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Abstract
The police service in England and Wales has developed a new approach to police leadership where individuals from outside of
the police service can now enter directly to leadership ranks. Previous research identified that officers place great value on being
led by someone who has experience of being a police officer. Adopting a social identity perspective, the current paper reports on
quantitative and qualitative data about police officer views on direct entry and existing police leadership captured as part of a
wider national survey (N = 12,549) of police officers in England and Wales. The paper identifies the importance that shared
identity and credibility play in police follower/leadership relationships. It argues that direct-entry police leaders face credibility
issues linked to their lack of shared police identity but also that serving officers perceive existing leaders to be poor because they
believe they have forgotten what it is like to be a police officer. This paper develops a new theoretical and empirical approach to
police leadership utilizing social and organizational psychology theory and research. The paper suggests that if police leaders
understand police identity, then they can create propitious conditions within which police officers will follow their leaders.
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Introduction

Recent developments to the police service in England and
Wales have led commentators to suggest that it is facing some
of the biggest and most controversial challenges in the last
60 years (Brain 2013). Government austerity measures re-
quired the police service to find total savings of £2.42bn by
2015 (Her Majesty’s Inspectorate of Constabulary 2013)
while a recent comprehensive review of police officer and
staff pay and conditions suggested substantial reform to polic-
ing was needed (Winsor 2011, 2012). The police service also
faces increased demand for accountability in relation to issues
such as the emergence of new crime types and public legiti-
macy issues (College of Policing 2015). In order to respond to
such challenges, police leadership has emerged as a focal
point for development. As Peter Neyroud (2011, p.2) states

in his Review of Police Leadership and Training for the Home
Secretary,

I have concluded that, in the light of the government’s
published ambitions for policing and the challenges that
policing needs to meet, this is a moment for radical
change in the approach to police leadership and training

Leadership in Policing

Police leadership has long been an area of interest for academ-
ic research (Bryman et al. 1996; Kerr and Jermier 1978).
While effective leadership appears such a desired commodity
within policing, limited scholarly attention has been given to
studying leadership processes and the barriers to developing
more efficacious leadership practices (Mastrofski 2002, 2006).
Instead, police leadership research appears to be dominated by
a focus on individual idiosyncratic leader traits, characteristics,
and behaviors (Schafer 2009, 2010), which can be traced to
traditional leadership theories and are not reflective of the
substantial developments on leadership research and theory
that have occurred in the last decade (Dinh et al. 2014).

More recently, two models have dominated police leader-
ship research (Dobby et al. 2004). The first is based on notions
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of transaction between leaders and specific followers in which
leaders provide rewards to followers and in return followers
Ballow^ leaders to lead (Bass 1985). The second focuses on
the role of charisma, as a largely individual characteristic
which enables leaders to transform groups and organizations
(Berson et al. 2006; Judge et al. 2002). As Bill Bratton, the
former NYC police commissioner, stated in an interview with
the Guardian newspaper, BBureaucrats change processes,
leaders change culture. I think of myself as a transformational
leader who changes cultures^ (Dodd and Stratton 2011).
However, despite an apparent shift towards such models of
leadership in policing, particularly the transformational mod-
el, little evidence has been found to suggest that such leader-
ship style has transformed police culture (Cockcroft 2014).

As part of the Independent Review of Police Officer and
Staff Remuneration and Conditions (Winsor 2011, 2012), en-
try routes to the police were specifically considered as a means
of changing police leadership and culture. From the review,
two recommendations were madewhich are of relevance here.
The first was for a national scheme for direct entry (DE) to the
rank of superintendent to be established and brought into op-
eration. Participants on the scheme would be persons of ex-
ceptional achievement and ability who had been assessed as
having the potential to be senior police officers
(Recommendation 19). The second was for a new fast track
(FT) program that would offer a development program and
promotion mechanism to enable the most talented individuals
to advance to the rank of inspector within 3 years.

