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ABSTRACT 


"A Synthesis of Research Affecting Police Administrationn is a 
comprehensive critical analysis of published research on police management, 
administration, and organization, with a supplemental analysis of research 
published in other managerial and social science disciplines. This research 
was supported by a grant from the National Institute of Justice (Grant Number 
80 NI-AX-0002). This study was initiated in November, 1979, and completed in 
February, 1981. 

The goals of this study were the development of a research agenda for 
future research on police administration, and an identification of the status 
of police management, administration, and organization. A total of 485 
empirical research studies were reviewed as the data base for this 
synthesis. A comprehensive, conceptual framework consisting of 40 variables 
examining managerial, administrative, and organizational issues was used as an 
analytical tool in synthesizing these studies. The findings from these 
studies were scrutinized to deduce a knowledge base regarding police 
management, administration, and organization. 

This synthesis identifies both knowledge base strengths and weaknesses 

in the literature. It confirms many theoretically based management and 

organization principles, while also raising questions as to the efficacy of 

certain traditional police managerial and organizational practices. The 

synthesis also identifies areas where very little research has been conducted. 




ACKNOWLEDGEMENTS 


As is the case with most research efforts, this project owes a debt to 

numerous persons who contributed ideas, data, and work effort. We would 

especially like to thank the members of our Project Advisory Committee for 

their ideas and encouragement throughout the project, They are: 


Dr. Richard Miller, President 

R. D. Management Associates, Inc. 

Alexandria, Virginia 


Professor Jim L. Munro of the University of West Florida 


Professor Richard Myren, Director 

Center for Criminal Justice 

American University, Washington, D.C. 


Mr. Jeffrey Slovak, formerly on the staff of Public Administration 

Service and currently Assistant Professor of Sociology at Rutgers University, 

played a vital role in the conceptualization, design, and early stages of the 

project. 


Ms. Ronnie Scotkin provided invaluable research assistance in 

gathering and reviewing research studies analyzed in this synthesis. 


The staff of the Merriam Center Library, Chicago, Illinois, were of 

tremendous assistance in gathering and providing the literature sources for 

the project. 


We are also indebted to members of the staff of the National Institute 

of Justice who provided support and guidance throughout the duration of the 

project. These individuals are Mr. David Farmer and Mr. George Shollenberger. 


George W. Greisinger Robert Macfarlane Arlen S. Morris 

Project Director Principal Investigator Research Associate 


Assistant Director Principal Associate Staff Associate 

Public Administration Public Administration Public Administration 


Service Service Service 




-Summary of Key Study Findings 
The synthesis of sampled police research is presented in six separate 


chapters organized in order of the cluster areas included in the study's 

conceptual framework. The following paragraphs summarize the key findings for 

each conceptual cluster area. 


1. Environment and Organizational Autonomr. This conceptual cluster 

included five variables: (1) Environment Aggregate, (2) Environment: 

Relational and Structural Characteristics, (3) Organizational Age, (4) 

Legal/Political Autonomy, and (5) Functional/Economic Autonomy. Sampled 

research studies from the police literature focused extensively on the first 

two of these variables and, to a lesser extent, on Functional/Economic 

Autonomy. Only a small number of studies addressing Legal/Political Autonomy 

were located in the literature. No studies on Organizational Age were 

identified. Knowledge derived from studies of police organizations was 

augmented by studies in other disciplines focusing on interorganizational 

relations, environmental uncertainty, and organizational autonomy. 


An analysis of the sampled literature demonstrates that a 

preponderance of studies were exploratory and qualitative, particularly those 

examining police-citizen interactions. Studies focusing on economic issues 

tended to utilize more sophisticated analytical designs. 


The review of sampled studies yields several conclusions regarding the 

state of the art of existing knowledge regarding environment and 

organizational autonomy. These conclusions are summarized below: 


a. The development of locally centered governments and 
police organizations in the United States places 
restraints on adaptation to broad community needs by the 
police. The dual police role of guaranteeing individual 
rights and maintaining the social order causes the police 
to be viewed as symbols of authority. 

b. Socioeconomic status of the community significantly 
affects citizen perceptions of the police. Experience 
with the police also is a prime determinant of citizen 
perceptions. Prior victimization is less of a factor in 
influencing perceptions. 

c. Perceptions of increased volatility in the community and 
in the environment results in more flexible, less 
hierarchical structures and greater decentralized 
decision-making with more input from line and staff 
levels. 

d. The literature presents two theories of the police-

citizen interaction: The notion of deference exchange 




and the citizen advocacy theory. Little research has 

been initiated to reconcile differences between these two 

notions. 


e. 	Community income levels and crime rates are equally 

important determinants of expenditures for police 

service. Other socioeconomic factors and eommunity 

composition variables are correlates of both income 

levels and crime rates. The interplay of these variables 

results in larger communities spending proportionately 

more tax revenue for police services than smaller 

communities. 


f. 	 Cities with city manager forms of government spend more 

for police service than cities with alternative 

governmental forms. The sampled literature, however, 

does not suggest that such increased expenditures result 

in enhanced organizational performance. 


2, Complexity of Goal and Task Structure. The second conceptual 
cluster included seven distinct variables: (1) Diversity of Objectives, (2) 
Number of Objectives, (3) Geographical Dispersion, (4) Variability of Tasks, 
(5) 	Organizational Size: Members, (6) Organizational Size: Resources, and 

(7) Organizational Size: Clientele. There were only a minimal amount of 

studies in the police field identified and sampled addressing these 

subjects. The only topic which has been examined in any depth is 

Organizational Size: Members. The sampled research studies from other 

disciplines provided detailed knowledge on size of the organization, as well 

as variability of tasks within an organization. 


The methodologies of sampled studies were largely exploratory. The 

methods of analysis used in sampled studies varied, although a significant 

percentage of the police studies employed either bivariate or multivariate 

analytical designs. virtually all of the studies in other non-police 

disciplines utilized these more sophisticated research designs. 


Reviews of sampled studies addressing the variables included in this 

conceptual cluster resulted in the formulation of several conclusions 

regarding the state of the art. These conclusions are summarized below: 


a. 	 Police organizations adopt "operational styles" because 

of community prioritization of services and diversity in 

goal and task structure. Operational style is two-

dimensional: agencies have an enforcement style and a 

service style. Efforts to introduce an enhanced 

enforcement style are usually accompanied by increased 

managerial efforts to coordinate and control the work 

effort. 




b, 	Geographically dispersed work units are found in 
organizations where work functions are similar, workers 
are experienced , extensive rules and procedures are not 
required, and large supervisory spans of control are 
evident. Geographical dispersion is not necessarily 
associated with decentralization of authority. 

c, 	Organizations with a highly variable task structure can 

better coordinate employee behavior through non-

bureaucratic managerial systems. Traditional police 

supervisory systems may be inappropriate given the high 

level of variability in the police task. 


d. 	 Studies examining the effect of size of the police agency 

raise serious doubts relative to the efficacy of 

traditional notions about large police agencies. These 

studies demonstrate that agency size has no relationship 

to citizen perceptions of police effectiveness or 

feelings of security; size is not related to decreased 

expenditures for police service. Such studies, however, 

measure only one outcome of organizational size--citizen 

perceptions. Since perceptions are influenced by 

socioeconomic characteristics and experience with the 

police and there are other, valid outcomes of police 

service, it is not possible to deduce overall conclusions 

regarding the effects of size of the police agency. 


e. 	 Larger organizations have more complex internal 

management structures, including increased bureaucratic, 

administrative control elements, and employ larger 

administrative/managerial staff components. 


3. Internal Structural Differentiation. The third conceptual cluster 

included eight unique variables: (1) functional specialization, (2) 

departmental specialization, (3) technological complexity, (4) skill 

structure, professionalism, and four variables addressing internal 

stratification in organizations, (5) sex, (6) race, (7) seniority, and (8) 

education. The content of sampled police studies was centered on four 

subjects: skill structure and professionalism, racial stratification, 

seniority, and education. The sampled non-police research literature yielded 

valuable knowledge regarding the effects of division of labor and technology 

on management and organizations. 


Sampled research in policing employed primarily exploratory or case 

study research designs. This was also the case for studies in other, non- 

police disciplines. 




The analysis of sampled research studies provided several conclusions 

concerning the state of the art regarding internal structural 

differentiation. These conclusions are summarized below: 


a, 	Larger organizations generally have a greater division of 

labor. Increased division of labor in organizations 

results in flatter, as opposed to taller, organizational 

structures. Increased division of labor is positively 

associated with greater proportions of management 

per sonne 1. 


b. 	 Technological complexity is one primary element of 

organization structure: the others are organization size 

and division of labor. Increasing technological 

complexity is positively associated with decreasing 

management authority and declining worker perceptions of 

autonomy. 


c. 	 Professionalism is of ten conceptualized differently in 

police research studies than in non-police studies. 

Police researchers tend to view professionalism as an 

organizational attribute, while researchers in other 

disciplines analyze professionalism as an individual 

worker attribute. Greater individual worker 

professionalism is associated with less bureaucratic 

management sy s tems. 


d. 	 Seniority in policing affects individual attitudes and 

value systems. 


e. 	 Education of police officers is positively correlated 

with improved performance and with police officer belief 

systems (increased education is associated with declining 

dogmatism). Education is not related to cynicism and 

satisfaction among police officers. 


4. Organizational Coordination and Control. This conceptual cluster 

incorporated 13 unique variables which were grouped into 4 sub-cluster topical 

areas for purposes of analysis. The four topical areas were: (1) 

Traditional, Bureaucratic Modes of Coordination and Control, (2) Non-

Bureaucratic Modes of Coordination and Control, (3) Management/Supervisory 

Systems of Coordinating the Human Enterprise Within the Organization, and (4) 

Organizational Maintenance Activities to Coordinate and Control the Human 

Enterprise. Research in policing tended to focus on individual employee 

related concerns such as discretion, supervision, recruitment, and training, 

while devoting much less attention to organizational structural issues, or 

ongoing administrative processes, such as decision-making. The non-police 

research literature contributed substantial knowledge on these structural and 

administrative subjects. 




Analysis of the methodologies employed in police research studies 
demonstrates that existing, sampled studies almost exclusively utilized 
exploratory or case study research designs. A large percentage of the non- 
police research literature also relied on exploratory or case study designs, 
A significant percentage of both the police and the non-police literature 
incorporated multivariate analysis techniques. This was due to the focus on 
attitudinal and biographical data to measure many of the variables included in 
this cluster. 

Several conclusions were developed regarding the state of the art of 

organizational coordination and control mechanisms and practices. These 

conclusions are summar ized below: 


a. 	 Formalized/written rules and procedures have little 

effect on employee performance. 


b e  	Hierarchical organization structures appear to be more 

appropriate in organizations employing a less 

professionalized work force. Many police officers 

actually prefer a hierarchical structure. Individual 

police personality attributes may contribute to this 

preference. 


c. 	Concentration of decision-making authority is associated 

with large spans of control in organizations. Division 

of labor is associated with smaller spans of control. 


d. 	 Larger administrative staff components are generally 

found in larger, more hierarchically structured 

organizations. Decentralization in policing is 
associated with increased need for managerial support 
staff. 

e. 	Participative management, or management by committee, is 

positively associated with employee satisfaction and 

commitment, but not with individual performance or 

organizational effectiveness. 


f. 	The use of normative incentives (feelings of importance, 

involvement) is positively associated with employee 

satisfaction, commitment, and performance. 


g. 	 Peer influence may be the prime determinant of the 

application of police discretion, although day-to-day 

situational factors, socioeconomic status of the 

community, management expectations, and police officer 

personal characteristics all play a role in influencing 

discretion. 




h. Formalized policies, training, and 
little impact on police discretion. 

supervision have 

i. Decentralization of decision-making authority is 
positively associated with client evaluations of the 
organization, employee satisfaction, employee social 
cohesion, and increased size and enhanced role of 
administrative support functions in organizations. 

j. 	Police supervisors have little control over police 

officer behavior due to the police occupational culture, 

variability in the police task structure, and a limited 

power base in the supervisory position. 


k, 	The adoption of an initiating or a consideration 

supervisory style will enhance employee satisfaction and 

commitment: an initiating structure is more appropriate 

where the job task is varied: a consideration structure 

is more appropriate where a task structure is more 

routine. 


1. 	 A variety of police individual characteristics, as 
measured in recruitment and selection, are positively 
correlated with performance. These characteristics 
describe individual intelligence and personality. 
Certain biographical factors are also prime determinants 
of future performance. 

m. 	 Police academy performance and probationary supervisory 

evaluations are predictors of individual performance. 


n. 	Police training systems do not adequately prepare 

recruits for the uncertainties to be faced in day-to-day 

operational situations. 


Informal Organizational Structures. Three distinct variables were 

included in this conceptual cluster: (1) Employee Adaptation, (2) Social 

Cohesion, and (3) Satisfaction/Alienation. The subject of employee adaptation 

has been one of the most popular topics of research in policing. This 

variable encompasses studies of cynicism, individual personality, and employee 

commitment. Similarly, employee satisfaction has been researched extensively 

in the police organizations. The sampled literature depicts a much smaller 

emphasis on group cohesion. This subject has been examined in considerable 

detail in the non-police literature, as has satisfaction/alienation. 


As was the case with previous conceptual clusters, the sampled 
research literature incorporated primarily exploratory or case study research 
designs. This was the case for both sampled police and non-police studies. A 
considerable percentage of the sampled police studies employed bivariate or 



multivariate statistical analyses. Virtually all of the non-police studies 

sampled for this cluster utilized such analytical techniques. 


Analyses of the sampled studies focusing on informal organizational 

structures resulted in the development of several conclusions concerning the 

state of the art. These conclusions are summarized below: 


a. 	 Research demonstrates that police officers are cynical. 

There is no one conclusive set of propositions, however, 

explaining how police officers become cynical. There is 

confusion over measurement of cynicism. Further, there 

are disagreements as to what has the predominant impact 

on cynicism: individual attributes or socialization. 


b. 	Police officers have also been shown to be authoritative 

and dogmatic. There is little consensus, however, as to 

measurement of these personality attributes, There is 

also disagreement over what influences these personality 

traits most strongly: individual attributes or 

socialization. 


c. 	Management systems which promote greater work group 

interaction are positively associated with improved 

performance and individual satisfaction. 


d. 	 Individual employee satisfaction is not necessarily 

associated with improved performance or organizational 

effectiveness. 


e. 	 Certain organizational/management factors are associated 

with employee satisfaction. Factors which are negatively 

associated with satisfaction are formalization/written 

rules, hierarchical levels, and concentration of 

authority. Factors which are positively associated with 

satisfaction are variability of tasks, feedback from 

management, and participatory supervision. 


f. 	 Education levels of police officers are not associated 

with satisfaction. ]Employee cynicism is negatively 

associated with satisfaction. Cynical and educated 

officers are more likely to be dissatisfied. 


Organizational Achievement. Four distinct variables were included in 

this conceptual cluster: (1) organizational effectiveness, (2) organizational 

change, (3) public support/legitimacy, and (4) individual performance. Each 

of these subjects, with the exception of organization change, was examined 

extensively in the police literature. The subject of organization change was 

addressed in numerous non-police studies; findings from these studies added 

significantly to the knowledge base on this subject. 




Although the sample of studies focusing on organizational 

effectiveness and individual performance is large, there is considerable 

diversity in the definition of these variables. This is true for both police 

research and other non-police research. These differences in measurement 

hamper the development of knowledge regarding these topics. 


The sampled police studies employed almost excPusivePy exploratory or 

case study research designs. Many sampled non-police studies also were 

exploratory, although there was a greater proportion of studies in this sample 

which utilized quasi-experimental or experimental designs. 


Several conclusions were developed concerning organizational 

achievement. These conclusions are summarized below: 


a. 	 Traditional measures of police effectiveness are less 

than adequate due to many methodological difficulties in 

measurements of effectiveness. Consequently, very little 

knowledge concerning attributes of organizational 

effectiveness can be posited in this synthesis, although 

reviewed research studies have illustrated several. 

correlates of effectiveness. 


b. 	Larger, more differentiated organizations are more apt to 

adopt change and innovation than smaller organizations. 


c, 	Effective organizational change requires careful planning 

for change, a limitation on the number of changes to be 

introduced at any one time, and managerial efforts to 

sustain the effected change once it is introduced. 


d. 	Citizens react positively when asked generalized 

questions regarding the role of the police, but elicit 

more negative sentiments when asked specific questions 

regarding police behavior, procedures, or organizational 

effectiveness or efficiency. 


e. 	Several factors are associated with citizen perceptions 

of the police. Among these are: norms and values of the 

police, socioeconomic characteristics of the community, 

the crime rate, and perceived access to public agencies. 


f. 	 Individual motivation and educational level are 
positively associated with individual performance. 
Intelligence is a determinant of both motivation and 
educationa l leve I!, 



g. 	 Available, sampled research in policing conceptualizes 

performances largely as departmental history and/or 

experiences, not as productivity or behaviorally anchored 

job dimensions. 


Summary of Recommendations for Further Research 


Numerous topics for further research were identified throughout this 

synthesis. These topics were developed from either knowledge base weaknesses 

in the literature or from conflicts evident in the sampled literature. The 

suggested topics for further research are summarized below in order of 

conceptual cluster. It should be noted that no attempt has been made to 

prioritize the relative importance of these research topics. Such an effort 

was beyond the scope of this study. Further, this summary itemizes only the 

topical content area for further research and does not necessarily elaborate 

on the specific focus of needed further research. More detailed information 

on these suggestions can be found in the respective chapter of this report, 


1. Environment and Organizational Autonomy. There are needs for 

additional research addressing: 


a. 	 Community culture and the police. This research should 

consider the effects of socioeconomic character istics on 

perceptions of the police. 


b. 	 The relative influence on socioeconomic character istics 

on police perceptions of the community. 


c. 	The relative influence of changes in the crime rate on 

police organizational structure and decision-making. 


d. 	 The effects of perceived "environmental uncertainty" in 

police organizations. 


e. 	 The relationship of form of local government to police 

organizational and management structure, management 

decision-making, and organizational performance. 


f. 	 Interorganizational relationships among police agencies 

and between police organizations and other local 

agencies. 


g. 	 Police-citizen interactions with a view toward 

reconciling the differences between the deference 

exchange theory and the citizen advocacy theory of 

police-citizen interactions. 


2. Complexity of Goal and Task Structure. This synthesis has 




identified the need for further research examining: 


a. 	 The relationship of organizational style in police 
agencies to management structures, interpersonal 
relationships, and organizational and individual 
performance. 

b. 	 The effects of geographical dispersion of police work 

functions and activities. 


c. 	 Alternative supervisory styles and their relationship to 

variability in police tasks and activities. 


d ,  	 Differences between small and large police organizations 
utilizing alternative outcome measures of police 
effectiveness. 

e. 	Variations in management coordination and control systems 

in large, as opposed to small, police agencies. 


3. Internal Structural Differentiation. Analysis of sampled research 

addressing variables in this conceptual cluster highlighted the need for 

additional research defining: 


a. 	 The effects of division of labor in police organizations 

with a particular emphasis of the effect on division of 

labor on the organizational structure and the role of 

managerial, supervisory personnel. 


b. 	 The impact of functional specialization of work 

activities on the police organization. 


c. 	 The impact of technology on police organizational 

structure, levels of authority, and individual officer 

perceptions. 


d. 	 The relationships between organizational professionalism 

(largely associated with organizational effectiveness and 

efficiency) and individual professionalism 
defined as individual job enrichment). 

(primarily 

e. The relative effect of education levels of police 
officers on individual knowledge, skills, and abilities. 

f. The impact of increased sexual and racial stratification 
in police agencies with a specific analysis of the 
relationship between such stratification and individual 



officer values and norms, as well as social cohesion in 

the work force. 


4. Orqanizational Coordination and Control, This conceptual cluster 

focused on four sub-cluster topical areas. Research of topics included in 
-
these subject areas pinpointed needs for additional research addressing: 


a. 	The relative influence of written rules and procedures on 

performance, utilizing alternative definitions of 

performance other than conformity to rules and 

procedures, and controlling the effects of peer influence 

and social cohesion on performance. 


b. 	The effect of perceived professionalism among police 

officers on perceptions of hierarchical organizational 

control systems. 


c. 	Variations in span of control, manager ratio, and the 

attendant effect of such variations on productivity and 

informal organizational structures. 


d. 	 The use of incentives as a management tool in policing 

with a specific interest in analyzing the relationship of 

incentives on individual motivation. 


e. 	 Alternative management control and authority systems in 
policing with a particular view in analyzing the ultimate 
impact of decentralization of authority on organization 
structure, managerial and supervisory roles, and 
individual and organizational performance. 

f. 	 The influence of initiating and consideration of styles 

of supervision on individual performance levels and 

organizational effectiveness. 


g. 	 Supervisory and management training in policing and the 

effects of such training on individual performance, work 

group interaction, and organizational effectiveness. 


5. Informal Organizational Structures. Analysis of research studies 

examining three variables in this cluster identified the need for additional 

research focusing on: 


a. 	 The relationships between police attitudes, value 

systems, and performance levels with controls for 

individual background characteristics and socialization 

in police agencies. 




b. 	 The influence of jurisdictional variation in police 
personality traits with an interest in segregating the 
influence of environment on personality characteristics. 

c. 	 The relative effects of group solidarity, seniority, 

professional identity, and rank on individual commitment. 


d. 	 Police employee organizations with quantitatively-

or iented analyses of the effects of employee 

organizations on individual performance, organizational 

productivity, and internal management control and 

coordination systems. 


e, 	The role of the work group in the police organization 

with an emphasis on management practices enhancing group 

interaction. 


f. 	 The relationship between individual satisfaction/ 

alienation and performance levels. 


6. Organizational Achievement. Reviews of research studies 
addressing organizational achievement highlight the need for further research 
addressing: 

a. 	The relationship between manager ial and administrative 

practices and organizational effectiveness: alternative 

measures of police effectiveness should be utilized to 

acquire more practical information as to the relative 

importance of various managerial activities and 

decisions. 


b. 	 The quantitative influence of specific managerial and 

administrative practices on employee acceptance of 

change. 


c. 	Behaviorally-oriented police performance characteristics 

(e.g., knowledge, skills, and abilities) with an interest 

in determining what individual and organizational factors 

influence these characteristics. 


d. 	The relative influence of incentive systems, supervisory 

styles, and alternative organizational arrangements on 

individual performance. 
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Study S i g n i f i c a n c e  and C o n t r i b u t i o n  

T h i s  s y n t h e s i s  o f  r e s e a r c h  a f f e c t i n g  p o l i c e  a d m i n i s t r a t i o n  p r o v i d e s  a 
s i g n i f i c a n t  c o n t r i b u t i o n  t o  t h e  s t a t e  o f  t h e  a r t .  The s y n t h e s i s  h a s  shown 
t h a t  much e x i s t i n g  r e s e a r c h  i n  p o l i c i n g  h a s  fo l lowed  d e f i n i t e  p a t t e r n s  and 
tended to f o c u s  on t h e  r o l e ,  p e r s o n a l i t y ,  and a c t i v i t i e s  performed by t h e  
i n d i v i d u a l  p o l i c e  o f f i c e r ,  Th i s  i n t e r e s t  h a s  extended to r e s e a r c h  on t h e  
a d m i n i s t r a t i v e  p r o c e s s  o f  h i r i n g ,  t r a i n i n g ,  and s u p e r v i s i n g  t h e  i n d i v i d u a l  
o f f i c e r .  There h a s  been much l e s s  r e s e a r c h  on t h e  p o l i c e  management and 
o r g a n i z a t i o n a l  s t r u c t u r e ,  t h e  r o l e s  o f  i n d i v i d u a l  a c t o r s  w i t h i n  t h e  p o l i c e  
o r g a n i z a t i o n ,  t h e  i n t e r n a l  decision-making p r o c e s s  w i t h i n  t h e  p o l i c e  
o r g a n i z a t i o n ,  and o r g a n i z a t i o n a l  r e l a t i o n s h i p s  between t h e  p o l i c e  o r g a n i z a t i o n  
and o t h e r  governmental  a g e n c i e s  , 

T h i s  s y n t h e s i s  h a s  a l s o  demonstra ted t h a t  much r e s e a r c h  i n  p o l i c i n g  
h a s  been e x p l o r a t o r y  i n  d e s i g n  and v e r y  o f t e n  i n c l u d e s  o n l y  q u a l i t a t i v e  o r  
d e s c r i p t i v e  a n a l y s e s ,  More r e c e n t l y e  r e s e a r c h  h a s  i n c o r p o r a t e d  more 
s o p h i s t i c a t e d  r e s e a r c h  d e s i g n s  b u t ,  n e v e r t h e l e s s ,  a c o n s i d e r a b l e  p r o p o r t i o n  o f  
reviewed p o l i c e  r e s e a r c h  s t u d i e s  c o n t a i n e d  methodolog ica l  weaknesses .  
F u r t h e r ,  r e p o r t s  o f  p o l i c e  r e s e a r c h  s t u d i e s  a r e  o f t e n  a t h e o r e t i c a l  and d o  n o t ,  
i n  some i n s t a n c e s ,  compare s t u d y  r e s u l t s  w i t h  f i n d i n g s  i n  o t h e r  d i s c i p l i n e s .  

The s y n t h e s i s  p r o v i d e s  a  v a l u a b l e  c o n t r i b u t i o n  i n  r e p o r t i n g  p o l i c y -  
r e l e v a n t  f i n d i n g s  concern ing  t h e  s t a t u s  o f  p o l i c e  management, a d m i n i s t r a t i o n ,  
and o r g a n i z a t i o n .  Reviewed r e s e a r c h  s t u d i e s ,  i n  some c a s e s ,  c o n f i r m  
t h e o r e t i c a l l y - b a s e d  management and o r g a n i z a t i o n  p r i n c i p l e s .  I n  o t h e r  c a s e s ,  
r e s e a r c h  f i n d i n g s  r a i s e  q u e s t i o n s  concern ing  t h e  e f f i c a c y  o f  c e r t a i n  
t r a d i t i o n a l  n o t i o n s  r e g a r d i n g  p o l i c e  management and o r g a n i z a t i o n .  

F u r t h e r ,  t h i s  s y n t h e s i s  p r o v i d e s  a  v a l u a b l e  c o n t r i b u t i o n  i n  y i e l d i n g  a  
r e s e a r c h  agenda f o r  f u t u r e  r e s e a r c h  i n  p o l i c e  management, a d m i n i s t r a t i o n ,  and 
o r g a n i z a t i o n .  T h i s  r e s e a r c h  agenda was based on i d e n t i f i e d ,  sampled 
s t u d i e s .  C e r t a i n l y ,  t h e r e  may be o t h e r  p e r t i n e n t  r e s e a r c h  s t u d i e s  which 
e i t h e r  complement or c o n t r a d i c t  t h e  f i n d i n g s  o u t l i n e d  i n  t h i s  r e p o r t  and used 
i n  p r e p a r i n g  t h e  r e s e a r c h  agenda. Thus, t h e r e  is a need t o  c o n t i n u e  an  
a n a l y s i s  o f  t h e  s t a t e  o f  t h e  a r t  and a s s e s s  t h e  r e l a t i v e  v a l u e  o f  o t h e r  
p u b l i s h e d  r e s e a r c h  s t u d i e s .  

One t a n g i b l e  p r o d u c t  of t h i s  r e s e a r c h  is t h e  p r o v i s i o n  o f  a 
d i s c i p l i n e - - i n d e p e n d e n t ,  comprehensive c o n c e p t u a l  framework f o r  t h e  a n a l y s i s  
o f  p o l i c e  management and o r g a n i z a t i o n a l  s t u d i e s .  Th i s  a n a l y t i c a l  t o o l  is a 
c o n t r i b u t i o n  i n  i t s e l f  and s e r v e s  a s  an a n a l y t i c a l  t o o l  which can be used i n  
f u r t h e r  s y n t h e s e s  o f  r e s e a r c h  a f f e c t i n g  p o l i c e  a d m i n i s t r a t i o n .  



INTRODUCTION 

I n  November, 1979,  P u b l i c  A d m i n i s t r a t i o n  S e r v i c e  r e c e i v e d  a c o n t r a c t  
from t h e  N a t i o n a l  I n s t i t u t e  o f  Law Enforcement and C r i m i n a l  J u s t i c e  ( t h e  
I n s t i t u t e )  t o  conduct  a s y n t h e s i s  of r e s e a r c h  a f f e c t i n g  p o l i c e  o r g a n i z a t i o n  
and management. T h i s  s t u d y  h a s  been c o n s i d e r e d  an  impor tan t  r e s e a r c h  e f f o r t  
f o r  t h e  o rgan ized  and s y s t e m a t i c  advancement of knowledge i n  t h e  a r e a s  o f  
p o l i c e  o r g a n i z a t i o n  and management. m e  I n s t i t u t e  h a s  d u l y  recognized  t h a t ,  
to d a t e ,  t h e r e  h a s  o n l y  been a modest inves tment  i n  p o l i c e  management 
r e s e a r c h ,  a l though  t h e r e  is a c o n s i d e r a b l e  body of p r e s c r i p t i v e  l i t e r a t u r e  on 
p o l i c e  o r g a n i z a t i o n ,  a d m i n i s t r a t i o n ,  and management. F u r t h e r ,  t h e  I n s t i t u t e  
h a s  recognized t h a t  e x i s t i n g  p o l i c e  management r e s e a r c h  h a s  n o t  been ana lyzed  
c r i t i c a l l y  wi th  a view toward d e f i n i n g  t h e  s t a t e  o f  t h e  a r t  and recommending 
t o p i c s  f o r  f u t u r e  r e s e a r c h .  

Cons ider ing  t h e s e  needs ,  t h e  g o a l s  of t h i s  s t u d y  were to p r o v i d e  a 
r e s e a r c h  agenda f o r  f u t u r e  p o l i c e  management r e s e a r c h  by i d e n t i f y i n g  t h e  
s t r e n g t h s  and weaknesses o f  e x i s t i n g  p u b l i s h e d  r e s e a r c h ,  and y i e l d i n g  a 
comprehensive up-to-date review of  e x i s t i n g  i n f o r m a t i o n  and knowledge 
r e g a r d i n g  p o l i c e  management and a d m i n i s t r a t i v e  p r a c t i c e s  and o r g a n i z a t i o n a l  
c o n s i d e r a t i o n s .  Three  s p e c i f i c  s tudy  o b j e c t i v e s  were fo rmula ted  t o  a c h i e v e  
t h e s e  g o a l s .  These o b j e c t i v e s  were: ' 

1. 	 To i d e n t i f y  t h o s e  books,  monographs, and a r t i c l e s  
produced by s o c i a l  s c i e n t i s t s  and c r i m i n a l  j u s t i c e  
s c h o l a r s  which have p a r t i c u l a r  r e l e v a n c e  t o  t h e  
management o f  p o l i c e  o r g a n i z a t i o n s .  

2 .  	 To a n a l y z e  t h e  c o n t e n t  o f  t h o s e  works, f o c u s i n g  
s p e c i f i c a l l y  on those  which have produced knowledge--
e m p i r i c a l  f i n d i n g s  g e n e r a t e d  by m e t h o d o l o g i c a l l y  sound 
r e s e a r c h  p rocedures .  

3 .  	 To compile t h o s e  f i n d i n g s  i n t o  a c o h e r e n t  s y n t h e s i s ,  
i d e n t i f y i n g  t h e  s t r e n g t h s  and weaknesses and t h e  a b s o l u t e  
g a p s  i n  knowledge r e g a r d i n g  p o l i c e  management and 
a d m i n i s t r a t i o n .  

The pr imary f o c u s  o f  t h i s  s y n t h e s i s  is on p o l i c e  management 
l i t e r a t u r e .  The s t u d y  h a s  a l s o  g iven  supplemental  c o n s i d e r a t i o n  t o  a review 
of  t h e  g e n e r a l  management and s o c i a l  s c i e n c e  l i t e r a t u r e .  T h i s  secondary f o c u s  
h a s  f a c i l i t a t e d  an a n a l y s i s  o f  r e l e v a n t  r e s e a r c h  s t u d i e s  i n  o t h e r  
d i s c i p l i n e s .  Where p o s s i b l e ,  e m p i r i c a l  f i n d i n g s  from t h e s e  s t u d i e s  have been 
s y n t h e s i z e d  wi th  t h o s e  r e s u l t i n g  from p o l i c e  r e s e a r c h  s t u d i e s  t o  compile  
knowledge on p o l i c e  management and o r g a n i z a t i o n .  



One i n i t i a l  s t u d y  o b j e c t i v e  was t h e  i d e n t i f i c a t i o n  o f  " a b s o l u t e  
knowledge gaps" r e g a r d i n g  p o l i c e  management and a d m i n i s t r a t i o n .  T h i s  
o b j e c t i v e ,  i n  r e t r o s p e c t ,  was q u i t e  a m b i t i o u s  g iven  t h e  r e s o u r c e s  a v a i l a b l e  t o  
complete t h i s  s tudy .  A more a p p r o p r i a t e  o b j e c t i v e  would have been s imply t o  
i l l u s t r a t e  knowledge base  s t r e n g t h s  and weaknesses i n  t h e  r e s e a r c h  l i t e r a t u r e .  

I n  a s i m i l a r  v e i n ,  t h i s  s t u d y  is n o t  in tended  a s  an e x h a u s t i v e  rev iew 
of  t h e  s t a t e  o f  t h e  a r t  o f  a l l  manager ia l ,  a d m i n i s t r a t i v e ,  and o r g a n i z a t i o n a l  
t o p i c s .  Again,  r e s o u r c e  l i m i t a t i o n s  p r o h i b i t e d  t h e  s y n t h e s i s  of c e r t a i n  
r e l e v a n t  r e s e a r c h  l i t e r a t u r e ,  p redominan t ly  i n  t h e  g e n e r a l  management and 
s o c i a l  s c i e n c e  d i s c i p l i n e s .  I n s t e a d ,  t h e  s t u d y  should be viewed a s  a c r i t i c a l  
review o f  a s u b s t a n t i a l  sampling o f  t h e  r e s e a r c h  l i t e r a t u r e .  The f i n d i n g s  
concern ing  t h e  s t a t e  o f  t h e  a r t  a r e  t h u s  g e n e r a l i z a b l e  t o  t h i s  sample and,  n o t  
n e c e s s a r i l y ,  t o  a l l  management and o r g a n i z a t i o n a l  l i t e r a t u r e .  

T h i s  r e p o r t  c o n t a i n s  e i g h t  c h a p t e r s .  The f i r s t  c h a p t e r  p r e s e n t s  a 
d e t a i l e d  d e s c r i p t i o n  o f  t h e  s t u d y  methodology, i n c l u d i n g  d e f i n i t i o n s  o f  t h e  
management and o r g a n i z a t i o n a l  s u b j e c t s  ana lyzed ,  t h e  document-gathering and 
review p r o c e s s  employed, and t h e  a n a l y s i s  t e c h n i q u e s  used i n  deducing 
s y n t h e s e s  o f  t h e  r e s e a r c h  l i t e r a t u r e .  

C h a p t e r s  I1 t h r u  V I I  p r e s e n t  a n a l y s e s  o f  s p e c i f i c  manager ia l  and 
o r g a n i z a t i o n a l  and s u b j e c t  m a t t e r .  The c o n t e n t  o f  t h e s e  c h a p t e r s  is p r e s e n t e d  
i n  o r d e r  of t h e  c o n c e p t u a l  c l u s t e r s  a p p e a r i n g  i n  t h e  s t u d y ' s c o n c e p t u a l  
framework, as p r e s e n t e d  i n  Chapter  11. A summary and c o n c l u s i o n  r e g a r d i n g  t h e  
s t r e n g t h s  and weaknesses o f  e x i s t i n g ,  sampled r e s e a r c h  i s  p r e s e n t e d  i n  each 
c h a p t e r .  

Chapter  V I I I  p r e s e n t s  an overview of  t h e  s i g n i f i c a n c e  and c o n t r i b u t i o n  
o f  t h i s  s t u d y .  Inc luded  i n  t h i s  c h a p t e r  i s  a summarized c r i t i q u e  o f  t h e  s t a t e  
o f  t h e  a r t  o f  t h e  c o n t e n t  and methodology of  t h e  sampled p o l i c e  r e s e a r c h  
l i t e r a t u r e .  



I.  DETAILED METHODOLOGY 

FOR 

"A SYN'I'HESIS OF RESEARCH AFFECTING POLICE ADMINISTRATION" 

S t u d y  P a r a m e t e r s  

The f i r s t  s t e p  i n  t h i s  p r o j e c t  was a d e f i n i t i o n  o f  e x p l i c i t  s t u d y  
p a r a m e t e r s .  his p r o j e c t  was a d m i t t e d l y  q u i t e  b r o a d  a t  t h e  o n s e t ,  d u e  
p r i m a r i l y  to t h e  n a t u r e  o f  t h e  s u b j e c t  m a t t e r .  The terms "management" and 
" a d m i n i s t r a t i o n "  b r i n g  t o  mind many c o n c e p t s  and i d e a s  depend ing  on t h e  
background o f  t h e  i n d i v i d u a l  u s i n g  t h e s e  t e rms .  

Management t h e o r i s t s  and p r a c t i t i o n e r s  a l i k e  o f  t e n  r e f e r  to  t h r e e  
s e p a r a t e  and y e t  d i f f e r e n t  c o n c e p t s  a l l  under  t h e  u m b r e l l a  o f  management and  
a d m i n i s t r a t i o n :  t h e  o r g a n i z a t i o n  o r  i n s t i t u t i o n ,  t h e  work g r o u p ,  and t h e  
i n d i v i d u a l .  P e t e r  Drucke r ,  f o r  example ,  d e f i n e s  management a s  a n  " o r g a n  o f  
t h e  i n s t i t u t i o n "  w i t h  t h r e e  p r i n c i p a l  t a s k s  ( D r u c k e r ,  1 9 7 3 : l - 2 ) :  

a The s p e c i f i c  p u r p o s e  and m i s s i o n  o f  t h e  i n s t i t u t i o n ,  
whe the r  b u s i n e s s ,  e n t e r p r i s e ,  h o s p i t a l ,  o r  u n i v e r s i t y .  

Making work p r o d u c t i v e  and t h e  worker a c h i e v i n g .  

Managing social i m p a c t s  and s o c i a l  r e s p o n s i b i l i t i e s .  

F u r t h e r ,  r e s e a r c h  i n  t h e  f i e l d s  o f  management and a d m i n i s t r a t i o n  
t r a n s c e n d s  many d i s c i p l i n e s .  The s c o p e  o f  t h i s  r e s e a r c h ,  t h e r e f o r e ,  w i l l  v a r y  
w i t h  t h e  background and e x p e r  i e n c e  o f  t h e  r e s e a r c h e r .  Knowledge i n  management 
and a d m i n i s t r a t i o n  h a s  been  g e n e r a t e d  and d i s s e m i n a t e d  by s o c i o l o g i s t s ,  
p s y c h o l o g i s t s ,  p o l i t i c a l  s c i e n t i s t s ,  managemen t /o rgan iza t ion  t h e o r i s t s ,  and 
e c o n o m i s t s ,  among o t h e r  p r o f e s s i o n a l s .  The medium f o r  t r a n s m i t t i n g  t h i s  
knowledge w i l l  t h u s  cross many d i s c i p l i n e s .  

I t  was n e c e s s a r y  to r e d u c e  t h e  s c o p e  o f  t h i s  s t u d y  b e c a u s e  o f  t h i s  
d i v e r s i t y  i n  d e f i n i t i o n  and i n t e r p r e t a t i o n  o f  management and a d m i n i s t r a t i o n  
and b e c a u s e  o f  t h e  r e s o u r c e  l i m i t a t i o n s  p l a c e d  upon t h e  s t u d y .  F i v e  d i s t i n c t  
p a r a m e t e r s  were  chosen  to na r row t h e  p r o j e c t ' s  s cope .  The p r o j e c t ' s  A d v i s o r y  
Board and mon i to r  f rom t h e  ~ a t i o n a l  I n s t i t u t e  o f  J u s t i c e  a g r e e d  upon t h e s e  
l i m i t a t i o n s  a t  an  e a r l y  p r o j e c t  m e e t i n q .  These  p a r a m e t e r s  a r e  d e s c r i b e d  i n  
t h e  f o l l o w i n g  p a g e s .  They a r e :  

m A d e c i s i o n  t o  i n c l u d e  a s ampl ing  o f  r e s e a r c h  s t u d i e s  f rom 
t h e  g e n e r a l  management and s o c i a l  s c i e n c e  d i s c i p l i n e s  to 
p r o v i d e  a  c o m p a r a t i v e  base f o r  a n a l y z i n g  p o l i c e  s t u d i e s .  



a 	 A d e c i s i o n  to  l i m i t  t h e  s t u d y ' s  domain to  o n l y  e m p i r i c a l  
r e s e a r c h  s t u d i e s  to f a c i l i t a t e  t h e  i d e n t i f i c a t i o n  o f  a 
knowledge b a s e  on p o l i c e  management and o r g a n i z a t i o n .  

a 	 A d e c i s i o n  to e l i m i n a t e  f rom c o n s i d e r a t i o n  r e s e a r c h  
s t u d i e s  t h a t  f o c u s e d  p r i m a r i l y  on p o l i c e  o p e r a t i o n a l  
c o n t e n t  t o p i c s ,  

e A d e c i s i o n  t o  e l i m i n a t e  from t h e  s c o p e  o f  t h e  s t u d y  
r e s e a r c h  t h a t  f o c u s e d  on t h e  management a c t i v i t i e s  and  
s t y l e  o f  t h e  p o l i c e  c h i e f  e x e c u t i v e .  

a 	 A d e c i s i o n  to  l i m i t  t h e  r e s e a r c h  to o n l y  r e s e a r c h  r e p o r t s  
p u b l i s h e d  i n  t h e  U n i t e d  S t a t e s .  

1ncl .us ion  o f  a Sampl ing  of R e s e a r c h  S t u d i e s  from t h e  G e n e r a l  Management and  
S o c i a l  S c i e n c e  D i s c i p l i n e s  

F i r s t ,  t h e  s t u d y  was d e s i g n e d  to  i n c l u d e  a  s ampl ing  o f  t h e  works  o f  
management s p e c i a l i s t s  and non-po l i ce  s o c i a l  s c i e n t i s t s  to  draw 
c o m p a r a t i v e  s o u r c e  o f  knowledge c o n c e r n i n g  management and o r g a n i z a t i o n . - -  WOnTh: 
p o l i c e  f i e l d  h a s  been  c r i t i c i z e d  f o r  b e i n g  p a r a o c h i a l  and n o t  i n t e g r a t i n g  t h e  
f i n d i n g s  from s o c i a l  s c i e n t i f i c  s t u d i e s  i n t o  its a n a l y s e s  o f  management and 
a d m i n i s t r a t i o n .  The re  is  l i t t l e  d o u b t  t h a t  much c a n  be l e a r n e d  from s u c h  
s t u d i e s .  The g e n e r a l  management l i t e r a t u r e  a n a l y z e s  numerous t h e o r i e s  and 
c o n c e p t s  which a r e  d i r e c t l y  a p p l i c a b l e  to t h e  p o l i c e  d i s c i p l i n e .  Moreover ,  
t h i s  l i t e r a t u r e  c o n t a i n s  many r e p o r t s  o f  s t u d i e s  which a r e  m e t h o d o l o g i c a l l y  
sound and p e r m i t  t h e  development  o f  i n f e r e n c e s  t o  g u i d e  m a n a g e r i a l  and 
o r g a n i z a t i o n a l  t h e o r y .  

L i m i t i n g  t h e  S t u d y  t o  Only E m p i r i c a l  R e s e a r c h  S t u d i e s  

S e c o n d l y ,  t h e  p r o j e c t  w i l l  b e  l i m i t e d  to  o n l y  t h o s e  s t u d i e s  which r e l y  
on e m p i r i c a l  r e s e a r c h .  T h i s  l i m i t a t i o n  was n e c e s s a r y  t o  deduce  a  knowledge 
b a s e  c o n c e r n i n g  t h e  many f a c e t s  o f  p o l i c e  management. A l though  t h e r e  a r e  many 
e x c e l l e n t  p u b l i s h e d  works which p r e s c r i b e  sound m a n a g e r i a l  and o r g a n i z a t i o n  
p o l i c e  p r a c t i c e s  or d e v e l o p  a t h e o r y  c o n c e r n i n g  some t o p i c  i n  p o l i c e  
management, t h e s e  works g e n e r a l l y  p r o v i d e  i n f o r m a t i o n  and n o t  knowledge.  T h i s  
l i m i t a t i o n  by no  means demeans t h e  q u a l i t y  o r  t h e  v a l u e  o f  t h e s e  works .  I n  
f a c t ,  many o r g a n i z a t i o n s ,  i n c l u d i n g  p o l i c e  a g e n c i e s ,  have  r e l i e d  upon s u c h  

L / ~ h e  p r o j e c t  r e s o u r c e s  l i m i t e d  a n a l y s e s  o f  g e n e r a l  management and 
s o c i a l  s c i e n c e  l i t e r a t u r e  to a s a m p l i n g  o f  a r t i c l e s  and t e x t s .  For  f u r t h e r  
d i s c u s s i o n  on t h i s  m a t t e r  see S e c t i o n  111--Data C o l l e c t i o n  and Review 
P r o c e d u r e s ,  



p r e s c r i p t i v e  t e x t s  a s  a founda t ion  f o r  many o r g a n i z a t i o n a l  and m a n a g e r i a l  
p r a c t i c e s .  The l i m i t a t i o n  is based on the  f a c t  t h a t  many such t e x t s  p o s i t  
t h e o r i e s  n o t  accompanied by r e s e a r c h  f i n d i n g s  d e r i v e d  from v a l i d ,  e m p i r i c a l  
o b s e r v a t i o n s .  T h e r e f o r e ,  it is n o t  p o s s i b l e  to deve lop  a knowledge base  from 
t h e s e  works. 

By way of i l l u s t r a t i o n ,  c o n s i d e r  t h e  s u b j e c t  of p a r t i c i p a t o r y  
management. Many p o l i c e  t ex tbooks  c o n t a i n  d e s c r i p t i o n s  o f  t h e  b e n e f i t s  o f  
p a r t i c i p a t o r y  management schemes t o  accommodate employee i n p u t  i n  d e c i s i o n -
making. These p r e s c r i p t i o n s  may c e r t a i n l y  be w e l l  founded. They f r e q u e n t l y  
a r e  n o t  accompanied, however, by r e s e a r c h  f i n d i n g s  based on methodolog ica l  
d e s i g n s .  Such s t u d i e s  do n o t ,  t h e r e f o r e ,  p r o v i d e  knowledge abou t  t h e  p o s i t i v e  
and/or n e g a t i v e  r e s u l t s  which may occur  w i t h  t h e  i n t r o d u c t i o n  o f  p a r t i c i p a t o r y  
management sys tems.  

The term " e m p i r i c a l  r e s e a r c h "  may be s u b j e c t  t o  s e v e r a l  d e f i n i t i o n s .  
I t  was t h u s  impera t ive  t o  e s t a b l i s h  an o p e r a t i o n a l  d e f i n i t i o n  o f  e m p i r i c a l  
r e s e a r c h  f o r  t h i s  s tudy .  The a d j e c t i v e  e m p i r i c a l  is d e f i n e d  by Webster a s  
" r e l y i n g  on e x p e r i e n c e  o r  o b s e r v a t i o n s  a l o n e  o f t e n  w i t h o u t  due r e g a r d  f o r  
sys tem and t h e o r y ,  c a p a b l e  o f  being v e r i f i e d  o r  d i s p r o v e d  by o b s e r v a t i o n  o r  
exper iment"  (Webs te r ' s  New C o l l e g i a t e  D i c t i o n a r y ,  1 9 7 9 ) .  Applying t h i s  
d e f i n i t i o n  t o  p o l i c e  management, t h e  obvious  l i n k a g e  is t o  i n c l u d e  t h o s e  
s t u d i e s  which produce o b s e r v a t i o n s  o r  p r o p o s i t i o n s  p r i m a r i l y  based on s e n s e  
e x p e r i e n c e  and/or a r e  d e r i v e d  from such e x p e r i e n c e  by methods o f  i n d u c t i v e  
l o g ic . 

T h i s  d e f i n i t i o n  n e i t h e r  l i m i t s  t h e  p r o j e c t  domain t o  those  r e s e a r c h  
s t u d i e s  which a r e  t o t a l l y  q u a n t i t a t i v e  nor t h o s e  which a r e  t o t a l l y  
q u a l i t a t i v e .  R a t h e r ,  it f o c u s e s  t h e  pa ramete rs  o f  t h e  s t u d y  on r e s e a r c h  
p r o j e c t s  on p o l i c e  o r g a n i z a t i o n  and management which i n c l u d e  some form o f  
documented o b s e r v a t i o n  o r  s e n s e  e x p e r i e n c e .  The r e s e a r c h  d e s i g n s  of s e l e c t e d  
s t u d i e s  may v a r y ,  t h e r e f o r e ,  from survey  r e s e a r c h  t o  e x p e r i m e n t a l .  

F u r t h e r ,  t h i s  s t u d y  w i l l  be l i m i t e d  t o  t h e  t o p i c  of p o l i c e  management 
and o r g a n i z a t i o n .  T h i s  is a d m i t t e d l y  a broad t o p i c .  By d e s i g n ,  however, i t  
w i l l  exc lude  two a r e a s  o f  i n q u i r y .  T h i s  narrowing o f  t h e  p r o j e c t  scope was 
des igned  t o  reduce t h e  p o t e n t i a l  o f  redundancy between t h i s  p r o j e c t  and o t h e r  
s i m u l t a n e o u s l y  funded s t u d i e s  o f  t h e  N a t i o n a l  I n s t i t u t e  o f  J u s t i c e .  T h i s  
l i m i t a t i o n  e l i m i n a t e d  from c o n s i d e r a t i o n  s t u d i e s  i n  t w o  t o p i c a l  a r e a s .  

E l i m i n a t i o n  of S t u d i e s  t h a t  Focused on P o l i c e  O p e r a t i o n a l  S u b j e c t s  

Research l i t e r a t u r e  t h a t  was p r i m a r i l y  o p e r a t i o n a l  i n  c o n t e n t  was n o t  
reviewed f o r  t h i s  s tudy .  his i n c l u d e s  t h o s e  works t h a t  s t u d y  p o l i c e  p a t r o l  
o p e r a t i o n s ,  i n c l u d i n g  s p e c i a l  p o l i c e  p a t r o l  o p e r a t i o n s ,  such a s  s p e c i a l  
t a c t i c a l  p a t r o l  s t r a t e g i e s  o r  t e c h n i q u e s ,  t h e  c r i m i n a l  i n v e s t i g a t i o n s  p r o c e s s  
and t h e  management of t h i s  f u n c t i o n ,  t r a f f i c  enforcement ,  cr ime a n a l y s i s  and 
crime p r e v e n t i o n  e f f o r t s ,  and cr i m i n a l i s t i c s  or  f o r e n s i c s .  I n  a d d i t i o n ,  



r e l a t e d  t o p i c s  such a s  p a t r o l  a l l o c a t i o n  and p o l i c e  communications w i l l  n o t  be 
inc luded .  The e x c l u s i o n  o f  t h e s e  s u b j e c t s  by no means d e n i g r a t e s  t h e  r e s e a r c h  
e f f o r t s  under taken  i n  t h e s e  a r e a s  o f  i n q u i r y .  Ra ther ,  t h i s  l i m i t a t i o n  was s e t  
t o  avo id  d u p l i c a t i o n  wi th  work be ing  completed under a s e p a r a t e  g r a n t  
e n t i t l e d ,  "A S y n t h e s i s  o f  t h e  R e s u l t s  o f  P o l i c e  O p e r a t i o n s  Research"  (Gran t  
NO. 78-NI-AX-0061) , 

E l i m i n a t i o n  of S t u d i e s  t h a t  Examined t h e  Role o f  t h e  P o l i c e  Chief  E x e c u t i v e  

F u r t h e r ,  r e s e a r c h  l i t e r a t u r e  t h a t  focused on t h e  management a c t i v i t i e s  
and s t y l e  o f  t h e  p o l i c e  c h i e f  e x e c u t i v e  was a l s o  e l i m i n a t e d  from 
c o n s i d e r a t i o n .  T h i s  i n c l u d e s  a l l  b e h a v i o r a l  s t u d i e s ,  such a s  r e s e a r c h  t h a t  
a n a l y z e s  t h e  p o l i c e  c h i e f  e x e c u t i v e ' s  use  o f  t ime,  and t h o s e  s t u d i e s  which 
f o c u s  on t h e  working r e l a t i o n s h i p s  o f  t h e  p o l i c e  c h i e f  e x e c u t i v e  w i t h  c i t y  
government o f f i c i a l s ,  middle  management, o r  t h e  p o l i c e  employee 
o r g a n i z a t i o n .  Again, t h i s  l i m i t a t i o n  is  n o t  meant to minimize t h e  importance 
o f  such r e s e a r c h  i n q u i r i e s .  The l i m i t a t i o n  was drawn t o  avo id  d u p l i c a t i o n  
w i t h  a n o t h e r  s t u d y  funded by t h e  N a t i o n a l  I n s t i t u t e  o f  J u s t i c e  e n t i t l e d  
r e s e a r c h  on "The Nature of t h e  P o l i c e  E x e c u t i v e ' s  Work" ( G r a n t  No. 78-NI-AX-
0095) . 

L i m i t i n q  t h e  Study t o  Research P u b l i s h e d  i n  t h e  Uni ted S t a t e s  

A s  a f i n a l  l i m i t a t i o n  t o  t h e  p r o j e c t ' s  scope,  t h e  s t u d y  was l i m i t e d  t o  
r e s e a r c h  p u b l i s h e d  i n  t h e  Uni ted S t a t e s .  While t h e r e  a r e  many f i n e  works on 
o r g a n i z a t i o n s  i n  g e n e r a l  and p o l i c e  a g e n c i e s  i n  p a r t i c u l a r  which have been 
p u b l i s h e d  abroad ,  t h e  r e s o u r c e  l i m i t a t i o n s  o f  t h i s  p r o j e c t  d i d  n o t  p e r m i t  
review and a n a l y s i s  o f  t h e s e  s t u d i e s .  T h i s  is n o t  t o  s a y  t h a t  t h e  s t u d y  w i l l  
n o t  examine c u l t u r a l  i n f l u e n c e s  on p o l i c i n g .  T h i s  s u b j e c t  i s  i n c l u d e d  i n  t h e  
a n a l y s i s  o f  env i ronmenta l  i n f l u e n c e s  on t h e  p o l i c e  o r g a n i z a t i o n .  Data f o r  
t h i s  s e c t i o n ,  however, w i l l  be e x t r a c t e d  from s t u d i e s  p u b l i s h e d  i n  t h e  Uni ted 
S t a t e s .  

Conceptual  Framework 

A key t a s k  i n  any r e s e a r c h  endeavor is s e l e c t i n g  a c o n c e p t u a l  
framework t o  g u i d e  d a t a  c o l l e c t i o n  and a n a l y s i s  e f f o r t s .  The s e l e c t i o n  o f  
t h i s  framework was a major d e c i s i o n  i n  t h i s  s t u d y  because  o f  t h e  s h e e r  volume 
of s t u d i e s  i n  p o l i c e  a d m i n i s t r a t i o n  and t h e  need t o  have a method f o r  
comparing t h e  non-pol ice  l i t e r a t u r e  w i t h  p o l i c e  s t u d i e s .  Two approaches  were 
c o n s i d e r e d  by t h e  p r o j e c t  s t a f f ,  i t s  Advisory Board,  and N a t i o n a l  I n s t . i t u t e  of 



J u s t i c e ;  t h e  sys tems approach and t h e  s o c i o l o g i c a l  a p p r o a c h . /  A s y n t h e s i s  o f  
t h e s e  two was developed and chosen f o r  t h e  s tudy .  Each o f  t h e s e  approaches  is 
de  s c r  ibed  below. 

The Sys  tems Approach 

The systems approach may be d e s c r i b e d  a s  t h e  t r a d i t i o n a l  approach to 
o r g a n i z a t i o n a l  a n a l y s i s  i n  t h e  p o l i c e  p r o f e s s i o n . '  The systems approach 
i n v o l v e s  i d e n t i f y i n g  i n p u t s  of v a r i o u s  t y p e s  which e x i s t  i n  t h e  p o l i c e  
o r g a n i z a t i o n  environment,  i d e n t i f y i n g  a throughput  p r o c e s s  which r e c e i v e s ,  
i n t e r p r e t s ,  and p r o c e s s e s  t h e s e  i n p u t s ,  and d e s c r i b i n g  o u t p u t s  which a r e  
d e l i v e r e d  by t h i s  p r o c e s s  back t o  t h e  l a r g e r  environment .  The sys tems  
approach s u g g e s t s  t h a t  o r g a n i z a t i o n s  a r e  open s o c i a l  sys tems which c o n s i s t  of 
t h e  p a t t e r n e d  a c t i v i t i e s  o f  a number of i n d i v i d u a l s  (Katz and Kahn, 1 9 6 6 ) -  

From t h e  p e r s p e c t i v e  o f  p o l i c e  a d m i n i s t r a t i o n ,  i n p u t s  a r e  
c h a r a c t e r i z e d  a s  e i t h e r  f u n c t i o n a l  (peop le ,  money, and i d e a s ) ,  programmatic 
( i n c l u d i n g  t h e  s p e c i f i c  r e q u e s t s  r e c e i v e d  by p o l i c e  o r g a n i z a t i o n s  f o r  t h e i r  
s e r v i c e s ,  a s  w e l l  a s  t h e  immediate s o c i a l  c o n d i t i o n s  which g i v e  r i s e  to t h o s e  
demands) , o r  e n v i r o n m e n t a l - c u l t u r a l  c o n c e p t i o n s  and popula r  o p i n i o n s  r e l e v a n t  
t o  c r ime ,  law, and t h e  p o l i c e .  I n  s h o r t ,  it i n c l u d e s  a l l  t h o s e  env i ronmenta l  
o r  c u l t u r a l  c o n d i t i o n s  which may n o t  l e a d  t o  s p e c i f i c  demands f o r  p o l i c e  
s e r v i c e s ,  b u t  which i n d i r e c t l y  a f f e c t  t h e  s t r u c t u r e  and f u n c t i o n i n g  of t h e  
p o l i c e  o r g a n i z a t i o n .  

F u n c t i o n a l  i n p u t s  a r e  normal ly  p rocessed  by unique a d m i n i s t r a t i v e  
u n i t s  or sys tems  w i t h i n  t h e  o r g a n i z a t i o n .  People  i n p u t s  a r e  p rocessed  by 
p e r s o n n e l  and t r a i n i n g  sys tems ,  money i n p u t s  by f i n a n c i a l  sys tems,  and i d e a  
i n p u t s  by p l a n n i n g  systems. 

Programmatic i n p u t s  a r e  a l s o  r e c e i v e d  and p rocessed  i n  sys tem terms,  
g e n e r a l l y  through t h e  o p e r a t i o n a l  u n i t s  of p o l i c e  a g e n c i e s .  Systems of  

L / ~ h i s is n o t  t o  imply t h a t  t h e s e  a r e  t h e  o n l y  two frameworks which may 
have been p e r t i n e n t  t o  t h i s  s t u d y .  There a r e  undoubtedly many o t h e r  
frameworks which cou ld  have been t e s t e d  had t h e  i n t e n t  of t h i s  s t u d y  been t o  
deve lop  and test  a s e r i e s  o f  models f o r  s y n t h e s i z i n g  p o l i c e  and non-pol ice  
manageme t l i t e r a t u r e .  

$This terminology i s  n o t  to imply a  framework t h a t  is advanced i n  age ,  
b u t  one t h a t  is commonly used i n  t e x t s  on p o l i c e  o r g a n i z a t i o n  and 
management. See ,  f o r  example,  Bernard L. Garmire ( e d . )  Local  Government 
P o l i c e  Management (Washington, D.C.: I n t e r n a t i o n a l  C i t y  Management 
A s s o c i a t i o n )  , 1977 ;  Pau l  M. Whisenand and R. Fred Ferguson,  The Managing o f  

-P o l i c e  O r g a n i z a t i o n s ,  2nd e d . ,  (Englewood C l i f f s ,  N .  J.: renti ice-Hall, I n c . ,  
1 9 7 8 ) .  



p a t r o l ,  c r i m i n a l  i n v e s t i g a t i o n ,  s p e c i a l i z e d  law enforcement ,  and a h o s t  o f  
a n c i l l a r y  s u p p o r t  f u n c t i o n s ,  such a s  communications,  cr ime p r e v e n t i o n ,  and 
c r i m i n a l i s t i c s ,  a r e  c o n s t r u c t e d  w i t h i n  t h e  p o l i c e  agency t o  p r o c e s s  t h e s e  
i n p u t s .  

E n v i r o n m e n t a l - c u l t u r a l  i n p u t s  a r e  normal ly  p r o c e s s e d  th rough  t h e  
p o l i c e  o r g a n i z a t i o n  by community r e l a t i o n s  o r  p u b l i c  r e l a t i o n s  sys tems.  Under 
t h i s  th roughput  sys tem a r e  inc luded  many o f  t h e  i n f o r m a l  a c t i v i t i e s  and 
p r o c e s s e s  which a r e  an impor tan t  p a r t  o f  t h e  o rgan iza t ion-env i ronment  
i n t e r f a c e .  The s t r e e t  l e v e l  i n t e r a c t i o n s  o f  t h e  p o l i c e  o f f i c e r  wi th  c i t i z e n s ,  
t h e  p a r t i c i p a t i o n  o f  t h e  p o l i c e  c h i e f  e x e c u t i v e  i n  c i v i c ,  c u l t u r a l ,  and 
b u s i n e s s  o r g a n i z a t i o n s  a r e  j u s t  two examples o f  o r g a n i z a t i o n a l  methods o f  
r e c e i v i n g  and p r o c e s s i n g  e n v i r o n m e n t a l - c u l t u r a l  i n p u t s .  

A l l  o f  t h e s e  d i s c r e t e  th roughput  sys tems a r e  l i n k e d  t o g e t h e r  by two 
o v e r a r c h i n g  e lements  o f  t h e  p o l i c e  o r g a n i z a t i o n ,  g e n e r a l l y  r e f e r r e d  t o  i n  t h e  
L i t e r a t u r e  a s  o r g a n i z a t i o n a l  s t r u c t u r e  and management s t y l e .  These e lements  
i r c l u d e  t h e  fo rmal  mechanisms or  f a c t o r s ,  a s  w e l l  a s  t h e  p e r s o n a l  dynamics,  
which management u s e s  t o  t i e  t h e s e  sys tems t o g e t h e r  to form an  o r g a n i z a t i o n  t o  
a c h i e v e  s p e c i f i e d  g o a l s  and o b j e c t i v e s .  O r g a n i z a t i o n a l  s t r u c t u r e  i n c l u d e s  t h e  
v a r i o u s  methods and t e c h n i q u e s ,  u s u a l l y  a s s o c i a t e d  wi th  b u r e a u c r a t i c  sys tems 
and p r o c e s s e s ,  used to c a r r y  o u t  t h e  work e f f o r t .  Topics  such a s  
c e n t r a l i z a t i o n  o f  a u t h o r i t y ,  f o r m a l i z a t i o n  o f  r u l e s ,  p o l i c i e s ,  and d i r e c t i v e s ,  
s p e c i a l i z a t i o n  o f  t a s k s ,  and d i v i s i o n  of l a b o r  a r e  i n c l u d e d  i n  t h i s  
d imension.  Management s t y l e  is more i n f o r m a l  i n  n a t u r e  and l a r g e l y  dependent  
on t h e  p o l i c e  c h i e f  e x e c u t i v e .  Such t o p i c s  a s  e x e c u t i v e  p r o f e s s i o n a l i s m ,  
d e l e g a t i o n  o f  r e s p o n s i b i l i t y  and a u t h o r i t y ,  and p a r t i c i p a t i v e  management a r e  
i n f o r m a l  sys tems ,  p r i m a r i l y  c o n s t r u c t e d  from t h e  s t y l e  of t h e  p o l i c e  c h i e f  
e x e c u t i v e .  

The systems approach i d e n t i f i e s  unique o u t p u t s  f o r  each o f  t h e s e  
th roughput  p r o c e s s e s .  Thus, an a n a l y s t  o f  any o r g a n i z a t i o n  can use  t h e  model 
t o  d i s c e r n  which o u t p u t s  a r e  produced f o r  g iven  i n p u t s  from t h e  th roughput  
sys tems and p r o c e s s e s .  T h i s  r e l a t i o n s h i p  of i n p u t s ,  t h r o u g h p u t s ,  and o u t p u t s  
i s  d e p i c t e d  i n  F i g u r e  1. A s t u d y  o f  t h e s e  r e l a t i o n s h i p s ,  and t o  what e x t e n t  
they  f u n c t i o n  a s  p r e s c r i b e d ,  would be a  s t u d y  of p o l i c e  management and 
o r g a n i z a t i o n  us ing  t h e  sys tems model. 

The systems model is  i m p o r t a n t  because  i t  c l e a r l y  d e f i n e s  t h e  
r e l a t i o n s h i p s  between many i n p u t s  and i n t e r n a l  p o l i c e  management sys tems ,  a s  
w e l l  as o u t p u t s  o f  t h e s e  sys tems.  I n  t h i s  s e n s e ,  it is e a s i l y  a p p l i e d  t o  
p o l i c e  o r g a n i z a t i o n s .  

I f  t h i s  framework were s e l e c t e d ,  r e s e a r c h  f o r  t h i s  s t u d y  would f o c u s  
on t h e  d e g r e e  t o  which p r e v i o u s  s t u d i e s  have demonstra ted t h e  a c t u a l  workings 
of t h i s  system. Among t h e  q u e s t i o n s  t o  be answered a r e  t h e  fo l lowing :  a r e  
t h e  i d e n t i f i e d  o u t p u t s  a c t u a l l y  produced by t h e  th roughput  sys tems;  how a r e  
s p e c i f i e d  i n p u t s  a c t u a l l y  p r o c e s s e d  through t h e  p o l i c e  o r g a n i z a t i o n ;  what 
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-- 

knowledge does the research provide about the relationship of organizational 

structure to system throughputs and then to outputs; and what does previous 

research indicate concerning the role of the informal organization and the 

individual in this open system? 


The Socioloqical Framework 


The second approach considered is termed the socioloqical approach 
because it is borrowed from the discipline of sociology and was developed to 
facilitate comparative analyses across different organizations, This 
sociological framework was constructed by Heydebrand (1973) during the early 
1970's in an effort to build a ver'fied, organizationally independent, general 
theory of formal organizations,- 4' It was developed through reviews of 29 
articles comparing the results of empirical research for two or more 
organizations. The types of organizations examined in these studies varied 
widely: eight articles studied businesses, ten studied professional or 
service organizations, four studied voluntary associations, two studied 
government agencies, and five studied combinations of various types of 
organizations. None of the studies examined police agencies. 

The conceptual framework devised by Heydebrand included 23 distinct 

organizational variables. Through inductive analysis, he grouped like 

variables into conceptuaLly linked clusters which he referred to as "the 

dimensions of organizational analysis" (Heydebrand, 1973:ll-281. His titles 

for those clusters and the specific variables included within each are 

presented in Table 1. 


z/~e~debrand's discussion may be found in Heydebrand, Wolf V. (ed.) 
Comparative Organizations: The Results of Empirical Research (Englewood 
Cliffs: Prentice-Hall), 1973. 



Table 1 


CONCEPTUAL FRAMEWORK 

by Wolf V, Heydebrand (1973:13) 


Developed for Comparative Analyses of Organizations 


Conceptual Cluster 	 Specific Variables 


1. Environment: Aggregate Characteristics 

2. Environment: Relational and Structural 


Organizational Environment and Autonomy Characteristics 

3 .  Organizational Age 
4 .  Legal and Political Autonomv 
5. Functional and Economic Autonomy 


6. Diversity of Objectives 

7 .  Number of Objectives 
8. Geographical Dispersion 

9. Variability of Tasks 

Complexity of Goal and Task Structure 10. Organizational Size: T = Task, 
of Organization R = Resource, P = Personnel, 

M = Members 
Organizational Change 
Organizational Effectiveness 

13. 	Functional Specialization 

1 4 .  Departmental Specialization 

Internal Structural Differentiation 15. Technological Complexity 
16. 	Skill Structure, Professionalization 


17. 	Committees 

18. 	Incentives: M = Material, 

X = Social, N = Normative 
19. Formalization, Written Rules 


Organizational Coordination and Control 20. Hierarchical Levels 

21. 	Span of Control; Manager Ratios 

22. 	Administrative Staff and Communication; 

C = Clerical; S = C + Other 
2 3 .  	 Decision-Making 
2 4 .  	 Other 



T h i s  framework was s e l e c t e d  f o r  c o n s i d e r a t i o n  because  of i t s  u s e  i n  
compara t ive  o r g a n i z a t i o n a l  a n a l y s i s ,  i ts  f o u n d a t i o n ,  d e v i s e d  from e m p i r i c a l  
r e s e a r c h ,  and i t s  development independen t  from t h e  f i e l d  o f  p o l i c e  
a d m i n i s t r a t i o n .  F u r t h e r ,  t h i s  model was developed i n d u c t i v e l y  th rough  t h e  
i d e n t i f i c a t i o n  o f  d i s c r e t e  v a r i a b l e s  t h a t  were grouped t o g e t h e r  i n t o  one 
l a r g e r  framework o f  common c l u s t e r s  o f  v a r i a b l e s .  The systems approach ,  i n  
c o n t r a s t ,  was des igned  d e d u c t i v e l y ,  working "downwards" from g e n e r a l  
t h e o r e t i c a l  s u g g e s t i o n s  t o  a more s p e c i f i c ,  workable  framework t h a t  i n c l u d e d  
major e l e m e n t s  o f  t h e  p o l i c e  o r g a n i z a t i o n .  

The major c o n t r i b u t i o n  o f  Heydebrand 's  work f o r  t h i s  s t u d y  on p o l i c e  
management is h i s  r e c o g n i t i o n  t h a t  a l t h o u g h  t h e r e  a r e  c l u s t e r s  o f  l i k e  
v a r i a b l e s ,  many o r g a n i z a t i o n a l  s t u d i e s  a c t u a l l y  c u t  a c r o s s  t h e s e  c l u s t e r s  and 
a n a l y z e  s e v e r a l  v a r i a b l e s  and t h e  r e l a t i o n s h i p s  between them. I n  t h i s  way, 
r e s e a r c h e r s  a n a l y z e  t h e  impact ,  f o r  example,  o f  env i ronmenta l  i n f l u e n c e s  on 
o r g a n i z a t i o n a l  c o o r d i n a t i o n  and c o n t r o l  sys tems ,  and o f  t h e  complexi ty  o f  t a s k  
and g o a l  s t r u c t u r e s  on methods o f  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n .  I n  
e s s e n c e ,  h i s  framework p r e s e n t s  an open system o f  i n t e r c o n n e c t e d  c o n c e p t s  and 
i d e a s ,  n o t  a s e r i e s  o f  c l o s e d  systems wherein  s p e c i f i c  i n p u t s  f o s t e r  c e r t a i n  
t h r o u g h p u t s ,  which i n  t u r n  produce s p e c i f i c  o u t p u t s .  The model is f l e x i b l e  i n  
t h a t  i n  each c l u s t e r  c e r t a i n  v a r i a b l e s  can r e l a t e  t o  each o t h e r  whi le  a t  t h e  
same time r e l a t i n g  t o  v a r i a b l e s  i n  o t h e r  c o n c e p t u a l  c l u s t e r s .  

The s o c i o l o g i c a l  framework is  d i r e c t l y  a p p l i c a b l e  t o  t h i s  s t u d y  o f  
p o l i c e  management p r a c t i c e s .  The i n t e r r e l a t i o n s h i p s  sugges ted  above cou ld  be 
ana lyzed  by a s s e s s i n g  d i r e c t i o n s  o f  s p e c i f i c  r e l a t i o n s h i p s  produced by 
e m p i r i c a l  r e s e a r c h .  I n  t h i s  way, it would be f e a s i b l e  t o  t a b u l a t e  t h o s e  
r e l a t i o n s h i p s ,  s y n t h e s i z e  t h e i r  v a l i d i t y  and r e l i a b i l i t y  g iven  t h e  r e s e a r c h  
methods employed, and t h e n  b u i l d  a knowledge base  d e s c r i b i n g  t h e  s t a t e  o f  t h e  
a r t  i n  contemporary p o l i c e  a d m i n i s t r a t i o n .  D i r e c t i o n s  i n  r e l a t i o n s h i p s  c o u l d  
be p i n p o i n t e d  through use  of a coding scheme which would i n d i c a t e  whether  
t h e r e  was a p o s i t i v e  r e l a t i o n s h i p ,  a n e g a t i v e  r e l a t i o n s h i p ,  o r  no 
r e l a t i o n s h i p .  

S e l e c t i n q  a S y n t h e s i s  

Both t h e  sys tems and t h e  s o c i o l o g i c a l  frameworks had c e r t a i n  a s s e t s  
f o r  purposes  o f  t h i s  s t u d y  on p o l i c e  management. The t r a d i t i o n a l  o r  sys tems  
framework had two pr imary  b e n e f i t s .  F i r s t ,  i t  was v e r y  d i r e c t l y  u s a b l e  i n  t h e  
p o l i c e  f i e l d .  Many of  t h e  t o p i c s  subsumed i n  t h i s  framework c o i n c i d e d  
d i r e c t l y  w i t h  p o l i c e  management r e s e a r c h .  Secondly,  i t  had a moderate l e v e l  
of g e n e r a l i t y  and tended t o  f o c u s  on t o p i c s  and n o t  on v a r i a b l e s .  T h i s  would 
p e r m i t  t h e  i n c l u s i o n  o f  a wide v a r i e t y  o f  r e s e a r c h  s t u d i e s  f o c u s i n g  on 
p a r t i c u l a r  management f u n e t i o r ~ s  o r  p r o c e s s e s  (e .g  ., t r a i n i n g ,  p e r s o n n e l ) .  I n  
s h o r t ,  i t  would have a l lowed t h e  c a s t i n g  o f  a wider n e t  i n  g a t h e r i n g  r e l e v a n t  
books and a r t i c l e s .  



The sociological framework had three specific assets. First, it would 
easily facilitate the comparison between police and non-police disciplines. 
The specific variables are general in form and not linked to any one form of 
organization such as police. Secondly, the model contained discrete 
variables, which if selected would narrow the readings and subsequent analysis 
to relatively tight boundaries. This would provide a benefit in terms of 
project management. The literature search could be restricted to only those 
studies providing empirical data on those selected variables . Finally, the 
model would promote the analysis of interrelationships across several 
managerial dimensions. This feature would facilitate definitive analyses of 
the impact of one managerial process or function on other organizational 
characteristics. 

After considering the relative advantages and disadvantages of each 

model, a decision was rendered to adopt a synthesis of the two. The synthesis 

maintained many of the style and format features of the sociological framework 

while integrating many of the topical elements of the systems framework. The 

sociological approach was used as a basic format because it facilitated a 

cleaner approach to identifying a knowledge base. The capacity of assessing 

relationships across organizational dimensions provided a sound, objective 

technique for analyzing the contributions of specific studies and then 

constructing the knowledge base. In addition, this framework enhanced the 

integration of police studies with those in non-police disciplines. The 

systems framework did not have this capability due to its inclusion of police 

organizational specific dimensions. 


It was determined that to be most useful, the sociological framework 

wotlld require modification to include variables of key interest to police 

practitioners and researchers. Certain major issues which have been subject 

to much research in the law enforcement field did not appear in Heydebrand's 

mode 1. These variables, described on the following pages, were thus 

integrated into the synthesized framework and appear in Table 2. These 

modifications are described by order of conceptual clusters. 




Table 2 


MODIFICATIONS TO HEYDEBRAND'S SOCIOLOGICAL FRAMEWORK 


Conceptual Cluster 


Complexity of Goal and Task Structure 


Internal Structural Differentiation 


Added Variables 


1. 	The original breakout of descriptors on 

organization size (variable 10) was 

dropped and unique variables adopted for 

organizational size. Organizational 

size: members; organizational size: 

resources; and organizational size: 

clientele. 


2. 	 The variables on organization change 

(variable 11) and organizational 

effectiveness (variable 12) were dropped 

from this cluster to be included in a new 

cluster on "Organizational Achievement." 


Four specific variables describing particular 

forms of organizational stratification were 

added to the framework. These variables were 

added to accommodate analyses of several 

issues of contemporary concern in police 

administration. The new variables are: 


1. 


2. 


3. 


4. 


Organizational Coordination and Control 1. 


2. 


Internal Stratification: Sex. 


Internal Stratification: Race. 


Internal Stratification: Seniority. 


Internal Stratification: Education. 


The original variable on incentives was 

subdivided into three variables: 

material, social, and normative. These 

sub-variables were treated as unique 

variables in order to facilitate a more 

straightforward analysis of all variables 

and relationships. 


Four new variables were added to the 

framework to facilitate analyses of 

important pol-icy-relevant issues in 

police management. These variables are: 




Table 2 (continued) 

Conceptua1 Cluster Added Variables 

Discretion. 

Employee Coordination/Control. 

Recruitment, Advancement Systems. 

@ Training Systems. 

Informal Organizational Structures Three new variables were added to 
Heydebrand's framework to constitute this new 
conceptual cluster. The variables are: 

I. Employee Adaptation. 

2. Group Cohesion. 

Organizational Achievements Three new variables were added to the 
framework to structure this new conceptual 
cluster. Two of these variables, 
organizational change and organizational 
effectiveness, appeared in Heydebrand's model 
under the cluster entitled "Complexity of 
Goal and Task Structure." The four variables 
in this cluster are: 

1. Organizational Effectiveness. 

2. Organizational Change. 

3. Public Support/Legitimacy. 

4. Individual Performance. 



I n  a s i m i l a r  v e i n ,  ano ther  g e n e r a l  c a t e g o r y  e n t i t l e d  " I n f o r m a l  
O r g a n i z a t i o n a l  S t r u c t u r e s "  was added t o  t h e  framework. Its s p e c i f i c  v a r i a b l e s  
i n c l u d e  employee a d a p t a t i o n ,  group c o h e s i o n ,  and satisfaction/alienation. 
These items have been (and c o n t i n u e  to be)  major f o c i  of a t t e n t i o n  f o r  many 
p o l i c e  a u t h o r s ;  t h u s ,  t h e  s t u d y  would be r e m i s s  i n  exc lud ing  them from t h e  
model. Heydebrand d o e s  n o t  t r e a t  t h e  i n f o r m a l  o r g a n i z a t i o n  i n  h i s  paradigm 
because  i t s  e lements  a r e  d i f f i c u l t  v a r i a b l e s  w i t h  which to d e a l  a t  t h e  
o r g a n i z a t i o n a l  l e v e l  o f  a n a l y s i s .  Most e m p i r i c a l  r e s e a r c h  ( i n  both  p o l i c e  and 
non-pol ice  c o n t e x t s )  t h a t  d e a l s  w i t h  v a r i a b l e s  l i k e  c o h e s i o n ,  c y n i c i s m ,  o r  
s a t i s f a c t i o n  t r e a t s  them a s  i n d i v i d u a l  a t t r i b u t e s .  I n  f a c t ,  most s t u d i e s  
examining t h e s e  v a r i a b l e s  u s e  an i n d i v i d u a l  c a s e  s t u d y  r e s e a r c h  d e s i g n .  Thus, 
t h e r e  is an i n h e r e n t  q u e s t i o n  r e g a r d i n g  t h e  g e n e r a l i z a b i l i t y  o f  f i n d i n g s  from 
such s t u d i e s .  A l l  s t u d i e s  s e l e c t e d  and a n a l y z i n g  t h e s e  v a r i a b l e s  were t h u s  
c a r e f u l l y  examined to de te rmine  t o  what e x t e n t  t h e i r  f i n d i n g s  were 
g e n e r a l i z a b l e .  

Two g e n e r a l  r e c o n c e p t u a l i z a t i o n s  o f  t h e  s o c i o l o g i c a l  framework, each 
o f  which r e s u l t s  i n  t h e  a d d i t i o n  o f  a new c a t e g o r y  o f  v a r i a b l e s  to t h e  models ,  
were a l s o  added. The f i r s t  o f  t h e s e  is l a b e l l e d  " o r g a n i z a t i o n a l  
achievement ."  I n  h i s  o r i g i n a l  framework, Heydebrand inc luded  " o r g a n i z a t i o n a l  
e f f e c t i v e n e s s "  and " o r g a n i z a t i o n a l  change" under t h e  g e n e r a l  c a t e g o r y  
"Complexity o f  Goal and Task S t r u c t u r e  of t h e  Organ iza t ion . "  H i s  r a t i o n a l e  
f o r  t h i s  is t h a t  e f f e c t i v e n e s s  and change a r e  s o  c l o s e l y  bound up w i t h  g o a l s  
and t a s k s  t h a t  t h e y  m e r i t  i n c l u s i o n  i n  t h a t  a r e a .  The c l o s e n e s s  o f  t h e  
c o n n e c t i o n  is n o t  d i s p u t e d ,  b u t  t h e  f a c t  is t h a t  complex i ty  is  an i n t e r n a l  
s t r u c t u r a l  m a t t e r ,  w h i l e  n o t i o n s  l i k e  e f f e c t i v e n e s s  and change 
( i n n o v a t i v e n e s s )  a r e  a n a l y t i c a l l y  d i s t i n g u i s h a b l e  from i n t e r n a l  s t r u c t u r e .  
These c o n c e p t s  a r e  b e t t e r  thought  o f  a s  outcome o f  s t r u c t u r e ,  r a t h e r  than  
a s p e c t s  o f  s t r u c t u r e .  Fur the rmore ,  i n  t h e  s p e c i f i c  c a s e  o f  p o l i c e  s t u d i e s ,  
a d d i t i o n a l  l e v e l s  o f  i n d i v i d u a l  performance by o r g a n i z a t i o n  members can  be 
added to t h e  framework. A l l  o f  t h e s e  s p e c i f i c  measures o r  v a r i a b l e s  were 
g a t h e r e d  under t h e  g e n e r a l  c l a s s i f i c a t i o n  o f  " o r g a n i z a t i o n a l  achievement" and 
t r e a t e d  a s  s e p a r a t e  e l e m e n t s  i n  t h e  r e v i s e d  framework. 

The r e v i s e d  framework is d e p i c t e d  i n  Tab le  3 .  T h i s  model r e t a i n s  t h e  
coherence  and s p e c i f i c i t y  o f  t h e  o r i g i n a l  " s o c i o l o g i c a l  framework," y e t  is  
d i r e c t l y  a p p l i c a b l e  t o  t h e  p o l i c e  f i e l d  wi th  t h e  a d d i t i o n  of s e v e r a l  new 
v a r i a b l e s .  S p e c i f i c  d e f i n i t i o n s  f o r  each of t h e  v a r i a b l e s  immediately f o l l o w  
T a b l e  3 .  

The framework was employed by t h e  r e s e a r c h  s t a f f  as an o v e r l a y  f o r  
d e t e r m i n i n g  t h e  r e l a t i v e  c o n t r i b u t i o n  o f  r e s e a r c h  s t u d i e s .  R e s e a r c h e r s  were 
d i r e c t e d  to a s s e s s  t h e  r e l e v a n t  v a r i a b l e s  from t h e  s t u d y ,  de te rmine  t h e  
t r e a t m e n t  o f  t h e s e  v a r i a b l e s  ( e i t h e r  dependent o r  independent)  , and a s c e r t a i n  
d i r e c t i o n s  o f  r e l a t i o n s h i p s  ( e i t h e r  p o s i t i v e ,  n e g a t i v e ,  o r  n e u t r a l ) .  I n  t h i s  
way, t h e  f o u n d a t i o n  f o r  de te rmin ing  t h e  knowledge base  s t r e n g t h s  and 
weaknesses i n  p o l i c e  mangement r e s e a r c h  was c o n s t r u c t e d .  
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Training Systems 


Employee Adaptation 
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Satisfaction Alienation 
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Organizational Change 
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Definitions for Variables in Conce~tual Framework 


Conceptual Cluster I: Organizational Environment and Autonomy. This 

grouping of variables categorizes and defines the interrelationships between 

the organization and its environment. Interrelationships are defined herein 

in the general context as the influence which the operating environment 

(normally thought of as the community in which the police agency is 

constituted) has on the organization and vice versa. Specific influences 

describing the organization* s relative independence and autonomy from its 

environment, or dependence and lack of autonomy, which impact the management 

system and processes within the police organization, are also included. 


1. 	 Environment: Aggregate Characteristics. This variable 

includes those attributes of the population, land area, 

culture, economy, and ecology in the environment served 

by the police agency. These may or may not have any 

direct bearing on the organization. In fact, their 

influences are more likely to be indirect. 


2. 	 Environment: Relational, Structural Characteristics. 

This variable is defined as those conditions in the 

environment which in some way impinge upon the mission 

and/or activities of the organization. In this way, 

this variable differs from number 1. Included with this 

variable are relations with other organizations in the 

environment, both those which are similar in function 

and those which have different missions, as well as 

individual relations between members of the organization 

and actors within the environment. Also included are 

inputs to the organization arising from the 

environment. This would include inputs having a direct 

bearing on the management of an organization. Perhaps 

the most readily discernible example of inputs generated 

in the police context are crime rates. 


3. 	 Organizational Age. In the general social science 

literature, age is defined in two ways. First, it is 

used to define stages in the life cycle of 

organizations. Secondly, it is used in analysis of the 

impact of larger historical events on the organization 

(e.g., the impact of urban riots in the 1960's). These 

same definitions will be used in this study. 


4. 	Legal, Political Autonomy. This variable includes all 

pertinent issues of ownership and control of the 

organization within its environment. Ownership is 

applicable only to the private sector, while the concept 

of control is pertinent to police and non-police 




organizations. Ownership and control will be analyzed 

from the standpoint of impacts on policy, procedure, and 

organizational structure. 


Functional/Economic Autonomy. This variable is closely 

related to variable 4, Legal, Political Autonomy, but 

differs in the fact that it encompasses issues of 

control over budgets, resources, and decisions to engage 

in specific types of actions. Included with this 

variable are budgeting issues and other issues affecting 

organizational programs and use of personnel (e.g., 

regulations, court orders). 


Conceptual Cluster 11: Complexity of Goal and Task Structure. This 

conceptual cluster includes seven variables which begin to define how an 

organization interacts with its environment to accomplish its set purpose or 

mission. 


6. 	Diversity of Objectives. This variable focuses on the 

variability of an organization's objectives. It may 

include analyses of the variation in types of services 

or products delivered by the organization. 


7. 	Number of Objectives. This is a companion variable to 

variable number 6, Diversity of Objectives, and differs 

only in the sense of focusing on numbers of objectives 

and hence numbers of services or products delivered. 


8. 	Geographical Dispersion. This variable is defined as 

the number of work locations or stations existing within 

the organization structure. It does not include the 

topic of decentralization of authority which is defined 

at a later point in time (variable 30). 


9. 	Variability of Tasks. This variable refers to the 

distinction between routine and non-routine tasks 

performed within an organization. Studies included 

under this variable focus on the impact of conducting 

non-routine tasks within an organization. Non-routine 

in this sense refers to tasks which are carried out 

infrequently or are produced from changes in the work 

structure. 


10. 	Organizational Size: Members. This variable refers to 

the number of employees working within an organization. 


11. 	Organizational Size: Resources, This variable refers 

to the amount of resources available to an 




organization. Resources in this context do not include 

personnel. 


12. 	Organizational Size: Clientele, This last variable in 

this series dealing with organizational size issues 

refers to the size of the clientele served by the 

organization. More specifically, it refers to the size 

of the general population served by the organization. 


Conceptual Cluster 111: Internal Structural Differentiation. This 

cluster includes variables which begin to move into the more specific realm of 

managerial tasks to organize the work force and employ technology in 

structuring the work effort. With this group of variables the framework 

begins to move away from the conceptual areas of how organizations are 

structured to more concrete aspects of internal organizational management 

tasks and activities. 


13. 	Functional Specialization. This variable is defined as 

the division of labor among employees of an 

organization. It refers to the extent to which specific 

work tasks are allocated to different occupational 

titles or positions. 


14. 	Departmental Specialization. This variable is defined 

as the division of labor among subunits of an 

organization. It normally refers to the numbers and 

types of subunits existing within the formal 

organization. 


15. 	Technological Complexity. This variable refers to the 

nature and degree of technological complexity of the 

organization. It generally analyzes the extent of use 

of machines and the degree of mechanization or 

automation of the work processes. 


16. 	Skill Structure, ~rofessionalism. This variable refers 

to the degree of technical specialization and/or 

professionalism in organizations. In the general 

management literature, it is often operationally defined 

in terms such as blue collar and white collar workers or 

technical and managerial workers. 


17. 	Internal Stratification: Sex. This is the first of the 
internal stratification measures. It refers to the 
differentiation of male vs. female workers and includes 
not only absolute numbers and percentages of workers, 
but the impact of sexual stratification in the work 
place. A high degree of sexual stratification would 
connote differentiation of work efforts and tasks by 
sex. 



18. 	Internal Stratification: Race. This variable analyzes 
the impact racial stratification has on the organization 
and its employees. Thus, it will provide knowledge on 
work stratification by racial composition of the work 
force. 

19. 	Internal Stratification: Seniority. This variable will 

be treated in the same manner as variables 17 and 18, 

but will focus on the effects of seniority. This 

variable will be defined as the seniority with the 

organization, not seniority by rank or position. 


20. 	 Internal Stratification: Education. As with variables 

17-19, this variable will address stratification by 

educational levels of employees and will assess the 

effects of such stratification on the organization. 


Conceptual Cluster IV: Organizational Coordination and Control. 
Included in this cluster are two essential aspects of managerial coordination 
and control methods. The first are the typical bureaucratic or structural 
elements employed to gain control over the work force, such as written rules 
and policies and hierarchical organizational levels. The second are the non- 
bureaucratic modes of coordination (e.9., committees, incentives) used to 
coordinate the work force. Two additional elements are included in this 
cluster which do not really fit either of these two managerial dimensions, but 
are utilized as means of coordinating the work force and work effort. The 
first of these is recruitment, advancement systems and the second is training 
systems. These were added primarily because of their relevance to 
contemporary police administration. 

21. 	Committees. This variable includes the formation, 

membership, and frequency of use of committees in the 

management process. It includes participatory 

management schemes and strategies. 


22. 	Incentives: Material. This is the first of the three 

variables addressing management incentives for 

employees. This variable refers to money and tangible 

benefits offered as incentives. 


23. 	Incentives: Social. This variable encompasses 

management efforts to motivate employees through 

experience and interaction with other organization 

members. 


24. 	Incentives: Normative. This variable refers to 

management incentives to achieve control and 

coordination through opportunities for personal 




contributions based on value systems or ideological 

goals. 


25. 	 Formalization/Written Rules. This variable will be used 

to determine the degree to which procedural rules and 

directives are written or are simply internalized by 

organization members. The effects of these variations 

will be assessed using this variable. 


26. 	Discretion. This variable refers to the amount of 

individual autonomy inherent in the organization and 

provided to employees and the methods used by management 

to control or coordinate actions resulting from such 

autonomy. 


27. 	Hierarchical Levels. This variable is self-

explanatory. It encompasses research on the nature of 

organization structure--tall vs. flat--and the effects 

of such structures, 


28. 	 Span of Control; Manager Ratio. This variable is very 

straightforward. It is defined as the ratio between 

supervisors and subordinates. In most cases, it will be 

defined as either a large or a small span of control and 

will be used to assess the degree of direct management 

or supervisory control of employees. 


29. 	Administrative Staff and Communication. This variable 

refers to the numbers of administrative staff positions 

and levels of communication among organizational 

members. Administrative staff can refer to both numbers 

and types of managers/administrators or to numbers and 

types of support staff in the organization. 


30. 	Decision-Makinq Systems. Social scientists normally 

refer to this topic when discussing centralization vs. 

decentralization of decision-making authority. This 

distinction will apply for this study. It will thus be 

used to assess the concentration of decision-making 

authority by management. It should be pointed out that 

this does not necessarily refer to the physical 

placement of decision-making in a work unit or facility, 

but to the degree to which decision-making authority is 

pushed down the hierarchical structure. 


31. 	Employee Coordination/ControL This variable 

encompasses a variety of issues all addressing 

managerial means of controlling and coordinating the 




work effort and employees. Included for this variable 
are issues such as supervision, accountability, task 
definitions and descriptions, and disciplinary 
procedures. Generally, a positive coding for this 
variable connotes a management system with "tight" 
control/coordination systems, while a negative coding 
would refer to a loose or laissez faire management 
control/coordination system. 

Recruitment/Advancement Systems. This variable is 

defined as those formal management strategies used 

either to select or promote employees. It will be 

assessed as to its presence or absence in organizations 

and its ultimate impact on the organization. A positive 

coding for this variable would imply formalized systems 

while a negative coding would imply informal 

recruitment/ advancement systems, 


33. 	 Training Systems. This variable embodies methods of 
training employees (both recruit and in-service), as 
well as the effectiveness of training systems. As with 
variable 31, the coding for this variable will be based 
on the degree of formalization and so~histication of 
training systems. 

Conceptual Cluster V: Informal Organizational Structures. This 

conceptual cluster was added to Heydebrand's original framework to facilitate 

an analysis of the effects of management activities and processes on the group 

and the individual. A significant amount of research in the police and non- 

police disciplines have addressed such effects and examined the role of the 

individual and the work group in the organization. 


34. 	Employee Adaptation. This variable is reserved for a 

variety of issues dealing with the role of the 

individual in the work place. Among these issues were 

employee commitment, cyncism on the part of employees, 

individual personality and how this is manifested in the 

organization, and individual role perception, including 

employee perceptions of their job and its 

requirements. This variable, therefore, is quite broad 

and includes individual personality factors as well as 

topics describing the employee's role and integration 

into the work force. 


35. 	Group Cohesion. Whereas variable 34, Employee 

Adaptation, focuses on the role of the individual in the 

organization, this variable addresses the role of the 

group. It includes measures of social attachment, the 




s t r u c t u r e  and r o l e  of t h e  work g roup ,  i n c l u d i n g  employee 
o r g a n i z a t i o n s ,  and t h e  i n t e r r e l a t i o n s  between management 
and t h e  work group.  

36 .  	 Satisfaction/Alienation. T h i s  v a r i a b l e  is d e f i n e d  a s  
l e v e l s  o f  employee s a t i s f a c t i o n  o r  i ts o p p o s i t e ,  
a l i e n a t i o n  t o  management and t h e  o r g a n i z a t i o n .  Most 
f r e q u e n t l y ,  it is examined a s  a  dependent  v a r i a b l e - - t h a t  
is ,  a t t e m p t s  a r e  made t o  e v a l u a t e  t h e  r e l a t i o n s h i p  
between p a r t i c u l a r  management a c t i o n s  and l e v e l s  o f  
s a t i s f a c t i o n  o r  a l i e n a t i o n .  

Concep tua l  C l u s t e r  V I :  O r g a n i z a t i o n a l  Achievement. T h i s  c o n c e p t u a l  
c l u s t e r  was a l s o  added t o  t h e  framework f o r  purposes  o f  i s o l a t i n g  t h e  o u t p u t  
s i d e  o f  t h e  management p r o c e s s .  Th i s  c l u s t e r ,  t h e r e f o r e ,  i n c l u d e s  measures  of 
t h e  r e s u l t s  of o r g a n i z a t i o n a l  o r  i n d i v i d u a l  p r o c e s s e s  i n  moving an  i n p u t  
through to g iven  o u t p u t s .  T h i s  c l u s t e r  is somewhat d i f f e r e n t  t h a n  a l l  o f  t h e  
f o r e g o i n g  c l u s t e r s  i n  t h a t  it d e a l s  to a g r e a t  e x t e n t  wi th  t e c h n i q u e s  o r  
methods o f  measuring o u t p u t s .  T h i s  was n o t  o r i g i n a l l y  expec ted  i n  t h e  
r e s e a r c h .  However, it was d i s c e r n e d  t h a t  much r e s e a r c h  h a s  focused  on 
measures  o f  e f f e c t i v e n e s s ,  measures  o f  employee performance,  and measures o f  
c i t i z e n  e v a l u a t i o n  of s e r v i c e s .  T h i s  is l i k e l y  due t o  t h e  r a t h e r  i m p r e c i s e  
n a t u r e  o f  e x i s t i n g  o u t p u t  measures and a l a c k  of unders tand ing  o f  t h e s e  
measures i n  many forms of  o r g a n i z a t i o n .  T h i s  is e s p e c i a l l y  true i n  law 
enforcement .  

T h i s  v a r i a b l e  a l s o  i n c l u d e s  many a n a l y s e s  o f  s p e c i f i c  r e s u l t s  produced 
by management a c t i v i t i e s .  I n  most such c a s e s ,  t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  
a r e  t r e a t e d  t h e n  a s  dependent  v a r i a b l e s  where a  r e s e a r c h e r  is a s s e s s i n g  t h e  
r e l a t i o n s h i p  between some o r g a n i z a t i o n a l  o r  management a c t i o n  and some d e s i r e d  
r e s u l t .  

37. 	 O r q a n i z a t i o n a l  E f f e c t i v e n e s s .  T h i s  v a r i a b l e  r e f e r s  t o  
measures  o f  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  and 
e f f i c i e n c y .  It  t a k e s  on d i f f e r e n t  d imensions ,  depending 
on t h e  type  o f  o r g a n i z a t i o n  s t u d i e d  and t h e  s p e c i f i c  
r e s e a r c h  s t u d y .  

38.  	 O r q a n i z a t i o n a l  Change. T h i s  v a r i a b l e  a d d r e s s e s  a unique 
form of  o u t p u t - - t h a t  r e s u l t  produced by d e l i b e r a t e  
a t t e m p t s  t o  change some f u n c t i o n ,  p r o c e s s ,  o r  a c t i v i t y  
i n  t h e  o r g a n i z a t i o n  i t s e l f .  I n  much of  t h e  l i t e r a t u r e ,  
t h i s  o u t p u t  is t r e a t e d  as an end i n  i tself .  

39, 	 P u b l i c  Support /Legi t imacy.  T h i s  v a r i a b l e  is d e f i n e d  a s  
c l i e n t  p e r c e p t i o n s  o r  r e a c t i o n s  t o  d e l i v e r e d  s e r v i c e s  o r  
p r o d u c t s  produced by t h e  o r g a n i z a t i o n .  C l i e n t  
p e r c e p t i o n s  a r e  q u i t e  o f t e n  thought  o f  a s  unique 
outcomes o f  t h e  o r g a n i z a t i o n .  



40 .  	 I n d i v i d u a l  Performance.  T h i s  v a r i a b l e  i n c l u d e s  measures 
o f  how the  i n d i v i d u a l  performs and what r e s u l t s  a r e  
produced by t h e  i n d i v i d u a l  i n  t h e  o r g a n i z a t i o n .  T h i s  
v a r i a b l e  is  c l o s e l y  l i n k e d  t o  v a r i a b l e  3 7 ,  
O r g a n i z a t i o n a l  E f f e c t i v e n e s s ,  b u t  is d i f f e r e n t  i n  t h a t  
it f o c u s e s  on i n d i v i d u a l  e f f e c t i v e n e s s  and e f f i c i e n c y .  

Studv C o l l e c t i o n  and Review P r o c e d u r e s  

T h i s  s e c t i o n  d e s c r i b e s  t h e  methodsLogies employed t o  g a t h e r  books,  
a r  t i c l . e s ,  monographs, and o t h e r  r e s e a r c h  m a t e r i a l s ,  code t h e s e  documents, and 
e x t r a c t  meaningful  in fo rmat ion  f o r  t h e  knowledge s y n t h e s i s .  Data cod ing ,  
v a l i d a t i o n ,  and review p r o c e d u r e s  a r e  a l s o  d i s c u s s e d  i n  t h i s  s e c t i o n .  

The i n i t i a l  t a s k  i n  g a t h e r i n g  books, a r t i c l e s ,  and monographs f o r  
review under t h i s  s t u d y  was t o  de te rmine  a document s e l e c t i o n  s t r a t e g y  which 
would promote t h e  review and a n a l y s i s  of impor tan t  r e s e a r c h  s t u d i e s  i n  law 
enforcement  and p e r t i n e n t  o r g a n i z a t i o n a l  s t u d i e s  i n  t h e  non-pol ice  
d i s c i p l i n e s .  The l i t e r a t u r e  on management is voluminous. F u r t h e r ,  i t  i s  
s c a t t e r e d  a c r o s s  many d i s c i p l i n e s .  T h e r e f o r e ,  t h e  document g a t h e r i n g  p r o c e s s  
was des igned  t o  meet t h r e e  major requ i rements :  (1) be c a p a b l e  of c u t t i n g  
a c r o s s  a l l  o f  t h e  e s s e n t i a l  d i s c i p l i n e s  which a r e  l i k e l y  t o  i n c l u d e  s t u d e n t s  
o f  o r g a n i z a t i o n ;  ( 2 )  be s y s t e m a t i c  i n  t h a t  it y i e l d s  l i t e r a t u r e  which is  
e m p i r i c a l  i n  n a t u r e  and is t h u s  a p p r o p r i a t e  f o r  a n a l y s i s ;  and ( 3 )  be e f f i c i e n t  
i n  t h a t  i t  minimizes t h e  l i k e l i h o o d  of  s t a f f  conduc t ing  random, and p o s s i b l y  
unproduc t ive ,  s e a r c h e s  f o r  and through l i t e r a t u r e .  

S t e p  I--The J o u r n a l  L i t e r a t u r e  

The f i r s t  p r o c e d u r a l  s t e p  was to f o c u s  on t h e  l i t e r a t u r e  c o n t a i n e d  i n  
t h e  s c h o l a r l y  j o u r n a l s .  T h e o r e t i c a l l y ,  s c h o l a r l y  j o u r n a l s  a r e  des igned  t o  
r e c e i v e  and p u b l i s h  a r t i c l e s  t h a t  a r e  of c u r r e n t  importance i n  t h e i r  
r e s p e c t i v e  f i e l d s .  The a r t i c l e s  t h e y  do p u b l i s h  have been p re judged  by peer  
r e f e r e n c e s  as being m e t h o d o l o g i c a l l y  sound and s u b s t a n t i v e l y  worthwhi le .  
F i n a l l y ,  j o u r n a l  c o n t e n t s  t end  t o  be e f f i c i e n t  i n  t h e  s e n s e  noted above,  i n  
t h a t  t h e y  avo id  t h e  p r e s c r i p t i v e  and t h e  d e s c r i p t i v e  i n  favor  o f  t h e  
t h e o r e t i c a l  and,  e s p e c i a l l y ,  t h e  e m p i r i c a l .  A l l  i n  a l l ,  t h e y  s e r v e  a s  a  good 
s t a r t i n g  p o i n t  f o r  c o l l e c t i n g  m a t e r i a l .  

The major n a t i o n a l  j o u r n a l s  o f  t h e  d i s c i p l i n e s  most l i k e l y  t o  have 
examined o r g a n i z a t i o n a l  t o p i c s  o r  q u e s t i o n s ,  whether p o l i c e - r e l a t e d  o r  n o t ,  
were examined f i r s t ,  Those d i s c i p l i n e s ,  and t h e  cor responding  j o u r n a l s ,  a r e  
p r e s e n t e d  below: 
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Field Journa1 

5/0 Police Science/Cr iminal Justice-- Journal of Criminal Justice 

Journal of Police Science and 
6/Administration-

Law Law and Society Review 

Administrative Science Quarterly 
Academy of Management Journal 
Public Administration Review 

Economics American Economic Review 

0 Political Science American Political Science Review 

Sociology American Sociological Review 
American Journal of Sociology 

Urban Studies Urban Affairs Quarterly 

Sample indices from each of these journals were reviewed to determine 
their likelihood of contribution to the project. This review not only 
assessed the quantity of empirical articles studied, but also analyzed the 
topics addressed. An effort was made to identify journals which would yield 
the greatest number of pertinent studies which focused on variables of 
interest. This review of indices resulted in the selection of all of the 
above journals with the exception of American Economic Review. This journal 
did not contain a sufficient number of pertinent studies for our analysis. 

Y ~ h eselection of these journals in the police science field receives 
support from an independent source. In early 1977, L. Craig Parker and Eileen 
Goldfeder conducted a survey of heads of criminal justice schools or 
departments in the United States, asking them to indicate "in terms of 
importance, the ten most critical journals to the field of criminal 
justice." The first three journals in the field were criminology journals; 
the two listed in this table ranked four and five, respectively. For a 
complete discussion, see L. Craig Parker and Eileen Goldfeder, "Productivity 
Ratings of Graduate Programs in Criminal Justice Based on Publications in Ten 
Critical Journals," (Journal of Criminal Justice, Vol. 7, No. 2, Summer 1979) 
pp. 125-1 3. 

k7Prior to 1973, the major forum for police scientists was the Journal 
of Criminal Law, Criminology, and Police Science. It was only in that year 
that the Journal of Police Science and Administration became an independent 
entity. For purposes of this study, articles in the "Police Science'' section 
of the former were examined in addition to indices from the latter. 



Subsequen t ly ,  t h e  Academy of  Management J o u r n a l  was d e l e t e d  from t h e  
l i s t  of  p o t e n t i a l  j o u r n a l s  because  o f  i t s  c l o s e  resemblance t o  t h e  
A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y  i n  t y p e s  o f  a r t i c l e s  t h a t  were p r e s e n t e d .  I t  
was de te rmined  t h a t  r e s o u r c e s  would be a l l o c a t e d  more e f f e c t i v e l y  by reviewing 
a l l  o t h e r  p e r t i n e n t  j o u r n a l s  p l u s  t h e  douments i d e n t i f i e d  f o r  S t e p  11, 
d e s c r i b e d  below, r a t h e r  than t o  accummulate redundant  i n f o r m a t i o n  from l i k e  
j o u r n a l s .  

I n d i c e s  from each o f  t h e s e  j o u r n a l s  f o r  t h e  y e a r s  1955-1980 ( th rough  
June)  were t h e n  reviewed to s e l e c t  t h o s e  a r t i c l e s  which were t o  be inc luded  i n  
t h e  a n a l y s i s .  S e l e c t e d  a r t i c l e s  were t h e n  d i v i d e d  i n t o  p o l i c e  and non-pol ice  
d i s c i p l i n e s ,  I n  complet ing t h i s  d i v i s i o n  o f  t h e  j o u r n a l s ,  it was found t h a t  
t h e  predominant number o f  e m p i r i c a l  s t u d i e s  on non-pol ice  o r g a n i z a t i o n s  were 
inc luded  i n  t h e  A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y .  The b r e a d t h  o f  s t u d i e s  i n  
t h i s  j o u r n a l  was l a r g e ,  t h u s  supp ly ing  a v a s t  q u a n t i t y  o f  works on non-pol ice  
o r g a n i z a t i o n s .  

Because o f  t h i s  l a r g e  r e s o u r c e  p o o l  o f  s t u d i e s  and t h e  n e c e s s i t y  t o  
u s e  e x i s t i n g  manpower r e s o u r c e s  a s  e f f i c i e n t l y  a s  p o s s i b l e ,  it was dec ided  t o  
use  t h e  A d m i n i s t r a t i v e  Sc ience  Q u a r t e r l y  a s  t h e  s o l e  j o u r n a l  s o u r c e  f o r  non-
p o l i c e  s t u d i e s .  The f i n d i n g s  from t h i s  j o u r n a l  were c o n s i d e r e d  i n  c o n j u n c t i o n  
wi th  no ted  works o f  key management t h e o r i s t s  and s o c i a l  s c i e n t i s t s  ( o b t a i n e d  
from t h e  S t e p  11 l i t e r a t u r e  c o l l e c t i o n  e f f o r t ) .  

T h i s  was a c o n s c i o u s  d e c i s i o n  which r e s u l t e d  i n  a p r i o r i t i z a t i o n  o f  
r e s e a r c h  e f f o r t s  on t h e  p o l i c e  l i t e r a t u r e  r a t h e r  t h a n  t h e  non-pol ice  
l i t e r a t u r e .  Consequen t ly ,  t h e  d a t a  b a s e  f o r  t h i s  s t u d y  was weighted i n  favor  
o f  p o l i c e  s t u d i e s .  The non-pol ice  d a t a  base  was used a s  a  secondary source  o f  
knowledge to augment and c o n t r a s t  f i n d i n g s  from p o l i c e  s t u d i e s .  

A l l  s e l e c t e d  documents were read  wi th  f i n d i n g s  i n t e g r a t e d  i n t o  t h e  
p r o j e c t ' s  c o n c e p t u a l  framework. A coding form which inc luded  t h e  major t o p i c s  
o f  i n t e r e s t  f o r  t h i s  framework and f o r  a summary of t h e  s t u d y ' s  methodology 
was p r e p a r e d  and used f o r  a l l  s t u d i e s  t h a t  were read .  The coding form was 
p r e t e s t e d  and r e v i s e d  b e f o r e  being p u t  i n t o  f u l l - s c a l e  use .  T h i s  coding form 
inc luded  t h e  f o l l o w i n g  in format ion :  s t u d y  c i t a t i o n ,  s t u d y  s i te (s )  and u n i t  o f  
a n a l y s i s ,  t y p e s  of d a t a  used ( e . g . ,  o b s e r v a t i o n ,  p e r s o n a l  i n t e r v i e w s ,  s u r v e y ,  
r e c o r d s ) ,  s t y l e  of a n a l y s i s  ( e . g . ,  q u a l i t a t i v e ,  q u a n t i t a t i v e ,  o r  a mix ture  o f  
t h e  two) , methods o f  s t a t i s t i c a l  a n a l y s i s ,  v a r i a b l e s  ana lyzed  and o p e r a t i o n a l  
d e f i n i t i o n s  o f  t h e s e  v a r i a b l e s ,  t h e  s p e c i f i c  f i n d i n g s  o f  t h e  s t u d y ,  and a 
c r i t i c a l  review of t h e  s t u d y ' s  methodology. Researchers  were a l s o  d i r e c t e d  t o  
i d e n t i f y  r e l a t i o n s h i p s  among v a r i a b l e s  on t h i s  form, i f  t h e r e  were any,  and t o  
s p e c i f y  t h e  d i r e c t i o n  o f  t h e  r e l a t i o n s h i p  ( p o s i t i v e ,  n e g a t i v e ,  o r  n e u t r a l ) .  



S t e p  11- -Li te ra tu re  C i t e d  i n  T a r g e t  J o u r n a l s  

Because many books,  monographs, governmental  r e p o r t s ,  unpubl i shed  
r e s e a r c h  r e p o r t s ,  and o t h e r  documents c o n t a i n  i n f o r m a t i o n  on e m p i r i c a l  s t u d i e s  
o f  o r g a n i z a t i o n ,  it was n e c e s s a r y  to d e r i v e  a mechanism f o r  s e l e c t i n g  t h e s e  
documents. T h i s  t echn ique  had t o  meet t h e  c r i t e r i a  mentioned above f o r  
j o u r n a l s .  

The j o u r n a l  a r t i c l e s  t h a t  were s e l e c t e d  o f t e n t i m e s  c i t e d  p r e v i o u s  
e m p i r i c a l  works on t h e  same s u b j e c t  and/or r e f e r r e d  to o t h e r  s t u d i e s  t h a t  were 
i n d i r e c t l y  r e l a t e d  i n  s u b j e c t  m a t t e r .  T h i s  review of  t h e  l i t e r a t u r e  is 
inc luded  u s u a l l y  t o  b u i l d  a t h e o r y  concern ing  a p a r t i c u l a r  t o p i c  of 
i n t e r e s t .  I n  e m p i r i c a l  s t u d i e s ,  r e s e a r c h e r s  o f t e n  r e l y  on such rev iews  to 
b u i l d  a c a s e  f o r  t h e i r  own work. 

Because t h e  r e s o u r c e  base  o r i g i n a t i n g  from t h e  S t e p  I r e a d i n g s  
p rov ided  a sound and r e a d i l y  a v a i l a b l e  source  o f  o t h e r  p o t e n t i a l  r e a d i n g s ,  i t  
was used a s  a means o f  s e l e c t i n g  items f o r  t h e  S t e p  I1 review. R e s e a r c h e r s  
were d i r e c t e d  t o  document t h o s e  c i t e d  s t u d i e s  which on t h e  s u r f a c e  appeared  t o  
be r e l e v a n t  i n  s u b j e c t  and e m p i r i c a l  i n  form. From t h i s  recommended l i s t ,  a 
b i b l i o g r a p h y  o f  S t e p  I1 r e a d i n g s  was p r e p a r e d .  Researchers  were then  
i n s t r u c t e d  t o  c o l l e c t  t h e s e  r e a d i n g s ,  review them t o  de te rmine  i f  t h e y  s t i l l  
met p r o j e c t  s e l e c t i o n  c r i t e r i a ,  and t h e n  t o  review such documents i n  t h e  same 
manner t h a t  a r t i c l e s  were reviewed.  

As a second e f f o r t  t o  c o l l e c t  and s y n t h e s i z e  r e l e v a n t  r e s e a r c h ,  o t h e r  
t h a n  t h a t  p u b l i s h e d  i n  j o u r n a l s  reviewed d u r i n g  S t e p  I ,  t h e  p r o j e c t  team 
r e q u e s t e d  and o b t a i n e d  s p e c i a l  l i s t i n g s  of a r t i c l e s  c o n t a i n e d  i n  t h e  N a t i o n a l  
Cr imina l  J u s t i c e  Refe rence  S e r v i c e .  These s p e c i a l  1i s t i n g s  were des igned  t o  
y i e l d  d a t a  on t h e  v a r i a b l e s  o f  i n t e r e s t  t o  t h i s  s t u d y .  The l i s t i n g s  were 
reviewed,  redundant  items e l i m i n a t e d ,  and a p r e l i m i n a r y  s e l e c t i o n  l i s t  of  
p e r t i n e n t  a r t i c l e s  and books was p repared .  The documents on t h i s  l i s t  were 
t h e n  reviewed t o  de te rmine  t h e i r  a p p l i c a b i l i t y .  I n  many c a s e s ,  t h i s  r ev iew 
r e s u l t e d  i n  t h e  e l i m i n a t i o n  o f  t h e  document from t h e  l ist  of p o s s i b l e  
s o u r c e s .  I t  was found t h a t  q u i t e  o f t e n  a n n o t a t i o n s  i n  t h e  l i s t i n g  d i d  n o t  
a c c u r a t e l y  p r e d i c t  whether t h e  s t u d y  was e m p i r i c a l  i n  d e s i g n .  

A s  a f i n a l  d a t a - g a t h e r i n g  t echn ique ,  p r o j e c t  s t a f f  r e q u e s t e d  and 
o b t a i n e d  a s p e c i a l  l i s t i n g  o f  r e s e a r c h  g r a n t s  funded by t h e  N a t i o n a l  I n s t i t u t e  
of Law Enforcement and C r i m i n a l  J u s t i c e  from 1970-1979. T h i s  l i s t i n g  was 
produced by t h e  Department o f  J u s t i c e  and completed by s e a r c h i n g  f o r  c e r t a i n  
p r e - s e l e c t e d  key words i n  t h e  a n n o t a t i o n .  T h i s  l is t  was then reviewed w i t h  
c e r t a i n  r e l e v a n t  s t u d i e s  d e s i g n a t e d  f o r  review. These s t u d i e s ,  u s u a l l y  g r a n t  
r e p o r t s ,  were then  e x t r a c t e d  from t h e  h o l d i n g s  o f  t h e  N a t i o n a l  C r i m i n a l  
J u s t i c e  Refe rence  S e r v i c e  and reviewed us ing  t h e  coding form d i s c u s s e d  
above. A 1though t h e  ma j o r it y  o f  p e r t i n e n t  s t u d i e s  were l o c a t e d  and reviewed,  
t h e r e  were a c o n s i d e r a b l e  number t h a t  cou ld  n o t  be ana lyzed  because  e i t h e r  no 
r e p o r t  c o n t a i n i n g  t h e  s t u d y ' s  methodology was p r e p a r e d ,  o r  i n  some c a s e s ,  
cou ld  n o t  be l o c a t e d .  



I n  t h i s  way, t h r e e  s e p a r a t e  s o u r c e s  were u t i l i z e d  t o  c o l l e c t  s t u d i e s  
f o r  S t e p  11. These  s o u r c e s ,  a s  w e l l  as t h e  J o u r n a l  S o u r c e s  ( s e l e c t e d  and 
reviewed f o r  S t e p  I ) ,  a r e  d e p i c t e d  g r a p h i c a l l y  i n  F i g u r e  2 .  

F i g u r e  2 

STUDY COLLECTION METHODOLOGY 
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S t u d y  D a t a  Base  

T h i s  p r o c e s s  o f  c o l l e c t i n g  and r e v i e w i n g  f i r s t  j o u r n a l  a r t i c l e s  and 
t h e n  o t h e r  s e c o n d a r y  s o u r c e s ,  r e s u l t e d  i n  a l a r g e  d a t a  b a s e  o f  485 r e s e a r c h  
s t u d i e s .  T h i s  d a t a  b a s e  c o n s i s t e d  o f  292 p o l i c e  s t u d i e s  and  193 n o n - p o l i c e  
s t u d i e s .  The 292 police s t u d i e s  i n c l u d e d  192 s t u d i e s  i d e n t i f i e d  and r ev iewed  
from t h e  t h r e e  t a r g e t  law e n f o r c e m e n t  j o u r n a l s :  The J o u r n a l  o f  P o l i c e  S c i e n c e  
and  A d m i n i s t r a t i o n ;  t h e  J o u r n a l  o f  C r i m i n a l  J u s t i c e ;  and t h e  J o u r n a l  o f  
C r i m i n a l  Law, Cr imino logy ,  and P o l i c e  S c i e n c e .  The r ema in ing  1 0 0  s t u d i e s  
i n c l u d e d  60 books, monographs,  and r e s e a r c h  r e p o r t s  and 40 j o u r n a l  a r t ic les  
from o t h e r  p e r i o d i c a l s .  

The non-po l i ce  d a t a  b a s e  c o n s i s t e d  o f  158  a r t i c l e s  f rom t h e  
A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y  and 35 from o t t i e r  s o u r c e s  (books ,  monographs,  
and j o u r n a l s ) .  



Data  V a l i d a t i o n  and Review Procedures  

A key s t e p  i n  any r e s e a r c h  p r o j e c t  is t h e  d a t a  v a l i d a t i o n  and review 
procedures .  T h i s  r e s e a r c h  requ i rement  was e s p e c i a l l y  c r u c i a l  t o  t h e  p r e s e n t  
s t u d y .  The p r o j e c t  a d m i t t e d l y  had c r e a t e d  a c o n c e p t u a l  framework which, from 
a l l  i n i t i a l  c o n s i d e r a t i o n s ,  appeared u s a b l e .  S i m i l a r l y ,  t h e  d a t a  c o l l e c t i o n  
and review p r o c e d u r e s ,  by a l l  i n d i c a t i o n s ,  appeared sound. T h i s  is n o t  t o  
s a y ,  however, t h a t  t h e s e  judgments guaran teed  t h e  v a l i d i t y  and r e l i a b i l i t y  o f  
t h e  s tudy .  

S e v e r a l  p r o c e d u r a l  s t e p s  were i n c o r p o r a t e d  i n t o  t h e  s t u d y  t o  a d d r e s s  
v a l i d i t y  and r e l i a b i l i t y  concerns .  F i r s t ,  t h e  coding i n s t r u m e n t  was 
p r e t e s t e d .  A s i g n i f i c a n t  sample of r e a d i n g s  was read  by t h r e e  s t a f f  
r e s e a r c h e r s  wi th  t h e  coding i n s t r u m e n t  completed.  A f t e r  r e c e i v i n g  n e c e s s a r y  
t r a i n i n g ,  each r e a d e r  reviewed each  s t u d y ,  t h e r e f o r e  r e s u l t i n g  i n  t h r e e  
s e p a r a t e  reviews o f  each s tudy .  These same s t u d i e s  were t h e n  d i s c u s s e d  i n  a 
p a n e l  format  wi th  a l l  t h r e e  s t a f f  r e s e a r c h e r s  and t h e  P r o j e c t  P r i n c i p a l  
I n v e s t i g a t o r .  The i n t e n t  o f  t h i s  meet ing was twofold:  ( I )  t o  review t h e  
v i a b i l i t y  of t h e  i n s t r u m e n t  and ( 2 )  to a s s e s s  r e a d e r  f a m i l i a r i t y  w i t h  and use 
of t h e  i n s t r u m e n t ,  t h u s  e s t a b l i s h i n g  i n t e r c o d e r  r e l i a b i l i t y .  

T h i s  p r e t e s t  r e s u l t e d  i n  t w o  d e f i n i t i v e  f i n d i n g s .  F i r s t ,  it was 
de te rmined  t h a t  t h e  i n s t r u m e n t  i t s e l f  was s a t i s f a c t o r y  f o r  use .  Secondly,  i t  
was d e c i d e d  t h a t  t h e  coding e f f o r t s  o f  s t a f f  r e s e a r c h e r s  r e q u i r e d  a p e r i o d i c  
review i n  o r d e r  t o  a s s u r e  c o n s i s t e n c y  i n  t h e  coding and t a b u l a t i o n  p r o c e s s .  
T h i s  was n o t  due t o  l a c k  o f  t r a i n i n g  o r  e x p e r i e n c e  on t h e  p a r t  of s t a f f ,  b u t  
t o  t h e  s u b j e c t i v e  n a t u r e  o f  t h e  r e s e a r c h  e f f o r t  i t s e l f .  

The c o n c e p t u a l  framework is  comprehensive i n  t h a t  it c o v e r s  a  wide 
spectrum of  o r g a n i z a t i o n a l  and management i s s u e s .  However, it does  n o t  
i n c l u d e  s p e c i f i c  v a r i a b l e s  p r e c i s e l y  f i t t i n g  each s t u d y  s e l e c t e d  and 
reviewed. T h i s  was due i n  p a r t  to t h e  p r o j e c t ' s  e f f o r t  to review s t u d i e s  from 
many d i s c i p l i n e s .  Consequen t ly ,  i n  some i n s t a n c e s ,  t h e r e  was a need t o  
i n t e r p r e t  t h e  f i t  between t h e  r e s e a r c h  s t u d y  i t s e l f  and t h e  v a r i a b l e s .  

The p r o j e c t  team a d d r e s s e d  t h i s  p o t e n t i a l  t h r e a t  t o  v a l i d i t y ,  stemming 
from s t a f f  i n t e r p r e t a t i o n s ,  through c o n t i n u a l  t r a i n i n g  and a review o f  a l l  
coding s h e e t s  by t h e  P r i n c i p a l  I n v e s t i g a t o r .  O c c a s i o n a l l y ,  s t u d i e s  r e q u i r e d  
recod ing  once t h e y  were reviewed by t h e  P r i n c i p a l  I n v e s t i g a t o r .  The f requency  
o f  t h i s  r ecod ing  d e c r e a s e d ,  however, a s  t h e  r e a d e r s  became more exper ienced  
wi th  t h e  framework and t h e  s u b j e c t  m a t t e r ,  

I n  a d d i t i o n ,  a f i n a l  v a l i d i t y  check was i n c o r p o r a t e d  i n t o  t h e  d a t a  
a n a l y s i s  p r o c e s s ,  a s  d i s c u s s e d  i n  t h e  fo l lowing  s e c t i o n .  Research s t a f f  
p r e p a r e d  i n d i v i d u a l  r e a d i n g  summaries by c o n c e p t u a l  c l u s t e r .  These  s u m a r i e s ,  
i n  t h e  form of  a s e p a r a t e  document l i s t i n g  t h e  r e s e a r c h  p r o j e c t ' s  v a r i a b l e s ,  
d e f i n i n g  t h e  v a r i a b l e s ,  s p e c i f y i n g  t h e  f i n d i n g s  wi th  a commentary i f  
a p p l i c a b l e ,  and p r e s e n t i n g  any c r i t i q u e  on methodology, were reviewed j o i n t l y  



by t h e  r e s e a r c h e r  and t h e  P r i n c i p a l  I n v e s t i g a t o r .  Because t h i s  review focused  
on t h e  c o n c e p t u a l  c l u s t e r  a s  a whole and t h u s  ana lyzed  i n d i v i d u a l  r e a d i n g s  i n  
c o n j u n c t i o n  wi th  o t h e r  r e a d i n g s ,  t h e r e  was a need t o  v e r i f y  t h e  c o r r e c t  
p lacement  of each s t u d y  w i t h i n  t h e  c o n c e p t u a l  c l u s t e r .  T h i s  n e c e s s i t a t e d  a 
review of  t h e  f i n d i n g s  and on o c c a s i o n  r e s u l t e d  i n  a recod ing  o f  t h e  s p e c i f i c  
s tudy .  

I n  summary, t h i s  s t u d y  f e a t u r e d  s e v e r a l  e f f o r t s  to e n s u r e  v a l i d i t y  and 
r e l i a b i l i t y  i n  coding and a n a l y s i s .  These e f f o r t s  r e s u l t e d  i n  a c o n s i s t e n t  
t r e a t m e n t  of s e l e c t e d  r e s e a r c h  s t u d i e s .  

Data A n a l y s i s  P rocedures  

I n  any r e s e a r c h  endeavor ,  a key t a s k  is s e l e c t i n g  a p p r o p r i a t e  forms o f  
a n a l y s i s .  With t h i s  s t u d y ,  a s  is t h e  c a s e  wi th  most s t u d i e s  where a v a s t  
q u a n t i t y  o f  d a t a  is c o l l e c t e d ,  a c r i t i c a l  t a s k  was de te rmin ing  means o f  
s y n t h e s i z i n g  t h e  v a r i o u s  d a t a ,  de te rmin ing  what t h e  d a t a  i n d i c a t e d  f o r  t h e  
f i e l d ,  and t h e n  d e r i v i n g  c o n c l u s i o n s  a b o u t  t h e  s t a t e  o f  t h e  a r t .  A p o r t i o n  o f  
t h i s  e f f o r t  is  d e s c r i p t i v e  i n  t h a t  it r e q u i r e s  a r e p o r t i n g  of what t h e  d a t a  
a r e  i n  a l o g i c a l  format .  Another segment o f  t h e  work r e q u i r e s  i n f e r e n t i a l  
l e v e l  a n a l y s e s .  I t  is t h i s  p o r t i o n  o f  t h e  a n a l y s e s  which is o f t e n  most 
complex. These two l e v e l s  o f  a n a l y s e s  were completed f o r  t h i s  p r o j e c t .  

D e s c r i p t i v e  A n a l y s i s  

The d e s c r i p t i v e  a n a l y s i s  was completed t o  d e s c r i b e  t h e  q u a n t i t y  and 
s t y l e  o f  reviewed r e s e a r c h  a s  o r d e r e d  by t h e  c o n c e p t u a l  c l u s t e r s  a p p e a r i n g  i n  
t h e  framework. I t  was de te rmined  t h a t  t h e  c o n c e p t u a l  c l u s t e r s  y i e l d e d  t h e  
lowes t  p o s s i b l e  l e v e l  o f  a n a l y s i s ,  s i n c e  i n  some i n s t a n c e s  t h e  l i t e r a t u r e  d i d  
n o t  p r o v i d e  in format ion  by s p e c i f i c  v a r i a b l e s .  F u r t h e r ,  such a form of  
a n a l y s i s  promoted f u l l  c o n s i d e r a t i o n  o f  t h e  dynamics of r e l a t i o n s h i p s  which 
c u t  a c r o s s  t h e  v a r i o u s  o r g a n i z a t i o n a l  d imensions .  I t  enab led  t h e  r e s e a r c h  
team to deve lop  f i n d i n g s  concern ing ,  f o r  example, t h e  impact o f  environment  on 
o r g a n i z a t i o n a l  g o a l  and t a s k  s t r u c t u r e ,  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n ,  
modes o f  o r g a n i z a t i o n a l  c o o r d i n a t i o n  and c o n t r o l ,  and l e v e l s  o f  o r g a n i z a t i o n a l  
achievement .  Th i s  a n a l y s i s ,  a s  p r e s e n t e d  i n  for thcoming c h a p t e r s ,  p rov ided  
knowledge a s  t o  what c o n c e p t u a l  a r e a s  have been r e s e a r c h e d  a t  l e n g t h  and what 
a r e a s  have l a r g e l y  been d i s r e g a r d e d ,  a s  w e l l  a s  t h e  in format ion  on c r o s s -
d imens iona l  r e l a t i o n s h i p s .  

The p o l i c e  l i t e r a t u r e  was reviewed i n  c o n c e r t  wi th  t h e  non-pol ice  
l i t e r a t u r e .  T h i s  p r o c e s s  s e r v e d  two purposes .  F i r s t ,  it enab led  t h o  p r o j e c t  
team t o  d e r i v e  compara t ive  f i n d i n g s  abou t  both  t h e  s t y l e  of t h e  r e s e a r c h  
( e . g . ,  type  o f  r e s e a r c h  d e s i g n ,  forms o f  a n a l y s i s ) .  Secondly,  i t  promoted 
compara t ive  a n a l y s i s  o f  s u b s t a n t i v e  f i n d i n g s .  Reviewing t h e  two grouFs o f  



studies simultaneously facilitated possible generalizations to the police 

discipline from the non-police studies. 


In reviewing the style and format of the research, it was necessary to 

develop specific operational definitions for types of research designs and 

forms of analyses. The key emphasis in this process was to derive definitions 

which were methodologically sound and permitted generalizations about the 

data. Three general research designs were defined for the study: these were 

survey research, quasi-experimental, and experimental. 


Survey research was viewed as involving the quantification of data 
based on observations of a set of unique data. Three major purposes of survey 
research have been described (Bobbi, 1973) . First, it can provide a 
description of some population. Second, in addition to a 
description, many surveys have the additional objective of making explanatory 
assertions about the population. Finally, survey methods can be used as an 
exploratory technique during the researcher 's initial inquiry into a 
particular topic. 

There are two basic survey research designs: cross-sectional and 

longitudinal. In a cross-sectional survey, data are collected at one point in 

time for the purpose of describing a particular population. This type of 

design can also be used to determine the relationship between variables at the 

time of the study. Longitudinal surveys are conducted over a period of time 

and can be either descriptive or explanatory in nature. 


For purposes of this study, the category of survey research was 
further divided into those studies that were exploratory in design (i.e. , 
researched a particular question by analysis of data from several sites) and 
those that used a case study format. This distinction was drawn to examine 
the number and type of research projects that used a case study approach-- 
normally referred to as studying a question or a series of questions in one 
site. Many of the works on police organizations fall into this design 
category. This distinction was also utilized to yield information on the 
generalizability of survey research data. 

The second major type of methodology employed was the quasi-
experimental design. Cook and Campbell define this as experiments that have 
treatment, outcome measures, and experimental units, but do not use random 
assignment to create the comparisons from which treatment-caused change is 
inferred (Cook and Campbell, 1979). A quasi-experimental design provides a 
basis of comparative inference when the conditions for an actual experiment 
are not present (Fairweather and Tounatzky, 1977). Nonequivalent control 
group and time series designs are two common quasi-experimental research 
designs, 

Experimental designs involve the scheduling of observations, the 

choice of treatment and comparisons, the selection of measured control 




variables, and random assignment of units to treatment groups (Campbell and 

Stanley, 1963). Random assignment enables the researcher to draw inferences 

about the casual relationships between variables. Common experimental designs 

include: pre-test/post-test control group design and the post-test only 

control group design. 


Four levels of analysis were selected for purposes of reviewing 

aggregated studies by conceptual cluster and reporting on the state of the art 

of organizational research: qualitative; univariate; bivariate; and 

multivariate. These four forms of analysis are described in the following 

paragraphs. 


Qualitative research studies are those studies which did not include 

any form of quantitative analysis, but simply relied on observational data to 

deduce findings concerning some element of organization and/or management, 

Many case studies in police management, often noted as classics in the field, 

utilized this form of analysis. 


Many studies were described as using univariate forms of analysis. 

These were studies which examined only one variable at a time and largely 

produced only summary statistics. The normal measures which accompany such 

studies are measures of central tendency (e-g., mean, median, mode) and 

measures of dispersion (e.g., variance, standard deviation, standard error). 


The third form of analysis is bivariate. This describes studies which 

investigate the relationship between two variables and often include a measure 

of association or a test of statistical significance. Commonly used 

statistics included under this category, including chi-square and Pearson's, 

produce moment correlation coefficient. 


The final level of analysis is multivariate. This includes studies 

which use inferential statistical techniques to generalize from one set of 

data to another, Some of the most widely used multivariate statistical 

techniques are regression, analysis of variance, discriminant analysis, and 

partial correlation. Factor analysis was also added to this grouping since it 

is used to determine commonality among unique measures of a certain 

phenomenon, usually attitudinal data. 


These definitions were used in aggregating studies by conceptual 

clusters. Researchers were directed to determine the type of design and the 

level of analysis in descriptively synthesizing data from each study. 


This synthesis involved several steps as described below. These steps 
were undertaken once the studies were grouped by conceptual cluster. A 
summary review sheet, entitled the "Individual Reading Summary by Conceptual 



C l u s t e r , "  was used t o  t r  n s c r i b e  t h i s  i n f o r m a t i o n  f o r  bo th  t h e  p o l i c e  and t h e  
non-pol ice  d i s c i p 1 i n e s . g  The s p e c i f i c  s t e p s  were a s  f o l l o w s :  

1. 	 Def ine  t h e  s p e c i f i c  v a r i a b l e s  ana lyzed .  I n  many c a s e s  
t h i s  n e c e s s i t a t e d  t h e  b r e a k o u t  o f  s u b - v a r i a b l e s  because  
t h e  o v e r a l l  s t u d y  v a r i a b l e  was t o o  broad i n  scope t o  
a c c u r a t e l y  p o r t r a y  a l l  o f  t h e  s t u d i e s  reviewed. T h i s  
o c c u r r e d ,  f o r  example,  w i t h  t h e  v a r i a b l e  on 
environment :  a g g r e g a t e .  A s  shown i n  Chapter  11, t h e r e  
were many s u b - v a r i a b l e s  which f e l l  under t h i s  broad 
v a r i a b l e .  

2 .  	 Descr ibe  t h e  r e l a t i o n s h i p s  found w i t h  an i n d i c a t i o n  o f  
d i r e c t i o n  ( p o s i t i v e ,  n e g a t i v e ,  o r  n e u t r a l )  and p r o v i d e  a 
b r i e f  commentary, i f  deemed a p p r o p r i a t e ,  on t h e  r e l a t i v e  
s i g n i f i c a n c e  o f  t h e  f i n d i n g ,  g i v e n  t h e  s t a t e  o f  t h e  a r t .  

3. 	 Document any methodolog ica l  d i f f i c u l t i e s  which were c l e a r  
from t h e  r e s e a r c h  document. These comments were t o  be 
p r i m a r i l y  o r i e n t e d  t o  problems which may have i n v a l i d a t e d  
t h e  f i n d i n g s .  

4 .  	 Def ine  t h e  form of  r e s e a r c h  d e s i g n  and l e v e l  o f  a n a l y s i s .  

T h i s  i n f o r m a t i o n  was aggrega ted  by c o n c e p t u a l  c l u s t e r  i n t o  
"Comparative S y n t h e s i s  Repor t s"  which l a r g e l y  d e s c r i b e d  t h e  s t a t e  of t h e  a r t  
o  f  o l i c e  and non-pol ice  d i s c i p l i n e s  a s  based on t h e  s t u d i e s  
reviget : .g  These r e p o r t s  were produced f o r  each c o n c e p t u a l  c l u s t e r .  

I n f e r e n t i a l  A n a l y s i s  

The most complex t a s k  i n  t h e  a n a l y s i s  of s e l e c t e d  s t u d i e s  was 
i n f e r r i n g  a s  t o  t h e  knowledge base  on a g i v e n  v a r i a b l e  o r  set of v a r i a b l e s .  
The p r o c e s s  of i n f e r r i n g  h a s  been d e f i n e d  a s  " d e r i v i n g  by r e a s o n i n g  o r  
i m p l i c a t i o n ;  c o n c l u d i n g  from f a c t s  o r  p remises ;  d e r i v i n g  a s  a consequence o r  
c o n c l u s i o n "  ( W e b s t e r ' s  New C o l l e g i a t e  D i c t i o n a r y ,  1 9 7 9 ) .  T h i s  d e f i n i t i o n  
a c c u r a t e l y  d e f i n e s  t h e  p r o c e s s  t h a t  was u t i l i z e d  f o r  ana lyz ing  r e s u l t s  from 
t h i s  s t u d y .  The d e s c r i p t i v e  d a t a  accumulated by c o n c e p t u a l  c l u s t e r  was 
reviewed,  s y n t h e s i z e d  w i t h  i n d u c t i v e  r e a s o n i n g  a p p l i e d  a s  t o  t h e  s t a t e  o f  t h e  
a r t  of t h e  p a r t i c u l a r  s u b j e c t .  

2 ' ~ h i s  document was des igned  a s  an i n t e r n a l  r e s e a r c h  c o l l e c t i o n  and 
a n a l y s i s  e p o r t  and a s  such is n o t  i n c l u d e d  i n  t h i s  r e p o r t .this r e p o r t  i s  a l s o  an i n t e r n a l  working document and does  n o t  appear  
i n  t h i s  r e p o r t . 



Three forms of  a n a l y s i s  were used i n  complet ing t h i s  review. These 
a r e  d e f i n e d  below: 

1. 	 Assessment o f  Knowledge Base S t r e n g t h s .  De te rmina t ions  
were made a s  t o  a r e a s  where r e s e a r c h  has  demonstra ted a 
r e l a t i o n s h i p  between a set o f  v a r i a b l e s .  I n  most c a s e s ,  
t h i s  knowledge base  was n o t  d e r i v e d  u n t i l  more than  one 
s t u d y  on t h e  same s u b j e c t  was completed having s i m i l a r  
r e s u l t s .  There  were many such i n s t a n c e s  i n  t h e  d a t a  
base .  Of ten ,  however, a s t u d y  was c o n s t r u e d  a s  y i e l d i n g  
knowledge i f  t h e  s tudy  had a sound methodology, r e l i e d  
upon a s o l i d  t h e o r e t i c a l  f o u n d a t i o n ,  and was 
g e n e r a l i z a b l e ,  

2 .  	 Assessment o f  Knowledge Base Weaknesses. De te rmina t ions  
were made a s  t o  those  a r e a s  of management where v e r y  
l i t t l e  knowledge is a v a i l a b l e .  These were i d e n t i f i e d  
p r i m a r i l y  through a n a l y s i s  of gaps  i n  t h e  r e s e a r c h  d a t a  
base .  These g a p s  can be due t o  e i t h e r  t h e  absence o f  
r e s e a r c h ,  t h e  r e l a t i v e l y  u n s o p h i s t i c a t e d  methods o f  
r e s e a r c h  which may i n v a l i d a t e  f i n d i n g s  and,  t h e r e f o r e ,  
n o t  c o n t r i b u t e  t o  a knowledge b a s e ,  or  t o  t h e  f a c t  t h a t  
r e s e a r c h  was n o t  g e n e r a l i z a b l e .  

3 .  	 Assessment o f  C o n t r i b u t i o n  o f  Knowledge Base t o  t h e  S t a t e  
o f  t h e  A r t .  Researchers  were asked to d e f i n e  t h e  
r e l a t i v e  c o n t r i b u t i o n  o f  knowledge d e r i v e d  from t h e  
c o n c e p t u a l  c l u s t e r .  T h i s  t h i r d  and f i n a l  form of  
i n f e r e n t i a l  a n a l y s i s  was used t o  a s s e s s  t h e  v a l u e  of t h e  
knowledge t o  contemporary law enforcement  
a d m i n i s t r a t i o n .  I t  was completed by judging how t h e  
r e s e a r c h  c o n t r i b u t e s  t o  what is known about  t h e  
o r g a n i z a t i o n  o f  p o l i c e  a g e n c i e s .  Many o f  t h e  s t u d i e s  
reviewed d u r i n g  t h e  p r o j e c t  d i s c o v e r e d  new knowledge. 
Not a l l  o f  t h e s e  s t u d i e s ,  however, can be s a i d  t o  have 
added s i g n i f i c a n t  p o l i c y - r e l e v a n t  knowledge t o  t h e  f i e l d .  

These t h r e e  forms o f  a n a l y s i s  y i e l d e d  t h e  o v e r a l l  p r o j e c t  f i n d i n g s  an3 
p rov ided  a b l u e p r i n t  f o r  f u t u r e  r e s e a r c h .  I n  t h e  a g g r e g a t e ,  t h e s e  a n a l y t i c a l  
methods accommodated t h e  development o f  c o n c l u s i o n s  r e g a r d i n g  each c o n c e p t u a l  
c l u s t e r .  These methods a l s o  enabled t h e  r e s e a r c h  s t a f f  t o  d e l i n e a t e  r e s e a r c h  
problems which e i t h e r  were encountered i n  s t u d i e s  reviewed f o r  t h i s  p r o j e c t  o r  
a r e  l i k e l y  t o  a r i s e  i n  f u r t h e r  s t u d i e s .  These problems were l a r g e l y  r e s e r v e d  
f o r  p o l i c e  s t u d i e s  and judgments about  t h e  knowledge base  i n  t h e  p o l i c e  f i e l d  
s i n c e  t h a t  i s  t h e  foca l  p o i n t  of t h e  p r o j e c t ,  



Several issues were identified in completing these analyses. Among 

the factors considered were problems or difficulties in operationally defining 

variables, difficulties in collecing large enough samples, or in simply 

collecting valid empirical data at all, difficulties in generalizing from one 

set of data to a population, problems produced by improper or inappropriate 

statistical analysis, and finally, difficulties in transferring the knowledge 

from the larger area on management and organizational theory to police, In 
short, these analyses yielded a synthesis of the various obstacles to 
knowledge generation based on the experience of previous researchers. 



