


The Theories of Leadership and their Application in Practice

This essay will include a critical evaluation of key leadership theories and strategies by highlighting the two main theories and the styles which comes under them. Each leadership style will be explained and arguments for and against the styles will be shown. Key studies and evidence will show that some theories are better than others in effectiveness and in the morale of the team. Also, a look at the British Police, how they operate and what leadership styles they use will be looked at. Looking at government reports will allow for an evaluation of what good leadership is within the police and what theories link to their ethics and morals. The characteristics of good leadership will be explored throughout looking at key literature and studies on the most effective leadership styles.  
According to Mango (2018), there has been extensive research done on leadership theories and their application to people or organisations. Within relevant literature, there are around 66 leadership theories that often obstruct the progressive practice and research of leadership as they often oppose each other. Leadership theories are made up of several factors ranging from social influences like pleasing people by leading well to internal factors like having the integrity to lead well.
Bass and Riggio (2005) highlight the two main theories of leadership, namely transactional and transformational leadership. Several other theories or styles of leadership come under one of these two theories. The transactional theory follows a system of rewards and punishments which are given to the team based on their actions towards a certain goal. The theory aims to use rewards to increase motivation and punishments for fear to prevent a lack of enthusiasm for a given task. On the other hand, transformational leaders want to inspire the team, increasing their morale to achieve a goal effectively that everyone can envision for the future benefit of the people or organisation. Both leadership theories have various styles within them which have similarities and differences in certain aspects and the style is situational. 
Other popular theories are the great man theory and trait theory, which once again contrast one another. Organ and Cawthon (1996) describe the great man theory as people being born with talents that are perfect to be a leader with. This disregards any social influence or skills that may have been developed throughout their life, but that it is from birth, and nobody can learn these skills. However, this is an older theory that has lost traction over recent years as the majority believe that skills are partly born with and developed over time through social interactions. Tjletveit (2003) argues that character and virtue have to do with the ethics and morals of a person and what they may view as good, excellent, or praiseworthy. Therefore, depending on the character of a leader it will result in what they see as good in their team and their response to the team will depend on their own individual ethics and morals. Crossan et al (2015) similarly define virtues as appropriate behaviour such as courage and accountability which are emblematic of good leaders. However, the opposite of virtues are vices which can become a problem if a leader has a very high level of integrity, it can end up leading to dysfunctional self-righteousness. This comes together under transactional theory and one of the main styles under this is the autocratic style.
According to Vliert (2006), the autocratic style is self-centred, primarily due to the leader knowing what is best for the situation which neglecting other people’s thoughts which may better respond to a task. Any leadership style is situational and so depending on what happens in a situation, different styles would benefit more than other ones. Geddes et al (2014) for example call the military rule a form of autocratic governance. Due to the task of defending a country, a military must be able to act quickly in certain situations which the autocratic style is fit to do by giving orders down the chain of command. Vugt et al (2004) highlight the benefit of group stability with the use of the role which leads to better performance and the task is completed more effectively. Lastly, Chukwusa (2018) explains that the autocratic style is built primarily on a system of rewards and punishments to boost productivity. Sharot (2017) goes further and explains how that in certain situations one of both are effective. For example, in a study of hospital staff in New York who washed their hands before and after entering a patient’s room increased by 80% by adding a ‘Good Job’ message after each wash. However, in cases of sharing private information of patients, punishment is more likely to be effective.
Chaudhry and Javed (2012) explain that the Laissez-faire style is when a leader neglects to make decisions for the team and lets the team do the task on their own. Notes are also made on the motivation, due to the team working together with their own ideas it makes them feel like they have a part with the team, and they are doing good. They also work harder to reach the goal given to them. At first glance, the Laissez-faire style may seem like a transformational style due to the motivation and inspiration the team is given, but this is not the intent of the leader, and a system of rewards and punishments are given. Sharma and Singh (2013) raise characteristics including the lack of routine feedback from the leader, giving employees freedom, capability due to the leader trusting the team, flexibility to adapt to changes and share of power. Yang (2015) argues for the style claiming that it is beneficial specifically for introverts who do not need to interact often with the leader. On the contrary, Skogstad et al (2007) claim that this leadership behaviour is destructive which can lead to bullying within the team as there is no management.      
