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1. [bookmark: _Toc75178368][bookmark: _Toc75187998]Introduction
The Wales Road Casualty Reduction Partnership (GoSafe) is made up of 27 equal partners including the 22 Unitary authorities, four Welsh Police Forces and Welsh Government (WG). The strategic aim of GoSafe is to make people safer on Welsh roads by reducing casualties caused by road traffic collisions. 
[image: ]GoSafe is governed by a Strategic Management Group (the Board) and is chaired by the NPCC Lead for Roads Policing (Wales).  It operates under a Service Level Agreement outlining the roles and responsibilities of the partner members and responsibility of the employing agencies, namely the Welsh police forces. 
The partnership employs over 140 staff (primarily police staff, with four GoSafe Sergeant Co-Ordinators and ten police constables) and a partnership office in Dyfed Powys Police (DPP).  The Partnership Manager (PM) is responsible for strategic oversight and direction of operational activity of all staff employed by GoSafe.  I report to the NPCC Lead for Road Policing, Welsh Government and Police and Crime Commissioners (PCC), with line management provided in DPP.  This structure presents unique challenges as I am required to lead others that I cannot instruct therefore I cannot typically be transactional in style.  Operational Staff Employed

This reflective piece represents a specific task I worked on in GoSafe between 2017 and the present day: the introduction of Operation SNAP (South Wales Police, 2017). SNAP deals with online submissions from the public of motoring offences captured on digital media.   
2. [bookmark: _Toc75178369][bookmark: _Toc75187999]Description
Operation SNAP was devised as police forces were unable to accept reports from the public of motoring offences that they had captured by digital means, such as on dashcam or mobile phone.  This was because it means ingesting (potentially) insecure media to force IT systems and posed an information security and data protection risk.  Forces could not guarantee capacity from the front line either.  For those picked up, officers were taking on average fifteen hours to deal with each offence.  We surmised that GoSafe ingest images of motoring offences recorded by civilians as routine and sought permission of the PM to investigate adopting this process in order to deal with these offences using GoSafe systems and back office. 
It was then we adopted the forming of the team, as per to Tuckmans Model (Bonebright, 2010, p. 114). I was allocated the tasks of understanding the technical issue of how to receive submissions, Data Protection Act 1998 compliance and project management whilst a GoSafe based Sergeant worked on understanding the legislative requirements to process the offences with the statement from witness, corroborated by digital media.  
I was immediately enthused and could see the potential for this to contribute to reducing collisions and casualties on the roads. “It’s the strength of the vision and your passion for it that makes people follow you.” (Dunn, 2021).
I began work to define the strategic purpose for SNAP.  Whilst I was focused on providing a streamlined and useful service to the public, I was also convinced that if the public perceived that they could be detected driving in an unwise or dangerous manner that they would adapt their behaviour.  I considered Dr Fylans’ research on road user behaviour (Fylan, 2017) and decided to promote the benefits of the operation on behavioural change due to deterrence of poor choices through ‘fear’ of being detected (Barak, et al., 2017), (Corbett & Carmlau, 2006, p. 416).
Once the work had begun, the PM wanted to delay the project, without providing a reason other than “because I say so”, resulting in a period of storming whilst roles and responsibilities were better defined. His style as I perceived it was commanding (Goleman, 1998, p. 96) and as the project was moving at pace he sought to obtain control and delay it.  Between the Sergeant and I, we worked in “purposeful operation” (Sillitoe, 2015) in a dynamic and effective team independent of my manager.   The complexities of partnership working meant that a Chief Inspector in North Wales Police (Jordan, 2016) who was line manager for the Sergeant, wanted to proceed sooner and instructed the Sergeant to proceed. This resulted in a conflict between my manager and the CI as well as introducing an uncomfortable working environment for all involved.  I was instructed to stop work on the project, however I disobeyed this instruction to some extent and, such was my belief in its’ potential, I instead carried on work in my personal time and sent it to the Sergeant to present as his. The period of storming resulted in further resistance from the PM and several conflicts and high emotions.  Concurrently, a TUPE process meant that the PM and my previous role merged; the PM took voluntary redundancy and I became responsible for the partnership and this project after six months.  To move forward, I strategized that I should meet with the CI in NWP and honour the commitment to run a full trial, with project direction and corporate sponsorship to be delivered by me.  I made a point of meeting him face to face so that he could see the genuine nature of my commitment and identified his concerns and undertook to address them. 
