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Part 1
Context and Background



Chapter 1
Introduction: Understanding the Management
of Police Services

Paresh Wankhade and David Weir

Introduction and Background

This book is the first of a three volume series on the management of the three blue
light emergency services (Police, Ambulance and the Fire & Rescue Services) being
published by Springer, USA. This volume aims to provide a broader management
understanding of the police services which would be of equal interest to a wide
audience including students, academics, practitioners, professionals including the
leadership & management practitioners in police forces without compromising the
rigour and scholarship of the content. We have invited experts in their particular
fields to address the chosen themes, both in the theory and practice of the function-
ing of the police services in the UK and abroad. The key thinking in this volume is
to provide a broad understanding of the major management issues relevant to police
services in the UK along with an international perspective. Admittedly it is a dif-
ficult endeavour to cover all the possible management themes in a single volume
such as this but we are confident that the chosen topics will provide an expert view
and a rounded understanding and insights into the management of police services.
More attention is being paid now to the management research on police services
given the policy and practice implications of the challenges and changing context of
policing. Several factors have contributed toward the need for a better understand-
ing of the role and contribution of the police services in the wider criminological
settings. The pressures on police budgets and the resulting implications for service
delivery have been well rehearsed. The deteriorating global security climate and
the growing numbers of cyber-crime cases coupled with lower public confidence
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and low staff morale is likely to add more pressures on the use of the police servic-
es. The Mid Staffordshire Hospital Inquiry (Francis 2013) and the Keogh Review
(NHS England 2013) both highlighted a cultural transformation of the hospital and
emergency/urgent care services in England. This calls for a similar understanding of
the police services thus making this project particularly timely. The chosen themes
in this volume will help to outline the social, cultural, and political context in which
the police services is to be understood. This volume covers issues of theory, policy
and practice and raises questions, some of which are intrinsically controversial.
Each of the chapters seeks to engage with the current debates about the direction of
travel. The contributors also examine the latest development in their chosen field
of enquiry. This volume thus aims to set out the management understanding of the
police services as a significant sub-discipline of emergency management and also
provide a basis of learning and teaching in this field.

Changing Context of Policing

In the UK, we are currently witnessing two contradictory trends: that of decline in
the policing and crime statistics in the UK amidst escalation of global violence, and
the growing threats to world security climate. The international peace is threatened
by a range of events, sometimes not connected but each posing a significant policing
challenge and having implication for an appropriate police response. For instance,
the turmoil from the continuing civil war in Syria, the latest round of escalation of
violence in the Arab-Israel conflict including the deteriorating situation in Iraq and
the rise of a new militant group are a few cases to note. Another totally unconnected
danger is from the pandemic threat of the new deadly Ebola Virus from West Africa,
posing a significant challenge to policing with global ramifications.

In the UK, the latest Crime Survey in England and Wales (CSEW) for the year
ending March 2014 revealed that there were an estimated 7.3 million incidents of
crime against households and resident adults (aged 16 and over) for the year end-
ing March 2014 (see Fig. 1.1). This represents a 14 % decrease compared with the
previous year’s survey and is the lowest estimate since the CSEW began in 1981
(Office for National Statistics ONS 2014). However, this is in contrast with the po-
lice recorded crime figures which show no overall change from the previous year,
with 3.7 million offences recorded in the year ending March 2014. Prior to this
police recorded crime figures have shown year on year reductions since 2002/2003
(ONS 2014).

There is no consensus among experts about the reasons for fall in the crime fig-
ures and a range of factors including the decline in binge drinking, rising alcohol
prices and the state of the economy have been reported (Travis 2014). Jon Boutcher,
the national policing spokesman on surveillance was reported (Dry 2014) to ar-
gue that drop in crime figures was misleading since lot of criminal behaviour has
moved online, where much of it goes either unreported or undetected and warned
of being complacent to the dangers of cyber-crime. Furthermore, the CSEW (previ-
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Fig. 1.1 Police recorded crime, 1981 to 2013/14. (Source: Office for National Statistics-Crime in
England and Wales, Year Ending March 2014)

ously British Crime Survey) in use since 1982 has undergone changes from being
a research tool to be seen as a system of performance management (Hough et al.
2007). Significant methodological limitations of using surveys as research tools
in measuring the performance of public services have been reported (Cantor and
Lynch 2000). Recently, Feilzer (2009) examined whether the data collected through
the BCS (now CSEW) can be considered as valid and reliable indicators of local
police performance. Her analysis showed that perceptual measures included in the
BCS and used as performance measures are ‘under-conceptualised, invalid, context
dependent, strongly related to social-demographics and are unreliable’.
Meaningful performance reporting by police forces and in wider public services
has been under considerable scrutiny (Shane 2010; Wankhade and Barton 2012;
Loveday 2008; De Bruijn 2002; Wankhade 2011; Andrews and Wankhade 2014)
with the MORI 2007 survey (IPOS MORI 2008) reporting how a large proportion
of public do not believe crime is falling and more than 60 % of the public have not
heard of the Police Inspection Agency (Her Majesty’s Inspectorate of Constabu-
lary). The Casey Report (2008) describes that less than 1% of respondents relied on
published statistics as their primary source of information to find out whether the
crime in their region was increasing or decreasing. Information about policing is in-
creasingly available outside police agencies through different sources including na-
tional TV and newspapers, official websites, and social networking sites (O’Connor
2010). Research on factors that drive public confidence conducted by the College
of Policing (formerly National Policing Improvement Agency) and Metropolitan
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Police (NPIA/Home Office Final Report 2010; Neyroud 2010) further highlighted
the significance of good quality information put out to public.

It has been generally accepted that opening dialogue with public and improv-
ing channels of communication with public acts as another form of contact and
helps improve confidence in policing (Bradford et al. 2009). A string of allegations
have been levelled at the police in recent months eroding public trust in policing
(Hillsborough 2012; Her Majesty’s Constabulary of Inspection 2011). British media
has been dominated by several stories including ranging from undercover Scotland
Yard officers trying to influence the family of the murdered black teenager Stephen
Lawrence in London, to the arrest of a police officer for lying about witnessing
the “Plebgate” row involving MP Andrew Mitchell in Downing Street; the alleged
Hillsborough police cover up and the arrests of current and former police officers as
part of the Met’s Operation Elveden investigation into alleged payments to public
officials in return for information (Maybin 2014). The ‘reassurance’ aspect of polic-
ing offers another perspective in improving public confidence (Skogan 2009).

Police services are also witnessing a new challenge on the institution of the Police
Federation of England and Wales which is a staff association for all police consta-
bles, sergeants and inspectors. An Independent Review led by Sir David Normington
(2014) has provided a series of recommendations (pp. 65—68) to improve trust and
accountability, foster openness and transparency and improving financial priority
with a detailed timetable to re-write the terms and reference of the federation’s consti-
tution. Furthermore, acting on a whistle-blower’s case from the Metropolitan Police
Service, the House of Commons Public Administration Select Committee (PASC)
published a damning report about the massaging of the Police Recorded Crime sta-
tistics (PASC 2014). The report recommended to the UK Statistics Agency (UKSA)
acting in response to the evidence exposed by PASC’s inquiry, to strip Police Record-
ed Crime statistics of the quality designation ‘National Statistics’ (PASC 2014, p. 52).

Historically, concerns over police accountability and the control of wide ranging
police discretion impacting on individual’s civil liberties are as old as policing itself
(Feilzer 2009; Gaines and Cains 1981; van Maanen 1973). A ‘tripartite’ structure
of police accountability which distributed responsibilities between the Home Of-
fice, the local police authorities and the chief constable of the force was in vogue
till recently. In November 2012, 41 Police and Crime Commissioners (PCCs) were
publicly elected across England and Wales, something billed as the most significant
constitutional reform in the last five decades. The PCCs became responsible for a
combined police force area budget of £ 8 billion to hold Chief Constables and the
force to account; effectively making the police answerable to the communities they
serve (Association of Police and Crime Commissioners 2014). The real impact of
the elected PCCs on accountability relationships is still being debated (Keasey and
Raine 2012; Sampson 2012; Joyce 2011) with Lister (2013) arguing that the new
‘quadripartite’ governance framework for police institutional accountability may
generate pressures on PCCs to interfere in what Chief Constables do.

Important lessons are to be learned by the police services from the Frances report
(NHS England 2013) into the patient deaths at the Mid Staffordshire NHS Founda-
tion Trust which re-emphasised the need for organisations to create and maintain the



1 Introduction: Understanding the Management of Police Services 7

right culture (Foster 2003) to deliver high-quality care that is responsive to users’
needs and preferences. Loftus (2010) argued that the underlying world view of of-
ficers displays remarkable continuity with older patterns, and police culture endures
because the basic pressures associated with the police role have not been removed
questioning the increasingly accepted view that orthodox conceptions of police cul-
ture no longer make any sense. Many of these changes will require a different style
of policing, one which “fosters the trust and confidence of local communities and
meets their concerns and expectations” (Karn 2013, p. 5). Understanding police
culture(s) nevertheless offers important insights into the nature of the organisation
and how it deals with issues of legitimacy, accountability and future direction of
travel (Waddington 1999; Barton 2003; O’Neil et al. 2007; Cockeroft 2013).

Against the changing landscape of policing, the role and function of the police is
also changing. The police mission has become broader and more complex, embrac-
ing functions more commonly associated with other agencies (Karn 2013). Yet the
public (and political) expectation from police services still centres on crime protec-
tion. This volume provides a timely discussion of some of the key management
issues being confronted by the police services.

