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Part 1 - Essay
Leadership within the public-sector environments is a challenging task (Ojala 2013), as the legislation and bureaucracy that underpins the public sector have a profound influence on the leaders of these organisations. Van Wart (2003) deﬁnes public sector leadership as “the process of: (1) providing the results required by authorized processes in an eﬃcient, eﬀective and legal manner, (2) developing and supporting followers who provide those results, and (3) aligning the organization with its environment”. In recent years, a greater emphasis has been placed on the importance of leadership and a move away from the use of the word management. This move away from the term “management” can be attributed to the shift towards the importance of performance within the public sector. The evolution of the terms management and leadership have caused confusion within the public sector as distinguishing the differences between the two has been a challenge within public sector organisations (Pardey 2006).
Leadership within the public sector requires leaders who can be flexible and can adapt to the everchanging economic, political and environmental climate. Their decision making must also consider the ethical issues of leadership and management and should respond objectively rather than personally taking into account the employees´ views and opinions. (Dressler, 2009, 264). This assists in the creation of motivated and efficiently run organisations where employees are valued and are treated equally.
A successful leader in the public sector needs to have the confidence and courage to instigate change and implement a clear vision for success.
There are a range of leadership styles that have influenced leadership within the public Sector and these are summarised below;
Leadership Continuum (Tannenbaum and Schmidt 1958) 
This leadership theory presents four categories of leaders;
Autocratic Leader - dictates decisions to organisations with no feedback from employees.
Persuasive Leader -  motivates employees through persuasion to achieve targets set.
Consultative Leader – listens to the views and opinions of employees but does not necessarily act on their feedback.
Democratic Leader – listens and directs the feedback from employees and takes responsibility for the decisions
Tannenbaum and Schmidt held the view that a skilled leader would use a variety of these styles and adapt their leadership according to the situation, rather than relying on just one particular style (Sadler, 2003, 65-66). 
Transactional and Transformational Leadership Styles (James MagGregor Burns 1978) 
This style of leadership focuses on the transactional and transformational relationship between the leader and employees and these styles of leadership highlight the differences between a manager and a leader (Pardey, 2007, 14). A Transactional leader focuses on the task required to be undertaken by the employee and this is described as the transaction. These transactions are valued and rewarded and transactional leadership is often referred to a management. In contrast, transformational leaders strive to motivate and build relationships with employees to ensure that values and the vision for success are shared and this is referred to as leadership. 

Leadership within the public-sector organisations is constantly being challenged by the drive towards efficiency and accountability. Organisational leadership within the public sector is defined and constrained by bureaucracy and law and changes within these organisations can take time to implement.

Leadership within a public-sector environment like the South Wales Fire and Rescue Service (SWFRS) places importance on the specialised knowledge and skills required of personnel across all leadership and management levels within the service. Central to effective leadership within SWFRS is the shared vision that has emerged to reflect the organisational changes and the challenges that the service faces in its communities. In 2016, SWFRA adopted the following vision statements “To make South Wales Safer by Reducing Risk” which defines the purpose of the organisations and motivates and guides it decision-making principles within the organization to ensure that their this vision is delivered in an efficient and economic manner and meets the needs of the communities that it serves and this is significant challenge that faces the leadership team at SWFRS.
A public organisation without a clear vision, to direct improvements across the service may lead to problems when the individuals within the organisation, in this case the subordinates´ own needs and wants, go ahead of the organisations purpose and the quality of the services and efficiency of the staff decreases (Pardey, 2007, 102-103).  

