Operational Leadership

UWTSD MSc Policing (Operational and Strategic Leadership)

Submitted by: Jason James UWTSD 2015818

Module: BMPO7001 Operational Leadership

Assignment Title: Operational Leadership in Modern Policing

Submission Deadline: 23.59hrs 25 June 2021 
(Extenuating circumstances extension granted)

Word Count: 5193

Number of Pages: 24

Task: A reflective report on the many and varied challenges of Operational Leadership in Policing.







“This is to certify that the work I am submitting is my own. All external references
and sources are clearly acknowledged and identified within the contents. I am aware
of the UWTSD regulation concerning plagiarism and collusion. No substantial part(s) 
of the work submitted here has also been submitted by me in other assessments for
 accredited courses of study, and I acknowledge that if this has been done an 
appropriate reduction in the mark I might otherwise have received will be made”. 


· Description


This paper sets out to highlight the many and varied challenges of operational police leadership following the Gibbs Reflective Model. (Gibbs, 1988) This paper will have a specific focus on the role of public order command in the complex legislative landscape and highly scrutinised area of policing protest and unlicensed music events (UME) during the current Coronavirus pandemic in the United Kingdom. The paper will focus on a period of protest that was planned by the international environmental protest group Extinction Rebellion (XR) and a subsequent unlicensed music event in the South Wales Police force area. 

XR are a global environmental movement with the stated aim of using nonviolent civil disobedience to compel government action to avoid tipping points in the climate system, biodiversity loss, and the risk of social and ecological collapse (Extinction Rebellion, 2019). Formed in 2018 the movement have sort and attracted international attention as a result of their well-orchestrated protests across the UK. These have included significant protests in both London and Cardiff and in October 2019 brought both capital cities to a standstill for twelve consecutive days with their well-coordinated blockades of key locations. The policing operations at these protests have often proven controversial, with allegations of the repeated and unwarranted use of force, wrongful arrests, the misuse of police powers and the targeting of women and disabled protesters. (Blowe & Walton, 2020)

XR publicly advertised their ‘Act now, summer uprising’ to take place from the 28th August to the 5th September 2020. Having achieved the movement’s first of three aims, the declaration of a ‘Climate Emergency’ by the UK government. XR were intent on taking direct action intended to force the UK government to ‘Act Now’ on catastrophic climate change and make the UK carbon neutral by 2025, thereby achieving extinction rebellion’s second stated aim. (Extinction Rebellion, 2020)

As the appointed silver commander, I lead the tactical policing response to the nine days of protest across South Wales. These being, 28th - 31st August where regional XR groups would be taking action in line with key themes ‘to let government know that rebellion is coming to the capitals.’ 1st - 5th September, simultaneous actions throughout the UK focusing on London, Cardiff, Scotland, Manchester and prominent locations along the route of HS2. 

In preparation for the protests, I held a number of planning meetings with key internal staff and external partners. I subsequently briefed the appointed gold commander, Assistant Chief Constable J in order for them to complete the operational strategic objectives. (all officers involved in the operation remain serving officer’s so anonymity will be provided)

In addition to the above planned protests which were due to commence over the autumn back holiday weekend, a UME was organised and commenced without my knowledge or that of our intelligence networks. The UME was attended by over three thousand revelers from across the UK, the venue being The Walters arena, a four-thousand-acre international motorsport complex on the outskirts of the small village of Banwen in the Neath valley.

Significant attention was also given to the ongoing effects that the Coronavirus pandemic was having in Wales, the UK and globally. All command decisions had to give due consideration to the Health Protection Coronavirus Restrictions. The Health Protection (Coronavirus Restrictions) (No. 2) (Wales) (Amendment) (No. 4) Regulations 2020 states.
Organising an unlicensed music event of more than 30 people is a specific criminal offence. These are events that are not licensed or otherwise authorised under the Licensing Act 2003. A breach of this prohibition will be an offence punishable by conviction and an unlimited fine or, as an alternative to conviction, by a fixed penalty set at £10,000.  
 (Public Health Wales, 2020) 

The Public Health Wales coronavirus regulations continue to this day to place restrictions on gatherings. Whilst, as noted above, it was the commander’s duty to facilitate peaceful protest, it was imperative also to take into consideration the interests of public safety and the protection of public health where under current coronavirus regulations a maximum gathering of thirty persons was permitted. This consideration added another layer of complexity in command decision making, with little available in terms of legal precedent or stated cases yet continued to be at the forefront of command decision making during these unprecedented times.

