“Everyone in policing is a leader. Officers and staff must show leadership from the first day of their career to the last, in situations far beyond those faced by most other professions” (College of Policing, 2023)
In light of the above statement, critically evaluate the evolving role of leadership and management in UK policing. Additionally, drawing on relevant theories and studies, critically assess the challenges and opportunities faced by police leaders.

“Policing must have high quality leaders at every rank and grade”. This is a quote from College of Policing CEO, Chief Constable Andy Marsh. Marsh continues on to say that 80% of police officers and staff decide not to progress on from the role of police constable, and as a result, they lose out on the leadership training needed. It is essential that officers of all ranks receive leadership training to enable them to solve more crimes, which in turn will keep people safe. Within this essay, it will look at  the different styles of leadership that is present within the different police ranks. It will analyse any challenges that face these individuals as well as any training opportunities the officer is more likely to receive. A case example will also be used to highlight how the different types of leadership was utilised.
Before looking at the different stages and types of leadership present within the police force, it is important to understand what a leader is. There are many different definitions and theories to what a leader is. The Harvard Business Review (2004) states an effective leader is someone who takes a personal interest in the long-term development of their employees and use their social skills to encourage employees to achieve their best. This definition differs from the definition created by the University of Manchester (2024) which states it is when an individual who holds a leadership position or is regarded in charge because of the way they behave. Both of these definitions are considered correct, as anyone can be a leader, whether through training and being put into the position, or if their natural behaviour predisposes them to the same mindset. A theory by Daniel Goleman states that individuals who posses emotional intelligence will make a great leader. The skills that create emotional intelligence are self-awareness, self-regulation, motivation, empathy and social skills. All of these skills are ones that every individual will possess, although some may be further developed naturally whereas others will need training, practise and feedback from others to be able to reach the same level (Goleman, 1998). When it comes to the police service, all officers must be able to display a high grade of emotional intelligence skills due to the nature of their role, having to communicate with the public and be empathetic while doing it. These skills will help the officer when it comes to them demonstrating their leadership skills (College of Policing, 2020). 
There are many different levels of leadership seen within the police hierarchy, as some police roles will have more of a leadership role than others, but every officer needs to have sufficient training of what a leader is, as previously explained. Because of this, the police leadership programme was created. The police leadership programme is a five-stage development programme that has been created and is being delivered by the National Centre for Police Leadership, which is the home of all police leadership (College of Policing, 2022). Each stage of the programme focuses on the leadership standards and how to build their skills upon the previous stage. The stages range from police constables and staff who did not join the police through the policing education qualifications framework (PEQF) entry route all the way to the leadership standards of chief officers and any aspiring superintendents (College of Policing, 2024). Each of these stages set a benchmark for the level of leadership knowledge, understanding and behaviours that is expected of the officers and staff. It ensures that when the officers and staff need to undertake the leadership role, they already possess the correct knowledge. Some of the benchmarks within the stages include leading a team with the public interest at mind and upholding the highest standards of professional behaviour, being able to lead teams with fairness, respect and integrity to build and maintain the publics trust and confidence as well as upholding the Code of Ethics at all times (College of Policing, 2023). As the officer moves up the stages, each of those skills will be dissected to ensure a further understanding. Once officers possess the skills of a leader, they are able to use different styles of leadership to lead their teams. There are occasions where more than one leadership style is used for the same incident, such as the case with the Manchester Arena attack. One type of leadership that is present within the police force is the use of the gold, silver and bronze command. 
The gold, silver and bronze (GSB) command structure is a leadership style that sees three different tiers of operations, each with its own leader. The GSB structure is hierarchal, meaning it is led in a top-down format, with decisions being made at the gold tier and being passed down to the bronze. The responsibilities and accountabilities of each leader are set out in the command protocols. Command protocols contain the formal arrangements that each leader must follow. It outlines features such as the desired outcome of the operation, who is responsible for certain tasks, where and how the resources come from and how to handle them as well as the individual in charge of managing specific risks  (College of Policing, 2018). The leader of each tier does not depend on their rank, rather the officer who is assigned to that role. If an officer is of superior rank to the assigned command leader, they must not automatically assume that the can step into the role (College of Policing, 2013). By ensuring that it is role, not rank related, it allows for more flexibility. 
