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Policing has always faced challenges, but those challenges have been at a reasonable pace and thus manageable. As the 21st century passes through the halfway mark of the second decade the pace of change within society, driven by technology is accelerating the challenges policing must manage (ref). The challenges for policing in the 21st century are not small and must have serious thought and resources to navigate, these challenges include:
· Technology across a range of areas including Artificial Intelligence, Information technology infrastructure and online crime inclusive of Fraud and Terrorism.
· Striking a balance between surveillance and ethical policing whilst achieving a framework to a common framework that is ethical, legal and proportionate.
· Political polarisation and the emergence of technologies to enable manipulation.
· The decline in institutional trust and erosion of confidence in the Police service.
· The shape of a future workforce as cultures, technology and automation change traditional policing concepts.
· The operating environment policing works within becomes increasingly complex        (National Police Chiefs Council, 2024)
· The growth of police leaders who are trained and developed to meet the flexible requirements of the future. (Flynn and Herrington, 2015)

Police leadership must be robust and agile to lead and manage large-scale, complex organisations against a backdrop of trust in policing that has been eroded by serving police officers committing horrendous crimes (Angolini, 2024), contributory factors including the media, political pressure (Home Office, 2022) and the increasing speed of societal change. This has resulted in small but apparent cracks in the Pelian model of policing appearing with 52% of adults now having little or no confidence in the police service (Owen-Evans and Law, 2024). With a warning sign of erosion of trust and confidence in policing taking place, it is difficult to earn such trust back. To repair lost confidence and turn a corner policing must meet the challenges of now and the future with leaders who offer a range of natural skills and broad abilities but must also be supported from Central Government to local Police and Crime Commissioners to prepare those leaders for the complex challenges in the medium and long term. Additionally, against a changing picture of crime types (Office for National Statistics, 2025), increasing public expectations, government requirements, financial pressures and the changing dynamics of inner-city communities, policing leaders need to be able to deliver a service that can meet complex community's needs whilst discharging its legal obligations and ethical obligations (College of Policing, 2024); (His Majesty's Inspectorate of Constabulary and Fire & Rescue Services, 2023); (UK Parliament, 2021)
The experience I will be reflecting upon is drawn from leading a response to low patrol officer numbers. The initial concept grew following my reporting to the Chief Superintendent that operational police officer levels had become unfeasibly low. The operation involved multiple teams and extremely complex logistical issues. At the time of creating and leading the operation, I also had to be flexible to maintain my performance across other areas of responsibility including managing daily business and numerous teams. Leading the operation and having responsibility as I was new in the rank was challenging and a steep learning curve (Bills, 1934).  The challenge was important as I had to deliver a key project for the command and produce a product that provided officers to support the patrol teams.  This challenge was important as it was my first significant senior leadership operation.  I was acutely aware I had been assessed by Chief Officers and my command leader. Although this was not directly spoken about, I understood the unwritten cultural rules of policing when asked to take the lead role.
I will be using the reflective model created by (Gibbs, 1988) to structure my reflections on the operation. The model developed by Gibbs provides my reflection with a structure to learn from my experiences by covering the six areas of the cycle. I will be covering the areas of description, feelings, evaluation, analysis, conclusion and action plan asking myself a range of questions throughout my reflections, including:
Description – Here I will be describing what happened in both of my reflections and recalling the events factually.
Feelings – I am going to reflect on my thoughts and feelings during the events. I will move on to how I felt after the incident and explore the strongest and weakest emotions I felt.
Evaluation – In this stage, I will reflect on what was good and bad about the situation. I will consider how I managed myself and the incident as a whole. I will explore how I and colleagues reacted during various stages of the events and how the events came to a conclusion or were moved into a further phase.
Analysis – At this stage of the reflective cycle I am going to explore why I think I performed and behaved in the manner I did. Additionally, I explore if I have ever been in a similar situation, what colleagues were involved in the events and lastly what sense I make of the events.
Conclusion – I will begin my reflections to a close by asking myself what else I could have done. I will lay out the lessons I learned that could help me as a Police leader in the future and if I would have done anything differently.
[bookmark: _Toc195518264]Action Plan – Lastly, I will ask myself if I were involved in similar events again would I lead and manage differently. Finally, what are the next steps for myself, Humberside Police and partners involved in the incident?