11. ENVIRONMENT AND ORGANIZATIONAL AUTONOMY 


Introduction 


All organizations are influenced by the environments in which they 

operate, The nature of this influence varies depending on the nature of the 

organization, its materials and resources, and the culture of the society in 

which the organization operates. Influence here is used as a general term and 

connotes indirect, as well as direct effects on organizations by their 

environment. Indirect influences stem from the norms, institutions and value 

systems of a society, and the specific economic and political characteristics 

of that society. Organizations react to these environmental factors. 

Management, therefore, considers these influences in long-range, as we11 as 

short-range decision-making. These considerations are sometimes manifested in 

subtle ways, yet they are evident in all organizations. 


In policinq, several social, economic, and political factors within 

the environment influence management and administrative systems and processes 

internal to the organization. Perhaps the most direct influence is the crime 

rate. Fl-uctuations in crime rates within individual jurisdictions affect the 

operational response capability of the police agency. Such changes also 

affect the managerial and support systems of the organization. This is 

evident from the fact that police organizations in certain jurisdictions opt 

to institutionalize specialized units, such as crime prevention or community 

relations units, to respond to particular crime problems. Other influences on 

the organization range from the more indirect cultural influences to 

variations in socio-economic characteristics of a community, which directly 

affect street level police-citizen interactions, as well as generating an 

influence on the resources available and the political environment within 

which police managers must operate. 


The relationship between organizations and their environments is not 
uni-directional. Organizations also infl-uence their environments through 
managerial strategies and tactical activities. These influences are largely 
determined by the organization's, that is, management's perception of their 
environment. Relying on these perceptions, managers implement certain 
administrative and operational decisions which shape the organization's 
working environment . 

Using the example of crime, police administrators select certain 

environments in which to operate through conscious decisions which will 

dictate the level of enforcement of particular crimes. Police organizations 

cannot normally respond to all crimes with the same level- of resources, 

Consequently, managers adopt priorities, albeit often influenced through 

political, administrative, or other criteria, which in essence shape the 

environments in which the organization operates. This shaping process is not 

of ten orderly, but is dynamic. 




Thus, it can be s a i d  t h a t  o r g a n i z a t i o n s  engage i n  an exchange wi th  
t h e i r  environments .  There is a g i v e  and t a k e  r e l a t i o n s h i p  where t h e  
environment  p l a c e s  c e r t a i n  c o n s t r a i n t s  on t h e  o r g a n i z a t i o n .  These may b e  due 
t o  1-egal,  p o l i t i c a l ,  c u l t u r a l ,  o r  o t h e r  c o n d i t i o n s  i n  t h e  environment ,  The 
o r g a n i z a t i o n  then h e l p s  shape i t s  environment  w i t h  i ts manager ia l  d e c i s i o n s ,  

T h i s  s t u d y  on p o l i c e  management and o r g a n i z a t i o n  h a s  ana lyzed  t h i s  
exchange from t h e  p e r s p e c t i v e  o f  a s k i n g  what knowledge b a s e  on p o l i c e  
o r g a n i z a t i o n s  and t h e i r  environments  can be deduced from t h e  v a s t  q u a n t i t y  o f  
l i t e r a t u r e  on p o l i c e  o r g a n i z a t i o n s ,  a s  w e l l  a s  a sampling o f  t h e  g e n e r a l  
management l i t e r a t u r e .  The major t h r u s t  o f  t h i s  e f f o r t  h a s  been t o  d e s c r i b e  
how t h i s  exchange t a k e s  p l a c e  i n  law enforcement and what r e s u l t s  have 
occurred. .  Secondlyr  t h e  r e s e a r c h  h a s  sought  to t r a n s f e r ,  where p o s s i b l e ,  
knowledge from o t h e r  o r g a n i z a t i o n a l  environments  t o  t h e  p o l i c e  d i s c i p l i n e .  

D e s c r i p t i v e  F i n d i n g s  

Through examina t ions  o f  t h e  l i t e r a t u r e  i n  j o u r n a l s ,  books ,  monographs, 
and o t h e r  r e s e a r c h  r e p o r t s ,  t h e  r e s e a r c h  team s e l e c t e d  6 2  r e l e v a n t  documents 
from t h e  p o l i c e  d i s c i p l i n e  and 26 s t u d i e s  from t h e  g e n e r a l  s o c i a l  s c i e n c e  
d i s c i p l i n e s .  Each o f  t h e s e  s t u d i e s  were reviewed and coded t o  d e  uce a 
s y n t h e s i s  o f  knowledge on environment  and o r g a n i z a t i o n a l  autonomy.- 9P The 
d e s c r i p t i v e  f i n d i n g s  from t h i s  review and a n a l y s i s  a r e  r e p o r t e d  i n  t h e  
f o l l o w i n g  s e c t i o n .  Inc luded  i n  t h i s  s e c t i o n  a r e  d i s c u s s i o n s  f o c u s i n g  on t h e  
number o f  s t u d i e s  by s p e c i f i c  v a r i a b l e s ,  t h e  t y p e s  of r e s e a r c h  d e s i g n s  used i n  
sampled s t u d i e s ,  t h e  forms of a n a l y s i s  used,  and f i n a l l y  a d i s c u s s i o n  o f  
g e n e r a l  f i n d i n g s .  

Number o f  S t u d i e s  by S p e c i f i c  V a r i a b l e s  

The c o n c e p t u a l  framework f o r  t h e  c l u s t e r  on Environment and 
O r g a n i z a t i o n a l  Autonomy c o n s i s t e d  o f  f i v e  unique v a r i a b l e s :  (1) 
Environment : Aggregra te ;  ( 2 )  Environment:  R e l a t i o n a l  and S t r u c t u r a l  
C h a r a c t e r i s t i c s ;  ( 3 )  O r g a n i z a t i o n a l  Age; ( 4 )  L e g a l / P o l i t i c a l  Autonomy; and ( 5 )  
F u n c t i o n a l / ~ c o n o m i c  Autonomy. These v a r i a b l e s  proved t o  be q u i t e  broad i n  
scope.  The p r o j e c t  team, t h e r e f o r e ,  was r e q u i r e d  t o  i d e n t i f y  and d e f i n e  sub- 
v a r i a b l e s  f o r  c e r t a i n  o f  t h e s e  v a r i a b l e s .  Sub-var i a b l e s  were d e f i n e d  by 
a n a l y z i n g  t h e  t o p i c a l  c o n t e n t  o f  r e s e a r c h  s t u d i e s  f o r  each o f  t h e  f i v e  
v a r i a b l e s  and t h e n  d e f i n i n g  d i s t i n c t i v e  i d e n t i f i e r s  which would e a s i l y  

2/1t should  be noted h e r e  t h a t  t h e  p h r a s e  "deduce a s y n t h e s i s "  r e f e r s  
o n l v  to a s y n t h e s i s  o f  t h o s e  s t u d i e s  reviewed f o r  t h i s  p r o j e c t  and is n o t  
in tended  a s  g e n e r a l i z a t i o n  t o  a l l  l i t e r a t u r e  s o u r c e s .  



describe the major content area of like studies. The research staff 
endeavored to minimize the number of sub-variables in each area and developed 
sub-variables which could be used in both the police and non-police 
disciplines. 

Table 4 contains the listing of the studies reviewed for each sub-
variable defined for this conceptual cluster. It should be noted that in some 
instances studies addressed more than one variable. Therefore, the totals in 
this table will equal more than the total number of studies reviewed for the 
conceptual cluster. 

Table 4 

NUMBER OF STUDIES REVIEWED BY SPECIFIC VARIABLR 

(Conceptual Cluster I) 

Vatiable 
Number Name 

1 Environment: Aggregate 
Socio-Economic Status 
Community Composition and Social 
Structure 
Government Organization Structure 
Cultural Development 

Environment: Relational and Structural 
Characteristics 
m Interagency Relations 

Organization-Client Interactions 
e Number of Like Organizations in 

Environment 
Impact of External Funds 
Environmental/Client Resource Inputs 

Organizational Age 

Legal/Political Autonomy 

Functional/Economic Autonomy 
@ Economic/Fiscal Autonomy 
e Impact of Regulations/Administrative 

Controls 

Police Non-Police 



The predominance of studies for this cluster were categorized as 

either (1) Environment: Aggregrate or (2) Environment: Relational and 

Structural Characteristics. These variables, however, were both very broad 

and thus contained studies focusing on several diverse issues. This was the 

case for both the police and non-police samples. Many of these studies were 

carried out by political scientists and sociologists and were largely 

exploratory in nature, This observation applies for both of these broad 

environmental variables. There is a definite tendency in the literature by 

such social scientists to search for general environmental impacts on the 

organization. 


There are 18 studies in the police sample which describe organization- 
client interactions. These studies by and large address interactions between 
the street level officer and the citizen. There was an obvious interest in 
this level of exchange which was initiated by sociologists in the late 1960's- 
early 1970's and furthered by the emphasis on police-community relations in 
this period. The studies by Black and Reiss (1970), Bordua and Tifft (1971) 
and Reiss (1971), as well as research undertaken for the President's 
Commission on Law Enforcement and Administration of Justice by Black and Reiss 
(1967), led others to describe in further detail patterns of behavior between 
police officers and citizens. 

The literature reviewed for this study did not include any police 

studies on organizational age. This may be due in part to the general 

difficulty in performing such studies. The process of defining how internal. 

organizational characteristics are affected by larger social or political 

events is difficult. Moreover, this absence of data may be due to a general 

lack of interest in the subject matter. The topic may be considered to be too 

esoteric for many researchers or for funding sources. 


The literature reviewed for this study did reveal a considerable 
amount of research analyzing the effects of variations in legal and political 
autonomy on the organization. These studies yielded a substantial knowledge 
base on the impacts of variations in autonomy on the organization--its 
structure and management system. These studies could be defined as falling 
into one of two categories. Many researchers have analyzed the relationships 
of changes in the legal and political structure on the organization. Others 
research the effects of variations in Levels of "ownership" on management and 
administration. Ownership in this context refers to the type of control by 
individuals or groups outside of the organization (e.g., stockbrokers, city 
council, city manager) . 

There were also a substantial number of studies in the police sample 

classified under the variable Functional/Economic Autonomy. This was most 

likely due to the fact that police agencies are governmental organizations and 

are reliant on larger decision-making bodies for funding and policy making. 

It is also due to an apparent interest on the part of political scientists and 

economists in researching relationships between socioeconomic factors and 

expenditures for municipal services. 




Research Designs  

A l l  s e l e c t e d  s t u d i e s  were an lyzed  t o  de te rmine  t h e  type  o f  r e s e a r c h  
des ign  employed and t h e  t r e a t m e n t  o f  v a r i a b l e s .  S t u d i e s  were c l a s s i f i e d  a s  
f i t t i n g  one of t h e  fo l lowing  four  d e s i g n  types :  E x p l o r a t o r y ,  Case S tudy ,  
Quasi-Exper i m e n t a l ,  o r  Exper imenta l .  S t a f f  R e s e a r c h e r s  a l s o  coded whether 
p e r t i n e n t  v a r i a b l e s  appear ing  i n  t h i s  c o n c e p t u a l  c l u s t e r  were t r e a t e d  a s  
dependent or  independent  v a r i a b l e s .  

Research Design Types.  Tab le  5 d e p i c t s  t h e  r e s u l t s  of a n a l y z i n g  t h e  
des ign  t y p e s  f o r  sampled s t u d i e s .  A s  can be observed  from t h e s e  d a t a ,  t h e  
overwhelming number o f  s t u d i e s  u t i l i z e d  e i t h e r  e x p l o r a t o r y  o r  c a s e  s t u d y  
d e s i g n s .  There  a r e  two l i k e l y  r e a s o n s  f o r  t h i s  f i n d i n g .  F i r s t ,  e x t e n s i v e  
r e s e a r c h  i n  t h e  a r e a  of p o l i c e  management is a r e l a t i v e l y  r e c e n t  phenomenon. 
The adven t  o f  f e d e r a l  funds  i n  t h e  l a t e  1 9 6 0 ' s  he lped  g e n e r a t e  t h i s  
i n t e r e s t .  Consequent'Ly, r e s e a r c h e r s  and p r a c t i t i o n e r s  a l i k e  had very  l i t t l e  
i n  t h e  way of a knowledge b a s e  t o  use  a s  a  founda t ion  f o r  f u t u r e  r e s e a r c h .  
T h e r e f o r e ,  t h e i r  r e s e a r c h  e f f o r t s  were predominant ly  e x p l o r a t o r y  i n  d e s i g n .  
They were f o r c e d  t o  ask q u e s t i o n s  abou t  how env i ronmenta l  f a c t o r s  a f f e c t  
p o l i c e  management. Conversely ,  they were f o r c e d  t o  r e l y  on s i m i l a r  l e v e l s  o f  
i n q u i r y  to determine how p o l i c e  a c t i o n s  a f f e c t e d  t h e  community--its c i t i z e n s  
and o t h e r  governmental  and p r i v a t e  a g e n c i e s .  

Table  5 

TYPES OF RESEARCH DESIGNS FOR SAMPLED STUDIES 

Types o f  Desiqns  
Non-Police 
N- 8-

e E x p l o r a t o r y  28 46 20 77 

a Case S tudy  30 48 6 2 3 

e Quasi-Exper i m e n t a l  2 3 0 0  

Exper imenta l  

Secondly,  t h e  s u b j e c t  m a t t e r  f o r  t h i s  c l u s t e r  makes i t  d i f f i c u l t  to 
deve lop  and implement quas i -exper imenta l  and e x p e r i m e n t a l  d e s i g n s  i n  e i t h e r  
t h e  p o l i c e  o r  t h e  non-pol ice  sample. The measures u t i l i z e d  i n  s t u d i e s  o f  t h e  
environment  a r e  v e r y  d i f f i c u l t  to c o n t r o l ,  l e t  a l o n e  app ly  any form of  random 
t r e a t m e n t .  From t h e  p o l i c e  sample,  c o n s i d e r ,  f o r  example, t h e  s u b j e c t  o f  
p o l i c e  o f f i c e r - c i t i z e n  i n t e r a c t i o n s .  An e x p e r i m e n t a l  d e s i g n  would seek to 
randomly a s s i g n  cases i n t o  e i t h e r  an exper imenta l  o r  c o n t r o l  g roup  p r i o r  t o  



applying some treatment to the experimental police group. To help avoid 

potential problems associated with contamination, careful monitoring of the 

group's activities would be performed to assure that there was no interaction 

between the experimental and control group. This would be exceedingly 

difficult in an operational agency such as a police organization. 


Similarly, consider the issue of legal/political autonomy. It is also 

very difficult to apply quasi-experimental or experimental designs for this 

area. To do so would require the matching of cities or jurisdictions in which 

the police agency operates and a careful monitoring of the effects a given 

program or change in policy may have on the management of the agency. This 

would be a complex piece of research which most projects would not have the 

resources to conduct. Consequently, research focuses on describing the 
various effects of interrelationships between the police agency and the 
executive level of government. 

The same point can be made for studies conducted in industrial 

settings or in analyses of other forms of government organizations. 

Experimentation is quite difficult to accomplish in such operational agencies, 

especially when considering studies of the environment-organization interface. 


This is not to suggest that knowledge cannot be derived from 

exploratory studies or research employing a case study design. Many of the 

works provided sound knowledge based on explicit definition of variables, 

appropriate sampling systems, and often sophisticated forms of statistical 

analyses. These works, by and large, however, do not yield comprehensive 

analyses of all variables bearing on a given relationship because of the 

difficulty in identifying and controlling for extraneous in£ luences in a 

possible relationship. The result is that it is often difficult to compile 

knowledge thoroughly addressing all plausible reasons for an apparent 

relationship. In essence, it is very difficult, if not almost impossible, to 

pinpoint causal relationships among variables. Findings from studies then 

must be taken on face value and not interpreted in such a way that is not 

possible. 


Treatment of Variables in Research Designs. As a secondary analysis 

of research designs, the treatment of variables (either independent or 

dependent) in sampled studies was classified to provide a further description 

of the state of the art. As alluded to earlier, organizational-environmental 

exchange is a two-way proposition. From the consideration of the research 

design, this proposition can be translated as treating environment as either a 

dependent or as an independent variable. Studies which analyze an 

environmental characteristic as a dependent variable are primarily researching 

how certain organizational variables affect some dimension of environment. On 

the contrary, studies which use an environmental measure as an independent 

variable usually research the affect of environment on the organization. 




Table  6 p r e s e n t s  d a t a  on t h e  t r e a t m e n t  o f  v a r i a b l e s  i n  des ign .  Many 
s t u d i e s  reviewed ana lyzed  more than one v a r i a b l e .  T h e r e f o r e ,  t h e  t o t a l  below 
e q u a l s  more than  t h e  total  number o f  s t u d i e s  f o r  t h i s  c l u s t e r .  A d d i t i o n a l l y ,  
some s t u d i e s  i n  t h i s  c l u s t e r  t r e a t e d  v a r i a b l e s  a s  bo th  dependent  and 
independent .  

Tab le  6 

TREATMENT OF VARIABLES IN RESEARCH DESIGNS 

V a r i a b l e  P o l i c e  Non-Police 
Number ___ Name ____ Independent  Dependent Independent  Dependent 

1 	 Environment : 
Aggregate 

2 	 Environment: 
R e l a t i o n a l ,  S t r u c t u r a l  
C h a r a c t e r i s t i c s  20 18 11 6 

3 	 O r g a n i z a t i o n a l  Age 0 0 1 0 

4 	 L e g a l / P o l i t i c a l  
Autonomy 

5 	 Functional/Economic 
Autonomy 1 13 

These d a t a  i n d i c a t e  t h a t  most r e s e a r c h e r s  have ana lyzed  t h e  e f f e c t s  o f  
env i ronmenta l  f a c t o r s  on t h e  o r g a n i z a t i o n .  T h i s  is t r u e  f o r  both  t h e  p o l i c e  
and t h e  non-pol ice  samples.  A s i g n i f i c a n t  p e r c e n t a g e  o f  s t u d i e s  i n  t h e  p o l i c e  
sample (39 s t u d i e s ) ,  f o r  i n s t a n c e ,  r esea rched  t h e  impact of some f e a t u r e  o f  
t h e  environment on o t h e r  d imensions  of t h e  o r g a n i z a t i o n a l  and management 
s t r u c t u r e .  

The d a t a  a l s o  p o i n t  o u t  t h a t  t h e  sampled p o l i c e  s t u d i e s  on 
Functional/Economic Autonomy t r e a t e d  t h i s  f a c t o r  p r i n c i p a l l y  a s  a dependent  
v a r i a b l e .  Thus, it can be concluded t h a t  r e s e a r c h  h a s  a s s e s s e d  t h e  p o s s i b l e  
r e l a t i o n s h i p s  between o t h e r  v a r i a b l e s  and d e g r e e s  of func t iona l / economic  
autonomy. Many of  t h e s e  s t u d i e s  examined r e l a t i o n s h i p s  between o t h e r  
env i ronmenta l  v a r i a b l e s  and p a t t e r n s  of e x p e n d i t u r e s  f o r  p o l i c e  s e r v i c e .  
Based on a n a l y s e s  o f  s t u d i e s  f o r  t h i s  p r o j e c t ,  v e r y  l i t t l e  r e s e a r c h  h a s  been 
conducted a s s e s s i n g  t h e  e f f e c t s  of e x p e n d i t u r e  p a t t e r n s  on t h e  o r g a n i z a t i o n .  



For  t h e  non-po l i ce  sample ,  t h e  u t i l i z a t i o n  o f  t h i s  v a r i a b l e  g e n e r a l l y  
r e f l e c t e d  a n  i n t e r e s t  i n  a s s e s s i n g  c h a n g e s ,  or p e r c e p t i o n s  o f  c h a n g e s ,  i n  
a d m i n i s t r a t i v e  or r e g u l a t o r y  f a c t o r s  on management and o r g a n i z a t i o n .  These  
s t u d i e s  q u i t e  o f t e n  t r e a t e d  t h i s  v a r i a b l e  a s  a measu re  o f  e n v i r o n m e n t a l  
u n c e r t a i n t y  and a t t e m p t e d  to  i d e n t i f y  p a t t e r n s  of m a n a g e r i a l  r e a c t i o n  to s u c h  
c h a n g e s .  

Methods o f  A n a l y s i s  

An i m p o r t a n t  t a s k  i n  a n a l y z i n g  r e s e a r c h  s t u d i e s  f o r  t h i s  p r o j e c t  was 
t h e  s p e c i f i c a t i o n  o f  t h e  form o f  a n a l y s i s  u sed .  T h i s  c o d i n g  was to p r o v i d e  
f u r t h e r  i n f o r m a t i o n  as  to t h e  s t a t e  o f  t h e  a r t  i n  management r e s e a r c h .  Four 
l e v e l s  o f  s t a t i s t i c a l  a n a l y s i s  were used .  These  were q u a l i t a t i v e ,  u n i v a r i a t e ,  
b i v a r i a t e ,  and m u l t i v a r i a t e .  

T a b l e  7 c o n t a i n s  a b r e a k o u t  o f  o b s e r v e d  forms o f  a n a l y s i s  f o r  
v a r i a b l e s  i n  t h i s  c l u s t e r .  These  d a t a  d e p i c t  a s i g n i f i c a n t  v a r i a t i o n  be tween 
t h e  t r e a t m e n t  o f  v a r i a b l e s  i n  t h e  p o l i c e  sample  a s  opposed  to  t h e  n o n - p o l i c e  
sample .  The s t u d i e s  i n  t h e  n o n - p o l i c e  sample  employ more s o p h i s t i c a t e d  l e v e l s  
o f  a n a l y s e s  t h a n  t h o s e  i n  t h e  p o l i c e  sample .  T h i s  was due  i n  p a r t  to t h e  u s e  
o f  t h e  A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y  a s  a t a r g e t  j o u r n a l  i n  t h e  g e n e r a l  
management a r e n a .  T h i s  j o u r n a l  u s e s  a v e r y  r i g o r o u s ,  s t a n d a r d i z e d  f o r m a t  o f  
t h e  r e p o r t i n g  o f  r e s e a r c h .  S e l e c t e d  a r t i c l e s  f o l l o w  a comprehens ive  a p p r o a c h  
w h e r e i n  t h e y  d i s c u s s  t h e  t h e o r e t i c a l  b a s e  u n d e r l y i n g  a p i e c e  o f  r e s e a r c h ,  
c a r e f u l l y  i d e n t i f y  t h e  p o t e n t i a l  c o n t r i b u t i o n  o f  t h e i r  r e s e a r c h  t o  t h e  f i e l d ,  
s u c c i n c t l y  d e f i n e  v a r i a b l e s ,  and p r o c e e d  t h r o u g h  a  d e t a i l e d  s t a t i s t i c a l  
a n a l y s i s  o f  f i n d i n g s ,  q u i t e  o f t e n  r e l y i n g  on i n f e r e n t i a l  a n a l y t i c a l  
t e c h n i q u e s .  The p o l i c e  j o u r n a l s  r ev iewed  f o r  t h i s  s t u d y  d i d  n o t  f o l l o w  s u c h  a  
f o r m a t  f o r  t h i s  c o n c e p t u a l  c l u s t e r  o r  f o r  any o t h e r .  

T a b l e  7 

METHODS OF ANALYSIS FOR SELECTED STUDIES 

P o l i c e  Non-Police 
Methods o f  A n a l y s i s  

e Q u a l i t a t i v e  

0 U n i v a r i a t e  

0 B i v a r i a t e  

0 M u l t i v a r i a t e  



Of the 19 police studies which contained multivariate forms of 

analysis, 17 researched the relationships between general socioeconomic and 

community composition factors and organizational issues. These studies were 

largely exploratory in design and sought to explain variations in police 

organization characteristics according to environmental issues. 


To illustrate, many studies examined the relationship between certain 
socioeconomic and community composition factors and expenditures for police 
service. Cole and Gamble (1979) , for example, researched the relationships 
between population, community racial composition, income levels, and 
population change and expenditures for police service. Similar studies by 
Airsch (1959), Rogers (19693, and Wiecher (1970) utilize these and additional 
variables in researching patterns of police expenditures, These researchers 
applied multivariate statistical techniques when examining these 
relationships. Consequently, they were able to infer as to relationships 
between such environmental variables and expenditures. 

It can be concluded, therefore, that law enforcement research on 

environmental-organization exchange has in many cases applied rather 

unsophisticated forms of analysis. In fact, 48% of those studies reviewed 

resorted to qualitative or univariate forms of analysis. This will. 

undoubtedly limit the potential knowledge concerning many environmental-

organizational issues, for it is difficult to derive knowledge from 

descriptive statistics. 


Many of the studies on police-citizen interactions, as well as others 

describing some aspect of environment-organization relations rely on 

qualitative or univariate statistics. While many of these works have come to 

be known as classics in the field, their findings, in a strict methodological 

sense, have only limited generalizability. This is in contrast to studies in 

the non-police sample which examine related organizational-environment topics 

and apply more sophisticated statistical techniques so as to produce a more 

generalizable finding. Consider studies, for example, on "boundary spanning" 

or on "environmental uncertainty," two topics which have been subjected to 

thorough statistical analyses. 


Presentation of Descriptive Findings Produced by Sampled Research Studies 


Patterns of relationships between variables were tabulated for all 
studies reviewed in order to compile descriptive data on the state of the art 
as exemplified by the literature. These findings were prepared for both the 
police and non-police samples. The results of this synthesis are displayed by 
variable and sub-variable in Exhibit A. Findings have been ordered by 
variable to facilitate a comparison between the police and the non-police 
samples. It should be noted that these data are descriptive in form and thus 
do not suggest that knowledge has been deduced from these findings. Knowledge 
base strengths and weaknesses are analyzed in the section of this chapter 
entitled "Inferential Findings." This section also includes a narrative 
discussion of the findings by specific variable. 



Exhibit A 

SYNTHESIS OF DESCRIPTIVE FINDINGS: 

ORGANIZATIONAL ENVIRONMENT AND AUTONOMY 

Police Studies Non-Police Studies 

1. Environment: Aggregate 1. Environment: Aggregate 

a. Socioeconomic Status 

Certain socioeconomic variables 
correlated positively with citizens' 
perceptions of police (age, race, 
income), with discretion usage by patrol 
officers (race, family status, social 
status), and with amount of crime (racial 
and age structure of community and 
unemployment). 

a Indication that socioeconomic status of 
citizens not related to professionalism 
of police chief. 

b. Community Composition/Social Structure 

Demonstrated positive linkage between 
community resources, pct. non-white 
population, employment/residence ratio, 
city fragmentation, service conditions of 
city, and expenditures for police 
service; population size is not related 

a. Socioeconomic Status 

0 Evidence that client income plays a 
critical role in determining levels of 
organizational expenditures. QQ 

a Indication that degrees of uncertainty in 
external environment have a negative 
relationship on normative incentives and 
internal satisfaction of employees. 

b. Community Composition/Social Structure 

8 Indication that population density, 
urbanism, pct. non-white population, and 
community income are important 
determinants to organizational change in 
schools. 



E x h i b i t  A ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

t o  e x p e n d i t u r e s  f o r  p o l i c e ;  some 
i n d i c a t i o n s  t h a t  urbanism, p o p u l a t i o n  
d e n s i t y ,  r a t e  o f  growth,  and p c t .  
p o p u l a t i o n  change may be p o s i t i v e l y  
r e l a t e d  t o  e x p e n d i t u r e s  f o r  p o l i c e .  

e I n d i c a t i o n  t h a t  s o c i a l  and p o l i t i c a l  
development may p o s i t i v e l y  determine t h e  
d e g r e e  o f  autonomy t h e  p o l i c e  
o r g a n i z a t i o n  is prov ided .  

e I n d i c a t i o n  t h a t  community homogeneity 
produces  h igh  degree  o f  consensus  a s  t o  
p o l i c e  g o a l s  and o b j e c t i v e s .  

c. Government O r g a n i z a t i o n  S t r u c t u r e  

e I n d i c a t i o n  t h a t  l o c a l  community c o n t r o l  
o f  p o l i c e  may produce p o s i t i v e  c i t i z e n  
p e r c e p t i o n s  o f  t h e  p o l i c e .  

m I n d i c a t i o n  t h a t  a g r e a t e r  degree  o f  
c e n t r a l i z a t i o n  o f  g e n e r a l  government 
s e r v i c e s  is n e g a t i v e l y  r e l a t e d  t o  p o l i c e  
autonomy. 

d. C u l t u r a l  Development 

Sugges t ion  t h a t  c u l t u r e  a f f e c t s  t h e  
degree  o f  s u p p o r t  by c i t i z e n s  f o r  t h e  
p o l i c e  and may l i m i t  t h e  response of 
p o l i c e  o r g a n i z a t i o n s  t o  s o c i a l  changes ,  

a I n d i c a t i o n  t h a t  housing d e t e r i o r a t i o n  i n  
a community a f f e c t s  o r g a n i z a t i o n a l  
e f f e c t i v e n e s s  i n  t h e  f i r e  s e r v i c e .  

c. Government O r g a n i z a t i o n  S t r u c t u r e  

Q The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  

d . C u l t u r a l  D e v e l o ~ m e n t  

S t a t e  l e v e l  p l a n n i n g  and development 
o r g a n i z a t i o n s  a r e  more i n n o v a t i v e  i n  
t r a d i t i o n a l i s t i c ,  a s  opposed t o  
i d e a l i s t i c  o r  m o r a l i s t i c  c u l t u r e s ,  



Exhibit A (continued) 

Police Studies Non-Police Studies 

2. Environment: Relational, Structural 
Characteristics 

a. Interagency Relations 

a Evidence that police officers use their 
discretion to apply informal means of 
addressing social problems rather than 
using referrals; formal establishment of 
boundary spanning (interagency) liaison 
has little effect on referrals; police 
role perception and social cohesion 
negatively affect boundary spanning 
activity and therefore referrals. 

Formal relationships for inter-police 
agency planning, coordination used 
sparingly in neighboring jurisdictions. 

2. Environment: Relational, Structural 
Characteristics 

a. Interagency Relations 

@ Evidence that several environmental and 
organizational variables are positively 
linked to increased referral to and 
coordination with other organizations in 
the environment. Among these variables 
are: geographic dispersion, number of 
like organizations in the environment, 
and the existence of formal working 01 

relationships with other organizations. 
There are mixed findings concerning the 
relationship between organizational size 
and referrals. Large organizations are 
shown to use more referrals in a 
university environment while small 
organizations generate more referrals in 
the case of employment training 
centers. It is likely that the latter 
finding is more generalizable to police. 

r Research shows that there is a 
relationship between interdependence of 
an organization and standardization of 
organizational services and referrals. 
These relationships are curvilinear. As 
organizations become more standardized 
and interdependent, they generate more 
referrals. This trend changes, however, 
once standardization and interdependence 
reach a certain point. 



Exhibit A (continued) 

Police Studies Non-Police Studies 

0 Research indicates that there is a 
positive linkage between the number of 
formal ties to community groups and power 
of an organization. 

0 Evidence that input from external opinion 
leaders in a given industry may influence 
managerial action resulting in increased 
organizational effectiveness. 

b. Organization-Client Interactions b. Orqanization-Client Interaction 

0 

@ 

0 

@ 

Indication that a citizen's experience 
with the police affects perceptions 
(mixed findings as to direction of 
effect). 

Evidence that deference to police by 
citizens (especially by juveniles) will 
affect use of discretion. 

Research finding that bystanders 
occasionally have an influence on the 
application of police discretion. 

Evidence that prior victimization does 
not affect citizen perceptions. 

e 

e 

@ 

Indication that client-organization 
interaction is Likely to increase in 
frequency as clients' perception of 
potential benefit from the interaction 
increases. 

Indication that a perception of conflict 
between organization and community groups 
is likely to decrease the frequency of 
client-organizational interactions. 

Evidence that number of clients has no 
relationship to organizational 
innovation. 

e Indication that race and seniority of 
officers affects police-citizen 
relations. 



Exhibit A (continued) 

Police Studies Non-Police Studies 

c. Number of Like Organizations in Environment c. Number of Like Organizations in Environment 

Finding that the number of police 
jurisdictions in a metropolitan area has 
no relationship to per capita 
expenditures for police service. 

d. Impact of External Funds 

a The literature reviewed is silent on this 
topic. 

Environmental/Client Resource Inputs 

Evidence that there is a relationship 
between amount of crime and expenditures 
for police service. 

a Research indicates that there is a 
positive relationship between the number 
of like organizations in the environment 
and the number of referrals to other 
environmental organizations. 

Evidence that there is a relationship 
between the number of competing 
organizations in the environment and 
changes in organization structure, task 
assignments, and decision-making systems.g 

d. Impact of External Funds 

e There is an indication that the 
availability of federal funds has a 
positive relationship to the size of the 
administrative component of the 
organization and to organizational size 
in general. 

e. Environmental/Client Resource Inputs 

e The literature reviewed is silent on this 
variable. 

Indication that the rate of crimes 
against the person positively affects the 
number of police officers per capita. 



E x h i b i t  A ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

I n d i c a t i o n  t h a t  t h e  number of o f f e n s e s  
r e p o r t e d  p o s i t i v e l y  a f f e c t s  t h e  amount o f  
d i s c r e t i o n  a p p l i e d  and t h a t  type  o f  
o f f e n s e  a f f e c t s  amount o f  d i s c r e t i o n  used 
for whi te  c i t i z e n s  and n o t  f o r  b lack  
c i t i z e n s .  

3 .  O r g a n i z a t i o n a l  Age 3 .  O r g a n i z a t i o n a l  Age 

The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  

e I n d i c a t i o n  t h a t  t h e r e  is a r e l a t i o n s h i p  
between o r g a n i z a t i o n  age and i n t e r a c t i o n  
among l i k e  o r g a n i z a t i o n s  i n  B r i t i s h  t r a d e ,  
un ions .  (D 

4 .  L e g a l / P o l i t i c a l  Autonomy 4 .  L e g a l / ~ o l it i c a l  Autonomy 

a .  Type o f  Government/Control 

e Find ing  t h a t  ci ty-manager governments 
spend more f o r  p o l i c e  s e r v i c e  than  non-
city-manager governments.  

I n d i c a t i o n  t h a t  p a t r o l  o f f i c e r s  a r e  more 
p r o d u c t i v e  i n  ci ty-manager c i t ies  a s  
opposed t o  non-c ity-manager 
j u r i s d i c t i o n s .  

a .  Type of Government/Control 

e Find ing  t h a t  p u b l i c  p o l i t i c a l  a t t i t u d e s  
toward an i n d u s t r y  and its p r o d u c t s  o r  
s e r v i c e s  is r e l a t e d  t o  p r o p e n s i t y  t o  
a l t e r  i n t e r n a l  o r g a n i z a t i o n a l  t a s k s  and 
f u n c t i o n s .  

I n d i c a t i o n  t h a t  n e g a t i v e  p e r c e p t i o n s  
toward c i t y  o f f i c i a l s  by p o l i c e  o f f i c e r s  
a r e  r e l a t e d  t o  low o f f i c e r  i n c e n t i v e s  i n  
p o l i c e  a g e n c i e s  . 



Exhibit A (continued) 

Police Studies Nan-Police Studies 

b. Degrees of Autonomy b. Degrees of Autonomy 

a Suggestion that there is a negative 
relationship between governmental 
centralization and autonomy of police 
agency. 

Finding (based on qualitative analysis) 
that greater centralization of government 
services produces more professionalism in 
police service. 

5. Functional/Economic Autonomy 

a. Economic/Fiscal Autonomy 

a The following socioeconomic and comrnunity 
composition variables were positively 
related to expenditures for police white 
collar population, population density, 
employment/residence ratio, urbanism, 

o Evidence that a greater amount of 
organizational control of private 
organizations (more control of stock) is 
positively related to the size of the 
administrative component. Similarly, 
research shows that there is a negative 
relationship between autonomy and amount 
of administrative intensity portrayed by 
executives. 

a Indication that there is a curvilinear 
relationship between organizational 
interdependence and coordination with 
other external organizations. As 
organizations become more interdependent 
they increase coordination activity until 
they reach a point where they are so 
interdependent that coordination 
decreases. 

5. Functional/Economic Autonomy 

a. Economic/Fiscal Autonomy 

a Finding that community income levels have 
a significant positive relationship with 
expenditures for fire services. 



E x h i b i t  A ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

m e t r o p o l i t a n  s t a t u s ,  r a t e  o f  growth,  
f i s c a l  r e s o u r c e s  i n  community, amount o f  
manufac tu r ing ,  e t h n i c i t y ,  s t a b i l i t y  i n  
community, and p c t .  p o p u l a t i o n  over  65.  

F ind ing  t h a t  s i z e  o f  c i t y  p o p u l a t i o n  i s  
n o t  r e l a t e d  t o  e x p e n d i t u r e s  f o r  p o l i c e .  
(Other  v a r i a b l e s  which co-vary wi th  c i t y  
s i z e  a r e  s t r o n g e r  d e t e r m i n a n t s  o f  
e x p e n d i t u r e s  .) 

0 I n d i c a t i o n  t h a t  number o f  p o l i c e  
j u r i s d i c t i o n s  i n  a m e t r o p o l i t a n  a r e a  is  
n o t  r e l a t e d  to p o l i c e  e x p e n d i t u r e s .  

I n d i c a t i o n  t h a t  ci ty-manager governments 
spend more f o r  p o l i c e  s e r v i c e  than non-
city-manager governments.  

I n d i c a t i o n  t h a t  i n c r e a s e s  i n  costs o f  
p o l i c e  s e r v i c e s  a r e  p r i m a r i l y  due t o  
i n f l a t i o n  and t o  i n c r e a s e s  i n  o v e r a l l  
c i t y  expenses ,  n o t  t o  any s p e c i a l  
emphasis  on p o l i c e  r e s u l t i n g  i n  
s i g n i f i c a n t  i n c r e a s e s  i n  p o l i c e  budgets .  

F ind ing  t h a t  c i t ies  wi th  permanent ly  
appo in ted  f i r e  c h i e f s ,  a s  opposed t o  
v o l u n t e e r  f i r e  c h i e f s ,  spend more f o r  
f i r e  s e r v i c e s .  

0 I n d i c a t i o n  t h a t  v a r i a b i l i t y  i n  demand f o r  
i n d u s t r y  p r o d u c t s  and,  t h u s  v a r i a b i l i t y  
i n  f i s c a l  autonomy, is a s s o c i a t e d  wi th  
d e c e n t r a l i z e d  decision-making s t r u c t u r e s  
and w i t h  p a r t i c i p a t i v e  management 
s yst e m s  . 

V1 
w 

0 P r e l i m i n a r y  f i n d i n g  t h a t  d e c e n t r a l i z a t i o n  
of a u t h o r i t y  i n  l a r g e  p o l i c e  agency does  
n o t  r e s u l t  i n  s i g n i f i c a n t  c o s t  i n c r e a s e s  
i n  p o l i c e  s e r v i c e s .  



Police Organization and Management in the Cultural Context 


Beyond the level of the local community, police organizations are 

affected by their larger cultural environments in which they operate.- lo/ 


Research on comparative police organizations helps provide an understanding of 

this cultural context and yields several insights for possible considerations 

of reform of American police organizations, 


In America, policing is a function that is decentralized to the local 

(city or county) level of government. Some criticize this organizational 

format as being inefficient and ineffective, and urge consolidation or merger 

of police agencies into larger units. Bayley's (1971) propositions, based on 

studies of comparative policing, should give pause to those who would support 

merger. Developed from the literature and his own research on police in 

America, Britain, Japan, France, England, and India, Bayley suggests that the 

level of police accountability in a society tends to evolve from the level of 

autonomous and effective political power. Where political power is highly 

centralized, the police are centralized as well into national agencies 

(perhaps having regional branches); where effective political power is 

dispersed among local units of government, policing is also a local function. 


One implication of Bayley 's propositions is that consolidation of 

merican police agencies into metropolitan or regional units, without a 

corresponding consolidation of general political power and authority, would 

make American police radically independent of the people they serve and 

govern. This may well produce intolerable results in a democratic society 

which prides itself on civilan control of the police to ensure their adherence 

to the rule of law. 


Other comparative studies of the police suggest that there may in fact 

be real benefits to the decentralized police structure not usually noted by 

either critics or supporters of the American system. Consider the research of 

Gamson and Yuchtman (1977) on police in Israel. They suggest that 

centralization of political power at the national level, penetration of 

politics into other spheres of social life, and continuity of political 

powerholders lead to strong police dependence on political authorities. 

Furthermore, this dependence (when found in conjunction with other 

characteristics) may open the police up to serving as tools for the political 

purposes of those central authorities, as seems to have been the case in 

Israel. 


=/1t should be stressed again that this study only reviewed studies on 

comparative policing published in the United States. The knowledge base on 

this topic is, therefore, limited to these studies. 




It  is n o t  t h e  p u r p o s e  o f  t h i s  s t u d y  to  emerge a s  a d v o c a t e s  o f  
u n b r i d l e d  d e c e n t r a l i z a t i o n  o f  t h e  p o l i c e .  To t h e  c o n t r a r y ,  t h e  r e s e a r c h  
l i t e r a t u r e  s u g g e s t s  t h a t  t h e r e  a r e  costs a s  w e l l  as b e n e f i t s  to t h i s  
o r g a n i z a t i o n a l  form. C o n s i d e r  a n o t h e r  of  B a y l e y ' s  (1971)  p r o p o s i t i o n s .  Re 
s u g g e s t s  t h a t  where t h e  p o l i c e  f u n c t i o n  d e v e l o p e d  i n  r e s p o n s e  to  c o n s e n s u a l l y  
d e t e r m i n e d  p u b l i c  n e e d s ,  p o l i c i n g  is c e n t r a l i z e d  ( u s u a l l y  a t  t h e  n a t i o n a l  
l e v e l )  ; where  it deve loped  i n  r e s p o n s e  t o  s e p a r a t e  " p r i v a t e "  n e e d s ,  i t  is  
d e c e n t r a l i z e d .  Assuming t h a t  t h e  p r o c e s s  o f  i n s t i t u t i o n a l i z a t i o n  h a s  t i e d  t h e  
p o l i c e  more c l o s e l y  to " p r i v a t e "  r a t h e r  t h a n  " p u b l i c "  s o r t s  o f  n e e d s ,  it seems 
c l e a r  t h a t  t h e  r e s p o n s e  o f  a d e c e n t r a l i z e d  p o l i c e  o c c u p a t i o n  to  b r o a d  s o c i a l  
change  w i l l  b e  h i g h l y  v a r i a b l e .  I n  some c a s e s ,  e s p e c i a l l y  when a d o p t i o n  o f  
i n n o v a t i o n  is  a t  stake, t h i s  may c o n s t r a i n  p o l i c e  a g e n c i e s  from making needed 
improvements or from a d o p t i n g  i n n o v a t i o n s  t h a t  m i g h t  a c c u a l  l y  improve t h e  
q u a l i t y  o f  Loca l  p o l i c e  s e r v i c e .  C l a r k  (1965)  examines  t h i s  r e l a t i o n s h i p  and 
expands  upon t h e  p r e m i s e  t h a t  American p o l i c e  a g e n c i e s  a r e  i s o l a t e d  f rom t h e  
community and t h u s  slow to i n n o v a t e  needed changes .  

P e r h a p s  t h e  g r e a t e s t  s t r e n g t h  o f  c o m p a r a t i v e  p o l i c e  r e s e a r c h  is i ts 
a b i l i t y  to f o c u s  on t h e  l i m i t s  t o  p o l i c e  r e f o r m  i n  any  g i v e n  s o c i e t y .  
C o n s i d e r ,  f o r  example ,  t h e  p rob lem of p u b l i c  ambiva lence  toward t h e  p o l i c e .  
T h i s  ambiva lence  is u s u a l l y  t h o u g h t  to l e a d  to t h e  s o c i a l  i s o l a t i o n  o f  t h e  
p o l i c e  from t h e  community t h e y  s e r v e .  From what  d o e s  t h i s  s p r i n g ,  and how 
m i g h t  management overcome it? 

Some c o m p a r a t i v e  s t u d i e s  s u g g e s t  t h a t  t h e r e  may n o t ,  i n  f a c t ,  be an  
answer t o  t h i s  q u e s t i o n .  C o n s i d e r ,  f o r  example ,  t h e  c a s e s  o f  J a p a n ,  I s r a e l ,  
S c o t l a n g ,  and t h e  U n i t e d  S t a t e s .  For a l l  f o u r ,  d a t a  is  a v a i l a b l e  t o  b u i l d  a 
compar i son  ( s e e  r e s p e c t i v e l y ,  Ban ton ,  1964;  S k o l n i c k ,  1966;  Bay ley ,  1971;  and 
Gamson and Yuchtman, 1 9 7 7 ) .  Ambivalence t o  t h e  p o l i c e  and p o l i c e  i s o l a t i o n  
are p rob lems  common to t h e  U n i t e d  S t a t e s  and  S c o t l a n d  b u t ,  a s  b e s t  can  b e  
a s c e r t a i n e d  from t h e s e  s t u d i e s ,  is a r e l a t i v e l y  r a r e  phenomenon i n  J a p a n  and 
I s r a e l .  T h i s  is s o ,  d e s p i t e  t h e  f a c t  t h a t  a l l  f o u r  n a t i o n s  a r e  h i g h l y  
u r b a n i z e d ,  d e n s e l y  s e t t l e d ,  and e c o n o m i c a l l y  d e v e l o p e d ,  and t h a t  a l l  f o u r  have  
n o t  been  s t r a n g e r s  t o  v i o l e n c e  h i s t o r i c a l l y .  What i n  f a c t  seems to s e p a r a t e  
t h e  f o u r  c o u n t r i e s  a r e  t h e  d i f f e r e n t  c o n c e p t i o n s  o f  l e g i t i m a t e  s o c i a l  o r d e r  
i n h e r e n t  i n  e a c h  and t h e  r o l e s  o f  t h e  p o l i c e  v i s - a - v i s  t h o s e  c o n c e p t i o n s  o f  
o r d e r .  

The d i f f e r e n c e s  i n  s o c i a l  o r d e r  a r e  q u i t e  s t r i k i n g  and p r o v i d e  a sound 
knowledge b a s e .  I n  J a p a n  social o r d e r  is a s h a r e d  v a l u e  be tween t h e  p o l i c e  
and  g e n e r a l  s o c i e t y  (Bay ley ,  1 9 7 1 ) .  Thus,  a  h i g h  premium is p l a c e d  on o r d e r  
m a i n t e n a n c e  ( e . g . ,  d e f e r e n c e ,  c i v i l i t y )  . T h i s  h a s  a p ro found  e f f e c t  on t h e  
p o l i c e .  Law e n f o r c e m e n t  e x p e c t s  and r e c e i v e s  a g r e a t e r  d e g r e e  o f  p u b l i c  
s u p p o r t  when c a r r y i n g  o u t  t h e i r  en fo rcemen t  o b j e c t i v e s .  I n  I s r ae l ,  t h e  
s i t u a t i o n  is somewhat d i f f e r e n t .  Orde r  is n e g o t i a t e d  and r e n e g o t i a t e d  bv t h e  
government  and v a r i o u s  e t h n i c ,  r e l i g i o u s ,  or s o c i a l  class g r o u p s  (Gamson and 
Yuchtman, 1 9 7 7 ) .  It  is, n e v e r t h e l e s s ,  n e g o t i a t e d  w i t h  a l a r g e r ,  common 
purpose  i n  mind :  t h e  ma in tenance  of i n t e r n a l  s t a b i l i t y  and u n i t y  a s  a 



r e s o u r c e  t o  f a c e  e x t e r n a l  p o l i t i c a l  and m i l i t a r y  t h r e a t .  ~ e s p i t e  t h i s  
d i f f e r e n c e ,  I s r a e l i  p o l i c e  a r e  s i m i l a r  t o  t h e i r  Japanese  c o u n t e r p a r t s  i n  t h a t  
t h e y ,  too,  a r e  l e g a l  f u n c t i o n a r i e s  w i t h o u t  be ing  l e g a l  symbols. They s e r v e  a t  
t h e  b e h e s t  o f  t h e  government,  a s  one t o o l  (among many) which t h e  government 
might employ i n  p u r s u i t  of o r d e r .  

I n  t h e  Uni ted S t a t e s  and i n  S c o t l a n d  t h e  p o l i c e  a r e  no less l e g a l  
f u n c t i o n a r i e s ,  b u t  they  a l s o  c a r r y  a heavy burden of symbolism a long  t h e  way 
(Skoln ick ,  1966; Bayley,  1 9 7 1 ) .  S o c i a l  o r d e r  i n  b o t h  c o u n t r i e s  i s  a c h i e v e d  
through a  d e l i c a t e  ba lance  between m a i n t a i n i n g  and promoting an i n d i v i d u a l ' s  
freedoms and r i g h t s  and g u a r a n t e e i n g  t h e  s a f e t y  and s e c u r i t y  o f  t h e  l a r g e r  
p o p u l a t i o n .  There  is no l a r g e r  c o l l e c t i v e  purpose  t o  t h i s  b a l a n c e  a s  t h e r e  i s  
i n  Japan and I s r a e l .  R a t h e r ,  i t  is a b a l a n c e  pursued f o r  i ts  own s a k e .  I n  
b o t h  t h e  Uni ted  S t a t e s  and S c o t l a n d  p o l i c e  o f f i c e r s  a r e  p r imary  a c t o r s  i n  t h e  
s t r i k i n g  o f  t h a t  ba lance ;  i n  bo th  t h e y  a r e  a c t i v e  n e g o t i a t o r s  o f  t h e  s o c i a l  
o r d e r ,  n o t  i n  s e r v i c e  t o  any l a r g e r  c u l t u r a l  i d e a l s  o r  n a t i o n a l  d e f e n s e  n e e d s ,  
b u t  s imply t o  m a i n t a i n  t h a t  o r d e r .  I n  b o t h ,  t h e  p o l i c e  (and n o t  some o t h e r  
i n s t i t u t i o n )  become t h e  symbolic f o c u s  o f  t h e  o rder -main ta in ing  p r o c e s s  and i n  
b o t h ,  p u b l i c  ambivalence toward p o l i c e  and s o c i a l  i s o l a t i o n  o f  t h e  p o l i c e  a r e  
common ( C l a r k ,  1965; S k o l n i c k ,  1966; Bayley,  1 9 7 1 ) .  

The i m p l i c a t i o n  of t h i s  r e s e a r c h  is n o t  t h a t  changing p u b l i c  
ambivalence t o  t h e  p o l i c e  i n  America and S c o t l a n d  is imposs ib le .  R a t h e r ,  i t  
is t o  say  t h a t  t h e r e  a r e  l i m i t s  t o  t h e  p o s s i b i l i t y  o f  reform i n  t h e  p o l i c e  
f u n c t i o n ;  limits t h a t  may be (and i n  t h i s  p a r t i c u l a r  c a s e ,  a r e )  s e t  by s o c i a l  
and c u l t u r a l  forms beyond t h e  power o f  a  reformer  to c o n t r o l .  

P o l i c e  management and managers must heed t h i s  l i m i t a t i o n  when 
p u r s u i n g  changes  i n  t h e  p o l i c e  f u n c t i o n .  A s h i f t  i n  p r i o r i t i e s  by a p o l i c e  
manager from an emphasis  on o r d e r  maintenance t o  an emphasis on s t r i c t  law 
enforcement  is an example o f  how t h i s  l i m i t a t i o n  a p p l i e s  t o  reform 
movements. Management must n o t  l o s e  s i g h t  o f  t h i s  c u l t u r a l  i n f l u e n c e  which 
n e c e s s i t a t e s  pe r fo rming  both  f u n c t i o n s .  Moreover, t h e  tendency to view t h e  
p o l i c e  as symbols,  r a t h e r  than  l e g a l  f u n c t i o n a r i e s ,  p l a c e s  l i m i t s  on t h e  
amount of p u b l i c  s u p p o r t  t h a t  can be enjoyed by t h e  p o l i c e .  To a c e r t a i n  
e x t e n t ,  t h e  p o l i c e  w i l l  a lways be i s o l a t e d  from t h e  p u b l i c .  T h i s  is an  
i n d i r e c t  c u l t u r a l  i n f l u e n c e  i n  t h e  police-community i n t e r r e l a t i o n s h i p .  

I n  summary, t h e s e  s t u d i e s  i l l u s t r a t e  t h r e e  f i n d i n g s  concern ing  t h e  
impact o f  c u l t u r e  on p o l i c e  management: 

Tha t  t h e  p o l i c e  f u n c t i o n  is d e c e n t r a l i z e d  t o  t h e  l o c a l  
l e v e l  because  of c u l t u r a l  i n f l u e n c e s  i n s t i t u t i o n a l - i z i n g  
g e n e r a l  p o l i t i c a l  power and a u t h o r i t y  a t  t h e  l o c a l  ( c i t y  
or coun ty)  government l e v e l .  T h i s  i n f l u e n c e ,  however, 
t e n d s  t o  promote h i g h l y  v a r i a b l e  response by t h e  p o l i c e  
t o  s o c i a l  changes .  



e The p o l i c e  i n  American s o c i e t y  t end  t o  be viewed a s  
symbols o f  a u t h o r i t y .  T h i s  p e r c e p t i o n  among t h e  
c l i e n t e l e  wi th  whom t h e  p o l i c e  must i n t e r a c t  t e n d s  t o  
l i m i t  t h e  amount o f  p o s s i b l e  s u p p o r t  t o  be p rov ided  by 
c i t i z e n s  t o  t h e  p o l i c e .  

@ 	 The p o l i c e  a r e  expec ted  t o  s t r i k e  a b a l a n c e  between 
m a i n t a i n i n g  p u b l i c  o r d e r  and g u a r a n t e e i n g  i n d i v i d u a l  
r i g h t s  i n  American s o c i e t y .  T h i s  c u l t u r a l  i n f l u e n c e  
l imits t h e  amount of p o s s i b l e  p o l i c e  response  t o  any one 
s o c i a l  problem, whether it i s  a problem r e q u i r i n g  o r d e r  
maintenance o r  law enforcement .  

These f i n d i n g s ,  a l t h o u g h  based on e m p i r i c a l  r e s e a r c h ,  a r e  n o t  
p r e s e n t e d  a s  c o n c l u s i v e  p r o p o s i t i o n s .  I t  shou ld  be k e p t  i n  mind t h a t  t h e  
s t u d i e s  reviewed f o r  t h i s  c o n c e p t u a l  c l u s t e r  were p r i m a r i l y  e x p l o r a t o r y  i n  
des ign .  T h e r e f o r e ,  t h e  i n f e r e n c e s  t o  be d e r i v e d  from such s t u d i e s  m u s t  
i n c l u d e  q u a l i f i c a t i o n s .  For example,  t h e  works o f  Banton (1964) and Skoln ick  
(1966) d e s c r i b i n g  t h e  p e r c e p t i o n  of t h e  p o l i c e  as symbols of a u t h o r i t y  were 
n o t  based on r e s e a r c h  f i n d i n g s  developed from hypotheses  and d e r i v e d  from 
m u l t i v a r i a t e  s t a t i s t i c a l  a n a l y s e s .  R a t h e r ,  they  were based l a r g e l y  on 
o b s e r v a t i o n s  and q u a l i t a t i v e  a n a l y s e s .  Such r e s e a r c h  does  n o t  normal ly  
account  f o r  i n f l u e n c e s  of e x t r a n e o u s  v a r i a b l e s :  t h o s e  v a r i a b l e s  which may 
a f f e c t  and nega te  a seemingly p l a u s i b l e  r e l a t i o n s h i p  between a dependent  and 
independent  v a r i a b l e .  P o s s i b l e  i n t e r v e n i n g  v a r i a b l e s  a f f e c t i n g  t h e  c i t i z e n ' s  
p e r c e p t i o n  of t h e  p o l i c e  a r e  t h e  p e r s o n a l i t y  of t h e  i n d i v i d u a l  o f f i c e r ,  
p r o c e d u r a l  o r  o r g a n i z a t i o n a l  f a c t o r s  i n f l u e n c i n g  an o f f i c e r ' s  b e h a v i o r ,  o r  t h e  
impact o f  t h e  s o c i a l  group on t h e  p o l i c e - c i t i z e n  i n t e r a c t i o n .  

I n  s h o r t ,  t h e r e  is c e r t a i n l y  room f o r  much f u t u r e  r e s e a r c h  on t h e  
t o p i c  o f  c u l t u r a l  i n f l u e n c e s .  T h i s  r e s e a r c h  cou ld  and must l i k e l y  t a k e  t h e  
form of r e p l i c a t i o n s  and e x t e n s i o n s  o f  some of t h e  s t u d i e s  noted i n  t h i s  
review.  

P o l i c e  O r g a n i z a t i o n  and A d m i n i s t r a t i o n  i n  t h e  Genera l  Community Contex t  

What i n f l u e n c e  does  t h e  l o c a l  community environment  have on p o l i c e  
o r g a n i z a t i o n  and management? Whereas c u l t u r a l  i n f l u e n c e s  stem mos t ly  from 
g e n e r a l  s o c i e t a l  v a l u e s ,  norms, and l e g a l  and p o l i t i c a l  c h a r a c t e r i s t i c s ,  many 
o t h e r  i n f l u e n c e s  a r e  g e n e r a t e d  from l o c a l  community v a l u e  sys tems.  Many 
r e s e a r c h  s t u d i e s  examined f o r  t h i s  p r o j e c t  examined t h e s e  i n £  l u e n c e s  and 
p rov ided  a knowledge base  on t h e  p o l i c e  organization-community exchange.  

Two s p e c i f i c  a r e a s  of knowledge can be p i n p o i n t e d  on t h i s  s u b j e c t :  
(1) v a r i a t i o n s  i n  c i t i z e n  p e r c e p t i o n s  of t h e  p o l i c e  and p o l i c e  p e r c e p t i o n s  o f  
t h e  community; ( 2 )  v a r i a t i o n s  in  cr ime l e v e l s  and community c h a r a c t e r i s t i c s  
and e x p e n d i t u r e s  f o r  p o l i c e  s e r v i c e s .  These two s u b - t o p i c s  can a l s o  be 



examined in the aggregrate as general environmental uncertainty in the police 

organization. Environmental uncertainty is a term used by researchers in 

social science to measure managerial perceptions and reactions to changes in 

the operational environments of organizations. 


Variations in Citizen Perceptions of the Police and Police Perceptions 

of the Community. Several studies have demonstrated that socioeconomic status 

plays a critical role in shaping perceptions of police-citizen exchange. The 

environment in which the police organization resides helps dictate both the 

citizen's perception of the police and, conversely, the police officer's 

perception of the organization's clientele. Smith and Hawkins (1973) and 

Thomas and Hyman (l977), for example, show that the racial and age composition 

of a community influence a citizen's perceptions of police service, Moreover, 

income levels in a community have also been shown to be direct determinants of 

positive perceptions of police service (Smith and Hawkins, 1973). 


These demographic factors and others were considered by Boggs and 
Galliher (1975) in their research showing "street people," or those citizens 
of lower socioeconomic status who frequently appear on city streets, tend to 
hold more negative perceptions of police in their neighborhoods than do 
"household respondents" of the same socioeconomic status. Their research 
suggests that this social status dimension directly affects perceptions and 
that research purporting to measure citizen attitudes should include samples 
of such street people to be truly representative. This finding should be 
taken into consideration when reviewing studies such as the research by Meyer, 
Magedanz, Kieselhort, and Chapman (1979) , which showed that young males from 
lower socioeconomic classes tended to be involved in a large proportion of 
assaults against the police. It may not be just young males from lower 
socioeconomic classes, but young males who frequent the street who engage in 
such behavior. 

What seems to be emerging from this research is an indication that 

citizens will perceive the police differently in communities with varying 

socioeconomic characteristics. Community traits seem to be more important in 

shaping perceptions than is prior crime victimization (Smith and Hawkins, 

1973). Those communities with a higher proportion of lower social status 

citizens, and particularly those communities where a considerable proportion 

of these citizens are "street people," are likely to incorporate more negative 

perceptions of the police than other types of communities. 


This finding must be considered in the context of police-citizen 

encounters, as will be discussed in this chapter. It has been shown that 

street level police-citizen interactions are determinants of citizen 

perceptions of police service (Smith and Hawkins, 1973; Boggs and Galliher, 

1975). This finding raises the question of whether it is the community 

characteristics or the interactions themselves which determine these 

perceptions. It is likely that both factors play critical roles, although 

this supposition cannot be substantiated through available research. 




The community also plays an important role in shaping police officer 
perceptions. In his study on organizational climate in police agencies, 
Duncan (1972b) found that perceptions of turbulence in the environment, 
largely produced from police perceptions of citizen's views of the police, had 
a dramatic influence on organizational climate measures (e.g., satisfaction, 
commitment, normative incentives). This suggests that the police formulate 
perceptions of their organization based in part on environmental influences. 
These perceptions and values, of course, are shaped in part by the experience 
and background of police officers. Groves and Rossi (1972) have shown that 
seniority and racial stratification in police agencies affect police 
pcrceptions of community hostility. The available research, as reviewed for 
this study, does not provide clues as to the relative importance of community 
influences on police perceptions when analyzed in conjunction with police 
officer peer inf luences, individual personality , and experience. It may be 
that experience and socialization are determinants of police views of the 
community.=/ This correlation, however, cannot be posited from the research 
reviewed for this study. This is certainly a subject for future research. 

Variations in Crime Levels. Levels of crime in a community also have 

a direct bearing on the police organization and its management system. 

Research on this relationship provides knowledge as to the relative effects of 

crime on police production strategies, suggests possible relationships between 

crime and management and organization systems, and examines the effect 

socioeconomic and political factors have on the crime-organization 

relationship. 


Morgan and Swanson (1976) research these relationships by using path 

analysis to ascertain the relative relationships of numerous socioeconomic and 

community composition variables (e.g., population density, amounts of 

manufacturing, community population stability), governmental structure 

variables, as well as crime levels on "police production strategies." These 

strategies were defined as expenditure/manpower levels, community relations 

programs, technology levels, and progressive recruitment patterns. Morgan and 

Swanson initially found that all of these production strategies were related 

to a community's socioeconomic, political, and crime characteristics. Two 

socioeconomic factors, for example, density and manufacturing, were shown to 

be predictors of technology in police agencies. This finding provides further 

evidence that the environment plays a critical role in shaping police 

organization and management strategies. Further, political structure was 

shown to have a direct bearing on community relations programs and progressive 

recruitment strategies. 


Crime levels were shown to affect police expenditure decisions, but 

did not have relationships with any other police production strategies. Upon 


11 ' ---/Further information on the effects of police socialization can he 
found in Chapter I V :  Internal Structural Differentiation, 
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i n  s m a l l e r  j u r i s d i c t i o n s  had more f a v o r a b l e  p e r c e p t i o n s  o f  p o l i c e  s e r v i c e  and 
t h a t  t h e s e  p e r c e p t i o n s  were based i n  p a r t  on a c l o s e r  p r o x i m i t y  t o  t h e  p o l i c e  
s t a t i o n  and g r e a t e r  f a m i l i a r i t y  w i t h  t h e  i n d i v i d u a l  p o l i c e  o f f i c e r .  

I n  summary, what knowledge do t h e s e  f i n d i n g s  y i e l d  f o r  s t u d e n t s  o f  
p o l i c e  o r g a n i z a t i o n  and management? Coupl ing t h e  f i n d i n g s  on e x p e n d i t u r e s  
w i t h  o r g a n i z a t i o n a l  autonomy, it may be t h a t  a t h e o r y  is e v o l v i n g  h e r e .  Tha t  
is, p o l i c e  o r g a n i z a t i o n s  t h a t  a r e  more autonomous ( i f  i t  can be shown t h a t  
p o l i c e  a g e n c i e s  i n  c i t y  management c i t i e s  a r e  more autonomous) have l a r g e r  
b u d g e t s ,  and t h a t  t h e s e  l a r g e r  budge t s  a r e  used t o  fund l a r g e r  s u p p o r t  
components . S m a l l e r ,  and a r g u a b l y  more, "community c o n t r o l l e d  p o l i c e  
a g e n c i e s "  spend less f o r  such a d m i n i s t r a t i v e  s u p p o r t .  A c o n s o l i d a t i o n  o f  
s m a l l e r  p o l i c e  a g e n c i e s  may move t h e s e  now jo ined  f o r c e s  i n t o  a g e n c i e s  wi th  
l a r g e r  s u p p o r t  components t h a t  a r e  c o n s e q u e n t l y  more e x p e n s i v e  t o  fund. T h i s  
p a t t e r n  o f  r e l a t i o n s h i p s  is  d e p i c t e d  i n  F i g u r e  4 .  

F i g u r e  4 

RELATIONSHIPS OF ORGANIZATIONAL AUTONOMY, SIZE OF 

MUNICIPALITY, AND ADMINISTRATIVE SUPPORT COMPONENTS 


AND EXPENDITURES TO POLICE SERVICE 


I 
I O r g a n i z a t i o n a l  


Autonomy \ 

', + , 
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S i z e o f  // 

M u n i c i p a l i t y  1 


I 


The i s s u e  o f  whether "community c o n t r o l "  p r o d u c e s  more p o s i t i v e  
p e r c e p t i o n s  cannot  be t o t a l l y  answered w i t h i n  t h e  sampled l i t e r a t u r e .  T h i s  
i s s u e  is made d i f f i c u l t  t o  d e c i p h e r  because  o f  t h e  problems i n  d e f i n i n g  
"community c o n t r o l "  and i n  s e g r e g a t i n g  t r u e  measures  o f  p e r c e p t i o n s .  
C o n s i d e r i n g  t h e  e a r l i e r  d i s c u s s i o n  on p e r c e p t i o n s  and how t h e s e  v a r y  by 
community a c c o r d i n g  t o  socioeconomic c h a r a c t e r i s t i c s  and e x p e r i e n c e  wi th  t h e  
p o l i c e ,  it seems q u i t e  p remature  t o  p ropose  a f i n d i n g  i n d i c a t i n g  t h a t  g r e a t e r  
c c n t r o l  of t h e  p o l i c e  w i l l  produce more p o s i t i v e  community p e r c e p t i o n .  



I n t e r o r g a n i z a t i o n a l  R e l a t i o n s  i n  Loca l  Government. I n  t h e  g e n e r a l  
s o c i a l  s c i e n c e  and management a r e n a ,  t h e  s u b j e c t  o f  i n t e r o r g a n i z a t i o n a l  
r e l a t i o n s  h a s  been t h e  s u b j e c t  o f  c o n s i d e r a b l e  e m p i r i c a l  r e s e a r c h  and is a 
c r i t i c a l  e lement  i n  comparat ive  a n a l y s e s  o f  o r g a n i z a t i o n s .  I n  t h e  c o n t e x t  o f  
p o l i c i n g ,  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s  can be t r a n s l a t e d  a s  i n t e r a g e n c y  
r e l a t i o n s ,  between and among p o l i c e  o r g a n i z a t i o n s ,  and between p o l i c e  
o r g a n i z a t i o n s  and o t h e r  governmental  a g e n c i e s .  The p o l i c e  l i t e r a t u r e ,  a s  
sampled f o r  t h i s  s tudy ,  c o n t a i n e d  o n l y  a small number o f  s t u d i e s  a d d r e s s i n g  
t h e s e  t o p i c s .  F u r t h e r ,  it was c l e a r  from a n a l y s e s  o f  t h e s e  s u b j e c t s  t h a t  v e r y  
l i t t l e  is known about  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s  i n  law enforcement .  

I n  t h e  g e n e r a l  management l i t e r a t u r e ,  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s  
h a s  been r e f e r r e d  t o  a s  "boundary spanning." L e i f e r  and Delbecq (1978:40-41) 
d e f i n e  boundary s p a n n e r s  a s  " p e r s o n s  who o p e r a t e  a t  t h e  p e r i p h e r y  o r  boundary 
o f  an o r g a n i z a t i o n ,  performing o r g a n i z a t i o n a l l y  r e l e v a n t  t a s k s  which r e l a t e  
t h e  o r g a n i z a t i o n  t o  i ts environment." The l i t e r a t u r e  sampled f o r  t h i s  s t u d y  
p r o v i d e s  a  weal th  o f  knowledge concern ing  t h e  e f f e c t s  o f  boundary spanning 
a c t i v i t y .  

I t  has  been shown, f o r  example,  t h a t  o r g a n i z a t i o n  s i z e  h a s  a d i r e c t  
b e a r i n g  on t h e  amount o f  boundary spanning a c t i v i t y  i n i t i a t e d  by an  
o r g a n i z a t i o n  ( E d e l s t e i n  and Ruppel,  1970; Baty ,  Evan, and Rothermel,  1971; 
R a n d a l l ,  1973; Tushman, 1 9 7 7 ) .  The s tudy  by Baty ,  Evan, and Rothermel (1971) 
a l s o  s u g g e t s  t h a t  p r o f e s s i o n a l i s m  is p o s i t i v e l y  r e l a t e d  t o  boundary 
spanning.  F u r t h e r ,  t h e  r e s e a r c h  conducted by Randa l l  (1973) shows t h a t  
g e o g r a p h i c  d i s p e r s i o n  and t h e  number o f  l i k e  o r g a n i z a t i o n s  i n  t h e  environment 
a l s o  i n c r e a s e  boundary spanning a c t i v i t y .  F i n a l l y ,  t e c h n o l o g i c a l  complex i ty  
is demonstra ted t o  be p o s i t i v e l y  r e l a t e d  to boundary spanning by E d e l s t e i n  and 
Ruppel (1970) . 

What do t h e s e  f i n d i n g s  s u g g e s t  f o r  p o l i c e  management? U n f o r t u n a t e l y , 
l i t t l e  t r a n s f o r m a t i o n  can be made to t h e  p o l i c e  d i s c i p l i n e ,  because  o f  
d i f f e r e n c e s  i n  t y p e s  o f  o r g a n i z a t i o n s  i n  t h e s e  g e n e r a l  management s t u d i e s .  
The p o l i c e  o r g a n i z a t i o n  f u n c t i o n s  a s  a d i r e c t  r e c i p i e n t  and p r o v i d e r  of 
community demands and s e r v i c e s .  P r i v a t e  o r g a n i z a t i o n s  have d i f f e r e n t  forms of  
o r g a n i z a t i o n  based on a l t e r n a t i v e  g o a l  and t a s k  s t r u c t u r e s .  Moreover, t h e i r  
i n t e r a c t i o n  wi th  o t h e r  o r g a n i z a t i o n s  i n  t h e i r  environment is  g e n e r a l l y  
performed t o  enhance some o r g a n i z a t i o n a l  g o a l ,  u s u a l l y  maximizing p r o f i t s .  
p o l i c e  a g e n c i e s  have no s i m i l a r  i n c e n t i v e .  Fur thermore,  t h e  p o l i c e ,  p o s s i b l y  
more t h a n  any o t h e r  component o f  t h e  c r i m i n a l  j u s t i c e  sys tem,  c o n t r o l  t h e  
i n p u t s  i n t o  t h e  system. Because o f  t h i s  f a c t ,  p o l i c e  have t r a d i t i o n a l l y  f e l t  
l i t t l e  o b l i g a t i o n  or  p r e s s u r e  t o  c o o r d i n a t e  w i t h  o t h e r  c r i m i n a l  j u s t i c e  and 
s o c i a l  w e l f a r e  a g e n c i e s .  

Two s t u d i e s  were i d e n t i f i e d  a s  p r o v i d i n g  in format ion  on boundary 
spanning a c t i v i t y  i n  law enforcement .  The s t u d y  by Johnson (1977) showed t h a t  
p o l i c e  o f f i c e r  esteem and f r i e n d s h i p  l i n k a g e s  ( t h a t  is s o c i a l  c o h e s i o n )  wi th  
p e r s o n n e l  i n  o t h e r  a g e n c i e s  were found t o  be s i g n i f i c a n t l y  r e l a t e d  t o  boundary 



spanning a c t i v i t y .  Morris-Doran (1980) found t h a t  o f f i c e r s  i n  law enforcement  
a g e n c i e s  t h a t  e s t a b l i s h e d  permanent boundary spanning p o s i t i o n s  d i d  n o t  r e f e r  
s i g n i f i c a n t l y  more i n d i v i d u a l s  t o  a c r i s i s  i n t e r v e n t i o n  agency than o f f i c e r s  
i n  depar tments  t h a t  d i d  n o t  e s t a b l i s h  t h e s e  p o s i t i o n s .  

These s t u d i e s  p r o v i d e  some i n s i g h t  i n t o  t h e  i s s u e ,  b u t  do n o t  y i e l d  
enough knowledge t o  deve lop  a  t h e o r y  s t i p u l a t i n g  when boundary spann ing  
a c t i v i t y  is most l i k e l y  to o c c u r ,  what r e s u l t s  a r e  l i k e l y  t o  be produced,  and 
what management s t r a t e g i e s  a r e  l i k e l y  t o  promote i n c r e a s e d  boundary 
spanning.  F u r t h e r  r e s e a r c h  is r e q u i r e d  to a d d r e s s  many o f  t h e s e  i s s u e s .  

From a s i m i l a r  s t a n d p o i n t ,  v e r y  l i t t l e  r e s e a r c h  h a s  been performed 
a n a l y z i n g  r e l a t i o n s  between p o l i c e  a g e n c i e s .  The o n l y  s t u d i e s  t h a t  c o u l d  be 
i d e n t i f i e d  i n  t h i s  s t u d y  a r e  e x p l o r a t o r y  i n  n a t u r e  ( U n i v e r s i t y  C i t y  S c i e n c e  
C e n t e r ,  1971; Ba ines ,  1973) and t h e s e  s t u d i e s  r a i s e  more q u e s t i o n s  t h a n  t h e y  
answer concern ing  t h e  reasons  f o r ,  o r  f o r  n o t ,  engaging i n  i n t e r a g e n c y  
c o o r d i n a t e d  a c t i v i t i e s .  Thus, t h e r e  is no r e a l  knowledge base  which can  be 
developed on t h i s  s u b j e c t .  F u r t h e r  r e s e a r c h  is needed on t h e  e f f e c t s  o f  
g e n e r a l  i n t e r o r g a n i z a t i o n a l  boundary spanning a c t i v i t y  and t h e  s p e c i f i c  
impacts  o f  p o l i c e  o f f i c e r  boundary spanning a c t i v i t y .  

An i n t e r e s t i n g  p i e c e  o f  r e s e a r c h  i n  t h e  g e n e r a l  management l i t e r a t u r e  
p r o v i d e s  a good p o i n t  o f  d e p a r t u r e  f o r  r e s e a r c h  i n  t h e  p o l i c e  a r e n a .  I t  h a s  
been sugges ted  t h a t  as o r g a n i z a t i o n s  become more i n t e r d e p e n d e n t  ( o r  l e s s  
autonomous from t h e  view of t h e  c o n c e p t u a l  framework),  they  i n c r e a s e  t h e i r  
c o o r d i n a t i o n  e f f o r t s  wi th  o t h e r  o r g a n i z a t i o n s  i n  t h e  environment  (Litwack and 
Hyl ton ,  1 9 6 2 ) .  However, t h i s  i s  a c u r v i l i n e a r  r e l a t i o n s h i p .  There is a p o i n t  
when o r g a n i z a t i o n s  reach  a c e r t a i n  l e v e l  o f  in te rdependence  and t h a t  
c o o r d i n a t i o n  a c t i v i t y  is d e c r e a s e d .  The q u e s t i o n  a r i s e s  a s  to where p o l i c e  
a g e n c i e s  f i t  i n  t h i s  s c e n a r i o .  Are t h e y  s o  i n t e r d e p e n d e n t  t h a t  they  do n o t  
p l a c e  a v a l u e  on c o o r d i n a t i o n  e f f o r t s  w i t h  o t h e r  a g e n c i e s ?  T h i s  seems r a t h e r  
u n l i k e l y  g i v e n  t h e  g e n e r a l  l ack  of r e l i a n c e  of p o l i c e  a g e n c i e s  on o t h e r  
governmental  o r g a n i z a t i o n s .  The converse  may be more a p p l i c a b l e .  P o l i c e  
o r g a n i z a t i o n s  may n o t  be i n t e r d e p e n d e n t  a t  a l l ,  t h u s  t h e y  do n o t  perform a 
g r e a t  d e a l  o f  c o o r d i n a t i o n  e f f o r t s .  

The I n f l u e n c e  o f  Environmental  F a c t o r s  i n  P o l i c e - C i t i z e n  I n t e r a c t i o n s  

Of a l l  t h e  environment r e l a t e d  t o p i c s  on which a s o c i a l  s c i e n t i s t  
might  f o c u s ,  t h i s  one h a s  r e c e i v e d  t h e  most a t t e n t i o n  i n  t h e  p o l i c e  l i t e r a t u r e  
sampled f o r  t h i s  s t u d y .  Tha t  seems a f o r t u n a t e  s i t u a t i o n ,  f o r  it i s  a t  t h e  
s t r e e t - l e v e l  encounte r  where d i s c r e t i o n  can be e x e r c i s e d  by t h e  o f f i c e r  and 
where t h e  c i t i z e n  forms h i s  o r  h e r  o p i n i o n  o f  t h e  p o l i c e .  I n  s h o r t ,  t h e  
s t r e e t - l e v e l  encounte r  l i e s  a t  t h e  h e a r t  of police-community r e l a t i o n s h i p s  a t  
l a r g e .  



West ley (1953) was one of t h e  f i r s t  t o  a d d r e s s  t h i s  t o p i c .  H i s  
s p e c i f i c  concern was p o l i c e  use  o f  v i o l e n c e  i n  e n c o u n t e r s  wi th  c i t i z e n s .  I n  
h i s  o p i n i o n ,  p o l i c e  use  o f  v i o l e n c e  was a l t e r n a t e l y  t i e d  t o  community 
e x p e c t a t i o n s  of t h e  p o l i c e .  Where t h e  community demanded h igh  l e v e l s  
(sometimes u n r e a l i s t i c a l l y  and unreasonab ly  h i g h  l e v e l s )  of law enforcement ,  
t h e  p o l i c e  would t a k e  whatever means n e c e s s a r y  t o  a c h i e v e  t h o s e  g o a l s ,  
i n c l u d i n g  t h e  use of e x c e s s i v e  f o r c e .  W e s t l e y ' s  work was a d m i t t e d l y  g e n e r a l ,  
b u t  it spawned a number o f  more e m p i r i c a l  e f f o r t s  t o  examine many f a c t o r s  i n  
t h e  p o l i c e - c i t i z e n  encounte r .  

I n  l i n e  w i t h  developments i n  t h e  l i t e r a t u r e ,  it is p o s s i b l e  t o  d i v i d e  
t h e  t o p i c  of p o l i c e - c i t i z e n  i n t e r a c t i o n s  i n t o  two more s p e c i f i c  q u e s t i o n s :  
how does  t h e  o f f i c e r  i n t e r a c t  w i t h  t h e  b e a t  and how does  t h e  o f f i c e r  i n t e r a c t  
wi th  s p e c i f i c  i n d i v i d u a l s  w i t h i n  i t ?  B i t t n e r 9 s  r e s e a r c h  (1967a) has  a d d r e s s e d  
t h e  former i n  t h e  c o n t e x t  s f  t h e  p o l i c e  on s k i d  row. H i s  s k i d  row p o l i c e  
d e f i n e  t h e i r  t a sk  as one of keeping t h e  a b s o l u t e  l e v e l  of " t r o u b l e "  t o  a 
s u b j e c t i v e l y  p reorda ined  maximum. They s t o p ,  i n t e r a c t  w i t h ,  and a r r e s t  
s u b j e c t s ,  n o t  a s  much on t h e  b a s i s  o f  p a s t  i n f r a c t i o n s  a s  on t h a t  of t h e  
p r e s e n c e  i n  t h e  s u s p e c t  of p e r c e i v e d  c h a r a c t e r  t r a i t s  t h a t  may l e a d  t o  t r o u b l e  
i n  t h e  f u t u r e .  (The s u s p e c t  may w e l l  be t h e  v i c t i m ,  and n o t  the  p e r p e t r a t o r ,  
o f  t h a t  t r o u b l e .  I n  t h a t  t h e  p o l i c e  p e r c e i v e  t h e s e  peop le  i n  s i t u a t i o n a l ,  
a h i s t o r i c a l  terms, t h i s  f a c t  p o s e s  no problems f o r  them.) B i t t n e r ' s  p o l i c e  
s u b j e c t s  d e f i n e  a norm f o r  s o c i a l  behavior  i n  t h e i r  b e a t s  and then  e n f o r c e  
bo th  a c t u a l  and l i k e l y  conformi ty  t o  it. 

What of t h e  s p e c i f i c  encounte r  between t h e  o f f i c e r  and t h e  c i t i z e n ?  
The r e s e a r c h  sample o f f e r s  two l e a d s  which s u g g e s t  knowledge b a s e s  on t h i s  
t o p i c .  One s e t  of a r t i c l e s  s e e s  p o l i c e  a c t i v i t y  a s  response  t o  p r o f f e r e d  
d e f e r e n c e ;  ano ther  a s  response  t o  c i t i z e n  advocacy.  

One s t ream i n  t h e  l i t e r a t u r e  d e s c r i b e s  t h e  p o l i c e - c i t i z e n  encounte r  a s  
a p r o c e s s  o f  d e f e r e n c e  exchange i n  which t h e  p o l i c e  o f f i c e r  a c t s  n o t  i n  
conformi ty  wi th  community norms, b u t  r a t h e r  i n  conformi ty  wi th  t h e  d e f e r e n c e  
he or  s h e  h a s  rece ived  from t h e  c i t i z e n .  Thus, a p o l i c y  e s t a b l i s h e d  norm, t h e  
e x p e c t a t i o n  o f  d e f e r e n c e  from a c i t i z e n  by v i r t u e  o f  t h e  o f f i c e r ' s  s t a t u s  a s  a 
law enforcement  o f f i c e r ,  g u i d e s  t h e  o f f i c e r ' s  b e h a v i o r .  Where t h e  expec ted  
d e f e r e n c e  is p r o f f e r e d ,  t h e  o f f i c e r  w i l l  show more r e s p e c t  t o  t h e  c i t i z e n  and 
more l i k e l y  comply wi th  h i s  o r  h e r  wishes  (Sykes and C l a r k ,  1975) ;  and w i l l  be 
less s e v e r e  i n  e n f o r c i n g  t h e  law a g a i n s t  t h a t  c i t i z e n  ( P i l i a v i n  and B r i a r ,  
1964) .  

The second set of r e s e a r c h  s t u d i e s  v iews t h e  p o l i c e - c i t i z e n  
i n t e r c h a n g e  from t h e  p e r s p e c t i v e  o f  c i t i z e n  advocacy. Black and R e i s s  have 
examined t h i s  no t ion  i n  t h e i r  r e s e a r c h  conducted f o r  t h e  P r e s i d e n t ' s  
Commission on Law En£ orcement and A d m i n i s t r a t i o n  of J u s t i c e  (Black and Reiss, 
1967) and i n  r e l a t e d  s t u d i e s  ( B l a c k ,  1970; Black and R e i s s ,  1 9 7 0 ) .  Most c a l l s  
f o r  p o l i c e  s e r v i c c  a r e  c i t i z e n - i n i t i a t e d  and most c r i m e - r e l a t e d  c a l l s  come 



a f t e r  a s u s p e c t  has  l e f t  t h e  scene .  I n  such s i t u a t i o n s ,  Black (1970) h a s  
d i s c o v e r e d  some d i s t i n c t i v e  p a t t e r n s  o f  r e p o r t - w r i t i n g  (and hence o f  
i n i t i a t i o n  o f  c r i m i n a l  j u s t i c e  system a c t i v i t i e s )  by t h e  p o l i c e .  A s  might 
have been e x p e c t e d ,  p o l i c e  a r e  more l i k e l y  t o  r e p o r t  s e r i o u s  than  n o n s e r i o u s  
o f f e n s e s .  Within s i m i l a r  l e v e l s  o f  s e r i o u s n e s s ,  however, r e p o r t - w r i t i n g  i s  
i n f l u e n c e d  by complainant  wishes .  Those c i t i z e n s  who most a r d e n t l y  d e s i r e  
t h a t  i n c i d e n t s  be r e p o r t e d  ( u s u a l l y ,  t h o s e  most d i s t a n t  s o c i a l l y  from t h e  
o f f e n d e r s )  w i l l  g e t  t h e i r  wishes .  When compla inan t  wishes  a r e  c o n t r o l l e d ,  
t h e r e  is no ev idence  o f  r a c e  d i s c r i m i n a t i o n  on t h e  p a r t  of t h e  p o l i c e .  
R a t h e r ,  what seems to occur  is a two-step p r o c e s s .  The p o l i c e  approach a  
s e r i o u s  s i t u a t i o n  a s  a more l i k e l y  c a n d i d a t e  f o r  a r e p o r t ,  b u t  then l e t  t h e i r  
a c t u a l  behavior  be de te rmined  by c i t i z e n  r e q u e s t s .  Black and R e i s s  ( 1 9 7 0 ) ,  
s t u d y i n g  t h e  s p e c i f i c  s i t u a t i o n  where j u v e n i l e s  a r e  t h e  s u s p e c t s ,  f i n d  t h e  
same g e n e r a l  p a t t e r n s ,  J u v e n i l e s  a r e  more l i k e l y  to be a r r e s t e d  f o r  s e r i o u s ,  
a s  opposed t o  minor,  i n f r a c t i o n s  and,  because  t h e y  a r e  more o f t e n  invo lved  i n  
more s e r i o u s  m a t t e r s ,  b lack  j u v e n i l e s  a r e  more l i k e l y  t o  be a r r e s t e d  than  
whi te  ones .  The n o t i o n  o f  c i t i z e n  advocacy,  however, i n t e r v e n e s  a t  t h i s  
p o i n t .  The d i f f e r e n c e s  i n  t h e s e  r a t e s  a r e  n o t  a t t r i b u t a b l e  t o  p o l i c e  
d i s c r i m i n a t i o n ,  bu t  r a t h e r  t o  a d e s i r e  f o r  more s t r i c t  enforcement  by b lack  
c o m p l a i n a n t s .  

I n  bo th  o f  t h e s e  i n s t a n c e s ,  t h e  p o l i c e  e n t e r  a s i t u a t i o n  t h a t  is  
governed by s o c i a l  norms n o t  o f  t h e i r  own making. C i t i z e n  norms may w e l l  (and 
o f t e n  do) va ry  from group t o  group,  b u t  whatever t h e y  a r e ,  t h e y  e x e r t  an 
e f f e c t  on p o l i c e  behav ior .  The o f f i c e r  e n t e r s  t h e  scene  and,  w i t h i n  t h e  
p r e d i s p o s i t i o n  e s t a b l i s h e d  by t h e  s e r i o u s n e s s  o f  t h e  o f f e n s e ,  o p e r a t e s  a s  t h e  
s e r v a n t  o f  community d i c t a t e s .  Where t h e  community wants enforcement ,  t h e  
o f f i c e r  i s  t h e  e n f o r c e r .  Where it wants l e n i e n c y ,  t h e  o f f i c e r  is  l e n i e n t .  

A s  of y e t ,  it is n o t  p o s s i b l e  t o  p r e c i s e l y  de te rmine  which o f  t h e s e  
t h e o r i e s  is most p e r t i n e n t  i n  govern ing  p o l i c e - c i t i z e n  i n t e r a c t i o n s .  What 
l i t t l e  ev idence  is a v a i l a b l e  p i t t i n g  t h e s e  a l t e r n a t i v e  e x p l a n a t i o n s  a g a i n s t  
e a c h  o t h e r  is  n o t  c o n c l u s i v e .  Black (1970) found a d e f e r e n c e  e f f e c t  
c o n s i s t e n t  wi th  t h a t  d i s c u s s e d  above,  b u t  Black and R e i s s  (1970) found 
d e f e r e n c e  making l i t t l e  d i f f e r e n c e .  I t  is f e a s i b l e ,  however, t o  s u g g e s t  a 
mar r iage  o f  t h e s e  two p e r s p e c t i v e s  t o  g u i d e  f u t u r e  r e s e a r c h  on t h i s  i m p o r t a n t  
t o p i c .  The e x i s t e n c e  of a s t a t u s  h i e r a r c h y  from t h e  p o l i c e  o f f i c e r ' s  
p e r s p e c t i v e  can be p o s i t e d  a s  d i s c u s s e d  below. 

I n  exchange f o r  t h e  expec ted  amount o f  d e f e r e n c e ,  t h e  p o l i c e  o f f i c e r  
o f f e r s  rewards:  compliance wi th  a  c o m p l a i n a n t ' s  wishes ,  f a i l u r e  t o  a r r e s t  a 
j u v e n i l e  f o r  c a u s e ,  f a i l u r e  t o  a r r e s t  an a d u l t  o f f e n d e r  a t  a l l .  T h i s  
h i e r a r c h y  p u r p o s e f u l l y  s u g g e s t s  d i f f e r e n t  l e v e l s  of expec ted  d e f e r e n c e  from 
d i f f e r e n t  c i t i z e n s .  I t  is suspec ted  t h a t  l o w e r - s t a t u s  p e r s o n s  must show f a r  
more d e f e r e n c e  than  h i g h e r - s t a t u s  ones  (where b o t h  a r e  p r e s e n t  on t h e  s c e n e )  
t o  win t h e i r  d e s i r e d  rewards .  T h i s  e x p e c t a t i o n  s tems from t h e  f a c t  t h a t  
compla inan t s  can invoke s o c i a l  norms beyond t h e  immediate s i t u a t i o n  i n  d e f e n s e  



of  t h e i r  r e q u e s t s ,  whereas o f f e n d e r s  can invoke o n l y  those  o f  mercy ( t h i s  i s  
e s p e c i a l l y  l i k e l y  f o r  j u v e n i l e s )  . Thus, when t h e  c i t i z e n - a d v o c a t e  shows some 
d e f e r e n c e ,  t h e  p o l i c e  a r e  more l i k e l y  to r e p o r t  t h e  i n c i d e n t  (Black,  1 9 7 0 ) .  
When t h e  s u s p e c t  shows d e f e r e n c e  and no compla inan t  is p r e s e n t ,  t h e  p o l i c e  a r e  
less l i k e l y  t o  a r r e s t  ( P i l i a v i n  and B r i a r ,  1964; B i t t n e r ,  1967a; Skyes  and 
C l a r k ,  1 9 7 5 ) .  Where b o t h  complainant  and s u s p e c t  a r e  p r e s e n t ,  t h e  amount o f  
a c t u a l  d e f e r e n c e  c a l i b r a t e d  a g a i n s t  t h e  amount expec ted  from each p a r t y  w i l l  
de te rmine  t h e  winner o f  t h e  p o l i c e  reward. 

Whether t h i s  p a r t i c u l a r  t h e o r y  is adopted o r  n o t ,  t h e  t o p i c  is w e l l  
worth pursu ing .  Both o f  t h e s e  i s s u e s  speak to t h e  c e n t r a l  t o p i c  o f  p o l i c e  
d i s c r e t i o n .  Unders tanding t h e  env i ronmenta l  dynamics i n  which d i s c r e t i o n  i s  
e x e r c i s e d  would h e l p  management t o  unders tand  t h e  q u a l i t y  and q u a n t i t y  o f  
j u s t i c e  d i spensed  by t h e  c r i m i n a l  justice system. Moreover, f u r t h e r  r e s e a r c h  
on t h i s  s u b j e c t  would a i d  p o l i  e management i n  deve lop ing  v i a b l e  means o f  
s t r u c t u r i n g  p o l i c e  d i s c r e t i o n . -  14;; 

Summary and Conc lus ions  

T h i s  c h a p t e r  h a s  examined a c o n s i d e r a b l e  body of  r e s e a r c h  i n  p o l i c e  
s c i e n c e  and a d m i n i s t r a t i o n  and o t h e r  d i s c i p l i n e s  a d d r e s s i n g  t h e  r e l a t i o n s h i p s  
between t h e  o r g a n i z a t i o n  and i t s  environment.  Those s t u d i e s  s e l e c t e d  and 
reviewed i n  t h e  p o l i c e  sample,  f o r  t h e  most p a r t ,  employed e i t h e r  e x p l o r a t o r y  
o r  c a s e  s t u d y  r e s e a r c h  d e s i g n s  and g e n e r a l l y  a s s e s s e d  t h e  impact of some 
f e a t u r e  o f  environment on p o l i c e  o r g a n i z a t i o n  and management, o r  on i n d i v i d u a l  
o f f i c e r s .  Th i s  is e s p e c i a l l y  t r u e  f o r  t h o s e  s t u d i e s  a d d r e s s i n g  t h e  e f f e c t s  o f  
g e n e r a l  env i ronmenta l  c h a r a c t e r i s t i c s ,  o r  s t r u c t u r e d  environmental -
o r g a n i z a t i o n a l  i n t e r a c t i o n s  on t h e  p o l i c e  o r g a n i z a t i o n .  

An e x c e p t i o n  t o  t h i s  o b s e r v a t i o n  can be made f o r  those  s t u d i e s  
i n v e s t i g a t i n g  p a t t e r n s  o f  p o l i c e  e x p e n d i t u r e s .  Researchers  examining such 
p a t t e r n s  f r e q u e n t l y  s e l e c t e d  r e s e a r c h  d e s i g n s  which a s c e r t a i n e d  what v a r i a b l e s  
were r e l a t e d  t o  e x p e n d i t u r e s  f o r  p o l i c e  s e r v i c e .  These s t u d i e s  o f t e n  r e l i e d  
on m u l t i v a r i a t e  s t a t i s t i c a l  t echn iques .  T h i s  was n o t  t h e  c a s e  f o r  s t u d i e s  
r e s e a r c h i n g  t h e  e f f e c t s  o f  g e n e r a l  env i ronmenta l  f a c t o r s  (e.g. , 
sociodemogsaphic c h a r a c t e r i s t i c s )  o r  p a r t i c u l a r  po l i ce -env i ronmenta l  
i n t e r a c t i o n s .  Such s t u d i e s  i n  many i n s t a n c e s  ( e x p e c i a l l y  t h o s e  s t u d i e s  t h a t  
used  a  c a s e  s t u d y  approach)  r e s o r t e d  to q u a l i t a t i v e  or  u n i v a r i a t e  a n a l y s e s .  

u / ~ u r t h e r  i n f o r m a t i o n  on t h e  s u b j e c t  o f  p o l i c e  manager ia l  c o n t r o l  o f  
d i s c r e t i o n  is p r e s e n t e d  i n  Chapter  V: O r g a n i z a t i o n a l  C o o r d i n a t i o n  and 
C o n t r o l .  



The s t u d i e s  s e l e c t e d  from g e n e r a l  management and s o c i a l  s c i e n c e  
d i s c i p l i n e s  addressed  t h r e e  p r imary  t o p i c s :  boundary spanning a c t i v i t y  
( i n t e r o r g a n i z a t i o n a l  r e l a t i o n s ) ,  env i ronmenta l  u n c e r t a i n t y ,  and o r g a n i z a t i o n a l  
autonomy, S p e c i f i c  i n f l u e n c e s  of each  o f  t h e s e  s u b j e c t s  t o  o r g a n i z a t i o n  and 
management were i d e n t i f i e d .  I n  most c a s e s ,  t h e s e  i n f l u e n c e s  were found t o  be 
a p p l i c a b l e  t o  p o l i c e  o r g a n i z a t i o n  and a d m i n i s t r a t i o n .  

The sampled p o l i c e  l i t e r a t u r e  p r o v i d e s  a  knowledge b a s e  c o n c e r n i n g  t h e  
i n f l u e n c e  of c u l t u r e  on p o l i c e  o r g a n i z a t i o n  and management. A r e v i e w  of 
comparat ive  a n a l y s e s  of p o l i c e  o r g a n i z a t i o n s  s u g g e s t s  t h a t  p o l i c e  i n  America 
a r e  d e c e n t r a l i z e d  t o  t h e  l o c a l  l e v e l  ( c i t y  o r  coun ty)  because  o f  c u l t u r a l  
i n f l u e n c e s  r e g a r d i n g  t h e  p a t t e r n s  o f  development o f  American s o c i e t y :  l o c a l  
governments have evolved from e s s e n t i a l l y  " p r i v a t e  needs ."  T h i s  p a t t e r n  of 
development,  h a s  to a c e r t a i n  d e g r e e ,  p l a c e d  r e s t r a i n t s  on p o l i c e  
o r g a n i z a t i o n a l  a d a p t a t i o n  t o  b roader  community needs .  These s t u d i e s  a l s o  
i n d i c a t e  t h a t  it may be d i f f i c u l t  t o  c o n s o l i d a t e  p o l i c e  a g e n c i e s  w i t h o u t  a 
s i m i l a r  c o n s o l i d a t i o n  of b roader  governmental  s t r u c t u r e s .  C u l t u r a l  i n f l u e n c e s  
a r e  a l s o  shown t o  i n f l u e n c e  t h e  role of  p o l i c e  i n  s o c i e t y .  The p o l i c e  a r e  
r e q u i r e d  t o  s t r i k e  a ba lance  between o r d e r  maintenance and t h e  g u a r a n t e e  o f  
i n d i v i d u a l  r i g h t s .  T h i s  r o l e  c a u s e s  t h e  p o l i c e  t o  be viewed a s  symbols o f  
a u t h o r i t y  i n  t h e  community and l i m i t s  t h e  amount of s u p p o r t  p rov ided  by t h e  
communit v  t o  t h e  p o l i c e .  

The s e l e c t e d  p o l i c e  l i t e r a t u r e  c o n t a i n s  s e v e r a l  s t u d i e s  a d d r e s s i n g  t h e  
i n f l u e n c e  o f  env i ronmenta l  c h a r a c t e r i s t i c s  on c i t i z e n  p e r c e p t i o n s  o f  t h e  
p o l i c e  and on p o l i c e  p e r c e p t i o n s  o f  t h e  community. Such s t u d i e s  demons t ra te  
t h a t  t h e  sociodemographic s t a t u s  o f  t h e  c i t i z e n  a f f e c t s  p e r c e p t i o n s  o f  t h e  
p o l i c e ;  e x p e r i e n c e  a s  a v i c t i m  of  cr ime is n o t  shown t o  be a s  i n f l u e n t i a l  t o  
p e r c e p t i o n s .  Socioeconomic c h a r a c t e r ist ics of  t h e  c i t i z e n r y  have a l s o  been 
shown t o  i n f l u e n c e  p o l i c e  p e r c e p t i o n s  o f  t h e  community. 

Crime r a t e s  have been d e s c r i b e d  a s  d e t e r m i n a n t s  of e x p e n d i t u r e s  f o r  
p o l i c e .  Research shows, however, t h a t  income l e v e l s  i n  t h e  community a r e  
e q u a l l y  i m p o r t a n t  d e t e r m i n a n t s  and t h a t  socioeconomic c h a r a c t e r  i s t i c s  and 
community composi t ion c h a r a c t e r i s t i c s  a r e  c o r r e l a t e s  of bo th  cr ime r a t e s  and 
income l e v e l s  w i t h i n  t h e  l o c a l  community. 

T h i s  r e s e a r c h  h a s  a l s o  shown t h a t  p e r c e p t i o n s  of changes  i n  t h e  l o c a l  
environment  g i v e  r i s e  t o  u n c e r t a i n t y  w i t h i n  t h e  o r g a n i z a t i o n  and t h i s  a f f e c t s  
p o l i c e  p e r c e p t i o n s  of t h e i r  job.  The g e n e r a l  management l i t e r a t u r e  i n c l u d e s  
s e v e r a l  t r e a t m e n t s  of t h i s  t o p i c  (environmental .  u n c e r t a i n t y )  and d e m o n s t r a t e s  
t h a t  such u n c e r t a i n t y  is a s s o c i a t e d  wi th  f l e x i b l e ,  less h i e r a r c h i c a l  
o r g a n i z a t i o n  s t r u c t u r e s ,  g r e a t e r  d e c e n t r a l i z a t i o n  i n  decision-making,  and 
c o n c u r r e n t  o r g a n i z a t i o n a l  a d a p t a t i o n  t o  e n v i r o n m e n t a l l y  induced changes .  

T h i s  r e s e a r c h  review has  a l s o  shown t h a t  l a r g e r  p o l i c e  a g e n c i e s  may, 
i n  f a c t ,  spend p r o p o r t i o n a t e l y  g r e a t e r  amounts o f  t a x  d o l l a r s  f o r  p o l i c e  



s e r v i c e s .  T h i s  may be  due  t o  t h e  i n c r e a s e  i n  a d m i n i s t r a t i v e  and m a n a g e r i a l  
s u p p o r t  s e r v i c e s  a s s o c i a t e d  w i t h  l a r g e r  a g e n c i e s .  The sampled p o l i c e  s t u d i e s  
a l s o  i n d i c a t e  t h a t  c i t ies  w i t h  c i t y  manager f o r m s  o f  government  spend  more f o r  
P o l i c e  s e r v i c e s  t h a n  c i t ies  w i t h  o t h e r  g o v e r n m e n t a l  s t r u c t u r e s .  These  
f i n d i n g s  p a r a l l e l  o b s e r v a t i o n s  i n  t h e  g e n e r a l  management sample  t h a t  more 
autonomous o r g a n i z a t i o n s  spend  more r e s o u r c e s  f o r  i n t e r n a l  s u p p o r t  f u n c t i o n s ,  

A c o n s i d e r a b l e  number of sampled s t u d i e s  i n  t h e  g e n e r a l  management 
l i t e r a t u r e  a d d r e s s e d  t h e  t o p i c  o f  i n t e r o r g a n i z a t i o n a l  r e l a t i o n s .  T h i s  s u b j e c t  
h a s  r e c e i v e d  o n l y  minor a t t e n t i o n  i n  t h e  p o l i c e  l i t e r a t u r e .  A t r a n s f e r  o f  
knowledge f rom t h e  g e n e r a l  management l i t e r a t u r e  to  t h e  police e n v i r o n m e n t  is  
n o t  p o s s i b l e .  

The sampled p o l i c e  l i t e r a t u r e  c o n t a i n s  a s u b s t a n t i a l  number o f  s t u d i e s  
which a n a l y z e  t h e  p o l i c e - c i t i z e n  i n t e r a c t i o n .  Two t h e o r i e s  have  e v o l v e d  
d e s c r i b i n g  t h i s  r e l a t i o n s h i p :  t h e  n o t i o n  o f  d e f e r e n c e  exchange  and t h e  
c i t i z e n  advocacy t h e o r y .  L i t t l e  r e s e a r c h  h a s  been  i n i t i a t e d  to r e c o n c i l e  
d i f f e r e n c e s  between t h e s e  two n o t i o n s .  Both  t h e o r i e s ,  however,  p r o v i d e  
e x p l a n a t i o n s  as t o  how t h e  p o l i c e - c i t i z e n  i n t e r a c t i o n  a f f e c t s  p o l i c e  o f f i c e r  
d i s c r e t i o n .  

The r e s e a r c h  r ev iewed  i n  t h i s  c h a p t e r  r a i s e s  s e v e r a l  i s s u e s  which c a n  
o n l y  be r e c o n c i l e d  t h r o u g h  f u r t h e r  r e s e a r c h .  Among t h e  t o p i c s  which s h o u l d  h e  
r e s e a r c h e d  f u r t h e r  a r e  t h e  f o l l o w i n g :  

The n o t i o n  t h a t  p o l i c e  a r e  viewed as symbols o f  a u t h o r i t y  
s h o u l d  be  examined f u r t h e r  w i t h  a n a l y s e s  o f  soc ioeconomic  
c h a r a c t e r i s t i c s  i n c l u d e d  as companion v a r i a b l e  t o  
community c u l t u r e .  Such r e s e a r c h  would y i e l d  f u r t h e r  
i n s i g h t  i n t o  t h e  i s s u e  o f  community s u p p o r t  o f  t h e  
p o l i c e .  

F u r t h e r  r e s e a r c h  is  needed to d e t e r m i n e  t h e  r e l a t i v e  
i n f l u e n c e  o f  community soc ioeconomic  c h a r a c t e r  i s t ics  on 
p o l i c e  p e r c e p t i o n s  o f  t h e  community. T h i s  r e s e a r c h  
s h o u l d  i n c l u d e  m u l t i v a r i a t e  a n a l y s e s  o f  p o l i c e  e x p e r i e n c e  
and p e e r  i n f l u e n c e ,  as w e l l  a s  soc ioeconomic  f a c t o r s ,  on 
p o l i c e  p e r c e p t i o n s .  

A d d i t i o n a l  r e s e a r c h  a n a l y z i n g  t h e  e f f e c t s  o f  f l u c t u a t i o n s  
i n  t h e  c r i m e  r a t e  on police o r g a n i z a t i o n  and management 
dec i s ion -mak ing  a r e  needed to  e x p l a i n  f u r t h e r  t h e  
r e l a t i o n s h i p  o f  c r i m e  to t h e  o r g a n i z a t i o n .  The v a l u e  o f  
t h i s  r e s e a r c h  would b e  enhanced  by a n a l y s e s  o f  c h a n g e s  i n  
p o l i c e  o r g a n i z a t i o n  ach ievemen t  a s  stemming from c h a n g e s  
r e s u l t i n g  from v a r i a t i o n s  i n  c r i m e .  



e The concep t  o f  "environmental  u n c e r t a i n t y "  shou ld  be 
examined f u r t h e r  i n  p o l i c e  o r g a n i z a t i o n s  t o  de te rmine  t o  
what e x t e n t  f i n d i n g s  i n  o t h e r  o r g a n i z a t i o n a l  d i s c i p l i n e s  
may be comparable t o  p o l i c i n g .  

s F u r t h e r  r e s e a r c h  is needed on t h e  r e l a t i o n s h i p  of 
government s t r u c t u r e  t o  p o l i c e  o r g a n i z a t i o n  and 
management. T h i s  r e s e a r c h  cou ld  e x p l o r e  t h e  premise  t h a t  
i n c r e a s e d  autonomy and s i z e  may be a s s o c i a t e d  wi th  a 
l a r g e r  a d m i n i s t r a t i v e  s u p p o r t  component. The outcome of  
such s t r u c t u r a l  d i f f e r e n c e s  and e x p e n d i t u r e  p a t t e r n s  
should a l s o  be i n v e s t i g a t e d .  

e The no t ion  o f  "boundary spanning"  s h o u l d  be examined 
f u r t h e r  i n  p o l i c i n g .  T h i s  r e s e a r c h  shou ld  e x p l o r e  t h e  
degree  of p o l i c e  agency in te rdependence  from o t h e r  
governmental  u n i t s  o r  from o t h e r  p o l i c e  a g e n c i e s .  

A d d i t i o n a l  r e s e a r c h  is needed t o  i n v e s t i g a t e  f u r t h e r  t h e  
two concep ts  posed h e r e i n  as d e t e r m i n a n t s  of p o l i c e  
a c t i o n s  toward c i t i z e n s :  t h e  t h e o r y  o f  d e f e r e n c e  
exchange and t h e  t h e o r y  of c i t i z e n  advocacy. Such 
r e s e a r c h  shou ld  s i m u l t a n e o u s l y  a n a l y z e  both  t h e o r i e s  i n  
o r d e r  t o  deduce a r e c o n c i l i a t i o n  between t h e s e  t h e o r i e s .  



111. COMPLEXITY OF GOAL AND TASK STRUCTURE 

I n t r o d u c t i o n  

The second c o n c e p t u a l  c l u s t e r  i n c o r p o r a t e s  seven unique v a r i a b l e s  
which f o c u s  on o r g a n i z a t i o n a l  mechanisms and responses  t o  env i ronmenta l  
i n f l u e n c e s .  The v a r i a b l e s  i n  t h i s  c l u s t e r  d e f i n e  how an o r g a n i z a t i o n  
s ~ e c i f i c a l l y  responds t o  i t s  environment from methods o f  f o r m a l i z i n g  g o a l s  and 
o b j e c t i v e s  to accomplish i ts  s e t  purpose  o r  miss ion  t o  v a r i a t i o n s  i n  methods 
o f  e s t a b l i s h i n g  t h e  formal  o r g a n i z a t i o n  and i ts s t r u c t u r e .  These v a r i a b l e s  
then  beg in  to i l l u s t r a t e  how management a t  t h e  c o n c e p t u a l  l e v e l  r esponds  t o  
env i ronmenta l  i n f l u e n c e s  and s e t s  i n  p l a c e  a s t r u c t u r e ,  a l though  r a t h e r  
g e n e r a l l y  d e f i n e d  a t  t h i s  p o i n t ,  to c a r r y  o u t  o r g a n i z a t i o n a l  t a s k s  and 
a c t i v i t i e s .  The p r e c i s e  mechanisms f o r  s t r u c t u r i n g  work u n i t  o r  i n d i v i d u a l  
t a s k s  and a c t i v i t i e s ,  or f o r  i n s t i t u t i n g  p r o c e d u r e s  and sys tems  t o  e n s u r e  t h a t  
work t a s k s  and a c t i v i t i e s  a r e  performed accord ing  t o  management i n t e n t i o n s ,  
a r e  n o t  inc luded  w i t h i n  t h i s  c l u s t e r .  These management responses  a r e  by 
n e c e s s i t y  d e a l t  w i t h  a t  a l a t e r  p o i n t .  I n i t i a l l y ,  management must a r t i c u l a t e  
what t h e  o r g a n i z a t i o n ' s  miss ion  i s ,  how t h i s  miss ion is t o  be ach ieved ,  and 
how t h e  o r g a n i z a t i o n  is to be o rgan ized  t o  a c h i e v e  t h e s e  d e s i r e d  ends.  

E f f o r t s  t o  d e f i n e  t h e  complexi ty  of t h e  o r g a n i z a t i o n a l  t a s k  s t r u c t u r e  
shou ld  begin  wi th  a n a l y s e s  o f  t h e  d i f f e r e n t  t y p e s  of o b j e c t i v e s ,  a s  w e l l  a s  
t h e  number of o b j e c t i v e s  e s t a b l i s h e d  e i t h e r  f o r m a l l y  o r  i n f o r m a l l y  by t h e  
o r g a n i z a t i o n .  Th is  a n a l y s i s  must a s s e s s  v a r i a t i o n s  i n  t h e  number o f  p r o d u c t s  
o r  s e r v i c e s  d e l i v e r e d  by t h e  o r g a n i z a t i o n ,  a s  w e l l  as t h e  number of marke t s  i n  
which t h e s e  p r o d u c t s  o r  s e r v i c e s  a r e  d e l i v e r e d .  A c o n s i d e r a b l e  d i v e r s i t y  i n  
e i t h e r  t h e  number o f  p r o d u c t s  o r  s e r v i c e s  o r  t h e  marke t s  s e r v i c e d  can produce 
d i v e r s i t y  i n  t h e  o r g a n i z a t i o n a l  t a s k  s t r u c t u r e .  I n d u s t r i a l  cong lomera tes ,  f o r  
example,  may manufacture  a v a r i e t y  o f  p r o d u c t s  f o r  two o r  t h r e e  d i f f e r e n t  
marke t s .  The o r g a n i z a t i o n a l  s t r u c t u r e  o f  such a conglomerate  is  n e c e s s a r i l y  
complex. Converse ly ,  s m a l l e r  manufac tu r ing  o r g a n i z a t i o n s  producing a s i n g l e  
p r o d u c t  f o r  one market w i l l  n o t  have complex o r g a n i z a t i o n a l  g o a l  o r  t a s k  
s t r u c t u r e s .  

p o l i c e  o r g a n i z a t i o n s  by d e s i g n  d e l i v e r  a d i v e r s i t y  o f  s e r v i c e s  to 
t h e i r  c l i e n t e l e .  These s e r v i c e s  range from s p e c i f i c  cr ime p r e v e n t i o n  and 
c r i m i n a l  apprehens ion  t a s k s ,  such a s  i n v e s t i g a t i n g  homicides o r  informing 
c i t i z e n s '  g roups  o f  p r o p e r  s e c u r i t y  measures  f o r  b u r g l a r y  p r e v e n t i o n ,  t o  
g e n e r a l  s o c i a l  s e r v i c e  and community c o n t r o l  t a s k s .  I t  is t h e s e  s e r v i c e  t a s k s  
which a r e  d i v e r s e  i n  themselves  and consume a s u b s t a n t i a l  p o r t i o n  o f  t h e  
t y p i c a l  p a t r o l  o f f i c e r ' s  a v a i l a b l e  t o u r  o f  du ty .  Research h a s  shown t h a t  
approx imate ly  one-half  o f  t h e  c a l l s - f o r - s e r v i c e  made t o  t h e  p o l i c e  a r e  s e r v i c e  
c a l l s  which r e q u i r e  p o l i c e  a s s i s t a n c e  i n  p e r s o n a l  and i n t e r p e r s o n a l  m a t t e r s  
(Cumming, Cumming, and E d e l l ,  1 9 6 5 ) .  Moreover, a l a r g e  m a j o r i t y  o f  t h e s e  
c a l l s - f o r - s e r v i c e  do n o t  p rov ide  an o p p o r t u n i t y  t o  invoke t h e  c r i m i n a l  law a s  



a means o f  r e s o l v i n g  a d i s t u r b a n c e  o r  a s o c i a l  problem (Wilson,  1968; B e r c a l ,  
1970; R e i s s ,  1 9 7 1 ) -

These o b s e r v a t i o n s  have r a i s e d  s e v e r a l  d i r e c t  q u e s t i o n s  abou t  what t h e  
p o l i c e  do wi th  t h e i r  time. The answer seems t o  be t h a t  f o r  a s u b s t a n t i a l  
amount o f  t h e i r  t y p i c a l  p o l i c e  t o u r  of d u t y  they  p r o v i d e  s e r v i c e s ,  such a s  
c c n t r o l l i _ n g  crowds a t  a pa rade  o r  a demons t ra t ion ,  g i v i n g  d i r e c t i o n s  t o  
s t r a n g e r s  i n  a community, t r a n s p o r t i n g  a l c o h o l i c s  t o  d e t o x i f i c a t i o n  c e n t e r s ,  
s e a r c h i n g  f o r  miss ing  c h i l d r e n ,  responding t o  pa rk ing  compla in t s ,  and d e a l i n g  
w i t h  m u n i c i p a l  s e r v i c e  d e f e c t s  which may pose  a t h r e a t  t o  t h e  p u b l i c  s a f e t y .  

These s e r v i c e s  a r e  d e l i v e r e d  i n  c o n c e r t  wi th  cr ime p r e v e n t i o n  and 
apprehension f u n c t i o n s  i n  an u n p r e d i c t a b l e  manner by p a t r o l  o f f i c e r s  and then 
by t h e  l a r g e r  o r g a n i z a t i o n .  The p o l i c e  use  e x i - s t i n g  s u p p o r t  mechanisms and 
s p e c i a l i z e d  u n i t s  o r  i n d i v i d u a l  o f f i c e r s  t o  supplement t h e  i n i t i a l  p a t r o l  
response.  The p r e c i s e  response and u t i l i z a t i o n  o f  t h e s e  mechanisms and 
s e r v i c e s  v a r i e s  by t h e  i n c i d e n t .  Recognizing t h a t  t h e s e  f u n c t i o n s  and 
r e s p o n s i b i l i t i e s  a r e  d i v e r s e ,  u n p r e d i c t a b l e ,  and " s i t u a t i o n a l , "  B i t t n e r  
(1967a:40) p o s i t s  t h a t  t h e  p o l i c e  use t h e i r  c a p a c i t y  and a u t h o r i t y  t o  
i n t e r v e n e  t o  c o n t r o l  i n c i d e n t s  and e v e n t s  t o  which t h e y  respond. 

I t  is  c l e a r  t h e n  t h a t  t h e  p o l i c e  f u n c t i o n  i s  complex and t h a t  t h e  
range of p o l i c e  r e s p o n s i b i l i t i e s  is e x t r a o r d i n a r i l y  b road ,  encompassing a wide 
v a r i e t y  o f  r e g u l a t o r y ,  s o c i a l ,  and c r i m i n a l  enforcement s i t u a t i o n s .  The 
b r e a d t h  i n  d imens ions  o f  p o l i c e  a c t i v i t y  and t h e  s i t u a t i o n a l  n a t u r e  o f  t h e  
p o l i c e  response  has  l e d  one prominent  s c h o l a r  t o  conc lude  t h a t :  "Anyone 
a t t e m p t i n g  t o  c o n s t r u c t  a workable d e f i n i t i o n  of t h e  p o l i c e  r o l e  wi l l .  
t y p i c a l l y  come away with  o l d  images s h a t t e r e d  and wi th  a new found 
a p p r e c i a t i o n  f o r  t h e  i n t r i c a c i e s  o f  p o l i c e  work" ( G o l d s t e i n ,  1977:21).  

What i m p l i c a t i o n s  f o r  management does  t h i s  knowledge s u g g e s t ,  how does  
t h e  p o l i c e  o r g a n i z a t i o n  respond t o  t h e  myriad demands p laced  upon i t ,  and how 
does  management s t r u c t u r e  t h e  p o l i c e  o r g a n i z a t i o n  t o  b e s t  respond? These a r e  
a l l  q u e s t i o n s  which a r e  asked i n  t h i s  c h a p t e r  examining complexi ty  o f  g o a l  and 
t a s k  s t r u c t u r e .  The seven unique v a r i a b l e s  i n  t h i s  c l u s t e r  each a d d r e s s  
s p e c i f i c  i s s u e s  which, i f  they  can be f u l l y  addressed ,  w i l l  h e l p  answer t h e s e  
and a d d i t i o n a l  q u e s t i o n s .  The comparison of t h e  p o l i c e  l i t e r a t u r e  t o  t h e  
g e n e r a l  s o c i a l  s c i e n c e  l i t e r a t u r e  w i l l  p r o v i d e  f u r t h e r  i n s i g h t  r e g a r d i n g  t h e s e  
q u e s t i o n s .  Research i n  o t h e r  d i s c i p l i n e s  w i l l  be analyzed t o  d i s t i n g u i s h  
where p a r a l l e l s  may be drawn t o  t h e  p o l i c e  o r g a n i z a t i o n  t o  h e l p  d e r i v e  a 
b e t t e r  unders tand ing  o f  t h e  o r g a n i z a t i o n ' s  and hence management's r e s p o n s e .  

D e s c r i p t i v e  F i n d i n g s  

A t o t a l  o f  17 r e s e a r c h  s t u d i e s  on p o l i c e  o r g a n i z a t i o n s  were 
i d e n t i f i e d ,  r e t r i e v e d ,  and examined f o r  t h i s  c o n c e p t u a l  c l u s t e r .  T h i s  sample 
was augmented by 33 s t u d i e s  i n  t h e  non-police d i s c i p l i n e s  t o  h e l p  deduce a 



knowledge base  regard ing  t h e  p o l i c e  g o a l  and t a s k  s t ruc tu re . - 15' T h i s  is 
a d m i t t e d l y  a  s m a l l  sample,  p a r t i c u l a r l y  i n  t h e  p o l i c e  d i s c i p l i n e .  The s i z e  o f  
t h e  p o l i c e  sample may r e s u l t  from an a p p a r e n t  l a c k  o f  i n t e r e s t  and emphasis  on 
t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  by r e s e a r c h e r s  i n  p o l i c e  s c i e n c e  and 
a d m i n i s t r a t i o n .  

T h i s  s e c t i o n  i n c l u d e s  d e s c r i p t i v e  f i n d i n g s  based on reviews and 
a n a l y s e s  o f  t h e s e  s t u d i e s .  Inc luded  i n  t h i s  s e c t i o n  a r e  d e s c r i p t i o n s  o f  t h e  
number and type o f  s t u d i e s  by i n d i v i d u a l  v a r i a b l e  w i t h i n  t h e  c l u s t e r ,  t h e  
t y p e s  o f  r e s e a r c h  d e s i g n s  employed, t h e  methods o f  a n a l y s i s  used i n  sampl-ed 
s t u d i e s ,  and an i t emized  summary of unique f i n d i n g s  by s p e c i f i c  v a r i a b l e .  

Number of S t u d i e s  by S p e c i f i c  V a r i a b l e s  

Seven d i s t i n c t i v e  v a r i a b l e s  a r e  i n c o r p o r a t e d  i n  t h i s  c o n c e p t u a l  
c l u s t e r .  These a r e :  (1) D i v e r s i t y  of O b j e c t i v e s ;  ( 2 )  Number o f  O b j e c t i v e s ;  
(3)  Geographic D i s p e r s i o n ;  ( 4 )  V a r i a b i l i t y  o f  Tasks;  ( 5 )  O r g a n i z a t i o n a l  
S i z e :  Members; ( 6 )  O r g a n i z a t i o n a l  S i z e :  Resources ;  and ( 7 )  O r g a n i z a t i o n a l  
S i z e :  C l i e n t e l e .  D e f i n i t i o n s  f o r  t h e s e  v a r i a b l e s  a r e  inc luded  i n  Chapter  
I. These v a r i a b l e s  and t h e  s t u d i e s  reviewed were e x p l i c i t  enough i n  
d e f i n i t i o n  t h a t  no f u r t h e r  breakdown o f  t h e  v a r i a b l e s  i n t o  s u b - v a r i a b l e s  was 
requ ir e d . 

Three s p e c i f i c  v a r i a b l e s  on o r g a n i z a t i o n a l .  s i z e  were developed a t  t h e  
o u t s e t  of t h i s  p r o j e c t  t o  p e r m i t  a  comprehensive t r e a t m e n t  of a l l  i s s u e s  
concerning s i z e  o f  t h e  o r g a n i z a t i o n .  I t  was a n t i c i p a t e d  t h a t  s e l e c t e d  s t u d i e s  
examining s i z e  o f  o r g a n i z a t i o n  would f u r t h e r  s e p a r a t e  s i z e  a s  a measure i n t o  
one o f  t h r e e  o p e r a t i o n a l  c a t e g o r i e s :  members , r e s o u r c e s ,  and c l i e n t e l e .  Th i s  
was n o t  t h e  c a s e  f o r  t h e  sampled s t u d i e s .  Numerous a u t h o r s  o p e r a t i o n a l i z e d  
s i z e  a s  t h e  number o f  employees i n  t h e  o r g a n i z a t i o n ,  o r  t h e  s i z e  of t h e  
c l i e n t e l e  se rved  by t h e  o r g a n i z a t i o n .  None, however, r esea rched  o r g a n i z a t i o n  
s i z e  by focus ing  on t h e  amount o f  r e s o u r c e s  a v a i l a b l e .  Resources  i n  t h i s  
i n s t a n c e  i n c l u d e  m a t e r i a l s ,  equipment,  f a c i l i t i e s ,  o r  o t h e r  non-personnel 
r e s o u r c e s .  Th i s  is  n o t  t o  say  t h a t  no s t u d i e s  a r e  a v a i l a b l e  which r e s e a r c h  
t h i s  dimension o f  s i z e .  The l a c k  o f  s t u d i e s  i n  t h i s  sample does  i n d i c a t e ,  

z / ~ h i s  knowledge base  is n o t  in tended  a s  a s y n t h e s i s  o f  e m p i r i c a l  
r e s e a r c h  i n c o r p o r a t i n g  f i n d i n g s  from a l l  management s t u d i e s .  R a t h e r ,  it i s  
based on t h e  sample used f o r  t h i s  s t u d y  which can be s a i d  to p r o v i d e  an 
i n d i c a t i o n  of t h e  s t a t e  o f  t h e  a r t  i n  p o l i c e  management wi th  a secondary 
comparison t o  a  s m a l l  sample o f  t h e  g e n e r a l  management l i t e r a t u r e .  



n e v e r t h e l e s s ,  t h a t  t h i s  measure of s i z e  is n o t  used f r e q u e n t l y ,  p a r t i c u l a r l y  
i n  t h e  p o l i c e  l i t e r a t u r e .  

Tab le  8 d e p i c t s  t h e  number of s t u d i e s  examined by s p e c i f i c  v a r i a b l e  
w i t h i n  t h e  c o n c e p t u a l  c l u s t e r  f o r  b o t h  t h e  p o l i c e  and t h e  non-pol ice  
samples .  I t  shou ld  be noted t h a t  some s t u d i e s  examined more t h a n  one 
v a r i a b l e .  T h e r e f o r e ,  t h e  t o t a l s  i n  t h i s  t a b l e  w i l l  e q u a l  more than  t h e  t o t a l  
number of s t u d i e s  reviewed f o r  t h e  c o n c e p t u a l  c l u s t e r .  

Tab le  8 

NUMBER OF STUDIES REVIFWED BY SPECIFIC VARIABLE 

(Conceptual  C l u s t e r  11) 

V a r i a b l e  
Number Name P o l  i c e  Non-Police 

6 D i v e r s i t y  o f  Oh j e c t i v e s  4 3 

Number o f  O b j e c t i v e s  0 1 

Geographic D i s p e r s i o n  0 3 

V a r i a b i l i t y  o f  Tasks  3 11 

O r g a n i z a t i o n a l  S i z e :  Members 7 2 4 

O r g a n i z a t i o n a l  S i z e :  Resources  0 0 

O r g a n i z a t i o n a l  S i z e :  C l i e n t e l e  3 1 

A s  t h i s  t a b l e  d e p i c t s ,  o r g a n i z a t i o n a l  s i z e :  members ( v a r i a b l e  1 0 )  was 
t h e  p r imary  s u b j e c t  r e s e a r c h e d  i n  t h e  sampled s t u d i e s .  T h i s  was t r u e  f o r  b o t h  
t h e  p o l i c e  and t h e  non-pol ice  samples.  Researchers  have examined t h i s  
v a r i a b l e  l a r g e l y  a s  an independent  v a r i a b l e  ana lyz ing  t h e  r e l a t i o n s h i p  between 
o r g a n i z a t i o n  s i z e  and o t h e r  management and a d m i n i s t r a t i v e  v a r i a b l e s .  

It shou ld  be noted t h a t  f i v e  of t h e  s t u d i e s  on o r g a n i z a t i o n  s i z e :  
members i n  t h e  p o l i c e  sample were o r i g i n a t e d  by one g roup  of  r e s e a r c h e r s .  The 
works o f  E l i n o r  Ostrom and h e r  c o l l e a g u e s  r e p r e s e n t  t h e  major r e s e a r c h  e f f o r t s  
i n  t h i s  f i e l d .  These works have spawned an i n t e r e s t  i n  t h e  i s s u e  o f  s i z e  of 
p o l i c e  a g e n c i e s .  T h i s  i n t e r e s t ,  i n  p a r t ,  r e s u l t e d  i n  t h e  p u b l i c a t i o n  of 
s t u d i e s  by o t h e r  r e s e a r c h e r s .  



The t o p i c  o f  o r g a n i z a t i o n  s i z e :  members h a s  been  a d d r e s s e d  q u i t e  
e x t e n s i v e l y  i n  t h e  non-po l i ce  d i s c i p l i n e s .  S c h o l a r s  and r e s e a r c h e r s  have  
a n a l y z e d  t h e  r e l a t i o n s h i p s  o f  s i z e  of t h e  o r g a n i z a t i o n  t o  o t h e r  m a n a g e r i a l  
i s s u e s  i n  many e n v i r o n m e n t a l  s e t t i n g s - T h i s  r e s e a r c h  h a s  e n a b l e d  s u c h  
r e s e a r c h e r s  t o  d e v e l o p  a  t h e o r e t i c a l  b a s e  comple t e  w i t h  t e s t a b l e  p r o p o s i t i o n s  
c o n c e r n i n g  t h i s  o r g a n i z a t i o n a l  v a r i a b l e .  

The s u b j e c t  o f  v a r i a b i l i t y  o f  t a s k s  is one  which is a l so  a n a l y z e d  
e x t e n s i v e l y  i n  t h e  non-po l i ce  l i t e r a t u r e  and is a d d r e s s e d ,  t o  a  l e s s e r  e x t e n t ,  
i n  t h e  p o l i c e  sample.  R e s e a r c h e r s  have  i n q u i r e d  a s  t o  t h e  r e l a t i o n s h i p s  
be tween t a s k  c h a r a c t e r i s t i c s  and work a r r a n g e m e n t s  a t  t h e  l e v e l  o f  t h e  
i n d i v i d u a l  worker .  S p e c i f i c a l l y ,  t h e y  have  f o c u s e d  on s e l e c t e d  t y p e s  o f  t a s k s  
and  a s s e s s e d  t h e  r e l a t i o n s h i p  be tween l e v e l s  o f  v a r i a b i l i t y  i n  work pe r fo rmed  
by t h e  i n d i v i d u a l  and s p e c i f i c  s t r u c t u r a l  c h a r a c t e r i s t i c s  w i t h i n  t h e  
o r g a n i z a t i o n  ( e . g . ,  mechanisms o f  c o n t r o l  and c o o r d i n a t i o n  and d e g r e e s  o f  
f o r m a l i z a t i o n  o f  r u l e s  and p r o c e d u r e s ) .  

The two v a r i a b l e s  f o c u s i n g  on o r g a n i z a t i o n a l  g o a l s  and o b j e c t i v e s  were 
n o t  a n a l y z e d  e x t e n s i v e l y  i n  t h e  l i t e r a t u r e  sampled f o r  t h i s  s t u d y .  Those 
s t u d i e s  which d o  d i s c u s s  and a n a l y z e  o b j e c t i v e s  i n  s e l e c t e d  s t u d i e s  a p p e a r  to  
r e s e a r c h  t h e  s u b j e c t  o f  o b j e c t i v e s  almost s e c o n d a r i l y .  Much o f  t h e  p o l i c e  
l i t e r a t u r e ,  f o r  example ,  a n a l y z e s  t h e  " s t y l e "  o f  p o l i c e  o r g a n i z a t i o n s  and i n  
s o  do ing  a d d r e s s e s  t h e  t y p e  and number o f  o b j e c t i v e s  o f  t h e  p o l i c e  s e r v i c e .  
The p r i m a r y  e m p h a s i s ,  however,  is n o t  on t h e  o b j e c t i v e s  o f  t h e  p o l i c e  f u n c t i o n  
and how t h e s e  a r e  d e v e l o p e d ,  o r  how t h e y  impact  t h e  o r g a n i z a t i o n ,  i t s  
s t r u c t u r e ,  s y s t e m s ,  and p e r s o n n e l .  

R e s e a r c h  D e s i g n s  

The second form o f  d e s c r i p t i v e  a n a l y s i s  was a d e t e r m i n a t i o n  o f  t h e  
t y p e s  o f  r e s e a r c h  d e s i g n s  u t i l i z e d .  The r e s e a r c h  s t a f f  c l a s s i f i e d  e a c h  s t u d y  
a s  f i t t i n g  one  o f  f o u r  d e s i g n  t y p e s :  e x p l o r a t o r y ,  c a s e  s t u d y ,  q u a s i -
e x p e r i m e n t a l ,  o r  e x p e r i m e n t a l .  S e c o n d a r i l y ,  t h e  s t u d i e s  were r ev iewed  t o  
a s c e r t a i n  whe the r  t h e  t a r g e t  v a r i a b l e s  were t r e a t e d  a s  d e p e n d e n t  or 
i n d e p e n d e n t  v a r i a b l e s  w i t h i n  t h e  s e l e c t e d  d e s i g n .  

R e s e a r c h  Des ign  Types .  T a b l e  9 p o r t r a y s  t h e  r e s u l t s  o f  t h i s  
a n a l y s i s .  As was t h e  c a s e  w i t h  t h e  s t u d i e s  a n a l y z e d  f o r  t h e  f i r s t  c o n c e p t u a l  
c l u s t e r  (Env i ronmen t  and O r g a n i z a t i o n  Autonomy) , t h e  r e s e a r c h  on c o m p l e x i t y  o f  
g o a l  and t a s k  s t r u c t u r e  p r e d o m i n a n t l y  employed e x p l o r a t o r y  o r  case s t u d y  
r e s e a r c h  d e s i g n s .  T h i s  was t h e  c a s e  f o r  b o t h  t h e  p o l i c e  and  t h e  non-po l i ce  
samples .  T h i s  f i n d i n g  is most  l i k e l y  due to  t h e  r e c e n t  emergence  o f  p o l i c e  
a d m i n i s t r a t i o n  a s  a social s c i e n c e  d i s c i p l i n e  and t o  t h e  n a t u r e  o f  t h e  
v a r i a b l e  t h e m s e l v e s ,  Many o f  t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  f o c u s  on s u b j e c t s  
wh ic3  a r e  d i f f i c u l t  a t  b e s t  t o  measu re .  I t  would r e q u i r e  a complex r e s e a r c h  
me thodo logy ,  f o r  example ,  to a p p l y  an e x p e r i m e n t a l  d e s i g n  t o  a s t u d y  o f  
c h a n g e s  p roduced  by t h e  r e - p r i o r i t i z a t i o n  o f  o b j e c t i v e s  by management. 



Table  9 

TYPES OF DESIGNS FOR SAMPLED STUDIES 

Types o f  Designs  
P o l i c e  

N % 
Non-Police 
N- %-

E x p l o r a t o r y  9 53 28 85 

e Case S tudy  8 4 7 5 1 5  

e Quas i-Exper i m e n t a l  0 0 0 0 

e Exper imenta l  -0 0- 0- 0-

The review of s t u d i e s  i n  t h i s  c o n c e p t u a l  c l u s t e r ,  when coupled  wi th  
t h e  f i n d i n g s  from Chapter I1 (Environment and O r g a n i z a t i o n a l  Autonomy) , 
p r o v i d e  two o b s e r v a t i o n s  concern ing  p o l i c e  r e s e a r c h  s t u d i e s .  F i r s t ,  when 
viewed i n  t h e  c o n t e x t  o f  t h e  e n t i r e  c o n c e p t u a l  framework, it  is c l e a r  t h a t  
p o l i c e  management r e s e a r c h  t o  d a t e ,  a s  sampled f o r  t h i s  s t u d y ,  h a s  
c o n c e n t r a t e d  on t a n q i b l e ,  i n t e r n a l  manager ia l  s u b j e c t s  ( e .g . ,  r e c r u i t m e n t  
p r a c t i c e s ,  t r a i n i n g  sys tems ,  and u s e  o f  p o l i c e  d i s c r e t i o n )  and l e s s  on 
c o n c e p t u a l  o r g a n i z a t i o n a l  i s s u e s .  T h i s  t r e n d ,  a l though  c e r t a i n l y  
u n d e r s t a n d a b l e  g iven  t h e  push to l e a r n  more a b o u t  p o l i c y - r e l e v a n t  i n t e r n a l  
management i s s u e s  i n  p o l i c i n g ,  p r o v i d e s  v e r y  l i t t l e  i n  t h e  way of a d a t a  base  
f o r  r e s e a r c h e r s  to work from. Thus, e x i s t i n g  r e s e a r c h  is l i k e l y  t o  be 
e x p l o r a t o r y  i n  d e s i g n .  Secondly,  t h e  v a r i a b l e s  i n  t h e  f i r s t  two c l u s t e r s  a r e  
f o r  t h e  most p a r t  concep tua l  i n  t h a t  t h e y  d e a l  wi th  p a t t e r n s  and means o f  
o r g a n i z a t i o n a l  a d a p t a t i o n  t o  t h e  environment  and s p e c i f i c a t i o n  o f  management 
p o l i c y  i n  s t r u c t u r i n g  t h e  o r g a n i z a t i o n .  These i s s u e s  do n o t  e a s i l y  l end  
themse lves  to quasi -exper  i m e n t a l  o r  e x p e r i m e n t a l  t r e a t m e n t .  

There  a r e  e x c e p t i o n s  to t h i s  l a t t e r  p o i n t  f o r  t h e  t o p i c s  i n  t h e  second 
c o n c e p t u a l  c l u s t e r .  The s u b j e c t  of v a r i a b i l i t y  o f  t a s k s  c o u l d  be s u b j e c t e d  t o  
s o p h i s t i c a t e d  r e s e a r c h  a n a l y s i s  because  it p e r t a i n s  t o  a s u b j e c t  under 
management c o n t r o l - - t h a t  o f  t h e  t a s k s  and r e s p o n s i b i l i t i e s  of i n d i v i d u a l  
workers .  A d d i t i o n a l l y ,  t h e  v a r i a b l e  on geograph ic  d i s p e r s i o n ,  a l t h o u g h  more 
d i f f i c u l t  t o  c o n t r o l  i n  r e s e a r c h  p r o j e c t s ,  cou ld  be analyzed through a more 
complex r e s e a r c h  d e s i g n .  Management c o u l d  e v a l u a t e  t h e  e f f e c t s  of i n s t i t u t i n g  
d e c e n t r a l i z e d  work s t a t i o n s  (e .g . ,  p o l i c e  p r e c i n c t s )  through such a r e s e a r c h  



decentr lized work stations (e.g., police precincts) through such a research 
design.-f 6/ 

Treatment of Variables in Research Designs. Sampled studies were also 
reviewed to determine the treatment of variables--whether dependent or 
independent. Table 10 presents the results of this analysis. As these data 
indicate, the variables in this cluster have, with minor exceptions, been 
studied as independent var iables . The obvious implication is that available 
research, at least as sampled for this study, has assessed how the conceptual 
level variables in this cluster affect some other managerial dimension. This 
finding suggests that little knowledge will be available delineating how 
organizational dimensions such as size, geographical dispersion, and number 
and diversity of objectives are affected by other factors originating from the 
environment or from within the organization. 

Table 10 


TREATMENT OF VARIABLES IN RESEARCH DESIGNS 


Variable 
Number Name Indepen

Police 
dent Dependent 

Non-Police 
Independent Dependent 

6 Diversity of Objectives 3 2 

7 Number of Objectives 0 0 

8 Geographical Dispersion 0 0 4 0 

9 Variability of Tasks 3 0 7 0 

10 Organizational Size: 
Member s 7 1 25 

11 Organizational Size: 
Resources 0 0 

12 Organizational Size: 
Clientele 3 0 2 0 

Other Variables in 
Conceptual Framework 2 12 

16
--I~here is a significant body of research which examines the effects 

of decentralization in police organizations from the persepctive of specific 

programs, such as team policing programs. These studies, however, do not 

directly analyze the question of geographical dispersion. Thus, it is 

difficult to derive a knowledge base on this topic from such studies, Further 

discussions on the issue of decentralization are incorporated iq Chapter V: 

Organizational Coordinaticn and Control. 




A t  f i r s t  g l a n c e  t h i s  f i n d i n g  a p p e a r s  q u i t e  l o g i c a l .  The c o n c e p t u a l  
n a t u r e  o f  g o a l  and t a s k  s t r u c t u r e  v a r i a b l e s ,  as a l l u d e d  t o  e a r l i e r ,  d o  n o t  
l e n d  themselves  t o  t r e a t m e n t  a s  outcomes i n  themselves .  On t h e  c o n t r a r y ,  they  
a r e  e x i s t i n g  c o n d i t i o n s  which a r e  examined t o  de te rmine  how they  w i l l  a f  f e c t  
o t h e r  o r g a n i z a t i o n a l  and a d m i n i s t r a t i v e  v a r i a b l e s .  T h i s  may c e r t a i n l y  be  
l o g i c a l ,  b u t  it does  n o t  produce a knowledge base  concerning t h e  u l t i m a t e  
r e s u l t s  o f  a l t e r i n g  t h e  g o a l  and task s t r u c t u r e  o f  o r g a n i z a t i o n s .  I t  w i l l  be 
d i f f i c u l t  then  t o  answer q u e s t i o n s  such a s  t h e  fo l lowing  because  of t h i s  
s i t u a t i o n :  how do changes  i n  t h e  f i s c a l  environment o f  t h e  o r g a n i z a t i o n  
a f f e c t  t h e  g o a l s  and o b j e c t i v e s  of o r g a n i z a t i o n s ,  how do env i ronmenta l  
r e l a t i o n s  v a r i a b l e s ,  whether concerned w i t h  d i r e c t  c l i e n t  o r  consumer 
i n t e r a c t i o n  o r  wi th  i n t e r o r g a n i z a t i o n a l  a c t i o n s ,  a f f e c t  t h e  g o a l  and t a s k  
s t r u c t u r e  of t h e  o r g a n i z a t i o n ,  and how does  t h e  in formal  o r g a n i z a t i o n  a f f e c t  
t h e  g o a l  and t a s k  s t r u c t u r e ?  These and many o t h e r  s i m i l a r  q u e s t i o n s  c a n n o t  be 
answered wi th  t h e  sample s e l e c t e d  f o r  t h i s  s tudy .  

Methods o f  A n a l y s i s  

A key s t e p  i n  t h e  d e s c r i p t i v e  a n a l y s i s  was t h e  s p e c i f i c a t i o n  o f  what 
forms of  a n a l y s i s  were used i n  sampled s t u d i e s .  The form of  a n a l y s i s  used i n  
a  r e s e a r c h  s t u d y  d e t e r m i n e s  i n  p a r t  t h e  type  o f  c o n c l u s i o n  which c a n  be 
developed from t h a t  s tudy .  p r o j e c t  s t a f f  coded each s t u d y  and s e l e c t e d  one o f  
f o u r  p o s s i b l e  l e v e l s  o f  a n a l y s i s :  q u a l i t a t i v e ,  u n i v a r i a t e ,  b i v a r i a t e ,  and 
m u l t i v a r i a t e .  

