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ABSTRACT 

 The Calgary Police Service has undergone significant organizational change over the past 

few years. Changing demographics, increased accountability to the public, and rapid 

technological advances have resulted in a shift in organizational culture. The historical 

command-and-control leadership of paramilitary organizations is no longer effective at 

managing the complex issues of major city police services. The study asked police sergeants 

to identify what leadership behaviours contributed to a culture of respectful leadership. 

Results clearly indicated five overarching leadership behaviours were critical to respectful 

leadership. The recommendations of the study focus on developing a respectful workplace, 

building an organizational culture of trust, and creating continuous leadership development. 
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CHAPTER 1: FOCUS AND FRAMING 

Introduction 

Chapter 1 introduces the research project and its relationship to the Calgary Police 

Service (CPS) and introduces the research question and subquestions. This chapter concludes 

with a description of the CPS and organizational structure and further outlines the research 

opportunity. 

ÒIn these troubled, uncertain times, we donÕt need more command and control; we 

need better means to engage everyoneÕs intelligence in solving challenges and crises as they 

ariseÓ (Wheatley, 2008, p. 1). Policing is a profession steeped in hierarchal traditions. With 

the exception of the exponential advancement of technology, policing is fundamentally the 

same today as it was when I joined the profession 20 years ago. Although the CPS has a 

reputation for being progressive in relation to other police services, rapid organizational 

change is not something it has been synonymous with. Now in 2009, the CPS is experiencing 

change at a rate never before seen in its 124-year history.  

I became a member of the CPS in 1989 and as a rookie I had the privilege of being 

mentored by officers who possessed many years of ÒstreetÓ experience and organizational 

history. Their guidance formed the foundation of my understanding of what constituted good 

and ethical street policing. At that time, I was expected to spend a minimum of 7 to 10 years 

learning to be a good street officer before any opportunity to experience work in a specialty 

unit would even be considered. Promotional opportunities to the rank of sergeant were few 

and highly competitive. For the first several years of my career I had very little interaction 

with my sergeants, who led using a command-and control-structure. It was my peers (fellow 

constables) who provided informal leadership on a day-to-day basis. 
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 Over the past 10 years, like so many other policing agencies throughout the country, 

the CPS has experienced a massive number of employee retirements; in addition, accelerated 

economic growth, coupled with the new career expectations of generation X and Y recruits, 

has created the need for a very different police culture than what has existed in the past. 

(Police Sector Council, 2000). An example of this profound organizational change in the 

CPS can be seen when comparing the average years of service of street officers in 1989 to 

2008. In 1989 the average street seniority of a constable was 10 years; today it is 3.5 years 

(Calgary Police Service PEAKS report, 2008). The opportunity to be mentored one on one by 

a senior police constable has become increasingly rare in the CPS. Young street officers now 

rely heavily on the leadership of their sergeants to gain advice, mentorship, and perspective 

on their daily activities (Police Sector Council). 

In 2007, the CPS acquired a new police chief. One of Chief HansonÕs strategic 

visions for the CPS was to create a police culture that embraced what he termed Òrespectful 

leadership.Ó Uniformed police officers provide the face of all community-based police 

services and public perception of police officers is largely gauged on the actions of frontline 

officers. Chief Hanson felt that a culture of respectful leadership within the police service 

would serve to strengthen internal and external working relationships for the CPS.  

I choose to focus my research specifically on the rank of sergeant for one primary 

reason. Of the 1,748 police officers with the CPS, there are 1,238 constables who report to 

150 sergeants. In the CPS, sergeants have the ability to impact over 70% of all sworn officers 

and have a direct impact on how long constables will choose to remain with the police 

service, how they will continue to meet the demands of a growing community, and whether 

they will be motivated to adopt and share the CPSÕs vision and values. I felt it was therefore 
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imperative that sergeants be able to demonstrate leadership behaviours that were not only in 

congruence with the espoused values of the service, but also embodied Chief HansonÕs vision 

of respectful leadership. The purpose of this research project was to gain a fundamental 

understanding of how sergeants currently perceive respectful leadership and what behaviours 

they believe demonstrate it. My primary research question was, ÒWhat behaviours do 

sergeants demonstrate that contribute to a culture of respectful leadership in the Calgary 

Police Service?Ó 

I also addressed the following subquestions: 

1. How do sergeants in the CPS define respectful leadership? 

2. How do the identified behaviours of respectful leadership align with the current 

promotional competencies required for the rank of sergeant?  

3. How do the identified behaviours align with the core values of the CPS? 

 By examining the responses to these questions, the CPS gained a fundamental 

understanding of the criteria required to identify, educate, and promote individuals who 

embrace the philosophy of respectful leadership. Traditionally, police cultures are top-down, 

hierarchical, rank-structured, command-and-control organizations. To move away from this 

philosophy is not only a significant shift in organizational culture but also a significant 

transformational change. In order to ensure that this change is successful, the right people 

must be identified throughout the organization. According to Schein (2004), leaders have the 

choice of what they pay attention to, what they reward others, and how they role model and 

coach others. By understanding what behaviours demonstrate respectful leadership, the CPS 

will increase its leadership capacity in the service and in doing so increase its overall 

organizational capacity.  
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Currently I hold the rank of inspector in the CPS and am assigned as the commander 

of the Traffic Section. My positional role within the organization is considered to be that of a 

senior manager. I spent 12 years at the rank of police constable and during that time I was 

fortunate to work with sergeants who demonstrated a high level of personal commitment to 

their jobs. These individuals respected their subordinates and never took their commitment to 

the CPS for granted. Nair (1997) posited, ÒOne of the great challenges of leadership is to 

develop harmony between service and the power that is necessary for the exercise of 

leadershipÓ (p. 89). Nair was referring to Gandhi, whose power did not come from military 

position but from the willingness of his people to follow him. I fundamentally accept that 

policing will always be a paramilitary environment. Uniforms, rank structure, and the very 

nature of police work will ensure that it continues. It is the people within the police services, 

however, who are demanding that leaders become more open to the views of individuals or 

groups who are responsible for implementing new procedures; Òstrict Ôcommand and controlÕ 

decision-making is becoming more rareÓ (Police Sector Council, 2000, p. 37). As a senior 

officer of the service I believe strongly that the sergeants promoted today will greatly 

influence the organizational culture of tomorrow. Fundamentally, this research project 

demonstrated how building a culture of respectful leadership not only contributes to attaining 

the CPSÕs strategic goals but also creates a workplace where employees feel valued, engaged, 

and respected. 

Creating successful, sustained change in the CPS is a daunting challenge. Wheatley 

(2007) believed that we must fundamentally change how we currently think about 

organizations if we hope to create sustained change: ÒOrganizations are living systems. All 

living systems have the capacity to self-organize, to sustain themselves and move toward 
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greater complexity and order as needed. They can respond intelligently to the need for 

changeÓ (p. 33). The CPS cannot continuously focus on isolated parts of the system; it must 

look at all the systems affected by the problem and implement strategies that work for all of 

them (Senge, 2006).  

I understand and recognize as a police officer and a researcher that simply identifying 

respectful leadership behaviours at the rank of sergeant will not provide an instant shift in 

organizational culture, but I do believe that it will provide a solid foundation upon which to 

develop a leadership framework that will.  

I selected the Roman phrase ÒCrossing the RubiconÓ to describe this research project 

because it has historically referred to anyone committing themselves irrevocably to a risky 

and revolutionary course of action. Organizational change as it relates to leadership and 

organizational culture is a risky endeavour, but I believe strongly that given the current 

political climate of policing, the time to take that risk is nowÑ it is time to cross the Rubicon. 

The Opportunity 

The recent economic boom in Alberta resulted in an increase to the authorized 

strength of the CPS. According to the Police Sector CouncilÕs (2000) Strategic Human 

Resources Analysis of Public Policing in Canada report, the applicant pool for police officers 

is in decline, creating more competition between police services for the same resources. The 

current goal of the CPSÕs recruiting unit is to hire an additional 200 sworn officers above the 

normal rate of attrition over the next 2 years (C. Skelton, personal communication, October 

10, 2008). Although these resources are greatly needed, the increase in organizational 

capacity comes with a downside. The average seniority of frontline officers will further 

decrease from the current 3.5 years and the span of control and responsibility for the existing 
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sergeants will increase. Years of service at the rank of sergeant will also inevitably be 

impacted. More sergeants will be required throughout the organization to provide leadership 

and supervision to these additional officers; this will result in younger and less experienced 

officers being promoted into the rank. 

Chief Hanson (personal communication, October 15, 2008) has stated that he wants to 

establish a culture of respectful leadership in the CPS and only those officers who 

consistently demonstrate respectful leadership will be considered for promotion. Currently, 

there are no established criteria in the CPS for what respectful leadership constitutes, what 

specific behaviours demonstrate it, or how these behaviours will benefit the organization. 

This research provided the opportunity to engage in discussions with sergeants throughout 

the organization and obtain their interpretation of what defines a respectful leader and what 

behaviours they believe demonstrate it on a daily basis. It also provided insight into how 

current CPS systems were aligned. Specifically the organizationÕs core values and 

promotional competencies were examined to ensure that they were aligned to promote and 

support a culture of respectful leadership in the CPS. 

Significance of the Opportunity 

This research is significant in that it not only identifies the behaviours required to 

create a culture of respectful leadership, but it will also facilitate the alignment of leadership 

development strategies to assist in identifying and developing future leaders within the police 

service. In 2002, the CPS conducted a recruitment study to determine how to effectively 

market itself to the new generation of police recruits. It determined that the CPS needed to 

provide more flexible working environments, respect workÐlife balances, and provide a work 

environment that assisted officers with career development opportunities (Poetschke, 2002). 
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Since 2002, the CPS has worked diligently to address these concerns, which has resulted in 

the hiring of more than 850 recruits over the past 5 years (B. Hutchinson, personal 

communication, August 31, 2009). 

Currently, over 90% of officers at the rank of constable are considered to be 

generation X or generation Y, whereas 80% of senior officers (officers at the manager level) 

are baby boomers or traditionalists (T. Duke, personal communication, August 15, 2009). 

Research has suggested that generations X and Y are more likely to leave their jobs for other 

career opportunities if they do not feel that the opportunity for advancement and personal 

development is being met (Tulgan, 2000). Unlike their baby boomer predecessors who 

embraced the hierarchical rank structure of policing, new recruits demand respect from their 

leaders and expect to have their opinions listened to. Building a culture of respectful 

leadership in the CPS is necessary to continue attracting and retaining the best possible 

recruits in a highly competitive human resources market. 

The CPS established its core values in 1995. They are honesty, integrity, respect, 

fairness, compassion, courage, and commitment. The organizationÕs promotional process is 

based upon a competency-based assessment, which supports and aligns itself with these core 

values. Recently, Chief Hanson stated that in addition to these competencies and values, all 

members of the CPS are expected to demonstrate respectful leadership (D. Burn, personal 

communication, August 15, 2008). For the 2009 promotional process, demonstrating 

respectful leadership became an additional criterion for consideration. The following 

definition of respectful leadership was provided to promotional candidates at that time: Òto 

consistently embrace the core values by putting people first, while supporting the mission of 

the CPSÓ (C. Light, personal communication, January 28, 2009). Although the intent of this 
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definition was to provide clarity on what constituted respectful leadership, the variety of 

responses expressed by candidates during promotional interviews indicated that many 

interpretations existed throughout the organization and confusion arose as to how the 

organization viewed respectful leadership.  

This research provided clarity on how sergeants currently perceive respectful 

leadership in the CPS and what behaviours they believe demonstrate it. In addition the 

collaborative design of this project allowed the participating sergeants the opportunity to 

contribute to a working definition of respectful leadership in the CPS. Stringer (2007) 

reminded us of the importance of enabling people to find effective solutions to everyday 

issues in their daily lives: ÒPolicies and programs should not dictate specific actions and 

procedures but instead should provide the resources to enable effective action that is 

appropriate to particular placesÓ (p. 3). Within the CPS it is the sergeants who will ultimately 

embrace respectful leadership and it is the sergeants who must be provided with the 

opportunity to define what it is. 

Collins (2001) stated that having the right people in the right positions is key to 

organizational success: ÒPeople are not your most important asset. The right people areÓ (p. 

13). Gaining a fundamental understanding of how sergeants interpreted, defined, and 

promoted respectful leadership within the CPS has provided senior management with the 

opportunity to examine its current leadership framework, core values, and promotional 

competencies.  

According to Schein (2004), successful shifts in organizational culture occur when 

founding leader(s) provide clear direction and guidance. I believe this research was 

successful in providing senior management with a clear vision of how respectful leadership is 
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viewed at the sergeant rank and provided a solid foundation upon which to further examine 

internal systems to ensure they support the organizational culture senior management 

envisions for the future of the CPS. 

Systems Analysis of the Opportunity 

The Police Sector Council is a national initiative designed to identify common human 

resource issues in Canadian policing. It has recently identified two priorities common to all 

policing agencies in Canada. The first is adequate recruitment of police officers to the 

profession, and the second is leadership development within policing. The CPS is, by 

Canadian standards, a large metropolitan police service. Due to the aging population of the 

country and the retirement of the baby boomers, police services across Canada find 

themselves competing against one another to attract, recruit, and retain qualified applicants. 

According to Tulgan (2000), generation X employees simply will not accept the traditional 

command-and-control culture that has historically been prevalent in policing. Young officers 

not only need to feel challenged by their work but they expect to be respected and valued by 

their employer from the moment of recruitment. 

The changing demographics of the workforce has affected all levels of policing in 

Canada. I would further argue that municipal, provincial, and federal agencies all need to 

embrace a significant organizational culture change to attract and retain qualified employees. 

Historically when police agencies have been described, they are characterized as paramilitary 

organizations consisting of a centralized command structure, one-way downward 

communication, and rigid superiorÐsubordinate relationships (Sandler & Mintz, 1974). 

Although the purpose of this structure is to ensure rapid mobilization in response to 

emergency situations, the growing scope of modern policing duties requires a much broader 
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approach. Police will always be expected to respond effectively to emergency situations; 

however, the vast majority of police resources are spent addressing social disorder issues 

within communities. These issues require a much different approach, requiring officers to be 

tolerant, compassionate, and innovative in their problem-solving abilities. The Police Sector 

Council believes that the face of the next generation of police officers must be as diverse as 

the community it serves (2006). I believe that the organizational culture within police 

services must also reflect and support that diversity if they wish to retain new generation 

officers. By creating a culture around respect rather than strictly rank, the CPS can continue 

to move away from the traditional police culture and move to a more modern one. 

 According to Schein (2004), culture has many definitions but it is primarily about 

human relations within organizations. If police agencies across Canada want to attract and 

retain qualified individuals, then specific attention needs to be placed upon building an 

organizational culture that reflects and support the needs of the next generation of police 

officers. The right culture is extremely important to the success of any organization (Schein, 

1999). Building a culture of respectful leadership in the CPS is inherently necessary to not 

only attract qualified applicants to the profession but also to retain the next generation of 

police employees and maintain adequate resources to effectively police a growing 

metropolis.  

Kouzes and Posner (2006) posited that the most important leader in an organization is 

the one to whom the employee reports directly. Consequently, the need to define and 

understand what leadership behaviours contribute to a culture of respectful leadership at the 

rank of sergeant is necessary to ensure the CPS continues to promote individuals who possess 
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the necessary skills to create and cultivate an organizational culture that supports productive, 

dedicated officers.  

