








The theories of Leadership and their application in practice




By Oliver Edwards
Number: 1900345
Module: Organisational Leadership – Theory into Practice
Lecturer: Peter Doyle
Date: 03/01/2022






Leadership is the most important aspect of a team as if a leader is unable to unify the team and make the team members work as effectively as possible then the team will fail or not complete the task to a high standard (Silva, 2016). Not every individual is able to become a leader this is down to many factors such as not having the confidence or being able to take control of stressful situations (Henry, 2001), some people believe that it is possible to become a leader through training and experience but according to Harrison, (2017) people are unable to become great leaders as you have to be born with the traits to become a good leader, the Great Man theory theorises that good leaders have traits such as being highly intelligent and having courage to deal with stressful situations and not buckling under pressure. This means that’s leaders are not made but are born. Leaders are important in the police especially during a Major Incident as it is crucial for teamwork to get the situation under control, if there has been a terrorist attack it is crucial that the leader is able to think on their feet and guide their team to stop the terrorist from claiming anymore lives (Davis and Bailey, 2017).
According to the great man theory only a born leader would be able to successfully carry out this role as they would have the skills to be calm and the intelligence to think on their feet. The great man theory has been highly criticised due to many aspects that are seen as either sexist or historically inaccurate but also due to the theory being incorrect, the factors of the great man theory are that historical events happen because of great leaders meaning that one leader causes these events to happen but Mouton, (2017) argues that you cannot praise one individual for large events as if you look at the bigger picture there are always smaller events that cause the big event to happen. The theory that great leaders are born not made can be seen as inaccurate as there are many characteristics that leaders have that they are not born with these characteristics are developed throughout an individual’s life and makes the individual a good leader, these characteristics include a vision to guide people, being able to take risks, and passion (Boerma et al., 2017).
 The experience that an individual has is one of the most important qualities of a leader as experience make an individual think outside the book and produce different methods of solving a problem as they have past experiences that they have learned from. The great man theory is one of the old theories of leadership that has points that can be considered as true and useful such as the characteristics that make a good leader but on the other hand saying that it is impossible for leaders to be made and that good leaders must be born is scientifically inaccurate as there is more than one factor that makes a good leader (Spector, 2015). 
Leaders that have a vision of the future are more likely to achieve success within their team but as a leader, having a vision is one of the main aspects within the transformational theory of leadership, transformational leadership uses an approach that tries to make changes within the members of their team as a result alongside the end goal also to make the members as best as they can be (Bass and Riggio, 2014). Transformational leadership can be seen as effective as the theory focuses on boosting the morale of the team by showing and pushing the members to do better by communication (Davies, 2007), as many issues within teams fall to the lack of communication, having a leader that is open with communication and is not afraid to talk openly with the team will have a team that trusts them more and are willing to listen to what they have to say (Cohrs et al., 2019). Transformational leadership works within many services and industries but within the police service it is crucial, when the leaders within the police show that they respect lower ranking officers like police constables it makes them feel like they are a part of the organisation which will want them to work harder, but it is not the most effective way of leadership (Campbell and Kodz, 2011). 
 Using mixed styles and theories of leadership works better as combining styles uses techniques that are better when they are used together such as transactional leadership and transformational leadership, this uses the reward and punishment system but also focuses on the members and their vision (Stam and van Dierendonck, 2014). Even though transformational leadership has positive aspects that make team members bond with the leader there are also negative aspects, one of the negative aspects is the potential of abuse of power, as the leaders show gain the trust of their team by boosting their morale this can cause the team to respect the leader and trust them, with the respect and trust of their team the leader will be free to do what they want to with a lack of criticisms as their followers feel that they cannot do anything wrong (Sankowsky, 1995). An example of abuse of power dwelling from using transformational leadership would be Jim Jones who ran a successful cult called the Peoples Temple located in a place called Jonestown in Guyana, the members of the cult believed that Jim Jones could not do anything wrong which led to him being worshipped as a God (Guinn, 2017). Due to the abuse of power his followers would do anything for him even kill themselves which happened in nineteen-seventy-eight where nine hundred and nine people killed themselves as a result of Jim Jones telling them to after a shootout with the police (Hall, 2004). 
