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[bookmark: _Toc101509556][bookmark: _Hlk100871447]Introduction

[bookmark: _Hlk100848810]Police leadership is facing major crisis in terms of its legitimacy, following high-profile cases of misconduct (Ramshaw et al., 2019).  The killing of George Floyd in June 2020, by a Minneapolis officer, spotlighted institutionalised racism and brutality, and the kidnap, rape and killing of Sarah Everard in March 2021 by a Metropolitan officer, shattered public trust and confidence, highlighting leadership failings that sparked concerns over institutionalised misogyny and sexism (IOPC, 2022).  
Policing requires a fundamental rethink of its structures and processes, for more ethical based models of leadership to be assumed, for people to ‘do the right thing, for the right reasons’ (Ciulla, 2003 cited in Northouse, 2015, pg.262).  Policing cannot continue confronting its challenges through traditional, hierarchical approaches to leadership (CSPL, 2015).    Fyfe et al. (1997) agree, policings relied heavily on command-and-control, to dictate actions and behaviour, on presumptions rank equates to good leadership.  Fleming (2015) argues, leadership is not rank specific,  DuBrin (2013) agrees, leadership is practiced by people not in positions of power, but by those on the streets communicating with communities (Walsh and Vito, 2018).
Effective leadership is a simple concept, yet it’s heavily debated and one of the ‘least understood phenomena’s on Earth’ (Burns, 1978, pg.2).  This reflective paper will explore leadership challenges I have faced, that influence how I lead today.



[bookmark: _Toc101509557]Reflections

[image: ]To lead others, one must understand themselves (Kraemer, 2011).  I pride myself on being approachable, fair and supportive.  These qualities have been verified through triangulated feedback from people I lead, peers, senior officers and external partners and are evidenced within an Emotional and Social Competency Inventory (ESCI, 2019) (Appendix A and B).  The ESCI Model assesses Emotional Intelligence (EI), according to Goleman (1996), EI is a more powerful indicator of success over intelligence and accounts for 85% of outstanding performance in top-leaders (Mullins, 2010).   Throughout, I apply Brookfield’s (1995) critical lense model, to reflect on past, current and future perspectives (Figure 1).







Nineteen-years ago I joined Dyfed-Powys Police as a constable and have encountered many leadership challenges that have tested my values and resilience.  I humbly accept, I haven’t always got it right and these omissions have empowered me to reflect, adapt and grow. Hereafter, I apply the Gibbs (1988) Model to underpin my reflections (Figure 2). 
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During my early service, supervisors identified I had leadership potential and a talent for conducting detailed investigations.   My first supervisor acted as a coach and mentor, who guided and supported me to develop.  I successfully passed the Criminal Investigation Examination and Sergeant Examinations with two-years’ service.   subsequently, I attained a detective-constable vacancy within Criminal Investigations Department (CID).  This opportunity expanded my investigative and leadership skills.   
The team of detectives individually had over eighteen-years’ service.  There was a culture, detective roles were reserved for officers with time-served and it was condemned for officers with limited service to join CID.  Thus, I was aware of the team’s animosity and perceptions of my experience.  Daily, I observed the supervisor treat me differently to my peers.   DuBrin (2013), argues some leaders use devious techniques to gain power, including divide-and-rule, in these circumstances the supervisor created an environment which encouraged hostility.  
The supervisor gave the team autonomy over decisions and entrusted them to take ownership of investigations, yet in contrast, there was tight control over my decisions.  The supervisor raised issue I was a qualified Sergeant and said my lack of service made me undeserving of being the same rank as him.  Furthermore, he said I needed to be officious before taking on a leadership position.  
[bookmark: _Hlk94277960]McGregor (1960) argues a managers attitude and assumptions will impact subordinate motivation.  The supervisor formed theory X assumptions, about my competence, which resulted in him adopting authoritarian management, micromanaging my work and controlling my decisions.  In contrast, the supervisor formed theory Y assumptions with my peers, adopting participative management, offering trust over decisions and seeking their views and ideas over activities.  
I felt inadequate, judged, isolated and demotivated and out-of-character behaviours emerged.  I dreaded coming into work and avoided picking up work, fearing I’d make a mistake and be lambasted by the supervisor.  The supervisor used indirect coercive powers to influence my behaviour;  I was anxious he would sabotage my career, citing I was incompetent in appraisals, thus I became submissive (Northouse, 2015). 
I reflected on the way I and others saw me (Appendix C) and instead of conforming to the supervisors views, I remained my true-self (Winnicott, 1965).  According to Charney (2006), authentic leaders don’t pretend to be someone else, rather they relish in development to improve themselves.  I assumed an intrapersonal-perspective of authentic-leadership, a phrase coined by Shamir and Eilam (2005), where I showed genuine leadership, formed through lived experience.  

I am intrinsically motivated through the internal desire of accomplishment and I gain energy through recognition.  Drawing on context theories, specifically Maslow’s hierarchy of needs (Mullins, 2010), the supervisor impacted my physiological needs, the unpleasant environment caused me to over-think the situation day-and-night and impacted my health.  I was unable to sleep and my appetite became suppressed.  According to Walker (2017), sleep-deprivation contributes to psychiatric conditions, including depression.  Supporting research of Buchanan and Huczynski (2017) shows, individuals with stressful jobs with little or no autonomy have 23% higher-risk, of heart-attacks (Boseley, 2012).   
My mood became affected, I was short tempered with family and friends.  I didn’t feel socially accepted; I was being excluded from team whatsapp groups, activities and decisions.  My self-esteem suffered, I felt disrespected by the supervisor and team.  Consequently, I lacked motivation to develop (Appendix D).  
Alderfer (1972) responded to Maslow’s Hierarchy of needs, by categorising needs that influence employee behaviour, namely; Existence, Relatedness, Growth.  Applying Alderfers’ theory, my existence-needs were affected,  I didn’t belong in the team, my relatedness-needs suffered, putting strain on my relationships with peers, family and friends and my growth-needs diminished as a result of feeling frustrated and undervalued.  
Herzbergs two-factor theory (Mullins, 2019), argues hygiene and motivator factors are crucial to encouraging self-actualization.  Applying the theory, owing to tense working conditions, micro-management and fractured relationships, I had job-dissatisfaction (hygiene).  
In contrast, as aforementioned, my first supervisor assumed transformational leadership (Northouse, 2013).  I had opportunities for advancement and growth, consequently I had increased morale and job-satisfaction (motivators).  Herzbergs theory is frequently debated, with arguments, some individuals are money motivated, with little interest in job-content or motivation for growth (Mullins, 2010). 
In analysis, I hold deep-rooted values based on fairness and equality,  these were shaped when I became a mum at seventeen.  I was stigmatised by stereotype to be irresponsible, incompetent, uneducated and unmotivated.  This experience became my greatest driver.    The need for achievement is my dominant motivator, I thrive when given trust and responsibility over tasks.  According to McClellands theory (Mullins, 2010), achievement-motivated people work best when they recieve autonomy and regular feedback.   Supporting research of Nohria et al. (2008), indicates I’m predominantly driven by the innate-driver of acquirement.  I seek to attain goals and develop social-status and recognition leverages my motivation. 
Blake and Mouton (1985), coined the Managerial Grid to explain two-factors that impact leadership behaviours, one has concern for production and the other concern for people.   The supervisor had adopted authority-compliance management, with high concern for achieving results and low concern for people (Northouse, 2013) (Figure 3).  
The supervisor focused heavily on giving instructions, controlling and overpowering my decisions and failed to recognise my individual needs and motivations.  On reflection, if the supervisor had invested time getting to know me,  assuming team-management, he would have been better informed to allocate tasks, matched against my skills, thus increasing productivity and job-satisfaction.
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Reflecting further on McClellands theory, the supervisor was power-motivated, he demanded power over my decisions and deemed my ambition as a threat (Mullins, 2010).  In this context DuBrin (2013), says leaders with power-motive, will attempt to alter the thinking of others, to pursue superiority over those they lead.
The theories of Maslow (Mullins, 2010) and Herzberg (Mullins, 2019), focus on relationships between internal needs and the resulting effort expended to fulfil them, in contrast Vroom’s expectancy theory separates effort, performance and reward and assumes employee performance is based on individual factors such as personality, skills and abilities.  Vroom’s model is based on Expectancy, Instrumentality and Valence (Mullins, 2010).  


