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Introduction

Change is unsettling, but in policing, change is inevitable. Sellers (2016) believed everything changes and that nothing is secure, the questions he proposed were, do we change with it, and can we adapt? As a Chief Inspector in South Wales Police, like most of my peers, we frequently change roles, often thrust into different functions of policing and bestowed responsibilities that challenge us. In March 2022, having spent over eight years in Counter Terrorism Policing, I was moving back to territorial policing to take up a new role as Chief Inspector for Neighbourhood Policing. 

South Wales Police had committed to reinvigorating and allocating more resources towards community policing. Consequently, the force realigned the senior management structure in every Basic Command Unit (BCU) to ensure corpocracy and consistency across South Wales. However, the model was embryonic, without clarity of method or defined roles and responsibilities. This report will reflect and critically analyse my last year of operational leadership in a challenging neighbourhood policing role as part of Mid Glamorgan BCU. 

Due to adherence to word count, this report cannot reflect or explain every issue I experienced during this leadership period. I intend to describe the situation by sequentially summarising three key challenges using Driscoll's (1994; 2000) reflective model and discussing different leadership theories, culture, and psychological safety. Specifically, I will discuss revising daily management meetings, developing neighbourhood policing, and commanding significant operational incidents. The paper will conclude by evaluating the learning I have gained and how I will use these experiences in my next role.

Stoltz (p.10, 1997) stated, ‘Leadership begins with an inward journey, but leaders need followers’. I was responsible for installing the correct priorities, processes, and frameworks to deliver on this force restructure. Initially, the methods, employed strategies and tools were indistinguishable. As I reflect on this journey, I understand different challenges conceive the potential of multiplying skills, bolstering intelligence, and acquiring knowledge that will help shape me as a future strategic leader. This period brought me back into territorial policing, having spent such an extended period within a specialist role. However, it has reinvigorated my appetite and enthusiasm for operational policing. The role has developed me, offering opportunities to extend my knowledge and push me outside my comfort zone. Importantly, it has made me a better leader, manager and strategic thinker.   

Reflective models 

Several systems or exemplars exist for critical learning, fluctuating from the simple to the refined (Borton, 1970; Kolb, 1984; Gibbs, 1988; Cowan, 1998; Driscoll, 1994; 2000). They all aim to facilitate personal growth, development and learning. The employed skills, such as detailed enquiry, diagnostic and evaluation remain consistent throughout. Dewey (p.118, 1933) defined critical reflection as ‘active, persistent and careful consideration of any belief or supposed form of knowledge in light of the grounds that support it and the further conclusions to which it tends’. Policing has never been formally associated with critical reflective practice. Furthermore, the relationship in developing policing professional practice through critical reflection is embryonic and largely implicit. Much work is required to embed this doctrine into practice (Christopher, 2015).

Policing is a challenging environment, and as one navigates the complexities of a vast organisation, it is natural that experience shapes who you are. However, I recognise experience alone is not enough. One must learn from encounters to better understand imprecise events, comprehend feelings, analyse, and personally grow.  Boud et al. (p.19, 1985) excellently describe reflection as ‘intellectual and affective activities in which individuals engage to explore their experiences in order to lead to new understandings and appreciations’. This definition perfectly summarises the constituent elements of reflection and learning. The rational, logical, and emotional activities are what lead the learning. Whilst contemporary policing has evolved and continues to professionalise, from personal experience learning through reflection within policing is only now developing as a paradigm within South Wales Police. 

South Wales Police continually seeks opportunities to learn as an organisation, but reflection is also deeply personal and ultimately an individualistic habit. Unlike Boud et al, Jarvis (1992; 2007) identifies how reflection provides a structure to convert imprecise and confusing positions into private learning experiences. Therefore, despite the desire to learn as an organisation, it is evident learning is deeply personal. However, from this personal deliberation, individuals can transfer learning into the fabric of an organisation, ingrained into the muscle memory and culture of policing. 

Kolb (1984) developed a four-stage experiential learning cycle (concrete experience, reflective observation, abstract conceptualisation, and active experimentation). Additionally, the model has different learning styles and can adapt to the participant's preferred method. However, the model is not always easy to apply as a reflective model, but it can explain more about how one learns through experience. In contrast, Driscoll (1994; 2000) proposed a simpler model, what, so what and now what. The three areas are described as what - a description of the situation or event, so what – analyses of the event, and now what – proposed actions following the event. 

