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Upon completion of this chapter, students should be able to do the following:

po
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Define leadership
Identify the differences between informal and formal leadership
Define trait and behavioral approaches of leadership
Explain Fiedler’s contingency model
Define Hersey and Blanchard’s contingency model
Define path-goal theory
Describe the Vroom and Yetton model
Define the transactional theory of leadership
Identify charismatic and transformational leadership theories
Differentiate between autocratic and participative styles of leadership
Define the Blake and Mouton grid and the five leadership styles
Name the different leadership skills
Apply leadership skills to the criminal justice system
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fter having an exceptionally successful record of accomplishment with Boston
Police District D-4 (1977–1982), Massachusetts Bay Transit Authority (1983–
1986), and Boston Metropolitan Police (1986–1990), William Bratton was invited to
lead the New York Transit Police from 1990 to 1992. His effective leadership resulted
in reducing felony crimes by 22% and robberies by 40%. Subsequently, he was invited
to head the New York Police Department (NYPD), where his superior leadership led
to greater public confidence in the NYPD. Between 1994 and 1996, the overall crime
rate fell by 17%, felony crime fell by 39%, murders fell by 50%, theft fell by 35%, and
the NYPD had a 73% positive rating up from 37% four years earlier (Kim & Mauborgne, 2003). This is one of the many anecdotes that provide evidence of the importance
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of effective leadership in improving service quality in criminal justice agencies. Suggesting the importance of leadership as a primary characteristic in criminal justice
agencies, Wright (1999) notes, “The organizational climate which is directly influenced
by the leadership of the agency determines how much unethical behavior will be present in a criminal justice agency or, for that matter, any organization” (p. 67). Wright
goes on to say,

is
t

Employees pay attention to what the bosses care about. It is the positive duty of criminal
justice agency heads to ensure that ethical practice is attended to. This requires the chief
executive to define and set a standard of ethical practice, and to maintain that standard
with diligence and constancy. (p. 67)
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If one examines all great business companies or nonprofit organizations, the common characteristic observed is that they have all benefited from the contributions of
great leaders. Jack Welch at General Electric, Bill Gates at Microsoft, Steve Jobs at Apple,
Meg Whitman at eBay, Anne Mulcahy at Xerox, Rudolph Giuliani as mayor of New
York, and William Bratton as police chief of the LAPD are all leaders, visionaries, and
motivators; they inspire individuals, groups, and organizations to perform at a higher
level and achieve their goals. They prompt their organizations to provide excellent product and service quality leading to increased customer satisfaction, which is the primary
goal of all for-profit and nonprofit organizations. Similarly, in the criminal justice system, the idea that leaders and managers have an important role to play in improving
service quality is now more deeply entrenched within current debates about organizational change. Pagon (2003) notes, “Different times call for different people. . . . Not
only has police work changed; so have the public and the communities into which it is
separated. . . . Police leaders have to change themselves, their organizations, and their
people” (pp. 167–168). In other words, to increase the quality of service provided by an
organization, a strong leader is a necessity, making the topic of leadership very important in the criminal justice field.

Leadership Versus Management
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Leadership has been a topic of philosophical debate for centuries. Discussions relating
to leadership and leadership effectiveness date from the Indian, Greek, and Latin classics, and continue today to be subjects of study. Given such a far-reaching history, it
would seem that there should be a clear and consistent definition of leadership. However, despite the fact that numerous researchers and theorists have described and
explained the same phenomenon, there has been no consistent definition of leadership. It has been noted (Stogdill, 1974) that each individual researcher seems to have a
unique definition of leadership. However, there is a general agreement on two characteristics: Leadership involves influencing other members of the group, and it involves
directing the group’s effort toward achieving its goals (George & Jones, 2002).
Whenever people are placed in a group comprising more than one person with the
express objective of attaining a goal, there is a natural tendency for somebody to take
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the leadership role. The individual who is most likely to be able to influence the other
group members in certain ways to attain the goal will be the one to take on this informal
leadership role. However, the informal leaders have no formal authority but only their
persona to influence others. Alternatively, individuals can be placed in a position within
an organization that bestows on them a formal leadership role that gives them formal
authority in directing their subordinates toward achieving the targets set for the organization. For example, managers, police chiefs, prison wardens, and judges play a formal
leadership role within their respective organizations. The formal leaders can easily be
discovered by looking at the organizational chart, which provides a view of the overall
authority relationships established within an organization. However, effective leaders
within an organization are the ones who not only have a formal platform to influence
others, but also have the ability to influence them outside of their formal authority. In
other words, these individuals integrate both the formal and informal aspects of leadership in influencing their subordinates to accomplish organizational goals.
Sometimes, the discussion is addressed under the topic of leadership versus management. Management is discussed in the context of formal leadership, a platform
that individuals are provided within an organization, which provide them with power
to influence others. (A detailed discussion on power is presented in Chapter 5, and
management is discussed in Chapter 1.) On the other hand, leadership is discussed
outside of the scope of formal authority, more in the context of one’s informal ability
to influence others. The main idea being presented in this discussion is that effective
managers have to be leaders, too. To avoid confusion, the authors of this textbook use
the term leadership to encompass both leadership and management functions.
The questions that come to mind related to the topic of leadership are these: Can
it be predicted among a group who is the most likely candidate to become a leader?
Can people acquire the skills to become a leader? How does one stay a leader? The
answers to such questions are addressed by a large volume of literature written about
leadership, which will be presented under the different leadership theories.

Introduction to Leadership Theories
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Leadership has been variously characterized as personality, the art of inducing
compliance, the exercise of influence, a power relation, an instrument of goal achievement (Stogdill, 1974), behavior change (Petrillo & Bass, 1961), the need to overcome
resistance to change (Bass, 1985), the “influential increment over and above mechanical compliance with routine directives” (Katz & Kahn, 1978, p. 528), and integration of
ideas, resources, and people (Lawrence & Lorsch, 1967), just to cite a few examples.
There have been five dominant paradigms of leadership advanced in the 20th century,
within which many theories of leadership have been proposed. To a large extent, each
approach has been an extension of and response to the criticisms of the previously
dominant paradigm. Individually, each approach lends some valuable insights toward
leadership but fails to provide a universal perfect theory to aid in the understanding of
the term. Collectively, the approaches provide a multifaceted view of leadership while
conceptually challenging the assumptions of each theory.
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The first approach to explaining leadership involved studying traits or characteristics by assuming that there are certain traits that an individual must possess to become
a leader. The various types of traits examined by researchers included physical characteristics, personality characteristics, social characteristics, and personal abilities and
skills (House & Podaskoff, 1994). The research concluded that successful leaders are
more ambitious, have a higher sense of achievement and responsibility, are more motivated, demonstrate higher levels of honesty and integrity, have more self-confidence,
and have better people skills (Lewis, Goodman, & Fandt, 2001). More recent research
on other traits has concluded that “energy level and stress tolerance, self-confidence,
internal control orientation, emotional maturity, and integrity” (Yukl, 1981, p. 280) are
highly relevant to the effectiveness of a leader. “These characteristics were seen to be
fixed, largely inborn, and applicable across situations” (Hollander & Offerman, 1990,
p. 179). Traits theory was largely designed to try to predict whether an individual
would manifest leadership abilities. Premised on the assumption that leadership traits
were inborn, this theory encouraged finding individuals with the prerequisite traits to
place them as leaders rather than developing leaders through training.
Traits theory was in vogue for the first four decades of the 20th century. However,
a group of influential reviews published in the late 1940s (Gibb, 1947; Jenkins, 1947)
reported a lack of consistent relationships between individual traits and leadership.
Consequently, they encouraged researchers to explore alternative paradigms.
More recently, there has been a renewed interest in traits theory, where the
researchers have examined how the existence of traits may be perceived by peers and
subordinates. This literature stream concludes that existence of certain traits in individuals may be perceived by their peers and subordinates as leadership qualities. Such
perceptions in the minds of employees may place individuals in the leadership role
(House & Podsakoff, 1994), even though these traits fail to distinguish effective from
ineffective leaders. For example, officers in law enforcement may look at someone with
a good height and physique and regard this person as a leader. However, a good height
and physique do not necessarily correlate with this individual being a successful leader.
In addition, detectives are sometimes viewed as leaders within departments because
they exhibit personality characteristics that are desirable to others (charismatic, laidback, knowledgeable, and calm, etc.). However, becoming a detective does not necessarily require leadership skills. Officers can be promoted through merit exams, length
of service, friendships with those in power, and so forth. So being a detective does not
necessarily mean the person is a good leader; it just means the person holds a higher
position in the department and displays characteristics often associated with leadership (whether effective or not).

Behavioral Approach
The criticisms of traits theory shifted studies of leadership to focus on an examination of observable behaviors of leaders. The natural thought here was to examine
what leaders actually do and how they do it. This approach, which was dominant in
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the 1950s and 1960s, focused on how subordinates reacted to a leader’s behavior. The
main goal of the various behavioral theories was to try to prescribe how leaders
should behave.
Major studies of behavioral leadership were conducted at Ohio State University
(Halpin & Winer, 1957) and focused on two different dimensions of leader behavior.
The first was consideration, which revolves around a leader’s concern for people, with
an emphasis on satisfying employee needs. It is reflected in mutual trust, two-way
communication, respect for employees’ ideas, and empathy for their feelings. These
leaders are typically open and friendly, willing to listen to employee needs and make
changes to address them, and thus bring employees closer to their subordinates. The
second was initiating structure, which revolves around a leader’s concern for productivity. These leaders set performance goals, set standards, and provide resources and guidance toward attaining the goals. The assessment of these two types of behaviors and
their resultant outcomes found no consistent patterns between leader behavior and
outcomes. However, there were some consistencies between leader behavior and success
within certain types of situations, which suggested that the situation or context of the
leadership process might impact a leader’s effectiveness. It was also observed that one
behavior did not occur at the expense of the other. These behaviors are independent
because one behavior does not exclude the leader from adopting the other behavior.
These behaviors could be complementary to the extent that leaders can engage in both
types of behavior. For example, officers working as hostage negotiators may display both
the behaviors at one point or another and perhaps at the same time. The negotiator better understands the current situation and is prepared, through training, practice, and
previous experiences, to act as an effective leader during hostage situations. These leaders will display consideration for the hostages and employees while working with the
Special Weapons and Tactics (SWAT) teams, as well as a heightened concern to enhance
productivity to resolve the situation quickly and end the standoff.
In addition to the two leadership behaviors discussed already (consideration versus initiating structure), leaders also behave in other ways that have important effects
on their followers. Leaders have the power to both reward and punish their subordinates to increase the likelihood of favorable behavior and decrease the occurrence of
undesirable behaviors, implying leadership success. To understand the influence of
power, it is important to understand different types of power and to consider whether
the source of power is prescribed by the leader’s position or is a result of the leader’s
personality attributes. A detailed discussion on the topic of power is provided in
Chapter 5. Students are strongly encouraged to reread that discussion to better understand the relationships and differences between power and leadership.
Similar studies of leader behavior at the University of Michigan (Kahn & Katz,
1953; Katz, Maccoby, & Morse, 1950) also failed to produce significant consistent evidence of any relationship between leader behavior and outcomes. No leadership style
was found to be universally superior to others. However, despite the fact that the
behavioral approaches were not able to fulfill their mission and determine the one best
leadership style, they did further leadership knowledge, ascertaining that behavior was
a factor that explained leadership effectiveness within a given context or setting.
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The trait approach focused on what effective leaders are like and the behavioral
approach examined what leaders do. However, both of these leadership approaches
ignored the impact of situations in which leadership takes place. The situation moderates the impact of the leader’s traits and the leader’s behavior. Therefore, a superior
comprehension of leadership can be gained by understanding the moderating impact
of situation on leadership.
The proponents of situational leadership assert that there is no one best leadership
style, but that different situations require different leadership styles. The situational
analysis of leadership was popular from the late 1960s to the late 1970s. Building on
the fact that leadership effectiveness appeared to be tied to contextual factors, the situational or contingency approaches focused on the moderating effect that certain situational variables would have on the relationship between leader traits, and behaviors
and outcomes. Four elements frequently cited as having an influence on a leader’s
behavior are the nature of the task or activity, resource availability, the history of the
task, and the history of the people involved. These elements do not act independently
but interact to influence the leader’s effectiveness. The four most popular contingency
models are Fiedler’s contingency model, Hersey and Blanchard’s model, House’s pathgoal model, and Vroom and Yetton’s model.
Fiedler’s contingency model (1967) assumes that leaders will be relationshiporiented or task-oriented and cannot easily change between different situations. He
devised a unique scale to measure leader style called the least-preferred coworker scale.
Fiedler asked leaders to describe their experience in dealing with their least-preferred
coworker (LPC)—that is, the one with whom they had the most difficult working relationship. The leader was asked to rate the LPC on a number of dimensions. Relationshiporiented leaders (also called the high LPC leaders) described their LPC in relatively
positive terms. These leaders were able to look beyond the difficult working relationship and appreciate the human aspect of the coworker in making positive comments.
Alternatively, the task-oriented leaders (also called the low LPC leaders) described their
LPC negatively, focusing more on the inability to get the task accomplished. Fiedler
suggested that the way leaders describe their LPC provided good insight into their
approach to leading. Furthermore, Fiedler maintained that leaders’ performances are
dependent on their motivational system and the degree to which the leaders are able
to control and influence the situation. The three contingency variables considered in
this model are as follows:
1. Group atmosphere. It defines the leader–member relationship, thus capturing
the degree of acceptance of the leader by the team. Higher leader acceptance, trust, and
loyalty make it easy for the leader to get the team to commit to a task. Thinking of a
SWAT team, the leader is clearly defined, and the group atmosphere pushes the leader
up in the minds of others, making them more willing to listen and contribute to the
team’s purpose and goals.
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2. Task structure. This defines the complexity of the task. Compared to a nonroutine task, a routine task will be well-defined and have clear guidelines and procedures,
thus making it easier for the leader to accomplish goals. Again, SWAT teams may face
nonroutine situations, but they are well-versed through training and practice, and they
can perform their tasks using clear guidelines and procedures. The team leader is easily able to guide the SWAT team through the situation, even though it may be unique,
because the tasks they perform are routine regardless of the circumstances surrounding their involvement.
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3. Position power. This is the extent to which a leader has reward, coercive, and
legitimate power (Hellriegel, Slocum, & Woodman, 2001). The SWAT team leaders are
clearly identified as having legitimate power, since they earned the position through
experience, training, and service. Officers involved with the SWAT team often become
members because it is a reward given to them for length of service, expertise, specialties, or excellence in job performance.
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Combining the three contingency variables with the least-preferred coworker
scale, Fiedler (1994) created an eight-point leader effectiveness scale, which suggests
that both relationship-oriented and task-oriented leaders perform successfully in certain situations and not in others. According to Fiedler’s model, task-oriented leaders
are most effective in extreme situations that are highly favorable or unfavorable, and
relationship-oriented leaders are most effective in moderately favorable situations. The
most favorable situation presented to a leader is when the team supports the leader, the
leader’s power position is high, and the task is well structured (like that described in
the SWAT or tactical units discussed earlier). In this situation, the leader can involve
everyone, improve relationships with team members, and get the task accomplished;
thus, the satisfaction and performance remain high. Similarly, when the situation is
highly unfavorable, a task-oriented leader can define task structure and establish
authority over subordinates to accomplish the goals. Because leader–member relations
are poor anyway, strong task-oriented leaders will not be concerned about their popularity when making decisions to accomplish the task.
Other researchers have questioned Fiedler’s model on the use of the LPC ratings
to measure leader style, suggesting that better measures of a leader’s behavior are
needed. The LPC scale developed by Fiedler is a one-dimensional concept, suggesting
that a leader who is high on relationships will be low on task. This assumes that the
LPC score is a trait of a leader and does not change over time, thus suggesting that
leadership style is fixed. In other words,
leaders cannot be taught to be relationship oriented or task oriented in responding to a
particular situation, nor can a leader alter his or her style according to the situation.
Instead, leaders must be assigned to situations in which they will be effective because of
their style, or situations must be changed to fit the leader. (George & Jones, 2002, p. 403)

