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Management Control 

The task of management is fre­
quently subdivided into the following 
component parts: Planning. organizing, 
directing, staffing, and controlling. The 
management function of control, per­
haps befitting its position as Ule last 
function listed above, is generally less 
understood and honored than the oth­
er managerial processes. ThGre are 
man~' different interpretations of and 
misgivings about the concept of con­
trol. Yet, despite the many misconcep­
tions about the nature of control, there 
is general agreement about its defini· 
tion. Henri Fayol's definition in 1916 is 
still commonly accepted today. 

"In an undertaking control con­
sists in verifying whether every­
thing occurs in conformity with the 
plan adopted, the instructions is­
sued and prinCiples established. It 
has for object to point out weak­
nesses and errors in order to recti­
fy them and prevent recurrence. It 
operates on everything, things, 
people, actions." I 
The American cultural value of in­

dividual freedom is supposedly threat­
ened by any form of control. Highly 
simplified, tl1e argument goes that free­
dom is geod and control is bad. Al­
though most people are reluctant to 
admit it, they probably prefer some 
dGgreG of control in their lives to give 
them some stability and continuity and 
to contribute to their general well·being 

and safety. Yet, the negative connota­
tion 0'( control still exists; it is amplified 
by the methods in which controls have 
been traditionally devised, implement· 
ed, and used in both private sector and 
governmental organizations. Here, we 
discuss the traditional management 
control strategies, with particular em­
phasis on the behavioral implications 
of these strategies. Motivation theory 
will also be addressed. Familiarity with 
such theoris') may assist law enforce­
ment executives in unleashing the po­
tential 01 their subordinates, while 
establishing an organizational climate 
of self-control and optimum productivity. 

A Traditional View of Control 

Many managers view control as the 
managerial means to insure that objec­
tives are implemented. This process 
is normally accomplished by estab­
lishing policies and procedures and 
measuring and providing feedback on 
performance. 2 The process of estab­
lishing policies and procedures is relat­
ed to the concept of control as 
direction. The father of scientific man­
agement, Frederick Taylor, believed 
that it was a primary responsibility of 
management to learn the best method 
and procedures for accomplishing 
work, prepare written instructions de­
tailing these procedures, and carefully 
train selected workers in these proce­
dures. Thus, it was the responsibility of 
managers, and not employees, to pro­
vide clear and understandable policies 
and procedures that would insure the 
accomplishment of objectives. 
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The distinctions between policy. 
procedure, or rule are not always clear 
and are not really central to our discus­
sion. Broadly stated. policies. proce­
dures. and rules set forth guidelines for 
making decisions. specify ways for car­
rying out tasks. and provide regulations 
that require or prohibit certain behav­
ior. What is important is that managers 
devise policies and. procedures that 
help employees accomplish objectives. 
In their early years and while they are 
relatively small, most police depart­
ments. or for that matter virtually all 
organizations, require very few policies 
and procedures. Gradually. as the de­
partment grows and becomes more 
complex. the need for policies and pro­
cedures becomes more pronounced. It 
is just not efficient or economicallj fea­
sible to continue handling every prob­
lem as unique. The organizations 
decide to develop some pGlicies that 
trade upon experience and give guid­
ance to people facing similar problems 
tor the first time. Today, many depart­
ments not only rely on their own expe­
rience but hire management co,,· 
sultants and staff specialists to analyze 
the experiences and innovations of 
other departments to see ii they are 

, applicable to their own department. 

Even though the development of 
policies and procedures is inevitable. 
and in spite of the advantages just 
discussed, it is equally inevitable that 
problems will evolve as a result of 
these policies and procedures. Unless 
management is careful to avoid provid­
ing too much direction. these problems 
or disadvantages can easily outweigh 
the advantages. In this era of rapid 
change and advanced technology. the 
idea of planning for and controlling 
every contingency is not feasible. 
Above all else. police departments 
must be flexible and adaptive to the 
environment. Police managers and pa­
trotmen must use discretion in handling 
unique or unforeseen incidents. Too 
much direction leads to an inversion of 
means and ends. Some people regard 
plans and procedures as an end in 
themselves. without regard to their 
contribution to organizational objec­
tives. Many people feel that this "by 
the book" mentality is essentially syn­
onomous with bureaucracy. 

