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I began my formal leadership journey in 2007 when I was promoted from constable to a police sergeant.  Sergeants are at the first level of line management in policing and undertake daily supervision and provide guidance and support to constables and police staff.  A police sergeant is key to ensuring organisational standards are met and therefore build public confidence and support (College of Policing, 2023).  I operated as a police sergeant for over ten years and during that time gained leadership experience across a diverse range of roles – from neighbourhood policing to the supervision of complex crime in the CID arena as well as more specialist police work with the National Police Air Service.  All of these roles provided elements of complexity and challenge both in terms of critical organisational issues involving change management and the evolution of crime which, during my service has changed immeasurably and simultaneously with and in regard to, the digital era.  I was promoted to the rank of Inspector in 2020 where my role was to manage teams of sergeants and police staff.  A police Inspector has an important function in terms of the specific legal powers that the role entails in order to maintain the maintenance of law and order (College of Policing, 2023).  These powers predominantly revolve around the application of the Police and Criminal Evidence Act, 1984.  I undertook this role throughout the Covid 19 pandemic which was a particularly challenging period and evolved significantly through the course of this public health crisis, arguably with changes to that will remain for generations to come.  I will look at the impact of Covid-19 on policing and wider partnerships in more detail within this report.  My current role is one in which I operate as part of the senior leadership team for a large geographic county as a Chief Inspector.  A chief Inspector manages and mitigates risk, sets plans for the deployment of resources and develops and maintains relationships with communities and multi-agency partners (College of Policing, 2023.  This paper explores the leadership challenges I have faced, both as a junior leader in functional operational roles and as a strategic leader as part of a senior leadership team.  I will explain what the current and future leadership challenges are, both in terms of how policing will respond to the increasing complexity, scrutiny and demand as well as highlighting my personal experiences and learning.  I have utilised Gibbs’s Reflective Cycle in order to examine these experiences and reflect upon the learning.  Through my research into the topic of the many and varied challenge of operational policing I have concentrated on three distinct areas as key themes to explore.

1. Understanding Organisational Culture
2. Strategic Leadership in multi-agency environments
3. The impact of the press and the media upon policing

Organisational culture plays a significant role, both in policing and more widely.  As a police leader, my role is to align what is tolerated to what is expected, and to ensure there is no room in between.  Arguably, what you tolerate is what you will get, and that becomes your culture (Forbes, 2018).  I was recently promoted to the role of Chief Inspector and I have reflected upon the words my Chief Constable said to me upon promotion: ‘what you are prepared to walk past, you are prepared to accept’ (Lewis, 2023).  These are words that are now, more than ever, particularly relevant in policing, not least because of the crisis in public confidence that it currently finds itself in.  Organisational culture in policing refers to the shared values, beliefs, and practices that shape the behaviour of police officers, staff and often wider partners.  I have explored various academic sources and studies around culture in policing, including the impact on police performance, the influence of leadership and management, the role of diversity and inclusion together with the overall impact upon public confidence.  Increasingly, research indicates that a strong positive organisational culture is associated with ethical behaviours and successful organisational performance (Walsh and Vito, page 124, 2019).  The link between culture and its impact on behaviour was studied by Holt (2018) who found that there was a significant correlation between culture and policing behaviours and outcomes.  Similarly, work undertaken by Gilmartin (2015) found that policing in England and Wales is heavily influenced by leadership and management practices, including their communication style, decision-making processes, and approach to problem-solving.  The role of organisational diversity also plays an important part in determining culture.  The police are the public and the public are the police and therefore the police service has to represent the community that it serves.  In a study undertaken by Hinds (2018) it was found that the workforces that were diverse and inclusive were more effective in building trust within communities and as a consequence, crime rates were reduced.  Given that there is a hierarchical structure to policing it figures that rank and seniority are important, both in terms of how the organsiation is run but also in terms of the tone and culture that is set.   This can give some problems in terms of how this structure of operation can lead to a lack of accountability.   