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BMPL 6004 – Organisational Leadership – Theory into Practice
Assignment 1 - Critically analyse the application of leadership during The Manchester Arena Attack (Kerslake Report)
 




















[bookmark: _Int_Ty1S0Z3m][bookmark: _Int_Tq6hruIs]On the 22nd of May 2017, innocent people lost their lives alongside countless others injured and effected in a terrorist attack that shook the country. Twenty-two members of the public had their lives stolen after attending a concert in the AO Arena in Manchester (Manchester City Council, 2022). During tragedies as such it is vital that the United Kingdom’s emergency services work together to establish a unified and consistent response in order to protect the public and serve their duty, however, plans of action to respond to events such as a terrorist attack of this scale need to be in place prior and the correct training and information needs to be acquired to enable emergency services to provide the best service they can and respond accordingly (Counter Terrorism Policing, 2024). Alongside all the planning and preparation for major incidents, leadership plays a vital role in ensuring that these incidents are dealt with in the most effective way possible. With there being no widely accepted definition of leadership and no official rulebook or guidelines to being a leader it can sometimes prove quite the challenge being a good leader. However, when one has little understanding of the principles and expectations regarding leadership styles or development, orders may become unclear, and action is likely to be misguided, thus reducing the possible effectiveness, or even causing more potential damage or destruction (Bolden, R. 2004). In response to the occurrence on May 22nd 2017, the Mayor of Greater Manchester, Andy Burnham, commissioned an independent review of the planning and response to the attack in order to attempt to find closure for the families affected by the tragedy; Former House of Lords member, Lord Bob Kerslake, was chair of this review and in March 2018 the Kerslake Report was published. The report examines the emergency services response to the attack and presents a plethora of things that went well during the response but does not forget to highlight areas of improvement (Kerslake Arena Review, 2018).
[bookmark: _Int_UG9ltbAK][bookmark: _Int_VxdRMEgR][bookmark: _Int_bCyJd77G][bookmark: _Int_Y3CtlErJ][bookmark: _Int_96S17kX9][bookmark: _Int_tMRcp8iC][bookmark: _Int_M5VetmOH][bookmark: _Int_6c0uhyCV][bookmark: _Int_3FbHfGj8][bookmark: _Int_5yQsi2PE][bookmark: _Int_tz8bWCxR][bookmark: _Int_c5z7isLJ][bookmark: _Int_DzgdR9kB][bookmark: _Int_SFHiWp7N][bookmark: _Int_zOd6beWq][bookmark: _Int_qq8WxxxK]Across the UK’s police forces there is a recognised system of command that can be applied to the resolution of major incidents such as the Manchester Arena Attack, based on a Gold, Silver and Bronze (GSB) hierarchy of command, this system is sometimes referred to as strategic, tactical and operational commands, respectively. The system in not rank based and is designed to allow for flexibility, with aims to aid the flow of information and allows for the effective communication and documentation of any decisions made by commanders. Gold or Strategic command is in overall command of the situation and is responsible for setting any overarching plans or strategies. The silver commander acts as a co-ordinator between Gold and Bronze commanders, ensuring that strategies set out in Bronze command reflect and comply the extensive Gold strategy. These are the tactical commanders. The Bronze, or operational, commanders are responsible for delegating group resources and putting Silver command’s orders into practice. Bronze commanders may be required to hold specialist knowledge such as firearms and there can be more than one Bronze commander dependant on the situation or operation (College of Policing, 2013). In the Kerslake Arena Review, 2018, the use of the GSB command structure by Greater Manchester Police (GMP) is highlighted with a GMP Inspector assuming the position of Bronze command upon arrival at the scene, taking over from British Transport Police (BTP) who were first on scene. This was rapidly followed by an on- duty Silver commander and an off-duty Gold commander appraising their roles to establish a rapid command structure (Lord Kerslake et al. 2018). This hierarchy of command demonstrated can be associated with multiple leadership styles, namely autocratic leadership, and democratic leadership. An autocratic leadership involves individual control over plans and decisions with little or no input from those working below them. This style takes on a clear direction as well as complex decision making, and whilst it may prove one of the best styles for critical thinking and providing directions when it comes to instances such as the arena attack, the highly structured environment and lack of input or judgement from other parties involved can lead to group instability or conflict (Nickerson, C. 2024). In policing, the Gold commander can be considered as an authoritarian or autocratic leader due to the role being in overall command and setting overarching strategies that others in command or members of the team have to adhere to. In hindsight, the Gold command holds total responsibility and accountability for the police response to major incidents. On the other hand, some may argue that a Gold commander is a democratic or participative leader due to the Silver and Bronze commanders having some say when it comes to decision making. Democratic leaders typically distribute responsibility amongst members of their team and allow their team to put forward their views and opinions before making decisions. This style of leadership aims to motivate and empower to the team with the hope of a more effective outcome (Gastil, J. 1994). Despite this, the counter argument is that during situations such as major incidents, there is not enough time to consider the opinions of all team members before developing a strategy so Silver and Bronze commanders are more likely to adapt a more democratic style whereas Gold command best suits an autocratic style. 