[image: ]Applying Vroom’s theory, I act, when I receive feedback and without recognition as a reward, its unlikely I’ll exert high level of effort (Figure 4).  Expectancy is formed on the notion that increasing the amount of effort put into a task, will lead to increased performance (Instrumenality) and consequently, the achievement of reward (valence).







In evaluation, whilst the siutation was difficult, it was a positive learning experience, in terms of considering the effectiveness of leadership styles and the impact they have on morale and productivity. 
Lipman-Blumen (2005), coined the phrase toxic-leadership and argues, theres a psychological longing for people to be lead and some will tolerate toxic-leadership and collude in the leaders behaviour to feel socially-accepted.  This was accurate in these circumstances, as the team excused and participated in the behaviour.  



In conclusion, the supervisor exhibited bad-leader behaviours (Kellerman, 2008), he showed rigidity; an unwillingness to accept time-served was not an indicator of competence, he showed intemperance; he lacked professionalism by seeking team support, who were either unwilling or lacked confidence to intervene, moreover, he showed callousness; ignoring and discouting my wellbeing and development (Schedlitzki and Edwards, 2014).  Interestingly, Kellerman (2008) argues, bad leadership doesn’t rest soley with leaders, followers are also culpable, by condoning such behaviour without offering challenge.  
According to Owen (2021), there are moments of truth in everyones career where people shine or shrink, and in these moments, individuals discover if they have resilence to overcome adversity.  Consequently, I reflected on what I stood for and this empowered me to create an developmental action-plan, formed around SWOT analysis (Mullins, 2010).  I have maintained this plan to the present day.   This has helped me learn from setbacks, prepare for the future and look for solutions (Appendix E). 
In my role, I move between different styles of leadership dependant on the task.  Hersey and Blanchard (1974), devised situational leadership, describing leaders move between directing, coaching, supporting and delegating (Figure 5).
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As a Tactical Firearms Commander, I have responsibility of high-risk firearms operations.  I predominantly direct and tell subordinates, the tactics they are to deploy and when they are to use them (Buchanan and Huczynski, 2017).  These incidents, require me to assume a highly directive-low supportive style of leadership thats authoritative and transactional (Armstrong, 2016).  Time is critical and I rarely get an opportunity to consult others.  In support, Russell (2017) argues, transactional leadership is most effective in crisis situations.  


In contrast, as a Lead Responsible Officer (LRO), I lead a response to tackling Organised Crime Groups (OCGs), where I mainly assume a transformational style of leadership to influence and inspire people to work together and problem-solve.  I  adopt a highly directive-highly supportive style, focused on achieving goals and meeting subordinate needs. 
Specifically, I led the investigative response to an OCG that was supplying heroin across South-Wales.  I led a diverse team and co-ordinated the response.   To achieve the task, it was cruical to adopt a multi-agency problem-solving approach to disrupt and dismantle the OCG, yet it was also cruical to balance competing demands and the needs of individuals involved in the operation.  
According to Adair (2006) failure will occur, if the needs of the team, task and individuals are attended to seperately.   For, if the task is prioritised at the expense of the team and individuals who are are working hard to achieve goals, productivity can decline and teams become demotivated.  I drew on the theory of Kotter (1995), firstly I formed a guiding coalition of stakeholders with influence to achieve the overarching objective of safeguarding the public and dismantaling the OCG.  
The team consisted of personnel within my circle-of-influence, namely; Response, Neighbourhoods and CID, and external stakeholders outside my circle-of-influence, from Health, Local Authority and Education.   
Learning from aforementioned experiences, it was key to focus on getting to know the team as a collective and as individuals, to ascertain strengths, skills, experiences and areas of development and to match, activities against individual needs, based on their capabilities.  
In support, Mullins (2010) cites the significance of effective managers steering a course that matches the expectations of individuals.  Adair (1973) agrees, its crucial leaders spend time getting to know their teams on an individual basis to gain insight into peoples lives, personalities, skills, motivators and weaknesses.  I met individuals on a one-to-one basis and made a consious effort to genuinely listen and comprehend what individuals were telling me.  In support, Charney (2006), says when a leader get’s into the trenches and listens, they gleam insightful information.  This approach, helped me build trust and mutual respect.  
During team meetings and activities, I noticed an inspector was being obstructive and negative.  The Inspectors conduct, became a motivational drain on me and subordinates and morale deteriorated.  A high absence rate emerged, with people reporting stress-related sickness and activities were not being gripped by the inspector.   Applying theory of Adair (2015), the Inspector became a blocker, he was stubbornly resistent, disagreeable and raised unnecessary issues.  
I took a cynical view of the Inspectors attitude, believing he was conceited and lacked motivation, consequently, I lost patience and became aggitated.  On reflection, I formed assumptions based on McGregors (1960) theory X concept, believing the Inspector disliked work and had little ambition.  Initially, I adopted a directing, authoritarian approach, to maintain order and discipline and I placed a strong focus on task-achievement.  I held daily meetings with the team and I gave instructions over activities.  I assumed an authority-compliance management approach (Blake, and Mouton, 1985), where I adopted tight control over activities to drive momentum and achieve results (Blake and McCanse, 1991), but as an oversight, I’d discounted concern for people.  I formed little trust and confidence in the Inspector and I micro-managed his decisions and his management of subordinates.   
I adopted an exploitative autocratic style of leadership, where I retained authority, imposed decisions and failed to delegate autonomy or responsibility to others (Likert, 1961).  Drawing on theory of Hersey and Blanchard (1988), I assumed the Inspector was able, but unwilling to perform.  
I made a decision for a trading standards operation to take place, to covertly maximse intelligence opportunities.  An officer, challenged my decision, highlighting it could be detremental to the investigation.  I listened to the officers rationale and considered the situation from an alternative viewpoint.  The officer was right, i’d overlooked critical aspects.  Kraemer (2011) argues, when theres flaws in a leaders thinking, its a leadership strength to do the right thing, rather than insist on being right.  
I subsequently realised, my leadership style, was detrimental to the investigation and ineffective at improving performance.  Thus, I took a step back and questioned what style I needed to adopt to achieve objectives.  
According to Tannenbaum and schmidt, different forces emerge when an individiual is deciding on the best style to adopt (cited by Roe, 2017).  Reflecting on my forces, I have strong values based on fairness and equality (ESCI, 2019) and these helped me consider and change my leadership style to become more supportive, participative and transformational (Appendix F).  
I have undertaken an insights survey (HDS, 2019) to explore the hostile side of my personality (Hogan, 2018).  The findings indicate, there’s 90% chance of me being sceptical, I’m hypersensitive and It takes me time to trust people’s intentions.   Similarly, I’m 98% a perfectionist and have tendencies to set subordinates unrealistic goals.  

