Over the course of history, we have been fascinated and inspired by leaders. Indeed, when we examine any historical event, we tend to focus on the leaders and their deeds. This fascination with leaders indicates that people shape the past and present. They are the catalyst for action and change. They also bring stability into our lives. Citizens depend on all sorts of leaders, be they national leaders such as the president or local leaders such as a mayor, pastor, or other community leader, to guide, direct, and inspire them. Following is a natural phenomenon in a complex, pluralistic society, and leaders’ ability to lead is determined, to a great extent, by the degree to which they are accepted by followers (Barnard, 1968).
THE POLICE CHIEF is a leader who is recognized and respected in most communities. Citizens see the police chief as an individual who leads the forces that protect them. The police chief is seen as a person who has the knowledge and ability to deal with citizens’ problems. Members of the police department, on the other hand, see the police chief as the individual who represents them in government by advocating for the department when battling for resources. The chief also sets the department’s direction by establishing its goals, as discussed in Chapter 1. Police chiefs are more than figureheads; if they are to be successful, they must be leaders.
The term leadership has many meanings. Some managers view good leadership as telling subordinates what to do. Others believe that good leadership is getting along with their subordinates. Both of these definitions are too narrow. When leadership is viewed from such narrow perspectives, it is unlikely that productivity can be achieved and sustained. A more adequate definition of leadership is “the process of directing and influencing individuals or groups to achieve goals” (Hitt, Miller, and Colella, 2006). Leadership appears to consist of three primary components: people, power, and influence.
leadership telling subordinates what to do; getting along with subordinates; process of directing or influencing groups to achieve goals.
First, people are involved in the leadership process. There are subordinates or followers, to whom leadership is directed. In some cases, a leader is attempting to influence or work with a large number of subordinates, and in other cases, the work group might be quite small. The leaders, in order to be successful, must strive to influence people—direct their behavior toward accomplishing organizational goals and objectives. For example, a common goal that police departments have is to respond to calls in a timely fashion. Thus, the leader must motivate officers and develop organizational mechanisms to facilitate this goal.
Second, leadership involves the distribution of power. Power is the ability to influence or control others. In Chapter 4, we discussed hierarchy and the distribution of authority. Power and authority are distributed hierarchically in the chain of command. Officers possessing higher rank have more power and authority than those of a lesser rank. Leaders derive power from a variety of sources, including coercion, reward, legitimacy, expertise, and association (French and Raven, 1959). Although groups of people are not powerless, they generally are subordinate to their leader and accept their leader’s influence.
power the ability to influence or control others.
Finally, leadership entails influence over subordinates’ attitudes and behavior. The ability to influence is best understood by examining what Bernard (1968) called the zone of indifference. The zone of indifference refers to a lack of commitment by subordinates to an order, rule, or policy. He notes that there are three classifications of directives that a leader might give:
zone of indifference a grouping of policies and orders that subordinates perceive as unacceptable or questionable.
· 1. Clearly acceptable directives. These orders are unquestionably accepted by subordinates. They are recognized as part and parcel of the job.
· 2. Questionable orders to subordinates. These are unusual orders such as a patrol sergeant requesting an officer to remain at one location during a shift, which the officer very likely will question unless the circumstances are adequately explained.
· 3. A directive completely outside the bounds of acceptability. These are very unlikely to be accepted. For example, a detective supervisor may direct investigators to patrol when not actively investigating a case.
If a leader’s directives are questionable or completely outside acceptability, they fall within the zone of indifference. If this occurs, the orders or policies very likely will not have adequate influence on subordinates.
Given this perspective, it can be seen that leadership is an interactive process with leaders and followers affecting each other. Barnard (1968) noted that leadership is delegated “upward,” which is contrary to the organizational principles discussed in Chapter 4. His point is that a leader can be successful only when he or she is accepted by subordinates. Thus police supervisors and managers must develop working relationships with subordinates if their subordinates are to accept their leadership. If this leadership is not accepted, the supervisor or manager will be ineffective.
It can be informative to contrast leaders and managers. The two terms quite frequently are used interchangeably, but there are differences. Managers often focus on maintaining the department ensuring that the unit operates within the dictates of policies and procedures. On the other hand, leaders attend to strategizing, aligning people, and inspiring subordinates to higher levels of productivity (Van Wart, 2008). They often look beyond the current organizational arrangements and seek to improve their units and the overall organization. In essence, managers, if they are to be successful, must also be good leaders.
Formal and Informal Leaders
Organizations have both formal and informal leaders. Formal leaders are those that are placed in positions of leadership by the organization. They are vested with authority and responsibilities by virtue of the position they hold. For example, patrol sergeants, as part of their position, have specific responsibilities. Some of these responsibilities include directing officers in their squad in terms of assignments and following of procedures when answering calls. Formal leaders may or may not possess leadership skills. For the most part, they depend on their “authority” to lead people, but they are more effective when they use leadership skills and are accepted by their subordinates.
formal leaders those placed in positions of leadership by the organization.
Informal leaders are those individuals within the work group who have no position or authority, but who are recognized by their peers as individuals who have knowledge and can provide assistance outside the chain of command. Informal leaders are seen as having a modicum of power but no recognized authority. For example, rookie police officers likely will consult with a veteran officer (an informal leader) before asking a supervisor for assistance. Members of a work group often value the opinions of their informal leaders. Informal leaders will be discussed in more detail in Chapter 8. Successful police departments generally promote informal leaders to formal leadership positions.
informal leaders individuals within the group who have no position or authority, but are recognized by their peers and have knowledge that can provide assistance outside the chain of command.
LEADERSHIP AND POWER
Power is the foundation of leadership. It is the ability to make things happen (Schermerhorn, 2008) or the ability to influence the behavior of others (Greenberg and Baron, 1995). Power is the essential ingredient in one’s ability to accomplish tasks through the work of others. To this end, people receive power as a result of their position within the organization, and they receive power as a result of their personality or who they are. There are three types of positional or organizational power:
· 1. Reward power. Reward power refers to the ability to control valued resources within the organization. An individual who has the capacity to provide others with something of value—a salary increase, a better assignment, access to new equipment, and so on—has reward power. There are also less intrinsic ways of rewarding subordinates. For example, a supervisor may recognize or compliment a subordinate officer’s work on a case or activity. Reward power should not be used to bribe, but as a way of rewarding subordinates for loyalty and dedicated service. Using power not only enables leaders to get things done, it also motivates subordinates.
reward power the ability to control valued resources within the organization.
· 2. Coercion power. Coercion power is the opposite of reward power. Coercion power is embodied in one’s ability to punish others. Coercion or punishment is usually associated with an organization’s disciplinary procedures. However, it also includes the ability to withhold rewards—not allow subordinates to have merit raises, be assigned a new patrol vehicle, or given a choice assignment. Coercive power, like reward power, should not be used frivolously. Its use has long-lasting effects on the individual and possibly the organization.
coercion power opposite of reward power; the ability to punish others.
· 3. Legitimate power. Legitimate power refers to the power people receive as a result of their position within the organization. Legitimate power is vested with one’s authority. This power is hierarchical. Persons of higher rank have greater or more legitimate power than those below them. Legitimate power is not unrestricted; it is restricted to those matters that pertain to the position within the organization—people holding rank are given specific responsibilities. Generally, subordinates recognize their leaders’ legitimate power.
legitimate power power received as a result of one’s position in the organization.
