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And it ig true that the ezxamination of the bases
of morality can destroy morality and lead to
disintegration., It may even be true that a
civilization cen remain integrated only so long

ag its ancient, unthinking morals are stronger
then its head. When men begin to see that nothing
is sure they can begin to drift toward the ethlcs
of Hitler or Alcibiades. As Lycon says in the
trial (of Socrates) no Failth will bear examination,
o btree cannot live if you look at its roots.

Yet freedom can live only when life is constantly
examined and where there are no censors to btell
men how far their investigations can go. Human
life lives in this paradox and on the horns of

this dilemma. Examinstion is life, and examination
is death. It is both, and it is the tension
between.

- Maxwell Anderson




INTRODUCTION

Despite increasing interest in the police by scholars,
adminisbrators and polliticiansg, and the sense of urgency thav
impells this interest, there has been 1little comment on the
place of police personnel practices within the context of the
broader public service. Any solutions proposecd for police pro-
blems, any reforms or restructurings, will be Incomplete 1f the
underlying public service context is ignored: 1f we fall vo
congider the external goclal values that serve both as sources
of the original problem and of resistance to effecilve reform.

Ag a conceptual Tramso for thig topic I will usoe the

delineation of the broad lssuves facing the publiec gservice thatb

is developed by Fredopick Mosher (1968).1

The focus of this discussion will be comtrol of the
police, In an effort to rectify what many see as excessivoe,
independent police power, a wide range of remedies hag been
proposed. Given the realities of today's police, it 1s my
feeling that many of these romedies are elther unfeasible or
guperficlal. They often stem from an overly-onthuslastic
eapplication of the technigues of business management to pro-~
blems that are inherently political in nature, The first
section of this paper deals with what I regard as the limits-
tions of the policy planning approach.

Following sections seek to review some of the basic

reglitlies that must provide the context for police reform,



Those reslitics sre (1) politicization of the police; (2) uncers
telnty in police responsibility; (3) representation and recrult-
ment problems in tho police; (L) elitlsm; and (5) unionism,

I hope te show that the entire lsguve of police control
is related to the shifting struggles feor influence by all groups
in the soclety. Piecemsal efforts to change the pollce thyough
recruliment poliecies and technologlical improvements will have
a limited, although positive, effect. The long-range problen
will be asolved or roplaccd by longe-renge chenges; 1t is tho'
short-range problem of channeling police grlevances aond decroosge
ing the politicization of the pollce with which I sm primarily
conicerned, Police uwnionlsm could well provide the best ansver
for theso problems. It exizbts as a fact in more and more urban
forces., Rather thun viewing 1t as an alarming developﬁanﬁ,
pollce oxecutives and the public should consider the positive

Tunctions it could serva,

I. POLICY PLAWNING VS, "MUDDLING THROUGH"

Policy maliing in boday's police has boen describod by
tho Presidont's Crimo Commission (1967) as "unarticulated
irprovisetlon," sgaingt which tho commisslon proposcs a formale
lzod epproach that Yaoticipates soclal problems and adspts to
meet them before o crisis situation arises.”" (p. 18)

Omitted from this dlscussion of sdministrative policy

makling, however, aro tho serious lssues surrounding administrative




digscretlion. The tensions botwoen administration snd equitable
justice arc as real as thoso croated by unarviculuted luprovie
satlon. The latter approach, however, l1lg more acccssgible to
ad justmente from the political sphereéa

Lindblomts “Selence of Muddling Through'" (1959) is much
like unarticulated lmprovigabtlion, and he hag made a strong
argunent for this approaoh,3 Plonning, or thoe g prilori cone
structlion of new policles, requlires a thoroughness in oxamine
stion of environmentval realltlies that 1s raroly atteinod, 4
Thig is especlelly truo in police worl, whers oxternal polle
tlcal and soclal wvaluoes and roslltics are centreal, not Incle
dental, to changes in pollcy. Wilson (1968) hag roferrod to
thoso values and roalitics ag the "political culture"? in whieh
the pollice function; adminlistrative policy making must involve
that culture.

