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Throughout every successful and effective organisation or business lies great leaders. There are many theories in which describe how to be an effective leader, what makes a good leader and how leadership works. Within different theories various leadership styles which can be adopted by specific leaders and the outcomes of these certain leadership styles will vary based upon what group and industry that leader is in (WGU, 2020). 

Leadership theories help to describe how and why certain people become leaders by looking into specific qualities and characteristics in which certain people may hold. Furthermore, some attempt to improve one’s own leadership abilities in different situations by identifying and adopting different behaviours. Early research into the psychology behind leadership proclaimed that specific people were born natural leaders. However, in modern times research and relevant theories suggest that situational variables and experience can also impact leadership as well as possessing certain traits which help make people natural leaders (Cherry, 2022). Traits of leaders which are considered to be vital to good leadership include, strong ethics and high moral standards, being an efficient learner, great organisational skills and to help others around them to grow and fosters a sense of connection and belonging. Research suggests that leaders from around the globe believe these traits to be considered vital, with leadership theories helping to provide explanations on how leaders can further harness and develop these traits (WGU, 2020).

Throughout policing, every officer will experience a leadership role, whether that is managing a large team, leading the response to an incident, supervising a new recruit or delivering a project (College of Policing, 2021). Within policing, leadership theories and styles are not only relevant for successful and efficient policing outcomes but also for outcomes which involve officers and workplace relations, commitment, morale, and empowerment. Current and future police leaders have an important duty both ethically and morally to create and foster a workplace environment and criminal justice system that is fair and ethical to all (Yarlagadda et al. 2017). 

Transformational leadership is a theory first proposed by James MacGregor Burns in 1978, after analysing specific political leaders. This theory involves the leader using influential power and enthusiasm to better the motivation and work ethic of all followers to ensure the organisations work is both efficient and beneficial (Surbhi, 2019). The leader’s role is to encourage, inspire and motivate all followers to create change through innovation to further improve the organisations success in the future. Transformational leaders must set examples as they trust all trained followers to make the correct decisions and take authority over the decisions they make within their allocated job. By giving all followers more room to be creative and innovative, more ideas and solutions may come to light to help solve old problems. According to the transformational leadership model there are four main elements when assessing the definition of transformational leadership. These factors were introduced by Bass in 1985 and include, idealised influence, which involves leading by example. All followers will look up to the leader as the role model when assessing the behaviours displayed. By implementing authenticity when leading, followers will be inspired to maintain high standards of performance as they will pick up on the behaviours the leader displays. The goal is to positively influence others through ways such as commitment, trust, respect, and transparency. Next is intellectual stimulation, this involves challenging current beliefs and ideologies in the organisation and push boundaries by encouraging innovation, critical decision making and problem solving. Leaders implementing a transformational style of leadership should further support followers ambitions of exploring new ideas and opportunities. The third element is inspirational motivation, which involves leaders encouraging all followers to be committed the same goals through the vision of the organisation. By giving followers a strong sense of purpose and involvement, followers should feel as strong about these goals as the leader does. And finally, there must be individual consideration. This means all followers must feel a sense of ownership and independence regarding the organisation’s overall goals. Everyone is unique and works differently. The leader must identify each follower will have different needs and different ways to be mentored and so should suit their different coaching and mentorship to different followers to help them reach their goals (White, 2022). 

Transformational leadership holds various advantages. Firstly, transformational leadership maintains openness, honesty, and ethics within an organisation. Core values of transformational leaders involve honesty and integrity. Through large focus on values, authenticity and transparency, transformational leaders remain fixated on doing the right thing the right way. By employing this type of leadership, the best interests of the organisation will be put first whilst also encouraging employees to remain focuses on the task at hand. Furthermore, another advantage in which transformational leadership holds is that it encourages change which helps the organisation to evolve, allowing adaptation, improvement and expansion over time. Through joint passion and work commitment, changes, improvements or expansions can be easily sold if needed. In addition, whilst assessing the process of their vision they can easily spot problems or gaps, enabling them to act accordingly and make changes if necessary (Charalambous, 2019). However, this leadership style also holds numerous disadvantages. The leadership style itself can lead to follower burnout. Some followers under a transformational leader may feel inspired, whereas others might feel their role and presence to be at a constant pressure. Demotivation derives from the constant push to achieve the organisations goals leading followers to burnout. Furthermore, another disadvantage is the continuous need for communication. All followers require feedback week in week out in order to keep enthusiasm levels high and be successful. As soon as communication breaks down, followers will feel demotivated and left out which will risk the potential loss of vision and commitment in the organisation (Thompson, 2019)

Transformational leadership can be seen in everyday life as a police officer no matter the rank. A police officer main goal is to ‘maintain law and order in local areas by protecting member of the public and their property, preventing crime, reducing fear of crime, and improving the quality of life for all citizens’ (University of Southampton, 2022). All police leaders will try to inspire, empower and motivate all officers to achieve this goal in every force. Research suggests that police departments of which employ a transformational leadership style experience an increase in productivity, employee satisfaction, and greater leader satisfaction. Studies involving transformational leadership within a law enforcement environment positively correlate transformational leadership practices with employee satisfaction, increased employee morale, increased organisational effectiveness, extra effort, and followers’ satisfaction with the leader (Campbell, 2011).  Furthermore, this type of leadership can be seen through various different situations. For example, a leader in the police will not always know what is going on with their officers at any given time. A police officer might be responding to an everyday call where there can be a situational change. That officer must make a decision in which he/she thinks will benefit his/her leader and the organisation in which he/she represents. In addition, the leader also trusts that they will make the correct decision.

