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ABSTRACT

The purpose of this paper is to understand the issues facing police
forces when presented with national level change to policy and
how they approach systemic change. We focus on Rape and
Serious Sexual Offences (RASSO) and the introduction of a new
National Operating Model (NOM) in England and Wales. We share
findings in respect of a national programme of support for
the learning and wellbeing of officers, to improve policing rape
investigations and outcomes. Data were collected across a two-year
period via interviews, focus groups, a survey and masterclasses with
officers in five forces. We highlight the resistance to changing
behaviours and the issues faces forces operating autonomously
and at different stages of preparedness. We also include early
indicators of positive actions and outcomes. Key recommendations
for change created for, and embedded within, the RASSO NOM are
shared and can be replicated across an international policing
audience.

MAD statement

The paper is an important addition to knowledge in respect of the
change process underpinning the learning and development offer
to police officers in England and Wales, as part of the new Rape
and Serious Sexual Offences National Operating Model. The paper
highlights work in progress and successes in the preparation and
implementation stages. Consolidation of change will take time and
commitment, both in terms of financial investment and regular
communication between ranks. Ten rules of change are suggested
in the preparation for change, including participatory leadership
and changing behaviours, which can be replicated both nationally
and internationally.
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Introduction
Why Change is Needed to the Investigation of Rape and Serious Sexual Offences

The number of recorded crimes of violence against women and girls (VAWG) in England
and Wales is rising, with over 3,000 VAWG crimes being reported every day (College of
Policing, 2024). The continual increase in sexual offences reported prompted a review
in England and Wales as part of the VAWG framework and strategy (National Police
Chiefs’ Council, (NPCC), 2024). As well as highlighting the need to protect the public
from these crimes, it demonstrates the significant demand on police resourcing and
their ability to react appropriately to these cases (ONS, 2024). Part of the government’s
response to tackling the issue has been to focus on transforming the way police
officers investigate the gap in knowledge around one aspect of the VAWG agenda,
rape and serious sexual offences (RASSO). Operation Soteria (NPCC, 2024), the focus of
this paper and discussed fully later, is a national project commissioned to increase the
number of adult RASSO cases reaching the policing charging threshold. Its purpose is
to review and deliver continuous improvement across the criminal justice system using
a suspect-focused, victim-centred and context-led approach (Gov.UK, 2022). Our paper
outlines the issues for forces adapting to a changing model of policing RASSO crimes
and if officers are equipped to deal with the specialism and support for victim-survivors
of RASSO.

The implementation of the RASSO National Operating Model (NOM) can be seen as a
major change to structures and processes, but for it to be successful it also requires sig-
nificant changes to officers’ values and behaviour, which have been identified as a major
obstacle to delivering justice for victim-survivors of RASSO (College of Policing, 20233;
Hohl & Stanko, 2015). As an example, a senior police officer was recently accused of
describing the bulk of rape complaints as ‘regretful sex’ (Ambrose, 2023). Therefore, the
police forces involved need to recognize that if the force is to adopt a suspect-focused,
victim-centred, and context-led approach to rape investigations (NPCC, 2024), this will
require major changes to structures/processes and values/behaviours. There is substantial
evidence to show that if organizational structure and values are not aligned in an appro-
priate and supportive fashion, then the change initiatives will fail (Hammer & Champy,
1993; Rogers et al., 2006; Witcher, 1993; Wyland et al., 2024). Consequently, in terms of
the RASSO NOM, it is important to recognize that its successful implementation requires
complementary changes to both structures and processes, and the values and behaviours
of officers and other staff involved in RASSO cases. Past research on organizational change
supports the findings from our interviews, which suggests it is easier to change structures
and processes than it is to achieve the complementary changes to values and behaviours
(Allaire & Firsirotu, 1984; Beer & Nohria, 2000; Burnes, 2017; Kanter et al., 1992).

As can be seen, changing the way that the police investigate rape and serious sexual
offences (RASSO) in England and Wales is a complicated task. This complexity is exacer-
bated by the police being a public sector organization that is trying to re-establish legiti-
macy and address a lack of public trust and confidence (Harding et al., 2024). This paper
contributes to the discussion of the potential barriers the police face whilst trying to
implement difficult and significant change to their approach to RASSO investigations,
within a multifarious, hierarchal structure involving multi-agency working. Whilst this
paper refers to national change within the English and Welsh context only, we aim to
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share these findings with an international audience. Papers including those by Brown
(2011) in the US and Tidmarsh (2017) in Australia suggest there are similarities and
issues for rape investigators and police forces across the world. We therefore consider
other law enforcement agencies would benefit from our shared knowledge of such an
extensive programme of research.

It has been suggested that most organizational change initiatives fail, with some esti-
mating a failure rate of up to 70% (Kotter, 1995; Senturia et al., 2008). Though this is a con-
tested figure and the failure rate does seem to vary between types of change and
individual organization, nevertheless, it does seem that change fails more often than it
succeeds (Burnes, 2017; Hughes, 2011). Certainly, as far as police services are concerned,
there does seem to be a high failure rate both in the UK and elsewhere (Brain, 2023;
Bullock & Tilley, 2009; Schafer & Varano, 2017; Skogan, 2014; Stern, 2016). Therefore, it
can be anticipated that implementing change within 43 police forces in England and
Wales, with each force operating on an autonomous basis at a local level, will be
challenging.

One factor that is often cited as a key obstacle to change is employee resistance, which
seems to be a particular issue in large organizations where change projects tend to be
bigger, more complex, require a significant investment in time and money, and often
necessitate a disruption to daily business during the change process (Choi & Ruona,
2011; Ford et al., 2008; Mosadeghrad & Ansarian, 2014). The police, like most large organ-
izations, has cyclical rounds of evaluations of their working practices. Despite regular
national-level reviews into rape and serious sexual offences investigations, including
the Independent Review of Rape in London (Angiolini, 2024), the London Rape Reviews
(MOPAC, 2019, 2021), the End-to-End Rape Review (Gov.UK, 2021a), the Criminal Justice
System review (Gov.UK, 2021b) and the End-to-End Rape Review Progress Update
(Gov.UK, 2023a), rape conviction rates have remained historically amongst the lowest
in Europe (Hohl & Stanko, 2015; Lovett & Kelly, 2009). Hohl and Stanko (2015, p. 325)
suggest that rape had been effectively ‘decriminalized’ with issues of rape myths and
stereotypes, pressure on victim-survivors and fear of the Crown Prosecution Service
(CPS, 2023) process surrounding rape investigations. Victim-survivors remain reluctant
to either report or continue with reporting a rape, due to long wait times and fear of
being believed (Frith, 2009). In 2021, the attrition rate of victim withdrawal from pursuing
their reported RASSO crimes in England and Wales was 1.6% (Gov.UK, 2021a). In cases of
domestic violence, other issues including victim-survivor vulnerability, whether children
are involved, and the role of physical violence are characteristics that inform whether
formal justice is sought by a victim-survivor (McPhee et al., 2021). The UK government’s
End-to-End rape review (Gov.UK, 2021a) revealed the pattern of high attrition and low
conviction rates for rape continued, confirming that any recommendations for change
introduced because of these historic reviews has continued to have little effect. The
need for transformational change is evident in the investigation of rape and serious
sexual assault (RASSO), to move away from a ‘tick-box’ exercise of investigations in
RASSO investigations (NPCC, 2024).

Police officers often regard changes in structures and management as creating more
work for them, rather than creating a more effective approach to policing (Holdaway,
2017; Sklansky, 2005). In addition, changes in policing practice are likely to be met with
resistance unless officers believe that those managing the change process take account



4 L. COOPER ET AL.

of their views and experiences, which is often not the case (Williams et al., 2022). There-
fore, though employee resistance to change should not be underestimated, it has to be
recognized that the way change is managed and the nature of the change itself can
reduce or exacerbate resistance (Michel et al,, 2013; Oreg, 2003; Oreg & Sverdlik, 2011).
As a major review of the change literature by Oreg et al. (2011, p. 491) found:

As a rule, change recipients who experienced high levels of participation tended to report
higher readiness and acceptance of change, appraised change as less stressful and exhibited
overall support for the change.

This touches on one of the fundamental questions regarding resistance to change, do
individuals naturally resist change, regardless of the way it is managed or the type of
change, or do some approaches to change and types of change provoke resistance
(Burnes & Jackson, 2011, 2015; Oreg & Sverdlik, 2011)? Oreg et al.s (2011) study would
seem to indicate that how change is managed, especially the participative element, is
an important factor not just in terms of the level of resistance, but also whether the
change is successful or not.