While evidence of the impact and success of these new
schemes will obviously take time to emerge debates about
the merits of direct entry to policing are not new. In the UK,
until around the Second World War, many officers at the
highest echelons in county forces were drawn directly from
elite and military backgrounds (Leishman and Savage 1993).
Fast track promotion schemes also have a long history within
UK and US policing. For example, within the UK, the
Trenchard scheme (1933) recognized a need to identify talent
within the service that should be Bfast tracked^ to more senior
positions—while also attracting qualified individuals from
other professions who could add value as leaders and
influencers within the service (Boyle 1962). Within the
USA, similar drives to attract qualified individuals have been
linked to debates about professionalizing policing through ed-
ucational qualifications, lateral entry, and leadership training
such as that provided by the senior management institute for
police (Krimmel 1996; Lee and Punch 2004). What all of
these approaches have in common is a leader centric focus.
They all assume the unique traits, characteristics, and actions
of individuals are enough to provide successful leadership in
policing (Schafer 2009; College of Policing 2015).

Recent developments in leadership theory have begun to
provide a different perspective (Giessner et al. 2009). Drawing
from Social Identity Theory (Tajfel and Turner 1979), research

has begun to focus on Bfollowership^ and the role of those
who follow the leader (Haslam et al. 2011). Crucial to this
development is the recognition that leadership is not simply
related to the characteristics of individuals in positions of rel-
ative power but also related to those in subordinate positions
and is a dynamic of the relationships between the two (Reicher
et al. 2005).

Social identity research suggests that it is by being able to
develop and direct a shared sense of Bus^ that leaders are able
to galvanize individuals otherwise idiosyncratic motivations.
By doing so they can harness the transformative power of their
coordinated energies (Ellemers et al. 2004: Steffens et al.
2014). Consistent with this proposition, research has shown
that leaders are more likely to be endorsed by followers to the
extent that they are seen to be representative of a common in-
group (Haslam 2001; Platow and van Knippenberg 2001).
Where such endorsement happens, research suggests that fol-
lowers will orient their behavior in the way desired by the
leader. In short, it is only when leaders are seen to embody
Bwho we are^ that their leadership stimulates followership
(Haslam et al. 2011). Research also shows that rather than
being an inherent quality of an individual, a variety of stereo-
typical leader qualities (or traits) are actually the consequence
of perceived representativeness. In other words, evidence sug-
gests that we regard leaders as more trustworthy, fair, and
charismatic to the extent that they are seen to represent, un-
derstand, and advance the interests of a common in-group
(Haslam et al. 2001; Platow et al. 2003).

Relating this to the police, research has continually found
that frontline officers place great value on being led by senior
officers who have considerable direct experience of street-
level police work (Rowe 2006). Followers identify more
strongly with leaders who have shared common experiences
because they are deemed more like, and thus more represen-
tative of, subordinate officers. Work by Caless (2011),
reporting on senior police officer perceptions of leadership,
echoes this idea. He found that senior officers believe that
there is an exclusivity in policing that can only be understood
if you have done the job and where credibility depends on
experience of hard-learned and hard-earned knowledge.

Therefore, officers who rapidly climb the promotion lad-
der, without serving their time on the streets, are regarded with
some suspicion. Such suspicion may be particularly acute for
the new DE and FT officers who lack this shared police
experience and thus group membership. This suggests that
efforts will therefore need to be made to bridge what Rowe
(2006) calls the credibility gap between frontline officers and
these new police leaders. Research has identified a range of
strategies that could be adopted to address these credibility
issues including making junior officers feel more involved
and valued in decision-making processes (Steinheider and
Wuestewald 2008) or leaders actively creating organizational
contexts that prevent an internal us versus them mentality
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developing between top management and other tiers within
the police (Haake et al. 2015; Schaveling et al. 2017).

Aims of Paper

Reporting on data captured from a national survey of police
officers, this paper will examine officer perceptions concerning
police leadership and the new direct entry and fast track
schemes and will explore issues which affect leader follower
relationships. The paper will highlight social identity theory’s
relevance to police leadership research and practice in terms of
not only DE and FT officers but also current police leaders. It
will argue that a shift in theoretical and empirical focus may
help to maximize the impact DE, FT, and existing police
leaders can have in managing and delivering the changes cur-
rently facing policing in England and Wales by creating more
propitious conditions for police officers to follow their leaders.

