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Introduction

Pearls in Policing is a global alliance of top level law enforcement executives that capitalises on the experience of 
its members to identify and address complex policing challenges. To meet this goal, Pearls takes a two-pronged 
approach: organising an annual conference, and providing its members with continued learning opportunities 
throughout the year via the International Action Learning Group (IALG). At the annual conference, participants raise 
active and emerging policing issues and challenges, and work collectively to develop solutions.

The learning link between the yearly conferences is provided by the IALG- the world’s only global executive law 
enforcement leadership programme. Each year, IALG participants are given an assignment where they must work 
together to tackle a challenging, complex policing issue. The assignment is designed to encourage systems and 
future orientated thinking. 

The assigned topic for 2019-2020/21 was Creating the Police Workforce of the Future. Over the course of the 
programme, 16 participants on the IALG programme came together in Sydney and New York to complete two 
seminars followed by additional action learning and research. The final seminar in Oslo was cancelled as a result of 
the global pandemic and the remaining stages of work were completed remotely. Creating the Police Workforce of 
the Future turned out to be a timely subject given the rapid adoption of radical change needed to support the 
resilience of police agencies during the pandemic. There is no doubt that the pandemic expedited some of the 
anticipated changes in organisational function and necessitated new and innovative ways of working that the IALG 
had not even considered at the start of this assignment. In an increasingly dynamic environment, law enforcement 
agencies continue to transform their organisations and need to think about how these developments will shape 
the workforce of the future.

This document aims to provide agencies with a current overview of the most significant global and human trends 
that will shape the future workforce, highlighting what organisations will need to consider to ensure they remain 
effective and agile. It further makes a series of practical recommendations for Commissioners and Chiefs of Police 
to take forward with their leadership teams. 
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Executive Summary and Recommendations

Police departments throughout the world presently face a myriad of challenges that include operating in a 
rapidly shifting environment, being subject to an increasing degree of public and media scrutiny and 
developing and managing an evolving workforce with changing expectations of the world of work.

Our study to assess Creating the Police Workforce of the Future asserts that the complex and interdependent 
issues facing police can be addressed through creative and innovative people and leadership interventions. In the 
coming years, work-life balance and the way that we work will be of increasing importance. Wellbeing, particularly 
changing attitudes towards mental health will require new approaches. The workforce will continue to become 
more multigenerational, and technology will continue to advance. These factors and others mean that rigid policing 
structures of the past will no longer be relevant. Departments will need to carefully develop their leadership, work 
structures, and operating practices in order to address the current circumstances and prepare for the next. 

Effective leadership in policing is based on the ability to adapt to any situation, with a strong foundation of relation-
ships built on ethics, influence and respect. It is imperative that departments secure legitimacy and gain the 
public’s trust and confidence. Policing and law enforcement leaders should demonstrate that they are attuned to 
the current policing environment; working hard to develop a police cadre that is diverse both in skill set and 
personnel. Leaders should also look to collaborate with other agencies and create strong knowledge-sharing 
networks that will help address future threats, both anticipated and those that will take us by surprise. 

Recommendations on Leadership
Police organisations should:

1 Adapt processes to identify future leaders based on existing skills, proven leadership ability and potential.
2 Recruit leaders from all levels and all members of the organisation. 
3 Increase leadership capacity through a supporting vision and drive for innovation.
4 Ensure early and continuous development of leaders.

Recommendations on Health and Wellbeing
Police organisations should:

1 Foster an environment and a culture that champions wellbeing and health. 
2 Provide tools, resources and guidance to build individual and organisational resilience.
3 Adopt progressive and measurable strategies that value, support and promote wellbeing to encompass 

all stages of the working life.
4 Develop a risk detection and management system to ensure operational readiness.
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Recommendations on Diversity and Demographics
Police organisations should:

1 Ingrain diversity and inclusion strategically across all organisational levels and processes. 
2 Represent local/national demographics and provide professional service to all communities equally. 
3 Engage key players in educating the existing workforce to focus on diversity and inclusion. 
4 Ensure all strategies include aspects addressing member diversity, inclusion and mental wellbeing.

Recommendations on Organisational Design (Flexibility and Agility)
Police organisations should:

1 Encourage collaboration across organisational boundaries to create a “shared consciousness” instead of 
knowledge silos. 

2 Implement a flexible partnership ecosystem for agile project work, knowledge enrichment and pooling of 
expert skills. 

3 Modernise their organisational design to attract and employ highly specialised individuals.
4 Foster individual responsibility and accountability.

Recommendations on Technology
Police organisations should:

1 Focus on hiring and retaining a workforce with technological and digital skills and adaptive capacity. 
2 Augment their workforce to ensure pace and agility in a rapidly evolving environment.
3 Introduce just-in-time, innovative and targeted training to ensure an adaptive and digitally upskilled 

workforce. 
4 Cultivate a blend of soft and digital skills meeting ethical, social and business demands.
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Future Context

Global Futures 
To determine what an innovative, responsive future policing workforce should look like, it is important to consider 
anticipated changes. The IALG therefore conducted a PESTLE analysis of many forward-looking law enforcement 
research documents.¹ A PESTLE analysis is a framework designed to explore the external factors that may impact 
an organisation and business planning. Whilst recognising that individual countries will have unique influencing 
factors, the IALG analysis was able to identify emerging global trends that should be relevant to all. 

Political considerations: Whilst future public sentiment and its impact on policing is difficult to predict, a 
reshaping of international order is visible. The dominance of the West and of Western values is declining. 
Non-state actors are gaining influence and their ability to access and manage information gives them power that 
historically could only be held by states. As a result of historic scandals and the ever-present potential for corrup-
tion, the public increasingly demand accessibility, transparency and accountability.

Economic considerations: As industries evolve, urban migration poses competing demands for the allocation of 
funding. Workers with sought-after skills demand the biggest reward packages and have strength in contract 
negotiations often affording them flexibility as well as financial benefits. Income inequality is increasingly visible 
and a potential breeding ground for social discontent. 

Social considerations: Global phenomena, such as mass migration due to conflict and climate change, have 
created new categories of vulnerable populations. As the world population ages it will put pressure on businesses, 
social institutions, and economies. Our longer working lives will influence business models, talent ambitions and 
pension costs. Social responsibility and trust will dominate the business agenda, with concerns about demo-
graphic changes, climate, and sustainability becoming important factors. Corporate responsibility will be key to 
developing employees and supporting communities. The Internet and social media have led to an explosion of 
news and transformed the media landscape. Citizens increasingly consume news in completely separate worlds, 
where disinformation, misinformation, alternative facts and truths coexist. Trust will also no longer be a given for 
institutions such as government organisations. 

Technological considerations: Advanced automation ensures that traditional forms of work will change or 
disappear, and the speed at which this will happen is exponential. Organisations will find they must nurture agility, 
adaptability and re-skilling within their workforce. Technology has allowed tiny businesses to tap into vast reser-
voirs of information, skills and financing previously only available to large organisations. Small has become 
powerful. As a result of ongoing digitisation, traditional boundaries are disappearing. Digital crime is on the rise. 
The intermingling of new and older crime is increasing, making it necessary to invest heavily in staff development 
and new technology. Access to, and speed of information makes it easy to mobilise people; consequently a 
demonstration in Europe can swiftly lead to unrest in Asia. The relationship and location of suspects and victims is 
less relevant with crimes committed across continents. Artificial Intelligence (AI) will undoubtedly improve the 
ability of machines to act intelligently and autonomously, resulting in both opportunities and ethical risks. It will be 
increasingly important for the legitimacy of all organisations to pay attention to privacy and ethics as technology 
continues to enable greater progress. 

Legal considerations: Organised crime is no longer confined by borders and this development has been acceler-
ated by technological advances. Committing crime remotely has become easier. Innovation creates a high-risk 
environment and often regulation struggles to keep up. This presents challenges for the effectiveness of investiga-
tions navigating different jurisdictions. 

1 Research documents informing this future assessment: Met Direction – Metropolitan Police future strategy; Policing 4.0 Deciding 
the Future of Policing – Deloitte; Large Movements, Large Impact - The Hague Centre for Strategic Studies; Workforce of the Future 
– PWC; Previous IALG assignment reports; Policing in England and Wales Future Operating Environment 2040 – College of Policing
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Environmental considerations: Climate change is an increasingly important factor in international security. It has 
an effect on the demand for raw materials and on living conditions in certain areas of the world. This in turn has an 
effect on migration, causes fundamental changes in global health, and puts pressure on communities and the 
labour market resulting in conflicts in societies. 

