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ABSTRACT 

This paper outlines the concept of a program of research into decision
making processes in local police dej,:artments for the purpose of improving the 
understanding of these processes and developing ways of optimizing police 
decisions. This research program will produce the following: 

1. Descriptions in narrative, modeling and simulation form of how 
police decisions at all levels of the organization are made, what inputs are 
used,the relationships among decisions and among diffzrent decision levels 
in the organization, and the outcomes of,decisions. 

2. ·A description in narrative, modeling and simulation form of how 
various organization structures and management styles affect decision-making 
in police orgat'dzationsD 

3. Programs applicable to different categorical types of decisions 
at all levels of the police department which will permit police decision 
makers to optimize their decisions within the constraints imposed by the 
decision-maki.ng enviroD.I!lent. 

To develop these products, the plan proposes in-depth research in three 
different types of police organizations; one very traditional/military, one 
very non-tr.aditiona1/democratic and the third somewhere in-between. These 
departments will be selected using predetermined criteria. 

Data collection will vary depending on the type. of decision process under 
study, its location in tile organization, and the stage of the research. 
Initial collection will :re1y heavily on existing records and make extensive 
use of observation and interview. Where possible existing collection instru
ments develOped for decision research will be used for data collection will 
be adopted, but if original instruments are require, the research staff is 
highly qualified to develop these. 

As a framework for the research three types of decisions (strategic, 
managerial, an& operational) which have been previously treated in the literature 
will be analyse'd at four different levels in the police organization, executive 
or top management; middle operational managers, especially heads of major 
divisons with area responsibility; line managers and supervisors in operational 
divisions, and line officers. Of particular interest will be the interfaces 
and inter-relationships among classes of decision and among levels of decision
making; and the impact of these decisions of internal and external inputs, 
especially special interest groups and political processes. 

Major differences which exist between police departments and most other 
business and government organizations will he taken into account in the research. 
Of particular importance are the importance of line-level decision-making in 
police departments, the possible problems in identifying actual departmental 
goals, the unusual degree to which police decisions may be influenced by politics 
and special interests at all level of decision-making, and the tension which 
exists between professinna1 discretion and management authority at the line 
level as this affects line officer's decision processes. 



So far as possible, data collected during the initial, investigative 
stages of the res:earch will be analysed using the techniques and methodologies 
developed for dec.ision analysis. Thes'e techniques have been used with repeated 
success in all types of organizations to assist decision makes at~ll levels in 
determining the best course of action under given circumst,mces. Especially 
useful in examining police decisions are the methodologies of goal prograunning 
as developed by Dr. Sang M. Lee, the'principa1 investigator proposed for this 

-project. Goal programming permits the decision-maker to optimize his choices 
among satisfying multiple conflicting goals -- the type of decision situation 
which most frequently confronts police decision-makers -- within the bounds 
imposed by limited resources. 

Five persons will comprise the principal staff of the project, each 
selected for expertise he will bring to his particular role in the resElarch. 
These are the project director, principai investigator, a decision analyst, 
a research methodologist, and a criminal justice management specialist. 

The City of Lincoln will be grantee for the project, and proposes to 
accomplish the research outlined herein for a total budget of $316,050 which 
includes a fiver percent overhead charge by the city of $15,050. 



INTRODUCTION 

The effe~tiveness and efficiency of any organization is determined 
in large part by the quality of decisions made by its personnel. 

For most organizations it is the decisions by management which are 
of primary importance. (1) Management authorities have found decision
making to be the single critical process common to all management func
tions -- planning, direction, controlling etc. -- regardless of how a 
manager's job is defined or the level at which he works. The study of 
management decisions using decision analysis techniques developed and 
refined ,I,Tithin the past thirty years has proven to be an effective means 
of evaluating management and of improving an organization's ability to 
achieve its goals. (2) 

But whether the analysis of management decisions 'alone will suffice 
without regard to decision-making at line level in the organization 
depends on the type of organization and the work it performs. In the 
typical business and government organization, the decisions made by line 
personnel have such a minimal effect on the organization's ability to 
achieve its goals that they are seldom worth studying. The work of line 
personnel typically consists of routine tasks performed in a stable 
environment -- a situation in which few decisions are necessary, and in 
which it is possible to control ~hose few that must be made through 
close supervison. 

The Critical Nature of Line 
Decisions in Police Organizations 

In contrast, the work of police officers is seldom routine, takes, 
place in highly unstable environments and is not amenable to close 
supervision. One writer has observed ... (3) 

Routine patrol is often just that. The pa,trol area may 
regularly be found to be in good. order, and actions taken 
by the officer whether self-initiated or assigned, are 
trequently dull and repetitive. But despite this common 
and substantial sameness in the job, police work is not 
truly characterized by routineness and stability ... The 
sheer range of his duties precludes 'the possibility that 
all could become routine .... He fl'equently encounters 
people who are angry, mad, drunk, insecure, and belligerent; 
and he must often require that they do things contrary to 
their desires. He meets these people and performs these 
duties in every conceivable milieu, from the gutter to the 
most exclusive country club. It must be concluded, then, 
that police work cannot be described as "routine tasks 
occurring in stable environments." 

