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This book is dedicated to the memory of Officer Kyle Dieling and Deputy
Ryan Hendrix. Two heroes that left us all too soon.






INTRODUCTION

hy another book on leadership? A quick search on the shelves of a

local bookstore or the web will find you volumes of texts on the topic
of leadership or sound management techniques. What can one more book on
these topics provide the reader that the others don’t? Has leadership changed
to the point that a new text on leadership and management is required?

The truth is many, if not most, of these books contain sound leadership
principles that any reader can learn and use to improve their leadership
capabilities and the capabilities of the work groups they lead. I have referred
to many of them and still do in my drive to be the best leader possible.
Some of these writings and the leadership principles they recommend will
be referred to in the present text as they are sound. A list of references and
suggested readings will also be included at the end of the book so you can
explore more fully the discussion topics within this text.

The ability to lead and motivate people, create strong teams and work
groups, and create a shared vision has not changed. It still comes down to
understanding and successfully interacting with people for the benefit of the
organization or group. It is still all about people. True leadership implies that
someone, and hopefully a group of people, consents to follow you willingly.
A forced following or a cadre of subordinates who follow out of fear or
intimidation has nothing to do with true leadership.

So, why another book on leadership and management? With so many texts
already written on the topic, what do we hope to accomplish with this book?

First, we hope to provide a book specific to the leadership and management
needs of the law enforcement professional. Frequently, we find the shelves
filled with leadership books from the perspective of running a business or a
division of a company. We can also find numerous leadership books from the
perspective of the military or one perceived to be a great leader in military
history. Again, the principles found in these documents can be sound advice.
However, there are few specific texts on leadership principles related to law
enforcement organizations. Most examples in this book are real-life examples
and will relate directly to law enforcement, and therefore should be practical
to the law enforcement professional.

vii
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The law enforcement professional, be it a police officer, a sheriff deputy,
or civilian personnel working within the law enforcement environment,
is unique. It typically takes a particular type of person to perform such a
job. Not everyone can or is willing to do this type of work. For example,
shortly before I began to write this book, Sergeant Ron Helus of the Ventura
California Sheriff’s Office died a hero on November 7th, 2018, because he
chose to enter a bar alone to stop an active shooter from harming others.

A little closer to home for me, Deputy Ryan Hendrix made the ultimate
sacrifice on September 10th, 2020, when he responded to a call that started as
someone breaking into a vehicle but quickly escalated into a shootout between
the vehicle owner and the offender. Despite the extreme danger present in
this call, Ryan and his shift mates responded, as they had done so many times
before. Unfortunately, on this occasion, Deputy Ryan Hendrix was hit by a
bullet that would take his life. His co-workers, friends, brothers, and sisters of
the badge would mourn and grieve for the loss of Ryan. They would gather
around a week after his death to see him buried. And then what did they do?
They went back to work protecting the community and responding to those
same types of calls that took Ryan’s life and so many other law enforcement
professionals: burglaries, domestic violence calls, shootings, people drugged
out, or having a mental health crisis.

The tragedy of seeing their good friend killed didn’t stop them. I ask, is
this normal? Who does this? Do normal people do this? Maybe normal is
a relative term. Who gets to decide what is normal? How about the average
person? Would they do this? Would most of America’s population respond
this way? I have seen people quit jobs over a lot less discomfort or frustration.

I think one of the best examples to emphasize the point is 9/11. What did
we see immediately after the attacks on the Twin Towers in New York City
on September 11%, 2001? Our first responders, our real heroes, including
both law enforcement and firefighters, were observed running towards the
towers, towards the danger, towards the unknown. In contrast, everyone else
ran away in panic, a natural response for most people. It is an example that
demonstrates that there is something different about those who choose law
enforcement as their career and calling in life.