On the other hand, the trait theory claims that an individual with certain traits is more likely to be a good leader than someone else. Their personality reflects qualities through extraversion such as honesty, agreeableness, conscientiousness, emotional stability, and intellect which are also known and the Big Five within the theory (Fleeson and Jayawickreme, 2015). Older reviews by Stogdill (1947) and Mann (1959) dispute the theory by claiming that there was no credible evidence at the time to prove the theory was correct. Oftentimes studies conducted did not clearly define leadership and showed a lack of consistency to support their claims. However, a newer meta-analysis by Judge et al (2002) showed a relationship between leadership qualities like extraversion and agreeableness and leading which supports the theory. One limitation of measuring the theory according to Colbert et al (2012) is that if only one person measures the traits of a person, they cannot conclusively claim the evidence is strong enough to support the theory. Therefore, due to the trait theory being set around the character of the leader, their high-quality traits allow them to lead the team in a visionary manner, coming under the transformational leadership theory. 
Spector (2014) argues that the transformational theory is flawed because it misleads people by showing a vision that may not be realistic to achieve. But another popular leadership style under the transformational theory is the democratic style which has shown to be successful. One of the main characteristics of this style is that it is led by the people, more specifically coming together to share ideas to reach a unified goal and has been used over the years among politicians in governments (Henriks and Karsten, 2014). Although the people play a big part in the style, it is one person who asserts dominance in a group but ultimately makes the final decision with the acceptance of the team. Other characteristics include productivity, satisfaction, involvement and commitment for the team and the leader to be knowledgeable, guiding and a good listener (Choi, 2007). Lastly, Foels et al (2000) studied the satisfaction of team members through democratic and autocratic styles of leadership. Overall, there was more satisfaction among team members when the democratic style was used. However, it was noted that the results depend on four key aspects of the study, group reality, groups size, gender, and potency of leadership style. These components may vary the results of the study. 
	According to the National Policing Improvement Agency (2011), leadership in policing is paramount, needed across all ranks in the police which are made up of leadership styles, behaviours and competencies and based on the ethics of the police. It is also acknowledged that a variety of leadership styles are needed to be a good leader which includes a mixed style of leadership, being a role model to others, situational leadership, and participative leadership. HMICFRS (2018) inspects leadership as a skill and way of thinking, again highlighting its importance across all levels of policing. One of the key objectives during the inspections was to find out if workforces were able to challenge their leaders by suggesting new ideas and new methods to work. This shows that the environment within police forces can work together comfortably, and the staff is able to feel valued and empowered.  
	Dobby et al (2004) conducted an interview study with police officers and postal questionnaires to find out what they thought good leadership was within the police force. Findings showed that officers want their leaders to make them feel proud for their service and their contribution to the force. Furthermore, emphasis was made on enabling, valuing, and developing staff to better their effectiveness in their role. Within the inputs given by the officers, 53 different behaviours were identified relating to effective leadership and the majority seemed to like the transformational styles over the transactional ones. White (2015) agrees by stating that issues can arise within organisations if people do not feel valued and can lead to them being late to work, lack of enthusiasm for the task and increased conflict and stress among workers. 
Goff and Herrington (2014) explain that the police are required to be able to operate effectively in complex situations which may be social, political, and organizational. Due to the different challenges, the police must face, they must be able to function effectively as a leader. They also offer opinions on the different styles of leadership different ranks must use. For example, senior ranks must be able to provide vision, make decisions, use critical thinking and problem solving which would lean more towards the transformational theory and a democratic style. The middle ranks deal more with training recruits, planning, coordinating, mentoring which would be more of the transactional theory and an autocratic style because the newer recruits are less knowledgeable. Caless and Tong (2015) address that greater leaders have more accountability for their actions, which makes the role of a leader more challenging for higher ranks within the police. One key aspect of this difficulty would be ethical leadership, following the morals and ethics of the police and upholding them with integrity, thus accountability and ethics are linked together (Ramshaw et al, 2019).     
In conclusion, there are two primary theories that hold a variety of leadership styles that are used depending on the situation and the task given due to different styles being more effective. Key characteristics of these theories and styles have been explored, to get a balance of their advantages and potential disadvantages. Arguments for and against these styles have been shown to prevent a bias to one side of the theories. Police officer interviews show the characteristics of the previously mentioned theories, linking those theories not only to the workers but to the workforce. The police forces understand that they must adopt multiple styles of leadership to deal with the tasks they are faced with daily. Allowing a variety of styles shows great skill in the work of the police to adapt and overcome the challenges they are faced with. It is further explained that different ranks within the police hold greater responsibility and accountability for their actions which creates an environment for the need to act with effective leadership. 