Decisions that police officers routinely make may have consequence ' 
ot great magnitude for his organization. Yet the impact of these decisions 
a,nd the \'/ide discretion police officers' typically have to make them has 
seldom been taken into account in management studies, and is rarely 
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tre~ted in po~ice administration texts. (4) Yet is may be fairly stated 
that, in contrast to most other types of organizations, whether a police 
organization achieves its goals is in large part determined by the many 
thousand 'routine' decisions made by police officers in the course of 
their work. 

Reactive decisions: ~lost of the available studies of police officer 
discretion concern themselves with the officer's decision to invoke the 
la\v enforcement powers he has by making an arrest. (5) Usually the 
study stems from a concern that discretiun in this important decision 
can be abused and is abused to the detriment of certain groups in the 
community. (6) Studies of this nature have led to considerable inte~est 
in improving management control of police officer discretionary decision 
making powers, but also an admission that the amount of control manage
ment can exercise is severely limited if line officers are to remain 
effective. (7) For example, Cordner notes that ... (8) 

Because police officers make crucial decisions "based on 
their own discretion" in the absence of direct supervision, 
management seeks to direct and control behavior primarily 
through training, policy and procedure, and inspections. 
Training seeks to instill proper attitudes and behaviors; 
policies and procedures prescribe the proper ways to handle 
situations and perform tasks; and inspections ascertain the 
degree of adherence to the training, policies and procedures ... 
. This approach fal ters ~ however, precisely because police 

work consists of non-routine tasks performed in unstable 
conditions. The training almost always ends up being sim
plistic and unrealistic, and the first thing that the rookie 
learns, once on the street, is to discard what he was taught 
at the acaden;·. The policies and procedures cannot possibly 
describe all possible situations that police officers en
counter; and so, to some extent, they· invariably leave the 
o~xicer with only his common sense to ~Jide him. 

The.!:e reactive decisions are seldom made in an environment that 
permits calm reflection. The officer is usually faced with balancing 
many, often conflicting interests in a complex and sometimes hostile 
situation. The information on which he must base his decision is 
commonly inadequate and seldom complete. And he seldom has access to 
superiors for guidance. (9) 

Proactive Decisions: While reactive decisions routinely made by 
line officers seem to have received most of the attention in the lit
erature, many of the decisions made by an officer are not made in re
active situations, but are merely concerned with \'lhat he will do during 
his tour of duty. In making these proactive decisions, the police 
officer is not essentially different from sales personnel, trades people 
and many other occupations where the jobholder has considerable latitude 
as to what acti vi ties he wi 11 undertake to achieve some obj ecti ve he has 
set or \'lhich has been set for him by his superiors. These type of 
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decisions are much more amenable to properly instituted management 
controls, and may, in the final ai',alysis, be more important to the 
organization's goals than the relatively few reactive decisions officers 
must make. 

The importance of line officer decision-making cannot be ignored in 
any research into police decision processes. Decisions by managers and 
first line supervisors are important, but at least in one perspective 
they can be looked upon as basically attempts to channel, limit and 
control line officer decisions. Certainly one focus of the proposed 
study ought to be a determination of hm'l successful these management 
efforts actually are. In any event, it does not appear to be viable to 
limit the examination of police decision-making to what are normally 
considered management decisions. A truncation of the research at the 
level of line supervisors would not be likel:}" to produce conClusions 
calculated to improve organizational performance since so much of that 
performance seems to depend on decisions made at the line level. 

Other Unusual Characteristics 
of Police Decision-Making 

In addition to the importance of line officer decision, "!"olice 
organizations possess other features which make the analysis of their 
decision processes somewhat atypical. \Vhile these may not totally alter 
the nature of decision analysis in pOlice agencies, a properly conceived 
study must take them into account in the research design. , 

Amorphous, Conflicting and Unspecified Go'als: The isolation of the 
organizational goals of police agencies may require more than the usual 
amount of effort. Unlike the goals of typical organizations which are 
usually fairly precise, well-articulated and relatively simple to measure, 
those of police departments are inevitably complex, often conflicting, 
and difficult to measure with any precision. (10) G0als may not be 
explicitly stated, or if stated may be little more than "high ideals" 
which provide little real guidance to managers and line personnel. (Ill' 
But because the effectiveness of dt:!cision-making must be judged in 
relationship to the department1s goals, the identification of actual 
organizational goals must be a major step in the study. 

