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Abstract
This reflective report is submitted as part of the leadership module for the MSc in Policing (Operational and Strategic leadership). The purpose of this report is to reflect upon my experience of transition from operational temporary Detective Sergeant in the Investigative Support Unit, CID to a strategic substantive Detective Sergeant within the newly formed Vulnerability Hub at Dyfed-Powys Police Headquarters. As part of my reflection, I will explore the actions taken, varied challenges this transition brought and variety of leadership traits I demonstrated throughout the process of embedding into this new role and significant change this brought. I will demonstrate how leadership traits assisted me in overcoming challenges and barriers which I faced and how this impacted on my drive for overall force improvement in offender management. 
Introduction 
This refection opportunity has come at a pertinent time in my development as a supervisor. My transition from operational supervision to strategic supervision commenced during the first lockdown in April 2020, following the outbreak of a global pandemic. At the point of transition into the Vulnerability Hub, the offender management supervisory role was going through a period of reconfiguration and I took ownership from the start to drive offender management forward  This transition has evidenced my determination, resilience and commitment to improve the offender management portfolio in Dyfed-Powys Police. 
To assist me in reflecting on this transition from operational to strategic policing, I will utilise the Gibb’s reflective cycle.
The Gibbs reflective cycle will be used to structure my reflection and will be broken down into 6 stages to describe my experience, how I felt, evaluating processes and decisions I made and whether I would change any decisions if I were faced with the same situation in the future. This will benefit me in working more efficiently and effectively going forward.
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What happened 
I commenced my role in the Vulnerability Hub at Dyfed-Powys Police Headquarters in April 2020. The Vulnerability Hub was a newly formed department set up in April 2020 comprising of Offender Management, domestic violence, child exploitation, child protection, missing persons and crime harm and reduction unit.  Prior to this merge, this role sat within the public protection hub.
 I felt very uncertain starting my role of what was expected of me due to a minimal handover.  Within weeks of being in the role, I quickly identified that there was minimal investment and support in place for offender management unlike other specialist areas of CID.  I asked the strategic lead for offender management If I could assist in writing the force management statement (FMS). I volunteered to complete this piece of work so I could fully understand the portfolio I was supervising, the demand that offender management had on the force and the critical risk assessment required to establish what consequences to public safety there would be and risk to organisation reputation if improvements were not made.  Analytical work was carried out by our analyst to support my submission. My report demonstrated the demand the force expected to face in the coming four years and contingency measures required in order to cope with that demand.  I was aware that I needed to demonstrate how the force would improve efficiency and what expenditure would be required to support the improvement with such measures (HMICFRS, 2018).
From being the author of the FMS Offender Management chapter, I quickly identified the following key issues:
1.  There was a clear increase of registered sex offenders being managed on VISOR (confidential database) within our force and we did not have the resilience within the VISOR unit to meet demand. A VISOR uplift was urgently required to ensure we managed risk effectively and were able to process risk management information efficiently.  
2. Dyfed-Powys had insufficient digital technology to assist our investigation and monitoring of offenders. 
3. Demand in two divisions within the force were approximately 9% over on their case load according to recommended national guidelines of officer caseload ratio. 
4. There was insufficient training provision for our divisional offender management teams.
 As a result of these findings, I detailed these concerns in the FMS and devised a project plan to improve the efficiency and effectiveness of offender management within Dyfed-Powys police.  This large piece of work highlighted my proactive ability to recognise the need for improvement, motivation to drive change and evidenced my leadership and change management behaviours. 
I will break down my project plan into four sections to describe what actions I took within each area of concern.

1. VISOR uplift
From reviewing the data collated for the FMS, it was clear there was a distinct requirement to urgently increase the capacity of the VISOR unit.  I met with the VISOR team who I have supervisory responsibility for. Both members of staff had been within the role for many years and I valued their experience and knowledge.  I was mindful I was not to consider change within the department without consultation with VISOR practitioners. I wanted to contribute to the success of the unit going forward by improving resilience, manage demand with the consideration of the welfare of the team at the core of my decision making.
