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EXECUTIVE SUMMARY  
 
Policing is entering a period of rapid and 

unpredictable change. Around the world, 

law enforcement agencies are dealing with 

declining public trust, political polarization, 

fast‑moving technology, and growing 

pressure on their people. These shifts are 

reshaping leadership requirements for the 

years ahead. 

 

The Pearls International Action Learning 

Group (IALG) 2025/2026 was asked to 

examine this challenge directly: What kind 

of leadership will policing require to remain 

legitimate, effective, and sustainable? Over 

the course of the program, participants from 

across the globe explored this question 

through learning journeys, futures thinking, 

cross‑sector insights, and reflections on past 

IALG work. 

 

 

 

KEY INSIGHTS FROM PAST IALGS 

 

A decade of IALG reports reveals a 

persistent implementation gap. While 

innovation, adaptability, and values‑based 

leadership have been repeatedly identified as 

essential, police organizations continue to 

struggle to embed these principles into 

culture and practice. The tension between 

rapid innovation and slow cultural change 

remains a structural barrier. Leadership must 

therefore govern not only what changes, but 

how quickly, and with what safeguards. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

FIVE TRENDS SHAPING FUTURE 

LEADERSHIP 

 

Across jurisdictions and disciplines, five 

global trends emerged as the most 

significant drivers of future leadership 

needs. Over the past decade, IALG reports 

have documented a progression from 

concerns about innovation, collaboration, 

and organizational adaptability, to 

challenges associated with geopolitical 

instability, declining institutional trust, 

workforce transformation, and the rapid 

expansion of artificial intelligence (AI). 

Although policing contexts differ 

considerably, agencies around the world are 

confronting remarkably similar questions 

about legitimacy, technology, talent, and 

leadership resilience. While these trends are 

evident across most policing environments, 

their intensity and manifestation vary 

between regions. These trends demand 

leaders who can balance stability with 

innovation, ethics with operational pressure, 

and community legitimacy with 

technological capability. 
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WHAT FUTURE LEADERS MUST 

EMBODY 

 

The IALG identified four domains that 

define the leadership required for the next 

era: 

 

1. Values‑Based and Ethical Leadership   

Leaders must anchor decisions in 

integrity, fairness, and moral courage, 

supported by institutional safeguards that 

prevent the normalization of harmful 

practices. 

 

2. Global Cooperation and Police‑Led 

Diplomacy   

Transnational threats require leaders 

who can operate across borders, cultures, 

and political environments with 

neutrality and strategic influence. 

 

 

 

 

 

 

 

 

 

 

 

 

 

3. Community‑Centric Leadership 

Enabled by Technology   

Leaders must integrate technology 

responsibly while maintaining 

legitimacy, transparency, and 

human‑centred policing. 

 

4. People‑Focused Leadership 

Development and Wellbeing    

Sustainable leadership requires early 

development, diverse talent pathways, 

and a systemic commitment to 

wellbeing. 
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ORGANIZATIONAL ENABLERS FOR 

SUSTAINABLE LEADERSHIP 

 

To operationalize these leadership qualities, 

the IALG identified four structural enablers: 

 

1. A Values‑Driven Leadership 

Framework   

Clear, lived values that guide 

recruitment, development, performance, 

and accountability. 

 

2. A Modern Leadership Development 

System   

Early identification of talent, diverse 

pathways, and continuous learning 

aligned to future skills. 

 

3. A Governance Model for Technology 

and Innovation   

Ensuring AI and emerging technologies 

are used as an enabler to enhance 

legitimacy, transparency, and ethical 

decision‑making. 

 

4. A Human‑Centric Workforce 

Strategy   

Prioritizing wellbeing, flexible career 

models, and integration of non‑sworn 

specialists and AI‑enabled capabilities. 

 

FRAMEWORK FOR SUSTAINABLE 

LEADERSHIP 

 

In response to these findings, the IALG 

proposes the GAIT Framework, a practical 

leadership development and succession 

framework designed to help organizations 

identify, assess, develop, and prepare future 

leaders.  

 

The framework provides a structured 

approach to understanding current 

leadership capability, evaluating future 

leadership readiness, creating individualized 

development pathways, and supporting 

leaders as they apply and demonstrate 

growth throughout their careers. Supported 

by responsible use of AI and data analytics, 

the framework aims to strengthen leadership 

capability, succession planning, and 

organizational readiness for an increasingly 

complex future.  

 

Collectively, the GAIT Framework provides 

a practical and sustainable approach to 

leadership development, helping policing 

organizations build leaders who are values-

anchored, ethical, adaptable, technologically 

capable, and prepared to meet the challenges 

of the future.
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RISKS TO IMPLEMENTATION 

 

The IALG identified five systemic risks that 

could undermine progress: 

 

1. Leadership frameworks that exist only 

on paper and are not embedded in 

organizational systems and decision-

making.   

2. Cultural resistance and legacy systems 

that slow adaptation and inhibit change.   

3. Leadership complacency and insufficient 

urgency to adapt to emerging societal, 

technological, and workforce challenges. 

4. Technology adoption that outpaces 

ethical safeguards, governance and 

accountability mechanisms.   

5. Workforce burnout, attrition and 

capability gaps that exceed 

organizational capacity to respond. 

 

These risks reinforce a central finding of the 

report: the challenge is not defining future 

leadership requirements, but creating the 

organizational systems, governance 

mechanisms, and leadership practices 

necessary to sustain them over time. 

 

 

 

 

 

 

CONCLUSION 

 

The future of policing will be defined not 

only by the leaders organizations develop, 

but by the systems they build to support 

them. While previous IALG reports have 

consistently identified the qualities required 

for effective leadership, implementation has 

remained a persistent challenge. This report 

seeks to bridge that gap by providing 

practical mechanisms to embed leadership 

principles into assessment, development, 

succession planning, and organizational 

governance. The challenge is no longer 

defining future leadership; it is making it a 

sustained organizational reality. 
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I. Introduction 
 

Policing is entering a period of profound and 

accelerating change. Law enforcement 

agencies are operating in an environment 

shaped by declining trust in institutions, 

increasing societal polarization, rapid 

technological advancement, transnational 

threats, and growing pressures on workforce 

wellbeing. Together, these forces are 

reshaping not only how policing is 

delivered, but also the type of leadership 

required to sustain legitimacy, effectiveness, 

and public confidence. 

 

The Pearls International Action Learning 

Group (IALG) 2025/2026 was tasked with 

examining a central question posed by 

Commissioner Grant Stevens of South 

Australia Police: 

 

What leadership do we need for the 

future of policing? 

 

This question reflects a growing recognition 

that many of the challenges confronting 

policing are not new. Previous IALG 

cohorts have examined topics such as 

technology, community expectations, 

organizational wellbeing, and leadership. 

Across these studies, a consistent message 

has emerged: the principles of effective 

leadership are well understood, but 

implementation remains uneven. The 

challenge is no longer identifying what good 

leadership looks like. The challenge is 

embedding leadership systems, cultures, and 

practices capable of sustaining those 

principles over time. 

 

To address this challenge, the IALG 

explored four interconnected domains: 

 

1) Values-Based Leadership and 

Ethical Policing 

2) Global Cooperation, Partnerships, 

and Police-Led Diplomacy 

3) Community-Centric Policing, 

Innovation, and Technology 

4) Leadership Development, 

Recruitment, Retention, and 

Wellbeing 

 

Drawing upon learning journeys, futures 

thinking, cross-sector engagement, 

participant experiences, and a review of 

previous IALG work, the group examined 

the forces shaping future leadership 

requirements and the organizational 

conditions necessary to support them. While 

policing organizations operate within 

different cultural, political, legal, and 

operational contexts, and therefore face 

unique challenges and priorities, the findings 

presented in this report are intended as a set 

of ideas for consideration rather than a 

prescriptive model. They are designed to 

stimulate discussion, challenge conventional 

thinking, and encourage organizations to 

consider how leadership systems may need 

to evolve to meet the demands of an 

increasingly complex future. 

 

This report presents the findings of that 

work. It identifies the key trends influencing 

the future of policing, outlines the leadership 

qualities required to navigate those trends, 

and proposes practical recommendations to 

help law enforcement agencies develop 

sustainable leadership systems. Central to 

these recommendations is the recognition 

that leadership must be viewed not simply as 

an individual capability, but as an 

organizational responsibility that is 

deliberately developed, supported, and 

sustained. 
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The future of policing will not be 

determined solely by technological 

advances, emerging threats, or societal 

change. It will be determined by the extent 

to which organizations deliberately identify, 

develop, and support leaders capable of 

navigating an increasingly uncertain future. 

