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A qualitative exploration into the transformational leadership styles of senior police women by Jacqueline Whittred

Radical organisational restructure has become necessary to enable the police organisation to provide a modern police service which is able to recognise and address the policing needs of a diverse nation. Transformational leadership has been identified as a vehicle able to effectively bring about the desired, long-term changes within the police organisation. 

Current research suggests that women are particularly skilled and naturally employ transformational leadership styles and yet senior police women remain a minority within a minority.

This research qualitatively explores the transformational leadership styles of senior police women. More specifically this research explores how senior police women are doing leadership and how this correlates to transformational leadership, whether there is an emerging female advantage in the leadership domain, the barriers to progression due to the masculine police culture, the barriers to adopting a transformational leadership style presented by the police performance culture, and how senior police women are breaking down barriers through transformational leadership.

In-depth semi-structured interviews were conducted with 11 senior police women of chief inspector rank and above. The results were analysed using Interpretive Phenomenological Analysis.

The research findings provide evidence to suggest that complex gender constructions are at work within the police organisation which serve to discriminate against, present barriers to, and resist women’s progression through the police ranks. 

The findings present evidence to illustrate the ways in which senior police women are using transformational leadership to break down these barriers and weaken gender-stereotypes. Senior police women are acting as agents of change and are moving the police organisation forward enabling it to respond to the diverse needs of the nation.

Contents

Chapter







          Page number

1. Introduction








5

2. Literature Review







9

3. Methodology







25

4. Discussion








33

(i) Doing transformational leadership



33

(ii) Gender influence: the female advantage?


37

(iii) Police culture: barriers to progression



45

(iv) Police performance culture: a barrier to progression?
62

(v) 
The way forward: breaking barriers through


66


transformational leadership






5. Conclusion








77

6. 
Appendices








81

(i) Information sheet for participants



82

(ii) Consent form for participants




84

(iii) Semi-structured interview template



86


7. Bibliography








89



1. Introduction

There has been much research and discussion stressing the need for organisational change within the police. Radical organisational restructure has become necessary to equip the police organisation to provide a modern and relevant service within the social, political and cultural climate that has evolved over past decades (Bayley and Shearing, 1996; Chan, 1996; Wright, 2000; Loader, 2000; Bowling and Foster, 2002; Reiner, 2000). Such researchers have suggested that organisational change is both inevitable and vital if the police service is to survive in our post-modern, globalised society. 


Positive leadership has been identified as critical in effecting organisational change and researchers have long supported that the particular strength of transformational leadership is the ability to bring about successful organisational change (Alimo-Metcalfe, 1998; Bass and Riggio, 2006). Transformational leadership is characterised by the leader’s ability to empower and entrust followers and to create a supportive and motivating environment whereby the followers are allowed the freedom of creativity. Such an environment acts to transfer the goals and objectives of the organisation to the employees of the organisation and this is in turn nurtures a dedicated, enthusiastic workforce motivated to achieve for the benefit of the organisation.


Current research indicates that women are often particularly and naturally skilled at leading in a transformational way and are therefore able to bring about effective organisational change as required in the police service (Alban-Metcalfe and Alimo Metcalfe, 2000, 2005; Carless, 1998; Eagly et al, 2003; Rosner, 1990; Silvestri, 2003). Despite this evidence women remain under-represented in senior positions of leadership and even further under-represented in the macho-dominated domain of senior police leadership. Not only do women hold the potential to successfully implement change management, they also serve to act as role models and mentors and can assist in breaking through the glass ceiling and empowering and motivating more women to recognise such traits within themselves and therefore strive for senior management roles.


The police organisation must be able serve diverse communities and should therefore be representative of the population making up those diverse communities. Police leaders are responsible for decision making and developing policy and procedures effecting communities. These decisions should be made by diverse leaders with differing gender perspectives to truly meet the needs of women in the police organisation and in the communities the police organisation is designed to serve. 

Despite the plethora of research literature into transformational leadership, research into transformational leadership styles of women becomes somewhat thinner. Research into transformational leadership styles of police women can be described as, at best, sparse. Silvestri (2003, 2007) conducted qualitative research and argues that senior police women are adopting transformational leadership styles and this is crucially needed to effect organisational change. However, Silvestri warns that police rank hierarchy and the hegemonic, masculine police identity prevents the adoption of transformational leadership.

Brown (2003) states that real change can only occur in the police service with a radical shift towards better leadership and an increase in women in senior ranks. Heidensohn (1992) also theorises that the employment of more senior police women will lead to a favouring of transformational leadership which will allow for organisational and cultural change.

It is important to further the drastically limited research into effective leadership styles adopted and favoured by senior police women. This research is a celebration and illustration of the positive transformational leadership styles adopted by such women. It is anticipated that the findings will provide encouragement and inspiration for other police women to find the confidence to lead in their own way. This research may also highlight to the police leaders responsible for assessing and promoting police leaders, the positive transactional leadership traits and the benefits these bring to the police organisation. 


The aim of this research is to qualitatively explore the transformational leadership styles of senior police women. The research objectives are as follows;

· To explore how senior police women are ‘doing leadership’ and how this correlates to transformational leadership.

· To explore whether there is an emerging female advantage in the leadership domain.

· To explore the barriers to progression for police women due to masculine police culture.

· To explore the barriers to adopting transformational leadership within the police performance culture.

· To explore how senior police women are breaking down barriers and effecting change through transformational leadership.

The above objectives will be explored utilising a framework of gender theory whereby gender is viewed as a form of control while applying a liberal feminist perspective as a framework to explore equality of sexes within an organisational context.

The structure begins with a literature review to contextualise the research within the wider debate of transformational leadership within organisations. The literature review focuses down to examine research on transformational leadership and gender. Finally the literature review critically analyses the limited research available focusing on police women and transformational leadership.

The following chapter describes the qualitative methodology employed, including the design of semi-structured research questions, the selection of the research samples, the conducting of in-depth interviews and the limitations, problems and ethical considerations. 

A detailed discussion follows which is structured into the five sections mirroring the research objectives as discussed above. This chapter includes an in-depth discussion of the interview data and critically analyses supporting and opposing research to move the debate forward. The discussion utilises a gender model framework to thoroughly explore the research subject. The research concludes by summarising the findings relating to the research objectives.

2. Literature Review 

Transformational leadership is a process whereby leaders are able to transform their own goals into those of the organisation for the good of the organisation and the members within that organisation. Transformational leaders are able to engender higher levels of motivation and commitment among followers by creating feelings of trust and loyalty by empowering, consulting and delegating (Mullins, 2005). Burns (1978) was the first to conceptualise and develop leadership theory as either transformational or transactional. Transformational leadership is often viewed in comparison and polarity to transactional leadership which is seen as autocratic and is based on the bureaucratic organisational structure and the legitimate authority that this creates. A transactional leader tells employees what to do and uses the organisational rewards and punishment system to achieve objectives (Mullins, 2005). Transformational leadership however, goes beyond this task-oriented rewards exchange and takes leadership to the next level. Bass & Riggio argue that transformational leaders do much more with colleagues and followers than arrange a series of rewards for tasks; ‘The leadership inspires followers with challenges and persuasion, providing both meaning and understanding. The leadership is intellectually stimulating, expanding the followers’ use of their ability. Finally, the leadership is individually considerate, providing the follower with support, mentoring, and coaching.’ (2006:5)

Transformational leadership embodies positive leadership traits emphasising empowerment of followers. This concept fits well with contemporary organisational change and management theory which highlights the need for organisations to become less bureaucratic and hierarchical in favour of participation, team orientation and flexibility (Kark, 2004). Transformational leadership is defined by qualities of participation, empowerment, consultation and inclusion and transcends the autocratic style of transactional leadership, although Bass (1985) does point out that transactional leadership, particularly contingent reward, does provide a broad basis for effective leadership.

Critics of transformational leadership such as Khurana (2002, University of Leicester, 2008) believe that too much praise is given to the charismatic powers of the transformational leader and this can raise the leaders’ status to that of ‘hero’. This enables the leader to reject limits to their authority, dismissing norms and rules and exploiting the followers and the organisation. Bass and Riggio (2006) provide examples of charismatic and inspirational leaders that have used their qualities to lead followers to destructive and evil outcomes such as Adolf Hitler and Osama Bin Laden. In defence of transformational leadership Bass & Riggio argue that although such leaders do exhibit many elements of transformational leadership they also possess personal, exploitative and self-aggrandising motives. They label this style of leadership as pseudo-transformational which is to be clearly defined from transformational leadership. 

Transformational leadership has been well researched in the organisational setting and we are able to draw on evidence which tests the concept of this leadership style.  Alimo-Metcalfe (1998) conducted extensive research with public sector workers and identified three clusters of leadership qualities in fourteen dimensions of transformational leadership. Under the cluster of leading and developing others are dimensions of enabling staff to make decisions and encouraging creative and strategic thinking to bring about change. 

The topic of transformational leadership has been explored deeper to investigate relationships with gender differences again within the organisational environment. Rosener (1990) completed qualitative research that compared women’s and men’s leadership styles and concluded that women were more likely to use their socialisation experiences to progress in their careers while men conformed to the traditional command and control, or transactional, leadership styles. The women in Rosener’s study aimed to motivate others by transforming their self-interest into the objectives of the group whereas the men viewed their work performance as a series of transactions resulting in extrinsic rewards and punishments for positive and negative performance.

Alban-Metcalfe and Alimo-Metcalfe (2000) have developed a transformational leadership questionnaire (TLQ) and summarise some of their research findings as follows: generally women have been found to construe leadership more in transformational forms and men in more transactional terms, generally women are more likely to describe their style of leadership as transformational and men as transactional, generally women are more likely to be described by their direct reports as adopting a transformational style and men are more likely to be described as adopting a transactional style.  

Rosener’s research was supported by Carless (1998) who conducted research on employees within financial organisations exploring gender differences on transformational leadership styles. Carless found that the subject managers and their superiors rated female managers as more transformational than male managers. However, the research significantly found that subordinate employees reported no observational differences between the female and male leaders use of the transformational style.

Eagly, Johannesen-Smith and Van Engen (2003) conducted a meta-analysis of 45 studies of transformational, transactional and laissez-faire leadership. This research supported the hypothesis that female leaders were more transformational than male leaders. Although the differences in the findings between men and women were small Eagly et al claim that the research provides evidence to support that women have superior leadership skills than men. The researchers use this evidence to stress that women must be given equal access to leadership positions to enable organisations to fully benefit from enhanced leadership skills. Eagly and Johnson (1990) conducted research that found that in laboratory experiments and assessment studies, women tended to adopt a more democratic or participatory style of leadership and a less autocratic or directive style than men.

Rather more limiting is the availability of research focussing on transformational leadership within the police organisation. Dobby, Anscombe and Tuffin (2004) explored leadership within the police by asking police, police staff and Police Authority members what they considered to be positive leadership traits. Their research identified that effective leadership could be categorised into four groups; ‘being committed to achieving a high quality service to the community and supporting staff to achieve this; displaying high personal and professional standards and challenging poor behaviour; enabling, valuing and developing staff; having relevant knowledge and skills’ (2004:25). The behaviours identified within these categories closely matched those defined within transformational leadership.

Villiers (2003) claims that the majority of senior police leaders remain autocratic and that the culture of the police organisation must change before entrenched practices are changed. Never before has ethics been so important to police leadership (Mitchell, 2003). Society has asserted democratic values and subsequently demands police leaders that give citizens their say and also stand for the values that those citizens honour. Mitchell argues that the most effective police leader will be the leader that rejects elitist and hierarchical notions of leadership based on power and status and is committed to teaching their followers to become leaders.

Several researchers have commented on the positive role that transformational leadership could play in the reform of police and police culture. Transformational leadership has the ability to change the police culture and move it towards a ‘quality of service culture’ (Adlam, 2003). Wood, Flemming and Marks (2008) believe that police officers from all ranks have the potential to challenge cultural beliefs and meaning which inform their working practices when innovative methods and ideas are introduced. They also argue that rank and file officers have the potential to play an important role as change agents due to the expert knowledge and experience they possess. If such knowledge and ideas are nurtured through transformational leadership the capacity for change is more likely.

The transformational style of leadership also embodies the qualities of ethical leadership as discussed by Villiers (2003) and Price (2000) which are seen as necessary to create an effective doctrine of leadership in the police organisation, particularly in the wake of labels of institutional racism and police corruption.

