Brooke Garwood
P146385























	







Leadership is perceived in many different ways as it is a complex topic which does not have a concrete definition. It is believed that traits and behaviors which are perceived to be ‘good’ leadership are based upon a person’s cultural upbringing, personal background and experiences. Krapel & Kruja (2015) states that ‘Learning to lead is then discussed as requiring experience, because leadership cannot be learned from a book’. Although Adair (2013) says ‘Nobody can teach you leadership. It is something you have to learn’ which can be done through experience and can be known as an emergent leader. This is when someone in a group automatically takes lead, this can be because their personal traits lead them to do this, or for reasons the group look up towards this person
“A leader is one who knows the way, goes the way, and shows the way” (Maxwell, 2018). 
This quote can be back up both Krapel and Kruja stating that leadership cannot be learned by a book but it can also back up Adair stating it is something you have to learn as someone can learn while undertaking something especially when its leading someone or a group of people. 
There is a strong connection between leadership and culture, strong cultures have a tendency to react to the characteristics of a leader (Jackson, et al., 2015). Culture and leadership both have a profound impact on one another and a good effective leader will have a great impact on the surroundings, so this is why it is important to have a good leadership structure in the public services.
Leadership skills have become so important within an organisation that some have even said it has become a key aspect in management. Adair(2013) claims ‘A good leader will also be a manager’ meaning that if you can be a leader then you can also manage. The similarites and differerences are often discussed but most people are more focused on what they have to do and do not worry about if it is labelled as leadership or management, they just want to get what they have to do done effectively and efficiently (Adair, 2013). Some of the qualities a leader should maintain are: enthusiasm, intergity, toughness, fairness, confidence and humility. 
“Leadership is working with goals and vision; management is working with objectives” (Honore, 2018)
This quote is a good way of understanding what the differences between leadership and management are in easier terms.  
According to CIPD (2017) the best leaders are those that, keep track and review progress and to identify personal strengths and weaknesses, by doing this it will keep the person achieving as a leader and will unfold in a positive direction, someone can do a SWOT anaylsis which is a way of self reflecting on their strenghts, weaknesses, opportunities and threats, this is a good way to enhance own performance and to continue to improve. In organisations annual appraisals are good to use to monitor someones performance, the 360 appraisal scheme is a performance appraisal, this scheme gathers feedback from everyone that the person who is being monitored is involved with, for example, peers, direct reports, more senior colleagues, and colleages of lower ranks (if in charge of them), instead of just getting feedback from senior colleagues who do not physically engage with them on a normal work day being lead by the individual getting feedback. As the feedback is a lot broader, it is a lot more effective and can help to make the performance on the leader even better (CIPD, 2017).  
The Kerslake report which was released on 22nd may 2017 is an independent report on the preparedness for emergency responses, focusing more on the Manchester arena attack and the organisational leadership adopted on this day by the fire service. The report was an investigation in to the effectiveness of interoperability, working relationships and collaborative cooperation, under the civil contingencies act 2004, between all the agencies involved during the response period of the attack (Kerslake Report, 2017).There were 19 relevant agencies that responded on the day of the terrorist attack in Manchester (Kerslake Report, 2017), or the days following the attack, 19 organisations is a lot of different people who may have different ways of working within an organisations and a lot of different leadership styles, but when dealing with major incidents like the Manchester attacks they must come together and work effectively to get the best outcome (Kerslake Report, 2017).
Multi-agency collaborative organisations used the Gold, Silver and Bronze coordination structure. The Gold level is known as the strategic level, this level will take an autocratic leadership style as they have the responsibility of the task, they set local strategic direction, priorities resources and coordination of responding agencies, this will be conducted by high ranked officers within the different services being used (Kerslake Report, 2017). The officers who are involved within the Gold level, will usually be in the command rooms with a ‘birds eye view’ of the event to ensure the best decisions are made. 
The Silver level is known as the tactical level, this level may switch between using an autocratic and democratic leadership style. A good leader will be able to switch between both when needed to get the best possible response from their colleagues, this stage interprets strategic direction and coordinates activities and assets in area of operation (Kerslake Report, 2017). These officers will be in the middle of the Gold and Silver, communicating to each level the important information or evidence. 