Transformational theory of leadership is one of the more popular theories as it uses communication as a main factor, using communication to lead the members is important because being communicative helps the leader understand what the team needs for success but also helps them to develop their skills more (Barrett, 2006). Even though transformational leadership is one of the more respected theories there will always be negative aspects, these negative aspects come from the power-hungry leaders that use transformational leadership to abuse power.
Many organisations and leaders use a reward and punishment system for their team, when the team achieve a goal or a task to a high standard, they get rewarded, this can be in the form of a monetary reward such as a bonus or in rank by promotion (Podsakoff, Todor and Skov, 2017). On the opposite end is punishment, when a team fails at a task then a punishment is put in place, instead of a promotion they could get a demotion where they go down a rank (Atwater et al., 1998). The reward and punishment style is the main factor of the transactional style of leadership, where the leader motivates the team to do well and succeed with a reward but also the risk of a punishment, this style of leadership is focused on the short term goals of the organisation which is the opposite of transformational that focuses on the long term goals, with focusing on the short term goals the leader look to produce as much output as possible while cutting down on as much waste as they can (McCleskey, 2014). 
Transactional leadership is only effective when it comes to short term goals as according to Indeed Editorial Team, (2021) as transactional focuses on the short term goals the leaders do not have a vision for the future, this means that when the goals have been completed, they do not have a plan for what is going to happen next. The reward and punishment system can be seen by many as demotivating and not letting individuals work to the best of their abilities, this is because when the team is only completing a task because they do not want to get punished then they only complete it to the bare minimum without going the extra mile causing the creativity and innovative ideas to cease (Laohavichien, Fredendall and Cantrell, 2009). Within the police service leaders that use a transactional leadership style tend to have mixed reactions as if a leader solely uses the transactional leadership style they will have not as many positive relationships or experiences with the team but when it comes to low performance then many lower staff feel that a transactional leader is better as they are able to deal with the situation in an effective manner (Porter, Webb, Prenzler and Gill, 2015).
 Transactional leadership is effective when roles and ranks are not understood or made clear within a task, as transactional leaders are focused on the rules and procedures, they make it clear from the start who is in charge and what must be done and when (Cherry, 2020). Transactional leadership is effective when it comes to short term goals or situations that have deficient performance but when it comes to a long-term vision and helping the team to show their creativity then transformational is a better theory and style (Bryman, 2014).
The power of choice is important in creativity as when an individual can choose how a task is able to be completed it makes them think outside the box and come up with solutions that are not traditional but with the authoritarian style of leadership only the leader has the power of choice (Wang, Liu and Liu, 2019). As a result, only the leader can make any kind of decision whether it be to do with what the goals are to the rules the team must follow, this is done without any interference by the team in anyway such as giving opinions (Gastil, 1994). Authoritarian leadership is effective in situations when decisions need to be made right away without delay, this means that in situations that are of life and death which is the case for many major incident’s leaders must take an authoritarian approach as any arguments could lead to someone dying but it could also lead to arguments that would waste time and demoralise the members of the team (De Hoogh, Greer and Den Hartog, 2015).
 Authoritarianism is crucial in certain situation but Van Vugt, Jepson, Hart and De Cremer, (2004) argues that if authoritarianism is used frequently when it is not needed it can cause members of the organisation to be become tense and fearful of the leader, this is due to not being able to express themselves in anyway as well as the punishment that they are threatened with if they do not obey orders in anyway, this can cause team members to not want to work and will make the team fall apart or at least not complete the goal to a high standard (Kiazad et al., 2010).
It is important that leader uses methods of leading a team or organisation, these methods need to be effective without discouraging the team or lowering the expectations of the standard of work that is why using theories and strategies is important. The theories and strategies play a role in how a leader leads and how an organisation is run. As some of the theories and strategies are seen as classical it means that there a flaw that can make the theories and strategies not able to work in practice or criticised for the beliefs, this is seen in the great man theory as many people point out you cannot just say that historical events were led by one individual. 
