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ABSTRACT
The Calgary Police Service has undergone significant organizational change over the past
few yearsChanging demographics, increased accountability to the public, and rapid
technological advances have resulted in a shift in organizational clhgistorical
commanedand-control leadership of paramilitary organizations is no longer effective at
managng 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 cotresigectful
leadershipThe 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 ANCFRAMING
Introduction

Chapter 1 introducebe research project and its relationship to the Calgary Police
Service (CPS) and introduces tlesearchguestion and subqguestions. This chapter concludes
with a description of the CPS and organizational structure and further outlines the research
opporunity.

OlIn these troubled, uncertain times, we donOt need more command and control; we
need better means to engage everyoneQs intelligence in solving challenges and crises as they
ariseO (Wheatlep008§ p. 1). Policing is a profession steeped in hieral¢taitions. With
the exception of the exponential advancement of technology, policing is fundamentally the
same today as it was when | joined the profession 20 years ago. Although the CPS has a
reputation for being progressive in relation to other pd@&wices, rapid organizational
change is not something it has been synonymous Watvin 2009, theCPS isexperiencing
change at a rate never before seen in itsyE24 history.

| became a member of the CPS in 1989 and as a rookie | had the povikegeg
mentored by officers who possessed many years of OstreetO experience and organizational
history. Their guidance formed the foundation of my understanding of what constituted good
and ethical street policing. At that time, | was expected to spemndiamum 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. Promotiongportunities to the rank of sergeavere few
and highly competitive. For the first seveyahrs of my career | hacekry little interaction
with my sergeantsvho ledusinga commaneand controlstructure. It was my peers (fellow

constables) who provided informal leadership on atdaday basis.
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Over the past 10 years, like so many other pwjiagencies 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 defarpolice 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
2008.1n 1989 the averagstreet seniority of eonstablavas 10 years; today it is 3.5 years
(Calgary Police Service PEAKS report, 200Bhe opportunity to be mentored one on one by
a senior policeonstablehas become increasingly rare in the CPS. Young street officers now
rely heavly on the leadership of their sergeatdgyain advice, mentorship, and perspective
on their daily activitiegPolice Sector Council).

In 2007, the CPSacquireda new police chiefOne of Chief Hanson®sategic
visionsfor the CPSwas to create police culture that embracedhat he termedr@spetful
leadership.O tiformed police officers provide the face of all commuitiised police
servicesand qublic perception of police officers is largely gauged andhtions of frontline
officers. Chief Hason felt that a culture of respectful leadership within the police service
would serve to strengthen internal and external working relationships for the CPS.

| choose to focus my research specifically on the rank of sergeant for one primary
reason. Of th 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 impachdow longconstablesvill choose to remain with the poé
service, how they will continue to meet the demands of a growing community, and whether

they will be motivated to adopt and shétie CPSOs vision and valuegltlit was therore
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imperative that sergeante ableo demonstratedadership behaviosithat were not only in
congruence with the espousealues of the service, but also embodied Chief HansonOs vision
of respectful leadership. The purpose of this research project was to gain a fundamental
understanding of how sergeants currently percaspactful leadership and what behaviours
they believe demonstrate My primary research question wasykat behaviours do
sergeantslemonstrate that contribute to a culture of respectful leadership in the Calgary
Police Service®
| also addressedh¢ following subquestions:
1. How do sergeants the CPS define respectful leadership?
2. How do the identified behaviours of respectful leadership aligmthe current
promotional competencies required for the rankesfeari
3. How do the identified behaviours@h 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.ifioadlly, police cultures are tegown,
hierarchical, ranistructured, commanrdndcontrol organizations. To move away from this
philosophy is not only a significant shift in organizational culture but also a significant
transformational change. In orderensure 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 othersBy understanding what behaviours demonstrate respectful leageneh@@PS
will increase its leagrship capacity in the service and in doingnemeag its overall

organizational capacity.
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Currently Ihold the rank ofnspector in the CPS and am assigas the commander
of the Traffic Section. My positional role within the organizationassidered to be that of a
senior managet.spent 12 years at the rank of polamnstableand during that time | was
fortunate towork with sergeantsvho demonstratd 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) pesitOOne of the great challenges of leadership is to
develop harmony between ser@iand the power that is necessary for the exercise of
leadershipO (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. | fundamentally accept that
policing will alwaysbe a paramilitary environmendniforms, rank struzire, and the very
nature of police work will ensure thatabntinues. 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 proced@stsct Ocommand and control®
decisionmaking is becoming more rareO (Police Sector Council, 2000, p\s3&)senior
officer of the service | believe strongly that the sergeants promotedwadltigyeatly
influence the organizational culture of tomorrdwandamentally, this research project
demonstrated how building a culture of respectful leadership not only contributes to attaining
the CPSOs strategic goals but also creates a workplaceewipdogees feel valued, engaged
and respected.

