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Introduction

Introduction

This report focuses on the leadership of Special
Constabulariesin England and Wales. Special
Constablesare volunteer police constables, with
the same warranted powers as a ‘regular’, paid
police constable. There isa Special Constabulary
within every police force in England and Wales.
At the end of September2018 (whenthe latest
published national figures were available at the
time of writingthis report) there were 11,029
volunteerSpecial Constables serving with the
forty-three geographical police forces, with an
additional 314 volunteering with the British
Transport Police. During 2018, these Special
Constables served a total of 2.9 million hours.
Specials perform a wide range of front-line
policingroles, increasingly convergent with the
operational roles and contexts of their ‘regular’
colleaguesinrespect of response and
neighbourhood policing contexts, and are
increasinglyinvolvedin supportingand
delivering specialists areas of policing.

The focus of thisreport on the leadership of
Special Constabulariesisimportant and timely
for four principle reasons:

- Despite the scale of the Special
Constabulary, with over 11,000 Specials
and almost 1,700 of those in promoted
ranks, issuesrelatingto the leadership of
Special Constables have beenrelatively
neglected, interms of policy, practice
and research;

- The Special Constabulary faces some
substantial challenges, notleast a major
reductionin numbers, having halvedin
headcount over the past sevenyears,
and related significantreductionsin
hours of contribution. There are
significantleadership challenges

regarding retention, effective
deployment, training, support and
wellbeing, ‘voice’ and representation,
and achievingdiversity;

- Policingisfacing many new challenges
and is under significant pressure to
become more dynamic and adaptive to
change. This leads to key strategic
guestionsinrelationto a changing future
role and contribution for Special
Constables. The future leaders of the
Special Constabulary will need to both
help shape this strategic future and to
lead Special Constablesinto this new
era;

- There are issuesand challengesin the
effectiveness, diversity and consistency
of current leadership models. Thisraises
questions about how leadership should
be designed and developed going
forward, both locally withinforces and
nationally.

The national scope of this reportis important.
At the time of writing, almost a quarter of police
forces were engaged locally withintheir force
areas in some form of review or organisational
developmentactivity relating to Special
Constabulary rank structures or leadership.
There isa lack of commonality of direction or
sharing of thinkingacross this work. The reality
is this piecemeal approach is both inefficient
and ineffective at coherently addressing the
strategic challenges of leadership across the
Special Constabulary.

Research and evaluationinto Special
Constabulary leadershipis extremely limited to
date. This report therefore makes a significant
contributionto beginto fill this gap, reflecting
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the largest-everresearch programme
undertakenat a national level on thisissue.

The report draws upon a range of empirical
data, including:

National survey data of Special
Constabulary leaders, addressing their
experience withinleadership roles;
National survey data of Special
Constables, capturing theirexperiences
of beingled;

Benchmarking survey data from all 44
police forces, detailing current
leadership structuresand practice;
Qualitative interviews with the majority
of Special Constabulary Chief Officers
nationally;

Qualitative research data drawing from a
large number of IPSCJ review and
research projects, encompassing
interview and focus group data from
over a dozen Special Constabularies;
Qualitative interviews with arange of
strategic stakeholders across policing.

The structure of this report

The report takes in turn various aspects of
Specialsleadership, andis structured as follows:

The remainder of this ‘Introduction’
chapter describesthe context for
leadership of the Specials, considering
the purpose and objectivesforthe
Special Constabulary, the leadership
requirementforthe Special
Constabulary, and some key leadership
challenges;

The second chapter exploresthe
experiences of Special Constables of

beingled, followed by a chapter that
focuseson the experiences of Special
Constablesin promoted and supervisory
roles;

- The fourth chapter seeks to summarise
and analyse existingleadership models
and structures and to identify the key
dimensions of the debate in relationto
future developments of leadership;

- The fifthchapter draws upon interviews
with Special Constabulary Chief Officers,
exploring theirstrategicrole;

- Ashort sixth chapter considersissues of
national leadership, collaboration, and
‘voice’ for the Special Constabulary;

- The report then concludes with options
for the future.

Defining the Special contribution

Any consideration of leadership needs to be
rooted in considerations of both the purpose
and objectives of the organisation beingled, and
of the strategic aspirations for the future.

There iswidespread thinking that the Special
Constabulary needsto be very differentinthe
mediumto longer-term, and that this pressure
for change presentssignificant opportunities. In
that context, it isimportant that a report such
as this not only considers the effectiveness of
leadership of the present model but also the
leadership capability required toenvisionand
realise the desired change, and also the future
leadership capability required tolead that
ambitious, and very different, future state.

A challenge for thisreport in considering
Specialsleadershipisthat the strategic
contribution of, and ambition for, the Special
Constabulary remains only relatively loosely
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defined at a national level. That national picture
is then considerably further blurred by what are
very wide variationsin direction and practice
across a disparate execution of Special
Constabulary modelsinindividual police forces.

The Special Constabulary National Strategy
2018-2023 framesthe Special Constabulary as a
means of ‘connecting communitiesto policing
and policingto communities’ and sees Special
Constablesas ‘a key enabler’ of the Policing
Vision 2025, ‘through theirunique and
privileged position of holding the office of
Constable, coupled with their integrationinto
the communitiesin which theylive, work and
serve’.

The National Strategy looks to Specials to ‘make
the best possible contribution’, through:

- Ensuring Specials are utilised ‘effectively
and efficiently’;

- Ensuring Specials ‘are beingfocused on
the areas where they can make the best
possible contribution’;

- Adoptinga cultural perspective that
Special Constabulary roles and
opportunitiesare ‘limited only by our
imagination’, and that ‘provided that
Special Constabulary officers are
appropriately trained and accredited
then they should be able to fulfil most, if
not all the functionality of regular
officers’. Thisis coupled with a
commitmentto widertasks and role,
across the breadth of policingand into a
range of specialisms;

- Professionalisation, including the
introduction of a national competency
framework, and achieving greater

coherence across issuessuch as
leadership;

- Maximisingthe utilisation of skillsand
experience that Special Constables bring;

- Developingthe Special Constabulary
model to reflectnew and emerging
policingchallenges, includingthe
‘additional complexities of crime’,
‘emergingdemandson the service’, and
that ‘issuessuch as vulnerability and
safeguardingare now fundamental’;

- Beyondintegration with local force plans
and priorities, there is alsoan identified
needfor a shiftinginthe deployment
focus for the Special Constabulary
nationally across forces to recognise
growing awareness and prioritisation of
‘vulnerability’ in policing objectives
(inclusive of child sexual exploitation,
high risk offenders, domesticabuse,
cyber-crime, serious and organised
crime, counter-terrorism, missingfrom
home, vulnerable families, vulnerable
adult abuse, concerns for safety, human
traffickingand modern slavery, and
mental health);

- Buildingon the USP of Special
Constables; primarily that they are police
officers with full warranted powers, are
a flexible asset, and are deployable
across force boundaries;

- Organisational development strategic
priorities forthe Special Constabulary
that include raising the profile of
Specials, widening opportunitiesfor
Specials, and developing the Special
Constabulary.

In support of the development of the national
strategy, the Association of Special Constabulary
Officersidentified potential areas where the
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Special Constabulary can enhanceits
contributionin the future:

- Providingresources at times of peak
demand;

- Tackling violence and knife crime;

- Response and detection of ‘minor’
crimes (aspects of which currently
receive limited resource and response,
but which can be significantin terms of
victim experience and community
confidence);

- Roads policing (enhancingresources in
an area of policingwhere resourcing has
markedly reduced overthe strategic
timescale, and in particular inrelationto
enhancingvisible and pro-active roads
policing, preventative activity, and
supportingand freeing specialist
resource to focus on e.g. complex
investigations);

- ANPR;

- Counter-terrorism, organised crime,
human trafficking, fraud and cyber (all
areas where the Special Constabulary
can provide additional resource and
specialistskills sets);

- Childsexual exploitation;

- Publicorder;

- Mental health.

Addingto that analysis, the 2018 National
Citizensin Policing Benchmarking Report also
identified a pattern inthinking at force level
which identified three furtherareas:

- Neighbourhood policing, community
engagement, schools and youngpeople
engagement (recognisingthe
importance, and recent trends of
reductionin resourcing in many force
contexts);

- Rural policingand engagement;
- Hate crime and engagementacross
diverse communities.

There are a number of critical voicesacross the
Special Constabulary who worry that the
Specials model needsto change more quickly
and more fundamentally, and see current
strategy at national and force levels as
‘incrementalism’ ratherthan beingabout
deeperand more strategic change. There
appears to be little challenge to the specifics
about future role and contribution, rather, there
is frustration at scale and pace, and many would
look to a greater future strategic energy which:

- Scaled up significantly, to fully realise the
potential of volunteer models;

- Pushed more strongly the
professionalism and integration agendas,
to create a higher-functioningvolunteer
model;

- Would like to see a considerably larger
and more rapid engagement of Specials
into specialist policing areas (so
essentially, consistent with the direction
set out in the thinkingabove, but much
more substantial in terms of scale).

Linked to some of this developmental thinking,
thereis also a growingenthusiasmto consider
‘reserve’ models. The concept of ‘reserves’is
loosely defined, asitis used across sectors and
internationally to mean many different things,
but broadly it involves:

- Achievinga more direct equivalency of
operating, and inter-operability, with
regulars, (at leastfor some of the cohort
of reserve officers);

- Astronger emphasison recruiting ex-
regulars into a reserve model, seekingto
maintain skillsand contribution;
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- Some consideration of paid as well as
voluntary models (with thinking often of
a ‘hybrid’ modelinvolving both, as is
seenin some US settings);

- A new and strengthened statutory basis;

- Forsome, a move away from the ‘Special
Constabulary’ name, towards either
‘volunteer police officer’ or ‘reserve’,
feelingthatthe language of the ‘Specials’
carries a negative cultural baggage.

The leadership requirement

Arising from the organisational strategy picture
discussed above, and based upon the research
work of the IPSCJ and a wide range of strategic
conversations about the Special Constabulary,
an attempt is made here to define the
leadership requirements of the Special
Constabulary.

At an operational delivery level, adistilled list of
the highest priority requirements forleadership
of the Special Constabulary can be summarised
as:

- Providingeffective supportand
supervision forSpecial Constables;

- Achievingthe effective deployment of
Special Constables, maximising ‘effect’;

- Supportingand ensuringthe
development of Specials, including
buildinginitial operational competency,
professional developmentand career
pathways;

- Ensuring Special Constablesfeel valued
and appreciated, effective and
worthwhile, championed, empowered,
enjoy good relationships with regular
officers and have high morale;

- Supportingdelivery at the front-line of
major changes in the developmentand
deployment of Specials, to support the
aspirations for future role, as set out in
the section above;

- Supportingdevelopmentanddelivery of
attraction and retention strategiesthat
buildtowards and deliverthe desired
‘future state’ of the Special
Constabulary.

At a strategiclevel inforces, the leadership of
the Special Constabulary needsto be able to
deliver:

- Aclearvision of future role and model of
operatingfor their Special Constabulary,
beingclear of the nature and scale of
intended contribution to policing;

- Anabilityto develop a professionalised
Special Constabulary, with the skillsand
experience capable of deliveringto that
role and operating model;

- An effective deployment of the Special
Constabulary, integrated with the wider
force;

- Settingthe conditions, creating the
culture, and achievingthe right
leadership to deliverthe best possible
experience of beinga Special Constable;

- Successful management of the strategic
relationships with othersin and beyond
the force, to enable the Special
Constabulary to grow and thrive;

- A'voice’ for the Special Constabulary,
and effective projection of its capability,
contribution and potential.

At a national level, the leadership of the Special
Constabulary needsto deliveron:
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- Establishinga compellingand
coordinated vision forthe future role,
capability and operating of the Special
Constabulary;

- Developinga national contextin which
the Special Constabulary collectively
grows the required capacity and
capability now and in future;

- Creating the right national conditions,
for example in terms of standards,
culture, and ambition, to support local
forces increating the best possible
experience of volunteering as a Special
Constable and for forces to maximise
deploymentand ‘effect’;

- To relocate the Special Constabulary
strategically, recognisingits future
potential to deliveracross a wide range
of policing priorities, to contribute to
building organisational capability, and to
reach into all communities promoting
diversity and engagement;

- To achieve the effective strategic
representation, ‘voice’, profile and
integration of the Special Constabulary
at a national level.

Additionally, beyond this leadership
requirement, leadersin the Special
Constabulary can also contribute more broadly
to the strategic and operational development
and delivery of policing, bringing a wide range of
skills, experience, fresh perspectivesanda
differentculture.

More broadly, leadership across policing needs
to achieve a stronger strategic and operational
alignmentand integration. The strategic
developmentand contribution of Specials needs
to be mainstreamed into thinking on key
aspects of policingreformand development,

such as future workforce, leadership and
diversity, aswell as across all thematicpolicing
portfolios.

The key leadership challenges

Looking across the IPSCJ research work, a
number of areas of leadership challengein
respect of the Special Constabulary can be
identified. This may well not be a wholly
comprehensive list, but provides a useful point
of focus in respect of identifying some of the
key challenges that the leadership of the Special
Constabulary needsto address. Key challenges
include:

- Drivingimprovement of the experience
of beinga Special Constable;

- Reversingdeclinein capacity and
numbers. Recent years have seensharp
and sustainedreductions inthe scale and
capacity of the Special Constabulary. This
has beenat a pointin time where
arguably the contributionis needed
more than ever, the strategic intent of
most forces has been to achieve growth,
and the potential for a wider and more
specialist contribution are increasingly
understood. Reversing decline and
achieving growth presentsa
considerable leadership challenge,
nationallyand in local forces;

- Producing and managing a flow of new
recruits into the Special Constabulary, at
a time when current rates of recruitment
are at a historical low. This presentsa
challenge interms of negotiatingthe
resourcing and prioritisation of Special
Constable recruitmentin a context of
competing demands for recruitment, HR
and learningand developmentresource.
It also requires designand
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implementation of effective attraction
strategies, and the reduction of negative
attrition from front-end processes;
Attracting and retaining more ‘career’
Special Constables;

Achievingimproved retentionand
longevity of volunteering careers in the
Special Constabulary. Current rates of
resignation are above historical trend,
resultingina young-in-service skewed
Specials cohort nationally and in most
forces;

Addressing deep-seated problems of
inconsistency and variable standards;
Achievinga much stronger strategic
profile and positioning of the Special
Constabulary;

Achievinggreaterand more consistent
resourcing of the Special Constable
model;

Achieving betterconnection between
seniorleadersand front-line Specials;
Delivering enhanced diversity across the
Special Constabulary;

Deliveringastep change in the diversity
of Specialsleadership;

Improving communication of the Special
Constabulary and its role, service and
achievements, both internally within
policing, and externally with the public
and partner agencies.

At a more tactical and operational level, key

leadership challenges can be summarised as:

Achievinggreatervisibility of leaders,
especially seniorleaders;

Supporting Specialsin their
development, and access to training
which can enhance contribution;

Supporting Specials access to equipment
and other key resources, such as access
to vehicles;

Improving approaches to reward and
recognition;

Providing betterstandards of supervision
and support. In particular, eradicating
situationsin whichline supervisors are
not accessible and available, or are not
sufficiently skilled and experienced;
Ensuring appropriate support and access
to servicesand representation attimes
of trauma, complaint, injury and similar
contexts;

Ensuring the consistentdelivery of
models of support for Specials, e.g.
EmployerSupported Policing for police
staff who alsovolunteeras Specials.

10
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Introduction

This chapter focuses on the experiences of
Special Constables of beingled, primarily
drawing on data from the national survey of
Special Constables undertakenin 2018, and also
from qualitative research undertaken by the
IPSCJ ina number of police forces over the past
three years. The chapter focuses on Special
Constable experiences of supportand
supervision, and also on the perspectives
Specials have of the broader leadership model
and arrangements in their police forces.

Overall, lookingacross the findings, itis
important to emphasise that there is much
which isgood, and strong, interms of the
current models of leadershipand how they are
experienced by Specials. Whilst there are key
areas for consideration and change, the current
experience of leadershipin the Special
Constabulary isby no meansa wholly negative
picture. There are many contexts and exemplars
of very high standards of leadership, and of
Specialsfeelingvery well supported. Therefore,
future thinking on Special Constabulary
leadership needstoappreciate and build upon
these positives, as well as addressing some of
the areas of required change set out across this
chapter.

An unevenness of experiences

As will be a recurrent theme across thisreport,
the experiences of leadership forSpecials
appear to vary widely across England and Wales.

Overall, when asked if they are satisfied with
how they are managed as a Special Constable, a
clear majority of Specials agree that they are
satisfied. However, a third do not, withone in
eightstrongly disagreeing. This sense of a mixed

picture is consistently seen across most of the
data on the experience of beingledinthe
Special Constabulary; often showing, as is the
case here, that for a majority the experienceis
positive, butfor a sizeable minority thatis not
the case, and for some it is ‘strongly’ not the
case. A key aspect pointed to across the data is
a needfor greater consistency, clearer
standards, and more active and explicit
understandings and management of
performance of leaders, to help address the
problems of those who do not feel satisfied with
theirexperience of being managed.

‘| am satisfied with how | am managed
as a Special Constable'
35
30
25
20
15

% Response

10
5

0
Strongly Agree Slightly No  Slightly Disagree Strongly
Agree agree opinion Disagree Disagree

Responses at police force level to the survey
should be treated with caution, in particularly
avoiding reading too much into the positioning
of responsesinindividual forces, giventhatin
some force contexts response volumes were
relatively small. However, what the graph below
does show is that there seemsto be a wide
spread of response patterns in different Special
Constabulariesinterms of the percentage of
Specials answeringthat they are satisfied with
how theyare led. The responsesrange from
almost 90% to just over 40%.
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'l am satisfied with how | am
managed as a Special’
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Asking Specials to consider leadership more
generally, beyond theirown personal
experiences of beingmanaged, similarlya
majority of Specials who respondedto the
national survey answered that they agreed their
force was good at managing volunteers, and
that theirSpecial Constabularies were well led.

'My force is good at managing
volunteers, including Special
Constables'
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Once again, lookingat the spread of responses
at force level, cautionis needed not to read too
much into individual forces, giventhat some
forces had relatively small response volumes.
Nevertheless, that cautionin respect of the data
notwithstanding, itis clear that there is a very
wide range of response patterns across different
forces interms of whetherSpecialsfeel that
theirSpecial Constabulary is well led.

'Our Special Constabulary is well led'
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Askinga similar, but slightly differently focused
qguestion, inrespect of whetherSpecials feltthat
the leadership/rank arrangements worked well
in theirforce, a broadly similar pattern of
responsesis again evident. Amajority answered
positively, buta sizeable minority
(approximately athird) disagreed that
arrangements worked well. Again, one ineight
Specials ‘strongly disagreed’ that
rank/leadership arrangements work well.

‘The leadership/rank structure for
Special Constables in our force works
well'

10
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Again, with the caveat that care should be taken
in readingtoo much into individual force results
givenresponse levelsinindividual forces, itcan
be seenthat there isa large degree of variation
in response between differentforces. (The two
forces of Sussexand Northumbria who do not
have rank arrangements have beenremoved
from this graph).

led

'The leadership/rank structure for Specials
in our force works well’
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Supervision and support

On the whole, Specials responded positively to
the level of support and supervision that they
have received. Three quarters feltthey received
an appropriate level of support, and 18%
strongly agreed. However, alongside that,
almost a quarter disagreed.

‘The level of supervision and support |
receive is appropriate’
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A majority of Specials were also satisfied with
the feedback they receive, although again there
is a challengein that over a third do not, with
one ineight ‘strongly’ disagreeing.

'| am satisfied with the level of
feedback I've received about my
performance'
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Where there was dissatisfaction with
supervision and support, one range of concerns
related to the experience and skills of
supervisors, primarily reflecting feelings that
those insupervisory roles lacked experience.
This seems to match up with challenges of
recruitmentinto promoted roles, particularly
S/Sergeant, which has led in some contextsto
appointmentinto S/Sergeantrolesvery earlyin
service, and in some forces before Specials have
attainedindependent patrol status.

Most commonly, concerns relate more to a
simple absence of supervisorengagementand
contact. Including some Specials who have had
little if any contact with their supervisors.