When considering how to manage a change project, there must be alignment between
the type of change and the way that it is managed (Burnes & Jackson, 2011). Therefore,
the first issue to address when choosing an approach to change is the type of change
being undertaken. Though there is no standard typology of change types, there does
seem to be some commonality amongst those who study change. For example, Pettigrew
et al. (1992) distinguish between operational change, that is small-scale, relatively unim-
portant, and strategic change, that is of major significance to the future of the organiz-
ation. Similarly, Quinn (1996) differentiates between small-scale incremental change
and radical-transformational change. Mirvis (2006) uses terms such as evolutionary,
fine-tuning, revolutionary and discontinuous to cover the same ground. Therefore,
many experts consider change as running along a continuum from small-scale/unimpor-
tant incremental change to large-scale/fundamental transformational change. However,
what this form of change typology excludes is whether the change is primarily technol-
ogy/process-orientated or primarily behaviour/culture-orientated. Burnes (2017) argues
that though both forms are usually present in any major change programme, and
though both must be aligned, the way they are managed depends on which is considered
most important in terms of how difficult it is to achieve and its importance to an organ-
ization’s strategic priorities.

In terms of implementing the RASSO NOM, on the face of it, many would consider it
primarily a major change to technology/processes change. However, the various
reviews of RASSO that have taken place have identified officer beliefs and values as a
major factor in the failure of the police’s current approach to RASSO (College of Policing,
2023a; Hohl & Stanko, 2015). Consequently, no matter how well new technologies, pro-
cedures and processes are introduced, without the accompanying changes to officer
behaviour and values, the new RASSO NOM can be expected to fail. The need to
change both technology/processes and behaviour/values raises the issue of sequencing
— which of these comes first? It is usually recommended that that the former should be
done first followed by supportive changes to behaviour/values, though this is not
always the case especially where changes to behaviour/values are seen as crucial
factors in making the new technology/processes work effectively (Beer & Nohria, 2000;
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Burnes, 2003). The reason for putting technology/processes first this is that changes to
these must be done at the same time and quickly or the entire system collapses as the
constituent parts no longer mesh, but culture change is a slow and often incremental
process of unlearning and learning (Davenport, 1993; Johnson et al., 2016). Kanter et al.
(1992) refer to the approaches necessary to achieve these two forms of change as ‘Bold
Strokes’ - rapid, system-wide change, and ‘Long Marches’ — slow and incremental
change often involving trial and error. Bold Strokes can have a relatively rapid effect on
structure and processes, but do not have any lasting effect on culture and behaviour.
Long Marches, on the other hand, can lead to significant changes to behaviour, but
take much longer to implement. Also, unlike Bold Strokes which can be implement rela-
tively quickly in a top-down fashion by a few senior managers, Long Marches requires
widespread commitment throughout an organization and are likely to take much
longer to implement.

Consequently, the implementation of the RASSO NOM may require a combination of a
Bold Stroke approach, to implement major changes to structures and processes, and a
Long Marches approach, to achieve the long-term behavioural changes necessary to
create a person-centred approach to both the victim-survivor and procedural justice,
that is required for a RASSO system that is fit for purpose (Geoghegan-Fittall et al.,
2023). However, given the need to align the underlying values of the change initiative
and the way that the change is implemented (Burnes & Jackson, 2011), a participative
approach to both the technology and values elements of the change will be required.
Thus, leadership teams in each force will need to have engagement at all ranks, for
officers to feel part of a trustworthy culture and be committed to a change process
they believe is meaningful and will work (Burnes & James, 1994). Therefore, as we
explain below, we will be advocating the use of a Lewinian Organization Development
approach to change, which is widely advocated and used in situations where changes
to values and behaviour are required (Johnson et al., 2016).

Conceptual Approach

Conceptually, this paper draws on work of the Organization Development (OD) move-
ment which, since the 1950s, has been the major approach to organizational change
across the Western world, and increasingly globally (Boje et al., 2011; Burnes & Cooke,
2012; Mirvis, 2006). OD comprises a broad and integrated framework of theories and prac-
tices that address the main change situations organizations face, especially those con-
cerning the human side of organizations (French & Bell, 1995). In particular, we draw
on Kurt Lewin’s 3-Step approach to change, which lies at the heart of OD, and is probably
the most well-known and widely used approach to change (Burnes, 2020). Over the years,
Lewin’s approach to change has attracted much criticism, including that it is too incre-
mental, ignores the role of power and politics, is top down, and that his 3-steps ‘ice-
cube’ model of change is linear, simplistic, mechanistic and ignores the dynamic nature
of modern organizational life (Dawson, 2003; Hatch & Cunliffe, 2013; Kanter et al., 1992;
Pettigrew et al., 1992). Yet, as many have argued, these criticisms appear to be based
on a misunderstanding of Lewin’s work which promotes change by democratic partici-
pation and choice rather than imposition, recognizes the issues of power and politics,
as is shown by his work on conflict resolution, especially in terms of religious and racial
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intolerance, and sees change as an iterative and experimental process (Burnes, 2004;
Cummings & Worley, 2015; French & Bell, 1995; Weick & Quinn, 1999). Crucially, what
Lewin’s critics misunderstand is that his 3-Step model is not primarily aimed at processes,
structures or procedures, which do tend to change on a relatively frequent basis, but con-
cerns changing behaviour, which does tend to be relatively fixed and very difficult to
change (Bargal et al,, 1992; Barley & Lawson, 2016; Kwasnicka et al., 2016; Lewin, 1935;
Marrow, 1969).

Lewin'’s (1935) approach to understanding behaviour was based on a series of pioneer-
ing experiments carried out in Berlin in the 1920s, which were underpinned by field
theory - Lewin’s method of analysing behaviour (Lewin, 1935; Marrow, 1969). These
experiments were designed to test, develop and prove his new approach to understand-
ing human behaviour, which he labelled - a Dynamic Theory of Personality (Lewin, 1935).
Lewin’s Dynamic Theory of Personality postulated that human behaviour was a product of
the totality of coexisting and interdependent forces that impinge on a person or group
and that comprise their psychological environment (life space) (Lewin, 1935). For Lewin
(1947), a person or group'’s current behaviour is maintained through a field of relatively
stable forces, which he referred to as a quasi-stationary equilibrium. From this, in the
1930s and 1940s, Lewin argued, and demonstrated, that behavioural change was a pur-
poseful move from one quasi-stationary equilibrium to another through changes in the
holistic field of restraining and driving forces that comprise the person or group’s
current context or life space. Therefore, Lewin (1935) showed that behavioural change
was a three-stage process. First, to destabilize the current quasi-stationary equilibrium
in order to make change possible. Second, for those involved to determine what to
change to and how to change. Last, to re-establish a new quasi-stationary equilibrium
in order to prevent regression from the new behaviour to the old. Lewin (1947) would
later label these stages as ‘unfreezing’, ‘moving’ and ‘freezing’. Since he proposed his 3-
Step model of change, many other ‘step’ approaches to change have been proposed
that parallel and support Lewin’s view that change is a step process of moving from
one fixed state to another (Elrod & Tippett, 2002). Indeed, Hendry (1996, 624) asserts that:

Scratch any account of creating and managing change and the idea that change is a three-
stage process which necessarily begins with a process of unfreezing will not be far below the
surface.

Though Kanter et al. (1992) and others have to characterized Lewin's 3-step model as sim-
plistic, once it is realized ‘unfreezing’ is based on a participative approach that requires
those involved to evaluate the appropriateness of their current behaviour, identify the
forces that maintain it, and determine whether change is necessary, it begins to look
far from simplistic. As Schein (1996, p. 28) comments, the key to unfreezing:

... was to see that human change, whether at the individual or group level, was a profound
psychological dynamic process that involved painful unlearning without loss of ego identity
and difficult relearning as one cognitively attempted to restructure one’s thoughts, percep-
tions, feelings, and attitudes.

As with all aspects of Lewin’s work, choice plays an important role because ‘unlearning’,
letting go of the emotional attachment to current beliefs and arrangements, can take
place only if those involved decide of their own volition that these are no longer
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appropriate or sustainable (Burnes, 2017). Choice is also crucial to the third stage of
Lewin’s approach - freezing or refreezing. This recognizes that once change has taken
place, it must be self-sustaining (i.e. safe from regression). For Lewin, the key to making
change self-sustaining was that those concerned needed to be involved in the change
process and be able to make genuine choices (Burnes, 2017). Another important factor
in freezing is to ensure alignment between the new behaviours, the new working prac-
tices, structures and processes, and the way change is led and managed. This issue of
alignment is particularly important given that a large number of change initiatives fail
(Burnes & Jackson, 2011).