Methods

Design

This paper analyzes data from a national project that looked at
police officers’ perspectives on a range of issues facing the
police service in England and Wales. The project was funded
by the Constables Central Committee (CCC) of the Police
Federation of England and Wales and used an online survey
questionnaire, the link to which the Police Federation e-
mailed to their membership within all 43 Home Office police
forces (including the Metropolitan Police) in England and
Wales. The survey was developed using the software package
Qualtrics to elicit self-report data from police officers from the
rank of Police Constable (PC) to Chief Inspector (CI). The
self-report data contained in this paper relate to both quantita-
tive and qualitative survey questions. The quantitative data
relates to officers’ responses to the following statement, ‘The
direct entry scheme is a good idea.^ This question was based
on a five-point Likert scale ranging from Strongly Agree to
Strongly Disagree. The qualitative data relates to officer’s
written responses to the following two open questions which
were included in the survey, Bplease state your biggest hopes
for the future of your job as a police officer^ and Bplease state
your biggest concerns for the future of your job as a police
officer.^

The qualitative responses of officers were therefore not
cued (Zaller and Feldman 1992) to address any specific issue
or topic beyond following on from a range of quantitative
questions about issues currently facing the police in England
and Wales of which direct entry leadership was one topic.
Instead, officers were free to raise and discuss any issues that
they perceived as important to their hopes or concerns for the
future of the police in much the same way that an unstructured

interview would within traditional qualitative research
(Seidman 2013). Bryman et al. (1996) have previously noted
the importance of, and positive impact that, qualitative ap-
proaches in police leadership can have, and the current design
seeks to build on this.

Sample

The online survey was e-mailed to serving officers via Police
Federation representatives. From a total sample of 13,591 of-
ficers, 12,549 completed the quantitative question on direct-
entry leadership (see Table 1) while 11,127 completed the
question about their biggest hopes for the future and 11,271
completed the question about their concerns. This sample size
is about a one-in-ten response rate when judged against the
size of the total eligible police population in England and
Wales of 122,859 (HomeOffice 2017). Analysis of the sample
indicated it was representative nationally of the structure of
the police in England and Wales in terms of gender and rank
and did not vary geographically (Home Office 2017; see
Hoggett et al. 2014 for more information).

Analysis

Officer responses to the Likert scale question on direct-entry
police leadership were examined using descriptive statistics to
identify overall levels of unanimity in agreement or disagree-
ment to the question and a chi sq test of independence to
examine unanimity by gender or rank. Effect size was quan-
tified using Cramer’s V, 95% Clopper-Pearson confidence in-
tervals for a proportion, and the Goodman Kruskal gamma
measure of ordinal association (γ) which is suitable for five-
point Likert ordinal data and is interpreted as a correlation
coefficient and bounded between ± 1. This form of data anal-
ysis was chosen to provide a general context to officers’ per-
spectives on police leadership, which in turn helps provide a
framework through which to understand officers’ responses to
the qualitative questions. In other words, the quantitative data
identifies what officers think about direct entry police leader-
ship and how representative these views are, while the quali-
tative data illuminates why they think this.

A combination of data and theory-driven analytical ap-
proaches were adopted for the qualitative analysis (Glaser
and Strauss 1967; Weber 1990). To extract data relevant to
direct entry and police leadership, a simple form of data re-
duction strategy (Miles and Huberman 1994) using word
searches from answers to the two survey questions was used.
After initial reading of the data, the words used to search the
data were direct entry/fast track (hopes = 194 entries, con-
cerns = 647 entries), Association of Chief Police Officers/
ACPO (hopes = 111, concerns = 130), support (hopes =
1473, concerns = 1320), management (hopes = 368, con-
cerns = 490), and leadership (hopes = 109, concerns = 163).
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The numbers by each entry demonstrate the number of offi-
cers that used these words in their answers not the total num-
ber of times the words were used by officers.

Data extracts containing these words were then identified
using the BFind^ or BAdvanced Find^ tools on Microsoft
Word (La Pelle 2004; Firmin et al. 2017). The data extracts
were subsequently copied and pasted into new Word docu-
ments which were given the title of the word used in the initial
word search together with the prefix Bhopes^ or Bconcerns.^
For example, a newWord document titled BConcerns ACPO^
was created. These new word documents were then analyzed
using principles broadly within the tradition of thematic anal-
ysis (Braun and Clarke 2006).

