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[bookmark: _Toc219067967]Introduction
Utilising Gibbs reflective cycle I am going to review my role as a leader and manager in navigating Suffolk and Norfolk’s policing response to Humberside Police’s data communication employment tribunal judgement (Microsoft Word - 1801478.2023 J and R.doc).
In November 2024, I was made aware of a determination from an Employment Tribunal (ET) brought by the Communications Data (CD) SPoC’s (Single Point of Contact) in Humberside. This ET focussed on one question, specifically the preliminary issue of whether standby (on-call) duty was working time, which would then enable the ET to consider whether the right to daily rest periods had been denied, contrary to the Working Time Regulations 1998 (WTR), and whether there had been unauthorised deductions from wages in respect of the time spent on-call.
The tribunal concluded that due to the unique arrangements relating to the on-call requirements for CD SPoC’s, the standby (on-call) duty was working time. These unique arrangements include restrictions on the private lives of the CD SPoC’s whilst undertaking the on-call function so that they can respond to incidents in a timely manner. This has never been documented within Norfolk and Suffolk, but the Humberside ET claimants stated that staff are required to be at the immediate disposal of the constabulary, given the types of incidents that are being responded to. Evidence highlighted that Suffolk and Norfolk constabularies were vulnerable to a similar claim being lodged. 
Norfolk and Suffolk needed to consider the judgement from the ET as it applies to both constabularies in so much as CD SPoC on-call duties, should be classed as working time.
[bookmark: _Toc219067968]Description
In November 2024 I was asked to adopt the CD SPoC team and undertake the role of CD manager. This role historically had been undertaken by a police staff manager who had been in place for 20 years. Because of their retirement and organisational cost savings the decision was made that I was to take on this role in addition to my existing portfolio. I will move on to discuss how this made me feel and what message I believe this sent to the CD team. The timing resulted in me being the conduit between the CD team and strategic management to implement a 24/7 shift pattern that would satisfy the needs of the organisation and ensure compliance with the ET above.
The CD team consists of 15 members of staff split across Norfolk (8) and Suffolk (7) and are categorised as Modern Workplace 3 meaning they can all work from home. The team have three supervisors that also undertake the operational duties of the CD SPoC.
Each CD SPoC is trained and accredited to undertake duties legislated by the Investigatory Powers Act 2016 and governed by the Home Office’s Communications Data Code of Practice. Their work predominantly relates to the obtaining of CD from Telecommunications Operators (TO) to aid investigations. To undertake the role, each SPoC must successfully pass the CD course and be accredited with the Home Office to undertake the role. This training becomes particularly relevant when we start to explore the feelings, behaviours and responses of the team and I in the context of power, leadership, motivation and behaviour.
There were two main areas of focus. The first being the immediate response to resolve the fact that the CD SPoC’s continue to undertake the on-call function whilst knowingly in breach of WTR and the published ET judgement. This required a quick resolution as the constabularies could not willingly ignore the ET judgement.
Secondly, there was a need for a longer-term solution to ensure that CD SPoC’s continue to fulfil the organisational, legislative and code of practice requirements of providing SPoC coverage for all communications data acquisitions that they reasonably expect to make. Police forces, for example, would expect to deal with threat to life situations at any time and should ensure that a CD SPoC is always available in such circumstances.
My natural default is to embrace change with enthusiasm, aligning myself with transformational aspects of leadership. The views of Vila-Vazquez et al. (2023) when considering the value of transformational leaders mirrors how I attempted to use this leadership style as currency. Vila-Vazquez et al. (2023, p. 1122) “confirm a positive influence of supervisors transformational leadership on performance” and how managers can “inspire and motivate” thus establishing job engagement. Such motivation when financial incentives are not an option within policing is a valuable commodity. 
As a leader I wanted the CD SPoCs to attain job satisfaction as observationally in my experience this is when people perform at their best. I will always frame my leadership style in a positive setting, offering solutions or refocusing problems rather than opting for what in my opinion is the easier option of being unnecessarily negative. In my earlier years of service, a culture of negativity appeared to be fashionable within policing. I have seen the toxic environment that this can build, and I believe this previous culture of negativity or a lack of desire to be overtly positive was a consequence of a male dominated workforce and the socio-economic setting of legacy events such as the miners strikes. 