From consultation, it was clear that the demand had increased over time. With both VISOR administrators being part time, there was not enough resource to meet demand.  Both members of the team explained that they often worked after their scheduled duty time to ensure all VISOR related tasks were completed.  This was already recognised as a high- pressured environment due to the level of risk being managed and I was conscious working overtime would have a detrimental impact on the team’s welfare. I discussed the option of getting additional resource as the welfare of staff is a key priority.  I was concerned if the demand became too high, staff would burn out.  One member of the team stated they wished to increase their hours within the VISOR dept and finish in their other administrative role within the force. This staff member stated they had been trying for several years but was always refused and this left feelings of frustration in the team as there was a clear demand to increase resilience.  This member of staff stated they found working between two jobs in Dyfed-Powys increased levels of stress and as a result was finding it difficult to complete all work within the hours allocated to the VISOR unit. 
I consulted with this staff member of a proposal of suitable hours which addressed welfare and equally supported the unit in meeting the increasing demand.  Following team consultation and review of data, I submitted an evidenced-based business case to senior management for this uplift. I proposed that to maintain the success of the visor unit, an additional 0.5 FTE was required.  This was reviewed and approved by the head of CID and HR. 
This aspect of project management and drive to improve service delivery immediately had a positive impact. This staff member was extremely grateful of working solely for the VISOR unit and commented that this had immediately had a positive impact on her work- life balance and was much happier coming to work and no longer felt stressed.  From a demand aspect, as a force we were able to respond to new registered sex offender transfer cases and query incorrect court results efficiently.  We were also able to ensure our risk assessment records were up to date, supporting our offender managers to be in receipt of full information to robustly manage these offenders and assist informed decision making. 

2. Insufficient technology to assist the investigation, monitoring and management of offenders.
As a result of the concern of the lack of technology available to support offender managers within Dyfed-Powys, I conducted a scoping exercise within force to see what technology was currently used and more importantly what was needed to improve the efficiency and robust management of registered sex and violent offenders. It was concerning that we had minimal innovation in force and the force were at risk of not supporting the policing vision 2025 and not striving to provide a first-class service to keep our communities safe.  The vision is a plan for policing over ten years.  It aims to support decisions around transformation and how the police will use resources to keep people safe and provide an effective, accessible service that is value for money (NPCC, 2016). Online crime has grown at a rapid rate and the policing vision reports that criminals are exploiting technology and therefore there is a national commitment and requirement to develop digital investigation and intelligence capabilities (NPCC, 2016).  
Offender management teams should be equipped with the correct digital tools and skills to investigate incidents and crimes effectively and efficiently. Particularly during the pandemic, this extra monitoring resource was required as home visit guidelines had changed with home visits only to be conducted if authorised and the risk level would justify a home visit.
Dyfed-Powys police had so little offender monitoring and investigation tools, a significant amount of funding would be required to support this organisational change.  I conducted some research for eligible funding which could support the improvement of offender monitoring.  NPCC and the Home Office advertised for bids to be submitted as there was funding to support forces in the management of online offenders. I conducted research and a scoping exercise with our digital crime unit, obtained quotes and submitted a detailed bid application to the Home Office for £184,000. This was to support the purchase of innovation within Dyfed-Powys. In September 2020, I was awarded the full amount requested and was able to purchase the tools our divisional teams needed. 
The procurement process was completely new to me as I had only been in operational roles prior to moving to the hub.  I was keen to be fully involved in this process and take ownership from the start. I demonstrated action learning by embracing this process fully, setting up weekly progress meetings with experts and departments and agencies involved to obtain their support & commitment, ensure we were meeting project deadlines and working together to find solutions to any barriers. We were able to learn from each other and the knowledge gained was invaluable as well as the strong working relationships developed. This process assisted me to manage change effectively and allowed little room for error due to regular consultation.  Mullins (2016) described action learning as participants working together to find solutions to actual problems and being able to reflect on the experience. 
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As a result of this innovation project, I was able to purchase GPS tags, offending monitoring software licences, triage equipment, internet investigation licences and router investigation digital forensic tools. The funds allowed me to purchase licences for 3 years. This would allow for valid data to be collated to demonstrate the effective use of offender management tools in the management of offenders.  Once tools were purchased, I ensured all Offender managers were trained up in the equipment so it could be used with confidence. This also provided our staff with the correct knowledge and tools to manage sexual and violent offenders.

