

Leadership has been defined as “the ability to understand people’s motivations and leverage them to achieve a shared goal” . CIPD expand upon this and state that good leaders should be skilled in three specific areas: self-awareness, influencing and motivating others and defining tasks whilst providing clarity about the job. Early studies, now referred to as the Trait Theory, suggested that personality traits were key to being a good leader, and that essentially people were born with the ability to lead . However, when considering what traits are most valuable to a leader, these differ enormously when considering the context of that person’s leadership, politicians will differ from captains of sports teams and community leaders will differ from military leaders in many ways. A lack of defined traits then must mean other qualities are at play. As the study of leadership continued, the behavioural era came about in the 1940s-1950s whereby it was felt leaders were made by teaching behaviours. In the 1960s it became widely accepted that the environment and context changes how a leader should act and that leaders should adapt to different situations, this was the situational era. From here we have moved into the new leadership era, where focus shifted to complexities within leader-follower interactions . 
Leadership is a complex matter, with undefined parameters. Organisations spend significant time and effort building leadership training programs to train their leaders, in the manner they wish them to lead. But given the fluidity of leadership, it may be prudent to use reflective practise. Leadership theories can be utilised when reflecting on leadership challenges to better understand motivations, reactions and why behaviours resulted in certain outcomes. This act of reflection can generate deeper understanding of a person’s leadership traits, behaviours, and motivations as well as those they lead. In this reflective report I will reflect on leadership challenges I have faced as a police leader with a view of developing my leadership skills for the future. 
As a newly promoted Sergeant I was asked to lead a shift that included two people who were personal friends of mine. I had held leadership positions before, in other jobs, but this was my first leadership role within the police service and the first time I had to step out from a group of friends and lead a team they were in. Friendship within a work environment is considered a positive in most cases. Whilst workplace friendships can cause some distraction it has been found that, overall, friendships boost productivity and the resultant sense of belonging can reduce workplace exhaustion (Methot, et al., 2015). However, when you have to step out from that friendship group and begin to lead your friends things can become difficult. It has been found that “90% of first-time managers have struggled to navigate the boundaries between being a boss and a friend” (Laker, et al., 2020). 
When I started in the role, I modelled my behaviour on my previous Sergeant, who I considered a good leader. The behaviours they displayed that made me think this were that they were friendly, approachable, and willing to join in social activities with the team. I took traits and behaviours I had witnessed that person doing and acted in that way with my new team. Reflecting on why I styled myself in this manner, I believe I was motivated by wanting to be seen as a well-liked leader. It appeared to me that if you were well-liked, you were a good leader and people would be willing to do what you asked. It is argued that this is a common thought, where the primary concern of a novice leader is whether they are recognised and accepted leaders by others (Lord & Hall, 2005). Likeability is a key ingredient of leadership, and it has been shown that liking your leader will result in you viewing them as more transformational or authentic. However, likability should not be something leaders strive for at the “detriment of their mission or integrity to their assigned task” (McAllister, et al., 2019). It can be argued that a desire to be liked as a leader can result in poor decision making, where personal feelings can skew your decision making, and that it can result in avoiding tough conversations and an unwillingness to address poor performance (Kruse, 2019). 
Considering how this leadership style impacted on the team I was leading, I believe that it was initially seen as a positive, particularly by those who were my friends. However, as time went on, I noticed that some areas of performance were dropping, and this was picked up by senior officers. When I challenged the team to improve this, the response left me in no doubt that I had been too laissez-faire in my style in an attempt to become a likable leader. Laissez-fair leadership can be described as a hands-off approach to leadership, where the leader entrusts their team to “work independently, with minimal interference or direction from the leader” (Entrepreneur, 2023). I had avoided difficult conversations and performance management, in favour of getting along with team members. So conversely, whilst it appeared they were happy with the initial leadership style, it had clearly caused de-motivation and a slip in performance. Laissez-faire leadership styles can have some positive results. It has been found that employees begin to make their own decisions about the way they work, and this can encourage innovation. But overall is found to be an ineffective leadership style as “employees are less guided, motivated, inspired and not sure about their role in the organisation” (Thanh & Quang, 2022). This certainly seemed to be the result of my leadership style in this scenario.