A hierarchical structure can limit autonomy and empowerment of junior officers and staff, reducing their ability to take responsibility and make decisions.  This in turn can create a bureaucratic mentality where rules and procedures are expected to be followed to the letter and without questioning.  The limiting factor here is initiative outputs and a lack of accountability for actions (Hitt and Tyler, 1991).  In my experience there remains to be a place for a ‘command and control’ style of leadership within policing, such as on occasions where critical decision making necessitates it – such as the structure around firearms authorities and use of the National Decision Model which governs this process.  However, my experience leads me to believe that there is an increasing leap towards a more transformational style of leadership and participative decision-making processes within policing.  I have reflected upon what my role is, both as a junior leader, but more so as a member of a senior leadership team and in both, it is to define the culture and to create the conditions for work whilst motivating my staff. To do this I take note of individual factors, group factors, management and organisational factors and leadership process factors.  This approach is supported by Buchanan and Huczynski (2019, p.313) who add weight to the argument that it is these factors that directly impacts the organisational effectiveness and the quality of working life and support a strong positive culture.  Policing has evolved into a form that is in a permanent state of change and in my experience the most effective ways in which change is managed and delivered is one in which those that are impacted by it, have a voice and feel valued and therefore part of the change process.  This is supported by Walsh and Vito (2019, page 119) who simply argue that in order for change to be adopted, it must be implemented and for it to be implemented, there must be a willingness of the management team to make the change and a willingness of the employees to accept the change.  There are many barriers that leaders themselves create in terms of promoting a negative culture, one of which is that of leadership ego which is an ill that prevents a group to enjoy cohesion and as Hougard and Carter (2018) argue, Ego is the enemy of good leadership and can make people become susceptible to manipulation; it narrows our field of vision; and corrupts behaviour, often causing us to act against our values.  Throughout my leadership journey I choose to leave any ego I may have, at the door.  One of the ways in which I demonstrated this, was to expose my vulnerabilities.   This strategy is supported by Murphy (2020) who argues that employees want a leader who's willing to discuss their challenges and that leaders who are comfortable admitting that they don't have all the answers are vital in terms of earning trust and buy-in from employees.  Throughout my service I have witnessed sharp contrasts in policing priorities, often aligned to the policies and plans of the government of the day.  What gets measured, gets done, and I recall the early years of my career being dominated by strict performance metrics around crime detection rates, stop search proactivity and to a lesser extent, compliance with the victims' codes of practice.  The measurement of performance in policing is a critical strategic tool and the creation of quantitative and qualitative performance data enables governments or managers to determine the effectiveness or efficiency of police activity.  This data can be used to evaluate success as well as identify areas for improvement whilst also providing a means for the public to assess and determine the credibility of the organisation (Walsh and Vito, 2019, page 251).  The culture of ‘performance’ is seeing somewhat of a return, and in the last few years my organisation has committed significant funds into its performance management operation with dashboards and visual representations of a plethora of performance categories available to be reviewed.  This includes measurement of stop and search data and arrests undertaken as a consequence.   One of the issues this presents for a rural force such as my own is that it can lead to a switch from crime prevention activity to one that focuses more on the apprehenders of crime, no matter how low lying the fruit.  Moore and Poethig (1999, p.153) conclude that the difficulty in measuring crime prevention activity should not result in this activity being dismissed with Nagin et al (2015, page 93) supporting this by arguing that where police are effective in a sentinel role, they deter crime from happening in the first place.   In 2023, The Baroness Casey Review was published.  This is a watershed moment for policing in the UK and one that has directly challenged the culture of not only the Metropolitan Police Service (MPS) but policing more widely. The Casey report, as it has become known, is an independent report commissioned by the MPS to examine its own culture and standards of behaviour within.  Whilst there were multiple triggers for the commissioning of this report, it was the horrific kidnap, rape and murder of Sarah Everard by a serving officer of the Metropolitan Police and the complete collapse of public confidence in the service that prompted action.  The report (Casey, 2023) found there to be systematic and fundamental problems in how the Met is run and has identified that the service lacks accountability and transparency.  