The gold tier is the strategic tier. This tier has the responsibility of handling all details of the incident. They also set all the strategy for dealing with the situation (Forte, no date).  By keeping this decision to the gold tier,  it ensures that all tactics deployed are in line with the Human Rights Act 1998. The gold tier commander will also chair the  strategic coordinating group, which is a group which ensures the co-ordination of any multi-agency type incidents (College of Policing, 2013).
The silver tier is known as the tactical tier. There is usually only one tactical commander in this level, although it is down to the gold leader to decide how many there should be. The silver command leader is in charge of the tactical response to the situation as well as ensuring that the bronze tier commanders understand any strategic plans (College of Policing, 2013). 
The bronze command tier is known as the operational tier. This is where all the decisions from the gold and silver tier are put into operation. The number of bronze commanders are dictated by the size and severity of the situation, as roles can be created and disbanded when needed throughout the response to the situation. The bronze command leader needs specialist knowledge, skills and expertise, meaning only individuals who require these can be made a bronze leader (College of Policing, 2013). 
Although each tier has their different roles and different leaders, most tiers use the same type of leadership: authoritarian. Authoritarian leadership refers to when a leader keeps hold of as much power and authority as possible. Leaders who take an authoritarian leadership style keep all the decision-making authority to themselves, as well as making decisions regarding rewards and punishments themselves (The Oxford Review Encyclopaedia of Terms, no date). When an authoritarian leadership is used, it means that the leader has all the required information needed to make a plan and doesn’t require any input from the other tiers or agencies. There are many advantages to leaders using an authoritarian leadership style. When it comes to responding to an incident, by ensuring all decisions are made by one person, it allows for quicker decision making. This can be crucial when it coms to responding to major incident cases, such as the Manchester Arena or the 7/7 bombings. 
As previously explained, leaders, especially ones as part of the GSB command structure, need to ensure that they posses the necessary knowledge to be able to make the decisions they need to. In the case of the GSB command structure, by having an experienced and fully-trained leader, they are able to make all the necessary decisions then pass them down the structure, ensuring that any officers who are less experienced and are unable to make the decisions are able to follow the direct orders to ensure that the job is done correctly. The only issue with this is that because all the decision making is being done by another officer, therefore taking away all responsibility of the officers who are putting the decisions to operation. Officers may also feel like they don’t have any chance to use their initiative and might feel restrained in their job (London Preier Centre, 2022). Although there is no publicised reason for this, it might explain why police constables stay in that role, especially if they feel they don’t have the chances they want to expand their decision making skills.
Transformational leadership is another style of leadership that is evident in the police service. Transformational leadership is  style that inspires positive change in the workplace. Transformational leaders are usually enthusiastic and passionate towards their job, ensuring that every member of the group succeeds (Cherry, 2023). Transformational leaders must ensure that they create an environment where employees wish to progress in their career, in this case, progressing the police ranks. Examples of transformational leadership in the police is when officers have new ideas for approaching a particular incident and the leader allows the officer to try out their plan. This would encourage the officer to continue bringing their ideas to the leader, feeling accomplishment, and making them enjoy their job (Sadulski, 2024).  When transformational leaders posses the skills of emotional intelligence, it makes them the best possible leader for their team. As transformational leadership requires coaching and encouragement, it helps build a rapport between the leader and their team. This ensures that the officer will feel close enough to the leader to bring up and questions or issues within the team, although, sometimes the hands-on approach can overwhelm the team, resulting in the pressure to come up with new ideas, leading to a burnout (Regan, 2022).
Laissez-faire leadership is the most common leadership style evident in the police force. Also known as a hands-off approach, laissez-faire leaders tend to leave the group members to make their own decisions (Cherry, 2022). This leadership style is seen as the opposite of authoritarian, as the individuals can each make their own decision. Laissez-faire leaders are usually seen in front-line officers, as the leadership style is commonly seen in police constables and sergeants. In regard to policing, police constables have the responsibility of making autonomous decisions, as long as they are in line with the Code of Ethics and the National Decision Model. By doing this, it allows the officer to practise and develop their professional discretion, which is a skill that is essential to policing work (College of Policing, 2024).  Essentially, each officer is their own leader, therefore they will need to be able to make any decisions that are needed. This links back to the Police Leadership Programme and the leadership standards, as every officer will undergo stage one, ensuring they understand how to make the correct decisions as well as their responsibilities (College of Policing, 2023). There are downfalls of using a laissez-faire leadership. One of these is that it is dependent that police officers have the knowledge. Despite going through the Police Leadership Programme and their initial police training, new recruits may not have a full enough knowledge to help them make the correct decisions, as sometimes, experience is what is needed, not the legal knowledge. In regards to policing, it is essential that the officer can make the correct decisions in a situation, as sometimes, it could be the difference between life and death. Because of the decision making delegation, the officers boss/leader manages to avoid the responsibility if one of their officers make a mistake, as the decision did not come from them. Even though police sergeants are responsible for the supervision, guidance and support of police constables (College of Policing, 2024), by using the laissez-faire leadership, they can distance themselves from any wrongdoings by the constables. This may feel like the constable has no one to turn to for help. Although there are negatives, it does allow the officer a freedom to make any decision they wish, increasing their emotional intelligence skills the more decisions they make. This leadership style also allows for faster decision making, which with the police, is critical. In the GSB command structure, the bronze tier would have to wait to hear the instructions as they are passed down the tiers. Sometimes, a situation will not wait for the decisions to be passed down, need one immediately. With laissez-faire, the decision can be made at any point with no approval needed (Cherry, 2023). 