I decided at this point to change my leadership style and approach. I held one to one meetings with my staff to understand their motivations and understanding of what I was asking of them. It became clear that the lack of motivation was driven by a lack of understanding of what was required. I decided to set clear expectations and objectives for them regarding performance. These were more qualitative targets than quantitative, focussing on the standard of work being produced. I explained that I would be reviewing crime reports weekly and meeting with each member of the team to discuss their workload, crime reports and any issues or challenges they were facing and emphasised that these one-to-one meetings were focussed on supporting them and helping them meet the targets that had been set. This change to a more supportive leadership style, along with set targets and defined goals, had a positive effect. It resulted in increased motivation and ultimately an increase in performance. Looking back, I think the reason they received this well was that whilst I was seeking improvements in their performance, I was also assisting them by helping to manage their workloads through decision-making that aided their investigations supporting them to achieve the set targets. This supportive style of leadership is known to aid professional development and establish a positive team environment by evoking a sense of safety for team members (CMOE, 2022). 
The result of this change of leadership style was much greater engagement from my team, a more positive work environment and much improved performance, particularly in the areas where I had set goals for my team. Locke’s model of goal setting explains this, by theorising that goals motivate by directing attention, regulating effort, increasing persistence, and encouraging the development of strategies and that the result is performance of the task (Latham & Locke, 1991). It could be argued that without goals, a team lacks direction and has no place to direct their efforts. Goal setting then, is argued to be an important aspect of leadership.
From this first foray into police leadership, I learned some valuable lessons. Firstly, that my effectiveness as a leader is not based on how well-liked I am, but how much I support, motivate, and challenge my team. It is not impossible to be friends with those you lead, but friendship should not be detrimental to my role as a leader, and therefore my team. Secondly, that in order to improve performance I should motivate my team, using goal setting to provide direction. These are two key leadership traits I have maintained during my career so far, even when the organisation has gone in a different direction. 
Organisational change is a difficult area for leaders to navigate but is necessary to ensure service improvement. The world around us is changing rapidly and public services must adapt to keep up. Austerity measures, a shift to more complex crime types through cyber-enabled offences and changing demographics through increased globalisation are all challenges for modern police services to overcome (Higgins, et al., 2017). A change of strategic leadership will often bring about change in strategic priorities, as new leaders set their agenda and the course, they wish to steer the organisation in. Strategic leadership can be defined as the use of “creative problem-solving skills and strategic vision to help team members and an organization achieve long-term goals” (Reynolds, 2022). Walsh and Vito (2018) argue that a police service’s strategic leader also holds responsibility for the “creation of a positive organizational culture”. 
Within my force, we have undergone a change in strategic leadership, which brought about changes in strategic priorities. The new chief officer began by listening to the people within the organisation, seeking to understand our views as to where our priorities should sit and what issues and challenges the organisation faced that needed addressing. This style of leadership had a positive effect on me, influencing me to engage in the process and give my views, encouraging others to do the same. This encouragement of employees sharing their experiences and intelligence to consider shared solutions is typical of a transformational leadership style (Lai, et al., 2020). A study into organisational changes in police services emphasises the importance of this clear line of communication between senior leaders and the wider organisation (Dubord & Griffiths, 2021). Following the engagement events, it was clear that suggestions made had been heard and there was noticeable uplift in morale both personally and what I saw within my teams. The Chartered Institute of Personnel and Development (2023) explain this stating that employees who are engaged are more motivated, and interestingly this is cyclical. So, the more motivated you are the more likely you are to actively participate in workplace engagement events. 
