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Over the last decade, law enforcement agencies have seen a paradigm shift in policing to community-oriented, problem-solving, and problem-oriented policing.
  It has been reported that many police departments throughout the United States have embraced community/problem-oriented policing or plan to do so in the near future.
 Community-oriented policing and problem-oriented policing strive to achieve a partnership between the community and the police department.  This partnership is formed by using different and innovative patrol strategies in order to defend against crime, reduce the fear of crime, and improve the quality of life in the community.  

Problem-oriented policing (POP) has been viewed by some as distinguishable from community-oriented policing (COP)
 and by others as a component of COP.
  Moore describes POP as an approach developed to respond to specific situations whereas COP is viewed as a more permanent working partnership between the police and the community that will continue to exist even if the community is not facing a serious problem.  Goldstein argues  that POP is a comprehensive plan for improving policing in which the high priority attached to addressing substantive problems shapes the police agency, influencing all changes in personnel, organization, and procedures.  

As law enforcement agencies move toward non-traditional methods of policing and community-oriented policing will police officers  need a new type of leadership?  Or should 

officers continue with the traditional wisdom which states leadership is doing what the leader wants done?  The common view of leadership claims leaders are motivated toward goal achievement and that leaders must have certain preferred traits such as charisma, vision, greatness, and excellence in order to lead.  This view of leaders and leadership is what Rost in Leadership for the Twenty-First Century, refers to as the “industrial” paradigm of leadership.  Rost describes the industrial paradigm of leadership as, “leadership is great men and women with 

certain preferred traits influencing followers to do what the leaders wish in order to achieve group/organizational goals that reflect excellence defined as some kind of higher-level effectiveness”.

Most people that equate (industrial) leadership as good management understand leadership based on readings from the most popular books and articles on leadership published in the 20th century. This understanding of leadership has dominated most law enforcement organizations in the past, but will not serve our law enforcement organizations and diverse communities in the future.  An emerging leadership is needed in order to meet law enforcement challenges in community policing in the twenty-first century.  

Law enforcement officials can no longer expect employees to respond to the traditional methods of leadership just as we can no longer expect traditional methods of policing to solve community problems.  Goldstein suggested three changes for the success of problem-oriented policing: (1) Police leaders must articulate the basic values with which they approach law enforcement tasks and which influence their management techniques; (2) they have a strong commitment to problem solving as the core of policing; and (3) leaders must make fundamental 

changes in the type of relationships that exist between leaders and the rank and file.
  

If we follow Goldstein’s suggestions, we can see that many police departments have already articulated their department’s vision, value, and mission statements.  Many chief administrators have involved their entire law enforcement organization in developing their agency’s vision, value, and mission statements.  Many of these law enforcement agencies have moved toward problem solving as the core to policing; such as community-oriented policing and problem-oriented policing. But, many police departments have not yet moved toward changing the relationships between their leaders and rank and file, or their officers and their communities.
Postindustrial paradigm of leadership

With many law enforcement agencies moving toward community-oriented policing or problem-oriented policing, police administrators will need to adopt a more flexible, decentralized management style that enhances the autonomy and responsibility of all officers involved in community policing.  Because of this endeavor, the supervision of community policing operations and the collaboration with community members will be a critical factor in the success of community-oriented policing or problem-oriented policing.  Supervisors should employ a more participative style of leadership in which they function as facilitators, problem solvers, resources and serve as liaison to their officers and their community.
   

Since the turn of the century, top police administrators and many law enforcement practitioners have viewed leadership as goal attainment, excellence, and many different things.  To some law enforcement officers, leadership is what a leader does, and to other officers, leadership is doing “good management.”  But, if we are to meet the challenges of community 

policing, we need to change the way in which we do leadership and open our minds to new concepts of leadership.  With the postindustrial model of leadership, we can see many benefits for the law enforcement organization and the community in which they serve.  What follows in the remainder of this article is, first, a definition of postindustrial leadership, next a discussion on postindustrial leadership, and benefits to law enforcement organizations and the community.

