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[bookmark: _GoBack]2. Abstract
This report will explore and identify both current and future strategic challenges that leaders face in 21st Century Policing. It will reflect on key leadership theories and traits, including personal perspective experiences within my roles both present and past as a leader and a follower.
 I will examine and demonstrate leadership qualities, styles, and the importance of its influences on self and others. The report contains personal leadership scenarios which I will utilise the Gibbs Reflective Cycle model (Gibbs,2014)  in order to explore the circumstances in both positive and negative analysis in a systemic manner.
Finally, I will evaluate the impact of the organisations culture and values on leadership. I will aim to explain the challenges and developments while assessing the impact leadership principles bring to the organisation.

3. Introduction 
In my opinion, a good leader is crucial in building a successful team. A leader will possess personal skills including self-awareness, to be able to understand their team capabilities of strengths and weaknesses. A leader is required to engage with their team in a manner to promote positivity, good morale and well-being in order to achieve goals and objectives set by the organisation. Using various principles, methods and resources a leader will be able to set direction to achieve current and future performances both individually and for their team, including Colenso’s (1997) principles of openness, communication and resources.  Maslow’s Hierarchy of Needs (Maslow, 1950) aims to promote engagement and Betari’s Box (Mulder, P) which focuses on your attitudes and behaviours on self and others as relationship leadership leads to improved performance. 
During the Leadership Review (College of Policing, 2015) agreement was given, that those working in Policing would be better equipped with leadership knowledge and skills, in order to combat increasing advances in crime in technology, such as cyber and internet, with rising expectations from the public and a shift in demographics.
The Guiding Principle Structure for organisational leadership was written to enable a clearer understanding and expectations of the role of a leader. As there is no single style of leadership, either individual or organisational, this set the direction for expectations of actions, behaviours and values at all ranks and grades, including links between development opportunities and future workforce capabilities within Policing.
4. Developing Leadership
Many people and theorists have asked the question is there a direct link between management and leadership roles.  In my experience and current role, I cannot manage without providing leadership and leadership requires management efficiencies for the team to function properly.
Many researchers usually define leadership according to their own personal interests, Stogdill (1974, p259) argued, “There are almost as many definitions of leadership as there are people who have attempted to define the concept”.
The Great Man Theory (Carlyle, 1941) explores the possibility that people either are born or are made with certain personality qualities that will make them excel in leadership roles. Certain qualities such as intelligence, sense of responsibility, creativity, communication and socials skills amongst other values defines a person as a good leader with the right traits and abilities to lead. The term “Great Man” was introduced, as leadership was predominantly male in earlier years especially within the military. 
Leadership has always been an interest to people, wondering why certain people excel in roles, whether down to personality, characteristics or the situation make it more likely that certain people will take charge over others. However only relatively recently in the twentieth century, has formal leadership emerged to provide guidance and knowledge through self-awareness, training and developing opportunities for organisations to learn about their leaders both current and future.
It is essential to understand that leadership is an essential part of effective management. As a crucial component of management, effective leadership behaviours stress upon building a working environment in which each employee develops and excels individually and as a team in order to achieve collectively. 
As stated by Brache (1983), organisations require effective leadership and management to create and achieve organisational efficiency, to resolve the situation and achieve the goals. 
I am aware that leadership is inspiring, influencing & directing of people.  I believe good leadership will delegate and empower people to want to work with them and for them, of which I have experienced in various tasks undertaken throughout my Police Staff roles and which I aspire to.
Hersey & Blanchard’s (1969, 1973) favoured the Contingency or Situational approach. They acknowledged that various styles do exist in leadership, but argued that the complexity of change through situations, leaders may not be able to manage the constant change of styles. They suggested that leaders should concentrate on the relationship between leader and their followers, because if a good relationship does not exist or breaks down it will be to the detriment of the task. This suggests that the leader’s behaviour is required to be adapted to the maturity and competence level of the followers. Depending on time and situation, the leader being able to change their approach from low support, low direction to high support & high direction, for them to remain fluid as the situation changes to be able to flow through each supportive and directive behaviour. I have experienced this form of leadership from a previous line manager, who disregarded the staff undertaking the task, who were not qualified or competent in order for the task to be completed effectively, resulting in a new team having to be recruited by myself in order to finalise the work. On self-reflection, I am aware that due to my hard working ethics and management relationship with staff, the new team were prepared to work with and for me knowing that I would not ask them to carry out a task that I was not prepared to complete myself.  I commonly use this approach when tasking my staff. Staff members experience within the role, maturity of the team, deadline pressures and priority of other tasks determine this theory. I continually review the situation to determine the best approach with team members. I believe a particular leadership style would not be flexible enough to be effective to manage constant change and risk requirements within my business environments, hence my ability to adapt and change where necessary.