Aims and Plan of this Book

This volume provides a mature understanding of an important public service. Thus,
one of the aims of this volume is to invite a new generation of management scholars
to explore the study of the police services. This volume will also appeal to a range
of students (both undergraduate and postgraduate) studying organisational theory as
well as social sciences, sociology, economics and politics, community engagement,
emergency planning and disaster management. The book offers critical insights into
the theory and practise of strategic and operational management of police services
and the related professional and policy aspects. For a large number of staff work-
ing in the emergency care settings, the growing calls for professionalisation of the
service (through closer links with HEIs) and the recognition to reflect on their own
personal development, this volume seeks to provide an authoritative source on the
management of the police services addressing the knowledge gaps. This volume
will equally appeal to a growing audience of independent practitioners and consul-
tants, both in the UK and working around the world.

One of the other aims of this volume is to bring together, top-quality scholarship
using experts- academics, practitioners and professionals in the field, to each of the
chosen topics. Admittedly this was an ambitious task and we have been really fortu-
nate to have an assembly of authors who are well regarded for the expertise in their
fields. They range from senior academics, chief constables, serving and ex-police
officers & police staff, and independent practitioners. To bring them all together
is a key highlight of this volume and to this end this is a book by the people who
lead and manage the police services and their opinions is important in informing
the policy and guiding the practice. The contributors have written from different
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perspectives of critical academics to chief executives and policy experts and there is
much to be gained from reading chapters in ‘conjunction with each other, contrast-
ing different perspectives and approaches’ (Newburn 2003, p. 7). We are immensely
grateful to them for their untiring work that has gone to produce this volume and
feel confident that it will do justice to the complexities of the chosen themes. All the
chapters have been completed in 2014 and hence draw upon the latest evidence and
research base available on the chosen topic. The chapters are based in the practical
experiences of the authors and are written in a way that is accessible and suitable
for a range of audiences.

In dealing with these issues, the volume is divided into four parts. Part 1 provides
the context and background to this volume. Chapter 1 examines the context of po-
licing and states the aims of this volume. In Chap. 2, John G.D. Grieve explores the
historical perspectives in policing. His chapter looks back to the founding fathers
of policing in the eighteenth and nineteenth centuries and considers whether their
thinking has any application in the governance reforms of the early twenty-first
Century. He provides a practitioner’s reflective view of where policing came from
and what is the significance for governance, leadership and management now of
those earliest days? He argues in his piece that Robert Peel deserves much of the
credit for the practical development of the emerging framework, even if not the pre-
cise labelling of them as Peel’s Nine Principles of Policing that he has sometimes
been given. But he should be given the credit as an artificer building on what had
been begun earlier rather than as a completely original thinker as Douglas Hurd's
work advises us (Hurd 2007). Reith's articulation remains helpful as an ideal. These
Principles, he concludes, have relevance and find resonance even today.

Part 2 of this volume deals with the ‘doing’ of the police services in preventing
crime and providing order in the society. Five key themes are examined. In Chap. 3,
police leadership is examined by Andrew Fisher and john Phillips. They argue that
the police service is facing a crisis of public confidence amidst a range of current
challenges. The service is being faced, not only, with political and fiscal challenges,
but also cultural & structural problems, and societal issues have threatened the prin-
ciples of policing by consent and legitimacy. They contend that the crisis can be
seen to be the result of failed leadership and policing strategies over decades, and
the danger is that there will be more of the same. Case for a new model of policing
that recognises the value of engaging communities to re-build confidence and as-
sist in the single mission of reducing crime, based on ‘trust, norms and networks’ is
made in their piece. This chapter examines the challenges and explores what needs
to be done to make this happen.

In Chap. 4, Julian Constable and Jonathan Smith examine the contentious theme
of police occupational culture. The study of police occupational culture has re-
vealed a wealth of hitherto unknown and unseen aspects of the working life of
police officers. In the social science literature this culture is often linked to many
of the problems that have been evident in the police organisations of England and
Wales. In this way, the authors argue, initial training environment is often consid-
ered a place where otherwise ‘good’ new recruits are inducted into a sub-culture
that is pernicious to themselves, the service and those they police. The case study of
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initial training described in their piece, indicates a complex picture where examples
of practice and behaviour that is both progressive and problematic are found. Some
specific recommendations are made with regard to changes that might be consid-
ered for future iterations of initial police training by the force in question and the
service as a whole.

In Chap. 5, the issue of community engagement is investigated by Susan Ritchie.
She argues that adopting a deficit model of public service delivery where services
‘fix” communities rather than build on the strengths they have, is just not working.
She provides a personal practitioner perspective of the future of democracy in the
UK with a particular focus in the way public services understand the communities
they serve. Going beyond public confidence and satisfaction ratings more demo-
cratic initiatives such as Citizens’ Charters, pledges and local area agreements offer
greater opportunity to reconnect the state with the individual and to re-think the
feminist phrase of ‘the personal is political’ so that it can be applied to all public
services. She concludes that by developing new skills to listen differently to the
communities they serve, police services can act as the ‘enablers’ of active citizen-
ship to reduce demand and improve social capital.

In Chap. 6, we include two practitioner contributions on the important themes
of Managing Diversity in the police and that of Risk Management. Rowland Moore
first explores the issue of equality and diversity in police forces in a short piece. He
argues that being immersed in a culture dominated by people who might be differ-
ent by gender, sexuality, race or disability, presents significant additional personal
challenges. Some are obvious from the outset and are by definition easier to deal
with whereas others are more insidious involving practices seemingly ingrained in
organisational culture. He contends that in the final analysis, policing appears to be
heavily populated by values underpinned in conservatism—a political philosophy
or attitude emphasizing respect for traditional institutions, distrust of government
activism and opposition to sudden change in the established order. In the second
piece, Andrea Bishop examines the ‘frontline’ view of the management of risk in
policing. For her, strong leadership and operational credibility are crucial compo-
nents for senior managers to readily possess and to successfully deliver against in
policing. She argues that confidence and trust of the public is an absolute priority
and is at the heart of British policing. Members of the public will always turn to the
police in times of need and it is in these difficult times that we must ensure that we
get it right. She concludes that a proactive approach to listening coupled with strong
leadership can help to make sensible decision about addressing risks and managing
them.

Part 3 of the volume explores current debates in policing through four key
themes. In Chap. 7, Jon Murphy explores the essence of policing from his perspec-
tive of a Chief Constable in the North West of England. He argues that the police
service has always been excellent at training its people; investing huge amounts of
money and resources on how to do ‘stuft’, about the law, codes of practice, about
process and the tactical delivery. But whilst they train well, they are not so good at
teaching people to think about policing, about its mission and its legitimacy. From
him, there is nothing revolutionary or clever about the basic philosophy of policing,
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but quite the opposite-“T don’t believe in fixing what is isn’t broken and I don’t be-
lieve in change for change sake.” Notwithstanding various challenges, not least of
shrinking budgets, he concludes that police forces maintain and build on their repu-
tation by keeping the public safe, and by being openly accountable for their actions.

The issue of police accountability is examined by John W Raine in Chap. 8.
The election across England and Wales in November 2012 of 41 Police and Crime
Commissioners (PCCs)—one for each police force area outside London marked
the launch of an intriguingly novel approach to police governance at the local level.
The new arrangements have replaced the tradition of committee-style model, origi-
nally of council-led ‘police committees’, and subsequently (from 1964) of separate
‘police authorities’ (comprising a mix of nominated councillors and other local ap-
pointees). The new PCCs are directly-elected individual office-holders whose role
it is to provide the strategic leadership and democratic governance for police and
crime-related activity, including the key role of holding the chief constable and the
local police force to account on behalf of the public. Drawing from empirical analy-
sis of interviews with a sample of PCCs, the various accountability relationships
are evaluated. It is concluded that each of the PCCs was also driven by desire to ac-
quire good personal understanding of public expectations about policing and crime
reduction and to ensure that such understandings could be reflected in their own
prioritisations of policing resources and in their approach to the role more generally.

Our next author Barry Loveday deals with the subject of police modernisation
in Chap. 9. His key argument is that the future police management in an age of
austerity should be ready to experiment with innovative developments that provide
a level of service expected of it by the public. The modernisation debate cannot
be about police establishment any longer but should concentrate on both police
deployment and more effective resource allocation. He argues that if the evidence
suggests that further reductions in police establishment, when balanced by increases
in non-sworn civilian staff undertaking more operational roles could increase po-
lice effectiveness, then this should be addressed. It is further contended that in an
environment that now increasingly recognises the significance and impact of anti-
social behaviour on both individuals and communities, there is a clear case for fur-
ther evaluation of alternatives to a police response to it. The chapter suggests some
possible avenues which could provide the basis for both an effective collaboration
between police and local authorities while also providing a more effective response
to community demands and victim’s needs.

The subject matter of ‘personal resilience and policing is next examined in
Chap. 10 by our experts Jonathan Smith and Ginger Charles. Police services around
the world face many kinds of challenges which often impact directly, and not al-
ways positively, on the people who work within these organisation. These are often
manifested through increasing levels of stress, burnout and PTSD (Post traumatic
stress disorder). In this chapter the authors have explored how resilience may be
useful in assisting people to not only cope with these challenges but thrive and
prosper in this environment of uncertainty and rapid and constant challenge and
change. The chapter develops further, the idea of holistic resilience, and explores
the component parts to this, using a holistic framework called the Global Fitness
Framework. It investigates some of the benefits to developing greater resilience at
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individual, organisational and societal level and concludes with an exploration of
how the different elements to resilience might be developed by police organisations.

Part 4 of this volume presents perspectives on the future of the police services,
both in the UK and internationally. Rather than long chapters, these contributions
are intended to be shorter pieces to capture greater variety and expertise surround-
ing the future of policing. In the context of UK, three perspectives are discussed in
Chap. 11. The first contribution by David Weir and Paresh Wankhade provides a
counter-view on the arguments put forth by some of our contributors on the future
of policing. They also comment about the nature of police work and the changing
societal context for policing. The piece contends that some of these debates do not
all point necessarily in the same direction and many contentious themes still reso-
nate and are not resolved notwithstanding an emerging consensus among police
officers and experts. They raise the issues of legitimacy, resourcing and technology
and argue that the ultimate objective for everyone should be a society in which citi-
zens feel safe and criminals feel anxious. They conclude that the responsibility for
that ultimately lies with both police and the public they serve.

