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Introduction 
This reflective report will focus on the challenges for police leaders in relation to multi-agency partnership working, in particular from a Welsh perspective. It will focus on one example where I was the Welsh police silver commander for Operations’ London Bridge and Dragon, which relates to the death of Her Majesty Queen Elizabeth II and included the first visit of His Majesty King Charles III to Wales on day seven after Her Majesty passed away. 
I have been involved in public safety policing for over twenty-five years, at both command and operational level. I have performed leadership roles at the 2012 Olympics, a Champions League final and a NATO Summit. I believe that credibility is important, as colleagues and partners will have faith in my decision making; “A leader should exemplify the typical qualities or attributes of a good performer in the field” (Adair, 2009, p. 17).
This operation was the most challenging that I have been involved in. The visit of the King meant that for a four hour period the eyes of the world were on Cardiff, resulting in significant scrutiny on our operation. The planning and operational phases were a multi-agency approach, albeit I took primacy as the lead commander for all agencies in the operational phase, which lasted for ten days after the announcement of the Queen’s death. The visit of the King is ordinarily something that key partners, officers and I have overseen on many occasions and is usually straight forward to command. However, this event saw substantial interest from the United Kingdom Government, Welsh Government and the world’s media. Also, anti-royalist protests took place on the day, which by coincidence, was also on Owain Glyndwr day, as well as some sensitive associated risks. 
I was the lead partnership Silver, but I had no direct command over partners, like I had  with officers, which meant that I had to show leadership, that aligned to the definition given by Giblin (2017), and  summarised as the influencing of others to achieve the final outcome. Key to this influencing style of leadership is the development of and sustaining of supportive relationships with leaders in other agencies. 
[bookmark: _Hlk131609819]I could reflect on many facets of this operation but will be focussed on the partnership aspect of the event and  will  concentrate  on three key areas: the adherence to the  five key principles of joint working as set out in the Joint Emergency Service Interoperability Programme doctrine (Joint Emergency Service Interoperability Programme, 2021),  multi-agency working from a police perspective  in Wales and leadership traits shown during this event.
I will be using the Gibb Reflective Cycle cited in University of Edinburgh (2023), as I believe this allows me to go deeper into reflection than other models,  such as that set out by John Driscoll (2001). I am by nature undemonstrative and objective, and the Gibbs model assists in ensuring that I explore further and analyse why an event or issue may have occurred and my thoughts and feelings around this.
[bookmark: _Hlk132644230]The Joint Emergency Service Interoperability Programme (JESIP) 
The Joint Emergency Service Interoperability Programme (2021) sets the expectations for partnership working and should be adhered to by all partners in a multi-agency response. The five principles of JESIP   are: co locate, communicate co- ordinate, jointly understand risk and shared situational awareness. (JESIP, 2023).
My police command team, military and local authority commanders were based in a silver command room, for the ten days of the operational phase. Some partners did not co locate until the actual day of the visit of the King. Despite best attempts they preferred to stay within their own offices. To enter the command room for the first time on the most important day was overwhelming, as it takes time to know how the actual mechanics of the room works and roles and responsibilities and they would not have had the required shared situational awareness. Some leads were not from operational backgrounds and as such it took time and numerous discussions to confirm which agency had what responsibilities, and to explain the JESIP principles. This affected the co-ordination of the planning initially.  Functions such as accreditation were being defaulted wrongly to the police. I had to continually reinforce the role of the police, namely the core responsibilities of preventing and detecting crime and ensuring public safety (College of Policing, 2023). Initially it may have appeared as if I was pushing back, but I met with senior leaders, to offer advice and explained our role, basing these conversations on experience of previous events.
I always look to create positive, working relationships, built over time, and bringing together individual leaders from different agencies by ensuring our interactions are built on mutual trust, a key element of values based leadership (Fairholm, 2009). I was arranging meetings with stakeholders to build these relationships for this event, outside of the formal meetings and my busy day to day role, but these could be ad hoc and rushed at times, due to my heavy schedule. I was not dedicated to this event in the planning phase. I felt that I was not giving partners the right commitment. Although the move to virtual meetings has created many benefits in particular reducing the travelling, I felt uneasy that we were not building strong enough relationships or that we had a shared understanding of all the different facets of the operation, which being co located and fully dedicated to this event would have given. I had to hide my frustration at having to explain to some, the basics of the operational functioning of the room on the day of the event and did feel guilty when I had to raise my voice asking the room to be quiet, as an important briefing was being given by one of my Inspectors and some of the new partners were ignoring him and having a conversation.  They did look shocked, and although my intervention was needed, I did feel some guilt. However, I have to accept that as a leader dealing with these kinds of events, I will have to be direct at times, which may mean upsetting people. As cited by Adubato, General Colin Powell states “Trying to get everyone to like you is a sign of mediocrity: you’ll avoid the tough decisions, you’ll avoid confronting the people that need to be confronted” (Adubato, 2016).