“Nevermether. And I’d never met the him
who came before the her either!” (Special
Constable)

“Supervision? | don’t know who mine is.”
(Special Constable)

This sense of gaps in supervisionand support,
through an absence or lack of accessibility of
supervisory ranks in the Specials, does not seem
to occur in all forces, but nevertheless appears
from our research across forces to be a quite
widespread concern. It seemsto have its roots
in a number of different problems:

- Problemsin some forces in recruitingto
and resourcing front-line supervisory
ranks in the Specials. Thiscan in turn
lead to a number of issues, including
some supervisorswhoare very
inexperienced, some who may have
been unenthusiasticin taking on the
role, a lack of stabilityin rank structures
includinga high proportion of ‘Acting’
supervisoryroles, and too large spans of
control due to unfilledroles;

- The above problems can be exacerbated
in force contexts which have a higher
proportion of non-independent, young-
in-service, Specials, who are much more
demanding of supervisortime and
resources;

- Alack of standards, role description
induction, trainingand support for those
in supervisory roles;

- Little or no structured management of
supervisors, meaningthat gaps in
contribution or capability are not
systematically identified;

- Relatedto the above point, a lack of
structured feedback opportunities,
meaning that gaps and problems are not
identified and resolved.

With more established, and longer-in-service
Specials, such gaps in supervisorengagement
and contact may well matter less to individual
Specials, although in such contexts they can lead

15
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to a sense of lack of progression, appreciation,
communication and support. However, for
younger-in-service Specials, such gaps in
supervisory support may well be the difference
between stayingand resigning, and progressing
towards independent patrol status or not doing
so.

Effectiveness of deployment and
utilisation

Research shows that a critical elementthat
drives overall morale and experience for
Specialsis the degree to which they are
effectivelyand meaningfully tasked and
deployed. Itis important that tasks undertaken
feel worthwhile, value-adding, interestingand
enjoyable, all of which reduce likelihood of
disengagementandresignation.

Most Specials agree that they are tasked
effectively, although a one-fifth of Specials
disagree.

'When | am on duty as a Special
Constable, | am tasked effectively'
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'The force is using the Special
Constables it has to their full potential'
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A majority of Specials feel that some of the time
that theyvolunteeras a Special is wasted, with
almost onein five ‘strongly’ agreeingthat thisis
the case.

'| feel that some of my time which |
volunteer as a Special is wasted'
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Looking across forces, the proportion of Specials
who feel that some of their time is wasted
varies markedly across forces. Once again,
caution should be taken in focusingon
individual force positionsinthe graph, due to
relatively low response volumesin some forces.
However, the scale of variation nationallyis
marked.
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'| feel that some of the time | volunteer as a
Special Constable is wasted'
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Views are mixed amongst Specials as to whether
theirforce uses the Specialsithas to theirfull
potential. Broadly half agree it does, but also
almost half do not.

Once again, looking at response patterns across
police forces, there is a large degree of
variation.

'The force is using the Specials it has to
their full potential'
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This data across effectiveness of deployment
and tasking presentssome directand important
leadership challenges. In summary, a fifth of
Specials disagree that they are tasked
effectively, almost two thirds feel that some of
theirtime is wasted, and almost half of Specials
disagree that their force is using the Specialsit
has to their full potential.

This pointsto key challengesfor forcesand for
theirSpecial Constabulary leaders, in terms of:

- Whether the force has a strategy for the
effective and prioritised deployment of
Specials, or if thisis primarily left to ad
hoc arrangements withinindividual
teams and with individual accompanying
regular officers;

- Whether the force understands its
current deploymentand ‘effect’ of
Specials;
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- Whether the force has plansto build
betterdeployment methodologiesforits
Special Constablesin the future.

Clearly, the question of effective utilisation goes
beyond methods of tasking and deployment,
and also embraces broader strategic challenges,
including:

- How to make bestuse of the skillsand
experience Specials have, often brought
in from outside of the police service;

- How to bestdevelopthe policing skills of
Specials, to enhance contribution;

- How to developthe contribution of
Specialsin a broader range of areas of
policing.

Poor induction and initial support

A key gap consistently and strongly identified by
Specialsin theirexperience of beingledisan
absence of structured support at the induction
and initial practice stage. Thereis feltto be a
gap afterinitial training, with (in many forces)
what comes nextin terms of practice induction
and competency build being experienced by
many Specials as beingpoorly supported and
organised.

“l know talking to some people off my
course, you know, they’ve gone out for
the firsttime and then they were like,
whoa, you know, straightinto a violent
domestic. And to me that’s letting the
officer down, it’s not backing them up,
you know, coming again from the military
perspective, you don'tgo into battle or
into a situation, yeah, unless you can, you
know, deal with it.” (Special Constable)

“When I first joined | thought | had some
really good training and then you’re like
oh yeah this is great. Thenlike you’re

assigned to that station and it just stops...
So there is no introduction, there is no,
okay well who am | going to go and talk to,
where am |, what dutiesam | doing, it was
kind of left up to me to kind of wander
around.” (Special Constable)

“l think it should have been easier... | felt |
did a lot of work... it might have been
useful if I'd got introduced to a few more
people rather than having to do it myself.
Because | would say the more shy among
the Specials may not have done it.”
(Special Constable)

For many Specials, they feel that they have
‘beenleftalone to get on with it’, in terms of
induction and orientation to the front-line
environment, and then in terms of developing
capability and signing off competencies. For
others, thereis alsoa (potentially opposite)
experience of feeling ‘pressured’ in respect of
theirpace in progressing competency sign off.

Visibility and connection

A priority of many Specialsfor theirleadersis
that leadershipis ‘visible’ tothem, and that
theirleadersare ‘connected’ to them.

Experiencesvary widely, with some feeling their
leaders are remote and lack visibility, and some
the opposite.

“Very low visibility of the senior people.
Neversee any of them.” (Special
Constable)

“And some of the people I've met who
have beenin senior management have
beenveryvisible, they are fantastic. So |
would say there’s a lot more positives
there than negatives” (Special Constable)

For many Specials, they contrasted the visibility
of Special Constabulary leaders positively with

18



Experiences of being led

what they perceived as the visibility of regular
seniorofficers.

“We see our senior officers out all the
time, and they do get to know their front-
line Specials. Very different to the regs,
never seteyes on any of their top brass
on a Friday night, probably never will. Our
leaders aren’t9-5 in the same way that
their chiefs are.” (Special Constable)

Qualitiesincluding beingseen as ‘genuine’,
‘authentic’ and ‘passionate’ about what they do
are valued by Specials.

“You’ve got people like [name], you know,
who really genuinely does have a passion
and that does come across quite
profoundly, you know, he talks and you
realise he does actually mean whathe’s
saying, you know. And again it’s having
that kind of mind setreally throughout the
whole organisation and trying to get that
bedded into Specials, that passion and
that proactive initiative.” (Special
Constable)

A quite common perspective is for Specialsto
have some appreciation that good work is being
undertaken by Special leaders, but feelingthat
the communication of their work and role is
poor.

“Fromwhat | see they[senior leaders in
the Special Constabulary] work very hard
and do alot for us. But | don’t think most
[Specials] see any of that, and the
communication is rubbish.” (Special
Constable)

In some force contexts, there are problems of
what is experienced as a lack of ‘connection’
between Specials and theirseniorleaders. In
part thisrelatesto feelingsthatseniorSpecials
are out of touch or not up to date. In part, to a
sense of seniorleaders not beingpresentand
leading by example. In part, to gapsin

knowledge as to what seniorleadersdo (senior
leadership being ‘in parallel’ and poorly
understood by front-line Specials). Andin part,
issues of ‘difference’; forexample, senior
Specials are oftenolder, have a longerrecord of
service, and are at differentlife stages
professionally and personally, to many of the
younger, and younger-in-service, Specials that
they command.

In some force contexts, there were perceptions
of ‘agendas’, ‘politics’ and ‘territory’ at a senior
level, which again made Specials on the ground
feel frustrated with and disconnected from their
seniorleaders. This was particularly the case in
forces where Specials perceived that senior
Specials did not get on with, or work well with,
theirsenior colleagues.

For some Specials, aspects of seniorSpecials
demeanour, style and uniform tended to add to
a sense of disconnect. This was often associated
withviewsthat ‘there are too many’ senior
officers, and fundamental gaps in knowledge
about what senior Specials do. Asone Special
putit, the ‘lots of braid’ problemleadsto a
presentation of seniorSpecialsthat tends to set
them apart and distance them from front-line
focused Specials.

“And sat at the front there was this row of
older white guys in suits, never seen any
of them before, never seen them out, don’t
know who they are or what they do.”
(Special Constable)

“l do sometimes wonder what it actually
achieves by having the hierarchy that we
have. In very simple terms, | just don’t
know what they do. | do know there seems
to be alot of them, lots of layers of them.”
(Special Constable)
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These findings pointto a challenge, in particular
for seniorSpecial leaders, or remaining ‘in
touch’, connected, communicative and relevant
to front-line Specials. The picture varies from
force to force, but many seniorSpecials are
effective inachievingfront-line presence and
visibility, perhaps comparing favourably with
many of their seniorregular counterparts.
Looking at best practice nationally, key aspects
that seniorSpecials could usefully focus upon
include:

- More effective communication across
the Special Constabulary about their
activity and role, which is often poorly
understood;

- Agreaterinvolvementof Specialsas a
wholein terms of key decisionsforthe
Special Constabulary and processes of
formingstrategy for the future;

- Enhancing visibility of instances where
seniorSpecials are championing the
Special Constabulary, or progressing
issues of particular front-line resonance
and concern (e.g.equipment, training,
driving, etc.).

The challenges of Special Sergeant
roles

The majority of Specialstend to prioritise front-
line visible leadership. Much of this front-line
leadership relatesto the S/Sergeant role, which
is also by far the largest rank numericallyinthe
Special Constabulary, with the 1,026
S/Sergeants nationally amountingto 62% of all
promoted Specials.

As is the case with all aspects of Specials
leadership, thereisa widely varying picture
nationally around how S/Sergeantroles operate,

and in issuesaround their recruitment, support
and management.

S/Sergeants can findthemselvesinsome force
contexts overwhelmed by numbers of Specials
to supervise and in particular with the extent of
developmental supportand capability
assessmentactivity in forces where the cohort
of Specialsis weighted more towards young-in-
service Special Constables. Many S/Sergeants
reflecton the scale of administrative burden at
theirrank; often perceived to be exacerbated by
a complex and bureaucratic discipline system,
and by the lack of coordination and HR support
in some force contexts for front-line Specials
supervisors.

“I think we need to be taking away the
administrative burden and getting people
out onto the street to actually lead on the
ground and to actually do what we all
signed up to do, which s to serve the
public.” (Special Constable)

“What we’re saying is that we need more
centralised support on managing
Specials, on dealing with those who don’t
show up or cause problems.” (Special
Constable)

For some Specials, they perceive the problem
also in part to be that a proportion of other
leadersin theirSpecial Constabulariesare no
longerfront-line active or particularly directly
engagedin front-line supervision and support;
this perceived dissociation of some Specials
leaders, particularly at higherranks, with the
actual policingactivity of the Special
Constabulary, is seenas havinga funnelling
effect of those front-line supervisory
responsibilities fallingonfewerindividuals,
particularly at S/Sergeantlevel.

20



Experiences of being led

“Lots of parallels with the regulars, so it’s
the sergeant role where all the pressure is
at.” (Special Constable)

As a consequence of the above picture, many
S/Sergeantsfind their activity skewed towards
spendingtime dealing with non-attendance,
poor performance, and with the competency
processes of new Specials. Thisleaves
problematically little time to more generally
supervise, supportand operationally lead the
rest of their (attendingand performing) team
members, and sometimeswith insufficienttime
to engage themselvesinfront-line practice as
much as they would wish.

“And then by them concentrating on the
20% doing wrong, then, rather than the
80% who are doing right, it becomes
imbalanced and then therefore you get
demotivated good people,those career
Specials go, you get retention problems.”
(Special Constable)

Many forces are having difficulty inrecruitingto
S/Sergeantroles, many are under-establishment
and have high proportions of acting roles. These
problems are often driven by the skew in profile
towards younger-in-service Specials, which
reduces the size of the ‘pool’ from which to
recruit.

“We’re definitely short, we’re short of
Special Sergeants and we haven’t got a
big pool to draw them from at the
moment.” (Special Constable)

Whilstthere remains a flow of applicants for
S/Sergeantroles inall forces, and the problem
should not be over-exaggerated, some Specials
at Constable rank are ‘put off’ by the prospect
of promotion. Many Specials perceive becoming
a S/Sergeantas somethingthat consumesa
great deal of time, carries a lot of responsibility
and expectation, does not feel particularly

appreciated or rewarded, and would divert
them from what they enjoy most and find most
rewarding, which is front-line policing.

“l have noidea why anyone would want to
become a Sergeant. It consumes your
whole life, if you try to do it properly. |
know people who work every evening,
literally every day.” (Special Constable)

“I've seen the role destroy good people.
Then theyleave, because they just can’t
cope anymore. It’ a scandal really. Areal
shame.” (Special Constable)

There isno systematicdata set of the longevity
and retentionin role of S/Sergeants. However,
qualitative researchin forces suggests that
thereis quite a flow of S/Sergeants either
leaving, or returningto Special Constable rank.
Issuesraised tend to reflectthe role placing
considerable burdens on time, and takes much
time away from front-line practice.

These findings pointto two things; firstly, the
needto better design and manage S/Sergeant
roles, and to bettersupport Specials within
them. This needs a more robust and systematic
approach to understanding span of control, and
to ensure arole design that makes such roles
manageable in terms of balancingthe
volunteering experience with the rest of life.

Secondly, more broadly (and providingthe
strategic context for the role designand
organisational design work discussed above),
thereis a needfor a differentvision of what
such front-line supervision should be, in terms
of its character, itsemphasis, and its style of
operating. In terms of that strategic thinking,
Specials consistently request front-line
supervisorswho:
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- prioritise front-line practice, are seen as
highly credible police officers, and are
seenfirst and foremostas front-line
practice leaders, bringinga passion for
and expertisein policing;

- are freedup from ‘tickbox’ competency
assessmentsto be able to lead on
rounded capability assessment, based on
real-time observationin the field and not
the collection and signing off of lists of
criteria;

- are able to engage and lead all their
team members, and are not just
preoccupied with issues of failure to
attend and perform;

- care for theirofficers, seekto know
them as individuals, understand their
motivations and aspirations, and who ‘go
the extra mile’ and ‘have theirbacks’.

'The voice of Specials is heard
effectively in shaping thinking within
force about the future of the Special

Constabulary'
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What Specials would like to see less of is:

- Remote management by email;

- Afocus on paperwork and metrics,
rather than people and practice;

- Jobs-worth approaches;

- Leaders who are not prepared to be
there and stand up for their people;

- Leaders who are nevervisible doingthe
job.

Doubts over senior leader influence

Whilstsenior leaders (asdiscussedin later
chapters) place a great deal of emphasison
theirroles ininfluencing on behalf of the Special
Constabulary and developingeffective strategic
relationships, there isa caucus of scepticism
amongst Specials of Constable rank that such
influencingis effective.

Some Specials perceive their seniorleaders to
carry little weight, credibility and influence, and
are not listenedto.

“Our chiefand SMT could give so much
butl don’t think they’re listened to or
respected very much. Probably e xactly as
much as we are at the front line.” (Special
Constable)

This is reflected in perceptions as to whether
the ‘voice of Specials’ is heard effectivelyin
shaping thinking within theirforce about the
future of the Special Constabulary. Overfourin
ten Specials think that itis not. Only 7%
‘strongly’ agree that itis.

For some Specials, this feedsinto and links with
more negative views about the capability and
efficacy of seniorrolesand those who occupy
them more broadly. However, for others,
Specials feel frustrated that theirseniorleaders
are capable, and have a lot to contribute at
seniorlevel, butthat theirforce doesnot seem
to create the environmentand have the culture
where this potential isrealised.

“As | see it, ourleaders are often much
more experienced at managing big
companies, big budgets, big numbers of
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people, than their [regular] police
equivalents. They have that critical
professional managerial background other
senior police lack. If the police was a
business, it would have gone broke
decades ago. In that sense, | think
Specials leaders raise the standards of
police leadership, notlowers them”
(Special Constable)

Standards

There are very mixed perspectives amongst
Specialsin terms of the quality of their leaders,
and the standards that are set and managed
across Specials leadership. For many, these are
feltto be a lack of framework, expectations and
clarity of role.

“There needs to be better accountability in
terms of whatthe supervisor does, how
they’re expected to perform and also what
the expectations are in terms of behaviour
and standards.” (Special Constable)

This contextis seen by some as leadingto a
variationin standards and motivation of Specials
leaders, which can risk havingan undermining
effecton Specials leadership more generally.

“l see some who literally just ride it and
theylove having the rank butthey don’t
do anything. You know, have the rank but
they haven’t done operational duties and
theylove turning out to the county show
or the carnivals wearing all their clean kit
and extra braidery, whatever, don’t get me
wrong there’s some who are really good,
there’s some who are not. I’'m not tarring
everybody with the same brush.” (Special
Constable)

The issue of standards and expectationalso
loops back to the discussion above in respect of
the challenges of recruitment, particularly into
S/Sergeantroles, and the sense that such

challenges can lead to the recruitment of very
much less qualified and experienced colleagues.

“You’ve gotpeople going into the roles
who’ve literally just got five minutes of
service because they’ve been there five
minutes, you know, you’re talking to an
old timer here, and they’ve been there five
minutes and made supervisor or Sergeant
and you’re thinking, you don’thave the
credentials, you don’t have the reputation
or the rapport or the respect and then
you’re devaluing thatrole because it’s
almost dished out because they’ve got to
have one.” (Special Constable)

“Sowe’ve got three... I'matemporary
Sergeant now, so we'’ve gottwo other
Sergeants, one for each station, and then
Inspector. And I think all of us are still in
probation period effectively. So yeah, that
role of helping the new ones comingin
and helping with their PDP is sort of
coming down to us who don’t really know
what the hell we’re doing anyway.”
(Temporary Special Sergeant)

Alongside suchissues, there are also concerns
relating to:

- Poorstandards of assessmentand
selection at the recruitment stage;

- A perceivedlack of induction and
training for supervisors, notall of whom
bring any people leadership background
or skillset;

- Verylittle structured supervision or
appraisal of supervisors;

- Fewopportunitiesto feedback on the
experience of being supervised;

- Alack of clarity as to what the role of
supervisorshouldinvolve.
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Style

Leadership stylesand approaches across forces
vary considerably.

There are behavioursamongst some senior
leadership teams which are less engaging,
empoweringand appreciative, and instead tend
to reflectapproaches that are more didactic and
hierarchical in style.

“With like the higher up, higher above
ranks being quite dictatorial, | suppose.”
(Special Constable)

“Sometimes it does seem to be a bit
about empires, my patch their patch, my
Specials and their Specials. We’re meant
to be one force, one Special Constabulary,
but overthe years, time and time again, |
have seen lots of behaviours that do not
reflect that, mainly from Specials
themselves rather than the Regulars, and
from people who have quite senior ranks.”
(Special Constable)

For some Specials, theyfeel that there are more
deeply-set cultural aspects of such issues of
style which need addressing.

“There always seems to be more of a
problem with Specials’ ranks rather than
actual Regulars or Regularranks. I don’t
know why. There mustbe some kind of
power trip or something, who knows?”
(Special Constable)

As reflected above in terms of front-line
supervisors, Specials look for certain traits and
stylesin theirleaders. They can be very
frustrated whenthe operatingstyles of leaders
fallsshort of, oris very different to, those
desired traits.