Blake and Mouton (1964) produced a graphic portrayal of leadership styles through a Managerial Grid Model. The grid shows two types of leader behaviour, concern for staff, ensuring the needs for the individual staff members for resources, tools required to carry out their role and concern for the task, ensuring deadlines are met, schedules adhered to. Each dimension ranges from low to high creating different aspects for which the leader’s style may follow, looking at the effectiveness on leadership based on these factors.
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*Blake & Mouton (1964) Managerial Grid Model
As an advantage, the grid can be utilised to help managers understand their own leadership styles. Having completed the grid against the different factors to each situation, I was able to reflect on my leadership style using various scenarios, which was interesting concerning when pressure was being applied from higher in the organisation to achieve rather than the circumstances when I was independently leading a team. As a disadvantage, the model ignores the importance of these internal and external pressures, differing scenarios and risk involved per task. 
From my own self-awareness, I understand that leadership styles need to be adapted in different situations. Fred Fiedler (2013) acknowledged, “The quality of leadership, more than any other single factor, determines the success or failure of an organisation.” His approach assumed that leaders considered either relationship or task factors, which could not change or merge. However, the effectiveness  explored depended upon the type of situation; this in turn can be defined by the leader’s position of power, rank, structure of the teams, task and the effectiveness of the leader’s relationship with the team, superiors or stakeholders. As a leader, I believe you should keep an open perspective on your team members, being aware of their different needs and requirements to ensure the correct decisions are made. I am aware that an effective leader must have a thorough knowledge of motivational factors for others as described by Hertzberg’s (1959) two-factor theory of understanding the needs of their employees, superiors and stakeholders that truly motivate people to develop performance. In my experience, I have found that not all leaders possess the same perspectives or attitudes, they do not get things done in the same way, and their style varies with the different people they interact and deal with. I believe a transformational leadership style, which assists a leader in getting the best out of the people who follow them in order to achieve the goals and objectives set is rewarding to both staff and leader.
A good leader should already understand their impact on others and know their own approach to leadership. The challenge is to be able to inspire teams to be high performing in the modern day. When I first had promotion to lead a new team I had to quickly develop mutual respect and trust, enabling them to perform to challenging targets. Having previously studied Adair’s (1974) Action Centred Leadership, I used his simple model of complete the task, of taking on the new challenges of new team members and processes, build and maintain their knowledge and skills within the team and develop the staff members as my focus. “If you trust someone, you believe that they are honest and sincere and will not deliberately do anything to harm you”. (Klenke, 1996)
I also found by developing a healthy work environment the level of respect and the kind of support given by the staff members to each other is increased which is crucial in a team environment.  This was as simple as ensuring each staff member took a meal break, or had time during the week for a wellbeing hour and protected learning time to aid their development.
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*Trust Diagram retrieved from Mind Tools

From a personal experience, Bass (1985) theory of ‘transformational leadership’ and how people’s acts and interactions, affect other members of a group, interests me.  Due to long-term sickness and agreed annual leave, my Coroner Officer team ended up short staffed. The officers are highly skilled and knowledgeable, who deal with the emotions and grief of bereaved families whilst retrieving information of the deceased from various sources in order for HM Coroner to make informed decisions. Their role is of importance due to the sensitivity of the tasks they have to carry out which is not without its risks. With the added impact of increased reporting of deaths in the winter months, the staff were required to carry out more than just their own tasks.  I found that because I had been careful to develop trust and respect as discussed above, the team were motivated to take on more tasks to achieve the targets within the timescales for the benefit of the team as a whole. Resulting in all deaths reported being actioned, in a timely manner to ensure bereaved families were not disadvantaged, whilst providing a professional service.