A final leadership style that is present in the police is situational leadership. Situational leadership is when the leader will adapt their leadership style according to the situation or needs of the team (Wolf, 2022). The leadership styles could be any of the ones previously mentioned, as well as many different variations. Situational leadership is a model created by Hersey and Blanchard in 1969. The model introduced four different leadership styles: telling, selling, participating, and delegating. The leader would decide on which style to adopt depending on the developmental level of the team members, the adaptability of the leader, the communication with the team and how to achieve group targets (Sridharan, 2022). When it come to policing, it is imperative that any officer is able to adapt (West Mercia Police, 2024). By an officer being able to adapt, it allows the needs of the team or situation to be met, maximising team development or ensuring the situation is managed correctly with all the correct decisions being made. There are downfalls of this leadership style, with lack of consistency being one. Leaders may struggle to keep consistency with the same team or situation, which may cause confusion to officers (Martin, 2023).
There is one example of where multiple leadership styles were used, and this was the police response to the Manchester Arena attack. On the 22nd May 2017, a suicide bomber detonated an IED in the foyer of the Manchester Arena during an Ariana Grande concert, killing 22 people. Police response to the attack was poor. The GSB command structure failed to be set up immediately, instead leaving Inspector Dale Sexton of Greater Manchester Police to lead all the teams on site (Kerslake Report, 2018). Inspector Sexton was not a designated bronze tier commander, although he did step up to the role. This made him an emerging leader, which is another type of leadership style needed by police officers. An emergent leader is a person who is not appointed or elected as a leader, but still steps up to the role as a leader based on their actions or behaviours (Maloney, 2020). Inspector Sexton demonstrated an authoritarian leadership style, as he made the sole decision to call armed response based on no other information about the incident. He also took the sole decision to initiate Operation PLATO, which although there were failings, he still had the initiative to do so. Inspector Sexton showed signs of situational leadership, as he was able to adapt his leadership style as a police Inspector to being a bronze commander, despite receiving the relevant training (Kerslake Report, 2024).
In conclusion, it can be seen that there are a variety of different leadership styles that can be used at any rank of the police force. Every leadership comes with their disadvantages, although these may be discard depending on many different factors, such as whether the officer has the emotional intelligence to be a great leader, as well as needing to complete the Policing Leadership Programme to ensure they make a great leader. If leaders lead their teams correctly, it will unlock so much potential within their team, which in turn, might soon put to bed Chief Constable Andy Marsh’s statement that police constables stay in their role, especially if their leaders can help them progress the ranks. 


