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As the 21st century and the new millennium loom on the horizon, the need for leadership in both public and private sector work environments has never been more apparent. Leadership, as a process of influencing the behavior and performance of employees, as well as leadership as a method of establishing, exemplifying, and enforcing the moral and ethical standards of an organization, is a critical requirement in today's workplace, police organizations being no exception. 

Few work environments can equal the quantum leaps of growth and professionalization which have been made by those who police America. What began earlier this century as a political appointment provided by local bosses to low-level friends and that amounted to no more than rote and brutish enforcement by "flatfooted coppers" has emerged as the most comprehensive, service-oriented profession in America. The demands placed on police officers, particularly in terms of the need for individual character and moral integrity, are second to no other professional endeavor. An organization that desires to maximize the effectiveness of its supervision team must ensure that the people serving in this critical role are aware and conscious of their responsibility not only as supervisors and managers, but as leaders. 

To effectively lead under such demanding circumstances, police departments need first-line supervisors who are aware and mindful of the conceptual issues related to leadership and who have mastered the pragmatic and objective skills proven to be effective in positively influencing the performance of others. Although leadership is required at every level of a police organization, nowhere is the need more critical than amongst first line supervisors, or as is more appropriate for law enforcement organizations, "front-line leaders." In most police organizations in America, this critical role is staffed by the uniform police sergeant. 

With these facts in mind, police executives must take full advantage of any and all opportunities to develop leadership skills and abilities at all levels of a department, with particular attention paid to the sergeants serving in a front-line capacity. Unfortunately, formal training tailored for law enforcement in this area is a scarce commodity. Currently, the formal resources available to California law enforcement designed to develop leadership skills in front-line police supervisors are limited to two major sources: the POST Supervisory Leadership Institute (SLI), and the POST Basic Supervision Course. 

The SLI has proven to be an extremely effective training institute; however, the fact is the SLI is a victim of it's own success. The SLI is available on a limited basis, and only sergeants with a minimum of one year in grade may attend. Realistically, a police sergeant will not have an opportunity to attend the SLI until he or she has four or five years in grade. 

The SLI concentrates on the dynamic of training a group of sergeants from a number of different agencies. In fact, the SLI limits organizations to sending one participant per 

class. This training environment ensures the participants feel comfortable talking openly about issues that may be difficult to discuss with co-workers. This has proven to be a stimulating learning environment and an outstanding method of developing a strong sense of leadership in individual sergeants. 

There are, however, major concerns related to the issues of leadership that The SLI is unable to address. Four come immediately to mind: 

1. Developing leadership skills in newly appointed sergeants as they make the transition from officer to sergeant; 

2. Developing a sense of mentorship and continuity of leadership amongst a group of peer sergeants from a single organization; 

3. Examining leadership and influence while emphasizing issues, concerns, and topics which are unique to a particular organization; and, 

4. Providing a forum that allows for the ongoing and continual development, maintenance, and strengthening of personal and professional skills associated with the art of effective leadership. 

The second source of leadership training in California is the Basic Supervision Course. This is an eighty-hour course designed for the newly promoted supervisor. The curriculum of this course concentrates on concerns of effective supervision and management, such as disciplinary issues, counseling, and critical incident management. The "leadership" training provided by the Basic Supervision Course is rudimentary at best, and little if any time is spent addressing the essence of leadership. The environment is one of a classroom where information is dispensed with little time for dialogue. 

In addition to training those already in positions of leadership, developing leadership skills in line-level personnel ensures that departments are well-prepared for the future. Whether the officers are drawn from senior personnel, training officers, or from "two-stripers," formal leadership training of line-level officers is a safeguard absolutely essential in the complex, super-technical, and highly litigious field of law enforcement. Unfortunately, this is another area where formal training is rare. 

Considering the critical importance of front-line leadership here in the nation's most populace state, the point could certainly be made that POST could do more. The point could be made; however, rebuttal questions must then be posed: What and why? When taking into account limited training dollars, already burgeoning training requirements, and departments staffed at minimal levels, what could POST offer that would provide comprehensive and ongoing leadership training to the entire leadership staff of a given department? That being the "what" question, the "why" should be obvious. Why can't a department develop leaders from within? With a nucleus of SLI graduates and others with proven skills, what prevents an organization from developing an ongoing and perpetual training curriculum tailored to the needs and priorities of that department? 

