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Leaders vs. i s
Managers SgERRESs

Enforcement
Formula

By

CARL DOBBS

and

MARK W. FIELD, M.A.

cholars continue to debate

the true origin of leadership

qualities. Whereas some
scholars believe many individuals
are born with the ability to lead,
others argue that people can learn to
lead. The truth, however, may lie
somewhere in the middle. While a
leader must possess certain inherent
leadership qualities, raw charisma
alone does not ensure success. This
holds true for law enforcement lead-
ers as well.

Born or bred, law enforcement
leaders must not only successfully
manage the day-to-day operations
of their departments but they must
also determine the long-term goals
of the agency and enlist the whole-
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hearted cooperation of their subor-
dinates to accomplish these goals.
In this way, police leaders differ
from police managers.

This article underscores the ne-
cessity for police administrators to
be more than just competent manag-
ers—they must also be effective
leaders. To become effective lead-
ers, law enforcement administrators
must be aware of the tasks facing
them and the importance of consist-
ency to gain the trust and respect of
the people they lead.

LEADERSHIP TASKS

The main tasks of leaders fall
into three distinct categories. Lead-
ers must envision the future, gain

the cooperation of others, and alter
the way others think about things.
In law enforcement, leaders
must begin by forming an organiza-
tional vision and making a commit-
ment to it. Their passion for excel-

lence and their visions for
themselves and their officers greatly
test their abilities as leaders. Com-
mitting to a vision also calls on a
leader’s capacity to take risks—Iit-
erally, to suffer change.

After developing a vision for
the department, police leaders must
gain the cooperation of their officers
to work toward that vision. Effec-
tive law enforcement leaders’
achieve cooperation through moti-
vation. President Harry S. Truman




said that leadership is “...that quality
which can make other men do what
they do not want to do and like it.””!
A leader’s officers take pride in ev-
ery task they perform—from inves-
tigating a major crime to directing
traffic in subzero temperatures.

Finally, all employees must
have the same values and goals.
Therefore, police leaders must de-
velop high standards and instill
these ideals in their staff members.

How do police leaders accom-
plish these goals? The formula is
simple—by knowing their business,
knowing themselves, and knowing
their people.?

Occupational Knowledge

Effective law enforcement lead-
ers must first develop occupational
expertise. This can come from ad-
vanced education, training, or job
experience. Strong professional
knowledge, whether in handling a
crisis management situation, super-
vising a major case investigation, or
completing an indepth staff study,
helps leaders to earn the respect and
admiration of their subordinates.
Indeed, those who have faith in their
superiors’ knowledge and abilities
follow those individuals with
greater confidence. In addition,
skilled and knowledgeable indi-
viduals usually receive first consid-
eration for leadership positions.
However, the most tactically profi-
cient person may not make the best
leader. Rather, a combination of
proven expertise and strong person-
ality traits enables leaders to con-
vince followers of their ability to
succeed.

Self-Knowledge

While law enforcement leaders
may find it relatively easy to know

their business, they may find it diffi-
cult to know themselves. Neverthe-
less, in order to develop an effective
leadership style that emphasizes
their strengths and deemphasizes
their weaknesses, police leaders
must first know themselves.

In fact, police leaders who know
themselves adopt a leadership style
that fits their personality. For ex-
ample, although many individuals
consider a good sense of humor a
desired trait, those who go against
their nature in an attempt to be hu-
morous appear awkward and un-
natural and cannot lead effectively.
On the other hand, leaders who
know themselves can gain power by
enhancing their strengths, while
they strive to overcome weaknesses.

Leaders with self-knowledge
exhibit self-confidence. Former
U.S. Secretary of State Dean
Acheson once described General
George Marshall by saying, “Every-
one felt his presence. It was a strik-
ing and communicated force. His
figure conveyed intensity, which his
voice, low, staccato, and incisive,

reinforced. It compelled respect. It
spread a sense of authority and
calm.”

General Marshall, U.S. Army
Chief of Staff throughout World
War I, was the driving force behind
Europe’s reconstruction under the
Marshall plan. Tested many times,
under stressful and arduous condi-
tions, Marshall continued to tri-
umph. Because he believed in him-
self, he possessed an inner strength
others could sense. Potential law
enforcement leaders must deter-
mine their own strengths and weak-
nesses so thatin times of crisis, they,
too, can react with “authority and
calm.”

Knowledge of Subordinates

Law enforcement leaders must
also know their subordinates in or-
der to motivate them—a key com-
ponent in leadership. They must
take an active role in the lives of
their employees—to offer a kind
word to the employee with a parent
in the hospital or congratulations to
the officer with a child graduating
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from high school. Police leaders
with an awareness of the give-and-
take involved in any leader-follower
relationship take cues from their
employees as to the best way to
motivate them in both individual
and team situations.

Although they realize the im-
portance of establishing a reciprocal
relationship with employees, some
police leaders may find this difficult
to achieve because they must lead
people who may or may not share
their ideals. Therefore, they must
work to understand and develop an
alliance with all of their employees,
no matter what their ideals.

Reciprocal relationships rely
heavily on mutual trust. Delegat-
ing work to one’s subordinates
that challenges their abilities and
their intellects demonstrates mu-
tual trust. Law enforcement lead-
ers should allow senior patrol
officers to draft evaluations, give
budding officers an opportunity to
assume the duties of a patrol super-
visor for a day, and ensure that
firstline supervisors delegate re-
sponsibility to and improve the
training of new officers.