Gibbs (1988) reflective cycle has six steps (description, feelings, evaluation, analysis, conclusion, and action plan). The advantage of using this method is that it is easy to understand, permits learning over time, and can be applied to an isolated event or, as Gibbs advocated - repetitive situations.   However, this system has a few drawbacks as it can be superficial depending on the skills used to apply this model. The process does not lead to meaningful learning if one does not involve the associated questions in each stage of the model and fully expose their feelings. Regardless of which reflective model is used, they are all designed to assist individuals in learning from actions and experiences. However, it is vital that people acknowledge feelings and especially what did not go well. Therefore, being honest about one's capabilities and deeply exploring situations is the key to any successful reflection. Due to its simplistic form and efficiency, I will employ Driscoll’s reflective model within this report.

First Impressions

When I first arrived in Mid Glamorgan BCU, I met with the divisional commander, who advised me I was going into the Chief Inspector of operations role for Rhondda and Taf. However, this would only be for a relatively insignificant period due to the impending command structure modifications. I identified and requested the Neighbourhood Policing Chief Inspectors role; given its spotlight, significance and value, I believed it would be challenging. Before the force model changed, I was tasked to look at business processes to ensure the fundamental aspects of operational policing in the BCU would still function. This included simple but essential changes to geographical boundaries of command, callsigns and daily management meetings. 

The daily management meeting was antiquated and failed to modernise. Occasionally, senior officers used the process as an oppressive and authoritarian mechanism to quiz attendees and check for compliance rather than routinely conduct it as a tasking and coordination mechanism. The significant change was that local policing inspectors were no longer accountable for threat, risk, harm and performance as this would be more evenly spread. My vision was to make this a forward-facing meeting that no longer looked at compliance against historical matters but was solely focused on four pillars, demand, risk, community impact and reputational harm. This was the propitious model as it would benefit the command structure and individuals. 

Due to a collapsing timeframe, I moved quickly to bring this vision to fruition, but this was my first leadership challenge within the BCU. Reflecting on this experience, I recognise how excited I was at making a difference and finally changing an archaic process. I knew I could make efficiency savings, demonstrate my competence and reduce unnecessary demand on people. However, I was apprehensive and occasionally frustrated because there would be those who would not adapt to change and always want assurance that every operational risk had been mitigated but more than likely impose their power and tyrannical behaviour on others. 

The ancient philosopher Seneca (n.d. cited in Barrientos, 2020), once wrote, 'it is our thoughts, rather than the change itself, that is the source of our resistance to change'. Seneca’s view is accurate today as it was then; people fear the unknown and uncertainty and will resist change to self-preserve and maintain a cognitive equilibrium. Whilst I was not resistant to change, I could see others was. Despite some opposition and concerns from others, I persisted and presented rationale and valid arguments as to why my proposal would succeed. I knew the meeting structure had to change fundamentally, and the fact the organisation had a project team looking at long-term changes across the force meant I was on the correct path. 

Within two weeks, I realised my proposal, which was employed within the BCU. I was most pleased that the force project team implemented my model across the force. However, despite having broad agreement and recognition from the centre, some could not accept this change and tried to re-introduce processes to disrupt and complicate the new model. As I reflect, analyse and make sense of this change and my first month in the BCU, my thoughts turn to culture and not necessarily personal resistance to change.  

BCU Culture 

I believe there was resistance to change and a lack of trust and confidence in managers to lead and assess risk because some BCU senior managers had historically created an autocratic and officious culture. The culture of an organisation, department and even team can determine why something might fail or why people could resist change. At the elementary level, ‘culture can explain the common values, attitudes and behaviours believed to exist among police officers’ (Cockcroft, p6, 2020). 

Police culture has undoubtedly been a recent topic of intense interest. According to Cockcroft (2017), British sociologists research presented police culture as unethical and wicked. However, this was primarily due to academia being associated with the labour movement, thereby viewing the police as a mechanism for suppression. That said, are we now seeing a re-emergence of this perception of police culture? The media and our communities' narrative views the police as corrupt or depraved. Another significant aspect of police culture is that it is often regarded as a range of negative values that lead to deficient police practice (Cockcroft, 2013). The question one may ask is, was the culture within this command area harming innovation and leadership? 

