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LEADERSHIP UNDER PRESSURE

THIS IS NOT NEW INFORMATION, THE ONLY
THING NEW IS THE PRESENTER.

50 mile and briefcase (PowerPoint?) rule.




LEADERSHIP UNDER PRESSURE

There is nothing routine about a job that
requires its employees to wear body armor
and carry a firearm.

We, as Police Leaders, send people out every
day into harm’s way. No other industry or
profession does this.

People give us their husbands, wives, sons,
and daughters and expect we will do our
best to keep them safe.

.



LEADERSHIP UNDER PRESSURE

LEADING PEOPLE AND
ORGANIZATIONS THAT
DELIBERATELY GO IN HARM’S
WAY IS A PRIVILEGE AND A
TRUST REQUIRING OUR
GREATEST ATTENTION AND
EFFORT.

.



LEADERSHIP UNDER PRESSURE

Effective performance in
any field requires
adherence to standards.
The greater the risk, the
more important the
standards.

.



LEADERSHIP UNDER PRESSURE

You’'ll never know what you prevent
from occurring by enforcing
standards,; You’ll only know what
happens eventually when you
don’t.

Stick to the Standards!!! It’s the
right thing to do.

p—




LEADERSHIP UNDER PRESSURE

Everything a Law
Enforcement supervisor
says or does, or doesn’t

say or do, has the

potential for affecting
someone’s life.




Leadership Under Pressure

 eaders Are Responsible!
 eaders Are Accountable!

Leaders Protect Units and Personnel From
Themselves!

Leaders Know How and When To Say “NO!”

In an environment full of raging Type-A
personalities, Leaders maintain CONTROL,
individually and organizationally.

p—



IT’"S ABOUT LEADERSHIP

Risk Management is a

PROCESS anc
RESPONSIBIL

Key Leadership

IS YOUR
TY

Principle:

“We will risk our officers’ lives
only when necessary and only

In a calculated manner.”
Captain (ret.) Robert Mathis, KCMO PD




LEADERSHIP AXIOM

"MISSION FIRST,
TROOPS ALWAYS.”

p—



RECIPE FOR FAILURE

HABIT leads to
COMFORT leads to
ROUTINE leads to
COMPLACENCY leads
to MEDIOCRITY leads
to FAILURE.




Some Core
Leadership Principles



LEADERSHIP UNDER PRESSURE

If we are going to
successfully lead
people and units, we
must be CREDIBLE

leaders.




LEADERSHIP UNDER PRESSURE

Becoming a CREDIBLE
Leader requires
requisite EDUCATION

followed by
EXPERIENCE.




IAPS - ICLD

Dr. Mitch Javidi
mjavidi@iaps.org
www.LEOsSLEAD.org
919.946.0777




Leadership By Example Is the Most

Powerful Form of Leadership

‘“Example is not the main thing
in influencing others, it is the
ONLY thing.”

Dr. Albert Schweitzer




Lou Holtz’s Three-Fold Leadership

Formula

Do What’s Right.
Do the Best You Can.

Treat People the Way You’d Like
to Be Treated.




Lou Holtz’s Three Universal Relationship
Questions

Can | Trust You?

Are You Committed to
Excellence?

Do You Care About Me or Only
About What | Can Do For You?




Questions Answered

Do What’s Right - Generate Trust

Do the Best You Can -
Demonstrates a Commitment to
Excellence

Treat People the Way You’d Like
To Be Treated - Shows You Care

.



LEADERSHIP UNDER PRESSURE

AN IRREFUTABLE TRUTH

Great Leaders are not popular, they are
respected.

If you want to be popular, get a dog (and a
new job).

‘I don’t know the secret to success, but
the secret to failure is trying to please
everybody.”
Bill Cosby




LEADERSHIP UNDER PRESSURE

EVERYBODY LOVES A GREAT LEADER,
RIGHT?

» Study of job satisfaction done with 7
metropolitan agencies

» Large respondent pool, all line level personnel

» 12% female, 88% male, 87% Caucasian, 7.6%
African-American, 2.2% Hispanic, 1.6% Asian
American, 1.9% American Indian

» 89% had more than high school or GED, 27% had
some college, 33% had Bachelor’s Degree, 10%
had more than Bachelor’s Degree




LEADERSHIP UNDER PRESSURE

NO, NOT EVERYBODY

» 58% reported being either very satisfied or
satisfied with their current department

» 26% reported being either very dissatisfied
or dissatisfied with their current
department

» 16% didn’t care either way




LEADERSHIP UNDER PRESSURE

LESSON?