Organizational Context 

In Canada, two separate levels of government, federal and provincial, govern 

policing. Each level is granted authority over police by the Constitution Act of 1867, but the 

vast majority of policing responsibility is under provincial jurisdiction, more specifically the 

provincial Solicitor General.  

Canada has a total of 229 police servicesÑ one with a national scope, the Royal 

Canadian Mounted Police; three provincial police services, the Royal Newfoundland 

Constabulary, the SžretŽ du QuŽbec, and the Ontario Provincial Police; 169 municipal police 

services; and 56 First Nations police services. As of March 2006, there were of 61,050 police 

officers serving 32,270,507 Canadians (Police Sector Council, 2000). 

The CPS was established in 1885 and is responsible for policing the large 

metropolitan city of Calgary located in southern Alberta. It currently has a growing 

population of just over 1 million people and covers a geographical area of 725 square 

kilometres (ÒIntroducing Calgary,Ó 2008). The CPS currently employs 2,388 people, of 

which 1,748 are sworn officers and 640 are civilians. Within the sworn members there is a 

seven-step rank structure: chief, deputy chief, superintendent, inspector, staff sergeant, 

sergeant or detective, and constable (Calgary Police Service PEAKS report, 2008). Officers 

enter the organization at the rank of constable and after completing a minimum of 4 years of 

continuous service are eligible to apply for promotion to the rank of sergeant or detective. In 

the CPS, sergeant and detective are considered the same rank for purposes of command and 

wage structure; however, they fill  two very different roles. Detectives work in an 
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investigative capacity whereas sergeants are tasked with the direct supervision of constables. 

Constables are the largest demographic group within the CPS and are the first responders to 

all calls for service from the public. Out of the 1,748 sworn members, there are 150 sergeants 

responsible for supervising 1,238 constables throughout the organization (Calgary Police 

Service PEAKS report). 

In Alberta, the CPS is governed by the Calgary Police Commission (CPC) and 

obtains its authority from the Police Act of Alberta. The CPC is essentially a link between 

the community and its police service. The primary responsibility of the CPC is to balance the 

requirements of public accountability with those of police independence. The CPC is also 

responsible for appointing the chief of police, establishing policing priorities, and allocating 

funds from City Council (Calgary Police Commission, 2006). According to a study 

conducted by the Police Sector Council in March 2006, the top three human resource issues 

identified by policing agencies across Canada included recruitment, retention, and leadership 

development. 

The CPC recently directed the CPS to focus more proactively on leadership 

development within the organization (D. Burn, personal communication, October 10, 2008). 

The original focus of the CPCÕs request was executive development at and above the rank of 

inspector. CPS police chief Rick Hanson, however, successfully argued that leadership 

development should occur at all levels within the organization.  

I would like to emphasize that despite the lack of a formal leadership framework, the 

CPS has historically demonstrated a commitment to lifelong learning. It has, for many years, 

proactively supported internal and external learning opportunities for employees who have 

expressed a desire to learn. Senge (2006) pointed out that Òorganizations that will truly excel 
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in the future will be the organizations that discover how to tap peopleÕs commitment and 

capacity to learn at all levels in an organizationÓ (p. 4). The CPSÕs challenge does not lay in 

its commitment to leadership development, but in its commitment to apply a systems 

thinking approach in developing its future leaders. I believe that by creating a culture of 

respectful leadership in CPS, many other organizational systems, internal and external, will 

also benefit.  

The CPS is an organization guided by its core values. Those values are honestyÑ  

tell the truth with candor in a way that is clear and to the point; integrityÑ display actions and 

express oneself in a manner consistent with the values of the service; respectÑ treat all 

people with value and decency and listen to the views of others and maintain open 

communication; fairness and compassionÑ deal with people fairly and in a manner that 

displays empathy and understanding; courageÑ take a stand on issues of value and 

importance to oneself and the police service and make decisions and take action regardless of 

the possible consequences to maintain public safety; and commitmentÑ build strong working 

relationships with members of the service and the community through open and timely 

communications and consistently do what is right, delivering on commitments and 

recognizing othersÕ talents so as to develop mutual trust (Calgary Police Service, 2008b). 

The CPSÕs vision is ÒWorking together for a safe communityÓ (Calgary Police 

Service, 2008b, ¦ 2) and its mission is ÒTo maximize public safety in Calgary with vigilance, 

courage and prideÓ (Calgary Police Service, 2008b, ¦ 3). The 2009-2011 CPS business plan 

is structured around three strategic goals: (a) strengthen community policing through 

effective community partnerships, (b) actively address crime and safety issues of concern to 

the community, and (c) maintain staffing levels that meet community needs by creating a 
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people-focused environment for employees (H. Yin, personal communication, October 17, 

2008). 

This action research study focused on the third strategic goal. Action research as 

defined by Stringer (2007) is Òa collaborative approach to inquiry that seeks to build positive 

working relationships and productive communicative stylesÓ (p. 20). I believe that this style 

of research supported the overall strategic goal of the CPS by assisting in creating a people-

focused environment.  

For the purposes of this research study I focused strictly on the sworn members of the 

CPS at the rank of sergeant. Every police officer below the rank of inspector must belong to 

the Calgary Police Association (CPA), a professional police labour relations organization 

dedicated to providing quality support service for its members and elected by the CPS non-

commissioned officers. Currently the CPA strongly supports the chiefÕs vision of respectful 

leadership in the CPS; however, recently it was successful in having mandatory educational 

requirements removed as a requirement for applying for promotion. Educational 

requirements are still recommended but do not exclude individuals from entering into the 

promotional process. Clearly, including the CPAÕs input into future formal leadership 

training will be critical for successful implementation throughout the organization and will be 

integral in ensuring that employeesÕ professional development needs are being met. Because 

one of the CPAÕs guiding principles is to enhance the status of its members by bargaining for 

improved wages, working conditions, and benefits, I am confident that the CPA will work 

collaboratively to ensure the needs of its membership are being addressed in a fair and 

equitable fashion.  
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CHAPTER 2: LITERATURE REVIEW 

This chapter reviews relevant current literature as it relates to the research subject. 

My primary research question for this project was, ÒWhat behaviours do sergeants 

demonstrate that contribute to a culture of respectful leadership in the Calgary Police 

Service?Ó 

The subquestions that I addressed were as follows: 

1. How do sergeants in the CPS define respectful leadership? 

2. How do the identified behaviours of respectful leadership align with the current 

promotional competencies required for the rank of sergeant?  

3. How do the identified behaviours align with the core values of the CPS? 

The analysis and comparison of the literature focuses on two specific areas: 

leadership and organizational culture. 

Leadership  

Defining Leadership  

Before embarking on a research project to identify respectful leadership behaviours, it 

is first necessary to gain a clearer understanding of how leadership is defined. According to 

Bass (1990), the word leadership did not appear in the English language until 1300. Since 

then, innumerable definitions of leadership have been widely debated. Yukl (2006) believed 

that in the context of social sciences, the definition of leadership is capricious at best, with 

most researchers defining it from their individual perspectives. He suggested that leadership 

was Òthe process of influencing others to understand and agree about what needs to be done 

and how to do it, and the process of facilitating individual and collective efforts to 

accomplish shared objectivesÓ (p. 8). Howell and Costley (2006) validated the importance of 
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the follower by defining leadership as Òa process used by an individual to influence group 

members toward the achievement of group goals in which the group members view the 

influence as legitimateÓ (p. 4). Kouzes and Posner (1995) took a more humanizing approach 

in their definition of leadership by stating that it was Òthe art of mobilizing others to want to 

struggle for shared aspirationsÓ (p. 30). Although studies of leadership usually focus on the 

actions of the leader, Daniels and Daniels (2007) posited that follower behaviour, not leader 

behaviour, actually defined leadership. Certainly, a reoccurring theme in definitions of 

leadership is that it involves a process of influence over others to reach a common goal. 

Leaders exhibit different kinds of behaviour patterns that influence followers to 

achieve goals. Research conducted by Likert (1961, 1967, as cited in Yukl, 2006) determined 

that three types of leadership behaviour identify successful managers: task-oriented 

behaviour, relations-oriented behaviour, and participative leadership. More recently, Howell 

and Costley (2006) suggested that leadership behaviours fall into five core patterns: directive, 

participative, charismatic, supportive, and reward and punishment. Very similar to Likert, 

Howell and Costley included the behaviours of the transactional style of leadership by 

including reward and punishment. Leavitt (2005) posited that leadership behaviour fell into 

three key themes: transformation, persuasion, and competence and confidence. He added the 

component that a leader needed to be competent in his or her job before being able to attract 

followers and referred to this as authoritative presence. When juxtaposing these behaviours 

with definitions of leadership, it is clear that leadership potential has the ability to be assessed 

by observing demonstrated human behaviours.  
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Transformational Leadership 

ÒThe police, justice, and public safety sectors have not, so far as can be found in the 

literature, developed any unique theories of leadershipÓ (Anderson, 2000, p. 302). In 1998, 

the New York City police chief, William Bratten, ignited the transformational leadership 

approach in policing with his book Turnaround. Bratten challenged police leaders to be more 

proactive in their crime reduction strategies by suggesting it was the absence of crime that 

defined good police leadership, not the ability of police to deal with it. In his book Every 

Officer is a Leader, Anderson (2000) built on BrattenÕs premise that transforming leadership 

creates and sustains a leadership-centered culture. He believed that transformational 

leadership theory was the model for leadership in policing organizations and identified five 

associated skill sets: self-management, interpersonal communication, problem management, 

consultative skills and style, and role and skill shifting. 

Although somewhat new to policing organizations, transformational leadership has 

been a popular topic in leadership research for over 20 years (Bass, 1999). Yukl (2006) 

described it as Òappealing to the moral values of followers in an attempt to raise their 

consciousness about ethical issues and to mobilize their energy and resources to reform 

institutionsÓ (p. 122). Transformational leaders move beyond the simple exchange process of 

transactional leadership and set higher levels of performance for their followers. The term 

transformational is linked to the leaderÕs ability to affect the followerÕs vision, values, goals, 

and sense of purpose (Howell & Costley, 2006). Bass (1985, 1990, 1998, 1999) was one of 

the first to campaign for a new transformational style of leadership and depicted 

transformational leadership as consisting of four distinct factors:  
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1. Idealized influence: Leaders behave in ways that result in them being role models to 

their followers. 

2. Inspirational motivation: Leaders behave in ways that inspire people by providing 

meaning and challenge to their work. 

3. Intellectual stimulation: Leaders stimulate creativity by questioning assumptions and 

encourage creativity in their followers. 

4. Individualized consideration: Leaders pay special attention to each individual 

followerÕs needs. Followers and colleagues are developed to higher levels of 

potential.  

In contrast to transformational leadership, transactional leadership involves a leader 

rewarding or disciplining the follower depending on the performance of the follower (Bass, 

1998). Transformational leadership has continued to receive significant attention; however, 

researchers have begun to explore the connection between emotional intelligence and 

transformational leadership behaviours (Barling, Slater, & Kelloway, 2000). 

 Although modern police agencies have advanced in respect to leadership theory, 

police organizations remain stoic hierarchical organizations. Leavitt (2005) stated that 

hierarchies were emotionally backwards organizations and that their inability to incorporate 

emotionality could become their weakest link. Although there is currently insufficient 

evidence to prove categorically that transformational leaders have higher levels of emotional 

intelligence than transactional leaders, the ability to monitor and manage emotions within 

oneself and others may be an underlying competency of transformational leadership (Palmer, 

Walls, Burgess, & Stough, 2001). If police agencies want to embrace transformational 
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leadership as a model with which to develop their officers, then understanding its connection 

to emotional intelligence will be necessary. 

Relationship Building, Emotional Intelligence, and Transformational Leadership 

In order to be successful, leaders must be able to build, maintain, and manage positive 

and collaborative relationships with others (Covey, 1989; Daniels & Daniels, 2007; 

Goleman, 1995; Kouzes & Posner, 2006; Senge, 2006). So fundamental is leadership to 

relationships that Kouzes and Posner (2006) defined leadership as the relationship Òbetween 

those who aspire to lead and those who choose to followÓ (p. 48). They argued that no matter 

what level of authority or formal position a leader had within an organization, followers 

needed to want to be in a relationship with the leader for him or her to be successful. Daniels 

and Daniels (2007) also supported that philosophy. They believed that people were social 

creatures who needed to be in meaningful relationships with others. If leaders failed to build 

quality relationship at work, they ran the risk of workers seeking them out in other places. 

They posited, ÒMost employee failure is not so much a failure of the individual as a person as 

it is a failure of the individual to find the necessary support and training from relationships at 

workÓ (Daniels & Daniels, 2007, p. 169). Extensive research conducted by Gallup (as cited 

in Thackray, 2001) into employee performance also demonstrated the importance of 

workplace relationships. From the research, Gallup developed a survey entitled The 12 

Elements of Great Managing to predict employee and workplace performance. Several of the 

12 questions are directly linked to interpersonal relationships in the workplace.  

The ability of a leader to establish interpersonal relationships has been linked to 

emotional intelligence (Goleman, 1995; Schutte et al., 2001). Not unlike the different 

definitions of leadership, the recent frenzy over the study of emotional intelligence and its 
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connection to becoming an effective leader has resulted in a plethora of research papers on 

the subject. Salovey and Mayer (1990) described emotional intelligence in its simpler state as 

a set of abilities that refer in part to how effectively one deals with emotions within oneself 

and within others. Cooper and Sawaf (1997) provided a more detailed definition stating that 

emotional intelligence was Òthe ability to sense, understand, and effectively apply the power 

and acumen of emotions as a source of human energy, information, connection and 

influenceÓ (p. xiii). Goleman, arguably one of the primary researchers responsible for 

bringing emotional intelligence into the mainstream, claimed that great leaders will work 

through emotions and that even if they get everything else right, leaders who fail to drive 

emotions in the right direction will not succeed in doing things as well as they could have. 

Goleman (1995) argued that emotional intelligence comprised four leadership 

competencies. The first competency was self-awareness, which included emotional self-

awareness, accurate self-assessment, and self-confidence. The second competency was self-

management, consisting of self-control, transparency, adaptability, achievement, initiative, 

and optimism. Competency number three was social awareness, consisting of empathy, 

organizational awareness, and service. The final competency was relationship management, 

which included inspiration, influence, developing others, change catalyst, conflict 

management, and teamwork and collaboration.  

Cooper and Sawaf (1997) also divided emotional intelligence into four categories but 

referred to them as the four cornerstones: emotional literacy, emotional fitness, emotional 

depth, and emotional alchemy. Over the past decade, researchers have debated whether 

emotional intelligence is an important factor for successful transformational leaders (Barling 

et al., 2000; Gardner & Stough, 2002). Anderson (2000) demonstrated the relationship 
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between emotional intelligence and transformational leadership in policing when he posited 

that self-management was the top skill required for transformational leadership. The 

competency of self-management is echoed in the emotional intelligence paradigms suggested 

by Goleman (1995) and Cooper and Saway. Research conducted by Sivanathan and Fekken 

(2002) concluded that successful transformational leaders often scored well in emotional 

intelligence testing. The purpose of this literature review, however, is not to establish the 

validity of the relationship between transformational leadership and emotional intelligence, 

but only to show the congruence between the two. 

