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According to the English Oxford Dictionary (2023), a leader can be defined as someone who “rules, guides or inspires others”.  However, Davis and Silvestri (2020) argue that the actual meaning is less clear and highlight that there are over forty-seven million articles and books published around the world discussing the topic.  Additionally, the large amount of academic literature and studies that have been produced in relation to different leadership models, theories and styles would further support this.  The role of leaders in the modern operational policing environment is key to the creation of effective organisations (Walsh & Vito, 2019) and can mean the effective management of various stakeholders is required, such as members of the public, staff, and the organisation as a whole.  Throughout its history policing has faced significant challenges and the nature and complexity of the demand faced by the police is continually changing (Higgins & Hales, 2018) as are the future critical incident threats, police leadership and strategic challenges across various areas such as rising inequality, global warming and technological change, requiring consideration locally, nationally and internationally (College of Policing, 2020; Policing Vision, 2025).
There are several reflective models available, however the Gibbs Reflective Cycle (1988) will be used as part of this reflective journal to give structure to an example of my learning experience and describe how I led a small team of officers during a trial programme named Operation Madron, this trial used new insights around the use of roadside drugs wipe kits to tackle the issue of drug driving.  I have chosen this model because it will assist the journal to show how I have utilised a number of different leadership theories and styles to help me achieve the personal and operational aims and objectives of the trial, despite a number of challenges.  Furthermore, I have chosen this example because it relates to an emerging criminality (Brake, 2023) that is a challenge for police leaders, requiring a response to this threat.  I will also reference different leadership behaviours and motivational tools that I have previously been aware of or have learnt during the course of this Master’s Degree programme.  
I am committed to developing myself and continuously learning, this is something that has increased recently and became stronger when I commenced my first leadership role.  The Institute of Quality Assurance (2021) defines continual improvement as “a gradual, never-ending change which is focused on increasing effectiveness and/or efficiency” and so being able to reflect is a valuable skill to have.  Driscoll (1994) further defines learning as “a persisting change in human performance or performance potential, brought about as a result of the learner’s interaction with the environment”.  I have also been influenced throughout my career by the different colleagues and supervisors I have had, I am aware of the influence dedicated, professional and enthusiastic supervisors have had on me.  Equally, I have also learnt a lot from the supervisors who were selfish, unprofessional, or rude and identified the negative behaviours I want to avoid using myself.  For example, I previously worked for a Sergeant who was renowned for their directive and authoritarian leadership style.  Although there are aspects of his leadership style that I use myself, and I found his dedication to achieve results inspiring, I had at times considered him too controlling / micromanaging.  
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I have been a Sergeant since 2019, however I have worked in the policing environment for over eighteen years, starting my career as an Administration Assistant when I was just seventeen.  I have experienced a wide range of different leadership challenges throughout my career, working across two different police forces which has shaped the type of leader I am today.  Sherman (2015) found that the police are generally more open to change when facing external pressures but throughout my time in my current role, I have tried to identify potential challenges and areas for improvement or development within myself, my team and the area I police before issues arise.  In 2022, this led to me highlighting the emerging challenge of drug driving in Mid Wales.
Historically UK roads have been some of the safest in the world, despite this there are still more than five serious injuries or fatalities everyday (NPCC, 2022).  Drug driving is fast becoming a bigger issue than driving whilst under the influence of alcohol (Camber, 2021) and in 2020 and 2021 a total of 1,333 motorists were arrested on suspicion of drug driving whilst under the influence of Cannabis and/or Cocaine in the Dyfed-Powys police area (Dyfed-Powys police, 2022).  In 2019, the force ranked thirteenth of all the UK police forces in relation to the number of convictions for drug driving per 1,000 population.  Higher than forces such as Thames Valley, West Midlands and The Metropolitan police service.  I decided to try and get ahead of the issue and apply a problem orientated policing approach, using evidence-based demand analysis (Policing Vision, 2025) to tackle this emerging challenge and if possible, identifying what the root causes were, I therefore organised Operation Madron.  Blackstones (2019) describe problem orientated policing as something that “not only pushes policing beyond current improvement efforts, it calls for major change in the direction of those efforts”.  In an evidence based policing approach, police officers and staff create, review and use the best available evidence to inform and challenge policies, practices and decisions.  The aim is to stop the crime by looking at why people might be committing it, rather than repeatedly dealing with reports the same way over and over again, causing the responses to become routine.