In considering the overall intentions of the protestors, the tactical parameters and policing style of this planned event I started from an unequivocal position of facilitating the individual and collective rights of the protestors including the following.

Absolute Rights:

· Every person has the right to life (Article 2 European Court of Human Rights)(ECHR)

Limited Rights:

· Every person has the right to Liberty and Security (Article 5 ECHR)

Qualified Rights:

· Every person has the right to Freedom of thought, conscience and religion (Article 9 ECHR)

· Every person has the right to Freedom of Expression (Article 10, ECHR)

· Every person has the right to Freedom of Assembly and Association (Article 11 ECHR)

As the police silver commander, I had extensive experience of commanding events such as UEFA champions league final, NATO European summit, domestic extremist protests and many high-profile concerts and sporting fixtures. Whilst confident of my leadership abilities, I was acutely aware of the previous tactics employed by the protestors and the level of public and legal scrutiny my command decisions would be subjected, following any incident involving confrontation, direct police action or indeed inaction. Minutes of planning meetings, command logs, correspondence including all emails are regularly subject to ‘Freedom of Information’ requests and my previous command decisions have been subject to Judicial Review. 

· Feeling

My feelings and leadership development in this area typified Kolb’s experimental learning cycle having touched all four of the elements. Kolb will state that this perspective on learning is labelled experimental for two reasons. The first being to tie it clearly to its intellectual origins in the work of Dewey, Lewin and Piaget. The second being the undeniable role that experience plays in the learning process (Kolb, 1984). Kolb’s theory is best known through the four-stage model of experiential learning which he calls “The Lewinian Model of Action Research and Laboratory Training” (Kolb, 1974b)
[image: ]

Klob, 1974

My personal previous ‘Concrete Experience’ related to a Wales v England international football match at the Principality stadium where I made the decision to contain (or what was subsequently referred to as kettling) several hundred Welsh football fans. The Swansea City based Welsh fans were involved in pre match violence with other predominantly Cardiff City based Welsh fans in the capitol. As a result of this violence, I made the decision to prevent the free movement of the agitators and deny access to the stadium to avoid further disorder.

The ‘Reflective Observation’ was a very highly publicised and media focused scrutiny of my decision to contain the Welsh fans in one location for almost two hours thereby impinging on their rights under Article 5 (Human Rights Act 1998). A series of legal challenges were overcome and finally an unsuccessful attempt for a Judicial Review brought by the fans thereby vindicating my controversial decision.    

The ‘Abstract Conceptualisation’ of my actions involved a detailed personal reflection of my decision alongside the actual and potential ramifications. Did my bold, unorthodox yet entirely successful tactics justify the ends? What impact did this have on football fans relations with police and the reputation of Welsh fans, South Wales Police and me personally.

‘Active experimentation,’ whilst I have never had cause to employ this tactic since the above incident, the case has set a legal precedent and been used as a template as good practice by commanders across the UK.   


When reflecting upon my feelings on the XR protests, I wanted to do my utmost to balance the needs of the protestors against those of the Cardiff business district, the local community and public safety requirements.  These competing needs and considerations could only be determined on an individual, specific circumstantial basis.  In order to achieve this balance my policing operation would pay due accord to the Police Code of Ethics which sets and defines the exemplary standards of behavior for everyone who works in policing (College of Policing, 2014) and the overriding legislative backbone of the Human Rights Act 1998.