A linal difficulty with control 
through policies and procedures is the 
continuing necessity to insure that they 
are up-to-date. Outdated and improper 
policies can be a strong demotivator. 
Some management consultants rec­
ommend periodically burning all poli­
cies and procedures. and after a few 
weeks. c,Mefully assessing the situa­
tion to determine which policies are 
really needed and which should be 
eliminated. 

The second contrul process. 
measuring performance and providing 
feedback. has its roots in the concept 
of control not as direction but as verifi­
cation-checking to see if activities 
conform to predetermined direction. 
This approach involves developing and 
administering measures of key activi­
ties that will discover and determine if 
objectives are being fulfilled. Elaborate 
budgetary techniques. management 
audits. time scheduling techniques 
such as PERT (Program Evaluation 
and Review Technique). computer 
technology. and management informa­
tion systems have the capacity to pro­
vide police managers with voluminous 
amounts of accurate. complex informa­
tion in a timely fashion. Crucial to the 
effectiveness of such approaches. 
however. is choosing what to measure. 
How well the measurements are de­
signed makes a difference in how 
much they can help the organization 
reach its objectives. Probably one of 
the most damning,· but accurate, com­
plaints about management by objec­
tives. at least with respect to the way it 
is frequently implemented. is the se­
ductive urge to concentrate on that 
which is quantifiable at the exrense of 
that which is important. If control sys­
tems are to avoid being counterpro­
ductive. both from an organizational 
effectiveness standpoint and from a 
motivational perspective. they must 
highlight links between effort and per­
formance. 
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Research on 1M effects of control 
Control Through Motivation 

Just as satished needs move peo­
ple up the hierarchy. unsa\lshed needs 
move people back down the hierarchy 
to their baSIC physiological and safety 
needs. Thus, a young police lieutenant 
with a graduate degree ~·nd virtually 
unlimited career advancement poten­
tial is probably operating normally at a 
level of ego/esteem need salisfaction 
or self-actualization. However, if he 
were captured by a group of terrorists 
and involved in a lengthy hostage situ­
ation, within a relatively short Ume his 
behavior would be directed toward the 
satisfaction of basic physiological 
needs, as well as the maintenance of 
his safety and that 01 the other 
hostages. 

sIemS upon motivation and behavior 
~:ads to the conclusion that complete­
ness, objectivity, and responsiveness 
to employee effort and performance 
are desirable and necessary qualities 
of the performance measures. 3 Em­
ployees perceive that measurements 
define imnortant aspects of the job. 
They assume that what is counted is 
what matters. As Harold Hook, the 
president of American General Insur­
ance Company, states, "A company 
gets what it inspects, not what il ex­
pects." 4 In a 1963 reporl, P. M. Blau 
comments that law enforcement offi­
cials who are assigned an established 
caseload and a quota for clearing 
cases pick easy or fast cases toward 
the end of each month if they antici­
pate falling short of their quota. ~ Sev­
eral studies document how employees 
will make sure, by fair mean!; Oi loul, 
that measurements will register at sat­
isfactory levels. The performance 
measures selected for the conlrol sys­
tem can, in fact, change the behavior 
of employees, and if the measures are 
not a valid indicator of performance, 
this change in behavior may well be 
dysfunctional. 