I see the clear need for the police service to improve and I had no doubt that we could improve our service to the public within my team and within the wider service. Sir Michael Barber begins his Strategic Review of Policing (2022) by identifying the deteriorating public confidence in the police service and explains that police performance needs to improve by addressing capacity, capability, and organisational challenges. Utilising targets to improve police performance is a contentious topic, there are clear advantages and disadvantages. Latham and Locke’s Goal-Setting theory (1991) argues that goal setting is key in directing efforts of a team. I found that myself from my first experience of leading a team within the police service. It has also been argued that “Strategic management requires that a police department’s chief executive and his or her administrative team create a strategic vision for the department that consists of clear measurable goals” (Walsh & Vito, 2018). Arguments against target-setting in police services include that they “cause dysfunctional behaviours” or corruption (Hibberd, 2021). Chief Constable Dr Richard Lewis (2022), writing an opinion piece for The Guardian relating to politician’s targets for police services, argued that arbitrary figures to reduce crime types by a certain percentage were not helpful, and alluded to these targets driving “perverse behaviours (such as focussing on easier-to-achieve outcomes as opposed to harder but more worthy ones)”. Within my force, our Chief Constable became the National lead for Police Performance, which changed the way we work rapidly. There were performance metrics embedded on dashboards on the intranet home screen, monthly performance meetings became longer as we scrutinised and tried to explain figures for ever-growing performance metrics, we began weekly and even daily reporting on certain metrics and each team and individual officer had their own figures visible to their management teams. This resulted in leaders spending most of their time reporting figures, rather than leading teams. One such metric performance was measured against on a weekly basis was the percentage of victims of domestic abuse who declined to support an investigation. 
The strategic message was that we needed to reduce this figure, but this message came with no guidance or support as to how this was to be done. This change from transformational leadership to a more achievement-oriented leadership, where the leader is “concerned with producing results” and “expects that workers will attempt to do their best” (Walsh & Vito, 2018) appeared to demotivate a lot of teams. The leadership style from other senior leaders also changed dramatically. We became intently focussed on numbers and leaders focussed on driving these numbers up or down, but in my opinion, did not focus on the reasons behind the good or bad performance or the motivation of our staff that leads to positive outcomes. This apparent negligence of motivation needs impacted many people within the organisation negatively. Senior leaders also began to set expectations on leadership styles of middle managers, stating that we needed to challenge our staff more where performance was poor, and that disciplinary action plans were needed where poor performance did not improve quickly enough. This resulted in some of my peers criticising members of staff they led, with the apparent aim of showing their manager that they were leading in the manner expected. I could see that this leadership style had a negative effect on the team I was leading at the time, and likewise, the style and message from the organisation did not resonate with me.
I did not agree with the leadership styles displayed by senior officers or the way in which we, as middle managers, were being encouraged to lead. Despite my belief that we could, and should, improve our service, the way in which it was attempted demotivated me and my teams. I also noticed that my middle-manager peers were becoming unwell, with one admitting that their physical health had worsened due to the stress of the workplace. Studies have shown that ineffective leadership can result in increased occupational stress, and that a “leader enabling a non-supportive work environment was a major source of stress” (Jacobs, 2019). 
Considering why the differing leadership styles and my perception of a lack of support demotivated me, one article in the Harvard Business Review explains four reasons why employees become demotivated. One reason being disruptive emotions, where negative emotions such as anxiety or anger counteract their usual motivation to conduct their work. (Clark & Saxberg, 2019). Another way in which leaders de-motivate staff is through an “all stick, no carrot” approach, where punishment, or the fear of punishment is predominantly used to stop undesirable behaviour (Rigglo, 2022). This is certainly how I perceived events, where we were being asked to use disciplinary measures against staff who did not meet the required targets, but no motivation or reward was offered to encourage them to reach the targets. This can all be taken back to Abraham Maslow’s (1943) theory of needs and motivation, where safety is considered one of the basic human needs and once the most basic needs are met people will be motivated to seek higher placed needs. Without this safety in the workplace, feeling supported and without the fear of disciplinary action for not meeting targets, employees are likely to be demotivated and will not seek higher-order needs which would relate to self-actualisation. Self-actualisation being the fulfilment of one’s talents and potential (Sullivan, 2023). It has also been argued that frequently or exclusively negative feedback “can spark defensive reactions that cloud perceptions and dampen motivation” (Chappelow & McCauley, 2019).