Dobby, Anscombe and Tuffin (2004) have undertaken research to evidence links between particular styles of police leadership and police effectiveness. Dobby et al discuss how a lack of evidence of police leadership theory has prevented police forces from specifying preferred leadership styles and also prevent forces from understanding how police leadership should change to effect organisational change and performance. This study found that police officers wanted their leaders to make them feel proud of their contribution and the service they provide. Effective leadership was categorised into the following four groups of delivering a high quality service to the public, displaying high levels of personal and professional standards, empowering and developing staff, and possessing relevant knowledge and skills. 

Despite research identifying transformational leadership as a positive and beneficial leadership style there have been barriers of resistance to this style. Foster (2003:766, quoted in Rowe, 2006) comments that the people relied on to provide transformational leadership are too deeply immersed in the internal cultures and ‘imbued with the prevailing ethos of the organisation’. This view presents police culture as a clear barrier to organisational change. Dobby et al (2004) also argue that there are factors within the dominant police culture that impedes progress of embracing transformational leadership. Such research suggests that direct entry recruitment into police leadership roles from other organisations may permeate and change this dominant and stubborn police culture. Sir Ian Blair has been vocal in his beliefs that leadership within the police organisation is no different to leadership within other organisations (2003). It would appear that rank and file officers may disagree with this view as Rowe’s evidence suggests that respect from rank and file officers is only owed to those senior leaders that have operational policing experience and are seen to understand police work (2006).
The hierarchical rank structure and power aligned to this rigid structure has been criticised by researchers as a barrier to police reform and also as a barrier preventing leaders adopting transformational styles within the police organisation. Skogan (2008) discusses that police managers are typically command and control oriented and struggle with devolving freedom to rank and file officers. Skogan states that terms such as ‘employee empowerment’ makes senior police leaders nervous as they...’worry about laziness, corruption, racial profiling, and excessive force...’ (2008:24). 

Toch (2008) argues that this hierarchical, classical management process is a barrier to improving police performance and enhancing morale through leadership. It is the top-down decision making process that can make rank and file officers feel as though their views are ignored. Toch debates how officers can be enlisted as change agents by harnessing their experiences and involving them in the design and implementation of change. Bayley (2008:14) supports this view and stresses that,

Police organizations must learn that involving patrol officers and sergeants in diagnosis and planning of both strategic and managerial programs is not incompatible with maintaining necessary discipline in carrying out decisions once made... Increasing their involvement in setting organizational plans...would ensure that directives and goals were more closely connected, with both serving the interests of public safety.

Sklansky and Marks (2008) also question the rank and file structure and suggest this has been a clear barrier to improved service and performance within the police organisation. Instead they argue that adopting a bottom up approach to police reform heightens morale and commitment, develops democratic skills and enables better decisions to be made. Despite these benefits bottom-up approaches are rare in the police partly, Sklansky and Marks argue, due to police occupational culture and largely due to the law enforcement power structure.

Densten (2003) conducted research to explore whether rank matters in terms of police leadership styles. Densten argues the need to examine leadership from a multilevel perspective that recognises and considers the different tasks and characteristics associated with each rank. The application of leadership theories to police leadership therefore cannot be generalised as the roles and requirements differ depending on the rank
Further research by Boerner, Eisenbiess and Griesser (2007) found that transformational leaders boost follower performance and enhance follower innovation by triggering discussions of tasks. Conversely there was no such relationship between transactional leadership and follower performance and innovation. Brunetto and Farr-Wharton (2003) conducted research and concluded that police officers feel most committed when they are included in decision making processes and when they receive support and performance feedback from their supervisors. Schwarzwald, Koslowsky and Agassi (2001) explored the follower compliance and commitment to their police leaders during situations of conflict. The research found that followers were compliant towards highly transformational leaders even when they resorted to harsh power tactics and orders. In these circumstances the followers did not view the leader negatively but attributed the harsh approach to the leaders pressing needs. As Schwarzwald et al point out, these findings are consistent with the concept that the leader / follower relationship is one that develops over time, allowing followers to make sense of their leaders’ behaviour and expectancies.

Possibly the biggest challenge the police organisation faces is how to apply transformational leadership styles in an environment that demands and dictates hard and fast performance targets. Brown and Neville (1996) refer to the prevailing performance culture within the police organisation which values the achievement of quantitative performance such as numbers of arrests and stop searches. This world of fast changing and hard driven performance indicators still engulfs the police organisation and is in many ways in conflict with transformational leadership styles. This point is reinforced by Currie and Locket (2007) who argue that the traditional means of hierarchy through firm central government control makes it difficult to adopt transformational rhetoric. They argue that ‘leadership of public sector organizations in England appears less about transforming circumstances...and more about embedding change that others, policy-makers, have initiated’ (2007:365). Currie and Locket argue that public service managers are constrained by having to work within legal, regulatory and policy rules. They argue that those leaders that work within organisations and perform roles where they are held accountable to government ministers in a highly visible way, may be reluctant to distribute leadership thereby conflicting with transformational leadership.

McLaughlin (2007) describes how a tight managerialist regime was implemented by New Labour as part of their commitment to modernising the public sector. Government prescribed a suite of performance indicators and authorised inspections from Her Majesty’s Inspectorate of Constabulary to ensure continual improvements were being made. The Police Standards Unit (PSU) was formed in 2001 to intervene in police forces considered to be failing against their performance targets. McLaughlin explains how in 2002 then Home Secretary David Blunkett threatened to send a PSU hit squad in to deal with the high levels of street crime in London. Blunkett also brought William Bratton (former commissioner of NYPD and one of the key instigators of the Compstat system as discussed below) to London to give Chief Constables a talk on how to turn around crime rates.

The conflict between transformational leadership and police organisational managerialism is articulated vividly by Moore and Braga (2003) and Walsh (2000) in their explanations of the values of the Compstat process. They argue that traditional performance indicators (such as arrest rates and response times) are outdated and new measurement systems need to be developed to drive the police organisation to deliver against community problem solving strategies. Moore and Braga argue that a performance measurement system is needed for several reasons that conflict transformational leadership. In their opinion a performance management system is necessary to motivate officers, to hold managers accountable for their units performance, to make performance publicly visible to enable everyone to see how the manager has performed, to allow measurement (and therefore encourage competition) between units, and also to make managers feel as though their pay and promotional opportunities depend on their performance against those measurements. As the authors state, the system is designed to make managers work hard and demands that others work hard to produce results favourable to the performance management system. It is very difficult to imagine how a leader could embrace a transformational leadership style within such a structured, autocratic, and quantitative performance management system. Skogan (2008) argues that Compstat and other accountability processes may be the most considerable obstacle to police reform and this top-down management serves to reinforce traditional policing values and styles. It also gives attention to those activities that are easily measureable and ignores some significant accomplishments (such as problem solving and community engagement) which are more difficult to measure.

Newman (2005:179) discusses ‘network governance’ which describes the way in which ‘...the power of the nation state has been eroded and that governance processes are now characterized by multi-level interactions between different tiers within and beyond the nation state’. Newman argues that transformational leadership can positively assist with change management but questions how public service leaders can plan to engage in long term programmes of cultural change within the limitations of the relatively short cycles of Ministerial office. Newman points out that it is somewhat surprising that any government should favour and champion transformational leadership as emphatically as New Labour.

Despite these barriers, there is clear evidence that the Home Office want to develop and implement transformational leadership throughout the police organisation. The National Policing Improvement Agency (NPIA) has developed a Core Leadership Development Programme (CLDP) which is available to all police officers and police staff of any rank within the organisations (NPIA, 2007). This is an optional self development programme that can be adopted by police forces however they choose. In Bedfordshire Police for example officers are encouraged to embark on this development and are supported with a series of consolidating workshops, although protected learning time is not provided. The CLDP module that focuses on leadership does discuss and champion transformational leadership and argues that this style of leadership is needed in order to cope with and adjust to the diversity and globalisation that effects society. The CLDP leadership module discusses the need to devolve more responsibility to rank and file officers and expresses that such leadership will be for the benefit of others and the organisation. The leadership module is a positive move towards embracing transformational leadership among all officers within the police organisation but does not go far enough to embed this style. There is a need to develop a performance framework and seek new behaviours and competencies before transformational leadership is truly appreciated and recognised. There is similarly a Senior Leadership Development Programme (SLDP) that focuses on transformational leadership for senior police leaders.

The Leadership Academy for Policing have further developed the current ‘Police Leadership Qualities Framework’ (PLQF, Centrex, 2006) which they state provides a leadership doctrine for British Police and provides a framework to develop the performance of British police leaders. The PLQF has expanded the Integrated Competency Framework (ICF) to include the values and qualities needed for effective police leadership. The ICF encapsulates all those competencies and behaviours that need to be evidenced to show successful performance within different ranks and roles within the police appraisal system. Centrex succinctly explain that the competency framework creates a common language and way of thinking about leadership and management and this allows performance and development issues to be addressed. Clearly such an integrated, nationally implemented framework should act to set standards and encourage identified positive behaviours and should also have the ability to shape positive leadership styles. The PLQF quite clearly embraces and encourages transformational leadership.

Within the PLQF document, much emphasis is given to the benefits of transformational leadership and the framework could be considered to be designed to embrace and encourage transformational leadership. It may however be premature to claim that the PLQF alone can lead to the full implementation of transformational leadership style over other leadership styles. Centrex note that the PLQF can be overly universalistic and can reinforce traditional ideas of management and leadership which resist change. They also note that competency frameworks can be overly mechanistic requiring and encouraging officers to meet minimum standards of leadership rather than enabling leaders to exceed beyond the minimum standards. 

Maybe one of the key limitations of the PLQF is that the standards favour measureable, quantifiable behaviours at the expense of important personal qualities and attributes that are the very embodiment of transformational leadership. Centrex make a crucial point and state that if leadership in the police organisation is to be both ethical and effective we must be able to define success and here lies a significant problem. It is particularly challenging to identify and measure success in police work. Fielding and Innes (2006) argue that there remains a shortage of imagination when it comes to measuring performance and that this is exacerbated when applied to monitoring and measuring community policing and working in partnership. Den Boer (2002) makes reference that police accountability is not simply a matter of quantitative measurement and that qualitative measures of performance need to be developed to evaluate and recognise successful performance. Centrex also state that new means of assessing the effectiveness of partnership crime intervention is needed before the police organisation can claim to know what success looks like. 

Dobby et al argued in 2004 that the National Competencies Framework and National Occupational Standards reflect many of the requirements for transformational leadership to be developed.  However, they argue that transformational leadership will not be embedded in the police organisation until transformational leadership qualities are effectively embedded in the recruitment, appraisal and career development process. Drodge and Murphy (2002) argue that the implementation of human resource practices that promote the best transformational police leaders is hindered and slow. This, they argue is because police organisations must wait for society’s values to evolve and for such policies and procedures to receive widespread approval before being implemented.

Drodge and Murphy (2002) state that many changes have occurred in western policing cultures that have necessitated a need for greater understanding about the role of emotions and transformational leadership within the police organisation. These changes include the adoption of community policing and the entry of more women into senior leadership roles.

There is a distinct lack of research exploring theories and realities of policewomen and leadership. Silvestri (2007) anchors the transformational leadership and gender debate firmly within the context of the police organisation. Silvestri clearly acknowledges the need for organisational change within the police organisation and purports that transformational leadership is the way to bring about the radical changes needed. Silvestri presents evidence that senior police women are adopting transformational leadership styles and are therefore crucial in effecting organisational change. Despite this recognition, Silvestri argues that there has been very little change from autocratic, transactional leadership to transformational leadership style within the police organisation. Silvestri is however unconvinced that the employment of more women into senior police roles will be enough to shift the style of leadership and suggests that the power held by specific ranks should be re-assessed as it is the ‘...steadfast attachment to hierarchy and rank...’ that fundamentally hampers the ability of the police organisation to shift towards transformational policing (2007:54). 

Brown  (2003) argues that organisational changes will not occur in the police until a gender balance is reached among senior police leaders. When a gender balance is achieved women will have more influence over policing by indoctrinating transformational style and maximising the ability to successfully affect organisational changes required to provide a better police service. There is clearly a long way to go before such a gender balance is reached although the percentage of senior women managers in the police has risen from 7.6 percent in 2003 to 12.3 percent in 2006 (EOC, 2007).

Heidensohn (1992) considers the future of policing in the twenty-first century and theorises that policing and social control could become much more gender neutral and more genuinely mixed resulting in an organisation that is far less macho in culture. These views suggest a scenario whereby the employment of more senior policewomen will see an increased move towards transformational leadership styles which will bring about organisational and cultural change needed to equalise the gender balance within the organisation. It could be argued that embracing transformational leadership approaches in the police recognises more classically feminine traits of consultation and participation as desirable leadership qualities. Applying logic, this could act to attract more women into senior leadership roles within the police and could potentially act to catalyse desirable organisational and cultural change.