Sustainable leadership is not an individual 

achievement; it is the product of effective 

leadership systems. 

 

II. Looking Back to Past 

IALGs and the Lessons 

Learned 
 

The combined analysis of the Pearls IALG 

cohorts and the broader academic literature 

points to a set of convergent findings 

regarding leadership in contemporary 

policing1. 

 

Viewed collectively, the IALG reports also 

reveal how leadership challenges have 

evolved over time. Earlier reports focused 

primarily on innovation, collaboration, and 

developing partnerships capable of 

addressing increasingly complex and 

interconnected problems. By the middle of 

the last decade, attention shifted toward 

organizational resilience, geopolitical 

uncertainty, migration pressures, and the 

need for leaders capable of navigating 

disruption. More recent reports have 

increasingly emphasized workforce 

sustainability, public legitimacy, ethical 

governance, and the transformative 

implications of artificial intelligence and 

emerging technologies. While the specific 

issues have evolved, a consistent theme has 

remained: leadership systems have struggled 

 
1 A detailed review of previous IALG reports is 

provided in Appendix A 

to adapt at the same pace as the environment 

in which policing operates. 

  

The sources raise the question of a structural 

tension between innovation and leadership 

durability. While innovation and 

adaptability are repeatedly identified as 

strategic necessities, the literature and Pearls 

IALG reports alike suggest that legitimacy, 

trust, and ethical orientation evolve on 

markedly longer time horizons. Innovation 

operates through acceleration and 

expansion, whereas durable leadership 

depends on stabilization, restraint, and 

institutional memory. Where this asymmetry 

is not explicitly governed, innovation risks 

weakening the normative foundations it is 

intended to reinforce. 

 

In addition, the repeated recurrence of 

similar leadership questions across more 

than a decade of Pearls IALG reports 

indicates a persistent implementation gap. 

The evidence suggests that this gap is driven 

less by a lack of awareness than by 

structural constraints: the temporal 

mismatch between short-term innovation 

cycles and long-term cultural change, the 

conservative nature of police organizations, 

and the tendency to conceptualize leadership 

primarily as individual capability rather than 

as a system of governance. Together, these 

factors help explain why well-established 

insights regarding leadership have proven 

difficult to translate into sustained 

organizational practice. 

 

The previous IALG reports demonstrate that 

these challenges do not emerge uniformly 

across the world. In some jurisdictions, 

leadership is increasingly shaped by 

declining public trust and demands for 

transparency, while in others the primary 
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challenge is responding to geopolitical 

instability, migration, organized crime, or 

institutional capacity constraints. 

Technological capability likewise varies 

considerably between regions, creating 

different risks and opportunities. Despite 

these differences, the underlying leadership 

challenges are remarkably consistent. 

Across jurisdictions, police organizations 

face increasing pressure to maintain 

legitimacy, attract and retain talent, integrate 

technology responsibly, and adapt to 

accelerating social change. 

 

 

 

 

 
 

 

III. The IALG Process 
 
Supported by the Pearls in Policing Program 

Management Team, the IALG studied this 

issue of sustainable leadership using 

multiple approaches. The format of the 

program consisted of two three-month 

breaks between the weeklong conferences. 

This allowed the cohort to have time and 

space between sessions to dive into the 

issues, before converging for discussions, 

and the testing of ideas and perspectives 

with one another.  

 

The diversity of the group provided a broad 

range of perspectives on the same issues, 

enriching both the study and the learning 

experience through the exchange of different 

professional, cultural, and organizational 

viewpoints. The 2025/2026 IALG was 

attended by senior law enforcement officials 

from different LEAs and coordinating 

organizations from across the globe. The 

participants hail from Asia, Australia, 

Europe, and the Americas, and have a wide 

span of specializations, ranging from 

operations, international cooperation, 

legislation, and general governance.  

 

The 22 IALG participants split themselves 

into four working groups to cover the 

domains of leadership:  

 

a) Values Based Leadership, and 

Ethical and Inclusive Policing 

b) Global Cooperation and Partnership 

and Police-led Diplomacy 

c) Community-centric Police, and 

Innovation and Technology 

d) Leadership Development, Training, 

Recruitment, Retention, and 

Wellbeing 

 

This diversity of expertise and methodology 

ensured that the recommendations in this 
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report are not theoretical, they have been 

interrogated, challenged, and shaped by 

leaders who operate in vastly different 

policing environments. 

 

The group used a variety of methods to 

generate insights. Across the conferences, 

hosted in Warsaw, Adelaide and The Hague, 

the group went on learning journeys, had 

structured discussions, underwent futures 

workshops, along with on-site observations 

of cross-sector leadership. 

 

 

SHARING OF BEST PRACTICES 

 

Each participant gave a concise 5-minute 

poster presentation/pitch outlining strategies, 

work structures, and skills that their law 

enforcement organization had implemented 

to strengthen sustainable leadership in 

policing, in line with the question and 

themes posed to the IALG. This provided a 

sense of the current state of the LEAs in 

addressing issues and facilitated discussions 

about existing gaps. There were 

presentations by participants that shared 

vision and values statements that their 

organizations had, especially on the type of 

leadership that their organizations aspired to 

have. 

 

Participants commented that the value of 

such vision statements, or any framework, 

could only be reaped if it was used to anchor 

core human resource processes (from 

recruitment, training, and performance 

reviews) such that the values were properly 

inculcated in the officers and the 

organization acted in a way to translate 

those statements into action, such that 

organization was living up to those values. 

 
2 A copy of the poster presentations will be made 

available to Pearls Conference attendees via the 

Yellenge app. 

In other words, proper implementation was 

the necessary factor.   

 

Other participants shared information about 

the programs that their organizations 

implemented to develop officers or provide 

support for their wellbeing2, such as: 

 

Training 

a) The South Australian Police have a 

structured program to select officers to 

join the senior officer corps, and a 

program to rotate and mentor them for 

well-rounded development.  

b) The German Bundeskriminalamt Police 

have strategic management courses to 

ensure that their unit leaders were 

equipped with the relevant managerial 

and leadership skillsets.  The NYPD had 

similar internal and external (e.g., FBI 

Academy, Harvard Senior Leaders in 

Government, etc.) programs. 

c) In Belgium there are requirements for 

selection to leadership positions that 

include leadership courses, an internship, 

and the passing of exams. 

d) The United Kingdom’s National Crime 

Agency has a future leader’s scheme. 

e) The Singapore Police Force (SPF) 

developed and uses a Leadership 

Competency Framework to anchor the 

training and development its police 

leaders. It acts as a common frame of 

reference on leadership, to ensure clarity 

and standardized understanding of what 

leadership is within SPF and kickstarts 

one’s journey on developing in these 

competencies.  

 

Ethics/values 

a) NYPD was also working on Compliance 

Stat, a structured process to measure and 
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track compliance with espoused values, 

for greater transparency.  

b) The German Federal Criminal Police 

Office carried out a comprehensive 

values-based transformation process and 

formally integrated the outcomes into 

everyday organizational practice. 

 

Diversity  

a) The Danish National Police work to 

ensure greater diversity in its leadership, 

through recruitment and training 

practices, as they believe it opens 

solution possibilities and promoted 

inclusive discussions. They also have a 

large focus on a positive working 

environment, creating one where officers 

were willing to discuss work life balance 

challenges with their superiors. 

b) The UK National Crime Agency 

conducts an internal female senior 

leadership program. 
 

In all, the LEAs all showcased programs of 

varying maturity and focuses, orientated 

towards their specific operating contexts and 

cultural values. Across all agencies, one 

theme was universal: programs succeed only 

when they become part of the organizational 

culture, not an initiative. Leadership 

sustainability depends on embedding values, 

development, and wellbeing into everyday 

decisions, especially how organizations deal 

with poor leadership.  