Political Influences on Police Departments: All organizations £:ee1. 
the impact of political changes and must account for them somehow in 
decision-making processes. At very least the organization }'lill be 
influenced by changes in government regulation, new laws 0r the decisions 
of political agencies which determine access to resources, restrict or 
expand competition or determine conditions o£ work which the organi-
zation must meet. (12) But, in common with many· other government agencies, 
pOlice departments are particularly sensitive to p01itical pressures. (13) 
hese pressures may be channeled through the existing government struc
ture, or through interest groups which may operate at many different 
levels in the community. The police are.not wholly governed by these 
·interests, but neither can they be ignored in the decisi0n-making 
processes of the department. As Wilson notes ... (14) 



The community is a source of cues and signa.ls -- some 
tacit, some explicit -- about how various police situr.tions 
should be handled, what level of public order is deemed 
appropriate, and what distinctions among persons ought to 
be made. -Finally, the police are keenly aware of the 
extent to which the city government does or does not inter
vene in the department on behalf of particular inte~ests. 

The police are often involved in what max be termed a "zero sum 
game", a concept borrowed from games theory. (15) Two or more interests 
are in conflict, and the police, both at policy level and street level, 
must often decide which interest will prevail at the expense of the 
others. IVhile many of these conflicts may be resolved by recourse to 
law or policy decisions which to a great extent predetermine which 
interest will prevail in which situation, neither the law nor police 
policy can possibly cover every exigency. The distinguisnable feature 
between the operations of police department and other government agencies 
is that so many of these interest conflict decisions are made by line 
personnel with but minimal guidance from higher management. 

One of the more important tasks of the proposed research will be to 
examine the process by which the int'erests of special groups influence 
police decision-making. This examination cannot be restricted merely to 
policy-making levels in the department, as would be a typical approach 
in other types of organizations, but must extend through each inter
vening management level to the decision-making processes of line officers. 

Professionalism vs. Administrative Authority: The nature of police 
work requires that line officers be granted considerable latitude in 
decision-making. The decisions officers make may be based n0t so much 
on policy dictates as on their own sense of what ought to be done -- of 
what properly constitutes police work and what does not. (16) Sudnow 
notes that when individuals are faced with handling complex problems on 
a daily basis they frequently develop a 'theory of the office' which 
aids in the routinization of these problems and permits the application 
of standard, predetermined 'solutions'. Thousands of individual situ
ations are distilled into a limited set of 'standard' situations with 
'known' characteristics for which 'standard' solutions have already been 
developed. A pOlice officer may deviate from this standard solution 
only to the extent it is necessary to accommodate some peculiar char
acteristic of the actual problem he has encountered. This fairly large 
set of standard solutions to typical problems becomes the core of an 
officer's professional knowledge, (18) and provides a moral basis for 
much of his decision-making. In this, the police officer is no differ
ent from other professionals who reclassify their working world into 
limi ted sets of problems. The psychiatric classification of mental 
illness into syndromes with standardized treatments is a similar effort 
to routinize complex problems. Perhaps the core of an officer's pro
fessional autonomy is his freedom to fit problems into standard 'syn
dromes' and apply what he judges to be the proper '(standard) treatment. 
Efforts to reduce this freedom may be strongly resisted. 
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The bureaucratic organization of police departments. is a constant 
thrt;at to the 'line officer's freedom to perform his ''lork i.n the way he 
judges to be best. (19) The conunand organization expects officers to 
follow orders regardless of their judgment, while the professional ideal 
holds that such orders are the antithesis of the exercise of dis
cretion. (20) As Reiss has observed ... (2l) 

All bureaucracies pose problems for the exercise of professional 
discretion. These problems are exacerbated for the p:olice, who, in 
a conunand bureaucracy, are expected to obey the rules and follow 
the orders of superiors and, at the same time, to exercise their 
professional discretion. In other words, a typical line policeman 
is expected both to adhere to conunands and be held responsible for 
all discretion exercised in the line of duty. 

This tension bet''leen the dictates of professionalism arid the demands 
of the administrative bureaucracy offer a valuable focus for the study 
of decision-making at the line officer's level which occurs but rarely 
in organizations. Certainly no study of police decision-making can 
ignore this conflict if a true understanding of police decision proc
esses and a consequent optimization of these processes is to result. 

A CONCEPTUAL FRAMEWORK FOR THE 
ANALYSIS OF POLICE DECISION-MAKING 

An atypical organization requires an atypical approach to the study 
of its decision-making processes. The critical differences which exist 
between decision processes in police departments and those of other, 
more typical organizations requ';:;.: some adaptation in the strategies' 
used in analyzing these decisions. In other ''lays, however, the study of 
decision processes in police departments parallels that of other organ
izations. Familiar techniques and methodologies of decision research 
and anqlysis can be readily applied to identify, describe, model and 
ultimately improve police decision-making processes. 