Main Body 
[bookmark: _Toc195518265]Description 
Within the first month of moving into a Temporary Chief Inspector post, I was allocated the creation and delivery of a project named Operation Canto.  I had been informed a few weeks before the creation of the operation of the impending reduction in staffing across the patrol teams.  The reduction was created by the various recruitment pathways cycling officers into crime teams with the post I had moved into having responsibility for logistical matters alongside patrol teams.
As I had begun to understand the basics of logistical management, I became aware of the stark officer number reductions in the short and medium term via inputs from People Service officers and the logistics team Sergeant, those numbers were illustrated to me as a 17% reduction in staff within 2 months and a 70 Police Officer overall reduction with 6 months.

[bookmark: _Toc195518266]Feelings 
Within the first weeks as a Chief Inspector, I felt I needed to raise the issue of low staffing with the Chief Superintendent. Having explained the issue and meeting the following day with the Senior Leadership Team I was feeling pressure beginning to grow in my mind. I felt a mix of emotions of anxiety and under threat alongside physical responses including feeling clumsy and tensing of my rib cage. During the meeting of Senior Officers in the Chief Superintendents office I felt uncomfortable and had to exert a great amount of energy inwardly to manage my emotions and project an aura of being calm, considered and take a non-defensive style whilst justifying patrol officer staffing numbers. Chu et al. (2025) described physical and psychological stimuli that produce stress responses that are complex across the nervous and physical bodily functions resulting in longer term health damage including immune and heart problems.  The emotional and physical responses I felt in the days and first few weeks during the initial set-up were stressors as described by Johnson et al. (2005) as being intrinsic to the job, including factors such as work overload or time pressures, these stressors were the causes of placing my body in the fight or flight state (Cannon, 1915). I did recognise the pressures upon me but was naive to these effects on my short-term health and made a considered short-term response to secure my longer-term reputation and future as a Chief Inspector. Following the delivery of the project, I felt the pressures ease mentally and physically leaving a low level of constant but manageable anxiety.

[bookmark: _Toc195518267]Evaluation 
At the beginning of the operation, I had confidence in myself based on my past ability to deliver projects and operations, which Hill (2013) describes as requiring confidence in a probability that is based on judgment-making. The logistical officers I had within the team were receptive and easily focused on delivering the project but were also used to working in specific ways giving me a challenge to both manage task processes and lead the culture, resulting in me spending the earlier days of the operation reflecting on what were the best way to verbalise what I wanted to achieve and the importance of the delivery. Leading a team was not a new experience for me but leading a Logistical Team in such a high-pressure situation was, creating a thought process and feelings of not wanting to appear as lacking knowledge but also not as overinflated in confidence, even though I was feeling pressured. I settled on an open and transparent way of managing the team as I felt it would maximise the knowledge officers held and aided in a balance of the team not feeling dictated to by management actions. This non-dictatorial way of delivering team management is aligned with Situational Leadership Theory (Schermerhorn, 1997) allowing me to apply tasks and freedom of thought by the officers within the team to meet all the smaller challenges.
A positive aspect of the operation was my line manager who naturally exhibits trust and through small hints giving me the confidence to deliver work, this I knew was a supportive factor in having such a balanced line manager who I could describe challenges to easily. Woods (2020) describes Democratic Leadership as transforming dialogue and enhancing understanding which resonates with my way of thinking, analysing and cementing learning in my memory. This style of leadership, one of sitting, listening and discussing infused me with confidence that I could achieve the goals he had set whilst also learning what role a Superintendent provides to Chief Inspectors within a pillar of a command team.
Managing my natural personality traits became evident as a challenge that I had to face to deliver results, progress my development, live up to my colleagues and my own expectations.  As stated by Vollrath & Torgersen (2000) Neuroticism is of primary importance when determining stress vulnerability alongside the traits of Extraversion and Conscientiousness. My natural traits of anxiety and worry have been subject to a lot of personal growth to relinquish the hold on my thoughts over the course of my career development journey. The traits of conscientiousness I naturally possess, those of being well organised and goal orientated weigh off those traits. This is a battle of traits that I constantly weigh off through positive, progressive actions and leadership to achieve success.
During the first two weeks of the operation, I was in a heightened emotional state. Whilst at a meeting with peers and senior officers I provided an update on the operation and whilst being mindful of my emotions, words and attempts to not be defensive in response to observations and remarks made about the operation. A comment was directed towards the operation that I interpreted as negative and not helpful to the aims I was trying to achieve. Beheshtfar & Zare (2013) describe interpersonal conflict as one person or department frustrating another. This was very much the case that I felt frustrated at the comment and as suggested by Behestfar & Zare a power conflict with one party seeking strength over the other, described as "It is impossible for one party to be stronger without the other being weaker". Having thought about the interaction and comments made I came to the conclusion of moving on with the operation, not letting negative comments that were not provided as constructive feedback by my line managers affect me. Furthermore, I felt it was an attempt by the colleague to have a dominant encounter to exert a longer-term power dynamic over me.
