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The theories of Leadership and their application in practice


	There are many different types of strategies and theories of leadership that the public services use. Throughout this essay, the main topic that will be focused on is how the ambulance service carried out different leadership styles and strategies during the Manchester Arena Bombing. Other parts of the public services will also be mentioned and how they apply the strategies and theories as a force on duty. 
The different leadership strategies are:
·  Authoritative.
·  Autocratic.
· Laissez-Faire.
· Transactional.
· Transformational.

. According to Dinham (2007), an authoritarian leader will be at the centre of operations, holding the strings to ensure everything within the organisation goes smoothly. The authoritarian leadership style is action oriented. These types of leaders share permissive and authoritarian characteristics. They are receptive, friendly, and helpful. They are inclusive and responsive to a variety of individual and communal needs. They are excellent listeners who work together to achieve consensus and commitment in a team.

Autocratic leaders only allow little or no input from team members. They do not like to have anyone’s opinion input, nor hear ideas. This type of leadership requires the leaders to make almost all of the decisions in a group task or decision. (ST.Thomas University, 2018).

Laissez-Faire leaders tend to give little guidance when it comes to working in a team. 
This type of leadership tends to be a quite laid back leader who gives most of the responsibilities to their team and does not get themselves involved. People in their team are expected to solve their own problems and have very little help from their leader. Laissez- Faire leaders will only take charge of something if it is necessary to them. (Chaudhry, Javed., 2012)
In an organisation, transactional leaders have official power and responsibilities. This sort of leader is in charge of keeping things on track by overseeing individual performance and facilitating collective performance. They also establish standards for their employees based on previously established criteria .Although transactional leaders can be quite tough and demanding, they also give rewards for completed tasks which creates motivation for their team to get their jobs done. (Chaudhry, Javed., 2012)

The opposite to Laissez- Faire leaders are transformational leaders. Transformational leaders listen to their teams’ concerns and needs so they can provide support for them. They work on the assumption that what drives one individual may not motivate another.
Transformational leaders may express a cohesive vision that inspires team members to go above and beyond. They recognise that personnel with a strong sense of purpose are the most driven. These executives aren't afraid to put their people on the spot. (Long et al., 2014)
 
As well as some of these leadership styles, there are also theories that explain how different types of leaders can influence people in certain ways. For example, one of the theories is called the ‘behavioural theory’. The behavioural leadership theory looks into how leaders act and have some hope that the  attributes that the leaders portray may be replicated by others to become great leaders. This theory suggests that leaders are not born successful but they are actually made by learning and watching how other leaders act. The behavioural theory has many advantages, one being that leaders can learn and decide what actions they want to implement to become the kind of leader they want to be. Another great benefit of this leadership style is that it suggests anyone is capable of becoming a leader as they can learn and grow into someone that could someday lead a team of people.
One disadvantage of this theory is that it does not suggest how to behave in certain circumstances. Example of this is  just because people learn the practises and behaviours does not mean they will be able to enact the theory properly (Harappa 2020).

	Another theory is the management theory. This theory is sometimes called transactional leadership, and focuses on supervision, organisation, and group performance. 
A person that carries out transactional leadership is someone who will give rewards and punishments. When employees do something successful, managers reward them. When they fail, they may get punished. Transactional rewards and punishments are given based on the idea that people really only do things for the reward. 
According to Lai  (2011), the management leadership style has a lot of potential.
 Employees have been found to respond well to positive reinforcement, which encourages and motivates them to achieve. However, there is lots of criticism towards this leadership theory. Consequences can lower the employees' determination to work hard and have a negative influence on the company. It can also be viewed as a ‘slacker’ leadership style, as rewarding and punishing staff is a relatively straightforward approach to lead them.

The opposite of management theory is the transformational theory.
According to Ugochukwu (2021), transformational leadership is a leadership style that relies on a team's support to achieve overall success. Raising a team's morale and self-confidence allows them to identify themselves with a larger vision or common goal. Transformational leaders have characteristics that make it enjoyable for their team/employees to enjoy work.The characteristics that exist are being full of energy and having a lot of passion. However, this can go downhill in a workplace as transformational leaders are seen to go off task and the work does not get done as efficiently as other leaders.