Reward, coercive, and legitimate power represent the power which an organization bestows on the individual. These sources of power are viewed as tools to be used to motivate and manage subordinate work groups. There are two types of personal power:
· 1. Expertise power. Expertise power refers to officers’ knowledge or ability to perform some specialized task. Police work consists of a number of highly specialized skills, such as accident reconstruction crime analysis, knowledge of drug or gang enforcement, ability to write grant proposals, or the ability to maintain a unit budget. Expertise is gained through training, education, and tenure on the job. Officers with expertise are extremely valuable to the department and the various units. Their expertise provides them with a measure of power in the department or unit’s operations.
expertise power an officer’s knowledge or ability to perform some specialized task.
· 2. Referent power. Referent power is the ability to influence as a result of one’s association with other powerful figures in the organization such as a captain, major, or assistant chief and people external to the department such as a council member, influential business leader, or civic leader. Such associations are developed through friendship, past working relationships—with the subordinate having abilities that are valued by the powerful sponsor—or kinship. Sponsors often consider it in their best interest to see that their protégés develop and succeed in the department.
referent power the ability to influence as a result of one’s association with other powerful figures in the organization.
Expert and referent power derive from the individual’s personality and standing within the organization. Informal leaders acquire power through expertise and reference, while formal leaders accumulate power from all sources. Classical organizational theory (as discussed in Chapter 4) assumes that power is proportionately distributed with one’s authority. However, power is a commodity that is distributed unevenly within a department. Administrators and managers acquire and depend on different mixes of power. For example, one survey of managers revealed that they preferred to use expert power, while the least desirable form of power was coercive power (Kipinis et al., 1984; Greenberg and Baron, 1995). This seems to indicate that managers would rather develop positive relations with subordinates than force compliance on them. Power is a critical component of the managerial mix and it is a necessity for accomplishing goals and objectives within the police agency.
Power is not a static commodity. An individual’s power can increase and decrease. Some officers methodically attempt to gain more power in an effort to improve their position within the department. Kanter (1977) identified four ways in which people can acquire power within an organization. First, they can acquire it through the performance of extraordinary activities. Officers who solve high-profile crimes, make a large number of arrests, or are able to complete a complicated project within the department very likely will witness an increase in their organizational power. Second, people can gain power through higher visibility. Officers in positions such as media relations, planning, or training have increased visibility and an increase in their relative power. Third, when officers demonstrate their relevance to the department bysolving a perplexing problem, they increase their power. For example, an officer may solve a series of burglaries that has raised the community’s ire. Finally, officers can increase their power throughsponsors or referent power. Here, officers attempt to associate themselves with more powerful members of the department and the community. These sponsors are expected to help further the officers’ careers and agendas.

Machiavellianism
Finally, the pursuit and accumulation of power is not always positive. In 1513, the Italian philosopher Machiavelli wrote a book titled The Prince. In it, Machiavelli outlined a ruthless strategy for seizing and holding power. Machiavellianism, as it is known today, is the manipulation of others within the organization to achieve and hold power and use that power for personal, rather than organizational, benefits. Machiavelli believed that a few simple rules could be followed to accomplish this objective. Three have application to this discussion:
Machiavellianism the manipulation of others within the organization to achieve and hold power and use that power for personal, rather than organizational, benefits.
· 1. Never show humility, as arrogance is far more effective when dealing with others in the organization.
· 2. Only weak people subscribe to morality and ethics. Powerful people feel free to deceive whenever it suits their ends. The ends always justify the means.
· 3. People are successful when they are feared.
It is unsettling to think that such self-serving individuals exist in organizations. However, Machiavelli’s philosophy is alive and well today. Ilgen and Moore (1987) found that when large numbers of people are tested to determine the extent to which they subscribe to Machiavellian principles, there are many who possess high levels of the attribute. They generally are ambitious, have no organizational ethics, and will do almost anything to climb the organizational ladder. They are able to exist because most people are unwilling to complain about their misdeeds. Machiavellian leaders are generally successful in the short term, but ultimately they run afoul of the organization. Their behavior is also detrimental to the organization and its employees. Power should be used for positive or organizational purposes, not for individual gain.
Research examining Machiavellian leadership in policing is limited. Girodo (1998) examined leadership styles among police leaders in various police positions. He found that the Machiavellian style of leadership was the most frequently used leadership style among police leaders who worked in administration. It seems that police managers who deal with administration use strategic interpersonal relations, power, and control to carry out management functions. The Machiavellian style of leadership may appeal to or fit the traditional police leader personality that is predicated on traits such as dominance and forcefulness. Machiavellianism can be successful in the short term, but over time, such leaders become indifferent to organizational goals, and productivity and effectiveness are adversely affected.
LEADERSHIP: THEORIES AND PROCESSES
There are numerous theories that attempt to explain good leadership. Some theories focus on the manager or leader, while other theories explain leadership as a process whereby the leader interacts with followers and the situation that requires leadership. These theories are addressed here.
Trait Theory of Leadership
What makes a good leader? When asked this question, most people respond that effective leaders possess a certain set of desirable traits or qualities such as intelligence, self-confidence, fairness, charisma, honesty, persuasiveness, and aggressiveness. One could possibly conjure up several hundred traits that an effective leader should possess. The identification of leadership traits is known as the trait theory of leadership. An encyclopedic list of leadership qualities can emerge when using this method to investigate leadership. Hitt and his colleagues (2006) identify several problems with this “great man” method of defining leadership. First, identifying or listing traits is not a correct methodological method to accomplish this task. It does not identify those traits that actually contribute to good leadership. Second, the lists become so long they are meaningless. Third, realistically, no one actually possesses all the traits; these lists are too long. Finally, the trait or great man method of identifying leadership does not account for leadership in different situations—one leader may perform well in one situation, but not in others. It is difficult to gain an understanding of leadership by examining leadership traits. Leadership can be better understood by examining how leaders approach the act of leadership.
trait theory of leadership the identification of traits that foster effective leadership.
Perhaps an economical way of summarizing the leadership trait literature is to examine the skills required of a police executive. Basically executives need human relations or people skills, visionary or conceptual skills, and technical skills. Van Wart (2008) has identified an economical list of traits that all leaders should possess. Managers require communication and social skills if they are to interact effectively with subordinates, peers, and superior officers. A large part of the leadership process is the ability to relate to others. Second, they must have the ability to influence others. They must be able to garner subordinates’ attention and motivate them to higher levels of performance. Third, managers must possess analytic skills. They must be able to recognize problems and develop effective solutions. Every manager is faced with a variety of problems, meaning that effective managers must possess a broad range in his or her analytic skills. Fourth, managers must also betechnically proficient. Today, technology is a central part of any organization. The information age requires that managers in all professions be able to obtain and use technical data and information. There is continued development in criminal investigation and forensics, which police supervisors and managers must understand if subordinates are to effectively investigate crimes. Finally, a good leader must continue to learn. Forensics, departmental policies, information technology, and other aspects of management are constantly changing. A proficient leader maintains an understanding of the police craft.
Types or Levels of Leadership in the Police Organization
As shown in Figure 6-1, police administrators, middle managers, and supervisors require differing levels of leadership skills depending on their positions within the chain of command. A police chief, assistant chiefs, and majors must have a vision and be able to conceptually plot the department’s course. Since these top administrators deal primarily with policy issues, people or human relations skills and technical expertise are less important. Police middle managers, on the other hand, are responsible for the implementation of policies and programs. They must have some degree of vision, technical expertise, and people skills. They deal with people and programs and must make them come together in a cogent fashion. Police supervisors, on the other hand, must have good people or human relations and task or technical skills. The people skills are required to deal effectively with subordinates and citizens, and the task knowledge is necessary to provide officers the proper guidance and supervision as they perform police duties. The mix of skills changes from one level to the next in the chain of command.