At the beginning of the operation I had confidence in myself based on my past ability in delivering projects and operations, which Hill (2013) describes as requiring confidence in a probability that is based in judgement making.  The logistical officers I had within the team were receptive and easily focused on delivering the project but were also used to working in specific ways giving me a challenge to both manage task processes and lead the culture, resulting in me spending the early days reflecting on what were the best way to verbalise what I wanted to achieve and the importance of the delivery.   Leading a team was not a new experience for me but leading a Logistical Team in such a high-pressure situation was, creating thoughts and feelings of not want to appear as lacking knowledge and not as having an over inflated confidence, even though I was feeling pressured.   I settled on an open and transparent way of managing the team as I felt it would maximise the knowledge officers held and aided in a balance of the team not feeling dictated to with management actions.  This non dictatorial way of delivering team management is aligned to Situational Leadership Theory (Schermerhorn, 1997) allowing me to apply tasks and freedom of thought to meet all of the smaller challenges that arose providing me with a lesser cognitive mental load.    
[bookmark: _Toc195518268]
Analysis 
[bookmark: _Toc195518269]As I was new in the rank of Chief Inspector I did not have any depth of experience that would aid with calming my anxieties. I felt in the very first week the pressure was exerted on me and I had to perform to prove I was worthy of the position I had been given the opportunity to step up into. Webb (1997) provides a framework to recall basic knowledge gained and extensive thinking with a staged approach including thinking strategically, applying problem-solving and reasoning the outcomes. This was the gap I had when going through the new experience, but now on reflection feel this gap is to a lesser degree filled with experiences that I can draw on for future tasks and operations.
As part of the operation, I had to change the systems thinking and the ways staff members within the Logistical Team were working. The embedded ways would not continue to deliver the detail, flexibility or empowerment to think for themselves that was required to deliver detailed and timely results. Putman & Mumby (2013) suggest team structures, processes and procedures are created by the organisation but also by statistics, hierarchies and power distributions. This was very apparent when I had to challenge officer thinking and embed ways of delivering data that were not providing what was needed. After deliberation with my line managers, I had to bring two members into the operation to focus on it wholly. Members of the team had remarked about this approach and a small amount of tension arose within the team, resulting in me having to support those officers who had been asked to produce work within the operation which I believe strained the existing social structures and team hierarchies. The team members' behaviours did contribute to increased pressure on those directly contributing to the operation focusing me on reflecting and providing them with a greater buffer of support as I did not want it to become more of a disruption to those officers as the project was vitally important. Using my overall learned experiences through policing (Klob, 1984) I knew it was the right approach to use and it had the added benefit of realigning the social structure within the team over a longer period of time.
The operation was very detailed, resulting in me making an early decision to have a complete understanding of all the details, all the time. I did consider and reconsider my style of management on an almost daily basis, weighing off if the messages and support were producing the output and detail needed from officers. I considered changing my detail-specific approach to an overarching style of management however the project was not beyond its infancy or embedded to allow me to have confidence it would be stable enough to withdraw my intrusiveness and detailed knowledge of all of the information needed for it to be successful.  Directive Control as described by Lewis et al. (2002) is the close managerial involvement in project details to ensure deliverables are completed and a platform for lessons learned is documented. This was an approach I was consciously aware I was using and was not an approach I sought to change without good reason and confidence I could step back from having rigid control. My natural approach is a 40/60 % approach in favour of Participative Control (Benoliel and Somech, 2010) & (see figure 1) giving team members thinking space and decision-making accountability with an overarching management approach.  Having to have so much detail coupled with the pressure placed a great deal of cognitive demand on me that resulted in a lot of deep and lengthy thoughts that I could not stop when I had finished the day. Oakes (1971) refers to workaholism as the need to work which becomes dangerous to health and is detrimental to the well-being of the individual. On reflection of the early days of being at a new rank, I was a workaholic due to my inability to not divert my attention to my personal and family time. It was very likely that working hard was a subconscious reaction to the stressors (Anderson et al., 2002) I had placed on myself and the goals I wanted and was expected to deliver.