Operation Madron was an initial trial equipping frontline Response Constables at Aberystwyth police station with roadside drugs wipe kits for use in pro-active vehicle stops and attendance at Road Traffic Collisions with the overall aim of identifying and prosecuting drug drivers.  At the time, kits were only issued to Roads Policing Unit (RPU) officers, restricting the capability to effectively target and prosecute drivers under the influence of controlled drugs.  It was anticipated that the trial would increase the successful targeting and prosecution of offenders, which would in turn increase road safety and enhance the public perception of the police.  The trial was linked to the publicised Road Safety Wales (2023) “Fatal Five” initiatives.  By taking responsibility for this trial, I knew I would have to influence several other supervisors and staff within various departments to get their support.
At the time of the operation, I was one of very few officers outside of RPU that were trained in the use of the kits across the force.  I was also the Sergeant overseeing a team of officers which had been recognised by Senior Leaders as a highly proactive team that was consistently achieving proactive results and high returns.  The overall aims of this operation therefore aligned with my objectives and the vision I have for my team (Handy, 1992). 
It was tightly controlled and scrutinised by me with identified kits being allocated to officers and a focused effort to achieve positive results, however the actual application and decision making was left to them (Miller, 1965).  I decided throughout the trial period that the use of the drugs wipes would be analysed and evaluated to ensure a return on investments was achieved.  This would be measured against the successful use of the kits and arrests of drug drivers; however, I recognised that it would also act as a deterrent through effective public engagement, utilising corporate press releases informing the community of the extra use and concentrated efforts to locate and prosecute drivers.  Intelligence led targeting of known offenders would be directed and allocated by means of a briefing document provided to the selected officers involved.  This document would be regularly updated and scrutinised to ensure accurate information was being provided.
Due to the cost implication, I knew that a positive impact was needed and ideally it had to be evidenced sooner rather than later, austerity continues to impact on policing with a 23% Central Government funding reduction and fewer officers on the street (Barber, 2022) so I was fortunate to have a lot of support from my Superintendent and he authorised the initial funding for 48 kits for the Ceredigion area.  The trial commenced on Friday 21st October 2022 and concluded on Wednesday 4th January 2023.  
I am recognised by my supervisors as a proactive and efficient leader, I have received praise and positive reviews due to the high work ethic and enthusiasm I show along with the results my team achieve.  I feel my ability to invoke team working and a strong work ethic with the people I lead by adapting to different learning and communication skills are key to my achievements. It is considered by Hersey and Blanchard (1988) that depending on the situation in front of them, good leadership must be flexible and adapt.  Goleman (1998, 2000, 2004) appears to agree and describes flexibility as a core concept in leadership.  Hersey and Blanchard (1988) go on to highlight the Situational Leadership model as one which shows it is the responsibility of the leader to vary and develop their style to effectively manage individuals and teams, utilising four main styles; delegating, supporting, coaching and directing.  At any one time a whole range of circumstances must be considered to choose a leadership style.  Due to the nature of my role as a Police Sergeant I often must be supportive and directive, working within each of the categories.  I was therefore confident that my knowledge and enthusiasm, along with my management style suited the aims and objectives of this operation and would allow me to show my competence in the proactive arena of policing.  I also recognise within the management of staff my use of the Goleman model (1998).  As a leader, I pride myself on the performance of my team, according to Mullins (1996) motivation can be strongly linked to improved performance.  Good leadership should be able to motivate staff and according to Hertzberg (1987) the prevention of dissatisfaction is equal in importance to encouraging satisfaction.  Motivation is defined by the English Oxford Dictionary (2023) as; “a reason or reasons for acting or behaving in a particular way and a person’s desire or willingness to do something”.  I still love my job and I particularly enjoy proactive policing, I still get excited by the prospect of searching and arresting people and so I reward hard work but I expect and encourage high productivity and proactive policing in return from my staff.  According to Hoggett et al. (2019) and Walsh and Vito (2019), frontline officers want to be led by leaders who know and understand their own views and experiences, placing a lot of value on a leaders own experience of street level police work.  Staff want a leader who makes them feel proud by empowering them through their own relevant skills and knowledge, the effectiveness of a police leader can therefore be linked to their reputation and the satisfaction of their staff (Walsh & Vito, 2019).