STYLES OF LEADERSHIP
A number of studies have examined the styles of leadership used by persons in leadership positions. Style refers to actual leadership behavior and actions toward employees as opposed to innate qualities which a person might possess. Several theories of leadership are presented in the following sections. Each theory categorizes leader behavior in a slightly different manner.
Likert’s Leadership Systems
In Chapter 5, we examined Likert’s management systems (1961, 1967) in terms of organizational theory and the levels of participation subordinates have in the organization. Likert’s management systems are a good way to conceptualize the differences across organizational theories. Here, we discuss Likert in terms of the leadership styles he identified as a result of his research. Likert examined a number of industrial plants in an attempt to discover the styles of leadership used by various managers. He was primarily interested in finding those leaders who were successful and determining why. Likert identified four distinct leadership types: exploitive-authoritarian, benevolent-authoritarian, consultative, and participatory. Figure 6-2 shows these types in a continuum from low employee involvement to high involvement and interaction.
Exploitive-Authoritarian Leadership
The exploitive-authoritarian leader has no confidence or trust in subordinates, and subordinates are not allowed to provide input into decisions. Policies and decisions are formulated by top management and filter down the chain of command. There is little superior-subordinate interaction, and when there is, it is usually negative or directive in nature. Superiors generally attempt to motivate subordinates through fear, threats, and punishment (coercive power). Employees become frustrated and join together in informal groups to protect themselves from top management and to oppose unpopular policies. The exploitive-authoritarian style of leadership thwarts motivation and causes officers to concentrate only on attaining minimum productivity levels.
exploitive authoritarian style of leadership individual has no confidence or trust in subordinates and subordinates are not allowed input into decisions.
Critics of the professional model of policing suggest that the exploitive-authoritarian style is used in that environment (see Roberg, Novak, and Cordner, 2005; Engel, 2002). It requires that subordinates be submissive to supervisors’ orders and direction. Subordinates have little or no input in any decisions. This style of leadership is obviously inappropriate in policing, since police officers’ work activities cannot be highly or easily controlled due to the types of activities performed and the high degree of discretion officers must have when dealing with crime, calls for service, and people. Moreover, first-line supervisors seldom provide close supervision of officers, which is a key component of the exploitive-authoritarian style. If this style of leadership exists in law enforcement, it exists in only a few isolated cases.
Benevolent-Authoritarian Leadership
The benevolent-authoritarian style is somewhat more positive than the exploitive-authoritarian style. Here, the bulk of policies and decisions are made by top management and are distributed by the chain of command, but sometimes managers and supervisors listen to subordinates’ problems. There is more interaction between supervisors and officers than in the exploitive-authoritarian style. Superiors frequently are willing to listen, but they continue to make all the decisions. Subordinates still view superiors with caution and distrust, but not to the point that they oppose organizational goals. They feel somewhat frustrated since they have little input into daily activities, especially those which directly affect them.
benevolent-authoritarian style of leadership somewhat more positive than exploitive-authoritarian; sometimes managers and supervisors listen to subordinates.
This style of leadership permeates many traditionally organized police departments and is responsible for many of the motivational problems in these departments. (Authoritarian leaders may gravitate to police work because the enforcement aspect of policing is, to a great extent, authoritarian and this type of individual is attracted to policing.) Many officers working under this leadership style concentrate on accomplishing their assigned tasks but seldom go beyond their assigned duties, due to the lack of encouragement and the possibility of getting into trouble with their superiors. Hence there is no external motivation to succeed, which is a necessary part of a successful police department. There are no statistics on the extent to which leadership styles exist in police organizations, but the majority of police leaders very likely are benevolent-authoritarian or consultative.
Consultative Leadership
The consultative style of leadership is a process whereby management establishes goals and objectives for the organization or department, with subordinates making some of the decisions on methods of goal achievement (strategic and tactical decisions). The relationship between superiors and line personnel is relatively positive, as problems and possible solutions are discussed openly and freely. Employees are encouraged to become involved by providing input into some decisions and unit goals. Positive rewards are emphasized and punishment is used to motivate only in extreme cases.
consultative style of leadership management establishes goals and objectives, with subordinates making some of the decisions on methods of goal achievement.
Whole or parts of police departments formally or informally adhere to this leadership style. This is especially true in larger police departments where operational units have a great deal of autonomy (Toch, 1997). For example, the leadership style in drug units often is collegial. Officers in drug units very likely have substantial discretion in how they attack an area’s drug problem. This style of leadership tends to emphasize involvement and esteem rewards, and leads to a more positive motivational climate.
Participative Leadership
The participative style of leadership denotes subordinates having input not only into tactical decisions but also into policy formulation. It is a team approach whereby everyone has input in the organization’s goals and objectives and operational strategies and tactics. The participative style insinuates that police officers provide direct input into what the department should be doing. Witte, Travis, and Langworthy (1990) found that officers at all levels within police departments favored the use of participatory management, but only those officers in administrative positions felt that they were allowed an adequate level of participation. Officers at lower levels within the department believed that they were not allowed adequate participation in decision making and strategic planning. Schafer (2009) found that participatory leadership led to higher levels of motivation and commitment to the department. Thus, greater participation leads to higher levels of productivity. Fridell (2004) found that shared decision making fosters greater rank and file commitment to departmental initiatives, especially community policing. Thus, police administrators should ensure that participatory leadership is used throughout the department.
participative style of leadership subordinates have input into tactical decisions and policy formulation.
The chief of police should attempt to use this strategy where possible, but it should be remembered that it is not always appropriate. As discussed in Chapter 2, citizens have a vested right to provide input through the political system into the setting of police goals and objectives. There are times and situations where citizen and police perceptions of what is most appropriate are not congruent. It is at such points that the chief must ensure that the public is properly represented and must convince police personnel to follow a public-oriented policy line. (Disagreements on policy usually center around law enforcement versus service provision roles.) However, if there is a high degree of trust within the police organization, this may be only a minor problem. In the vast majority of cases, subordinates should be allowed to have some level of input into policy decisions. This could be accomplished through vehicles such as quality circles and departmental hearings regarding new policies. Such actions would maximize a police department’s human resources and create a positive motivational environment.
Downs’s Bureaucratic Leadership Styles
Close examination of Likert’s leadership styles would lead one to assume that leadership is strictly a matter of authority and subordinate participation in decision making. Downs (1967), upon examining bureaucratic organizations, developed a typology of leadership based on a leader’s effort and orientation within the organization. He identified four styles of leadership: the styles used by (1) climbers, (2) conservers, (3) zealots, and (4) advocates. Climbers are ambitious and generally unethical people who use every opportunity to further their careers (i.e., they are Machiavellian). They actively recruit sponsors to help further themselves. They will take on extra duties to gain attention or approval from superiors, and they willingly sacrifice subordinates to better themselves. They look for every opportunity to promote themselves. Most police departments have a few climbers who constantly are involved in internal politics for their self-promotion.
climbers ambitious and generally unethical people who use every opportunity to further their career.