This meant we could move onto norming by improving commitment, having the team members committed and supported with confidence that their actions, efforts and direction were affirmed. This allowed me to build the team as I wanted to: to implement my leadership style to deliver this operation, to achieve the task of delivering a safe and secure web portal for the public submissions and to develop the individuals therein to deliver it (Adair, 2009, p. 45). 
When we were resourced, I was able to engage with the staff employed to do the daily work on SNAP and allocated a team supervisor to take suggestions on improvements to systems and processes – called the continuous improvement team.  The staff often comment after national meetings that they are glad we are still seen at the forefront, not only of national strategy (Department for Transport, 2018), (Keele University, 2019), but also in terms of practical application going forward.  
[image: ]
3. [bookmark: _Toc75178370][bookmark: _Toc75188000]Feelings – Forming and Storming
As the project spans several years, my feelings throughout this project have been many and varied.  Partnership working requires careful negotiation of relationships: you need to ask for the services of others for whom you have no direct leadership or management, and your style of communication will vary greatly depending on which organisation your colleague will belong to: it cannot be transactional and also be successful (McCleskey, 2014).  
During the forming and storming phases, I was subordinate to the PM before being promoted to PM in 2018. I found great resonance in the description of ineffective leadership as “rigid”; notably a competent person in many regards, the previous PM completely shut himself off to considering anything to do with SNAP – this was a new idea, a new way of operating in a police environment and he would not be moved by “facts or logic” (Walsh & Vito, 2019, p. 78).  I was the “second in command” and had amassed a solid reputation for being a reliable deputy and someone who knows the business having been in the employ of the partnership since 2005 and knew the structure, people and idiosyncrasies of the partners inside and out.  You could state fairly that I had “authority of knowledge”  (Adair, 2009, p. 20).  I had acted up in the PM position on several occasions in long term absence of the previous PM, however with a young family and acute awareness that I needed development in key areas, I had no ambition to obtain the position formally or challenge my boss.  I was also aware that the preceding PMs had all been retired police officers and as someone from an IT/local authority employment background I lacked that policing knowledge.  From the start, the PM was challenging, and as a conscientious and hardworking individual who had done well in previous roles and always learned from the managers and leaders since I began employment, it was a completely new experience and not one I cherished.  I am always keen to learn, I never presume I am correct and I subscribe to the notion “anyone who looks only inwards is not going to be as successful as someone who looks outside” (Dodd & Stratton, 2011).  When my manager started, I was genuinely keen to learn from someone with their experience.   As the line manager of others in the team, the PM begun a campaign to undermine me to some of the newer staff, with the longer serving not being able to be unduly influenced as they were aware of my true style. 
The learning out of this was the effect a bad leader can have on you personally, including your health, and it also taught me the style of leader I would never be. My first supervisory role was when I was 21, and it is fair that at that time I was an emergent leader, showing the eagerness to learn and a strong sense of integrity and honesty that meant I earned respect of my peers easily, so this situation was very difficult. 
There were feelings of resentment too as to why should I have to change when I had several years of excellent reviews and a mentor style relationship with my predecessor – he instilled in me that “if it’s fun, it’s not work”.  I was a confident, capable staff member – but I have reflected too that for those looking in, it could appear as over confidence.  
[bookmark: _Toc75178372][bookmark: _Toc75178391][bookmark: _Toc75187946][bookmark: _Toc75188002]Feelings While Norming and Performing
My relief at not working for the PM and having corporate sponsorship from the NPCC lead for Wales meant that I could focus on project delivery with total commitment, which fits in with my enthusiasm and a desire to do a good job.  I was assigned project support from an Inspector in South Wales Police to expand the scheme on an all Wales basis and that collaboration afforded me the opportunity to have a happy working environment with a supportive colleague.  I have always been mindful of the need to balance family and ambition (Garcia Godall, 2018) and manage your own happiness and had previously enjoyed a good work life balance. The associated feelings of being able to execute my own leadership style after a challenging experience with my manager led me to build a positive working environment which impacted greatly on my personal wellbeing. 