Drawing from the observation of Warner and Le-Brun (2025, p. 52) “People don’t want to be told; they want to be heard”. I set up a working group with representation from CD SPoC’s, UNISON, HR, finance and legal services to develop a solution that met the requirements of each force’s legal obligations along with ensuring compliance with the ET.
The best leaders I have worked with or for in the context of change have had the confidence and have been sufficiently humble to listen to and draw from subject matter experts irrelevant of rank. Cook, Nohria (2025, p. 78) reference high performing businesses such as Toyota deploying similar methods when implementing change to ensure “Decisions are not made by rank or hunch”. This does conflict with the intrenched principles of authoritarian leadership within policing. As Cook, Nohria (2025, p. 81) explain “That kind of identity shift is difficult, especially for leaders who rose through the ranks by mastering the traditional model.” Difficult yes however not impossible and as with the observations of Warner and Le-Brun (2025, p. 55) “Success comes from distributed intelligence, continuous learning and adaptation”.
Martin et al. (2017) discuss how historically and arguably continually that rank and leadership are often confused and the problems that often come with the assumption that rank equates to good leaders. Mulins (2019, p. 462) takes this one step further when describing the ‘Peter Principle’ which is “In a hierarchy every employee tends to rise to their level of incompetence”. This is particularly relevant to the policing rank structure whereby individuals can put themselves forward for promotion, are assessed on knowledge and retention of legislation rather than the principles of leadership and management. 
Integrating Human Resource Management (HRM) into the process from an early stage was a decision I made in line with the views of Abbott (2015) who discusses the role of an HRM as being one that should empower employees. Mullins (2019, p. 40) when discussing the role of HRM states “People and organisations need each other and HRM is an important part of this relationship”.  I will discuss later in this paper that through my experience in this example it was the limitations imposed by HRM that frustrated meaningful engagement and caused significant unnecessary delays, frustrating CD SPoCs and myself.
I wanted to ensure that the solution to this problem resulted in the team being engaged “Making changes with people, not to them” Warner and Le-Brun (2025, p. 56) Why? Because this is fundamentally how I believe people should be treated and on reflection aligns with my thoughts surrounding servant leadership. 
The branding of servant leadership often leads others to assume connotations of weakness however when looking at the concept you can see as with the observations of Winter (2025, p. 15) that “This leadership viewpoint centres attention on the greater good of the organisation and community over self-gratification”. Whilst arguably this could be seen as a more utopian or romantic style of leadership, I personally feel that it highlights the strengths of true leadership and one that I align myself too often. Whilst I accept that this leadership style is not appropriate to every scenario or role within Policing, I do believe that when trying to influence strategic change it has considerable value. Martin et al. (2017, p. 212) discuss the need for a bottom-up approach “where the leader is seen as successful and effective when he or she supports their subordinates and allows them to carry out their roles to the best of their ability.”
It was inevitable that a 24/7 shift pattern would be the long-term solution that would necessitate an uplift in staffing to maintain operational capacity. As of January 2026, the business case for an agreed pattern and uplift sits with both Chief Constables for sign off.
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When looking at managing change the views of Doyle (2002) reflect my own personal feelings. As someone who had validated themself in managing police officers and being scored as exceeding this additional responsibility was sold to me as a reward however the skill set, I had built did not naturally translate. Whilst I thrive on challenge and embraced the stimulation, I did have concerns that the obvious nature of my inexperience in the subject matter of change management and the role of CD manager might at a very early stage undermine my legitimacy with the new team. Pitsi, Billsberry and Barrett (2025, p. 91) discuss how people’s perception of what a good leader is “is shaped by cultural exposure, role expectations and prior encounters”. I hadn’t worked with this team before, their knowledge and that of my predecessors in this field exceed mine leaving me feeling anxious. I also had to contend with my own thoughts and undoubtably those of the team that this supervisory change was necessitated by “cost savings” and not by a solid evidence base. Did this make the team feel undervalued? I think so. 