“‘Because he’s just like, “Yeah, you need
to do your PDPs.” It’s the same story

everytime. There’s just no talk of
achievement. It’s not like, “Right, brilliant.
What’s been happening now? What's
happened over the last month? Can we
like getenthused about this whole thing?”
One of my colleagues said when we came
out of the meeting the lasttime, “do you
find when you come out of these meetings
that you just wannago and die?” Like it’s
all just so boring. I think, yeah, | think it
can be changed to make people’s
attitudes a little bit better...“ Amazing you
saved this guy from throwing himself off
the Docks.” Which someone did and
actually not much was kind of put towards
that in terms of actual achievements and
kind of celebrating that success.” (Special
Constable)

“The bestoneslead from the front,
wearing their love of policing on their
sleeve and putting their people first. The
job first, rank second. Then there’s the
process pedants, who’ve never managed
to be in charge of shit all else their whole
lives,and now they’ve got this train set to
play with, to be the fat controller.” (Special
Constable)

These findings pointto the needto consider
issues of style and ways of operating of leaders,
at all ranks. Some programmes of training for
Specialsleaders, where it isavailable, tend to
foregroundissues of technical knowledge and
expertise, withoutactively engaging with wider
questions of leadershipidentity, style and
projection.
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Perspectives of Special supervisors

Introduction

This chapter of the report explores the
experiences of Special Constablesinleadership
roles. The chapter primarily draws from data in
the 2018 national survey of Special Constables,
which had questions specifically for Specials
leaders, and also from qualitative research
interviews and focus groups undertaken by the
IPSCJ ina number of forces between 2016 and
2019.

The focus is not primarily on Special Chief
Officers, as there is a later chapter devoted to
theirexperiences. This chapter is mostly focused
on those in other promoted ranks withinthe
Special Constabulary.

Overall, Specialsleaders have found beingin
theirpromoted role a positive experience. There
is an argument that the survey may exaggerate
that picture, in the sense that those questioned
were individualsstill ina promotedrole, and for
those who have not found it a good experience
they are more likely to have left. Nevertheless,
virtually all those promoted Specials responding
to the surveysaid it had been a good
experience, with athird strongly agreeing.

'‘Being in my promoted role has been a
good experience’
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Consistent with that picture, a large majority of
Specialsin promoted roles would recommend
seeking promotionto other Special Constables.

'Based on my experience, | would
recommend seeking promotion to other
Special Constables'
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Attraction to the role

Many forces experience some challengesin
attracting Specialsto take on leadershiproles,
particularly the initial step to S/Sergeant.
Primary factors discussed by Specials are:

- Work-life balance, and perceptions that
Special leadershiprolesrequire a lot of
hours of service to fulfil;

- Worries about not being able to
undertake as much front-line policing
due to time being taken up by
supervisory duties and meetings;

- Feelingthat they experience enough
‘paperwork’ and ‘line management’in
theirday jobs.

“One of the challenges | sense is if you
become a Special Sergeant, you can, you
know as you say the role is administrative,
you can end up doing a lot of the
administrative people management and
less and less ofthe policing.” (Special
Constable)
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In some forces, particularly where recent
recruitmentvolumeshave beenrelatively high,
thereis a significant pinch-pointinthe Specials
supervisory model in respect of S/Sergeants.
This is created by three intertwined factors: a
young-in-service cohort provides fewersuitably
qualified candidates forS/Sergeant roles; a
young-in-service cohort creates a greater
demand for the work of S/Sergeants; and that
greater demand tendsto skew S/Sergeantroles
to support, supervision and assessment of new
non-independent Specials, which can make the
role less appealingto some.

“With so many trainees, the people to
promote justain’tthere and those that are,
none of them wants to be a supervisor,
they’re quite happy doing whatthey’re
doing, working on response, doing
neighbourhood work, whatever they get
involved with and it’s notgood
pressurising people to do it because more
often than not, they don’t work out. So
yes, we definitely are short of supervisors.
But not everyone wants to take on the
responsibilities that the force expects
them to.” (Special Superintendent)

Sitting alongside the generally positive
experiencesreflected by those in supervisory
roles, for those not in them, they are oftenseen
as unattractive. This contradiction may reflect,
to some degree, limited understandings of what
isinvolved.

“The management side is a lot of
responsibility and very little reward or
recognition forit.” (Special Constable)

Appointment to role

Forces vary widelyinthe degree of, and quality
of, processesrelatingto promotion, clarity of
role designand of expectation.

Many forces presentsome very basic gaps in
terms of role design and communication of
expectation.

“If there was any clarity what they’re
looking forin a special sergeant,
inspector, superintendent, then the force
would do a lot betterin finding the right
people to fill those roles.” (Special
Sergeant)

The national surveys show a majority of
promoted Specials have a role description which
reflectsthe role that theyare in; albeit one in
five disagreed that was the case.

' have a job/role description that
accurately reflects the role l am in'

¥ Response

The national survey responses also suggest most
promoted Specials feel that the process of their
appointmentto role was ‘open and fair’; albeit
one ineight do not.

‘| felt that the process for appointment to
my role was open and fair'

% Response
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Nevertheless, in some forces, there remain
concerns from some Specials as to what they
perceive as poorly managed and biased
appointment processes.

“Who you know, who is friends with who.
It’s very unprofessionalin my opinion.”
(Special Sergeant)

In many more force settings, there are
reflections that whilst processes have improved,
there has been a history of appointments that
have been less professionally managed.

“It’s a lot more professional now butin the
past it was almost like, you know, who
wants the job now kind of thing.” (Special
Chief Inspector)

A key challenge —again not by any meansin all
force contexts, but certainlyin a number—is a
failure to effectivelyinductand communicate
new supervisors as to the nature and
expectations of their promotedrole.

“Sometimesit feels like it’s, hey you’re
promoted now, good luck. You’re a
Sergeant now, you’re an Inspector now,
I’m not gonna tell you what that’'s about
but sure you’ll work it out quick enough.”
(Special Inspector)

Statistically, the national survey suggests most
supervisorsfeel that theirrole was well
explained tothem before being promoted.
However, almost one in five promoted Specials
disagree that this was the case.

"What was required in the role was well
explained to me before | was promoted'
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Management and support in the
role

The picture seems highly variable as to the
support available to Specials supervisors. At
best, there appear to be models of structured
induction, managed probationary period with
competency sign off, systematic appraisal, and
clear specification for competencies. At the
other end of the spectrum, none of those
aspects are in place.

Development of leaders

In respect of trainingand developmentfor
Specialsleaders, several seniorSpecialsfeltthat
the key question was more one of recognising
and building on existing skillsand experience.

“For many of our leaders, it isn’t about
developing new skills and experience, we
already bring all that. It is about
recognition, and making good use, of the
enormous skill sets we bring into
policing.” (Special Chief Inspector)

For some, there is recognition that capturing
and understandingskillsis challenginginitself,
as well as seeingcultural barriers to doing soin
policing, particularly where such skills have been
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gained and accredited outside of the police
force.

“We’re not good enough at that. And
we’re also not good enough at
recognising day job skills. Butit’s a
difficult area to cover because it’s such a
wide ranging set of skills. As well as it not
being in the police culture, policing
doesn’t do skills that have notbeen grown
and signed off within the force.” (Special
Chief Officer)

For some, there s a frustration that theyfeel
policingalways looks towards the Specialsin
terms of perceived deficitsand inferiority to
regulars; whereas, intheir view, promoted
Specials often have supervisory and leadership
skillsand experience farbeyond their regular
supervisory colleagues.

“The gulf in class between my Special
Sergeants and their regular Sergeant
counterparts, honestly, enormous. Most of
my [Special] Sergeants have years of
experience of managing people. Many of
the regs supervision are twoyearsin and
have no people management experience
or life experience at all” (Special Chief
Inspector)

Having said that, many Specials perceive deficits
in the training and development provided by
forces to Specialsleaders.

‘| have received the training from the
service that | need to undertake my
rank/role’
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Whilsta majority of Specialsleaders feel they
have received fromtheir force the training they
need, slightly overa third do not. This would
appear to representa significant strategicgap in
training and development provision. Oneinten
promoted Specials ‘strongly disagree’ that they
have received the trainingthat they need to
undertake theirrole.

'If yes, do you feel that you would receive
the support you need to do this?'

Yes = No Don't know

This strategic gap in training and development
support is echoedin the qualitative research
interviews with Specials leaders.

“So the currenttraining [for Special
Constabulary leaders] is minimal. The first
line Supervisor training is pantsin [their
force] certainly. In some Forces it is
better. Avery uneven picture.” (Special
Chief Officer)

Ambition for future promotion

A majority of Specials are eitherunsure, or say
that they do not wish to seek further
promotion. There are many reasons why
Specials may not wish to seek further
promotion, many of which are neithernegative
or indicative of a problem for Special
Constabularies. Nevertheless, such figures for
aspirations of further promotion do present
some strategic challenges to achieving effective
succession of future seniorleaders.
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'Are you interested in moving up to the next
rank within the Special Constabulary?'

Yes = No Don't know

A slight majority of promoted Specials
interestedinfurther promotion feel either
unsure or negative about receiving support for
theirfuture aspirations of being promoted.
Whilst this should not be exaggeratedas a
problem, and half of Specials do feel they would
be supported, it pointsto a potential strategic
gap insupport for leadership pathwaysand
careers in the Special Constabulary.

'| find generally that Regular officers are
supportive of me in my current role'
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Relationships with Regular officers
and supervisors

The responsesto the national survey suggest
that most Special leaders feel regular officers
are supportive of them intheir role;albeitone
in five Special leaders disagree.

Best practice reflects:

- Clarity of role for regular supervisionand
Specials supervision, written down,
understood and agreed;

- Culture amongst regular officers and
regular supervisors whichis supportive
and appreciative of Specials supervisors;

- Opportunitiesforregular and Special
supervisiontowork together, e.g.on
operations or projects;

- Integratedleadershipteams, enabling
and encouraging of Special leaders
contribution;

- Empowermentof Specialsleadersto
lead on aspects of force policy or
practice, at all levelsinthe organisation;

- Opportunitiesto train together;

- Opportunitiesforcoaching and
mentoring (in both directions, so regular
supervisors coaching/mentoring, and
vice versa).

At the other end of the spectrum, poor practice
tends to reflect:

- Cultures which do not engage with
Specialsleaders more broadly within
managementteams;

- Regular cultures which emphasise that
Special Constabulary leaders carry no
formal authority, formal rank, status or
significance inthe widerleadership of
the force;

- Lack of clarity over roles;

- Atendencyfor Special and regular
supervision tosit separately, lack
communication, and criticise one
another for gaps in the overall
supervisory model for Specials.
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Regular leaders have a strong role to play in

‘settingthe tone’ for how relationships between

regular and Specials leaders play out.

The style of engagement of Specialsleaderscan

also be a critical factor inthe success of
relationships.

The demanding nature of
supervisory roles and time
pressures

A major challenge for promoted Specials is the
time demand of the role.

"My current role is very demanding of my
time'

25

20

15

10

| |

O « 10 .

Strongly Agree  Slightly No Slightly Disagree Strongly
Agree agree opinion Disagree Disagree

% Response

‘The other requirements of my role make it
difficult to perform front-line duties as much as
| would wish to'
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Over a quarter of Specials leaders ‘strongly
agree’ that theircurrent roleis very demanding
of theirtime.

“l know Inspectors who have younger
children and there’s a hell of a lot for them
to do, | know they send emails late into
the night because that’s the only free
moment, that's when they’ve dealt with
the kids.” (Special Sergeant)

“There are two choices. This is your life
and it dominates over everything else in
your life. Or you haven’tgot time todo it.
In my opinion, that’s down to poor role
design, an absence of clear expectations,
no supervision. No experience of
managing volunteers well for the force.
It’s areal shame, because for most people
in the end they can’t putin everything of
themselves forever, and they burn out,
theymove on,and we lose some
incredible people.” (Special Inspector)

Perhaps reinforcing one of the barriers
(identified earlier) to attraction into leadership
roles, a majority of Specialsleaders say that the
other requirements of theirrole make it difficult
for them to perform front-line duties as much as
they wouldlike to.
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Feelings of limited ‘voice’ and
influence

Giventheir positionsinleadership roles within
the Special Constabulary, itis perhaps a
surprising finding of the national survey that
almost half of Specialsleaders do not feel that
they can influence the future of the Special

Constabulary. One in seven ‘strongly disagrees’

that they can influence.

'| feel that | can influence the future
direction of the Special Constabulary’
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Perhaps less surprising, but still strategically
challenging, a majority of Specials leaders do
not feel that they can influence the future
direction of the service.

'l feel that | can influence the future
direction of the service'
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Linkingto some degree with those two findings,
well overa third of Special leaders disagree that
theirideas are listened to. Taken collectively,
this suggests that Specialsleadersfeel thatthey
have limited ‘voice’ and influence; that they are
in aleadershiprole, but that their leadershipis
not ‘real’ in the sense of beingable to lead or
shape change — not only withinthe wider
service, but also within the Special Constabulary
itself.

'| feel that my ideas are listened to'
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For some Special leaders, this picture goes
beyonda feeling of not beinglistenedto,
towards a broader and deeper culture of being
activelyresistedinterms of exercisinga
leadershiprole.

“Ended up starting my own Anti-Social
Behaviour unit, way before anti-social
behaviour was something onthe agenda
for government. Had fantastic successes.
Got stopped because we were too
successful.” (Special Chief Officer)

“l call these people ‘dementors’. If you
watch Harry Potter there is this black
entity called a dementor and it sucks all
the life blood and energy out of you. By
standing nearthem... | met quite a few of
those people. In fact, every police force
has them. They sometimes hide in the
shadows but you knowwhen you are near
one because you feel that you are hated
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as a Special or volunteer.” (Special Chief
Officer)

Perceptions of the dynamics of the
Special Constabulary leadership
team

Looking across the national surveyresponses, a
majority of Specials leaders agree that their
leadership team works well together. However,
a third of Specialsleaders do not; and a
concerning one-sixth of Special leaders ‘strongly
disagree’ that they are in a team which works
well together.

'The leaders in our Special Constabulary
work well as a team'
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Where Special leaders are not feltto work well
as a team, oftenthere isa perceived ‘gap’ or
‘distance’ between more seniorranked Specials,
and those in front-line supervisory roles. Other
characteristics of such teams include a lack of
opportunitiesto meet, poorly managed
meetings, and a lack of engagementand
opportunitiesto contribute and to shape
strategy and direction. Such contexts also often
have dynamics relating to personalities, in
particular a perception that individuals at senior
level are ‘blockers’ to change.

Where teams are more successful, cohesive and
positive, they are characterised by:

- Opportunitiesto engage and contribute
at all ranks across the team;

- Linkedto that, plenty of opportunitiesto
lead, operationally, developmentally,
and strategically, with a delegated and
enabling style of leadership;

- Effective meetingstructures, coupled
with effective communications more
broadly;

- SeniorSpecial leaderswho are
interestedin, and in touch with, the
front-line.

Team dynamics presenta particular challenge at
timesin respect of diversity and difference. The
majority of Specialsleadership teams are
primarily, and in some cases exclusively at
seniorlevel, male and white.
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Introduction

Ranks and leadership roles held by volunteer
Specials within Special Constabularies have a
long history. A recent survey of police forces
identified thatthere were 1,668 Specials at the
rank of Special Sergeant or above, meaningthat
14.7% of Specialsare ina promoted rank. That
proportion isup from an estimated 12.0%
(estimated fromincomplete data, which was
missing seven forces) in 2016.

This chapter summarises current models and
structures for rank arrangementsinall 44
(including BTP) Special Constabularies across
England and Wales. The chapter then discusses
the function of ranks, engages with current
debatesabout ‘equivalency’ with regular ranks,
discussesthe effectiveness of the
implementation and management of rank
arrangements, and identifies challengesin
respect of diversity and gender.

Overall, as set out across this chapter, whatis
strikingabout the current picture of rank
arrangements in the Special Constabulary is:

- The range and variability of different
rank models;

- Lack of national guidance and steer,
coupled with a lack of consensus about
the future direction that rank
arrangements should take;

- Seriouschallengesinrespect of
problemsin effectively managingand
executingrank arrangements, and in
terms of the diversity of thosein
promoted roles.

Special Constabulary rank
structures across forces

42 of the 44 Special Constabularies across
England and Wales currently have rank
arrangements, the exceptions being Sussex and
Northumbria. Of those, 41 use rank titles
consistentwith those used inthe regular service
(Special Sergeant, Special Inspector, etc.), the
exception being West Yorkshire which maintains
a ‘Section Officer’ and ‘Senior Section Officer’
nomenclature.

The numbers at each rank are summarisedin
the table below.

S/Constable 9,674 85.3
S/Sergeant 1,026 9.0
S/Inspector 455 4.0
S/Chief Inspector 101 0.9
S/Supt 40 0.4
S/Chief Supt 1 0.0
Asst. or Deputy Chief 14 0.1
Special Chief Officer 31 0.3

In terms of supervisory ratios, in the above
figuresthereis one S/Sergeantfor every 9.4
S/Constable ranked officers. Thereis one
S/Inspectorfor every 2.3 S/Sergeant. There are
86 Specialsranked at S/Superintendentor
above, amounting to 0.8% of all Specials.

Caution should be takenin comparing such
ratios, and the related sense of ‘spans of
control’, between the regular service and
Specials. For a host of reasons, the comparison
is of two quite different contexts. Nevertheless,
forinterestand some context, comparative
figuresare summarisedin the table below.
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Number of Constables

above

5.2 9.4
per Sergeant
Number of Sergeants 33 23
per Inspector
Percentagein promoted 22.1% 14.7%
role
Percentage at rank of
Superintendent or 1.1% 0.8%

There issignificantvariationin the modelsand

scales of rank structures across Special
Constabularies. The proportion of Specials
promoted, across the 42 forces with rank

arrangements, varies from 7.5% to 32.5%. That
proportion of promoted Specialsis shown for

the 42 Special Constabularies with rank
structures in the graph below. It reflects that
the national average of 14.8% is of limited usein

Proportion of Special Constables with
promoted rank
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summarising the national picture, giventhe
sheerscale of variationin individual forces.

As with the numbers of promoted Specials, the
ratio of Special Sergeant to Special Constable
variesvery widely across different police forces.
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A sizeable number of police forces have been
undertakingreviews or other similarexercises
to consider theircurrent arrangementsin
respect of Special Constabulary ranks. There
have been more than ten such reviewsinforces
over the past year. However, there has been
little coordination or communication across
these processes. As such, the reviewing of
modelsin individual forcesis unlikely todrive
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much, if any, convergence across the national
picture.

The outcomes of these reviews have taken local
arrangements in widely differing directions,
some establishingvolunteer Special Chief
Officers or adding ranks, others removing such
rolesand ranks. Many reviews seemto be led by
a regularofficeror by police staffand veryfew
by Specialsleadersthemselves. Often the
review lead has had little direct prior experience
of the Special Constabulary. Often such reviews
appear to have had little cognisance of similar
processes, even where they have beenrecently
completedinneighbouringforces.In many
cases, reviews appearto have been prompted
by issuesand concerns relating to personalities,
style and relationships within existing senior
Specials teams. Some restructures have
arguably been utilised to remove senior ranked
individual Specials who were seen as
problematic, as much as they were concerned
with a more strategic, reasoned or broader
developmentof a leadership model or strategy.

Despite thissizeable scale of investmentin
recent review work, or (as reflected above)in
part because of it, the 42 police forces which
have rank arrangements in theirSpecial
Constabularies display a very wide variety of
different models. One aspect of variation is in
terms of the number of differentranks. In
summary, the national picture currently looks as
follows:

- 31 Special Constabularies have a rank
structure which includes havinga
volunteerSpecial Chief Officerrole;

- Ofthose 31, 17 forces have Specials at
most ranks, including at least some

officersin S/Superintendent or Assistant
Chiefroles;

- Ofthose 31, 12 forces have ranks up to
S/Chief Inspector, and then a Chief
Officerrole;

-  Forthe remainderof the 31: 2 forces,
have Specials up to the rank of Inspector
and then a Special Chief Officerrole;

- 4 forces onlyhave ranks up to Inspector;

- 2 forces only have ranks up to Chief
Inspector;

- 3 forces haveranks up to
S/Superintendent, butdo not have a
Special Chief Officerrole. In two of these
forces (Hampshire and Wiltshire), there
isa S/Superintendentrole whichin
effectfunctions similarly to the Special
Chief Officerrole;

- 1 force has a spread of ranks up to
Assistant Chief level, butthereis a
regular Superintendentas head of the
Special Constabulary;

- 1force has a spread of ranks up to
Assistant Chieflevel, and a vacancy for
Chief Officer.

