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Leadership within Policing has become increasingly complex as expectations on the Service continue to expand. Dealing with Organised Crime Gangs (OCGs) is not as straight forward as gathering evidence and pursuing a prosecution. Such operations require a dedicated management and meeting structure along with a ‘4 P’ approach to cover of the elements of pursuing the offenders but also to prevent further reoffending, preparing the community to resist such organised criminality and finally protecting the community and the most vulnerable against this type of behaviour. The Police are expected to work with partner agencies from housing to rehabilitation services and prisons, to share information, disrupt criminal behaviour and use all legislation and tactics available across the partnership, to tackle criminality. Ensuring this collaborative work is coordinated, effective and delivering tangible outcomes often falls to the Police Service.
Sklansky (2007) and also Wilson and McLauren (1972) as quoted by Masal (2003) found that policing administrations historically dislike shared police leadership, instead trying to maintain control of it. However, problem orientated policing and community policing has forced police leaders to adapt their position, now focusing on organisational democracy, specifically sharing power and decision making with those on the frontline (Steinheider and Wuestewald, 2012), 
This report reflects on my experiences of leading the police operation in response to an OCG known to be transporting and supplying Class A drugs to North Ceredigion. My role was ‘Lead Responsible Officer’ or LRO, which required me to develop and implement the plan to tackle the OCG activity whilst also working internally with other departments and externally with other agencies.
When working within a structured organisation such as the Police Service it is arguable that senior officers are managing operations rather than leading them; action can be instructed and tasked out. Kent as cited by Mullins (2019) states that: 
“Managers do things right; leaders so the right things
Managing is an authority relationship, leading is an influence relationship
Managing creates stability; leading creates change”
This was my first foray into the LRO role having taken up the Chief Inspector rank and hence I found myself learning and developing my approach as the operation progressed. I believe that whilst there were aspects of management in my approach, I demonstrated leadership in navigating the operational challenges.
This essay utilises the Gibbs reflective cycle to explore how my experiences relate to leadership theory and how I can use this to tackle future leadership challenges within Policing. My research covered many different models of leadership, whilst they all brought new insight to my evaluation of the actions and decision making, many of them had areas of overlap or similarity, providing a connection throughout the review.
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I inherited the operation shortly after its creation, as I took over the previous Chief Inspector’s role.
The intelligence team had already scored the OCG prior to my involvement and a plan to deal with the gang had been created, it was a newly mapped OCG with little known about activity and travel patterns. I was immediately informed that the plan had not been created in a recognised format and would have to be re-written. This felt daunting due to my lack of experience in managing OCGs or writing 4 P plans.
I sourced as much information as I could from written sources however found this covered the ‘what to do’ aspects but not the ‘how to do it.’ Loren (2005) discusses the Heifetz model of individual adaptive leadership, comparing the adaptation required to that of DNA adapting to an unfamiliar environment. I recognised the need to adapt my leadership style at this point by acknowledging my shortcomings and requesting more experienced colleagues to share their expertise. 
I was able to retain and utilise some of my existing leadership skills such as chairing meetings, also rationalising and decision making. However, I recognised that I was missing other skills for managing an OCG, such as a knowledge of the tactics and an understanding of OCG scoring. I utilised existing colleagues for their experience but also leapfrogged their networks to forge new links into other relevant areas; particularly individuals working on the regional taskforce ‘Tarian.’  I arranged my own input with a Tarian operative, this clarified my understanding of roles, opportunities and the support available to my operation.
I felt able to create from this point my own plan containing multiple options under the ‘4P’ headings (Pursue, Protect, Prevent, Prepare.) although I found myself uncertain on the merit of some options regarding my operation. Again, in line with Loren’s (2005) views on Heifetz’s work; I need not to create from new, I could build on and respect the existing experience within the organisation. Therefore, I met the Senior Investigating Officer (SIO) allocated to the operation, to discuss which strands of the 4 P plan were relevant and most likely to have impact. Their responsibility lay solely within the ‘Pursue’ element of the plan and therefore my request was outside of their remit of work however explaining my desire to improve my approach to the operation – and they were prepared to support me in doing so. 
Having established my plan, I needed to put it into action which required the command of multiple resources from the covert Serious and Organised Crime Team (SOCT), Uniformed response policing, the Force Intelligence Bureau (FIB) and the Neighbourhood Policing Team (NPT). 
