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Introduction
This reflective report is submitted as part of the Operational Leadership Module of the MSc Policing (Operational and Strategic Leadership) course. As I move through this report, I will be reflecting upon my experiences of delivering social media contact in Dyfed-Powys Police, taking the project from initial inception to delivery. I will reflect upon some of the challenges faced personally, those which have at times tested my leadership skills, as well as my overall leadership style, and seek to apply theory to these challenges. I will also consider the leadership styles of others involved in this process, and the effect these had or could have had on its overall progress and success, again applying theory to practice. 
Reflective practice requires a certain amount of structure in order to be most effective, and so as I move through this paper, I will make use of elements of the Gibbs (1988) reflective cycle as a guide for reflective practice. The delivery of social media contact was a large project, with many and varied stages and challenges along the way – more than it is likely that this report can cover effectively within the parameters specified. As a result, it is my intention to focus in on a smaller number of key challenges and moments, reflecting on these in-depth. 
Context: introducing social media contact
As the old saying goes “if you do what you’ve always done, you’ll get what you’ve always got”  (Coulthart 2017), and this logic can be applied to ways in which we allow and encourage our communities to contact the police. Traditionally, this has of course been focused on telephony, with 999 having been a recognised emergency contact channel for many years. This has been backed up by non-emergency contact channels which despite changing in their look and feel over the years - from direct lines to police stations, to centralised 0845 numbers, to the single 101 non-emergency number – remained largely focused on telephony. The performance of these contact channels has been highly scrutinised, with focus on waiting times and abandonment rates featuring heavily in internal performance measures and in external sources such as the media. But, in all of this scrutiny one this was clear, things could only be improved to a certain point by doing the same things and using the same channels over and over again. 
Nationally, amongst Corporate Communications teams and those heavily involved in the day-to-day management of police social media, it was known and recognised that we had huge audiences who were engaged with us as a service. We continually spend our time creating and publishing content to our channels, for policing purposes including reassurance, providing important information, and offering crime prevention advice, and this content often sparked conversations amongst our audience, but were we really listening and if we were, were we doing it consistently? The answer to this, was no. 
Social media was often seen as sitting purely with Corporate Communications teams, as a communication channel. Policing has of course adapted to it, delegating access and control of local accounts to local teams to enable them to communicate and engage with their local communities, but often it was seen as a medium where the primary responsibility stopped with Corporate Communications. Both nationally and locally we knew that there was a huge amount of inbound contact from members of the public at all hours of the day and night, covering a huge range of subjects, often including crime and incident reports, and on occasions matters which we would normally expect to see coming through 999 emergency channels. The public, when contacting us in this way, were speaking to the organisation as a whole, and had no knowledge or comprehension that they were speaking to a communications team, who often worked between 9am and 5pm Monday to Friday. They expected there to be someone behind the account at all times, and they expected that if we were present on a channel, they could reach us there when it suited them. It was also acknowledged that there was risk in the way we currently used social media, in that if a member of the public was to contact us with an emergency report while the account was not monitored and therefore this was not seen and acted upon, harm could be caused, and reputational issues could follow. It was from this identification of risk, as well as recognition that we were not providing the best level of service possible to the public that the NPCC Social Media Project was formed. 
The project identified a number of things that could be done to professionalise police use of social media use. One key recommendation was to work to break down silos between communications teams and contact teams within forces, working collaboratively and viewing social media as a contact channel, with a view to social media becoming a 24/7 monitored contact channel for policing. Indeed, the project worked closely with stakeholders across policing to sell the benefits of this approach, leading to social media’s inclusion in the National Contact Management Strategy (2020).