Creating successful, sustained change in the CPS is a daunting challenge. Wheatley
(2007) believd that we must fundamentally change how we currently think about
organizationsf we hope to create sustainedaolye OOrganizations are living systems. All

living systems have the capacity to sifanize, to sustain themselves and move toward
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greater complexity and order as needed. They can respond intelligently to the need for
changeO (p. 33Fhe CPS cannot ctinuously 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).

| understand ancecognizeas a police officer and a researcher gaiply identifying
respectful leadership behavioatsthe ranlof sergeantwill not provide an instant shift in
organizational culture, butdo believe that it will provide a solid foundation upon which to
develop a leadership framework that will.

| selected the Romaphrase OCrossing the RubiconO to describe this research project
becauset has historically referred to anyone committing themselves irrevocably to a risky
and revolutionary course of action. Organizational change as it relates to leadership and
organizaional cultureis a risky endeavour, but | believe strongly that given the current
political climate of policing, the time to take that risk is Mbivis time to cross the Rubicon.

The Opportunity

The recent economic boom in Alber&sulted in an increase the authorized
strength of the CPS. According to the Police Sector CouncilOs @a06yic Human
Resources Analysis of Public Policing in Canada report, the applicant pool for police officers
is in dedine, creating more competitidsetween police seices for the same resources. The
current goal of the CPS£@cruiting 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 resoescare 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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sergeantsvill increase. Years of service at the rankarfgeantvill also inevitably be
impacted. Moresergeantsvill be required throughout the organization to provide leadership
and supervision to these additional officers; this will result in younger and less ezpdrien
officers being promoted into the rank.

Chief Hanson(personal communication, October 15, 20083 stated that he wants to
establish a culture of respectful leadership in the CPS and only those officers who
consistently demonstrate respectful leadgrshil be considered for promotion. Currently,
thereareno establishedriteriain the CPS for what respectful leadership constitutes, what
specific behaviours demonstrate it, or how these behaviours will benefit the organization.
This research provideti¢ opportunity to engage in discussions wihgeantshroughout
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 align&pecifically the organizatidd 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

Thisresearch 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 futuredeaitlen the police
service.ln 2002, the CPS conducted a recruitment study to determine how to effectively
market itself to the new generation of police recrlitdetermined that the CPS needed to
provide more flexible working environments, respectkibfe balancesand 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 cqneleicishas resulted in
the hiring ofmore tharB50recuits over the past 5 years (B. Hutchinson, personal
communication, August 31, 2009).

Currently, ove90% of officers at the rank of constable are considered to be
generation X or generation Whereas80% of senior officers (officers at the manager level)
arebaby boomers or traditionalists (T. Duke, personal communication, August 15, 2009).
Researclnas suggestetthat generationX and Y are more likely to leave their jobs for other
career opportunities if they do not feel that the opportunity for advanceme 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 listenddiuidding a alture 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 1998y are honesty, integrity, respect,
fairness, compassion, couraged commitmentThe organizationOs promotional process is
based upon a competenbgised assessment, which supports and alignswvigklthese core
values Recently, Chief Hanson stated that in addition to these competencieslaesl all
members of the CPS are expected to demonstrate respectful leadership (D. Burn, personal
communicationAugust 152008).For the 2009 promotional process, demonstrating
respectful leadership became an additional criterion for consider@hefollowing
definition of respectful leadershipas provided to promotional candidates at that tidhe
consistently embrace the core values by putting people first, while supporting the mission of

the CPSO (C. Light, personal communicatiamuary 282009). 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 orgatmreand confusion arose as to how the
organization viewed respectful leadership.