NO MATTER WHAT YOU DO OR HOW HARD
YOU TRY, YOU CAN’T PLEASE
EVERYBODY, SO FOCUS ON DOING THE
BEST FOR THE MOST, WHILE KEEPING
ACCOMPLISHMENT OF THE
ORGANIZATION'’S MISSION AS THE TOP
PRIORITY




LEADERSHIP UNDER PRESSURE

LEADERSHIP DEFINED

.



LEADERSHIP UNDER PRESSURE

The ability to influence
others to accomplish the
mission.

.




LEADERSHIP UNDER PRESSURE

“ABILITY” means:
» Skill to lead, not to act.

» Leads by example. (“Example is not the
main thing in influencing others, it is the
only thing.” Dr. Albert Schweitzer)

» Has developed requisite leadership
knowledge.

» Is constantly improving.
» Is positively oriented.




LEADERSHIP UNDER PRESSURE

“INFLUENCE OTHERS” means:

» Understands each person is different, with
different motivations, skill sets, levels of
knowledge and capabilities; knows how to

establish contact with each

» Knows who and when to order, plead, cajole,
threaten and relieve and is willing to do so to
accomplish the mission.

» Is able to take a group of individuals and weld
them into an effective team. Team dynamics
are critical to mission success.




LEADERSHIP UNDER PRESSURE

“ACCOMPLISH THE MISSION” means:

» Understands that the success of the
organization is more important than individual
success.

» Understands that success requires a team
effort.

» Understands the importance of ro/esin a team
effort, is able to get pleople to perform their
role.

» Understands that a win is a team win, not his or
her win.

» Understands the nature of risk in all efforts and
is comfortable with it.




LEADERSHIP UNDER PRESSURE

MISSION STATEMENT
» Purpose is to define what the

organization’s “product’ is.
» Short, clear, concise.

» Highly visible throughout the
organization.

» Referred to often, in all operational
documents.

» Used for promotional testing.

.




LEADERSHIP UNDER PRESSURE

VISION STATEMENT

» Roadmap for the organization, defines
where the organization is today, where it is
going to be in the future.

»  Provides direction for members of the
organization.

» Provides the basis for a statement of intent
by the Leader.

p—



LEADERSHIP UNDER PRESSURE

It’s About Culture,
Stupid!”

Good leaders know, shape, monitor,
and adjust their organization’s
culture.

.



‘I'T WASN'T MY JOB!”



LEADERSHIP UNDER PRESSURE

THE CULTURE OF SUCCESSFUL ORGANIZATIONS

Leadership Development Program

Performance-Based Focus (Reward Critical
Behaviors)

Highly Disciplined
Exemplary Behaviors
Team Dynamics
Shared Sacrifice

.



LEADERSHIP UNDER PRESSURE

WHAT'S THE KEY TO YOUR
CULTURE?

EFFECTIVE LEADERSHIP!!

.



LEADERSHIP UNDER PRESSURE

Science vs. Art

» Everything | needed to know
about the Science of
Leadership | learned as a 2LT.

» As to the Art of Leadership,
I’m still learning.

p—




Gen. Colin Powell

“Leadership is the art of
accomplishing more than the
science of management says is
possible.”




Leadership Under Pressure

PROFILES OF GREAT LEADERS
»  Accomplishment oriented.
»  Positive thinkers.

»  Voracious readers.

»  Self-educating.

»  Morally sound, religious faith centered.

»  Decisive.
»  Defeaters of adversity.
»  High integrity.
»  Challenge seekers.
»  Respected, not popular.

.




Malcolm S. Forbes

“A man who enjoys
responsibility usually gets it.
A man who merely likes
exercising authority usually
loses it.”




Albert Einstein

"Whoever is careless with the
truth in small matters cannot
be trusted with the important
matters.”




Albert Einstein

“Great spirits have always found
violent opposition from
mediocrities.”




GEN Robert E. Lee

“Duty is the sublimest word in our
language. Do your duty in all
things. You cannot do more. You
should never do less.”




Michelangelo

“The greatest danger for
most of us is not that our
aim is too high and we
miss it, but, rather, it is
too low and we reach it.”




LEADERSHIP UNDER PRESSURE

STRATEGIC LEADERSHIP

(Looking Up and Out)

.



CORPORATE CAMPAIGN MoOoDEL"™
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LEADERSHIP UNDER PRESSURE

Campaign Planning

1.
2.

3.

Define the Endstate: What does success look like.
Identify Current Position: Where, actually, are we
today? (deep dive)

Create Benchmarks and Timelines: What has to happen
in what timeframe to get us to success?

Prioritize Tasks and Activities: What tasks are critical,
essential, and necessary, AND what are not? (Focus on
Priorities)

Create and Assign Action Plans: who does what?