However, successful leaders are known to change their leadership style with the situation presented to them, rather than adapting the same leadership style to all situations.
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Hersey and Blanchard’s contingency model (1977) assumes that leadership style is
not static, but can be changed to match the readiness level of the employees. They propose four different leadership styles that a leader can adopt depending on the level of
readiness of the subordinates on task ability and psychological preparedness. In the
low-readiness level, where workers have poor ability and skills or are psychologically
unwilling to perform the task, a telling style of leadership is appropriate. This leadership
style is very directive and shows little concern for people. It involves giving explicit
directions about how to accomplish the task. Probation officers may use a telling leadership style with probationers when instructing them on how to meet the court’s orders.
In the moderate-readiness level, where the workers may have low ability because of
a lack of education or experience but demonstrate high levels of willingness to learn, a
selling style of leadership is more appropriate. This leadership style is based on a high
concern for both people and productivity; the leaders “sell” their directions by involving people and giving them a chance to get clarity and understanding through two-way
communication. For example, during training sessions in the police academy, police
recruits are able to ask questions and garner additional information from the trainers
to better understand the type of work they are about to pursue.
In the high-readiness level, where the subordinates have the necessary education,
experience, and skills but are not fully confident of their ability to perform their tasks
and participating style of leadership is most appropriate. In this leadership style, the
leaders have a high concern for people and a low concern for production. The leaders
share their ideas with subordinates, encourage them to participate, and facilitate decision making by providing some guidance. Within criminal justice, this can be seen
occurring in annual training sessions where probation, police, and corrections officers
come together to learn about topics and to discuss their personal experiences in the
field. Facilitators in the training, sessions may have material they want to cover in the
training but they allow for input and participation from the trainees.
In the very-high-readiness level, where the subordinates are well prepared and confident and are ready to accept responsibility, a delegating style of leadership is most
appropriate. This leadership style is represented by leaders’ low concern for both people and production. The leader provides little direction and support because the followers are highly prepared to take on the responsibility. Looking at probation again,
one can see that probation officers work with little micromanagement and supervise
their cases in ways they believe are most appropriate. Thanks to socialization in the
field, training, and good leadership at other points, they are able to follow the directions of the administration and the court while working on their own.
Though Hersey and Blanchard’s model is an advancement over Fiedler’s model
because it incorporates the characteristics of followers, its weakness is that it does not
consider the situation faced by the leader. Making this amendment, House (1971) proposed a path-goal theory that takes into account the situational contingencies as well as the
leadership style and the use of rewards. Here, the leader’s main purpose is to increase the
subordinates’ motivation to attain both personal and organizational goals by performing
at a high level. This increased motivation is attained by determining the needs, goals, and
outcomes that subordinates are trying to achieve at the workplace; developing an incentive
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system that rewards subordinates for performing at a high level, while achieving their
goals; and helping and guiding subordinates and clearing obstacles from their path to
ensure that they can perform at a high level and attain their work goals.
House identified four types of behavior that leaders can engage in to motivate their
subordinates (cited in Yukl, 1981). Supportive leadership behavior is open, friendly, and
approachable, thus showing concern for the workers’ well-being and personal needs.
This style is very effective when the subordinate lacks self-confidence. New trainees
and hires may experience supportive leadership during their probationary period with
a criminal justice agency. Directive leadership behavior is reflected when the leader is
more involved in telling workers what to do, planning, directing, setting performance
goals, and emphasizing rules and regulations. This style is very effective when the
subordinate faces an ambiguous job and cannot operate effectively. Police departments
tend to use directive leadership by specifying the beat an officer will patrol; directing
the officer’s job duties; providing performance measures for shifts or annual goals; and
stressing policies, procedures, and standard operating procedures for handling evidence, servicing citizens, and answering calls for criminal incidents (to name only a
few). Policy manuals can sometimes be hundreds of pages long, directing every behavior of a police officer. Participative leadership behavior is demonstrated when the leaders consult their subordinates and encourage them to participate in decision making.
This style is very effective when the subordinate is unchallenged by the task and needs
higher goals. Achievement-oriented leadership behavior involves having trust in the
ability and willingness of the workers to be highly productive. These leaders set challenging goals for their workers, and provide them with continuous guidance and learning opportunities to perform at high levels.
The two situational contingencies considered in path-goal theory are the following: (1) personal characteristics of the group members such as their skill, ability, willingness, and needs. If the workers have low ability and willingness, then the leader may
need to act as a coach and motivator to help the workers improve their performance.
If the subordinates have high skill, willingness, and are focused, then the leader can use
rewards to direct their behavior to attain high performance; and (2) the work environment is reflected by the degree of clarity provided in the task structure and the formal
line of authority giving legitimate power. Path-goal theory offers a better understanding of how leadership can become more effective by specifying how to motivate the
subordinates. Unfortunately, criminal justice agencies are not always able to provide
rewards because of the nature of their business (public agencies), even when the workers are highly skilled, willing to perform, and focused on the job. Leaders in this case
may have to use creativity by looking for other means to motivate workers. At a probation office where one of the authors of this book was employed, the leadership would
often allow for flexibility in work schedules so subordinates could attend graduate
education programs or other events the subordinate believed to be important. In
addition, it is not uncommon in the criminal justice field for the state or county to
reimburse tuition fees to subordinates who pursue higher education. Although
it is not perceived as a bonus (like those given in for-profit organizations), tuition
reimbursement programs can be looked at as ways to motivate employees, increase
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professionalism in the field, and develop critical and analytical thinking skills in
employees. Higher education may even promote increased leadership skills.
Developed in the 1970s, Vroom and Yetton’s model (1973) recognizes that one of the
most important tasks of a leader is decision making; good decisions help an organization realize its goals, while bad decisions obstruct the attainment of goals. The Vroom
and Yetton model discusses the different ways in which leaders can make decisions and
how subordinates can be involved in this decision-making process (see Table 7.1).

Individual Problems

AI. You solve the problem or make the decision
by yourself, using information available to you at
the time.

AI. You solve the problem or make the decision
by yourself, using information available to you at
the time.

AII. You obtain the necessary information from
your subordinates, and then decide on the
solution to the problem yourself. You may or may
not tell your subordinates what the problem is in
getting the information from them. The role
played by your subordinates in making the
decision is clearly one of providing the necessary
information to you, rather than generating or
evaluating alternative solutions.

AII. You obtain the necessary information from
your subordinate, and then decide on the solution
to the problem yourself. You may or may not tell
the subordinate what the problem is in getting the
information from him. His or her role in making
the decision is clearly one of providing the
necessary information to you, rather than
generating or evaluating alternative solutions.

CI. You share the problem with the relevant
subordinates individually, getting their ideas and
suggestions without bringing them together as a
group. Then you make the decision, which may or
may not reflect your subordinates’ influence.

CI. You share the problem with your subordinate,
getting his or her ideas and suggestions. Then you
make a decision, which may or may not reflect
your subordinate’s influence.

CII. You share the problem with your
subordinates as a group, obtaining their collective
ideas and suggestions. Then you make the
decision, which may or may not reflect your
subordinates’ influence.

GI. You share the problem with your subordinate,
and together you analyze the problem and arrive
at a mutually agreeable solution.
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Group Problems
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GII. You share the problem with your
subordinates as a group. Together you generate
and evaluate alternatives and attempt to reach
agreement (consensus) on a solution. Your role is
much like that of chairman. You do not try to
influence the group to adopt “your” solution, and
you are willing to accept and implement any
solution that has the support of the entire group.

DI. You delegate the problem to your subordinate,
providing him or her with any relevant
information that you possess, but giving the
subordinate responsibility for solving the problem
by him- or herself. You may or may not request
the subordinate to tell you what solution he or she
has reached.

SOURCE: From Leadership and Decision Making, by V. H. Vroom and P. W. Yetton,  1973, Pittsburgh, PA: University of
Pittsburgh Press. Reprinted by permission of the University of Pittsburgh Press.
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Participation by subordinates in decision making and problem solving ensures
that they will accept and support the decision. This ownership of the decisions by the
subordinates makes the implementation of changes easy, thus enhancing leadership
effectiveness. Sometimes, subordinates may have information that is more accurate
because of their position within an organization, resulting in a superior decision
because of their involvement. However, involvement of subordinates can make the
decision-making process longer. At times, subordinates may push for decisions that
benefit them personally but may not be the best for the organization, thus putting the
leader in an awkward position to reject the subordinate’s suggestion. Given that
involvement of subordinates in decision making can be both beneficial and detrimental to leadership effectiveness, the Vroom and Yetton model identifies when and how
much to involve the subordinates.
In the process of deciding the optimal amount of subordinate involvement, Vroom
and Yetton (1973) recommend first identifying if it is an individual or a group decision.
Subsequently, there are five decision-making styles, ranging from least participative to
most participative, from which a leader can choose. Next are the different participative
styles from which to choose.
To narrow down the appropriate decision-making style, the model provides a list
of questions concerning the specific characteristics of the decision that is pending, the
distinguishing features of the subordinates involved, and the extent to which the leader
has the required information to make a sound decision. These questions are arranged
in a decision tree. Answering each question methodically on the decision tree directs
the leader toward the problem type that characterizes the decision that needs to be
made. For each problem type, there will be a set of appropriate leadership styles. Of
these multiple feasible styles, one style is recommended to minimize the time required
to make the decision (time being measured by the number of people involved, multiplied by the number of hours spent by each person), which is the least participative
style. The other styles are recommended to promote subordinates’ development and
growth, which are premised on higher levels of participation.
Thinking outside of the typical employer–employee relationship and considering
how police officers use leadership and decision making in the course of their jobs, one
can see that a street cop may use both the least participative style of decision making
as well as the most participative style during a typical day in the field. For example, an
officer who arrives on the scene of a domestic violence incident may arrest the person
viewed as the offender. The officer relies on information available at the time (from
victim, witness, or offender statements and/or legal guidelines) to make the decision.
In this case, the officer may decide that removal of the offender is the best alternative
to allow emotions to decrease in intensity and to protect the victim or children that
may be involved. Here there is the least participation of the victim, witness, or offender,
as they are only information providers.
In another call, the officer may be involved in community policing initiatives. In
community policing, the police collaborate with the community on programs, decisions, activities, and so forth that are aimed at lowering crime rates in a particular area
and increasing the quality of life for residents. By allowing community members input
into the process of policing and the problems facing the community, the police and the
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community attempt to identify resolutions to those problems. In this case, the officer
works with the community to identify a resolution, and works to implement that resolution in policing practices in that geographical area. Here the community is highly
participative in the decision-making process of how policing will occur and how the
community will respond to crime.
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Transactional leadership theory focuses on the process of interaction between a leader
and the followers rather than the character of the people (trait theory) or the situation
(contingency theory). Transactional leaders work through the given system and conform to organizational norms and values. The leader–follower relationships are based
on a set of past interactions and exchanges between leaders and followers. The effectiveness of these leaders depends on the extent to which they clarify expectations and
goals. Bass (1985) identified two main interaction processes that comprise transactional leadership—contingent reward leadership and management by exception. Contingent reward leadership allows leaders to interact with followers by clarifying the role
and task requirements expected of their subordinates; by providing proper guidelines
and structure; and by initiating proper rewards and meeting the social needs of the
subordinates, resulting in improved productivity (Yammarino & Bass, 1990). These
transactions are focused toward helping subordinates attain their goals through positive reinforcement, sometimes referred to as contingent reward leadership. Police
departments may clearly identify the path to promotion for officers wishing to pursue
higher positions. In this case, the officers would be informed of their current job
expectations as well as the guidelines and structure in place to apply for promotion.
Officers could then work toward accomplishing the guidelines to fulfill their desire of
being promoted. Management by exception allows leaders to interact with subordinates
only when they deviate from expectations by giving them negative feedback, suggesting failure to meet standards. Management by exception may be classified as passive or
active, depending on the timing of the leader’s intervention (Bass & Avolio, 1993;
Lievens, VanGeit, & Coetsier, 1997). When leaders intervene after standards are not
met, then it is classified as passive management by exception. For example, providing
negative feedback to correctional officers only during times of performance evaluations is considered passive feedback. Alternatively, if the leader tries to anticipate mistakes or problems, then it is termed as active management by exception. Transactional
leadership focuses on simple exchange processes and does not set challenging expectations to achieve higher levels of performance. These leaders typically neglect to focus
on developing the long-term potential of workers.