	All these different types of leadership theories have their advantages and disadvantages. So to even them out and look at the differences between them both, researchers Judge and Piccolo wanted to identify which leadership styles created a positive outcome out of job happiness, follower motivation, and organisational performances which are just a few examples.
Judge and Piccolo carried out a meta-analysis of 626 correlations from 87 sources to relate transformational, transactional, and laissez-faire leadership characteristics to the outcomes of which they had(Judge and Piccolo, 2004). 
Their findings found that even though transactional and transformational leadership styles are presented as being completely different from one another, certain elements from both leadership styles may create the best results for a good leader.
In a similar study that was carried out, Wang et al. showed that transformational leadership had a positive impact on personal, team, and organisational levels (Wang, 2011). They went on to explain the implications of consistent rewards against transformational leadership. They discovered that by giving out rewards predicted higher individual task performance, but transformational leadership predicted better organisational behaviour and team work.

	Now that there is a an understanding of what the different styles and strategies are, 
The public service that  will be analysed and looked at is the ambulance service and how they apply the different styles and strategies into their line of work. 
An example that will be used for their experience on the different leadership styles is ‘The Manchester Arena Bombing attack’ that happened on May 22nd 2017.  
There will be an evaluation of the effectiveness that was carried out by the North West Ambulance service. The areas that will be looked at is what type of leadership skills were used by the NWAS and if the skills were used to a good standard or if their skills put them in a more critical situation.
	
During the Manchester bombing attack there were a few different types of leadership that had been carried out by members of the North West Ambulance Service. One of them being transformational. The ambulance service had to work with their teams to create a successful approach to the scene. The leaders had to rely on communication, passion, adaptability, and support (Bass et.al. 2006).
An example of a transformational leader was a man called ‘Parry Ennis’ to which he had applied his leadership skills during the attack. Paddy Ennis was first at the scene, modelled the way in the foyer, coming up with the idea that they should use billboards and metal railings as equipment in which he inspired others with his vision (Kerslake 2018). 
This was a great example of transformational leadership as he got a few of the other NWAS (North West Ambulance Service) responders to all come together and use any ideas that they could come up with to help the injured people and move them to safety. If Paddy had not taken control and did not use his initiative idea of using teamwork, more people could have got injured and the people could have waited a lot longer to be aided by NWAS. 
Thankfully, for his great leadership skills, people were moved out of the foyer nice and fast and headed to hospitals. 

Another example of transformational leadership was carried out by Derek Poland, commander of NWAS. BBC News (2021) says that Derek Poland arrived at the scene expecting to have a higher commanding role because of his skills. However, when he arrived, he was the parking point officer. He had to lead the ambulances where to park and then brief everyone that came about the current situation. This is good transformational leadership because Derek got himself involved with the teamwork that was being carried out instead of giving the commands to other people on his team. The advantages that came with David getting involved with his team helped increase team motivation and job satisfaction.
High level of productivity can be achieved by all working together instead of just giving out the commands. The effectiveness that Derek had on the situation created an impact on his team to be motivated and strong minded. This allowed the paramedics arriving at the scene to go into the foyer where there were multiple casualties with confidence. 

Opposite to transformational leadership is a leadership style called laissez-faire.
Gold commander Neil Barnes who was at home for two hours after the explosion had happened, was waiting for ‘more intel’ before heading to the scene. 
A laissez - faire leadership style depends on members of the team taking initiative. If team members are skilled, take responsibility, and want to work alone, this can be an effective technique. However, in the case of the Manchester Arena attack, the NWAS team could not work alone. The disadvantages of this leadership style is that it can cause more issues with teamwork. If there is no sense of leadership or communication then roles and responsibilities will soon crumble under pressure (Chaudhry et.al. 2012).

Mr Barnes shows that he is a Laissez-faire leader. This type of leadership can result in poor crisis management, to which it did during the bombing. Mr Barnes' trusted his workers to know what to do, and mostly just left them to get on with the task at hand. Relying exclusively on this very relaxed, hands-off leadership style may make you appear like you do not care and are disengaged with the rest of the team, potentially creating higher risks. 
The effectiveness that Neil Barnes had created in this situation just added more stress onto the NWAS. Neil had discussed in an interview that he did not call the emergency operations centre of NWAS or use his radio to listen in on radio traffic to find out what was going on.
Mr Barnes said: “I think the process is clear. I don’t get involved as a strategic commander.”
Mr Barnes had added more stress to the event and other commanders in NWAS as they then had to step up to his gold commander role until he arrived at the scene. He had slowed things down for the NWAS.