Our law enforcement professionals ran into harm’s way to save the lives of
strangers, people they neither knew nor previously met. And many of these
heroes died doing their duty. Why would they do this? They certainly didn’t
do it for the money. You do not get rich being in law enforcement. They
did it because that is who they were! They continue to do this every day in
communities around the nation. They put their well-being aside and confront
danger over and over as they serve their communities. We can find examples
of this starting before 9/11 and up to the present day. The responsibilities of
law enforcement require a unique personality and character.
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The personalities youfrequently find in those that choose the law enforcement
profession, including the civilians, and non-sworn personnel who join law
enforcement agencies to provide vital support to law enforcement activities,
are often your “Type A” personalities. The police are typically individuals who
come to the job with personal characteristics consistent with those required
to carry out the police function in society. They are strong-willed, passionate,
and action and control oriented. We seek out these people for the job, putting
them through a testing process and psychological examination to ensure they
have this passion and aversion for action and control; this is a good thing.
When a man has just killed his family and is loose in the community, we
do not want a group of police officers standing on the street breaking down
emotionally, paralyzed by the gruesome scene observed moments before. We
want our law enforcement heroes to take control of the situation, take the
necessary action, and find and get the homicide suspect off the street, so the
rest of the community can be safe.

We hire these personalities to be “action junkies and control freaks” to go
towards the fight and not away. We reinforce this with the training we put
them through so they can control and handle whatever bizarre, dysfunctional,
or violent behavior they are confronted with, all to keep our communities
safe. This reinforcement is necessary, and our communities are better because
of it.

Let’s restate that more accurately. It is good and necessary when law
enforcement officers are responding to potentially dangerous and urgent matters
in the community that require immediate attention. We need ready and prepared
officers to take needed action and control to get the job done. However, it does
not work well when our officers take this same need for action and control
and bring it back from the field into the office or station house. Now you have
a group of control-oriented people jockeying for position or power within the
office, which can lead to counterproductive behavior and performance contrary
to the organization’s mission. Rather than improving relationships and teamwork
that will enhance police performance, this strong ego can quickly weaken much-
needed relationships if not recognized and kept in check.

Worse yet, they bring their ego and need for control home with them and
present it to their families. That can have devastating effects on marriage and
family. Many times in my career, my wife, Wendy, had to lay down the law with
a proclamation to remind me that I am not “The Commander” or “Sergeant”
in the house. I am grateful for those reminders, as they are certainly needed.
Nonetheless, even with those reminders, the law enforcement career I chose has
influenced my marriage and family, and many of those effects have been negative.

I believe there are unique challenges to leading and managing the unique
personalities of most people who choose law enforcement as their career. I
don’t know that these same challenges are as prevalent in most other chosen
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professions. What works efliciently in a business environment might not fit
the police culture. Where the bottom line in business is profit, the bottom line
in law enforcement is much harder to identify and measure. It involves adding
value to the community. But what does that look like, and how do we measure
it to ensure we are successful? The resources available to law enforcement
are also limited, as the taxpayers provide the needed resources. Not many
taxpayers get excited about paying more taxes, hence the often-heard phrase
the police need to “do more with less.” In this book, I hope to provide sound
advice to leading and managing law enforcement professionals while keeping
the police personality and these unique challenges in mind.

With all the resources available on leadership, shouldnt our so-called
“leaders” have already mastered these skills? Look around your organization.
How are those in management and supervisory positions doing? Would you
call them true leaders? Have they mastered the principles of leadership found
throughout the literature and in the many training courses and seminars?

The truth is there is no mastering the ability to lead. Leadership is an
ongoing process that you can never wholly master. Leadership is a constant
balancing act. Think of a three-legged stool with the organization being one
leg, the people you supervise being the second leg, and you the third. You
are trying to balance the organization’s interests, the people you lead within
the organization, and your interests. The scales are constantly moving. In
one instance, a course of action may benefit all three groups. Then the next
moment, what is in the organization’s best interest might not serve the best
interest of the organization’s employees. Consider a business’ need to downsize
and lay off hundreds of employees. It may be best for the organization, but
not for those poor employees who may end up unemployed. Or there may
be a recommendation from your subordinates that would improve their work
environment and morale but come at a tremendous financial cost to the
organization. Perhaps better morale and motivation will eventually increase the
organization’s success, but maybe not. The leader must balance these varying
interests and decide what the best course of action is at that very moment.

A leadership position requires this balancing act daily. And what of your
interests? Well, those must frequently be sacrificed for the benefit of the
organization and the people you lead. But sacrifice your interests all the time,
never consider your needs or those of your family, and grave consequences
await you that ultimately harm your ability to lead. Divorce, alcoholism and
suicide rates are high for those in the field of law enforcement because some
often make decisions that are not in their best interests. Finding the right
balance is a constant for law enforcement leaders if they are to be successful
and last an entire career.