I could have used my 4P plan, as a spreadsheet, in a functional and transactional way by working my way through a list of actions, ticking them off as they were achieved. As a busy senior manager, I could have taken a short-term view of the task in terms of ‘get it done’ so I could move onto the next task I needed to accomplish. Instead however I preferred a transformational approach seeking to set out my vision and expectations, followed by inspiring the various teams I had pulled together to follow that path.
Considering the transformational leadership approach outlined by Murphy & Drodge (2003) I have considered the ‘4 I’s’ framework to reviewing police leadership and can identify aspects of my leadership approach across this framework. 
Individualised consideration: considering everyone, responding to their needs rather than looking at the team as one entity; whilst I was able to do this for the different teams and individuals involved, I did not always get it right. I realised following my first meeting that there were varying levels of understanding about OCGs, the tactics involved and how members viewed and used the LRO meeting. This meant I had to review individual levels of knowledge and invest some time in developing everyone’s knowledge to the same starting point and by default, their level of buy-in.
Idealised influence: to practise what I preached and be the role model expected by staff and the wider society. I was very honest with my staff in that I did not have all the answers and would be learning some of this as we progressed through the operation. I respected those who were junior in rank to myself but had the knowledge and experience I required to plan our disruption tactics. As a female leader I have been offered the advice of ‘fake it, until you make it’ as a coping strategy for situations where you have little or no experience. I recognised this would not have been appropriate and has never appealed personally appealed for not only being incompetent but also lying about the fact. I felt comfortable being authentic with staff about my limitations including the conversations and networking I was undertaking to educate myself in this area. I also ensured that whilst taking a more collaborative approach with the team to establish viable tactical options that I would always hold the responsibility for those decisions. In terms of idealised influence, staff could see that I was being open and honest, working within the framework of the Code of Ethics and would feel safe to voice their opinions and concerns had I tried to pursue illegitimate tactical outcomes.
By taking an inspirational approach to motivating my staff I hoped to step away from a transactional, task orientated approach and incorporate the true meaning of transformational leadership by inspiring them to overlook their personal goals to see the bigger picture.
During our first meeting, I spoke with staff and outlined the nature of the OCG, the impact they were having on victims and the community - particularly the overdoses and drug related deaths that had occurred, the cost to the public and the police service of investigating those incidents. All of this versus what the operation could achieve by disrupting OCG activity, preventing deaths and diverting potential offenders. I reminded staff of our primary role of preventing crime and saving lives and appealed to their core values and reasons for joining the police to achieve the end goal. 
Staff only doing the bare minimum to achieve the 4P plan was unlikely to achieve the long term goals of moving from an intelligence gathering phase into the disruption and arrest phases. My intention was for them to search out more human intelligence sources, undertake more stop searches, more arrests and drive the activity until we had enough information to move the plan on. The neighbourhood teams were more enthused when they understood the reasons why they were being asked to target certain individuals.
Using the expertise of the team ensured Intellectual stimulation was incorporated, allowing others to lead the discussions and make the case for their desired disruption tactic encouraged empowerment and productivity. Bringing the Neighbourhood teams into the planning conversations allowed them to feel they were trusted with information, they understood why they were targeting individuals or areas, whilst also developing their knowledge around OCG activity.
Having held several meetings and recording one substantial disruption to the OCG, I was notified that HMIC inspectors were in force and wished to hold a focus group with LROs. I suddenly felt a vulnerable as a new and inexperienced LRO and that I might ‘let the side down.’
The HMIC focus group transpired to be a further good learning opportunity as I recognised that I had achieved a respectable level of knowledge and experience although I did leave the meeting with a new arsenal of ideas and a determination to put into practise what I had absorbed from the conversation.
I went onto chair several tactical partnership meetings to address the 3 P issues of drug use in the area. I found it difficult to discuss the issues in enough depth as I did not have an information sharing agreement with all partners involved. This also caused some tension as one of the third-party agencies wanted to know a lot more than I was able to disclose, I was accused of trying to exclude them as well as refusing to support them or take their concerns seriously. Their expectations of the Police were incredibly high and, on several occasions, entirely unrealistic. They did become a disaffected member of the partnership group. In response I utilised my neighbourhood Sgt and local Inspector to meet with them regularly outside of the tactical meeting to better manage their expectations.