The Bronze level is the operational level, so this is the officers on the ground doing the hands-on work (Kerslake Report, 2017). This level can take all three of the autocratic, democratic and lassiez-faire leadership style. Dependent upon the role that is being completed, for example taking evidence from the crime scene or checking bags for a secondary device or using crucial evidence to link the suicide bomber to a terrorist group would be done in an autocratic style, a democratic style would be used in dealing with the clean-up operation of the arena as evidence would need to be preserved or when dealing with the families involved or press interviews and a lassiez-faire leadership style could be used when the higher ranked officers have trust in the operational officers to take charge of certain tasks. 
On Monday 22nd may 2017, at 22:32hrs the British transport police arrived at the foyer in the arena, first call to the Greater Manchester police was at 22:33hrs and the first paramedic on scene was at 22:42hrs, but the Greater Manchester fire and rescue service didn’t send fire engines till 00:37hrs which was over two hours since the first service was on scene of the terrorist attack, although the Manchester central fire station is only 0.6 miles away from the arena which is a 12 minute walk away and the Greater Manchester fire and rescue headquarters is bad 6.1 miles away which is about a 20 minute drive (Kerslake Report, 2017). 
The fire service work with a deploying command structure, for example two fully equipped fire trucks and eight fire fighters will be deployed, with one person on each pump being more senior than the rest, these automatically become the incident commander (Kerslake Report, 2017). Firefighters were ordered by their superiors to stay away from the arena instead of going towards it and were ordered to drive three miles away to another station (Pidd, 2018). Burnham (2018) explained ‘right on paper but wrong is practice’, this shows that the leader of the fire service at the time had to make big decisions on the evening of the bombings, and both decisions could be both right and both wrong, it was all down to the leader on the day to make the ‘right’ decision. When the fire service were allowed to the location of the incident there would have been use of effective delegating, the superior would allocate specific people to specific jobs or tasks that they must complete, by doing this the service will be able to produce the best results. 
On May 9th 2016, there was a simulated terrorist attack exercise completed in Greater Manchester where other agencies joined in to test for emergency response (Greater Manchester Police, 2016), so having this level of training just a year earlier, the fire service should have been more aware on how to act and to act in an acceptable time frame.
On the night of the explosion, the North West Fire Control operator acted appropriately and put in place an action plan for explosion and logged the incident. After this an action plan for bomb was initiated following: 
· “Inform” – ‘Duty national inter-agency liaison officer, request guidance on actions to be carried out before proceeding further’ (Kerslake Report, 2017)
· “Action” – ‘Obtain a rendezvous point from the national inter-agency liaison officer’ (Kerslake Report, 2017)
The duty national inter-agency officer was told by telephone that there had been an incident at the arena but it was unclear on whether it was an explosion or bomb and the national inter-agency liaison officer was told by the Greater Manchester police that they had made the cathedral car park their incident rendezvous point. This show have been discussed with the fire service so they could have used the same rendezvous point as it would have made it easier for the services to work more closely together during the incident, but instead the rendezvous point for the fire service was at Phillips park fire station, but only 4 fire engines to be there as the risk was so high. The national inter-agency liaison officer must have used the national decision model and the use of a dynamic risk assessment to make these critical and possibly life threatening decisions. The fire service use a risk assessment/decision model called ‘star’. S – Stop – intend actions and the situation. T – Think – solution, risk of injury or harm. A – Act- once aware of the situation and the surroundings they must act, communication is key. R- Review- must assess the outcome once completed (Department for communities and Local Government, 2013). This comes in to use when firefighters work without direct supervision, so this method could have been adopted later on when the fire service turned up and had an idea with what they were dealing with, for example checking the safety of the building or clearing the arena of left behind belongings. The dynamic risk assessment that the fire service use is an operational risk control process, which is followed by this structure – situation, tactics, assistance, needs, deploy, review, update, never (Department for communities and Local Government, 2013) as there was great fear that there was a secondary improvised device planted somewhere near in national inter-agency liaison officer made the decision to delay the fire service arriving at the scene, the dynamic risk assessment follow the acceptable level of risk guide when making decisions. The officers of the fire service would have used risk aversions, this is used when a person must make decisions but is uncertain with the outcomes and how it could affect people. The Greater Manchester Resilience forum is all agencies working in partnerships, the forum uses a national risk register where it is designed to increase the awareness of all the risks within the UK, this register looks at encouraging individuals, organisations, Government and emergency services to think of their preparedness and put plans in place. It could be argued that the leader of the fire service took a ‘country club’ approach by Blake and Mouton (Shalini & Shilpa, 2013). Although there was a large task for them to do, they were not deployed to it by the inter-agency officer as he thought it was too dangerous for them as there was a potential secondary device and it was unclear if it was an explosion, bomb or shooting, but on the other hand it could be linked the John Adair action centred leadership, as they are trying to focus on the task, the team and the individual. At 00:12hrs, the chief fire officer who was situated at the command support room, who knew that there was so fire service resources at scene, called a senior officer of the NWAS, after this there was a discussion between the chief fire officer and the officer in charge, then ordered three pumps to go the Corporation street and then from there four pumps drove to Victoria station entrance. The lack of inter-agency radio link made it difficult to communicate to the GMP control room, along with other agencies including the fire service.
