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1.0 [bookmark: _Toc75525055]Abstract

This reflective report is submitted under the requirements of the Operational Leadership module, which forms part of the MSc in Operational and Strategic Leadership. 
The report will discuss and explore the notion of leadership, focussing on its history and role in policing. It shall also explore the personal challenges of leadership in policing and examine how they relate to leadership theories. 
The personal experiences will be drawn from challenges through my journey in policing thus far, from joining Gwent Police in 2017 as a Police Constable, through to being a Police Sergeant in the Force Control Room, then as a Response Team Leader, and lastly, my currently role as Staff Officer to the Assistant Chief Constable. 
To assist in reviewing the challenges I will utilise the Gibbs Reflective Cycle (Gibbs, 1988). A cyclical framework which since produced by Gibbs has provided a simple yet effective model to provide structure to learning experiences. 
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2.0 [bookmark: _Toc75525056]Introduction

The global Covid-19 pandemic is fast approaching its second anniversary, and although a successful vaccination programme is well underway, the death toll continues to climb, with just over 127,000 deaths recorded in the United Kingdom at the time of writing (UK Government, 2021). 
Besides the loss of life there are those who continue to suffer from the long-term direct effects of the virus, with long covid said to be affecting as many as 1.1 million people (British Heart Foundation, 2021).  Moreover, the indirect economic and social effects of the virus are yet to fully play out. Economically, the United Kingdom was forecasted to have a deficit of £55 billion before the pandemic. The figure is now closer to £394 billion, with the virus costing in excess of £339 billion (Pope, et al., 2021). 
Whilst the social implications are more difficult to measure; the stunting of child development and the increase in demand for mental health services are set to dominate concern in the coming months. Moreover the mounting debt will undoubtedly return the country to austerity, which in a similar vein to the virus itself, disproportionately effects those worse off in society (Mills, 2014). 
Although the death toll, along with economic and social implications rightly sit at the forefront of discussions on the pandemic, the damming evidence provided by former senior government advisor Dominic Cummings in the Commons Science and Technology Committee (2021), has cast a spotlight on a further issue – Leadership. 
Prime Minister Boris Johnson’s handling of the pandemic has certainly split opinion. His absence at Cobra meetings and his continued disregard for the seriousness of the virus in the early stages did nothing to quell the death toll (Stern, 2020). 
However, the negativity surrounding not only Johnson, but now Matt Hancock, the Secretary of State for Health and Social Care,  and Dominic Cummings, former chief adviser to Johnson,   is not reflected in the polls, with latest voting intentions showing that the current Government can expect another four years in power (UK Polling Report , 2021). It is probable that this is due in part to the speed of the vaccination programme and the generous furlough scheme - together with the desire of ministers to bring the country out of lockdown, which seems to resonate with large proportions of the public.
Good or bad leadership is highly subjective, and at a national level, divides opinion regularly at the polls. But whether good, or bad, what is leadership? 
[bookmark: _Toc75525057]3.0 Leadership 
Although ‘leadership’ by definition is simply, “the action of leading a group of people or an organization (Oxford Dictionary , 2021),” it is necessary to explore the actions of leading and the relationship between leaders and non-leaders in my personal work setting, to gain a more appropriate understanding of the concept. Leadership is ever present in our lives whether it be socially, academically or professionally and there are an insurmountable amount of definitions and theories.  (Day, et al., 2014). 
In this paper I am concerned with leadership in the workplace. This can come in many forms, operational and strategic, both with their nuances. As an operational police officer, leadership for me concerns visibility, support, inspiration, but also discipline, challenge and accountability. All of which I hope will be evident when I reflect on my personal challenges.
 
