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Introduction

Introduction

This report focuses on the leadership of Special
Constabularies in England and Wales. Special
Constables are volunteer police constables, with
GKS alys
police constable. There is a Special Constabulary
within every police force in England and Wales.
At the end of September 2018 (when the latest
published national figures were available at the
time of writing this report) there were 11,029
volunteer Special 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 rangé front-line

policing roles, increasingly convergent with the
2LISNFGA2y It NRftSa |yR
colleaguesinrespect of response and
neighbourhood policing contexts, and are
increasingly involved in supporting and

delivering specialistsreas of policing.

The focus of this report on the leadership of
Special Constabularies is important 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 issues relating to the leadership of
Special Constables have been relatively
neglected, in terms of policy, practice
and research;

- The Special Constabulary faces some
substantial challenges, not least a major
reduction in numbers, having halvedin
headcaint over the past seven years,
and related significant reductionsin
hours of contribution. There are
significant leadership challenges

g NNJ y GESIRNILE 4L3F MER

regarding retention, effective
deployment, training, support and
gSttoSAYyIT WwP2A0SQ |
and achieving diersity;
- Policingis facing many new challenges
dndis UndelshyRfiddHt 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 futuleaders of the
Special Constabulary will need to both
help shape this strategic future and to
lead Special Constables into this new
era;
- There are issues and challengesinthe
effectiveness, diversity and consistency
of current leadership models. Thissais
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be designed and developed going
forward, both locally within forces and
nationally.

The national scope of this report is important.
At the time of writing, almost a quarter of police
forces were engaged locallythin their force
areas in some form of review or organisational
development activity relating to Special
Constabulary rank structures or leadership.
There is a lack of commonality of direction or
sharing of thinking across this work. The reality
is this pecemeal approach is both inefficient
and ineffective at coherently addressing the
strategic challenges of leadership across the
Special Constabulary.

Research and evaluation into Special
Constabulary leadership is extremely limited to
date. This report terefore makes a significant
contribution to begin to fill this gap, reflecting
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the largestever research programme
undertaken at 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 within leadership roles;

- National survey data of Special
Constables, capturing their experiences
of being led;

- Benchmarking survey data from all 44
police forces, detailing current
leadership structures angractice;

- 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 dozerspecial Constabularies;

- Qualitative interviews with arange of
strategic stakeholders across policing.

The structure of this report

The report takes in turn various aspects of

Specials leadership, and is structured as follows:

being led, followed by a chapter that
focuses on the experiences of Special
Constables in promoted and supervisory
roles;

- The fourth chapter seeks to summarise
and analyse existing leadership models
and structires and to identify the key
dimensions of the debate in relation to
future developments of leadership;

- The fifth chapter draws upon interviews
with Special Constabulary Chief Officers,
exploring their strategic role;

- A short sixth chapter considers issuds
national leadership, collaboration, and
WP2A0SQ FT2NJ GKS { LISO/

- 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 puoge

and objectives of the organisation beingled, and
of the strategic aspirations for the future.

There is widespread thinking that the Special
Constabulary needs to be very differentin the
medium to longefterm, and that this pressure
for change presets significant opportunities. In
that context, it is important that a report such
as this not only considers the effectiveness of

- ¢KS NBYIAyYyRSMAZAGFA 2 RA |gade¢§|l_1i§)/0l§ tRﬁ present model but also the

chapter describes the context for
leadership of the Specials, considering
the purpose and objectives forthe
Special Constabulary, the leadership
requirement for the Special
Constabulary, and some key leadership
challenges;

- The second chapter elgres the
experiences of Special Constables of

leadership capability required to envision and
realise the desired change, andalthe future
leadership capability required to lead that
ambitious, and very different, future state.

A challenge for this report in considering
Specials leadership is that the strategic
contribution of, and ambition for, the Special
Constabulary remairanly relatively loosely
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defined at a national level. That national picture

is then considerably further blurred by what are
very wide variations in direction and practice
across a disparate execution of Special
Constabulary models inindividual police fesc

The Special Constabulary National Strategy

20182023 framesthe Special Constabulary as a

coherence across issues such as

leadership;

Maximising the utilisatioof skills and
experience that Special Constables bring;
Developing the Special Constabulary

model to reflect new and emerging

policing challenges, including the
WERRAGAZ2YLE O2YLX SEA
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privileged position of holding the office of
Constable, coupled with their integration into
the communities in which they live, work and

Syl 6t &BINDS 2zt NRBY 8 2/t NI A WA
i K S Beyondintegration with local force plans

and priorities, there is also an identified
need for a shifting in the deployment
focus for the Special Constabulary

AaSNBSQ® nationally across forces to recognise

growing awareness and prioritisation of
& 22 HOWRY PNISOAT A B R2A WYL
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high risk offenders, domestic abuse,
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GfaoT crime, countefterrorism, missing from
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adult abuse, concerns for safety, human
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the areas where they can make the best -
11253A6t8 O2yGNRGdziAZY q tirafficking and modern slavery, and

- Adopting a cultural perspective that mgntgl health); _
Special Constabulary roles and - Building on the USP of Special _
2 LJLJ2 NIi dzy A G A Sliby bukB Wt A Y A GPBSEPles; primarily that they are police
AYFIAYEGA2Y QS FyR dKE G YICHEVEUR waganipdpovers, are
Special Constabulary officers are a flexible asset, and gre deployable
appropriately trained and accredited across force boundaries;
then they should be able to fulfil most, if - Organisational development strategic
not all the functionality of regular prlor.ltles forthfa .SpeC|aI Cor\stabulary
2TFAOSNRQO® ¢KAA Aa Oz daPaspelugesasipgthe profile of
commitmentto wider aisks and role, Specials, widening opportunities for
across the breadth of policing and into a Specials, and developing the Special
range of specialisms; Constabulary.

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

In support of the development ofie national
strategy, the Association of Special Constabulary
Officersidentified potential areas where the
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Special Constabulary can enhance its - Rural policing and engagement;
contribution in the future: - Hate crime and engagement across
diverse communities.
- Providing resources at times of peak
demand;

There are a number of critical voices across the

) ) _ e Special Constabulary who worry that the
- Tackling violence and kn'f? cnme, Srecials model needs to change more quickly

) R‘_ag“‘]g yas b YR RSUSOUA?Z >é-lnd%ngre anﬁg\rPérﬁahWand see current
crlm_es (?SPeCtS of which currently strategy at national and force levels as
receive limited resource and response, WAYONBYSYGFfAAYQ NI GKSNJ
b_Ut ,WhiCh cap be significantin t.erms of deeper and more strategic change. There
V'Ct”_n experience and community appears to be little challenge to the specifics
confldencg)_; . ) abou future role and contribution, rather, there

- Roads policing (enhancing resources in is frustration at scale and pace, and many would

an area of policing Whencesourcmg.has look to a greater future strategic energy which:
markedly reduced over the strategic

timescale, and in particular in relation to - Scaled up significantly, to fully realise the
enhancing visible and practive roads potential of volunteer models;
policing, preventative activity, and - Pushed more strongly the
supporting and freeing specialist professioralism and integration agendas,
resource to focus on e.g. complex to create a highefunctioning volunteer
investigations); model;

- ANPR; - Would like to see a considerably larger

- Counterterrorism, organised crime,
human trafficking, fraud and cyber (all
areas where the Special Constabulary
can provide additional resource and
specialist skills sets);

- Child sexual exploitation;

- Publicorder;

- Mental health.

Adding to that analgis, the 2018 National
Citizens in Policing Benchmarking Report also
identified a pattern in thinking at force level
which identified three further areas:

- Neighbourhood policing, community
engagement, schools and young people
engagement (recognising the
importance, and recent trends of
reduction in resourcing in many force
contexts);

and more rapid engagement of Specials
into specialist policing areas (so
essentially, consistent with the direction
set out in the thinking above, butnuch
more substantial in terms of scale).

Linked to some of this developmental thinking,
there is also a growing enthusiasm to consider

WNBAaSNPBSQ Y2RSfaod ¢KS O3

loosely defined, asitis used across sectors and
internationally to mean many different things,
but broadly it involves:

Achieving a more direct equivalency of
operating, and intetoperability, with
regulars, (at least for some of the cohort
of reserve officers);

A stronger emphasis on recruiting-ex
regulars inta reserve model, seeking to
maintain skills and contribution;
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Some consideration of paid as well as
voluntary models (with thinking often of
Il WKE@ONARQ Y2RSHt
seenin some US settings);

A new and strengthened statutory basis;
Forsom& | Y2@S | gl @&

/| 2yadlodZ F NBEQ yI YSZ

Supporting delivery at the frordine of
major changes in the developmentand

AY @2t OdepfoimentdiBperiald; t suppdrt the

aspirations for future role, as set oirnt
the section above,;

TNE Y- é%@rtir‘rﬁ{:{d@@rﬂphtbnd delivery of
U 2 gattiddien artsl keteftiGnNitategies that

WG2f dzy 1 SSNI LI2f A OS 2T T A OhiNRwadS AN dehvarthaldd Sréns

FSStAy3 GKFG GKS
carries a negative cultural baggage.
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Constabulary.

The leadership requirement At a strategic level in forces, the leadership of
the Special Constabulaneeds to be able to

Arising from the organisational stratggicture deliver:

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.

A clear vision of future role and model of
operating for their Special Constabulary,
being clear of the nature and scale of
intended contribution to policing;
- An ability to develop a professionalised
Special Constabularyjth the skills and
experience capable of delivering to that
role and operating model;
An effective deployment of the Special
Constabulary, integrated with the wider
force;
Setting the conditions, creating the

At an operatiorl delivery level, adistilled list of
the highest priority requirements for leadership
of the Special Constabulary can be summarised
as:

- Providing effective support and -
supervision for Special Constables; culture, and achieving the right

- Achieving the effective deployment of leadership taleliver the best possible
SpecialCom I 60t Saz YI EAYAAAY apeliendebrbdhy 29pecial Constable;

- Supporting and ensuring the - Successful management of the strategic
development of Specials, including relationships with others in and beyond
building initial operational competency, the force, to enable the Special
professional development and career Constabulary to grow and thrive;
pathways; -1l YP2A08Q F2N) GKS

- Ensuring Special Constables feel valued andeffective projection of its capability,

and appreciated, effective and contribution and potential.
worthwhile, championed, empowered,

enjoy good relationships with regular
officers and have high morale;

At a national level, the leadership of the Special
Constabulary needs to deliveron:
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- Establishing a compelling and
coordinated vision for the future role,
capability and operating of thep8cial
Constabulary;

- Developing a 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 ambitionto support local
forces in creating the best possible
experience of volunteering as a Special
Constable and for forces to maximise
RSLX 2@YSyi

- To relocate the Special Constabulary
strategically, recognising its future
potential to deliver amss 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

such as future workforce, leadership and
diversity, as well as across all thematic policing
portfolios.

The key leadership challenges

Looking across the IPSCJ research work, a
number of areas of leadership challenge in
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 leadershiptbé Special
Constabulary needs to address. Key challenges

I yR WS T ¥ Sictuder

- Drivingimprovement of the experience
of being a Special Constable;

- Reversing decline in capacity and
numbers. Recent years have seen sharp
and sustained reductions in the scale and
capacty of the Special Constabulary. This
has been at a pointin time where

NEBLINBaAaSYyllridAz2ys w@2 i OS Qargudniercantrilfution i eeded

integration of theSpecial Constabulary
at a national level.

Additionally, beyond this leadership
requirement, leaders in 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 perspectives and a
different culture.

More broadly, leadership across policing needs
to achieve a stronger strategic and operational
alignment and integration. The strategic
development and contribution of Specials needs
to be manstreamed into thinking on key

aspects of policing reform and development,

more than ever, the strategic intent of
most forces has beento achieve growth,
and the potential for a wider and more
specialist contribution are treasingly
understood. Reversing decline and
achieving growth presents a
considerable leadership challenge,
nationally and in local forces;

- Producing and managing a flow of new
recruits into the Special Constabulary, at
a time when current rates of recruitent
are at a historical low. This presents a
challenge in terms of negotiating the
resourcing and prioritisation of Special
Constable recruitmentin a context of
competing demands for recruitment, HR
and learning and developmentresource.
It also requireslesign and
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implementation of effective attraction - Supporting Specials access to equipment
strategies, and the reduction of negative and other key resources, such as access
attrition from front-end processes; to vehicles;

F'GGNF QUAY3I YR NBOIF A Y A yidprovidgapprodehes teBsadand
Special Constables; recognition;

Achieving improved retention and - Providing better standards of supervision
longevity of volunteering careeis the and support. In particular, eradicating
Special Constabulary. Current rates of situations in which line supervisors are
resignation are above historical trend, not accessible and available, or are not
resulting in a youngn-service skewed sufficiently skilled and experienced;
Specials cohort nationally and in most - Ensuring appropriate support and access
forces; to services and representation attimes
Addressing deeseated problems of of trauma, complaint, injury and similar
inconsistency and variable standards; contexts;

Achieving anuch stronger strategic - Ensuringhe consistent delivery of

profile and positioning of the Special models of support for Specials, e.g.
Constabulary; Employer Supported Policing for police
Achieving greater and more consistent staff who also volunteer as Specials.
resourcing of the Special Constable

model;

Achieving better connection between
senior leaders and fronline Specials;
Delivering enhancedidersity across the
Special Constabulary;

Delivering a step change in the diversity
of Specials leadership;

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

At a more tactical and operational level, key
leadership challenges can be summarised as:

Achieving greater visibility of leaders,
especially senior leaders;

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

10
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Introduction

This chapter focuses on the experiences of
Special Constables of being led, primarily
drawing on data from the national survey of
Special Constables undertaken in 20&28d also
from qualitative research undertaken by the
IPSCJ ina number of police forces over the past
three years. The chapter focuses on Special
Constable experiesesof supportand
supervision, and also on the perspectives
Specials have of the broader leadership model
and arrangements in their police forces.