After the Manchester arena bombings ‘Britain is facing its most severe ever terrorist threat and fresh attacks in the country are inevitable’ (Dodd, 2017). The threat level in the UK in 2018 is still at a severe level (Home Office, 2018). This could prove that the public and emergency services are doing enough to actually prevent these from happening but the possible chance is always there. The services have had multi-agency training completed together and plans have been made to be able to deal with these attacks, although from this report it is clear that problems will still always appear and there will always be some confusion during the response. 
Firefighters acted the same way with the Manchester arena bombings the same way as they did with the 7/7 London Bombings. During the events of 7/7 the firefighters ‘refused to follow police onto tracks’ (Telegraph, 2010). This was because they were unsure and wanted to hear directly off the electricity board that the electric was off and it was safe to stand on the tracks, although there was police officers standing on the tracks showing them it was safe. During 7/7 the radios that the fire service were using did not work underground (Telegraph, 2010), so had to send runners to transport messages, this could be classed as good leadership because they used initiative to deal with the matter, but also bad leadership because they should have known about the radios unable to work underground. The Manchester arena bombings was a remake of 7/7 with regards of the fire service, even though the service went through so much scrutiny after 7/7, they still dealt with it the same way with the arena bombings. 
The fire crews expressed how they wanted to hold an immediate debrief with the officers on duty on the night of the attack, but several key officers were away as it was school half-term, but a tactical debrief was held, the main intention of the debrief was to represent the firefighters opinion and to discuss how they felt. Officers then went to an internal debrief process by the greater Manchester resilience forum, which had an impact on the wider partnership learning (Kerslake Report, 2017).
Events like this have a huge impact on the way the public view the public services, especially when something does not go to plan. The Manchester arena attack was known as a perceived failure, but the firefighters and officers involved within the GMFRS and the North West Fire Control were determined that all the relevant lessons which happened on the night of the attack were identified and learnt (Kerslake Report, 2017). 
During the whole event the fire service took an autocratic leadership approach as they were ordered not to go to the incident because of the imminent danger of another explosive device being at the scene. There was a lack of communication and organisation with the fire service along with the inter-agency working relationships.

 
Conclusion 
Leadership and management have a very important role within the way a service or organisation works, and both have very similar traits, if there is a fail or lack of judgement within any aspect of leadership then there will be a fall within the way the task or event is dealt with. This can have a huge impact, relating back to the Kerslake report it is clear that the fire service did not have much impact in the aftermath of events as they did not turn up for two hours after the bombing, this could have resulted in maybe more people surviving or less people having life threatening and life changing outcomes, but the leader of the fire service ordered them not to go and the leader took responsibility for this and the safety of the fire officers who were attending the bombing. Throughout a large scale incident like the Manchester arena bombings, there will always be many different leadership styles which are adopted, some may not work as well as others, and this should be ‘practiced’ when taking part in emergency preparedness training events, like the one just a year earlier of the arena bombing. It is possible for someone to learn how to become a leader rather just having leadership traits within a person’s personality and a person’s culture and upbringing could have an effect on how they lead a team. Although the fire service acted ‘wrongly’ in 7/7 not going down the tracks because they wanted to know off the electricity board that the electric was off, they wanted to same with the Manchester arena bombings, wanting to know that there was not a secondary bomb at the location. 