In the second piece, Tim Meaklim argues that in complex times policing still
holds a central role in the maintenance of law and order. There is an uncertain fu-
ture for policing especially as the organisational concept; practice and function of
the police are undergoing transition. His piece explores the current complex socio-
political, technical and operational environment of policing, before considering
possible key topics that will impact upon the future of policing including terrorism,
cyber-crime, organised crime and threats created by climate change or infectious
diseases. Finally it considers how leaders and the police organisation can forecast,
plan, and manage the future policing response to meet the changing environment,
whilst remaining flexible and able to work through uncertainty.

Our third expert opinion is provided by Peter Neyroud who draws attention to a
deep crisis in public policing which has been precipitated by the combination of fis-
cal austerity, falling crimes and changing crime patterns. He argues that the crisis is
affecting the legitimacy of the institution and requires a new approach from police
leaders. To him, the new approach centres around the police taking ownership of the
science of policing and building new professional practice based around evidence
and supported by a reformed police education. For this to happen, he contends, that
the police officers and police leaders will need to value science as a key determinant
of their choice of tactics and strategy and a vital part of the qualification framework
for any applicant to or practitioner in policing. For police leaders confronting the
challenges of the “perfect storm”, it is essential task for police to own, deploy and
develop the science of policing.

In Chap. 12, we present two contributions addressing international perspectives
for police services. Our first author, Colin Rogers argues that policing is not a stand-
alone activity, but is affected by many different global changes and other social
factors. Consequently police leaders now and in the future will need to be aware of
potential global activities in order to provide an adequate response to changing cir-
cumstances. Further, police organisations will need to be flexible and adapt to these
changes in order to remain effective. This chapter considers the potential changes
and their impact that will provide future challenges for police leaders. Our second
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expert Jacques de Maillard, exploring the French National Police, argues that at all
levels of police management, the use of dashboards and performance indicators is
usual, both internally to manage personal and vis-a-vis external partners. His text
aims to question the effects of the uses of these indicators by taking the example of
the French National Police. After having briefly described the modes of operation
of police organizations affected by the deployment of these indicators, he analyses
the impact on police work and interactions within the police organisation as well
externally. The piece especially focuses on the rationalisation process at work, the
perverse effects associated to these new policy instruments and the internal contro-
versies associated to them.

Limitations of the Current Project

As editors there were a few difficult decisions we had to take; the biggest one was
to decide what to include in the volume and what was to be excluded. We are also
conscious about the possible disagreements about the final contents of the volume
and what else could or should have been covered. Furthermore, even the scope of
some of the chapters could have been more detailed and capable of being examined
in a greater detail. The chosen themes do not aim to cover the whole gamut of is-
sues which could be applied to the management of police services. Nonetheless they
provide a fair representation of topics that concern us in our scholarly research and
teaching. We firmly believe that they represent opportunities for both teaching and
practice to reflect on these issues. We also seriously deliberated upon the choice
of the authors and their backgrounds. In the end we were convinced that a choice
reflecting a balance between academic experts and senior practitioners would bring
greater criticality and reflection to the understanding of the chosen themes. Rather
than having rigid guidelines over chapter style and structures, we saw greater rel-
evance in a ‘light touch’, free flowing style of each of the chapters in presenting the
contrasting perspectives from academics and practitioners. We are of the opinion
that this approach worked better in a work like this though it will be for our read-
ers to judge whether we were correct in our methodology. Similarly we could have
paid more attention to the developments in policing outside England though there
remains a strong comparative element from Europe.

Future Research Agenda

Police services play a crucial role in maintaining order in the society and in pre-
venting crime. But the context in which they currently operate within the criminal
justice system is increasingly becoming fragmented, complex and politically con-
tested. The challenges of funding, training, online-crimes and cultural transforma-
tion are now felt globally. The need to learn and adapt from suitable models of
police service delivery across the globe have never been greater. We sincerely hope
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that this volume will trigger greater interest in the understanding of one of the most
important of public services. We aim to further work on a comparative element
outside the UK and invite interested colleagues and partners to join the quest of the
management understanding of a service which is so important to the society.
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Chapter 2
Historical Perspective: British Policing and the
Democratic Ideal

John G. D. Grieve

Introduction

The title of this piece is taken from Charles Reith’s 1943 (Reith 1943) book whose
writing and that of others has recently had a mixed press (Lentz and Chaires 2007).
‘British’ might be a slight misnomer on the part of this piece but it does consider Ire-
land and Scotland and their impact on Colquhoun, Peel and the first Commissioners
of Police to the Metropolis. Part of the task here is to restore Reith’s reputation to a
wider audience. However the argument explores further back, further than the last
70 years, to 200 years ago. The participants here in this early account are seven.
Later many more thinkers appear, before even the critical policing criminologists
of in the mid twentieth Century. There are a complex network of tracks here to be
mapped to understand the critiques and demands for reform of the twenty-first Cen-
tury policing leadership, management and governance. This is not academic history,
it is a practitioner’s account of his predecessors but attempts to fulfil some of the
requirements of the historian (for example MacMillan 2010, p. 5, 43) of orientation,
considering context, asking questions, making connections and collecting and as-
sessing evidence evidence. It is work in progress.

The chapter examines the roles of the policing philosophers John Stuart Mill and
Jeremy Bentham, the magistrate Patrick Colquhoun, the politician Robert Peel, the
administrator and legislator Edwin Chadwick, and the police practitioners, admin-
istrators, managers and leaders Charles Rowan and Richard Mayne, in charting a
way. (It could have gone earlier to the Fielding brothers but does not consider ther
highly important developments for lack of space.) The paper considers whether
their thinking and research a century before him, informed Reith’s arguments for
British Policing Principles (Reith 1943, p. 4), and if it has any relevance to today.
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For example the reach of Bentham into the twenty-first Century has been, arguably,
illustrated recently by the whistleblower on American and UK intelligence systems,
Edward Snowden by his adoption of Bentham’s coining of a ‘Panopticon’ as a way
of describing the increased power of the state (see below and for example Harding
(2014) which shows the philosophers continuing influence.

Recent changes in policing governance are significant, for example the 2012
arrival of the single person party political in many cases, elected Police and Crime
Commissioners to replace the part elected 16 members, multi party bodies that were
the Police Authorities (Brown 2014). These dated back to 1964 in current legisla-
tion but with a much earlier genesis. The Police and Crime Commissioners can be
traced in part to American models (see Cohen below). Three American models are
considered here and their relationship to the British model is considered.

Developing the theme of seeking the paths by which a British policing philoso-
phy can be explored the chapter is particularly concerned with the twin imperatives
from these early days; those of prevention and investigation and whether these con-
flict? This hypothesised tension might be taken to be further evidence of a crisis in
democracy, in Reith’s terms the democratic ideal, as well as the political debates of
a crisis in policing leadership and management.'

The Early Thinkers and Practitioners of Policing

This piece does not claim that there is no role for politicians in determining polic-
ing strategy. On the contrary it is the task of policing to uphold the laws passed by
politicians in Parliament. How that policing should be conducted is a matter in part
for police practitioners and their leaders but they need to take account of the impera-
tive for public support and the related issues of accountability and transparency. In
a democracy the tactics and operations of the police need to be independent of the
politicians, not least because sometimes the politicians may be the subject of police
operations, just as the judiciary are required to be independent of the executive—the
politicians in government in power and independent of everyone else. The police
are accountable to the judiciary as they both uphold the law. Accountable in this
sense means also giving an account of the exercise of their powers after the event
to both the judiciary and politicians. Also they are accountable to the communities

! This paper distinguishes between the use of the words ‘leadership’ and ‘management’ in a way
that many writers have pursued and about which there is still considerable debate. In short, be-
cause the issues can be discussed in volumes, leadership is about taking people somewhere they
may not otherwise have gone and management is about the resources required, which includes the
training and recruitment of those people. The related concept of ‘command’ of military origin but
of considerable relevance to policing is a subset of leadership. (See the section on Elliot Cohen
(2002) below). I am grateful to my colleagues both police and academic, with whom I have had
many discussions on these topics. In particular I am very grateful Dr Andrew Fisher who falls into
both categories and who continues to contribute to the material considered here not least about the
relationship of Peel to Reith.
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they were drawn from and so from earliest times needed to take into account the
approval of many layers of the public; this was at the least through the jury system,
in the criminal and civil courts and at Coroners Inquests dating back hundreds of
years before Peel. That leads to thinking by policing leaders about the balance of
independence and accountability in order to achieve public support (see for ex-
ample Alderson (1979, 1984, 1998) for the detailed accounts of these imperatives,
principles and developments over the years, written by a practitioner, academic and
police philosopher).

Balancing difficult concepts is a task for philosophy. Critchley (1967) Stead
(1977a) Ascoli (1979) Alderson (1998) all claim the influence of the Utilitarians on
Peel and Chadwick and the early years of policing. Reith (1943) however does not
cover their philosophy at all; he does however include both Bentham and Colquhoun
in his 1952 book.

Jeremy Bentham (1748-1832) is arguable the thinker behind the emergence in
the last 250 years of the police democratic ideal; the ‘new’ policing, what Alderson
(1998) calls the ‘good’ or ‘high’ police balancing the issues raised by the need for
public approval. He introduced thinking about this public approval (more generally
called public or community confidence in the police today) and independence by
articulating the greatest happiness (and least pain) principle, in part about the public
good, founding the basis of a pleasure and pain calculus and it’s relationship with
miscarriages of justice. Indeed the words ‘maximise’ and ‘minimise’ were coined
by him. The concept of a ‘Panopticon’ prison where the prisoners were visible at
all times to ensure their good behaviour (and avoidance of pain inflicted by punish-
ment for misbehaviour).? Bentham was a great influence on Colquhoun (Critchley
1967; Stead 1977a).

