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Respectful Leadership: The Emergence of
Upward Nobility as aWay of Life in Policing
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Abstract This article describes a project to design the blueprint for career and leadership development within a large

Canadian police service. The results were based upon a review of existing theory in combination with internal

organizational data. Analysis pinpointed the importance and relevance of respectful leadership and provided the

basis for a theme connecting all curricular materials developed to articulate the blueprint. While specific aspects

are tailored to precise gaps and requirements of a single, urban police department, the conceptual framework for-

mulated around respectful leadership, and the processes applied in developing the roadmap, are offered as founda-

tional across a comprehensive range of police services. The conceptual framework illuminating respectful leadership

has clear policy implications especially, but not exclusively, in the realm of human resources development.

Introduction

Career and leadership development challenges face

all police departments seeking to prepare their

members for meaningful advancement throughout

their engagement within those organizations.

However, every police organization is characterized

by unique corporate circumstances. Accordingly, a

primary responsibility of any police department’s

senior executive is to establish some coherent pro-

cess to ensure good practices are observed in advan-

cing the specific requirements of the organization

through its members. In 2009, the Calgary Police

Service began an organization-wide research initia-

tive leading to the design of a comprehensive road-

map for the development of its personnel. Central

to this project is a particular vision of leadership,

namely, respectful leadership. This project sought

to utilize internal and external research in order to

design a precise police learning model that would

be informed by an understanding of a concept of

respectful leadership. The results would be applic-

able to all levels of the organization and derivative

of good practice in the field of education.

Therefore, the outputs would aim to assist all mem-

bers of the organization to ‘grow’ throughout their

careers. It was determined that approaches to police

leadership must acknowledge and address discrete

learning and development strands (i.e. personal

career, organizational career, and professional stra-

tegic objectives) in order to be comprehensive, as

outlined below (Fig. 1):

Again, while this project is anchored in a single

Canadian police service, it is anticipated that the
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models for career and leadership development

articulated through this initiative and the precise

concept of respectful leadership will offer insights

for wider application within other police

organizations.

Specific research questions

The following research questions were formulated

for this initiative:

1. What does the academic and practitioner litera-

ture1 offer by way of insight and guidance per-

taining to career and leadership development

from Canadian and international perspectives?

2. What gaps, opportunities and challenges in the

area of career and leadership development can be

identified through internal/external interviews2

and focus groups?

3. What is the ideal model for a new roadmap deal-

ing with career and leadership development

within the Service, based upon the available

research?

These research questions are briefly explored below

along with some details on how the organization

has begun implementing elements of the career and

leadership development model and advanced the

concept of respectful leadership.

Research question one: career and
leadership development in
perspective

The existing literature on leadership is elaborate,

extensive, and heavily influenced with insights

and approaches derived from a wide range of dis-

ciplines including; management (Westley and

Mintzberg, 1989), business (Bolden, 2007; Bolden

et al., 2003; Day and Lord, 1988; Hamblin, 2002;

Hamblin and Bassi, 2005), public administration

(Albrecht, 2005; Boyne, 2003; Perryer and Jordan,

2005), psychology (Gaston, 1990; Hogan et al.,

1994; Miller et al., 2009; Zaccaro, 2001), and cyber-

netic systems theory (Kinicki et al. 2011)3.

Academics and practitioners in the field of policing

routinely contribute to the wide-ranging explor-

ation of this topic. Such contributions have

included an examination of the leadership styles

in one large, urban police department (Cohen,

1980; Sugarman, 2010), a consideration of the over-

all strategic capacity of police leaders to make or-

ganizational decisions (Coleman, 2008), and other

reflective and predictive studies combining prac-

tical and theoretical perspectives (Biro et al.,

2000; Dentsen, 1999, 2003; Fischer, 2009; Heck,

1990; Kuykendall, 1976). Front-line officer ‘narra-

tives’ on the leadership layer appear to privilege

street-level experience (Rowe, 2006) and an explor-

ation of the ‘deep structure’ of police leadership

1 A comprehensive annotated bibliography for this component of the Project may be found on the Police Sector Council
website at: http://www.policecouncil.ca/reports/CPS_Annotated_Bibliography2010.pdf
2 External interviews were not conducted as part of this Project due to time and logistical constraints.
3 Miller et al. 2009 isolate the following core competency areas for law enforcement leaders: self-management, organizational
capabilities, team-building and teamwork, problem solving, and sustaining the vision.

