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Introduction 
This report will use leadership models and theories to explore challenges within policing. One of the greatest challenges faced by the police in modern times was the Covid pandemic. I will explore how I and others led through the Covid pandemic and will reflect upon my own and others leadership in the context of the pandemic using reflective practice. 
Leadership is often viewed as a hierarchical concept, particularly in policing with a clearly defined rank structure. But it is important to develop leadership in all roles within policing. By doing so we encourage teams and individuals to achieve goals (Buchanan & hukzynski, 2017). 
Leadership is not merely confined to those senior in an organisation and it is evident and required at all levels. Haberfield (2006, quoted in Walsh and Vito, p.60) when discussing police leadership refers to it as “the ability to make a split-second decision and take control of a potentially high voltage situation on the streets.” This is an important aspect of leadership, but it is more than just that. Leadership is a complex area and Bovaird & Loeffler, (2015) discuss leadership in the context of management and leadership to understand if organisations are managed or led. You cannot only manage through a crisis but also must lead, and this is an important distinction when considering the changes and challenges in policing. I see it as managing is the what, and therefore leading is the how. 
Buchanan & hukzynski, (2017) explore this concept and conclude that managers are usually portrayed as organisers and controllers, whilst leaders are seen as inspiring visionaries. This helps to explain the importance of leading through crisis and change, but also having the management structures and processes. 

Policing is familiar with changing landscapes, and many external influences but the current pace of change being experienced is difficult for the service and its staff. Walsh and Vito (2019, p.322) refer to Chuck Wexler, Chief Executive of the Police Executive Research Forum (2014) where he argued that the amount of changes in a year in policing in this century are more in a year than would have arisen in a decade a generation ago. This requires police therefore to be adaptive and responsive to those changes, but to also seek to foresee not only what the changes but also the challenges may be. 
Those challenges are significant and complex. With evolving technology, complexities of crime types, socio economic issues, the cost-of-living crisis, politicisation of policing, funding cuts and increased demands all being present challenges within policing. Each of these challenges in the current climate mean that the police response is also scrutinised and reviewed, as was seen during Covid. The scrutiny and accountability within policing is reflective of the unique role it has in society. The role of the police is seen to be to keep the peace and maintain law and order. However, as (Bowling, et al., 2019, p. 122) conclude the role of the police cannot be reduced to any one single task. They refer to it as an “omnibus mandate.”

Policing is currently in a legitimacy and public confidence crisis, because of a long series of incidents and the subsequent police response to them. Leadership failures have undoubtedly contributed to this. Davis & Silvestri, (2020) reference the inquest into the Hillsborough disaster as revealing systematic failures in police leadership. They go further by stating that the Levenson Enquiry and the enquiry into undercover policing have exposed police standards and ethics. I will consider the policing response to the Covid Pandemic and how this further damaged the relationship and trust between the public and the police. 
As a leader in policing, I am very aware of how my decisions and behaviours can influence others both internally and externally. Reflective practice is an effective way to understand your own behaviours and experiences. Put simply it is learning from experiences. There are numerous models of reflective practice that can be used, and it is often the case that a different model may be more appropriate for different situations. Reflection can be internal by thinking through a situation, or it can be a more formal as reflective practice by being a documented structured process. By documenting the reflection enables a greater analysis and more in-depth learning. It is helpful in incident debriefing and something I use regularly. 
The ERA model is a simple circular structure and could be used for more simple incidents to reflect upon. The stages refer to Experience, Reflection and Action and the importance is the movement between reflection and action (Sicora, 2019). Yet if we require critical reflection this model does not encourage or draw that from the practitioner. A simple three stage model that encourages more critical analysis is the Driscoll model. This is ‘what’, ‘so what’ and ‘now what’ framing. I am aware of leaders within my organisation who use this model and have seen it used in presentations and as a structure in reports. The ‘so what’ is what did we learn aspect. I often use this model when reviewing a decision as I find the ‘so what’ aspect really helps in understanding if value was gained from the decision. 
The Kolb model of reflection I find complex and not easy to follow, although I understand from research that there are benefits in this model. (Vince, 2022, p. 979) describes the model as based on a concept of learning as an endlessly recurring cycle rather than a linear process. This model centres on the concept of developing understanding through actual experiences and contains four stages, those being concrete experience, reflective observation abstract conceptualisation and active experimentation. The model relies on starting with an experience, then we reflect on it and note anything about it which we have not come across before, then it moves to developing new ideas and then finally applying them to different situations. Kolb’s model has been described as the most scholarly influential and cited model, yet with difficulties due to no clear definition of a ‘concrete experience’ (Morris , 2020, p. 1065).