In his book Eisenhower on Leadership, author Alan Axelrod puts it this way:
“As a leader, you must balance your own perceptions with the demands of those
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above you, the realities of overall strategy and the big picture, and the concerns of
those immediately surrounding you. The success of the entire enterprise depends
on the skill and consistency with which you achieve and maintain this balance.”

Again, you do not get to graduate from leadership. It is a constant
process where learning should never stop for the person who truly desires
to be a “true leader” and improve his ability to make a difference in their
organization. So yes, we constantly need to think, talk, and consider what a
good leader looks like.

Look around your organization. Is it full of leaders or just people filling
supervisory positions? When asking law enforcement personnel what
percentage of their supervisors practice true leadership behaviors, Jack E.
Enter, Ph.D. author of Challenging the Law Enforcement Organization:
Proactive Leadership Strategies, reports that most estimate between 5-10%.
Sometimes it might be downright challenging to spot a great leader.

Much easier, however, is to spot a poor leader. It doesn’t take long, and
everyone knows what they look like. They are leaders who seem to have
the opposite effect of good leaders. Instead of motivating employees, they
de-motivate them. They are not well-liked or respected, tend to frustrate
employees, and when not standing over and directing them in their efforts,
performance or production may suffer. Working for this person might be
outright miserable. Employees do not feel valued or appreciated. Ironically,
bad leaders, who may put their subordinates through this negative experience,
also recognize poor leadership when they are the victims. They are quick to
recognize and complain about it without realizing they do the same to their
people and organizations.

This difference between these two types of leaders and the practical
consequences, one being positive and one negative, caught my attention early
in my life and instilled my interest in the topic of leadership. I observed the
same dynamics over and over from those who supervised me, whether: as a
teenager working in the kitchen of a nursing home; on the docks of United
Parcel Service as a young adult; or within in confines of the Illinois Department
of Corrections as a correctional officer, or as a police officer on the streets of
suburban Chicago. There were those supervisors who made me feel good and
motivated me; I bent over backward to please them. And then there were those
supervisors I tried desperately to avoid, who seemed to bring down the entire
work group, and maybe the group’s performance along with it. I would watch

! Used with permission of John Wiley & Sons Books, from Eisenhower on Leadership: Ike’s
Enduring Lessons in Total Victory Management by Alan Axelrod, copyright © 2006, p. 182.
Permission conveyed through Copyright Clearance Center, Inc.

? Enter, Jack E. (2006). Challenging the Law Enforcement Organization: Proactive Leadership
Strategies. Narrow Road Press, Dacula, GA, p. 27.
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as my co-workers would complain about these supervisors and do just enough
to get by, not wanting to do anything that might make this supervisor look
good. I observed this repeatedly. I saw it but never really understood it. I saw
the effects it had on the work group. I saw the fluctuation in morale between
the two groups or the change in the work group after a preceding change in
leadership. Even as I write this, supervisors - great, good, and poor - come to
mind. If you are reading this, I know you have seen them too. You have worked
for these same people. They have different names and different faces, but the
dynamics and what they do to the organization and people within is the same.
Unfortunately, I had no real experience in a leadership position to understand
what I saw until I had my chance.

It was in the first part of the year 2000. I had just been promoted to
detective. I had worked as a correctional officer, a patrolman, a member of
an undercover tactical team, and now a detective. Up to this point, I never
held a supervisory position. Being a detective allowed me weekends off in
most cases, which allowed me to return to school to pursue a Master’s degree
in Law Enforcement and Justice Administration.

Western Illinois University had a satellite weekend program where you
could attend courses on Saturday and Sunday to obtain your degree. I was
required to complete a thirty-page term paper in one of my first courses. The
instructor had a list of topics you could choose from on the board, but only
one student could write on each topic. As the list of topics was posted, and I
saw the subject of leadership among them, I quickly spoke out to secure the
topic before anyone else could. Here was my chance to study leadership, to
understand and comprehend the observations I had been making for years.
The desire to learn and understand leadership was instilled in me through
a series of events, including being fortunate to have had the opportunity to
write that leadership term paper, as well as the process of growth in obtaining
my master’s degree and being promoted to sergeant a few years later. I had
come to possess the desire to be the best I could, to be one of the good
leaders and not one of the poor ones.