My silver policy document acknowledged that Articles 10 and 11 of ECHR place upon the Police an obligation to facilitate peaceful protest, albeit that these must now also be viewed in the context of the Health Protection (Coronavirus Restrictions) (No.2) (Wales) Regulations 2020, as amended. I acknowledge that traditionally the police are required to demonstrate a degree of tolerance towards peaceful gatherings where demonstrators do not engage in acts of violence even if these protests cause a level of disruption or an obstruction.  My tactical plan, decision and policy log therefore considered and provided a concise rationale as to the accepted degree of tolerance for low level disorder, obstruction of the highway and public order incidents.

However, as an experienced silver and gold commander, I acknowledge the right to freedom of assembly is not an absolute right.  The police have obligations not only to protestors but to local residents, business communities and members of the wider public affected by protest activities and must balance these competing rights and claims.  Whilst it is the duty of the police to take reasonable and appropriate measures to enable peaceful demonstrations to proceed, there is no absolute duty to protect those who want to exercise their right to peaceful assembly. I also acknowledge the wide discretion available in the choice of measures to be used.  Indeed, the law allows for peaceful assemblies to be subject to limitations by the police in certain circumstances (European Convention on Human Rights, 1998). 

In summarising my feelings on the overall operation, I entered the process with a team that in the main, I handpicked, including commanders on the ground and support staff in my command room, all of whom I had prior knowledge or had worked alongside previously. The demands on my team and myself over these key dates were exceptional, in the three days of the UME combined with XR protests, I appeared to be making significant policy decisions every few moments, regularly consulting with force lawyers and my public order, public safety tactical advisors. Throughout, constantly reviewing statutory legislation, integrating and interpreting Welsh variations of the current covid regulations and balancing this with Human Rights legislation. The XR protests were planned to be conducted in daylight hours so when the UME commenced on a 24-hour basis over a bank holiday weekend I had little in terms of public order accredited command resilience. I felt mentally exhausted at the end of these three days with significant force demands, national media, PCC and chief officer interest and a further five days of protest to follow.

With the above considerations at the forefront of my mind it was not the nine days of XR protest that included complex lock-on devices, protestors scaling government buildings to unfurl banners and a two thousand strong precession across the city centre that brought the city to a halt that posed the greatest leadership challenges. When considering the major command challenges the UME  presented a set of unique organisational and moral decisions with considerable ethical and reputational implications. 

· Evaluation

When I evaluate the aspects that went well in the operation, I consider my ability to communicate clear concise information and direction regardless of the task complexity was a real positive. I note that my leadership style and decision-making characteristics varied greatly dependent on the circumstances. The range of authoritarian to democratic as highlighted by Tannenbaum and Schmidt was stark and on personal reflection was frequently dictated by a multitude of factors. 

Law (2016) references the Tannenbaum–Schmidt continuum and notes that the type of leadership that is practical and desirable in any given situation will depend on three types of force: forces in the leader namely the leader’s self-confidence, personal philosophy; forces in the followers including their experience and willingness to take responsibility; and forces in the situation including the nature of the problem and time pressures.

When evaluating these three types of force in detail consideration must be given to the importance of the National Decision Model (NDM) (College of Policing, 2013) a constant thread through all the decisions made in this and indeed all my operational considerations. The NDM has six key elements, each of which are essential to ethical leadership and transparent decision making.

· Information and Intelligence: During this stage the decision maker defines the situation and clarifies matters relating to any initial information and intelligence.

· Assess threat and risk and develop a working strategy: This analytical stage involves assessing the situation, including any specific threat, the risk of harm and the potential for benefits.

· Powers and policy: This involves consideration of powers, policies and legislation that could apply in this particular situation.

· Options and contingencies: This stage involves considering the different ways to make a particular decision (or resolve a situation) with the least risk of harm.

· Action and review: This stage has two distinct steps. At the action step, decision makers are required to make and implement appropriate decisions. The review step requires decision makers to review and reflect on what happened once an incident is over.