In this latter respect, Lewin’s work on leadership and learning also have a role to play.
He was the first to identify the importance of leadership style in managing and changing
individual and group behaviour, especially the importance of participative leadership.
In drawing attention to the merits and drawbacks of different leadership styles, he laid
the basis for current contextual approaches to leadership (e.g. Goleman, 2017). In
terms of learning, Lewin’s asserted that change involves a process of unlearning, i.e. dis-
carding old learning that is no longer suitable, and learning, i.e. taking on new perspec-
tives and knowledge that is appropriate. In so doing, he contributed much to our
understanding of how people learn and thus how they can effectively be taught new
things (Schein, 1996).

The continuing growth of the OD movement (Burnes, 2017; Burnes & Cooke, 2012) has
seen Lewin’s work applied to a wide range of organizations, including the police service
(Adams & McNicholas, 2007; Linturi & Muna, 2021). In drawing on Lewin’s work, research-
ers and practitioners sometimes use different labels for Lewin’s three steps (Bullock &
Batten, 1985). Brain (2023), in applying Lewin’s 3-Step model to Operation Soteria, uses
the terms Preparation (unfreezing), Implementation (moving), and Consolidation (re-
freezing). This does not imply any significant change to Lewin’s approach, but merely
the adoption of terminology that is likely to be more familiar to a police audience.
Burnes points out that at each stage of the change process, those involved must
address key questions.

This paper considers the use of Lewin’s model, based on a ‘preparation, implemen-
tation and consolidation’ approach for police officers in England and Wales who investi-
gate sexual offences. Work across the six pillars of Operation Soteria has identified the
values of investigations being context-led, suspect-focused and victim-centred. These
values have come to underpin both the work conducted with pathfinder forces and are
also reflected in the advice ("10 lessons’ — see conclusion) given to forces as they work
to embed the new NOM into their operational practices.

The National Project - Operation Soteria

The design outlined for the fieldwork for this element of the project, the change manage-
ment, is part of a much larger, national research project. Set against the backdrop of
victim-survivor care, attrition and poor conviction rates, Hohl and Stanko (2022)
created a research project with a unique academic and police practitioner partnership
to transform RASSO investigations.' The police-academic collaboration was crucial to
overcoming any barriers to an effective solution for the implementation of change.
This framework was named Operation Soteria (Gov.UK, 2022) and is a government
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funded project aimed at transformational change in the way RASSO cases are handled.
Operation Soteria has a focus on adult rape only and does not include child abuse, dom-
estic abuse or other public protection offences. There are six pillars (or work streams)
underpinning the framework: (1) suspect focused investigations (2) repeat suspects (3)
procedural justice approach to victim engagement (4) officer learning, development and
wellbeing (5) use of data and (6) digital forensics and performance. The aims of the
RASSO NOM (Gov.UK, 2022) are:

To enable truly transformative change in police investigations of rape, resulting in radically
improved outcomes (including, but not limited to, justice outcomes); Procedural justice for
victims and suspects of all backgrounds; and fair and balanced rape investigations to focus
on the alleged offence, including the entirety of the suspect’s relevant behaviour, without
over-investigating the victim, i.e. a suspect-focused, victim-centred, and context-led rape
investigation.

Forces can work to achieve this by knowing: The problem of rape in their force (what is the
demand generated through reported rape and other sexual offences?); the force’s ability to
investigate in a way that challenges offending behaviour and disrupts harm to victims; and
the capability, competence, and capacity of its whole workforce (investigators and police
staff) to enable the best decision-making and interface with justice and victims.

The authors were part of the Pillar 4 team exploring officer learning, development and
wellbeing and the findings of this paper are based only on one element of Pillar 4, under-
standing officers’ preparedness for implementing the RASSO NOM.

Ethical Approval

Ethical approval was provided by The Open University Human Research Ethics Committee
HREC/3854. All interviews and focus groups were governed by relevant ethical guidelines
for social research (e.g. BSA, 2017). All participants were provided with an information
sheet and a consent form before the project which was agreed by all participants.
Given the sensitive nature of some of the questions asked (on well-being), relevant sign-
posting to support was provided both during and at the end of all data collection.

Methods
Sampling

For the purposes of clarity, we have divided the data collection into two phases: (1) Aca-
demic year one, pre-workshop phase and (2) Academic year two, workshop phase. In year
one, the pre-workshop phase with the five pathfinder forces consisted of qualitative data
collection via 28 interviews and 23 focus groups, with a total of 129 participants, with an
additional 258 free-text written responses from the survey. The survey was later enhanced
with responses from officers across all 43 forces in England and Wales, but this additional
data collection is outside of the timeframe of the change workshops and therefore is not
included in this paper.

In year two, the workshop phase was a series of masterclasses with each of the five
pathfinders. The aim of the workshops was to investigate how officers approached the
implementation of change and the interaction and involvement across different levels
of experience of officers. Participants for all data collection methods were selected
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purposively for RASSO investigation experience by project manager gatekeepers within
their forces, given the relevance of their engagement with Operation Soteria. These
online masterclass sessions were undertaken as spaces for officers to share good practice
and address concerns. They gave officers space to discuss between themselves the short
and long-term changes that were possible. The sessions were led by our expert in change
management, to discuss how change is possible and providing real-world examples of
other large multi-national institutions and public sector bodies. In these masterclasses,
the academic team remained off camera, to allow officers to raise their queries and
have space to share good practice and outcomes that could be replicated across other
forces. It also created a space to allow officers to feel comfortable to discuss and question
their processes to RASSO, important aspects when considering participant comfort in
face-to-face research (Westland et al., 2024). Anonymised ideas and concerns raised in
the masterclasses were shared with senior leaders and officers after all five had been
undertaken and the key findings and themes informed the basis of the interview and
focus group questions.

Participants for the interviews and focus groups were recruited through purposive
sampling via the Pillar 4 lead at each of the participant forces, to ensure officers who
were involved in the Operation Soteria project and deal with RASSO investigations on
a regular basis were invited to participate. The research team’s project manager was
the only point of contact with the forces during the recruitment process. The research
project team only met the officers for the purposes of data collection, leaving contact
information for any follow-up questions after our meetings. All focus groups were under-
taken online and lasting approximately 90 minutes in length, due to differing shift pat-
terns and to ensure the largest number of officers possible were able to attend. All
participants were re-read the details of the information sheet and researchers checked
that the consent form had been signed before the interview.

Analysis

The three foci in the findings section of this paper were overwhelmingly the areas where
officers across all forms of data collection - survey, interviews, focus groups and master-
classes, believed change was necessary for the NOM to have the possibility of success.
These headings form the focus of this paper.

In addition to the above Pillar 4 focus, in year one the pathfinder forces gave all pillars
unprecedented access to files, reports, data and interviews/focus groups with officers,
known as ‘deep dives’. The Pathfinder forces were recruited by the Mayor’s Office for Poli-
cing and Crime (MOPAC) and each force engaged with Operation Soteria on a voluntary
basis. The Pathfinders were provided with full feedback on the academic findings to their
Senior Leadership Teams on the findings across all pillars of work. The deep dive analysis
informed the academic year two work and the support offered to the additional 38 forces
implementing the NOM, which will be considered later within this paper.

All interviews and focus groups were recorded and later transcribed verbatim. Tran-
scripts were analysed independently by three researchers to determine inter-rater
reliability and the process was assisted by NVivo (One) software. Findings from the quali-
tative data were analysed in the first instance using an interpretive approach, to make
meaning of the findings within a particular context, in this case, change necessary
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within the context of their specific force and their approach to policing RASSO investi-
gations. In this way information could be gathered and condensed, and clear link to pro-
cesses to change could be understood and established (Thomas, 2003). Specifically, to this
task, patterns began to be identified across all forces and through officer knowledge and
experiences, processes requiring change could be understood. Subsequent rounds of the-
matic analysis were undertaken, to develop higher order and themes in the data (Braun &
Clarke, 2006). The findings were analysed using this coding structure to generate a wider
thematic framework, to accommodate a deeper analysis of these headings using a narra-
tive approach (Denzin & Lincoln, 2018).