Did I make it? Was I successful in being one of the good leaders? I can
confidently state that I was nowhere near perfection and learned as much from
the mistakes that I have made then from my successes. I will share some of those
mistakes with you. Whether I was a good leader rests with those who worked
with me. Being a good or great leader is not determined by what you think of
yourself but by the perspective of the led. It is their opinion and assessment
that matters. I can tell you I have worked with some great police officers who,
again and again, made me look polished. They are true heroes and true leaders
themselves. They are the ones who decided to get up in the morning and make
a difference. They sacrificed and gave, and I benefited from them. I will be ever
grateful to them. You will hear about some of them in the pages of this book.
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There are good, even great leaders, and then there are poor leaders. A
person’s true leadership potential and ability will be made known by their
fruits. The Bible tells us in Matthew 7:16-18, “You will know them by their
fruits...every good tree bears good fruit, but the bad tree bears bad fruit.
A good tree cannot produce bad fruit, nor can a bad tree produce good
fruit.” Indeed, no one is perfect, and every leader will make mistakes. Still,
eventually, a good leader will be known by their character, how they treat
people, their priorities, what they can accomplish, and how they achieve it.
Do their accomplishments come with honesty and integrity?

Good leaders seem to instill a sense of pride in the work group, a sense that
what is being done is of value and appreciated. They can motivate people
to give more of their best. Working for a good leader is more enjoyable,
less of a hardship, and more satisfying, and the desire to strive for optimal
performance under this leader may be the norm.

But, be warned, even the poor or average police leader can probably recite
much of what the research on leadership has to say. And many, if not most,
police leaders have probably attended leadership training where these topics
were emphasized. Police leaders may be able to talk about the characteristics
of a good versus poor leader. Still, the question is, do they demonstrate the
right characteristics in their personal leadership behaviors? Do they ‘walk the
talk’? and are their actions as a leader consistent with their words, or do they
say one thing and do another? Knowledge and know-how are not enough if
the characteristics and behaviors of a great leader aren’t followed. So, where
do you stand? Great leader? Poor leader?

Many of us will fall somewhere in between these two points. That is good
news, as it leaves room for improvement. Hence the title of this book, In
Pursuit of Excellence. This pursuit and drive for improvement are ongoing
for the successful leader. I stole the title for this book from the motto of the
sheriff’s office I was fortunate enough to get to work for, but I think it fits the
direction and purpose of this book perfectly.

Though perfection and excellence for ourselves and our organizations
may be the goal, achieving it is impossible. However, the process of pursuing
excellence should be what drives us to keep improving and moving forward.
We can never stand still. There is no such thing as the status quo. You are
either moving forward or falling behind. If you find yourself in a tremendous
and outstanding agency, you can’t say, “Stop, we have reached our pinnacle;
things are running great, so let’s just sit here and stay as we are.” No, it does
not work that way because change is inevitable. There may be a change in
leadership within your organization. That can easily send an organization in a
different direction. Eventually, there will be a change in personnel and hence
personalities. There will be changes in technology, changes in law, changes in
the attitudes and expectations of the community, and changes in best practices
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for law enforcement. If you are not actively monitoring the environment,
looking for these changes, and adjusting accordingly, you are falling behind. I
hope this book will help you to do better and pursue excellence.

This book will discuss many principles of leadership. It will provide
stories, examples, and experiences that offer lessons and takeaways linked
directly to leadership principles. It will also dive into management and law
enforcement-specific topics as to how you might drive performance, maintain
accountability, or just do a more effective job as a supervisor. But the ideas
and suggestions made in this book will do you no good if not founded on
sound leadership behaviors. Everything rises and falls on your ability to lead.
All the supervisors in your organization may be carrying out the same tasks
as expected of your organization’s management. However, whether they are
successful or whether their work group is effective will depend on the type of
leaders they are.