The theory also discourages people from trying to become a leader as only people born with certain traits can become good leaders which will discourage people from trying that do not have a history of leadership. All theories and strategies work in certain situations but it is crucial that they either are not used all the time or on their own, such as with authoritarian leadership as it is good when used in a major incident when decisions need to be made fast but when leading normally it should rarely be used. Overall using the leadership strategies and theories is crucial but finding a balance to make them work will help the team to be more successful and happier which will lead to better outcomes.

Reflective Report
In the first year of university a trip to Rhossili was held, on this trip we were put into groups to complete activities all throughout the day, these activities where team building, and leadership based where every activity one or two members of the group had to lead the task. The activity I led was getting the members of the team to build a tent, but they were blindfolded with ear protectors on meaning that they could not see, and they could hardly hear, this meant that I had to guide them with physical touch but also by speaking loudly so they could at least hear me a bit. As few of the group members built a tent before I decided that I was going to pair up members that knew how to build a tent with the other members that did not this was crucial as if I had paired up people that did not know how to build a tent then no progress would have been made and there would have been a high chance that the task would not have been completed. Once everyone was paired up, I gave them parts of the tent to focus on such as one side focuses on the left side of the tent, this was important as if the team did not know their roles or where to start then a good portion of the time would have been spent trying to figure out what to do. After around half an hour the task was completed successfully.
During the course of the task I felt very confident in my team and that they were working together without any arguments or conflicts occurring, I believe that the task was a success, I believe this because not only was the task completed on time but it was completed to a high standard with the team being happy with the outcomes and being in high spirits and having fun, I feel that this due to the way I led the team, when I lead I try not to become a dictator or authoritarian as I find unless the task is major and it is vital then there is no reason to as it just lowers morale and the team will not work as hard. I gave the team the freedom to ask questions, to help me produce ideas and overall led in a democratic style, as I understand that I am only a leader and might not have ideas that are as good as the team. I overall felt quite ecstatic and happy with the team.
Even though the team was successful in completing the task to a good standard I feel that there a couple of aspects that could have been better, these arise from the way I led but also some team members. Even though I led with a democratic style giving everyone an input and used a coaching style, I feel like I was to Laissez-Faire as I was a bit more in the background than I would like, other than shouting a couple commands and led a couple of members when they were struggling, I was not as involved as I would have liked. There were a couple of members that did not do that much work as they had never built a tent before, this meant that they let the other members that had built a tent before do most of the work which caused the task to take longer than should have.
The task went well with only a couple of mistakes was due to the way I led, I chose to use a mixture of coaching and democratic style of leadership, using this leadership style I let the team give their opinions and feelings about the task and to share if they had any ideas but I also used a coaching leadership style where I guided my team when they needed it and helping them to work together when they were stuck. Using these two styles together is more effective than using them on their own as I show them that their opinions and thoughts are as important as mine but also, I am there for them when they need it. I do feel that I did use Laissez-Faire leadership a bit too much as I did not give as much input as I could have and if everything were going well, I really did not interfere that much. 
Overall, the task was an outstanding success with it being completed within the time limit and to an extremely high standard, I am unable to say that it was solely down to the way I led as the team worked as hard as they could and showed that they could think freely and producing creative ideas, with the combined efforts of my leadership and their determination it showed that challenging work does pay off. It is vital that the leadership styles used are not contradicting to the team, this will only work against the team as if you have a creative team but use an autocratic leadership style then you are only hindering the team by not letting them be themselves and using their mind to produce ideas that could benefit the outcome.
If I had to lead a team in a task like this again I would use the same tactics and leadership strategies but I would be a little more hands on, instead of being Laissez-Faire I would try to use a mixture of Laissez-Faire and Autocratic to find the right balance of being in the background but also controlling the task when I would need to, this would show that I am the leader but I am not going to be controlling and will let the team have their freedoms of choice and ideas. There is extraordinarily little that I would change about the team, I would try to make the couple work harder so the task could be completed a little faster.
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