The training offered through the SLI and the Basic Supervision Course provides an excellent basis for front-line leaders to begin the perpetual process of developing leadership skills; but no training program, regardless of the quality of the curriculum and commitment of the staff, holds all the answers. The subject matter in the area of leadership does not easily lend itself to mastery and expertise. It is a lifelong endeavor that cannot be reduced to training classes with a beginning and an end. 

The SLI and the Basic Supervision Course provide the necessary foundation for any agency to develop a strong nucleus of leadership. Once this nucleus has been established, it falls on those individuals, SLI trained and with field experience currently in positions of front-line leadership, to return to their respective organizations and further develop effective leadership from within. Considering the level of professionalism found in California law enforcement agencies, the thoroughness which is used in covering supervision skills in the basic supervision course, and the nationwide reputation of the SLI-if this process of "training by osmosis" is not taking place in departments across the state, it is not for lack of knowledge and skill. The obvious culprit must then be environmental or simply a matter of commitment and priority. It could be argued that POST has more than met any real or perceived obligation to provide training in this area, but what departments can make the same claim? At some point, the responsibility to develop current and future leaders must shift to the individual organization. With the arrival of the new millennium, the time for this shift is now. 

Police Executives must strive to establish a climate and organizational culture that encourages the development of formalized leadership training. This could be accomplished through the formation of "Leadership Forums." Leadership Forums represent a formalized, ongoing and perpetual effort to maximize the professional development of supervisors and front-line leaders in the philosophies and concepts of leadership. The goals of a Leadership Forum are: 

· To provide newly promoted sergeants with effective strategies in making a successful transition from officer to sergeant. 

· To expose first-line police supervisors to the precepts, philosophies, and concepts of leadership as a method of influencing and directing the effort of people, and as a much-needed skill of the effective police supervisor. 

· To initiate dialogue and communication among first-line supervisors by providing them with an opportunity to discuss issues of leadership, departmental goals, the future of our organization, and their role in these areas. 

· To maximize the effectiveness of the Escondido Police Department in areas such as community relations, public safety, internal discipline, and employee moral by creating an organizational culture that formally recognizes leadership as a value (at all levels of the organization) and supervision as a team effort. 

The Forum must establish a learning dynamic that is open, honest, and is characterized by frank dialogue and discussions on issues currently being faced by leaders of the law enforcement community in general and that specific agency in particular. Although some of the issues and dilemmas of law enforcement in general and leadership in particular are hotly debated and perhaps even controversial, forthright candor is required. A quote by Ronald Heifetz, the director of the Leadership Education Project at Harvard University's John F. Kennedy School of Government, sums up the desired attitude of any leadership training effort. 

We need to begin to see conflict as a good thing. Of course it's dangerous. It has to be to orchestrate properly. It can't get out of hand. We have to learn to regulate the level of disequilibrium in the system so that the level of tension, conflict, and distress does not overwhelm people's learning capacity. But most organizations err on the side of suppressing conflict and maintaining such a low level of disequilibrium that no real learning takes place. 
"The Work of Leadership" 
Harvard Business Review, Jan/Feb, 1997 
Clearly, to establish this dynamic the effort cannot be approached with the same mind-set as skills training. The art of leadership does not easily translate into concrete learning objectives and definitive multiple choice test questions, thereby requiring adult learning concepts as the major emphasis in defining and meeting any objectives. Self-directed learning techniques, which emphasize participant involvement through consensus as well as "orchestrated disequilibrium," must be the guiding force of the forum curriculum. The knowledge and expertise, which many of the participants will bring to the training, should be recognized, and a priority should be to encourage the participation of all of those in attendance. 

The direction of the forum will be determined by a compilation of the priorities, ideas, attitudes, and opinions provided by the participants. This means determining not only what administration views as priorities, but what the participants consider important as well. Allowing the prospective student to shape the training and curriculum is of primary importance. Adults like to choose their own way in most any walk of life, and training environments are no different. The objectives of any leadership training effort will be, for the most part, affective in nature and heavily dependent on the commitment and values of the individual participant. Often this will result in the creation of goals that address attitudes and beliefs on subject matter that is nebulous in nature. This is not to say that the program is not worthwhile; it is long overdue. It is, however, important that goals remain realistic. The program should be offered in the spirit of providing participants with an opportunity to develop and hone their leadership skills, and to learn from their peers what works and what doesn't. 