Results

The analysis of data is divided into three parts. First, officer
responses to the Likert scale question about direct-entry police
leadership will be analyzed using frequencies and chi sq. tests.
Secondly, in light of this, officers’ qualitative perspectives on
DE and FT police leadership will be analyzed before, thirdly,
officers’ views of current leadership are examined. The anal-
ysis will seek to identify the relevance of the concepts of
shared group identity and representativeness for leadership
success by looking at issues of experience, trust, credibility,
support, and the importance of knowing or understanding
what it is like to be a police officer.

Quantitative Analysis

The national survey included a Likert scale statement that
related to the issue of direct entry police leadership. The state-
ment was BDirect entry police leadership is a good idea^ and
officers responded by reporting their level of agreement
(strongly disagree to strongly agree) with the statement.
Table 1 identifies levels of agreement, the number of officers
that reported this level of agreement, and the total number of
responses to the question.

Breaking down responses to the question by gender and rank
allows us to examine any patterns of agreement or disagreement
within the data by key demographics. Table 2 illustrates re-
sponses by gender and Table 3 illustrates responses by rank.

A chi-square test for independence indicated a significant
association between gender and level of agreement to the
statement the direct entry scheme is a good idea, χ2 = 53.2,
df = 4, p = .001, Cramer’s V = 0.06, γ = 0.11. To understand

the nature of this relationship, we can look at the standardized
residuals with Agresti (2007) noting that any cells having an
absolute standardized residual value in excess of about 3 in-
dicates lack of fit (p. 38). On this basis, a lower proportion of
female officers than expected (n = 1337, 48.7%; 95% CI 46.8
to 50.6%) strongly disagreed that direct entry was a good idea
compared to male officers (n = 5283, 55.5%; 95% CI 54.5 to
56.5%). In addition, a higher proportion of female officers
(18.3%, 95% CI 16.6 to 19.8%) than male officers (13.6%,
95% CI 13.0 to 14.4%) neither agreed nor disagreed that
direct-entry leadership was a good idea. However, only 4%
ofmale officers and 3.9% of female officers agreed or strongly
agreed that DE leadership was a good idea.

A chi-square test for independence indicated a significant
association between rank and level of agreement that the direct
entry scheme is a good idea, χ2 = 33.5, df = 4, p = .001,
Cramer’s V = 0.05, γ = 0.06. Analysis of the standardized re-
siduals indicates those of management rank Sergeant to Chief
Inspector were less likely to state that they neither agreed nor
disagreed (11.5%, 95% CI 10.3 to 12.7%) with the statement
than police constables (15.8%, 95% CI 15.1 to 16.6%). In
addition, only 3.9% of police constables and 4.1% of
Sergeants to Chief Inspectors agreed or strongly agreed that
the direct entry scheme was a good idea.

Qualitative Perspectives on Direct-Entry
and Fast-Track Police Leadership

Experience

When expressing their views on DE and FT, a key issue of
concern for respondents was about the lack of policing expe-
rience these individuals would have. Experience was viewed
as vital for operational competence and for delivering perfor-
mance outcomes. Concerns about senior officers who have no
policing experience were frequently raised in officers’ an-
swers. For example;

Direct entry supervisors, the notion does not respect the
level of experience required to make a competent police
officer. Experience is an officer’s greatest tool.

And;

The role of a police officer is unique by its very nature
and only by experience can you hope to lead your

Table 1 Overall levels of
agreement that the direct entry
scheme is a good idea

The direct entry scheme is a good idea

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree Total

6740 (53.7%) 3454 (27.5%) 1862 (14.8%) 405 (3.2%) 88 (0.7%) 12,549
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officers and deliver performance without compromise to
the public.

Decision Making

Lack of experience linked to another area of concern raised by
officers. That lack of policing experience would make these
individuals poor decision makers. Decision making was
discussed in terms of the negative impact it would have on
the people they would lead as well as the wider public. As an
officer stated;

Direct entry at senior ranks will lead to extremely poor
decision making around all aspects of policing that
could have untold damage and impact on communities.
Intelligence and qualifications are important in leader-
ship and have their place, but the value of experience
cannot be ignored either. There is no substitute to expe-
rience in all walks of life and the lack of it will always
lead to errors and mistakes. In policing terms this is a
very serious issue.

Concerns about decision-making capabilities of DE and FT
officers were repeatedly raised by others. For example;

Direct entry for either Inspectors or Superintendents will
negate the positive impact that experience has on the
decision making process in often dynamic and sensitive
situations. Ultimately, investigations will fail and mem-
bers of the public will suffer harm if this policy con-
tinues. Direct entry will sacrifice operational effective-
ness for budgetary business administration skills.