Although the theory itself is relatively new, the approach itself is further backed up by over thirty years of research which links positive outcomes whether individually, group or organisational level varies to transformational leadership. Having been one of the first theories to be developed and validated to emphasise morals and values regarding leadership, questions arise when assessing the research on the theory. The primary source of research is based on the multifactor leadership questionnaire which has proven to sometimes produce inconsistent results. Furthermore, research also suggests transformational leadership can be used potentially negatively by leaders faking it. However, transformational leadership is a valuable theory and widely used approach to teach and study leadership. Through large focus on values, authenticity and transparency, transformational leaders remain fixated on doing the right thing the right way (Burks, 2010).

A leadership theory that was first introduced by Max Weber and also later developed by both James MacGregor Burns and Bernard Bass known as Transactional leadership often comes head to head with transformational leadership regarding debates on leadership theories. Transactional leaders value a form of order and structure. They are heavily involved when rules and regulations are required in order to complete objectives, for example leading military operations or managing large corporations. The leadership style relies on self-motivated workers who thrive when working under a structured and directed environment (STU, 2014).

Transactional leadership is theory which focuses on results stemming from the organisations structure. This type of theory uses the organisations reward system and penalties to measure the success and failures. Leaders who employ this type of leadership hold responsibility in various positions in an organisation whilst also demonstrating authority. Through the assessment of individual performance and facilitating group performance the leaders main responsibility is maintaining routine. Criteria will be created by the leader based on previous requirements of which followers will be instructed to follow. In order to judge follow performance leaders using transactional leadership will use performance reviews and individual assessment in order to manage whether goals are being met. Transactional leaders work best with followers who know their role and maintain motivation through the organisations reward system. Furthermore, the theory itself is based on the idea that the leader will motivate the follower to work by enticing them with something they want in return for getting something the leader wants. In order to complete tasks effectively and efficiently and due to the lack of self-motivation, followers will need structure, instruction, and constant monitoring. An example of a transactional leader is Vince Lombardi. Lombardi was a National Football League coach for the Green Bay Packers in 1959. Throughout his time there, the Green Bay Packers never had a losing session. In practice he would run his players through the same plays over and over again and so every other opposing team would know how they were going to play but because the team were so well trained no team could properly defend them. The Green Bay packers ended up winning five championships with Lombardi in charge (STU, 2014)

Bass, Howell and Avolio further expanded the concept of transactional leadership by introducing three components to the theory. These are passive management by exception, active management by exception and contingent reward. Passive management by exception involves giving team members more freedom, only stepping in when necessary. Failure results in negative feedback towards the failing follower. Active management by exception involves the constant monitoring and control of specific activities and tasks as well as performance and the outcome. As a result of signs of future failure, the leader steps in at an early stage. This intervention leads to negative feedback, or a specific punishment. And lastly, a contingent reward involves rewarding followers depending on task fulfilment and outcome. These rewards include but are not inclusive to bonuses, promotions or simply recognition (Lindberg, 2022). 

Transactional leadership holds numerous advantages. Firstly, productivity can be maximised through effectively motivating team members. People tend to stay employed when they feel valuable to the organisation so by handing out rewards for good work leaders can keep followers working hard by rewarding them. Even something as simple as earning a pay cheque can heavily motivate a follower as that enables them to support their family. The leadership itself clearly structures certain rewards for success that have clearly defined parameters. Followers will know when they reach a certain reward and what they will receive for reaching it. Furthermore, they will also know that there are people such as team leaders to keep them on track and to ensure outcomes, whether good or bad are evenly distributed (Gaille, 2014). Furthermore, due to the leadership using short term planning, the organisation can list achievable goals and ensure its vision is recognised. Due to the goals and objectives needing less time to materialise they become easier to fulfil and less demoralising for followers to complete. This encourages self confidence as well as helps to maintain motivation as the achievements are more accessible due to the short time period they take to complete. On the other hand, this leadership theory also holds various disadvantages. Firstly, it does not encourage any form of creativity or innovation. Due to the rigid nature of the theory as well as not altering principles or rules, followers are not able to express sound and effective ideas that may better the organisation, hence creativity is kept at a minimum. The short-term goals as well as structured policies implemented by transactional leaders make openness to new ideas from others regarding change and new ways of achieving goals increasingly challenging (Miller, 2022). Furthermore, it’s the followers who will be blamed for failing to meet specific targets. Due to the expectation that followers will be successful after specific instruction is given, the leader instinctively throws blame on followers if the goal has not been met (Lindberg, 2022).