 

 

OPERATIONAL STUDY – FRONTEX 

LEADERSHIP 

 

A study visit was held at the headquarters of 

Frontex in Warsaw, Poland. Frontex officers 

explained the various capabilities they had, 

and how they worked with other agencies to 

secure their borders as part of their mission 

of European collaboration. There was a 

balancing act of ensuring the respective 

member states maintained their sovereignty 

but worked with European authorities to 

achieve security outcomes. Frontex staff 

also hosted sharing sessions on related 

topics, which were designed to expose 

participants to the operational and strategic 

considerations of Frontex, while also to 

allowing the participants to reflect on the 

qualities of leaders that would be essential 

for the future of policing.  

 

The sessions included the sharing of 

personal leadership philosophies of 

operational leaders and how they dealt with 

a diverse European workforce, as well as 

reflections of leaders on how they dealt with 

major political crisis in prior roles. There 

was also a sharing about the daily ethical 

dilemmas faced by officers in Frontex, 

especially with regard to how illegal 

migrants were handled – it was not possible 

to accept all migrants into Europe, but it 

may not be ethical to deport the migrants 

back to their origin country due to the living 

conditions these migrants may be fleeing 

from.  

 

 

VISIT TO AUSCHWITZ-BIKERNAU 

CONCENTRATION CAMP AND 

DISCUSSIONS ON ETHICS AND 

LEADERSHIP   

 

“What leadership do we need for the 

future of policing — not to become 

ordinary leaders?” 

 

There was also a site visit to the Auschwitz 

and Birkenau concentration and 

extermination camps, used by the Nazis 

during World War II. The visit was followed 

by a discussion session hosted by the 

Auschwitz Jewish Center Foundation, to 

unpack the reflections of the participants 
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from the trip, as well as a case study on the 

topic of how “ordinary men” could still do 

evil, as it was not always the case that 

atrocities were committed by persons with 

evil intentions and values. This included 

discussion on the importance of cultural and 

social norms in shaping behaviors, and the 

dangers of tribalism and in-group/out-group 

behaviors. The consensus and takeaway of 

all participants was that it was important for 

leaders of the organizations to have a strong 

moral compass and moral courage, to ensure 

that the teams and people continued to make 

ethical decisions. This conversation was 

particularly salient to the participants, as 

many countries in the world were facing a 

resurgence of more extreme political parties 

and normalization of their views. 

 

Historical and behavioral research converges 

on a dark insight: severe ethical failures do 

not necessarily require pathological leaders. 

They can emerge from ordinary individuals 

operating within systems that only 

normalize obedience, routinization, and 

diffusion of responsibility. Arendt’s analysis 

of the ‘banality of evil’ illustrates how 

bureaucratic processes can facilitate moral 

failure without overt malicious intent. 

 

Browning’s study of Reserve Police 

Battalion 101 demonstrates how conformity 

and situational pressure transformed 

ordinary men into participants in mass 

violence (Browning, 2017). These findings 

are reinforced by experimental research on 

obedience to authority, moral 

disengagement, and situational dynamics. 

The relevance of this literature for police, 

and leadership, lies not in historical analogy, 

but in structural similarity. Police 

organizations operate through hierarchies, 

strong respect for legal frameworks, 

routines, and legitimate claims. Without 

institutionalized mechanisms of self-critique 

and constraint, ordinary leadership may 

gradually, as explained before, normalize 

ethically problematic practices. 

 

These reflections reinforced a central 

conclusion of the IALG, in that future police 

leadership must be anchored in moral 

courage, institutional safeguards, and the 

ability to recognize and resist the slow 

normalization of harmful practices. 

 

 

FUTURES THINKING AND STRATEGY 

TRANSFORMATION 

 

“What is impossible today, but if possible, 

changes everything?” 

 

The IALG was brought through a Futures 

Strategy Transformation session, with 

Professor Sohail Inayatullah, designed to 

support long-term decision making by 

exploring not only emerging trends in 

leadership but also potential disruptions. 

Through various foresight methodologies 

and exercises the IALG were able to move 

beyond reactive planning in the now to 

proactive strategy development. The session 

helped participants develop plausible future 

scenarios through structured horizon 

scanning, encouraging reflection on 

emerging risks, opportunities, and on 

potential impacts (Arendt, 1964). This 

process enabled the group to explore 

alternative futures ranging from incremental 

adaptation through to transformational 

change.  
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IV. Key Drivers Impacting 

Leadership Needs of the Future 
 
To better articulate the needs of future 

leaders, the IALG explored the factors 

impacting and shaping the leaders, and 

leadership that we will need for the future of 

policing. To do so we analyzed the 

implications of such trends in the following 

domains: 

 

1) Values Based Leadership and Ethical 

and Inclusive Policing 

2) Global Cooperation and Partnership, 

and Police-led Diplomacy 

3) Community-centric Police, and 

Innovation and Technology 

4) Leadership Development, Training, 

Recruitment, Retention, and 

Wellbeing 

 

After reviewing research publications, 

examining lessons from more than a decade 

of IALG reports, and reflecting on 

contemporary policing challenges across 

multiple regions, five key trends emerged. 

While the expression of these trends differs 

across regions and policing environments, 

their cumulative impact is reshaping 

leadership requirements globally. 

 

The trends are (1) the declining public trust 

in institutions, (2) the erosion in global 

values and norms, (3) the increasing pace of 

change, (4) the expanding role of technology 

in policing, and (5) the increasing 

investments in human resources. The trends 

uncovered here are not foreign. Quite the 

contrary, they all seem more of a normal part 

of the profession. Additionally, they are well 

known throughout policing organizations, 

exhaustively researched by academics, and 

have even been the headline for many law 

enforcement conferences across the globe. 

Spotlight – Futures Thinking 
Training, Recruitment, Retention and 

Wellbeing 

 

The focus was on the Human Resources (HR) 

Dilemma. In today’s world leadership is 

often seen as climbing the ‘corporate ladder,’ 

whether in the private or public sector. A 

broken ladder was the metaphor chosen for 

today’s career journey, to highlight the 

challenges in today’s HR structure, due to 

high rates of attrition, a lack of development 

earlier in careers, inability to hire, technical 

skills gaps, and a combination of workforce 

burnout along with a lack of wellbeing.  

 

What then would the HR of the future look 

like? We envisioned movable stairs where 

anyone (i.e., sworn, non-sworn, skilled 

workers, etc.) could, and move from one 

career track to another with ease, supported 

all the way through. Furthermore, it was not 

unreasonable to see in the next five to ten 

years some functions currently performed by 

people could increasingly be undertaken by 

AI-enabled agents working alongside human 

colleagues. Rather than simply replacing 

roles, this may lead to the redesign of jobs, 

allowing personnel to focus on activities that 

require human judgement, empathy, 

creativity, and leadership.  

 

We explored possible futures that could arise 

from how we respond. ‘No change’ would 

mean HR continues to try to outpace attrition 

with normal hiring practices. ‘Marginal 

change’ is starting to look for people who are 

the best for the position-meaning to bring 

non-sworn staff into skilled and leadership 

positions. ‘Adaptive change’ would mean 

integrating AI-enabled agents as part of the 

workforce. ‘Radical change’ would mean 

that AI is the leader, with a human-in-the-

loop.  
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Key Trend 1: Declining public trust in 

institutions 

 

i. Increased scrutiny through social 

media and real-time information 

sharing 

ii. High-profile incidents amplifying 

perceptions of misconduct and lack 

of accountability 

iii. Increased mistrust in younger 

generations  

iv. Law enforcement careers are less 

attractive (recruitment)  

v. Demand for transparency, ethical 

leadership, and community 

partnership models 

vi. Historical reminders, such as 

Auschwitz-Birkenau, highlight how 

institutions can lose legitimacy when 

authority is misused 

vii. Trust collapses when legality 

replaces legitimacy 

 

 

Trend Synopsis:  

 

Declining trust in public institutions is one 

of the most significant challenges 

confronting policing. Public confidence in 

policing is not only informed by the 

reduction or prevention of crime, but also by 

the legitimacy of the institution. Even as 

levels of trust vary considerably between 

countries3, policing is vulnerable to similar 

declines in trust and legitimacy, especially 

when faced with high-profile adverse 

incidents, social media scrutiny, and 

generational mistrust. These trends are more 

pronounced among younger generations, 

with reports highlighting Gen Z has the least 

confidence in police (World Values Survey, 

2024).  Although, international surveys and 

policing research indicate that public 

expectations of transparency, accountability, 

and procedural fairness have increased 

substantially over the past decade, making 

legitimacy an increasingly important 

leadership challenge.