· The Code of Ethics: The Code of Ethics sets out the policing principles that members of the police service are expected to uphold and the standards of behaviour they are expected to meet.

When I reflect and analyse the aspects of the operation that did not go as well, I can recall the decision to hand over to another silver commander for one afternoon to allow me to attend a prearranged appointment. I provided detailed documentary products in the form of the gold strategy, my silver tactical plan and decision log. I arranged for a face-to-face verbal briefing the day prior to allow Chief Inspector M to effectively command the afternoons protests. What subsequently followed was a significant variance in our personal tolerance to risk, facilitation of protest and a leadership style that differed so greatly it could have had a detrimental impact upon the entire operation. Our organisational levels of experience and operational competence also played a significant part in our leadership styles. The effect of this was a stark change in the policing response by the officers on the ground to that of the preceding four days under my command, this consequently impacted upon the clarity of function for the officers and the level of trust and confidence in police command with protest organisers. The resulting impact was a significant amount of consultation, de-briefing of police resources and relationship rebuilding by the protest liaison team on my behalf to regain trust and confidence in my ‘no surprises’ policing style. 

When I discussed and de-briefed the decision making in the afternoon’s incidents, with Chief Inspector M it became apparent to me, their desire to make a decisive command decision and thereby leave a lasting impression on those around them appeared to be an underlying theme. So, when I consider Adair’s action centered leadership model there was a clear imbalance where the focus on the individual and to a lesser extent the task was to the detriment of the wider team and subsequently the XR protestors (Adair, 2006).

Such was the variation in policy and deviation in documented strategy and tactics, I was left in no doubt that this was perceived by the Chief Inspector as an opportunity to make an impact, improve personal status and psychologically create a platform to receive personal recognition. When attempting to understand the reasons for this I acknowledge that all such command decisions are subjective, and each individual will have differing levels of tolerance. 

Maslow’s Hierarchy of Needs (William, 1988, p. 120) are divided into five distinct needs these being,  physiological needs, safety needs, love and belonging, esteem and self actualisation. Esteem needs are the fourth level in Maslow’s hierarchy and include self-worth, accomplishment and respect. Maslow classified esteem needs into two categories: (i) esteem for oneself (dignity, achievement, mastery, independence) and (ii) the desire for reputation or respect from others (e.g., status, prestige). Maslow indicated that the need for respect or reputation is most important for children and adolescents and precedes real self-esteem or dignity.


It is quite true that man lives by bread alone — when there is no bread. But what happens to man’s desires when there is plenty of bread and when his belly is chronically filled?
At once other (and “higher”) needs emerge and these, rather than physiological hungers, dominate the organism. And when these in turn are satisfied, again new (and still “higher”) needs emerge and so on. This is what we mean by saying that the basic human needs are organized into a hierarchy of relative prepotency.
(Maslow, 1943, p. 375)

In this situation it was evident to me that the primary force in the Chief Inspectors decision making was a desire to boost self-esteem, gaining a greater respect for their newfound  ‘silver commander’ status, however this was compounded with a lack of operational competence and experience. As a bronze commander their tactical approach would be dictated by the silver and their responsibility would be the operational delivery of those tactics. This was not indicative of a shortage of confidence to make a decision rather their inability to adhere to the strategy, resulting in their intolerance any level of short-term disruption to the local community created by the protestors, namely, staging a sit-down protest on the road network. 

Whilst I had worked with XR to achieve a mutually agreeable level of disruption that I would tolerate within the boundaries of the law, Chief Inspector M saw any disruption as unacceptable and took decisive action in contradiction to my brief and the gold strategy. In this situation I was fortunate that the actions authorised by the Chief Inspector were not irretrievable, and therefore did not damage relations with the XR protest leaders beyond repair.