The r e s u l t s  o f  t h i s  a n a l y s i s  a r e  p r e s e n t e d  i n  Tab le  11. These d a t a  
i n d i c a t e  t h a t  p o l i c e  s t u d i e s  s e l e c t e d  i n  t h i s  c l u s t e r  u t i l i z e d  a v a r i e t y  o f  
forms of  a n a l y s i s ,  whereas t h e  non-pol ice  l i t e r a t u r e  can be s a i d  to have used 
p redomina te ly  b i v a r i a t e  o r  m u l t i v a r i a t e  a n a l y t i c a l  d e s i g n s .  A s  was t h e  c a s e  
w i t h  t h e  f i r s t  c o n c e p t u a l  c l u s t e r ,  t h i s  r e s u l t  o c c u r r e d  p r i m a r i l y  because  t h e  
A d m i n i s t r a t i v e  Sc ience  Q u a r t e r l y  was used a s  a t a r g e t  j o u r n a l  i n  t h e  g e n e r a l  
s o c i a l  s c i e n c e  a r e n a .  T h i s  j o u r n a l  by des ign  t e n d s  t o  p u b l i s h  s t u d i e s  wi th  
advanced a n a l y t i c a l  t e c h n i q u e s .  



Table  11 

METHODS OF ANALYSIS FOR SELECTED STUDIES 

Methods of A n a l y s i s  

Q u a l i t a t i v e  

a U n i v a r i a t e  

B i v a r f a t e  

s M u l t i v a r i a t e  

P o l i c e  
N- %-

5 31 

Non-Police 
N- %-

There is no obv ious  p a t t e r n  t h a t  a p p e a r s  when a n a l y z i n g  l e v e l s  o f  
t r e a t m e n t  by s p e c i f i c  v a r i a b l e s .  The s t u d i e s  which a p p l i e d  m u l t i v a r i a t e  
methods i n  t h e  p o l i c e  sample,  f o r  example, were e v e n l y  d i s t r i b u t e d  a c r o s s  t h e  
v a r i a b l e s  i n  t h i s  c l u s t e r ,  The same can be s a i d  f o r  t h e  non-police sample.  
The l a r q e s t  c l u s t e r i n g  o f  m u l t i v a r i a t e  s t u d i e s  i n  t h i s  sample was l o c a t e d  i n  
t h e  sub-qroup of s t u d i e s  which examined t h e  v a r i a b l e  o r g a n i z a t i o n a l  s i z e :  
members. T h i s  is n o t  s u r p r i s i n g ,  however, s i n c e  t h e  l a r g e s t  number o f  s t u d i e s  
i n  t h e  non-police sample addressed  t h i s  v a r i a b l e .  

P r e s e n t a t i o n  o f  D e s c r i p t i v e  F i n d i n q s  Produced by Sampled Research S t u d i e s  

The sampled r e s e a r c h  s t u d i e s  were analyzed! t o  determine p a t t e r n s  o f  
r e l a t i o n s h i p s  among v a r i a b l e s  i n  t h i s  c l u s t e r  and between t h e s e  v a r i a b l e s  and 
t h o s e  i n  o t h e r  c l u s t e r s .  T h i s  p r o c e s s  was performec! t o  deduce a d e s c r i p t i v e  
c a t a l o g i n g  o f  f i n d i n g s .  These f i n d i n g s  a r e  p r e s e n t e d  i n  E x h i b i t  B e n t i t l e d ,  
" S y n t h e s i s  of D e s c r i p t i v e  F i n d i n g s :  Complexity o f  Goal and Task S t r u c t u r e "  
These f i n d i n g s ,  a s  was t h e  c a s e  f o r  d e s c r i p t i v e  f i n d i n g s  i n  Chapter  11, a r e  
d e s c r i p t i v e  and t h e r e f o r e  do n o t  n e c e s s a r i l y  produce a knowledge base .  T h i s  
l e v e l  o f  f i n d i n g s  is p r e s e n t e d  and d i s c u s s e d  i n  t h e  s e c t i o n  o f  t h i s  c h a p t e r  
e n t i t l e d ,  " I n f e r e n t i a l  F i n d i n g s . "  



Exhibit B 

SYNTHESIS OF DESCRIPTIVE FINDINGS: 
COMPLEXITY OF GOAL AND TASK STRUCTURE 

Police Studies Non-Police Studies 

6. Diversity of Objectives 6. Diversity of Objectives 

a Suggestion that diversity of objectives has a Indication of a positive relationship between 
a positive correlation with departmental how diversified the organization's objectives 
specialization and with hierarchical are and the effectiveness of a managing by 
structures within the police agency. objectives program in private industry. 

a Some indication that there may be a positive a Preliminary evidence that diversity of co 

linkage between diversification of objectives objectives correlates positively with inter- 4 

in the police agency and degrees of employee organizational relationships (boundary 
coordination/control, employee satisfaction, spanning activity). 
and public support. 

a Indication that diversity of objectives is 
not correlated with degrees of functional 
specialization in organizations. 

7. Number of Objectives 

No studies were located on this topic. 

7. Number of Objectives 

Indication that there is no relationship 
between the number of objectives in an 
organization and the effectiveness of a 
managing by objectives program. 



Exhibit R (continued) 

Police Studies Non-Police Studies 

8. Geographical Dispersion 8. Geographical Dispersion 

e No studies were located on this topic. Preliminary indication that geographical 
dispersion is correlated positively with 
several organizational coordination and 
control variables (i-e., formalization/ 
written rules, centralization of authority in 
decision-making) . 

a Evidence of a positive relationship between 
geographical dispersion and amount of 
referrals by one organization to another, OJ 

V, 

specifically, referrals to local governmental 
agencies in the community. 

Indication of a positive relationship between 
degrees of geographical dispersion and span 
of control--organizations tended to employ a 
larger span of control in geographically 
dispersed agencies. 

9. Variability of Tasks 9. Variability of Tasks 

e Indication of a positive relationship between a Sampled literature discloses a conflict 
variability of tasks and organizational regarding the relationship of variability of 
commitment on the part of employees. tasks to employee satisfaction. Certain 

studies indicate a positive correlation 
e Variability of tasks also appears to be while others report a negative relationship. 

positively correlated with employee job 



Exhibit B (continued) 

Police Studies Non-Police Studies 

satisfaction while also being positively 
associated with negative perceptions of the 
police toward those elements of the community 
with whom they interact. 

There is an indication that variability of 
tasks is negatively related to supervisory 
coordination/control mechanisms and to efforts 
to monitor discretion by police officers. 

The sampled literature reveals a positive 
linkage between variability of tasks and 
centralization of decision-making authority; 
span of control ratios (i.e., larger span of 
control ratios where there is a greater 
degree of task variability) and skill 
structure/professionalism. 

Indication that variability of tasks is 
correlated negatively with functional 
specialization and formalization/written 
rules. a3 

9 7  

10. Organizational Size: Members 10. Organizational Size: Members 

Several studies have been conducted which Research shows that there is a positive 
investigated the relationship between size relationship between organizational size and 
(members) and organizational effectiveness functional specialization, formalization/ 
as measured by citizen perceptions. Three written rules, administrative staff, support 
studies found a negative relationship; one levels, centralization of authority, and 
found no relationship. employee coordination/control mechanisms. 

Indication of a positive relationship between 
size of the organization (members) and police 
expenditures per capita and per capita tax 
base. 

Indication that size of the organization is 
positively related to amounts of training for 
police and has no correlation with amounts of 
education for officers in police organiza-
tions. 

There is an indication that size is 
correlated negatively with satisfaction and 
commitment on the part of employees, as well 
as social cohesion. Size of the organization 
appears also to be negatively correlated with 
span of control and skill structure/ 
professionalism. 

Size of the organization appears to be 
positively associated with public support 



Exhibit B (continued) 

Police Studies Non-Police Studies 

e Evidence that size of the organization has a (from the standpoint of perceptions of 
negative relationship to acceptance of lateral quality governmental services) when 
entry as a recruitment device in policing. controlling for citizen income levels and 
This negative relationship is strongest for proximity to the governmental agency. 
medium to large agencies, decreases as size 
increases (i.e., for the largest agencies), Evidence that size of the organization is 
and is negligible in smaller agencies. negatively correlated with organizational 

effectiveness and efficiency. 

e The literature contains conflicting findings 
regarding the relationship between 
organizational size and interorganizational 

mcoordination. One study suggests that larger ., 
organizations engage in greater degrees of 
boundary spanning activity, while another 
finds a negative relationship between size 
and initiation of referrals to other 
organizations. 

Four authors investigated the relationship 
between size and hierarchical levels. Two 
found a positive relationship, one found no 
relationship, and one found an inverse 
relationship. 

11. Organizational Size: Resources 

e No studies were located on this topic. 

11. Organizational Size: Resources 

No studies were located on this topic. 



E x h i b i t  B ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

12.  O r g a n i z a t i o n a l  S ize :  C l i e n t e l e  12.  O r g a n i z a t i o n a l  S i z e :  C l i e n t e l e  

e S e v e r a l  a r t i c l e s  examined t h e  r e l a t i o n s h i p  
between s i z e  of c l i e n t e l e  ( p o p u l a t i o n )  and 
t h e  amount o f  p o l i c e  e x p e n d i t u r e s .  
I n d i c a t i o n  is t h a t  t h e r e  is a d i s c r e p a n c y  i n  
t h e  f i n d i n g s .  One a r t i c l e  found a p o s i t i v e  
r e l a t i o n s h i p  between s i z e  o f  c l i e n t e l e  and 
e x p e n d i t u r e  f o r  smal l  depar tments  , no 
r e l a t i o n  f o r  medium-sized depar tments ,  and a 
n e g a t i v e  r e l a t i o n s h i p  between l a r g e  d e p a r t -  
ments and p o l i c e  e x p e n d i t u r e s .  A second 
a r t i c l e  found t h e  v a r i a b l e s  were n e g a t i v e l y  
c o r r e l a t e d  and a  t h i r d  s tudy  r e p o r t e d  a 
p o s i t i v e  c o r r e l a t i o n .  

a Research shows t h a t  f i r e  s e r v i c e  a g e n c i e s  
s e r v i n g  l a r g e r  p o p u l a t i o n s  a r e  more e f f e c t i v e  
i n  s u p p r e s s i n g  f i r e s  and e n j o y  more p o s i t i v e  
p e r c e p t i o n s  by t h e i r  c i t i z e n r y  than  t h o s e  i n  
s m a l l  j u r i s d i c t i o n s .  

a I n d i c a t i o n  t h a t  s i z e  o f  c l i e n t e l e  
( p o p u l a t i o n )  is c o r r e l a t e d  n e g a t i v e l y  
o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  

t o  



I n f e r e n t i a l  F i n d i n g s  

The second form of  a n a l - y s i s  f o r  t h i s  c o n c e p t u a l  c l u s t e r  was an 
i n f e r e n t i a l  a n a l y s i s  through which t h e  sampled l i t e r a t u r e  was s c r u t i n i z e d  t o  
d e r i v e  a knowledge b a s e  r e g a r d i n g  g o a l  and t a s k  s t r u c t u r e  w i t h i n  p o l i c e  
o r g a n i z a t i o n s .  T h i s  knowledge base  c o n t a i n s  f i n d i n g s  concern ing  knowledge 
b a s e  s t r e n g t h s  and knowledge base  weaknesses.  The r e l a t i v e  va lue  t o  t h e  s t a t e  
o f  t h e  a r t  o f  v a r i o u s  f i n d i n g s  is a s s e s s e d  i n  t h e s e  d i s c u s s i o n s .  

The sampled l i t e r a t u r e  p rov ided  s p e c i f i c ,  d e t a i l e d  knowledge 
concern ing  c e r t a i n  a s p e c t s  o f  o r g a n i z a t i o n a l  g o a l  and t a s k  s t r u c t u r e .  I t  
shou ld  be r e i t e r a t e d  h e r e  t h a t  knowledge i n  t h i s  c o n t e x t  was d e r i v e d  from 
r e s e a r c h  t h a t  was deemed t o  be g e n e r a l i z a b l e - - t h a t  is employed sound 
methodolog ica l  p rocedures  and g e n e r a t e d  f i n d i n g s  t h a t  could  be t r a n s f e r r e d  
from one o r g a n i z a t i o n a l  and a d m i n i s t r a t i v e  s e t t i n g  t o  a n o t h e r .  Such f i n d i n g s  
a r e  n o t  l i m i t e d  t o  a p a r t i c u l a r  d i s c i p l i n e  of s t u d y ,  such a s  p o l i c e  
o r g a n i z a t i o n s  o r  any o t h e r  type of o r g a n i z a t i o n ,  and t h u s  y i e l d  f i n d i n g s  on 
management and a d m i n i s t r a t i o n  t h a t  a r e  o r g a n i z a t i o n a l l y  independent .  The 
knowledge base  s t r e n g t h s  and weaknesses f o r  t h i s  c o n c e p t u a l  c l u s t e r  can be 
grouped i n t o  f o u r  s u b j e c t  a r e a s :  

1. 	 Goals  and O b j e c t i v e s  and P o l i c e  O r g a n i z a t i o n  and 
Management. 

2 .  	 Geograph ica l  D i s p e r s i o n  o f  Work U n i t s  w i t h i n  t h e  P o l i c e  
O r g a n i z a t i o n .  

3 .  	 Task V a r i a b i l i t y  and P o l i c e  O r g a n i z a t i o n  and 
A d m i n i s t r a t i o n .  

4 .  	 The R e l a t i o n s h i p  o f  S i z e  o f  t h e  P o l i c e  O r g a n i z a t i o n  t o  
Management and A d m i n i s t r a t i o n .  

-Goals  and O b j e c t i v e s  and P o l i c e  O r g a n i z a t i o n  and Management 

There  is a g e n e r a l  consensus  among s c h o l a r s  and p r a c t i t i o n e r s  a l i k e  
t h a t  t h e  p o l i c e  miss ion  is broad i n  scope  and t h e  s e r v i c e s  d e l i v e r e d  a r e  q u i t e  
d i v e r s e .  T h i s  r e a l i z a t i o n  is u s u a l l y  mani fes ted  i n  t h e  a r t i c u l a t i o n  o f  
n e c e s s a r i l y  broad p o l i c e  g o a l s  and o b j e c t i v e s .  Goal s t a t e m e n t s  can be found 
i n  t h e  a n n u a l  r e p o r t s  and/or p o l i c y  manuals o f  most p o l i c e  o r g a n i z a t i o n s .  
These g o a l s  f r e q u e n t l y  a r e  enumerated i n  a g e n e r a l  s e n s e  a s  law enforcement  
and o r d e r  maintenance.  These two g o a l s  a r e  o f t e n  expanded i n  many d i s c u s s i o n s  
o f  p o l i c e  management and o r g a n i z a t i o n .  Some a u t h o r s  have s t a t e d  t h a t  a t h i r d  
g o a l  of t h e  p o l i c e  f u n c t i o n  i s  p r o v i d i n g  g e n e r a l  government s e r v i c e s  to t h e  
community ( s e e  f o r  example, Whisenand and Ferguson,  1378:121) . T h i s  a d d i t i o n  
was based on t h e  r e a l i t y ,  a s  dernonstrated from e m p i r i c a l  r e s e a r c h ,  t h a t  a 



l a r g e  p o r t i o n  o f  t h e  p o l i c e  f u n c t i o n  is devoted to such s e r v i c e s  ( B e r c a l ,  
1970) . O t h e r s  have e l a b o r a t e d  on t h e s e  g o a l s  and produced a more s p e c i f i c  
m i s s i o n  f o r  t h e  p o l i c e .  Ba le  and Eastman (1969:3) ,  f o r  example, list s i x  
g o a l s  o f  t h e  p o l i c e  a s :  (1) p r e v e n t i o n  o f  c r i m i n a l t y ;  (2 )  r e p r e s s i o n  o f  cr ime;  
(3 )  apprehens ion  of o f f e n d e r s ;  (4)  r ecovery  of p r o p e r t y ;  (5)  r e g u l a t i o n  o f  
non-cr iminal  conduc t ;  and (6 )  performance o f  m i s c e l l a n e o u s  s e r v i c e .  S t i l l  
o t h e r s  have produced d e t a i l e d  l ists of  o b j e c t i v e s  f o r  t h e  p o l i c e  f u n c t i o n ,  
The American Bar A s s o c i a t i o n  P r o j e c t  to d e v e l o p  s t a n d a r d s  f o r  t h e  urban p o l i c e  
f u n c t i o n  produced one such list (American Bar A s s o c i a t i o n ,  1973:39-42) which 
was somewhat a l t e r e d  by G o l d s t e i n  (1977:35) to read  a s  fo l lows :  

1. 	 To p r e v e n t  and c o n t r o l  conduct  widely  recognized  a s  
t h r e a t e n i n g  t o  l i f e  and p r o p e r t y  ( s e r i o u s  c r ime)  . 

2. 	 To a i d  i n d i v i d u a l s  who a r e  i n  danger  o f  p h y s i c a l  harm, 
such as t h e  v i c t i m  of a c r i m i n a l  a t t a c k .  

3 .  	 To p r o t e c t  c o n s t i t u t i o n a l  g u a r a n t e e s ,  such a s  t h e  r i g h t  
o f  f r e e  speech and assembly.  

4 .  	 To f a c i l i t a t e  t h e  movement o f  peop le  and v e h i c l e s .  

5. 	 To a s s i s t  t h o s e  who cannot  c a r e  f o r  themselves:  t h e  
i n t o x i c a t e d ,  t h e  a d d i c t e d ,  t h e  m e n t a l l y  ill, t h e  
p h y s i c a l l y  d i s a b l e d ,  t h e  o l d ,  and t h e  young. 

6. 	 To r e s o l v e  c o n f l i c t ,  whether it be between i n d i v i d u a l s ,  
g roups  o f  i n d i v i d u a l s ,  o r  i n d i v i d u a l s  and t h e i r  
government. 

7. 	 To i d e n t i f y  problems t h a t  have t h e  p o t e n t i a l  f o r  becoming 
more s e r i o u s  problems f o r  t h e  i n d i v i d u a l  c i t i z e n ,  f o r  t h e  
p o l i c e ,  o r  f o r  government. 

8 .  	 To c r e a t e  and m a i n t a i n  a f e e l i n g  o f  s e c u r i t y  i n  t h e  
community. 

These g o a l s  and o b j e c t i v e s  i n  t h e  p o l i c e  o r g a n i z a t i o n ,  l i k e  o t h e r  
o r g a n i z a t i o n s ,  s e r v e  s e v e r a l  purposes .  E t z i o n i  (1964 :5) examines t h e  
u t i l i z a t i o n  o f  g o a l s  f o r  management and a s s e r t s  t h a t  g o a l s  s e r v e  four  
purposes .  They: (1) p r o v i d e  a b l u e p r i n t  f o r  t h e  f u t u r e  s t a t e  o f  a f f a i r s  o f  
t h e  o r g a n i z a t i o n ,  t h u s  s e t t i n g  g u i d e l i n e s  f o r  manager ia l  and a d m i n i s t r a t i v e  
a c t i v i t y ;  (2)  c o n s t i t u t e  a  source  of l e g i t i m a c y  which j u s t i f i e s  t h e  a c t i v i t i e s  
o f  t h e  o r g a n i z a t i o n ;  ( 3 )  s e r v e  a s  s t a n d a r d s  through which managers,  workers ,  
and o u t s i d e r s  can judge t h e  s u c c e s s  of t h e  o r g a n i z a t i o n ;  and ( 4 )  p r o v i d e  a 
means o f  measuring t h e  o r g a n i z a t i o n  f o r  t h e  s t u d e n t  o f  management and 
a d m i n i s t r a t i o n .  Goal and o b j e c t i v e  s t a t e m e n t s  a r e  inc luded  i n  p o l i c e  p o l i c y  
manuals f o r  t h e s e  p r e c i s e  r e a s o n s .  



Because g o a l s  and o b j e c t i v e s  p l a y  such a c r i t i c a l  r o l e  i n  t h e  
o r g a n i z a t i o n ,  it is impor tan t  to a s s e s s  t h e i r  e f f e c t s  on t h e  management sys tem 
and s t r u c t u r e  o f  t h e  o r g a n i z a t i o n  and, c o n v e r s e l y ,  t h e  impacts  o f  t h e s e  
f a c t o r s  on g o a l s  and ob jec t ives . -  17' T h i s  i n c l u d e s  examining t h e  r e l a t i o n s h i p  
between env i ronmenta l  i n f l u e n c e s  on g o a l s  and o b j e c t i v e s  i n  a s s e s s i n g  how t h e y  
a r e  set ,  modi f i ed ,  e l i m i n a t e d ,  o r  added t o ,  a s c e r t a i n i n g  t h e  r o l e ( s )  o f  
i n d i v i d u a l s  and groups  i n  g o a l  s e t t i n g ,  de te rmin ing  what impact g o a l s  and 
o b j e c t i v e s  have on o r g a n i z a t i o n a l  s t r u c t u r e  c o n s i d e r a t i o n s ,  and a n a l y z i n g  how 
g o a l s  and o b j e c t i v e s  a r e  e v a l u a t e d .  I n  s o  do ing ,  i t  is impor tan t  t o  a n a l y z e  
g o a l s  and o b j e c t i v e s  from two p e r s p e c t i v e s :  (1) how d i v e r s e  they a r e  and ( 2 )  
how many g o a l s  and o b j e c t i v e s  a r e  e s t a b l i s h e d  by t h e  o r g a n i z a t i o n  and how 
management p r i o r i t i z e s  i ts g o a l s  and o b j e c t i v e s ,  

What can be l e a r n e d  from t h e  l i t e r a t u r e  on p o l i c e  g o a l s  and o b j e c t i v e s  
r e g a r d i n g  t h e s e  s u b j e c t s ?  The p o l i c e  l i t e r a t u r e ,  f o r  t h e  most p a r t ,  p r o v i d e s  
p r i m a r i l y  q u a l i t a t i v e  d a t a  from which t h e  above a n a l y t i c a l  i n q u i r i e s  can be 
addressed .  The a v a i l a b l e  l i t e r a t u r e  is  e n t i r e l y  e x p l o r a t o r y  i n  d e s i g n  and 
u t i l i z e s  q u a l i t a t i v e  measurement t echn iques .  F e r d i n a n d ' s  (1976) s t u d y  o f  t h e  
Rockford,  I l l i n o i s  P o l i c e  Department is a good example of t h e  r e s e a r c h  on t h i s  
t o p i c .  Ferd inand  examines changes  i n  o r g a n i z a t i o n a l  s t y l e  from 1878-1970 
through a  h i s t o r i c ,  case s t u d y  approach.  H e  shows t h a t  changes  i n  t h e  
community, l a r g e l y  i n  t h e  form of  g r e a t e r  u r b a n i z a t i o n  and i n c r e a s e d  crime, 
f o s t e r e d  a s h i f t  i n  t h e  enforcement  s t y l e  from a s e r v i c e  o r i e n t a t i o n  t o  a 
l e g a l i s t i c  s t y l e .  T h i s  emphasis on o r g a n i z a t i o n a l  s t y l e  a p p e a r s  th roughout  
t h e  p o l i c e  l i t e r a t u r e .  James Q. Wilson (1968) p rov ided  p e r h a p s  t h e  f i r s t  
t r e a t m e n t  of s t y l e  i n  h i s  book on law enforcement  i n  e i g h t  communities.  H i s  
r e s e a r c h  h a s  s p u r r e d  o t h e r  examina t ions  o f  s t y l e .  

O r g a n i z a t i o n a l  s t y l e  can be l o o s e l y  d e f i n e d  a s  t h e  " d e f i n i n g  
c h a r a c t e r i s t ic  of  t h e  ( p o l i c e )  p a t r o l m a n ' s  r o l e "  a s  r e  i n f o r c e d  by t h e  
a t t i t u d e s  and p o l i c i e s  o f  t h e  p o l i c e  a d m i n i s t r a t o r  (Wilson,  1968:140) .  
O r g a n i z a t i o n a l  s t y l e  is shaped through c u l t u r a l ,  community i n t e r e s t  group,  and 
p o l i t i c a l  i n f l u e n c e s  a s  w e l l  a s  through t h e  i n d i v i d u a l  p r i o r i t i e s  and " s t y l e "  
o f  the  p o l i c e  a d m i n i s t r a t o r  and o f  a l l  o f f i c e r s  w i t h i n  t h e  depar tment .  The 
v a l u e s  and a t t i t u d e s  o f  p o l i c e  depar tment  managers, s u p e r v i s o r s ,  and 
i n d i v i d u a l  workers p l a y  a c r i t i c a l  r o l e  i n  shaping s t y l e  because  of t h e  
d i v e r s i t y  of p o l i c e  o b j e c t i v e s  and t h e  amount o f  d i s c r e t i o n  i n h e r e n t  i n  t h e  
p o l i c e  f u n c t i o n .  ~ i l s o n  (1968) a l l o c a t e s  a c o n s i d e r a b l e  p o r t i o n  o f  h i s  t e x t  
to t h e  r o l e  o f  t h e  p a t r o l  o f f i c e r  i n  shaping o r g a n i z a t i o n a l  s t y l e .  S i m i l a r  
e x a m i n a t i o n s  o f  t h e  p a t r o l  o f f i c e r ' s  r o l e  a r e  p rov ided  by Chwast (1965) and 
Skoln ick  (1966) .  

E / ~ h e  d i v e r s i t y  of p o l i c e  g o a l s  and o b j e c t i v e s  a l s o  a f f e c t s  t h e  r o l e  
p e r c e p t i o n  and a t t i t u d e s  o f  t h e  i n d i v i d u a l  o f f i c e r .  An a n a l y s i s  o f  t h e s e  
e f f e c t s  is  inc luded  i n  Chapter  V I :  In fo rmal  O r g a n i z a t i o r i s l  S t r u c t u r e s .  



O r g a n i z a t i o n a l  s t y l e  i n  many r e s p e c t s  h e l p s  d e f i n e  t h e  " o p e r a t i v e  
g o a l s "  o f  t h e  o r g a n i z a t i o n .  A l l  o r g a n i z a t i o n s  have bo th  o f f i c i a l  and 
o p e r a t i v e  g o a l s  (Perrow, 1961b:855) . O f f i c i a l  g o a l s  a r e  t h o s e  g o a l s  t h a t  
d e f i n e  t h e  g e n e r a l  purpose  o f  t h e  o r g a n i z a t i o n ,  w h i l e  o p e r a t i v e  g o a l s  d e f i n e  
t h e  s p e c i f i c  c o n t e n t  of o f f i c i a l  g o a l s  and " r e f l e c t  c h o i c e s  among competing 
v a l u e s "  (Perrow, 1961bz855) .  I n  t h i s  s e n s e ,  o p e r a t i v e  g o a l s  become e n d s  i n  
themse lves  because  t h e y  i n d i c a t e  r e l a t i v e  p r i o r i t y  among d i v e r s e  and somewhat 
c o n f l i c t i n g  o r g a n i z a t i o n a l  o r  " o f f i c i a l "  g o a l s .  S t y l e  then  becomes a way of  
d e f i n i n g  t h e s e  " o p e r a t i v e "  g o a l s  and o b s e r v i n g  how a l l  g o a l s  a r e  p r i o r i t i z e d  
i n  t h e  p o l i c e  f u n c t i o n .  

Wilson (1968) d i s c u s s e s  t h e  d imens ions  o f  s t y l e  and d e m o n s t r a t e s  why 
s t y l e  becomes such an impor tan t  f a c t o r  i n  p o l i c e  o r g a n i z a t i o n  and 
management. Acknowledging t h a t  t h e  p o l i c e  miss ion  i s  broad and t h e  o b j e c t i v e s  
d i v e r s e ,  wi th  t h e  p o l i c e  o f t e n  c a l l e d  upon to e n f o r c e  laws which are o f t e n  
ambiguous, and c o n t r o l  o r d e r  i n  a v a r i e t y  o f  s o c i a l l y  c o n f l i c t i n g  s i t u a t i o n s ,  
he s t a t e s  t h a t  p o l i c e  o r g a n i z a t i o n s  deve lop  an enforcement  s t y l e  which i n  
e s s e n c e  p r i o r i t i z e s  t h e  o b j e c t i v e s  t h e y  wish to a d d r e s s .  S t y l e  is m a n i f e s t e d  
through t h e  p o l i c y  s t a t e m e n t s ,  r u l e s ,  r e g u l a t i o n s ,  t r a i n i n g  s y s t e m s ,  and 
i n t e r n a l  management communication c h a n n e l s  of t h e  o r g a n i z a t i o n .  The p o l i c e  
c h i e f  e x e c u t i v e ,  i n  t a k i n g  c u e s  from t h e  p o l i t i c a l  and community c u l t u r e  i n  
which t h e  o r g a n i z a t i o n  r e s i d e s ,  then  sets t h e  atmosphere f o r  t h e  p a r t i c u l a r  
s t y l e  o f  t h e  o r g a n i z a t i o n .  I f ,  f o r  example, it is deemed i m p o r t a n t  f o r  t h e  
p o l i c e  o r g a n i z a t i o n  to do something a b o u t  c r ime ,  t h e  p o l i c e  c h i e f  
a d m i n i s t r a t o r  w i l l  i n v a r i a b l y  s e t  i n  a c t i o n  changes  which a r e  i n t e n d e d  t o  p u t  
mcre o f f i c e r s  on t h e  s t r e e t  o r  t o  i n i t i a t e  p r o a c t i v e ,  h i g h l y  v i s i b l e  
enforcement  programs t o  assuage  community o p i n i o n  t h a t  cr ime i s  on t h e  upswing 
and something must be done to c o n t r o l  i t .  The p o l i c e  o r g a n i z a t i o n  which 
a d o p t s  such a s t y l e  moves t o  what Wilson terms a " l e g a l i s t i c  s t y l e . "  The 
p o l i c e  c h i e f  a d m i n i s t r a t o r  w i l l  t a k e  whatever s t e p s  p o s s i b l e  to induce p a t r o l  
o f f i c e r s  t o  t a k e  a law enforcement  view o f  t h e i r  role (Wilson,  1968:172). 
T h i s  i n c l u d e s  i s s u i n g  p o l i c y  s t a t e m e n t s ,  r edep loy ing  o f f i c e r s  t o  b e t t e r  
a d d r e s s  c r ime  problems,  and r e i n f o r c i n g  " a p p r o p r i a t e n  p o l i c e  behav ior  th rough  
b o t h  p o s i t i v e  and n e g a t i v e  d i s c i p l i n a r y  a c t i o n s .  

I n  a d d i t i o n  to t h e  l e g a l i s t i c  s t y l e ,  Wilson (1968) sug  es s t h a t  
p o l i c e  a g e n c i e s  can a l s o  e x h i b i t  a "watchman" o r  a " s e r v i c e n  s tyle . -  q8J These 
s t y l e s  emphasize a l t e r n a t i v e  o b j e c t i v e s  w i t h i n  t h e  p o l i c e  m i s s i o n  r e s p e c t i v e l y  
m a i n t a i n i n g  o r d e r  w i t h i n  the community and p r o v i d i n g  governmental  s e r v i c e s  t o  
c i t i z e n s .  Again,  t h e  p o l i c e  c h i e f  a d m i n i s t r a t o r  s e t s  t h e  tone  f o r  d e f i n i n g  
t h e s e  forms of  o r g a n i z a t i o n a l  s t y l e  through p o l i c i e s ,  p r o c e d u r e s ,  
o r g a n i z a t i o n a l  s t r u c t u r a l  c o n s i d e r a t i o n s ,  and management communication and 
d e c isi o n s .  

x / ~ e f i n i t i o n s  f o r  each o f  t h e s e  forms o f  o r g a n i z a t i o n a l  s t y l e s  can be 
found i n  Wi l son ' s  t e x t  ( s e e  Wilson,  1968:140, 200) .  



What a r e  t h e  o r g a n i z a t i o n  and management r a m i f i c a t i o n s  o f  a p o l i c e  
o r g a n i z a t i o n a l  s t y l e ?  Wilson (1968) p r o v i d e s  some i n f o r m a t i o n  on  t h i s  
q u e s t i o n  i n  h i s  q u a l i t a t i v e  a n a l y s i s  of o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  i n  t h e  
e i g h t  depar tments  s t u d i e d .  He n o t e s  t h a t  a g e n c i e s  embodying a l e g a l i s t i c  
s t y l e  t end  t o  p l a c e  a h igh va lue  on e f f i c i e n c y ,  tend t o  i n c o r p o r a t e  more 
fo rmal ized  w r i t t e n  d i r e c t i v e  sys tems,  i n s t i t u t e  g r e a t e r  amounts o f  t r a i n i n g  
f o r  p a t r o l  o f f i c e r s ,  t end  t o  f o r m a l i z e  a g r e a t e r  number of s p e c i a l i z e d  
f u n c t i o n a l  u n i t s ,  pay h igher  s a l a r i e s ,  p r o v i d e  g r e a t e r  i n c e n t i v e s  f o r  
c o n t i n u i n g  e d u c a t i o n ,  and employ more technology i n  t h e i r  i n t e r n a l  manager ia l  
and o p e r a t i o n a l  sys tems.  These f i n d i n g s  a r e  suppor ted  by t h o s e  o f  Reppe t to  
(1976) showing t h a t  a s h i f t  t o  a  l e g a l i s t i c  s t y l e  is  o f t e n  accompanied by high 
l e v e l s  o f  s p e c i a l i z a t i o n  and many h i e r a r c h i c a l  l e v e l s ,  

Watchman s t y l e  a g e n c i e s ,  on t h e  o t h e r  hand, can be c h a r a c t e r i z e d  a s  
be ing  on t h e  o p p o s i t e  extreme on many o f  t h e s e  o r g a n i z a t i o n a l  d imensions .  I n  
f a c t ,  it can be s a i d  t h a t  where a l e g a l i s t i c  s t y l e  agency was h igh  on a 
p a r t i c u l a r  d imension,  a watchman s t y l e  agency was low. T h i s  o c c u r s ,  i n  p a r t ,  
because  t h e  fo remos t  o b j e c t i v e  i n  watchman s t y l e  a g e n c i e s  is m a i n t a i n i n g  
o r d e r .  Order maintenance is c a r r i e d  o u t  by s i t u a t i o n a l l y  r e l e v a n t  and 
v a r i a b l e  judgements on t h e  p a r t  o f  t h e  i n d i v i d u a l  o f f i c e r .  Management i n  such 
a g e n c i e s  h a s  a d i f f e r e n t  r o l e  t o  p l a y .  Rather  than g u i d i n g ,  m o t i v a t i n g ,  and 
c o n t r o l l i n g  p o l i c e  pat rolman behav ior ,  managers tend t o  r e a c t  t o  s i t u a t i o n s  a s  
t h e y  become aware o f  them and t a k e  whatever a c t i o n  is a p p r o p r i a t e  t o  ach ieve  
c o n t r o l .  Thus,  t h e r e  is  l e s s  emphasis on manager ia l  con t ro l .  mechanisms such 
a s  r u l e s  and d i r e c t i v e s ,  a s  w e l l  as a cor responding  low emphasis on management 
sys tems des igned  t o  improve t h e  p r o f e s s i o n a l i s m  of  p o l i c e  p a t r o l  o f f i c e r s  
(e .g . ,  t r a i n i n g ,  pay i n c e n t i v e s ,  and e d u c a t i o n a l  i n c e n t i v e s )  . 

Wilson ' s  (1968) f i n d i n g s  a r e  augmented by Reppe t to  (1975) where he 
a t t e m p t s  to compare t h e  r e l a t i o n s h i p  between o r g a n i z a t i o n a l  s t y l e  and crime 
c o n t r o l .  Reppe t to  (1975:274-275) r e d e f i n e s  Wi l son ' s  l e g a l i s t i c  s t y l e  to a 
" p r o f e s s i o n a l "  s t y l e  and t h e  watchman s t y l e  t o  a " t r a d i t i o n a l n  s t y l e .  These 
d e f i n i t i o n s  were d e r i v e d  t o  c h a r a c t e r i z e  cr ime enforcement  p a t t e r n s .  
P r o f e s s i o n a l  depar tments  were t r e a t e d  a s  t h o s e  which employed " p r o f e s s i o n a l "  
management and o r g a n i z a t i o n a l  sys tems t o  c o n t r o l  c r i m e.=/ Reppe t to  found 
s i g n i f i c a n t  d i f f e r e n c e s  i n  the  two groups  of a g e n c i e s  i n  l e a d e r s h i p ,  
o r g a n i z a t i o n ,  p e r s o n n e l ,  and methods employed. F u r t h e r  , he observed t h a t  t h e  
c o s t s  f o r  p o l i c e  s e r v i c e  i n  t h e  " p r o g r e s s i v e "  c i t i e s  were l e s s  than  those  i n  
t h e  'I t r a d i t i o n a l "  c i t i e s  (Reppe t to ,  1975: 278) . I n  a s s e s s i n g  t h e  r e s u l t s  of 

= / p r o f e s s i o n a l  management and o r g a n i z a t i o n a l  sys tems a r e  termed by 
Reppe t to  and o t h e r s  a s  manager ia l  p r a c t i c e s  des igned  t o  maximize 
a c c o u n t a b i l i t y  and performance,  Such p r a c t i c e s  a r e  p r e s c r i b e d  by many noted 
p o l i c e  a u t h o r s .  See ,  f o r  example, 0. W. Wilson and Roy C. McLaren, P o l i c e  

--A d m i n i s t r a t i o n ,  4 t h  e d . ,  ( N e w  York: McGraw-Hill, 1 9 7 2 ) ;  John P. Kenny, P o l i c e  

--A d m i n i s t r a t i o n ,  ( S p r i n g f i e l d ,  I l l . :  C h a r l e s  C. Thomas, 1 9 7 2 ) ;  and George D. 
Eastman and Es ther  Eastman, ( e d s . )  E n i c i p a l  P o l i c e  A d m i n i s t r a t i o n ,  
(Washing ton ,  D.C. : I n t e r n a t i o n a l  C i t y  Management A s s o c i a t i o n ,  19%) . 



t h e s e  d i f f e r e n c e s ,  he found t h a t  a g e n c i e s  i n  t h e  " p r o f e s s i o n a l "  sample 
e x h i b i t e d  a  h igh  a r r e s t  r a t e  f o r  a u t o  t h e f t s  and had a much s m a l l e r  r a t e  o f  
a u t o  t h e f t s  to beg in  w i t h ,  p r o c e s s e d  s u b s t a n t i a l l y  more t r a f f i c  a r r e s t s ,  and 
apprehended many more j u v e n i l e s  t h a n  t h o s e  a g e n c i e s  termed " t r a d i t i o n a l .  " 
Reppe t to  (1975: 278) conc ludes  t h a t  t h e  h igh  a r r e s t  r a t e s  "stemmed d i r e c t l y  
from t h e  s t r e s s  p laced  on minor o f f e n s e s ,  a g g r e s s i v e  p a t r o l ,  and t h e  g e n e r a l  
p r o d u c t i o n  o r i e n t a t i o n  o f  t h e  p r o f e s s i o n a l  p o l i c e  f o r c e .  " En c o n t r a s t ,  t h e  
t r a d i t i o n a l  a g e n c i e s  p rocessed  a much h i g h e r  number o f  drunk and d i s o r d e r l y  
a r r e s t s  t h a n  p r o g r e s s i v e  a g e n c i e s .  H e  n o t e s  t h a t  t h i s  l a s t  f i n d i n g  
d e m o n s t r a t e s  t h e  emphasis on "order  maintenance o r  on keeping t h e  b e a t  c l e a n w  
i n  t h e s e  c i t i e s  ( R e p e t t o ,  1975:278) . 

What can be deduced from t h e s e  a n a l y s e s ?  F i r s t ,  i t  can be conc luded  
t h a t  s t y l e  i n  many ways c h a r a c t e r i z e s  t h e  p o l i c e  o r g a n i z a t i o n ' s  " o p e r a t i v e "  or 
pr imary  o b j e c t i v e s .  While t h e  p o l i c e  a r e  c a l l e d  upon t o  c a r r y  o u t  a m u l t i t u d e  
o f  a c t i v i t i e s ,  they  w i l l ,  through o r g a n i z a t i o n a l  and management d e c i s i o n  
making, a d o p t  p r i o r i t i e s  among t h e s e  g o a l s  and o b j e c t i v e s .  Th i s  does  n o t  mean 
t h a t  o t h e r  p o l i c e  r e s p o n s i b i l i t i e s  w i l l  n o t  be c a r r i e d  o u t ,  b u t  t h a t  t h e y  w i l l  
n o t  be conducted wi th  the  same amount o f  z e a l ,  and w i l l  n o t  be backed by t h e  
same degree  o f  o r g a n i z a t i o n a l  and management s u p p o r t .  

I t  a p p e a r s  then t h a t  t h e  l i t e r a t u r e ,  a l though  l i m i t e d ,  p r o v i d e s  t h e  
b e g i n n i n g s  o f  a  model f o r  a n a l y z i n g  o r g a n i z a t i o n a l  s t y l e  and a s s e s s i n g  i t s  
i n f l u e n c e  on management and a d m i n i s t r a t i o n .  I n  t h i s  model, t h e  l e g a l i s t i c  and 
t h e  watchman s t y l e s  a r e  s i t u a t e d  a t  e i t h e r  end of a continuum, w i t h  t h e  
s e r v i c e  s t y l e  c u t t i n g  through somewhere i n  t h e  middle .  Wilson (1968:202)  
s u g g e s t s  t h a t  whi le  s e r v i c e  s t y l e  p o l i c e  a g e n c i e s  e x h i b i t  some o r g a n i z a t i o n a l  
c h a r a c t e r i s t i c s  o f  t h e  l e g a l i s t i c  depar tments  (e .g . ,  h igh  s a l a r i e s ,  r e l i a n c e  
on thorough r e c o r d  sys tems,  and s t r i n g e n t  mechanisms f o r  c o n t r o l l i n g  p o l i c e  
b e h a v i o r ) ,  they  do n o t  e n f o r c e  t h e  law with  t h e  same emphasis a s  l e g a l i s t i c  
a g e n c i e s ,  nor do they  p l a c e  such a h i g h  v a l u e  on p r o g r e s s i v e  enforcement  
r e l a t e d  a c t i v i t i e s .  

T h i s  model may be d e p i c t e d  a s  i n  F igure  5 ,  R e l a t i o n s h i p s  o f  P o l i c e  
O r g a n i z a t i o n a l  S t y l e  t o  Management and A d m i n i s t r a t i o n  C h a r a c t e r i s t i c s .  T h i s  
mode1 d e p i c t s  two s t y l i s t i c  d imensions:  Enforcement and S e r v i c e .  Each 
dimension h a s  i ts own unique manager ia l  and a d m i n i s t r a t i v e  c h a r a c t e r i s t i c s .  
Because t h i s  m a t t e r  of s t y l e  is two-dimensional,  it is l i k e l y  t h a t  any p o l i c e  
o r g a n i z a t i o n  c o u l d  be c h a r a  t e r i z e d  a s  f i t t i n g  somewhere i n  e i t h e r  o f  t h e  f o u r  
q u a d r a n t s  o f  t h e  figure.- 209 Thus,  each o r g a n i z a t i o n  may e x h i b i t  some of  t h e  
noted c h a r a c t e r i s t i c s  accompanying t h e  s e r v i c e  s t y l e  dimension and some o f  
t h o s e  c h a r a c t e r i s t i c s  accompanying t h e  enforcement  s t y l e  dimension.  

Z/Aq u a d r a n t  is t h e  s e c t i o n  o f  t h e  f i g u r e  marked by a measure o f  
enforcement  s t y l e  on t h e  h o r i z o n t a l  and s e r v i c e  on t h e  v e r t i c a l .  



Figure 5 
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I t  shou ld  be s t r e s s e d  t h a t  t h i s  g r a p h i c  i s  d e r i v e d  from q u a l i t a t i v e ,  
e x p l o r a t o r y  s t u d i e s  o f  p o l i c e  o r g a n i z a t i o n s .  There  is  n o t  s u f f i c i e n t  
knowledge, t h e r e f o r e ,  to p o s i t  t h i s  model a s  a c o n c l u s i v e  typo logy  o f  t h e  
r e l a t i o n s h i p  o f  s e r v i c e  and enforcement  s t y l e s - - t h a t  is  p r i o r i t i z a t i o n s  o f  
c e r t a i n  p o l i c e  ob jec t ives - -on  t h e  management and a d m i n i s t r a t i v e  sys tems  of  t h e  
p o l i c e  agency. Thus it can be concluded t h a t  t h i s  s u b j e c t  a r e a  is r i p e  f o r  
f u r t h e r  r e s e a r c h ,  

What can be l e a r n e d  from t h e  g e n e r a l  management l i t e r a t u r e  r e g a r d i n g  
t h e  s u b j e c t  of p r i o r i t i z a t i o n  o f  g o a l s  and o b j e c t i v e s ?  G e n e r a l l y  s p e a k i n g ,  
t h e  f i n d i n g s  from a number o f  s t u d i e s  y i e l d  f u r t h e r  knowledge concern ing  t h e  
i n f l u e n c e  o f  a  d i v e r s i t y  i n  o b j e c t i v e s  on management and a d m i n i s t r a t i o n ,  
S t inchcombe ' s  (1959) s t u d y  o f  t h e  c o n s t r u c t i o n  i n d u s t r y ,  f o r  example, s u g g e s t s  
t h a t  d i v e r s i t y  o f  o b j e c t i v e s  l e a d s  t o  i n c r e a s e d  h i e r a r c h i c a l  l e v e l s  i n  t h e  
o r g a n i z a t i o n  s t r u c t u r e .  T h i s  f i n d i n g  is v e r y  p e r t i n e n t  t o  p o l i c i n g .  P o l i c e  
o r g a n i z a t i o n s  t y p i c a l l y  have very  h i e r a r c h i c a l  o r g a n i z a t i o n  s t r u c t u r e s  
i n c o r p o r a t i n g  many l e v e l s  o f  rank and f u n c t i o n .  T h i s  is  due i n  p a r t  t o  t h e  
wide d i v e r s i t y  i n  p o l i c e  o b j e c t i v e s .  

Litwack and Hyl ton (1962) i n  t h e i r  s t u d y  o f  in te rdependence  among 
o r g a n i z a t i o n s  i n d i c a t e  t h a t  s t a n d a r d i z a t i o n  o f  p r o d u c t s  and s e r v i c e s  i n  an 
o r g a n i z a t i o n  can be c o r r e l a t e d  wi th  c o o r d i n a t i n g  a c t i v i t i e s  among l i k e  
o r g a n i z a t i o n s .  Those o r g a n i z a t i o n s  t h a t  do n o t  have s t a n d a r d i z e d  s e r v i c e s  o r  
p r o d u c t s  a r e  less l i k e l y  to p l a c e  a  h igh  v a l u e  on such i n t e r a c t i o n .  T h i s  
f i n d i n g  s h e d s  f u r t h e r  i n s i g h t  i n t o  t h e  issue of  why p o l i c e  managers r a r e l y  
a d o p t  i n t e r o r g a n i z a t i o n a l  i n t e r a c t i o n  systems.  A s  s t a t e d  by Litwack and 
Hyl ton (1962:412),  " i f  one is to move from mechanisms o f  c o o r d i n a t i o n  t o  
f o r m a l  c o o r d i n a t i n g  a g e n c i e s ,  it is n e c e s s a r y  t o  d e a l  wi th  s t a n d a r d i z e d  u n i t s  
of behavior ."  F u r t h e r ,  it is  concluded t h a t  an o r g a n i z a t i o n  wishing t o  
i n c r e a s e  its e f f i c i e n c y  i n  i n t e r a g e n c y  c o o r d i n a t i o n  must s t a n d a r d i z e  t h e  
behavior  which c o n s t i t u t e s  i n t e r a g e n c y  dependency a s  much a s  p o s s i b l e .  

From t h e  p e r s p e c t i v e  o f  p o l i c e  management, s t a n d a r d i z i n g  i n t e r a g e n c y  
behav ior  connotes  a t t e m p t s  t o  s t a n d a r d i z e  i n t e r r e l a t i o n s  between t h e  p o l i c e  
and s o c i a l  s e r v i c e  a g e n c i e s  ( e .  t h o s e  a g e n c i e s  l i k e l y  t o  r e c e i v e  a high 
number o f  r e f e r r a l s )  and o t h e r  a g e n c i e s  w i t h i n  t h e  b roader  c r i m i n a l  j u s t i c e  
sys tem.  T h i s  is  v e r y  d i f f i c u l t  t o  do ,  however, g i v e n  t h e  p o l i c e  t a s k .  The 
p o l i c e  m i s s i o n ,  however, is d i v e r s e  and a t t e m p t s  to s t a n d a r d i z e  t a s k s  and 
a c t i v i t i e s  a r e  l i k e l y  to f a i l .  

I n  summary, it can be s t a t e d  t h a t  t h e  p o l i c e  miss ion  is d i v e r s e  and 
t h a t  t h e  p o l i c e  by n e c e s s i t y  a t t e m p t  t o  a c h i e v e  a l a r g e  number o f  
o b j e c t i v e s .  Because t h i s  i s  o p e r a t i o n a l l y  d i f f i c u l t ,  p o l i c e  managers 
p r i o r i t i z e  t h e  o b j e c t i v e s  o f  t h e  agency. The f a c t  t h a t  t h i s  p r i o r i t i z a t i o n  
o c c u r s  does  n o t  d e t r a c t  from t h e  bureaucra t i c :  s t r u c t u r a l  s t y l e  o f  p o l i c e  
a g e n c i e s .  On t h e  c o n t r a r y ,  a p r i o r i t i z a t i o n ,  f o r  example, which r e i n f o r c e s  
t h e  l e g a l i s t i c  s t y l e  o f  p o l i c i n g  t e n d s  t o  r e i n f o r c e  many of  t h e  t r a d i t i o n a l  
b u r e a u c r a t i c  e lements  of t h e  o r g a n i z a t i o n ,  such a s  f o r m a l i z a t i o n  of w r i t t e n  



rules and specialization of functions. These managerial steps are often taken 

in the name of operational and managerial efficiency. 


These findings can be reduced to propositions concerning goals and 

objectives and police management, These propositions are: 


I, 	Police organizations by necessity adopt an operational 

style to prioritize the types of objectives which are to 

be enforced. This operational style is set initially by 

the police administrator and shaped further by managers, 

supervisors, and individual officers at all levels of the 

organization. 


2. 	Police organizational style is two-dimensional 

incorporating an enforcement dimension and a service 

dimension. 


3. 	Efforts to move the police organization towards a high 

enforcement style are accompanied by traditional, 

bureaucratic managerial initiatives to control and 

coordinate the organization--its employees and 

activities, as well as managerial steps to attract and 

retain increasingly qualified personnel. 


4. 	The broad diversity of police goals and objectives tends 

to reinforce hierarchical organizational structures. 


5. 	The broad diversity in police delivered services 

militates against efforts to standardize and formalize 

interagency relations. 


Geographical. Dispersion of Work Units Within the Police Organization 


A relatively small number of research studies on geographical 
dispersion was found in both the police and the management literature. It 
should be kept in mind that geographical dispersion, as defined here, refers 
to the physical separation of work locations within an organization. It does 
not necessarily allude to decentralization of authority. This latter topic is 
examined in Conceptual Cluster IV under the variable labelled Decision-Making 
Systems. The police literature examined for this study contained no studies 
on geographical dispersion. Therefore, any knowledge to be derived on this 
topic must be drawn from the general social science sample. This literature 
presents several conclusive generalizations which can apply to the police 
field, as well as to any other organizational discipline. 

Perhaps one of the most prominent studies on this topic is one by 

Pugh, Hickson, Hinings, and Turner (1969) in which the authors related 
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g e o g r a p h i c a l  d i s p e r s i o n ,  a s  w e l l  a s  many o t h e r  f a c t o r s  t o  c h a r a c t e r i s t i c s  o f  
s t r u c t u r e  w i t h i n  o r g a n i z a t i o n s .  These a u t h o r s  found t h a t  o r g a n i z a t i o n s  
d e l i v e r i n g  s e r v i c e s  t o  t h e  p u b l i c  were l i k e l y  to have more than one o p e r a t i n g  
s i t e .  F u r t h e r ,  it was observed t h a t  g e o g r a p h i c a l  d i s p e r s i o n  was p o s i t i v e l y  
c o r r e l a t e d  wi th  c o n c e n t r a t i o n  o f  a u t h o r i t y  and wi th  s t r i n g e n t  s u p e r v i s o r y  
c o n t r o l  sys tems.  

T h i s  l a s t  f i n d i n g  c o i n c i d e s  wi th  t h e  f i n d i n g  o f  Ude l l  (1967) 
demons t ra t ing  t h a t  g e o g r a p h i c a l  d i s p e r s i o n  is a s s o c i a t e d  wi th  l a r g e  s p a n s  o f  
c o n t r o l  i n  management sys tems.  U d e l l ' s  work, based on a number o f  a l t e r n a t i v e  
manufac tu r ing  o r g a n i z a t i o n s ,  a l s o  s u g g e s t s  t h a t  g e o g r a p h i c a l  d i s p e r s i o n  is  n o t  
l i k e l y  t o  occur  when workers have h i g h l y  d i s s i m i l a r  f u n c t i o n s ,  b u t  does  occur  
when workers a r e  h i g h l y  exper ienced  i n  t h e i r  jobs ,  F i n a l l y ,  U d e l l  found t h a t  
t h e r e  was n e g a t i v e  c o r r e l a t i o n ,  a l t h o u g h  n o t  s t r o n g ,  between g e o g r a p h i c a l  
d i s p e r s i o n  and fo rmal ized  p o l i c i e s .  T h i s  f i n d i n g  was also noted by Pugh, 
Hickson, H i n i n g s ,  and Turner (1969). 

When coupled wi th  t h e  f i n d i n g s  of Randa l l  (1973) s u g g e s t i n g  t h a t  
g e o g r a p h i c a l l y  d i s p e r s e d  o r g a n i z a t i o n s  deve lop  more f a v o r a b l e  r e l a t i o n s  wi th  
t h e i r  c l i e n t e l e ,  t h e s e  r e s u l t s  can  be s a i d  t o  p r o v i d e  a  framework o f  
r e l a t i o n s h i p s  concern ing  g e o g r a p h i c a l  d i s p e r s i o n .  These r e l a t i o n s h i p s  can  be 
d e p i c t e d  g r a p h i c a l l y  a s  shown i n  F i g u r e  6.  I t  shou ld  be remembered t h a t  t h e s e  
r e l a t i o n s h i p s  were d e r i v e d  from a r e l a t i v e l y  s m a l l  number of s t u d i e s  and,  
t h e r e f o r e ,  may n o t  c o n s t i t u t e  a t h e o r y  concern ing  t h i s  s u b j e c t .  

F i g u r e  6  


RELATIONSHIPS BETWEEN GEOGRAPHICAL DISPERSION 

AND MANAGERIAL DIMENSIONS 
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How can t h i s  knowledge be t r a n s f e r r e d  t o  law enforcement?  F i r s t ,  i t  
can  be s a i d  t h a t  g e o g r a p h i c a l  d i s p e r s i o n ,  o r  t h e  i n s t a l l a t i o n  o f  o p e r a t i n g  
s i t e s  (e .g  ., p o l i c e  p r e c i n c t s )  , is n o t  n e c e s s a r i l y  a s s o c i a t e d  w i t h  
d e c e n t r a l i z a t i o n  o f  a u t h o r i t y .  On t h e  c o n t r a r y ,  t h e s e  works i l l u s t r a t e  t h a t  
p o l i c e  a g e n c i e s  may i n s t i t u t e  g e o g r a p h i c a l l y  d i s p e r s e d  u n i t s  w i t h o u t  
d e c e n t r a l i z i n g  a u t h o r i t y .  Th i s  would no t  n e c e s s a r i l y  work w e l l  f o r  a l l  p o l i c e  
p r a c t i c e s ,  b u t  may f o r  t h o s e  f u n c t i o n s  t h a t  a r e  h i g h l y  s i m i l a r ,  c a t e g o r i z e d  a s  
having r a t h e r  r e g u l a r  and r o u t i n e  s u p e r v i s o r y  c o n t r o l  o f  work e f f o r t s ,  d o  n o t  
r e q u i r e  e x t e n s i v e  f o r m a l i z a t i o n  of r u l e s  and p r o c e d u r e s ,  and i n c l u d e  
e x p e r i e n c e d  workers.  I n  some r e s p e c t s ,  t h i s  d e s c r i b e s  t h e  p o l i c e  p a t r o l  
o f f i c e r .  The on ly  e lements  which do n o t  a r e  t h e  n o t i o n s  t h a t  workers i n  such 
a g e o g r a p h i c a l l y  d i s p e r s e d  o p e r a t i o n  do n o t  r e q u i r e  f o r m a l i z e d  d i r e c t i v e s  and 
have s u p e r v i s o r s  wi th  l a r g e  spans  of c o n t r o l ,  The f i n d i n g  concern ing  
f o r m a l i z e d  p o l i c i e s  shou ld  be p l a c e d  i n  p roper  p e r s p e c t i v e .  I f  t h i s  s u g g e s t s  
t h a t  n o t  every  a c t i o n  of t h e  i n d i v i d u a l  worker can be t i g h t l y  d e f i n e d  through 
d i r e c t i v e ,  t h e n  it is q u i t e  p e r t i n e n t  t o  p o l i c e  p a t r o l  o p e r a t i o n s .  P a t r o l  
o f f i c e r s  may w e l l  r e q u i r e  g e n e r a l  o p e r a t i o n a l  g u i d e l i n e s  because o f  t h e  
v i r t u a l  i m p r a c t i c a l i t y  o f  d e f i n i n g  d e f i n i t i v e  p o l i c i e s  t o  g u i d e  e v e r y  p a t r o l  
i n c i d e n t .  The n o t i o n  t h a t  g e o g r a p h i c a l  d i s p e r s i o n  is  a s s o c i a t e d  wi th  l a r g e  
spans  of c o n t r o l  may be p r o b l e m a t i c  f o r  p o l i c i n g .  P o l i c e  managers g e n e r a l l y  
a r e  o f  t h e  o p i n i o n  t h a t  smal l  spans  o f  c o n t r o l  a r e  needed t o  c o n t r o l  and 
c o o r d i n a t e  p a t r o l  a c t i v i t i e s .  

Taken i n  c o n t e x t  wi th  t h e  o b s e r v a t i o n  t h a t  g e o g r a p h i c a l l y  d i s p e r s e d  
o r g a n i z a t i o n s  may, i n  f a c t ,  r e c e i v e  more f a v o r a b l e  r e l a t i o n s  wi th  t h e i r  
c l i e n t e l e  (Randa l l ,  1973) and t h a t  o r g a n i z a t i o n a l  s i z e  does  n o t  c o r r e l a t e  wi th  
g e o g r a p h i c a l  d i s p e r s i o n ,  a t  l e a s t  a s  based on t h e  s t u d i e s  reviewed f o r  t h i s  
p r o j e c t  (Ude l l ,  1967; Pugh, Hickson, Hin ings ,  and T u r n e r ,  1969; Randa l l ,  
1 9 7 3 ) ,  t h i s  s u g g e s t s  t h a t  p o l i c e  a g e n c i e s  may d i s p e r s e  more of t h e  p a t r o l  
e f f o r t s  and s t i l l  r e t a i n  management c o n t r o l ,  w h i l e  c o n c u r r e n t l y  g e n e r a t i n g  
g r e a t e r  s u p p o r t  from t h e i r  c l i e n t e l e .  These o b s e r v a t i o n s  a r e  c o n s i s t e n t  wi th  
some o f  t h e  f i n d i n g s  from assessments  o f  team p o l i c i n g  programs which a r e  
s t r u c t u r e d ,  a t  l e a s t  by d e s i g n ,  t o  f o s t e r  g r e a t e r  s u p p o r t  i n  t h e  community 
(e .g . ,  Sherman, M i l t o n ,  and K e l l y  1973; Schwartz and C l a r r e n ,  1977) and may 
s u p p o r t  many of  t h e  n o t i o n s  w i t h i n  o r g a n i z a t i o n a l  t h e o r y  s u g g e s t i n g  t h a t  t o  be 
e f f e c t i v e ,  managers must view " t h e  o r g a n i z a t i o n  a s  a u n i t  i n  i n t e r a c t i o n  w i t h  
its environment" (Thompson, 1967:4-6) . The key l i n k  t o  a c h i e v i n g  t h e s e  
outcomes may be t h e  s u p e r v i s o r y  p o s i t i o n .  Whereas manufactur ing o r g a n i z a t i o n s  
may be a b l e  t o  c o o r d i n a t e  work e f f o r t s  wi th  a l a r g e  span o f  c o n t r o l ,  i t  i s  
u n l i k e l y  t h a t  t h i s  w i l l  occur  i n  p o l i c i n g .  

Because t h e  l i t e r a t u r e ,  a t  l e a s t  a s  sampled f o r  t h i s  s t u d y ,  c o n t a i n s  
no a n a l y s e s  o f  t h e  e f f e c t s  o f  g e o g r a p h i c a l  d i s p e r s i o n  i n  p o l i c i n g ,  it is n o t  
p o s s i b l e  t o  g e n e r a t e  a l is t  of p r o p o s i t i o n s  f o r  t h i s  v a r i a b l e .  The g e n e r a l  
management l i t e r a t u r e ,  a s  sampled f o r  t h i s  p r o j e c t ,  s u g g e s t s  c e r t a i n  l i n k a g e s  
between g e o g r a p h i c a l  d i s p e r s i o n  and o t h e r  s e l e c t e d  manager ia l  d imensions .  
These c o n c e p t s ,  however, shou ld  be a p p l i e d  to a law enforcement  environment 
b e f o r e  any t e s t a b l e  p r o p o s i t i o n s  can be developed.  



Task V a r i a b i l i t y  and P o l i c e  O r g a n i z a t i o n  and A d m i n i s t r a t i o n  

The reviewed l i t e r a t u r e  on t h i s  v a r i a b l e  s u g g e s t s  t h a t ,  f o r  t h e  m o s t  
p a r t ,  p o l i c e  o r g a n i z a t i o n s  c a n  be  c h a r a c t e r i z e d  a s  h a v i n g  a h i g h  d e g r e e  o f  
t a s k  v a r i a b i l i t y ,  b o t h  w i t h i n  f u n c t i o n a l  u n i t s  or p o s i t i o n s ,  and across 
s p e c i a l i z e d  u n i t s  ( T i f f t ,  1974;  T i f f t ,  1975 ;  J e r m i e r  and B e r k e s ,  1 9 7 9 ) .  T h i s  
v a r i a b i l i t y  stems d i r e c t l y  from t h e  ambiguous n a t u r e  o f  t h e  p o l i c e  f u n c t i o n .  
Thus ,  t h e  v a r i a b i l i t y  i n  t h e  g o a l  and t a s k  s t r u c t u r e  o f  t h e  police 
o r g a n i z a t i o n ,  as c r e a t e d  by s o c i a l  and p o l i t i c a l  d i f f e r e n c e s  c o n c e r n i n g  t h e  
r o l e  o f  t h e  p o l i c e  (Walker ,  1 9 7 6 ) ,  a f f e c t s  t h e  work roles and t a s k s  o f  
i n d i v i d u a l s  and work u n i t s .  T h i s  c h a r a c t e r  i s t ic  o f  police o r g a n i z a t i o n s  h a s  
d i r e c t  i m p l i c a t i o n s  f o r  management and a d m i n i s t r a t i o n .  

Jermier and B e r k e s  (1979)  i n v e s t i g a t e d  t h e  r e l a t i o n s h i p s  o f  t a s k  
v a r i a b i l i t y  t o  j o b  s a t i s f a c t i o n  and o r g a n i z a t i o n a l  commitment i n  police 
o r g a n i z a t i o n s .  T h i s  s t u d y  examined t a s k  v a r i a b i l i t y  as an  i n t e r v e n i n g  m e a s u r e  
be tween s u p e r v i s o r y  r o l e s  and commitment and s a t i s f a c t i o n .  They found  t h a t  
t a s k  v a r i a b i l i t y ,  as w e l l  as l e a d e r  p a r t i c i p a t i v e n e s s  ( d e f i n e d  as "Committees" 
f o r  p u r p o s e s  o f  t h i s  s t u d y )  ,. b o t h  were " h i g h l y  s i g n i f i c a n t  p r e d i c t o r s  of b o t h  
s u b o r d i n a t e  j o b  s a t i s f a c t i o n  and o r g a n i z a t i o n a l  commitment" (Jermier and 
B e r k e s ,  1 9 7 9 : 1 6 ) .  

T i f f t  (1975) s t u d i e d  t a s k  v a r i a b i l i t y  i n  p o l i c e  a g e n c i e s  f rom t h e  
p e r s p e c t i v e  o f  employee c o n t r o l  s t r u c t u r e s ,  s t r u c t u r a l l y  d e t e r m i n e d  power 
b a s e s ,  and t h e  e x e r c i s e  o f  power. is i n t e n t  was to a n a l y z e  t h e  i n f l u e n c e  o f  
s t r u c t u r e  and s u p e r v i s o r y  b e h a v i o r  p a t t e r n s  on t h e  b e h a v i o r  o f  po l i cemen .  He 
found  t h a t  t h e  " p a t r o l  s e r g e a n t  was i n  a s t r u c t u r a l l y  weak p o s i t i o n  t o  
e x e r c i s e  s i g n i f i c a n t  i n f l u e n c e  on h i s  s u b o r d i n a t e s "  ( T i f f t ,  1975:71) . TPi$o c c u r r e d  i n  p a r t  b e c a u s e  o f  t h e  v a r i a b i l i t y  i n  t h e  work o f  p a t r o l  o f f i c e r s . -  

The i m p l i c a t i o n  f rom T i f f t ' s  r e s e a r c h ,  as w e l l  as t h e  s t u d y  by  J e r m i e r  
and  B e r k e s ,  is t h a t  t a s k  v a r i a b i l i t y  is p r e v a l e n t  i n  p o l i c i n g  and t h a t  i t  
n e g a t e s  t o  a c e r t a i n  e x t e n t  t h e  i n f l u e n c e  o f  t h e  c l a s s i c ,  p a r a m i l i t a r i s t i c  
o r g a n i z a t i o n a l  s t r u c t u r a l  model  on  b e h a v i o r .  T h i s  model ,  as d e v e l o p e d  from 
Weber ' s  c l a s s i c  model o f  b u r e a u c r a c y  ( G e r t h  and M i l l s ,  1 9 5 8 ) ,  a s sumes  t h a t  t h e  
o r g a n i z a t i o n  w i l l  be d e a l i n g  w i t h  r o u t i n e  o r  un i fo rm t a s k s .  C r i t i c s  o f  
Weber's model  p o i n t  o u t  t h a t  i n  o r g a n i z a t i o n s  w i t h  a d i v e r s e  t a s k  s t r u c t u r e  
( h e n c e  n o n - r o u t i n e  t a s k s )  many o f  t h e  a s s u m p t i o n s  d o  n o t  h o l d  (see,  f o r  
example ,  B l a u ,  1956;  L i t w a c k ,  1961;  Per row,  1967;  B lau  and S c h o e n h e r r ,  
1 9 7 0 ) .  T h i s  may w e l l  be t h e  c a s e  f o r  p o l i c e  management and a d m i n i s t r a t i o n .  

a / T i f f t  expands  on h i s  d i s c u s s i o n  o f  v a r i a b i l i t y  i n  t h e  p o l i c e  
f u n c t i o n  by examin ing  work p a t t e r n s  o f  t r a f f i c  u n i t s ,  t a c t i c a l  u n i t s ,  
d e t e c t i v e s ,  and v i c e  and gambl ing  i n v e s t i g a t o r s ,  a s  w e l l  as p a t r o l  u n i t s .  



Resea rch  i n  o t h e r  d i s c i p l i n e s  p r o v i d e s  a d d i t i o n a l  d a t a  to  b u t t r e s s  
t h i s  f i n d i n g .  I t  h a s  been  o b s e r v e d  t h a t  t a s k  p r e d i c t a b i l i t y  d e t e r m i n e s  t o  a 
c e r t a i n  d e g r e e  t h e  t y p e  o f  c o o r d i n a t i o n  s t r a t e g y  t h a t  is  most a p p r o p r i a t e  
(March and Simon, 1958;  L i twack ,  1961;  Per row,  1 9 6 7 ) .  S e v e r a l  r e s e a r c h e r s  
s u p p o r t  t h i s  n o t i o n  th rough  f i n d i n g s  t h a t  a h i g h  l e v e l  o f  t a s k  v a r i a b i l i t y  is 
c o r r e l a t e d  w i t h  a l o w  l e v e l  o f  f o r m a l i z a t i o n  o f  w r i t t e n  r u l e s  (Hage and Aiken ,  
1969 ;  Pugh,  Hickson,  H i n i n g s ,  and T u r n e r ,  1 9 6 9 ) .  A d d i t i o n a l l y p  r e s e a r c h  h a s  
shown t h a t  o r g a n i z a t i o n s  w i t h  h i g h  d e g r e e s  o f  t a s k  v a r i a b i l i t y  n o r m a l l y  have  a 
low span  o f  c o n t r o l  ( U d e l l ,  1 9 6 7 ) ,  have d i f f i c u l t y  i n  s e q u e n c i n g  t a s k s ,  and  
r e l y  on f eedback  a s  a means o f  c o o r d i n a t i o n .  Van d e  Ven, De lbecq ,  and Koenig 
(1976) i l l u s t r a t e d  t h e  i n a p p r o p r i a t e n e s s  o f  t h e  b u r e a u c r a t i c  mode1 o f  
c o o r d i n a t i o n  and c o n t r o l ,  showing t h a t  t a s k  u n c e r t a i n t y  t e n d e d  t o  f o s t e r  t h e  
s u b s t i t u t i o n  o f  p e r s o n a l  and g r o u p  c o o r d i n a t i o n  t h r o u g h  p l a n s ,  s c h e d u l e s ,  and  
r u l e s  and p r o c e d u r e s .  F u r t h e r ,  it h a s  been  shown t h a t  t a s k  v a r i a b i l i t y  d o e s  
n o t  u s u a l l y  l e a d  to d e c e n t r a l i z a t i o n  o f  a u t h o r i t y  (Hage and Aiken ,  1969; 
Comstock and S c o t t ,  1977) . Management is n o t  l i k e l y  to  push  a u t h o r i t y  down 
t h e  o r g a n i z a t i o n a l  h i e r a r c h y  i n  s u c h  o r g a n i z a t i o n s  b e c a u s e  o f  t h e  u n c e r t a i n t y  
of t h e  t a s k  s t r u c t u r e .  

T h i s  i s  n o t  t o  s a y  t h a t  p o s i t i v e ,  d e s i r e d  b e h a v i o r  c a n n o t  be a c h i e v e d  
by management i n  o r g a n i z a t i o n s  h a v i n g  h i g h  l e v e l s  o f  t a s k  v a r i a b i l i t y .  On t h e  
c o n t r a r y ,  s e v e r a l  r e s e a r c h e r s  have  shown t h a t  t a s k  v a r i a b i l i t y  i s  a s s o c i a t e d  
w i t h  employee s a t i s f a c t i o n  and commitment ( A l d e r f e r ,  1967;  Cummings and E l  
S a l m i ,  1970 ;  Dewar and Werbel ,  1979;  J e r m i e r  and B e r k e s ,  1 9 7 9 ) .  F u r t h e r ,  i t  
h a s  been  shown i n  a s t u d y  o f  i n n o v a t i o n s  i n  s c h o o l  s y s t e m s  t h a t  t a s k  
v a r i a b i l i t y  is c o r r e l a t e d  w i t h  r e c e p t i v e n e s s  toward change  ( B a l d r i d g e  and 
Burnham, 1975)  . 

These  r e l a t i o n s h i p s ,  a s  o b s e r v e d  th rough  t h e  r e s e a r c h  s t u d i e s  examined 
f o r  t h i s  p r o j e c t ,  can  be  d e p i c t e d  g r a p h i c a l l y  as shown i n  F i g u r e  7  below. 
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studies pose several interesting implications for 

It can be concluded that the police task structure is 


highly variable, yet employee commitment and satisfaction can be achieved with 

a high level of task variability. The reliance on hierarchical, bureaucratic, 

leadership models, still in place in many police agencies, however, will not 

likely influence satisfaction and commitment because this model assumes task 

routinization, not variability. Therefore, efforts to induce desired behavior 

through inflexible rules and procedures, stringent, militaristic styles of 

supervisor-subordinate interactions, and one-way supervisor-subordinate 

communication networks may not work as expected. 


These findings can be reduced to a series of propositions concerning 

the relationship of task variability to police organization and management. 

While certain of these propositions have been developed from police management 

research, there is certainly a need for further empirical validation of these 

propositions in police organizations. These propositions are: 


1. 	The high degree of task variability within the police 
occupation can be attributed to police officer 
satisfaction and commitment to the orgarlizaLion and may 
be attributed to receptivity to change. 



2 .  	 T r a d i t i o n a l ,  m i l i t a r i s t i c  modes o f  management 
c o o r d i n a t i o n  and c o n t r o l  a r e  n o t  l i k e l y  t o  induce d e s i r e d  
employee behavior  i n  p o l i c i n g ,  due t o  t h e  h igh  degree  o f  
t a s k  v a r i a b i l i t y  i n  t h e  p o l i c e  f u n c t i o n .  R a t h e r ,  
management s ystems which emphasize l e a d e r  
p a r t i c i p a t i v e n e s s  and p e r s o n a l  and group i n t e g r a t i o n  
e f f o r t s  a r e  more l i k e l y  t o  induce d e s i r e d  performance.  

3 .  	 The high degree  of v a r i a b i l i t y  i n  t h e  p o l i c e  t a s k  
s t r u c t u r e  n e c e s s i t a t e s  a c o n c e n t r a t i o n  o f  management 
dec ion  making au thor  it y  t o  b e s t  c o o r d i n a t e  and manage t h e  
p o l i c e  f u n c t i o n .  

The R e l a t i o n s h i p  o f  S i z e  of t h e  P o l i c e  O r q a n i z a t i o n  to Management and 
A d m i n i s t r a t i o n  

T h i s  is  t h e  one t o p i c  i n  t h i s  c o n c e p t u a l  c l u s t e r  which has  r e c e i v e d  
c o n s i d e r a b l e  a t t e n t i o n  by r e s e a r c h e r s  i n  p o l i c e  s c i e n c e  and a d m i n i s t r a t i o n .  
I t  has  a l s o  been t h e  s u b j e c t  o f  e x t e n s i v e  r e s e a r c h  i n  g e n e r a l  management and 
s o c i a l  s c i e n c e .  Thus, t h e r e  is a c o n s i d e r a b l e  body of  r e s e a r c h  r e s u l t s  which,  
upon examina t ion ,  w i l l  y i e l d  a knowledge base  on t h e  r e l a t i o n s h i p s  o f  s i z e  t o  
v a r i o u s  o t h e r  manager ia l  and a d m i n i s t r a t i v e  dimensions .  

The l i t e r a t u r e  analyzed f o r  t h i s  p r o j e c t  on s i z e  and p o l i c e  
o r g a n i z a t i o n s  and management p r i m a r i l y  a d d r e s s e s  outcome q u e s t i o n s  r e g a r d i n g  
d i f f e r e n c e s  i n  agency s i z e ,  r a t h e r  than  i n t e r n a l  s t r u c t u r a l  i s s u e s .  Two 
c e n t r a l  themes emerge from t h e  ana lyzed  p o l i c e  l i t e r a t u r e .  They a r e :  (1) 
i n q u i r i e s  r e g a r d i n g  t h e  r e l a t i o n s h i p  o f  s i z e  t o  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  
and ( 2 )  i n q u i r i e s  r e g a r d i n g  t h e  r e l a t i o n s h i p s  o f  s i z e  t o  c o s t - e f f e c t i v e n e s s .  
These s t u d i e s  a r e  p redominan t ly  e x p l o r a t o r y  by d e s i g n .  

The g e n e r a l  s o c i a l  s c i e n c e  l i t e r a t u r e ,  i n  c o n t r a s t ,  f o c u s e s  n o t  on 
outcome c r i t e r i a ,  b u t  on i n t e r n a l  p r o c e s s  and s t r u c t u r a l  c r i t e r i a  (i .e. ,  how 
s i z e  of t h e  o r g a n i z a t i o n  a f f e c t s  t h e  i n t e r n a l  management and a d m i n i s t r a t i o n  
s y s t e m s ) .  Such l e v e l s  o f  i n q u i r y  have been o f  c o n s i d e r a b l e  i n t e r e s t  t o  s o c i a l  
s c i e n t i s t s  and management t h e o r i s t s  f o r  many y e a r s .  Because t h e s e  a r e a s  o f  
i n t e r e s t  a r e  q u i t e  d i v e r g e n t ,  it is most a p p r o p r i a t e  t o  examine f i n d i n g s  
s e p a r a t e l y .  

The E f f e c t s  of p o l i c e  Agency S i z e  on O r q a n i z a t i o n a l  Outcomes. The 
works o f  E l i n o r  Ostrom, Roger Parks ,  Gordon W h i t t a k e r ,  Dennis Smith ,  and o t h e r  
c o l l e a g u e s  have been t h e  pr imary r e s e a r c h  s t u d i e s  on t h e  e f f e c t s  o f  s i z e  on 
p o l i c e  o r g a n i z a t i o n .  These r e s e a r c h e r s  have examined t h e  n o t i o n  t h a t  
c o n s o l i d a t i o n  o f  p o l i c e  s e r v i c e s  is an e f f e c t i v e  way t o  reduce c o s t s  and 



improve se rv ices . - 22' Arguing t h a t  p roponen ts  o f  t h i s  p o s i t i o n  do n o t  r e l y  on 
e m p i r i c a l  e v i d e n c e  t o  s u p p o r t  t h e i r  p remise ,  do n o t  d e f i n e  what improvements 
a r e  l i k e l y  t o  r e s u l t  from c o n s o l i d a t i o n ,  and t h a t  t h e  s t a t e  of t h e  a r t  o f  

p o l i c e  performance is q u i t e  c r u d e  ( s e e ,  f o r  example, Ostrom, 
measur3gq1973) ,- t h e s e  r e s e a r c h e r s  examine t h e  r e l a t i o n s h i p s  between s i z e  and 
outcomes . 

I t  h a s  been demonstra ted e l sewhere  t h a t  communities wi th  l a r g e r  
p o p u l a t i o n s  spend more f o r  p o l i c e  s e r v i c e  (Rogers ,  1969; Cole  and Gamble, 
1 9 7 9 ) .  What can be deduced from t h e  works o f  Ostrom and her  c o l l e a g u e s  
concern ing  t h e  e f f e c t s  o f  t h e s e  e x p e n d i t u r e s ?  I t  h a s  been demons t ra ted  t h a t  
s i z e  of t h e  p o l i c e  agency is n e g a t i v e l y  r e l a t e d  to c i t i z e n  p e r c e p t i o n s  o f  
p o l i c e  s e r v i c e  i n  a number o f  s t u d i e s  (Ostrom, Parks ,  and Whi taker ,  1973; 
Ostrom e t  a l ,  1973; Ostrom and Smith ,  1 9 7 6 ) .  F u r t h e r ,  a s e p a r a t e  s t u d y  on  t h e  
e f f e c t s  of f r a g m e n t a t i o n  o f  p o l i c e  s e r v i c e  i n  m e t r o p o l i t a n  a r e a s  concluded 
t h a t  s i z e  o f  t h e  p o l i c e  agency h a s  no b e a r i n g  on c i t i z e n  p e r c e p t i o n s  o f  
s e r v i c e  o r  o f  e f f i c i e n c y  (Ostrom and Parks ,  1 9 7 3 ) .  These s t u d i e s ,  c e r t a i n l y ,  
a t  f i r s t  g l a n c e  r a i s e  q u e s t i o n s  abou t  t h e  v a l i d i t y  o f  arguments p ropos ing  
advan tages  from t h e  c o n s o l i d a t i o n  o f  p o l i c e  s e r v i c e s .  The p o l i c y  s i g n i f i c a n c e  
o f  t h e s e  f i n d i n g s  mandates a c l o s e r  examina t ion  o f  t h e  methodologies  employed 
i n  t h e s e  s t u d i e s .  

Ostrom and her  c o l l e a g u e s  g e n e r a l l y  measure p o l i c e  s e r v i c e  o u t p u t  from 
t h e  p e r s p e c t i v e  o f  c i t i z e n s '  p e r c e p t i o n s  r e g a r d i n g  t h e i r  e x p e r i e n c e  wi th  t h e  
p o l i c e ,  t h e i r  e v a l u a t i o n  o f  t h i s  e x p e r i e n c e ,  and t h e i r  g e n e r a l  f e e l i n g s  of 
s e c u r i t y  i n  t h e i r  community o r  neighborhood. These measures of o u t p u t  a r e  
used r a t h e r  than  a r r e s t  o r  c l e a r a n c e  s t a t i s t i c s .  While t h e s e  a r e  c e r t a i n l y  
v a l i d  measures  o f  o u t p u t ,  a r e  t h e y  t h e  o n l y  measures  and a r e  they  s u f f i c i e n t  
to p r o v i d e  a knowledge base?  The answer to t h i s  q u e s t i o n  is no. Ostrom and 
her  c o l l e a g u e s  have proposed o t h e r  measures o f  performance g e n e r a l l y  r e f e r r i n g  
t o  i n t e r n a l  p r o d u c t i o n  s t r a t e g i e s  and d e c i s i o n s  (Ostrom, 1973; Whitaker ,  

%he a s s e r t i o n  t h a t  improvement i n  p o l i c e  s e r v i c e s  w i l l  r e s u l t  from 
c o n s o l i d a t i o n  a p p e a r s  i n  many p o l i c e  t e x t s  and a d v i s o r y  recommendations f o r  
p o l i c e  improvements. The Task Force  on P o l i c e  o f  t h e  P r e s i d e n t ' s  Commission 
on Law Enforcement and t h e  A d m i n i s t r a t i o n  of J u s t i c e  (1967) ,  f o r  example,  
s t a t e d  t h a t  " fo rmal  c o o p e r a t i o n  o r  c o n s o l i d a t i o n  is an e s s e n t i a l  i n g r e d i e n t  i n  
improving t h e  q u a l i t y  o f  law enforcement ."  A d d i t i o n a l l y ,  t h e  N a t i o n a l  
Advisory Commission on C r i m i n a l  J u s t i c e  S t a n d a r d s  and Goa ls  (1973:108) 
recommended t h a t  " A t  a minimum, p o l i c e  a g e n c i e s  t h a t  employ fewer t h a n  1 0  
sworn e oyees  shou ld  c o n s o l i d a t e  f o r  improved e f f i c i e n c y  and e f f e c t i v e n e s s . "  

B'F'urther d i s c u s s i o n s  concern ing  t h e  measures of p o l i c e  performance 
appear  i n  Chapter  VI I - -Organ iza t iona l  Achievement. 



M a s t r o f s k i ,  Ostrom, P a r k s ,  and Percy ,  1 9 8 0 ) .  These measures i n c l u d e  n o t  o n l y  
c i t i z e n  p e r c e p t i o n s ,  b u t  a l s o  measures o f  p h y s i c a l  o u t p u t  (e .g . ,  t o t a l  o f  
emergency s e r v i c e s  p rov ided  by t h e  p o l i c e  agency o r  by a s i n g l e  p r o d u c t i o n  
u n i t  i n  t h e  agency, t o t a l  o f  miss ing  p e r s o n s  found p e r  c a p i t a ,  t o t a l  s t o l e n  
au tomobi les  r e t u r n e d  p e r  c a p i t a ,  t o t a l  number o f  apprehens ions  o f  b u r g l a r y  
s u s p e c t s ,  and t o t a l  amount of s t o l e n  p r o p e r t y  r e t u r n e d  per  b u r g l a r y ) .  These 
measures  of o u t p u t  and o t h e r s  a r e ,  f o r  t h e  most p a r t ,  n o t  u t i l i z e d  i n  measures  
o f  p o l i c e  s e r v i c e .  Because they  a r e  n o t ,  it is d i f f i c u l t  t o  d e v e l o p  f i r m  
c o n c l u s i o n s  abou t  t h e  e f f e c t s  o f  agency s i z e  on p o l i c e  s e r v i c e  d e l i v e r y .  

I n  a d d i t i o n ,  t h e  f i n d i n g s  o f  t h e s e  s t u d i e s  can be q u e s t i o n e d  from t h e  
p e r s p e c t i v e  of what e f f e c t  socioeconomic s t a t u s  o f  t h e  c i t i z e n  has  on t h e  
c i t i z e n ' s  e v a l u a t i o n  o f  s e r v i c e .  Pachon and Lovrich (1977)  r e s e a r c h e d  t h e  
r e l a t i o n s h i p s  between p e r c e p t i o n s  of p o l i c e  s e r v i c e  and agency s i z e ,  comparing 
c e n t r a l  c i t y  t o  suburban a r e a s  w h i l e  c o n t r o l l i n g  f o r  c e r t a i n  socioeconomic 
f a c t o r s .  They found t h a t  c i t i z e n  s a t i s f a c t i o n  v a r i e s  i n v e r s e l y  wi th  
j u r i s d i c t i o n a l  s i z e  when no c o n t r o l s  f o r  socioeconomic c h a r a c t e r i s t i c s  a r e  
i n c l u d e d  i n  t h e  a n a l y s i s .  However, upon c o n t r o l l i n g  f o r  t h e s e  f a c t o r s ,  t h e r e  
a p p e a r s  t o  be ve ry  l i t t l e  ev idence  o f  a n e g a t i v e  r e l a t i o n s h i p  between 
j u r i s d i c t i o n a l  s i z e  and c i t i z e n  s a t i s f a c t i o n .  I n  e x p l a i n i n g  t h i s  phenomenon, 
t h e s e  a u t h o r s  a s s e r t  t h a t  t h e  d i f f e r e n c e  between c e n t r a l  c i t y  and suburban 
p e r c e p t i o n s  o f  t h e  p o l i c e  a r e  much more a r e f l e c t i o n  of t h e  d i f f e r i n g  
socioeconomic c h a r a c t e r i s t i c s  of t h e s e  t w o  i n t e r d e p e n d e n t  m e t r o p o l i t a n  
subsystems t h a n  a  r e s u l t  o f  t h e i r  r e l a t i v e  sizes.-  24/  

What then can be concluded abou t  t h e  e f f e c t s  o f  s i z e  o f  t h e  p o l i c e  
o r g a n i z a t i o n  on performance? I t  can be s t a t e d ,  based on t h e  l i t e r a t u r e  
reviewed f o r  t h i s  s t u d y ,  t h a t  c i t i z e n s  w i l l  ho ld  d i f f e r i n g  p e r c e p t i o n s  o f  
p o l i c e  s e r v i c e  i n  l a r g e ,  a s  opposed t o  s m a l l ,  communities o r  communities 
s e r v e d  by l a r g e  r a t h e r  than  s m a l l  p o l i c e  a g e n c i e s  (however t h i s  d i s t i n c t i o n  i n  
s i z e  o f  agency is d e f i n e d ) .  However, to conc lude  t h a t  t h e  l a r g e  p o l i c e  
o r g a n i z a t i o n s  a r e  less e f f e c t i v e  and l e s s  e f f i c i e n t  than s m a l l e r  p o l i c e  
o r g a n i z a t i o n s  would be premature .  I n  s h o r t ,  a d d i t i o n a l  r e s e a r c h  is needed t o  
f u r t h e r  c o n t r o l  f o r  socioeconomic c h a r a c t e r ist ics and to i n t r o d u c e  o t h e r  
measures o f  performance i n t o  a n a l y s e s  of t h i s  r e l a t i o n s h i p .  

The E f f e c t s  o f  O r q a n i z a t i o n  S i z e  on I n t e r n a l  Management S t r u c t u r e .  
What knowledge can be deduced from t h e  l i t e r a t u r e  on e f f e c t s  on o r g a n i z a t i o n  

-
a / ~ h i s  f i n d i n g  i s  suppor ted  by t h e  n o t i o n  t h a t  c i t i z e n  and,  hence ,  

community norms e x e r t  an i n f l u e n c e  on p o l i c e  behavior  and on t h e  management o f  
the p o l i c e  o r g a n i z a t i o n .  T h i s  t o p i c  is d i s c u s s e d  f u r t h e r  i n  Chapter  11 of 
t h  is document. 



s i z e  on i n t e r n a l  s t r u c t u r e ?  T h i s  r e l a t i o n s h i p  has  been s t u d i e d  e x t e n s i v e l y .  
I n t e r e s t  i n  t h e  e f f e c t s  o f  s i z e  on o t h e r  o r g a n i z a t i o n a l  p r o p e r t i e s  can  be 
t r a c e d  back t o  t h e  c l a s s i c  f o r m u l a t i o n  by mile Durkheim (1954) .  I n  t r y i n g  to  
e x p l a i n  t h e  e v o l u t i o n  o f  t h e  form of  s o c i a l  o r d e r  from "mechanical"  to 
" o r g a n i c "  s o l i d a r i t y ,  Durkheim p o s i t e d  s i z e ,  d e n s i t y ,  and h e t e r o g e n e i t y  a s  t h e  
major c a u s a l  f a c t o r s .  A s  s o c i e t i e s  grew a long  those  t h r e e  d imens ions ,  t h e y  
became i n c r e a s i n g l y  complex i n  s t r u c t u r a l  terms.  Work became h i g h l y  
s p e c i a l i z e d  and a f u n c t i o n a l  d i v i s i o n  o f  l a b o r  grew up t o  o r g a n i z e  it.  
C o o r d i n a t i o n  of t h e  s p e c i a l i z e d  p a r t s  was no l o n g e r  "au tomat ic , "  b u t  r a t h e r  
became t h e  s p e c i a l i z e d  r e s p o n s i b i l i t y  o f  i d e n t i f i a b l e  managers and 
a d m i n i s t r a t o r s .  S o c i e t y  i n c r e a s i n g l y  came to be a c o l l e c t i o n  o f  s p e c i a l i z e d ,  
i n t e r d e p e n d e n t  p a r t s ,  w i t h  t h e  in te rdependence  a  planned and managed a c t i v i t y  
i t s e l f  a s s i g n e d  t o  s p e c i a l i s t s .  Many o r g a n i z a t i o n  t h e o r i s t s  adop ted  
Durkhe i m ' s  hypo theses  t o  gu ide  t h e i r  i n q u i r i e s  concern ing  management and 
a d m i n i s t r a t i o n .  S p e c i f i c a l l y ,  t h e y  began t o  t e s t  t w o  e lements  of h i s  model: 
(1) o r g a n i z a t i o n  s i z e  can be c o r r e l a t e d  p o s i t i v e l y  wi th  a d m i n i s t r a t i v e  
c o o r d i n a t i o n  and wi th  d i f f e r e n t i a t i o n  of f u n c t i o n s  and r e s p o n s i b i l i t i e s  i n  
o r g a n i z a t i o n s  and ( 2 )  t h a t  d i f f e r e n t i a t i o n  a l s o  is p o s i t i v e l y  a s s o c i a t e d  w i t h  
a d m i n i s t r a t i v e  c o o r d i n a t i o n .  

What a r e  t h e  e m p i r i c a l  r e s u l t s  o f  t h o s e  i n q u i r i e s ?  G r a n t i n g  t h a t  
d i f f e r e n t i a t i o n  has  been d e f i n e d  s l i g h t l y  d i f f e r e n t l y  from s t u d y  t o  s t u d y ,  t h e  
r e s u l t s ,  n e v e r t h  less, conf i rm t h e  h y p o t h e s i s  abou t  s i z e  and 
d i f f e r e n t i a t i o n . - 25P Larger  o r g a n i z a t i o n s  t end  t o  be more s t r u c t u r a l l y  
e l a b o r a t e  than  s m a l l e r  ones ;  t h e y  t end  toward a g r e a t e r  degree  o f  job  
s p e c i a l i z a t i o n  w i t h i n  o r g a n i z a t i o n a l  u n i t s  and a l a r g e r  number and a g r e a t e r  
d e g r e e  o f  s p e c i a l i z a t i o n  o f  t h e  u n i t s  themselves  (Rushing,  1967; Pugh, 
Hickson, Hin ings ,  and Turner ,  1968, 1969; Pondy, 1969; Comstock and S c o t t ,  
1977; Beyer and T r i c e ,  1 9 7 9 ) .  S i m i l a r l y  t h e r e  is a g e n e r a l  consensus  around 
t h e  d i f f e r e n t i a t i o n - c o o r d i n a t i o n  h y p o t h e s i s ,  a g a i n  g r a n t i n g  an even wider 
v a r i a t i o n  i n  e m p i r i c a l  d e f i n i t i o n s  o f  t h e  l a t t e r .  I n  g e n e r a l ,  t h e  more 
d i f f e r e n t i a t e d  t h e  o r g a n i z a t i o n ,  t h e  more o f  an a d m i n i s t r a t i v e  c a d r e  i s  needed 
to manage t h e  c o o r d i n a t i o n  o f  t h e  d i f f e r e n t i a t e d  u n i t s  (Rushing,  1967; 
Rosengren,  1967; Pondy, 1 9 6 9 ) .  

What can be s a i d  a b o u t  t h e  s i z e - c o o r d i n a t i o n  r e l a t i o n s h i p ?  Again 
t h e r e  is a problem of  d i f f e r e n t  measures o f  t h e  l a t t e r  used i n  e m p i r i c a l  

g / ~ i f f e r e n t i a t i o n  i n  t h i s  c o n t e x t  normal ly  r e f e r s  t o  f u n c t i o n a l  and/or 
d e p a r t m e n t a l  s p e c i a l i z a t i o n .  



--- 

research, among them the supervisory ratio, the span of control ratio, and the 
administrative intensity ratio.=/ Initially, the findings in this area were 
mixed, but with the appearance of more studies, a consensus has emerged. 
These studies tend to refute Durkeim's hypothesis. Size and coordination 
appear to be negatively associated: larger organizations tend to have smaller 
numbers of administrative/management personnel (Indik, 1964 ; Rushing, 1967 ; 
Pondy, 1969; Klatzky, 1970). In fact the relationship appears to be 
curvilinear, as depicted in Figure 8 below. 

Figure 8 
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The empirical literature, as examined for this study, then presents 

two separate dynamics somewhat conflicting in their implications for 

organization and management. On the one hand, growth in an organization will 

produce differentiation--the creation of new and functionally specialized work 

units. The coordination of these work units then requires more managerial 

personnel, On the other hand, growth by itself does not necessarily produce 

an increase in administrative/management positions. Peter Blau has attempted 


=/LJsually, these indicators are calculated as: 


Number of Supervisors 

Supervisory Ratio = Number of Organizational Members 


Number of Production Employees 

Span o f  Control = Number of Production Personnel 


Administrative Number of Managers, Professional, and Clerical W o r k e s  
Intensity = Number of Production Personnel 



t o  p u t  t h i s  c o n f l i c t  i n t o  a n a l y t i c a l  p e r s p e c t i v e  by t e s t i n g  observed  
r e l a t i o n s h i p s  f u r t h e r .  Blau (1974:348) found: 

". . . t h e  i n f l u e n c e  o f  i n c r e a s i n g  s i z e  on r e d u c t i o n s  i n  
a d m i n i s t r a t i v e  p e r s o n n e l  is more and more c o u n t e r a c t e d  by t h e  
expans ion  o f  such p e r s o n n e l  i n  t h e  i n c r e a s i n g l y  
d i f f e r e n t i a t e d  s t r u c t u r e ,  and hence d e c l i n e s  ." 

From s t i l l  a n o t h e r  p e r s p e c t i v e  on t h e  e f f e c t s  o f  s i z e ,  o r g a n i z a t i o n  
s i z e  h a s  been shown t o  be e i t h e r  n e g a t i v e l y  r e l a t e d  o r  t o  have no  b e a r i n g  on 
h i e r a r c h i c a l  s t r u c t u r e  (Rushing,  1967; Meyer, 1968; Inkson ,  Pugh, and Hickson,  
1 0 7 0 ) .  T h i s  f i n d i n g  produces  y e t  ano ther  t w i s t  t o  t h e  knowledge b a s e  on 
s i z e .  Although l a r g e r  o r g a n i z a t i o n s  tend t o  d i f f e r e n t i a t e  by f u n c t i o n  more 
than s m a l l e r  a g e n c i e s  and have a l a r g e r  management group,  t h e y  do n o t  
n e c e s s a r i l y  r e l y  on h i e r a r c h i c a l  l e v e l s  t o  e n s u r e  manager ia l  c o o r d i n a t i o n  any 
more t h a n  do s m a l l e r  o r g a n i z a t i o n s .  

S t i l l  ano ther  f i n d i n g  from t h e  g e n e r a l  management l i t e r a t u r e  is t h a t  
l a r g e r  o r g a n i z a t i o n s  a r e  more l i k e l y  to i n t r o d u c e  f o r m a l i z e d  w r i t t e n  r u l e s  and 
p r o c e d u r e s  (Rushing,  1967; Inkson,  Pugh, and Rickson,  1970) and employ more 
s t r i n g e n t  employee c o o r d i n a t i o n / c o n t r o l  mechanisms, o r  more s t r i c t  
b u r e a u c r a t i c  sys tems (Ouchi, 1977) . These f i n d i n g s  s u p p o r t  t h e  n o t i o n  t h a t  
l a r g e r  o r g a n i z a t i o n s  u t i l i z e  and r e q u i r e  more fo rmal  employee c o o r d i n a t i o n  
d e v i c e s  t o  e n s u r e  compliance.  The outcome of  these b u r e a u c r a t i c  c o n t r o l  
mechanisms may, however, r e s u l t  i n  l e s s  employee commitment and l e s s  
s a t i s f a c t i o n  w i t h i n  t h e  work environment (Brown, 1969; Cummings and E l  Salmi  , 
1970) .  

The f a c t  t h a t  many of  t h e s e  b u r e a u c r a t i c  v a r i a b l e s  appear  t o  be 
r e l a t e d  to s i z e  r a i s e s  t h e  q u e s t i o n  of p o s s i b l e  m u l t i c o l l i n e a r i t y .  A s  
o r g a n i z a t i o n s  grow, they  a d o p t  a l a r g e r  a d m i n i s t r a t i v e  c a d r e  to c o n t r o l  
employee behav ior .  These managers t h e n  employ more f o r m a l i z e d  c o n t r o l  
mechanisms t o  induce d e s i r e d  behav ior .  Thus,  t h e  f i n d i n g s  o f  i n c r e a s e d  
f o r m a l i z a t i o n  and more s t r i n g e n t  employee c o o r d i n a t i o n / c o n t r o l  may w e l l  be 
e x p l a i n e d  by s imply an i n c r e a s e d  emphasis  on manager ia l  c o o r d i n a t i o n ,  a l t h o u g h  
t h i s  f i n d i n g  was n o t  suppor ted  by r e s e a r c h  s t u d i e s  reviewed f o r  t h i s  p r o j e c t .  

One a d d i t i o n a l  e f f e c t  o f  i n c r e a s e s  i n  s i z e  and i n c r e a s e s  i n  s t r u c t u r a l  
d i f f e r e n t i a t i o n  is t h e  n o t i o n  t h a t  l a r g e r  o r g a n i z a t i o n s  may p e r h a p s  be more 
i n n o v a t i v e  than  s m a l l e r  o r g a n i z a t i o n s .  S e v e r a l  r e s e a r c h e r s  i n  t h e  g e n e r a l  
management a r e n a  have examined t h e  r e l a t i o n s h i p  between s i z e  and p r o p e n s i t y  t o  
adop t  i n n o v a t i o n s  and have found t h a t  l a r g e r ,  more complex o r g a n i z a t i o n s  tend 
t o  adopt  changes  more r e a d i l y  (Aiken and Hage, 1968; B a l d r i d g e  and Burnham, 
1975; BPau and McKinley, 1 9 7 9 ) .  While t h e r e  is  a somewhat opposing view i n  
t h e  l i t e r a t u r e  t h a t  it is t h e  o r g a n i z a t i o n ' s  a b i l i t y  t o  a d a p t  to t h e  
environment ,  r a t h e r  t h a n  s i z e ,  which is t h e  most c r i t i c a l  d e t e r m i n a n t  o f  
i n n o v a t i o n ,  ( s e e ,  f o r  example, Lawrence and Lorsch,  1967) t h e  f i n d i n g s  



positing the relationship between size and innovation cannot easily be 
disregarded.-27 / 

What significance do these findings have for police management? In 

general, they indicate that larger police organizations will tend to have more 

specialized and large^ work units and that the existence sf these additional 

units normally will parallel increases in the number of administrators/ 

managers in police agencies. Similarly, larger police agencies will feel the 

necessity to introduce more formal coordination/control mechanisms. Smaller 

organizations with low levels of differentiation are less likely to have a 

large management group and formalized bureaucratic control systems. Thus, 

increases in size of police agencies will at some point be accompanied by 

increases in specialized units. This point has been suggested by Browne 

(1974) in a survey of police chiefs inquiring how they would spend additional 

resources if they were available. Browne found a distinct split of opinions 

according to size of the organizations. Police chief executives in larger 

organizations indicated that they would use the funds to institutionalize or 

increase the size of special functions or to purchase new equipment. The 

chief executives in smaller agencies, in contrast, indicated that they would 

use the funds to put more officers on the street and initiate more community 

oriented programs. 


This suggests that larger police organizations may allocate a 

considerable portion of their managerial effort toward sustaining themselves 

and developing more specialized functions (e.g., planning and research, 

training, fiscal analysis, and supply) and at the same time have greater 

proportion of managers. The net result of such a trend may be less officers 

in operational units and an over-emphasis on specialized functions. The 

converse to this would be that police organizations undergoing growth can 

develop and enlarge specialized functions without impacting operations and 

that this increased differentiation will positively influence the likelihood 

of adopting organizational changes. In fact, proponents of this theory might 

argue that increased utilization of specialized units will only benefit the 

operational elements of the agency. These analytical questions cannot at this 

time be answered from existing empirical research, but would certainly be 

relevant inquiries worth pursuing. 


A somewhat related research finding throws an additional level of 
inquiry into this scenario. Pondy (1969) has observed that the size of the 
administrative component is also subject to rational decisions and 
manipulation. The term rationality here refers to the notion that 
organizations are structured, at least in part, to serve the interests of 

Z/I?urther discussions on the subject of environmental uncertainty and 

organizational change appear in Chapter 11. 




those in control of the organization. Pondy's work (1969) supports this 

notion by showing that owner-control of an organization leads to a smaller 

administrative component, while salaried, managerial control leads to larger 

one. For owner-controlled organizations, the lower overhead costs of small 

administrative cadres are directly reflected in the economic returns of the 

organization, For the salaried manager this return is more indirect. 


This finding can be transferred to police organizations with the 

analogy of city manager forms of government exhibiting larger administrative, 

support components than in cities with other forms of control, Again, the 

manager only indirectly is responsible for the effects of introducing this 

larger component. The major or council more directly realizes the return 

during periods of election. This relationship cannot be confirmed from this 

present study and certainly would be a subject for further research. 


Given these findings, what conclusions can be derived concerning the 

relationships between organization and internal structure and 

administration? The following propositions can be deduced. These are 

pertinent for police organizations, as well as other organizations in other 

disciplines. 


I. 	As an organization grows in size, its internal complexity 

grows in size. 


2. 	Larger and more complex organizations require more 

administrators and managers to effect internal 

coordination. 


3. 	Increases in size of organizations are normally 

accompanied by increases in bureaucratic administrative 

control systems. Organizational growth is not normally 

associated with increased hierarchical levels in the 

organization, but is associated with a greater reliance 

on f ormalization/wr itten rules and closer supervision of 

the work effort. 


4. 	Simple increases in organizational size can promote 
economies of scale (through the addition of 
proportionately fewer administrators and managers) , but 
this effect is subject to the rational interests of the 
corporate executives or owners. 

5. 	With continued organizational growth, the effects of 
internal differentiation on the si?e of the 
administrative component overwhelms those of increasing 
size. 



Summary and Conc lus ions  

T h i s  c h a p t e r  has  analyzed t h e  r e s u l t s  o f  r e s e a r c h  s t u d i e s  on seven 
unique v a r i a b l e s  d e f i n i n g  t h e  g o a l  and t a s k  s t r u c t u r e  of t h e  o r g a n i z a t i o n .  It 
is a p p a r e n t  from t h i s  review t h a t  t h i s  s u b j e c t  a r e a  h a s  n o t  been t h e  f o c u s  o f  
e x t e n s i v e  r e s e a r c h  i n  t h e  law enforcement  d i s c i p l i n e .  Only one v a r i a b l e  
( o r g a n i z a t i o n a l  s i z e :  members) has  been examined i n  dep th .  The remaining 
v a r i a b l e s  i n  t h i s  c l u s t e r  have been s u b j e c t e d  t o  r e s e a r c h  i n  a s m a l l  sampling 
o f  s t u d i e s .  However, many of t h e s e  a r e  q u a l i t a t i v e  by d e s i g n ,  and i n  some 
i n s t a n c e s ,  do n o t  p e r m i t  t h e  development o f  c o n c l u s i v e  f i n d i n g s .  Thus, 
a d d i t i o n a l  r e s e a r c h  shou ld  be i n i t i a t e d  t o  f u r t h e r  examine t h e  e f f e c t s  o f  t h e  
p o l i c e  g o a l  and t a s k  s t r u c t u r e  upon t h e  o r g a n i z a t i o n  and,  c o n v e r s e l y ,  t o  
a n a l y z e  t h e  impact o f  o r g a n i z a t i o n a l  and m a n a g e r i a l  a c t i v i t i e s  on t h i s  g o a l  
and t a s k  s t r u c t u r e .  S u g g e s t i o n s  f o r  r e s e a r c h  t o p i c s  a r e  inc luded  i n  t h e  list 
of recommendations appear ing  i n  t h i s  summary. 

The on ly  s u b j e c t  a r e a  i n  t h i s  c o n c e p t u a l  c l u s t e r  which h a s  been 
resea rched  e x t e n s i v e l y  i n  p o l i c e  o r g a n i z a t i o n s  is t h a t  of o r g a n i z a t i o n a l  
s i z e :  members. The sampled s t u d i e s  on t h i s  t o p i c  f o c u s  on o r g a n i z a t i o n a l  
outcome measures g e n e r a l l y  focus ing  on one outcome parameter  only-- that  o f  
c i t i z e n  p e r c e p t i o n s  o f  p o l i c e  s e r v i c e s  o r  o f  c i t i z e n  p e r c e p t i o n s  o f  f e e l i n g s  
of s e c u r i t y .  While t h e s e  s t u d i e s  r a i s e  c e r t a i n  q u e s t i o n s  abou t  t h e  e f f i c a c y  
of many t r a d i t i o n a l  p r o p o s i t i o n s  concern ing  s i z e  o f  t h e  p o l i c e  agency and 
impact ,  t h e y  do n o t  y i e l d  s u f f i c i e n t  f i n d i n g s  upon which to d e r i v e  c o n c l u s i v e  
s t a t e m e n t s  a b o u t  t h e s e  p r o p o s i t i o n s .  

The g e n e r a l  management a rena  p r o v i d e s  a c o n s i d e r a b l e  body of  r e s e a r c h  
t o  h e l p  d e f i n e  answers  t o  q u e s t i o n s  concerning t h e  e f f e c t s  of t h e  p o l i c e  g o a l  
and t a s k  s t r u c t u r e  on o t h e r  manager ia l  and a d m i n i s t r a t i v e  d imens ions ,  b u t  n o t  
a l l  o f  t h e  f i n d i n g s  from such r e s e a r c h  can be immediately g e n e r a l i z e d  t o  t h e  
p o l i c e  o r g a n i z a t i o n .  P e r h a p s  t h e  major c o n t r i b u t i o n  o f  t h e s e  s t u d i e s  concerns  
t h e  s u b j e c t  o f  o r g a n i z a t i o n a l  s i z e .  Research i n  many d i s c i p l i n e s  s u g g e s t s  
g e n e r i c  r e l a t i o n s h i p s  between t h e  s i z e  o f  t h e  o r g a n i z a t i o n  and i t s  i n t e r n a l  
management c o n t r o l  system. I t  is c l e a r  from t h e s e  s t u d i e s  t h a t  such systems 
w i l l  v a r y  by s i z e  o f  t h e  o r g a n i z a t i o n .  

The g e n e r a l  management sample also i n c l u d e s  s t u d i e s  which s u g g e s t  t h a t  
o r g a n i z a t i o n s  wi th  a h i g h l y  v a r i a b l e  t a s k  s t r u c t u r e  can b e t t e r  c o o r d i n a t e  
employee behavior  through management sys tems which do n o t  r e l y  on h i g h l y  
s t r u c t u r e d ,  b u r e a u c r a t i c  forms of  manager ia l  c o n t r o l .  T h i s  t o p i c  h a s  a l s o  
been r e s e a r c h e d  i n  p o l i c e  o r g a n i z a t i o n s  wi th  s i m i l a r  f i n d i n g s  produced. Such 
s t u d i e s  s u g g e s t  t h a t  t r a d i t i o n a l  p o l i c e  s u p e r v i s o r y  sys tems may n o t  be 
a p p r o p r i a t e  g i v e n  t h e  l e v e l  o f  v a r i a b i l i t y  i n  t h e  p o l i c e  t a s k .  Such a  f i n d i n g  
r a i s e s  t h e  q u e s t i o n  a s  t o  what forms of  c o n t r o l  and c o o r d i n a t i o n  a r e  most 
a p p r o p r i a t e  f o r  t h e  p o l i c e  f u n c t i o n .  One a v a i l a b l e  sampled s t u d y  p r o v i d e s  
some answers  t o  t h i s  q u e s t i o n ,  b u t  does  n o t  i n  and of i t s e l f  y i e l d  c o n c l u s i v e  
f i n d i n g s  upon which t o  d e r i v e  a theory  concern ing  t h i s  m 3 t t e r .  



Additional research then is needed in several areas, Specifically, it 
ic suggested that the following topics be researched further: 

m The issue of organizational style should be examined in 
greater detail beginning with firm operational 
definitions of style. These studies should embody quasi-
experimental or experimental designs and should feature 
more sophisticated, multivariate forms of analysis. 

e The subject of geographical dispersion should be 
researched in police organizations to determine to what 
degree the findings from general management can be 
transferred to police organizations. This research 
should carefully distinguish between geographical 
dispersion (the physical location of work units) and 
decentralization of authority. 

Additional research should be undertaken to test the 
propositions presented in this chapter concerning task 
variability and organizational and managerial dimensions 
influenced by variability of tasks in policing. Further, 
research is needed to identify the most appropriate 
supervisory systems for police activities with a high 
degree of task variability. 

The research findings concerning the relationships 
between size of police agencies and outcome measures 
(e.g., effectiveness, cost-effectiveness) should be 
supplemented by additional research which focuses on 
alternative output measures (other than citizen 
perceptions of services), as well as analyses of the 
possible relationships between organizational size and 
propensity to adopt innovations. 

Further research is needed to verify the propositions 
contained in this chapter and developed from general 
management research regarding variations in police 
internal managerial control and coordination systems 
according to size of the organization. Such studies 
should incorporate multivariate statistical analyses in 
order to facilitate the development of inferences 
concerning this subject. 



IV. INTERNAL STRUCTURAL DIFFERENTIATION 

I n t r o d u c t i o n  

Once o r g a n i z a t i o n s  de te rmine  t h e  miss ion  t h a t  t h e y  a r e  t o  p e r f o r m ,  
enumerate working o b j e c t i v e s  , and s p e c i f y  t a s k s  t o  be accomplished,  t h e y  then 
beg in  t o  s t r u c t u r e  t h e  s p e c i f i c  jobs  t o  be performed by o r g a n i z a t i o n  
members. The p r e c i s e  method of s t r u c t u r i n g  i n d i v i d u a l  jobs  is  c o n t i n g e n t  upon 
t h e  work t a s k s  o f  t h e  o r g a n i z a t i o n ,  t h e  environment  i n  which t h e  o r g a n i z a t i o n  
o p e r a t e s ,  and t h e  p e r s o n n e l  r e s o u r c e s  a v a i l a b l e .  The impact o f  t h e s e  f a c t o r s  
on t h e  s t r u c t u r e  o f  work a c t i v i t i e s  forms t h e  b a s i s  o f  i n q u i r y  f o r  t h i s  
c h a p t e r .  The f o c u s  o f  t h i s  c h a p t e r  then is  on i n d i v i d u a l  work a c t i v i t i e s  wi th  
an i n t e r e s t  i n  examining v a r i a t i o n s  i n  s t r u c t u r i n g  t h e s e  a c t i v i t i e s ,  
p r i n c i p a l l y  i n  t h e  p o l i c e  o r g a n i z a t i o n .  

The var  i a b l e s  analyzed i n  t h i s  c h a p t e r  c u m u l a t i v e l y  d e s c r i b e  t h e  
management c o n s i d e r a t i o n s  c r i t i c a l  t o  o r g a n i z a t i o n  s t r u c t u r e  and c o o r d i n a t i o n  
and c o n t r o l  of t h e  work e f f o r t .  Before  a d m i n i s t r a t o r s  i n  any o r g a n i z a t i o n  
d e f i n e  work u n i t s ,  a s s i g n  s u p e r v i s o r s  t o  monitor performance,  and p r e p a r e  
p r o c e d u r e s  t o  gu ide  work a c t i v i t i e s ,  t h e y  shou ld  c o n s i d e r  t h e  work to be 
performed with  a f o c u s  on t h e  degree  o f  s p e c i a l i z a t i o n  r e q u i r e d ,  t h e  n e c e s s a r y  
l e v e l  o f  s k i l l  and p r o f e s s i o n a l i s m ,  and t h e  amount o f  technology r e q u i r e d ,  
among o t h e r  c o n s i d e r a t i o n s .  They w i l l  a l s o  ana lyze  t h e  e f f e c t  of v a r i a t i o n s  
i n  human r e s o u r c e s  i n  an e f f o r t  t o  determine t h e  impact o f  p e r s o n a l  
d i f f e r e n c e s  i n  t h e  work f o r c e  on t h e  a c t i v i t i e s  t o  be performed. Those 
c o n s i d e r a t i o n s  and t h e i r  a t t e n d a n t  e f f e c t s  on t h e  o r g a n i z a t i o n  a r e  a s s e s s e d  i n  
t h i s  c h a p t e r .  

A c e n t r a l  e lement  i n  t h e  s t r u c t u r i n g  o f  work t a s k s  is d i v i s i o n  o f  
l a b o r .  S t r u c t u r i n g  of o r g a n i z a t i o n s  is  c o n t i n g e n t  upon t h e  number o f  
d j  f  f  e r e n t  f u n c t i o n s  t o  be accomplished and t h e  s i m i l a r i t y  of t h e s e  
f u n c t i o n s .  V a r i a t i o n s  i n  i n t e r n a l  s t r u c t u r e  h inge  on t h e  number o f  such  
f u n c t i o n s  t h a t  can r e a l i s t i c a l l y  be performed by any one i n d i v i d u a l  f o r  a 
number o f  i n d i v i d u a l s  i n  t h e  same p o s i t i o n .  F u r t h e r ,  t h e r e  a r e  d i f f e r e n c e s  i n  
t h e  d e g r e e  o f  grouping o f  t h e s e  t a s k s  i n t o  work depar tments  o r  u n i t s .  T h i s  
c h a p t e r  a n a l y z e s  t h e s e  v a r i a t i o n s  i n  p o l i c e  a g e n c i e s  and c o n s i d e r s  t h e  
t r a n s f e r  o f  f i n d i n g s  from e m p i r i c a l  r e s e a r c h  i n  o t h e r  o r g a n i z a t i o n s  t o  t h e  
p o l i c e  o r g a n i z a t i o n a l  environment .  

D i v i s i o n  o f  l a b o r  i n  o r g a n i z a t i o n s  i s  i n t i m a t e l y  l i n k e d  wi th  t h e  
n a t u r e  and degree  o f  t e c h n o l o g i c a l  complexi ty  i n  work t a s k s ,  a s  w e l l  a s  t h e  
s k i l l  s t r u c t u r e  o f  t h e  o r g a n i z a t i o n .  S e p a r a t e  a n a l y s e s  s f  t h e  I ripact of b o t h  
t e c h n o l o g i c a l  complexi ty  and s k i l l  s t r u c t u r e  a r e  inc luded  i n  t h i s  c h a p t e r  to 
f a c i l i t a t e  an assessment  o f  t h e  e f f e c t s  o f  v a r i a t i o n s  i n  t he se  s t r u c t u r a l  
e l e m e n t s  on management and a d m i n i s t r a t i o n .  



The a n a l y s i s  of s k i l l  s t r u c t u r e  a l s o  i n c l u d e s  an e x a m i n a t i o n  o f  
d e g r e e s  o f  p r o f e s s i o n a l i s m  i n h e r e n t  i n  o r g a n i z a t i o n s  wi th  an assessment  o f  t h e  
e f f e c t s  o f  v a r i a t i o n s  i n  t h i s  v a r i a b l e  on management and a d m i n i s t r a t i o n .  T h i s  
a r a l y s i s  c o n s i d e r s  t h e  n o t i o n  o f  deve lop ing  p r o f e s s i o n a l i s m  i n  p o l i c e  
o r g a n i z a t i o n s  wi th  a comparison t o  p r o f e s s i o n a l i s m  i n  o t h e r  o r g a n i z a t i o n a l  
s e t t i n g s .  Two q u e s t i o n s  a r e  i n c o r p o r a t e d  i n  t h i s  a n a l y s i s :  what knowledge 
can be d e r i v e d  from i n v e s t i g a t i o n s  o f  p r o f e s s i o n a l i s m  i n  p o l i c i n g ,  and how do 
movements toward i n c r e a s e d  p r o f e s s i o n a l i s m  a f f e c t  management s t r u c t u r e  and 
a d m i n i s t r a t i v e  c o o r d i n a t i o n  and c o n t r o l  e f f o r t s ?  

S o c i a l  s t r a t i f i c a t i o n  i n  o r g a n i z a t i o n s  a l s o  i s  a c r i t i c a l  f a c t o r  i n  
i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n .  S t r a t i f i c a t i o n  is d e f i n e d  i n  t h i s  
c o n t e x t  a s  t h e  unequal  r ank ing  o f  p e o p l e  i n  t h e  o r g a n i z a t i o n .  A l l  
o r g a n i z a t i o n s  e x h i b i t  such s t r a t i f i c a t i o n  and embody v a r i o u s  d imens ions  o f  
s t r a t i f i c a t i o n .  Four such dimensions  a r e  analyzed i n  t h i s  c h a p t e r :  s e x ,  
r a c e ,  s e n i o r i t y ,  and e d u c a t i o n .  These d imens ions  were i n t e n t i o n a l l y  s e l e c t e d  
because  o f  t h e i r  r e l e v a n c e  i n  p o l i c e  o r g a n i z a t i o n s .  Numerous r e s e a r c h  s t u d i e s  
i n  p o l i c i n g  have i n v e s t i g a t e d  t h e  e f f e c t s  o f  v a r i a t i o n s  i n  t h e s e  d imens ions .  

A s  i n  p r e v i o u s  c h a p t e r s ,  t h e  v a r i a b l e s  addressed  i n  t h i s  c h a p t e r  a r e  
analyzed from two p e r s p e c t i v e s .  The e f f e c t s  of env i ronmenta l ,  o r g a n i z a t i o n a l ,  
a d m i n i s t r a t i v e ,  and s o c i a l  i n f l u e n c e s  on i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n  
a r e  c o n s i d e r e d ,  a s  w e l l  a s  t h e  impacts  o f  v a r i a t i o n s  i n  s t r u c t u r a l  
d i f f e r e n t i a t i o n  on o t h e r  manager ia l ,  o r g a n i z a t i o n a l ,  and s o c i a l  v a r i a b l e s .  

D e s c r i p t i v e  F i n d i n g s  

A comprehensive review of  t h e  p o l i c e  management l i t e r a t u r e  i d e n t i f i e d  
8 2  e m p i r i c a l  s t u d i e s  which examined v a r i a b l e s  included i n  t h i s  c o n c e p t u a l  
c l u s t e r .  Ad i t i o n a l l y ,  33 r e l a t e d  s t u d i e s  were found i n  t h e  non-pol ice  
l i t e r a t u r e .-28P These s t u d i e s  were c a r e f u l l y  reviewed and coded t o  d e r i v e  a 
s y n t h e s i s  o f  knowledge p e r t a i n i n g  to i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n .  The 
s e c t i o n  which f o l l o w s  i n c l u d e s  a d i s c u s s i o n  o f  t h e  number o f  s t u d i e s  reviewed 
by s p e c i f i c  v a r i a b l e s ,  t h e  t y p e s  o f  r e s e a r c h  d e s i g n s  employed, t h e  l e v e l  o f  
a n a l y s i s ,  and a summary o f  t h e  f i n d i n g s  by s p e c i f i c  v a r i a b l e s .  

28/1t should  be no ted  t h a t  t h e  33 non-pol ice  s t u d i e s  reviewed f o r  t h i s  
c l u s t e r  r e p r e s e n t  on ly  a  s m a l l  p o r t i o n  o f  t h e  t o t a l  number o f  s t u d i e s  on t h i s  
t o p i c .  N e v e r t h e l e s s ,  t h e s e  s t u d i e s  w i l l  p r o v i d e  an i n d i c a t i o n  o f  t h e  s t a t e  o f  
t h e  a r t  f o r  t h e  g e n e r a l  management l i t e r a t u r e .  



Number of Studies by Specific Variables 

Eight distinctive variables are incorporated in the conceptual 
framework for the cluster entitled Internal Structural Differentiation. These 
variables are: (1) Functional Specialization; (2) Departmental 
Specialization; ( 3 )  Technological Complexity; (4) Skill Structure, 
Professionalism; (5) Internal Stratification: Sex; (6) Internal 
Stratification: Race; (7) Internal Stratification: Seniority; and (8) 
Internal Stratification: Education. Definitions for each of these variables 
are included in Chapter I: Detailed Study Methodology. The four variables on 
stratification (i e sex, race, seniority, and education) were added to 
Heydebrand s original framework to accommodate the rather extensive analyses 
of these contemporary issues of concern to police administrators. Upon 
completion of the review process, four variables (departmental specialization, 
skill structure, professionalism, and internal stratification: seniority) 
appeared to be too broad in scope and, therefore, the project team felt it 
necessary to identify and define key sub-variables to describe more completely 
the content area of sampled studies. 

Table 12 displays the number of studies reviewed by specific variable 
and sub-variable within the conceptual cluster for both police and non-police 
studies. Many of the studies reviewed in this cluster examined more than one 
variable; thus, the totals in the table will equal more than the total number 
of studies reviewed for this clustei. 

As shown on Table 12, the majority of police studies in this cluster 
examined education, seniority, skill structure, and professionalism, while the 
non-police studies focused on functional and departmental specializaion and 
technological complexity more than any other variable. This finding is not 
surprising given the growing interest, for example, in the concept of higher 
education for police. A significant number of studies reviewed indicated that 
police officers with higher educational backgrounds performed better than 
police officers without such an education. Similarly, there has been 
considerable interest in policing in seniority of police officers. 
Researchers often analyze the effect of seniority on officer perceptions and 
behavior. 

There appears to be a lack of research in policing on technological 
complexity and the effect it has on employees, and on internal management. 
This void may be due to the relatively recent adoption of technological 
advances (e.g ., automation) in police organizations. 



T a b l e  1 2  

NUMBER OF STUDIES REVIEWED BY SPECIFIC VARIABLE 
(CONCEPTUAL CLUSTER 111) 

V a r i a b l e  
Number Name P o l i c e  Non-Pol ice  

13 F u n c t i o n a l  S p e c i a l i z a t i o n  

14 D e p a r t m e n t a l  S p e c i a l i z a t i o n  ( T o t a l )  
0 G e n e r a l  Degree  o f  S p e c i a l i z a t i o n  

U s e  o f  C i v i l i a n s  
a E s t a b l i s h m e n t  o f  S p e c i a l  Programs 

1 5  T e c h n o l o g i c a l  Complex i ty  

16 S k i l l  S t r u c t u r e ,  P r o f e s s i o n a l i s m  ( T o t a l )  
a S k i l l  S t r u c t u r e  
a O r g a n i z a t i o n a l  P r o f e s s i o n a l i s m  

I n d i v i d u a l  P r o f e s i o n a l i s m  

I n t e r n a l  S t r a t i f i c a t i o n :  Sex 4 2 

I n t e r n a l  S t r a t i f i c a t i o n :  Race 16  0 

I n t e r n a l  S t r a t i f i c a t i o n :  S e n i o r i t y  ( T o t a l )  23 2 
a Number o f  Yea r s  o f  S e r v i c e  (13  ( 2 )  

S o c i a l i z a t i o n :  S e l e c t i o n  t o  A s s i m i l a t i o n  (10 )  ( 0  
i n t o  t h e  O r g a n i z a t i o n  

20 I n t e r n a l  S t r a t i f i c a t i o n :  E d u c a t i o n  25 2 

Resea rch  D e s i g n s  

The second s t e p  i n  t h i s  p h a s e  o f  t h e  a n a l y s i s  was to i d e n t i f y  t h e  t y p e  
o f  r e s e a r c h  d e s i g n s  u t i l i z e d .  S t u d i e s  were c l a s s i f i e d  a s  E x p l o r a t o r y ,  C a s e  
S t u d y ,  Q u a s i - E x p e r i m e n t a l ,  or E x p e r i m e n t a l .  Members o f  t h e  r e s e a r c h  team a l s o  
coded w h e t h e r  t h e  e i g h t  v a r i a b l e s  i n  t h i s  c l u s t e r  were t r e a t e d  a s  i n d e p e n d e n t  
o r  d e p e n d e n t  v a r i a b l e s .  

R e s e a r c h  Des ign  Types .  T a b l e  1 3  i l l u s t r a t e s  t h e  r e s u l t s  o f  t h i s  
a n a l y s i s .  As was t h e  case w i t h  t h e  s t u d i e s  a n a l y z e d  i n  p r e v i o u s  c o n c e p t u a l  
c l u s t e r s ,  t h e  v a s t  m a j o r i t y  o f  t h e  r e s e a r c h  conduc ted  used  e i t h e r  e x p l o r a t o r y  
o r  c a s e  s t u d y  d e s i g n s .  T h i s  was t r u e  f o r  b o t h  p o l i c e  and n o n - p o l i c e  s t u d i e s ,  
a l t h o u g h  it s h o u l d  be  n o t e d  t h a t  n i n e  p e r c e n t  ( 9 % )  o f  t h e  r e s e a r c h  i n  t h e  
g e n e r a l  management f i e l d  employed e i t h e r  q u a s i - e x p e r i m e n t a l  o r  e x p e r i m e n t a l  
d e s i g n s .  
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Table  13 

TYPES OF DESIGNS FOR SAMPLED STUDIES 

P o l i c e  Non-Police 
Types o f  Designs  N 8 N % 

v 

e E x p l o r a t o r y  46 57 26 79 

s Case Study 

a Quasi  -Exper imen tai 

e Exper imenta l  

I t  is c o n c e i v a b l e  t h a t  c e r t a i n  v a r i a b l e s  i n  t h i s  c l u s t e r  c o u l d  be  
analyzed through more s o p h i s t i c a t e d  r e s e a r c h  d e s i g n s  i n  p o l i c i n g .  Analyses  o f  
f u n c t i o n a l  and depar tmenta l  s p e c i a l i z a t i o n ,  a s  w e l l  a s  t e c h n o l o g i c a l  
complex i ty ,  f o r  example, cou ld  p o t e n t i a l l y  be s u b j e c t e d  t o  e i t h e r  a q u a s i -
e x p e r i m e n t a l  o r  e x p e r i m e n t a l  d e s i g n  i f  t h e  u n i t  o f  a n a l y s i s  were t h e  
o r g a n i z a t i o n ;  i.e., t h e  p o l i c e  depar tment .  If t h i s  o c c u r r e d ,  a comparison 
would be p o s s i b l e  between depar tments ,  emphasizing g e n e r a l i s t  v e r s u s  
s p e c i a l i z e d  r o l e s  o f  p o l i c e  o f f i c e r s ,  o r  between a medium-sized depar tment  
which e x h i b i t s  a h igh  degree  o f  technology and one which does  n o t .  The 
r e s e a r c h e r  would then be a b l e  t o  a s s e s s  t h e  impact o f  t h e s e  s t r u c t u r a l  and 
o r g a n i z a t i o n a l  d i f f e r e n c e s  and draw c a u s a l  i n f e r e n c e s .  I t  would be 
i n t e r e s t i n g  to s e e  t h e  e f f e c t  t h a t  s p e c i a l i z a t i o n  and/or technology h a s  on 
s k i l l  s t r u c t u r e ,  i n d i v i d u a l  and o r g a n i z a t i o n  performance,  and c i t i z e n ' s  
p e r c e p t i o n s  o f  t h e  depar tment ,  a s  w e l l  a s  on o t h e r  t o p i c s .  

Treatment  o f  V a r i a b l e s  i n  Research Designs.  The sampled s t u d i e s  were 
a l s o  reviewed t o  de te rmine  i f  t h e  v a r i a b l e s  were t r e a t e d  a s  independen t  o r  
dependent  v a r i a b l e s  i n  r e s e a r c h  d e s i g n s .  Tab le  14 p r e s e n t s  t h e  r e s u l t s  o f  
t h i s  a n a l y s i s .  A s  p r e v i o u s l y  i n d i c a t e d ,  t h e  t o t a l  number o f  s t u d i e s  
r e p r e s e n t e d  h e r e  e q u a l s  more t h a n  t h e  t o t a l  number o f  s t u d i e s  reviewed due t o  
t h e  f a c t  t h a t  c e r t a i n  r e s e a r c h  r e p o r t s  ana lyzed  more t h a n  one v a r i a b l e .  



Table  14 


TREATMENT OF WRI-MILES I N  RESEARCH DESIGNS 


Var i-
a b l e  
Number Name 

P o l i c e  
Independent  Dependent 

Non-Police 
Independent  Dependent 

13 F u n c t i o n a l  S p e c i a l i z a t i o n  4 2 8 7 

14 Depar tmental  Spec i a l i z a -  
t i o n  5 6 4 4  

15 Technolog ica l  Complexity 1 0 9 1 

16 S k i l l  S t r u c t u r e  
P r o f e s s i o n a l i s m  

17 I n t e r n a l  S t r a t i f i c a t i o n :  
Sex 3 1 2 1 

18 I n t e r n a l  S t r a t i f i c a t i o n :  
Race 13 3 0 0 

1 9  I n t e r n a l  S t r a t i f i c a t i o n :  
S e n i o r i t y  22 2 

20 I n t e r n a l  S t r a t i f i c a t i o n :  
Educat ion 21 4 

As d e p i c t e d  i n  t h i s  t a b l e ,  t h e  f o u r  s t r a t i f i c a t i o n  v a r i a b l e s  were 
a lmos t  un i fo rmly  used a s  independent  v a r i a b l e s  i n  both  t h e  p o l i c e  and non-
p o l i c e  l i t e r a t u r e .  These v a r i a b l e s  a r e  n o t  u s u a l l y  c o n s i d e r e d  t o  be outcome 
o r  dependent  v a r i a b l e s .  I n t e r e s t i n g l y ,  s t u d i e s  a t  t e c h n o l o g i c a l  complex i ty  
c o n s i d e r e d  t h i s  s u b j e c t  t o  be an independent  v a r i a b l e .  Hence i t  is d i f f i c u l t  
t o  answer t h e  fo l lowing  q u e s t i o n s  among o t h e r s :  what e f f e c t  does  f i s c a l  
environment have on t e c h n o l o g i c a l  complexi ty;  what e f f e c t ,  i f  any,  d o  
m a t e r i a l ,  s o c i a l ,  and normat ive  i n c e n t i v e s  have on sex ,  r a c e ,  s e n i o r i t y ,  and 
e d u c a t i o n a l  s t r a t i f i c a t i o n ;  and how does  t h e  in formal  o r g a n i z a t i o n  s t r u c t u r e  
e f f e c t  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n ?  These and o t h e r  impor tan t  
q u e s t i o n s  cannot  be a d e q u a t e l y  addressed  from t h e  l i t e r a t u r e  reviewed f o r  t h i s  
s t u d y .  

The sampled s t u d i e s ,  f o c u s i n g  on f u n c t i o n a l  s p e c i a l i z a t i o n  , 
d e p a r t m e n t a l  s p e c i a l i z a t i o n ,  s k i l l  s t r u c t u r e ,  and p r o f e s s i o n a l i s m  t r e a t e d  
t h e s e  s u b j e c t s  a s  both  dependent  and independent  v a r i a b l e s .  Thus it was 
p o s s i b l e  t o  deve lop  i n f e r e n c e s  concern ing  t h e  e f f e c t s  of d i v i s i o n  o f  l a b o r  and 
s k i l l  s t r u c t u r e  on t h e  o r g a n i z a t i o n  and,  c o n v e r s e l y ,  t o  ana lyze  t h e  impacts  o f  
o t h e r  o r g a n i z a t i o n a l  and a d m i n i s t r a t i v e  f a c t o r s  on t h e s e  s t r u c t u r a l  v a r i a b l e s .  



Methods o f  A n a l y s i s  

The t h i r d  s t e p  i n  t h e  d e s c r i p t i v e  a n a l y s i s  was t o  s p e c i f y  t h e  forms o f  
a n a l y s i s  used i n  sampled s t u d i e s .  The s t u d i e s  which were reviewed f o r  t h i s  
c l u s t e r  were c a t e g o r i z e d  a s  u t i l i z i n g  one o f  f o u r  forms of  a n a l y s i s :  
q u a l i t a t i v e ,  u n i v a r i a t e ,  b i v a r i a t e ,  o r  m u l t i v a r i a t e .  

Tab le  15 p r e s e n t s  t h e  breakdown of  f i n d i n g s  concern ing  forms o f  
a n a l y s i s .  These d a t a  r e v e a l  t h a t  r e s e a r c h e r s  i n  t h e  p o l i c e  f i e l d  employed a 
v a r i e t y  o f  a n a l y t i c a l  t e c h n i q u e s ,  a l b e i t  more r e s e a r c h e r s  ( 7 2 % )  u t i l i z e d  
b i v a r i a t e  and m u l t i v a r i a t e  methods t h a n  q u a l i t a t i v e  o r  u n i v a r i a t e  forms o f  
a n a l y s i s .  T h i s  is t h e  f i r s t  c o n c e p t u a l  c l u s t e r  i n  t h i s  r e p o r t  i n  which t h e  
m a j o r i t y  o f  s t u d i e s  u t i l i z e d  such s o p h i s t i c a t e d  a n a l y t i c a l  t echn iques .  As was 
t h e  c a s e  i n  t h e  f i r s t  and second c o n c e p t u a l  c l u s t e r s ,  a m a j o r i t y  o f  t h e  
sampled employed e i t h e r  b i v a r i a t e  o r  m u l t i v a r i a t e  a n a l y s i s  t e c h n i q u e s  w i t h  
o v e r  h a l f  employing m u l t i v a r i a t e  s t a t i s t i c a l  a n a l y s i s .  A s  p r e v i o u s l y  
mentioned, t h i s  r e s u l t  was p a r t i a l l y  due t o  t h e  f a c t  t h a t  t h e  j o u r n a l  reviewed 
f o r  t h e  g e n e r a l  management a r e a  was t h e  A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y  which 
t e n d s  t o  p u b l i s h  r e s e a r c h  t h a t  h a s  r e l i e d  on s o p h i s t i c a t e d  a n a l y t i c a l  
t e c h n i q u e s . 

The p o l i c e  and non-pol ice  s t u d i e s  which a p p l i e d  e i t h e r  b i v a r i a t e  o r  
m u l t i v a r i a t e  t e c h n i q u e s  were even ly  d i s t i b u t e d  a c r o s s  t h e  e i g h t  v a r i a b l e s  
under s t u d y .  A s  a r e s u l t ,  t h e  a u t h o r s  a t t empted  t o  i n f e r  r e l a t i o n s h i p s  
between t h e s e  v a r i a b l e s  and o t h e r  o r g a n i z a t i o n a l  v a r i a b l e s .  

T a b l e  1 5  

METHODS OF ANALYSIS FOR SELECTED STUDIES 

P o l i c e  Non-Police 
Methods o f  A n a l y s i s  -N % 

0 Q u a l i t a t i v e  

w U n i v a r i a t e  

0 B i v a r i a t e  

e M u l t i v a r i a t e  

The n a t u r e  of t h e  v a r i a b l e s  inc luded  i n  t h i s  c l u s t e r  undoubtedly  
e x p l a i n s  t h e  i n c r e a s e d  a p p l i c a t i o n  o f  b i v a r i a t e  and m u l t i v a r i a t e  a n a l y t i c a l  
methods. The f o u r  s t r a t i f i c a t i o n  v a r i a b l e s  f r e q u e n t l y  analyzed a t t i t u d i n a l  o r  
b i o g r a p h i c a l  d a t a  f o c u s i n g  on s e x u a l ,  r a c i a l ,  o r  o t h e r  d i f f e r e n c e s  among 



employees, o r  on v a r i a t i o n s  i n  s e n i o r i t y  o r  e d u c t i o n  o r  a t t i t u d e s  o r  p e r s o n a l  
performance.  Such d a t a  a r e  more amenable t o  advanced s t a t i s t i c a l  a n a l y s i s .  

P r e s e n t a t i o n  o f  D e s c r i p t i v e  F i n d i n g s  Produced by Sampled Research S t u d i e s .  

The f i n a l  s t e p  i n  t h e  d e s c r i p t i v e  p o r t i o n  o f  t h e  a n a l y s i s  was to 
de te rmine  any p a t t e r n s  o f  re1-a t ionsh ip  among v a r i a b l e s  w i t h i n  t h i s  c l u s t e r  and 
between v a r i a b l e s  i n  t h i s  c l u s t e r  and t h o s e  i n  o t h e r  s e c t i o n s  of t h e  
c o n c e p t u a l  framework. T h i s  p r o c e s s  was performed t o  p r o v i d e  a  d e s c r i p t i v e  
s y n t h e s i s  o f  t h e  f i n d i n g s ,  The r e s u l t s  of t h i s  s y n t h e s i s  a r e  p r e s e n t e d  i n  
E x h i b i t  C e n t i t l e d  " S y n t h e s i s  o f  D e s c r i p t i v e  F ind ings :  I n t e r n a l  S t r u c t u r a l  
D i f f e r e n t i a t i o n . "  I m p o r t a n t l y ,  t h e s e  r e s u l t s  a r e  d e s c r i p t i v e  i n  n a t u r e  and d o  
n o t  n e c e s s a r i l y  produce a knowledge b a s e .  A d i s c u s s i o n  o f  knowledge-based 
s t r e n g t h s  and weaknesses is p r e s e n t e d  i n  a  subsequen t  s e c t i o n  of t h i s  c h a p t e r ,  
e n t i t l e d  " I n f e r e n t i a l  F ind ings . "  



EXHIBIT C 

SYNTHESIS OF DESCRIPTIVE FINDINGS: 
INTERNAL STRUCTURAL DIFFERENTIATION 

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

13. F u n c t i o n a l  S p e c i a l i z a t i o n  13 .  F u n c t i o n a l  S p e c i a l i z a t i o n  

a 

e 

Two s t u d i e s  i n d i c a t e d  t h a t  f u n c t i o n a l  
s p e c i a l i z a t i o n  is c o r r e l a t e d  n e g a t i v e l y  
w i t h  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  . 
E f f e c t i v e n e s s  was measured a s  a  r e d u c t i o n  
i n  t h e  amount o f  crime and c l e a r a n c e  
r a t e s .  Both s t u d i e s  analyzed t h e  concep t  
of crime c o n t r o l  teams ( s i m i l a r  to Team 
P o l i c i n g  Programs) . 
Some i n d i c a t i o n  t h a t  f u n c t i o n a l  
s p e c i a l i z a t i o n  is n e g a t i v e l y  c o r r e l a t e d  
w i t h  p u b l i c  s u p p o r t  and o f f i c e r  
s a t i s f a c t i o n .  

s 

e 

Research f i n d i n g  t h a t  t h e  l a r g e r  t h e  
o r g a n i z a t i o n  is ( i.e. ,  t h e  g r e a t e r  t h e  
number o f  employees ) ,  t h e  more 
f u n c t i o n a l l y  s p e c i a l i z e d  it becomes. 

The l i t e r a t u r e  i n d i c a t e s  t h a t  f u n c t i o n a l  
s p e c i a l i z a t i o n  is p o s i t i v e l y  r e l a t e d  t o  
t h e  t o t a l  number of 
administrative/management p e r s o n n e l .  
S t r o n g  i n d i c a t i o n  t h a t  t h e  more 
f u n c t i o n a l l y  s p e c i a l i z e d  t h e  o r g a n i z a t i o n  
is, t h e  s m a l l e r  t h e  s t a f f  s u p p o r t i v e  
component. 

t-m 
N 

e 

e 

One s t u d y  noted a  p o s i t i v e  r e l a t i o n s h i p  
between f u n c t i o n a l  s p e c i a l i z a t i o n  and 
c i t i z e n  c o o p e r a t i o n  wi th  t h e  p o l i c e .  

There a p p e a r s  t o  be no r e l a t i o n s h i p  
between f u n c t i o n a l  s p e c i a l i z a t i o n  and 
i n d i v i d u a l  performance.  

e I n d i c a t i o n  t h a t  t h e r e  is a  n e g a t i v e  
r e l a t i o n s h i p  between c o n c e n t r a t i o n  o f  
a u t h o r i t y  and f u n c t i o n a l  s p e c i a l i z a t i o n  
i n  o r g a n i z a t i o n .  



