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Organisational leadership 
The theories of Leadership and their application in practice
The fire and rescue service provide an essential part of society ensuring everyone is safe and rescuing people in their time of need (Murphy and ‎Greenhalgh 2017). Murphy and ‎Greenhalgh (2017), continue to explain that they provide a number of services to the community not just rescuing people in danger, an example of this could be fitting smoke alarms into vulnerable people’s houses. For the service to run without issues there is a clear chain of command (Gagliano, ‎Phillips, ‎et al. 2008). Leaders are essential because the team needs clear direction when attending the scene of an accident or disaster (Waite 2008). They can also supervise activity and intervene if members of the team make errors, this is important because in the environments small errors can have terrible results and possibly loss of life (Waite 2008). 
There are many different styles of leadership that are effective in different situations, so leaders must be adaptable (Waite 2008). Good leaders create learning environments, this means that the team as a whole is constantly improving, and team members are constantly pushing for improvement (Sims 2002). In order for leaders to create learning environments that improves staff they must understand the process of learning its self (Jarvis 1995). Managers use learning cycles to do this, as well as using other learning theories (Jarvis 1995).
To effectively promote learning within the fire service leaders must have a sound understanding on the way that people learn (Pardey 2016). There are seven different styles of learning and people can either learn with a combination of these styles or just one and struggle with others (Schmeck 2013). The seven styles of leadership include; visual learning, people within this category much prefer learning using visual images and this could include demonstrations as well as videos and pictures (Prashnig 2006). 

Aural learning is through phonetics this could be sounds as well as music (Galbraith 2004). Verbal Learning means people learn best when using words, either through someone speaking or in writing (Sims and ‎Sims 1995). Physical learners like to be physical while learning using their body and hands if they can (Allen, ‎Sheve, et al. 2010). Logic, reasoning and systems are preferred by logical learner to optimise their learning experience (Salkind and Rasmussen 2008). If learners are social or interpersonal then they thrive in groups and in learning situation with other people (Dunn, ‎Griggs, et al. 2000). Solitary learners like to work alone and absorb information best when there is no one else around (Travers, Rule, et al. 2017). Leaders must have knowledge on all these styles and be able to adapt and deliver to them depending on what type of learners they are instructing or teaching (Thomas 2004).

Learning cycles can help leaders further understand how people learn in their organisations (Shapira 2017). Kolb and Fry’s experimental learning cycle was created in 1984 and went on to be massively influential in learning theories around the world (Watson and Gallagher 2005). Kolb and Fry’s experimental learning model consists of four elements; concrete experience, reflective observation of the new experience, abstract conceptualisation and active experimentation (Jarvis 1995). Concreate experience is when the learner has a new experience or deals with a new situation (Mallick 2003). Reflective observation allows the learner to self-critique through hindsight and by observing others (Sims 2002). 

Abstract conceptualisation can be described as when the learners walks away from the task and reflects on how the task or experience (Jerling 1996). Jerling (1996) continues by explaining that during the time spent away from the task or activity the learner can use logic and remove emotion to identify the problems with their performance. Active experimentation is the final stage where the learner has more of an understanding and feels comfortable enough to start experimenting and learning from the results (Sims 1998). If leaders in organisations are aware of learning relevant learning theory, and Kolb and Fry’s cycle is a good example of this, then they can better understand how the other members of staff working beneath them learn and help enhance their leadership capabilities (Hugh 2006).

Within the fire service many different types of leadership used for different situations and leaders need to understand the purpose and effects of each style in order to use them when they are needed to do so (Windisch, ‎Crosby, et al. 2007). Autocratic leadership can only be used in situations where the leader has a lot of power over their subordinates and could be described as an extreme form of transactional leadership (Gray 2004). Gray (2004), continues to explain that this style is best used in situations where leaders need to make quick decisions and communicate them to the team with urgency. 

An example of this could be a situation where fire service if firefighters are in a building and the crew manager thinks the roof is about to collapse, he might shout an order to the team to get them out as quick as possible (Grant and ‎Hoover 1994). Grant and ‎Hoover (1994), goes on to add that team members have little opportunity to make contributions, decisions are made quickly, and work is completed fast and efficiently; although using this style too much or in the wrong situation or environment it can lead to demotivation of the team (Gray 2004). Authoritarian leadership should be saved for routine drills or emergency situations rather than all the time (Waite 2008).  
 
Bureaucratic leadership means the leader adheres strictly to the rules and makes sure his team dose the same, it could be said that they are ‘by the book’ (Milner and ‎Joyce 2005). This is a good leadership style to be used in a highly dangerous work environment such fire fighters at the the scene of a rescue (Teelken, Ferlie, ‎et al. 2013). Teelken, Ferlie, ‎et al. (2013), continues by pointing out that the downside of this leadership style is that it doesn’t work when the team need to work with a degree of flexibility and can have a negative effect on moral. Leaders within the fire service adhere to the rule but sometime this method can mean being over cautious (Fleming 2010). An example of this could be during the 7/7 bombing when the fire service refused to enter the underground tunnels until they knew it was safe meanwhile other emergency services where already down there and where aiding in the rescue (Fleming 2010).