Leadership in policing has become increasingly prevalent among practitioners and academia. According to Cockcroft (2019), there is an assumption among scholars that the cause of improper conduct is essentially a problem of police culture, and a correlation between behaviour and culture exists. Whilst the debate on this causal link continues to propagate, police leaders across the country continue to debate and better understand how leadership can influence the behaviours of an organisation. Cockcroft (p78, 2020) states, ‘there is substantial evidence to suggest that senior leaders have traditionally adopted styles of leadership that fail to engage positively with their officers’. 

Girodo (1998) identified across policing, a wide range of leadership styles existed, including bureaucratic and transformational, but police leaders habitually employed a Machiavellian approach. Additionally, Krimmel & Lindenmuth (2001) recognised that this callous leadership style fashions a negative relationship between leaders and their staff. The lack of trust and confidence in Inspectors to manage threat, risk and harm and the leadership style created adverse relationships and the inability to cease bureaucratic oversight. 

According to Ducker (1954), culture will eat strategy for breakfast. Quite clearly, my strategy or vision would always be met with resistance due to the culture within the BCU and the organisation. Chan (1997) argues that police culture is fluid but does have a connection with external forces. Individuals are not merely blunt instruments who progressively amass the industry culture as they encounter the working environment of policing. This attests that a culture in permissive conditions can create professionalism and a positive environment. 

In summary, I presented a model that was positive and improved efficiency. Still, due to the collapsing timescales, I had to work fast, resulting in reduced consultation with other senior leaders and apprehension. I learnt that the culture of the command unit was always going to impact this change, and no amount of consultation would have changed this. However, if individual behaviours reflect a positive approach to change and innovation and people have the humility to adopt one's leadership styles, the culture may adjust. This will create a permissive environment where change and innovation can thrive. 
 
Leadership and Neighbourhood Policing 

Community policing is appreciated as the bedrock of policing and correlates to the legitimacy and values of British policing (Innes, et al, 2022). With the renewed focus on the neighbourhood policing teams and the appointment of a dedicated chief inspector came high expectations to deliver reduced demand, problem-solving and engagement. However, I quickly identified that the central unit from headquarters had not developed core products or processes to support its implementation and operational delivery. Instead, this task was nonchalantly assigned to local leaders to resolve. I approached this challenge ardently, determined to succeed and demonstrate my competence and standards. 

Over several months, I developed a governance structure and performance framework and clearly articulated the purpose, value and role of neighbourhood policing within the BCU. During this time, I had a lot of mixed feelings; on the one hand, I was determined to demonstrate my leadership qualities, motivated to articulate the value of my neighbourhood teams and give clear direction on priorities. However, I felt a lot of frustration because I could not realise my vision of governance, and I was unclear if I ever met the expectations of my seniors (Appendix A). 

I was exceptionally proud of my leadership, the analytical products I commissioned to ensure we were evidence-based in our approach, the performance framework I introduced and the associated reporting to demonstrate the value of my neighbourhood policing teams. Despite the evolution of neighbourhood policing taking time to form, there was always the requirement to manage daily business. Reflecting on this, I recognise the difference in leading a team to innovate and change compared to addressing day-to-day operational issues. Kotter (1987) describes management as a set of processes that keep a system (organisation) functioning, such as budgeting, operating plans and resource management. However, leadership is what creates vision, empowers staff, or transforms an organisation's culture. 

Stogdill (p.7, 1974) wrote, ‘there are almost as many definitions of leadership as there are persons who have attempted to define the concept’. According to Harris (2009), leadership theories appear without empirical evidence. The field of leadership is often flooded with new theories and ways of defining leadership practice that often becomes redundant once exploited. This fashions uncertainty and raises the complex question to those wishing to define leadership and conclude their preferred behaviours and approach. However, Bass (2008) proposed how the different leadership styles can broadly be categorised into - group processes, personality perspective, power relationships, transformational processes, and skills perspective.

Prentice (p.102, 2004) defined leadership as ‘the accomplishment of a goal through the direction of human assistance and a successful leader as one who can understand people’s motivations and enlist employee participation in a way that marries individual needs and interests to the group’s purpose’. The issue with Prentice’s definition is that it firstly assumes what a ‘successful leader’ is and that, fundamentally if you connect an individual’s desires to the groups, that constitutes an effective leader. Furthermore, it assumes the accomplishment of a goal but fails to consider that leadership challenges are often present in various circumstances. 