In my personal reflection of my command and leadership, I incorrectly assumed the organisational competence of the Chief Inspector would be mirrored in their operational competence. When evaluating their action’s, I have drawn comparison to the model of Situational Leadership Theory as developed by Dr. Paul Hersey and Kenneth Blanchard (Hersey & Blanchard, 1986). Of the four styles of leadership (1. Directing, 2. Coaching, 3. Supporting, 4.Delegating) the Chief Inspector clearly displayed the characteristics of the ‘Directing leader’ with an autocratic approach directing their team without prior consultation. This approach is consistent with a leader who does not want to show weakness or lack of experience directing their resources with little opportunity for collective contribution or feedback. 

I know from personal experience that the Chief Inspector was a well-respected, vastly experienced and committed bronze commander but had limited exposure as a silver. According to Hersey and Blanchard’s levels of employee development, and in my retrospective reflection of the individual they exemplified all the characteristics of ‘The enthusiastic beginner,’ having low levels of competence in this role yet high levels of commitment. This is clearly demonstrated in the below info graphics.
 
[image: Situational Leadership Model]
(Hersey & Blanchard, 2018)

When I analyse and breakdown the constituent parts and the specific circumstances of the UME, I note this presented a number of leadership, operational and organisational challenges over an already demanding bank holiday weekend. The event was well established in the Walters arena with thousands of attendees, when the force began to receive contact from local residents reporting their concerns and complaints.
 
I resumed duty on the Saturday morning and was updated regarding the UME by the overnight force gold commander. I used the NDM to correlate and fully digest the information available from the preceding night and began to put in place a tactical plan to deal with the UME organisers and attendees. Tensions were heightened due to the impact upon the local community with loud music having been played throughout the night and serious concerns over the impact on localised coronavirus transmission.
 
Having drafted a tactical plan, I convened a meeting with the force gold commander Chief Superintendent S to agree the command structure and policing response to the UME. Due to lack of availability of accredited silver commanders, I was required to command both the ongoing protests in Cardiff and the UME with increasing national media interest on the latter. I required several additional specialist resources and logistical support to police the UME at this remote location and called upon neighbouring forces to provide resilience in the form of specialist public order trained officers. Having dealt with numerous UME's in the past I was confident in my ability to apply legislation and utilise current Welsh Government covid regulations to curtail the event.
 
In doing so I utilised the knowledge and expertise of the team around me to research and confirm the powers available under the Welsh version of the covid regulations which had been subject to 21 variations since the start of the pandemic. 
· Analysis

In analysing what went well in this element of the operation the support and clear lines of command were agreed from the outset. Assistant Chief Constable J would retain gold for the XR protest, Chief Superintendent S assumed gold for the UME and due to the level of media interest I spoke to Assistant Chief Constable D and requested they adopt the role of media talking head. The lines of command were agreed and ratified in the aforementioned virtual meeting. This provided me with clarity of command and removed the heavy burden that was initially placed upon me from the overwhelming demands of the national media. 
 
My leadership style for the planning phase of the operation was distinctly transformational with a focus on consultation with those around me with detailed knowledge of the legislation and the specifics of the location and the event itself. Inspiring those under my command was essential to achieve my desired outcome, that of a swift conclusion of the UME, with positive identification and best evidence obtained in order to effectively prosecute the event organisers. Consultation with my ground assigned bronze commander, public order advisors, specialist lawyers in conjunction with updated intelligence, drone and aircraft footage allowed me to formulate and revise my plans in preparation for the operational delivery phase. 

The available public order legislation required the physical service of a warning to event organisers and the powers to seize any equipment used in the amplification of music. This service had to be conducted in person and had to be delivered by the senior police officer present to those we were able to identify as event organisers. This in itself presented legal and logistical difficulties with over 3000 persons present at 4 separate stages in a densely wooded area, only 50 public order trained officers at my disposal and no easily identifiable event organisers. My explicate directive was to deliver the warning within a specific timeframe and this had to be captured on camera to provide best evidence and afford police and crown prosecution service the greatest possibility of a successful prosecution. My rationale for adopting this approach was the need to assimilate all the information and intelligence along with a clear grasp of the legislation available and its limitations.