Leadership and Trust 

It is not possible to discuss aspects of leadership without touching upon the topic of 

trust. Leadership is a process of instilling and encouraging trust (Fairholm & Fairholm, 

2000). The importance of interpersonal trust as it relates to leaders and organizational 

effectiveness has been clearly recognized by researchers (Dirks 1999; Gillespie & Mann 

2004; Kouzes & Posner 1995; Reina & Reina 1999) and building trust in an organization has 

been referred to as the very foundation of the philosophy of leadership (Fairholm & 

Fairholm). 

Trust has been defined in a variety of distinct and not always compatible ways within 

the context of organizational research (Kramer, 1999). It has been defined as a psychological 

(cognitive) state and a relational state. It is psychological in that there is a perceived 

vulnerability or risk on behalf of the person giving trust, which stems from the individualÕs 

uncertainty regarding the motives, intentions, and prospective actions of others on which she 

or he depends (Kramer). It is relational in that it also plays a key role in the other systems 

within an organization (Gibb, 1978). Reina and Reina (1999) posited that trust was a 
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relationship of mutual confidence in contractual performance, honest communication, 

expected competence, and capacity for unguarded interaction. Hardy and Magrath (1989) 

defined trust as a multicomponent construct with several dimensions that vary in nature and 

importance according to the context, relationship, tasks, situations, and people concerned. 

Although social scientists have debated how trust should be defined, the fact that it plays an 

integral role in organizational success is widely accepted (Covey 1989; Hosmer, 1995; 

Kouzes & Posner 1995).  

When we view trust in a relational context, we see that in order to be successful, 

leaders must understand how peopleÕs trust and commitment to their organization affects 

their overall performance. Gibb (1978) described trust as a highly contagious catalytic 

process, which ultimately affected all other process within an organization. He posited that 

when trust was high, people and systems functioned well and an environment that nourished 

personal growth was established.  

When trust is viewed from a psychological perspective, it can be described as the 

very foundation of any relationship (Reina & Reina, 1999). Research has suggested that 

leaders play the primary role in establishing and developing trust in teams and organizations 

(Kouzes & Posner 1995, Fairholm & Fairholm, 1999). Solomon and Flores (2001) theorized 

that trust was an ongoing dynamic aspect of relationships. They described it as something 

that we simply did, something we made, created, built, maintained, and sustained with our 

promises, our commitments, our emotions, and our sense of our own integrity. Reina and 

Reina believed that trust should be the natural by-product of the everyday decisions and 

actions made by people carrying out their daily activities.  
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It would seem based upon these descriptions that building trust is a simple process of 

consistently doing the right thing, for the right reasons; however, Reina and Reina (1999) 

warned us that trust was extremely fragile and easily lost. If leaders failed to deal with unmet 

expectations, disappointments, and betrayals in their organizations, trust would disappear. In 

an organization where leaders reduce fear and create a trusting environment, people are then 

safe to challenge the system and perform beyond their expectations (Reina & Reina). The 

effort expended to sustain high-trust relationships then forms the foundation for innovation, 

commitment, and continuous improvement in the workplace (Pennington, 2009). It is critical 

for leaders to be able to create a climate of trust or to restore one once trust is damaged. This 

skill has been directly linked to leader accountability in the workplace (Fairholm, 2001, 

Kouzes & Posner, 1995). 

Leader Accountability  

The recent collapse of American financial institutions, political impropriety, and 

elaborate ponzi schemes has resulted in a worldwide cry for increased leader accountability 

within organizations. Connors, Smith, and Hickman (1994) described leader accountability 

as more than the simple concept of finding someone to blame after things go wrong. 

Accountability, they argued, required a level of ownership that included making, keeping, 

and proactively answering for personal commitments. Wood and Winston (2007) maintained 

that accountability began and ended with the leader. They defined leader accountability as a 

three-part process:  

1. The leaderÕs willing acceptance of the responsibilities inherent in the leadership 
position to serve the well-being of the organization;  

2. The implicit or explicit expectation that he/she will be publicly linked to his/her 
actions, words, or reactions; and 
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3. The expectation that the leader may be called on to explain his or her beliefs, 
decisions, commitments, or actions to constituents. (Wood & Winston, 2007, p. 
167) 

 
Most of the definitions provided by the literature referred to leader accountability as 

something that occurred in the past. Connors et al. (1994) shifted the focus away from the 

past when they described leader accountability as also accepting responsibility for future 

direction and accomplishments. Kouzes and PosnerÕs (1995) research also supported the need 

for accountable leaders to look ahead. They posited that leaders were responsible for 

conceptualizing possibilities into a shared vision for the leader and follower.  

Froschheiser (2009) explained the value of accountability in the workplace, claiming 

that it allowed a leader to discover three important things about the organization: whether it 

was on the right course, whether the right people were in the right places, and whether the 

goals were being achieved. The answer to these three things would in turn provide a leader 

with insight on what changes might be needed and what new objectives may need to be set. 

Grimshaw, Baron, Mike, and Edwards (2006) further argued that accountability was a leader-

driven process, which required a culture of accountability to be established. They found that 

if the following four factors were present in the organizational culture, then accountability 

would be high: 

1. Expectations were clear to employees. 

2. Employees perceived that those expectations were credible and reasonable. 

3. Employees anticipated that positive consequences would follow performance. 

4. Employees anticipated that negative consequences would follow poor performance. 

There are many factors that can impede accountability in the workplace. One of the 

most important is the natural tendency to confuse accountability with the need to be liked by 
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others (Froschheiser, 2009). Accountable leaders will always exhibit congruence between 

their stated values and their demonstrated behaviours (Wood & Winston, 2007), and loyalty 

to the organization in which they work should always supercede loyalty to themselves 

(Froshheiser, 2009). Organizational culture plays an important role in workplace 

accountability (Froschheiser; Grimshaw et al., 2006) and creating a culture of accountability 

in organizations starts with ensuring that leaders are highly accountable (Froschheiser; 

Grimshaw et al.; Kouzes & Posner, 1995). Pennington (2009) reminded us that changing 

organizational culture was an extremely slow and often difficult task, yet the most successful 

organizations have made culture a core business strategy. In order to understand how 

respectful leadership could impact the CPS, it is necessary to review the literature 

surrounding organizational culture. 

Organizational Culture 

Defining Organizational Culture  

The changing demographics of todayÕs police officers, combined with the challenge 

of rapidly changing technology and increased public accountability, has already resulted in a 

significant culture change in police agencies over the past 20 years (Paoline, 2004). This is 

arguably good news to the policing profession because, according to Schein (1999), if 

organizations are to remain successful, their culture must continue to evolve and adapt along 

with it. According to Bass and Riggio (2006), an organizationÕs culture can become a 

constraint if it remains rooted in the past. Those organizations that do not evolve run the risk 

of becoming stagnant in their ability to learn and adapt to change. In these cases the practices 

that made them successful in the past could actually be their downfall in the future (Schein, 

2004). The importance of organizational culture cannot be overstated: 
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Culture matters because it is a powerful, latent, and often unconscious set of forces 
that determine both our individual and collective behavior, ways of perceiving, 
thought patterns, and values. Organizational culture in particular matters because 
cultural elements determine strategy, goals and modes of operation. (Schein, 1999, p. 
14) 
 
Schein (1999) also warned that the biggest danger in trying to understand 

organizational culture was to oversimplify it. He stated that culture existed on many different 

levels within an organization and was the property of a group of individuals; it formed 

whenever a group had enough common experience between them. Schein (2004) defined 

organizational culture as 

a pattern of shared basic assumptions that was learned by a group as it solved its 
problems of external adaptation and internal integration, that has worked well enough 
to be considered valid and therefore, to be taught to new members as the correct way 
to perceive, think, and feel in relation to those problems. (p. 17) 
 
Jermier, Slocum, Fry, and Gaines (1991) defined organizational culture as the Òbasic, 

taken for granted assumptions and deep patterns of meaning shared by organizational 

participants and manifestations of these assumptions and patternsÓ (p. 170). In contrast, Deal 

and Kennedy (1982) described organizational culture as a learned pattern of behaviour that is 

shared from one generation to the next. In laymanÕs terms, it would seem that organizational 

culture is simply Òthe way we do things around hereÓ or the basic values of an organization. 

Culture is essentially the glue that holds an organization togetherÑ the learned, shared, 

implied assumptions on which people base their daily behaviour (Bass, 1999; Schein, 1998). 

According to Pennington (2009), it does not matter if you ignore culture or consciously try to 

grow it; ultimately it will define how things get done within your organization and the choice 

is yours as to what you want to do with it. 

Schein (2004) posited that there were three levels to organizational culture: artifacts, 

espoused beliefs and values, and basic underlying assumptions. Artifacts were the visible 
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product of the group, such as its clothing, language, and stories and myths. In policing this 

would also include the organizational core values, observed rituals, and internal ceremonies 

conducted in a paramilitary organization. Although very visible to outsiders of the 

organization, artifacts often do not give accurate reflections of an organizationÕs culture. In 

order to interpret the artifacts correctly the espoused beliefs and values must also be 

considered. These are statements that indicate what the organization views as being 

important. Schein (2004) warned that to be predictors of organizational culture, beliefs and 

values must be in congruence with the actual demonstrated actions of people. For example, if 

teamwork were an espoused value and belief of policing, yet only those officers who worked 

independently were rewarded, the espoused values and beliefs would not reflect the true 

organizational culture. Schein (2004) argued that in order to get a true understanding of 

organizational culture, you must go to a deeper level, which he called the basic underlying 

assumptions (BUAs) of an organization.  

BUAs are similar to what Argyris (1976) referred to as Òtheories in useÓÑ the 

inherent assumptions that guide behavior and direct a group how to perceive, think, and feel 

about things. For example, in a police culture it would be a BUA or theory in use that police 

officers want to fight crime and protect society. It would be extremely unlikely that an officer 

would join a police service to promote criminal activity or put the publicÕs safety at risk 

intentionally. Organizational culture is the culmination of a groupÕs learned beliefs and 

accumulated lessons (Schein, 1999, 2004). Although it may be cursorily thought of as the 

Òway we do things around here,Ó organizational culture is complex and inherently stable 

within organizations (Bass & Riggio, 2006; Deal & Kennedy, 1982; Schein 1999, 2004). As 



Crossing the Rubicon 28 

a result, attempting to create any change in organizational culture can often cause extreme 

anxiety and resistance among an organizationÕs members.  

Understanding Police Culture 

Since Sir Robert Peel initiated the first modern police force in 1829, the principles of 

policing have changed very little. Peel felt that the police should be representative of the 

public they served; he believed that the police are the people and the people are the police. 

Schein (2004) stated, ÒIf an occupation involves an intense period of education and 

apprenticeship, there will certainly be a shared learning of attitudes, norms, and values that 

eventually will become taken for granted assumptions for the members of those occupationsÓ 

(p. 20). Policing certainly meets ScheinÕs criteria and certainly has its own distinct culture. In 

the 1970s researchers believed it was a strictly monolithic culture, where it was assumed that 

all officers had the same attitudinal mold (Westley, 1970).  

Until the last few decades, research on police culture focused primarily on how 

officers perceived their work, their bosses, and the citizens they served. Reuss-Ianni and 

Ianni (1983) posited there was a distinction between two existing cultures in police 

organizations. They referred to the first as street cop culture, in which officers coveted the 

days when police were respected and admired by the public, fellow officers could be counted 

upon to back them up at all times, and their bosses were still part of the Òpolice family.Ó The 

second was identified as the management cop culture, in which officers sought to 

professionalize the occupation with the goal of making police organizations more productive, 

efficient, and responsive to community needs.  

Worden (1995) conducted typology studies in the 1990s into how attitudes differed 

from officer to officer in police organizations. In contrast to Reuss-Ianni and Ianni (1983), he 
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concluded that officers could be divided into five different subgroups. The first group was 

called tough cops; these officers were cynical in nature, trusting neither citizens nor their 

superiors. They held a narrow scope of what their duties should entail and were quite 

selective in what they deemed worthy of their efforts. The second group was called the clean-

beat crime fighters; they were almost identical to the tough cops except that they were 

passionate about fighting all facets of crime and they held the individual rights of the citizens 

in high regard. The third group was entitled the avoiders; these were officers who were just 

putting in their time and would do just enough work to be able to keep their jobs. The fourth 

group was called the problem solvers. Like the avoiders, problem solvers were not aggressive 

in their patrolling habits; however, what separated them from the first three groups is that 

they cared very much about their job and serving the public. The fifth group was called the 

professionals. This group readily accepted changes in policing and valued the opinion of 

citizens and supervisors. They did not endorse aggressive policing and generally held 

unfavourable attitudes toward selective enforcement. 

Based upon WordenÕs (1995) and Reuss-Ianni and IanniÕs (1983) work, further 

research by Paoline (2004) and Chan (1997) concluded there was enough evidence to support 

the idea that police officers did not represent a single traditional characterization of police 

culture, nor could they be grouped into specific subgroups. The introduction of females, 

racial minorities, and civilian and university-educated officers resulted in the traditional 

monolithic police culture becoming fragmented into many (Chan, 1997; Paoline, 2004). 

Crank (1998) took a different perspective in his research on police culture. He argued 

that too much time had been spent putting emphasis on the dark side of police work such as 

corruption and use-of-force issues. He believed the true attributes of police culture were in 
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the many complex details and duties conducted by officers, not in those highly publicized 

attributes pushed by media. Crank posited that police culture should be viewed from several 

different perspectives. Culture, he stated, was a confluence of different themes, where 

Òdiverse aspects of organizational activity merge into a whole united by commonly held 

values and shared ways of thinkingÓ (Crank, 1998, p. 15). He believed that culture was how 

police expressed emotions and posited that police work was more then just a set of policies 

and procedures, and thus police culture was also comprised of the strong emotions officers 

brought to work every day. 

Although the literature suggests that various subcultures are present in policing, 

opinions vary on what specific ones exist in any given organization. For the purposes of this 

research it is important to recognize that police organizations no longer consist of the 

monolithic culture often portrayed in movies and pop culture; they are complex entities and 

can consist of several different subcultures at any given time.  

Leadership and Organizational Culture 

Research has demonstrated a direct link between leadership and organizational 

culture (Block, 2003; Deal & Kennedy, 1982; Schein, 2004;). Collins and Porras (2002) 

stated that part of the reason why good companies became great companies was because they 

had great leaders and organizational cultures that were visionary and transformational. 

Schein (2004) believed that what actually distinguished leadership from management or any 

other administration role was that leadership consistently concerned itself with organizational 

culture. Bass and Avolio (1993) also believed that the two were linked, stating, 

ÒOrganizational culture affects its leadership as much as its leadership affects the cultureÓ (p. 

113).  
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Smirchich (1983) suggested there were two ways of looking at the link between 

culture and leadership. The first was to consider culture as an organizational variable and the 

second was to view culture as something that could be molded and manipulated. If culture 

could be manipulated, then the direction and impact of the manipulation would be directly 

dependent on the abilities of the leader. If, however, culture were viewed as something that 

was fundamental to the organization then the thinking and feeling responses of leaders would 

be impacted and molded by the culture. Schein (2004) made this connection between culture 

and leadership by describing it within the context of the organizational life cycle. The 

founding leader(s) of an organization created and shaped the culture by imposing their 

assumptions onto their followers. Followers learned what was important by observing what 

the leaders paid attention to, how they reacted to critical events, how they allocated rewards, 

and who they promoted in the organization. Over time, the leaders were shaped by the 

actions of the followers within the culture and the cycle continued (Bass & Riggio, 2006; 

Deal & Kennedy, 1982; Schein, 2004). 