Bub can policy plamning deal succesgiully with pollce
probloms that are pelitlceal in nature? Polltlecs moana coplng
with potentiel crises and unrogolvoable questions; if theso
questiona had adminiastrative answors, they wouldn't bo political
questiong. Santayans once obsorved Ehat no long-range problen
can ever ho solved because beforo the solution cen bo luplos
monted tho ground has ghifted ond the problom bscomes lrrelevoent.
Too much planaing wlll only obscure tho shifting rceallitlos that
underlie pollco problemy.

New interest groups ond newly defined lgsueg aro moro
liltely to be rosognized through an improviged approach; ade

ministrative exportise tends to copo so woll with symptoms of



grave problemg that the underlying causoes are only exacerbated.
In meny rospocts, this bas been the case in the Blsck Revolu-
tion of which we are aware today. The underlying causes of
black deprivation sbtem from a disproportion in the political
sengitlvity of the body polisic as & whole. Improvemeont in
police eensitivity by means of increased planning may avold
cortaln crigses, but only at a longe-range cost which the public
mist understand, asg only they caen provide golutiong. Evoen
when the administrative pollcy maler 1s aware of the politilcal
ramiflications of problems, he lacks the flexibility that a less
structured approach can offeroé
Scholars lllke Wilking (1965), employing a concopbt of
'l' "devionce amplification," recommend a reduction of police acw
tivities in many areas to avold the escglation of tenslon ofton
caused by police sction. This I necessary in many cases,
but does little to solve basic problems. At igsue 1y the applie
catioﬁ of a gingle standard in a pluralistic soclety. Real
communlty differences are nowhere more Iimportant than in police
work, as ls evidenced by varying police responses in different
arecas.
A reduction in police does not free each person to do
hia oun thing; it forces everyone who lives in the less policed
area to accopt the communityl's definition of morality. Therce
fore unless every agency that has contact with the community is
‘ preopared to follow the lead of the police snd reduce their
actions 1n order to reduce tenaslions, the burden of solution

will merely be shifted from the police to other institutions,
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f1.eq, schools and employers.

The Crime Commlsgion bolleves that there is no conflicth
between administrative discretion and thoe rule of law and that
adnminigtrative policy mallng i1 likely to be more protoctlve
of individual freedom in the long run. Tho merit of this assass-
ment aside, the central issue hag still boen overlooked. Tho
rule of law allows us all due process. Most cltizong want Lomse
thing more. We want indulgence., If I smolke pot, I nay be given
a felr trial, the necessary appcal procosses to question the
Judgment of the court, the legliimacy of the law and tho right
and falr amount of punishment. Bubt I don't went Jjustice, I
want to smoke pot without punislmwient. Tho commisgion faills
to see the utility, within a pluralistic soclety, of vague,
over-goneralized law that allowsg for indulgence thet is digguised
as Ilnefficlency.

A policeman necescarily operates upon standards that are
unknovwn or shift with different inteorest groups. Ho must re-
gpond to the unarticulated political pressures of his cmployers,
wlthout exceeding or even acknowledging them, ! An example of
this process: On May 15th of this year, Alameda Doputy Shoeriffs
shot and killed a cltizen in Berkisley and injurcd éevcral others,
Amidst the general outcry that lollowed those tactlies, tho
Alameda County Board ol Supervigors ammounced an vnexpoected
2% percoent pay ralse for the doputies. It 1s difficult not to
Interpret thls as a roward for the use of violenco.

Plamming may bulld a degree of flexibllity into agency

policy through structural provisions desligned to respond to
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changing situations. But the very existence of these provi-
sions andvth@ biases thet inevitebly inform them jeopardize a
"society's ability to inltisbte gonmuine political adjusbments
viwenr thoy sare necessaryoa As the above exarplo shows, many of
these adjustments are negative in character. Bub the basic
method of rosponse heg tho greatest potential for positive
reform, given the Amerlcen pollcece structure as 1t exlsts today.