Now that the pOSSibilities of con­
trolling the behavior of people in orga­
nizations through policies and 
procedures and through periormance 
measurement and feedback have been 
discussed, it is necessary to consider 
the motivational processes 01 individ­
uals and see how police managers can 
apply this knowledge to control the 
behavior of their personnel. According 
to motivation theory, people have cer­
tain needs and beliefs or expectancies 

Feedback is an integral part of 
control through llie use of performance 
measurement. Feedback makes it pos­
sible 10 compare aclual and intended 
performance and to make the neces­
sary adjustments. The popular belief 
that accurate feedback results in im­
proved performance Ilas not always 
been supported by research studies. G 

Additionally, tile effectiveness of feed­
back can vary depending on who or 
what plovides it. Most individualS seem 
to find the task and themselves the 
pref&rred source.' Supervisors often 
make a poor source of feedback. 
"Critical feedback from supiclrvisors in 
a performance appraisal system tends, 
indeed. to provide more stimulus to 
defensiveness than to improve perform­
ance." S In short, feedback can be both 
valuable and risky. 
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"Feedback is an 
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through the use of 
performance 
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about whether or not various ways of 
behaving will lead to satisfaction of 
these needs. Within us all, mental and 
emotional processes are at work to 
determine how we will behave. This 
arlicle will briefly review some of the 
major theories of motivation in order to 
assist in understanding this psychologi­
cal process. 

Maslow'S Hierarchy of Needs 
In a classic work in the 1940's, 

Abraham Maslow outlined an overall 
theory of motivation using a hierarchy 
of needs concept which can be most 
11elpful in explaining the vagaries of 
human behavior. 9 (See fig. 1.) A basic 
assumption of tne theory is that all 
behavior is goal-directed. Tile desired 
goals represent satisfaction of basic 
human needs. These needs are ar­
ranged in a hierarchical relationship 
with the lowest needs being prepotent. 
According to the theory, people are 
always in a stale of want, but what they 
want is a function of the pattern of 
need satisfactions within the hierarchy. 
lowest-level needs are predominant 
until they are at lea~1 partially satisfied, 
at which time b~gher-Ieve! needs 
emerge and become: the energizers for 
fulure behavior. Maslow states Ihal a 
satisfied need is not a motivator of 
behavior. 

.r 

Although Maslow did not intend 
that his theory be directly applied to 
work motivation, the need hierarchy 
can be roughly converted. (See fig. 2.) 

The research conducted to vali­
dale MasloW'S model has had mixed 
results, and most likely, the model is 
not tile final answer in work motivation. 
However, the model does serve one 
very significant purpose-Io make 
managers more aware of the diverse 
needs of people at work. 

Herzberg's Two-factor Theory of 

MoHva\ion 
Frederick Herzberg extended the 

work of Maslow and developed a spe­
cific theory of work motivation. Using 
what is known as the critical incident 
method, Herzberg has posed the fol­
lowing to the many different types of 
workers-professional and manual. 

"Think of a time when you felt 
exceptionally bad about your job, 
eilher your present job or any 
other iob you have r,gd. Tell me 
what happened. Conversely, think 
of a lime when you felt exception­
ally good about your job ... and 
tell me what happened." 10 
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The responses obtained were 
• fairly consistent. When people were 

describing good feelings, they were 
generally associated with job experi-

• ences and job content, and bad experi­
ences were generally associated with 
the environment in which the work was 
accomplished. Herzberg states that 
what makes people feel good and bad 
about their work are two separate and 
distinct factors. The good factors are 
called motivators; the bad factors, 
hygient1. (See fig. 3.) 

Herzberg's theory is closely re­
lated to that of Maslow. The hygiene 
factors are preventative and environ­
mental in nature and are roughly equiv­
alent to Maslow's lower-level needs. 
These factors are important because 
they prevent dissatisfaction and almost 
certain poor performance, but they do 
not lead to feelings of satisfaction and 
consequent high performance. Herz­
berg believes that a person must be 
given a task to perform which is chal­
lenging and meaningful to him in order 
to be motivated. 