 Unfortunately there is a significant way to go before this situation is reached and Silvestri (2003) explains how some senior policewomen face tensions and contradictions when trying to reject classically masculine occupational traits of competition, individualism and dominance. This again supports that fact that radical changes need to be made to the performance management process before transformational approaches can be truly embraced and until this support system is in place those transformational qualities possessed by women may not be fully appreciated. Dobby et al (2004) also note that transformational behaviour tends to be more common in female leaders in other sectors. They note that if this gender bias is correct this will pose particular difficulties for changing to adopt transformational leadership style within the police organisation which remains significantly under-represented with female leaders. 

3. Methodology

When considering and designing an appropriate methodology, it is of course vital to employ the most appropriate methods to address the research aims and objectives. Transformational leadership has been largely explored employing quantitative questionnaires which serve to analyse and measure elements of transformational leadership. Alban-Metcalfe and Alimo-Metcalfe (2000) devised the frequently used Transformational Leadership Questionnaire but recommended that more qualitative research needs to be conducted to explore the constructs associated with leadership in different organisational settings. This research is designed to do just that, exploring transformational leadership within the construct of gender and within the policing organisation. This research is not attempting to produce statistical information concerning quantitative detail regarding transformational leadership traits of women, nor is it attempting to produce generalised results that can be transferred across various organisations and circumstances. The use of quantitative methodology has subsequently been disregarded. Qualitative methodology has been selected to explore the variety, complexity, depth, and richness of experience of senior police women and most crucially, the significance of the meanings generated by these experiences.

This research is concerned with the experiences of senior police women leaders. The research has been designed to probe the perceptions and experiences of senior police women leaders in order to obtain rich data to explore the research topic. This qualitative research is interested in the subject’s detailed understanding of particular social contexts and their own behaviour within those social contexts and is not overly concerned with theoretical generalisations. As a result particular social themes have been identified but it is recognised that gender theoretical perspectives are extremely complex in variety making generalisation less applicable. The proposed research methodology fits with what Bottoms (2000) describes as ‘active-subject, socially-oriented’ research. Bottoms describes the positive features of this approach which is characterised by the absence of assumption of theory-neutral facts, careful observation based on immersion in the social world and an emphasis on meaning of social actions to actors. The main criticism however is the tendency to shy away from theoretical generalisations which can be considered somewhat limiting as the research findings may be considered to be relevant to that piece of research only and therefore of limited use when trying to apply the findings within other social contexts.

Mason (2007) argues that qualitative research creates the capacity to constitute compelling arguments about how things work in specific contexts. She argues that while not all qualitative researchers set out to find a general picture of how things work the ‘…qualitative habit of intimately connecting context with explanation means that qualitative research is capable of producing very well-rounded cross-contextual generalities, rather than aspiring to more flimsy de-contextual versions’ (1). Mason points out that qualitative research is unfairly described as ‘merely anecdotal’ and ‘illustrative’ and that those that subsequently view qualitative research as inherently weak fail to see the strategic significance of context in our understanding of the social world.

The sample population have been identified and selected with assistance from, and via their association with, the British Association of Women Police (BAWP).  Eleven volunteers were selected from the ranks of Chief Superintendent, Detective Superintendent, Superintendent, Detective Chief Inspector and Chief Inspector. There were no volunteers from Association of Chief Police Officers (ACPO) rank. A methodological decision was made to seek research subjects from the rank of Chief Inspector and above due to their exposure to leadership experiences. The length of policing service ranged from 12 years to 26 years and the subjects were from police forces across England. The work experiences and roles performed by the subjects represented a good cross section of roles performed within the police including Operational Command, Operational Support, Public Protection, Professional Standards, Criminal Investigation and Citizen Focus. The subjects also ranged in terms of their personal familial status and included women with children, women without children, married women, cohabiting women and single women.

Eleven subjects were chosen as the researcher identified that, although an increased number of interviews may provide additional research data, there were very clear constraints to work within. These constraints included the limited amount of time available to conduct the research, the lack of a financial budget to travel to conduct the interviews, limited access to women willing to participate in the research and a limitation to the depth and scope for the purpose of this research.

The researcher developed a thematic interview plan that allowed the researcher to conduct semi-structured, in-depth, probing interviews (see appendix iii). This enabled the interviewer to navigate the interview and steer the interviewee through the research questions while allowing the interviewee the freedom to discuss the subjective issues that they believe are relevant to their own situations (Fielding and Thomas, 2001). The semi-structured interviews provided suitable flexibility to allow the interviewer to further probe the research subject to obtain richer qualitative data. This is significant in ensuring the validity and reliability of the resulting research data. One of the key considerations in the construction of the interview questions was the need to extract contextual knowledge and experiences. Much thought was given to ensure that the questions were situational rather than abstract and were designed to establish the situational social processes and meanings (Mason, 2007).

A pilot interview was conducted to ensure that the interview resulted in relevant information that addressed the research aims and objectives. The pilot interview also enabled the researcher to develop the necessary skills of rapport building, listening, probing while allowing the interview to flow.

The interviews were conducted in person and were audio recorded which allowed the interviewer to fully focus on the interview and probe further into issues while minimising the distraction to the interviewees that tends to occur when note-taking. Gathering and recording data audibly also enabled the researcher to file and retrieve the data accurately and simply at any time. The potential disadvantage to this particular data gathering technique is that police women in senior positions within police organisations may feel uncomfortable sharing their personal thoughts on the potentially sensitive issues being discussed. The research subjects were asked to share their thoughts on their own leadership styles within their own policing organisations and this can be both personally and politically sensitive. The potential concern regarding this data gathering technique was minimised by reassuring the subjects that pseudonyms would be used, the recordings would be securely stored with access only to the researcher, organisations and locations would not be disclosed and that confidentiality and anonymity will be protected at all costs. The research subjects were provided with research information (see appendix i) prior to the interview to ensure that they were fully aware of the research aims and they were asked to sign a research data consent form (see appendix ii) documenting their willingness to participate and their freedom to withdraw at any stage. These were the only ethical considerations when conducting this research.

The data obtained from this research has been analysed using Interpretative Phenomenological Analysis (IPA). IPA recognises that although the research aims to identify and explore the participant’s experiences from their own perspective, such an exploration must implicate the researchers own perspective of the world. The phenomenological analysis therefore becomes the researcher’s interpretation of the participants experiences (Willig, 2007). The interview transcripts were analysed individually and individual themes were identified. These themes were then integrated across transcripts and shared themes were identified. These shared themes were explored and analysed applying various theoretical perspectives resulting in a discussion representative of the participant’s accounts, as interpreted by the researcher.

A limitation of this research is the practicality of obtaining access to willing participants. Silvestri (2003) explored the potentially problematic nature of ‘researching up’ which can occur when women are researching women in power, particularly when emphasis is given to feminist theoretical perspectives. Silvestri states that ‘In policing, the sharing of womanhood is compounded and heavily demarcated by rank, hierarchy and the power this brings’ (p 10). Power relations may be created between the researcher and the research subject causing problems that prevent the interviewer from gathering rich data. This power relation may be exacerbated or reduced due to the researcher’s personal status and rank as a female police inspector. The researcher has attempted to minimise the impact of power relations during the interview process by highlighting and maintaining the role of impartial researcher and by remaining focused on listening to the research subject’s experiences. 

Furthermore, due to the dominant hegemonic culture within the police there appears to be real stigma attached to being labelled as a feminist. The implications are that being involved in research conducted by women, about women is feminist research and this labels the research subject as feminist, which may or may not be the case. Again, this may deter subjects from participating or from expressing their true opinions. This situation will be minimised by reassuring the subjects regarding confidentiality and anonymity.

Reiner (2000) discusses problems of conducting research on police subjects. In Reiner’s experience, police have been suspicious about the attentions of the researcher mainly due to the secret and ‘low visibility’ nature of policing. Although this researcher may not experience such suspicions due to being an ‘insider’ it is significant to note that many police leaders may be suspicious of sharing their personal opinions and feelings regarding their own leadership styles and capabilities and also regarding potential shortcomings within their own policing organisations. It can be difficult to self-assess leadership abilities honestly, particularly if this involves drawing attention to poor performance or self doubts and the subject works within a highly competitive and performance driven role. Once again the researcher has relied on stressing confidentiality and anonymity to build the level of trust necessary to enable women to express their true perceptions.

The researcher clearly recognises that her own interest and experiences of female senior leaders in the police organisation has influenced her own opinions around this subject. It is impossible to leave those experiences and knowledge out of the research design and it is therefore important that this factor is pointed out. Of course, the researcher has strived to remain impartial and objective when designing, conducting and interpreting the research data but some element of bias will be inevitable. 

Similarly an assumption could be drawn that women who volunteered to participate in this research have done so because they have a particular interest and a belief in the progression of women in policing. These women may possess their own bias regarding this research subject and may perceive their social world very differently to senior police women that would not be willing to become involved in this research.

The main limitation of this research is created due to the extremely subjective nature of data gathered. The most this research can claim to do is explore the qualities and benefits of transformational leadership styles for the specific research subjects. Although the proposed research is designed to provide rich, in-depth, qualitative data the findings cannot claim to be relevant for and indicative of all senior women police leaders. This is not what the research design is intended to do and other research methods should be considered (such as quantitatively analysed questionnaires and the use of public records to allow for a triangulation of data findings). This research will not allow for strong theoretical generalisations to be made and cannot claim that the findings are relevant across other organisations, or even with different subjects and this could be considered a limitation. It will however, aim to provide rich life experiences of senior police women leaders which will enable this subject to be explored in relation to the debate of gender and transformational leadership. There is currently limited research focusing on this topic and this research will add to the limited body of research.

4. Discussion

(i) Doing transformational leadership

The women involved in this study were interviewed regarding their perceptions of what traits a good leader possessed and were also asked to comment on their own leadership style. As supported by earlier research by Silvestri (2003), all participants involved in this study gave high value to transformational qualities when describing the qualities of a ‘good police leader’. Great emphasis was given to descriptors including empowerment, trust, development, support, guidance and personal responsibility. The following comments provide strong evidence that senior police women are doing and championing transformational leadership.

It’s around getting that investment in people, getting that trust, that empowerment, letting them utilise their own skills, letting them develop, letting them come up with the ideas and then, as far as I can let them loose and just give them that steer...’

In terms of leadership style, setting a vision, getting people to buy in and come along and then I will hold you to account for these outcomes and you go away and deliver. If you have any problems I will come and help support you. I am not going to be looking over my shoulder every five minutes...I know them all so I trust them to get on and deliver it.

I want people to work for me, be with me, come with me...It’s about making people feel valued. Okay you may not have hit your performance overnight, you may have had more crimes but that’s not your fault. Let’s look at how we can work now to do things differently but that’s not your fault.

Overall I think I’m transformational, I think I’m inclusive, I think I empower, I think I value people, I treat people as human beings rather than human resources and that’s my biggest thing. 

Some of the senior managers...don’t share power whereas for me it’s the direct opposite. Knowledge means that everyone can do a better job so if I can share it with them and if that means someone gets promoted above me I really don’t mind, if it means we are giving a better service to the public.

It’s trying to get people to feel empowered to make decisions and not feel that they have to constantly refer up, to create an environment where people feel free and don’t spend their lives behind a computer, we create an environment where people feel fulfilled and want to come into work.

Several participants felt that a good leader was able to depend on strong emotional intelligence and use their personalities to influence their followers to greatest effect. Mandell & Pherwani (2003)conducted research to explore the relationship between transformational leadership and emotional intelligence which they define as the ability to monitor one’s own and others feelings and emotions, to discriminate among them and to use this information to guide one’s own thinking and actions. 

It’s that ability to understand emotional intelligence and to be able to move between transformational and transactional and really to understand when to make the switch.

I think it’s people that have an emotional sensibility around their staff and an understanding of what motivates staff, what turns them on and what doesn’t...and somebody really who is prepared to work on a level with people to bring people along as opposed to directing them.

We spend more time with these people than we do with our family, so you’ve got to be interested. I want to know that they’re okay and if it means having a laugh and sitting in one of the offices for half an hour talking about stupid things, then people will want to come and work and that’s important.

Transformational leaders possess qualities such as self-awareness, self-confidence, trust, motivation and empathy and these qualities have also been used to describe sub-components of emotional intelligence (Bass and Riggio, 2006). Mandell and Pherwani (2003) advise that the positive relationship between transformational leadership and emotional intelligence can be utilised for the benefit of organisations. They posit that by testing employees for emotional intelligence those high in emotional intelligence can be identified and it can be assumed that these individuals will also be high in transformational leadership. This potentially enables organisations to identify and train potential leaders with the transformational ability to manage change effectively. 