New Wave of Change Leadership Theories
Since the mid-1970s, researchers have offered macrofocused studies of leadership that
have moved away from individual and small-group aspects of leadership and instead
have focused on how leaders impact the working culture within an entire organization,

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

234 ❖ ADMINISTRATION AND MANAGEMENT IN CRIMINAL JUSTICE

t,
or
d

is
t

rib
ut

e

leading them beyond the normal levels of performance. The theories advanced in this
current wave have been called charismatic leadership theory (Conger & Kanungo, 1987;
1988; House, 1971), transformational leadership theory (Bass, 1985; Burns, 1978), and
visionary leadership theory (Sashkin, 1988). Despite the different names, the common
thread weaving these theories together is that they infuse ideological values and moral
purpose into organizations that induce commitment and organizational citizenship
among workers, resulting in change. More recently, these theories have been grouped
together under the label outstanding leadership theory (House & Podsakoff, 1994). Outstanding leaders are those who accomplish outstanding achievement and corporate
turnaround in direct contrast to fulfilling normal requirements of positions and everyday
responsibilities. Outstanding leadership theory is based heavily on the belief that stress
(either individual or organizational) is key to facilitating the leadership dynamics (Pillai
& Meindl, 1998). This group of theories extends the transactional theories; as Hollander
and Offerman (1990) note, “Transformational leadership can be seen as an extension of
transactional leadership, but with greater leader intensity and follower arousal” (p. 182).
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Charismatic leadership theory. Charismatic leaders create an environment of change
around them and attract people by their personality to work toward accomplishing
these changes. These leaders have an innate quality of relating with people and inspiring and motivating them to perform beyond their normal level. Researchers (Conger
& Kanungo, 1987; Gardner & Avolio, 1998) believe that charismatic leaders make an
impact at the organizational level by identifying an ambitious vision of the perceived
future for both the organization and the employees. These leaders elevate individuals
to higher levels on Maslow’s (1954) needs hierarchy chart by determining and influencing the corporate value system and by earning the complete trust and loyalty of the
subordinates by displaying self-confidence, determination, optimism, and courage.
Charismatic leaders tend to obtain power through their followers’ identification with
them. As mentioned before, William Bratton, who was invited to head the NYPD in
the early 1990s, used charismatic leadership, which inspired and motivated the police
force and resulted in a significant decline in crime and increased public confidence
from 37% to 73% within four years (Kim & Mauborgne, 2003). Burtell Morris
Jefferson, the first African American chief of the Metropolitan Police Department of
Washington, is another individual who falls into the category of charismatic leaders.
Despite all odds against him as a black officer, he pushed forward in his career. Not
only could he convey his values and virtues to bring out the best in others, but he also
created a positive environment that made possible the development of other minority
law enforcement officers (Williams & Kellough, 2006).
Transformational leadership theory. Transformational leaders do not accept the status quo but recognize the need to challenge the existing standards and operating procedures and enable others to achieve higher levels of performance. Transformational
leaders do not rely solely on formal rules and regulations, but integrate features of the
transactional and charismatic models of leadership. Several researchers have focused
on transformational leadership; the main difference between them is the process they
propose to elevate subordinates to higher levels on Maslow’s (1954) needs hierarchy

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

Leadership ❖ 235

D

o

no
t

co
py
,

po
s

t,
or
d

is
t

rib
ut

e

chart, so that these individuals can perform at high levels and can be instrumental in
organizational change. Bass (1985) proposes three ways in which transformational
leaders inspire their subordinates to higher levels of performance and in accomplishing organizational goals. These include increasing the subordinates’ awareness of the
importance of tasks and the importance of doing them well; increasing the subordinates’ realization of their need for personal growth, development, and achievements;
and motivating the subordinates to fulfill their dreams and contribute to the success of
the organization.
The four primary dimensions of transformational leadership are inspirational
motivation, intellectual stimulation, idealized influence, and individualized consideration (Bass, 1998; Sosik, Kahai, & Avolio, 1998; Sosik & Megerian, 1999). Inspirational
motivation refers to the leader fostering among the followers a sense of change through
a vision of a better future that is significantly different from the present. Such leaders get
followers involved and eventually committed to making a change. John Augustus, the
father of modern probation, is a prime example of an inspirational motivator. Augustus
attended court in Massachusetts in the mid-1800s and was the first individual to offer
his home to selected offenders so they could avoid prison (which was the most commonly used punishment). He assured the court that he would monitor the offenders
and return them to court when demanded. After participating in this process several
times, Augustus also created forms to assist in the investigation, treatment, and rehabilitation of offenders. Over time, other volunteers stepped forward to monitor offenders in the community. Consequently, his vision of punishment as extending beyond just
prison was the impetus for modern-day probation. Intellectual stimulation is demonstrated by the leaders when they inspire workers to question the existing paradigm and
assumptions. The leaders encourage the workers to be innovative and creative in defining the new paradigm, to explore new ideas and methods, and to provide creative solutions. (Restorative justice proponents were very successful at intellectual stimulation
during the late 20th and early 21st centuries.) Community policing is another initiative
that allows for innovation and creativity in the policing of citizens. Officers are provided
the freedom to use new methods and ideas to develop relationships with the community. Of course, not all of these approaches are successful, but transformational leaders
focus on how to correct the problem rather than find whom to blame. They have relatively high levels of tolerance toward mistakes made by conscientious workers, and they
are ready to help these workers learn from mistakes and be more productive. Followers
are encouraged to ask their leader for direction and guidance to improve themselves.
Idealized influence refers to the behaviors and values of a transformational leader, such
as high standards of ethics and moral conduct, that followers like to emulate. To earn
such idealized influence, the transformational leaders often consider the needs and
interests of their followers over their own needs (Hellriegel et al., 2001). Such leaders are
admired, respected, and trusted by the followers, who feel free to question what is being
advocated. The followers can identify easily with the goals because of consistency with
their own self-concept and being. Individualized consideration arises when the leader
acts as a coach, mentor, teacher, facilitator, confidant, and counselor to help followers
successfully achieve higher levels of their potential capability. Continuous improvement
through involvement is standard practice.
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It is important to note that sometimes the terms charisma and transformational
leadership are used interchangeably. Bass (1985; Bass & Avolio, 1993) makes a distinction between them by suggesting that charisma forms a subdimension of transformational leadership. Probation officers are adept at practicing individualized consideration
with clients on their caseloads. As officers get to know clients and better understand
their personal needs and weaknesses, they can coach and mentor the client into better
behaviors and making better choices. As a former juvenile probation officer, one of the
authors of this text can strongly relate to this approach because she acted as a confidante, a facilitator of treatment and rehabilitation services, and a counselor to many
juveniles assigned to her caseload. Individualized case plans were made in each instance
so that the client’s problems could be addressed in the best manner, and client input and
relationship building were key components in the interactions she had with the youth.

CAREER HIGHLIGHT BOX
FIRE FIGHTING OCCUPATIONS
Nature of the Work
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Every year, fires and other emergencies take thousands of lives and destroy property
worth billions of dollars. Fire fighters help protect the public against these dangers
by responding to fires and a variety of other emergencies. In addition to putting out
fires, they are frequently the first emergency personnel at the scene of a traffic accident or medical emergency and may be called upon to treat injuries or perform other
vital functions.
During duty hours, fire fighters must be prepared to respond immediately to a fire or
others [sic] emergency. Fighting fires is dangerous and complex, [and] therefore requires
organization and teamwork. At every emergency scene, fire fighters perform specific
duties assigned by a superior officer. At fires, they connect hose lines to hydrants and
operate a pump to send water to high-pressure hoses. Some carry hoses, climb ladders,
and enter burning buildings—using systematic and careful procedures—to put out fires.
At times, they may need to use tools, like an ax, to make their way through doors, walls,
and debris, sometimes with the aid of information about a building’s floor plan. Some
find and rescue occupants who are unable to safely leave the building without assistance. They also provide emergency medical attention, ventilate smoke-filled areas, and
attempt to salvage the contents of buildings. Fire fighters’ duties may change several
times while the company is in action. Sometimes they remain at the site of a disaster for
days at a time, rescuing trapped survivors, and assisting with medical treatment.
Fire fighters work in a variety of settings, including metropolitan areas, rural areas
with grasslands and forests, airports, chemical plants and other industrial sites. They
have also assumed a range of responsibilities, including emergency medical services.
In fact, most calls to which fire fighters respond involve medical emergencies. In addition, some fire fighters work in hazardous materials units that are specially trained
for the control, prevention, and cleanup of hazardous materials, such as oil spills or
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accidents involving the transport of chemicals. (For more information, see the
Handbook section on hazardous material removal workers.)
Workers specializing [in] forest fires utilize different methods and equipment than
other fire fighters. In national forests and parks, forest fire inspectors and prevention
specialists spot fires from watchtowers and report the fires to headquarters by telephone
or radio. Forest rangers also patrol to ensure that travelers and campers comply with fire
regulations. When fires break out, crews of fire fighters are brought in to suppress the
blaze with heavy equipment and water hoses. Fighting forest fires, like fighting urban
fires, is rigorous work. One of the most effective means of fighting a forest fire is creating
fire lines—cutting down trees and digging out grass and all other combustible vegetation in the path of the fire—to deprive it of fuel. Elite fire fighters called smoke jumpers
parachute from airplanes to reach otherwise inaccessible areas. This tactic, however, can
be extremely hazardous.
When they aren’t responding to fires and other emergencies, fire fighters clean and
maintain equipment, study fire science and fire fighting techniques, conduct practice
drills and fire inspections, and participate in physical fitness activities. They also prepare
written reports on fire incidents and review fire science literature to stay informed about
technological developments and changing administrative practices and policies.
Most fire departments have a fire prevention division, usually headed by a fire marshal and staffed by fire inspectors. Workers in this division conduct inspections of structures to prevent fires by ensuring compliance with fire codes. These inspectors also work
with developers and planners to check and approve plans for new buildings and inspect
buildings under construction.
Some fire fighters become fire investigators, who determine the causes of fires. They
collect evidence, interview witnesses, and prepare reports on fires in cases where the
cause may be arson or criminal negligence. They often are asked to testify in court. In
some cities, these investigators work in police departments, and some are employed by
insurance companies.
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Work environment. Fire fighters spend much of their time at fire stations, which are
usually similar to dormitories. When an alarm sounds, fire fighters respond, regardless
of the weather or hour. Fire fighting involves the risk of death or injury from floors
caving in, walls toppling, traffic accidents, and exposure to flames and smoke. Fire
fighters also may come into contact with poisonous, flammable, or explosive gases and
chemicals and radioactive materials, which may have immediate or long-term effects
on their health. For these reasons, they must wear protective gear that can be very
heavy and hot.
Work hours of fire fighters are longer and more varied than the hours of most other
workers. Many fire fighters work more than 50 hours a week, and sometimes they may
work longer. In some agencies, fire fighters are on duty for 24 hours, then off for 48 hours,
and receive an extra day off at intervals. In others, they work a day shift of 10 hours for
3 or 4 days, a night shift of 14 hours for 3 or 4 nights, have 3 or 4 days off, and then
(Continued)
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repeat the cycle. In addition, fire fighters often work extra hours at fires and other emergencies and are regularly assigned to work on holidays. Fire lieutenants and fire captains
often work the same hours as the fire fighters they supervise.
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Applicants for fire fighting jobs are usually required to have at least a high school
diploma, but candidates with some education after high school are increasingly preferred. Most municipal jobs require passing written and physical tests. All fire fighters
receive extensive training after being hired.
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Education and training. Most fire fighters have a high school diploma; however, the
completion of community college courses, or in some cases, an associate degree, in fire
science may improve an applicant’s chances for a job. A number of colleges and universities offer courses leading to 2- or 4-year degrees in fire engineering or fire science. In
recent years, an increasing proportion of new fire fighters have had some education
after high school.
As a rule, entry-level workers in large fire departments are trained for several weeks
at the department’s training center or academy. Through classroom instruction and
practical training, the recruits study fire fighting techniques, fire prevention, hazardous
materials control, local building codes, and emergency medical procedures, including
first aid and cardiopulmonary resuscitation (CPR). They also learn how to use axes, chain
saws, fire extinguishers, ladders, and other fire fighting and rescue equipment. After
successfully completing this training, the recruits are assigned to a fire company, where
they undergo a period of probation.
Many fire departments have accredited apprenticeship programs lasting up to
4 years. These programs combine formal instruction with on-the-job training under the
supervision of experienced fire fighters.
Almost all departments require fire fighters to be certified as emergency medical
technicians. (For more information, see the section of the Handbook on emergency
medical technicians and paramedics.) Although most fire departments require the lowest level of certification, Emergency Medical Technician-Basic (EMT-Basic), larger departments in major metropolitan areas increasingly require paramedic certification. Some
departments include this training in the fire academy, whereas others prefer that recruits
earn EMT certification on their own but will give them up to 1 year to do it.
In addition to participating in training programs conducted by local fire departments,
some fire fighters attend training sessions sponsored by the U.S. National Fire Academy.
These training sessions cover topics such as executive development, anti-arson techniques, disaster preparedness, hazardous materials control, and public fire safety and
education. Some States also have either voluntary or mandatory fire fighter training and
certification programs. Many fire departments offer fire fighters incentives such as
tuition reimbursement or higher pay for completing advanced training.
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Other qualifications. Applicants for municipal fire fighting jobs usually must pass a
written exam; tests of strength, physical stamina, coordination, and agility; and a medical examination that includes a drug screening. Workers may be monitored on a random
basis for drug use after accepting employment. Examinations are generally open to
people who are at least 18 years of age and have a high school education or its equivalent. Those who receive the highest scores in all phases of testing have the best chances
of being hired.
Among the personal qualities fire fighters need are mental alertness, self-discipline,
courage, mechanical aptitude, endurance, strength, and a sense of public service.
Initiative and good judgment also are extremely important because fire fighters make
quick decisions in emergencies. Members of a crew live and work closely together under
conditions of stress and danger for extended periods, so they must be dependable and
able to get along well with others. Leadership qualities are necessary for officers, who
must establish and maintain discipline and efficiency, as well as direct the activities of
the fire fighters in their companies.