Figure 1: Career and Leadership Development Strands.
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praxis indicates that it is characterized by an elitist

rationality (Adlam, 2002). Of significant and recent

vintage is the thorough review of police leadership

and training undertaken for the British Home

Secretary (Neyroud, 2011). In sum, the essence of

leadership is ineluctably elusive with critical impli-

cations for the theory and practice of policing

(Manning, 1977; Marks and Fleming, 2004).

Drawing on the pervasive impact of the new

public management (Aucoin, 1995), managerialism

(Clarke et al., 2000) and related influences, police

services have been convinced, or compelled, to

transform in ways that recognize a shift from ‘op-

erational leadership’ to ‘organizational leadership’

and from an ‘administrative culture’ to a ‘manager-

ial culture’ (Ashby et al., 2007; Davies, 2000;

Fleming and Lafferty, 2000). As might be antici-

pated from such necessarily multi-disciplinary per-

spectives, leadership has been defined in ways that

incorporate notions about human capital (Bassi

and McMurrer, 2008; U.S. National Academy of

Public Administration, 2005), emotional, multiple

and social intelligences (Gardner, 1999, 2008;

Goleman, 1994, 2006), cultural competence

(Hopkins, 2009), fine art archetypes (Lindsey,

2011), toxicity (Pelletier, 2010), as well as a host

of other distinguishing elements. Leadership has

been theorized in manifold ways. However, it

must also be viewed, and unfolded, according to

its practical applications. Leadership is best under-

stood in specific occupational settings. This is

where the efficacy of any leadership theory comes

sharply into focus. It may here be asserted that

‘business’ leadership is not completely commensur-

ate with ‘public service’ leadership (Jacobs, 1992).

What is praised and practiced as effective leadership

in private (i.e. for profit) enterprise may not prop-

erly translate to the public sector, and vice versa.

Therefore, any leadership theory must necessarily

be applied in ways that comprehend the personal,

organizational, and professional strands discussed

in this article. And, for the purposes of this article,

respectful leadership is being posited as a source of

genuine knowledge about this phenomenon and

one that is applicable within any modern policing

context (Heidegger, 1962, p. 77).

Generally, police executives seek effective ways to

introduce, or sustain, cohesion among their diverse

membership (Dentsen, 1999; Martin, 2007;

McCauley et al., 2008). Because front-line service

delivery offers the litmus test for what works in any

police service, it is essential that everyone within the

department work strategically on processes and im-

provements that are actually relevant to those

people at the operational level (Coleman, 2008;

Holgersson et al., 2008). Leadership is rightly

viewed as the guiding of those efforts. Leaders are

those individuals who serve to advance this spe-

cial purpose. Therefore, leaders may appear at all

ranks and in all positions within a police service

(Dentsen, 2003). In policing, as in other

‘professional’ disciplines, leadership represents

and replicates the principles and practices that

fundamentally inform the organization (Loveday,

1995). All members of a police service need to be

able to think about their role in the transformed

context of postmodern, globalizing society (Cope

et al., 1997; Jacobs and Jacques, 1987; McCausland,

2008; Murphy and McKenna, 2007; National

Policing Improvement Agency, 2007). There has

been considerable reliance on the efficacy of

police leadership competency profiles (Gaston,

1990)4. However, it is both possible and important

to come to a better understanding of the new gen-

eration of workers. The leadership and learning

preferences of these individuals as they move into

increasingly more senior roles within their respect-

ive organizations has been studied (Ronayne,

2007). But, policing also shares with other public

services the ‘reciprocity of obligation’ (Delattre,

2002), whichmeans that ethical integrity is a critical

cornerstone of policing services. However

4 The Police Sector Council has recently undertaken a series of leadership competency studies in Canada, involving a broad
range of policing stakeholders. See their website for more details on the Leadership Competency Framework Project.
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leadership is defined, ethical integrity serves to ani-