The SNAP team often repeat back to me my mantra that we are the “gold standard” and I feel proud that they have adopted that ethos.  It is not about just being the best though: it is about putting the right processes and people in, and then consistently reviewing them.    
4. [bookmark: _Toc75188003]Evaluation
Feedback from the current chair of the board is that my strength in work is running it like a business, which is what I believe contributed to the success of SNAP.  It is providing a secure, structured public service with robust oversight and scrutiny. I am still conscious about my lack of policing experience, and a review from the Royal College of Policing shows that direct entry Superintendents (i.e. those with a civilian background who obtain senior positions in policing) have reported that their inclusive style can be seen as a barrier (Campbell & Colover, 2020, pp. 39-42).   I have however developed in my role and improved my knowledge as I go. Very few people are put in the lucky position that I was to design and build a team from scratch (Crawford, Kydd, Riches, & Adair, 1997, p. 179).  In terms of selecting the team members, initially I sought out retired roads policing officers – those who were used to seeing motoring offences “in real life” and therefore could easily identify what to do with the offences and required little further training – they not only hold professional competence but also were likely to have the ability to work within a team (Crawford, Kydd, Riches, & Adair, 1997, p. 180).    However, during recruitment, a young individual from the insurance industry scored highest at interview and with their individual competence and innovation they have added a dimension to the team that makes it stronger – demonstrating to me that it is the individuals attributes that are the most critical.  This caused me to change my perception that in order to be effective decision makers, the staff needed roads policing experience. 
I needed to be considerate about what I was asking the staff to do in the pilot stage where we initially didn’t increase resources due to recruitment timescales.  I was aware of the impact on the constables involved in the decision-making throughout and I listened to them and did not want to be perceived as uncaring about the added demand.  I engendered the trust by “doing” as much as I could: driving the technology, seeking the support of senior officers and securing more staff as soon as I was able.  I worked on the policies and communication strategy for the schemes and ensured we did not “push” SNAP into the public domain until we had the resources to deal with the offences. 
In order to address the lack of policing knowledge, I have improved my confidence by self-funding, and studying in my own time for a Certificate of Knowledge in Policing in 2017.  
Throughout this project, I was both a manger (“doing things right”) and leader (“doing the right thing”) (Buchanan & Huczynski, 2019, p. 612) at various times and it’s important to understand moving forward that I should consider separating the demands of my role as leading the partnership (all teams) and managing my own smaller team.  Moving forward, I will consider further delegating to the other managers in GoSafe that can deliver the operational elements.  
The scheme has been well received and I took it upon myself to present in as many professional conferences as I could in the hope to inspire other forces to adopt SNAP, which has now been recommended for adoption for all forces (HMICFRS, 2020, p. 6), however we did not get it all right.  We received initial legal advice not to update the witnesses on the outcome of their submissions, something we were publicly (social media) called out for.  It was subject to several complaints to Chief Constables and PCCs, and as I had a background with IT based customer service, I could see that it was something that would improve the legitimacy of the scheme.  The possibility of updating witnesses was something we periodically reviewed with Data Protection teams to check the advice still stood.  It was not until a new NPCC Roads Policing lead started and asked me to find a way to do it that we allocated serious resource into looking into the witness charter and stretching the data protection advice as far as we could to provide updates.  This was a mixed benefit to my team as it meant they had fewer complaints and more appreciation, but it does mean more work.  As the leader for the organisation, I felt it was important to stand up and be the person accountable and so I recorded a video for the public so I could take responsibility for the previous policy decisions on behalf of my staff (GoSafe, 2020).