[bookmark: _Int_T4QOiZju][bookmark: _Int_K4lrOdC6]In the Kerslake Arena Review, 2018, it is clear to see that the GSB command structure was in constant use, along with multiple leadership styles, however the foremost form of leadership present throughout the response is a situational leadership. The situational leadership theory is based on the knowledge that there is no “best” style of leadership to suit all scenarios but emphasises that the most effective way to lead a team and to excel in tasks is having the ability to adapt behaviours or plans to correspond with the incident faced with (Hersey, P. and Schermerhorn, J. R. 1997). Situational leadership was developed by Hersey and Blanchard in 1977 and demonstrated that the style of leadership used is dependent on the leader's own characteristics and behaviour as well the characteristics and behaviour of their followers, but not only these factors are taken into consideration. They further argued that the leadership style used in any given scenario is also dependent on the situation they are faced with. This style of leadership evolves around the leader's and followers’ ability to be flexible on top of their confidence. The GSB command structure is recognised and used by police forces across England and Wales and was of prominent use in the occurrence on May 22nd, 2017, by GMP. The style of the structure allows for flexibility as it can be used in both spontaneous incidents of planned events, not all elements of the command structure have to be in place, and the structure can involve other partner agencies, everything depends on individual factors surrounding the incident that they are responding to. Another principal factor of the GSB system is that the role of the commanders is not rank specific. This means that officers of senior ranks do not automatically assume the roles in the system solely based on their rank (National Policing Improvement Agency, 2009). A situational leadership accommodates for both democratic and authoritarian leadership styles. 
[bookmark: _Int_vA3YpU1p][bookmark: _Int_5LrQxYy3][bookmark: _Int_YAA1eH2I][bookmark: _Int_Rs67tycU][bookmark: _Int_8Mwp6jWn][bookmark: _Int_Co1rQH6y]An authoritarian style is most suited in circumstances when the leader is the most knowledgeable or experienced member of the group, for example, the subordinates are fairly new or have low maturity levels, therefore needing direct instructions or ‘telling’ what to do. This style is a stereotypical top-down approach where a chain of command is well-defined, and each tier of command is aware of their duties and responsibilities. This corresponds to the GSB structure in terms of the tiers of command and proves firmly efficient when it comes to quick decision making such as during the Manchester Arena attack, however, it is known that authoritarian leaders leave little-to-no room for flexibility or deviation from guidelines and are strict when it comes to rules and protocols. This lack of malleability can be a positive thing in major incidents as it ensures that the right protocols are being followed and everyone stays in check and do not veer off, but on the other hand, the police cannot respond to every incident they attend to in the same way, each situation is different, which can prove challenging when you have a leader who cannot adapt (Hanna, K. T. and Sales, F. 2023). The concept of subsidiarity is encouraged during emergency responses in England and Wales which means that all decisions made must be made locally, corresponding to the concept of authoritarian style leadership, however, major incidents or terrorist-related incidents are known to require a vast range of specialist resources, more than what is available in any individual partnership, again contradicting that lack of flexibility and the direct decision making that come from having one firm leader as suggested by authoritarian style (Cabinet Office, 2013). The GSB command system used by GMP in response to the attack did have an overarching leader, namely Gold command, he was the last to assume his position in command, leaving the Silver and Bronze commanders to use initiative to set up strategies for the time being. Furthermore, before the events of the night actually being established, GMP’s Force Duty Officer who was prior appointed had already started putting plans into place and gathering resources before the command structure was initiated, implying that during this particular incident response, an authoritarian style of leadership could have proved a challenge to enforcement due to passing over of roles and responsibilities and the flexibilities needed to respond effectively, according to The Kerslake Arena Review, 2018. 