3.  Demand in two divisional teams re: caseload numbers and ratio to staff within the unit. 
As a result of the FMS report, it was identified that two of our divisional teams were managing too many registered sex offenders according to staff ratio. I identified this area of risk as offender managers should only carry a maximum caseload of 50 offenders. One division was carrying 80 0ffenders per offender manager.  I highlighted this in the MoRiLe (Management of risk in law enforcement) report and put in a business case for an uplift within the two divisional teams.  I provided costings and submitted my report to the senior management team for action.  I recognised if the force did not address this risk area, we would be at serious risk of staff burnout and also increase the risk posed to those in the community as the force may not be able to manage the risk management plans of those offenders we manage effectively. 
4. Insufficient training provision for our divisional offender management teams.
From completing the force management statement, it was clear there had been no investment to date in offender management training, placing the force at risk.  Offender managers would not be equipped with the potential skills to robustly manage offenders and there was also a requirement for offender managers to be trained in the new innovative tools we had purchased.  This would assist in conducting diligent and effective investigations and ongoing monitoring of offenders.  
I conducted a review of all divisional teams to establish current training of ARMS (Active Risk Management System) and Management of Sexual or Violent offenders (MOSOVO). These are both essential aspects of becoming a qualified offender manager in MOSOVO.  I conducted a scoping exercise with other forces to establish how forces deliver their training portfolio for offender managers.  Several forces utilised learning and development departments within force.  We had no training facility within force for offender managers and it was clear we needed to get a provision in place as soon as possible.  There were some officers who had been practitioners within MOSOVO for over a year and still not had formal ARMS or MOSOVO training. This was placing the organisation at significant risk as officers need to be equipped with the correct training and skills to perform accurate risk assessments of offenders and ensure the correct safeguarding actions and risk management actions were implemented when required.
I met with learning and development department who agreed to progress with supporting the MOSOVO and ARMS training within force going forward.  I identified a barrier that the current CID training dept did not have any suitably qualified staff to deliver the training.  They would need to attend the MOSOVO courses and then train the trainer courses to be able to carry out this role successfully.  This is something that will happen going forward, however would cause significant delays and I recognised we needed to urgently get the offender management portfolio updated and all staff sufficiently trained. 
Due to the pandemic, all College of Policing training was suspended, and forces were no longer hosting courses. I contacted South Wales police to seek their assistance and support in potentially delivering remote training to our officers for both courses.  South Wales Police agreed and delivered training to our divisional teams. Our force is now fully compliant with all divisional teams being trained and suitably qualified to perform their role.  I utilised available monies from an Integrated offender management funding budget to purchase this training, making good use of available funds with the agreement of the PCC office. This I consider a clear example of my determination to overcome barriers, ensuring there is continued force improvement. 
Upon reflection, I believe I have demonstrated leadership and commitment to support teams and drive efficiency within the force. I consider the strong multi-agency working I have developed has also strengthened relations with key criminal justice agencies such as probation, NPCC, Home office and neighbouring forces.  This has increased safeguarding capabilities and has improved joint working practices and strengthened commitment to public protection.  

Feelings
This section of the Gibbs cycle will detail how I felt during this process of significant change. I was cognisant that I was new into the role within strategic offender management and I was not senior management level.  My proposals would be one of significant change to the organisation and therefore It was essential I had accurate evidence- based information to support my rationale for these changes to take place.  I did initially feel intimidated to take my ideas to senior management for fear of the ideas being rejected but preparing my case and providing evidence helped increase my confidence.  I have always considered myself to be a confident decision maker with a passion for public protection but due to my lack of strategic experience, I did not want to make mistakes especially as I was new in post and I consider this may have held me back initially.
The COVID -19 pandemic has certainly forced police forces to make rapid change with becoming more reliant on technology to deliver a good service whilst adapting our working practices and forming stronger links with partner agencies.  Strong leadership and vision were required to drive these proposed changes forward.
Walsh and Vito (2019) state leadership is a key aspect to effective organisations and can invigorate change.  Although I am a supervisor, leadership is not only found at the executive level, you can be a leader at any level within an organisation (Walsh & Vito, 2019).