In a damning assessment the report found that discrimination is tolerated, not dealt with and has become ingrained into the system.  The report found widespread evidence of bullying, harassment and institutional homophobia, misogyny and racism along with many other unacceptable behaviours that betrayed the high standards and ethical behaviours that the public would expect.  The Casey Report, together with a plethora of other recent policing scandals have eroded public confidence in policing – this in itself is arguably the single biggest challenge facing policing at present.  The model for policing in the England and Wales relies upon the public’s consent and trust.  In recent years the erosion of trust and confidence in the police has been stark.  According to the 2020 Crime Survey of England and Wales (Office for National Statistics, 2020) public confidence in the police has been on a downward trend over the last two years – from 62% in 2017 to 55% in 2020.  It is notable that these are the figures that were relevant prior to the devastating murder of Sarah Everard and the impact of the Black Lives Matter movement internationally following the murder of George Floyd at the hands of a police officer in the USA.  Whilst this was a crime that took place thousands of miles away, there are comparisons to be drawn when we discuss the treatment of black people or those from ethnic minorities who, are seven times more likely to be stopped and searched by Police in England and Wales (Police Race Action Plan, COP, 2022).  It is argued that even the perception amongst some communities that police are unfairly targeting their communities can adversely affect police legitimacy and the ‘policing by consent’ model of policing in England and Wales (HMICFRS, 2021).  This disproportion data is also reflected within policing where officers from ethnic minorities only constituted 7.5% of total numbers in December 2020, and were even less represented within senior positions. The police have taken measures to tackle these issues, however, it is argued that improvements are not being made fast enough (RUSI, 2022). It is also apparent that the link between police misconduct abroad the effect that this has elsewhere is increasingly being felt with events in the United Kingdom reflecting the global trend of civil unrest (Vision of Humanity, 2021).  The 43-force model of England and Wales also flags up several regional anomalies around culture linked into performance metrics.  Bradford and Tiratelli (2019) put forward a case that argues the heavier use of stop and search represents a policing style that is adopted by chief officers or senior leadership teams to address challenging problems as resources become stretched, thereby showing that they are doing ‘something’ pro-active to address increasing crime levels. This, despite very little evidence to suggest any notable link between the use of the power and a decrease in crime, it remains high on the agenda of many forces in terms of activity priorities and this is evidenced by the vast disparity in the use of the powers across the country with Greater Manchester Police utilising the power 15 times less per head of population versus the Metropolitan Police (Bradford and Tiratelli, 2019).  In 2022, Sir Michael Barber published his Strategic Review of Policing and specifically addressed the issues around stop and search where he suggested that the current pattern of its use is not justified and represented a significant barrier to building public trust and confidence, particularly in BAME communities (Barber, 2022).  This presents somewhat of a challenge in terms of the current governments view, with the UK Governments ‘Beating Crime Plan promoting the increase in use of stop and search as part of it’s strategy to tackle violent crime (UK Government, 2021).  Overall, understanding the organisational culture of policing in the UK is essential to ensure that police officers are equipped to perform their roles effectively, build positive relationships with the community, and uphold high standards of conduct and behaviour.  It involves addressing issues related to hierarchy, culture, including performance culture and the necessity to ensure that a sentinel approach is maintained, notwithstanding that the measurement of its success can be difficult to display.  As a senior leader in policing, I have reflected on my own experiences and ways in which I manage staff and deliver performance.  I have previously endorsed a culture of ‘high performance’ and recall an occasion whereby younger officers under my command were celebrating their success following a number of encounters with the public whereby they utilised their powers of stop and search.  It was apparent to me from listening to them that they were most satisfied that they had hit their ‘quota’ for the month rather than the fact that they had been successful in preventing or detecting crime.  The learning I took from this was to ensure that I framed my expectations more explicitly by being able to show the link between effective use of stop and search to a reduction in crime, whether that be by apprehension of an offender or the deterrent factor that stop and search can bring.  It is also important to me that officers see the link between their activity and the wider policing purpose or operational and strategic aims.  

