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Assessment 1: Essay


Introduction:
[bookmark: _Int_sXVVOQda]Outdoor education is a dynamic field that requires leaders who are able to adapt to a variety of different situations. To do this they must use different leadership styles, to make sure the participants are safe, and that they have a good experience. In Brymer and Gray’s paper, titled “Effective Leadership: Transformational or Transactional” Brymer and Gray judge the effectiveness of transactional and transformational leadership in the outdoor environment. This essay will critically analyse their works against existing leadership theories, personal experiences, and individual findings to properly decide if the two leadership theories have a place in the outdoors.

Transformational Leadership:
Leadership is defined as the process of guiding and influencing people so that they collaborate toward a common goal. It is not all about having the title of leader but more about how someone forms direction, creates alignment and builds trust and commitment in a group (Boston University, 2025). Whereas transformational leadership is a leadership style where the leader motivates and encourages followers to achieve more than what they thought was remotely possible, they do this by creating a compelling vision, fostering innovation and inspiring personal growth (Howell and Avolio, 1993). Transformational leadership is made up of four main qualities. The first is individualised consideration, this is where the leader is more of a mentor and guide to the followers by listening to each followers needs. For example, this can be used in outdoor activities such as hill walking because the leader could adjust pace or choose different routes to help specific people. Another quality is inspirational motivation; this is where the leader communicates a clear end point that energises people and will make them want to work towards their aspiring goals. The whole purpose is to create meaning by using eager and enthusiastic language so that the group has an uplift to go beyond what is expected and feel optimistic. The third quality is idealised influence; this is when the leader acts as a role model that people want to follow. It consists of always having high standards, integrity and courage. This is so that the followers can develop a sense of trust and respect with the leader and leaders' values and standards. The last quality is intellectual stimulation; this is where the leader wants the followers to think for themselves, create new ideas, problem solve and question assumptions. The leader would use this when they want the followers to learn from their mistakes and look at problems from different perspectives. As the leader you want them to learn and get involved with generating ideas (Towler, 2019). 
Transformational leadership can be used in various settings but can be useful in an outdoor setting. Brymer and Gray, (2006) suggest that transformational leadership fits outdoor learning because it can be skill and behaviour dependent, adaptable to various situations and focuses on self-development and development on the followers. An example where I have experienced this type of leadership was when I lead a low skill group on a mountain walk. As a leader I had to change my styles throughout the day, so all the groups' needs were met and all of them got a chance to learn how to navigate. I also chose and easier route to adapt to their skills compared to a more experienced group where I would delegate for them to choose the route. During the walk I allowed the followers to take turns in navigating in small groups while I taught them basic skills such as pacing, interpretating contours and finding their bearing. This type of leadership style is known as coaching because the group needed high directive and supportive behaviour. This is used when the group are low skilled and unable but still willing to learn and confident (Hersey and Blanchard, 2010). During this experience I used one of the four qualities which was individualised consideration because I was more of a mentor and guide to this group by teaching them new skills and adjusting the walk to their needs (Towler, 2019). 
Another experience I have been involved in is when I was part of the group and someone else lead during a kayaking activity. At the beginning of the trip, the leader encouraged us to try basic manoeuvres, allowed us to help choose our route and coached me to develop my skills. This was use of democratic leadership style because the decisions were shared between the leader and the group which is part of one of the styles from the Conditional Outdoor Leadership Theory (Roche, 2023). This also supports Brymer and Gray, (2006) and their opinion of transformational leadership being able to be used well in an outdoor setting because the leader also used individualised consideration by allowing paddlers to learn and they used intellectual simulation so we could build our confidence while still in a calm and safe environment.
In my opinion, Brymer and Gray's, (2006) paper on transformational leadership will help me develop my theoretical knowledge and my practical knowledge because they emphasise the fact that transformational leadership is a better style for outdoor settings. The research shown in their paper supports the idea that transformational leadership helps with personal growth, motivation and self-determination not just completing tasks or objectives. This is very relevant in leadership in the outdoors. From a theory point of view their paper helps me understand that in an outdoor settings leaders are not just there to manage the task but also to help followers develop themselves. Brymer and Gray’s, (2006) findings also show that unlike transactional leadership where it is all about rewarding followers, in an outdoor environment it is preferable to use transformational leadership because of the more development and relationship-oriented approach. The findings from the paper have helped me develop my knowledge in a practical way as well. For example, it has introduced me to the four I’s of transformational leadership which will change my view and the way I lead groups in the future on practical activities. Such as inspiring the group I am leading with a vision or target beyond the activity itself and their expectations.