co
py
,

po
s

Advancement. Most experienced fire fighters continue studying to improve their job
performance and prepare for promotion examinations. To progress to higher level positions, they acquire expertise in advanced fire fighting equipment and techniques, building construction, emergency medical technology, writing, public speaking, management
and budgeting procedures, and public relations.
Opportunities for promotion depend upon the results of written examinations, as well
as job performance, interviews, and seniority. Hands-on tests that simulate real-world
job situations are also used by some fire departments.
Usually, fire fighters are first promoted to engineer, then lieutenant, captain, battalion chief, assistant chief, deputy chief, and, finally, chief. For promotion to positions
higher than battalion chief, many fire departments now require a bachelor’s degree,
preferably in fire science, public administration, or a related field. An associate degree
is required for executive fire officer certification from the National Fire Academy.
Employment
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In 2010, total paid employment in firefighting occupations was about 310,400. These
employment figures include only paid career fire fighters—they do not cover volunteer
fire fighters, who perform the same duties and may constitute the majority of fire fighters in a residential area.
About 91 percent of paid firefighters were employed by local governments in 2010.
Some large cities have thousands of career fire fighters, while many small towns have
only a few. Most of the remainder worked in fire departments on Federal and State
installations, including airports, chemical plants, and other industrial sites. Private fire
fighting companies employ a small number of fire fighters.
In response to the expanding role of fire fighters, some municipalities have combined
fire prevention, public fire education, safety, and emergency medical services into a
(Continued)
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single organization commonly referred to as a public safety organization. Some local and
regional fire departments are being consolidated into countywide establishments to
reduce administrative staffs, cut costs, and establish consistent training standards and
work procedures.
Job Outlook
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Although employment is expected to grow as fast as the average for all jobs, candidates
for these positions are expected to face keen competition as these positions are highly
attractive and sought after.
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Employment change. Employment of workers in fire fighting occupations is expected
to grow by 9 percent over the 2010–2020 decade, which is slower than the average for
all occupations. Continued population growth will increase the number of emergency
calls requiring firefighter responses. The majority of situations that firefighters respond
to are medical—rather than fire—emergencies, and the aging of the population will lead
to an increased demand for emergency responders. In addition, jobs will be created as
volunteer firefighters are converted to paid positions in areas where population growth
creates the need for a full-time workforce. An increase in urban populations, where
full-time firefighters are more common, also is expected to increase the demand for
firefighters.
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Job prospects. Prospective fire fighters are expected to face keen competition for available job openings. Many people are attracted to fire fighting because it is challenging
and provides the opportunity to perform an essential public service; a high school education is usually sufficient for entry; and a pension is usually guaranteed after 25 years
work. Consequently, the number of qualified applicants in most areas far exceeds the
number of job openings, even though the written examination and physical requirements eliminate many applicants. This situation is expected to persist in coming years.
Applicants with the best chances are those who are physically fit and score the highest
on physical conditioning and mechanical aptitude exams. Those who have completed
some fire fighter education at a community college and have EMT or paramedic certification will have an additional advantage.
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Earnings
The median annual wage of firefighters was $45,250 in May 2010. The median wage
is the wage at which half the workers in an occupation earned more than that amount
and half earned less. The lowest 10 percent earned less than $23,050, and the top 10
percent earned more than $75,390.The median annual earnings were $ 36,600 for
other protective services, and median annual earnings for all occupations were $33,840
in 2010.
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Median annual earnings of first-line supervisors/managers of fire fighting and prevention workers were $62,900 in May 2006. The middle 50 percent earned between
$50,180 and $79,060. The lowest 10 percent earned less than $36,820, and the highest 10 percent earned more than $97,820. First-line supervisors/managers of fire fighting and prevention workers employed in local government earned a median of about
$64,070 a year.
Median annual earnings of fire inspectors and investigators were $48,050 in May
2006. The middle 50 percent earned between $36,960 and $61,160 a year. The lowest
10 percent earned less than $29,840, and the highest 10 percent earned more than
$74,930. Fire inspectors and investigators employed in local government earned a
median of about $49,690 a year.
According to the International City-County Management Association, average salaries in 2006 for sworn full-time positions were as follows:
Minimum annual
base salary

Maximum annual
base salary

$73,435

$95,271

66,420

84,284

61,887

78,914

62,199

78,611

51,808

62,785

47,469

56,511

Fire prevention/code inspector

45,951

58,349

Engineer

43,232

56,045

Fire chief

Assistant fire chief
Battalion chief
Fire captain
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Deputy chief
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Fire fighters who average more than a certain number of work hours per week are
required to be paid overtime. The hours threshold is determined by the department. Fire
fighters often earn overtime for working extra shifts to maintain minimum staffing levels
or during special emergencies.
Fire fighters receive benefits that usually include medical and liability insurance,
vacation and sick leave, and some paid holidays. Almost all fire departments provide
protective clothing (helmets, boots, and coats) and breathing apparatus, and many also
provide dress uniforms. Fire fighters generally are covered by pension plans, often providing retirement at half pay after 25 years of service or if the individual is disabled in
the line of duty.

SOURCE: From the Occupational Outlook Handbook, 2008–09 Edition and 2012–13 Edition, by the U.S.
Department of Labor, Bureau of Labor Statistics. Available online at http://www.bls.gov/oco/ocos158.htm.
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People may be promoted or transferred to a position within an organization that places
them in a formal leadership role. However, titles are not enough to function as a leader.
These individuals must also have some appeal and connection that inspires other people to follow them. According to DuBrin (1995), the characteristics present in many
leaders that instill in others the desire to follow these individuals include confidence,
honesty, assertiveness, enthusiasm, self-awareness, extroversion, intelligence, initiative,
achievement, and decisiveness.
Leadership styles are influenced by the philosophy of the leaders, which results in
two distinct styles—namely, autocratic versus participative—and a number of combinations of both of these styles. Autocratic leaders have a lot of confidence in their
decision-making ability and are very clear about the process in which they want
things done; they have little confidence in the decision-making ability of their workers. Consequently, autocratic leaders keep decisions and controls to themselves and
express what they want and how they want it directly to their subordinates, who simply follow orders. To instill confidence in the subordinates and to be successful, an
autocratic leader must have broad and diversified knowledge and should be able to
demonstrate it. In addition, the employees should feel uncomfortable in planning and
decision making and instead want their leader to give strong directions. The situation
sometimes may demand the leader to act in an autocratic style. For example, during
an emergency or crisis, there is not enough time to gather a group of people and
involve them in collective decision making. Instead, the police sergeant will quickly
assess the situation at hand and pass directives on what role is expected from each
team member to address the crisis. When the situation involves time pressures and
physical danger, the subordinates typically view the leader’s autocratic initiatives
as acceptable.
Some leaders are benevolent autocrats. These leaders maintain absolute decisionmaking power, but they are also concerned about the well-being of their subordinates.
Therefore, they will reward the employees who follow their directives. One major
drawback of autocratic leadership is that the leader misses the thinking capabilities of
the subordinates to provide constructive and innovative solutions. Often, the workers
may shut their minds at the workplace and become indifferent and less committed to
contributing to the betterment of the workplace. The workers may lose morale,
become very unsure of their capabilities, and be fearful in using their initiative in
their work. It becomes very difficult to replace the autocratic leaders when they leave
because the subordinates have not been mentally trained for the independent thinking required to take on the position of a leader. One may be able to apply autocratic
leadership to modern policing, as a result of the organizational structure of traditional
police organizations. The leaders in policing organizations make all of the decisions,
sending them from the top of the hierarchy to the bottom. Those at the bottom have
to do very little thinking about job expectations, duties, and methods of policing.
Those decisions have already been made and, in most cases, have been recorded in
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policy manuals. Initiatives such as community policing are changing this approach,
but the autocratic leadership style is still present in many policing organizations
across the United States.
Another approach to leadership is termed participative, sometimes also called
behavioral or democratic. Participative leaders tend to understand the mission and
core values of the organization, educate their subordinates on the needs and objectives, and involve people by drawing on their knowledge in day-to-day functioning
and problem solving. Of course, when workers sense their voice being heard, they
feel more committed to change and decision making. Typically, the self-esteem of
workers increases when they feel that they have been trusted to make competent
decisions. In addition, the collective thinking of the leader and the group members
is likely to produce more innovative solutions than if only the leader were involved
in active thinking. Probation officers will commonly “staff ” cases with other officers in formal meetings to help make decisions on the best approach for a particular
client. In this situation, the officers are not suggesting that they cannot develop a
case plan on their own, but rather, that they see the opportunity for additional input
from other officers as beneficial. Using the “more heads are better than one” philosophy, the officers may receive suggestions for treatment, rehabilitation, and
reintegration that they would not have thought of without additional input. For
success under participative leadership, the employees should be receptive to the
participative approach. The workers should have the necessary knowledge and skill
to participate in decision-making processes. They should feel a sense of ownership
and a desire to grow, and they should be willing to contribute to planning and decision making. Sometimes, involving workers in decision making may be perceived
by the employees as a sign of weakness, a lack of qualification, and an inability of
their leader to lead them. Furthermore, if the general environment in an organization is one of low trust and confidence, the workers may provide input and say
things that they feel the leader wants to hear rather than saying or doing what is
right and best for the organization.
The Ohio State and University of Michigan studies investigated the behavior of
leaders along two dimensions, the first being the concern of the leader for the people
and the second being the concern of the leader for the task outcomes. Blake and Mouton (1978) created a grid that measures the concern for people on one axis and the
concern for outcomes along the other. Blake and Mouton also took into account
whether the motivation of the leader was positive or negative. The Blake-Mouton
Managerial Grid was introduced as a tool to gain knowledge about one’s managerial
style. In an extensive survey done by the National Industrial Conference Board, the
grid was mentioned as one of the most frequently identified behavioral science
approaches to management.
The grid (Figure 7.1) provides a visual framework for understanding various
approaches to leadership. The two axes describe concern for production and concern for
people, measured on a scale from 1 (low) to 9 (high). The grid presents a conceptual
frame of reference for guiding the organizational development process through various
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Figure 7.1