Conservers essentially are bureaucrats who strive to maintain the status quo. They work themselves into a position with the organization, and they get comfortable by thoroughlyunderstanding the tasks and policies associated with the position. They settle in and seldom seek promotion. They expend a great deal of energy resisting change and innovation. Conservers usually are older and become classic bureaucrats, ensuring that policies are followed to the letter regardless of circumstances. Zealots, on the other hand, are organizational members with a mission. They generally have a narrow special interest and a great deal of energy, which they focus on that interest. They often neglect their duties as they focus almost exclusively on their crusade, sometimes so adamantly that they tend to antagonize others. In the end, they tend to be unproductive leaders. In police organizations, zealots often find their way into specialized units that match their interests. Finally, advocates are those leaders who care only about their sphere of influence—their particular unit. When dealing with outsiders, they look at only what is good for their unit and seldom compromise even for the greater good. They are just as zealous as zealots, but rather than focusing on an issue, they focus on their domain. Advocates in police departments often refuse to cooperate with other units and are often at odds with members of other units in the department.
conservers bureaucrats who strive to maintain the status quo.
zealots organizational members with a mission.
advocates leaders who care only about their sphere of influence or their particular unit.
Downs’s styles of leadership theory focuses on how various leaders react in the organization. These leaders do not consider subordinate input or participation, but instead concentrate on their idiosyncrasies and personal agendas. Each type is plentiful in police departments, and each type presents a unique set of problems.
Engel’s Supervisory Styles
Whereas Likert and Downs examined styles of leadership that could exist anywhere in an organization, Engel (2001, 2002) examined the styles of supervision used by police sergeants by studying supervisors in Indianapolis, Indiana, and St. Petersburg, Florida. The focus of her studies was supervision and community policing. Essentially, she found four types of supervisors: traditional, innovative, supportive, and active. The traditional supervisor expected his or her officers to engage in aggressive law enforcement (arrests and the issuance of citations) and see other activities such as community service as non-essential or unimportant. Traditional supervisors are task oriented and do everything by the book. They are similar to Likert’s exploitive-authoritarian and Downs’s conservers. They are not effective in today’s police organization.Innovative supervisors are the opposite of traditional supervisors. They value community policing and community building activities. They attempt to solve problems, as opposed to relying on tickets and arrests to evaluate officers. Supportive supervisors tend to emphasize their relations with their subordinates as opposed to focusing on police activities or the community. They have a need to be “liked” by their subordinates. They often view management as something that their subordinates must be protected from. Like traditional supervisors, supportive supervisors are not very effective in terms of accomplishing police goals and objectives. Finally, active supervisors are supervisors that to some extent are glorified police officers. They supervise their subordinates, but also they write high numbers of tickets and make arrests. They often take control of situations from subordinates. They typically do not aspire to become managers.
traditional supervisor expects aggressive law enforcement from subordinates and sees community service as nonessential or unimportant.
innovative supervisor values community policing and community building activities; the opposite of a traditional supervisor.
supportive supervisors emphasize relations with subordinates as opposed to focusing on police activities or the community.
active supervisors to some extent are glorified officers, have high arrest activity, take control from subordinates.
This section examines the styles of leadership as identified by Likert, Downs, and Engel. Likert focused on pure leadership styles. Downs examined some of the dysfunctional leadership styles that can emerge in an organization, and Engel focused on police supervisory styles. It is likely that all of these styles can be found in some degree in all but the smallest of departments. It is evident that there is diverse leadership in a given police department with many of the leaders being ineffective or dysfunctional.
BEHAVIORAL THEORIES OF LEADERSHIP
In looking at Likert’s continuum of leadership style, one gets the impression that he was overly concerned with how leaders deal with people and had little concern about the leader’s attention to organizational goals. There are in fact many leaders who concentrate all their efforts on keeping their subordinates happy, frequently disregarding goals. Likert’s most important point was that people are an organization’s most vital asset and no organization can maximize its productive potential without ensuring that leadership is conducive to motivation. However, organizational goals and objectives cannot be neglected in favor of better relations with employees. Other leadership theorists described leader behavior in a two-dimensional perspective, in which people and goals receive equal attention. These theories are referred to as behavioral theories.
Two-Factor Theories of Leadership
Two early studies, one at the University of Michigan (Likert, 1961) and the other at Ohio State University (Stogdill and Coons, 1957), identified two dimensions of leader behavior: initiating structure and consideration. Initiating structure refers to the leader’s behavior in emphasizing organizational goals by delineating the relationship between the leader and the subordinates when establishing well-defined patterns of organization, communication, and procedure. Consideration, on the other hand, refers to the leader’s behavior in emphasizing friendship, mutual trust, warmth, and a respectful relationship between the leader and subordinates. The researchers found that initiating structure and consideration were distinctly separate dimensions. A leader’s behavior could be described as a mix of these two dimensions. For the first time, leader behavior was plotted on two separate axes instead of on a single continuum. Both dimensions were vital if leadership was to succeed. Not only must there be a positive relationship between the leader and subordinates, but subordinates must be led toward the accomplishment of specific goals and objectives. The two dimensions are displayed in Figure 6-3.
initiating structure a leader’s behavior in emphasizing organizational goals by delineating the relationship between the leader and the subordinates when establishing well-defined patterns of organization, communication, and procedure.
consideration leader’s behavior in emphasizing friendship, mutual trust, warmth, and respect between leader and subordinates.
Blake and Mouton’s Managerial Grid
Blake and Mouton (1964) plotted the two dimensions identified in the Michigan and Ohio studies—consideration and initiating structure—on a grid. The result was their managerial grid, which is displayed in Figure 6-4. Leaders may fall somewhere in one of the four quadrants or the central part of the grid, depending on their leadership qualities and behavior. Here, both structure and consideration are examined.
According to Blake and Mouton, the most effective leaders are high-performing leaders. These leaders fall in the upper-right quadrant and are strong in both consideration and structure. They adhere to a team concept and accomplish work through committed people. In the police organization, there is an interdependence of the officer and supervisor or manager through a “common stake” in the organization’s mission, which leads to a relationship of trust and respect on which true authority is based. This represents the quintessence of leadership, since high performance managers maximize results.
CONTINGENCY APPROACHES TO LEADERSHIP
The previous sections examined behavioral theories of leadership, which provide a good understanding of the leadership task. However, these theories are deficient in that they do not consider the impact of the environment and other external forces on a leader’s behavior, and they also infer that there is one best way to lead. It is simplistic to assume that a police manager has to worry only about subordinates and the task at hand. In fact, a number of extraneous variables affect a leader’s ability to lead and the style of leadership which should be utilized. In other words, leadership is contingent on a number of factors, and these factors must be considered when choosing a leadership style.
To this end, Stoner and Freeman (1992) identified the following factors that dictate leadership style:
· 1. Leader’s personality, past experiences, and expectations. Leaders enter situations with a history. Some leaders have numerous and varied leadership experiences; others have few. Some leaders have personalities that are conducive to motivating subordinates. Some leaders are achievement-motivated and have high expectations for the organization and their subordinates. The sum total of a manager’s personality has a substantial impact on how he or she leads and the degree of success.
· 2. Superiors’ expectations. All leaders are bounded by demands and expectations. Police chiefs are accountable to other governmental officials, and police middle managers and supervisors answer to superior officers in the chain of command. Superiors largely dictate subordinates’ job requirements. Superiors also affect leader style. Research tends to indicate that subordinates, to some extent, assume their immediate superior’s leadership style.
· 3. Job requirements. The implications of type of task on management style was discussed in Chapter 5. Some tasks or jobs, because of their complexity or importance, require close supervision, whereas simple tasks allow the leader to give subordinates an inordinate amount of freedom. The job at hand definitely affects leadership style.
· 4. Subordinates’ characteristics. Subordinates’ educational and training experiences as well as their job expectations dictate leadership style to a degree. Highly qualified employees require little direction, whereas minimally qualified workers necessitate that the leader provide increased levels of direction.