Lewin and associates (1939) examined a variety of leadership skills including where the leader trusts the team to perform the tasks themselves, team members are able to share their views and opinions however I feel this would only work for a skilled, experienced team, known as the Laissez Faire Leadership Style, (Lewin et al, 1939). This style of leadership I encourage to a point within my Coroner Team managers for the day to day running of the team tasks, whereby they are highly skilled with the knowledge and commitment required.
In Democratic /Participative leadership style, the leader encourages staff to play an important role in decisions, although the leader who then guides the staff members to perform the tasks makes the final decision required. This type of leadership can lead to more skilled staff members in the workplace and encourages participation by the team. This style suits my team environment within the Interview Transcription Unit, whereby during the Covid pandemic decisions regarding rota management of the tasks of the team were required to enable a fully functioning department with both home and office working practices, to continue to support front line officers. I met with the team virtually to discuss the situation, the issues caused of the pandemic including social distancing to discuss options and ask for their opinions, of which I valued, in participation of a solution. I believe staff feel valued when this approach is adopted by taking input from others into account, group members feel more relevant, listened to and committed to the solutions agreed.
The Bureaucratic leadership style, which promotes the leaders to follow strict rules & procedures for leading and does not promote staff participation, this is my least liked and used style due to its barriers to staff participation however I acknowledge this would be utilised in certain circumstances  of Operational Policing.
Goleman’s, (1995) model of Emotional Intelligence identifies areas of your self-awareness, self-management, social awareness and relationship management in order to help you recognise and control your own emotions and behaviours as well as those of others enabling you to build a better positive working relationship. This concept I found very interesting when reflecting on certain scenarios in the workplace, it has reiterated to me how I influence others and the impact of how I react and lead the team impacts on them too, as well as their impact on myself and the task in hand.
5. Reflection Scenario
This reflection section will follow the Gibbs Reflective Cycle (Gibbs, 2014)
[image: ]
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5.1 Description:
An agreement had been reached with South Wales Police and HM Coroner for the amalgamation of my three Coroner Officer teams to a central office in Pontypridd, in order to provide greater resilience, better working environment and a more professional Coroner Court facility for HM Coroner. This involved the movement of 20 competent and skilled staff members from premises and teams they had worked within for many years. We considered many options of premises in different locations whilst ensuring there was good travel arrangements in place for bus & train services in order for bereaved families to attend the court for inquests.
5.2 Feelings:
 I, in consultation with the necessary stakeholders & partners, set up communication meetings in order to inform the staff of the decision made and the process of the project plan including timescales and other relevant information. I felt positive about the move and I believed the staff would also when communicated to, being of benefit of staff resilience and of the whole team being in one place.
5.3 Evaluation:
I immediately encountered challenges from some of the staff concerned regarding travel distances, location of the new office and how they felt undervalued as this information, they felt had been kept from them until the final decision had been made,  without their approval, knowledge or viewpoints considered. Although other staff members saw the positives of the move, the disgruntled minority of staff started to make an impact on my and others positivity and reasons regarding the move in a negative manner. 
5.4 Analysis:
I was shocked and dismayed regarding the reaction to the project move from certain staff members and started to reflect on their actions as well as my delivery of the plan. I discussed in a 1-1 basis with each staff member the reasons for their negativity and started to break down the barriers with the positives the move will bring in simple terms whilst listening and gaining understanding of their concerns. I held small meetings, included staff members from the different offices, updating them of the project on a regular basis. I tasked a group of the senior staff members to plan and prioritise the process of amalgamating the work processes, using this as an opportunity for them to update and share best practice ideas in order for the new workflows to be adapted from each office practice. I wanted them to feel valued, as I do value their opinions and gave them the opportunity to provide their input into the project move.
5.5 Conclusion: 
I believe the fact that a decision had already been made, even though it was for the good of the team, was the main issue.  In hindsight, I would rather have discussed the upcoming possible project, with the team being able to provide options and viewpoints to be considered on their behalf prior to the final decision being made. I believe the staff would have felt valued, part of the project move, and would have been more receptive in the initial stages than what some were. In retrospect, I should have challenged the pressure I felt from peers and stakeholders regarding the move and involved my team managers in initial conversations.