When working on the all Wales implementation with the Inspector in South Wales Police, as a new leader, I was influenced by his style.  Having been in the rank for several years, he was wholly about the people and thought secondarily about the task, whereas my nature defaults to a task-based style.  I could see the effect of his style on his team, who were high achieving in their field and for whom he fought for more training and more support regularly: “leaders’ care for followers is reciprocated by loyalty and trust” (Neyroud, 2019, p. 5).  This in turn meant his team were incredibly loyal to him and hardworking: if people like you they will do business for you (Johnson, How to Deal With Difficult People, 2018, p. 11:05). The Inspector had a phrase: “delegate until it scares you”.  At first, I did not take it seriously, but on reflection, it’s true that I cannot do everything and be effective.  Due to my corporate knowledge, it is easy for me to take on tasks I can (and possibly should) delegate. Whilst I am not quite there, I am cognoscente that I have a hierarchy of staff who can assist me in managing projects, and in future, I should focus on the inspiration and vision, and enable my staff to have the skills and confidence to implement and manage change. 
I could see the benefit of expanding my style to include humour to bring the team with me, and tact and compassion for those in the team (Adair, 2009, p. 58).  This would benefit me in the long run with the end goal of achieving the task more efficiently.  It was a change in my leadership style to more transformational, one that Nelson Mandela understood: you can only effect real change when you yourself are prepared to change (Falzon, 2015, p. 113). It also meant I could call from several leadership traits that can apply according to the situation as presented to you, and with whom you are leading, and by whom you are being led.  
Since 2018, I have had four different line managers and five different ACC’s (Chair of the Board).  All require a degree of self-awareness, which Goleman (1998, p. 47) refers to as a component of Emotional Intelligence and which requires relationship management in order to understand my managers visions and goals.  However, I have reflected on the view in Roe (2020, p. 231) that this can be seen as related to my behaviour, not my emotions. 
An example of the culture I try to instil of the “gold standard” is that my direct management team will all say they work for GoSafe, not DPP: a direct reflection of the culture I purvey of “our” standards.  I would reflect that this is transformational in getting the team to align to the view of the overall “mission” (Higgs, 2003, p. 276) but also that my role in this team was very much to instil the vision, desired outcomes and path to get there to my team (McCleskey, 2014, p. 120).  Referring to my flex between being transactional in nature but transformative in style, I noted Ramshaw & Simpson (2019, p.49) cite “the ability to move between transactional and transformative techniques and situational needs is a desirable and sought after skill”.  
5. [bookmark: _Toc75188004]Analysis
Effective leadership in a partnership environment across multiple agencies requires senior officer support (Crawford & Cunningham, 2015, p. 78) and gives economies of scope for collaborative advantage.  In the case of SNAP, it allowed a full integration of project aims into partnership organisations aims by dealing with demand reduction for front line officers.  It provides a better service to the public, satisfies data protection and information security standards and allows a streamlining of services with a dedicated resource directed toward problem solving.  It built too on the established partnership arrangement, and initially used experienced and knowledgeable staff to embed processes before expanding the team to deal with additional demand and minimising financial and resource burdens to forces. 
My leadership style in the time it took to deliver SNAP varied according to what circumstance applied, along the continuum of leadership behaviour (Tannenbaum & Schmidt, 1973, p. 4) but I believe “you can either be a sponge or a rock” (Woodward, 2020, 15:30mins), i.e. we should set our minds to ingesting information for self development.  During my own learning and development (which is ongoing), I really believe “learning is everything” (Woodward, 2020, 10:45min).  However, I am conscious that there may have been a bias from existing police officers in terms of my background in regard to my legitimacy as a leader based in policing (Hoggett, Redford, Toher, & White , 2019, p. 150), or else paranoia in that regard on my part. This is something that may have made me slower to act earlier in my tenure, whereas I wouldn’t be so hesitant now. 
We learn more from failure than success (Anderton, 2016) – it is important to be open to  talking about failure.  There was no preconception from the start that we were going to land this solution perfectly at the point of inception, however the “to be” vision was clear, and I had the support of my board to deliver it (Beech, Gulledge, & Stewart, 2015, p. 269).  We were given a deadline by chief officers, and the truth is we had to make a temporary solution work until we got the IT solution six months afterwards.  This required careful communication and management to ensure suitable support for staff to assist me in delivering, and it meant we could apply lessons learned to the IT solution.  I had to trust the staff to deliver the vision, so they needed to understand what it was and feel free to speak about how we could make improvements. 