The leadership structure at SWFRS is organised within an executive team headed by the Chief Fire Officer. Leadership within a fire service organisation must begin at the top but it must also permeate throughout the organisation (Waite 2008).
This leadership structure promotes a distributed leadership approach which is supervised and managed by the South Wales Fire and Rescue Authority (SWFRA) who oversee the budget, resources and performance of the SWFRS. The SWFRA has the responsibility to approve the strategic plans and policies and is instrumental in monitoring the effectiveness of committee, sub committees and working groups set up within SWFRS. Accountability and a focus on service performance is a key role of the SWFRA.
Diagram 1 below outlines the current executive team structure at SWFRS and identifies their roles and responsibilities within the leadership team. The organisation is led by the Chief Fire Officer and the Fire Authority Chairman and is set up across 5 directorates;
Corporate Services
Operations
Risk Reduction
Technical Services
People Services 
Diagram 1 Management Structure at SWFRS (SWFRS 2018)
Huw Jakeway	Chief Fire Officer	Director of Risk Reduction	Head of Paid Services
Sally Chapman	Deputy Chief Fire Officer	Director of Risk Reduction Head of Paid Services
Phillip Haynes	Assistant	Chief Officer	Director of	People Services	Rod Hammerton	Assistant	Chief Officer	Director of	Technical Services	Andy Thomas	Assistant	Chief Officer	Director of	Operations
CORPORATE CONTINUITY BOARD/EXTERNAL PARTNERSHIPS	Welsh Local Government Association (WLGA)	Fire and Rescue Panel	WLGA’s Chief Executive, Director of Equalities and Social Justice and Community Safety Policy Officer.	Public Service Leadership Group (PSLG)	Minister for Local Government and Communities	Local Service Boards (LSBs)	Community Safety Partnerships (CSP)


The lead officer for each directorate has the responsibility to discharge the directorate responsibilities. The SWFRS also works closely with a range of other external partners and the political and legal influences of these organisations impact on the leadership decisions made within the fire authority e.g. Fire and Rescue Services Act (2004) – outlines expectations for Fire and Rescue services, The Local Government (Wales) Measure 2009 – outlines expectations for strategic planning to improve service, the Wellbeing of Future Generations Act (Wales) 2015 – aims to improve the wellbeing of Wales for future generations and the Fire and Rescue National Framework, 2016 – outlines the Welsh Governments expectations of all Fire Authorities to improve performance and efficiency.
The management teams within the directorates at SWFRS have the opportunity to contribute towards the strategic planning processes at SWFRS through the subcommittee and working party structures and these processes allow the leadership to adopt a consultative and democratic style of leadership. This illustrates that there are strong and clear links between the fires services vision and its values to engage with all stakeholders. This engagement suggests that leadership at SWFRS adopts a range of leadership styles from across the Leadership Continuum developed by Tannenbaum and Schmidt.     
                                                                      
The SWFRS has a responsibility to ensure that they conduct their business in accordance to legal frameworks which outline the expectations that public services are delivered to a high and appropriate standard and uses public money economically, efficiently and effectively. To ensure this compliance leadership at SWFRS has adopted a code of corporate governance (SWFRS 2017). 