In their research into gender differences in the relationship between transformational leadership and emotional intelligence Mandell and Pherwani (2003) showed that female managers scored higher in emotional intelligence than male managers. However, the policing environment is a challenging place to try and utilise emotional intelligence for the development of police leadership and emotional intelligence can be interpreted as a sign of weakness. 

In terms of gender I do wonder sometimes in the police do you have to drop some of those emotions, some of your softer side and become a bit harder to get through in this job. 

As Drodge and Murphy point out, ‘The myth of rationality permeates policing and serves to marginalize the important role of emotions in daily organizational activities’ (2002: 435). 

Transformational leaders are highly aware of their impact and influence on the performance and well being of their staff. The participants again provided strong evidence in support of this point. 

I want everyone to come to work and do their best, we all have good days and bad days and if they make mistakes then they learn from it - you don’t need to shout at people and bang the table to get the best out of them, appreciate them and say thank you.

I am very personable, very honest, I’m pretty kind, I am caring but I think I rely very heavily on my personality to get through and develop some fairly good relationships with people... I care about people and what we do and if they care about what we do then we both move in the right direction.

I think what I’m good at is pulling a team together and go quite strong on values. I care about people as individuals and I do see the effect that things have on individuals and I think about it a lot.

 I do listen, I do reflect, certainly encourage and support. I like to encourage people. Two females work for me, a sergeant and a newly promoted inspector and I’ve encouraged them to go on the Positive Action Leadership course. So I will look to develop people and I don’t try and keep good staff. If I come across people who lack confidence, I will take the time to sit with them and go through what the issues are and try and get them to see where their skills lie.

Research by Schwarzwald et al (2001) evidenced that followers were significantly more likely to comply with both soft and hard instructions when given by transformational leaders. This appears to allow these transformational leaders to acceptably move to a more transactional style when operational needs demand. These women are able to comfortably do transactional leadership in a transformational way to balance the needs of the role with the needs of their followers while remaining true to their transformational style. This ability may be considered particularly significant for leadership in policing due to the operational demands resulting from emergency situations.

I think my [leadership style] changes because in the role of an SIO or managing a critical incident then obviously it becomes more autocratic which, as we all know in the police, we do have to adapt the style cause there are times when you haven’t got the time to debate. In a threat’s to life situation you can ask peoples opinion but ultimately someone has got to make the decision so clearly it changes dependant on what role you are doing.

If there was suddenly a death in custody I’m not gonna be sitting here talking to you having a chat and then calling my number 2 in and saying ‘oh there’s been a death in custody’’. It will be, ‘right sorry we now need to get the IPCC, let’s get an SIO in place’ you know so you suddenly have to be very transactional because there are things that have to be done but fundamentally once those golden hour things are in place then of course I’d revert back to how it should be.

(ii) Gender influences: the female advantage?

It may appear unusual and even contradictory to describe being female as advantageous in the macho dominated world of police leadership. However, if we are to accept that transformational leadership is a positive leadership style within policing there is evidence to suggest that women may be at an advantage. If we were to categorise some of the significant transformational traits, such as consulting, supporting, caring and developing, into gender traits they would surely be described as feminine.  
Social role theory as discussed by Powel et al (2008) argues that gender roles consist of beliefs about the psychological traits that are characteristic and therefore behaviourally appropriate for each sex. These social role expectations create gender stereotypes which act to define (and therefore restrict) traditional gender roles. When applying social role theory to the concept of leadership, males are expected to be high in masculine, task oriented traits whereas women are expected to be high in feminine traits that are interpersonal and nurturing. Weyner (2007) explains how, according to social role theory, the organisational leader is bound by gender roles that have been  developed within society and male and female leaders subsequently behave differently due to the expectation to conform with the appropriate gender role. Women may favour transformational styles of leadership as it is closely associated with the communal behaviour and norms expected of a female leader and is therefore a more acceptable leadership style for women (Eagly et al, 2003).

According to social role theory leadership roles allows the leader legitimate authority within that organisation, furthermore this is a legitimate authority that is regulated by rules demanding appropriate behaviour (Weyner, 2007).  Social role theory also posits that the influence of gender roles may be weakened if the individual possesses other roles such as organisational leadership (Weyner, 2007).  This theory would therefore support the proposition that an increase in women within positions of leadership could assist in weakening gender role stereotypes.

Maher (1997) also makes reference to a possible intriguing future shift in favour of the female transformational leader and explains that stereotypes associated with the transformational leader appears to be bias in favour of women.

If women in general are viewed by other women as more transformational, women currently in power may more frequently select other women to hold high leadership positions in organizations. This is particularly the case as transformational leaders continue to be called upon to guide their organizations through change. If so, the cyclical selection process that has created the glass ceiling may in fact be diminished over time. (224)

Powell et al consider the malleability and stability of stereotypes which tend to remain consistent over time. However, stereotypes can also be adaptive and dynamic based on new information influencing the beliefs about the changing and developing characteristics of group members. Beliefs regarding traits possessed by men and women may change over time in response to perceived behavioural changes brought about by changes in life circumstances and if those perceived changes for women are greater than those for men the stereotype of women would be more dynamic than that of men. Powel et al argue that as men and women are preparing for and acting in leadership roles in more similar numbers their assigned stereotypes may have become less differentiated reducing the influence of gender role. Powell et al go as far to say that the stereotype of the effective leader may be more aligned with traits associated with women reversing the gender role status. The researcher places a caveat on this statement and points out that the changes in men’s and women’s managerial roles have occurred mainly at lower levels and may therefore be insufficient to bring about stereotypical change explaining why the glass ceiling still exists.

Powell et al also discuss Berger et al (1998) and their status characteristic theory and suggest that ‘people form expectations for the behaviour of others based on the status assigned by the society to their personal characteristics’ (158). Traditionally in western societies men are viewed as more competent, more powerful and more able than women and are subsequently held in high esteem and this serves to grant men higher social status than women. Powell et al argue that both social role theory and status characteristic theory result in a society that automatically normalises and favours male leaders over female leaders. However, this posit relies wholly and significantly on the leader role being associated with masculine qualities and behaviours. 

Transformational leadership challenges this masculine construction of leadership. Powell et al suggest that if the leader role became more associated with the feminine gender role than the masculine gender role, rather than challenge social role theory, the gender power balance would be reversed favouring women as leaders. This assumption does not hold true for expectation states theory which argues that gender roles exert significant influence particularly in public places such as the workplace (Weyner, 2007). Weyner describes how, according to this theory the group members assume that status beliefs are widely held by society and the members therefore behave in accordance with those expectations fitting in with those status beliefs. Weyner illustrates this point discussing research by Moskowitz et al (1994) which argues that ‘...in organizational settings women tend to behave more communally, especially in interactions with men. Therefore, consistent with expectation states theory, researchers assume that organizational roles, such as the leadership role, are not strong enough for gender-roles to be abandoned’. (487)  Eagly el al (2003) point out that women leaders can experience resistance when using dominant styles of communication over men due to non-conformity with status expectation. They believe that by employing a transformational leadership style women are able to avoid such conflict and can reduce some of the discrimination experienced in positions of leadership.

Billing and Alvesson (2000) warn against constructing leadership as feminine and argue that doing so serves to reproduce stereotypes and gender divisions of labour. Billing and Alvesson believe that differences in the ways that men and women lead should not be exaggerated as this simplifies the profundity of varieties in men and women. Instead, the authors suggest we should aim to move beyond gender differences and that we should refrain from attaching labels of masculinity and femininity to traits. As an alternative we should view traits as being potentially present in both sexes. Heidensohn (1992) verbalises this perspective in the context of the future of the police organisation; ‘Policing, and social control generally could become much more neutral, or more gender neutral. Police forces of the twenty-first century might not only be more genuinely mixed, they might be far less macho in culture’ (p 758). 

This research suggests we remain a long way from gender neutrality in the field of leadership in the police. The following statements argue that men and women do possess differing sets of qualities and behaviours and we should in fact recognise and embrace these differences in order to create highly effective teams consisting of individuals possessing complimentary skills.

I sit on the management team with two male police officers and two female police staff, it’s a really lovely balance and it’s a really a really good dynamic.

I do think that we are different but I don’t think one is better or worse and I think it’s just appreciating each other and understanding each other really as best as you can or accepting that we will never understand each other.

Powell et al (2008) conducted research into follower evaluation of male and female transformational leaders. This research did evidence sex bias in leader evaluations in favour of female leaders and Powell points out that the change in bias from male to female leaders does not make the bias any more desirable. Powell et al state; 

Organizations need to guard against sex-related biases of all types; workplace biases in judgments about others that favour either sex should be discouraged. Ideally, leaders who exhibit similar leader behaviour and achieve similar results in similar settings will receive similar evaluations, regardless of whether they differ in sex or any other job-irrelevant demographic characteristic. (169)

The research by Powell et al is in contrast to the findings of research discussed by Weyner (2007). This research found gender bias in favour of male leaders and uses social role theory to argue that this is because when being evaluated, female leaders may be perceived less favourably than male leaders because their gender role and the leadership role appears conflicting. The same male gender bias is supported by expectation states theory whereby different performance expectations are held for men and women due to the gender associated status. Weyner highlights that expectation states theory stresses the importance of task relevance for evaluation and when a task is stereotypically associated with men as leadership often is, then the leadership performance of women is evaluated more negatively. 

This can become a somewhat self-fulfilling prophecy as women leaders will subsequently have their performances scrutinised and judged by higher standards than those of higher status. Heilman (2001, quoted in Weyner, 2007) considers gender bias in evaluations to be a primary cause for the absence of women in the top leadership positions. Weyner argues that to shatter the glass ceiling social structures will need to change to allow women to be assigned greater social significance and to reduce the difference in status and power between men and women.

Heidensohn (1992) argues that gender divisions are universal and are central to social control and points out that ‘…all societies regulate sexuality and have rules about gender appropriate sexual behaviour’ (p 755). This theory therefore suggests that if these gender rules are central to social control then breaches and departures from normalised behaviour have consequences for control agencies. Brown (1998) concurs with this view stating that when women cross over into masculine jobs they experience and suffer the consequences of gender and occupational role conflicts. Brown discusses this ‘sex role spill-over theory’ which suggests that discrimination and harassment occurs as a result of what is socially considered to be the inappropriate transposition of stereotyped sex role behaviour in the workplace. 

I know a female sergeant who has been subject to a grievance and for me that’s because she’s got a very clipped, direct, can-do style but if that was a male sergeant they would all be on her side saying ‘yeah, good old boy’ but because she’s female those blokes are not responding to that because they’re thinking ‘I’m not having a woman telling me what to do’.

I was returning to division as a chief inspector and the inspector said to me ‘so what are you doing with your child?’ I said he was going to nursery full time and he said ‘you bitch’.

I can remember when I first got promoted to sergeant and my husband didn’t, the first thing his inspector said to me when he saw me was, ‘well you only got promoted because you’re a woman’.

Acker (1992) has explored in detail how, within organisations, different work roles are segregated by gender according to the income and status attached to the roles. Organisations provide the perfect microcosm where such gendered roles are invented and constantly reproduced thereby creating a stereotypical assumption attached to the role. Acker points out how organisational norms are created by men and are therefore defined in relation to the experiences of men. Gender roles are subsequently created by men for men and are unique to social and cultural settings. This process is clearly restrictive for women as work roles become associated with a gender rather than a possessed skill or characteristic. As Silvestri states, ‘…practically all jobs and job ladders are gender specific and practically all job searches are gender searches’ (2003: 25). 

Kark (2004) categorises the above perspectives as gender reform feminism. Within this theoretical perspective gender differences are viewed as a result of sex-role socialisation as opposed to a biological determinant. Such sex-role socialisation has prevented women from obtaining the skills required to compete in organisations and if women developed these necessary skills they would be in a position to compete with men equitably. 

Garcia (2003) further explores the constructs of gender applying a social feminist perspective to the specific role of women in the police. Masculinity and femininity are character types which are socially constructed in a patriarchal society and act to maintain the subordination of women and the dominance of men. According to the social feminist perspective women will only achieve liberation by eliminating the gender constructs of masculinity and femininity. Brown argues that women are expected to perform the traditional roles within the home and are subsequently expected to perform, and are tasked with, caretaking and domestic responsibilities within the workplace. Brown discusses how women’s resistance to performing such roles within the masculine police organisation has made it extremely difficult for women to break into the police working environment.

Garcia points out that initially the acceptance of traditional feminine gender qualities did assist the acceptance of women into police organisations, specifically in areas of work such as child protection and domestic violence. However, this gender stereotype becomes a barrier to women wishing to proceed to masculine gendered roles such as firearms, traffic and senior management. Garcia argues that to revalue a women’s orientation will not sufficiently reduce the conflict for women wishing to cross-over into masculine engendered roles unless the structure of the police organisation is changed also. To accept gender difference maintains the norm and does nothing to reduce conflict and improve the police organisation for women.