Whilstthere has, as reflected above, been little
coherencein recent developmentsinleadership
rank arrangements and structures, itis possible
to identify three broad patterns across recent
changes:

- Areduction involunteerSpecial Chief
Officerroles, typicallyreplaced by a
regular officerfulfillinga ‘head of’
Special Constabulary responsibility;

- Anincreasein the numberof forces who
have thinned or removed their more
seniorranked Specials (e.g. reducing or
eliminatingrolesabove S/Chief
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Inspector, and in some cases above
S/Inspector);

- Linkedto the above two trends, a
tendency for strategy and senior
leadership responsibilitiesto be
exercised increasingly by police staff or
by regulars, rather than by Specials;

- Ashiftin several forces of insignia
towards a consistency with regular
ranks.

Overall, a huge degree of variation across forces
can be seen. It isno exaggeration to say that
every Special Constabulary rank arrangement is
differentin some way to every other force.
Equivalentarrangements in the regular service,
whilst allowing some local discretion indesign,
are in effect consistently structured, are
regulated nationally, and have been for many
years. The lack of systematic national
consideration and focus over many years is
evident, andis reflectedin the significant
investments made at the local level toreview
and reform models and rank structures to
improve Specialsleadership at force level.

Ambiguity of seniority and authority

One core contested aspect in relation to Special
Constabulary leaders concerns the seniority and
authority of Specialsranks. There are elements
of a quite pervasive culturein policingthat
support one or more of the following
statements as beingtrue:

- Allregulars ‘outrank’ all Specials,
regardless of the rank of the Special
Constable;

- Specialsare not able to command
regulars;

- Specialranks are not ‘real’, and that
whateverthe rank of a Special, itis a title
without substance and ‘legally’ they
remain at constable rank.

Such views are not universal, but they appear
widely shared. In producing this report no legal
view has been sought as to the legal substance
or veracity (or otherwise), interms of current
police regulations and legislation, of any of
these claims. In terms of debates on the issue,
both those supportingand those discounting
such positions claim that there isa legal basis in
support of theiropinions.

Clearly a widespread cultural positioning across
policing that somehow Specials ranks are not
‘real’, are ‘subordinate’ and carry no authority -
whateverlegal basis or otherwise there may be
for such views — risks being fundamentally
diminishingand undermining. Italso appears to
be quite old-fashioned, instinctively devaluing
volunteers and contrasting unfavourably with
other sectors. For example, in military reserve
contexts, where there are very much more
progressive views towards an equivalency of
status of volunteers of rank.

Such a culture towards Special ranks, whilst
typically havingits originsin questions of formal
command, also casts a larger shadow across
wideraspects of authority, seniority and scope
of responsibility of volunteer Specials leaders.

This perhaps is most visible inrespect of more
seniorroles. Questions of seniority, authority
and scope in modern policing organisations -
where there isa broad spectrum of ranked
regulars, senior police staff positions, and the
like, all workingtogether - are much more
complex and nuanced than simply questions of
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formal rank and line of command. A senior
police staff member, perhapsin a chief officer
role, clearly carries directauthority and
leadership across others inthe organisations,
witha commensurate seniororganisational
status, despite no sense of formal command
chain through rank. Thereis an argument that
the ambiguity over the status, and ‘reality’, of
Special leaderrole and authority, whilst
originatingin formal questions of ‘rank’ and
command, ultimately shows more broadly
through into a wider questioning of positionand
authority within the organisation more
generally. Questioning whether Specials really
lead areas they have responsibility for.

The review processes of rank and leadership
structures discussedin the sectionaboveis an
interestingcasein point, to considerthe
positionality of senior Specials leaders. Despite
the number of such reviews across forces, it is
difficultto point to one which was either
commissioned by or led by the seniorSpecials
team, rather than by regularofficers or police
staff. Several of those recentreviews have
decided to abolish seniorSpecials ranks, and to
shiftthose rolesand responsibilities to police
staff or regular officers.

Such issues of culture - powerimbalance,
inferior status and lesserauthority - seemto sit
at the core of future challenges about Specials
leadership. There are obvious cultural
challengesin negotiating the role and status of
part-time, volunteerleaders, whoare, in
cultural terms, ‘outsiders’ within wider
leadership modelsin policing. Such issuesseem
deeply cultural and yet go largely both
unnoticed and unchallenged. The picture varies
widely across forces, and there are some
examplestothe contrary, butin many forces a
reality of seniorSpecials teams exercisingthe

true seniorleadership of the Special
Constabulary still feelsalong way off.

Equivalency with regular ranks

There appears to be a consensus about wishing
to see some convergence of how regular and
Special ranks operate. There are arange of
opinionsinterms of how far such convergence
evolvestowards a full equivalency orinter-
operability of roles, i.e.a S/Sergeant and regular
Sergeant, S/Inspector and regular Inspector,
etc., ineffectbeingtrained and operatinginan
interchangeable manner.

'I would like to see a greater
equivalency of role between the same
ranks for Specials and Regulars
30
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As reflectedinthe graph above, a majority of
Specials would like to see some movement
towards ‘a greater equivalency’ of ranks; albeita
quarter also disagree.

For some Special leaders, the ultimate
destination for the development of Specials
ranks would be to emulate completely, orat
leastin all practical ways, the ranks of regulars.

“Like the military, a rank is a rank, the
same training, qualification, expectation,
status.” (Special Chief Officer)
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For others, the idea of Special ranks developing
to become inter-operable and equivalentin
terms of trainingand capabilityis ‘a pipedream’,
at least for a large majority of Special
supervisors who would not have the time to
gain and maintain such qualifications, skillsand
experience.

“l can’t see a time when most Specials will
be able to do enough hoursin the week to
have the space to build the experience
and do the preparation and revision to do
a sergeant exam and then beyond that, to
keep current and effective and all the
ongoing build of experience to do an
equivalent job.” (Special Chief Officer)

Such views typically see gaining that sense of
full operational rank equivalency as being
somethinga smallerproportion of Specials with
the time and dedication to do so may wish to
pursue, and theyshould not be precluded from
doing so, but also apply a pragmatism that
achievinga full sense of operational equivalency
across all Specialsis not feasible.

“In the City of London they’re doing quite
a lot of training for Sergeants, Inspectors
where they make them take the OSPRE
exams for Regulars. | think that’s a great
thing to do. | think there’s a bunch of
Specials that would want to do this. But it
is also limited to people that have got time
todoit. So Special Constables who don’t
have time to do that training would then
automatically be excluded from becoming
a SergeantInspector when actually they
could be good leaders.” (Special Chief
Officer)

However, whilst such views caution against
seekinga ‘full equivalency’, most Special leaders
want to see clearerstandards, and withinthat
to mirror substantial elements of regular rank
profiles.

“l can see atime when we have a clearer
standard. There is a process, it sets a bar.
Itis probably differentto regs, to OSPRE,
but some of it can and should be the
same. ” (Special Chief Officer)

Such thinking, evenifit does stop short of the
more purist position of full equivalency, would
still support seekingto build a substantial
proportion of operational qualificationand
operatinginto Specials ranks across from their
regular rank counterparts.

“Everything being exactly the same is a
pipedream. What about 70%, 80%? Even
50% or 60% To create an operational
substance, gravity, capability to the role.
Without operational role and that front-line
purpose and credibility our ranks shrink
to being welfare, attendance, liaison, |
think they should be more than that, they
should be operationally capable, or we
shouldn’t have them at all, or at least
shouldn’t call them ranks, as that implies
something about an operational chain of
command.” (Special Chief Officer)

There were views expressed thatit is important
not just to frame Special leadersin terms of a
progression towards equivalency with their
regular counterparts, but also to recognise
those elements of the role which are distinct. In
particular supporting and managing volunteers,
and (for more seniorranks) running a volunteer
organisation. These elements call fordifferent
role descriptions and skills sets to regular
counterpart ranks.

Notwithstanding these future views about role
equivalency and operational capability, there
are many within the Special Constabulary who
have concerns with the current situation. In
basicterms, thisis seen by them as the titling
regular and Specials ranks the same, despite
those ranks functioning differently, being
differently capable, and having a very different
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status. That is variously viewed asa ‘muddle’
and as a ‘risk’.

“l think calling our people the same thing
when they’re obviously not the same thing
justisn’t good. No ideawhy we do that.|
preferred the distinct language of Section
Officers.” (Special Constable)

“I think many Regulars hate seeing
someone trump around their station
pretending to be a Chieflnspector or
whatever,when they’re not. | feelit’s like
an insult to the Regular supervision,
who’ve passed exams, have specific
powers, carry massive operational
responsibilities their Specials equivalents
just don’t. The ranks to me are important
but they are notequivalent in that way to
the regs. Pretending they are does us no
favours.” (Special Constable)

“l don’t think it helps having two different
types of Inspector, and all that. Our
leaders should be called something
different. Still show they’re senior, but not
that they’re Superintendent whatever. |
heard the story of a senior Special who
turned up at an incident, and some there
thought he’d be taking over command of
it. There are risks in the model of ranks we
currently have, some real confusion for
everybody.” (Special Constable)

Replacing Special supervisors with
regular supervision

Most Specials support maintaining Specials
ranks. However, many would like to see regular
supervision playinga ‘biggerrole’. Those
Specials typically frame this argument in terms
of achieving betterintegrationinto regular
teams. It appears such views are more prevalent
amongst newerin service, regular-pathway
Specials, who broadly tend to identify more with
the regular service and less with the Special
Constabulary.

“Do away with the hierarchy that’s for the
Specials and integrate them into the
Regular workforce.” (Special Constable)

“l certainly think we could make more use
of Regular Sergeants to supervise
Specials and to sort of allocate tutors, call
them in for duties, with the assistance of a
Regular, of a Special Sergeant, the two
types of Sergeant could work together, |
think, a lot more.” (Special Constable)

“I'm just not sure that the senior

manage ment for the Specials is
integrating as well as they should with the
Regulars. I think if the Specials were
managed by the Regulars, Inspectors and
so on, there would be alot more
integration, there would be much more
use made of them.” (Special Constable)

Having said that, some are sceptical of moves
towards a greater regular role in supervision,
feelingthatregulars tend to be very busy, have
a large number of competingdemands, bring
variable levels of interest and support towards
Specials, and bring varying levels of skill and
understandingin respect of volunteers.

| know some places have done away with
it, and it’s been a disaster.” (Special
Constable)

“l think the [Specials] rank structure
provides so much, but that isn’t always
seenbyeveryone. We’d quickly miss it if it
wasn’t there. It’s low visibility but high
importance and impact,in my opinion.”
(Special Constable)

“Some will say just do away with it, but
Specials supervisors do so much to fix
problems, organise things, support
people, welfare.” (Special Constable)
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Design and execution of rank
structures

There appears to be a mixed picture of the
effectiveness of design and delivery of Specials
rank arrangements. In some forces, substantial
progress has been made to develop properly
structured, and rigorously managed approaches.
In others, itis clear that gaps in basic designand
managementremain.

For some leadersin the Special Constabulary,
gettingthese ‘basics’ right within theirforce was
the most important aspect that needed
addressing.

“That absence of basic process, it’s
lamentable. People get promoted, not
always the right people, but the main thing
is then they’re not supported, they’'re not
trained, they’re not even told what is
expected of them. If they’re failing in the
role, they’re typically not told that either.”
(Special Chief Inspector)

“l was promoted to sergeant, absolutely
no guidance or support or anything. If
there was anything on paper about the
role, | never saw it. To this dayl have no
idea, to answer your question, if any of
our roles, including my currentone, have
arole description.” (Special Inspector)

Such perceived gaps in design, standards,
structure and process included a range of
elements spanningrecruitment, induction,
supervision, performance and training.
Particularly foregrounded by many Specials
leaderswere perceptions that training
represented a particular gap.

“We want to aspire to better support
Specials leaders... We don’t give any of
our supervisors, we don’tgive them any
training at all as a supervisor. They get
promoted, they’re expected to go on and

do something, and there is no training
whatsoever. If you said to lots of them
what’s a major incident, they wouldn’t
know, or if you asked what would you do
in these circumstances. We don’t put in
place any of that but some of it can and
should be.” (Special Chief Officer)

Alongside training, recruitment was the other
key area that Specialsleadersfelt was neglected
in terms of process and achievingthe desired
robust, structured approach. In some cases,
there was the right process in place, but
challengesto achieving the process beingseen
as ‘real’, or forit to be ‘takenseriously’.

“A new posting of Special Sergeant would
have to be advertised. Usually there would
be an interview. | don’tknow if the
interviews have got any better, butl can
remember being on a panel and the
regular senior officer [also on the panel]
said, and said to me who was there as a
Special myself, ‘we don’t need to worry
about this one, we canjust getthrough it
notionally, they’re only a Special, we just
need to write the answers in butshe’ll
pass’, and | thought well that’s what we’re
accepting, and | didn’tfeel in a position to
be able to change that.” (Special Chief
Officer)

One specificchallenge to achieving effective and
robust processes across rank arrangements was
the challenge of attracting Specials to take on
promoted roles. This absence of willing
volunteersforroles was seen as eitherleading
to the appointment of less suitable or
experienced individuals, orto the creation of
‘temporary’ and ‘acting’ arrangements over
prolonged periods of time.

“Quite often we hear Sergeants, well
nobody told me thatwas my job. Well
they need to be made clear before they
take the job on, what the job is. Butit’s
finding suitable, interested people in the
first place and there aren’t that many
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around at the moment.” (Special
Inspector)

“We put stop gapsin all the time. Untilwe
can grow somebody who wants that
responsibility, we have a gap. We either
fill that gap, perhaps not with quite the
right person or we live with having a gap.
Perhaps wrongly we often do the former, |
think.” (Special Chief Officer)

In some cases and contexts, there were views
that the usage of ‘temporary’ arrangements was
in part a mechanismfor circumventinga more
robust and transparent recruitment process.

“Jobs for the boys. Jobs for their mates.
There was one went from sergeant to
temporary chiefinspectorin a year, he
played football with the superintendent.”
(Special Inspector)

“Jobs for mates. They get round the
process by making everything acting, then
after a while it quietly be comes full. Or if
someone has acted for three years they're
ashoe-inanyway.” (Special Inspector)

Having identified suchissues, it should also be
reflected that many Specialsfeltthat there had
beena lotof progress from their perspectives of
movingon from poor past processes and
behaviours.

“It’s not like the bad old days. Now every
postis advertised, there is a board,
there’s a process. Involving seniorregs
and HR as well as our leaders. It’s much
better than it was.” (Special Inspector)

Gender and leadership

Data about demographics across Special
Constablesis difficultto obtain from forces, due
to poor data collection processes, unreliable
datasets (many are out of date) and resource
limitations to export and clean datasets for

sharing. Data relatingto gender has been
collectedto inform this report, howeverdata
relating to ethnicity was not available at this
time. This will be a priority for further analytical
work.

Data across the Special Constabulary reflects
that female Specials are significantly under-
representedin promoted ranks. The gender
balance at differentranks, across all Special
Constabulariesin England and Wales, is
summarisedin the table and graph below.

S/Constable 69.3 30.7
S/Sergeant 84.5 15.5
S/Inspector 87.3 12.7

S/Chief Inspector 87.4 12.6
S/Supt & above 88.0 12.0

Gender of Special Constables, by

rank
S/Supt & above
S/Chief Inspector
S/Inspector
S/Sergeant
S/Constable
0 20 40 60 80 100

%

Female Male

Looking at trends in female representationin
promoted ranks, the pattern of change overthe
past three years presents a mixed picture. There
has beensome increase in the proportion of
females (albeitfroma very low base) in the
highest ranks of S/Superintendentand above.
The proportion of female S/Sergeants has
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remainedthe same, and proportions of female

S/Inspectors and S/Chief Inspectors have both
fallen.

| % Female byrank 2016 2019

S/Constable 31.3 30.7
S/Sergeant 15.6 15.5
S/Inspector 16.1 12.7
S/Chief Inspector 16.6 12.6
S/Supt & above 8.8 12.0

Female representation at rank is greater for
regulars than itis inthe Special Constabulary.

Comparison of gender of Regulars
and Special Constables, by rank
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| % Female by rank | Regulars | Specials

Constable 31.4 30.7
Sergeant 22.6 15.5
Inspector 23.0 12.7
Chief Inspector 24.8 12.6
Supt & above 25.2 12.0

Alongside this statistical picture, many Special
leadersrecognise the importance and the scale
of challenge inachievinga more equitable
engagementof female Specials within
leadership teams.

“Nearly half of our Special Constables are
female.Nearly all our sergeants and
inspectors are male. Is thata problem?
You betitis. Look at who leaves the
service most, it’s our female officers.”
(Special Inspector)

For some female Specialswho are in promoted
ranks, there was a sense of continuing
challenges, including operating with some
elements of a masculine culture and the
isolating effect of ‘being the onlywoman in the
room’.

“I look up thatleadership, right up to the
top, it’s men... dol have it, thatfight in
me, one woman in thatroom of men?...
yes, there’s still banter, yes, 215t century
and section meetings | make coffees, yes |
have been asked out by a senior Special,
two of them as it happens” (Special
Sergeant)

“Do | think it’s a sexist organisation [the
Special Constabulary]? Yes, sometimes |
think it is.” (Special Sergeant)

Female leadersinthe Specials generally talked
of seekinga balance. On the one hand, of not
wanting to be viewed in terms of their gender.
On the other, of feeling that there are
dimensions of what females typically bring to
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leadership environments thatare distinctive to
femalesand add value.

“l don’t think of gender very often. | can
see when people look at me differently,
they might e xpect some different things
from me. But I've neverlooked at it that
way. I’'m a female superintendent, get over
it.” (Special Superintendent)

“There’s differences. Not getting into
stereotypes, butwomen do bring different
skills, different ways of thinking
sometimes to men.” (Special Inspector)

A number of Specials leadersreflectthe
particular challenge of shiftingthe positionin
respect of genderengagementat rank. They
highlight this as beinga difficultissue for
predominantly male leadership teamsto make
progress on, and also the sense of an absence of
a ‘pipeline’ of female Specials who might evolve
and progress in time to occupy more seniorand
strategic leadershiprolesin the future.

“Is there a connection made between
being a man and being a leader? | think
that’s true across the whole of everything,
not just Specials. It is difficult when every
leader is a man, to effectthat change. If
we’re not careful, there aren’t women
coming through [the ranks]. If there’s no,
or hardly any, of us as sergeants and
inspectors now, it’s not gonna magically
happen we have a fe male chief officer in
five years, is it?” (Special Inspector)

Some leaders challenge whatthey see as a
gradual, evolutionary progression of the issue of
female engagementin Specials leadershipand
look towards something more pro-active and
perhaps more revolutionary, to create the
required step-change from the current position.

“l do look across the men leading the
Special Constabulary, and | obviously
include myself within this, within that, and

| do ask myself, how equipped we, all us
men of [a] certain age, are going to be to
change it. It needs mixing up, the parallel |
look for is in political parties, with quotas
of MPs, female only shortlists. Not that
long ago all legislatures around the world
were men, now some are majority female,
in most western countries it has begunto
look different. It can change, but I’'m not
sure it ever can or will change gradually, it
needs that jolt of lightning through it, like
what those political parties have done, or
we’re going to still be having this
conversation, about us all being men, in
ten or twenty or more years’ time. | look
down into my rank structure, and how
does it look at present, the succession,
my successor, and it’s all men.” (Special
Chief Officer)

For some at seniorlevel, there wasan ambition
that the Special Constabulary could ‘forge the
path’ and ‘lead the way’ in terms of diversity
and gender, but onlyifit were able to move
beyond current challengesand establisha
stronger and more progressive position. Once
again, the challenge isseento be the absence of
diversity of current leaders, interms of beinga
barrier to achieving change in the future.

Overall, thereis recognition of the need for
change in the gender profile of the Special
Constabulary, but alsosome realismthat such
change has not been achieved over many years
now, and that to achieve it will require
somethingdifferenttowhat has been tried
before.
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Introduction

This chapter of the report focuses on the senior,
strategic leadership of the Special Constabulary,
particularly the role of Special Chief Officer. A
majority of police forces across the country have
a Special Chief Officerrole, which is the most
seniorranked Special in the force with a lead,
strategic role in respect of the Special
Constabulary. There is a very wide variationin
role designand in how Special Chief Officers
operate indifferentforce contexts.