Further, stimulated employees
increase morale in the organization.
Because many facets of law enforce-
ment require great personal sacri-
fice, morale can easily plummet.
Therefore, police leaders must be
sensitive to their employees’ level
of job satisfaction and to what moti-
vates them to do their jobs well. For
example, small, seemingly insig-
nificant acts can motivate officers—
group recognition in roll call of an
extraordinary arrest, “Officer of the
Year” awards, and verbal praise, to
name a few. Police leaders must
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strive to discover other creative
practices to motivate their people.

CONSISTENCY

Effective leadership requires
congruence between ideals and ac-
tions—establishing a standard, then
setting a credible example. For in-
stance, police leaders who admon-
ish subordinates for shoddy uni-
forms when their own uniforms do
not conform to department stand-
ards have not attained congruence
between ideals and actions and have
little chance of earning the respect
of subordinates.

el

... a combination of
proven expertise and
strong personality
traits enables leaders
to convince followers
of their ability to
succeed.

In short, law enforcement lead-
ers must first demand of themselves
what they expect from their officers.
They must exemplify those ideals
and principles that they wish to in-
still in their employees. If leaders’
actions support their personal ide-
als, their subordinates will likely
follow their lead.

When police leaders show con-
sistency, their subordinates trust
them. True leaders do not make im-
pulsive decisions, waver or agonize
over political outcomes, or depart
from convention merely for the sake

of personal convenience. They pos-
sess character and a spirit of fairness
that dictate each decision.

LEADERSHIP VERSUS
MANAGEMENT

Many police leaders are effec-
tive managers, in that their subordi-
nates produce bottom-line results—
the supervisor whose team has the
greatest number of arrests per
month, the team leader who logs
more citizen contacts than any other
officer, or the division commander
who always meets budget. These
results are unquestionably desir-
able, but leaders with a bottom-line
attitude may lose sight of the bigger
picture—the ideals that maintain
department cohesiveness during
more stressful times.

Furthermore, management that
pays undue attention to the bottom
line can create tension between la-
bor and management. To avoid this,
law enforcement must encourage its
administrators to be leaders, not
managers. Administrators must re-
alize that some day, they will need
to lead their people in a critical situ-
ation. Therefore, they must inspire a
sense of ownership, pride, and com-
mitment that makes all subordinates
eager to fulfill their duties. Instilling
such ideals is the job of a leader, not
merely a manager.

When analyzing the dichotomy
between leadership and manage-
ment, management could be simply
termed as “doing the thing right,”
whereas leadership could be de-
scribed as “doing the right thing.”
Management entails completing the
technical, more mechanical, aspects
of the every day tasks, while con-
forming closely to department
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policy, procedure, rules, and regula-
tions. Leadership, in sharp contrast,
encompasses the spirit, vision, and
ethical considerations that accom-
pany the decisionmaking process.

Leaders find doing the right
thing very satisfying. They deter-
mine and implement the right
course uf action, do what they say
they will do, and set standards for
themselves that go beyond normal
job requirements. They exercise ob-
jectivity to control biases and see
persons and events with minimized
prejudice.

In contrast, how often do man-
agers consider the importance of
“doing the right thing”? Do they
apply ethical standards to every-
thing they do? These standards must
not only apply to tactical, opera:
tional, and policy decisionmaking
but must also permeate every orga-
nizational decision involving mat-
ters of public policy, personnel, and
community interaction.

Leaders clearly delineate ac-
ceptable and unacceptable behavior
by rewarding positive behavior and
purnishing negative behavior. They
recognize their perpetual obligation
to the community and the govern-
ment not to dismiss borderline be-
havior. They also realize that this
type of behavior, if left unchecked,
will permeate the organization and
subtly establish a lower level of ac-
ceptable performance as the norm.

During times of crisis, officers
need high principles and ideals to
help them rise above seemingly in-
surmountable obstacles. They must
believe that they serve the commu-
nity for a noble and just cause. If
law enforcement leaders can im-
part a sense of duty and a feeling

of honor in their subordinates, they
will have a team prepared to meet
every challenge.

CONCLUSION

It is impossible to tell how any
individual will react in a leadership
role, but the quality and intensity of
training in law enforcement today
will determine whether fature lead-
ers can meet the challenges of to-
morrow. Training that simulates ac-
tual supervision betier prepares
people to lead.

In the field, leaders must show
courage or risk losing the respect
of their subordinates. Therefore,
law enforcement must focus on de-
veloping leaders, not managers.
Leadership development must be-
gin during recruitment and selec-
tion, with each candidate acknowl-
edged as a potential leader who may
chart future courses for the organi-
zation, as well as for the law en-
forcement profession.

Perhaps law enforcement lead-
ers can learn a valuable lesson from
a Marine master gunnery sergeant,
who has continuously challenged
future naval aviators and officers

through the years to seek the blend
of expertise, sense of self, and
knowledge of subordinates that
characterize effective leadership.
This sergeant, stationed at the U.S.
Navy Aviation Officer Candidate
School, believes that naval officers
can be divided into two classes—
contenders and pretenders. Con-
tenders demand the most from
themselves. They grasp the essence
of leadership because they believe
in total dedication and complete
personal sacrifice. In contrast, the
words “dedication” and “sacrifice”
mean nothing to pretenders.’

Every day, contenders refine
their expertise, challenge their per-
sonal ideals, and master new tech-
niques to motivate their people.
Contenders are true leaders, for they
reach the high ideals of leadership
and integrate them into the realities
of day-to-day existence.

The law enforcement profes-
sion cannot afford to fill its leader-
ship ranks with pretenders. It needs
leaders who are contenders. There-
fore, law enforcement administra-
tors must ask themselves which they
would rather be—pretenders or con-
tenders? Managers or leaders? 4
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