Although there was a significant amount of cross-pillar work and engagement, includ-
ing the workshops discussed later, the sheer size of the project across 6 pillars, 8 univer-
sities and 5 pathfinder forces would make it impossible to cover all 6 pillars, which as
outlined above, each had very specialized area of focus. Understanding the change
process was one work package in the overall research project of RASSO investigations
(please see Footnote at the end of this paper). The research team for the management
comprised of one academic expert in change management; a professor was brought
into the team to provide guidance and expertise in this area of supporting the national
academic and policing team, and all forces as they implement the National Operating
Model. A Research Fellow and Research Associate undertook all other aspects of this
work package. They had worked on Operation Soteria for two years at the point of this
data collection.

For the purposes of this paper, we are using data from two of the Pathfinder forces as a
case study within the wider project for comparison purposes across years one and two, to
demonstrate how they have tackled the early barriers to change and the enablers that
have facilitated change to take place. The discussions with the pathfinder forces in the
workshop phase explored how they approached the change required, based on their
starting point in the project. We also wanted to understand if any ways of working had
changed or if any new processes had been implemented and to identify any enablers
and barriers to the implementation of change. It was important to be able to demonstrate
to other forces that if these two pathfinder forces found ways of enabling change and that
it was possible under time and workload demands to make successful changes in their
workplace, then others could too.

The two case study forces were able to clearly demonstrate the issues they faced in
year one and the learning they were able to share in year two during the workshop
phase. We wanted to show how different organizational approaches to investigating
RASSO operate - one has a specialist unit handling all RASSO cases, the other operates
the omnicompetent model. Omni-competency is seen by others as enabling officers to
have a range of skills and who can deal with all situations with which they are confronted
(College of Policing, 2023b). The move away from specialist rape teams to an omnicom-
petent model of policing was considered by many officers interviewed as a detrimental
step within forces, removing officers from areas of specialism and subsequently
reduced dedicated training (Williams et al., 2022). However, we recognized from
Lewin’s work that this would be likely to involve ‘painful unlearning’ as staff addressed
the often-uncomfortable feedback from the academic deep dives (Schein, 1996, p. 28).
We acknowledge that forces are regularly confronted with a change of working patterns
and initiatives, that have shown to be unsuccessful, particularly given the large churn of



JOURNAL OF CHANGE MANAGEMENT: REFRAMING LEADERSHIP AND ORGANIZATIONAL PRACTICE . 1

staff and turnover of officers into other roles or responsibilities (Williams et al., 2022).
Therefore, a key issue for the forces was to learn from past experiences and not repeat
the same mistakes.

Based on the findings of year one, the research team wanted to begin to prepare the
five pathfinder forces for the changes in the forthcoming RASSO National Operating
Model (RASSO NOM) and for this learning to be shared with all additional forces. This
work would have two outcomes: one, that the Pathfinder forces could be supported as
they moved into their next phase of preparation for the RASSO NOM and secondly,
that the learning from the Pathfinder Forces would support the additional forces that
joined the programme of change work in preparation for the NOM.

Results
Learning and Development - the Need for Ringfenced Time for Learning

The most dominant finding of the year one fieldwork was time for learning, development
and wellbeing is regarded as an abstraction from duty and a ‘luxury’, rather than invest-
ment in the officers themselves (Williams et al., 2022). First and foremost, a lack of officer
numbers meant that officers are at full capacity with workload, many carrying significant
number of cases and working overtime as a regular occurrence. The situation is com-
pounded by many less experienced officers being the first point of contact with
victims, who lack the specialist training for dealing with RASSO victim-survivors. Yet
police training improves officer confidence, decision-making and their attitudes and per-
ceptions of victim-survivors in sexual offence cases (Darwinkel et al., 2013).

She's [officer] been in Public Protection now for three years and she’s not been able to get a
course. So, if you said to her, she’d feel relatively confident, but really, she’s not trained, she’s
not equipped. We've done it back to front, she’s had to learn the hard way without any
courses or training’ [Year one, pre-workshop phase, Force 2, RASSO Investigator]

Feedback from forces included issues around force size or strength and their ability to
‘abstract’ officers from duty for learning, particularly for smaller forces. It is therefore
important to put into context the difference in the strength and structure of the case
study forces, as both faced the same issues, yet both were able to find solutions to
their issues.

Force 1 serves both an urban and rural community, with approx. 3000 serving officers.
To put into perspective the size of Force 1 against other forces, the Metropolitan Police
Service, the largest force in England and Wales, has approx. 33,800 serving officers (Met.-
Police.UK, 2024). Force 1 has a dedicated RASSO team, focusing on adult sexual abuse and
(separately) domestic abuse and they share their specialist knowledge with CID and their
First Response team. Force 2 is also a force that serves both an urban and rural commu-
nity, larger than Force 1, with approx. 8,000 officers. In year one, it relied on an omnicom-
petent model, whereby all officers handle a full range of offences, with some specialist
RASSO knowledge. In year two, there was a move towards the creation of a specialist
team through Uplift numbers. Whilst working on their learning and development
needs, Force 2 put a strong focus on improving the wellbeing offer for their staff.

Following the feedback to forces from the findings of year one, they began to acknowl-
edge that providing officers with time for training and a change of behaviour, from
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abstraction from duty to an investment in officers, was necessary. This highlights the
importance of preparation when considering any major change. Issues such as resistance
to training and capacity constraints can be anticipated and mitigated or avoided, but this
does require those in charge to look at what has worked and not worked the past and
involve operational staff in preparing for change. Though forces are understandably
keen to implement change as quickly as possible, experience shows that taking time
and involving a wide number of people at the preparation stage does produce more
effective change and overall saves time because it leads to quicker and more successful
implementation (Martinsons & Davison, 2007).

In the workshop phase, the Pathfinders were proactive in understanding the need to
support their officers and to change their approaches and processes to RASSO officers and
victim-survivors. Forces needed to make difficult decisions around team strength, with
strategic leads needing to manage the needs of their other teams, alongside the needs
of other units within their force. Strategic Leads also began to see the value in the learning
from Op Soteria, which influenced their thinking around other aspects of the job and the
wider role of policing.

So the whole force now, the force values reflect what we're learning [...] even though this is
focusing on [Soteria] right now, rape right now, it's so much bigger than that. [Year two, work-
shop phase, Force 1, Strategic Lead]

Given the number of changes forces were asked to consider, some forces began with ‘quick
wins’, to be able to effect short-term difference and bring about immediate change, as they
worked on the wider implementation process (CoP, 2023b). Force 2 implemented protected
learning time for their officers, to enable them to engage with learning, including online
training events or providing protected space for officers on degree pathways.

The next step was to give them protected time where we’d sit down and just talk through
some of the issues for an hour and a half, two hours, which was doable in the short term.
So, we could do that straight away. [Year two, workshop phase, Force 2, Strategic Lead]

Working with Partners - The Crown Prosecution Service (CPS)

The single recurring response when discussing the wider issues with partner agencies
when dealing with victim-survivors and the pressure of moving a case to charge, was
the forces’ relationships with the CPS. In year one, there was a real sense that the CPS
were seen as hindrance to the investigation process, rather than a support mechanism.
Officers suggested that they were unable to meet the high threshold needed to charge
under RASSO offences and there was a reluctance to ‘push back’ on CPS recommen-
dations. In addition to an already overstretched workload, the feelings of not being
able to regularly meet CPS criteria also compromised officers’ sense of their identity
and capability as investigators.

It was almost as though we had a tick list of what we had to do for CPS. We weren't investi-
gating. | think what's happened is we have turned that tide a bit, saying well, actually, no,
we're not going to do that investigation, because it doesn’'t form part of the rationale. No,
we're just not going to go and get third-party material. No, we're not going to do A, B and
C. We are investigators. We're all experienced investigators. [Year one, pre-workshop
phase, Force 2, RASSO Investigator]
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In response to the Operation Soteria report, the CPS worked, and continue to work colla-
boratively with the College of Policing and the academic team, to design training specifi-
cally with the police, to enable improved decision-making and enhance victim-survivor
care (CoP, 2023a; Gov.UK, 2022). This work is continuing, but Force 1 has already
begun to see significant advantages of this new way of working, both in terms of
benefits for the criminal justice system and for on-going working relationships.