Presently, 31 of the 44 Special Constabularies
have a Special Chief Officerrole. Of the 13 that
do not have a Special Chief Officer:

- one force has avacancy in role for Chief
Officer;

- two forces have Special Superintendent
ranked leadershiproles, which largely
reflectthe role of Special Constabulary
Chief Officer;

- one force, Sussex, has a Special
Constable as Head of the Special
Constabulary but thisis not a formally
ranked position (as the force does not
presently have ranks in its Special
Constabulary);

- the other nine forces have alternative
models of seniorleadershipinvolving a
role other than a volunteerSpecial
Constable leading the Special
Constabulary, in most cases a senior
ranked regular officer.

There has beena decrease in the number of
forces with a Special Chief Officerrole over the
past 2-3 years, with 36 forces having such a role
in 2016.

This chapter of the report primarily draws from
one-to-oneresearchinterviews conducted with
twenty-fourSpecial Chief Officers from forces
across England and Wales. What is presented
here only represents a brief summary of key
themesfrom those research interviews; the
findings of that research project will also be
reportedin more detail in other products
beyond this summary chapter. This research
represents the most comprehensive qualitative
research study of volunteerSpecial
Constabulary seniorleadership ever
undertaken.

Inevitably research of this nature will emphasise
challengesand areas for developmentand
improvement. Itis important to balance that by
reflecting also upon the quality, contribution
and commitment of those who volunteersuch a
great deal of theirtimein such senior and
demandingroles.

Strategic direction and challenge

A majority of the Special Chief Officers
interviewed reflected that they saw the current
pointintime as beinga particularly significant
and challengingone for the Special
Constabulary. In many cases this was framed as
a pointof ‘crisis’ for the future of Special
Constables, with concerns for the future viability
of the model of Special Constables unless there
is fundamental strategic repositioning of
contribution, role and capability.

“If this isn’t a crisis for the Special
Constabulary, | am at a loss knowing what
would constitute one. | could see us not
having one [a Special Constabulary]
within five, ten years, and you know that
might very wellbe what some of them
want.” (Special Chief Officer)
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In broad terms, this sense of ‘crisis’ strategically
for the Special Constabulary was framed as
manifestinginthree interconnecting ways:

- Asharp reductionin numbers, and
associated hours served and capability
(albeitmost Special Chiefs were also
anxious not to focus unduly on the
‘numbers’ rather than quality and
impact);

- Significant perceived problems of
efficiency and effectiveness which they
saw as erodingthe viability of the
Specials model; particularly in respect of
retention, a lack of consistency of
standards and professionalism, and
problems of culture, integrationand
deployment;

- Asensethat policingischanging, but
that the Special Constabulary is not
changing sufficiently to ‘keep up’ and to
‘adapt’, with perceptions of the absence
of overarching strategy and direction.

Some Chiefs think a fundamental strategic
review isrequired. This reflected frustrations at
what was perceived as the slow pace and
limited scale of reform. For some Special Chiefs,
current reform efforts were seen to be tactical
and tentative at a time when they would like
instead to see a more strategic and bold agenda
of change.

It’s important not to waste a good crisis,
maybe this is our momentto seize the
future, the Phoenix principle, you know,
destroy to rebuild. So, maybe not burn it
to the ground, but be prepared to dig right
back to first base and do some major
surgery. All | see at national level is lip
service and tinkerers, not real change.”
(Special Chief Officer)

For those who wished to see a review of the
Special Constabulary, some framed it as being
akin to calls for a ‘Royal Commission’ for
policing; as an opportunity for a fundamental,
root and branch assessmentof the current state
of the Special Constabulary, with the
opportunity to make bold and fundamental
recommendations for change.

“What we need is the Royal Commission
for the Special Constabulary, we need root
and branchreform. There is so much to
learn from the military, and from how they
do this overin policing in the States, from
the lifeboats. | don’t think policing is able
to think that way, think sufficiently
differently, on its own. It needs fresh
people from outside, so yes, a Royal
Commission, thatwould bring in those
new heads.” (Special Chief Officer)

“So, | think there needs tobe a
fundamental review, legislatively, as to
what our role, our responsibility is in the
future.” (Special Chief Officer)

A phrase commonly used across interviews was
‘disruptive change’, witha number of Special
Chief Officersfeeling that this was something
that was generally lacking. This was both
specificallyin respect of the Special
Constabulary, but also more broadly across
policing. For some Chiefs, they feltthat policing
as a whole was ‘pedestrian’, ‘bland’,
‘traditional’, ‘vanilla’, at a strategic level, lacking
in ability or will to genuinely, radically change
operationally or organisationally. One Special
Chief talked of seeingthe Special Constabulary
as a potential ‘weapon of disruptive change’,
but feltfrustrated that regular officersenior
leadersjust saw it as a ‘sideissue’and
‘unimportant’. Several of the Special Chiefs saw
themselves personally as beinga source of
‘disruptive change’, often reflecting thinking,
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experience and styles of operating they felt they
were bringing as outsidersinto policing.

“Policing isn’tgood at disruptive change.
To be honest | think they see me just as
disruptive, welll know they do, perhaps
that’s what | am, athornin the side. If it
doesn’t change radically, | do think that
it’s going to die.” (Special Chief Officer)

This sort of strategic and bold thinkingand
change was viewed by Special Chiefs as being
challenging organisationally and culturally; as
beinga major step beyond the styles of strategic
leadership currently exercised in policing more
broadly.

“We talked about change is changing -
that kind of change is, today | think is still
a step too far.” (Special Chief Officer)

Anotherphrase commonly used was ‘they won’t
letyou doit’; that the policing organisation did
not provide a contextin which Special Constable
leaderswere enabled or encouraged to be bold
or innovative, despite the Special Chiefs
themselvesfeeling thatthis was essential for
future growth and development.

“We try to push the boundaries with
things like — PSU was one ofthe first
things | did when | became Chief
Officer... ... And straight away a Regular
Superintendent who | geton with really
well, said to me “You're off your rocker.”
He said, “If you're going to try and do that
you are heading for a fall straight away.
Don't do it. They will never let you do that
in this force.”” (Special Chief Officer)

There was a recognition of the challenge of
achieving strategic change from ‘top’ to
‘bottom’ across forces and Special
Constabularies. Thisincluded a sense of a ‘sticky
middle’. The context they paintedin interviews
was that Special Chiefs sometimeswere able to

work effectively atseniorlevel forchange, and
also that the Special Constabulary was making
progress in terms of developmentand
relationships onthe front-line, but that there
was a body of middle-ranking regular officers
who were seenas ‘conservative’, ‘resistant’ and
‘blockers’.

“You actually need to put what is said into
practice and | think, on occasions, it gets
lost in translation. Similar to [this Chief
Officer’'s work context], we at the top end
may be very supportive of a collaboration
idea or whatever. The only problem is that
once it starts going down the chain, it
either gets lost in translation or it just
plain getslost. And I think it’s that
understanding really that Special
Constables can provide real value to the
Regular Force. It can provide real
specialist value tothe Force because a lot
of my Officers, same throughout the
country, have got very specific skill sets
within their profession and I think it needs
to be realised from the top tothe bottom
that we can serve together and add value,

instead of people feeling threatened.”
(Special Chief Officer)

For some Special Chiefs, the issue of the
strategic future of the Special Constabulary has
beenneglected. Theyraised deeper questions
of, ineffect, whetheranyone is exercising
national strategic leadershipinrespect of the
Special Constabulary.

“It seems to me thatthese truly are such
troubling times for the Special
Constabulary. The years of neglect,
locally, nationally, strategically in
Government, by the NPIAand then the
College, they are catching up with us all.
Policing has been asleep at the wheel. As |
see it, the problem is that nobody is
runningit. In fact, let’s not say asleep at
the wheel, the Special Constabulary,
nationally, it’s driverless, rudderlessin a
stormy sea. The Regular Chiefs, NPCC,
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would never let us Specials Chiefs do that,
let us run it, butthey’ve not been taking it
on themselves either.” (Special Chief
Officer)

In broad terms, the strategic aspirationsfor the
future of the Special Constabulary, reflected
across the Special Chief Officerinterviews, point
to four main areas of development:

- Enthusiasm to explore new roles, expand
contribution and betterfocus
contribution on key strategic policing
gaps and challenges;

- Adesireto professionalise, and to build
credibility, capability and consistency;

- Interestin exploringdifferent models,
includinglearning from military
‘reserves’ and similar contexts;

- Seekinga more prioritised, valued,
integrated and resourced model for the
Special Constabulary.

For many Special Chiefs, the Special
Constabulary representsan ‘unfulfilled
potential’ and they see the future role for
Specials as only beinglimited by culture and
imagination.

“What are we waiting for? Strategically?
We’re only limited by ourimaginations,
our courage, and our culture. Policing
resists change, WPCs, PCSOs, radios,
throughoutits long history. Every time,
overtime, it then comes to accept and
eventually then to champion those things.
The specialists, the cyber geeks, Specials
in white hats [specialistroads policing],
Special detectives, like all those things
that have gone before, it’s just another
change.” (Special Chief Officer)

There were frustrations about lack of systematic
planningand structured strategic analysis. For
some, they saw the police service as being ‘very

poor at strategy’. They reflected that strategic
planning was undertakenin very differentand
more structured, data-based, professionalised
ways in their ‘day job’ contexts. A number of the
Special Chiefs were bringing contexts inthose
‘day jobs’ where they are strategic consultants,
seniorexecutivesorinvolvedinother ways in
corporate strategy. They sometimes found that
those skill-sets were notappreciated or engaged
within their policingleadershiproles.

“Apply some science, some business
strategy to it all. Needs. Gaps. Capability.”
(Special Chief Officer)

“The police write lots of strategies but
theydon’t even know what a strategy is.
What a plan should look like.” (Special
Chief Officer)

For a number of the Special Chiefs, fundamental
to the future strategic direction of the Special
Constabulary were issues of professionalism and
credibility.

“It all boils down, in its fundamentals, to a
credibility. If we can professionalise, shift
the perceptions of who Specials are and
what they can do, thatis then the critical
foundations upon which we then influence
and shift and build something genuinely
new and very different.” (Special Chief
Officer)

For others, the need was to be more radical and
to create something genuinely new and
different. Central to such considerations was the
ideaof a ‘police reserve’.

“It’s time to rip up the rule book and for us
to do something new. Apolicing reserve,
not a Special Constabulary.” (Special
Chief Officer)

Overall, a sentiment across the interviews was a
desire to ‘get serious’ about the future strategic
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ambition and direction of the Special
Constabulary. For many it was feltthat the
Special Constabulary was somethingof a
Cinderellaelement within policing, an aspect of
the organisation which had not benefited much
from attention or resource overa prolonged
period of time, and that because of this the
potential risked beinglost.

“l think the difficulty you have still got is
that there is a small budget for Special
Constabulary and we are on occasion not
seenas integral. If we are going to do this,
we should be serious about doing it well.
You getout what you putin, and in recent
years that hasn’tbeen very much.”
(Special Chief Officer)

Interpretations of the Special Chief
Officer role

The current picture of the seniorleadership of
the Special Constabularyis a complexand
confused one, with a wide range of different
models across force contexts. The role of Special
Chief Officer has grown and evolved over many
years, with relatively little steerorguidance,
and often with little or no sharing of learning
across force contexts. There isno systemin
place to advise nationally on Chief Officerroles
or appointments, or to share best practice,
albeitsuch support and coordination does occur
on a more ad hoc basis, for example through the
support of the Association of Special
Constabulary Officers.

There isa sense of developmentin constructs of
the role; many Special Chiefs saw themselves as
having a stronger and more pro-active approach
to their leadership than they perceived had
beenthe case with theirpredecessors.

“My predecessor... in reality he used to
pop into headquarters about once a week
and he used to go and see the Specials
coordinator to say ‘is there anything you
needbe to do’, and thatwas the sum
total. ” (Special Chief Officer)

The focus for most Chiefs was on beingthere to
support and to representthe Specialsin their
force. Special Chiefs often saw thisas something
they were uniquely well situated to do, and that
they and they alone were dedicated to that role,
rather than it sittingalongside a number of
other competing priorities.

“That phrase that leaders eat last. It is
about thatfocus on supporting
volunteers. We have the luxury, because it
is our raison d’etre, of supporting
volunteers, if you’re a regular
superintendent then supporting
volunteers is stillthere but only as one
small part of your role, and actually it’s
not seen as that important alongside
everything else.” (Special Chief Officer)

Alongside this prioritised element of visibly
leading Specials, several Special Chiefsframed
theirroles as beingabout ‘change’, and within
that of achievingchangesin ‘style’and in
‘culture’ for the Special Constabulary. Such
ambitions were typically framed as ‘reform’,
‘professionalisation’ and ‘modernisation’.

“We talk about policing culture, and we
talk about organisational culture, well
there’s a culture in volunteering as well,
especially sometimes around this specific
of police constable volunteers. That’s
what we’re up against still, an archaic, old
club mentality, that’s the cultural shift |
wanted to make, move away from that,
further professionalise.” (Special Chief
Officer)

Some framed their role more broadly in terms
of ‘change’, seeingthemselves as catalysts and
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agitators for change more broadly across
organisational reform and management
approaches in policing. This connects with
frustrations about the style, as it was perceived,
of some regular officerleaders.

“l think you need to be a diplomat, and I’'m
more of a disrupter than a diplomat. But|
think disruption is really good today in
policing. Policing aren’tready for that, but
the dementors in the organisation, some
of the middle management, old dinosaurs,
silverbacks that exist need disruption,
theyneedto - well they needto go. It’s
really simple because they’re the ones
that are holding back the force from
proper effective change to get anywhere.”
(Special Chief Officer)

Whilst Special Chiefs had, inevitably, different
takes on theirapproach to theirroles, there was
a very strong caucus of support for greater
consistency and coordination nationally. For
many, the current lack of definition or
recognition of the role at national level seriously
underminesits status and credibility.

“As long as everywhere is different, it’s all
splintered forty however many times,
we’re never going to get anywhere. Divide
and rule, as they say.” (Special Chief
Officer)

“l think if we want professionalisation of
not only this Chief Officerrole butranks in
general, the balance to that is we are
going to have to accept that you also need
consistency. It’s impossible to progress
together and to walk down forty four
different paths at the same time.” (Special
Chief Officer)

There were desires to maintain the benefits of
local discretion, and recognition that Special
Chief Officerroleslogically would continue to
have some differencesinterms of their
dimensionsand execution to fitlocal

circumstances. However, the current ‘free for
all’ was seenas ‘unhealthy’, and ultimately as
being ‘destructive to the role and its wider
credibility’; with arguments that forces being
able to remove the role ‘at a whim’
undermined, in broader terms, all Special Chiefs
nationally across forces.

“Local discretion matters, but it matters
less than national standards and
consistency.” (Special Chief Officer)

There was optimism that there may be a
growing enthusiasm at national level, bothto
support a national recognition of the role, and
to produce guidance and support for the role.
However, there were misgivings about the
degree to which Chief Constables would be
welcoming of, or accepting towards, a stronger,
more directive framework of national standards
and guidance and commensurate loss of local
discretion.

“l do think, from conversations | have had,
| think that the current NPCC portfolio [the
national Specials portfolio] sees the need
for greater regulation, standardisation [of
Specials ranks], but | don’t see them
standing up to the Chiefs [Chief
Constables], who always want to do it
their ownway.” (Special Chief Officer)

In terms of role design, it was recognised that
the roleis currently very demanding of time and
commitment. This is feltto limitthe individuals
who are able to put themselves forward for
such roles, and many Special Chiefs talked about
how they were fortunate that theirwork and
theirpersonal circumstances allowedthema
great deal of flexibility.

“When | think ofthe twenty five hours a
week,on average, | need to putinto this.
Everything has changed completely,
wholly different role we’re dealing with. |
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don’t know how many people [could
commit to the time requirement of the
role]. | am lucky with the flexibility my
work allows me.” (Special Chief Officer)

When asked what motivated them to applyfor,

and then to continue in, the Special Chief Officer

role, Special Chiefstended towards two primary
areas of motivation:

- A personal desire to support Specials;
- Beingdriven by the sense of a needfor
change, and ‘the love of a challenge’.

“If it was easyl don’t thinkI’d still be here.

It’s the scale of challenge that keeps me
here.” (Special Chief Officer)

Value of role

Special Chief Officers feel thatthey bring
significantskillsand experience from outside of
policing both to their role and into the wider
executive context of policing. They also
highlighted the stability of appointment of most
Special Chiefs, whotend to serve much longerin
role than regular leads of the Special
Constabulary, which providesvaluable
continuity.

There were perceived benefits of ‘Specials
leading Specials’, interms of authenticity of
leadership and thoroughly understandingthe
context and nature of the role.

“Why have thisrole, myrole?lama
volunteer. | am a police constable who is
still on the front-line. If it’s a regular
officer, orif it is a police staff role, which
heads the SC, they aren’t one and perhaps
aren’teither of those things.” (Special
Chief Officer)

“It is that aspect that | am what they are. |
am a Special Constable. | like to think

people see me andtrust me because lam
an SC. | am not sure the same can ever be
the case if it’s justthe latest assignment
for the next few months for a regular
Inspector, however committed they are,
and in fairness that’s not always very
committed, they always have one eye on
what next...” (Special Chief Officer)

“That authenticity, that understanding,
which if you haven’tworn this uniform as
avolunteer, | do think it is very difficult to
replicate that.” (Special Chief Officer)

Althoughthey feel that theirforces are often
unaware or under-appreciative of what they
bring from theirexternal experience into the
police service, Special Chiefsfeel thatthey bring
a great deal of skills, experience and strategic
perspective that is of real value, and provides
useful additionality to the skill setsand
experience withinthe organisation.

“Putting modesty aside, | bringa whole
list of qualities to thisrole. | have been, |
am, a Special myself.| have two decades
at executive-level, top leadership teams,
businesses many times larger [than this
police force]... | bring some of that
expertise into this police force whichiit
doesn’t have and, again modesty
notwithstanding, which it badly needs.”
(Special Chief Officer)

“....1did an MBA at Cranfield and spent 14
years as a management consultant.”
(Special Chief Officer)

“I'm a manager for a national construction
firm.I've been responsible for delivery,
circanearly£10 million of work. llead a
team of managers, whichl do in the
Specials. [Inmydayjob] I needto
implement different ways of working,
implement change and get people’s buy-
in, which I do in the Specials as well.”
(Special Chief Officer)
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‘Continuity’ and ‘stability’ were seen as
important qualitiesinthe leadership of the
Special Constabulary, and Special Chiefs feltthat
they were effectively providing both of those
things. In many of the interviews, they
commentedon the ‘churn’ and ‘short-termism’
that they saw in regular officerrank
assignments, and that promotion processesand
personal advancement were foregrounded
before stabilityin regular rank appointments.

“A stability, that’s what we bring. | am
onto my fourth chief constable, lost count
of how many leads we have had at
[regular] Chief Inspector level.” (Special
Chief Officer)

“l doubt if many people take notice but |
am the most experienced, | am the
longest-serving member of our chief
officerteam.” (Special Chief Officer)

“Continuity, in a service where there is
almost constant change.” (Special Chief
Officer)

Akin to the development of more specialist
roles, training and contribution for Specials,
Special Chief Officers felt that the visibility of
Specials operatingat a senior, strategic and
respected level withinthe organisation
enhancedthe overall positioningand status of
the Specialsas a whole, as well as carrying a
sense of aspiration of future opportunitiesfor
some Specials whowould beinterestedin
occupying such roles in the future.

“Any ranks, leadership structure, it is
partly about aspiration, about younger
Specials who mightaspire tobe in these
kinds of roles in the future. Something to
aim for and to achieve.” (Special Chief
Officer)

Appointment, tenure and
succession

As with all aspects of Specials leadership, there
is little if any consistencyin the appointment
processes, and related management of tenure
and succession, for Special Chief Officerroles.

In all cases of those Special Chief Officers
engagedin this research, there had beena
formal process of appointment, albeit these
variedin terms of how ‘real’ and ‘substantive’
they were, and in some cases were perhaps
more of a ‘formality’.