Communicate the Plan: direct and supervise the effort;
performance and accountability are required.

Refine in Route: adjust as necessary, accomplish the
objective.




Crime vs. Performance Standards: 2000-
2004
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LEADERSHIP UNDER PRESSURE

CRIME REDUCTION PLAN

Reduction of Crime is the Number One Priority
of the Ogden Police Department. For that to
happen, each and every member of the
department must know, understand and
accomplish the goals and objectives supporting
this priority mission.




LEADERSHIP UNDER PRESSURE

Supporting Goals

1. Reduce Crime (Part 1) and Criminal Behavior
(other).

2. Destroy the Perception of Crime and
Criminality.
3. Create a sense of order throughout the City.

.



LEADERSHIP UNDER PRESSURE

Supporting Objectives

Goal: Reduce Crime (Part 1).

a. Target Career Criminals for removal from
the community.

b. Limit opportunities for commission of crime
through active patrols.

c. Ildentify and effectively prosecute offenders.

.



LEADERSHIP UNDER PRESSURE

Example of Roles

Patrol Officers, Traffic Officers and CSOs:

A patrol officer reduces crime by (in order of
priority) responding to calls for service in a
timely and appropriate manner, conducting
preventative patrol during uncommitted
patrol time, engaging in community policing
projects in the assigned area.




LEADERSHIP UNDER PRESSURE

Example of Roles, cont.,

Patrol Officers, Traffic Officers and CSOs:

This is accomplished by identifying and arresting the
perpetrators of crimes that occur during the
assigned watch, utilizing citations and street
checks to place data in the RMS to facilitate
future identification of criminals and criminal
activity, properly documenting incidents to
ensure successtul prosecution of criminals, and
deterring opportunities for crime by changing
environments through CP pr?jects, and meeting
the objectives of the PEP evaluation.

p—




LEADERSHIP UNDER PRESSURE

Example of Roles, cont.

Detectives:

A Detective reduces crime by (in order of priority)
accurate and timely investigations of assigned
cases to identify perpetrators and bring them to
Justice through successful prosecution,
identification of career criminals (based on
investigative specialty) and forwarding of the
information to field officers so that career
criminals can be targeted for removal from the
community, being an active resource to CP
projects in the assigned area, and meeting the
objectives of the PEP evaluation.




LEADERSHIP UNDER PRESSURE

Example of Roles, cont.
Community Policing Officers:

CP Officers reduce crime by (in order of
priority) focusing their efforts on _
mitigating the conditions by which crime
flourishes, proactively identifying high
crime locations and removing that effect
from the community through law/ code
enforcement, targeting career criminals
for removal from the community, acting as

a resource to CP pr%ects in the assigned

area, and meeting the objectives of the

PEP evaluation.




LEADERSHIP UNDER PRESSURE

Example of Roles, cont.
Support Personnel (training, fleet, property):

Support personnel reduce crime by ensuring that all
officers of the police department have the
resources they need to effectively perform their
tasks, have received the requisite training to
make them effective in their assignments and to
meet legal mandates, provide resources to the CP
projects in the assigned area, and meeting the
objectives of the PEP evaluation.




LEADERSHIP UNDER PRESSURE

Example of Roles, cont.

Sergeants:

Sergeants reduce crime by using active supervision to
ensure that assigned officers fulfill their role in
reducing crime in their assigned areas and meet
the objectives of the PEP evaluation. Sergeants
also actively participate, when necessary and
appropriate, in direct crime reduction activities
through the writing of citations and making of
arrests, and assist the CP area Lieutenant in
planning and conducting CP projects for the
assigned area.




LEADERSHIP UNDER PRESSURE

»  Performance evaluations are aligned with the
priorities, goals, objectives and activities
identified as being crucial to mission
accomplishment.

»  Standards of performance are measured,
monitored, and accountable.




LEADERSHIP UNDER PRESSURE

ORGANIZATIONAL LEADERSHIP

(Looking Down and In)

.



LEADERSHIP UNDER PRESSURE

2 Main Types of Leadership
1. Direct Leadership

2. Organizational Leadership

.



LEADERSHIP UNDER PRESSURE

DIRECT LEADERSHIP (DIRECTING)
» Involves the personal presence of leaders.

» Focuses on directing people, properly using
equipment.

» Emphasizes one-on-one interpersonal
skills.

» Predominates at lower levels of
organizations.

.




LEADERSHIP UNDER PRESSURE

DIRECT LEADERSHIP(cont.)

» Direct leaders set standards, consciously
and unconsciously, through what they
accept or overlook and the example they
set.

» Span is limited, cannot personally reach
large groups.