mate the moral culture of the organization (Thoms,

2008). Also, the ‘embedded ethics’ of a police de-

partment will contribute to a determination of the

precise dimensions of leadership within that organ-

ization (Gordon et al., 2009). This ethical layer of

policing is increasingly important as the larger

public policy realm is being examined with greater

scrutiny informed by a dimension of trust (Birdwell

et al., 2010). New management techniques and

restructuring around improved accountability

mechanisms will operate to drive approaches to

performance assessment (Fleming and Lafferty,

2000). For those seeking to ‘get to the top’ of the

organizational pyramid in policing, it will be neces-

sary to have highly refined communication, and

other skills (Charman et al., 1999). The transform-

ation of policing to intelligence-led,

evidence-based, and ‘reassurance’ models has also

heightened the need for communication skills

(RCMP Reform Implementation Council, 2010;

Stenning and Shearing, 2005). It has also been

noted that there remains considerable misunder-

standing about what community policing is and

its relationship to aspects of leadership dealing

with crime and disorder issues (Connors and

Webster, 2001; Chappell, 2009; Chappell and

Lanza-Kaduce, 2010; Glaser and Denhardt, 2010;

McKenna, 2000). Within all these contexts, respect-

ful leadership may prove useful as a synthesizing

concept.

A specific subset of the leadership literature in-

creasingly deals with succession planning.

This aspect becomes critically important in the

context of organizational stability (U.S. General

Accounting Office, 2003). This component of the

human capital management process also operates

in ways that are consistent with the personal, or-

ganizational, and professional strands outlined

above. Succession planning is closely linked with

the organization’s basic approach to executive se-

lection (Deal et al., 1999; Putney and Holmes,

2008; Sessa et al., 1998). The police leadership lit-

erature is widely consistent in the view that services

need to provide quality assurance in the important

areas of promotion and executive selection

(CENTREX, 2006). And while the literature as-

sists in the identification of discrete core

competencies for executives (U.S. Office of

Personnel Management, 2006), the organizational

context and institutional culture will dictate how

future leaders precisely exemplify an individual ser-

vice’s expectations5. Finally, knowledge creation is

seen to rely upon individual learning and derives

substantial support from an organizational learning

culture (Song and Chermack, 2008]. Investments

will be necessary to ensure that leadership skills,

broadly defined, are continuously and effectively

developed (Coté, 2006).6 Against this research

background, the project concerned itself with

gaps, opportunities, and challenges that could be

surfaced across one entire police organization.

Underpinning the literature on leadership was an

assumption that respectful leadership could offer

guiding insights.

Research question two: gaps,
opportunities, and challenges

The second research question dealt with career and

leadership development gaps, opportunities, and

challenges. This area of exploration drew heavily

upon the results of the various interviews and

focus groups conducted throughout the organiza-

tion. As a result, several themes were identified

which were instrumental in the formulation of a

series of models for the design and delivery of lead-

ership learning. Additionally, these interviews and

5 The U.S. Office of Personnel Management identifies five executive core competencies: leading change, leading people,
results driven, business acumen, and building coalitions.
6 Coté (2006) notes the following consistent skill areas for leaders: adaptability, communications, creative thinking, decisive-
ness, financial literacy, ability to inspire, and intuitive and analytical skills.
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focus groups were explicit occasions for exploring

and explicating the concept of respectful leadership

as it may be applied within a policing context.

Respectful leadership as upward nobility

The emerging concept of respectful leadership as a

core element of this project resulted in valuable in-

sights operating to inform the articulation of the

roadmap for the Service’s career and leadership de-

velopment. Earlier, respectful leadership had been

offered up within the Calgary Police Service by the

Chief of Police as an idea that could represent the

way in which this Service wanted people to work

within that organization. It was a term used by the

Chief to personally symbolize a broad range of

ideas, principles, and perspectives guiding an ap-

proach that everyone might subscribe to for any

occasion. Individuals at all levels were specifically

asked during this project what the term respectful

leadership meant to them. When evaluating (and

coding) the one-on-one interviews, focus group

sessions, and written submissions, it was interesting

that members had some fairly clear, even quite con-

sistent, understanding of what the Chief of Police

meant when invoking this concept. Careful analysis

and coding of the commentary from key inform-

ants about respectful leadership (using NVivo 8

software) led to an important core of understand-

ing animating this term (Corbin and Strauss, 2008).