Definition of Postindustrial Leadership:

Rost defined leadership as: “Leadership is an influence relationship among leaders and followers who intend real changes that reflect their mutual purposes.”
  Rost took great care in selecting each word for his definition.  He wanted to convey specific meanings in each word that contained certain assumptions and values which are necessary to a transformed, postindustrial model of leadership. 

 Rost offered the following four essential elements for the definition of the postindustrial leadership:

1. 
Both leaders and followers are involved in the relationship.

2. 
They use only noncoercive influence strategies in that relationship.       

3. 
They intend real, significant, changes.

4.
They make sure that the changes reflect the mutual purposes of both leaders and followers. 

Officers are accustomed to using multiple criteria to evaluate many situations, establish probable cause for arrests, establish elements of crimes, and analyze criminal crime scenes, so 

officers should be able to use the above listed criteria in order to determine whether leadership is happening or not. 


Burns stated, “The ultimate test of practical leadership is the realization of intended, real change that meets people’s enduring needs.”
 Thus, leadership is an “influence relationship.”  Officers and supervisors, influencing one another to agree mutually upon changes that they want for their groups, organizations, and communities. Leadership is about people working together to decide on changes they want to institute in their organizations or communities.  Leadership is about intending real changes.  Leaders and followers make the hard decisions in order to change their organizations or communities. Leadership is not done by a person (leader) alone.  Without followers there would not a leaders.  If all you had were leaders, then who would follow?  Leadership is done by both leaders and followers working together: collaborating.  Thus leadership is not about doing the leader’s wishes, but it’s about doing what the leader and follower want done.  

In addition, leadership is not doing good management nor is leadership what people do all day in management positions.  Leadership is an episodic process in which supervisors and officers form a relationship to change an organization or community.  Leadership happens sporadically.  It allows us to understand leadership as a process of developing mutual purposes because they can be formed in an episodic affair that revolves around a proposed change.  The people in the relationship collaborate to make the change process work.      

Postindustrial Leadership Skills:

The emerging leadership process suggests that supervisors and officers put the following 

skills into practice:

1. 
Influence multidirectional relationships. The influence should go every which way, not just top-down. In order to accomplish this, officers can use persuasion and appeal to communitarian ideas, the commons, public good, relationships, and organizational culture. Officers can also use power resources and collect information to influence others. You need to build relationships across the organization and devote time and talent to problem solving.

If supervisors and officers are to create multidirectional relationships, they need to include the following strategies: (a) be active listeners; (b) bring passive  people into the leadership process and encourage active involvement rather than just being present; and (c) welcome a mix of ideas and new points of view that will add to the influence process.

2. 
Build noncoercive relationships.  Emerging leadership includes building relationships based on mutual influence not authority or power.  Influence by its very nature is noncoercive.  

When I speak of noncoercive relationships, I mean that the officers in the relationship can respond positively or negatively to the influence being displayed.  Building trust, and developing a culture of openness and honesty can also help in creating a noncoercive relationship.

         The leadership relationship should be build around a sense of purpose.  As with problem solving and problem-oriented policing, building a sense of purpose can be accomplished by defining the mission which reflects mutual purposes.  Supervisors and officers should talk often about the purpose, and relate activities to the purpose.  Within the organization, there should be a 

culture that promotes the purpose.  The organization should focus policy making on the purposes and create rituals that reinforce these purposes.

Other relationships which served us well in the 20th century are the authority, power, and 

the dictatorial relationships.  Both authority and power relationships can be coercive, supervisors accept superordinate roles and officers accept subordinate roles.  Supervisor control officers by rewards and/or punishments.  These relationships do not have to be coercive, but often are.  Coercion is an acceptable behavior in these relationships, and it is often essential if the relationships are going to be productive or effective.  Dictatorial relationships rely on physical or psychological abuse that supervisors use to control their officers.  Supervisors keep officers in subservient roles and not just subordinate ones.  The authority, power, and dictatorial relationships will not work well in the 21st century.  The postindustrial leadership model does not use coercion in the influence process.  