(iii) Police culture: barriers to progression

Waddington (1999) explored the complex topic of police culture and indeed police sub-culture, referring to the many sub-groups that exist within the policing organisation and points out that the police culture is not independent from the wider culture and is heavily influenced by and populated by individuals from that wider culture. Chan (1996) also makes this point arguing that policing does not exist in a vacuum. Waddington argues that the wide spread sexism found among police officers is probably the result of the patriarchal beliefs embedded in the wider culture. The ‘canteen culture’ acts to promote and perpetuate masculine values which engender the roles suitable for men and women within the police. Waddington refers to the existence of a cult of masculinity which presents and glorifies violence and danger as norms within the police. Chan posits that this informal culture is in fact necessary for the survival of policemen in a dangerous and unpredictable environment. 

Waddington challenges that police women threaten this culture by presenting the police role in a more feminine light. Martin (1996) concurs with this point and argues that by their very existence in the police, women challenge police occupational culture but also argues that societal gender issues are amplified in the police due to the ownership of rights to social control which defines the police. Kanter (1977, quoted in Brown, 1998) proposes that the intrusion of women is particularly opposed by men because police work is one of the most stereotypically masculine professions. As a consequence police women continue to face barriers to progression due to discrimination, negative stereotyping and sexual harassment (Burke and Mikkelsen, 2005).

Brown (1998) discusses how male police officers are more likely to hold traditional beliefs about the role of women in society and this attitude is transferred into the workplace. This carry-over of attitude results in police men forming their opinions of the moral woman. Martin (1989) argues that police men resist women officers for fear that the moral woman will expose their unprofessional behaviour. Hunt (1990: 19) argues; 

in view of the dire consequences implicit in the feminization of policing, men resist the integration of women or construct some way to neutralize their power in order to reinforce male bonds, reduce the risks of exposure and punishment and retain their integrity as men and officers within the police organization. In addition, management oppose women in order to sustain organizational legitimacy, maintain the delicate balance between themselves and their subordinates, and reproduce the political status quo. (quoted in Brown, 1998: 268)

Holdaway and Parker (1998) conducted research about police women and analysed how the internal organisational and cultural processes and gender roles combine and interact to structure the experience and employment of police women. When seeking the reasons as to why women do not apply for promotion Holdaway and Parker found that statistically significant percentages of women felt they had an insufficient length of service to apply for promotion and also felt they lacked the skills and abilities necessary to apply. It may be that these women did have the skills and abilities but lacked the confidence to put themselves forward or underestimated their ability to perform in the higher rank. This perceived lack of confidence was starkly evidenced by the participants of this study.

The biggest barrier is me which is a very female thing is women lack confidence and they tend to like to get into a position of security before they’ll apply for something rather than blokes who just tend to go at it on a wing and a prayer. The biggest thing is the glass ceiling in my own mind that I’ve developed around actually I’m not good enough to do this.

I’m not particularly self confident and I’ve worked hard over the years to be more confident. I’ve done a personality profile and I come out as being an introvert and very self reflecting so I try very hard not to be like that. I’ll deal with a firearms job and will come across as confident, but it’s taken me a long time to be confident, I put myself forward for difficult tasks because that gives me confidence.

 I think part of my problem on promotion boards has been that I have thought ‘don’t think you are up to that job’. It’s been part of what has held me back over time cause I have thought to hold the next rank I have just got to be super duper and I am not perfect, I haven’t got ten out of ten credentials to do that job. It’s the old thing that women need 10 out of 10 before they apply, men will have 2 out of 10 and busk it and get through so for me I need that hardening of the mind.

 I still struggle hugely, and I think this is a woman’s thing, in my own ability. I fight the negativity about that an awful lot. I do sit here and think ‘am I superintendent material?’ There’s a job advertised in Police Review last week for HMI, now of all the jobs other than this one I’d like a job with HMI, it sounds right up my street but I look at the job description; PSD background – got that, operations background – got that, critical command background – and I sit there and think well I haven’t got much so there’s no point in going for it whereas, you know as well as I do that my peer male colleague would just think, ‘I’ll go for that’.

Holdaway and Parker argue it may be that on occasions female officers do not have the necessary skills to progress as they had not been adequately exposed to crime work.

Engendered stereotypes of women and the type of police work they should undertake, originating beyond the organizational boundaries of the constabulary, informed routine decisions about deployment. Their main effect was the restriction of women officers' work, not least the range of crime work to which women were deployed, despite their demonstrable commitment to the ascendancy of such work. (47)

Several of the women in Holdaway and Parkers research raised issues of potential conflicts between their private life and promotional responsibilities and the difficulties posed by the expectation to conform to the ‘long hours culture’. Holdaway and Parker found statistically significant result supporting that women see a potential conflict with domestic commitments and difficulties in working the hours required of them as factors influencing why they had not applied for promotion. 

Personally I would want more role models, male or female who have family commitments, whether that is down to a relative or children or step-children or whatever. Someone who is visibly seen having to leave work sometimes and not always saying ‘yes I will be there’.

How do you nationally make somebody like me [a mother] be able to do ACPO rank, it’s the long hours culture. The only way you could do it if you really, really want to, yes you can be ACPO and you don’t have to work all the hour’s God sends to do it. You can drop your kids off at school, you can manage your time flexibly.

I’ve presented on a number of senior management courses at Ryton, around chief inspector level. Very often I’ve been disappointed by a very negative and uncreative approach to managing diversity particularly around part-time working. That’s why I keep coming back to this long hour’s culture. If you can’t give 50/60 hours a week then you can’t do a good job. It’s actually about the quality of your thought process not the time you can give to a job. We’re so tied up in being able to work these long hours, we don’t take a step back and really think about the service we deliver.

I’m sure there’s a lot of women and maybe some men who aren’t going for promotion because they see that long hour’s culture which does exist. That is a barrier.

One of the things which I think is the biggest challenge to the organisation is the working hours and the long working hour’s culture. Part of the reason for people to work those long hours is around competitiveness, who gets in the earliest and goes home the latest. Not about what they’re delivering in the day or their effectiveness but we’re striving to achieve so we’ve gotta work longer….not we’ve got to work more effectively…I think that is often exacerbated for women in the organisation because in the main it will be women who are the primary carers in terms of children and elderly relatives.

Significantly more women than men stated that they denied being a parent when at work as they felt that if they admitted they were unable to work overtime or work particular shifts due to childcare commitments this would be interpreted as being unsuitable for police employment. These factors were also viewed as contributory to preventing women applying for promotion. 

I have seen it where men have gone oh it’s half past three, I’ve got to go because I’m picking the kids up and they just go and I cringe because I think I would never ever do that...It’s because I wouldn’t want to be labelled as ‘she couldn’t carry on the meeting because she goes to pick her daughter up. That’s just a typical woman isn’t it’.

Forty percent of the men questioned in Holdaway and Parkers study also agreed that if a child is sick there is no adequate substitute for the child’s mother. Twenty seven percent of these men believed that part-time working should be discouraged by senior managers due to the organisation difficulties they believed part-time working presented. 

I can remember I was at a conference 3 years ago with two superintendents in North Wales and they were both talking about the gender equation and they were quite against it in terms of the operational effectiveness because they were saying more women, they’ll be having babies and therefore how do we run operationally. Well you just have to work more flexibly don’t you.

Sixteen percent of women but only four percent of males with children reported that home duties very often interfered with work suggesting that more women had main responsibility for childcare and domestic work. Also women officers with children worried that their colleagues think that home interferes with work much more than men with children. This, Holdaway and Parker argue, illustrates how the role of parenting significantly differentiates experiences of employment between men and women. Beliefs about motherhood and parenting constrains opportunities for career advancement for women and sustain unequal opportunities in the police organisation.

When I was pregnant, the ACC at the time saw me as this young career minded women and he’d introduce me in this very positive manner to people. I remember when I told him I was pregnant and he said ‘Oh I thought you were interested in your career’. I said you misheard me, I said I was pregnant not that I had some terminal illness.

You have to be pregnant and you have to have a baby so for example for every child I have there are two years really where I am either in a restricted duty role or off on maternity... the reality is from being maybe six months pregnant to coming back, that’s 12 months where effectively if you are honest I am not particularly progressing my career.

It’s a dead tight timescale of 30 years in the police and at times where we’ve got child bearing responsibilities and elderly care so you’re trying to juggle all these things and something’s gotta give. I know I still want to be this mum and I still wanna be at the school gate.

My DCI here applied for Iraq as a secondment. Fantastic opportunity, I would love to do that, give me that job for a year. One, the money would be fantastic but what an experience to go out there. Now, he’s married with kids, he’s prepared to leave his family for a year and I think because it’s Iraq you actually come home every 6 weeks. I said well if you’re not interested I’ll be really interested. The hue and cry that caused, ‘but you’ve got a kid’ and I’d love to do it but there’s no way I would have ever seriously considered it but I just threw it into the mix just to see what the reaction was and that’s the reaction. I would be seen as a bad mother if I upped and left my daughter and went to Iraq. 

The evidence described above is situated within a gender model framework. Metcalfe and Dick (2002) explored gender model theory during their research into gendered organisational commitment. This theory argues that the organisational commitment of women is limited as organisations have to compete with the greater responsibilities of the family. Women are socially believed to place primary emphasis on the family in contrast to men who are socialised to be goal driven and build and define their identities around their position within the organisation. The research conducted by Metcalfe and Dick (2002) challenged this gender loaded stereotype and found that within a large police force in England men and women shared similar levels of organisational commitment. Although there are far fewer women in positions of leadership within the police this was not related to women’s length of service or lack of commitment to a policing career. Despite these findings Metcalf and Dick suspect that police men perceive their organisational commitment to be higher than that of women. The researchers express the need to deconstruct the police culture and the occupational culture that create and define engendered inequalities which serve to invent obstacles for women in the police. Although gender model does have an influence on organisational commitment, job model influence is sufficiently strong enough to counter-balance the influence thereby preventing lower organisational commitment.

Dick and Jankowicz (2001) argue that power relations act ‘...to produce and reproduce sets of values within which certain practices, such as subordination of home to work, are supported and legitimised’ and these power relations are much more significant in creating this phenomenon than gender (197). They argue that gender clearly does influence organisational culture but that this is through the socio-cultural interpretations of gender differentiated expectations such as primary care provider at home. 

The single biggest issue with women working in policing generally for me is how do I manage work life balance as I have the roles of mother, wife, daughter, sister and I am not saying men don’t have those roles but culturally they are allowed to focus on work with some support from home life, you know role of bread winner, role of home maker. We can go back to the 1950’s if you like but the truth is that it’s still there  and it’s very difficult when you are in an organisation like policing when you need 24/7 coverage so we can’t let 50% of the work force not work nights cause I have got to get home for the kids and it’s really difficult and to try and get over that...Where are the examples of women going into senior roles and ranks when they are doing reduced hours and flexible working hours and families that are demanding?

At supterintendent level I find the men in particular and some women that their views change when they have children. They get very defensive and say, well we’ve got children too and they don’t accept that women are much more likely to go part time than men are, they still won’t accept that child care is a female issue. Because they don’t have the primary responsibility for child care at home, I just think some of them don’t see that. Maybe they felt they’ve had to work long hours to get where they’ve got and they don’t want other people to work less hours. When I’ve been on some of the senior command courses, I’ve often been told that they’ve had a senior commander tell them that if you’re not prepared to work 12 hours a day then don’t bother applying for this division.

Dick and Jankowicz strongly support the need for police organisations to implement women friendly policies including job-share, part-time working and competitive maternity packages. They also urge that traditionally considered working practises such as long hours, shift work and having to remain on duty to deal with detained persons are scrutinised to establish if they are truly necessary for effective policing or whether these features are simply the product and producer of the power relations within the police organisation. Despite evidence of senior managers being inflexible in terms of women friendly policies the participants in this research are transformational, creative and refreshing in their willingness to bring about such change.

I think the age old problem of our inflexibility in terms of hours and positions is still there and also the poor attitude towards women when they want to do that is still there.  We are completely inflexible and the arguments we still use to support that inflexibility are completely inappropriate. A good example is when I was chief inspector of ops on area, I was approached and asked if I would trial a transferee from another force whose wife had died and he wanted to be near his family and wanted to work restricted hours and he could only really work weekends. They were absolutely convinced that we would say no and I said that I didn’t understand what the problem was - here’s a bloke who wants to work weekends and I don’t understand why you think that’s a problem. Isn’t this about accommodating the modern lifestyle into a modern police force and that’s always been my view but there are people in this force who would disagree with me. There are other BCU commanders who would absolutely not have it.