Leadership considerations: It is impossible to predict exactly which skills will be important in the future, but 
having a range of leadership styles and nimble organisational adaptability will be crucial. Any decision-making 
process that slows innovation is a barrier to success and decentralised decision-making in flat organisations will be 
increasingly necessary. Integrity, transparency, ethics and accountability are crucial to continue to gain the trust of 
the public and employees. Leaders will need to employ savvy media and communication strategies to deliver a 
credible story and set inspiring examples for successors. 

COVID-19 The policies and procedures developed in response to COVID-19 have changed the environment in 
which both law enforcement and illicit actors operate. None of the analysed documents predicted a pandemic. The 
pandemic has led to an increase in digital crime and cybercrime, and criminals have shifted their workplace from 
the physical world to the digital world, with COVID-19 being a catalyst for the emancipation of digital crime. As a 
result of national lockdowns and government advice, almost every organisation (private and government) switched 
to remote working, and some have already announced that they will not revert to traditional forms of working. The 
economic impact of the pandemic is driving increased unemployment and may subsequently increase crime levels. 
With law enforcement agencies under financial pressure this creates a security risk and highlights the need to 
accelerate partnerships with civilians and private companies. 

Most critically though, the pandemic has transformed our view of the future. The PESTLE analysed future facing 
research documents each articulated a progressive transformation of our world. None considered seismic change. 
In considering our future workforce, whilst still tackling the continuing human catastrophe of the pandemic, we 
must learn from this experience by anticipating and preparing for future macro perils: Further Pandemics; Internet 
Outage; Space Debris; Solar Storms; Jet Stream Shifts; Nuclear Events. None are beyond the realms of possibility. 
The future is uncertain. The law enforcement workforce of the future must be ready to adapt! 

Future Workforce and Trends 
There are a small number of significant trends that will influence the demographics and expectations of our future 
workforce. These changes will require us to think differently about the world of work, in particular how we recruit, 
retain, lead and develop talent. 

Ageing Population and Workforce: People are living longer, healthier lives than ever before and are often working 
well beyond the traditional retirement age. This trend has been further supported by the introduction of legislation 
to combat age discrimination and the removal of mandatory retirement in some parts of the world. Changes to 
familial structures and economic pressures have also contributed to people working into their later years. 
Employers will need to adapt to the older workforce by adjusting traditional working hours and role requirements, 
and recognising barriers including employees having caring responsibilities both for their grandchildren and parents.² 
There will be a requirement for greater flexibility and assistance to continue working and the impact on Diversity 
and Inclusion cannot be underestimated. Intervention may be required to counteract generational stereotypes and 
there will be a need for training to understand age-based differences and to remove barriers of age discrimination 
within the workplace. 

Multi-generational Workforce: With an ageing workforce, there will be multiple generations in the workplace 
which could result in management and intergenerational conflict issues. A multi-generation workforce means that 
the motivators and needs of employees will change with age and employers can no longer have a ‘one size fits all’ 
approach to their staff. These different generations may want and need different things from the workplace, and 
with older people accounting for around a quarter of the workforce in the 2020s, it may skew wants and needs by 
a significant degree towards the older workforce for the first time. A literature review has shown that younger 
generations (18-34yrs) will be motivated by pay, swift progression and career advancement. The 35-49yr old group 
will be motivated by work/life balance, signalling a choice for many to career plateau whilst putting family first. The 

2 Centre for Ageing Better. State of Ageing in 2020. https://www.ageing-better.org.uk/summary-state-ageing-2020?gclid=EAIaI-
QobChMIubT-sKnB8AIV6YFQBh1loggBEAAYASAAEgKrHPD_BwE
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older work groups (50-65) are choosing second careers centred on fulfilment and supplemental income and are 
often less interested in pay and career progression, motivated instead by meaningful work and flexibility.

More women in the labour market: The role of women in the labour market will continue to grow in scale and 
importance. The increase in the number of working women is due in part to greater flexibility in working environ-
ments, education and training opportunities. Whilst there is a high percentage of women working, there is a 
striking difference between men and women, with far more women being employed part-time. Women continue 
to take on the greater share of responsibility in caring for family and running homes. Employers must prioritise 
how women’s work fits with other areas of their life and this can be achieved by flexibility on working hours and 
the ability to work from home. With increasing numbers of women in the workforce this will be a priority for 
attraction and retention programmes. Employers also need to have clear strategies to identify and address the 
barriers to progression for women including the transparency of pay and promotion systems and the opportunity 
and acceptance of alternative models of working. Much progress has been made in these areas in recent years 
but there is still a considerable way to go. 

NextGen Work: One of the implications of people working longer is that the traditional 3-stage model of educa-
tion-work-retirement may no longer apply and it will instead be replaced by a multistage model involving a number 
of options along the employment journey. The traditional ‘job for life’ model is on the decline and may be replaced 
by a ‘life of jobs’ model. NextGen work is a term used to describe greater freedom to explore different roles and 
develop skills to be more employable over the long term.³ It also describes a desire for people to have greater 
control over where, when and how they work. Examples include part-time, contingent, contract, temporary, 
freelance, online and other non-traditional ways of working. This may include ‘Gig’ work where employees are 
essentially like independent contractors paid solely for the ‘gigs’ that they do, allowing them to benefit from 
flexible hours, have control over their volume of work and juggle other priorities in their lives. It is likely that more 
people in the future will seek this type of working arrangement which is currently popular with younger workers 
and in emerging markets. This means employers in the future will need to combine the choice and flexibility of 
new work models with the security of traditional work to remain attractive to all types of employees. 

Candidates as Consumers: The needs and expectations of potential employees are changing rapidly. New ways 
of working and increased choice and flexibility mean the goal of candidates today is to be employable; to develop 
the skills, experience, and expertise necessary to move on or up, regardless of employer. People will want more 

3 ManpowerGroup (2017) #GigResponsibly – The Rise of NextGen Work
https://www.manpowergroup.co.uk/the-word-on-work/gig-responsibly/
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than a job: they will want value, choice and a personalised approach to help progress their careers and lives. This 
means that employers will have to move away from a transactional relationship and do things differently to attract, 
retain and engage people for varied careers over the long term – even if they will not be their employer for life. 
Thirty percent of UK jobseekers are continuous candidates, keen to advance their career and update their skills by 
changing jobs frequently.4 Individuals frequently change specialisations more than once over their career, therefore 
building a portfolio of skills, staying relevant and employable to achieve career security rather than job security. 
Employers will need to adapt to this workforce trend, as wages and opportunities will increasingly be dictated by 
skills, not tenure. Those with sought after talent and skills are finding themselves with better individual choices and 
in better bargaining positions; they are able to manage their own careers and command higher salaries. To attract 
and retain the best talent, employers will need to be more transparent about what they can offer existing 
employees and new recruits beyond a pay check. 

Talent Shortages and Skills Revolution: The adoption of automation and technological advances are likely to 
generate structural shifts in the workforce. Demand for occupations such as managers, technology specialists, and 
health professionals could increase by 20 percent by 2030, while demand for administrative and manual roles 
could decline equally.5 The value of soft skills or human strengths continues to rise, and communication, collabora-
tion and creativity are the types of skills that will augment technology. Talent shortage, or skills gap, is a global 
problem where an insufficient number of workers have the competencies required to create the capabilities that 
organisations need. By 2030, the global demand for talent will outstrip supply and this is arguably, one of the 
greatest threats facing organisations today.6 Employers will need to respond to the challenges of talent shortage 
by transitioning up to a third of their workforces into new roles or new skill levels over the next decade.7 This will 
involve harnessing the curiosity and learnability of the workforce to upskill and facilitate long term employability. 
By failing to address these future challenges, employers could find themselves with acute shortages of talent 
amongst both technical specialists and the managers necessary to drive change and upskill teams. Modelling by 
the McKinsey Global Institute indicates that by 2030, two thirds of the UK workforce could be lacking in basic 
digital skills and over 10 million people could be under skilled in leadership, communication, and decision making.8 
Most employers are now pursuing one or more talent strategies to secure the skills they need. Employers will not 
be able to rely on a spot market for their talent but will instead recruit people with learnability who have the ability 
to develop and adapt to future demands. Employability in the future will be less about what you already know and 
more about your capacity to learn.9

Health and Wellbeing: Public interest in workplace wellbeing, and in mental wellbeing in particular, has grown 
significantly in recent years. We have seen increased emphasis on employer responsibilities, increased political 
attention and legislative changes, and much greater public awareness of mental health. An employer’s attitude to 
the health and wellbeing of their staff is reflected in sickness rates and attrition data. Optimising the health and 
wellbeing of the working population makes good business sense and provides mutual benefits for employer and 
employees. Higher levels of stress and mental health related illness, from work and personal life, will continue to 
pose a greater risk to employee health. Employers have a fundamental duty of care for the physical and mental 
health of their workers. Prospective employees will increasingly place emphasis on health and wellbeing and 
scrutinise an employer’s approach to this crucial area. Organisations will need to consider a holistic approach 
instead of just a reactive focus on rehabilitation. The new approach will need to be preventative and proactive, with 
training and commitment from leaders to establish policies promoting a healthy culture. 