Further refinement of the data indicated that re-

spectful leadership offers a potentially reliable and

reasonable guide for how people might operate

across all levels within the police service. By land-

marking the priority and pre-eminence of respect it

sets the stage for upward nobility as a way of work-

ing for police personnel. A study has been under-

taken within the Calgary Police Service on the

specific behaviours that may contribute to a culture

of respectful leadership. Beyond a mere slogan, re-

spectful leadership appears to have potential as a

coherent and cogent approach that derives elem-

ents and aspects from the broadest range of leader-

ship literature.

Community policing as respectful
leadership

Throughout this project, it was noted that consid-

erable misunderstanding exists around community

policing and its relationship to crime and disorder

issues. Community policing, rightly understood,

requires a true partnership to make it work prop-

erly. However, this type of partnership is difficult to

build and harder to maintain. Police services in

many jurisdictions are struggling with the chal-

lenges associated with community policing. Both

community policing and respectful leadership in-

clude the requirement to get feedback from across

the department on how people believe the goals

attached to these concepts can be achieved.

Community policing and respectful leadership

entail engagement of communities, stakeholders,

and partners beyond the organization. At one ex-

treme, there is an academic assertion that commu-

nity policing is nothing more than a ‘romantic

delusion’ (Ericson and Haggerty, 1997). At the

other end of the continuum, there appears to be

some erosion, or supplanting, of organizational

commitment to community policing under the

guise of intelligence-led policing. Respectful leader-

ship may be viewed as a means for conceptualizing

the organizational mandate in ways that advantage

effective (e.g. problem-oriented or nodal)

approaches to community policing (Ford, 2007).

Neither respectful leadership, nor community

policing, may be assigned as a task or function to

be completed by a few officers. Neither concept is

easily, or narrowly, defined. Furthermore, a solid

understanding of community policing shares with

respectful leadership the need for people to be held

accountable within the neighbourhoods served.

Respectful leadership and community policing in-

extricably link police services with their commu-

nities and require ongoing discernment and

dialogue about what is needed from the police ser-

vice for the community. Respectful leadership is

further tied to community policing as a sign of

how the police do business in their communities

Respectful Leadership Article Policing 5
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including how it functions in two key areas: patrol

and investigations. It is recognized that the police

may activate, advocate for, and alienate commu-

nities through their efforts. Respectful leadership

and community policing are both dedicated to

the idea that community wellness requires the

co-production of social order (McKenna, 2000).

Equally, leadership models will not have sus-

tained credibility or relevance if they are simply

imported from outside the organization. Both re-

spectful leadership and community policing must

be tailored to the precise realities of the police de-

partment. What any police organization means by

respectful leadership and community policing must

come, literally and figuratively, from within.

Respectful leadership can operate to inform every

single interaction an officer has with the public.

Respectful leadership, along with community poli-

cing, involves an ability to walk into any office, with

any group of people, not expect agreement on every

point and yet leave with a high level of mutual re-

spect. From a community policing perspective,

when an understanding of respectful leadership

cascades to front-line officers, it will become appar-

ent to the ‘customers’ in those communities.

Command and control as respectful
leadership

Police services require a command and control cap-

ability. When dealing with a domestic complaint, a

barricaded person, or other such operational

events, command and control are essential.

Furthermore, there needs to be sufficient under-

standing of the command structure and recogni-

tion that there are occasions when things must to

be done without push-back. The unpredictable and

risk-laden demands of a ‘hot call’ necessitate a rigid

and rigorous structure. Police departments remain

primarily operational entities. However, the hours

in a day when officers are actually in a command

and control mode are limited. Respectful leadership

becomes the ‘tone’ that reflects who you are as a

commander and the way you deal with people.

Respectful leadership may certainly be

implemented in a hot call situation without jeopar-

dizing the requirements of command. It is some-

times referred to as ‘grace under pressure.’ The

project research indicated that taking an approach

that features respectful leadership does not neces-

sarily mean that one forfeits the capacity for com-

mand and control (Bercuson, 2009; Bradshaw,

2007; Dool, 2010). If members respect you then

there exists the basis for a flexible relationship

that may incorporate command and control elem-

ents. The qualities most closely associated with re-

spectful leadership most effectively come to the fore

during debriefing sessions where officers have an

opportunity to reflect upon the circumstances

and outcomes of the situation.