I have undertaken a number of partnership roles throughout my career, both at an operational level when dealing with policing activities such as missing persons whereby I have worked with wide ranging partners from fire and rescue, mountain rescue, HM Coastguard through to those in voluntary and third sectors, amongst others.  I have also undertaken a more formal role through Problem Solving Groups (PSG’s), a network of partners that work across organisational boundaries to solve problems that can’t be addressed by any single organisation and more recently in representing my organisation in public service boards.  At the onset of the Covid-19 pandemic I became a force lead for mental health and inherited a partnership that lacked any form of coordinated activity with poor levels of service delivery, poor outcomes for vulnerable persons, a disproportionate amount of demand being placed upon policing and generally a culture of ‘passing the buck’.  As an advocate for mental health I was completely dissatisfied with this and whilst I firmly believe that issues of mental health crisis are matters predominantly for the health service it is not acceptable for policing to wash its hands of it and merely criticise health colleagues to the detriment of the relationship between the organisations, and more importantly, the welfare of vulnerable persons.  I set about establishing links with key colleagues across organisations and from an early stage demonstrated my own commitment to making improvements.  I met regularly with the Head of Service for Adult Mental Health and commissioned a multi-agency partnership group, convening partners across health, taking up a chairperson role. There are many strategies that can be employed to build successful partnerships and collaborations and the 5’Cs of partnership working (Coexistence, Co-operation, Co-ordination, Collaboration and Co-ownership) served this particular process well.    The Scottish Executive (2004) produced a research report around partnership working and identified the basic building blocks of partnership working to be trust, mutual respect, openness, tolerance and continuity suggesting a working framework as one that has a shared vision, agreement of remit and roles, clear terms of engagement, appropriate lifespan, including clear review processes.  It is vital that the right partnership behaviours are adopted with effective co-ordination and chairing, good interpersonal skills and responsible behaviour of all within the partnership.  In the Scottish Executive study it was identified that the characteristics of an ineffective partnership included lack of trust, poor clarity over roles and responsibilities. 
Given the time that policing specifically spent dealing with mental health matter it was apparent that there were a lack of training opportunities, both in terms of opportunity to conduct and availability of input.  My teams could certainly have benefitted from an input and having previously used the PESTLE analysis tool in order to inform my actions, I again employed this method.  This worked well as I was able to evidence my findings and use them to successfully argue for additional training, highlighting trends that were taking place elsewhere across policing.  As I progressed as a leader I have found that I haven't necessarily needed to rely upon submitting detailed business cases or heavy use of analysis tools, such as PESTLE, quite as much in order to support arguments, certainly for lower-level requirements.  However, on reflection this is something that would continue to be useful as it supports good decision making.  In my example, there was a particular force-wide issue with mental health patients being dropped off at A+E by police without any formal handover - this put our health colleagues at risk as they were not afforded information we held, particularly PNC warning markers.  I made a commitment to deal with this issue across the health authority and county borders, consulting with subject matter experts throughout policing, identifying good practice via the Metropolitan Police where through their introduction of a formal handover form, instances of missing persons from hospitals in the manner outlined reduced by over 70 percent.  I obtained a copy of the form, making adjustments which enable local procedures to be adopted whilst anticipating partnership needs around risk assessment, ensuring that was fully captured. I shared explorations with colleagues and partners, consulting them, ensuring collective needs were met, then engineered a process for it to be utilised by policing teams prior to handing over to A+E staff.  Discussing with partners I set a 3-month timeframe with regular reviews to ensure partners were getting what they required from me. During one such review there appeared to be some negativity from a member of the local health board who was critical of a small number of occasions where, in their view police were not fully complying with this process - I pledged to address this but also highlighted the many number of ‘successes’, maintaining a positive influence and ‘battle rhythm’, challenging them for their creative ideas for improvement which resulted in the representation in future meetings of a triage nurse whom it was found was key to success of this pilot.  