This research provided clarity on heergeantsurrently perceive respectful
leadership in the CPS and what behaviours they believe demoitstrateddition the
collabomtive design of this project allowed the participaseggeantshe opportunity to
contribute to a working definition of respectful leadership in the CPS. Stringer (2007)
reminced us of the importance of enabling people to find effective solutions tgdaser
issues in their daily live®OPolicies and programs should not dictate specific actions and
procedures but instead should provide the resources to enable effective action that is
appropriate to particular placesO (pV8ithin the CPS it is the sergets 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) stathat having the right people in the right positions is key to
organizational success: OPleggre not your most important asset. The right people areO (p.
13). Gaining a fundamental understanding of ls@xgeantaterpreted, definecand
promoted respectful leadership within the GRS providedenior managemenmtith the
opportunity to examinés current leadership framework, core valwasl promotional
competencies.

According to Schein (2004), successful shifts in organizational culture occur when
founding leader(s) provide clear direction and guidance. | believe this research was

successfuin 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 mamagem
envisions for the future of the CPS.

Systems Analysis of the Opportunity

The Police SectorCouncil is a national initiative designed to identify common human
resource issues in Canadian policihdnas recently identified two priorities common to all
policing agencies in CanadBhe first is adequate recruitment of police officers to the
profession, and the second is leadership development within politiagCPS isby
Canadian standards, a large metropolitan police seDigeto the aging populatn of the
country and the retirement of the baby boomers, police services across Canada find
themselves competing against one another to attract, resrditetain qualified applicants.
According to Tulgan (2000), generation X employees simply will nogjt the traditional
commanedand-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 demographkiof the workforce has affected all levels of policing in
Canadal would further argue that municipal, provingiahd federal agencies all need to
embrace a significant organizational culture change to attract and retain qealipéxees.
Historically when police agencies have been described, they are characterized as paramilitary
organizations consisting of a centralized command structureyapelownward
communicationand rigid superidsubordinate relationships (SandéeMintz, 1974).

Although the purpose of this structure is to ensure rapid mobilizati@sponséo

emergency situations, the growing scope of modern policing duties requires a much broader
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approachPolice will always be expected to respond effectivelymemgency situations

however, the vast majority of police resources are spent addressing social disorder issues
within communitiesThese issues require a much different approach, requiring officers to be
tolerant, compassionatand innovative in their pblemsolving 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)believe that the organizational culture within police

services must also reflect aadpport that diversity if they wish to retain new generation
officers.By creating a alture around respect rather thstrictly rank, the CPS can continue

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

According to Schei (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
organizatonal 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 organi¢athbain,
1999).Building a culture of respectful leadership in the CPS is inherentgssacy 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) pesithat the most importd leader in an organization is
the one to whom the employee reports dire@lgnsequently, 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 tl €oRtinues 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 provgwralrn
policing. Each level is granted authority over police by the Constitution Act of 1867, but the
vast majority of policing responsibility is under provincial jurisdictiorore specificallythe
provincial Solicitor General.

Canada has a total of 2police servicds one with a national scope, the Royal
Canadian Mounted Policéhreeprovincial police services, the Royal Newfoundland
Constabulary, the SzretZ du QuZksew the Ontario Provincial Polic69 municipal police
servicesand 56 First Natinspolice services As of March 2006, there were of 61,050 police
officers serving 32,270,507 Canadians (Police Sector Counci).200

The CPS was establishedli885and is responsible for policing the large
metropolitan city of Calgary located in southdlberta. It currently has a growing
population of just ovet million people and covers a geographical ared2éf square
kilometres (Olntroducing Calgary,O 2008 CPS currently employs388 people, of
which 1,748are sworn officers angd0are civlians. Within the sworn members there is a
sevenstep rank structurehief, deputychief, superintendentnspector staff sergeant
sergeantr detective andconstablgCalgary Police Service PEAKS repa208). Officers
enter the organization at thenk ofconstableand after completing a minimum éfyears of
continuous service are eligible to apply for promotion to the raskrgfeantr detective In
the CPSsergeantainddetectiveare considered the same rank for purposes of command and

wage stucture however theyfill two very different roleDetectives work in an
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investigative capacitwhereasergeantsre tasked with the direct supervisiorcofstables
Constablesre the largest demographic group within the CPS and are the first rasponde
all calls for service from the public. Out of th&48 sworn memberghere are 80 sergeants
responsible for supervising2ZB8constableshroughout the organizatio@élgary Police
Service PEAKS report

In Alberta, the CPS is governed by the @GajgPolice 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 accountabilityith those of police independence. The CPC is also
responsible for appointing tlohief of police, establishing policing prioritieand allocating
funds from City CouncilCalgary Police Commissio2006).According to a study
conducted by the Police SectCouncil in March 2006, the top three human resource issues
identified by policing agencies across Canada included recruitment, retamibleadership
development.

