Robert Jones (2004654)

A critical evaluation of leadership theories and their application in police practice














Robert Jones (2004654)
When you are attempting to carry out any sort of task either independently or within a group, finding the most efficient or best suited means of doing said task tends to be the preferred method of delivering results on any given situation. It is this mentality that is carried over to the police in that once an incident has been identified and assessed, it is then necessary to decide which style of leadership would best serve to defuse or disarm a hostile situation. 
In this sense, the police recognise that leadership is not only a way of thinking but it is also a skill and as such, it is vital to integrate this style of management at each and every level of policing, instead of only applicating these methodologies at the most senior levels. (HMICFRS, 2018) When leadership applied in an effective and appropriate manner, it can be broken down to facilitate a myriad of styles that can prove to be more focused and or situational when comparatively speaking.
The use of leadership styles and theories can be applied to any situation that the police may encounter, however the style of leadership that is utilised can be swayed by leaders previous experiences or lack of, along with well though-out planning or rash judgement. In this sense, it is more intriguing to look into critical incidents where the police are required to make all of the right calls or face the wrath of failure and loss of public faith. (College of Policing, 2021)
Ever since the events of the Stephen Lawrence inquiry where the public believed as such that the police were treating Mr Lawrence’s case differently, down to the fact that he was Black, therefore implicating that those who were in the police, working on the case, were racist. (Home Office, 1999) From this, the Metropolitan Police Force (MPS) addressed the public stating how, despite acknowledging that some incidents were managed properly, the way in which the task is carried out can lead to negative perceptions on the police with how they deal with affected families and the greater community.
What has stemmed from critical incidents such as Stephen Lawrence’s, is the National Decision Model (NDM) which, along with leadership theories, now enables a step-by-step layout on how to properly address incidents by gathering information on any given incident, assessing the presented threat  before developing a working strategy on how to defuse the hostile situation. (College of Policing, 2014)
From this understanding, the purpose of this essay shall serve to break down two commonly used leadership theories that are extensively used within the confines of the police, address what exactly they are along with their specific utility, elaborate their pros and cons and discuss a case in which they were utilised to see if they were successful and why. The leadership styles that shall be covered in this essay are transformational leadership and McGregor’s Theory X and Theory Y.








When you typically consider the role of leadership, you may think of one person directing or commanding everyone to do a specific task or to simply follow given orders. This, however, is not the approach that transformational leadership utilises. Transformational leadership is the acknowledgement in which “encourages, inspires, and motivates employees to innovate and create the change necessary to shape the future success of the company.” (CIO, 2022) This style of leadership stands out in the sense that it is carried out with specific and various levels of success without the necessity of micromanaging.
Instead, it works on a basis of individuals taking command over their own areas, and authority over decisions in their assigned tasks. (Verwell Mind, 2022) The term ‘transformational leadership’ was coined in 1973 by sociologist James V. Downton who defined transformational leaders and therefore leadership as those who “seek to change existing thoughts, techniques and goals for better results and the greater good.” (STU Online, 2014) This leadership method also works in its own motivational means by understanding the individuals that work with/for you. A good transformational leader would personalize their method with the intent of providing a clear and transparent understanding of cooperation in an effort of remaining as a united front.
From this use of transformational leadership, as of 2016 the police, along with the MET, put together a 12-month Shaping Transformation Leadership Programme (STLP) which was part of the strategic approach to building Transformation capability and talent at all levels in the police. This approach was drawn up during the time in which an acknowledgement was made how with crime constantly evolving and modernising, the police too, need to update their approaches to the modern criminal landscape, along with how they handle/conduct themselves. (London Assembly, 2020) 
The use of transformation theory seems as though it would be an incredibly unique and sophisticated method of combatting particular crimes when framed in a policing mindset, that said, transformational theory is but one of many leadership theories in the policing toolkit. This is due to all crimes being circumstantial and therefore, each theory will have its own advantages and disadvantages, respectively.
The first prospect of success when looking into transformational leadership through the lens of policing is its ability to rally and unite individuals to focus on the common cause e.g. seeking out an individual who is actively evading the judicial system. (Anderson, M, 2017, pp.1-13) 
Additionally, transformational leadership also benefits in the sense that it is viewed as the more transparent and ethical method of delivering leading methods. The ability to influence your peers and co-workers by presenting all of the known elements to a narrative. In the scope of policing, it would make sense for them to be focused on ethics and values, which then promotes and encourages the force’s workers to nail down on the primary issues act in the best interest of the force and the wider public community. (Econstor, 2005)
The final noteworthy advantage that transformational leadership element would be its ability to trust and promote peers and co-workers to carry out a task in a way that may be less conventional but still manages to produce substantial results for the benefit of a company, or in the sense of this essay, the police. This is good to integrate for the police where if a given situation required someone to acquire information or reach out to an individual whom is not affiliated directly with the police, it is possible for the boss or leader in charge of the operation or case to allocate resources and time to following these methods and or leads.
Seeing how transformational leadership is a situational means of promoting freedom and independent thought, sets up the idea of potential conflict and general disorganisation when applied to different, less idealistic circumstances. With this in mind, there are also negative points that can be derived from transformational theory. For one, this can lead to burnout of those who find transformational leadership as improper or out of place. 
With these leaders placing large amounts of emphasis on authenticity and its values, it generates an endless push to reach a target can lead to demotivation of workers and peers. This perpetuates the message that doing more that the required task is essential before you can finish your day-to-day work. (Chron, 2019) Furthermore, this leadership style has an issue of constantly pushing results in which makes it difficult for those working in such environments to keep regularly acquiring and producing this information to keep everyone on the same page, at all times. (Indeed, 2021)
Lastly, transformational leadership drastically slows down the process of forming and acting on decisions when it requires input from all facets of the team. Despite the idea of receiving input from all team members being proactive, the implication of this is far more challenging that it initially seems on the surface. In the end, leaders using a transformational style of leadership may be forced to finalise and decide on behalf of their teams. (Research gate, 2012)
Now to evaluate transformational leadership which can be done best by looking into an event/situation that utilised transformational when addressing said incident to conclude the chaos or conflict. An example of police utilisation of transformational leadership would be the ‘Borehamwood Jigsaw Murderer.’ On the 22nd of March 2009, a human leg was discovered in a gym bag near Cottered, a village eastern of Hertfordshire. (Hertslive, 2018) At the time, Hertfordshire police had extraordinarily little to work with in order to solve this gruesome case but would make large strides over the course of the month with more ‘parts’ being found. As such the police were eventually able to piece together and identify who the victim was in order to unveil who may have carried you the murder. 
[bookmark: _Hlk123988017]By the 23rd of April, the police were able to identify the victim as Jeffrey Howe, which immediately shortlisted potential suspects down to a very select few, with it being Jeffrey’s ‘friend’ Stephen Marshall, along with his girlfriend and co-conspirator Sarah Bush who murdered Mr Howe. (Borehamwood & Elstree Times, 2009) 
As of 2009, it is regarded that the way in which Hertfordshire police handled themselves very well when trying to identify the identity of the victim, as well as following up on the case by successfully piecing together who the murderers were and bringing justice to the family of Mr Howe and the greater community of  Borehamwood.