The fran.ework proposed here is that police decisions be analyzed at 
four different levels in the organization: executive or top management; 
middle operational managers, especially heads of major divisions with 
area responsibility; line managers and supervisors in operational divi
sions who have the most inunediate contact with patrol officers and 
investigators, and line officers. And further, that the major focus of 
the study be on three general classes elf decisions; strategic, manage-
ment and operational. Of particular interest will be the interfaces and 
inter-relationships among classes of decision and among levels of deci
sion-making. 

Four Levels of Organizational Decision-Making 

The four levels of decision-makers in police agencies are fairly 
discrete and identifiable, although there is some overlap especially in 
smaller agencies. These are: 



1. Executive: The occupant of a position charged with policy 
formation and adaptation including the setting of mission-related goals 
and coordination of mUltiple organizational functions. (22) Executive 
level management includes the top managers in the police organization. 
A small or medium-sized department is likely to have only one executive 
manager, the chief or director. Large departments may have a number of 
managers who fit into this category, including various directors, chiefs 
and deputy chiefs. Traditionally the roles of executive management in 
the organization are to establish policy, determine broad organizational 
goals and supervise the operations of the whole department. 

The executive is generally considered to be more concerned ,,,i th 
what the department will do than with how the department will do it. (23) 

2. Middle Managers: Middle managers are responsible for inter
preting top level philosophy, policy and goals to lower levels of the 
organization. They act as a crucial link between the decision processes 
of executive and line managers/supervisors. It is often their decisions 
which operationalize broad departmental goals into sub-goals and sets of 
activities by which these aims are to be achieved. (24) 

Traditionally middle management' is about equally concerned with 
determining '''hat the organization (or at least his part of it) will do 
and how it will do it. 

In a department of any size there are likely to be several levels 
of middle managers. This study will direct its primary focus to those 
in the operational arms of the department, particulary patrol and 
general investigations. Of particular interest will be those who 
command a specified geographic area such as a district or precinct. 
These area managers whose units service an identifiable population are 
the middle managers most likely to be subject to the external influences 
on deci~ion-making from local and neighborhood groups, interests, and 
political bodies. 

3. Line Manager/Supervisor: This individual is usually respon
sible for the technical direction of work, target setting, problem 
solving, assignments and day-to-day motivation. (25) The line manager/ 
supervisor exercises direct control over line officers to the extent 
that this control can be achieved in the police work environment. 
Generally line managers and supervisors are less concerned with what the 
department will do and more involved in determining how it will be done. 

4. Line Officers: These are non-supervisory, non-managerial 
personnel charged with the responsibility of performing the policing 
duties of the department. The quality of work accomplished at this 
level is the reason for the existence of higher-level supervisors, 
managers and executives as well as for the processes and systems of 
operation employed by the department. As stated earlier, the quality of 
work performed by line officers may be determined by the quality of 
their decisions as much as any other factor. 



The effectiveness of the police organization is largely determined 
by whether these levels \'lOrk toget:ler as a cohesive unit. The inter
facing and integration of decision-processes at the various levels 
provides a reinforcing or synergistic effect which makes the whole more 
than the sum of its individual parts. For this reason the linkages 
between decision-levels is critical to the study of pulice decision
making processes. 

Three Classes of Decision 

Another framework for decision-analysis has been suggested by 
Anthony (26) ''lhieh is useful in conceptualizing types of decisions, and 
which is compatible with the decision-levels identified above. Anthony's 
decision classes may be summarized as follows: 

1. Strategic Decisions: These decisions are broad in scope, 
future oriented, critical to long-term effectiveness. In police depart
ments strategic decisions would typically be made oy the executive. But 
there are occasions in which middle managers would also become involved 
in making strategic decisions for their own units, especially where 
there is little or no goal and policy direction from above. Moreover, 
in some departments strategic decision processes are a joint effort 
between the executive and higher-level middle, managers. (27) 

2. Management Decisions: Thes~ decisions are made within the 
framework established by strategic decisions. They are generally con
cerned with planning activities and moving resources around to assure 
that the means are available to accomplish activities. In some depart
ments management decisions have totally displaced strategic decisions in 
importance. These w.ay be said to be activity-oriented rather than goal
oriented organizations. (28) 

The.majority of management decisions are made by middle managers, 
but there is some spillover in both directions to both executive level 
decision makers and line managers/supervisors. 

3. Operational Decisions: Operational decisions are made on a 
day-to-day basis in carrying out the ''lork of the department. They are 
made by all levels in the organization, but are generally considered to 
be fairly concentrated at line manager/supervisor and line officer 
levels. It is in this area of operational decision-making that police 
departments part company with most other types of organizations because 
of the wide latitude granted to police officers and to some extent first 
line supervisors in operational decision-making, and the importance of 
these decisions to departmental goals. 