In addition to research linking leadership with organizational culture, Block (2003) 

concluded that the leadership of immediate supervisors had a direct impact on the cultural 

perceptions of employees, more so than any other supervisor or leader in the organization. 

Leaders at any level within an organization must be cognizant of the beliefs, rituals, values, 

and assumptions imbedded into the organizational culture if they wish to be successful (Bass 

& Riggio, 2006; Schein, 2004).  

Towards a Respectful Leadership Culture 

Moore (2000) proposed four culture models: competence, control, collaboration, and 

cultivation. Competence cultures tended to be highly competitive; in these cultures people 
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constantly ask, ÒHow?Ó Control cultures emphasized building and following plans. The 

typical question asked in a control culture is, ÒWhat?Ó Collaboration cultures, as the name 

suggests, are team focused with the typical question being, ÒWho?Ó Organizations in this 

quadrant tended to create and focus on building strong relationships with internal and 

external stakeholders. The final model of cultivation was reserved for those lone individuals 

who dreamed of dramatic innovation, which often results in disrupting the current order and 

challenging the status quo. 

Xenikou and Simosi (2006) proposed there were two primary cultural orientations 

that could predict effectiveness within organizations. The first they described as a 

Òhumanistic orientation,Ó which is similar to that of the collaboration culture described by 

Moore (2000). It was characterized by collaboration and cooperation among members, 

putting emphasis on teamwork and employee empowerment. The second orientation was 

Òachievement orientation,Ó which aligned itself with the control culture; it involved goal 

setting, task organization, and an emphasis of being effective. !

Schein (2004) posited that leadership and culture were essentially two sides of the 

same coin. Leaders had the ability to change and create culture, and managers simply worked 

within it. This research project discovered five respectful leadership themes that closely 

aligned with the humanistic culture orientation described by Xenikou and Simosi (2006). It is 

interesting that they also aligned with the requirements of transformational leadership theory. 

Organizational culture and transformational leadership have been theoretically and 

empirically linked to organizational effectiveness (Xenikou & Simosi).  
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Summary 

This literature review examined my research question from several different 

perspectives and has clearly demonstrated a link between transformational leadership theory, 

leader behaviours, and organizational culture. The literature pertaining specifically to police 

leadership indicates that modern police agencies are embracing transformational leadership 

and abandoning the traditional command-and-control leadership of the past.  
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CHAPTER 3: CONDUCT OF AN ACTION RESEARCH PROJECT 

In this chapter I describe the process I used to capture the experiences of CPS 

sergeants as they related to my research question, ÒWhat behaviours do sergeants 

demonstrate that contribute to a culture of respectful leadership in the CPS?Ó This section is 

divided into five parts: (a) research approach, which describes my methodologies, (b) project 

participants, which describes the participants and the research team, (c) research methods, 

which describes the research tools used to gather the data, (d) data analysis, which describes 

the methods used to analyse the attained data, and (e) ethical issues, which describes the 

steps taken to ensure the rights and privacy of research participants.  

Research Approach 

Police officers in the CPS are predominantly well-educated professional problem 

solvers who hold strong opinions about their organization and their occupation. They are 

often asked to participate in traditional quantitative research surveys that are designed to 

identify emerging organizational issues; however, seldom do they get the opportunity to 

engage in positive dialogue about organizational culture and leadership with their peers. 

Wheatley (2008) reminded us that organizations that fail to provide their people with the 

opportunity to invent or contribute to something new run the risk of having them push back 

and become resistant to change. In order to successfully answer my research question and 

assist in building a culture of respectful leadership in the CPS, it was imperative that I 

understood the opinions, assumptions, and beliefs of the officers responsible for the first 

level of supervision throughout the organization. For these reasons I chose a qualitative 

research approach for this project rather than a quantitative one. According to Stringer 

(2007), the qualitative research approach focuses on understanding how things are happening 
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rather then what is happening: ÒIt is a collaborative approach to inquiry that seeks to build 

positive working relationships and productive communicative stylesÓ (p. 20).  

It is the very nature of police work that tends to make officers suspicious of sharing 

information with individuals outside of their organization. Police officers believe that only 

cops can understand cops (Crank, 1998). I have on many occasions witnessed the frustration 

of civilian researchers from outside the organization struggle to gain cooperation from 

officers to secure data for their particular thesis or project. Baker (2003) described trust as the 

social capital of any organization and I believe that particularly in policing, trust between 

researcher and participant must be present if credible data are to be obtained. My research 

question required an open and honest discussion around leadership and organizational culture 

in the CPS and it was necessary to engage in a process where the participants and I could 

create an environment of trust and credibility. For those reasons I engaged specifically in an 

action research process. 

According to Glesne (2006) and Stringer (2007), action research involves a 

collaborative and reflective approach to inquiry. It is participatory in nature, aimed at solving 

problems and ultimately resulting in organizational change. Participants become engaged in 

every aspect of the research project. Coghlan and Brannick (2007) described action research 

as a constant four-step cyclical process. The first step is diagnosing, where the researcher 

engages in a collaborative approach with stakeholders in order to determine what the focus of 

the research will be. The second step is planning action. This is developed from the analysis 

of the diagnosing phase and should also be a collaborative process with stakeholders. The 

third step is taking action. This stage focuses on implementing the agreed upon plans. The 
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final step is evaluating the action. In this stage, all outcomes, intended and unintended, are 

evaluated. This evaluation often results in another cycle of action research occurring.  

Stringer (2007) reminded us that the role of the action researcher is not that of an 

expert but that of a resource person, someone who can support and assist the members of the 

organization as they work towards effective solutions for issues specific to them. I believe 

that my experience and credibility within the CPS allowed me to engage in a process that is 

described by Coghlan and Brannick (2007) as a democratic partnership between researcher 

and participant that results in obtaining meaningful data. 

Palys and Atchison (2008) reiterated that when contemplating research 

methodologies it is important to base your decision on the right reasons. A method should not 

be chosen because it is convenient or simply because it aligns itself to some prestigious field 

of inquiry. It should be chosen because it is the right thing to do for that particular research 

project. For this project I wanted to ensure that sergeants were provided the opportunity to 

participate in a process that could help in defining their leadership culture. The more 

participants I could include, the more opportunity I would have to explore the different 

mental models (Senge, 2006), perceptions, assumptions, and opinions of sergeants 

throughout the CPS.  

Project Participants 

Focus Group and Interview Participants 

With this philosophy in mind, I chose to conduct focus groups and interviews to 

answer my research question. There were currently 150 sergeants in the CPS. It was my 

intention to conduct three focus groups, one for each bureau of the police service. The bureau 

of organizational support, however, was unable to supply enough participants for a focus 
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group. As a result, I conducted two participant interviews instead. Figure 1 illustrates my 

research methodology. 

 

Figure 1. Research and data collection methods 
 

Invitations to participate in this project were sent via e-mail from a neutral third party 

(see Appendix A). The e-mail also included an electronic letter of informed consent to 

participate in the project, which outlined the ability to withdraw at anytime and the 

expectations of confidentiality throughout the research project (see Appendix B). Because 

this project was intended to be an inclusive process, if  there were more than the maximum 

number of focus groups participants, an additional focus group would have been added. In 

the event that not enough participants could be recruited for three focus groups, then only one 

focus group would have been held and participants would have been selected by way of 

purposeful sampling. Although I was not sure if discrepancies in seniority or gender would 
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influence the final outcomes of the research project, I endeavored to ensure fair 

representation in each group to remove any perceived bias. In the event that a focus group 

had fewer than 6 participants, then I planned to conduct one-on-one interviews consisting of 

the same questions.  

Upon completion of each of the two focus groups and the two interviews, I invited 

participants to self-select representatives that would be comfortable participating in a final 

blended focus group (see Appendix C). The purpose of the final focus group was to review 

the analyzed data of the previous groups and interviews and arrive at a consensus on what 

behaviours constitute respectful leadership in the CPS. Furthermore this group provided 

recommendations for action and further research.  

Other Research Participants 

In the initial two focus groups I elicited the assistance of a member of the CPSÕs 

research and development section to act as a note taker/recorder for the duration of those 

meetings. In the final focus group this role was reversed and I become note taker and 

recorder while my assistant facilitated the group process. I believe that this was successful in 

mitigating any possibility of researcher bias or participant group think from the previous two 

focus groups and two interviews. I also used the expertise of this individual and my project 

sponsor to pilot my research questions prior to the focus groups.  

I required the assistance of an administrative support staff member to send invitations 

to participants and document responses. In addition this individual acted as transcriber of the 

raw data obtained in the focus groups. Both individuals were required to adhere to the 

obligation of confidentiality (see Appendix D). Finally my Royal Roads University 
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supervisor, my learning partner, and my project sponsor provided advice and support while 

ensuring that this project meet strict academic requirements.  

Research Methods and Tools 

I collected the data for this research project through three focus groups and two 

interviews. I choose these methods for several reasons. Morgan (1997, as cited in Glesne, 

2006) stated, ÒThe simplest test of whether focus groups are appropriate for a research 

project is to ask how actively and easily the participants would discuss the topic of interestÓ 

(p. 102). This consideration was the primary reason I choose focus groups for my research 

project. Since being incorporated into the promotional interview questions in 2009, the term 

respectful leadership has become a popular topic of casual conversation between sworn 

members throughout the CPS. In essence my research question was already being debated 

and discussed throughout the organization informally on a daily basis. 

Glesne (2006) stated that action research is designed to help people in an organization 

define an issue, understand the situation, and take action to resolve it. Focus groups support 

the participatory aspects of action research in that they allow participants to express multiple 

perspectives on a similar experience (Glesne). From an organizational culture perspective, 

focus groups are a logical methodology. The CPSÕs research and development section has 

often used focus groups to examine and explore organizational issues. Each of my research 

focus groups were digitally audio recorded so that accurate transcripts could be obtained. The 

questions asked during the focus groups are listed in Appendix E. The sessions were no more 

than two 2 hours in length and included a 30-minute debrief and summary period. 

As one focus group could garner only 2 participants, I resorted to conducting one-on-

one interviews with each of them, using the same research questions presented to the focus 
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groups. I choose interviews because they provided the officers the opportunity to describe 

their thoughts in their own terms. According to Stringer (2007), ÒThe interview process not 

only provides a record of participantsÕ views and perspectives but also symbolically 

recognizes the legitimacy of their experiencesÓ (p. 69). Both interviews were digitally audio 

recorded and subsequently transcribed.  

Data Analysis 

Stringer (2007) posited that any form of analysis constitutes an act of interpretation. 

The goal of analysis is to identify what information is representative of the perspectives of 

the participants. Coghlan and Brannick (2005) believed that action research Òshould not be 

judged by the criteria of positivist science, but rather within the criteria of its own termsÓ (p. 

13). I interpret this as meaning that action research projects are unique entities and should be 

treated as such; each one must be looked at individually to best answer the research question 

and distill the resulting data. According to Glesne (2006), the most popular means of data 

analysis in action research is thematic analysis. This process involves the coding and 

segregating of data into clumps for further analysis and description. Stringer posited that 

there are two major processes that allow for the distilling of data that come from the ongoing 

process of investigation. The first is a categorizing and coding procedure that identifies units 

of meaning within the data. The second process identifies and uses key experiences by 

breaking them down into the elements that compose them. He stated that researchers could 

use either process or a combination of the two.  

Perhaps one of the greatest learning lessons I received from previous Master of Arts 

in Leadership students in regards to data analysis was the importance of consistently 

reviewing the research question. The sheer volume of qualitative data quickly became 
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overwhelming. By consistently revisiting the research question, my intent was to not become 

overwhelmed by data that did not fit the research question. Another significant consideration 

in data analysis was articulated by Stringer (2007), who stated, ÒThe major aim in analysis is 

to identify information that clearly represents the perspective and experience of the 

stakeholding participantsÓ (p. 98). Different stakeholders will have different experiences. 

Although all participants were sergeants, their work responsibilities differed from bureau to 

bureau within the CPS and I chose to separate the focus groups based on bureau assignment. 

 I determined that the most appropriate process for data analysis in this research was a 

thematic analysis as described by Glesne (2006) and Stringer (2007). 

I used the following procedures as outlined by Stringer (2007) to analysis and interpret my 

research data: viewing the collected data, unitizing the data, categorizing and coding the data, 

identifying themes, organizing a category system, and developing a report framework. I 

conducted these procedures along with the initial focus groups and interviews.  

1. Reviewing the dataÑ  As stated earlier, this procedure addressed the importance of 

consistently reviewing the research question and subquestions. The purpose of this 

initial process was to first identify those elements that were pertinent to the issue 

being researched. I started my data analysis by reviewing the transcripts and notes for 

each individual focus group and interview several times in order to become familiar 

with the views expressed by the participants. 

2. Unitizing the dataÑ Stringer (2007) reminded us that participants in a focus group can 

often change direction when expressing their experiences and perspectives on the 

research subject. Unitizing the data refers to identifying specific units of meaning, 

which could include a sentence, a phrase, or a sequence of events. I identified 
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separate units of meaning by using a photocopied copy of the transcribed data and 

physically highlighted the identified units. The purpose of this procedure was to 

identify statements in the data that had individual meaning when isolated from other 

information. 

3. Categorizing and codingÑ  After breaking the data down into units of meaning I 

coded them and placed them into categories under each research question. 

4. Identifying themesÑ Upon completion of the initial two focus groups and two 

interviews, I completed the data analysis and presented it to the final self-selected 

focus group. This allowed the research participants from each stakeholder group to 

identify common themes and categories for each of the research questions. 

5. Organizing the categories and developing a report frameworkÑ Following the 

completion of the final self-selected focus group, I placed the identified and agreed 

upon themes and categories into the results and recommendation section of this 

report. 

Throughout these five procedures I continuously applied the verbatim principle 

(Stringer, 2007). I used the participantÕs exact words to describe things rather than using my 

own interpretation of them.  

Glesne (2006) reminded us of the importance of ensuring that the research is as 

trustworthy as possible. In traditional quantitative research, systematic and rigorous 

processes provide the basis for establishing trustworthiness. Action research differs 

significantly because there are high levels of enthusiasm in the researcher and the 

participants, which may cause them to neglect the rigorous processes that establish sound 

research (Stringer, 2007). Establishing rigor in action research differs from that of traditional 
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quantitative research. Creswell (1998) described eight verification procedures that are often 

used in qualitative research: prolonged engagement, triangulation, peer review and 

debriefing, negative case analysis, clarification of researcher bias, member checking, rich 

thick descriptions and external audit.  

As a 20-year member of the CPS, I have already established prolonged engagement 

with the research subject. I am extremely familiar with established norms and organizational 

culture. Triangulation describes the use of multiple data collection methods and multiple 

sources. I addressed this procedure by conducting three focus groups and two interviews that 

provided representation from each organizational bureau of the CPS. This provided data from 

all areas of the police service. Glesne (2006) stated that subjectivity does not belong in oneÕs 

research. Methods must be implemented to control subjectivity and establish the validity of 

the researcherÕs work. I continuously examined my subjectivity through journaling and 

dialogue with my research assistant, project sponsor, project advisor, and learner peers. By 

doing this I addressed the procedure of peer review and debriefing as well as clarification of 

researcher bias. 

Member checking occurred throughout the research project. Transcripts from the 

focus groups were sent via e-mail to the participating members for verification before being 

analyzed. In addition, a short debriefing session for participants occurred following each 

focus group. 