The operation went on to further disrupt another 2 subjects who are currently awaiting trial. The operation resulted in the biggest Class A seizure for Dyfed-Powys Police and was an overall success despite the issues I faced along the way.
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Whilst I recognised my shortcomings in the technical competencies, I did not feel particularly phased approaching this leadership challenge; changing posts and responsibilities within the police service is a regular and normal part of our duties. I have always embraced change, the opportunity to learn new skills and tackle new challenges, I would argue that Trait theory does have some merit in this situation in that some individuals, myself included, are not phased but instead thrive on change, new challenges and opportunities.
Drucker as cited in Mullins (2019) stated that leadership could not be learned which supports the ‘Great Man’ theory i.e. that leaders are born with innate qualities and not developed over a period of time. It is understandable to assume that those who display extroversion, self-confidence and other such qualities will rise to positions of leadership however this does not necessarily equate to be being a good leader. Stogdill (1948) as cited in Roe (2014) established that in fact the situation and circumstances had just as much to do with the ability to leader as the personal qualities of the individual. Based on this, my love of challenge would not necessarily carry me through this operation, I needed to nurture and potential manipulate the situation and circumstances too.
The more I found that I did not know about the subject matter, the more concerned I was about how much I did not know. I approached the Senior Responsible Officer (SRO) about my concerns with a request for development options. She was able to identify the best 4 P plans already in place for other operations along with the better LROs to speak to. Others were quick to reassure me that it was all straight forward despite my feeling that I was in fact facing a steep learning curve. 
On discussing the HMIC focus group with my peers afterwards, they all confessed to feeling a little out of their depth in places, which highlights an issue wider than just my personal learning. 
The disillusioned tactical partner agency concerned me. I was aware that they had approached both the Police and Crime Commissioner and the local Member of Parliament. Having updated both the Commissioner and MP it was important to me that the partner agency did not further undermine the challenging work of the operation and the wider work of the tactical partnership group by misinforming the community and public about the levels of activity being undertaking. I discussed the scenario and my leadership approach with a mentor who counselled me to ‘keep my friends close and my enemies closer;’ this drove my decision to deploy the NPT team to meet with that partner agency weekly. This did have the desired impact and resulted in a better working relationship and less complaints about our actions. 
I can recognise on reflection that I worked through John Adair’s Action Centred Leadership model as the operation evolved. At the beginning I was fairly task focused, concerned about writing the 4 P plan and getting the tactical options correct. Team maintenance needs became a priority when dealing with the disgruntled partner agency to keep a balance and ensure the group were able to achieve the task without becoming derailed. I also had to narrow back down to the needs of the individuals to ensure they all understood the plan, the tactics being used and how their actions contributed.
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I considered the opinions of the staff I was working with, especially their thoughts on an LRO with no credentials. This impacted on how I approached the leadership of the team in that I had to be honest about my need to rely on their knowledge.
I was also concerned about the thoughts of the SRO and my divisional Superintendent regarding my limited capabilities however tackled this head on by asking their thoughts. Both were accepting of the situation and my desire to upskill as quickly as possible. 
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When evaluating the operation I have reflected on what worked and what did not for the operation.
In terms of what did work well for the operation, the team dynamic was a positive. My previous leadership methods particularly being an authentic leader, meant I was able to be honest with the team about my limitations whilst recognising their skills and abilities to run an OCG operation. Yukl (2013) discusses the various definitions of authentic leadership and concludes that overall, the individual must demonstrate a consistency of actions, words and values. Given the small and intimate nature of our Organisation, where all staff know each other and have often worked together over many years in different teams, those within the operation would have identified the disparity in my words and actions very quickly. Not only would this have impacted on the immediate success of the operation but would also have damaged my reputation as a capable leader in other areas of the organisation as well as into the future.
My initial meetings however were not initially such a positive, I started with small station meetings but having listened carefully during the HMIC focus group I recognised I had not included enough resources and needed to widen my parameters.
The FIB and Proactive team were highly skilled and highly motivated and were able to ‘carry’ the operation though the initial phase to a point where the knowledge base of all involved converged more closely.