4 ManpowerGroup Solutions (2016) Always Looking: The Rise of Continuous Candidates. https://www.manpowergroup.co.uk/
the-word-on-work/continuous-candidates/
5 McLeod (2021) Companies must look inward to solve the UK’s talent shortage. The HR Director. https://www.thehrdirector.com/
features/future-of-work/companies-must-look-inward-to-solve-the-uks-talent-shortage/
6 Korn Ferry (2018) Future of Work: The global talent crunch. https://www.kornferry.com/content/dam/kornferry/docs/pdfs/KF-Future-
of-Work-Talent-Crunch-Report.pdf
7 McKinsey & Company (2019) The future of work: Rethinking skills to tackle the UK’s looming talent shortage. https://www.
mckinsey.com/featured-insights/future-of-work/the-future-of-work-rethinking-skills-to-tackle-the-uks-looming-talent-shortage
8 See note 7 above.
9 ManPowerGroup (2018) Robots Need Not Apply: Human Solutions for the Skills Revolution https://www.manpowergroup.com/
wps/wcm/connect/59db87a7-16c6-490d-ae70-1bd7a322c240/Robots_Need_Not_Apply.pdf?MOD=AJPERES
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Future Workplace 
The future changes in our workforce will ultimately translate into organisations modifying their requirements. A 
multigenerational workforce, the increasing importance of work-life balance, and technological advances will mean 
rigid structures of the past will no longer be relevant. Instead our workplaces will be less of a physical location and 
more an environment which promotes collaboration and creativity. 
The COVID-19 pandemic has resulted in a significant increase in remote working and accelerated the way we think 
about work and the workplace itself. Expectations of where and how we work has changed for the foreseeable 
future and potentially forever. 

The use of digital technologies has enabled staff to work independently from non-specific locations, and in many 
cases also independently of fixed working hours. The demands of the pandemic on families who may have 
undertaken home schooling and caring duties has forced a shift in how we view traditional work patterns and the 
proportion of our employees who work remotely will probably increase further over the coming years. This is likely 
to shift how performance will be measured, with 76% of executives surveyed agreeing employment contracts 
should be based on meeting the needs of the business rather than on the hours they work.10 

But what does flexibility look like? Much of our focus has been on the physical location but many employees are 
not able to work from home because of the nature of their work and client/customer interaction demands of their 
role. For these employees the benefits of a shift to home working will not have been realised and there is a danger 
that within organisations we create a two tier workforce with frontline workers less able to achieve forms of 
flexibility unless we look wider than just remote working. There is a need to create a sustainable culture of flexible 
working for ALL employees and post COVID-19 there may be greater demand for other forms of flexibility among 
workers with flexibility in hours, schedules, contracts and structures.

Differences in the level of organisational support for flexibility in all its forms that is made available to different 
groups during and post crisis may introduce tensions which can be divisive. There will be real challenges in some 
areas where operational necessity and culture may be seen as a barrier. Transparency about the consistent offer on 
flexibility will be key, as well as clear and open communication to all employees about how their needs for different 
types of flexibility in different roles will be managed. 

Not everyone has the physical space at home to dedicate to a workspace and with potentially other members of 
the household present, conflicting demands would no doubt impact productivity and increase stress levels. Many 
workers have also struggled during the pandemic with isolation and loneliness, impacting on mental health and 
wellbeing. Coupled with a reduction in team cohesion, a reduced sense of belonging, and a negative impact on 
opportunities for creativity and innovation, this means it is likely not that we will not see the demise of the 
workspace but rather we will see its re-invention, with new IT solutions enabling us to re-imagine the purpose and 
role of physical workspaces

Technology in the Workspace: COVID-19 has demonstrated our ability to adapt rapidly and successfully to 
changing circumstances and increase the use technology to support our work. The use of laptops, mobile phones 
and virtual meetings with staff and partner agencies have all demonstrated the reduced need for desk space, 
computers, and landlines. Many of the workforce have found themselves rapidly up-skilling in remote working 
technology and modifying their jobs to be able to work from home. The physical workspace will most likely be the 
next area of rapid development with the integration of smart technologies. Intelligent desks, mood lighting, quiet 
rooms, and collaboration spaces may all become the norm.11 Personal devices will also develop and whilst 
standing desks / meetings and ‘walk shops’ have increased in popularity, technological advances will mean the 
work environment is optimised on a personal basis. Smartwatches to monitor health and wellbeing, physical 
dangers, and the requirement for breaks and exercise may all be the norm alongside employees being supported 
by virtual career managers, facilitating learning and development through tailored approaches and mentoring and 
coaching for career development. 

 
10 Adecco Group. https://www.adeccogroup.com/future-of-work/latest-insights/we-asked-8000-people-how-they-want-to-work-
post-COVID-19-here-are-5-things-they-told-us-that-will/
11 Unily (2019) Future Of The Workplace 2030+ https://www.unily.com/insights/blogs/future-of-the-workplace-
report-launched
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Building Blocks for Change

Leadership

Police leaders and police leadership throughout an organisation
For the police workforce of the future to be innovative, relevant, and responsive to the changing societal landscape, 
it is imperative not to overlook the essential role of robust and progressive leadership. This must be seen 
throughout all levels of police organisations and not exclusively at an executive level. Historically police organisa-
tions have found it challenging to grapple with the concept of leadership beyond a system of rank. Simply put, 
leaders of the past were those who performed well in jobs at their current role and were thus promoted. The flaw 
in this process, albeit perhaps obvious to an onlooker, is that proficiency in a certain operational role does not 
necessarily translate to proficiency in an elevated role, especially one that requires a skilled leader to navigate. 

It is clear that progressive police organisations are those who embrace a vision that leadership development in their 
members is not restricted to elite ranks and executive members, nor restricted to police officers only and not 
civilian staff. The ability to be a police leader is a skillset all unto its own. It is not an attribute automatically encom-
passed by those that are operationally sound, charismatic, or who are gifted orators. It is a skillset that must be 
developed, with vigour, at all levels of a police organisation. 

Acquiring a Cadre of Police Leaders
Policing agencies do not always thrive in leadership development, often confusing leadership with management. In 
the past, top-down police culture has dictated a leader’s development, rather than enlightened instruction, coaching 
or exercise.12  With an emerging workforce (Generation Z – born after 1995) looking to their leaders to be more 
transformational than transactional, it is imperative for organisations to take an honest look at how they are culti-
vating and developing leaders. This may equate to a considerable requirement for internal change in how police 
leaders are identified, cultivated, and developed, but it is imperative to ensure that police organisations will become 
an employer of choice.

In order to “acquire” or “hone” leadership skills in existing members of a police organisation, a system must first 
be in place to identify the members that are suitable for the investment of time and resources necessary for their 
development. Most police training is focused on development of cognitive, procedural, and technical skills, but 
lacks content to identify and develop police leaders - such as communication, human relations, critical thinking, 
motivation, and problem-solving.13 

The idea of actively attempting to identify potential leaders prior to commencing leadership development may be a 
key takeaway for many police organisations. Promotional processes are traditionally designed to be open and 
available to the majority of officers within an organisation, regardless of whether individuals have shown a greater 
capacity to lead. Often they are criticised in the perception that they do not always result in the selection and 
promotion of the best officers, but rather those that are skilled in test-taking ability. Promotion processes often rely 
on a traditional written test followed by an interview with little if any, evaluation of the candidate’s preparation or 
orientation towards leadership.14  This would suggest that a change in the way that police officers are promoted 
needs to be at least re-considered. The potential exists for promotional candidates to have pre-requisite leadership 
training or display examples of proven leadership ability or potential, prior to being eligible to apply for a promotion 
process. 