 

 
3 Trust in police by Dutch people has risen 

from 68% in 2012 to 77% in 2023 (CBS, 

2024), but trust in US policing has been 

declining, down 7% across the past decade 

(Gallup, 2025). 

Future Prospective – Police leaders will likely face communities that are more skeptical, more digitally 

organized, and less likely to grant automatic legitimacy to authority. Research on procedural justice shows 

that the effectiveness of police depends upon if the public view of them as fair and accountable (Tyler & 

Huo, 2002; Sunshine & Tyler, 2003). Population diversification, immigration, and generational change will 

only intensify this issue. There will be varying expectations of police based upon lived experiences, culture, 

language, migration, and historical interactions with government (Murphy and Cherney 2012). 

  

Social media will intensify this challenge. Incidents involving police conduct can rapidly become global 

narratives, shaping public opinion before formal investigations conclude. Research from the Harvard 

Business Review has emphasized that institutional trust now depends heavily on transparency, 

responsiveness, and authentic communication in digital environments (Edelman & Abraham, 2021). 

Therefore, leaders will need stronger cultural competence, collaboration, and transparent decision making. 
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Key Trend 2: Erosion in global values 

and norms 

 

i. Polarization within communities 

leading to fragmented expectations 

of policing 

ii. Challenges to legitimacy of 

authority and rule of law 

o Rise in Global conflicts 

iii. Need for culturally competent, 

values-driven leadership that 

can operate in diverse 

environments 

 

Trend Synopsis:  

 

The erosion of shared values, rising 

polarization, global conflict, and challenges 

to rule of law are reshaping the environment 

in which police leaders operate. Values are 

no longer stable, or universally agreed upon, 

but are instead often contested. Moreover, 

political discourse has in some instances 

pressured police leaders to align with 

government narratives and agendas, often to 

the detriment of their legitimacy. This 

creates broken public expectations around 

safety, order, and accountability. 

 

 

Case Study 1: Kingdom of Denmark – 

Greenland 

 

In 2025, the Kingdom of Denmark including 

Greenland and the Faroe Islands, found itself 

in an increasingly complex situation. 

Greenland became even more strategically 

important due to its location in the Arctic, 

access to critical minerals, and growing 

geopolitical tensions. These tensions created 

an increased focus on Greenland, which put 

pressure on the relationship within the 

Kingdom and raised important questions 

around sovereignty, security, and cooperation. 

All of this created a complex leadership 

landscape — where national interests, 

alliances, and local perspectives had to be 

balanced in real time.” Deployed as a leader to 

Greenland at short notice, the task was to 

support the Greenland Police. Key leadership 

challenges quickly became critical: building 

trust in high-performing teams with very little 

time, operating in a new reality without 

established plans, and communicating in an 

environment where AI and reality itself were 

increasingly blurred. Some would call it 

adaptable coalition building.  

 

 

Case Study 2: United Arab Emirates – 

Iranian regional conflict 

 

The United Arab Emirates found itself at a 

high-stakes crossroads, grappling with the 

fallout of an unprecedented regional security 

crisis. Since the escalation of the Iranian 

missile and drone strikes that began in late 

February 2026, the UAE has maintained a 

posture of ironclad resilience, successfully 

protecting civilian infrastructure. Notable, 

policing in the UAE shifted from a 

traditional "service and safety" model to a 

high-intensity National Security Support 

role. Police leaders are managing a complex 

intersection of security and safety, digital 

warfare, and emergency logistics. The 

challenge for modern policing in 2026 is not 

just the enforcement of law, but the 

preservation of the nation's psychological 

resilience in the face of constant digital and 

physical threats. 
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Key Trend 3: Increasing pace of change 

 

i. Rapid technological advancement 

(AI, surveillance tools, data 

analytics) 

o AI being used for decision making 

ii. Evolving nature of crime 

(cybercrime, transnational threats) 

o Need to close the knowledge gap of 

digital proficiency in leadership 

iii. Requirement for agile leadership that 

can adapt quickly and foster 

innovation 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Trend Synopsis:  
 

The rapid pace of change across 

political, ethical, technological, and 

criminal domains is radically 

reshaping police leadership. 

Technological advancement, 

particularly in AI and data analytics, 

is outpacing traditional leadership 

development models, while 

reshaping organizational decision 

making. The evolving nature of 

crime, including cybercrime and 

transnational threats, demands a new 

form of expertise and technological 

literacy. The EY puts the global 

annual price of cybercrime at €5.5 

trillion (Politico, 2026). Therefore, 

future police leadership will require 

adaptability, continuous learning, 

and the ability to integrate diverse 

expertise into decision-making 

processes. Ultimately, a necessary 

skill of police leaders in the future 

will be their capability to balance 

stability with innovation.

Future Prospective – Geopolitical instability, polarization, misinformation, and democratic backsliding 

will create a more contested moral environment for policing. The World Economic Forum identifies 

geoeconomic confrontation, misinformation/disinformation, and societal polarization among the leading 

short-term global risks (World Economic Forum, 2026).  

  

For police leaders, this means neutrality, ethics, and rule-of-law commitments will be tested more often. 

Protests, immigration enforcement, hate crimes, extremism, cyber-enabled foreign interference, and 

conflicts abroad may produce local policing consequences. Leaders will need diplomatic skill, ethical 

courage, and the ability to maintain public order without appearing politically captured. 
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Key Trend 4: Expanding role of 

technology in policing 

 

i. Integration of AI, predictive 

policing, and digital evidence 

systems 

o AI replacing leaders and skilled 

workers  

o Leading non-traditional workforces 

that include sworn officers, civilian 

staff, and technology (e.g., AI, Chat 

Bots, etc.) 

ii. Ethical concerns around privacy, 

bias, and surveillance 

iii. Need for leaders who can balance 

innovation with accountability and 

community trust 

 

 

 

Trend Synopsis:  

 

The adoption of technology has become an 

integral part of policing operations, from 

predictive analytics and surveillance to 

digital evidence management. Today’s 

leaders must ensure these technologies are 

implemented in ways that align with 

organizational values and ethics. Looking to 

the future, AI is likely to support an 

increasing range of leadership functions, 

providing insights and informing decisions 

rather than replacing human judgement. As 

AI becomes more embedded in 

organizational decision-making, leaders will 

need to balance technological capability 

with accountability, ethics, and public trust.

Future Prospective – The pace of change will require police leaders to become adaptive strategists 

rather than command-and-control managers. Research conducted by the RAND Corporation, a globally 

recognized policy research and strategic analysis organization, has emphasized that policing must 

prepare for uncertain futures shaped by technological disruption, social change, resource constraints, 

and evolving forms of crime (Silberglitt et al., 2015).   

 

Youth activity will be a major factor. Younger populations are more digitally networked, more likely to 

organize through online platforms, and more exposed to misinformation, cybercrime, online 

exploitation, and radicalization pathways. Education systems will also shape the future workforce: if 

literacy, civic education, digital reasoning, and conflict-resolution skills weaken, police may inherit 

more social problems downstream. 
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Key Trend 5: Increasing pressures on 

human resources 

 

i. Attrition is outpacing recruitment  

o Can non-sworn staff lead police 

ii. Rank, or promotion, is often attributed to 

leadership 

o Need for leadership development and 

training 

o What qualities do leaders need 

before leaderships roles to be 

effective leaders of the future 

iii. There is an increased demand for 

investment in employee wellbeing  

o Rise in employee, and leadership, 

burnout and law enforcement suicide 

o Acceptance of AI for mental health 

and wellbeing  

 

 

 

 

 

 

 

 

Trend Synopsis:  

 

Human resource pressures are now 

profoundly impacting the operations of 

policing agencies. Attrition is outpacing 

recruitment, leadership pipelines are 

thinning, and wellbeing challenges such as 

burnout and suicide are rising. In response, 

organizations are expanding wellbeing 

strategies beyond traditional support 

services to include proactive, systemic 

interventions such as resilience training, 

workload management, and cultural change 

initiatives that normalize mental health 

support. Leadership across law enforcement 

has historically been closely tied to rank and 

promotion, often equating positional 

authority with leadership capability. 

However, future leaders must be developed 

earlier, supported more deliberately and 

complemented by non‑sworn specialists and 

AI‑enabled capabilities.  