I think women and promotion is much more complex than that, it goes hand in hand with flexibility of our rostering. Work force modernisation has chipped away at all those roles where you could accommodate women in non-front role, non-shift type roles so I think there’s part of that to be looked at and I think we need to get our terms of employment right if we’re going to encourage women to go for promotion. 

 Tell me why you can’t run a sector as an inspector working reduced or flexible hours, why can’t you run a sector working 9 to 3 Monday to Friday? Sometimes the organisation is a bit blinkered because who in senior management team is working part time hours doing flexible working.

I think an alternative would be that we recruit on flexible contracts right from the beginning, police officers and police staff.  We do it for shelf stackers in Sainsbury’s for critical demand, why not do it for PCSO’s for critical demand on flexible contracts, instead of recruiting them full time and trying to juggle their hours?

Holdaway and Parkers female subjects also felt they had to work harder than men to achieve equal acceptance and had to avoid making mistakes for fear of being considered less able than male officers. Sixty seven percent of these women felt that the mistakes of a woman are ‘noticed more and remembered longer than those made by a man’ (41). This view is echoed by the participants of this research.

I feel I’ve got a responsibility towards them [other police women], to be a role model and to be the best I can and not pull the ladder up behind me but also I question whether I set unrealistic expectations. Am I harder on women than I am on the guys coz I think you’re even more visible so you’ve gotta be good.

We need to get to the stage where we’ve actually got some women who are run of the mill because actually why do we always have to be better than anybody else? So actually it’s about every now and again saying yeah we can have a mediocre female so there’s not that pressure on females to be perfect all the time. 

Holdaway and Parker found evidence that women believed they had to play down their gender and act more aggressively to prove themselves to their male colleagues or to advance through the ranks. Again this view was supported by participants of this research.

I think my boss has got a very masculine management leadership style and I think she’s had to develop that. The masculine skills particularly are being very aggressive, very one dimensional, very self centred. That’s what I would say are pure male manager skills, very egotistical. But she has to be otherwise she wouldn’t get on. That’s why I don’t think I’ll get on much higher because I’m not like that.

I would defy any woman in this organisation that’s not done that [adapted masculine leadership style to cope]. Even just to cope with the shift, for example sitting on a van crew listening to a load of sexist behaviour and having a laugh along with it and joining in when actually you don’t feel very comfortable but it’s worse to say ‘I think you’re bang out of order and I’m gonna report you’ and then risk being alienated. So women without a shadow of a doubt do adapt their behaviour to cope in a man’s world.

 It [transformational leadership] probably comes more natural to women, however, I would say there’s an awful lot of women that joined the organisation, I’ve seen them when they come in as a female professional officer and by the end of the 2 years they’re swearing where they didn’t before, trying to act like the men, having their hair cut short, doing the things the things the blokes do, they’re drinking with them and everything and I often have pep talks with the women that come into the organisation and I say to them you don’t have to be like the men, be yourself.

I think some women probably choose not to be transformational because they think that others see it as a weakness so they have to toughen up. So with some women it would probably be their natural stance but actually they choose to be different.

Some of the women in this study felt that regardless of whether transformational leadership style was viewed as successful and effective leadership, the police promotion boards either failed to test these leadership traits or assessed transformational leadership traits negatively. 

 I find the process uncomfortable in terms of how we go for promotional jobs because it is competitive and competency based and all this ‘I did this by doing that’, well you tell me any example where you alone have done something? But that’s what the process is all about isn’t it and that’s where it’s wrong...If I was ambitious then I think it would be very different wouldn’t it. I’d be going up there saying look what I’ve done boss, aren’t I good, it’s all down to me. I can’t do that, I just can’t.

I would like the selection process to test transformational leadership. I don’t know enough about PNAC [Police National Assessment Centre] in terms of selecting our ACPO leaders, I know it’s hard to get through.  It’s seen as having to go through a lot of hoops. A friend of mine went through the process last year and felt quite battered and that’s gonna put women off and we don’t want to do that.   Maybe we need to put people in place to encourage women to apply and put themselves forward.  Because that’s the problem, women won’t put themselves forward until they think ‘I really, really can do it’.  That’s what puts me off doing it, I actually think I could do the job but do I want go through that process? No I don’t.

In terms of going further than chief superintendent I think you’ve got to be really driven to be promoted and not so much the next challenge but to get through all those hurdles and the hassle of going through PNAC and everything else and also becoming a bit politicized and maybe some of those things around transactional leaders, coming more to the fore and having to lose your softer side I think perhaps at top level.

I have had to really sort of struggle my way up and I suppose one of the really disappointing things is I went for PNAC and I was unsuccessful and I missed it by a mark and I fell down cause of my interview...I was supporting the values of neighbourhood policing and he [interviewer] was more interested in organised crime and we didn’t hit it off at all. The upshot of all that was I was interviewed in my perception by people who were probably looking for a white middle aged man in a suit and I was a bit funky and didn’t fit the mould.

 I think with promotion processes it’s not transformational...the promotion process is very transactional. You answer a question, you give the evidence, you get the tick in the box. Your leadership style isn’t taken into account in any shape or form I don’t think.


One participant described why she felt she had failed a chief superintendent’s promotion board.

We never went into the realms of examining transformational leadership [in the interview]. I think the message that constantly came across from me was people and task because people make it happen.  What I didn’t do was balance that on occasion with the need for transactional. My natural style is one of transformational and I think I’m at the extreme end of emotionally intelligent. I recognise that organisationally that can present challenges whereby sometimes what I bring about is based on personality and I motivate them and it’s about the relationship that I generate. But what I think has happened in the intensity of the interview, is that my natural comfort zone style has come out of transformational leadership but what I haven’t done is balanced that with a transactional one as well.

Alimo-Metcalfe(1995) echoes these concerns and argues that there exists a gender bias which is manifested in promotion selection interviews, assessment centres and cognitive and personality instruments. The candidates participating in these promotion processes are assessed according to the evidence of the skills and competencies that are defined in the criteria. Alimo-Metcalfe argues that it is the current senior leaders that define the assessment criteria and as this sample group contain proportionately more men than women she asks ‘Is there a possibility that different perceptions of leadership emerge depending on whether one questions a significantly greater proportion of one sex than another?’ (4) In answering this question Alimo-Metcalfe discusses the different meanings that can be applied to the concept of empowerment, a concept that is strongly associated with the transformational leader. In transformational leadership the process of empowering followers is viewed as positive as it encourages creativity, personal control, self-esteem and accountability and this in turn benefits the organisation through increased productivity and efficiency. According to Alimo-Metcalfe leaders that empower their followers are enabling them to become sharers in power. However, empowerment as a gender concept can be interpreted more sinisterly when the leader presents empowerment to their followers as a paternal gift. Here the leader allows their followers to become recipients of power rather than sharers of power. The difference is subtle but the power remains with the leader who has the ability to withdraw the gift of empowerment at any time while also being able to hold the followers more accountable for failures that would have previously been the leader’s responsibility. 

Alimo-Metcalfe states that ‘Empowerment therefore smacks of old-style autocratic management, but “dressed-up” in a warm, humanitarian model’ (7). The overriding fear with this claim is that the masculine version of empowerment may be adopted which encourages increased autonomy and separateness rather than feminine versions of empowerment which encourages interdependence and connectedness. Alimo-Metcalfe uses this example to illustrate how the development of leadership criteria can be gender-bias in favour of masculine versions of leadership attributes and she argues that if a significant or equal proportion of women are included in the sample that decide the criteria some very different attributes may emerge which bear strong similarities to transformational leadership. This point was a strong concern for the participants in this research.

Only a woman will see the qualities of another woman in terms of that emotional intelligence and things that sit behind transformational leadership. While we have all male boards I think that’s going to be a barrier. You look at most Police Authorities who appoint the senior officers, they’re mostly white males male’s aren’t they and there’s still that issue. So I think if transformational leadership is recognised then our skills will be recognised and valued and then we will get more women through.

The other thing I think is wrong with promotion boards is if me and you were interviewed by a panel of men what they would see me and you as different to what they’d see in Fred and Arthur so to speak. I think there should be a mixed board. I think that if there’s a female interviewee there should be a female interviewer on an interview an interview board because I think they would pick up on the different styles and skills we’ve got. We are different, I think we have to accept that and you know the process we just went through for inspector, the board consisted of three white males. Now that in my view is wrong.

Where it [transformational leadership] gets skewed is the interpretation people put on it who do the recruiting at assessment interviews because they will recruit anyone ‘like me’…As long as those recruitment panels are male you will still recruit in the ‘like me’ role and tending to still be more transactional but it is changing because people are feeling ‘I can be more engaging, I can be a little bit softer’. But where it gets skewed is the interpretation and selection processes and I would advocate of having at least one woman on every selection panel.

Interestingly the feedback from an all female selection panel, the guy walked in and said ‘I knew as soon as I walked in and saw it was all females that I wasn’t gonna pass’ and I said ‘ well how’s that fitted for all those years that I’ve walked in and they’ve all been male panels?’ We’ve still gotta get past those attitudes. 

When I passed my superintendents board at least 3 people who had failed put in a complaint because that particular year I knew someone on the board, not terribly well, she was female and we socialised once a year so they assumed that we were mates and that she had told me the questions. But how many men have been interviewed by men who previously they’ve played golf with and me with someone I knew vaguely, so I must have been given all the answers. 

Conversely the exclusion of an equal or meaningful sample of women is likely to result in male-based criteria of leadership qualities which serves to perpetuate the sex bias in positions of senior leadership.  Alimo-Metcalfe challenges;

Will women be penalized yet again for interpreting transformational leadership as a shared process rather than as a gift, by virtue of the grace and favour of managers who will still, ultimately, hold the power? Can we realistically expect patriarchy to be dismantled in organizations...or will the manager become a chameleon? (8)

Metcalf and Dick (2002) add to this perception and feel that ‘...although improving the promotion procedures to achieve equality of opportunity will help...’ in increasing the number of women climbing the ranks this is likely to be ineffective if the gender perceptions of the ‘...predominantly male senior officers who make promotion decisions are addressed.’ (96) 

(iv) Police performance culture: a barrier to transformational leadership?

Silvestri (2003) discusses at length how the police organisation is constructed within a masculine identified, patriarchal, hegemonic culture. This dominance, Silvestri argues is reinforced and reasserted to enable men to maintain control and power over women, thereby asserting their own sense of masculinity. As women progress through the ranks their experiences of masculine dominance alters from physical masculinity to ‘managerial masculinity’. Silvestri claims that the emergence of a new managerial culture in policing which is ‘…highly performance driven and preoccupied with meeting performance indicators…encourages a form of competitive masculinity…’ (42). This police culture of masculinity is symbolised by aggressive and competitive performance traits that are at odds with the theory of transformational leadership and illustrates the conflict between the desired transformational leader and the police managerial performance culture. As Brown (2003) points out the performance culture traits work towards further maintaining gender demarcation and exclusion among police leaders.

Many of the women interviewed in this research strongly believed that the rigid, competitive, quantitative police performance culture constrained their ability and freedom to deliver a quality policing service in a transformational way. 

Any intelligent person would understand that actually, that style [transformational] would in the main be far more productive when you’re just doing every day management. I think what muddies the water is that we  are required to deliver on very hard targets and even though we value transformational at some point you’ve just got to say get the flipping performance up or else, so we’re forced into a transactional style. I defy anybody to say they would not prefer to be transformational. Most people would say I’d like to be like that but I can’t operate, I’m not allowed to operate because of performance.

 You can’t say ‘we want our managers to be creative, motivated, to make decisions’. You can’t say any of those things and then say, ‘but make sure your bobbies get 2 detections every week for this, make sure that if you go to this sort of incident you must arrest somebody’.

We keep lurching from crisis to crisis because we are not holding our nerve around allowing people to be more transformational...well the analogy I would make is with your football manager. For Christ sake, let the person in there, let them develop the team rather than looking for quick results and then, boof, out the door. 

My biggest problem is that is short term. It comes out of the government, and everything’s about who’s gonna win the next election, translating into short term targets and some very uncreative targets around burglaries, robberies and knife and guns. But actually the public protection which has come on leaps and bounds is about identifying children in families where they’re likely to have issues but we should take longer to address. If you have a child in a violent household, by the age of 3 it’s too late and psychologically they are damaged and that’s when we need early intervention to prevent being subjected to violence, sexual exploitation, going missing from home, because those are the things that lead to drugs and crime. There are few Chief Constables that will say, actually I’m going to invest some resources into these areas and cross my finger and hope burglary and robberies will fall.