Respectful leadership and the tone
at the top

Respectful leadership touches directly on the stra-

tegic apex of all police organizations (Enter, 1986).

It is essential that senior officers andmanagers work

as a group to foster a mode of engagement that is

consistent, genuine, and shared (Brown, 2007).

Working as a team, it is essential that members of

the senior executive understand that they them-

selves do not ‘own’ their human, financial, material,

or technological resources. Respectful leadership

may be viewed as being about good stewardship.

It also means that senior officers do not live on

their email in isolated seclusion. Respectful leaders

need to form a preference for direct communica-

tion that brings them into face-to-face contact with

the individuals they work with towards a common

organizational purpose. It is important to empha-

size that respectful leadership was not something

invented by Calgary’s Chief of Police. Without the

label of respectful leadership, members of many

police organizations have spent entire careers

being respectful and their personal leadership

roles have been characterized by the sincerest

degree of respect. It is useful to clarify that as

people move higher up the organizational chart,

there is a need for a more collaborative leadership

style. Respectful leadership may be viewed as a
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suitable framework for understanding and applying

that essential, yet complicated, collaborative style.

Respectful leadership may be effectively extended

by senior police executives to critical areas,

including major case management, professional

standards, and the decision-making activities of

team commanders and investigators.

Transforming culture, the change legacy
and respectful leadership

Culture is a powerful defining element in every or-

ganization (Chan, 1997). This may be particularly

true for police organizations. The big question is:

‘How do you build your organizational culture for

the future?’ As one rises in the hierarchy of an or-

ganization, the actual ‘pull’ of that culture

diminishes. Senior executives, although deeply

coded with their unique organizational culture,

are more outwardly directed in their routine cor-

porate activities. However, this means that people

at the operating core of the organization will view

its senior executives and managers as totally irrele-

vant unless they are able to prove otherwise. People

cannot lead others unless they understand, and

adhere to, the organization’s true mission. Police

organizations, through the leverage of their senior

executives, need to work towards building a climate

for innovation through approaches that better in-

tegrate leadership and culture (Sarros, Cooper and

Santora, 2008). Respectful leadership is one lens

through which police executives may view this or-

ganizational challenge.

Transforming police culture means that people

should not be lead out of fear. People within police

organizations want to believe that their leaders are

committed to productive transition. Respectful

leadership offers a style that moves away from the

‘fear factor’ approach and could provide substance

for a transformed working culture (Bloom and

MacBride-King, 2010). The fact that a police organ-

ization is in the midst of some form of culture shift

should be made clear, and respectful leadership ap-

pears to be a solid foundation for this perspective

on organizational transformation. However, it is

readily acknowledged that getting respectful

leadership fully embedded in any organization

will take time (Vickers, 2000). There should be a

general recognition of the need for the organization

to move away from police ‘training’ with an exclu-

sive emphasis on practical matters to more

problem-oriented approaches that prioritize an

understanding of the social, psychological, and

legal issues that impact (post)modern policing

(Halley, 2002). The bottom line is that respectful

leadership needs to be presented in ways that will

have a positive impact on the morale of the organ-

ization. Police organizations still need to hold

people, including its leaders, accountable. There

can be a priority set on the qualities of compassion,

collaboration, and communication. But police or-

ganizations continue to require a complex culture

of accountability. ‘Organizational credibility’ is a

term that may be used in this context. Such a cul-

ture of organizational credibility will include

respectful leadership as one of its key

characteristics.

Research question three: ideal
model for career and leadership
development

On the basis of the research, interviews, and focus

groups conducted as part of this project, six pos-

sible models were formulated to address the career

and leadership development gaps identified within

the organization. They are briefly outlined below:

" Status Quo Model (SQM)—this model en-

tailed no change from the existing approaches

within the organization;

" Internal Capacity Building Model (ICBM)—

this model relied entirely upon an enhanced

in-house approach to designing, delivering,

and evaluating career and leadership develop-

ment programmes and initiatives;

" Delegated Capacity Building Model

(DCBM)—this model anticipated the

Respectful Leadership Article Policing 7
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completion of some form of agreement or

protocol with an appropriate external educa-

tional institution for the design, delivery, and

evaluation of career and leadership develop-

ment programmes;