Henriques Pereira et al. (2025, p. 3223) discuss human capital theory and assert “In the event of a managerial replacement, an organisation not only incurs the immediate financial impact of replacement costs but also suffers the loss of the departing managers human capital”. This view feeds into the observations of Martin et al. (2017, p. 21) “There has been a gradual reduction in the faith attributed to authority figures and there has been a shift towards information and the knowledge economy”. I felt that I needed to complete the same CD course that SPoCs and supervisors alike had completed. I was acutely aware that the previous manager had not taken this step, on reflection this was an obvious attempt at validation with an unconscious reverence and potentially a naïve approach at asserting an early form of expert power. As Finkelstein (1992, p. 509) explains that the “more experience, relationships and contacts a manager obtains in the context of their role, the greater their command of expert power”. For me to think attending a course might provide me with this was as stated naïve especially when considering the years of experience the CD SPoC’s had in role. I did however overlook the impact that my role as a police officer had when balanced against the fact that the CD team’s previous manager had been a member of police staff. Did this indirectly offer me a level of coercive power? Did I underestimate how the studies of Maphanga, Mokoena and Isabirye (2024), Elangovan and Lin Xie (2020) and Parmer and Dilard (2018) reflect that coercive power results in higher levels of employee stress?   
I wanted to involve the CD SPoCs as much as I could in the change process, believing that a democratic approach would help me to understand their thoughts and feeling whilst also drawing from their experience in role. Upon reflection I also held the belief that this approach to tackling a shared problem would galvanise the team and strengthen my relationships with them. MacKenzie (2025, pp. 1-2) references Eric Beerbohm (2015), who argues that “democratic leaders must forge joint commitments with their followers before they act”. Imran et al. (2025) Discus how democratic leadership can be valuable when aligned with shared goals. Fundamentally this was the case however I would argue psychological safety and trust must be considered as prerequisites. Were the team feeling that I was asking to much of them before I had earnt their trust? Did I move to quickly? Should I have taken more time to understand the individuals and the impact that such understanding could have as a motivator? 
Mullins (2019, p. 250) looks at the four common characteristics of motivation. One of which being:
 “Motivation is multifaceted. The two factors of greatest importance are: (i) What gets people activated (arousal); and (ii) the force of an individual to engage in desired behaviour”. 
On reflection I believe that when I first engaged with the team I focused too heavily on this one characteristic, I assumed that as the ET had been found in the SPoCs favour that they would be activated and that this would provide energy into the proposed change process (desired behaviour). I should have started the process by listening to the teams’ feelings about the outcome rather than assuming they would be energised, I did however quickly pick up on the tone and language being used and was able to reframe my approach. I initially let my own desire to embrace change dominate the narrative. 
Whilst a democratic approach largely worked in the early stages of this change process it did highlight specific behaviours and emotional responses which changed my approach moving forward. 
As I anticipated and as discussed by Maphanga, Mokoena and Isabirye (2024) everyone had a different expectation of what a good solution would look like. These beliefs were understandably shaped by individuals’ personal circumstances however I had thought that through a more humanistic approach and as per the points discussed by Joshi (2020) that the team could pull together for the common good whilst respecting each other on an individual basis. This however was not the case, with some more dominant personalities overpowering more introverted characters with accusations of bullying and manipulation.
Mullins (2019, p. 223) looks at the role of interpersonal perception “the interaction of individuals provides an additional layer of interpretation and complexity”. This focuses our attention on every interaction, how body language, tone, culture and previous experience can shape the perception of others. Whilst we might not agree with how a conversation or comment has been perceived we cannot escape from the fact that it has occurred. I had to challenge the behaviours in question in a fair and unbiased manner. “Employees who perceive fairness in decision-making and treatment are more likely to have a positive quality of work life”. Maphanga, Mokoena and Isabirye (2024, p. 4). Atwater et al. (1998) continues this point explaining that such clarification of standards and behaviours results in the leader or leaders being seen as effective. This moves onto the consistency of challenge whereby Atwater et al. (1998) also discuss such challenges if consistent/fair being seen as equitable and just. 