5.6 Action Plan
The project was completed on time and all staff members are happy in their new working environment. I have learnt from this experience that even whilst pressure is being applied to me from superiors above to ‘get the job done’ I must not forget about the actual workers carrying out the job. I have since learnt to challenge upwards as well as to stakeholders. Being able to question options and not being afraid to challenge decisions made for my team instead of with my team.  I appreciate and value ideas provided from my team managers in order that I can make an informed final decision on all considerations rather than just one sided.
6 Evaluate the impact of the organisations culture and values on leadership

Schein (2010) concluded that Culture and Leadership are ‘fundamentally entwined’. Values and Culture in an organisation determines its personality, character, values and beliefs.  Including areas of how the organisation and its employees should interact and behave with each other, colleagues, superiors, and stakeholders, it determines how work activities, processes should be carried out, as per any regulations such as Health & Safety guidelines and how decisions should be achieved and agreed. A correct balance could ensure a successful organisation, creating motivated staff and teams, an organisation that people are proud to work for and be associated with.  The outcome ensures a more productive and profitable business with a good image outwardly displayed to competitors and stakeholders.
It is important for leaders within an organisation to assess and address the needs of the business by understanding outside factors that will have impact upon them.
Schein (1986) argued that culture within organisations is a response to both external and internal conditions, which supports the argument of the continuous changes within Policing in this modern day.
Peel (1829) argued that ‘The police are the public and the public are the police’. Peel’s principles focused on the importance of public support and emphasised the need for the police to ‘secure and maintain public respect’ by means of a code of ethics and values. They highlight the responsibility of those employed and are leaders within policing, to act and behave in a manner showing professionalism in order to gain the trust and support of fellow colleagues and members of the public. 
The Hawthorne studies carried out in the 1930’s at the Western Electric Company marked the first systematic attempt to use a concept of culture in order to understand the work environment and organisational behaviours related to management and discipline, as concluded by Baker (1980). 
The values, beliefs, attitudes and knowledge of a person makes up their ethical behaviours. Researchers have regularly condemned police cultures for being defined by discrimination, prejudice and exclusion (Balch 1972). Some argue leadership styles such as transformational leadership may influence the attitudes and behaviours of Police Officers (Deluga and Souza, 1991). The complex and difficult decisions employees in policing have to make on a daily basis whether operational or non-operational the correct ethical behaviours and the importance of remaining professional at all times are paramount. South Wales Police make clear the ethical principles that they expect to guide decisions, whatever the context, and are clear about the consequences if not adhered to, which are set out from the Committee on Standards of Public Life (1995), known as the Nolan Principles. For both future and present, a proactive leader maintains a vision, developing a culture and for creating directions that are in line with the values, ethics and behaviours of the organisation. These principles provide the profession and the public the confidence that there is a system in place to respond appropriately if anyone believes that the expectations of the Code of Ethics has not been adhered to or upheld.  
Ackland (2021) suggested that leadership is constantly being identified as one of the most important aspects to maintaining police integrity and ensuring professionalism within today’s modern force.
As a Leader you need to be aware of other people’s ethics and culture as the people of South Wales are very diverse, coming from different backgrounds, which South Wales Police vision is to capture these elements in the staff they recruit, to represent the communities they serve. The PESTLE analysis (Political, Economic, Sociological, Technological, Legal & Environmental) allows an organisation to look and be aware of the bigger picture, giving a clear understanding of the environment that the organisation works within as well as being aware of the challenges they may encounter. South Wales Police continuously strife to recruit from minority and underrepresented groups within society with recruitment drives within the media and ‘minority’ champions within the force whose role is to promote Policing within all areas of society.
Johnson and Scholes (1988) to describe what different factors can influence culture in an organisation, created a ‘Cultural Web’. These included the importance of considering internal & external influences, structure and contributions upwards as well as downwards, values and behaviours already embedded in an organisation in order for success and failures to be acknowledged, learnt from and improvements and developments, if required put into place.

· Johnson and Scholes (1988) Cultural Web
Communication is a key factor when developing and influencing culture within a positive environment. I hold regular team meetings for my staff to ensure all messages, changes of direction, and items of focus are delivered to the staff in a relevant and easy to understand manner. Ensuring and gaining understanding from all team members. 

7 Leadership Development
Within South Wales Police, each employee has their own Personal Development Record, which is reviewed on a regular basis, using both formal and informal approaches. The individual is required to document their team objectives and then they personally will provide their individual objective towards the team objective including any development requirements.