Remember the great, good, and poor leader (or leaders) you were picturing
just moments ago? You were thinking of some of those poor leaders you have
had the unfortunate experience of working for or observed others suffering
through. There are many out there, certainly in law enforcement, with
our “Type A” control-minded personalities. Why with all the resources on
leadership we have today, is poor leadership still so prevalent? I believe we
have a significant void in leadership. It is, to this leadership void, that we will
now turn.
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Section One

THE LEADERSHIP VOID

he following section, titled; The Leadership Void, highlights several

leadership areas I believe are lacking among many law enforcement
agencies today. These voids, as I have chosen to call them, keep our agencies
and leaders from performing at the highest level possible. The failure of leaders
to recognize and make appropriate adjustments as required will prevent a
leader from developing into the best leader they can be. Indeed, if forfeited
or ignored, other leadership characteristics may also inhibit the “would-be”
leader from obtaining the “true leader” status, which ultimately has adverse
effects on the leader’s work group and, subsequently, the organization as a
whole. The topics (voids) chosen for discussion in this section are based upon
the author’s experience, observed behaviors of both good and bad leaders,
as well as his very own decisions made, including the good, the bad, and the
ugly, and the subsequent consequences that went along with those decisions
and behaviors.

Many of the dynamics present among these leadership voids come
naturally. The behaviors are a means of survival; avoiding discomfort and
caring for one’s interests are basic instincts learned and developed over a
lifetime. Therefore, failing to recognize these voids doesn’t mean a person is
bad. Instead, they are not performing as leaders to their full potential. With
some self-reflection, honesty, and genuine effort, a person can take action to
eliminate or minimize these voids to enhance their ability to lead and develop
high-performing, successful work groups. The leadership voids discussed in
this section include:

+ The failure to recognize that leadership is about serving others and not
yourself.

+ Compromising your values and integrity and doing what is right to avoid
discomfort and the feeling of loneliness that sometimes comes with
leadership.
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Adhering to the skills and the role of a previous position instead of
accepting, learning, and mastering the skills of your present leadership
level.

Promoting people into leadership positions for any reason other than
competence and ability to perform successfully.

The failure to recognize the importance of small things that might not be
so small after all to your people.

Utilizing a leadership style inconsistent with the demands and expecta-
tions of today’s community policing.



Chapter 1

THE NUMBER ONE RULE OF LEADERSHIP:
IT°’S NOT ABOUT YOU

t’s not about you! This is what I call the number one rule of leadership.

A failure to appreciate and grasp this concept will undoubtedly leave a
leadership void within your organization. If you are a leader, your priority,
at least as it pertains to the organization you work for, should be the success
of the organization and the group of people you lead. As soon as your
decision-making comes down to what is in the best interest of you personally
and not the group or organization, you have lost your leadership. It takes a
unique person to do this. Indeed, many rise to this challenge and call for true
leadership who sacrifice for the organization’s benefit and do so successfully.
This type of behavior is not natural, however. It requires effort, and constant
self-reflection, to continually put the interests of others above yourself.

Human nature, left to itself, is selfish. It looks out for its own interests. The
Bible tells us in Mark 14:38 that “the spirit is willing, but the flesh is weak.”
We may genuinely desire and tell ourselves we want to be good leaders. We
want to be successful and care for and support those we lead, to help the
police department meet its goals, to help make the community safer, and
improve the quality of life for the members of the community. In other words,
“the spirit is willing.” We agree these are positive things and want them to
happen, but this is where the “rubber meets the road.” It takes daily effort,
self-reflection, and self-sacrifice to do the things necessary to make them
happen. Without the constant effort required, we will fall back on human
nature and what is in our best interest because “the flesh is weak.”

Where do we, as law enforcement officers, get in the most trouble in police
work? Indeed, everyone makes mistakes. We will have lousy judgment calls
as we try to make the best decisions under complex and stressful situations.
I have made many. But typically, it isn’t these “good faith” decisions that go
wrong that get us in our most significant trouble. When are we, the police,
getting suspended, demoted, fired, and even indicted and prosecuted? When

5
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we let our self-interests and selfish desires dictate the decisions we make
instead of the code of ethics and the oath of office, which we swore to uphold.

Greed, booze, and inappropriate sexual relationships certainly rank high
in ruining many law enforcement careers. But, in my opinion, the number
one thing that gets the police in trouble is lies! When we lie, lie, lie. We lie to
cover up our mistakes, and sometimes the poor decisions we make that aren’t
mistakes but decisions intentionally made, though clearly wrong.