As well as concerns about the potentially negative impact that
poor decision making due to lack of policing experience could
have on the public, officers repeatedly discussed their con-
cerns about the impact it would have on themselves and their
colleagues. For example, officers raised concerns about;

Direct entry to senior rank of persons who have never
walked a beat, fought a violent offender, stood on a
cordon for 12 hours freezing their nuts off or who have
no real idea of what the ‘frontline’ is actually like whilst
making decisions that affect my safety and well-being.

Similarly, another officer discussed that;

To do the job as a police officer, you need to be a police
officer first. Decisions made by senior officers affect
those still on the streets, and I feel that direct entry offi-
cers will not have that policing experience and will be
making decisions from desk top scenarios or book led
models, not from experience as a copper.

Earning Rank

Another issue linked to DE and FT officers and their lack of
police experience is that they would not have earned their
position and therefore were less deserving of it than officers
who had put in the time. As an officer explained;

Rank needs to be earned—automatic entry into higher
ranks is a major kick in the teeth for hardworking and
deserving officers. Rank must be earned by practical
policing experience and studying.

Table 2 Gender and direct entry (count, percentage, and standardized chi-square residual)

Sex The direct entry scheme is a good idea

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree Total

Male 5283 (55.5%) 2563 (26.9%) 1299 (13.6%) 310 (3.3%) 64 (0.7%) 9519

Residual 2.0 − 0.9 − 2.6 0.1 − 0.3
Female 1337 (48.7%) 798 (29.1%) 501 (18.3%) 86 (3.1%) 22 (0.8%) 2744

Residual − 3.7 1.7 4.9 − 0.3 0.6

Table 3 Rank and direct entry (count, percentage, and standardized chi-square residual)

Rank The direct entry scheme is a good idea

Strongly disagree Disagree Neither agree nor disagree Agree Strongly agree Total

PC 5145 (53.1%) 2627 (27.1%) 1533 (15.8%) 310 (3.2%) 66 (0.7%) 9681

Residual − 0.8 − 0.7 2.5 − 0.1 − 0.2
Sergeant to Chief Inspector 1595 (55.6%) 827 (28.8%) 329 (11.5%) 95 (3.3%) 22 (0.8%) 2868

Residual 1.4 1.3 − 4.7 0.3 0.4
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The idea that by not earning their rank DE officers would
devalue the job of a police officer was one that was frequently
raised as a concern by officers;

The direct entry scheme in my opinion devalues the
knowledge that is gained as a police officer. Why should
I study for promotion when others can come straight in
and make decisions based on non-police qualifications?

Another officer contextualized the devaluing impact they felt FT
and DE officers would have on people already within the police;

I don’t oppose accelerated promotion in principle.
However, I feel that direct entry to senior level policing
is fundamentally flawed. I cannot foresee how any per-
son can enter the police force as an Inspector or higher,
without having spent a substantial amount of time on the
street. Direct entry, will further demoralize the service,
and will also severely restrict promotion opportunities
for existing officers.

Credibility, Respect, and Trust

One of the most common issues of concern that officers de-
scribed was that lack of experience would lead to a lack of
credibility and respect being shown to FT and DE officers. In
turn, it was suggested that this would affect junior officers’
willingness to trust and thus follow their leadership. As an
officer noted;

You cannot order and expect others to do what you have
not done yourself. This isn’t a business with little risk.
People’s lives greatly depend on the experience and ac-
tions of Police Officers.

Similarly, another officer described how;

Senior staff are respected not only for their rank, but for
the simple fact that they have experienced this job as a
constable. There is no way that someone who has been
employed directly to a senior rank will have achieved
this and therefore the ‘rank and file’ officers will simply
not engage with them.

While another stated that;

No amount of college based training will make up for
having no street experience. Any frontline officer
worth their salt will tell you that the senior officers
we trust and respect are those who come from being a
good street copper.