In order to bring in SNAP, we had to change the way offences were handled: in effect a challenge to the current process.  In order to deliver, we had to be clear in communicating and inspiring others to the vision and made the business case for change.  By getting the board to approve and support it we enabled others to act.  We shared our vision in conferences, talking to other forces and “modelling the way”, putting in place plans, monitoring and structures to enable success – all given as examples of effective and competent leadership according to Higgs (2003, p. 277).  
Very often, it was the Inspector and I travelling the country speaking about SNAP, but in reality the work was being delivered by the team.  There is an element of this reflection that seems to me to be Machiavellian – is it all about the leader? Or is leadership about service? (Anderton, 2016). 
When considering achieving a leadership role in an organisation that I had been part of since 2005, and effectively ‘risen through the ranks’ I considered whether this was due to the Great Man Theory of leadership traits and whether I possessed them. You could apply the fact that the previous PM left and I was able to not only seamlessly take over but also deliver the new initiative as being an “individual hero” (Spector, 2016, p. 256). However, if I had not taken over, they would have been able to recruit and select from an able pool of candidates as they had previously, albeit with some downtime to familiarise themselves with the organisational culture.   I aim to deliver the respect element when considering my “exchange with followers” (Spector, 2016, p. 257) and also the transforming element of good leadership by exhibiting commitment in pursuing my goals and “readiness to absorb interpersonal stress” (Buchanan & Huczynski, 2019, p. 614).  I would reflect on my previous managers style that it reflected the risks associated with poor leadership through characteristics he demonstrated, such as instilling fear and coercion. 
Considering, too, that I was not only the first PM without policing experience, but I was also the first female, and the first under 40 (and 50) it is probably appropriate to discuss how this fits with the great man definition of a leader.  If taken in this context, my appointment is at odds with the historic convention that leaders were male; and specifically that around a quarter of police leaders are female (Clark, 2021).  Thornton (2019) notes that “despite our gender we may have all become heroic males” (p.279). I do not believe that leadership traits and attributes in women are what holds back women in senior leadership: for me it was having a young family and my choice to concentrate on them. I would like to be considered an effective leader based on my skills, not my gender, and whilst some traits, such as valuing differences in my team members (Buchanan & Huczynski, 2019, p. 617) can be attributed women, I have found it to be true of male leaders.  Tomlinson (2004, p. 149) describes the nurturing element of raising others up and listening to responses as female leadership attributes with empathy and compassion also being listed – qualities I would like to think I possess. I also note in Ramshaw & Simpson (2019, p. 51), they state that “women are more likely to be transformational”. It was also interesting to read that there are benefits to having women in charge as “board diversity is positively linked to corporate performance” (Buchanan & Huczynski, 2019, p. 637).
Circumstances and personality all lend themselves to the emergent leadership trait of the PM rather than the specificity of the role.  I am the fourth partnership manager since we became an All Wales Partnership and we have all led the organisation in different ways, with our different traits, but it’s always been one of the highly regarded partnerships in the UK. I would consider this to show that no one leadership style is effective in every setting and it needs to be considered across the spectrum (Buchanan & Huczynski, 2019, p. 627).  This is also shown in the Tannenbaum and Schmidt research (1958) which states that there is no “one best way”, or in another perspective: situational leadership as described by Hersey, Blanchard, & Johnson (2001). 