Overall, looking across the findings, itis
important to emphasise that there is much
which is good, and strong, in terr$the

current models of leadership and how they are
experienced by Specials. Whilstthere are key
areas for consideration and change, the current
experience of leadership in the Special
Constabulary is by no means a wholly negative
picture. There are mangontexts and exemplars
of very high standards of leadership, and of
Specials feeling very well supported. Therefore
future thinking on Special Constabulary
leadership needs to appreciate 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 this report,
the experiences of leadership for Specials

appear to vary widely across England and Wales.

Overall, when asked if they aretsdied with

how they aremanaged as a Special Constalale
clear majority of Specials agree that they are
satisfied. Howevem third do not, with one in
eight strongly disagreeing@his sense of a mixed

picture is consistently seen across most of the
data on the experience of beingledin the
Special Constabulary; often showing, as is the
case here, that for a majority the experience is
positive, but for a sizeable minority thatis not
GKS OFraSsz FyR F2NJ az2yvys
case. A key aspect pued to across the data is

a need for 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
their experience of beig managed.

'l 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 responses inindividual forces, giventhat in
some force contexts response volumes were
relativelysmall. However, what the graph below
doesshow is that there seems to be a wide
spread of response patterns in different Special
Constabularies in terms of the percentage of
Specials answering that they are satisfied with
how they are led. The responsesige from
almost 90% to just over 40%.

12



Experiences of being led

'| am satisfied with how | am
managed as a Special'

Gwent
Cumbria
Lincolnshire
Derbyshire
Kent
Northumbria
South Wales
North Wales
Suffolk

Hampshire
Nottinghamshire
Norfolk

City of London
Surrey
Northamptonshire
Merseyside
Hertfordshire
Dyfed Powys
West Yorkshire
Essex

West Midlands
GMP

Warwickshire
Wiltshire
Cambridgeshire
West Mercia

Gloucestershire
Devon & Cornwall  =—————
Cheshire ——————
Metropolitan
BTP m—

North Yorkshire —e——

Lancashire
Staffordshire
Avon and Somerset
Dorset

Durham eo——

Bedfordshire —e—
Humberside
Thames Valley
Cleveland
Sussex
South Yorkshire

20 40 60 80 100

o

% agreeing with the statement

Asking Specials to consider leadership more
generally, beyond their own personal
experiences of being managed, similarly a
majority of Specials who responded to the
national survey answered that they agretgkir
force was good at managing volunteers, and
that their Special Constabularies were well led.

'My force is good at managing
volunteers, including Special
Constables'

20
10
; n

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

% Response
=
(%]

'Our Special Constabulary is well led'

: i

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

% Response
-
v

-
o

Once again, looking at the spread of responses
at force level, cautionis needed not to read too
much into individual forces, given that some
forces tad relatively small response volumes.
Nevertheless, that caution in respect of the data
notwithstanding, itis clear that there is a very
wide range of response patterns across different
forces in terms of whether Specials feel that
their Special Constabaily is well led.

'Our Special Constabulary is well led'

North Wales
Gwent
Suffolk

Kent

Merseyside
Northamptonshire
Essex

Hampshire
Norfolk

South Wales
West Yorkshire
Wanwickshire
Cumbria

Derbyshire
Gloucestershire
Lincolnshire
Surrey
Cheshire
Bedfordshire
Hertfordshire
GMP
North Yorkshire
West Mercia
City of London
West Midlands
Wiltshire
Thames Valley
Dorset
BTP
Dyfed Powys
Durham
Cambridgeshire
Avon and Somerset
Northumbria
Humberside m——
Staffordshire = ——————
Devon & Cornwall  se—
Metropolitan — e—
Lancashire = ————
Nottinghamshire —e———
Cleveland =————
South Yorkshire — e——
Sussex I

0 20 40 60 80 100
% agreeing with the statement
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Asking a similar, but slightly differently focused
guestion, in respect of whether Specials felt that
the leadership/rank arrangements worke ceW

in their force, a broadlgimilar pattern of
responses is again evident. A majpanswered
positively, but a sizeable minority
(approximately a third) disagreed that
arrangements worked well. Again, one in eight
Specialstrongly disagreR fat

rank/leadership arrangements work well.

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

10
5 i |
0

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

% Response
=
(53]

Again, with the caveat that care should bdez

in reading too much into individual force results
givenresponse levelsinindividual forces, it can
be seenthat there is a large degree of variation
in response between different forced he two
forces of Sussex ariiorthumbriawho do not
have rankarrangements have been removed
from this graph.

'The leadership/rank structure for Specials
in our force works well'

Suffolk
Lincolnshire
Gwent
Northamptonshire
Cumbria

Kent

North Wales
Merseyside
South Wales
City of London
Hertfordshire
West Mercia
Norfolk

Essex
Cheshire
Hampshire
BTP

Derbyshire
Bedfordshire
Wanrwickshire

West Yorkshire
Cleveland
Gloucestershire
Dyfed Powys
West Midlands
Durham

Wiltshire

Thames Valley
Avon and Somerset
Staffordshire
North Yorkshire
Dorset

Surrey
Nottinghamshire
Lancashire

South Yorkshire
Humberside
Devon & Cornwall
Metropolitan
Cambridgeshire

0 20 40 60 80 100
% agreeing with the statement

Supervision and support

On the whole, Specials responded positively to
the level of support and supervisidmat they

have received. Three quarters feltthey received
an appropriate level of support, an@%

strongly agreed. However, alongside that,
almost a quarter disagreed.

‘The level of supervision and support |
receive is appropriate’

OI‘IIIII

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

% Response
= = o N w w £
o w (=] w (=] w o

[0}
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A majority of Specials were also satisfied with
the feedback they receive, although again there
is a challenge in thaivera third do not with

This sense of gaps in supervision and support,
through an absence or lack of accessibility of
supervisory ranks in the Specials, does not seem

2yS Ay SAIKUGeinya O NBy It & Qto dtdudin afl des, but nevertheless appears

'| am satisfied with the level of
feedback I've received about my
performance'

25
20
15

10

% Response

5

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

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 in supervisory roles lacked experience.
This seems to match up with ahkenges of
recruitmentinto promoted roles, particularly
S/Sergeantwhich has led in some contexts to
appointmentinto S/Sergeantroles very earlyin
service, and in some forces before Specials have
attained independent patrol status.

Most commorty, con@rns relate mordo a
simple absencef supervisor engagementand
contact IncludingsomeSpecials whidave had
little if any contact with their supervisors.

ANever met her. And 1|16d
who came before (Spgeeal her
Constable)

from our research across forces to be a quite
widespread concern. It seems to have its roots
in a number of different problems:

- Problemsin some forces in recruiting to
and resourcing frontine supervisory
ranks in the Specials. This can in turn
lead to a numier of issues, including
some supervisors who are very
inexperienced, some who may have
been unenthusiasticin taking on the
role, a lack of stability in rank structures
AyOf dzZRAY3I | KAIK LINEI
supervisory roles, and too large spans of
control due to unfilled roles;

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

- Alack of standards, role desdiign
induction, training and support for those
in supervisory roles;

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

- Related to the above point, a lack of
structured feedack opportunities,
meaning that gapand problemsre not

n e Videntifiederd resdived. h i m
either!o

With more established, and longém-service

if8pervision? | dondt k n Specialshsschrgaps ik supervisdrengagement

(Special Constable)

and contact may well matter less to individual
Specials, although in such contegtigy can lead

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

Effectiveness of deployment and
utilisation

Research shows thataitical element that
drives overall morale and experience for
Specialsis the degree to which they are
effectively and meaningfully taskexhd
deployedItis important that tasks undertaken
feelworthwhile, valueadding, interesting and
enjoyable all of which reduce likelihood of
disengagement and resignation.

Most Specials agree that they are tasked
effectively, although @ane-fifth of Specials
disagee.

'When | am on duty as a Special
Constable, | am tasked effectively'

15
10
5
: s 11

Slightly Disagree Strongly
Disagree

% Response
[
[=]

Strongly Agree Slightly No
Agree agree opinion Disagree

'The force is using the Special
Constables it has to their full potential'

25

20

m

m

¥ |
. [ |

Slightly Disagree Strongly
Disagree

% Response

Strongly Agree Slightly No
Agree agree opinion Disagree

A majority of Specialieel that some of the time
that they wlunteer as a Special is wasted, with
FfY2ad
the case.

'| feel that some of my time which |
volunteer as a Special is wasted'

25

20

15
10 I

Slightly Disagree Strongly
Disagree

% Response

w

Strongly Agree Slightly No
Agree agree opinion Disagree

Looking across forces, the proportion of Specials
who feel that some of their times wasted

varies markedly across forces. Once again,
caution should be taken in focusing on

individual force positions in the graph, due to
relatively low response volumes in some forces.
However, the scale of variation nationally is
marked.
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Experiences of being led

'| feel that some of the time | volunteer as a
Special Constable is wasted'

City of London
Surrey
South Yorkshire
Kent
Cambridgeshire
Wiltshire
Hertfordshire
Lincolnshire
West Midlands
Norfolk
South Wales
Merseyside
Lancashire
Morth Wales
GM

Northumbria
Cleveland

‘West Yorkshire
Nottinghamshire

Essex

Cheshire

Thames Valley
Humberside
Devon & Cornwall
Hampshire
Bedfordshire
Avon and Somerset
Dorset

Sussex

Durham

West Mercia
North Yorkshire
Staffordshire
Metropolitan
Suffolk

Northamptonshire
Dyfed Powys
Derbyshire
Gwent
Warwickshire
Gloucestershire
Cumbria

0 20 40 60 80 100
% agreeing with the statement

Views are mied amongst Specials as to whether
their force uses the Specials it histheir full
potential. Broadly half agree it does, but also
almosthalf 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'

Kent

City of London
Essex

Norfolk
Gwent

Suffolk

North Wales
South Wales
Wiltshire
Merseyside
Hampshire
Cambridﬁeshire
Cheshire

West Yorkshire
Northumbria
Hertfordshire
Derbyshire
Lincolnshire
Humberside
Wanwickshire
BTP

. Surrey
Nottinghamshire
Cumbria

West Midlands
North Yorkshire
Gloucestershire
Northamptonshire

GMP

Dyfed Powys
Durham

Thames Valley
Dorset

South Yorkshire
Lancashire

West Mercia
Bedfordshire
Staffordshire
Cleveland

Avon and Somerset
Metropolitan
Devon & Cornwall
Sussex

0 20 40 60 80 100
% agreeing with the statement

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

This points to key challenges for forces and for
their Special Constabulary leaders, in terms of:

- Whether the force has a strategy for the
effective and prioritised deployment of
Specials, orif thisis primarily leftto ad
hoc arrangements within individual
teams and with individual accompanying
regularofficers;

- Whether the force understands its
OdzNNBy i RSLX 28YSyi
Specials;
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- Whetherthe force has plansto build
better deployment methodologies for its
Special Constables in 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 skills and
experience Specials have, often brought
in from outsideof the policeservice;

- How to bestdevelop the policing skills of
Specials, to enhance contribution;

- How to develop the contribution of
Specialsin a broadermge of areas of
policing.

Poor induction and initial support

A key gaponsistently and stronglgentified by
Specials in theirexperience of being ledis an
absence of structured support at the induction
and initial practice stage. There is feltto be a
gap afterinitial training, witlfin many forcey
what comes nextin terms of practice induction
and competency build beirgxperienced by
many Specials as being poorly supported and
organised.

fi | know tal king to some
course, you d&goomewuytfor hey o
the firsttime and then they were like,

whoa, you know, straightinto aviolent
domestic. And t o me th
of ficer down, itds not
you know, coming again from the military
perspective, you don'tgo into battle or

into a situation, yeah, unless you can, you

know, de al(SpeciatChnstiakile) o
AWhen | first joined |
really good training
oh yeah this is great.

assigned to that station
So thereis no introduction, thereis no,

okay well who am lgoing to go and talk to,

where am |, what dutiesam I doing, it was

kind of left up to me to kind of wander

ar o u nSpecoal Constable)

Al think it should have
didalotof wor ké it might ha
useful i f 16d got introd

peopleratherthan havingto do it myself.
Because lwould say the more shy among
theSpecials may not have
(Special Constable)

Formany Specials, they feel that they have
Way fSTL ft2yS (2 3Si
induction and orientation to the frontine
environment, and then in terms of developing
capability and signing off competencies. For
others, there is also a (potentially opposite)
SELISNASYOS 2NB RS SX i yNES &4
their pace in progressing competency sign off.

2

Visibility and connection

A priority of many Specials for their leadersis
GKIG £ SFRSNEKALI A4 WOA &,
GKSANI £t SIRSNARA I NB WwWO2yy!