· 5. Peer expectations. Police departments are composed of numerous work groups, and these work groups must cooperate and work together. Moreover, each manager within a department has expectations of other managers. These expectations often limit what managers can do and how they do it.
· 6. Departmental culture and politics. The organizational environment plays a key role in leadership. An organization’s culture places numerous expectations and limits on what incumbents can do. Leadership behavior, to a great extent, is limited by culture and politics.
The contingency approach, as depicted in Figure 6-5, consists of a number of internal and external factors that affect leadership. A number of leadership theories have attempted to include these factors.
Basically, contingency leadership consists of identifying the environmental and employee factors that are most important in a given situation and then utilizing the most appropriate style of leadership for the situation. Two contingency models are presented and discussed here: Fiedler’s leadership style and work situation model, and House and Mitchell’s path-goal theory.
contingency leadership identifying the environmental and employee factors that are most important in a given situation and then utilizing the most appropriate style of leadership for the situation.
Fiedler’s Leadership Style and Work Situation Model
The first to discuss the contingency approach to leadership was perhaps Fiedler (1978). He postulated that the work group’s success or effectiveness is determined by the demands of the situation and the leader’s style of management. What makes Fiedler’s theory interesting is that he states that leaders cannot easily adapt and change leadership styles to meet the demands of the situation. Personality may limit people’s behavioral response to situations. For example, can leaders be employee oriented in one situation and authoritarian or task oriented in another? Fiedler believed that good leaders could manage situations to the point that they better matched the leader’s skills. A strong leader will manage a situation differently from a weak leader. Both potentially can achieve the same results by manipulating the structure to match their leadership skills. Unlike other leadership theories, Fiedler focused on changing the structure or problem rather than the style of leadership applied.
Fielder perceived leadership to be a dichotomy consisting of task-oriented managers who are less concerned with human relations and human relations-oriented managers who are considerate of others and fairly permissive in the workplace. The quality of leadership, according to Fiedler, is determined by three dimensions: leader-group relations, task structure, and leader’s power. Leader-group relations are the most important dimension. If the leader has good relations with the work group, there is less dependency on power and authority. Task structure is the second most important dimension. If the performance of a task is clearly delineated so that everyone knows what is expected, the leader has less difficulty in gaining subordinates’ compliance with organizational expectations. On the other hand, if performance requirements for the task are not clear, there is a measure of ambiguity in work group members’ roles. The ambiguity easily leads to disagreement, and the leader’s authority is more easily called into question. Finally, leaders have varying levels of power. More powerful leaders are better able to cope with an adversity that may occur when relations with the work group are deficient or when there is task performance ambiguity.
Using Fiedler’s model, there are numerous and varied situations that can occur in the police workplace. There are situations where task oriented leadership is most appropriate, and the same can be said about relationship motivated leaders. For example, task oriented leadership would be more appropriate in a police records unit—the work is structured, the manager likely has substantial power, and outcomes are very clear in terms of handling reports and paperwork. On the other hand, relationship oriented leadership would work best for a detective unit since much of the work is unstructured, detectives have tremendous latitude when investigating cases, and outcomes are not necessarily clear, being able to solve the case. It seems that most police units are best managed by a leader who is more relationship oriented since police officers have a great deal of discretion when dealing with people and problems.
Fiedler’s model suggests that the leader’s style should be matched to the situation. As administrators make decisions about where to assign mid-level managers and supervisors, the nature of the task, the leader’s power, and relationships with subordinates should be considered. It appears that if administrators can match these dimensions more accurately, organizational performance should improve.
Path-Goal Theory of Leadership
A popular contingency approach to leadership is House and Mitchell’s (1974) path-goal theory of leadership. Path-goal theory is rooted in Vroom’s (1964) expectancy theory of motivation, which is discussed in the following chapter. House and Mitchell established two general propositions for path-goal theory: (1) subordinates accept leader behavior and find it motivating if they believe that the leader behavior is instrumental in satisfying their immediate or future needs, and (2) when employees are productive, leaders satisfy subordinate needs by providing guidance, support, and rewards. All employees have needs, whether it be financial remuneration, recognition for achievement, or a particular work assignment. Employees are motivated to work if they believe they will be appropriately rewarded, and the reward satisfies their needs. For example, young officers often have a need for recognition. They will be motivated if their sergeants and lieutenants are aware of their good work and publicly or privately recognize it. An older officer may have a desire to transfer from patrol to criminal investigation or some other specialized unit. He or she will be motivated to work harder if the work enhances the chance of the transfer. On the other hand, if the officer believes there is no reward or the reward is insufficient, he or she will not be motivated. In short, path-goal theory postulates that the leader plots a course and guides subordinates toward achieving organizational and individual objectives. Figure 6-6 depicts the two paths that result in positive or negative organizational and personal outcomes.
path-goal theory of leadership subordinates accept leader behavior and find it motivating; when employees are productive, leaders satisfy their needs by providing guidance, support, and rewards.
The various contingency theories of leadership discussed above demonstrate that leaders must use substantial latitude when leading. Leaders choose how to deal with any given situation and employee. No one best style of leadership is appropriate for every situation. Leadership is more complex than selecting a particular style and adhering to it. Leaders must be flexible in selecting one of several styles of leadership dependent on the situation. Four styles are available:
· 1. Directive. The leader lets subordinates know specifically what is expected of them by giving explicit guidance, e.g., when a traffic sergeant directs officers at the scene of a fatality traffic crash or a SWAT commander deploys officers at a barricaded-person call.
· 2. Supportive. The leader sets a friendly tone for subordinates so that employees know the leader is concerned for their well-being and is approachable should they encounter any problems, e.g., when a supervisor shows support for detectives who are investigating a complicated homicide or other case.
· 3. Participative. The leader consults with subordinates, soliciting their suggestions and taking those suggestions into consideration when making decisions, e.g., when a patrol commander asks officers’ input and suggestions on how to deal with an apartment complex where drugs are being sold and there is a high number of disorder calls.
· 4. Achievement-oriented. The leader sets challenging goals, expecting subordinates to perform at their highest level, e.g., when a patrol sergeant asks a group of officers to develop a strategy to deal with a neighborhood burglary problem.
Each of these leadership styles is appropriate under certain conditions, and a leader may use all of them when motivating subordinates. Thus leadership behavior is contingent on the characteristics of the subordinates (subordinates possess different needs and motives) and the environment (the entire situation at hand). Not only must leaders tailor their style of leadership to a given situation, but they may also use different styles for different subordinates within their command to account for individual differences.
Vroom-Jago Leadership Participation Model
Vroom and Jago examined leadership in terms of the quality of decisions made by the leader (see Schermerhorn (2008)). They advised that leadership success is dependent on how well leaders make decisions, and in essence, leadership is conveyed through quality decisions. They advised that a decision maker may use authority in three decision-making situations: (1) when the decision maker finalizes the decision without the input of subordinate officers; (2) in the case of consultative decisions, whereby subordinates are consulted about decisions; and (3) when it is an instance of group or democratic decisions, and subordinate officers have input and participate in the final outcome. This format is somewhat similar to Likert’s management systems (1961, 1967) as discussed above.
The degree of participation is predicated on who possesses the knowledge about the problem; acceptance of the solution; and constraints in terms of how quickly a decision must be made. When subordinates possess the information about a problem, they should be involved, thereby necessitating a consultative or group decision. This is the case when police are attempting to solve crime or disorder problems in a neighborhood. When subordinate officers possess little or no information, the decision-making responsibility should rest with the leader. Second, if there is a low commitment to the solution, the leader must make the decision. Finally, if there is ample time to make the decision, the leader can solicit more input. However, if a quick decision is required, the leader should use an authoritarian mode of decision making. Using Vroom and Jago’s model, leadership and decision-making styles are based on the situation.