It was fundamental not to take the Inspectors behaviour personally and to keep my feelings in check.  Thus, I adopted a team-management approach (Figure 3), where I changed, to show equal regard to achieving the task and concern for people (Blake and Mouton, 1985).  I focused my efforts on educating, developing and supporting the Inspector, alongside considering the teams needs and the activities that needed to be undertaken to achieve the task.  Rather than continuing to respond to the situation in an authoritarian style (Tannenbaum and Schmidt, 1973),  I assumed a participative style (Buchanan and Huczynski, 2017).  I invited the teams ideas and I gave away control over decision-making, empowering subordinates to feel valued and to start thinking for themselves.  
I sought to understand without making judgement, the forces that impacted the Inspector and the deep-rooted reasons behind his behaviour (Appendix F).  Through a one-to-one discussion, I applied the SPIN model of Owen (2021) to give the Inspector constructive feedback.  Consequently, I established he’d found it difficult taking instructions from a female, that was higher-ranking and had less service than himself (Appendix G).  The Inspector had been unsuccessful in recent promotion processes and he felt demotivated and frustrated.  He had feelings of resentment, towards women in senior-positions, as he believed white males were being overlooked for promotion.  Additionally, he’d never worked on an OCG investigation before and he was too proud to say that he lacked experience, as he had twenty-two years service and believed he should be competent in all aspects of operational policing.
The forces of the situation had impacted the Inspector, in terms of his welfare and his performance, he was failing to coordinate team activities and this was detrimental to the teams performance and morale (Appendix F). 
To support the Inspector, I acted as a mentor offering advice and I devised a SMART (Specific, Measurable, Attainable, Realistic, Timely) action-plan.  This included the allocation of a coach to help the Inspector determine what he needed in terms of his development and I arranged training inputs to address unconcious-bias.  
Drawing on Maslows hierarchy of needs (Mullins, 2019), these activities addressed the Inspectors’ safety and social needs and his confidence and job-satisfaction increased, thus meeting his needs of esteem and self-actualisation, where he felt valued and recognised.  The Inspectors demeanour changed, he no longer felt threatened or embrarrased, he took ownership of team activities and helped me coordinate the tactical plan (Appendix H).   
[image: ]I arranged a team-building day, to come together and learn about one anothers interests, skills and experiences.  This emboldened teamwork and encouraged trust to form.  Additionally, I used this opportunity, to collectively agree strategic goals (Figure 6).   








[bookmark: _Hlk98545258]Goal-setting theory is a notion of motivation (Locke, 1968).  I deemed it necessary to agree goals, to give subordinates clarity of what needed to be achieved.  In support,  Locke and Latham (1990), argue, defined goals lead to higher levels of performance and acts as a powerful source of motivation.  To the contrary, research of Juneja (2015) argues, if subordinates lack competence to perform actions essential for achieving goals, then goal-setting will undermine performance.  Buchanan and Huczynski (2017), support this notion, arguing goal-setting interferes with innovation and learning, as subordinates become engrossed with achieving results and consequently, overlook problem-solving opportunities.  
Nonetheless, once subordinates had a clear understanding of the goals to be achieved and I understood the skills and experience of indivdiuals, I formed theory Y assumptions (McGregor, 1960).  I was satisfied all understood their roles and responsibilities and I formed trust and confidence in subordinates to have autonomy over their tasks.  My leadership style moved along the Tannenbaum and Schmidt (1973) continuum, from initially being authoritarian, to more subordinate focused, where I delegated tasks and abdicated responsilbity of decisions (Figure 7). 
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I empowered the team to make the majority of decisions, with constraints only placed around the arrest of the principle-subject, because of my moral responsibility to protect the team, public and subject from a firearms threat.  I continued to offer support and guidance, as I was cognisant of assuming Laissez-faire leadership (Roe, 2017) and I didn’t want to appear hands-off or disengaged.
Drawing on transformational leadership theory of Bass and Avolio (1990), I provoked  inspirational-motivation and the teams passion to act, by pulling on heartstrings, reinforcing the operational goals to eliminate drugs from the communities our families, children, friends and the public live.  In support, Walsh and Vito (2018) say, effective leaders create a sense of purpose that motivates subordinates to contribute.  Kraemer (2011) says, when people relate to the leader or the cause, they will follow and give full commitment.  Consequently, the initiated response resulted in, eight suspects being jailed for forty-years, for trafficking heroin worth £200k. 

During this experience, I had a number of mixed thoughts and feelings.  I was hurt, the Inspector begrudged females in positions of rank and I was saddened, he’d not asked for help and developmental support.   Research of Buchanan and Huczynski (2017), says, it was widely assumed senior-leaders were male during the 20th-century and that domination of masculinity remains entrenched today (Schedlitzki and Edwards, 2014). 
Whilst there has been progress to increase female representation across policing, the percentage of women in senior positions remains significantly low (Fleming, 2015), with 27% of women in Chief Officer positions across England and Wales, in comparison to 73% of men (Ramshaw et al, 2019).  This experience made me consider alternative viewpoints; with a national impetus being placed on increasing females in senior-ranks, its possible aspiring male officers may feel threatened during times of limited opportunity. 
On reflection, by initially adopting theory X assumptions, i’d heightened the Inspectors anxieties and made him feel unable to raise concerns and this impacted his confidence and performance.  Additionally, my style negatively impacted the team.  
Adair (1983) says, a leaders main role is to ensure subordinates achieve common goals and in this context, Blake and McCanses’ (1991), team-management approach, is the most effective leadership style, as the leader shows equal importance to people and production (Mullins, 2019).
Evaluating the positives, I felt overwhelming acheivement for the team, that the OCG had been successfully dismanteld.  Throughout the investigation, I praised and recognised the good-work of individuals and I nominated the team for an organisational award.  

