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ABSTRACT 
 

The law enforcement profession is being scrutinized more than ever.  Officers’ 

mistakes and actions are exposed almost immediately through news outlets and via 

social media.  Texas legislators and law enforcement executives must be proactive in 

their approach of training all new law enforcement supervisors.  Texas has a variety of 

different agencies that vary in size and type of levels of law enforcement duties.  This 

should not inhibit agencies from having a standard approach on educating and 

equipping new supervisors.  It is time the state of Texas made it mandatory for all new 

supervisors in law enforcement to go through a standardized formal training that will 

give them the tools and education needed to survive within their communities.   

Though TCOLE has in place different levels of proficiency training, most are 

optional.  A standardized and mandatory approach would place all new supervisors on a 

level playing field regardless of the department’s size.  Law enforcement leadership 

faces more problems, challenges, and spectacles today than ever before.  Leadership 

training programs, such as the FBI National Academy and the Bill Blackwood Law 

Enforcement Management Institute of Texas (LEMIT), are excellent sources but only 

accept supervisors who have tenure and rank.  Oftentimes, new leaders are 

overwhelmed with little guidance and support from upper management.  

Legislation could be enacted to increase the amount collected on citations for 

these types of programs.  Departments and employees could share the cost to help pay 

for the education and training.  New supervisors need to be given the proper education 

and training to succeed in this profession.  Law enforcement leaders in Texas cannot 

take a reactive approach to this issue.  
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INTRODUCTION 

Ask anyone what leadership means to them and the response will be a host of 

diverse answers.  Some will sound similar with very slight variations. Others will sound 

poetic, as if they are from a book.  Leadership is not only explained differently, but many 

times, the application changes depending on who is asked and where they work.  

Murgado (2011) stated, “It seems to me that in law enforcement circles there is a great 

deal of talk about leadership but you seldom see the things preached about put into 

practice” (p.1).  Usually, one of the prerequisites one needs to decide on to become a 

leader in law enforcement is whether they want to promote.  If they do, they study for an 

exam that consists mainly of policy and procedure from their respective departments.  A 

fruitful test result from the applicant typically results in promotion and immediate 

assignment to become part of the management representation of the department.  After 

promotion, very little energy goes into developing and ensuring these new leaders 

become successful representatives of their agencies.  Moriarty (2009) indicated that “a 

large portion of the experience gained comes from personal experiences or senior 

officers on the job.  It truly is an on the job training atmosphere for them” (p. 1).  

Law enforcement training and education has progressively advanced in 

importance to agencies since the 1960’s.  Moriarty (2009) indicated that though the 

position of training has advanced, most of the emphasis in developing officers is often 

used for specific areas that help solve crime within the community.  The inattention of 

evolving new supervisors coupled with the complications of the ever-changing law 

enforcement profession are compelling agencies to re-evaluate their missions.  This 

lack of focus on developing front line supervisors by agencies has caused agencies to 
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have to refocus on developing their own.  Usually, these agencies have to be reactive to 

crisis affecting the agency.  A press release to attempt to right a mistake after an 

embarrassing incident has occurred does not suffice anymore. 

New supervisors who develop only from within the confines of their department’s 

structure will have little or no development from any other source outside of their 

agency.  If the new supervisor is not self-motivated to take on additional training, they 

may accept whatever is already tolerable within their department.  If mediocrity, 

unprofessional behavior, or unethical actions already exist, it is more likely this type of 

behavior will be mirrored by the new leaders.  Pinizzotto, Bohrer, and Davis (2011) 

stated, “Agencies often assume that officers who worked the streets, arrested people, 

and became supervisors or trainers have gained the necessary experience” (p. 13). The 

neglect and failed structure of educating new leaders often times is what leads them to 

fail in their careers.   

Law enforcement is being scrutinized more than ever before.  The easy access 

of citizens who possess smart phones with immediate accessibility to post video, audio, 

and pictures on social media gives new leaders very little margin for errors or 

unpreparedness.  Law enforcement agencies can no longer avoid the need to better 

prepare the ones that represent them.  Training must be essential and designed for all 

those in leadership roles regardless of police departments size.  Leadership and 

legislatures must adapt and change their approach to these shifting times.  There must 

be resolve from the leaders in law enforcement to ensure they had better prepare those 

that represent the departments and members of this noble profession.  The Texas 

Commission on Law Enforcement (TCOLE) should require a formal standardized 
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training for all new supervisors in Texas.  Levels of proficiency already exist for peace 

officer certification (i.e. Basic, intermediate, etc.), but those are acquired on a self-pace 

method.  By standardizing a formal training for all new leaders, TCOLE and law 

enforcement departments in Texas would be proactive in their approach to promoting 

successful, pioneering, and competent leaders in the law enforcement profession.   