While the recommendation was initially based upon driving improvements to our service,  catering for the 21st century needs of our communities, being in the places that they spend most of their time, and being available and accessible in the most appropriate ways, it was soon backed up by legislation. The European Electronic Communications Code (2021) led to a legal requirement for policing to monitor any two-way channels of communication 24/7 for emergency contact, meaning that unmonitored social media channels were no longer viable. Combined together, both the legislative requirement for monitoring of emergency contact, and the clear customer service and accessibility benefits of opening social as a non-emergency contact methods provided a compelling argument for innovation and for Dyfed-Powys Police to explore digital contact. 
There was however to be a leadership challenge to be found in this, that of how to influence, gain buy-in, and cooperation from key stakeholders right across the organisation, at many and varied ranks and grades. It is this challenge, in the context of delivering social media contact, that I will reflect upon using Gibbs’ reflective cycle.
Description 
Policing has historically been a hotbed of silo working, often seeing departments working in the belief that they have the same aims across the organisation, but working towards them in different and often competitive ways. This is of course not unique to policing, but an issue across business, industry, and anywhere where a number of people come together. It is recognised by (de Waal, Weaver et al. 2019) as having a significant effect on organisational performance, where often people will pursue matters that benefit themselves or their department ahead of the wider organisation. This isn’t necessarily conscious of course, they may often be seeking out to benefit the organisation, but the inward-looking nature of silos can create conflict and duplication and a lack of meaningful partnership working between departments to the detriment of overall service. 
Silo working was evident in and around policing’s use of social media and was a challenge to be overcome. As noted earlier, social media was often seen as the work of Corporate Communications, with some local policing involvement and responsibility for their own accounts. Local policing were often particularly concerned with ownership and independence of their accounts, and had a desire and need to be in control of their content. Finally, contact with members of the public was seen to be the role of the Force Communications Centre, who while they had begun to embrace some developments around online and email reporting, were sceptical of social media becoming a contact channel and very much saw this as a ‘nice to do’ which sat with Corporate Communications. 
Clearly, in order to deliver effective digital contact, and to move in a direction which was not only national best practice but also soon to be legislation, these silos could not continue, and barriers had to be broken. The breaking down of silos in itself is a significant leadership challenge, but is I discovered, even more so in a hierarchical organisations such as policing. 
While I have a good solid background in policing, with almost 10 years service as a Police Community Support Officer, followed by now almost 3 years in a specialist digital role within Corporate Communications, on paper I have always been a practitioner, and my role at least not defined as a leader. Within a hierarchical organisation such as policing, this can often lead to difficulties in leading change which your specialist knowledge tells you is right, but your place in the hierarchy is a barrier to holding enough influence. This again brings about a significant leadership challenge, in that a move towards social media as a contact channel is a significant organisational change, requiring the support and cooperation of people at all levels of the organisation, who hold differing levels of power and may have differing views on how worthwhile the change is. The ability to change minds at levels including those above you is key. 
The final leadership challenge I will consider here, is that of how the change lands with the people it effects most, and how I personally can influence that through my leadership style. While I was leading the change project which has brought social media forward as a contact channel, I can be responsible for the delivery, but the legacy depends on those who are the hands-on practitioners day to day. This mainly includes the staff who are part of our new digital desk, and who speak to members of the public on a daily basis through social media.
As I move forward through the reflective cycle, I will look at how I met each of these leadership challenges, and how effective I was or as not in doing so. I will also consider the leadership styles of others, and how these impacted on me personally and the delivery of this project. 
Feelings
It stands to reason that taking on a project of this scale was a daunting prospect. This was a brand-new prospect for the organisation as a whole, and I felt tremendous pressure to deliver. The fact that this cut across so many different aspects of the organisation, including the work of my own department, contact, frontline policing teams, and other strategic business areas further added to the pressure I felt.