I could see that my team were demotivated and believed this to be for the same reasons as my demotivation. This could also be explained through the social learning theory. If I act in a certain way, the Sergeants I lead will too. Interestingly, a study has shown that this can be turned into a positive and where a leader, particularly one displaying ethical leadership, admits their errors their followers will likely admit and correct their own errors more often (Zhang, et al., 2023).  However, as a leader I realised that it was my responsibility to motivate them and ensure they felt supported in work and able to achieve what was being asked of us. Despite my own physiological state, I recognised that I needed to change in order to effect positive change on my team, I was unable to lead effectively if I was demotivated. This was considered by Albert Bandura (1977) in his self-efficacy theory whereby he theorised that a person’s self-efficacy will determine whether they initiate coping mechanisms enabling them to expend sustained effort in the face of perceived obstacles or adverse environments. Self-efficacy is defined as “an individual’s subjective perception of their capability to perform” (American Psychological Association, 2023). However, I do not believe my motivation changed due to a sense of self-belief, but rather an intrinsic motivator regarding personal satisfaction, I agreed with the need to improve our service, just not the method being utilised. Herzberg’s Motivation-Hygiene Theory explores intrinsic and extrinsic factors, theorising that intrinsic factors are motivators whilst extrinsic factors are sources of dissatisfaction (Heery & Noon, 2008). In this scenario, the extrinsic, or “hygiene”, factors were the organisational policy, the leadership style being imposed and general workplace environment whereas the intrinsic motivator was my feeling of responsibility and motivation for growth and improvement. 
I considered what I felt was missing, motivational factors and support, and sought ways to implement these for my team to improve their feeling of workplace safety and support, whilst challenging them to achieve improvements. I also considered the framing of the service improvement. Whereas the organisation was talking in numbers and figures, I considered my own motivations for service improvement which were more focussed around public service and utilised these to motivate my teams.
Vroom’s (1964) expectancy theory explains that valence, instrumentality, and expectancy combine to produce motivation for a task. Valence is the psychological value placed on the desired outcomes of someone’s actions, instrumentality is where people will put effort into achievable tasks and expectancy intensifies effort through the expected receipt of a reward for their behaviour. I had recognised that I placed little psychological value on the stated desired outcome, the decrease in figures as requested by senior officers, and translated this into an outcome I did value which was an increase in domestic abuse victims feeling supported and protected enough to assist with prosecutions. I also considered the achievability of the task set. Ways of improving instrumentality include making sure employees have the required skills and training for the task. To achieve this, I worked with a domestic abuse expert and obtained materials and training that would assist my teams in providing domestic victims with enhanced support. I also ignored the request to be more challenging by disciplining poor performers, and decided to instead create a supportive environment where good behaviours were recognised and rewarded. With increased valence, instrumentality, and expectancy I noticed an increased motivation to achieve the task within the majority of my teams. This can also be explained by Latham and Locke’s theory of goal-setting (1991) in which they explain that leaders play an important role in achieving goals through persuading their teams that said goals are both achievable and important and that they can do this by being supporting and trustworthy and by “providing a convincing rationale for the goal”. This theory then, along with the expectancy theory could explain why there was a shift in the motivation of the majority of my teams regarding this specific task. However, one officer was clearly still de-motivated and not achieving the task set, which was causing his team to fail to improve their performance. I had to adapt and decided to discuss the personal motivations of the person who was not buying in. This led me to understand that this officer had lost motivation a while ago and had been seeking re-deployment. 
What I have learned from this is that blanket equity in the way you interact with members of your team is not necessarily a good leadership style, this previously held assumption that leaders interacts with the whole team in the same manner (Dansereau, et al., 1975) has been countered by the he leader-member exchange theory. This theory focusses on the dyadic relationship between a leader and each individual follower, theorising that high-quality interpersonal relationships link directly to motivation (Erdogan & Bauer, 2015). High-quality relationships are characterised by leaders providing support, developmental opportunities, and guidance to the employee. This utilised the theory of reciprocity, where we feel obligated to reciprocate concessions (Cialdini, 2007) and so the employee demonstrates higher levels of loyalty and voluntarily exhibits positive behaviours in return for the positive behaviours of the leader.