My thought at the time was to challenge this behaviour at an early stage, to consolidate my position, set standards and build trust across the widder team.  Kumar (2022) and Overskeid (2024) both analyse behaviourism and the works of Skinner in the context of learning through consequence. It was my belief that learning through consequence (challenge of behaviour) that the individual concerned would associate these with future behaviours. My leadership style is not to shout and scream and whilst said challenge was not broadcast it had an evident impact on how the team engaged and interacted with each other. I have previously received 360 feedback regarding my measured approach and response to conflict or challenge. Whilst I see this as a strength others have perceived it as a reluctance to be confrontational; my retort is often that kindness is not weakness. Minson, Collins and Yeomans (2025) advocate that businesses look for leaders who disagree constructively utilising verbal skills and Emotional Intelligence (EI) to lead and influence change.
This event resulted in me adopting a more blended approach, drawing from styles and theories such authoritarian, autocratic, transformational and servant whilst also considering behavioural principles behaviourism and humanism. Utilising EI to inform what approach to take at what time. 
Mullins (2019, pp. 149-151) looks at the role of EI with it being broken down under five main constructs:
1.	Self-awareness
2.	Self-regulation
3.	Social skill
4.	Empathy
5.	Motivation
Abdullahi, Anarfo and Anyigba (2020) discuss the significance of EI in the context of leadership and how those with greater emotional intelligence will get more from their employees.
When simply looking at the 5 constructs as titles EI is relevant to leaders who must reflect not only on how they treat others but also how they treat themselves. This is at times a balance I have not always struck, whilst finding time to empathise and engage with others however not always taking the same time to reflect, evolve and regulate my own emotions. I think at times I overlook how significant the impact can be when absorbing the concerns of others and how valuable taking time to reflect can be in processing this. 
Further themes and feelings that consistently occurred during the process centred around sleep. Very few of the SPoCs had previously worked shifts (nights) and this clearly concerned them.  Ayorinde et al (2025, p. 2) discuss the impact of shift patterns sighting “Poor sleep quality and fatigue have been found to impair judgment, increasing the likelihood of mistakes that could endanger the public” mirroring concerns raised by members of the team in the context of a 24 hour response, sighting fatigue in the context of life at risk scenarios as being likely events that could see the consequence of such errors being significant. Whilst I could and did empathise with the teams’ concerns, I had previously worked shifts myself and identified that with adequate rest periods and an adjustment of sleep patterns then this risk of fatigue could be mitigated. Offering better sleep workshops as a contingency to ease any potential transition for those that have not experienced shift work. Equally Police staff benefit from not having duties extended, whilst a night shift may be unsocial it does come with a defined start and end time whereas warranted officers could be required to extend said shifts at the drop of a hat. Teasing out practical examples such as this in my opinion helped change the perspective of what was initially seen as a contentious point to one that see’s the CD SpoCs as benefiting when compared with others.
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Over the 12-month period I have been able to engage the CD SPoC team in designing and implementing sustainable change, moving from an environment that did not comply with the ET to an interim pattern and the subsequent design of long-term shift pattern.
When exploring motivation in the workplace McAnally and Hagger (2024) examine the impact of self-determination theory. On reflection the principles of self-determination theory are ones that I had inadvertently tried to apply to motivate my team and engage them in the change process with mixed results. As McAnally and Hagger (2024, p. 6) explain “employers who support their employees’ relatedness by encouraging team members to share their perspectives may create environments where employees collaborate more often, resulting in higher-quality task performance and overall improved job satisfaction”. 
To create such an environment, I communicated regularly with the team, ensuring their voices were heard however with a large team and a contentious subject matter it was inevitable that everyone would have their own agenda shaped by their own impact factors including children, partners and finance. These impact factors had to also be considered in the context of individuals intrinsic and extrinsic motivators, or even as reasons behind amotivation. I had only been managing the team for a matter of weeks prior to this change process being introduced. I did not have, nor did I spend sufficient time to naturally learn about individuals. Widjananti (2019, p. 2) explains that intellectual and EI must be treated equally moving on to highlight the importance of “recognising students and their character well”. This was compounded by the fact that the entire team worked remotely, removing opportunities for organic conversations to occur. This undoubtably initially impacted my ability to relate with the team on a personal level and would have certainly made it far harder for individuals to trust me. I did however learn skills and techniques to communicate with them as individuals, understanding what styles and approaches they responded positively to.