Leading this project was indeed challenging, and as previously discussed one of the key aspects of this was the ability to manage upwards, to influence key people within the organisation, and to gain their support and assistance. I feel that I am a confident and able communicator, and am comfortable in a wide range of situations, but I also knew from my years in policing that this alone would not necessarily be enough in isolation to achieve this buy-in from everyone. I knew that along the way I would encounter others with very different styles to my own, and with very different views to my own, and that this would be difficult to manage. However, one thing I retained firmly in my mind was the role that my emotions could play in dealing with this, and how to ensure that I controlled these. I was without doubt passionate that bringing in social media contact was the right thing to do, for us as an organisation, and for the public, but my passion for it may at times have the opposite effect on others and be seen as a blind focus on what I felt was right. While passion for a subject is vital and hugely aids progress, it must also be backed up with data, research, insight and rationale, which was something I firmly kept in mind along the way. 
On an emotional level, I also knew that differing viewpoints would at times feel like personal setbacks, or that people were opposing the concept of change proposed out of hand without a clear reason or rationale. I needed to control and channel these frustrations from being a negative into a positive, ensuring that they meant I was even more committed to finding a way through, and adapting to the differing styles and personalities of others. There were many times that I could easily have felt like this was not work worth continuing given out of hand opposition, or what appeared to be efforts to consistently find information or data which created barriers, but my focus on the reasons for making the change – the quality of service to the public – prevented this becoming an issue. 
I was also entering a world where I had some, but limited knowledge. My expertise were in operational policing along with communications and engagement, and despite having spent some time observing contact teams some years ago I could not in any way claim to have any expert knowledge of this field. That in itself concerned me, certainly in terms of the final delivery where I needed to ensure that contact teams would fully engage with social media contact, and would do so effectively. 
Finally, when seeing the successful results of this change project, there is a natural sense of immense satisfaction. Seeing a concept which you have worked hard to deliver, and more importantly still rooted in its aim to improve our service to the public does indeed make all of the other feelings and challenges worth it, and provides a sense of pride in achievement which can be carried forward into the future. 
Evaluation & Analysis
While the traditional Gibbs reflective cycle separates evaluation and analysis, in this case I believe it to be beneficial to adapt this and explore both of these sections together. 
The three leadership challenges identified earlier, that of breaking down silos, influencing and leading those above within a hierarchical organisation, and my effect on how the change lands are all interlinked together with common themes running through them. 
There were times in each of these throughout the process that called for a task-based approach, for firm delegation, and for use of legislation or evidence as to why those tasks must be completed. But there were also times when a very much softer approach to leadership were required, where time was taken to sell this concept to people in order that they believed in it and carried the message forward, and for recognition that others may be better placed to take forward an aspect of the project. This could be considered in the context of situational leadership theory, where Hersey and Blanchard (1988) consider that good leadership must be flexible and adapt depending on the situation in front of them. They proposed that there are four styles of leadership which are interchangeable as required, these being split into telling, selling, participating, and delegating, and that each of these has a different level of focus between task and relationship. Hersey and Blanchard (1988) look at this in terms of a leader and their style towards followers or subordinates, but it could be considered to also apply to relationships when influencing and leading others who may sit further up the hierarchy. Flexibility in leadership is also a core concept proposed by Goleman (1998, 2000, 2004) who identified six interchangeable leadership styles and suggested that these must be linked to emotional intelligence, and Snowden and Boone (2007) whose Cynefin framework provides four leadership styles linked to they context being worked in. 
In taking this project from concept to delivery, I needed to influence a number of different people and bring them on board, ranging from the Assistant Chief Constable and later the full Chief Officer Group, to the Chief Inspector and Performance Manager of our Force Communication Centre. I initially began by taking significant amounts of time setting out the benefits of this change for the organisation and for the public, working on building relationships between me and the other parties involved and selling the benefits of the task, to try and bring others on board. In the early stages of this, while I was conscious of there being a legislative requirement to make elements of this change I wanted us to be doing it for the right reasons, for the improvement in service, and so while I introduced legislative elements this was not my primary selling point. Considering some of the leadership theories, this would appear to be consistent with a selling approach (Hersey and Blanchard 1988), a blend of authoritative and coaching approach (Goleman 2000) and a complicated approach (Snowden and Boone 2007). This was an approach which was successful in bringing on board some people, including the Assistant Chief Constable, but ran into difficulties with others including those at the helm of contact management. 