Exhibit C (continued) 


Police Studies 


a 	 Indication that there are positive e 

relationships between organizational 

size, and technological complexity, and 

functional specialization. 


e 


r 

a 


a 


Non-Police Studies 


Research suggests that discretion 

correlates negatively with functional 

specialization, 


Indication that technological complexity 

and environmental relations (i.e., 

perceived environmental uncertainty) are 

correlated positively with functional 

specialization. Further, diversity in 

organizational objectives does not appear 

to affect functional specialization. 


The literature suggests that functional 

specialization correlates positively with I-


N 
the use of committees and perceptions of LA 

organizational effectiveness. 

The literature suggests that 

professionalism (professional authority) 

is positively related to functional 

specialization. 


In non-routine organizations, functional 

specialization seems to correlate 

negatively with hierarchical structure. 

In organizations with a routine task 

structure, there is a positive 

relationship between functional 

specialization and hierarchical levels. 




E x h i b i t  C ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

8 I n d i c a t i o n  t h a t  f u n c t i o n a l  s p e c i a l i z a t i o n  
is n e g a t i v e l y  r e l a t e d  t o  span o f  c o n t r o l  
( i . e . ,  t h e  g r e a t e r  t h e  amounts o f  
f u n c t i o n a l  s p e c i a l i z a t i o n ,  t h e  s m a l l e r  
t h e  span o f  c o n t r o l ) .  

34.  Departmental  S p e c i a l i z a t i o n  

a .  Degrees o f  S p e c i a l i z a t i o n  

8 I n d i c a t i o n  o f  a p o s i t i v e  r e l a t i o n s h i p  
b e  tween o r g a n i z a t i o n a l  and depar tmenta l  
s p e c i a l i z a t i o n .  

e I t  a p p e a r s  t h a t  t h e  more s p e c i a l i z e d  t h e  
o r g a n i z a t i o n  is ,  t h e  l e s s  a l i e n a t e d  t h e  
o f f i c e r s  f e e l .  Another s t u d y  i n d i c a t e d  
t h a t  d e p a r t m e n t a l  s p e c i a l i z a t i o n  is 
c o r r e l a t e d  n e g a t i v e l y  wi th  o r g a n i z a t i o n a l  
e f f e c t i v e n e s s  ( i . e . ,  a r r e s t  r a t e )  . 

8 No r e l a t i o n s h i p  was d i s c o v e r e d  between 
d e p a r t m e n t a l  s p e c i a l i z a t i o n  and an 
o f f i c e r ' s  formal  o r  l e g a l i s t i c  a t t i t u d e s  
( s t r e s s i n g  s t r i c t  enforcement  o f  c r i m i n a l  
v i o l a t i o n s )  toward law enforcement.  

1 4 .  Depar tmental  S p e c i a l i z a t i o n  

Degrees o f  S p e c i a l i z a t i o n  

F ind ing  t h a t  o r g a n i z a t i o n a l  s i z e  is  
p o s i t i v e l y  r e l a t e d  t o  d e p a r t m e n t a l  
s p e c i a l i z a t i o n .  

P 
N 

8 Two s t u d i e s  r e v e a l e d  t h a t  d e p a r t m e n t a l  P 

s p e c i a l i z a t i o n  was c o r r e l a t e d  p o s i t i v e l y  
wi th  o r g a n i z a t i o n a l  change ( a d o p t i n g  
i n n o v a t i o n s ) .  A t h i r d  s t u d y  r e p o r t e d  a  
n e g a t i v e  r e l a t i o n s h i p  between t h e s e  two 
v a r i a b l e s .  

8 Departmental  s p e c i a l i z a t i o n  a p p e a r s  t o  be 
p o s i t i v e l y  c o r r e l a t e d  w i t h  h i e r a r c h i c a l  
l e v e l s  i n  r o u t i n e  o r g a n i z a t i o n s ,  and 
n e g a t i v e l y  i n  non-rout ine  o r g a n i z a t i o n s .  



E x h i b i t  C ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

e I n d i c a t i o n  t h a t  d e p a r t m e n t a l  
s p e c i a l i z a t i o n  is p o s i t i v e l y  r e l a t e d  t o  
decision-making sys tems ,  use  of 
commit tees ,  a d m i n i s t r a t i v e  s t a f f  s i z e ,  
employee c o o r d i n a t i o n  and c o n t r o l ,  and 
o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  

e Technolog ica l  change i n  t h e  o r g a n i z a t i o n  
was n e g a t i v e l y  r e l a t e d  to d e p a r t m e n t a l  
s p e c i a l i z a t i o n .  

b. Use of  C i v i l i a n s  b. U s e  o f  C i v i l i a n s  

s I n d i c a t i o n  t h a t  when c i v i l  s e r v i c e  t a k e s  
on a  p o l i c y  f o r m u l a t i n g  r o l e  ( i . e . ,  
p a r t i c i p a t i o n  i n  t h e  fo rmula t ion  o f  
p e r s o n n e l  p o l i c i e s ) ,  it has  d e s i r a b l e  o r  
p o s i t i v e  impact on i n t e g r a t i o n  o f  
c i v i l i a n s  i n  p o l i c e  a g e n c i e s .  When c i v i l  
s e r v i c e  t a k e s  on a  r e g u l a t o r y  r o l e  ( i .e .  , 
moni to r ing ,  reviewing,  and r e g u l a t i n g  
d e c i s i o n s ) ,  it h a s  i n h i b i t i n g  and 
n e g a t i v e  e f f e c t s  on t h e  use  o f  
c i v i l i a n s .  The same s t u d y  found t h a t  t h e  
use  o f  c i v i l i a n s  has  no r e l a t i o n s h i p  t o  
o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  

e The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  cn 
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I n d i c a t i o n  t h a t  i n  r e c e n t  y e a r s  c i v i l i a n s  
a r e  being used more o f t e n  i n  p o l i c e  
depar tments ,  p r i m a r i l y  i n  c l e r i c a l  r o l e s .  

I t  a p p e a r s  t h a t  i n c r e a s i n g  
p r o f e s s i o n a l i s m  i n  p o l i c e  o r g a n i z a t i o n s  
h a s  no e f f e c t  on t h e  use o f  c i v i l i a n s  i n  
p o l i c e  depar tments .  

e I n d i c a t i o n  t h a t  d e p a r t m e n t a l  
s p e c i a l i z a t i o n  is p o s i t i v e l y  c o r r e l a t e d  
w i t h  f u n c t i o n a l  s p e c i a l i z a t i o n .  

c. E s t a b l i s h m e n t  o f  S p e c i a l  Programs 

e The l i t e r a t u r e  p r o v i d e s  a  d e s c r i p t i o n  o f  
one s p e c i a l i z e d  program i n  p o l i c e  
depar tments  : t h e  P o l i c e  Community 
R e l a t i o n s  Programs which e x i s t  th roughout  
t h e  Country.  I n  1979 t h e  average  program 
had been i n  e x i s t e n c e  between 6-10 
y e a r s .  The g r e a t e s t  amount o f  manpower 
i n  such programs is devoted t o  p o l i c e -
s c h o o l  l i a i s o n  work , t e a c h i n g ,  and c r  i m e  
p r e v e n t i o n  programs. The average u n i t  
h a s  approx imate ly  11 sworn o f f i c e r s  and 5 
c i v i l i a n s .  

c. E s t a b l i s h m e n t  o f  S p e c i a l  Programs 

e The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e  . 



Exhibit C 

-	 Police Studies 

15. Technological Complexity 


e 	 Indication that there is no relationship 

between the use of computers and 

organizational change and discretion. 


(continued) 


Non-Police Studies 


15. Technological Complexity 


Finding that integration of technology is 

correlated positively with functional and 

departmental specialization. 


e 	 Finding that job complexity is negatively 
related to discretion. The literature 
also suggests that technological 
complexity is positively associated with 
environmental relations (interaction 
among union members) and employment of 
staff (supportive employees). 

w 
N 

Indication that higher technology is 

associated with a decentralization of 

decision-making to specialized, 

differentiated work units. 


e 	 Indication that technological complexity 
is correlated negatively with normative 
incentives (feelings o f  importance), and 
variability of tasks. 

e 	 No relationship was reported between job 

complexity and satisfaction with 

supervision, with co-workers, with styles 

of supervision, and with individual 

performance. 


.I 
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e I n d i c a t i o n  t h a t  t h e  use  o f  computers is 
n o t  r e l a t e d  t o  a d o p t i n g  i n n o v a t i o n s .  

16.  S k i l l  S t r u c t u r e ,  P r o f e s s i o n a l i s m  

a .  S k i l l  S t r u c t u r e  

P r e l i m i n a r y  ev idence  t h a t  t e c h n i c a l  
s k i l l s  a r e  most impor tan t  a t  t h e  e n t r y  
l e v e  1, human s k i l l s  become impor t a n  t 
l a t e r  i n  t h e  p o l i c e  c a r e e r ,  and f i n a l l y  
c o n c e p t u a l  s k i l l s  a r e  r e q u i r e d  a t  t h e  
e x e c u t i v e  l e v e l .  

b. O r g a n i z a t i o n a l  P r o f e s s i o n a l i s m  

e Socioeconomic s t a t u s  o f  c i t i z e n s  and 
economic autonomy is n o t  r e l a t e d  t o  
p r o f e s s i o n a l i s m  of  t h e  p o l i c e  c h i e f .  

e F ind ing  (based on q u a l i t a t i v e  a n a l y s i s )  
t h a t  g r e a t e r  c e n t r a l i z a t i o n  o f  government 
s e r v i c e s  produces  more p c o f e s s i o n a l i s m  i n  
p o l i c e  s e r v i c e s .  

e F ind ing  t h a t  p r o f e s s i o n a l i s m  was 
c o r r e l a t e d  p o s i t i v e l y  w i t h  o r g a n i z a t i o n a l  
e f f e c t i v e n e s s  (c r ime  r a t e s  and 
apprehens ion  r a t e )  ; b u t  was n o t  r e l a t e d  
to o r g a n i z a t i o n a l  change. 

16.  S k i l l  S t r u c t u r e ,  P r o f e s s i o n a l i s m  

a .  S k i l l  S t r u c t u r e  

I n d i c a t i o n  t h a t  v a r i a b i l i t y  i n  t a s k s  is 
p o s i t i v e l y  r e l a t e d  t o  s k i l l  s t r u c t u r e .  

t-' 
rn

b O r g a n i z a t i o n a l  P r o f e s s i o n a l i s m  03 

e Find ing  t h a t  p r o f e s s i o n a l i z a t i o n  and 
b u r e a u c r a t i z a t i o n  a r e  i n v e r s e l y  r e l a t e d .  

Sugges t ion  t h a t  u n i v e r s i t i e s  w i t h  high 
p r e s t i g e  have more i n t e r a c t i o n  wi th  t h e i r  
environment .  
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@ I n d i c a t i o n  t h a t  o r g a n i z a t i o n a l  
p r o f e s s i o n a l i s m  is n o t  r e l a t e d  t o  t h e  use 
o f  c i v i l i a n s  and is n e g a t i v e l y  c o r r e l a t e d  
w i t h  f o r m a l i z a t i o n  and d i s c r e t i o n .  

N o  r e l a t i o n s h i p  was d i s c o v e r e d  between 
m a t e r i a l  i n c e n t i v e s  and p r o f e s s i o n a l i s m .  

e A q u a l i t a t i v e  s tudy  o f  o r g a n i z a t i o n a l  
p r o f e s s i o n a l i s m  s t a t e d  t h a t  
p r o f e s s i o n a l i s m  f o s t e r s  o b j e c t i v e  
s t a n d a r d s  i n  decision-making and it 
promotes s e l f - e v a l u a t i o n  and s e l f -
c o n t r o l .  

Q Two s t u d i e s  r e p o r t e d  t h a t  o r g a n i z a t i o n a l  
p r o f e s s i o n a l i s m  was n e g a t i v e l y  r e l a t e d  t o  
p u b l i c  s u p p o r t ,  w h i l e  a t h i r d  s t u d y  
i n d i c a t e d  a p o s i t i v e  r e l a t i o n s h i p .  

c. I n d i v i d u a l  P r o f e s s i o n a l i s m  

e S e v e r a l  s t u d i e s  which a s s e s s e d  i n d i v i d u a l  
p r o f e s s i o n a l i s m  used H a l l ' s  (1968) and 
S n i z e k ' s  (1972) p r o f e s s i o n a l i s m  s c a l e .  
Miller and Fry (1976) v a l i d a t e d  t h i s  
s c a l e  and found it a p p l i c a b l e  t o  p o l i c e .  

c. I n d i v i d u a l  P r o f e s s i o n a l i s m  

Q Find ing  t h a t  t h e  more v a r i a b l e  t h e  
i n d i v i d u a l ' s  t a s k s  were, t h e  h igher  t h e i r  
p r o f e s s i o n a l i s m  ( i . e . ,  amount of t r a i n i n g  
and e d u c a t i o n ) .  
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@ 

e 

I n d i c a t i o n  t h a t  p o l i c e  o f f i c e r s  who 
s c o r e d  high on t h e  H a l l  and Sn izek  s c a l e  
tended t o  be less c y n i c a l  than  t h e i r  
c o l l e a g u e s .  Such a  s c a l e  a l s o  i n d i c a t e s  
t h a t  t h e  s o c i a l i z a t i o n  p r o c e s s  
( s e n i o r i t y )  n e g a t i v e l y  a f f e c t s  i n d i v i d u a l  
p r o f e s s i o n a l i s m .  I t  a l s o  a p p e a r s  t h a t  
i n c r e a s e d  e d u c a t i o n  is n o t  r e l a t e d  t o  an 
o f f i c e r  endors ing  a  p r o f e s s i o n a l  model. 

Other  s t u d i e s  which d i d  n o t  use a 
p r o f e s s i o n a l i s m  s c a l e  found: 

- " P r o f e s s i o n a l l y  s t r i v i n g "  o f f i c e r s  
appear  t o  use  d i s c r e t i o n  more o f t e n .  

- That  p r o f e s s i o n a l i s m  had no e f f e c t  on 
o f f i c e r  s a t i s f a c t i o n ,  b u t  was 
p o s i t i v e l y  c o r r e l a t e d  wi th  i n d i v i d u a l  
performance.  

e 

e 

e 

I n d i v i d u a l  p r o f e s s i o n a l i s m  a p p e a r s  t o  be 
p o s i t i v e l y  r e l a t e d  t o  employee 
commitment, d e p a r t m e n t a l  s p e c i a l i z a t i o n ,  
o r g a n i z a t i o n a l  e f f e c t i v e n e s s  
( p r o d u c t i v i t y ) , and env i ronmenta l  
r e l a t i o n s  (boundary spann ing) .  

No r e l a t i o n s h i p  was found between 
p r o f e s s i o n a l i s m  and employee c o o r d i n a t i o n  
and c o n t r o l  ( i.e . ,  l e a d e r s h i p  
e f f e c t i v e n e s s ) .  

The l i t e r a t u r e  i n d i c a t e s  t h a t  group 
cohes ion  h a s  a  p o s i t i v e  r e l a t i o n h i p  t o  
p r o f e s s i o n a l  o r i e n t a t i o n  t o  t h e  job,  b u t  
t h a t  t e n u r e  (commitment) h a s  no 
r e l a t i o n s h i p .  

17.  I n t e r n a l  S t r a t i f i c a t i o n :  Sex 17 .  I n t e r n a l  S t r a t i f i c a t i o n :  Sex 

e I n d i c a t i o n  t h a t  c i v i l  s e r v i c e  sys tems 
e x h i b i t i n g  r e g u l a t o r y  r o l e s  have a 
p o s i t i v e  impact on i n c r e a s e d  employment 
o f  females  i n  p o l i c i n g .  

9 I n d i c a t i o n  t h a t  s e x u a l  s t r a t i f i c a t i o n  
( i.e . ,  g r e a t e r  number o f  females)  is  
n e g a t i v e l y  r e l a t e d  t o  commitment to t h e  
o r g a n i z a t i o n .  
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a Sexua l  s t r a t i f i c a t i o n  a p p e a r s  t o  have a 
p o s i t i v e  impact on i n d i v i d u a l  
performance.  

e I n d i c a t i o n  t h a t  p o l i c e  depar tments  w i t h  a 
h i g h e r  p ropor  t i o n  o f  female d e t e c t i v e s  
have a h igher  c l e a r a n c e  r a t e .  Other 
f i n d i n g s  i n d i c a t e  t h a t  t h e  t o t a l  
p r o p o r t i o n  o f  females  i n  t h e  depar tment  
has  no e f f e c t  on o r g a n i z a t i o n a l  
e f f e c t i v e n e s s .  

19.  I n t e r n a l  S t r a t i f i c a t i o n :  Race 

e Find ing  t h a t  r a c i a l  s t r a t i f i c a t i o n  h a s  a 
n e g a t i v e  impact on group cohesion.  

e I n d i c a t i o n  t h a t  b lack  o f f i c e r s  have a 
more p o s i t i v e  p e r c e p t i o n  o f  h o s t i l i t y  
from t h e  community than whi te  o f f i c e r s  
do. F u r t h e r ,  b lack  o f f i c e r s  tend t o  have 
less formal  l e g a l i s t i c  a t t i t u d e s  ( i . e . ,  
enforcement  o f  l e g a l  s a n c t i o n s )  toward 
law enforcement  . 

e One s t u d y  found t h a t  t h e r e  is a g r e a t e r  
c o n c e n t r a t i o n  of men i n  o c c u p a t i o n s  w i t h  
g r e a t e r  advancement o p p o r t u n i t i e s .  

18. I n t e r n a l  S t r a t i f i c a t i o n :  Race C-r 
W 
w 

The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e ,  
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e R a c i a l  s t r a t i f i c a t i o n  ( i . e . ,  employment 
o f  b lack  o f f i c e r s )  a p p e a r s  t o  c o r r e l a t e  
p o s i t i v e l y  wi th  e d u c a t i o n ,  monetary and 
normat ive  i n c e n t i v e s ,  and o r g a n i z a t i o n a l  
e f f e c t i v e n e s s .  

e One s tudy  i n d i c a t e d  no r e l a t i o n s h i p  
between r a c i a l  s t r a t i f i c a t i o n  and 
cyn ic i sm,  w h i l e  ano ther  s t u d y  found a 
p o s i t i v e  r e l a t i o n s h i p .  

e Find ing  t h a t  e x i s t i n g  p o l i c e  s e l e c t i o n  
p r o c e d u r e s  do n o t  a d e q u a t e l y  encourage 
a s s i m i l a t i o n  o f  m i n o r i t i e s  i n t o  p o l i c e  
o r g a n i z a t i o n s .  

I n d i c a t i o n  t h a t  b lack  p o l i c e  o f f i c e r s  
p r o g r e s s  through t h e  d e t e c t i v e  d i v i s i o n  
a t  a f a s t e r  r a t e  than  whi te  o f f i c e r s ,  b u t  
whi te  o f f i c e r s  a r e  promoted t o  t h e  ranks  
o f  s e r g e a n t  and l i e u t e n a n t  a t  a f a s t e r  
r a t e  than black o f f i c e r s .  

S t u d i e s  which examined t h e  e f f e c t s  r a c i a l  
s t r a t i f i c a t i o n  have on i n d i v i d u a l  
performance r e v e a l e d  d i s c r e p a n c i e s  i n  t h e  
f i n d i n g s .  One s tudy  found no 
r e l a t i o n s h i p ,  whi le  two o t h e r  s t u d i e s  
r e v e a l e d  t h a t  b lack  o f f i c e r s  r e c e i v e d  
more compla in t s  and had more d i s c i p l i n a r y  
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c h a r g e s  than  whi te  o f f i c e r s .  Black and 
whi te  o f f i c e r s  d i d  n o t  d i f f e r  on t h e  
number o f  c i v i l i a n  compla in t s ,  c r i m i n a l  
c h a r g e s ,  or a l l e g a t i o n s  of harassment .  
The f i n a l  s tudy  found a  p o s i t i v e  
r e l a t i o n s h i p  between r a c i a l  
s t r a t i f i c a t i o n  and i n d i v i d u a l  performance 
(less d i s c i p l i n a r y  a c t i o n s )  . 

19. I n t e r n a l  S t r a t i f i c a t i o n :  S e n i o r i t y  19 .  I n t e r n a l  S t r a t i f i c a t i o n :  S e n i o r i t y  

a .  Number o f  Years o f  S e r v i c e  Number of Years of S e r v i c e  

o There appears  t o  be some d i s c r e p a n c y  
concern ing  t h e  r e l a t i o n s h i p  between 
s e n i o r i t y  and i n d i v i d u a l  performance . 
One s tudy  r e p o r t e d  a n e g a t i v e  
r e l a t i o n s h i p ,  a second s tudy  i n d i c a t e d  no 
r e l a t i o n s h i p ,  and a  t h i r d  s t u d y  found a  
p o s i t i v e  c o r r e l a t i o n  between s e n i o r i t y  
and i n d i v i d u a l  performance.  

0 Length of s e r v i c e  a p p e a r s  t o  be 
p o s i t i v e l y  r e l a t e d  t o  commitment t o  t h e  
o r g a n i z a t i o n  and t o  t h e  e f f e c t  o f  
m a t e r i a l  i n c e n t i v e s  on performance,  and 
n e g a t i v e l y  r e l a t e d  t o  s a t i s f a c t i o n .  

m 

e A u t h o r i t a r i a n  a t t i t u d e s  do n o t  appear  t o  
i n c r e a s e  o r  d e c r e a s e  wi th  y e a r s  on t h e  
f o r c e  f o r  s t a t e  p o l i c e ,  b u t  i n c r e a s e  f o r  
munic ipa l  o f f i c e r s .  
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e Find ing  t h a t  s e n i o r i t y  was c o r r e l a t e d  
p o s i t i v e l y  wi th  o f f i c e r s '  s a t i s f a c t i o n  
wi th  d i s c i p l i n a r y  p rocedures  and 
f o r m a l i z a t i o n .  

e I t  a p p e a r s  t h a t  a s  e x p e r i e n c e  i n  p o l i c e  
work i n c r e a s e s  s e l f  - d i s c l o s u r e ,  g roup  
cohes ion ,  and s a t i s f a c t i o n  d e c r e a s e s .  
A d d i t i o n a l l y ,  o f f i c e r s  appear  t o  have 
l e s s  f o r m a l / l e g a l i s t i c  a t t i t u d e s  towards 
law enforcement  . 

9 I n d i c a t i o n  t h a t  s e n i o r i t y  is p o s i t i v e l y  
r e l a t e d  t o  t h e  use o f  d i s c r e t i o n .  

b. S o c i a l i z a t i o n :  S e l e c t i o n  t o  A s s i m i l a t i o n  
I n t o  t h e  Department 

b. S o c i a l i z a t i o n :  S e l e c t i o n  t o  A s s i m i l a t i o n  
I n t o  t h e  O r g a n i z a t i o n  

9 S e v e r a l  s t u d i e s  have been conducted which 
examine t h e  e f f e c t  s o c i a l i z a t i o n  has  on 
cyn ic i sm.  Three s t u d i e s  r e p o r t e d  t h a t  
cynic ism decreased  over  time. Two 
s t u d i e s  i n d i c a t e d  t h a t  d u r i n g  t h e  f i r s t  
y e a r s  o f  police work cynic ism g r a d u a l l y  
i n c r e a s e s ,  peaks  a t  mid-career ,  and then 
d e c r e a s e s  and l e v e l s  o f f .  Another s t u d y  
found t h a t  r e c r u i t s  e n t e r e d  t h e  
depar tment  h i g h l y  mot iva ted  and 
committed,  b u t  t h i s  d e c r e a s e s  over t ime. 

e The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a n c e .  



E x h i b i t  C ( c o n t i n u e d )  

P o l i c e  S t u d i e s  	 Non-Police S t u d i e s  

s 	 I n d i c a t i o n  t h a t  s o c i a l i z a t i o n  o f  p o l i c e  

n e g a t i v e l y  a f f e c t s  p r o f e s s i o n a l i s m  and 

employee c o o r d i n a t i o n  and c o n t r o l .  

Another s t u d y  found no r e l a t i o n s h i p  

b e  tween s e n i o r i t y  and employee 

c o o r d i n a t i o n  and c o n t r o l  ( i . e . ,  o f f i c e r  

p e r c e p t i o n s  o f  s u p e r v i s o r s  and 

d i s c i p l i n e )  . 


@ 	 S e v e r a l  a r t i c l e s  examined t h e  

r e l a t i o n s h i p  between t h e  number o f  y e a r s  

o f  s e r v i c e  and i n d i v i d u a l  performance.  

These s t u d i e s  p r e s e n t e d  d i s c r e p a n c i e s  i n  

t h e  r e s u l t s  p r e s e n t e d  (i.e . ,  a n e g a t i v e  

r e l a t i o n s h i p ,  a p o s i t i v e  r e l a t i o n s h i p ,  

and a t h i r d  s t u d y  which r e p o r t e d  no 

r e l a t i o n s h i p  be tween s e n i o r i t y  and 

i n d i v i d u a l  performance) . 


20 .  I n t e r n a l  S t r a t i f i c a t i o n :  Educa t ion  	 29. I n t e r n a l  S t r a t i f i c a t i o n :  Educat ion 

e 	 F ind ing  t h a t  i n c r e a s e d  e d u c a t i o n  is e I n d i c a t i o n  t h a t  e d u c a t i o n  is r e l a t e d  t o  
p o s i t i v e l y  c o r r e l a t e d  wi th  i n d i v i d u a l  employee a d a p t a t i o n  
per  f  ormance (pe r  formance was measured by ( p e r s o n a l i t y / a t t i t u d e s )  . 
t h e  number o f  i n j u r i e s ,  a c c i d e n t s ,  
d e p a r t m e n t a l  per  f  ormance e v a l u a t i o n s ,  e The l i t e r a t u r e  s u g g e s t s  t h a t  l e n g t h  of 
d i s c i p l i n a r y  a c t i o n ,  etc.) . I t  shou ld  be e d u c a t i o n  has  a  p o s i t i v e  i n f l u e n c e  on 
no ted  t h a t  one s t u d y  i n  n ine  r e p o r t e d  a group cohes ion  i n  t h e  o r g a n i z a t i o n a l  
n e g a t i v e  r e l a t i o n s h i p  between e d u c a t i o n  u n i t ,  and on t h e  i n d i v i d u a l ' s  
and ind i v i d u a l  per  formance . 	 p r o f e s s i o n a l  o r i e n t a t i o n  to t h e  job,  The 

type  o f  e d u c a t i o n a l  t r a i n i n g  r e c e i v e d  h a s  
no r e l a t i o n s h i p  t o  group cohes ion  and 
p r o f e s s i o n a l  o r i e n t a t i o n .  



E x h i b i t  C ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

One s t u d y  found a d i f f e r e n c e  i n  t h e  
p e r s o n a l i t y  o f  t r a i n e d  r e c r u i t s  wi th  a 
c o l l e g e  e d u c a t i o n  and t h o s e  wi thou t  such 
an e d u c a t i o n .  Another s t u d y  found t h a t  a  
h i g h e r  e d u c a t i o n a l  l e v e l  was p o s i t i v e l y  
a s s o c i a t e d  wi th  o f f i c e r s  being more open 
and less dogmatic.  F u r t h e r ,  it a p p e a r s  
t h a t  o f f i c e r s  wi th  more e d u c a t i o n  tend t o  
have l e s s  f o r m a l / l e g a l i s t i c  a t t i t u d e s  
toward law enf  orcement . 

a S t r o n g  i n d i c a t i o n  t h a t  e d u c a t i o n  is n o t  
r e l a t e d  t o  job s a t i s f a c t i o n .  One s t u d y  
d i d  f i n d  t h a t  more h i g h l y  educa ted  
o f f i c e r s  t end  t o  show more job  
s a t i s f a c t i o n  t h a n  less educa ted  o f f i c e r s .  

m Three s t u d i e s  found t h a t  t h e r e  was no 
r e l a t i o n s h i p  between e d u c a t i o n  and 
cyn ic i sm.  Another s tudy  i n d i c a t e d  t h a t  
more h i g h l y  educa ted  o f f i c e r s  tend t o  be 
more c y n i c a l  than less educated o f f i c e r s .  

I n d i c a t i o n  t h a t  e d u c a t i o n  is c o r r e l a t e d  
p o s i t i v e l y  w i t h  advancement ( i .e . ,  t h e  
o f f i c e r  's promot iona l  rank s c o r e )  and 
n e g a t i v e l y  w i t h  r e c r u i t m e n t  f o r  l a t e r a l  
e n t r y  above t h e  rank o f  pat rolman.  



E x h i b i t  C ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

s The l i t e r a t u r e  s u g g e s t s  t h a t  h i g h e r  
e d u c a t i o n  is n o t  a s s o c i a t e d  wi th  
p r o f e s s i o n a l i s m  o r  t h e  use  o f  d i s c r e t i o n .  

e I t  a p p e a r s  t h a t  e d u c a t i o n  is n o t  r e l a t e d  
t o  employee r e a c t i o n s  t o  t h e  u s e  o f  
e i t h e r  monetary ( s a l a r y )  o r  normative 
i n c e n t i v e s .  

e The s i z e  of t h e  depar tment  does  n o t  
appear  to be r e l a t e d  to e d u c a t i o n a l  
a t t a i n m e n t .  

m One s t u d y  r e p o r t e d  t h a t  b lack o f f i c e r s  
tended t o  be more h i g h l y  educated than  
whi te  o f f i c e r s ,  

e S e n i o r i t y  a p p e a r s  t o  be n e g a t i v e l y  
c o r r e l a t e d  wi th  e d u c a t i o n .  



Inferential Findinas 


The second phase of analysis consisted of an examination of the 

sampled literature for this conceptual cluster to produce a knowledge hase 

regarding internal structural differentiation within police organizations. 

The following pages contain the findings concerning the knowledge base 

strengths and corresponding weaknesses. This knowledge is based on police and 

general management research studies which were found to be methodologicaly 

sound and produced findings that could be transferred from one organization 

setting to another. An assessment is made as to the state of the art and key 

propositions are posited for further consideration. 


A review of the literature pertaining to internal structural 
differentiation revealed four knowledge base components. These are: 

1. 	Functional and Departmental Specialization in Police 

Organizations. 


2. 	 Technological Complexity and its Implication for 

Police Organization and Management. 


3. 	An Examination of Professionalism in Police 

Organizations. 


4. 	Stratification of the Work Force in Police 

Organizations. 


Functional and Departmental Specialization in Police Organizations 


An important managerial function is determining the necessary amount 
of specialization among workers and units in the organization. Specialization 
is concerned with both division of labor in specific occupational work 
activities ( e .  functional specialization) and the distribution of work 
among major sub-units within the organization (ie., departmental 
specialization). Using these two variables, organizational theorists and 
social scientists alike have measured structural characteristics of 
organizations. 

The literature reviewed on this topic has strong implications for the 

police executive who, faced with continuing increase in crime, is wrestling 

with the possible alternative of adopting greater specialization to focus 

police resources specifically on crime. There is considerable debate on this 

issue in the law enforcement community. 




According t o  t h e  N a t i o n a l  Advisory Commission on Cr imina l  J u s t i c e  
S t a n d a r d s  and Goals  ( 1 9 7 3 ) ,  g r e a t e r  o p e r a t i o n a l  s p e c i a l i z a t i o n  is one 
a l t e r n a t i v e  i n  d e a l i n g  wi th  t h e  problem of  i n c r e a s e d  c r i m i n a l  a c t i v i t y .  The 
Commission warns t h a t ,  "when t h e  c h i e f  e x e c u t i v e  o f  t h e  p o l i c e  agency b e l i e v e s  
c r i m i n a l  a c t i v i t y  w i t h i n  t h e  community r e q u i r e s  s p e c i a l i z e d  deployment o f  
p o l i c e  r e s o u r c e s ,  he shou ld  c l e a r  l y  i d e n t i f y  t h e  problem and a s s e s s  t h e  impact 
o f  s p e c i a l i z a t i o n  on t h e  agency" (1973:207) . 

F u r t h e r ,  t h e r e  a r e  times when s p e c i a l i z a t i o n  o f  p o l i c e  s e r v i c e  h a s  
advan tages  over  g e n e r a l i z a t i o n .  Eastman and Eastman (1969) have o f f e r e d  
s e v e r a l  r e a s o n s  why law enforcement  a g e n c i e s  may choose t o  become more 
s p e c i a l i z e d .  They s t a t e  s p e c i a l i z a t i o n  h a s  t h e  p o t e n t i a l  f o r :  

1. 	 A more p r e c i s e  p l a c i n g  o f  r e s p o n s i b i l i t y .  

2 .  	 More i n t e n s i v e  t r a i n i n g .  

3 .  	 A c o n c e n t r a t i o n  of e x p e r i e n c e  t o  d e v e l o p  and m a i n t a i n  
s k i l l s .  

4 .  	 Development o f  a h igh  l e v e l  o f  e s p r i t  de c o r p s  i n  
s p e c i a l i z e d  u n i t s .  

5. 	 Genera l  p u b l i c  o r  s p e c i a l  i n t e r e s t  s u p p o r t .  

D e s p i t e  t h e  p o t e n t i a l  advan tages  of s p e c i a l i z a t i o n ,  however, s e v e r a l  
s t u d i e s  ( E l l i o t ,  0'Conner , and S a r d i n o ,  1970; Schwar t z  and C l a r r e n ,  1977; 
E l l i o t ,  1978; and Wilson and Boland, 1978) t a k e  i s s u e  wi th  t h i s  p o s i t i o n ,  
n o t i n g  t h a t  s p e c i a l i z a t i o n  does  n o t  improve o r g a n i z a t i o n a l  e f f e c t i v e n e s s  
( e . g . ,  a r r e s t / c l e a r a n c e  r a t e )  . E l l i o t ,  O'Conner, and S a r d i n o  (1970) and 
E l l i o t  (1978) e v a l u a t e d  t h e  use o f  cr ime c o n t r o l  teams i n  Syracuse ,  New York, 
a s  an a l t e r n a t i v e  method of  combating cr ime.  I n  both  s t u d i e s  they found t h e  
team approach t o  be a  more e f f e c t i v e  method of i n c r e a s i n g  c l e a r a n c e  r a t e s  than 
c o n v e n t i o n a l  p o l i c e  o p e r a t i o n  p r o c e d u r e s ,  g e n e r a l l y  a c c e n t u a t i n g  
s p e c i a l i z a t i o n  of t a s k s .  S i m i l a r l y ,  Schwartz and C l a r r e n  (1977) found t h a t  
g r e a t e r  g e n e r a l i z a t i o n  i n  p o l i c e  t a s k s  was a s s o c i a t e d  wi th  i n c r e a s e d  
e f f e c t i v e n e s s  i n  C i n c i n n a t i ,  Ohio. Wilson and Boland (1978) , moreover,  show 
t h a t  p o l i c e  a g e n c i e s  t h a t  deploy a g r e a t e r  p r o p o r t i o n  of o f f i c e r s  i n  p a t r o l -  
r e l a t e d  u n i t s  ( n o n - s p e c i a l i z e d )  may i n c r e a s e  e f f e c t i v e n e s s .  

The p o l i c e  l i t e r a t u r e  a l s o  p r o v i d e s  l i m i t e d  p r e l i m i n a r y  e m p i r i c a l  
e v i d e n c e  a s  to t h e  e f f e c t  both  d e p a r t m e n t a l  and f u n c t i o n a l  s p e c i a l i z a t i o n  have 
on o f f i c e r  performance,  o f f i c e r  l e v e l  of s a t i s f a c t i o n  wi th  t h e i r  job,  and 
p u b l i c  s u p p o r t  o f  p o l i c i n g .  Cohen (1978:50) , i n  h i s  s t u d y  of commanding 
o f f i c e r s  i n  t h e  New York C i t y  P o l i c e  Department,  found t h a t  t h e  l e n g t h  of t ime 
an o f f i c e r  s p e n t  i n  d i f f e r e n t  s p e c i a l i z e d  ass ignments  e . ,  o p e r a t i o n s ,  
s t a f f ,  p l a i n c l o t h e s  d i v i s i o n ,  and d e t e c t i v e  invest igat icrn ' l  d i d  n o t  appear  t o  
improve h i s / h e r  f u t u r e  performance a s  a commander. An experimental s t u d y  o f  
team p o l i c i n g  i n  C i n c i n n a t i  sugges ted  t h a t  a d e c r e a s e  i n  f u n c t i o n a l  



specialization following the "generalist" model of policing was not related to 
increased satisfaction of the officers or public support, although the 
generalist concept was not fully implemented under team policing (Schwartz and 
Clarren, 1977) . 

Greater specialization as effected by increased integration of 
civilians into policing has frequently been encouraged as a means of 
differentiating work tasks (President's Commission on Law Enforcement, and the 
Administration of Justice, 1967; Eastman and Eastman, 1969; National Advisory 
Commission on Criminal Justice Standards and Goals, 1973). Proponents 
supporting the movement toward civilianization argue that bringing civilians 
into police administrative and management positions will make police agencies 
more responsive and thus improve the organizational capacities o f  these 
agencies. Further, they suggest that civilians will free up sworn officers to 
concentrate on crime prevention and detection (Greisinger, Slovak, and Molkup, 
1979:107-108). 

Odoni (1977:137) found that the hiring of civilians to perform 

primarily clerical tasks has been used as a relatively inexpensive means of 

increasing the availability of sworn personnel for patrol duties. He points 

out that this savings many times is counteracted by the trend toward 

appointing more supervisory personnel. 


Pursley (1976) hypothesized that "non-traditionalist" police 

administrators would employ a higher percentage of civilians than 

"traditionalist" police executives. However, the data did not support this 

and indicated that "traditionalist" police executives hired slightly more 

civilian employees than the "non-traditionalist" executives. Tien and Larson 

(1978) found that the sworn police officers feared encroachment when civilians 
were used as paraprofessionals to respond to calls for service. The civilians 
were also dissatisfied with their pay and lack of job security. Another study 
which examined the issue of civilianization and more specifically the impact 
civil service systems have on police administrators, found that where civil 
service systems took on a policy-making role, the proportion of civilian 
paraprofessionals in the agency was higher. When civil service commissions 
exhibit a regulatory role, the proportion of civilians is lower (Greisinger, 
Slovak, and Molkup; 1979 :108). 

While considerable attention has been given to the use of civilians in 

police agencies, this topic is not addressed in the general management 

literature. Despite this void a substantial amount of knowledge can be 

gleaned from the non-police literature. 


Many of the studies reviewed provide a clear understanding of the 
effect that organizational size has on the degree of specialization. Research 
results indicate that larger organizations tend to have more differentiated 
work activities, as well as increased numbers of work groups, divisions, 
departments, and other organized subunits (Meyer, 1968; Pugh, Hickson, 
Hinings, and Turner, 1969; Rlau and Schoenherr, 1971; Chil-d, 1973b; 



Heydebrand,  1973;  Comstock and S c o t t ,  1977;  a n d ,  Beyer and T r i c e ,  1 9 7 9 ) .  
Moreover ,  Heydebrand (1973:168)  s u g g e s t e d  t h a t  f u n c t i o n a l  s p e c i a l i z a t i o n  
v a r i e s  d i r e c t l y  w i t h  s i z e  up to a c e r t a i n  o r g a n i z a t i o n a l  s i z e .  When t h i s  
p o i n t  is r e a c h e d ,  f u n c t i o n a l  s p e c i a l i z a t i o n  l e v e l s  o f f .  

Beyer  and T r i c e  (1979) g o  one  ste f u r t h e r  and d i f f e r e n t i a t e  be tween 
r o u t i n e  and non- rou t ine  o rgan iza t ions .$ /  T h e i r  f i n d i n g s  c a n  b e s t  b e  
i l l u s t r a t e d  by t h e  f o l l o w i n g  d i a g r a m  ( F i g u r e  9 )  : 

F i g u r e  9 

RELATIONSHIPS BETWEEN ORGANIZATIONAL SIZE AND 

FUNCTIONAL SPECIALIZATION I N  ROUTINE AND 


NON-ROUTINE ORGANIZATIONS 

I n  R o u t i n e  O r g a n i z a t i o n s :  

O r g a n i z a t i o n a l  F u n c t i o n a l  
S p e c i a l i z a t i o n  + 

I n  Non-Routine O r g a n i z a t i o n s :  

D e p a r t m e n t a l  
S p e c i a l i z a t i o n  

-1 
H i e r a r c h i c a l .  

L e v e l s  

! 

i 

I 

D e p a r t m e n t a l  

--.---- 

1 

H i e r a r c h i c a l  
L e v e l s  

Meyer (1968) a l s o  examined t h e  r e l - a t i o n s h i p s  between o r g a n i z a t i o n a l  
s i z e  and d i v i s i o n  o f  l a b o r  and found t h a t  when s i z e  was h e l d  c o n s t a n t ,  
f u n c t i o n a l  s p e c i a l i z a t i o n  was i n v e r s e l y  r e l a t e d  to v e r t i c a l  d i f f e r e n t i a t i o n .  
T h i s  s u g g e s t s  t h a t  d i v i s i o n  o f  l a b o r  w i l l  be less pronounced to o r g a n i z a t i o n s  
w i t h  h i e r a r c h i c a l  s t r u c t u r e s .  

w ~ h ea u t h o r s  c l a s s i f i e d  o r g a n i z a t i o n s  by t h e  r n u t i n e n c s s  of t a s k s  
pe r fo rmed .  



F u r t h e r  examinat ion of t h e  e f f e c t  s t r u c t u r a l  d i f f e r e n t i a t i o n  h a s  on 
i n t e r n a l  c o o r d i n a t i o n  and c o n t r o l  mechanisms of  t h e  o r g a n i z a t i o n  r e v e a l s  t h a t  
d i v i s i o n  of l a b o r  h a s  a s t r o n g  p o s i t i v e  e f f e c t  on t h e  r e l a t i v e  s i z e  o f  t h e  
t o t a l  administrative/management complement (Rushing,  1 9 6 7 ) .  T h i s  c o n c l u s i o n  
was s u b s t a n t i a t e d  by Blau and Schoenherr  (1971) who found t h a t  more 
d i f f e r e n t i a t e d  o r g a n i z a t i o n s  were more l i k e l y  t o  use a d m i n i s t r a t i v e  s t a f f  t o  
hand le  s p e c i a l i z e d  problems. 

What i m p l i c a t i o n s  do t h e s e  r e s u l t s  have f o r  law enforcement?  I t  would 
appear  t h a t  l a r g e r  p o l i c e  depar tments  would have more s p e c i a l i z e d  work 
u n i t s .  Yet t h e  p o l i c e  l i t e r a t u r e  sampled and reviewed,  wi th  one e x c e p t i o n  
(Browne, l 9 7 4 ) ,  has  n o t  examined t h e  r e l a t i o n s h i p  between s i z e  and d e g r e e  o f  
s p e c i a l i z a t i o n .  I n  t h e  s tudy  by Browne (1974) p o l i c e  c h i e f s  were asked  how 
they  would use  a d d i t i o n a l  funds  i f  t h e y  were made a v a i l a b l e .  P o l i c e  
e x e c u t i v e s  from l a r g e r  depar tments  r e p o r t e d  t h e y  would a c q u i r e  more 
s p e c i a l i z e d  p e r s o n n e l  and t e c h n i c a l  equipment,  whi le  pol-ice e x e c u t i v e s  i n  
s m a l l e r  depar tments  r e p o r t e d  they would p l a c e  more o f f i c e r s  on t h e  s t r e e t  and 
pi7rchase s t a n d a r d  equipment.  C e r t a i n  i m p l i c a t i o n s  can be d e r i v e d  from t h e  
l i t e r a t u r e  reviewed on f u n c t i o n a l  and d e p a r t m e n t a l  s p e c i a l i z a t i o n :  

e 	 There  is c o n t i n u i n g  d e b a t e  among law enforcement  
o f f i c i a l s  concerning t h e  advan tages  of i n c r e a s e d  o r  
d e c r e a s e d  s p e c i a l i z a t i o n  o f  p o l i c e  s e r v i c e s .  
Disadvan tages  o f  i n c r e a s e d  s p e c i a l i z a t i o n  a r e  thought  t o  
be: ( a )  an involvement by an o f f i c e  i n  h i s / h e r  new d u t y  
and a n e g l e c t i n g  of o t h e r  r e s p o n s i b i l i t i e s ;  ( b )  a  
resen tment  on t h e  p a r t  o f  o f f i c e r s  t o  c a r r y  o u t  o t h e r  
r e s p o n s i b i l i t i e s  c o n s i d e r e d  t o  be o u t s i d e  t h e  realm of  
h i s / h e r  s p e c i a l i z e d  e x p e r t i s e ;  and ( c )  a tendency on t h e  
p a r t  o f  p a t r o l  o f f i c e r s  to r e l y  on s p e c i a l i s t s  t o  
pe r fo rm c e r t a i n  t a s k s  n o t  c o n s i d e r e d  p a r t  of h i s / h e r  
s p e c i a l i z e d  r e s p o n s i b i l i t i e s .  Those who advoca te  
s p e c i a l i z a t i o n  s u g g e s t  it a l l o w s  f o r  a more p r e c i s e  
p l a c i n g  o f  r e s p o n s i b i l i t y ,  more i n t e n s i v e  t r a i n i n g ,  and 
a s  a r e s u l t  t h e  development of v a l u a b l e  s k i l l s  and 
knowledge. The mer i t s  of  t h e s e  p o s i t  i o n s ,  however, 
cannot  be s u b s t a n t i a t e d  by t h i s  p r e s e n t  s tudy  and form 
an i m p o r t a n t  t o p i c  f o r  f u r t h e r  r e s e a r c h .  

0 	 The u s e  o f  c i v i l i a n s  w i t h i n  p o l i c e  depar tments  remains  a 
c o n t r o v e r s i a l  i s s u e .  The l i t e r a t u r e  s u g g e s t s  t h a t  
management is o f t e n  mot iva ted  by a d e s i r e  t o  use  a 1-ess 
e x p e n s i v e  l a b o r  f o r c e  f o r  c l e r i c a l  t a s k s  which w i l l  
t h e r e b y  a l l o w  more sworn o f f i c e r s  t o  be on t h e  s t r e e t s  
combating c r ime  ( F e u i l l e  and J u r i s ,  1 9 7 6 ) .  O t h e r s ,  
however, p o i n t  o u t  t h a t  t h i s  s a v i n g s  is  o f t e n  negated by 
a tendency t o  promote o f f i c e r s  t o  s u p e r v i s o r y  



p o s i t i o n s .  Many o f f i c e r s  and p o l i c e  u n i o n s  have  
r e s i s t e d  i n c r e a s e d  c i v i l i a n i z a t i o n  b e c a u s e  t h e y  f e a r  
c i v i l i a n  employees  w i l l  b e g i n  r e p l a c i n g  t h e i r  j obs .  I t  
a p p e a r s  to  be  d i f f i c u l t  to  assess t h e  b e n e f i t s  o f  
c i v i l i a n i z a t i o n  from t h e  l i t e r a t u r e  r ev iewed .  
A d d i t i o n a l  s t u d i e s  must be conduc ted  examining  p o l i c e  
d e p a r t m e n t s  which re1.y on c i v i l i a n  employees  t o  p e r f o r m  
t a s k s  o t h e r w i s e  pe r fo rmed  by sworn o f f i c e r s .  T h i s  
r e s e a r c h  s h o u l d  d e t e r m i n e  t h e  e f f e c t ,  i f  any ,  t h i s  u s e  
o f  c i v i l i a n s  h a s  on o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  

e 	 O r g a n i z a t i o n a l  s i z e  a p p e a r s  to  be r e l a t e d  t o  t h e  d e g r e e  
o f  s p e c i a l i z a t i o n  i n  t h e  g e n e r a l  management 
l i t e r a t u r e .  ~ d d i t i o n a l  r e s e a r c h  s h o u l d  be  conduc ted  t o  
examine t h is r e l a t i o n s h i p  i n  p o l i c e  o r g a n i z a t i o n s ,  

T e c h n o l o g i c a l  Complex i ty  and i ts  I m p l i c a t i o n  f o r  P o l i c e  
O r a a n i z a t i o n  and Manaaement 

T h i s  p r o j e c t  h a s  o n l y  i d e n t i f i e d  one  s t u d y  on t e c h n o l o g i c a l  c o m p l e x i t y  
i n  t h e  p o l i c e  management f i e l d .  T h e r e f o r e ,  any knowledge on t h i s  t o p i c a l  a r e a  
mus t  be  g a i n e d  from t h e  g e n e r a l  management l i t e r a t u r e .  T h i s  l i t e r a t u r e ,  on  
t h e  o t h e r  hand,  o f f e r s  knowledge which c a n  be g e n e r a l i z e d  and t r a n s f e r r e d  t o  
l aw e n f o r c e m e n t .  

S e v e r a l  o r g a n i z a t i o n a l  t h e o r i s t s  (Thompson and B a t e s ,  1957;  Udy, 1961 ;  
I n k s o n ,  Pugh, and H i c k s o n ,  1 9 6 8 ,  1970 ;  Pugh,  H ickson ,  H i n i n g s ,  and T u r n e r ,  
1969 ;  C h i l d  1973a ,  1973b;  and Comstock and S c o t t ,  1977)  have a t t e m p t e d  to  
examine  t h e  r e l a t i o n s h i p  be tween o r g a n i z a t i o n a l  s t r u c t u r e  and t h e  c o n t e x t  i n  
which  it f u n c t i o n s .  Thompson and B a t e s  (1957)  p o i n t e d  o u t  t h a t  t e c h n o l o g i c a l  
deve lopmen t  i s  accompanied  by a c o r r e s p o n d i n g  i n c r e a s e  t o  t h e  c o m p l e x i t y  o f  
t h e  s o c i a l  o r g a n i z a t i o n .  C h i l d  (1973a:168) n o t e d  t h a t  t h e r e  h a s  been  a 
c o n t i n u i n g  d e b a t e  a s  to what  t h e  major  i n f l u e n c e  on o r g a n i z a t i o n a l  s t r u c t u r e  
is.  H e  s t a t e s  t h a t  some i n d i v i d u a l s  (Weber as enumera ted  i n  G a r t h  and M i l l s ,  
1 9 5 8 ) ,  and Pugh, H ickson ,  H i n i n g s ,  and T u r n e r ,  1969)  have  a rgued  t h a t  t h e  s i z e  
o f  t h e  o r g a n i z a t i o n  is t h e  s i n g l e  g r e a t e s t  d e t e r m i n a n t  o f  s t r u c t u r e ,  w h i l e  
o t h e r s  (Woodward, 1965;  Thompson, 1967;  and Ald r  i c h ,  1972)  con tend  t h a t  t a s k  
and t e c h n o l o g y  a r e  more s a l i e n t  i n f l u e n c e s  on o r g a n i z a t i o n a l  s t r u c t u r e .  H a l l  
(1972:139) s t a t e s  t h a t  s i z e  mus t  be examined i n  c o n j u n c t i o n  w i t h  t e c h n o l o g y  
and  e n v i r o n m e n t a l  f a c t o r s  when examining  o r g a n i z a t i o n a l  s t r u c t u r e .  

Based on h i s  own work and t h a t  o f  o t h e r s ,  C h i l d  (197323) p r o p o s e d  a 
model  o r g a n i z a t i o n a l  s t r u c t u r e  which i n c o r p o r a t e s  many of t h e s e  
i n t e r o r g a n i z a t i o n a l  d e t e r m i n a n t s ,  a s  wel l  as i n t r a o r g a n i z a t i o n a l  i n f l u e n c e s ,  
T h i s  model is d e p i c t e d  i n  F i g u r e  1 0 .  I t  s h o u l d  be  p o i n t e d  o u t  t h a t  t h i s  model  
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a n a l y z e s  t h e  i n f l u e n c e  of numerous v a r i a b l e s  o t h e r  than  t echnology  on 
s t r u c t u r e .  The g e n e r a l  management l i t e r a t u r e ,  however, does  n o t  r e v e a l  a 
consensus  a s  to t h e  u l t i m a t e  e f f e c t  o f  technology.  T h e r e f o r e ,  t h e r e  is a need 
to c o n s i d e r  i n f l u e n c e s  o f  technology i n  c o n j u n c t i o n  wi th  o t h e r  v a r i a b l e s ,  

H i s  works s t r o n g l y  s u g g e s t  t h a t  t e c h n o l o g i c a l  complexi ty  is p o s i t i v e l y  
r e l a t e d  t o  i n c r e a s e d  f u n c t i o n a l  and d e p a r t m e n t a l  s p e c i a l i z a t i o n  w i t h i n  
o r g a n i z a t i o n s ,  and t h a t  s i z e  is a l s o  a  p r e d i c t o r  o f  such s p e c i a l i z a t i o n .  T h i s  
f i n d i n g  was f u r t h e r  suppor ted  by Inkson ,  Pugh and Hickson (1968, 1970) and 
Pugh, Hickson, Hin ings ,  and Turner (1969) .  I n  a d d i t i o n ,  Pugh, Hickson,  
Hin ings ,  and Turner (1969) found t h a t  technology was an i n d i c a t o r  o f  t h e  
e x t e n t  o f  d e c e n t r a l i z a t i o n  i n  t h e  decision-making p r o c e s s .  Fur the rmore ,  
managers i n  o r g a n i z a t i o n s  wi th  a h igh deqree  o f  technology tend to s e e  
themse lves  a s  having less a u t h o r i t y  ( Inkson ,  Pugh, and Hickson, 1 9 6 8 : l l ) .  
These r e s e a r c h e r s  a t t e m p t  to e x p l a i n  t h i s  by s t a t i n g  t h a t ,  i f  t h e  
o r g a n i z a t i o n a l  environment is " p l a c i d "  and s t a b l e ,  t h e r e  may be l e s s  r e a s o n  t o  
d e l e g a t e  a u t h o r i t y  i n  o r d e r  t o  e n s u r e  "a r a p i d  response  t o  changing 
c i r c u m s t a n c e s  ." Complex o r g a n i z a t i o n s ,  however, t end  to produce l e s s  s t a b l e  
c o n d i t i o n s  f o r  such managers. 

The reviewed l i t e r a t u r e  i n d i c a t e s  t h a t  t e c h n o l o g i c a l  complex i ty  is  
p o s i t i v e l y  r e l a t e d  t o  i n c r e a s e d  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n ,  a t  l e a s t  
i n  terms o f  s p e c i a l i z a t i o n .  What o r g a n i z a t i o n a l  and a d m i n i s t r a t i v e  
i m p l i c a t i o n s  do t h e s e  f i n d i n g s  have f o r  t h e  p o l i c e  e x e c u t i v e  who is 
comtemplating t h e  a c q u i s i t i o n  of new and advanced equipment such a s  computers  
t o  automate  record-keeping and d i s p a t c h i n g  f u n c t i o n s  a s  w e l l  a s  i n t e r a g e n c y  
communication c a p a b i l i t i e s ?  The i n t r o d u c t i o n  of g r e a t e r  technology i n  
p o l i c i n g  may l e a d  t o  i n c r e a s e d  f u n c t i o n a l  and depar tmenta l  s p e c i a l i z a t i o n ,  
wi th  a c o n c u r r e n t  d e c r e a s e  i n  h i e r a r c h i c a l  s t r u c t u r a l  l e v e l s .  F u r t h e r ,  t h i s  
change may r e s u l t  i n  decreased  a u t h o r i t y  f o r  managers and a g r e a t e r  
s t r u c t u r i n g  o f  work e f f o r t s  i n  sub-un i t s .  Also t h e r e  w i l l  be d e c r e a s e d  
h i e r a r c h i c a l  a u t h o r i t y  because  o f  t h e  need t o  employ s u p e r v i s o r s  to manage 
work e f f o r t s  in  d i f f e r e n t i a t e d  u n i t s .  The u l t i m a t e  e f f e c t  on such i n c r e a s e s  
i n  t echnology ,  o f  c o u r s e ,  can o n l y  be confirmed through e m p i r i c a l  r e s e a r c h ,  
b u t  it is c o n c e i v a b l e  t h a t  some o f  t h e  o b s e r v a t i o n s  i n  g e n e r a l  management and 
s o c i a l  s c i e n c e  d i s c i p l i n e s  may be a p p l i c a b l e .  

The p o l i c e  e x e c u t i v e  must a l s o  examine t h e  e f f e c t  advanced technology 
has  on i n d i v i d u a l  o f f i c e r s .  B i l l i n g s ,  Klimoski,  and Breaugh (1977) a t t e m p t e d  
t o  examine t h e  e f f e c t s  t h a t  massive changes i n  technology had on c e r t a i n  job 
c h a r a c t e r i s t i c s  i n  a h o s p i t a l  d i e t a r y  depar tment .  The a u t h o r s  found t h a t  
i n c r e a s e d  technology r e s u l t e d  i n  a d e c l i n e  i n  t a s k  v a r i a b i l i t y  w h i l e  t a s k  
in te rdependence  i n c r e a s e d .  There was a subsequent  d e c l i n e  i n  i n d i v i d u a l s '  
p e r c e p t i o n  o f  t h e i r  j o b ' s  importance.  Th is  f e e l i n q  may have been due to t h e  
f a c t  t h a t  many of t h e i r  d u t i e s  were rep laced  by automat ion.  D e s p i t e  t h e s e  
changes ,  t h e r e  were no changes  i n  o v e r a l l  i n d i v i d u a l  performance o r  i n  
e n p l o y e e s q  r e l a t i o n s h i p s  wi th  co-workers and/or s u p e r v i s o r s .  The s t u d y  
c o ~ d u c t e dby B i l l i n g s ,  Kl imoski ,  and Breaugh (1979 would s u g g e s t  t h a t  p o l i c e  



a d m i n i s t r a t o r s  g i v e  c a r e f u l  c o n s i d e r a t i o n  to t h e  impact  o f  i n c r e a s e d  t e c h -
no logy  on employees '  m o r a l e  and p e r c e p t i o n s  o f  t h e  w o r t h i n e s s  o f  t h e i r  j o b s .  

I n  a n o t h e r  s t u d y ,  B lau  and McKinley (1979)  h y p o t h e s i z e d  t h a t  t h e  u s e  
o f  compute r s  was p o s i t i v e l y  r e l a t e d  to i n n o v a t i o n  among a r c h i t e c t u r e  firms. 
R e s e a r c h  r e s u l t s ,  however,  i n d i c a t e d  t h a t  t h e  u s e  o f  c o m p u t e r s  was  n o t  
s i g n i f i c a n t l y  a s s o c i a t e d  w i t h  i n c r e a s e d  l e v e l s  o f  i n n o v a t i o n .  

I n  summary, t h e  g e n e r a l  management l i t e r a t u r e  p r o v i d e s  law e n f o r c e m e n t  
o f f i c i a l s  a knowledge b a s e  c o n c e r n i n g  t h e  e f f e c t s  o f  i n c r e a s e d  o r  d e c r e a s e d  
t e c h n o l o g i c a l  development .  S e v e r a l  p r o p o s i t i o n s  can  be p o s i t e d  which h a v e  
r e l e v e n c e  f o r  police o r g a n i z a t i o n s ,  ds w e l l  a s  o t h e r  o r g a n i z a t i o n s  and  
i n d u s t r i e s .  

1. 	 As an o r g a n i z a t i o n  becomes more t e c h n o l o g i c a l l y  complex ,  
it becomes more s p e c i a l i z e d .  

2 .  	 Higher  t e c h n o l o g y  is a s s o c i a t e d  w i t h  a d e c e n t r a l i z a t i o n  
o f  dec i s ion -mak ing  to s p e c i a l i z e d ,  d i f f e r e n t i a t e d  work 
u n i t s  or p o s i t i o n s .  

3 .  	 A change  i n  t e c h n o l o g y  may r e s u l t  i n  a d e c l i n e  i n  
i n d i v i d u a l s '  p e r c e p t i o n s  o f  t h e i r  j o b ' s  impor t ance .  

N o t w i t h s t a n d i n g  t h e  knowledge which h a s  been  g a i n e d ,  Comstock and 
S c o t t  (1977)  warn t h a t  t h e r e  s t i l l  is c o n f u s i o n  and d i s c r e p e n c y  a b o u t  t h e  way 
t e c h n o l o g y  is d e f i n e d  and measured.  These  a u t h o r s  s t a t e  t h a t  some t h e o r i s t s  
c o n c e p t u a l i z e  t e c h n o l o g y  as t h e  n a t u r e  o f  t h e  m a t e r i a l s  u s e d ,  w h i l e  o t h e r s  
f o c u s  on  o p e r a t i o n s  employed. O t h e r s  c o n s i d e r  t h e  knowledge r e q u i r e d  i n  t h e  
work p r o c e s s ,  w h i l e  s t i l l  o t h e r s  c o n c e n t r a t e  on d i f f e r e n t  p h a s e s  o f  t h e  work 
p r o c e s s  (1977 :118) . 

These  v a r i a t i o n s  i n  d e f i n i t i o n  o f  t e c h n o l o g y  may u l t i m a t e l y  a f f e c t  t h e  
r e s u l t s  of r e s e a r c h  and hence  t h e  knowledge to be  g e n e r a t e d  from s u c h  
r e s e a r c h .  I t  is i m p o r t a n t ,  t h e r e f o r e ,  t o  c o n s i d e r  t h e s e  v a r i a t i o n s  i n  f u t u r e  
r e s e a r c h  e f f o r t s .  

An Examina t ion  o f  P r o f e s s i o n a l i s m  i n  P o l i c e  O r g a n i z a t i o n s  

A somewhat d i f f e r e n t  a s p e c t  o f  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n  is 
t h e  s c o p e  o f  i n d i v i d u a l  and/or  o r g a n i z a t i o n a l  p r o f e s s i o n a l i s m .  T h i s  s e c t i o n  
examines  t h e  d i f f e r e n c e s  i n  t h e  way p r o f e s s i o n a l i s m  is c o n c e p t u a l i z e d  i n  b o t h  
t h e  g e n e r a l  management and p o l i c e  f i e l d ,  t h e  r e l a t i o n s h i p s ,  i f  any ,  t h a t  e x i s t  
be tween p r o f e s s i o n a l i z a t i o n  and o t h e r  key o r g a n i z a t i o n a l  and e n v i r o n m e n t a l  
v a r i a b l e s ,  and f i n a l l y  t h e  i m p l i c a t i o n s  which c a n  be drawn f rom rev iewed  
r e s e a r c h .  

I t  c a n  be s a i d  t h a t  t h e  s t u d y  of p r o f e s s i o n a l s  i n  o r g a n i z a t i o n s  b e g i n s  
w i t h  t h e  c o n t r a d i c t i o n s  which a p p e a r  be tween b d r e a u c r a c y  and 
p r o f e s s i o n a l s i m ,  A b u r e a u c r a t i c  o r g a n i z a t i o n ,  as  d e f i n e d  i n  t h e  c l a s s i c  works  



o f  Max Weber ( G e r t h  and M i l l s ,  1958) is a h i e r a r c h i c a l l y  s t r u c t u r e d  
o r g a n i z a t i o n  where in  work i s  r a t i o n a l i z e d  and pe r fo rmed  a c c o r d i n g  to 
p r o c e d u r a l  s p e c i f i c a t i o n s .  A u t h o r i t y  is d e l e g a t e d  f rom t h e  t o p  downward, 
c l e a r l y  d e l i n  a t i n g  t h o s e  a c t i v i t i e s  f o r  which t h e  s u b o r d i n a t e  is 
r e s p o n s i b 1 e . d  A p r o f e s s i o n a l  o r g a n i z a t i o n  h a s  been  d e f i n e d  i n  t h e  g e n e r a l  
rnznagement l i t e r a t u r e  as a " g e n e r a l  t y p e  o f  work o r g a n i z a t i o n  t h a t  is d e s i g n e d  
to a c h i e v e  complex g o a l s  and is one  i n  which p r o f e s s i o n a l s  s p e c i f y  t h e  g o a l  
and  t a s k  s t r u c t u r e s ,  d i r e c t  and  c a r r y  o u t  p r o d u c t i v e  a c t i v i t i e s  on t h e  b a s i s  
o f  s p e c i a l  knowledge,  and c o n t r o l  t h e  n e c e s s a r y  r e s o u r c e s . "  (Heydebrand and  
N o e l l ,  1973:296) .  P r o f e s s i o n a l  o r g a n i z a t i o n s  e x h i b i t  a s c o r e  o f  key  
a t t r i b u t e s  i n c l u d i n g :  e x p e r t i s e  i n  a body o f  s p e c i a l i z e d  knowledge;  
d i s c r e t i o n  and autonomy; p r o f e s s i o n a l  s t a n d a r d s  o f  workmanship and e t h i c a l  
c o n d u c t ;  and an o r i e n t a t i o n  toward  s e r v i c e  (Mer ton ,  1957;  Vol lmer  and M i l l s ,  
1966;  B l a u ,  1 9 6 8 ) .  I n  t h e o r y ,  t h e n ,  t h e r e  i s  an  o b v i o u s  p o t e n t i a l  f o r  d i s c o r d  
when some o r  a l l  o f  t h e s e  f a c t o r s  come i n t o  c o n f l i c t  w i t h  t h e  d i s c i p l i n e  
r e q u i r e d  by b u r e a u c r a t i c  a u t h o r i t y .  

What knowledge can  be  d e r i v e d  from e m p i r i c a l  r e s e a r c h  c o n c e r n i n g  t h i s  
s i t u a t i o n ?  The professional/organizational c o n f l i c t ,  w h i l e  v a r i a b l e  i n  t h e  
d e g r e e  t o  which i t  is f e l t  by any  g i v e n  i n d i v i d u a l  is ,  n e v e r t h e l e s s ,  a r e a l  
one.  T h i s  was found to  be  t r u e  i n  s e v e r a l  s t u d i e s  which have  c o n c l u d e d  t h a t  
p r o f e s s i o n a l i z a t i o n  and b u r e a u c r a t i z a t i o n  a r e  i n v e r s l e y  r e l a t e d  (St inchcombe,  
1959 ;  B l a u ,  1968;  Hal l ,  1968;  and Heydebrand and Noell, 1 9 7 3 ) .  

H a l l  (1968)  d i s t i n g u i s h e d  be tween s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  t h e  
o r g a n i z a t i o n  (e.g  ., f o r m a l  e d u c a t i o n  and e n t r a n c e  r e q u i r e m e n t s )  and  
a t t i t u d i n a l  a s p e c t s  ( e . g . ,  r e f e r e n c e  g r o u p  o r i e n t a t i o n ,  s e r v i c e  i d e a l ,  and 
s e l f - r e g u l a t i o n )  . He found t h a t  s t r u c t u r a l  and a t t i t u d i n a l  a s p e c t s  o f  
p r o f e s s i o n a l i s m  do n o t  n e c e s s a r i l y  v a r y  t o g e t h e r ,  a l t h o u g h  h i g h l y  p r o f e s s i o n a l  
o r g a n i z a t i o n s  t e n d  t o  have  b o t h  a s p e c t s  p r e s e n t .  The s t r e n g t h  o f  p r o f e s s i o n a l  
a t t i t u d e s  seems to be based  on t h e  s o c i a l i z a t i o n  p r o c e s s  which t a k e s  p l a c e  
d u r i n g  i n i t i a l  t r a i n i n g  and i n  t h e  work i t s e l f .  H a l l ' s  s t u d y  r e v e a l e d  t h a t  
h i g h l y  p r o f e s s i o n a l i z e d  g r o u p s  a r e  found i n  s e t t i n g s  which a r e  l e s s  
b u r e a u c r a t i c  (1968 :504) .  H i s  r e s e a r c h  s u g g e s t s  t h a t  more p r o f e s s i o n a l  g r o u p s  
d o  n o t  need  t h e  same k i n d  o f  c o n t r o l  a s  less p r o f e s s i o n a l  g r o u p s  i n  d e a l i n g  
w i t h  p r o b l e m s  o f  dec i s ion -mak ing .  Indeed ,  h e  h y p o t h e s i z e s  t h a t  t h e  p r e s e n c e  
o f  more b u r e a u c r a t i c  s y s t e m s  f o r  t h e  less p r o f e s s i o n a l  g r o u p s  may d e t e r  
f u r t h e r  p r o f e s s i o n a l i s m .  

R e s e a r c h  h a s  shown t h a t  t h e r e  i s  v a r i a t i o n  i n  l e v e l s  o f  commitment to 
t h e  p r o f e s s i o n  a s  opposed  to  t h e  o r g a n i z a t i o n  among d i f f e r e n t  w o r k e r s .  
C e r t a i n  t y p e s  of  w o r k e r s ,  among them u n i v e r s i t y  p r o f e s s o r s  (Lewis ,  1967) , 

w ~ h es u b j e c t  o f  b u r e a u c r a t i c  c o n t r o l  and c o o r d i n a t i o n  is e::arnined i n  
g r e a t e r  d e p t h  i n  C h a p t e r  V, " O r g a n i z a t i o n a l  C o o r d i n a t i o n  and C o n t r o l . "  



s c i e n t i s t s  and e n g i n e e r s  (Sheldon,  1971; M i l l e r  and Wagner, 1 9 7 1 ) ,  and j u n i o r  
c o l l e g e  t e a c h e r s  (Thornton,  1970) appear  t o  be  more committed to t h e  
p r o f e s s i o n  t h a n  t o  t h e  o r g a n i z a t i o n .  T h i s  is n o t  t o  say  t h a t  p r o f e s s i o n a l s  
employed i n  p r o f e s s i o n a l  o r g a n i z a t i o n s ,  a s  opposed t o  c l a s s i c  b u s i n e s s  o r  
e d u c a t i o n a l  b u r e a u c r a c i e s ,  a r e  a b l e  t o  avo id  t h i s  c o n f l i c t  of l o y a l t y .  To t h e  
c o n t r a r y ,  t h e r e  may be j u s t  a s  much "bureaucracy"  i n  t h e  p r o f e s s i o n a l  
o r g a n i z a t i o n  a s  i n  t h e  l a r g e  school  o r  c o r p o r a t i o n  ( H a l l ,  1 9 6 7 ) .  T h i s  
s i t u a t i o n ,  i n  t u r n ,  l e a d s  to vary ing  d e g r e e s  of p e r c e i v e d  autonomy by t h e  
p r o f e s s i o n a l .  (Engel ,  1970) , N e v e r t h e l e s s ,  Heydebrand and Noe l l  (1973) f i n d  
t h a t  i n  o r g a n i z a t i o n s  where t h e  b u r e a u c r a t i c - h i e r a r c h i c a l  s t r u c t u r e  was 
s t a f f e d  by t h e  same p r o f e s s i o n a l s ,  who a l s o  c o n s t i t u t e d  t h e  " p r o d u c t i o n  
component" o f  t h e  o r g a n i z a t i o n ,  t h e r e  was l e s s  c o n f l i c t .  

The f a c t o r s  p r o p e l l i n g  one p r o f e s s i o n a l  t o  i d e n t i f y  p redominan t ly  w i t h  
t h e  p r o f e s s i o n  a s  opposed t o  t h e  o r g a n i z a t i o n  a r e  many. C e r t a i n l y  t h e  
s t r u c t u r e  o f  t h e  immediate work s e t t i n g  is one. P r o f e s s i o n a l  d e p a r t m e n t s  o r  
d i v i s i o n s  i n  l a r g e r  b u r e a u c r a c i e s  can o r g a n i z e  themselves  d i f f e r e n t l y ;  some 
c a n  be a s  i n t e r n a l l y  b u r e a u c r a t i c  a s  t h e  l a r g e r  o r g a n i z a t i o n ,  whi le  o t h e r s  can  
emphasize  peer-group c o l l e g i a l i t y  wherein  t h e  depar tment  head s e r v e s  a s  a 
" f i r s t  among e q u a l s ." When t h i s  l a t t e r  s i t u a t i o n  occi l rs ,  t h e  p r o f e s s i o n a l  
employee t e n d s  t o  i d e n t i f y  more wi th  t h e  o r g a n i z a t i o n  than wi th  t h e  p r o f e s s i o n  
( H i l l  and French ,  1967) , and may w e l l  f e e l  t h e  professional/organizational 
c o n f l i c t  l e s s  i n t e n s e l y ,  i f  a t  a 1 1  (Thornton,  1 9 7 0 ) .  Another r e a s o n  why 
p r o f e s s i o n a l s  tend t o  i d e n t i f y  wi th  t h e i r  p r o f e s s i o n  r a t h e r  than w i t h  t h e  
o r g a n i z a t i o n  a p p e a r s  t o  be r e l a t e d  t o  t h e  degree  of t h e i r  involvement w i t h  t h e  
o r g a n i z a t i o n  and t h e i r  immediate co-workers. 

P r o f e s s i o n a l  employees who i n t e r a c t  s o c i a l l y  wi th  t h e i r  o r g a n i z a t i o n a l  
c o l l e a g u e s  t end  t o  i d e n t i f y  more w i t h  t h e  o r g a n i z a t i o n  (Sheldon,  1971) t h a n  d o  
t h o s e  who avo id  o f f i c e  s o c i a b i l i t y .  Yet a n o t h e r  f a c t o r  i s  " inves tment , "  t h e  
l e n g t h  o f  time a l r e a d y  committed t o  t h e  o r g a n i z a t i o n  by an employee. A t  t h e  
b i v a r i a t e  l e v e l  o f  a n a l y s i s ,  t h e  r e s e a r c h  r e s u l t s  a r e  mixed; some have found a 
h i g h  l e v e l  o f  inves tment  a s s o c i a t e d  wi th  a h igh l e v e l  o f  o r g a n i z a t i o n a l  
commitment (Sheldon,  1971) w h i l e  o t h e r s  have found t h e  two e s s e n t i a l l y  
u n r e l a t e d  ( M i l l e r  and Wager, 1971) . C o n t r o l l i n g  f o r  p r o f e s s i o n a l  commitment 
h e l p s  t o  r e s o l v e  t h e  dilemma; t h a t  is, high inves tments  a r e  more s t r o n g l y  
r e l a t e d  t h a n  a r e  h igh  l e v e l s  o f  s o c i a l  involvement t o  o r g a n i z a t i o n a l  
commitments . 

What impact does  t h e  commitment c h o i c e  o f  t h e  p r o f e s s i o n a l  i n  t h e  
bureaucracy  have on h i s / h e r  performance,  s a t i s f a c t i o n ,  and/or p r o d u c t i v i t y ?  
The r e s e a r c h  r e s u l t s  seem c o n s i s t e n t  on t h e s e  q u e s t i o n s .  Those who have 
chosen t h e  o r g a n i z a t i o n  a s  t h e  main f o c u s  of t h e i r  commitments a r e  viewed as 
more p romotab le  by t h e i r  s u p e r v i s o r s  (McKelvey, 1963) and a r e  less l i k e l y  t o  
l e a v e  t h e  o r g a n i z a t i o n  even f o r  a more p r e s t i g i o u s  job e l sewhere  
(Lewis,  1967)  . Those wi th  t h e  b e s t  of bo th  worlds--who have made t h e  
commitment t o  t h e  o r g a n i z a t i o n  and who work i n  peer-groups ,  c o l l e g i a l i f -
o r g a n i z e d  o f f  i ces - - t end  t o  f e e l  h i g h e r  l e v e l s  of s a t i s f a c t i o n  wi th  t h e i r  jobs  



( H i l l  and French ,  1967; Aram, Morgan, and Esbeck,  1971) . An i n c r e a s e  i n  j o b  
s a t i s f a c t i o n  may be due,  i n  p a r t ,  t o  t h e  p o s i t i v e  r e l a t i o n s h i p  which was found 
between t a s k  v a r i a b i l i t y  and p r o f e s s i o n a l i s m  ( A l d e r f e r  , 1967 ; Hage and Aiken,  
1969; and Cornstock and S c o t t ,  1 9 7 7 ) .  

Employees who were committed t o  both  t h e i r  o r g a n i z a t i o n  and p r o f e s s i o n  
appeared t o  have more c o n t a c t  wi th  o t h e r  o r g a n i z a t i o n s  i n  t h e i r  environment  
(Ba ty"  Evan, and Rothermel, 1973; C h i l d ,  197333). However, t h o s e  same 
employees a r e  n o t  n e c e s s a r i l y  more e f f e c t i v e  i n  t h e i r  job performance than  
anyone e l s e  i n  t h e  o r g a n i z a t i o n  (Aram, Morgan, and Esbeck,  1971) ; i n  f a c t ,  
they  may eve: be l e s s  p r o d u c t i v e  than t h e i r  more p r o f e s s i o n a l l y - o r i e n t e d  
c o l l e a g u e s  ( H i l l  and French,  1 9 6 7 ) .  

These r e s u l t s  may be summarized i n  t h e  form o f  a c a u s a l  model a s  
d e p i c t e d  i n  F i g u r e  11 below: 

F igure  11 

RELATIONSHIPS OF ORGANIZATTONAL 
COMMITMENT TO MANAGERIAL/ADVINISTRATIITG FACTORS 

S o c i a l  Involvem Like l ihood  
O r g a n i z a t i o n  

Co-workers ( a s  opposed t o  t h e  

Inves tments  

O r g a n i z a t i o n  

I n  n a r r a t i v e  form, t h e  e m p i r i c a l  r e s e a r c h  s u g g e s t s  t h a t :  

Commitment t o  t h e  o r g a n i z a t i o n  an? t o  t h e  p r o f e s s i o n  is 
more or  l e s s  m u t u a l l y  e x c l u s i v e .  

e Commitments t o  t h e  o r g a n i z a t i o n  t a k e  precedence when t h e  
immediate work s e t t i n g  f o r  t h e  p r o f e s s i o n a l  is 
r e l a t i v e l y  c o l l e g i a l  i n  s t r u c t u r e  and s o c i a b l e  i n  
c l i m a t e .  



e 	 Commitments t o  t h e  o r g a n i z a t i o n  t a k e  p recedence  when, 
c o n t r o l l i n g  f o r  p r o f e s s i o n a l  o r i e n t a t i o n s ,  t h e  employees 
a r e  r e l a t i v e  newcomers to o r  r e l a t i v e  v e t e r a n s  o f  t h e  
o r g a n i z a t i o n .  

e 	 Commitments t o  t h e  o r g a n i z a t i o n  r e s u l t  i n  h i g h e r  l e v e l s  
o f  job s a t i s f a c t i o n  and lower l i k e l i h o o d s  o f  d e p a r t u r e  
f o r  a l t e r n a t i v e  j o b s .  

e 	 Commitment t o  t h e  o r g a n i z a t i o n  is,  a t  b e s t ,  u n r e l a t e d  t o  
performance,  and may a c t u a l l y  h i n d e r  it. 

I n  summary, t h e  g e n e r a l  management l i t e r a t u r e  h a s  shed c o n s i d e r a b l e  
l i g h t  on t h e  n a t u r e  o f  i n d i v i d u a l  and o r g a n i z a t i o n a l  p r o f e s s i o n a l i s m .  
P r o f e s s i o n a l i z a t i o n  o f  t h e  l a b o r  f o r c e  has  i n c r e a s e d  markedly over  t h e  
y e a r s .  H a l l  (1968:490) a c c u r a t e l y  noted t h a t  o c c u p a t i o n a l  g roups  which have 
h e l d  t h e  s t a t u s  o f  "marg ina l  p r o f e s s i o n a l "  a r e  i n t e n s i f y i n g  t h e i r  e f f o r t s  t o  
be acknowledged a s  f u l l - f l e d g e d  p r o f e s s i o n a l s .  

What e f f e c t  h a s  t h i s  movement toward p r o f e s s i o n a l i z a t i o n  had on law 
enforcement?  The p o l i c e  p r o f e s s i o n a l  model is l a r g e l y  t h e  r e s u l t  o f  t h e  work 
o f  August Vol lmer ,  Bruce Smith ,  and 0. W. Wilson. The model, a c c o r d i n g  t o  
G o l d s t e i n  (1977:2) is based on a commitment made i n  t h e  e a r l y  h i s t o r y  o f  
p o l i c i n g  t o  o r g a n i z e  p o l i c e  a g e n c i e s  a long  m i l i t a r y  l i n e s  and,  f u r t h e r ,  t o  
i n s u l a t e  p o l i c e  a d m i n i s t r a t o r s  from t h e  i n f l u e n c e  o f  p a r t i s a n  p o l i t i c s .  The 
p o l i c e  p r o f e s s i o n a l  model, somewhat d i f f e r e n t  t h a n  t h e  non-police model, 
p l a c e s  p r imary  emphasis on e f f i c i e n c y  a s  i t s  u l t i m a t e  g o a l .  T h i s  is t o  be 
achieved by c e n t r a l i z e d  c o n t r o l ,  d i s t i n c t  l i n e s  o f  o r g a n i z a t i o n ,  b e t t e r  use  o f  
p o l i c e  p e r s o n n e l ,  improved t r a i n i n g  and e d u c a t i o n ,  and i n c r e a s e d  u s e  o f  
technology and equipment ( G o l d s t e i n ,  1977 :2 )  . Under Vollmer ' s  c o n c e p t  o f  
p o l i c e  p r o f e s s i o n a l i s m ,  a new b r e e d  o f  p o l i c e  a d m i n i s t r a t o r  who p o s s e s s e d  a  
h igh  l e v e l  o f  manager ia l  s k i l l s  emerged i n  t h e  1930 ' s .  These a d m i n i s t r a t o r s  
c r e a t e d  t h e  p r o f e s s i o n a l  model which has  been upheld u n t i l  r e c e n t l y  a s  t h e  
s o l u t i o n  t o  t h e  problems o f  p o l i c e  (Golds te  i n ,  1977:2 2 8 )  . 

S e v e r a l  s t u d i e s  have been conducted which examined t h e  e f f e c t  o f  
p r o f e s s i o n a l i z a t i o n  on t h e  o f f i c e r ,  a s  w e l l  a s  t h e  p o l i c e  depar tment .  
R e a l i z i n g  p u b l i c  s u p p o r t  i s  v i t a l  f o r  e f f e c t i v e  law enforcement ,  Cooper (1974) 
found p o l i c e  o f f i c e r s  have become i n c r e a s i n q l y  concerned wi th  t h e i r  
o c c u p a t i o n a l  s t a t u s  and p u b l i c  image. Cooper b e l i e v e s  t h a t  o f f i c e r s  a r e  
responding to t h i s  concern by a t t e m p t i n g  t o  become more p r o f e s s i o n a l  ( e . g . ,  
c o n t i n u i n g  e d u c a t i o n  and t r a i n i n g ,  e s t a b l i s h i n g  minimum s t a n d a r d s ,  e t c . )  . I n  
a d d i t i o n ,  Cooper found t h a t  p o l i c e  a d m i n i s t r a t o r s  were s t i l l  moving i n  t h e  
d i r e c t i o n  o f  g r e a t e r  e f f i c i e n c y  and p r o d u c t i v i t y  a s  evidenced by t h e i r  
tendency t o  a d o p t  c e r t a i n  m a n a g e r i a l  t e c h n i q u e s  and models from b u s i n e s s  and 
i n d u s t r y  (1974:28) .  Thus, i t  can be seen  t h a t  whi le  t h e  " p r o f e s s i o n a l  model" 



h a s  been d e f i n e d  somewhat d i f f e r e n t l y  i n  t h e  police and non-po l ice  l i t e r a t u r e ,  
t h e r e  s t i l l  e x i s t  u n d e r l y i n g  c o n f l i c t s  between movements toward i n d i v i d u a l  
p r o f e s s i o n a l i s m  and t h e  e f f o r t s  to r e t a i n  b u r e a u c r a t i c  s t r u c t u r e s .  Ashburn 
(1973) p o i n t e d  o u t  t h a t  w h i l e  p o l i c e  o f f i c e r s  a r e  asked t o  a c t  i n  a 
p r o f e s s i o n a l  manner, t h e i r  autonomy a s  a p r o f e s s i o n  is c h a l l e n g e d  by 
b u r e a u c r a t i c  review and change.  

Much o f  t h e  p o l i c e  l i t e r a t u r e  does  n o t  p r o v i d e  a c l e a r  d e f i n i t i o n  and 
measurement o f  p r o f e s s i o n a l i s m .  R a t h e r ,  s e v e r a l  r e s e a r c h e r s  have t r i e d  t o  
d e f i n e  e l e m e n t s  o f  p r o f e s s i o n a l i s m  i n  o r g a n i z a t i o n s .  Academicians i n  police 
s c i e n c e  have a t t e m p t e d  t o  o p e r a t i o n a l i z e  and measure p o l i c e  p r o f e s s i o n a l i s m .  
I n  doing so, s e v e r a l  have f a i l e d  to u s e  we l l -de f ined  e m p i r i c a l  methods 
(Wilson,  1968; C a r l s o n ,  Thayer ,  and Germann, 1991; PursPey,  1974,  1976; 
R e p p e t t o ,  1975)  and i n s t e a d  have e q u a t e d  non- t r a d  i t i o n a l ,  i n n o v a t i v e ,  and/or 
l e g a l i s t i c  d e p a r t m e n t s  w i t h  p r o f e s s i o n a l i s m .  T h i s  may p o s s i b l y  be a f a u l t y  
assumpt ion .  P r o f e s s i o n a l i s m  was found t o  be  p o s i t i v e l y  r e l a t e d  t o  i n c r e a s e d  
a r r e s t  r a t e s  (Wilson,  1968; Reppe t to ,  1975) b u t  n o t  r e l a t e d  to o r g a n i z a t i o n  
change ( P u r s l e y ,  1 9 7 4 ) .  The r e s u l t s  may be q u e s t i o n e d  i n  l i g h t  o f  t h e  
o p e r a t i o n a l  d e f i n i t i o n  o f  p r o f e s s i o n a l i s m .  

Other  r e s e a r c h e r s  ( M i l l e r  and Fry ,  1976a,  1976b;  Lotz  and R e g o l i ,  
1977; P o o l e  and R e g o l i ,  1979) have endeavored to e m p i r i c a l l y  measure t h e  l e v e l  
o f  p r o f e s s i o n a l i s m  i n  t h e  p o l i c e  o c c u p a t i o n .  M i l l e r  and F r y  (1976b) v a l i d a t e d  
a f i v e - d i m e n s i o n a l  s c a l e  o f  p r o f e s s i o n a l i s m  developed by H a l l  (1968) and 
s u b s e q u e n t l y  r e v i s e d  by Sn izek  ( 1 9 7 2 ) .  They found t h e  f o l l o w i n g  f i v e  
d imens ions  o f  p r o f e s s i o n a l i s m  to be a p p l i c a b l e  f o r  p o l i c e :  

1. I d e n t i f i c a t i o n  w i t h  a p r o f e s s i o n a l  r e f e r e n c e  group.  

2 .  P u b l i c  s e r v i c e  o r i e n t a t i o n .  

3 .  Autonomy. 

4 .  B e l i e f  i n  s e l f - r e g u l a t i o n .  

5. Sense  of c a l l i n g  t o  t h e  f i e l d .  

Lo tz  and R e g o l i ' s  (1977) s t u d y  o f  324 p o l i c e  o f f i c e r s  showed t h a t  
t h o s e  o f f i c e r s  who scored  high on t h e  Hal l -Snizek s c a l e  t ended  t o  be less 
c y n i c a l  t h a n  t h e i r  c o l l e a g u e s .  Using t h e  same s c a l e ,  M i l l e r  and F r y ' s  (1976a) 
s t u d y  i n d i c a t e d  t h a t  i n c r e a s e d  e d u c a t i o n  was n o t  r e l a t e d  to  an o f f i c e r  
e n d o r s i n g  a p r o f e s s i o n a l  model and t h e  Poo le  and Regol i  (1979) s t u d y  i n d i c a t e d  
t h a t  t h e  s o c i a l i z a t i o n  p r o c e s s  a p p e a r s  to affect negatively i n d i v i d u a l  
p r o f e s s i o n a l i s m .  

I n  c o n c l u s i o n ,  i t  a p p e a r s ,  based on t h e  l i t e r a t u r e  reviewed f o r  t h i s  
s t u d y ,  t h a t  many i n d i v i d u a l s  have become d i s i l l u s i o n e d  wi th  t h e  o r i g i n a l  
c o n c e p t i o n  o f  p o l i c e  p r o f e s s i o n a l i s m  ( G o l d s t e i n ,  1 9 7 7 ) .  T h i s  may be p a r t i a l l y  
due t o  e v e r - i n c r e a s i n g  c r ime  r a t e s  and the  f a c t  t h e  model may be c o n t r i b u t i n g  
t o  a n  i m p e r s o n a l  k i n d  o f  p o l i c i n g .  As a r e s u l t ,  c i t i z e n s '  e v a l u a t i o n  o f  t h e  



p o l i c e  have been l o w  (Chacker ian and B a r r e t t ,  1973; Chacker ian ,  1 9 7 6 ) .  
D e s p i t e  t h e s e  problems,  t h e  l i t e r a t u r e  s u g g e s t s  t h e  fo l lowing :  

There  is  a d i f f e r e n c e  i n  t h e  way t h e  " p r o f e s s i o n a l  model" 
is o p e r a t i o n a l i z e d  i n  t h e  g e n e r a l  management and p o l i c e  
d i s c i p l i n e s .  The former is concerned w i t h  deve lop ing  
e x p e r t i s e  i n  a body of knowledge, d i s c r e t i o n  and 
autonomy, p r o f e s s i o n a l  s t a n d a r d s ,  and e t h i c a l  conduct .  
The l a t t e r ,  p o l i c e  p r o f e s s i o n a l i s m ,  r e l a t e s  more t o  a 
manager ia l  model which emphasizes c e n t r a l i z e d  control. and 
c l e a r - c u t  l i n e s  o f  o r g a n i z a t i o n a l  a u t h o r i t y  and 
r e s p o n s i b i l i t y .  

% A h i g h l y  b u r e a u c r a t i c  o r i e n t a t i o n  to c o o r d i n a t i n g  and 
c o n t r o l l i n g  employees may be p r o b l e m a t i c  f o r  i n d i v i d u a l s  
i n  t h e  o r g a n i z a t i o n  who c o n s i d e r  themse lves  t o  be 
p r o f e s s i o n a l s .  

e P o l i c e  depar tments  which adop t  a p r o f e s s i o n a l  i d e n t i t y  
based on c e n t r a l i z e d  c o n t r o l  and c l e a r - c u t  l i n e s  o f  
a u t h o r i t y  t end  to have h igher  a r r e s t  and c l e a r a n c e  r a t e s  
t h a n  t h o s e  which a r e  more t r a d i t i o n a l .  

S t r a t i f i c a t i o n  of t h e  Work Force  i n  P o l i c e  O r g a n i z a t i o n s  

The f i n a l  a r e a  o f  knowledge r e g a r d i n g  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i o n  
w i t h i n  p o l i c e  a g e n c i e s  f o c u s e s  on s t r a t i f i c a t i o n  accord ing  t o  i n d i v i d u a l  
c h a r a c t e r i s t i c s .  Cont ra ry  t o  p r e v i o u s  knowledge a r e a s ,  t h i s  is t h e  f i r s t  a r e a  
where v i r t u a l l y  a l l  a v a i l a b l e  knowledge f o r  t h i s  p r o j e c t  comes from t h e  p o l i c e  
management l i t e r a t u r e .  T h i s  may be due,  i n  p a r t ,  to t h e  i n c r e a s i n g  i n t e r e s t  
p o l i c e  a d m i n i s t r a t o r s  have p l a c e d  on t h e  r o l e  o f  women i n  p o l i c e  work, r a c i a l  
compos i t ion  of p o l i c e  depar tments  i n  l i g h t  of i n c r e a s e d  r a c i a l  t e n s i o n  i n  t h e  
community, and h i g h e r  e d u c a t i o n .  I n t e r e s t i n g l y ,  based on t h e  s t u d i e s  reviewed 
i n  t h e  g e n e r a l  s o c i a l  s c i e n c e  a r e a ,  o r g a n i z a t i o n a l  t h e o r i s t s  d i d  n o t  conduc t  
e x t e n s i v e  e m p i r i c a l  r e s e a r c h  on t h e  impact o f  women and m i n o r i t i e s  i n  t h e  
o r g a n i z a t i o n .  

The pages  which f o l l o w  a r e  s e p a r a t e d  i n t o  f o u r  s u b s e c t i o n s  f o r  each o f  
t h e  s t r a t i f i c a t i o n  v a r i a b l e s :  s e x ,  r a c e ,  s e n i o r i t y ,  and educa t ion .  A 
d i s c u s s i o n  o f  major f i n d i n g s  and p r o p o s i t i o n s  f o l l o w s  t h e s e  s u b s e c t i o n s .  

S e x u a l  S t r a t i f i c a t i o n .  Very few s t u d i e s  were i d e n t i f i e d  and reviewed 
a n a l y z i n g  t h e  r o l e  o f  women i n  p o l i c i n g ,  a l though  c e r t a i n  s t u d i e s  such as t h e  
r e s e a r c h  by Elmer (1978) beg in  t o  o f f e r  some e x p l a n a t i o n  f o r  female  i n c e n t i v e s  
i n  j o i n i n g  t h e  p o l i c e  f o r c e .  She found t h e  two pr imary r e a s o n s  t o  be s a l a r y  
and t h e  o p p o r t u n i t y  t o  h e l p  o t h e r s .  Male o f f i c e r s  tended t o  p l a c e  more 
emphasis on job  s e c u r i t y  than  female  o f f i c e r s  d i d .  



A s t u d y  comparing l e a d e r s h i p  s t r e n g t h  of women p o l i c e  e x e c u t i v e s  w i t h  
males  was conducted by P r i c e  (1974) .  She found t h a t  t h e  sampled women p o l i c e  
e x e c u t i v e s  a s  a group d i s p l a y e d  more s t r e n g t h  i n  l e a d e r s h i p - a s s o c i a t e d  
p e r s o n a l i t y  t r a i t s  than male e x e c u t i v e s  a s  a group.  L i m i t a t i o n s  to t h i s  
s t u d y ,  a s  noted by t h e  a u t h o r ,  were t h e  s m a l l  number of p o l i c e  a g e n c i e s  
sampled and t h e  smal l  number (N=26) of  women e x e c u t i v e s  w i t h i n  t h e s e  
depar tments .  T h i s  is a f a i r l y  common problem i n  t h e  l i t e r a t u r e  on s e x u a l  
s t r a t i f i c a t i o n  and p robab ly  one reason  why t h e r e  is s o  l i t t l e  r e s e a r c h  on t h e  
t o p i c .  

I n  a s t u d y  examining t h e  impact c i v i l  s e r v i c e  sys tems have on p o l i c e  
a d m i n i s t r a t i o n ,  G r e i s i n g e r ,  S lovak ,  and Molkup (1979) found t h a t  p o l i c e  
depar tments  wi th  a  h igher  propor  t i o n  of female  d e t e c t i v e s  had h igher  c l e a r a n c e  
r a t e s  o f  P a r t  I o f f e n s e s ,  a l t h o u g h  t h e  p r o p o r t i o n  o f  t h e  t o t a l  number o f  women 
i n  t h e  depar tment  had no e f f e c t  on c l e a r a n c e  r a t e s ,  They a l s o  found t h a t  
c i v i l  s e r v i c e  commissions e x h i b i t i n g  a r e g u l a t o r y  r o l e  by i n h i b i t i n g  t h e  
i n c l u s i o n  o f  females  and m i n o r i t i e s  i n  sworn p o s i t i o n s  i n d i r e c t l y  c o n s t r a i n  
p o l i c e  e f f e c t i v e n e s s  and e f f i c i e n c y  (1979:132) . 

The sampled non-pol ice  l i t e r a t u r e  o f f e r s  l i t t l e  i n s i g h t  i n t o  t h e  
e f f e c t s  t h a t  s e x u a l  s t r a t i f i c a t i o n  has  on t h e  o r g a n i z a t i o n .  One sampled s t u d y  
a t t e m p t e d  to s e e  i f  s e x  had any e f f e c t  on t h e  employees '  commitment t o  t h e  
o r g a n i z a t i o n  i n  Japan (Marsh and Mannari ,  1977) . They found t h a t  women were 
more l i k e l y  than  men t o  l e a v e  t h e  o r g a n i z a t i o n .  The reason most women gave 
f o r  l e a v i n g  was mar r iage  or  c h i l d b i r t h .  Smith (1979) , however, found t h a t  s e x  
had a lmos t  no r e l a t i o n  t o  t u r n o v e r .  She d i d  f i n d  a g r e a t e r  c o n c e n t r a t i o n  o f  
men, r a t h e r  t h a n  women, i n  o c c u p a t i o n s  w i t h  g r e a t e r  advancement o p p o r t u n i t i e s .  

There  i s  v e r y  l i t t l e  i n  t h e  form of knowledge base  s t r e n g t h s  which can  
be deduced from t h e s e  s t u d i e s .  C e r t a i n l y  t h e r e  i s .  a need f o r  a d d i t i o n a l  
r e s e a r c h  i n  p o l i c i n g  to e x p l a i n  f u r t h e r  t h e  e f f e c t s  o f  h i r i n g  women. Many 
depar tments  have been compelled t o  h i r e  g r e a t e r  p r o p o r t i o n s  of females  due t o  
a f f i r m a t i v e  a c t i o n  programs. Th is  i n c r e a s e  i n  t h e  number o f  female o f f i c e r s  
w i l l  accommodate a d d i t i o n a l  r e s e a r c h  a s  l a r g e r  samples of women w i l l  be 
p r e s e n t  i n  p o l i c e  o r g a n i z a t i o n s .  A t  t h e  c u r r e n t  t ime,  a s  based on t h e  
l i t e r a t u r e  reviewed f o r  t h i s  s t u d y ,  however, t h e r e  is a  vo id  i n  t h e  l i t e r a t u r e  
concern ing  t h e  r o l e  o f  women i n  p o l i c i n g .  

R a c i a l  S t r a t i f i c a t i o n ,  The knowledge t o  be d e r i v e d  on t h i s  t o p i c  is  
drawn s o l e l y  from t h e  p o l i c e  management l i t e r a t u r e .  The g e n e r a l  s o c i a l  
s c i e n c e  l i t e r a t u r e  reviewed f o r  t h i s  s t u d y  d i d  n o t  examine t h e  e f f e c t s  o f  
r a c i a l  s t r a t i f i c a t i o n  on t h e  o r g a n i z a t i o n .  I n  t h e  p o l i c e  f i e l d ,  t h e  r a c i a l  
composi t ion of t h e  p o l i c e  depar tment  has  become an i n c r e a s i n g l y  i m p o r t a n t  
i s s u e  i n  c i t i es  na t ionwide .  There  a p p e a r s  t o  be  two g e n e r a l  v i e w p o i n t s  on 
t h i s  t o p i c .  There  a r e  t h o s e  who f e e l  t h a t  m i n o r i t i e s  need t o  be h i r e d  i n  
p o l i c e  depar tments  i n  p r o p o r t i o n  t o  t h e  number o f  m i n o r i t i e s  i n  t h e  
community. p roponen ts  of t h i s  v iewpoin t  b e l i e v e  t h i s  w i l l  enhance p o l i c e  
community r e l a t i o n s ,  t h e r e b ~  i n c r e a s i n g  p o l i c e  e f f e c t i v e n e s s .  Those o ~ p o s e d  
to t h i s  ph i losophy  advoca te  proEessionaLism a s  t h e  way t o  r e s o l v e  any p o l i c e -  



community r e l a t i o n s  problems. They f e e l  t h a t  a "good policeman" is good 
r e g a r d l e s s  o f  r a c e ,  c o l o r ,  o r  c r e e d  ( K e l l y  and West, 1973) . 

Some o f  t h e  a v a i l a b l e  i n f o r m a t i o n  on r a c i a l  s t r a t i f i c a t i o n  r e l a t e s  to 
t h e  r o l e  o f  t h e  black p o l i c e  o f f i c e r  a s  compared t o  t h e  whi te  o f f i c e r .  Other  
s t u d i e s  have a t t empted  t o  f o c u s  on t h e  e f f e c t s  r a c i a l  s t r a t i f i c a t i o n  h a s  on 
per fo rmance ,  advancement, and employee a d a p t a t i o n .  Bannon and W i l t  (1973) 
conducted a  s t u d y  which examined t h e  r o l e  o f  t h e  black p o l i c e  o f f i c e r  i n  
D e t r o i t ,  Michigan,  and found t h a t  b lack  p o l i c e  o f f i c e r s  f e l t  t h e y  would 
deve lop  a g r e a t e r  r a p p o r t  w i t h  b l a c k  c i t i z e n s  because  they  b e t t e r  unders tood  
t h e  community. Unl ike  t h e  f i n d i n g s  o f  Alex (1969) , Bannon and W i l t  d i d  n o t  
f i n d  t h a t  b lack  o f f i c e r s  e x p r e s s e d  a l o s s  o f  i d e n t i t y  wi th  o t h e r  b l a c k s  as a 
r e s u l t  o f  t h e i r  jobs .  

Black and whi te  p o l i c e  o f f i c e r s  were found t o  have d i f f e r e n c e s  i n  
t h e i r  v a l u e  sys tem (Teahan, 1 9 7 5 ) .  I n  a  s t u d y  conducted by Rokeach, M i l l e r ,  
and Snyder (1971) and Teahan (1975) ,  d i f f e r e n c e s  were found i n  terms of  
p e r c e i v e d  e q u a l i t y .  White o f f i c e r s  d i d  no t  f e e l  t h a t  b lack-whi te  problems 
were a s  impor tan t  a s  t h e  b lack  o f f i c e r s  d i d .  Over an 18-month p e r i o d ,  whi te  
o f f i c e r s  ceased  t o  f e e l  police-community r e l a t i o n s  were impor tan t  and b e l i e v e d  
more than  e v e r  t h a t  s e p a r a t e  p o l i c e  a s s o c i a t i o n s  and more s e g r e g a t e d  d u t y  
might  be t h e  b e s t  c o u r s e  of a c t i o n  (Teahan, 1975:53) .  The b lack  o f f i c e r s  
sampled a l s o  tended to f e e l  t h e  same way and f u r t h e r  b e l i e v e d  t h a t  whi te  
o f f i c e r s  were r e c e i v i n g  p r e f e r e n t i a l  t r e a t m e n t .  I m p o r t a n t l y ,  t h e  a u t h o r  n o t e s  
t h a t  t h e  f i n d i n g s  o f  t h i s  s t u d y  a r e  n o t  g e n e r a l i z a b l e  beyond t h e  c i t y  f o r  
which t h e  s t u d y  was conducted.  Only 20 per  c e n t  o f  t h e  o f f i c e r s  sampled f o r  
t h i s  s t u d y  were b lack  and ,  t h e r e f o r e ,  t h e  r e s u l t s  shou ld  be t r e a t e d  w i t h  
c a u t i o n .  

D e s p i t e  t h e s e  methodolog ica l  problems,  it  a p p e a r s  from t h e  l i t e r a t u r e  
t h a t  r a c i a l  s t r a t i f i c a t i o n  cou ld  c a u s e  a  l a c k  o f  c o o p e r a t i o n  and f e e l i n g s  o f  
a n i m o s i t y  among p o l i c e  o f f i c e r s .  Such a s i t u a t i o n  cou ld  i n f l u e n c e  n o t  o n l y  
how o f f i c e r s  might  handle  c a l l s  f o r  s e r v i c e  i n  t h e  community, b u t  a l s o  how 
t h e y  would respond t o  an emergency i n  which a n o t h e r  o f f i c e r ' s  l i f e  is  
t h r e a t e n e d .  

B l a c k s  tend t o  become p o l i c e  o f f i c e r s  f o r  d i f f e r e n t  r e a s o n s  than 
w h i t e s  do. K e l l y  and West (1973) found t h a t  b lack  o f f i c e r s  d i s p l a y e d  more of 
" p o l i c e "  o r  s o c i a l  s e r v i c e  o r i e n t a t i o n  ( i . e . ,  d e s i r e s  t o  be involved i n  t h e  
community, chance to work w i t h  p e o p l e ,  c h a l l e n g i n g  and e x c i t i n g  work) w h i l e  
w h i t e  o f f i c e r s  had more o f  a " c i v i l  service1 '  o r i e n t a t i o n  (e .g . ,  emphasis  on 
j o b  s e c u r i t y ,  good s a l a r y ,  and b e n e f i t s ) .  Another s t u d y  condcted by Hunt and 
Cohen (1970)  found s i m i l a r  r e s u l t s .  These a u t h o r s  in te rv iewed  w h i t e ,  b l a c k ,  
and P u e r t o  Rican you th  who were a p p l y i n g  to become p o l i c e  o f f i c e r s  f o r  t h e  N e w  
York C i t y  P o l i c e  Department.  R e s u l t s  i n d i c a t e d  t h a t  b lack and P u e r t o  Rican 
you th  s t a t e d  t h e y  wanted t o  become o f f i c e r s  because  o f  t h e  s e r v i c e  a s p e c t s  t h e  
j o b s  o f f e r e d  r a t h e r  t h a n  any f i n a n c i a l  rewards.  Alex ( 1 9 6 9 ) ,  on t h e  o t h e r  
hand, found t h a t  t h e  m a j o r i t y  o f  p o l i c e  o f f i c e r s  he in te rv iewed  chose  a law 
enforcement  career f o r  economjc r e a s o n s ,  w h i l e  on ly  a  smal l  m i n o r i t y  o f  b lack 



o f f i c e r s  r e p o r t e d  they  jo ined  simply because  t h e y  r e a l l y  wanted t o  become 
policemen. The c o n f l i c t  i n  t h e s e  f i n d i n g s  s u g g e s t s  a need f o r  c l o s e r  and more 
c a r e f u l  examinat ion of what i n f l u e n c e s  an i n d i v i d u a l  to become a p o l i c e  
o f f i c e r  and what e f f e c t ,  i f  any,  t h i s  h a s  on t h e  o f f i c e r ' s  l e v e l  o f  
s a t i s f a c t i o n ,  commitment, and o v e r a l l  performance.  

What knowledge can be deduced from t h e  l i t e r a t u r e  on t h e  e f f e c t  r a c i a l  
s t r a t i f i c a t i o n  has  on o f f i c e r s '  performance and o r g a n i z a t i o n a l  
e f f e c t i v e n e s s ?  I n  a s t u d y  o f  t h e  impact o f  c i v i l  s e r v i c e  sys tems on p o l i c e  
depar tments ,  G r e i s i n g e r ,  Slovak,  and Molkup (1979) found a h igh  c o r r e l a t i o n  
between t h e  p r o p o r t i o n s  o f  m i n o r i t i e s  and women o f f i c e r s  i n  t h e  p o l i c e  agency 
and e f f e c t i v e n e s s  of t h e  depar tment  i n  t h e  apprehension of o f f e n d e r s ,  C a s c i o  
(1997) found t h a t  r a c i a l  s t r a t i f i c a t i o n  had no e f f e c t  on p o l i c e  performance,  
b u t  t h a t  h i g h e r  l e v e l s  o f  e d u c a t i o n  f o r  both  b l a c k ,  w h i t e ,  and S p a n i s h  
surnamed p o l i c e  o f f i c e r s  was a s s o c i a t e d  wi th  improved job performance a s  
measured by t h e  number o f  i n j u r i e s ,  number o f  d i s c i p l i n a r y  a c t i o n s ,  number o f  
p h y s i c a l  f o r c e  a l l e g a t i o n s ,  e t c .  

I n  a l o n g i t u d i n a l  s t u d y  o f  1,915 New York C i t y  P o l i c e  Department 
o f f i c e r s ,  Cohen (1970) found t h a t  b lack  p o l i c e  o f f i c e r s  r e c e i v e d  more 
c o m p l a i n t s  t h a n  w h i t e  o f f i c e r s  who, i n  t u r n ,  had more compla in t s  than P u e r t o  
Rican o f f i c e r s .  However, i f  t h e  charge  was b rought  t o  t r i a l ,  e t h n i c i t y  d i d  
n o t  a f f e c t  t h e  f i n a l  d i s p o s i t i o n .  

These d a t a  were s u b j e c t e d  t o  f u r t h e r  a n a l y s i s  by Cohen and Chaiken 
(1972) who also found t h a t  b lack o f f i c e r s  had more d i s c i p l i n a r y  c h a r g e s  t h a n  
whi te  o f f i c e r s ,  b u t  they  d i d  n o t  d i f f e r  from w h i t e  o f f i c e r s  on t h e  number o f  
c i v i l i a n  c o m p l a i n t s ,  a l l e g a t i o n s  o f  ha rassment ,  o r  c r i m i n a l  charges .  These 
a u t h o r s  a l s o  found t h a t  b lack  o f f i c e r s  i n  N e w  York C i t y  d i d  n o t  p r o g r e s s  
through c i v i l  s e r v i c e  ranks  as q u i c k l y  a s  whi te  o f f i c e r s ,  a l though  t h e y  d i d  
p r o g r e s s  i n t o  and through t h e  d e t e c t i v e  d i v i s i o n  b e t t e r  t h a n  whi te  o f f i c e r s .  

What i m p l i c a t i o n s  can be drawn from t h e s e  f i n d i n g s ?  F i r s t ,  t h e r e  
a p p e a r s  t o  be a l ack  of c o n c l u s i v e  f i n d i n g s  a b o u t  t h e  impact o f  r a c i a l  
s t r a t i f i c a t i o n .  Many o f  t h e  s t u d i e s  l a c k  methodolog ica l  and s t a t i s t i c a l  
s o p h i s t i c a t i o n  and,  t h e r e f o r e ,  t h e  r e s u l t s  shou ld  be viewed as t e n t a t i v e .  

Secondly,  d e s p i t e  t h e  above-mentioned problems, some of  t h e  s t u d i e s  
p r e s e n t  a gloomy p i c t u r e  o f  t h e  e f f e c t s  of r a c i a l  s t r a t i f i c a t i o n  on o f f i c e r  
cohes ian .  G r e a t e r  s t r a t i f i c a t i o n  seems to be a s s o c i a t e d  wi th  less group  
cohes ion  ( J u r i s  and F e u i l l e ,  1971; Teahan, 1975) w i t h i n  t h e  p o l i c e  depar tment ,  
t h e r e b y  promoting s e p a r a t e  p o l i c e  a s s o c i a t i o n s .  The impact r a c i a l  compos i t ion  
h a s  on performance i s  i n c o n c l u s i v e .  There a p p e a r s  t o  be d i s c r e p a n c i e s  i n  t h e  
f i n d i n g s ,  s u g g e s t i n g  t h e  need f o r  a d d i t i o n a l  e m p i r i c a l  r e s e a r c h .  Performance 
h a s  been c o n c e p t u a l i z e d  i n  d i f f e r e n t  ways: as i n d i v i d u a l  compliance wi th  
r u l e s  and p r o c e d u r e s  and wi th  e f f e c t i v e n e s s  i n  apprehens ions .  The p r e l i m i n a r y  
f i n d i n g s  c i t e d  above s u g g e s t  t h a t  i n c r e a s e d  numbers o f  m i n o r i t i e s  may 
n e g a t i v e l y  a f f e c t  o n e  such c r i t e r i a  (compliance t o  r u l e s )  whi le  p o s i t i v e l y  



a f f e c t i n g  t h e  o t h e r  c r i t e r i a  ( a p p r e h e n s i o n ) ,  W i l l  t h i s  i n v e r s e  r e l a t i o n s h i p  
h o l d  i n  f u t u r e  r e s e a r c h ?  F u r t h e r ,  what e f f e c t s ,  i f  any ,  does  i n c r e a s e d  
p r o p o r t i o n s  o f  m i n o r i t i e s  have on t h e  p o l i c e  a b i l i t y  t o  a c q u i r e  i n f o r m a t i o n  
from t h e  community? These q u e s t i o n s  cannot  be answered based on sampled 
r e s e a r c h .  

S e n i o r i t y .  What e f f e c t  d o e s  t e n u r e ,  o r  t h e  l e n g t h  o f  t i m e  an o f f i c e r  
h a s  worked on t h e  f o r c e ,  have on o f f i c e r  performance,  a t t i t u d e s  and/or v a l u e s  
toward t h e  job? The p o l i c e  l i t e r a t u r e  o f f e r s  knowledge-based f i n d i n g s  upon 
which one can b e g i n  to answer t h i s  q u e s t i o n .  I t  a l s o  p r o v i d e s  i n f o r m a t i o n  
a b o u t  t h e  p r o c e s s  by which o f f i c e r s  may become s o c i a l i z e d  i n t o  p r e v a i l i n g  
p o l i c e  v a l u e  p a t t e r n s .  Because t h e  impact o f  t e n u r e  and s o c i a l i z a t i o n  is 
c r i t i c a l  t o  t h e  f u n c t i o n i n g  o f  t h e  p o l i c e  depar tment ,  it is i m p o r t a n t  t o  
a s s e s s  i ts e f f e c t s  on t h e  o r g a n i z a t i o n  and management o f  t h e  p o l i c e  agency. 
Van Maanen (1975: 207) d e f i n e s  o r g a n i z a t i o n a l  s o c i a l i z a t i o n  a s  " t h e  p r o c e s s  by 
which an o r g a n i z a t i o n a l  member l e a r n s  t h e  r e q u i r e d  b e h a v i o r s  and s u p p o r t i v e  
a t t i t u d e s  n e c e s s a r y  t o  p a r t i c i p a t e  a s  a  member o f  t h e  o r g a n i z a t i o n . "  H e  n o t e s  
t h a t  s t u d i e s  i n  t h e  g e n e r a l  management l i t e r a t u r e  (Herzberg,  Mausner, 
P e t e r s o n ,  and Capwell ,  1957; Sche in ,  1965,  1971; Berlew and H a l l ,  1968; Vroom 
and Deci ,  1971) have found t h a t  e a r l y  o r g a n i z a t i o n a l  l e a r n i n g  is an i n d i c a t i o n  
o f  o n e ' s  l a t e r  job- re la ted  a t t i t u d e s  and b e h a v i o r s .  

Using both  su rvey  and p a r t i c i p a n t - o b s e r v a t i o n  t e c h n i q u e s ,  Van Maanen 
(1975:220-224) found t h a t  p o l i c e  o f f i c e r s  p r o g r e s s e d  a long  a s o c i a l i z a t i o n  
continuum which was c h a r a c t e r i z e d  by " d o n ' t  make waves" and "we're i n  t h e  same 
b o a t "  ph i losophy .  He s u g g e s t s  t h a t  s o c i a l i z a t i o n  o c c u r s  i n  f o u r  s t a g e s :  

1. 	 E n t r y  - t h i s  i n c l u d e s  t h e  p o l i c e  r e c r u i t m e n t  and 
s e l e c t i o n  p r o c e s s .  

2. 	 I n t r o d u c t i o n  - t h i s  o c c u r s  a t  t h e  p o l i c e  academy. E a r l y  
s t a g e s  a r e  marked by r a p i d  a t t i t u d i n a l  changes;  i . e . ,  
t h e r e  is  a d r o p  i n  both  m o t i v a t i o n  a t t i t u d e s  and 
o r g a n i z a t i o n a l  commitment. 

3 .  	 Encounter - t h i s  is t h e  o f f i c e r ' s  f i r s t  encounte r  wi th  
t h e  job  and h i s  f i e l d  t r a i n i n g  o f f i c e r .  During t h i s  
p e r i o d  t h e  new o f f i c e r  l e a r n s  what a t t i t u d e s  and 
b e h a v i o r s  a r e  a c c e p t a b l e .  

4 .  	 Metamorphosis - by t h e  end o f  s i x  months t h e  o f f i c e r ' s  
j o b - r e l a t e d  a t t i t u d e s  were found to be c l o s e l y  p a r a l l e d  
to t h o s e  o f  t h e  more exper ienced  o f f i c e r s .  

I t  would, t h e r e f o r e ,  appear  t h a t  t h e  new r e c r u i t  g o e s  through some 
d r a m a t i c  changes  dur ing  h i s / h e r  f i r s t  s i x  months on t h e  job. Poole  and Regol i  
(1979) i n v e s t i g a t e d  c h a n g e s  i n  p r o f e s s i o n a l i s m  and p r o f e s s i o n a l  commitment 



dur ing  t h i s  same time frame. They found a p r e c i p i t i o u s  drop i n  a l l  l e v e l s  o f  
p r o f e s s i o n a l i s m  and concluded t h a t  something d u r i n g  t h e  r e c r u i t ' s  i n i t i a l  work 
s o c i a l i z a t i o n  was a f f e c t i n g  a l l  a s p e c t s  of p r o f e s s i o n a l i s m .  

Ye t ,  t h e r e  a r e  o t h e r s  who have q u e s t i o n e d  whether p o l i c e  o f f i c e r s '  
v a l u e s  and a t t i t u d e s  a r e  shaped by t h e i r  background c h a r a c t e r i s t i c s  r a t h e r  
t h a n  a s o c i a l i z a t i o n  p r o c e s s .  Some r e s e a r c h ,  such a s  t h a t  performed by 
Rokeach, M i l l e r ,  and Snyder (1971) concluded t h a t  c e r t a i n  v a l u e  o r i e n t a t i o n s  
have p r e d i s p o s e d  some i n i v i d u a l s  t o  s e l e c t  p o l i c e  work and t h a t  s o c i a l i z a t i o n ,  
i f  it o c c u r s  a t  a l l ,  comes a b o u t  i n  a slow and g r a d u a l  way. These r e s e a r c h e r s  
found p o l i c e  o f f i c e r s  have v a l u e  sys tems t h a t  a r e  d i f f e r e n t  from o t h e r  g roups  
and t h a t  t h e i r  v a l u e s  a r e  a l s o  a f u n c t i o n  of p e r s o n a l i t y  p r e d i s p o s i t i o n ;  t h a t  
i s ,  p o l i c e  a r e  s e l e c t i v e l y  e c r u i t e d  and t h e i r  v a l u e s  p r e d i s p o s e  them toward a 
c a r e e r  i n  law enforcement.- 3 l f /  

T h i s  is c o n t r a r y  t o  t h e  f i n d i n g s  o f  McNamara (1967) ;  Bayley and 
Mendelsohn (1969) , Parker  and Roth (1973) ,  Teahan (1975) , Van Maanen (1975) , 
and ,  Poo le  and Regol i  (1979) .  Teahan found t h a t  most of t h e  p o l i c e  o f f i c e r s  
he i n t e r v i e w e d  f e l t  t h e  g r e a t e s t  changes  i n  t h e i r  v a l u e s  t o o k  p l a c e  d u r i n g  t h e  
f i r s t  y e a r  of du ty .  I n  a s t u d y  conducted by McNamara (1967) exper ienced  
o f f i c e r s  f e l t  t h a t  they  c o n t r i b u t e d  more to t h e  s o c i a l i z a t i o n  o f  new o f f i c e r s ,  
than  t h e i r  s u p e r v i s o r s  d i d .  These same o f f i c e r s  a l s o  f e l t  t h a t  t h e  t r a i n i n g  
academy was n o t  adequa te ly  p r e p a r i n g  t h e  p o l i c e  o f f i c e r  f o r  h i s  job and,  
i n s t e a d ,  was o f f e r i n g  an " u n r e a l i s t i c  and/or i m p r a c t i c a l  o r i e n t a t i o n . "  

Roth and Parker  (1973) noted t h a t  p o l i c e  o f f i c e r s  tend to change wi th  
e x p e r i e n c e  b u t  d i d  n o t  a t t r i b u t e  t h e s e  changes  t o  a unique p o l i c e  
p e r s o n a l i t y .  They found t h a t ,  a s  e x p e r i e n c e  i n  p o l i c e  work i n c r e a s e d ,  
o f f i c e r s  tended t o  become "closed-mouthed" and c a u t i o u s  i n  t h e i r  r e l a t i o n s  
wi th  o t h e r s .  

S i m i l a r l y ,  Lefkowitz (1973) found t h a t  o l d e r  o f f i c e r s  seek l e s s  
g r a t i f i c a t i o n  from t h e i r  job,  f e e l  t h a t  p e r s o n a l  g r a t i f i c a t i o n  is l e s s  
i m p o r t a n t ,  and a s  a r e s u l t  a r e  less d i s s a t i s f i e d  wi th  t h e  e x t e n t  t o  which 
t h e i r  p e r s o n a l  needs  a r e  m e t  through t h e  job. A s  expec ted ,  o l d e r  o f f i c e r s  
were found t o  have lower l e v e l s  o f  fo rmal  e d u c a t i o n .  

S e v e r a l  i n v e s t i g a t o r s  ( N e i d e r h o f f e r ,  1967; W i l t  and Bannon, 1976; Lotz 
and R e g o l i ,  1977) have a t t empted  t o  examine t h e  e f f e c t s  s o c i a l i z a t i o n  h a s  on 
an o f f i c e r ' s  l e v e l  of cynic ism.  I n  h i s  c l a s s i c  s t u d y  o f  pat rolmen i n  N e w  
York, N e i d e r h o f f e r  found t h a t  cyn ic i sm was a t  i ts lowes t  when t h e  r e c r u i t  
f i r s t  e n t e r e d  t h e  t r a i n i n g  academy; it peaked between 7 t o  10 y e a r s  o f  

z / ~ h e  concep t  of police p e r s o n a l i t y  is d i s c u s s e d  i n  more d e t a i l  i n  
Chapter  6:  " In formal  O r g a n i z a t i o n a l  S t r u c t u r e . "  



s e r v i c e ,  and cyn ic i sm d e c l i n e d  32' Lotz  and R e g o l i  (1977:177)t h e r e a f t e r  .--
i n t e r p r e t e d  N e i d e r h o f f e r ' s  r e s u l t s  by s a y i n g  t h a t  o f f i c e r s  b e g i n  by a c c e p t i n g  
a somewhat i d e a l i z e d  v e r s i o n  oE t h e i r  work. Through a s o c i a l i z i n g  p r o c e s s ,  
t h e  o f f i c e r  l e a r n s  how u n r e a l i s t i c  h i s  e x p e c t a t i o n s  were and becomes 
i n c r e a s i n g l y  c y n i c a l .  A s  t h e  o f f i c e r  r e a l i z e s  t h e  s c a r c i t y  o f  o c c u p a t i o n a l  
a l t e r n a t i v e s  and t h e  b e n e f i t  he w i l l  r e a p  upon r e t i r e m e n t ,  hi.s c y n i c i s m  
d i m i n i s h e s  and s t a b l i z e s .  

Lotz  and R e g o l i  (1977) a t t empted  t o  r e p l i c a t e  N e i d e r h o f f e r ' s  s t u d y  
u s i n g  a sample o f  324  o f f i c e r s  from 9  depar tments  i n  Washington and Idaho.  
L i k e  N i e d e r h o f f e r ,  t h e y  found t h a t  cyn ic i sm peaks  d u r i n g  mid-career and then  
t a p e r s  o f f .  However, W i l t  and Bannon (1976) d i d  no t  f i n d  t h a t  cyn ic i sm t a p e r s  
off a s  t h e  o f f i c e r  approached r e t i r e m e n t .  Fu ture  s t u d i e s  which examine 
cyn ic i sm should a l s o  f o c u s  on s t r u c t u r a l  c h a r a c t e r i s t i c s  which may impact  
cyn ic i sm and a  cor responding  l ack  o f  commitment. 

What r e l a t i o n s h i p  does  l e n g t h  o f  e x p e r i e n c e  have on a u t h o r i t a r -
anism? S e v e r a l  t h e o r i s t s  have s t u d i e d  t h i s ,  and a g a i n  some o f  t h e  r e s u l t s  a r e  
c o n f l i c t i n g  and i n c o n c l u s i v e .  Bayley and Mendelsohn (1969) found e x p e r i e n c e d  
p o l i c e  o f f i c e r s  t o  be  less a u t h o r i t a t i v e ,  w h i l e  McNamara (1967) found o f f i c e r s  
t o  have s t r o n g e r  a u t h o r i t a r i a n  a t t i t u d e s  a f t e r  one year  of s e r v i c e .  Smith ,  
Locke, and Walker (1967) d i s c o v e r e d  t h a t  o l d e r  r e c r u i t s  were more 
a u t h o r i t a r i a n  than younger r e c r u i t s  whi le  Genz and L e s t e r  (1976) found t h a t  
a u t h o r i t a r i a n  a t t i t u d e s  d i d  n o t  change wi th  t h e  number o f  y e a r s  o f  s e r v i c e  i n  
e x p e r i e n c e d  pol icemen.  However, when comparing t h e  i n e x p e r i e n c e d  w i t h  t h e  
e x p e r i e n c e d  munic ipa l  o f f i c e r  , Genz and L e s t e r  found t h e  e x p e r i e n c e d  o f f i c e r s  
were more a u t h o r i t a r i a n .  

These r e s u l t s  s u g g e s t  t h a t  a d d i t i o n a l  r e s e a r c h  needs  t o  be conducted 
t o  unders tand  f u l l y  t h e  r e l a t i o n s h i p  o f  t e n u r e  t o  cyn ic i sm and a u t h o r i t a r i a n  
a t t i t u d e s .  The impact t r a i n i n g  h a s  on t h i s  p r o c e s s  a l s o  shou ld  be 
i n v e s t i g a t e d  i n  subsequen t  s t u d i e s .  Some o f  t h e  l i t e r a t u r e  reviewed t h u s  f a r  
h a s  sugges ted  t h a t  p o l i c e  o f f i c e r s  t end  t o  become more c y n i c a l  and l e s s  
i n t e r e s t e d  i n  t h e i r  jobs  a f t e r  s e v e r a l  y e a r s  of exper ience .  What d i f f i c u l t i e s  
d o e s  t h i s  pose  f o r  s u p e r v i s o r s  who a r e  r e s p o n s i b l e  f o r  c a r r y i n g  o u t  
d i s c i p l i n a r y  a c t i o n s ?  I n  a  s tudy  conducted by t h e  I n t e r n a t i o n a l  A s s o c i a t i o n  
o f  C h i e f s  o f  P o l i c e  (1976) and l a t e r  e l a b o r a t e d  upon by Macfar lane and Crosby 
(1976) , s e n i o r i t y  was a s s o c i a t e d  w i t h  an o f f i c e r ' s  unders tand ing  o f ,  and 
s a t i s f a c t i o n  w i t h ,  d i s c i p l i n a r y  p rocedures .  Fickenauer  (1976), i n  a s t u d y  o f  
209 p o l i c e  o f f i c e r s ,  found t h a t  a key f a c t o r  i n  a p p l i c a t i o n s  o f  d i s c r e t i o n  was 
t h e  o f f i c e r ' s  amount of s t r e e t  e x p e r i e n c e .  O f f i c e r s  wi th  more e x p e r i e n c e  were 
less i n c l i n e d  to t a k e  fo rmal  a c t i o n  a g a i n s t  i n d i v i d u a l s  invo lved  i n  

----"--
% ~ o r  a more e x t e n s i v e  a n a l y s i s  o f  cynic ism,  s e e  Chapter  V I :  " In formal  

O r g a n i z a t i o n a l  S t r u c t u r e s  ." 



d r u n k e n e s s ,  w e l f a r e  f r a u d ,  p r o s t i t u t i o n ,  and j u v e n i l e  o f f e n s e s .  F i n a l l y ,  t ime  
and r ank  were n o t  found to b e  r e l a t e d  t o  p e r f o r m a n c e  i n  m a n a g e r i a l  p o s i t i o n s  
(Cohen,  1978)  . 

I n  s h o r t ,  t h e r e  are t o o  many c o n f l i c t i n g  f i n d i n g s  c o n c e r n i n g  t h e  
impact  o f  t e n u r e  on p o l i c i n g .  I t  can  be  c o n c l u d e d  t h a t  s o c i a l i z a t i o n  h a s  a n  
impac t  on p o l i c e  working  r e l a t i o n s  and a t t i t u d e s ,  h u t  t h e  p r e c i s e  n a t u r e  o f  
t h i s  r e l a t i o n s h i p  c a n n o t  be  p i n p o i n t e d  b a s e d  on e x i s t i n g  r e s e a r c h .  

E d u c a t i o n a l  S t r a t i f i c a t i o n .  More t h a n  a  decade  a g o ,  t h e  P r e s i d e n t ' s  
Commission on Law Enfo rcemen t  and t h e  A d m i n i s t r a t i o n  o f  J u s t i c e  a d v o c a t e d  
r a i s i n g  e d u c a t i o n a l  r e q u i r e m e n t s  to t h e  c o l l e g e  l e v e l  a s  a way o f  a c h i e v i n g  
more e f f e c t i v e  and f a i r e r  law enfo rcemen t  (1967:653) . T h i s  was f u r t h e r  
r e i n f o r c e d  by t h e  N a t i o n a l  Adv i so ry  Commission on C r i m i n a l  J u s t i c e  S t a n d a r d s  
and G o a l s  which set  a s  an e d u c a t i o n a l  s t a n d a r d  f o r  t h e  s e l e c t i o n  o f  p o l i c e  
p e r s o n n e l  t h a t  " e v e r y  p o l i c e  agency  s h o u l d ,  no  la te r  than  1978 ,  r e q u i r e  a s  a 
c o n d i t i o n  o f  i n i t i a l  employment t h e  c o m p l e t i o n  o f  a t  l e a s t  t h r e e  y e a r s  o f  
e d u c a t i o n ,  and by 1982 ,  t h e  c o m p l e t i o n  o f  f o u r  y e a r s  o f  e d u c a t i o n  a t  an 
a c c r e d i t e d  c o l l e g e  o r  u n i v e r s i t y "  (1973:369) . Those who a r e  i n  f a v o r  o f  
h i g h e r  e d u c a t i o n a l  s t a n d a r d s  s u g g e s t  t h a t  a c o l l e g e  env i ronmen t  p r o d u c e s  less 
a u t h o r i t a t i v e ,  more i n n o v a t i v e  and r e s o u r c e f u l  i n d i v i d u a l s  c a p a b l e  o f  c o p i n g  
w i t h  p rob lems  more f l e x i b l y  and w i t h  less need o f  s u p e r v i s i o n  (Hudzik ,  
1978:70)  . 

What knowledge d o e s  e m p i r i c a l  r e s e a r c h  p r o v i d e  c o n c e r n i n g  t h e  e f f e c t s  
h i g h e r  e d u c a t i o n  h a s  on i n d i v i d u a l  per formance?  D o  b e t t e r  e d u c a t e d  
i n d i v i d u a l s  make b e t t e r  police o f f i c e r s  t h a n  less e d u c a t e d  i n d i v i d u a l s ?  
S e v e r a l  r e s e a r c h e r s  have  conduc ted  s t u d i e s  which p r o v i d e  e m p i r i c a l  e v i d e n c e  
t h a t  e d u c a t i o n a l  l e v e l  is p o s i t i v e l y  r e l a t e d  to pe r fo rmance  , a l b e i t  t h e s e  
s t u d i e s  u s e  d i v e r g e n t  measu res  o f  pe r fo rmance  (Cohen and Cha iken ,  1972;  Bozza ,  
1973;  Levy,  1973;  C a s c i o ,  1977;  B a r r y ,  1978 ;  Roberg,  1978;  and  Z e l i q ,  1 9 8 0 ) .  
Bozza (1978)  found a s i g n i f i c a n t  d i f f e r e n c e  i n  e d u c a t i o n  be tween h i g h  and low 
p e r f o r m e r s  as measured  by t h e  number o f  a r r e s t s  made. Both  Roberg (1978)  and 
Z e l i g  (1980) found s u p p o r t  f o r  t h e  h y p o t h e s i s  t h a t  t h e  h i g h e r  t h e  e d u c a t i o n a l  
l e v e l  of p a t r o l  p e r s o n n e l ,  t h e  h i g h e r  t h e i r  j ob  pe r fo rmance .  I n  t h e s e  two 
s t u d i e s ,  j o b  pe r fo rmance  was measured  by s u p e r v i s o r s '  r a t i n g s .  Z e l i g ,  
however ,  w h i l e  f i n d i n g  a p o s i t i v e  r e l a t i o n s h i p ,  c a u t i o n s  t h a t  t h e  e f f e c t  
a c t i v e  r e c r u i t m e n t  o f  c o l l e g e  g r a d u a t e s  on pe r fo rmance  is t e n u o u s  a t  b e s t ,  and  
s u g g e s t s  t h a t  t h e  o f f i c e r  f l e x i b i l i t y  m i g h t  make t h e  d i f f e r e n c e  (1980:lOO) . 
Cohen and Cha iken  (1972)  r e p o r t  t h a t  o f f i c e r s  w i t h  a t  l e a s t  one  y e a r  o f  
c o l l e g e  e d u c a t i o n  were found t o  be v e r y  good p e r f o r m e r s .  These  o f f i c e r s  
advanced t h r o u g h  t h e  c i v i l  s e r v i c e  p r o m o t i o n s  more r a p i d l y  and had fewer  
c i t i z e n  c o m p l a i n t s .  

Using  somewhat d i f f e r e n t  pe r fo rmance  c r i t e r i a ,  C a s c i o  (1977)  found 
tYat h i g h e r  l e v e l s  of f o r m a l i z e d  e d u c a t i o n  were a s s o c i a t e d  w i t h  fewer  
i n j u r i e s ,  a s s a u l t  and b a t t e r i e s ,  d i s c i p l i n a r y  a c t i o n s ,  s i c k  times p e r  y e a r ,  



and p h y s i c a l  f o r c e  a l l e g a t i o n s  (1977:90) . However, t h e  a u t h o r  d i d  n o t  f i n d  
t h a t  such performance measures a s  j o b  knowledge, judgment, i n i t i a t i v e ,  
d e p e n d a b i l i t y ,  demeanor, o r  a t t i t u d e s  were r e l a t e d  t o  t h e  amount o f  f o r m a l  
e d u c a t i o n .  T h i s  f i n d i n g  r a i s e s  t h e  q u e s t i o n  a s  t o  what r e l a t i o n s h i p  job  
knowledge and s k i l l s  have on t y p i c a l  performance measures.  C a s c i o ' s  s t u d y  
s u g g e s t s  t h a t  t h e y  may n o t  be r e l a t e d .  

I n  o r d e r  t o  g a i n  a more complete  unders tand ing  abou t  s t r a t i f i c a t i o n  by 
e d u c a t i o n a l  l e v e l ,  it is impor tan t  t o  assess t h e  e f f e c t s  e d u c a t i o n a l  
a t t a i n m e n t  have on t h e  ind iv idua l .  a d a p t a t i o n  t o  t h e  o r g a n i z a t i o n  and i n f o r m a l  
o r g a n i z a t i o n a l  s t r u c t u r e .  Lefkowitz (1973) found a p o s i t i v e  a s s o c i a t i o n  
between h igher  e d u c a t i o n a l  a t t a i n m e n t  and i n c r e a s e d  job  s a t i s f a c t i o n  and job 
involvement .  However, t h i s  f i n d i n g  was n o t  s u b s t a n t i a t e d  by r e s e a r c h  
conducted by M i l l e r  and Fry  ( 1 9 7 6 a ) ,  Weiner ( 1 9 7 6 ) ,  G r i f f e n ,  Dunbar, and 
M c G i l l  (1978) ,  and Slovak (1978) .  These a u t h o r s  found no s i g n i f i c a n t  
d i f f e r e n c e s  i n  l e v e l s  of s a t i s f a c t i o n  a c r o s s  e d u c a t i o n a l  l e v e l s .  

N e i d e r h o f f e r  (1967) p r e d i c t e d  t h a t  a h i g h e r  l e v e l  of e d u c a t i o n  would 
l e a d  to less cyn ic i sm,  y e t  t h e  r e v e r s e  was a c t u a l l y  found. S i m i l a r  s t u d i e s  by 
Regol i  ( 1 9 7 6 ) ,  Weiner ( 1 9 7 6 ) ,  and W i l t  and Bannon (1976) found no r e l a t i o n s h i p  
between e d u c a t i o n  and cynic ism.  

A s  p r e v i o u s l y  mentioned, t h o s e  who advoca te  h i g h e r  e d u c a t i o n a l  
s t a n d a r d s  b e l i e v e  t h e s e  o f f i c e r s  w i l l  be less a u t h o r i t a r i a n  and p r e j u d i c e d  
t h a n  t h e i r  noneducated c o u n t e r p a r t s .  Roberg (1978) was i n t e r e s t e d  i n  
examining t h e  r e l a t i o n s h i p  between h i g h e r  e d u c a t i o n  and p e r s o n a l i t y  sys tems .  
H e  found t h a t  t h e  h i g h e r  t h e  e d u c a t i o n a l  l e v e l ,  t h e  less dogmatic ( i . e . ,  more 
open) t h e  i n d i v i d u a l ' s  b e l i e f  sys tem,  a f i n d i n g  l a t e r  confirmed by Z e l i g  
( 1 9 8 0 ) .  O f f i c e r s  who had a h i g h e r  e d u c a t i o n  were a l s o  found t o  have less 
formal  a t t i t u d e s  toward law enforcement  (O'Ne ill, 1974) , s u g g e s t i n g  t h a t  t h e y  
would be more l i k e l y  t o  use means o t h e r  than  a r r e s t  t o  hand le  a s i t u a t i o n .  

D e s p i t e  t h e s e  p o s i t i v e  b e n e f i t s  o f  i n c r e a s e d  p o l i c e  o f f i c e r  e d u c a t i o n ,  
t h e r e  a r e  s e v e r a l  p r a g m a t i c  c o n d i t i o n s  d i s c o u r a g i n g  i n c r e a s e d  e d u c a t i o n a l  
a t t a i n m e n t  f o r  p o l i c e  o f f i c e r s .  P roponen ts  o f  i n c r e a s e d  e d u c a t i o n  a r e  f a c e d  
w i t h  t h e  problem of  a t t r a c t i n g  and r e t a i n i n g  q u a l i f i e d  i n d i v i d u a l s  wi th  a 
c o l l e g e  educa t ion .  There is widespread r e s i s t a n c e  t o  l a t e r a l  e n t r y  (Eastman 
and McCain, 1 9 7 3 ) ,  and c o l l e g e - e d u c a t e d  r e c r u i t s  a r e  r a r e l y  m o n e t a r i l y  
compensated f o r  t h e i r  advanced degree .  Without t h e  a b i l i t y  t o  compete w i t h  
o t h e r  p r o f e s s i o n s  i n  terms o f  r o l e  s a t i s f a c t i o n  and pay f o r  c o l l e g e  g r a d u a t e s ,  
Eastman and McCain f e e l  it is u n l i k e l y  t h a t  r e c r u i t m e n t  d r i v e s  on c o l l e g e  
campuses w i l l  exceed c u r r e n t  l e v e l s  (1973 :120) . F u r t h e r ,  c i v i l  s e r v i c e  
commissions e x h i b i t i n g  a d m i n i s t r a t i v e ,  r e g u l a t o r y ,  and p o l i c y  f o r m u l a t i n g  
r o l e s  r e s t r i c t  t h e  adop t ion  o f  e d u c a t i o n a l  i n c e n t i v e  programs f o r  p o l i c e  
( G r e i s i n g e r , Slovak ,  and Molkup, 1979)  . Admit tedly ,  t h e r e  is a wide v a r i a t i o n  
i n  t h e  n a t u r e  o f  p o l i c e  e d u c a t i o n  programs t o  be included i n  such an 
i n c e n t i v e - b a s e d  system,  b u t  t h e s e  f a c t o r s  d i s c o u r a g e  t h e  use of such sys tems  
r e g a r d l e s s  o f  t h e  n a t u r e  o f  such programs. 



F u r t h e r ,  some p o l i c e  employee o r g a n i z a t i o n s  r e s i s t  t h e  a d o p t i o n  o f  
e d u c a t i o n a l  i n c e n t i v e  programs because of d i sagreements  w i t h  t h e  methods o f  
a d m i n i s t e r i n g  such programs ( F e u i l l e  and J u r i s ,  1 9 7 6 ) .  One c o n t e n t i o n  i s  t h a t  
i n c e n t i v e  sys tems do n o t  f a i r l y  p rov ide  b e n e f i t s  f o r  t h e  o l d e r  o f f i c e r  who may 
n o t  be i n c l i n e d  t o  r e t u r n  t o  t h e  c lassroom.  Such o f f i c e r s ,  c o n s e q u e n t l y ,  may 
f e e l  anger  and resen tment  toward younger,  c o l l e g e - e d u c a t e d  o f f i c e r s  who a r e  
promoted p a s t  them ( M i l l e r  and F r y ,  1976a.)  

Cons ider ing  t h e s e  v a r i o u s  f i n d i n g s ,  it is p o s s i b l e  t o  deve lop  sol-id 
i n f e r e n c e s  concern ing  t h e  e f f e c t  of e d u c a t i o n  i n  law enforcement .  These 
i n f e r e n c e s  a r e  i t emized  below: 

I t  would appear  t h a t  t h e r e  is some evidence t h a t  
e d u c a t i o n a l  s t r a t i f i c a t i o n  is p o s i t i v e l y  r e l a t e d  t o  
performance.  Research h a s  shown p o s i t i v e  c o r r e l a t i o n s  
between e d u c a t i o n  and s e v e r a l  performance dimensions  
(e .g . ,  a r r e s t  r a t e ,  s u p e r v i s o r s '  r a t i n g s ,  advancement, 
on-the- job i n j u r i e s ,  d i s c i p l i n a r y  a c t i o n s ,  c i t i z e n  
c o m p l a i n t s ,  and work a t t e n d a n c e ) .  

a 	 There does  seem t o  be a p o s i t i v e  r e l a t i o n s h i p  between 
e d u c a t i o n  and more open b e l i e f  sys tems,  s p e c i f i c a l l y  a 
d e c l i n e  i n  dogmatism among p o l i c e  o f f i c e r s .  