" Education and Development Single

Partnership Model (EDSPM)—this model

included the creation of an ongoing partner-

ship with a single educational institution (e.g.

a university or community college) for the

shared design, delivery, and evaluation of

programmes;

" Education and Development Nodal

Partnership Model (EDNPM)—this model

would involve the negotiation of several part-

nership protocols with a variety of educational

agencies and institutions for the collaborative

design, delivery, and evaluation of a range of

career and leadership development initiatives;

and

" Charter for Change LegacyModel (C4CLM)—

this model offers a syncretistic approach com-

bining internal capacity-building with a range

of potential partnerships involving high-

quality educational institutions towards a

new paradigm for police career and leadership

development. It should be noted that this

option draws substantially upon the ‘teaching

hospital’ model that has been applied to police

organizations (Neyroud, 2011).

Figure 2 provides a visual representation of these

models.

Each model was assessed against criteria (also

derived from the project research and incorporat-

ing elements drawn from the literature review) as

outlined below:

" Flexible—is the model adaptable for various

categories of personnel across the organization

(e.g. sworn and civilian, front-line, supervis-

ory, management and executive)?

" Degree/Credential—does the model include

career and leadership development

opportunities leading to a degree or some

form of credential?

" Inclusive—does the model provide for fair and

equitable access for all personnel?

" Exemplary—is the model characterized by

high quality, sound research, and good

practice?

" Senior Executive—does the model provide ad-

equate and particular support for the special

career and leadership development needs of

senior executive members?

" Integration—does the model operate to ensure

a high degree of integration across the various

levels, divisions, departments and directions of

the organization?

" Emerging Leaders—does the model function

to effectively identify emerging leaders within

the organization for accelerated, tailored or

special career developmental opportunities

for quality succession planning?

On the basis of these criteria, C4CLMwas approved

as being the most suitable approach for proceeding.

To date, the organization continues to work to-

wards the operationalization of this model and

has succeeded in driving forward efforts within

the organization’s Career Development Section

and the Chief Crowfoot Learning Centre to

survey specific rank levels with regard to learning

needs, build internal courses for members, and de-

velop partnerships with educational institutions for

the collaborative purposes outlined in the C4CLM.

Also, a curriculum design framework has been de-

tailed featuring the concept of respectful leadership

and outlining the overall content of various career

and leadership development modules for all levels

within the organization.

Conclusion

Police organizations, not unlike other hierarchical

corporate structures, devote a great deal of atten-

tion to preparing their personnel for upward
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mobility. Such attention is valuable for those per-

sonal, organizational, and professional strands that

create the fabric of those structures. Leadership de-

velopment programmes provide the wherewithal

for talented individuals to progress towards in-

creasingly higher levels of responsibility. The pro-

ject outlined in this article provides a basis for

exploring and explaining an effective model for

career and leadership development, as well as, a

concept of respectful leadership that promotes

upward nobility along with recognized police

competencies.

Importantly, in order to function as more than a

mere slogan, respectful leadership has to emerge as

a particular perspective on leadership that serves to

articulate a comprehensive range of career develop-

ment programmes, practices, and processes. It must

serve as a principled approach that succeeds in

synthesizing personal, organizational, and profes-

sional objectives (McKenna, 2009). The adoption

and adaptation of this concept, as well as a linked

model of career and leadership development, may

have clear policy implications for the broadest

range of police organizations, especially within

the realm of human resources, or human capital,

development. There is certainly scope for further

refinements to the integrative concept of respectful

leadership through grounded theory research.

Policy research on the impact of respectful leader-

ship as a theory in practice influencing police pro-

fessional standards, major case management

programmes, and other areas under the broad

heading of police ‘professionalism’ may also be

useful. Respectful leadership is a notion that

Figure 2: Models for Career and Leadership Development: Options.
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serves to weave together the personal, organization-

al, and professional strands, which constitute the

core elements of any career and leadership devel-

opment approach in a coherent manner. Finally,

the C4CLM of leadership development shows

promise for police organizations seeking to trans-

form their approach to personnel improvement

in ways that advance the overall enterprise of

policing.
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