Yes, probably the single biggest success in three years [CPS]. And I'm not saying it's my per-
sonal success although | do think | hopefully have brought something to the party. We've
definitely turned the relationship around in RASSO. And | can see the results [...] we all
bond. We're all going for our Christmas meal next week so there’s seven or eight of us in
that team [name]. We wouldn’t have even wanted to talk to each other over coffee three
years ago. [Year 2, workshop phase, Force 2, Tactical Lead]

Prioritizing Change in Access to Wellbeing

The lack of investment in officer learning and development appeared to have a linked
deleterious effect on officer wellbeing. In year one, difficulties around accessing learning
had the added pressure of officers working continuously within a traumatic environment
(Sondhi et al., 2023). In addition to the workload and capacity issue, officers’ sense of
camaraderie mean they had to provide support for fellow colleagues and continued to
work whilst unwell (Maguire & Sondhi, 2022). Hobfoll's Conservation of Resources
theory (2001) suggests that individuals will accommodate distress on themselves to mini-
mize the discomfort of others, ultimately leading to burnout.

It's funny, there’s a real attitude around if people go off with mental health. Sometimes
that might certainly my experience, it's that old boy club that every now and then you
find it's an older officer who's off sick again and that’s another member of the numbers on
the team that struggle [...] You feel like you let them down because you know how hard
it is you know how many calls are on the screen, you know how crap it is when there’s
someone else off sick on the team. When it's you, you just feel like you can’t do it because
you can’t be that person that’s making that happen. [Year 1, pre-workshop phase, Force 1,
First Response Officer]

I'm not just putting on an acting show here, | genuinely care. And a lot of people do. And the
same in my staff. People, we break people. We are breaking people, it's the only way of
explaining it. [Year 1, pre-workshop phase, Force 2, RASSO Investigator]

The quotes above were common themes when we discussed wellbeing. The sense of
‘letting people down’, being at breaking point and the stigma of not showing perceived
weakness was a common theme, which remains an ongoing issue in policing (Bullock &
Garland, 2018). Such scenarios create a recurring issue for leadership teams to maintain
police strength and capacity to support victim-survivors and cases, whilst managing an
unwell workforce. Forces recognized early the wellbeing agenda as a central part of
addressing their overall Op Soteria recommendations and placed wellbeing at the top
of their priorities.

It was really, really clear for me that Pillar 4 was going to be our priority in terms of the current
staffing, health, wellbeing issues that had been flagged ... If | haven't got a workforce that are
healthy, engaged, focused, productive when they're at work, how am | going to deliver any-
thing else? [Year 2, workshop phase, Force 1, Strategic Lead]
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It was mentioned around that correlation, which | think is dead right, around if we can give
people the right training in CPD, it's got a massive benefit for wellbeing as well, because they
feel that they're equipped to do their job. [Year 2, workshop phase, Force 2, Strategic Lead]

Farr-Wharton et al. (2021) suggest that organizational models that support effective lea-
dership will create a better wellbeing environment for officers, with a positive effect on
engagement with the public and improved safety outcomes. If a workplace is not
working effectively and efficiently, the barriers to creating a positive environment
should be removed and organizational change needs to occur, rather than changing
the working pattern of employees to fit the available resources (Hobfoll, 2001). However,
this does raise the question of what effective leadership is when undertaking major
change initiatives such as Operation Soteria. Daniel Goldman (2000), one of the leading auth-
orities on leadership, argues that there are six main leadership styles, which apply to different
contexts. In terms of a change, he argues that the most effective style is a democratic style
that encourages participation by those affected by change. This not only aligns with Lewin'’s
(1947) views on change, but also Oreg et al.'s (2011) research, which shows that staff partici-
pation and involvement are consistently important.

Discussion

Implementing the NOM - Lessons for the Additional Forces Implementing
Change

It became clear during the year one data collection that despite the Pathfinders having
significant interaction with, and support from, the academic team, they were not ready
for implementation and were still very much at the preparation stage. The findings
suggest that disruption to learning and development due to live cases, a lack of ring-
fenced learning and resistance to wellbeing support created a barrier to moving
forward with a clear implementation plan. The participant forces used in this paper
have been chosen to demonstrate that although they had very different starting
points, one with a specialist team and the other an omni-competent force, both faced
similar issues with implementing change. The approach for Operation Soteria is based
on functional equivalence, that change is implemented at a local level, to accommodate
the unique needs of each police force.

The size of the task and the difficulty of implementing sustainable change within poli-
cing in England and Wales is a recurring issue. Whilst we have highlighted the positive
findings of change in this paper, we also acknowledge that change is very much a
work in progress and will take time, difficulties will continue to be present or to
emerge. Having worked with the Pathfinder forces for over two years and provided
deep dive feedback, Theory of Change workshops, change masterclasses, self-assessment
completions and with a wealth of recommendations across the six pillars of work, forces
felt overwhelmed and ill-prepared in many areas to begin the process of change, hence
the notion of ‘preparing to prepare’. For change to be transformational, it requires the col-
laboration of staff, led by senior management, to create a culture and environment that is
prepared, open and ready change (Napier et al., 2017). One aspect of the year two work
for Pillar 4 was to be the implementation of change, but it was evident that issues around
capacity and capability were seen as hindrances to the change process and in all except
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the original pilot force were mainly still focusing on the preparation phase, as evidenced
by the findings in this paper. Or, to use Lewin's terminology, four of the pathfinder forces
were mainly dealing with unfreezing issues and one was approaching the refreezing
stage. Nevertheless, the NPCC are responsible for the NOM and it being fit for use in oper-
ational policing.

By the end of year 2, a considerable amount of work had been completed in terms of creat-
ing a new RASSO NOM, which was supported by over 90 products (resources) across the six
pillars of work. It was important when producing materials for the RASSO NOM that functional
equivalence was employed, that is, acknowledging that all forces have different approaches
to their RASSO investigations, but the principles for change remain the same. Therefore, the
advice provided in the RASSO NOM could not be prescriptive, but universal challenges exist in
all forces, such as available officer time for learning and prioritizing demand.

However, though the new RASSO NOM would significantly improve the ability of the
police to deal effectively with RASSO, this would only be the case if it could be
implemented in a timely and effective manner. To support the forces in implementing
the RASSO NOM, a Change Framework was constructed based on Lewin’s 3-Step Model
we discussed earlier in this paper (Brain, 2023). The Framework was informed by the
experiences shared through the data collection in years one and two of Op Soteria, to
provide guidance and support for the national rollout of the RASSO NOM. The Change
Framework covers Preparation (Unfreezing), Implementation (Moving) and Consolidation
(Refreezing), it lays particular stress on the importance of the of the first phase, Preparation.
Both the experience of the Pathfinder forces and the change literature show that the more
time spent on Preparation and early involvement of staff, the less problems occur later and
the smoother and quicker is the implementation process (Martinsons & Davison, 2007; Oreg
et al,, 2011). Importantly, the ten-step model to change (Brain, 2023) was provided to give
the officers a framework on which to work. The framework provided reassurance that
change is a long process, requiring time and effort, but also outlining the ‘quick wins’ that
would enable small changes to make a big, short-term difference. Given that the more
experienced officers were the most likely to resist change, having seen cyclical rounds of
changing practice with little outcome, the masterclasses also allowed a space for officers
of different ranks to challenge pre-conceptions and barriers.

Consequently, the Framework draws on the experience of the Pathfinder forces and
the change literature to identify 10 key issues that police forces need to consider in
their preparation for change:

1. Do not try to do everything at once. No organizations can make all the changes they
would like to make. The RASSO NOM is a major change, so other changes may have to
wait to avoid staff being overloaded and confusion occurring over priorities.

2. Learn from past change projects — what worked, what did not work. Do not make the
same mistake twice.

3. Change is a co-ordinated team effort and not a series of isolated actions by individuals.

4. Constant communication using multiple channels is necessary. Just sending out an
email will not work. Do not assume that everyone knows what you know.

5. Involve front line officers from the start. If the change is to work in the longer term,
RASSO staff and other stakeholders need to be involved from the outset and feel they
own the new system.
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6. Changing behaviour. The most difficult aspect of the RASSO NOM to implement will
be the changes to investigators’ behaviour. Therefore, forces should identify, support
and model behaviours that create a suspect-focused, victim-centred, and context-led
approach to rape investigations.

7. Short-term benefits. Not everything needs to wait for the project master plan to be
completed. If something can be implemented earlier and bring immediate
benefits, it should be done.

8. Use an appropriate leadership style. For the RASSO NOM implementation, a partici-
pative style of leadership is likely to be the most effective.