When the operational phase commenced, and key and familiar partners, such as the military, were co located in the police command room, my confidence significantly increased. These were individuals that I trusted and whom I had worked alongside before and had no issue with myself being lead commander for the event. We also had the confidence to have honest conversations without anyone taking offence if there was disagreement, which can be traced back to my earlier comment about the importance of values based leadership.
I do have a strong moral compass and a belief in that serving the communities and looking after staff is paramount. I had previously seen a highly capable leader from another partner agency being given a difficult time by their line manager, which was not justified. It would have been easier to not intervene, but I personally contacted and challenged their manager. The partner that I intervened on behalf of, appreciated what I had done and subsequently worked on Operation Dragon, delivering their tasks superbly and supporting myself. I believe that my work ethos and values help with a style of transformational leadership that influences others to perform, and not just police officers, as they can relate to my values which they share (Murphy, 2004 ). It has been fed back to myself by colleagues that my commitment in looking after people and the energy that I project into service delivery impacts on how they feel in relation to support and appreciation, which I do believe is a core aspect of a transformational leader (Bass, 1999). 
I believe that reluctance from some to be co located until the main day itself was due to two reasons.  With the intense scrutiny being applied by the executive in organisations, some of the partners felt that they needed to be located near to their leaders, in order to reassure them. Also, a lack of experience in working events meant there was limited knowledge as to how to operate. During 2010-2020, there were a number of multi-agency exercises held in Wales. This built up trust and expertise within partnership working. For those new to roles, there has been a lack of exercising, which is no doubt down to the COVID pandemic, and impacted on the confidence and knowledge of some to deal with such operations. This exercising needs to be re-introduced and the Manchester Arena Enquiry (2023) has highlighted the need to close gaps in relation to the knowledge of JESIP principles.
A real strength of the operation was the acceptance of “distributed leadership” (Buchanan, 2015) where leadership at every level was needed.  I could play the role of visionary leader, on top of the command structure but leaders at every grade were required. A police constable, with no supervisory responsibilities took it upon himself to devise an “air plan” and was able to obtain the support of key senior partners who also bought into the distributed leadership theory. This created ownership and positivity as officers and partners were free from the shackles of bureaucracy and were able to deliver in their specialised areas. 
I should have tried harder to encourage co location of some of our main partners and more regular meetings in persons. With so many persons involved, key pieces of information were being missed or work was being duplicated. Co-location would have given that one cohesive overview. I should have spent more time with other agencies and wider partners. I defaulted to core partners whom I had worked with before and who would ultimately deliver the operation, but these individuals will not always be in their roles in the future and it would have been beneficial spending time with others and explaining roles, so that they can step into the command functions in the future. The less pressurised planning phase was the period that we should have maximised the  opportunity  to form  strong relationships , whereas the operational phase, with all the pressures attached and with more of a focus on delivery and tasking , was not the time to start building the new working knowledge, skills and relationships (Christ,J, 2014).
Partners need to be planning now for the next similar operation even if it may be decades away. The College of Policing examined the future operating environment for policing and some of the main challenges include rising inequality and climate change, leading to more unrest (College of Policing , 2020), resulting in more multi-agency operations in the future. Ultimately, we did have to take on ownership of functions that were clearly not going to be delivered by others in a collapsing timescale, such as the accreditation process. It was the small core of experienced partners, familiar with JESIP principles, who ensured that the event was delivered successfully. In the future other agencies also need to put the same commitment into understanding the principles, so that there is fair allocation of tasks according to roles of the organisations.  Tabletop exercises need to be reprioritised. From a personal point of view, I need to build new relationships with some other partners, which Operation Dragon has already started to assist me with, and I would also insist on being dedicated to the role in the planning phases to be able to fully commit to assisting partners. 