The philosopher who developed (indeed wrestled with) these ideas through the
early years of policing was John Stuart Mill (1806—1873); his father was a friend
of Bentham. He identified the issues at the heart of many debates about the public
good, pleasure and pain and On Liberty the title of his most influential work. It was
not for nothing that Peel wrote that liberty should not confused with being accosted
by drunken women (sic), this is still relevant today as a recent bus journey on a Fri-
day night in London showed. It is also evidence of the long shadows of philosophy
that one of the most active pressure groups for police changes and reforms should
be called Liberty at the time of writing (Critchley 1967; Stead 1977a, Alderson
1998).

Patrick Colquhoun (1745-1820) was a Magistrate at Thames Magistrates Court
dealing with cases bought amongst others by the Thames Police patrolling the river
through London. He was a close associate of Bentham, Stead writes that he admired

2 This concept of constant visibility is what must have attracted Edward Snowden to the word
Panopticon, in his case relating it to the constant visibility to the surveillance of the state through
digital data. Continuing that thought of visibility another early example of intelligence is Bentham’
close associate Colquhoun’s (see below) knowledge of individual rioters behaviour and their iden-
tities. He made known to them his “forbearance” and admonished them to make good use of his
forbearance an early example of preventive intelligence led policing (see Stead 1977b, p. 59) and
even an early form of cautioning!
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Colquhoun (Stead 1977b, p. 51). His Treatise on the Police of the Metropolis (1795)
is a seminal work on policing and criminology not least on the criminology of polic-
ing. Colquhoun set about understanding the problem that police in its original sense,
still to be found in the Police Instruction Books and web pages throughout the ages
to this day, is some variation on “the arrangements made in civilised states to ensure
the inhabitants keep the peace and obey the laws” (Alderson 1979, pp. 158-159).
It is significant that the first Commissioners were Magistrates—that is Justices of
the Peace.

Colquhoun made a detailed record, gathered data, defined his terms, analysed
the data, explored motivation, came to conclusions and made recommendations.
Not surprisingly, given what he did, he described policing as a new science. His
definition of police is interesting but slightly more complex than that given above.
It is “all those regulations in a country which apply to the comfort, convenience and
safety of the inhabitants” (Stead 1977b, p. 51; Reith 1952, pp. 136-149). It is sug-
gested that regulations means more than just those set up under legislation. Which
definition aptly describes the police tasks today. Colquhoun is the architect of the
preventive paradigm in policing, the prevention of crime as the primary object of
the wider definition of police, including prevention by detection and punishment.

Peel offered his thoughts generally on how the ‘new’ Police should act in a de-
bate in Parliament on 28th February 1828; he outlined what he had seen in Paris
and Scotland®. He thought they should epitomise—(that the Police Officer as a)
“Public Officer for that purpose, who apart from malice and private considerations,
is bound to execute his duty with impartiality and firmness.” (Parliamentary Debate
28.2.1828 paragraph 795 MEPO 7/1 PRO). Impartiality and fairness is the founda-
tion of the independence of chief officers and all who hold the Office of Constable
under the Crown in the British model.

Robert Peel certainly did not write out or articulate any list of policing principles
that resembles Reith (1943, p. 3) in their entirety. Or if he did we have not found
them. It is disappointing to trawl through the Public Records Office Peel papers
and the early Metropolitan Police letter books (MEPO). The records are of politics
and drunkenness. That is Peel’s politics and police and public drunkenness. There
are accounts of recruitment and pay and the general character and backgrounds of
police recruits. There is an illuminating letter (cited in Hurd 2007, p. 106) on the
artisan nature of the tasks that Peel was proposing. There is no outline of principles
of how policing was to be done nor an overall strategy; that has to be inferred from
the later correspondence and first police instruction books. The issue here is not that
Peel wrote the Principles but what is the evidence that he believed in some or all of
the values they espoused? The two first Commissioners Rowan and Mayne turned
Peels legislation into practical instructions for the ‘new’ police in the spring and
summer of 1829 (see Times Newspaper 25.9.1829 pages 2 and 3). By autumn of

3 Not it should be noted Ireland as he is often described as getting his thinking from his experi-
ences there. He goes on to cite his learning about the nature and behaviour of policing in London,
Liverpool, Manchester, Glasgow, (and eventually) Dublin and Edinburgh (“Parliamentary” Debate
28.2.1828 paragraph 788).
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that year they were ready. The combination of the disciplines of military, law, phi-
losophy and politics has cast long shadows on the path policing governance, man-
agement and leadership has followed (Reith 1952; Critchley 1967; Stead 1977a;
Alderson 1979, 1984, 1998).

Charles Rowan was an army officer, trained by Robert Craufurd in the Napole-
onic Peninsular campaigns. He was a staff officer who wrote well and was prob-
ably involved in the writing of a forgotten early nineteenth Century treatise on the
policing of military camps (Fletcher 1991). The military paradigm is at the heart
of many debates about policing and police leadership down the ages to this day.
Rowan drafted the initial Instruction Book that outlined the demeanour, tasks and
duties of the Office of Constable under the Crown that pulled together all the good
in what had gone before. Making sure that the duties were conducted in the style
that Peel desired was a leadership and management task from the outset that Rowan
described to his Superintendents—their badge a Crown being the Warrant Officer’s
not the Major’s, further proof of the artisan nature of policing that Peel had desired
(Times Newspaper 25.9.1829 pages 2 and 3; Reith 1952; Critchley 1967; Stead
1977a; Alderson (1979), (1984) and (1998)). The nature of policing, it’s demeanour
and tasks remain a management and leadership task to this day.

In a famous letter (cited in Hurd 2007, p. 106) Peel had written that he did not
want ‘gentlemen’ (and presumably would not want ladies today)* in his ‘new’ po-
lice. His reasons are arguably mixed; control of the working classes and non work-
ing classes he anticipated would be better achieved by artisans and their leaders
from the same class albeit with an officer and a gentleman as the first Commission-
ers. This patronising and class based issue remains the basis for some attitudes to
the police and from some of the police themselves to this day.’

Richard Mayne, Rowan’s co commissioner initially and then sole incumbent
epitomises the legal paradigm in policing, Mayne had been a Magistrate in Ireland.
Whilst Rowan was outlining the tasks and demeanour of the new police Mayne
drafted the legal basis on which the police officers’ powers rested. (Reith 1952;
Critchley 1967; Stead 1977a,). Another abiding leadership and management task
to this day.

It is worth remembering that Rowan and Mayne were both appointed as Justices
of the Peace, a quasi judicial role retained until late in the twentieth Century by
Metropolitan Police Commissioners.

4 See footnote 1.

5 A senior officer said to the author of this paper in 1986 that “policing was a working man’s job
that had been hijacked by intellectuals” he might have added, based on the authors assessment of
his mindset “and women”. But he did not. This is not an attitude the author approves, nor holds as
either helpful or correct.
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Charles Reith and the ‘Not Peelian’ Principles

Charles Reith does not claim that Peel wrote the 9 Principles that he recorded at the
start of his account of policing and democracy (Reith 1943, pp. 3—4). Peel’s name
does not appear at all in Reith’s first chapter and when it does appear 11 pages in,
it is in the context of “party tactics and political manoeuvring ”(Reith 1943, p. 11).
Reith (1952, p. 139) considers that “Although his contribution... was an essential
one, it was very small in comparison with what was contributed by each of the
others. The share of fame that was allotted to him by historians was unfair.” What
Reith is arguing for is longer tradition and public support for order and peace (most
of the time) and for its role in national unity, if not for public support for the actual
establishment of a public or new uniformed police.
So the nine principles of police as articulated by Reith are separate from Peel:

1. To prevent crime and disorder, as an alternative to their repression by military force and
severity of legal punishment.

2. To recognise always that the power of the police to fulfil their functions and duties is
dependent on public approval of their existence, actions and behaviour, and on their ability
to secure and maintain public respect.

3. To recognise always that to secure and maintain the respect and approval of the public
means also the securing of the willing co-operation of the public in the task of securing
observance of laws.

4. To recognise always that the extent to which the co-operation of the public can be secured
diminishes, proportionately, the necessity of the use of physical force and compulsion for
achieving police objectives.

5. To seek and to preserve public favour, not by pandering to public opinion, but by con-
stantly demonstrating absolutely impartial service to Law, in complete independence of
policy, and without regard to the justice or injustice of the substance of individual laws;
by ready offering of individual service and friendship to all members of the public without
regard to their wealth or social standing; by ready exercise of courtesy and friendly good
humour; and by ready offering of individual sacrifice in protecting and preserving life.

6. To use physical force only when the exercise of persuasion, advice and warning is found
to be insufficient to obtain public co-operation to an extent necessary to secure observance
of law or to restore order; and to use only the minimum degree of physical force which is
necessary on any particular occasion for obtaining a police objective.

7. To maintain at all times a relationship with the public that gives reality to the historic
tradition that the police are the public and that the public are the police; the police being
only members of the public who are paid to give full time attention to duties which are
incumbent on every citizen, in the interests of community welfare and existence.

8. To recognise always the need for strict adherence to police-executive functions, and to
refrain from even seeming to usurp the powers of the judiciary of avenging individuals or
the State, and of authoritatively judging guilt and punishing the guilty.

9. To recognise always that the test of police efficiency is the absence of crime and disorder,
and not the visible evidence of police action in dealing with them.

(Reith 1943, pp. 3-4)

What follows is an attempt to anchor these principles in the past and apply them to
today.