POSITION 

Texas is one of the largest states in the country and has many different law 

enforcement agencies.  Murgado (2011) indicated, “Leadership begins and ends by 

setting the example” (p. 2).  TCOLE requires extensive training to become police 

officers.  Sheriffs can no longer deputize their friends to help them fight crime without 

the required training.  Hawkes (2011) stated, “In today’s modern law enforcement world, 

police training is as important as doctors attending medical school or lawyers passing 

the bar exam” (para 1).  This profession is like many other professions in that it has to 

keep evolving and adapting to an ever-changing society.  Leadership must change and 

adapt as well; communities demand a certain level of professionalism from the police.  

Leadership can be the pillar and foundation of a sound department or it can be the 

impurity that crumbles a department’s reputation (Hawkes, 2011). 

 Many in law enforcement have debated on whether good leaders are born or if 

they are made.  Regardless of what individuals think, police officers, in general, must 

have the ability to lead on a regular basis.  The complexities of performing basic 

functions as police officers within the community are challenging.  They must serve as 

both leaders and followers, enforce laws, maintain order, and serve the public, 
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professionally and ethically, on and off duty, at all times, regardless of scrutiny and 

media exposure to errors committed.   

Foster (n.d.) indicated “That Leadership is an Art” and in his article, he stated that 

good leaders have “the art of influencing human behavior towards the goals of the 

organization” (para. 4). This does not happen if new leaders are not given the proper 

tools and training to be able to perform their craft.  Providing them a standardized 

training would help develop them and allow them to better represent their department 

and this profession.  To be effective in law enforcement, leaders must effectively 

develop their profession while protecting those in the community.  Bender, Jurkanin, 

Sergevnin, and Dowling (2005) found that effective leaders in law enforcement require 

confidence and a willingness to inspire others to follow departmental procedures.   

 Bender et al. (2005) went on to claim that leadership promotions should include 

more than deciding if an individual can pass an exam or an oral board within a police 

department.  If a law enforcement agency has behavior issues that exist within their 

agency that are unethical or immoral, the newly promoted leader could follow this status 

quo.  Bender et al. (2005) wrote that law enforcement agencies understand that those in 

uniform represent their departments.  Bender et al. (2005) found that there are over 

30,000 civil actions filed against police officers and law enforcement agencies every 

year.  Those resulting in unfavorable verdicts average between $187,000 and $1.75 

million per case.  This amount does not include all those cases that are settled before 

they go to court or the legal fees the departments have to spend representing these 

accused officers.  Law enforcement lacks leadership training at all levels.  Murgado 

(2011) stated that without standardized formal training for those in leadership, law 
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enforcement departments risk losing many more millions throughout the nation on future 

litigation cost.   

This is significant because Morreale and Ortmeier (2004) indicated that many law 

enforcement agencies have failed to change the way they police; their approach has 

remained the same for many years.  Many agencies have maintained a traditional 

paramilitary structure fashioned after a military model, but the problem with this is that 

even the military has changed and has adapted different styles of leadership within their 

units.  Therefore, creating a standardized leadership training process would bring all 

those agencies to a more modern method of leading.  This would benefit all agencies 

regardless of size to better deal with today’s issues within society.  A more structured 

and better-trained leader would set an example of how to carry out policing and 

exemplify the attitude, tactics, and values within an organization (Schafer, 2008).  

Foster (n.d.) indicated that leadership is a complex process and a full-time 

continuous occupation.  As with anything, there are many different ways in which 

leaders can inspire and motivate.  Some micromanage as a way of leading, giving 

subordinates little or no authority to make decisions based on discretion.  This approach 

gives future leaders very little development.  Other leaders feel that managing is the 

same as leading.  This type of leader stays away and interacts very little with their staff.  

In a survey conducted over 750 students from the FBI National Academy, they stated 

that they believed that inadequate and low opportunities for better training and sufficient 

mentoring from higher-ranking officers prevented officers from engaging and bettering 

their leadership skills (Schafer, 2008).   
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Standardized leadership training should address a variation of leadership skills.  

It must include instruction on issues related to generational variances.  This training 

would help new leaders better deal with the different generations within the department. 

