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Being Abnormal: What Really Makes
Us Effective as Leaders

I Overview of the Problem

A. Most (90%) law enforcement managers are failing to demonstrate
leadership skills in the police departments of this country.

B. The vast majorities of these ineffective managers are seemingly well-
educated, well-meaning, and care for both the profession and personnel,
but they are very inconsistent in their abilities to confront problem or
marginal behavior, proactively communicate with employees, and in the
implementation of similar basic leadership skills.

C. Why are most managers failing to be leaders?

' - » They are self-deceived; they confuse attitudes and beliefs with

actions and behaviors. They do not see themselves as failing.

> Because they assume that leadership skills are relatively easy to
do, they do not discipline themselves to do what they know they
should do. They do not understand that leadership behaviors
(unselfishness, logical and consistent confrontation of bad
behavior, not showing favoritism) are contrary to basic human
nature. They only do the difficult tasks of leadership when they
“feel like it” — which is rare.

> Because most of their previous managers were ineffective as
well, they have not had adequate role models for leadership

- skills. Leadership programs, primarily focusing on lecture based

discussion, are also failing to provide effective training in
leadership skills.

> In today’s busy environment, most managers fail to follow
through on their good thoughts and intentions because they
forget or become distracted.

> Ineffective leaders are not held accountable or told when they are
ineffective. Current evaluation systems do not adequately
identify or document failures or inconsistencies in the
demonstration of leadership behaviors.

II.  Responding to the Problem

A. Intrapersonal Skills — The Quest for Self-Mastery

1. Ineffective managers think they are doing OK because of
their own self-deception as well receiving little or no
feedback from subordinates which pinpoints and
documents their failures as leaders. Leaders assume they




are failing and constantly strive to improve their ability to
demonstrate the universal laws of leadership

Ineffective managers fear man’s disapproval and desire
man’s approval — and as a result get neither. Leaders seek
self-mastery and obedience as their highest form of
motivation. They stand before an audience of one.

Ineffective managers are not disciplined; they only do
what they know they should do when they “feel like it”. As
aresult, they are extremely inconsistent (thermometers) and
practice emotionally based management. Leaders are
obedient to leadership principles even when they are tired
or discouraged. They understand that motivation comes
after obedience, not before obedience — so they are
consistent and stable (thermostats) in their ability to lead
others. '

Ineffective managers understand leadership skills and
have good thoughts about how to implement them, but fail
to follow through because there is no structure or system
for putting these thoughts into action. Leaders have the
same beliefs and good thoughts — but implement them
through effective written reminders and by scheduling
leadership behaviors.

B. Interpersonal Skills — Invading the Culture Through Proactive
Communication :

1.

Ineffective managers are reactive in their communication.
They hide behind open door policies or only talk to
employees when there is a problem (Seagull management).
They do not know the emotional or interpersonal aspects of
the organizational culture because they never get beneath
the surface of the agency. As aresult, they are only
problem “solvers”. Leaders are “problem finders”; they
proactively engage all aspects of the culture by practicing

- Management by Walking Around or MBWA. They invade

the lives of others and are known and trusted by personnel
in the agency.

Ineffective managers are too spontaneous and impulsive
concerning communication. They are generally unknown
(and distrusted) by most of employees — because staff never
see them. Leaders are proactive and aggressively pay
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attention to others verbally, in writing, and telephomcally
They do this by:
e scheduling time for proactive communication
e Dbeing aware of spontaneous contacts
e being aware of “special issues” where
communication opportunities are critical

Ineffective managers are distracted by the tasks and duties
of their day, and fail to pay attention to others either
verbally or nonverbally. Leaders attend to others, and give
100% of their focus to brief encounters that come their
way. They discipline themselves to engage others and
listen.

C. Reinforcement Skills — Strengthening the Culture Through
Encouragement and Accountability

1

Ineffective managei’s have good thoughts about most
employees and appreciate what they do — but don’t say

~anything. Leaders understand that good thoughts are

worthless and serve no purpose. They must follow through
on these thoughts by verbal, written and tangible
reinforcers.

Ineffective managers use favoritism in rewarding others or
simply react to incidents which may cause them problems.
Leaders practice fairness in all their dealings with others,
even it is means rewarding their critics or confronting their
friends.

Ineffective managers are sporadic (or show favoritism) in
their recognition of staff. Leaders are aggressive and
consistent in expressing their appreciation of good work.
They also reinforce in a dualistic manner: they reward
individual effort as well as build a culture that believes in
its mission and impact upon American society.

Ineffective managers succumb to the natural tendency of
human behavior to avoid confrontation and therefore only
do it in an inconsistent manner, and often when they are
angry. Leaders care enough about the offending person,
the affected people, and the agency culture to always
confront marginal and evil behavior.



D. Mentoring Skills — Building Leadership in Yourself and Others

1. Imeffective managers do not ask others to help them, so
they often are self-deceived about their weaknesses and
mistakes. Leaders encourage the feedback of others to help
them be more effective and keep them accountable and
realistic in their perception of how they are doing as
leaders. This openness to feedback also makes the leader
better able to mentor others.

2. Ineffective managers think of leadership and management
as only pertaining to their own personal career. Leaders
teach others to be leaders because they care about all
employees’ individual development as well as the future of
the agency culture.

3. Ineffective managers are usually ineffective in their
~ personal lives as well. Leaders understand that leadership
is a 24 hour endeavor — and bring leadership to their
personal lives and to their family and friends. They
practice self-mastery, proactive communication, motivation
and accountability and mentorship with others in all areas
- of their personal lives.

III..  Summary and Conclusions — Choosing the Road Less Traveled