In contrast, Northouse (p.3, 2010) describes leadership as ‘a process whereby an individual influences a group of individuals to achieve a common goal’. This definition uses the term influence a group, which assumes leadership is beyond the scope of a single individual and only reflects a person's group direction. On reflection, I was not attempting to influence seniors, peers or subordinates in a controlling or covert manner, but I was seeking to achieve a common goal. 

A preferred definition by Capezio and Morehouse (p1, 1997) defined leadership as 'the ability to influence individuals or groups to think, feel and take positive action to achieve goals'. This definition reflects what I sought to accomplish because my role was to inspire staff and partners to evolve, change and achieve positive outcomes. According to Capezio and Morehouse (1997), leadership has three components: action, influence and motivation. Action is the leader's proficiency to instigate activity or transform others to yield results. Influence triggers others to act and acknowledge duties, and motivation is channelling one's drive whilst meeting an individual's motivational needs. 

Solving problems, identifying the correct priorities, and developing processes would never be delivered by me and me alone. It would have been remiss not to consider the perspectives and opinions of my peers and those I lead, whose skills, knowledge and experience may have identified uncomplicated and logical solutions. I have learnt that leadership is not about who is in charge but about the collective and how I mobilise a system of leaders to deliver, maintain excellence and innovate. 

This view is supported by Frederikson (2022), who articulates how shared leadership creates better outcomes and a happier workforce. Distributed leadership is a dynamic, multi-faceted network of leaders that can utilise everyone’s skills, knowledge and experience. When people are empowered, the organisation innovates and is more sustainable. Moreover, Bush (2013) advances the notion that leadership arises anywhere in the organisation and is not limited to prescribed individuals. Harris (2008), concludes the evidence shows that distributed leadership leads to an improvement in managing change, organisational outcomes, and relationships are positive, mainly where there are structural or cultural barriers.

Gunter and Ribbins (2003) questioned how distributed leadership is contested because of the complexities when distributing power. Shared leadership models can build capacity in an organisation. Still, as Jones (2014) articulates, the combined effects of distributed leadership are limited as there is no causal relationship, and it is not synonymous with democratic decision-making. If one takes the role of the Chief Constable, it is a fair assumption to claim that the most senior officer in force distributes power to subordinates daily. However, these leaders remain in a positional sense of authority but are ultimately accountable to the Chief Constable. Therefore, depending on the position of power within the organisation will determine the level of influence and ability to make decisions without recourse. This is where my frustrations existed that I could not influence outcomes on matters such as governance because I was not in a position of power to do so. I needed the wider senior management team to embrace this concept fully. 

Reflecting on various senior management meetings regarding governance, performance, and the role of neighbourhood policing, it was clear the loquacious group took too much time to delineate the problem and resolve the challenges. Sometimes in policing, people use arcane language to articulate a point. What can be said in thirty seconds can take five minutes, only to arrive at the same conclusion without addressing the problem. I believe this was where many of my worries sat, was the culture of this command unit one where you could be open and honest without fear of punishment? As a new member of this senior management team, did I have the authority to articulate a vision of neighbourhood policing, and was I in a safe place to make such bold and consequential recommendations? 

Psychological safety is a belief that one will not be punished for speaking up (Edmondson, 1999). ‘Psychological safety is not about being nice but about candour and willingness to engage in productive conflict so as to learn from different points of view’ (Edmondson, p.16, 2018). Interestingly, Edmondson and Lei (2014) highlight that future research could ascertain whether cultural settings impact psychological safety and influence positive outcomes. My assessment of this environment was that it was not a place where innovative ideas could thrive, maybe due to the culture, but various academics have long advocated the importance of trust in groups (Dirks, 1999; Kramer, 2011). 

Whilst it was sometimes a difficult place to express oneself or suggest alternative views, it was within my gift to determine how I created that safe space for others to thrive. Nemanick (p.523, 2022), points out that ‘creating safety for others often starts with our own self-awareness around how safe we are feeling and how our feeling of safety (or a lack of it) causes us to act’. Therefore, despite my challenging senior leadership forums, I knew I could positively impact the teams I led by not rejecting ideas, allowing people to be themselves, and engaging in constructive discord. 