There was a police officer who worked on my patrol shift. I'll call him
“Officer Smith.” I liked Officer Smith and thought highly of him. In many
ways, he was an asset to the shift and organization. During urgent calls for
service, such as crimes in progress, I was thankful to hear him answer the
radio and call out “en route.” Smith did not hesitate to get involved in high-
risk situations. He would not be intimidated by potential danger or conflict.
He took control of those situations, and I would breathe a sigh of relief when
I heard on the radio that he had arrived on the scene of particularly nasty
calls with the potential for violence. However, Smith had a problem. It was
his ego. He wanted to be a cowboy. He thought he could do what he wanted,
and considering policy and procedure wasn’t his priority. He was going to do
what he thought was right or at least right for him, and any other opinion as
to the matter was “stupid,” which he often publicly verbalized.

Smith’s attitude began to have the expected adverse effects on other
members of his shift, as well as with others elsewhere in the organization. I
saw his strengths and the benefit he brought to the police department, but his
“I know it all” ego overshadowed that, so others could not, or refused to, see
his strengths. I met with Smith on more than one occasion, commending him
for the strengths he brought to the team, but I made it just as clear that he
would not last long enough to retire from the police department if he didn’
change his attitude. Unfortunately, my words came true, as it wasn’t long after
those conversations when Smith lost his job.

Smith responded with others to an incident where a man had exposed
himself to a woman and her young child. Smith was the primary assigned
unit, nearing the end of the shift. I heard the call on the radio and heard Smith
responding to it. As I was preparing to leave the office, Smith entered the
station house with his duty bag in hand as my shift concluded. He appeared
to be going toward the locker room to prepare for going home. Knowing
enough time had not elapsed for him to complete a thorough investigation
and report, I asked him for details of the incident and who was completing
the report. He briefly summarized the incident, which was clearly a sexually
motivated crime requiring a report and investigation. He assured me he was
completing the report. We concluded the conversation, and I went home for
the night.
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The next day came, and I sought out the report looking for more details
of the crime. After not finding the report, I asked Smith about it. He said he
had completed the report and turned it in to the front desk, which was the
appropriate procedure (this was before computerized Records Management
Systems when we were still handwriting reports). I checked with the front
desk personnel responsible for taking reports and entering data from the
reports into the computer. They had neither seen nor were familiar with the
report in question. I had a second conversation with Smith, and it ended with
him adamantly saying he completed and turned in the report, suggesting the
front desk personnel lost it. I instructed Smith to complete the report again
while I continued to investigate what happened to the first report.

During this investigation, I came to suspect Smith had been less than
truthful in his story about completing and turning in the report. Because
of this suspicion, the second report was reviewed with some scrutiny. I later
learned that Smith had not completed a first report and had no intention of
doing so. In addition, he hadn’ obtained the information from the victim
necessary to complete a report.

Smith’s first lie was telling me he would complete the report knowing he
had no intention of doing so. The second lie was telling me he had finished
it and turned it into the front desk to avoid getting in trouble for the first
lie. Then, being held accountable for completing a report for which he had
no information, Smith committed his third lie by falsifying his report rather
than being forthcoming. He searched for information in the computer system
on the victim and a witness, but unfortunately for him, the information
was outdated. So, his report contained false information that he wanted his
supervisors to believe he obtained directly, in person, from the victim upon
responding to the incident on the night in question. This incident was the final
“nail in the coffin,” leading to Smith’s departure from the police department.

Can lying by a police officer be anything other than them promoting their
personal interests above all else? Smith lost a great career with a professional
police agency. Why did Smith lose his job? Because Smith lied! Why did
Smith lie? To cover up the decisions he made when he put his interests above
that which was right and required by his commitment to the law enforcement
profession. Maybe Smith wanted to go home on time. Perhaps he didn’t want
to be stuck at the office on overtime. Or, maybe Smith was just being lazy
at the moment. Whatever his thought process was at that moment, Smith’s
self-centered decision came at a price. Fortunately, he was not in a leadership
position, as it is much more destructive to an agency when a person in a
leadership position puts their interests above that of the organization and its
good people.

How about these additional examples of things that cause the police
significant troubles?
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