I have always been a strong believer that we all have leadership traits which can be utilised effectively at any level. Whichever role I have worked in prior to becoming a supervisor, I have demonstrated leadership traits.  Harappa (2020)  reports the trait theory provides indicators of key traits that make a successful leader. Some of these I demonstrate are being trustworthy, transparent in my decision making, showing high levels of empathy and effective communication. I constantly look for new development opportunities and to improve processes. I naturally motivate others to do their best due to my own self- motivation.  I have only been a supervisor for 18 months and although I do possess leadership traits, I believe that some traits will develop over time as I become more experienced. 
I certainly felt by leading on this project, I was making decisions that were above my supervisory level. I always ensured I sought support and expertise from relevant agencies and departments when needed. This ensured I made sound and informed decisions. I demonstrated really high levels of resilience despite solely delivering this project with very little experience. Gleeson (2020) believes resilience is an important characteristic in the workplace and is a useful trait with positive change such as change of role and promotion. Gleeson believes resilient people view difficulty as a challenge, are committed to their goals and have control. I identified opportunities for organisational and personal growth, I remained committed and took ownership to ensure successful outcomes despite challenges. I felt empowered and confident by achieving objectives set.
It was quite a lot of work to deliver such a significant change on my own and at times I had very little support to challenge any barriers or offer of assistance from line management. This made me feel reluctant to take matters to senior management. I recall feeling quite alone in my commitment to improve offender management. This is not affording blame to any individuals but more a reflection on how I felt from an organisation perspective. The way our Vulnerability Hub was set up meant the Detective Chief Inspector heading this department was responsible for all portfolios apart from offender management.  The offender management strategic lead was based up in Powys and his main role was head of Powys CID.  This caused delays at times in decisions being made due to sheer commitment of having the responsibility of CID in Powys and operational incidents.  Offender management did not appear to be a priority for the vulnerability hub as the hub portfolios were all victim related and offender management sat technically outside the hub. I do recall this increased my feeling of frustration at times especially when I submitted a business case for the visor uplift and I was made aware of an email to senior management by the head of the hub indicating the other vulnerability hub uplifts should take priority over offender management.  I felt completely unsupported.  I channelled this frustration into determination to make improvements and this soared my levels of resilience and passion to improve public protection in our communities. I was committed to supporting my offender management colleagues as they often reported that they had no investment in their development. This was my driver and determination to succeed as I had previously worked as an offender manager and understood the risks these offender managers were managing, and the demand placed on offender management. The viewpoint of practitioners is invaluable and I encouraged feedback throughout.  I developed excellent working relationships with procurement, finance, the PCC’s office, legal services and the NPCC lead.  The support and willingness to help was outstanding.  I strongly believe this was due to the building of rapport, my interpersonal skills, seeking clarity and advice when needed and being grateful for their support and time. 
 
Evaluation & Analysis
My evaluation and analysis will explore project progression, what leadership traits supported the process and any barriers  I am naturally engaging with all colleagues and this was beneficial at the commencement of this project.  I wanted to ensure our offender management teams were fully aware of what the project plan entailed, I did not give false hope or expectation at any stage and provided details on what the proposed plans were and why I felt investment was needed. I highlighted the strengths, weaknesses, opportunities and threats if actions were not taken in these areas.  Prior to my engagement, offender management teams were naturally sceptical and negative about the proposed project plan as some areas felt aggrieved there had been no investment previously and although part of CID, felt very separate when it came to the force’s commitment to offender management. I was conscious of this negative cycle and outlook and how important it was to be open, transparent and positive about change.  There needed to be a sense of inclusion in the process to promote staff ‘buy in’, make staff feel their views were valued and in turn minimise any resistance.  My positive and transparent outlook I believe achieved the support and co-operation of colleagues not only within offender management but also other in force departments and agencies to support project delivery going forward. I consider my positive outlook, enthusiasm and commitment to drive change was infectious to others, I was mindful of the Betari’s box theory and how attitude and behaviours could impact others. 
Betari’s box is a model that can assist us to understand the impact that our own attitudes and behaviours have on the attitudes and behaviours have on the people around us. 