Ethical Issues 

Stringer (2007) reminded us that as action researchers we have a Òduty of careÓ in 

relation to anyone we choose to involve throughout our process of investigation. According 

to Glesne (2006), ethical considerations cannot be separated from everyday interactions with 
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research participants and the research data. In a police culture, the very essence of conducting 

action research demands that ethical practice be demonstrated at all times. 

Royal Roads University requires all research projects involving human participants to 

undergo an ethical review. The purpose of this review is to address the considerations 

outlined in the Canadian Institutes of Health Research, Natural Sciences and Engineering 

Research Council of Canada, Social Sciences, and Humanities Research Council of Canada. 

(2005) Tri-Council Policy Statement: Ethical Conduct for Research Involving Humans. This 

policy includes the following guiding principles: Òrespect for human dignity; respect for free 

and informed consent; respect for vulnerable persons; respect for privacy and confidentiality; 

respect for justice and inclusiveness; balancing harms and benefits; minimizing harm and 

maximizing benefitÓ (Royal Roads University, 2005, p. i.5). I used these principles to guide 

me as I planned and executed my research project. 

Respect for Human Dignity  

Respect for human dignity is not only a guiding ethical principle for conducting 

research but also a core value in the profession of policing. I adhered to this ethical principle 

by focusing on the positive aspects of respectful leadership. The purpose of this research was 

not to focus on what the CPS was doing poorly, but rather to focus on the positive aspects of 

sergeant behaviours. It was my goal to create a trusting environment that invited open and 

frank discussions even when the opinions expressed proved contrary to my own. I addressed 

this concern by providing the participants an opportunity to review their contributions for 

accuracy at the completion of each focus group and interview. I also conducted a session 

debriefing at the completion of each focus group and interview. 
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Free and Informed Consent 

Policing is inherently secretive in nature and ethical practice is an established norm. 

Stringer (2007) reminded us, however, that by conducting a research process that engages the 

participants from within, it is vitally important to ensure that rigorous and ethical procedures 

are adhered to. For this research project, I focused my attention on the principles of free and 

informed consent, as well as privacy and confidentiality. As a senior officer who is perceived 

by others to have considerable influence due to rank and position within the organization, it 

was paramount that my agenda, stance, and position as a researcher in this project was 

clearly defined and communicated to the participants prior to them granting consent. I 

informed prospective participants that they could choose not to participate without 

ramifications or that they could choose to withdraw from the study at any time after it had 

begun. I had the responsibility to respect their right of choice. Of particular importance was 

that I clearly demonstrated how their involvement would not influence their career in any 

fashion; instead, I focused on how their participation would be of benefit to the entire 

organization. Palys (2003) advised,  

Understanding research as a decision-making process reminds you that you have 
alternatives and that the choices you make will say a lot about you, your values, and 
your priorities. And since your research will have implications for the lives of others, 
it also reminds you of the burden of responsibility that doing thoughtful research 
entails. (p. 404) 
 
To ensure I received free and informed consent, every participant was required to 

read and sign an informed consent document before engaging in the research project.  

Respect for Vulnerable Persons 

As the researcher, it was my responsibility to minimize harm to all the participants. 

Given the educational and professional requirements necessary to be an employee of the 
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CPS, this research project did not include any vulnerable persons as described by the 

Canadian Institutes of Health Research, Natural Sciences and Engineering Research Council 

of Canada, Social Sciences, and Humanities Research Council of Canada (2005) Tri-Council 

Policy Statement of Ethical Conduct for Research Involving Humans. However, that did not 

preclude me from understanding that some participants could feel vulnerable in sharing their 

personal opinions about leadership to a senior officer in an organization so strongly steeped 

in hierarchical traditions. I mitigated this concern by clearly articulating my role in this 

project. At no time did I refer to myself by rank or position within the organization, and I 

conducted my research in plain clothes as opposed to uniform.  

Respect for Privacy and Confidentiality 

In my experience, sworn officers who conduct research inside their organization are 

more successful in obtaining accurate data than an outside researcher. This is largely 

dependent on the level of credibility and trust that the research officer has established during 

her or his career. As a generally rule, police officers do not share work-related information 

with individuals outside of their profession. Inherently suspicious by nature, it is truly rare 

that an outsider can get officers to speak candidly about their organization. The importance 

of this is outlined by Stringer (2007): ÒUnless participants are able to trust the integrity of the 

processes, they are unlikely to make the personal commitments that are essential to a well-

founded inquiryÓ (p. 57). My goal throughout this project was to engage my participants 

throughout the entire process and ensure to the best of my ability that the participantsÕ 

privacy was maintained. I requested that the deliberations of the focus group remain 

confidential and the research assistant and administrative support staff were required to sign 

a confidentiality statement.  
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Respect for Justice and Inclusiveness 

I invited sergeants throughout the police service to participate in my research project 

regardless of seniority, age, or gender. I selected focus groups and interviews as my research 

methods because I wanted to ensure that the research processes remained clear and 

transparent to the participants and provided them with the opportunity to engage in a 

collaborative dialogue. I endeavored to ensure that all participants had the opportunity to 

share their experiences and as a researcher I did my best to ensure that I remained open and 

inclusive while facilitating and during the analysis of the data. I accomplished this by 

constantly examining my subjectivity through reflective journaling and continuous dialogue 

with my sponsor, research assistant, project supervisor, and learner peer. Upon completion, I 

made this project report available to all members of the CPS. 

Balancing Harms and Benefits 

I believe that the benefits of conducting this research far outweighed the potential for 

creating harm. The results of the research provided a clear overview of how respectful 

leadership is currently perceived throughout the organization at the sergeantÕs rank. It 

provided insight into whether current promotional competencies and organizational values 

were aligned to create the corporate culture senior management desires.  
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CHAPTER 4: PROJECT RESULTS AND CONCLUSIONS 

The results of this project are divided into five sections. The first section illustrates 

the overarching emerging themes identified from the focus groups and the interviews. The 

second section compares the identified themes with current CPS core values and the third 

compares them to the current promotional competencies for the rank of sergeant. The fourth 

section presents the conclusions reached from these themes and the fifth and final section 

outlines the limitations of the project. 

The research question on which this project focused was, ÒWhat behaviours do 

sergeants demonstrate that contribute to a culture of respectful leadership in the Calgary 

Police Service?Ó 

The subquestions that were addressed were as follows: 

1. How do sergeants in the CPS define respectful leadership? 

2. How do the identified behaviours of respectful leadership align with the current 

promotional competencies required for the rank of sergeant?  

3. How do the identified behaviours align with the core values of the CPS? 

Project Findings  

At the time this research was conducted there were 150 sergeants in the CPS. I invited 

all sergeants confirmed in the rank to participate in this project and 12 volunteered. Four 

participated in the first focus group, 6 in the second focus group, and 2 were personally 

interviewed. In the final self-selected focus group, 6 sergeants returned to participate. 

Emerging Themes: Focus Group and Interview Data Analysis 

The following is an analysis of the qualitative data received from the focus groups 

and personal interviews conducted. Each began with the overarching question, ÒWhat 
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behaviours do sergeants demonstrate that contribute to a culture of respectful leadership in 

the Calgary Police Service?Ó As a result of the discussions surrounding the questions, I 

identified five prevalent themes: self-awareness, teaching and learning, relationship building, 

communication, and accountability. 

Self-Awareness 

The most prevalent theme that emerged from the data collected was that respectful 

leaders were individuals who possessed a high degree of self-awareness. One participant 

stated, 

ItÕs not about position or rank. ItÕs about understanding and recognizing that their 
people need something and then doing something about it. . . . I would absolutely [say 
they] care about people and do the very best for their people. This doesnÕt mean that 
they make their people happy, but they give them what they need, and they . . . just 
know what that is. 
 
Covey (1989) stated that self-awareness is the ability to think about our very thought 

processes. He argued that it is vital to understand how we view ourselves and how we view 

others in order to be successful in a leadership role. Self-awareness is what enables us to 

stand apart and examine the way we see others and ourselves. This ability was supported by a 

participant who commented, ÒHe would challenge rumours and assumptions about his 

people. He just didnÕt believe everything he heardÑ  . . ..not the positives or the negatives. 

He made up his own mind.Ó Kouzes and Posner (2006) also supported the importance of self-

awareness in good leaders: 

Self-confidence is really awareness of and faith in your powers, and these powers 
become clear and strong only as you work to identify and develop them. The mastery 
of the art of leadership comes with the mastery of self, and so developing leadership 
is a process of developing the self. (pp. 93Ð94). 
 
One of the key components to developing self-awareness comes from seeking out 

honest feedback from others (George, McLean, & Craig, 2008). The importance of this was 
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supported by participants who stated that they demonstrated respectful leadership by being 

able to accept criticism, by receiving and providing fair and honest feedback, and by being 

willing to learn continuously from others. One participant commented on how a very senior, 

superior officer changed his mind based upon the feedback provided to him: ÒThat says 

something to me when leaders actually take advice from the people they surround themselves 

with. ThatÕs being a respectful leader to me.Ó 

Self-aware individuals are thought to have a higher commitment to their organization 

and are more effective leaders than individuals who are less self-aware (Atwater & 

Yammarino, 1992). Goleman et al. (2002) described self-aware leaders as those who have a 

Òkeen sense of their own values, goals and dreams. They know where they are headed to and 

whyÓ (p. 40). One participant echoed this sentiment by stating, ÒThey [respectful leaders] 

never seem to sweat the small stuff, you know? They just know what is really important and 

what isnÕt.Ó  

Goleman et al. (2002) believed that individuals with a prominent sense of self-

awareness simply know what matters most to themselves and to others. One participant 

stated that respectful leaders always give even-tempered predictable responses: ÒYou always 

know how they will respond regardless of what it is.Ó Self-awareness helps to create 

authenticity in a leader (Adler, 2009; Covey, 1990; Kouzes & Posner, 2006; Senge, 2006). 

One participant stated, ÒThey will acknowledge their limitations. If they donÕt know, they 

will just say they donÕt know.Ó Another stated, ÒThey know how to model and demonstrate 

the traits they want to create buy in for.Ó Simply put, participants believed that leaders who 

knew their strengths and weaknesses helped to create a clear sense of identity and purpose 

for others to follow.  
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Teaching and Learning 

The desire to learn continuously and the willingness to teach others was a repetitive 

theme throughout the discussions. History has demonstrated that many good leaders were 

also good teachers. Gandhi, Jesus, and Martin Luther King Jr. were leaders who shared their 

learning with their followers in an effort to help develop others. When asked what a culture 

of respectful leadership would look like in the CPS, a participant stated, ÒEducation would 

permeate the organization; it would be something that was just continually happening 

without anyone really being aware of it. It would be just the way things are.Ó  

Senge (2006) believed that commitment to personal growth was paramount for 

individuals in a leadership role, positing, ÒOrganizations learn only through individuals who 

learnÓ (p. 129). Learning was the fundamental key to SengeÕs philosophy of personal 

mastery. He described it as the discipline of personal growth and learning. People who 

possess a high degree of personal mastery Òare continually expanding their ability to create 

the results in life they truly seek. From their quest for continual learning comes the spirit of 

the learning organizationÓ (Senge, 2006, p. 131). One participant expressed how it made him 

feel valued when his boss took the time to teach him something: 

I really enjoy it when my boss takes the time to help me learn something. Too often I 
see some leaders that just say, ÒHey, can I get back to you?Ó and then never do. I 
think itÕs being respectful when somebody is willing to take the time to teachÑ itÕs 
real easy to just give direction and kind of point and shoot. I am always impressed 
with someone who will set aside some time to actually teach me something. 
 
Kouzes and Posner (2006) concurred with the philosophy that continual learning is a 

salient consideration to successful leaders when they stated, ÒItÕs not the absence of 

leadership potential that inhibits the development of more leaders; itÕs the persistence of the 

myth that leadership cannot be learnedÓ (p.120).  
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Allio  (2005) suggested that the true behaviours of leadership were routed in character. 

He argued that effective leadership behaviour required character, creativity, and compassion, 

qualities he felt were obtained only by learning from others, not from attending courses on 

leadership development. He further argued that the best leaders were those who were always 

eager to learn and develop their craft. The following comments outline how important 

participants felt learning and teaching was to respectful leadership: 

Well, I think itÕs about never accepting that they know everything; they must always 
be willing to continually learn and I donÕt mean just formally but learn from everyone 
around them too. 
 
I see good leaders as being both teachers and students. They know that ongoing 
learning is key to success and never seem to stop doing either. 
 
I think recognizing the abilities and strengths of others and letting people do things 
their own way and continuing to learn yourself is what helps you to become a better 
supervisor, manager, or leader here. 
 
I think that respectful leaders are ones that cultivate the next generation of leaders, 
identifying them and working with them to get them better. 
 
Cohen and Tichy (1997) believed that one of the key components to building a 

successful and sustainable organization was to have senior, experienced leaders spend time 

teaching the junior leaders of the organization. They argued that as much as one third of an 

executiveÕs time should be spent mentoring others in the organization. According to 

Mumford (1993), the philosophy of leaders teaching leaders brings with it several benefits. 

Experienced leaders gain personal satisfaction in helping others grow, senior leadersÕ skill 

sets gain further development in the process of teaching others, organizational issues are 

addressed more readily, and tasks that are the responsibility of seniors leaders can be passed 

down to others. The participants in this research clearly saw a link between respectful 

leadership and the willingness to teach and learn. 
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Relationship Building 

The ability to cultivate relationships emerged early in the research as a prominent 

theme for respectful leadership. Participants often used phrases such as Òbeing 

approachable,Ó Òtransparent,Ó Òwilling to listening,Ó Òable to deal with conflictÓ and Òbeing 

collaborative with othersÓ when describing respectful leadership behaviour. Kouzes and 

Posner (2006) believed that leadership at its core is about the relationship between leader and 

follower and that it requires Òa resonate connection with others over matters of the heartÓ (p. 

48). Goleman et al. (2002) also posited that relationship management was fundamental to 

good leadership and demonstrated the skills required for effective leadership. Those skills 

included conflict management, persuasion, and collaboration.  

One participant articulated the importance of building relationships by stating, ÒIt 

didnÕt matter if you were a high-ranking officer or the cleaning lady, he just treated you with 

the same respect and always made it a point to make you feel valued.Ó Daniels and Daniels 

(2007) demonstrated the importance of relationships to a leader when they stated, 

Leadership is based on the relationship the leader has with the followers and the 
relationship the followers have to the leaderÕs cause. . . . Relationships that are 
relatively free of friction and that help each party experience personal benefits are the 
hallmarks of good leaders. (p. 179) 
 
The following comments made by participants further demonstrated how 

relationships were important to respectful leadership: 

Camaraderie is a part of respectful leadership; you have to be able to get along with 
others. 
 
Respectful leaders will attempt to meet the needs of each individual; they seem to be 
able to adjust their style to fit whatever is needed at the time.  
 
I think respectful leadership starts with the ability to build rapport with people. No 
matter how good a manager you are, if you suck at building rapport youÕre done. 
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Respectful leadership has a lot to do with the relationships you have with those 
around you, period. 
 
YouÕve got to have rapport. You can be the best leader in the world but if you have 
the characteristics of a fish youÕre just not going to be successful. It doesnÕt make you 
a bad leader but I donÕt think you can teach that. You either have it or you donÕt.  
 
Nair (1997) believed that it was the shared experience in our relationships that created 

the deepest understanding between leader and follower. He made a further connection in that 

this shared experience should always be done with humility and spirit of service. ÒEvery step 

we take, no matter how small, to understand the needs of the people we serve will increase 

our bond with them and move us in the directions of a higher standard of leadershipÓ (Nair, 

1997, p. 88).  