It could be suggested that if Neil Barnes was listening out on his radio and tried contacting the NWAS team that were at the scene, he could have arrived much quicker and led the team into having roles and responsibilities which would have helped things run a lot more smoothly at the scene. As the NWAS did not have a commander at the time, people had to improvise and do their best at what they did. Mr Barnes may have been able to help the NWAS at the scene by giving them instructions and placing people with the correct roles at the correct part of the scene, resulting in more people being aided. 
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	Leadership in Action Report




I have used many of the leadership theories and strategies in different experiences throughout my life where I have learned from mistakes and changed the way I led others. An example of when I used leadership theories and strategies was when I was in year 11 in comprehensive school during Welsh baccalaureate. We had to create a team of 5 people and carry out a task on creating a product that you think would sell in stores that we could make profit out of. We had to come up with the costing of the production, the labour, the shipping and the advertisement so people would know about our product. When we got into a group we all discussed that I would take the main role as the leader throughout our task. However, I felt pressured into being the leader as I thought I was not capable enough to carry out and lead a team, whereas everyone else thought I would be good at it.

The first leadership theory I can identify that I used was the management theory. As I have never led a team before, my first approach was to come up with ideas and put people into different roles. Meaning one person would work on production, one on cost and so on so forth. As well as using this type of leadership theory, I also used a similar leadership style which is called ‘Laissez-Faire’. I didn’t give my team much guidance as to what they had to do as I was very nervous about how to instruct them. I was quite laid back with my team and did not keep much contact with them and ask how everything was going. When I look back now, I realised that I expected my team to solve their own problems and have very little help from me. 
A week had gone by and when we met up again as a team during a class, not much work had been done. This is where I realised the type of leadership role that I was carrying out was not effective at all. As the deadline of our task was approaching I knew I had to do something to encourage people to get the work done. This is where I recognised I changed my leadership skills. I then started helping my team and becoming more involved with them and the work. A leadership theory that is similar to this is a theory called ‘transformational leadership’. 
The qualities I showed that related to this theory were a lot better than the ones I used relating to the laissez-faire theory. The qualities I showed were::
· Great teamwork
· Communication
· Passionate 
· reassurance 

These qualities helped me to lead a team better than Laissez-Faire. As I started developing a better role in my team, the work for our project started coming together. Previously, I had given every person in my team an individual task and allowed them to get on with whatever they had to do. This was bad as there was no communication between any of us, there was no progress in the project and I did not know if any of my teammates were struggling as I was not communicating with them. This type of leadership style I would not take the role of again because it caused more stress and consumed more of our time that we had to complete our project to the due date. 

The effectiveness of changing my style of leading helped me massively as the people in my group started looking up to me as their leader and we started working effectively as a team by coming up with great ideas and solutions to our difficulties. .
The difference with transformational style leading is that I was able to communicate with my team better. We had also managed to get our project done on time due to helping each other with ideas, getting involved in each other’s tasks and switching roles so we could see how we could improve each other’s work. Through that I had learned that it was better to lead my team by getting involved with the project myself and to talk to my teammates so that we could help each other if we were struggling. This allowed me to be a role model to my team because once they started seeing me change my leading skills, they started getting involved with the task more and talking to me and one another for help and ideas.
The only negative that came along with the transformational leadership style was that everyone in the team sort of became a leader so then when coming up with ideas, we were all indecisive and could not come to a final decision on some of our plans. 

A recommendation that I would give myself for the future is, if I were to lead a team again, I would take on the same sort of leadership style by making sure we are all communicating and sharing ideas and asking for help. However, I would make sure that I would be the person to have the final say of any plans and ideas which would help me in the long run. It would help me by getting tasks done on time so there would not be any time wasting on being indecisive. It will also allow me to have some authority as the leader by making a final decision. There is a leadership theory that goes with this leadership style called the ‘Democratic leadership theory’
This theory is when a leader likes to get everyone involved and hear their ideas and opinions but also will have the final say. If I were to use this theory in my future, I believe everything would run a lot more smoothly and it would help me avoid any challenges that I had to overcome when i used the Laissez-Faire leadership style. 