I was met there with a large amount of scepticism which it could be argued was fuelled by the silo working approach. Contact management leaders were resistant to this change initially, seeing this as something that we in Corporate Communications were seeking to introduce, but that would have the most significant effect on contact demand. This is of course not untrue, but the idea that this had not been considered and that we were indeed seeking to find solutions which worked for everyone was untrue. Contact management leaders sought at early opportunities to highlight a large amount of negatives to this project, quoting potential demand increases and linking these back to already heavily scrutinised performance. It could be considered that they were indeed looking out for their staff, and ensuring that they were not put under other undue pressure, but the nature of the arguments against this project were clearly not geared towards this and were more based upon discrediting the potential benefits to staff and the public rather than any reasoned argument. This clearly created difficulties, given that at a strategic level we had support, but at a tactical leadership level we did not have support from key stakeholders. Again applying leadership theory to this, the responses we were faced with from these individuals could be described according to Hersey and Blanchard (1988) as very much in the telling style, pointing out all of the reasons against and failing to acknowledge any benefits. In Goleman (2000)’s styles, this could be considered to be coercive in that there was no room for movement, and according to Snowden and Boone (2007) to be chaotic, given that the immediate move was to resist and shut down any change. 
This was where I now needed to change my leadership style, given the context of the situation and the styles of others. Here I had to combine many elements of the three leadership theories I have already discussed in order to achieve change but also to stick to my core principles of the benefits for the public. I moved to a more telling approach according the Hersey and Blanchard (1988), where I brought in more of the legislative aspect of the argument, as I felt that given the nature of the individuals I was dealing with they would respond better to something they had to do for a legislative reason rather than what they saw as a ‘nice to do’. According to Goleman (2000) I moved to more of a blended authoritative and coercive approach, and a simple approach according to Snowden and Boone (2007). This was effective, and once contact colleagues realised that this was no longer something that we wanted to do, and rather was something that the organisation had to get on board with, attitudes changed. This for me, underlined the need to be flexible in leadership situations, both to the context of the situation faced but also to the leadership styles you are faced with. 
The resistance from contact management leadership colleagues here can also be considered in terms of transformational vs transactional leadership, first introduced by Burns (1978) and was further built upon by Bass (1985) cited by Buchanan and Huczynski (2016). Burns (1978) considered that transactional leadership was focused on what was to be gained from a leadership interaction or relationship, in a similar way to that of a trade deal, whereas transformational leadership is more about inspiring and motivating others to achieve, with positive returns and results being a by-product of this investment in people. The approach initially taken by contact management colleagues could be interpreted according to Burns (1978) as being in the transactional style. This was indicated by the basis of their argument against the project being solely based on a possible increased impact on their area of work, and relying on this alone to create barriers to progress. It could be argued that they perceived that in the trade deal of social media contact, they were to lose out. Had they been approaching this in a transformational style, they may have considered that while demand may have increased, so also would their ability to deal with it more efficiently given that social media contact workloads can be managed very differently to telephony. They may also have seen this as an additional opportunity for staff development, providing a new challenge within the contact environment for their team, improving motivation and job satisfaction. Finally, they may also have seen the overarching aim of improved service to the public, increasing overall contact satisfaction. 
On the flip side of this, I would consider my approach to have been in the transformational leadership style, especially in the context of Bass (1985) and his concept of it being in four parts – intellectual stimulation, idealised influence, individualised consideration, and inspirational motivation. I would consider that I saw the overall aim of improving service in the context of the aims of the organisation, to do the basics brilliantly, and to safeguard our communities. I used this opportunity to encourage people to look at what we were currently doing in providing contact services and the way in which we used social media, and to innovate into new ways of working and new perspectives. I believe that this amongst other aspects of my leadership in the project which I will cover later, were in transformational style. 