Clive Emsley said in a presentation recently that the so called Peelian Principles
may not have been articulated by Robert Peel but they seemed like good ideas and
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most policing thinkers today would probably sign up to them®. There is evidence
of that from both sides of the Atlantic and across the Irish Sea. Peel may not have
listed them but there is much in the public record that supports the contention that
he may have supported the thinking behind versions of Reith’s 9 Principles (Reith
1943, p. 34).

Some Later Usage of the ‘Not Peelian’ Principles

The Americans and their thinking about police reform and the democratic ideal
produced the police practitioner academics August Vollmer and (MacNamara 1977)
his protégée O.W. Wilson. (Vollmer 1936; Carte and Carte (1977)). Their work and
its influence illustrates from the US experiences in 1930s what Steve Savage (2007)
called the trade winds of policing thinking that crossed both the Irish Sea and the
Atlantic. These trade winds might also be seen as sea ways, another form of path
to be followed. They may help in preparing a map of ideas and values in policing.
Wilson wrote about the British Police model and a review of Reith’s studies so he
was well aware of the non Peelian Principles (Wilson 1950a, b, c).

Tom Critchley a distinguished UK civil servant was the secretary to the 1964
Royal Commission and subsequently wrote a history of policing (Critchley 1967,
1977). Paying tribute to the scholarship of Radzinowicz (1956) he discusses at
length the related roles of Bentham and Colquhoun in establishing the primary task
of police as prevention.

The work of Philip John Stead on the pioneers and reformers of policing (Stead
1977b) had a profound impact on the thinking explored here whilst he was at the
Police Staff College Bramshill in the 1970s and later in the USA at John Jay Uni-
versity New York in the 1980s; the Staff College is a casualty of the contemporary
politicisation of police. The Metropolitan Police library that Reith had used was
another casualty. Stead covered each of the founding fathers. Tom Critchley was his
contributor on Colquhoun (Critchley 1977).

David Ascoli writing to celebrate 150 years of the Metropolitan Police in 1979
also considers the related roles of the founding fathers (Ascoli 1979) dedicating
his book to Rowan and Mayne and their contribution to the subsequent history of
policing.

In the follow up to Lord Scarman’s third Inquiry, the one into the Brixton Dis-
orders (Scarman 1981) 7another American model that of Lubans and Edgar (1979)
appeared. This was a variation on the theories of management by objectives applied
as a complete structure of policing. Policing by objectives appeared in UK police

% Emsley (2014) this was at a workshop organised by Professor Jennifer Brown of the academic
thinking behind The Lord Stevens Inquiry into Policing for a Better Britain (Stevens (2014) Brown
Ed (2014)).

7 Lord Scarman conducted three public inquiries. Red Lion Square. Northern Ireland. The Brixton
Disorders. All of these could be argued to have a relevance to this discussion.
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managers bookshelves in the early 1980s as part of advice on UK reforms from the
US Police Foundation and in particular research and recommendations from John
Eck on volume crimes. Stephen Savage’s study of the history of the twentieth and
early twenty-first Century reforms helps explore the issues, particularly the role of
the police themselves on reform from within, and sets the context and interpretation
(Savage 2007). Robert Reiner’s (2000) hugely influential ‘The Politics of Police’
was a major contribution to understanding the context and environment of policing
governance. He describes the Principles as Reithian and “a significant reference
point for British police thinking” (Reiner 2000, p. 24).

About this time Robert Fleming aided by Hugh Miller made a fly on the wall
extensive TV documentary series which was to be the forerunner of many to come,
they accompanied it with a near 400 page book (Fleming and Miller 1994) which
intriguingly both denies and confirms the thesis presented here. They interviewed
dozens of senior Metropolitan Police Service officers from the Commissioner
downwards. On the one hand there is no mention of Peel or any of the found-
ing fathers by name; on the other hand their ideas are everywhere. The principles,
50 years after Reith, seem to have been ingested. There are fortunately a number
of women interviewed. For example “the police are the public and the public are
the police” principle as epitomised by Crimestoppers (Fleming and Miller 1994,
p- 261), the importance of prevention in this instance by investigation, detection and
intervention before the crime is committed—in this case armed robbery—arrested
by Flying Squad officers in a perfect illustration of Colquhoun’s preventive police
(Fleming and Miller 1994, p. 101).

Robert Adlam and Peter Villiers both former academic tutors at the UK Police
Staff College produced a useful volume of contributions on rethinking police lead-
ership for the arrival of the twenty-first Century (Adlam and Villiers 2003). They
derive some principles which form an interesting commentary on those prepared
by Reith.

Sir Patrick Sheehy was asked by Kenneth Clark then conservative Home Sec-
retary to look at police management structures and conditions of service (Sheehy
1993; Brain 2010; Savage 2007).

Down the years many attempts were made by different governments to rein-
troduce military values into police leadership.® for example the scheme by Lord
Trenchard to introduce an officer class in the 1930s. A different American mili-
tary model was explored by a later conservative government. Policy Exchange a
conservative think tank, asked Eliot Cohen an American academic to adapt some
of the thinking in his book about the military leadership and politicians, Supreme
Command, (Cohen 2002) to the relationship between politicians and police leaders.
The book used the examples of Lincoln, Clemenceau, Churchill and Ben Gurion to

8 A recent Commissioner to the Metropolis once told the author of the comment made by a very
senior soldier to him “the trouble with the police is that they have no honour.” Perhaps he meant
they are neither gentlemen nor ladies. The artisan model of policing was alive and well in some
officers’ messes. Another recent commentator on an exclusive officers military club claimed “they
did not want Plod in here” they were referring to counter terrorist specialists.
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illustrate the different ways politicians might interact with at the least and control at
the maximum their military leadership:

* President Abraham Lincoln writing a letter to his military commander Ulysses S.
Grant during the American Civil War:

* The French Premier Clemenceau visiting his front line troops and their com-
manders in the First World War following the mutinies of 1917 regularly one day
a week

*  Wartime Prime Minister Winston Churchill’s methods of asking difficult ques-
tions of his military leaders

 Israeli Prime Minister Ben Gurion’s thinking and workshops called ‘seminars’
because of the intellectual rigour he demanded. His raw materials were the
Hagannah and other guerrilla forces that he forged together for the creation of
the Israeli Defence Forces. He created a disciplined body from the disparate
guerrilla armies that had fought the British during the League of Nations/UN
Mandate in Palestine.

What these each have in common are that they are about supreme political com-
mand at times of grave national danger in wartime. Political intervention was not
just a possibility but an imperative, a necessity. How can that be compared with the
situation of police reforms? Can it be argued that a situation in policing is analogous
outside of where the politician’s judge there is a grave national danger? One pos-
sible exceptional answer might be the example of some periods in Northern Ireland
which led for example to the second Lord Scarman Inquiry, where the situation es-
pecially the alleged exhaustion of the RUC was judged so grave that the Army was
deployed, as Military Aid to the Civil Powers (MACP) (Brain 2010, p. 14).

“The Last Great Unreformed Public Body”?

Finally this section seeks to understand the influence, if any, of the history of non
Peelian Principles in changes in police governance and management in the twenty-
first century.

Four sets of recent papers, the first by former Chief Constable Peter Neyroud,
the next by Sir Denis O’Connor then Her Majesty’s Chief Inspector of Constabulary
and two linked ones by lawyer and former rail regulator now Her Majesty’s Chief
Inspector of Constabulary Tom Winsor, the last by former Commissioner Lord John
Stevens and Professor Jennifer M. Brown explore the issues of policing in an age of
austerity and increased political and media intervention. The content and commen-
taries on these might illustrate the relevance and significance of the early thinkers
to today’s issues and reforms.

Some critical commentators on the reforms that are apparently required, for ex-
ample Nick Hopkins and Sandra Lavelle (2014, p. 15) consider the arguments that
this period of extreme reform and proposed further reform of policing as alleged by
some could have been driven by party politics not least by the current Prime Min-
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ister? and also as alleged could be political revenge for the alleged ill judged police
investigation and inquiries in the Palace of Westminster into Damien Green MP!°
(albeit the investigation had been started at the bequest of another political party, the
Government at the time as is largely forgotten now) and the MP’s expenses scandals
(which was generated by media revelations in the Daily Telegraph).

Peter Neyroud a former Chief Constable and Tom Winsor later HMCIC, are
both, intentionally or otherwise driving Government sponsored radical reform pro-
grams that navigates the landscape of a political agenda in an age of austerity; they
seem uninterested in the past and in tradition. Neyroud (2011) is concerned with the
paths and preparation for leadership, indeed for supreme command though not on
the Cohen model. The limited references Neyroud cites are American though.

Sir Denis O’Connor was explicit in the role he identified for the founding fathers
in the British Policing Model that he recommended be the foundation of policing.
In two hard hitting HMCIC Reports (Her Majesty’s Chief Inspectorate of Constabu-
lary) he reminded the service of its origins and the contemporary relevance and
significance of the non Peelian Principles (HMCIC 2009a, b).

Winsor (2012) considered the recruitment and conditions of service of police. In
particular he reintroduced the officers and gentlemen debate by proposing and then
driving direct entry at Superintendent level, most commentators then assumed this
was to mean officers at the conclusion of their military careers.

Former Metropolitan Police Commissioner Lord John Stevens and Professor
Jennifer Brown from LSE in 2012 and 2013 drove a number of projects academic
and pragmatic that supported a Government Opposition party political alternative
to the twenty-first Century Government driven reforms. They commissioned a wide
ranging review of policing (Stevens 2014; Brown (2014)). The Commission exam-
ined the relevance of the ‘non Peelian Principles’, in considerable detail and seems
to offer radical reforms but in the sense of seeking new ways to support traditional
values in policing like those expressed by Reith in the non Peelian Principles. Their
book of academic papers to support the commission’s report contains a number of
contributions which offer insight for the contemporary relevance (Brown 2014).