Crozier (196l.) describes France's abllity to chanpge an
over«intellectuallized, rationalliatic bureaucratic structuro
through the "alternation of poriods of roubine and crisis and
the nead for crisis for breaking up the daily routlne order."
(p. 286) Croziorts snalysis indicates the ubtility of crisis
for Introducing inmovatlon into an excassively buroauvcratic
gystem, one vinich hag over the years dealt with the basle soclal
needs of the Fronch people. Crisis is not merely useful for
introducing change, 1t 1s often the only means by which an
agency changes at all,

Although planning is an importent component in any
roform of police practiceslwe should allow for increascs in
political Tloxibillity by a refusal to plan: a refussl to
incrcase officiency so greally that when crigis forces a dif-
forent approach there will be the wenns to do so without having
to roformulute policy for the last flve or ten years., 20

Alﬁhough the ugo of more soclal sclentiflc and modern
bugincss management techniquesto gather information for pollce

pollcy making is a desgirable reforu, 1t must be recognlzed - -that




these teclmiques overlook, or accopt as glvens, or repard as
obstacles to be manipulated, the political realitles to which
a more traditional police administrator would Instinctively

reapond,Ll,12

IT. THE PROBLEM: CONTROL OF A POLITICIZED POLICE

The decline of traditionalism within a socioty brings
decline of that socioty's solf-rogulatory functions, 3 As
these functiong deocline many institubions regpond by becoming
more gensitlive and rogulptory themsolves, atteuplting to fill
a songed vacuum. Many conglider the police a valuable bool fon
impoging reopgulatlion, which in pert accounts for the incroased
competltion for police loyalty by many intercat groups.

An ingtitutlion whiceh has paralleled the police iIn change
of function la tho military. Changes within Amerlcan gsoclotby
and international rolatlons gince World War II have changed thie
rolo of the military. Janowlts (1967) notes that tho militapvy
hag changed rom "singlo-minded netlons of viectory or destruction
of the enemy" to "purgults which doly simple categorizatlion except
to the extent that tloy vroepresont offorts to contribubo bto & now
basis for world order." (p. 2)4

The policeo have also boon foreod to glve up single-nindsd
notions of the pursult of eriminals (although mogt thoughtful
police never held such notlons) to pursults which also defly
cabtegorization and are ofton contradictory excopt as they repro-

gent gocloty's efforts to contribubte to a noew basis of soclal




order within the country.

A baslic contradiction has been bullt into America's
police by combining the two funciions of crime control and
order malnbtenance, functions which require opposite strato-
gies.lE "The incompatibility of these two strategies'was
never resolved and American police departmonbts today suffer
from that legacy." (Wilson, 1968, po 81) It is these income
patibllities with which s ocial reformers must now be concorned.

At our present level of socisal tension, the growlng
concaern over control of pollce behavior touches upon a very
sensltive area of our political system: the concept of checks
and controls. Although the courts attewmpt %o check the excesses
of police prectices by working with the "principle of legality,"
l.2., ruling certain evidence inadmissable, this does not allow
them to control police activity.+® Neither can police policy
decisicas control indlvidual polilce actiong, beyond checking
the obvious excesses, -

Walker (1968) and Skolnick (1969) both contend that we
have lost real control over our police. They disagree as to
where the break in control has occurred, Walker sees the police
behavior at tho Democratic National Convention as reflecting a
loss of control by police authorities over indlvidual polico-
men; Skolnick translates the police behsvior in this and other
actions as a loas of responsiveness to external control by
political and legal authoritins. He claims that we are suelng

"the emergence of the police as a self-conscious, independsnt




political power....Thus, difficult though it may be to aprtle
culate standards for police conduct, the present police milie-
tancy seems to have exceedod reasonable bounds . " (p. 289)
Magobtbi and Corsits (1969) analysis of police boehavior in
Cleveland in July 1968 supports Skolnick's position.

One result of increaging politiclzation 1s the blending
of the concepts of chocks and controls. When an agency or ofilice
is iwporvant enough to the political structure, those difforing‘
concepts becoino identical acvions. An exemple is & bureaucyatlc
leader like J. Edgar Hoover, who functions simultancously as
an ageney head and a political sgpokesman. As police chilefls
become gpokesmen for political constituencies they will no
longer merely functlon as bureaucrabtic administrators; thoy
will oexercige contrel in the political sense. This oubcomos
of the trend toward police politicization is crucial for under-
standing the place of police within the American structure of
public agencies., It wlll become less and less relevant to
considep police agencies merely as another type of public secr-
vice bureaucracy, or to evaluate thelr relationship Lo the
commmunlty in these terms.