The failure to manage relationships effectively can negatively impact leader 

effectiveness and impact overall performance as well. Participants articulated the need for 

respectful leaders to build genuine relationships with people. One participant stated,  

ItÕs really about being willing to make the time to help others achieve their goals and 
not just worrying about yoursÑ  . . . both personal ones and professional ones. You 
have to really get to know people to do that. ItÕs not something you can fake. People 
sense when youÕre just going through the motions. 
  
Daniels and Daniels (2007) warned that when leaders fail to properly establish 

relationships with their followers they are effectively condemning themselves to continuous 

work. The perceived lack of trust and respect can cause the leader to spend time worrying 

about their employeesÕ performance rather than focusing on the goals and vision of the 

organization.  

Communication 

Research has shown that leaders spend most of their day engaged in communication 

activities (Barrett, 2006). It was not surprising that the ability to communicate a shared 
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vision, provide honest feedback, and actively listen to others became subthemes under the 

topic of communication. Every participant expressed on some level how communication was 

vital to respectful leadership.  

One participant began the discussion on respectful leadership with this comment: ÒIf I 

had only one way to describe what respectful leadership was it would be about the ability to 

communicate with people at all levels in the organization and through various means.Ó 

Barrett (2006) provided a definition for leadership communication: 

Leadership communication is the controlled, purposeful transfer of meaning by which 
leaders influence a single person, a group, an organization, or a community. 
Leadership communication uses the full range of communication skills and resources 
to overcome interferences and to create and deliver messages that guide, direct, 
motivate, or inspire others to action. (p. 386) 
 
Communicating shared vision. Communicating the vision of an organization, 

particularly during times of change, is critical for organizational success (Kotter, 2002). 

Kouzes and Posner (2006) posited that being able to communicate a shared vision as opposed 

to an individualÕs or an organizationÕs vision is even more important to followers. They 

believed that people want to see themselves in their leaderÕs aspirations and leaders must 

remember to listen to what their followersÕ dreams and hopes are so that they can be 

included. One participant expressed this sentiment by saying, ÒMy sergeant knew what was 

important to each of us on the team and what it took to get us motivated to work hard.Ó 

Daniels and Daniels (2007) also supported the need for shared vision. They believed that 

leaders who are out of touch with the needs and wants of their subordinates run the risk of 

having force become the only means available to rally their subordinates around a common 

goal. A great amount of the leaderÕs time and energy would be spent solely on keeping the 
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followers focused: ÒHigh levels of energy result in low levels of accomplishmentÓ (Daniels 

& Daniels, 2007, p. 13). 

Providing feedback. The ability to provide honest feedback was a significant 

subtheme of communication. According to Hillman, Schwandt, and Bartz (1990), failure to 

provide timely and effective feedback to employees results in them having to blindly guess if 

their performance is meeting management expectations. One participant outlined the 

importance of this by stating, 

We should be providing our members with feedback on their leadership skills from 
day one, not waiting 10 years until they apply for promotion and then say, ÒSorry. 
You donÕt have it. You need to be X. How does this possibly help them?Ó 
 
Kouzes and Posner (2006) posited that feedback was vital for followers and leaders: 

ÒLearning to be a better leader requires great self-awareness and it requires making ourselves 

vulnerable [to others through feedback]Ó (p. 32). The following participant comments 

illustrate the need for respectful leaders to provide feedback to others: 

I think respectful leaders have to have the courage to say what people need to hear, 
not what they want to hear. Nobody wants to be the bad guy and say something that 
might make people not like them, especially around promotion time. 
 
Anybody can convince themselves that they are doing the right thing for the right 
reasons, so doing the right thing has to include feedback from other people. 
 
Goleman et al. (2002) reminded us that giving and receiving honest feedback is often 

difficult to accomplish: ÒFew people want to intentionally hurt another personÕs feelingsÑ

but often they donÕt know how to deliver feedback in a productive, rather than hurtful wayÓ 

(p. 131). One participant shared a story of how he and another officer had been involved in a 

specialty unit competition where the sergeant in charge provided brutally honest and direct 

feedback and the different effect it had on each of them:  

I thought it [feedback] was greatÑ thatÕs exactly what I needed to hear. Sure it was 
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harsh, but for me I thought, ÒGreat. I know what I am doing wrong and I am going to 
change it.Ó But my partner was devastated. He just shut down and wasnÕt successful 
in that competition. I thought he was going to start crying. He was eventually 
successful a few months later and turned out to be great at the job, but I think about 
that incident all the time when I am giving feedback: ÒAm I going to completely 
demoralize this guy?Ó 
 
Hillman et al. (1990) reminded us that feedback and coaching are closely linked. 

Providing feedback is important, but aspects of coaching should always accompany it so that 

employees can improve performance. One participant echoed this sentiment by stating, 

I think as leaders we owe it to the people that we have to be the kind of person thatÕs 
willing to say, ÒYou know what? When you do this action it makes people feel this 
way.Ó And my experience has been that a lot of people donÕt invest that kind of time 
and that the individual performing that behaviour wasnÕt even aware that he or she 
was doing it. ItÕs not enough to just provide the feedback. It needs to have an action 
plan attached to it as well. 
 
Active listening. In addition to being able to communicate outwardly, participants 

stated that the ability to listen to others and respond to questions was a part of being a good 

communicator. ÒHe [supervisor] wasnÕt afraid to answer questions about his decisions and 

explain why things are the way they are,Ó stated one participant. Another spoke about how a 

senior officer changed his mind on a decision that he had made based upon listening to his 

peopleÕs concerns. 

Hoppe (2007) described active listening as a personÕs willingness and ability to hear 

and understand others. All participants agreed that being able to listen effectively to others 

was critical to creating a culture of respectful leadership. The following comments 

demonstrated the importance that participants placed on the ability to listen effectively. 

Active listening is good and I know personally that learning to listen has helped me a 
lot. It keeps me from making decisions based on a very black and white thinking 
process.  
 
One of the best things I liked about my last boss was that he always had the best 
interests of his people at heart. He was a great mentor and took the time to explain 
why he made the decisions that he did. HeÕd say, ÒItÕs easy for me to just gloss over 
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these big decisions. Would you like to come in and sit down? IÕll tell you why we 
came to this decision.Ó I was so impressed that he would take the time and listen to 
what I had to say. 
 

Accountability 

All participants expressed a deep need for respectful leaders to demonstrate and 

demand accountability from others. Connors, Smith, and Hickman (1994) defined 

accountability as the process of Òseeing it, owning it, solving it and doing itÓ (p. 65). Kraines 

(2001) stated that accountability is an employee and leader obligation Òto deliver all the 

elements of value that he or she is being compensated for delivering, as well as the obligation 

to deliver on specific output commitments with no surprisesÓ (p. 15).  

One participant expressed his reservations about even using the term respectful 

leadership because it implied a perceived weakness in accountability: 

It seems to me that the pendulum in how we treat people has swung too far from 
where it used to be. My fear is that we could end up promoting a bunch of vanilla 
supervisors that are afraid to hold people accountable.  
  
When asked what they would change in the organization that would create a culture 

of respectful leadership, members of one of the focus groups suggested a code of conduct 

policy, similar to that used in some military and private organizations, should be incorporated 

into the CPS: 

I would want a code of conduct that is enforceable, something that is applied to all 
members of the organization, especially the senior officers. When they do something 
that maybe isnÕt criminal but is unethical it seems like it just gets swept away. ThatÕs 
not the kind of people we like to have and it doesnÕt go unnoticed by others. I would 
like to see something like they have in private industry where you can get canned for 
making decisions that are morally bankrupt or from acting inappropriately.  
 
The International Labour Association (n.d.) defined a corporate code of conduct as an 

organizational policy that defines ethical standards for conduct. These codes are completely 

voluntary and depend entirely upon the organization that creates them. According to Crank 
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(1998), police organizations already have two internal accountability mechanisms: ÒAs 

bureaucracies they hold line officers accountable through standard operating procedures, and 

as quasi-military organizations, they hold officers accountable through [the] chain of 

commandÓ (p. 56). Even with these two mechanisms in place, the participants felt the need 

for further internal accountability. The following comments encapsulated the participantsÕ 

desire for accountability in respectful leaders: 

[In the perfect work environment,] the organization would be completely transparent; 
we have it in some areas now but not others. Everyone would play by the same rules 
and be accountable to them. I donÕt think we have that right now. 
 
Well in my perfect world there would be reinforcement and accountability for those 
demonstrating respectful leadership skills.  
 
They [respectful leaders] recognize that bad behaviour or poor performance can be 
based in something that is not really obvious and will dig down to get to the real 
reasons. They hold people accountable but help them to deal with whatever it is that 
they need to work on. 
 
You have to hold yourself accountable for other people to see as well. When I make a 
mistake I admit it in front of my guys and let them know that I could have done things 
better and usually they come up with some good stuff for me. Just because I am the 
sergeant doesnÕt mean I have all the answers. 
 

Respectful Leadership and CPS Core Values  

As discussed in chapter 1, the CPS is an organization guided by its core values. They 

are: Honesty, integrity, respect, fairness and compassion, courage and commitment (Calgary 

Police Service 2008b). The participants were asked how the identified behaviours of 

respectful leadership aligned with the current core values of the CPS. There was little open 

discussion on this topic and a quick consensus was reached that all of the core values 

encapsulated what the participants perceived as respectful leadership. One participant stated, 

ÒRespectful leadership is something you can put a ton of different definitions to. I think it 

directly parallels everything that is already written into the core values.Ó  
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The one core value that was identified as standing out from the others was honesty. 

The following comments demonstrated the importance the participants placed on honesty: 

If you are open and honest with people in saying, ÒThis is what I have to do, and this 
is why I have to do it,Ó then itÕs so much better than just passing the blame up the 
ladder. Policemen will see right through that anyway. 
 
ItÕs so hard to put one value ahead of another but if I had to pick one it would be 
honesty. I think that is what respectful leadership is about, being honest with people 
first. 
 
Participants also indicated that it was the daily demonstration of the core values by 

leaders that constituted respectful leadership: 

My thought is if I demonstrate good core values in my leadership, I hope that people 
who work for me will pick up on those values. Yet it seems to me that the people who 
we look up to the most [senior officers] arenÕt demonstrating them, so others think, 
ÒWell if they donÕt have to, then why should I?Ó Core values and respectful 
leadership have to be tied together. 
 
LetÕs keep in mind that Enron had core values too, and look what happened to it. ItÕs 
not what you say thatÕs important, itÕs what you do. 
 
Although the participants agreed in principle that the current core values were 

adequately aligned with their interpretation of what constituted respectful leadership, some 

suggested that they seemed limiting. The participants suggested that the organizational core 

values should be reviewed. Additional suggestions of creativity and tolerance were expressed 

as being more in line with the changing demographics of the organization. 

Respectful Leadership and CPS Promotional Competencies 

The promotional process is a contentious topic of debate in the CPS. In addition to a 

competency-based assessment, candidates are subjected to peer review as well as a 

behaviour-descriptive interview process. Creating a promotional process that not only 

ensures that the best candidates for the positions are successful, but also one that is fair, 

consistent, and defendable is a challenging task. Officers seeking the rank of sergeant must 
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be able to demonstrate proficiency in each of the competencies in order to be successful. 

Currently promotional candidates for the rank of sergeant are evaluated in the following 

seven competencies: 

1. CommunicationÑ Utilizes all forms of communication in an effort to achieve 

common goals that are aligned with the values of the Service. Provides information 

and exchanges ideas to promote open discussion and understanding. 

2. Self ConfidenceÑ Faces challenges with determination and strength of character 

consistent with the values of the Service. Believes in oneÕs own ability to accomplish 

tasks or make effective decisions. Demonstrates self-assurance in own ideas, 

judgments, or actions. 

3. Coaching and DevelopmentÑ Supports continuous learning and development. Seeks 

or provides guidance and feedback to improve performance and achieve objectives. 

4. Team Building and TeamworkÑ Collaborates with others to build a team that actively 

shares information and relies on each otherÕs expertise in the pursuit of common 

goals and successes. 

5. LeadershipÑ Interacts positively and honestly by sharing a sense of vision and 

purpose to inspire and focus people on a positive future. Exemplifies the behaviours 

and values of the Calgary Police Service.  

6. Conflict ResolutionÑ Recognizes that conflict can occur in many ways and intercedes 

to resolve the situation. 

7. DecisivenessÑ Responds in a timely and independent manner to changing situations 

and makes sound decisions that are based on fact and reason and accepts 

responsibility for results. (Calgary Police Service, 2009) 
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Each one of these competencies has several subdescriptors, which outline in detail the 

desired behaviours for each. A full listing of these subdescriptors can be found in Appendix 

F.  

I compared the seven promotional competencies to the six emerging themes of 

respectful leadership. Table 1 outlines the four direct correlations observed.  

Table 1. Promotional Competencies and Respectful Leadership Themes 
Promotional Competencies Respectful Leadership Themes 

Communication Communication 
Conflict Resolution Communication 
Self Confidence Self-awareness 
Coaching and Development Teaching and Learning 
Teamwork and Teambuilding Relationship Building 

 

The theme of communication in respectful leadership was found in the 

communication and conflict resolution competencies. In contrast the remaining identified 

respectful leadership theme of accountability appeared only as a minor subdescriptor under 

the promotional competency of coaching and development. The descriptor states, ÒEncourage 

creativity and professional growth by assigning members tasks for community/section 

projects and ensuring accountability.Ó What I found revealing in this comparison was that 

accountability, a component the participants identified as being extremely important to 

respectful leadership, was almost a nonentity in the promotional competencies. 

The participants agreed that the promotional competencies represented the spirit of 

respectful leadership; however, they also felt that the subdescriptors were highly subjective 

and open to broad interpretations. One participant suggested having the competency of 

ÒleadershipÓ changed to Òrespectful leadershipÓ to add consistency in the messaging being 

given to officers. Another felt that the promotional process was becoming dangerously close 
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to a popularity contest, stating, ÒWe need to be careful not to confuse respectful leadership 

with the need to be liked, so that people wonÕt say bad things about me during promotion.Ó  

Participants wanted to see consistency between the promotional competencies and 

those competencies associated with respectful leadership. The following comments 

summarize the discussion on how CPS promotional competencies were aligned with 

respectful leadership: 

The competencies are good. They reflect respectful leadership, but they must be 
applied and kept in the back of our heads at all times so that we can accurately assess 
folks, not just at promotional season. 
 
I donÕt think the competencies are being accurately interpreted. Evaluations are 
treated more as a game than a developmental tool, and the competencies are just too 
subjective. 
 
Respectful leadership cannot be captured under any one competency; itÕs mixed into 
all of them. 
 
In regards to promotion, respectful leadership must have terms of reference that 
everyone understands. 
 