Herzberg's theory has also been 
heavily criticized by academicians and 
practicing managers. The most serious 
criticism would appear. to be with the 
methodology employed. When re­
searchers depart from the critical inci­
dent method (describing one instance 
when they felt either particularly good 
or bad about their job) used by Herz­
berg, they generally obtain results 
which are quite dii'ferent from those the 
two-factor theory would predict. II An 
additional point of controversy over 
Herzberg's theory is the listing of sal­
ary or pay as a hygiene factor. Herz­
berg states that pay is the most impor­
tant hygiene factor, but many people 
feel that even this preeminence among 
hygiene factors may be an overcorrec­
tion for many workers. In other words, 
pay can be and is a motivator for many 
people. A study by Lawler in the early 
1970's has shown that money can be a 
powerful motivator for some people. 12 

Still, Herzberg's work is extremely valu­
able to pr"l,cticing managers because it 
provides an understanding of job­
content factors and worker satisfac­
tion. 

Figure t. Self Actualization Needs 

\ 
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ta ney Theory of Motivation 
Expce 

In an attempt to address some of 
the limitationS of Maslow's and Herz­
berg's motivation theories, Victor 
Vroom proposed the expectancy 
theory of work motivation in 1964. 13 

Presently, there are many models of 
work motivation built around the con­
cept of expectancy theory. Most aca­
dElmicians have embraced the 
expectancy theory because they feel it 
more adequately describes the motiva­
tional process of individuals than the 
more simplistic models of Maslow and 
Herzberg. It shoulrl be recalled that 
Maslow and Herzberg believed that all 
behavior was goal-directed and that 
these goals represented satisfaction of 
basic human needs. By way of con­
trast, the expectancy theory stales that 
a human being is boih ernotional­
seeking satisfaction of needs-and 
reasonable--thlnking through what al­
ternative actions will satisfy needs-at 
the same time. In ,-affect, we try to 
predict the consequences of our be­
havior with respect to the payoffs we 
will receive, i.e., there is a cognitive 
aspect of behavior. Basic to the cogni­
tive view of motivation is the notion 
that individuals have cognitive (subjec­
tive) expectancies concerning the out­
comes of their behavior and have 
preferences among these outcomes. 
Thus, people have an idea about pos­
sible consequences 01 their acts and 
make conscious choices among con­
sequences according to their probabil­
ity 01 occurrence and their value to 
them. "Thus for the cognitive theorists 
it is the anticipation of reward that 
energizas behavior and the perceived 
value 01 various outcomes that gives 
behavior its direction." 14 

10 I FBI Law Enforcennent BulletIn 

For example, considC'1 the situa­
tion of a young patrolman ,.Iudying for 
a sergeant's exam. The IlIght belore 
the exam tt1e palrolman IS trying to 
decide how to spend the (lv(ming, He 
has a number 01 choices He could 
stay home and study, go to the local 
gym and work ou\, go to t11l' neighbor­
hood bar, or take his girl to the movies. 
Each choice will produco its own 
payoffs for the patrolman. The one he 
chooses will be the ono which will 
provide the greatest Pilyoffs with 
respect to his needs and values, The 

"If control systems are 
to avoid being 

counterproductive, 
.. . they must 

highlight links between 
effort and 

performance." 

patrolman is likely to havo a sense of 
achievement as a result of studying lor 
the exam, and il he believos (his sub­
jective probability) that studying for the 
exam will lead to a high grade and he 
values a high grade and the expected 
resulting promotion, it is vory likely that 
he will spend the evening in study. It 
may be that in addition to a need for 
achievement, the patrolman also has a 
strong need lor alfiliation. In this event 
he could satisfy both needs by study­
ing with other officers preparing for the 
exam. However, il the officer does not 
believe (subjective probability) studying 
will have any effect upon his grade or if 
he places little or no value> on achiev­
ing a high grade and possible promo­
tion, there is very little likelihood that 
he will study. 

. The expectancy models can oe­
come quite complex and Irequently in­
volve mathematical equations and 
lormulas to predict behavior, This com­
plexity and quantiliability are obviously 
attractive to academicians and simulta­
neously tend to scare off practicing law 
enlorcement executives. This is most 
unlortunate. Obviously, pC'ople do not 
become mathematicians to ligure out 
their every act, but this does not mean 
that expectancy theory is of no value. 