Officers described how it was precisely because DE officers
lacked experience of the job and therefore lacked understand-
ing of the issues affecting those they would lead that junior
officers would not follow their leadership. For example, an
officer noted;

The Direct entry scheme is farcical. How they are
able to lead a team of truculent and petulant offi-
cers without any understanding of what they are
going through on the job is unbelievable. I have
respect for senior offices when I have seen them
in action throughout their career. I am unlikely to
have respect for a senior officer whether direct
from university or from WH Smiths.

Finally, officers noted how this lack of credibility and
respect in the eyes of junior officers could lead to prob-
lems in creating a clear direction and vision for the po-
lice service. This is particularly interesting given that this
is one of the key drivers of the development of FT and
DE programs in the first place. For example, an officer
described how;

Direct entry senior officers will result in a lack of proper
direction for lower ranking officers as you need to un-
derstand the grass roots issues before addressing them.
They will also suffer from a lack of credibility. In most,
but I accept not all, instances if you haven’t experienced
police work you can't effectively expect to lead a team
dealing with it.

Qualitative Perspectives on Current Police Leadership

Experience

When discussing current police leadership, it was the fact
that these officers had experience that was perceived as
their most desired quality. Officers also discussed how
experience was something they hoped that future leaders
would have. For example, an officer described how they
hoped for;

Leadership by experienced and skilled officers who
have performed those roles.

While another officer noted how in the future they hoped that;

Officers who become ACPO first prove themselves as
frontline police constables and work through each rank.
This way I believe the senior officers have a better per-
spective on how the police should be run.
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Understanding Frontline Issues

Respondents reported it was only through experience that po-
lice leaders could fully understand frontline officers and there-
fore be seen as good leaders. For example, an officer stated
their hope for;

Stronger leadership from senior managers and recogni-
tion of the current feeling amongst police officers and
staff.

However, when leaders were unable to demonstrate that they
understood these issues, concern was expressed about their
suitability to lead. An officer summarized this position suc-
cinctly stating that;

I’m concerned about police leadership for the future. It’s
quite obvious that there are a lot of senior officers who
have failed to stand up and say to their officers on the
ground, ‘chin up, it’s going to be a tough few years but
I’m right with you.’ I’ve not seen sight of my chief for
the last year, as far as I’m concerned we are a leaderless
force apart from the odd email from a senior member of
civilian staff to tell us about yet another change for the
better.

Forgetting What it Is like to Be a Police Officer

While officers expressed concerns about FT and DE leaders’
lack of experience, it appears they also have concerns about
current police leadership, which is perceived to be failing ju-
nior officers. Officers suggested that a lack of understanding
or at least lack of acknowledgment of officer values and feel-
ings was creating a gap between current leadership and the
officers they command and that this was having a detrimental
impact on the police service. For example;

I fear that there is a massive gap between our Senior
Leadership Team and the ground level. There are rifts
forming between departments and individuals on a reg-
ular basis and officers now just want to do the minimum
and move on, rather than put the extra effort in.

One of the reasons that officers repeatedly gave for their views
about current poor police leadership is that they believe that
senior leaders are out of touch with street-level policing and
thus have forgotten what it is like to be a cop. In this situation,
as is the case with a lack of experience for FT and DE leaders,
junior officers appear to lack respect for police leaders, doubt
their credibility, and find it difficult to trust and follow their
leadership. As an officer noted;

Senior officers quite frankly seem to have forgotten
where they have been.

While another discussed concern that;

All managers past a certain level tend to look after them-
selves, are only concerned in results that make them
look good and not what is actually happening on the
ground.

Similarly, another described how they hoped that;

ACPO remember they are police officers, NOT politi-
cians and, that they begin fighting for the benefit of the
police and the public we serve as opposed to that of their
political futures.

The result of senior leaders forgetting what it is like to be a
police officer appeared to create a lack of support for current
leadership. As an officer noted;

I have no confidence or trust in my senior command
team or the decisions they are making, this does nothing
for my confidence or good will towards my force.

While another discussed how;

Leadership is sadly lacking in the Police service and this
needs to be addressed immediately. I have never expe-
rienced such poor leadership.

(Re) Earning Credibility, Respect and Trust

The question raised is that if officers have concerns about both
FT/DE and current police leadership, what is it they want from
their leaders, and how could this be achieved? It appears that
officers want leaders who understand the views and experi-
ences of the staff they lead, can communicate with them clear-
ly, and demonstrate a commitment to doing what is best for
their staff and the public even when doing so may cause them
problems. For example, an officer noted that they want;

Greater and more open and honest support and dialogue
between staff and the ACPO ranks.