I’d like to think that I’ve got good values and good integrity and again, not everybody has. You know, just tweaking the books a bit to get those extra detections and that’s the difficulty I had being an operational deputy commander is that overall performance culture and I think as a senior manager there is the pressure to perform which does allow for perhaps some matters not to be dealt with in such an ethical way as they could be in terms of detections. My time as a deputy commander in the mornings would be spent looking at every single crime, you know, is it a burglary, a vehicle crime – I’m sure it’s really a burglary, it’s just a criminal damage to a door you know and that is wrong. My fundamental thought is that if you or me has our house burgled or damaged it doesn’t matter what we categorise it as, we’ve been a victim of crime. You don’t need somebody sitting there saying ‘well let’s just try and reclassify that’. Well no, don’t, let’s just get on and investigate it and not worry about government figures.

I think the performance culture in my experience is based on an ethos of competition and when you have this it creates an environment of ‘what does this make me and my team’ as opposed to ‘what does this mean in terms of service were delivering to the public’. So there is a tendency to focus on getting the job done, in terms of targets as opposed to helping to understand what this actually means. Somebody asked me why they didn’t see women putting themselves forward to senior ranks within the organisation? I think one of the natural traits of women is there is a greater tendency to collaborate to achieve a job rather than compete to achieve a job. So in an environment where there are performance targets it will tend to highlight those who are competitive rather than those who get the job done through collaboration. I have a view that women are naturally more collaborative.

There does appear to be signs of improvement on the horizon with the embedding of the Neighbourhood Policing Programme and the introduction APACS which introduces a new and qualitative way of measuring police performance and identifying success in terms of customer service delivery.

I think with APACS they’re [Government] looking at a different way of measuring performance...We’ll never truly get away from that [transactional style] because of course, Governments are there to try and stay in power and they can only stay in power by seeing results but I do think that because they’re having a more mature approach to the police and hopefully the Health Service and other services that will actually free police managers up not to be under the pressure to be transactional because I honestly do believe that in the main most people like to be transformational and you need time be able to do that to allow people to develop, your systems to develop.

Is it appropriate for the young lad who just painted something rude of the fence, is it appropriate to arrest him, criminalise him and put him through the justice system or is it appropriate to give him a mop and bucket and let Mrs Smith who’s fence it is watch him as he gets it off the fence.  I think that’s transformational in itself and if we’re encouraging our officers to do that we need sergeants and managers who can manage that and yes transformational leadership is finding its place in the modern police service.  I think it’s going to take legislation and government acceptance to meet us half way.  Were saying we can manage and lead like this and these are the results – you’re saying you want those hard targets, we’ve got to bring it round so we meet in the middle somewhere.

(v) The way forward: breaking down barriers through transformational leadership

Kanter (1977, quoted in Brown ,1998) argued that the low number of women in organisations negatively influenced the equality of treatment in the workplace and suggests that if twenty-five percent of the workforce are women this will provide sufficient mutual support to balance equality of opportunity. If there are fewer than twenty-five percent women in the workforce, Kanter suggests, women suffer token status which increases the possibility of them being negatively stereotyped. Ely (1991, quoted in Burke, 2003) suggested that the experiences of managerial and professional women in organisations can be affected by the presence of women at senior levels of the organisation. It has also been suggested that the presence of women at senior organisational levels can influence the behaviour of men and the relationships of men and women at lower levels of the organisation.
Burke (2003) hypothesises that increased numbers of women at senior levels of the organisation may influence organisational policies and practices which in turn may create an organisation that is women-friendly, less competitive and aggressive and therefore supportive of the career development aspirations of women. The following comments by participants involved in this research support this hypothesis. 

I would like to finish my service and see either a black or other visible ethnic minority officer as Chief Constable, whether it would be male or female, I would love that, or ACPO because unless you’re living in somebody’s skin or their culture you can’t truly understand and that’s why you start to make stupid decisions and I look around at the good decisions that were made for females, for the good of females, around gay officers, by heterosexual white males who are doing it for the best intention but unless you’re living in that skin you truly don’t understand and I just think that we are still getting it so wrong around our ethnic minority staff because we haven’t got people of real influence from minority backgrounds in there.

I think we should be striving to represent society and the communities that we police rather than just a carte blanche, we need this many women, this many men, this many Asians, this many Chinese.  We need to be reflective of the communities we are policing.  Some of these estates that we police are run by strong women.  

You need to try and [promote more women] to have a critical mass to try and influence the decision making…Women do think differently and we do have different things that are important to us but we can also bring a whole different perspective to the party and if you want that to be part of the decision making then you need a critical mass so that you do feel when you walk in and you’re not the only women in the room, because it can be isolating.
Conversely Burke hypothesises that the presence of more women at senior organisational levels may have no influence on the career aspirations of women if those senior women acquiesced and behaved as men do, refused to help other women, or found the organisational culture overtly male dominating preventing them from influencing policy. Ely (1990, quoted in Burke, 2003) conducted research into women’s relationship with women in organisations and considered the power relationships between men and women. Ely found that senior women employed various strategies for managing their minority status and such strategies can be influenced by the extent of their minority status.

Increasing the number of women at top organisational levels acts to create visible role models for other women. This is significant as Gaston and Alexander (1997) suggest that the lack of visible female role models may affect the confidence that women have in their own potential and ability as supervisors. This, they argue, assists in perpetuating a vicious circle of low career aspirations, under-achievement and lack of confidence in ability. The following comments from the participants of this research evidence how potentially inspirational transformational, visible role models can be and how seriously these participants view their responsibilities as role models.

I’ve mentored people and when you start talking to PC’s and police staff and when you say to them that actually I lack self confidence and I question myself and I look at an application and think I can’t do that and they say, yes that’s me. Well I’ve got to superintendant rank so why can’t you?  You can still do it and don’t lose your values in terms of caring about people because that’s a really good strength.

I know that organisationally I am a role model because of what I represent and I am consciously very visible and I love being very visible. Whilst I don’t set out to be a role model, but because I recognise that I am one, I take my responsibility very seriously. I know that everything I do and say will tend to be more visible, more impactive.
I know a lot of women who are senior leaders who go and speak on Springboard and among the ones really well received are the ones that are really honest and just shared that...it was awful for me and here I am. I give them a sort of anecdote about when I was quite a bit younger in service, I thought the door was shutting in on me...you know people just need to know that actually I’m having a great time now. If you go through a bad time it’s not the end of the world and here I am in a specialised unit, yes it’s important for people to see that.

I’m a visible, female, approachable leader in the organisation. There are not a huge amount of us. Doesn’t make me special, just makes me fortunate and it means that I was given some support when I was promoted... if I hadn’t have had that support put in place I would never have made it and before I had that support it was a very lonely and isolated place...not just through mentoring but through networks and people.

I don’t want you to have the barriers I had and if I can cut through some of that crap for you and let you fly and then get on with it.

Since I have come back from having had a child quite a few women have come to see me coz they have recognised that you are going through something that maybe they can learn from, if they are about to come back from having a child and things.

I do know if there’s a role model where they’ve brought up a family as well more people seem to latch onto them if they’ve got a family themselves but again there’s lots of police women who don’t have families and don’t want them, or have got same sex partners and so that’s never going to be an issue for them so again I think it would be nice to just have a nice mixture of role models.

We do need women in leadership roles because we need role models and I think we can change things. When I look at senior police women they inspire me because they are women and because they’ve achieved and that gives me inspiration. But as long as they’re right for the job and we haven’t done it just for a token.

I’ve certainly met women in lower ranks who have restricted themselves, through wrongly perceived ideas of how they will cope with the rank and I’ve worked with those women, I think role models are essential, people have looked at me and I’ve said, yes you’ve got the skills and you ought to go for it. Because they look at me, I’m ordinary, I’m somebody who doesn’t believe I can do a good job at everything but I believe I can learn to do a good job. 

Gaston and Alexander further suggest that the development of the mentoring role should be undertaken by senior police managers which would serve to guide and develop women while also providing feedback to senior manager’s experiences and barriers faced by women at the base of the organisational hierarchy. Many of the participants in this research described how mentors are pivotal to their careers and how they actively volunteer to mentor other officers.

I have had the same mentor since I was a PC and a lot of it’s been about reassurance, that being yourself is the right thing to do, that you can achieve this or that and sometimes it’s been at set times where you’re having to make key decision so usually around promotion times set roles.

 There are so many people out there who don’t have mentors or seek mentors and you are missing out on something. I have to say if you think you can do it on your own then you are very much mistaken. The fact that it sounds like it has been a fairly smooth ride takes out when you were in the doldrums having your nose dragged along the ground and people are there to pick you up and support you, show you what to do, give you some guidance and you need those networks.

I get the greatest satisfaction from seeing people around me fulfill their potential. I was doing a little bit of mentoring with a colleague whose recently been promoted to sergeant and I first met her 3 years ago when I did a mock board with her. We didn’t put her forward then because we felt it was too soon but through that I was able to set up a network around her. I sat down with her and saw how much she'd developed and grown in self belief which gave me a huge amount of satisfaction.

Vincent and Seymour (1994) conducted research into the mentoring experiences of female executives in the USA. The leaders questioned in Vincent and Seymour’s research believed that protégés critically need a role model to emulate in their career and that protégés will be more successful in their career with the assistance of a mentor. Women mentors can broaden the horizons of mentees by introducing them to key networks inside and outside the organisation although many of the women interviewed in this research formed successful relationships with both male and female mentors.

I’ve been quite lucky because I’ve had a mentor and also the backing of a senior police woman, so I’ve had access to women who have been there and done it and know the pitfalls. Not on a nepotism level but on a support and encouragement level.

I’ve also had support from other female officers and I see the importance of that...I’m sure I have got something to offer others and I mentor both men and women and I think I can give something back. It does take up a lot of my time and I’m a great believer in that if there’s only one female in the police organisation that needs support on gender issues then we need networks, we need BAWP, we need mentoring so I’ll do it.

 I see her as an inspiration rather than a mentor... She has got confidence in my ability. Last time I saw her I told her I’m not on the top of my game at the moment, I feel I’ve lost a little bit of my spark and she sent me a message just picking me up. When she was doing PNAC assessment last year she told me one day I know I’m gonna be assessing you. So that’s what I get from her, inspiration and that there’s someone who believes in me. There’s somebody out there to help me.

Significantly Vincent and Seymour state that as relative newcomers to the business world (and police leadership roles) women must participate in the mentoring process to enable them to reach their full potential. This is supported by the following findings; an individual who has been mentored is more likely to become a mentor and is significantly more willing to engage in a mentoring relationship. Burke and McKeen (1997) also conducted research into the effects of mentoring of female corporate managers and found that women with mentors reported more optimistic future career prospects and they also worked more hours. Seymour and Vincent do however note that there has been some reluctance by senior corporate women to adopt mentoring roles which is indicative of the ‘Queen Bee’ syndrome that occurs when senior women are unwilling to mentor others. The researchers argue that this may be due to the complicated relationships women have with each other and that the mentoring relationship may be met with negativity if it is viewed as a ‘female power coalition’. 

More recently Berresford (2008) has argued that the traditional view of mentoring, that where the senior staff member is expected to instruct the mentee step by step how to progress, is outdated. She argues that we should adopt a new definition of mentoring;

The focus is on the mentee, her goals and her strategy to achieve those goals. The mentor’s job is to listen, ask constructive questions and help the mentee to arrive at her own conclusions. In addition a good mentor will challenge their mentee’s assumptions, reflect back apparent contradictions, support her, and hold her to account. (11)

The key qualities to becoming a good mentor, according to Berresford is a genuine interest in the mentee, the ability to listen and the ability to provide honest feedback. These qualities have much in common with those of the transformational leader.

Organisations today are facing real shortages of strong leaders and Burke and Vinnicombe (2005) argue that artificially limiting the career opportunities for women is a luxury organisations can no longer afford. They stress that the slow rate of progress of women reaching the highest levels within organisations is having some negative effects on women’s views of management as a profession. Fewer women are embarking on MBA programmes and more women are choosing to leave their corporate jobs mid-career for other jobs or full time investment in families (Burke and Vinnicombe, 2005).

Gaston and Alexander (1997) suggest that establishing a career development department is an essential step for increased organisational effectiveness. 

The main barrier has been when I have asked for help and there hasn’t been any help. I had a trot of applying for posts, superintendent posts, went for chief inspectors and DI post and I failed them all and at one point I had failed seven boards on the trot, I was in a pretty low place. I went along [to career development]and said I need some help here and was told ‘well there is nothing we can help you with, you have just got to perform on the day’...and even now the force does nothing to talent spot and manage people through .