Welsh Policing perspective 
This event also showed the complexity for policing of leading a United Kingdom national event that had a Welsh focus.  With policing not being devolved in Wales, the Welsh Government could from a legislative point of view hold other partners to account, but not South Wales Police for the delivery of the event. We instead reported into a national policing structure with a Chief Constable from a force outside of Wales, taking the lead as a national Gold Commander.  There was also a national assurance team that supported the Home Office.  Despite our history and success of hosting major events, this assurance team looked at plans and threats through a London lens as opposed to a Welsh lens and based their planning assumptions on previous events and protests in London, including large crowd numbers at the recent Jubilee event.  They expected significant crowds, protests and wanted disproportionate measures to put in pace, whereas our local knowledge of our communities was that there may be some isolated protests, but this would be minimal and that crowd numbers would not be anywhere near what they were expecting, as it was a different event to the Queen’s funeral in London. The national advisers were then speaking to some of their Welsh contacts, who had never been involved in such events and as such it appeared were giving them a false narrative and causing unneeded worry. This resulted in extra work, such as the drawing up of memorandums of understanding and meetings for other agencies and myself to reassure some of our partners and we were proved to be correct in relation to crowd numbers and issues faced on the day.
This was frustrating and alongside police colleagues and some other partners, I felt that our experience and professional knowledge was being ignored and found the attitude of some of these national advisers disingenuous. My initial reaction was to believe that the assurance team wanted to prove their value to the senior officials that they were reporting into. I also felt disappointed that some senior leaders in Wales were listening and reacting to some of this feedback and not to experienced partners like myself. However, the assurance team were appointed for a purpose and had a task orientated style of leadership focused on efficiency and delivery (Yukl, 2020, p. 43) as opposed to building relations like other aspects of leadership detailed in this report.
I took some time to analyse and think about my approach in relation to the national assurance team. Previously I would have instantly reacted, not outwardly but I would have reduced contact and not engaged with the advisers. My twenty-six years’ experience of events has helped me to become less reactionary and more reflective.  I met with a senior chief police officer to use as a sounding board and discuss the situation. I realised the magnitude of the event and that the national assurance team had a crucial role in giving reassurance to very senior officials, including the Home Secretary. They had to test every minutia and different scenarios. Also, I knew that I had to ensure that I kept Welsh Government officials fully briefed to the same level of the Home Office, despite policing being devolved and this would also be vital for the future of our operating environment.  Policing needs to work with devolved services to protect our communities in Wales and contribute to the goals of the Well-being of Future Generations Act 2015 (The National Archives, 2023 ), especially in creating cohesive communities. Therefore, it was key that I did not take it personally, Wales was going to be the focus for the global media, and my actions with partners would impact on our relationships going forward. These strong relationships would be needed moving forward as public sector agencies and boundaries have become ever blurred (Quirk, 1997) and policing and our partners will be working even closer to serve our local communities and maintain their trust in the future.
Also, my own executive team of chief officers ensured that I knew that they fully trusted our plans and my own leadership.  They did not overburden us with demands, instead asking how they could support and used their influence with the national and Welsh executive leaders. This kind of leadership, that was not autocratic and achieved objectives with minimal interference (Cadbury, 2002)  was refreshing, and a step change from executive leadership styles that were previously shown in policing a decade ago. This boosted my confidence and negated some of the negative feelings I was feeling.  
What did work, was that during some of the days before the Kings arrival there were some lower key events in Cardiff, relating to the operation. By inviting some of the key partners into the operations rooms and allowing them to view how we operated as partners together in delivering a safe event, they were impressed by the whole operation, and were able to report back to their senior officials that they had every confidence in what we were doing and assisted in distinguishing between the dynamics of Cardiff and London events.
For any future related occurrences, I will be less defensive and understand that all stakeholders are motivated to deliver and have different roles and perspectives, but we all have the same primary objective. With so many diverse factors and information contributing in making this a complex event, all the various strategic leaders were unlikely to agree exactly on the same proposed options, and styles and personalities will always be different (Finkelstein, 2009). This diversity of thought and characteristics helps deliver successful events, as with many different options to consider, a strong outcome is achieved.  I build up trust quickly when I meet with people, so would look to conduct a more effective stakeholder analysis and arrange earlier contact with those who have strategic influence, in order to reassure, but also to understand their needs. The informal meetings I had with a senior chief officer to talk through the complexities and being able to express my feelings in a professional but confidential environment was very beneficial and I would repeat again.