A Conceptually Unified Analysis Structure 

A systematic approach to the examination of decision processes in 
police departments requires a unified framework for analysis. Figure 1 

.illustrates such a framework in which the four decision levels and three 
decision classes have been integrated into a unified conceptual scheme. 
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Executive management is shown as making both strategic and broad 
scope management decisions. Thes~ are generally classifiable into three 
categories of decision outputs: organizational goals, resource distri
bution, and policy and procedures. 

Organizational goals may be highly formalized and carefully arti
culated, or informal and not articulated, or at any degree of formali
zation and articulation between these two extremes. Generally where 
executive management is not goal-oriented, not much attention is paid to 
formulating, reviewing and reformulating organizational goals, and most 
executive decision-making falls into the class of management decisions. 
Where goals and broad policy occupy the attention of the executive, 
managembnt decisions tend to be pushed down to middle management. (29) 

Through policy and procedures the executive communicates not only 
his philosophy of policing, but seeks to limit and channel the types of 
activities which may be used to achieve organizational goals. 

Executive decisions about resource distribution determine the 
allocation of the means necessary to achieve goals. Considerable effort 
has been spent in an effort to model resource allocation decisions, 
particularly in the area of patrol manpo\'ler deployment. (30) 

These three categories of decision output become inputs at the next 
decision level -- middle management. Middle managers are most often 
concerned with the management class of decisions. - In most departments 
their major efforts are directed to using allocated resources to generate 
activities with which to advance departmental 'goals, and in directing 
and controlling these activities. This usually involves redistributing 
resources \vithin their units, and may requ~re some reinterpretation and 
operationalization of departmental goals. In some departments the 
development of sub-goals or obj ecti ves by unit comma.:ders is standard 
management practice. (31) 

Outputs from decision processes at middle-management levels in turn 
become inputs for decisions at line levels. Line managers/supervisors 
make some management decisions, particularly in reallocating resources. 
They may also reinterpret policy and procedures to some extent. Some 
writers have noted that at least in some types of police organizations, 
it may be policy and procedural interpretations- at this- level which have 
the most effect on line officers. (32) Most of the decisions at this 
level, however, are operational decisions. The probable impact of these 
decisions on the organization has been extensively noted above. 

Information about the effectiveness of police activities at line 
levels is fed back to decision-makers at all levels to become inputs for 
subsequent decisions. These feedback processes may be highly formal
ized l33) or very informal, and the information provided may be more or 
less accurate. Nevertheless, :i;nformation is inevitably- generated in 
some fash~on and used in succeeding decision processes. 

'Other Inputs Into Police Decision Processes 



The study of police decisions would be vastly simplified if deci
sion processes could be treated as a simple linear flow of decisions down 
and up the organizational hierarchy. In reality, however, actual deci
sion making is not nearly so straightforward. Many other inputs both 
from outside and inside the organization must be taken into account by 
decision makers at all levels. 

Many decisions may be characterizud as a process of balancing many 
divergent interests who demand a share of limited resources. There are 
likely to be m.any interest groups, both inside and outside the police 
department who have a keen interest in what specific goals are formu
lated, what policies are adopted, and how resources are distributed. 
Frequently the demands of the various groups are in conflict, which 
means that it is rarely possible .to fully meet all demands simul tane
ously. Instead, decision-makers may attempt to 'satisfy' the demands of 
each interest group. (34) Seldom is this satisfaction permanent, how
ever. As new interests emerge, or old ones step up their demands, the 
balance of interests must change to constantly keep pace. 

Internal interests certainly play a large part in a great many 
police decisions, especially strategic and management decisions. In 
many agencies there is a fairly constant, if usually low key, competi
tion between functional areas and maj or units for resources, pm"'er and 
position in the organization. This may influence not only how resources 
are distributed, but also what types of activities are given precedence 
in the department's philosophy of policing. In a department where 
detectives have considerable power, there may be a. great deal of re
sistance to the introduction of patrol investigators. \~ere patrol is 
predominant, the concept may be accepted quite readily. 

External interests are also particularly important to police deci
sion processes. Because' the police operate in what is essentially a 
political arena, (35) community expectations, the desires of local 
government, and demands of special interests must be wet or at least 
accommodated. rvlany police decisions at all levels of the organization 
invol ve the balancing of the interests of groups who want law enforce
ment tailored a certain way. Organizations representing the interests 
of women ,.,.ant the police to be more concerned with sexual offenses and 
the treatment of sexual assault victims. Downtmffi businessmen want more 
foot patrol. Minority organizations are concerned that their members 
are not being treated equally or fairly by the police. The elderly want 
more pTograms to guarantee their security from predation. Parents want 
more schOOl crossing guards and stricter traffic enforcement near 
schools. Neighborhood A wants stricter enforcement of parking regulations; 
Neighborhood B doesn't want the regulations enforced at all. Adult book 
store owners are crying harassment while various church groups are 
insisting they be closed down. 