Black and Mouton’s Managerial Grid
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SOURCE: From The New Managerial Grid, by R. Blake and J. Mouton, 1978, Houston, TX: Gulf Publishing.
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states—team building, interface conflict solving, ideal strategic corporate modeling,
tactical implementation of the model, and stabilization. This widely known grid concept focuses on five fundamental leadership styles.
1. 9, 9: Contribute and Commit (Team Management): This is the most sound leadership style. Work accomplishment is from committed people, and interdependence is
achieved through a common stake in the organization. This common purpose leads to
relationships of trust and respect.
2. 9, 1: Control and Dominate: This is a dictatorial style of leadership where the focus
is entirely on results. Operational efficiency results from arranging working conditions so that human elements interface only minimally.
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3. 1, 9: Yield and Comply: This is an accommodating style of leadership where the concern for people is placed above the concern for results. With this leadership style,
thoughtful attention to people’s needs for satisfying relationships leads to a comfortable, friendly organization atmosphere and work tempo.
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4. 5, 5: Balance and Compromise: This style of leadership aims for maintaining the
status quo, focusing neither on people nor on results. Adequate organization performance is possible by balancing the necessity to get out work with maintaining a satisfactory level of morale.
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5. 1, 1: Evade and Elude: This fifth fundamental style of leadership is indifferent to both
people and results. The leader exerts only the minimal effort to get required work
done that is necessary to sustain organizational membership (Blake & Mouton, 1978).
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From the previous discussion, it may be concluded that there is no one best style
of leadership. Ultimately, the right leadership style is dependent on a combination of
the situation, the type of followers, and the strengths of the leader. To be an effective
leader, one should customize the leadership approach to these three variables, and one
should be flexible to change the leadership style when required. This approach to leadership was discussed earlier under contingency leadership theory.
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Leadership as a Skill
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Leadership is a skill that can be developed through training. Quinn and Rohrbaugh
(1983) provide the Competing Values Framework that examines leadership and managerial skills (see Figure 7.2). A database of more than 40,000 managers has also been
compiled (Cameron & Quinn, 2000) to understand and improve management and
leadership skills. This research has shown that leadership and management skills fall
into four categories (Whetten & Cameron, 2002):
1. Clan skills—These include the skills required to develop effective interpersonal skills,
such as building teamwork or communicating supportively;
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2. Adhocracy skills—These skills are required to manage the future and promote changes,
like solving problems creatively or articulating an energizing vision;
3. Market skills—These skills are required to manage external relationships to compete
effectively such as motivating others or using power and influence;
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4. Hierarchy skills—These skills are required to sustain control and stability while managing personal stress and time or solving problems rationally (p. 16).

The two top quadrants, representing clan and adhocracy skills, are usually associated with leadership by describing what individuals do under conditions of change.
In other words, people at the top are expected to display leadership when organizations are dynamic and undergoing transformation. They are said to “focus on setting
the direction, articulating a vision, transforming individuals and organizations, and
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Figure 7.2  Leadership and Management Skills Organized by the Competing Values Framework
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creating something new” (Whetten & Cameron, 2002, p. 15). The two bottom quadrants, hierarchy and market skills, are typically associated with management by
describing what individuals do under conditions of stability. They have been said to
“focus on monitoring, directing, and refining current performance” (Whetten and
Cameron, 2002, p. 15). Furthermore, Whetten and Cameron note,
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Managers cannot be successful without being good leaders, and leaders cannot be successful without being good managers. No longer do organizations have the luxury of holding
on to the status quo, worrying about doing things right but failing to do the right things;
keeping the system stable instead of leading change and improvement; monitoring current
performance instead of formulating a vision of the future; concentrating on equilibrium
and control instead of vibrancy and charisma. (p. 16)

Therefore, the researchers conclude that competencies of both a manager and a
leader need to be developed in this dynamic environment to lead successfully.
Daft and Marcic (2004) suggest two different sets of qualities and skills for leaders
and managers, which may overlap within a single individual. They suggest a leader
should be able to demonstrate qualities such as vision, passion, creativity, flexibility,
inspiration, innovativeness, courage, and imaginativeness, as well as be experimental,
able to initiate change, and personally powerful. Alternatively, managers must be
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rational, consultative, persistent, problem solvers, tough-minded, analytical, structured, deliberate, authoritative, and be stabilizers and have position power.
In general, people with aspirations to become successful managers and leaders
should attempt to develop several types of skills. Technical skills pertain to the knowledge and ability that are necessary to perform the job. Human resource management
skills are behavioral skills required to work effectively with other people. Some of the
skills considered here are communication, listening, and motivational skills. Conceptual skills pertain to the ability to see relationships that may seem to be hidden and to
be able to sense clearly the abstract and seemingly disparate entities. Within criminal
justice, employees, leaders, and managers have to possess a clear understanding of
their jobs to meet the numerous requirements placed on them while working with
offenders, complainants, victims, and the public. In addition, they must be able to
work well with other people to provide quality services to those with whom they come
in contact. Finally, inherent or learned skills that allow them to see the hidden or
ambiguous relationships among pieces of evidence, cases, causes of crime, and so forth
are everyday necessities in the criminal justice profession. A lack in any of these areas
adds strain to an already demanding position.
Supporting the leadership skills, French and Stewart (2001) identify five leadership practices that managers in a law enforcement environment should follow:

po
s

1. They should challenge the process. Search out challenging opportunities to change, grow,
innovate, and improve; experiment; take risks; and learn from mistakes.
2. They should inspire a shared vision. Envision an uplifting and enabling future; enlist
others in a common vision by appealing to their values, interests, hopes, and dreams.
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3. They should enable others to act. Foster collaboration by promoting cooperative goals
and building trust; strengthen people by giving power away and providing choice;
develop competence, assign critical tasks, and offer visible support.
4. They should model the way. Set an example by behaving in ways consistent with shared
values; achieve small “wins” that promote consistent progress and build commitment.
5. They should encourage the heart. Recognize the contributions to the success of every
project; celebrate team accomplishments regularly.
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Managerial and leadership skills can be developed by proper education, training,
and practice. Formal education can amplify one’s learning from personal experiences
and help one rely less on trial-and-error practices. On-the-job training and learning
from the experiences of other, more successful colleagues can help tremendously in
improving leadership and management skills. More recently, leadership development
workshops and programs are being offered. These programs incorporate the various
aspects proposed in different leadership models examined earlier, thus developing
a more optimal and balanced use of the full range of leadership styles. In addition, a
multifactor leadership questionnaire (MLQ) can be distributed to the subordinates and
coworkers of the target leaders. The responses help identify the strengths and weaknesses of the target leader, thus providing a base profile (Avolio & Bass, 1991; 1995).
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This profile can be complemented by collecting more information gathered through
systematic observation of the leader’s behavior and by administering a personalitybased questionnaire to the target leader. Based on the profile generated using these
integrated approaches, the target leader can identify areas for improvement. Developmental coursework and learning objectives can be ascertained for improvement, which
can then be acquired by attending leadership development workshops and programs.
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Competencies of Effective Leaders
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The need for sound leadership in the management of prisons is evident after a cursory examination
of recent court interventions, media and legislative scrutiny, and escalating budgets. Leadership is
essential to good public service, because legislators often provide missions that are vague, if not
conflicting, and may fail to provide the necessary resources to carry out the missions. Indeed, according to Dilulio “the quality of prison life depends far more on management practices than on any other
single variable. . . . If most prisons have failed, it is because they have been ill-managed, undermanaged or not managed at all.”

Concentrate on the big picture;
Observe their areas of responsibility frequently;
Resolve problems quickly;
Respond to every inquiry;
Enhance their abilities;
Communicate with people internal and external to the organization;
Think outside the box, but not too far;
Integrity is everything;
Offer their skills to resolve problems; and
Nurture their staff.
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Seiter encourages transformational leadership to meet the challenges and changing missions of
modern corrections. Transformational leadership brings about changes in people and organizations
by the leaders having holistic awareness of themselves so that thoughts, feelings and actions are
consistent. He believes leaders and followers must meet new challenges together, requiring an
empowered and inspired staff that can exercise creativity for problem solving and help the organization learn. This article presents 10 competencies of effective correctional management that the
author developed during his 30 years of public and private correctional service. Using the acronym
CORRECTION, he explains that correctional leaders must strive to practice the following ideals:

Concentrate on the big picture. This means establishing a clear vision for the organization and focusing on what is important. This function is central to the leadership role and is a primary determinant
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of the effectiveness of a leader. Denhardt describes this ability as “creating a vision of the future that
already exists in the minds of others.” Leaders develop a vision for the organization and provide the
strategies for producing the changes needed to accomplish the vision. Kotter explains that establishing a vision does not have to be brilliantly creative and certainly is not mysterious. It is an exhaustive
process of gathering and analyzing data. More succinctly, it requires the ability not only to meet the
next situation but to make the next situation.
Creating a vision and communicating that vision to all staff is only part of this competency. Correctional leaders must also be highly observant and cognizant of the interests and desires of stakeholders external to the correctional environment, in other words, “seeing the big picture.” Today’s
correctional leader must be acutely aware of both the internal and external environmental factors
affecting the correctional system. These external factors may be citizen groups, the courts, legal-aid
agencies, media sources, unions, public-health organizations, legislative actors, private correctional
companies, and other interested groups or individuals. This competency relates to what Rowe
describes as foresight, or “the ability to foresee the likely outcome of a situation.” This ability may be
partly intuitive but can be enhanced with knowledge and experience. Senge adds that creating a
shared vision is an ongoing process; that is, there may be a predominant image of the future, but
that image will eventually evolve into a new vision.
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Effective leaders will observe their areas of responsibility frequently. One of the truisms in corrections or other public services is that in times of crises, the leaders will be held accountable. Too often,
correctional leaders convince themselves that they are too busy and tied to the office and, therefore,
are forced to delegate the inspection or observation of internal operations to management staff. Time
and again, this attitude has proved disastrous. Even with the most experienced management staff
performing the observation role, staff and management still want to see leaders acting as a check
and balance to verify their good labor. Simply stated, the staff want leaders in the facility to praise
good work, criticize poor performance, reassure that operations are being performed correctly and to
simply see their presence. Boin and Hart provide some wisdom for commissioners, directors, wardens
and sheriffs in their statement on expectations for such leaders: “It is assumed they are well-prepared
for any crisis that may occur and will take effective measures to protect the public, limit harm and
compensate damages. Any event or behavior that deviates from these standards increases public
unease and is likely to elicit strong criticism.”
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Correctional leaders will resolve problems quickly. This competency involves concerted listening to
learn of impending problems, frequent observation of areas of responsibility, developing strategies to
resolve problems, being tenacious about the resolution of problems, implementing a plan for resolution
developed by as many staff as reasonable, and evaluating and altering the plan if necessary. It is with
this competency that effective leaders must display their talents for leadership. Cooper noted that leaders of public enterprises “should exercise their best technical judgment when tackling complex problems.
Their technical knowledge and skills are tools for which they are being paid; they are the specific justification for the fiduciary role on behalf of the people.” Staff are often aware of most problems. And
problems that do not receive attention indicate to them that the leaders do not care. Leaders who
believe a problem will resolve itself with the passage of time are often wrong and find the problem to
have escalated into a serious situation. This is particularly true with personnel problems.
(Continued)
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Respond to every inquiry. Leaders of correctional organizations receive many inquiries during the
course of a day. Effective leaders will see that every inquiry, both from internal and external sources,
receives a response. By their nature, correctional systems are complex and generally closed to the
public. When perplexed or disgruntled citizens do not get a satisfactory response to a question, they
want to speak to the person in charge. Some of the inquirers are angry, some are confused, some are
frustrated, and others may be desperate, but all need an answer to their issues. To avoid a timely reply
or to deny a reply by simply not responding is not in the best interests of the leader or the organization.
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Enhance their abilities. Effective leaders are continuously learning about themselves, their organization, their discipline or industry, their followers, and new ways to benefit and build value to each of
these. Taking courses, reading books, attending workshops and conferences, building coalitions with
colleagues to exchange ideas, and subscribing to journals related to corrections are all ways to
increase one’s knowledge about this complex field. The correctional environment is continuously
changing, and leaders must adapt to these changes. “Hour to hour, day to day, week to week, executives must play their leadership styles like a pro—using the right one at just the right time and in the
right measure. The payoff is in the results,” according to Goleman. Leaders recognize the value of
knowledge, skills and experience to all employees of an organization but often overlook themselves
as needing further development. With the advancement of technology in modern corrections, leaders
need an understanding of the benefits and pitfalls of the many new technological applications
related to their industry. Leaders are intimately aware of their strengths and weaknesses and work
diligently on exploiting each to the best advantage of the organization. This may require that leaders
surround themselves with people of superb abilities as compensation or enhancement. Genuine leaders never develop an attitude that they already know enough to get the job done. Kellerman believes
that leaders must be reflective in that they should emphasize the importance of self-knowledge, selfcontrol and good habits.
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Communicate with people internal and external to the organization. Great correctional leaders use
every opportunity to convey their vision and values to staff, visitors, volunteers and entities external
to the organization in every manner possible. In today’s work environment, persuasion can work as
effectively (and in most cases, more effectively) as preaching from positional authority. One mark of
an effective leader is the ability to convey sincerity and dedication to the organization’s mission in a
manner that causes followers and citizens willingly to choose to attach themselves to the purposes
of the mission. How leaders communicate to staff and citizens with their actions has greater impact
than communicating either verbally or in writing. According to Rowe, “Effective leadership is demonstrated minute by minute in the things we do and say, every day. People see, note and feel every
action, and word that we utter. Any incongruity in what they see, hear and feel dissipates trust.” Trust
is “the cornerstone of the servant leader model of leadership, in that collegiate relationships are
based on mutual respect and feedback, and direct in-the-field access to leaders.” Servant leadership
focuses on the philosophy of supporting people who desire to serve first, and then lead, as a method
of providing service to individuals and organizations.
Listening is an important element in communications as well. Denhardt believes that leaders
practice empathetic listening, described as “listening for and comprehending the subtle nuances of
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sound and movement that reflect a person’s inner state,” and evocative speaking, which is “skillfully
using image-based words and metaphors that evoke a sensory or emotional response in those who
hear you.” For example, an endeavor may be described evocatively as a journey.