Most recently, a leadership challenge I have faced is in my new role as a leader within the force communication centre. A new requirement was made of leaders in the department to conduct a number of quality-assurance exercises each month, listening to 999 calls received by contact handlers and grading their performance. I was initially wary of this requirement, knowing I had never been trained to take, or taken, any 999 calls I felt unqualified to be appraising the performance of someone who had received the training to take these calls.
I was unaware of how the contact handlers felt about this, but I imagined the roles were reversed and they were required to appraise my performance in an area they had not been trained in. It appeared to me that this needed careful consideration in order to ensure the feedback I was giving was authentic, valued, and useful to the development of these members of the team. CIPD argue that feedback should be a fair process, in an evidential review it was found that the information used to inform feedback should be correct and complete and the feedback should be from a credible source. “A person needs to have expertise about the job being performed” in order to be a credible source (Chartered Institute of Personnel and Development, 2022). I did not feel like a credible source of feedback and so needed to learn more about the role to provide useful and fair feedback.  
My approach was to explain to the contact handlers that I had not been trained, that I was using a marking guide and if they felt anything was wrong, or they had been trained in a different way, then to raise that concern with me to help me learn more about their role. I also spent some time with the contact handlers, to experience the environment in which they were taking these emergency calls and to gain an appreciation of the systems they were required to use and equipment they operated whilst taking these calls. 
This approach seemed to work well, with the contact handlers actively engaging in the feedback process. I ensured that as part of the feedback I pointed out positive behaviours, reinforcing the value they add. This built a positive base on which my feedback appeared to be fair. I then gave constructive criticism in order to improve performance. This method of giving feedback was well received, with the constructive criticism being received well and considered fair. One issue I face when giving feedback, was that my managers wanted feedback to be given within three days of the performance review being undertaken, however due to differences in shifts this often meant feedback was emailed rather than delivered in a one-to-one setting. There are arguments that feedback should be given within 24-48 hours in order to be effective (McCarthy, 2016), however it has been shown that high-quality feedback is far more effective (Drouvelis & Paiardini, 2022) and that in person feedback is more effective than feedback delivered via email (Logemann, 2023).
I noticed that one common theme where performance was poor, was in relation to a specific question that needed to be asked on every call, a requirement stipulated by His Majesty’s Inspectorate of Police, Fire and Rescue Services. The question related to any vulnerabilities, disabilities, physical or mental health considerations for the caller or anyone else connected with the incident. A large number of the calls I was assessing were failing in this area. I checked that the contact handlers knew of the requirement to ask the question and discovered that they did. I then asked some of the contact handlers why they felt they were missing the question regularly on calls. Some answered that they simply forgot as it was a new requirement, but most explained that they felt uncomfortable asking the question, as they felt it was personal and unnecessary.
I sought to change this behaviour, and utilised a recording of a call where the contact handler had asked the question in such a natural way that explained why we were asking the caller. I utilised the social-learning theory, by playing the recording for the contact handlers and expressing how natural it sounded to me, the majority of the contact handlers agreed and said they would try to ask the question in this way. The contact handlers don’t often get to listen to their peer’s calls, but social-learning can be very impactful. By observing the way their peer asked the question, hearing praise for how natural it sounded (positive reinforcement) and then being asked to imitate worked very well in this circumstance. 
From further quality assurance exercises I have found that the pass rate for this specific question has increased significantly, with contact handlers imitating their peer’s method of asking the question. To further cement this behaviour, I ensured I pointed out where it was asked and gave praise for the vast increase in performance in this area. It is known that reinforcement is “usually what will lead to a change in a person’s behaviour” (McLeod, 2016). Had I not been a credible source of feedback and spent time learning more about their role before trying to change the performance behaviour of this team I doubt I would have had the same impact. 
From these three leadership challenges I have reflected on I have been able to analyse my behaviour and the reactions of others and understand these by using leadership, motivation and learning style theories. This has helped me develop my leadership style, whereby I will be an ethical and authentic leader, utilise transformational leadership to promote employee engagement and thus cyclical motivation. I will utilise the leader-member exchange theory to establish meaningful connections with each employee to understand their individual motivations and be able to inspire them further. I will also continue to reflect on my leadership challenges, relating them to theory to better understand myself as a leader and how I can improve my leadership skills. 
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