Conclusion

This chapter has suggested that in the twenty-first Century there is more to be in-
gested still from the ‘non Peelian’ Principles. There is much debate about the nature
of states and their structures and powers and that if that might be a crisis in the
democratic ideal then that crisis underpins any account of a crisis in policing, and
also underpins any crisis in policing governance, leadership and management.

° David Cameron Prime Minister at the time of writing was part of Kenneth Clarke’s association
to Patrick Sheehy’s Review of Policing.

10 Damien Green MP was alleged to have been involved in the leakage of documents from a min-
ister’s office whilst his party was in opposition. At the time of writing he had just finished a period
as Minister for Policing in the Home Office.
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Reith’s versions of the 9 Principles owe much to the founding fathers but also
to the much earlier attempts to keep the peace and obey the law. What Reith de-
scribes as the tradition of the British Police and the Democratic Ideal stretches back
to before Bentham and Colquhoun let alone Peel. This is not to deny Bentham’s,
Colquhoun’s or Peel’s influence on Rowan and Mayne and their articulation of
the first philosophy, strategy, policy, practices and processes of the public or new
police.

Peel deserves much of the credit for the practical, political but essential role in
the development of the emerging framework, even if not the precise labelling of
them as Peel’s Principles that he has sometimes been given. But he should be given
the credit as an artificer!! building on what had been begun earlier rather than as
a completely original thinker as Douglas Hurd’s work advises us (Hurd 2007). He
made the democratic ideal of British Police begin to happen. Reith’s articulation
remains helpful as an ideal. The Principles, ancient though they are in origin, have
relevance and resonance today. They are like stones on old footpaths that were trod-
den by many before us. They are still markers on a path to be followed. The path
is abandoned by leadership, management or command, whether supreme or opera-
tional, at the peril of contemporary democracy.
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Chapter 3
Quo Vadis: A New Direction for Police
Leadership Through Community Engagement?

Andrew C. Fisher and John M. Phillips

Introduction: A Service in Peril

The police service is in crisis. What that crisis is about is in plain view. What is not
so clear is why it is so. What is even less clear is how the crisis will be resolved.

Management gurus in the 1990s thought it insightful to juxtapose the Chinese
idiom for ‘crisis’ as meaning either ‘peril’, or ‘opportunity’. A quarter of a century
later a sense of peril is very strong but it is far from clear what there is opportunity
for, and where the police service might go to find it. To parody Sir Edward Grey,
British Foreign Secretary in 1914, ‘the [police] lamps are going out all over... .

This chapter seeks to examine what the nature of the crisis might be, briefly how
the police service has got to this stage of organisational peril, and then to suggest
a new direction for its leadership that will take it out of tired leadership initiatives
modelled on heroic and messianic panaceas for crisis.

The nature of the problems facing the police service in England and Wales are
multi-faceted. They are, at the very least, political, fiscal, structural, cultural, and
societal. In the midst of them, and running through them all, might be a leadership
Crisis.

At the turn of the century, the International Association of Chiefs of Police con-
sidered the future in these terms, ‘Perhaps the biggest challenge facing police ex-
ecutives of the twenty-first century will be to develop police organizations that can
effectively recognise, relate and assimilate the global shifts in culture, technology
and information. Changing community expectations, workforce values, technologi-
cal power, governmental arrangements, policing philosophies, and ethical standards
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are but a sample of the forces that must be understood and constructively managed
by the current and incoming generation of chief executives’ (IACP 1999, p. 1). In
the traditional manner, responsibility for dealing with the challenges was laid at the
door of the leader in chief.

The focus on leadership of the police service persists, but since the formation
of the Coalition government in 2010 there has been a shift at Westminster in the
ideological and political stance towards the police. It was signalled by the Home
Secretary in 2010 when Theresa May set a new agenda for the police: ‘I couldn’t
be any clearer about your mission: it isn’t a thirty-point plan; it is to cut crime. No
more, and no less’. It was followed by proposed policy changes across the structure
of policing derived from the Winsor Report (2011) affecting pay and conditions,
and laying the basis for fundamental shifts, like direct entry at senior officer level,
in the way policing was led and managed. The political wave swept into the local
accountability of 41 police services with the creation of Police and Crime Commis-
sioners (PCC) to be elected to oversee the provincial forces, London’s Metropolitan
Police excepted. Local accountability saw the old Police Authorities swept away
as PCCs provided a singular locus for Chief Constables to report to. Politicians are
now assuming the role of correctives of the police service rather than agents.

To the political are added fiscal problems. The 2010 Comprehensive Spending
Review initiated by the Coalition foreshadowed extensive cuts in the public ser-
vice, and especially in the budgets of the police throughout England and Wales.
From 2010 to 2014 spending on the police was to be reduced by 20 % and, in 2013
a further cap was announced, with additional cuts of around 6% from 2015. The
impact was immediate and the debate about where those cuts might fall and what
the consequences for the effectiveness of policing and cutting crime might be gath-
ered a quick pace. The principle of Best Value, and the three Es of public service
funding from the 1980s were as relevant as ever, as ‘economy, effectiveness and
efficiency’ were applied to policing, whilst a debate about where the front line of
policing was, and how it might be protected for the sake of the public, opened up.
With the cuts, the onus upon the police to provide an effective and efficient service
has grown heavier.

It can be further argued that the problems underlying the crisis are structural.
The size of the Metropolitan Police alone has led some (Loader 2014) to question
whether in fact it is governable. The notion of its 32 boroughs as autonomous units
lies uneasily with the accusations that they are laws unto themselves, ‘organised
anarchies’ as Cohen et al. (1972) suggested universities were. The charge is that
there is limited co-ordination and integration, that policing south of the Thames is
different in character from policing north of the river, that rivalries and jealousies
within the Met’s sections and departments inhibit its effectiveness, and its relation-
ships with forces outside London smack of a perceived superiority and arrogance.
The wider structural picture is made up of 43 forces in England and Wales. The pos-
sibility of force mergers has come and gone with regularity, but Scotland now has,
since 2013, just one force, and some expect Wales to follow suit soon.

There is reason to believe the problems are cultural. The so-called ‘Plebgate’
affair in 2012, involving a Minister of the Crown, Andrew Mitchell, and forcing
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his resignation from the government, exposed allegations of conspiracy, crimes and
misdemeanours by members of the Police Federation, and no doubt, were there
such an accusation as ‘bringing the service into disrepute’ that too could have been
levelled against it. As it was, an Independent Report (Normington 2014), into the
Police Federation, established by its own hands, suggested a tranche of reforms,
and led the chair of the Federation, Steve Williams, to declare, ‘It’s fair to say we
haven’t helped ourselves. The federation has been around for 100 years but we
haven’t changed’. The Plebgate affair might suggest a wider, cultural malaise. The
Times headlined in November 2013, ‘We regularly fiddle crime numbers, admit po-
lice’ (Ford 2014). In January 2014 police crime figures lost their credibility. The UK
Statistics Authority removed the National Statistics quality assurance mark from all
crime figures supplied by the police, because, it said, the Office for National Sta-
tistics did not have sufficient confidence in the quality of the data. The parliamen-
tary Public Administration Committee had heard from one Met officer in December
2013 that the emphasis on hitting performance targets had led to police fiddling the
figures, and that this was now ‘an ingrained part of policing culture’. Lord Stevens,
the former Met Commissioner, told the Home Affairs Select Committee in January
2014, that officers in one force had told him that massaging crime statistics was ‘the
biggest scandal coming our way’.

Elements of a corrosive culture appear to surface regularly. In a Her Majesty’s
Inspectorate of Constabulary (HMIC) report into the police’s handling of domestic
abuse victims, many of the police’s failings were blamed on the culture and values
of individual officers. ‘HMIC is concerned about the poor attitudes that some police
officers display towards victims of domestic abuse...Victims told us that they were
frequently not taken seriously, that they felt judged and that some officers demon-
strated a considerable lack of empathy and understanding,” (HMIC 2014a).

To exacerbate matters, the problems increasingly appear to lie in the police’s
relationship with society. The Peelian principles, invoked as the basis of British
policing by public consent, may be known to few, even within the police service,
but the attitude to the police of whole sections of society, by geography and social
class, has been shaken by a series of policing scandals stretching back over a quarter
of a century. These are not simply historical phenomena as their disclosure and the
implications they have given rise to are significant elements in the current crisis.
The 1962 Royal Commission on The Police reported: “No less than 83 % of those
interviewed professed great respect for the police, 16 % said they had mixed feel-
ings, and only 1% said they had little or no respect.” Public opinion polls today
register public confidence at about 66 % (Maybin 2014). At only two-thirds sup-
port, public trust in the police is low as a succession of black marks is set against
the police record, with a suggestion that first contacts with police officers actually
reduces confidence (Bradford et al. 2009). Within the last couple of years the role
of several police forces in the Hillsborough football stadium tragedy in 1989, and
in subsequent police enquiries, has led to criminal investigation into their conduct.
The behaviour of the police during the national miners’ strikes of the 1980s, and at
Orgreave in Yorkshire in particular in 1984, has been re-examined against charges
of conspiracy, cover-up and perverting the course of justice. The shooting by a
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police officer of Mark Duggan in north London in 2011 sparked a summer of riots
and disturbances across the capital but also in towns and cities outside London. The
‘summer of discontent’ (Briggs 2013) suggested a diminished relationship with and
respect for the police. The investigation into the Stephen Lawrence murder in 1992,
and the ensuing enquiry into that investigation, the Macpherson Report 1999, have
been shown to be quite incomplete as revelation upon revelation of undercover de-
ception, of allegations of police corruption, and of perpetuated institutional racism
shake the foundations of the Metropolitan Police. The undercover role of the police
and the SDS (Special Demonstration Squad) of the Metropolitan Police, have ex-
tended the accusations to institutionalised sexism for the way the police have sought
to frustrate claims by women deceived into sexual relations by undercover officers
(Boftey 2014). In this regard Lord Macdonald, a former Director of Public Prosecu-
tions, accused the police of engendering a ‘culture of conceit’.