In this report I will use the Gibbs Reflective Cycle (1988) as it is a useful set of stages which include a description of the event, feelings about the event and evaluation and analysis before a conclusion and action plan. By using this model, it enables a greater self-awareness. This is a model I am familiar with and find most suitable to work related reflection. During the analysis section I will draw upon theories of leadership to understand behaviours and impacts. 
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What Happened?
During the Covid Pandemic I was the chief Inspector for a Local Policing Area (LPA). At this time there were two chief Inspectors in my LPA, but my colleague reported sick due to her parents’ declining health. This led to a significant increase in my workload. There was not replacement for her and so the partnership work she led on became my responsibility, together with the operational command of the LPA. 
In the initial stages of our response to the pandemic there was a great deal of uncertainty and concern as to what this pandemic would mean for us personally, for policing and for wider society. There were national structures established within policing albeit complicated by the devolved Welsh Government making its own legislative decisions yet policing not being devolved. Each day brought new information and considerations with updated legislation and guidance. 
Dyfed Powys Police initiated a Gold, Silver Bronze command structure and I was on the Silver group. There were several initial meetings and workstreams established and we quickly realised we needed updated policies and processes to enable us to make decisions as to what calls we would attend and what crimes we would and would not investigate. There was a risk that as staff became unwell or would be required to isolate our ability to continue business as usual would be impacted. There was also the risk of officers attending to calls and addresses putting themselves at risk of catching Covid or spreading it should they not know they were contagious. This was an unprecedented challenge for policing. 
I volunteered in the Silver group, to write a red, amber green, RAG rated response plan for the force and worked with CID colleagues to compile the response policing crime investigation guidance. This would determine a clear decision-making process and rationale for what we would and would not attend to or investigate. I worked with others to understand our minimum staffing levels so this would inform the decision making. I took the lead on this as I was concerned that if we did not get this right and in a timely fashion we would be left with greater uncertainty and not have time to put things in place. I recognise that it was time critical and was something I would be able to do. I know from experience that I work well under pressure and can quickly assimilate information. 
At this time, I was also running the LPA and ensuring measures were in place to mitigate any ongoing risk to staff. I developed processes to manage welfare of staff and to ensure staff who were isolating but well were provided laptops so they could still support the workforce. This was vital when resourcing levels were so precarious. This also ensured the staff unable to attend the workplace would feel that they were contributing at this critical time. 
I also drew upon partnership working to establish a clear network amongst partners in my LPA to share information and support each other. This was a key component when we moved to the period after lockdown, referred to as ‘unlocking.’ 
The government put legislation in place and police were required to enforce the Public Health Legislation. This caused fraught public relations with many seeing police as dictating and being overbearing in the use of those powers. At a time when public trust was already eroded this caused further damage to those relations. 
At this time, I managed a team of Inspectors and beyond them Sergeants, police constables and police staff including Police Community Support Officers (PCSOs). My line manager and LPA Superintendent lived in a different local policing area was not visible at this time. He did not attend the workplace and there would be meetings he did not attend, and days went with no contact from him. 
During this period, I became aware of an email from a member of Police Federation to the Superintendent raising concerns re processes in place for staff safety and wellbeing within my LPA. The Superintendent replied to the staff member via email, apologising for the issues and reassuring he would rectify them. This member of staff had made some suggestions to me in previous days as to measures he felt should be implemented such as changing all access points to police stations to key card access. I felt this was not a proportionate response given the control measures that were in place. I had explained my rationale, but he was aggrieved that I had not taken his suggestion forward. 
The issues raised in the email were inaccurate and indeed the processes in place within my LPA were far more enhanced and robust than in other areas. They had been completed with appropriate risk assessments and in consultation with the Health and Safety department, guidance from Public Health Wales and actions from the silver group. I was confident that I and the Inspector team had taken responsibility for our staff welfare and quickly implemented effective measures. These includes sanitisation stations, realignment of office space, one-way systems, and bubbles within teams. 
The member of staff who raised concerns was not based in the station and was working from assumptions and rumours rather than fact. I challenged the Superintendent correcting the inaccuracies and asking that he respond further to the email making the corrections to the facts. He refused to do so and advised the matter was closed. I raised my concerns and my view that by accepting the accusations could have implications down the line in respect of liability, particularly when they were not accurate. I also expressed that I felt let down by his response and that it reflected badly on me. He refused to discuss this any further. 