[bookmark: _Toc75525058]3.1 Leadership in Policing 

Leading in policing has never been more difficult. The battle to tackle a rise and diversification of crime in the face of growing expectation and dwindling funding is thankless (Neyroud, 2019). Inevitably the criticism towards a variety of high-profile leaders during the pandemic has not stopped short of the police. The current Commissioner of the Metropolitan Police, Dame Cressida Dick has seemingly been edged closer to an enforced retirement, due to a perceived lack of leadership surrounding the police clashes at the high profile Sarah Everard vigil (Swinford, et al., 2021). Furthermore, Andy Marsh, the figurehead of Avon and Somerset is said to have been gently pushed towards pastures new as a result of his forces response to BLM protests. Such is the difficulty of the top job, that a third of England and Wales forces are seeking a new Chief Constable, or have one who has less than 12 months experience in the role (Thompson, 2021). 
Chief Constables, given the very nature of their role as the figureheads of the forces have often clashed with their superiors. However, it would be fruitless to solely focus on these instances given that the figureheads discussed have minimal direct involvement in operational policing. More appropriately this paper concerns operational leadership matters, rather than strategic failures in policing. 
The most notable in modern history being the Hillsborough football disaster - which saw 96 footballs fans crushed to death, with hundreds more injured. With the loss of life becoming all the more painful when it became clear in the years that followed that police were negligent in maintaining the safety of fans -  and perverse in the aftermath, with the systematic falsification of police statements, chief, amongst other unpalatable behaviours (Cooper & Lapsley, 2019).   
Accountability is undoubtedly necessary in policing, but at a personal level I have seen a marked increase in expectation from the public in recent years, which has come with an increased lack of patience, exasperated further by having to enforce health regulations. The ‘Covid Police’ label has had a significant impact on officers. With it becoming common practice for people to weaponize Covid by spitting and biting at them (BBC News, 2021). Policing was difficult enough beforehand, but to lead a team positively in the current day is a tall order. 
[bookmark: _Toc75525059]3.2 Structure and Reform 

Policing has for centuries been a hierarchical organisation with a direct chain of command from the lowest rank - Police Constable - to the Chief Constable at the top of the chain. This structure of organisation or business is often referred to as a ‘tall’ structure, whereby orders go up and down the chain. Without being a staff officer, I would have little remit to approach a Chief Officer, as I would be 4 or 5 levels down the ladder. 
The shape of policing organisations does however lend itself to the very nature of our jobs. None more so than when looking at the fast paced, critical nature of incidents which carry heightened risk for officers and the public, such as public order situations or firearms deployments, where the use of lethal force is a genuine consideration. 
Although leadership has always been high on the agenda of policing, there has been a significant shift in recent years to make it a quality at the heart of every officer (Campbell & Kodz, 2011).
This shift is illustrated by the College of Policing, who have set out an ambitious strategy on leadership by providing guiding principles so that practice is embedded, and so that all forces have some commonality to their efforts. The College’s strategy is set to target the full width and breadth of policing and not just those in senior positions:
“Delivering great leadership is far from the sole preserve of those at the top of the organisation. (College of Policing , 2017)”
This new approach set out by the College of Policing was borne from the Leadership Review (2015) and does not point to single styles of leadership, but rather sets a strategy of themes from which forces can develop and implement programmes of change, illustrated by the below graphic: 
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We can see the College have divided the issue of leadership into three segments; displaying, understanding and developing leadership. I have seen in my short time at Gwent this in action. As a Staff Officer I have mapped out future capabilities of current middle tier management, so succession planning does not leave knowledge or expertise gaps in years to come. More personally, I have been involved in leadership development programmes and have been provided funding for further education for courses such as the one this report is submitted in support of, to prepare me for future roles. 
[bookmark: _Toc75525060]4. 0 Reflection on Leadership Challenges
With a nod to the College’s Leadership Strategy (2017) I have, thus far sought to ‘Understand Leadership’ in its wider context and how police leadership has developed over the years. 
Throughout the second half of this paper I will reflect on two separate leadership challenges I have faced and explore how they relate to discussions on leadership and certain models or theories. 
Utilising the Gibbs model, these reflections will be based on two separate challenges from different aspects of the roles in which I have worked: Addressing Poor Performance, and Wellbeing. 
[bookmark: _Toc75525061]4.1 Addressing Poor Performance  