Cailden (1967) points out that most bureauvecracies are
protected from politicization only by being btrivinl, technical
and dull, Public apathy toward thé dally operations of the
Federal or state governments, so deplored by politlical morale
ists, 1s not merely the result of complacency. Most of what
government does is not very interesting. Few people can be-

come a8 involved in the process of budget construction as in
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baseball. The high level of public interest in internal policeo
oporations, reflected in calls by leftists for extreme control
of police or by rightists for an "unleasing" of pollce, demcn-
stratus the weakness of past police management. When personncl
probleoms are politicized, decislons are inevitably made with
minimum consideration of ihhernal structural limitatlions.
Wilson (1968) deseribes the diminishing area of managerial
floxibility as the "zone of indifference" within a "political
culbure," | |

Increasing involvement of police officers in politilcsl
gffeirs, union and civil rights activities (on both sides of
the issue) leads to conflicts both within and outslide of the
individual police agency. Success in one area often leads to
frustration in others. As police executives become more ine
volved in the broader political issues confrontlng the commune-
ity they are forced to compromise, often interpreted by police=
men a3 a "sell out." This can result in policemen openly
distrusting thelr superiors and speaking against them polil-
tleally, although these may be leadsers who worked their way
up through the ranks in the traditional manner.

At issuve throughout the American police structure is the
interactlon between external pressureg for diverse services
and internal responses to these conflicting demands., The
resultant tensions are a function of and contribute to the
politiclized atmosphere in which police ﬁroblems and expec-~

tations seek resolution.
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ITI. URCERTAINTY IN POLICE RESPONSIBILITY

The concept of police responsibility is vegue and
relatively uneszplored. Phrases like "rule of law," "demow-
cratic society,“ "establishment" and "power elite" are usod
by different people to describe thelr perceptionsg of those to
whom the police snswer. It has traditionally been chargod
that the police are accountable only to the ruling class,
although not themsolves a part of that class,

Civil government, so far as 1t Is institubed
for the sccurlty of property, is in reallty
instituted for the defenco of tho rich agalnst
the poor, or of those who have gomg property
against those who have nono at all.

(Adexa Smith, 1776)

It is more commonly sald that pollcoe are directly
responsible to the rule of law, a legalistic inberpretabion of
police regponsibility which is reflected in the formal traine
ing given to police recrults. Although true on the normative
level, actual police practices do not support 14,17

Police leaders frequently egpouse the noed for police-
men to understand the exact meaning {black letter) of the
law. This may be seoen aa one response to thse vaguenesg of
police regponsibility. "Dictionary definitions" willl protect
the individual from the pitfalls of interpretive enforcement.
The discretion available to every patrolmen, however, adds
multiple dimensions to his accountabllity and turnsg black

letters to gray. Unlike most other civil servants, a patrol-

man'sg real resgponsibllities are by definition unclear and
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contradictory, This type of uncertainty is unlike that with
which business deals in the sense that it cannot be reduced
through increased external data gathsring.la

Lack of clariby in regponsibllity serves a positive
function by placing a political safety valve betwoen a
goclelby's moral ldeals and the roalities of daily human
sctivity. It permits soclety to function without the need
elther for totalitarisn control or & philosopher king to
write the laws., It also protects declslion makers from the
unintentional effects of their declsion by shifting blame to

police misinterpretation. Uncertalnty lowers efficlency,

however, by impeding the translation of Informaetion into action

end action into information. ?

Unceytainty is a formidable tralning and motivational
tool for the management of committed officers. If officers
are never quite sure what authority wants them to do, they
will watch their leaders closely for subtle clues. One could
caell this the "Becket syndrome;" in reference to the clessi-~
cally ambiguous stabement by Henry II that led his followers
to slay Thomas & Becket. For an illustration of thia, see
the bobttom of pége 5.