t,
or
d

is
t

rib
ut

Think outside the box, but not too far. It goes without saying that today’s correctional leaders must
use all the creativity and innovativeness they can muster to meet the challenges of a constantly
changing system. There are countless ways in which leaders can express creative solutions to problems without usurping rigid policies and procedures. All creative ideas are not likely to emanate solely
from the leader. The leader must establish an environment by which all staff and citizens can freely
submit ideas and proposals for problems or simply to increase effectiveness or efficiency. The corrections field is not a profession that particularly rewards creativity too far removed from traditional
practice. Before launching a radical departure from standard practice, a leader would be wise to
engage in some serious thought about the possible outcomes of such an action.
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Integrity is everything in correctional leadership. While the citizenry has devout expectations of
public leaders in general, those expectations for public officials working in the criminal justice system
are even higher. Some would argue that choosing an ethical path in life is often difficult, because
the right choice to take is not clear, given the many choices human beings encounter. Stohr et al.
argue that in the workplace, especially in corrections, the right choice is understood and doable but
may not be the easiest course to take. Cooper asserts that leaders’ “ethical identity emerges incrementally from the pattern of decisions that they make over the course of a career.” Practitioner
associations such as the American Correctional Association and the American Jail Association have
well-established codes of ethics, as do most correctional departments and sheriff’s offices. However,
these ethics codes cannot and are not intended to cover every possible situation to be encountered
by a correctional employee. Consequently, it is the correctional leader’s responsibility to establish an
atmosphere in which employees desire to . . . make a concerted effort to do the right thing. This is
accomplished by providing a shining example of how professional correctional employees should
behave and conduct the organization’s business. Setting a good example on and off duty, establishing and communicating positive values, and recognizing that all stakeholders are scrutinizing every
behavior exhibited by the leader are ways to convey the unwavering ethical behavior expected of all
employees. This includes disciplining, in an equal fashion, all those who fall outside the acceptable
norms, and praising those who exhibit extraordinary ethical behavior. Training for preservice and
in-service should cover this topic thoroughly and be reinforced at every occasion by management and
the leader.
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Offer their skills to resolve problems. The leader is expected to have knowledge and skills beyond
most employees and should offer them to staff on occasions when it is appropriate. Good leaders
will make an effort to expand the knowledge base and experiential level of promising employees
by providing new work tasks. Appropriate delegation of new tasks to select employees can serve
to develop future managers and leaders. Leaders should stifle their desire to perform tasks, which
subordinates could perform to enhance their career potential. However, in times of crisis or other
extraordinary occasions, leaders should offer their skills and knowledge to resolve issues. This
(Continued)
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reaffirms the staff’s confidence in the abilities of the leader and sends a message that no job is
beyond the performance of the leader and instills the team concept.
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Nurture their staff. This is one of the primary roles of leaders. True leaders are completely committed
to the growth of others and believe that they have value that exceeds their tangible contribution as
employees. Leaders cherish their employees and will go to great lengths to retain them. McCormack
offered a good rule of thumb for leaders, “There’s no mystery to holding on to good employees. Give
them a lot of responsibility, don’t insult them with their paycheck, and tell them once in awhile how
they’re doing.”
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This article has provided some information on the topic of correctional leadership. Regrettably, there is
a scarcity of literature on this specific topic of great importance and impact on the public. While this
article presents no empirical data on correctional leadership, it provides areas in which empirical analysis could be conducted to build knowledge on the leadership needs of correctional systems. There is no
question that the complexities of leading in the corrections field are increasing. As the expense of
incarceration increases and the public becomes aware of the impact of that expense, correctional leaders will, by force, become even more accountable to the public and their elected representatives. Tomorrow’s leaders will have to be more creative in matters of correctional effectiveness and efficiency in
providing for the safety of the public. California’s Proposition 36, which curtails incarceration for nonviolent drug offenses, is just the beginning of this effort by a critical public. Academics and practitioners
will have to examine the best methods of developing and recognizing effective leaders and determining
what leadership styles or theories will be beneficial for different classifications of prisons.
SOURCE: From “Leadership in a Correctional Environment,” by M. Montgomery (pp. 38–42), Corrections Today, August
2006. Reprinted with permission of the American Correctional Association, Alexandria, VA.
EDITOR’S NOTE: This article is a shortened version of an article that was published in the May/June issue of Corrections
Compendium.
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Leadership and the Criminal Justice System
Few would disagree that effective leadership is central to the process of organizational
change. Connection between poor leadership and corruption, mistreatment, discrimination, and abuse of power often threatens to delegitimize the different agencies of the
criminal justice system. Therefore, one of the most critical questions confronting the
various agencies in criminal justice is how to integrate leadership and the delivery of
an ethical, effective, and value-based service that protects society and its key principles.
Extensive work has been done in this regard in British policing, which includes
changes that can be mimicked in the United States for improving service quality. Given
the concern over police corruption and racism following the Macpherson inquiry in
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1999 (which was an investigation focused on the racially driven murder of Steven
Lawrence in 1993 and the institutionalized racism prevalent in the police department),
the Home Office in England initiated an examination of existing recruitment, training,
and promotion practices, with special emphasis on the selection of senior officers.
Subsequently, in 2001 National Police Leadership Faculty and the Police Leadership
Development Board (PLDB) were created to emphasize the importance of the quality
of police leadership.
A primary characteristic that distinguishes police and correctional organizations
from most other public institutions is the paramilitary structure. This structure
encourages the adoption of an authoritarian approach to leadership (Bruns & Shuman,
1988), premised on the old models of bureaucratic design with power centered at the
top. A common belief is that because of training and experiences, the officers in law
enforcement and corrections would be more supportive of an autocratic and transactional style of leadership instead of a participative leadership style. However, increasingly a consensus is building among organizational theorists (Bruns & Shuman, 1988)
that suggests that the autocratic and transactional style of leadership is outdated and
inconsistent with long-term development and changes desired by progressive organizations. In its place, the transformational leadership style, which encourages participation and open communication, is on the rise. Research shows that the participative
style of management in which managers and subordinates work together as equals is
more productive (Bruns & Shuman, 1988).
Like other organizations, criminal justice agencies must balance constancy and
predictability with adaptation and change. As they strive to standardize operations to
improve service quality, most leaders in criminal justice agencies must recognize the
fluid context in which their agencies operate. The changing environment for the
criminal justice system includes the rise of terrorism, new patterns of immigration,
and increased accountability because of Internet-promoted social media—factors to
which the leaders must adapt and evolve to remain effective. Furthermore, the biggest
change is coming from the contemporary employees, called Generation Y, employees
who are described as savvy in technology use, conscientious, unselfish, and independent in their thinking, while also more tolerant of differences than those of other generations (Beck & Wade, 2004). These employees are described as altruistic, wanting to
make the world a better place, and interested in making a positive impact in their
world. Batts, Smoot, & Scrivner (2012) examined studies from the Pew Research
Center (2007) and concluded that “groups born in the 1980s and early 1990s are more
accepting than their elders of issues such as affirmative action, immigration and the
appropriate scope of government, as well as far more supportive of an ethnically
diverse workforce and responsive to concerns of diverse communities. These characteristics are extremely desirable for police officers but the challenge is whether current
police organizations can capitalize on these attributes” (p. 4). Despite desirable attributes, both research and practice describe contemporary employees as often lacking
certain essential work attributes that require the leader to play the role of a mentor and
coach to help these young officers meet their personal goals and objectives (Batts et al.,
2012). Besides differences in personal characteristics, the contemporary officer also
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brings lifestyle changes to the workplace that may conflict with traditional law enforcement practices and leadership. “These changes include: placing a greater value on
balancing work and family, experiencing comfort with questioning authority and challenging the traditional chain of command, demanding ongoing performance feedback,
expecting transparency and timely outcome measures that show what is working, and
relying on instant feedback from electronic communication and social networking”
(Batts et al., 2012, p. 4). Symbols of modern life such as social media, instant messaging
and blogs, along with Twitter, YouTube, MySpace, and Facebook—all supported by the
handheld, portable, web-connected devices that the contemporary employees are comfortable, in using. These most recent changes in technology have been an integral part
of the lives of contemporary officers entering the criminal justice system. All these
factors set the contemporary employees apart from those who grew up or accepted the
paramilitary organizational model characterized by a hierarchical authority structure.
The current officers who are in leadership positions were influenced by norms
established by traditionalist and Baby Boomer cultures (Batts et al., 2012). They apply
traditional work standards and have divergent viewpoints about autonomy and supervision. Effective leaders will need to provide autonomy and opportunities to be creative.
The mentality of “do as I say,” which once worked in the paramilitary model, will no
longer resonate with the current officers who seek in their leader a mentor and a coach.
Thus, future leaders will need to develop persuasion methods with strong oral and written communication skills that allow developing logical dialogue. Current-generation
officers are coming into the criminal justice system with more degrees than their supervisors and have a strong interest in problem solving. They expect their leaders to give
them dignity, authority, and discretion to solve problems. Future executives will need to
move away from micromanaging and become “big picture” executives. It is clear that
current-generational issues not only involve absorbing new employees with different
values, but motivating and leading them. In a survey conducted by the Center for Creative Leadership (CCL) of those in leadership positions, 74% believed that the currently
entering workforce will place unique demands on their organizations. The survey findings strongly suggest that the businesses will have to go beyond current organizational
norms and will have to develop innovational cultures and changes to business practices
that are compatible with changing communication patterns and skills developed in the
technology sector (Criswell & Martin, 2007). For example, IBM, Accenture, Ernst &
Young, and Google all have developed feedback systems where employees can request
feedback at any time. They have developed training programs focused on interactive
dialogue as part of critiquing skills. Google has provided online “office hours” where
any employee can put new ideas (Batts et al., 2012). Criminal justice agencies can benefit by adopting some of these progressive ideas, particularly those relating to supervisor
training and communication skills. Some police departments now conduct virtual roll
calls where officers obtain preshift briefing information via e-mail or mobile data transfer. The Los Angeles Police Protective League (LAPPL), the Union for Los Angeles
Police Department’s rank-and-file officers pioneered a web-based communication system that enabled the union to hold virtual meetings (Batts et al., 2012). A number of
supervisors have assigned their contemporary officers to help manage social media for
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the department, a phenomenon that becomes critical at times of large demonstrations
and major events. Therefore, participatory forms of management and leadership have
been proposed for bringing any real change in police organizations. In England, the
PLDB has already acknowledged the need for transformational leadership throughout
the service (Silvestri, 2007) and has instituted training and selection methods that promote the principles of transformational leadership. Such behavior is important to police
leaders to influence directly the rank-and-file officers and the overall process of change
(Tang & Hammontree, 1992).
Likert (1981) cited studies conducted by the United States Army, Navy, and Air
Force, which have a highly regimented hierarchical structure similar to some criminal
justice agencies. These studies found that as the administrators and supervisors
moved their managerial behavior closer to a participative style, there was a corresponding improvement in satisfaction among officers, accompanied by an increase in
organizational productivity. In another study, the results indicated that “law enforcement supervisors and middle managers in the state of Arizona strongly support a
leadership style that is highly participative” (Bruns & Shuman, 1988, p. 156). Similarly, Steinheider, Wuestewald, and Bayerl (2006) found that involvement in decision
making fostered “employee perceptions of organizational support, organizational
commitment, and better labor management relations. It also suggests that inclusion
promotes communication at all levels and helps bridge the typical schism between
police management and line officers” (p. L5). According to Stevens (2000), senior
police officers “can no longer take comfort in the traditional response of a punishment centered organizational bureaucracy accentuated through a reactive policy”
(p. 198). Therefore, a critical issue for law enforcement organizations in planning and
implementing organizational change is how to lead senior police officers through
involvement and participation.
Supporting the tenets of the participative leadership style, other empirical studies
(Deluga, 1988, 1989; Deluga & Souza, 1991) found that within the law enforcement
environment, the transformational leadership style appeared to work the best in
encouraging more activities that are rational. Dobby, Anscombe, and Tuffin (2004)
found that police leaders who displayed transformational behavior had a range of
positive effects on their subordinates’ attitudes toward their work, promoting both
their job satisfaction and their commitment to the organization. According to Bass
(1985), leaders use transformational leadership behaviors to try to advance the awareness of subordinates by appealing to higher morals and values such as liberty, justice,
equality, and humanitarianism.
Support for transformational leadership was found by Murphy and Drodge
(2004) in a case study based on interviews with 28 police officers and participant
observations at case study sites. They concluded, “transformational leaders have particular relational strengths that serve to elevate levels of commitment, work satisfaction, and motivation” (p. 1). The researchers further elaborated on the four dimensions of transformational leadership in a law enforcement environment: (1) Individualized consideration is used by transformational leaders to motivate followers to work
toward both personal and organizational goals. The case study revealed, “an essential
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component of individualized consideration is ensuring that the right people are
placed in jobs with opportunities to ignite their passion. This individual attention to
placing the right person in the right job, was evident in both formal and informal
leaders” (p. 8). Respondents placed a strong emphasis on the importance of such supportive and caring leaders who inspired and encouraged them to develop and then
recognized and rewarded their achievements. (2) Idealized influence concerns the
fostering of trust and respect in the relationship between leader and follower. The
respondents placed a strong emphasis on the role of ethics and core values in their
leader’s life for him or her to be valued and respected. Based on the data analysis,
Murphy and Drodge concluded that “a police organization’s explicit values must
reflect the core values of the broader society which the organization serves, and that
police leaders must demonstrate the utmost respect for those values both personally
and professionally to be truly transformational” (p. 10). They also found that the
subordinates valued knowledge and experience in their formal and informal leaders.
(3) Inspirational motivation relates to the leadership quality of uniting people around
a common tangible benefit that is more than what the subordinates expected to
accomplish. Murphy and Drodge found the “key ingredient of inspirational motivation at the case site involved communicating the vision to all officers and reiterating
it often” (p. 11). Such a unifying vision is presented to the police officers by giving
them an understanding of how they fit into the grand scheme of the organization.
There is a paradigm shift in the vision when one considers the community-based
policing model, which requires a proactive community involvement in contrast to
reactive police enforcement. Community-based policing calls for building relationships with key community stakeholders, in comparison to reinforcing cultural norms
of detached emotional distance from the community propagated in the professional
model of policing. In community-based policing, police leaders work to inspire and
encourage individual officers “towards goals that have value in society beyond the
rather narrow constraints provided by typical police work” (p. 12). Finally, (4) intellectual motivation involves engaging the minds of the subordinates, exposing them to
thought-provoking issues that force them to think outside of the box to identify creative solutions. For example, in community policing, the leader’s intellectual stimulation initiatives are reflected in training, coaching, and mentoring the subordinates to
question assumptions and find new approaches to performing some fundamental
duties. The discussion suggests that transformational leadership theory is a useful
model for raising the level of service quality in policing beyond its current prosaic
usage (Murphy & Drodge, 2004). Other criminal justice organizations can apply
transformational leadership theory as well, though they are beyond the focus of this
discussion.
In conclusion, over the last decade there has been a renewed interest in the role of
leadership in driving organizational changes in the criminal justice system. More specifically, participatory forms of management and leadership have been recognized as
vital to effecting any real change in criminal justice organizations. Reflective and creative thinking promoted among rank-and-file officers through participative leadership
is now deeply rooted within current debates (Silvestri, 2007). Optimism in change can
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be seen in the findings of Dobby et al. (2004), who surveyed more than 1,000 senior
police officers and found that most felt that effective leadership corresponds closely to
transformational leadership. It is increasingly felt that such a participative approach
promotes better relationships among officers within an organization. In addition, it
improves external relationships with the customers served. Emphasizing this point,
Marks and Fleming (2004) argue, “External democratization on the part of the police
can only be expected to come to light if internal organizational democratization is
manifest” (p. 800).
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•• There is no consistent definition of leadership; however, there is a general agreement on two
characteristics—leadership involves influencing other members of the group, and leadership involves
directing the group’s effort toward achieving its goals.
•• Informal leaders have no formal authority but only their persona to influence others. Alternatively, individuals can be placed in a position within an organization that bestows on them a formal leadership role.
The formal leaders can easily be discovered by looking at the organizational chart. Effective leaders integrate both the formal and informal aspects of leadership in influencing their subordinates to accomplish
organizational goals.
•• Leadership has been variously characterized as personality, the art of inducing compliance, the exercise
of influence, a power relationship, an instrument of goal achievement, behavior change, the need to overcome resistance to change, and integrating, just to cite a few examples.
•• There have been five dominant paradigms of leadership advanced in the 20th century, within which many
theories of leadership have been proposed. To a large extent, each approach has been an extension of and
response to the criticisms of the previously dominant paradigm. The first approach (traits approach)
involved studying traits or characteristics, assuming that there are certain traits that an individual must
possess to become a leader. The second approach (behavioral approach) focused on an examination of
observable behaviors of leaders.
•• The proponents of the third approach (situational leadership) assert that there is no one best leadership
style but that different situations require different leadership styles. The most popular contingency models are Fiedler’s contingency model, Hersey and Blanchard’s model, the path-goal model, and Vroom and
Yetton’s model.
•• The fourth approach is the transactional leadership theory, which focuses on the process of interaction
between a leader and the followers rather than the character of the people (trait theory), behavior, or the
situation (contingency theory). The two main interaction processes that comprise transactional leadership are contingent reward leadership and management by exception. The fifth approach is composed of
the macrofocused studies of leadership, which have moved away from individual and small-group aspects
of leadership and instead have focused on how leaders impact the working culture within an entire
organization, leading them beyond the normal levels of performance. The theories advanced in this current wave have been called charismatic leadership theory, transformational leadership theory, and visionary leadership theory. More recently, these theories have been grouped together under the label
outstanding leadership theory.
•• Leadership styles are influenced by the philosophy of the leaders, resulting in two distinct styles: autocratic and participative. Autocratic leaders keep decisions and controls to themselves and express what
they want and how they want it directly to their subordinates, who simply follow orders. Participative
leaders tend to understand the mission and core values of the organization, communicate the needs and
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••