Description 
Having been successful in a promotion board, I was posted as a Response Sergeant. On getting to know the team, I learnt that one of the constables - with 25 years’ experience - had recently failed the promotion board, and on returning to work their attitude had deteriorated and their performance levels had dropped. 
The individual struggled to integrate back into the team, and where they could have been a great benefit to those younger in service, including myself, they hampered the team and caused a negative atmosphere. 
Given the individual’s vocal concern regarding colleagues with less time in service being promoted ahead of them, I found it difficult to interact with them. My lack of action relating to this issue caused the team environment to deteriorate, resulting in a disgruntled and disengaged team.
I eventually dealt with the individual, as I could see the negative impact this was having on my team. By having a constructive conversation, I was able to encourage the individual to focus on the future and the positive of helping oneself, and others to achieve their goal, rather than dwelling on the negatives of missing out on promotion. However, given the effect of their negativity I reinforced the discipline procedures relating to poor performance so the repercussions were clear. 
Feelings
I had mixed feelings throughout the experience. Although disappointed and empathetic given they had failed a promotion board, I was glad to have their experience and knowledge on the team, as I knew how much of a positive influence they could be. 
I realised early that their performance or general thirst for work had disappeared with their failed promotion attempt and this left me feeling concerned about how I would deal with someone with vastly more experience than I. 
From disappointed to nervousness - I also felt frustrated. I allowed the individual space and time to recover from the setback but without addressing their negative attitude it spread to others. 
However, the result was eventually positive, and on reflection I feel my concern was unfounded as my communication skills came to the fore and I felt comfortable when addressing the issue.
Evaluation 
[bookmark: _Hlk75271622]On reflection I did not act quickly enough. Although allowing for some respite my delay only made the initial conversation more difficult, weakening my authority and making it more difficult to eventually motivate the individual. 
Acting in a speedier manner would have lessened the impact on the team - who were influenced by the cynical individual’s dispelling of, talent spotting, fast tracking, and direct entry initiatives – all of which are considered cornerstones to the future of policing (College of Policing , 2017). It was clear that the individual did not appreciate diversity. Diversity has long been a problem and although diversity of colour and race in policing is improving, it is still poor (Durose, 2013). However, in this instance the individual’s issue was with diversity of leadership, something I feel is becoming more commonplace, as the College’s plans are embedded. Research clearly shows that officers want to be led by officers with substantial experience, and not third sector imports from direct entry (Hoggett, et al., 2019). It was evident that the officer had preconceived ideas of my ability and by not acting sooner those ideas had time to infect the team.
I missed a clear opportunity to turn a negative into a positive and illustrate how they could bounce back and ensure that the failure was not an opportunity to harness negative feelings against the organisation and the team. In this respect, I should have motivated the individual earlier. 
Moreover, I did not discuss and debrief the issue with other young members of the team. This would have enabled me to use the incident as a means to highlight to them the effect personal attitudes and behaviours can have on others. I was disappointed on missing this opportunity, as I have had previous exposure to the Betari’s Box model, for which the incident is a prime example of the concept at work. The model shows how my attitude, affects my own behaviour, which in turn affects others attitudes, which in turn, effects their behaviour. With the cycle continuing in a downward spiral. However, the model isn’t necessarily a negative. And its importance is clear, with the College of Policing (2020) highlighting how positive it can be in, by including it in conflict management training. 
Analysis 
It is easy in hindsight, but the nervousness around being a young leader in an experienced team made me reluctant to act, when in retrospect, acting quicker would have been beneficial for all involved. Wilful blindness is an obvious trait of poor leadership (Gavins, 2020), and I displayed it in in my first serious test of leadership.
The one positive was that when I did choose to act I displayed strong leadership skills and was able to have a very constructive and rewarding discussion with the underperforming staff member, with the individual appreciating that their performance had been poor and making marked improvement from that point forward. The individual was also appreciative of my open and honest way in approaching the matter, and the way in which I focussed on the welfare of the individual and the team, whilst also making clear repercussions of continued poor performance.
As well as outlining to the individual what would result from his continued negative impact on the team, we also discussed that improvement in performance would warrant extra responsibilities, which could in turn provide positive evidence for the next promotion board, and also uplift the spirit of the team, this focus on motivations was key. Motivation is a common thread throughout leadership discussion, with its importance stressed by Adair (2010) who suggested that half of a person’s motivation must come from within them, with the remaining 50% percent from their environment. I felt my interjection gave the individual the kick start to engage their end of the 50/50 split. 
[bookmark: _GoBack]The basis of trading further effort from the individual for further responsibilities is reminiscent of the transactional leadership theory. The transactional style focuses on instances of exchange, where compliance is gained via motivation related to a reward or punishment (Bass, 1985). There are said to be differing dimensions to the transactional style: contingent reward, active management by exception, and passive management. On reflection, given I acted after the mistake had unfolded over time, I realise I displayed signs of passive management. 
Conclusion 
I have learned that I have long been too concerned over my length of service, when others either do not care or are unaware of it. 
Importantly, I have learnt that despite holding leadership roles from a young age in a social or sporting capacity, there is much more to leadership than merely being present. 
I once thought the ‘Great Man Theory,’ which suggested that individuals are born with traits which would make them great at leading, rather than developing or being taught the art or skills of leading people throughout their life, was a plausible notion. However, this experience has shown me that is isn’t. The theory may still be alive given that the  political sphere still indulge in such figures as Vladimir Putin and Kim Jung Un (Mouton, 2019). Although I would argue the values, beliefs, and human rights record of the above mentioned do little to improve the argument in favour that such ‘Great’ men exist – nor does an endorsement of its merits by Boris Johnson who effuses that a single man can make all the difference (Johnson, 2015). 
Action Plan
The key to be an effective team has many facets. Although creating strong foundations by carefully selecting the right people to form the team is important (Adair, 2009), I did not have that luxury. However, Adair (2009) also cites the sustainment of morale and encouraging the complimenting of each other’s skillset as key. I feel this is something which I could have added more weight to, by getting the team to work through peer to peer feedback processes to learn not just from the negative behaviour of the individual in question but from each other. 
Aside from the above, if and when a similar situation arises in the future, I know I would act differently because of further learning I have undertaken. I have addressed the skills gap with professional development including being a part of Gwent’s Talent Management programme - a peer nominated programme designed to establish individuals’ levels of emotional intelligence and improve them. Emotional intelligence is seen as someone’s ability to gauge and express emotion in a controlled manner (Mayer & Salovey, 1997). Being able to accurately gauge the emotion in the future will help me assess how the team feel, rather than relying on physical data such as sickness records, leave record, something which is pertinent when I evaluate my second challenge below. 
[bookmark: _Toc75525062]4.3 Wellbeing  