Diversity training would be essential for all leaders to help them comprehend different 

cultures’ beliefs within their community.  Empowerment leaders must recognize the 

responsibility they have to the department and the community they serve.  Collaboration 

is crucial for successful leaders to motivate and inspire officers to accomplish 

department goals.  New leaders should learn that transparency is vital to the public they 

serve.  Planning, critical thinking, communications, and evaluation skills would also be 

included in the leadership competencies training given to all leaders in law enforcement.   

Law enforcement agencies should encourage a structured development to help 

its leaders understand that without growth, leaders will oftentimes make excuses for 

why they fail to act.  Albrecht (2014) stated that supervisors take the easy way out and 

accept unethical or immoral behavior when fear or lack of confidence influences them.  

Some leaders acquire an “I’m not quite ready” to act mentally towards decision-making 

(Albrecht, 2014, para. 7).  They allow officers to continue unethical and unprofessional 

behavior for fear of what others might think. 

Albrecht (2014) contended that supervisors who have not been “empowered, 

trained and rewarded for taking the initiative” would not rise to the level of leadership 

that the agency might be looking for (p. 2).  Without proper training and education, this 

behavior is impossible to interpret.  Most new leaders immediately grow frustrated after 

unsuccessfully attempting one method.  New supervisors then fail to attempt further 

development from their staff and fail to recognize and influence change with the 
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troubled employee.  Foster (n.d.) stated, “Leadership is a full-time, continuous 

occupation” (para. 7).  Miller (2010) stated that there is no “magic bullet” to address 

issues with law enforcement officers (p. 243).  If anything, a division between 

“management cops and street cops” exists, which is often called “blue wall of silence” in 

which street cops will cover or protect bad or corrupt behavior (Miller, 2010, p. 244).  

Supervisors not properly trained or adequately prepared will not change current 

unethical or unprofessional behavior within an organization.   

COUNTER POSITION 

 Many people have debated the argument of whether leaders are born or if they 

are made.  Law enforcement administrators who serve in a paramilitary structure feel 

that those motivated enough to want to be promoted will take on the additional training 

required to develop their leadership skills on their own dime.  The model of most in law 

enforcement is that those in leadership will self-develop and learn through the trial and 

error method.  Additionally, it is believed that new leaders will learn by being in the 

trenches. The feeling of self-development and learning on the go is extremely common 

across law enforcement agencies.  Previous administrators refined their skills of 

leadership as they progressed within their careers.  So much has changed in law 

enforcement since most of those administrators were initially supervisors.  Morreale and 

Ortmeier (2004) stated that “line level law enforcement officers require leadership skills 

to address the community-based policing challenges of the 21st century” (p. 1).  Adding 

the development of leadership skills by all officers helped groom future managers and 

assisted current executives cope with an ever-changing world.  There are also 

technological advances that have made policing more efficient with communication and 



 8 

crime prevention within the community.  Moore (2015) stated, “Many executives have 

enormous problems recruiting new officers to their ranks because there is a lack of 

commitment to the profession not seen by current police administrators” (p. 50).  This is 

different from back in the day when they could take time to mold and mentor officers 

from the rank and file.  The lack of commitment from new officers leaves current 

leadership with less time to mentor and mold this new breed of officers and even less 

time to educate themselves into healthier leaders if there is no mandated requirement to 

do so.  

Others in law enforcement feel that having this type of standardized training 

would cost too much money for their departments, and most budgets are stretched thin 

already.  Change in behavior or practice will not be easy; it will not occur overnight.  

Even those who want more structured training for leadership have obstacles within their 

municipal or federal organizations that will not shift from doing things the way they have 

always been done.  Some even expect law enforcement leadership to change course 

without providing resources to make changes.  Standardized leadership training does 

not immediately indicate that the agencies would be responsible for the cost of training 

the leaders.  This standardized training could be a condition of the employees’ 

promotion.  It could be divided between the department and the employee to help offset 

costs. Some departments already provide some sort of tuition reimbursement for those 

acquiring continued education or college courses.   In a survey conducted of 30 law 

enforcement leaders, Humphrey (2009) asked how many had received some sort of 

structured leadership development training from their respective agencies within the first 

five years.  Of those asked, 79% responded that they had not received any leadership 
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development.  The goal is to be truly proactive and train law enforcement leaders from 

the beginning so that they can immediately focus on their traits and leadership styles.  

Research showed that successful leaders keep their standards high and make clear 

their expectations all the time (Murgado, 2011).  Leadership must be evolving and 

creative.  It must inspire its workers in order to have success within the organization and 

promote a positive image within the community. The time has come for law enforcement 

agencies to do the same.  