The balancing of these often conflicting demands is an integral 
pa.rt of police decision-making. Concessions to these interests may be 
expressed in policy at the executive level, in interpretations of policy 
at middle management level and in the enforcement activities generated 



at that level, and in the actions taken by individual officers when 
,forced to choose among interests in street situations. 

There is often no uniformity in the balancing of interests at all 
levels of the department. Policy made at the executive level placing 
one interest above others may be explicitly ignored by middle managers 
and street officers faced with problems which require a different bal
ancing of interests at their levels. 

One of the initial steps in any examination into police decision 
processes must be to identify as far as possible the major internal and 
external interests which affect the decision environment. Some of the 
more obvious interests are identified as a part of the analysis structure 
presented in Figure 1. But this picture must become considerably more 
detailed before a complete decision analysis can be made at anyone 
level and the links between decisions at different levels of the depart
ment determined. 

DECISION ANALYSIS 

One of the most useful approaches available to the researcher in 
examining police organizational decision-m&king is the collection of 
proven techniques and methodologies which make up the science of decis
ion analysis. Decision analysis has been used with -repeated success in 
all types of organizations to assist decision makers at all levels in 
determining the best course of action under given circumstances. The 
types of scientific techniques to be used in decision analysis is based 
not only on the nature of the problem at hand but also upon the decision 
environment. Basically· there are four different states of decision 
environment; certainty, risk, uncertainty; and conflict. 

The certainty state exists when all the information required to 
make a decision is known and available. For example, when a fleet 
manager must make a determination between replacing the existing fleet 
with large, high performance vehiCles or with economy sedans with a 
slightly lm'ler performance but a much lower gasoline consumption, he is 
in a certainty situation. The costs of both vehicles, the number of 
fleet miles driven in one year, the performance ratings of both vehicles, 
the costs of fuel -- all of the factors which enter into this decision 
are knm1TI and available. 

The risk condition refers to situations where the pr0babilities of 
certain outcomes are known. Decision analysis under the risk condition 
have been extensively used in police organizations to improve resource 
allocation decisions in deploying police patrol manpower~ (36) and to 
enhance the case discrimination ability of investigative managers. (37) 
In analyzing risk situations the theory of probability is used exten
sively. Various stochastic models such as probabilistic linear pro
gramming, chance-constrained programming, stochastic model of goal 
programming, queueing theory, Markov analysis, simulation models, and 
probabilistic inventory models have been developed for decision analysis 
under risk. 



Decision. analysis under conditions of uncertainty exists when the 
probabilities of certain outcomes occurring are not known. Certain 
probabilities are predicted to occur, however, using one or more of 
sev~ral established criteria for prediction. 

Decision analysis under conditions of uncertainty also permits 
subjective estimations of the probabilities of certain outcomes based on 
the decision makers' assessments of the situation. (38) 

A condition of conflict exists when the interest of two or more 
decision-makers are mutually dependent. In this situation decision 
maker A may benefit from a decision he makes only if B makes a certain 
decision. Both A and B, therefore, are interested not only in the 
deci~ion they themselves make, but also in the decision the other makes. 
The conflict'condition is the usual subject of. game theory. 

Few certainty conditions exist in the real world,' In police depart
ments in particular the vast Ti,ajority of decision situations are of the 
risk and uncertainty types in \'/hich the decision maker does not have all 
of the information he would like to have and none but the more capable 
can effectively weigh and consider the sparse data commonly available. 
It is precisely in this situation that the improved understanding of the 
decisIon situation \vhich results from decision analysis \vill be of most 
value to the decision maker. Only through decision analysis can the 
various factors wl-dch influence a deCision, or a series of multiple 
decisions be placed in some reasonable perspective and given their proper 
value to the decision situation. 

Stages in the Decision Analysis Process 

The soundness of any decision is measured by the degree to which 
organizational goals are advanced by that decision. Organizational 
goals provide the foundation for all decision-making. But decisions are 
also influenced by many environmental factors which in police depart
ments may be such diverse factors as pressure from special interest 
groups, the likelihood of union opposition, changes in substantive or 
procedure la\'/, the availabi li ty of resources, community expectations, 
relationships with other agencies, and so on. Organizational goals are 
themselves largely the result of decisions which are made within these 
environmental constraints. 

To derive the optimum solution to each decision problem, the re
lationships between the variables relevant to the decision must be 
explicitly analyzed. Such analysis enables the verification of the 
superiority of the optimum decision to its alternatives. 