» Emphasizes the actions of /nfluencing and
operating.

.




LEADERSHIP UNDER PRESSURE

ORGANIZATIONAL LEADERSHIP (FACILITATING)

» Responsible for orchestrating people,
events, resources.

» Is indirect in focus and exists at the mid to
upper levels of organizations.

»  Primary method of communication to the
organization is through subordinate leaders.

.




LEADERSHIP UNDER PRESSURE

ORGANIZATIONAL LEADERSHIP(cont.)
» Effectiveness requires excellent facilitating
and empowerment skills.

»  Must be able to design and influence
systems to facilitate mission
accomplishment.

» Must be able to understand and shape the
organizational culture.

.




LEADERSHIP UNDER PRESSURE

ORGANIZATIONAL LEADERS MUST STILL STAY
"CONNECTED”

»  “MBWA”
»  “PUTTING ON THE UNIFORM”
»  “PICKING UP YOUR OWN BRASS”
»  “OPEN DOOR” POLICY

.




COMPONENTS OF SUCCESS

» STRATEGIC THINKING BASE

» EFFECTIVE
ORGANIZATIONAL DESIGN

»SOLID BUSINESS PROCESSES

» EFFECTIVE
ORGANIZATIONAL
COMMUNICATION

» HIGH LEVEL OF TEAMWORK




COMPONENTS OF SUCCESS

Organizational
Communication:

Vision Statement - Mission

Statement - Job

Descriptions/Roles -

Prioritization of Tasks -

Performance Measurement -
suntability - Reward




ORGANIZATIONAL COMMUNICATIONS

Effective Communications:
»Clear

»Concise

»Understood

»Applied

.




LEADERSHIP UNDER PRESSURE

LEADERSHIP LESSONS I'VE
LEARNED

.



LESSONS LEARNED

Good Leaders SOLVE PROBLEMS by
making /INFORMED decisions.




LESSONS LEARNED

Problem solving requires a
PROCESS.

A PROCESS requires accurate
DATA.




A
SRW, IVL.

Gather & Analyze
Information

» Identify Issues &
Symptoms

» Review Applicable
Policies & Procedures

» Obtain Input

Report Results

» Feedback

» Measures of Effect

Problem Solving Model

Define Problem Develop Solutions

» Clear, Concise, Accurate » 2-4 Viable Solutions
« Distinct
» Feasable
« Relevant
« Articulable

» Impact Statements

Supervise & Refine Implement Solution

» Monitor Progress & » Develop Plan

Effects
» Provide Resources

» Apply Flexibility &
Adaptibility » Execute

Analyze Solutions

» Risk Analysis
» 2nd & 3rd Order Effects
« Unintended Consequences
» Organizational Impact

Select Solution

» Decision Matrix

» War Gaming




LESSONS LEARNED

Public “Businesses” are subject to
Market Forces.




LESSONS LEARNED

Emotion is the enemy of logic and
reason, and, therefor, of decision
making.

(Emotional investments are not
constructive, they are destructive)




LESSONS LEARNED

Realize that you can’t motivate
anyone other than yourself.




LESSONS LEARNED

It’s NOT personal, ever. Do
not allow yourself to be

offended.




LESSONS LEARNED

The most important work you
do in this life will be within the
confines of your own home.

FAMILY FIRST!




LESSONS LEARNED

Your attitude and moment-to-
moment demeanor affect your
unit 100X more than you
realize. Optimism and
positive thinking are force
multipliers.

.



LESSONS LEARNED

As you move up the chain of
command, organizational
decisions increase in
complexity. Avoid rapid
decision making unless truly
required.

p—



LESSONS LEARNED

Top 4 Organizational
Leadership Functions: setting
priorities, allocating resources,
ensuring outcomes, while
creating harmony/teamwork.

.



LESSONS LEARNED

Change is the only constant in
life. Successful organizations
are ‘learning” organizations
(adaptable and flexible to
change) therefore, you must
be a ‘Champion of Change.”

.



LESSONS LEARNED

Replace ‘I, Me, Mine,”with “We,
Us, Ours.”

.



LESSONS LEARNED

Your legacy will be based on
how you treated people, not
on your personal
achievements.

.



LESSONS LEARNED

CONSTRAINTS TO GOOD LEADERSHIP

» “VULGARITY IS THE LANGUAGE OF THE
IGNORANT.”

» POLITICAL CONSIDERATIONS

» OVER-DEVELOPED SENSE OF SELF-
IMPORTANCE

» FAILURE TO SUPPORT YOUR TEAM




LEADING IN HARM’S WAY

THANK YOU FOR YOUR
SERVICE AND YOUR
LEADERSHIP

.