In real life, people trade upon their 
experience and knowledge to make 
quick, subjective estimates of the 
payoffs resulting from various behav­
iors. The true value 01 expeclancy the­
ory lies in highlighting the reasoning 
side of people-the cognitive side of 
behavior. Generelly, if managers can 
cement the link between task perform­
ance and nG8d satisfaction, they raise 
the probability that employee efforts 
will be committed to organizational 
goals and objectives. Managers are 
employed to assist in realizing organi­
zational objectives, ~nd tt1eir effective­
ness depends upon the cooperation of 
their subordinates. They must clarify 
for subordinates the paths 01 behavior 
that will fill the subordinates' need sat· 
Isfaction and insure tllese paths are 
parallel or complementary to attain­
ment of organizational goals. 

The central notion of expectancy 
theory is that people will act in a partic­
ular way as a function of how certair. 
they are that the act will be followed by 
a reward and what value that reward 
holds lor them. The reward must be 
contingent upon performing specific 
acts which are organizationally desir­
able. Management, thus, is able to 
control organizational behavior by the 
design and administration of reward 
practices. By insuring that rewards are 
linked to organizationally desired be­
haviors and that the paths to these 
rewards are clarified lor subordinates, 
management can establish real control 
of their organization. 

Conclusion 

We have reviewed the control 
process from the perspectives 01 es­
tablishing policies and procedures and 
also from measuring and providing 
feedback on performance. Additionally, 
we have discussed the complex psy­
chological process of motivation in or~ 
der to gain some insight into why 
people behave in certain ways:. The 
first two approaches can be of invalu­
able assistance to law enlorcement 
executives in controlling the behavior 
of their organi;lational members, but 
simultaneously. the limitations and po-
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tential disadvantages of these ap­
proaches must be considered. The 
desire for control and uniformity based 
on policies and procedures must be 
balanced with the necessity of allowing 
decision makers some flexibility when 
confronted with new and unanticipated 
situations. The accelerating nature of 
societal changes serves to guarantee 

'an increasing number of such situa­
tions in the future. Policies and proce­
dures essential to the efficient 
operation of the department must be 
regularly revie','/ed-at least annually­
to guard against dysfunctional behav­
ior and negative impact on members' 
motivation. Similarly, when measuring 
the performance of police officers, ex­
ecutives must insure that the elements 
measured correlate strongly with effort 
expended and performance achieved. 
Departments must measure the impor­
tant elements of performance and not 
just those elements which lend them­
selves to measure. 

rolice executives can enhance 
their ability to achieve organizational 
objectives and control individual per­
formance by understanding motiva­
tional processes find applying this 
knowledge to work situations. By de­
signing and administering the reward 
practices (pay, promotions, assign­
ments, etc.) of the organization so that 
they are obvious rewards of superior 
performance, managers can increase 
the probability of receiving satisfactory 
performance. Officers will discipline 
their own behavior with seif-control to 

Figure 3, 

Herzberg's Two-factor Theory of Motivation 
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increase their opportunities to receive 
organizational rewards. As Drucker 
states, "People act as they are being 
rewarded or punished."ls Management 
control of the behavior of organization­
al ml?'T1bers can be greatly enhanced 
by an understanding of the motiva­
tional processes and by applying this 
knowledge on the job. FBI 
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Measuring 
Blood 
Alcohol 
Content 

The Law Enforcement Standards 
Laboratory of the National Bureau of 
Standards has established a perform­
ance standard for collection/storage 
devices used by police to obtain breath 
samples from people suspected of 
driving while under the influence of 
alcohol. The standard was developed 
for the National Highway \;;,iffic Safety 
Administration (NHTSA). 

Since breath samples are subse­
quently analyzed to detf.rmine blood 
alcohol content, the devices used must 
be capable of collecting a deep-lung 
breath sample and be able to store the 
sample for extended periods without 
degradation, in order to meet perform­
ance requirements and test methods. 
Once the standard is published, the 
NHTSA will use it as the baSIS for 
establishing a qualified products list 
that State and local government:> will 
rely on to purchase equipment with 
Federal funds. FBI I 
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