The CPC recently directed the CPS to focus more proactively on leadership
development whin the organization§. Burn,personal communication, October 10, 2008).
The original focus of the CPCOs request was executive development at and above the rank of
inspector CPS police kief Rick Hansonhowever, successfully argued that leadership
dewelopment should occur at all levels within the organization.

| would like toemphasizehat despite the lack of a formal leadership framework, the
CPS has historically demonstrated a commitment to lifelong learning. It has, for many years,
proactively suported internal and external learning opportunifieemployees whbave

expressed a desire to learn. Senge (2006)embinit that Oorganizations that will truly excel
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in the future will be the organizations that discover how to tap peopleOs comraiithent
capacity to learn at all levels in an organizationO (p. 4). Thes€R&@nge does not lay in
its commitment to leadership development, but in its commitment to apply a systems
thinking approach in developing its future leadétzlieve that by craing a culture of
respectful leadership in CPS, many other organizational systgermal and externaill
also benefit.

The CPS is an organization guided by its core values. Those valuenass
tell the truth with candor in a way that is clead to the pointntegrityN display actions and
express oneself in a manner consistent with the values sétviee respedil treat all
people with value and decenapd Isten to the views of others and maintain open
communicationfairness and compassiN deal with people fairly and in a manner that
displays empathy and understandioguragd| take a stand on issues of value and
importance to oneself and the police sendnd nake decisions and take action regardless of
the possible consequences to nmaimpublic safetyandcommitmenN build strong working
relationships with members of tkervice and the community through open and timely
communicationgnd onsistently do what is right, delivering on commitments and
recognizing othef&alents so as tdevelop mutual trust (Calgary Police Seryi2@08b).

The CPS€ision is OWorking together for a safe communiG&lgary Police
Service, 2008b, | 2and its mission is OTo maximize public safety in Calgary with vigilance,
courage and pride@algary Polce Service, 2008b, | 3Yhe 20092011 CPS business plan
is structured around three strategic goéds:srengthen community policing through
effective community partnership) actively address crime and safety issues of concern to

the communityand ¢) maintain staffing levels that meet community needs by creating a
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peoplefocused environment for employeés (Yin, personal communication, October 17,
2008).

This action research stuflycusedonthe thirdstrategic goal. Action research as
defined by &inger (2007) is Oa collaborative approach to inquiry that seeks to build positive
working relationships and productive communicative stylesO (p. 20). | believe that this style
of research suppa@dt the overall strategic goal of the CPS by assistingaaterg a people
focused environment.

For the purposes of this research study | fedgsrictly on the sworn members of the
CPS at the rank afergeantEvery police officer below the rank mfspectormust belong to
the Calgary Police Association (CRA)professional police labour relations organization
dedicated to providing quality support service for its members and elected by the EPS non
commissioned officers. Currentlige CPA strongly supports the chiefOs vision of respectful
leadership in the CP®pwever, ecentlyit wassuccessful 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 proces€learly,including the CPAQOs input into future formal leadership
training will be critical for successful implementation throughout the organization and will be
integral in ensuring that employ&asofessional development needs are being Bettause
oneof the CPAOs guiding principles is to enhance the status of its members by bargaining for
improved wages, working conditiorend benefits, | am confident that the CPA will work
collaboratively to ensure the needstesfmembership are being addressed 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, OWhat behaviours do sergeants
demonstrate that contriluto a culture of respectful leadership in the Calgary Police
Service?0

The subquestions that | 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 tinertu

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 worldadership did not g@pear 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 dieihg it from their individual perspectives. He suggested that leadership
was Othe 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

accanplish shared objectivesO (p. 8). Howell and Costley (2006) validated the importance of
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the follower by defining leadership as Oa process used by an individual to influence group
members toward the achievement of group goals in which the group membetkeview
influence as legitimateO (p. 4). Kouzes and Posner (1995) took a more humanizing approach
in their definition of leadership by stating that it was Othe art of mobilizing others to want to
struggle for shared aspirationsO (p. 30). Although studies@éiship 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 processndluence 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 bglour identify successful managers: taslented
behaviour, relationsriented 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 juxtggbsese 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

OThe police, justice, and public safety sectors have not, &® ¢an be found in the
literature, developed any unique theories of leadershipO (Anderson, 2000, p. 302). In 1998,
the New York City police chief, William Bratten, ignited the transformational leadership
approach in policing with his bodkirnaround. Braten 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 Baok
Officer is a Leader, Andersm (2000) built on BrattenOs premise that transforming leadership
creates and sustains a leaderstaptered culture. He believed that transformational
leadership theory was the model for leadership in policing organizations and identified five
associatedlsll sets: selfmanagement, 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 leadershipeasch for over 20 years (Bass, 1999). Yukl (2006)
described it as Oappealing 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
institutionsO (p. 122). Traesmational 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 leaderOs ability to affect the followerOs 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. ldealized influencelLeades behave in ways that result in them being role models to
their followers.