I needed to take a consultative approach to developing neighbourhood policing, but I was eager to deliver a solution quickly and without complication. I recognise individuals' opinions and maybe ego impacted progress. Willink & Babin (2017) take a different approach and note one's ego is often positive and negative. We all have an ego; from a positive perspective, it drives us and motivates us to deliver, gain recognition and win. However, in a leadership context, ego can prevent an honest, realistic assessment of your and the team's performance. It will often inhibit innovation because if a plan is not yours, it gets voted down, and it will often deflate a workforce and disempower individuals. The one thing I have learnt and now recognise in policing is that ego is an inhibitor of organisational development. Everyone appreciates the hierarchical nature of policing, but the importance of humility in leadership and providing people with a safe environment to express their creativity and skills cannot be understated. 

I recognised that consultation with peers and senior leaders would not deliver positive outcomes and a clear team vision because of varying views on issues. Therefore, I had to reflect on this and find the right leadership style to operationalise my vision and motivate staff. Fiedler (1967) developed contingency leadership theory by combining the results of several studies into a single formula. According to this model, there is no advantageous leadership style because effectiveness is based on the situation. The leader's contribution to positive outcomes depends on the practice of leadership and the level of obedience with each situation. Fiedler suggested the person with the relevant style should be leading, and individuals’ only have one constant behaviour regardless of willingness to change, coaching or training (Cerni, 2009). 

I was asking myself; how do I inspire, motivate and mobilise my staff to deliver against my vision? What power did I have to influence and direct activity on this vital force priority? According to Webber (1978) classification of authority has three elements. Firstly, the legitimacy of authority is granted regardless of qualifications and is based on customs and traditions. Secondly, rational-legal authority is based on legitimacy because of laws, rules, and the power to make decisions and policies. Finally, charismatic leaders display personal qualities and hold control over followers because of these qualities. A good leader gets people to follow with inspiration; poor leaders depend on power. However, it can reside in an individual who has risen to prominence because of traditional or rational-legal authority.

Fiedler’s leadership model presented several advantages, it determines when a leaders skills are the most or least impactful, facilitates self-awareness, and takes cognisance of the situation and not just the style of leadership (Crehan, 1984). However, it personally was not an attractive theory to utilise to develop neighbourhood policing. Compliance theory presents several disadvantages; for example, it assumes static leadership behaviours and limits an individual’s willingness to change depending on the situation. According to Mitchell et al. (1970), the model does not offer flexibility and assumes you are only relationship or task orientated. Criticism is also directed towards the reliability of the Least Preferred Coworker (LPC.) 

Elements to influence behaviours of subordinates have been explored in several studies. Rosing, Frese and Bausch (2011) suggest an ambidextrous leadership style for innovation that allows leaders to travel the pendulum of leadership styles to explore and exploit individuals and teams. March (1991) defines exploration as the increase in the investigation, experimentation and identifying alternatives. Exploitation is a decrease in variance and risk aversion. Ambidextrous leaders develop the competency to recognise when to lead with opening behaviours (exploration) but have the situational awareness and demonstrate the flexibility to switch to closing behaviours (Rosing, Frese and Bausch, 2011). 

Bledow et al. (2009) consider that exploitation and exploration are entwined and cannot be detached. Furthermore, paradoxical leadership combines behaviours to promote and foster a positive environment for exploration whilst maintaining a clear focus on the organisational objectives (Alghamdi, 2018).  In summary, ambidexterity presents differently across the hierarchy of most organisations, but individuals must have an appropriate mix of explorative and exploitative behaviours to motivate and increase performance. However, whilst organisational ambidexterity differs from the leadership theory, it does not purposefully define the required behaviours or styles to achieve exploration and exploitation. 

Perhaps the most influential view of leadership is found in the work of Goleman (2000) who developed six leadership styles based on his earlier work by examining the relationship between emotional intelligence and effective performance. Whilst intellect and cognitive skills are essential, influential leaders are distinguished by high levels of emotional intelligence because they have self-regulation, self-awareness, motivation, empathy, and social skills (Goleman, 1996). As a leader trying to demonstrate resonant leadership to define the purpose and performance framework and encourage innovation for neighbourhood policing, it was helpful to demonstrate emotional intelligence and apply the Goleman leadership style to different situations. 