The basic stages of decision analysis can be generally formulated 
as follows: 

1. The explicit recognition of conditions needing a decision. It 
is the responsibility of the decision-maker to recognize ·the environ
mental and organizational conditions that call f0r a decision. Fo!.' the 



The most promlslng techniqiLe for multiple objective decision opti
mization is goal programming. Gonl programming is a powerful tool which 
draws upon the highly developed and tested technique of linear program
ming, but provides a simultaneous solution to a complex array of c.om
peting objectives. Goal progran~ing can also handle decision problems 
having a single major goal and lIlultiple sub-goals. (41) The technique 
was origin&lly introduced by Charnes and Cooper (42) and further de
veloped by Ijiri (43) and Lee. (44) 

Often goals set by higher management compete for scarce resources. 
Furthermore, these goals may be incommensurable. Thus there is a need 
to establish a hierarchy of importance among conflicting goals so that 
low order goals can be satisfied with a minimum commitment of resources. 
If the decision-maker can provide an ordinal ranking of goals in terms 
of their contributions or jmportance to the police department, the 
problem can be solved through goal programming. 

Goal programming can be applied to virtually any decision process 
in which one or more goals can be identified. One common application is 
in the area of policy analysis. For police departments, ~ike many other 
government and non-profit organizations, a basic decision problem in
volves the assignment of priorities to various goals and the development 
of programs to achieve these goals. Such a decision nrocess constitutes 
the policy analysis of the. organization. With the application of goal 
programming, the department is able to ascertain the soundness of its 
pol:i.ci,es, input requirements for the achievement of set goals, and 
degrees of goal attainment likely wi th given resources. This revie\v and 
revision process is an integral part of policy' analysis. 

Another commOn application is in the analysis of resource alloca
tion·problems. The usual problem is to determine the optimum combina
tion of input resources to achieve a certain set of g,:;als so that total 
goal attainment can be maximized for the department. These types of 
decisions can be optimized through goal programming. 

Other decision problems in police departments involve some degree 
of planning and/or scheduling. In order to achieve certain goals in the 
future, decision must be made concerning present and future actions to 
be taken. To accomplish desired outputs, the optimum combination of 
inputs in a certain time period must be iden·tified. These inputs may 
include n:;::.npower, equipment and material, time, level of technology and 
the l:i.ke. Many problems such as manpower scheduling, deployment, budget 
planning, and personnel planning can be analyzed effectively using goal 
programming. 

DESIGN OF THE RESEARCH 

A major feature of the research will be determining the manner in 
which various orgarlizational structure and management ph~losophies 
influence police decision-making at all levels of the department. In 
attempting to describe the impact of various structural arrangements and 
styles of management on decision-making, it is necessary to investigate 
di;t;ferent' types' of police departments and the manner in which decisions 



are made therein. A comparison can then be made of the decision-making 
process and its effectiveness acr~ss organizations. Organizational 
structure and management style are viewed as major independent variables 
in that it is hypothesized they determine to a great extent the types of 
decisions, decision-making processes, the location of decisions, and the 
decision-making effectiveness of a police organizatic.n. The typology to 
be used is an integration of a model proposed by Burns and Stalker (45) 
with a more recent perspective offered by Cordner. (46) Results of this 
integration is shown in Figure 2. Two paradigmic organizations are 
pictured having certain structural and management features. While 
recognizing that these are ideal-types and that no single organization 
will f:lt,the paradigm exactly, this dichotomization still provides a 
basis for choosing disparate types of police departments for analysis. 

The eleven organizational characteristics identified in Figure 2 
will be used to classify differing organizational styles. While each 
'factor' is described here in elementary terms, a more sophisticated 
analysis will be used during actual classificatiem. 

Once a number of departments have been Classified, a panel of 
police management experts will be used to select the police organiza
tions to be studied. Because of the depth and intensity of the examin
ationof each department,necessary in this research, it is proposed that 
no more than three be chosen, one very non-traditional, one very tra
ditional, and one some\'lher~ in the middle, As far as possible, the 
organizations selected will be matched in regard t'o variables such as 
organization size, size of jurisdiction, socio-economic composition of 
the jurisdiction and other demographic characteristics. 

Once the study organizations are selected, data collection will 
begin. Data collection will vary depending on the type of decision 
process under study, its location in the organizatior" and the stage 
of the research. Initial collection will rely heavily on existing 
records and make extensive use of observation and interview. Where 
possible, instruments already developed for decision analysis data 
col~ection will be adapted for use as necessary. Where required, 
original instruments will be qeveloped. This may be particularly im
portant in analyzing decisions at line levels since most existing instru
ments will not be suitable for the collection of the type of information 
necessary. The transformation of observations and interviews at this 
level into data suitable for analysis can be accomplished using a number 
of approaches. (47) 

The general trend of the research will be to focus on strategic 
decisions in order to determine how these are made, modified, dissem
inated and implemented by actors from the four levels of the police 
organization to be studied. The examination of actors the lower three 

, levels will center on identifying the determinants of new decisions made 
in response to strategic decisions, the flow of decisions among the 
organizational levels, and the planned and unplanned modification of 
intended decisional out<::omes, particularly in response to external 
pressures on decision-makers. The assessment of the impact of decision-
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Figure 2: Organizational Paradigm' to be Used in Selecting Police Departments for Intensive Study 
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making will rely on a determination of outcomes and will involve com
paring actual outcomes with inten~ed outcomes. Both formal and informal 
organizations in the police department are viewed as falling within 
purview of the decision networks to be,examined. 