In some cases, which appears to be an element
of best practice, the appointment mirrored
those of other Chief Officersin the force. The
direct involvement of the Chief Constable in
selection processes was also seen as effectivein
symbolisingthe importance of the role and
weight of support ‘right from the top’ for the
new appointee.

In some cases the appointment was also opened
to serving Specials from other forces, and
occasionally also to individuals who were not
serving Specials but who could apply as ‘direct
entrants’. The openingup of processes is
considered best practice, as it helpsto widen
seniorand strategic leadership progression
opportunitiesforSpecials, as well as helping to
import fresh thinkingand learning at strategic
levels across force boundaries.

The impact of ‘direct entry’ at thislevel isstill
unclear — there are advantages in broadening
the reach of skillsand experience andin
openingup to innovators and very different
thinking. However, there are challengesin terms
of direct entrants building up theirexperience,
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credibility and authenticity as a volunteer
constable.

Many Special Chiefs feel that they, and the
police service as a whole, need to do much
more to support effective succession planning
into seniorSpecialsroles.

“So I've seen a whole bunch of Senior
Chief Officers come and go. Some got
there because they wanted the braid on
their shoulder. Some got there because
theywere the lastone standing.” (Special
Chief Officer)

Many Special Chiefsreflected that there was
nothingstructured or systematicallyin place to
identify and develop future seniorleaders.
Some alsoreflected that they could not see
where, within their current ranks, were the
strategic leaders of the future. There is meritin
thinking more holistically about successionin
Specialsleadership, of which this aspect of
‘leadership atthe top’ is just one key
component.

Tenure and related issues of opportunity at
seniorlevel presentchallenges. Asreflected
earlierin thisreport, there are perceivedtobe
advantages in the stability of longer-serving
seniorSpecials, contrasted against what is a
constant ‘churn’ of portfolios for regular senior
ranked officers. However, that stability can also
freeze out opportunitiesfornew people,
approaches and thinking, and create a ceilingfor
progression. In some contexts, progressionin
the Special Constabulary at seniorlevelis, as
one Chief Officer put itsomewhat flippantly,
‘like waiting for the Pope to die’. There were
some concerns that the pattern of Special Chiefs
serving often for a decade or longer could
sometimesresultinseniorleadershipbecoming
‘stale’.

Some forces are operatinga model of fixed-
term tenure for Special Chief Officerroles;
typically of three years or five years, and
typically with opportunity (with formal process)
for one period of extension. Such a model
appears to have significant merit. It was
identified by some that such models produce a
challenge of what fixed-tenure Special Chiefsdo
after their period as Chief Officerisover, and in
essence how to retain themin other roles. For
some Chiefs, nodoubt this will not personally
presenta problemand they will be happy to
return to lower-rankedrolesin the Specials.
However, for others thereis a risk of such
arrangements triggering the departure of
talentedindividuals whostill have a great deal
to give. Some of the optionsdiscussed laterin
this report, in the next chapter on the national
context, may provide answersfor some such
individuals, in terms of optionsto consider
building more regional and national
opportunitiesforSpecials leaders.

Working with and *fitting in” with
other ‘Citizens in Policing’ roles

Whilstthe picture has a lot of variability, with
some police forceslosing police staff resourcing
for supporting Specials and volunteers, on the
whole recent years have seenan increasein
both police staff and regular officerroles
supporting Specials, and in many forces a
coming togetherof such rolesunder the new
umbrella construct of ‘CitizensinPolicing’.

Special Chief Officers welcome thisinjection of
increased resource and support where it has
taken place, but also tend to have experienced
some difficultiesin how theirown roles have
fitted with the formations of these broader CiP
teams.
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“l think if anything my role has become
more ambiguous as other resources have
come in and grown. So since Citizens in
Policing, as a team, started to form some
18 months ago now, there’s been
increasing tension, for me it hasn’t been a
happy place to work at all. You know I’'ve
had to stop most of my [Special
leadership] team from resigning, and I've
had times whenI’ve considered, should |
carryon?” (Special Chief Officer)

For some Special Chiefsina few force contexts,
thereis an impression thatthe formation of a
CiP model has beenactively resistantto their
presence and role, and has ‘not had room’ or
has ‘actively worked around’ the concept of
Specialsin leadershiproles.

“l don’t think we fit their vision or are seen
as being in their [Citizens in Policing]
team. They seem to want a future where
they don’t have any ranked Specials, so
maybe it would be easier if we all quit.”
(Special Chief Officer)

In some cases, thishas been in part about
personalities. In others simply a question of
natural complexities and working out new
relationships, with challenges forall parties
understanding the ‘wiring’ and communication
whenseveral roles, some of them still very new,
are working across a similarterritory.

“It’s just very hard work at the moment.
There are the anomalies of who | meet
with, which events, boards, | attend. And
which the CiP team leader attends. I’'ve
asked to have regular meetings, | feel
there are things | see,l understand and
feel need an attention, which some of
those police staff roles do not understand
in quite the same depth, quite the same
way” (Special Chief Officer)

A quite common theme from Special Chiefs was
a sense of being supported and respected, but
nevertheless of notbeing ‘in the loop’ or ‘at the

centre of things’. There were feelings thatin
some force contexts CiP teams had taken the
focus of conversations and decision-making
away from Special Chiefsand their senior
Specialsteams.

“People are friendly, they do talk to me,
engage me. It’s short, gossipy chats,
though, not the opportunities to chew
overor shape issues. My impression is
other people are seen as doing that, not
me.” (Special Chief Officer)

“But yes, so | think | am consulted, | am
involved at a strategic level but | do
sometimes think, things can occasionally
be a fait accomplibefore it gets to me
which then makes it difficult to push
back.” (Special Chief Officer)

“The investment is tremendous and we all
welcome it, of course we do. This reform,
this force-wide change project [focused
on the Special Constabulary] has been run
by others and has been run around me
and around my team. From my standpoint,
of course, | see thatas a shame, butl also
do not want to take anything away from
what has been achieved. Perhaps in time
our roles, myrole, will settle down, will
establish once again, once we achieve
some of those project objectives.”
(Special Chief Officer)

As with all aspects of the picture in respect of
Special Constabulary leadership, the dynamics
referenced above apply to some police force
contexts, and not all. In parallel to the above
experiencesinsome areas, in other forces the
picture seems more integrative of and
collaborative with Special Chiefs.

Identity and status as ‘Chief
Officers’

Whilstthere is widespread variation across the
country, the interviews with Special Chief
Officersrevealed that for most there were
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significant cultural challenges at senior levelin
terms of theirstatus, role and relationships.

In many cases, this reflected a tension between
being formally designated as beinga ‘Chief
Officer’ and having membership of the police
force Chief Officerteam, but of not in reality
beingenabledto occupy, or beingseenas
having the authority and status of, that position
of executive seniority within the organisation.
There were also challenges of some force
contextsin which the Special Chief Officerrole
does not have the leadership space,
responsibility and ability to ‘call the shots’,in a
manner that resultedinthe role beingonly
‘partial’ or ‘symbolic’ inits execution.

“l wear this uniform, the uniform of an
Assistant Chief Constable. The Chief
Constable has said he sees that as being
my level in the organisation. But I’'m not
sure, with every day the experiences|
have, thathe, or perhaps it’s the people
around him, actually means it.” (Special
Chief Officer)

As a seniorvoluntary role, within a context
where other executive strategicroles are
regular officers or police staff, the Special Chief
Officerrole seemsto occupy an unhelpfully
ambiguous space in most police forces.

“Am |l a realone? That’s how | feel.”
(Special Chief Officer)

“l sit at the ACC level, allegedly.” (Special
Chief Officer)

“l am line managed by the De puty Chief
Constable... a fewfeathers were ruffled
achieving that, and that line management
isveryloose, | have notseenmyline
manager for several months... So this is
the anomaly, they see me, they say, as the
executive lead for citizens in policing, but
there is an SRO [senior responsible

officer] whois an ACC, there are other
senior managerial roles that effectively
also lead. So they have given me a sort of
titular responsibility, like an archbishop
who is given some title from a distant part
of the world but has never travelled there,
just to say he is the archbishop of
somewhere, but it doesn’t really mean
anything. In reality | carry none of the
responsibility, | don’t carry the budget. So
| am announced by the title, butin the end
of the day what does that mean, it doesn’t
give me anyresponsibility, it doesn’t give
me any authority.” (Special Chief Officer)

There are descriptions of the status and
authority of beinga Special Chief Officeras
oftenbeingexperienced ‘intheory, but notin
practice’. A theoretical seniorstatus of beinga
Chief Officeris, in effect, undermined by cultural
assumptionsthat all Special Constables are
subordinate to, and outranked by, all regular
officers. This sense of ‘subordination” had
undermining effects on the ability to position
and function as a genuine executive-level
leader.

“In theory, yes. In practice, there is no
power apart from what people will do out
of respect to me personally. If | ask a
regular officer to do something, at the end
of the day they still see an SC, most of
them will see that relationship as them
outranking me, whatever uniform they
wear and | wear.” (Special Chief Officer)

“So, all of this, it’s very nebulous really. |
achieve things through my personality,
relationships,who | can influence, whol
can bring with me. If people say ‘why
should we’, then that’s as far as | can go.
So, lots of influence and | think respect,
yes, but that all feels very personal. There
is very little positional or formal authority
and power specifically down to this rank,
this role.” (Special Chief Officer)

For some of the Special Chief Officers, they have
experienced theirpositioning withinthe
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organisationas beingseenas a ‘threat’ by senior
ranked regular colleagues.

“Sometimes it is threatening, there is an
established culture, pecking order,
authority, we come in, we are outsiders to
that and we challenge that, we disruptit. It
is very clubbable at the top of policing,
many senior officers have known each
otherfor a verylong time. They are not
always sure where we fitin that, if we fit in
it at all.” (Special Chief Officer)

Itis evidentacross a number of the Special Chief
Officerinterviews thatthey see the existence of
a strongly established ‘order’ of close (and
closed) relationships and entrenched ways of
workingand thinkingamongst senior regular
officers, that the Special Chief Officers feel like
they ‘rub up against’ and ‘don’t quite belongto’.

“You getthem who are here all day,
they’ve got their network and that holds
more sway than somebody who steps in,
steps out... Specials are easyto ignore.”
(Special Chief Officer)

“It’s a bit like coercive control...a
controlling relationship from the regular
side of the business, so they keep you
powerless, they’re always trying to
undermine you, if we [Special Chief
Officers] don’t do what they want then
they take it out [remove the role]... you are
effectively powerless and it’s not healthy.”
(Special Chief Officer)

Reflecting whatthey saw as their cultural
positioning within the organisation, many of the
Special Chief Officers expressed frustrations at
the sense of ‘blockage’ that this cultural context
presentedto ‘gettingthings done’.

“It’s a frustrating role. You make a
recommendation and they are often
ignored, quite honestly” (Special Chief
Officer)

“It takes so long to establish anything
because of our status... ” (Special Chief
Officer)

This context means that for many of the Special
Chief Officers, they do not feel that their forces
recognise, appreciate or utilise the skills sets
and experience thatthey bring.

“But also why criticise and demean me
because whatthey don’t realise is
everything | bring... butthey won’t trust
me to make a decision... we are just
discounted...l think we ought to use a
skills analysis to saylet’s not demean
Specials, let’s utilise them.” (Special Chief
Officer)

“l manage this organisation [where the
Special Chiefworks as their ‘day job’]. |
argue with Chief Constables that | could
manage their organisation. | don’t have to
be a warranted officer to manage the
Police Force as a business... but we
should use those skill sets and | think the
whole issue around rank structure, | do
think it’s the insecurity of the Regulars.
Theyfeel threatened and | think that’s not
a good mature relationship.” (Special
Chief Officer)

The part-time, volunteer nature of Special Chief
Officersalso collides with 9-5 weekday
executive patterns of workingin police forces.

“The senior meetings are starts between 9
and 10, finishes at 3 or 4, on a weekday. If
the role [as Special Chief Officer] requires
attending that, it rules most people out of
the role.l once suggested we hold some
meetings at weekends and the looks on
the faces...” (Special Chief Officer)

Professional development and
support of senior leaders

There was a recognitionthat more could be
done to develop a structured model of
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professional developmentforseniorleadersin
the Special Constabulary. This could involve:

- Further delivery of national training
delivered by the College of Policing; this
has been well received historically by
Specialsleaders. The Collegeiscurrently
in the process of re-commencing this
programme of training for more senior
ranked Specials;

- Thereisan argument for buildingan
additional trainingand development
programme aimed at a more strategic,
seniorlevel above the ranks primarily
targeted inthe currently re-commencing
College provision. If this were only aimed
at newly appointed seniorSpecials, a
challenge to thiswould be relatively low
numbers; for example, ifitwere aimed
at newin role Chiefsand equivalents,
then typically there are only two or three
such appointments per year nationally
presently;

- Additionally, oralternatively to that,
another model might be a
developmental programme, involving
tailored CPD, mentoringand other
aspects, which could be provided across
all Special Chiefs, and perhaps a small
number of othersenior ranked Specials.

There isalso an opportunity to better engage
Specialsleaders across the current broader
national senior leadership provisionin policing.
Participation by seniorSpecialsin national
policingleadership and related developmental
programmes is currently very limited.

Several Special Chiefs suggested that enabling
attendance on the Strategic Command Course
would be beneficial; albeitthere were also

reflections that for many the time commitment
that this would involve would be prohibitive.

Linking to these debates of professional
developmentand support for seniorSpecials
leaders, there were views that there also needs
to be a more developed ‘future leaders’ model
for the Special Constabulary. This could involve
a nationally coordinated scheme through which
forces identified Specials from theirSpecial
Constabularies with aspiration and potential to
developintothe seniorleaders of the future.

Greater flexibility of leadership
journeys within policing

Some Specials leaders saw a future vision where
there was much greater flexibility in, and across,
all aspects of leadershipin policing. They could
foresee a future where regularsenior leaders
had careers which were more flexible, and took
them inand out of policing, including growth of
more direct entry and similar models. In this
context, a future could be contemplatedin
which a regular leader may take time out of
policingin anothersector or leadershiprole, and
retain a direct involvementin policing through
exercisinga leadership role voluntarilyinthe
Specials during that time. Or a volunteer
Specialsleader might have a period of time
whenthey became paidand occupieda
different, full-time leadership role in policing. In
such thinking about the future, one Special Chief
talked of getting beyond the “different species”
model of thinkingabout volunteerand paid
leaders, to a much more mutually respectful and
interchangeable context.
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Other models of senior leadership
and command

The background research for this section of the
report has focused on interviewingvolunteer
Special Chief Officers;itis recognised, as such,
that it has focused on those forces with Chiefs,
and paid much less attentionto those models
which do not have Chiefs, and those which also

do not have seniorSpecial ranks more generally.

Whilstthe IPSCJ has not directly researched and
interviewed those who are leadingthe Special
Constabulary but are not volunteers, it has
worked directly with almost everyindividual in
such a role over the past two years, and had
many discussions about the pros and cons of the
differentarrangements. Broadly speaking, the
perceived ‘pros’ of having a regular officer, or
other paid role, heading the Special
Constabulary are:

- The regular often has stronger
relationships, influence and leverage
across the force to enablethemto ‘get
things done’;

- Theregularis ableto be around more,
and attend meetings and network inthe
force on behalf of Specials, because they
simply have many more hours in their
full-time working day to give to therole,
and in particular are more available 9-5
weekdays when many meetings occur
and key stakeholders are available;

- Theregularis oftenseento have a
clearer ‘command’ authority, which
helpsin ‘gettingthings done’;

- Havinga regularinthe roleis seenas
helping with a more integrated, and less
separate, approach;

- Several forces feel they have had
problems with the style and approach of
theirvolunteer Chiefs, in effect finding
them difficultto ‘manage’, there being
clashes of personalities, orthinking that
they are not performing. Some forces
which have recently stepped away from
having the role have beeninfluenced by
such factors. As such, one perceived
advantage of aregularis that theyare
more clearlyunder command and seen
as manageable;

The ‘cons’ can broadly be summarised as:

- Aloss of the authenticity, ‘voice’ and
experience-based understanding that
comes (or should come) whenvolunteer
Specials are led by a volunteer Special;

- The short-term regular appointments
model and resultant churn of regulars in
such roles, which often means every 12-
18 months thereis a new individual in
role;

- Sometimesregularsin such roles have
limited history, understandingand
briefinginrespect of the Special
Constabulary when they come intothe
role;

- In contrast to the time aspect discussed
as a ‘pro’ above, some regulars insuch
roles have a broader portfolio of which
the Specialsisjust one part, and
therefore only have limited time
available to dedicate to the agenda;

- Sometimesregularsare placed in such
roles because of widercontextual
factors, which preclude them from other
roles, rather than as a positive choice or
selection;
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- There are aspirational (i.e. otherSpecials
aspiringto occupy leadershiproles) and
symbolic(i.e.a seniorvolunteer officer
beingseento haveinfluence, status and
authority) which are lost if the Specials
are not led by one of their own;

- In some models, where the whole of
seniorranks are removed, there can be a
resultantlack of focus and capacity on
Specialsleadershipissues;

- What volunteerSpecial Chiefs may be
perceivedto lack in terms of their
internal network and leverage (their
‘insider’ benefits), they can more than
make up for in terms of theirexternal
skills sets, experience, culture and
experience, which can potentially be
highly valued assets inseniorteams.

Beyond this high-level summation of ‘pros’ and
‘cons’ there sits a wide variation in execution of
role both by volunteer Chiefs and by regular
leads. There are regular leads who are highly
visible, empathetic, incredibly well informed and
personally committed leaders of theirSpecials,
and there are some Special Chiefswhoare little
visible and out-of-touch with their front-lines.
Likewise, there are some Special Chiefs who
operate inan empowered way at very senior
levelsand are highlyinfluential inforce, and
some regularleads who carry little ability to
influence and achieve change. As with all things
in the Special Constabulary, the pictureis very
mixed, and any attempt to summarise and
simplify willimmediately be challenged by
exceptionstothe rule.

Overall, whilst there is much that can and needs
to be done to clarify the Special Chiefrole, to
produce a clearerand more consistent sense of
the standard and leadership expectation

nationally, to enable and empowerSpecial
Chiefsto operate and to break down some of
the cultural barriers that they oftenface, there
do seemto be some significantadvantages to
having a Special Chiefrole. Where Special Chief
roles work well, they contribute a distinct and
significant value, and not only directly to the
Specials but also more widely tothe strategic
leadership of theirforce.
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Introduction

This chapter of the report focuses on leadership
in the Special Constabulary beyond the level of
individual forces, analysing how Special
Constabulary leadership comestogether
collaboratively across forces, and at a national
level inrespect of strategy, national ‘voice’ and
representation. Itis clear from the research
activity that most of the energy and resource of
Special Constabulary leadersis currently
concentrated within their police forces. Whilst
this istheir primary focus, itdoes mean that
models of leadership collaborativelyand at a
national level are less formed and resourced.
For most Special Constabulary leadersthere is
some occasional attendance at regional
coordination meetings, but in the majority of
cases there is no engagementat national level.

Drawing on the responses of Special Constables
in the national survey, perspectives are mixed
about how effectively the voice of Special
Constablesis heard in national debates about
the future of the Special Constables. Tellingly,
the largestsingle category of response (over
one infive Specials) was ‘no opinion’, suggesting
this isan aspect regarding which Specials are
lesswellinformed, interested and engaged.

Whilst over a third of Specials feltthat the voice
of Specialsis heard nationallyin such debates,
the majority of that agreementwas in the
‘slightly agree’ response. Only 5% of Specials
‘strongly agreed’ that the voice of Specialsis
heard in national debates, with a larger
proportion (almost 15%) ‘strongly disagreeing’.

'The voice of Specials is heard
effectively in national debates about
the future of the Special Constabulary'
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Likewise, perspectives were mixedinthe
national survey as to whetherSpecial
Constablesfeltinformed about national strategy
in respect of the Special Constabulary. Whilst,
positively, 43% of Specials agreed that they felt
wellinformed, almost half (49%) disagreed, with
approximately a fifth (19%) ‘strongly
disagreeing’.