Project Conclusions 

Although far from being a complete overview, after completing the analysis of the 

data and comparing it to relevant literature, I have reached the following four conclusions: 

1. Trust is fundamental to building a culture of respectful leadership; 

2. Respectful leaders should never sacrifice accountability for likeability; 

3. Sergeants are not currently prepared for the complexity of a respectful leadership 

culture; and 

4. Creating a respectful workplace will assist leaders in creating a culture of respectful 

leadership.  
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Conclusion 1: Trust Is Fundamental to Building a Culture of Respectful Leadership  

One of the most interesting observations I made during the data-gathering portion of 

this project was that participants never directly raised the topic of trust when discussing 

respectful leadership; however, when prompted, all participants unanimously agreed that it 

was the foundation upon which all other leadership behaviours were based. One participant 

burst our laughing and said, ÒWell duh, respectful leadership would not be possible without 

it. I took that [trust] as a given.Ó Literature certainly supports the position that trust is 

fundamental to leadership. Kouzes and Posner (2006) posited, ÒLeadership requires trust. ItÕs 

a prerequisite for getting anything doneÓ (p. 49). Covey (1989) believed that trust was the 

highest form of human motivation there was and that when you achieved high trust, 

communication between leaders and followers become easy, instant, and effective. 

 Reina and Reina (1999) broke trust into two categories: trust in ourselves, and trust 

in others. Trust in ourselves is what gives us a sense of who we are and how we deal with 

others in the world. It provides us with the confidence required to take on risks and deal with 

new challenges. Trust in others is what allows us to build and maintain healthy relationships 

with others. Leadership among many other things is first and foremost the job of instilling 

and promoting trust in an organization (Fairholm & Fairholm, 2000). In order for a culture of 

respectful leadership to exist in the CPS, leaders must first understand the importance of 

creating and promoting a trusting environment.  

Conclusion 2: Respectful Leaders Should Never Sacrifice Accountability for Likeability 

The participants clearly articulated the need for accountability and likeability in a 

respectful leader. Research has indicated that Òwe will work harder and more effectively for 

those we like, and we will like them in direct proportion to how they make us feelÓ (Kouzes 
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& Posner, 2006, p. 57). The findings in this research project certainly support this philosophy 

of respectful leadership. It would be extremely difficult to maintain effective communication, 

show sincere concern and interest for people, and build collaborative relationships if your 

followers disliked you.  

What was very important to the participants was that respectful leadership must never 

place likeability over accountability. Their comments reflected a need for respectful leaders 

to accept responsibility for their actions, remain completely transparent in their dealings with 

people, and be open and approachable to answer questions or concerns from anyone in the 

organization. These comments echo the findings of Wood and Winston (2007), who 

described the three components of accountability as the acceptance of responsibilities, 

voluntary transparency, and answerability. The findings in this area led me to the conclusion 

that although respectful leaders need to be liked to be successful, being a respectful leader 

means you must place accountability ahead of likeability.  

Conclusion 3: Sergeants Are Not Currently Prepared for the Complexity of a Respectful 

Leadership Culture 

Although the research questions in this project were not directly linked to leadership 

development, throughout the findings, participants referenced a need for further support in 

developing respectful leadership behaviours. One participant described it as feeling 

abandoned upon being promoted: ÒYou got lots of support and training until you were 

promoted and then itÕs like, ÔHey, congratulations, youÕre a sergeant. You know everything 

now so youÕre on your own.Ó The purpose of this study was not to address leadership 

development in the CPS; however, the topic did emerge as a subtheme in many of the 

discussions.  
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The debate over whether leaders were born or made also presented itself in the 

participantsÕ discussions. Individuals weighed in on both sides but conceded that members 

who are promoted have already proven to be effective leaders and ongoing training and 

development was essential to their continued success. Kouzes and Posner (2006) posited that 

leadership was a set of observable skills and abilities and like any other set of skills and 

abilities they could be strengthened, honed, and improved upon. The participants recognized 

that not all people would benefit equally from leadership training; however, they felt that 

ongoing and consistent training in the areas of providing effective feedback, managing 

conflict, developing self-awareness, and establishing trust and accountability with 

subordinates was essential to their personal growth as leaders. This led me to the conclusion 

that sergeants in the CPS need more support in developing respectful leadership behaviours.  

Conclusion 4: Creating a Respectful Workplace Will Assist Leaders in Creating a Culture of 

Respectful Leadership 

The primary research question of this project was to identify leadership behaviours at 

the rank of sergeant that contribute to a culture of respectful leadership in the CPS. Certainly, 

research has shown that leader behaviour directly influences organizational culture (Leavitt, 

2005; Schein, 1999, 2004). It is important to remember that culture is not limited to one area 

of an organization. It can be found on many different levels and consist of several different 

subcultures (Schein, 2004). According to Pennington (2009), it does not matter if you choose 

to ignore culture or consciously try to grow it; it will ultimately define how things get done 

within your organization.  

The CPS is consciously trying to influence its culture by requiring organizational 

leaders to demonstrate respectful leadership. Schein (1999) warned that the biggest danger in 



Crossing the Rubicon 67 

trying to understand organizational culture was to oversimplify it. The CPS is a large diverse 

organization comprising sworn and civilian personnel. Although the findings showed that the 

current organizational core values and promotional competencies captured the basic 

components of what constituted respectful leadership, participants expressed a need to 

expand the scope of respectful leadership to all levels and areas within the workplace. This 

led me to the conclusion that creating a respectful workplace will assist CPS leaders in 

creating a culture of respectful leadership. 

Scope and Limitations of the Research 

The purpose of this project was to explore what behaviours sergeants demonstrate 

that contribute to a culture of respectful leadership in the CPS. There are three specific 

limitations that must be taken into account when reviewing the data. 

Target Population and Topic 

This project was conducted during the summer months of 2009. Many sergeants were 

unable to participate due to annual leave and personal commitments. This resulted in a 

relatively small sample size consisting of 12 sergeants from a possible 150. In addition, the 

topic of respectful leadership was included for the first time in the promotional process that 

was completed only weeks before the commencement of this project. It is possible that the 

motivation of the participants to partake was influenced by the perceived connection of the 

subject matter to the promotional process. 

Results 

Although the purpose of the final self-selected focus group was to reduce the 

influence of researcher bias, I was still the only one who reviewed and interpreted the raw 
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data from each focus group and interview. It is therefore difficult to exclude the possibility of 

researcher bias in the results. 

Methodology 

The reason I choose a quantitative research project was to obtain the personal views 

and experiences of the participants. The questions asked of the participants were identical in 

each instance; however, several clarifying questions were asked in order to obtain more 

specific answers or personal examples of their observations. These differed in each instance 

and although I did my best not to lead the participants, my comments may have influenced 

the participants. 
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CHAPTER 5: RESEARCH IMPLICATIONS 

 The experience of gathering and analyzing data from this project was an extremely 

rewarding experience. Having the opportunity to openly discuss police leadership in a safe 

environment with proven leaders from throughout the organization was a rare gift that I am 

grateful to have experienced. It is my hope that the participants who generously offered their 

time and candour also found the experience rewarding and insightful. The research clearly 

indicated that sergeants associated specific behaviours with respectful leadership in the 

workplace. In comparing the findings of this research with my original question, ÒWhat 

behaviours do sergeants demonstrate that contribute to a culture of respectful leadership in 

the Calgary Police Service?Ó I am satisfied that I was able to answer it.  

Recommendations 

 As a senior officer within the CPS I possess some knowledge of the existing 

resources already in place and as such I make the following three recommendations for future 

change in the CPS: 

1. Commit to the continued leadership development of CPS sergeants and other 

emerging leaders; 

2. Develop a respectful workplace program that supports respectful leadership in the 

CPS; and 

3. Increase leader accountability within the CPS. 

Recommendation 1: Commit to the Continued Leadership Development of CPS Sergeants 

and Other Emerging Leaders 

 Sergeants were able to articulate what behaviours demonstrated respectful leadership 

in the CPS. As a result, I recommend the following:  
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1a. Introduce and Include Self-Awareness Tools as Part of any Ongoing Leadership 

Development Strategy Within the CPS 

 The participants overwhelmingly identified self-awareness as being critical to all 

respectful leadership behaviours. The literature also indicated that successful leaders possess 

a keen sense of self-awareness (Daniels & Daniels, 2007; Goleman et al., 2002; Kouzes & 

Posner, 2006; Senge, 2006). Helping officers to understand their strengths and weaknesses, 

as well as their preferred communication and learning styles, will benefit the organization as 

it continues to develop them as leaders. 

1b. Apply a Systems Thinking Approach to Leadership Development in the CPS 

 The CPS is currently conducting extensive research into its leadership development 

curriculum. I recommend that the CPS move away from the rigid linear model and apply 

more of a systems approach to its leadership development. Meadows (2008) described a 

system as being Òan interconnected set of elements that is coherently organized in a way that 

achieves somethingÓ (p. 11). She indicated that a system must consist of three things: 

elements, which in this case would be leadership development courses; interconnectedness, 

meaning the courses must relate to each other; and a function of purpose, which is to develop 

leaders in the organization. The participants in this project were unanimous in expressing a 

desire and need for further leadership development as it related to respectful leadership, yet 

their expressed needs were unique to each of them. 

 Senge (2006) argued, ÒAn organizationÕs commitment to and capacity for learning 

can be no greater than that of its membersÓ (p. 7). Any leadership development training 

facilitated by the CPS must be able to address employeesÕ individual needs if the 

organization wishes to instill a philosophy of lifelong learning in its employees. To be 
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successful the CPS will have to look outside of its internal systems and work to develop 

partnerships with outside learning systems. Such an undertaking would require the 

development of external partners and further research into specific employee needs.  

Recommendation 2: Develop a Respectful Workplace Program That Supports Respectful 

Leadership in the CPS 

 In 1997 the CPS initiated a positive workplace policy. The purpose of this policy was 

to ensure the fair and respectful treatment of all employees in the CPS. Initially, this policy 

was administered by several instructors throughout the service who provided training to all 

members. Posters were placed throughout the organization and it became mandatory to read 

and sign off on the policy on a biannual basis. Since that time, the policy has slowly fallen 

from the forefront of the organization and it no longer carries the impact it did 12 years ago. 

Training is currently supplied only to new recruits and to newly promoted sergeants. Many of 

the current sections within the policy are antiquated and in need of review and, as such, the 

current policy is effectively nonsustainable. 

 As indicated in the literature, organizational culture contributes to overall 

organizational effectiveness and leaders within the organization have a significant impact on 

its culture (Schein, 2004). The CPS has stated it wants to create a culture of respectful 

leadership. To assist leaders within the organization in shifting the culture I recommend the 

following: 
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2a. CPS Replace the Current Positive Workplace Policy With an Updated Respectful 

Workplace Program Designed to Support and Enhance the Identified Behaviors Associated 

with Respectful Leadership  

 Leaders could use the program as a framework and guideline to initiate future culture 

change.  

2b. To Create Sustainability, I Recommend That the Program Not Be Placed in CPS 

Policy, but rather Remain a Program With a Specific Individual or Individual(s) Assigned 

to Administer It  

 There are already two programs in place within the CPS that I see as being directly 

linked to a respectful workplace program. The first involves the CPS ombudsman, who is 

responsible for hearing complaints or concerns from anyone in the organization. The second 

is the early intervention program for sworn members. I recommend that both of these be 

directly involved because all three share the same objective of identifying emerging issues 

and ensuring a respectful workplace in the CPS. 

Recommendation 3: Increase Leader Accountability in the CPS 

 The CPS does an outstanding job of ensuring sergeants are properly prepared to 

handle the command-and-control situations required for operational police leadership. 

Understanding the intricate skills of human resource management, however, is often left up 

to the individual to discover and develop. Participants throughout this project articulated that 

trust and leader accountability were essential to respectful leadership, but they also indicated 

that they struggled with knowing how to develop them. The literature demonstrated that 

when high trust is present in organizations, it results in increased creativity, innovation, and 

critical thinking (Reina & Reina, 1999). Trust is the foundation upon which all interpersonal 
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relationships are developed, and leader accountability is what helps create trust. It is with this 

relationship in mind that I make the following recommendation. 

  I recommend that CPS provide ongoing training in the area of performance 

management to sergeants, specifically addressing the subjects of constructive feedback, 

performance evaluations, and most importantly, workplace accountability. Grimshaw et al. 

(2006) argued that if employees viewed the expectations placed upon them as clear and fair, 

accountability in the workplace would increase. Currently the CPS advises supervisors that 

they are responsible for the development and performance of their subordinates; however, it 

does not provide them with clear direction on how to accomplish that. Sergeants need to be 

able to access Human-Resources-related training that will guide them on how to properly 

lead and manage their employees.  

 This training could be accomplished in many forms: using the CPS intranet by 

creating online learning modules, developing formal in-class training through the learning 

academy, or providing training informally through workshops held on training days or via a 

Òlunch and learnÓ environment. Regardless of which option is used, it would be necessary to 

keep it under the umbrella of Human Resources to ensure consistency and continuity. Given 

that I am aware of the current strain on Human Resources staff, I strongly recommend the 

creation of in-service video-training modules for each topic. This would allow Human 

Resources to disseminate the information to the greatest number of people with the least 

amount of resources. 

Organizational Implications 

 As the literature has suggested, shifting culture is a daunting task, particularly within 

an organization steeped in tradition and bureaucracy. In order for sustainable change to 
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occur, the CPS must first gain clarity on what exactly it wants to accomplish, remain vigilant 

in ensuring consistent messaging within all internal systems, and finally, direct the needed 

resources towards the recommendations made in this project. Should the CPS fail to address 

these issues then sustained change could fail. Respectful leadership would be reduced to 

nothing more then the latest ÒphaseÓ of senior management, which would erode trust and 

increase cynicism towards any other change initiatives. However, if these things can be 

accomplished then I am confident the CPS will gain the momentum necessary to be 

successful in creating the respectful leadership culture it so desires.  

Future Research 

 Although this research provided a tremendous amount of information in regards to 

respectful leadership behaviours at the rank of sergeant, it is by no means complete. In order 

to gain a broader perspective on respectful leadership and respectful workplace culture I 

recommend further research in these specific areas: 

1. Quantitative Research on Respectful LeadershipÑ the research in this project was 

entirely qualitative in nature and limited in its organizational scope. It would be 

beneficial to build upon the discoveries made by engaging all CPS employees in a 

survey on respectful leadership. This would provide a more balanced perspective on 

the topic and possibly reveal the existence of organizational subcultures.  

2. Assessment CompetenciesÑ further research into current promotional and yearly 

assessment competencies is necessary to ensure respectful leadership behaviours are 

being captured and measured appropriately and consistently throughout the 

organization. 
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3. Leadership Development Needs AssessmentÑ although leadership development was 

not the focus of this research project, the subject was talked about enough to indicate 

that it was a concern for sergeants. Further research by way of a needs assessment of 

all CPS employees would provide guidance for the planning of any future leadership 

development initiatives. 
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CHAPTER 6: LESSONS LEARNED 

 This past year of project work was the most challenging endeavour I have ever 

completed, not only because of the scope of the project itself, but because of the impact it 

had on every aspect of life. In an attempt to organize the numerous lessons learned, I have 

divided them into three categories: what I learned about my organization, what I learned 

about conducting action research, and what I learned about myself. 

My Organization 

 This research project challenged me to look beyond the current culture and 

expectations of my organization and envision an entirely different possibility. I learned that 

the timing of action research within an organization can be critical to attracting participants. 

My research occurred during the summer when officers were away on annual leave, and 

those that remained had their resources stretched. It was difficult to get participants to 

commit.  

 Perhaps the greatest lesson I learned with respect to my organization was that anyone 

can initiate change; it is not the sole responsibility of senior managers. We are limited only 

by the boundaries that we choose to place on ourselves, not by those we perceive to be placed 

upon us by our organizations. 