I n c r e a s i n g  e d u c a t i o n  i n  p o l i c e  a g e n c i e s  does  n o t  appear  
t o  be a s s o c i a t e d  wi th  cynic ism l e v e l s  among p o l i c e  
o f f i c e r s ,  o r  wi th  v a r i a n c e  i n  p o l i c e  o f f i c e r  
s a t i s f a c t i o n .  

The r e l a t i o n s h i p  between i n c r e a s i n g  e d u c a t i o n  and job knowledge and 
s k i l l s  a s  r esea rched  by C a s c i o  (1977) cannot  be i n c o r p o r a t e d  i n  t h i s  l i s t  of 
i n f e r e n c e s  due t o  t h e  l i m i t e d  number o f  s t u d i e s  i n v e s t i g a t i n g  t h e  
r e l a t i o n s h i p s  between t h e s e  v a r i a b l e s .  T h i s  s u b j e c t ,  however, would p r e s e n t  
an  i n t e r e s t i n g  c o n c e p t  f o r  f u r t h e r  r e s e a r c h .  

Summary and Conclusion 

The f o c u s  o f  t h i s  c h a p t e r  h a s  been t h e  s t r u c t u r i n g  o f  i n d i v i d u a l  jobs  
and work t a s k s  w i t h i n  o r g a n i z a t i o n s .  V a r i a t i o n s  i n  management s t r u c t u r i n g  o f  
work t a s k s  have been a s s e s s e d  c o n s i d e r i n g  t h e  e f f e c t s  of d i v i s i o n  o f  l a b o r ,  
t echno logy ,  s k i l l  s t r u c t u r e  and p r o f e s s i o n a l i s m ,  and i n d i v i d u a l  p e r s o n n e l  
a t t r i b u t e s  on management p r a c t i c e s .  T h i s  c h a p t e r  has  a l s o  addressed  t h e  
e f f e c t s  o f  v a r i a t i o n s  i n  i n t e r n a l  s t r u c t u r a l  d i f f e r e n t i a t i o n  on o t h e r  
management/organizational v a r i a b l e s .  



The c o n t e n t  o f  t h e  p o l i c e  s t u d i e s  reviewed f o r  t h i s  c o n c e p t u a l  c l u s t e r  
was c e n t e r e d  p r i m a r i l y  on t h r e e  s u b j e c t s :  s k i l l  s t r u c t u r e  and 
p r o f e s s i o n a l i s m ,  r a c i a l  s t r a t i f i c a t i o n ,  s e n i o r i t y ,  and e d u c a t i o n .  The b r e a d t h  
o f  s t u d i e s  i n  t h e s e  s u b j e c t  a r e a s  p e r m i t t e d  t h e  drawing of i n f e r e n c e s  
concern ing  r e s e a r c h  f i n d i n g s ,  a l t h o u g h  such f i n d i n g s  a t  times r e v e a l e d  
c o n f l i c t i n g  r e s u l t s .  There was c o n s i d e r a b l y  less knowledge t o  be d e r i v e d  from 
sampled s t u d i e s  f o c u s i n g  on o t h e r  v a r i a b l e s  i n  t h e  c l u s t e r ,  namely f u n c t i o n a l  
s p e c i a l i z a t i o n ,  d e p a r t m e n t a l  s p e c i a l i z a t i o n ,  t e c h n o l o g i c a l  complex i ty ,  and 
s e x u a l  s t r a t i f i c a t i o n .  The absence o f  r e s e a r c h  i n  t h e s e  a r e a s  c o n t r i b u t e s  t o  
knowledge base  weaknesses concerning t h e s e  s u b j e c t s .  

The non-pol ice  l i t e r a t u r e  reviewed f o r  t h i s  c o n c e p t u a l  c l u s t e r  y i e l d e d  
v a l u a b l e  knowledge r e g a r d i n g  t h e  e f f e c t s  o f  d i v i s i o n  o f  l a b o r  ( f u n c t i o n a l  and 
d e p a r t m e n t a l  s p e c i a l i z a t i o n )  and technology on o r g a n i z a t i o n  s t r u c t u r e .  
Fur the rmore ,  t h i s  l i t e r a t u r e  con ta ined  numerous a n a l y s e s  o f  i n d i v i d u a l  s k i l l  
s t r u c t u r e  and p r o f e s s i o n a l i s m  i n  o r g a n i z a t i o n .  T h i s  l i t e r a t u r e  by and l a r g e  
r e l i e s  on a d i f f e r e n t  c o n c e p t u a l i z a t i o n  o f  p r o f e s s i o n a l i s m  than is u t i l i z e d  i n  
much p o l i c e  r e s e a r c h .  

T h i s  c h a p t e r  h a s  shown t h a t  r e s e a r c h e r s  i n  p o l i c e  s c i e n c e  have f o r  t h e  
most p a r t  n o t  ana lyzed  t h e  e f f e c t s  o f  d i v i s i o n  of l abor  i n  t h e  p o l i c e  
o r g a n i z a t i o n ,  a l t h o u g h  t h e r e  have been e f f o r t s  toward examining t h e  impact  o f  
d e c r e a s e d  s p e c i a l i z a t i o n  i n  p o l i c e  r o l e s ,  l a r g e l y  i n  t h e  form of e v a l u a t i o n s  
o f  team p o l i c i n g  programs. The n o t i o n  o f  c i v i l i a n i z a t i o n  o f  p o l i c e  f u n c t i o n s  
h a s  been addressed  by s e v e r a l  r e s e a r c h e r s .  The r e s u l t s  o f  such r e s e a r c h  is 
n o t  c o n c l u s i v e ,  however, and i n  a c t u a l i t y  r a i s e s  more q u e s t i o n s  t h a n  i t  
answers  concern ing  t h e  e f f e c t s  of c i v i l i a n i z a t i o n .  

Research i n  t h e  general .  management and s o c i a l  s c i e n c e  d i s c i p l i n e s  
d e m o n s t r a t e s  t h a t  t h e r e  is a r e l a t i o n s h i p  between d i v i s i o n  of l a b o r  and s i z e  
o f  t h e  o r g a n i z a t i o n  ( l a r g e r  o r g a n i z a t i o n s  g e n e r a l l y  have a  g r e a t e r  d i v i s i o n  of 
l a b o r ) ,  between d i v i s i o n  o f  l a b o r  and h i e r a r c h i c a l  l e v e l s  ( o r g a n i z a t i o n s  wi th  
advanced d i v i s i o n  o f  l a b o r  g e n e r a l l y  have a f l a t  r a t h e r  t h a n  a  t a l l  
o r g a n i z a t i o n  s t r u c t u r e ) ,  and between d i v i s i o n  of l a b o r  and 
administrative/management s t a f f .  I n  o r g a n i z a t i o n s  wi th  a g r e a t e r  d i v i s i o n  o f  
l a b o r ,  t h e r e  is l i k e l y  t o  be a g r e a t e r  p r o p o r t i o n  of management p e r s o n n e l ,  
w h i l e  o r g a n i z a t i o n s  w i t h  a t a l l  h i e r a r c h i c a l  s t r u c t u r e  a r e  more a p t  t o  r e l y  on 
t e c h n i c a l  s p e c i a l i s t s  and a d m i n i s t r a t i v e  s u p p o r t  p e r s o n n e l  r a t h e r  t h a n  
management per  sonne 1. 

The non-pol ice  l i t e r a t u r e  on technology s u g g e s t s  t h a t  t e c h n o l o g i c a l  
complex i ty  is one p r imary  e lement  of o r g a n i z a t i o n  s t r u c t u r e  ( o t h e r s  a r e  
o r g a n i z a t i o n  s i z e  and d i v i s i o n  o f  l a b o r ) .  I n c r e a s i n g  technology is  shown t o  
be a s s o c i a t e d  wi th  d e c r e a s i n g  management a u t h o r i t y  and d e c l i n i n g  p e r c e p t i o n s  
o f  wskes f e e l i n g s  o f  autonomy and importance.  The v o i d  i n  t h e  p o l i c e  
l i t e r a t u r e  r e g a r d i n g  technology does  n o t  p e r m i t  t h e  drawing of i n f e r e n c e s  
concern ing  t h e  u l t i m a t e  e f f e c t  o f  technology i n  p o l i c e  o r g a n i z a t i o n s .  



P r o f e s s i o n a l i s m  has  f r e q u e n t l y  been c o n c e p t u a l i z e d  d i f f e r e n t l y  i n  
p o l i c e  r e s e a r c h  than i n  r e s e a r c h  i n  o t h e r  d i s c i p l i n e s .  C e r t a i n  p o l i c e  s t u d i e s  
have c o n c e p t u a l i z e d  p r o f e s s i o n a l i s m  a s  i n c r e a s e d  t e c h n i c a l  and m a n a g e r i a l  
e f f i c i e n c y ,  and h a s  n o t  c o n s i d e r e d  " i n d i v i d u a l  p r o f e s s i o n a l i s m n  e x t e n s i v e l y .  
Converse ly ,  t h e  non-police l i t e r a t u r e  a n a l y z e s  t h e  r e l a t i o n s h i p  of 
p r o f e s s i o n a l  commitment t o  o r g a n i z a t i o n a l  commitment showing t h a t  t h e y  may n o t  
be d i r e c t l y  c o r r e l a t e d  i n  many o r g a n i z a t i o n s ,  

Three  p e r s o n a l  s t r a t i f i c a t i o n  v a r i a b l e s  have been ana lyzed  q u i t e  
e x t e n s i v e l y  i n  t h e  p o l i c e  l i t e r a t u r e :  r a c i a l  s t r a t i f i c a t i o n ,  s e n i o r i t y ,  and 
e d u c a t i o n .  The e f f e c t s  o f  g r e a t e r  employment of female  o f f i c e r s  h a s  n o t  been 
ana lyzed  wi th  t h e  e x c e p t i o n  s f  a few sampled s t u d i e s .  There  is l i t t l e  
knowledge to be d e r i v e d  from t h e s e  s t u d i e s .  The consequences  o f  i n c r e a s e d  
employment o f  females  seem r e l a t i v e l y  unknown. 

The sampled l i t e r a t u r e  on r a c i a l  s t r a t i f i c a t i o n  i n  p o l i c i n g  p r e s e n t s  
c o n f l i c t i n g  f i n d i n g s  and,  i n  some i n s t a n c e s ,  l a c k s  methodolog ica l  
s o p h i s t i c a t i o n .  T h e r e f o r e ,  it is d i f f i c u l t  t o  d e r i v e  c o n c l u s i v e  f i n d i n g s  a s  
t o  t h e  e f f e c t s  o f  i n c r e a s e d  employment o f  m i n o r i t i e s  i n  p o l i c i n g .  

The ample body of l i t e r a t u r e  on t h e  r o l e  of s e n i o r i t y  i n  p o l i c e  
behavior  and a t t i t u d e s  s u g g e s t s  t h a t  s o c i a l i z a t i o n  i n  t h e  p o l i c e  agency 
a c q u i r e d  through i n c r e a s i n g  t e n u r e  and exposure  a f f e c t s  p o l i c e  o f f i c e r  
a t t i t u d e s  and performance.  The p r e c i s e  r e l a t i o n s h i p s  between s e n i o r i t y  and 
t h e s e  i n d i v i d u a l  c h a r a c t e r i s t i c s  i s  n o t  known a s  t h e r e  is a c o n f l i c t  i n  t h e  
l i t e r a t u r e  a s  t o  t h e  e f f e c t  o f  i n i t i a l  p o l i c e  r e c r u i t  v a l u e s  and b e l i e f  
sys tems  on t h e s e  a t t i t u d e s .  Some r e s e a r c h e r s  have noted t h a t  p o l i c e  
c a n d i d a t e s  p o s s e s s  c e r t a i n  p e r s o n a l i t y  t r a i t s  and t h a t  t h e s e  t r a i t s  i n  
a d d i t i o n  t o  s o c i a l i z a t i o n  p l a y  a key r o l e  i n  forming u l t i m a t e  p o l i c e  a t t i t u d e s  
and v a l u e  sys tems.  

The sampled p o l i c e  r e s e a r c h  a p p e a r s  t o  conf i rm a  p o s i t i v e  r e l a t i o n s h i p  
between i n c r e a s i n g  p o l i c e  o f f i c e r  e d u c a t i o n  and performance.  Performance i s  
measured accord ing  t o  a v a r i e t y  o f  c r i t e r i a  i n  s e v e r a l  s t u d i e s .  Educat ion 
a l s o  a p p e a r s  t o  have an impact on p o l i c e  o f f i c e r  b e l i e f  sys tems ,  a l t h o u g h  t h e  
s i m u l t a n e o u s  e f f e c t s  o f  s o c i a l i z a t i o n  on such b e l i e f s  have n o t  been shown. 
I n c r e a s i n g  e d u c a t i o n  does  n o t  appear  to be r e l a t e d  t o  cyn ic i sm and 
s a t i s f a c t i o n  l e v e l s  among p o l i c e  o f f i c e r s .  

The l i t e r a t u r e  reviewed f o r  t h i s  c o n c e p t u a l  c l u s t e r  i d e n t i f i e s  s e v e r a l  
needed a r e a s  o f  f u r t h e r  r e s e a r c h .  Among t h e s e  a r e :  

cs 	 A need t o  i n v e s t i g a t e  t h e  e f f e c t s  of d i v i s i o n  o f  l a b o r  
i n  p o l i c e  o r g a n i z a t i o n s .  S p e c i f i c a l l y ,  t h e r e  is a need 
t o  de te rmine  t h e  r e l a t i  o n s h i p s  between i n c r e a s e d  
d e p a r t m e n t a l  s p e c i a l i z a t i o n  and management r a t i o s .  T h i s  
r e s e a r c h  c o u l d  de te rmine  i f  a d e c l i n e  i n  s p e c i a l i . z a t i o n  



would r e s u l t  i n  a d e c r e a s e  i n  p o l i c e  managers. T h i s  
r e s u l t  is sugges ted  by r e s e a r c h  i n  o t h e r  d i s c i p l i n e s .  

There  is a r e l a t e d  need t o  a s c e r t a i n  t h e  r e l a t i o n s h i p  
between f u n c t i o n a l  s p e c i a l i z a t i o n  and management 
a u t h o r i t y .  T h i s  r e s e a r c h  cou ld  c o n s i d e r  i f  g r e a t e r  
g e n e r a l i z a t i o n  of t h e  p o l i c e  t a s k  e . ,  less 
s p e c i a l i z a t i o n )  r e s u l t s  i n  decreased  management 
a u t h o r i t y  and,  i f  t h i s  is s o ,  de te rmine  management's 
p e r c e p t i o n  o f  t h i s  change i n  l e v e l s  o f  a u t h o r i t y .  

e Research a d d r e s s i n g  t h e  impact o f  technology is  needed 
i n  p o l i c i n g .  T h i s  r e s e a r c h  shou ld  c o n s i d e r  t h e  e f f e c t s  
o f  i n c r e a s i n g  technology on o r g a n i z a t i o n  s t r u c t u r e ,  
l e v e l s  o f  a u t h o r i t y ,  decision-making sys tems ,  and 
o f f i c e r  r o l e  p e r c e p t i o n s ,  

There is a need t o  c o n t i n u e  t o  expand t h e  
c o n c e p t u a l i z a t i o n  o f  p r o f e s s i o n a l i s m  i n  p o l i c e  r e s e a r c h  
t o  i n c l u d e  n o t  o n l y  improved e f f i c i e n c y ,  b u t  a l s o  
enhanced p r o f e s s i o n a l  s t a t u s  o f  o f f i c e r s .  There  is a 
d i s t i n c t  s p l i t  i n  t h e  l i t e r a t u r e  concern ing  
p r o f e s s i o n a l i s m .  Some a s s o c i a t e  p r o f e s s i o n a l i s m  wi th  
improved manager ia l  e f f i c i e n c y ,  whi le  o t h e r s  d e f i n e  i t  
a s  deve lop ing  e x p e r t i s e  and autonomy i n  t h e  
i n d i v i d u a l .  The l i t e r a t u r e  does n o t  s u g g e s t ,  however, 
t h a t  t h e  t w o  a r e  c o r r e l a t e d ,  a l though  bo th  forms of  
s tudy  c o r r e l a t e  p r o f e s s i o n a l i s m  w i t h  p o s i t i v e  
ou tcomes . The former s t ream of  i n q u i r y  c o r r e l a t e s  
p r o f e s s i o n a l i s m  with  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  w h i l e  
t h e  l a t t e r  a s s o c i a t e s  p r o f e s s i o n a l i s m  w i t h  job  
enr ichment .  

There  is a need t o  r e s e a r c h  t h e  e f f e c t s  o f  e d u c a t i o n  of 
p o l i c e  o f f i c e r s  on knowledge, s k i l l s ,  and a b i l i t i e s  t o  
a s c e r t a i n  i f  h i g h e r  educa ted  o f f i c e r s  a c t u a l l y  p o s s e s s  
enhanced a b i l i t i e s ,  o r  i f  o t h e r  f a c t o r s ,  such a s  
e x p e r i e n c e  , a r e  more p e r t i n e n t  i n  deve lop ing  t h e s e  
a b i l i t i e s .  



V. ORGANIZATIONAL COORDINATION AND CONTROL 

I n t r o d u c t i o n  

The f o u r t h  concep tua l  c l u s t e r  i n c l u d e s  1 3  d i s t i n c t  v a r i a b l e s  which 
d e f i n e  manager ia l  p r o c e s s e s  and systems f o r  c o n t r o l l i n g  and c o o r d i n a t i n g  t h e  
human e n t e r p r i s e  and t h e  work e f f o r t  w i t h i n  t h e  o r g a n i z a t i o n .  Whereas 
p r e v i o u s  c h a p t e r s  have analyzed p r i m a r i l y  c o n c e p t u a l  management c o n s i d e r a t i o n s  
i n  s t r u c t u r i n g  t h e  o r g a n i z a t i o n ,  t h i s  c h a p t e r  moves i n t o  a new a rena- - tha t  o f  
managing and i n t e g r a t i n g  t h e  work e f f o r t  t o  a c h i e v e  d e s i r e d  g o a l s  and 
o b j e c t i v e s .  P r e v i o u s  c h a p t e r s  have addressed  management's e f f o r t s  t o  a d a p t  
t h e  o r g a n i z a t i o n  t o  i ts  l a r g e r  environment and have examined o r g a n i z a t i o n a l  
s t r u c t u r e  c o n s i d e r a t i o n s  i n  l i g h t  of v a r i a t i o n s  i n  t h e  t a s k  s t r u c t u r e  o f  t h e  
o r g a n i z a t i o n ,  t h e  o r g a n i z a t i o n ' s  t e c h n o l o g i c a l  complex i ty ,  and t h e  human 
r e s o u r c e s  a v a i l a b l e . T h i s  c h a p t e r  a s s e s s e s  r e s e a r c h  f i n d i n g s  f o c u s i n g  on 
management methods o f  c o n t r o l l i n g  and c o o r d i n a t i n g  t h e s e  v a r i o u s  human and 
m a t e r i a l  r e s o u r c e s  w i t h i n  t h e  o r g a n i z a t i o n .  

The v a r i a b l e s  i n  t h i s  c o n c e p t u a l  c l u s t e r  can be a g g r e g r a t e d  i n t o  four  
t o p i c a l  a r e a s  f o r  purposes  of ana lyz ing  t h e  s t a t e  o f  t h e  a r t  o f  o r g a n i z a t i o n a l  
c o o r d i n a t i o n  and c o n t r o l  i n  p o l i c e  a d m i n i s t r a t i o n .  The f o u r  t o p i c a l  a r e a s  
a r e :  (1) t r a d i t i o n a l ,  b u r e a u c r a t i c  modes of c o o r d i n a t i o n  and c o n t r o l ,  ( 2 )  
non-bureaucra t i c  modes o f  c o o r d i n a t i o n  and c o n t r o l ,  ( 3 )  management/supervisory 
sys tems o f  c o o r d i n a t i n g  and c o n t r o l l i n g  t h e  human e n t e r p r i s e  w i t h i n  t h e  
o r g a n i z a t i o n ,  and ( 4 )  o r g a n i z a t i o n a l  maintenance a c t i v i t i e s  t o  c o o r d i n a t e  and 
c o n t r o l  t h e  human e n t e r p r i s e .  Each o f  t h e s e  s u b - c l u s t e r s  f o c u s e s  on a unique 
f a c e t  o f  o r g a n i z a t i o n a l  and management t h e o r y  a s  p e r t a i n i n g  t o  p o l i c e  
o r g a n i z a t i o n s .  

The s u b - c l u s t e r s  a d d r e s s i n g  t r a d i t i o n a l ,  b u r e a u c r a t i c  modes o f  
c o o r d i n a t i o n  and c o n t r o l  and non-bureaucra t i c  modes o f  c o o r d i n a t i o n  and 
c o n t r o l  a r e  d e r i v e d  from opposing s c h o o l s  o f  o r g a n i z a t i o n  and management 
theory .  The former emanates from t h e  c l a s s i c a l ,  b u r e a u c r a t i c  model o f  
o r g a n i z a t i o n s  a s  proposed by Weber (Ger th  and M i l l s ,  1 9 5 8 ) ,  t h e  p r i n c i p l e s  o f  
management s c h o o l  f a t h e r e d  by Henri  Fay01 (1949, E n g l i s h  t r a n s l a t i o n )  and 
p o p u l a r i z e d  by Gul ick and Urwick ( 1 9 3 7 ) ,  and t h e  s c i e n t i f i c  s c h o o l  of 
management as developed by Taylor  (1947) . These t h e o r i e s  a l l  s t r e s s e d  
management sys tems emphasizing s t a n d a r d i z a t i o n  o f  work th roughout  t h e  
o r g a n i z a t i o n  wi th  a c t i v i t i e s  and work r e l a t i o n s h i p s  p r e s c r i b e d  by f o r m a l i z e d  
r u l e s  and p r o c e d u r e s  and job  d e s c r i p t i o n s .  I n  e s s e n c e ,  t h e s e  s c h o o l s  o f  
thought  focused on t h e  formal  o r g a n i z a t i o n  s t r u c t u r e  a s  a means o f  
c o o r d i n a t i n g  and c o n t r o l l i n g  t h e  work e f f o r t  of t h e  o r g a n i z a t i o n .  

The non-bureaucra t i c  s u b - c l u s t e r  f o c u s e s  on t h e  p r i n c i p l e s  o f  t h e  
human r e l a t i o n s  s c h o o l  o f  management a s  f i r s t  i n i t i a t e d  by t h e  r (2cogni t ion of 
an " in formal  s t r u c t u r e "  w i t h i n  o r g a n i z a t i o n s .  The famqus Hawthorne s t u d i e s  



( R o e t h l i s b e r g e r  and Dickson, 1939) acknowledged t h e  e x i s t e n c e  o f  t h i s  i n f o r m a l  
s t r u c t u r e  through which u n o f f i c i a l  r e l a t i o n s h i p s  w i t h i n  t h e  work g roup ,  o t h e r  
t h a n  t h o s e  p r e s c r i b e d  by s t r u c t u r e  o r  work t a s k ,  he lped  t o  c o o r d i n a t e  t h e  work 
e f f o r t .  Th i s  s c h o o l  o f  thought  r e c e i v e d  c o n s i d e r a b l e  a t t e n t i o n  through t h e  
1 9 5 0 ' s  and 1 9 6 0 ' s  and evolved i n t o  a s e p a r a t e  s e t  o f  management t h e o r i e s  
comple te  wi th  p r e s c r i p t i o n s  f o r  c o o r d i n a t i n g  and c o n t r o l l i n g  work i n  
o r g a n i z a t i o n s  ( s e e ,  f o r  example, E i k e r t ,  1 9 6 1 ) .  P roponen ts  of t h i s  s c h o o l  
urged t h a t  management r e l i a n c e  on formal  s t r u c t u r e  and b u r e a u c r a t i c  methods of 
c o n t r o l  and c o o r d i n a t i o n  was o v e r s i m p l i f i e d  and t h a t  a t t e n t i o n  shou ld  a l s o  be 
g i v e n  t o  " in formal"  d e v i c e s  o f  c o o r d i n a t i n g  and c o n t r o l l i n g  t h e  human 
e n t e r p r i s e  and t h e  work p r o c e s s .  

A t h i r d  s u b - c l u s t e r  was c o n s t r u c t e d  t o  i n c o r p o r a t e  r e s e a r c h  addressFng 
formal  and in formal  management and s u p e r v i s o r y  means o f  c o o r d i n a t i n g  and 
c o n t r o l L i n q  employee behav ior .  Inc luded  w i t h i n  t h i s  s u b - c l u s t e r  a r e  a n a l y s e s  
o f  m a n a g e r i a l  p r a c t i c e s  of d e l e g a t i n g  a u t h o r i t y  and decision-making w i t h i n  t h e  
o r g a n i z a t i o n ,  One such p r a c t i c e  is t h a t  o f  d e c e n t r a l i z i n g  a u t h o r i t y  to work 
u n i t s  o r  p h y s i c a l  l o c a t i o n s  w i t h i n  t h e  o r g a n i z a t i o n .  

The t o p i c  o f  p o l i c e  d i s c r e t i o n  is ana lyzed  i n  t h i s  t h i r d  sub-
c l u s t e r .  I t  is widely  acknowledged t h a t  p o l i c e  o f f i c e r s  en joy  c o n s i d e r a b l e  
d i s c r e t i o n  i n  t h e  performance o f  t h e i r  d u t i e s  and r e s p o n s i b i l i t i e s .  The 
r e s e a r c h  l i t e r a t u r e  was ana lyzed  n o t  to v e r i f y  o r  r e f u t e  t h i s  c o n t e n t i o n ,  b u t  
t o  a s c e r t a i n  what s u p e r v i s o r y  and manager ia l  t e c h n i q u e s  have been u t i l i z e d  to 
gu ide  and s t r u c t u r e  t h i s  d i s c r e t i o n .  

The f o u r t h  a r e a  o f  emphasis a d d r e s s e s  o r g a n i z a t i o n a l  maintenance 
e f f o r t s  t o  s u s t a i n  and deve lop  t h e  human e lement  i n  t h e  o r g a n i z a t i o n .  
Inc luded  i n  t h i s  s u b - c l u s t e r  a r e  a n a l y s e s  o f  p e r t i n e n t  management sys tems 
c o n s t r u c t e d  t o  r e c r u i t  and s e l e c t  new employees,  t r a i n  t h e s e  new members, 
promote employees,  and e v a l u a t e  employee performance.  

I t  shou ld  be p o i n t e d  o u t  t h a t  t h i s  a g g r e g a t i o n  o f  v a r i a b l e s  i n t o  sub- 
c l u s t e r s  does  n o t  minimize t h e  importance o f  each of t h e  unique v a r i a b l e s  
i n c l u d e d  i n  t h i s  c l u s t e r .  Each o f  t h e s e  v a r i a b l e s  a r e  ana lyzed  i n  t h e  c o n t e x t  
of  s p e c i f i c  s u b - c u l t u r e s ,  b u t  s t i l l  r e t a i n s  a unique i d e n t i t y  a s  o r i g i n a l l y  
i n t e n d e d .  

D e s c r i p t i v e  F i n d i n g s  

The r e s e a r c h  team i d e n t i f i e d ,  r e t r i e v e d ,  and reviewed 100 s t u d i e s  
i n c o r p o r a t i n g  r e s e a r c h  on v a r i a b l e s  i n  t h i s  c l u s t e r  from p o l i c e  s c i e n c e  and 
a d m i n i s t r a t i o n  j o u r n a l s ,  books ,  monoqraphs, and o t h e r  r e p o r t s .  A t o t a l  of 80 
s t u d i e s  were e x t r a c t e d  and reviewed from t h e  g e n e r a l  management and s o c i a l  
s c i e n c e  d i s c i p l i n e s .  Thus,  t h e  two samples f o r  t h i s  c o n c e p t u a l  c l u s t e r  were 
q u i t e  l a r g e .  T h i s  is e x p l a i n e d  i n  p a r t  by t h e  number o f  v a r i a b l e s  i n c l u d e d  i n  



this conceptual cluster (13). It is also likely that the subject matter 

itself explains this large sample size. This is particularly true for the 

police sample. This cluster includes several variables focusing on topics 

which have received considerable attention in law enforcement circles. Topics 

such as recruitment, traininq, and discretion are directly pertinent to the 

law enforcement discipline and have been subjected to considerable research. 


As with previous chapters, the studies included in the two samples for 
this cluster were reviewed and coded to generate a knowledge ba e on the state 
of the art in organizational coordination and control,-33/5 oescr iptive 
findings for this cluster are presented in this section. Included are 
analyses of the number of studies by specific variables within the cluster and 
a discussion of the number and type of studies included in sub-cluster topical 
areas. These sub-cluster topical areas are: (1) traditional , bureaucratic 
modes of coordination and control; ( 2 )  non-bureaucratic modes of coordination 
and control; (3) management/supervisor~ systems of coordinating the human 
enterprise within the organization; and ( 4 )  organizational maintenance 
activities to coordinate and control the human enterprise. This section of 
the chapter also includes discussions focusing on the types of research 
designs used in sampled studies, the forms of analysis use?, and finally, a 
synthesis of general descriptive findings. 

Number of Studies by Specific Variables 


The method of grouping the 13 distinctive variables in this conceptual 
cluster into 4 sub-cluster topical areas is presented below. Specific 
definitions for each of these variables may be found in Chapter I: Detailed 
Project Methodology. 

1. 	 Traditional, Bureaucratic Modes of Coordination and 
Control--includes variables (25.) Formalization/Written 
Rules; (27. ) Hierarchical Levels; (28 .) Span of Control; 
Manager Ratio; and (29.) Administrative Staff and 
Communication. 

2. 	 Non-Bureaucratic Modes of Coordination and Control--
includes variables (21.) Committees; (22.)  Incentives: 
Material; ( 2 3  .) Incentives: Social; and (24.) 
Incentives: Normative. 

z'~he knowledge base deveLoped for this study is not based on an 

inclusive synthesis of all research studies examining organizational 

coordination and control variables, Rather, it is a knowledge base developed 

from sampled research studies reviewed for this project. 




3. 	 Management/Supervisory Systems of Coordinating the Human 

Enterprise Within the Organization--includes variables 
(26.) Discretion; (30.) Decision-Making Systems; and 
(31.) Employee Coordination/Control. 

4 .  	 Organizational Maintenance Activities to Coordinate and 
Control the Human Enterprise--includes variables (32.) 
Recruitment, Advancement Systems; and (33.) Training 
Sy s tems . 

In certain instances, the project team defined sub-variables for 

variables which proved to be broad in scope. Sampled studies for such 

variables addressed divergent managerial. or administrative issues. As in 

previous chapters of this report, sub-variables were generic in definition-- 

that is, they could be applied to both the police and non-police samples. 


Table 16 contains the itemization of studies reviewed for variables 

and sub-cluster topical areas included in this cluster. It should be pointed 

out that in some instances reviewed studies addressed more than one 

variable. The totals for this table, therefore, will equal more than the 

total number of studies reviewed. 


The data incorporated in this table reveal that there is a distinctive 

difference between the police sample and the non-police sample concerning the 

types of studies reviewed. Studies examining four variables in the police 

sample constitute 69% of the total number of studies reviewed. Two of these 

variables (Recruitment and Advancement Systems and Training Systems) are in 

one sub-cluster topical area. The remaining two (Discretion and Employee 

Coordination/Control) are included in a second sub-cluster topical area. The 

implication of this uneven distribution of studies is that it will be more 

difficult to deduce a knowledge base in the police sample for the remaining 

two sub-cluster topical areas. In such sub-clusters (Traditional, 

Bureaucratic Modes of Coordination and Control) there are a sufficient number 

of studies for two variables (Formalization/Written Rules and Hierarchial 

Levels) to derive specific conclusions. However, the number of studies in the 

police sample even for these variables is much smaller than the sample in the 

non-police arena. 


The pattern of representation of variables in the non-police sample 
almost mirrors that found in the police sample. A total of 85% of the studies 
in the non-police sample was composed of studies researching seven 
variables. These seven variables were in the two sub-cluster areas not well 
represented in the police sample, as well as the cluster on 
Management/Supervisory Coordination Systems. Three of the variables 
(Formalization/Written Rules, Hierarchical Levels, and Administrative Staff 

and Communication) are contained in the topical area entitled Traditional, 

Bureaucratic Modes of Control and Coordination. Two additional variables 

(Committees and Incentives: Normative) are included in the topical area 




Table 16 

NUMBER OF STUDIES REVId%BT;:n eY SPFCJFIC VARIBBEE 

(Conceptual Cluster IV) 

Variable 
Number - Name --- ___- __- Police Non-Police 

Traditional, Bureaucratic Modes of 
Coordination and Control 

25. Formalization/Written Rules 9 
27. Hierarchical Levels 10 
28. Span of Control; Manager Ratio 1 
29. Administrative S t a  fP and Communication--Total 4 

a ManagementjAdministration S t a f f  (2) 
e Support Staff (0)  
8 Communication Systems (2 )  

Non-Bureaucratic Modes of-
Coordination and Control 

21. Comrnittees 
22. Incentives: Material 
23. Incentives: Social 
24. Incentives: Normative 

Manaqement/Supervisorv Systems of 
Coordinatinq the Human Enterprise 

Within the Organization 

26. Discretion--Total 
e Application 
e Control and Coordination 

30. Decision-Making Systems--Total. 
s Centralization of Authority 
e Decision-Making Styles 

31. Employee Coordination/Control--Total 
o Supervisory Coordination/ControL Svstems 
e Leadership Style 

Supervisory Evaluation of Performance 
e Supervisory Roles in Discipline 



Table 16 (continued) 

Variable 
Number Name Police Non-Police--

Orsanizational Maintenance Activities 
to Coordinate and Control the 

Human Enter~rise 

3 2 .  Recruitment, Advancement Systems--Total 
Recruitment 

o Advancement 
e Performance Evaluation 

3 3 .  Training Systems--Total 
e General 
e Recruit 

In-Service 
o Supervisory/Management 

entitled Non-Bureaucratic Modes of Coordination and Control. This 
distribution suggests that more conclusive findings will. be generated for the 
non-police sample for these two topical areas. 

The non-police sample also includes a substantial number of studies 
which researched decision-making systems. The remaining two variables 
constituting the 85% figure above are included in this area (Decision-Making 
Systems and Employee Coordination/Control) . Considering that there is a 
significant representation of police studies appearing in this sub-cluster 
topical area, it will be possible to generate conclusive findings from each 
sample for this area. 

This variance in the distribution of studies can perhaps be explained 
in two ways. First, the general management and social science arena has 
initiated numerous analyses of formal organizational structures with an 
interest in testing many theories originally proposed by Weber (Gerth and 
Mills, 1958) and other organizational theorists. These analyses of 
organizational structure often measure several of the variables included in 
this cluster as determinants of structure. The variables on 
formalization/written rules, hierarchical levels, administrative staff and 
communication and decision-making systems (with a focus on centralization of 
authority) are invariably used as measures of formal structure. The police 
literature, at least that literature sampled for this study, does not contain 
a similar depth of analyses of structure, although selected studies have 
recently been published providing empirical evidence concerning structural 
arrangements in policing (see, for example, Tifft, 1975; Jermier and Rerkes, 
1979)  . 



i 
S e c o n d l y ,  r e s e a r c h e r s  i n  police s c i e n c e  and a d m i n i s t r a t i o n  have  t e n d €  

to f o c u s  on " p o l i c y - r e l e v a n t "  i s s u e s  o r i e n t e d  toward  improvements 
p o l i c i n g .  T h i s  r e s e a r c h  h a s  c o n c e n t r a t e d  on t h e  r o l e  o f  t h e  p o l i c e  o f f i c e  
w i t h  an i n t e r e s t  i n  i d e n t i f y i n g  what  t h e  p o l i c e  o f f i c e r  d o e s ,  how he/sb 
p e r f o r m s  t h e  j o b ,  what  e l e m e n t s  are most  c r i t i c a l  to p e r f o r m i n g  t h e  j o b ,  hc 
management s h o u l d  r e c r u i t  o f f i c e r s  to pe r fo rm t h e  d e s i r e d  f u n c t i o n s ,  hc 
management s h o u l d  t r a i n  o f f i c e r s  to pe r fo rm t h e s e  f u n c t i o n s ,  and how th 
o f f i c e r  s h o u l d  be  s u p e r v i s e d .  These  i n t e r e s t s  upon close e x a m i n a t i o n  p a r a l l e  
f o u r  o f  t h e  v a r i a b l e  a r e a s  i n c l u d e d  i n  t h i s  c l u s t e r ,  r e s p e c t i v e l y  d i s c r e t i o ~  
r e c r u i t m e n t ,  t r a i n i n g ,  and s u p e r v i s i o n  ( d e f i n e d  a s  Employe 
C o o r d i n a t i o n / C o n t r o l ) .  As is d e p i c t e d  i n  T a b l e  16,  t h e s e  v a r i a b l e s  c o n s t i t u t  
a major  segment o f  t h e  p o l i c e  sampled s t u d i e s  f o r  t h i s  c l u s t e r .  

A s  a f i n a l  t h o u g h t  on t h i s  d i s t r i b u t i o n ,  t h e  small number o f  s t u d i e  
i n  t h e  non-po l i ce  sample  a d d r e s s i n g  v a r i a b l e s  32 and 33 ( r e s p e c t i v e 1  
Recrui tment/Advancement Sys tems and T r a i n i n g  Sys tems)  c a n  a l s o  be e x p l a i n e d  k 
t h e  document s e l e c t i o n  s t r a t e g y .  The A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y ,  th 
pr ime  j o u r n a l  for t h e  g e n e r a l  management sample ,  d i d  n o t  by a l l  a c c o u n t  
c o n t a i n  a l a r g e  number o f  a r t i c l e s  a d d r e s s i n g  t h e s e  two s u b i e c t s .  P e r h a p s  
more v i g o r o u s  r ev iew o f  j o u r n a l s  examin ing  b e h a v i o r a l  management t o p i c s  ( t h o s  
l a r g e l y  f e a t u  i g  a r t i c l e s  by p s y c h o l o g i s t s )  would have  added s u b s t a n t i a l l y  t 
t h i s  sample .-38/1 Some o f  t h e s e  j o u r n a l s  ( e .9 . .  American B e h a v i o r a l  S c i e n t i s t  
P e r s o n n e l  Psycho logy ,  P u b l i c  P e r s o n n e l  Review, T r a i n i n q  and Development 
undoub ted ly  i n c l u d e  a d d i t i o n a l  e m p i r i c a l  e x a m i n a t i o n s  o f  t h e s e  t w o  t o p i c s .  

Resea rch  D e s i g n s  

Each s t u d y  s e l e c t e d  f o r  t h i s  c o n c e p t u a l  c l u s t e r  was r e v i e w e d  t 
d e t e r m i n e  t h e  type o f  r e s e a r c h  d e s i g n  u t i l i z e d  and t h e  t r e a t m e n t  c 
v a r i a b l e s .  Members o f  t h e  r e s e a r c h  team coded e a c h  s t u d y  as f i t t i n g  one  c  
f o u r  p o s s i b l e  r e s e a r c h  d e s i g n s :  E x p l o r a t o r y ,  Case  S t u d y ,  Q u a s i - E x p e r i m e n t a l  
o r  E x p e r i m e n t a l .  A s  p a r t  o f  t h e  a n a l y s i s  o f  r e s e a r c h  d e s i g n s ,  members o f  t b  
r e s e a r c h  team a l s o  d e t e r m i n e d  i f  t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  were t r e a t e d  a 
d e p e n d e n t  or i n d e p e n d e n t  v a r i a b l e s  i n  s e l e c t e d  s t u d i e s  . 

R e s e a r c h  Des ign  Types .  The r e s u l t s  o f  t h e  a n a l y s i s  of r e s e a r c  
d e s i g n s  a p p e a r s  i n  T a b l e  1 7 .  The m a j o r i t y  o f  s t u d i e s  i n  t h e  p o l i c e  sampl 
were e x p l o r a t o r y  i n  d e s i g n .  T h i s  p a t t e r n  is t y p i c a l  o f  s t u d i e s  a p p e a r i n g  i 
t h e  e n t i r e  police sample ,  a s  is e v i d e n c e d  by r e v i e w s  o f  rev iewed r e s e a r c  
d e s i g n s  f o r  o t h e r  c o n c e p t u a l  c l u s t e r s .  The non-po l i ce  sample ,  however 
c o n t a i n s  a s i g n i f i c a n t  p e r c e n t a g e  o f  s t u d i e s  w i t h  e i t h e r  q u a s i - e x p e r i m e n t a l  c 
e x p e r i m e n t a l  d e s i g n s  (18%) .  These  s t u d i e s  were m o s t l y  r i g o r o u s  a n a l y s e s  c 

=/The r e s o u r c e s  o f  t h i s  s t u d y  l j m i t e d  t h e  number o f  such  journe  
a r t i c l e s  t h a t  c o u l d  be reviewed.  



changes  i n  o r g a n i z a t i o n a l  s t r u c t u r e ,  decision-making systems,  o r  s u p e r v i s o r y  
l e a d e r s h i p  s t y l e s .  S o c i a l  s c i e n t i s t s  i n  many i n s t a n c e s  set up s o p h i s t i c a t e d  
r e s e a r c h  d e s i g n s  which ana lyzed  t h e  r e s u l t s  o f  such changes  on some o t h e r  
o r g a n i z a t i o n a l  d e s i g n  c h a r a c t e r i s t i c s  (e .g . ,  t h e  e f f e c t  o f  changes  i n  
h i e r a r c h i c a l  s t r u c t u r e  on i n t e r n a l  communicat ion) ,  o r  on some measure  o f  
o r g a n i z a t i o n a l  o u t p u t  ( e . g . ,  e f f e c t i v e n e s s ,  i n n o v a t i o n ) .  Other  r e s e a r c h e r s  
a l s o  e v a l u a t e d  t h e  r e s u l t  o f  changes  i n  s t r u c t u r e ,  o r  i n  s u p e r v i s o r y  s t y l e s  on 
t h e  in formal  o r g a n i z a t i o n a l  s t r u c t u r e  i n  e f f o r t s  to a s c e r t a i n  what changes  i n  
employee commitment o r  s a t i s f a c t i o n  were produced.  

T a b l e  17  

TYPES OF RESEARCH DESIGNS FOR SAMPLED STUDIES 

P o l i c e  Non-Police 
Types o f  Designs  -N -% -N % 

e E x p l o r a t o r y  52 52 50 63 

e Case Study 4 3 43  16 20 

e Quasi-Exper i m e n t a l  4 4 4 5 

e Exper imental  

I t  is more l i k e l y  t h a t  r e s e a r c h e r s  ana lyz ing  v a r i a b l e s  i n  t h i s  
c l u s t e r ,  a s  opposed t o  p r e v i o u s l y  ana lyzed  c o n c e p t u a l  c l u s t e r  s f  would have t h e  
o p p o r t u n i t y  to u s e  q u a s i - e x p e r i m e n t a l  o r  e x p e r i m e n t a l  r e s e a r c h  d e s i g n s .  
S p e c i f i c  manager ia l  a c t i o n s  producing m o d i f i c a t i o n s  i n  s t r u c t u r e ,  p r o c e d u r e s ,  
o r  management s t y l e  i n  many s i t u a t i o n s  can be p i n p o i n t e d  by t ime of  o c c u r r e n c e  
w i t h  subsequen t  measures  o f  r e s u l t s  t r a c e d .  The f a c t  t h a t  o n l y  5% o f  t h e  
s t u d i e s  i n  t h e  p o l i c e  sample u t i l i z e d  quas i -exper imenta l  o r  e x p e r i m e n t a l  
d e s i g n s  demons t ra tes  t h a t  management r e s e a r c h  i n  t h e  p o l i c e  a r e n a  is much l e s s  
advanced t h a n  i n  t h e  s o c i a l  s c i e n c e  d i s c i p l i n e s .  

The d i s t r i b u t i o n  o f  s t u d i e s  by i n d i v i d u a l  v a r i a b l e s  i n  t h e  p o l i c e  
sample p r o v i d e s  f u r t h e r  i n s i g h t  i n t o  t h e  s t a t e  o f  t h e  a r t  of r e s e a r c h  i n  t h e  
p o l i c e  f i e l d .  Whereas much o f  t h e  q e n e r a l  management r e s e a r c h  focused  on 
m o d i f i c a t i o n s  t o  s t r u c t u r e ,  p r o c e d u r e s ,  and s u p e r v i s i o n ,  a c o n s i d e r a b l e  
p r o p o r t i o n  o f  t h e  p o l i c e  s t u d i e s  d e a l t  wi th  p e r s o n n e l  m a t t e r s  and a d d r e s s e d  
management i s s u e s  s e c o n d a r i l y .  The f a c t  t h a t  much of t h e  p o l i c e  sample 
a n a l y z e s  d i s c r e t i o n ,  r e c r u i t m e n t ,  and t r a i n i n g  demons t ra tes  t h i s  p o i n t .  
Rather  t h a n  a n a l y z i n g  changes  i n  manager ia l  sys tems,  p o l i c e  r e s e a r c h e r s  have 
tended to p l a c e  a g r e a t e r  emphasis on i s s u e s  concerning p o l i c e  p e r s o n n e l .  

Treatment  o f  V a r i a b l e s  i n  Research Designs.  To p r o v i d e  a f u r t h e r  
a n a l y s i s  of t h e  s t a t e  o f  t h e  a r t ,  t h e  t r e a t m e n t  o f  p e r t i n e n t  v a r i a b l e s  ( e i t h e r  



dependent  o r  independent)  was determined.  T h i s  a n a l y s i s  sought  t o  p r o v i d e  
i n f o r m a t i o n  abou t  t h e  way r e s e a r c h e r s  have ana lyzed  t h e  s u b j e c t s  i n  t h i s  
c l u s t e r .  A s c e r t a i n i n g  whether a v a r i a b l e  i s  t r e a t e d  a s  a  dependent  o r  
independent  v a r i a b l e  can s u g g e s t  p o s s i b l e  l e v e l s  of knowledge development 
r e g a r d i n g  t h a t  v a r i a b l e .  I f ,  f o r  example, a v a r i a b l e  is mostly t r e a t e d  a s  an  
independent  v a r i a b l e ,  it w i l l  be l i k e l y  t h a t  i n f e r e n c e s  can t a k e  t h e  form o f  
s u g g e s t i n g  how t h a t  v a r i a b l e  a f f e c t s  o t h e r  manager ia l  and o r g a n i z a t i o n a l  
f a c t o r s .  But ,  i f  t h e  g iven  v a r i a b l e  is  t r e a t e d  mos t ly  a s  a  dependent  
v a r i a b l e ,  it w i l l  be p o s s i b l e  on ly  t o  deduce f i n d i n g s  e x p l a i n i n g  t h e  e f f e c t s  
o f  i n d i v i d u a l  or  manager ia l  a c t i o n s  on t h a t  g iven  s u b j e c t .  

The r e s u l t s  o f  t h i s  a n a l y s i s  a r e  p o r t r a y e d  i n  Tab le  18.  I t  shou ld  be 
p o i n t e d  o u t  t h a t  c e r t a i n  of t h e  s e l e c t e d  s t u d i e s  resea rched  more t h a n  one 
v a r i a b l e .  T h e r e f o r e ,  t h e  t o t a l s  i n  t h i s  t a b l e  w i l l  e q u a l  more t h a n  t h e  t o t a l  
number o f  s t u d i e s  reviewed f o r  t h i s  c l u s t e r .  

Tab le  18 

TREATMEWF OF VARIABLES I N  RESEARCH DESIGNS 

V a r i a b l e  
Number Name 

P o l i c e  
Independent  Dependent 

Non-Police 
Independent  Dependent 

2 1  Committees 3 1 5 4 

I n c e n t i v e s :  M a t e r i a l  2 4 4 0 

I n c e n t i v e s :  S o c i a l  0 0 2 2 

I n c e n t i v e s :  Normative 2 1 3 6 

F o r m a l i z a t i o n / W r i t t e n  
Rules  7 4 

D i s c r e t i o n  1 27 

H i e r a r c h i c a l  Leve l s  4 6 

Span of C o n t r o l :  
Manager R a t i o  0 1 

A d m i n i s t r a t i v e  S t a f f  
and Communication 1 3 

Decision-Making Systems 5 1 

Employee Coord ina t ion /  
C o n t r o l  7 15 

Recruitment/Advancement 
Systems 16 9 

T r a i n i n g  Systems 1 2  3 



These d a t a  r e v e a l  a s i g n i f i c a n t  v a r i a t i o n  i n  t h e  t r e a t m e n t  o f  
v a r i a b l e s  between t h e  p o l i c e  and non-pol ice  samples.  I n  t h e  non-po l ice  
sample,  t h e r e  a r e  a s i g n i f i c a n t  number o f  s t u d i e s  f o r  many v a r i a b l e s  i n  b o t h  
t h e  columns headed as "dependent" and " independent"  ( e . g O l  
F o r m a l i z a t i o n / W r i t t e n  Rules ,  H i e r a r c h i c a l  L e v e l s ,  A d m i n i s t r a t i v e  S t a f f  and 
Communication, Decision-Making Systems) . T h i s  is n o t  t h e  c a s e  f o r  t h e  p o l i c e  
sample. With some e x c e p t i o n s ,  t h e r e  a p p e a r s  to be a p a t t e r n  o f  s i m i l a r i t y  i n  
t h e  way r e s e a r c h e r s  a n a l y z e  and t r e a t  v a r i a b l e s  i n  t h i s  c l u s t e r .  C o n s i d e r ,  
f o r  example,  t h e  fo l lowing  v a r i a b l e s :  D i s c r e t i o n ,  Decision-Making Systems,  
T r a i n i n g  Systems. The sampled s t u d i e s  f o r  t h e s e  v a r i a b l e s  t r e a t  t h e  key 
v a r i a b l e s  s i m i l a r l y  i n  t h e  r e s e a r c h  d e s i g n s .  

T h i s  is e s p e c i a l l y  t r u e  f o r  t h e  v a r i a b l e  e n t i t l e d  D i s c r e t i o n .  
R e s e a r c h e r s  have a lmos t  e n t i r e l y  examined what f a c t o r s  i n  t h e  p o l i c e  working 
environment  a f f e c t  d i s c r e t i o n .  These s t u d i e s  f a l l  i n t o  one o r  two t r e a t m e n t s  
o f  d i s c r e t i o n .  Some r e s e a r c h e r s  a n a l y z e  t h e  a p p l i c a t i o n  o f  d i s c r e t i o n  
p r i m a r i l y  d e s c r i b i n g  what f a c t o r s  impact t h e  d i s c r e t i o n a r y  decis ion-making o f  
a p a t r o l  o f f i c e  (e .g . ,  c i t i z e n  demeanor, i n d i v i d u a l  p e r s o n a l i t y  o f  t h e  
o f f i c e r ,  s o c i a l  pee r  p r e s s u r e  w i t h i n  t h e  o r g a n i z a t i o n ) .  O t h e r s  examine t h e  
p o t e n t i a l  f o r  c o n t r o l  and c o o r d i n a t i o n  through f a c t o r s  such a s  r u l e s  and 
p r o c e d u r e s  o r  s u p e r v i s o r y  i n i t i a t i v e s .  Very l i t t l e  work h a s  been done,  a t  
l e a s t  a s  can be i d e n t i f i e d  i n  t h i s  s t u d y ,  r e s e a r c h i n g  t h e  e f f e c t s  o f  
d i s c r e t i o n  on o t h e r  o r g a n i z a t i o n a l  and management c h a r a c t e r i s t i c s ,  such a s  
h i e r a r c h i c a l  s t r u c t u r e ,  span of c o n t r o l :  manager r a t i o ,  t h e  i n f o r m a l  
o r g a n i z a t i o n ,  o r  l e v e l s  o f  p o l i c e  performance.  

Methods o f  A n a l y s i s  

A t h i r d  s t e p  i n  t h e  a n a l y t i c a l  p r o c e s s  was t h e  s p e c i f i c a t i o n  o f  t h e  
methods o f  a n a l y s i s  used i n  sampled s t u d i e s .  T h i s  a n a l y s i s  was a l s o  performed 
t o  add t o  t h e  s t a t e  o f  t h e  a r t  o f  p o l i c e  management r e s e a r c h  by d e p i c t i n g  t h e  
a n a l y t i c a l  s o p h i s t i c a t i o n  o f  a v a i l a b l e  r e s e a r c h .  Four l e v e l s  o f  s t a t i s t i c a l  
a n a l y s i s  were i n c o r p o r a t e d  i n  t h e  cod ing  system: q u a l i t a t i v e ,  u n i v a r i a t e ,  
b i v a r i a t e ,  and m u l t i v a r i a t e .  

The r e s u l t s  o f  t h i s  a n a l y s i s  a r e  p r e s e n t e d  i n  Tab le  19 .  These d a t a  
a g a i n  r e v e a l  a d i f f e r e n c e  i n  t h e  p o l i c e  and t h e  non-police samples .  Those 
s t u d i e s  sampled i n  t h e  non-pol ice  a r e n a  r e l i e d  on more s o p h i s t i c a t e d  forms o f  
a n a l y s i s  t h a n  t h o s e  i n  t h e  p o l i c e  sample,  a l though  t h e  p o l i c e  s t u d i e s  sampled 
f o r  t h i s  c l u s t e r  employed more b i v a r i a t e  o r  m u l t i v a r i a t e  a n a l y t i c a l  t e c h n i q u e s  
than  i n  p r e v i o u s  c o n c e p t u a l  c l u s t e r s .  The d i f f e r e n c e  between t h e  t w o  samples 
is i n  p a r t  e x p l a i n e d  by t h e  s e l e c t i o n  o f  The A d m i n i s t r a t i v e  S c i e n c e  Q u a r t e r l y  
aF t h e  t a r g e t  j o u r n a l  i n  t h e  non-pol ice  sample. A s  i l l u s t r a t e d  e a r l i e r  i n  
t h i s  r e p o r t ,  t h i s  j o u r n a l  by d e s i g n  f e a t u r e s  s tu i r i e s  u t i l i z i n g  more 
s o p h i s t i c a t e d  t y p e s  of a n a l y s i s .  



-- 

Table  19 


METHODS O F  ANALYSIS FOR SELECTED STUDIES 


Non-Police 
Methods o f  A n a l y s i s  

o Q u a l i t a t i v e  

e U n i v a r i a t e  9 9 2 2 

d B i v a r i a t e  33 33 30 38 

o M u l t i v a r i a t e  

The d i f f e r e n c e  between t h e  samples is a l s o  p a r t l y  e x p l a i n e d  by t h e  
va r  i a h l e s  t h a t  were r e s e a r c h e d .  Again c o n s i d e r i n g  t h e  v a r i a b l e  e n t i t l e d  
D i s c r e t i o n ,  t h e  p o l i c e  sample c o n t a i n s  a  number of s t u d i e s  which r e l y  on 
q u a l i t a t i v e  a n a l y t i c a l  t e c h n i q u e s  i n  d e s c r i b i n g  t h e  a p p l i c a t i o n  o f  
d i s c r e t i o n .  T h i s  is due t o  both  t h e  r e l a t i v e  recency o f  p o l i c e  r e s e a r c h  on 
t h i s  t o p i c  and t h e  d i f f i c u l t y  i n  c o l l e c t i n g  d a t a  t h a t  would f a c i l i t a t e  more 
s o p h i s t i c a t e d  a n a l y s e s  (e.g ., d a t a  e x p l a i n i n g  p e r s o n a l  demographic and 
e x p e r i e n t i a l  c h a r a c t e r i s t i c s  of p o l i c e  p a t r o l  o f f i c e r s ,  o r  p e r s o n a l  a t t i t u d e s  
and demographics o f  c i t i z e n s  r e c e i v i n g  p o l i c e  s e r v i c e s .  

There  were a s u b s t a n t i a l  p e r c e n t a g e  o f  p o l i c e  s t u d i e s  which d i d  
i n c o r p o r a t e  m u l t i v a r i a t e  a n a l y t i c a l  d e s i g n s .  A c l o s e  look a t  t h e  p o l i c e  
sample ,  however, demons t ra tes  t h a t  a  c o n s i d e r a b l e  p r o p o r t i o n  of t h e s e  s t u d i e s  
r e s e a r c h e d  two v a r i a b l e s :  (1) Recru i tment ,  Advancement Systems,  and ( 2 )  
T r a i n i n g  Systems. A t o t a l  o f  20 o f  t h e  25 s t u d i e s  a d d r e s s i n g  t h e  v a r i a b l e  
e n t i t l e d  Recruitment/Advancement Systems (80%)  i n c o r p o r a t e d  e i t h e r  b i v a r i a t e  
o r  m u l t i v a r i a t e  s t a t i s t i c a l  d e s i g n s .  One hundred p e r c e n t  of those  s t u d i e s  
r e s e a r c h i n g  t r a i n i n g  sys tems  (17) used e i t h e r  b i v a r i a t e  o r  m u l t i v a r i a t e  
s t a t i s t i c a l  d e s i g n s .  T h i s  f i n d i n g  is  n o t  a l t o g e t h e r  s u r p r i s i n g  c o n s i d e r i n g  
t h a t  b o t h  o f  t h e s e  t o p i c s  concern b e h a v i o r a l  measures and t h a t  p e r s o n a l  
demographic d a t a  a r e  o f t e n  a v a i l a b l e  t o  i n c l u d e  i n  a n a l y t i c a l  d e s i g n s .  What 
t h i s  f i n d i n g  does  s u g g e s t ,  however, is t h a t  t h e s e  s t u d i e s  i n f l u e n c e d  t h e  
f i n d i n g s  f o r  t h e  p o l i c e  sample f o r  t h i s  c l u s t e r  q u i t e  h e a v i l y .  

P r e s e n t a t i o n  o f  D e s c r i p t i v e  F i n d i n g s  Produced by Sampled Research S t u d i e s  

A s  i n  p r e v i o u s  c h a p t e r s  o f  t h i s  r e p o r t ,  p a t t e r n s  o f  r e l a t i o n s h i p s  
between v a r i a b l e s  were coded and ana lyzed  f o r  a l l  s t u d i e s  i n  t h i s  c o n c e p t u a l  
c l u s t e r .  These r e l a t i o n s h i p s  i n  sum p o r t r a y  d e s c r i p t i v e  f i n d i n g s  a s  to  t h e  
s t a t e  of t h e  a r t  f o r  unique v a r i a b l e s  inc luded  i n  t h e  c l u s t e r .  Suck 
c ? e s c r i p t i v e  f i n d i n q s  a r e  p r e s e n t e d  i n  E x h i b i t  D e n t i t l e d  S y n t h e s i s  o f  
D e s c r i p t i v e  F ind ings :  O r g a n i z a t i o n 3 1  Coord ina t ion  and C o n t r o l .  



The d e s c r i p t i v e  f i n d i n g s  f o r  t h i s  c l u s t e r  t a k e  on a somewhat d i f f e r e n t  
form t h a n  was used  f o r  p r e v i o u s  c l u s t e r s .  The v a r i a b l e s  f o r  t h i s  c l u s t e r  were  
g r o u p e d  i n t o  s u b - c l u s t e r  t o p i c a l  a r e a s ;  t h e  d e s c r i p t i v e  f i n d i n g s  a r e  g r o u p e d  
by such  a r e a s .  F i n d i n g s  f o r  e a c h  v a r i a b l e  a r e  a l s o  i n c l u d e d  i n  t h e  e x h i b i t .  

A s  was s t r e s s e d  f o r  p r e v i o u s  c h a p t e r s ,  it s h o u l d  be  remembered t h a t  
t h e s e  f i n d i n g s  a r e  d e s c r i p t i v e  i n  n a t u r e .  T h i s  i n d i c a t e s  t h a t  t h e s e  a re  
s p e c i f i c  f i n d i n g s  from e m p i r i c a l  r e s e a r c h ,  b u t  d o e s  n o t  i n d i c a t e  t h a t  t h e y  a r e  
n e c e s s a r i l y  g e n e r a l i z a b l e .  A l l  g e n e r a l i z a b l e  f i n d i n g s  a r e  d i s c u s s e d  i n  t h e  
c o n t e x t  of knowledge b a s e  s t r e n g t h s  and weaknesses  which a p p e a r  i n  t h e  s e c t i o n  
e n t i t l e d  " I n f e r e n t i a l  F i n d i n g s , "  immed ia t e ly  f o l l o w i n g  E x h i b i t  D. 



Exhibit D 


SYNTHESIS OF DESCRIPTIVE FINDINGS: 

ORGANIZATIONAL COORDINATION AND CONTROL 


Police Studies 


Traditional, Bureaucratic Modes of Coordination and 

Control 


25. Formalization/Written Rules 


6 	 Indication that police agencies employing 
a more "legalistic" style of enforcement 
place more emphasis on formalized written 
directives than do other agencies. 

6 	 Research finding that decentralization of 
decision-making and increasing skill 
structure in policing is negatively 
associated with utilization of formalized 
rules and procedures. 

e 	 Indication that a greater amount of 

training in formalized/written rules and 

more thorough supervisory explanations of 

reasons for formalized rules are 

associated with a more favorable 

perception of rules and procedures by 

police officers. 


m 	 Research suggests that f orrnalization of 

written rules is not associated with 

employee compliance to prescribed 

standards of conduct. 


Non-Police Studies 


Traditional, Bureaucratic Modes of Coordination and 

Control 


25. Formalization/Written Rules 


e 	 Indication that larger organizations are 

more likely to have formalized written 

rules and procedures than are smaller 

organizations. 


e 	 Research shows that workers with a highly 

variable task structure are less likely 

to have formalized written rules 

governing a majority of day-to-day task 

activities. 


e 	 Indication that organizations with a 

greater degree of technological 

complexity are less likely to place 

reliance of formalized written rules to 

govern behavior than are organizations 

with less technological complexity. 


a 	 Indication that a greater concentration 

of authority by management is positively 

associated with implementation of 

formalized rules and procedures. 




E x h i b i t  D 

P o l i c e  S t u d i e s  

a 	 Find ing  t h a t  fo r m a l i z a t i o n / w r i t t e n  r u l e s  
is n e g a t i v e l y  a s s o c i a t e d  wi th  p o l i c e  
o f f i c e r  s a t i s f a c t i o n ;  t h e  e x p l a n a t i o n  o f  
w r i t t e n  d i r e c t i v e s  by s u p e r v i s o r s ,  
however, t e n d s  t o  f o s t e r  more p o s i t i v e  
p o l i c e  o f f i c e r  s a t i s f a c t i o n .  

27. H i e r a r c h i c a l  L e v e l s  

a 	 I n d i c a t i o n  t h a t  more " l e g a l i s t i c "  p o l i c e  
a g e n c i e s  a r e  more l i k e l y  t o  r e l y  on 
h i e r a r c h i c a l  management s t r u c t u r e s  t o  
c o o r d i n a t e  and c o n t r o l  employees. 

e 	 Research i n d i c a t e s  t h a t  i n c r e a s e d  
t r a i n i n g  o f  p o l i c e  o f f i c e r s  is n e g a t i v e l y  
a s s o c i a t e d  w i t h  a r e l i a n c e  on 
h i e r a r c h i c a l  management s t r u c t u r e s  t o  
c o o r d i n a t e  and c o n t r o l  p o l i c e  behav ior .  

e 	 Research f i n d i n g s  s u g g e s t  t h a t  
h i e r a r c h i c a l  management s t r u c t u r e s  a r e  
n o t  c o r r e l a t e d  wi th  i n d i v i d u a l  
performance,  o r g a n i z a t i o n a l  
e f f e c t i v e n e s s ,  o r  i n n o v a t i o n  i n  p o l i c e  
a g e n c i e s .  

( c o n t i n u e d )  

Non-Police S t u d i e s  

a 	 Research s u g g e s t s  t h a t  a  g r e a t e r  emphasis 
on E o r m a l i z a t i o n / w r i t t e n  r u l e s  is 
a s s o c i a t e d  wi th  less commitment o f  
employees t o  t h e  o r g a n i z a t i o n  and a 
g r e a t e r  l i k e l i h o o d  of  s o c i a l  cohes ion  
among work g roups ,  and is n o t  a s s o c i a t e d  
w i t h  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  o r  
s u p e r v i s o r y  span o f  c o n t r o l .  The 
r e s e a r c h  sample i n c l u d e s  mixed f i n d i n g s  
on t h e  r e l a t i o n s h i p  o f  f o r m a l i z a t i o n /  
w r i t t e n  r u l e s  t o  i n d i v i d u a l  performance,  
s a t i s f a c t i o n ,  and p r o p e n s i t y  t o  a d o p t  
o r g a n i z a t i o n a l  changes .  

w 
4 

27. H i e r a r c h i c a l  Leve l s  	 03 

e 	 I n d i c a t i o n  t h a t  s i z e  o f  o r g a n i z a t i o n  is 
d i r e c t l y  a s s o c i a t e d  wi th  t a l l e r  
o r g a n i z a t i o n a l  s t r u c t u r e s .  

a 	 Research f i n d i n g s  i n d i c a t e  t h a t  a  h i g h  
d e g r e e  o f  "environmental  u n c e r t a i n t y "  is 
a s s o c i a t e d  w i t h  less r e l i a n c e  on 
h i e r a r c h i c a l  management s t r u c t u r e s  t o  
c o o r d i n a t e / c o n t r o l  employee behav ior .  

e 	 D i v e r s i t y  o f  o r g a n i z a t i o n a l  o b j e c t i v e s  
and v a r i a b i l i t y  o f  t a s k  s t r u c t u r e  is 
p o s i t i v e l y  a s s o c i a t e d  w i t h  t a l l e r  
o r g a n i z a t i o n a l  structures. 

e 	 Research s u g g e s t s  t h a t  an i n c r e a s e  i n  
d i v i s i o n  of l a b o r  i n  o r g a n i z a t i o n s  i s  
a s s o c i a t e d  w i t h  less r e l i a n c e  on 



Exhibit D (continued) 


Police Studies 


23. Span of Control; Manager Ratio 


a 	 Suggestion that in recent years police 
agencies have exhibited a greater 
proportion of officers at higher ranks 
resulting in larger 
supervisory/subord ina te ratios . 

Non-Police Studies 

hierarchical structures to coordinate/ 
control the human enterprise within the 
organization. 

a Hierarchical structure is found to be 
positively associated with concentration 
of decision-making authority and social 
cohesion of the work force, negatively 
associated with individual performance, 
employee commitment and satisfaction, and 
team related decision-making systems. 

a The research studies reviewed provide 
mixed findings concerning the 
relationship between hierarchical 
structures and organizational 
effectiveness. 

P 
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28. Span of Control; Manager Ratio 

e Indication that larger organizations have 
a smaller ratio of managers to workers 
than is evident in smaller organizations. 

e Suggestions that there is a positive 
relationship between administrative staff 
and span of control between supervisors 
and subordinates. (This suggests a 
tendency toward a larger administrative 
component is associated with a smaller 
supervisory complement,) 



Exhibit D (continued) 


Police Studies 


29, Administrative Staff and Communication 


a. Management/Administration Staff 


Research findings indicate the 

decentralization of police decision- 

making authority is positively associated 

with a larger management/administration 

staff in police agencies. 


Non-Police Studies 

Research indicates that division of labor 
is negatively associated with span of 
control (i.e., the greater the division 
of labor, the smaller the ratio of 
supervisors to subordinates). 

29. Administrative Staff and Communication 

a. Management/Administration Staff 

e Research finding that a greater 
proportion of adrninistrative/managerial 
personnel is negatively associated with 
the likelihood of adopting innovations, 
is positively associated with the 
perceived need for employee 
coordination/control, and is not 
associated with actual control and 
coordination of employee behavior. 

+ 
cu0 

a Finding that division of labor is 
positively associated with the size of 
the administrative staff component (i.e., 
the greater the division of labor, the 
more administrative/managerial personnel 
in the organization) . 



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  

Suppor t  S t a f f  

e 	 I n d i c a t i o n  t h a t  p o l i c e  c h i e f  e x e c u t i v e s  
i n  l a r g e r  p o l i c e  o r g a n i z a t i o n s  p e r c e i v e  a 
g r e a t e r  need f o r  a d m i n i s t r a t i v e  s u p p o r t  
p e r s o n n e l  than  do p o l i c e  c h i e f s  i n  
s m a l l e r  a g e n c i e s .  

c. 	 flommunication Systems 

I n d i c a t i o n  t h a t  manager ia l  and 
s u p e r v i s o r y  communication is p o s i t i v e l y  
a s s o c i a t e d  w i t h  p o l i c e  o f f i c e r  
s a t i s f a c t i o n .  

Non-Bureaucratic Modes o f  Coord ina t ion  and C o n t r o l  

21. Committees 

e 	 Employee p a r t i c i p a t i o n  i n  t h e  development 
o f  w r i t t e n  r u l e s  and p rocedures  is found 
t o  be p o s i t i v e l y  a s s o c i a t e d  wi th  
p e r c e i v e d  f a i r n e s s  o f  r u l e s  and 
p rocedures  and d i s c i p l i n a r y  a c t i o n s .  

Non-Police S t u d i e s  

Suppor t  S t a f f  

@ 	 Research f i n d i n g s  show t h a t  t h e  fo l lowing  
o r g a n i z a t i o n a l  and management a t t r i b u t e s  
a r e  p o s i t i v e l y  a s s o c i a t e d  wi th  a l a r g e r  
s t a f f  s u p p o r t  component: g e o g r a p h i c a l  
d i s p e r s i o n ,  t e c h n o l o g i c a l  complex i ty ,  and 
l e g a l / p o l i t i c a l  autonomy. 

6 	 I n d i c a t i o n  t h a t  d i v i s i o n  o f  l a b o r  i n  
o r g a n i z a t i o n s  is n e g a t i v e l y  a s s o c i a t e d  
w i t h  s i z e  o f  t h e  s t a f f  suppor t -  component. 

c. 	 Communication Systems wm 

e 	 The r e s e a r c h  s t u d i e s  inc luded  i n  t h i s  
sample s u g g e s t  t h a t  manager ia l  
communication is p o s i t i v e l y  a s s o c i a t e d  
wi th  employee s a t i s f a c t i o n  and commitment 
to t h e  o r g a n i z a t i o n .  

Non-Bureaucratic Modes o f  Coord ina t ion  and C o n t r o l  

21. Committees 

6 	Research f i n d i n g  t h a t  "env i ronmenta l  
u n c e r t a i n t y "  is p o s i t i v e l y  a s s o c i a t e d  
w i t h  u t i l i z a t i o n  o f  p a r t i c i p a t o r y  
management sys tems  and t h a t  use  o f  such  
systems r e s u l t s  i n  e f f e c t i v e  
o r g a n i z a t i o n a l  a d a p t a t i o n  t o  
env i ronmenta l  changes. 

t-l 



E x h i b i t  D 

P o l i c e  S t u d i e s  

e 	 I n d i c a t i o n  t h a t  p a r t i c i p a t o r y  l e a d e r s h i p  
behavior  is p o s i t i v e l y  a s s o c i a t e d  wi th  
p o l i c e  o f f i c e r  s a t i s f a c t i o n .  

22.  I n c e n t i v e s :  M a t e r i a l  

a 	 I n d i c a t i o n  t h a t  e d u c a t i o n a l  l e v e l s  and 
p e r c e i v e d  p r o f e s s i o n a l i s m  i n  p o l i c e  
a g e n c i e s  h a s  no r e l a t i o n s h i p  t o  m a t e r i a l  
i n c e n t i v e s .  

e 	 Research f i n d i n g  t h a t  c i v i l  s e r v i c e  
sys tems emphasizing a d m i n i s t r a t i v e  and 
r e g u l a t o r y  r o l e s  over  p o l i c e  
o r g a n i z a t i o n s  a r e  less l i k e l y  t o  p e r m i t  
t h e  implementat ion o f  pay i n c e n t i v e  p l a n s  
f o r  p o l i c e  o f f i c e r s .  

e 	 The r e s e a r c h  l i t e r a t u r e  p r e s e n t s  mixed 
f i n d i n g s  concern ing  t h e  r e l a t i o n s h i p  
between m a t e r i a l  i n c e n t i v e s  and m i n o r i t y  
s e l e c t i o n  of a  p o l i c e  c a r e e r .  C e r t a i n  

( c o n t i n u e d )  

Non-Police S t u d i e s  

e 	 Research s t u d i e s  s u g g e s t  t h a t  t h e r e  is a 
p o s i t i v e  a s s o c i a t i o n  between d i v i s i o n  o f  
l a b o r  ( f u n c t i o n a l  and d e p a r t m e n t a l  
s p e c i a l i z a t i o n )  and u t i l i z a t i o n  o f  
p a r t i c i p a t o r y  management schemes. 

e 	 Find ing  t h a t  p a r t i c i p a t o r y  management is 
p o s i t i v e l y  r e l a t e d  t o  manager ia l  
performance and t o  o r g a n i z a t i o n a l  
e f f e c t i v e n e s s .  

2 2 .  I n c e n t i v e s :  M a t e r i a l  

9 Find ing  t h a t  use  o f  m a t e r i a l  i n c e n t i v e s  
w

by management is p o s i t i v e l y  a s s o c i a t e d  co 
w i t h  employee s a t i s f a c t i o n  and accep tance  

h, 

of i n n o v a t i o n .  

a 	 I n d i c a t i o n  t h a t  normat ive  i n c e n t i v e s  h a s  
no r e l a t i o n s h i p  to employee r e t e n t i o n  
r a t e s  i n  o r g a n i z a t i o n s .  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

s t u d i e s  s u g g e s t  t h a t  m a t e r i a l  mot ives  a r e  
o f  paramount importance w h i l e  o t h e r s  
conclude t h a t  normat ive  i n c e n t i v e s  a r e  
more impor tan t .  

23. I n c e n t i v e s :  S o c i a l  23, I n c e n t i v e s :  S o c i a l  

e The l i t e r a t u r e  
v a r i a b l e .  

reviewed is s i l e n t  on t h i s  e Research s u g g e s t s  t h a t  i n d i v i d u a l  
employee autonomy is n e g a t i v e l y  
a s s o c i a t e d  wi th  s o c i a l  i n c e n t i v e s .  

e I n d i c a t i o n  t h a t  t h e  use  of s o c i a l  
i n c e n t i v e s  by management is p o s i t i v e l y  
a s s o c i a t e d w i t h  commitment o f  employees 
t o  t h e  o r g a n i z a t i o n .  

~ . l  

24. I n c e n t i v e s :  Normative 2 4 .  I n c e n t i v e s :  Normative 

s Research f i n d i n g  t h a t  i n c r e a s e d  
r e a l i z a t i o n  o f  normative i n c e n t i v e s  
( f e e l i n g s  o f  meaningfulness  i n  work) is 
n e g a t i v e l y  a s s o c i a t e d  wi th  r o l e  s t r e s s  i n  
p o l i c e  o r g a n i z a t i o n s  and p o s i t i v e l y  
a s s o c i a t e d  wi th  p u b l i c  s u p p o r t  o f  p o l i c e  
o f f i c e r s .  

@ Research s u g g e s t s  t h a t  c u t b a c k s  i n  t h e  
economy, g r e a t e r  r e l i a n c e  on technology 
i n  o r g a n i z a t i o n s ,  and a l a c k  o f  
i n d i v i d u a l  autonomy a r e  n e g a t i v e l y  
a s s o c i a t e d  wi th  normat ive  i n c e n t i v e s  
( f e e l i n g s  o f  importance,  i n t r i n s i c  
m o t i v a t i o n ,  and job invo lvement ) .  

e I n d i c a t i o n  t h a t  i n d i v i d u a l  employee 
c h a l l e n g e ,  job rewards ,  and i n c r e a s e d  
p e r s o n a l  r e s p o n s i b i l i t y  a r e  a l l  
p o s i t i v e l y  a s s o c i a t e d  wi th  i n d i v i d u a l  
performance and i n c r e a s e d  i n d i v i d u a l  
s a t i s f a c t i o n .  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  

Management/Supervisory Systems of  Coord ina t ing  t h e  
Human E n t e r p r i s e  Within  t h e  O r g a n i z a t i o n  

26. D i s c r e t i o n  

a .  A p p l i c a t i o n  

Research f i n d i n g s  s u g g e s t  t h a t  t h e  
a p p l i c a t i o n  o f  p o l i c e  o f f i c e r  d i s c r e t i o n  
is a p p l i e d  accord ing  t o  s i t u a t i o n s  faced  
by t h e  i n d i v i d u a l  o f f i c e r .  S e v e r a l  
f a c t o r s ,  i n c l u d i n g  t h e  demeanor o f  t h e  
c i t i z e n ,  t h e  p r e s e n c e  o f  b y s t a n d e r s ,  and 
t h e  socioeconomic s t a t u s  of t h e  
complainant  or o f f e n d e r  a l l  a££e c t  t h e  
a p p l i c a t i o n  o f  d i s c r e t i o n .  

e I n d i c a t i o n s  t h a t  t h e  a p p l i c a t i o n  o f  
d i s c r e t i o n  is p o s i t i v e l y  a f f  e c t e d  by 
o f f i c e r  e d u c a t i o n ,  peer  i n f l u e n c e s ,  and 
p r o f e s s i o n a l  i d e n t i t y  among p o l i c e  
o f f i c e r s .  

e Research f i n d i n g  t h a t  t h e  use o f  
d i s c r e t i o n  by p o l i c e  o f f i c e r s  m i l i t a t e s  
a g a i n s t  r e f e r r a l s  by p o l i c e  t o  s o c i a l  
s e r v i c e  a g e n c i e s .  

Non-Police S t u d i e s  

Management/Supervisory Systems o f  Coord ina t ing  t h e  
Human E n t e r ~ r i s eWithin  t h e  O r a a n i z a t i o n  

26. D i s c r e t i o n  

a .  A p p l i c a t i o n  

e Sampled r e s e a r c h  s t u d i e s  s u g g e s t  t h a t  
i n c r e a s e d  autonomy i n  t h e  work 
environment  is p o s i t i v e l y  a s s o c i a t e d  w i t h  
normat ive  i n c e n t i v e s ,  employee 
commitment, and t e c h n o l o g i c a l  
complexi ty .  I n c r e a s e d  autonomy a l s o  i s  
n e g a t i v e l y  a s s o c i a t e d  w i t h  f u n c t i o n a l  00

P 
s p e c i a l i z a t i o n  and r e a l i z a t i o n  o f  s o c i a l  
i n c e n t i v e s  i n  t h e  work p l a c e .  



Exhibit D (continued) 


Police Studies 


b. 	 Control and Coordination 

e 	 Sampled research studies indicate that 

formalization/written rules, training 

systems, and existing supervisory 

practices have little or no effect on 

police officer discretion. Suggestion 

that social cohesion (peer influence) may 

have the most predominant influence over 

discretion. 


30. Decision-Making Systems 


a. 	 Centralization of Authority 


e 	 Suggestions from sampled research studies 
that decentralization of authority in 
police agencies is positively associated 
with improved client (citizen) 
evaluations of police services, with 
increased realization of normative 
incentives (feelings of meaningfulness in 
work), with officer job satisfaction, and 
with larger management/administrative 
complements in police agencies. 

Non-Police Studies 


b. 	 Control and Coordination 


e 	 The literature reviewed is silent on this 

variable. (This topic is addressed in 

Chapter IV: Internal Structural 

Differentiation under the topic of Skill 

Structure, Professionalism.) 


30. Decision-Making Systems 


a. 	 Centralization of Authority 

e 	 Research studies indicate that the 

following organizational/management 

dimensions are positively associated with 

concentration of decision-making 

authority: geographic dispersion, 

hierarchical structures, higher levels of 

management-worker conflict, and a greater 

propensity of employees to conform to 

organizational rules and procedures. 


e 	 Concentration of decision-making 

authority is shown to be negatively 

related to the following 

organizational/management dimensions: 

variability of tasks, technological 

complexity, changes in environment (e-q., 

fiscal, legal/political, regulatory). 




Exhibit D (continued) 


Police Studies 	 Non-Police Studies 


e 	 Research findings indicate concentration 

of decision-making authority is not 

associated with organizational size. 


b. 	 Decision-Making Styles b. Decision-Making Styles 


e 	 Indication that supervisory e Finding that the use of participatory 
participativeness in decision-making is management systems is positively 
positively associated with police officer associated with increased authority of 
satisfaction. managers. 

e 	 Suggestion that a collegial decision- 

making model is positively associated 

with employee satisfaction, adoption of 

normative incentives by employees, and 

increased individual performance. 


31. Employee Coordination/Control 	 31. Employee Coordination/Cootiol 


a. Supervisory Coord ination/Control Systems 	 a. Supervisory Coordination/Control Systems 


e 	 Research findings suggest that s Research finding that larger 

variability in police task structure is organizations are more likely to 

positively associated with a greater need institutionalize mechanisms for assuring 

for supervisory coordination and control. supervisory control of organizational 


outputs than are smaller organizations. 

s Indication that police occupational 


culture makes it difficult for managers 

and supervisors to control effectively 

police officer behavior. 




Exhibit D (continued) 

Police Studies 

Supervisory explanations of the reasons 
for rules and procedures is posi t ively  
related to favorable ra t ings  of those 
rules  by o f f i ce r s .  

Indication tha t  favorable perceptions of 
supervisors is posi t ively  associated with 
high police of f ice r  sa t i s fac t ion  and tha t  
negative perceptions of supervisors i s  
associated with low commitment to the 
organization by employees. 

b. 	 Leadership Style 

e 	 Research finding tha t  supervisory 
par t ic ipat iveness  in  decision-making is 
posi t ively  associated with police of f ice r  
sa t i s fac t ion .  

e 	 Suggestion that  leadership on the par t  of 
police sergeants is c r i t i c a l  to  the 
ins t i tu t iona l iza t ion  of professionalism 
in  policing. 

c, 	 Su~erv i so rv  Evaluation of Performance 

e 	 Supervisory evaluation of probationary 
police employees is posi t ively  associated 
with predictions of police of f ice r  
performance i n  l a t e r  years. 

Non-Police Studies 

e Indication tha t  increased environmental 
uncertainty due t o  economic, 
lega;/poli t ical ,  or regulatory changes is 
negatively associated with emphasis on 
supervisory control  of organizational 
outputs. 

b. 

e Research finding tha t  the implementation 
of an MBO program is posi t ively  
associated with individual performance, 
but a l so  has a  posi t ive  association with 
the f i l i n g  of more grievance procedures 
against  supervisors, 

Leadership Style  

P 

Co 
-4 

e Indication that  the adoption of an 
i n i t i a t i n g  s t ructure  s ty le  in  supervision 
and management ( i . e . ,  a s t y l e  which 
encourages interact ion between workers 
and managers) is posi t ively  associated 
with employee performance and 
sa t i s fac t ion .  

c .  Supervisory Evaluation of Performance 

e The l i t e r a t u r e  reviewed 
variable.  

i s  s i l e n t  on t h i s  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  	 Non-Police S t u d i e s  

e 	 Research s u g g e s t s  t h a t  s e n i o r i t y  i n  

p o l i c i n g  is n e g a t i v e l y  a s s o c i a t e d  wi th  

s u p e r v i s o r y  performance e v a l u a t i o n  

r a t i n g s .  


d .  	 S u p e r v i s o r y  Roles i n  D i s c i p l i n e  S u p e r v i s o r y  Roles  i n  D i s c i p l i n e  

e 	 I n d i c a t i o n  t h a t  s e n i o r i t y  o f  p o l i c e  a The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
o f f i c e r s  is p o s i t i v e l y  a s s o c i a t e d  w i t h  v a r i a b l e .  
f a v o r a b l e  p e r c e p t i o n s  o f  s u p e r v i s o r y  
d i s c i p l i n a r y  a c t i o n s ,  

a 	 I n d i c a t i o n  t h a t  o f f  d u t y  v i o l a t i o n s  o f  

p o l i c e  r u l e s  and p o l i c i e s  a r e  more l i k e l y  

t o  r e c e i v e  n e g a t i v e  s a n c t i o n s  from 

s u p e r v i s o r s  than a r e  on du ty  v i o l a t i o n s .  


O r g a n i z a t i o n a l  Maintenance ~ c t i v i t i e s  to Coord ina te  O r g a l l i z a t i o n a l  Maintenance A c t i v i t i e s  t o  Coord ina te  
and C o n t r o l  t h e  Human E n t e r p r  ise and C o n t r o l  t h e  Human E n t e r p r i s e  

32. Recru i tment ,  Advancement Systems 	 32 .  Recru i tment ,  Advancement Systems 

a .  	 Recrui tment  a .  Recru i tment  

e 	 Research r e s u l t s  demons t ra te  t h a t  a 0 Find ing  t h a t  fo rmal ized  r e c r u i t m e c t  
number o f  f o r m a l i z e d  r e c r u i t i n g  p r a c t i c e s  p r a c t i c e s  ( i . e . ,  a d v e r t i s i n g  f o r  
( e . g . ,  p s y c h o l o g i c a l  tests, a p t i t u d e  p e r s o n n e l  w i t h  s p e c i f i c  q u a l i f i c a t i o n s )  
t e s t s ,  r o l e  p l a y i n g ,  background has  no e f f e c t  on l i k e l i h o o d  o f  
i n v e s t i g a t i o n s )  a r e  p o s i t i v e  p r e d i c t o r s  o r g a n i z a t i o n s  adop t ing  i n n o v a t i o n s .  
o f  p o l i c e  performance.  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

e Research f i n d i n g  t h a t  p o l i c e  r e c r u i t  
t e s t i n g  systems must be modif ied i f  
police a g e n c i e s  wish t o  r e c r u i t  and h i r e  
more m i n o r i t y  o f f i c e r s .  

a I n d i c a t i o n  t h a t  c i v i l  s e r v i c e  sys tems  
s i g n i f i c a n t l y  a££ect p o l i c e  r e c r u i t i n g  
p r a c t i c e s .  Where c i v i l  s e r v i c e  sys tems  
e x h i b i t  a p o l i c y  making r o l e ,  they  
p o s i t i v e l y  i n f l u e n c e  p o l i c e  r e c r u i t i n g  
p r a c t i c e s .  Where c i v i l  s e r v i c e  sys tems 
t a k e  on an a d j u d i c a t o r y  r o l e ,  t h e y  
n e g a t i v e l y  i n f l u e n c e  t h e  f o r m a l i z i n g  and 
adop t ion  o f  more s o p h i s t i c a t e d  s e l e c t i o n  
d e v i c e s .  

b. Advancement b. Advancement 

e I n d i c a t i o n  t h a t  i n d i v i d u a l  performance 
and employee e d u c a t i o n  l e v e l s  a r e  
p o s i t i v e l y  r e l a t e d  t o  t h e  l i k e l i h o o d  o f  
promotion; s e n i o r i t y  is n e g a t i v e l y  
r e l a t e d  t o  promotion.  

e The L i t e r a t u r e  reviewed 
v a r  i a b l e  . 

is s i l e n t  on t h i s  

c. Performance E v a l u a t i o n  c. Performance E v a l u a t i o n  

e Find ing  t h a t  p o l i c e  performance 
e v a l u a t i o n  systems can be e f f e c t i v e  i n  
a c c u r a t e l y  p r e d i c t i n g  performance.  

e The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

33 .  T r a i n i n g  Systems 33. T r a i n i n g  Systems 

a .  Genera l  a .  Genera l  

e Research f i n d i n g s  t h a t  t o t a l  weeks of 
t r a i n i n g  has  no b e a r i n g  on p o l i c e  o f f i c e r  
a t t i t u d e s  toward l a t e r a l  e n t r y ,  towards  
use  o f  f o r c e ,  o r  t h e  l i m i t s  imposed by 
p r o b a b l e  c a u s e  i n  conduc t ing  s e a r c h e s  and 
i n t e r r o g a t i n g  c i t i z e n s .  

Q Research f i n d i n g  t h a t  t r a i n i n g  i n  
o r g a n i z a t i o n a l  development i n c r e a s e s  
g roup  cohes ion  among employees. 

b. R e c r u i t  T r a i n i n g  b. R e c r u i t  T r a i n i n g  

e I n d i c a t i o n  t h a t  p o l i c e  r e c r u i t  t r a i n i n g  
programs have no r e l a t i o n s h i p  to p o l i c e  
o f f i c e r  commitment o r  t o  p o l i c e  o f f i c e r  
use  of d i s c r e t i o n ,  have a  p o s i t i v e  
r e l a t i o n s h i p  t o  t h e  development o f  
dogmatism among p o l i c e  o f f i c e r s ,  and have 
a  n e g a t i v e  r e l a t i o n s h i p  t o  p o l i c e  
performance . 

e The reviewed l i t e r a t u r e  
v a r i a b l e .  

is s i l e n t  on t h i s  
r 

e Find ing  t h a t  t h e r e  is no r e l a t i o n s h i p  
between p o l i c e  r e c r u i t  t r a i n i n g  and 
f e e l i n g s  o f  p reparedness  i n  hand l ing  
f a m i l y  d i s t u r b a n c e s ,  c i v i l  d i s o r d e r s ,  
t r a f f i c  a c c i d e n t s ,  n a r c o t i c s  c a s e s ,  and 
c o u r t  appearances .  



E x h i b i t  D ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Won-Police S t u d i e s  

c .  In -Serv ice  T r a i n i n g  c. In-Service  T r a i n i n g  

I. I n d i c a t i o n  t h a t  most p o l i c e  i n - s e r v i c e  
t r a i n i n g  programs have no e f f e c t  on 
p o l i c e  performance.  S p e c i f i c a l l y ,  
t r a i n i n g  i n  methods o f  hand l ing  menta l  
h e a l t h  problems has  no e f f e c t  on 
a p p l i c a t i o n  o f  p o l i c e  d i s c r e t i o n .  
T r a i n i n g  i n  community r e l a t i o n s  programs, 
however, has  been found t o  have a 
p o s i t i v e  i n f l u e n c e  on c i t i z e n  e v a l u a t i o n s  
o f  t h e  p o l i c e .  

8 The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  

d.  Supervisory/Management T r a i n i n g  d .  Supervisory/Management T r a i n i n g  

e I n d i c a t i o n  t h a t  p o l i c e  s u p e r v i s o r y  
t r a i n i n g  programs do n o t  s a t i s f a c t o r i l y  
p r e p a r e  s u p e r v i s o r s  f o r  manager ia l  d u t i e s  
and r e s p o n s i b i l i t i e s .  

9 The l i t e r a t u r e  reviewed 
v a r i a b l e . 

is s i l e n t  on t h i s  



I n f e r e n t i a l  in din as 

The second a n a l y t i c a l  component f o r  t h i s  and o t h e r  c o n c e p t u a l  c l u s t e r s  
is t h e  development o f  i n f e r e n t i a l  f i n d i n g s  which i n  t u r n  f a c i l i t a t e  t h e  
i d e n t i f i c a t i o n  o f  a knowledge base  on t h e  a p p l i c a b l e  v a r i a b l e s  w i t h i n  t h e  
c o n c e p t u a l  c l u s t e r ,  T h i s  s e c t i o n  o f  t h i s  c h a p t e r  p r e s e n t s  knowledge base  
s t r e n g t h s  and weaknesses produced from t h i s  i n f e r e n t i a l  a n a l y s i s .  The 
d i s c u s s i o n  o f  such a knowledge base  a l s o  i n c l u d e s  an examinat ion o f  t h e  p o l i c v  
r e l e v a n c e  of a v a i l a b l e ,  sampled e m p i r i c a l  r e s e a r c h .  

T h i s  i n f e r e n t i a l  a n a l y s i s  h a s  g e n e r a t e d  c e r t a i n  s p e c i f i c  knowledge 
abou t  t h e  f o u r  s u b - c l u s t e r  t o p i c a l  a r e a s  i n c o r p o r a t e d  i n  t h i s  c l u s t e r  e n t i t l e d  
" O r g a n i z a t i o n a l  Coord ina t ion  and Cont ro l . "  It should be r e i t e r a t e d  h e r e  t h a t  
knowledge a s  used i n  t h i s  a n a l y s i s  is  developed from e m p i r i c a l  r e s e a r c h  t h a t  
is methodogica l ly  sound and is g e n e r a l i z a b l e .  Many of t h e  s t u d i e s  reviewed 
f o r  t h i s  c l u s t e r ,  a s  w e l l  a s  o t h e r s ,  developed i n f o r m a t i o n  and n o t  
knowledge. C e r t a i n  shor tcomings  i n  methodology i n  t h e s e  s t u d i e s  p r e c l u d e d  t h e  
produced f i n d i n g s  from being g e n e r a l i z a b l e .  

The f i n d i n g s  f o r  t h i s  c l u s t e r  a r e  p r e s e n t e d  i n  o r d e r  o f  t h e  f o u r  sub-
c l u s t e r  t o p i c a l  a r e a s  con£ i g u r e d  e a r l i e r  i n  t h i s  c h a p t e r .  These s u b - c l u s t e r  
t o p i c a l  a r e a s  a r e :  

1. 	 T r a d i t i o n a l ,  B u r e a u c r a t i c  M d e s  o f  Coord ina t ion  and 
C o n t r o l .  

2 .  	 Non-Bureaucratic Modes o f  Coord ina t ion  and C o n t r o l .  

3 .  	 Management/Supervisory Systems o f  Coord ina t ing  t h e  Human 
E n t e r p r i s e  Within  t h e  O r g a n i z a t i o n .  

4 .  	 O r g a n i z a t i o n a l  Maintenance A c t i v i t i e s  t o  Coord ina te  and 
C o n t r o l  t h e  Human E n t e r p r i s e .  

These f o u r  t o p i c a l  a r e a s  i n  sum d e f i n e  manager ia l  c o n c e p t s  and 
a c t i v i t i e s  s p e c i f i c a l l y  s t r u c t u r e d  t o  gu ide  and monitor t h e  "process"  
dimension o f  o r g a n i z a t i o n s .  The d i s t i n c t i v e  v a r i a b l e s  i n  t h i s  c l u s t e r  a l l  a c t  
t o  move " i n p u t s "  o r  " r e s o u r c e s "  made a v a i l a b l e  t o  t h e  o r g a n i z a t i o n  through 
some p r o c e s s  wherein  an o u t p u t  is produced.  From t h e  view of  a sys tems  model,  
t h e n ,  t h i s  c l u s t e r  s e r v e s  a s  t h e  t h r o u g h p u t s  segment o f  t h e  o r g a n i z a t i o n .  

From a somewhat d i f f e r e n t  p e r s p e c t i v e ,  t h a t  of t h e  s c h o o l  o f  
s c i e n t i f i c  management, t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  d e f i n e  t h o s e  manager ia l  
and a d m i n i s t r a t i v e  p r o c e s s e s  known as " d i r e c t i n g , "  " s t a f f i n g , "  and 



"coordinating."E/It also examines that administrative process known as 
"decision-making."-36/ It does not examine those managerial processes 
associated with principles of "organizing," "planning," or "budgeting." These 
topics have been addressed in earlier chapters. Research focusing on the 
informal organization, specifically examining the role of the individual and 
the group in police organizations, will be analyzed in a forthcoming chapter. 

Traditional, Bureaucratic Modes of Coordination and Control. 

The classical theory of management and organization as first 
constructed by Weber (Gerth and Mil-ls, 1958) stresses hierarchically 
structured organizations wherein work is rationalized and performed according 
to procedural specifications. Authority in such organizations is delegated 
from the top of the organization downwards, clearly delineatinq those actions 
for which a subordinate is responsible to a supervisor. This school of 
management also espouses the principles of "unity of command" and "unity of 
direction" (Gulick and Urwick, 1937; Fayol, 1949) and stresses the need for a 
limited "span of control" so as to optimize coordination of employees (Gulick 
and Urwick, 1937). The concepts articulated by these organizational theorists 
can be transformed to the specific variables aggregrated into this sub-cluster 
topical area; namely: 

Formalization/Written Rules 

8 Hierarchical Levels 

e Span of Control: Manager Ratio 

a Administrative Staff and Communication 

This is not to say these variables alone constitute all of the 
managerial concepts incorporated in the classical theory of management. Other 
concepts, such as "division of labor" and "centralization of authority" are 
also included in these works. The former has been examined in an earlier 

E/~hese elements of the managerial and administrative process were 
first identified and popularized by Gulick and Urwick (1937:13). 

=/,he concept of "decision-making" was examined in the early writings 
of Henri Fayol (1949) in the context of authority and responsibility and 
centralization. These two subjects were postulated as general principles of 
management by Fayol. 



c h a p t e r  o f  t h i s  repor t .x /  The l a t t e r  w i l l  b e  a d d r e s s e d  i n  t h i s  c h a p t e r  unde r  
t h e  h e a d i n g  o f  Management/Supervisory Sys t ems  o f  C o o r d i n a t i n g  t h e  Human 
E n t e r p r i s e  Wi th in  t h e  O r g a n i z a t i o n .  

What knowledge d o e s  e m p i r i c a l  r e s e a r c h  r e v e a l  c o n c e r n i n g  t h e  
a p p l i c a t i o n s  o f  t h e  p r i n c i p l e s  o f  t h e  c lassic  s c h o o l  o f  management i n  
con tempora ry  p o l i c e  a d m i n i s t r a t i o n ?  Moreover,  what l e s s o n s  c a n  be l e a r n e d  
f rom r e s e a r c h  i n  o t h e r  d i s c i p l i n e s  and how c a n  it be a p p l i e d  to  l a w  
e n f o r c e m e n t ?  I t  is c e r t a i n l y  a p p r o p r i a t e  t h a t  t h e s e  q u e s t i o n s  b e  a s k e d ,  f o r  
many a u t h o r s  i n  p o l i c e  s c i e n c e  and a d m i n i s t r a t i o n  have  a d v o c a t e d  t h e  a d o p t i o n  
o f  t h e s e  p r i n c i p l e s  f o r  many years .-  38/ 

F o r m a l i z a t i o n / W r i t t e n  R u l e s .  W r i t t e n  r u l e s  and p o l i c i e s ,  o r  w r i t t e n  
d i r e c t i v e s ,  are p romulga ted  by management to  a p p r i s e  employees  o f  t h e  
o r g a n i z a t i o n ' s  e x p e c t a t i o n s  o f  employees  i n  c a r r y i n g  o u t  day-to-day a c t i v i t i e s  
to a c h i e v e  a d e s i r e d  g o a l  or o b j e c t i v e .  I n  p o l i c i n g ,  t h e  d i v e r s i t y  o f  t h e  
g o a l  and t a s k  s t r u c t u r e  and i n h e r e n t  d i s c r e t i o n  i n  t h e  p o l - i c e  f u n c t i o n  
n e c e s s i t a t e s  t h a t  p o l i c i e s ,  r u l e s ,  and p r o c e d u r e s  are d e v e l o p e d  and 
d i s s e m i n a t e d  t o  g u i d e  i n d i v i d u a l  b e h a v i o r .  A l though  t h i s  i s  t r u e  f o r  a l l  
o r g a n i z a t i o n s ,  it becomes i n c r e a s i n g l y  e v i d e n t  as o r g a n i z a t i o n s  grow ( I n k s o n ,  
Pugh,  and  H i c k s o n ,  1970;  M a n s f i e l d ,  1 9 7 3 ) .  

R e s e a r c h  f i n d i n g s  s u g g e s t  t h a t  f a c t o r s  o t h e r  t h a n  s i z e  a r e  c r i t i c a l  i n  
d e f i n i n g  t h e  d e g r e e  t o  which r u l e s  and p o l i c i e s  a r e  f o r m a l i z e d .  I n  t h e  
g e n e r a l  management sample  it was found t h a t  i n c r e a s i n g  t e c h n o l o g i c a l  
c o m p l e x i t y  (Pugh,  H ickson ,  H i n i n g s ,  and T u r n e r ,  1969)  and a h i g h  l e v e l  o f  
v a r i a b i l i t y  i n  t a s k s  (Hage and Aiken ,  1969;  Comstock and S c o t t ,  1977)  a r e  
n e g a t i v e l y  a s s o c i a t e d  w i t h  f o r m a l i z e d / w r i t t e n  r u l e s .  I t  is l i k e l y  t h a t  t h e s e  
f i n d i n g s  a r e  a p p l i c a b l e  to p o l i c e .  A change  i n  o p e r a t i n g  s t y l e  o r i e n t e d  
toward  g r e a t e r  management c o n t r o l  o f  t h e  work f o r c e  w i t h  g r e a t e r  c o n c e n t r a t i o n  
of management a u t h o r i t y  a l s o  t e n d s  to  e x e r t  a g r e a t e r  emphas i s  on 
f o r m a l i z e d / w r i t t e n  r u l e s  (Hage and Aiken ,  1967) . T h i s  t endency  h a s  been  
d e s c r i b e d  i n  p o l i c i n g  as a movement toward  a " l e g a l i s t i c "  s t y l e  o f  e n f o r c e m e n t  
w h e r e i n  less d i s c r e t i o n  i n  e n f o r c e m e n t  is t o l e r a t e d  by management (Wi l son ,  
1 9 6 8 ,  R e p r e t t o ,  1975 ,  F e r d i n a n d ,  1 9 7 6 ) .  

z / ~ o r  f u r t h e r  i n f o r m a t i o n  on t h i s  t o p i c ,  see C h a p t e r  I V :  I n t e r n a l  
S t r u c t u r a l  D i f f e r e n t i a t i o n .  

-3 8 / ~ e e ,  f o r  example ,  0. W. Wi lson  and Roy C. McLaren, P o l i c e  
A d m i n i s t r a t i o n ,  4 t h  e d .  ( N e w  York: McGraw-Hill, 1977)  and George D. Eastman 
and E s t h e r  M, Eastman ( e d s .) , M u n i c i p a l  P o l i c e  A d m i n i s t r a t i o n ,  (Washington ,  
D.C.: I n t e r n a t i o n a l  C i t y  Managers  A s s o c i a t i o n ,  1 9 6 9 ) .  



D e c e n t r a l i z a t i o n  o f  a u t h o r i t y ,  on t h e  o t h e r  hand,  t e n d s  to m i n i m i z e  
t h e  impor t ance  o f  w r i t t e n  r u l e s  (Pugh,  H ickson ,  H i n i n g s ,  and T u r n e r ,  1969;  
D i m i e r i ,  1 9 7 6 ) .  D i m i e r e i  (1976) i n  a s t u d y  o f  t h e  New York C i t y  P o l i c e  
Depa r tmen t ,  s u g g e s t e d  t h a t  such  d e c e n t r a l i z a t i o n  t e n d s  t o  stress t h e  need  f o r  
more f l e x i b i l i t y  i n  r u l e s  and p r o c e d u r e s  to  e n a b l e  o f f i c e r s  to r e s p o n d  
a d e q u a t e l y  to t h e  v a r y i n g  demands p l a c e d  upon them i n  a d e c e n t r a l i z e d  workinq  
env i ronmen t .  

Recogn iz ing  t h i s  need ,  r e s e a r c h e r s  from t h e  Bos ton  U n i v e r s i t y  C e n t e r  
f o r  C r i m i n a l  Justice (1978)  i n i t i a t e d  a p r o j e c t  to  d e v e l o p  workab le  pol icies  
t o  g u i d e  and c o n t r o l  p o l i c e  d i s c r e t i o n .  T h i s  p r o j e c t  was s p u r r e d  i n  p a r t  from 
o t h e r  e f f o r t s  to d e v i s e  and implement r u l e s  to  g u i d e  p o l i c e  b e h a v i o r  (see, f o r  
example ,  C a p l a n ,  1971;  American Bar A s s o c i a t i o n ,  1973) . The r e s e a r c h e r s  a t  
Bos ton  U n i v e r s i t y  s o u g h t  to i n f l u e n c e  p o l i c e  d i s c r e t i o n  by d e v e l o p i n g  f l e x i b l e  
p o l i c i e s  for c r i m i n a l  i n v e s t i g a t i o n s .  The p r o j e c t  u t i l i z e d  a p a r t i c i p a t o r y  
management scheme to enhance  employee a c c e p t a n c e  o f  t h e  r u l e s  and convened 
s p e c i a l  t r a  i n i n g  programs to promote  u n d e r s t a n d i n g  o f  t h e  mechan ic s  o f  t h e  new 
r u l e s .  These  e f f o r t s ,  however,  d i d  n o t  show b e n e f i c i a l  r e s u l t s .  The r u l e s  
d i d  n o t  r e s u l t  i n  t h e  e f f e c t i v e  s t r u c t u r i n g  o f  o f f i c e r  d i s c r e t i o n .  

T h i s  f i n d i n g  is n o t  a t y p i c a l  o f  o t h e r  r e s e a r c h  examining  t h e  r e s u l t s  
o f  t h e  a d o p t i o n  o f  fo rma l i zed /wr  i t t e n  r u l e s .  O the r  r e s e a r c h e r s  ( O ' N e i l l , 
1974;  Sykes  and C l a r k ,  1975)  have  o b s e r v e d  t h a t  f o r m a l i z e d  r u l e s  and p o l i c i e s  
d e s i g n e d  to c o n t r o l  p o l i c e  d i s c r e t i o n  do  n o t  mee t  t h e i r  e x p e c t e d  r e s u l t .  
F u r t h e r ,  Wagoner (1976) h a s  shown t h a t  w r i t t e n  p o l i c i e s  a c t u a l l y  p romote  
a l i e n a t i o n  o f  p o l i c e  employees .  Thus ,  i t  is n o t  s u r p r i s i n g  t h a t  t h e  Bos ton  
U n i v e r s i t y  r e s e a r c h e r s  found t h a t  t h e i r  d e v i s e d  p o l i c i e s  had no  e f f e c t  on 
d i s c r e t i o n  o r  on pe r fo rmance  (Bos ton  U n i v e r s i t y  C e n t e r  f o r  C r i m i n a l  J u s t i c e ,  
1 9 7 8 ) .  

These  f i n d i n g s  p a r a l l e l  t h o s e  o f  r e s e a r c h e r s  i n  o t h e r  o r g a n i z a t i o n a l  
e n v i r o n m e n t s  where in  f o r m a l  r u l e s  a r e  shown to  have  l i t t l e  e f f e c t  on employee  
a t t i t u d e s  and b e h a v i o r .  I n  t h r e e  s t u d i e s  ( R o s n e r ,  1968;  Hage and Dewar, 1973;  
B l a u  and McKinley,  1 9 7 9 ) ,  r e s e a r c h e r s  found  t h a t  f o r m a l i z e d / w r i t t e n  r u l e s  had 
n o  r e l a t i o n s h i p  to a d o p t i o n  o f  i n n o v a t i o n s  i n  o r g a n i z a t i o n s .  The second s t u d y  
c i t e d  h e r e  a d d r e s s e d  t h e  d e g r e e  to which o b s e r v a n c e  o f  r u l e s  was c o r r e l a t e d  
w i t h  a d o p t i o n  o f  new p rograms  i n  h e a l t h  and w e l f a r e  o r g a n i z a t i o n s ,  w h i l e  t h e  
t h i r d  a s s e s s e d  p a t t e r n s  o f  f o r m a l i z a t i o n  as p e r t a i n i n g  to  a d o p t i o n  o f  
i n n o v a t i o n s  i n  a r c h i t e c t u r a l  f i r m s .  

F u r t h e r ,  f o r m a l i z e d  r u l e s  have  been  shown to a t  b e s t  have  a n e u t r a l  
r e l a t i o n s h i p  and a t  w o r s t  a n e g a t i v e  r e l a t i o n s h i p  to i n d i v i d u a l  p e r f o r m a n c e ,  
s a t i s f a c t i o n ,  and commitment. Evan and Simmons (1969)  found t h a t  w r i t t e n  
r u l e s  had no b e a r i n g  on i n d i v i d u a l  conformance  t o  o r g a n i z a t i o n a l  s t a n d a r d s  o f  
c o n d u c t  w h i l e  C h i l d  (1973a)  found t h a t  s t r u c t u r i n g  o f  work a c t i v i t i e s  is 
p o s i t i v e l y  a s s o c i a t e d  w i t h  employee-management c o n f l i c t ,  b u t  n o t  a s s o c i a t e d  
w i t h  confo rming  b e h a v i o r .  Conce rn ing  employee s a t i s f a c t i o n ,  Aiken and Hage 
(1971) and  Dewar and Werbel  (1979 )  o b s e r v e d  t h a t  s a t i s f a c t i o n  and commitment 



d e c r e a s e d  a s  f o r m a l i z a t i o n  i n c r e a s e d ,  w h i l e  Baumler (1971) found t h a t  w r i t t e n  
r u l e s  and p o l i c i e s  have a n e g a t i v e  r e l a t i o n s h i p  to o r g a n i z a t i o n a l  commitment. 

What do t h e s e  f i n d i n g s  s u g g e s t  f o r  p o l i c e  management? E s s e n t i a l l y ,  i t  
a p p e a r s  t h a t  w r i t t e n  r u l e s  and p o l i c i e s  a r e  l i k e l y  t o  induce a  n e g a t i v e  
response  from employees,  a l t h o u g h  it has  been shown t h a t  e f f e c t j v e  t r a i n i n g  i n  
r u l e s  o f  conduct  and s u p e r v i s o r y  e x p l a n a t i o n s  o f  t h e  r e a s o n s  f o r  s p e c i f i c  
r u l e s  enhance p o l i c e  o f f i c e r  accep tance  o f  such r u l e s  (Macfar lane and C r s s b y ,  
1 9 7 6 ) .  C e r t a i n l y  t h e  f a c t  t h a t  many p o l i c e  a g e n c i e s  do a  less t h a n  a d e q u a t e  
job  i n  s t a n d a r d i z i n g  t h e  development o f  r u l e s  and p r o c e d u r e s ,  t r a i n i n g  
employees i n  management e x p e c t a t i o n s ,  and a s s u r i n g  t h a t  a l l  a f f e c t e d  p e r s o n n e l  
r e c e i v e  c o p i e s  o f  p e r t i n e n t  d i r e c t i v e s  ( I n t e r n a t i o n a l  A s s o c i a t i o n  of C h i e f s  o f  
P o l i c e ,  19761, i n h i b i t s  t h e  l i k e l y  accep tance  o f  w r i t t e n  r u l e s .  It may be,  
however, t h a t  p o l i c e  o f f i c e r s  a r e  n o t  l i k e l y  to view w r i t t e n  r u l e s  and 
p r o c e d u r e s  f a v o r a b l y  r e g a r d l e s s  o f  what a c t i o n s  management t a k e s  t o  promote 
s u c c e s s f u l  implementat ion o f  such r u l e s .  Fur thermore,  t h e  i n h e r e n t  
v a r i a b i l i t y  i n  day-to-day t a s k s  i n  t h e  p o l i c e  occupa t ion  minimizes  t h e  
p o s s i b i l i t y  o f  s u c c e s s f u l  adop t ion  even i f  employees were to view r u l e s  and 
p o l i c i e s  f a v o r a b l y .  

I n  s h o r t ,  t h e  management and o r g a n i z a t i o n  a t t r i b u t e s  a s s o c i a t e d  w i t h  
a d o p t i o n  o f ,  o r  d e c r e a s i n g  r e l i a n c e  on, f o r m a l i z e d / w r i t t e n  r u l e s ,  as w e l l  a s  
t h e  a p p a r e n t  consequences  of t h e  u t i l i z a t i o n  o f  such r u l e s ,  can be d e p i c t e d  
g r a p h i c a l l y  a s  is shown i n  F i g u r e  12.  

F i g u r e  12 
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The p o s i t i n g  o f  t h e s e  r e l a t i o n s h i p s  by no  means s u g g e s t s  t h a t  
a d d i t i o n a l  r e s e a r c h  is n o t  n e c e s s a r y  t o  c o n f i r m  t h e s e  r e l a t i o n s h i p s .  C e r t a i n  
o f  t h e s e  r e l a t i o n s h i p s  s h o u l d  be  t e s t e d  i n  t h e  p o l i c e  env i ronmen t .  Such t e s t s  
s h o u l d  pay  c o n s i d e r a b l e  heed  to t h e  o p e r a t i o n a l i z a t i o n  o f  key  v a r i a b l e s ,  such  
as  employee  s a t i s f a c t i o n  and pe r fo rmance .  B e f o r e  d e f i n i t i v e  s t a t e m e n t s  
r e g a r d i n g  t h e s e  r e l a t i o n s h i p s  a s  a p p l i e d  to p o l i c i n g  c a n  be s e t  f o r t h ,  
r e s e a r c h  shou1.d be c o n d u c t e d  which c o n c u r r e n t l y  measu res  o t h e r  o r g a n i z a t i o n a l  
and  m a n a g e r i a l  v a r i a b l e s  which may have  a n  e f f e c t  on s a t i s f a c t i o n  and 
pe r fo rmance .  S t u d i e s  which i n c o r p o r a t e  m u l t i v a r i a t e  m e a s u r e s  o f  t h e s e  
v a r i a b l e s  such  a s  t h e  s t u d y  by C h i l d  (1973a)  a r e  needed to h e l p  c o n f i r m  t h e s e  
r e l a t i o n s h i p s .  

F u r t h e r ,  t h e  r e l a t i o n s h i p  r e g a r d i n g  a d o p t i o n  o f  w r i t t e n  r u l e s  and 
p e r f o r m a n c e  is  l a r g e l y  b a s e d  on s t u d i e s  which o p e r a t i o n a l i z e  pe r fo rmance  a s  
c o n f o r m i t y  t o  r u l e s  and p r o c e d u r e s .  The q u e s t i o n  o f  whether  o r  n o t  
f o r m a l i z e d / w r i t t e n  r u l e s  have  any b e a r i n g  on o p e r a t i n g  e f f e c t i v e n e s s  or 
e f f i c i e n c y  c a n n o t  r e a l l y  b e  answered by t h i s  r e s e a r c h .  Those s t u d i e s  
s u g g e s t i n g  t h a t  w r i t t e n  r u l e s  have no r e l a t i o n s h i p  t o  c o n t r o l  o f  p o l i c e  
d i s c r e t i o n  ( O ' N e i l l ,  1974 ;  Sykes  and C l a r k ,  1975;  Bos ton  U n i v e r s i t y  C e n t e r  f o r  
C r i m i n a l  J u s t i c e ,  1978)  a t  f i r s t  g l a n c e  imply t h a t  r u l e s  and p o l i c i e s  have  
r e l a t i o n s h i p  to o p e r a t i n g  e f f e c t i v e n e s s .  I t  may n o t  be p o s s i b l e ,  however,  t o  
i n f e r  f rom t h e s e  s t u d i e s  t h a t  pe r fo rmance  is n o t  a f f e c t e d .  To do  s o  would b e  
t o  i n f e r  t h a t  c o n t r o l  o f  d i s c r e t i o n  p r o d u c e s  o p e r a t i n g  e f f e c t i v e n e s s .  T h i s  
c o n c e p t u a l  l i n k a g e  c a n n o t  b e  s u p p o r t e d  from t h e  r e s e a r c h  r ev iewed  f o r  t h i s  
s t u d y .  

H i e r a r c h i c a l  L e v e l s .  C l a s s i c  o r g a n i z a t i o n a l  t h e o r y  s u g g e s t s  t h a t  
management c a n  b e t t e r  a s s u r e  c o n t r o l  and c o o r d i n a t i o n  o f  t h e  o r g a n i z a t i o n  i f  
it s t r u c t u r e s  t h e  e n t e r p r i s e  so t h a t  l i n e s  o f  a u t h o r i t y  f o l l o w  t h e  c h a i n  of 
command r a n g i n g  f rom t h e  u l t i m a t e  a u t h o r i t y  a t  t h e  head o f  t h e  o r g a n i z a t i o n  to  
t h e  l o w e s t  r a n k s  ( F a y o l ,  1949) . Fol lowing  t h i s  p r i n c i p l e  and t h a t  o f  " u n i t y  
o f  command" ( F a y o l ,  1949) , o r g a n i z a t i o n s  have tended to  i n s t i t u t i o n a l i z e  
h i e r a r c h i c a l  management s t r u c t u r e s  to c o n t r o l  b e t t e r  and c o o r d i n a t e  t h e  day-
to-day a c t i v i t i e s  o f  t h e  o r g a n i z a t i o n .  S p e c i a l i z a t i o n  o f  t a s k s  and 
d e p a r t m e n t a l i z a t i o n  o f  f u n c t i o n a l  a c t i v i t i e s  a c t  to f l a t t e n  t h e  o r g a n i z a t i o n  
s t r u c t u r e  (Flushing,  1967;  Meyer , 1968) . However, l i n e s  o f  a u t h o r i t y  w i t h i n  
d i f f e r i e n t i a t e d  work u n i t s  n o r m a l l y  f o l l o w  t h e  same p r i n c i p l e s  a s s o c i a t e d  w i t h  
h i e r a r c h i c a l  c o n t r o l  and c o o r d i n a t i o n .  

P o l i c e  a g e n c i e s  have  been  t r a d i t i o n a l l y  s t r u c t u r e d  h i e r a r c h i c a l l y  w i t h  
communica t ion  p a t t e r n s  and dec i s ion -mak ing  d i c t a t e d  by t h e  c h a i n  o f  command 
(McNamara, 1967 ;  R e i s s ,  1971 ;  S a n d l e r  and Min tz ,  1974 ; Reams, Kuykenda l l ,  and 

B r u n s ,  1975;  Guyot ,  1979;  Shanahan,  Hunger ,  and Wheelan,  1 9 7 9 ) .  T h i s  form o f  
o r g a n i z a t i o n a l  s t r u c t u r e  was a d o p t e d  p r i m a r i l y  t o  m o b i l i z e  t h e  p o l i c e  f o r  
s w i f t  a c t i o n  and dec i s ion -mak ing  when f a c i n g  emergency and c r i s i s  s i t u a t i o n s  
( S a n d l e r  and  Min tz ,  1 9 7 4 ) .  T h i s  model a l s o  h a s  been  i n s t i t u t i o n a l i z e d  to  
a c h i e v e  g r e a t e r  c o n t r o l  o v e r  p o l i c e  i n t e r a c t i o n s  w i t h  t h e  community, t h u s  
l i m i t i n g  d i s c r e t i o n  and t h e  l i k e l i h o o d  o f  c o r r u p t i o n ,  Changes  i n  t h e  p o l i c e  



" o p e r a t i o n a l  s t y l e "  from a "watchmann s t y l e  o f  p o l i c i n g  t o  a " l e g a l i s t i c n  
s t y l e  o f t e n  fo re shadow a  movement toward  i n c r e a s e d  h i e r a r c h i c a l  s t r u c t u r e s  
(Wilson ,  1968 ;  F e r d i n a n d ,  1 9 7 6 ) .  

What i m p l i c a t i o n s  d o e s  t h i s  r e l i a n c e  on  h i e r a r c h i c a l  s t r u c t u r e s  have  
f o r  t h e  o p e r a t i o n  and management o f  t h e  p o l i c e  o r g a n i z a t i o n  and what  
i n f l u e n c e s  d o  s u c h  s t r u c t u r e s  have  on t h e  i n f o r m a l  o r q a n i z a t i o n ?  I n  a d d i t i o n ,  
what  f a c t o r s  i n  t h e  p o l i c e  working  env i ronmen t  t e n d  to  f o s t e r  t h e  a d o p t i o n  and 
r e t e n t i o n  o f  h i e r a r c h i c a l  c o n t r o l  sys t ems?  These  i n q u i r i e s  were r a i s e ?  i n  
c o n d u c t i n g  a  r e v i e w  o f  t h e  e m p i r i c a l  r e s e a r c h  on t h i s  s u b j e c t .  

The d y s f u n c t i o n s  s f  t h e  h i e r a r c h i c a l ,  command b u r e a u c r a c y  i n  p o l i c i n g  
have  been  acknowledged by s e v e r a l  o b s e r v e r s  o f  p o l i c e  w o r k  (see, f o r  example ,  
Van Maanen, 1972;  R u b i n s t e i n ,  1973;  I n t e r n a t i o n a l  A s s o c i a t i o n  o f  C h i e f s  o f  
P o l i c e ,  1976) . These  r e s e a r c h e r s  deduced t h e i r  f i n d i n g s  from o b s e r v a t i o n s  o f  
p o l i c e  a g e n c i e s  and s u g g e s t  t h a t  such  a form o f  o r g a n i z a t i o n  p r o m o t e s  
a r b i t r a r y  and i n c o n s i s t e n t  d i s c i p l i n e ,  advancement  b a s e d  on d e f e r e n c e  to rank  
and f o r m a l  r u l e s  and p r o c e d u r e s  ( R u b i n s t e i n ,  1 9 7 3 ) ,  and a  confo rmance  to 
a u t h o r i t y  syndrome "where o f f i c e r s  l e a r n  t h a t  t h e i r  f u t u r e  is b a s e d  to  a g r e a t  
e x t e n t  on a n  u n q u e s t i o n i n g  c o n f o r m i t y  to t h e  o r g a n i z a t i o n a l  s y s t e m  (Van 
Maanen, 1 9 7 2 ) .  T h i s  e t h o s  is  f u r t h e r e d  by t h e  s o c i a l i z a t i o n  p r o c e s s  e v i d e n t  
i n  p o l i c i n g  w h e r e i n  police r e c r u i t s  a r e  i n d o c t r i n a t e d  i n t o  t h e  p o l i c e  c u l t u r e  
(see, f o r  example ,  S k o l n i c k ,  1966 ;  N i e d e r h o f f e  1967 ;  Wi l son ,  1968 ;  B a y l e y  
and Mendelsohn,  1969;  Genz and L e s t e r ,  1976)  .-3 9 7 '  

The b u r e a u c r a t i c  mode 1, moreover , h a s  been  c o r r e l a t e d  w i t h  l o w  p o l i c e  
o f f i c e r  p e r c e p t i o n s  o f  role pe r fo rmance  an? o r g a n i z a t i o n a l  e f f e c t i v e n e s s  
( H a r r i s o n ,  1975) . T h i s  e x p l o r a t o r y  s t u d y ,  a l t h o u g h  s u g g e s t i v e  o f  a 
r e l a t i o n s h i p  between h i e r a r c h y  and e f f e c t i v e n e s s ,  c a n n o t  he i n t e r p r e t e d  a s  a 
j u s t i f i c a t i o n  f o r  abandonment o f  t h e  h i e r a r c h i c a l  s t r u c t u r e .  N e v e r t h e l e s s ,  i t  
d o e s  when t a k e n  i n  c o n j u n c t i o n  w i t h  o t h e r  o b s e r v a t i o n s  on t h e  b u r e a u c r a t i c ,  
h i e r a r c h i c a l  model ,  i n d i c a t e  t h a t  s u c h  a  sys t em is d y s f u n c t i o n a l .  

I n t e r e s t i n g l y ,  a n o t h e r  s t r e a m  i n  t h e  l i t e r a t u r e  s u g g e s t s  t h a t  t h e  
" p o l i c e  p e r s o n a l i t y "  (Rokeach,  Miller, and S n y d e r ,  1971;  B e n n e t t  and  
G r e e n s t e i n ,  1975 ;  Lefkowi z ,  1975)  f o s t e r s  and e n c o u r a g e s  t h e  r e l i a n c e  on 
h i e r a r c h i c a l  s t r u c t u r e s . -40r Whether t h i s  t endency  i s  due  t o  t h e  s o c i a l i z a t i o n  
p r o c e s s ,  o r  t o  i n h e r e n t  p e r s o n a l i t y  a t t r i b u t e s  i n  p o l i c e  o f f i c e r s ,  it 
i n d i c a t e s  t h a t  t h e  p o l i c e  p r e f e r  a h i g h l y  s t r u c t u r e d  management s y s t e m  

39I ~ u r t h e r  i n f o r m a t i o n  on t h i s  s u b j e c t  is p r e s e n t e d  i n  C h a p t e r  IV: 
I n t e r n a l  S t r u c t u r a l  D i f f e r e n t i a t i o n .  

s / ~ h e topic o f  t h e  " p o l i c e  p e r s o n a l i t y "  i s  examined i n  d e p t h  i n  
C h a p t e r  VI:  I n f o r m a l  O r g a n i z a t i o n  S t r u c t u r e s .  



(Trojanowicz,  1971; L e i r e u ,  1973) and t h a t  t h e y  d e s i r e  s t a n d a r d s  of conduc t  
c l o s e l y  monitored by management and more s t r i n g e n t  than  t h o s e  developed f o r  
o t h e r  governmental  employees o r  t h e  c i t i z e n r y  a t  l a r g e  (Macfar lane and Crosby,  
1 9 7 6 ) ,  

Th i s  somewhat c o n f l i c t i n g  t r e n d  i n  t h e  l i t e r a t u r e  r a i s e s  st i l l  f u r t h e r  
r e s e a r c h  q u e s t i o n s  a b o u t  t h e  h i e r a r c h i c a l  s t r u c t u r e  of p o l i c e  a g e n c i e s .  One 
is l e f t  wi th  t h e  impress ion  t h a t  a l t h o u g h  t h e  p o l i c e  d e s i r e  a r i g i d ,  
h i e r a r c h i c a l  s t r u c t u r e  where l i n e s  o f  r e p o r t i n g  r e l a t i o n s h i p s  a r e  c l e a r l y  
drawn, t h e  a c t u a l  a p p l i c a t i o n  o f  such a s t r u c t u r e  l e a v e s  much t o  be d e s i r e d  
and f o s t e r s  d i s s a t i s f a c t i o n .  Although t h i s  d e d u c t i o n  has  been impl ied th rough  
t h e  r e s e a r c h  a l l u d e d  to above,  t h e r e  is l i t t l e  e m p i r i c a l  ev idence  t o  
s u b s t a n t i a t e  t h i s  r e l a t i o n s h i p .  No r e s e a r c h  s t u d i e s  cou ld  be i d e n t i f i e d  i n  
t h i s  s tudy  which c a r e f u l l y  com a  ed t h e  b u r e a u c r a t i c ,  h i e r a r c h i c a l  s t r u c t u r e  
to o t h e r  o r g a n i z a t i o n a l  models .-Flf 

The g e n e r a l  management l i t e r a t u r e  p r o v i d e s  some i n s i g h t  i n t o  
i n t e r p r e t i o n s  o f  t h e  i m p l i c a t i o n s  o f  h i e r a r c h i c a l  s t r u c t u r e s  f o r  p o l i c i n g .  
T h i s  l i t e r a t u r e  a l s o  i n d i c a t e s  t h a t  v a r i a b i l i t y  o f  t a s k s  is a s s o c i a t e d  wi th  
h i e r a r c h i c a l  s t r u c t u r e s  (Stinchcombe, 1959) and s u g g e s t s  t h a t  such management 
and o r g a n i z a t i o n a l  s t y l e s  a r e  more l i k e l y  t o  be found i n  l a r g e  a s  opposed t o  
s m a l l  a g e n c i e s  (Meyer, 1968; Blau and Schoenber r ,  1971) . A s  was t h e  c a s e  f o r  
t h e  p o l i c e  l i t e r a t u r e ,  t h i s  r e s e a r c h  demons t ra tes  t h a t  h i e r a r c h i c a l  s t r u c t u r e s  
a r e  e i t h e r  non- re la ted  o r  n e g a t i v e l y  a s s o c i a t e d  w i t h  i n d i v i d u a l  s a t i s f a c t i o n  
(Enge l ,  1970; C a r p e n t e r ,  1971; Ivancevich and Donnel ly ,  1975) and n e g a t i v e l y  
r e l a t e d  to adopt ion  o f  i n n o v a t i o n s  ( I v a n c e v i c h  and Donnel ly  , 1975) . F u r t h e r ,  
h i e r a r c h i c a l  s t r u c t u r e s  may a c t u a l l y  i n h i b i t  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  
( B r i d g e s ,  Doyle,  and Mahan, 1968; Fouraker  and S t o p f o r d ,  1968) .  

These s t u d i e s  a t  f i r s t  g l a n c e  do n o t  i n d i c a t e  many p o s i t i v e  b e n e f i t s  
of t h e  c l a s s i c ,  h i e r a r c h i c a l  s t r u c t u r e .  Is t h i s  o b s e r v a t i o n  t r u e ,  however, 
f o r  a l l  o r g a n i z a t i o n s ?  A s  sugges ted  by P a r s o n s  ( 1 9 6 0 ) ,  t h e r e  a r e  t w o  t y p e s  of 
a u t h o r i t y  i n  o r g a n i z a t i o n s :  p r o f e s s i o n a l  and b u r e a u c r a t i c .  P r o f e s s i o n a l  
o r g a n i z a t i o n s ,  or  t h o s e  w i t h  a  d i v e r s e  t a s k  s t r u c t u r e ,  r e l y  on r a t i o n a l  
performance of t h e  work f o r c e  and s e l f  enforced  c o n t r o l  (Stincornbe, 1 9 5 9 ) .  
B u r e a u c r a t i c  o r g a n i z a t i o n s ,  on t h e  o t h e r  hand, r e l y  on h i e r a r c h i c a l  a u t h o r i t y  
to r a t i o n a l l y  o r g a n i z e  and c o o r d i n a t e  work i n  mass p r o d u c t i o n  environments .  
A s  demonstra ted by Udy (1959) i n  a  s t u d y  of o r g a n i z a t i o n  o f  p r o d u c t i o n  i n  150 
n o n - i n d u s t r i a l i z e d  s o c i e t i e s ,  e x p e r t n e s s  ( a s s o c i a t e d  wi th  p r o f e s s i o n a l  
a u t h o r i t y )  may not: be c o r r e l a t e d  wi th  bureaucracy ,  b u t  may be an a l t e r n a t i v e  

s / ~ h e  c o n c e p t  o f  t h e  d e c e n t r a l i z e d ,  d i s c r e t i o n a r y  model of p o l i c i n g  
h a s  been examined, bu t  n o t  i n  comparison t o  t h e  h i e r a r c h i ~ a l  s t r u c t u r a l  
model. See  t h e  sub-sec t ion  of t h i s  c h a p t e r  e n t i t l e d  "Concen t ra t  i o n  o f  
A u t h o r i t y "  for f u r t h e r  i n f  ormat ion.  



to bureaucracy .  H i s  s tudy  showing t h a t  e x p e r t  q u a l i f i c a t i o n s  i n  s p e c i a l i z e d  
tasks and f u n c t i o n s  a r e  n o t  a s s o c i a t e d  w i t h  b u r e a u c r a t i c  c o n t r o l s  g i v e s  
f u r t h e r  c redence  t o  t h e  n o t i o n  t h a t  advancing p r o f e s s i o n a l i s m  min imizes  t h e  
need f o r  h i e r a r c h i c a l  c o n t r o l .  

I n  app ly ing  t h i s  t o  p o l i c i n g ,  is  i t  p o s s i b l e  t h a t  p o l i c e  o f f i c e r s  
v iewing themselves  a s  deve lop ing  p r o f e s s i o n a l s  c o n s i d e r  h i e r a r c h i c a l  
s t r u c t u r e s  t o  be a n t i t h e t i c a l  t o  pe r fo rmance?g '  T h i s  s e l f  p e r c e p t i o n  a l s o  
h e l p s  to e x p l a i n  t h e  tendency o f  p o l i c e  t o  e x p e c t  h igh  s t a n d a r d s  of c o n d u c t .  
P r o f e s s i o n a l s  who a r e  prone t o  c o n t r o l  t h e i r  own behavior  a r e  more a p t  t o  
e x p e c t  h i g h  s t a n d a r d s  o f  conduc t  from p r o f e s s i o n a l  p e e r s .  The oppos ing  t e n e t  
h e r e  is t h a t  those  p o l i c e  o f f i c e r s  who do n o t  c o n s i d e r  themse lves  a s  
p r o f e s s i o n a l s  may d e s i r e  h i e r a r c h i c a l  s t r u c t u r e s  t o  g u i d e  and c o n t r o l  everyday  
a c t i v i t y .  

The remaining i s s u e  o f  concern h e r e  is whether p o l i c i n g  is  advanced 
enough a s  a p r o f e s s i o n  t o  i n c u l c a t e  management sys tems  s t r e s s i n g  p r o f e s s i o n a l  
a u t h o r i t y .  Perhaps  p o l i c i n g  is i n  a s t a g e  where developing t e c h n i c a l  
e x p e r t i s e  is moving t h e  o r g a n i z a t i o n  away from h i e r a r c h i c a l  s t r u c t u r e  and t h a t  
g r e a t e r  t e c h n i c a l  e x p e r t i s e ,  a s  sugges ted  by Udy ( 1 9 5 9 ) ,  is a f o r e r u n n e r  of 
p r o f e s s i o n a l i s m .  

I n  summary, t h e  f i n d i n g s  o f  r e s e a r c h e r s  can be d e p i c t e d  g r a p h i c a l l y ,  
a s  i n  F i g u r e  13 ,  f o c u s i n g  on t h e  c o n c e p t s  o f  p r o f e s s i o n a l i s m  and d i v i s i o n  of 
l a b o r .  O r g a n i z a t i o n s  w i t h  a h igh degree  o f  p r o f e s s i o n a l i s m  and g r e a t e r  
d i v i s i o n  of l a b o r  w i l l  e x p e r i e n c e  d i f f i c u l t y  i n  r e l y i n g  on h i e r a r c h i c a l  
a u t h o r i t y  t o  c o n t r o l  b e h a v i o r .  A l t e r n a t i v e l y ,  t h o s e  o r g a n i z a t i o n s  w i t h  less 
t e c h n i c a l  e x p e r t i s e  among f u n c t i o n s  w i l l  n o t  e x p e r i e n c e  a s  much d i senchan tment  
among employees wi th  h i e r a r c h i c a l  s t r u c t u r e s .  

Span of C o n t r o l ;  Manager R a t i o .  A t h i r d  v a r i a b l e  i n c l u d e d  i n  t h i s  
s u b - c l u s t e r  t o p i c a l  a r e a  is Span of  C o n t r o l ;  Manager R a t i o .  T h i s  v a r i a b l e  
a d d r e s s e s  t h e  s u b j e c t  o f  t h e  number of s u b o r d i n a t e s  r e s p o n s i b l e  t o  any one 
manager and i n  s o  doing f a c i l i t a t e s  a  c o n s i d e r a t i o n  o f  what r a m i f i c a t i o n s  f o r  
t h e  b roader  o r g a n i z a t i o n  a r e  c r e a t e d  through v a r i a t i o n s  i n  t h i s  r a t i o .  
C l a s s i c  o r g a n i z a t i o n a l  t h e o r y  d i c t a t e s  t h a t  any manager can o n l y  d i r e c t  a 
l i m i t e d  number o f  p e r s o n s .  The manager must then  depend on t h e s e  s u b o r d i n a t e s  
to d i r e c t  o t h e r s ,  and t h e n  on t h e s e  employees t o  d i r e c t  s t i l l  o t h e r s  ( s e e ,  f o r  
example ,  Gul ick and Urwick, 1 9 3 7 ) .  V a r i e t i e s  i n  o r g a n i z a t i o n a l  t a s k  and g o a l  

g ~ u r t h e r  d i s c u s s i o n s  concerning p r o f e s s i o n a l i s m  i n  p o l i c i n g  a r e  
p r e s e n t e d  i n  Chapter  IV:  I n t e r n a l  S t r u c t u r a l  D i f f e r e n t i a t i o n .  
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I n  Complex O r g a n i z a t i o n s  Where P r o f e s s i u n a l i a m  is Advanced: 


Employee - S a t i s f a c t i o n  ! 
1 H i e r a r c h i c a l  

S t r u c t u r e  

Adoption o f  
I n n o v a t i o n s  I 

I n  Less Complex O r g a n i z a t i o n s  Where P r o f e s s i o n a l i s m  is 
n o t  Advanced: 

Employee 
S a t i s f a c t i o n  

H i e r a r c h i c a l  

S t r u c t u r e  


Employee 
Commitment 

s t r u c t u r e  impact t h e  a p p r o p r i a t e  span o f  c o n t r o l .  Two key f a c t o r s  which 
i n f l u e n c e  t h i s  v a r i a b l e  a r e  t h e  t e c h n i c a l  s k i l l  l e v e l s  and t h e  p h y s i c a l  
p r o x i m i t y  of t h e  work f o r c e .  As s t a t e d  by Gul ick and U r w i c k  (1937:7):  

Where t h e  w o r k  is of r o u t i n e ,  r e p e t i t i v e ,  measurable ,  and 
homogeneous c h a r a c t e r ,  one man can perhaps  d i r e c t  s e v e r a l  
s c o r e  workers.  T h i s  is  p a r t i c u l a r l y  t r u e  when t h e  workers  
are a l l  i n  a s i n g l e  room. Where t h e  work is  d i v e r s i f i e d ,  
q u a l i t a t i v e ,  and p a r t i c u l a r l y  when t h e  workers a r e  
s c a t t e r e d ,  one man can s u p e r v i s e  on ly  a few. 

T h i s  p r i n c i p l e  h a s  been a p p l i e d  t o  covtemporary w r i t i n g s  on p o l i c e  
a d m i n i s t r a t i o n  ( s e e ,  f o r  example,  ld i lson and McLaren, 1 9 7 2 :68-70) . Genera l  
management t h e o r y  has  been i n c o r p o r a t e d  i n  such w r  i t i n g s  i n d i c a t i n g  t h a t  t h e  
span of c o n t r o l  may vary  f o r  e x e c u t i v e  ~ ? s i t i s n s ,  such a s  t h e  o f f i c e  of Chief  



o f  P o l i c e  and o t h e r  d i v i s i o n  c h i e f s ,  where t h e  span o f  c o n t r o l  more t h a n  
l i k e l y  w i l l  be smal l  t o  o p e r a t i n g  u n i t s  where s i m i l a r i t y  i n  work t a s k s  p e r m i t s  
a l a r g e r  span o f  c o n t r o l .  

Research f o r  t h i s  s t u d y  on p o l i c e  management d i d  n o t  r e v e a l  any 
s t u d i e s  on span of c o n t r o l ;  manager r a t i o .  T h i s  is n o t  t o  conclude t h a t  such 
r e s e a r c h  h a s  n o t  been performed,  o n l y  t h a t  r e s u l t s  o f  any such r e s e a r c h  d i d  
n o t  appear  i n  t h e  t a r g e t  j o u r n a l s  reviewed f o r  t h i s  s t u d y  and, i n  a d d i t i o n ,  
were n o t  c i t e d  i n  any such j o u r n a l  a r t i c l e s .  Thus any c o n c l u s i o n s  t o  be 
d e r i v e d  r e l a t i v e  t o  t h e  e f f e c t s  o f  v a r i a t i o n s  i n  t h e  span o f  c o n t r o l  must  be 
deduced from t h e  g e n e r a l  management l i t e r a t u r e .  

A s t u d y  by Blankenship  and M i l e s  (1968) i n d i c a t e s  t h a t  a l a r g e r  span 
o f  c o n t r o l  is l i k e l y  to be found i n  o r g a n i z a t i o n s  where a u t h o r i t y  is  
c o n c e n t r a t e d  o r  c e n t r a l i z e d .  O r g a n i z a t i o n a l  s i z e  does  n o t  appear  t o  be a 
d e t e r m i n a n t  of t h e  span o f  c o n t r o l  ( I n d i k ,  1 9 6 4 ) .  D i v i s i o n  o f  l a b o r ,  however, 
is shown t o  be such a  d e t e r m i n a n t .  A s  shown by Blau and Schoenherr  ( 1 9 7 1 ) ,  
i n c r e a s e s  i n  f u n c t i o n a l  and d e p a r t m e n t a l  s p e c i a l i z a t i o n  may be accompanied by 
a  s m a l l e r  span o f  c o n t r o l .  T h i s  a p p e a r s  q u i t e  l o g i c a l  s i n c e  g r e a t e r  
s p e c i a l i z a t i o n  o f  t a s k s  w i l l  l i k e l y  produce t h e  need f o r  more s u p e r v i s o r s  t o  
d i r e c t  such  s p e c i a l i z e d  tasks. A s  p o i n t e d  o u t  e a r l i e r  i n  t h i s  r e p o r t ,  
however, o r g a n i z a t i o n  s i z e  and s t r u c t u r a l  d i f f e r e n t i a t i o n  a r e  p o s i t i v e l y  
c o r r e l a t e d ,  t h u s  l a r g e r  o r g a n i z a t i o n s  wi th  g r e  t e r  s p e c i a l i z a t i o n  o f  t a s k s  a r e  
l i k e l y  to e x h i b i t  a  s m a l l e r  span o f  control .-  4 37 

D i v i s i o n  o f  l a b o r  may, i n  f a c t ,  be an i n t e r v e n i n g  f a c t o r  h e r e .  Where 
d i v i s i o n  o f  l a b o r  is  low and c o n c e n t r a t i o n  o f  a u t h o r i t y  is h igh ,  t h e  span of 
c o n t r o l  w i l l  l i k e l y  be high.  The p o s i t i v e  r e l a t i o n s h i p  between c o n c e n t r a t i o n  
o f  a u t h o r i t y  and h i e r a r c h i c a l  l e v e l s  a s  a l l u d e d  t o  e a r l i e r  (Hage and Aiken,  
1967) a l s o  s u g g e s t s  t h a t  t h i s  r e l a t i o n s h i p  may ho ld  f o r  managers i n  h i g h l y  
s t r u c t u r e d  o r g a n i z a t i o n s  w i t h  c e n t r a l i z e d  decision-making a u t h o r i t y .  Such 
o r g a n i z a t i o n s  may be less l i k e l y  t o  p l a c e  a s  g r e a t  a number o f  managers and 
s u p e r v i s o r s  i n  work u n i t s  f u r t h e r  down t h e  c h a i n  o f  command. A l a r g e  degree  
o f  d i v i s i o n  of l a b o r ,  however, may c o u n t e r a c t  t h i s  e f f e c t  even i f  a u t h o r i t y  i s  
c o n c e n t r a t e d .  S u p e r v i s o r s  i n  such o r g a n i z a t i o n s  may be h e l d  r e s p o n s i b l e  f o r  
a s s u r i n g  t h a t  work is performed accord ing  t o  management e x p e c t a t i o n s  b u t  may 
n o t  be g i v e n  much a u t h o r i t y  i n  t h e  management p r o c e s s .  These r e l a t i o n s h i p s  
a r e  sugges ted  by t h e  a v a i l a b l e  r e s e a r c h  reviewed f o r  t h i s  s tudy .  However, t h e  
small number o f  s t u d i e s  reviewed p r e c l u d e s  developing e x p l i c i t  p r o p o s i t i o n s  
f o r  t h i s  review of  span o f  c o n t r o l ;  manager r a t i o .  