Reflecting on the different situations I faced, I understand how Goleman’s leadership styles have helped me navigate some challenging operational situations. For example, utilising a coaching leadership style helped create strong connections, demonstrate my commitment and create an environment of mutual respect and support.  However, it was time-consuming, and once utilised, I had to commit; otherwise, it could have had the opposite effect. This style can encourage a ripple effect and inspire others to support colleagues, thus creating a positive environment (Karlson and Berg, 2020). 

Focusing on the performance framework alone, I recognise that a democratic leadership style (participative leadership) was the most effective because we had few time constraints, empowered the team, and enhanced creativity. This worked exceptionally well because the team were highly skilled, and the final performance framework was built collaboratively, thus attracting immediate support as it focused on the correct priorities (Bhatti et al, 2012). 

I have learnt there are times, as a leader I need to focus on developing personal relationships to build trust and confidence between myself and the staff. Reward and recognition will assist this, but what demonstrates an affiliative leadership style is when one uses emotional intelligence to provide support when people need it most in their professional or personal lives. An example was when one of my Inspector’s sisters was diagnosed with a critical illness. I provided the support and flexibility that maintained the officer's attendance and focus on work and built trust between us. I firmly believe in leading with humanity and humility; this style rewards you with commitment, performance and improves team culture. However, I recognise the need to balance this leadership style; whilst it can positively affect the team, it can also be damaging if one becomes too friendly. Subordinates need a leader, not a friend (Preston et al, 2015)

Naturally, as the new model went live, it would have been easy for me to take a systematic and gradual approach to define a vision, set priorities, and identify a performance framework. However, I am not that type of leader. Therefore, I employed a pacesetting leadership style in the first month to focus on quick wins, results and improve our collective leadership. I knew this style was suitable for creating a sense of urgency. Still, it is very limited because it can harm team culture, and others can become exhausted or disillusioned (Jasper, 2018)

The apparent approach to leading the neighbourhood policing teams with no clarity of purpose, defined roles, and responsibilities was to use a visionary leadership style. I documented and communicated my short, medium, and long-term vision to inspire and motivate (Appendix B). This provided clarity, brought people together and positively impacted the team culture. At times of pessimism or disapproval from outside influences, it was necessary to remind the team of the vision and communicate this frequently. Interestingly, I had little feedback on this vision from my seniors and never received a clear direction or their vision of neighbourhood policing (Nanus, 1992). 

In developing neighbourhood policing within Mid Glamorgan BCU, commanding leadership is one style I have not mentioned. This was not a style I needed to adopt for that specific task. However, I recognise there have been occasions over the twelve months where I have used an autocratic approach. At times of crisis, when decisive action is required to achieve a specific outcome and manage high-risk, high-threat situations, one must command. 
I have applied a commanding leadership style to make decisive and time-critical decisions, such as commanding firearms or major, critical incidents. The advantage of this style is that it permits rapid decision-making, especially when required to reduce ambiguity or manage a specific threat. However, from experience, this style should be used sporadically because it is not based on leadership skills or emotional intelligence and uses a very authoritarian approach (Peña-Acuña, 2017)
In summary, Oluwafemi et al, (2020) stated ambidextrous leadership is critical to enhance innovation, and this style generates innovative behaviours in employees. However, there is increasing evidence that these behaviours are conceived through leadership flexibility and situational awareness. In policing, leaders must retain power during a major or critical incident and potentially utilise transactional leadership to command, control, and coordinate. However, it is preferable to develop innovation at times of benevolence, harness individual and team motivation, and transfer power. As a leader, I recognised an ambidextrous leadership style is advantageous, but Goleman’s leadership and emotional intelligence theory allowed me to deliver change, innovate and lead effectively.
Goleman underlines that using each style is a strategic choice. I have learnt not to rely on one style that fits or matches your behaviour or personality; instead, you should try to use the optimum leadership style for each situation. The four emotional intelligence competencies (self-awareness, self-management, social awareness, and relationship management) are crucial to determining which style should be used. It is, after all, a strategic choice, and that meant I purposely selected which technique to use, and I did not simply react to situations spontaneously and emotionally. 

Conclusions 

According to London (p.2, 2021), ‘learning is all about change, and change drives learning’. The learning one can get when pushed into unexpected situations and setting challenging goals empowers individuals to develop capabilities and experience new and exciting areas in life. However, this does not make it a comfortable experience, and the skills or behaviours one demonstrates may have to be developed. If we fail to learn or adapt, the transformation can be painful, lead to indecisiveness and cause us to plateau. 