Applying Contingency Leadership
Clearly, the contingency approach incorporates many aspects of the leadership and motivation theories. It requires that leaders pay close attention to subordinates’ needs—the leader must ensure that a work situation and subsequent rewards allow individuals to satisfy their needs. The leader also must treat everyone equitably. Treating everyone fairly while using different leadership styles to motivate different individuals may appear to be a contradiction, but it must be accomplished. The leader walks a fine line here, using different rewards, making assignments, and counseling officers. The key is to give each officer the necessary individual attention so that the officer perceives that he or she is a necessary part of the department.
Another consideration of contingency theory is that leaders must be adaptive in their behavior. Most people’s behavior, especially leadership behavior, is based on the types of leadership to which they have been exposed. Leaders tend to lead as they have been led. They also tend to continue to behave as they have behaved in the past. It would be quite difficult for an authoritarian or directive leader to lead in a situation demanding a supportive or participatory style of leadership. After all, leader behavior does not change overnight. Police administrators should give a great deal of consideration to assigning leaders to positions that match their innate leadership styles. For example, a directive leader would be well suited to command the riot squad or tactical unit. The situations confronting these units generally require directive leadership. Conversely, an achievement-oriented leader might be assigned to a planning unit or a vice unit. This type of leader would probably obtain the greatest results, since the responsibilities of these units are somewhat ambiguous and results are based on the productivity of officers assigned to the units. Moreover, efforts should be made to develop the skills of all leaders within the department so that they become more flexible and develop better leading skills. Police departments should also consider selecting people for leadership positions on the basis of their leadership potential.
TEAM BUILDING
The contingency leadership theories demonstrate the important of leaders’ interaction with subordinates and the situation at hand. An important method by which to improve leadership is team building. According to Hitt, Miller, and Colella (2006) a team is a group that works toward specific goals or outcomes. Katzenback and Smith (1993) further defined a team as a group whose members have complementary skills and are committed to a common purpose or performance goals to which they hold themselves mutually responsible. These definitions demonstrate the importance for supervisors to ensure that group cohesiveness and team spirit are maintained. When a group works as a team, it will be most productive.
team a group that works toward specific goals or outcomes; a group whose members have complementary skills and are committed to a common purpose or performance goals that they hold themselves mutually responsible.
Thus, an important part of leadership is team building. One method commonly used to build teams is the formal retreat method, in which members of the team meet externally from the department and attempt to build working relationships. This generally is not possible in police departments, so team leaders or supervisors and managers use a continuous approach whereby subordinates are engaged collectively and guided toward some objective or problem. This entails group discussions, usually at roll calls, and it is a continuous process. For teams to be successful, the leader must share leadership duties with the team (thus fostering inclusiveness) and there must be a specific objective or goal (direction). The unit leader helps direct the team but does not necessarily control it. The leader ensures that everyone is involved in the discussion and decision-making process, keeps the group on task, and ensures that solutions are consistent with departmental policies and desired outcomes. The most effective teams generally are fairly small. Thus, a patrol captain with a large contingency of officers may create several teams, with each team focusing on a geographic area or different problem. The leader must continually engage, monitor, and encourage team members to participate and produce results.
Rothaus (2006) provides guidelines for implementing the team-building process. First, the leader should develop the team with an end in mind. That is, the team is expected to produce some product: recommendations for a new policy; a package of strategies to deal with a particular problem such as officer retention rates, increase in burglaries, writing better reports, etc.; or new programs to ensure better cooperation among units or citizen groups. Goals have to be clearly defined—that is, what is the team attempting to accomplish? Specific goals, not general goals, must be developed. Second, there should be ample and early planning. In addition to identifying goals, the current state of affairs should be enumerated. This results in a road map with a beginning and ending point. Third, the team should have a facilitator who is familiar with teams and the problem at hand. The facilitator can be someone from the department or an outside consultant. Fourth, the leader should manage the facilitator, ensuring that he or she is on task and is endeavoring to involve all the team members in the process. Fifth, the leader should ensure that the team spends time on three fronts: (1) working on the specific goals, (2) working in small groups to ensure maximum input from each team member, and (3) social bonding to develop a sense of trust and maximum communication and interaction. These guidelines should result in an acceptable and workable outcome. Collaborative decision making and problem solving result in better decisions that are accepted by a wider audience in the police organization (Steinheider and Wuestewald,2008).
Along these lines, Stoner and Freeman (1992) identified four ways to keep teams focused. First, managers can introduce competition. Police managers often attempt to motivate their subordinates through competition. This competition may be in the form of comparing their unit’s number of citations or arrests with those of other units. The manager attempts to strive toward some goal by beating another similar unit in the department. Second, managers can increase what Stoner and Freeman call “interpersonal attraction.” Here, managers attempt to increase the relative prestige of the unit. Any police department has a small number of units that many police officers desire to join. In some cases, this desire is the result of the nature of the unit’s objectives such as narcotics or criminal investigation, but in other cases the desire is the result of officers knowing that the officers assigned to the unit are professional, friendly, and accommodating. Units will become more cohesive as their prestige in the department increases. Third, managers can increase the level of interaction within the group. Supervisors can increase camaraderie by working closely with subordinates and increasing communications with them. Superiors should meet periodically with units and discuss unit activities and the department as a whole. Police officers like to be in the loop. Finally, managers can “establish common goals and clearly understood and defined roles” for the team and its members. When officers have a shared vision about their jobs, they tend to be much more productive.
TRANSFORMATIONAL AND TRANSACTIONAL LEADERSHIP
The previous sections provide a road map to understanding the evolution of leadership theory and thought. Leadership is an important component in police administration, so we should constantly search for a more effective understanding of leadership within the police department. The leadership theories discussed thus far, for the most part, focus on leadership as a process, with various theories incorporating a number of factors or dimensions that have an impact on the leadership process. Theory evolves from simple formulations that focus on the leader to more complex models that incorporate a host of work group, organizational, and environmental factors.
The behavioral theories and contingency theories downplay the importance of the leader, whereas the trait theories discussed at the beginning of the chapter focus solely on the leader. Even though the environment, work group, and organizational factors are important in the leadership process, the catalyst for goal attainment remains with leaders. Thus renewed attention has emphasized the leader as the focal point for organizational change and revitalization. A substantial part of the impetus for this movement rests with House and Mitchell’s path-goal leadership theory, which postulates that the leader plots a course and simply helps guide subordinates as they achieve organizational objectives.
Transactional leadership is one method used to guide subordinates. According to Schermerhorn, Hunt, and Osborn (2006), transactional leadership “occurs when leaders broaden and elevate their followers’ interests, when they generate awareness and acceptance of the group’s purpose and mission, and when they stir their followers to look beyond their self-interests” (257). It is a process of daily exchanges between leaders and subordinates in which the leader uses contingent rewards, active management, passive management, and laissez-faire techniques to accomplish work in the organization. Bass (1985) notes that transactional leadership consists of two key components. First, subordinates understand the nature of rewards and work. That is, they understand what management expects of them, and they understand the benefits of meeting management’s expectations. Second, management-by-exception is the mode by which superiors deal with work and workers. Management-by-exception describes a situation in which superiors concentrate on problems and problem employees rather than micromanaging all aspects of the job. Management-by-exception allows managers to focus on what they consider important aspects of work as opposed to focusing on all aspects of work.
transactional leadership occurs when leaders broaden and elevate their followers’ interests; generate awareness and acceptance of the group’s purpose and mission; and stir their followers to look beyond their self-interests.