Experiences vary widely, widome feeling their
leaders are remote and lack visibility, and some
the opposite.

people off my

v AVery |l ow visibility of
Never see an(@peagd t hem. o
Constable)

atdos letting the

baiskd ngombemf uphe peopl e |

have beenin senior management have
beenveryvisible, they are fantastic. So |
woul d say latherepodtvesa

t here t han (8pecgaeCoristakele o

tFor many Bpecidls, they dontsastedethe visibility

an %fTsr?éebi%Hclor?ét%t}u@rp Radkrs gositively with

e youore
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what they perceived as the visibility @gular
senior officers.

knowledge as to what seniorleaders do (senior
f St

RSNEKALI 0SAy3a WAY LI

understood by frontline Specials). And in part,

ifWe see our senior
time, and they do get to know their front-
line Specials. Very different to the regs,
never seteyes on any of theirtop brass
on aFriday night, probably never will. Our
| e ader s -Fmtleersénme way that

t hei r c h (Spdcial Canstablep

Qualitiesincluding SAy3 aSSy | a
Wl dz KSy G A OQ aboyitRvhatthdly doid A ol
arevalued by Specials.

wasydm

of fi dérasdzSaut2 Bl WRAFeF SNBEY OS QT
Specials are often older, have a longerrecord of
service, and are at differentlife stages
professionally and personally, to many of the
younger, and youngein-service, Specials that

they command.

ySQs
?Oﬁ]%f?fce contexts, there were perceptlons
WIF3ISYRIaQr WLRtAGAOE

level,which again made Specials on the ground
feel frustrated with and disconnected from their

AYoudbve got [nmaaeh polué&now,i ke
who really genuinely does havea passion

and that does come across quite

profoundly, you know, he talks and you
realise he does actuall
saying, you know. And
that kind of mind setreally throughout the
whole organisation and trying to get that
bedded into Specials,that passion and

that proactiveinitiative. (Special

Constable)

A quite common perspective is for Specials to
have some appreciation thgood workisbeing
undertakenby Special leaders, but feeling that
the communication of their work and role is
poor.

seniorleaders. This was particularly the case in
forces where Specials perceived that senior
Specials did not get on Wlth or work well with,

¥he|P§%r?o? cof['lve gibésn a

eos
ving

For some Specials, aspects of senior Specials
demeanour, style and uniform tended to add to

a sense of disconnect. This was often associated
gAUK @DASga
officers, and fundamental gaps in knowledge
about what senior Specigto. As one Special
LJdz{
presentation of senior Specials that tends to set
them apart and distance them from frotine

GKIFd WGKSNB |

Al GKS wtz2(a 2F o NJ

focused Specials.

AFrom what | see they |
the Special Constabulary] work very hard
and do a | ot for wus.
[Specials] see any of that, and the
communi cati on ($psciat ubbi s h
Constable)

But

In some force contexts, there are problenfs o
GKIG Aa SELISNASYOSR
between Specials and their senior leaders. In
part this relates to feelings that senior Specials
are out of touch or not up to date. In part, to a
sense of seniorleaders not being presentand
leading by examle. In part, to gaps in

Fa |

senior | eaders in

S e front th
o|dequﬂ|fé%Jys ih éhftsnﬁfavemé?aé:'ntany
of them before, never se
‘khow who t hey are or wha
(Special Constable)
fil do sometimes wonder what it actually
achibv@lby having tWehRihar¥h$ tRdivie2 Y Q
have.l n very simple terms,
know what theydo.ldo know there seems
to be a | ot of them, | ot

(Special Constable)
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These findings pointto a challenge, in particular
FT2NJ aSYyA 2N { LISOA | §
to front-line Specials. Thegure varies from
force to force, but many senior Speciale
effective in achieving fronline presence and
visibility, perhaps comparing favourably with
many of their senioregularcounterparts.
Looking at best practice nationally, key aspects
that senor Specials could usefully focus upon
include:

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

- A greater involvement of Specials as a
whole in terms of key decisions for the
Special Constabulary and processes of
forming strategy for the future;

- Enhancing visibility of instances where
senior Specials are championing the
Special Constabulary, or progressing
issues of particular fronline resonance
and concern (e.g. equipment, trang,
driving, etc.).

The challenges of Special Sergeant
roles

The majority of Specials tend to prioritise frent
line visible leadership. Much of this frefine
leadership relates to the S/Sergeant role, which
is also by far the largestrank numericatiyhe
Special Constabulary, with the 1,026
S/Sergeants nationally amounting to 62% of all
promoted Specials.

As is the case with all aspects of Specials
leadership, there is a widely varying picture
nationally around how S/Sergeant roles operate,

and in isues around their recruitment, support

f SI Ra&hdNFaRag@MeAt.NB Y A YAy 3 WAY

FyR NBft S@Fyi
S/Sergeants can find themselves in some force
contextsoverwhelmed by numbersf Specials

to supervisaandin particular with the extent of
developmental support and capability
assessment activity irofces where the cohort

of Specialsis weighted more towards yoting
serviceSpecial ConstableBlany S/Sergeants
reflect on 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 frorine Specials
supervisors.

Al think we need to be t
administrative burden and getting people

out onto the street to actuallylead onthe
ground and to actually do what we all

signedup to do, whichis to servethe

p ubl (Special Constable)

iwWhat wedre saying is th:
centralised support on managing
Specials, on dealing wit
showuporcause pr ob($peaias . 0
Constable)

For someSpecials, they perceive the problem
also in part to be that a proportion of other
leaders in their Special Constabularies are no
longer frontline active or particularly directly
engaged in frordine supervision and support;
this perceived dissociation gbme Specials
leaders, particularly at higher ranks, with the
actual policing activity of the Special
Constabulary, is seen as having a funnelling
effect of those frontline supervisory
responsibilities falling on fewer individuals,
particularly at S/Sergntlevel.
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AlLots of par aéglulad,s svo tihtadpseeiated or rewardedind would divert
the sergeant role where all the pressure is them from what they enjoy most and find most
at (Special Constable) . . . .

rewarding, which is frontine policing.

As a consequence of the above picture, many

S/Sergeants find their activity skewed towards i | aroweawhyanyonewould wantto
spending time dealing with neattendance, become a Sergeant. It consumes your
. whole life,if you tryto do it properly. |
poor performance, and with the competency know people who work every evening,
processes of ne@pecials. This leaves l'iterally (SpecalrCpnsthlae). 0
problematically little time to more generally
supervise, support and operatiorglead the Aildve seen the role dest
rest of their(attending and performing) team Then they leave, becau s et h? y pust
_ N _ cope anymore. | to6 a scan
members and sometimes with indticient time s h a mdSpecial Constable)
to engage themselves in froiline practice as
much as they would wish. There is no systematic data set of the longevity
and retentionin role of S/Sergeants. However,
AAnd t hteem cdngentrating onthe qualitative research in forces suggests that
20% doing wrong, then, rather than the there is quite a flow o6/Sergeants either
_80%\|NhO are domhg “gﬁt, ltfbecomes leaving, oreturning to Special Constable rank.
imba a_nced and then therefore you get Issues raised tend to reflectthiele plaeng
demotivated good people,those career _ _
(Special Constable) time away from frontline practice.

Many forces are having difficulty in recruiting to
S/Sergeantrolesnany areunder-establishment

and have higlproportionsof actingroles. These

: . ) roles, and to better support Specials within
problemsare often driven ly the skewin profile . :
) . . : them. This needs a more robust and systematic
towards youngetin-service Specials, which

NERdzOSa (KS aArls 2F (K sapPﬁ‘L"’ﬂ‘é"t“?ﬁ’er?ﬂ{?&"@s'“’%”é"}\c%‘g"" ang

These findings point to two thingBrstly, the
needto better design and manage S/Sergeant

. to ensure a role design that makes such roles
recruit. . :
manageable in terms of balancing the

. ~ . volunteering experience with the rest of life.

iveodre definitely short, wedre short of

Special Sergeants and we havendot got a

big pool to draw them from at the Secondly, more broadly (and providing the

moment. (Special Constable) strategic contexfor the role design and

Whilst there remains a flow of applicants for organisational desigwork discussed above),

. thereisa need for a different vision of what
S/Sergeantroles in all forces, and the problem ) . .

. such frontline supervision shdd be, in terms
should not be oveexaggeratedsomeSpecials f its char its erophasis s o of
ba J2yadlots NIyl FNB wlIEg 28YeEL 5 ]ppe 5 REISSBOL | 58 o

. ) . . operating. In terms of that strategic thinking,
of promotion. Many Specials perceive becoming , ) :
: Specials consistenthgquest frontline
a S/Sergeant asomething that consumes a .
. : . supervisors who:
great deal of time, carries a lot of responsibility
and expectation, does not feel particularly
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- prioritise frontline practiceare seen as - Leaders who are nevervisible doing the
highly credible police officerand are job.
seenfirst and foremost as frodine
practice leaders, bringing a passion for Doubts over senior leader  influence

and expertise in policing;
- I NB FNBSR dzLJ FNRY WiWhistseaa IEadersiss §isaSsediy|dey

assessments tbe able to lead on chapters) place a great deal of emphasis on
rounded capability assessment, based on  theirroles in infuencing on behalf of the Special
real-time observation in the fieldrad not Constabulary and developing effective strategic
the collection and signing off of lists of relationships, there is a caucus of scepticism
criteria; amongst Specials of Constable rank that such

- are able to engage and lead all their influencing is effective.
team members, and are ngast
preoccupied with issues of failure to Some Specials perceive the@nior leaderso
attend and perform; carry litle weight, credibility and influence, and

- care for their officers, seek to know are not listened to.

them as individuals, understardeir
Y2G0A @ GA2ya | yR
G§KS SEGNI YAt SQ

ALA 1HOAR ycansi elfy Rn@dK@MW¥W3IRo u |l d
YR URHDSI (jdrooN) ¢ hODP K Qioh ey or
respected very much. Probably exactly as

much as we ar e atSpeciale fr

'The voice of Specials is heard Constable)
effectively in shaping thinking within
force about the future of the Special This is reflecteth perceptions as to whether
Constabulary’ GKS W@2A0S 2F {LISOALTfaAQ
25 shaping thinking within their force about the
20 future of the Special Constabulary. Over fourin
z ten Specials think that itis not. Only 7%
g .0 WaiNRy3IfeaQ FINBS GKFG A
= 5
0 For some Sgcials, thigeeds into and links with
strongly Agree Slightly ~ No  Slightly Disagree Strongly more negative views about the capability and
e et opmion bsree e efficacy of senior roles and those who occupy
them more broadly. However, for others,
Specials feel frustrated that their senior leaders
What Specials would like to see less of is: are capable, and have a lot to coibute at
senior level, but that their force does not seem
- Remote management by email; to create the environmentand have the culture
- Afocus on paperwork and metrics, where this potential is realised.
rather than people and practice;
- Jobsworth approaches; AAs | see it, our | eader
- Leackrs who are not prepared to be more experienced at managing big

there and stand up for their people: companies, big budgets, big numbers of
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people,thantheir [regular] police
equivalents. They have that critical
professional managerial background other
senior police lack. If the police was a
business,it would havegone broke
decades ago. In that sense, I think
Specials leaders raise the standards of
police leadership, notlowers themo
(Special Constable)

Standards

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

i Mere needs to be better accountability in
terms of whatthe supervisor does, how
theydbre expected to
the expectations are in terms of behaviour
and st an@pecia Gonsiable)

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

il see some who
theylovehavi ng t he r ank
do anything. You know, havethe rank but
they haveno6ét done
theylove turning out to the county show
or the carnivals wearing all their clean kit
and extra braidery,
wr ong t hmevehoarereablygood,
thereds some
everybody with
Constable)

but

The issue of standards and expectation also
loops back to the discussion above in respect of
the challenges of recruitment, particularliyto
S/Sergeantroles, and the sense that such

l'iterally

operati o

Iwohno naorte tnaortr.i
t (Bmecial a me

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

AiYoubve got people going
whooéve |iterally just go
service because ttiveyodve
minutes, you know, youor
old timer here, and they
minutes and made supervisor or Sergeant

and youdbére thinking, you
credentials, you dondét h
or the rapportor the respect and then

youbr e devaluing that rol
al most dished out becaus
have one.o (Special Constable)

iISo webve got threeé | 61
Sergeant now, so wedve ¢

Sergeants, one for each station, and then
Inspector. And Ithink all of us are still in
probation period effectively. So yeah, that
role of helping the new ones coming in

p er f candhelpingdvitdtheir ®DRistsart of

do
any

wh o
ng

coming down to
whattheh el |l wedr e
(Temporary Special Sergeant)

us
doo i

Alongside sah issues, there are also concerns
relating ta

- Poor standards of assessmentand
jsalection at the eecryittneng siage;
t b epaperdedvedlack of induction and
trainingJor suPervisors, noéall of whom
al utl . es . a rh
ring any people leadership background
or skillset;

what ey every litteStriadured Supdrvisivn or

appraisal of supervisors;

n .

b J9§VH opgortunities to feedback on the
experience of being supervised;

- Alack of clarity as to what the role of
supervisor should involve.
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Style

Leadership styles and approaches across forces
varyconsidenbly.