[bookmark: _Toc75178399][bookmark: _Toc75187950][bookmark: _Toc75188006]Maslow’s Hierarchy of needs – For Me, For the Team
[image: ]Maslow’s Hierarchy of needs can enable us to understand what will make our staff happy to the point of fulfilment in work.  In the example of SNAP, my awareness of my own needs, and anticipation of those of my team, allowed me to consider the factors I needed to put in place.   At the lowest level, the provision of wages and a good office space allows the individual to satisfy their physiological needs (Stewart, Nodoushani, & Stumpf, 2018, p. 68) with safety needs, particularly in policing, being relative job security and good terms of employment. A good ethos, strong teamwork and good organisational culture will provide the social needs on an individual level, and the esteem comes from treating them like equals and taking them seriously.  In the team, I am conscious to say “we” not “I”. In public service, you cannot typically be rewarded financially for a job well done, but I can give them the recognition and respect they deserve, including putting them forward for awards for their contribution (Rowe, 2019).   Where my role is important is around the positive, supportive role as their leader and manager (Stewart, Nodoushani, & Stumpf, 2018, p. 68).  The self-actualisation needs to come from the pride of ownership my team get from being the “gold standard”– people who deliver, drive and improve something that can make the difference to lives by reducing road death.  My team have a personal relationship with this operation: they dedicate their time and energy into making it better.  This links too to McGregor’s X/Y Theory: McGregor often drew from Maslow and understood that in order to fulfil esteem needs, this needed to be driven by the management and how the work was structured (Lussier, 2019, p. 324) – it was the guidance offered by the management to remove obstacles and allow growth that allowed workers to progress up the hierarchy. (Aruma & Hanachor, 2017) 

In terms of understanding my own behaviour and motivators, delivering SNAP is a good example of me achieving self-actualisation as described in Hersey, Blanchard, & Johnson, (2001, p. 47). I was able to prove myself as competent to deliver something of scale, and achieved awards for doing so (Prince Michael of Kent International Road Safety Awards, 2018) but of course, I was given the support to achieve. The awards, whilst humbling, are not as worthwhile to me as the accomplishment itself (Hersey, Blanchard, & Johnson, 2001, p. 49).



6. [bookmark: _Toc75188007]Conclusion
It is not necessarily a reflection of my style of leadership that enabled success: ultimately, there are others who could have delivered it, and other police leaders are implementing it in their own forces across the UK today.  Where we are different is securing the corporate sponsorship to make the team successful and reflects more my ability to adapt my leadership style rather than having a dominant trait which makes me successful (Higgs, 2003, p. 275). 
When reading about emotional intelligence and reflecting on my work of the last four years, I recognise that at times I have possessed some of the attributes described by Tomlinson (2004, p. 24).  Being aware of, and expanding my knowledge around the benefits of empathy, co-operation, motivation and communication in future communications should strengthen and improve on future work relationships and identify “clues in the environment” (Hersey, Blanchard, & Johnson, 2001, p. 171).  Leadership “can be taught, learned, developed” (Giuliani, 2002, p. xii) and it is important to continue to learn.
Whilst policing can be considered a traditionally bureaucratic institution, the way we implemented SNAP was not bureaucratic: “Bureaucrats change processes, leaders change culture” (Hoggett, Redford, Toher, & White , 2019, p. 146).  I got the staff to take ownership for making it better by relinquishing my “power”, in line with the Mary Parker Follett principle of “gathering around the table to co-create” (The Power of Giving Away Power, 2021, 13:52).
Leadership is about our character – who are we, what we stand for: whether we behave transparently and do what we say we will do.  All leadership theories can apply at various levels of a project and by raising our awareness of these we can use them to our best advantage. 
The success of a project is dependent on staff thriving and owning the process (Sillitoe, 2015). If we engage with people, understand their drivers they will become more productive and more engaged.
My final thought on my approach to leadership is:
“All you can ever do in life is do your best and enjoy it” (Peters, 2012)
7. [bookmark: _Toc75188008]Action Plan
I will continue to learn and a engender a culture that allows me to be robust enough to take feedback.  I will do this by providing the psychological safety for staff to speak up and be robust enough to hear what the staff have to say (Theophille, 2020).
I need to consider when leading on a project of such personal importance, that I am resilient enough to not take things personally (Imbo, 2020) and that whilst it is evident to most that I lead with passion, I need to be conscious to consider the realities that I am dealing with in line with my vision (Goleman, 1998, p. 161).
Johnson (How to Deal With Difficult People, 2018, 11:40) says “each of us is a difficult person for someone else” and need to be aware that I will be someones’ best and worst leader – I need to adapt to the needs of my team. 
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