As the crises mounted for the Metropolitan Police, in March 2014 and follow-
ing the publication of a further report into the police handling of the Lawrence
investigation, by Mark Ellison QC, Sir Bernard Hogan Howe, its Commissioner,
declared it to be ‘a devastating report for the Metropolitan Police and one of the
worst days that I have seen as a police officer’. He concluded ‘The Metropolitan
Police will not regain lost trust without honesty, openness and transparency’, but
for Lord Macdonald ‘policing was now scraping the bottom’. Indeed within days
it got worse for the Commissioner. Appearing before the Commons Home Affairs
Committee, committee chair Keith Vaz told Sir Bernard, “Normally I find you very
reassuring to this committee. I am afraid I don’t think we are reassured at the mo-
ment.” Asked if there should be an inquiry into ‘the Met as a whole’, Sir Bernard
said: ‘No. There’s no need. It’s absolute nonsense. We are doing very well’. But Vaz
announced a full parliamentary inquiry into the ‘structure, governance and culture’
of the Met. This followed the Home Secretary commissioning HMIC to include
in its inspection into police integrity and leadership a specific examination of the
anti-corruption capability of police forces, including force professional standards
departments (HMIC 2014b).

But for all that things are bad for the Metropolitan Police and its Commissioner,
the key problem is public confidence. The ‘Plebgate’ affair rocked public confi-
dence: if a minister of the Crown could be conspired against what chance did ordi-
nary members of the public have? Writing in the Daily Telegraph in October 2013,
the Chief Constable of Avon and Somerset Constabulary, acknowledged the scale
of the problem, in that ‘the reaction [to the ‘Mitchell cloud’] we have all seen (and
it is intense) comes not from that ground level, but from an educated middle class:
people who read, and write for, broadsheet newspapers and listen to the Today pro-
gramme’. And for those people this is huge. And it matters. Many are asking them-
selves for the first time in their lives. ‘Can I really trust the Police?’ (Gargan 2013).

Finally one may consider the systemic crisis as part of the structural problems
some critics point to within the police service or one may see it as a crisis of leader-
ship, and leadership at every level throughout the police service. One Chief Con-
stable has been dismissed, in Cleveland in 2013, as was the Deputy there; others, in
Gwent and in Avon and Somerset, went with the coming of the PCC, and vacancies
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remained unfilled and failed to attract the expected number of applicants in several
areas throughout 2012-2013. Caerphilly MP Wayne David said it was “not surpris-
ing” that the number of applicants for the vacant position of Chief Constable at
Gwent Police was limited (Sanders 2013). Leadership of the police service may be
perceived as something of a poisoned chalice. And if the leadership at the top is not
right, this must make it harder for effective and ethical leadership to permeate the
service at every level.

When faced by scandal and crisis, apology has become the institutional response.
Past mistakes are admitted and deeply regretted. A firm purpose of amendment is
announced, and then the next scandal breaks. This systemic weakness and failure
to learn are the points at which the police lose moral authority and legitimacy. The
consequences of this must be enormous. Adlam (2002) refers to a ‘moral panic
rationality’ when questions arise as to the fairness, consistency and image of the
police, with this resulting in its legitimacy being questioned.

In his first annual report (HMIC 2014b) to the Home Secretary, HM Chief In-
spector of Constabulary, Tom Winsor, citing Hillsborough, Orgreave, Lawrence and
its aftermath, ‘Plebgate’, and the SDS, admitted that ‘controversies and revelations
of a serious and negative nature in relation to the conduct of some police officers,
both past and present, have hurt public confidence in the police’ (para 8) and that
‘loss of trust in the police is corrosive to the heart of the British model of policing
by consent (para 78)...The police service has been damaged, but it is certainly not
broken.” Significantly, and perhaps all too predictably, he added, ‘It is primarily
the responsibility of the leadership of the police to repair the damage which has
been done’ (para 8). This may be the crisis at its core, because to assert a leadership
responsibility for its resolution gives insight into neither the form of leadership
intended nor the strategy for the leadership to adopt.

False Illusions

The present is the product of the past. One can therefore ask how far past leadership
behaviours and strategies have contributed to the current crisis or sense of crisis.

Up to the 1980s it is reasonable to suggest that police forces (sic) in general and
chief constables in particular exercised a high degree of autonomy and control in
both what they did and how they did it. Police authorities exercised an accounting
check and balance, but few conflicts and controversies between them and their po-
lice chiefs pepper the period after the Second World War. Williams (2003) argues
that in this period the Home Office constantly sought to remove police forces from
local control, and local political influence, and that scandal and corruption were
the excuse, in the Police Act 1964, for a system in which ‘the Chief Constable was
accountable for executive decisions to the Home Secretary in practice, and nobody
in theory’.

The landscape changed in the 1980s. The Thatcher governments implemented
a New Public Management (Hood 1991), the cornerstones of which continued to
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apply for the next 30 years under successive Conservative and New Labour govern-
ments. The principles of NPM, characterised as ‘accountability, responsibility, and
responsiveness’ challenged the public services to match the best practices of the
private sector. In this way the sought-for modernisation of the public services, their
increased effectiveness and efficiency, would be secured with greater economy. A
core feature of NPM was described by Osborne and Gaebler (1992) as a separation
between ‘steering’ and ‘rowing’ in the delivery of services. In other words, central
government provided strategic direction in terms of budget and policy (steering)
while other agencies, including the police, were given responsibility for the deliv-
ery of services (rowing) (Reiner 2010; Savage 2007b; Golding and Savage 2008).
This has been described as ‘governing at a distance’ resulting in central government
being able to penetrate parts of policing that they had not previously been able to
access or influence, such as the day to day operation of discretion (Reiner 2010;
Savage 2007b). This type of ‘power beyond the state’ is a characteristic of political
action being practised ‘at a distance’ (Miller and Rose 1990) and, perhaps more
importantly, the government was able to exercise its authority over that most pre-
cious of commodities—resources, while vesting the responsibility for increases in
resources on the police themselves through achieving performance targets.

Ferlie et al. (1996) describe ‘New Public Management in Action’ as involving
the introduction into public services of the ‘three Ms’: markets, managers and mea-
surement. It ushered in the era of metrics. Performance mattered and performance
was measured. Figures and statistics became pre-eminent, but only for things that
could be easily and readily measured. A positivistic paradigm prevailed in which
hard quantities and numbers forced out alternative, softer and less measurable, ap-
proaches to providing a service for citizens and communities. In the vernacular
of police officers, ‘we did what could be counted, and not what couldn’t be’. The
‘Compstat’ process, with its intense focus on statistics and holding officers to ac-
count, worked through in the New York Police Department under Mayor Giuliani
and Commissioner Brattan, was imported in varying degrees into the British polic-
ing system. And Chief Constables were held to account by government, and con-
stables, and those in between were held to account, by their chief. Seduced by hard
data, politicians impressed accountability through performance and measures, and
created an instrumental and changed mindset in the police service.

At the same time, and through the 1990s, there emerged a public sector leader-
ship development strategy. The strategy had, essentially, a singular focus: it directly
implied a relationship between organizational performance and effective leader-
ship. The education service was the first to apply the policy. In 1998 the Department
of Education and Employment (DfEE) and Teacher Training Agency (TTA) com-
missioned Hay McBer, US based management consultants, to investigate the char-
acteristics of highly effective headteachers and to construct a competency frame-
work. The establishment of the National College for School Leadership in 2000
followed, and other public services proceeded to replicate the sectoral and organ-
isational priority of leadership development. The National Policing Improvement
Agency (NPIA) was established by the Police and Justice Act 2006, with the remit
of ‘the identification, development and promulgation of good practice in policing’
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(Home Office 2012) in which, in the tradition of its predecessor Centrex (Central
Police Training and Development Authority) which had established a Leadership
Academy, leadership development was a key activity. By this time the orthodoxy
and predominance of transformational leadership as the route to effective leader-
ship was firmly embedded in its courses and publications, like the Core and Senior
Leadership Development Programmes.

The Police Service was not alone in the course of action or the direction it took.
The Fire and Rescue Service in England introduced a Centre for Leadership (CfL)
with the purpose of improving leadership capability and capacity to effect mod-
ernisation and improve service delivery. By 2010 the National Health Service had
a Leadership Academy and a Leadership Framework setting the standard for ‘out-
standing leadership at all levels and across all health professions’ (http://www.nhs-
leadershipqualities.nhs.uk/). The framework itself can be compared and contrasted
with NPIA’s own Police Leadership Qualities Framework (PLQF). The public ser-
vices went hand in hand down the road of transformational leadership.

Arguably the two pronged approach, New Public Management and the public
sector leadership development strategy, had a schizoid effect on the police service.
It is reflective of what Savage (2007a) terms the bifurcation of police reform, a
contradictory or paradoxical thrust, simultaneously, of empowerment and disem-
powerment. There was empowerment, on the one hand, of the ‘street level” bureau-
crats, with, for example, an emphasis on discretion, and the increasing role of the
police officer in community engagement, representing this approach. Transforma-
tional imperatives and the notion that ‘every officer is a leader’, were part of this
empowering strategy, but it was limited to an operational dimension. On the other
hand, disempowerment applied at a strategic and policy level, as the police service
lost control of its own destiny, insofar as it ever had it. The argument has received
even greater force in recent years under the Coalition government, and what may
be termed the Winsor reform agenda, on pay, conditions, and direct entry, and the
removal of police authorities and their replacement by the direct election of PCCs
holding Chief Constables personally to account.