Throughout the pandemic we maintained effective numbers of officers, had no significant outbreaks in teams that we could not manage and continued to provide an effective service to the communities. As an LPA we were effective and the team around me were clear of what was expected. 
Feelings
During the initial response to the pandemic, I felt confident in my ability as a leader. I knew my style of leadership and experience would enable me to get things done whilst also being supportive and ensuring the welfare of my staff. I drew upon experience as a Tactical Firearms and Silver commander to make decisions and the National Decision-Making model which I routinely use, is a well-practiced model to do so. Each decision I made I was able to rationalise and communicate it to the teams or relevant staff. I recognised the importance of that communication during this critical time. 
I was however concerned as to what the pandemic may lead to, worried we may lose police officers, friends, and family. I felt a real sense of the weight of responsibility. I was under pressure operationally and personally. I have a young family and was worried about the pandemic and our wellbeing and safety. This was a heavy weight to bear whilst also having significant operational responsibility. I was fortunate that at that time I had a team of Inspectors who rallied round and understood the requirements of them. I was also fortunate to have a supportive partner at home who was able to pick up some of the home responsibilities. 
In respect of the email my initial thoughts were concern as to whether I had missed something or why there would be these concerns raised. At first I started to doubt my decision making. I immediately felt let down and not supported by my line manager. I was disappointed. My frustrations came out as I felt I had single handedly managed the LPA and the Superintendent had not been there to know what measures were in place. I had shown personal resilience and together with the Inspector team had effective processes in place. These were also continuously reviewed considering changing information. The Superintendent had made his response to the staff member without asking for my views or explanation. He had not asked me before responding and checked the facts. I believed that this was not the right thing for him to have done. I felt that this was not how he would normally react as we had a good honest working relationship. I was of the view that at a time we needed to be consistent and joined up in our response we were distant and conflicting. I struggled to understand why at first. 
Evaluation 
In this challenging period, I wrote guidance and policies that were implemented across the force, and the RAG response plan is still used in times of demand. I was able to focus on the needs of the organisation, the public and my staff and enabled my staff to do the same. I remained supportive and accessible for my staff throughout the pandemic. This positive leadership style meant that other staff members behaviours replicated mine. I set examples as to being able to use different leadership styles and interchange them as needed. 
Whilst I was angry and felt let down regarding the email response, on reflection I was more let down by the lack of support operationally and personally from the Superintendent during this extremely difficult period. This was made more acute because of our usual honest communication and support. This email exchange therefore had a greater impact that it might otherwise, as it harnessed my frustrations. I had not had any contact from him for the nine days preceding this email and that increased my sense of disappointment. 
Understanding reflective practice, I took time to reflect on the preceding weeks and came to understand that the Superintendent was struggling with the implications of the Covid Pandemic. I subsequently understood that the Superintendent was also needing to care for his children as his wife worked in the Health Board and would have been heavily involved in the pandemic planning. The worries and concerns I had felt he would also have been experiencing. 
Whilst this situation was a disappointment, there was good from the situation as it enabled me to recognise my feelings regarding the support to myself during this period and my personal resilience. I took time to consider that and was then able to seek more support moving forward. This assisted in ensuring I maintained the resilience throughout the pandemic. I did not want to damage a good working relationship but as time went on I was able to request his views on decisions and be more proactive in asking for him to provide updates for meetings. I also felt that this exchange and discussion between us provided him with a catalyst to reflect as soon after he became more accessible and visible. Whilst it was never discussed I felt that this was the case. 
What I did not feel went so well was the outcome as he refused to correct the information and told me I was not to contact the staff member directly. I found this disheartening and was disappointed in that. 
Analysis
In seeking to understand that period and the reactions of myself and others reflective practice is effective. Through my learning and personal development, I am familiar with reflective practice and will use it regularly. Although whilst reflective practice is embedded in many professions, such as nursing and teaching it is yet to be so accepted in policing. Although the College of Policing do provide resources for reflective practice, how that is embraced by forces is not consistent. In Dyfed-Powys police the Development Assessment Portfolio (DAP) and has reflective journals within the system. Whilst this encourages reflective practice this does not ensure that staff have the time to do so. I use reflective practice but do not do so in that portfolio. Part of the reason for that is that I want to be truly honest and open about my thoughts and feelings. Whilst it may be suitable for an operational matter, it may be less so if I am reflecting on a leadership issue or something involving relationships with peers. I recognise that by using reflective practice I am constantly developing and learning, I encourage it with my teams, but some are more receptive than others. 