If I were to tackle an issue such as this again, I would dedicate additional time to ensure that there was equity from partners as well as ensuring that resilience is built into the process to avoid there being a single point of failure if one member of the partnership moved on or became unavailable. I would also request, that as a group, we consider a formal framework for participation, and I have considered the benefits of the Ladder of Participation (Wilcox, 1994) whereby the partners are able to be clear about what they are able to achieve, where they sit on the ladder at any given time and formalises a structured approach to supporting each other's goal.  The challenges of this partnership were no different to those that frequently arise across operational and strategic multi-agency partnership working – with the constant staff turnover between organisations often being limiting factors.  In my experience it can be ironic that the success of a partnership can sometimes led to its downfall with the worthy protagonists responsible for the success being promoted or moved to other roles, as a result of their successes.  Having reflected upon my experiences I am drawn to the work undertaken by the Scottish Executive (2004) who help to identify suggested improvements that can be made to this type of partnership and the building in of review – not just of the specific purpose of the work undertaken – in my case to implement change in mental health processes between police and health, but also to review and evaluate how the actual partnership is constructed, with clarity of roles, the widening of access and ability to build capacity within the partnership and importantly, to garner strategic executive commitment to partnership working.  Given the breadth of the problems surrounding the police involvement in dealing with mental health crisis and the subsequent demand this places upon policing I have ascertained it to be a key issues that for police leaders to address.  Policing and mental health is at a crossroads with police now dealing with increasing demands to intervene with people suffering mental health crises.  Some forces across England and Wales have experienced a tripling in mental health requests between 2019 and 2021 with Suffolk police having recorded an increase of 342%, Norfolk 260%, Northamptonshire 90%, and Leicestershire 54% (Syal, 2023).  In February 2023 the Home Secretary wrote to all Chief Constables where she acknowledged that policing mental health crisis was inhibiting the police from carrying out their primary role of investigating and preventing crime.  The Home Secretary acknowledged that the people in mental health crisis needed to be seen by healthcare professionals to ensure that the appropriate assessment and right treatment is put in place.   In order to achieve that, it was announced that an additional £150 million was to be invested to improve mental health crisis response with work undertaken by Humberside Police (Right Person, Right Care Model) being a key driver for change.  The Home Secretary also acknowledged the work police were doing with partners in health, through local partnership groups and was clear that the importance remained arounds strengthening those partnerships to improve data sharing and communication (Home Office, 2023).  This supports the approach I have taken with work around mental health whereby I have invested significant time and effort in strengthening partnerships with health colleagues by engaging in meaningful dialogue and making informed decisions together that best serve the interests of all parties.  There are additional complexities around working with health services in Wales as this is a sector that is devolved to Welsh Government, whereas Policing is not.  This phenomenon is one that crosses over to many other areas of criminal justice, which are not devolved and has been defined as the ‘jagged edge of devolution’ by Jones and Jones (2022, page 7).  As the Home Secretary identified, effective communication is crucial in multi-agency environments as it facilitates collaboration and coordination between organisations.  Some communication challenges arise due to differences in organisational cultures, terminology or information sharing protocols. The competency and values framework (CVF) produced by the College of Policing is clear in setting its expectations of everyone in policing which aims to improve standards, including that of collaboration whereby it is specific that we will manage and maintain long term partnerships, checking that partners are getting what they need from the police service and building commitment from others to work together to deliver agreed outcomes (College of Policing, 2016).  Partnership working relies upon developing relationships amongst organisations and the key individuals therein. Whilst there are specific initiatives that can encourage a sustainable partnership the basis of longer term, effective partnership depends upon social relationships amongst the people in a partnership (Dhillon, 2005).  Dhillon goes on to argue that it is the policy makers who focus on the appeal of partnership, using rhetoric to laud the benefits of a ‘partnership approach’, typically as a way of addressing social, economic and educational disadvantage.  