Transactional Leadership:
According to Bycio, Hackett and Allen (1995) they define transactional leadership as a style where the leaders inspire the followers through giving rewards for a successfully completed task and consequences upon error or failure. This is known as contingent reward leadership because the relationship between the leader and follower is an exchange depending on task completion. The other factor is management by exception; this involves the leader observing the groups performances with the goal of stopping mistakes so that they do not result into serious problems.
In my experience transactional leadership can be useful when aiming to complete an objective during an outdoor activity. For example, completing an abseil down a sea crag that I was trying to attempt. The weather, and the force of the waves made it too dangerous for me to get back to the coastal path where the rest of my group was safely. One of the leaders at the time of this incident brought themselves down to be with me. He gave me strict instructions to follow him exactly how he explained and I would get to the top safely uninjured. While we were scrambling along the crag face, he constantly checked that I was being compliant. If I went wrong or made a mistake he would stop and give me firm instructions so that I would not happen again and cause a more serious problem, this was done to ensure my safety and progress up the crag. This would be a clear example of management by exception because he continued to monitor my behaviour and performance to make sure that my mistakes did not cause us more problems (Howell and Avolio, 1993). This would also be an example of the conditional outdoor leadership theory, in this situation they used autocratic leadership because in this scenario the leader had full control over the decision-making process and I had minimal input; this style of leadership increases efficiency and gives me clear direction of what to do (Roche, 2023).  Linking back to the paper, after reading the research from Brymer and Gray, (2006) they also say that in this type of transactional leadership the leader will set out their expectations of the follower and what they demand from them at the beginning of the task, this is so that the leader can then be more prompt with correcting the followers mistakes. 
The paper from Brymer and Gray, (2006) enables me to develop my understanding of transactional leadership and how to put that into practice. Before I reviewed this paper, I lacked the necessary knowledge to effectively develop my leadership skills. After reading the paper I have gained the understanding to improve my transactional leadership, which would further my future praxis. For example, when leading a group I can now improve my observation skills to support my followers by pre-emptively anticipating mistakes my group could make, as part of active management by exception.

Development of my Future Praxis:
In the future I would like to pursue a career in being a Freelance Outdoor Practitioner. In this role I would need to use both transformational leadership and transactional leadership. This is because I would require a variety of leadership styles to be an effective leader. Transformational leadership is a useful tool because it helps me develop relationships and connections with groups that I lead, this can then receive me good results and assist me in acquiring more jobs in the outdoor sector. By using the four I’s of transformational leadership it can help me adapt to various different skill levels of the groups that I will lead, for example I would have to use indivualised consideration when leading a group of children so that all their needs are met and everyone feels involved because of their lower skill level. I would also use transactional leadership because 	it is necessary when conditions and situations need the followers to be more task oriented. This is because you would be more autocratic in low conditions of favourability, and you are focused on completing the task safely. For example, when the weather makes conditions more unsafe, you would need transactional because it is no longer about building a relationship but more of a focus on the task. 

Conclusion:
In conclusion, Brymer and Gray's work demonstrates that transformational and transactional leadership both play key roles in outdoor education. Transformational leadership excels in promoting personal growth, motivation, and adaptability, as seen in activities like hill walking and kayaking where leaders mentor participants and encourage innovation. In contrast, transactional leadership ensures safety and task completion in a variety of scenarios, such as abseils during adverse weather, this is through the leader giving clear directives and error correction. For a future career as a freelance outdoor practitioner, integrating the transformational leadership style can give me the skills for relationship-building and skill development. Whereas transactional leadership can support me in scenarios where I need to be leading the group in more of an autocratic way to keep everyone safe and complete the task efficiently. 
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