objectives to their subordinates, and then involve the employees to draw on their knowledge in day-today functioning and problem solving.
Blake and Mouton created a grid that measures the concern for people on one axis and the concern for
productivity on the other axis. The Managerial Grid provides a visual framework for understanding five
fundamental leadership styles.
It may be concluded that there is no one best style of leadership. Ultimately, the right leadership style is
dependent on a combination of the situation, the type of followers, and the strengths of the leader. To be
an effective leader, one should customize the leadership approach to these three variables, and one should
be flexible to change the leadership style as required. Managerial and leadership skills can be developed
by proper education, training, and practice.
Effective leadership is important for all branches of the criminal justice system. Connection between poor
leadership and corruption, mistreatment, discrimination, and abuse of power threatens to delegitimize
the different agencies of the criminal justice system.
Leadership in the criminal justice system is not essentially different from all other forms of leadership
found in other organizations, prompting employees to garner learning from wherever it exists and imbue
it into the criminal justice system. Transformational leadership theory is a useful model for raising the
level of service quality in policing beyond the current prosaic usage.
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1. What are the differences between formal and informal leaders? Think of a boss for whom you have
worked. Was this boss also a leader?
2. What are the traits and behavior approaches to leadership? How are these approaches different?
3. Explain the contingency theory of leadership. Is it an advancement over the traits and behavioral
approaches to leadership?
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4. What are the similarities and dissimilarities among Fiedler’s model, the Hersey and Blanchard model,
the path-goal model, and the Vroom-Yetton model?
5. What is a transactional theory of leadership? In what different ways did a boss for whom you have
worked follow a transactional leadership model?
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6. Think of your previous bosses who may have exhibited the broad concept of charismatic leadership.
Describe all of the different behaviors of these people that are consistent with those of a charismatic
leader.
7. What are the different competencies that you need to develop most to become a transformational
leader?
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8. Think of all of your previous bosses and categorize their leadership styles as either autocratic or participative. How was their interaction different with their subordinates?
9. What are the different skills required to become an effective leader?

10. What is the role of leadership in improving service quality in the criminal justice system?
11. What are the different characteristics that a leader should demonstrate to be effective in the criminal
justice system?
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Brown County School District consists of 49 schools from prekindergarten to high school. With a
student population of more than 15,000, the district is one of the largest in the state. This year, the
school suspended 5,697 students and expelled 394. That is enough students to empty five of the
schools completely. A new zero-tolerance policy is being blamed for the high numbers of suspensions
and expulsions.
History
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Schools in Brown County have experienced an increase in on-campus violence and rule infractions in the past two years. Violations include vandalism to the bathrooms, lockers, hallways,
and classrooms; fights; bullying; gang activity; and sexual activity as well as minor infractions
such as bringing cell phones to school, tardiness, absenteeism, and disrespect to teachers and
administrators. Four months into the 2008–2009 school year, videos of students bullying others, fighting, and engaging in sex acts on the school property appeared on YouTube. In addition,
reports of other behaviors that violate school policy and the law were documented on MySpace
and Facebook.
During a recent altercation, an assistant principal was knocked to the ground and a teacher
was punched in the face while attempting to break up a fight among several students. Superintendent William Jones decided this was enough. In a board meeting, a new policy of zero tolerance
was passed. Accordingly, any child determined to have engaged in disruptive behavior faced an
investigation and hearing to determine suspension or expulsion. Each month, parents were
required to sign a code of conduct manual, which outlined the zero-tolerance policies and included
rules and regulations for behavior. Parent/teacher meetings were held to explain expectations
within the school and the risk to students if they participated in a rule violation. It was made clear
that defending yourself, your friends, and your property were not exceptions to the rules. Superintendent Jones stated on the news that there were no loopholes to the zero-tolerance policy and
that the school would do whatever was necessary to teach students that there are consequences
to their behaviors.
The Results
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Aside from the high numbers of expulsions and suspensions, other results of the zero-tolerance
policy include increased numbers of students in the Alternative School; increased need for staffing of the Alternative School and traditional classrooms; overtime for staff who worked doubletime and on the weekends to process the cases; and increased tensions among students,
parents, teachers, and administrators. There were also complaints from the community about
the expulsion of students who had not been in trouble previously and who were active participants in the school environment.
Matthew Sikes is one student who found himself expelled, even though he had never been in
trouble at school before. He had a physical altercation with a boy he did not know after someone
(Continued)
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had posted insulting comments about him on the Internet. Sikes was told by others that the boy had
done it. When he confronted the boy, the boy threw a punch and Sikes responded with his own
punch. Both boys were expelled. Sikes has since attended the Alternative School, where he has met
students who have drug addictions, criminal records, and are consistently disruptive in class. His
grades have dropped significantly, and he claims that he does not learn anything in the alternative
school environment.
Suzanna Heart is another student who was expelled after bringing her cell phone to school and
using it to call her mother for a ride home. According to Heart, “I normally ride with a friend, but she
went home sick. I had to call my mom to see if she would pick me up before she left for work. I was
using the phone when a teacher saw me. I tried to tell her why but she took the phone and wouldn’t
give it back.” Heart started yelling and cursing at the teacher when the phone was confiscated. As
a result, she was sent to the principal’s office and promptly suspended. At her hearing, it was determined that expulsion was necessary. Heart’s mother has moved her into a private school instead of
enrolling her in the Alternative School.
Some of the parents of students who have been expelled or suspended have tried to speak with
the school board, superintendent, and principals about the zero-tolerance policy. They have been told
to seek remediation in the court system instead of through the school system. Attorneys for the
parents have been making public statements defending the actions of the youth based on the
school’s environment and culture as well as reminding the public of the emotional immaturity of
children and their inability to sometimes resolve conflicts by themselves.
In recent statements, the school district continues to support the zero-tolerance policy and claims
it has no plans to back down on the enforcement of the policy. Administrators have asked for parental support during the transition and hope that the community understands that the schools are
trying to fulfill their commitment to educating youth in a safe environment.
Questions for Review

1. What is a zero-tolerance policy? Is it a good way to manage behavior in organizations? Why or
why not?
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t

2. How else could the school district deal with the behaviors of students? Are you surprised by the
approach taken in Brown County? Why or why not?
3. What leadership style is the school district using in this approach to managing students and
teachers? What leadership style is most appropriate in dealing with student infractions in the
school?
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4. Has the school district taken time to work with the community, students, parents, teachers, and
so forth to determine what services are necessary in this case? What should the district do to
provide better services to the involved parties?
5. How does this approach impact the culture, environment, and motivation of people within the
school organization? (Consider all people, not only students.)