Finally, it is essential that the training be facilitated and guided as opposed to taught and directed. The participants will be held responsible for their own development and achievement. There is an old saying about horses and water which could be no more appropriate than with regard to bringing people to the edge of leadership training and asking them to dive in. Once a commitment has been made, any number of methods could be used by a department to instill leadership from within. Drawing from the success of the SLI and other professional growth training concepts, an effective format that could be used by a Leadership Forum is periodic workshops. In addition to subject matter which may be of unique interest and priority to a particular agency, there is basic leadership subject matter that could be formatted in a workshop setting and would be of great use to any organizations. A few suggestions are outlined below. 

Fundamentals of Leadership 

The initial efforts in departmental leadership training will, of course, be determined by the organizational needs and priorities. Logically, the most effective initial effort would appear to be one that addresses the fundamental issues. The initial material and workshop could address issues of leadership as a method of influence and impact on subordinates as well as peers, or how to successfully transition from a line-level officer to a front-line supervisor. The knowledge and expertise which many of the participants would bring to the workshops should be recognized, and a priority of the forum will be to encourage the participation of all of those in attendance. The future direction of the forum will be determined by a compilation of the priorities, ideas, attitudes, and opinions provided by the participants. 

A major effort to identify prevailing values of the department leadership could be undertaken, as well as identifying the individual values of forum participants. Two major schools of thought in the area of leadership as a method of influencing others could be examined: the attitudinal or normative approach, and the behavioral or pragmatic approach. 

A great deal of text material is available for incorporation into a discussion. Works such as Lincoln on Leadership by Donald Phillips and Principled Centered Leadership by Steven Covey are excellent examples. Both of these books are associated with the normative approach. 

Consideration could also be given to identifying a leadership model which provides a common language in discussing issues of personnel and their individual abilities, strengths, and weaknesses. The Situational Leadership Model, developed by Dr. Paul Hersey, is just one such model. This model of leadership is pragmatic and immediately applicable to the demands of organizational leadership. 

The Ethics of Leadership 

It is a basic tenet of law enforcement that the first crisis faced by most young officers will be a crisis of conscience. The need for noble character in police work is no myth, and the standard of conduct must be one of incorruptibility. It is the inherent obligation and responsibility of the front-line leader to set the ethical standard of excellence. Guided discussions on problem issues that plague police departments, such as the slippery slope of corruption, cynicism, misguided loyalties, workplace relationships, and tolerance as moral and ethical obligation of public servants, should be made open for discussion and an integral part of a leadership forum. Obviously some topics are unique to police work, and others are basic ethical considerations found in all professions, none of which can ever be discussed too often. In this area, the text in Character and Cops: Ethics in Policing, by Professor Edwin Delattre provides excellent discussion material. 

Forum-Sponsored Curriculum and Handout Material 
There is no shortage of mainstream publications on the subject of organizational development, and leadership. Incorporating this material into a forum can be useful in creating a list of resource material. This material could be chosen and developed by participants as well as by department administrators. The resource list would be expected to expand and grow. Participants should be encouraged to develop or locate material which they consider relevant to the subject matter. The resource list could be incorporated into the forum curriculum and discussion and provided to all participants. This arrangement will also be useful in encouraging the development of a formal system of mentoring to develop future leaders. 

Guest Speakers 
Members of the local community, department members, and other professionals should be encouraged to address the group on topics related to the workshop material. Officers and employees representing all parts of an organization will be invited to attend these workshops. 

Chief's Counsel 

Once a formalized leadership forum is in place, the Chief of Police and the staff should view the forum as a synergistic power structure available as a resource for counsel, problem-solving, or simply brainstorming. Like the leaderless discussion group used in the artificial setting of an assessment center, the forum could be used to brainstorm and problem-solve. The forum could discuss challenges actually facing the department and be tasked with providing alternatives for action. When used to its full potential, a leadership forum should be considered a resource to the entire department. 

Action Plans 
When appropriate, workshops and forum activities will be concluded with the creation of an "action plan." Action plans are an objective list of goals, behaviors, and actions that the participants are willing to commit themselves to. The action plans will provide an effective method of implementing skills, traits, behaviors, or principles that were discussed during the workshop. Any action plans will be formally documented and mutually agreed upon, and each participant will be provided with a copy of the plan. 

Around the nation the results of effective front-line leadership is clearly evident in professionals who understand the commitment and obligations of public service, and who earn the trust of the public through their actions and deeds. Conversely, we see the results of failed front-line leadership in complaints of rogue officers acting impervious of policy and civility, and segments of communities that feel alienated from their police departments. Maintaining a high standard of front-line leadership through character, all the while holding supervisors morally and ethically accountable as front-line leaders, is a foundational responsibility of any organization and should rank as one of the highest priorities of progressive and forward-thinking police 