One form of transactional leadership is transformational leadership. To some extent, transactional leadership is used to inspire subordinates and units to better accomplish goals. Transformational leadership, on the other hand, is a process to change direction. Hence, transformational leadership is the process by which the police executive attempts to broaden the interests and horizons of subordinates and move the organization in a new direction. This approach has been important when implementing community policing and now is critical as departments attempt to adopt homeland security measures. A key component of transformational leadership is charisma; that is, the focus is on leadership as a mechanism to accomplish work. Charisma is the ability to interact with subordinates and inspire them with organizational objectives. Charismatic leaders often energize an organization by articulating a vision for the organization. Followers become enthusiastic about the leader and his or her ideas and work hard to support them. Charisma is an exclusive form of leadership and perhaps is not sustainable over extended periods of time, but it is quite useful in attempting to motivate subordinates to work toward a new goal. For example, the implementation of new policies in a police department is best accomplished by a transformational leader. The objective of transformational leadership is not so much to oversee the daily operation of the organization but to stimulate change or movement in some predetermined direction. In this instance, the manager is more of a change agent than a manager. Transformational leadership is used to transform the organization into a more effective body.
transformational leadership brings about a process to change direction, to broaden the horizons and interests of subordinates.
Transformational leadership can be an effective method to transform a stagnant police agency into a more effective department. It is also an effective tool by which to implement new programs. Schermerhorn (2008) identified the qualities of transformational leaders as:
· 1. Vision. Having a clear sense of direction, communicating the direction to others, and developing a level of enthusiasm among subordinates for the direction.
· 2. Charisma. Having the ability to interact with subordinates and inspire them toward organizational objectives.
· 3. Symbolism. Offering special awards and holding ceremonies to recognize excellence and identify heroic or outstanding performance.
· 4. Empowerment. Delegating truly challenging work and helping others develop.
· 5. Intellectual stimulation. Creating an atmosphere in which subordinates begin to think about problems and use their creativity to solve them.
· 6. Integrity. Being honest and open to all members of the organization and consistently adhering to a high standard of ethics and morality.
A leader who possesses these characteristics can transform an organization. Generally, it is vital for a newly appointed police chief to be a transformational leader. The new police chief is judged by all sorts of standards; thus it is important for him or her to make an impression within the organization as quickly as possible. A transformational style of leadership can certainly provide a new chief time to accurately evaluate the department and establish a regime of management practices.
THE POLICE CHIEF AS LEADER
The preceding sections presented information on the theoretical aspects of leadership. The various theories are provided as a road map for administrators to use when they are attempting to understand and develop their relationships with subordinates. The various leadership theories when taken in combination suggest that the leadership process is complicated. An administrator, to be a good leader, must be skilled in applying the right leadership techniques to situations and subordinates. If this is accomplished with precision, the leader and the organization will be more successful. Furthermore, law enforcement is a unique profession. As such, the task of policing plays a key role in the leadership style assumed by the leader.
Most leaders develop a leadership style which they use the majority of the time. They generally select one that is comfortable and works for them. Cordner and Scarborough (2006) identified four primary styles of leadership exhibited by police executives. To a great extent, these styles are focused either internally, attending to managing or running the department, or externally, focusing on the external political activities required of a police chief. A chief, depending on the situation, may use one or more of these styles when managing the department. The four leadership styles are:
· 1. Administrator. Administrators are executives who turn their attentions inward. They concentrate on the inner workings of the department, and they generally adhere to classical organizational tenets and expend a great deal of energy planning, directing, staffing, controlling, and organizing the internal workings of the department. Because they see autonomy as an important ingredient to success, they generally fail to read some of the problems within the environment as they occur.
· 2. Top cop. Top cops, somewhat like administrators, turn their attentions inward. The difference is they emphasize leadership rather than management. Top cops see leadership as being actively involved in police operations. They are more likely to take charge of situations and make their presence known in the field. Top cops are generally well liked by the rank-and-file officers because of their involvement in field activities. Top cops, however, generally neglect to attend to many of the department’s management requirements. They do not spend a great deal of time in planning, controlling, staffing, or organizing.
· 3. Politician. Politicians turn their attention outward. Politicians, like top cops, do not attend to the managerial aspects of the department. They prefer to interject themselves in community and political affairs. They expend a great deal of energy acquiring personal power through affiliation with community leaders. They abdicate management responsibilities to lower-level subordinates and seldom give them adequate attention.
· 4. Statesman. Statesmen are attentive to both internal and external affairs. They understand the importance of working with community leaders, but they do not see it as their consuming responsibility. At the same time, they understand the importance of managing the department through planning, directing, staffing, controlling, and organizing. They have the capacity to delegate both internal and external responsibilities. They are skilled at evenhandedly running their departments and working with community and political leaders.
Stamper (1992) provides support for Cordner and Scarborough’s typology of police chiefs. In a survey of large police departments, Stamper investigated chiefs in terms of their leadership or external orientation as opposed to their managerial or internal orientation. He found that chiefs generally scored higher on leadership (external orientation) than on managerial functions. However, their subordinates reported that the chiefs in the study actually emphasized internal management functions more than they reported. Stamper notes that management functions generally overwhelm chiefs, and they tend to perform external leadership functions or interact with the community in their spare time. Stamper does not believe that a police chief in a large department can adequately attend to both internal and external leadership duties.
Stamper believes that the police leadership problem can be solved with the implementation of a modified management system. He suggests that the police chief delegates the vast majority of the internal management responsibilities to an assistant chief. When this occurs, the chief can devote ample time to external leadership duties, which generally are considerable. When most people have a problem or complaint, they expect and attempt to talk with the chief. The chief’s office is constantly inundated with calls and requests for appointments from people who expect him or her to resolve their problems. Even when these requests are delegated to a subordinate, they generally require some time and effort on the part of the chief. At the same time, the chief must meet with elected and appointed political officials, such as council members or heads of other departments, and attend to civic organizations such as civic clubs and neighborhood associations. The police chief is the primary political contact between the department and community.
When the chief delegates substantial responsibility for running the department to a subordinate such as an assistant chief, the chief must communicate his or her vision of the department to the assistant chief. This provides the assistant chief with perceptual parameters when making management decisions. The subordinate’s actions should mirror the chief’s vision of the department. Additionally, the chief can routinely review subordinate management decisions and provide guidance about what should be done and how it should be accomplished.
Police Chief Tenure
Although a great deal can be said about police chief leadership style, it should be noted that most chiefs serve for very short periods of time. For example, Mahtesian (1997) examined the longevity of chiefs in the nation’s larger departments and found only one chief with tenure greater than five years. Additionally, he found that Cleveland had fired three chiefs in a four-year period. Peak and Glensor (1996) found that the tenure for a metropolitan chief was between 3.5 and 4.5 years. In 1997, the International Association of Chiefs of Police estimated that average tenure for major city police chiefs was 2.5 years, and the Police Executive Research Forum found the average tenure for police chiefs serving cities with a population of 500,000 was 4.93 years (Rainguet and Dodge, 2001). It is quite evident that police chiefs are not long lasting.
olice chief terminations generally are not the result of ineffectiveness or corruption; rather, police departments today must satisfy too many constituents within the community. The police cannot adequately satisfy all the groups that vie for police attention and services. When the police fail to attend, or inadequately attend, to constituent needs, this becomes a factor in the political process. Over time, the sum of these failures or inadequacies reduces public support, and mayors and city managers often see replacing the chief as a way of garnering public support. Most police chiefs basically are in a no-win situation. Indeed, in one survey of police chiefs, the majority of respondents advised that the most stressful and discouraging aspects of their job was working in the political environment and dealing with politicians (Benson, 2004).