I was also aware of a personal need to improve my knowledge and skills around partnership working to avoid this effecting any future career progression and had recorded this as an area for development within my Development and Assessment Portfolio, I recognised this as an opportunity to improve my networking and collaboration skills within a multi-agency working environment.  Collaboration helps to solve problems that cannot be addressed by a single person or organisation (Resetar et al, 2020) through sharing knowledge and information, developing a stronger united voice.
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Throughout this operation I have experienced a wide range of feelings and emotions due to the challenges I have faced, such as worry, excitement, pride and on occasions relief.
I was proud to have the opportunity to tackle this issue and to lead a project that was anticipated to change the way my force was dealing with drug driving, adding skills to address the changing nature of crime (Policing Vision, 2025).  I was very confident that this would work because I was able to draw on my own knowledge and experiences in this area but also my research already supported that there was an issue with drug driving (NPCC, 2022; Camber, 2021; Dyfed-Powys police, 2022), I was motivated to succeed because I was genuinely concerned about the dangers drug drivers posed to other road users and pedestrians in the area I live and work.
However, once the trial began, I did begin to have some reservations and felt nervous and anxious as I waited to hear updates from officers about the use of the kits and any arrests that were being made.  Management takes place in many ways, it should not be seen as homogenous (Mullins, 2019), and effective leaders motivate staff by guiding and inspiring motivation (Walsh & Vito, 2019).  According to Adair’s (1973) Functional Leadership, effective leadership relies on three main elements to achieve success, these are the needs of the Task, the Team, and the Individuals.  Importantly, all three needs have to be met to be successful.  Although there would clearly be times when priority would have to be given to different areas to satisfy overall tasks and objectives, finding how these officers would fit into my objectives was of high importance to me.  I felt content that I had selected the right officers for this trial based on their proactivity and work ethic, so I didn’t want to interfere or supervise them too closely (Rose, 1978), I felt it was important to let them do their jobs naturally as this had already been proven to achieve results.  I wanted to empower them to make their own choices because empowerment gives responsibility to staff to make their own decisions without the presence of a manager and can be seen as a form of delegation (Mullins, 2019) and contributing towards them effectively working towards organisational goals (Miller, 1965).  I wanted them to understand in simple terms what we were trying to achieve and that they now had the means and capacity to do so (Bolden, 2004).  Armstrong (2012) observed that empowerment can help support openness in the workplace and greater employee engagement.  Empowerment can also be a good motivational tool because it links to the belief’s personnel hold about the organisation and their roles within it but to be effective it should use sensible, appropriate delegation and development of team members.  Too much responsibility given to a member of staff could lead to stress and mistakes being made, whereas it could be insulting or patronising to them if they are given too little.  Lee et al. (2018) found that leaders who empowered were more effective in relation to behaviour and personnel creativity.  In practical terms, empowerment should be about telling people what to achieve without telling them how to achieve it.  
However, according to Suda, (2014) clear goals and direction need to be communicated to personnel for them to understand the direction of the team and why.  To give point to their work, a leader should shape and share their visions with their staff (Handy, 1992).  Before introducing my own vision for this trial, I knew I needed to make sure I considered the different internal politics within the organisation and different departments.  Within the police service the Authoritarian Leadership style can be used quite often because it maintains discipline.  It can bring order to the way tasks and objectives are met in an efficient manner with decisions being made quickly.  According to Girodo (1998), the paramilitary structures of the police mean Authoritarian Leadership can be used to good effect when dealing with new or inexperienced members of staff and although not new to the organisation, the staff that were part of this trial were using new equipment and new procedures.  I am conscious not everyone would necessarily agree, as Mullins (2016) found that although a bureaucratic structure can be applied to an organisation through the allocation of tasks in a hierarchical style, placing too much emphasis on rules and regulations could lead to a lack of initiative amongst staff, an opinion seemingly also supported by Walsh and Vito (2019).  