When leaders use democratic leadership, they make the final choice of action but let the team become a part of the decision making process (Wart 2014). They encourage engagement, creativity and boost moral because of using this method (Wart 2014). Team members productivity will usually rise in a creative environment because they feel as if they are involved with the decisions and therefor a part of the organisation (Kane, ‎Patapan, ‎et al. 2009). Democratic leadership can also help to improve the skills of individuals because they take on new responsibility and try new things (Parés, ‎Ospina, ‎et al. 2017). An example of this could be a leader in the fire service holding team meetings and opening up to the team for suggestions about how to better support the community, as well as taking suggestions for public events to create awareness about fire safety (Murphy and ‎Greenhalgh 2017).

Lassiez-faire is French for ‘let it be’ and is used to describe a leader that allows his team to work largely with no supervision and on their own (Doherty, ‎Horne, ‎et al. 2014). This leadership can also occur because of a lack of control from the leader over the team (Fried 2009). Laszie-faire can mean that workers have complete freedom over their deadlines and goals (Evans, ‎Hassard, et al. 2013). Leaders using this style will support their subordinates and provide them with the resources they require but not get directly involved (Gill 2011). This style isn’t really used in public services like the fire service but could be seen in the higher ranks (Foster, ‎‎Nollette, et al. 2012). This leadership can occur in public services including the fire service but usually in defiance of the leader (Schyns and ‎Hansbrough 2010). An example of this could be a fire fighter entering a hazardous environment to try and rescue casualties, despite being directly ordered not to enter by the leader (Schyns and ‎Hansbrough 2010). 

Another style of leadership is people orientated leadership and entails the leader completely focusing on the development of his team (Van der Wal 2017). Using this method has positive results in increasing team work, collaboration and moral of the team (Gill 2011). People orientated leaders are easily approached, treat everyone in their team equally and make themselves available to their team at any time they are in need of help or advice (Gray 2004). This style is successful at increasing moral and creating a team that members want to be part of (Gray 2004). 

People working under this type of leader are usually more productive and are more willing to go beyond what is expected of them (Milner and ‎Joyce 2005). This is because they know the leader would do the same for them (Milner and ‎Joyce 2005). For example, people working with people orientated leaders might be more willing to stay over time (Milner and ‎Joyce 2005).  Examples of this in the fire service could be appraisals and one to one sessions where employees are able to talk to their manager about their work and ask any questions (Fleming 2010). 

However, this style of leadership if taken too far can result in the leader concentrating on the team to much and losing sight of the over all task or goals of the organisation (Denhardt and ‎Denhardt 2016). The use of this type of leadership had taken all public service into an age where they have forgotten their primary purpose, to serve the public effectively at the best value for money (Denhardt and ‎Denhardt 2016). Denhardt and ‎Denhardt (2016) continues by saying that this had led to a culture of looking too internally and forgetting about the important things like reducing the deficit and providing an excellent service. 

Servant leadership is not formally recognised leadership theory and describes a leader that simply adheres to the needs of the team (Greenleaf and Spears 2002). Greenleaf and Spears (2002), continue to describe a servant leader as someone with good intent, trying to lead by example (Evans, ‎Hassard, et al. 2013). In some cases, it can work and produce great results, but a team that is highly experienced and requires no supervision is needed in order for the leader to operate in this way. Servant leaders lead from behind and allow their team to take all the credit for the achievements (Evans, ‎Hassard, et al. 2013). Leaders in the fire service are aware of the experience levels of their team and use the appropriate leadership style (Russell 2016). This leadership method could be used if the crew manager knew that the team he was working with was rich in knowledge and experience, but in practice this would probably never be used. 

If a leader uses task orientated leadership methods, then they will only focus on getting the task done and little else (Morgan 2008). They ensure that structure, planning and organisation are present at all times and make sure the team is constantly is aware of it and is adhering to it (Wart 2014). These types of leaders reinforce standards of performance and behaviour to their staff (Gray 2004). Task orientated leaderships is good for ensuring that deadlines are met, and all staff improve their time management (Gray 2004). On the other hand, this leadership style can neglect the wellbeing of the members of the team and lead to a reduced motivation and possibly effect staff retention (Wart 2014). An example of this could be a crew manager not considering the effects of the conditions firefighters work in and sending them into a area that is not safe (Humphrey 2013).

Transactional leadership means the leader dose not believe they have to earn the respect of the team, so they will obey them, but instead that they have agreed to obey them by accepting the job (Evans, ‎Hassard, et al. 2013). The transactional leader rewards the employees that comply and work hard (Masters and ‎Uhr 2017). Workers that repeatedly do not meet the standards are punished appropriately to the organisations disciplinary procedures (Fisher-Yoshida and ‎Geller 2009). Although this style can feel as if it is overly controlling (Klitgaard, ‎Light, ‎et al. 2005), it can be useful when things need to be done quickly and the task is of high importance (Masters and ‎Uhr 2017). 