Similarly, another officer noted that they hoped for;

Clear and positive leadership demonstrating a clear vi-
sion from senior management.

In summing up, the generality of this feeling an officer de-
scribed how they;
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Would like senior police officers to stand behind the
rank and file as have senior armed forces officers. I
would be concerned if they do not and hope they can
acknowledge that the cuts are affecting morale and the
service to the public.

Discussion

From examination of responses to the statement that Bthe di-
rect entry scheme is a good idea,^ it can be seen that over 80%
of the 12,549 reported that they either strongly disagreed or
disagreed. When broken down by gender and rank, some sta-
tistically significant differences were noted, but the effects of
these differences are small at best. For example, more female
officers than male officers were indifferent to direct entry and
less female respondents strongly disagreed that direct entry
was a good idea. However, such focus on difference may be
slightly misleading as when looking at the percentage re-
sponses, it can be seen that only 4% of male officers and
3.9% of female officers strongly agreed or agreed that direct
entry was a good idea. In terms of rank, more Sergeants to
Chief Inspectors than Police Constables were indifferent to
direct entry. Similarly, to gender, when looking at percentage
responses by rank, it can be seen that difference between ranks
in terms of strongly agreeing or agreeing that direct entry is a
good idea is low with only 3.9% of Police Constables and
4.1% of Sergeants, Inspectors, and Chief Inspectors strongly
agreeing or agreeing. This suggests there is a high level of
unanimity between male and female officers and those of dif-
ferent rank in lack of support for direct-entry leadership.

The qualitative analysis helped tomake sense of this.When
discussing DE and FT leaders, it was not their individual traits
or characteristics that concerned junior officers, nor the style
of leadership they would bring to the police, but rather their
lack of police experience. Policing was perceived as some-
thing unique (Caless 2011), and previous experience of being
a police officer appears central to officers’ judgments about
the credibility of police leaders. This suggests that the credi-
bility gap (Rowe 2006) that DE and FT leaders face needs to
be recognized and addressed rather than dismissed. It is the
perception of a shared history and experience that appears to
impact on who officers categorize as similar or different to
them. In turn, who they categorize as similar or different to
them impacts upon who can and cannot influence them
(Subašić et al. 2011) and therefore who will and will not be
an effective leader (Steffens et al. 2014). In Social Identity
terms then because DE and FT leaders lack police experience,
they are seen as different from other officers and not part of the
same common in-group identity (Reicher et al. 2005).
Because of this, their ability to successfully create propitious
conditions for followership may at first be limited. What the

analysis suggests therefore is that DE and FT officers need to
find ways in which they can convince followers that they are
representative of them before they can lead them (Haslam
et al. 2011). Previous research such as Steinheider and
Wuestewald (2008) suggests that creating a model for shared
leadership might be one such way of enabling senior officers
to understand junior officer perspectives and create an inclu-
sive vision of policing and how it can best be achieved which
is seen as representative.

The analysis also reveals that it is not just DE and FT police
leaders that face identity and credibility issues. Where officers
believe that current police leaders have forgotten what it is like
to be a police officer, they also deem them unrepresentative,
lacking credibility, and therefore poor leaders. This is impor-
tant, as research has shown that leaders who are seen to em-
body the group identity can make decisions and enforce ac-
tions that would be seen to go against the interests of the group
if made by anyone else. In other words, by being seen as
representative, leaders can positively influence follower per-
ceptions of the fairness and necessity of their decision making
(Platow and van Knippenberg 2001), which in a period of
rapid change and uncertainty may be particularly important
to the effective functioning of the police service.

The current study suggests that officers feel that police lead-
ership is failing to comprehend the issues they are currently
facing and therefore does not provide the support and recogni-
tion officers want from their leaders. Existing police leadership
is seen to have failed to represent officers lived experiences
which means that they are unable to embody who the police
are and thus stimulate followership (Haslam et al. 2011).