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

Leadership ❖ 261

Internet Resources
American Society of Criminology—http://www.asc41.com

References and Suggested Readings

rib
ut

National Association for Court Management—http://www.nacmnet.org

e

Federal Bureau of Investigation: The FBI Training Academy—http://www.fbi.gov/about-us/training

D

o

no
t

co
py
,

po
s

t,
or
d

is
t

Adlam, R., & Villiers, P. (Eds.). (2003). Police leadership in the twenty-first century: Philosophy, doctrine and
developments. Winchester, England: Waterside Press.
Avolio, B. J., & Bass, B. M. (1991). The full range of leadership development. Binghamton, NY: Bass, Avolio &
Associates.
Avolio, B. J., & Bass, B. M. (1995). Individual consideration viewed at multiple levels of analysis: A multi-level
framework for examining the diffusion of transformational leadership. Leadership Quarterly, 6, 199–218.
Bass, B. M. (1985). Leadership and performance beyond expectations. New York, NY: Free Press.
Bass, B. M. (1990, Winter). From transactional to transformational leadership: Learning to share the vision.
Organizational Dynamics, 18, 19–31.
Bass, B. M. (1996). A new paradigm of leadership: An inquiry into transformational leadership. Alexandria,
VA: U.S. Army Research Institute for the Behavioral and Social Sciences.
Bass, B. M. (1998). Transformational leadership: Industrial, military, and educational impact. Mahwah, NJ:
Lawrence Erlbaum.
Bass, B. M., & Avolio, B. J. (1993). Transformational leadership: A response to critiques. In M. M. Chemers
& R. Ayman (Eds.), Leadership theory and research: Perspectives and direction (pp. 49–88). San Diego,
CA: Academic Press.
Batts, A. W., Smoot, S. M., & Scrivner, E. (2012). Police leadership challenges in a changing world. New
Perspectives in Policing Bulletin, Washington DC Department of Justice, 1–20.
Beck, J., & Wade, M. (2004). Got game: How the gamer generation is reshaping business forever. Boston, MA:
Harvard Business School Press.
Blake, R., & Mouton, J. (1978). The new managerial grid. Houston, TX: Gulf.
Brief, A. P., Aldag, R. J., & Wallden, R. A. (1976). Correlates of supervisory styles among policemen. Criminal
Justice and Behavior, 3, 263–271.
Bruns, G. H., & Shuman, I. G. (1988). Police managers’ perception of organizational leadership styles. Public
Personnel Management, 17(2), 145–157.
Burns, J. M. (1978). Leadership. New York, NY: Harper & Row.
Cameron, K. S., & Quinn, R. E. (2000). Diagnosing and changing organizational culture. Reading, MA:
Addison-Wesley.
Charman, S., Savage, S., & Cope, S. (1999). Getting to the top: Selection and training for senior managers in
the police service. Social Policy and Administration, 33(3), 281–301.
Conger, J. A., & Kanungo, R. N. (1987). Toward a behavioral theory of charismatic leadership in organizational settings. Academy of Management Review, 12, 637–647.
Conger, J. A., & Kanungo, R. N. (1988). Behavioral dimensions of charismatic leadership. In J. A. Conger,
R. N. Kanungo, & Associates (Eds.), Charismatic leadership: The elusive factor in organizational effectiveness (pp. 78–97). San Francisco, CA: Jossey-Bass.
Conger, J. A., & Kanungo, R. N. (1998). Charismatic leadership in organizations. Thousand Oaks, CA: Sage.
Criswell, C., & Martin, A. (2007). 10 Trends: A study of senior executives’ views on the future. ACCL
Research White Paper, Greensboro, NC., Center for Creative Leadership.

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

262 ❖ ADMINISTRATION AND MANAGEMENT IN CRIMINAL JUSTICE

D

o

no
t

co
py
,

po
s

t,
or
d

is
t

rib
ut

e

Daft, R. L., & Marcic, D. (2004). Understanding management (4th ed.). Mason, OH: Thomson SouthWestern.
Deluga, R. J. (1988). Relationship of transformational and transactional leadership with employee influencing strategies. Group and Organizational Studies, 13(4), 456–467.
Deluga, R. J. (1989). The effects of transformational, transactional, and laissez-faire leadership characteristics
on subordinate influencing behavior. Basic and Applied Social Psychology, 11(2), 191–203.
Deluga, R. J., & Souza, J. (1991). The effect of transformational and transactional leadership style on the
influencing behavior of subordinate police officers. Journal of Occupational Psychology, 64(1), 49–55.
Densten, I. L. (2003). Senior police leadership: Does rank matter? Policing: An International Journal of Police
Strategies and Management, 26(3), 400–418.
Dobby, J., Anscombe, J., & Tuffin, R. (2004). Police leadership: Expectations and impact (Home Office Online
Report 20/04). London, England: Home Office.
Dubrin, A. J. (1995). Leadership: Research findings, practice, and skills. Boston, MA: Houghton Mifflin.
Fiedler, F. E. (1967). A theory of leadership effectiveness. New York, NY: McGraw-Hill.
Fiedler, F. E. (1971). Validation and extension of the contingency model of leadership effectiveness: A review
of empirical findings. Psychological Bulletin, 76, 128–148.
Fiedler, F. E. (1994). Leadership experience and leadership performance. Alexandria, VA: U.S. Army Research
Institute.
French, B., & Stewart, J. (2001, September). Organizational development in a law enforcement environment.
FBI Law Enforcement Bulletin, 14–19.
Gardner, W. L., & Avolio, B. J. (1998). The charismatic relationship: A dramaturgical perspective. Academy
of Management Review, 23(1), 32–58.
George, J. M., & Jones, G. R. (2002). Organizational behavior (3rd ed.). Upper Saddle River, NJ: Prentice Hall.
Gibb, C. A. (1947). The principles and traits of leadership. Journal of Abnormal and Social Psychology, 42(3),
267–284.
Halpin, A. W., & Winer, B. J. (1957). A factorial study of the leader behavior descriptions. In
R. M. Stogdill & A. E. Coons (Eds.), Leader behavior: Its description and measurement. Columbus: Ohio
State University, Bureau of Business Research.
Hellriegel, D., Slocum, J. W., Jr., & Woodman, R. W. (2001). Organizational behavior (9th ed.). Cincinnati,
OH: South-Western College.
Hersey, P., & Blanchard, K. H. (1977). Management of organizational behavior. Englewood Cliffs, NJ:
Prentice Hall.
Hollander, E. P., & Offermann, L. R. (1990). Power and leadership in organizations. American Psychologist,
45(2), 179–189.
House, R. J. (1971). A path-goal theory of leader effectiveness. Administrative Science Quarterly, 16, 321–339.
House, R. J., & Podsakoff, P. M. (1994). Leadership effectiveness: Past perspectives and future directions for
research. In J. Greenberg (Ed.), Organizational behavior: The state of the science (pp. 45–82). Hillsdale,
NJ: Lawrence Erlbaum.
House, R. J., Spangler, D. W., & Woycke, J. (1991, September). Personality and charisma in the U.S. presidency: A psychological theory of leader effectiveness. Administrative Science Quarterly, 36, 364–396.
Jenkins, W. O. (1947). A review of leadership studies with particular reference to military problems.
Psychological Bulletin, 44, 54–79.
Kahn, R. L., & Katz, D. (1953). Leadership practices in relation to productivity and morale. In D. Cartwright
& A. Zander (Eds.), Group dynamics (pp. 554–571). New York, NY: Harper & Row.
Katz, D., & Kahn, R. L. (1978). The social psychology of organizations (Rev. ed.). New York, NY: Wiley.
Katz, D., Maccoby, N., & Morse, N. (1950). Productivity, supervision, and morale among railroad workers.
Ann Arbor: University of Michigan, Survey Research Center.
Kelloway, E. K., & Barling, J. (2000). What we have learned about developing transformational leaders.
Leadership and Organizational Development Journal, 21, 355–362.
Kim, W. C., & Mauborgne, R. (2003, April). Tipping point leadership. Harvard Business Review, 81(4), 60–69.

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

Leadership ❖ 263

D

o

no
t

co
py
,

po
s

t,
or
d

is
t

rib
ut

e

Lawrence, P. R., & Lorsch, J. W. (1967). Organization and environment. Cambridge, MA: Harvard University
Press.
Lewis, P. S., Goodman, S. H., & Fandt, P. M. (2001). Management challenges in the 21st century (3rd ed.).
Cincinnati, OH: South-Western College.
Lievens, F., VanGeit, P., & Coetsier, P. (1997). Identification of transformational leadership qualities:
An examination of potential biases. European Journal of Work and Organizational Psychology, 6(4),
415–430.
Likert, R. (1981, November/December). System 4: A resource for improving public administration. Public
Management Review, 41(6), 674–678.
Marks, M., & Fleming, J. (2004). As unremarkable as the air they breathe? Reforming police management in
South Africa. Current Sociology, 52(5), 784–808.
Maslow, A. H. (1954). Motivation and personality. New York, NY: Harper & Row.
Montgomery, M. (2006, August). Leadership in a correctional environment. Corrections Today, 38–42.
Murphy, S. A., & Drodge, E. N. (2004). The four I’s of police leadership: A case study heuristic. International
Journal of Police Science and Management, 6(1), 1–15.
Pagon, M. (2003). The need for paradigm shift. In R. Adlam & P. Villiers (Eds.), Leadership in the twenty-first
century: Philosophy, doctrine and developments, Winchester, England: Waterside Press.
Petrillo, L., & Bass, B. M. (Eds.). (1961). Leadership and interpersonal behavior. New York, NY: Holt, Rinehart
and Winston.
Pew Research Center (2007). How young people view their lives, futures, and politics: A portrait of generation next. Washington, DC: Pew Research Center.
Pillai, R., & Meindl, J. R. (1991). The effects of a crisis on the emergence of charismatic leadership: A laboratory study. Best Paper Proceedings: Annual Meeting of the Academy of Management, Miami, 420–425.
Pillai, R., & Meindl, J. R. (1998). Context and charisma: A “meso” level examination of the relationship of
organic structure, collectivism, and crisis to charismatic leadership. Journal of Management, 24(5),
643–671.
Potts, L. W. (1982). Police leadership: Challenges for the eighties. Journal of Police Science and Administration,
10(2), 181–187.
Quinn, R. E., & Rohrbaugh, J. (1983). A special model of effectiveness criteria: Towards a competing values
approach to organizational analysis. Management Science, 29, 363–377.
Sashkin, M. (1988). The visionary leader. In J. A. Conger, R. N. Kanango, & Associates (Eds.), Charismatic
leadership: The elusive factor in organizational effectiveness (pp. 122–160). San Francisco, CA: Jossey-Bass.
Silvestri, M. (2007). Doing police leadership: Enter the “new smart” macho. Policing & Society, 17(1), 38–58.
Sosik, J. J., Kahai, S., & Avolio, B. J. (1998). Transformational leadership and dimensions of creativity:
Motivating idea generation in computer-mediated groups. Creativity Research Journal, 11, 111–121.
Sosik, J., & Megerian, J. (1999). Understanding leader emotional intelligence and performance: The role of
self-other agreement of transformational leadership perceptions. Group and Organization Management,
24, 367–390.
Steinheider, B., Wuestewald, T., & Bayerl, P. S. (2006). When twelve heads are better than one: Implementing
a shared leadership concept in a police agency. Academy of Management Best Papers Proceedings,
Academy of Management Conference, Atlanta, GA.
Stevens, D. J. (2000, October). Improving community policing: Using management styles and total quality
management. Law and Order, 197–204.
Stogdill, R. M. (1948). Personal factors associated with leadership: A survey of the literature. Journal of
Psychology, 25, 35–71.
Stogdill, R. M. (1974). Handbook of leadership: A survey of the literature. New York, NY: Free Press.
Sullivan, B. (2004). Police supervision in the 21st century: Can traditional work standards and the contemporary employee coexist? Police Chief, 71(10).
Tang, T. L., & Hammontree, M. L. (1992). The effects of hardiness, police stress, and life stress on police
officers’ illness and absenteeism. Public Personnel Management, 21(4), 493–510.

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

264 ❖ ADMINISTRATION AND MANAGEMENT IN CRIMINAL JUSTICE

D

o

no
t

co
py
,

po
s

t,
or
d

is
t

rib
ut

e

Vroom, V. H., & Yetton, P. W. (1973). Leadership and decision making. Pittsburgh, PA: University of
Pittsburgh Press.
Whetten, D. A., & Cameron, K. S. (2002). Developing management skills (5th ed.). Upper Saddle River, NJ:
Prentice Hall.
Williams, B. N., & Kellough, J. E. (2006, November/December). Leadership with an enduring impact: The
legacy of Chief Burtell Jefferson of the Metropolitan Police Department of Washington, DC. Public
Administration Review, 66(6), 813–822.
Wright, K. N. (1999, Summer/Fall). Leadership is the key to ethical practice in criminal justice agencies.
Criminal Justice Ethics, 67–69.
Yammarino, F. J., & Bass, B. M. (1990). Long-term forecasting of transformational leadership and its effects
among naval officers: Some preliminary findings. In K. E. Clark & M. B. Clark (Eds.), Measures of leadership (pp. 151–171). West Orange, NJ: Leadership Library of America.
Yukl, G. A. (1981). Leadership in organizations. Englewood Cliffs, NJ: Prentice Hall.

Copyright ©2015 by SAGE Publications, Inc.
This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.