Understandably I found the project daunting and at times I have worried that I might be out of my depth and maybe becoming involved in a situation beyond my rank, I recognise my feelings fell into those described in the Chimp Paradox (2012).  I have ambitions to gain promotion to the rank of Inspector and I have been working towards this but there have been times during the rollout of this operation that I worried what the impact on my reputation and career aspirations would be.  I was conscious that if it wasn’t a success and I got it wrong then it could stall the progress I had been making and I could even be viewed negatively as a result.  As Mullins (2019) highlights, a manager is likely to be judged not just by their own performances but also by the results and achievements of their team.
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As a Constable I would always strive to work hard and complete any tasks promptly, ensuring I managed my workload effectively and helped my colleagues. Working as a Sergeant I have learnt how important a group of different Constables with different skill sets can be to achieving results as a team.  It is the opinion of Suda (2014) that a project could succeed or fail based on how well leaders lead but also how well followers follow and McClelland (1985) found that motivation to perform in a work situation can be linked to a need for achievement, so the trial used carefully chosen officers who had already shown a keenness for pro-active policing and a propensity to identify drink/drug drivers within their roles on Response.  It gave the selected officers the advantage to deal with drivers themselves, with the tools and training required.  The officers having access to the kits meant they were better equipped and had more opportunities to tackle substance misuse and managing the public expectations in relation to safer roads.  
I have mainly received positive feedback from colleagues and other supervisors in relation to how I have managed this trial.  However, there were several times that I faced resistance and challenge from staff and supervisors in other departments, on some occasions I was even completely ignored when I sought advice or help from staff in RPU, I experienced particular issues with some staff who were deliberately awkward or negative about the trial.  According to Hersey and Blanchard (1988) they were clearly in the telling style, pointing out all the negative reasons against the operation, they were becoming blockers to the strategy and failing to acknowledge any benefits for the organisation and road safety in general, there was a sense from some that this would increase their workload when in fact it was likely to have the opposite effect.  According to Sklansky (2007), police officers can be paranoid and oppose change which stems from a fear of the unknown.  It is the opinion of Tannerbaum and Schmidt (1960) that to handle disagreements, managers must first determine whether the issue involves goals, methods, or values; whether informational, perceptual, or role factors are underlying; and then whether or not the stage of the disagreement has evolved to where it is one of unexpressed differences, open discussions, or even open conflict.  The manager must then identify an appropriate approach to deal with the disagreement, such as avoidance or problem solving.  In all cases a manager's ability to control their own feelings is essential.  There were a number of times when as a result of the opposition I began to think that this added workload, over and above my day job was not worth the hassle but I kept drawing on my motivations to make the roads a safer place and somewhat selfishly, my ambition to enhance my own reputation along the way.
I needed to understand more about the issue but felt this appeared to be a problem with the culture within that department and a sense of “elitism”.  Although there doesn’t appear to be a standard definition of what culture is, Cole (2019) defines it as “a large and diverse set of mostly intangible aspects of social life – values, beliefs, language, communication etc that people share and defines them collectively”.  Hesketh (2011) would seem to support this as he suggests the essence of leadership to be culture creation and management.  Leaders clearly have a major role to play if a change to culture is going to be successful and strategies can either be promoted or inhibited by organisational culture, it has strong impacts on groups and individual behaviours (Huczynski & Buchannon, 2007).  Shared by staff, the culture can be learned by new officers and transferred from one generation of staff to the next (Huczynski & Buchannon, 2007), it could be argued the risk with this would be if the culture was “the way we do things around here”, which encapsulates the paradigm within the police (Hesketh, 2011).  I identified an approach that would still compliment the current structure in the hope it was more likely to be accepted, according to Hesketh (2011), senior leaders within an organisation are responsible for carrying the culture and incorporate it into procedures and practices, they should share and develop their vision (Walsh & Vito, 2019) and we are accountable as an organisation for the actions and decisions we make and the consequences (Cooke, 2023b).  Through my own values and behaviours I aimed to lead the change and portray it positively, providing information and shaping understanding.  I encouraged them to look at how we were currently tackling drug driving as an issue and to see the benefits of this new way of working.  Coulthart (2017) states “if you do what you’ve always done, you’ll get what you’ve always got” and so I recognised that I needed to find a way to change the collective thought processes of the staff within RPU from thinking they were separate to other members of staff, as ultimately our aims and objectives were the same.