2. Inspirational motivationt. eaders behave in ways that inspire people by providing
meaning and challenge to their work.

3. Intellectual stimulationt.eaders stimulate creativilyy questioning assumptions and
encourage creativity in their followers.

4. Individualized consideratior:eaders pay special attention to each individual
follower@ needs. Followers and colleagues are developed to higher levels of
potential.

In contrast tdransformational 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 att&oticever,
researcherbave begurio 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 organizatins 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 transformatioreakl@pdPalmer,

Walls, Burgess, & Stough, 2001). If police agencies want to embrace transformational
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leadership as a modeith 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, mamtairmanage positive
and collaborative relationships with others (Covey, 1@&thiels & Daniels, 20Q7
Goleman, 1995Kouzes& Posner, 2006Senge, 2006). So fundamentaleadership to
relationshipghat Kouzes and Posner (2006) defined leadership as the relationship Obetween
those who aspire to lead and those who choose to fo(jpwi®). They argued that no matter
what levé of authority or formal positioa leadeihad 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 peoplsoaial
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 positedOMost employee failure is not so much aifaibf the individual as a person as
it is a failure of the individual to find the necessary support and training from relationships at
workO Daniels & Daniels, 2007h. 169). Extensive research conducted by Gksyrited
in Thackray, 2001into employe performance also demonstrated the importance of
workplace relationshipgrom the research, Gallufleveloped a survey entitldée 12
Elements of Great Managing to predict employee and workplace performarg®veral of the
12 questions ardirectly linked to interpersonal relationships in the workplace.
The ability of a leader to establish interpersonal relationships has been linked to

emotional intelligence (Goleman, 19%chutteet al, 2001). Not unlike the different

definitions of leadership, thecent 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 b 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 Othe ability to sense, understand, and effeagiply the power

and acumen of emotions as a source of human energy, information, connection and
influenceO (p. xiii). Goleman, arguably one of the primary researchers responsible for
bringing emotional intelligence into the mainstream, claimed that lgr@ders 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 intelligeramaprised four leadership
competencies. The first competency was-aeléreness, which included emotional self
awareness, accurate safsessment, and selinfidence. The second competency was self
management, consisting of setintrol, transparency, ao@bility, 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, developiothers, 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 fithess, emotiona
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) demonstratethtienship
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between emotional intelligence and transformational leadership in policing when he posited
that selfmanagement was the top skill required for transformational leadership. The
competency of selfnanagement is echoed in the emotional intelliggraradigms 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 reyl@wever,is not to establish the
validity of the relationship between transformational leadership and emotional intelligence
butonly to show the congruence between the two.

Leadership and Trust

It is not possible to discuss aspects of leadership witbaahing 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 reseta¢Dirks 1999Gillespie & Mann
2004 Kouzes & Posner 199Reina & 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 variefydistinct and not always compatible ways within
the context of organizational research (Kramer, 199@ndtbeemefined as a psychological
(cognitive) state and a relational stdtes psychological in that there isperceived
vulnerability or riskon behalf of the person giving trusthich stems from the individu@l
uncertainty regarding the motives, intentions, and prospective actions of others ostvehich
or hedepend (Kramer).lt is relationalin thatit also plays a key role in the othes®ms

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 competencand capacity for unguarded interaction. Hardy and Magr&isoj1
defined trust as multicomponent construct witteveraldimensions that vary in nature and
importance according to the context, relationship, tasks, situatindgeople concerned.
Although social scientists have debated how trust should be detfeeféct that it plays an
integral role in organizational success is widely accepted (Covey Ha8tner, 1995
Kouzes & Posner 1995).

When we view trust in a relational contexe see thaih order to be successful,
leaders must understand how peopledst 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,gople and systems functioned well and an environment that nourished
personal growth was established.