Another point made by those who might not feel that standardizing leadership 

development is essential for all those promoting into leadership positions is that most 

officers already receive a great deal of acceptable training pertaining to law, order, and 

other sensitive topics when they first acquire their certification as peace officers. 

Psychologist Robert Pernick maintains, “Leadership development programs provide 

substantial benefit to organizations that offer them, including less employee turnover, 

greater employee satisfaction, and more talented internal applicants for agency 

positions” (Moriarty, 2009, p. 2).  According to Maxwell (1998), people naturally follow 

leaders stronger than themselves.  Followers look towards strong leaders for guidance.   

Standardizing leadership training for all those in leadership would be a change 

from the normal.  Maxwell (1998) stated, “Most people don’t like change.  As a leader, 

you must train yourself to embrace change, to desire it, to make a way for it.  Effective 

leaders are not only willing to change; they become change agents” (p. 11).  

Standardizing leadership development for all those in leadership positions would better 

prepare them to deal with the complexities of the job from the beginning.  A better-

prepared leader would give the communities they serve the sense of respect and 
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professionalism that has been damaged by those few in law enforcement that have 

damaged it for everyone.  If leadership is about leading and adapting to different ideas, 

then those in executive positions in cities, towns, counties, and in law enforcement 

should look into the benefits of better preparing the new leaders in law enforcement.  

This is an investment for the communities they serve and protect.   

RECOMMENDATION 

  Often times, leadership in law enforcement reaches a certain level of frustration 

because the system in place has not produced the desired results on problematic 

employees.  This frustration grows and leadership may simply stay the course and then 

a defeatist attitude is cultivated.  The Ken Blanchard Companies (2016) stated that 

“Learning must become an experience—an ecosystem of interwoven components that 

create a learning experience that unleashes passion from the learner, inspires positive 

behavior change, and creates results for the organization” (p. 1).   The training 

description goes further in discussing the need for leaders to adapt and understand the 

complexities of today’s rapidly changing world.  Law enforcement supervisors must 

collaborate and become supporters of the men/women they lead if they are to be fruitful 

in developing them.  Supervisors must be educated that the value of diversity becomes 

greater when each subordinate brings his or her unique experience and skills to the 

organization and its mission.  Standardizing leadership training in law enforcement 

should be implemented and mandatory for all new leaders in law enforcement.  In 

Fortenbery (2015) the message is clear without proper training even the best policy is 

meaningless.  
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 In the book, Good to Great, there is an analogy referencing a school bus driver 

picking up people that implies that the focus should be getting good people on the bus 

and then the goal would be to let off the bad ones. The author, Wilson (2007), stated, 

“People are not your most important asset, the right people are” (para. 5).  Focusing on 

developing those new leaders in law enforcement before they get on the bus will allow 

agencies and the community to be more confident in the preparedness of the leader 

they put out on the street to represent their law enforcement agencies. 

There are some great programs that are provided for tenured supervisors in 

leadership roles (Bill Blackwood Law Enforcement Management Institute of Texas, FBI 

National Academy, etc.); however, there is very little structured training that is offered to 

officers in new leadership positions.  A quick look at TCOLE and AACOG (Alamo Area 

Council of Governments) websites reveal a 24-hour new supervisors course.  But 

neither course is mandatory for promotion for most law enforcement agencies.  Schafer, 

(2015) believed that there is not a “one size fits all” approach to leadership development 

(p. 47).  Schafer (2015) also stated that “what is needed is an established set of 

classroom programs that build on leadership development experiences and in which 

senior leaders can act as mentors to the newer law enforcement leaders” (p. 47).  

Leadership skills must be continuous maturity process. New supervisors need agencies 

to advance and retain those quality officers by showing them, from the beginning, a 

proactive way of leading and evolving them.          

Chief Mary Ann Viverette once stated, “Unfortunately, in our desire to address 

the immediate needs of our agencies and communities, we sometimes fail to plan for 

the future leadership needs of our departments and our noble profession” (Moriarty, 
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2009, p. 2).  She states this as a critical oversight from executives in law enforcement 

because the agency and the chiefs will be judged by how they perform with the ever-

changing future.  Leaders fail because they forget to motivate and inspire their staff.  

They worry about what others are doing or not doing.  They worry about who is getting 

away with what.  Successful leaders worry about what is in front of them.  They concern 

themselves with what they are they doing today to make their unit (personnel) better.  

Successful leaders have courage.  They understand that they do not know everything 

and that making mistakes is part of the learning process.  They speak honestly to 

leadership about problems and show they care and communicate effectively with their 

staff.  Successful leaders do the right thing and give honest feedback.  