But uncertainty operates negatively in the area of
selectlion and recruitment,- R@aliatic standards of selection
require knowledge of the work to be performad.‘AWhen there is
uncertainty one rmst elther include as vaeried a pool of skills

ag resources will allow, or have the time for staff training



as basks change. Since recruitment tekes place only at the
patrolman level, personnel officers will be forced to use thig
low point in the hlerarchy for providing a wicde variety of
skillae even though only a émall percentage of officers will evorp
be required to use them. The maintenance and training invelved
inevitably mean higher costs for the agencyego The disparity
between formal selection criteria and job requirements, and the
costs of retraining employed personﬁel, are major arguments

for lateral entry into a pollice agency.

Shifts in agency oricﬁtation mean not only new glkillls
but new personality types as well. As stated by Don Hoppe,
patrol supervisor for a private protection associaﬁion, "Guys
who want to wesr a badge and carry a gun mst be woeded out, "2t
Recrulting new men or training old men in new skills intro-
duces clashes within the force.

Another negative result of uncertainty is its c¢ffect
on.ﬁhe pergonality of the individusl patrolman., There 1s
considerable evldence that a person exhibiting a high degree
of authoritarianism has a lower tolerance for uncertainty or
amblvalence. Its presence in hig work results in a frustration
of expectation that inevitably affects his attitﬁd@ toward
superiors and external authorities. This leads to cynicism and
low morale, as Wilson (1967) found in his study of the Chicago
police. A survey among New York City patrolmen reported:

- All in all, there is a high level of dissat-

lafaction among patrolmen. Many feel strongly
that they are not getting enough backing from




the department and lack the authoribty they
need in order to do their job as they think 1t
should be done and as most think the community
wanss 1t done. {Opinion Research Corp., 1968
p. vii) ‘

Police problems are strongly reflected in the morale
of the individuul officer. One reason for low morale isg lack
of effectiveness in coubating crine.22 Incroased police
gtabtus and working conditions may make the public more de-
manding of the police for regults that cannot be delivered,
thus lowering morale instead of raising it. This and other
efforts directed at improvement of morale without careful
congideration of other ramifications may have serious effects
on the total society:

The task of sustaining police morale cannot
be left to the police themselves; it requlres
& community effort. The alternative may be

a police force which, however competent,

functions ag an army of occupation., (Wilson
1967, p. 162.)

IV, POLICE REPRESENTATION AND THE DILEMMA OF RECRUITMENT-

One of the most visibie characterigticas of police gmencies
is the lack of minority representation., Leaders both within
andAoutsida police work are concerned with this issue, many
inbterpreting it ag the most crucial problem facing’the police,

Mosher (1968) makes a distinction between passive and
active representation23 which illuminates the real limitation
of thils type of reform unleszs it is accompanied by genuine
changes in policlng itself, The desirable balance 1s obtained

when a combination of actlve and passlive representation is
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present. Only passlve representation can be achisved through
adminigtrative decislons; active represcntation regults from
the balances and values of the community itself.Zd This is

not to imply that minority recrultment wlthin police is a
futile gesture; on the contrary, it is a vital part of current
police reform, Bubt it will not in itself ensure that minopre
itles are falrly represented. When the black community auvtoms-
tically regards a black policeman as a "vhite" man, represen-
tativeness hay not been achieved.

The value of passive representation has been accepted
by the Federal government from its hegimmings. Less officlally
thig concept cen be foﬁnd in the traditional "balancing" of
political tickets, or the reserving of certain offices for
particular interest groups:25 the head of the Childrent's
Bureau is always a wvomati; the Assistant Secretary of Health is
the AMA's man, In commenting on the Presldentlal conmissions
dealing with crime (1967), c¢ivil disorders (1968) and violence
(1969) as "blue ribbon" juries of citizens which passively
represent the multiple interests of our soclety, Skolnick (1969b)
hag posed the quesiion of whether we still live in a soclety
where this form of representativeness can work¢26

The usefulnesa of passive representation to legitinize
police action rests on its "face véiidity."eT Half the offi=
cers polled by the Opinion Research Corp. felt that the police
shoﬁld represent the community ethnically, and in the police=~
men's judgment this was the attitude of the community as well.