9. Support and motivate change agents. Leading change is difficult and often stressful.
Make sure that change agents have suitable support mechanisms.

10. Continuity of involvement of key staff is essential. Changing staff part way through
the change process will slow down and can endanger the change process.

The framework outlined and the issues identified in this paper are set within an English
context. However, the focus on changing behaviours and processes for change to suc-
cessfully being to take place is a strategy which replicable across other police forces
and law enforcement agencies outside of the UK. The framework was designed to have
functional equivalence, whether forces have specialist or generalized approach to
RASSO investigations, to achieve the same outcome. At the time of writing, Force 1 has
begun to use the framework designed for the RASSO NOM to replicate their success in
other areas of business, for example, from rape investigation into their general Criminal
Investigation Departments (CID). Although we are unable to validate whether this has
been successful at such an early stage in the change process, it suggests that the
model is working to the point that forces want to replicate it elsewhere.

This paper has highlighted the significant, additional pressure on the police and how a
lack of resourcing and increased demand affects their ability to respond to RASSO
cases appropriately and in a timely manner. Our paper demonstrates the complexity of
officers working within a rigid environment where change is frequent and therefore
often resisted, against the pressure of an increase in crime and growing need for public
safety. Officers have shared with us their need to be equipped to deal with the specialism
of RASSO cases and to better protect the public. We have seen, first hand, the resistance
to cultural change within forces due to the volume of cases requiring time and emotional
energy to support victim-survivors. However, the 10 issues for change are in the process
of being implemented successfully in our two case study forces, demonstrating that
change is possible. Indeed, the first report from His Majesty's Inspectorate of Constabulary
and Fire and Rescue Services (HMICFS, 2024, p. 1) into Operation Soteria labelled the initiat-
ive ‘a game-changer’ in creating a victim-centred, suspect-focused, context-led approach to
RASSQ in nine forces. Importantly, it mirrors our argument that change was necessary in this
aspect of police business and is a continually evolving process.

The RASSO NOM is now implemented across England and Wales (CoP, 2023a). As forces
prepare to change their ways of working and adopt the principles of the NOM, on-going
academic support remains in place, alongside regional support from the national Joint
Unit Team. Adopting new ways of working is an on-going process and changes will
adapt and new changes will be developed. Although some changes will be more straight-
forward to implement, others will take time, even years, which is a real shift in thinking for
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police forces who are used to regular turnover of both teams and work priority. Change
takes time and requires significant investment, both in temporal terms and from leader-
ship, for it to be seen as possible, enacted, and successful. At present, as our research
shows, the officers think they are working against a system that does not support or
value them. Given the nature of the changes and their (potential) involvement in imple-
menting them, that could change. They could find that they are swimming with the
current rather than against it.

Note

1. Operation Soteria was a UK Home Office-funded programme designed to improve the inves-
tigation of rape and serious sexual offences (RASSO) in England and Wales. It is a unique
project which is underpinned by rigorous social science. With multi-disciplined academics
located in multiple universities, mixed qualitative and quantitative methods are applied to
a six pillared approach to organizational change with police forces, uplifting the capability
of more specialist police decision-making in RASSO cases. The research informs policing prac-
tice as well as government policy and is set to inform a national change. These research
informed pillars pinpoint specific areas for improvement which will form part of the new
framework for investigating RASSO: (1) suspect-focused investigations; (2) disrupting
repeat suspects; (3) victim engagement as procedural justice; (4) promoting better learning,
development, and wellbeing for police officers; (5) using data more effectively in RASSO
investigations; and (6) using digital material and technology in RASSO investigations. The
pathfinder project started in 2021, based in Avon and Somerset Constabulary. Designed by
Katrin Hohl and Betsy Stanko, the pillar leads include Kari Davies, Miranda Horvath, Kelly
Johnson, Jo Lovett, Tiggey May, Olivia Smith and Emma Williams.

Acknowledgements

The authors wish to thank all the forces who provided generous and full access to all areas of their
ways of working, in particular, the officers of all ranks who gave candid and honest responses to our
enquiries, which has provided the basis for the RASSO NOM to be implemented and to make poss-
ible change for police officers and for victim-survivors of RASSO. All fieldwork and data collection
were conducted as part of the Pillar 4 team, previously at the Open University, Centre for Policing
Research and Learning. The authors gratefully acknowledge Professor Emma Williams, Pillar 4 Lead,
for her on-going support and agreement to the submission of this paper.

Disclosure Statement

No potential conflict of interest was reported by the author(s).

Funding
This work was supported by The Home Office.

ORCID

Linda Cooper (2 http://orcid.org/0000-0001-9103-4625
Clare Rawdin (2 http://orcid.org/0000-0002-6169-796X
Bernard Burnes (© http://orcid.org/0000-0003-4244-7241


http://orcid.org/0000-0001-9103-4625
http://orcid.org/0000-0002-6169-796X
http://orcid.org/0000-0003-4244-7241

18 (&) L. COOPERETAL.

References

Adams, C., & McNicholas, P. (2007). Making a difference: Sustainability reporting, accountability and
organisational change. Accounting, Auditing & Accountability Journal, 20(3), 382-402.

Allaire, Y., & Firsirotu, M. (1984). Theories of organizational culture. Organization Studies, 5(3), 193-226.

Ambrose, T. (2023, March 1). Former acting met commissioner allegedly called bulk of rape complaints
‘regretful sex'. The Guardian. Retrieved February 28, 2025, from www.theguardian.com/uk-news/
2023/mar/01/former-acting-met-commissioner-allegedly-called-bulk-of-complaints-regretful-sex

Angiolini, E. (2024). The angiolini inquiry — Part 1. Retrieved June 17, 2025, from Available at: https://
iipcv-prod.s3.eu-west-2.amazonaws.com/E02740018_Angiolini-Inquiry.pdf

Bargal, D., Gold, M., & Lewin, M. (1992). The heritage of Kurt Lewin - introduction. Journal of Social
Issues, 48(2), 3-13.

Barley, E., & Lawson, V. (2016). Using health psychology to help patients: theories of behaviour
change. British Journal of Nursing, 25(16), 924-927.

Beer, M., & Nohria, N. (Eds.). (2000). Breaking the code of change. Harvard Business School Press.

Boje, D., Burnes, B., & Hassard, H. (Eds.). (2011). The Routledge companion to organizational change.
Routledge.

Brain, T. (2023). A history of police reform in England and Wales: 300 years of reforming the police.
Cambridge Scholars Publishing.

Braun, V. & Clarke, V. (2007). Using thematic analysis in psychology. Qualitative Research in
Psychology, 3(2), 77-101.

British Sociological Association. (2017). Guidelines on ethical research. Retrieved October 27, 2023,
from Ethics Guide (britsoc.co.uk)

Brown, J. (2011). We mind and we care but have things changed? Assessment of progress in the
reporting, investigating and prosecution of allegations of rape. Journal of Sexual Aggression,
17(3), 263-272.

Bullock, R., & Batten, D. (1985). It's just a phase we're going through: A review and synthesis of OD
phase analysis. Group and Organization Studies, 10, 383-412.

Bullock, K., & Garland, J. (2018). Police officers, mental (ill-) health and spoiled identity. Criminology
and Criminal Justice, 18(2), 173-189.

Bullock, K., & Tilley, N. (2009). Born to fail? Policing, reform and neighbourhood problem solving. The
Police Journal, 82(2), 117-133.

Burnes, B. (2003). Managing change and changing managers from ABC to XYZ. Journal of
Management Development, 22(7), 627-642.

Burnes, B. (2004). Emergent change and planned change — competitors or allies? The case of XYZ
construction. International Journal of Operations and Production Management, 24(9), 886-902.
Burnes, B. (2015). Understanding resistance to change-building on coch and French. Journal of

Change Management, 15(2), 92-116.

Burnes, B. (2017). Managing change (7th ed.). Pearson.

Burnes, B. (2020). The origin of Lewin’s three-step model of change. The Journal of Applied Behavioral
Science, 56(1), 32-59.

Burnes, B., & Cooke, B. (2012). The past, present and future of organization development: Taking the
long view. Human Relations, 65(11), 1395-1429.

Burnes, B., & Jackson, P. (2011). Success and failure in organisational change: An exploration of the
role of values. Journal of Change Management, 11(2), 133-162.

Burnes, B., & James, H. (1994). Culture, cognitive dissonance and the management of change.
International Journal of Operations and Production Management, 8, 14-33.