[bookmark: _Int_ar2OiHxX][bookmark: _Int_C6GqSYtm][bookmark: _Int_nOSWQdcp][bookmark: _Int_qL1ulVgB][bookmark: _Int_15jn7IjB]Looking at a more democratic leadership style, it is clear that this approach may have been favoured over autocratic in response to the attack. Democratic leadership tries to avoid suggesting that the followers are following one leader but tries to demonstrate that a team, when working together effectively can essentially become one unity. This style of leadership promotes power sharing and communication so in effect, collaboration between co-leaders can take place and diversification of views and opinions is allowed when it comes to planning and decision making (Woods, P. A. 2019). It can be argued that this style of leadership better describes the response to the Manchester attack as the Force Duty Officer in addition to the GSB command system all shared the responsibilities of co-ordinating a team and making critical decisions. Prior to learning the full extent of the incident, these leaders all had to work together alongside other specialist officers and agencies to devise the best strategy at that point in time, more importantly with allowing for the possibility of change; something that autocratic leadership does not account for. With several other incidents occurring at the same time needing specialist support and such a large number of people involved, it was essential that during this response the control and management of both scenes, the public and officers were managed and controlled. This involved the need for firearms commanders to step in and aid the Force Duty Officer with the workload, meaning that responsibility may have been passed around and shared, not to mention that Bronze command was passed from BTP, who were first on scene, to GMP. In contrast, this style of leadership can be seen to somewhat disable the most effective response due to a failure that was the quick and effective delegation of leaders. With this factor considered, leadership styles were constantly being switched around, leaving responsibilities and commands lost (Kerslake Arena Review, 2018). 
[bookmark: _Int_B2DPPixT]The Kerslake Arena Review, 2018 presented an incredibly detailed analysis of the events that presented on May 22nd, 2017, and highlighted many points of praise for Greater Manchester Police and all the other emergency services and agencies involved in the response to such a devastating attack, with a participant of the report stating, "The police were at the venue within minutes with the respondent stating that she had ‘complete faith’ in them and the fact they appeared to have a clear strategy”. Despite this, after closer inspection, failures were found and as with most reviews, recommendations for improvement were established. In terms of leadership, the GMP Gold Commander was also the designated Duty Strategic Firearms Commander on call that night, which mean that an enormous workload was placed on her. This could have been prevented by having regular reviews or what resources are available and when, making sure that per shift, no roles will overlap if an incident like this was to arise again. This would aid in the delegation, coordination, and communication of leaders, allowing them each a clear route rather than overlaps. This draws in ideas from both autocratic and democratic leadership styles. Stephen Watson, Chief Constable of Greater Manchester Police, issued a statement on behalf of GMP in response to the Manchester Arena Inquiry, acknowledging that the response provided by GMP was inadequate, explicitly stating that “Poor communications, poor planning, inadequate training, and shortcomings in strategic leadership all played a part in our failure”. He went on to stress that GMP has improved and strengthened its leaderships at all levels and felt the force was already in a significantly better position than it was five years prior, to deal with major incidents. Watson went on to list several improvements made by the force which included greater communication lines between officers and the control room, and other agencies during a multi-agency response which was found to be one of the shortcomings in the Kerslake report (Watson, S. 2022). There was room for improvement in many aspects of the police response to the Manchester Arena attack, most notably in terms of leaderships but this can only be seen as an opportunity for growth and learning, which can be taken on board by forces all over the United Kingdom.
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