Supporting research by Belbin (1993) argues, high-performing teams, ought to be represented by diverse team-role behaviours.  Applying Belbin’s model (Roe, 2017), I identified an officer was a shaper, with a can-do attitude.  I tasked the officer with responsilbity for the overall development of intelligence.  Yet, I was cognisant the officer tended to act alone and shared minimal information with others, thus it was key to give the officer responsibilities that pushed him out of his comfort zone.  In this role, he had to trust others and share intelligence, for the tactical plan to be devised (Appendix I).  
I earned respect of the Inspector and subordinates, through the effective use of referent powers (Jeanes, 2019) and charismatic leadership (Roe, 2017), by displaying humility and acknowledging i’d initially assumed the wrong leadership style.  By doing so, subordinates developed a positive connection to me and my vision and subsequently, formed a shared sense of purpose and I led by maximising use of emotional-intelligence, rather than over exerting rank or power.  
Drawing on self-concept theory  (Shamir et al., 1993),  I exerted influence to motivate subordinates, through the application of the stages that underpin charismatic leadership (Appendix J).   Consequently, subordinates became driven through praise and they were proud their actions were making a difference to protect vulnerable people.  Incidentally, Action Centered Leadership (ACL), devised by Adair (2006) proved fruitful, in terms of supporting and developing individuals, building a cohesive team and providing strategic clarity and direction to achieve the overall task (Appendix K).  In considering the appropriateness of the authoritarian style of leadership I initially assumed, whilst there are some advantages when used in certain circumstances, e.g. in firearms incidents, it was the wrong style in these circumstances.  
If  faced with a similar situation in the future, I would do things diferently.  I would not adopt this style without careful consideration.  In evaluating the negatives, this approach diminished subordinates to have personal development and hindered participation and motivation. The Inspector and subordinates became tense and resulting in low-morale, low-productivity and absenteeism.   
Drawing on expectancy theory, I formed expectations the Inspector would not perform tasks correctly (DuBrin, 2013), thus I dictated actions and micro-managed delivery.  However, through one-to-one discussions it became apparent the Inspector was motivated, he simply lacked skills to carryout the task.  It would have been more appropriate for me to ensure all team members had sufficent training before allocating tasks.  
On evaluation, there are disadvantages to charismatic leadership, as cited by Yukl (2006), subordinates develop admiration for the leader and become dependant on the leader making decisions and this stifles learning.  The Inspector became dependent on me, as he didn’t feel confident to admit his developmental areas, partly because i’d set high-performance expectations and an ambitious time-frame for delivery, which was intimidating and disconcerting to subordinates.
This experience helped me consider the impact I have on others, drawing on Betaris Box (2020), my attitude and behaviour, negatively impacted the attitude and behaviour of the Inspector and the wider team.  According to Roe (2017), a leaders conduct can have a profound and significant effect on indiviudals and its crucial leaders recognise the implications of their influence.  

The Inspector was emotional during our one-to-one, evidently, the promotion setbacks, had damaged his confidence.  Yet, promisingly so, he was motivated to achieve the SMART action-plan and seek future promotion opportunities.
On further reflection, the situation was intensified by my personality preference of ESTJ (Extraversion, Sensing, Thinking, Judgement) (Myers, 1962).  I show characteristics associated with being mainly task-orientated,  I favour motivated individuals and people who over procrastinate decisions can make me anxious.  I expect high-standards and this can result in me becoming impatient, domineering and setting unrealistic goals (MBTI, 2016).  
This experience caused me to consider Johari’s window, we all have behaviour traits that are known to ourselves and not others.  I am insecure and require regular feedback and reassurance, but to others I appear confident and self-assured.  Likewise, we all have blind-spots that are known to others and not ourselves (Mullins, 2019). 
The Inspector started to agree and accept everything I said as fact and stopped expressing alternative ideas.  Research of Walsh and Vito (2018), offers strong consensus, police leadership should be democratic, as officers want senior-leaders to seek their views and suggestions.  Yet, critics argue democratic leadership is time consuming and when life-threatening decisions need to be made, it may not be a viable option (Buchanan and Huczynski, 2017).



Applying Kelleys’ (2008) followership behaviours,  initially the Inspector was an alienated-follower, he distanced himself from subordinates and became disillusioned by the organisation.  Yet, in contrast the team were yes-people, they showed little independent thought and relied on instructions before they acted and whilst they were enthusiastic about their work, they had no gusto to use their initatives, thus they had little responsibility and started to feel devalued (Schedlitzki and Edwards, 2014).   
Heffernan (2012) argues, its not healthy for leaders to be surrounded by yes-people, to the contrary, leaders need to be surrounded by people that offer heated debate and propose differing views, as this enables greater thinking.  Marquet (2020) agrees, if a leader wants people to think for themselves, they must give intent rather than instructions.    
According to French and Raven (1959), there are five sources of power and for policing, legitimate-power is the most dominant source.  A leader of rank can issue an order and subordinates will accept it as legitimate and comply without question (Roe, 2017).  Gardner (1986) argues, followers have a choice if they are going to follow or reject a leaders command, however in a policing, there’s no right to strike  (Fleming, 2015) and when a lawful order is made, subordinates must obey, as refusual can result in criminal or disciplinary procedures (PolFed, 2019).   This culture, can hamper modern leadership, as subordinates can became hesitant to challenge leadership decisions (Uhl-Bien et al., 2014). 
On evaluation, power and rank had become a corrupting force that prevented the team feeling comfortable to raise issues with me and groupthink emerged (Fleming, 2015), with subordinates having low-tolerance for debate (Adair, 2010) and low-confidence to challenge decisions.  
[image: ]In the future, I will seek to provide early reassurance to those I lead, that whilst policing is hierarchical, rank must not act as a barrier to challenge and its okay for people to disagree without being disagreeable and still achieve the task in hand (Boysen, 2020).  This experience has taught me, if one of the ACL spheres (Adair, 1973), outweighs other areas, it can prove detrimental to achieving success.  In this instance, the power of the Inspector, negatively impacted the teams morale and consequently, productivity declined and hindered the teams ability to achieve the task (Figure 8). 










This experience taught me the significance of remaining alert, that rank can act as an invisible leadership barrier and its crucial to create an environment where people feel confident to challenge upwards.  