Choi, M., & Ruona, W. (2011). Individual readiness for organizational change and its implications for
human resource and organization development. Human Resource Development Review, 10(1), 46-73.

College of Policing. (2023a). National Operating Model for the investigation of rape and serious sexual
offences. Retrieved February 27, 2025, from https://www.college.police.uk/national-operating-
model-rasso

College of Policing. (2023b). A career pathway in response policing. Retrieved November 23, 2023,
from a-career-pathway-in-response-policing.pdf (college.police.uk)


http://www.theguardian.com/uk-news/2023/mar/01/former-acting-met-commissioner-allegedly-called-bulk-of-complaints-regretful-sex
http://www.theguardian.com/uk-news/2023/mar/01/former-acting-met-commissioner-allegedly-called-bulk-of-complaints-regretful-sex
https://iipcv-prod.s3.eu-west-2.amazonaws.com/E02740018_Angiolini-Inquiry.pdf
https://iipcv-prod.s3.eu-west-2.amazonaws.com/E02740018_Angiolini-Inquiry.pdf
https://www.college.police.uk/national-operating-model-rasso
https://www.college.police.uk/national-operating-model-rasso
https://www.a-career-pathway-in-response-policing.pdf
https://www.college.police.uk

JOURNAL OF CHANGE MANAGEMENT: REFRAMING LEADERSHIP AND ORGANIZATIONAL PRACTICE . 19

College of Policing. (2024). Call to action as violence against women and girls epidemic deepens.
Retrieved January 27, 2025, from https://www.college.police.uk/article/call-action-violence-against-
women-and-girls-epidemic-deepens

Crown Prosecution Service. (2023). CPS and equally ours: research into the public understanding of rape
and serious sexual offences. Retrieved June 17, 2025, from https://www.cps.gov.uk/publication/cps-
and-equally-ours-research-public-understanding-rape-and-serious-sexual-offences

Cummings, T., & Worley, C. (2015). Organization development and change (10th ed.). Cengage.

Darwinkel, E., Powell, M., & Tidmarsh, P. (2013). Improving police officers’ perceptions of sexual
offending through intensive training. Criminal Justice and Behavior, 40(8), 895-908.

Davenport, T. H. (1993). Process innovation: Re-engineering work through IT. Harvard Business School
Press.

Dawson, P. (2003). Understanding organizational change: the contemporary experience of people at
work. London: Sage.

Denzin, N., & Lincoln, Y. (Eds.). (2018). The Sage handbook of qualitative research (5th ed.). Sage.

Elrod, P., & Tippett, D. (2002). The 'death valley’ of change. Journal of Organisational Change
Management, 15(3), 273-291.

Farr-Wharton, B., Xerri, M., Saccon, C, & Brunetto, Y. (2021). Leadership matters to the police:
Managing emotional labour through authentic leadership. Public Money and Management,
43(5), 415-423.

Ford, J. D., Ford, L. W., & D'Amelio, A. (2008). Resistance to change: The rest of the story. Academy of
Management Review, 33, 362-377.

French, W., & Bell, C. (1995). Organization development (5th ed.). Prentice Hall.

Frith, J. (2009). Sexual scripts, sexual refusals and rape. In M. Horvarth & J. Brown (Eds.), Rape:
Challenging contemporary thinking (pp. 3453-3458). Willan.

Geoghegan-Fittall, S., Skinner, T, & Stanko, E. (2023). Feminism, power and politics in policing rape
research: Time for a paradigm shift. Journal of Gender-Based Violence, 7(1), 178-188.

Goleman, D. (2000). Leadership that gets results. Retrieved June 17, 2025, from https://content.
leadershipacademy.nhs.uk/aspce3/files/Leadership_that_gets_results_goleman.pdf

Goleman, D. (2017). Leadership that gets results (Harvard Business Review Classics). Harvard Business Press.

Gov.UK. (2021a). The end-to-end rape review: Report on findings and actions. Retrieved October 20,
2023, from the end-to-end rape review report on findings and actions (publishing.service.gov.uk)

Gov.UK. (2021b). Review into the criminal justice system response to adult rape and serious sexual
offences across England and Wales. Retrieved October 20, 2023, from Review into the Criminal
Justice System response to adult rape and serious sexual offences across England and Wales
(publishing.service.gov.uk)

Gov.UK. (2022). Operation Soteria Bluestone: Year one report. Retrieved October 20, 2023, from
Operation Soteria Bluestone Year 1 Report 2021-2022 (publishing.service.gov.uk)

Gov.UK. (2023a). Rape review progress update. Retrieved October 20, 2023, from Rape Review pro-
gress update (publishing.service.gov.uk)

Hammer, M., & Champy, J. (1993). Re-engineering the corporation. Nicolas Brealey.

Harding, R., Maguire, L., & Williams, E. (2024). Competing concepts of public value and legitimacy in
the police: Organisational challenges in the investigation of rape and serious sexual offences.
International Journal of Law, Crime and Justice. https://doi.org/10.1016/.ijlcj.2023.100646

Hatch, M., & Cunliffe, L. (2013). Organizational theory: Modern, symbolic and postmodern perspectives
(3rd ed). New York: Oxford University Press.

Hendry, C. (1996). Understanding and creating whole organizational change through learning
theory. Human Relations, 49(5), 621-641.

His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services. (2024). An inspection report on
progress to introduce a national operating model for rape and other serious sexual offences inves-
tigations in early adopter police forces. Retrieved January 27, 2025, from https://s3-eu-west-2.
amazonaws.com/assets-hmicfrs.justiceinspectorates.gov.uk/uploads/inspection-progress-national-
operating-model-rape-serious-sexual-offences-investigations.pdf

Hobfoll, S. (2001). The influence of culture, community and the nested-self in the stress process:
Advancing conservation of resources theory. Applied Psychology, 50(3), 337-421.


https://www.college.police.uk/article/call-action-violence-against-women-and-girls-epidemic-deepens
https://www.college.police.uk/article/call-action-violence-against-women-and-girls-epidemic-deepens
https://www.cps.gov.uk/publication/cps-and-equally-ours-research-public-understanding-rape-and-serious-sexual-offences
https://www.cps.gov.uk/publication/cps-and-equally-ours-research-public-understanding-rape-and-serious-sexual-offences
https://content.leadershipacademy.nhs.uk/aspce3/files/Leadership_that_gets_results_goleman.pdf
https://content.leadershipacademy.nhs.uk/aspce3/files/Leadership_that_gets_results_goleman.pdf
https://www.publishing.service.gov.uk
https://www.publishing.service.gov.uk
https://www.publishing.service.gov.uk
https://www.publishing.service.gov.uk
https://doi.org/10.1016/j.ijlcj.2023.100646
https://s3-eu-west-2.amazonaws.com/assets-hmicfrs.justiceinspectorates.gov.uk/uploads/inspection-progress-national-operating-model-rape-serious-sexual-offences-investigations.pdf
https://s3-eu-west-2.amazonaws.com/assets-hmicfrs.justiceinspectorates.gov.uk/uploads/inspection-progress-national-operating-model-rape-serious-sexual-offences-investigations.pdf
https://s3-eu-west-2.amazonaws.com/assets-hmicfrs.justiceinspectorates.gov.uk/uploads/inspection-progress-national-operating-model-rape-serious-sexual-offences-investigations.pdf

20 (&) L COOPERETAL.

Hohl, K., & Stanko, B. (2015). Complaints of rape and the criminal justice system: Fresh evidence on
the attrition problem in England and Wales. European Journal of Criminology, 12(3), 324-341.
Hohl, K., & Stanko, B. (2022). Five pillars: A framework for transforming the police response to rape

and sexual assault. International Criminology, 2, 222-229.

Holdaway, S. (2017). The re-professionalisation of the police in England and Wales. Criminology and
Criminal Justice, 17(5), 588-604.

Hughes, M. (2011). Do 70 per cent of all organizational change initiatives really fail? Journal of
Change Management, 11(4), 451-464.

Johnson, A., Nguyen, H., Groth, M., Wang, K., & Ng, J. (2016). Time to change: A review of organis-
ational culture change in health care organisations. Journal of Organizational Effectiveness: People
and Performance, 3(3), 265-288.

Kanter, R,, Stein, B., & Jick, T. (1992). The challenge of organizational change. Free Press.

Kotter, J. (1995). Leading change: Why transformation efforts fail. Harvard Business Review, 73(2), 59-67.