At the heart of the leadership prescription was the drive towards transformational
leadership as the prime mover of effective change. It was rooted within the heroic,
industrial, leadership paradigm, built around visionary leadership, and, in terms of
organisational crisis, the leader as saviour. Dobby et al. (2004) in their Home Office
Report ‘Police leadership: expectations and impact’ established a very close link
between effectiveness and the transformational approach: ‘53 specific behaviours
were identified as being related to effective leadership, of which 50 were found to
match closely with a style of leadership known as ‘transformational’. Police leaders
who displayed these ‘transformational’ behaviours were found, in the officers and
staff questionnaire study, to have a wide range of positive effects on their subordi-
nates’ attitudes to their work, for example increasing their job satisfaction and their
commitment to the organization’ (pv). Transformational leadership was seen as key
to leadership development in the police service.

Recent years have seen a challenge to this dominant orthodoxy, to the ‘single
most studied and debated idea within the field of leadership studies’ since the 1980s
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(Diaz-Saenz 2011, p. 299). It has been assaulted from both within and without the
police service.

Van Knippenberg and Sitkin’s (2013) forensic dissection of charismatic-transfor-
mational leadership research, and the ‘imperial status’ (p. 50) of the model, argues
a lack of clarity in both conceptualising the leadership phenomenon and in op-
erationalising it. Tourish (2013) has explored the psychological power dimensions,
and thus the ‘dark side of transformational leadership’. In the context of where
the International Association of Chiefs of Police (1999) set out its stall, he cau-
tions against reliance on the leader, where charisma can lead to narcissism. Further
Alimo-Metcalfe and Alban-Metcalfe (2008) define much of the transformational
perspective as being based upon ‘distant leadership’, that is, on empirical studies of
CEOs and senior managers, research undertaken mostly in US with self-reporting
white males who cast themselves in heroic roles and the leader as saviour, empha-
sising the importance of the chief executive and their charisma. Kellerman (2012)
suggests there should be ‘more emphasis on the role of followership as opposed to
an infatuation with leadership’ (p. 214).

Significantly, from within the police service, in his review of police leadership,
Neyroud (2010) has contested the singular focus on transformational approaches,
‘The main findings support the now common notion that transformational leader-
ship has positive effects. However, studies suggest that the ability to apply different
leadership styles, including transactional, to suit different contexts is the key to
great police leadership’ (p. 33). Additionally the report identified ‘the relative lack
of focus on front line leadership, whilst at the same time suggesting that attempts to
introduce transformational leadership, to the exclusion of other more ‘transactional’
styles and behaviours, is neither appropriate nor likely to be effective’ (p. 39).

What order of crisis, then, is the police service immersed in? Is it fundamentally
a leadership crisis, deriving from ‘distant’ leaders who were required to drive per-
formance and measurement rather than transform relationships between the police
service and the community? Whatever its origins the focus on a leadership solution
persists. In his report to the Home Secretary in March 2014, HM Chief Inspector of
Constabulary, addressing the loss of public confidence, significantly, and perhaps
all too predictably, added, ‘It is primarily the responsibility of the leadership of
the police to repair the damage which has been done’ (para 8). But things might
need to go beyond leadership. Interestingly Greiner’s (1972, 1998) model which
charts organisational growth in a business through evolutionary and revolutionary
phases and crises, begins with a leadership crisis, early, in the foundation stage, and
moves through crises of autonomy, control, and bureaucracy to an undefined and
unpredictable crisis in its final stages. Can the police service reach beyond looking
to some leadership strategy tailored to austere fiscal times to sustain a relationship
with a public that is fast losing confidence in it?

If it is not a crisis, but an opportunity, then what is it an opportunity for? What
then is the direction that the police service could take, assuming it can take control
of its own direction as much as the centrally and locally democratic processes al-
low, and most of all, how can it re-affirm its Peelian roots, re-establish confidence
amongst the public, and assure its legitimacy? Quo vadis?
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Changing Directions

Lack of public confidence in the police is both symptom and cause of the current
crisis, but HMIC has identified the relationship with the public as the key to cutting
crime: “Neighbourhood policing is central to this, and it is from co-operation from
the public at that level that the police obtain most of their information about crime
and the potential for crime, whether it is in the roots of anti-social behaviour, lead-
ing to more serious crime, or for the purposes of counter-terrorism” (HMIC 2014b,
p. 59). Further, listening to the views of local people and understanding the impact
policing services has on communities is a key component of the National Police
Vision 2016 (College of Policing 2014) and the Strategic Policing Requirement
(Home Office 2015).This is part of a wider narrative however. Policing in its wid-
est sense is being reconsidered at its political centre, and the ‘language of change’,
explicit, for example, in Prime Minister Cameron’s notion, of the ‘Big Society’,
implies that communities will be expected to take on more social responsibilities,
and work differently with the police in their areas (Stevens 2012). The question
arising from this is how will the police interpret and deliver against this imperative,
for this change of emphasis and direction comes at a time when public confidence
in the police is diminishing and the police service is in a largely self-inflicted crisis?
The problem therefore is how the police can engage with communities which are
moving in the direction of disengagement.

Waters’ (1996) model of ‘quality service’ in policing gives insight into how a
new strategy of listening to citizens through a model of community engagement
might be framed. Waters refers to three elements of the delivery of a quality service
by the police: functional, internal quality, and interactional. The functional aspect
embraces operational activity such as crime clear up rates and response times to
emergency calls. The internal quality dimension is concerned with organisational
culture, management and staff development. Interactional relates to inter agency
partnerships, responding to community requirements and the provision of a reas-
suring police service. As the police struggle through repeated austerity driven trans-
formational programmes, the functional and internal quality elements are given
priority while the operational delivery of the interactional element remains the poor
relation. Significantly, creating and building relationship through the interactional
elements, might also be the key to restoring public confidence in the police.

Austerity has resulted in the police going through the tumult of restructure, re-
source reduction, new systems and new process. At the same time the focus remains
firmly on performance relating to achieving targets (Metropolitan Police Federa-
tion 2014). In some cases the transformation programmes are in their second or
third iteration as the police face the fourth consecutive year of real term reduc-
tions in government funding. While the focus is on these key issues, linking the
internal quality and functional aspects of Waters’ model, the interactional element,
especially in relation to building relationships with communities, gets lost. As the
government cuts bite deeper into police budgets the reduction in the workforce is
becoming ever more apparent and this in turn leads to a risk to the efficacy of a



38 A. C. Fisher and J. M. Phillips

decentralised neighbourhood policing function (Brain 2013; p. 219). The reduction
in front line policing is acknowledged in the HMIC report Policing in Austerity:
One Year On (HMIC 2012), but more concerning is the fact that the neighbourhood
officer interactional role continues to be watered down by an increasing require-
ment to undertake response and investigative roles. This is a classic example of the
interactional element of the Waters model being overtaken by the internal quality
and functional elements.

Yet the logic of developing a structure that is capable of building interactional
relationships with communities, increasing social capital, what Putnam (2000) de-
fines as ‘trust, norms and networks’ that facilitate cooperation for mutual benefit,
and using the assets that exist within communities to reduce crime is irresistible
(Tyler and Fagan 2008). As Lord Stevens (2012; p. 57) writes, ‘Public participation
in police work has always been vital but it is becoming increasingly so: as police
resources become ever tighter, utilising the ‘hidden wealth’ of social networks and
voluntary activity in civil society to help contain and prevent crime is critical’. Fur-
ther support for this position is provided by Myhill and Quinton (2011) who identify
that positive public interaction is a key aspect of crime reduction as citizens tend
to cooperate with the police. They go on to explain that, ‘As this approach seeks to
encourage people to become more cooperative and socially responsible on a vol-
untary basis, by “winning hearts and minds”, it potentially offers a cost-effective
way of reducing crime’. It is this cost effective solution that, in times of austerity,
should be attracting the attention of police leaders as they battle to reduce crime on
a reducing budget.

The opportunity of allowing the community constable to become the community
leader as posited by Alderson (1998) and social diagnostician (Savage 2007b) is
achievable; however, it requires the development of a new service model that moves
away from a reliance on enforcement and chasing detections. As Myhill and Quin-
ton (2011) state ‘given that enhanced trust and legitimacy is likely to encourage
voluntary public cooperation and would have a largely preventive effect on crime,
a ‘service’ model of policing could help forces to avoid the financial costs resulting
from an approach based narrowly on deterrence and punishment’. Police leadership
is a key element that has to be addressed if this change in direction is to be achieved.
Bringing community engagement into the realm of leadership and accountability,
the Stevens report (2012; p. 18) argued that, ‘The Commission believes that local
community engagement has to be made a routine component of police work and a
core responsibility of those elected to hold the police to account’. We often forget
that policing by consent means that the police are held accountable by those whom
they serve, the community, a fact commented upon by the Home Office (2010).

Police leadership in this instance does not only refer to those wearing stripes,
pips, or crowns, where transformational strategies are generally espoused and fo-
cused, that is on the ‘distant leader’ (Alimo-Metcalfe and Alban-Metcalfe 2008),
but to those who occupy the space with direct access to communities and who are
able to influence citizens to take an increased role in policing their own communi-
ties. However, those wearing the insignia of rank must become enablers who un-
derstand the value of engaging communities and encourage front line officers to do
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so in a meaningful way. Active citizenship or social leadership is something that
Alderson believed was a core function of the police mandate. Alderson (1979) was
referring to the requirement that ‘a future police system in a democratic society, can
only be meaningful in the context of joint police community activity’ (Alderson,
1979; p. 199). Alderson continued that he viewed the mobilisation of communities
to achieve common goals as a key principle for the community officer as a com-
munity leader and that this person should ‘provide leadership and participate in
dispelling criminogenic social conditions through co-operative social action’. In
other words the police and community need to work together to tackle the problem
blighting communities, a clear reference to the trusts, norms and networks associ-
ated with social capital.

Increasing social capital and engaging communities can have a positive impact
on levels of crime, trust and confidence in the police. MacDonald and Stokes (2006)
found that depleted levels of perceived community social capital 