As our understanding of the OCG activity increased, directed tasking from myself was required less, as the team self-tasked; motivated and driven to increasing the intelligence around our subjects. This created positive results which further motivated the team to generate activity in between LRO meetings.
I have also considered poor or bad leadership traits as described by Kellerman (2004) as cited by Walsh and Vito (2019) where ineffective or unethical decision making takes place. Kellerman (2004) describes incompetent leadership as lacking the desire, skills or the ability to lead. I have considered this against my example carefully however my lack of tactical knowledge was mitigated by several factors. My drive to undertake continuous learning and development, the ability to be authentic and honest with the team about my limitations and finally my focus on the end goal of serving the community well. 
Walsh and Vito (2019) also discussed the work of Schafer (2010) who identified 5 acts of bad leaders along with 5 omissions made by bad leaders ranging from egocentric, narrow mindedness and micromanagement through to poor work ethic, low integrity and an inability to communicate well. Whilst I can identify fleeting moments of self-concern whilst leading the operation (one example being my anxiety about the senior officer’s thoughts on my ability to lead), I did not gauge any of the other acts described by Schafer in my reflections. 
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Whilst transformational leadership is seen as a vertical leadership style, there was evidence throughout my operation of shared leadership. As a senior leader within the organisation faced with a new challenge and a steep learning curve, the ability to share the decision making and oversight of tackling an OCG was a significant relief; I was not expected to know all the answers. (Steinheider and Wuestewald, 2012) highlighted however the potential for this approach to remove the ‘sense of security’ for staff, I avoided this by emphasizing that whilst I had shared my leadership role, particularly with the SIO, I retained the responsibility for the operation, including the scrutiny of both the plan and decision making at Force level meetings. I avoided resentment or the perception that staff were ‘doing my job for me’ by engaging fully at every meeting, often holding smaller one to one meetings to discuss options before presenting condensed tactical options for the wider consideration. These smaller meetings also offered me the opportunity to ask more questions and learn more about the tactical options in a safe environment. As the operation progressed, I had taken on further mapped OCG operations, I had also continued my personal development and learning for this area and by the conclusion of the operation was able to take more direct control, relying less on others experience and being able to rely more often on my own.
This gave rise to being able to review the situation and consider my leadership style; in effect I was exercising Hersey & Blanchard’s (1977) theory of situational leadership as quoted in Roe (2014) albeit the theory does not account for the maturing of the leader, just the team, in fact I found no research into the specific scenario of the leader developing as they manage a more experienced team. Given the shared leadership position the situational leadership theory is still relevant however.
On commencement the team was for the mostly highly competent in their respective areas although with little knowledge of our specific OCG. This led to variable commitment from the different members of the operation. A small number, those within the FIB arena were both highly competent and highly committed from the start and were therefore vital to the success of the operation.
Using this range of abilities leads me to reflect on Tannenbaum and Schmidt (1958) as cited in Walsh and Vito (2019). Their continuum of leadership ranging from the autocratic to the permissive when leaders, having set the parameters, hand over the decision making to team members. The continuum recognises the ‘participatory’ leadership style where a leader may rely on the knowledge and experience of those that they line manage. This approach acknowledges the skills of the employees and is likely to incur more support for the decisions being made. In a link to the work of John Adair’s action centred leadership (discussed earlier) there are many benefits to the participative style when considering the individual and team needs, such as personal development and commitment, also developing trust and maturity amongst team members. 
Benington & Turbit (2007) utilised Heifetz’s 7 steps of adaptive leadership and referred to adaptive leadership as using conflict in a constructive way, moving backwards and forwards during the turbulence to best understand the full situation. I recognise my own responses in many of the 7 steps, identifying and owning my own development in this area but particularly around creating the ‘distress’ required to promote change, which for me came in being posted to a new role with the expectation of suddenly undertaking new tasks of which I had no experience. For the group this came as we identified the gaps in our intelligence and debated the different tactical options we needed to disrupt our subject’s activity. Maintaining that drive to change and focus on the primary task for me came through the regular force level reviews of OCGs – providing a strong incentive to improve and get better at managing my operations independently and competently.