Leadership 
One senior civil servant who had significant influence with both the Welsh and the UK governments impressed me greatly. Where there were issues such as who had responsibility for a certain task, he was always very balanced and measured with a calming, reassuring presence, never raising his force. He showed that a strong leader does not necessarily need to be the loudest in the room, yet he had a presence whenever in a meeting.  Excellent leaders know how important that it is to listen to discussions and then have the ability to speak up and intercede accordingly (Belbin, 2010 ).He was  very much a public servant, with the values of public service overriding everything else and was a leader who led quietly on behind-the-scenes leadership, focused more on actions than speaking (Gosling, 2012).
The police gold commander had an incredible eye for detail, however he fully trusted myself to carry out my responsibilities and I had the confidence to challenge him on decisions if necessary. He has an excellent reputation within policing and with senior partners in Wales, after delivering some significant partnership operations.  Having this credibility with the executive partners, including the Welsh Government, meant that when he put a police point of view across to them, they listened. However, what came with this skill and reputation, was also great humility. I could approach him with any issue or challenge, and he would actively listen, be intrusive but completely supportive and would alter his decisions if needed. This is in contrast to many senior leaders when they are at their pinnacle, who can appear to allow their followers to speak, but are not actually listening (Bennis, 2004). 
Despite being surrounded by a supportive team, I did feel lonely at times. I had the ultimate operational responsibility for delivering the operation. As Adair states “All leaders will be tested, by loneliness if by no greater force.” (2009, p. 136). Yet there are certain responsibilities that by entering promotion processes and taking on the role I have , I should expect and accept and as Adair (2009) emphasises, my role was to create that hope amongst the team and create the enthusiasm , as we were expected to deliver a complex operation in ten days.  I created a team spirit and positive attitude from the start by bringing in all of my main commanders and key partner colleagues together from day one, to tell them they had all been specifically chosen for a reason. I did not hide the fact that the next week would be tough, but we would all look out for each other, and we were here to share problems.  I wanted to make sure that everyone involved felt valued, creating that motivation to succeed.
Goffee (2000, p. 64) also writes about “sensing the situation” where leaders have the ability to read situations and knowing when to intervene as opposed to just a reliance on hard facts, written information and processes. I believe that this was one of my strengths. I could see that one bronze commander was receiving disproportionate pressure and scrutiny from senior partners as to where he wanted a nominated protest site to be. I wanted to empower my commanders and encouraged them to take responsibility, but he was receiving unfair and significant pressure and it was only right for myself to take time out of my own planning to speak to him on an individual basis, offering support. I also attended a meeting with him, allowing him to lead, but reassuring him with my presence and backing.
It was a long ten days and welfare of my staff and partner colleagues was very important to me and wherever I could, would try to give them some space and time to take them away from the command room. Simple gestures such as attending some of their tactical meetings to check on their welfare were appreciated. However, I did not take the same approach with myself, and worked some very long days, with few breaks, including a twenty-two-hour day and returning back into work after only two hours sleep.  One of my advisers, a police constable, who in the policing hierarchy is a number of ranks away from my own rank, took it upon himself to speak to me firmly and tell me that I needed a break and that I needed to look after myself and set the example. This was fantastic leadership from him, which took courage, and he was right. I look at this also positively in that I had leadership style where my team were confident to challenge me. 
Walsh (2018) summarises a number of leadership styles that were displayed during the operation. Directive leadership, placing emphasis on the processes and structures to be followed as well as direct tasking of staff was prevalent throughout. This especially came to the fore during the operational phase where we had limited time and many pressures to deliver, and this style was needed. However, whereas you may have expected policing and the military to have the more directive leadership traits in their commanders during this phase, it was actually seen more from partners not normally engaged in such events. I believe this was due to policing and military staff being comfortable with linear command structures and an understanding of roles, whereas in a pressure situation other partners needed to make clear to their staff who had what responsibilities and tasks. Transactional leadership did complement the other styles that were seen during the event, although not necessarily around giving negative feedback but more  with leaders  motivating those involved by praise and reward (Bass, 1999), albeit this was not as influential as other traits, as staff were already motivated and proud  to deliver such an important event.