In many ways, modern policing is under more scrutiny now than ever, with the public and media becoming more informed and critical (Delsol & Shiner, 2006).  A stated lifeblood in British policing is public confidence (Dodd, 2021) and critical to public value is seeing their priorities addressed (Policing Vision, 2025) so I wanted to share the successes of the operation.  I also utilised online surveys and social media platforms to gather feedback from staff, members of the public and partner agencies, aiming to drive efficiency through collaboration and learning. I made the decision to keep these anonymous to increase the chances of honest, critical feedback being received as this is the best way to help the organisation learn and improve.  I also maintained regular informal meetings with each of the officers involved in the trail to ensure that they had the opportunity to provide updates and feedback too.
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As a Sergeant I have drawn on my past experiences and taken what I have learnt with me to develop how I lead my team as a group and individuals (Armstrong, 2012), when I first started, I had a plan in mind, however when I tried to implement it I realised it wasn't necessarily working with everyone and was not achieving the best results.  Some staff needed to be handed specific intelligence and information or directed to achieve results, whereas for others it seemed to come naturally.  I have recognised that different techniques work better with different people and although I treat my staff equally I now task them all differently to suit their communication and learning abilities whilst maintaining fairness. By drawing on my own experiences with different supervisors I now achieve better results than I did at the start.  Where appropriate I have amended and adapted how I have dealt with the officers involved in the trial and feel I have done this well because I have maintained a patient and consistent approach, treating them as individuals and avoided measuring them against the progress of each other or the staff within RPU.
Due to this being a trial the Transformational Leadership style suited this situation quite well as it seeks to allow staff to identify opportunities to develop and improve (University of San Diego, 2023), forming change and getting the commitment of staff for a new vision (Walsh & Vito, 2019).  Following a Transformational Leadership course provided by the Dyfed-Powys police, my awareness of this leadership style increased significantly.  The theory behind the course was to show police supervisors how different styles of leadership can be used and the impact they can have, both positively and negatively when trying to achieve the best results.  However, as highlighted by Walsh and Vito (2019, p. 68, cited Cockcroft), studies have shown the limitations of Transformational Leadership which may actually be incongruent with the culture of policing.  Walsh and Vito (2019) go on however to suggest that it can be used alongside Transactional Leadership, often by the same leader.  Transactional leaders look to change the status quo of an organisation and utilise contingent rewards to achieve goals (Walsh & Vito, 2019) and it has been noted that this trial led to an increase in other areas of proactive policing as officers not immediately part of the trial began to express an interest in being considered for further training and the wider rollout.
As the results of the trial improved and the officers themselves developed, I have found a Laissez-Faire style of leadership more appropriate (Chaudhry & Javed, 2012; Skogstad et al., 2007).  The Laissez-faire style is considered most effective when operating with a team of staff who are competent in their roles, operating with a more hands-off style.  The theory of Laissez-Faire leadership is to provide options whilst giving a freedom to staff to allow them to do their own role their way, this allows them to then make their own decisions (Chaudhry & Javed, 2012).  It puts trust in the staff through delegation, however it can be considered by some to actually be an abandonment of leadership and a poor form of managing staff (Skogstad et al., 2007).  It is my opinion, that if the Laissez-Faire approach is managed effectively and responsibly then it can be very empowering and productive.
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During the trial there were;
· 61 roadside drug wipes administered resulting in 37 arrests (24 x Cannabis, 12 x Cocaine, 1 x both).  A success rate of 60.65%.
· Vehicles stopped as part of the operation have also resulted in 7 arrests for drink drive offences.
· Officers recovered a stolen motorbike and a stolen trailer, each resulting in arrests.  A male was arrested on suspicion of possession with intent to supply Class A drugs and a second male linked to a London Organised Crime Gang was arrested due to being wanted in London for an outstanding court warrant.  In total there has been 45 arrests linked to Op Madron.
· There were referrals made to the Diversionary Scheme following positive searches and referrals to the Dyfed Drug & Alcohol Service following positive drug tests on arrest, ensuring that those suspects receive the targeted intervention required.  