For the second leadership style that is the subject of discussion and evaluation which is commonly viewed as an appropriate method of leadership through the scope of the police is McGregor’s theory X and theory Y. coined in 1960 by Douglas McGregor, theory X and Y are based upon the observation that “basic beliefs have a dominant influence on the way that organisations are run. Furthermore, managers' assumptions about the behaviour of people are established around this.” (McGregor, D, 1960, pp.358-374) From this, McGregor argued that these findings would then fall into two categories being theory X, which believes that the typical worker has an ‘inherent’ dislike of work/effort and as such will go to lengths in order to avoid it. Due to the disinterest and lack of general motivation, the majority of people who are in the line of work are require the use of manipulation into independent and beneficial work in the form of rewards and punishments. This goes hand-in-hand with the detail that many workers would much rather be told what to do as well as steer clear from any form on managerial role to avoid responsibility. They are far more comfortable with a safe and secure position. (Management study guide, 2023)
On the other hand, you have theory Y, which is based ono the understanding that there are many whom are more than willing to crack on with the task at hand and view their job as a normal part of their daily life. Workers of the theory Y mindset do not need an ongoing threat of punishment or control looming over their head to motivate them as they are trusted with self-direction to achieve the goals of the company or business. (MindTools, 2023)
Employees may not require only threat, external control and coercion to work, but they can use self-direction and self-control if they are dedicated and sincere to achieve the organizational objectives. With that in mind, if the job rewarded employees or presented itself in a satisfying manner, it would go on to promote commitment and loyalty to its staff. Because of this level of trust throughout the project or task, it promotes and actively incentivises transparency which goes well together with accountability when adhering responsibility. (Harvard Business Review, 1970) 
Because of all this, the workers are able to demonstrate their own independent capabilities along with utilising their strengths and creativity of their own personal experiences to innovate.
As with transformational theory, McGregor’s theory is also a situational leadership style in the sense of it being comprised of advantages and disadvantages. When addressing the advantages, theory X it is accepted that it has a format that is both easy to understand and simple to follow through the inherent human nature of taking the easier path when possible with this sentiment being carried directly into scope of a workplace environment. (Letslearnfinance, 2023) 
Additionally, theory X being considered as the theory where workers require close monitoring by supervisors, it retroactively improves efficiency and productivity of those who are working. (TSW training, 2021) Finally, theory X is successful at rewarding great acts and or effort going above and beyond, all the while punishing wrongdoing and having those take the accountable responsibility for their actions or inactions.
Unfortunately, with the acknowledgements of advantages comes with it the revelation of disadvantages as well as facing the common critiques of its limitations. Theory X catches the most flack and criticism for its narrative that workers that not willing to force themselves into the role of a leader are likely to be that of an unintelligent background, that being they would make bad choices and would struggle in the position of manager or boss. (EPM, 2018) 
Additionally, it is commonly referred to as being based is a bias environment where the boss or manager has the easy ability to punish those whom they feel are not pulling their weight in the sense of benefitting the overall  company. This issue is that they may take advantage of this power to doll out harsh punishments on those who they have pre-established distastes or conflicting stances with. This is where the intentions of the leader may end up overwriting the long-term goals of the company or team. (Communication in the workplace, 2012)
Lastly, theory X poses an issue in that it can perpetuate negative working environment. This is generated from the close supervision over workers which would instil fear and wrap workers in the sense of anxious concern. This is due to theory X leaders being more invested in team goals instead of workers wellbeing.
With the present advantages and disadvantages of theory X, it is easy to recognise that theory Y would also work along the same rhythm. As such theory Y’s advantages are that it presents an air of freedom to its employees as it recognises that they are people who have their own independent needs and strengths that should be recognised. (Letslearnfinance, 2023)
With this sentiment, theory Y leader are able to draw in and nurture raw and gifted talent which gives them the opportunity to stand out in the industry and have those working for you, change and see elements differently that the typical worker is likely to miss. Finally, you have theory Y perpetuating a healthy working environment which stems from all of the employee-considerate elements that have been discussed which puts a greater emphasis on the general wellbeing of the employee.
As you can imagine, the areas in which theory Y succeeds, the opposing areas then represent its concerning areas that make up theory Y’s disadvantages. Firstly seeing the initial critique in the same thought process of theory X, in that Theory Y make assumptions on the fact that most if not many workers are considerate and accepting of responsibility. While many may conform to this category, it is not an established rule. (Forbes, 2017) Furthermore, independent ability is difficult to distinguish and measure skill, as such the idea that not all workers could or would be good managers can only cause problematic issues down the line with varying levels of failure at an eventual point. Finally, theory Y’s most worrying concern is that it can be classified at times as being too lenient on workers and not on focusing on the lager goal at hand for the business or company. This lenience may then lead to workers taking their role for granted which could cause detrimental effects on the overall project for its timeline of distribution of funding. (Prosandcons, 2019)
With the understanding of the difference between both theory X and theory Y, it now becomes the new task of assessing on of these theories in a practical environment and seeing if it was the right leadership style to utilise for that given instance.
A prevent case in which McGregor’s theory X was put into place would be the London ‘7/7’ bombings, where a series of  4 coordinated suicide bombers target the public transport system to cause mass mayhem and claim many lives in the process.
On the 7th of July, 2005, in the early hours of the morning, while rush hour was in full swing, 4 men from an Islamic terrorist background each had unique targets for detonation which consisted of Aldgate, Edgware Road and Russell Square with the final bomb being triggered at Tavistock square inside of a double-decker bus. (ISC, 2009) From this attack, there were 56 fatalities, including the bombers, and there was a staggering 784 people who has sustained injuries. 
At the time of the attack, police were tasked with wading their way through the waves of panicked and hysterical public to intervene in an attempt to isolate the scene and protect the mass populous from any other attackers. Between the fist detonation taking place at 8:50 and the last at 9:47, that puts the police, along with other emergency services and public in the dark as to whether they would be prone to further attacks. In such a moment, it is indisputably a matter of fact that all of the acting officers on the scene carried out their roles to the upmost standard that they could feasibly muster. (London Assembly, 2006) With all of this stated, it becomes understandable how the 7/7 incident would be categorised under theory X by the terrifying implications of the bombing, along with many not knowing or understanding what to do, besides the overall goal of preserving life.