 

 

 

 

Future Prospective – Artificial intelligence, digital evidence, predictive analytics, facial recognition, 

drones, cyber tools, and automated decision-support systems will reshape police work. The leadership 

challenge will be governance, not just adoption. AI can improve analysis and resource allocation, but it 

also creates risks involving bias, privacy, explainability, accountability, and public consent. 

 

Europol warned that artificial intelligence is simultaneously empowering organized crime through 

sophisticated fraud schemes, cyberattacks, deepfakes, and synthetic identity manipulation (Europol, 

2025). Criminal organizations are increasingly adapting emerging technologies faster than public 

institutions. The Harvard Business Review has similarly argued that leaders across sectors must become 

“technology translators” capable of bridging technical expertise with ethical and organizational 

decision-making (Iansiti & Lakhani, 2020). Future police leaders will therefore need digital fluency, 

ethical technology governance, cyber partnerships, and the ability to explain technology decisions to 

courts, communities, elected officials, and officers. 
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Future Prospective – Recruitment, retention, training, and wellbeing will become strategic leadership 

issues rather than administrative functions. Police Executive Research Forum (PERF) found that U.S. 

sworn staffing improved slightly in 2025 but remained below 2020 levels, showing that the workforce 

crisis is not fully resolved (PERF, 2025).   International Association Chiefs of Police (IACP) continues 

to identify recruitment, retention, and workforce development as core challenges for police agencies.   

 

Aging populations and tighter labor markets will increase competition for talent. Younger workers may 

expect purpose, wellbeing, flexibility, psychological safety, inclusive leadership, and modern 

technology. Police organizations that fail to invest in leadership development, wellness, coaching, and 

individualized training will struggle to compete. 
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Radical Transparency: Shifting from "Need to Know" to "Duty to Show" 

The collision of Trend 1 (Declining Trust) and Trend 3 (Pace of Change) necessitates a leader who 

views transparency not as a risk, but as a primary currency. 

• The "Glass Agency" Model: Future leaders must proactively share information, data, and 

decision-making processes to strengthen legitimacy and public confidence. 

• Legitimacy vs. Legality: Actions may be lawful yet still erode public trust. Leaders must be 

willing to acknowledge when decisions meet policy requirements but fall short of community 

expectations. 

 

Algorithmic Stewardship: Governing the "Digital Officer" 

Trends 3 and 4 highlight a shift where AI is not just a tool, but a decision-maker. This creates a 

new leadership imperative. 

• Technological Fluency: Leaders need sufficient understanding of emerging technologies to 

oversee their use, identify risks, and explain decisions influenced by algorithms.  

• The AI "Board Member": Much like the private sector, law enforcement leaders will soon 

manage "hybrid teams" of humans and autonomous agents. The leader’s role is to ensure that 

AI serves the mission of public safety rather than mere operational efficiency. 

 

The Human-Centric Command: Internal Wellness as External Strategy 

Trend 5 (HR Investments) is a reminder that our people are the "engine room" of the organization. 

If the internal culture is toxic, the external community interaction will be as well. 

• Wellness as Performance: Future leaders must treat officer mental health with the same rigor 

as tactical training. Burnout and suicide are no longer "personal issues" but organizational 

failures. 

• Leading Non-Sworn Professionals: The traditional idea of the "thin blue line" is changing. 

Modern policing relies on a mix of sworn officers, analysts, data specialists, mental health 

professionals, and community partners. Leading this kind of workforce means moving away 

from the idea that rank alone equals leadership, it is expertise, not insignia, that will ultimately 

guide decision-making and shape how teams operate. 

 

Cultural Diplomacy in a Polarized World 

Trend 2 (Erosion of Norms) creates an environment where a leader is constantly caught between 

fragmented community expectations. 

• The Ethical Bridge-Builder: Leaders must be politically aware but institutionally impartial, 

capable of navigating diverse community expectations while maintaining legitimacy and 

public trust. In increasingly polarized environments, leaders must balance legal authority with 

ethical responsibility, demonstrating the moral courage to challenge harmful practices and 

resist the gradual erosion of democratic values and professional standards. 

• Agile Ethics: As technology and society evolve faster than regulation, leaders must rely on 

ethical principles and professional judgement to guide decision-making.
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V. What Will Define Future 

Leaders?  
 

From scans and reflections, the role of 

police leadership is in a continuous state of 

rapid transformation driven by technological 

disruption, increasing public expectations 

and scrutiny, and a multifaceted public 

safety environment. Therefore, when 

looking at what the leaders of tomorrow will 

need, it is clear that leadership is not just a 

single trait, or a single rank, that a person 

might hold. It is a combination of individual 

qualities, behaviors, and skills that show up 

consistently in individuals. 

 

Led by the desire to complete the sentence 

“Leaders must/should ____.” the IALG 

suggests the following conceptual 

framework for the leadership qualities 

needed in policing in the future. These can 

be categorized into four interconnected 

domains that will define leadership in the 

next era of policing. These domains reflect 

both the qualities leaders must possess and 

the responsibilities they must fulfil within 

increasingly complex policing 

environments: 

1) Values-Based and Ethical 

Leadership  

2) Global Cooperation and Police-Led 

Diplomacy  

3) Community-Centric Leadership 

Enabled by Technology  

4) People-Focused Leadership 

Development and Wellbeing  

 

Together, these domains provide a practical 

framework for understanding the leadership 

capabilities required to maintain legitimacy, 

build trust, navigate complexity, and sustain 

organizational effectiveness in the future. 

They are not optional enhancements but 

foundational requirements for future-ready 

policing. 

 
 

Case Study 3: Health and Wellbeing / 

Adaptability  

 

On a summer evening in December 2025, 

Bondi Beach—synonymous with openness 

and celebration—was shattered by a terrorist 

attack. Fourteen lives were lost when 

violence targeted the Jewish community 

during a cultural event, against a backdrop 

of global political tension. Fear spread 

instantly, and policing moved into the harsh 

spotlight that follows when religion, 

geopolitics, and public safety collide. Very 

quickly three key leadership values were at 

the forefront of the event.  

 

Integrity 

Honest communication, proportional use of 

powers, and consistency between stated 

values and actions are essential to sustaining 

legitimacy during and after the crisis. 

 

Calmness under pressure 

Visible composure reassures the public, 

steadies the workforce, and signals control 

at moments when panic or overreaction can 

quickly escalate harm. 

 

Stewardship of the workforce 

Prioritizing the wellbeing, safety, and moral 

resilience of police members recognizes that 

sustainable policing depends on leaders who 

look after their people during and after 

crisis. 
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VALUES-BASED AND ETHICAL 

LEADERSHIP 

 

Policing relies on public trust, 

accountability, and adherence to the rule of 

law. Future leaders must translate ethical 

principles into everyday decisions, 

organizational culture, and operational 

practice while demonstrating the 

adaptability, transparency, and people-

focused leadership needed to sustain 

legitimacy in a changing environment. 

 

 

GLOBAL COOPERATION AND POLICE 

LED DIPLOMACY 

 

Diplomacy is no longer limited to formal 

international relations; it now includes 

community legitimacy, coalition building, 

crisis communication, and global 

cooperation against evolving threats. Future 

diplomacy will demand leaders who can 

operate across geopolitics, technology, 

culture, economics, and public trust all at the 

same time. Some of the qualities necessary 

will include: 
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COMMUNITY-CENTRIC LEADERSHIP 

ENABLED BY TECHNOLOGY 

 

As organizations confront accelerating 

technological change, AI, workforce 

transformations, and shifting public 

expectations, leaders must move beyond 

their traditional command and control 

structures toward structures that prioritize 

learning, collaboration, and resilience. 

 

 

 
 

 

 

 

 

PEOPLE-FOCUSED LEADERSHIP 

DEVELOPMENT AND WELLBEING 

 

Leadership does not exist without those 

being led. The ability to bring others along 

towards a shared vision, develop them, and 

deliver outcomes remains evergreen. A 

people first approach to police leadership is 

not just fad, it is critical for sustainable 

leadership in the future. Ultimately, leaders 

will be judged not only by what they deliver, 

but by what they enable others to become. 

There are multiple qualities within the 

‘People’ domain to consider. 
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The qualities highlighted in the four 

domains must be tailored to account for the 

individual operating context of each 

organization, considering the unique culture 

and the challenges each organization faces. 