How can t h e s e  r e l a t i o n s h i p s  be a p p l i e d  to p o l i c e  management and 

z / ~ h i s  r e l a t i o n s h i p  is addressed  i n  dep th  i n  Chapter  111: Complexity 
of Goal and Task S t r u c t u r e .  



a d m i n i s t r a t i o n ?  I t  can be i n f e r r e d  t h a t  d i v i s i o n  of l a b o r  i n  p o l i c i n g  may 
have an impact on t h e  span o f  c o n t r o l  i n  p o l i c e  a g e n c i e s ,  A g r e a t e r  d e g r e e  o f  
s p e c i a l i z a t i o n  and hence d i f f e r e n t i a t i o n  i n  t h e  s t r u c t u r e  o f  p o l i c e  
o r g a n i z a t i o n s  may g e n e r a t e  t h e  need f o r  more s u p e r v i s o r s ,  I n  t h e  c o n t e x t  o f  
p o l i c e  o r g a n i z a t i o n s ,  t h i s  can app ly  to s p e c i a l i z e d  f u n c t i o n s  such  a s  
i n v e s t i g a t i o n s ,  c r ime  p r e v e n t i o n ,  p l a n n i n g  and r e s e a r c h ,  community r e l a t i o n s ,  
o r  t a c t i c a l  o p e r a t i o n s .  The i n t e r e s t i n g  q u e s t i o n  which remains,  however, is 
how does  such s p e c i a l i z a t i o n  a f f e c t  t h e  span of c o n t r o l  i n  o t h e r  o p e r a t i o n a l  
f u n c t i o n s ,  s p e c  i f  i c a l l y  p a t r o l ?  Does t h e  need f o r  more s u p e r v i s o r s  i n  
s p e c i a l i z e d  f u n c t i o n s  mean t h a t  t h e  span o f  c o n t r o l  i n  p a t r o l  w i l l  i n c r e a s e ,  
o r  a r e  more s u p e r v i s o r s  promoted from t h e  ranks  t o  f i l l  t h e  s u p e r v i s o r y  
v a c a n c i e s ?  Th is  q u e s t i o n  cannot  be answered based on a v a i l a b l e  r e s e a r c h  
reviewed f o r  t h i s  s t u d y  bu t  would be an i n t e r e s t i n g  s u b j e c t  f o r  f u r t h e r  
r e s e a r c h .  

A d m i n i s t r a t i v e  S t a f f  and Communication. The t h i r d  v a r i a b l e  i n c l u d e d  
i n  t h i s  c l u s t e r  is A d m i n i s t r a t i v e  S t a f f  and Communication. C l a s s i c  
o r g a n i z a t i o n  t h e o r y  s u g g e s t s  t h a t  a s  o r g a n i z a t i o n s  become d i v e r s i f i e d  they  
tend t o  adop t  more f u n c t i o n a l  s p e c i a l t i e s ,  t h u s  n e c e s s i t a t i n g  f u n c t i o n a l  
s u p e r v i s i o n  ( s e e ,  f o r  example, Fayo l ,  1 9 4 9 ) .  The o p p o s i t e  tendency i s  f o r  
t h o s e  o r g a n i z a t i o n s  w i t h  a  s m a l l e r  number of s p e c i a l i z e d  u n i t s  t o  c r e a t e  a 
g r e a t e r  number o f  s t a f f  s u p p o r t  p o s i t i o n s  to respond t o  v a r i a t i o n s  i n  workload 
needs  and t a s k s  ( K l a t z k y ,  1970; C h i l d  1 9 7 3 ~ ) .  S i z e  o f  o r g a n i z a t i o n  is n o t  a s  
c r i t i ca l  t o  t h i s  v a r i a t i o n  i n  use o f  a d m i n i s t r a t i v e  s t a f f  a s  is  d i v i s i o n  o f  
l a b o r  (Klatzky , 1970), a l t h o u g h  t h e  high c o r r e l a t i o n  between s i z e  and d i v i s i o n  
o f  l a b o r  o f t e n  w i l l  sugges t  t h a t  
a d m i n i s t r a t i v e  s t a f f  conf igura t ions . -  44/ 

b o t h  a r e  c r i t i c a l  d e t e r m i n a n t s  of 

The n a t u r e  o f  t h i s  c o n f i g u r a t i o n - - t h a t  is, r e l y i n g  on a l a r g e  c a d r e  o f  
managers and s u p e r v i s o r s  o r  i n s t i t u t i n g  a l a r g e  number of s t a f f  s u p p o r t  
p o s i t i o n s - - w i l l  i n v a r i a b l y  a f f e c t  t h e  communication p r o c e s s  i n  
o r g a n i z a t i o n s .  A s u b s t a n t i a l  i n c r e a s e  i n  t h e  number o f  management l a y e r s  i n  a 
b u r e a u c r a t i c  s t r u c t u r e  i n c r e a s e s  t h e  l i k e l i h o o d  t h a t  communication from t o p  t o  
bottom, or v i c e  v e r s a ,  can be miscons t rued .  An o v e r r e l i a n c e  on s p e c i a l i z e d  
s t a f f  s u p p o r t  p o s i t i o n s  may produce t h e  same e f f e c t .  I n d i v i d u a l s  i n  such 
p o s i t i o n s  a r e  o f t e n  removed from t h e  c h a i n  o f  command and, t h e r e f o r e ,  a r e  n o t  
p a r t  o f  t h e  g e n e r a l  communication f low i n  t h e  o r g a n i z a t i o n .  

The p o l i c e  l i t e r a t u r e  sampled f o r  t h i s  s tudy  does  n o t  p r o v i d e  much 
knowledge concern ing  a d m i n i s t r a t i v e  s t a f f  s u p p o r t  c o n f i g u r a t i o n s .  Three  
s t u d i e s  on team p o l i c i n g  programs (Sherman, Mi l ton ,  and K e l l y ,  1973; D i m i e r i ,  
1976;  Schwartz and C l a r r e n ,  1977) shed some i n s i g h t  i n t o  t h e  impact o f  

%his  r e l a t i o n s h i p  is d i s c u s s e d  i n  f u r t h e r  d e t a i l  i n  Cbapt.er 111: 
Complexity o f  Goal and Task S t r u c t u r e .  



d e c e n t r a l i z a t i o n  o f  p o l i c e  s e r v i c e s  on a d m i n i s t r a t i v e  s t a f f  p o s i t i o n s .  
Schwartz  and C l a r r e n  (1977) s u g g e s t  t h a t  t h e  implementat ion of team p o l i c i n g  
i n  C i n c i n n a t i  g e n e r a t e d  t h e  need f o r  i n c r e a s e d  r e l i a n c e  on c e n t r a l i z e d  s u p p o r t  
s e r v i c e s  t o  a s s i s t  p a t r o l  o p e r a t i o n s  u n i t s  i n  performing t h e  v a r i e t y  o f  
enhanced t a s k s  i n t r o d u c e d  w i t h  team p o l i c i n g  (e .g . ,  r e f e r r a l s  a s  a l t e r n a t i v e s  
t o  a r r e s t ,  in fo rmat ion  g a t h e r i n g ,  budge ta ry  a n a l y s i s )  . Sherman, M i l t o n ,  and 
K e l l y  (1973) a l s o  i n d i c a t e d  t h a t  t h e r e  was an i n c r e a s e d  need f o r  such s e r v i c e s  
a l t h o u g h  a t  l e a s t  one o f  t h e s e  f u n c t i o n s  ( d i s p a t c h i n g )  a c t e d  to hamper team 
p o l i c i n g  programs i n  e i g h t  c i t i e s  (Sherman, Mi l ton ,  and K e l l y ,  1973:94) .  
These f i n d i n g s  a r e  n o t  u n l i k e  t h o s e  observed  by C h i l d  ( 1 9 7 3 ~ )  showing t h a t  
g e o g r a p h i c a l  d i s p e r s i o n  is p o s i t i v e l y  a s s o c i a t e d  wi th  i n c r e a s i n g  numbers o f  
s t a f f  s u p p o r t  p o s i t i o n s ,  

D e c e n t r a l i z a t i o n  under team p o l i c i n g  w i l l  l i k e l y  r e s u l t  i n  a l a r g e r  
a d m i n i s t r a t i v e  s u p p o r t  component, because  it g e n e r a t e s  a g r e a t e r  need f o r  
c e n t r a l i z e d  s u p p o r t  s e r v i c e s  and a g r e a t e r  need f o r  management p e r s o n n e l  t o  
c o o r d i n a t e  team e f f o r t s ,  a l t h o u g h  t h i s  may n o t  r e q u i r e  an i n c r e a s e  i n  t h e  
number o f  s u p e r v i s o r s .  I t  is l i k e l y ,  however, t h a t  t h i s  i n c r e a s e  may occur .  
A s  shown by Rushing ( 1 9 6 7 ) ,  i n c r e a s e d  problems o f  c o o r d i n a t i o n  i n  
o r g a n i z a t i o n s  t end  t o  be p o s i t i v e l y  a s s o c i a t e d  w i t h  more a d m i n i s t r a t i v e  
s t a f f .  Thus, it can be i n f e r r e d  t h a t  such a change i n  o p e r a t i o n s  w i l l  impact 
t h e  a d m i n i s t r a t i v e  s t a f f  c o n f i g u r a t i o n  i n  p o l i c i n g .  There w i l l  be an 
i n c r e a s e d  need f o r  mid- management t o  c o o r d i n a t e  a c t i v i t i e s  more t h a n  under 
p r e v i o u s  sys tems.  T h i s  is sugges ted  by Sherman, Mi l ton ,  and K e l l y  (1973:93) 
i n d i c a t i n g  t h a t  middle management m u s t  assume more of  a  " s u p p o r t "  r o l e  t o  team 
u n i t s  t h a n  a  d i r e c t  s u p e r v i s i o n  r o l e .  T h i s  would l e s s e n  t h e  need f o r  
s p e c i a l i z e d  s u p p o r t  s e r v i c e s .  

I t  a p p e a r s  then  t h a t  t h e  s p e c i f i c  r o l e s  assumed by managers and 
s u p p o r t  f u n c t i o n s  w i l l  de te rmine  t o  a g r e a t  e x t e n t  t h e  a t t e n d a n t  r e s u l t s  o f  
i n c r e a s e s  i n  management/administrative s t a f f .  One o f  t h e  c r i t i c a l  outcomes of 
such  an i n c r e a s e  may be an i n c r e a s e  i n  h i e r a r c h i c a l  a u t h o r i t y  and a  breakdown 
i n  communication w i t h i n  t h e  o r g a n i z a t i o n  (Meyer, 1968) . T h i s  may consequen t ly  
r e s t r i c t  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  (Ouchi,  1977) o r  i n h i b i t  t h e  a d o p t i o n  o f  
i n n o v a t i o n s  (Blau and McKinley, 1979). T h i s  is a  d y s f u n c t i o n  which shou ld  be 
avo ided ,  f o r  communication and feedback t o  employees is  e s s e n t i a l  f o r  employee 
s a t i s f a c t i o n  and commitment ( A s s a e l ,  1969; Brown, 1969; K l e i n ,  Krau t ,  and 
Wolfson,  1971; A l d e r f e r ,  Kaplan,  and Smith,  1 9 7 4 ) .  Such breakdowns u l t i m a t e l y  
may have r e s t r i c t e d  t h e  p o s s i b l e  b e n e f i t s  o f  team p o l i c i n g  programs wherein 
communication c h a n n e l s  were n o t  improved a s  expec ted  ( D i m i e r i ,  1976) . 

These f i n d i n g s  can be g r a p h i c a l l y  d e p i c t e d  a s  i n  F i g u r e  1 4  below. I t  
shou ld  be  p o i n t e d  o u t  t h a t  t h e  a c t u a l  c h a r a c t e r i z a t i o n  o f  t h e  management r o l e  
i s  n o t  i n c o r p o r a t e d  i n  t h i s  g r a p h i c  because  t h e  sampled l i t e r a t u r e  does  n o t  
n e c e s s a r i l y  demons t ra te  t h a t  some of  t h e  p i t f a l l s  o f  i n c r e a s e d  
administrative/managerial s t a f f  can be negated by a l t e r n a t i v e  management 



r o 1 e s . m  The r e l a t i o n s h i p s  c h a r a c t e r i z e d  i n  t h i s  f i g u r e  c e r t a i n l y  cou3.d be  
s u b j e c t e d  t o  t e s t i n q  i n  a  p o l i c e  env i ronmen t .  

F i g u r e  14  

RELATIONSHIPS OF ADMINISTRATIVE!/MANAGERIAI, 
STAFF TO OTHER ORGANIZATIONAL D I ~ S I O N S  

S a t i s f a c t i  

D i v i s i o n  o f  
Labor 

Adop t ion  o f  
I n n o v a t i o n s  

Non-Bureauc ra t i c  Modes o f  C o o r d i n a t i o n  and C o n t r o l  

The human r e l a t i o n s  s c h o o l  o f  management, e v o l v i n g  i n  t h e  1 9 4 0 ' s  and 
1 9 5 0 1 s ,  h a s  endeavored  t o  g o  beyond t h e  s c o p e  o f  t r a d i t i o n a l  o r g a n i z a t i o n a l  
t h e o r y  b a s e d  on s u c h  p r i n c i p l e s  as t a s k  s p e c i a l i z a t i o n ,  c h a i n  o f  command, 
u n i t y  o f  command, and span  o f  c o n t r o l .  I t  h a s  been c a r r i e d  f o r t h  l a r g e l y  by 
p s y c h o l o g i s t s  and h a s  a s  i ts main t h r u s t  t h e  u n d e r s t a n d i n g  o f  human 
i n t e r a c t - i o n s  i n  o r g a n i z a t i o n s .  These  s c h o l a r s  and r e s e a r c h e r s  have  shown t h a t  
i n f o r m a l  p a t t e r n s  o f  human i n t e r a c t i o n  d e v i a t e  from t h o s e  p a t t e r n s  imposed by 
t b e  f o r m a l  o r g a n i z a t i o n  s t r u c t u r e  (see, f o r  example ,  R o e t h l i s b e r q e r  and 
Dickson ,  1939;  B l a u ,  1960;  L i k e r t ,  1 9 6 1 ) .  These  f i n d i n g s  have  l e d  o t h e r  
s c h o l a r s  t o  p r o p o s e  t h e  open sys t em c o n c e p t  o f  o r q a n i z a t i o n s  where s t r u c t u r e  
i n  o r g a n i z a t i o n s  is d e f i n e d  based  on a c o n s i d e r a t i o n  o f  p a t t e r n e d  a c t i v i t i e s  
be tween any number o f  i n d i v i d u a l s  ( K a t z  and K a h ~ ,  1966:16) .  Such i n t e r a c t i o n s  

5/1t s h o u l d  be p o i n t e d  o u t  h e r e  t h a t  t h i s  d i s c u s s i o n  p e r t a i n s  t o  
i n c r e a s e s  i n  t h e  administrative/management component ,  n o t  n e c e s s a r i l y  
supervisory /management  s t y l e s .  More i n f o r m a t i o n  on t h i s  t o p i c  can  be found a t  
a l a t e r  p o i n t  i n  t h i s  c h a p t e r .  



may o r  may n o t  f o l l o w  p r e s c r i b e d  o r g a n i z a t i o n a l  c h a n n e l s  f o r  i n d i v i d u a l s  and 
t end  t o  combine both  autonomous and c o n t r o l l e d  behav ior  i n  o r g a n i z a t i o n s ,  as  
sugges ted  by Barnard (1938) .  It  is t h e  manager ' s  r o l e ,  a s  i n d i c a t e d  by 
Barnard (1938:227) t o  h a r n e s s  t h e  i n f o r m a l  p r o c e s s  o f  i n t e r a c t i o n  t o g e t h e r  
wi th  t h e  fo rmal  p r o c e s s e s  t o  c r e a t e  a  c o o p e r a t i n g  system. 

T h i s  s e c t i o n  of the c h a p t e r  w i l l  examine f o u r  e lements  o f  t h e  human 
r e l a t i o n s  s c h o o l .  These f o u r  v a r i a b l e s  a l l  r e f e r  t o  manager ia l  e f f o r t s  t o  
a c h i e v e  employee i n t e g r a t i o n  i n t o  t h e  o r g a n i z a t i o n  and hence an  i n c r e a s e d  
s e n s e  o f  commitment t o  t h e  e n t e r p r i s e .  The f o u r  v a r i a b l e s  a r e :  

e 	 Committees. 

Q 	 I n c e n t i v e s :  M a t e r i a l ,  

@ 	 I n c e n t i v e s :  S o c i a l ,  

e 	 I n c e n t i v e s :  Normative.  

T h i s  a n a l y s i s  w i l l  t r e a t  t h e  t h r e e  v a r i a b l e s  a d d r e s s i n g  i n c e n t i v e s  a s  
one s u b j e c t .  

Committees. The s u b j e c t  o f  p a r t i c i p a t i v e  o r  c o n s u l t a t i v e  management 
has  been w r i t t e n  a b o u t  e x t e n s i v e l y  i n  b o t h  t h e  management l i t e r a t u r e  and i n  
w r i t i n g s  on p o l i c e  s c i e n c e  and a d m i n i s t r a t i o n  ( s e e ,  f o r  example, Munro, 
1?74:168; Whisenand and Ferguson,  1978:41-43). The b a s i c  p r e m i s e s  of 
p a r t i c i p a t i v e  management, a l s o  r e f e r r e d  t o  as management by commit tees  o r  by 
t a s k  f o r c e s ,  a r e  t h o s e  o f  job enr ichment  f o r  t h e  i n d i v i d u a l  and i n t e g r a t i o n  o f  
i n d i v i d u a l  and group p e r c e p t i o n s  o f  needs  and problems. A s  s t a t e d  by 
Whisenand and Ferguson (1978:43) q u o t i n g  s t u d i e s  from t h e  N a t i o n a l  T r a i n i n g  
L a b o r a t o r y ,  I n s t i t u t e  f o r  Applied B e h a v i o r a l  S c i e n c e ,  p a r t i c i p a t i v e  management 
can produce s e v e r a l  p o s i t i v e  r e s u l t s ,  such as: 

e 	 I n c r e a s e d  p s y c h o l o g i c a l  commitment t o  o b j e c t i v e s .  

e 	 C o l l e c t i v e  s e n s e  o f  purpose  and involvement.  

e 	 Nigh performance s t a n d a r d s .  

a 	 S e l f  d i s c i p l i n e  and m o t i v a t i o n .  

a 	 I n c r e a s e d  enjoyment of job.  

a 	 A d a p t a b i l i t y  t o  t h e  new and unexpected; f e e l i n g s  t h a t  
change s p e l l  o p p o r t u n i t y ,  and innova t ion  can be fun.  

What knowledge can be g leaned  from r e s e a r c h  on t h e  a p p l i c a t i o n  o f  
p a r t i c i p a t i v e  management i n  p o l i c i n g  and how can knowledge ga ined  from 



r e s e a r c h  i n  t h e  p r i v a t e  s e c t o r  be a p p l i e d  t o  p o l i c i n g ?  The p o l i c e  l i t e r a t u r e  
demons t ra tes  t h a t  p a r t i c i p a t o r y  management does  have s a l u t a r y  e f f e c t s .  I n  
s t u d i e s  o f  team p o l i c i n g  programs it h a s  been sugges ted  t h a t  o f f i c e r  
involvement i n  p lann ing  f o r  new programs is c r i t i c a l  t o  s u c c e s s f u l  program 
implementat ion (Sherman, Mi l ton ,  and K e l l y ,  1973; Schwartz and C l a r r e n ,  1 9 7 7 ) ,  
and t h a t  p a r t i c i p a t i o n  i n  decision-making by o f f i c e r s  was p o s i t i v e l y  
a s s o c i a t e d  wi th  i n c r e a s e d  o f f i c e r  s a t i s f a c t i o n  and f e e l i n g s  of independence 
(Schwartz  and C l a r r e n ,  1 9 7 7 ) .  

These s t u d i e s ,  a l though  based on a c t u a l  o b s e r v a t i o n s  o f  p o l i c e  
a g e n c i e s ,  do n o t  i n c l u d e  m u l t i v a r i a t e  a n a l y s i s  of t h e  r e l a t i o n s h i p  between 
o f f i c e r  p a r t i c i p a t i o n  and o t h e r  managerial/organizational f a c t o r s .  Such an 
a n a l y s i s  was, however, performed by J e r m i e r  and Berkes  (1979) showing t h a t  
p a r t i c i p a t o r y  l e a d e r s h i p ,  as we11 a s  t a s k  v a r i a b i l i t y ,  was t h e  most 
s i g n i f i c a n t  p r e d i c t o r s  of s a t i s f a c t i o n  and commitment. P a r t i c i p a t o r y  
l e a d e r  s h i p  s t y l e s  were found t o  be c o r r e l a t e d  wi th  such outcomes , w h i l e  
t y p i c a l  b u r e a u c r a t i c  s t r u c t u r e  measures ( e . g . ,  s p e c i f i c a t i o n  o f  r u l e s  and 
p r o c e d u r e s ,  and work ass ignment)  were no t .  

F u r t h e r ,  a  s t u d y  o f  p o l i c e  d i s c i p l i n a r y  p r o c e s s e s  by t h e  I n t e r n a t i o n a l  
A s s o c i a t i o n  o f  C h i e f s  o f  P o l i c e  ( I n t e r n a t i o n a l  A s s o c i a t i o n  o f  C h i e f s  o f  
P o l i c e ,  1976; Macfar lane and Crosby, 1976) showed t h a t  mechanisms t o  s o l i c i t  
o f f i c e r  o p i n i o n  i n  t h e  development o f  r u l e s  of conduct  and o p e r a t i o n a l  
p r o c e d u r e s  was a s s o c i a t e d  wi th  p e r c e i v e d  q u a l i t y  o f  w r i t t e n  d i r e c t i v e s .  
P o l i c e  a g e n c i e s  which i n c o r p o r a t e d  both  i n f o r m a l  and fo rmal  means o f  
s o l i c i t i n g  i n p u t  ( I n t e r n a t i o n a l  A s s o c i a t i o n  o f  C h i e f s  o f  P o l i c e ,  1976:95):- 46,' 

. . . seemed t o  e s t a b l i s h  t h e  f e e l i n g  among o f f i c e r s  t h a t  
t o p  Level management does  have t h e  i n t e r e s t s  o f  t h e  t r o o p s  
i n  mind, and t h e r e f o r e  t e n d s  to i n s t i l l  g r e a t e r  s u p p o r t  f o r  
a d m i n i s t r a t i v e  d e c i s i o n s  and p o l i c i e s .  

These f i n d i n g s  a r e  n o t  d i s s i m i l a r  t o  r e s e a r c h  r e s u l t s  i n  t h e  p r i v a t e  
s e c t o r .  Perhaps  one o f  t h e  most renowned s t u d i e s  o f  t h e  e f f e c t s  o f  
p a r t i c i p a t i v e  management is a s t u d y  by L i k e r t  (1961) comparing p a r t i c i p a t o r y  
t o  h i e r a r c h i c a l  management s t y l e s  i n  an i n d u s t r i a l  s e t t i n g .  L i k e r t  (1961:64-
67)  found t h a t  p a r t i c i p a t i v e  t e c h n i q u e s  r e s u l t e d  i n  s i g n i f i c a n t  i n c r e a s e s  i n  
employee degree  of s a t i s f a c t i o n  w i t h  a s u p e r v i s o r ' s  a b i l i t y  t o  r e p r e s e n t  
employee needs ,  p e r c e p t i o n s  o f  managers a s  "employee o r i e n t e d , "  and i n  
employee f e e l i n g s  o f  r e s p o n s i b i l i t y  t o  s e e  t h a t  work g e t s  done. L i k e r t  

-46/11~nforma111i n  t h i s  c o n t e x t  r e f e r s  t o  a p r o c e s s  o f  t h e  p o l i c e  c h i e f  
e x e c u t i v e  t a k i n g  s t r i d e s  t o  meet w i t h  i n d i v i d u a l  o f f i c e r s  on o f f  d u t y  h o u r s  t o  
d i s c u s s  o r g a n i z a t i o n a l  p o l i c i e s  and p rocedures .  "Formal" r e f e r s  t o  a  p r o c e s s  
o f  s u b m i t t i n g  i n  w r i t i n g  and r e c e i v i n g  responses  t o  s u g g e s t i o n s  for  
o r g a n i z a t i o n a l  p o l i c y  o r  p r o c e d u r a l  changes .  



(1961:71) a l s o  concluded t h a t  r e l i a n c e  on n o n - p a r t i c i p a t o r y  s t y l e s  c a n  r e s u l t  
i n  shor t - t e rm s u c c e s s e s  i n  p r o d u c t i v i t y ,  b u t  a t  costs t o  t h e  human e n t e r p r i s e ,  
such a s  " i n c r e a s e d  h o s t i l i t i e s ;  a g r e a t e r  r e l i a n c e  on a u t h o r i t y ;  d e c r e a s e d  
l o y a l t i e s ;  reduced m o t i v a t i o n  t o  produce;  t o g e t h e r  w i t h  i n c r e a s e d  m o t i v a t i o n  
t o  r e s t r i c t  p r o d u c t i o n ,  and i n c r e a s e d  tu rnover . "  

Other  r e s e a r c h  s t u d i e s ,  however, have shown t h a t  p a r t i c i p a t o r y  
management does  n o t  n e c e s s a r i l y  produce g r e a t e r  p r o d u c t i v i t y  o r  s a t i s f a c t i o n  
( s e e ,  f o r  example,  F i e l d e r ,  1 9 6 6 ) .  Palumbo (1969) c o n c l u d e s  t h a t  t h e  r e s u l t s  
o f  p a r t i c i p a t o r y  management a r e  dependent  on t h e  s k i l l  l e v e l s  of workers :  
more s k i l l e d  workers d e s i r e  g r e a t e r  i n p u t  i n  decision-making.  

The f i n d i n g s  t h e n  concern ing  p a r t i c i p a t o r y  management a r e  mixed. A s  
sugges ted  by S t r a u s s  and R o s e n s t e i n  (1970:171) based on a s t u d y  o f  worker 
p a r t i c i p a t i o n  i n  e i g h t  c o u n t r i e s ,  t h e  c h i e f  v a l u e  of p a r t i c i p a t o r y  management 
may be i t s  tendency t o  promote a v e h i c l e  f o r  r e s o l u t i o n  of c o n f l i c t  i n  o r d e r  
t o  induce compliance t o  d i r e c t i v e s .  The use  o f  committees c a n ,  t h e r e f o r e ,  be 
s a i d  t o  produce b e n e f i t s  from an employee a t t i  t u d i n a l  p e r s p e c t i v e ,  b u t  may n o t  
i n f l u e n c e  g r e a t e r  p r o d u c t i v i t y .  

From a n o t h e r  p e r s p e c t i v e ,  s o c i a l  s c i e n t i s t s  have also examined t h e  
i n f l u e n c e  o f  e x t r a - o r g a n i z a t i o n a l  c o n d i t i o n s  on p a r t i c i p a t i v e  management. The 

f env i ronmenta l  u n c e r t a i n t y  h a s  been d i s c u s s e d  e l sewhere  i n  t h i s  
paper  .- R p e r c e i v e d  change by managers o r  s u p e r v i s o r s  i n  economic 
s i t u a t i o n s ,  l e g a l / p o l i t i c a l  autonomy, o r  r e g u l a t o r y  autonomy have been shown 
t o  g e n e r a t e  i n c r e a s e d  i n t e r n a l  u n c e r t a i n t y ,  t h e r e b y  s t i m u l a t i n g  m a n a g e r i a l  
a c t i o n  to a d a p t  t h e  o r g a n i z a t i o n  to i t s  env i ronmenta l ly  induced changes .  One 
such a c t i o n  is i n c r e a s e d  r e l i a n c e  on employee involvement i n  decision-making 
o r  a more open s t r u c t u r e  o f  s o l i c i t i n g  i n p u t  (Lawrence and Lorsch,  1967; 
Duncan, 1973;  ~ e n n i n g s ,  1 9 7 5 ) .  Encouraging such i n p u t  has  been shown t o  
i n f l u e n c e  changes  which u l t i m a t e l y  improve o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  
u s u a l l y  d e f i n e d  h e r e  a s  a d a p t a t i o n  t o  env i ronmenta l  changes  (Lawrence and 
Lorsch , 1967; Duncan, 1973) . 

These same a u t h o r s  have shown t h a t  o r g a n i z a t i o n s  w i t h  a high degree  o f  
t a s k  in te rdependence  e . d i f f e r e n t i a t i o n )  a r e  l i k e l y  to i n i t i a t e  
p a r t i c i p a t i v e  management schemes t o  respond t o  env i ronmenta l  changes .  T h i s  
s u g g e s t s  t h a t  p e r c e i v e d  env i ronmenta l  u n c e r t a i n t y  a l o n e  is n o t  s u f f i c i e n t  t o  
induce management t o  form commit tees  t o  c o n s i d e r  changes  i n  o r g a n i z a t i o n a l  
s t r u c t u r e  o r  p o l i c i e s .  O r g a n i z a t i o n s  having g r e a t e r  h i e r a r c h y  i n  s t r u c t u r e  
may be less l i k e l y  t o  i n i t i a t e  such p a r t i c i p a t i v e  decision-making.  

a / ~ h i s  s u b j e c t  is examined i n  g r e a t e r  d e t a i l  in Chapter  11: 
Environment and O r g a n i z a t i o n a l  Autonomy. 



P a r t i c i p a t i v e  management sys tems c a n n o t  n e c e s s a r i l y  be implemented 
w i t h o u t  o r g a n i z a t i o n a l  d i f f i c u l t y .  Exper ience  i n  p o l i c i n g  h a s  shown t h a t  
a p p a r e n t  p a r t i c i p a t o r y  management schemes where employees a r e  asked t o  approve 
p l a n s  a l r e a d y  developed is n o t  s u f f i c i e n t  (Sherman, Mi l ton ,  and K e l l y ,  
1973:63-64). S i m i l a r l y ,  t h e  use  o f  o u t s i d e  c o n s u l t a n t s  i n  p o l i c i n g  may 
j e o p a r d i z e  t h e  u l t i m a t e  b e n e f i t s  t o  be d e r i v e d  from p a r t i c i p a t o r y  management 
i f  t h e  c o n s u l t a n t s  and p o l i c e  managers do n o t  make i t  known t h a t  p o l i c e  
o f f i c e r s  and n o t  c o n s u l t a n t s  a r e  r e s p o n s i b l e  f o r  program p l a n n i n g  (Sherman, 
Mi l ton ,  and K e l l y ,  1 9 7 3 ) .  

I n  summary, it can  be s t a t e d  t h a t  t h e  push f o r  p a r t i c i p a t o r y  
management o f t e n  stems from p e r c e i v e d  env i ronmenta l  changes  and t h a t  
s t r u c t u r a l l y  d i f f e r e n t i a t e d  o r g a n i z a t i c n s  may be more a p t  t o  implement 
p a r t i c i p a t o r y  sys tems.  The a p p a r e n t  b e n e f i t s  of such management, a s  
demonstra ted i n  p o l i c i n g  and i n  o t h e r  o r g a n i z a t i o n a l  s e t t i n g s ,  are  a f e e l i n g  
o f  g r e a t e r  involvement on t h e  p a r t  o f  t h e  worker and a g r e a t e r  l i k e l i h o o d  o f  
a c c e p t i n g  p r e s c r i b e d  s t a n d a r d s  o f  conduct  and p o l i c i e s .  Th i s  tendency may be 
more p r e v a l e n t  f o r  h i g h l y  s k i l l e d  a s  opposed t o  lower s k i l l e d  workers.  The 
u l t i m a t e  e f f e c t s  o f  p a r t i c i p a t o r y  management on p r o d u c t i v i t y  o r  e f f e c t i v e n e s s  
cannot  r e a l l y  be shown, a t  l e a s t  based on s t u d i e s  reviewed f o r  t h i s  p r o j e c t .  
A number o f  r e l a t i o n s h i p s ,  however, may be d e p i c t e d  as i n  F i g u r e  15 below. 

F i g u r e  15 


RELATIONSHIPS OF PARTICIPATIVE MANAGEMENT TO 

OTHER ORGANIZATIONAL/ADMINISTRATIVE VARIABLES 
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Employee I n c e n t i v e s .  I n c e n t i v e  sys tems c o n s t i t u t e  a n o t h e r  s e t  o f  non-
b u r e a u c r a t i c  modes o f  c o o r d i n a t i o n  and c o n t r o l .  These sys tems a r e  a l s o  
d e r i v e d  from t h e  human r e l a t i o n s  s c h o o l  o f  management and f o c u s  on t h e  need to 
induce d e s i r e d  employee behavior  through means o t h e r  than b u r e a u c r a t i c  
c o n t r o l s .  The r e c o g n i t i o n  o f  t h e  need f o r  i n c e n t i v e  sys tems  stemmed i n i t i a l l y  
from t h e  r e a l i z a t i o n  t h a t  employees have a h i e r a r c h y  o f  needs  t o  be  f u l f i l l e d  
i n  t h e  work environment.  T h i s  was based on t h e  work o f  Maslow (1954) 
s u g g e s t i n g  t h a t  a l l  i n d i v i d u a l s  have b a s i c  needs:  p h y s i o l o g i c a l ,  s a f e t y  or 
s e c u r i t y ,  l o v e  and be long ingness ,  es teem o r  s t a t u s ,  and s e l f  a c t u a l i z a t i o n .  

Other  r e s e a r c h e r s  have expanded on t h i s  t h e o r y  developing v a r  i o u s  
o b s e r v a t i o n s  abou t  how d i f f e r e n t  i n c e n t i v e s  m o t i v a t e  d i f f e r e n t  workers.  I n  an  
a n a l y s i s  o f  t h e s e  v a r i o u s  sys tems ,  C l a r k  and Wilson (1961) s t a t e  t h a t  t h e r e  
a r e  mates  i a l ,  s o l i d a r i t y ,  and p u r p o s i v e  i n c e n t i v e s  based r e s p e c t i v e l y  on 
m a t e r i a l  o r  monetary,  s t a t u s  and s o c i a b i l i t y - r e l a t e d ,  and normat ive-
i d e o l o g i c a l  rewards .  I t  is t h e s e  t h r e e  forms of  i n c e n t i v e s  which have been 
i n c o r p o r a t e d  i n t o  t h e  framework f o r  t h i s  c u r r e n t  s tudy .  I n  t h i s  s t u d y ,  t h e  
t h r e e  t y p e s  o f  i n c e n t i v e s  a r e  c l a s s i f i e d  a s  m a t e r i a l ,  s o c i a l ,  and normat ive .  

Research s t u d i e s  i n  p o l i c e  s c i e n c e  and a d m i n i s t r a t i o n ,  based on t h e  
sample f o r  t h i s  c u r r e n t  r e s e a r c h ,  have focused p r i m a r i l y  on m a t e r i a l  
i n c e n t i v e s  and t o  a l e s s e r  degree  on normative i n c e n t i v e s .  No s t u d i e s  on t h e  
a p p l i c a t i o n  o f  s o c i a l  i n c e n t i v e s  were l o c a t e d  f o r  t h i s  p r o j e c t .  

The sampled l i t e r a t u r e  i n d i c a t e s  t h a t  e x p e n d i t u r e s  f o r  p o l i c e  
p e r s o n n e l  appear  to have no r e l a t i o n s h i p  to o r g a n i z a t i o n a l  p r o f e s s i o n a l i s m  
( P u r s l e y ,  1976) and t h a t  e d u c a t i o n  l e v e l s  i n  p o l i c i n g  have no b e a r i n g  on 

m a t e r i a l  i n c e n t i v e s  (Bar ry ,  1978) . T h i s  l a s t  r e s e a r c h  s u g g e s t s  t h a t  
v a r i a t i o n s  i n  p o l i c e  o f f i c e r  e d u c a t i o n  a r e  n o t  accompanied by v a r i a t i o n s  i n  
i n c e n t i v e s .  Both of t h e s e  s t u d i e s  a r e  e x p l o r a t o r y ,  however, and do n o t  
n e c e s s a r i l y  p o s i t  a knowledge base .  P u r s l e y ' s  s t u d y  i n  p a r t i c u l a r  may be 
q u e s t i o n e d  on methodolog ica l  grounds.  H e  u t i l i z e d  e x p e r t  op in ion  o f  p o l i c e  
e x e c u t i v e s  to d e f i n e  p r o f e s s i o n a l  as opposed t o  t r a d i t i o n a l  p o l i c e  a g e n c i e s ,  
and f u r t h e r  employed o n l y  d e s c r i p t i v e  s t a t i s t i c s  i n  h i s  a n a l y s i s .  
Consequen t ly ,  t h e r e  is a need f o r  a d d i t i o n a l  r e s e a r c h  t o  f u r t h e r  examine t h e  
f i n d i n g s  produced by P u r s l e y  ( 1 9 7 6 ) ,  a s  w e l l  a s  t h o s e  o f  Bar ry  (1978) .  

Two o t h e r  s t u d i e s  i n  t h e  p o l i c e  sample p r o v i d e  in format ion  concern ing  
t h e  use  o f  m a t e r i a l  i n c e n t i v e s  by p o l i c e  managers. A s t u d y  by G r e i s i n g e r ,  
Slovak,  and Molkup (1979) o f  t h e  impact  o f  c i v i l  s e r v i c e  sys tems on p o l i c i n g  
i n  42 c i t ies  showed t h a t  c i v i l  s e r v i c e  sys tems t h a t  tended t o  e x h i b i t  e i t h e r  
an  a d m i n i s t r a t i v e  o r  r e g u l a t o r y  r o l e  r e s t r a i n  p o l i c e  managers from i n s t i t u t i n g  
pay i n c e n t i v e  sys tems (1979:133).  T h i s  s tudy  d i f f e r e n t i a t e d  t h e  r o l e s  o f  
c i v i l  s e r v i c e  sys tems a s  e i t h e r  p o l i c y  f o r m u l a t i n g ,  a d j u d i c a t o r y ,  
a d m i n i s t r a t i v e ,  r e g u l a t o r y ,  o r  a d v i s o r y ,  A s  sugges ted  by G r e i s i n g e r ,  S lovak ,  
and Molkup (1979:131) ,  " t h e r e  is  a d i s c e r n i b l e  h i e r a r c h y  o f  r o l e s  p l a y e d  by 
c i v i l  s e r v i c e  commissions o r  p e r s o n n e l  boards ."  T h i s  h i e r a r c h y  r e s p e c t i v e l y  
f o l l o w s  t h e  l i s t i n g  o f  c i v i l  s e r v i c e  r o l e s  i t emized  above wi th  t h e  p o l i c y  



f o r m u l a t i n g  role l o c a t e d  a t  t h e  apex o f  t h e  h i e r a r c h y  and t h e  r e g u l a t o r y  r o l e  
a t  t h e  bottom. A s  d e f i n e d  by G r e i s i n g e r ,  S lovak ,  and Molkup (1979:XIV, 1 3 1 ) ,  
a d m i n i s t r a t i v e  roles a r e  l a r g e l y  "housekeeping" i n  form, a d m i n i s t e r i n g  r o u t i n e  
p e r s o n n e l  o p e r a t i o n s ,  whi le  r e g u l a t o r y  roles a r e  found i n  c i t i e s  where t h e  
c i v i l  s e r v i c e  f u n c t i o n  takes on t h e  c a p a c i t y  of a moni to r ,  r ev iewer ,  and 
r e g u l a t o r  o f  d e c i s i o n s  and a c t i o n s  o f  o t h e r  c i t y  a g e n c i e s .  The s i g n i f i c a n c e  
o f  t h i s  s t u d y  is t h a t  it  demons t ra tes  t h a t  o p t i o n s  t o  employ m a t e r i a l  
i n c e n t i v e s  t o  improve performance i n  p o l i c i n g  a r e  on o c c a s i o n  beyond t h e  
c o n t r o l  o f  t h e  p o l i c e  c h i e f  e x e c u t i v e .  

An a d d i t i o n a l  s t u d y  by Alex (1969) shows t h a t  d e c i s i o n s  t o  u t i l i z e  
m a t e r i a l  i n c e n t i v e s  may a f f e c t  c e r t a i n  segments of t h e  p o l i c e  agency more t h a n  
o t h e r s .  Alex demonstra ted t h a t  m a t e r i a l  m o t i v a t i o n s  ( s a l a r y  and s e c u r i t y )  a r e  
s t r o n g e r  m o t i v a t i o n s  t h a n  f a m i l y  i n £  l u e n c e s  o r  normat ive  i n c e n t i v e s ,  i n d u c i n g  
b l a c k  o f f i c e r s  t o  j o i n  t h e  p o l i c e  f o r c e .  A l e x ' s  s t u d y  is q u a l i t a t i v e  i n  
d e s i g n ,  however, and does  n o t  d i s t i n g u i s h  between b lack  and whi te  o f f i c e r s .  
Thus ,  one cannot  conclude t h a t  whi te  o f f i c e r s  i n  t h e  depar tment  s t u d i e d  ( N e w  
Yor k )  were mot iva ted  d i f f e r e n t l y .  

T h i s  i s s u e  i s  addressed  by K e l l y  and West (1973) i n  a s t u d y  o f  b lack  
and whi te  o f f i c e r s  i n  t h e  M e t r o p o l i t a n  P o l i c e  Department i n  Washington, D.C, 
These r e s e a r c h e r s  show t h a t  a  h igher  p e r c e n t a g e  o f  b lack  p o l i c e  o f f i c e r s  j o i n  
t h e  f o r c e  f o r  " p o l i c e  o r i e n t a t i o n  reasons"  (normat ive  i n c e n t i v e s )  t h a n  d o  
w h i t e  o f f i c e r s .  Their  r e s e a r c h  r e s u l t s ,  c o n f l i c t i n g  wi th  A l e x ' s  f i n d i n g s ,  a r e  
a l s o  s u p p o r t e d  by a s tudy  o f  p o l i c e  a p p l i c a n t s  (Hunt and Cohen, 1970) wherein  
i t  was concluded t h a t  "Black and P u e r t o  Rican y o u t h s ,  u n l i k e  t h e i r  whi te  
c o u n t e r p a r t s ,  f i n d  t h e  s e r v i c e  a s p e c t s  of p o l i c e  work more a t t r a c t i v e  t h a n  t h e  
pay ,  f r i n g e  b e n e f i t s ,  o r  job s e c u r i t y "  (Hunt and Cohen, 1 9 7 0 : x i i i ) .  

The K e l l y  and West s t u d y  (1973) ,  however, i n c l u d e s  p r i m a r i l y  b i v a r i a t e  
s t a t i s t i c a l  t e c h n i q u e s  (Chi  Square )  and,  w h i l e  it does  a n a l y z e  d i f f e r e n c e s  i n  
p e r s o n a l  demographic d a t a  between whi te  and b lack  o f f i c e r s ,  it does  n o t  
conduc t  m u l t i v a r i a t e  a n a l y s i s  of many p e r s o n a l  a t t r i b u t e s  which may i n f l u e n c e  
an i n d i v i d u a l  to j o i n  t h e  p o l i c e  f o r c e .  

These s t u d i e s  do n o t  p r o v i d e  any c o n c l u s i v e  f i n d i n g s  concern ing  t h e  
e f f e c t s  o f  m a t e r i a l  i n c e n t i v e s .  S e v e r a l  o f  t h e  reviewed s t u d i e s  u s e  
e x p l o r a t o r y  d e s i g n s  and q u a l i t a t i v e  a n a l y t i c a l  methods and,  t h e r e f o r e ,  cannot  
be  s a i d  t o  produce g e n e r a l i z a b l e  f i n d i n g s .  Thus it is n o t  p o s s i b l e  a t  t h i s  
j u n c t u r e  to a s s e s s  a c c u r a t e l y  t h e  r a m i f i c a t i o n s  o f  m a t e r i a l  i n c e n t i v e  sys tems 
i n  p o l i c i n g .  

The g e n e r a l  management l i t e r a t u r e  p r o v i d e s  some a s s i s t a n c e  i n  
a s s e s s i n g  such  r a m i f i c a t i o n s .  Rosner ( 1 9 6 8 ) ,  i n  a s t u d y  on 24  shor t - t e rm 
v o l u n t a r y  h o s p i t a l s ,  concluded t h a t  economic i n c e n t i v e s  a r e  p o s i t i v e l y  
a s s o c i a t e d  w i t h  i n n o v a t i o n  ( i n  t h i s  c a s e  d e f i n e d  a s  t h e  adop t ion  o f  new 
d r u g s ) . F u r t h e r ,  P f e f f  e r  and Lawler (1980) showed t h a t  mat-er i a l  i n c e n t i v e s  
may have p o s i t i v e  e f f e c t  on an i n d i v i d u a l ' s  job s a t i s f a c t i o n ,  a l t h o u g h  



b e h a v i o r a l  commitment, o f t e n  a s s o c i a t e d  w i t h  l e n g t h  o f  t ime i n  t h e  j o b ,  
i n f l u e n c e s  t h i s  r e l a t i o n s h i p .  h r p l o y e e s  n o t  b e h a v i o r a l l y  committed showed a 
p o s i t i v e  r e l a t i o n s h i p  between s a l a r y  and s a t i s f a c t i o n .  Committed i n d i v i d u a l s ,  
on t h e  o t h e r  hand, d i d  n o t  show t h i s  r e l a t i o n s h i p .  Th is  f i n d i n g  c o n f l i c t s  t o  
a  d e g r e e  wi th  t h e  s u g g e s t i o n  o f  March and Simon (1958) t h a t  when e x t r i n s i c  
rewards  a r e  reduced,  t h e  a t t i t u d e s  o f  t h e  p e r s o n s  toward t h e  task o r  t h e  
o r g a n i z a t i o n  shou ld  become l e s s  f a v o r a b l e .  Thus, t h e  o f f e r i n g  o f  m a t e r i a l  
i n c e n t i v e s  may n o t  have t h e  same e f f e c t  on a l l  employees.  

T h i s  r a i s e s  t h e  q u e s t i o n  of what e f f e c t  o t h e r  i n c e n t i v e s  ( i . e . ,  s o c i a l  
and normat ive )  have on employees.  Sheldon (1971) ,  i n  a  s t u d y  o f  r e s e a r c h  
s c i e n t i s t s ,  h a s  shown t h a t  s o c i a l  involvements  d o  have a  p o s i t i v e  r e l a t i o n s h i p  
w i t h  employee commitment t o  t h e  o r g a n i z a t i o n ,  b u t  t h e  " inves tments"  ( d e f i n e d  
a s  age ,  t e n u r e ,  and h i e r a r c h i c a l  rank)  have a more i n f l u e n t i a l  e f f e c t  on 
i n d i v i d u a l  commitment. T h i s  f i n d i n g  is suppor ted  by r e s e a r c h  by R o s s e l  (1971) 
through which he showed t h a t  g r e a t e r  h i e r a r c h i c a l  s t r u c t u r e  i n f l u e n c e s  s o c i a l  
i n c e n t i v e s  and hence s o c i a l  cohes ion .  These s t u d i e s  i n d i c a t e  t h a t  s o c i a l  
i n c e n t i v e s  a r e  impor tan t ,  b u t  o n l y  when o t h e r  i n d i v i d u a l  " inves tments"  a r e  
r e a l i z e d .  

Normative i n c e n t i v e s  have been shown t o  be p o s i t i v e l y  a s s o c i a t e d  wi th  
employee s a t i s f a c t i o n ,  commitment, and performance ( H a l l  and Lawler ,  1 9 7 0 ) .  
These r e s e a r c h e r s  d e f i n e  normat ive  i n c e n t i v e s  a s  f e e l i n g s  o f  job  c h a l l e n g e ,  
invo lvement ,  and d e g r e e s  o f  r e s p o n s i b i l i t y .  Research i n  t h e  p o l i c e  
environment  supplements  t h i s  work. Aldag and B r i e f  (1978) found t h a t  g r e a t e r  
normat ive  i n c e n t i v e s  ( d e f i n e d  a s  e x p e r i e n c i n g  mean ingfu lness  i n  t h e  work 
p l a c e )  reduce  p o l i c e  o f f i c e r  a l i e n a t i o n  from t h e  o r g a n i z a t i o n .  

S e v e r a l  a d m i n i s t r a t i v e  and o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  have been 
shown t o  i n f l u e n c e  t h e s e  f e e l i n g s .  H i l l  and French (1967) found t h a t  
c o l l e g i a l  models o f  decision-making were p o s i t i v e l y  r e l a t e d  t o  p e r c e p t i o n s  o f  
importance i n  t h e  work environment .  Payne and Mansf ie ld  (1973) r e s e a r c h e d  
o r g a n i z a t i o n a l  c l i m a t e  i n  14 d i f f e r e n t  p r i v a t e  s e c t o r  o r g a n i z a t i o n s  and found 
t h a t  f e e l i n g s  of i n t e l l e c t u a l  c h a l l e n g e  and r e a d i n e s s  t o  innova te  (normat ive  
i n c e n t i v e s )  were more p r e v a l e n t  i n  l a r g e  o r g a n i z a t i o n s  t h a t  were dependent  on 
o u t s i d e  r e s o u r c e s - - t h a t  is,  had more r e s o u r c e s  being funne led  i n t o  t h e  
o r g a n i z a t i o n s .  T h i s  l a t t e r  f i n d i n g  is s i m i l a r  t o  t h a t  o f  H a l l  and Mansf ie ld  
(1971) showing t h a t  c u t b a c k s  i n  t h e  economy due t o  a r e c e s s i o n  reduce 
i n t r i n s i c  m o t i v a t i o n s  and job  involvement .  F i n a l l y ,  t h e  s t u d y  by Payne and 
M a n s f i e l d  (1973) i n d i c a t e s  t h a t  lack o f  autonomy n e g a t i v e l y  a f f e c t s  
achievement  o f  normat ive  i n c e n t i v e s .  

C o n s i d e r i n g  t h e s e  f a c t o r s  s i m u l t a n e o u s l y ,  it can be concluded t h a t  
r e s e a r c h  h a s  shown t h a t  normat ive  i n c e n t i v e s  a r e  p o s i t i v e  i n  n a t u r e  and i f  
r e a l i z e d  may r e s u l t  i n  g r e a t e r  job  s a t i s f a c t i o n ,  commitment, and 
performance.  However, env i ronmenta l  and o r g a n i z a t i o n a l  f a c t o r s  o f t e n  r e s t r a i n  
t h e  achievement  o f  such i n c e n t i v e s .  I n  p a r t i c u l a r ,  a  r e d u c t i o n  i n  r e s o u r c e s  
a v a i l a b l e  t o  t h e  o r g a n i z a t i o n  and a  l a c k  of i n d i v i d u a l  autonomy may i n h i b i t  



t h e  f u l f i l l m e n t  of f e e l i n g s  o f  mean ingfu lness  and i n t e l l e c t u a l  c h a l l e n g e  i n  
t h e  work p l a c e .  

From t h e  p e r s p e c t i v e  o f  p o l i c e  a d m i n i s t r a t i o n  and management, t h i s  
s u g g e s t s  t h a t  r e d u c t i o n s  i n  p o l i c e  d i s c r e t i o n  ( s i m i l a r  t o  autonomy) may 
res t r ic t  achievement o f  normat ive  i n c e n t i v e s .  I n  a d d i t i o n ,  o f f i c e r s  i n  
o r g a n i z a t i o n s  wi th  a more s e c u r e  r e s o u r c e  base  may be a p t  to r e a l i z e  g r e a t e r  
f e e l i n g s  o f  importance i n  t h e i r  job.  S i z e  o f  p o l i c e  agency may have a n  
i n f l u e n c e  on t h i s  r e l a t i o n s h i p  i f  l a r g e r  a g e n c i e s  have more a v a i l a b l e  funds .  

I n  summary, it can be concluded t h a t  t h e  l i t e r a t u r e  reviewed h e r e  
p r o v i d e s  s e v e r a l  answers  t o  t h e  q u e s t i o n  o f  what s i g n i f i c a n c e  employee 
i n c e n t i v e s  have on p o l i c e  o r g a n i z a t i o n  and management. The l i t e r a t u r e  
p r o v i d i n g  such answers is l a r g e l y  l o c a t e d  i n  non-pol ice  d i s c i p l i n e s .  Many o f  
t h e  f i n d i n g s  i n  t h e s e  d i s c i p l i n e s ,  however, may be a p p l i c a b l e .  Most o f  t h e  
r e s e a r c h  on i n c e n t i v e s  i n  p o l i c i n g  is f a i r l y  l i m i t e d  i n  methodology, a t  l e a s t  
t h a t  r e s e a r c h  sampled f o r  t h i s  p r o j e c t .  The f i n d i n g s  from t h o s e  s t u d i e s  
a d d r e s s i n g  i n c e n t i v e s  can be summarized a s  f o l l o w s :  

C i v i l  s e r v i c e  sys tems which e x h i b i t  a d m i n i s t r a t i v e  o r  
r e g u l a t o r y  r o l e s  may r e s t r a i n  t h e  p o l i c e  manager from 
u t i l i z i n g  m a t e r i a l  i n c e n t i v e s  t o  i n c r e a s e  performance 
and/or s a t i s f a c t i o n .  

e There is a c o n f l i c t  i n  t h e  l i t e r a t u r e  concern ing  t h e  
i n f l u e n c e  o f  m a t e r i a l  a s  opposed to normat ive  i n c e n t i v e s  
on t h e  r e c r u i t m e n t  o f  b lack p o l i c e  o f f i c e r s .  

e Research i n  t h e  p r i v a t e  s e c t o r  i n d i c a t e s  t h a t  economic 
i n c e n t i v e s  may p o s i t i v e l y  i n f l u e n c e  adop t ion  o f  
i n n o v a t i o n s  and s a t i s f a c t i o n ,  b u t  t h i s  r e l a t i o n s h i p  is 
a f f e c t e d  by an employee 's b e h a v i o r a l  commitment t o  t h e  
o r g a n i z a t i o n :  where b e h a v i o r a l  commitment is  h i g h ,  a  
r e d u c t i o n  i n  m a t e r i a l  b e n e f i t s  may n o t  be accompanied by 
a  r e d u c t i o n  i n  job  s a t i s f a c t i o n .  

The r e a l i z a t i o n  o f  s o c i a l  i n c e n t i v e s  i n  t h e  work 
environment has  a p o s i t i v e  r e l a t i o n s h i p  t o  i n d i v i d u a l  
commitment, b u t  t h i s  r e l a t i o n s h i p  is  a f f e c t e d  by a g e ,  
t e n u r e ,  and h i e r a r c h i c a l  rank: where t h e s e  f a c t o r s  a r e  
h i g h ,  t h e  r e l a t i o n s h i p  between s o c i a l  i n c e n t i v e s  and 
commitment may n o t  be a s  pronounced. 

e Normative i n c e n t i v e s  a r e  p o s i t i v e l y  r e l a t e d  t o  employee 
s a t i s f a c t i o n ,  commitment, and performance,  b u t  t h e  
achievement o f  normat ive  i n c e n t i v e s  is n e g a t i v e l y  
a f f e c t e d  by d e c r e a s i n g  r e s o u r c e s  i n  t h e  o r g a n i z a t i o n  and 
l a c k  of autonomy. 



Management/Supervisory Systems of C o o r d i n a t i n g  and C o n t r o l l i n g  t h e  Human 
E n t e r p r i s e  Within  t h e  O r g a n i z a t i o n  

The t h i r d  sub-c lus te r  t o p i c a l  a r e a  a d d r e s s e s  manager ia l  b e h a v i o r  i n  
o r g a n i z a t i o n s .  S p e c i f i c a l l y ,  t h i s  s e c t i o n  examines e m p i r i c a l  r e s e a r c h  
f i n d i n g s  p e r t a i n i n g  t o  manager ia l  and s u p e r v i s o r y  methods o f  c o o r d i n a t i n g  and 
c o n t r o l l i n g  human behav ior .  P r e v i o u s  s e c t i o n s  have focused  on o r g a n i z a t i o n a l  
s t r u c t u r e  o r  s o c i o l o g i c a l  and p s y c h o l o g i c a l  methods of c o o r d i n a t i n g  and 
c o n t r o l l i n g  behav ior .  The v a r i a b l e s  i n  t h i s  s e c t i o n  examine t h r e e  t o p i c s  o f  
d i r e c t  concern  t o  a l l  managers: i n d i v i d u a l  autonomy and how it can  be 
c o o r d i n a t e d  and c o n t r o l l e d ,  c o n c e n t r a t i o n  o f  a u t h o r i t y  and management 
decis ion-making,  and s u p e r v i s o r y  t e c h n i q u e s  and s t y l e s  of moni to r ing  
performance.  The t h r e e  v a r i a b l e s  examined i n  t h i s  s e c t i o n  a r e :  

e D i s c r e t i o n .  

o Dec i sion-making systems.  

e Employee c o o r d i n a t i o n / c o n t r o l .  

D i s c r e t i o n .  The p o l i c e  s c i e n c e  l i t e r a t u r e  is r e p l e t e  wi th  r e s e a r c h  on 
p o l i c e  d i s c r e t i o n .  These s t u d i e s  g e n e r a l l y  f a l l  i n t o  one of t w o  methods o f  
examina t ion  o f  t h i s  phenomenon--its a p p l i c a t i o n  by p o l i c e  o f f i c e r s  and how 
such  a p p l i c a t i o n  a f f e c t s  c i t i z e n s  and i t s  c o n t r o l ,  o r  how management a t t e m p t s  
to gu ide  and s t r u c t u r e  p o l i c e  d i s c r e t i o n a r y  behav ior .  T h i s  a n a l y s i s  o f  
d i s c r e t i o n  w i l l  a n a l y z e  each o f  t h e s e  t r e a t m e n t s  o f  t h i s  v a r i a b l e  
s e p a r a t e l y .  I t  shou ld  be p o i n t e d  o u t  t h a t  d i s c r e t i o n  is v i r t u a l l y  synonymous 
w i t h  i n d i v i d u a l  autonomy i n  t h e  work p l a c e .  The sampled s t u d i e s  i n  t h e  non-
p o l i c e  a r e n a  d e f i n e  t h i s  v a r i a b l e  i n  t h e  c o n t e x t  of autonomy, n o t  d i s c r e t i o n .  

The t o p i c  o f  t h e  a p p l i c a t i o n  of p o l i c e  d i  c r e t i o n  h a s  been d i s c u s s e d  
i n  depth  i n  an e a r l i e r  c h a p t e r  of t h i s  report .- 48ji T h i s  t o p i c  was d iagnosed  
from the p e r s p e c t i v e  o f  how i n t e r r e l a t i o n s h i p s  between c i t i z e n s  and o f f i c e r s  
a f f e c t  p o l i c e  d i s c r e t i o n .  I n  b r i e f ,  t h e  l i t e r a t u r e  reviewed h e r e  and 
d i s c u s s e d  i n  Chapter  I1 demons t ra tes  t h a t  demeanor o f  t h e  c l i e n t  ( s u s p e c t  o r  
compla inan t )  a f f e c t s  t h e  a p p l i c a t i o n  o f  d i s c r e t i o n .  Where d e f e r e n c e  i s  
o f f e r e d  by t h e  c i t i z e n  t o  t h e  p o l i c e  o f f i c e r ,  t h e  o f f i c e r  w i l l  show more 
r e s p e c t  t o  t h e  c i t i z e n  and more l i k e l y  comply wi th  h i s  o r  her  wishes  ( P i l i a v i n  
and B r i a r ,  1964; Sykes  and C l a r k ,  1 9 7 5 ) .  Secondly,  it has  been demons t ra ted  
t h a t  d i s c r e t i o n  is a l s o  i n f l u e n c e d  by community norms and by t h e  s p e c i f i c  
i n t e r e s t s  o f  p a r t i c u l a r  c i t i z e n s ,  e i t h e r  compla inan t s  o r  b y s t a n d e r s  (Black and 
R e i s s ,  1967; Black,  1 9 7 0 ) .  T h i s  c h a p t e r  w i l l  n o t  r e -exp lore  t h e s e  i s s u e s ,  b u t  

g b h i s  t o p i c  is  examined i n  Chapter  11: Environment and 
O r g a n i z a t i o n a l  Autonomy. 



a d d r e s s  o t h e r  administrative/managerial i s s u e s  having an e f f e c t  on t h e  
a p p l i c a t i o n  o f  d i s c r e t i o n ,  

S e v e r a l  s t u d i e s  i n  p o l i c e  s c i e n c e  and a d m i n i s t r a t i o n  have shown t h a t  
t h e  a p p l i c a t i o n  of p o l i c e  d i s c r e t i o n  a f f e c t s  t h e  q u a l i t y  and q u a n t i t y  o f  l aw 
enforcement  ( G o l d s t e i n ,  1960; Banton,  1964; S k o l n i c k ,  1966; B i t t n e r ,  1967b; 
Wilson,  1968; Reiss, 1971; R u b i n s t e i n ,  1973; Muir,  1977) .  These s t u d i e s  have 
shown t h a t  d i s c r e t i o n a r y  a c t i o n s  o f t e n  r e s u l t  i n  nonenforcement of t h e  law o r  
s e l e c t i v e  enforcement  a g a i n s t  c e r t a i n  c l a s s e s  o f  c i t i z e n s ,  c i t i z e n s  invo lved  
i n  c e r t a i n  s i t u a t i o n s  where enforcement  becomes t h e  most v i a b l e  a l t e r n a t i v e  
f o r  r e s o l v i n g  t h e  problem. What o r g a n i z a t i o n a l  f a c t o r s  have been i d e n t i f i e d  
a s  having i n f l u e n c e  on t h e  a p p l i c a t i o n  o f  d i s c r e t i o n ?  

Two s t u d i e s  have shown t h a t  peer  i n f l u e n c e  h a s  a s i g n i f i c a n t  impact on 
t h e  a p p l i c a t i o n  o f  d i s c r e t i o n .  P e t e r s e n  (1971) has  demonstra ted t h a t  t h e  
i n f l u e n c e  of t h e  work g roup  on t h e  behav ior  of t h e  uniformed t r a f f i c  o f f i c e r  
i s  e v i d e n t  i n  t h e  hand l ing  o f  t r a f f i c  t i c k e t s .  P e t e r s e n  i n d i c a t e s  through a 
q u a l i t a t i v e  d i s c u s s i o n  t h a t  an i n f o r m a l  q u o t a  sys tem is  t h e  prime d e t e r m i n a n t  
i n  t h e  number o f  t r a f f i c  t i c k e t s  w r i t t e n  pe r  month. An o f f i c e r  who exceeds  a 
c e r t a i n  i n f o r m a l l y  set  s t a n d a r d  of number o f  tickets w r i t t e n  w i l l  be viewed 
s c o r n f u l l y  by f e l l o w  workers .  Th i s  peer  p r e s s u r e  h a s  a l s o  been observed  by 
Banton (1964) ; Skoln ick  (1966); Skoln ick  and Woodworth; and Gard iner  (1968) ; 
showing t h a t  i n t e n s e  group cohesion media tes  t h e  amount o f  a c t u a l  enforcement  
i n  a v a r i e t y  of p o l i c e  f u n c t i o n s .  As s t a t e d  by Banton (1964:117):  

The ( p o l i c e )  l o c k e r  room d e c i d e s  i n f o r m a l l y ,  and perhaps  
even w i t h o u t  r e a l i z i n g  t h a t  it is doing s o ,  j u s t  how much 
work is t o  be done. I f  a man shows up h i s  c o l l e a g u e s  by 
working t o o  hard ,  o r  i f  he is l a z y  and wants t o  spend most 
o f  h i s  n i g h t  s h i f t  s l e e p i n g  i n  t h e  c a r ,  o r  i f  he  c a r r i e s  
t a l e s  t o  s u p e r v i s o r s ,  then  t h e  o t h e r s  w i l l  o s t r a c i z e  him. 
H i s  p a r t n e r s  w i l l  ask  to be p u t  wi th  someone e l s e  and,  i f  no 
one wants to work w i t h  him, t h e n  t h e r e  is l i t t l e  chance t h a t  
h i s  s u p e r i o r s  w i l l  view him wi th  favour  e i t h e r .  

A s t u d y  by O ' N e i l l  (1974) f u r t h e r  conf i rms  t h e  i n f l u e n c e  o f  p e e r  
p r e s s u r e  on p o l i c e  a c t i o n s .  Through a m u l t i v a r i a t e  a n a l y s i s  o f  s e v e r a l  
a t t i t u d i n a l  d a t a  a f f e c t i n g  p o l i c e  r o l e  e x p e c t a t i o n s  b e a r i n g  on t h e  a p p l i c a t i o n  
o f  d i s c r e t i o n ,  such a s  p e r s o n a l  demographics,  l e n g t h  of s e r v i c e ,  f u n c t i o n a l  
a ss ignment ,  c l i e n t e l e  c o n f r o n t e d  i n  day-to-day a c t i v i t i e s ,  pee r  g r o u p  
i n t e r a c t i o n ,  and s u p e r v i s o r y  i n f l u e n c e ,  O ' N e i l l  (1994 :171-172) found t h a t  t h e  
work group had t h e  most r e l a t i o n  t o  an o f f i c e r ' s  r o l e  e x p e c t a t i o n .  T h i s  
i n f l u e n c e  was s t r o n g e r  than  any o t h e r  v a r i a b l e  measurec?, a l though  r a c e  and 
e d u c a t i o n  appeared t o  e x e r t  a s l i g h t  i n f l u e n c e  on o f f i c e r  p r o p e n s i t y  to a p p l y  
d i s c r e t i o n a r y  a c t i o n s .  

The f i n d i n g  t h a t  e d u c a t i o n  appears  t o  a£ f  ect d i s c r e t i o n a r y  a c t i o n  
matches t h e  f i n d i n g  of Finckenauer  (1975) wherein h e  showed t h a t  c o l l e g e  



educa ted  r e c r u i t s  were l e s s  l i k e l y  t o  invoke t h e  c r i m i n a l  p r o c e s s  i n  a  number 
o f  o p e r a t i o n a l  s i t u a t i o n s .  

S i m i l a r l y ,  O ' N e i l l ' s  o b s e r v a t i o n  t h a t  a p o l i c e  o f f i c e r ' s  rank may 
i n f l u e n c e  h i s  o r  her  d i s c r e t i o n  has  a l s o  been no ted  i n  p r e v i o u s  r e s e a r c h  
(Alex ,  1969) , O ' N e i l l  (1974 :172) c o n s i d e r s  t h e  r e l a t i o n s h i p  o f  t h i s  
o b s e r v a t i o n  and t h e  i n d i c a t i o n  t h a t  e d u c a t i o n  a p p e a r s  t o  a f f e c t  r o l e  
e x p e c t a t i o n s  and conc ludes  t h a t  e d u c a t i o n  and r a c e  may a c t  a s  s u b - c u l t u r a l  
i n f l u e n c e s  on d i s c r e t i o n a r y  a c t i o n  and r o l e  e x p e c t a t i o n s  w i t h i n  t h e  work 
g roup .  These i n d i v i d u a l  a t t r i b u t e s  a r e  i m p o r t a n t ,  b u t  p r i m a r i l y  i n  t h e  
c o n t e x t  of t h e  s o c i a l  group.  

S t u d i e s  by Walsh (1973) and Schaefe r  (1978) p r o v i d e  e v i d e n c e  o f  s t i l l  
f u r t h e r  d i f f e r e n t i a t i o n  i n  p e r s o n a l  c h a r a c t e r i s t i c s  which may i n f l u e n c e  
d i s c r e t i o n .  Walsh ana lyzed  s e l f  p e r c e i v e d  p r o f e s s i o n a l i s m  i n  p o l i c e  o f f i c e r s  
from I r e l a n d  and t h e  N e t h e r l a n d s ,  a s  measured through an a t t i t u d i n a l  
i n s t r u m e n t ,  i n  an e f f o r t  to show how such p e r c e p t i o n s  (measured as low, 
medium, and h igh)  a f f e c t  law enforcement  t e n d e n c i e s .  Walsh showed t h a t  
o f f i c e r s  who viewed themselves  a s  more h i g h l y  p r o f e s s i o n a l  were more a p t  t o  
exchange f a v o r s  wi th  i n d i v i d u a l s  g i v i n g  a p o t e n t i a l  a r r e s t e e  a "b reak"  i n  
exchange f o r  in fo rmat ion  which c o u l d  be used f o r  b roader  enforcement  
purposes .  Walsh 's  s t u d y ,  however, is q u a l i t a t i v e  and does  n o t  i n c l u d e  
m c l t i v a r i a t e  a n a l y s i s  of many of  t h e  f a c t o r s  noted above which may a l s o  
i n f l u e n c e  d i s c r e t i o n .  

A f i n a l  d e t e r m i n a n t  o f  d i s c r e t i o n a r y  a c t i o n  is manager ia l  i n f l u e n c e .  
S t u d i e s  by Skoln ick  ( 1 9 6 6 ) ,  Wilson ( 1 9 6 8 ) ,  Gard iner  ( 1 9 6 9 ) ,  and Lundman (1979) 
s u g g e s t  t h a t  quo ta  sys tems o r  performance norms i n  p o l i c i n g  a f f e c t  t h e  
a p p l i c a t i o n  o f  d i s c r e t i o n .  These s t u d i e s  i n d i c a t e  t h a t  a p o l i c e  c h i e f  
e x e c u t i v e  may i n f l u e n c e  d i s c r e t i o n a r y  d e c i s i o n s ,  b u t  t h a t  t h e  e f f e c t  is 
u s u a l l y  s h o r t  l i v e d .  By c r a c k i n g  down on t r a f f i c  c i t a t i o n s ,  i n c i d e n t s  o f  
d i s o r d e r l y  conduc t ,  drug a r r e s t s ,  o r  o t h e r  community problems,  a p o l i c e  
a d m i n i s t r a t o r  may a c h i e v e  some temporary i n f l u e n c e .  However, t h e  myriad o f  
p o l i c e  f u n c t i o n s  an4 c o n f l i c t i n g  demands f o r  r e s o u r c e s  u s u a l l y  makes t h i s  
i n f l u e n c e  temporary a t  b e s t .  F u r t h e r ,  such i n f l u e n c e  is u s u a l l y  demons t ra ted  
o n l y  f o r  i n c i d e n t s  where fo rmal  p r o c e s s i n g  o c c u r s  ( e . g . ,  a r r e s t s ,  t i c k e t s ,  
w a r n i n g s ) .  I t  is much more d i f f i c u l t  t o  impact o t h e r  p o l i c e  a c t i v i t y  where no 
involvement  
g e n e r a t e d .  

i n  c r i m i n a l  p r o c e s s i n g  o r  f o r m a l  r e c o r d s  o f  a c t i v i t y  a r e  

These 
a p p l i c a t i o n  o f  

s t u d i e s  i n d
d i s c r e t i o n .  

i c a t e  t h a t  a v
U n f o r t u n a t e l y ,  

a r i e t y  o f  f a c t o r s  i n f l u e n c e  
t h e  sampled l i t e r a t u r e  d o e s  

t h e  
n o t  

y i e l d  s u f f i c i e n t  ev idence  upon which t o  base  a t h e o r y  o f  predominant  
i n f l u e n c e .  A m a j o r i t y  o f  t h e  s t u d i e s  sampled i n  p o l i c i n g  a r e  o n l y  q u a l i t a t i v e  
and t h u s  do n o t  i n c l u d e  m u l t i v a r i a t e  a n a l y s i s  o f  t h e s e  d i v e r s e  v a r i a b l e s .  The 
s t u d y  by O ' N e i l l  (1974) comes c l o s e s t  to i n c l u d i n g  such an a n a l y s i s ,  b u t  h i s  
d a t a  a r e  a t t i t u d i n a l  and n o t  b e h a v i o r a l .  I t  would seem premature  t o  d e r i v e  a  
t h e o r y  u s i n g  on ly  a t t i t u d i n a l  d a t a .  Thus, it can on ly  be concluded t h a t  a 



number of variables: environmental (including community cu l tu r a l  and 
demographic f ac to r s ) ,  s i t ua t i ona l  factors  ( a t t i t ude  of c i t i z en ,  presence of 
bystanders) , peer influence, personal pol ice  o f f i ce r  character i s t i c s  
(primarily race and education) , and supervisory quotas a l l  have an impact on 
the application of discret ion.  Further research examining the use of 
discret ion in a variety of police functions (e,g. ,  pa t ro l ,  t r a f f i c ,  
investigations) would be benef ic ia l  i n  i sola t ing the various e f f ec t s  of these 
factors .  Figure 16 depicts the re la t ionships  of these variables on police 
discretion.- 49/ 

Figure 1 6  

RELATIONSHIPS OF ENVIRONMENTAL, SOCIAL, PERSONAL, 

AND SUPERVISORY INFLUENCES ON POLICE DISCRETION 


Police Discretion 


Pressure Character i s t i c s  F 
I f ,  in f a c t ,  d iscret ionary action is influenced by these various 

contingencies, what role do managerial actions,  other than implementing a 
quota system, play i.n the coordination and control  of discret ion? 
Specif ical ly ,  what influence do rules  and procedures, t ra ining,  and 
supervisory action have on the application of discretion? The sampled 
l i t e r a t u r e  provides some ins igh t  in to  the relat ionships between these fac tors  
and coordination of discret ion.  

s / ~ h i s  d~agram was extracted by OINei l l ' s  (1974 : 34 )  disser ta t ion  on 
police role  expectations. The model posited here is a modified version of 
O 'Nei l l ' s  model. 



A s t u d y  o f  d i s c r e t i o n  and a r r e s t  by Sykes,  Fox, and Cla rk  (1976) i n  
t h r e e  midwestern communities i n d i c a t e s  t h a t  r u l e s  and p r o c e d u r e s  a r e  needed t o  
govern t h o s e  i n c i d e n t s  where d i s c r e t i o n  w i t h o u t  an a r r e s t  o p t i o n  o r  d i s c r e t i o n  
l i m i t e d  t o  a r r e s t  a r e  n o t  a p p l i c a b l e .  These s o - c a l l e d  " l o w  v i s i b i l i t y "  
e n c o u n t e r s  a r e  t h o s e  where s i t u a t i o n a l  enforcement  is most l i k e l y  t o  o c c u r .  
Cons ider ing  t h i s  f a c t ,  r e s e a r c h e r s  a t  t h e  Boston U n i v e r s i t y  C e n t e r  f o r  
Cr imina l  J u s t i c e  (1978) i n i t i a t e d  a p r o j e c t  t o  implement model p o l i c i e s  t o  
g u i d e  d i s c r e t i o n a r y  a c t i o n s  i n  such  s i t u a t i o n s .  These r e s e a r c h e r s  found,  
however, t h a t  such p o l i c i e s  d i d  n o t  have t h e  d e s i r e d  e f f e c t ,  because  t h e r e  was 
no means o f  a s s u r i n g  compliance t o  t h e s e  p o l i c i e s  o r  of p r o v i d i n g  p o s i t i v e  
i n c e n t i v e s  ( i n  t h e  way o f  rewards)  f o r  p o l i c e  o f f i c e r s  to comply. 

T r a i n i n g ,  s i m i l a r l y ,  h a s  n o t  been found t o  l e a d  g r e a t e r  c o n t r o l  of 
d i s c r e t i o n .  A s t u d y  by MeNamara (1967) was pe rhaps  t h e  f i r s t  t o  show t h a t  
r e c r u i t  t r a i n i n g  i n  p a r t i c u l a r  does  n o t  have t h e  d e s i r e d  e f f e c t  o f  g u i d i n g  
o f f i c e r  a c t i o n s  a s  t o  when t o  e n f o r c e  t h e  law. Blankenship  and Cramer ( 1 9 7 6 ) ,  
i n  a d d i t i o n ,  show t h a t  t r a i n i n g  i n  t e c h n i q u e s  o f  h a n d l i n g  mental  h e a l t h  
problems do n o t  a f f e c t  p o l i c e  d i s c r e t i o n  i n  such s i t u a t i o n s .  

S u p e r v i s i o n  h a s  a l s o  been shown t o  have l i t t l e  e f f e c t  on d i s c r e t i o n  
( S k o l n i c k ,  1966; Moran, 1 9 7 9 ) ,  wi th  t h e  e x c e p t i o n  o f  u r g i n g s  o f  s u p e r v i s o r s  t o  
have o f f i c e r s  reach  performance norms, a s  d i s c u s s e d  above. Skolnick (1966) 
e l a b o r a t e s  on t h i s  i s s u e  s t a t i n g  t h a t  t h e  p o l i c e  o c c u p a t i o n a l  c u l t u r e  s h i e l d s  
o f f i c e r s  from s a n c t i o n s  imposed by s u p e r v i s o r s  and sometimes l e a d s  o f f i c e r s  to 
q u e s t i o n a b l e  b e h a v i o r s  on t h e i r  own. T h i s  argument a g a i n  emphasizes  t h e  
s i g n i f i c a n c e  o f  t h e  work group i n  i n f l u e n c i n g  d i s c r e t i o n .  

T i f f t  (1975) h a s  examined t h e  r e l a t i o n s h i p  between s u p e r v i s i o n  and 
c o n t r o l  of o f f i c e r  b e h a v i o r .  T i f f t  (1975:71) shows t h a t  t h e  p o l i c e  p a t r o l  
s e r g e a n t  is i n  a r e l a t i v e l y  weak s t r u c t u r a l  p o s i t i o n  t o  c o n t r o l  i n d i v i d u a l  
behav ior  o r  to e x e r c i s e  i n f l u e n c e  on s u b o r d i n a t e s .  The v a r i e t y  i n  p o l i c e  
s i t u a t i o n s  encounte red ,  coupled w i t h  t h e  r e l a t i v e l y  vague n a t u r e  o f  many 
p o l i c e  d e p a r t m e n t a l  g u i d e l i n e s ,  t e n d s  t o  s t r e n g t h e n  t h e  o p e r a t i o n a l  
a p p l i c a t i o n  o f  d i s c r e t i o n  and l i m i t  t h e  s u p e r v i s o r ' s  power. T i f f t  (1975 :71) 
c o n c l u d e s  t h a t  t h e  p a t r o l  s u p e r v i s o r ' s  i n f l u e n c e  can o n l y  be he igh tened  by an 
a l t e r i n g  of t h e  s o c i a l  b a s e s  o f  power i n  t h e  p o l i c e  agency. T h i s  c o n c l u s i o n  
is a l s o  sugges ted  by Moran (1979) i n d i c a t i n g  t h a t  c u r r e n t  s u p e r v i s o r y  s t y l e s  
a r e  n o t  conducive t o  c o o r d i n a t i n g  a c t i v i t y  i n  an o c c u p a t i o n  wi th  much 
d i s c r e t i o n .  

These  f i n d i n g s  i n d i c a t e  t h a t  p o l i c e  management a c t u a l l y  has  v e r y  
l i t t l e  c o n t r o l  over  d i s c r e t i o n .  I f  t h i s  is s o ,  what a c t i o n s  can  be i n i t i a t e d  
t o  c o o r d i n a t e  b e t t e r  p o l i c e  a c t i o n s ?  Research i n  o t h e r  d i s c i p l i n e s  h e l p s  to 
answer t h i s  q u e s t i o n .  Payne and Mansf ie ld  ( 1 9 7 3 ) ,  i n  a s t u d y  o f  
o r g a n i z a t i o n a l  c l i m a t e ,  s u g g e s t  t h a t  l a c k  of autonomy among employees 
r e s t r i c t s  t h e  achievement  o f  normat ive  i n c e n t i v e s  and commitment t o  t h e  



o r g a n i z a t i o n .  F u r t h e r ,  H a l l  (1967) h a s  shown t h a t  g r e a t e r  autonomy f o r  
employees  t e n d s  t o  r e s t r i c t  ach ievemen t  o f  s o c i a l  i n c e n t i v e s  w h i l e  n o t  
a f f e c t i n g  g r o u p  c o h e s i o n .  

The i m p l i c a t i o n s  o f  t h e s e  s t u d i e s  f o r  p o l i c e  a r e  t h a t  a g r e a t e r  
r e c o g n i t i o n  o f  t h e  need f o r  autonomy may y i e l d  s a l u t a r y  e f f e c t s  on  i n d i v i d u a l  
commitment and d e c r e a s e  some o f  t h e  n e g a t i v e  f a c t o r s  r e s u l t i n g  f rom p e e r  
i n f l u e n c e .  The ach ievemen t  o f  t h i s  d e s i r e d  e f f e c t ,  however,  would n o t  be 
e a s y .  A s  shown by t h e  s t u d i e s  o f  T i f f t ' s  (1975)  work and t h e  Bos ton  
U n i v e r s i t y  C e n t e r  f o r  C r i m i n a l  J u s t i c e  ( 1 9 7 8 ) ,  s u c h  a change  would n e c e s s i t a t e  
a l t e r a t i o n s  i n  t h e  reward  s y s t e m s  i n  p o l i c i n g  and would mandate  a new r o l e  f o r  
p o l i c e  s e r g e a n t s ,  

I n  summaryr i t  c a n n o t  be  c o n c l u d e d ,  b a s e d  on r e s e a r c h  r ev iewed  f o r  
t h i s  s t u d y ,  t h a t  p r e s e n t  r e s e a r c h  h a s  y i e l d e d  much c o n s t r u c t i v e  knowledge 
a b o u t  t h e  c o n t r o l  and c o o r d i n a t i o n  o f  d i s c r e t i o n .  Such r e s e a r c h  h a s  i n d i c a t e d  
t h a t  many v a r i a b l e s  t e n d  to i n f l u e n c e  t h e  a p p l i . c a t i o n  o f  d i s c r e t i o n ,  b u t  even  
t h i s  r e s e a r c h  d o e s  n o t  h e l p  i n  p i n p o i n t i n g  t h e  main d e t e r m i n a n t s  o f  such  
d i s c r e t i o n .  I n  s h o r t ,  a d d i t i o n a l  r e s e a r c h  is needed t o  f u r t h e r  i s o l a t e  t h e s e  
e f f e c t s  and t o  u n d e r s t a n d  optimum c o n t r o l  and c o o r d i n a t i o n  methods  b e t t e r .  

Decision-Making Sys t ems .  The second  v a r i a b l e  i n  t h i s  s u b - c l u s t e r  
t o p i c a l  a r e a  is dec i s ion -mak ing  s y s t e m s .  Because  t h e  v a s t  amount o f  
l i t e r a t u r e  sampled examin ing  t h i s  v a r i a b l e  f o c u s e d  on dec is ion-making a s  a 
f u n c t i o n  of c o n c e n t r a t i o n  o f  management a u t h o r i t y ,  t h i s  is t h e  p redominan t  
s u b j e c t  o f  t h i s  s e c t i o n .  

A n a l y s e s  of  t h e  c o n c e n t r a t i o n  o f  management a u t h o r i t y  is o f t e n  
a d d r e s s e d  i n  t h e  c o n t e x t  o f  c e n t r a l i z a t i o n  v s .  d e c e n t r a l i z a t i o n  o f  d e c i s i o n -
making a u t h o r i t y .  T h i s  t o p i c  h a s  been  t h e  s u b j e c t  o f  a c o n s i d e r a b l e  number o f  
i n v e s t i g a t i o n s  by s o c i a l  s c i e n t i s t s  (see, f o r  example ,  Hage and Aiken ,  1967 ;  
Pugh, H ickson ,  H i n i n g s ,  and T u r n e r ,  1969;  I n k s o n ,  Pugh, and Hickson ,  1970 ;  
Pheysey ,  Payne ,  and  Pugh, 1971;  Hage and Dewar, 1 9 7 3 ) .  These  r e s e a r c h e r s  
f o c u s  on t h e  i s s u e  o f  c e n t r a l i z a t i o n  b e c a u s e  it p e r t a i n s  to t h e  l o c u s  o f  
dec i s ion -mak ing  a u t h o r i t y  i n  o r g a n i z a t i o n s .  Such r e s e a r c h  is l i k e l y  t o  
i n c l u d e  i n q u i r i e s  as t o  t h e  f i n a l  dec i s ion -mak ing  a u t h o r i t y  b e f o r e  l e g i t i m a t e  
a c t i o n  is taken--even i f  o t h e r s  i n  a dec i s ion -mak ing  h i e r a r c h y  mus t  
s u b s e q u e n t l y  c o n f i r m  t h e  d e c i s i o n  (Pugh,  H ickson ,  H i n i n g s ,  and T u r n e r ,  
1 9 6 8 ) .  O f t e n ,  t h i s  t o p i c  i s  i n c o r p o r a t e d  i n t o  a n a l y s e s  o f  o r g a n i z a t i o n a l  
s t r u c t u r e  and c o n s i d e r e d  a measure  f o r m a l ,  b u r e a u c r a t i c  o r g a n i z a t i o n a l  
c o o r d i n a t i o n  and c o n t r o l  mechanisms .-soy T h i s  a t t e n t i o n  on c e n t r a l i z a t i o n .  i t  
s h o u l d  be emphas i zed ,  d o e s  n o t  n e c e s s a r i l y  imply  a n a l y s e s  o f  g e o g r a p h i c a l  

50---/!$or t h i s  r e a s o n ,  t h i s  v a r i a b l e  c o u l d  have  a r g u a b l y  been  a n a l y z e d  i n  
c o n j u n c t i o n  w i t h  o t h e r  v a r i a b l e s  m e a s u r i n g  t h i s  t o p i c  and a p p e a r i n g  i n  a n  
e a r l i e r  s e c t i o n  sf  t h i s  c h a p t e r .  The d e c i s i o n  t o  examine t h i s  t o p i c  h e r e  was 
made to a.ecommodate t h e  v a r i o u s  p o l i c e  s t u d i e s .  



l o c a t i o n  o f  dec i s ion -mak ing .  R a t h e r ,  it p e r t a i n s  t o  t h e  o r g a n i z a t i o n a l  l o c u s ,  
which may or may n o t  n e c e s s i t a t e  an a n a l y s i s  o f  g e o g r a p h i c a l  l o c a t i o n  o f  
d e c  i s ion-making . 

These  s t u d i e s  i n  t h e  social s c i e n c e  a r e n a  c o n s t i t u t e  t h e  p r i m a r y  d a t a  
b a s e  f o r  a n a l y s e s  c o n c e r n i n g  c o n c e n t r a t i o n  o f  a u t h o r i t y .  The p o l i c e  
l i t e r a t u r e  sampled f o r  t h i s  s t u d y  c o n t a i n e d  o n l y  a s m a l l  number o f  a n a l y t i c a l  
i n v e s t i g a t i o n s  o f  t h i s  v a r i a b l e .  The p o l i c e  s t u d i e s  which d o  a n a l y z e  t h i s  
t o p i c  d o  so i n  c o n j u n c t i o n  w i t h  o t h e r  measurements  o f  t h e  impac t  o f  team 
p o l i c i n g  p rog rams  (Sherman,  M i l t o n ,  and K e l l y ,  1973 ;  D i m i e r i ,  1976;  S c h w a r t z  
and  C l a r r e n ,  1 9 7 7 ) .  Such r e s e a r c h  d o e s  n o t  i n c l u d e  in -dep th  a n a l y s e s  o f  t h e  
r a m i f i c a t i o n s  o f  s h i f t s  i n  l o c u s  o f  dec i s ion -mak ing  a u t h o r i t y .  I n s t e a d ,  s u c h  
r e s e a r c h  i n v e s t i g a t e s  t h e  b e n e f i t s  or d y s f u n c t i o n s  s f  d e c  n t r a l i z a t i o n  o f  a 
new program o r  c r i t i c a l  component o f  t h e  p o l i c e  func t ion . -  51f Team p o l i c i n g  by 
d e f i n i t i o n  i n c o r p o r a t e s  many a d m i n i s t r a t i v e  and m a n a g e r i a l  c h a n g e s ,  o n l y  one  
o f  which  is d e c e n t r a l i z a t i o n  o f  dec i s ion -mak ing  a u t h o r i t y .  I t  is d i f f i c u l t ,  
t h e r e f o r e ,  t o  d e v e l o p  from t h e s e  s t u d i e s  a sound knowledge b a s e  c o n c e r n i n g  t h e  
e f f e c t s  o f  d e c e n t r a l i z a t i o n  o f  dec i s ion -mak ing  a u t h o r i t y .  

The i m p l i c a t i o n s  posed  by t h e s e  r e s e a r c h  e f f o r t s  are t h a t  
d e c e n t r a l i z a t i o n  i n  a team p o l i c i n g  program p r o d u c e s  improved p o l i c e - c i t i z e n  
r e l a t i o n s  (Sherman,  M i l t o n ,  and K e l l y ,  1973;  D i m i e r i ,  1976;  Schwar t z  and 
C l a r r e n ,  1 9 7 7 ) ,  improved o f f i c e r  s a t i s f a c t i o n  w i t h  t h e i r  j ob  (Schwar t z  and  
C l a r r e n ,  1 9 7 7 ) ,  i n c r e a s e d  social c o h e s i o n  among t h e  work f o r c e  ( D i m i e r i ,  
1 9 7 6 ) ;  i n c r e a s e s  i n  t h e  s i z e  o f  a d m i n i s t r a t i v e  and s u p p o r t  component t o  manage 
t h e  d e c e n t r a l i z e d  o p e r a t i o n  ( ~ i m i e r i ,1976;  Schwar t z  and C l a r r e n ,  1 9 7 7 ) ;  by a 
d e c r e a s e d  r e l i a n c e  on f o r m a l i z e d  r u l e  ( D i m i e r i ,  1 9 7 6 ) ,  a l t h o u g h  t h e r e  was 
s t i l l  a need  for f l e x i b l e  p o l i c i e s  under  d e c e n t r a l i z a t i o n  a s  shown by D i m i e r i  
(1.976), i n c r e a s e d  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  (Schwar t z  and C l a r r e n ,  1977)  as 

measured  by i n c r e a s e d  a r res ts  f o r  b u r g l a r i e s .  As shown by S c h w a r t z  and 
C l a r r e n ,  however,  t h i s  improvement i n  e f f e c t i v e n e s s  was n o t  s u s t a i n e d  o v e r  a n  
e x t e n d e d  p e r i o d  o f  time. 

, How do t h e s e  r e s u l t s  compare w i t h  f i n d i n g s  i n  t h e  g e n e r a l  s o c i a l  
s c i e n c e  d i s c i p l i n e s ?  S i m i l a r  to t h e  police r e s e a r c h ,  such  s t u d i e s  i n d i c a t e  
t h a t  c o n c e n t r a i o n  o f  a u t h o r i t y  ( c e n t r a l i z a t i o n )  i s  n e g a t i v e l y  a s s o c i a t e d  w i t h  
social c o h e s i o n  among employees  (Pheysey ,  Payne ,  and  Pugh,  1970;  C h i l d ,  
1 9 7 3 a ) ,  and employee s a t i s f a c t i o n  (Aiken and Hage, 1968 ;  Cohen, Rob inson ,  and 
Edwards,  1 9 6 9 ) . T h i s  d e c r e a s e d  s a t i s f a c t i o n  may be  accompanied by a 

51-/such s t u d i e s  u s u a l l y  have  as t h e i r  p r i m a r y  e v a l u a t i o n  o b j e c t i v e  t h e  
d e t e r m i n a t i o n  o f  c h a n g e s  i n  o r g a n i z a t i o n a l  outcomes  produced by s u c h  a 
program.  Among t h o s e  outcomes  i n v a r i a b l y  measured a r e  a r r e s t  r a t e s ,  c l e a r a n c e  
r a t e s ,  c i t i z e n  p e r c e p t i o n s ,  and o f f i c e r  s a t i s f a c t i o n .  



decreasing conformity to organizational and managerial policies (Child, 1973a) 

and less reliance on structured rules to guide activities and behavior (Hage 

and Aiken, 1967; Inkson, Pugh, and Hickson, 1970). This latter study suggests 

that a decreasing concentration of authority seems to follow a structuring of 

activities, indicating that as management enacts structured rules to govern 

behavior in work units there is a concomitant decreasing of the concentration 

of authority in the work environment. 


What knowledge can be transferred from this sampling of literature 

concerning the relationship between decentralization and organizational 

effectiveness? Only one study examined researched this relationship and 

fo~~nd,
through an experimental investigation of the effects of concentration 
of authority on the work unit's ability to solve organizational problems, that 
a decentralized system was most effective (Cohen, Robinson, and Edwards, 
1969). The results of this study are complemented by those of researchers 
investigating the effects of environmental uncertainty on management 
practices. As observed by Negandhi and Reimann (1975) and Pennings (1975) , 
increasing environmental uncertainty (due to perceived instability or change 
in economic conditions, legal/political autonomy, or requlatory conditions) 
will result in a decreasing concentration of authority, greater participation 
of the work group in problem solving and developing new ideas, less formalism, 
and increased adaptability to the environment (a measure of effectiveness). 

The general management literature also provides insight into what 
organizational characteristics are associated with concentration of 
authority. As shown by Hage and Aiken (1967) and Blankenship and Miles 
(1968), hierarchical structural levels are positively associated with 
concentration of authority. These latter researchers also found span of 
control; manager ratio to be positively associated with concentration of 
authority ( e . ,  larger spans of control are found when authority is 
centralized). 

Researchers have also noted that increasing technological complexity 

is negatively associated with concentration of authority (Pugh, Hickson, 

Hinings, and Turner, 1969) and that increasing task variability is negatively 

correlated with concentration of authority (Hage and Aiken, 1969; Pugh, 

Hickson, Hinings, and Turner, 1969). Interestingly, it has also been observed 

in the study by Pugh, Hickson, Hinings, and Turner (1969) that size of 

organization is not related to concentration of authority. 


The amount of research on this topic makes it possible to synthesize 

these findings and develop a list of propositions concerning centralization of 

authority. Such a list has been derived and is presented below. These 

propositions appear to be applicable to a variety of organizational 

disciplines including law enforcement, 




1. 	Organizations with a high degree of variability in task 

structure and high levels of technological complexity 

are more likely to decentralize decision-making 

authority than organizations with a routine task 

structure and less technological complexity. 


2. 	 Organizations exhibiting a hierarchical structure and 

large spans of control are more likely to rely on 

centralized decision-making systems than are 

organizations that do not have hierarchical structures 

and low spans of control, 


3. 	Perceived change in the organizational environment 

(environmental uncertainty) is likely to be followed by 

greater decentralization of authority and subsequent 

adaptations of the organization to environmentally 

induced changes. 


4. 	A greater decentralization of decision-making authority 
is conducive to the resolution of organizational 
management problems. 

5. 	Increasing formalization of written rules and procedures 

is more likely to be found in organizations where 

management centralizes decision-making. 


6. 	Organizations which decentralize decision-making are 

likely to realize an increase in employee satisfaction 

in individual work units and greater social cohesion 

among and within such work units. 


These relationships can be depicted graphically as shown in Figure 17 

below. It should be stressed here that these relationships are based on a 

relatively small sample of research studies in the general management 

discipline. Thus, additional research may provide confirmation of these 

findings, or discover conflicting results as observed by other researchers 

examining management and organization practices. 


What implications do these relationships have for police 

administration and management? First, it should be pointed out that these 

relationships do not necessarily indicate that organizations with a 

decentralized decision-making structure are in the long run more effective. 

The literature on environmental uncertainty suggests that decentralizing 

decision-making authority fosters adaptation to environmental changes. The 

achievement of this goal does not, however, presuppose that such adaptation 
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Figure 17 
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will automatically produce sustained improvements in effectiveness. As noted 
in the evaluation by Schwartz and Clarren (1977), the advent of team policing 
in Cincinnati was followed by improved increases in police-citizen relations, 
greater satisfaction of police officers, but only a short-term improvement in 
organizational effectiveness. 

Police managers considering decentralization of authority may then 

experience some benefits in employee relations and perhaps in relations 

between the police and the community. At what cost may these outcomes be 

achieved? They may be realized perhaps only if police organizations 

relinquish their adherence to hierarchical management structures and rigid 

rules and procedures. Such changes may be abhorrent, however, to some police 
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managers. I n  t h e i r  view, which may be w e l l  founded i n  many j u r i s d i c t i o n s ,  t h e  
p o l i c e  f u n c t i o n  by n a t u r e  p r e s e n t s  t o o  many o p p o r t u n i t i e s  f o r  misconduc t  o r  
l a c k  o f  adherence t o  management s t a n d a r d s  of conduct  and t h a t  t h e s e  p o s s i b l e  
t r a n s g r e s s i o n s  can on ly  be c o n t r o l l e d  through c e n t r a l i z e d  c o n t r o l  and 
f o r m a l i z e d  r u l e s ,  r e g u l a t i o n s ,  and p rocedures .  

I n  summary, t h e r e  appear  t o  be s e v e r a l  advan tages  and d i s a d v a n t a g e s  of 
a d e c e n t r a l i z a t i o n  of a u t h o r i t y ,  b u t  t h e  u l t i m a t e  r e s u l t - - t h a t  o f  what 
s u s t a i n e d  e f f e c t  d e c e n t r a l i z a t i o n  w i l l  have on e f f e c t i v e n e s s  and e f f i c i e n c y - -  
has  n o t  r e a l l y  been demons t ra ted ,  a t  l e a s t  i n  t h e  r e s e a r c h  reviewed f o r  t h i s  
s t u d y .  A d d i t i o n a l  r e s e a r c h  i n  p o l i c e  o r g a n i z a t i o n s  would h e l p  to conf i rm 
t h e s e  no ted  advan tages  and d i s a d v a n t a g e s  and p r o v i d e  a d d i t i o n a l  knowledge 
concern ing  t h e  r e l a t i o n s h i p  o f  c o n c e n t r a t i o n  of i i u t h o r i t y  to  o r g a n i z a t i o n a l  
outcomes. 

Employee Coord ina t ion /Cont ro l .  The t h i r d  and f i n a l  v a r i a b l e  a d d r e s s e d  
i n  t h i s  s u b - c l u s t e r  t o p i c a l  a r e a  is employee c o o r d i n a t i o n / c o n t r o l .  T h i s  
v a r i a b l e  encompasses a number o f  management t a s k s  and a c t i v i t i e s  under taken  to 
c o n t r o l  and c o o r d i n a t e  work t a s k s  and e n s u r e  maintenance o f  t h e  human 
e n t e r p r i s e  w i t h i n  t h e  o r g a n i z a t i o n .  S p e c i f i c a l l y ,  t h r e e  e l e m e n t s  o f  t h e  
management p r o c e s s  a r e  subsumed under t h i s  v a r i a b l e  and a d d r e s s e d  i n  t h i s  
s e c t i o n .  These t h r e e  e lements  a r e :  s u p e r v i s o r y  s t y l e s  i n  
coordinating/controlling t h e  work e f f o r t ,  management and s u p e r v i s o r y  r o l e s  i n  
e v a l u a t i n g  performance,  and management and s u p e r v i s o r y  r o l e s  i n  t h e  
d i s c i p l i n a r y  p r o c e s s .  These t h r e e  t o p i c s  a r e  d i s c u s s e d  i n  t h i s  s e c t i o n .  

A c o n s i d e r a b l e  number o f  p r e s c r i p t i v e  t e x  s have been a u t h o r e d  
concern ing  t h e  e x e r c i s e  o f  s u p e r v i s i o n  i n  po l ic ing .& These t e x t s  c o n t a i n  a 
number o f  recommendations f o r  a c h i e v i n g  s u p e r v i s o r y  p r a c t i c e s .  How w e l l  do 
t h e s e  p r a c t i c e s  a c t u a l l y  work when implemented and what o t h e r  o r g a n i z a t i o n  and 
management i s s u e s  impact upon s u p e r v i s i o n ?  These i n q u i r i e s  were i n i t i a t e d  i n  
conduc t ing  t h i s  s y n t h e s i s  o f  r e s e a r c h  i n  p o l i c e  management and a d m i n i s t r a t i o n .  

S e v e r a l  law enforcement  r e s e a r c h  e f f o r t s  have examined t h e  r o l e  o f  t h e  
f i r s t  l i n e  s u p e r v i s o r  and t h e  m i d - l e v e l  i n  manager p o l i c e  a g e n c i e s  (see, f o r  
example,  S k o l n i c k ,  1966; R e i s s ,  1971; R u b i n s t e i n ,  1973; T i f f t ,  1975;  B r i e f ,  
Aldag,  and Wallden,  1976; Moran, 1978; J e r m i e r  and Berkes ,  1 9 7 9 ) .  These 
s t u d i e s  by and l a r g e  i n d i c a t e  t h a t  t h e  t r a d i t i o n a l  s u p e r v i s o r y  r o l e  i n  
p o l i c i n g  p roduces  on ly  a minimal degree  o f  c o n t r o l  and c o o r d i n a t i o n  o f  
d i s c r e t i o n a r y  behav ior .  Sko ln ick  ( 1 9 6 6 ) ,  R e i s s  ( 1 9 7 1 ) ,  R u b i n s t e i n  ( 1 9 7 3 ) ,  and 

-5 2 / ~ e e ,  f o r  example, Wi l l i am B. Melnicoe and J a n  Mennig, Elements  o f  
P o l i c e  S u p e r v i s i o n  (Bever ly  H i l l s ,  C a l i f .  : Glencoe P r e s s ,  1969) and Nathan I?. 
Iannone,  S u p e r v i s i o n  o f  P o l i c e  P e r s o n n e l ,  2nd ed.  (Englewosd C l i f f s ,  N . J . :  
P r e n t i c e - H a l l ,  I n c . ,  1975) . 



Moran (1978) show t h a t  t h e  o c c u p a t i o n a l  c u l t u r e  o f  p o l i c e  o f f i c e r s  minimizes  
t h e  a c t u a l  c o n t r o l  o f  behav ior .  T i f f t  (1975) s u g g e s t s  t h a t  v a r i a b i l i t y  i n  t h e  
t a s k  s t r u c t u r e  o f  p o l i c i n g  makes i t  d i f f i c u l t  f o r  s u p e r v i s o r s  to c o n t r o l  
e f f e c t i v e l y  p o l i c e  a c t i v i t i e s .  And, T i f f t  (1975) , Moran (1978) , and J e r m i e r  
and Berkes  (1979) have shown t h a t  t h e  t r a d i t i o n a l  b u r e a u c r a t i c  o r g a n i z a t i o n a l  
s t r u c t u r e ,  complete  w i t h  i ts  formal  c o n f e r r i n g  of a u t h o r i t y  on t h e  s u p e r v i s o r  
through t h e  c h a i n  o f  command and e x p e c t a t i o n  t h a t  s u p e r v i s o r s  can r e s o r t  t o  
f o r m a l l y  documented r u l e s  and p r o c e d u r e s  t o  govern p o l i c e  o f f i c e r  b e h a v i o r ,  is 
n o t  s a t i s f a c t o r y  t o  c o o r d i n a t e  p o l i c e  a c t i v i t i e s .  T h i s  p o i n t  is e l a b o r a t e d  
upon by R u b i n s t e i n  (1973:447-450) showing t h a t  p o l i c e  o f f i c e r s  do n o t  comply 
wi th  a s u p e r v i s o r ' s  wishes  because  t h e  s e r g e a n t  " o r d e r s "  them t o  perform a 
t a s k ,  b u t  because  of p e r s o n a l  r e l a t i o n s h i p s  e s t a b l i s h e d  w i t h  o f f i c e r s .  
R u b i n s t e i n  ( 1 9 7 3 ~ 4 5 0 )  e x p l a i n s  t h a t  s u p e r v i s o r s  do riot en joy  t h e  a u t h o r i t y  
c o n f e r r e d  upon them by t h e  fo rmal  o r g a n i z a t i o n  by s t a t i n g :  

The s e r g e a n t  does  n o t  l e a d  h i s  men i n t o  t h e i r  work, he 
s u p e r v i s e s  them. He needs  t h e i r  a c t i v e  c o o p e r a t i o n  or he 
w i l l  be a f a i l u r e .  Every s e r g e a n t  u n d e r s t a n d s  t h i s .  I f  h i s  
men d i s l i k e  him o r  f e e l  t h a t  he is n o t  competent ,  t h e r e  is 
no way he can f o r c e  them t o  do t h e  work i n  a way t h a t  w i l l  
s a t i s f y  t h e  c a p t a i n  and t h e  i n s p e c t o r .  

T i f f t  (1975:72) has  summarized reasons  f o r  t h i s  l ack  o f  i n f l u e n c e  
th rough  h i s  a n a l y s i s  of power b a s e s  i n  p o l i c e  o r g a n i z a t i o n s  by s t a t i n g  t h a t  
t h e  " s u p e r v i s o r  p o s i t i o n  had few and weak s o c i a l  b a s e s  o f  power ." S e v e r a l  
f a c t o r s ,  accord ing  t o  T i f f t  (1975:72) c r e a t e  t h i s  s i t u a t i o n ,  among them: 

1. 	 The n a t u r e  o f  t h e  work s u p e r v i s e d .  

2 .  	 The impermanence o f  sergeant-pat rolman r e l a t i o n s .  

3. 	 The environmental  "h igh  cr ime" t a s k  demands. 

4 .  	 The n a t u r e  o f  manpower deployment d e c i s i o n s .  

5 .  	 The l a c k  of e x e c u t i v e  p o l i c y  g u i d e l i n e s  f o r  hand l ing  
non-cr ime i n c i d e n t s .  

6 .  	 The p r e s s u r e s  o f  s u b o r d i n a t e s .  

7 .  	 The n a t u r e  o f  h i s  s u p e r i o r ' s  t a s k  e x p e c t a t i o n s .  

T h i s  is n o t  to say  t h a t  p o l i c e  s u p e r v i s o r s  do n o t  e x e r t  some i n f l u e n c e  
over  t h e i r  s u b o r d i n a t e s .  P o l i c e  s e r g e a n t s  and mid-managers have t h e  a b i l i t y  
t o  media te  punishment and,  t o  a c e r t a i n  degree ,  have t h e  a b i l i t y  t o  a f f e c t  
day-to-day working c o n d i t i o n s  through work ass ignments ,  Because t h e s e  two 
modes o f  i n f l u e n c e  a r e  o f t e n  m a n i f e s t e d  i n  a n e g a t i v e  c o n t e x t - - t h a t  is, by 
c r a c k i n g  down on s e l e c t e d  r u l e  v i o l . a t o r s  o r  a s s i g n i n g  o f f i c e r s  t o  less than  



d e s i r a b l e  work t a s k s ,  t h e  p a t t e r n s  o f  i n t e r a c t i o n  between s u p e r v i s o r s  and 
s u b o r d i n a t e s  o f t e n  a r e  narrowed t o  o n l y  s p e c i f i c  forms of c o m u n i c a t i o n ,  and 
t h e s e  g e n e r a l l y  do n o t  i n v o l v e  g i v i n g  a d v i c e  i n  d i s c r e t i o n a r y  s i t u a t i o n s  
( T i f f t ,  1 9 7 5 ) .  The s u p e r v i s o r  is o n l y  a b l e  t o  check t o  s e e  t h a t  by a l l  
appearances  t h e  p o l i c e  o f f i c e r  is performing h i s  o r  he r  job e f f e c t i v e l y  ( i . e . ,  
by checking r e p o r t s  t o  make s u r e  t h e y  a r e  w r i t t e n  c o r r e c t l y ,  by a s s u r i n g  t h a t  
o f f i c e r s  answer t h e i r  r a d i o  c a l l s  i n  a t i m e l y  manner) .  Consequent ly ,  p o l i c e  
o f f i c e r s  o f t e n  t end  t o  avo id  c o n t a c t  w i t h  t h e  s u p e r v i s o r .  

The s u p e r v i s o r ' s  r o l e  i n  performing even t h e s e  t a s k s ,  however, is 
l i m i t e d  by management's seeming i n a b i l i t y  o r  i n t e n t i o n a l  avo idance  o f  
c o n f e r r i n g  r e s p o n s i b i l i t y  f o r  d i s c i p l i n a r y  a c t i o n s  upon t h e  s u p e r v i s o r .  Many 
p o l i c e  age c i e s  f a i l  to d e l e g a t e  a p p r o p r i a t e  r e s p o n s i b i l i t y  f o r  s u p e r v i s o r y  
d i s c i p l i n a r y  a c t i o n s ,  c r e a t i n g  i n e q u i t i e s  and i n c o n s i s t e n c i e s  i n  t h e  
a d m i n i s t r a t i o n  of d i s c i p l i n e  and,  c o n s e q u e n t l y ,  l ack  o f  s a t i s f a c t i o n  w i t h  t h e  
p o l i c e  a g e n c y ' s  d i s c i p l i n a r y  p r o c e s s  ( I n t e r n a t i o n a l  A s s o c i a t i o n  of C h i e f s  o f  
P o l i c e ,  1976 :36) . McNamara (1967) and Macfar lane and Crosby (1976) have 
examined t h i s  phenomenon and observed t h a t  s e n i o r i t y  o f t e n  a f f e c t s  p o l i c e  
o f f i c e r  p e r c e p t i o n s  o f  s u p e r v i s o r s  and d i s c i p l i n e  because  s e n i o r  o f f i c e r s  
become more accustomed t o  t h e  r e a l i t i e s  o f  t h e  s u p e r v i s o r y  r o l e .  

These d y s f u n c t i o n s  i n  t h e  a d m i n i s t r a t i o n  of d i s c i p l i n e  a r e ,  q u i t e  
l o g i c a l l y ,  e x t e n s i o n s  of t h e  o v e r a l l  problem of  a c c u r a t e l y  d e f i n i n g  t h e  
s u p e r v i s o r ' s  p o s i t i o n  i n  p o l i c i n g .  Consequent ly ,  s u p e r v i s o r s  a r e  o f t e n  n o t  
viewed a s  p a r t  o f  t h e  management team ( R u b i n s t e i n ,  1973, I n t e r n a t i o n a l  
A s s o c i a t i o n  o f  C h i e f s  o f  P o l i c e ,  1976) .  

How then  can s u p e r v i s o r s  i n f l u e n c e  b e h a v i o r ,  o r  how can they  g e n e r a t e  
a  p o s i t i v e  e v a l u a t i o n  by s u b o r d i n a t e s ?  Such outcomes do occur  and where 
s u p e r v i s i o n  is viewed as f a v o r a b l e ,  o f f i c e r s  c i t e  t h i s  f a c t o r  a s  an a t t r i b u t e  
o f  p o l i c e  s a t i s f a c t i o n  (S lovak ,  1978; J e r m i e r  and Berkes ,  1 9 7 9 ) .  Upon 
examining t h i s  q u e s t i o n ,  J e r m i e r  and Berkes (1979) found t h a t  s u p e r v i s o r s  who 
e x h i b i t e d  a " p a r t i c i p a t i v e n  l e a d e r s h i p  s t y l e  were r a t e d  more h i g h l y  by 
s u b o r d i n a t e s .  S i m i l a r l y ,  B r i e f ,  Aldag , and Wallden (1976) found t h a t  t h e r e  
was a p o s i t i v e  r e l a t i o n s h i p  between p e r c e p t i o n s  of s u p e r v i s o r  i n i t i a t i n g  
s t r u c t u r e  ( t h a t  is, t h e  e x t e n t  t o  which a s u p e r v i s o r  s t r u c t u r e s  t h e  
s u b o r d i n a t e ' s  t a s k )  and employee commitment and s a t i s f a c t i o n .  Aldag and B r i e f  
(1978) examined t h i s  r e l a t i o n s h i p  and i n q u i r e d  a s  t o  whether " c o n s i d e r a t i o n  
s t r u c t u r e "  ( i .e . ,  s u p e r v i s o r y  b e h a v i o r s  l e a d i n g  t o  f r i e n d s h i p ,  mutual  t r u s t ,  
r e s p e c t ,  and r a p p o r t )  a l s o  c o n t r i b u t e s  to p o s i t i v e  p e r c e p t i o n s  and low amounts 
o f  s t r e s s  i n  p o l i c e  o f f i c e r s .  These r e s e a r c h e r s  analyzed t h e  r e l a t i o n s h i p  
between s t r e s s  and r o l e  ambigu i ty  ( t h e  e x t e n t  t o  which t a s k s  a r e  n o t  w e l l  
d e f i n e d )  u s i n g  measures  o f  i n i t i a t i n g  s t r u c t u r e  and c o n s i d e r a t i o n  s t r u c t u r e .  
They found (1978:366) t h a t  r o l e  ambigu i ty  was n e g a t i v e l y  r e l a t e d  wi th  employee 
s a t i s f a c t i o n ,  commitment, and s a t i s f a c t i o n  w i t h  s u p e r v i s o r s ,  and t h a t  b o t h  
i n i t i a t i n g  s t r u c t u r e  and c o n s i d e r a t i o n  s t r u c t u r e  were n e g a t i v e l y  r e l a t e d  to 
role ambigu i ty .  They conc luded ,  t h e r e f o r e ,  t h a t  r o l e  ambigui ty  is a 
s i g n i f i c a n t  c o r r e l a t e  o f  s a t i s f a c t i o n  and commitment, b u t  t h a t  s u p e r v i s o r s  who 



d i s p l a y  an i n i t i a t i n g  s t r u c t u r e  and a c o n s i d e r a t i o n  s t r u c t u r e  i n  day-to-day 
a c t i v i t i e s  can h e l p  minimize r o l e  ambigui ty  and t h u s  improve s a t i s f a c t i o n  and 
l i k e l i h o o d  o f  commitment. They conclude (1978 :366-367) t h a t  "whi le  a v a r i e t y  
o f  o t h e r  p o t e n t i a l  c a u s a l  mechanisms d e s e r v e  e x p l o r a t i o n ,  t h e s e  r e s u l t s  imply 
t h a t  . r o l e  ambigui ty  may i n t e r v e n e  between s u p e r v i s o r y  s t y l e  and 
s u b o r d i n a t e  responses  (concern ing  s a t i s f a c t i o n  and commitment) . 

I n t e r e s t i n g l y ,  t h e s e  f i n d i n g s  p a r a l l e l  t h o s e  of r e s e a r c h e r s  i n  t h e  
g e n e r a l  s o c i a l  s c i e n c e  a r e n a .  Lowin, Hrapchak, and Kavanagh (1969) and House, 
F i l l e y ,  and Kerr (1971) have shown t h a t  p e r c e i v e d  s u p e r v i s o r y  i n i t i a t i n g  
s t r u c t u r e  is p o s i t i v e l y  r e l a t e d  to s a t i s f a c t i o n .  Lowin, Hrapchak, and 
Kavanagh (1969) have gone f u r t h e r  and shown t h a t  p e r c e i v e d  i n i t i a t i n g  
s t r u c t u r e  is  p o s i t i v e l y  r e l a t e d  t o  p e r c e i v e d  c o n s i d e r a t i o n  s t r u c t u r e ,  
s u g g e s t i n g  p o s s i b l e  m u l t i c o l l i n e a r i t y  between t h e s e  t w o  measures .  

J f  it is assumed t h a t  such a s u p e r v i s o r y  s t y l e  is p o s i t i v e l y  r e l a t e d  
t o  employee p e r c e p t i o n s ,  how can t h i s  s u p e r v i s o r y  s t y l e  be r e l a t e d  t o  
performance? Wager (1965) h a s  shown t h a t  s u p p o r t i v e  behavior  ( g e n e r a l l y  
s i m i l a r  to i n i t i a t i n g  s t r u c t u r e  and c o n s i d e r a t i o n  s t r u c t u r e )  is p o s i t i v e l y  
a s s o c i a t e d  w i t h  s u p e r v i s o r y  f u l f i l l m e n t  o f  r o l e  o b l i g a t i o n s  ( i .e . ,  m o t i v a t i n g  
t h e  work f o r c e ) .  T h i s  f i n d i n g  is s i m i l a r  t o  those  of Lowin, Hrapchak, and 
Kavanagh (1969) and Misumi and S e k i  (1971) showing t h a t  s u p p o r t i v e  s t y l e s  o f  
s u p e r v i s i o n  may be p o s i t i v e l y  r e l a t e d  t o  b o t h  s a t i s f a c t i o n  and performance.  

Do t h e s e  f i n d i n g s  ho ld  f o r  a l l  forms o f  o r g a n i z a t i o n s ?  Research i n  
t h e  g e n e r a l  s o c i a l  s c i e n c e  a r e n a  s u g g e s t s  t h a t  they may n o t .  R o s s e l  (1970) 
shows t h a t  two d i f f e r e n t  l e v e l s  of l e a d e r s h i p  may e x i s t  s i m u l t a n e o u s l y  i n  an 
o r g a n i z a t i o n .  He d e f i n e s  t h e s e  a s  i n s t r u m e n t a l  and e x p r e s s i v e  l e a d e r s h i p  
s t y l e s .  I n s t r u m e n t a l  l e a d e r s h i p  is p r i m a r i l y  concerned wi th  t a s k  
e f f e c t i v e n e s s ;  worker s a t i s f a c t i o n  is thought  to be  a  byproduct  o f  t h e  
o r g a n i z a t i o n  o f  work. Express ive  l e a d e r s h i p  o r i e n t a t i o n s  a r e  c l a s s i f i e d  a s  
those  concerned wi th  t h e  e l i m i n a t i o n  o f  i n t e r p e r s o n a l  f r i c t i o n  t h a t  i n t e r f e r e s  
wi th  p r o d u c t i o n .  R o s s e l  found t h a t  i n  o r g a n i z a t i o n  work u n i t s  w i t h  a h igh 
l e v e l  o f  r e q u i r e d  l a b o r  commitment t o  t h e  job,  t h e r e  was a pronounced 
i n s t r u m e n t a l  o r i e n t a t i o n  among high l e v e l  managers and an e x p r e s s i v e  
o r i e n t a t i o n  among lower l e v e l  s u p e r v i s o r s .  The p a t t e r n  is r e v e r s e d  i n  
o r g a n i z a t i o n s  wi th  a low r e q u i r e d  l a b o r  commitment. Th i s  s u g g e s t s  t h a t  t h e  
form of  t a s k  s t r u c t u r e  and t e c h n o l o g i c a l  complexi ty  a f f e c t s  s u p e r v i s o r y  
s t y l e .  T h i s  o b s e r v a t i o n  was s i m i l a r  to t h a t  of Wofford ( 1 9 7 1 ) ,  wherein  he  
showed t h a t  o r g a n i z a t i o n s  wi th  s imple ,  c e n t r a l i z e d ,  s t r u c t u r e d  o p e r a t i o n s  were 
more l i k e l y  t o  e x h i b i t  e f f e c t i v e  s u p e r v i s o r y  s t y l e s  t h a t  a c c e n t u a t e d  p e r s o n a l  
i n t e r a c t i o n  among t h e  work f o r c e  ( s i m i l a r  t o  R o s s e l ' s  i n s t r u m e n t a l  
l e a d e r s h i p ) .  I n  o r g a n i z a t i o n s  wi th  a more complex environment  and d i v e r s e  
s t r u c t u r e ,  Wofford (1971) found t h a t  s u p e r v i s o r y  s t y l e s  t h a t  h i g h l i g h t e d  g roup  
achievement  were most e f f e c t i v e  ( s i m i l a r  t o  R o s s e l ' s  e x p r e s s i v e  l e a d e r s h i p ) .  

A s t u d y  by Wager (1965:390) h e l p s  t o  p u t  t h i s  d i f f e r e n c e  i n  c l e a r  
p e r s p e c t i v e .  Wager, l i k e  o t h e r  r e s e a r c h e r s  (Lowin, Hrapchak, and Kavanagh, 



1969; Misumi and Seki, 1971), found that supportive leadership styles were 
more effective than hierarchical influence styles, but that the "magnitude and 
pervasiveness of this effect of influence varies markedly by area of 
supervisory role obligation and employee category." Role obligation refers to 
autonomy, promotional opportunity, and layoff equity. Employee category 
refers to organizational sub-group, perceived work autonomy, and perceived 
prsfessionalism. Wager (1965) Pound that employees perceiving their job to 
exhibit low autonomy and high professionalism reacted favorably to a 
supportive style of leadership. Employees perceiving their position to 
exhibit high autonomy and low professionalism were not as favorably influenced 
by supportive leadership styles. 

Thus, it can be said that the work style and environment sf an 
organization helps to dictate to what extent supportive supervisory behavior 
will be effective. Where: 

0 Task variability is low, autonomy is high, labor 
commitment is high, and perceived professionalism is 
low, supportive leadership (utilizing an initiating 
structure and/or a consideration structure) may not 
produce high performance. 

Task variability is high, autonomy is low, labor 
commitment is not high, and perceived professionalism is 
high, supportive leadership (utilizing an initiating 
structure or a consideration structure) may produce high 
performance. 

In the context of policing, the latter of these two scenarios may be 
appropriate, provided of course that professionalism reaches a certain 
workable level among police officers. Contingent upon the attainment of such 
a level, then the findings of Brief, Aldag, and Wallden (1976), Aldag and 
Brief (1978), and Jermier and Berkes (1979) may hold in further research 
studies, and the actualization of such supervisory styles may produce improved 
performance. This would be an interesting subject for further research 
efforts. 

Orqanizational Maintenance Activities to Coordinate and Control the Human 
Enterprise 

All organizations institutionalize systems to recruit, select, and 
train new employees. They also incorporate managment systems to evaluate 
their personnel and promote individuals to increasingly responsible positions 
as they become available or are created. These manayement processes sf 
recruiting, selecting, training, evaluatinq, and promoting personnel are more 



advanced i n  c e r t a i n  o r g a n i z a t i o n s ,  and o f t e n  a r e  c a r r i e d  o u t  by s p e c i a l i z e d  
u n i t s .  Regard less  of t h e  form of  sys tem e x h i b i t e d ,  however, management r e l i e s  
on t h e s e  sys tems t o  h e l p  c o n t r o l  and c o o r d i n a t e  t h e  human e n t e r p r i s e  w i t h i n  
o r g a n i z a t i o n s .  Th i s  s e c t i o n  o f  t h i s  c h a p t e r  a n a l y z e s  t h e s e  sys tems i n  
p o l i c i n g  wi th  a  view toward examining knowledge produced from e m p i r i c a l  
r e s e a r c h .  Th is  s e c t i o n  is subd iv ided  i n t o  two s u b - s e c t i o n s  f o l l o w i n g  two 
v a r i a b l e s  i n  t h e  concep tua l  framework: 

0 Recrui tment ,  advancement sys tems ,  

e T r a i n i n g  sys tems ,  

Recru i tment , Advancement Systems. There was a c o n s i d e r a b l e  amount o f  
r e s e a r c h  d i s c o v e r e d  i n  t h e  p o l i c e  l i t e r a t u r e  a d d r e s s i n g  t e c h n i q u e s  and 
p r a c t i c e s  o f  r e c r u i t i n g ,  e v a l u a t i n g ,  and promoting p o l i c e  pe rsonne l .  The 
m a j o r i t y  (85%)  of  t h e  s t u d i e s  reviewed examined r e c r u i t m e n t  p r a c t i c e s . - 53/  
T h i s  seemed a d i s p r o p o r t i o n a t e  number which may have been s p u r r e d  by t h e  push 
through t h e  l a t e  1 9 6 0 ' s  and 1 9 7 0 ' s  t o  b r i n g  a g r e a t e r  number o f  b e t t e r  
q u a l i f i e d  r e c r u i t s  i n t o  p o l i c i n g .  There were a s m a l l  number of s t u d i e s  
i d e n t i f i e d  on performance e v a l u a t i o n  and promotion sys tems ,  b u t  t h i s  reduced 
sample makes it more d i f f i c u l t  t o  produce a comprehensive knowledge base  on 
t h e s e  t o p i c s .  

The s u b j e c t  o f  r e c r u i t m e n t ,  performance e v a l u a t i o n ,  and promotion were 
n o t  e x t e n s i v e l y  r e p r e s e n t e d  i n  t h e  non-police sample. T h i s  does  n o t  
n e c e s s a r i l y  i n d i c a t e  t h a t  t h e  g e n e r a l  s o c i a l  s c i e n c e  does  no t  a n a l y z e  t h e s e  
t o p i c s .  I t  may be t h a t  t h e  j o u r n a l s  reviewed f o r  t h i s  s tudy  d i d  n o t  cover  
t h e s e  s u b j e c t s  i n  dep th .  

The c o n s i d e r a b l e  number of s t u d i e s  on p o l i c e  r e c r u i t m e n t  p r a c t i c e s  can 
be d i v i d e d  i n t o  two groups:  t h o s e  which p r o v i d e  d e s c r i p t i v e  in format ion  on 
p o l i c e  c a n d i d a t e s  o r  o f f i c e r s ,  and those  which a t t e m p t  to v a l i d a t e  
r e l a t i o n s h i p s  between p r e d i c t o r s  o f  performance and a c t u a l  on t h e  job 
performance (Poland,  1 9 7 8 ) .  Those s t u d i e s  r e s e a r c h i n g  d e s c r i p t i v e  c r i t e r i a  
a s s o c i a t e d  wi th  p o l i c e  o f f i c e r s ,  g e n e r a l l y  speaking,  were i n i t i a t e d  f i r s t ,  
a l though  i n  r e c e n t  y e a r s  t h e r e  have been i n c r e a s i n g  a t t e m p t s  t o  c o r r e l a t e  such 
d e s c r i p t i v e  d a t a  t o  a c t u a l  performance d a t a .  The sampled r e s e a r c h  s t u d i e s  can 
g e n e r a l l y  be c l a s s i f i e d  a s  assessments  of a t  l e a s t  one dimension o f  t h r e e  
s e l e c t i o n  c a t e g o r i e s :  i n t e l l i g e n c e  t e s t i n g ,  p e r s o n a l i t y  assessments ,  and 
p e r s o n a l  b i o g r a p h i c a l  e v a l u a t i o n s .  

53his does n o t  n e c e s s a r i l y  mean t h a t  a comparable p r o p o r t i o n  o f  a l l  
r e s e a r c h  on t h i s  v a r i a b l e  addressed  r e c r u i t m e n t  p r a c t i c e s ,  o n l y  t h a t  t h e  
sample r e s e a r c h e d  f o r  t h i s  s t u d y  d i s p l a y e d  such a p r o p o r t i o n .  



One of t h e  e a r l i e s t  s t u d i e s  on i n t e l l i g e n c e  and p o l i c e  s e l e c t i o n  was 
t h e  r e s e a r c h  s t u d y  by Matarazzo (1964) which showed t h a t  a c i v i l  s e r v i c e  test 
c o r r e l a t e d  wi th  b a s i c  measures  of i n t e l l i g e n c e  ( a s  analyzed u s i n g  t h e  O t i s  
I n t e l l i g e n c e  T e s t )  . T h i s  s t u d y  found t h a t  p o l i c e  r e c r u i t s  d i s p l a y e d  
i n t e l l i g e n c e  h i g h e r  t h a n  t h e  average  i n d i v i d u a l .  E a r l i e r  s t u d i e s ,  however, 
had demonstra ted t h a t  d e s p i t e  t h i s  r e l a t i o n s h i p  a l a r g e  p e r c e n t a g e  of 
c a n d i d a t e s  had f a i l e d  t o  p a s s  t h e  i n i t i a l  c i v i l  s e r v i c e  test (Dubois  and 
Watson, 1 9 5 0 ) .  Th i s  r e s u l t ,  however, may have been due t o  a l a c k  o f  
u n i f o r m i t y  i n  t h e  des ign  and a p p l i c a t i o n  of c i v i l  s e r v i c e  tests. 

More r e c e n t l y ,  r e s e a r c h e r s  have sought  t o  deve lop  p r e d i c t o r s  s f  f u t u r e  
performance us ing  i n t e l l i g e n c e  s c o r e s ,  a s  w e l l  as o t h e r  t e s t  d a t a .  I n  one 
such s t u d y ,  Marsh (1962) found,  through a 10-year p r e d i c t i v e  s t u d y ,  t h a t  two 
components o f  c i v i l  s e r v i c e  w r i t t e n  s c o r e s  ( i . e , ,  s e n t e n c e  comple t ion ,  number 
series comple t ion)  were s i g n i f i c a n t  p r e d i c t o r s  o f  performance.  Azen, Sn ibbe ,  
and Montgomery (1973) conducted a 20-year p r e d i c t i v e  s t u d y  o f  w r i t t e n  c i v i l  
s e r v i c e  t e s t s  and o t h e r  c r i t e r i a  and found t h a t  employment s t a t u s  ( s t i l l  
employed o r  n o t ) ,  rank s t a t u s  (promoted o r  n o t ) ,  job type  ( p a t r o l  o r  o t h e r ) ,  
and s u p e r v i s o r y  r a t i n g s  were a l l  p o s i t i v e l y  r e l a t e d  t o  s e l e c t e d  w r i t t e n  test 
o u t p u t .  A s tudy  by Mull ineaux (1965) shows t h a t  s c o r e s  on t h e  Army Genera l  
C l a s s i f i c a t i o n  T e s t  c o r r e l a t e d  p o s i t i v e l y  w i t h  r e c r u i t  c a n d i d a t e  s c o r e s  a t  t h e  
end o f  t r a i n i n g  and, a l t h o u g h  Mullineaux r e p o r t s  no s t a t i s t i c a l  d a t a  t o  
c o n f i r m  t h i s  r e l a t i o n s h i p ,  between t e s t  s c o r e s  and p r o b a t i o n a r y  performance 
r a t i n g s .  

F i n d i n g s  from t h e s e  s t u d i e s  a r e  i n  c o n c e r t  wi th  t h e  r e s u l t s  of a 
s e r i e s  o f  s t u d i e s  conducted f o r  t h e  Chicago P o l i c e  Department,  by Furcon, 
Froemel,  Franczak,  and Baehr (1971) and Furcon, Froemel,  and Baehr (1973) 
where s u p e r v i s o r y  performance r a t i n g s ,  a s  w e l l  a s  o t h e r  performance c r i t e r i a ,  
were used a s  c r i t e r i o n - d e p e n d e n t  v a r i a b l e s  and i t  was concluded t h a t  t h e r e  
were s i g n i f i c a n t  p o s i t i v e  r e l a t i o n s h i p s  between t e s t  s c o r e s  and a l l  e i g h t  
performance c r i t e r i a .  The e i g h t  performance c r i t e r i a  were: 

e S u p e r v i s o r ' s  semiannual  performance r a t i n g .  

e Tenure.  

Depar tmental  awards.  

e I n t e r n a l  i n v e s t i g a t i o n  d i v i s i o n  record .  

e D i s c i p l i n a r y  a c t i o n .  

0 A r r e s t  performance.  

e Attendance.  

s P a i r e d  comparison r a t i n g  ( independent  r a t i n g s  o f  
performance by s e p a r a t e  s u p e r v i s o r s )  , 



-- 

The intelligence measures used here included nonverbal reasoning, 
closure flexibility and speed, perceptual speed, and verbal comprehension. 
This is perhaps one of the most thorough research efforts of this type, in 
that it includes numerous performance criteria as identified from an 
occupational analysis of the tasks and activities performed by a 
representative sample of patrol officers, The initial study based on a cohort 
of 490 officers selected in 1966 was followed up by repeated analyses, 
continuing through 1969, of battery test scores and independent measures of 
performance with the ultimate finding that such scores were significant 
predictors of performance. 

These studies were also significant contributors to the state of the 

art because they included personality and biographical data, as well as 

measures of intellectual ability. These researchers found that each of these 

measures were also significant predictors of performance. Their fincling that 

behavioral (personality) measures and background factors were valid predictors 

is complemented by several other research studies addressing this element of 

an applicant's capability. 


The issue of how personality characteristics can be used to predict 

performance has also been investigated by Marsh (1962), Colarelli and Siege1 

(1964), Hogan (1971), Lefkowitz (1971) , Azen, Snibbe, and Montgomery (1973), 
Leiren (1973), Snibbe, Azen, Montgomery, and Marsh (1973), Landy (1976), 
Rhead, Abrams, Trosman, and Margolis (1976), and Saxe and Reiser (1976). 
These studies all substantiate positive predictive ability between measures of 
personality and performance. These researchers use several personality 
inventories in their research. Among those tests used were the Kuder 
Preference Record, the Minnesota Multiphasic Personality Inventory (MMPI) , and 
the Guilford-Martin Temperment Inventorv. The study by Leiren (1973) is quite 
revealing in that it uses the MMPI to profile the police personality. Leiren 
suggests that several of those candidates screened possessed a personality 
with a propensity for actins out, a willingness to take chances, a less than 
average score on a "paranoid scale." This finding gives rise to the notion of 
a distinct police personality.- 547  Neverthel-ess, the predictors showed valid 
utility for selection and recruitment. 

The study by Landy (1076) is an interesting departure from other 

studies. Landy investigates the use of the interview as a means of assessing 

future performance. Included in Landy's (1976:194) interview measures were 

several variables assessing personality factors (e.g., social sensitivity, 

emotional maturity, responsibility/maturity, sinceritv of purpose). Landy 

(1976:195) demonstrated that three performance factors: technical. competence, 
demeanor, and communication can be predicted from interview scores. 

54 topic is discussed in depth in Chapter VI: Informal Organization 
-/This 

Structures. 




R e s e a r c h e r s  have a l s o  a s s e s s e d  t h e  r e l a t i o n s h i p  o f  s e v e r a l  
b i o g r a p h i c a l  f a c t o r s  t o  performance (Marsh, 1962; Levy, 1967,1972; M c A l l i s t e r ,  
1970; Furcon,  Froemel,  Franczak,  and Baehr ,  1971; Cohen and Chaiken,  1972; 
Azen, Sn ibbe ,  and Montgomeryp 1973; Furcon,  Froemel,  and Baehr ,  1973; S n i b b e ,  
Azen, and Montgomery, 1973; Landy, 1 9 7 6 ) .  These r e s e a r c h e r s  have shown t h a t  
background c h a r a c t e r i s t i c s  o f  p o l i c e  a p p l i c a n t s  can a l s o  be used a s  p r e d i c t o r s  
o f  f u t u r e  performance.  One s t u d y  i n  p a r t i c u l a r  (Levy, 1967) was q u i t e  
comprehensive a n a l y z i n g  b i o g r a p h i c a l  d a t a  from 14 p o l i c e  o r g a n i z a t i o n s  and 
u s i n g  140 p r e d i c t o r  v a r i a b l e s  to a s c e r t a i n  v a l i d  p r e d i c t o r s  of performance.  
Levy found t h a t  p r i o r  work e x p e r i e n c e ,  l e a s t  amount o f  e d u c a t i o n ,  o l d e r  age  a t  
t ime of  appointment ,  and e x p e r i e n c e  wi th  some p o l i c e  s c i e n c e  c o u r s e s  were 
c h a r a c t e r i s t i c s  o f  s u c c e s s f u l  o f f i c e r s .  

T h i s  s t u d y  is  s i m i l a r  i n  some ways t o  t h e  s t u d y  by Cohen and Chaiken 
(1972) which demonstra ted t h a t  p r i o r  employment r e c o r d ,  m i l i t a r y  d i s c i p l i n a r y  
a c t i o n s ,  r e p e a t e d  appearances ,  and e d u c a t i o n  were s i g n i f i c a n t  p o s i t i v e  
p r e d i c t o r s  o f  l a t e r  performance.  Cohen and Chaiken '  s s t u d y  (1972) is p e r h a p s  
t h e  most comprehensive a n a l y s i s  to d a t e  of background f a c t o r s  and 
performance.  Thus, it is noteworthy t o  add t h a t  Cohen and Chaiken found t h a t  
s e v e r a l  b i o g r a p h i c a l  d a t a ,  a s  w e l l  a s  i n t e l l i g e n c e  measures ,  were n o t  v a l i d  
p r e d i c t o r s ,  Among t h e s e  were (Cohen and Chaiken,  1972: 144-155) : c i v i l  
s e r v i c e  examinat ion s c o r e ,  IQ s c o r e ,  a r r e s t  f o r  a p e t t y  crime, f a t h e r ' s  
o c c u p a t i o n ,  number o f  r e s i d e n c e s ,  a s p e c t s  of e a r l y  f a m i l y  r e s p o n s i b i l i t y ,  
number of c h i l d r e n ,  p l a c e  of r e s i d e n c e ,  and number o f  summonses. 

The a d d i t i o n a l  s i g n i f i c a n c e  o f  t h i s  s t u d y  is t h a t  it  demonstra ted t h a t  
e a r l y  job  performance,  a s  measured by r e c r u i t  t r a i n i n g  s c o r e  and p r o b a t i o n a r y  
r a t i n g ,  a r e  s i g n i f i c a n t  p r e d i c t o r s  o f  l a t e r  performance.  T h i s  work 
complements t h e  work o f  Van Maanen (1975) showing t h a t  more s e n i o r  o f f i c e r s  
r e c e i v e  lower s u p e r v i s o r y  r a t i n g s  and s u g g e s t s  t h a t  a c c u r a t e  p r e d i c t i o n s  
shou ld  l i k e l y  be made b e f o r e  s o c i a l i z a t i o n  i n  t h e  p o l i c e  f o r c e  occurs.- 5  5  / 

Cohen and Chaiken (1972) a l s o  demons t ra te  t h a t  t h e  p o l i c e  background 
i n v e s t i g a t i o n  is a p o s i t i v e  p r e d i c t o r  o f  f u t u r e  performance s i n c e  t h i s  p r o c e s s  
a s s e s s e s  p r i o r  employment r e c o r d ,  m i l i t a r y  d i s c i p l i n a r y  a c t i o n s ,  r e p e a t e d  
appearances  i n  c o u r t ,  and e d u c a t i o n .  T h i s  f i n d i n g  c o n f l i c t e d  wi th  t h e  r e s u l t s  
o f  an e a r l i e r  s t u d y  by M c A l l i s t e r  ( 1 9 7 0 ) ,  a l t h o u g h  t h i s  l a t t e r  s t u d y  
e s s e n t i a l l y  sought  t o  de te rmine  i f  f u t u r e  performance cou ld  be p r e d i c t e d  by 
d i s c r i m i n a t i o n  a c r o s s  background i n v e s t i g a t i o n  r a t i n g s  ( e . g . ,  r a t i n g s  o f  good, 
f a i r ,  p o o r ) .  M c A l l i s t e r  d i d  n o t  n e c e s s a r i l y  d i s t i n g u i s h  a s  t o  r e a s o n s  f o r  
s p e c i f i c  r a t i n g s  i n  background i n v e s t i g a t i o n s .  

x / ~ h e  s u b j e c t  s f  p o l i c e  o f f i c e r  s o c i a l i z a t i o n  is examined i n  g r e a t e r  
d e t a i l  i n  Chap te r  IV: I n t e r n a l  S t r u c t u r a l  D i f f e r e n t i a t i o n .  



I n  summary, it can be s t a t e d  t h a t  t h e  p o l i c e  l i t e r a t u r e  on s e l e c t i o n  
demons t ra tes  t h a t  a  combinat ion o f  i n t e l l e c t u a l ,  p e r s o n a l i t y ,  and b i o g r a p h i c a l  
f a c t o r s  shou ld  perhaps  be used to develop a  t o t a l  o f f i c e r  performance 
p r e d i c t i o n  c a p a b i l i t y .  F u r t h e r ,  t h i s  r e s e a r c h  s u g g e s t s  t h a t  t h e  i n t e r v i e w  i n  
s e l e c t i o n  p r o c e s s e s  and i n i t i a l  s u p e r v i s o r y  r a t i n g s  a r e  a l s o  l i k e l y  p r e d i c t o r s  
o f  f u t u r e  performance.  These e lements  of t h e  s e l e c t i o n  p r o c e s s  a r e  diagrammed 
i n  F igu re  18 below, 

T h i s  g r a p h i c  a l s o  p r e s e n t s  a diagram o f  i n f l u e n c e  e f f e c t e d  by c i v i l  
s e r v i c e  sys tems on p o l i c e  s e l e c t i o n  t echn iques .  A s  noted by G r e i s i n g e r ,  
S lovak ,  and Molkup (1979:xix,  116)  c i v i l  s e r v i c e  sys tems may s i g n i f i c a n t l y  
a f f e c t  t h e  n a t u r e  of t h e  p o l i c e  s e l e c t i o n  p r o c e s s .  Those c i v i l  s e r v i c e  
sys tems which a r e  r e g u l a t o r y  by d e s i g n  (sys tems which m o n i t o r ,  r ev iew,  and 
r e g u l a t e  d e c i s i o n s  o r  a c t i o n s  taken by o t h e r s )  a r e  a s s o c i a t e d  w i t h  l e s s  
e x t e n s i v e  sets of  p o l i c e  s e l e c t i o n  s t a n d a r d s .  C i v i l  s e r v i c e  sys tems which 
e x h i b i t  o t h e r  r o l e s  ( i . e , ,  a d v i s o r y ,  a d m i n i s t r a t i v e ,  a d j u d i c a t i v e ,  and p o l i c y  
f o r m u l a t i n g )  do n o t  have such an impact.  T h e r e f o r e ,  t h e  n a t u r e  o f  c i v i l  
s e r v i c e  sys tems may l i m i t  t h e  d i v e r s i t y  o f  s e l e c t i o n  t e c h n i q u e s  u t i l i z e d  i n  
p o l i c i n g .  