12 Filstad, C., Karp, T., Glomseth, R. (2018, July 6) How Police Leaders Learn to Lead. Policing: A Journal of Policy and Practice, 
Volume 14, Issue 3, September 2020. Oxford University Press. Retrieved at:
https://academic.oup.com/policing/article-abstract/14/3/601/5050176?redirectedFrom=fulltext 
13 Morreale & Ortmeier, (2004). Preparing Leaders for Law Enforcement.  Police Chief.  Volume 71, Issue 10. https://www.ojp.gov/
ncjrs/virtual-library/abstracts/preparing-leaders-law-enforcement
14 Michelson, R. (2006). Preparing Future Leaders for Tomorrow: Succession Planning for Police Leadership. Retrieved at: Preparing 
Future Leaders for Tomorrow.pdf (justiceacademy.org)
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Developing Police Leaders
There currently exists a significant need to properly develop our police leaders. This cannot be understated. Not 
merely for the obvious benefit to the community as well as the police organisation itself, but more broadly in 
ensuring proper police leaders are in place for future generations. 

“Policing remains one of the few occupations in which sworn leaders enter as recruits and work their way to the 
top. This poses some unique challenges and opportunities. Many of the leaders of 2045 are being recruited and 
inducted into policing today, and as such it behoves policing to have a sense of what these future leaders will need 
so that they can be best prepared for their future roles across their careers.”15 

Recent work with senior police leaders throughout England and Wales found leadership was described in terms of 
command and operational issues and continued to be attached to the functionality of the hierarchical rank struc-
ture.16  This recurring narrative speaks to a police culture that remains anchored by leadership images centred 
around operational deployment and models of command and control, instead of more progressive ideas of leader-
ship as demonstrating core values such as honesty and integrity, the ability to develop (through collaboration) a 
shared vision, and leading a positive work climate for all to thrive in. 

Roderick emphasized a police leader’s role as being one to cultivate decision and direction, and to channel innova-
tion, advocating for a need to slow down thinking, consider counter positions and manage situations with intent.17 
In order to foster this type of leadership, organisations must ensure that they understand, appreciate, and fully 
recognise the value that every member brings to the organisation. Translated to an operational example, a police 
sergeant performing as a true leader, should be encouraged to seek the opinion, view, and advice of a veteran 
constable of twenty years, as much as from a brand-new constable recruit. The key for the progressive, inclusive 
police sergeant is to ensure that both of these officers feel that they are in a profession where their opinion 
matters, where it is safe to contribute and where their voice will be heard.

Schafer found that the largest barriers to the positive development of police leaders were not fiscal as he expected, 
but rather cultural, structural, and political.18 Schafer identifies the top five constraints on the expansion of effective 
leadership practices as being a resistance to change, politics, inadequate leadership development systems, failure 
to provide true leadership and standards and selection as to who would receive leadership development.

The challenge for police organisations will be in developing members into progressive leaders that will be innova-
tive, relevant, and responsive to the changing societal landscape. The premise of a positive work climate should not 
only be a focus for contemporary leaders but will also be justifiably expected by members of a future workforce. 
Ensuring a positive work climate or work environment is not only crucial for the wellness of those within the 
organisation, but also has a direct impact on their efficiency, productivity, and effectiveness, and undoubtedly falls 
to some extent into the realm of responsibility of organisational leaders.

So, what does effective police leadership development look like? A systemic literature review into police leaders 
and police leadership indicated that the best ways to develop police leaders was through an assortment of training 
approaches, including a combination of education, experience, and mentorship, with the added ability to practice, 
make mistakes, and encounter failure as being extremely useful. Leadership development should start early and 
continue throughout a police officer’s career, with additional training when an officer takes on added leadership 
roles as a result of re-deployment or promotion.19 

15 Roberts, K., Herrington, V., Jones, W., White, J., & Day, D. (2016, January 16). Police Leadership in 2045: The Value of Education in 
Developing Leadership. Retrieved at: Police Leadership in 2045: The Value of Education in Developing Leadership | Policing: 
A Journal of Policy and Practice | Oxford Academic (oup.com)
16 Davis, C., Bailey, D. (2018). Police Leadership: the challenges for developing contemporary practice. Retrieved at: 
PubSubs9281_9593_Bailey.pdf (ntu.ac.uk)
17 Roderick, T. (2019, November). Diversity & Inclusion for the Workforce of the Future.
18 Schafer (2010)  Effective leaders and leadership in policing: traits, assessment, development, and expansion.  Policing an 
International Journal.  Volume 33, Issue 4.  https://www.researchgate.net/publication/263301024_Effective_leaders_and_leadership_
in_policing_Traits_assessment_development_and_expansion
19 Pearson-Goff, M. & Herrington, V. (2013). Police Leaders and Leadership Development: A Systemic Literature Review. Australian 
Institute of Police Management. Retrieved at: https://www.publicsafety.gc.ca/lbrr/archives/cnmcs-plcng/cn35616-eng.pdf
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Police organisations are facing obstacles and challenges that require complex problem-solving skills as opposed to 
the application of technical skills. These obstacles and challenges can be overcome if our police leaders think 
critically, in ways that are innovative, and lead others in a manner that is encouraging, constructive and inspiring. 
These are the skills of a truly developed police leader. The challenge police organisations have now is to be able to 
identify who within their organisation is best suited to grow into a great leader, and then develop, hone, and refine 
these skills.

Leaders of the future
Leadership in the public sector presents a number of challenges due to rapidly changing environments, workforces 
and increasing public and media scrutiny. The increasingly complex and interdependent issues facing police leaders 
will require creativity and innovative solutions to secure legitimacy, trust and confidence, and the ethical delivery of 
services. Leadership in the future will undoubtedly need a range of skills and whilst it is possible for individuals to 
adjust their leadership style to fit the relevant context, organisations will ultimately need to assess current leaders, 
post them into roles based on their leadership style and undertake succession planning to ensure a broad leader-
ship pipeline. 

Leadership in such rapidly changing environments requires collaboration and cooperation with others to be 
collectively responsible for decisions, adopting a more distributive style of leadership. In fact, organisations who 
are able to secure internal and external legitimacy are better placed to be socially and corporately responsible; this 
combined with measurable value creation will gain trust from stakeholders and improve the bottom line. 

Leadership requires respectful interaction with all levels of the 
organisation as well as across organisational boundaries; with leaders 
networking and spanning boundaries outside their own agencies.20 
Such strategy is required to decrease the prospects of reputational 
damage and corruption and to increase global sustainability, competi-
tiveness and organisational viability in the long term, whilst being 
proactive and ethical in the delivery of services.21 

Contemporary leaders face the challenge to secure legitimacy, trust 
and confidence in their service or outcome to ensure value creation by 
communication and collaboration with not only their staff but with a 
wide range of stakeholders. 

The COVID-19 pandemic serves as a reminder as to how uncertain the 
world is and how new leadership skills will be required to face the 
complex challenges ahead. CEOs from around the world were 
surveyed to identify the essential skills of future leaders. These are 
summarised by Jacob Morgan: 6 Trends Shaping the Future of 
Leadership.22  These six trends will play a major role in shaping future 
leaders over the next decade and beyond. 

The most commonly recognised trend was AI and Technology with 
leaders of the future understanding the impact digital technologies will 
have on an organisation. This does not necessitate that leaders 
become technical experts, but leaders should know how to leverage 
digital technologies to optimise performance and create new opportu-
nities.23 Morality, ethics, and transparency will also play a major role as 

20 Sheppard, Sarros & Santora (2013)  Twenty-first century leadership: international imperatives.  Management Decision.  Volume 51, 
Issue 2.  https://www.emerald.com/insight/content/doi/10.1108/00251741311301812/full/html
21 House, R., Javidan, M, Hanges, P. & Dorfman, P. (2002) Understanding cultures and implicit leadership theories across the globe: 
an introduction to project GLOBE, Journal of World Business, Vol. 37. P. 3-10.
22 Jacob Morgan (2019) 6 Trends Shaping the Future of Leadership.  https://hrtrendinstitute.com/2019/12/17/6-trends-shaping-the-fu-
ture-of-leadership/
23 Richard Chiumento (2020)  What does a future leader look like post Covid-19?   https://www.thedigitaltransformationpeople.com/
channels/people-and-change/what-does-a-future-leader-look-like-post-covid-19/
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leaders will have to cope with the public desire for accountability, transparency and integrity. The changes driven 
by the pandemic have also highlighted new ways of working and the potential to have worldwide employees and 
broaden the communication and collaboration between international partners. This will drive a new challenge for 
future leaders to understand and incorporate global issues and practices.