Pleasing everyone was not an option however I did see real benefit in communicating and rationalising decision making, whilst not always in agreement the team appreciated the fact that they were being given reasons and context. The team remained engaged with the process however it is difficult to say for certain if this was due to their perception of feeling valued and listened to or if it was out of necessity, unease and or even an agenda to frustrate and delay change. 
When looking at my own leadership style I believe that I focus and consider the needs of the individual, having prior knowledge of Maslows needs hierarchy consciously or not I strive to ensure that those needs are met. My philosophy being that this is how I prefer to be treated and thus shaping how I believe others want to be treated. 
Maslow’s hierarchy offers foundations of security for other theories to be built upon. Some individuals thrive and are motivated by having their lowest needs met whereas others aspire to self-actualisation, to treat everyone the same would appear disingenuous and again highlights the need to understand and consider the individual. Whilst Maslow’s hierarchy could be seen as the foundations, I would describe equity theory as the thread that I endeavour to run through all teams that I manage. Whilst perception can impact its effectiveness, I believe that a consistent managerial stance of fairness is one that is relatable if communicated properly to all. I gain motivation from having a team that thrives on this feeling of equity. I have learnt however that vigilance is key particularly within the policing environment, multiple teams with a variety of management styles can result in those outsides of my influence being treated differently and could undermine through no action of my own the messaging and consistency I aim to instil.
Yuhe and Bhaumik (2025) focus on the impact of positive reinforcement within an educational environment, there are parallels to be drawn. As with an educational setting I can not use finance as a reward or motivator, having to focus more so on the connectivity and relationships I build with my team to validate them, and their performance.  Positive reinforcement does not only have to be via verbal praise this could be by providing members of the team with opportunities to develop, attend a course they have a particular interest in and promoting their continuous professional development. Whilst undoubtably positive reinforcement is a key tool other leaders and I must be acutely aware of the impact of its inappropriate use. Praise that is poorly timed, generic or insincere can have a detrimental effect on not only the individual but also the whole team. Understanding the perception of praise by others is crucial, if the wider team see praise being given for what they believe is substandard work or the norm this will leave them questioning its value and even potentially lowering their own standards. I can draw from my own experiences whereby I have had colleagues who I would perceive as doing “just enough” rewarded with the same broad-brush praise as myself, my perception was that this was lazy management and a superficial effort to try and maintain/promote morale. Mullins (2019) discusses the number of motivational theories and how that for them to be used effectively their relevance must be assessed against each scenario.
During this process being beholden to a rigid change and consultation period undoubtably caused frustration and hindered my ability to utilise the team as reference points to inform decision making. Whilst I accept that a framework must be in place to ensure staff have access to HR and Unison representation it appears counterintuitive that providing this protection in many ways prevents their voices from being heard until it’s too late. Mullins (2019, p.175) looks at the work of Watson and the law of association “locked-in behaviours seen as the only way” these locked in behaviours are all too common within Policing.
One of my biggest learning points came when I briefed the CD supervisors, outlining the proposed long-term shift pattern. I decided to present this to them three days prior to briefing the wider team. My intention being that as line managers they would be direct points of contact for the CD team and having prior knowledge would help them prepare. Whilst two of the supervisors appreciated the briefing the third did not sighting that they now felt compromised and would have to lie to colleagues should they be asked any direct questions over the following days. Reflecting on this I can draw from the observations of Minson, Collins and Yeomans (2025) who discuss the intention behaviour gap and the behaviour perception gap. Minson, Collins and Yeomans (2025, p. 112) state “Even when we manage to perform the behaviours we intend, there is no guarantee that they will be perceived as we hope”. 
Reed and McDermott (2020, p. 175) look at reframing resistance, seeing it as a “positive addition to the change process, recasting the change agent as encouraging employees to share their reflections, harnessing the value of their insights”. Seeing what are natural, understandable questions that reflect employees’ anxieties as a negative and labelling this as resistance in fact only leads to an adversarial relationship. On reflection I had underestimated the impact that this information sharing could have, the CD supervisors were also impacted by the changes in question and undoubtably had their own anxieties. Whilst my intentions of sharing the information were good was I sub-consciously using the supervisors as a sounding board, looking for affirmation before the proposed shift pattern would be shared with the wider team?