The Research Project 

 Luckily for me, I was able to choose a research topic that I was extremely passionate 

about. Even so, as the project drew to a close the mere whisper of the phrase respectful 

leadership caused my jaw to tense and my left eyelid to twitch. I could not imagine what it 

would have been like had I picked a topic that was not engaging for me. I also learned about 

the importance of remaining flexible at all stages of my project. Over the past year, timelines 
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changed, literature topics shifted, and my job changed not once, but twice. The only constant 

throughout this project was change, so I had to learn to embrace it and trust that things would 

progress appropriately. 

 I followed the sage advice of many other researchers and invoked the KISS (keep it 

simple stupid) principle whenever I could. I applied this at the beginning with my research 

question, in the middle with my data analysis process, and at the end with my 

recommendations. I believe that my current level of sanity is due to having learned how to 

apply this principle effectively. 

What I Learned About Myself 

 I began this journey believing that I was a highly organized, task-driven, competent 

person, capable of handling any challenge thrown at me. This project has taught me that there 

is a high price to be paid when the value placed upon these traits becomes obsessive and 

unbalanced.  

 Looking at my research journey through one lens I see that I managed to complete my 

research project on time and on budget and at the same time successfully adjusted to two new 

work environments along the way. When I look at my journey through another lens, I see 

grey hair where brown used to be, a guitar that I have not played in 2 years, friends that I 

have allowed to become distant, and a closet full of clothes that are three sizes too small for 

me. No doubt I will need some time to undo the damage I managed to self-inflict but the 

lesson it has taught me has been extremely valuable. This rather unbalanced journey has 

shown me something about myself that I may not have ever had the opportunity to discover 

otherwise and that is simply this: the Òlone wolfÓ approach to life that I have historically 

embraced and held tightly is completely counterproductive to achieving balance, insight, and 



Crossing the Rubicon 78 

happiness in anything I do. Family and friends not only want to help you, they need to help 

you, and you need to let them help you. If I had to reduce my many lessons into one it would 

be to remain open to assistance wherever it is offered and practise gratitude whenever 

possible. 
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 APPENDIX A: FOCUS GROUP INVITATION 

Dear Sergeant: 
 

I would like to invite you to be part of a research project that I am conducting. This 

project is part of the requirement for a masterÕs degree in leadership at Royal Roads 

University. My name is Tam A. Pozzobon and my credentials with Royal Roads University 

can be established by contacting Stan Amaladas, acting director, School of Leadership 

Studies, at [telephone number] or [e-mail address]. 

The objective of my research project is to determine what behaviours demonstrated 

by sergeants in the CPS contribute to a culture of respectful leadership. By determining these 

behaviours, a working definition of what constitutes respectful leadership will be established. 

Identifying respectful leadership behaviours at the rank of sergeant in the CPS will ensure 

future leadership development and promotional competencies are aligned to promote an 

organizational culture of respectful leadership.  

In addition to submitting my final report to Royal Roads University in partial 

fulfillment for a Master of Arts in Leadership, I will be sharing my research findings with the 

Calgary Police Service. In addition, the research findings might also be used in journal 

articles, presentations, and publications. 

My research project will consist of open-ended questions in a focus group setting that 

is foreseen to last 90 minutes. The foreseen questions will explore your interpretation of how 

respectful leadership is demonstrated in the Calgary Police Service. The following are 

examples of the questions to be discussed. 

1. In your role as a sergeant in the CPS, what does the phrase respectful leadership 

mean to you? 
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2. What organizational core values do you attribute to respectful leadership and why?  

You have been chosen as a prospective participant because you are confirmed in the 

rank of sergeant in the Calgary Police Service. The focus group will be held at [location], on 

[date] at[time]. 

Information will be recorded by way of hand-written notes and audio voice 

recordings. Where appropriate, the information will be summarized, in anonymous format, in 

the body of the final report. The voice recording will be transcribed and then destroyed 

immediately afterwards. At no time will any specific comments be attributed to any 

individual unless specific agreement has been obtained beforehand. All documentation will 

be kept strictly confidential. 

A copy of the final report will be published. A copy will be housed at Royal Roads 

University, available online through UMI/Proquest and the Theses Canada portal, and will be 

publicly accessible. Access and distribution will be unrestricted.  

Please feel free to contact me at any time should you have additional questions 

regarding the project and its outcomes. A short debriefing session will occur following the 

conclusion of the focus group.  

As a long-time member of the Calgary Police Service, there is a significant chance 

that I will recognize or know many of the participants in this research. I wish to advise you 

that for the purposes of this research I am acting in the capacity of a learner and not as an 

employee; as a result, the invitation sent to you is from a neutral third party in order to avoid 

any conflict of interest that may arise. All RSVPs will be coordinated through Jackie Prisnie. 

At no point will I see a participant list until the day of the focus group. Please RSVP to 

[name of contact] by[date]. 
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You are not compelled to participate in this research project. If you do choose to 

participate, you are free to withdraw at any time without prejudice. Similarly, if you choose 

not to participate in this research project, this information will be maintained in confidence.  

If you would like to participate in my research project, please contact Ms. Jackie 

Prisnie: 

Name: [name of contact] 

E-mail: [e-mail address] 

Telephone: [telephone number] 

Sincerely, 
 
Tam A. Pozzobon 

Email: [e-mail address] 

Telephone: [telephone number] 
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APPENDIX B: FOCUS GROUP INFORMED CONSENT 

My name is Tammy A. Pozzobon, and this research project is part of the requirement 

for a Masters of Arts in Leadership degree at Royal Roads University. My credentials with 

Royal Roads University can be established by contacting Stan Amaladas, acting director, 

School of Leadership Studies, [telephone number] or [e-mail address]. 

This document constitutes an agreement to participate in my research project, the 

objective of which is to determine what behaviours demonstrated by sergeants contribute to a 

culture of respectful leadership in the Calgary Police Service. 

The research will consist of open-ended questions in a focus group setting and is 

expected to last 2 hours. The foreseen questions will explore your interpretation of how 

respectful leadership is demonstrated in the Calgary Police Service at the rank of sergeant. In 

addition to submitting my final report to Royal Roads University in partial fulfillment for a 

Masters of Arts in Leadership, I will be sharing my research findings with the Calgary Police 

Service. The research may also be used for journal articles, presentations, and other 

published material. 

Information will be recorded in hand-written format as well as audio taped and, where 

appropriate, summarized, in anonymous format, in the body of the final report. At no time 

will any specific comments be attributed to any individual unless specific agreement has 

been obtained beforehand. All hand-written documentation will be kept strictly confidential 

and secured in a locked file drawer. Electronically stored recordings will be kept on a 

password-protected computer until they can be transcribed. Once transcribed the audio 

recordings will be destroyed immediately. The remaining data will be kept for a period of 1 

year following the publication of the report. After this time, all data will be destroyed. 



Crossing the Rubicon 90 

By signing this form, all participants agree to maintain the confidentiality and 

anonymity of the participants and the information shared during the focus group. However, 

as the researcher, I cannot guarantee that all participants will maintain confidentiality and 

anonymity.  

During the focus groups, I will be engaging the assistance of a member of the Calgary 

Police Services research and development unit. This individual will assist me in capturing the 

thoughts and comments of the focus group participants and will also be required to maintain 

confidentiality and anonymity. 

A copy of the final report will be published. A copy will be housed at Royal Roads 

University, available online through UMI/Proquest and the Theses Canada portal, and will be 

publicly accessible. Access and distribution will be unrestricted.  

As a member of the Calgary Police Service, there is a chance that I will recognize or 

know some of the participants in this research. For the purposes of this research I am acting 

in the capacity of a learner and not as an employee of the Calgary Police Service. 

You are not compelled to participate in this research project. If you do choose to 

participate, you are free to withdraw at any time without prejudice. Similarly, if you choose 

not to participate in this research project, this information will be maintained in confidence. 

If you decide to withdraw, every attempt will be made to withdraw your comments however 

once the information has been themed it is difficult to identify particular comments to any 

one person. 

By signing this letter, you give free and informed consent to participate in this 

project. 

 
Name (Please Print): __________________________________________________ 
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Signed: _____________________________________________________________ 

 

Date: _______________________________________________________________ 
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APPENDIX C: SELF-SELECTED FOCUS GROUP INVITATION 

Dear Sergeant: 
 

Thank you for taking the time to participate in my focus group. As you know, the 

purpose of my research is to determine what behaviours demonstrated by sergeants create a 

culture of respectful leadership in the Calgary Police Service.  

I will be completing three focus groups. At their completion, I will conduct a fourth 

focus group that will review the data obtained from the initial three. The purpose of this 

focus group is to reach a consensus and make recommendations as to how sergeants 

contribute to a culture of respectful leadership. The focus group will last approximately 90 

minutes and the questions will centre on identifying patterns and themes from the data 

collected from the previous focus groups. Based upon this information the focus group will 

determine the following: 

1. Establish a working definition for the term respectful leadership for the rank of 

sergeant in the CPS. 

2. Determine if the identified behaviours are aligned with the current promotional 

competencies for sergeants. 

3. Establish if identified behaviours are aligned to the core values of the CPS. 

Information will be recorded by way of hand-written notes and audio voice 

recordings. Where appropriate, the information will be summarized, in anonymous format, in 

the body of the final report. The voice recording will be transcribed and then destroyed 

immediately afterwards. At no time will any specific comments be attributed to any 

individual unless specific agreement has been obtained beforehand. All documentation will 

be kept strictly confidential. 
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A copy of the final report will be published. A copy will be housed at Royal Roads 

University, available online through UMI/Proquest and the Theses Canada portal, and will be 

publicly accessible. Access and distribution will be unrestricted.  

If more than eight individuals are interested in participating, I will be selecting 

participants based upon a homogeneous sampling procedure. Where possible, I wish to 

ensure representation from all three bureaus of the Calgary Police Service.  

You are not compelled to participate in this research project. If you do choose to 

participate, you are free to withdraw at any time without prejudice. If you decide to withdraw 

every attempt will be made to withdraw your comments; however, once the information has 

been themed it is difficult to identify particular comments to any one person. Similarly, if 

you choose not to participate in this portion of the research project, this information will be 

maintained in confidence.  
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APPENDIX D: CONFIDENTIALITY STATEMENT 

I understand that as a transcriptionist / research team member / question pilot tester 

(circle one) for a study being conducted by Tam A. Pozzobon for a major research project in 

the Master of Arts in Leadership program at Royal Roads University, I am privy to 

confidential information. I agree to keep all data collected during my participation in this 

study confidential and will not reveal it to anyone outside the research team. 

Name: _______________________   Signature: ______________________ 

Date: __________________     
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APPENDIX E: FOCUS GROUP QUESTIONS 

1. In your role as a sergeant in the CPS, what does the phrase respectful leadership 

mean to you? 

2. What organizational core values do you attribute to respectful leadership and why?  

3. In your current role, what behaviours do you practice that exemplify respectful 

leadership? 

4. What behaviours have you experienced or seen in others that exemplify respectful 

leadership? 

5. How are the behaviours of respectful leadership reflected in the promotional 

competencies for the rank of sergeant? 

6. If you had three wishes that could instantly create a culture of respectful leadership 

throughout the entire police service, what would those wishes be and what would the 

resulting culture of the CPS look like?  
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APPENDIX F: SERGEANT BEHAVIOURAL COMPETENCIES 

Decisiveness 
 
Responds in a timely and independent manner to changing situations and makes sound 

decisions that are based on fact and reason and accepts responsibility for results. 

• Makes supervisory decisions based on the available facts, coupled with existing policies 

and procedures of the Service. 

• Obtains information from all involved, scans the environment for additional factors that 

may affect the safety of member(s) or the public and quickly ascertains the urgency or 

impact of situations. 

• Takes action as required and stands behind the decision made. 

• Deploys personnel to meet the needs of the Service, ensuring fair and equitable 

distribution of the workload. 

• Monitors changes in memberÕs behaviours and responds to warning signs before they 

have an adverse effect on performance. 

 
Communication 
 
Utilizes all forms of communication in an effort to achieve common goals that are aligned 

with the values of the Service. Provides information and exchanges ideas to promote open 

discussion and understanding. 

• Communicates any relevant changes to policy, legislation or procedures to team members 

in a timely manner, through parades, team briefings or on an individual basis. 

• Actively listens to the concerns expressed by others and asks the appropriate follow up 

questions to ensure understanding. 

• Issues clear, concise instructions/directions to members involved in critical situations. 
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• Writes and speaks in a clear, concise and professional manner. 

• Communicates thoughts, ideas, and instructions by changing approaches to suit the target 

audience. 

 

Coaching and Development 
 
Supports continuous learning and development. Seeks or provides guidance and feedback to 

improve performance and achieve objectives. 

• Provides constructive, fair, honest and objective feedback (oral or written) identifying 

strengths and weaknesses. 

• Takes time to work with each member of the team to ensure behaviors are observed first 

hand. 

• Provides positive feedback in recognition of individual capabilities or achievements. 

• Encourages creativity and professional growth by assigning members tasks for 

Community/Section projects and ensuring accountability. 

• Appreciates diversity by modifying coaching styles to meet individual needs. 

• Utilizes a variety of resources (e.g., peers, workplace advisors, mediation, etc.) to resolve 

internal/external complaints or concerns. 

 

Self Confidence 
 
Faces challenges with determination and strength of character consistent with the values of 

the Service. Believes in oneÕs own ability to accomplish tasks or make effective decisions. 

Demonstrates self-assurance in own ideas, judgments, or actions. 

• Receptive to feedback from all levels and adjusts behaviours when  appropriate. 
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• Makes decisions based on facts, organizational values and in the best interest of the 

Service. 

• Stands up for what is right even when challenged by superiors or others. 

• Acknowledges mistakes and seeks advice or guidance from others. 

• Challenges the status quo by encouraging innovation and creativity in others. 

 

Leadership 
 
Interacts positively and honestly by sharing a sense of vision and purpose to inspire and 

focus people on a positive future. Exemplifies the behaviours and values of the Calgary 

Police Service. 

• Encourages members to be proactive and recognizes their achievements in support of the 

Community Policing philosophy and/or the SectionsÕ goals, objectives and plans. 

• Remains calm and focused when in command of serious or volatile situations. 

• Maintains a positive attitude, especially during periods of change or high stress. 

• Be visible and approachable to others and be flexible to meet their needs. 

• Gains the respect of others by setting high personal standards, committing to continuous 

learning, delivering on promises made, and acting in a manner consistent with the values 

of the Service. 

 

Team Building and Teamwork 
 
Collaborates with others to build a team that actively shares information and relies on each 

otherÕs expertise in the pursuit of common goals and successes. 

• Considers input from team members and assists in meeting established goals. 
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• Achieves team goals by jointly setting clearly defined and attainable goals for individual 

members, which contributes to the larger objectives of the District/Section and Service. 

• Maintains team cohesiveness by creating a safe and confidential environment for 

members to openly discuss concerns. 

• Acknowledges the achievements of others by updating the Management team. 

• Takes a genuine interest in the lives and experiences of the individual team members. 

 
Conflict Resolution 
 
Recognizes that conflict can occur in many ways and intercedes to resolve the situation. 

• When dealing with conflict, sets aside personal values, differences, opinions, etc., to 

focus on the actual problem, not the individual. 

• Refrains from making premature decisions or judgments by listening to both sides, or by 

relying on first hand observations, rather than hearsay or gossip. 

• Allows members the opportunity to play a role in resolving team conflict. 

• Deals with personnel issues as they arise and intervenes before they have an adverse 

effect on team morale. 