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I believe that my positive and motivated attitude helped enthuse others to be excited and support significant change. I had excellent support from divisional teams who were attending any procurement exercises such as scoping for new products and participated in briefings to provide feedback despite having busy work schedules. It was vitally important to remain positive despite challenges and highlighting the positives to organisational change. I recognised that If I was portrayed as unmotivated at any stage, this would lead to subordinates to be demotivated and sceptical about change.  
 Kanat- Maymon, Elimelech & Roth, (2020) conducted a study which states that congruence between supervisor’s motivation may manifest in such a way that lead their subordinates into echoing their supervisor’s motivation. Congruence may result from the flow of work motivation through leadership styles. 
Mullins (2016) also supports this view and states that if a manager is to improve the work of the organisation, attention must be given to the level of the motivation of it’s members. Mullins believes that a manager must encourage staff to focus their efforts towards achievement of goals and objectives of the organisation. 
Motivated behaviour is something I have recognised in myself through this process.  I have a strong desire to succeed and when evaluating my transformational approach to leadership, my drive to succeed will always stem from my expectation to see clear improved outcomes, which would benefit the force and me personally.  This can be referred to as the expectancy theory. According to professor Victor Vroom, the strength of motivation hinges on three factors.  These being valence, expectancy and instrumentality (Lee, 2018).  I thoroughly enjoyed having that high level of autonomy and although at times I did not have adequate resources, I was able to recruit the support of other departments when needed to help achieve my goals. Lee (2018) had a hypothesis that the motivational effect of performance management will be stronger with those who are able to produce an excelling outcome, take risks, utilise innovative behaviour and this proactive entrepreneurial behaviour must be promoted in an organisation (Wang & Cheng, 2010 cited by Lee, 2018). The police service can be viewed as a bureaucratic organisation, like many public organisations and doesn’t often get the opportunity to be innovative and creative in how we improve offender management.  The opportunity to be involved in such a significant process of change and improvement motivated me to achieve success. 
When reviewing the VISOR uplift decision, I do consider this piece of work did demonstrate my supportive leadership traits as well as a clear transformational leadership style where I have shown genuine interest in staff as individuals, considering welfare and encouraging change and supporting colleagues through change.  This helped the transition go smoothly as change can often bring a sense of uncertainty and by being supportive, transparent and using my emotional intelligence, the team felt comfortable with the transition and had trust in me.  Emotional intelligence is something I consider as a key aspect to a successful leader. 
Pallas (2016) examined the relationship between emotional intelligence, transformational leadership style and effectiveness among police supervisors. Pallas believes that leaders who identify emotions in themselves and others will be able to express these emotions and communicate effectively. 
Mullins (2016, p315) describes transformational leadership as:
A process of engendering motivation and commitment, creating a vision for transforming the performance of the organisation, and appealing to the higher ideals and values of followers.
Transformational leadership was initially developed by Burns (1978) and later refined by Bass (1985).  Bass stated that when leaders use transformational leadership behaviours this naturally increases the consciousness of followers by appealing to higher ideals and values.  Bass described that transformation leadership has four types of behaviours, namely charisma, inspirational motivation, individualised consideration and intellectual stimulation (Densten,2003).
The National Policing Improvement Agency conducted a review on what makes great police leadership in 2011 and findings suggested that overall, transformational leadership styles have a positive impact on subordinate’s job satisfaction and supportive and particularly participative styles are positively related to subordinate’s organisation commitment (Cambell & Kodz, 2011).  
Fleming (2015) interestingly conducted a study where women police leaders have associated themselves with transformational leadership styles, with an emphasis on participation, consultation, inclusion of staff in decision making processes, team orientation with staff support. These are qualities I consider I have. A separate study by Whittred’s (2008) findings concur that there is evidence of high levels of emotional intelligence amongst senior policewomen.  Fleming (2015) goes on to say that the benefits of this style have been emphasised as a contributor to the key successful long-term change in policing.  
My approach to leadership in my new role can also be reflected in the Kolb’s experiential learning theory.  According to Kolb (1984)
“ Learning is a process, in which knowledge is created through transformation of experience”
(Sharlanova,2004 p36 )
This is certainly relevant to me as when starting in this role. I have had to learn a lot of the strategic aspect of policing by seeking advice and guidance, learning by doing and being fully engaged in the process.  I also achieved learning by challenging and overcoming any barriers successfully. 