 Successful supervisors must “be problem solvers, ability to mediate conflict, 

value cultural diversity and honor its integrity, and have influence with their boss and the 

constituency they serve. They must also be patient, even tempered, trustworthy, 

discrete and firm but fair with wrongdoers” (Ellis, 2014).  Today, the word “discipline” 

has transformed itself into a complete negative meaning with little reference to it original 

intention.  Discipline originates from the word “disciple,” which symbolizes one who 

receives training, education, knowledge, and skills from a teacher or mentor.  This 

original meaning was intended to be a positive meaning of discipline.  It was designed 

as a way to increase discipline and was often used to train and develop personnel 

within an organization (Bender et al., 2005). 

Supervisors must recognize the responsibility of their role to influence officers 

under their purview to achieve the organizational goals of the department (Foster, n.d.).  

Deciding what approach should be applied is the complicated answer.  Leadership must 
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not be narrow minded in this approach.  An examination of what tools are available to 

them from their department or from the community is paramount.  Most departments 

offer an early warning system, affirmative discipline, or a type of mentoring program.  

Identifying those employees is the beginning of the process. 

 The argument from some that new leadership has always developed through the 

ranks and must learn as they go is archaic and no longer acceptable to those in the 

public.  Schafer (2015) reported that in a survey conducted from police leaders who 

attended the Police Leadership Study (PLS) program at the FBI National Academy, 

from 2006-2008, one-third stated they had “seldom, rarely, or never saw effective 

leadership practices within their agency” (p. 1).  Schafer (2015) also found that “One-

third reported they almost never saw effective leadership practices anywhere in their 

organization” (p. 47). 

Administrators of those agencies that argue that this type of training is not in their 

budget, that it is not needed, or that it is too expensive should remember what Maxwell 

(1998) stated: “Nothing is more convincing than living out what you say you believe” (p. 

12).  A standardized mandatory training for all new leaders recently promoted would 

send a clear message to everyone in the community that structure and discipline in all 

law enforcement agencies, regardless of size, is paramount.  Leadership must buy in for 

any change to work.  Designed training would make it more acceptable to agencies 

such as LEMIT and other organizations to enhance into their program development with 

a structured approach.  Many cities and police departments offer a tuition 

reimbursement programs.  Hawkes (2011) stated that there is a direct link that exists 

between the lack of police training and liability towards agencies.  The better trained 
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those in leadership are, the lower the risk of sustaining a civil or criminal liability for 

themselves and for the agency.    

 Moriarty (2009) stated that the “role of police supervisors is critical.  Leaders are 

the persons whom the rank-and-file will look for direction, guidance, and assistance with 

problem solving” (p. 1).  Law enforcement leadership determine the efficiency and 

effectiveness of the agency.  Putney and Holmes (2008) showed that a well-designed 

leadership development program should concentrate on giving the new leaders the 

tools to face the complexities of society from the beginning.  Another point made is that 

“there are many different models and theories that can be used to design a Leadership 

Development Program” (Putney & Holmes, 2008, p. 166).  But “in order for one to 

succeed there has to be buy-in and support from the top” (Putney & Holmes, 2008, 

p.166).   Most importantly, it is necessary to “clearly communicating the expectations 

and evaluation process is particularly important for the integrity and the utility of the 

program” (Putney & Holmes, 2008, p. 167). Putney and Holmes (2008) stated that “the 

leadership development program be highlighted within the Standard Operating 

Procedures of the agencies” (p. 167).  They indicate that “for paramilitary 

organizations,” the leadership development programs can be misperceived by sworn 

members as the “fair-haired child” program, in the sense of a necessary political step 

toward promotional opportunities (p. 167).  There must be a clear and resounding 

legitimacy towards the program so that sworn members understand the expectations of 

their participation.  

Communities need and demand highly professional and dedicated supervisors in 

the law enforcement profession.  There need to be individuals who are skilled in 
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understanding and interpreting the complexities of the job.  Appropriately trained 

supervisors will be able to address situations from the beginning rather than by trial and 

error.  A standardized training approach must be instilled and imparted to all new 

leaders from the instant they promote into leadership roles.  State legislators and law 

enforcement executives must stay proactive so that they can have better representation 

of their agencies and the profession as a whole.  Maxwell (1998) stated, “People don’t 

follow worthy causes” (p.12).  They follow worthy leaders who promote worthy causes 

they can believe in.  People buy into the leader first, then the leader’s vision.  
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