There are behaviours amongstomesenior
leadership teams which are less engaging,
empowering and appreciative, and instead tend
to reflectapproaches that are more didactic and
hierarchical in style.

fiwith like the higher up, higher above
ranks being quite dictatorial, | suppose.0
(Special Constable)

ASometi mes it does
about empires, my patch their patch, my
Specials and their
to be oneforce,one Special Constabulary,
but overthe years, time and time again, |
have seen lots of behaviours that do not
reflectthat, mainly from Specials
themselves rather than the Regulars, and
from people who have
(Special Constable)

For some Specials, they febat there are more
deeplyset cultural aspeatof such issues of
style which need addressing.

fiThere always seems to be more of a
problem with Special sob
actual Regularsor Regularr ank s .

know why. There mustbe some kind of

power trip or something, who knows?0
(Special Constable)

As reflected above in terms of frotine
supervisors, Specials look for certain traits and
stylesin theirleaders. They can be very
frustrated when the operating styles of leaders
falls short of, or is very differentto, those
desired traits.

heds
yoult 6BDP& e0 s ame

fi 6eBa u s e
to do

gui tpel asye nhiotrh ,r atnok sh e (Spéciel

j ahsybu nleaedk e

everytime.Ther e 6s tglkwst no
achievement. Il tés not |
What 6s been haWwWheannibrsg no
happened over the last month? Can we

like getenthused aboutt hi s whol e tt
One of my colleagues said when we came
out of the meetingthe | a st dotyoume, i
find whenyou come out of these meetings
that you just wanna go
all just so boring. I think, yeah, I think it
can be changedto makepeop!l e 6 s
attitudesalit t | e bi iAmatrttrgéyo
savedthis guy from throwing himself off

t he DoWhHichsomeonedidand

actually not much was kind of put towards

that in terms of actual achievements and

kind of celebrating that success.0 (Special

an

Constable)
seem to be a bit
fThe best ones |l ead fronm
Sp e ci alegring théer fovesrf pdieciagion their
sleeve and putting their people first. The
job first, rank second.
process pedants, whoobve

to be in charge of shit all else their whole

lives, and now theydbve got

f at
Constable)

These findings point tthe need toconsider
issues of style and ways of operating of leaders,
at all ranks Some programmes @faining for
Specials leads,where it is available, tentb
foreground issues of technical knowledge and
lexépBrifse, withdit Acfively Engayifig with wider
ql?ers]ti%rtls of leadership identity, style and
projection.

nyYe

story
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Perspectives of Special supervisors

Introduction

This chapter of the report explores the
experiences obpecial Constables in leadership
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 underiak by the
IPSCJ ina number of forces between 2016 and
2019.

The focussnot primarily on Special Chief
Officers, as there is a later chapter devoted to
their experiences. This chapter is mostly focused
on those in other promoted ranks within the
Specialonstabulary.

Overall, Specials leaders have found beingin
their promoted role a positive experience. There
is an argument that the survey may exaggerate
that picture, in the sense that those questioned
were individuals still in a promoted role, 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 survey said it had been a good
experience, with a third strongly agreeing

'‘Being in my promoted role has been a
good experience'

¥ 30
c
§ 25
2 20
® 15
10 I
5
0 | . | -

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

Consistent with that picturga large majority of
Specials in promoted roles would recommend
seeking promotion to other Special Constables.

'‘Based on my experience, | would
recommend seeking promotion to other
Special Constables'

415
40
35

2 30
=

g 25
3 20
[
2 15
10
; 0
. - B =

Slightly Disagree Strongly
Disagree

Strongly Agree  Slightly No
Agree agree opinion Disagree

Attraction to the role

Many forces experience some challengesin
attracting Specials to take on leadershiproles,
particularly the initial stepo S/Sergeant.
Primary factors discussed by Spe caabs

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

- Worries about not beingbleto
undertake as much fronline policing
due to time beindgaken up by
supervisory duties and meetings;

- Feelingthat they experience enough
WLI LIS N¥ 2 N Q
their day jobs

i @e of the challenges | sense s if you
become a Special Sergeant, you can,you
know as you saythe role is administrative,
you can end up doing alot of the
administrative people management and

|l ess and | ess dSpectah e
Constable)
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Perspectives of Special supervisors

In some forces, particularly where recent Many forcegresentsome very basic gaps in
recruitment volumes have beenrelatively high, terms of role design andommunication of
there is a significant pinepointin the Specials expectation
supervisory model in respect of S/Sergeants.
This is created by three intertwined factors: a fif there was any clarity
youngin-service cohort provides fewer suitably looking forin aspecial sergeant,
qualified candidates for S/Sergeant roles; a inspector, superintendent, then the force

_ _ would do alot betterin finding the right
youngin-service cohort creates a greater people to fill those roles.o (Special
demand for the wak of S/Sergeants; and that Sergeant)

greater demand tends to skew S/Sergeantroles
to support, supervimnand assesaent ofnew
non-independent Specials, which can make the
role less appealingto some.

The national surveyyshow a majority of

promoted Specials have a role description which
reflects the role that they are in; albeahein

five disagreed that was the case.

AWith so many trainees,
promotejusta i n 6 te artd these that are,

none of them wants to be a supervisor,
theybre quite happy doir
doing, working onresponse, doing
neighbourhood work, whatever they get

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

invol ved with andit()srg

pressurising peopletodo it because more 3 ’

oftenthannot , they do%d6t wor

yes, we definitely are short of supervisors. I I I
But not everyone wants to take on the o -

Strongly  Agree  Slightly Mo Slightly Disagree Strongly
" .

responsibilities that the force expects
t h e m (SpeciabSuperintendent)

ion Disagre Disagres

Sitting alongside the generally positive

experiences reflected byrbse in supervisory The national survey responses also suggest most
roles, for those not in them, they are oftenseen  promoted Specials feel that the process of their

as unattractive. This contradiction may reflect, appoy G YSy G G2 NRES ¢4l a w2
to some degree, limited understandings of what  one in eight do not.

is involved.

'| felt that the process for appointment to

fi ie management side is alot of my role was open and fair’
responsibility and very little reward or :
recognition forit. (Special Constable) '
Appointment to role ‘

Forces vary widely in the degreg ahd quality 10 I | l
Strongly  Agree slighthy

b

1
1

% Response

of, proces®s relating tqgoromotion, clarity of

= | ] [
role design and of expectation. -

Slightly Disagree Strongly

opinion Disagree Disagree
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Nevertheless, in some forces, there remain
conce.rns from some Specials as tq what they 'What was required in the role was well
perceive as poorly managed and biased explained to me before | was promoted'
appointment processes.

W W =
o O

AWho you know, who i s f|
tbs very unprofessional
(Special Sergeant)

% Response
= - N 3]
o wu (=] U

In many more force settings, there are
reflections that whilst processes have improved, Stongly Agree Slighty  No  Slightly Disagree Strongly
there has been a history of appointments that e reeopinion Bleree preree
have been less professionally managed.

(=T

it 6 $otraore professional now butin the Management and support in the

past it was almost like, you know, who role
wants the job now kind of thing. {Special
Chief Inspector) 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 appraisaid
clear specificatiofor competendes. At the
other end of the spectrum, none of those
aspects are in place.

A key challenge again not by any means in all
force contexts, but certainly in a numbers a
failure to effectively induct and commiurate
new supervisors as to the nature and
expectations of their promoted role.

inSometimes it feels |like itds, hey youdre
promoted now, good luck. Youdre a

Sergeant now, youore an Dewlopnesttobleadars w,

| 6m not gonna tell you what thatodés about

but sure yiotuddudt wpuwuikc k elmrespechof ttaining and development for
(Special Inspector) Specials leaders, several senior Specials felt that

the key question was ore one of recognising

Statistically, the national survey suggests most s e _ _
and building on existing skills and experience.

supervisors feel that their role was well
explained to them before being promoted.
However, almost one in five promoted Specials
disagree that this was the case.

AFor many of our | eaders
developing new skills and experience, we
already bring all that. It is about

recognition, and making good use, ofthe
enormous skill setswe bring into
policing.o(Special Chief Inspector)

For some, there is recognition that capturing

and understanding skillsis challenging in itself,
as well as seeing cultural barriers to doing so in
policing, particularly where such skills have been
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gained and ecredited outside of the police
force.

ifWedre not good enough
webdbre also not good

recognising day job ski
di fficult area to cover

wide ranging set of skills. As well as it not
being in the police culture, policing
doesndét do skills that
and signed off w$pechal n
Chief Officer)

t |

For some, there is a frustration that they feel
policing always looks towards the Specialsin
terms of perceived deficits and inferiority
regulas; whereas, in their view, promoted
Specials often have supervisory and leadership
skills and experience far beyond thezgular
supervisory colleagues.

AThe gulf in class
Sergeants and their regular Sergeant
counterparts, honestly, enormous. Most of
my [Special] Sergeants haveyears of
experience of managing people. Many of
the regs supervision are two yearsin and
have no people management experience
or | ife expeSpeckahChief at
Inspector)

Having said that, man$pecials perceive deficits
in the training and development provided by
forces to Specials leaders.

'| have received the training from the
service that | need to undertake my
rank/role'

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

% Response

5
0

bet weemn

al

supervisors

Whilsta majority of Specials leaders feel they
have received from their force the training they
need, slightly over a third do not. This would

appear to epgresent afsigdificant strategic gap in
e n o ta&lfing arfd development provision. One inten

'LJDNi-Yz BYR 1L RDAF f.4 wal NP,
ecaus h

use it O6S suUCcC
have received the training that t'T|1ey nee% to
undertake their role.

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

Don't know

Yes = No

This strate)pic gan in traininlg and development
m e %u alr =

support is echoed in the qualitative research

interviews with Specials leaders.

ifSo the current traini
Constabulary leaders]is minimal. The first
line Supervisor training is pantsin [their
force] certainly. In some Forces itis

better. Averyuneven p {(Specialr e .

Chief Officer)

ng

0

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 whch are reither negative
or indicative of a problem for Special
Constabularies. Nevertheless, such figures for
aspirations of further promotion do present
some strategic challengésachieving effective
succession of future senior leaders.

29



Perspectives of Special supervisors

'Are you interested in moving up to the next
rank within the Special Constabulary?'

Don't know

Yes = No

Aslight majorty of promoted Specials

interested in further promotiorieeleither

unsure or negativaboutreceiving support for
their future aspirations of being promoted.
Whilst this should not be exaggerated as a
problem, and half of Specials do feel they would
be sipported, it points to a potential strategic
gap in support for leadership pathways and
careers in the Special Constabulary.

'l find generally that Regular officers are
supportive of me in my current role'

15

10

: 11
) [ |

Slightly Disagree Strongly
Disagree

% Response
[l
(=]

Strongly Agree  Slightly No
Agree agree  opinion Disagree

Relationships with
and supervisors

Regular officers

The responses to the national survey suggest
that most Special leaders ferdgularofficers
are supporive of them in their role; albeitone
in five Special leaders disagree.

Best practice reflest

- Clarity of role foregularsupervision and
Specials supervision, written down,
understood and agreed;

- Culture amongstegularofficers and
regularsupervisors which is supportive
and appreciative of Specials supervisors;

- Opportunities foregularand Special
supervision to work together, e.g. on
operations or projects;

- Integrated leadership teams, enabling
and encouraging of Special bsrs
contribution;

- Empowerment of Specials leaders to
lead on aspects of force policy or
practice, at all levelsin the organisation;

- Opportunities to train together;

- Opportunities for coaching and
mentoring {n both directions, scegular
supervisors codtgng/mentoring, and
vice versa).

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

- Cultures which do not engage with
Specials leaders more broadly within
management teams;

- Regularcultures which emphasise that
Special Constabulary leadessny no
formal authority, formal rank, status or
significance in the widerleadership of
the force;

- Lack of clarity over roles;

- Atendency for Special andgular
supervision to sit separately, lack
communication, and criticise one
another for gaps in theverall
supervisory model for Specials.
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Regularleaders have a strong role to play in h@SNI I ljdzr NISNJ 2F { LISORA I
YaSGdAy3a KS G2ySQ T2NIIK2MNE B i KIA R yvidws dhrn@idzNINGSy
regularand Specials leaders play out. of theirtime.
The style of engagement of Specials leaders can fil know Inspectors who haveyounger A
also be a critical factor in theuccess of children and there6s a h
. . to do, know they send emails late into
relationships. the night becausfeeet hat 6s
moment, tleatdobhewbdbve deal

The d emanding nature of the kids.o (Special Sergeant)
supervisory  role s and time i T h earegwo choices. Thisis your life
pressures and it dominates over everything elsein
your | ife. Or you haven
A major challenge for promoted Speciathe I'n my opinion, thatos d
time demand of the role. design, an absence of clear expectations,
no supervision. No experience of
managing volunteers well for the force.
'‘My current role is very demanding of my Itds a real shame, becau
time’ in the end they canédt pu
35 themselves forever, and they burn out,
they move on,and we lose some

i ncredi bl €Specelinppeatar)o
25
20 Perhaps reinforcing one of the barriers
(identified earlier) to attraction into leadership
- I 1.

0
0

% Response

roles, a majority of Specials leaders say that the
other requirements of their role make it difficult
for them to perform frontline duties as much as
they would like to.

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

'The other requirements of my role make it
difficult to perform front-line duties as much as
| would wish to'

25

0 I | | I I I I

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

-
wv

% Response
=
o

w
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Feelings of | imited 6\liokingteséme degree tithose two findings,
influence well over a third of Special leaders disagree that
theirideas are listened to. Taken collectively,
Given their positions in leadership roles within this suggests thaBpecials leaders feel that they
the Special Constabulary, it is perhaps a KIS tAYAGSR wg2A0S8SQ |yl
surprising finding of the national survey that in a leadership role, but thaheirleadershipis
almost half of Specials leaders do not feel that y2i WNBIEtQ Ay (KS aSyas
they can influence the future of the Special shape change not only within the wider
Constabulayh yS Ay aS@Sy Wau NEWidd bait al8owatHirak$pe&id Cdnstabulary
that they can influence. itself.
' feel that | can influence the future '| feel that my ideas are listened to'
direction of the Special Constabulary' 10
- 25
20 ] 20
jg: 15 %15
%—: 10 ES 10
5 5 I
5 [ 0 : - .
Stongly Agree  Skghtly o Slightly Disagree Strongly Strongly  Agree  Slightly No Slightly Disagree Strongly

. - . Agree agree  opinion Disagree Disagree
Agree agree  opinion [isagree Disagree

For some Special leaders, this picture goes
beyond a feeling of not being listened to,
towards a broader and deepeulture of being
actively resisted in terms of exercising a
leadershiprole.