One interesting further dynamic that I noted, was that of rank or role in this process. As I previously discussed, policing is by its very nature a hierarchical organisation and this can lead to a level of bureaucracy. According to Weber (1964) cited by Mullins (2016), a bureaucratic structure applies order to an organisation by allocating tasks according to an official structure, in a hierarchical style. This, he argues, is combined with rules and regulations to ensure uniformity of decisions. However this has been subject to severe criticism according to Mullins (2016) including the argument that placing too much emphasis on rules and regulations leads to a like of initiative amongst people, and that positions held could potentially lead to people behaving in an officious manner. Argyris (1964) cited by Miller 1965 argues the opposite to Weber, in that in order for people to be most effective and fulfilled within an organisation, and therefore their most productive, individuals must have a sense of responsibility and control, working towards organisational goals. Argyris (1964) suggests that bureaucracies are stifling and less productive. Thinking about both of these approaches in the context of policing, it can be argued that while there is a benefit and need to bureaucratic structures especially in fast-moving operational circumstances, it can also be argued that this should not be the default style for all policing activity, and that in fact it is vital that people at all ranks and roles within the organisation should have a sense of responsibility and control outside of the defined structure. Leadership in can be argued is everyone’s business regardless of rank or role within the hierarchy, and this is supported by Schein (1992) who identified that leadership is something which should occur at all levels and places within an organisation. This again is further identified from within policing circles, by the College of Policing (2017) who identified a need for policing to have people with the right skills and knowledge able to lead outside of traditional boundaries or hierarchies. 
During the course of this project, I did find issues with bureaucracy within the organisation, where I was seen to be a practitioner, rather than a decision maker or someone to be consulted with. This was difficult, as I found on occasions I was being circumvented and queries were being sent to others above me in the hierarchy. However, within my own department, there is a culture more aligned to Argyris (1992) and Schein (1992), where we are each supported by the hierarchy, but clearly own and have responsibility for our own work. This meant that each time something bypassed me, it was returned to me by my own managers to deal with and provide answers to. This approach helped to consistently reaffirm to others who perhaps were fixed into the bureaucratic rank based structure that I was supported in running this project, that my line management had faith in me to do so, and that I was to be treated as a leader regardless of my position. This was further supported by not only my own line management, but by the Assistant Chief Constable who also would direct queries that had reached her to me. 
Finally, landing the project with those who would be responsible for its legacy, those who would have day to day interaction with the resulting contact, was a key leadership challenge for me. As discussed earlier, I had an excellent understanding and knowledge of social media in terms of communication and engagement, but limited knowledge in the great scheme of things in contact management. A real concern of mine was that I did not wish to be seen to take control of aspects where others would perceive my lack of knowledge or experience to be a barrier. Gronn (2002, 2009) introduced the notion of distributed leadership, where rather than what is seen traditionally to be a leadership structure where one person takes control and leads, the leadership role is in fact shared amongst many dependent on the situation at the time. Considering this in the context of this project, especially I worked closely with a colleague who held a supervisory position in contact management in the delivery phase. As we moved forward in the project towards final delivery, we were both comfortable with a shared leadership model, linked to our specialisms and experience, where I led on the communications and engagement aspects, and she led on contact management aspects – both with the shared organisational goal in mind. Both of us however ensured that we supported the other fully when leading each aspect, I would have involvement in and seek to understand the way contact decisions were being made, and vice versa. It could be considered that this distributed leadership approach would in fact be silo working on a smaller scale, but this is not the case here, given that we both maintained involvement in each aspect and that it was just the leadership role which changed dependent on the circumstances. What this led to was a shared understanding and enhanced knowledge of each other’s departments and working practices, closer inter-departmental relationships and respect which can be carried into the future, and increased confidence amongst those affected by decisions that they were being made by people with the full skills and knowledge required. 