According to Owen (2021), successful leaders build teams, that compensate for their own weaknesses.  Yet, to achieve this, safe environments need to be created, that empower lower ranked officers, police-staff and partners to feel confident to speak openly, challenge decisions, share knowledge and make suggestions. According to Clutterbucks (1999), to create a supportive environment, it is fundamental teams have fun, as this encourages trust and helps towards the achievement of goals (Figure 9).  
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I am grateful an Officer challenged my decision regarding the trading-standards operation, as it helped me take a step-back and realise my leadership approach was having an impact on the task, individuals and the team.   By acknowledging I was wrong, it showed the team I was willing to listen and accept challenge.
King and Lawley (2016), raise a valid point, whilst transactional command-and-control, hiearchical structures are necessary in policing to deal with life-critical incidents (Russell, 2017), single-leader success can be disruptive, if assumed for all leadership challenges. 
To meet the complex challenges of the 21st-century, police leadership needs to flex within its hiearchical structure to enable a culture of growth to emerge, where leaders of all ranks and grades are able to thrive and equally express themselves (McChrystal et al., 2015). 
I have learnt the significance of considering the situation, the task and the characteristics of subordinates before deciding the leadership style I should assume.  In the future, I will apply path-goal theory (Mullins, 2019), prior to making a decision on the leadership behaviour to adopt.  The theory, sets out a process, where leaders select a specific behaviour that meets the needs of subordinates and the nature of the task, which triggers appropriate motivators to empower subordinates to achieve overarching goals.   On reflection, by initially adopting an authortarian leadership style and directive behaviours, my actions heightened the Inspectors insecurities and reduced his motivation.   
In contrast,  when I assumed supportive leadership behaviours, it helped me identify the Inspectors concerns and through supportive dialogue, I was able to offer reassurance and support. 
Consequently, I then felt comfortable, to let go and lead and this enabled the Inspector to have autonomy and trust over decisions, plus it enabled me to assume achievement-orientated behaviours, where I set out agreed goals and I showed confidence in the team to achieve them by delegating responsibilities and activities (Mullins, 2010) (Appendix L).   


In analysing the positives of delegation, it gave me extra capacity to manage the team and it enabled decisions to be made by front-line practitioners with the greatest knowledge and experience.  However, there was temptation to ask for task updates, but I made a concerted effort not too, as this would have been detrimental to building trust.  
According to DuBrin (2013), a leaders traits, behaviours and the situation will have an impact on the influence-tactics assumed by the leader and the tactics used, will have an impact on the influence-outcomes of subordinates.  For instance, the authoritarian behaviour and influence tactics I initially assumed, resulted in the Inspector becoming resistant, but once I changed to being participative, the Inspector became committed (Appendix M).
[image: ]I know how it feels when a leader is autocratic and the harm it causes to confidence, motivation and productivity.  I should have taken a step-back sooner to understand the Inspectors behaviour, before making assumptions.   Applying the OAR model (Life Leadership, 2022), I should have paused to review the situation as an observer, considering my beliefs, perceptions and emotions before I took action, as my actions temporarily hindered the achievement of results. (Figure 10).  






If a similar situation materialised again, I would approach the situation differently.  I recognise shared or distributed leadership is critical, in developing the leadership repertoire of entire teams, as it encourages the wider sharing of influence (Northouse, 2013), as in policing, a single-leader figurehead, can result in subordinates feeling intimidated and restricted in decision-making and this can result in team failure (Stewart and Manz, 1995).   
In conclusion, when feasible, I will share leadership responsibilities with others.  There will be occasions when subordinates, more junior in rank or role or external partners, are better placed to lead than me, in terms of their skills, knowledge and experience.  In support, Morgeson et al. (2010), argues leadership can be provided by anyone who meets the team’s needs, yet for shared leadership to embed, Northouse (2015) argues, organisational cultures need to be supportive.  For this to occur in 21st-century policing, mindsets need to be more radical and willing to move away from traditional militaristic leadership approaches.   
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Figure 11 – Two-Sided Model, adapted from Rogers (1947, cited by Buchanan and Huczynski, 2017)
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Figure 12 - Content Theories (Adapted from Mullins, 2019, p.273)                                                                                                                                                                                                                        34
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Figure 13 - Personal SWOT Analysis - Jolene Mann, development plan36
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Figure 14 – Tannenbaum and Schmidt’s Forces (adapted from Roe, 2017)37
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Figure 15 - SPIN Feedback Model (adapted from Owen, 2021)38
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Figure 16 - Maslow's hierarchy of needs (Adapted from Mullins, 2019, p.260
39
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Figure 17 - Belbin Team roles for OCG Investigation (adapted from Roe, 2017)
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Figure 18 - Self-Concept Process Map (adapted from Roe, 2017)
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Figure 19 - ACL Model for OCG Investigation, adapted from (TSW, 2021)42
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Figure 20 - Path-goal theory, representation adapted from Mullins (2019)43
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Figure 21 - Model of Power and Influence (adapted from DuBrin, 2013)44
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whatever she is doing

‘Occasionaly I believe that Joene s too sef-efacing which can come across as herhaving a slightlack of confidence.
“This can belnterpreted by some as maybe her having a slightack of inner sizength. oot subscribe o thi. | would
‘encourage her o eflect on her achievements, both professionall and personally, and not be concerned about how
She may come across n certain situations, s clearly here is:a demonsirable track record of success. Wit the
above 5.2 personal observation, i a minor one at that and not a consistently shown behaviou.

Jolene s continually developing as her career progresses, whist there is aways room forself evelopment/
progression have it identifed any areas that need urgent atention.
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Jolene - The individual's

self-concept

&

The way  see myself
Fair, hardworking, ambitious, supportive,
willing to learn,  caring,
compassionate, humble.

listen and

The way others see ‘Me’
Calm, respectful, works hard, Inclusive of
others, Professional, Approachable, highly.
motivated, Decisive, Determined, Supportive.

‘What I expect of myself
Remain focused, determined, energised,
kind to others, humble, ethical, fair

What others expect of Me
Expectations that | spend time, learning the
role and that | do not seek advancement or
progression for  number of years.

‘The personal self:
My perceptions, motives, feelings.
1 believe that everyone deserves to be
treated with faimess and respect, as
equals. | have strong feelings against
people  making
unconscious bias / perceptions before
they get to know someone (shaped by my
own life experiences). | have strong
beliefs that capability and competence
should not be dependent on time served,

assumptions  and

people can be extremely talented and
competent with limited service spent. |
am aware of my critics; on occasions this
can make me lack confidence. | am
motivated to achieve and be successful.
People can see ambition and talent as &
threat, remain true to oneself. Continue
to coach and mentor others.