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.

'| feel that | can influence the future B ) )
direction of the service' AEnded up startiSogal my ow

Behaviour unit, way before anti-social
behaviour was something onthe agenda
for government. Had fantastic successes.

Got stopped because we were too
successful.0 (Special Chief Officer)
. il call these people 6de
watch Harry Potter thereis this black
[ ]
0

entity called a dementor and it sucks all

the life blood and energy out of you. By
standingnearthemé | met quite
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 thatyou are hated

= [ [
w o 9]

% Response
=
(=]

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

32



Perspectives of Special supervisors

as a Special (&pecial@hlietint e gheredteams are more successful, cohesive and
positive, theyare characterised by:

Officer)

Perceptions of the  dynamics of the
Special Constabulary leadership
team

Looking across the national survey responses, a

majority of Specials leaders agree that their
leadership team works wetibgether.However,
a third of Specials leaders do not; and a

diss ANBSQ GKIFIG GKS@ IINB Ay

well together.

‘The leaders in our Special Constabulary
work well as a team'

30
25

20

0 I | I [ I I I

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

% Response
= =
o (%]

w

WhereSpecial leaders are not feltto work well

- Opportunities to engage and contribute

at all ranks acrosthe team:;

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

- Effective meeting structures, coupled

concerningone-sixth2 ¥ { LISOA I £ S| RS N¥itheffediweRBoghmgnigations more

| brogdlyl vy g KA OK

62 NJ a

- Senior Speaei leaders who are
interested in, and in touch with, the

front-line.

Team dynamics presenta particular challenge at

times in respect of diversity and difference. The
majority of Specials leadership teams are
primarily, and in some cases exclusively at

senor level, male and white.

as a team, often there isperceivedV 3 | LIQ 2 NJ

WRAAUIYOSQ 6SG6SSyYy Y2NB

and those in fronline supervisory roles. Other
characteristics of such teamscludea lack of
opportunities to meet, poorly managed
meetings, and a lack of engagement and
opportunities to contribute and to shape
strategy and direction. Such contexts also often
have dynamiceelating to personalities, in
particulara perception that individuals at senior
f S@St I NBE Woft201SNEQ

02

AaSYA2NJ NIylSR

OKIy3aSo

{ LISOA I f§
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Leadership models and structures

Introduction Special Constabulary rank

_ structures across forces
Ranks and leadership roles held by volunteer

Specials within Special Constabularies have a 42 of the 44 Special Constabularies across

long history. A recent survey of police forces England and Wales currently have rank

identified that there were 1,668 Specials at the arrangements, the exceptions being Sussex and
rank of Special Sergat or above, meaning that Northumbria. Othose, 41 use rank titles

14.7% of Specials are ina promoted rank. That  consistent with those used in thegularservice
proportion is up from an estimated 12.0% (Special Sergeant, Special Inspector, etc.), the
(estimated from incomplete data, which was exception being West Yorkshire which maintains
missing seven forces) in 2016. F W{SOGA2yY hFFAOSNID I YR

nomenclature.
This chapter summarises current models and
structures for rank arragements irall 44 The numbers at eaatank are summarised in
(including BTP) Special Constabularies across the table below.
England and Wales. The chapter then discusses

the function of ranks, engages with current
RSOl GSa | 02dzi reglhmrksd | f §y O&Bongtablel K 9,674 85.3
discusses the effectiveness of the SiSergeant 1,026 9.0
implementation andnanagement of rank Slinspector 455 4.0
arrangements, and identifies challengesin S/Chief Inspector 101 0.9
respect of diversity and gende S/Supt 40 0.4
S/Chief Supt 1 0.0
Overall, as set out across this chapter, what is Asst. or Deputy Chief 14 0.1
striking about the current picture of rank Special Chief Officer] 31 0.3

arrangements in the Special Constabulary is: _ o
In terms of supervisory ratios, in the above

figuresthere is one S/Sergeantfor every 9.4
S/Constable ranked officers. There is one
S/Inspector for every 2.3 S/Sergeant. There are
86 Specialsranked at S/Superintendentor
above, amounting to 0.8% ofl&pecials.

- The range and variabtyi 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;

- Serious challengesin respect of
problemsin effectively managing and
executing rank arrangenmss, and in
terms of the divesity of those in
promoted roles.

Caution should be taken in comparing such
N}GA24X FYyR GKS NBfFGSR
02y i N2 QF requiisedvieSayid (i K S
Specials. 6 a host of reasonshe comparison

is of two quite different contexts. Nevertheless,

for interest and sme context, comparative

figures are summarised in the tablelow.
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| Regulas  Specials
Number of Constables 52 9.4
per Sergeant ' '
Number of Sergeants 33 23
per Inspector ' '
Percentage in promoted 22 1% 14. %
role ' '
Percentage at rank of
Superintendent or 1.1% 0.8%
above

There is significant variation in the models and
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 pranoted Specials is 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 use in

Proportion of Special Constables with
promoted rank

Kent
ed-Powys
ngftfordshl‘rfe

Staffordshire
City of Llondon
orth Wales
Llncolnshlre

West Mldlands
Humberside
Devon & Cormvall

Cambri %e%urﬁ
HamEshlre
South Yorkshire
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Nottinghamshire
National
West Yorkshire
Northamptonshire
South Wales
North Yorkshlre
Essex
Derblshlre
Warwickshire
Metropolltﬁ
Cleve an

Wiltshire
Surrey
Cumbria
West Mercia
Bedfordshire
Greater Manchester
Gwent
Lancashire
heshire —————
Gloucestershire —s—
Leicestershire e—
Merseyside —s——

5 10 15 20 25 30 35
% of Specials promoted

o

summarising the national picture, giventhe
sheer scale of variation in individual forces

As with the numbers of promoted Specials, the
ratio of Special Sergeant to Special Constable
varies very widely across different police forces.

Number of Special Constables per
Special Sergeant

Gwent
Cleveland
West Mercia
Bedfordshire
Merseyside
Glouces‘cershlre
Wiltshire

Warwickshire
Leicestershire
Cheshire

Cumbria

Greater Manchester
Lancashire

Essex

Surrey

Avon & Somerset
South Wales
Suffolk
Metropolitan Police
ity of London
National

Dorset
Nottinghamshire
West Yorkshire
South Yorkshire
North Yorkshire
Northamptonshire
Hampshire
Cambrldgeshlre
Thames Valley
Derbyshire

Devon & Cornwall
BTP

North Wales
Humberside
West Midlands
Staffordshire
Lincolnshire
Dyfed-Powys
Norfolk
Durham
Hertfordshire
Kent

10 20 30 40 50
Number of §/Constables per S/Sergeant

=]

A sizeable number of police forces have been
undertaking reviews or other similar exercises
to consider ther current arrangementsin
respect of Special Constabulary rankisere
have been more thaten such reviews in forces
over the past year. However, there has been
littl e coordination or communicatioacross
these processes. As such, the reviewing of
modelsin individual forces is unlikely to drive
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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 establishing volunteer Special Chief
Officers or adding rarsk others removing such
roles and ranks. Many reviews seemto be led by
aregularofficer orby police staff andvery few

by Specials leaders themselves. Often the
review lead has had little direct prior experience
of the Special Constabulary. Often suelviews
appear to have had little cognisance of similar
processes, even where they have been recently
completed in neighbouring forces. many

cases, reviewappearto have been prompted

by issues and concerns relating to personalities,
style and relationips within existing senior
Specials teamsSomerestructures have
arguablybeen 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
development of adadership model or strategy.

Despite thisizeablescale ofinvestmentin

recent review work, or (as reflected above) in
part because of it, thd2 police forces which
have rank arrangements in their&pal
Constabularies displaverywide varety of
different models One aspect of variation is in
terms of the number oflifferentranks. In
summary, the national picture currently looks as
follows:

- 31 Special Constabularies have a rank
structure which includes having a
volunteer Special Chief Officerrole;

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

officers in S/Superintendent or Assistant
Chiefroles;

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

- For the remainder of the 312 forces,
have Specials up to the rank of Inspector
and then a Special Chief Officerrole;

- 4 forces only haveanks up to Inspector;

- 2 forces only have ranks up to Chief
Inspector;

- 3 forces have ranks up to
S/Superintendent, but do not have a
Special Chief Offer role. In two of these
forces (Hampshire and Wiltshire), there
Is a S/Superintendent role whichin
effect functions similarly to the Special
Chief Officerrole;

- 1 force has a spread of ranks up to
Assistant Chief level, butthere is a
regularSuperinterdent as head of the
Special Constabulary;

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

Whilstthere has, as reflected above, been little
coherence in recent developments in leadership
rank arrangements and stctures, itis possible

to identify three broad patterns across recent
changes:

- Areduction in volunteer Special Chief
Officerroles, typically replaced by a
regularofficer fulfillingaV/ K S R 2 ¥ Q
Special Constabulargsponsibility;

- Anincrease in the nuber of forces who
have thinned or removed their more
seniorranked Specials (e.g. reducing or
eliminating roles above 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 reponsibilities to be
exercised increasingly by police staff or
by regulass, rather than by Specials;

- A shiftin several forces of insignia
towards a consistency wittegular
ranks.

Overdl, ahuge degree of variation across forces
can be seenltis no exageration to say that
every Special Constabulary raskangemenis
differentin some wayo every other force.
Equivalent arrangements in theegularservice,
whilst allowing some local discretiamdesign
are in effect consistently strixered, are
reguated nationallyand have been for many
years The lack of systematic national
consideration and focus over many years is
evident, and is reflected in the significant
investments made at the local level to review
and reform models and rank structures to
improve Specials leadership at force level.

Ambiguity of seniority and authority

One core contested aspectialation to Special
Constabulary leaders concerns the seniority and
authority of Specials ranks. There are elements
of a quite pervasive culture policing that

support one or more of the following

statements as beingtrue:

- Allregulags W2 dzi NI y1 Q € ¢
regardless of the rank of the Special
Constable;

- Specials are not able to command
regulas;

- {LISOALFE NIy a
whatever the rank of a Special, itis a title
gAGK2dzi &adzoaidl yoS
remain at constable rank.

Such views are not universal, butthey appear
widely shared. In producing this report no legal
view has been sought as to the legal substance
or veracity (omotherwise) interms of current
police regulations and legislation, of any of
these claims.n terms of debates on the issue,
both those supporting and those discounting
such positions clairthat there is a legal basis in
support of their opinions.

Cleary a widespread cultural positioning across
policing that somehow Specials ranks are not
WNBFf QX I NB Wadz2NRAY
whatever legal basis or otherwise there may be
for such views risks being fundamentally
diminishing and underminingt also appears to
be quite oldfashioned, instinctively devaluing
volunteers and contrasting unfavourably with
other sectors. For example, in military reserve
contexts, where there are very much more
progressive views towards equivalency of
status ofvolunteers of rank

Sucha culture towards Special ranks, whilst
typically having its origins in questions of formal
commandalso casts a lger shadow across
wider aspect®of authority, seniority and scope
of responsibility of volunteer Specials leaders

This perhaps is most visible in respect of more
s{edwiégr@e?sdgu(es%io%s of seniority, authority
and scope in modern policing organisatiens
where there is a broad spectrum of ranked
regulars, senior police staff positions, and the
like, all working togther- 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 direct authority and
leadership across others in the organisations,
with a canmensurate senior organisational
status, despite no sense of formal command
chain through rank. There is an argument that

true senior leadership of the Special
Constabulary still feels along way off.

Equivalency with  regular ranks

There appears to be a consensus about wishing
to see some convergence of hoegular and

the ambiguity over the statusyaR WNXB | £ A (i $perktariksfoperate. There are a range of

Special leadeole and authoity, whilst

opinions in terms of how far shocconvergence

originatinginformalj dzSa i A 2 yand 2 T W M¥olyds towards fullequivalency or inter

command ultimatelyshows more broadly
through into a wider questioningf position and
authority within the organisation more
generallyQuestioningwhether Specialgeally
lead areas they have respabdity for.

The review processes of rank and leestep
structures discussed in the section above is an
interesting case in point, to consider the
positionality of senior Specials leaders. Despite
the number of such reviews across forces, it is
difficult to point to one which was either
commissioned by oled by the senior Specials
team, rather than byegularofficers or police
staff. Several of those recentreviews have
decided to abolish senior Specials ranks, and to
shift those roles and responsibilities to police
staff orregularofficers.

Such issuesf culture- powerimbalance,
inferiorstatus andesserruthority - seento sit

at the core of future challengesbout Specials
leadershipThere are obvious cultural
challenges in negotiating the role and status of
part-time, volunteer leadersvho are,in

operability of roles, i.e. a S/Sergeant amdjular
Sergeant, S/Inspector andgularinspector,
etc., in effect beingrained and operating in an
interchangeable manner.

'l would like to see a greater
equivalency of role between the same
ranks for Specials and Regulars
30

25
20

15

% Response

10
5
0

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

As reflected in the graph above, a majority of
Specials would like to see some movement

026 NRa Wl 3ANBI 0SNI Sl dzA |
quarter also disagree.

For some Special leaders, the ultimate

Odzf 0 dzNJ £ 0 Swithidviider¥ 2 dzii & A Rfadi&afdn for the development of Specials

leadership models in policing. Suchuss seem
deeply culturabnd yetgo largely both

unnoticed and unchallenged. The picture varies
widely across forcesnd there are some
examples to the contranfut in many forcesa
reality of senior Specials teams egising the

ranks would be to emulate completely, or at
leastin all practical ways, the ranksrefjulass.