The new entry routes into policing were seen as an opportunity to enhance the professionalism of police and encourage reflective practitioners. The professionalising of policing is what the College of Policing endeavour to achieve, set out in their Fundamental Review (College of Policing, 2022).
Christopher, (2015, p. 329) argues that being a critical reflector is an essential aspect of being a professional due to the complex decisions that are required to be made. This is more relevant and important when considering the role and function of the police. Reflective practice is seen as a method of striving for excellence rather than competence. Bassot, (2016) details the need for critical reflection as a professional with a focus on paying attention to emotional responses and being willing to challenge assumptions. Christopher, (2015, p. 328) argues that it is the complexities of policing and the challenges it faces that makes the need to be reflective practitioners more important. He argues that policy and legislation are relatively static, yet reflection would enable policing to become a more fluid and learning organisation, like many other professions.
Leadership in a crisis can be a difficult path to navigate, as there is the requirement for personal resilience whilst needing to lead others. According to Tibbo, (2018) in a crisis leadership is the most important aspect. He details how people seek reassurance, direction, and information and the importance of leadership is increased. Having considered my feelings during this time, that was what I was seeking from my line manager, whilst trying to ensure I provided that to my teams. By not having this from my line manager I knew first-hand the impact and so ensured that I provided this to those I supervised and led. Brown & Fleming, (2022, p. 66) conclude that organisational support and feelings of trust and socio-emotional support together with good communication, are associated with decreased levels of employees’ stress. On reflection the lack of communication from my line manager led to me feeling unsupported. That in turn led to increased stress and decreased resilience which impacted my response to the email. 
My personal resilience was being tested at this time, resilience is often described as the ability to bounce back or recover from adversity. Luthans (2002 quoted in Davis & Silvestri, 2020 p. 112) defines resilience in police leaders as ‘the positive psychological capacity to rebound, to bounce back from adversity, uncertainty, conflict failure or even positive change, progress and increased responsibility.” This is exactly what I was being tested against during the Covid response.
I have always considered myself to be a transformational leader, yet recognise the times where transactional leadership is required, such as operational command. The can both be effective styles. Burns, (1978) argues that individuals in an organisation are motivated by two types of leadership, those being transformational and transactional and that they are interchangeable. Humphrey, (2014) discusses how transactional leadership is helpful in setting goals and that these are important for the effectiveness of leadership. In the Covid response one style without the other would have been ineffective. Recognising the need to adapt the style of leadership is described as situational leadership. This is leadership that is made up of both a supportive and directive style applied according to the given situation. This is essential in policing to be able to adapt to the situation that presents. The Covid response was multi-faceted in respect of the leadership needs. 
Whilst these two styles are easily understood and demonstrated, having studied and researched leadership, servant leadership is more appropriate to policing. Servant leadership is described as having seven dimensions), behaving ethically, conceptual skills, creating value for and serving the community, empowering followers, helping followers grow and succeed, putting followers and their interests first and emotional healing (Liden, et al., 2008, P. 169). It shows that when leaders prioritise providing tangible support to followers and importantly in aiding their followers to reach full potential, it has the effect of those followers recognising their leader as a role model. This influences positive behaviour through choice. 
This style resonates with me and is not too dissimilar from transformational leadership. Liden, et al., (2008, P. 170) conclude a moderate correlation between the two. Servant leadership however puts the additional focus on serving others first and community considerations. During Covid I identify my leadership styles as mainly servant, yet transactional at times as the need dictated. I can also recognise this leadership style in others in the organisation, some of whom are my biggest influences and role models. 
Understanding yourself as a leader is important. I am a Belbin practitioner; through the self-assessment and observers’ assessment I scored highly in the Shaper style. According to Belbin (1981) the Shaper is described as dynamic, challenging, thrives under pressure and has the drive and courage to overcome obstacles. During the Covid response I reverted to this shaper style. I wanted to get things in place and became very transactional in my leadership style. This style has allowable weaknesses of being prone to provocation and offends peoples’ feelings. Roe, (2020) compares the Belbin styles with the Margerison-McCann team management wheel. The equivalent to the shaper role in this model is the Thruster Organiser described as structured and organised in their approach but their task- focused mindset can make them blind to relational issues. 