The stress response was a personality trait reaction that I have previously experienced when placed in fight or flight situations throughout my policing career, although I do have a natural ability to calm those emotions and work through them using self-control. I knew at the time of undertaking the operation I could not maintain the level of emotional or physiological responses I was placing on myself in the medium to long term. This was a private thought that I did not share with anyone else but it was recognised by my line manager who provided me with support that resonated with me during a conversation and helped elevate some of the mental stressors and responses I was feeling. This type of support was invaluable to me and having experienced how a small, but kind conversation can influence stress levels I have reflected that I will take this approach as a new tool within my leadership kit bag. My natural traits of kindness and subtle influence helped me to change the mindset of Logistical Officers who had an entrenched working routine, whilst highlighting officers who had natural supportive traits and those who did not, resulting in balancing those who were willing against those who were resistant to stepping beyond their normal duties.
Conclusion
Having considered the operation in its entirety there are three areas I could have provided better clarity in respect of communication overall, specifically communicating with those delivering the operation and those affected by the operation. I was consciously aware that my usual style of communicating was not flowing and delivering the understanding to smoothly achieve tasks and deliver the results I expected because of the time pressures and rigid constraints of delivering officers to patrol teams. I deliberately had at least two internal conversations with myself about my style, what words I was using and if I was illustrating points correctly. I decided to move from an Intent-based style of leadership (Marquet, 2013) to a management style that was initially transactional to one that was transformational (Burns, 1978).  This change in approach did contribute to staff members requiring less direct involvement whilst producing the same results and reducing stress on myself.  If a similar situation did occur again I would be flexible in my approach to leading and managing tasks as I was moving forward, focusing on allowing others to be heard and adjusting the plan if necessary which I believe is a natural strength of mine.
Since being in leadership roles at various ranks I have always felt an awkwardness when instigating and talking about subjects that would be classed as a difficult conversation as described by Levine et al. (2022) as the honesty–benevolence dilemma, that is delivering necessary information that is regarded as a necessary evil. My personality leans towards helping and not causing upset or strain naturally but in police management, internal discomfort often arises for me when having to have those difficult conversations. Tackett et al., (2019) have described these traits as agreeableness with characteristics such as compassion, compliance, politeness, empathy, and modesty.  These traits are more dominant in my personality makeup than traits of extroversion and assertiveness I would naturally be more comfortable with difficult conversation.  Having understood this from the time of becoming a Sergeant this is always an area that does not come naturally to the forefront for me and I have had to "eat the frog" (Tracey, 2024) to deliver those difficult conversations and will aid with future conversations.
My confidence level in my ability to deliver the operation was high but my confidence in knowing the full boundaries as a Chief Inspector was not. This caused me some emotional responses including anxiety and to a lesser extent worry which were small contributors to reducing my confidence, however, the main factor was the lack of previously operating within a Senior Leadership Environment.  Klob (1984) introduced the Experimental Learning Theory and laid out the concept of learning as a process grounded in experience as knowledge that is derived and tested by the learner. This I feel is an appropriate way to describe my learning at all ranks as I have had to gain experience, make mistakes, understand what went right, what went wrong and grow through that process to enable me to be confident in future challenges and decisions will make.
When feeling under pressure I was conscious I did not want to show weakness by verbalising some negative internal talk with officers involved in the operation as I was a new Senior Leader.  I do have a good depth of self-control but on at least two occasions my body language displayed my internal emotions and feelings.  Double messaging is described by Gamble and Gamble (2013) as the words saying one thing whilst the non-verbal clues another.  In my reflections on conversations with Logistical Officers I was verbally saying words that were negated by the outward, subconscious body language cues I was giving to officers.  I have learned from this that any stress reactions must be managed by myself, whilst not presenting heightened emotions or reactions and delivering consistent, controlled and meaningful confidence to staff.
On reflection, I did allow too much of my personal time to be taken by thinking about the operation spanning over evenings and weekends. I find it difficult to switch off from working and often have experienced thoughts of work needing three to four days to be processed for my mind to become quiet. I naturally have a high rumination inclination with Cropley and Ziljstra (2011) stating there is no specific activity to prevent rumination and assist in stress relief.  The rumination that occurred during this operation I believe was driven by my personal traits and stress response however, Cropley et al. (2006) provide a basis for reducing rumination by setting clear boundaries between work and home life. To reduce the amount of rumination I naturally do I am aware I need to have clearer lines when I leave work by removing my mobile phone and work bag out of eyesight. Additionally writing down a to-do list has helped me previously to organise my thoughts, this skill is one I need to grow as my work responsibilities grow with each rank.