Description 
The biggest issue facing the modern-day police force is the young age of staff and their wellbeing. This has become particularly apparent during the current Coronavirus pandemic,  with 65% of officers feeling that the ongoing health crisis has had a negative effect on their wellbeing (Police Federation, 2020). ‘Operation Uplift’ means that the recruitment of an additional 20,000 officers will take place over the next three years at an alarming pace, which will lower the average age of the workforce further (UK Government, 2019). Although bringing much needed numbers, the pace of staff turnover is already visible in my own force, Gwent Police, whereby whole response teams are still in their probationary periods.
On leading my team for six months I noticed leave requests and sickness records were increasing. The team had become exasperated with the number of cases they were dealing with, the constant targets for positive outcomes, and the push and pull nature of being governed by the police radio. 
To address the issue, I gave staff a wider remit whereby they were no longer tied to the amount of crimes they carried and placed no relevance on positive outcomes rates. Moreover, I set aside free days where only a set number answered calls, enabling officers to do as they wished.
In turn, officers were focussed on what they felt was important, which offered them flexibility in how they approached issues. They problem solved and diversified their ways of finding a satisfying resolution, rather than issuing tickets or community resolution notices as per usual processes.  
Feelings
Initially I felt dishearten that I did not do something about the situation sooner, but believed the issue was far greater than one I could solve. 
On realising I could make a difference, I was encouraged and proud of improving the wellbeing of the team. 
Moreover, I was excited to present the changes to the station Inspector and fellow Sergeants to convince them that although unnervingly unfamiliar, the results substantially improved morale, whilst have a positive impact on performance.  
Evaluation 
The experience is one of the most pleasing of my career to date. I felt I identified the issue, and thought over my options, carefully considering different ones before taking the most appropriate. In doing so, I believe that I displayed a strong demonstration of the National Decision Making Model at work – a model which provides structure to policing officers to explain what and why they have done something (College of Policing , 2014).
I recognise that this incident demonstrates aspects of both the Laissez-Faire style - a descendant of Transactional Theory – as well as Transformational Leadership. Whilst this may appear to be an odd and somewhat opposing combination, given that the former involves a hands off approach, whereas the latter places the leader at the centre of the theory (Hetland, et al., 2014). However, I believe this proved effective give the positive results it produced.
Laissez-faire is a laid-back approach, where leaders essentially say – do what you like, but make sure the work is done right (Carter, 2020). This is echoed where I have given the team room to do what they like without constraints, although with obvious boundaries, in so far as actually doing the job: keeping victims safe and dealing proactively with offenders. 
Studies have shown that the laissez-faire approach leads to confusion over roles and conflict between employees (Skogstad, et al., 2007). Although small amounts of friction were noticeable whereby persons clashed over their differing approaches to solving certain issues, the use of the style in this instance was a major positive. Skogstaf et al (2007) went as far as describing this approach as destructive; however, given how sporadically I see it being used in policing due to officers being governed by necessary policy and procedure, I doubt its destructiveness will come to fruition in the policing environment. 
As for Transformational Theory, it is a far more modern and forward thinking than its counterparts, a key reason as to why it is the most discussed of all theories (McCleskey, 2014). The transformational style relies on the leader to motivate and engage with staff with a vision of the future. Helping them grow by empowering them (Bass, 1985).  
The theory does away with commonalities such as order, instruction or compliance but rather chases commitment with a focus on making the future better, by creating a vision which inspires, with an authenticity and integrity. Again, when talking to my peers I made it clear that their wellbeing was my ultimate concern. I presented the focus as improving their own wellbeing, which would help not only in their professional development in allowing them to gain vital evidence to progress to different teams or ranks in the future, but would also help improve their everyday lives away from work. 
This dual style has been seen to be successful in other high-octane environments with the leader of the Chilean Mine Rescue torn between being directive and commanding, whilst also enabling innovation. Given he couldn’t decide, he deployed both styles to great success, saving dozens of lives (Rashid, et al., 2013). 
I know that the mix of styles adopted worked for my team as instead of them just going through the motions of mundane work in a cyclical fashion, they had the space to try new ways of working. Through discussions with them after the process was embedded it was clear that instead of coming to work to get paid, which in turn fed their family and paid the bills, they came with a thirst to work. They had a sense of confidence that they had lost, and a renewed sense of self-worth. This illustrates that the process was satisfying more diverse needs. In short, I was pushing them up Maslow’s hierarchy of needs - a five-stage model which sets out levels of motivations, with physiological needs such as air, food and water being at the very base (Maslow, 1943). With the next four steps relating to safety and security requirements, love and belongingness needs, with self-esteem and self-actualisation at the very tip.
Analysis 
I feel this second incident was much more successful than the first given that I acted in a more modern manner, something not akin to policing. 
However, I am sceptical to attempt to portray myself as transformational on a regular occasion. Although appearing to be futuristic and a great foundation to drag an institution such as policing into a 21st century organisation, I feel too much transformational leadership would be a disaster waiting to happen. Cynicism is a significant trait of police culture (Kaarianen & Siren, 2012), and thrusting visionary ideals to officers on a regular basis would quickly erode any sense of admiration or trust. With studies such as the one conducted by the National Policing Improvement Agency supporting my claim, whereby it was found that officers had higher levels of satisfaction with leaders who were less transformational than industry and business counterparts (Campbell & Kodz, 2011). 
Conclusion 
To conclude, I have learnt that the benefits of allowing others the freedom of thought and expression is three-fold. It not only provides them with confidence but encourages them to put more effort, and as a result realises peoples potential.  
Hesketh (2017)  describe this potential as discretionary effort. Essentially the work we can get from people that isn’t required. To unlock this leaders should be; caring, credible, committed and challenging (2017), and I feel that elements of each are reflected in the incident. 
As a result people will become more productive, something which is vital in an environment, which as discussed, is becoming more complex, more demanding, and being run on a smaller budget. 