Campbell & Kodz (2011) looked specifically at what made ‘great police leadership’ and identified the transformational leadership style creates better job satisfaction and organisation commitment for the staff involved, their study did not consider the impact of leadership style on the end user of our service i.e. the public however I believe that in the end the staff did go over and above to achieve the results that we did and that this would not have been accomplished had I taken a transactional, task orientated approach. This is a further gap in the research into Police Leadership i.e., Chief Constable Nick Adderley is revered by his employees as a great leader however is his decision making, use of social media and management of Northamptonshire Police Force seen as positively by the public, without the constraints of a rank structure impeding their thought process, would they consider him differently?
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In the circumstances, I did as much as I could to upskill myself in this area in the shortest amount of time possible. I was able to rely on the knowledge and skill of the cross-cutting team I was working with. Had I not felt confident in their abilities, I would have needed to take a different course of action, such as appointing a competent deputy LRO, requesting a mentor for the operation or reconfiguring the team itself to include more experience.
The team was experienced and were able to execute an excellent operation, with numerous arrests and three notable remands to prison (one sentenced, two awaiting). Whilst leadership drove some aspects of this, the team were already highly motivated and I was a facilitator during the initial phases, in effective the participative leader on Tannenbaum and Schmidt’s continuum.
I could have utilised a deputy LRO to reduce the demand on myself and provide support throughout the operation, particularly when trying to manage the 4P plan and all activity being undertaken by the different teams.
The interaction with some members of the tactical partnership group was at time testing, being philosophical it is to be expected when working in large numbers and simply a normal test of a leader’s ability to manage a difference of opinion. I could have utilised the staff available to me at a much earlier stage to build the rapport I needed. Alternatively, more time could have been spent researching and planning at the start of the operation, to identify all resources and networking I was likely to need which may have highlighted the tactical partnership issues. This could have prevented some of the aggravation experienced.
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I have identified several options available if I were to be placed in this position again in the future.
I could decline to accept the operation; I did not consider this as an option at the time. Given the level of responsibility and the potential for poor tactical decision making to impact on the local community, it would have been a credible request to shadow or deputise for another LRO, until such time as I was deemed to be both qualified and operationally competent to undertake the role. This is seen as good practice in other specialist areas in which I have worked such as Tactical Firearms Command and Counter Terrorist Security Coordination planning, along with continuous professional Development undertaken on a year basis and evidence of your operational competence.
I would also encourage a formal training programme for LROs covering the self-sourced inputs that I arranged and benefitted from, with additional deep-dive examples on tactics, SIO considerations and LRO discussions.  .
Whilst the operation and my decision making were scrutinised at Force level, and my approach to the role discussed with HMIC as part of their inspection; I would have benefitted from an informal regular check in with a mentor to ensure I was keeping on track and was not missing any obvious options. Further reflecting on my evaluation of the operation, whilst I reviewed the elements of poor leadership, engaging in a debrief of such operations would be beneficial and when considering leadership, the use of 360 degree feedback would give more credence to my review of my own leadership. 
I would ensure that feedback is given in a timely fashion to the organisation in order that they are able to understand and manage the operational risks involved. Without this information they are liable to reputational damage, negative impact on our local communities and potentially HMIC scrutiny or rebuke of how we manage OCG activity.
These options are specific to the LRO role however I recognise that as part of my duties I could be moved or allocated new duties at any time, putting me back into a similar position albeit with a different subject matter. 
Ackland (2021) discussed the future challenges to policing including the complexity of demand and partnerships, priorities and ownership were part of her analysis. Examples such as mine will be commonplace within Policing and collaboration projects and it is therefore important to establish an accepted and recognised approach to such issues.
I have learned much from this reflective practice; the work of Goleman (2000) as cited by Flemming (2015) sums up my overarching understanding of this operation, in that emotional intelligence and the ability to understand where my strengths and weaknesses lie was key. This assisted in my development and motivation to increase my skills, recognising along the way where I needed to use the ability of others to achieve the outcome I had planned for. Flemming (2015) herself established that strong values in the areas of honesty, integrity, equality, fairness and respect for personal dignity were all linked to those individuals who demonstrated high emotional intelligence. This echo’s the Yukl (2013) model of authentic leadership which lists optimism, altruism and honesty as just some of the key aspects required to be successful. 
It therefore makes sense that all future leadership challenges, whether they be collaboration, managing social media or Police and Crime Commissioner elections,  can be addressed by revisiting my core values and utilising emotional intelligence to work though the situations presented. 
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