Higgs (2003) found that on average 70% of change initiatives failed to meet their aims, however it is my opinion that this operation was an enormous success.  To put the arrests achieved into some context, between 2017 and 2021 there were 250 drug drive arrests in the whole Ceredigion area by the Roads Policing Unit, this highlights that having more officers trained has a significantly positive impact on the number of drug drivers arrested.  The trial increased the successful targeting and prosecution of offenders, which in turn increased road safety. 
Dealing with vulnerability is not something new in policing, particularly in relation to mental ill health and vulnerability which have emerged as significant demands on police forces, there are also significant links between crime and health (Keay & Kirby, 2018; Bartkowiak-Theron & Asquith, 2017; Barber, 2022).  However, the concept of vulnerability and what it is has started to feature more prominently in policies (Cooke, 2023a) and research has shown that as much as 75% of police work can be linked to it (Bartkowiak-Theron & Asquith, 2019).  “The extent to which a police force is successful at identifying, protecting and supporting those who are vulnerable is a core indicator of its overall effectiveness” (HMIC, 2015) and so the trial also recognised the vulnerabilities of some of the motorists that were arrested.  A key theme in contemporary policing is the early tackling of vulnerability through early intervention (Bartkowiak-Theron & Askquith, 2012), Paterson and Best (2015) consider vulnerability to be defined as “someone requiring immediate intervention”, preventing harm is also a priority for policing in Wales with a driver of harm identified as substance misuse (Dyfed-Powys Police & Crime Plan, 2021)  and so I explored the wider partnership working opportunities (Policing Vision, 2025) and encouraged the submission of diversionary referrals for motorists who tested positive or were found in possession of controlled substances in an effort to break the potential cycle of re-offending.  I also asked that officers consider the personal factors and lifestyles of the suspects they engaged with to ensure those referrals were sustainable and meaningful.  According to Keay and Kirby (2018) police must assist with tackling the underlying issues if they are to successfully reduce harm and demand.
This trial showed what can be achieved when the correct levels of commitment and motivation are applied.  I have no doubt that if the officers involved in the trial had not embraced the leadership and motivation styles I used and instead had become obstructive or uncooperative then the success achieved would have been impossible.
I feel that the work I did during the course of this trial has contributed towards me becoming a better leader.  I have continually considered the style of leadership I was using whilst trying to encourage proactivity and productivity, leading from the front as a positive and passionate role model.
The operation has now been given authorisation for a wider roll out.  This will initially be for the whole Ceredigion area and then force wide later in the year in time for the annual Christmas Road Safety Campaign.  Due to the operation meeting priorities within the Dyfed-Powys Police and Crime Plan (2021), particularly working with offenders to divert them from criminal behaviour and prevent harm, it has garnered support from the Police and Crime Commissioner which is a significant achievement as the force is accountable to him, and it is he who decides the budget and allocation of funds for the Chief Constable and the force.
There are aspects of the operation that I feel are being taken out of my control and I am being circumvented with some decisions and enquiries being made by supervisors above my rank which I will need to address in due course to prevent issues arising.
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There is always the opportunity to learn and with the benefit of hindsight, I am able to acknowledge that there are aspects of this operation that I would do differently in the future, for example I would take more time planning how to capture and record the productivity of the officers involved.  I would also obtain more in depth and detailed statistical information about the force’s performance in this area prior to the operation to assist with easier comparisons.
Given the early stages of this trial, I am satisfied that the leadership styles I chose were suitable, however as the trial develops and is rolled out across the force, I will look towards other models of leadership due to the large number of officers and geographical area the force covers.  One option is distributed leadership (Gronn, 2009), whereby the role of a leader within this project is shared amongst others across the force, moving away from a traditional leadership structure.
It is evident from the returns during this trial that there is a clear drug driving issue within the force and therefore a need for more officers to be equipped with the drug wipe kits and training to effectively identify, target and prosecute drug drivers, which is also an objective set within the Policing Vision (2025) and Barber Report (2022), contributing towards my force being proactive and not reactive in this area.
Upon reflecting on the trial and the way I led it during the initial phase has allowed me to assess what has gone well and what could be done better which contributes towards my own continuous professional development.  I have been able to identify alternative motivation and leadership styles that can be used in the next phase, a plan for the future of Op Madron and my role in it would need to start now in order to achieve the best results and maintain the level of interest from key stakeholders.
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