The social self: How | appear to others
Some see my determination, ambition and
resilience as a threat. With some believing that
1am too ‘big for my own boots’, that | need to
‘learn to walk, before | run’

Helpful and supportive to others — but there is
3 feeling, that due to my short level of service,
| need to slow down and that | will gain
credibility through time served

Self-effacing which can come across as having
3 slight lack of confidence.
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MeClelland's Achievement Motivation Theory.
Achievement Motive  Seek personal responsibility, feedback, drive to excel and succeed.

[
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Alderfer's Theory.

Existence + Beingsecure
+ Addingvalue
Relatedness « Belonging

&

* Recognition
Social relationships

Motivation & Work

Jolene Mann

Feeling equal

Growth Development of potential

L
e =

resonate with me: o Achievement
o Recognition of
o The level and good work.
quality of |+ Theworkitself
supervision o Levelsof
o Salaryand status responsibilty
o interpersonal o Career
relations — advancement and
Healthy working improvements in
relationships job opportunities
 Working
conditions

Career advancement
Development
opportunities

1

My motivational needs
Surival/Physiological i, rendly warking eniranment

Satety —Job security and Jobsatisacton. Fair, consiructive
fesdoack

Love — Fair and friendly supervision, 2 sense of belonging
Sense of connection with the team.

Esteem ~ Recogrition and reward, respect

Selfactualisation ~  challenging on,  schisvement,
progresson, rowth, freedom to b innovatie and crestive,
dvancament. Development opportunites.

e
e
A==
A

Maslow’s Hierarchy of need

Negative impact on me:

£ Suvival/Physiclogical—Overthinking,impacton

heslh, unable to slsep, Iack of sppetite, mood
lowsrad, short tempere, sogped socalsing and
2 motivationfor hobies

Safety - Worred sbout the future, feared
unfounded performanc plans, impact o future
progression

Love — N soially acceprad. Mot part of the
team. Excudadfrom actes.

Esteem - De-alued, Iacked confidence, became.
introvertsd

Self-sctuaistion - gave up oncarser sspiratons
", 2 secing deveiopment opporuniis.
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Personal SWOT Analysis — Jolene Mann (Short term plan — progression to Supt)

Strengths.

Currently asenior leader withinthe Force, understand the culture, demands and
responsibilties.

Strong belief in delivering fist clas pubic service and high standards o professionalim.
Strong work ethic (notself-diagnosed, also described by my peers)

Empower & motivate people. Respected by my peers.  High level of emotional nteligence.
Innovative and forward thinking

19 years exemplary service and highvlevel attendance.

Siver and Tactcal Firearms Commander (spontaneous and planned|

CBRN Bronze Commander

Accredited Post ncident Manager (PIM) (Coroner Inuest: Beynon)

Experience in working n various roles - CID, Response, NPT, PSD, FCC (FIM)

Chairing high rsk operational and strategic meetings (MAPPA, SOC, CSP)

Experienced at working with Partners t Strategic Level (Carmarthenshire Partnership CI)
Skiled in coaching and mentoring others.

Self-seek development opportunities continuously)

LM Level S Higher Apprenticeship in Leadership and Management

Completing MSc Master's Degree in Policing (Operational and Strategic Leadership), modules
Include: Polcing and Poltcs, Corporate Governance, Corporate Strategy, Leadership
Confident public spesker — presentation skills course and sought experience.

Experience of working in complex and challenging environments — trong level of resiience
Member of the Force Professional Reference Group / COE Committee Delivery Lead

| operate with politcal sstuteness and understand how to most effectvely challenge the.
status quo.

1 am well respected by oficers and staf - people want to deliver for me.

A cohort member of the College of Policng ‘Aspire Leadership’ Programme.

Chief Inspector Operationsl Carmarthenshire. Started October 2019 - 2021, Manage /lead
large teams of inspectors, sergeants, constables and saff. Lead / Manage the allocation of
resources to meet demand and maximis fficiency (Performance Management).

E5C1 360-degree feedback (2019) - have a high level of emotional ntelligence. | have 3 high
level of self-actualisation and a strong abilty to remain optimistic.

NEO PR Personality assessment and the Isight Hogan Development Survey (HDS) — Further
evidence that | am stron, resilient, adaptable and that | have strong leadership skills.

FMS 2021 Author

Demand and Performance Chief Inspector (Corporate Services)

Weaknesses

Displaying Confdence (1 do notlack confidence in my abilty to do the ob o to esd others); |
simply need to speak up'. “Hold the pen’ / “Ifyou are thinking it,say t". My natural stle s to
remain quietly confident.

Perfectionist - Sometimes Good s ‘Good enough’ > Limit the detai operating as a TFC and
FIM has assisted me in streamiining).

Seek experience of business planning and / or programme / project planning / leading and
delivering change.
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Personal SWOT Analysis — Jolene Mann (Short term plan — progression to Supt)

Opportunities

Seek opportunities for exposure and development. Offer o assist with additionsl strategic
work streams.

- Learning the Lessons Forum

- Performance Management Framework (PMF)

Develop speedtreading / interpretation of data  ths il sssist me with any future
promotion processes

Continue with executive coaching sessions / attendance at College of Policing development
events L. Aspie Leadership Development programme]

To develop further as an Operationl commander, seek an apportunity to become a PSU
Bronze Commander. (Public safety / public order)

Budget management (seek opportunitis for development / training)

= GOLD Operational responsi

The role of Superintendent

E

= The real conduit between front ine (from PC — Chief Inspector) and Chief Offcers.
= Setting stratesy and understand both divisional and force wide demands and emerging threats
= Leading, managing and coordinating the allocation of esources inline with force priortes to

meet demand and maximise effciency.

= Assisting Chief Offcers in understanding priorities and contro stateges.
= Understanding local, regional and national poliical; andscape and barrers
= Working with Partners a strategic and operationa levels ~public and private ~ Collaboration /

Strategic allances / Performance / Demand / Innovation / Leadership to ive resource.
effciencies and consistency of service delvery

= Faciltating strategic assessments and Force Management Statements
= Leading and developing cultures of eadership, wellbeing and integriy. Lead, motivate, engage,

manage and develop a team of policing professionals and provide leadership to a significant
area of command. Protecting and promoting workforce wellbeing and professional standards to
enable a high performing team.

lites — response to high-risk citcal incidents (including Strategic
Firearms Command). Play a citcal role in operational policng for major o crtcal events or
incdents.

= Lead and manage performance — to meet appropriste standards and address areas of

organisationl underperformance to achieve force prioriies and objectves.

= Media and comms ~ both incidents and nitiatves (Good news and Bad news)
= Connecting with Communites — Local Councillors, AM, MP to improve pubiic safety and buid

trust and confidence i policing

= Setting the standard and being a role model. Contribute to the development of culture and

working processes to ensure adherence to standards and the promation of accountabilty and
continuous improvement.