Due to the paramilitary nature of the police transactional leadership can be seen through the specific structure and rules in which the police set out and officers must comply. Various numerous ranks are earnt within the police. At the bottom you have police constables and detective constables and at the top you have the commissioner (Met Police, 2022). Police constables have the opportunity to reach the next rank of sergeant through demonstrating high performance and helping the police in achieving their goal of protecting the public and lowering crime. Therefore, officers will stay motivated and demonstrate high levels of work if they intend on reaching the reward for promotion. 

As previously mentioned transformational and transactional leadership often clash when debating which leadership style works more effective. These arguments arise again when discussing what type of leadership the police should enact. Throughout the years the police have leaned towards more of a transactional style of leadership due to the organisations paramilitary nature. Transactional leadership takes away decision making powers from those who they supervise, which ultimately contradicts a key practice within law enforcement, the requirement to demonstrate discretion throughout the ranks. Some argue that the police should focus more on a transformational style of leadership as it is argued there is a requirement which allows subordinates to make operational decisions and leadership which risks the mistakes that result from those decisions. Transformational leadership is argued to guide officers to make the right decisions from following the moral lead of their leaders who possess the same moral standards as the organisation preaches. The result of such leadership is a subordinate who can correctly deal with operational decisions in the same matter that his or her leader would make further benefiting the organisation (BCcampus, 2022).
In 1973, a leadership expert known as John Adair first published a leadership theory and model known as action centred leadership. The model itself is based on three circles which all overlap. These circles represent the task, team, and the individual. The model displays what leaders must do and the actions they must take in order to be effective in achieving the task at hand, building, and maintaining a reliable and competent team and developing each individual. Adair’s theory uses and asserts three specific needs of task, team and individual, due to people’s expectation that a leader will help to achieve a task, create chemistry and teamwork, and respond to the certain needs each individual holds. The task needs some form of work group or organisation as an individual would not be able to accomplish it alone. The team needs constant cohesiveness ensuring the team works efficiently and effectively. The individual requires needs that are physical and psychological. Physical needs can be one’s salary and psychological needs can be sense of purpose, recognition, and achievement. Adair identified certain ways in which the task, team and individual needs all overlap. Firstly, completing and achieving the task helps build and reinforce the team, whilst also satisfying individual needs. Secondly, if the needs of the team are not met the team will lack cohesiveness, damaging the performance of the team and decreasing an individual’s satisfaction. Lastly, if the individual’s needs are not met, team cohesiveness will be significantly reduced further impairing performance (British Library, 2023). 

In addition, Adair also set out core functions of leadership which are vital to Adair’s action centered leadership model. These are, planning, which involves finding information, setting aims and goals and defining the task. Initiating involves some sort of brief, allocating tasks and setting standards. Controlling, which includes constant decision making, maintaining standards, and ensuring progression. Supporting, which requires encouraging, supporting individual contributions, team spirit and maintaining morale. Informing which clarifies tasks and plans, receiving and giving out feedback, updating and interpreting. Lastly, evaluating which includes, assessment of performance and enabling self-assessment (BusinessBalls, 2023).

Furthermore, Adair promotes a 50:50 rule, exclaiming fifty percent of motivation comes from the individual and fifty percent comes from external factors. This contradicts most views who believe motivation all stems from within an individual. Adair also proclaims the team is reliable for fifty percent of team building success and the leader is reliable for the other fifty percent (Connor, 2018). 

Advantages of action centered leadership include its simplicity and how easy it is to use and to implement. In addition, this model can be used throughout any level or rank within an organisation and can be used in any industry. Due to the model being able to be taught, it can be used to further develop different individuals and other member of your tea. And lastly, if used correctly both team and individual development and progression will occur throughout the process. Disadvantages arise when an organisation implement a more linear and strict structure. The focus can be unbalanced between the different elements leading to poor outcomes and results. In addition, some find the approach to be too simplistic and too autocratic when assessing control and instruction from the leader (O’Rourke, 2021).

Action-centered leadership can be seen throughout the police. Police officers all work in teams, whether as partners on patrol or as part of the same police unit or even station. All teams must work cohesively in order to achieve specific goals and protect the public. In doing so, each individual will have both physical needs of salary and bonuses as well as psychological needs involving a sense of purpose to protect the public and a sense of value being apart of the organisation. 

To conclude, it is clear to see that multiple leadership theories are enacted upon throughout the police and there is no singular theory which is deemed to be the only theory that should be used. However, transformational theory seems to be a more dominant and more effective theory of leadership when comparing to others within policing. Giving officers good role models to follow under a transformational leadership will better help officers to make the correct decisions, ensure creativity and innovation apparent to ever evolve in turn inspiring future successors and leaders within policing. 
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