Notwithstanding the uniqueness of each 

organization, a review of the individual 

qualities shows consistent key words across 

the domains, such as adaptive, collaborative, 

visionary, communication, emotional 

intelligence, and integrity. Collectively, 

these four domains suggest that future police 

leadership will be defined less by rank or 

technical expertise alone and more by a 

leader's ability to uphold ethical legitimacy, 

build partnerships across diverse 

environments, integrate technology 

responsibly, and develop people and 

organizations capable of adapting to change. 

 

VI. How Do We Get There? 
 
To achieve sustainable leadership in the 

future, the leaders of today need to ensure 

that there are organizational structures that 

support those individual leadership qualities. 

Recognizing that policing organizations 

differ in size, maturity, governance 

arrangements, and operating environments, 

these recommendations are not intended as a 

one-size-fits-all solution. Rather, they are 

offered as a set of ideas and practical 

considerations that organizations can adapt 

to their own needs and contexts. To that end 

we have come up with four main 

recommendations on what organizations 

need to put in place.  

 

 

 

 

 

 

 

THE ETHICAL CORE: ESTABLISHING 

LEGITIMACY 

 

 

Goal: To bridge the gap between "legal 

authority" and "public legitimacy." 

 

 

• Appoint a Chief Values Officer 

(CVO): Establish a dedicated executive 

role to champion the integration of 

organizational values and ethics across 

the agency. Success depends on visible 

commitment from the executive 

leadership team, who must collectively 

model and reinforce the desired culture. 

The CVO's role is not to own ethics on 

behalf of the organization, but to 

support, coordinate, and embed values 

through governance, training, 

performance systems, and everyday 

practice. 

• Refresh and reaffirm the organization’s 

core values so they genuinely guide 

leadership behavior, decision‑making, 

and community expectations. 

• Legitimacy Metrics: Use data-driven 

tools to measure "value strength" and 

public trust as core performance 

indicators. 

• Algorithmic Accountability 

Committees: Multidisciplinary boards to 

audit AI for bias and ensure "Black Box" 

decisions align with human ethics. 

• Monitor normative drift over time: 

Establish mechanisms to assess long-

term trends in organizational culture, 

ethical decision-making, trust, and 

legitimacy. Leadership systems should 

identify gradual erosion of standards 

before they become embedded in 

organizational practice. 
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THE ADAPTIVE WORKFORCE: THE 

"SYSTEM ARCHITECT" & DUAL-

STREAM DEVELOPMENT 

 

 

Goal: To transition from tactical managers 

to designers of public safety ecosystems. 

 

 

• Create a clear leadership competency 

framework that outlines the qualities 

expected at different levels and in 

different roles.  

o Use this framework to assess, select, 

and promote leaders ensuring 

leadership capability and not just 

tenure, drives progression. 

o Move beyond traditional 

command‑and‑control by developing 

leaders who can build trust, make 

principled decisions, and work 

collaboratively across teams and 

sectors. Prepare leaders to act as 

system architects shaping long‑term 

public safety outcomes, not just 

managing daily operations 

o Use AI-based 360-degree 

monitoring to identify these 

individuals. AI-enabled analysis can 

assist by identifying patterns, 

highlighting potential biases, and 

surfacing development opportunities. 

Selection, promotion, and succession 

decisions should however remain the 

responsibility of accountable human 

leaders operating within transparent 

governance processes. 

o Use AI to identify individuals’ 

leadership gaps and build individual 

training plans through AI chatbots. 

o Build individual development 

profiles to support tailored growth 

and coaching. 

o Identify talent early and invest in 

structured development before 

people step into leadership roles. 

o Strengthen leaders’ ability to operate 

adaptively in complex environments, 

working with diverse partners and 

navigating social and organizational 

dynamics. 

o Promote a human‑centred approach 

to leadership, where wellbeing, 

inclusion, and meaningful 

engagement are core responsibilities. 

o Prioritize emotional intelligence in 

recruitment, training, and promotion 

ensuring leaders demonstrate 

self‑awareness, empathy, and strong 

interpersonal skills. 

o We discuss a possible GAIT 

framework in a later section. 

 

• Design career pathways suitable for the 

future world: 

o Generalist Stream: Mandatory 

rotations across functions (Patrol, 

Technology, Community) to build 

"System Architects" with broad 

perspectives. 

o Specialist Stream: Deep-domain 

rotations within specific fields 

(Cyber, Forensics) to build a 

"technical bench" of elite subject-

matter experts. 

o Porous Talent Entry: Lateral entry 

points for mid/senior private sector 

experts to join multidisciplinary 

leadership teams. 
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THE INNOVATION ENGINE: TECH 

SOVEREIGNTY & HUMAN WELLNESS 

 

 

Goal: To compete for talent and protect the 

workforce through technology. 

 

 

• Create a semi-autonomous tech agency 

to offer flexible employment and 

competitive pay for "tech-savvy 

youngsters," bypassing civil service 

rigidity. 

o Recruit and retain tech‑skilled 

individuals and create pathways for 

them to become future leaders. 

 

• Prioritize innovation to stay ahead of 

emerging threats and opportunities. 

o Set up an Innovation Command: A 

structured unit accountable for 

staying ahead of transnational 

threats and integrating AI into 

operations. 

 

• Identify potential “system architect” 

leaders early, potentially using 

AI‑supported assessment tools. 

 

• AI for Wellness & Mental 

Health: Leverage Wellness AI Apps and 

Chatbots as anonymous, low-friction 

first points of contact for mental health 

support. Leaders must normalize the 

acceptance of AI for health to reduce 

stigma and prevent burnout/suicide. 

 

• Digital Leadership Grooming: Ensure 

leadership development includes 

exposure to advanced technologies and 

their implications. Have mandatory 

"Advanced Tech & Development" 

modules in all leadership courses. 

 

 

THE GLOBAL NETWORK: 

DIPLOMATIC SOVEREIGNTY & 

CITIZEN ENGAGEMENT 

 

Goal: To insulate international safety from 

geopolitics and engage a global public. 

 

 

• Encourage leaders to build networks 

across borders, recognizing that many 

threats and opportunities now operate 

globally. Actively encourage and send 

leaders at various levels to participate in 

international taskforces and partnerships 

focused on shared challenges. 

• Systematic Police Diplomacy: Formal 

training in diplomatic skills and 

international relations to prepare leaders 

for global think-tanks and joint training 

programs. 

• The Multilateral Treaty 

Strategy: Advocate for global 

enforcement standards (modelled after 

UN Narcotic Conventions) to ensure 

cybercrime justice remains unaffected by 

strained political relations. 

• The Global Information 

Interface: Develop a Police-Owned 

Global AI Chatbot/Interface that allows 

for standardized information sharing and 

engagement with civilians on a global 

scale. 

 

Implementing this framework will help 

create future-ready organizations that are 

necessary for sustainable leadership, as the 

leaders of tomorrow will no longer be just a 

manager of people, but rather architects of 

systems. 

 

To assist organizations in translating these 

recommendations into practice, Appendix B 

provides a Leadership Assessment Checklist 

that can be used to evaluate current 

leadership capability against the future 
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leadership qualities identified in this report. 

Appendix C provides an Implementation 

Action Checklist to support organizational 

planning, prioritization, and progress 

monitoring. 

 

 

Case Study 4: Latin America (Europol) 

In an era where serious and organized crime, 

along with terrorism, transcends borders and 

leverages global networks and digital 

platforms, international cooperation has 

never been more critical. Transnational 

criminal organizations, fueled by rapid 

technological advancements and hybrid 

threats, generate trillions of dollars annually, 

underscoring the urgent need for real-time 

information sharing and global law 

enforcement collaboration. Europol has 

demonstrated the power of targeted 

taskforces and international partnerships in 

dismantling high-risk criminal networks 

worldwide. This work requires frequent 

deployments to hostile environments in third 

countries, where building trust, agreeing on 

common objectives, and fostering proactive 

cooperation are challenging yet paramount.  

 

To navigate these complex landscapes, 

modern police leaders must possess a 

strategic vision and global mindset, 

embracing digital transformation and data-

driven approaches. Diplomacy skills are 

essential for negotiating international 

partnerships and multi-agency networks, 

while upholding ethical standards and 

human rights remain non-negotiable. 

Innovation and adaptability are key to 

staying ahead of evolving criminal tactics 

and ensuring organizational learning. 

Together, we can send a unified message to 

criminals across the globe: nobody is 

untouchable. 