When reviewing Douglas Mcgregor’s  theory of X and Y and reflecting on my view of colleague’s support and engagement in the process.  I adopted predominantly Theory Y throughout the process. Theory Y relies on participative style of management, where managers would assume employees are self-directed and self-motivated to accomplish organisational objectives rather than be completely authoritarian in style (Management study guide, 2021).  I knew if I consulted with staff from the start, obtained their valued views and feedback and involved them in the journey of change, this would naturally motivate staff to invest their time and efforts to improve working practices and their environment to achieve organisational goals, developing a sense of team work. 
McGregor outlined that rather than commanding and controlling subordinates, managers should assist them in reaching their full potential (Kopelman & Prottas, (2013).  This was certainly how I obtained the support of my colleagues, demonstrating theory Y behaviours.  On occasions I did demonstrate traits of theory X. I had to be directive in my approach if work set was not completed in time.  For example, I had to intervene with the procurement process when there were concerns that certain deadlines were not being met for financial returns to the home office and clear direction and actions were set by me to ensure we did not lose out on the opportunity to claim for the products purchased. This followed with close supervision to check work was completed. I recognised that this was not always going to be a priority for others due to their own heavy work loads and this is where my dictatorial style did have to take precedence otherwise the deadlines would not be met and there would be significant financial and operational consequences to Dyfed-Powys Police.     
Overall, the changes that have been made since moving into the department, has improved the force’s ability to manage offenders in the community. Some positive aspects are that as part of the electronic monitoring software being purchased, I have been able to write Sexual Harm Prevention Order conditions with the electronic monitoring requirements within.  These are now being granted at court and increases our capabilities to manage offenders more intrusively with the increased compliance from the offender as non-compliance would result in a breach of a court order.  We have already seen positive arrests in force as a result of the offender monitoring equipment being installed on RSO devices and successful prosecution for offences of Indecent Images of Children.  This is something that would not have been achieved with a manual inspection of RSO devices alone.  
An investment in Offender management training has ensured that staff feel valued, they are now equipped with the correct skills to perform their role efficiently. The business case reports have seen an uplift in the VISOR unit and in divisional MOSOVO teams which not only supports staff welfare and resilience but also ensures we have adequate resources to manage risk effectively. 
The experience overall has been a positive one and I am very proud of what I have achieved since April 2020. 
Conclusion
I will reflect here on whether I would do anything differently next time. On reflection, I do think I should have had the confidence to get the senior management team at the earliest opportunity to ensure I had their commitment, awareness and recognition of support.  This was not only to manage the volume of work but also I was often making decisions which should have been made by senior officers.  I led on this project solely on my own.  It did put a lot of strain and demand on my working life and I spent many days working over my scheduled duty time to ensure the project delivery plan was progressing despite having my normal commitments as a supervisor.  To ensure efficiency, I should have asked for administrative support.  If that was not possible, I should have asked for some of my current duties to be covered by another supervisor within the unit whilst committed on the project. 
I do consider my communication skills and building of rapport really stood me in excellent stead of obtaining support from specialist teams and agencies. Multi-agency working can largely be attributed to the success of the project.  I also consider my drive and motivation to succeed was a positive factor in the successful service delivery.   
I would certainly investigate more into the legality of having certain offender management tools and commence data protection requirements at a much earlier stage as this did cause certain delays.  As I had not been through this process before, I was unaware how long data protection processes take. I spent a lot of time writing data protection documents, where there is a team within force who could assist in the creation of these. 
Action plan
This transition has equipped me with the knowledge and experience to make informed decisions in future and have the ability to devise a detailed action plan at the commencement of a project. This would be taken to senior management for approval with agreed sufficient resource in place to deliver project objectives.

In this action plan I will detail tasks and assign the correct person. I will set up action focused meetings with the relevant departments involved at the commencement of the project but ensure senior management are also present within these meetings to make strategic decisions such as extra staffing. Although I delivered inputs to divisional teams and partner agencies, I recognise I lacked confidence in presenting to large audiences.  I have spoken to my colleagues in learning and development to signpost me to a suitable presentation skills course.  This would improve my confidence in future. 
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