= Manage budgets, monitor and review expenditure to ensure best use of available resources and

value for money.
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/" Forces in subordinates

Example: Inspector

Suffering resentment, frustration and
disappointment from failing Chief
Inspector promotion process

Deeply proud of serving 22 years and

Ay felt to embarrased to admit tht he
was lacking experience when dealing
Personal values - Fairess and Equality with Organised Crime Groups.
Sceptical - takes time to build trust y §
an take criticism and resentment ( N
sersonally Forces in the situation

Can do attitude and expect high standards -~ The Inspector was supervising a multi-
of self and others - extremely motivated skilled and experienced team and he
and driven | ¢ felt too embrassased to seek their
e/ leadership advice and admit that he didnt know.

Style how to handle the situation.

The Inspector feared that by admitting
he had development issues, it would
hinder his development to seek the next
promotion board opportunity.

.

Autocratic?

Followership?
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The SPIN Feedback Model

“Feedback given to the Inspector on a one-to-one basis

~Explained that i was concerned about his attitude and conduct - appeared negative, dismissive, de-motivated, lacking commitment and
obstructive. Outlined the negative impact it was having on the teams morale and productivity

I expressed concern regading the Inspectors failure to co-ordinate activities and s such, it was impacting on the team acheiving
Investigative objectives - we collectively were failing to safeguard the public from harm.

~Explained to the Inspector how his attitude was making me feel - in terms of me feeling frustrated and that it was causing me to

become aggitated and short tempered. It made me feel over paranoid, that he was doing things behind my back to undermine me,
thus making me lack trust and confidence.

«Explained that he was faling to make decisions and that he was constantly looking to me for decisions and solutions and this caused
me concerns regarding his abilit to do the job. This was also behaviour being repeated in the team.

“Explained that it upset me to see the team looking flat and de-motivated. Increased absenteeism across the team and that i am
worried for the welfare and wellbeing of others.

«Explained that i was also worried about him and that i wanted to be there to support him. 1 outlined that i would not judge or hold
any grudges against him, that i just wanted to get to the bottom of things, in order for us to all move forward. :
‘asked the Inspector open questions to establish if he could see the situation from my perspective and to see if he understood why i

was feeling this way.
I then asked open questions to help the Inspector explore the underlying reasons to this behaviour and i provided further reassurance,
that al said would be treated in confidence and without judgement.
«This helped the Inspector dentify the root causes (resentment towards females and officers with protected characteristcs, because

he'd been unsuccessfulin promation processes and he saw that the drive to increase under-represented groups in higher ranks was
preventing him from being promoted). The Inspector acknowledged that he needed to develop and learn from this experience.
«The Inspector then discovered his own way forward, identifying.

“Mutually agreed the next steps and a developmental plan was devised and agreed.
Agreement also made that i would adopt a different style of leadership, to encourage the Inspector and the team to make deci
having more autonomy

1 adopted a mentoring style - to get the Inspector to generate his own options to improve for the future
«l encouraged the Inspector to summarise the next steps for the future, this helped him buy into the next steps and take ownership.
«Entry made in the Inspectors staff apraisal and a 3 month plan was agreed, with monthly review meetings schedluled.
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General rewards ) Organisational Factors

Growth Crestivy, ncusion and Advancement —
Empowered & Truste. Developing ful
potential Ganing results

« Opportuniie forcrestivy and nnovation
o Achievement of task (resuts] to safeguard the
ulnerable and dismantle the 0CG,

Seltespect sel-awareness andjob
saisfacion, ncressed confdence.
Achievingresuts. Independence, respect
for self and others

Sense of belonging and +Supportive line management
acceptance, Effective, +Connected team with fairopportunites
inclusivetesmork. Al + Matching sl t asks and acthitie (Growth

Cultue]
supporting each other
prorting lovoled team discussions and decisions

 Two-flow feedback with line manager and ndivicual
+ praise and recogntion

+ Seeking deas from the team - need for curosty and
leaming

“Risk assessments to protect workforce

Iobsecurty. Freedom ncluding fearms assessment /sty safe

from fear and threst from priniles
the environment and «Clear timeframes for delivery
uncertainty over the task «Clear terms of rference.

+Mentor to support Sergeant (st
Camyingout time working on an OCG
thetask Investgation)

successtully « Eauipment,  Resources  and
with support ‘Traiing. . Developmental.plan.
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Team Role Summary Descrip

Plant Local Authority Staff member Preoccupied and busy. Works outside cicle of influence / competing Development of 4 Problem salving plan,
Creative and innovative. Thinking outside the box Problem | demands and priorities innovative tactical options.

Solver
Resource Neighbourhood Policing Sergeant Can lose interest uickly. Spends a lot of time networking and then lacks | Set up Partnership SOC Board.

Investigator Effective networker with extensive partnership contacts. | momentum to complete tasks. Forgets to follow up on tasks Determine what resources, capabilities and
Enthusiastic and keen. Experienced problem-solver ‘equipment Partners have available to dismantle

oce.

Coordinator e (C/Inspector] Overbearing. Impatient. Expects high standards. Be mindful not to Devise tactical plan — set outactions and ensure
Experienced LRO for 0CGs. Confident, clarifies goals. Promotes | appear laissez-faire and too hands off robust governance to monitor activities and
decision making. Delegated decision making but oversees ensure delivery.
activties. Identifes talent and learning opportunities

Shaper Drugs Officer Can appear to know it a, very self-confident. Often acts lone, ‘Gathering intelligence and obtaining drug

Driven and motivated. Can do attitude. Experience in complex
drug and OCG investigations. _Extensive local knowledge of
subjects and the area. Able to overcome challenges and
obstacles.

introverted. Protective and shares very tle in terms of intelligence and
information with others.

warrants. Overallresponsibility of compling
inteligence and updating briefing system for
wider officer awareness.

Monitor Evaluator

Inspector
Responsible for devising the tactical plan yet remaining
cognisant of the strategic plan. Analyticalinterpretation of data

Perfectionist can be impatient waiting and relying on others to deliver.
results. Overly critical. Can get lost in the detail and fail to meet.
deadiines.

Monitor progress and ensure accountabilty
over objectives and goals

Teamworker  Police Officer Can shy away from confiit. Indecisive, expects others to make decisions. | Resource management and welfare support.
Peace maker, Diplomatic, calm. Listens and attempts to avert | Hesitant to make cificult decisions
confiict

Implementer | The Inspector Can appear slow to respond. Appears de-motivated Lack'sself-confidence. | Coordinate _activities and make tactical

Experienced and reliable. Proud and efficient. Action focused | Seeking promtion, so can become promtion driven for evidence, rather | decisions. Develop tactical plan in line with
and disciplined. Chairperson and tactical decision-maker than seeking to do the right thing C/inspector tactical parameters

Complete Intelligence Analyst ‘Anxious deposition. Worries about isk. Strugeles to delegate and make | Develop  workstream tracker,  develop
Thorough and conscientious. A worrier and very risk adverse. | decisions intelligence and subject profles.  Monitor

Finds obstacles and challenges. Organised at tracking
workstreams

timeliness of progress against set goals and
objectives

Drugs and Alcohol support worker
Provides local knowledge on the subject and their associates.
Extensive experience in working with OCG members. Subject
profile knowledge (in-depth insight)

Provides festyle information and intelligence but worries needlessly about
breaching confidentiality and data protection agreements

Development of intelligence. Coordination of
inteligence from partners to enrich the tactical
plan.
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The Self-Concept Process map

stage1 Stage2 Stages staged
Change follower's task Offervision for the. Follower develops. Increase n self and
perception future collective identity collective worth

Hold one-to-one.development Use strong, emotive language
discussions with the Inspector | to create a shared vision and
and team to change how the | agree mutual goals.
work s seen, emphasising. the
unigue  and privileged
opporturity the team have to
make our communities safer.