Supportive leadership (Walsh, 2018) was much needed and seen throughout with an emphasis on welfare and partners assisting each other. However, the key trait that was critical and I relied on was  participatory leadership, which revolved around empowering and encouraging others to be involved in the decision making (Bulletin of the World Health Organization, 2017) (Walsh, 2018).  Certainly, from my point of view, I needed advice and assistance from my own officers, irrespective of rank or role. I trusted key commanders to make decisions and challenge me, such as my roads policing commander whose expertise around movements of convoys was far superior to mine. I had regular daily meetings with all my leads and partners to ensure a two-way flow of information and there was a one team ethos, with mutual respect between everyone. When there was a difference of views, such as over the timing of opening venues for the public, the local authority lead suggested bringing in the operational manager at the venue to advise. Every attendee listened to their view and the decision reached was one that all agreed to, based on specialist advice.  All felt involved in decision making, adding to the enthusiasm to achieve the final objective of a safe event. However, it would be incorrect for me to say that other leaders and my own style were completely participatory. The notion that this style of leadership eradicates “the heroic idea of a hierarchical leader with power” (Hämäläinen, 2020, p. 4) is incorrect as there were times where fast time decision making was required due to serious and immediate issues, that needed a command and control ethos, to ensure early and effective mitigation of threats. 
Walsh (2018) also references  achievement orientated leadership, which is about expecting all the team to achieve results by giving one hundred percent effort towards the final goal, but this was clear from the start, all involved felt honoured to be involved in such an event and wanted to play their part, including some flying back from holidays to support.
What this event reinforced to myself is that there is no one set blueprint on what makes a good leader, and the key is to be authentic, not try to be someone else, but take the learning and acknowledge that every leader has shortcomings ,including myself, and then work on improving these (Goffee, 2000). An important lesson for me, was that I underestimated the scrutiny placed on my actions and words by both my team members and partners.  Even a minor conversation that I had with another officer, where I mentioned that the refreshments put on for our partners was poor, was relayed back to two of our welfare officers responsible, who had been working incredibly hard. One innocuous comment from me about a small issue in the scale of events, and I had demotivated two good officers. I rectified this by speaking to them and apologising but it showed “Followers continue to pay close attention to even the most offhand remark, and the more effective the leader is the more careful he or she must be” (Bennis, 2004, p. 51).
In addition to paying closer attention as to how my words and actions could be observed on future events, I would also, as previously mentioned, look to ask a peer to act as a confidant to help with the periods of loneliness that I felt. To have a colleague there as my own personal support who I could talk through issues with, independent of the operation will be hugely beneficial on future events. 
Conclusion 
This was a highly complex, sensitive and unique operation that was delivered by a collaborative approach and has received much praise from senior figures within Wales and nationally. On any events like these, there are always lessons to be learnt, including ensuring that the positive aspects are also not forgotten and carried forward into future partnership working.
JESIP principles need to be fully understood by those who are likely to be involved in partnership working prior to an event, as opposed to learning about them during the operational phase. Professional relationships, confidence and trust built on experience of co-working and exercising together is also very important. Going forward, organisations need to ensure that learning events involving all partners are prioritised and that those who are likely to be in command roles on such events, have the exposure to smaller events, exercises and other partners in order they can fully play their role.
The different landscape of policing in Wales as compared to England can be challenging and does involve reassuring and working with more than one government. Effective stakeholder engagement will continue to ensure that policing has the support of the Home Office and the significant policing network across England and Wales, but also have the local support from devolved partners and the Welsh Government.
Participatory Leadership was a key trait that helped develop the event, with officers, staff and partners motivated to deliver the event because they felt engaged in decision making and were honoured to be part of it, due to its nature.
The key for myself was learning when to intervene to support and when to step away and empower. I was able to utilise the experience and learning that I had undertaken, working on large scale events for other Silver and Gold Commanders, and although I am very self-critical, I am proud of what I delivered and the confidence that my Chief Officers had in my ability. It reinforced to me the qualities of our officers and partners, with leadership being shown throughout, irrespective of their rank, grade or role. If people feel supported, they will deliver. I need to factor in on the next event, more resilience for myself, as I set the tone around welfare, and have to remember that as the commander, my every word and action is being observed by others. 
Feedback from my commanders to myself, included comments on my own personal style, and approachability as well as being able to sense when partners and my own staff needed some encouragement. However, I also think the nature of the event lent itself to assisting me in this: “Organizational leaders appear to be more likely to use charismatic rhetoric in crisis situations than in noncrisis situations and thus appear more charismatic in the eyes of their followers” (Oc, 2018, p. 225). 
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