In conclusion, all organisations that have some form of overall goal or target has a leader with some vision which would require a plan of carrying it out. This idea is carried over into the police with the intention of identifying issues and risks, before deciding which methods would best suit the deconstruction or defusal of the hostile situation. As such, the police utilise a myriad of leadership styles when and where they were deemed acceptable or more suited to the given scenario. Furthermore, the training of such a leadership style would be applied throughout all levels of the police and not simply taught at the most senior ranks.
With the introduction of transformational leadership, this style presents a method of management which emphasises working without being constantly micromanaged. Transformational theory puts a great emphasis on individuals taking charge for their own tasks and projects, and authority over decisions in their assigned tasks. Transformational leadership also works well in the sense of motivation as you are able to tailor your management directly for those who are working with or for you. 
The scenario where the police utilised transformational theory well is the Borehamwood jigsaw murderer where Jeffery Howe was killed, chopped up and had his remains scattered by Stephen Marshall and Sarah Bush.
Lastly, there is Douglas McGregor’s theory X and Y which stress that workers are categories into 2 groups or workers. Theory X believes that worker have an inherent dislike of work and effort, so they will actively avoid it. Meanwhile, theory Y is based on the understanding that workers are more than willing to crack on with the task at hand and consider their job as a normal element of life.
The incident which fulfils the leadership style of theory X is the 7/7 London bombings, where 4 Islamic terrorist carried out synchronised attacks across London, targeting densely populated areas in an attempt to claim numerous lives and spread panic. From this incident, there were 56 fatalities and 784 people reported to have suffered injuries.
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