Health and Wellbeing

Wellbeing Strategies
Wellbeing is more than just being healthy, it is about maintaining a balance between the physical, psychological, 
social and environmental factors which affect our lives. To create high-performing and sustainable workplaces we 
must foster a culture that values and supports wellbeing and promotes satisfaction, motivation and productivity 
through an engaged workforce. A focus on wellbeing, alongside the prevention, detection and treatment of illness 
and injury will ensure employees maintain good health and have productive and satisfying working lives. Having a 
clear and strong vision of wellbeing aspirations is not only an organisational responsibility, but now an expectation 
of employees. 

Organisations need a clear and defined wellbeing strategy with well-articulated aims and measurable progress. 
The strategy should also reflect the expectation that every member of the organisation has a responsibility in 
protecting their own health and wellbeing and that of others in the workplace. There presently exists a stigma to 
seek or receive help that must be overcome by leadership and a collective cultural shift. A progressive strategy for 
the future should encompass all stages of the working life including retirement and must be championed by 
organisational leaders to achieve a culture of acceptance and understanding. To drive such a culture, organisations 
must effectively communicate their strategy to engage the entire workforce – recognising and encouraging 
wellness behaviors, removing blockages or processes that hinder development, and providing quality data to 
support decision making. 

Four common wellbeing key principles to consider are: 
• Effective leadership and shared responsibility
• Building organisational capability
• Active management of risks and hazards
• Continual improvement through measurement and monitoring 

Effective leadership and shared responsibility

“If you’re a leader you’ve got a responsibility to be a role model. If you say wellbeing is really important, that’s a 
powerful message.”24 

A clear cultural message that our people are our single most important asset reflects a strong and compassionate 
leadership and organisational cohesion. Effective leadership and shared responsibility is about setting clear 
expectations and ensuring strong governance and encouraging ownership. The aim is to shift the employee’s 
position on the health spectrum by giving them the tools, resources, and guidance to build their own journey and 
adopt healthy lifestyles. Conversations in support of strategy by leaders should be integrated at every stage of the 
wellbeing operating model, moving conversations from the medical to the mainstream to promote, prevent, 
detect, and treat health matters. Such conversations, together with education and support, will impact culture and 

Recommendations on Leadership
Police organisations should:

1 Adapt processes to identify future leaders based on existing skills, proven leadership ability and potential.
2 Recruit leaders from all levels and all members of the organisation. 
3 Increase leadership capacity through a supporting vision and drive for innovation.
4 Ensure early and continuous development of leaders.

24 https://www.ft.com/content/69d1f0a4-439f-11e6-9b66-0712b3873ae1
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morale. Positive perceptions of leadership and increased cohesion are significantly associated with lower stigma 
and barriers to care, and with greater awareness of and willingness to discuss mental health matters.25 

Building organisational capability 
To build organisational capability requires the identification and understanding of the current and emerging mental 
health and wellbeing of our people, developing resilience and person-driven care and recovery. It is recognised that 
working as an emergency responder is one of the few occupations where individuals are repeatedly placed in high 
stress and high-risk situations. Police officers encounter dangerous situations and occasionally risk their lives, 
which can result in elevated levels of stress and an increased risk of mental health outcomes, particularly depres-
sion, anxiety, burnout and post-traumatic stress disorder (PTSD).26  The impact of mental health can be wide-
ranging and result in early retirement, alcohol abuse, breakdown in personal relationships, and increased rates of 
suicide. Organisational practices must support both mental and physical health and wellbeing. A mentally healthy 
and resilient workforce is a capable and productive one, reducing negative outcomes such as absenteeism, mental 
health disorders, and psychological injury and litigation, whilst improving performance and efficiency. 

The challenge for police services is that there is often a deep seated and historical culture, where many officers 
unknowingly promote negative attitudes about seeking mental health and wellbeing support based on the organi-
sational stigma. Velazquez and Hernandez claim organisational stigma manifests in the way an employer prioritises 
their officer wellness and the provision of support services.27  Risks identified are role specific, as those working in 
areas exposed to drug syndicates or armed offenders will have differing wellness needs to desk based workers 
who may have deadlines and questions from the media, politicians and communities which are stressors
of a differing but no lessor nature. In an attempt to change the outcomes, organisations must build resilience 
through promotion, prevention and education; and in doing so, reduce the associated stigma..

Resilience training, through a suite of programs suitable from recruitment to retirement is necessary. ‘Findings 
suggest that to enhance police resilience, it is necessary to improve officers’ use of effective emotional coping 
strategies and promote change within police culture to support the effective expression of emotions’28. 
Education and promotion of protective factors at a team level to maximize resilience and facilitate early interven-
tion where no symptoms of psychological distress are exhibited, sets up informal peer support. Peer support can 
also be utilised more formally, with the goal being to provide officers the opportunity to receive emotional and 
tangible peer support through times of personal or professional crisis and to help anticipate and address potential 
difficulties. This is separate from employee assistance as it is a specifically trained colleague, not a counsellor or 
therapist engaging with the officer.29

Surveys to identify the organisation’s pulse are also vital to grasp the positive and negative factors which influence 
morale, performance, mental health and wellbeing and perceptions of resource availability, leadership and organi-
sational behaviours. It is important that employees have ready access to information on where to seek help, which 
may come via advocates embedded within operational teams, internal messaging or Health and Wellbeing Portals 
that provide information on both professional and self-help resources. 

Active management of risks and hazards
Organisations must manage the risks and hazards faced by the workforce within their daily working environment. 
Such risks are especially prevalent in policing roles where employees are regularly put in harm’s way. Due to the 
nature of policing, it will never be possible to fully eliminate all of the hazards and stressors from the workplace, 
but a combination of risk control measures can be helpful. Different tasks within an organisation will require 
differing levels of preparation and resilience building. This may involve investment into recruitment and selection 
processes to ensure the right people are selected to serve, with further processes applied to each discipline to 
ensure those selected are best prepared for the stressors their role may bring.

25 Jones,N., Campion, B.,Keeling, M., Greenberg, N. (2015). Cohesion, Leadership, Mental Health Stigmatisation and Perceived 
Barriers to Care in UK Military Personnel. Journal of Mental Health. (in press).
26 Gershon, R.R., Barocas, B., Canton, A.N., Li, X. and Vlahov, D. (2009), “Mental, physical, and behavioral outcomes associated 
with perceived work stress in police officers”, Criminal Justice and Behavior, Vol. 36 No. 3, pp. 275-289 & 
27 Velazquez, E., & Hernandez, M. (2019). Effects of police officer exposure to traumatic experiences and recognising the stigma 
associated with police officer mental health. Policing: An International Journal.
28 https://ro.ecu.edu.au/cgi/viewcontent.cgi?article=1777&context=ecuworks2013 
29 http://www.policechiefmagazine.org/magazine/index.cfm?fuseaction=display_arch&article_id=1244&issue_id=82007 
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Consulting directly with our employees through surveys, formal consultative processes, and focus groups will help 
to identify and assess risk, and discuss and develop solutions. Consultation together with data analysis can 
produce a clear picture of the organisational risk profile. When identifying sources of potential harm, organisations 
must adopt a systematic approach that considers a broad range of risk factors, including:

• Organisational factors (i.e. work demands, low levels of control, poor support, bullying, harassment, lack of 
communication and consultation)

• Operational factors (i.e. life-threatening situations, attending road fatalities and occupational violence)
• Environmental factors (i.e. extreme temperatures when carrying out duties, crowd control and response at 

public events, hazardous chemical exposure including drugs)
• Individual factors (i.e. people respond to work stressors in different ways)30

Risks management must be systematic and proportionate, and include regular review of the effectiveness of risk 
controls using performance measures. Organisations must record data on significant risks to ensure timely 
intervention and seek consultation and feedback from officers on the effectiveness of controls. Processes to 
monitor exposure to trauma should be established, such as screening for PTSD or other mental health issues that 
may arise from trauma exposure. Following adverse incidents, organisations must review risks and organisational 
learning which many include managing the risks associated with injured officers returning to work. It is important 
to draw on a variety of sources to assess risk and develop mitigation strategies, including data relating to produc-
tivity, absenteeism, separation rates, turnover, exit interviews, staff engagement and morale, public feedback, and 
analysis of incident reports and claims.

