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Read and then critically reflect on the given paper by Brymer and Gray 


Introduction 
In this critical reflection I will apply the findings of Brymer and Gray's study “Effective leadership: Transformational or transactional?” (2006) and give it context in comparison and relation to other relevant theories in the outdoor leadership industry. I will attempt to create correlations and distinctions between Brymer and Gray with other notable theories such as situational leadership, emotional intelligence and self determination theory. As an aspiring future outdoor leader myself, I will then use my own experiences and give them context through applying Brymer and Gray's findings. My final goal in this work is to establish if transformational leadership is the pinnacle method of teaching in an outdoor adventurous environment or if each theory carries weight and situational relevance and if so, what determines which theory is best equipped for the task?


Brymer and Gray’s study (2006) compares transactional and transformational leadership styles in an outdoor adventure based setting. The main concluding argument is that transformational leadership is generally more effective as a leadership style due to the influences that inspiring and motivating individuals has on their willingness to participate as well as creating more concrete experiences which according to Kolb’s theory of experiential learning (2015) increases a person's ability to convert core lessons or experiences into  knowledge due to the unique nature of it. Brymer and Gray also establish that outdoor leadership includes aspects of uncertainty, requirement for group cooperation with emotional and psychological challenges, Because of these requirements transformational leadership aligns with outdoor education, which in my experience often aims to develop self development, reflection and resilience. Upon reading the paper I have found many of Brymer and Gray's findings to be compelling, deriving main points such as “Understanding transformational leadership is imperative for effective outdoor leadership, as it requires leaders to transcend self-imposed limitations and create a new reality” this idea that transformational leadership requires more than just being competent and confident in an outdoor environment, I have come to personally find this in my own experience within the outdoors of which I will explain below. 
In my personal experience transformational leadership has required not just technical expertise and knowledge, but an extended grasp on the why’s and where’s of where we operate in an outdoor environment, whether that be an extensive knowledge of the area's history, wildlife and even flora and fauna. By having this additional set of resources to share with followers as a leader in my own experience has led to a more memorable and educational experience. For example whilst walking through the pryseli hills our guide had an extensive knowledge of the welsh history within the area, citing that the very hills we stood on were once the homes of bronze age celts, and that the stone in that mountain range is what was used for the outer ring of stone henge; Upon digesting this information it grounded me and gave me a sense of place within the area I was operating in, it made every new sight and area within the Pryselli mountain range much more vivid to remember. However, despite the evident benefits of Transformational leadership, I do not believe it is the absolute pinnacle of outdoor leadership methods. This then raises the question,how does Brymer and Gray's research fall into the wider narrative of other well documented theories?:


Other theories and how brymer and gray fits in:
Due to the dynamic nature of an outdoor adventurous setting, and Having experience a large variety of them I can say with confidence that other theories carry relevance alongside Brymer and Gray and in some instances can outweigh their main argument, as for while transformational leadership is great for educating and leaving a concrete experience there are many factors at play that must be met for this to be facilitated in my experience, such as conditions of favourability in the environment you are leading within. from my own personal experience I find it very difficult to digest extensive knowledge of an area whilst facing poor whether such as rain and powerful winds, or if I am not technically competent enough to be confident in the area I am being lead through, this is where I believe a transactional approach can take prominence, as described in Brymer and Gray’s paper  “transactional leadership follows the traditional structure of leader-follower relationships and is based on an interchange of bargains between followers and their leaders” (Howell & Avolio, 1993). 

Transactional in my own experience is much more to the point than transformational, it is a transaction of knowledge and technical ability. Unlike transformational leadership which aims to leave the follower with deeper learning, personal change, and positive group dynamics, transactional leadership theory is based on exchanges, being rewards and consequences, The leader often tells the followers what to do and gives feedback based on the level of compliance.This clear cut form of leadership can triumph over transformational at times in the sense that new and upcoming outdoor leaders may not have a high enough level of confidence to be able to complete the objectives of transformational leadership whilst also adequately providing a safe and well structured outdoor adventure. Leaders of high competency and confidence can also use transactional leadership in times where the requirement to complete a task is of the utmost importance, using my own example of having to learn, engage with, pack up and return back from rock climbing at three cliff bays before the tide cut off our exit point. 
Another theory that can help give Brymer and Gray's paper context in the outdoor adventure leadership setting would be Situational leadership developed by Paul Hersey and Ken Blanchard (1977) who argues that the main premise of this leadership style is fluidity of leadership based on the competence of the followers present, The authors of this theory separated its utilisation into four parts:
One: Telling/ Directing (High risk. Low relationship) in which followers lack competence and confidence so the leader gives clear instruction
Two: selling/ Coaching (High task, high relationship) used when followers are willing to take part but lack experience, the leader still acts as the head but expands followers horizons by encouraging to push boundaries and asking questions
Three: Participating / Supporting (Low task, high relationship) this is where the 
Four: Delegating (Low task, low relationship)