Personal Reflective Report of Leadership Used During a Team-Building Activity


In November 2019, the university planned a two-day trip to Rhosili Bay where the first years would participate in team-building activities, from which they could learn. On the second day of the activities, I and another member of the team were tasked with navigating through the terrain using maps, compasses and marked coordinates which we had to reach checkpoint by checkpoint. Our primary goal was to follow a route along the coastal path which was relatively simple due to the landmarks we saw along the way, which confirmed our location. When we began the walk, I and the other team member agreed that one of us should stay with the front half of the group and another on the second half, so that we could involve the entire group in conversations. A few miles into the hike the group overseer privately told one of the group members to disappear from the group and hide. As I was talking to everyone in the group, I quickly noticed that someone was missing, I immediately warned my co-leader what had happened, and we ordered the group to stop. A quick look around resulted in us finding the hidden group member and the group overseer praised us for realising so quickly and how we dealt with the situation. Lastly, as the walk continued, the group became increasingly tired and so it was my duty as the leader to try and raise the morale of the team by talking to them and motivating them with positive energy, which a visionary leader would do, aiming to create the vision within the team to achieve the task with high team morale.
During the activity, I firstly was excited as I enjoy leading teams, especially when situations can pose challenges which makes it more difficult. Overall, I was positive towards the group, there were some team members who would complain far more than others and so keeping that positive attitude was paramount in keeping the team happy. I dealt with every situation as calmly as possible because if I did not, it may have resulted in the team becoming more stressed and fatigued. Looking back, I felt overall that it went well. I did not think that anyone disliked my method of leadership as I tried my best to include everyone in the task, even the navigation, although it was only myself and the other team member who was tasked with it. I felt that including them would create a sense of value in the team which links to a democratic style of leadership by allowing their opinions to be heard and creating a sense of value. 
The task itself ran smoothly, there was only one time where we had to double-check, we were going in the right direction, but help from team members and the collective input allowed us to quickly overcome the challenge. The only negative I can gather from the task was the complaining of team members, granted it was difficult for some, the negative attitude towards the situation could have quickly spread so we kept a close look on that. There were times when I could have reacted in a way that would have negatively impacted the team, but I tried not to let that happen, although it did happen a little with my co-leader. We kept the task our primary focus and helped each other to think past the immediate situation. What would have helped greatly as if everyone knew how far we had to walk, I perceived that some thought it was not going to be a long walk and when they found out it was it changed their attitude. In addition, maybe if the team would have taken a more snacks to assist them in their walk, that could have helped them more. There was also one or two occasions when we would have a short break, begin moving and within minutes someone wanted to stop again which hindered the task a little because we planned on arriving at the destination at a certain time.  
I could have let the team know more frequently what we were doing as oftentimes we would keep walking by telling them how close we were to the new checkpoint. However, I do not know if this would have been beneficial as giving updates too frequently may have annoyed them. Or, letting them know how far is left may have demotivated them because of how far we had to go before the next one. I still did this a little which would have been a type of autocratic style because I was simply giving information that needed no input from the team. The main lesson I have learned is that to lead people, understanding the individuals within the group helps greatly in understanding what type of leadership method they enjoy the most. Also, communication and listening skills were also some of the most important skills to use because if someone was asking a question that I would not answer, it could have created a division in the team. When leading in the future, I would implement a little more autocratic leadership when needed as too little can almost allow the group to make their own decisions, which I do not mind but they may exclude certain team members. 
 If this situation was to arise again, firstly I would engage more with the team members who are quieter than the rest. Oftentimes I have noticed that when quieter individuals begin to share ideas, they are beneficial to the team. I would also like to engage with the team throughout the task as there were some occasions where everyone would go quiet and not talk due to the fatigue experienced. However, this sometimes is needed to help the team push through. In some situations, being too agreeable with the team may result in the team members thinking they are better for leading in the situation which may not be the case, therefore a clear leadership role must be established throughout the task. 
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