In the delivery phase I wanted to arouse passion in the resources charged with delivering the legal warning and going forward to seize the sound equipment. In doing so I highlighted the risks they faced, the limited support available and the uncontrolled and hostile environment at the UME whilst reinforcing the training they had undertaken and skills and experience we had at our disposal. I highlighted the need to act decisively to identify organisers and robustly to seize sound equipment and associated evidence. In conclusion I referred back to personal involvement in previous operations where I and others under my direction and control had faced adversity, yet had successfully overcome, achieved the desired outcome and prevented further disorder.  

Bennis and Nanus describe the value of passionate and shared valued of a leader.

A leader can marshal many sources of ideas and energy by announcing a personal set of values that may encourage those who share the values and inspire those who are uncommitted. Such statements assign priorities to actions that followers perceive as a promise by the leader to give attention to certain especially worthy options. Values determine the choices people make or, at least, values are ascribed to the choices made by them. If values are not spelled out or acted upon by the leader, followers will assume they need not remain committed to them (Bennis & Nanus, 1985). 

On reflection I felt my leadership style was appropriate to the circumstance, that being a requirement to motivate the experienced and inspire the less experienced. Bennis & Nanus (1985b) note that strong and effective leadership mobilises and transforms people, and in a context, where I was remote to the incident and reliant on communication via video conference and telephone, this leadership style and personal intervention was essential to the safe and successful operational phase of the incident.

· Conclusion

In conclusion and with the benefit of hindsight I reflect upon my leadership style, decisions made, and legislation utilised to achieve successful outcomes in both the UME and the XR protests. The benefit of the Assistant Chief Constable taking the media lead to remove these demands from myself and the operational gold commander was probably one of my most important and advantageous operational decisions. In all there were fourteen interviews conducted on the day to various media and television networks, combined with overwhelming social media interest that required a formal response, an abstraction that I could not have sustained whilst maintaining effective operational command. 

When I consider the actions of the Chief Inspector the leadership styles adopted and personal learning from their actions, I do not feel that they acted in an entirely unexpected manner, just one that did not follow the agreed tactical plan or strategy. Was this unique or unusual? I would say not in an organisation and to a degree wider society that has a fixation and often a personal desire to be at the forefront of  interesting and challenging incidents and events. Furthermore, when I reflect and  internally examine the organisation and its development and progression of police officers in particular, it looks to highlight and promote single incidents over a sustained period of good performance. When I consider personal development reviews, our current ‘perform’ development process and promotion selection criteria and interviews. There is an emphasis throughout these processes on single incidents, events and deliverables that can define an individual over and above a sustained, progressive and consistent performer. So why wouldn’t the ambitious Chief Inspector, new to the role of silver take the opportunity to exercise their newfound level of autonomy and control. However, in conclusion and from a personal learning standpoint, I should have, and will in future adopt a supporting or coaching style of leadership when faced with similar circumstances. My actions are exemplified in the situational leadership model (Hersey & Blanchard, 1986b) where I was focused on delegation, when evidently, I should have in these particular circumstances given greater emphasis on the coaching of the Chief Inspector to increase their skills and competence.

· Action Plan

I have the force lead for public order and have recruited Chief Inspector M to work as my deputy in this role and have involved them in a number of past and upcoming events to assist with their ongoing development as a public order commander. 

My use of existing public order legislation to seize sound equipment and vehicles combined with recent Welsh government coronavirus regulations to issue £10,000 fines to eight of the organisers was seen as a real positive and provided reassurance to the community. All eight were convicted at court and a biproduct of these decisive actions has seen no further UME’s being held in our force area since this date.

A full organisational debrief, the learning from both events, and the leadership style I adopted in line with my experience, skills, knowledge, public expectation, legislation and coronavirus regulations have been shared with public order commanders across the region and the college of policing.  The specifics of the event along with the organisational learning have been documented and provided to the national UME intelligence unit, that works with all UK forces to proactively disrupt and prevent UME across the country.
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