The image and perception of British Policing within the media has changed enormously over the last 75 years, as has the media itself – with a shift from Dixon of Dock Green personifying the archetypal British bobby, a constable of good-hearted common sense (Bowling et al 2019) to what appears to be the constant beating down of policing throughout the current media, in all of its forms (Police Federation , 2021).  The media itself is evolving at significant pace and in recent years has undergone significant changes due to the rise of the digital age.  Traditional news outlets are now joined by, and in competition with social media platforms which can offer a more personalised and interactive user experience.  These changes have led to a fragmentation of the media landscape and a blurring of the lines between professional journalism and user-generated content (Couldry and Hepp, 2017).  The impact of social media in particular is one that is felt sharply across policing, often resulting in snippets of mobile phone footage making itself into the public domain and often portraying unfair representations of complex incidents.  The Police Federation suggest that this ‘Trial by Media’ is a problem so damaging to the individual officer and the reputation of policing that measures need to be taken to tackle it, suggesting that police body worn video is routinely provided in response (Police Federation, 2021).  In the USA there are some scholars that have drawn comparisons to the seemingly constant negative publicity of police in relation to questionable policing practices to what has been termed ‘de-policing’ where officers have drawn back on pro-active policing and criminals have become emboldened with the consequence being that crime has risen (Nix and Pickett, 2017).  In my own experience I have seen the trend in elements of the general public who proactively utilise mobile phones or other cameras to film policing interactions – sometimes completely reasonably, often in a combative manner.  I have noted an increase in ‘auditors’ who appear to want to goad police employees to embarrass themselves on camera.  My own force has issued guidance in order to prevent any misuse of policing powers when dealing with ‘auditors’, however there appears to be a lack of a joined up strategy across wider policing of addressing such issues with Cheshire Police making an arrest for an aggravated trespass when an individual was found in an area of a police car park that has been designated as private following which the force were successful in obtaining a criminal behaviour order against the individual, stating that his actions crossed the boundary of being accountable to the public (Cheshire Police, 2021).  A number of months later, West Mercia Police encountered the same circumstance, whereby an individual was filming in a private area of the police station car park but instead of an arrest, the individual was given a guided tour of the police station with the divisional commander later praising the officer and adding that this is the response West Merica Police  would expect any member of the public to receive when attending a police station peacefully, further stating that the police are here to serve the public where it is right that they should be able to question officers, even if those questions are challenging or uncomfortable (Phillips, 2022).
A theme that runs through all three key issues that I have looked at in culture, strategic leadership in multi-agency environments, and the role of the media is legitimacy.  Police legitimacy has and will continue to be an issue that all police leaders will face, not least because it shapes the behaviours of the public towards the police (Walsh and Vito, 2019).  Legitimacy is only present when the public believe that the police have the moral authority to enforce the law and deserve the respect with their initiatives (Sunshine and Tyler, 2003).  If the public view police activity as discriminatory or unfair the results will be alienation, dissatisfaction, defiance and a lack of public cooperation.  If the public believe that police activity is morally justified and proportionate to the circumstances, they are legitimate (Walsh and Vito, 2019, p.332).  The challenges that policing faces in the future will continue to revolve around public confidence which is the bedrock on which policing in the UK is built.  Without the confidence of the public, policies will fail and the cycle of negative public confidence will continue.  As a senior and strategic leader I have identified the vital role I have in supporting organisational culture and have argued how this supports our legitimacy so that trust in built – supporting, amongst many other things effective partnership working and more positive relations between the public, the police and the media.
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