When trust is viewed from asychologicaperspective, it can be described as the
very foundation of any relationship (Reina & Reina, 198@search hasuggested that
leaders play the primary role in establishing and developing trust in teams and organizations
(Kouzes & Posner 1995, Fairholm & Fairholm, 198)lomon and Flores (2001) theorized
that trust was an ongoing dynamic aspect of relationshipsy dlescribed it as something
that we simply didsomething we made, created, built, maintained, and sustained with our
promises, our commitments, our emotioasd our sense of our own integriBeina and
Reina believed that trust should be the natwgbtoduct 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 reastnmsvever Reina and Reina (1999)
warned us that trust was extremely fragile and easily lost. If leaders failed to deal with unmet
expectations, disappointmengnd betrayals in their organizations, trust would disappear. In
an organization here leaders reduce feand create a trusting environment, people are then
safe to challenge the system and perform beyond their expectations (Reina & Reina).
effort expended to sustain higitust relationships then forms the foundation for innovation,
commitment, and contious improvement in the workplace (Pennington, 2009). It is critical
for leaders to be able to createlianate 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, 199.

Leader Accountability

The recent collapse of American financial institutions, political impropraety
elaborate ponzi schemes has resulted in a worldwide cry for increased leader accountability
within organizations. Corons, Snith, and Hickman (1994) described leader accountability
as more thathe 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 answerin@if personal commitmentdg/ood and Winston2007) maintained
that accountability began and ended with the leader. They defined leader accountability as a
threepart process:

1. The leaderOs willing acceptance of the responsibilities inherent in the leadership

position to serve the welleing of the organization;

2. The implicit or explicit expectation that he/she will be publicly linked to his/her
actions, words, or reactionsnd
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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 constituefod & Winston, 2007p.
167)
Most of the definitions provided by the literature referred to leader accountability as
something that occurred in the past. Gasret al. (1994) shifted the focus away frim
past when they described leader accountability as also accepting responsibility for future
direction and accomplishments. Kouzes and PosnerOs (1995) research also supported the nee
for accountable leaders to look ahead. They posited that leaderseggoasible 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 thregortant things about the agization: whether it
was on the right course, whether the right people were in the right pdackewhether 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 arat wéw objectives may need to be set.
Grimshaw, Baron, Mikeand Edwards (2006) further argued that accountability was a{eader
driven process, which requirectaltureof accountability to be established. They found that
if the following four factors wereresent 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 paricem
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 tendenoyconfuseaccountability with the need to b&dd by
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others (Froschheiser, 2009). Accountable leaders will always exhibit congruence between
their stated values and their demonstrated behaviours (Wood & Wigston, and loyalty
to the organization in which they work should always supercede ldgaliegmselves
(Froshheiser, 2009). Organizational culture plays an important role in workplace
accountability (FroschheiseGrimshaw et al., 2006) and creating a culture of accountability
in organizations starts with ensuring that leaders are highly aizide (Froschheisger
Grimshaw et aj.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 businessgtraieorder 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 todayOs policeen§fi combined with the challenge
of rapidly changing technology and increased public accountability, has already resulted in a
significant culture change in police agencies over theZtagtars Paoline 2004). This is
arguably good news to the policipgofession because, according to Schein (1,9899)
organizations are to remain successful, their culture must continue to evolve and adapt along
with it. According to Bass and Riggio (2006), an organizationOs culture can become a
constraint if it remainsooted 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 futueen(S

2004). The importance of organizational culture cannot be overstated
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Culture matters because it is a powerful, latent, and often uncaoasabof forces

that determindoth our individual and collective behavior, ways of perceiving,

thought pattens, and values. Organizational culture in particular matters because

cultural elements determine strategy, goals and modes of ope(&ttwein, 1999, p.

14)

Schein (1999) also warned that the biggest danger in trying to understand
organizational culte 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
organizatimal 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 memberscas &oe way

to perceive, think, and feel in relation to those problgmsl7)

Jermier, Slocum, Fryand Gaines (1991) defined organizational culture as the Obasic,
taken for granted assumptions and deep patterns of meaning shared by organizational
paricipants and manifestations of these assumptions and patternsO (p. 170). In contrast, Deal
and Kennedy (1982) described organizational culture as a learned pattern of behaviour that is
sharedrom one generation to the next. In laymanOs térmvsuld seen that organizational
culture is simply Othe way we do things around hereO or the basic values of an organization.
Culture is essentially the glue that holds an organization togetherlearned, shared,
implied assumptions on which people base their dalyaviour (Bass, 199Schein, 1998).
According to Pennington (2009),d