Bibliography
Cherry, K. (2022) What is Laissez-faire Leadership? Available at: https://www.verywellmind.com/what-is-laissez-faire-leadership-2795316 (Accessed: 29/04/2024)
Cherry, K. (2023) How Transformational Leadership Can Inspire Others. Available at: https://www.verywellmind.com/what-is-transformational-leadership-2795313 (Accessed:28/04/2024)
College of Policing (2013) Command structures. Available at: https://www.college.police.uk/app/operations/command-and-control/command-structures (Accessed: 28/04/2024)
College of Policing (2013) Command support. Available at: https://www.college.police.uk/app/operations/command-and-control/command-support#strategic-coordinating-group (Accessed: 28/04/2024)
College of Policing (2018) Definitions and procedures. Available at: https://www.college.police.uk/app/operations/command-and-control/definitions-and-procedures#command-protocols (Accessed: 28/04/2024)
College of Policing (2020) Conflict management skills. Available at: https://www.college.police.uk/guidance/conflict-management/conflict-management-skills (Accessed: 27/04/2024)
College of Policing (2022) College developing National Centre for Police Leadership. Available at: https://www.college.police.uk/article/college-developing-national-centre-police-leadership (Accessed: 27/04/2024)
College of Policing (2023) Leadership standards. Available at: https://www.college.police.uk/career-learning/leadership/leadership-standards#210f00dd-685a-43ae-a113-fb27fd872867 (Accessed:29/04/2024)
College of Policing (2023) Leadership standards. Available at: https://www.college.police.uk/career-learning/leadership/leadership-standards#210f00dd-685a-43ae-a113-fb27fd872867 (Accessed: 28/04/2024)
College of Policing (2024) Leadership. Available at: https://www.college.police.uk/career-learning/leadership (Accessed: 27/04/2024)
College of Policing (2024) Police Constable. Available at: https://profdev.college.police.uk/professional-profile/police-constable/ (Accessed: 29/04/2024)
College of Policing (2024) Sergeant. Available at: https://profdev.college.police.uk/professional-profile/police-sergeant/ (Accessed: 09/04/2024)
Forte, L. (no date) The Gold-Silver-Bronze Command Structure. Available at: https://red-goat.com/gold-silver-bronze/ (Accessed: 28/04/2024)
Goleman, D. (1998) What Makes a Leader? Available at: https://acarthustraining.com/documents/What_makes_a_leader-by_Daniel_Goleman.pdf (Accessed: 27/04/2024)
Harvard Business Review (2004) Understanding Leadership. Available at: https://hbr.org/2004/01/understanding-leadership (Accessed: 27/04/2024)
Jacques, P. (2023) College unveils ‘radical’ changes to police leadership training. Available at: https://policeprofessional.com/news/college-unveils-radical-changes-to-police-leadership-training/ (Accessed: 27/04/2024)
Kerslake Arena Attack (2024) Kerslake Arena Attack Review. Available at: https://www.jesip.org.uk/uploads/media/Documents%20Products/Kerslake_Report_Manchester_Are.pdf (Accessed: 29/04/2024)
London Premier Centre (2022) The Pros and Cons of an Authoritarian Leadership Style. Available at: https://www.lpcentre.com/articles/the-pros-and-cons-of-an-authoritarian-leadership-style (Accessed: 28/04/2024)
Maloney, D. (2020) Emergent leadership: the art of letting your team take the lead. Available at: https://slack.com/intl/en-gb/blog/collaboration/emergent-leadership-team-trait (Accessed: 29/04/2024)
Martin, C. (2023) How to Use Situational Leadership in the Public Sector Tops & Expert Advice. Available at: https://blog.moderngov.com/how-to-use-situational-leadership-in-the-public-sector-tips-expert-advice (Accessed: 29/04/2024)
Regan, T. (2022) How to Identify Your Leadership Style. Available at: https://www.reworked.co/leadership/how-to-identify-your-leadership-style/ (Accessed: 28/04/2024)
Sadulski, J. (2024) The Most Effective Leadership Styles in Law Enforcement. Available at: https://www.apu.apus.edu/area-of-study/security-and-global-studies/resources/the-most-effective-leadership-styles-in-law-enforcement/ (Accessed: 28/04/2024)
Sridharan, M. (2022) Situational Leadership Model. Available at: https://thinkinsights.net/leadership/situational-leadership/ (Accessed: 29/04/2024)
The Oxford Review Encyclopaedia of Terms (2024) Authoritarian leadership: Definition and explanation. Available at: https://oxford-review.com/oxford-review-encyclopaedia-terms/authoritarian-leadership/ (Accessed: 28/04/2024)
The University of Manchester (2024) What is a Leader. Available at: https://www.staffnet.manchester.ac.uk/staff-learning-and-development/learning-pathways/leading-managing-and-supervising-at-the-university-of-manchester/leading-at-the-university/understanding-leadership/what-is-a-leader/ (Accessed: 27/04/2024)
West Mercia Police (2024) Key qualities of a police officer. Available at: https://www.westmercia.police.uk/police-forces/west-mercia-police/areas/west-mercia/ca/careers/police-officers/policerecruitment/key-qualities/ (Accessed: 29/04/2024)
Wolf, J. (2022) Situational Leadership: What it is and how to build it. Available at: https://www.betterup.com/blog/situational-leadership-examples (Accessed: 29/04/2024)