ALi ke the military, a r a
same training, qualification, expectation,
st at (Special Chief Officer)
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For others, the idea of Special ranks developing il can see a time when w
to become interoperable and equivalentin st_andargl. Ehen_efis aprocess, it sets a bar.
GSNXa 2F GNIAyAy3a byRr ol [ BACPOR QIEErenito regs 0 O9PR5s R Ns
at leastfor a large majority of Special s a me (Speoial Chief Officer)

supervisors who would not have the time to
gain and maintain such quékations, skills and
experience.

Such thinking, even if it does stop short of the
more purist position of full equivalency, would
still support seeking to build a substantial

Al candt see a ti me whe RORAGIANOFogeratianal galificatjpp and

be able to do enough hoursin the week to operating into Specials ranks across from their
have the space to build the experience regularrank counterparts.

and do the preparation and revision to do

a sergeant exam and then beyond that, to

keep current and effectiveand all the AEverything being exactl
ongoing build of experience to do an pipedream. What about 70% 80%? Even

equi val e(Bgecial Ghief Qfficer) 50% or 60% To create an _o_perational
substance, gravity, capabilityto the role.
Without operational role and that front-line

Such views typically see gaining that sense of purpose and credibility our ranks shrink

full operational rank equivalency as being to being welfare, attendance, liaison, |
something a smaller proportion of Specials with think they should be more than that, they
the time and delication to do so may wish to should be operationally capable, or we

shoul dndét have them at a
pursue, and they should not be precluded from shoul dnthemranks|ab thatimplies

doing so, but also apply a pragmatism that something about an operational chain of
achieving a full sense of operational equivalency c 0 mma n (®pedial Chief Officer)

across all Specialsnotfeasible.
There were views expressed thatit is important

Aln the City of London ¢ks®framedppecigl|padersiniegnsofa

alot of training for Sergeants, Inspectors progression towards equivalency with their
where they make them take the OSPRE regularcounterparts, but also to recognise
exams for Regulars . I think th atﬁerSeleﬂwerﬂsr%ﬁh%?olﬁ which are distinct. In
thing to do. | think thereqgs a .unc oTf,

Specials that would wantto do this. But it particular supporting and managing volunteers,
is also limited to people that have gottime and (for more senior ranks) running a volunteer
todoit. So Special Const abl erganigdion. These dléments call for different
havetime to do that training would then role descriptiosand skills set® regular

automatically be excluded from becoming
a SergeantInspector when actually they
coul d be goo(8pediakGhikfer s. o

Officer) Notwithstanding these future views about role
However, whilst such views caution against equivalency and operational capability, there
ASS|UFYEAtF SYdzA O t Sy O8 Q3 3 Jany withip jaeSpecial Consdapysaey o
want to seeclearer standard. and within that have concerns with the current situation. In

to mirror substantiaklements ofegularrank basic terms, th”_}:' seen by them as t“ﬁ"”g
profiles regular andYoecials ranks the same, despite

those rankgunctioning differently, being
differently capable, and havirggverydifferent

counterpart ranks.
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Gl NN 2dza| @Dogr & & ¥B Rwiltah

aldlddzad ¢KFG Aa

FYR Fa | WNR&lQ®

Al think calling our
whentheyére obviously not
just isnodét good.

preferred the distinct language of Section
Of f i c ©pesial Constable)

il t hi nReguhaeshate seeing
someone trump around their station
pretending to be a Chief Inspector or
whatever, when theyore
an insultto the Regular supervision,
whobébve passed exams,
powers, carry massive operational
responsibilities their Specials equivalents
just dondét. The ranks t
buttheyare notequivalent in that way to

the regs. Pretending they are doesus no

f av o u(gpeciabConstable)

fi | dondt think it
types of Inspector, and all that. Our
leadersshould be called something
di fferent . Stil Ir,bstmotw
that theyore
heard the story of a senior Special who
turned up at an incident, and some there
thought hedd be taking
it. There are risks in the model of ranks we
currently have, some real confusion for
everybody.0 (Special Constable)

Replacing Special supervisors with
regular supervision

Most Specials support maintaining Specials
ranks.Howevermany wouldike to seeegular
adzLISNIDAAAZ2Y LI FeAy3a |
Specials typically frame this argunten terms

of achieving betterintegration intcegular

teams. It appears such views are more prevalent
amongst newer in serviceggularpathway
Specials, whbroadly tend to identify more with
the regularservice and less with the Special
Constabulary.

hel ps

Specials and integrate them into the
Regular workforce.o(Special Constable)

P e ol cBrtainky BhinR ve®uldimBkie Mdke use
_ tohrRR guSafr JBRyeaht§tb Budpervise
Nal i dea gswdcials 8l to@ddrt ofalldtéte tutors, call

themin for duties, with the assistance of a
Regular, of a Special Sergeant, the two
types of Sergeant could work together, |
think, alot more.o (Special Constable)

il m just not sure that

N onfanagémeht fofthe Speciflsis | 1 k e

o)

integrating as well as they should with the

h a vi ere §uPals Clithiink i the Specials were

managed by the Regulars, Inspectors and
soon,therewouldbe alot more

i€y rafion,&here WduRl bé nfuBHmore
use made of them.o (Special Constable)

Having said thatsomeare sceptical of moves

towardsa %reaterre\%ularrgle in ?ugervision,
av h eg t 0 b f ren,t
feeling thatregulass tend to be very busy, have

a large number of competing demands, bring

_ t Raisblelegelsofirtdre®st and support towards
SuperintendgRikis ¥B Bringvaihg levéls of skill and

understanding in respect of volteers.

over

Yo

command of

| know some places havedone away with
it, and it ods .0Special a
Constable)

the [ Speci al
SO much, but
everyone. Weodd
t here. Ibathigh | ow
and i mpact,

s |
t

(Special Constable) _ ~
AdISNI NRE SQP ¢K2as
iSome will say just
Specials supervisors do so much to fix
problems, organise things, support
people, welfare.0 (Special Constable)

do
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Design and execution of rank
struc tures

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 clerathat gaps in basic design and
management remain.

For some leaders in the Special Constabulary,
3SGhAYy3 GKSAS WwWol aaodaq
the most important aspect that needed
addressing.

AfThat absence of basic
lamentable. People get promoted, not
always the right people, but the main thing

is then theydre not sup
trained, theydre not ev
expected of them. 1 f th
role, theydre typically

(Special Chief Inspector)
il was promoted to
no guidance or support or anything. If
there was anything on paper about the
role, I never saw it. To this day | have no
idea, to answer your question, if any of
our roles, including my currentone, have
aroled e scr i d$pecmhinsgector)

serg

Such perceived gaps in design, standards,
structure and process included a range of
elements spanning recruitment, induction,
supervision, performance and training.
Particularly foregrounded by many Specials
leaders were prceptions that training
represented a particular gap.

AWe want t e
|

a
Special s ad
our superviso
training at all as asupervisor
promoted, they

o] ir
e s é
, we d
hey get
r

e expec

S
e
r

(0]

p
r
S
T
0

do something, and thereis no training
whatsoever. If you said to lots of them

what 6s a major incident,
know, or if you asked what would you do

in these circumstances.
place any of thatbut some of it can and

should be.o (Special Chief Officer)

Alongside training, recruitment was the other
key area that Specials leaders felt was neglected
in terms of process and achieving the desired
robust, structured approach. In some cases,
there was the right process piace, but
challenge;cb ac;hievjr;ghe process bAein%\lseen

NE IENB PR G R AYNGUKS N § 2 NP

ARA new posting of Specia
have to be advertised. Usually there would

p rboec easns i ntteprsvi e w. |l donot
interviews havegot any better, butl can
remember beingon apanel andthe

p oegulardgeniot offieey [@lsoeon thepanel]

e rsaid, anld daidwdnaetwho vgas there as a

e ySoreec ifaali Imyrsge li fn, tohwee dond
nabaut thionel we cangust getithrow@hnt. o

notionally, theydére only
needtowritetheanswers i n but she
e s, s Qb sBo i tle [tyhought wel
accepting, an I didnot
be abl e t o c(8pamayCGhiet hat . o
Officer)

One specific challenge to achieving effective and
robust processes across rank arrangements was

the dhallenge of attracting Specials to take on
promoted roles. This absence of willing

volunteers forroles was seen as eitherleading

to the appointment of less suitable or

experienced individuals, or to the creation of
WHiSYLI2NINEQ YR WerOGA y 3
prolonged periods of time.

fiQuite often we hear Sergeants, well
Inbolly t& dinfeRhdt'whs my job. Well
Giey Beledt& be@Bde cl8af before they
tt aOkieV e H &M R NYn, what th
finding suitable,interested peoplein the
tefifst JlaRe d®PthePerem™d  t h at

e
n
0

man
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around at the moment.o (Special sharing. Data relating to gender has been
Inspector) collected to inform this report, however data
AfWe put stop gaps in al lr_elapqggo et_thrfl(:'rFyeW.?S _%tnayafle}ble\ia\l/tethls_
can grow somebody who wants that time. This will be a priority for further analytical
responsibility, we have a gap. We either work.

fill that gap, perhaps not with quite the
right personor we live with having a gap.

Perhaps wrongly we often do the former, | Data across the Special Constabularyaetd

t hi n(®pecdal Chief Officer) that female Specials are significantly under
_ represented in promoted ranks. The gender
In some cases and contexts, there were Views  paance at differentranks, across all Special
UKFEGO O0KS dzal3s 2F WwWus YL@oh&a%%sihwﬁné(%&VVaﬁggé gl a
in part a mechanism for circumventing a more summarised in the table and graph below.

robust and transparent recruitment press.

% for each rank Male Female

fiJobs for the boys. Job S/Ednsable 69. P,

There was one went from sergeant to

temporary chiefinspectorin ayear, he SiSergeant 84.5 15.5

pl ayed football with thp $Hhgpectoi nit A ¢ nl2.7 o

(Special Inspector) S/Chief Inspector| 87.4 12.6
S/Supt & above 88.0 12.0

AfJobs for mates. They get _—Tound e

process by making everything acting, then
after awhile it quietly becomes full. Or if

Someone has a C\t ed for t Gender of Special Constables, by
ashoe-i n a n y(8@egial laspector) rank

Having identified such issues, it should also be s/Supt & above
reflected that many Specials felt that there had
been a lot of progresBom their perspectives of
moving on from poor past processes and

S/Chief Inspector

S/Inspector

behaviours. S/Sergeant
S/Constable
nIt_os n_ot I|_ke the bad o . 20 o %0 -
postis advertised, thereis aboard, y
therebs a process. | nv¢
and HR as wel |l as our | Fomale ® Male

betterthanit wa s (Special Inspector)
Gender and leadership Looking at trends in female representation in
promoted ranks, the pattern of change overthe
past three years presents a mixed picture. Ther
has been some increase in the proportion of
females (albeitfrom a very low base) in the
highest ranks of S/Superintendent and above.
The proportion of female S/Sergeants has

Data aboutdemographics across Special
Constablessdifficult to obtainfrom forces, due
to poor data collection processes, unreliable
datasets(many are out of date) and resource
limitations toexport and tean datasets for
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remained the same, and proportions of female

S/Inspectors and S/Chief Inspeadrave both
fallen.

| % Female byrank 2016 2019
S/Constable 31.3 30.7
S/Sergant 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 representatiomt rankis greater for
regulas than it is in the Special Coabtlary.

Comparison of gender of Regulars

and Special Constables, by rank
Supt & above
Chief Inspector
Inspector

Sergeant

Constable

5 10 15 20 25 30 35
% Female

o

M Specials ®m Regulars

Comparison of female Special
Constables by rank, 2016 and 2019

35.0

30.0
25.0
20.0
15.0
10.0

5.0

0.0

e ~
» &
& &

% Female

& &
) )
o
& o

m2016 m2019

| % Female by rank Regulas| 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 sttistical picture, many Special
leaders recognise the importance and the scal
of challenge in achieving a more equitable
engagement of female Specials within
leadership teams.

AfNearly half of our Spec
female.Nearly all our sergeants and

inspectors are male. Is thata problem?

You betitis. Look at who leaves the
service most, itds our f
(Special Inspector)

For some female Specials who are in promoted
ranks, there was a sense of continuing

challenges, including operating with some

elements of a masculine culture and the

Aadazt I 0Ay3 &&ohipwomanznthe Wo S )
NRE2YQOD

fi |l ook up that | eader sh
top, ités mené do | have
me, one womanin thatroom of men?...

yes, therebs stsicénturypant e

and section meetings | make coffees, yes |

have been asked outby asenior Special,

two of them agSpecill happen
Sergeant)

ADo | think itds a sexis
Special Constabulary]? Yes, sometimes |
t hi nk ($pecial Sergaant)

Female leaders in the Specials generally talked
of seeking a balece. 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 environrants that are distinctive to I do ask myself, how equipped we, all us

femalesandaddvalue. men of [a] certain age, are going to beto
changeit. It needs mixing up, the parallel |

look for isin political parties, with quotas

il donoét t hrivanykoftenflcage nd e of MPs, female only shortlists. Not that

see when people look at me differently, long ago all legislatures around the world

they might expect some differentthings were men, now some are majority female,
from me. But | 6ve never | limpnwktevdstarncountriesithas begunto

way. |l 6m a femal e super i ntoeonkd ednitf,f eQreeentovelrt can ¢
i t(Special Superintendent) sure it ever can or will change gradually, it

needs that jolt of lightning through it, like
AiThereds di fferences. No twhatthose paliticalipartiesphave done, or

stereotypes, butwomen do bring different wedbre going to still be
skills, different ways of thinking conversation,about us all being men, in
somet i mes (Speciahlespector) ten or twenty or more ye
down into myrank structure, and how
A number of Specials leaders reflectthe does itlookat present, the succession,

my successor,andi talsl n{8paciab

articular challenge of shifting the positionin
P g g P Chief Officer)

respect of gender eragement at rank. They
highligit this as being a difficultissue for For some at senior level, there was an ambition
predominantly male leadership teams to make GKFEG GKS {LISOALE [/ 2yaidlc
progress on, and also the sense of an absenceof | J §KQ ' yR Wi SIR GKS 41 &
o WLALISE AYSQ 2F FSYIFE S dnddedad bdt éniyft Kete aidi@fole S D2 f
and progress in time to occupy more seniorand  peyond current challenges and establish a
strategic leadership roles the future. stronger and more progressive position. Once
again, the challenge is seen to be the absence of
Eelins artna[]n znrd Eeina aIZa%er]r?nl ?h?n}( i on nigetsity obceirtemeaeaders, interms of being a
thatos true across the WHSTGHGngehangen s e

not just Specials. It is difficult when every
leader is aman, to effectthat change. If OveraII there is recognition of the need for

weobore not carefumen ther igé Pn'fh benq]éPproflle ofthe SpeC|aI
t

grohg:clzll;a?]y ;f Ssras(;)suergggantg atnc? e ran abulary, but diSo'some PeallsM that such

inspectors now, ités no pha@gg Rag got hegryachieyedoyer many years
happen we haveafemale chief officer in now, and that to achieve it will require
five ye arSpecialinspectdr)? o something differentto what has bedried

before.