I choose to listen, acknowledge and absorb the individual’s views. My approach to this resistance was largely shaped by my own personal experiences of having change imparted on me by the organisation, inevitable yes however none the less unsettling. The best leaders have left me feeling listened to and as though I have played a part in influencing what that change ultimately looked like. 
[bookmark: _Toc219067971]Conclusion and Action Plan 
I hold reservations as to if a leader could purely rely on one leadership style or model, prompting me to reflect on my own style, that an amalgamation of approaches is more appropriate. People want to be treated with dignity and respect; they also look to leaders for guidance and direction. At times they need a figure to challenge and push back against.
During this process I had to reflect on the fact that I had been given almost complete autonomy. I had to balance feelings that such trust reflected how I was seen as being competent, effective and efficient by my line manager with at times feeling that I was being left to solve the problem alone without an adequate support/change team around me. Should I have communicated this better? Potentially, although from a developmental perspective I had been left without a PDR or structured 1:1’s for the period in question thus not offering me a natural window to discuss my views and feelings. Such a framework would certainly have furthered my motivation in line with self-determination theory and as stated by McAnally and Hagger (2024, p. 6) helped meet my “basic psychological needs of autonomy, competence and relatedness”.
Wilkins (2025) discusses the concept of hidden blockers that leaders often impose on themselves and the value in reframing thoughts and ingrained responses. When I step back and look at my own leadership during this example, I can certainly identify with some of the blockers referenced by Wilkins (2025, p. 134) “I need to be involved” and “I can’t make a mistake”. These unhelpful thoughts have been shaped on reflection by joining the organisation straight from school. To validate myself and prove my worth I attempted to do everything, show no weakness and or not make mistakes. This inevitably has transferred to my leadership style, and I must remain conscious that my responses and learnt behaviours are because of my own previous experiences. In addition to the influence of past behaviours I must not underestimate the influence of role models on my leadership style and how my leadership could influence others moving forward. 
Brown and Trevino (2013) explore the importance of role models in the context of leadership, ethical leadership and social learning theory. Brown and Trevino (2013, pp. 588-589) state that “Social learning theory posits that individuals learn what to do and how to behave largely by observing and emulating role models” they go on to discuss a wide range of role models. It is my belief that to understand your own leadership style, behaviours, strengths and weaknesses you must be aware of what or who has influenced you. I can reflect on my up bring, two parents that both worked in the NHS, both hard working, instilling a work ethic in me. Playing team sports, drawing from captains or professionals that set standards that I aspired to achieve. In work I have drawn from not only good leaders but also peers who have excellent communications and decision-making skills. Those that utilise EI through displays of empathy and understanding be it in support of colleagues, victims or witnesses. I have equally observed examples of poor leadership and have shaped my own style to ensure that I do not emulate traits such as aggression, bullying or lack of compassion. 
Deaton (2015, p. 1) references the works of Bandura in support of my observations above explaining that “If anything can be taken from social learning theory, it is this – for better or worse, people observe, imitate, and model the behaviour of others”.
Be it positive or negative throughout this reflective piece I have drawn from the fact that whilst these influences are relevant to me, they may not align with the views, values and or experiences of others. In my experience it is having this awareness and EI to find a middle ground, an ability to relate, listen and acknowledge other perspectives that shapes a leader who can inspire and motivate their own teams and those around them. 
It is my opinion moving forward that the significance of EI is only going to increase, with the development of technology and reliance on AI. A leader’s role as a subject matter expert is going to become less relevant. Being able to use EI as a glue to hold a team together, motivate staff and relate to individuals will remain a critical function.
If I had to go through this process again, I would consider a framework or process such as the Myers-Briggs Type Indicator (MBTI) to learn and understand individuals’ personality and behavioural differences as a priority action. I wouldn’t want to rigidly deploy a system as my concern is that this could feel forced and or insincere, rather using the principles, weaving them into natural interactions and conversations. Having knowledge of such tools would help me when reflecting post interaction and provide me we with a broader skillset and knowledge base to identify how best to communicate and motivate an individual or team. Mullins (2019, p. 143) states that “the MBTI tool has promoted considerable research interest, particularly with regards to the correlation between personality types, occupations and management styles”.
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