Development of a plan to help control the risks should consist of a tiered level of interventions. Primary interven-
tion will address the factors that present risk of injury and promote protective factors (e.g. enhancing leadership 
capability, increasing job control, enhancing organisational fairness, building an environment of positive social and 
emotional wellbeing). Secondary intervention will minimize the impact of stress on workers by responding to 
warning signs and ensuring early intervention. Tertiary intervention will involve implementing safe and effective 
rehabilitation and return to work plans. The control measures utilised will depend on operational circumstances 
and available resources, but must be monitored and reviewed for effectiveness regularly by leaders to aid deci-
sion-making. 

Continual improvement and evaluation of progress
The measurement and evaluation of goals and outcomes is vital to ensure continual improvement in health and 
wellbeing. Evaluation should focus on preventative measures by understanding past performance, in addition to 
developing robust and appropriate qualitative and quantitative targets that are regularly monitored. To ensure 
evaluation is sound, organisations must encourage reporting, ensuring it is easy to report by providing tools such 
as Apps, and be prepared to listen and react, applying lessons learned to the processes and procedures in place. 
Rigorous internal and external audit processes are required to reinforce the wellness strategies, achieve sustain-
able service delivery and embrace public accountability for the results.

At an organisational level, the number of people injured, injury types and hours lost must be monitored, with the 
aim being to achieve a reduction. Achieving positive organisational cultural change around reporting and reducing 
the stigma associated with seeking assistance may drive prevalence statistics higher in the first instance. The posi-
tive changes this brings however will be a greater understanding of the issues and valuable feedback on the 
impact of services and lead to long term reductions in negative occurrences. KPMG report organisations 
successful in measuring the needs of their workforce have a clear understanding of what makes their wellbeing 
program effective. They know the type and frequency of activities conducted, the annual cost of activities, the 
level of employee engagement in these activities and the return on investment or behavior change that these are 
activities are helping them to achieve.31

The organisational culture should also be reflected at an individual level with individual performance programmes 
focusing on wellbeing. Line managers should discuss with their workers where issues may arise and what 

30 Beyond Blue, Heads up – Good practice framework for mental health and wellbeing in first responder organisations
https://www.headsup.org.au/docs/default-source/resources/good-practice-guide-first-responders_bl1675_acc_std.pdf?  
sfvrsn=e4b02c4d_8
31 https://assets.kpmg/content/dam/kpmg/au/pdf/2018/integrated-wellness-solutions-kpmg.pdf
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proactive measures are available to provide assistance and support if needed. The challenge is to recognise health 
and wellbeing primarily as a leadership responsibility, and acknowledge cultural change will take investment and 
time.

COVID-19
The importance and relevance of an organisational wellness strategy to support the wellbeing of our people has 
never been more clearly demonstrated than in the contemporary policing environment, as we continue to navigate 
the challenges of COVID-19. As agencies and individuals we were unprepared for both the pandemic’s longevity 
and its relentless impact on our own mental and physical health. COVID-19 has impacted our work groups and our 
ability to deliver policing services to our communities in ways that we simply did not anticipate.

In response to the pandemic, many of our agencies have relied heavily on current strategies or invested in 
developing ‘policy on the run’ to ensure the wellbeing of our workforce. The dissemination of organisation and 
community-wide information relating to COVID-19 has required significant interagency engagement and coopera-
tion, driving multifaceted inward and outward facing communication strategies to achieve the delivery of accurate 
information. Due to the longevity of this crisis, organisations have also experienced in differing degrees a shift 
from trust to mistrust of agencies and governments, as the community thirst for information is satisfied at times 
through misinformation. 

Crisis however provides opportunity through the demand for dynamic change. Our agencies have delivered 
strategies to support our people through messaging, increased connection, and personal and online support.

Recommendations on Health and Wellbeing
Police organisations should:

1 Foster an environment and a culture that champions wellbeing and health. 
2 Provide tools, resources and guidance to build individual and organisational resilience.
3 Adopt progressive and measurable strategies that value, support and promote wellbeing to encompass 

all stages of the working life.
4 Develop a risk detection and management system to ensure operational readiness.

Diversity and Demographics 

In the past year, tragic police-involved incidents and the significant re-emergence of the Black Lives Matter 
movement have turned the spotlight once again on disproportionality within the law enforcement community and 
the need for radical reform. Police and policing are often viewed as central to institutionalised inequality and 
injustice and sometimes as an instrument of the power of inequality. Around the world police forces have recently 
faced significant civil unrest, with protesters denouncing inequality, police violence, political reform and COVID-19 
restrictions. Law enforcement is facing a crisis of public trust and confidence in the wake of highly publicised 
incidents that called into question the legitimacy of the profession. Society demands a police that is not only 
legitimate, but also responsive and accountable for social change in both an adaptive and an involving way. A 
police that involves communities and civil organisations and dares to be confronted and vulnerable without shying 
away from uncomfortable conversations and other perspectives. 

Changing Demographics and Inclusivity
Diversity within a workforce is not just restricted to race and cultural background but also accounts for differences 
in age, physical abilities, religion, gender and sexual orientation. A culture that is inclusive, diverse and fair creates 
a work force that feels valued and is more efficient and productive. Teams of mixed gender, age, ethnicity, physical 
ability, and sexual orientation benefit from a variety of viewpoints and a range of experience, which improves 
decision-making and problem-solving. Workforces of the future will have different demographics including more 
women in the workplace, wider age groups, and more representation of those with different physical abilities, 
sexual orientation, and neurodiversity. Lessons learned in developing a more inclusive working environment for all 
black, Asian and minority ethnic personnel and women will need to be applied to all other protected characteris-
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tics. The benefits will not be realised by mere numbers or representation though, rather diversity must be 
managed to create an inclusive work environment making the best use of talents inherent in all those in the 
organisation. 

Diversity ranges from social issues, like inequalities for minorities, functional issues, such as needing women to 
execute certain tasks such as frisking women, to business issues where diversity affects our success and adapt-
ability in the complex world. Diversity and inclusion will determine the flexibility and adaptability of an organisation. 
It means developing a workforce that is able to adapt and learn both within the organisation and as part of a 
changing society. This learning ability is the key to future proofing an organisation.

Diversity and inclusion must be embedded within the organisation from new recruits to senior executives through 
competency frameworks and selection processes. Leaders must be clear on their responsibilities on inclusion and 
held to account for their performance. Line managers must actively support and encourage under-represented 
people to apply for roles and the culture of the work place should recognise and value all colleagues. Employees 
should feel comfortable to share and celebrate different cultural events and life events. Those with roles as carers, 
parents, or short term breaks in service should have greater flexibility and support to continue their career. 
Workforce plans should forecast on capabilities not just numbers to ensure a long term view on the attraction, 
development and retention of specialist skills. 

The tools and initiatives implemented to increase diversity and inclusion will be wide ranging and shared learning / 
best practice is central to achieving tangible results. Leaders should be clear about what measures will change and 
how success is measured through accurate performance measures. 

Within many police forces the demographics of their workforce does not reflect the communities in which they 
serve. This can result in a lack of understanding of the issues each community faces, their heritage, culture and 
what’s important to them. Recruiting people that come with this knowledge and understanding is one way 
organisations can achieve this link and work well with communities. In recent years there has been significant 
progress and the initiation of many projects to increase the recruitment and retention of underrepresented groups. 
Despite concerted efforts, progress has been slow and organisations are not keeping pace with the changing 
populations, particularly in large cities. As most police officers serve until pensionable age, rapid progress can be 
challenging. But organisations can focus on recruitment in order to ensure a more representative future cadre.
 