 

 

VII. Navigating the Future: A 

Roadmap for Sustainable 

Police Leadership 
 

The historical management adage is to “put 

the right person in the right spot.” Some 

would go further and say the ‘right person’ 

in the ‘right place’ at the ‘right time.’ 

Organizations have the very important, 

albeit challenging, task of ensuring that they 

are identifying and cultivating their future 

leaders. For policing organizations this is 

not a skillset that falls within their core 

competence, to protect and serve, but it is 

indeed necessary to ensure not only the 

future of policing leadership but the quality 

of police’s ability to protect and serve in 

what is sure to be a complex future. 

 

Throughout the IALG process, and detailed 

within this report, there are three critical 

dimensions discussed that impact 

sustainable police leadership: 

 

1) Why leadership must evolve – the 

global trends reshaping policing; 

2) Who future leaders must become – 

the leadership qualities required to 

operate in this environment; and 

3) How organizations must respond – 

the structural, cultural, technological, 

and developmental changes 

necessary to support future leaders. 

 

THE GAIT FRAMEWORK 

 

To operationalize these findings, the IALG 

has put together the GAIT Framework, a 

leadership development and succession 

framework designed to cultivate adaptive, 

ethical, technologically capable, and people-

centred police leaders. The framework 

recognizes that leadership development is 

not a one-time event or a promotion 



 

 
 

 

 

26 

outcome, but rather a continuous 

organizational responsibility that must 

evolve alongside changing societal 

expectations, technological advances, and 

operational demands. 

 

Leadership development alone cannot 

address the challenges identified throughout 

this report. The lessons drawn from past 

failures demonstrate that leadership 

effectiveness depends not only on the 

qualities of individual leaders, but also on 

the governance systems, accountability 

mechanisms, organizational culture, and 

institutional safeguards within which leaders 

operate. The GAIT Framework is therefore 

intended to support the development of 

individual leaders within a broader system. 

It is not a substitute for ethical governance, 

institutional oversight, or organizational 

accountability. Rather, it provides a 

structured mechanism for helping 

organizations identify, develop, and prepare 

leaders capable of operating effectively 

within those systems. 

 

The GAIT Framework consists of four 

integrated stages: 

 

G – Gauge: Establish a comprehensive 

baseline of a leader's current strengths, 

behaviours, values, and development needs. 

 

A – Assess: Evaluate future leadership 

readiness, potential, and capability 

requirements against emerging 

organizational challenges. 

 

I – Individualise: Create tailored 

development pathways aligned to 

organizational priorities, career aspirations, 

and individual growth opportunities. 

 

T – Transform: Apply learning through 

experience, coaching, mentoring, and 

leadership opportunities to achieve 

measurable growth and impact. 

 

The framework is designed to support 

leaders throughout their careers, providing 

organizations with a structured approach to 

identifying potential, developing capability, 

and strengthening succession pipelines. 

Rather than relying solely on standardized 

leadership courses delivered at fixed career 

milestones, GAIT promotes a continuous 

cycle of assessment, development, 

application, and growth. 

 

Gauge 

 

The first stage, Gauge, focuses on 

developing a comprehensive understanding 

of the individual leader. Building upon 

traditional assessment practices such as 

performance reviews, interviews, and 360-

degree feedback, this stage incorporates a 

broader examination of leadership attributes 

including values and ethics, emotional 

intelligence, wellbeing and resilience, 

adaptability, strategic thinking, leadership 

behaviours, and technological literacy. 

The objective is to establish a clear 

leadership profile that identifies strengths, 

development opportunities, and alignment 

with organizational values. By creating this 

baseline early and revisiting it throughout a 

leader's career, organizations can better 

understand how leadership capabilities 

evolve over time and intervene before 

critical gaps emerge. 

 

Assess 

 

The Assess stage moves beyond current 

performance to examine future leadership 

readiness. Future policing environments will 

require leaders capable of navigating 

complexity, leading innovation, managing 

change, exercising ethical judgement, 



 

 
 

 

 

27 

building partnerships, and maintaining 

public trust under increasing scrutiny. 

This stage evaluates a leader's preparedness 

for future responsibilities through 

assessment of decision-making under 

pressure, innovation capability, people 

leadership, influence and diplomacy, ethical 

decision-making, strategic thinking, and 

leadership potential. The objective is not 

simply to identify high performers, but to 

understand which experiences, capabilities, 

and supports will best prepare individuals 

for future leadership roles. 

 

Individualise 

 

Recognizing that leadership development is 

not one-size-fits-all, the Individualise stage 

creates personalized development pathways 

tailored to each leader's strengths, 

aspirations, and developmental needs. 

Development activities may include targeted 

coaching, mentoring, stretch assignments, 

cross-functional experiences, formal 

education, leadership programs, wellbeing 

initiatives, and international exposure 

opportunities. By aligning development 

activities to both organizational priorities 

and individual needs, agencies can 

accelerate leadership growth while 

strengthening succession planning and 

workforce sustainability. 

 

Transform 

 

The Transform stage focuses on applying 

learning and demonstrating growth through 

practical leadership experiences. Leadership 

capability is ultimately developed through 

application rather than instruction alone. 

Organizations provide opportunities for 

leaders to undertake strategic projects, lead 

organizational initiatives, participate in 

innovation programs, engage with 

communities, and contribute to cross-

jurisdictional or international partnerships. 

Through these experiences, leaders build 

confidence, expand capability, and translate 

learning into measurable organizational 

impact. 

 

Applying the Framework Across a Career 

 

Appendix D provides the GAIT Framework 

and can be applied throughout an 

employee's career to ensure leadership 

development remains relevant to changing 

responsibilities and organizational needs. 
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AI and Data as Enablers 

Artificial intelligence and advanced data 

analytics increasingly have the potential to 

support leadership assessment and 

development. Within the GAIT Framework, 

AI functions as an enabling capability rather 

than a decision-maker. 

AI-supported systems may assist 

organizations by synthesizing assessment 

data, identifying strengths and development 

opportunities, supporting succession 

planning, recommending learning pathways, 

and highlighting workforce trends that may 

otherwise go unnoticed. These capabilities 

can help organizations make more informed 

decisions while providing leaders with 

personalized development insights. 

Importantly, AI must operate under human 

oversight and organizational governance. 

Leadership selection, promotion decisions, 

and developmental outcomes remain the 

responsibility of leaders, supervisors, and 

organizations. AI should inform decision-

making, not replace human judgement. To 

maintain legitimacy, fairness, and public 

trust, organizations should establish 

appropriate governance mechanisms, 

transparency measures, and accountability 

structures for all AI-supported leadership 

systems. 

Building the Future Leadership Pipeline 

The future of policing will require 

leadership systems that deliberately identify, 

develop, and support leaders throughout 

their careers. The purpose of the GAIT 

Framework is to create a sustainable 

leadership ecosystem that strengthens 

leadership capability, supports succession 

planning, and prepares future leaders to 

navigate increasingly complex operational, 

ethical, technological, and societal 

environments. 

By combining continuous assessment, 

personalized development, practical 

experience, and responsible use of 

technology, the framework shifts leadership 

development from a periodic training 

activity to an ongoing organizational 

commitment. In doing so, it helps ensure 

that future policing organizations are led by 

individuals who are values-anchored, 

adaptable, people-focused, and prepared to 

meet the challenges of the next era. 
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VIII. What can prevent us 

from getting there?  
 

Implementing a framework for a future-

ready police organization, particularly one 

that integrates porous organizational 

boundaries, dual career tracks, and advanced 

technology, presents several blind spots and 

risks. These blind spots and risks represent 

structural and cultural hurdles that must be 

managed.  

 

A central risk is what can be described as 

“cultural rejection.” Introducing mid- to 

senior-level leaders from outside policing, 

alongside AI-enabled performance and 

promotion systems, challenges deeply 

embedded norms within rank driven law 

enforcement environments. These changes 

may be perceived as undermining 

institutional identity and professional 

legitimacy, triggering resistance from 

within. Without structured integration 

mechanisms, these reforms risk eroding trust 

rather than strengthening it. To mitigate this, 

implementation must include robust change 

management strategies, including formal 

acculturation pathways for lateral hires and 

clearly defined human oversight 

mechanisms for AI-supported decision-

making to preserve a human centric 

leadership norm. 
 