F i g u r e  18 


RELATIONSHIP OF POLICE SELECTION TECHNIQUES TO PERFORMANCE 


C i v i l  S e r v i c e  Systems ( R e g u l a t o r y  R o l e )  

S e l e c t i o n  ~ a t a l  

P e r s o n a l i t y  

B i o g r a p h i c a l  

/ I 

Departmental  P r a c t i c e s  


Background I n v e s t i g a t i o n  


I 


S e l e c t i o n  I n t e r v i e w  

S u p e r v i s o r y  Review 
( T r a i n i n g ,  P r o b a t i o n )  

Performance a s  
measured by: 

S u p e r v i s o r  R a t i n g  
Tenure 
D i s c i p l i n a r y  Problems 
Promotion 
Arrest Performance 
At tendance 
I n t e r n a l  I n v e s t i g a t i o n  

F.ecord 



T h i s  s t u d y  d i s c o v e r e d  o n l y  two s t u d i e s  examining p o l i c e  performance 
e v a l u a t i o n  systems.  One such s t u d y  was t h e  p r e v i o u s l y  mentioned t r e a t m e n t  by 
Cohen and Chaiken (1972) o f  r e c r u i t  and p r o b a t i o n a r y  e v a l u a t i o n s  o f  
performance,  where i n  it was shown t h a t  such e v a l u a t i o n s  c a n  be p o s i t i v e  
p r e d i c t o r s  o f  performance.  One o t h e r  s t u d y  (Ba lch ,  1974) a s s e s s e d  t h e  u s e  o f  
pa i red-cho ice  r a t i n g s  by s u p e r v i s o r s  t o  e v a l u a t e  performance.  Balch t e s t e d  
such sys tems  i n  t h r e e  d i s s i m i l a r  p o l i c e  a g e n c i e s  w i t h  t h e  i n t e n t  o f  
de te rmin ing  t o  what e x t e n t  s u p e r v i s o r  r a t i n g s  and peer  r a t i n g s  ( i n c o r p o r a t e d  
i n  t h e  p a i r e d  r a t i n g  system) were s i m i l a r .  He found (1974:4Q) t h a t  p e e r  and 
s u p e r v i s o r  r a t i n g s  were " n e a r l y  i d e n t i c a l . "  Ba lch ,  however, d i d  n o t  c o r r e l a t e  
t h e s e  measures  t o  b r o a d e r ,  long-term measures o f  performance ( e . g . ,  t e n u r e ,  
p romot ions ,  d i s c i p l  i n a r y  a c t i o n s )  , t h u s  l e a v i n g  t h e  r e a d e r  to wonder i f  such a 
system would have p r e d i c t i v e  a b i l i t y  f o r  f u t u r e  performance.  

The ,small  number o f  s t u 8 i e s  examining performance e v a l u a t i o n  i n  
p o l i c i n g  and t h e  l i m i t e d  g e n e r a l i z a h i l i t y  o f  t h e  two s t u d i e s  reviewed makes i t  
d i f f i c u l t  t o  deve lop  a  genera l - i zed  knowledge base  on t h i s  s u b j e c t .  A d d i t i o n a l  
reviews o f  r e s e a r c h ,  o r  t h e  i n i t i a t i o n  of new r e s e a r c h ,  is needes  t o  d e v e l o p  
such a knowledge base . 

T t  may be ,  a s  sugges ted  by Levine and Parker  ( 1 9 8 0 ) '  t h a t  p o l i c e  
performance measurement has  g e n e r a l l y  r e l i e d  on t h e  " h i r i n g  p r o c e s s  a s  a means 
o f  s e l e c t i n g  d e s i r a b l e  c a n d i d a t e s  f o r  p o l i c e  jobs ."  Litt1.e e f f o r t  may be 
devoted t o  subsequen t  e v a l u a t i o n s  of performance due t o  t h i s  r e l i a n c e  on 
s e l e c t i o n  p r o c e s s e s .  Or ,  it may be t h a t  l a c k  o f  c r e d i b i l i t y  i n  p r e s e n t  
performance e v a l u a t i o n  systems minimizes t h e i r  importance i n  p o l i c i n g .  A s  
obse rved  by Al lan  and Rosenberg ( 1 9 8 0 ) ,  munic ipa l  l e v e l  performance 
e v a l u a t i o n s  a r e  o f t e n  based on g e n e r a l  c h a r a c t e r i s t i c s  and t r a i t s ,  such  a s  
judqement, q u a l i t y ,  and accuracy  o f  work, a d m i n i s t r a t i v e  a b i l i t y ,  and 
l e a d e r s h i p ,  and n o t  on b e h a v i o r a l  d imensions .  P s y c h o l o g i s t s  have d e v i s e d  
systems which r e l y  on b e h a v i o r a l  measures o f  performance ( s e e ,  f o r  example,  
Landy an8 F a r r ,  1975) b u t ,  a t  l e a s t  a s  can be a s c e r t a i n e d  from t h i s  p r e s e n t  
p r o j e c t ,  such systems have n o t  been e m p i r i c a l l y  e v a l u a t e d .  

S i m i l a r l y ,  l i t t l e  e m p i r i c a l  work on p o l i c e  promotion systems was 
d i s c o v e r e d  i n  t h i s  r e s e a r c h  s t u d y .  A s  was t h e  c a s e  f o r  t h e  t o p i c  of 
performance e v a l u a t i o n ,  t h i s  does  n o t  n e c e s s a r i l y  mean t h a t  e m p i r i c a l  work on 
t h i s  t o p i c  h a s  n o t  been completed,  o n l y  t h a t  it was n o t  w e l l  r e p r e s e n t e d  i n  
sampled s t u d i e s .  

I n  one s t u d y  i d e n t i f i e d ,  Maniha (1975) i n v e s t i g a t e d  t h e  r e l a t i o n s h i p s  
o f  b u r e a u c r a t i c  development i n  p o l i c i n g  to promotion.  H e  hypo thes ized  t h a t  
promotion based on s e n i o r i t y  a s  opposed t o  m e r i t  would be more p r e v a l e n t  as 
p o l i c e  o r g a n i z a t i o n s  become more b u r e a u c r a t i c .  H i s  h y p o t h e s i s ,  however, was 
not  conf i rmed.  

I n  an a d d i t i o n a l  s t u d y  hv Robera and Laramy (1980) t h e  r e l e v a n c e  o f  
p romot iona l  t e s t s ,  depar tmenta l  performance e v a ~ u a e i o ~ ,number o f  c o l l e g e  



hours  e a r n e d ,  and s e n i o r i t y  were c o r r e l a t e d  w i t h  promotion p a t t e r n s  i n  one 
agency. Noting t h e  v o i d  i n  t h e  l i t e r a t u r e  on t h i s  t o p i c ,  t h e s e  r e s e a r c h e r s  
re-analyzed o r i g i n a l  d a t a  t o  de te rmine  i f  we igh t ing  t h e  independen t  v a r i a b l e s ,  
a s  noted above,  would have any i n f l u e n c e  on promotion p a t t e r n s .  These a u t h o r s  
found t h a t  s e n i o r i t y  is n o t  a p r e d i c t o r  o f  promotion p o t e n t i a l ,  b u t  t h a t  
c o l l e g e  h o u r s  taken a r e  p o s i t i v e l y  r e l a t e d  to promotion p o t e n t i a l ,  

Again,  t h e  smal l  number o f  s t u d i e s  s e l e c t e d  and reviewed makes i t  
i m p o s s i b l e  t o  d e r i v e  a knowledge base  on promotion p r a c t i c e s .  T h i s  s u b j e c t  
shou ld  be resea rched  f u r t h e r  to deve lop  such a knowledge b a s e .  

T r a i n i n g  Systems. The second t o p i c  i n v e s t i g a t e d  i n  t h i s  s u b - t o p i c a l  
c l u s t e r  a r e a  is p o l i c e  t r a i n i n g  svstems.  T h i s  v a r i a b l e  encompasses t r a i n i n g  
f o r  i n i t i a l  r e c r u i t s ,  i n - s e r v i c e  t r a i n i n g  f o r  s p e c i a l  programs o r  s k i l l  
development,  and s u p e r v i s o r y  and management t r a i n i n g .  The l i t e r a t u r e  reviewed 
f o r  t h i s  s t u d y  i d e n t i f i e d  r e s e a r c h  s t u d i e s  on each o f  t h e s e  t o p i c s .  However, 
t h e  c o n s i d e r a b l e  m a j o r i t y  o f  s e l e c t e d  r e s e a r c h  was i n  t h e  p o l i c e  s c i e n c e  
d i s c i p l i n e .  L i t t l e  r e s e a r c h  e f f o r t s  on t r a i n i n g  was i d e n t i f i e d  i n  sampled 
s t u d i e s  i n  t h e  non-police a r e n a .  For t h i s  r eason ,  t h i s  review w i l l  be based 
p r i m a r i l y  on work under taken i n  t h e  p o l i c e  d i s c i p l i n e .  

A s  a g e n e r a l  d e s c r i p t i v e  f i n d i n g  on p o l i c e  t r a i n i n q ,  r e s e a r c h  by 
Ostrom and Smith (1976) s u g g e s t s  t h a t  s i z e  o f  p o l i c e  agency may i n f l u e n c e  
amounts o f  p o l i c e  r e c r u i t  t r a i n i n g ,  b u t  t h a t  t h i s  r e l a t i o n s h i p  i s  l i k e l y  
e x p l a i n e d  by t h e  f a c t  t h a t  p o l i c e  o f f i c e r s  i n  t h e  1-arge agency observed  ( S t .  
Lou is )  o p e r a t e d  t h e i r  own t r a i n i n g  program, whi le  o f f i c e r s  i n  s m a l l e r  a g e n c i e s  
a t t e n d e d  a two week r e c r u i t  t r a i n i n g  program o p e r a t e d  by t h e  S t a t e  Highway 
P a t r o l  (Ostrom and Smith ,  1976:195).  T h i s  s t u d y  r e p r e s e n t s  t h e  on ly  
a v a i l a b l e ,  sampled s t u d y  which p r o v i d e s  in format ion  on o r g a n i z a t i o n  and 
management a s  r e l a t e d  t o  t r a i n i n g  programs. No r e s e a r c h  s t u d i e s  were ana lyzed  
a d d r e s s i n q  t h e  impacts  of env i ronmenta l  f a c t o r s ,  s t r u c t u r a l  f a c t o r s ,  o r  
management s t y l e  c h a r a c t e r i s t i c s  a s  r e l a t e d  t o  t r a i n i n g .  

The t o p i c  of p o l i c e  r e c r u i t  t r a i n i n g  h a s  been r e s e a r c h e d  by s e v e r a l  
i n v e s t i g a t o r s  i n  t h e  p o l i c e  s c i e n c e  d i s c i p l i n e  (McNamara, 1967; N i e d e r h o f f e r ,  
1967; Reese ,  1973; Smith and Ostrom, 1974; Rafky, Lawley, and Tngram, 1 9 7 6 ) .  
A l l  o f  t h e s e  s t u d i e s ,  e x c e p t  t h e  work o f  Smith and Ostrom, d e a l  wi th  a p o l i c e  
o f f i c e r ' s  r o l e  p e r c e p t i o n  a s  he o r  she  e n t e r s  t h e  p o l i c e  agency and subsequen t  
changes  a s  a f f e c t e d  by e x p e r i e n c e s  i n  r e c r u i t  t r a i n i n g .  Two of t h e s e  s t u d i e s ,  
i n  p a r t i c u l a r ,  have examined t h e  s u b j e c t  o f  p o l i c e  cynic ism a s  a f f e c t e d  bv 
t r a i n i n g .  

N i e d e r h o f f e r  ' s  (1967) c l a s s i c  s t u d y  o f  p o l i c e  cynic ism shows t h a t  
r e c r u i t s  become c y n i c a l  once t h e y  come i n t o  t h e  p o l i c e  academy, b u t  t h a t  t h i s  
cyn ic i sm is o f t e n  temporary and i s  a d i f f e r e n t  form of  cyn ic i sm t h a n  t h e  
permanent cyn ic i sm which he d e s c r i b e s  is a s s o c i a t e d  wi th  o l d e r  p o l i c e  
o f f i c e r s .  T h i s  cyn ic i sm i s  more a s s o c i a t e d  w i t h  d i s i l l u s i o n m e n t  a s  t h e  r o o k i e  
cop is t o l d  t h a t  t h e  t r a i n i n g  he o r  s h e  r e c e i v e s  i n  t h e  academy is n o t  
p e r t i n e n t  t o  t h e  r e a l  job of beinq a  policeman ( N i e d e r h o f f e r ,  1967 :47) .  



Rafky, Lawley, and Ingram (1976) a l s o  a s s e s s e d  t h e  r e l a t i o n s h i p  
between t r a i n i n g  and p o l i c e  cynic ism.  The i r  r e s e a r c h  i n q u i r e d  a s  t o  whether 
cyn ic i sm o r i g i n a t e d  from e x p e r i e n c e s  i n  t h e  p o l i c e  academy o r  from o t h e r  
e x p e r i e n c e s .  These r e s e a r c h e r s  a d m i n i s t e r e d  a cyn ic i sm q u e s t i o n n a i r e  t o  
o f f i c e r s  a t  s e v e r a l  d i f f e r e n t  i n t e r v a l s  i n  t h e i r  r e c r u i t  t r a i n i n g  program and 
found t h a t  r e c r u i t s  a r e  n o t  c y n i c a l  and,  i n  f a c t ,  have p r o f e s s i o n a l  l e a n i n g s .  

T h i s  f i n d i n g  complements t h e  work o f  Reese (1973) and Poole  and Regol i  
(1979) .  Reese (1973) a s s e s s e d  p o l i c e  r a c i a l  p r e j u d i c e  a s  a f f e c t e d  bv r e c r u i t  
t r a i n i n g .  He found t h a t  l i t t l e  o r  no change i n  r a c i a l  p r e j u d i c e  o c c u r r e d  a s  a 
r e s u l t  o f  r e c r u i t  t r a i n i n g .  Such p r e j u d i c e  b e g i n s  t o  deve lop ,  however, a s  
r e c r u i t s  undergo t h e i r  f i e l d  t r a i n i n g  program. Following t h e  f i f t h  month o f  
f i e l d  t r a i n i n s ,  t h e r e  is a c o n s i d e r a b l e  worsening o f  a t t i t u d e s  toward 
m i n o r i t i e s .  Poole  and Regol i  (1979) s i m i l a r l y  found a p r e c i p i t o u s  d r o p  i n  
p e r c e p t i o n s  o f  p r o f e s s i o n a l i s m  i n  p o l i c e  r e c r u i t s  a f t e r  complet ing t r a i n i n g  
and e n t e r i n g  t h e  p o l i c e  o c c u p a t i o n a l  environment.  

These s t u d i e s  s u g g e s t  t h a t  r e c r u i t  t r a i n i n g  proqrams may be o u t  o f  
touch w i t h  t h e  r e a l  world o f  p o l i c i n g  and t h a t  p o l i c e  a t t i t u d e  s e n t i m e n t s  
r e g a r d i n a  t h e i r  iob  a r e  n o t  formed i n  t h e  academy, h u t  through e x p e r i e n c e s  on 
t h e  s t r e e t  o r  i n  t h e  p r e c i n c t .  T h i s  o b s e r v a t i o n  is c o n s i s t e n t  wi th  f i n d i n g s  
o f  t h e  r e s e a r c h  s t u d y  by McNamara (1967) showing t h a t  t h e r e  is a d i s p a r i t y  
between what t h e  academy t e a c h e s  and what t h e  m a j o r i t y  of working p o l i c e  
o f f i c e r s  judge t o  he more p r a c t i c a l  and customary f i e l d  p r a c t i c e s .  

The s t u d y  by McNamara (1967) was one of t h e  e a r l i e s t  examina t ions  o f  
p o l i c e  t r a i n i n g .  He observed (1967:207) t h a t  r e c r u i t  t r a i n i n g  i n  one c i t y  
( N e w  York) d i d  n o t  s a t i s f a c t o r i l y  p r e p a r e  r e c r u i t s  t o  cope wi th  u n c e r t a i n t i e s  
i n  p o l i c e  work concerninq t h e  l e g a l i t y  o f  p o l i c e  a c t i o n  and i n  use  o f  
e f f e c t i v e  i n t e r p e r s o n a l  s k i l l s .  McNamara (1967:207) i n t e r p r e t e d  r e c r u i t  
t r a i n i n g  more e f f e c t i v e l y  t o  p r e p a r e  a r e c r u i t  f o r  u n c e r t a i n t i e s  r e g a r d i n g  
o r g a n i z a t i o n a l  d i f f i c u l t i e s  ( e . g . ,  s u p e r v i s i o n ,  r u l e s ,  and r e g u l a t i o n s ) ,  b u t  
n o t  i n  coping wi th  s i t u a t i o n s  t o  be c o n f r o n t e d  i n  f i e l d  e x p e r i e n c e s .  

A r e c e n t  r e s e a r c h  s t u d y  by Smith and Ostrom (1974) f i n d s  s i m i l a r  
i n s u f f i c i e n c i e s  stemminu from p o l i c e  r e c r u i t  t r a i n i n g .  Smith and Ostrom 
(1974:54-56) observed t h a t  t o t a l  weeks o f  t r a i n i n g  has  l i t t l e  o r  no b e a r i n g  on 
a t t i t u d e s  toward p o l i c e  use  o f  f o r c e ,  p r o b a b l e  cause  l i m i t s  on s e a r c h e s  and 
i n t e r r o g a t i o n ,  a t t i t u d e s  toward Supreme Cour t  d e c i s i o n s ,  a t t i t u d e s  toward 
r i g h t s  t o  p r o t e s t  and d i s s e n t ,  and o n l y  a n e g l i g i b l e  b e a r i n g  on f e e l i n g s  o f  
p r e p a r e d n e s s  t o  hand le  f a m i l y  d i s t u r b a n c e s ,  c i v i l  d i s o r d e r s ,  t r a f f i c  
a c c i d e n t s ,  n a r c o t i c s  c a s e s ,  c o u r t  appearances ,  and problem j u v e n i l e s .  
Poreover ,  Smith and Ostrom (1974:56) found t h a t  most p o l i c e  r e c r u i t s  a f t e r  
undergoing t r a i n i n g  f e l t  t h a t  t h e  m i l i t a r v  model of p o l i c i n q  is  a "good model 
f o r  a p o l i c e  depar tment ."  T h i s  f i n d i n g  s u p p o r t s  t h e  o b s e r v a t i o n  of McNamara 
t h a t  r e c r u i t  t r a i n i n g  is more e f f e c t i v e  i n  developing i n  r e c r u i t s  an  a b i l i t y  
to cope wi th  t h e  demands laced upon t h e n  by t h e  o r g a n i z a t i o n ,  o r  a s  sugges ted  
b . ~N i ~ d e r h o f f e r  (1969 :$5) , the c a p a c i t v  t o  i n c u l c a t e  d i s c i p l i  nc i n  t h e  model 
of t h e  m i l i t a r y  o r g a n i z a t i o ~ ,  



These s t u d i e s  then  p r o v i d e  a  p o r t r a y a l  o f  r e c r u i t  t r a i n i n g  emphasiz ing 
adherence  t o  r u l e s ,  r e l i a n c e  on t h e  fo rmal  c h a i n  o f  command, and compliance 
wi th  s u p e r v i s o r y  o r d e r s .  Such s t u d i e s  d o  n o t  i n d i c a t e  t h a t  r e c r u i t  t r a i n i n g  
s a t i s f a c t o r i l y  e n a b l e s  p o l i c e  t o  deve lop  t h e  c a p a b i l i t y  o f  d e a l i n g  wi th  
d i s c r e t i o n a r y  enforcement  s i t u a t i o n s ,  o r  i n  deve lop ing  a s e n s e  o f  
p r o f e s s i o n a l i s m  a c c e n t u a t i n g  s e l f  r e l i a n c e  and autonomy i n  a c t i o n .  

How does  i n - s e r v i c e  t r a i n i n g  a s s i s t  t h e  p o l i c e  o f f i c e r  i n  cop ing  w i t h  
t h e  demands o f  t h e  job? Sampled and reviewed l i t e r a t u r e  p r e s e n t s  c o n f l i c t i n g  
f i n d i n g s  concern ing  t h i s  q u e s t i o n .  Two s t u d i e s  (Blankenship  and Cramer, 1976; 
Levinson and D i s t e f a n o ,  1978) a s s e s s  t h e  r e l a t i o n s h i p  between t r a i n i n g  i n  
menta l  h e a l t h  problems and p o l i c e  a t t i t u d e s .  I n  each c a s e ,  i t  was found t h a t  
t h e  t r a i n i n g  had l i t t l e  impact.  B lankensh ip  and Miles (1976) showed t h a t  in- 
s e r v i c e  t r a i n i n g  had l i t t l e  o r  no e f f e c t  on d i s c r e t i o n  w h i l e  Levinson and 
D i s t e f a n o  (1978) i n d i c a t e d  t h a t  t h i s  t r a i n i n q  o n l y  promoted g r e a t e r  p o l i c e  
cyn ic i sm i n  d e a l i n g  wi th  c a s e s  where menta l  h e a l t h  problems were e v i d e n t .  
S i m i l a r l y ,  a  s t u d y  bv West (1975) shows t h a t  i n - s e r v i c e  t r a i n i n g  o r i e n t e d  
toward encourag ing  p o l i c e  t o  adopt  c l o s e r  t ies t o  t h e  community o n l y  r e s u l t e d  
i n  i n c r e a s e d  f e a r s  of t h e  community. 

A c o n t r a r y  e f f e c t  o f  i n - s e r v i c e  t r a i n i n g  h a s  been observed by P f i s t e r  
(1975) .  I n  a  s t u d y  o f  t h e  e f f e c t s  o f  a s p e c i a l  c o m u n i c a t i o n s  workshop on 
o f f i c e r  a b i l i t y  t o  h a n d l e  i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  s o l v e  problems,  and 
improve i n t e r a c t i o n s  wi th  c i t i z e n s  employing a quas i -exper imenta l  d e s i g n ,  
P f i s t e r  (1975) found n o t  o n l y  p o s i t i v e  changes  i n  o f f i c e r  p e r s o n a l i t y ,  b u t  i n  
c i t i z e n  a t t i t u d e s  toward t h e  p o l i c e .  P f i s t e r  (1975) concluded t h a t  o f f i c e r s  
i n  t h e  e x p e r i m e n t a l  g roup  r a t e d  themselves  more f a v o r a b l y  f o l l o w i n q  t r a i n i n g  
on t h r e e  p e t s o n a l i t v  dimensions:  " v i r t u o u s , "  " c r i t i c a l  of o t h e r s , "  an4 
" u n d e r s t a n d s  s e l f , "  a s  measured by t h e  Edwards P e r s o n a l i t y  I n v e n t o r y .  H e  a l s o  
found t h a t  c i t i z e n s  p e r c e i v e d  o f f i c e r s  t o  be more " s i n c e r e "  and " h e l p i n g "  
a f t e r  r e c e i v i n q  t h e  t r a i n i n g .  

These s t u d i e s  p r o v i d e  o n l y  s u f f i c i e n t  i n f o r m a t i o n  t o  deve lop  
p r e l i m i n a r y  c o n c l u s i o n s  concern ing  p o l i c e  i n - s e r v i c e  t r a i n i n g .  The key 
q u e s t i o n  h e r e  seems t o  be whether a s h o r t  d u r a t i o n  t r a i n i n g  c o u r s e ,  a l t h o u g h  
p e r h a p s  a d m i n i s t e r e d  i n t e n s i v e l y ,  is  a b l e  t o  c o u n t e r a c t  t h e  e x p e r i e n c e  and 
o c c u p a t i o n a l  c u l t u r e  of p o l i c i n g ,  bo th  of which s i g n i f  i c a n t l y  a f f e c t  t h e  
p o l i c e  o f f i c e r ' s  a t t i t u d e s  and a p p l i c a t i o n  of d i s c r e t i o n .  C e r t a i n l y  
a d d i t i o n a l .  r e s e a r c h  would be h e l p f u l  i n  f u r t h e r  a s s e s s i n g  t h i s  i s s u e .  

F u r t h e r ,  t h e r e  seems t o  be a v o i d  i n  t h e  p o l i c e  l i t e r a t u r e  concern ing  
o r g a n i z a t i o n a l  and management c o n d i t i o n s  a f f e c t i n g  p r e d i s p o s i t i o n s  t o  i n i t i a t e  
i n - s e r v i c e  t r a i n i n g ,  o r  t o  a c t u a l l y  d e l i v e r  t h e  t r a i n i n g .  S e v e r a l  q u e s t i o n s  
remain unanswered. Can p o l i c e  a g e n c i e s  e f f e c t i v e l y  conduct  t h e i r  own in-
s e r v i c e  t r a i n i n g ,  o r  is it more a p p r o p r i a t e  f o r  them t o  u t i l i z e  o u t s i d e  
c o n s u l t a n t s  to conduc t  such t r a i n i n g ?  Should i n - s e r v i c e  t r a i n i n g  be d e l i v e r e d  
t o  a  homogeneous group of  p o l i c e  o f f i c e r s  w i t h  s i m i l a r  e x p e r i e n c e ,  o r  by 



f u n c t i o n a l  work u n i t  ( e . g  ., p a t r o l ,  i n v e s t i g a t i o n s )  , and how o f  t e n  shou ld  i n -
s e r v i c e  t r a i n i n g  be conducted? These and o t h e r  q u e s t i o n s  remain unanswered. 
A d d i t i o n a l  r e s e a r c h  would c e r t a i n l y  h e l p  f i l l  t h e  a p p a r e n t  v o i d s  r e g a r d i n q  
t h e s e  t o p i c s .  

The f i n a l  s u b j e c t  appear ing  i n  t h e  l i t e r a t u r e  on p o l i c e  t r a i n i n g  
concerns  supervisory/management t r a i n i n g ,  D e s p i t e  t h e  importance a t t a c h e d  t o  
t h i s  form of  t r a i n i n g  due to t h e  need t o  c o n t i n u a l l y  deve lop  manager ia l  
a b i l i t i e s ,  t h e r e  a p p e a r s  t o  be l i t t l e  e m p i r i c a l  r e s e a r c h  i n  t h e  p o l i c e  
d i s c i p l i n e  on t h i s  t o p i c .  A v a i l a b l e  r e s e a r c h  p r e s e n t s  a p i c t u r e  of 
d i f f e r e n t i a l  p r i o r i t i e s  o v e r  s u p e r v i s o r y  t r a i n i n g  needs  (Goodgame, 1978) and a 
p o r t r a y a l  of missed o p p o r t u n i t i e s  r e c e i v e d  by p o l i c e  a g e n c i e s  from s p e c i a l i z e d  
management t r a i n i n g  programs d e l i v e r e d  e x t e r n a l l y  t o  t h e  p o l i c e  agency (Buren,  
1933) . 

Lefkowitz  (1972) p r e s e n t s  an a n a l y s i s  o f  a s u p e r v i s o r y  t r a i n i n g  
program by u t i l i z i n g  a quas i -exper  i m e n t a l ,  p re -pos t  e v a l u a t i o n  d e s i g n .  
Lefkowitz  (1972:102-103) found a pos j . t ive  r e l a t i o n s h i p  between changes  i n  
s u p e r v i s o r y  i n i t i a t i n g  s t r u c t u r e  and t h e  s e r g e a n t ' s  e v a l u a t i o n  o f  t h e  t r a i n i n g  
program. I t  was conc luded ,  however (1972:104) ,  t h a t  a l though  t h e s e  p o s i t i v e  
e v a l u a t i o n s  o f  t h e  program were ach ieved ,  t h e r e  was l i t t l e  ev idence  o f  changes  
i n  a t t i t u d e  among t r a i n e e s .  Lefkowitz (1972 :105) s u g g e s t s  t h a t  p e r s o n a l  
c h a r a c t e r ist ics of  t h e  t r a i n e e s  may have a f f e c t e d  t h i s  outcome and recommends 
t h a t  f u r t h e r  work c o n t r o l l i n g  p r e - t r a i n i n g  e x p e c t a t i o n s  be conducted t o  
f u r t h e r  a d d r e s s  t h i s  i s s u e .  

The q e n e r a l  management l i t e r a t u r e  would seem t o  s u p p o r t  t h e  n o t i o n  o f  
s u p e r v i s o r y  t r a i n i n g  having an u l t i m a t e  b e n e f i t  f o r  t h e  o r g a n i z a t i o n .  A s  
shown by lvriller and Wager ( 1 9 7 1 ) ,  l e n g t h  of management t r a i n i n q  programs can 
have t h e  e f f e c t  of i n c r e a s e d  p r o f e s s i o n a l i z a t i o n  and improved g roup  
cohes ion .  Fur thermore,  s p e c i f i c  t r a i n i n g  i n  o r g a n i z a t i o n a l  development 
t e c h n i q u e s  has  been shown t o  have a p o s i t i v e  e f f e c t  on i n t e r p e r s o n a l  and 
i n t e r g r o u p  r e l a t i o n s  (Golembiewski and C a r r i g a n ,  1 9 7 0 a ) .  T h i s  l a t t e r  r e s e a r c h  
f o l l o w s  t h e  f i n d i n g s  and i m p l i c a t i o n s  of t h e  landmark s t u d y  by L i k e r t  (1961) 
showing t h a t  managers who r e l y  on t h e  p r i n c i p l e  o f  s u p p o r t i v e  r e l a t i o n s h i p s  
and t h e  t e c h n i q u e  o f  i n t e g r a t i n g  t h e  work group a r e  most e f f e c t i v e .  

C e r t a i n l y  t h e  s u g g e s t i o n s ,  as posed e a r l i e r  i n  t h i s  r e p o r t ,  t h a t  
e f f e c t i v e  s u p e r v i s i o n  can be ga ined  from use  o f  an  " i n i t i a t i n g "  and a 
" c o n s i d e r a t i o n "  s t r u c t u r e  shou ld  g i v e  r i s e  t o  t h e  need f o r  more 
supervisory/management t r a i n i n g  i n  p o l i c i n g ,  emphasizing t h e s e  c o n c e p t s .  
F u r t h e r  r e s e a r c h  cou ld  i n v e s t i g a t e  t h e  e f f e c t s  o f  such t r a i n i n g  programs. 

I n  summary, t h e  sampled l i t e r a t u r e  on t r a i n i n g  has  n o t  shown many 
c o n c l u s i v e  r e l a t i o n s h i p s  between organizational/adminiserative c h a r a c t e r i s t i c s  
and t r a i n i n g .  Nor has  t h e  l i t e r a t u r e  demonstra ted evidence o f  e f f e c t i v e n e s s  
of p o l i c e  t r a i n i n g  proqrams. The l i t e r a t u r e  h a s  shown t h a t  r e c r u i t  t r a i n i n g :  



e 	 Does not foster cynicism among police recruits. 

e 	 Does not prepare police officers for the uncertainties 
to be experienced in police work, especially those 
arising from discretionary situations. 

e 	 Does appear to equip the police officer to cope with the 

uncertainties generated from the formal, militaristic 

police organizational structure. 


Beyond these propositions, however, little knowledge can be deduced, 

particularly regardinq the applications of and results of in-service training 

and supervisory/management training in police agencies. 


Summary and Conclusions 


This chapter has analyzed research addressing numerous issues 

pertinent to managerial control and coordination of the human enterprise and 

work tasks in organizations. Four topical areas were constructed to present 

findings concerning uniuue themes appearinq in the management literature. 

These four topical areas were: 


e 	 Traditional., Bureaucratic Mcdes of Coordination and 

Control. 


6 	 Non-Bureaucratic Modes of Coordination and Control. 

e 	 Management/Supervisory Systems of Coordinating the Human 

Enterprise Within the Organization. 


6 	 Organizational Maintenance Activities to Coordinate and 
Control the Human Enterprise. 

A review of the content of sampled research studies in police science 
and in general social science yields the finding that there is a distinct 
difference in the subject matter in these two samples. Research in policing, 
as analyzed from this sample, tends to focus on employee related concerns such 
as discretion, supervision, recruitment, and training, while devoting much 
less attention to organization structural issues or ongoing administrative 
processes, such as decision-making. The non-police sample contributes 
substantially more knowledge on these structural and administrative subjects. 

The studies on police science and administration in most cases (95% of 
studies reviewed) utilized either an exploratory or a case study design. A 
majority of the non-police sample (76% of the studies reviewed) also chose 
these forms of research design. The almost exclusive reliance on these less 



s o p h i s t i c a t e d  r e s e a r c h  d e s i g n s  i n  p o l i c i n g  demons t ra tes  t h a t  r e s e a r c h  i n  
management p r a c t i c e s  o f  c o o r d i n a t i o n  and c o n t r o l  is e j t h e r  d e s c r i p t i v e  i n  t h a t  
i t  s e e k s  t o  d e s c r i b e  a phenomenon i n  t h e  o r g a n i z a t i o n ,  o r  is performer! u s i n g  
p r e v i o u s l y  e x i s t i n g  d a t a  wi th  a  view toward g e n e r a t i n g  i n f e r e n c e s  concern inq  
some p a r t i c u l a r  dimension o f  management o r  o r g a n i z a t i o n .  There  a r e  v e r y  few 
examples i n  t h e  sampled l i t e r a t u r e  of r e s e a r c h  of j n t e n t i o n a l ,  e x p e r i m e n t a l  
changes  being i n s t i t u t e d  i n  management and o r g a n i z a t i o n  p r a c t i c e s  i n  p o l i c e  
a g e n c i e s .  T h i s  is  due,  in  p a r t ,  t o  t h e  d i f f i c u l t y  o f  measur ing such changes ,  
b u t  a l s o  t o  t h e  r e l a t i v e  recency o f  c o n c e n t r a t e d  r e s e a r c h  i n  p o l i c e  
management . 

The p o l i c e  s t u d i e s  sampled f o r  t h i s  c l u s t e r  c o n t a i n e d  a g r e a t e r  
p r o p o r t i o n  o f  m u l t i v a r i a t e  a n a l y s e s  of c o l l e c t e d  d a t a  than  was t h e  c a s e  f o r  
p r e v i o u s  c l u s t e r s .  T h i s  is due p r i m a r i l y  t o  t h e  n a t u r e  o f  t h e  v a r i a b l e s  
i n c l u d e d  i n  t h i s  c l u s t e r .  Many of t h e s e  v a r i a b l e s  f a c i l i t a t e d  a n a l y s e s  o f  
b i o g r a p h i c a l  and a t t i t u d i n a l  d a t a ;  t h e s e  were o f t e n  subjectedl t o  m u l t i v a r i a t e  
a n a f y s i s .  

The s p e c i f i c  f i n d i n g s  f o r  each s u b - c l u s t e r  t o p i c a l  a r e a  a r e  summarized 
i n  o r d e r  o f  t h e i r  appearance i n  t h e  c h a p t e r .  

T r a d i t i o n a l ,  B u r e a u c r a t i c  Modes of Coord ina t ion  and C o n t r o l  

T h i s  s t u d y  examine? a c o n s i d e r a b l e  number of s t u d i e s  i n v e s t i g a t i n q  t h e  
e f f e c t s  o f  f o u r  e lements  i n c o r p o r a t e d  i n  t r a d i t i o n a l ,  b u r e a u c r a t i c  management 
sys tems.  The m a j o r i t y  o f  s t u d i e s  u t i l i z e d  i n  d e v e l o ~ i n q  a  knowledge base  on 
t h e s e  e l e m e n t s  were found i n  non-pol ice  s o u r c e s ,  a l though  f o r  two v a r i a b l e s  i n  
t h i s  s u b - c l u s t e r  ( F o r m a l i z a t i o n / W r i t t e n  Rules  and H i e r a r c h i c a l  Leve l s )  t h e  
p c l i c e  sample inc luded  a  s u f f i c i e n t  number of s t u d i e s  t o  pe rmi t  t h e  
development o f  i n f e r e n c e s  concern ing  t h e  s t a t e  o f  t h e  a r t .  Kev f i n d i n g s  f o r  
each v a r i a b l e  a r e  summarize? below. 

The reviewed r e s e a r c h  s t u d i e s  i n  t h e  p o l i c e  and t h e  non-pol ice  
d i s c i p l i n e s  c o n t a i n e d  a n a l y s e s  o f  r e l a t i o n s h i p s  between s e v e r a l  o rgan iza t i .ona1  
and management c h a r a c t e r i s t i c s  and t h e  f o r m a l i z a t i o n  o f  w r i t t e n  r u l e s .  
F i n d i n g s  f o r  t h e s e  s t u d i e s  i n f e r  t h a t  f o r m a l i z e d / w r i t t e n  r u l e s  have l i t t l e  
b e a r i n s  on employee performance,  p r i m a r i l y  d e f i n e d  a s  d e g r e e s  o f  compliance 
wi th  f o r m a l i z e d  w r i t t e n  r u l e s .  

Research i n  b o t h  t h e  p o l i c e  and t h e  non-police d i s c i ~ l i n e s  d e p i c t s  
s e v e r a l  d y s f u n c t i o n s  a s s o c i a t e d  wi th  h i e r a r c h i c a l  o r g a n i z a t i o n  s t r u c t u r e s ,  I n  
t h e  p o l i c e  sample,  f o r  example,  a r b i t r a r y  d i s c i p l i n e  and advancement based on 
d e f e r e n c e  t o  rank a r e  shown t o  be d y s f u n c t i o n s  of h i e r a r c h i c a l  o r g a n i z a t i o n a l  
s t r u c t u r e s .  A number of s t u d i e s  i n  t h e  p o l i c e  a r e n a ,  however, s u g g e s t  t h a t  
p o l i c e  o f  f i e e r s  may a c t u a l l y  p r e f e r  h i e r a r c h i c a l  s t r u c t u r e s  t o  o t h e r  forms of  
o r g a n i z a t i o n .  A number of s t u d i e s  i n  o t h e r  d i s c i p l i n e s  s u g q e s t  t h a t  t h i s  
p r e f e r e n c e  may be p r e v a l e n t  i n  non-orofess iona l  o r g a n i z a t i o n s  and t h a t  



p r o f e s s i o n a l s  are opposed  to  h i e r a r c h i c a l  a u t h o r i t y ;  p r o f e s s i o n a l s  a r e  judged 
to  r e l y  on p r o f e s s i o n a l  a u t h o r i t y  to  c o o r d i n a t e  a c t i v i t i e s .  

The re  were v i r t u a l l y  no  e x a m i n a t i o n s  o f  v a r i a t i o n s  i n  s p a n  o f  
con t ro1 ;manage r  r a t i o  i n  t h e  p o l i c e  1 - i t e r a t u r e .  The non-po l i ce  l i t e r a t u r e  
c o n t a i n e d  s t u d i e s  s u g g e s t i n g  t h a t  d i v i s i o n  o f  l a b o r  i n  o r g a n i z a t i o n s  is 
a s s o c i a t e d  w i t h  low s p a n s  o f  con t ro l . .  C o n c e n t r a t i o n  o f  dec i s ion -mak ing  
a u t h o r i t y  is a s s o c i a t e d  w i t h  l a r g e r  s p a n s  o f  c o n t r o l .  

The p o l i c e  sample  a l s o  c o n t a i n e d  o n l y  a s m a l l  number o f  s t u d i e s  on 
a d m i n i s t r a t i v e  s t a f f  and communica t ion .  Those s t u d i e s  t h a t  were r e v i e w e d  
p r o v i d e  t h e  i n f e r e n c e  t h a t  d e c e n t r a l i z a t i o n  o f  dec is ion-makinq a u t h o r i t y  l e a a s  
to  i n c r e a s e d  need f o r  a d m i n i s t r a t i v e  s u p p o r t  and g e n e r a t e s  a need f o r  rc le  
c h a n g e s  i n  m a n a g e r i a l  and a d m i n i s t r a t i v e  s t a f f :  such  s t a f f  need  t o  p r o v i d e  a 
g r e a t e r  d e g r e e  o f  s u p p o r t  t o  o p e r a t i o n a l  u n i t s .  These  f i n d i n g s  p a r a l l e l  t h o s e  
i n  t h e  g e n e r a l  management sample .  S t a f f  communica t ion  is found  to  be 
p o s i t i v e l y  r e l a t e d  to employee s a t i s f a c t i o n  and commitment, 

The r ev iewed  r e s e a r c h  on t h i s  s u b - c l u s t e r  t o p i c a l  a r e a  p r o v i d e s  
s e v e r a l  s u g g e s t i o n s  f o r  f u r t h e r  r e s e a r c h  i n  p o l i c e  o r g a n i z a t i o n s .  Among t h e  
topics d i s c u s s e d  a r e  t h e  f o l l o w i n g :  

0 A d d i t i o n a l  r e s e a r c h  is needed e x p l o r i n g  t h e  r e l a t i o n s h i p  
be tween f o r m a l i z e d  w r i t t e n  r u l e s  and pe r fo rmance .  " h i s  
r e s e a r c h  s h o u l d  c o n t r o l  t h e  e f f e c t s  o f  p e e r  i n f l u e n c e  
and s o c i a l  c o h e s i o n  on pe r fo rmance  and s h o u l d  i n c l u d e  
a n a l y s e s  o f  t h e  e f f e c t s  o f  management i n c e n t i v e s  on 
pe r fo rmance .  F u r t h e r ,  t h e  r e s e a r c h  o p t i m a l l y  s h o u l d  
c o n s i d e r  v a r i o u s  m e a s u r e s  o f  pe r fo rmance  and s h o u l d  n o t  
o n l y  be l i m i t e d  to  a n a l y s e s  o f  employee compl i ance  t o  
r u l e s  and p r o c e d u r e s .  

e The e f f e c t  o f  p e r c e i v e d  p r o f e s s i o n a l i s m  among p o l i c e  
o f f i c e r s  on p e r c e p t i o n s  o f  h i e r a r c h i c a l  c o n t r o l  s h o u l d  
be r e s e a r c h e d  to a n a l y z e  t h e  e f f e c t  o f  p r o f e s s i o n a l i s m  
on h i e r a r c h i c a l  s t r u c t u r e .  

A d d i t i o n a l  r e s e a r c h  on t h e  e f f e c t s  o f  v a r i a t i o n s  i n  t h e  
s p a n  o f  c o n t r o l ;  manager r a t i o  i n  p o l i c i n g  s h o u l d  be  
i n i t i a t e d  t o  c o n s i d e r  t h e  r e l a t i o n s h i p  o f  such  
v a r i a t i o n s  t o  p e r f o r m a n c e .  F u r t h e r m o r e ,  t h e  e f f e c t  o f  
d i v i s i o n  o f  l a b o r  on  s p a n  o f  c o n t r o l ;  manager r a t i o  
s h o u l d  be  a s c e r t a i n e d .  

N o n - B u r e a u c r a t i c  Modes o f  C o o r d i n a t i o n  and C o n t r o l  

The number o f  sampled s t u 3 i e s  f o c u s i n q  on n o n - b u r e a u c r a t i c  modes o f  
c o o r d i n a t i o n  and c o n t r o l  was c o n s i d e r a b l y  s m a l l e r  t h a n  t h e  number examining  
t r a d i t i o n a l ,  b u r e a u c r a t i c  c o o r d i n a t i o n  and c o n t r o l  sys t ems .  The number o f  
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studies in the police samp1.e was particularly small, although a considerable 

number of studies were located examining the impact of normative incentives on 

police officer candidates. 


Participative management systems were shown to be associated with 
employee satisfaction and commitment in both the police and the non-police 
samples. Such management systems, however, were not found to R e  positively-
related to individual performance or organizational effectiveness. Perceived 
environmental uncertainty was shown to be positively related to the use of 
committees or participative management structures. Research in the non-police 
disciplines suggests that degree of employee professionalism nay be a factor 
in the ultimate receptivity of participatory management schemes. Individuals 
in positions wherein professionalism is advanced may be more prone to be 
positively affected by participative management. 

The sampled research studies on incentive systems examined primarily 

material and normative incentives, especially in pol-icing. The police studies 

suggest that civil service systems may af f ect police management propensity to 

apply material incentives and presents mixed findings pertaining to the 

relevance of material incentives in the selection of a police career bv black 

police candidates. The sampled literature in general social science suggests 

that material incentives may be conducive to improve8 satisfaction and 

likelihood of adopting innovations, but primarily for individuals committed to 

the organization. 


The relevance of social incentives as a management tool appears to be 

effective when individuals have investments (e.q., seniority, hierarchical 

rank) in the organization. No police studies adllressina social incentives 

were located and reviewed. 


Normative incentives were shown to be positively related to 
satisfaction, commitment, and performance in general management 
environments. A decrease in available revenues to the organization was linked 
to decreasing realization of normative incentives among employees. 

The use of incentives as a tool for management should be researched 

further in police organizations. The use of material incentives mav be 

difficult to research given police manaqement's reliance on external 

funding. social and material incentives, however, are within the control of 

police managers, although research studies provide little examination of their 

utility in motivating police employees. 


Management/Supervjsory Systems of Coordinating the Human Enterprise Within the 

Organization 


This subject area, addressing supervision and management svstens of 
coordinating the work effort, coi~tained three topics that have been subjected 
to considerable research in policinq. The topic of discretionp in particular, 



has been researched by numerous social scientists endeavoring to explain the 
actual police role in day-to-day situations. Similarly, supervision systems 
and practices have been examined in numerous studies in the police sample. 
The non-police sample, on the other hand, contains a large number of studies 
focusing on concentration of authority as an element of decision-making. The 
police sample contains only a small number of studies on this topic. 

The sampled literature in police science and administration provides 

several descriptions of organizational and environmental conditions 

influencing the application of discretion. The research indicates that peer 

influence may have the predominant influence, although situational factors 

encountered in day-to-day law enforcement, variations in environmental 

conditions (e,g., community socioeconomic status, community norms and values), 

management expectations, and police officer personal characteristics all have 

a bearing on the application of discretion. 


Management practices and organizational maintenance systems do not 

seem to be influential in structuring police discretion. Research has shown 

that neither formalized written policies, training, nor supervision are 

effective in controlling officer discretion. 


There was only a limited analyses of concentration of authority in the 
police sample; a large number of studies in the non-police sample facilitated 
the development of a knowledge base on this topic. The police studies on this 
subject research the effects of team policing programs. Concentration of 
authority is only one of several variables considered in assessments of these 
programs. Team policing programs were shown to be positively associated with 
citizen evaluations of the police, police officer satisfaction, social 
cohesion among police officers and increased administrative staff support. 
These findings were similar to conclusions developed in selected studies in 
the non-police disciplines. Such studies also sugqested that hierarchical 
structure and technological complexity are positively related to concentration 
of authority. Perceived environmental uncertainty was shown to promote 
decentralization of authority. 

Research of police supervisory practices suggests that first line 

supervisors have little control over police officer behavior due to the police 

occupational culture, variability in the police task structure, and a limited 

power base in the supervisory position. Certain research studies also suggest 

that adoption of an initiating structure and/or a consideration structure by 

police supervisors enhances employee satisfaction and commitment. This 

finding is simi.lar to conclusions in several studies in the soci-a1 science 

arena. 


The rev ieweil research studies included i.n this stab-cli~ster to~ical 
area identified certain research needs in policinq. These research needs are: 

e The need for additional research in policing concerning 

concentration of author ity. The ultimate impact of 




d e c e n t r a l i z a t i o n  on t h e  o r g a n i z a t i o n  and on t h e  
community cannot  be f u l l y  a s s e s s e d  based on t h e  r e s e a r c h  
reviewed i n  t h i s  s tudy .  Such a d d i t i o n a l  r e s e a r c h  shou ld  
i n c l u 6 e  m u l t i v a r i a t e  a n a l y s i s  o f  t h e  e f f e c t s  o f  numerous 
e lements  of o r g a n i z a t i o n  s t r u c t u r e ,  a s  w e l l  a s  d e c i s i o n -
making a u t h o r i t y .  

s 	 The f i n d i n g  t h a t  i n i t i a t i n g  and c o n s i d e r a t i o n  s t r u c t u r e s  
on t h e  p a r t  o f  p o l i c e  s u p e r v i s o r s  g e n e r a t e  s a t i s f a c t i o n  
and commitment should  be f u r t h e r e d  wi th  r e s e a r c h  
focus ing  on t h e  e f f e c t s  o f  such s u p e r v i s o r y  s t y l e s  on 
performance.  

O r q a n i z a t i o n a l  Maintenance A c t i v i t i e s  t o  Coord ina te  and C o n t r o l  t h e  Human 
E n t e r p r i s e  

The sampled l i t e r a t u r e  on t h i s  s u b - c l u s t e r  was p r i m a r i l y  drawn from 
t h e  p o l i c e  a rena .  There  were numerous s t u d i e s  on r e c r u i t m e n t  and advancement 
sys tems ,  a l though  mst of t h e s e  s t u d i e s  addressed  r e c r u i t m e n t  and s e l e c t i o n  
systems.  There was on ly  a  l i m i t e d  amount o f  r e s e a r c h  i d e n t i f i e d  a d d r e s s i n g  
t h e  s u b j e c t s  o f  performance e v a l u a t i o n  and promotion.  

The l a r g e  sample of s t u d i e s  f o c u s i n g  on r e c r u i t m e n t  and s e l e c t i o n  
demons t ra tes  t h a t  a v a r i e t v  o f  s e l - e c t i o n  c h a r a c t e r i s t i c s ,  i n c l u d i n g  r e c r u i t  
i n t e l l i g e n c e ,  p e r s o n a l i t y ,  and s e l e c t e d  b i o g r a p h i c a l  f a c t o r s  have been 
p o s i t i v e l y  c o r r e l a t e 8  wi th  performance c r i t e r i a  i n c l u d i n g  s u p e r v i s o r y  
r a t i n g s .  One s e t  o f  s t u d i e s ,  i n  p a r t i c u l a r ,  showed t h a t  a l l  t h r e e  s e t s  o f  
f a c t o r s  may be r e l a t e d  t o  s e l e c t e d  performance c r i t e r i a .  

Research on t r a i n i n g  systems was c a t e g o r i z e d  a s  e i t h e r  examinina 
r e c r u i t :  t r a i n i n g ,  i n - s e r v i c e  t r a i n i n g ,  o r  s u p e r v i s o r y  t r a i n i n g .  The sampl.ed 
l i t e r a t u r e  s u g g e s t s  t h a t  p o l i c e  r e c r u i t  t r a i n i n g  systems do n o t  a d e q u a t e l y  
p r e p a r e  p o l i c e  o f f i c e r s  f o r  u n c e r t a i n t i e s  to be faced  i n  day-to-day 
s i t u a t i o n s .  Only a  smal l  number o f  s t u d i e s  were i d e n t i f i e d  a d d r e s s i n g  t h e  
e f f e c t s  o f  i n - s e r v i c e  t r a i n i n g ,  a l b e i t  t h e  s e l e c t e d  s t u d i e s  showed t h a t  such 
t r a i n i n g  systems may n o t  be t o t a l l y  e f f e c t i v e .  S i m i l a r l y ,  t h e  l i m i t e d  number 
o f  s t u d i e s  on superv isory/management sys tems s u g s e s t s  t h a t  such t r a i n i n g  a l s o  
may be i n e f f e c t i v e .  



V I .  INFORMAL ORGANIZATION STRUCTURES 

I n t r o d u c t i o n  

T h i s  c h a p t e r  p r e s e n t s  m a t e r i a l  which moves from an emphasis  on 
o r g a n i z a t i o n a l  s t r u c t u r e  and manager ia l  p r o c e s s e s  to a f o c u s  on t h e  i n d i v i d u a l  
and t h e  work g roup  i n  t h e  p o l i c e  o r g a n i z a t i o n .  A l l  o r g a n i z a t i o n s  a r e  
comprised o f  i n d i v i d u a l s  wi th  d i v e r s e  s e t s  o f  v a l u e s  and norms, a s  w e l l  a s  
d i v e r g e n t  s k i l l s  and a b i l i t i e s .  O r g a n i z a t i o n s  a r e  s o c i a l  sys tems i n  which 
t h e s e  i n d i v i d u a l s  a r e  grouped t o g e t h e r  t o  a c h i e v e  some common purpose .  The 
"open systems" p e r s p e c t i v e  o f  management a s  proposed by p s y c h o l o g i s t s  s t r e s s e s  
t h a t  t h i s  g roup ing  o f  i n d i v i d u a l s  is a c o n t r i v e d  p r o c e s s  wherein a s o c i a l  
s t r u c t u r e  is developed to p r e s c r i b e  p a t t e r n s  o f  e v e n t s  and happenings  among 
i n d i v i d u a l s ,  A s  such ,  o r g a n i z a t i o n s  a r e  "made by men and a r e  i m p e r f e c t  
sys temsn  (Katz and Kahn, l966 :33) .  The e s s e n t i a l  l i f e b l o o d  of  o r g a n i z a t i o n s ,  
accord ing  to s o c i a l  p s y c h o l o g i s t s  who have s t u d i e d  management, i s  n o t  t h e  
fo rmal  s t r u c t u r e  and p r e s c r i b e d  i n t e r r e l a t i o n s  between management and 
i n d i v i d u a l s ,  b u t  t h e  s o c i a l  f u n c t i o n i n g  o f  t h e  i n d i v i d u a l .  

The "open systems" view o f  management and o r g a n i z a t i o n  r e l i e s  on t h i s  
model of ana lyz ing  o r g a n i z a t i o n s  and consequen t ly  d e s c r i b e s  in te rdependence  
among unique subsystems w i t h i n  o r g a n i z a t i o n s .  To be s u c c e s s f u l ,  management 
must i n t e g r a t e  t h e s e  v a r i o u s  subsystems. Perhaps  t h e  f i r s t  t a s k  f o r  
management is t o  recognize  t h e  v a r i o u s  subsystems which e x i s t  i n  a l l  
o r g a n i z a t i o n s .  Katz and Kahn (1966:39-47) have d e f i n e d  f i v e  such 
subsystems:  (1) p r o d u c t i o n  o r  t e c h n i c a l ,  ( 2 )  s u p p o r t i v e ,  ( 3 )  maintenance,  
i n c l u d i n g  reward and s a n c t i o n i n g  sys tems ,  ( 4 )  a d a p t i v e ,  and ( 5 )  manager ia l .  
Each o f  t h e s e  subsystems e x t e n d s  beyond t h e  narrow l i n e s  o f  t h e  f o r m a l  
o r g a n i z a t i o n  s t r u c t u r e  and r e l i e s  on i n t e r p e r s o n a l  and i n t e r g r o u p  i n t e r a c t i o n  
t o  f u n c t i o n  e f f e c t i v e l y .  Thus, it may be s a i d  t h a t  i n t e g r a t i o n  o f  t h e s e  
subsystems is e f f e c t e d  by i n f o r m a l  o r g a n i z a t i o n  s t r u c t u r e s - - o r  t h o s e  p r o c e s s e s  
o c c u r r i n g  o u t s i d e  t h e  formal  c h a i n  o f  command. A c r i t i c a l  m a n a g e r i a l  
r e s p o n s i b i l i t y  is managing such i n t e r a c t i o n .  

T h i s  c h a p t e r  examines t h e  e x t e n t  t o  which knowledge is a v a i l a b l e  
d e s c r i b i n g  t h e s e  i n t e r a c t i o n s  i n  law enforcement  and s e e k s  t o  de te rmine  what 
manager ia l  p r a c t i c e s  a r e  most e f f e c t i v e  i n  a d d r e s s i n g  i n d i v i d u a l  and g r o u p  
i n t e g r a t i o n .  The g e n e r a l  s o c i a l  s c i e n c e  l i t e r a t u r e  c o n t a i n s  an e x t e n s i v e  body 
of r e s e a r c h  s t u d i e s  a d d r e s s i n g  t h e  r o l e  and i n t e r a c t i o n  of t h e  i n f o r m a l  
o r g a n i z a t i o n .  Th is  r e s e a r c h  was i n i t i a l l y  s p u r r e d  by t h e  landmark Hawthorne 
s t u d i e s  performed by Mayo and h i s  c o l l e a g u e s  (Roe t h l i s b e r g e r  and Dickson , 
1938) and c o n t i n u e d  wi th  s e v e r a l  o t h e r  s t u d i e s  on t h e  i n d i v i d u a l  and t h e  work 
group ( e . g , ,  Maslow, 1954; McGregor, 1960; L i k e r t ,  1961,  1 9 6 7 ) .  These s t u d i e s  
and o t h e r s  w i l l  be examined a s  t h e y  p e r t a i n  to law enforcement ,  



A fundamental  t a s k  e s s e n t i a l  to managing i n d i v i d u a l  and g roup  
i n t e r a c t i o n  is recogniz ing  t h e  v a l u e s  and norms w i t h i n  t h e  o r g a n i z a t i o n .  T h i s  
is p a r t i c u l a r l y  impor tan t  i n  p o l i c i n g  because  o f  t h e  autonomy i n h e r e n t  i n  t h e  
p o l i c e  r o l e  and t h e  p a t t e r n  of o r g a n i z i n g  i n d i v i d u a l s  by homogeneous work 
group (e .g . ,  s h i f t ,  watch) where t h e  g roup  i t s e l f  is an e n t i t y  i n  t h e  
o r g a n i z a t i o n .  P o l i c e  o f f i c e r s ,  l i k e  a l l  employees w i t h i n  any o r g a n i z a t i o n a l  
s e t t i n g ,  b r i n y  c e r t a i n  v a l u e s  and norms t o  t h e  job and have t h e s e  v a l u e s  
shaped through t h e i r  e x p e r i e n c e  i n  t h e  o r g a n i z a t i o n .  These v a l u e  sys tems  have 
an 
o f f

e f f e c t  
i c e r s .  

on 
A s  

t h e  performance o f  i n d i v i d u a l  
s t a t e d  by Chwast (1965:152) : 

p o l i c e  o f f i c e r s  and g r o u p s  o f  

The s o c i a l  and p e r s o n a l  v a l u e s  o f  
o f f i c e r  s t r o n g l y  c o n d i t i o n s  t h e  
d e l i v e r s  t o  d i f f e r e n t  segments 

t h e  law enforcement  
q u a l i t y  o f  s e r v i c e  he 

o f  t h e  populace  a t  
l a r g e .  

What a r e  t h e s e  v a l u e s  and do t h e y  comprise  a unique p o l i c e  working 
p e r s o n a l i t y ?  Moreover, how do t h e s e  v a l u e s  a f f e c t  performance and to what 
e x t e n t  d o e s  management c o n s i d e r  t h e s e  v a l u e  sys tems i n  e f f o r t s  t o  i n t e g r a t e  
t h e  i n d i v i d u a l  and t h e  o r g a n i z a t i o n .  These and s i m i l a r  q u e s t i o n s  a r e  examined 
i n  t h i s  c h a p t e r .  

The s p e c i f i c  r o l e  o f  t h e  work group is a l s o  addressed  i n  t h i s  c h a p t e r  
wi th  a keen i n t e r e s t  i n  a n a l y z i n g  e m p i r i c a l  r e s e a r c h  on t h e  r o l e  and impact o f  
p o l i c e  u n i o n s  a s  a  m a n i f e s t a t i o n  o f  o r g a n i z e d  g roup  behav ior .  The e x p e r i e n c e s  
o f  managers i n  t h e  p r i v a t e  s e c t o r  concern ing  t h e  t o p i c  o f  s o c i a l  cohes ion  a r e  
a l s o  c o n s i d e r e d .  

T h i s  c h a p t e r  a l s o  i n q u i r e s  a s  t o  what knowledge is  a v a i l a b l e  on p o l i c e  
o f f i c e r  s a t i s f a c t i o n .  Based on e x i s t i n g  r e s e a r c h  s t u d i e s ,  what can be  s a i d  
a b o u t  s a t i s f a c t i o n :  is it impor tan t  f o r  p r o d u c t i v i t y ,  how is it measured,  
what v a r i a t i o n s  i n  i n d i v i d u a l  e x p e r i e n c e  and background a f f e c t  s a t i s f a c t i o n ,  
and what manager ia l  p r a c t i c e s  appear  to be c o r r e l a t e d  wi th  s a t i s f a c t i o n ,  o r  
its c o r o l l a r y  a l i e n a t i o n ?  These q u e s t i o n s  and o t h e r s  a r e  r a i s e d  i n  t h e  c o u r s e  
o f  t h i s  c h a p t e r  c o n s i d e r i n g  bo th  e m p i r i c a l  t r e a t m e n t s  o f  s a t i s f a c t i o n  i n  law 
enforcement  l i t e r a t u r e  and i n  g e n e r a l  s o c i a l  s c i e n c e  d i s c i p l i n e s .  

D e s c r i p t i v e  F i n d i n g s  

A review o f  t h e  p o l i c e  management l i t e r a t u r e  f o r  t h e  f i f t h  c o n c e p t u a l  
c l u s t e r  e n t i t l e d ,  "informal O r g a n i z a t i o n a l  S t r u c t u r e s , "  r e v e a l e d  88 e m p i r i c a l  
s t u d i e s .  T h i s  sample was augmented by an a d d i t i o n a l  5 1  s t u d i e s  i n  t h e  non-
p o l i c e  a r e a .  These 139 e m p i r i c a l  s t u d i e s  wrre  c a r e f u l l y  reviewed and coded t o  
p rov ide  a knowledge base  p e r t a i n i n g  t o  t h e  in formal  s t r u c t u r e  o f  t h e  



organization. Although the general management studies reviewed do not 

represent the total number of studies on this topic, they do provide an 

indication of the state of the art and are used for comparative purposes. 


This portion of the chapter presents the descriptive findings based on 
the review and analysis of each selected study. This section includes 
information on the number o f  studies reviewed by specific variable, the type 
of research design utilized, the level of analysis, and a summary of 
descriptive findings by each variable. 

Number of Studies by Specific Variables 


The conceptual framework for the cluster on Informal Grcganizational 

Structure consists of three variables: (1) knployee Adaptation, (2) Group 

Cohesion, and, (3) Satisfaction/Alienation. Definitions for each of these 

variables can be found in Chapter P: Detailed Study Methodology, Two of 

these variables, employee adaptation and group cohesion, were found to be too 

broad in scope and, therefore, were further broken down into key sub-

variables. These sub-variables provide a more accurate description of the 

content area of similar studies. 


Table 20 contains the number of studies reviewed for each variable in 

this conceptual cluster. Several studies reviewed examined more than one 

variable, thus the totals in the table will equal more than the total number 

of studies reviewed on this topic. 


As table 20 indicates, the majority of police studies examined 

employee adaptation and, more specifically, issues surrounding the 

individual's personality, values, attitudes, and role perception, as well as 

individual police officer satisfaction. The non-police literature also tended 

to focus on the degree to which employees were satisfied with their jobs, as 

well as group interaction. The sampled non-police literature contained 

considerably more studies addressing managerial issues concerning work groups 

than did the sampled police literature. This variance reflects the influence 

of social psychologists in the management literature. 
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Tab le  20 

V a r i a b l e  
Number Name-

NUMBER OF STUDIES BY SPECIFIC VARIABLE 

(Conceptual  C l u s t e r  V) 

34 m p l o y e e  Adapta t ion  ( T o t a l )  

s Cynicism 

s I n d i v i d u a l  P e r s o n a l i t y ,  
Values ,  A t t i t u d e s ,  and 
Role  P e r c e p t i o n  

Commitment 

35 Group Cohesion ( T o t a l )  

Employee O r g a n i z a t i o n :  
Role and Impact 

Group I n t e r a c t i o n  

36 S a t i s f  a c t i o n / A l i e n a t i o n  

P o l i c e  Non-Police 

Research Designs  

The second s t e p  i n  t h e  d e s c r i p t i v e  phase  o f  t h e  a n a l y s i s  was t o  
d e t e r m i n e  t h e  t y p e  of r e s e a r c h  d e s i g n  employed. To complete  t h i s  a n a l y s i s ,  
s t u d i e s  were c l a s s i f i e d  as e x p l o r a t o r y ,  c a s e  s t u d y ,  quas i -exper imenta l ,  or 
e x p e r i m e n t a l .  A d d i t i o n a l l y ,  each s t u d y  i n  t h i s  c l u s t e r  was reviewed to 
d e t e r m i n e  i f  t h e  v a r i a b l e s  were t r e a t e d  a s  independent  o r  dependent  i n  t h e  
r e s e a r c h  d e s i g n .  

Type of Research Design.  Tab le  2 1  d i s p l a y s  t h e  a n a l y s i s  o f  r e s e a r c h  
d e s i g n s .  AS is d e p i c t e d  by t h i s  t a b l e ,  t h e  v a s t  m a j o r i t y  of t h e  sampled 
s t u d i e s  u t i l i z e d  e i t h e r  an e x p l o r a t o r y  o r  c a s e  s t u d y  d e s i g n .  T h i s  f i n d i n g  is 
c o n s i s t e n t  w i t h  reviews of o t h e r  c o n c e p t u a l  c l u s t e r s  reviewed f o r  both  p o l i c e  
and non-pol ice  s t u d i e s  i n  p r e v i o u s  c h a p t e r s .  



0 

Table 21 


TYPES OF DESIGNS FOR SAMPLED STUDIES 


Police Non-Police 
Types of Designs -N -% -N -% 

Exploratory 


e Case Study 

e Quasi-Exper imenta1 


e Experimental. 


The subject matter included in this cluster is primarily attitudinal 

and is usually considered as outcome measures in research designs. As such, 

it is surprising to see that more experiemental studies have not been 

conducted in which researchers attempted to experimentally manipulate some 

management and/or organizational factor(s) and then assess their impact on job 

satisfaction or organizational commitment. It would be interesting, for 

example, to see what effect participatory management and decentralization of 

decision making has on the employee's level of organizational commitment and 

job satisfaction. In order to determine effects of such actions, researchers 

could use a randomized block design in which work units were first matched on 

selected variables and then randomly assigned to either an experimental or 

control group. After the management change was effected and a specified 

amount of time passed, a questionnaire could be administered to gather 

information about the effects of such changes on the informal organizational 

structure. If this type of experimental design were utilized, inferences 

could be drawn and the results would be generalizable. 


The overwhelming pattern of types of design for research on the 

informal organization has been exploratory or case study. This may be due to 

(1) general disagreement among scholars and researchers about aspects of the 

informal organization (e.g., the police personality) and/or (2) the general 

lack of development of the state of the art in policing. Social scientists 

and management theorists have only recently (within the last 10-15 years) 

examined the inner workings of police organizations. Their first endeavor has 

been to describe these inner workings, hence the reliance on exploratory and 

case study designs. Perhaps the emphasis on describing the informal workings 

of the organization have precluded more sophisticated research on the effects 

sf management practices and organizational structures on the informal 

organization. 




Treatment of  Var i ab le s  i n  Research Designs. A s  a secondary a n a l y s i s ,  
t he  sampled s t u d i e s  were reviewed t o  determine i f  t he  v a r i a b l e s  were t r e a t e d  
a s  independent or  dependent,  Table 22 p r e s e n t s  the r e s u l t s  o f  t h i s  
a n a l y s i s ,  A s  p rev ious ly  ind ica t ed ,  many of t he  s t u d i e s  reviewed more than  one 
v a r i a b l e ,  thus  the t o t a l  number may equal  more than the  t o t a l  number of 
s t u d i e s  reviewed. 

Table 22 

TREATMENT OF VARIABLES I N  RESEARCH DESIGNS 

Qari-
a b l e  Po l i ce  Non-Police 
Number -Name Independent Dependent Independent Dependent 

34 Employee Adaptation 9 49 1 10 

35 Group Cohesion 6 7 5 16 

A s  shown i n  Table 22, most s t u d i e s  t r e a t e d  t h e  ma jo r i t y  of t he  
v a r i a b l e s  a s  dependent or  outcome measures. This  is the  f i r s t  conceptua l  
c l u s t e r  i n  which r e sea rche r s  have assessed  the  p o s s i b l e  r e l a t i o n s h i p  between 
o t h e r  management and o rgan iza t ion  v a r i a b l e s  and the  degree of employee 
adap ta t ion  and satisfaction/alienation. In  the p o l i c e  sample, group cohesion 
was conceptua l ized  almost equa l ly  a s  an independent and a dependent v a r i a b l e ,  
while i n  non-police l i t e r a t u r e  it was used p r imar i ly  a s  an outcome measure. 
Because most s t u d i e s  t r e a t e d  these  v a r i a b l e s  p r imar i ly  a s  outcome measures, 
t h i s  chapter  w i l l  address  and begin t o  provide answers t o  key ques t ions  about  
t h e  e f f e c t  environmental,  o rgan iza t iona l ,  and managerial  f a c t o r s  have on the  
informal  o rgan iza t iona l  s t r u c t u r e .  

Methods of Analysis  

Spec i fy ing  the  type of a n a l y s i s  r e sea rche r s  used was the  t h i r d  s t e p  i n  
the  d e s c r i p t i v e  a n a l y s i s .  The 139 s t u d i e s  i n  t h i s  conceptual  c l u s t e r  were 
c a r e f u l l y  reviewed and ca tegor ized  a s  u t i l i z i n g  e i t h e r  q u a l i t a t i v e ,  
u n i v a r i a t e ,  b i v a r i a t e ,  o r  m u l t i v a r i a t e  a n a l y t i c a l  methods. 

The r e s u l t s  of t h i s  a n a l y s i s  a r e  presented i n  Table 2 3 .  A s  has  been 
the  case  i n  prev ious  conceptual  c l u s t e r s ,  v i r t u a l l y  a l l  of t he  non-police 
s t u d i e s  sampled u t i l i z e d  e i t h e r  b ivar  i a t e  ( 4 5 % )  or m u l t i v a r i a t e  (51%) 
a n a l y t i c a l  techniques.  A s  mentioned i n  e a r l i e r  chap te r s ,  t h i s  was due i n  p a r t  
t o  the f a c t  t h a t  the Adminis t ra t ive  Science Quar te r ly  was the t a r g e t  journa l  
used t o  ga the r  information on gene ra l  management and s o c i a l  sc ience  t o p i c s .  



T h i s  j o u r n a l  u s e s  a  s t a n d a r d i z e d  format  f o r  r e p o r t i n g  r e s e a r c h ;  a r t i c l e s  
p u b l i s h e d  t end  to use  more s o p h i s t i c a t e d  a n a l y t i c a l  t e c h n i q u e s .  

Tab le  2 3  

METHODS OF ANALYSIS FOR SELECTED STUDIES 

P o l i c e  Non-Police 
Methods o f  A n a l y s i s  N- % 

P .- W % 
P 

e Q u a l i t a t i v e  14 P6 2 4 

U n i v a r i a t e  12 14 0 0 

Q Bivar  i a t e  37 42 23 45 

M u l t i v a r i a t e  

Although t h e  v a r i a b l e s  measuring a t t r i b u t e s  o f  t h e  i n f o r m a l  
o r g a n i z a t i o n  were p r i m a r i l y  t r e a t e d  a s  outcome measures and were ana lyzed  
u s i n g  m u l t i v a r i a t e  a n a l y s e s ,  16 p e r c e n t  of t h e  p o l i c e  s t u d i e s  reviewed were 
c l a s s i f i e d  a s  q u a l i t a t i v e  and 1 4  p e r c e n t  o f  t h e  s t u d i e s  p rov ided  o n l y  
f requency  d i s t r i b u t i o n s  o f  c o l l e c t e d  d a t a .  O f  t h e  13 p o l i c e  s t u d i e s  which 
examined g roup  cohes ion ,  10 u t i l i z e d  e i t h e r  q u a l i t a t i v e  o r  u n i v a r i a t e  
a n a l y s i s .  Most of  t h e s e  s t u d i e s  provided d e s c r i p t i v e  i n f o r m a t i o n  a b o u t  
employee o r g a n i z a t i o n s ,  r a t h e r  than  a d d r e s s i n g  t h e  impact t h e s e  employee 
o r g a n i z a t i o n s  have on t h e  p o l i c e  depar tment ,  o r  t h e  e f f e c t s  o f  management 
p r a c t i c e s  on t h e  employee o r g a n i z a t i o n .  he p o l i c e  s t u d i e s  which a p p l i e d  
e i t h e r  b i v a r i a t e  o r  m u l t i v a r i a t e  methods were even ly  d i s t r i b u t e d  among t h e  
v a r i a b l e s  employee a d a p t a t i o n  and s a t i s f a c t i o n .  A s  a r e s u l t ,  r e s e a r c h e r s  
a t t e m p t e d  t o  i n f e r  r e l a t i o n s h i p s  between t h e s e  two v a r i a b l e s  and o t h e r  
env i ronmenta l  and o r g a n i z a t i o n a l  v a r i a b l e s .  

P r e s e n t a t i o n  o f  D e s c r i p t i v e  F i n d i n g s  Produced by Sampled Research S t u d i e s  

The f i n a l  s t e p  i n  t h i s  phase o f  t h e  a n a l y s i s  was t o  examine t h e  
p a t t e r n s  o f  r e l a t i o n s h i p s  among t h e  t h r e e  v a r i a b l e s  w i t h i n  t h i s  c o n c e p t u a l  
c l u s t e r ,  and between t h e s e  v a r i a b l e s  and t h o s e  i n  o t h e r  c l u s t e r s .  T h i s  
d e s c r i p t i v e  s y n t h e s i s  is p r e s e n t e d  i n  E x h i b i t  E e n t i t l e d ,  S y n t h e s i s  o f  
D e s c r i p t i v e  F ind ings :  I n f o r m a l  O r g a n i z a t i o n a l  S t r u c t u r e s ,  which f o l l o w s .  The 
f i n d i n g s  have been o r d e r e d  by v a r i a b l e  and sub-var i a b l e  t o  f a c i l i t a t e  a 
comparison between t h e  p o l i c e  and non-police l i t e r a t u r e .  I t  should be no ted  
t h a t  t h e  r e s u l t s  p r e s e n t e d  a r e  d e s c r i p t i v e  i n  n a t u r e  and,  t h e r e f o r e ,  do n o t  
n e c e s s a r i l y  produce a knowledge base .  The subsequen t  s e c t i o n  of t h i s  c h a p t e r ,  
e n t i t l e d  I n f e r e n t i a l  F i n d i n g s ,  p r e s e n t s  a d i s c u s s i o n  o f  knowledge base  
strengths and weaknesses ,  



EXHIBIT E 

SYNTHESIS OF DESCRIPTIVE FINDINGS: 
INFORMAL ORGANIZATIONAL STRUCTURES 

P o l i c e  S t u d i e s  Non-Pol-ice 

34. Ehployee Adapta t ion  3 4 .  Employee Adapta t ion  

a .  Cynicism 

e Niederhof fe r  (1967) conducted a s t u d y  o f  
p o l i c e  cyn ic i sm and found t h a t  
p r o f e s s i o n a l i s m  and cyn ic i sm were 
i n v e r s e l y  r e l a t e d :  more educa ted  o f f i c e r s  
a r e  more c y n i c a l ,  and cyn ic i sm peaked i n  
t h e  9th-10th y e a r s  o f  s e r v i c e ,  dropped 
o f f  a f t e r  11-14 y e a r s  o f  s e r v i c e ,  and 
l e v e l e d  o f f  f o r  t h e  l a s t  15-19 y e a r s .  
S e v e r a l  o t h e r  i n d i v i d u a l s  have r e p l i c a t e d  
t h i s  c l a s s i c  s tudy .  Another s t u d y  
conf i rmed t h a t  p r o f e s s i o n a l i s m  was 
i n v e r s e l y  r e l a t e d  t o  cynic ism.  However, 
t w o  o t h e r  s t u d i e s  found no r e l a t i o n s h i p  
between e d u c a t i o n a l  a t t a i n m e n t  and 
cynic ism.  One i n v e s t i g a t o r  found t h a t  
e t h n i c i t y  was n o t  r e l a t e d  t o  cyn ic i sm,  
b u t  t h a t  o f f i c e r s  wi th  t h e  h i g h e s t  l e v e l s  
o f  cynic ism a l s o  were t h e  b e s t  
p e r  formers .  There were c o n f l i c t i n g  
r e s u l t s  concern ing  t h e  r e l a t i o n h i p  
between s e n i o r i t y  and cynic ism.  One 

a .  Cynicism 

The l i t e r a t u r e  reviewed is s i l e n t  on t h i s  
v a r i a b l e .  



EXHIBIT E ( c o n t i n u e d )  

P o l i c e  Non-Police 

au thor  con£ irmed N i e d e r h o f f e r  's r e s u l t s ,  
w h i l e  a n o t h e r  r e s e a r c h e r  found t h a t  
cynic ism con t inued  t o  i n c r e a s e  wi th  
l e n g t h  of s e r v i c e .  

e Three s t u d i e s  were l o c a t e d  which examined 
t h e  v a l i d i t y  and r e l i a b i l i t y  o f  
N i e d e r h o f f e r ' s  cyn ic i sm s c a l e .  
Niederhoff  er sugges ted  t h a t  t h e  s c a l e  was 
unidimensional .  However, t h e s e  o t h e r  
r e s e a r c h e r s  found t h e  s c a l e  to be 
mul t id imens iona l :  two a u t h o r s  found 5 
dimensions  o f  cyn ic i sm,  and t h e  t h i r d  
r e s e a r c h e r  found 3 dimensions  o f  
cynic ism.  

a Other  s t u d i e s  which examined cynic ism,  
bu t  d i d  n o t  s p e c i f i c a l l y  u s e  
N i e d e r h o f f e r  's s c a l e ,  found t h a t  younger 
o f f i c e r s  a r e  more c y n i c a l  and c l o s e -  
minded than o l d e r  o f f i c e r s .  

Reviewed r e s e a r c h  i n d i c a t e s  t h e  e x i s t e n c e  
o f  a p o s i t i v e  r e l a t i o n s h i p  between 
cynic ism and p o l i c e  o f f i c e r  a l i e n a t i o n .  

V a r i a b i l i t y  o f  t a s k  a p p e a r s  to be r e l a t e d  
t o  i n c r e a s e d  l e v e l s  o f  cynic ism,  i n  terms 
of t h e  o f f i c e r ' s  a t t i t u d e s  toward t h e  
p u b l i c .  



EXHIBIT E ( c o n t i n u e d )  

P o l i c e  Non-Pol i c e  

0 T r a i n i n g  does  n o t  appear  t o  e f f e c t  
cyn ic i sm,  a l though  r a c i a l  s t r a t i f i c a t i o n  
was r e l a t e d  t o  t h e  o f f i c e r ' s  l e v e l  o f  
c y n i c i s m  d u r i n g  t r a i n i n g .  

b. I n d i v i d u a l  P e r s o n a l i t y ,  Va lues ,  A t t i t u d e s ,  
and Role P e r c e p t i o n s  

0 S e v e r a l  a u t h o r s  a t t empted  t o  de te rmine  i f  
p o l i c e  o f f i c e r s  had a d i s t i n c t i v e  
p e r s o n a l i t y  from c i t i z e n s ,  o r  i f  t h e  
o f f i c e r ' s  v a l u e s  changed a s  a r e s u l t  o f  
o c c u p a t i o n a l  s o c i a l i z a t i o n .  There is a  
d i s c r e p a n c y  i n  t h e  f i n d i n g s .  S e v e r a l  
i n v e s t i g a t o r s  found a s i g n i f i c a n t  
d i f f e r e n c e  i n  t h e  v a l u e  sys tems o f  p o l i c e  
and c i v i l i a n s ,  whi le  o t h e r s  found t h a t  
o c c u p a t i o n a l  s o c i a l i z a t i o n  w i l l  r e s u l t  i n  
v a l u e s  and behavior  which render  t h e  
recruit  i n d i s t i n g u i s h a b l e  from 
exper ienced  o f f i c e r s .  

e I n d i c a t i o n  t h a t  a s  e x p e r i e n c e  i n  p o l i c e  
work i n c r e a s e s ,  s e l f  - d i s c l o s u r e  
( w i l l i n g n e s s  t o  d i v u l g e  i n f o r m a t i o n  a b o u t  
a c t u a l  work a c t i v i t i e s )  d e c r e a s e s .  
A d d i t i o n a l l y ,  more exper ienced  o f f i c e r s  
appear  t o  be more dogmatic.  

b. I n d i v i d u a l  P e r s o n a l i t y p  Values ,  A t t i t u d e s ,  
and Role  P e r c e p t i o n s  

I t  a p p e a r s  t h a t  i n  more b u r e a u c r a t i c  
o r g a n i z a t i o n s ,  employees d i s p l a y  h i g h e r  
l e v e l s  s f  s t r e s s .  



EXHIBIT E (continued) 

Police Non-Police 

e Finding that officers who are more highly 
educated were less dogmatic. 

e The literature indicates that police 
officers are more authoritarian than 
social workers and students who are not 
police career orientated. 

a It appears that authoritarian attitudes 
do not increase or decrease with 
experience, although one study suggested 
that more experienced municipal officers 
tend to be more authoritarian. Another 
study found "innovative" officers are 
less authoritarian than "traditional" 
officers. 

c. Commitment 

e Higher organizational commitment was 
found for officers who had been on the 
force for a longer period of time. 

e Indication that a participatory 
management style was a significant 
predictor of organizational commitment 
under conditions of high task 
variability, while supportive leadership 
behavior was the most significant 
predictor of organizational commitment 
under conditions of low task variability. 

c. Commitment 

Finding that job satisfaction was 
positively related to organizational 
commitment. 

e There appears to be some discrepancy 
concerning the relationship of group 
cohesion and organizational commitment. 
Two studies found a positive 
relationship, while a third study found 
no relationship between employee 
cohesiveness and commitment to the 
organization. 



EXHIBIT E (continued) 


Police 	 Non-Police 


e 	 The literature indicates that 

professionalism, seniority, and 

communication were associated with higher 

levels of organizational commitment. 


e 	 Indication that in larger organizations, 

employees felt less committed to the 

organization. 


e 	 The realization of social and normative 

incentives appears to be positively 

related to commitment. 


35. 	Group Cohesion 35. Group Cohesion 


a. 	Employee Orqanization: Role and Impact a. Employee Organization: Role and Impact 


e 	 Several studies have been conducted which s Indication positive relationships between 

examine the development and impact of city expenditures. One study found that 

police unions. Results indicated: economic difficulties (recession) 


negatively affects group cohesion. 

-	 That police unions do not support a 


professionalization program unless 

officers are given tangible incentives 

(primarily monetary incentives) . 

-	 Unionization appears to represent a 

response to the efficiency, cost- 

cutting perspective of police 

administration. 


-	 A key factor underlying unionization 

seems to be a sense of alienation. 




EXHIBIT E ( c o n t i n u e d )  

P o l i c e  	 Non-Police 

There a p p e a r s  t o  be no c o n s i s t e n t  
union p o s i t i o n  on e d u c a t i o n ,  a l though  
e d u c a t i o n  h a s  been shown to l e a d  t o  
g r e a t e r  compensation f o r  t h o s e  who 
become educated.  A concern among 
p o l i c e  unions  is t h a t  management 
develop some means o f  p r o v i d i n g  e q u i t y  

f o r  t h o s e  who do n o t  have t h e  

o p p o r t u n i t y  t o  pursue a d d i t i o n a l  
e d u c a t i o n .  

-	 The l i t e r a t u r e  s u g g e s t s  t h a t  most 

p o l i c e  unions  a r e  opposed t o  m i n o r i t y  

r e c r u i t m e n t ,  l a t e r a l  e n t r y ,  

c i v i l i z a t i o n ,  and t h e  use  o f  c i v i l i a n  

review boards .  


b. 	 Group I n t e r a c t i o n  b. Group I n t e r a c t i o n  

8 	 Find ing  t h a t  in fo rmal  means (group peer  9 Find ing  t h a t  f o r m a l i z a t i o n  o f  a c t i v i t i e s  
p r e s s u r e )  a f f e c t s  t h e  a p p l i c a t i o n  o f  p o s i t i v e l y  a f f e c t s  g roup  cohes ion ,  w h i l e  
d i s c r e t i o n .  c e n t r a l i z a t i o n  o f  d e c i s i o n  making reduces  

employee cohes ion .  
9 Group cohesion appears  t o  have p o s i t i v e  

e f f e c t s  on s a t i s f a c t i o n .  e The l i t e r a t u r e  i n d i c a t e s  t h a t  
h i e r a r c h i c a l  s t r u c t u r e  has  d i f f e r i n g  

0 	 D e c e n t r a l i z a t i o n  seems t o  p o s i t i v e l y  e f f e c t s  on group cohes ion .  Low l e v e l s  
impact g roup  cohes ion ,  a 1  though one s t u d y  were p o s i t i v e l y  a s s o c i a t e d  w i t h  cohes ion ,  
found t h a t  t h e  more cohes ive  t h e  work w h i l e  middle  management t e n d s  t o  promote 
g roup ,  t h e  g r e a t e r  t h e  tendency t o  less cohes ion  among employees. 
v i o l a t e  rules. 

e 	 I n d i c a t i o n  t h a t  i n  o r g a n i z a t i o n s  t h a t  
have g r e a t e r  "team c o l l a b o r a t i o n " ,  
employees were more s a t i s f i e d .  



EXHIBIT E (continued) 

Police Non-Police 

Collaboration does not appear to be 
related to organizational effectiveness. 

e It apears that discretion has no effect 
on group cohesion, 

Training in organizational development 
appears to positively affect group 
interaction. 

36. Satisfaction 36. Satisfacton 

o Finding that level of education is not 
associated with satisfaction. 

o Finding that supportive leadership 
behavior was a significant predictor of 
job satisfaction. Further, officers were 
satisfied when their supervisor played a 
supportive role and helped clarify their 
role. 

e Preliminary indication that functional 
and departmental specialization was not 
associated with satisfaction. 

e Indication that police perceptions of 
turbulence in the environment or 
environmental uncertainty was negatively 
associated with satisfaction and 
commitment. 

e Finding that task variability was 
positively related to employee 
satisfaction. Further, centralization of 
decision making leads to greater feelings 
of alienation. 

s Finding that leadership behavior (i.e., 
showing support and consideration) has a 
positive effect on employee satisfaction. 

0 Alienation from work tasks and 
environment seems to be more prominent in 
highly-centralized and formalized 
organizations. 

e Indication that greater communication 
within the organization positively 
affects employees' satisfaction with 
their jab, 



EXHIBIT E ( c o n t i n u e d )  

- P o l i c e  Non-Police 

a Cynicism, r o l e  s t r e s s ,  and ambigui ty  i n  Employees i n  h i g h l y  b u r e a u c r a t i c  
j o b  t a s k s  n e g a t i v e l y  impact job o r g a n i z a t i o n s  ( t a l l  o r g a n i z a t i o n a l  
s a t i s f a c t i o n .  s t r u c t u r e s )  t end  to be t h e  l e a s t  

s a t i s f i e d  wi th  t h e i r  jobs ,  a l t h o u g h  one 
e One s t u d y  found t h a t  group cohesion was s t u d y  d i d  n o t  f i n d  any such 

r e l a t e d  to job s a t i s f a c t i o n ,  whi le  r e l a t i o n s h i p .  I n  a d d i t i o n ,  workers i n  
a n o t h e r  s t u d y  found a  p o s i t i v e  l a r g e  o r g a n i z a t i o n s  appear  t o  be l e s s  
r e l a t i o n s h i p  between group  cohes ion  and s a t i s f i e d .  
a l i e n a t i o n .  

The l i t e r a t u r e  i n d i c a t e s  t h a t  workers who 
e W r i t t e n  r u l e s ,  t r a i n i n g ,  i n t e r n a l  f e e l  t h e i r  job is c h a l l e n g i n g  and 

communication, and d e c e n t r a l i z a t i o n  were r e s p o n s i b l e  seem t o  be more s a t i s f i e d .  
a l l  found t o  p o s i t i v e l y  impact job 
s a t i s f a c t i o n .  Employees who a r e  more s a t i s f i e d  w i t h  

t h e i r  j o b s  a r e  more committed t o  t h e  
e One s t u d y  found t h a t  when o f f i c e r s  o r g a n i z a t i o n .  

p e r c e i v e d  t h e i r  environment a s  h o s t i l e  
and t h e  crime r a t e  was h i g h ,  they  f e l t  I n d i c a t i o n  t h a t  s a t i s f a c t i o n  is h igher  i n  
more a l i e n a t e d . o r g a n i z a t i o n s  t h a t  use  a  c o l l a b o r a t i v e  

team approach i n  d e c i s i o n  making. 
@ I t  appears  t h a t  o r g a n i z a t i o n a l  change and 

p r o f e s s i o n a l i s m  does  n o t  a f f e c t  an I n d i c a t i o n  t h a t  monetary i n c e n t i v e s ,  
o f f i c e r ' s  l e v e l  o f  s a t i s f a c t i o n .  s e n i o r i t y ,  and geograph ic  d i s p e r s i o n  a r e  
F i n a l l y ,  no r e l a t i o n s h i p  was found p o s i t i v e l y  a s s o c i a t e d  wi th  job  
between employee morale  and performance.  s a t i s f a c t i o n .  



Inferential Findings 


The previous section has presented descriptive findings for the topics 

of employee adaptation, group cohesion, and satisfaction. This section 

considers these findings and identifies and describes their incorporation in a 

knowledge base concerning the informal organization in policing. This 

knowledge base contains findings addressing both knowledge strengths and 

weaknesses. Also described in this section is an estimation of the relative 

value of this knowledge base to the state of the art in police science and 

administration. 


The specific sampled research studies on employee adaptation, group 

cchesion, and satisfaction yielded considerable knowledge pertaining to 

informal organization structures. Knowledge is produced here and elsewhere in 

this report from research studies that are methodologically sound and 

generalizable. There is an inherent screening process which was used in 

analyzing descriptive findings presented in the previous section. These 

findings were scrutinized to determine to what extent they were, in fact, 

generalizable. The knowledge base strengths and weaknesses for this 

particular chapter are grouped and discussed in three subject areas: 


1. 	The Individual in the Police Organization. 


2. 	The Work Group in Police Organization. 


3. 	Police Officer Satisfaction and its Relevance for 

Police Management. 


The Individual in the Police Organization 


Early studies of police officers and their working conditions, 

although usually qualitative and based on personal observations, tended to 

suggest that police officers possess a set of common social psychological 

characteristics; chief among these were cynicism, dogmatism, authoritarianism, 

prejudice, bigotry, and suspicion (see, for example, Westley, 1953, 1976; 

Skolnick, 1966; Wilson, 1967). Most of these early studies saw the 

development of these traits as a natural outcome of the police officer's 

working situation, and most presumed these traits to be detrimental to 

professional and responsibe police service. 


These early efforts spawned a flood of empirical investigations of the 

police "working personality", as originally labelled by Skolnick (1966), which 

has continued unabated through the literature until today. The empirical 

studies tend to be survey-based and quantitative in method of measurement and 

analysis, and form one of the largest topic groups of studies on the police 

function. These studies tend to be subdivided into groups based on the 

particular personality trait being measured. Perhaps the largest such group 

are those studies assessing police cynicism: its measurement, attributes, and 




e f f e c t s .  T h i s  t o p i c  is t r e a t e d  s e p a r a t e l y  i n  t h i s  c h a p t e r  because  o f  its 
s h e e r  p o p u l a r i t y  i n  t h e  l i t e r a t u r e .  Other  p e r s o n a l i t y  t r a i t s  ( e .g . ,  
a u t h o r i t a r i a r i s m ,  dogmatism) a r e  analyzed j o i n t l y  i n  a s e p a r a t e  d i s c u s s i o n  o f  
t h e  p o l i c e  p e r s o n a l i t y .  Also inc luded  i n  t h i s  a n a l y s i s  a r e  rev iews  o f  
r e s e a r c h  a n a l y z i n g  p o l i c e  r o l e  p e r c e p t i o n s ,  i n d i v i d u a l  a t t i t u d e s ,  and v a l u e s  
o f  t h e  p o l i c e .  These t w o  s e c t i o n s  o f  t h i s  c h a p t e r  seek t o  a d d r e s s  two 
p e r t i n e n t  q u e s t i o n s  c r i t i c a l  to an unders tand ing  o f  t h e  r o l e  o f  t h e  i n d i v i d u a l  
i n  t h e  p o l i c e  o r g a n i z a t i o n .  These q u e s t i o n s  a r e :  

a 	 Are p o l i c e  o f f i c e r s  c y n i c a l ,  a u t h o r i t a r i a n ,  dogmat ic ,  
p r e j u d i c e d ?  

e 	 I f  so ,  how do p o l i c e  o f f i c e r s  g e t  t h a t  way? Is i t  due 
t o  t h e  f a c t  t h a t  c e r t a i n  p e r s o n a l i t y  t y p e s  g r a v i t a t e  
toward p o l i c e  work, o r  i s  i t  because  p o l i c e  s e l e c t i o n  
systems l i k e l y  r e c r u i t  and s e l e c t  i n d i v i d u a l s  w i t h  
c e r t a i n  p e r s o n a l i t i e s ;  o r ,  does  t h e  working m i l i e u  o f  
t h e  p o l i c e  p r o f e s s i o n  tend t o  c r e a t e  a unique set o f  
p o l i c e  p e r s o n a l i t i e s ?  

There  is ,  i n  a d d i t i o n ,  a  b roader  q u e s t i o n  which w i l l  be acknowledged 
a t  t h i s  j u n c t u r e ,  a l though  it cannot  be f u l l y  answered based on e x i s t i n g  
e m p i r i c a l  r e s e a r c h .  Th is  q u e s t i o n ,  pe rhaps  t h e  most i m p o r t a n t ,  is t o  what 
e x t e n t  does  t h e  p o l i c e  p e r s o n a l i t y  a f f e c t  performance? A v a i l a b l e ,  sampled 
r e s e a r c h  does  n o t  appear  t o  p r o v i d e  knowledge on t h i s  q u e s t i o n .  

The v a r i a b l e  e n t i t l e d  employee a d a p t a t i o n  a l s o  i n c l u d e s  one remaining 
s u b - v a r i a b l e ,  t h a t  o f  employee commitment. The non-pol ice  l i t e r a t u r e  t e n d s  t o  
f o c u s  on t h i s  s u b j e c t  and, f o r  t h e  most p a r t ,  does  n o t  i n c l u d e  a n a l y s e s  o f  
i n d i v i d u a l  p e r s o n a l i t y .  Commitment h e r e  g e n e r a l l y  r e f e r s  t o  e f f o r t s  t o  
i n t e g r a t e  t h e  i n d i v i d u a l ,  s o c i a l l y  and p s y c h o l o g i c a l l y ,  i n t o  t h e  mainstream o f  
t h e  o r g a n i z a t i o n ,  the reby  i n c r e a s i n g  t h e  l i k e l i h o o d  o f  t h e  i n d i v i d u a l  
i n t e r n a l i z i n g  manager ia l  o b j e c t i v e s  and d i r e c t i v e s .  

Cynicism. The i n t e r e s t  i n  p o l i c e  cyn ic i sm began wi th  t h e  p u b l i c a t i o n  
o f  N i e d e r h o f f e r ' s  (1967) c l a s s i c  t e x t  on t h e  r o l e ,  a t t i t u d e s ,  and i n t e g r a t i o n  
of t h e  i n d i v i d u a l  p o l i c e  o f f i c e r .  Niederhof fe r  i l l u s t r a t e d  q u a l i t a t i v e l y  t h e  
e f f e c t  o f  t h e  o r g a n i z a t i o n  on t h e  i n d i v i d u a l  p o l i c e  o f f i c e r  from h i s / h e r  f i r s t  
e n t r y  i n  r e c r u i t  t r a i n i n g ,  through h i s / h e r  i n d o c t r i n a t i o n  i n t o  t h e  l i f e  o f  t h e  
p r e c i n c t ,  t o  t h e  o f f i c e r 's a s s i m i l a t i o n  i n t o  t h e  working environment and 
o c c u p a t i o n a l  s u b c u l t u r e  of t h e  p o l i c e  o r g a n i z a t i o n .  Niederhof fe r  a l s o  
developed and a d m i n i s t e r e d  a survey  q u e s t i o n n a i r e  t o  q u a n t i t a t i v e l y  measure 
cyn ic i sm.  Through t h i s  q u a n t i t a t i v e  a n a l y s i s ,  N i e d e r h o f f e r  found t h a t  age ,  
l e n g t h  o f  s e r v i c e ,  e d u c a t i o n ,  e t h n i c i t y ,  f u n c t i o n a l  a ss ignment ,  and s o c i a l  
c l a s s  a l l  a f f e c t  cynic ism.  S e n i o r i t y ,  i n  p a r t i c u l a r ,  was shown t o  have a 
c u r v i l l i n e a r  r e l a t i o n s h i p  wi th  cynic ism.  O f f i c e r  cyn ic i sm t e n d s  t o  i n c r e a s e  
in p r o p o r t i o n  t o  l e n g t h  of s e r v i c e  f o r  t h e  f i r s t  5-10 y e a r s  of s e r v i c e ,  
peaking a t  approx imate ly  t h e  10th-12th  y e a r  o f  s e r v i c e ,  and t h e n  h o l d i n g  a t  a  



c o n s t a n t  l e v e l  u n t i l  t h e  1 7 t h  o r  1 8 t h  y e a r s ,  when it b e g i n s  t o  d e c r e a s e  a s  a n  
o f f i c e r  n e a r s  r e t i r e m e n t .  Niederhof fe r  c o n s i d e r s  t h i s  p a t t e r n  and c o n c l u d e s  
t h a t  t h e r e  a r e  t h r e e  t y p e s  o f  cyn ic i sm e x h i b i t e d  i n  p o l i c e  o f f i c e r s  
( N i e d e r h o f f e r ,  1967: 103-107). The f i r s t  type is pseudo-cynicism ( s i m i l a r  to 
i d e a l i s m )  and t h i s  is d i s p l a y e d  among r e c r u i t s .  The second form is r o m a n t i c  
cyn ic i sm,  reached i n  t h e  f i r s t  y e a r s  o f  s e r v i c e  and c h a r a c t e r i z e d  by o f f i c e r  
d i s i l l u s i o n m e n t  w i t h  t h e  job.  The f i n a l  t y p e ,  a g r e s s i v e  cyn ic i sm,  c o r r e s p o n d s  
to resen tment  and o c c u r s  i n  t h e  7 t h  th rough  t h e  1 0 t h  y e a r  o f  s e r v i c e .  These 
p a t t e r n s  can be d e p i c t e d  g r a p h i c a l l y  a s  i n  F i g u r e  19 below: 

F i g u r e  1 9  

RELATIONSHIP OF SENIORITY TO POLICE 

OFFICER CYNICISM 

Day Mos. Yrs. Yrs. Yrs. Y r s .  
Years  o f  S e r v i c e  

N i e d e r h o f f e r f s  f i n d i n g s  would be q u i t e  i l l u m i n a t i n g  i f  t h e y  cou ld  be 
t aken  a t  f a c e  v a l u e .  Other  r e s e a r c h e r s ,  however, have r e - t e s t e d  h i s  
p r o p o s i t i o n s  wi th  a c r i t i c a l  examinat ion of h i s  cyn ic i sm s c a l e .  R e g s l i  
(1976b) h a s  q u e s t i o n e d  t h e  v a l i d i t y  and r e l i a b i l i t y  of N i e d e r h o f f e r  's cyn ic i sm 
s c a l e  and sugges ted  t h a t  c y ~ i c i s m  is n o t  un id imens iona l ,  b u t  i n  a c t u a l i t y  has  
f i v e  d imens ions .  An o f f i c e r  may be c y n i c a l  on one dimension b u t  n o t  on 
o t h e r s .  Th i s  f i n d i n g  was s i m i l a r  t o  t h e  r e s e a r c h  o f  Lotz and Regol i  



(1977:181) in which five dimensions of cynicism were identified: (I) cynicism 
toward relations with the publ\ic, (2) cynicism toward organizational 
functions, (3)cynicism about police dedication to duty, (4) cynicism about 
police social solidarity, and (5) cynicism about training and education, 
Regoli and Poole (1949) , however, testing a smaller and different sample of 
officers, found only three dimensions after applying factor analysis to 
attitudinal. data. These were: (1) cynicism toward others, ( 2 )  cynicism 
toward the ideals of police work, and (3) cynicism toward the conduct of 
police work. 

What knowledge can be deduced from these discrepancies in 
measurement3 Perhaps the best and only conclusion is that cynicism may vary 
by 1ocal.e. This is supported by the work of Regoli and Poole (1978) , wherein 
it was suggested that city police officers are more cynical than county police 
officers. 

Niederhoffer's suppositions concerning the relationships between 

seniority and cynicism have also been questioned. Regoli and Poole (1978) 

found a decline in cynicism with increasing lengths of service. The same 

finding was observed by Weichmann (1979) in measurement of cynicism toward the 

judicial process, and posited by Lefkowitz (1973) showing that younger 

officers tended to be more cynical, closed-minded, and prejudiced. Wilt and 

Bannon (1976), however, measured cynicism among Detroit police officers and 

found similar results to the Niederhoffer study. Similarly, the research of 

Lotz and Regoli (1977) supported Niederhoffer's profile of the relationship 

between seniority and cynicism. 


The same con£ lict in research findings can be observed concerning 

relationships between education, professionalism and cynicism. Regoli 

(1976a), Wilt and Bannon (1976), and Weiner (1976) have concluded that 
education is not related to cynicism, as was suggested by Niederhoffer 
(1967:106). This earlier research concluded that higher educated officers 
would be more cynical because their expectations for promotion were greater. 


The relationship between professionalism and cynicism has been tested 

by Lotz and Regoli (1977). They find that on first observation there is a 

positive relationship between cynicism and professionalism, but that this 

relationship is tempered by the multidimensional characteristics of 

cynicism: only one dimension appeared to be substantially linked to 

cynicism (Lotz and Regoli, 1977:183). 


These conflicts in the findings prohibit, at this time, the drawing of 

conclusive inferences concerning cynicism. It may well be that variation in 

department style or community culture affect cynicism measures. This 

supposition can be inferred from this reviewed research, but not 

substantiated. Certainly this relationship could be tested in further 

research. 




Given these variations in findings concerning cynicism, to what extent 

does the literature relate cynicism to performance? This linkage has, for the 

most part, not been addressed. Regoli, Poole, and Hewitt (1979) found that 

cynicism is positively related to alienation among police officers, but can it 

be inferred that greater alienation is negatively correlated with 

performance? This is not researched in this or any other study. 


Perhaps the only implications concerning this relationship can be 

drawn from Muir's (1977) study of the police in one city. Muir suggests that 

cynical police officers are simplistic in their dealings with citizens. They 

avoid interaction with citizens, or they resort to use of force as a hallmark 

characteristic of their work. Further, cynical police officers stereotype 

citizens as much as they themselves are stereotyped. Muir's sample is small, 

however, and his analysis largely qualitative, and thus his findings cannot be 

generalized. Consequently, it is not possible to deduce any conclusive 

findings concerning this relationship. This would appear to be an area ripe 

for research. Such research should likely consider variations in education, 

background, and self-perceived professionalism to control effectively for 

these influences on cynicism. 


Individual Personality, Values, Attitudes, and Role Perception 


Just as numerous researchers have investigated cynicism, many students 
of police administration have also addressed other elements of the "police 
personality." Two such elements are authoritarianism and dogmatism. Research 
findings are con£ licting , however, as to the actual measurement of such 
personality traits. 

Several researchers have shown that police officers have authoritarian 

personalities. Trojanowicz (1971) found that police officers are more 

authoritarian that social workers, while others have found that police 

officers are more authoritarian than college students who are not police- 

career oriented (Smith, Locke, and Walker, 1967, 1968; Smith, Locke, and 

Fenster, 1970; Sterling, 1970; Carlson, Thayer, and Germann, 1971). The 

police have also been shown to be more authoritarian than students who are 

corrections oriented (Culbertson, 1975), even when educational backgrounds and 

aptitude are controlled. Bayley and Mendelsohn (1969), however, concluded 

that police in Denver were no more authoritarian than the majority of the 

general citizenry, 


This last finding raises the question of whether the police are 
actually any different than other citizens in the social group from which the 
police are recruited. This finding was suggested by McNamara (1967). These 
conflicting findings raise the question of validity in measurement o f  
authoritarianism. Fabianic (1979) has addressed this factor i:, a review of 



research on authoritarianism in policing and indicates that (Fabianic, 
1979: 531: 

Considerable confusion and lack of agreement have 

resulted from the manner in which the authoritarian 

concept has been applied and utilized. Much of the 

inconsistency and ambiguity are a consequence of a 

variety of factors, acting separately or together; 

including a lack of conceptual clarity and specificity, 

inadequate research design, improper generalizations, 

and oversimplification of phenomena. 


Thus, it may be inappropriate to examine the notion of authori-
tarianism further. The conflicting findings concerning the relationship 
between authoritarianism and senior ity may perhaps be explained by these 
methodological problems. McNamara (1967), for instance, found that authori- 
tarianism increased with seniority while Smith, Locke, and Fenster (1970), and 
Genz and Lester (1970) found no such correlation. The study by Smith, Locke 
and Fenster (1970) , moreover, found the effects of age and college education 
to be so confounded to almost preclude generalization. Their findings for 
various groups that they studied are shown in Figure 20 below: 

Figure 20 


CORRELATIONS OF RELATIONSHIPS BETWEEN 

POLICE OFFICER AGE AND EDUCATION AND 


AUTHORITARIANISM 


high 


t (. 02) Veteran police, in college 
Authoritarianism 

(-.13) Veteran police, non-college 


) (-.23) Young police in college 

I (-. 45) Veteran police officers who are college 
graduates. 

low 




These correlations raise the question of whether or not sufficient, 
reliable research has been conducted to assess satisfactorily the linkages 
between authoritarianism and other demographic and departmental variables. 
Too many questions remain to offer a sound knowledge base on this personality 
trait. Certainly there is ample reason to believe that certain police 
officers may exhibit authoritarian personalities, but what other 
characteristics accompany this trait, and to what degree does socialization in 
the police agency affect individual proclivities toward authoritarianism? The 
literature vividly portrays the influence of socialization on police 
attitudes; would it not then influence the police personality -56/ . Answers to 
this question only can be found through additional research, 

The literature also presents some evidence over problems in the 

measurement of dogmatism. As was the case with authoritarianism, researchers 

have shown that law enforcement oriented students and police officers tend to 

be dogmatic (Smith, Locke and Fenster, 1970; Teasley and Wright, 1973; 

Culbertson, 1975). Regoli and Schrink (1977:235), however, suggest that there 

is only a weak relationship between "occupational preference" (used to measure 

a police orientation among college students) and dogmatism and thus previously 

reported research differentiating between "occupational preference" groups may 

be called into question. Further, researchers have used different attitudinal 

scales to measure dogmatism, and some even have measured authoritarianism and 

dogmatism with the same scale. 


Addressing these concerns, Rokeach (1960) was perhaps the first 
researcher to suggest that dogmatism is separate from authoritarianism as a 
personalit rait and that a new, unique scale should be developed to measure 
dogmatism.u Considering this argument, Carlson, Thayer , and Germann (1971) 
tested both an authoritarianism scale and a dogmatism scale on one sample and 
found that the two concepts are separate and distinct and that research that 
purports to measure both synonymously, as was the case with early research on 
dogmatism, may suffer from methodological problems. 

Further, as illustrated by Regoli and Schrink (1977) , earlier studies 
(especially Culbertson, 1975) did not employ adequate statistical analysis 
techniques to conclude effectively that police oriented college students were 
any more or less dogmatic than other students. Regoli and Schrink (1977:235) 
suggest that there is a need for further research to assess these variances 

56
-/A discussion on the various influences of socialization is 

presented in Chapter IV: Internal Structural Differentiation. 


57'~okeach has defined measures of doqmatism as measures of openness 

or closedness of belief systems. 




among c o l l e g e  s t u d e n t s '  p e r s o n a l i t i e s ,  and t h a t  such r e s e a r c h  should " e x p l o r e  
t h e  e f f e c t s  o f  a d d i t i o n a l  v a r i a b l e s  i n  account ing  f o r  d i f f e r e n c e s  i n  
dogmatism." 

These c o n f l i c t s  i n  measurement and a n a l y s i s  do n o t  o f f e r  knowledge 
base  s t r e n g t h s  r e g a r d i n g  t h e  a c t i o n  of dogmatism i n  p o l i c e  o f f i c e r s .  
Fur thermore,  they do n o t  l end  c redence  to  e f f o r t s  t o  a n a l y z e  t h e  e f f e c t s  o f  
law enforcement  programs o r  p o l i c i e s  on dogmatism (e .g . ,  a n a l y s i s  o f  t h e  
e f f e c t s  o f  t r a i n i n g  on dogmatism, T e a s l e y  and Wright ,  1 9 7 3 ) .  

T h i s  c o n f l i c t  i n  r e s e a r c h  f i n d i n g s  and d i s c u s s i o n  o f  t h e  e f f e c t s  o f  
management e f f o r t s  t o  a l t e r  p o l i c e  v a l u e s  e x t e n d s  t o  g e n e r a l  d i s c u s s i o n s  of 
t h e  i n d i v i d u a l  p e r s o n a l i t i e s  o f  p o l i c e  o f f i c e r s .  One s t ream i n  t h e  l i t e r a t u r e  
s u g g e s t s  t h a t  t h e  p o l i c e  a r e  no d i f f e r e n t  i n  p e r s o n a l i t y  than  i n d i v i d u a l s  i n  
t h e  g e n e r a l  s o c i a l  c l a s s  from which they  a r e  r e c r u i t e d  (McNamara, 1967; Bayley 
and Mendelsohn, 1 9 6 9 ) .  Beginning w i t h  t h e  p u b l i c a t i o n  o f  t h e  s t u d y  by 
Rokeach, M i l l e r ,  and Snyder (1971) ,  however, r e s e a r c h e r s  began t o  observe  t h a t  
p o l i c e  o f f i c e r s  have v a l u e  sys tems t h a t  a r e  d i s t i n c t l y  d i f f e r e n t  from t h o s e  o f  
o t h e r  Americans b u t ,  a s  p o s i t e d  by McNamara (1967) and Bayley and Mendelsohn 
(1969)
,, a r e  s i m i l a r  t o  t h e  s o c i a l  c l a s s  from which t h e y  a r e  r e c r u i t e d .  I n  
t h i s  s t u d y ,  t h e s e  r e s e a r c h e r s  a d m i n i s t e r e d  a su rvey  designed t o  measure 
"va lues"  as being c r i t i c a l l y  impor tan t  i n  de te rmin ing  a t t i t u d e s  and s o c i a l  and 
p o l i t i c a l  o r i e n t a t i o n .  T h e i r  r e s e a r c h  showed t h a t  p o l i c e  o f f i c e r s  a r e  
p r i m a r i l y  c o n s e r v a t i v e  and m o r a l i s t i c  i n  t h e i r  v a l u e  s t r u c t u r e .  Rokeach, 
M i l l e r ,  and Snyder (1971:166) also s u g g e s t  t h a t  t h e  p o l i c e  s u b - c u l t u r e ,  o r  
"working p e r s o n a l i t y , "  a s  d e s c r i b e d  by Skoln ick  (1966) and o t h e r s  may be due 
t o  s e l e c t i v e  r e c r u i t m e n t  p a t t e r n s  where p o l i c e  c a n d i d a t e s  from c e r t a i n  " s o c i a l  
s t r a t a "  and wi th  l i k e  p e r s o n a l i t y  f a c t o r s  w i t h i n  such s t r a t a  a r e  r e c r u i t e d .  

The f i n d i n g s  o f  Rokeach, M i l l e r ,  and Snyder (1971) t h a t  t h e  p o l i c e  
e x h i b i t  d i f f e r e n t  v a l u e s  than  t h e  p u b l i c  a t  l a r g e  a r e  suppor ted  by t h e  works 
o f  G r i f f e t h  and C a f f e r t y  (1977) and Cochrane and B u t l e r  (1980) .  T h i s  l a t t e r  
s t u d y  sugges ted  t h e r e  a r e  d i f f e r e n c e s  i n  v a l u e s  between t h e  p o l i c e  and t h e  
p o l i c e d  i n  B r i t a i n ,  a s  w e l l  a s  i n  t h e  Uni ted  S t a t e s .  These a n a l y s e s  o f  t h e  
i n d i v i d u a l  p o l i c e  p e r s o n a l i t y  a r e  also augmented by t h e  f i n d i n g s  o f  Wal the r ,  
McCune, and Trojanowicz (1973) and Cochrane ( 1 9 7 5 ) ,  p o s i t i n g  t h a t  t h e r e  i s  a 
d i s t i n c t  p o l i c e  p e r s o n a l i t y .  The p o l i c e ,  accord ing  t o  Wal the r ,  McCune, and 
Trojanowicz (1973) p l a c e  a h i g h  v a l u e  on being c o n s i d e r e d  r e l i a b l e ,  
dependab le ,  and t r u s t w o r t h y ,  and o f t e n  p r e f e r  t o  be s u p e r v i s e d  by o t h e r s  and 
work i n  s t r u c t u r e d  s i t u a t i o n s .  Cochran (1975) o f f e r s  s i m i l a r  o b s e r v a t i o n s ,  
i n d i c a t i n g  t h a t  p o l i c e  o f f i c e r s  p r e f e r  a work environment wi th  a we l l -de f ined  
h i e r a r c h y  w i t h  a t t e n d a n t  v a l u e s  o f  a b s o l u t e  a u t h o r i t y .  

What i m p l i c a t i o n s  do such f i n d i n g s  have f o r  p o l i c e  management and d o  
t h e s e  r e s u l t s  he ld  when o t h e r  r e s e a r c h  a s s e s s i n g  t h e  s o c i a l i z a t i o n  s f  p o l i c e  
o f f i c e r s  i n t o  t h e  p o l i c e  o c c u p a t i o n a l  environment a r e  c o n s i d e r e d ?  G e n e r a l l y ,  
t h e  f i n d i n g s  t h a t  t h e r e  is a d i s t i n c t  p o l i c e  p e r s o n a l i t y  d i f f e r e n t  than  t h a t  



exhibited by other citizens raises questions about the merits of traditional 

police recruitment practices--they may be judged to recruit individuals with 

homogeneous backgrounds. 


Other researchers, however, have questioned the notion that the police 
personality is due to selective recruitment practices and suggests that 
variations in value systems between the police and the public are due to 
socialization into the police force. Niederhoff er (1967) suggests that the 
police personality and inherent cynicism and authoritarianism are due to the 
officer's experiences in the agency. This observation has been verified 
quantitatively by Savitz (1970) showing that the police values of internal 
loyalty are learned through experience and by Dalley (1975) indicating that 
seniority, as well as education may influence police value systems. Bennett 
and Greenstein (1975) also reach a similar conclusion based on their 
concurrent administration of a value measurement survey to a sample of college 
students and a sample of police officers. Further, Tifft (1976) shows that 
personality and attitudes toward the public by police varies by the police 
officer's assignment and hence experience and socialization into a work 
group. Similarly, Teahan (1975: 47-56) found that the police officers' 
"hedonistic orientation" and "detachment from social commitments" to be a 
product of socialization. Finally, Van Maanen (1975) found no evidence to 
support the selective recruitment argument. He (Van Maanen, 1975: 215) 
suggests that the : 

. . . recruit's demography was not in any way related 
to their eventual profile. Consequently, the police 
culture can be viewed as molding the attitudes--with 
numbing regularity--of virtually all who enter. 

It should be pointed out here that Van Maanen's (1975) study focused 

on measures of motivation, organizational commitment, and need satisfaction 

and not necessarily on values. This points to perhaps one of the basic 

difficulties inherent in existing research on the police personality--that of 

variation in measurement; both in terms of the variables and the methods 

employed. Perhaps researchers have developed too broad a spectrum of the 

police personality and have not yet come to any consensually defined set of 

criteria comprising the police personality. 


Beyond this, what additional insight can be provided by these 

findings? The debate over which has the most predominant influence on police 

value systems, individual personality attributes of the social group from 

which police are recruited, or socialization, cannot really be reconciled at 

this point. It may be that both play a critical role; police have similar 

values to the population from which they are recruited, whereas there are also 

distinct differences between the values of experienced officers and the 

general community. If this is the case, it may be that there is no such thing 

as a police personality and that social class and organizational 




character istics both have an in£ 1-uence on personality traits. This has been 

suggested in a review of the literature by Balch (1972). These net influences 

c?.n be diagrammed as presented in Figure 21 (Balch, 1972: 117): 


Figure 21 
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Tke only possible addition to this model may be the relevant community 

characteristics of the officer's work environment in line with the suggestions 

of Westley (1953), Skolnick (1966), and Rubinstein (1973). Even with these 

additions, however, this model is plausible, eminently testable, and 

specifiable. Given a large enough sample, researchers could conceivably test 

for the interaction effects of the police officer's origins, work setting, and 

position and experiences in the police organization on personality traits. 


Perhaps when the net effects of these influences on the police 

personality are diagnosed, it will be feasible to initiate assessments of the 

relationship between personality traits and performance. The literature is 

virtually silent on this relationship, although management analysis of this 

relationship may prove to be the most important contribution to the state of 

the art. What is the ultimate detriment, if any, of the police personality on 

performance? If such a detriment can be shown, then management can begin to 

develop programs to modify or alter individual police values and attitudes, or 

recruit individuals with different values and attitude systems. 




Commitment. The analysis of this final element of the variable 

employee adaptation will take on a different form than the two preceding 

discussions, The police literature by and large contains only limited 

research on organizational commitment of police officers. The general 

management literature, conversely, has extensively considered and analyzed 

this variable, 


Commitment is normally referred to as the described state of affairs 
wherein an employee internalizes the norms and expectations of the 
organization and places a high value on achieving organizational goals and 
objectives. This i s  obviously a desired condition which management str ives to 
achieve in all organizations, Buchanan (1974) has reviewed and summarized the 
salutary effects of commited employees and suggests that there are several, 
including: 

a 	 Willingness of an employee (member) to exert high levels 

of effort on behalf of the organization. 


a 	 Strong desire to stay with the organization. 


a 	 Degree of belongingness or loyalty to the organization. 


a 	 Acceptance of major goals and values of the 

organization. 


a 	 Positive evaluation of the organization. 


If it is agreed then that organizational commitment is a desired state 
of affairs, how can managers instill commitment among employees? Research in 
the private sector has shown that individual commitment is determined by both 
social status and achievement, as well as personal achievement within the 
organization. The linkage between social attachment and commitment has been 
shown by Baumler (1971) , Sheldon (1971) , and Buchanan (1974). Sheldon (1971) 
suggests that social involvements are attributes of commitment, while Buchanan 
(1974) indicates that "current group attitudes" toward the organization and 

"work commitment norms" were correlates of commitment. Baumler (1971) 

suggests, however, that the in£ luence of group interaction (social commitment) 

may depend on individual personality and that individuals preferring 

formalized rules and procedures may be more apt to be committed by such 

management practices, while others interested in group interaction are more 

highly committed by such social interaction and not formalized rules. 


This finding suggests that there may, in fact, be a difference in 

levels of commitment among varying levels of personnel in the organization. 

Thornton (1970) shows that organizational involvement (social interaction) 

among employees may result in commitment for non-professional employees, but 

decreases for professional work situations. If such a difference occurs, is 




it due to individual achievement, or professional as opposed to organizational 
commitment? The literature suggests that each may have a significant 
influence. 

Buchanan's study (1974) of business and government managers shows a 
variation in organizational commitment according to seniority and personal 
achievement, As a manager ' s senior it7 and concurrent responsibility 
increases, his or her realization of expectations and "work involvement norms" 
(internalized professional norms) take on increasingly important roles in 
determining commitment. At an early stage in a manager's career, first year 
job challenge, as well as group attitudes toward the organization, appear to 
be the predominent c~rrelates of commitment. 

This finding is consistent with the research performed by Sheldon 

(1971) showing that, although social incentives are determinants of 

commitment, investments in the organization (defined as age, tenure, and 

hierarchical rank) are perhaps stronger influences on commitment. This 

finding appears to indicate that seniority and tenure are important 

determinants of commitment, because increasing investments in the organization 

are likely to be highly correlated with tenure. 


A research study by Hrebiniak and Alutto (1973:555) also shows this 
linkage, indicating that commitment is an "exchange and accrual phenomenon, 
dependent upon the ratio of inducements to contributions and the accumulation 
of side bets or investments in the employing system." Years of experience in 
the organization are an important variable here, as investments in the 
organization are likely to increase with tenure. 

Tenure may not be as critical a criterion of commitment to some 

individuals as it is to others. Hall and Schneider (1972) studied patterns of 

commitment in various forms of organizations and concluded that tenure was a 

stronger determinant of commitment for individuals who had spent their entire 

career in one organization than it was for individuals who have been more 

mobile and moved from organization to organization. This is an important 

finding with relevance for the police field since most police officers still 

spend the majority of their career in one organization; tenure is thus likely 

to be a strong correlate of commitment in the police organization. 


The police sample contained two studies addressing commitment. The 
most enlightening sampled research study in the police discipline is the 
research by Van Maanen (1975). Conclusions set forth in this document 
parallel several of those cited above in the non-police literature. Van 
Maanen measured job commitment of police recruits through the administration 
of a repeated survey completed during each of the first six months of recruit 
training (this included on-the-job training, as well as formal academy 
training). He found (Van Maanen, 1975.21'7) that there was a significant 
decrease in comnitment across time although the relative level of commitment 
remains h i g h  (when compared with commitment scores cf other occupational 



groupings). Van Maanen attributes the decrease in commitment to socialization 
effects in the police force and suggests that the relatively high level of 
commitment is due to (Van Maanen, l975:218) strong department loyalty, ingroup 
solidarity, and cohesiveness, and that these factors also may contribute to 
commitment. 

Van Maanen also finds that there is a high degree of correlation 

between commitment and supervisory evaluations of performance, This implies 

that there is a high degree of association between personal achievement, as 

measured by others, and commitment, 


How do Van Maanenss findings compare with those in the general 

management sample? Although it is difficult to derive a precise comparison, 

due to Van Maanen's limited time span of evaluation (the first six months of a 

career), some similarities are evident. As noted by Buchanan (1974), the 

importance of group attitudes toward the organization as a determinant: of 

commitment is most predominant for first-stage managers (those who had one 

year experience). This may be similar to Van Maanen1s in-group solidarity and 

cohesiveness. It is not until managers achieve greater tenure that this 

influence appears to take on less importance. 


Further, Van Maanen1s finding that supervisory evaluations are also 

strongly correlated with commitment supports the proposition alluded to above 

that individual achievement is a correlate of commitment. Again, Van Maanents 

time frame of analysis is too brief to support this proposition firmly, but 

certainly the implication arises from his findings. 


The only other study sampled in the police literature sheds further 

insight into the role of supervisors in shaping organizational commitment. 

Jermier and Berkes (1979) investigated the relationship of task variability 

and job interdependence to supervisory styles with an interest in determining 

which styles generated greater officer commitment. Jermier and Berkes 

(1979:16) demonstrate that participatory leader behavior (defined generally as 
a consultative leadership style) is positively associated with high commitment 
when tasks are highly variable and require high degrees of interdependence, 
while supportive leadership behavior (defined primarily as behavior which 
clarifies roles, work assignments, and procedures) was positively associated 
to commitment when tasks were highly predictable. This research indicates 
that not only supervisory evaluations, but also style of supervision and task 
structure affect commitment. Jermier and Berkes (1979), however, conclude 
that task structure is an intervening variable between supervisory performance 
and reported commitment . 

It may then be appropriate to deduce a set of propositions relating 

individual and occupational traits to organizational commitment. This model 

certainly should be tested further in the police organization, but is 

worthwhile positing here for consideration: 




e 	 Organizational commitment is produced through a 

combination of factors including social status, social 

interaction with supervisors and peers, job achievement 

and hierarchical advancement, and perceptions of access 

to organizational hierarchical levels. 


e 	 At the early stages of a career, group cohesiveness, as 

opposed to individual achievement, takes on a more 

direct role in in£ luencing commitment. 


e 	 As a career progresses, individual achievement assumes a 

more predominant role as a correlate of commitment. 

This achievement is manifested through tenure and 

hierarchical rank. 


e 	 At some point in one's career progression, individual 

achievement may be associated with professional 

achievement and hence, professional commitment becomes a 

significant determinant of commitment. 


e 	 Participative leadership behavior has a positive 

influence on organizational commitment when the work 

task structure is variable and interdependent. 

Supportive leadership behavior is associated with 

employee commitment when task structures involve highly 

predictable activity. 


The interaction of these various influences cannot be clearly defined 
at this point, but could be tested through research in the police 
environment. Such research would be complex and require longitudinal 
measures, but would help clarify the relationship of 'the numerous variables 
associated with commitment. 

The Work Group in the Police Organization 


The importance of the work group in the organization was first 

recognized in the 1930's in studies designed to assess the role of the 

informal organization on productivity. The study by Mayo and his colleagues 

of informal work groups at the Western Electric Company (Roethesberger and 

Dixon, 1939) revealed that work groups could affect an organization's 

performance, either positively or negatively, depending on the relationship of 

the informal norms of the group to the norms of the organization. This 

research spurred additional. analyses of the effects of work groups, generally 

by social psychologists. Likert (1961: 30) sumarized the results of this 

research, concluding that: 




Work groups  which have h igh  peer-group l o y a l t y  and 
common g o a l s  appear  t o  be e f f e c t i v e  i n  a c h i e v i n g  t h e i r  
g o a l s ,  I f  t h e i r  g o a l s  a r e  t h e  achievement o f  h igh  
p r o d u c t i v i t y  and low was te ,  t h e s e  a r e  t h e  g o a l s  they  
w i l l  accomplish .  I f ,  on t h e  o t h e r  hand, t h e  c h a r a c t e r  
s f  t h e  s u p e r v i s o r  c a u s e s  them t o  r e j e c t  t h e  o b j e c t i v e s  
o f  t h e  o r g a n i z a t i o n s  and set g o a l s  a t  v a r i a n c e  w i t h  
t h e s e  o b j e c t i v e s ,  t h e  g o a l s  t h e y  e s t a b l i s h e d  can have 
s t r i k i n g l y  a d v e r s e  e f f e c t s  upon p r o d u c t i v i t y .  

T h i s  su rvey  i n d i c a t e s  t h a t  work g roups  can have e i t h e r  a  p o s i t i v e  o r  a 
n e g a t i v e  e f f e c t  on p r o d u c t i v i t y .  Under what c o n d i t i o n s  is e i t h e r  outcome 
ach ieved?  Moreover, what manager ia l  p r a c t i c e s  appear  to encourage g r e a t e r  
g roup  a d o p t i o n  o f  o r g a n i z a t i o n a l  norms and e x p e c t a t i o n s ?  These and r e l a t e d  
q u e s t i o n s  a r e  examined i n  t h i s  s e c t i o n .  

A c o n s i d e r a b l e  p o r t i o n  o f  t h e  p o l i c e  l i t e r a t u r e  a d d r e s s i n g  t h i s  
v a r i a b l e  f o c u s e s  on t h e  fo rmat ion  o f  un ions  and t h e i r  i n f l u e n c e  on p o l i c e  
a g e n c i e s .  T h i s  is n o t  t h e  c r i t i c a l  f o c u s  i n  t h e  non-pol ice  domain where 
emphasis  is p l a c e d  on measurement of t h e  r o l e  and outcomes of t h e  work 
group.  T h i s  d i f f e r e n t i a t i o n  i n  s t u d y  c o n t e n t  promoted t h e  use o f  sub-
v a r i a b l e s  f o r  t h i s  s u b j e c t .  The two s u b - v a r i a b l e s  a r e  each a n a l y z e d  
s e p a r a t e l y  below. They a r e : 

e knployee o r g a n i z a t i o n :  Role and Impact 

0 Group i n t e r a c t i o n .  

Employee O r g a n i z a t i o n :  Role and Impact 

The p o l i c e  l i t e r a t u r e  sampled f o r  t h i s  s t u d y  c o n t a i n e d  numerous 
s t u d i e s  on t h e  r o l e  and impact o f  p o l i c e  un ions ,  a l b e i t  t h e s e  s t u d i e s  were 
p r i m a r i l y  q u a l i t a t i v e  c a s e  s t u d i e s  and r e f l e c t  a g e n e r a l  i n t e r e s t  i n  
d e s c r i b i n g  r e a s o n s  f o r  p o l i c e  union fo rmat ion  and growth,  r a t h e r  t h a n  a n  
emphasis  on management e f f o r t s  o r  i n i t i a t i v e s  t o  q u e l l  t h e  union movement o r  
to f o s t e r  p o s i t i v e  r e s u l t s  from union a c t i v i t y .  

I t  shou ld  be p o i n t e d  o u t  h e r e  t h a t  t h e  p o l i c e  union,  o r  its less 
developed and p e r h a p s  less m i l i t a n t  su r roga te - - the  p o l i c e  employee 
associa t ion--may o r  may n o t  be a w o r k  group a s  d e f i n e d  i n  t h e  g e n e r a l  
management l i t e r a t u r e .  O f t e n t i m e s ,  p o l i c e  union a c t i v i t y  o c c u r s  t o t a l l y  
o u t s i d e  o f  t h e  fo rmal  work group and,  on o c c a s i o n ,  t h e r e  may be more t h a n  one 
employee a s s o c i a t i o n  i n  e x i s t e n c e  i n  a p o l i c e  depar tment .  Thus, i t  may be  
d i f f i c u l t  t o  t r a n s f e r  t h e  knowledge concern ing  use of work g roups  from t h e  
s o c i a l  s c i e n c e  sample t o  t h e  p o l i c e  d i s c i p l i n e .  N e v e r t h e l e s s ,  union o r  



employee association activity is a form of social cohesion and thus will be 

analyzed as a component of this variable. 


Perhaps the most comprehensive analysis of police union activity has 

been conducted by Juris and Feuille (Juris, 1971; Juris and Feuille, 1973; 

Feuille and Juris, 1976). Unfortunately, from the perspective of this study, 

these authors only conducted one empirical study of police unions and even 

this investigation had a limited methodology. 


Despite these difficulties, the observations of Juris and Feuille are 

worth noting. In their study of union activity in 22 cities (Juris and 

Feuiile, 9973), these researchers summarized the environmental and 

organizational factors contributing to unionization, suggesting that (1) 

hostility toward the police by citizens; (2) increasing job complexity, and 

(3) increasing demands for law and order are external reasons for the 

development and institutionalization of unions, Among the internal 

organizational factors contributing to unionism are perceived low rewards in 

relation to increased job difficulty and poor management/personnel practices. 


Juris and Feuille (1973) elaborate on the consequences of unionism 

showing that increased unionization has led to (1) greater stratification 

between black and white police officers; often the formation of unions or 

employee groups precipitates the development of a minority employee group, and 

(2) increased management/employee tension which pervades decision-making 

processes and frustrates attempts by politicans to change the police 

organization. One is left with the clear impression, from Juris and Feuille's 

work, that unionism fosters increased group solidarity in policing, a 

tightening of the web of secrecy surrounding police organizations, and 

increasing resistance to change. This latter notion is supported by Feuille 

ar.d Juris (1976) in their analysis of the relationship between unionism and 

professionalization in policing. In this study Feuille and Juris note that 

unions are usually opposed to minority recruitment, lateral entry, and greater 

civilization of the police force. 


This review of police unionism suggests that unions will tend to 
support s$h~ status quo and generally oppose professionalization in 
policing.- Cooper (1974) has studied the relationship of unionization to 
professionalization and has generally concluded that each of these movements 
is occurring simultaneously in policing and each embodies conflicting sets of 
values. Cooper (1974:33) suggests that the trend toward professionalization 

58 as defined here refers to increasing education 
-/~rofessionalization 

and training for police officers, greater emphasis on cost-efficiency and 

productivity, and an increasing reliance on specialization and technology by 

police chief executives. This subject is addressed in greater detail in 

Chapter IV: Internal Structural Differentiation. 




c ~ u l d  be accompanied by " s u b s t a n t i a l l y  i n c r e a s e d  s a l a r i e s ,  a l a r g e r  role i n  
d e c i s i o n  making, and i n c r e a s e d  s o c i a l  s t a t u s , "  w h i l e  t r e n d s  toward 
u n i o n i z a t i o n ,  on t h e  o t h e r  hand, may be accompanied by "con t inued  s o c i a l  
a l i e n a t i o n ,  u n d i s c r i m i n a t i n g  p u b l i c  demands f o r  t a x  r e d u c t i o n  and cost 
c u t t i n g ,  and r e s i s t a n c e  by s h o r t - s i g h t e d ,  e f f i c i e n c y - o r  i e n t e d  p o l i c e  
l e a d e r s h i p  to t h e  g r a n t i n g  o f  s u b s t a n t i a l  rewards  and r e c o g n i t i o n  f o r  becoming 
' p r o f e s s i o n a l i z e d '  ." 

T h i s  dilemma a p p e a r s  t o  f o c u s  on d i f f e r i n g  c o n c e p t i o n s  of 
p r o f e s s i o n a l i s m  i n  p o l i c i n g .  A s  d i s c u s s e d  e a r l i e r  i n  t h i s  r e p o r t ,  t h e r e  a r e  
two competing c o n c e p t i o n s  o f  p r o f e s s i o n a l i s m  i n  p o l i c i n g .  One such n o t i o n ,  
o f t e n  espoused by management, a c c e n t u a t e s  t h e  need f o r  improved e f f i c i e n c y ,  a n  
opening o f  t h e  p o l i c e  r a n k s  to m i n o r i t i e s  and females ,  t h e  use  o f  l a t e r a l  
e n t r y  to r e c r u i t  q u a l i f i e d  managers and s u p e r v i s o r s  from o t h e r  p o l i c e  
a g e n c i e s ,  and a g r e a t e r  i n t e g r a t i o n  o f  c i v i l i a n s  i n t o  t h e  p o l i c e  f o r c e ,  among 
o t h e r  needed reforms.  The opposing c o n c e p t i o n  is c h a r a c t e r i z e d  by t h e  need 
f o r  i n c r e a s e d  autonomy f o r  p o l i c e  o f f i c e r s ,  h i g h e r  s a l a r i e s ,  a g r e a t e r  
involvement  i n  d e c i s i o n  making, and b e t t e r  working c o n d i t i o n s ,  a s  w e l l  as 
o t h e r  changes  which would upgrade t h e  s t a t u s  o f  t h e  p o l i c e  o f f i c e r .  A s  
sugges ted  by t h e  a v a i l a b l e ,  reviewed r e s e a r c h  on unionism, t h e  competing 
n a t u r e  o f  t h e s e  two opposing movements w i l l  spur  c o n t i n u i n g  and i n c r e a s e d  
m i l i t a n c y  among p o l i c e  unions .  The e x t e n t  o f  such c o n f l i c t  h a s  n o t ,  t o  t h i s  
p o i n t ,  been c l e a r l y  d e p i c t e d  through sampled e m p i r i c a l  r e s e a r c h .  A d d i t i o n a l  
r e s e a r c h  is t h u s  needed t o  e x p l o r e  f u r t h e r  t h e  r e s u l t s  of t h e s e  c o n f l i c t i n g  
t r e n d s .  

One sampled r e s e a r c h  s t u d y  i n d i c a t e s  t h a t  a reason f o r  m i l i t a n c y  o f  
p o l i c e  u n i o n s  is a l ack  o f  ample r e c o g n i t i o n  by management o f  t h e  r o l e  o f  t h e  
union l e a d e r  ( u s u a l l y  t h e  e l e c t e d  P r e s i d e n t ) .  I n  t h i s  s t u d y  G e n t e l  and 
Handman (1979) i n d i c a t e  t h a t  t h e  p o l i c e  union l e a d e r  r e c e i v e s  c o n s i d e r a b l e  
p r e s s u r e  from t h e  union membership t o  win c o n c e s s i o n s  from management and t h a t  
p o l i c e  a d m i n i s t r a t o r s  o f t e n  do n o t  acknowledge t h i s  p r e s s u r e .  T h i s  is c i t e d  
a s  one f a c t o r  producing p o l i c e  s t r ikes.  

T h i s  o b s e r v a t i o n  r a i s e s  s e v e r a l  q u e s t i o n s  p e r t a i n i n g  t o  t h e  r o l e  o f  
t h e  p o l i c e  union l e a d e r  and r e l a t i o n s h i p s  between such l e a d e r  and 
management. What is t h e  magnitude o f  t h i s  p r e s s u r e  f o r  c o n c e s s i o n s  and how 
does  t h e  " s u c c e s s f u l "  v e r s u s  t h e  " u n s u c c e s s f u l n  union l e a d e r  respond t o  such 
p r e s s u r e ?  Moreover, what r o l e  d o e s  t h i s  push f o r  change on t h e  p a r t  o f  un ions  
p l a y  i n  c o l l e c t i v e  b a r g a i n i n g ,  p a r t i c u l a r l y  i n  s i t u a t i o n s  where impasses  o c c u r  
and b i n d i n g  a r b i t r a t i o n  i s  mandated by s t a t u t e ?  How do c e r t a i n  p o l i c e  c h i e f  
e x e c u t i v e s  and government o f f i c i a l s  avo id  p o t e n t i a l  damaging union a c t i o n s  
(e .g . ,  s t r i k e s ,  s i c k  o u t s )  through n e g o t i a t i o n  p r o c e s s e s  wi th  union l e a d e r s ?  
These and o t h e r  q u e s t i o n s  c a n n o t  be answered from e x i s t i n g  sampled r e s e a r c h .  
I n  s h o r t ,  t h e r e  is  a need f o r  a d d i t i o n a l  e m p i r i c a l  r e s e a r c h  t o  e x p l o r e  l a b o r -  
management r e l a t i o n s  and v i v i d l y  d e s c r i b e  t h e  r o l e s  p e r t i n e n t  a c t o r s  p l a y  i n  
t h i s  r e l a t i o n s h i p .  



In summary, police unionsim has not been subjected to numerous, 

thorough, empirical investigations. The available research, as identified for 

this study, does not permit the development of firm relationships among 

managerial and organizational variables. Rather, the literature describes a 

number of possible linkages between community and organizational conditions 

and the development of unions, and suggests plausible relationships between 

union interests and management reforms. These suggested relationships present 

opportunities for further research. 


Group Interaction. Sampled studies from the police literature, as 

well as research in the general management and social science disciplines, 

offer several illuminating observations of the role of the work group in 

organizations. The police literature is by and Large descriptive, but clearly 

depicts the significance of the work group in the police agency. 


Early, qualitative observations of police organizations (Westley, 

1953, Skolnick, 1966, Reiss, 1971) characterize the role of the informal work 

group as having a significant influence on the norm of secrecy among police 

officers, the occupational culture of poli e, and the degree of conformity to 

organizational policies and procedures.- 597 This research clearly indicates 

the paramount importance of the social group in policing, although these early 

works were for the most part descriptive and did not include quantitative 

demonstrations of the influence of the informal group. 


More recently, research has shown that the informal group has a 

pronounced effect on police discretion and hence performance. Studies by 

Gardiner (1968) and Petersen (1971) denote the impact of the informal group on 

police ticket-writing behavior, while a study by O'Neill (1974) suggests that 

peer relations, perhaps more than any other administrative or organizational 

factor, significantly influence police officer conformity to rules, policies 

and procedures. Moreover, group cohesion may also play an important role in 

determining a police officer's satisfaction with his or her job and department 

(Slovak, 1978) . 

59
pe he role of the informal work group is differentiated from the 
formal work group in the general management literature. See, for example, 
Blau (1955) , Sherif and Sherif (1956), Likert (1961) , and Schein (1967) . 
Schein (1967:69) distinguishes between three types of informal groups: (1) 
the horizontal clique consisting of employees of the same rank, (2) vertical 
cliques composed of individuals of differing ranks but assigned to the same 
unit, and (3) mixed cliques made up of members of various ranks and unit 
assignments. Sherif and Sherif (1956:175-177) suggest that organizations 
consist of reference groups--those to which the individual relates or aspires, 
and membership groups--.those to which the individual belongs. 



Although t h e s e  s t u d i e s  have p rov ided  i n s i g h t  i n t o  t h e  e f f e c t s  o f  t h e  
g r o u p  on police o r g a n i z a t i o n s ,  t h e r e  is s t i l l  t h e  p r e v a i l i n g  q u e s t i o n  o f  how 
p o l i c e  managers can u s e  g r o u p s  e f f e c t i v e l y .  A d d i t i o n a l l y ,  t h e r e  is l i t t l e  
knowledge p r e s e n t e d  i n  t h e  p o l i c e  l i t e r a t u r e  concern ing  t h e  fo rmat ion  o f  
g roups ;  t h e  r e l a t i o n s h i p  between t h e  f o r m a l  work g roup  and i n f o r m a l  work 
g r o u p s ,  F i n a l l y ,  and p e r h a p s  most i m p o r t a n t l y ,  t h e r e  is l i t t l e  o r  no 
r e s e a r c h ,  a t  l e a s t  a s  i d e n t i f i e d  by t h i s  s t u d y ,  d e s c r i b i n g  m a n a g e r i a l  or 
s u p e r v i s o r y  methods o f  c o o r d i n a t i n g  t h e  work group.  

To what e x t e n t  does  t h e  g e n e r a l  social s c i e n c e  l i t e r a t u r e  r e v e a l  
f i n d i n g s ?  Other than  t h e  famous Hawthorne s t u d i e s  (Roe the i sberger  and Dixon, 
1939)  d i s c u s s e d  a t  t h e  o u t s e t  s f  t h i s  c h a p t e r ,  r e s e a r c h  i n  s e v e r a l  o t h e r  
e n v i r o n m e n t a l  s e t t i n g s  h a s  shown t h a t  s u p e r v i s i o n  a c c e n t u a t i n g  g roup  
i n t e r a c t i o n  is p o s i t i v e l y  a s s o c i a t e d  wi th  improved performance.  One o f  t h e  
e a r l y  s t u d i e s  o f  t h i s  r e l a t i o n s h i p  was performed by L i k e r t  (1961) .  H i s  
r e s e a r c h  s u g g e s t s  t h a t  e f f e c t i v e  o r g a n i z a t i o n s  u t i l i z e  a " l i n k i n g  p i n "  p a t t e r n  
o f  manager ia l  communication t o  t i e  t o g e t h e r  v e r t i c a l l y  d i f f e r e n t i a t e d  fo rmal  
g roups .  Such formal  g roups  a r e  composed o f  a s u p e r v i s o r  and a number o f  
s u b o r d i n a t e s .  I n d i v i d u a l  g roup  problems, when i d e n t i f i e d  i n  a  g roup  
d i s c u s s i o n  among members o f  a  fo rmal  group,  can be communicated by s u p e r v i s o r s  
t o  t h e  n e x t  h i g h e s t  l e v e l  s o  t h a t  a p p r o p r i a t e  manager ia l  a c t i o n  t o  r e s o l v e  a 
problem may be e n a c t e d ,  o r  so t h a t  feedback on i s s u e s  o f  concern to t h e  work 
g roup  c a n  t a k e  p l a c e  r a p i d l y  on t h e  b a s i s  o f  f u l l  in fo rmat ion .  