Analysis also suggests however that there is an opportunity
for DE, FT, and existing police leaders, created by the current
conditions of change and uncertainty within the police service
to create a clear vision for the police. This vision, if seen to be
inclusive of and developed from rank-and-file officers as well
as police leaders could help stimulate followership and lead
the service through the challenges and changes it is facing
(Toch 2008; Sklansky and Marks 2008; Steinheider and
Wuestewald 2008; Wood et al. 2008). Where followers per-
ceive that the leader is acting for the group rather than them-
selves, because they are attuned to what matters to the group,
and are believed to be committed to advancing their cause,
then followers will embrace the leader’s vision as their own
(Haslam et al. 2011). Police leaders can therefore become
active agents in the leadership process by both knowing how
to configure their own behaviors in relation to their junior
officer’s identity and also involve these officers in decision-
making processes.

Research suggests there are a number of ways police
leaders can seek to achieve this. For example, by creating
organizational contexts that seek to unify officers (Haake
et al. 2015), giving officers an outlet for their voices to be
heard, listened to, and utilized in decision-making processes
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(Steinheider and Wuestewald 2008) or through demonstrating
increased social support from within the organization, devel-
oping open consultative communication strategies, and dem-
onstrating trust in junior officers (Finn 1997; Anderson et al.
2002). However, to fully embrace and embed such develop-
ments, there is also a requirement to recognize the need to
make changes to police leadership training tomove away from
a solely trait-based leader centric focus. Instead, approaches
that appreciate the importance of identity and the dynamics of
leader-follower relations in the leadership process should be
incorporated. That way, organizations such as the College of
Policing in the UK or the Senior Management Institute for
Policing in the USA can provide a foundation for new leader-
ship approaches to the culture of police leadership in general.

While this paper has argued throughout that identity dynam-
ics are key drivers for successful leadership, it is important to
note that the research underpinning this paper was carried out in
a climate of rapid change and uncertainty in the police in
England andWales. Within this context, it is possible that other
dynamics beyond identity and leader-follower relations might
be influencing officer attitudes about leadership. For example,
job satisfaction is low as is morale among the police in England
and Wales (Hoggett et al. 2014). Therefore, it is important to
recognize alternate explanations for the findings in this paper
and future research could aim to investigate what other factors
influence perceptions of leadership effectiveness as well as how
they relate to identity issues. However, analysis identified a
level of uniformity across ranks and gender, as well as geo-
graphically, which suggests that understanding the views and
experiences of junior officers and demonstrating their value
within decision making creates credibility and trust and thus
more propitious leadership conditions.

Conclusion

As previous research has illustrated, identity plays an impor-
tant role in policing (Van Maanen 1978a, b; Hoggett et al.
2014). This paper has also highlighted its relevance to police
leadership in terms of whom officers will see as credible,
whom they will respect and therefore whom they will trust
and follow. It has identified that officers are of the view that
you need to have experienced being a police officer at all
ranks to be a good police leader. This poses serious issues
for FT and DE officers, as those officers who have rapidly
climbed the promotion ladder without serving their time on
the streets, are regarded with some suspicion (Rowe 2006).

At the same time, officers suggest that their current leader-
ship is poor, as they have forgotten what it is like to be an
officer. Existing leadership therefore shares an identity prob-
lem with DE and FT officers, which they must address if they
want to influence and guide the police service during this
period of change and uncertainty. Questions need to be raised

about the future of police leadership and how it can address
this identity dilemma. This paper suggests that police leaders
(DE, FT and existing) need to convince officers that they un-
derstand, represent, and can advance the interests of the police
and has identified potential ways in which this might be
achieved from previous research (Anderson et al. 2002;
Toch 2008; Sklansky and Marks 2008; Steinheider and
Wuestewald 2008; Wood et al. 2008; Haake et al. 2015). If
they can achieve this, then evidence from social and organi-
zational psychology suggests that they will be regarded as
more trustworthy, fair, and charismatic and therefore more
able to influence and lead junior officers and make decisions
that would otherwise be unpopular (Haslam et al. 2001;
Reicher et al. 2005).

In a period where policing in England and Wales is facing
some of the biggest and most controversial challenges of the
last 60 years (Brain 2013), if police leaders are able to develop
and direct a shared sense of us within policing, they will be
able to galvanize their junior officers’ otherwise idiosyncratic
motivations and harness the transformative power of their co-
ordinated energies (Ellemers et al. 2004). Thus, by under-
standing the importance of identity, police leaders can create
more propitious conditions within which junior officers will
follow their leadership.
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