‘I am informed on national strategy in
respect of Special Constables'

25

Slightly Disagree Strongly
Agree agree opinion Disagree Disagree

liesponse

strongly  Agree  Slightly

Senior projection of the Special
Constabulary

A theme which was identified acrossa number
of interviews, particularly with the Special Chief
Officers, was a concern about how the Special
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Constabulary was projectingitself at the senior,
strategic national levelin policing, feeling that
there were problems with the tone and style,
and gaps ina national-level leadership
conversationand consensus. There were
concerns from some that Special Constabulary
leadersdid not always project themselves
‘credibly’.

“We really don’t help ourselves though,
do we? I mean, we don’tsell ourselves
nationally [as Special Chief Officers]as a
terribly credible bunch.” (Special Chief
Officer)

Part of this sentimentreflected concerns over
the ‘tone’ of the debate. In particular relatingto
social media, several Special Chief Officers were
concerned that what they variously described as
‘twitterspats’ and ‘Linked In battles’ between
Special Chief Officersrisked negatively
impacting upon the reputation of Special
leaders more broadly in policing.

“l hate to see some of what’s on social
media. We do sometimes letourselves
down with a tone that is unguarded and
unprofessional. Having said all of that, |
100% understand why many colleagues
feel that way. The official voice [ASCO], it
doesn’t have spark and it doesn’t have
bite. So, yes, I dislike it, the social media,
but | also do understand why it’s
happening.” (Special Chief Officer)

For others, there was a frustration that Special
Constabulary leaders, and within that

specifically Special Chief Officers, had difficulty
in reaching consensus positions and a common
ground about the way forward on many issues.

“It would help if we ever agreed on
anything.” (Special Chief Officer)

Getting together

One specificconcern related to the lack of
infrastructure and opportunitiesto ‘come
together’, as leaders of Special Constabularies.
Many interviews regretted the absence since
2016 of what had previously been well-received
bi-annual national Special Constabulary
conferences, and reflected that the ASCO
national conference in Moreton-in-Marsh in
2017 was the last occasion when a majority of
Special Chiefshad beenin the same room at the
same time.

“We used to have the conference, at least.
It wasn’t perfect, | could tell you some
tales, butit was an opportunity for us all,
or at least most of us, to be together. Now
they’ve even taken thataway. We all have
to be Citizens in Policing now. If we never
see each other, andfor the past two or
three years, since Chepstow, | actually
have not seen that many of my colleague
Chiefs, we will never get better at working
together.” (Special Chief Officer)

There was discussion across interviews with
Special Chief Officers about the benefits of
various forms of remote and virtual working
together, includingvia ‘What’s App’ groups and
similar. However, there was a broad consensus
that meetingup physically was a veryimportant,
but recently neglected, aspect of senior Special
Constabulary leaders working more effectively
together.

“We needto meet[as Special Chiefs].
Once ayear fora day, eventwice ayear. |
am a strong believer in dialogue. ASCO
can’t do that for us at the mome nt, most of
us aren’tevenin it anymore, so perhaps
the College could do thatforus? Or CiP
[the national Citizens in Policing
portfolio]?” (Special Chief Officer)
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For many Specialsleaders, even at Special Chief
Officerrank, there was a sense of estrangement
from the national agenda and debate. For many,
this amounted to a conscious decision to not
engage. This sense of ‘keepinga distance’ from
the national context seems partly driven
through a desire to focus time and energy on
theirlocal Special Constabulary and partly borne
of a frustration with the national scene.

“I never hear anything [about the national
picture relating to the Special
Constabulary]. | am sure people are doing
good work, but | never see any of it.
Couldn’t tellyou a thing about it.” (Special
Chief Officer)

“Nationally? Am | allowed to swear...
there,that's my assessment of that. |
learnta verylong time ago to stay right
away fromit. | assume they’re all still
having their meetings, planning their
gongs, butl never hear anything. Which,
don’t get me wrong, | find that a good
thing. I’'m very happy here in force,
concentrating on our people.” (Special
Chief Officer)

These findings would point to the need for:

- A modelfor all Special Chiefsto be able
to meet together, at least annually;

- To improve upon current modelsto have
a single, managed communication
networkamongst seniorleadersin the
Special Constabulary — accessible to all,
and engaged by all. Current
arrangements risk engaging some but
not all seniorleaders;

- Avreinstatementof the Special
Constabulary conference model.

National ‘voice’ and representation

Whilstthe issue of representation of Special
Constablesis a broader one than simply being
about leadership, views about the national
‘voice’ and ‘influence’ of the Special
Constabulary were very much focused upon by
research participants, particularly Special Chiefs.
The discussion mainly focused upon ASCO (the
Association of Special Constabulary Officers), as
the primary national ‘voice’ and organisation for
Specials. A caveat to the discussion of findings
that followsisthat some fieldwork was
undertakenas longas 18 months ago, and ASCO
is on a change journey as an association, which
may mean things have already changed.

The Association of Special Constabulary Officers
(ASCO) is the primary representational and
engagementbody for Special Constablesat a
national level. Evolving fromits predecessor, the
Association of Special Constabulary Chief
Officers (ASCCO), the organisation has evolved
withan intentto broaden its membership and
focus to seekto representall Special Constables
at a national level.

For Special Chief Officers, the vast majority of
interviews expressed some degree of frustration
in respect of ASCO, in terms of what they saw as
past limitations and also reflectingascepticism
of many Special Chiefs of the likelihood of future
change. More broadly, beyond Special Chiefs
and across the Special Constabulary as a whole,
for Special Constables the pattern is of a patchy
knowledge of ASCO, with that awareness
seemingly highly variable between different
force contexts.

The common framing of the past of ASCO was of
an ‘old boys’ club’, a phrase used multiple times
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and across a majority of interviews with Special
Chiefs.

“When it [ASCO] first started it was an
absolute old boys club, it was a select
bunch of Special Commandants... an
organisation that really just looked after
Special Chiefs and looked after itself.”
(Special Chief Officer)

For many, there was a mix of respect for those
leading ASCO alongside doubts that ‘it can never
change’.

“To be honest, | like the people [leading
ASCO] and | see and | respect the e ffort
[that they put into ASCO]. But it’s never
going to change. It is a bottleneck, it is a
blocker” (Special Chief Officer)

Special Chief Officers seemedtodivideinto
three broad areas of opinionsinrespect of
future national organisation for the Special
Constabulary:

- The larger group (perhaps just over half)
who are presently largely or entirely
disengaged from the national scene, who
are sceptical inrespect of ASCO, and
who would presentthemselvesaslikely
remaining ‘passive’ or disengaged with
any future national developments;

- Asmallergroup (perhaps a quarter) who
feelthat ASCO needsto change, but
carry a greater optimism that a way
forward is achievable to reform ASCO.
Most of these individuals are currently
actively engagedin ASCO;

- Anothersmallergroup of Special Chief
Officers who are more active in agitating
for change beyond the current ASCO
model and who would wish to establish
a directalternative to ASCO.

“We are, as | have said, entering a new
era, very different challenges. So, yes
times like this call for new institutions not
window dressing of current ones. Is ASCO
adog that’s had its day? Probably, but
that is just my personal opinion, and|
haven’tbeeninvolved in it at all for sucha
long time.” (Special Chief Officer)

“The intention has to be to develop the
organisation [ASCO]. Reform does feel
like swimming upstream against an
established order, what’s described as an
old boy’s club, moving on from a club for
select Special Chief Officers based on the
adapted constitution of a golfclub. So it is
difficult but | believe, yes, | believeit is
possible.” (Special Chief Officer)

Whilstthere was recognition of the scale of
journeythat Special Chief Officers felt ASCO
needed to make, there were also pockets of
positivity about the progress that was perceived
as now being made, and of optimism about the
future, if the scale of change required was
embraced.

“l think we do recognise that, that if ASCO
does notchange it is probably going to
die. Ahuge amount is happening,
membership is up, there’s been a year or
two of building new foundations but soon
| do believe the change will be visible.”
(Special Chief Officer)

“Do | think ASCO can change?
Tentatively, yes, I think 1 do. It’s from a low
base, most of us even at Chief level aren’t
there,round that table, engagedinitin
any way, aren’t in that inner sanctum, and
if it’s going to be reborn, it has to be all of
us on that journey together, not a clique. it
needs newblood, desperately needs new
blood.” (Special Chief Officer)

Some Special Chief Officers questioned whether
there was a clear enough sense of what ‘the
future state needsto looklike’. For some, this
lay with stakeholders such as the Home Office
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and the College of Policingbeingclearer about
theirexpectations. Whilst for others, they felt
that the future definition of an association for
Special Constablesshouldlie with Specials
themselves.

“l am aware thatthere have been many
discussions with the Home Office about
Specials and representation. What | don’t
see is that clear remit, criteria, terms of
reference. Does the Home Office really
know what it wants, and is it clear what
supportit is prepared to provide to get
it?” (Special Chief Officer)

“Itis for us to define. | am not sure if we
know what we want. We all know what we
think is wrong with what we’ve got, but
that’s a different matter.” (Special Chief
Officer)

For some, there was a need for a definitive
moment to define the future direction, with
some feelingthat ‘theissueis in a state of
permanentdrift’ or ‘not really going anywhere’.

“It is the responsibility of us all. We need
a national summit, to set out what we
need a future organisation, association, to
do for us. Perhaps if we had thatbigger
dialogue and debate, people would start
coming back together and working
together.” (Special Chief Officer)

Itis not fora report such as thisto suggest how
Special Constables organise their
representation; that rightly must remain a
matter owned by and managed by Specials
themselves. However, the report does pointto
some substantial, deep-seated concernsand
frustrations with the current picture. It is clear
that Specials are currently not represented, and
do not have a structured representational
‘voice’, to anythinglike an equivalentlevel, or
with the resourcing, that other elements of the
policingfamily do. It isalso clear that a large

majority of Specials are not currently members
of, or engaged with, any representational
organisation.

The development of national roles
and secondments

Whilstthe focus for seniorSpecialsleaders was,
as reflected in the discussion above, mostly on
the future of representation and ASCO, there is
also a wider picture of national ‘voice’, strategic
contribution and influence.

One set of arguments put forward by some
Special Chiefs, relates to how leadersinthe
Special Constabulary contribute nationally to
the strategic direction and development of the
Specials modelin more structured, planned and
resourced ways. There is an argument to seeing
parallels to national secondment opportunities
and arrangements for regulars, through which a
number of regular officers have roles working
with or secondedinto the College of Policing, or
working directly with the Home Office and
NPCC.

Presently there are only a handful of Specials
leaders who occupy roles with a national reach
or portfolio. There are a few rolesin ASCO
which partly occupy that type of space. There is
a Special Chief who, combiningwith his police
staff CiP leadership day job, strategically
supports the national NPCC portfoliolead for
Specials. There are a small number of Specials
leaders who act as ambassadors for the College
of Policing. There have been occasional ad hoc
secondment-type opportunities developed for
Specialsleaders with the College. Thereisa
Special Chief who issecondedto lead the CSCV
(CyberSpecialsand CyberVolunteers) project
nationally. More recently, a number of Specials
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leaders have beendesignated as workstream
leadsthrough the national Special Constabulary
strategic action plan. But overall, such roles are
currently quite limitedinnumberand insome
cases, limitedin how they have operated.

There isan argument for developinga much
more extensive and developed range of
nationally focused rolesfor Specialsleaders. The
number and scale of these would needto be
limited and managed, as itis in the regular
service, so as not to unduly divertfrom the
leadership attention locally. But the careful and
managed introduction, over time, of maybe
twenty or so such roles nationally, might begin
to filla gap inthe national engagementand
infrastructure of seniorSpecialsinleadingthe
Special Constabulary at national level. Asisthe
case with the regular service, such opportunities
could be undertaken alongside individuals
continuingin local, force leadership, or they
could be dedicated secondment-like
arrangements. Such an infrastructure of roles
could develop throughthe College, NPCC, Home
Office, ASCO, or indeed all of the above.

For some Special Chiefs, they would also like to
see the NPCC portfolioleadrolefilled by a
Special Constable. The majority of Special Chiefs
are very supportive of the current NPCC
portfoliolead, and do not see that as a short-
term move, but as Specials leadership
arrangements grow and evolve at national level
over coming years, they would seeit as an
ultimate medium-term goal. Such an
arrangement would raise broader questions
about the relationship between NPCC (and how
itis constituted), andthose in senior, strategic
Special Constabulary leadershiproles.

Such an approach could also be consideredin
time for roles leading on Specialsand CiPin the
College and Home Office. Some would argue
that the evolution of such a model should
involve some remuneration of the volunteer
Specialsleadsin such roles, to encourage and
enable engagementinthe roles.

Getting involved strategically in
policing nationally

Much of the focus in discussions on the national
picture was on leadership and strategy
specifically for the Special Constabulary.
However, there were also many reflections
about how Special Constabulary leaders, and
indeed Specials more generally, could
contribute much more than they currently are
enabledto do into widerstrategy and
leadership of policing at a national level.

“Even just looking at Specials chiefs, we
have cyberexpertise, aviation expertise,
financial expertise, consultancy e xpertise,
training and university e xpertise, and the
list goes on. All skills that can impact, that
could help transform policing at a national
level,if policingis interested” (Special
Chief Officer)

“If you step back, [to consider] expertise,
experience, we could bring so much to the
party nationally [for policing]. If you’re
talking about twenty years of workingin
education or medicine or cyber, or the
military experience some of us bring, and
those who have been at a top, top level
organisationally, managerially, that is by
definition not what any regular police
officer of whatever rank can bring. We are
added value.” (Special Chief Officer)

There were frustrations from some Special Chief
Officerswho feltthere were cultural barriers to
organisation such as NPCC, College of Policing
and the Home Office seeing and engaging with

68



National leadership

this dimension of the external experience and
added value that senior leadersin the Special
Constabulary could bring.

“Even rightup at that national level, we’re
seehn as just a volunteer. We are seen as
bringing that little bit less. In many ways
we’re notseen, not seen at all. We’re not
on theirradar, not considered at all. When
was the last time the College thought,
where’s the expertise across the service
on this or that particular issue, might that
be a Special Constable, might it be a
Special Chief?” (Special Chief Officer)

“When you analyse where those strategic
discussions take place, it is the College,
its NPCC. Both clubs to which we don’t
have membership, or at least that’s how it
feels. Run by regulars for regulars. That’s
a shame and a waste because there are
unique contributions... we’re different, but
that should be embraced and seenin a
good way, it shouldn’t mean that we’re
ignored.” (Special Chief Officer)

These findings pointtowards an opportunity for
national policingleads, primarily the College and
NPCC, to consider how the talents and
contribution of Special Constabulary leaders
could be betteridentified and engagedinwider
strategic work nationally across policing. This
may involve more actively and overtly opening
up secondments and similarnational rolesto
Specials. Again, this would also prompt
considerations of a model of remunerating
those volunteer officers.

Collaboration and interoperability

There are many strong examples of Special
Constabularies collaboratingand working
together, eitheroperationally or in terms of
organisationand development. However,
looking across the Special Constabulary at a

national scale, the degree of collaboration
remainsrelatively limited.

“Perhaps the most neglected aspect of all
is Special Constabularies working
together.” (Special Chief Officer)

There islittle collaborative learning, co-
production and joint development of practice
across the Special Constabulary. For example, a
number of forces, or consortia of forces, are
working separately around issues of training, or
leadership development, orthe development of
new roles or specialisms for Specials, with little
collaborative learning.

“Specialisms, yes, very good. However,
yet again, each force on its own. Where is
the national coordination, support,
advice? | don’tknowwhatthe College
thinks is its job in respect of the Special
Constabulary, but there’s one suggestion
for arole.” (Special Chief Officer)

Interoperability was feltto bring considerable
opportunities, and there were a handful of
examples of practice where Special
Constabularies have served together across
force boundaries operationally. However, again
this was feltto be limited, and a majority of
Special Constabularies have little or no
operationally collaborative activity with other
forces.

“We could do so much more if we came
together operationally more, poolall that
experience and expertise, scale our effect.
Every Special Constabularyis an island
and we rarely talk or engage in that way.”
(Special Chief Officer)

There was a sense that workingtogether
requires greater consistency of modelsand
standards, but that the rewards of doing so
could be considerable.
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“The prize [for working together] is huge.
The barriers are too, different ranks,
different standards, what we callan
operationally qualified officer isn’t the
same as theydo.” (Special Chief Officer)

The modelsfor regional coordination and
cooperation across Special Constabularies vary;
in some cases, they are quite strongin beingled
by and engaging Specialsleaders, in others less
so. In some cases, the regional coordinating
arrangements are reasonably matured and
effective, whereasin others they still operate in
a more limited way. Some Special Chiefs argue
for the benefits of consideringa regional
coordinationrole, for a Special Constabulary
leader, in each region. This would likely be a
Special of seniorrank, but would not necessarily
be a Special Chief Officerrank. Such arole, itis
argued, might involve:

- Chairing regional Specials meetingsand
coordinating across Special Chiefsin the
region;

- ldentifyingand championingbest
practice, and facilitatinglearning across
the region betweenforces;

- Leadingon facilitatinga step-changein
the level of collaborative activity
between Special Constabularies
(operationally, butalsoin areas such as
training);

- Where, as is the case inmost regions,
there are specialist policingteams and
functions structured across multiple
forces or regionally, leadingon
supportingthe Special Constabulariesin
the regionto engage in those
specialisms.
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Conclusions: A leadership model
that is 'not fit for purpose’

There are many highly committed and capable
volunteers, paid staff and officerswho are
effective leaders within the Special
Constabulary. However, this report highlights
some significant challengesthat show the
current leadership modelisnot fitfor purpose.

Overall, a majority of Specials are positive across
most measures of their experience of
leadership. For many Specials the experienceis
a good one. Most Specialsleaders would
recommend beingina promoted rank to others.
There isevidently much that is positive about
current leadersand theirleadership.

Itis also important to recognise that one facet
of the extremely high levels of variability
nationallyis that such variations can mask
pockets of excellence. There are some forces
which ‘buck the trend’ in terms of many (not all,
but many) of the critiques of leadership
reflected across this report.

Nevertheless, the assessmentthatleadership of
the Special Constabularyis not fit for purpose is
primarily shaped by five factors:

1) Standards and experience of leadership
appear to be highlyinconsistentacross the
service. There are some very poor contexts
and experiencesinsome teams and some
forces. Alongside the positive experiences
mentioned above, thereis also a sizeable
minority of dissatisfaction with leadership,
poor experience and poor deployment. This
in turn drives existential problems forthe
Special Constabulary interms of the eroding
effectsthat resultant disengagementand
resignation have on ‘effect’ and value for

2)

3)

4)

5)

money. There has beenlittle if any progress
made nationally to set and achieve standards
or to create a more cohesive, consistent
picture.

Diversity across Specials leadership remains
very limited. The vast majority of Specials
leaders, particularly in more seniorroles, are
white men. There is little that isbeingdone
convincingly locally or nationally to address
that. There are no particularly positive trends
or indicationsin diversity data.

These are strategically important times for
the Special Constabulary. The capacity of
leadership toenvisionand lead strategic
change is questionable in many contexts at
local force level, and largely appears lacking
(particularlyin terms of its capacity,
coordination, influence and leverage) at
national level. Those deficits sitalongside
some highlysignificant challengesforthe
Special Constabulary, during what is
generally acceptedto be an upcoming period
of significant, strategicchange.

Culturally the almost 1,700 Specialsin
promoted ranks sitina muddled ambiguous
position; many in policing not seeingtheir
rolesas ‘real’ or as carrying authority, either
formallyin terms of command, or more
informallyinterms of widerresponsibility
and seniority within theirforces
organisationally.

Leadershipin the Special Constabulary
nationally has long been a profoundly
neglectedissue, and the resulthas beena
chaotic picture of piecemeal reform at local
force level, with many such local processes
tendingto ‘go around in circles’ on the issue.
In that context, the ‘prospectsfor
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improvement’ seemlimited, unlessavery
different strategicapproach is adopted.