This style has been heavily criticised for its limitations in inspiring productivity and has been described as more of a management style rather then a leadership one (Masters and ‎Uhr 2017). An example of this could be the crew manager using transactional leadership at the scene at of a rescue because all firefighters need to be focused on rescuing casualties, controlling the situation and they are highly trained to deal with these situations (Foster, ‎‎Nollette, et al. 2012). 
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Transformational leadership is one of the most popular styles and has been seen in the private sector and increasing in the public services as well (Bass and ‎Riggio 2006). Transformational leaders aim to get the best results and improve themselves as well as their team through inspiring them (Wart 2014). Transformational leadership and bread high performance levels and help to increase involvement of the team as a whole (Gray 2004). One problem with transactional leaders can be their need for task orientated people to support them (Tourish 2013). Examples of transactional leadership can be seen in fire services across the UK in an attempt to further embrace diversity within its work force and having to adapt to austerity measures (Waite 2008).

A parental leader is one that shows the same level of care towards his workers that he would his own family (Alverez-Antolinez 2007). They assume the patriarch or matriarch role in the team (Alverez-Antolinez 2007). Parental leaders expect their subordinates to be trustworthy, loyal and obedient when required to be (Alverez-Antolinez 2007). This can often be found in fire stations because of the nature of being a fire fighter, risking their lives and depending on each other in dangerous situations (Waite 2008). 

It is difficult to say what the most effective leadership style is to use within the public services largely because a combination of all of them is preferable with the ability to use only one if needs be (Wallis, ‎Dollery, ‎et al. 2007). This is also the reason that the combination of both transactional and transformational leaders is so effective because they can support each other in different ways (Avoliov and ‎Bass 2001). Transactional leaders make sure that routines tasks are completed, and transformational leaders can focus on the welfare of the team and the quality of their work (Avoliov and ‎Bass 2001). 

Snow Boarding Reflective Paper  

During my 2nd year of the public services course in the University of Wales Trinity Saint David, I attended a snowboarding trip in Bulgaria. The trip lasted 8 days and was intended to put us into dangerous environment so that we could see the importance of leadership. Snow sports can be very hazardous and cause accidents, which is why we had an instructor to teach us how to safely learn to snowboard. Although snowboarding is very different from working in the public services there are similarity. Both require high physical abilities, present a high risk of injuries and require training and information retention in order to be done safely.

On our first day on the slopes we attended our lesson on the learner slope where we met our instructor. He introduced himself and encouraged everyone to stand in a circle and introduce themselves as most people in the class had not met before. The instructor was using people orientated leadership to make sure everyone felt comfortable in his class. He then began by teaching us how to carve in the snow, this being the intermediate class everyone knew the basics.

He told us to practice after class and by tomorrow it would be much more natural, this falls in line with the Kolb’s experimental learning model. He ended the session by telling all the students not to go on the advanced slopes and to stay on red, blue and green, he did not ask but in stead ordered everyone not to go on them and was using authoritarian leadership; it was also democratic because he was reminding all his students that they were intermediate snowboarders and they should stay on the slopes designed for their level of skill. By the second session the instructor identified me as one of the strongest students and because I was first aid allowed me to stay at the back of the class while going down larger slopes to ensure no one was to have an accident, he started to use a lazziez-faire leadership style towards me. 

By the third day he was encouraging me to give demonstrations to the class and take small parts of the session myself. This could be described as transformational leadership because he was pushing me to develop myself and do something i had never done before. I found myself using authoritarian and task orientated leadership when delivering instructions to the class and using people orientated and lassiez-faire leadership when supervising the class asking if people if they were ok when they fell over and asking if they needed any help, but largely letting them practice on their own.

By the fourth day most of the class had stopped showing up, when we saw them on the slopes the teacher approached them and used democratic leadership to tell them it was their choice if they wanted to turn up to the lessons or not. He also used a combination of bureaucratic and parental leadership to tell them that he thought that they should keep on attending because it is the best way for them to learn therefor making then safe by reducing the chance of injury. The instructor also insisted that we all go for lunch together and while we were eating he would conversate with all the students and try to get to know them better. He was interested about his students and offered much advice to several people and wanted the class or team as he called it to get along; his preferred styles of leadership seemed to be towards parental and people orientated. 

Because a lot of my classmates had not been snowboarding before they were in the beginner’s class and thought of me as quite good. I was aware that some of them looked towards me as a leader in this situation and wanted to teach them as they were struggling with some of the basics. In my stupidity I convinced them to come to the bigger slopes against the advice of the instructor, and it ended with us having to walk back down because it was too challenging for them. I realised I shouldn’t of tried to make them do something they weren’t comfortable with because they could of hurt themselves or someone else by falling. I also realised the reason for bureaucratic leadership is to avoid unwanted circumstances such as that from arising. 

I was very pleased that I had the opportunity to gain leadership skills from the trip because the instructor let me take parts of the class. As well as this I felt as if through using a combination of leadership styles to deliver instructions for the class and then to supervise the exercise worked well and I was pleased with my performance. I also learnt that rules and systems are usually in place for a good reason to prevent potentially dangerous situations form occurring. Perhaps I also was a servant leader constantly trying to help my class mates to improve and forgetting I’m a student myself and focusing more on my own development and pushing my own skills. 
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