Taking into account aspects of transformational leadership (Burns 1978, Bass 1985) I also considered a real need and desire to invest in the people who were part of this process – our digital desk operators. I knew that we had a whole range of different experience levels within the 15 operators, and that each brought their own unique perspective. According to Syed (2019) there is huge value in diversity, not just traditional diversity, but in diversity of thought by bringing different people together. I recognised this within the team we had, in that there were people with years and years of experience in policing, who would bring with them their skills and knowledge of policing practices, but also people who were brand new to the organisation and sector, who would bring with them thoughts and ideas that were untainted by policing. This in itself was an exciting prospect for me, and I could see huge value in the diversity of this team, and I wanted to empower them to deliver their own solutions, and I believed as did Rose (1978) that people could deliver excellent results, without the need for close supervision, if they were allowed to. 
For this reason, in training the team as well as in the launch phase, I adopted what would be a coaching style according to Goleman (2000). Our training sessions were kept informal, to create the right environment for questions and queries, and where these arose, I encouraged group thinking on answers or suggestions on how to overcome identified issues. This fostered a feeling of self-control amongst the group, and value in their own decision making. I was clear, that although I had specialist knowledge, I was not the one with all the answers, and that in fact they held the key to the majority of the answers within the team’s diversity of thought. I carried this coaching style forward into the first few weeks of operation and have continued it beyond. In the first week of launch I felt that it was my responsibility as a leader to be present, on the ground, with the team. However, I was clear that I was there again in a supportive role, not to answer their questions but indeed to help them reach their own answers. According to Mullins (1996) there are strong links between performance and motivation, and that as motivation improves so will performance. It can therefore be argued that by adopting this coaching style, with ownership and control being allowed to be with the individuals involved, they are more likely to be motivated, thereby improving performance overall. If decisions were made for them for example, it could be argued that their motivation would be reduced, thereby impacting performance negatively. 
Conclusion
The project has been a success, and we now have a fully established mechanism for social media contact in Dyfed-Powys. The main aim of the project was achieved, in that we now provide 24/7 monitoring of all inbound contact across all of our social media channels, improving the service we offer the public, meeting their expectations, and managing out the risk of unmonitored contact. We also now comply with all legislative requirements ahead of these being finally brought in. 
In terms of the leadership challenges, I feel satisfied that my leadership styles, taking on board all I have learned about how these are supported by theory, aided the process and successful delivery of this project. 
However, there is always room for learning, and I have already and will continue to learn from my experiences in delivering this project. One of the key factors for me is understanding the leadership styles of others, and seeking to make adjustments to cater for these in order to stand the most chance of success, especially when required to influence people who are further up the hierarchy than I am. This project was carried out without the benefit of the knowledge I now have of the theories of leadership, and I believe that if faced again with similar situations in the future I am now better equipped courtesy of these theories to face some of the challenges. 
I do feel an immense sense of satisfaction in how I invested in others as part of this project, and feel strongly that I have been an enabler to others now seeing themselves more as leaders in their own right, rather than being led. This is a huge positive for me and something I will continue to seek to do in all aspects of my leadership. 
Action plan 
As discussed earlier, I now subsequently feel far more equipped in terms of leadership theory, and its practical application to a project such as this. However, I know that there will always be more to learn and I intend to do so, in order that I can apply this to future projects and leadership challenges. 
This was also a significant organisational change, which cut across many departments and business areas, yet I have very little knowledge about the theories and strategies for change programmes. Going forward, I will seek to learn more about these, again in order to apply relevant techniques and theories to real life situations I face. 
I will continue to lead from the front, regardless of my place in the hierarchy, and continue to stay true to what I believe in – that everyone at every level is a leader and should have a voice. This is a key principle for me, and I will continue with my efforts at every turn to ensure this is a reality in policing.  
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