Organisations need to consider how to make a career in policing attractive to all members of the community and 
ensure that there is no disproportionality in recruitment and promotion processes. This effort can involve youth 
engagement and outreach programmes, and changes to eligibility criteria in recruitment may also be considered 
along with ensuring there is no disproportionality in recruitment or promotion processes. Police agencies also 
need to educate their existing workforce and to act resolutely in cases of racism within the organisation ensuring 
learning from those incidents. The challenge is not only to bring diverse recruits into the police service, but to then 
give them clear role models, career pathways, encouragement and support, to ensure they thrive in a healthy and 

Recommendations on Diversity and Demographics
Police organisations should:

1 Ingrain diversity and inclusion strategically across all organisational levels and processes. 
2 Represent local/national demographics and provide professional service to all communities equally. 
3 Engage key players in educating the existing workforce to focus on diversity and inclusion. 
4 Ensure all strategies include aspects addressing member diversity, inclusion and mental wellbeing.
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inclusive workplace. 
Organisational Design (Flexibility and Agility)

Flexible Collaboration for Resilience
Imagine a perfectly constructed, well-maintained machine. Every moving part executes an isolated task that 
ultimately serves a single purpose – like manufacturing microchips. Due to its complexity, only the machine’s 
designer fully understands the purpose and the function of each part or the whole assembly. As the purpose of 
the machine evolves, it needs to be redesigned to remain relevant or be retired. Traditionally, police forces work 
similarly: Relying on closely defined processes, a strict chain of command, and skilled specialists embedded in 
separate divisions and a culture of information exchange based on “need-to-know.” This results in police forces 
being able solve known problems very effectively, but lacking the agility to deal with evolving threats.

Instead of the efficient but inflexible machine, picture a swarm of birds: Unburdened, closely interconnected 
individuals who cooperate and react to challenges dynamically, in pursuit of their common goal.32  When a predator 
attacks, their quick communication enables them to respond and regroup. Police forces too can benefit from 
flexible organisational models that resemble a swarm of birds to evolve or to weather a crisis.33  The following 
points raised by US Army General Stanley McChrystal hint at how to achieve this:34

1 Establish shared consciousness: Individuals need to have a mutual mission in mind, “see the big picture and 
understand how their work is interdependent.”35 

2 Build a team of teams: Members of specialist units must share “strong lateral connections” through personal 
relationships across silo-boundaries, as encountered in classic command structures. Therefore, encourage 
cross-unit information exchange and collaboration. Teams can form and dissolve, according to needs of a project 
or task. This organisational permeability increases accessibility to knowledge and skills.

3 Empower execution: With a shared consciousness established, competent individuals are clear about the 
mission and able to take responsibility for their actions. Leaders must therefore “deliberately encourage and 
nurture decision-making skills at all levels” to empower their subordinates and increase their organisation’s 
effectiveness.36

4 Lead like a gardener: Instead of thinking like chess masters, leaders are now free to “act as ‘eyes on, hands 
off’ enablers” who “create and maintain the ecosystem” that allows the organisation to prosper.

32 Wood, J. and Beale, C. (2019) Starling murmurations. Available at: https://phys.org/news/2019-02-starling-murmurations-sci-
ence-nature-greatest.html
Picture source swarm: https://www.worldphoto.org/sony-world-photography-awards/winners-galleries/2018/professional/shortlisted/
natural-world/very 
Picture source machine: https://i.pinimg.com/564x/05/d9/f3/05d9f3cc5d3f0684cbbeb4f71cd456f0.jpg 
33 McKinsey & Company (2020) To weather a crisis, build a network of teams. Available at:
https://www.mckinsey.com/business-functions/organization/our-insights/to-weather-a-crisis-build-a-network-of-teams
34 Gordon B. (2017) Key takeaways from Team of Teams by General Stanley McChrystal. Available at: https://beaugordon.medium.
com/key-takeaways-from-team-of-teams-by-general-stanley-mcchrystal-eac0b37520b9 
35 Reading Graphics (2020) Book Summary  - Team of Teams. Available at: https://readingraphics.com/book-summary-team-of-teams/ 
or https://www.nickols.us/TeamofTeams.pdf
36 Marquet, D. (2014) What is Leadership? Available at: https://www.youtube.com/watch?v=pYKH2uSax8U 
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Ultimately, the flexibility of collaboration, combined with individual responsibility, fosters resilience. During a crisis 
or disaster, as standard operating procedures become obsolete, creativity, innovation and even improvisation are 
“key source[s] of individual, organisational and societal resilience.”37 Of course, flexible collaboration does not 
replace preventive Business Continuity Management and crisis response training. Nevertheless we may be able to 
skip the next reorganisation and instead make a cultural shift to shape an ecosystem of shared knowledge and 
individual empowerment.

37 Webb, G. (2014) ‘Flexibility in Response to Disasters: Past Findings and Future Research Needs’,  International Journal of 
Emergency Management, 3(1), pp. 66-72. Available at: https://cpb-us-w2.wpmucdn.com/sites.udel.edu/dist/1/850/files/2014/05/
Gary-Webb-Improvisation-qxe04y.pdf 
38 Accenture (2018) Reimagining Police Workforce for the Future. Available at: https://www.accenture.com/gb-en/insights/public-ser 
vice/reimagining-police-workforce-future-vision 
39 Vivace/Home Office UK (2019) Accelerated Capability Environment. Annual Review 2018/19.

 
Picture source: https://readingraphics.com/uploads/2018/11/Team-of-Teams_command-to-team-of-teams.png 

Flexible Ecosystem for Innovation
An important part of the flexible ecosystem is the capability to innovate and improve. To that end, Accenture 
envisions an adaptable structure within police forces, consisting of a stable core and modular outer elements. The 
nucleus and core consist of strategic leadership that anticipates future needs and essential operational policing 
services. The adaptable part of the ecosystem, enables flexible endeavours like project work, innovation or even 
complex interdisciplinary investigations, relying on public-private partnerships, collaboration with partner agencies 
or expert pools.38

The UK Home Office provides an agile work 
success story in the government context, mirroring 
the proposed policing ecosystem. To deliver digital 
innovation, the ‘Accelerated Capability Environment’ 
relies on a mixture of internal and external partners, 
who bid for tenders and then deliver innovation in 
short sprints. Managing this pool of internal and 
external experts with agile methodology, increases 
speed of delivery and preserves accumulated 
knowledge in-house. Their annual report boasts 
promising results with the fastest delivery of a 
polished software prototype in just 6 weeks.39

Building and maintaining an innovative ecosystem 
demands visionary management of employee skills 
and technical infrastructure. Employees must be 
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skilled enough to execute innovation projects with partners and retain acquired specialist knowledge in-house. 
Equally important is IT infrastructure that bridges hardware and functions of established systems with an architec-
ture that allows for rapid prototyping, e.g. a smaller in-house “cloud” for virtualised or containerised applications 
and data management. Robust on- premises collaboration platforms can help with transparent communication and 
data exchange in a confidential setting. Additionally, as the ecosystem incorporates external workers and their 
hardware, security becomes more important. Mandatory endpoint monitoring, mobile device management and 
enforced secure VPN for network access ideally allows for individual devices. 

A cultural shift towards agile methodologies is required. “Ditching the weights” that slow down the organisation 
by actively questioning and tweaking established structures, processes, and regulations increases the potential for 
innovation. An adaptive ecosystem can be built simultaneously as the launch of pioneering projects. However this 
can only succeed by quickly iterating between business need evaluation and solution design (see “DevOps” 
methodology40). There is a need to take small steps, going for the low-hanging fruit first; as opposed to aiming for 
the all-encompassing perfect solution from the beginning and running a multi-million long-term project with 
unrealistic expectations attached. Don’t let perfect get in the way of good!

Software development in the DevOps cycle

Recommendations on Organisational Design (Flexibility and Agility)
Police organisations should:

1 Encourage collaboration across organisational boundaries to create a “shared consciousness” instead of 
knowledge silos. 

2 Implement a flexible partnership ecosystem for agile project work, knowledge enrichment and pooling of 
expert skills. 

3 Modernise their organisational design to attract and employ highly specialised individuals.
4 Foster individual responsibility and accountability.

40  Oteyowo, T. (2018) DevOps in a Scaling Environment. Available at: https://medium.com/tech-tajawal/devops-in-a-scaling-
environment-9d5416ecb928. Also source of picture below.
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Technology

Upskilling the current workforce: Technological drivers are fundamentally changing the skills required of a 
modern and progressive law enforcement workforce. The COVID-19 pandemic has increased the size of our digital 
communities and exponentially increased the number of online users, offenders, victims and data sets. Generalists 
and specialists at all levels of law enforcement organisations will need the core skills to operate in an increasingly 
digital world. Without doubt, new roles, departments, and career pathways will emerge where specialist digital 
and data skills are essential. Consequently these skills will be scarce within the market and therefore law enforce-
ment will need to consider how to retain those with specialist skills or the potential to develop them and how to 
form collaborative or commercial relationships to buy skills into their organisation. Leaders will need to adapt to 
the demands of a shifting landscape involving the management of people rapidly forming collaborations in a fast 
changing digital world. There are significant challenges to recruiting, training, and retaining employees with 
necessary technical and digital skills. As data becomes more complex and increases in volume, this challenge is 
exacerbated. As technology is part of the everyday lives and educational programmes of younger generations we 
might assume that the workforce of the future will be more confident and capable in their use of technology and 
data. Whilst automation and digitisation will change existing roles and organisational designs, the future landscape 
will create the need for a blend of soft and digital skills. This will include the routine assimilation and analysis of 
data to pull together incoherent fragmented sources of information, and the experience and insight to make 
informed, objective, ethical decisions and assertions in a data driven environment. Ethical practices relating to the 
collection, management and use of data are now a critical consideration for law enforcement organisations. 
International privacy policies and legislation will further develop with increasing debate and challenge around data 
anonymity and human rights.