3. 
Focus on the process.  Leadership does not happen automatically. Leadership is a change process that requires nurturing, development, and helping along.  Because officers are used to authority and power relationships, they can easily slip back into these behaviors if they are not aware of it.  Supervisors and officers should model noncoercive behaviors and make sure the outcomes of the process are mutual.  You should get a sense of the outcomes as they are being decided and try innovative strategies in order to obtain consensus.

4. 
Include as many different people as possible in the relationship.  Cultural diversity and the number of people in our organizations help to strengthen the course and maximize the impact of the leadership relationship on the organization.  However, avoid the perception of being an exclusive group or click.  The people in the leadership relationship can not have diametrically opposing purposes.  People who have opposite purposes should form another leadership relationship to intend changes that reflect those purposes. 

5. 
Be a risk taker.  Risk taking is healthy for the organization but do not take uncalculated risks.  Leadership is a process of intending real change, not just simply those processes which successfully implement changes.  There are many ways of encouraging risk taking in the leadership relationship: (a) reward risk taking; (b) supervisors should never punish officers who take risks; (c) celebrate risk taking; (d) develop a culture that promotes risk taking; (e) encourage creativity and ingenuity in problem solving; and (f) have officers take responsibility for the risk they take.

6. 
Allow for conflict among followers.  Supervisors and officers should accept conflict as normal when people intend real change.  Accept that there are different perceptions of reality among supervisors and officers, and people have different background assumptions. Allow the people in the relationship to confront one another, but do not let the conflict inhibit communication.         

7. 
Empower others in the relationship.  I do not like the term ”empowerment,” but the concept does work.  In order to empower other supervisors and officers in the leadership relationship, give officers some decision-making power and authority in the relationship, thus give up some control.  Supervisor and officers share a common purpose; the voice that officers have is more than just input, it’s influential in building mutual purposes.  The officers should shape the future rather than be shaped by it.  Understand that postindustrial leadership takes empowerment to a higher, deeper level.  Empowerment in a leadership relationship has profound transforming effects on both the supervisors and the officers--and on the organization.

8. 
Advocate for the commons.  While working collaborative with community members and others, leadership should be practice as communitarian ism and not individualism.  The leadership relationship should be transforming so that supervisors and officers can show a concern for the common good, so that they can take care of the field--the space that is in between what we see and feel in our organizations and communities.  Creating expectations that supervisors and officers are to foster the public good of the organization and our communities and not just their individual, group, and department goods.   

Taking these eight factors into consideration, we can see that the leadership relationship does not occur all day long.  With the new post industrial leadership, leadership is an episodic process in which supervisors and officers form a relationship to change a group, organization, or society.  

One does not become a leader or practice leadership simply by obtaining the rank of sergeant, lieutenant or a higher rank. Leadership comes from the relationship between the supervisor and the officer.  Top administrators can no longer make significant changes in the organization through paramilitary efforts.  Serious limits exist on what can be achieved through 

reassigning personnel, restructuring the organization, and conducting training programs.  Problem-oriented policing strategies lead to officers supporting needed changes in the organization because they are the essential ingredient in the change.  Eck and Spelman et. al., found that police administrators must engage the entire organization in problem solving and problem-oriented policing. They identified four key practices:

1. 
Communicate to all personnel within the organization why handling problems is more effective than handling incidents and why each officer should engage in problem solving.    

2.  
Provide incentives to officers that engage in problem solving.

3.
Reduce barriers to officers engaging in problem solving and encourage risk taking.

4. 
Provide examples of good problem solving.

Leadership is an Episodic affair:
Leadership is a process of real intended change, thus leadership can not happen all day long, every day.  Leadership happens sporadically, because the intended changes must be of a significant nature.  Incremental changes are part of the everyday process of governance and management/ administration.  When we think of leadership as an episodic affair we can not conceive leadership as a bunch of traits or desired behaviors because an episodic affair does not have those characteristics.  The post industrial leadership allows us to think of leadership as a relationship because relationships come and go, and as issue oriented because issues are episodes. In addition, if we understand that post industrial leadership is  a process of developing mutual purposes, then we can understand that mutual purposes can be formed in episodes that revolves around a proposed change.