Create a group identity and an
environment for the team to
grow and flourish, where all
feel valued, supported and
equal.

Generate higher levels o self-
estem and  self-worth
(Maslow's hierarchy of needs)

Reinforce the fact that the
team have a real opportunity
to make a dfference and
protect the  communities
Encoursge the Inspector and | where their children, families,
wider team that this opporturity | friends, colleagues and  the
would provide them with | wider pubic ve.

additional exposure and lateral
development that could help
them seek future promotion or
lateral job opportunities.

Give praise, recognition and
reward goodwork.
Create an environment of
healthy debate and challenge,
where all are comfortable to
express their views and ideas.

Identify training opportunites.
to maxinise potential.

Put individuals and the team

Create social capita, where forwardfors force award.

the team become a family and
they al understand their roles
and responsiilties and offer
support to one another.

Empower the team to work
together to create long
lasting, sustainable,
collaborative relationships.

Celebrate  success  and
highiight good work through
force briefing forums.
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Weekly team meeting (al attendees) held every
Monday at 9:30 - 10:30, to check on welfare and
wellbeing. (Supportive)

Team only (no Chief Inspectorattendance),
meeting daly at 09:30 ~ 10:30 to catch up on
investigation developments and to monitor
progress of actvites and sctions. (Tactical)

Chief Inspector ~ catch up with Supervisors to
provide operational overview briefing (weekly,
Tuesday 11:00 ~ 12:00), however exceptional
reporting of dynamic changes to circumstances of
investigation are fuid.

+ SETTING OBJECTIVES
+ PLANNING TASKS

- ALLOCATING OF RESPONSIBILITIES

+ SETTING PERFORMANCE STANDARDS

- COMMUNICATION
- TEAM BUILDING

- MOTIVATION

- DISCIPLINE

Create established standards for the teams’
performance and behaviour

Stay true to word  reframe from working long
hours, overtime and taking calls/ sending emails
outside of working hours

Develop a growth culture, encours
debate and confict

heaithy.

Motivate team through praise, recognition and

agreed task-driven leadership.

Enable the two-way flow of feedback

GROUP "

INDIVIDUA

NEEDS NEEDS

- COACHING
- COUNSELLING
- DEVELOPING
- MOTIVATING

.

Determine the tean's vision, aims, purpose and provide clear
direction to achieve organisational Goals and Objectives

Determine key stakeholders, resources, tools, processes and
tactics required to achieve the task.

Implement a plan to achieve the task with clear and
measurable deliverables, timescales, tactics and strategies.
Implement a work-steam tracker and 4P Plan to monitor
activties and actions for delivery.

Define clear roles and responsibities matched on skils,
experience and development desires and define reporting
methods by delegating roles

Set high standards, with clear deadiines for delivery and
accountabilty for actions monitored through  clear
governance.

Delegate and provide autonomy — however, define tactical
parameters re: Arrest plan for main subject (firearms threat)

Review,re-evaluate, modify plans to meet operational needs.

One to one development meetings:
- Chief Inspector > Inspector (weekly meetings) and senior
partners (fortightly)
- Inspector > Sergeants (weekly)
- Sergeants > Offcers / Staff (weekiy)

Support individual professional development, through. coaching,
menioring, shadwing academic accrcitation and development

opportun

Recognise individual srengths, personalites, needs, aspirations and

SMART action plans to support development and address
performance

Provide opporturities for advancement and additional
responsibilties
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I

Experienced personnel, that have the skills
experience, resources and equipment to
meet the objectives of the task.

Leadership
behaviour

Directive
Supportive

Participative

Achievement-

orientated

Personal

Characteristics
of

subordinates.

Nature of the
task

Disrupt & dismantle the onward
supply of drugs into Lanelli and to

safeguard our communities and the
vulnerable.

ing offenders to justice and secure
successful drug trafficking prosecutions for
those that cause our communities the
greatest harm

safeguard vulnerable persons
and signpost vulnerable drug
users to support services for
early intervention  and
rehabilitation.
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LEADER TRAITS
o Energeticandkeen
o Self-confident ©
o Assertiveness =P °
o Enthusiasm, optimism and ©
warmth °
o Humility
LEADER BEHAVOURS o
(Participative Leadership)
o Expressappreciationandpraise | | ©
o Sharedinfluenceandjoint ~ SEBF o
decision-making °
o Offering autonomy
Consults with subordinates
Seeks ideas and suggestions o
SITUATION ®
Multi-partnership - Organised
Crime Group drug operation.  smb
°
Problem solving operation

INFLUENCE TACTICS

Made a personal appeal
Formed coalitions

Lead by example (role model)
Using emotional persuasion —
dismantle and stop the supply of
drugs in the communities our
families and loved ones reside
Held One-to-One subordinate
meetings to offer support,
guidance and advice.

Consulted with the team
Practiced hands-on leadership
Stayed true to promises —
minimal overtime and disruption
to subordinates private lives
Exchange tactic —Inspector,
offering reward of opportunity
for promotion.

Legitimate power — lawful order
to comply with tactics /
instructions

Referent Power—respected by
peers and subordinates to deliver

INFLUENCE OUTCOMES

Commitment

Successful influence  attempt.
Subordinates are  enthusiastic
about carrying out the activities
and make a full effort.

Key for complex tasks, because
Investigation  required  full
concentrationand effort.
Compliance

Partially  successful influence
attempt. Subordinate is apathetic,
not overjoyed about carrying out
activities. They make a modest
effort.

Resistance

Unsuccessful influence attempt,
the subordinate is opposed to
carrying out requests and finds a
wayto either not comply or will do
apoorjob.

END RESULT

Happy, motivated,
cohesive team.

Achieved goals, subjects
arrested and  received
custodial  sentences.
Protected communities
and safeguarded the
vulnerable.
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From the
perspective of
followers

From the
perspective of

colleagues/peers
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From your
perspective

Figure 1 - Critical lenses of reflection (Brookfield, 1995)