Kwasnicka, D., Dombrowski, S., White, M., & Sniehotta, F. (2016). Theoretical explanations for main-
tenance of behaviour change: A systematic review of behaviour theories. Health Psychological
Review, 10(3), 277-296.

Lewin, K. (1935). A dynamic theory of personality. USA: McGraw-Hill.

Lewin, K. (1947). Group decision and social change. In T. M. Newcomb & E. L. Hartley (Eds.), Readings
in social psychology (pp. 330-344). Henry Holt.

Linturi, T., & Muna, W. (2021). Command restructuring and performance among police officers in
Lamu county, Kenya. African Journal of Emerging Issues, 3(1), 129-148.

Lovett, J., & Kelly, L. (2009). Different systems, different outcomes? Tracking attrition in reported rape
cases across Europe. Final research report. London: Child and Women Abuse Studies Unit, London
Metropolitan University.

Maguire, L., & Sondhi, A. (2022). Stress-related psychosocial factors among police officers working
on rape and serious sexual cases in one police force in England: A mixed methods study. The
Police Journal: Theory, Practice and Principles, 97(1), 56-72.

Marrow, A. (1969). The practical theorist: The life and work of Kurt Lewin. New York: Basic Books Inc.

Martinsons, M., & Davison, R. (2007). Strategic decision making and support systems: Comparing
American, Japanese and Chinese management. Decision Support Systems, 43(1), 284-300.

Mayor of London Office for Policing and Crime. (2019). The London rape review: A review of cases from
2016. Retrieved October 20, 2023, from london_rape_review_final_report_31.7.19.pdf

Mayor of London Office for Policing and Crime. (2021). The London rape review 2021. Retrieved October
20, 2023, from Microsoft Word - London_Rape Review_2021 Final draft_feedbackAddressed.docx

McPhee, D., Hester, M., Bates, L., Lilley-Walker, S., & Patsios, D. (2021). Criminal justice responses to
domestic violence and abuse in England: An analysis of case attrition and inequalities using
police data. Policing and Society, 32(8), 963-980.

Metropolitan Police. (2025). Website Retrieved June 17, 2025, from https://www.met.police.uk/%20

Michel, A, By, R. T., & Burnes, B. (2013). The limitations of dispositional resistance in relation to
organizational change. Management Decision, 51(4), 761-780.

Mirvis, P. (2006). Revolutions in OD: The new and the new, new things. In J. V. Gallos (Ed.),
Organization development: A Jossey-Bass reader (pp. 104-126). Jossey-Bass.

Mosadeghrad, A-M., & Ansarian, M. (2014). Why do organizational change programmes fail?
International Journal of Strategic Change Management, 5(3), 189-218.

Napier, G., Amborski, D., & Pesek, V. (2017). Preparing for transformational change: A framework for
assessing organisational change readiness. International Journal of Human Resources
Development and Management, 17(1-2), 129-142.

National Police Chiefs’ Council. (2024). Operation Soteria: Transforming the investigation of rape and
serious sexual offences. Retrieved January 27, 2025, from https://www.npcc.police.uk/our-work/
violence-against-women-and-girls/operation-soteria/

Office for National Statistics. (2024). Crime survey for England and Wales: domestic abuse and sexual
offences. Retrieved January 27, 2025, from https://www.ons.gov.uk/peoplepopulationandcommunity/
crimeandjustice/bulletins/crimeinenglandandwales/yearendingmarch2022#domestic-abuseand-
sexual-offences


https://www.met.police.uk/%20
https://www.npcc.police.uk/our-work/violence-against-women-and-girls/operation-soteria/
https://www.npcc.police.uk/our-work/violence-against-women-and-girls/operation-soteria/
https://www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/bulletins/crimeinenglandandwales/yearendingmarch2022#domestic-abuseand-sexual-offences
https://www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/bulletins/crimeinenglandandwales/yearendingmarch2022#domestic-abuseand-sexual-offences
https://www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/bulletins/crimeinenglandandwales/yearendingmarch2022#domestic-abuseand-sexual-offences

JOURNAL OF CHANGE MANAGEMENT: REFRAMING LEADERSHIP AND ORGANIZATIONAL PRACTICE . 21

Oreg, S. (2003). Resistance to change: Developing an individual differences measure. Journal of
Applied Psychology, 88(4), 680-693.

Oreg, S., & Sverdlik, N. (2011). Ambivalence toward imposed change: The conflict between disposi-
tional resistance to change and the orientation toward the change agent. Journal of Applied
Psychology, 96(2), 337-349.

Oreg, S., Vakola, M., & Armenakis, A. (2011). Change recipients’ reactions to organizational change: A
60-year review of quantitative studies. Journal of Applied Behavioral Science, 47(4), 461-524.

Pettigrew, A., Ferlie, E., & McKee, L. (1992). Shaping strategic change. Public Money & Management,
12(3), 27-31.

Quinn, R. (1996). Deep change: Discovering the leader within. Jossey-Bass.

Rogers, P., Meehan, P., & Tanner, S. (2006). Building a winning culture. Bain & Company.

Schafer, J., & Varano, S. (2017). Change in police organizations: Perceptions, experiences, and the
failure to launch. Journal of Contemporary Criminal Justice, 33(4), 392-410.

Schein, E. (1996). Kurt Lewin’s change theory in the field and in the classroom: Notes towards a
model of management learning. Systems Practice, 9(1), 27-47.

Senturia, T., Flees, L., & Maceda, M. (2008). Leading change management requires sticking to the PLOT.
Bain & Company.

Sklansky, D. (2005). Police and democracy. Michigan Law Review, 103(7), 1699-1830.

Skogan, W. (2014). Why reforms fail. In M. Marks & D. Sklansky (Eds.), Police reform from the bottom up
(pp. 144-155). Routledge.

Sondhi, A., Harding, R., Maguire, L., & Williams, E. (2023). Understanding factors associated with
burnout symptoms amongst investigators working on rape and serious sexual offence investi-
gations in England and Wales. Policing (Bradford, England), 17(2023), paad020. https://doi/org.
uos.idm.oclc.org/10.1093/police/paad020

Stern, V. (2016). The stern review: A report by Baroness Vivien Stern CBE of an independent review
into how rape complaints are handled by public authorities in England and Wales. Retrieved
March 21, 2024, from Stern_Review_of_Rape_Reporting_1FINAL.pdf (womensaid.org.uk)

Thomas, D. (2003). A general inductive approach for qualitative data analysis. American Journal of
Evaluation, 27(2), 237-246.

Tidmarsh, P. (2017). Training sexual crime investigators to get the ‘whole story’. Retrieved August 12,
2024, from file:///C:/Users/e1005852/Downloads/tidmarsh-training-2017.pdf

Weick, K., & Quinn, R. (1999). Organizational change and development. Annual Review of Psychology,
50, 361-386.

Westland, H., Vervoort, S., Kars, M., & Jaarsma, T. (2024). Interviewing people on sensitive topics:
Challenges and strategies. European Journal of Cardiovascular Nursing, 24(3), 488-493.

Williams, E., Norman, J., Ward, R., & Harding, R. (2022). Linking professionalism, learning and well-
being in the context of rape investigation: Early findings from project bluestone. International
Criminology, 2, 262-275.

Witcher, B. (1993). The adoption of total quality management in Scotland. Durham University Business
School.

Wyland, R., Hanson-Rasmussen, N. & Clark, F. (2024). The structure-culture alignment activity:
Aligning organizational structure elements with diversity, equity, and inclusion cultural values.
Journal of Management Education, 48(1), 141-167.


https://doi/org.uos.idm.oclc.org/10.1093/police/paad020
https://doi/org.uos.idm.oclc.org/10.1093/police/paad020
https://www.Stern_Review_of_Rape_Reporting_1FINAL.pdf
https://www.womensaid.org.uk

	Abstract
	Introduction
	Why Change is Needed to the Investigation of Rape and Serious Sexual Offences
	Conceptual Approach
	The National Project – Operation Soteria
	Ethical Approval

	Methods
	Sampling
	Analysis

	Results
	Learning and Development – the Need for Ringfenced Time for Learning
	Working with Partners – The Crown Prosecution Service (CPS)
	Prioritizing Change in Access to Wellbeing

	Discussion
	Implementing the NOM – Lessons for the Additional Forces Implementing Change

	Note
	Acknowledgements
	Disclosure Statement
	ORCID
	References