Lower-level police managers often contribute to this process. Doug Hamilton, former police chief in Louisville, once noted that many mid-level commanders operate under the philosophy that “nothing good can happen to me until something bad happens to you [the chief].” Ambitious managers often see the removal of the chief or a general shakeup of the chief’s staff as the most likely way of being promoted. They often engage in politics to expedite such a reorganization. The primary mode of operation here is to engage community leaders and high ranking governmental officials and solicit their support for advancement. At the same time, these managers usually demonize or severely criticize the chief and his or her programs. For example, district or precinct commanders may tell city council members that problems in their districts are the result of the chief’s failure to respond or provide the precinct with adequate resources. Renegade managers constantly tell community leaders and politicians that they and their constituents would be treated better if they had more resources or were in charge.
Another source of attack on police chiefs is police unions or employee organizations. Police chiefs must often implement policies that restrict police officers’ discretion. Points of contention usually revolve around issues such as discipline, use of force, police pursuits, and the treatment of citizens, especially minorities. This often causes animosity between the officers and the chief. If union leaders are sufficiently annoyed with the chief and believe they have enough clout, they often resort to public or political attacks on the chief. For example, in 1997, the Louisville Fraternal Order of Police (FOP) evaluated the chief by giving officers a questionnaire that examined a number of personal and administrative dimensions. The FOP then issued a scathing report on the chief’s performance. However, only a few members of the FOP saw the returned questionnaires and there was no control over who responded or how many questionnaires could be completed by an officer. An independent commission appointed by the mayor conducted an impartial citizen survey and found that the chief and department were well respected by the community and citizens generally rated the chief quite high on all categories.
The police chief often faces attack from a number of directions. To say the position of chief is tenuous is an understatement. For example, Tunnell and Gaines (1996) investigated police chief tenure in Kentucky and found politics to be a significant factor in police chief turnover. Table 6-1presents data on why police chiefs vacated their office. They found that a full 44 percent left because of political pressure and an additional 9 percent were demoted within the department. An additional 30 chiefs, or 26 percent, left for personal reasons. Although a number of reasons could account for this group’s decision to leave office, it is conceivable that politics played a role.
Obviously, the working relationship between the chief and political executives can be a difficult one, and considerable effort from all parties must be exerted if it is to be positive. Regoli and his colleagues (1986a, 1986b) found that the most important factors contributing to chiefs’ job satisfaction were autonomy, job security, salary, and job conditions. However, police chiefs seldom are able to achieve autonomy from other governmental officials and political elites in the community. Moreover, their ability to successful manage the department and implement programming is largely dependent on their relationship with the governmental executive. Perhaps a former superintendent of the police in Chicago best sums up the chief-governmental executive relationship:
· The chief’s ability to serve as a major municipal policy maker—and even his ability to run a police department free from the most outrageous kinds of partisan political incursions—is largely dependent on local idiosyncrasies rather than on the scientific application of immutable principles concerning the police chief-mayor relationship (Brzeczek, 1985:55).
It becomes clear that doing a good job or attempting to nurture a good working relationship with governmental officials will not always suffice to allow a chief to remain in office. Bill Bratton, former commissioner of police in New York City, received national publicity for substantially reducing crime, but was forced out of office after only 27 months because he received more publicity than the mayor; he later became police chief in Los Angeles, where he oversaw a department that improved police-community relations and substantially reduced crime. Job stability is sometimes a matter of extenuating circumstances well beyond the reach of the chief.
In some cases, police chief turnover is not entirely negative. Over time, some chiefs become lackadaisical or tired. They tend to maintain rather than innovate, and the department stagnates. When this occurs, the department and community suffer as the department fails to respond to emerging problems and conditions. New leaders can breathe new life in a department, assisting the department to recognize and face new challenges (Nadler, Shaw, and Walton, 1995). Regardless, chief turnover can be costly both financially and in terms of productivity. The search and selection of a new police chief takes time, and in many cases the department is in limbo while this process is being conducted; meanwhile, programs associated with the old chief may be dismantled. It also represents a significant cost to the jurisdiction in terms of advertising, time personnel spent during the selection process, and bringing candidates in for interviews.
Ascending to the Position of Chief

Visit the companion website to find a web link with information about some of the things that police chiefs can do to extend their tenure.
Basically, police chiefs are promoted through the ranks and ultimately become chiefs in their departments, or the chief is hired from the outside. In one study of police chiefs, Krimmel and Lindenmuth (2001) found that 70 percent were promoted from within the department, while 30 percent were hired from the outside. A jurisdiction is more apt to hire an insider if the department has been successfully managed. On the other hand, police departments that experience problems, internally or within the community, typically recruit an outside police chief. When a department experiences problems, political officials tend to stereotype all the senior officers when asserting blame. This often results in the appointment of an outsider as police chief.
In a similar line of research, Regoli et al. (1990) identified career stages through which police chiefs progress. From the initial appointment through their first two years, new chiefs go through a “crisis stage” in which they attempt to identify the boundaries of their power and authority. Here they attempt to learn how they mesh with the government and other governmental officials. Second, during the third and fourth years, chiefs go through an “interregnum stage” in which they attempt to identify their power bases and begin to take charge of the department and its operations. Third, during years five through nine, chiefs go through an “institutional stage” in which they become entrenched and continue their own programs and policies. Fourth, chiefs go through a “concretion stage” during years 10 through 14 in which they gain support from the department and community. Here, they continue to fine-tune their programs, but they generally fail to adopt new ones. Finally, chiefs go through a “demise stage” some time after their fifteenth year. At this point they have accomplished most of their goals and are content to rest on their laurels as their upcoming retirement approaches. However, as noted above, most chiefs’ tenure is less than six years.
SUMMARY
This chapter addressed the very important concept of leadership. Leadership is by no means simple in its application, and to a great extent people’s ability to lead is dependent on the power they possess. People obtain power from a number of sources. Individuals seek power to achieve personal as well as organizational goals. A balance between personal and organizational goals must be maintained. Power must be used appropriately, and power without integrity is tyranny.
If the police agency is to maximize its productivity potential, administrative officers in leadership positions must be capable and have the requisite skills necessary to perform adequately. Leadership is not static and does not consist of a finite number of traits, but it is an ongoing process which requires the constant attention of police administrators. As a process, it requires that the leader understand the task at hand or goals and objectives, those who are being led, the situation, and the environment. Leadership is very much an art.
Experience and intuitive understanding are required to successfully apply the many theories of leadership. If leadership was a science, a simple formula or recipe would demonstrate how techniques and ingredients are mixed to produce motivated employees. However, leadership is not a science; therefore, artists who perceive the subtleties of human behavior are an essential element in leadership.
Finally, it should be noted that the police chief is the department’s ultimate leader. He or she exists in a political process. The chief is exposed to a variety of demands and pressures. Recently, it seems that chiefs have substantial difficulty retaining their jobs. This is due in part to the fact that police departments cannot solve all of society’s problems, but nonetheless, the police chief is often held accountable for all failures. The police chief often serves as a convenient scapegoat. Regardless, the police chief must understand and work within the confines of the political system.
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