The last year has taught me to embrace opportunities and not fear the unknown. Stepping into a new role is not only exciting, but it also helps me develop and become a better leader. Leadership is not straightforward, and taking cognisance of different situations whilst being emotionally aware of self and others is advantageous. However, frustrations and challenges will persist because of individual personalities, culture, and organisational barriers. Reflecting on my twelve months in Mid Glamorgan BCU, I note how proud I am of what I achieved, my development of command experience, and I was grateful for the positive feedback before I left this role. I am not inclined to suggest I would have fundamentally changed my approach, but I wish I had clarified expectations and sought direction and my seniors' vision of neighbourhood policing. 

In March 2023, I was tasked with a new role in South Wales Police; to oversee the introduction of the Manchester Arena Public Inquiry recommendations and to work alongside the Assistant Chief Constable. As with all opportunities, one must grasp them with both hands and embrace the challenge. The last year has once again provided me with many operational leadership challenges. Part of my new role is to critically analyse how we deliver command training, planning, infrastructure, and exercise. It is my humble opinion that had I not had the experiences of the last year; I would be entering this new era with one hand tied behind my back. Instead, I am excited and humbled to be bestowed this role. Still, I will need all my operational leadership skills, knowledge and experience to navigate this next chapter. 








Appendix A – Neighbourhood and BCU Governance 
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Appendix B – Neighbourhood Vision 
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Mid Glam BCU Neighbourhood Policing Action Plan



Purpose of this plan NHP BCU Overarching Priorities Chief Constables Delivery Plan



1. Provide clarity of role & 
purpose of NHP
2. Give clear direction on how we 
will deliver neighbourhood 
policing in the next 18 months 
3. Energise and re-focus staff 
4. Defined objectives and 
outcomes in the next 18 months 



1. Preventing Violence 
2. Violence Against Women & Girls
3. Town Centres / ASB / NTE
4. Substance Misuse, Alcohol & 
Deprivation
5. Mental Health & Suicide 
Prevention 
6. Disrupt Offenders & Those Who 
Wish to Cause Harm
7. Public Trust & Confidence
8. Disrupt Serious Organised Crime
9. Supporting Victims of Crime



1. Innovative & Productive 
2. Prioritise Our People
3. Evidenced Based
4. Prevent Harm
5. Early Intervention & 
Prevention 
6. Offender Management  & 
Diversion of offenders
7. Community Problem Solving  



Short Term 
1- 6 Months 



Medium Term
6 - 12 Months 



Long Term
12 - 18 Months



1. Visibility, engagement within the 
community and enhance 
communication



1. Innovation & Collaboration - 
maximise the capability of our systems 
to reduce waste, improve efficiency 
and accessibility to data



1. Annual Performance Review against 
NHP framework and BCU Priorities 



2. New Governance Structure - 
Performance meeting to evaluate 
impact & evidence success. Tasking 
meeting to ensure we are forward 
facing & using our resources efficiently



2.Intergration across BCU departments 
and functions to reduce silo working 
and improve collaborative working 



2. Re-evaluate role and purpose, 
survey staff to better understand areas 
of potential growth



3. Inspectors have autonomy to 
identify priorities in each sector - 
whilst each community is unique, they 
must align to Force / BCU Priorities.



3. Develop and protect our people - 
improve the wellbeing and 
professional development of our staff



3. Problem solving initiatives moving to 
business as usual, are sustainable or 
demand reduced and no longer 
trending



4. Identify and break areas of high 
demand and harm to improve trust 
and confidence



4. Problem Solving Initiatives to tackle 
high demand and priority areas across 
sectors 



4. Continue to enhance collaboration 
with internal and external partners 



5. Protect and recruit the correct staff 
to deliver community policing 



5. In partnership develop plans for 
cyclical demand and evaluate 
effectiveness of previous responses 



5. Review of Neighbourhood BCU 
priorities  for 2023/24. 



6. Consistent approach to quality, 
accurate data recording & 
performance metrics. 



6. Enhance Police-Community and Key 
Stakeholder co-production across Mid 
Glam 



Author: Chief Inspector Andrew Hayes 