A second blind spot lies in the tension 

inherent in establishing dual career 

pathways. While the distinction between 

generalist leadership roles and specialist 

technical expertise reflects modern 

organizational needs, it risks reinforcing 

traditional hierarchies where command track 

roles retain disproportionate status and 

advancement opportunities. This creates a 

structural disincentive for high performing 

technical talent, particularly in areas such as 

data science and digital forensics, where 

external markets offer clearer progression 

and recognition. Without explicit parity in 

rank, compensation, and influence, the 

specialist track may fail to attract or retain 

the expertise required to support 

technological transformation. Addressing 

this requires institutionalizing equivalency 

between streams, ensuring that technical 

leaders can achieve senior organizational 

standing without abandoning their domain 

expertise. 
 

Additionally, the creation of dedicated 

innovation units, such as an Innovation 

Command or standalone technology entity, 

introduces the risk of organizational 

fragmentation. While these structures are 

designed to accelerate modernization, they 

can inadvertently produce a divide between 

“elite” innovation personnel and frontline 

officers. This separation risks reinforcing 

perceptions that technological advancement 

is disconnected from operational realities, 

particularly in areas already experiencing 

high levels of burnout and resource strain. 

To counter this, implementation must embed 

continuous “field-to-lab” feedback 

mechanisms, ensuring that frontline 

personnel are actively involved in the 

design, testing, and refinement of new tools 

and processes. Such integration is essential 

to maintaining operational relevance and 

organizational cohesion. 
 

Finally, the pursuit of radical transparency 

as a mechanism for enhancing legitimacy 

introduces a paradox. While increased 

openness and accountability are critical to 

maintaining public trust, excessive exposure 

to scrutiny can produce risk averse behavior 

among leaders. This phenomenon, where 

decision making becomes constrained by 

fear of reputational damage, can stifle 

innovation and impede adaptive leadership. 

Without safeguards, transparency may lead 

to performative compliance rather than 

meaningful progress. To address this, 
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organizations must embed principles of 

psychological safety, allowing for controlled 

experimentation and “safe failure” within 

non-critical environments. This enables 

leaders to innovate responsibly while 

maintaining accountability. 
 

These risks highlight that leadership 

transformation is not only about new 

structures or technologies — it is about 

reshaping behaviors, expectations, and 

organizational identity. It requires a 

fundamental shift in organizational culture, 

including how authority is perceived, how 

expertise is valued, and how risk is 

managed. 

 

 

 

 

IX. Recommended Actions for 

Police Leaders 
 

The findings of this report highlight that the 

future of policing will be shaped not only by 

emerging challenges, but by the leadership 

and leadership systems organizations build 

in response to them. While the leadership 

qualities required for the future are 

increasingly clear, the enduring challenge 

remains implementation. Police 

organizations must therefore move beyond 

identifying leadership requirements and take 

deliberate action to embed them into 

organizational culture, workforce strategies, 

leadership development systems, and 

governance frameworks. 

 

Drawing on the key themes explored 

throughout this report, the IALG has 

identified five priority actions that 

organizations can take to strengthen 

sustainable leadership capability. Together, 

these actions provide a practical roadmap for 

developing leaders who are values-

anchored, adaptable, technologically 

capable, globally connected, and equipped 

to navigate the complexities of modern 

policing. 

 

The recommended actions are summarized 

on the following page. 
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X. Conclusion 
 
The future of policing will not be shaped by 

technology alone, nor by changing threats or 

community expectations. It will be shaped 

by the quality of leadership that 

organizations cultivate today. The challenge 

is no longer understanding what effective 

future leadership looks like. The challenge is 

building leadership systems that consistently 

identify, develop, support, and sustain those 

leaders across generations. Organizations 

that invest in this responsibility now will be 

best positioned to maintain legitimacy, adapt 

to change, and serve their communities with 

confidence in the decades ahead. 

 

To support implementation, practical 

assessment and action-planning tools have 

been included in the appendices to help 

organizations adapt the report's 

recommendations to their own leadership 

context and priorities. 

 

The future of policing will require leaders 

who can balance legitimacy and innovation, 

stability and adaptation, local accountability 

and global cooperation. While the specific 

challenges facing agencies will differ across 

jurisdictions, the need for deliberate 

leadership development, ethical governance, 

and organizational resilience is universal. 

The recommendations contained in this 

report are intended not as a prescription, but 

as a catalyst for continued reflection and 

action as policing prepares for the next era.
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XI.  Appendices  
 

LITERATURE REVIEW OF PAST IALG PAPERS 
 

Pearls IALG 2015 places innovation at the 

center of strategic policing debates, 

explicitly citing Kao’s definition of 

innovation as “the ability of individuals, 

companies and entire nations to 

continuously create their desired future.” 

The report frames innovation as a strategic 

necessity for future policing, particularly in 

the light of technological acceleration and 

evolving security threats. 

 

This emphasis is sustained in later Pearls 

IALG reports. Pearls IALG 2019 discusses 

the growing complexity created by 

technological innovation, digitalization, and 

rising societal expectations of transparency 

and accountability. Pearls IALG 2023 

similarly identifies innovation and 

technology as central enablers of effective 

policing, while explicitly warning that 

legitimacy and ethical application remain 

indispensable. 

 

From a leadership, psychological, and 

organizational perspective, however, this 

innovation-centric framing raises a 

fundamental analytical issue. Innovation, as 

conceptualized by Kao (2007), is inherently 

expansive and future oriented. It privileges 

creativity, speed, and transformation, while 

remaining largely silent on questions of 

restraint, legitimacy, and institutional 

memory. Furthermore, leadership research 

consistently emphasizes that legitimacy, 

ethical orientation, and cultural alignment 

emerge through cumulative, long-term 

processes rather than discrete innovation 

cycles (Kotter, 1996). 

 

This temporal asymmetry is critical. 

Innovation processes tend to operate on 

short to medium time horizons, shaped by 

technological cycles, political expectations, 

and performance indicators. Leadership 

durability, however, depends on the slow 

consolidation of norms, shared meanings, 

and trust relationships. Pearls IALG 

repeatedly identify trust and legitimacy as 

foundational conditions for effective 

policing, yet the tension between rapid 

innovation and slow normative 

consolidation remains largely implicit and 

not explored. 

 

Without explicit mechanisms of governance 

and self-limitation, technical or 

organizational innovation risks undermining 

the very foundations it seeks to strengthen. 

The challenge for leadership is therefore not 

to promote innovation per se, but to govern 

its pace, scope, and normative implications 

over time. 

 

Adaptability and flexibility are recurring 

leadership themes across Pearls IALG 

reports. Pearls IALG 2016 explicitly argues 

that police organizations must combine 

“high flexibility in tactics” with “a high 

degree of stability on core values.” This 

formulation captures the central tension 

between responsiveness to criminal 

activities, society, and on the other hand 

normative continuity. 

 

Pearls IALG 2018 reinforces this concern by 

noting that trust is “hard won and easily 

lost” in times of rapid change. Together, 

these observations imply that leadership 

change operates on a slower temporal 
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horizon than tactical or technological 

adaptation. 

 

These insights align with broader leadership 

literature emphasizing adaptive capacity in 

volatile environments (Heifetz, Grashow & 

Linksky 2009). However, organizational and 

policing research cautions that adaptability 

is constrained by the temporal dynamics of 

professional socialization. Said in other 

words, police organizations are 

characterized by long training pipelines, 

strong identities, culture, and 

intergenerational transmission of norms. 

 

Empirical studies suggest that meaningful 

cultural and ethical change in policing 

unfolds over decades rather than electoral or 

managerial cycles (Skogan, 2006; Reiner, 

2010). Therefore, when leadership 

philosophies are repeatedly redefined or 

rebranded within short timeframes, they risk 

becoming rather symbolic than operative. 

The challenge is not a lack of leadership 

ideas, but the ability to embed them over 

time. Constantly introducing new leadership 

concepts may create ambiguity and 

cynicism, making sustained implementation 

more difficult. 

 

Several Pearls IALG discussions implicitly 

acknowledge the conservative nature of 

police culture. Pearls IALG 2016 highlights 

the persistence of professional norms and 

routines, noting the difficulty of 

implementing deep cultural change under 

external pressure. Pearls IALG 2018 

similarly refers to the enduring character of 

police culture and the importance of 

continuity for organizational cohesion. 

Policing organizations need to quickly adapt 

to changing environments in society to be 

approachable first responders but also need 

to stay robust entities to be able to be the last 

men standing in a chaotic society. 
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