Leadership model:
With the view of leadership (post industrial) as an interactive influence process of intended real change, we must reconstruct the old training and professional development models which were based on leadership as good management.  In addition, the leadership process being a relationship of supervisors and officers intending real change that reflect their mutual purposes, the old training based on leadership as specific traits or behaviors of supervisor must be abolish for the new paradigm of leadership. 

Leadership needs to be viewed as an episodic affair because leadership is an episode in people’s lives.  Supervisors do leadership episodically-five minutes here, a half hour there, ten minutes now and an hour later.  Professional trainers must design leadership programs that reflect how supervisors and officers really experience leadership.  They must train supervisors and officers to use influence and develop noncoercive relationships.  Trainers need to help supervisors and officers understand the nature of real change, and reconstruct their basic view about life toward a collaborative orientation.   

Benefits to Law Enforcement: “The Phoenix Experience”
In Phoenix Arizona, the Garfield Organization, Maricopa County, United States Attorney’s Office, FBI, and the Phoenix Police Department’s Neighborhood Services and Human Services Departments, have teamed up to collaborate in providing quality services to their community.  During a recent Weed and Seed budget process, the Garfield Organization and the City of Phoenix, empowered community members to make decisions in developing and implementing the Weed and Seed budget.  This community-driven budget process consisted of 

three Garfield community representatives and two members of the Garfield Organization Board.  After a comprehensive orientation session, the Budget Review Committee held budget hearings for requesting community organizations to make presentations and answer questions.  Based on reviews of the oral and written presentations, the Committee prepared the final funding recommendations for consideration to the Garfield Organization’s Executive Board.  The application was forwarded to the Executive Office for Weed and Seed for processing.  The product of this effort reflects the community’s hard work and concern for the long-term needs of Garfield. 

The leadership displayed by members of the Committee, during the budget process, clearly reflects the post industrial leadership which Rost spoke about.  There was an influence relationship among the community members and the Board members who intended real changes which reflected their mutual purposes.  The Committee listened to the community presentations and then made their recommendations to the Executive Board.  Whether the community presentations result in  successful programs or not, does not equate to leadership.  The leadership process was evident during the Committee’s review process. 

Definition of Weed and Seed:
Operation Weed and Seed is a U.S. Department of Justice community-based initiative, which is an innovative and comprehensive multi-agency approach to law enforcement and community revitalization.  The Weed and Seed strategy aims to prevent, control, and reduce violent crime, drug abuse, and gang activity in targeted high crime communities across the country.  The strategy involves a two-pronged approach.  First, law enforcement officers and 

prosecutors collaborate in “weeding out” the criminal element from the community and preventing his/her return.  Second, “seeding” brings social services encompassing prevention, intervention, treatment, and neighborhood revitalization to the area. 

A community-oriented policing component bridges weeding and seeding strategies.  Community policing officers obtain helpful information from area residents for weeding efforts while they assist residents in obtaining information regarding community revitalization and seeding resources.     

At each targeted site, the United States Attorney facilitates coordination of federal, state, and local law enforcement efforts.  In addition, local United States Attorneys are at the center of planning and organizing Weed and Seed representative steering committees and joint law enforcement task forces.  

Conclusion:
My intent in this article has been to provide some guidelines in helping supervisors and officers understand the post industrial leadership of the future.  The more we understand the realities of leadership, the more effective our leadership will be in the future.  Considering the current trends of diversity in police departments as well as in our communities, the demands and complexity of leadership will become even more daunting. 

Supervisors and officers will need to understand a concept of leadership that will operate in the twenty first century, not the old paradigm of leadership that has dominated the 20th century.  Supervisors and officers will need leadership development training programs that will work for them in the new millennium.

It has been said of the best of leaders, when their task is accomplished, their work is done, the people will remark, “we have done it ourselves.”  This is what postindustrial leadership is about, people helping people in the leadership relationship: An influence relationship among leaders and followers who intend real changes that reflect their mutual purposes. The postindustrial leadership paradigm will help law enforcement organizations meet the challenges of community policing in the future.
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