Effective governance underpins the leadership strategies adopted at SWFRS and this is evident in their strategic planning documents and policies that highlight a culture of a shared vision, values and behaviours. These are underpinned by the Seven Nolan principles which outline the expected standards adopted by those who work in the public sector, those of Selflessness, Integrity, Objectivity, Accountability, Openness, Honesty and Leadership.
Adopting a culture of good governance enables leadership at SWFRS to be transformational through the adoption of leadership strategies that are based on relationship- orientated styles (Orazi 2013). Attributes and behaviours associated with this style of leadership are referred to as “visionary” (Dilts 1996), “charismatic” (Javidan 2003) and “inspirational” (Secretan 1999) and these are characteristics that are evident in a range of policy documents and plans published by SWFRS e.g. Strategic Plans, Equality Plan etc. 
Examination of the key strategic documents at SWFRS demonstrate that the transformational leadership style adopted exhibits a number of keys characteristics;
To articulate the fire services vision and values and to provide a sense of purpose to motivate and inspire stakeholders 
To influence stakeholders through the development of targets that enhance loyalty and pride in the services they provide to the community
Are outward looking and engage with employees and other agencies to discover innovative ideas and create opportunities for improvements
The transformational and visionary approach to leadership at SWFRS is also balanced with elements of transactional leadership. Accountability and monitoring of performance requires interventions when targets and plans are not achieved. Annual reports on performance across a range of key performance indicators at SWFRS suggest that when performance is unsatisfactory, leadership can develop an autocratic style in order to improve service delivery e.g. introduction of initiatives to reduce incidents of deliberate grassfires.
The combination of different leadership styles has recently been referred to as “Integrated Leadership” (Fernandez et al 2010) which influence performance within organisations. This leadership approach incorporates elements of leadership styles evidenced within SWFRS;
Task-orientated leadership - setting SMART targets which are communicated clearly through strategic plans which are reviewed, monitored and reported on annually e.g. Improvement Plans 
Relations-orientated leadership – looks to promote equality and diversity throughout the workforce and amongst stakeholders through their involvement in the decision-making process which impact on their wellbeing e.g. Strategic Equality Plan
Change-orientated leadership - looks to adapt their policies and procedures to meet the needs of their workforce and are responsive to external influences e.g. Wellbeing of Future Generations Act (Wales) 2015
Diversity-orientated leadership – engaging with wide and diverse range of stakeholders including the workforce and the communities they serve to develop ideas and solutions to improve service delivery e.g. Public surveys to encourage recruitment diversity within the fire service 
Integrity-orientated leadership – to ensure that the values that underpin public service are evident in all decision-making processes.
The development of a more integrated leadership approach appears to be a style that is emerging across the public sector (Currie et al., 2008). Many scholars in the field of leadership believe that these “styles” are examples of leadership behaviours rather than a new leadership style (Orazi 2013). 
The range of leadership styles adopted across the SWFRS suggests that leadership within the public-sector environment is a complex and challenging task. Public sector organisations are not driven by profit unlike private sector organisations. They are judged on their performance and their ability to provide a service that is efficient and effective in meeting the needs of the communities they serve. They are often influenced by several external factors from both a political and legal agenda and this requires them to adapt and evolve under both time and budgetary pressures.
Leaders within the public service sector need to adopt a leadership style that is flexible and one that can adapt to meet the challenges they face. Leaders need to demonstrate that they have a wide range of skills and attributes to engage with all stakeholders to develop a vision for service improvement. This is particularly important during times of austerity when services are under pressure to be more accountable to provide a best value services to the public.


Part 2 – Reflective Report 

Reflection of the activities undertaken highlighted to me that the selection of leadership style is key when completing an outdoor activity. At Borfa, the instructors had not previously worked with any of the students so their knowledge of our prior rock climbing experiences was limited. These circumstances enabled the Situational Leadership Theory (Hersey & Blanchard, 1977) to be applied, which allowed the leaders to assess the readiness of the group and make decisions relating to the tasks. Decisions evolved as the task unfolded and the leadership style applied to the task developed from directing to coaching, to supporting   and finally to delegating. This leadership sequence is reflected in the Leadership Continuum established by Tannenbaum and Schmit (1958) and throughout the rock climbing activity the leadership styles moved along the continuum from an autocratic style towards a more laissez-faire style.
The rock climbing activity experienced at Borfa, enabled me to understand first-hand the important of leadership in a practical situation and how these can be applied within a public services environment. 