Some leaders challenge what they see as a
gradual evolutionary progression of the issue of
female engagementin Specials leadership and
look towards something more practive and
perhaps more revolutionary, to create the
required stepchange from the current position.

il do | ook acrosshet he men | eading t
Special Constabulary, and | obviously
include myself within this, within that, and
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Special Chief Officers

Introduction

This chapter of the report focuses on tkenior,
strategic leadership of the Special Constabulary,
particularlythe role of Special Chief Officé.
majority of police forces across the countrgve

a Special Chief Officeole, whichis the most
seniorrankedspecial in the force with lead,
strategicrole in respect of the Special
ConstabularyThere is a very wide variationin
role design and in how Special Chief Officers
operate in different force contexts.

Presently31 of the 44 Special Constabularies
have a Spaal Chief Officerrole. Of the 1Bat
do nothave a Special Chief Officer:

- oneforcehas a vaancy in role for Chief
Officer,

- two forceshave Special Superintendent
ranked leadership rolesvhich largely
reflectthe role of Speci&onstabulary
Chief Officer;

- one force Sussexjas aSpecial
Constableas Head of ta Special
Constabulary but thiss not aformally
ranked positior(as theforce does not
presentlyhave ranks in its Special
Constabulary)

- the other nineforces have alternative
models of senior leadership involvirg
role other than a volunteer Special
Constable leading th8pecial
Constabulary, in most casassenior
rankedregularofficer.

There has beendecrease in the number of
forces with aSpecial Chief Officerrole over the
past 23 years, with 36 forcelsaving such aale
in 2016.

This chapter of the report primarily draws from
one-to-oneresearch interviews conducted with
twenty-four Special Chief Officers from forces
across England ar\Wales. What is presented
here only represents a brief summaoy key
themes from those research interviews; the
findings of that research project wilso be
reported in more detail in other produs
beyond this summary chaptefhis resarch
represents he most comprehensivgualitative
research study of volunteer Special
Constabulary seniorleadersheper

undertaken

Inevitably research of this nature wdimphasise
challenges and areas for development and
improvement Itisimportant to balance that by
reflecting also upon the quality, contribution
and commitment of those who volunteer such a
great deal of theirtime in suckenior and
demandingroles.

Strategic direction and challenge

Amajority ofthe Special Chief Officers
interviewedreflected thatthey saw the current
point intime as being a particularly significant
and challenging one for the Special
Constabulary. In many cases this was framed as
- LIRAYD
Constables, with concerns for the future viability
of the model of Special Constables unless there
is fundamental strategic repositioning of
contribution, role and capability.

Alf this isnbét a
Constabulary, lam at aloss knowing what
would constitute one. | could see us not
having one [a Special Constabulary]
within five, ten years, and you know that
might verywellbe what some of them

w a n t(Speécial Chief Officer)
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LYy ONRBIR GSNXaszx GKAa
for the Special Constabulary was framed as
manifesting in three inter@nnecting ways:

- A sharp reduction in numbers, and
associatecours served andapability
(albeit most Special Chiefs were also
anxious not to focus unduly on the

Wy dzYo SNEQ NIF 0KSNJ GKI Yy

impact),

- Significant perceived problems of
efficiency and dectivenesshich they
saw as eroding the viability of the
Specials modeparticularly in respect of
retention, a lack of consistency of
standards and professionalism, and
problems ofculture,integration and
deployment;

- A seneg that policing is changindgut
that the Special Constabulary is not
changing sufficientlyt&? { S S LJ dzLJQ
Wi RI LI QX
of overarching strategy and direction.

Some Chiefs thinkfandamental strategic
reviewis required This reflectedirustrations &
what was perceived ake slow pace and

limited scale of reform. For some Special Chiefs,

current reform efforts wereseen to be tactical
and tentative at a time Wwen theywould like
instead to see a more strategic and bold agenda
of change.

I t 6 s intmobto waste agood crisis,
maybe this is our momentto seize the
future, the Phoenix principle,you know,
destroyto rebuild. So, maybe not burn it

to the ground, but be preparedto digright
back to first base and do some major
surgery. All I see at national level is lip
service and tinkerers,
(Special Chief Officer)

a SRostdsevio wWiBlizN sea arévied of thd¢ G S 3

SpeciaConstabulary, some framedas being
F1{AYy G2 OFffta FT2NI
policing; as an opportunity for a falamental,
root and branch assessment of the current state
of the Special Constabulary, with the
opportunityto make boldand fundamental

recommendations fochange

jdz- £t AGe& FyR
AWhat we need is the
for the Special Constabulary, we need root
and branchreform. Thereis so muchto
learn from the military, and from how they
do this overin policing in the States, from
the | ifeboats. | dondt t
to think that way, think sufficiently
differently, on its own. It needs fresh
people from outside, so yes, a Royal
Commission, thatwould bringin those
new he é§pecial&Chief Officer)

WYw 2 ¢

Roy

fiSo, | think there needs to be a
fundamental review, legislatively, as to
I yYvRat duRrole, our responsibility is in the

g A 0K LISNDS LI ung.é(Specra Chief Sfficerp a Sy OS

A phrag commonly used across interviews was
WRAA&NHzZLIGA @S OKIFy3ISQS Al
Chief Officers feelintpat this was something

that was generally lacking. This was both
specifically in respect of the Special

Constabulary, but also more broadly across

policing. For some Chiefs, they felt that policing

Fa F gK2tS g1 a WLSRSA&GNI
WOiNIRAGAZ2Y I QY WO YATL |
in ability or will to genuinely, radically change
operationally or organisationally. One Special

Chief talked okeeing the Special Constabulary

Fa F LRAISYGAlLt WgSILRY :
but felt frustrated thatregularofficer senior

f SFIRSNE 2dzad alg AlG | a
Wdzy A YL NI FyaiQd { SOSNI
ﬁhsmselwee% gqrsor&aﬂy@%b@@g ags@ot
WRA&NHzZLIGA @S OKIFy3aSQ> 27Fi
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experience and styles of operating they feltthey
were bringing as outsiders into policing.
APolicing isndt good at
To be honest Ithink they see me just as
disruptive, well l know they do, perhaps
that s what | am, a t

doesndbt change radica
it 6s g oi nSpeciabChigfiOHiced

This sort oftrategic and bolthinking and

change was viewed by Special Chiefs as being
challengingrganisatonally and culturallyas

being a major step beyond the styles of strategic
leadership currently exercisedpolicing more
broadly.

fiWe talked about changeis changing -
that kind of change is, today I think is still
a st ep tSpeciafChief Ofdicer)

' y20KSNIJ LIKNF 48 O2YY2yf @
f SG 82dz R2 AGQT GKI G GK.
not provide a contextin which Special Constable
leaders were enabled or encouraged to be bold

or innovative, despite the Special Chiefs
themselves feelinthat this was essential for

future growth and development.

AiWe try to push the bou

things like i PSUwas one ofthe first
things I did when I became Chief

Of f i céeAndstraight away a Regular
Superintendent who I geton with really

horn i
11 Woti2Q

work effectively at seniorlevel for chge, and

also that the Special Constabulary was making

progress in terms of developmentand

retationshippon the feontind, but that there

was a body of middleankingregularofficers

g K 2. z§N£ a8§éf é quQQ)/éSF
loS NR 2 Pk

tha

fiYou actually need to put what is said into
practice and I think, on occasions, it gets
lostin translation. Similar to [this Chief

Of ficerds waae&tthetomenad x t ]
may be very supportive of a collaboration

ideaor whatever. The only problem is that
once it starts going down the chain, it
either gets lost in translation or it just
plaingets | ost. And
understanding really that Special
Constables can provide real value to the
Regular Force. It can provide real
specialistvaluetothe Force because alot

my. Qfficers, same throughqutthe
%ré Rhad g@tve\"f/@,p% |€Sk|¢f§ﬁ§9u

W|th]|'z21 thdir@rbf¥ssion2MddBthink X debds A 2 Y
to be realised fromthe top tothe bottom

that we can serve together and add value,
instead of people feeling threatened.o

(Special Chief Officer)

[ t hi |

For someSpecial Chiefs, the issue of the
strategic future of the Special Constabulary has
heepa neglected.Whey mised deepgiestions

of, in effect, whether anyone is exercising
national strategic leadership in respegitthe
Special Constabulary.

well,saidt o me AYoubre off your rocker. o

He said, Alf you're goingiltto stereymsa ntdo dnee tthmadnt t h e

you are heading for afall straight away. troubling times for the Special

Don'tdoit. Theywill never let you do that Constabulary. The years of neglect,

inthis force.0 @§Special Chief Officer) locally, nationally, strategically in

Government, by the NPIAand then the

There was a recognition of the challenge of College,they are catching up with us all.
achiew y3 &GN} GS3IAO OKIy3aS PaRiNg hasheen goleefap the wheel. As |
Wo2GG2YQ I ONRPAA F2NDSa | fﬁ” r‘{hiﬁé"@%ml'sf‘hatln?]bo‘iy:c C e
ConstabulariesThisincluded &Sy asS 27 thépmﬁqé‘e?‘t g]sﬁemal Constabulary, _ ’

YARRE SQod ¢KS O2yGSEG (K.
was that Special Chiefs sometimes were able to

B atld dn/diISSR ,A Y t ®Y 0&ENIDAeS 4
stormy sea. The Regular Chiefs, NPCC,
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would never letus Specials Chiefsdo that,

letusrunit,buttheydb ve not been
on
Officer)

In broad terms, the strategic aspirations for the
future of the Special Constabularngflected
across the Special Chief Offioeterviews point
to four main areas of development:

- Enthusiasm to explore newroles, expand

contribution and better focus
contribution onkey strategic policing
gaps and challenges;

- A desire to professionalise, and to build
credibility, capabilityand @nsistency

- Interestin exploring different models,
including learning from military

t hemsel v @pecialChidier . 0

p22NJ Fd &GN GS3TIeQo ¢KSe
tofafning Was Linidertaken in very different and
more structured data-based professionalised
glea AY OGKSANI WRIFe& 2200
Special Chiefs were bringing contexts in those
WRI & 22 0eyare sirdiNdnsultints,
senior executives orinvolved in other ways in
corporate strategy. They sometimes found that
those skilisets were not appreciated or engaged
with in their policing leadership roles.

iApply some science, sonmn
strategyt o it al |l Needs. Ga
(Special Chief Officer)

iThe police write | ots o
they donét even know wha
What a plan s ho®pecl | ook

WNBASNBSaQ FyR arvat, NyBIVseaaT

- Seeking anore prioritisedyvalued,
integrated and resourced model for the
Special Constabulary.

For many Special Chiefs, the Special

Com il odzf F NBE NBLINBaSyil
LRGSYGAlLf Q | yR
Specials as only being limited by culture and
imagination.

AWhat are we waiting
Webdbre only |Iimited by
our courage, and our culture. Policing
resists change, WPCs, PCSOs, radios,
throughoutits long history. Every time,
overtime,itthen comesto accept and
eventually thento champion those things.
The specialists,the cyber geeks, Specials
in white hats [specialistroads policing],
Special detectives, like all those things
that have gone before, i t jéssanother
change. (Special Chief Officer)

There were frustrationaboutlack of systematic
planning and structred strategic analysis. For
some& (KSe alg GKS

a
iKSé& ass

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

Foyh | Wdzd FF dzt bfoli §lfisBalthentale, toai n i
Grea@ility. date ¢A00Brofeapicnajse hifN
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

f or 2 €W raght de gvi Ecray(Saeisl Chiefr e nt . 0

ourOfficgbh gi nati ons,

For others, the need was to be more radical and
to create something genuinely new and
different. Centrato such considerations was the

ARSI 2F | WLt AOS NB&SNI
iltés time to rip up the
to do something new. Apolicing reserve,

not a Special (©meoat abul a

Chief Officer)

Overall, a sentiment across the interviewas a

L2 £ A OSlesr iR AV S U & SNG RydZ Qv ¢ © kB
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ambition and direction of the Special
Constabulary. For many it was feltthat the
Special Constabulawyas something of a
Cinderellalementwithin policing, an aspect of
the organisation which had not benefitexuch
from attention or resource over a prolonged
period of time, and that because of this the
potential risked being lost.

fil think the difficulty you have still got is
that there is asmall budget for Special
Constabulary and we are on occasion not
seen as integral. If we are going to do this,
we should be serious about doing it well.
You getout what you putin, and in recent
yearst hat theeswed much.o
(Special Chief Officer)

Interpretations of
Officer role

the Special Chief

The current picture bthe senior leadership of
the Special Constabulary is a complex and
confused one, with a wide range of different
modelsacrossforce contextsThe role of Special
Chief Officer has grown and evolved over many
years, with relatively little steer or guidaagc

and often with little or no sharing of learning
across force contexts. There isno systemin
place to advisaationallyon Chief Officerroles
or appointments, or to share best practice,
albeit such support and coordination does occur
on a more ad hocdsis, for example through the
support ofthe Association ofecial

Constabulary Officers

There sa sense of developmentin constructs of
the role; many Special Chiefs saw themselves as
having a stronger and more piactive approach

to their leadershiphan they perceived had

been the case with their predecessors.