Specifically for women career development departments would allow for informal and confidential advice and support thereby overcoming the lack of support and encouragement women experience from their supervisors when considering promotion. It is also argued that supervisors should be encouraged to regard the development of their officers as an integral part of their role and Gaston and Alexander go as far as suggesting that consideration should be given to creating performance indicators for supervisors to facilitate this development.

Holdaway and Parker (1998) found evidence that police women felt they were less encouraged in their work by their immediate supervisors, senior managers and colleagues than police men making the need to support women through career development and mentoring even more necessary.

My current boss for the last what 2 years or so has never set me personal objectives, we’ve never sat down and talked around my career objectives. In fact I had to put his arm up his back to get him to do me an appraisal. So I’ve not been set work objectives or personal objectives. I think we should be more prescriptive in getting people to do that 360 degree feedback and say actually this is a requirement we are identifying rather than...a personal responsibility thing and I think there’s no doubt the higher up you go the more you’re left to get on with it.

‘What I did found out was that men had more partner support than women and also men had more support from line managers. You can understand, young man married, wife with baby on the way, the wife is encouraging the man to go for promotion. A lot of women get in relationships and are asked why do you have to work nights, other women don’t and you get this kind of different encouragement.

One of the underlying views of the lack of encouragement for women was that it was preferential to invest encouragement in a man’s career as he will not leave for childbirth reasons, as discussed earlier. Thirty nine percent of the males surveyed supported this view by agreeing that given the choice it would be economically more sensible to choose a man for a job rather than a woman. One of the women pointed out that most of her male colleagues have either mentors or someone taking a positive interest in their careers. She claimed that if women want such support they have to push themselves forwards for it. Holdaway and Parker therefore state that to break down the organisational memory within police culture we must implement processes to encourage and support police women to career advancement. This research evidenced that a significant number of the male officers questioned accepted and reinforced traditional stereotypical values about the careers of men and women. These attitudes are responsible for the behaviours demonstrated in the police organisation such as lack of career support and deployment according to gender role beliefs and this in turn is responsible for why women officers perceived they were less capable to be promoted than their male counterparts (Holdaway and Parker). 

In their analysis of organisational commitment Metcalf and Dick found that supportive management behaviours had a positive impact on organisational commitment. Being consulted in decision making processes and receiving regular performance feedback was found to shape levels of organisational commitment for men and women to the extent that the researchers claim that organisational support is an important antecedent of organisational commitment. This again raises the need for transformational leadership through the ranks to encourage and develop organisational commitment. 

Gaston and Alexander (1997) conducted research which came to similar conclusions and found that although there were no differences by gender in the promotional aspirations of newly recruited officers, after five years police women were three times less likely to seek promotion. Like Metcalf and Dick, Gaston and Alexander found that a central factor effecting the decision to take a promotional exam was support received from colleagues, supervisors and other managers. Male officers reported higher levels of support from all of these groups than female officers. These findings the researchers suggest confirm that males (being the vast majority of supervisors) are more likely to offer support to other males than to females. Maher (1997) supports this point claiming that generally men hold bias stereotypes against women as leaders and men generally hold the power to hire and promote within organisations. Again, this supposition is supported by participants interviewed during this research.

I went along for a PNAC open day...and they start off by saying ‘we are really proud we are the police service and recruit on behalf of the police service’ and I think ‘no you are old men and out of touch’. It’s fundamentally wrong so we need women at the very highest level to affect some change.

5. Conclusion

This qualitative exploration into the transformational leadership styles of senior police women has illustrated the ways in which women are doing leadership. The participants described themselves and other positive police leaders as possessing transformational qualities including empowerment, trust, supportiveness, motivation and emotional intelligence. They were also starkly aware of their leadership impact on their followers and had the ability to switch from mostly transactional to occasionally transaction when the operational circumstance dictated. 

As transformational leadership values are increasingly championed within the police organisation via vehicles such as NPIA Core Leadership and Senior Leadership Development Programmes there is evidence to suggest we are witnessing a shift from a masculine to a feminine leadership style. As positive leadership traits become more closely associated with femininity social role theory suggests that women will become the new favoured leader thereby weakening the traditional gender role stereotypes.

Although transformational leadership challenges the masculine concept of leadership it also challenges those norms and values deeply embedded within society and due to expectation states theory, this creates discrimination and resistance to those women posing the challenge. Billing and Alvesson (2000) warn against constructing leadership as feminine and argue that this serves to reproduce stereotypes and gender divisions of labour. Instead they encourage that we move beyond gender differences by refraining from attaching labels of masculinity and femininity to traits and roles. This view is supported by Garcia (2003) who states that women will only achieve liberation and equality by eliminating the gender constructs of femininity and masculinity.

This research also explored that ways in which police culture presents barriers to the career progression of women. Police culture is implicitly integrated with the patriarchal beliefs in wider society. Waddington (1999) refers to the cult of masculinity which promotes and perpetuates masculine values and this acts to engender police work. Women are viewed as a threat to this dominant culture and those traditionally held beliefs regarding women’s roles are transferred to the workplace. This has resulted in male resistance to accepting women in police roles and has caused women to doubt their ability and their right to progress through the policing ranks.

Police work and police leadership has traditionally demanded that the job comes first and that long hours are compulsory. The participant of this research illustrated how the long hours culture creates conflict with family and domestic responsibilities causing many women to believe that they must make a choice between having a family or having a policing career. The women in this study were extremely vocal and transformational in urging for flexible working and part-time working to be considered from a new perspective. They challenge that the traditional operational arguments for preventing and limiting flexible and part-time working are outdated and no longer relevant and this barrier should therefore be removed from women’s career paths.

Despite the championing of transformational leadership many participants in this research questioned whether transformational leadership was valued or even considered during the police promotion process. They felt that there was a need to ‘play the game’ and adopt a false, transactional leadership style and reject their more natural transformational style in order to achieve promotion.   Alimo-Metcalfe (1995) discussed how police leadership is defined by the male majority and the participant of this study stressed that promotion board panellists continue to consist of mostly white males. This, the participants vocally argued, is simply unfair and must change to encourage a wider perception and appreciation of leadership skills which will enable more talented women to progress within the police.

This research went on to explore how the police performance culture poses barriers for transformational leaders. The managerial culture in policing is highly performance driven and focussed on meeting short-term targets. This encourages aggressive, competitive masculinity which is at odds with transformational leadership and further reinforces gender divisions. The participants demonstrated true concern that police performance culture significantly hindered their ability to be transformational. There are however reasons for optimism with signs that a more qualitative consideration is being applied to police performance management through Assessment of Police and Community Safety and through Neighbourhood Policing.

The final chapter of the discussion explored the ways in which the inspirational women involved in this study are breaking down barriers through transformational leadership. There was a clear identification that the progression of more women and minority groups within the police organisation would be likely to improve the quality of service to diverse communities due to the diversity perceptions influencing policy and strategy. 

These transformational leaders are highly visible positive role models for other women in the policing organisation and evidence how it is possible to succeed being true to a transformational style. The participants also attributed high value to having a mentor assist and guide women through what can be a challenging career path. These women also dedicate much personal time to mentoring and developing other women and men. Gatson and Alexander (19997) point to the need to develop professional career development departments to support and encourage women during their careers. This would be particularly beneficial for women who reported feeling less supported in their career progression by their managers than their male peers.

This research has aimed to give a voice to those women who are doing transformational leadership and who are acting as agents of change within the police organisation. While this is a celebration of the achievements of such women it also highlights that despite improvements to equal opportunities legislation and policy there remain deeply ingrained gender constructions which must be broken down before women can achieve true equality within the police. This research has also aimed to add to the amount of research available focusing on police women and leadership.

6. Appendices
(i)
Information sheet for participants

(ii)
Consent form for participants

    
(iii)
Semi-structured interview template
Appendix (i)

Title of  project: 
‘A qualitative exploration into the transformational leadership styles and experiences of senior police women’

Information sheet for Participants 

You are being invited to take part in a research study.  Before you decide, it is important for you to understand why the research is being done and what it will involve.  Please take your time to read the following information carefully and discuss it with others if you wish. Ask me if there is anything that is not clear or if you would like more information.  Take time to decide whether or not you wish to take part.  

The purpose of the research is to explore leadership qualities of senior policewomen and consider how these qualities compare with transformational leadership. The research will also explore whether senior policewomen believe transformational leadership can be fully embraced within the police organisation.

You have been chosen because you are senior policewoman with several years policing experience and you have indicated that you are willing to share some of those experiences during this research.

It is up to you to decide whether or not to take part.  If you do decide to take part you will be given this information sheet to keep and asked to sign a consent form.  If you decide to take part you are still free to withdraw at any time and without giving a reason.  

If you agree to take part in the research, the researcher, Jaki Whittred will carry out an interview which will explore your opinions and experiences of transformational leadership within the police. The interview will take approximately 45 minutes and will be audibly recorded and later transcribed.
All the information that is collected from you during this research will be kept secure and any identifying material, such as names and addresses will be removed in order to ensure your anonymity. The research forms part of the researcher’s postgraduate degree studies and it is anticipated that the research will be written up into a report which will be assessed. However, your anonymity will be ensured and all the information I have collected about you will continue to be kept secure.  

If you decide to withdraw your data from the study after participation you can contact the researcher by email at jaki.whittred@bedfordshire.pnn.police.uk.  
Appendix (ii)

Name of Researcher:        Jaki Whittred
                                      

Title of Project:
‘A qualitative exploration into the transformational leadership styles and experiences of senior policewomen’

Thank you for considering being interviewed as part of the research. I would be grateful if you would read through the following questions and indicate your response to each of them. The purpose of this is to ensure that you are fully aware of the purpose of the research and that you are willing to take part.

1. I have been informed about the purpose of the study and have had the opportunity to ask questions about it if I wished  



YES/NO

2. I understand that I can withdraw from the study at any stage, without giving a reason and that my data will not be included in the research  
 YES/NO

3. I understand that I am free to choose not to answer a question without giving a reason why






   YES/NO

4. I have been informed that the interview will be tape recorded and I give my consent for this recording to be made. 



YES/NO


5. I understand that extracts from the recording might be used in the research report and that this may be read by others or published later. 
YES/NO

6. I understand that if extracts from the recording are used any identifying information about myself and my organisation will be removed and that every attempt will be made to ensure my anonymity. 

 


 YES/NO

I give my consent to take part in the research.

Participant

Signed 


………………………………………..

NAME IN BLOCK LETTERS
…..…………………………………….

Date



…………………………………………

Researcher

Signed 


………………………………………..

NAME IN BLOCK LETTERS
…..…………………………………….

Date



…………………………………………

Appendix (iii) 

A qualitative exploration of transformational leadership styles and experiences of senior policewomen

Personal thoughts on leadership in policing

Can you tell me a bit about what you think makes a good police leader?

· Examples of good leaders

· Common traits

What do you think makes a poor police leader?

· Examples of poor leaders

· Common traits

Motivators & barriers to own promotion experiences

What has motivated you to progress through the policing ranks?

Have you come up against any barriers to promotion?

(Do you know any other women that have?)

· Any barriers that are gender biased

· How were the barriers overcome / enablers – can you provide any specific examples?

· Experiences of ‘glass ceiling’

Opinions of own leadership style & effectiveness

Can you tell me a bit about how you view your own leadership style?

· Transformational / transactional / charismatic

What sort of things influence your leadership style?

Do you feel that gender is an influence? In what way?

· Positive / negative gender influences – any specific examples of self or others

· Feminine / masculine gender stereotypes – any specific examples of self or others

How do you think your followers view your style of leadership?

· Experiences & examples

· Are there any differences in how male & female followers react to leadership style

How do you think your boss views your style of leadership?

· Experiences & examples

· Any differences in how male & female bosses react to leadership style

Do you find that you have to change your leadership style depending on circumstances?

· In what ways / examples

Transformational leadership & the police organisation

Is transformational leadership valued in the police organisation?

· Can you tell me why that is / any specific examples

Is transformational leadership a common leadership style within the police?

· Can you tell me why you think that is / any specific examples

Is it possible to adopt a transformational leadership style and deliver results within the police performance culture?

· How do you get the best performance from your followers

· How do you influence people to achieve what you need them to achieve

Can you tell me a bit about how you address poor performance?

Policewomen & leadership

Do you think it is important to have more women in positions of leadership within the police? Why?

· What would the police service be like with a gender balance in leadership

How do you think the police organisation would need to change to enable more women to progress through the ranks?

· Examples of how

If transformational leadership was fully appreciated as a leadership style within the police, do you think this would encourage more women to strive for positions of leadership?

· What would motivate them

Do you feel any responsibility to assist or encourage other women to seek promotion?

· If so, how do you do this / networking / women’s organisations / mentoring
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