Reflective Report 
Day 1 – 
When first arriving at Rhossili the instructors took a lassiez-faire approach, until bedrooms and sleeping arrangements had to be organized. They took an autocratic approach when designating the rooms, where females had to stay one side of the building and males had to stay the other side. The next thing what happened was a tour round the building, this was quite democratic as the instructors were open to questions and discussions while on route. Straight after this there was a fire test, during this they adopted the autocratic leadership style again as this was demonstrating safety measures. By the instructors being able to transfer through so many different approaches so easily it shows that they take a Tannenbaum and Schmidt leadership style which identifies seven leadership styles used by leaders (Bond, 2015), which states that a leader should not have to choose one style of leadership to strictly stick to but rather be flexible and to be able to adapt their style of leadership to suit the situation that they are in. 
After the safety briefings, the instructors made clear what was happening throughout the day. One group were doing orienteering and bush craft and the other doing rock climbing. Focusing on orienteering and bush craft, to start it was a lassiez-faire environment while we were travelling to get to the forest, when first arriving there, there was a brief given on what was happening when completing this, once the instructor gave to participants this information, they were free to go around within the smaller groups. Once in the smaller groups it was clear who took the leadership role, with one member of the group having a good knowledge of what the team needed to do to complete the activity but as well as do it as a good group of friends, this can link in with John Adair three-circle model of action- centred leadership (Adair, 2015). This is a practical but simple theory, which is based on three overlapping circles, which focuses on achieving the task, build and maintain the team and develop the individual. In this group, there was two injured people, so the person who took more of the leadership role took actions to make the injured people feel as comfortable as possible and not injuring themselves further, the group also had a member who was from the 1st year so had to be introduced and excepted in to a team where everyone already knew each other, this was easy as everyone excepted him and got on with the task. During this task it was a mix between democratic and lassiez-faire, as everyone was open to suggestions and everyone was willing to try different ways of trying to find the trial pieces. 
Moving on to bush craft, more of a democratic and lassiez-faire approach was adopted when taking part as the instructors gave to participants options if they wanted to take part in the bread making, wood chopping or fire making, although when they gave orders on safety then it became more autocratic so when showing us how to chop the wood with large knifes and using the equipment to light a fire. As this was a lassiez-faire exercise none of the group really took leadership. 
When returning to the bus and then on to the center there was an autocratic style to make sure all the equipment was collected up and everyone was on the bus. Later on in the evening, one of the instructors took a very lassiez-faire approach and changed from being an instructor to an individual socializing with the group, but stayed aware that he was the leader on that day and needed to continue so on day 2.  
Day 2- 
The second day started the same as day 1, a brief from the instructors explaining what was going ahead but instead we had to collect safety equipment before leaving the centre, this was more autocratic as they had to ensure that everyone had the correct equipment to fit them properly. Rock climbing was the first activity to be undertaken which was mainly autocratic as there were so many risks. The instructors ordered everyone to put their helmets on at a certain point as there was a steep rocky cliff edge that everyone had to get down without causing injury to anyone. Although the instructors ordered the group to put on the safety equipment, none of them asked the group if there was any injuries that could be affected when doing this activity. Throughout the whole task it was autocratic, even when strapped in climbing the wall as there are so many dangers, this style carried on until the group arrived back at the centre. 
The second activity of the day was surfing, the use of the Tannenbaum and Schmidt continuum was appear during this as the instructors had to keep changing leadership styles. There was an autocratic way of leadership when collecting the wet suits as they said to line up in a line in height order and to come through to the wet suit room one at a time, this was to ensure everyone had to correct fitting wetsuit, on the day of the surfing it was very cold but the instructors did not offer anyone any extra clothing or footwear to take part, this could be an error in leadership. The instructors took a lassiez-faire approach until everyone was on the beach waiting for the brief, then they changed their style to autocratic as the whole group needed to know the safety information and what hand signals and vocabulary the instructors would use when everyone was in the sea. After the surfing, the instructors ordered the group to carry the surf boards back to the bus and explained what to do with the wetsuits when back at the centre, by the instructors being able to switch between different leadership styles it shows that they obtain a situational leadership approach, which is moving from different leadership styles easily, which can also link in with the Tannenbaum and Schmidt continuum. 
Overall the instructors used a number on different approaches and theories during the two days, switching between the Tannenbaum and Schmidt continuum, John Adair’s action centred leadership, autocratic, democratic, lassiez-faire leadership styles, as well as situational leadership.
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