AMy predecessor ... in r
pop into headquarters aboutonce aweek
and he usedto go and see the Specials
coordinator to say 0
need be to dod,esamd
t ot a%peciabChief Officer)

i s
t ha

The focusfor most Chiefs was on being there to
support and to representthe Specialsin their
force. Special Chiefs often saw this as something
they were uniquely well situated to do, and that
they and they alone werdedicated to that role,
rather than it sitting alongside a number of

other competing priorities.

fiThat phrase that leaders eat last. It is
about thatfocus on supporting
volunteers. We have the luxury, because it
is our raison doetre,
volunt eer s, i fegwaoudr e a
superintendentthen supporting
volunteers is stillthere but only as one
small part of your
not seen as that important alongside
everyt hi rfSpecmlChief Officer)

Alongside this prioritised elemenf visibly

leading Specials, several Special Chiefs framed
GKSANINREf S& a oSithind | o
GKFG 2F | OKAS@AyYy3 OKI y3
WOdzf GdzZNBQ F2NJ GKS { LISOA
FYoAUA2Ya 6SNB (eLAOKTf
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WLINE T Salaiiazyytrd & yR WY2 RSN

AfnWe talk about policing
talk about organisational culture, well
thereds a culture in
especially sometimes around this specific
of police constablevolunteers. That 6s
what we o6r e uilpbanamglaic,olsglt s
club mentality, t hat 6s
wanted to make, move away from that,
further
Officer)

Some framed their role more broadly in terms
2T WOKIy3aSQ:r aSSaiy3
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agitatorsfor change more broadly across OANDdzyaidlyoOSaaod | 26SOSNE
organisational reform and management FffQ o1& aASSy | a WdzyKS| f
approaches in policing. This connects with beA y3 WRSaUONHZOGABS (12 (K¢
frustrations about the style, as\tas perceived, ONBRAOGATAGEQT ¢6A 0K | NAd
of someregularofficer leaders. FoftS G2 NBY2@0S (GKS NRf S

undermined, in broader terms, all Special Chiefs

il think you need t o be nalionllypdossheraes. and | 6 m
more of adisrupterthan adiplomat. But |
think disruption is really good today in TALoc aaj

policing. Policing arenotI LR DX )
> o ess than hational standards and
the dementors in the organisation,some consi st (@pecial Chief Officer)

of the middle management, old dinosaurs,
silverbacks that existneed disruption,

theyneedto-wellthey need t o go .Thercﬁ V\{a%osotlr_nlsmthat there may be a
really simple because t Bewngesthusiagse ataigienal levdlothto
that are holding back the force from support a national recognition dhe role, and

proper effectivechange to getanywhere. 0 to produce guidance and support ftre role.
(Special Chief Officer) P g . .pp
However, there weramisgivings about the

Whilst Special Chiefs had, inevitably, different degree to which Chief Constables would be

deOSrC rtehtalto n bmuatt ter

takes on their approach to theirroles, thewas welcoming of, or accepting towards, a stronger

a very strong caucus of support for greater more directiveframework of national standards
consistency and coordination nationally. For and guidanceind commensurate loss of local

many, the currentack of definition or discretion

recognition of the rolet national leveseriously

underminesits status and credibility. il do think, from cdnver

I think that the current NPCC portfolio [the

B _ . national Specials portfolio] sees the need

AAs T ong as everegwher e tilfor@dbdieh regulation, standardisation [of
splintered forty however many times, Specials ranks], but 1| d
wedre never goi ngDiide get sgAdnYbELd the Chiefs [Chief

and rul e, a(Spetidl€hyef say. 0 | Constables], who always wantto do it

Officer) their own way . (8pecial Chief Officer)

Al think if we want pr ofinacinsioPrdi@desidghativhsrécoghibed that

notonlythis Chief Officer ro_Ie butranks in the role is currently very demanding of time and
general, the balance to thatis we are

going to haveto accept that you also need commitment. This is feltto limitthe individuals
consistency. |1tos i mpo s svhonreable topuptheongelvesferward for
together and to walk downforty four such roles, and many Special Chiefiedd about

different paths at the same time.0 (Special

Chief Officer) how they were fortunate that their work and

their personal circumstances allowed them a

There were desires to maintain the benefits of great deal of flexibility.
local discreion, and recognition that Special
Chief Officerroles logically would continue to fiwhen Ithink of the twenty five hours a

week,on average, | need to putinto this.
Everything has changed completely,
whollydiffe r ent r ol e wedlr e de

have some differencesinterms of their
dimensions and execution to fit local
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donét know howlcomddny peoplpeopleseemeandtrustmebecauselam

commit to the time requirement of the an SC. |am not sure the same can ever be
role]. lam lucky with the flexibility my the case i f 1tds just th
work allows me.o (Special Chief Officer) for the next few months foraregular
Inspector, however committed they are,
When asked what motivated them to apply for, and in fairness thatos n
and then to continue inthe Special Chief Officer Cot:nm't“ed’they:"’_"a?ycshhgfvgf?_”e eye on
role, Special Chiefs tended tovads two primary wha n &Spdcial Chi icer)
areas of motivation: AThat authenticity, that

which i f you havendt wor
avolunteer,ldo thinkitis verydifficultto

- A personal desire to support Specials; fepl i cai(SeecialiChief Officen

- Beingdriven by the sense of a need for
OKIyaSs FyR WiKS f 2 OAthodghthéy fedlkhhtiefr forobSabe@ften
unaware omnder-appreciative of what they

fif it was easy | cdbenedt tbhing frdm their dxtesnal eXpérierce intothe
l'tos the scale of chall ¢dlige%enice Shecikl ERidrSteeNRat they bring
h e r ¢Sparial Chief Officer) . . .
a great deal of skills, experience and strategic
Value of role perspective that is of real value, and provides
useful additionality to the sK sets and
Special Chief Officefselthat theybring experience within the organisation.
significant skills and experienfrom outside of
policingboth to their role and into the wider APutting modesty aside,
executive context (xbolicing They also list of qua”ties to thisrole. l have been, [
highlightedthe stability of appointment of most am, a Special myself. 1 have two decades
) _ ] at executive-level, top leadership teams,
role thanregularleads of the Special police force]... | bring some of that
Constabularywhichprovidesvaluable expertise into this police force which it
continuity. doesndét have and, again

notwithstanding, which it badly needs.o
o o A A s A (§pecial Chief Officer) A
¢CKSNBE 6SNB LISNDSAQUSR o0SyS¥ada 2F W{LISOALTfA
leady 3 {LISOAIfaQs Ay SNy Nes I gliipdsSyaipx BRAgata Cr an
leadership and thoroughly understanding the years as amanagementconsultant.o

P gnly 9 (Special Chief Officer)
context and nature of the role.

il'"m a manager for a nat
i Why hav ele myrdle?lama firm. 1o6ve been responsi
volunteer. lam a police constable who is circanearly £10 million of work. Ilead a
stillonthefront-l i ne. redulai t 6s a | teamofmanagers,whichldointhe
officer, orif itis a police staff role, which Specials.[Inmydayjob] Ineedto
heads the SC, t hesrhapsr e n 6 timpdement giffegent ways of working,
areno6toéithese (pdtialngs. o | mpl ement change and get
Chief Officer) in, which I do in the Sp
(Special Chief Officer)
nlt is that aspect that | am what they are. |

am a Special Constable. | like to think
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W/ 2y dAydzAiGeQ
important qualities in the leadership of the
Special Constabulary, and Special Chiefs felt that
they were effectively providing both of those
things. In many of the interviews, they
O2YYSYUSR 2y
that they saw irregularofficer rank

assignments, and that promotion processes and
personal advancement were foregrounded
before gability inregularrank appointments.

A

AA stability, thatos
onto my fourth chief constable, lost count
of how manyleads we have had at
[regular] Chi ef | ns dSpeciabr |
Chief Officer)

w h

Al doubt i f many
am the most experienced, | amthe
longest-serving member of our chief
of f i ce r(Sgea@aChietOfficer)

pelopl e

AContinuity, in a servi
al most const g3peciatGhiafn g e .
Officer)

Akin tothe development of more specialist
roles, traning and contribution for Specials,
Special Chief Officers felt that the visibility of
Specials operating at a senior, strategic and
respected level within the organisation
enhanced the overall positioning and status of
the Specials as a whole, as weltagying a
sense of aspiration of future opportunities for
some Specials who would be interested in
occupying such roles in the future.

AiAny ranks, | eadership
partly about aspiration, aboutyounger
Specials who mightaspiretobein these
kinds of rolesin the future. Something to
aim for and (BpeciahGhiefi e v e .
Officer)

eve

FYR Wail oAAphdintnentaéhid®and SSy | a

succession

As with all aspects of Specials leadership, there
is little if any consistency in the appointment

0 K St SINORMANY @ocgsseR andrglated maEnagenief tenure

and succession, for Special Chief Officerroles.

In all cases of those Special Chief Officers

engaged in this research, there had been a

formal process of appointment, albeitthese

Ot NReS B rAyVigld SNYam 2F K2g
they were, anl in some cases were perhaps

Y2ZNB ;2F I WF2ZNXItAGEQ®

In some cases, which appears to be an element
oftb@sk ractic®, the &pPoimnteht mirrored

those of other Chief Officers in the forcehe

direct involvement of the Chief Constable in
selection processesas also seen as effective in
&yEnba¥iSirky the impdit&nicefof theSrole and
$SAAKG 2F adzZILIR NI WNR IK
new appointee.

In some cases the appointment walsoopened
to serving Specials from other forces, and
occasionally also to individuakho were not
ASNIBAY3 {LISOALf a odzi
S vy (i NJThé igesirg up of processes
consideredest practiceas ithelps to widen
senior and strategic leadershgpogression
opportunities for Special as well as helping
import freshthinking and learning at strategic
levelsacross force boundaries.
structure, it is
Theimpactof ¥ RA NB Ol Sy (isd®IQ I
unclearg there are advantages in broadening

the reach of skills and experience and in

opening up to innovators and very different
thinking. However, there are challenges in terms
of direct entrants building up their experience,

g K ?
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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 effetive succession planning
into senior Specials roles.

RnSo | 6ve seen a whole b
Chief Officerscome and go. Some got

there because they wanted the braid on

their shoulder. Some got there because
they were the | a(Speciane
Chief Officer)

Many Special Chiefs reflected that there was
nothing structured or systematically in place to
identify and develop future senior leaders.
Some also reflected that they could not see
where, within their current ranks, were the
strategic leadersf the future.Thereismerit in
thinking more holistically about successionin
Specials leadership, of which this aspect of

Some forces are operating a model of fixed
term tenure for Special Chief Officerroles;
typically of three years or five years, and
typically with opportunitywith formal process)
for one period of extensiorBuch a model
appeasto have significant meritt was
identified by some that such models produce a
challenge of what fixedenure Spel Chiefs do
a@ftectheir geriodgpg GhjefQfficeris over, and in
essence how to retain themin other roles. For
some Chiefs, no doubt this will not personally
Presentg prgb&e.m gnd they will be happy to
return to lowerranked roles in the Specials.
Howeva, for others there is a risk of such
arrangements triggering the departure of
talented individuals who still have a great deal
to give. Some of the options discussed laterin
this report, in the next chapter on the national
context, may provide answersifgome such
individuals, in terms of options to consider
building more regional and national
opportunities for Specials leaders.

W SIFRSNAKALI G 0KS (2L Aa 2dzald 2yS (Se

component. Wor king with and oOfi
ot her oO0Citizens in

Tenure and related issues of opportunity at

seniorlevel present challengessreflected Whilst the picture has a lot ofariability, with

earlierin this report, there are perceived to be some pdice forces losing police staff resourcing

advantages in the stability of longserving for supporting Specials and volunteers, on the

senior Specials, contrasted against what is a whole recent years have seen an increase in

O2yadl yi WOK dzNggQarserifor LJ2 NBoth olick &adf arfietyNdrofficer roles

ranked officers. However, that stability can also supporting Specials, and many forces

freeze out opportunities for nevpeople, coming together of such roles und#ére new

approaches andhinking and create a ceilingfor  dzyo NBf t I 02y a i NHzOG 2 F

progressionln some contexts, progressionin

the Special Constabulaay seniorlevelisas

one Chief Officer put it somewhat flippanily

Yike waiting for the Pope tdieQThere were

some concerns that the pattern of Special Chiefs
serving often for a decade or longer could
sometimes resultin senior leadershipdoming
W3 iSQ

Special Chief Officers welcome this injection of
increased resource and support where it has
taken place, but also tend to have experienced
some difficulties in how their own roles have
fitted with the formations of these broader CiP
teams.
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