Other  r e s e a r c h  s t u d i e s  by Aram, Morgan and Esbeck (1971) and Smith 
(1971) s i g n i f y  t h a t  " c o l l a b o r a t i v e "  management models ( l i k e l y  found i n  
o r g a n i z a t i o n s  where t h e  l i n k i n g  p i n  s t y l e  o f  i n t e r a c t i o n  is e v i d e n t )  , a s  
opposed to " s u p p o r t i v e "  management s t y l e s ,  t end  t o  f o s t e r  g r e a t e r  g roup  
involvement  and,  hence,  improved performance and employee s a t i s f a c t i o n .  T h i s  
i n c r e a s e d  group cohes ion  h a s  a l s o  been shown to p o s i t i v e l y  a f f e c t  employee 
commitment t o  t h e  o r g a n i z a t i o n  ( M i l l e r  and Wagner, 1971; Marsh and Mannari ,  
1 9 7 7 ) .  

C e r t a i n  management t h e o r i s t s  have recognized  t h e  v a l u e  o f  such 
i n t e r a c t i o n  and proposed s p e c i f i c  t r a i n i n g  programs ( o f t e n  d e s c r i b e d  a s  
o r g a n i z a t i o n a l  development) t o  promote g r e a t e r  i n t e r g r o u p  e x p r e s s i o n  o f  
problems.  Golembiewski and C a r r i g a n  (1970a,  1970b) d e s c r i b e  such a t r a i n i n g  
program and demons t ra te  t h e  e f f e c t s  o f  such t r a i n i n g  on improved i n t e r g r o u p  
and i n t e r p e r s o n a l  communication and problem-solving a b i l i t i e s .  Moreover, t h e  
e f f e c t s  o f  o r g a n i z a t i o n  development t r a i n i n g  were s t i l l  e v i d e n t  four  months 
(1970a) and e i g h t e e n  months (1970b) a f t e r  t h e  t r a i n i n g  was completed.  

I f  such i n t e r a c t i o n  is d e s i r a b l e ,  how does  it t a k e  p l a c e  and what 
e f f e c t ,  i f  any, does  o r g a n i z a t i o n  s t r u c t u r e  have on group i n t e r a c t i o n ?  
H i e r a r c h i c a l  o r g a n i z a t i o n  s t r u c t u r e s  may more e a s i l y  adop t  "Pinking p i n "  
methods o f  group i n t e r a c t i o n  (Smith ,  Moscow, B e r g e r ,  and Cooper, 1969; R o s s e l ,  
1971), whereas  o r g a n i z a t i o n s  w i t h  a h i g h l y  d i f f e r e n t i a t e d  s t r u c t u r e  (based on 
a high d e g r e e  o f  d i v i s i o n  o f  l a b o r )  may f i n d  it more d i f f i c u l t  t o  induce  



p o s i t i v e  performance from work g roups  ( B r i d g e s ,  Doyle, and Mahan, 1 9 6 8 ) .  Such 
o r g a n i z a t i o n s  may t h e n  r e q u i r e  a g r e a t e r  emphasis on what have been d e s c r i b e d  
a s  "pr imary t i e s , "  a s  opposed t o  " i n s t r u m e n t a l  ties" (Linco ln  and Fry ,  
1979) . These t e rms  can be ana lyzed  us ing  S h e r i f  ' s  and S h e r i f ' s  (1956) 
d i s t i n c t i o n  between r e f e r e n c e  g roups  ( t h o s e  in formal  g roups  o u t s i d e  o f  t h e  
h i e r a r c h i c a l  s t r u c t u r e )  and membership g roups  ( t h o s e  g roups  f o r m a l l y  
c o n s i s t i t u t e d  by t h e  o r g a n i z a t i o n ) .  Primary t ies c o n s t i t u t e  t h o s e  r e l a t i o n s  
between r e f e r e n c e  g roups  whi le  i n s t r u m e n t a l  t i e s  c h a r a c t e r i z e  r e l a t i o n s h i p s  
between membership g roups .  

L inco ln  and Fry (1979) demons t ra te  t h a t  c e r t a i n  i n d i v i d u a l  f a c t o r s  
( e . g , ,  sex and r a c e )  a r e  l i k e l y  t o  have a more p o s i t i v e  and d i r e c t  e f f e c t  on 
p r imary  t i e s ,  w h i l e  a u t h o r i t y  and e d u c a t i o n  appear  to  have a g r e a t e r  i n f i u e n e e  
on i n s t r u m e n t a l  t i e s .  T h i s  o c c u r s ,  accord ing  t o  L inco ln  and Fry (1979:196),  
because : 

C e r t a i n  a t t r i b u t e s  of o r g a n i z a t i o n  p a r t i c i p a n t s  (e .g . ,  
a u t h o r i t y  and e d u c a t i o n ) ,  p a r t i c u l a r l y  t h a t  c o n f e r  
s t a t u s  both  i n  t h e  o r g a n i z a t i o n  and i n  t h e  l a r g e r  
s o c i e t y ,  i n f l u e n c e  network t i e s  by p l a c i n g  h i g h - s t a t u s  
p e r s o n s  i n  c e n t r a l  p o s i t i o n s ,  

L inco ln  and Fry  (1979:196) c o n t i n u e  by p o i n t i n g  o u t  t h a t  t h e s e  i n f l u e n t i a l  
ties ( i .e . ,  i n s t r u m e n t a l )  a r e  more l i k e l y  t o  be found i n  management sys tems 
t h a t  tend t o  be more h i e r a r c h i c a l  i n  form. Th is  f u r t h e r  s i g n i f i e s  t h a t  
h i e r a r c h i c a l  s t r u c t u r e s  may f i n d  it e a s i e r  t o  manage fo rmal  groups .  

Research h a s  a l s o  sugges ted  t h a t  s t r u c t u r i n g  o f  work a c t i v i t i e s  
promotes  g r e a t e r  i n t e g r a t i o n  o f  fo rmal  work groups  (Pheysey,  Paynet  and Pugh, 
1971; C h i l d ,  1 9 7 3 a ) .  T h i s  is l i k e l y  because  o f  t h e  s t r u c t u r i n g  o f  i n t e r -
r e l a t i o n s  between u n i t s .  Again,  t h i s  i n t e g r a t i o n  r e f e r s  t o  formal  g roups  and 
n o t  n e c e s s a r i l y  t o  i n f o r m a l  g roups ,  

C o n c e n t r a t i o n  o f  a u t h o r  i t y  may n o t ,  however, promote e f f e c t i v e  g roup  
i n t e r a c t i o n s  ( C h i l d ,  1973a) .  T h i s  o c c u r s  because managers working w i t h i n  such 
s t r u c t u r e s  t end  t o  minimize t h e  importance of in te r -g roup  communication. 
S i n c e  s u p e r v i s o r s  a t  lower l e v e l s  have l i m i t e d  a u t h o r i t y  under such a sys tem,  
it is sometimes deemed l e s s  i m p o r t a n t  t o  main ta in  t h i s  communication. A 
d e c e n t r a l i z a t i o n  o f  a u t h o r i t y  then  is l i k e l y  t o  s t i m u l a t e  i n c r e a s e d  g roup  
i n t e r a c t i o n .  T h i s  r e l a t i o n s h i p  h a s  been sugges ted  i n  t h e  p o l i c e  l i t e r a t u r e .  
Dimier i  (1976) has  concluded i n  h i s  s t u d y  o f  t h e  New York P o l i c e  Department 
t h a t  t h i s  e f f e c t  does  indeed occur .  

S t r u c t u r e  t h e n  h a s  mixed e f f e c t s  on group i n t e r a c t i o n .  Management may 
f i n d  t h a t  a h i e r a r c h i c a l  s t r u c t u r e  f a c i l i t a t e s  g r e a t e r  fo rmal  i n t e r a c t i o n ,  
e s p e c i a l l y  where w o r k  a c t i v i t i e s  a r e  h i g h l y  s t r u c t u r e d .  C e n t r a l i z e d  d e c i s i o n  
making, however, would seem t o  d i s c o u r a g e  work group i n t e r a c t i o n .  



The reviewed l i t e r a t u r e  on group interact ion implies the exis tence of 
a number of firm relationships between management pract ices  and e f f ec t i ve  
group interact ion.  These relat ionships can be portrayed a s  t e s t ab l e  
proposit ions.  These propositions are : 

1. 	 Management systems which promote greater in teract ion 
of work groups, both ve r t i ca l l y  and horizontally 
d i f fe ren t ia ted ,  w i l l  achieve improvement in  employee 
s a t i s f ac t i on ,  commitment, and performance. 

2.  	 Effective group interact ion is enhanced through 
collaborative management pract ices  as  opposed to  
supportive manager i a l  s ty les .  

3 .  	 Hierarchical organization s t ruc tures ,  wherein work 
a c t i v i t i e s  are highly formalized, promote greater  
integration of work groups. 

4 .  	 Concentration of decision-making author ity  
discourages, rather than encourages, group 
interact ion,  

5. 	 Group interact ion is manifested through 
communication network t i e s  to  other organizational 
members. The nature of these t i e s  are  e i t he r  
instrumental, primarily occurring between membership 
groups, or primary t i e s ,  occurring between reference 
groups, not necessari ly consti tuted as  a formal 
group. Instrumental t i e s  are generated more often 
by s imi l a r i t i e s  in  s t a tu s ,  while primary t i e s  a r e  
produced as a r e su l t  of s imi l a r i t i e s  i n  biographical 
or personal factors .  

What significance do these re la t ionships  have for law enforcement? 
The desi rable  outcomes of group interact ion e f f o r t s  are,  of course, a goal 
worth pursuing in law enforcement as  in any organizational se t t ing .  The key 
is for pol ice  managers to  develop collaborative management and supervisory 
s k i l l s  to promote e f fec t ive ly  and coordinate group . in teract ion.  To date ,  the 
research i n  policing indicates  only limited empirical examinations of such 
management p rac t ices ,  although experiences in other se t t ings  are t ransferable  
to  the pol ice  environment. 

The f a c t  tha t  many police agencies exhibi t  h ierarchical  s t ruc tures  may 
actually enhance management's capab i l i t y  of i n s t i t u t i ng  group interact ion 
methods. This is not t o  say t ha t  other organizational forms cannot susta in  
e f fec t ive  group interact ion prac t ices ,  it is only to  suggest t ha t  exis t ing 
reporting re la t ionships  i n  many police agencies are su i tab le  for the adoption 
of L ike r t ' s  (1961) linking pin s t r a t eg i e s  where increased two-way 



communication between o r g a n i z a t i o n a l  l e v e l s  is e s t a b l i s h e d .  D e c e n t r a l i z e d  
decision-making systems a r e  l i k e l y  to f a c i l i t a t e  g r e a t e r  i n t e r a c t i o n  w i t h i n  
work g roups .  I n  p o l i c e  o r g a n i z a t i o n s  t h i s  s u g g e s t s  t h a t  g r e a t e r  d e l e g a t i o n  o f  
a u t h o r i t y  by t h e  c h i e f  e x e c u t i v e  t o  lower l e v e l  managers may a l s o  f o s t e r  
i n c r e a s e d  g roup  i n t e r a c t i o n .  

I n  p o l i c i n g ,  a s  i n  o t h e r  d i s c i p l i n e s ,  t h e r e  is the  need to r e c o g n i z e  
t h e  importance o f  in fo rmal  g r o u p s  composed o f  members wi th  s i m i l a r i t i e s  n o t  
b rought  on by s t a t u s  b u t  by o t h e r  p e r s o n a l  c h a r a c t e r i s t i c s .  I n  p o l i c e  
o r g a n i z a t i o n s ,  m i n o r i t i e s ,  f emales ,  and s e n i o r s ,  as opposed t o  younger 
o f f i c e r s ,  may be members o f  i n f o r m a l  work groups .  Management shou ld  r e c o g n i z e  
t h e  r o l e  and composi t ion o f  such  g roups  i n  i ts  e f f o r t  t o  i n t e g r a t e  g roup  needs  
and i n t e r e s t s  wi th  o r g a n i z a t i o n a l  o b j e c t i v e s ,  

P o l i c e  O f f i c e r  S a t i s f a c t i o n  and i t s  Relevance f o r  P o l i c e  Management 

The terms " j o b  s a t i s f a c t i o n "  and "employee morale" a r e  o f t e n  used to 
d e s c r i b e  an i n d i v i d u a l ' s  o r  a g r o u p ' s  s e n t i m e n t s  toward t h e i r  jobs .  These 
terms a r e  used e x t e n s i v e l y  i n  t h e  l i t e r a t u r e  and o f t e n t i m e s  are n o t  
accompanied by adequa te  d e f i n i t i o n s ;  they  a r e  a l s o  used i n t e r c h a n g e a b l y  i n  t h e  
c o n t e x t  o f  a d e s i r e d  outcome i n  t h e  work p l a c e .  To b e g i n ,  s a t i s f a c t i o n  and 
morale  a r e  n o t  synonymous. They have t h e  same o r g a n i z a t i o n a l  and s i t u a t i o n a l  
components--that is, c o n d i t i o n s  which a f f e c t  b o t h  s a t i s f a c t i o n  and morale--but 
" they  a p p l y  t o  d i f f e r e n t  l e v e l s  w i t h i n  t h e  o r g a n i z a t i o n :  s a t i s f a c t i o n  
connotes  i n d i v i d u a l  l i k i n g n e s s  o f  a job whi le  morale  r e f e r s  to g r o u p  
p e r c e p t i o n s  o f  t h e  job" (Applewhi te ,  1965:2 5 )  . T h i s  is  an i m p o r t a n t  
d i s t i n c t i o n  because  management a c t i o n s  t o  improve e i t h e r  s a t i s f a c t i o n  o r  
morale  can c o n c e i v a b l y  a f f e c t  one and n o t  t h e  o t h e r .  T h i s  is l i k e l y  to occur  
i f  t h e r e  a r e  s e v e r a l  work g roups  i n  t h e  o r g a n i z a t i o n .  A c t i o n s  t o  i n c r e a s e  t h e  
mora le  of a g iven  work group may a c t u a l l y  d e c r e a s e  t h e  s a t i s f a c t i o n  o f  
i n d i v i d u a l s  n o t  i n  t h e  g roup  o r  i n c l u d e d  i n  a l t e r n a t i v e  g roups .  

Given t h i s  d i s t i n c t i o n ,  it is  impor tan t  t o  probe f u r t h e r  i n  c l a r i f y i n g  
d e f i n i t i o n s  o f  s a t i s f a c t i o n  and morale.  S a t i s f a c t i o n  and morale  a r e  c l o s e l y  
a l i g n e d  wi th  a t t i t u d e s  and v a l u e s .  An a t t i t u d e  is t h e  p r e d i s p o s i t i o n  o f  an  
i n d i v i d u a l  to e v a l u a t e  some c o n d i t i o n  a s  f a v o r a b l e  o r  unfavorab le  (Ka tz ,  
1963:253), w h i l e  v a l u e s  h e l p  f o r m u l a t e  a t t i t u d e s  a s  d e t e r m i n a n t s  o f  an  
i n d i v i d u a l ' s  or a g r o u p ' s  p e r c e p t i o n  o f  an e v e n t ,  s i t u a t i o n ,  o r  c o n d i t i o n .  A 
c o l l e c t i o n  o f  v a l u e s  comprise  a v a l u e  system, and such a system a f f e c t s  
p e r c e p t i o n s .  I n  t h i s  s e n s e ,  v a l u e s  a r e  a s s o c i a t e d  w i t h  a t t i t u d e s ,  a s  a r e  
p a r t i c u l a r  e v e n t s ,  c o n d i t i o n s ,  o r  s i t u a t i o n s .  A r e c o g n i t i o n  o f  t h i s  
r e l a t i o n s h i p  is impor tan t  i n  t h e  c o n t e x t  o f  t h i s  s t u d y  o f  p o l i c e  management. 
The s p e c i f i c  a c t i v i t i e s ,  d e c i s i o n s ,  and p o l i c i e s  o f  managers may a f f e c t  
a t t i t u d e s  which may u l t i m a t e l y  a f f e c t  s a t i s f a c t i o n  and mora le ,  b u t  t h e s e  



o r g a n i z a t i o n a l  v a r i a b l e s  may n o t  be t h e  s o l e  d e t e r m i n a n t s  o f  s a t i s f a c t i o n  and 
a l u e s  may a l s o  p l a y  a key r o l e  i n  t h e  fo rmat ion  o f  s a t i s f a c t i o n  and 

m0ra1e.60Ymora le .-
The l i t e r a t u r e  a l s o  s u g g e s t s  t h a t  t h e r e  may, i n  f a c t ,  b e  t w o  

d imens ions  of s a t i s f a c t i o n ,  Thus, s a t i s f a c t i o n  and d i s s a t i s f a c t i o n  a r e  n o t  
mere ly  o p p o s i t e  ends  o f  t h e  same continuum. The " d u a l  f a c t o r "  t h e o r y  o f  
s a t i s f a c t i o n  was proposed by Herzberg and h i s  a s s o c i a t e s  (Herzberg,  Mausner, 
P e t e r s o n  and Capwel l ,  1957; Herzberg,  Mausner, and Snyderman, 1959; and 
Herzberg,  1966) subsequen t  t o  e m p i r i c a l  r e s e a r c h  o f  s a t i s f a c t i o n  among 
e n g i n e e r s  and a c c o u n t a n t s .  Herzberg conc ludes  t h a t  s a t i s f a c t i o n  and 
d i s s a t i s f a c t i o n  a r e  two d i s t i n c t  e lements ;  s a t i s f a c t i o n  is  r e l a t e d  t o  t h e  work 
i t s e l f  and the  rewards  ( b o t h  e x t r i n s i c  and i n t r i n s i c )  t h a t  f low from t h a t  
work. D i s s a t i s f a c t i o n  is a s s o c i a t e d  wi th  t h e  i n d i v i d u a l ' s  r e l a t i o n s h i p  t o  t h e  
c o n t e x t  o r  environment i n  which t h e  work is performed. House and Wigdor 
(1967) reviewed H e r z b e r g ' s  work and d i s p u t e d  t h e  s i m p l i c i t y  o f  t h e  " d u a l  
f a c t o r "  model. They i n d i c a t e d  t h a t  i n d i v i d u a l  d i f f e r e n c e s  may l e a d  one p e r s o n  
t o  d e r i v e  s a t i s f a c t i o n  o r  d i s s a t i s f a c t i o n  from c e r t a i n  job f a c t o r s  ( e i t h e r  
r e l a t i n g  to t h e  work i t s e l f  o r  t h e  env i ronment ) ,  whi le  a n o t h e r  p e r s o n  may n o t  
be s o  a f f e c t e d  by such f a c t o r s .  

The impor tan t  p o i n t  h e r e  is t h a t  job  s a t i s f a c t i o n  is a complex 
phenomenon and is n o t  always d e f i n e d  c a r e f u l l y  i n  r e s e a r c h  s t u d i e s  o r  i n  
a n a l y s e s  o f  management p r a c t i c e s .  These d i f f i c u l t i e s  i n  c o n c e p t u a l i z i n g  and 
i n t e r p r e t i n g  s a t i s f a c t i o n  shou ld  be kep t  i n  mind i n  any review of  r e s e a r c h  
s t u d i e s  a d d r e s s i n g  t h i s  s u b j e c t .  

There  are two s t r e a m s  of i n q u i r y  i n  t h e  l i t e r a t u r e  concern ing  job 
s a t i s f a c t i o n .  The f i r s t  s e e k s  t o  de te rmine  r e l a t i o n s h i p s  between s a t i s f a c t i o n  
and performance whi le  t h e  second a t t e m p t s  t o  i s o l a t e  and a n a l y z e  manager ia l  
and o r g a n i z a t i o n a l  f a c t o r s  a s s o c i a t e d  wi th  s a t i s f a c t i o n .  These t w o  s t r e a m s  of  
i n q u i r y  p r o v i d e  a founda t ion  f o r  a n a l y s i s  o f  reviewed r e s e a r c h  s t u d i e s ,  bo th  
i n  t h e  p o l i c e  and i n  t h e  non-pol ice  samples.  

The R e l a t i o n s h i p  of J o b  S a t i s f a c t i o n  t o  Performance.  D e s p i t e  t h e  many 
a t t e m p t s  t o  i n s t i l l  g r e a t e r  job  s a t i s f a c t i o n  f o r  employees i n  many 
e n v i r o n m e n t a l  s e t t i n g s ,  r e s e a r c h  h a s  n o t  s u b s t a n t i a t e d  t h e  r e l a t i o n s h i p  
between improved s a t i s f a c t i o n  and performance.  Researchers  and s c h o l a r s  a l i k e  
have i n i t i a t e d  many s t u d i e s  where s a t i s f a c t i o n  and morale  a r e  t r e a t e d  a s  ends  
i n  themse lves .  S e v e r a l  o r g a n i z a t i o n a l  and manager ia l  v a r i a b l e s  a r e  ana lyzed  

60his s e c t i o n  o f  t h i s  c h a p t e r  w i l l  n o t  a t t e m p t  t o  a n a l y z e  t h e  
e f f e c t s  o f  i n d i v i d u a l  o r  group v a l u e s  on s a t i s f a c t i o n  o r  morale.  The s u b j e c t  
of p o l i c e  v a l u e s  is examined i n  an e a r l i e r  s e c t i o n  of t h i s  c h a p t e r  e n t i t l e d :  
The I n d i v i d u a l  i n  t h e  P o l i c e  O r g a n i z a t i o n .  



i n  such s t u d i e s  t o  a s c e r t a i n  what c o n d i t i o n s  appear  t o  produce g r e a t e r  
s a t i s f a c t i o n .  T h i s  is e s p e c i a l l y  t r u e  i n  law enforcement .  S a t i s f a c t i o n  is  
i n v a r i a b l y  c o n c e p t u a l i z e d  a s  a  d e s i r e d  s t a t e  o f  a f f a i r s  i n  and o f  i t s e l f  wi th  
l i t t l e  c o n s i d e r a t i o n  of how such s a t i s f a c t i o n  o r  d i s s a t i s f a c t i o n  w i l l  a f f e c t  
performance.  T h i s  was t r u e  f o r  t h i s  r e s e a r c h  study--no s t u d i e s  i n  t h e  police 
sample l i n k i n g  s a t i s f a c t i o n  t o  performance or p r o d u c t i v i t y  were i d e n t i f i e d .  

The g e n e r a l  s o c i a l  s c i e n c e  l i t e r a t u r e  c o n t a i n s  r e s e a r c h  s t u d i e s  
demons t ra t ing  t h a t  h igh l e v e l s  of job s a t i s f a c t i o n  may n o t  produce 
c o r r e s p o n d i n g l y  high l e v e l s  o f  performance.  Kahn (1963) i n v e s t i g a t e d  t h e  
l i n k a g e  between s a t i s f a c t i o n  and performance and found t h a t  non-product ive  
w ~ r k e r s  c o u l d  be q u i t e  happy i n  t h e i r  job ,  whi le  h igh  performing workers  may 
a c t u a l l y  e x h i b i t  a s t r o n g  d i s l i k e  f o r  t h e i r  work. Kahn (1963) d i d  f i n d  t h a t  
group p r i d e  and l o y a l t y  and 
performance,  b u t  t h i s  e f f e c t  
performance,  

hence 
d i d  

morale  d i d  
n o t  ho ld  w

show some r e l a t i o n s h i p  to 
hen c o n s i d e r i n g  i n d i v i d u a l  

If s a t  i s £  a c t i o n  a l o n e  does  n o t  produce improved performance,  what 
f a c t o r s  do produce such d e s i r e d  performance? The l i t e r a t u r e  i n d i c a t e s  t h a t  
t h e r e  may be a combinat ion o f  f a c t o r s  which e i t h e r  promote o r  i n h i b i t  
performance,  F i r s t ,  i n d i v i d u a l  d i f f e r e n c e s  i n  m o t i v a t i o n  and a s p i r a t i o n  p l a y  
an i m p o r t a n t  r o l e  i n  i n f l u e n c i n g  performance (Morse, 1953) . S a t i s f a c t i o n  
measures shou ld  c o n s i d e r  t h e s e  i n d i v i d u a l  t r a i t s ;  t h e y  may be more c r i t i c a l  
t h a n  s a t i s f a c t i o n  i n  a f f e c t i n g  performance.  

F u r t h e r ,  i n d i v i d u a l  d i f f e r e n c e s  i n  age  and s e n i o r i t y  a f f e c t  i n d i v i d u a l  
s a t i s f a c t i o n .  S t u d i e s  i n  t h e  p o l i c e  sample f o r  t h i s  c u r r e n t  p r o j e c t  a r e  
c o n f l i c t i n g  as to t h e  e f f e c t s  o f  s e n i o r i t y  on s a t i s f a c t i o n .  One s t u d y  
( G r i f f e n ,  Dunbar, and M c G i l l ,  1978) i n d i c a t e s  t h a t  o l d e r  o f f i c e r s  t e n d  to be 
more s a t i s f i e d  wi th  t h e i r  jobs .  Another s t u d y  (Macfar lane and Crosby, 1976) 
observed t h a t  s e n i o r i t y  h a s  a  p o s i t i v e  e f f e c t  on s a t i s f a c t i o n  w i t h  
o r g a n i z a t i o n a l  r u l e s  and r e g u l a t i o n s  and d i s c i p l i n a r y  p rocedures .  
I n t e r e s t i n g l y ,  a s t u d y  by Slovak (1978) r e s u l t s  i n  c o n f l i c t i n g  f i n d i n g s .  
Slovak found t h a t  s e n i o r i t y  was n o t  a  c o r r e l a t e  of s a t i s f a c t i o n  and t h a t  
o r g a n i z a t i o n  and management c h a r a c t e r i s t i c s  seemed t o  p l a y  a more c r i t i c a l  
r o l e  i n  i n f l u e n c i n g  s a t i s f a c t i o n .  The d i s c r e p a n c y  i n  f i n d i n g s  may be due t o  
t h e  i n d i v i d u a l  p o l i c e  a g e n c i e s  ana lyzed  o r  t o  va ry ing  l e v e l s  o f  c y n i c i s m  among 
p o l i c e  o f f i c e r s .  R e g o l i ,  Poo le ,  and Hewi t t  (1979) c o n t r o l l e d  f o r  s e n i o r i t y  
and e d u c a t i o n  and found t h a t  cyn ic i sm had a n e g a t i v e  e f f e c t  on s a t i s f a c t i o n .  

Research i n  t h e  p o l i c e  s e t t i n g  has  a l s o  demonstra ted t h a t  t h e  
e d u c a t i o n  l e v e l  o f  p o l i c e  o f f i c e r s  is  n o t  r e l a t e d  t o  s a t i s f a c t i o n  (Weiner, 
1976; G r i f f e n ,  Dunbar, and M c G i l l ,  1978; Hudzik, 1978; Slovak,  1 9 7 8 ) .  T h i s  i s  
an i n t e r e s t i n g  f i n d i n g  c o n s i d e r i n g  t h a t  e d u c a t i o n  is p o s i t i v e l y  r e l a t e d  t o  
cyn ic i sm ( N i e d e r h o f f e r ,  1967) and cynic ism,  i n  turn, n e g a t i v e l y  r e l a t e d  to 
s a t i s f a c t i o n .  Th is  s u g g e s t s  t h a t  cyn ic i sm may, i n  f a c t ,  be t h e  predominant 
i n d i v i d u a l  f a c t o r  i n f l u e n c i n g  s a t i s f a c t i o n .  



Lowin, Hrapchak and Kavanagh, 1969; House, F i l l e y ,  and Ker r ,  1971; Misumi and 
S e k i ,  1974) . Task v a r i a b i l i t y  p l a y s  a key r o l e  h e r e ,  however, a s  i n d i v i d u a l s  
wi th  g r e a t e r  job autonomy and a more v a r i a b l e  t a s k  s t r u c t u r e  a r e  more l i k e l y  
t o  be s a t i s f i e d  with s u p e r v i s o r y  s t y l e s  t h a t  a c c e n t u a t e  an i n i t i a t i n g  
s t r u c t u r e  r a t h e r  than  a s u p p o r t i v e  o r  c o n s i d e r a t i o n  s t r u c t u r e .  

S u p e r v i s o r y  communication a l s o  h a s  been shown t o  be r e l a t e d  p o s i t i v e l y  
t o  s a t i s f a c t i o n  i n  t h e  non-police sample ( A s s a e l ,  1979; K l e i n ,  Krau t ,  and 
Wolfson, 1971; A l d e r f e r ,  Kaplan,  and Smith,  1 9 7 4 ) .  More s p e c i f i c i a l l y ,  H i l l  
and French (1967) have shown t h a t  s u p e r v i s o r y  and management s t y l e s  t h a t  a r e  
" c o l l e g i a l "  promote g r e a t e r  s a t i s f a c t i o n  among employees. 

I n  t h e  a g g r e g a t e ,  t h e s e  s t u d i e s  appear  to s u p p o r t  t h e  c o n c l u s i o n  t h a t  
management sys tems t h a t  encourage g r e a t e r  f u l f i l l m e n t  o f  i n d i v i d u a l  needs  wi th  
l e s s  job  s t r u c t u r e  promote g r e a t e r  s a t i s f a c t i o n ,  T h i s  r e l a t i o n s h i p ,  however, 
is a f f e c t e d  by t h e  v a r i a b i l i t y  of t a s k s  and i n d i v i d u a l  autonomy. T h i s  
c o n c l u s i o n  is  more a p p l i c a b l e  f o r  o r g a n i z a t i o n s  e x h i b i t i n g  a v a r i a b l e  t a s k  
s t r u c t u r e  and c o n s i d e r a b l e  i n d i v i d u a l  autonomy. The p o l i c e  o r g a n i z a t i o n  by 
and l a r g e  e x h i b i t s  such working c o n d i t i o n s .  T h e r e f o r e ,  t h e r e  is a need f o r  
p o l i c e  managers to i n s t i t u t e  mechanisms t o  a s s u r e  i n c r e a s e d  r e a l i z a t i o n  o f  
i n d i v i d u a l  needs.  

These r e l a t i o n s h i p s ,  i n c l u d i n g  t h o s e  d i s c u s s e d  e a r l i e r  concern ing  
i n d i v i d u a l  v a l u e s  and a t t i t u d e s  a r e  diagrammed i n  F i g u r e  22 .  Note t h a t  
s a t i s f a c t i o n  i s  n o t  c o r r e l a t e d  w i t h  performance i n  t h i s  g r a p h i c .  A v a i l a b l e ,  
sampled r e s e a r c h  does  n o t  s u b s t a n t i a t e  t h i s  c o r r e l a t i o n .  

I t  shou ld  be no ted  t h a t  a l though  t h e s e  r e l a t i o n s h i p s  a r e  w e l l  founded 
i n  r e s e a r c h ,  t h e r e  is a need t o  f u r t h e r  i n v e s t i g a t e  m u l t i c o l l i n e a r i t y  between 
t h e s e  v a r i a b l e s  and d i s t i n g u i s h  between r e l a t i v e  e f f e c t s  o f  t h e s e  i n d i v i d u a l  
and o r g a n i z a t i o n a l  v a r i a b l e s  on s a t i s f a c t i o n .  Such r e s e a r c h  i s  n o t  p r e s e n t l y  
a v a i l a b l e ,  a t  l e a s t  a s  sampled f o r  t h i s  s t u d y ,  i n  t h e  p o l i c e  environment.  



Summary and Conc lus ion  

The r o l e  of t h e  in formal  o r g a n i z a t i o n  i n  t h e  p o l i c e  o r g a n i z a t i o n  h a s  
been ana lyzed  i n  t h i s  c h a p t e r  through a s y n t h e s i s  of r e s e a r c h  examining 
i n d i v i d u a l  p o l i c e  o f f i c e r  p e r s o n a l i t y  and v a l u e s ,  t h e  fo rmal  and i n f o r m a l  work 
g roup  i n  t h e  o r g a n i z a t i o n ,  and employee s a t i s f a c t i o n .  Th is  a n a l y s i s  h a s  
demonstra ted t h a t  t h e r e  a r e  c o n s i d e r a b l e  knowledge v o i d s  i n  t h e  p o l i c e  
l i t e r a t u r e  concerning t h e s e  s u b j e c t s .  F u r t h e r ,  t h e  sampled p o l i c e  l i t e r a t u r e  
p r e s e n t s  many c o n f l i c t i n g  c o n c l u s i o n s  r e g a r d i n g  i n d i v i d u a l  and group a t t i t u d e s  
and v a l u e s .  T h i s  l i t e r a t u r e ,  moreover, c o n t a i n s  many s t u d i e s  wi th  
q u a l i t a t i v e ,  e x p l o r a t o r y  d e s i g n s  which do n o t  y i e l d  g e n e r a l i z a b l e  f i n d i n g s  
which can be i n t e g r a t e d  i n t o  a knowledge b a s e ,  

A review of  sampled p o l i c e  l i t e r a t u r e  i n d i c a t e s  t h a t  r e s e a r c h  i n  law 
enforcement  h a s  focused on two v a r i a b l e s  i n  t h i s  c o n c e p t u a l  c l u s t e r :  (I) 
i n d i v i d u a l  p o l i c e  o f f i c e r  v a l u e s ,  a t t i t u d e s ,  and r o l e  p e r c e p t i o n s  ( i n c l u d i n g  
c y n i c i s m ) ,  and ( 2 )  i n d i v i d u a l  s a t i s f a c t i o n .  A t o t a l  of 83 p e r  c e n t  o f  t h e  
sampled p o l i c e  l i t e r a t u r e  addressed  t h e s e  t o p i c s ,  whereas t h e r e  were a 
s i g n i f i c a n t l y  s m a l l e r  number of sampled s t u d i e s  which resea rched  i n d i v i d u a l  
commitment, o r  g roup  i n t e r a c t i o n .  The non-police l i t e r a t u r e  y i e l d e d  
c o n s i d e r a b l e  in format ion  on each of t h e s e  l a t t e r  s u b j e c t s ;  t h i s  i n f o r m a t i o n  
added t o  t h e  knowledge base  concerning t h e  e f f e c t s  o f  management p r a c t i c e s  on 
i n d i v i d u a l  commitment and group i n t e r a c t i o n .  

The p o l i c e  p e r s o n a l i t y  and its i n h e r e n t  v a l u e  s t r u c t u r e  h a s  been 
r e s e a r c h e d  e x t e n s i v e l y .  I n  f a c t ,  t h i s  was one o f  t h e  more voluminous b o d i e s  
o f  l i t e r a t u r e  reviewed f o r  t h i s  s y n t h e s i s  o f  p o l i c e  management r e s e a r c h .  The 
p c p u l a r i t y  of t h i s  s u b j e c t  a p p e a r s  t o  be d e r i v e d  from a  c o n c e n t r a t e d  f o c u s  on 
t h e  r o l e  and work t a s k s  o f  t h e  i n d i v i d u a l  o f f i c e r  o r i g i n a t i n g  i n  t h e  mid 
1 9 6 0 ' s  and c o n t i n u i n g  t o  t h i s  day. One e s s e n t i a l  theme of t h i s  l i t e r a t u r e  is 
whether o r  no t  t h e r e  a c t u a l l y  is  a d i s t i n c t  p o l i c e  p e r s o n a l i t y ,  o r  whether 
p o l i c e  v a l u e s  a r e  formed a s  a r e s u l t  o f  s o c i a l i z a t i o n  i n t o  t h e  p o l i c e  
o r g a n i z a t i o n .  

One of t h e  most widely  p u b l i c i z e d  s u b j e c t s  o f  i n t e r e s t  has  been 
cyn ic i sm among p o l i c e  o f f i c e r s .  There  is a d e b a t e  i n  t h e  l i t e r a t u r e  
concern ing  methods o f  measuring cyn ic i sm,  and r e g a r d i n g  t h e  reason  f o r  p o l i c e  
o f f i c e r s  becoming c y n i c a l .  Research s t u d i e s  have i d e n t i f i e d  t h r e e  d i f f e r e n t  
t e c h n i q u e s  of measuring cynic ism:  one s u g g e s t s  t h a t  t h e r e  a r e  t h r e e  
dimensions  of cyn ic i sm,  a n o t h e r  s u g g e s t s  t h a t  t h e r e  a r e  f i v e  such d imens ions ,  
and a t h i r d  does  n o t  d i s t i n g u i s h  among s e p a r a t e  d imensions  of cynic ism.  The 
l i t e r a t u r e  also d e p i c t s  a c o n f l i c t  over  t h e  r e l a t i o n s h i p s  between s e n i o r i t y ,  
e d u c a t i o n ,  p e r c e i v e d  p r o f e s s i o n a l i s m ,  and cynic ism.  Some have a s s e r t e d  t h a t  
cynic ism l e v e l s  i n c r e a s e  a s  t h e s e  v a r i a b l e s  i n c r e a s e ,  Other  r e s e a r c h e r s  have 
concluded t h a t  such r e l a t i o n s h i p s  do n o t  e x i s t .  One s c h o o l  of i n q u i r y  
s u g g e s t s  t h a t  s e n i o r i t y  i s  t h e  s t r o n g e s t  d e t e r m i n a n t  o f  cynic ism.  



The e x t e n s i v e  r e s e a r c h  l i t e r a t u r e  focus ing  on i n d i v i d u a l  s a t i s f a c t i o n  
does  n o t  demons t ra te  t h a t  s a t i s f a c t i o n  is r e l a t e d  to performance.  On t h e  
c o n t r a r y ,  c e r t a i n  r e s e a r c h  s t u d i e s  s u g g e s t  t h a t  d i s s a t i s f i e d  workers  may 
a c t u a l l y  be b e t t e r  pe r fo rmers ,  whi le  t h e r e  is reason  to b e l i e v e  t h a t  workers  
can be p e r f e c t l y  happy and non-product ive .  Other  r e s e a r c h  h a s  i n d i c a t e d  t h a t  
c e r t a i n  organizational/management f a c t o r s  n e g a t i v e l y  a f  f e c t  s a t  i s £a c t i o n  
( e . g , ,  f o r m a l i z a t i o n / w r i t t e n  r u l e s ,  h i e r a r c h i c a l  l e v e l s ,  c o n c e n t r a t i o n  o f  
a u t h o r i t y )  , whi le  o t h e r s  ( v a r i a b i l i t y  of tasks, feedback from management, and 
p a r t i c i p a t o r y  s u p e r v i s o r y  s t y l e s )  a r e  p o s i t i v e l y  a s s o c i a t e d  w i t h  s a t i s f a c t i o n .  

Research i n  t h e  p o l i c e  f i e l d  i n d i c a t e s  t h a t  e d u c a t i o n  is  n o t  r e l a t e d  
to s a t i s f a c t i o n  whi le  s e n i o r i t y  i s  p o s i t i v e l y  r e l a t e d  w i t h  t h i s  v a r i a b l e  and 
cyn ic i sm is n e g a t i v e l y  c o r r e l a t e d .  Educa t ion ,  however, is  n e g a t i v e l y  r e l a t e d  
to cyn ic i sm.  The i n f e r e n c e  h e r e  is t h a t  i n c r e a s e d  e d u c a t i o n  w i l l  be 
a s s o c i a t e d  wi th  i n c r e a s e d  cyn ic i sm,  Thus, cyn ic i sm may be a key c o r r e l a t e  of 
s a t i s f a c t i o n .  Educated p o l i c e  o f f i c e r s  do n o t  show any p a r t i c u l a r  d e g r e e  o f  
s a t i s f a c t i o n ,  Cynica l  and educated o f f i c e r s ,  however, a r e  more l i k e l y  t o  be 
d i s s a t i s f i e d .  

T h i s  review of  sampled l i t e r a t u r e  h i g h l i g h t s  many needed a r e a s  f o r  
f u r t h e r  r e s e a r c h .  Among t h e  sugges ted  t o p i c s  f o r  r e s e a r c h  a r e :  

There is a need f o r  f u r t h e r  r e s e a r c h  t o  a s s e s s  t h e  
r e l a t i o n s h i p s  between p o l i c e  v a l u e s  and b e l i e f s  and 
performance.  Sampled p o l i c e  r e s e a r c h  s t u d i e s  p o r t r a y  
s e v e r a l  p o l i c e  p e r s o n a l i t y  t r a i t s .  There has  been 
l i t t l e  o r  no e f f o r t ,  however, t o  c o r r e l a t e  t h e s e  t r a i t s  
wi th  performance.  Such r e s e a r c h  shou ld  a l s o  a n a l y z e  t h e  
r e l a t i v e  i n f l u e n c e  o f  background v a l u e s  and norms, a s  
w e l l  a s  p o l i c e  s o c i a l i z a t i o n  i n  its assessment  o f  t h e  
r e l a t i o n s h i p  between p o l i c e  p e r s o n a l i t y  t r a i t s  and 
performance.  

cr There i s  a need t o  c o n s i d e r  f u r t h e r  t h e  i n f l u e n c e  of 
j u r i s d i c t i o n a l  v a r i a b l e s  on p o l i c e  p e r s o n a l i t y  
a t t r i b u t e s .  The sampled r e s e a r c h  l i t e r a t u r e  i n d i c a t e s  
t h a t  p e r s o n a l i t y  t r a i t s  ( e .g .  I cyn ic i sm,  
a u t h o r i t a r i a n i s m ,  dogmatism) may vary  a c r o s s  
j u r i s d i c t i o n s  and t h a t  o r g a n i z a t i o n a l  environment may 
p e r h a p s  be a c r i t i c a l  d e t e r m i n a n t  of t h e  noted v a r i a n c e  
i n  measurement o f  many p e r s o n a l i t y  t r a i t s .  

o The s u b j e c t  of o rgan iza t i .ona1  commitment i n  p o l i c i n g  
shou ld  be resea rched  f u r t h e r  t o  p rov ide  g r e a t e r  
knowledge a s  t o  t h e  r e l a t i v e  e f f e c t s  o f  group 
s o l i d a r i t y ,  s e n i o r i t y ,  p r o f e s s i o n a l  i d e n t i t y ,  and rank 
on commitment. The sampled management l i t e r a t u r e  



VII. ORGANIZATIONAL A C H I r n M E N T  

Introduction 


The final conceptual cluster examines management practices impacting 

organizational ability to achieve desired objectives. This synthesis of 

empirical studies examining orqanizational achievement completes the full 

cycle of analysis of research addressing the management of organizational 

inputs, structural variations, managerial coordination and control mechanisms, 

informal organizational structures, and attainment and measurement of 

organizational outputs, 


This chapter will not only focus on the state of the art of 

measurement of organizational achievement, but will also consider variations 

in management practices which appear to promote organizational achievement. 

This focus will seek to answer two critical questions of importance to all 

managers: what organizational and administrative practices, policies, or 

procedures seem to be associated with organizational achievement, and why do 

these efforts appear to produce desirable results? 


Much of the reviewed literature in both the police and the non-police 

samples considers variations in definition and measurement of certain 

variables included in this cluster. In some instances this focus on 

definitions is due to lack of uniformity in conceptualizing and defining 

certain variables such as organizational effectiveness and individual 

performance. In addition, there is considerable evidence of difficulties in 

obtaining accurate measures of these and other variables once standardized 

operational definitions are selected. Oftentimes, especially in police 

agencies, these difficulties spring from deficiencies in data collection and 

reporting. This chapter will consider the consequences of these difficulties 

to the state of the art. 


Organizational achievement, as defined in this chapter, has four 

elements: effectiveness, innovation and change, public support, and 

individual performance. These elements address pertinent, desirable outcomes 

for all organizations. Effectiveness, although defined differently in various 

organizational settings, is generally a measure of the degree to which the 

organization achieves its objectives, whether they are producing and selling 

more products, providing better services to clients, or responding to changes 

induced by the organization's environment. 


Innovation in some respects is dissimilar to the other variables 
i~cluded in this cluster. This variable does not refer to the measurement s f  
products produced or services delivered, both of which can be considered 
ongoing organizational functions. Rather, this variable addresses the 
achievement of specially developed objectives to modify the organization and 



Methodology. The s t u d i e s  reviewed f o r  t h i s  c l u s t e r  d i d  n o t  produce d i v e r g e n t  
t r e a t m e n t s  o f  any o f  t h e s e  v a r i a b l e s .  T h e r e f o r e ,  no f u r t h e r  breakdown o f  
v a r i a b l e s  i n t o  s u b - v a r i a b l e s  was necessa ry .  

Tab le  24 p r e s e n t s  t h e  number o f  s t u d i e s  reviewed f o r  each v a r i a b l e  i n  
t h i s  c l u s t e r .  Some of  t h e  s t u d i e s  reviewed examined more t h a n  one v a r i a b l e  i n  
t h i s  c l u s t e r ,  T h e r e f o r e ,  t h e  t o t a l s  f o r  t h i s  t a h l e  w i l l  be more t h a n  t h e  
t o t a l  number o f  s t u d i e s  reviewed. T h i s  t a b l e  r e v e a l s  an e q u a l  sampl ing o f  
s t u d i e s  i n  t h e  non-pol ice  l i t e r a t u r e ,  f o r  a l l  v a r i a b l e s  wi th  t h e  e x c e p t i o n  o f  
p u b l i c  s u p p o r t / l e g i t i m a c y .  The p o l i c e  sample i n c l u d e s  a  s u b s t a n t i a l  number o f  
s t u d i e s  on i n d i v i d u a l  performance,  p u b l i c  s u p p o r t / l e g i t i m a c y  , and 
o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  Consequent ly ,  it may be p o s s i b l e  to g e n e r a t e  
c o n c l u s i v e  f i n d i n g s  f o r  t h e s e  v a r i a b l e s .  There was o n l y  a s m a l l  sampl-ing o f  
s t u d i e s  f o r  t h e  v a r i a b l e  o r g a n i z a t i o n a l  change,  

Tab le  24 

NUMBER OF STUDIES REYIEWED BY SPECIFIC VARIABLE 

(Conceptual  C l u s t e r  V I )  

V a r i a b l e  
Name Name P o l i c e  Non-Police 

37 O r g a n i z a t i o n a l  E f f e c t i v e n e s s  22 1 5  

38 O r g a n i z a t i o n a l  Change 7 15 

39 P u b l i c  Support /Legi t imacy 

40 I n d i v i d u a l  Performance 

S e v e r a l  a l t e r n a t i v e  d e f i n i t i o n s  of e f f e c t i v e n e s s  have been used by 
r e s e a r c h e r s  i n  t h e  p o l i c e  s c i e n c e  f i e l d ,  a s  w e l l  as o t h e r  d i s c i p l i n e s .  The 
sampled r e s e a r c h  f o r  t h i s  s t u d y  by and l a r g e  u t i l i z e s  t r a d i t i o n a l  measures  o f  
e f f e c t i v e n e s s  ( e . g . ,  c r ime r a t e s ,  a r r e s t s ,  c l e a r a n c e s ) ,  a l though  c e r t a i n  
reviewed s t u d i e s  s u g g e s t  o p t i m a l  means o f  measuring e f f e c t i v e n e s s .  I t  seems 
t h a t  t h e  c o n c e p t s  o f  change a g e n t r y  and innova t ion  have o n l y  r e c e n t l y  begun t o  
appear  i n  t h e  p o l i c e  l i t e r a t u r e  and,  a s  y e t ,  have n o t  been s u b j e c t e d  to 
e m p i r i c a l  examinat ion.  A s  a r e s u l t ,  it w i l l  be d i f f i c u l t  t o  deduce a 
knowledge b a s e  on o r g a n i z a t i o n a l  change f o r  t h e  p o l i c e  sample. A more 
e x t e n s i v e  sampling of l i t e r a t u r e  was d e r i v e d  from t h e  management and s o c i a l  
s c i e n c e  d i s c i p l i n e s .  

The s u b s t a n t i a l  body of  l i t e r a t u r e  examining p o l i c e  s u p p o r t / l e g i t i m a c y  
by and l a r g e  r e l i e s  on s u r v e y s  o f  c i t i z e n  a t t i t u d e s  toward p o l i c e  s e r v i c e .  



It is s u p r i s i n g  t h a t  more p o l i c e  s c i e n c e  r e s e a r c h e r s  have n o t  
a t t e m p t e d  to employ s o p h i s t i c a t e d  r e s e a r c h  d e s i g n s  when conduc t ing  e m p i r i c a l  
s t u d i e s .  I t  would have been i n t e r e s t i n g ,  f o r  example, t o  examine t h e  e f f e c t  
c e r t a i n  manager ia l  a c t i o n s  have on o f f i c e r  performance o r  o r g a n i z a t i o n a l  
achievement us ing  quas i -exper imenta l  o r  e x p e r i m e n t a l  d e s i g n s .  Such s t u d i e s  
would promote t h e  development o f  c a u s a l  i n f e r e n c e s  and sound p o l i c y  d e c i s i o n s  
by p u b l i c  a d m i n i s t r a t o r s .  There  a r e  s e v e r a l  a p p a r e n t  r e a s o n s  why p o l i c e  
r e s e a r c h e r s  have n o t  used t h e s e  more s o p h i s t i c a t e d  d e s i g n s .  These r e a s o n s  
i n c l u d e ,  b u t  a r e  n o t  l i m i t e d  to: (1) e t h i c a l  c o n s i d e r a t i o n s ,  t h a t  is, 
wi thho ld ing  t r e a t m e n t  from one group,  ( 2 )  d i f f i c u l t y  implementing and 
m a i n t a i n i n g  c o n t r o l  over  t h e  exper iment ,  ( 3 )  problems o b t a i n i n g  a d m i n i s t r a t i v e  
commitment, and ( 4 )  l e g a l  c o n s t r a i n t s .  Another impor tan t  f a c t o r  p e r t a i n s  t o  
t h e  measurement of t h e  v a r i a b l e s .  A s  w i l l  be d i s c u s s e d  l a t e r  i n  t h i s  c h a p t e r ,  
t h e r e  is no uniform consensus  among p o l i c e  r e s e a r c h e r s  i n  how t o  measure 
e f f e c t i v e n e s s  and performance.  A s  a r e s u l t ,  t h e  m a j o r i t y  o f  t h e  s t u d i e s  a r e  
e i t h e r  e x p l o r a t o r y  o r  c a s e  s t u d y  i n  des ign .  A d d i t i o n a l l y ,  e f f e c t i v e n e s s  and 
performance a r e  c o n c e p t u a l i z e d  and measured q u i t e  d i f f e r e n t l y  i n  t h e  p o l i c e  
and non-pol ice  l i t e r a t u r e .  

Treatment  of V a r i a b l e s  i n  Research Designs .  To p r o v i d e  f u r t h e r  
i n s i g h t  i n t o  t h e  t o p i c  o f  o r g a n i z a t i o n a l  achievement ,  t h e  sampled s t u d i e s  were 
reviewed t o  determine i f  t h e  v a r i a b l e s  were t r e a t e d  a s  independent  or 
dependent .  Table  26 p r e s e n t s  t h e  r e s u l t s  o f  t h i s  a n a l y s i s .  I t  s h o u l d  be  
noted t h a t  t h e  t o t a l  number o f  independent and dependent  v a r i a b l e s  f o r  both  
p o l i c e  and non-police l i t e r a t u r e  e q u a l s  more than t h e  t o t a l  number o f  s t u d i e s  
reviewed a s  s e v e r a l  r e s e a r c h e r s  examined more than  one of t h e  v a r i a b l e s  i n  
t h i s  c l u s t e r .  

Tab le  26 

TREATMENT OF VARIABLES I N  RESEARCH DESIGNS 

V a r i a b l e  
Number Name 

P o l i c e  
Independent Dependent 

Non-Police 
IndePendent Dependent 

37 O r g a n i z a t i o n a l  
E f f e c t i v e n e s s  

38 O r g a n i z a t i o n a l  Change 3 4 2 1 3  

39 P u b l i c  Suppor t /  
Leg it imacy 

I n d i v i d u a l  Performance 



s u p p o r t / l e g i t i m a c y  o r  i n d i v i d u a l  performance.  The non-pol ice  s t u d i e s  which 
a p p l i e d  e i t h e r  b i v a r i a t e  o r  m u l t i v a r i a t e  t e c h n i q u e s  were even ly  d i s t r i b u t e d  
a c r o s s  t h e  f o u r  v a r i a b l e s  i n  t h i s  c l u s t e r .  

P r e s e n t a t i o n  of D e s c r i p t i v e  Findings-Produced by -led Research S t u d i e s  

The l a s t  s t e p  i n  t h e  d e s c r i p t i v e  a n a l y s i s  was r e s e a r c h  of p a t t e r n s  o f  
r e l a t i o n s h i p s  between v a r i a b l e s .  These r e l a t i o n s h i p s  p r o v i d e  i n s i g h t  i n t o  t h e  
s t a t e  of t h e  a r t  o f  o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  The d e s c r i p t i v e  f i n d i n g s  
a r e  p r e s e n t e d  i n  E x h i b i t  F e n t i t l e d  " S y n t h e s i s  o f  D e s c r i p t i v e  F i n d i n g s :  
O r g a n i z a t i o n a l  Achievement . '  These f i n d i n g s  a r e  d e s c r i p t i v e  i n  n a t u r e  and do 
n o t  n e c e s s a r i l y  produce a  knowledge base  and a l s o  may n o t  be g e n e r a l i z a b l e .  A 
d i s c u s s i o n  o f  knowledge base  s t r e n g t h s  and weaknesses is p r e s e n t e d  i n  a 
subsequen t  s e c t i o n  o f  t h i s  c h a p t e r  e n t i t l e d  " I n f e r e n t i a l  F i n d i n g s , "  



Exhibit F (continued) 

- Police Studies Non-Police Studies 

e The literature suggests that technology, 
professionalism, decentralization in 
decision-making, and organizational change 
positively affect effectiveness. 

s It appears that effectiveness (higher 
arrest rates) is positively related to 
citizens' evaluations of police. 

6 One study found that unionization was 
negatively related to effectiveness. 

e Finding that management styles encouraging 
greater work group fosters increased 
effectiveness. 

e The number of organizational objectives was 
found to have no relationship to the 
effectiveness of an MI30 program; although, 
setting clear goals and objectives 
positively affected the effectiveness of 
the MBO program. 

Suggestion that there is a positive 
relationship between perception of 
environmental uncertainty and 
organizational change with a subsequent 
positive impact on effectiveness. 

38. Organizational Change 38, Organizational Change 

es Indication that innovation in the police 
department enhances organizational 
effeetiveness. 

e Decentralization (in the form of team 
policing) was not found to affect the 
department's orientation toward change. 

s Indication that increased influence from 
the environment is negatively associated 
with the organization change. 

e Finding that larger organizations tend to 
be more innovative. 

e Environmental relations including boundary 
spanning activity, degrees of economic 
autonomy, and political culture positively 
influence organizational change. 

e Evidence of a conflict in the literature 
concerning the relationship of functional 
specialization to innovation. 



E x h i b i t  F ( c o n t i n u e d )  

P o l i c e  S t u d i e s  Non-Police S t u d i e s  

r I n d i c a t i o n  t h a t  o r g a n i z a t i o n a l  s i z e ,  t h e  
number o f  p o l i c e  j u r i s d i c t i o n s  i n  t h e  
m e t r o p o l i t a n  a r e a ,  and e d u c a t i o n a l  l e v e l  o f  
t h e  o f f i c e r  d i d  n o t  a f f e c t  c i t i z e n s '  
p e r c e p t i o n s  o f  p o l i c e .  One s t u d y  found 
t h a t  an i n c r e a s e  i n  t h e  s i z e  o f  t h e  p o l i c e  
depar tment  accompanied by a cor responding  
i n c r e a s e  i n  e x p e n d i t u r e s ,  r e s u l t e d  i n  
h i g h e r  e v a l u a t i o n s  o f  t h e  p o l i c e  by 
c i t i z e n s  i n  communities under 20,000. 

o Normative i n c e n t i v e s  and d e c e n t r a l i z e d  
decision-making s t r u c t u r e s  appear  to 
p o s i t i v e l y  i n f l u e n c e  c i t i z e n  p e r c e p t i o n s  of 
t h e  p o l i c e .  

s I n d i c a t i o n  t h a t  t h e  more f u n c t i o n a l l y  
s p e c i a l i z e d  t h e  depar tment  is, t h e  less 
s a t i s f i e d  c i t i z e n s  a r e  w i t h  t h e  depar tment .  

e S e v e r a l  r e s e a r c h e r s  found t h a t  t h e  p u b l i c  
h a s  a p o s i t i v e  image o f  t h e  p o l i c e ,  w h i l e  
o t h e r  s t u d i e s  r e p o r t  t h e  p u b l i c  is  
ambiva len t  toward p o l i c e  and law 
enforcement.  Another au thor  found t h a t  
p e r c e p t i o n s  o f  p o l i c e  v a r y  between and 
w i t h i n  neighborhoods.  

40.  I n d i v i d u a l  Performance 

e F i n d i n g s  s t r o n g l y  i n d i c a t e  t h a t  t h e  e x i s -
t e n c e  o f  s e l e c t i o n  s t a n d a r d s  ( e - g . ,  t e s t  

40.  I n d i v i d u a l  Performance 

F ind ing  t h a t  when s u p e r v i s o r s  were 
s u p p o r t i v e ,  performance and p r o d u c t i v i t y  
i n c r e a s e .  



I n f e r e n t i a l  F i n d i n g s  

A s  wi th  p r e v i o u s  c o n c e p t u a l  c l u s t e r s ,  a l l  d e s c r i p t i v e  f i n d i n g s  were 
s c r u t i n i z e d  to deve lop  a knowledge base  r e g a r d i n g  o r g a n i z a t i o n a l  
achievement.  The r e s u l t s  o f  t h i s  examina t ion  c o n s t i t u t e  t h e  second a n a l y t i c a l  
component of t h i s  study--the i n f e r e n t i a l  a n a l y s i s .  Both knowledge base  
s t r e n g t h s  and weaknesses were ana lyzed  i n  t h i s  p r o c e s s ;  t h e  p o l i c y  r e l e v a n c e  
of a v a i l a b l e  knowledge g leaned  from i d e n t i f i e d  e m p i r i c a l  s t u d i e s  was 
c o n s i d e r e d  i n  t h i s  review. 

The f o c u s  o f  t h i s  a n a l y s i s  was a deduc t ion  o f  knowledge from c i t e d  and 
reviewed s t u d i e s  i n c o r p o r a t i n g  t h e  v a r i a b l e s  i n  t h i s  c l u s t e r  e n t i t l e d  
" O r g a n i z a t i o n a l  Achievement." C e r t a i n  reviewed s t u d i e s  p r e s e n t e d  i n f o r m a t i o n  
and n o t  knowledge and t h u s  d i d  n o t  n e c e s s a r i l y  c o n t r i b u t e  t o  knowledge b a s e  
s t r e n g t h s ,  These s t u d i e s  were p e r u s e d ,  never t h e l e s s ,  t o  a s c e r t a i n  
c o n t r i b u t i o n s  t o  t h e  s t a t e  o f  t h e  a r t ,  p a r t i c u l a r l y  concern ing  knowledge b a s e  
weaknesses.  I n  t h i s  s e n s e ,  a s y n t h e s i s  o f  methodolog ica l  d i f f  i c u l - t i e s  c o u l d  
be i n c o r p o r a t e d  i n  t h e  i n f e r e n t i a l  a n a l y s i s .  

The f i n d i n g s  f o r  t h i s  c o n c e p t u a l  c l u s t e r  a r e  p r e s e n t e d  i n  o r d e r  o f  t h e  
f o u r  v a r i a b l e s  i n c o r p o r a t e d  i n  t h i s  c o n c e p t u a l  c l u s t e r .  The f o u r  v a r i a b l e s  
a r e  d i s c u s s e d  i n  four  s e p a r a t e  s e c t i o n s  e n t i t l e d :  

1. 	 P o l i c e  O r g a n i z a t i o n a l  E f f e c t i v e n e s s :  C o r r e l a t e s  and 
Measures. 

2 .  	 Innova t ion  and Change i n  t h e  P o l i c e  O r g a n i z a t i o n .  

3 .  	 P u b l i c  Suppor t  and P e r c e i v e d  Legi t imacy o f  t h e  P o l i c e  
F u n c t i o n .  

4 .  	 P o l i c e  Management, A d m i n i s t r a t i o n ,  and I n d i v i d u a l  
Performance . 

These f o u r  s u b j e c t  a r e a s  comprise  unique e lements  o f  t h e  o u t p u t  
dimension o f  t h e  p o l i c e  o r g a n i z a t i o n  and management system. An a n a l y s i s  o f  
knowledge concern ing  t h e s e  s u b j e c t s  t h u s  completes  t h e  f u l l  c y c l e  o f  a s s e s s i n g  
t h e  s t a t e  o f  t h e  a r t  o f  methods o f  managing i n p u t s  to t h e  p o l i c e  o r g a n i z a t i o n ,  
managing i n t e r n a l  management p r o c e s s e s  i n  p l a c e  i n  contemporary p o l i c e  
a g e n c i e s ,  and d e l i v e r i n g  and a s s e s s i n g  o u t p u t s  produced from t h e  p o l i c e  
o r g a n i z a t i o n .  T h i s  c h a p t e r  a n a l y z e s  c u r r e n t  p r a c t i c e s  o f  measuring 
achievement of d e s i r e d  o r g a n i z a t i o n a l  o b j e c t i v e s  and i n v e s t i g a t e s  
r e l a t i o n s h i p s  between o u t p u t s  and management and a d m i n i s t r a t i v e  p r a c t i c e s  and 
polices, 



and E d e l l ,  1 9 6 5 ) .  Th i s  r e a l i z a t i o n  has  l e d  s c h o l a r s  i n  l a w  enforcement  t o  
conc lude  t h a t  o n l y  a s m a l l  p o r t i o n  o f  t h e  p o l i c e  f u n c t i o n  i s  devoted t o  l a w  
enforcement  ( S k o l n i c k ,  1966; Wilson,  1968; B i t t n e r ,  1970; G o l d s t e i n ,  1978) and 
t h a t  t h e r e  a r e  two o t h e r  fundamental  o b j e c t i v e s  of p o l i c i n g :  o r d e r  
maintenance and p r o v i s i o n  o f  government s e r v i c e s ,  The p r e c i s e  impact  o f  
p r o v i d i n g  t h e s e  s e r v i c e s  w i l l  n o t  be e l a b o r a t e d  upon h e r e ,  e x c e p t  t o  i n d i c a t e  
t h a t  e f f e c t i v e n e s s  measures of t h e  p o l i c e  f u n c t i o n  do no t  u s u a l l y  i n c l u d e  
measures o f  p o l i c e  e f f e c t i v e n e s s  i n  c a r r  ing o u t  o r d e r  maintenance a c t i v i t i e s  
and d e l i v e r i n g  government services . - 62Y/ Measures o f  e f f e c t i v e n e s s  i n  
d e l i v e r i n g  t h e s e  s e r v i c e s  a r e  u s u a l l y  produced on ly  when a s p e c i f i c  i n i t i a t i v e  
to c o n t r o l  some s i t u a t i o n  deemed t o  be a problem by t h e  community ( e . g . ,  
p u b l i c  drunkenness)  r e s u l t s  i n  p o l i c e  r e s o u r c e s  be ing  focused on t h e  g i v e n  
problem, 

Secondly,  t h e  l i t e r a t u r e  demons t ra tes  t h a t  o f f i c i a l  measures o f  crime 
c o n t r o l  a c t i v i t y  ( p r i m a r i l y  t h e  Uniform Crime R e p o r t s )  a r e  l e s s  t h a n  
s a t i s f a c t o r y  measures o f  e f f e c t i v e n e s s  due to under - repor t ing  o f  a c t u a l  c r ime  
a c t i v i t y  ( S tinchcombe, 1963; Wolfang , 1963; Biderman, 1966,  1967; McPheeters 
and S t r o n g ,  1973; Meyer and T a y l o r ,  1975) and t h e  p o t e n t i a l  o f  m i s r e p o r t i n g  o f  
c r imes  by t h e  p o l i c e  f o r  budge ta ry  o r  p o l i t i c a l  purposes  (Siedman and Couzens,  
1 9 7 4 ) .  Meyer and Taylor  ( 1 9 7 5 ) ,  moreover, have shown t h a t  p o l i c e  o f f i c e r s  a r e  
l i k e l y  t o  r e p o r t  d i f f e r e n t  t y p e s  o f  cr ime than  a r e  c i t i z e n s .  Thus, p o l i c e  
l o g s  o f  c r i m i n a l  a c t i v i t y  now k e p t  i n  many p o l i c e  a g e n c i e s  may a l s o  be 
q u e s t i o n a b l e .  These f i n d i n g s  s u g g e s t  t h a t  t h e r e  is reason  t o  b e l i e v e  t h a t  t h e  
" i n p u t "  e lement  o f  p o l i c e  o r g a n i z a t i o n s  i s  n o t  w e l l  d e f i n e d ;  t h e  o f f i c i a l  
measures  o f  p o l i c e  i n p u t s  may n o t ,  i n  some c a s e s ,  r e f l e c t  t h e  a c t u a l  volume o f  
i n p u t s .  Consequent ly ,  t r a d i t i o n a l  measures of e f f e c t i v e n e s s  based on 
c a l c u l a t i o n s  o f  a r r e s t s  o r  c l e a r e n c e s  d i v i d e d  by c r i m e s  r e p o r t e d  may be 
i n a c c u r a t e  measures o f  a c t u a l  p o l i c e  performance.  

A t h i r d  d i f f i c u l t y  w i t h  t h e  u s e  of r e p o r t e d  cr ime r a t e s ,  a r r e s t s ,  and 
c l e a r a n c e s  a s  measures o f  e f f e c t i v e n e s s  is t h e  l i m i t a t i o n  p laced  upon t h e  
p o l i c e  a b i l i t y  t o  a c t u a l l y  c o n t r o l  crime. A t  an e a r l i e r  p o i n t  i n  t h i s  r e p o r t  
i t  was shown t h a t  socioeconomic and community composi t ion c o n d i t i o n s  r a n g i n g  
from income and e d u c a t i o n  l e v e l s  of c i t i z e n s  t o  community u r b a n i z a t i o n  
p a t t e r n s ,  community employment c a r a c t e r i s t i c s ,  and housing c o n d i t i o n s  have a 
d i r e c t  e f f e c t  on cr ime rates.- 63P i t  has  a l s o  been observed  t h a t  cr ime r a t e s  
a r e  a l s o  caused  by f a i l u r e  o f  o t h e r  s o c i e t a l  i n s t i t u t i o n s  such a s  i n a d e q u a t e  
e d u c a t i o n  sys tems ,  poor r e c r e a t i o n a l  sys tems,  i n e f f e c t i v e  p o l i t i c a l  sys tems ,  
inadequa te  w e l f a r e  programs, and i n e f f e c t i v e n e s s  o f  o t h e r  m u n i c i p a l  
s e r v i c e s .  Given t h e s e  i n f l u e n c e s  on crime r a t e s ,  how e q u i t a b l e  i s  it t o  

Q/A more complete d i s c u s s i o n  o f  t h e  impact o f  p r o v i d i n g  t h e s e  
s e r v i c e s  on t h e  p o l i c e  miss ion  is inc luded  i n  Chapter  111: Complexity or' the 
O r g a n i z a t i o n a l  Goal and Task S t r u c t u r e .  

s / ~ h e  r e l a t i o n s h i p s  o f  t h e s e  environmental  f a c t o r s  on crime a r e  
examined i n  Chapter  11: Environment and O r g a n i z a t i o n a l  Autonomy. 



i n c l u d i n g  p e r s o n n e l  r e s o u r c e s  and technology,  and d e r i v e d  o u t p u t s  ( d e f i n e d  a s  
c l e a r a n c e s  by a r r e s t ) .  Votey and P h i l l i p s  e m p i r i c a l l y  tested t h e i r  p r o d u c t i o n  
f u n c t i o n  model f o r  t h e  c r imes  o f  a u t o  t h e f t ,  b u r g l a r y ,  l a r c e n y ,  and robbery  
us ing  c r ime  d a t a  f o r  c i t ies  over  2,500 p o p u l a t i o n  f o r  t h e  y e a r s  1952-1967. 
Based on t h e s e  d a t a ,  Votey and P h i l l i p s  conc lude  t h a t  t h e r e  has  been a d e c l i n e  
i n  p o l i c e  e f f e c t i v e n e s s  and t h i s  d e c l i n e  is due ,  i n  l a r g e  p a r t ,  t o  d e c r e a s i n g  
e x p e n d i t u r e s  f o r  p o l i c e  s e r v i c e s ,  

These and o t h e r  developments i n  measuring p o l i c e  e f f e c t i v e n e s s  p r o v i d e  
wel l -conceived advances i n  t h e  s t a t e  o f  t h e  a r t ,  b u t  f o r  t h e  most p a r t  have 
n o t  r e s u l t e d  i n  t h e  abandonment o f  t r a d i t i o n a l  e f f e c t i v e n e s s  measurement 
methods i n  p o l i c e  r e s e a r c h .  The m a j o r i t y  o f  s t u d i e s  reviewed f o r  t h i s  p r o j e c t  
have r e l i e d  on t r a d i t i o n a l  measures such a s  crime r a t e s ,  a r r e s t s ,  c l e a r  nces ,  
and more r e c e n t l y  on c i t i z e n  p e r c e p t i o n s ,  and v i c t i m i z a t i o n  p a t t e r n s . ~ ?  The 
s t a t e  o f  t h e  a r t ,  however, is n o t  w e l l  developed,  and t h e r e  is an u r g e n t  need 
to adopt  a l t e r n a t i v e  e f f e c t i v e n e s s  i n  r e s e a r c h  p r o j e c t s .  

The N a t i o n a l  I n s t i t u t e  of J u s t i c e  h a s  a t t empted  t o  a d d r e s s  t h i s  need 
through t h e  Performance Measurement Program, a long-range program i n i t i a t e d  i n  
1978 f o r  deve lop ing  performance measurement i n  c r i m i n a l  j u s t i c e  ( s e e  
Zedlewski,  1979, f o r  a d e s c r i p t i o n  o f  t h i s  program) . T h i s  program emphasized 
t h e  need t o  r e - c o n c e p t u a l i z e  t h e  e n t i r e  p o l i c e  performance measurement problem 
wi th  a  c o n c e n t r a t e d  f o c u s  on measurement fundamentals  w i t h  a d e p a r t u r e  from 
c u r r e n t  d a t a  c o l l e c t i o n  and a n a l y s i s  methods. T h i s  program h a s  r e s u l t e d  i n  
advanced approaches  t o  measuring performance ( s e e ,  f o r  example, Wh i t a k e r  , 
M a s t r o f s k i ,  Ostrom, P a r k s ,  and Percy ,  1980) b u t  h a s  n o t ,  a s  y e t ,  produced 
e m p i r i c a l l y  v a l i d a t e d  t e s t s  o f  t h e s e  new methods o f  measurement. 

The d i f f i c u l t i e s  i n  measuring p o l i c e  e f f e c t i v e n e s s  a r e  r a i s e d  h e r e  a s  
c a v e a t s  to i n f e r e n t i a l  f i n d i n g s  i n  numerous r e s e a r c h  s t u d i e s  i n  p o l i c i n g .  
E a r l i e r  c h a p t e r s  o f  t h i s  r e p o r t  have s y n t h e s i z e d  r e s u l t s  o f  many 
i n v e s t i g a t i o n s  o f  r e l a t i o n s h i p s  between o r g a n i z a t i o n a l ,  manager ia l  o r  
a d m i n i s t r a t i v e  p r a c t i c e s ,  and e f f e c t i v e n e s s .  The measurement o f  t h e  dependent  
v a r i a b l e  i n  t h e s e  r e l a t i o n s h i p s  ( e f f e c t i v e n e s s )  has ,  however, been s u b j e c t e d  
t o  s e v e r a l  o p e r a t i o n a l  t r e a t m e n t s  and,  i n  some c a s e s ,  r e l i e s  on q u e s t i o n a b l e  
d a t a . T h e r e f o r e ,  it is d i f f i c u l t  t o  produce a c o n c l u s i v e  l i s t i n g  o f  
o r g a n i z a t i o n a l  and management p r a c t i c e s  c o n t r i b u t i n g  t o  p o l i c e  e f f e c t i v e n e s s .  

The g e n e r a l  management l i t e r a t u r e ,  u n f o r t u n a t e l y ,  is  n o t  t remendously  
h e l p f u l  e i t h e r .  T h i s  l i t e r a t u r e  a l s o  p r e s e n t s  a m u l t i t u d e  of e f f e c t i v e n e s s  

= / ~ a n v  r e s e a r c h e r s  have r e l i e d  on d a t a  c o l l e c t e d  from t h e  N a t i o n a l  
Crime Survey cbnducted by t h e  U. S. Bureau o f  t h e  Census i n  1972 to measure 
c i t i z e n  o p i n i o n s  concern ing  cr ime and law enforcement ,  a s  we21 a s  c r i m i n a l  
v i c t i m i z a t i o n  p a t t e r n s .  



consider  the  t h e o r e t i c a l  re levance o r  p l a u s i b i l i t y  of 
such r e l a t i o n s h i p s .  

e Level of ana lys i s - - r e f e r s  t o  d i f f i c u l t i e s  i n  gene ra l i z -  
ing from measures of i nd iv idua l  behavior o r  a t t i t u d e s  t o  
o rgan iza t iona l  behavior.  

Given these  d i f f i c u l t i e s  i n  measurements of e f f e c t i v e n e s s ,  a number of 
c o r r e l a t e s  of o rgan iza t iona l  e f f e c t i v e n e s s  have been i d e n t i f i e d  throughout t he  
course  o f  t h i s  syn thes i s  of management l i t e r a t u r e ,  from both the  p o l i c e  f i e l d  
and from other  d i s c i p l i n e s .  A summary review of these  i d e n t i f i e d  c o r r e l a t e s  
is presented  below i n  Table 28. These c o r r e l a t e s  have been analyzed in 
prev ious  chap te r s  of t h i s  r epo r t .  Therefore,  a d e t a i l e d  a n a l y s i s  of f i n d i n g s  
w i l l  no t  be presented here ,  This  t a b l e  inc ludes  v a r i a b l e s  which have been 
i d e n t i f i e d  a s  p o s i t i v e l y  and negat ive ly  r e l a t e d  t o  e f f e c t i v e n e s s ,  a s  w e l l  a s  
those v a r i a b l e s  t h a t  have been shown not  t o  be r e l a t e d  t o  e f f e c t i v e n e s s .  
Since c e r t a i n  s t u d i e s  conceptual ized e f f e c t i v e n e s s  a s  adap ta t ion  to the  
environment,  and t h i s  measure is d i s s i m i l a r  to o the r  e f f e c t i v e n e s s  c r i t e r i a ,  
such c o r r e l a t e s  a r e  d i s t i n c t l y  i d e n t i f i e d  in  the  t a b l e  (wi th  an a s t e r i s k ) .  
Only v a r i a b l e s  t h a t  were a c t u a l l y  measured throughout reviewed research  
s t u d i e s  a r e  reported here.  This  does not  i n f e r  t h a t  o the r  v a r i a b l e s  i n  t he  
ccncep tua l  framework have no bearing on o r g a n i z a t i o n a l  e f f e c t i v e n e s s .  

Although these  r e l a t i o n s h i p s  were derived from reviews of empi r i ca l  
r e sea rch ,  t h i s  does not suggest  t h a t  a l t e r n a t i v e  s t u d i e s  not  reviewed f o r  t h i s  
p r o j e c t  would not p o s i t  o the r  r e l a t i o n s h i p s  between o r g a n i z a t i o n a l  and 
management f a c t o r s  and e f f e c t i v e n e s s .  C e r t a i n l y  the re  i s  reason t o  explore  
the  l i t e r a t u r e  f u r t h e r  t o  a s c e r t a i n  i f  a l t e r n a t i v e  c o r r e l a t i o n s  have been 
suggested,  a s  wel l  as t o  cont inue  empi r i ca l  research  t o  t e s t  t he  r e l a t i o n s h i p s  
i nd ica t ed  here.  



I n n o v a t i o n  and Change i n  t h e  P o l i c e  O r g a n i z a t i o n  

Change and i n n o v a t i o n  i n  some r e s p e c t s  a r e  a d i f f e r e n t  l e v e l  o f  
v a r i a b l e  than t h e  t h r e e  o t h e r  v a r i a b l e s  i n  t h i s  c o n c e p t u a l  c l u s t e r .  Arguably ,  
change and innova t ion  can be c o n s i d e r e d  a  p r o c e s s  e lement  of o r g a n i z a t i o n s :  
t h a t  is, a d e l i b e r a t e  consequence o f  management a c t i o n s  des igned  t o  a c h i e v e  
some d e s i r e d  o r g a n i z a t i o n a l  o u t p u t .  I n  t h e  p o l i c e  environment ,  change can  be 
i n t e n t i o n a l l y  f o s t e r e d  t o  induce improvements i n  any o f  t h e  o t h e r  t h r e e  
v a r i a b l e s  i n  
performance . 

t h i s  c l u s t e r :  e f f e c t i v e n e s s ,  p u b l i c  s u p p o r t ,  o r  i n d i v i d u a l  

Innova
themse lves  i n  

t ion  
t h e  

and change,  
l i t e r a t u r e .  

however, a r e  
Management 

o f  t e n  c o n s i d e r e d  e n d s  
t h e o r i s t s ,  r e s e a r c h e r s ,  

i n  
and 

p r a c t i t i o n e r s  f r e q u e n t l y  have addressed  t h i s  v a r i a b l e  a s  an outcome and have 
endeavored t o  p i n p o i n t  management and a d m i n i s t r a t i v e  p r o c e s s e s  which can be 
c o r r e l a t e d  wi th  change. T h i s  is p a r t i c u l a r l y  t r u e  i n  p o l i c e  o r g a n i z a t i o n s  
where t h e r e  h a s  been a  c o n s c i o u s  a t t e m p t  t o  change o r g a n i z a t i o n a l  s t r u c t u r e ,  
management s t y l e s ,  and i n d i v i d u a l  behavior  t o  reach  some d e s i r e d  s t a t e  of 
improvement, u s u a l l y  c o n c e p t u a l i z e d  a s  e i t h e r  i n c r e a s e d  a r r e s t s  o r  c l e a r a n c e s ,  
g r e a t e r  p u b l i c  s u p p o r t ,  o r  enhanced job s a t i s f a c t i o n .  T h i s  f o c u s  o n  
i n n o v a t i o n  and change,  a s  an end i n  i t s e l f ,  has  promoted t h e  i n c l u s i o n  o f  t h i s  
v a r i a b l e  i n  t h i s  c o n c e p t u a l  c l u s t e r .  

The p o l i c e  l i t e r a t u r e  sampled f o r  t h i s  s tudy  examines i n n o v a t i o n  and 
change from two p e r s p e c t i v e s :  i t  c o n s i d e r s  what f a c t o r s  c o n t r i b u t e  t o  change,  
and e x p l o r e s  t h e  r e s u l t s  o f  i n d i v i d u a l  and o r g a n i z a t i o n a l  change.  Perhaps  one 
of t h e  most a m b i t i o u s  u n d e r t a k i n g s  to induce change i n  t h e  p o l i c e  o r g a n i z a t i o n  
was under taken by t h e  D a l l a s  P o l i c e  Department i n  t h e  e a r l y  1 9 7 0 ' s  (Wycoff and 
K e l l i n g ,  1 9 7 8 ) .  T h i s  program of  o r g a n i z a t i o n a l  change inc luded  comprehensive 
e f f o r t s  to upgrade p o l i c e  p e r s o n n e l ,  a l t e r  o r g a n i z a t i o n a l  sys tems ,  and f o s t e r  
new management and s u p e r v i s o r y  s t y l e s ,  r o l e s ,  and r e s p o n s i b i l i t i e s .  The 
r e s u l t s  o f  t h i s  p r o j e c t  were ,  on one hand, d i s a p p o i n t i n g .  The o n l y  
s u b s t a n t i a l  change produced a s  a  r e s u l t  o f  t h i s  program was an i n c r e a s e  i n  t h e  
e d u c a t i o n a l  l e v e l  i n  t h e  depar tment .  N o  s i g n i f i c a n t  changes  i n  behav ior  o r  
a t t i t u d e s  were observed .  The program was b e n e f i c i a l ,  however, i n  i l l u m i n a t i n g  
many of t h e  d i f f i c u l t i e s  i n  e f f e c t i n g  l a r g e - s c a l e  change i n  p o l i c e  
o r g a n i z a t i o n s .  The r e p o r t  o f  t h i s  p r o j e c t  is p a r t i c u l a r l y  u s e f u l  i n  
p r e s e n t i n g  exper ience-based d i f f i c u l t i e s  i n  implementing change and r e f l e c t i n g  
upon e x p e r i e n c e s  r e l a t i v e  to t h e  p r o c e s s  o f  change. 

T h i s  s t u d y  o f  change and innova t ion  i n  D a l l a s  is t h e  most r e c e n t ,  
widely  p u b l i c i z e d  change i n  p o l i c i n g .  E a r l i e r  s t u d i e s  have been p u b l i s h e d  by 
Wilson ( 1 9 6 7 ) ,  Dimier i  ( 1 9 7 4 ) ,  and Schwartz and C l a r r e n  (1977) .  The s t u d y  by 
Wilson (1967) i n c o r p o r a t e d  an examinat ion of changes  i n  p e r c e p t i o n s  of f i r s t -
l i n e  s u p e r v i s o r s  r e s u l t i n g  from l a r g e  s c a l e  o r g a n i z a t i o n a l  change i n  t h e  
Chicago P o l i c e  Department over  a f ive -year  p e r i o d  (1960-1965). Wilson 
surveyed p o l i c e  s e r g e a n t s  a t  t h e  o n s e t  o f  t h i s  p e r i o d  and a g a i n  f i v e  y e a r s  
l a t e r .  Wilson ( 1 9 6 7 ~ 1 4 4 )  covcluded t h a t  ". . . a f t e r  f o u r  t o  f i v e  y e a r s  o f  



Duncan ' s  a s s e r t i o n s  t h a t  police a d m i n i s t r a t o r s  need  to improve t h e i r  
s k i l l s  i n  managing change  by f i r s t  i n t r o d u c i n g  a c l i m a t e  f o r  change  is 
s u p p o r t e d  by t h e  works  of D i m i e r i  (1974) and Schwar t z  and C l a r r e n  ( 1 9 7 7 ) - I n  
e a c h  o f  t h e s e  s t u d i e s ,  s h o r t - t e r m  j o b  e n r i c h m e n t  on t h e  p a r t  o f  o f f i c e r s  was 
found to b e  a s s o c i a t e d  w i t h  g r e a t e r  i n d i v i d u a l  autonomy, d e c e n t r a l i z e d  
management s t r u c t u r e s ,  and t eam-or i en ted  dec i s ion -mak ing .  These  m a n a g e r i a l  
a c t i o n s  a p p e a r e d  to p r o d u c e  a climate f o r  change .  However, d i f f i c u l t i e s  i n  t h e  
change  p r o c e s s  t ended  t o  n e g a t e  t h e s e  p o s i t i v e  r e s u l t s  and g e n e r a t e  h o s t i 1 . i  t y  
toward  new p rograms .  

Cohen ' s  (1980)  e x a m i n a t i o n  o f  l e a d e r s h i p  p a t t e r n s  i n  New York C i t y  
y i e l d s  a n o t h e r  p e r s p e c t i v e  on change .  Cohen s u g g e s t s  t h a t  t h e  New York C i t y  
P o l i c e  Depar tment  is  unde rgo ing  o r g a n i z a t i o n a l  t r a n s f o r m a t i o n  from a t a l l ,  
c e n t r a l i z e d ,  management s t r u c t u r e  to  a s t r u c t u r e  e x h i b i t i n g  m u l t i l e v e l  
h i e r a r c h i e s  ( g r e a t e r  d i v i s i o n  o f  l a b o r )  and g r e a t e r  d e c e n t r a l i z a t i o n .  T h i s  
t r a n s f o r m a t i o n  h a s  p roduced  a r e f o r m - o r i e n t e d  l e a d e r s h i p  which is more 
i n n o v a t i v e .  Cohen c o r r e l a t e s  changes  i n  New Y o r k  C i t y  p roduced  by s h i f t s  i n  
o r g a n i z a t i o n a l  s t r u c t u r e  w i t h  a no ted  e x a m i n a t i o n  o f  o r g a n i z a t i o n a l  change  i n  
government  f i n a n c e  c e n t e r s  by Blau  ( 1 9 7 4 ) .  Cohen ' s  s t u d y  also s u g g e s t s  t h a t  
change  i n  p o l i c i n g  may be  i n t r o d u c e d ,  b u t  t h a t  l a r g e - s c a l e  o r g a n i z a t i o n a l  
change  may be r e q u i r e d  to  accommodate m a n a g e r i a l  changes .  

Resea rch  i n  o t h e r  d i s c i p l i n e s  s u p p o r t s  many o f  t h e  o b s e r v a t i o n s  hy 
p o l i c e  r e s e a r c h e r s .  Examina t ions  o f  e n v i r o n m e n t a l  u n c e r t a i n t y  (Lawrence and 
L o r s c h ,  1967;  Duncan, 1972a;  Negandhi and Reimann, 1973;  P e n n i n g s ,  1975)  
i n d i c a t e  t h a t  p e r c e p t i o n s  o f  e n v i r o n m e n t a l  change  o f t e n  r e s u l t  i n  o r g a n i z a t i o n  
change ,  as w e l l  a s  t h e  p e r c e p t i o n s  f o r  needed changes  ( s i m i l a r  t o  Duncan ' s  
1972 s t u d y  o f  c l i m a t e  i n  p o l i c e  a g e n c i e s ) .  The l i t e r a t u r e  a l s o  s u g g e s t s  t h a t  
t h e  u s e  o f  "boundary  s p a n n e r s "  ( i n d i v i d u a l s  s p e c i f i c a l l y  a s s i g n e d  t o  i n t e r a c t  
w i t h  o t h e r  o r g a n i z a t i o n s )  p romotes  i n n o v a t i o n  i n  o r g a n i z a t i o n s  (Tushman, 
1 9 7 7 ) .  T h i s  is l i k e l y ,  g i v e n  t h e  f a c t  t h a t  such  boundary  s p a n n e r s  c a n  
a n t i c i p a t e  changes  i n  t h e  env i ronmen t .  Resea rch  i n  p o l i c i n g ,  however,  h a s  
shown t h a t  s u c h  i n d i v i d u a l s  may be more d e t r i m e n t a l  t h a n  c o n d u c i v e  t o  
i n n o v a t i o n  i f  such  i n d i v i d u a l s  a r e  n o t  i n t e g r a t e d  i n t o  t h e  o r g a n i z a t i o n  
(Wycoff and K e l l i n g  , 1979 :63) . 

The l i t e r a t u r e  a l s o  p r o v i d e s  e v i d e n c e  t h a t  l a r g e r  o r g a n i z a t i o n s  may be  
more a b l e  to implement i n n o v a t i o n s  t h a n  s m a l l e r  o r g a n i z a t i o n s  (Payne  and  
M a n s f i e l d ,  1973;  B a l d r i d g e  and Burnham, 1975;  Blau and McKinley, 1 9 7 9 ) .  Such 
r e s e a r c h  a l s o  s u g g e s t s  t h a t  v a r i a b i l i t y  i n  t a s k  s t r u c t u r e  is p o s i t i v e l y  
a s s o c i a t e d  w i t h  p o t e n t i a l  f o r  i n n o v a t i o n  ( B a l d r i d g e  and Burnham, 1975)  a s  is 
d i v i s i o n  of l a b o r  ( B a l d r i d g e  and Burnham, 1975;  Hage and Dewar, 1975)  w h i l e  
i n c r e a s e d  f o r m a l i z a t i o n  of r u l e s  and p o l i c i e s  is n o t  ( R o s n e r ,  1 9 6 8 ) .  

What knowledge can  be deducec'i from t h e s e  s t u d i e s  and how can  t h i s  
knowledge be  a p p l i e d  to p o l i c e  o r g a n i z a t i o n s ?  The reviewed l i t e r a t u r e  o f f e r s  
s e v e r a l  i n f e r e n c e s  c o n c e r n i n g  i n n o v a t i o n  and change .  Among t h e s e  p r o p o s i t i o n s  
a r e  t h e  f o l l o w i n g :  



c o n s i d e r a b l e  a t t e n t i o n  t o  t h e  implementat ion and management o f  such change.  
The adopted changes must be c l e a r l y  documented; changes  i n  program o r  p o l i c y  
being changed w i l l  j e o p a r d i z e  t h e  u l t i m a t e  g o a l  o f  smooth implementat ion o f  
change.  S i m i l a r i l y ,  t h e  p r o l i f e r a t i o n  of numerous changes  may n e g a t e  t h e  
l i k e l i h o o d  o f  adop t ion  o f  any change o r  i n n o v a t i o n .  F i n a l l y ,  c o n s i d e r a b l e  
a t t e n t i o n  shou ld  be g iven  to t h e  r o l e  o f  managers and s u p e r v i s o r s  i n  t h e  
change p r o c e s s  wi th  a view toward a s s u r i n g  changes  i n  t h e  r o l e s  and 
r e s p o n s i b i l i t i e s  of t h e s e  i n d i v i d u a l s  where needed. 

P u b l i c  Suppor t  and P e r c e i v e d  Legi t imacy of  t h e  P o l i c e  
Func t ion  

I n  t h e  p a s t  10 t o  15 y e a r s  t h e r e  h a s  been a c o n c e r t e d  e f f o r t  i n  t h e  
p o l i c e  r e s e a r c h  community t o  a n a l y z e  c i t i z e n  p e r c e p t i o n s  toward p o l i c e  
s e r v i c e ,  Th is  i n t e r e s t  h a s  stemmed i n  p a r t  from t h e  r e c o g n i t i o n  o f  s t r a i n e d  
r e l a t i o n s  between t h e  p o l i c e  and t h e  community. Acknowledgement o f  n e g a t i v e  
a t t i t u d e s  toward t h e  p o l i c e  by c i t i z e n s  and t h e  p o l i c e  o f f i c e r ' s  p e r c e p t i o n  o f  
c i t i z e n  h o s t i l i t y  p r e c i p i t a t e d  t h e  development o f  p o l i c e  community r e l a t i o n s  
programs i n  many c a s e s  and h a s  r e s u l t e d  i n  t h e  widespread use  and g e n e r a l  
accep tance  o f  t h e  c i t i z e n  s u r v e y s  as a measurement d e v i c e  i n  p o l i c e  r e s e a r c h  
s t u d i e s .  Many o f  t h e s e  s t u d i e s ,  e s p e c i a l l y  t h o s e  conducted i n  t h e  l a t e  1 9 6 0 ' s  
and e a r l y  1 9 7 0 ' s  f o r  t h e  P r e s i d e n t ' s  Commission on Law Enforcement and 
C r i m i n a l  J u s t i c e ,  have been e x p l o r a t o r y  and des igned  t o  deve lop  a p r o f i l e  o f  
c i t i z e n  v i c t i m i z a t i o n  r a t e s  and a t t i t u d e s  toward p o l i c e  s e r v i c e  ( s e e  White and 
Menke, 1978,  f o r  a review o f  t h e s e  s t u d i e s ) .  

There  is reason  to b e l i e v e  t h a t  t h e s e  e a r l y  s t u d i e s  embMied severaL  
methodolog ica l  problems which may have been f a c t o r s  i n  t h e  development o f  
d i v e r g e n t  c o n c l u s i o n s  concern ing  c i t i z e n  p e r c e p t i o n s .  A s  r e p o r t e d  by White 
and Menke (1978) ,  one s t u d y ,  conducted by Biderman, Johnson,  McIntyre ,  and 
Weir conc ludes  t h a t  c i t i z e n s  have p r i m a r i l y  p o s i t i v e  p e r c e p t i o n s  o f  t h e  
p o l i c e .  Another s t u d y  conducted by R e i s s  s u g g e s t s  t h a t  t h e  p u b l i c  is l a r g e l y  
ambiva len t  toward t h e  p o l i c e ,  whi le  ano ther  s t u d y  by Ennis  conc ludes  t h a t  
p u b l i c  o p i n i o n  is s c a t t e r e d  on i s s u e s  concerning t h e  p o l i c e .  White and Menke 
(1978) have conducted a review o f  t h e s e  s t u d i e s  and i n d i c a t e  t h a t  they s u f f e r  
from being a t h e o r e t i c a l  and u t i l i z i n g ,  i n  some i n s t a n c e s ,  i n a p p r o p r i a t e  
sampling and a n a l y s e s  s t r a t e g i e s .  White and Menke (1978:207) s t a t e  t h a t  t h e s e  
m e t h o d o l o g i c a l  problems render  t h e  c o l l e c t e d  d a t a  open t o  s e v e r a l  p l a u s i b l e  
i n t e r p r e t a t i o n s  and,  t h e r e f o r e ,  t h e  s t u d i e s  shou ld  n o t  be used f o r  p o l i c y  
a n a l y s i s .  

White and Menke (1978) completed t h e i r  own c i t i z e n  survey and s u g g e s t  
t h a t  t h e i r  f i n d i n g s  p r o v i d e  f u r t h e r  i n s i g h t  i n t o  t h e  r e s u l t s  of t h e s e  e a r l i e r  
s t u d i e s .  White and Menke (1978:217-218) demonstra te  t h a t  when c i t i z e n s  a r c  
asked g e n e r a l  q u e s t i o n s  concern ing  p o l i c e  performance and r o l e  i n  t h e  
community, t h e y  a r e ,  f o r  t h e  most p a r t ,  ve ry  s u p p o r t i v e  o f  t h e  p o l i c e .  When 
asked more s p e c i f i c  q u e s t i o n s ,  however, concerning p a r t i c u l a r  p o l i c e  behav ior  



u s u a l l y  t a k e  a c t i o n s  o t h e r  than  enforcement .  The socioeconomic 
c h a r a c t e r i s t i c s  o f  a community have been shown t o  i n f l u e n c e  t h i s  
e x p e c t a t i o n .  Community a t t i t u d e s  toward t h e  p o l i c e  w i l l  t h u s  va ry  a c c o r d i n g  
t o  t h e s e  socioeconomic c h a r a c t e r i s t i c s .  

The o v e r a l l  va lue  o f  t h e s e  s t u d i e s  h a s  been t h e  r e c o q n i t i o n  t h a t  
c i t i z e n  p e r c e p t i o n s  a r e  f i r s t  shaped by norms and v a l u e s ,  and s e c o n d l y  a r e  
shaped by t h e i r  e x p e r i e n c e s  wi th  t h e  p o l i c e .  I f ,  i n  t h e  f i r s t  i n s t a n c e ,  
c i t i z e n  norms d i c t a t e  t h a t  t h e  p o l i c e  shou ld  behave i n  a c e r t a i n  way, whether  
i t  be t o  e n f o r c e  t h e  law s t e r n l y ,  o r  t o  i g n o r e  v i o l a t i o n s  o f  the  law,  and 
p o l i c e  a c t i o n s  a r e  d i v e r g e n t  wi th  e x p e c t a t i o n s ,  t h e n  p e r c e p t i o n s  o f  p o l i c e  
s e r v i c e  may be  n e g a t i v e ,  d e s p i t e  t h e  e q u i t y  o f  p o l i c e  a c t i o n s .  I f  a c t i o n s  a r e  
c o n s i s t e n t  wi th  e x p e c t a t i o n s ,  then  p e r c e p t i o n s  w i l l  u s u a l l y  be f a v o r a b l e .  The 
second f a c t o r ,  e x p e r i e n c e ,  a l s o  t a k e s  on a c r i t i c a l  r o l e  i n  i n f l u e n c i n g  
p e r c e p t i o n s .  I f  p r i o r  e x p e r i e n c e s  w i t h  t h e  p o l i c e  a r e  f a v o r a b l e ,  t h e n  
p e r c e p t i o n s  w i l l  normal ly  be p o s i t i v e .  Negat ive  e x p e r i e n c e s  o f t e n  r e s u l t  i n  
n e g a t i v e  p e r c e p t i o n s .  

More r e c e n t l y ,  c i t i z e n  s u r v e y s  have been u t i l i z e d  t o  e v a l u a t e  s p e c i f i c  
management p r a c t i c e s  o r  reform movements i n  p o l i c i n g  (e .g . ,  c o n s o l i d a t i o n ,  
e d u c a t i o n ,  t r a i n i n g ,  p r o f e s s i o n a l i s m )  . A number o f  r e s e a r c h e r s  i n c l u d i n g  
Ostrom, P a r k s ,  and Whitaker ,  a s  w e l l  a s  Chacker ian,  have op ted  to sol ic i t  
c i t i z e n  p e r c e p t i o n s  regard ing  t h e s e  reforms or o r g a n i z a t i o n a l  improvements. 
I n  t h e s e  s t u d i e s ,  c i t i z e n  p e r c e p t i o n s  have been used a s  e f f e c t i v e n e s s  
c r i t e r i a .  Ostrom and P a r k s  (1973:378),  f o r  example, n o t i n g  i n a d e q u a c i e s  i n  
e x i s t i n g  measures o f  p o l i c e  e f f e c t i v e n e s s ,  a s s e r t  t h a t  s u r v e y s  of c i t i z e n -
r e p o r t e d  e x p e r i e n c e s  wi th  t h e  p o l i c e  and c i t i z e n  e v a l u a t i o n s  o f  t h e  p o l i c e  
form an independent  means o f  a s s e s s i n g  t h e  q u a l i t y  o f  p o l i c e  s e r v i c e .  

S t u d i e s  by I shak  ( 1972 ) ,  Ostrom and P a r k s  ( 1 9 7 3 ) ,  Ostrom, P a r k s  and 
Whitaker ,  1973; and Ostrom and Whitaker (1973) demons t ra te  t h a t  c i t i z e n  s u r v e y  
d a t a  do n o t  v e r i f y  t h e  s u p p o s i t i o n  t h a t  p o l i c e  s e r v i c e s  w i l l  improve a s  s i z e  
o f  agency i n c r e a s e s .  On t h e  c o n t r a r y ,  t h e s e  r e s e a r c h e r s  u t i l i z e  s u r v e y  d a t a  
concern ing  c i t i z e n  f e e l i n g s  o f  s a f e t y ,  conf idence  i n  t h e  p o l i c e ,  and a g e n e r a l  
e v a l u a t i o n  r a t i n g  o f  t h e  p o l i c e  t o  show t h a t  s e r v i c e  q u a l i t y  is deemed t o  be 
h igher  i n  s m a l l ,  l o c a l l y  c o n t r o l l e d  j u r i s d i c t i o n s .  These c o n c l u s i o n s  a r e  
s t r e n g t h e n e d  by t h e  matching o f  sampled neighborhoods by socioeconomic f a c t o r s  
( t o  c o n t r o l  f o r  t h e  i n f l u e n c e  o f  t h e s e  f a c t o r s  on p e r c e p t i o n s ) .  These s t u d i e s  
a i s o  s u g g e s t  t h a t  h i g h e r  l e v e l s  o f  p o l i c e  s e r v i c e ,  as d e r i v e d  from c i t i z e n s '  
e v a l u a t i o n s ,  a r e  found i n  j u r i s d i c t i o n s  where t h e  c o s t s  o f  p r o v i d i n g  p o l i c e  
s e r v i c e  a r e  lower .  

I n  a s i m i l a r ,  e x p l o r a t o r y  r e s e a r c h  s t u d y ,  Pachon and Lovr ich  
i n v e s t i g a t e d  t h e  r e l a t i o n s h i p  between socioeconomic c h a r a c t e r i s t i c s  and 
p e r c e p t i o n s  among c i t i z e n s  i n  m e t r o p o l i t a n  a s  opposed t o  suburban 
j u r i s d i c t i o n s .  These r e s e a r c h e r s  found t h a t  w i t h o u t  c o n t r o l l i n g  f o r  
socioeconomic f a c t o r s ,  s a t i s f a c t i o n  v a r i e d  i n v e r s e l y  wi th  agency s i z e .  When 
socioeconomic c h a r a c t e r i s t i c s  a r e  c o n t r o l ~ e d ,  t h e r e  is  very  l i t t l e  ev idence  of 



need f o r  improvements. To i d e n t i f y  such problems,  managers must t a k e  s t e p s  t o  
a s s u r e  t h a t  a t t i t u d e  s u r v e y s  a r e  comprehensive and probe deeper  than s imply  
a s k i n g  g e n e r a l  q u e s t i o n s  concern ing  c i t i z e n  s a t i s f a c t i o n  w i t h  p o l i c e  s e r v i c e s .  

P o l i c e  Management, A d m i n i s t r a t i o n ,  and I n d i v i d u a l  
Performance 

I n d i v i d u a l  performance,  l i k e  o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  h a s  been 
s u b j e c t e d  t o  many d e f i n i t i o n s  i n  r e s e a r c h  s t u d i e s .  Performance h a s  been 
a s s o c i a t e d  wi th  p r o d u c t i v i t y ,  a t t e n d a n c e ,  compliance w i t h  r u l e s  and 
p r o c e d u r e s ,  h i s t o r y  o f  c i t i z e n  compla in t s ,  s u p e r v i s o r y  e v a l u a t i o n s ,  and 
promotion and advancement p a t t e r n s ,  The sampled r e s e a r c h  s t u d i e s  s e l e c t e d  and 
reviewed f o r  t h i s  p r o j e c t  i n c o r p o r a t e d  each o f  t h e s e  measures.  Thus, i t  is 
d i f f i c u l t  t o  produce a uniform set o f  g e n e r a l i z a b l e  r e l a t i o n s h i p s  c o r r e l a t i n g  
management p r a c t i c e s  o r  o r g a n i z a t i o n a l  s t r u c t u r e s  to performance.  R a t h e r ,  i t  
is o n l y  f e a s i b l e  t o  deduce a knowledge base  which d e p i c t s  c o r r e l a t i o n s  between 
management and o r g a n i z a t i o n a l  v a r i a b l e s  and unique performance c r i t e r i a .  

The sampled p o l i c e  l i t e r a t u r e  t e n d s  t o  d e f i n e  performance a s  
conformi ty  t o  r u l e s  and p r o c e d u r e s ,  promotion and advancement p o t e n t i a l  and 
h i s t o r y ,  and s u p e r v i s o r y  performance e v a l u a t i o n s .  Very l i t t l e  a t t e n t i o n  is 
g i v e n  to measurements o f  p r o d u c t i v i t y .  T h i s  is due most l i k e l y  t o  t h e  f a c t  
t h a t  l i t t l e  is  known about  i n d i v i d u a l  p o l i c e  o f f i c e r  p r o d u c t i v i t y ,  o r  a b o u t  
p o l i c e  o r g a n i z a t i o n a l  p r o d u c t i v i t y .  T h i s  absence o f  well-founded, e m p i r i c a l l y  
based d a t a  stems from d i sagreements  over  what it is t h e  p o l i c e  a r e  and shou ld  
be doing.  Many s o - c a l l e d  p o l i c e  f u n c t i o n s  and a c t i v i t i e s  a r e  ve ry  d i f f i c u l t  
t o  measure.  How does  one measure a p a t r o l  o f f i c e r ' s  a b i l i t y  t o  d e t e r  c r i m e ,  
m a i n t a i n  o r d e r ,  o r  p r o v i d e  s e r v i c e ?  T y p i c a l ,  r e a d i l y  a v a i l a b l e  performance 
measures  y i e l d  l i t t l e  d a t a  upon which to e v a l u a t e  such a c t i v i t y .  A r r e s t  
s t a t i s t i c s  a r e  n o t  measures o f  i n d i v i d u a l  performance i n  c a r r y i n g  o u t  t h e s e  
f u n c t i o n s .  Ne i the r  a r e  a t t e n d a n c e  r e c o r d s  o r  d i s c i p l i n e  h i s t o r i e s .  
R e s e a r c h e r s  us ing  t h e s e  measures  assume t h a t  an o f f i c e r  who has  a good 
a t t e n d a n c e  and complies  w i t h  o r g a n i z a t i o n a l  r u l e s ,  p o l i c i e s ,  and p r o c e d u r e s  is 
a good per fo rmer .  T h i s  h a s  n o t  been v e r i f i e d ,  however, through e m p i r i c a l  
r e s e a r c h .  

S u p e r v i s o r y  e v a l u a t i o n s ,  promotion h i s t o r y ,  and t e n u r e  may a c t u a l l y  be 
more a p p r o p r i a t e  measures o f  performance.  These measures,  n e v e r t h e l e s s ,  a r e  
p r o b l e m a t i c  i n  t h e i r  own r i g h t .  P o l i c e  performance e v a l u a t i o n  systems t e n d  t o  
l e a v e  too much room f o r  p e r s o n a l i t y  t o  c o l o r  r a t i n g s .  The same can be s a i d  
f o r  promotion systems.  These ,  t o o ,  a r e  more o f t e n  measures o f  i n d i v i d u a l  
a b i l i t y  t o  work e f f e c t i v e l y  wi th  s u p e r v i s o r s  and p e e r s  and a r e  n o t  ba romete rs  
o f  i n d i v i d u a l  a b i l i t y  o r  s u p e r v i s o r y  p o t e n t i a l - .  Arguably,  t h e s e  c r i t e r i a  a r e  
impor tan t  performance d imens ions ,  f o r  i n d i v i d u a l s  must demons t ra te  t h e  
c a p a c i t y  t o  work w e l l  wi th  o t h e r s  i n  o r d e r  t o  be e f f e c t i v e  i n  t h e i r  jobs .  
T y p i c a l  s u p e r v i s o r y  r a t i n g s ,  promotion h i s t o r i e s ,  and measures of t e n u r e ,  
however, may p l a c e  t o o  g r e a t  a  v a l u e  on t h e s e  dimensions ,  and n o t  enough v a l u e  



The sampled p o l i c e  l i t e r a t u r e  a l s o  s u g g e s t s  t h a t  o f f i c e r  e d u c a t i o n  is 
a s t r o n g  c o r r e l a t e  o f  performance (Bozza, 1973; C a s c i o ,  1977; Roberg, 1 9 7 8 ) .  
These s t u d i e s  o p e r a t i o n a l i z e  performance d i f f e r e n t l y ,  however, and t h i s  
d i f f e r e n c e  i n  methodology limits t h e  g e n e r a l i z a b i l i t y  o f  t h e s e  s t u d i e s .  The 
s t u d y  by Bozza (1973) a s s o c i a t e d  e d u c a t i o n  l e v e l s  wi th  a r r e s t  performance.  
H i s  sample was q u i t e  smal l  and he d i d  n o t  c o n t r o l  f o r  o t h e r  f a c t o r s  which may 
have i n f l u e n c e d  a r r e s t  r a t e s .  

Roberg (1978) a s s e s s e d  t h e  r e l a t i o n s h i p  between e d u c a t i o n  and p o l i c e  
o f f i c e r  dogmatism. Roberg hypothes ized  t h a t  e d u c a t i o n  would d e c r e a s e  o f f i c e r  
dogmatism and hence i n c r e a s e  performance.  Me o p e r a t i o n a l i z e d  performance a s  
s u p e r v i s o r y  e v a l u a t i o n  r a t i n g s ,  Roberg found evidence o f  a  n e g a t i v e  
c o r r e l a t i o n  between e d u c a t i o n  and dogmatism g i v i n g  s u p p o r t  t o  t h e  argument 
t h a t  e d u c a t i o n  w i l l  r e s u l t  i n  more open b e l i e f  sys tems among o f f i c e r s .  H e  
a l s o  observed a p o s i t i v e  c o r r e l a t i o n  between e d u c a t i o n  and performance 
r a t i n g s ,  F i n a l l y ,  Roberg no ted  t h a t  lower dogmatism s c o r e s  were c o r r e l a t e d  
wi th  h i g h e r  performance r a t i n g s  (i.e.,  t h e  more open t h e  b e l i e f  sys tem,  t h e  
h i g h e r  t h e  performance) . A number o f  c o n t r o l  v a r i a b l e s ,  i n c l u d i n g  age ,  
s e n i o r i t y ,  c o l l e g e  major ,  and s t u d e n t  s t a t u s  were a l s o  measured, and i t  was 
found t h a t  none o f  t h e s e  v a r i a b l e s  i n f l u e n c e d  s i g n i f i c a n t l y  t h e  observed  
r e l a t i o n s h i p  between dogmatism and performance.  

Z e l i g  (1990) reviewed Roberg 's  s t u d y  and c r i t i q u e d  h i s  f i n d i n g s  based 
on t h e  use  o f  t h e  s u p e r v i s o r y  performance e v a l u a t i o n  as t h e  measure o f  
performance.  Z e l i g  (1980:99) summarizes t h r e e  d i f f i c u l t i e s  a r i s i n g  from u s e  
o f  t h e s e  e v a l u a t i o n s : (1) Robergfs a t t e m p t  to e s t a b l i s h  i n t e r - r a t e r  
r e l i a b i l i t y  by comparing t h e  p a t r o l  s e a r g e a n t ' s  r a t i n g  wi th  a r a t i n g  by a 
l i e u t e n a n t  d i d  n o t  a l l o w  f o r  independent  r a t i n g s  o f  t h e  same o f f i c e r ,  ( 2 )  
t h e r e  is s e r i o u s  q u e s t i o n  a s  t o  whether s u p e r v i s o r y  e v a l u a t i o n s  a r e  v a l i d  
measures o f  performance,  (3 )  v a r i a b i l i t y  i n  t h e  p o l i c e  r o l e  makes it d i f f i c u l t  
f o r  s u p e r v i s o r s  to d e f i n e  a c c u r a t e l y  g r a d i e n t s  o f  performance.  

These c r i t i c i s m s  a r e  v a l i d  and once a g a i n  i d e n t i f y  some o f  t h e  
i n h e r e n t  d i f f i c u l t i e s  i n  p o l i c e  performance e v a l u a t i o n  systems.  Recognizing 
t h e s e  d e f i c i e n c i e s ,  C a s c i o  (1977) r e p o r t e d  on t h e  development of a j o b - r e l a t e d  
performance e v a l u a t i o n  system a s  used by t h e  Dade County, F l o r i d a ,  P o l i c e  
Department.  Th i s  p r o j e c t  f e a t u r e d  t h e  i d e n t i f i c a t i o n  o f  b e h a v i o r a l l y  anchored 
performance c r i t e r i a  ( e . g . ,  job knowledge, judgment, i n i t i a t i v e ,  
d e p e n d a b i l i t y ,  demeanor, a t t i t u d e ,  r e l a t i o n s  wi th  o t h e r s ,  communicat ions) ,  a s  
w e l l  as measureable  and recorded  job performance c h a r a c t e r i s t i c s  (e .g . ,  
i n j u r i e s ,  a c c i d e n t s ,  d i s c i p l i n a r y  a c t i o n s ,  commendations, c i t i z e n  c o m p l a i n t s ,  
s i c k  l e a v e  p a t t e r n s ) .  C a s c i o  found t h a t  e d u c a t i o n  appeared t o  c o r r e l a t e  
n e g a t i v e l y  w i t h  c e r t a i n  documented job  c h a r a c t e r i s t i c s ,  such a s  fewer 
i n j u r i e s ,  fewer a s s a u l t s ,  fewer i n j u r i e s  by a s s a u l t  and b a t t e r y ,  fewer 
d i s c i p l i n a r y  a c t i o n s  from a c c i d e n t s ,  fewer p r e v e n t a b l e  a c c i d e n t s ,  fewer s i c k  
times p e r  y e a r ,  and fewer p h y s i c a l  f o r c e  a l l e g a t i o n s .  Educat ion,  however, was 
not c o r r e l a t e d  wi th  b e h a v i o r a l l y  anchored job c r i t e r i a .  
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RELATIONSHIP OF INTELLIGENCE, MOTIVATION 
AND EDUCATION M PERFORMANCS/ 

I n t e l l i g e n c e  

I 
Educat ion 

Mot iva t ion  

O r g a n i z a t i o n a l  A t t r i b u t e s  and Performance.  The p o l i c e  l i t e r a t u r e  a l s o  
examines t h e  r e l a t i o n s h i p  of c e r t a i n  o r g a n i z a t i o n a l  and manager ia l  v a r i a b l e s  
w i t h  performance.  The g e n e r a l  management l i t e r a t u r e  sampled f o r  t h i s  s t u d y  
a l s o  y i e l d e d  knowledge concern ing  t h e  e f f e c t s  o f  manager ia l  and a d m i n i s t r a t i v e  
p r a c t i c e s  on performance.  

The p o l i c e  l i t e r a t u r e  sampled f o r  t h i s  s t u d y  y i e l d e d  o n l y  l i m i t e d  
knowledge a s  t o  t h e  e f f e c t s  o f  management p r a c t i c e s  on performance.  Perhaps  
t h e  most s t r i k i n g  f i n d i n g  to be d e r i v e d  from t h e s e  s t u d i e s  is t h a t  s o c i a l  
cohes ion  among p o l i c e  o f f i c e r s  i n f l u e n c e s  performance,  pe rhaps  more t h a n  any 
o t h e r  v a r i a b l e .  S t u d i e s  by Gardiner  (1968) and P e t e r s e n  (1971) have shown 
t h a t  peer  i n f l u e n c e  p l a y s  a s t r o n g  r o l e  i n  i n f l u e n c i n g  p o l i c e  t r a f f i c  o f f i c e r  
enforcement  p a t t e r n s .  A s t u d y  by O ' N e i l l  (1974) c o n s i d e r e d  t h e  e f f e c t  o f  t h i s  
i n f l u e n c e ,  a s  w e l l  a s  many management c o n s i d e r a t i o n s  ( e  .g ., w r i t t e n  r u l e s  o r  
p o l i c i e s ,  s u p e r v i s i o n  s t y l e s )  and concluded t h a t  peer  r e l a t i o n s  p l a y  a 

-
z ' ~ h i s  g r a p h i c  was d e r i v e d  from a diagram p r e s e n t e d  by C a s c i o  (1977:91) .  



and French (1967) arrives at a similar conclusion: namely, that collegial 

supervisory models positively affect performance. 


These findings, although valuable, are based on a relatively small 

sampling of the literature. It may thus be premature to develop theories 

concerning individual performance. The variations in measurement of this 

variable compounds the difficulty in producing conclusive statements derived 

from empirical research. 


The small amount of research in the police field analyzing the effects 

of management practices on performance highlights knowledge weaknesses 

concerning this topic. Very little is known about what management actions in 

policing produce positive performance. It has been shown that motivation is 

associated positively with performance, but what induces greater motivation? 

This has not been shown through existing sampled research. Certainly the 

findings from the non-police arena may be applicable here, and supervisory 

styles and the realization of normative incentives may induce better 

performance. This relationship should be verified in policing, however, 

through empirical research before any propositions can be developed. Such 

research should assess the effect of the informal work group on this 

relationship. 


Summary and Conclusions 


This chapter has assessed the contributions of empirical research 
analyzing the output element of police organization and management systems. 
Four components of this output element, defined as organizational achievement, 
were analyzed in this chapter . 

The sampled police literature for this conceptual cluster focused 
primarily on the variables entitled public support/legitimacy, individual 
performance, and organizational effectiveness. The number of sampled non- 
police studies was evenly distributed across three variables: organizational 
effectiveness, organizational change, and individual performance. There was a 
smaller emphasis in this sample on public support/legi timacy . 

The sampled police studies used almost exclusively exploratorv or case 

study research designs. Many sampled non-police studies also were 

exploratory, although 20 percent of the studies in this sample employ an 

experimental research design. 


Sampled literature in both domains-- the police and the non-police 

samples--presents differing conceptions of organizational effectiveness, 

Measures of this variable are not well developed in the police field; there 

are many methodological difficulties in measurements of effectiveness in the 

management and social science literature. Traditional police measures of 




performance p r i m a r i l y  as i n d i v i d u a l  o f f i c e r  h i s t o r y  and e x p e r i e n c e s ,  w i t h  o n l y  
minimal a t t e m p t s  a t  a s s e s s i n g  i n d i v i d u a l  p r o d u c t i v i t y .  The l i t e r a t u r e  
s u g g e s t s  t h a t  l i t t l e  knowledge is a v a i l a b l e  concern ing  t h e  measurement and 
d e t e r m i n a n t s  of b e h a v i o r a l l y  anchored j o b  performance dimensions .  

A c o n s i d e r a b l e  p e r c e n t a g e  of t h e  sampled p o l i c e  l i t e r a t u r e  h a s  f o c u s e d  
on i n d i v i d u a l  a t t r i b u t e s  o f  performance n o t i n g  t h a t  m o t i v a t i o n  and e d u c a t i o n  
a r e  p o s i t i v e l y  r e l a t e d  to i n d i v i d u a l  performance,  whi le  i n t e l l i g e n c e  l e v e l s  
may n o t  be r e l a t e d  to performance.  I n t e l l i g e n c e  l e v e l s ,  however, appear  t o  be 
r e l a t e d  to bo th  m o t i v a t i o n  and e d u c a t i o n .  The p o l i c e  l i t e r a t u r e  p r e s e n t s  v e r y  
l i t t l e  knowledge r e g a r d i n g  t h e  r e l a t i o n s h i p  of o r q a n i z a t i o n a l  and management 
p r a c t i c e s  t o  performance.  

S e v e r a l  p e r t i n e n t  t o p i c s  f o r  f u t u r e  r e s e a r c h  were i d e n t i f i e d  
th roughout  t h i s  c h a p t e r .  Among t h e s e  were t h e  fo l lowing  s u g g e s t i o n s  f o r  
a d d i t i o n a l  r e s e a r c h :  

o 	 The s u b j e c t  o f  e f f e c t i v e n e s s  shou ld  he r e s e a r c h e d  
f u r t h e r  wi th  a l t e r n a t i v e  measures o f  e f f e c t i v e n e s s  
u t i l i z e d .  T h i s  r e s e a r c h  shou ld  l i k e l y  be l i m i t e d  i n  
scope and c o n s i d e r  s p e c i f i c  p o l i c e  a c t i v i t i e s ,  
f u n c t i o n s ,  o r  s e r v i c e s  w i t h  a view toward deve lop ing  
a p p r o p r i a t e  measures o f  e f f e c t i v e n e s s .  Such s t u d i e s  
shou ld  i n v e s t i g a t e  p o l i c e  e f f e c t i v e n e s s  i n  d e l i v e r i n g  
s e r v i c e s  and m a i n t a i n i n g  o r d e r ,  a s  w e l l  a s  c o n t r o l l i n g  
c r  ime . 

a 	 A d d i t i o n a l  r e s e a r c h  is needed t o  s p e c i f y  t h o s e  
management and o r g a n i z a t i o n a l  p r a c t i c e s  which a r e  most 
conducive t o  employee accep tance  of change. The c u r r e n t  
r e s e a r c h  l i t e r a t u r e  i n d i c a t e s  many g e n e r a l  management 
s t r a t e g i e s  t o  a f f e c t  change,  b u t  by and l a r g e  s t o p s  
s h o r t  of y i e l d i n g  knowledge on s p e c i f i c  a c t i o n s  which 
f a c i l i t a t e  t h e  a d o p t i o n  o f  change.  

e 	 There is a need f o r  f u r t h e r  r e s e a r c h  examining 
b e h a v i o r a l l y - o r i e n t e d  p o l i c e  o f f i c e r  performance 
c h a r a c t e r i s t i c s .  T h i s  r e s e a r c h  shou ld  endeavor t o  
deve lop  v a l i d  measures o f  such c h a r a c t e r i s t i c s  (e .g . ,  
demeanor, knowledge, s k i l l s )  and i d e n t i f y  t h e  
r e l a t i o n s h i p  between t h e s e  performance dimensions  and 
a c t u a l  day-to-day a c t i v i t i e s .  T h i s  r e s e a r c h  shou ld  a l s o  
a n a l y z e  t h e  r e l a t i o n s h i p  of b e h a v i o r a l  d imensions  t o  
documented, exper ience-based,  p o l i c e  performance 
measures ( e , g , ,  d i s c i p l i n e  h i s t o r y ,  l e ave  p a t t e r n s ,  
awards,  promotions)  . 



VIII. SIGNIFICANCE AND CONTRIBUTION 

OF THIS SYNTHESIS OF RESEARCH 

AFFECTING POLICE ADMINISTRATION 


AND MANAGEMENT 


This report has presented a comprehensive synthesis of research 

affecting police administration and management. The report breaks new ground 

in using empirically-derived findings to analyze relationships between 

managerial and organizational dimensions. The conceptual framework structured 

specifically for this project served as a standardized analytical tool for 

assessing these relationships. Using this framework, it has been possible to 

analyze research findings from many organizational disciplines and develop 

inferences regarding numerous management, administrative, and organizational 

topics. 


The significance and contribution of this study can be analyzed from 

four perspectives. The study has provided valuable contributions in: 


1. 	Assessing the state of the art of police research 

subject matter and methodologies. 


2. 	Identifying the policy significance of research 

affecting police management and organizations. 


3. 	 Yielding a research agenda for future police management 

and organizational research. 


4. 	Providing a comprehensive conceptual framework for 

analyzing research studies addressing organizational, 

managerial, and administrative subjects. 


Each of these contributions merits individual attention; each is 

discussed in the following sections. 


Assessment of the State of the Art of Police Research 

Subject Matter and Methodologies 


The descriptive analysis component of each chapter in this report 

provides a synthesis of the subjects examined in sampled research studies, as 

well as a review of the methodologies employed by researchers. These analyses 

yield thorough reviews of the state of the art of police research subject 

matter and methodologies. This analysis identifies not only the frequency of 

reported research on numerous topics, but also provides a review of research 

designs, methods, and analytical techniques. 




A review of  t h e  c o n t e n t  o f  sampled r e s e a r c h ,  r ang ing  i n  s u b j e c t  m a t t e r  
from env i ronmenta l  i n f l u e n c e s  on t h e  p o l i c e  o r g a n i z a t i o n  to a s s e s s m e n t s  o f  
o r g a n i z a t i o n a l  e f f e c t i v e n e s s ,  i n d i c a t e s  t h a t  t h e r e  a r e  d e f i n i t e  p a t t e r n s  i n  
p o l i c e  r e s e a r c h  s u b j e c t  m a t t e r .  Those who have i n i t i a t e d  p o l i c e  r e s e a r c h  
s t u d i e s  have shown much g r e a t e r  i n t e r e s t  i n  conduc t ing  r e s e a r c h  on t h e  role, 
p e r s o n a l i t y ,  and s p e c i f i c  a c t i v i t i e s  o f  t h e  i n d i v i d u a l  p o l i c e  o f f i c e r ,  as 
evidenced by t h e  number o f  j o u r n a l  a r t i c l e s  and o t h e r  documents p u b l i s h e d .  
T h i s  i n t e r e s t  h a s  extended t o  r e s e a r c h  on t h e  a d m i n i s t r a t i v e  p r o c e s s e s  o f  
h i r i n g ,  t r a i n i n g ,  and s u p e r v i s i n g  t h e  i n d i v i d u a l  o f f i c e r .  There h a s  been much 
less emphasis g iven  t o  r e s e a r c h  on t h e  p o l i c e  management and o r g a n i z a t i o n  
s t r u c t u r e ,  t h e  r o l e s  of i n d i v i d u a l  a c t o r s  w i t h i n  t h e  p o l i c e  management 
h i e r a r c h y ,  t h e  i n t e r n a l  decision-making p r o c e s s  w i t h i n  t h e  p o l i c e  
o r g a n i z a t i o n ,  and on t h e  working r e l a t i o n s h i p s  between p o l i c e  o r g a n i z a t i o n s  
and o t h e r  government a d m i n i s t r a t i v e  and p o l i t i c a l  sys tems.  Fur the rmore ,  t h e  
i n t e r e s t  i n  p o l i c e  s u p e r v i s o r y  sys tems h a s  n o t  y i e l d e d  d e t a i l e d  knowledge 
concern ing  b e h a v i o r a l l y - o r i e n t e d  m o t i v a t i o n  and l e a d e r s h i p  p r a c t i c e s .  

A review of  t h e  s u b j e c t  m a t t e r  i d e n t i f i e d  and sampled f o r  t h i s  s t u d y  
w i l l  demons t ra te  t h e s e  p a t t e r n s .  I t  shou ld  be s t r e s s e d  a g a i n  t h a t  t h i s  
p r o j e c t  h a s  compiled an  e x t e n s i v e  body o f  l i t e r a t u r e  on p o l i c e  o r g a n i z a t i o n  
and management i s s u e s  c o n s i s t i n g  of 485 r e s e a r c h  r e p o r t s  o r  j o u r n a l  a r t i c l e s ,  
b u t  t h i s  a g g r e g a t i o n  o f  r e s e a r c h  s t u d i e s  is o n l y  a sample. T h e r e f o r e ,  
s t a t e m e n t s  concern ing  t h e  s t a t e  o f  t h e  a r t  r e f e r  o n l y  t o  t h i s  sample and n o t  
t o  t h e  e n t i r e  body of  l i t e r a t u r e .  A f requency  t a b u l a t i o n  o f  t h e  number o f  
s t u d i e s  by s p e c i f i c  v a r i a b l e s  is p r e s e n t e d  i n  F i g u r e  24.- 72/  T h i s  g r a p h i c  
d e p i c t s  t h e  emphasis  on s u b j e c t  m a t t e r  p e r t a i n i n g  t o  t h e  role and a c t i v i t i e s  
o f  t h e  i n d i v i d u a l  p o l i c e  o f f i c e r  and demons t ra tes  l e s s  i n t e r e s t  i n  t h e  sampled 
l i t e r a t u r e  on s u b j e c t s  concern ing  o r g a n i z a t i o n  s t r u c t u r e ,  decis ion-making,  and 
m o t i v a t i o n  and l e a d e r s h i p  t o p i c s .  

A s  noted i n  t h i s  f i g u r e ,  s i x  o f  t h e  e i g h t  most f r e q u e n t l y  r e s e a r c h e d  
t o p i c s  f o c u s  on t h e  i n d i v i d u a l  o f f i c e r  and p r o v i d e  i n f o r m a t i o n  on h i s / h e r  
i n t e r a c t i o n  w i t h  t h e  p u b l i c ,  h i s / h e r  e d u c a t i o n a l  l e v e l ,  t h e  amount o f  
d i s c r e t i o n  i n h e r e n t  i n  t h e  i n d i v i d u a l  o f f i c e r ' s  p o s i t i o n ,  t h e  i n t e l l i g e n c e ,  
p e r s o n a l i t y ,  and background c h a r a c t e r i s t i c s  o f  t h e  i n d i v i d u a l  o f f i c e r ,  t h e  
v a l u e s  and a t t i t u d e s  o f  t h e  i n d i v i d u a l  o f f i c e r ,  and t h e  performance l e v e l s  o f  
t h e  i n d i v i d u a l .  D e n  t h e  two remaining v a r i a b l e s ,  Environment: Aggregate ,  
and P u b l i c  Suppor t ,  Legi t imacy,  a r e  i n d i r e c t l y  r e l a t e d  t o  t h e  i n d i v i d u a l .  
Research s t u d i e s  examining env i ronmenta l  i s s u e s  o f t e n  do so i n  t h e  c o n t e x t  of 

72-/1t should  be no ted  t h a t  many o f  t h e  v a r i a b l e s  appear ing  i n  t h i s  
f i g u r e  were sub-divided i n  t h e  r e s p e c t i v e  c h a p t e r  of t h i s  r e p o r t .  Such 
v a r i a b l e s  have n o t  been sub-divided f o r  purposes  o f  t h i s  f i g u r e ,  T h e r e f o r e ,  a 
v a r i a b l e  may appear  t o  be r e s e a r c h e d  e x t e n s i v e l y  when on ly  a l i m i t e d  amount o f  
r e s e a r c h  h a s  been conducted on a  g i v e n  s u b - v a r i a b l e .  
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irdividual police-citizen interactions; citizen surveys frequently address 

individual citizen perceptions regarding the police-citizen contact and 

experience. Conversely, the opposite end of this continuum (specifically, the 

last two points on the continuum) includes variables describing internal 

organizational structural arrangements (e.g., geographical dispersion, 

variability of tasks, functional specialization, technological complexity), 

internal decision-making (e.g., decision-making systems, committees), and 

behaviorally-oriented supervision and management considerations (e.g., 

incentives, communication). 


There is a definite trend apparent in this continuum. While it is not 

possible to develop quantitative interpretations of this trend, it is clear 

that as one reads from left to right there is a movement away from 

individually-oriented subjects to management- and organizational-oriented 

topics, This trend quite obviously impacts the amount of available knowledge 

on police organization and management. 


This study has compared, where possible, research in other 

organizational disciplines with research in policing. In many instances, this 

comparison has proved fruitful and voids in the knowledge base in police 

research have been filled with findings in other disciplines. It has not 

always been possible, however, to transfer findings from one discipline to 

another. Thus, many of the subjects infrequently addressed in police research 

are prime candidates for further research. 


This synthesis has also demonstrated that a considerable amount of 
research in policing has been exploratory in design, very often includes only 
qualitative or descriptive analyses, and therefore, may not result in the 
production of knowledge. There are at least three reasons for this tendency 
in research. First, the research interest in management practices and 
organizational structures in policing is relatively recent. Prior to the mid- 
19601s, there was very little demonstrated interest in police management and 
organizations by sociologists, psychologists, management theorists, and other 
researchers. The advent of federal funds and increased publicity about the 
problems of police organizations, starting in the mid-19601s, undoubtedly 
spurred an increased interest in police by these researchers and scholars. 
Because very little research had been performed previously, these individuals 
had only a minimal knowledge base to work with, and consequently, often 
resorted to initial descriptions of what police organizations do and how they 
conduct their job. In essence, there was limited opportunity to utilize more 
sophisticated research designs and analytical techniques. Throughout the 
19701s, however, there has been greater opportunity to devise and test 
theories concerning managerial and administrative issues. While certain 
researchers have resorted to more sophisticated analyses, there is still 
evidence of a tendency to conduct and report exploratory , qualitatively-
oriented research in policing. 



The second obv ious  reason  f o r  l a c k  o f  s o p h i s t i c a t i o n  is  t h a t  p o l i c e  
r e s e a r c h  t e n d s  t o  be p a r o c h i a l .  Through t h i s  review of r e s e a r c h  s t u d i e s ,  i t  
h a s  been observed  t h a t  many r e s e a r c h e r s  i n  p o l i c i n g  f a i l  to d e v e l o p  a  t h e o r y  
b e f o r e  p roceed ing  t o  c o l l e c t  and a n a l y z e  d a t a .  T h e i r  r e s e a r c h  is  o f t e n  
p a r o c h i a l  i n  t h a t  t h e y  do n o t  a n a l y z e  c a r e f u l l y  r e l a t e d  works i n  o t h e r  
d i s c i p l i n e s ,  i n c l u d i n g  s o c i o l o g y ,  psychology,  and management and 
a d m i n i s t r a t i o n .  Consequent ly ,  r e s e a r c h e r s  embark on a n a l y s e s  o f  management 
and o r g a n i z a t i o n  p r a c t i c e s  wi th  l i t t l e  r e g a r d  f o r  f i n d i n g s  i n  o t h e r  
d i s c i p l i n e s .  T h e i r  r e s e a r c h  r e s u l t s  o f t e n  t end  t o  have l i m i t e d  
g e n e r a l i z a b i l i t y ,  because  they  have n o t  c o n s i d e r e d  t h e  f u l l  rea lm of  i s s u e s  
su r rounding  a r e s e a r c h  t o p i c .  

To i l l u s t r a t e ,  c o n s i d e r  t h e  s u b j e c t  o f  p o l i c e  d i s c r e t i o n .  Numerous 
s t u d i e s  have been conducted a n a l y z i n g  t h e  a p p l i c a t i o n  of p o l i c e  d i s c r e t i o n ,  
b u t  many f a l l  s h o r t  o f  c o n s i d e r i n g  t h e  e x p e r i e n c e s  r e g a r d i n g  t h e  s t r u c t u r i n g  
of job t a s k s  and ass ignments  i n  o t h e r  o r g a n i z a t i o n a l  d i s c i p l i n e s .  T h e r e , i s  an 
e x t e n s i v e  body of l i t e r a t u r e  focus ing  on v a r i a b i l i t y  of i n d i v i d u a l  t a s k s ,  
i n d i v i d u a l  autonomy, and f u n c t i o n a l  s p e c i a l i z a t i o n  i n  t h e  work p l a c e .  Too 
o f t e n ,  p o l i c e  r e s e a r c h e r s  f a i l  t o  c o n s i d e r  t h e  r e s e a r c h  f i n d i n g s  produced i n  
such  d i s c i p l i n e s  when a n a l y z i n g  p o l i c e  d i s c r e t i o n .  

F i n a l l y ,  r e p o r t e d  p o l i c e  r e s e a r c h  h a s  tended t o  be  d e s c r i p t i v e  and 
e x p l o r a t o r y  because  o f  an a p p a r e n t  l o w  p r i o r i t y  i n  p u b l i c a t i o n s  on r e s e a r c h  
methods and s t a n d a r d s .  Noted p o l i c e  a d m i n i s t r a t i v e  j o u r n a l s  o f t e n  r e p o r t  
r e s e a r c h  s t u d i e s  which f a i l  t o  a n a l y z e  and d e s c r i b e  thoroughly  p e r t i n e n t  
background l i t e r a t u r e ,  s t u d y  hypotheses  o r  r e s e a r c h  q u e s t i o n s ,  d a t a  c o l l e c t i o n  
methods employed, and t h e  r e l e v a n c e  o f  f i n d i n g s  produced. T h i s  same 
o b s e r v a t i o n  a p p l i e s  t o  c e r t a i n  r e s e a r c h  s t u d i e s  funded by t h e  N a t i o n a l  
I n s t i t u t e  o f  Law Enforcement and C r i m i n a l  J u s t i c e ,  p a r t i c u l a r l y  d u r i n g  t h e  
e a r l y  y e a r s  o f  i ts e x i s t e n c e .  The n e t  e f f e c t  is t h a t  c e r t a i n  r e s e a r c h  i s  
a t h e o r e t i c a l ,  l a c k i n g  i n  methodolog ica l  s o p h i s t i c a t i o n ,  and n o t  g e n e r a l i z a b l e .  

T h i s  c r i t i q u e  by no means is meant t o  d i s p a r a g e  t h o s e  works i n  t h e  
l i t e r a t u r e  which a r e  m e t h o d o l o g i c a l l y  sound. There  a r e  many such r e s e a r c h  
r e p o r t s  p u b l i s h e d ;  t h e s e  form t h e  b a s i s  o f  t h e  i n f e r e n c e s  developed i n  t h i s  
r e p o r t .  A review of  t h e  s t a t e  o f  t h e  a r t ,  however, demons t ra tes  t h a t  t h e r e  i s  
room f o r  improvement . 

I d e n t i f i c a t i o n  o f  P o l i c y  S i g n i f i c a n c e  of Research A f f e c t i n g  
P o l i c e  Management and O r g a n i z a t i o n s  

Throughout t h i s  r e p o r t ,  t h e r e  h a s  been a  c o n s c i o u s  a t t e m p t  t o  d e v e l o p  
p o l i c y - r e l e v a n t  f i n d i n g s  concern ing  t h e  s t a t e  o f  t h e  a r t  o f  p o l i c e  management 
and a d m i n i s t r a t i o n .  T h i s  r e p o r t ,  i n  some i n s t a n c e s ,  conf i rms  t h e o r e t i c a l l y  
based management and o r g a n i z a t i o n  p r i n c i p l e s .  On t h e  o t h e r  hand, t h e  r e p o r t  
a l s o  s u g g e s t s  t h a t  c e r t a i n  such p r i n c i p l e s  espoused by p o l i c e  management 
t h e o r i s t s  a r e  n o t  suppor ted  by e m p i r i c a l  r e s e a r c h ,  F u r t h e r ,  t h i s  r e p o r t  h a s  



highlighted areas where research findings have very little relevance for 

police executives and managers because of difficulties in research methods, or 

simply the low priority of the findings produced. The report thus provides a 

contribution in synthesizing and diagnosing the relevance of research on 

management and organizations, 


By way of example, consider the subject of centralization of 

authority. This report has illustrated certain consequences of management 

efforts to centralize decision-making authority. Movements to increase 

centralization of decision-making are likely to result in greater conformity 

to rules and procedures by employees and greater control of decision-making 

processes by executives, Such a management decision, however, is also likely 

to result in decreased social cohesion among employees, decreased individual 

satisfaction in the work environment, and more limited ability of the 

organization to adapt to environmental changes, These reported findings are 

based on sound research from the police or other organizational environments. 


The report also illustrates that certain theoretically sound 

management practices do not produce intended results. Consider, for example, 

the subject of formalization/written rules. The report points out that an 

increased proliferation of rules and regulations may not induce individual 

compliance with management's expectations; in fact, such an action may 

actually decrease individual conformity, especially where individual tasks and 

assignments are highly variable. 


Furthermore, the study suggests that research results frequently 

provide little in the way of valuable administrative advice because of 

problems in conceptualizing measures. For example, there is a considerable 

body of research in police literature examining individual performance. Much 

of this literature, however, defines performance as conformity to 

organizational policies, only one dimension of performance. Very little 

knowledge is available regarding individual productivity, an issue of prime 

concern to administrators. 


Development of a Research Agenda for Future Police Organization 

and Management Research 


This report has identified numerous topics for further research and, 

as such, will serve as a valuable resource for academics, funding agencies, 

and practitioners with an interest in experimenting further with management 

concepts. The report presents such topics in order of conceptual cluster 

areas--the general content areas within the field of management and 

administration. 


This study has featured a concentrated effort to identify those 

sgbject areas where future research is needed, In addition, suggestions to 

enhance the value of these future research efforts have been inciuded to help 




define research needs or to minimize threats to the generalizability of future 

research. The study has not attempted, however, to prioritize future research 

topics. This is beyond the scope of this project and dependent on other 

factors, primarily funding availability. 


One limitation of this study is its reliance on identified and 

reviewed research results in structuring the recommendations for future 

research. An important objective of this study was the synthesis of existing, 

available research reports or articles, both in the police field and in other 

disciplines. Limited resources constrained the project from conducting an 

exhaustive review and synthesis of all pertinent literature. Undoubtedly, 

there are research studies which have not been reviewed and considered in the 

preparation of a future research agenda. Therefore, individuals wishing to 

develop a research study addressing one of the topics highlighted in this 

report may wish to conduct a more detailed literature search regarding the 

particular topic to be addressed. 


It is suggested that a continued review and analysis of the literature 

be conducted by reviewing abstracts organized by subject area and not be tied 

to any one journal or set of journals. This process would facilitate a 

discipline-independent review of the literature. 


Development of a Comprehensive Conceptual Framework on Organizationa, 

Manaqerial, and ~dministrative Subjects 


A tangible product of this project is the provision of a discipline- 

independent, comprehensive conceptual framework for analysis of police 

management research. This framework has facilitated a macro analysis of 

police research, from the standpoint of analyzing research results based on 

the organizational, individual, and social group components of the management 

and administrative process, and from the perspective of analyzing research 

results in private industry and government settings. 


The framework thus serves as an analytical tool which can be utilized 

in further analyses of management research. The management field, by 

definition, is broad; there are numerous elements of management as reflected 

in the framework. The ultimate value of knowledge regarding police management 

and organizational issues is enhanced once this knowledge can be placed in 

perspective. Researchers interested in one managerial dimension can use the 

framework to hypothesize relationships concerning the interaction of this 

dimension with other relevant factors. 


For example, researchers interested in developing a study on 
participative management techniques can refer to the framework in 
conceptualizing their study approach. In such cases, researchers should 
likely consider what factors influence management decisions to utilize 
participative management systems (e .g ,, environmental influences, the need to 



i n t e g r a t e  f u n c t i o n a l l y  d i v e r s e  components of t h e  o r g a n i z a t i o n )  and c o n s i d e r  
what e f f e c t s  a r e  produced by p a r t i c i p a t i v e  management. E f f e c t s  can  be 
c o n c e p t u a l i z e d  a s  o r g a n i z a t i o n a l  s t r u c t u r a l  e f f e c t s  ( e .g . ,  impact ing 
h i e r a r c h i c a l  s t r u c t u r e  and decision-making a u t h o r i t y ) ,  i n t e r p e r s o n a l  e f f e c t s  
r e g a r d i n g  t h e  i n t e g r a t i o n  of e i t h e r  fo rmal  o r  i n f o r m a l  work g roups ,  o r  
i n d i v i d u a l  e f f e c t s  concern ing  t h e  impact on t h e  i n d i v i d u a l  worker 's commitment 
t o  t h e  o r g a n i z a t i o n ,  s a t i s f a c t i o n ,  o r  i n c e n t i v e s ,  I n  s h o r t ,  t h e  framework 
promotes a n a l y s e s  c u t t i n g  a c r o s s  manager ia l  d i s c i p l i n e s  i n  an e f f o r t  t o  
produce a g r e a t e r  u t i l i t y  of r e s e a r c h  f i n d i n g s ,  
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