I acknowledge that adopting a positive approach to personal development planning, will help individuals to consider their options of current and future plans, where do they want to be and how will they get there, with the correct support, training and leadership. I ensure when evaluating against the objective I would discuss how the team / individuals achieved and if they would consider anything different or change anything if were required to complete a similar task, in order for the staff member to be able to analyse their own actions and those of others. This will ensure that there is ongoing development for the team members and learning achieved as part of their objectives and goals.
I have also received feedback via the 360 degree appraisal process.  A critic had stated that I sometimes take on too much work, then get frustrated that certain developments are not succeeded quick enough, by delegating more I will provide my staff members with development opportunities as well as giving myself more time for my own work. This is important to ensure my performance against the needs and objectives of the organisation and stakeholders are met in a timely and efficient manner.
I have also provided feedback in a 360 degree evaluation assessment to my team members to ensure the effectiveness of their performance perceived by myself and others in order for them to develop. Effectively I look at a critical analysis of what went well and not so well, ensuring it is a balanced description that includes negatives as well as positives if required, whilst listening and considering the staff members viewpoints.
I agree with the statement that Oguntimehin (2001) identified, ‘that continual self-development increases productivity, improves quality of work, skill knowledge as well as increasing attitude and understanding’ as I myself when undertaking ‘new’ leadership challenges, which develop my skill knowledge and provide an increase within my quality and productivity of work tasks to enhance and benefit my team and organisation.
I consider that job satisfaction plays an important role for an employee in terms of health and wellbeing within the workplace (Kornhaurser, 1965; Khaleque, 1981). It aides an organisation in terms of its productiveness, efficiencies, employee relations, and accountability (Vroom, 1964; Locke, 1976; Khaleque, 1984).  As an employee, I  find a role, which is both challenging and rewarding to me, providing me with the support, knowledge and skills for me to achieve and develop both beneficial to myself and the organisation.
Pitfield (1982) believed that the aim of training is to provide knowledge, skills  & aptitudes, which are required to undertake job roles effectively and develop workers so that they have greater potential, then able to progress and increase efficiency within an organisation to improve self-development which in turn can achieve organisational objectives. As a leader, the importance of your capabilities to be able to display the necessary qualities and skills, which you are able to promote and develop your staff through various models and situations, is of great importance. The College of Policing leadership model is based on a concept of learning on the job rather than through classroom-based programmes. The 70:20:10 model (Arets, Jennings and Heijen, 2015) explores the facts that people tend to gain 70% of their knowledge from experiences, 20% whilst developing relationships and 10% from classroom training. 
Whilst individuals learn through different learning styles, there are also models available to help determine a particular style of learning. These include Honey & Mumford (1986) learning style questionnaire. After completion of their questionnaire I was able to clarify my own preferred style which was a mixture of mainly Theorist and Pragmatist, which confirmed that although I am keen to try out new ideas, techniques and theories of how things work in practice I am also logical thinking and like to work to models and systems. The benefits of understanding my own and the learning styles of others gives me a greater understanding of strengths and weaknesses to be able to tailor deliver for task selection and identify areas of concern or for development within myself and the team.
Other areas of future developments for leadership include The Police Education Qualification Framework (PEQF) aimed at professionalising policing. This will standardise recruitment entry across all forces, being able to provide additional learning and support including the use of technology in policing. Allowing the recruits to show their potential, enhance their skills and knowledge into transferable roles. This enhancement will allow development and leadership opportunities to increase within the force.
8 Conclusion
I have and will continue to adapt and evolve my leadership technique, skills and knowledge by the team I lead and the staff within the team in order to gain their commitment, through changing environments.   I have considered these changing factors by utilising tried and tested methods identified by theorists discussed within this report. I understand and acknowledge that Leadership styles should be adapted to your ‘audience’, your changing business circumstances, goals & objectives of the organisation as effective leadership changes, due to unprecedented changes such as the recent pandemic,  affecting the organisation. 
Spears (2002, p2) summarises the relevance for leadership in the 21st century when he concurs that of beginning to witness a newer model, based on “teamwork and community, that seeks to involve others in decision making, strongly based in ethical and caring behaviours”. 
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