Action Plan  
Leading the logistical team was different to leading warranted officers. The team consisted of non-warranted officers who were personally and as a collective working in a deeply embedded way. I had to be both strategic and operational in my approach to the pressures of delivering the operation whilst communicating in a manner that was concise and direct. Time pressures for delivering results compounded my ability to produce a slower, more easily digestible change in mentality whilst not over-managing experienced staff. London and Sherman (2020) lay out a model of how leaders' motivation and empowerment created by higher-level managers will influence the extent to which new leaders exert dominance or garner followers' respect based on demonstrating their competency. Additionally, Westerduin (2011) describes moderating factors that contribute to successful leadership including autonomy to produce, trust, output steering and communication that produces outputs of effective work. However, Fieldler (1981) posited the Contingency Theory explaining leadership styles produce results that match the right scenarios with the leader fitting the situation. When considering my own experience and approaches offered by Londin & Sherman, Westerduin and Fielder, leadership approaches must be moulded to the situation and be a conscious balance of autonomy and support to teams.
Setting of clear goals and expectations across individual officers and in particular the logistical teams sergeant is an area of core learning for me when reflecting as the parameters of the operation grew in the first week and only cemented into place by the second week. I could not provide a bullet point list of expectations that likely contributed to my decision to directly manage a few officers.  My use of language was not as clear in tone and context as could have been to provide support and this was compounded by the lack of autonomy I gave to officers at the beginning of the operation.  As a result of a lack of free thought what was said and meant translating into results, I had conversations about the use of team in its current structure that was in place.  I was beginning to see failure as a possible result, and this was not what I was used to or set out to achieve. Tudor et al., (1996) described the actions that need to be put into place to prevent teams from failing and included communication with employees, the handling of lower management resistance and adequate training and employees believing working in a team is a waste of time.  However, Rockmann and Northcroft (2010) provide a view that expectations by teams can deliver outcomes if the communication tone and team behaviours managed are not met. The belief that teams can and do as a structure to achieve goals is taken a step further by Robbins and Finley (2011) who lay out that continuous improvement is achievable by the team continuously reassessing what the mission parameters are, what the focus is and what new perspectives have developed. In Policing it is not practical to have many individuals working on their own, this would be time-consuming and chaotic, ultimately not achieving any organisational goals.  Setting team expectations and constantly reinforcing those expectations with refined processes is a leaning point I will take from the learning when delivering operations or projects in the future.
 
[bookmark: _Toc195518270]Conclusion 
The operation was challenging due to being new in the post, understanding where I fit within the Senior Leadership Team, a lack of knowledge of producing results at a Senior level and proving myself to Senior Officers.
The learning across all of these areas was challenging in ways specific to the pressures across a number of areas. My personal growth accelerated highlighting to me a greater understanding of my natural traits and how I subconsciously react I am in a pressured situation.  Through reflection at the time and later whilst compiling this report I developed a greater awareness of not being consumed by pressures or policing generally.
I already believed I had a rounded knowledge of how to lead a team but the events I have written about pushed that understanding of leading at a Senior level with larger consequences if results were not produced. My natural leaning towards a relaxed but high-standard style of leadership that is not overbearing had to be held back to refocus and achieve results quickly.
Having the confidence to lead and present back to the Chief Superintendent and Chief Officers whilst proving my credentials often placed me in a heightened state. Alongside this, a peer of an equal rank was not always kind with their words. The overarching learning I have taken is to be guarded but open when in Senior Leadership meetings and although I was part of a Senior "team" the team ethos was not always visible to me.
The experience has revealed to me that I need to develop a greater ability to prevent stress from becoming a driver for mentally drawing into myself.  On reflection when setting a task, I need to undertake planning for the task first and give myself some thinking time.
I feel I have developed as a leader and although the operation was fast paced resulting in introspective challenges and the testing of my senior management ability overall the operation has accelerated my learning and experience at the Chief Inspector rank.
In conclusion, my personal traits are mine to own, I manage myself well by knowing who I am, whilst reflecting and drawing learning from professional challenges that develop my self-awareness and expand my leadership skills.  This reflective piece describes the very beginning of my Senior Leadership journey whilst demonstrating to me without uncomfortable moments growth will not take place and I will not achieve my potential. 
  
[image: ]
Figure 1: The study model of the Big Five personality factors as moderating the relationship between participative management and the teacher outcomes of performance, satisfaction and strain. (Benoliel, P. and Somech, A., 2010, p. 286).
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