When I reflect on this and other situations I have experienced as a leader I recognise that when under pressure I revert to this type and my allowable weaknesses show. Day to day this is not an issue and because I am aware of it I am able to take time to reflect and manage that better. 
I would consider my Superintendent is a Team worker role in Belbin’s model and an Upholder, Maintainer in the Margerison-McCann model. This explains his response to the email in seeking to keep the team together and avoid conflict. By understanding this is his style can ensure that when working together I complement this and understand his allowable weaknesses. This demonstrates the theory applied by Belbin in having effective teams. 
Both of our behaviours would have been impacted by how we were feeling personally also. Duckworth, (2021, P. 115) describes the challenge for officers at this time, managing changing roles and at the same time managing risks of infection and seeking to manage operational and personal stress and worries about their families. 
The police response to the pandemic was at a time when public trust and confidence was at a low. The relationship was strained yet police maintained their effectiveness during this period. But the view of many regarding police during this period was that the legislation was ‘over policed’ and that the police were dictating what people could do. The legislation was confused with guidance and this further impacted the public view of police and their legitimacy.  
Giblin, (2017) describes how legitimacy comes from people’s perceptions of the police as being capable and effective in the provision of public safety. This requires the exercising of their powers with fairness and consistency when they deal with the public. During the Covid Pandemic the requirement for officers to exercise this fairness was seen as critical to gaining public compliance (Farrow, 2020, P. 589).
“In a time of unparalleled change, the public looked to the police to keep services running and to keep order. Stepping in when many others could not or would not, the police took immediate and decisive action to keep people safe, tackle crime and find answers to problems brought by the pandemic.” (HMICRFS, 2021).

Conclusion 
In this situation I could have discussed my concerns with my line manager earlier, this would have avoided the escalation and feelings I experienced. I was task focused and focused on my team but could have considered the impact on those above me also. I kept my feelings to myself and became focused on the task in hand. 
The College of Policing describe the benefits of reflective practice and state that by doing it regularly can increase self-awareness but also enhance decision-making abilities. They go further by stating it can help you form more effective working relationships and to better cope with stress (College of Policing, 2020). Peter Neyroud, (2011) highlighted the need for police leadership to adapt to the challenges faced in the 21st century. But to do this we need to be adaptive and adopt a learning culture. Embedding reflective practice into the police will make this much easier. 
The police response to the Covid pandemic required this reflective response. The decision making in respect of enforcement is a good example of this. We were encouraged to use the 4E approach in engage, explain, encourage before enforcement. But this was not consistently applied across forces and staff were confused as to what was expected of them. 
The role of the police is not only to protect and serve but also to coerce and restrict. It therefore leads to an acceptance that policing needs to be built upon reasonable judgement. To have police officers who make good decisions and judgement requires a high level of reflection by those decision makers (Wood, 2020, p. 377).


Action Plan 
If this situation were to arise again I would speak to the Superintendent earlier and explain how I was feeling. I feel that due to being more familiar and practiced with reflection I would recognise my feelings and stressors earlier. This period changed me as a leader. 
I have had cause to have difficult discussions with line managers since this experience. I take time to consider how to approach it and the reasons for the feelings. This helps me to understand my motivators and consider the options and consequences. 
The Covid pandemic was unprecedented in terms of the demands upon police, the personal resilience required to lead through the crisis and the fine line in enforcing the regulations whilst maintaining public trust. 
I learnt a lot in this period regarding my personal resilience and leadership style. I also learned the importance of effective communication. In twenty-one years of policing, I have evolved as a leader, and this is due to experiences that have shaped me and caused me to reflect. I have participated in 360% feedback and personality tests to really understand myself. I feel that this is important as a leader to see how others see you and how you see yourself. Through Belbin (1981) I have been able to understand my allowable weaknesses and how under pressure my behaviour and reactions can change. This is emotional intelligence or emotional awareness. Both are concepts more widely used now in policing. Goleman put these into a set of stages, self-awareness, self-regulation, motivation, empathy, and social skills. He argued that competence and skills and training were not all that were required, and this is clear in today’s society. Police need to know the law and legislation but there needs to be an understanding of how our behaviour impacts others and a generation of officers who will evolve and change as they learn from experiences. This is what we must move towards in order to successfully navigate the current and future challenges. The College of Policing must be central to driving this change. 
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