These four alternations of the theory enable for coverage of competent and appropriate leadership in a variety of environments, enabling the leader to fluidly transition their level of control and authority depending on the groups level of confidence and competence, however Brymer and Gray's perception of Transformational leadership encompasses an area of leadership that this theory fails to cover, that being the facilitation of deeper connection, understanding of the why the followers are doing what they do and creating a connection to place, this in my opinion does not mean that situational is irrelevant, as the two styles are inherently different, Situational leadership is flexible vs transformational’s consistent values and as I personally believe through my own experience that Outdoor leadership is a fluid continuum both are applicable, for example if the followers have a varying range of competency throughout a days expedition, a leaser who can utilise situational leadership theory and fluidly adjust to facilitate the most appropriate experience will do a better job than a leader strictly honing in on being transformational, as transformational leadership through my own experience of leading and being lead in an outdoor environment can only take place if the leader is competent enough, if the environment enables for it to take place and if the groups needs are met. 

My own growth as a leader:
After reading Brymer & Gray’s paper, they directly draw from Transformational Leadership (Bass, Burns) to argue that outdoor leaders do more than just manage safety or deliver tasks, that being able to facilitate a connection to place, inspire morale and confidence and create concrete experiences enriches outdoor learning. With the current level of my own leadership, I do not believe I have the appropriate level of competence or confidence to be able to lead in a transformational capacity, Brymer and Gray’s paper provided me with a springboard to help me understand what high level leadership looks like from the leaders perspective and that in order to  become a Truly effective outdoor leader I need to be relational, be capable of creating deeper meaningful experiences and to look beyond purely technical competencies. Currently I am limited to the transactional leadership style due to my relatively low competency and confidence in many areas in comparison to my current course technicians. I believe that transformational leadership is the end goal for any outdoor leader that wants to provide the most fulfilling activities for their followers. I believe I can make progress toward being capable of transformational leadership by utilising many other leadership theories to build toward Brymer and Gray's perception of transformational leadership. I could use emotional intelligence theory (Mayer,1990) to utilise my already high level of empathy to manage my own stress and read how others respond to the given environment. I can also fluidly use transactional and emotional intelligence in flow to best gain a relationship and provide an experience with my followers. 


conclusion
In conclusion, this personal reflection and theory critique has demonstrated that Brymer and Gray position transformational leadership as a highly effective approach within outdoor adventurous environments;through comparing and giving the study context alongside other notable theories the value of transformational leadership is clear to me as an aspiring outdoor leader. Transformational leadership's ability to facilitate meaningful and memorable experiences place it well with theories such as Kolb's theory of experiential learning and unlike transactional leadership, transformation allows for the development of intrinsic inspiration and creates a deeper meaning to place. Upon unravelling and understanding Brymer and Gray’s findings with situational leadership, transactional leadership, emotional intelligence, and self-determination theory, it's now clear to me now that effective outdoor leadership requires adaptability as leadership in an outdoor setting in my own experience is a fluid continuum that requires multiple approaches and not just that of transformational. Situational leadership (Hersey & Blanchard, 1977) shows the importance of assessing follower competence and adjusting leadership behaviours, something transformational leadership alone may not account for. Transactional leadership retains relevance during time-critical, safety-critical, or highly technical tasks where clarity, structure, and compliance take priority. Emotional intelligence theory provides a foundation for understanding how leaders regulate their own emotions and perceive the needs of others, which is essential in both transformational and situational approaches. Ultimately, these theories collectively emphasise that leadership in the outdoors exists on a fluid continuum rather than within a fixed hierarchical framework.
For my own development as an upcoming outdoor leader, Brymer and Gray’s study acts as both a benchmark and a long-term aspiration. While I currently operate mainly within a transactional framework due to my developing competence, understanding these theories provides a roadmap for growth. Developing emotional intelligence, improving technical skills, and gaining experience across a variety of  environments with an experienced set of leaders to guide me, it will gradually enable me to adopt a more transformational approach. What this reflection reinforces is that becoming an effective outdoor leader involves not simply choosing one leadership style, but understanding the strengths and limitations of each, and applying them under the correct circumstances.
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