Action Plan 
Moving forward I will use this positive experience as a benchmark in positive leadership. 
If I could revisit the incident I would act differently when trying to highlight to my peers and line manager how much of a difference to the teams wellbeing the approach made, and would try to report the results even higher up the organisation to show detailed policy and procedure often confines our abilities. 
[bookmark: _Toc75525063]Conclusion

As I expected one strict style of leadership is not suited to policing, due to the wide-ranging scope of the job. Although command and control styles are beneficial in pressurised environments, policing is not purely concerned with life and death situations. Neighbourhood policing and the battle of online crime requires significant innovation and affording employees the encouragement and space to explore other ways and means of dealing with these issues is vital. 
This need to be able to adapt whether during a shift or throughout a career in policing leads me to suggest that a situational leadership style would be favourable. 
Situational, as the name suggests is the ability to adjust appropriately to the situation or person in front of you. Moreover, when we talk about different styles for different incidents this again is not strict.  Keeping to one style for a certain task is not a golden rule. It is perfectly acceptable and often advantageous to flirt between styles as I have learnt from reviewing personal challenges. 
Leadership is notoriously difficult to get right. It is difficult enough to understand, let alone positively display on a regular basis. From this reflection I can see that passing exams and interviews does not make a you leader, nor does captaining the local rugby club. However, with every challenge that passes: whether that be the difficult individual in work, or a disenchanted team after a fifty point drubbing, I add another layer to my leadership journey, one which will I hope improve throughout the rest of my career.  
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