The rock climbing was undertaken by approximately 20 individuals with three instructors leading us though the activity. Throughout the rock climbing activity, the leaders demonstrated a range of leadership styles. The leadership approach and the manner in which they directed and motivated the team evolved throughout the activity.
With such a large group, it was important that a sense of teamwork was developed right at the start of the session. The activity was outlined to the group and an emphasis was placed on the importance of everyone undertaking their role and responsibilities correctly to ensure personal safety and the safety of others. 
It was evident that initially the leaders deployed an authoritarian approach. This style is sometimes described as autocratic and when guiding a large group of inexperienced climbing it is an essential approach which ensures that leaders guide the team through the activity safely. Understanding the health and safety requirements of the rock climbing activity through following direct instructions is a central characteristic of this leadership style. 
Prior to activity and under direction from the leaders, the group revised a variety of rock climbing techniques and practices e.g. putting harnesses on correctly, using appropriate knots and belaying helped develop confidence in the team. This leadership style ensured that there was order and discipline within the group and the directness enabled the rock climbing activity to be undertaken in an organised and effective manner. During the practical application of this leadership style I felt reassured that the activity was being lead in a safely by experienced and knowledgeable practitioners. 
The instructions given focused on the importance of undertaking the activity in a safe manner and as the activity involved us working in small teams, it was important that everyone respected and listened to the advice of the instructors as the safety of team members relied on everyone following instructions.
During the activity, the leaders observed that the group could apply their previous rock climbing experience and this allowed the style of leadership to move away from an authoritarian style towards a more democratic approach. The application of this style of leadership enabled the instructors to maintain control and following further observations of skill levels, the leaders encouraged us to make our own decision regarding the routes to be taken up the rock face. This encouraged team members to develop a sense of responsibility in the decision-making processes. I felt that I could make a positive contribution towards helping my group navigate their way up the rock face. Observing fellow team members and communicating words of encouragement to them through difficult sections of the climb assisted them in developing their confidence and climbing skills. This resulted in our group becoming more motivated to reach the top of the climb before the other groups. Despite some of team members demonstrating good climbing skills it would have been inappropriate for the leaders to adopt a Laissez Faire, hands off approach. It was evident that the level of expertise and climbing skills varied across the team and allowing the groups to climb without direction the team would have been put in risk.
The rock climbing task also promoted elements of the transformational style of leadership. The actions of the leaders encouraged team members to concentrate not only on their own actions but to also consider the impact of their contribution on the team goal, which was to ascend and descend the rock face safely and efficiently. This was achieved through clear communication from the leaders. Throughout the task the leaders spent time coaching and mentoring individuals to develop their skills and techniques. This developed confidence within the team and inspired individuals to overcome their fears. The direction and encouragement I received from the leaders demonstrated to me the importance of using a people orientated style of leadership. Clear communication and support from the leaders allowed me to develop my climbing skills and enabled me to develop confidence throughout the activity as climbs became challenging.
The rock climbing experience has enabled me to reflect on what key leadership qualities are required in a team orientated task and how they can be applied within a public service environment. I have learned many key lessons on the importance of developing the following leadership qualities;
Decisiveness – ability to make confident and secure decision based on the situation you are facing. Sometimes these decisions need to be made quickly to ensure that problems are mitigated before they arise.
Courage – ability to make complex decisions whilst remaining composed in front of team members despite being in a difficult or dangerous situation. Having the confidence to take the lead and action tasks which resolve problems.
Adaptability – ability to review and adapt tasks and actions to meet the needs of new situations experienced.
Compassion – awareness of the feelings and emotions of the people you encounter, through the development of good interpersonal skills.
To further develop my own leadership skills in the future, I need to ensure that I continue to access opportunities to improve the following leadership skill.
Communication – I am confident when talking to people who are familiar to me, however when faced with a new group of individuals, I feel uneasy and often have difficulty expressing my ideas in a clear and concise manner. I understand that effective communication is important in the public services, particularly in team work scenarios where team tasks and goals need to be achieved. I recognise that active listening is also a key element of communication and being able to understand the tone of communication is also important. So, experiencing a range of situations which involve communication with a variety of individuals and groups is an area of personal development that I need to address in the future to ensure that I have the necessary skills and attributes to make a positive contribution within the public service sector.
Experiences at Borfa has helped me understand that to successfully apply a leadership style to a situation requires practice. I understand that it is important to reflect and process the responses of the individuals in the team to understand if the leadership style adopted enables the team to achieve their goal in a safe and efficient manner. Assessing the responses of the team members allows a leader to adjust their style and approach to ensure that team members progress through the activity and develop the skills necessary to complete the task. I now recognise that leaders need to be adaptable and react to the situations they find themselves facing. Having the ability to use a range of both hard and soft skills of leadership are an integral part of being an effective leader.
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