The products of the research wIll be 1) descriptions in narrative, 
modeling and simulation form of how decisions are made, what inputs are 
used in decision~making, the relationships among decisions and among 
different decision levelS, and the outcomes of decisions; 2) A descrip
tion in narrative, modeling and simulation form of how various organi
zation~l structures and management styles affect decision-making in the 
organization; and 3) Programs applicable to different categorical types 
of deci~,ions at all levels of the police agency which will permit police 
decision makers to optimize their decisions within the constraints 
imposed by the decision-making environment. 

STAFFING AND BUDGET 

For the project the City of Lincoln, Nebraska will be the grantee 
and will assume full responsibility for the satisfactory completion of 
the research outlined herein. The City of Lincoln charges a fee of 5% 
of the total cost of the project as administrative overhead. All other 
moneys are devoted to forwarding the program of research. There are no 
hidden overhead charges in,any of the budget estimates quoted below. 

Staffing 

Five persons comprise the principal staff' of the project. These 
are the proj ect director, a principal investigator" a research metho
dologist, a decision analyst, and a criminal justice management spe
cialist. In addition, numerous research assistants and clerical per
sonnel 'will be utilized at various stages of the resedrch. The number 
needed and their particular talents cannot, however, be identified with 
any precision at this time. 

Project Director 

George K. Hansen 
Chief of Police 
Lincoln, Nebraska 

Principal Investigator 

Dr. Sang M. Lee 
Chairman, Department 
of Management 
College of Business 
Administration 
University of Nebraska 

Mr. Hansen has achieved national prominance as 
one of the most progressive of police executives. 
He has worked in management in one capacity or 
another for over 35 years. His extensive exper
ience makes him ideally suited to manage a pro
ject of this complexity. Resume attached. 

Dr. Lee i.s one of the foremost authorities in 
Decision Science in the United States. One of 
the pioneers of goal programming, he has achieved 
international recognition for his work in this 

. area. As principal investigator he will develOp, 
direct and oversee the research component of the 
project. 
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Methodologist 

Dr. Vincent J. Webb 
Chairman, Department 
of Criminal Justice 
University of Nebraska 

Criminal Justice 
Management Specialist 

Dr. Roy R. Roberg 
Associate Professor 
Department of Criminal 
Justice 
University of Nebraska 

Decision Analyst 

Dr. Lester A. Digman 
Associate Professor 

Project Coordinator 

To be selected 

Dr. Webb has been extensively involved in 
criminal justice research during the past ten 
years. He has just completed a $628,000 grant 
at the University of Nebraska, Omaha. His 
professional specialization is research metho
dology. His role in the present project will 
be to formulate methodology, develop data 
collection instruments, and oversee data 
collectioll . Vita attached. 

Dr. Roberg's professional specialization is 
management in criminal justice agencies. He 
is the author of several works on criminal 
justice management and is just completing a 
text applying the ne\.,r theories of contingent 
management to criminal justice. His primary 
roles in the present research will be to 
assist the development of the research metho
dology, the collection instruments, and over
see data collection. Vita a.ttached. 

Dr. Digman's training is in management and 
operations research with a special emphasis 
on organizational decision analysis. During 
this proj ect he will be primarily employed to 
analyze collected data. Vita attached. 

The individual selected for this position 
should have a background in research, and an 
extensive familiarity with police organizations. 
His role will be primarily the day-to-day admin
istrative coordination of the project. He will, 
however, participate in certain aspects of the 
substantive research. 

" 

'. 
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Budget 

Item 

Salaries 

Project Director (20%) 

Principal Investigator (20%) 

Methodologist (25%) 

Criminal Justice Management 
Specialist (25%) 

Decision Analyst (25%) 

Project Coordinator (100%) 

Research Assistants and 
Clerical Staff 

Other Costs 

Cost Oyer the Life of the Project 

$10,000 

$19,000 

$20,000 

$20,000 

$20,000 

$30,000 

$75,000 

Computer time/programming assistance $15,000 

$ 5,000 Document pTeparation and printing 

Office space and equipment rental 

Travel, lodging, per diem 

Total Program Costs 

Administrative Overhead @ 5% 

TOTAL COST 

$12,000 

$75,000 

$301,000 

15,050 

$316,050 
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