Flexibility for Digital Workforce Capabilities: As a flexible organisation in a changing environment constantly 
evolves, so too must the skills of employees. In the longer term, it is more profitable to develop existing 
employees into emerging specialist roles, or to borrow talent from the partner ecosystem, instead of overly relying 
on external recruitment.41  This also applies to the digital realm: digital skills are increasingly crucial in law enforce-
ment and building of digital capabilities must be planned. Digital tools can serve as enablers to empower 
employees across the skills spectrum and the following building blocks support the process of building flexible 
digital capabilities. 

Micro-learning Modules: Rapid, flexible upskilling of larger portions of the 
workforce with little financial and planning effort is possible with Micro-learning, 
similar to successful Massive Open Online Courses. With individually selected 
modules, digital skills can be built quickly. The core idea is that learners study 
small bits of information at their own speed, according to their needs, in 
sessions as short as a coffee break.42 For example, an analyst could spontane-
ously profit from a free Machine Learning crash course by Google to kick-start a 
new project, while a patrol officer might use an e-learning interface to practice 
usage of a newly introduced mobile application on the go. 

Just-in-time Training: The benefits of learning with personalised modules can 
be amplified by just-in-time training: Since modules are small and highly specific, 
they can be studied just before the need arises. Besides instant availability, it is 
crucial that course content translates directly into practical application and 
bridges foreseeable individual knowledge gaps.43  As a simple example, a 
Liaison Officer in transit to the next destination might use the learning app 
Duolingo to acquire just enough of a foreign language to get around more 
smoothly (see app screenshot.)44 Of course, successful implementation of 

41  Borysenko, K. (2015) What Was Management thinking? The High Cost of Employee Turnover. Available at: https://www.tlnt.com/
what-was-leadership-thinking-the-shockingly-high-cost-of-employee-turnover/   
42  Tankersley, J. (2016) Top 4 Benefits of Microlearning. Available at: https://www.vital-learning.com/blog/benefits-of-microlearning
43  Macey, T. (2017) 7 Best Practices for Implementing Just-in-Time Learning. Available at: https://www.advantageperformance.com/
implementing-just-in-time-learning/
44  Learning Spanish with Duolingo. Picture source: https://blog.duolingo.com/how-weve-improved-the-duolingolearning-experience-
this-year-and-a-sneak-peek-toward-2020/
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micro-learning and Just-in-time training may require a cultural shift towards an organisation-wide mind set of 
continuous learning.

Shared talent: Certain specialised digital skills are still scarce and cannot be developed in the workforce quickly 
enough – but they may only be needed intermittently. For these skills, a flexible partner ecosystem may provide a 
solution. With the establishment of a new shared talent pool, skilled individuals could serve multiple organisations, 
diversifying their work experience as an added benefit. Further, organisations would not need to compete on the 
labour market for rare talent and could forge stronger ties with partner agencies. Additionally, internal sharing of 
talent and spontaneous formation of teams for specific tasks can be beneficial. By incentivising units or individuals 
to display special skills within the organisation, ideally on a searchable platform, the organisation can tap into 
newly developed and even hidden skills already present in the workforce. As a result, bearers of knowledge may 
also become more connected, improving the “shared consciousness” in the organisation.

Digital Tools for workforce empowerment: Besides common digital learning platforms, novel training methods 
and even digital means for ad-hoc workforce empowerment are emerging. Among others, applications of Virtual 
Reality (VR) and Augmented Reality (AR) technology seem to be especially promising: for example, the NYPD 
employs highly interactive, VR-based active shooter response training in partnership with V-ARMED45, while the 
Netherlands’ National Police assesses the use of AR-glasses to provide officers with “heads-up hands-free 
information for unfamiliar areas” or in “suspect pursuit.”46

NYPD and V-ARMED: Virtual reality based active shooter response training. Picture source: https://abc7ny.com/nypd-new-york-po-
lice-department-cops-vr/5269109/

Current identified good practice
The pace of change in a digital world, more flexible organisational structures and greater collaboration will mean 
law enforcement may want to place greater emphasis on hiring a future workforce with the capacity to learn and 
adapt. However recruiting the right people is only a partial solution to this challenge. Careers in law enforcement 
can be 20 to 40 years in length, thus agencies must also invest in the current workforce as this represents the 
majority of law enforcement’s resource capacity in the foreseeable future.

Traditional training courses that are classroom based with set periods and curriculums, are unlikely to suffice in 
either quantity or timeliness. Pace and agility is key to upskilling the workforce as the landscape evolves. Law 
enforcement recognises this challenge. Networks and collaborations intended to upskill employees are devel-
oping. Technological innovation including artificial intelligence and virtual reality provides the opportunity to trans-
form learning, enabling far more personalised experiences and rapid upskilling. 

46  Eyewitness News (2019) NYPD is testing virtual reality training drills for real-life scenarios like active shooters. Available at: 
https://abc7ny.com/nypd-new-york-police-department-cops-vr/5269109/
47  Cision PR Newswire (2020) ¬¬¬¬Netherlands’ National Police Unit Using Vuzix Blade Smart Glasses in Police Work Study. 
Available at https://www.prnewswire.com/news-releases/netherlands-national-police-unit-using-vuzix-blade-smart-glasses-in-police-
work-study-301121872.html
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In the UK, the ‘Network Academy for Law Enforcement’, hosted by Police Scotland, is a collaboration with ‘Cisco’ 
and academia which facilitates the delivery of bespoke technically-focused law enforcement operational training 
based on private sector industry standards. The training is suitable for online distance learning, maximising 
availability. The courses are free, completed at the student’s own pace, and cut across multiple digital disciplines. 

A less formal approach, but of similar learning value through connectivity and collaboration, is the Data Analyst 
Community of Practice (DACOP). This is a peer collaboration group including analysts, investigators and data 
scientists who come together to share experiences, identify and overcome common challenges, and address 
identified learning needs. DACOP was born out of a UK collaboration between the National Analyst Working Group, 
the College of Policing and Home Office Project TRACER, connecting peer groups beyond organisational bounda-
ries and creating a community of practice ‘by the members, for the members’. 

Maintaining workforce skills and learning in a digitally complex future will require agility, innovation and ambition. 
Connecting specialist knowledge and creating collaborations and networks such as the Network Academy for Law 
Enforcement and DACOP will enable enhanced learning across multiple organisations whilst minimising the 
impact on resources. By maximising knowledge sharing and making the process accessible to all, law enforce-
ment organisations will be better suited to handle future threats, while simultaneously investing in their people. 

Recommendations on Technology
Police organisations should:

1 Focus on hiring and retaining a workforce with technological and digital skills and adaptive capacity. 
2 Augment their workforce to ensure pace and agility in a rapidly evolving environment.
3 Introduce just-in-time, innovative and targeted training to ensure an adaptive and digitally upskilled 

workforce. 
4 Cultivate a blend of soft and digital skills meeting ethical, social and business demands.
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Closing

The context for the 2019-2020/21 International Action Learning Group showed in real time how a global crisis can 
rapidly impact our agencies and workforce.    Whilst this has presented some challenges for completing the 
learning, it has also created a network of senior leaders who have been able to share best practice in real time 
during the pandemic.  We are confident that as a result our agencies have already benefitted from our shared 
learning.  

The IALG would like to thank the Programme Team and academics who have supported us so well over the last  
18 months. We have valued access to and inputs from, a wide variety of international speakers and organisations 
who have shaped our thinking and this assignment. We would particularly like to thank New South Wales Police 
and the New York Police Department for hosting our two conferences, providing experiences that we will never 
forget and enabling us to forge friendships and a network that will be lasting legacy for all.

IALG participants 2019-2020/21
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