The challenges of reform

The two key challengesfora national process of
reform across Specials leadership are:

- Firstly, that there issuch avery wide
diversity of views on fundamental
elements of future direction, and;

- Secondly, that the very wide variationin
current models and practice in different
forces means that any attempts at
national convergence and reform start
from a widely disparate set of local
approaches.

These challenges make charting a future
coherent path of reform complicated.

To just provide a handful of illustrative
examples, some key aspects of the different
visions and views for the future include:

- Viewson future direction on ranks and
volunteerleadership rolesrange widely,
from on the one hand majorly
strengtheningvolunteerleadershiproles
in terms of number, scope and authority,
to on the other hand abolishing ranks
altogether;

- Viewsrange from a desire for full
equality of ranks with regulars, to re-
emphasising the distinction between
them;

- Linkedto that, somewhat polemical
positions heldin different forces about
insigniaand epaulettes;

- More fundamentally and strategically,
there are very differentvisionsforthe
future role and capability of the Special
Constabulary. Some are very ambitious
on scale, role and capability, others
much more modest in ambitions. Some
would like to see more radical change to
the model, for example towards
‘Reserve’ approaches;

- There are markedly different perceptions
of the relationships and connections
betweenthe Special Constabulary and
the widercanvas of ‘Citizensin Policing’.
Some see the future as one that isvery
much integrated across CiP, and indeed
in terms of seniorand influential
stakeholders for future reform who are
regulars and police staff in forces, many
have roles which are framed as Citizens
in Policing. Onthe other hand, for others
the future liesin a path for the Specials
distinct from that wider CiP umbrella of
volunteeringin policing.

This lack of consensus on future directionis a
key factor in the very limited progress that has
been made over many years nationallyin
developingamore effective and coherent
picture of Specialsleadership.

These challenges are further compounded by
the longhistory of Special Constabulary models
beingledat, and decisions made at, local force
level;largely unfettered by national
considerations, requirements or guidance. Any
move to a more coherent and convergent
national model will require some compromising
of local discretionto a ‘greater good’ of national
consistency. The impressionisthat negotiating
and marshalling Chief Constables and forces
towards a nationally regulated and consistent
model may be a challenge.
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As reflected inthis report, there are some issues
of poor relationships, and a general lack of
communication nationally, amongst Specials
leaders, which looks setto continue to challenge
and hinder the move towards toward reform.

As set out in the preceding chapter, the national
context is presently one of particularly limited
resource. Many Specials leaders currently do
not have confidence in national arrangements,
are not cognisant of national work, and are not
engagedin it.

Support for reform

Despite these challenges, thereisalso a
widespread supportfor reform, and for a more
consistentand regulated national approach. The
current inconsistency and variation in models
and standards iswidely agreed to be something
that needs addressing, and thereis a widely
drawn caucus of support to achieve ‘one version
of the truth’ for Specialsleadership (albeit,
reflectingthe precedingdiscussion, less
consensus on some of the details of what that
‘oneversion’ should look like). There seemvery
few, if any, strategic voices who argue that the
current leadership arrangements stand
competentand ready inthe face of future
strategic challenges and the needfor change.
Participants inthe research underlying this
report have expressed hopes that this final
report does not ‘siton the fence’ and is bold and
clearinitsrecommendations.

Options for the future

The above discussions conclude that the current
leadership modelisin some key respects not fit
for purpose, and that there isa widespread
support for national coherence, convergence,
standards and change. A number of

fundamental challenges are also highlighted
that needto be overcome to achieve that
change.

Giventhe complexity of achieving the
progression of national reform, it is key that any
future reform process spends time building
consensus and engagementacross forces,
including at the most seniorlevels. As such, this
report steps short of making a series of
definitive and specificrecommendations forthe
future, as that should arise from future
processes of consensus-building. The report
does provide some pointersto options, based
upon the evidence presented and discussed, for
future reform.

National framework

There isa compelling case for the needfor a
single national framework for Specials
leadership. The history of the Special
Constabulary issomewhat riddled with past
agreements at national level (e.g.a single
framework for training, and indeed a single
model for ranks) which have quickly dissipated
back intolocal discretion and the pursuit of
multiple different models. Itis recognised
therefore that this represents a significant
strategic challenge to achieve. However, some
greater coherence and clarity of standards is
critical to taking the issue of Specialsleadership
forwards.

OPTION 1: National Framework

The College of Policing could work with the
National Police Chiefs Council, Special
Constabulary Chief Officers and other key
stakeholdersto produce a single national
framework for Special Constabulary leadership.
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This might include:

- Asingle national version of agreedrole
descriptions and expectations foreach
rank;

- Agreed national consistency across rank
nomenclature, insignia, etc.;

- Agreedstandards of qualification,
training, etc. for ranks;

- Clarity of formal authority and command
of ranks, including the legal position
regarding command authority;

- Guidance on best practice for
appointment, induction, probationary
periods, appraisal, supervision, support
and tenure for ranks.

OPTION 2: Clarify authority

Building on one of the elements outlined above,
there would be major benefitinthe national
framework for Specials leadership being explicit
as to the authority, seniorityand command
investedin Specials ranks.

This may require legal clarificationin respect of
command authority. There is a needfor
clarification, and national consistency, in terms
of the legal, legislative basis of the capacity of
Specials ranks to issue lawful orders to Specials,
to issue lawful orders to regulars, and any other
related elements of command and operational
authorities.

Beyond those aspects of formal operational
command, itis recognised that a national
framework can, in effect, neverregulate for the
broader and somewhat subjective and
situational dynamics of authority and seniority
of roles within forces. However, such a
framework could also usefullyinclude some

guidance as to broad expectationsinthat
regard.

OPTION 3: Rank titles

Building on option 1 above, a national
framework could seek to agree a single model of
rank titlesandinsignia. Agreementshould be
sought to apply this inall force contexts.

Over time a greater convergence in numbers of
ranks, and indeed consideration of those forces
withoutthem, might be desirable. However, in
the short-mediumterm, a more pragmatic
achievementnationally would be to accept
some variationin the scale and shape (and
indeed existence) of rank structures, but to
achieve a national consistencyin rank
nomenclature, role and insigniaforthose ranks
that do existin each force.

Issues of insigniaand rank titles may seem a
side-issue andtriviato some, but the current
variation across forces impacts upon inter-
operability and credibility of Specials ranks
across the service. Agathering of regular Chief
Officersacross forceswould reflect differences
in uniform nationally, but all present the same
rank insignia. A gathering of Special Chief
Officers would exhibit five orsix different
interpretations of rank insignia.

How ranks operate and their
equivalency

At presentthere isno realisticshort-to-medium
term path to establish operational equivalency
(interms of training, qualification, operational
experience and command credibility) between
regular supervisors and theirrank title
equivalentSpecial supervisors. A minority of
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individuals might be able and willingto
contribute the time and demonstrate the skills
and experience todo so. However, itis
impractical to consider movingall 1,700 to that
point of complete equivalency, or to set the bar
for national standard at that level. Thiswould
generate a trainingand development
requirementthat most individuals and their
forces cannot achieve, or afford.

OPTION 4: Role profiles

The more pragmatic path to rank
professionalisminthe Special Constabulary
might be:

- To establishagreedrole profilesand
expectations foreach rank, and as far as
possible todo so consistentlyona
national level;

- Such rank profiles will include aspects of
leadership requirementwhich are
distinctto and go beyond regular
‘equivalent’ ranks (e.g. most obviouslyin
terms of leadingvolunteers);

- They wouldalso be envisagedto
incorporate a proportion of the
equivalentregularrank requirement,
and as such to put the Special
Constabulary nationallyona journey
which seeks to raise the expectations of
promoted, leadershiproles.

Such a process of establishing rank profiles
would needto be undertakenin a way that
engages across Special Constabularies, and
seeksto understand the variationsin current
positionand practice. The practical challenges of
implementing new profiles need to be explored
and collectively resolved. Without genuine
engagement, a paper exercise will be completed

‘at the centre’, and forces will notimplement
(indeed, may not be able to implement) the
necessary changes.

OPTION 5: Rank differences

Further work should be undertakento
understand the more seniorleadershiprolesin
the Special Constabulary (i.e. Chief Inspector,
Superintendent, etc.). There are clearly
substantive differencesin practice in relationto
how such roles operate, and several forces have
removed such roles inrecent years, partly
because they have not been satisfied with how
they have been operating. Feedinginto the
process in Option4, it would be useful to
specifically focus on how such seniorelements
of Specialsleadership teams function most
effectively, and to build ‘best practice’ into the
future profiles.

OPTION 6: Regular supervisors

Alongside the development of Special rank
profiles, national guidance should be produced
outlining ‘best practice’ inrespect of the role of
Regular supervisorsin respect of the leadership
and supervision of Specials. Presently thereis
wide variationin practice, and related issues of
expectations, trainingand support for Regular
supervisorsin terms of undertaking such roles.

It would be sensible for Options 4, 5 and Option
7 to be undertakenas a jointexercise.

Development of leaders

There isa needto create a new, and much more
coherent, framework for leadership
developmentacross the Special Constabulary.
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OPTION 7: Leader induction

Some forces have structured models of leader
induction, the completion of leader
probationary periods, and modelsforinitial
competency developmentandsign off. Such
practice could usefully be codified intoone
consistent model nationally, and rolled out as a
single coherent model across all new leadersin
Special Constabularies.

OPTION 8: Leader training

There are approximately 16 differenttraining
modelsin forcesfor S/Sergeantsand
S/Inspectors. The learningacross those models
should be pulledtogetherto establish a single
framework, and ideally amuch more unified
model of training content and delivery.

The training work developedin South Yorkshire,
and delivered now inseveral forces, has been
referenced repeatedly during our research work
as representinga good model to emulate and
potentially roll out more widely.

OPTION 9: Senior leader training

The College of Policingis currently relaunching
national training for more seniorranks of
Specials, and this development will be
welcomed by many. Previoustraining has been
well received.

OPTION 10: Widertraining

There are clear advantages for Specialsleaders
training togetherwith their leadership
colleagues across their forces.

The access to leadership courses and other
support for Specialsis variable in different
forces. Special leaders should have access to
training inthe same way as other force leaders,
and this should be collectively agreed,
nationally. Forces should consider ways of
facilitating betteraccess to such training for
Special leaders, not least by consideringwhen
course deliverytakes place. If this isalways
during the 9-5, Monday-Friday training
paradigm in policing, then more flexible models
might be considered and deliverable inthe
future.

The question of whetherSpecial Chief Officers
might be enabled to attend the Strategic
Command Course could be given consideration.
Clearly, such an option would be prohibitive for
many, given the time commitmentinvolved. But
it may not be prohibitive forall, and attendance
even of onlya very small number of Chiefs
spread over a period of years would representa
symbolicchange, as well as providinga high-
guality development opportunity forthe
individuals concerned.

OPTION 11: Mentoring

Mentoring models are utilised in some force
contextsfor Special leaders. There are real
advantages for Special leadersto have the
opportunity to be mentored by regularforce
leaders.

Equally, Special leaders bring a great deal of
skillsand experience and should have
opportunities to mentorregular colleagues.
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Future leaders and succession

There islittle current strategic attention paid to
successionin Special leadership. Asmall number
of forces have some degree of succession
planning. And, again onlyin a small number of
forces, there are specificinitiatives geared at
identifyingand supporting the development of
future leaders (e.g. current innovative work
beingundertakenin Merseyside).

OPTION 12: Future leaders programme

Develop a national ‘Future Leaders’ programme
across the Special Constabulary.

This could fitwith and embed in existing similar
models where they exist at force-level, but
could also carry the benefits of engaging Special
leaders across forces.

Understandings of practice and perspectiveson
the Special Constabulary strategically and
beyondforce level are limitedin current
models, particularly at the more senior level,
and such a programme could support the
development of strategicthinkingand
adaptability of the Special Constabulary moving
forward.

OPTION 13: Direct-entry

An additional piece of research work should be
undertakento consider direct-entry models of
leadership recruitmentintothe Special
Constabulary. Little is currently known about
the effectiveness of existing practice in this
regard, which has beenrelatively smallinscale.
Learning could also be identified from other
police direct-entry models.

There isa related consideration, which such
work could also engage with, of how ex-regulars
might enterthe Special Constabulary at rank,
and the differentdimensions forconsideration
of such models.

Focusing on improving supervision
and support

Fundamental to improvingthe experience,
retention and impact of Special Constablesis
improving theirsupervisionand support.

OPTION 14: Supervision and support

Engaging across Special Constabularies, develop
national standards for Special Constable
supervisionand support.

This would helpfully link with, and feed into,
Option4.

OPTION 15: S/Sergeant development

The S/Sergeantrole is particularly important in
driving the positive (or otherwise) experience of
supervision and support for Specials. Many
forces are facing difficulties recruitingand
retaining S/Sergeants.

S/Sergeants needto be given more voice and
needto be supported in creating a ‘what works’
approach to managing the role. A consultative
network could be set up to facilitate this.

This work should align with Option 4, the
development of consistentrole profiles, and
engage with existingwork being undertaken by
the College of Policing on front-line supervision.
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Focusing upon improving
deployment

Effective deploymentisfundamental to Special
Constable experience, retentionand
effectiveness. Delivering effective deployment
should be a priority for Specialsleadership
teams.

OPTION 16: Deployment strategy

The leadership of each Special Constabulary
should develop a force deploymentstrategy for
Special Constables.

Vision and strategic leadership

At a more strategiclevel, itisimportant that the
leadership of the Special Constabulary nationally
and locallyin each force has a visionand sets a
strategy for the future role, capability and
contribution of Special Constables.

OPTION 17: Vision for the future

The leadership of the Special Constabulary
should set a vision forthe future, and from that
developa ‘Blueprint’ fordelivery.

OPTION 18: Strategic plan

The leadership of the Special Constabulary
should develop a strategic plan to build the
future desired capability of Special Constables,
spanningrecruitment, skills, training,
developmentandretention.

Focusing upon improving
opportunities and development

Further improvingthe opportunitiesthat Special
Constables have to develop theirskills and
experience, and to maximise the impact of their
volunteering, isa fundamental developmental
task for Special leaders.

OPTION 19: Skills strategy

The leadership of the Special Constabulary
should effectively audit the skills of all Specials,
and have a skills strategy for the further
development, and the utilisation, of skills,
mapped against demand and prioritised areas of
policing.

OPTION 20: Specialist roles

Special Constabulary leaders should further
develop specialistroles and contribution across
theirSpecial Constables, focused on prioritised
areas of policing need.

Diversity of Special Constabulary
leaders

There isa fundamental strategic challenge of
improving the diversity of Special Constabulary
leadership. Progresson thisissue has been
limited overa number of years and there seems
little energy or plan to improve upon this.

Whilst much of the progress on thisissue will be
achievedin the future at force level, there are
some key developmentsthatcould be
considered more generallyand at national level.

OPTION 21: Diversity working group
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Establish a national working group of Specials,
with a diverse membership, to give this agenda
the energy, expertise and experience thatit
needs to move forward.

Such a model could also engage expertise, and
diverse perspectivesand experience, from
outside of the Special Constabulary and from
outside of policing (whilstensuringthatdiverse
perspectives within the Special Constabulary are
paramount and heard).

The ‘Future leaders’ programme discussed at
Option 12, the mentoringmodels discussed at
Option 11, and the direct entry further
explorations discussed at Option 13, could all be
developedand focusedto provide a positive
action and pro-active approach to addressing
issues of broadeningand deepeningleadership
diversity.

OPTION 22: Positive action

Models from beyond the policing sector could
be considered to import intothe Specials
context. Such examples mightinclude:

- Agreementthat Specialsleaders would
not engage in panels, conference
speakingevents, and the like if there is
not female, and not BME, senior
representation. Such an approach is
increasingly beingadoptedin several
differentsectors, as an antidote to the
continuity of all white male panels at
conferences and similarevents;

- A Specialsconference event could be
organised, exclusively forfemale
Specials, or exclusively for BME Specials,
(or similarthinking);

- ‘Champions’ could be considered, to
figurehead and drive the agenda for
change;

- Quotas and more assertive positive
action approaches could be considered
to achieve a step-change in poor
representation. Such models, e.g. all
female shortlistsin political
representation settings, have been
shown to effect quite rapid change in
settingsthat would perhaps otherwise
have changed onlyvery slowly.

Due consideration of these models at the
national and seniorlevel across forces needsto
be evidenced. Where decisions are taken not to
engage these models, the rationale for those
decisionsand alternative routes of action to
improve diversityin Specials leadership should
be clear and transparent.

Executive-level, senior strategic
leadership of the Special
Constabulary

OPTION 23: Special Chief Officer role

There are considerable advantagesin having a
senior, ‘Chief’, volunteerSpecial role. Itis
recommended that each force works towards
having a Chief Officerrole, taking time to design
and implementtherolein a way which properly
integrates with force strategic and operational
planning, performance management and
delivery. Toenable this, and as part of Option4,
an agreed national role profile forthe Special
Chief Officershould be created.

However, it is recognised that policing nationally
is far from a consensus position on this issue,
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with some widely differingviews held atsenior
level.

Further engagement with Northumbria and
Sussex (for example) should be undertakento
betterunderstand those force contexts without
rank structure, the pros and cons of such
models, plans for leadership developmentinthe
future, and how those fit with the wideroptions
beingdiscussedin thisreport.

The current patchwork where some forcesdo
have a Chiefrole, and some don’t, and where
such roles are beingremovedin some forces
effectively because of personality or personnel
issues, has an undermining effecton the 31
roles that remain.

Coming together and the national
picture

The national picture of Special leadershipisa
challengingone. There is much that needsto be
achievedin coming years at national level, and
serious strategic questions about current
capacity at national level todeliveronthis.

The Special Constabulary at leadershiplevel,
and particularly at senior leaderlevel,isina
period where national dialogue, communication
and engagementacross leadersis poor. For
progress to be made across the Special
Constabulary, and across the options discussed
in thisreport, this context needsto improve.

OPTION 24: National meetings

Seniorleaders needto meetat a national level.

There should be a forum facilitated, perhaps by
the College of Policing, forSpecial Chiefsto
meetonce or twice a year.

Conclusions

Leadershipin the Special Constabularyis
important and there are some major challenges.
The leadership of Specials has beena neglected
issue at national level, and this has resultedina
very wide variation of practice and models
across forces, and some significant problems
which raise the question as to whethercurrent
leadershipis ‘fitfor purpose’, which thisreport
concludesthat itisnot.

Itis recognisedthat Specialsleadershipisalso a
contested arena, and that there are some
widely contrasting but strongly held convictions
on the subjectin terms of future direction.
Addingto that mixthe sheervariety of current
models and approaches means that taking this
agenda forward in a coherent and collaborative
way nationallyis going to be a complex task.
This will require considerable engagement
across all Special Constabulariesand consensus-
building as solutions are developed.

This report provides useful evidence and
thinkingto form some of the foundationsfor
the future development of Specials leadership,
but at the same time it pointsto several
remaining knowledge gaps.

Itis strikingin some ways how little has changed
over recent yearsin respect of the issues
engaged with in thisreport. Progress needs
energy, organisation and leadership at the
national level, and will require engagement and
compromise at force level. Itis simply not
possible to develop a consistent national model
across forces (and all the significantadvantages
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that would bring interms of standards, inter-
operability, professionalisation and
effectiveness) whilstalsoretaininga position of
complete independence to pursue any path at
force level. Ultimately, progression of the
Special Constabulary leadership agendawill rest
on the degree to which the right blend of local
discretion and national standards and
mandating can be found.

The optionsin this report are intendedto be a
start; to provide some beginning material to
work from for those with national responsibility
for leadingthe Special Constabulary and
developingits leadership models forthe future.

Finally, itjust remainsto thank the many
Specials, and Special Constabulary leaders, who
have contributed to this report, and without
whose contributionits production would not
have been possible. Thisreport represents the
largest everengagement exercise interms of
Specialsleadership. Effort has been made
throughout to ensure the voice of Specials
themselves be heard; hence the large volume of
guotesacross the report, allowing the
perspectives and arguments of Specials across
the whole debate on leadershiptobe expressed
in theirown words. It seems clear that whatever
paths are taken to furtherdevelop the
leadership of the Special Constabularyin the
future, retaining that major focus on engaging
Specialsthemselves, and theirleaders, in all
facets of that work will be critical to its success.
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