But if thils passive representation becomes active, c¢ries of

L
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discrimination and favoritism are ralised and the very legle
timacy of the governmental authority is challenged.

When consgidering the police and blacks, two questions
mist be asked: Do blacks think that the police represent
their interests? And why does the white community accept
present police forces as representing theirs?

Blacks claim that the answers to these questiong are
obvious: racial composition of pollce forces. A reliance
upon face validity, however;,; has relevance only so long as
no measure is made of results. A distortion is creaﬁéd when
pasgive and active reprosentation are confused or blended.

When a segment of the cowmunity is represented merely by

faces (black or white) on the police force, that segment may
feel that they have influence or power, but true represene
tativensss can onlylbe megsured by what the force dOGSeZB

If any group begins to doubt whether or not an agency represents
them this doubt spreads to the whole communitj° Other groups
test police response.to their interests, When an agency has to
be made "more" representative, there ls some doubt aboubt the
baglic structure that allowed 1t ever to be unrepresentatbtive.
(Isnft "3afer"‘less safe than "safe?")

Multiple communities demand représentation by the policé
and express the legitimacy of their demands in very'different
ways: the business man in economic termg ("I pay your salary");
the working class white in terms of é cormon moral code (what

the "good" or "respectable" people want); and the professional




and. edﬁcated clasgses in terms of efficlency or legalilsm,

As soclety tests the police for assurances of power
most groups discover that their influence is less than thoy
had believed.>? The current demend for more formally educated
police may in part be a drive by the growing class of profes-
sionals and educated to gain influence over police action.

The educated classes have always been attfacted to power, Police
power used to be viewed by them in a sour grapes fashlon; l.e.,
they were not represented buv 1t wasn't worth much anyway. This
is chénging to en effort to make "them" like "us."

The discovery of loss of influence by the white working
class, however, 1ls more dasngeroug to our soclevy. The roasons
are simple: there are so many of them; thelr grievances are
being ignored; they are less identlifiable then blacks; they
lack a unifying tradition, even one stemning from common advere
aity; they lack political leadership; they have access to the
means of violence and a history of their use,

In a rapidly changing society like ours, mere pagsive
representation is no longer acceptable as a msssure of power
over a police force. Most people are powsrless, but ths edu-
c#ted are well pald to Torget 1t. DBecause blacks question the
represenvativeness of the pollce, working class whites will do

gso too. Add to this the relative lack of police efficiency
and a potentially explosive situation is present. Whites,
however, are still willing to accept‘symbolic gestures toward

representativensss that blacks have come to reject as meaningless.
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The currcent decline of passive representation as a
stabilizing force ls historically unigue for several reasons.
Although there have been meny eras of American history as
violent as today930 we now see not one but a serics of move-
ments with a much broadsr focusﬁ Multiple groups demand
influence on police actions and present 1egitimaée claims fop
reprosenvation., Larger arseas of socia} life are affocted and
communication gbout events is almost_instantaneousof

This broad social and historical context, although dif-
ficult to define and more difficult to interpret, should be
taken into‘account by thosc¢ who seek to cure the inoqualities
of our loegal structure through the balance of personnsl in
public agencies. The importvant issue js active reopresentation
by all segments of our pluralistic socisbty. We are near the
close of a decades that has been marked By the frustrations of
large numbers of Americans: Dblack grievances ag felt by black
men rather than guilty whites became an issue of general concern
for the first time in our history; poverty was "discovered" and
attempts to eliminate it only cast doubt on the sincerity of
public officlale; disenchantment with forelpgn polilcy alienated
a vést croag sectlon of ths population from thelr government,

If unreversed this trend will mean that the powerlessness felt
by blacks today could extend to the majority of whites as well.
Wildavsky (1968) has spoken of the creation of an "equalitarian®
goclety where the fears and dangers of black urban dwellers in
the 1940's and 1950's are e xtended to the full urban community.3l

If these groups follow blacks in the use of extra~legal actlvity,




the country would face the prospect of an urban Populist

revolt.

Representation, on at least a passive level, meons

changes 1n the tradltional methods of police recruitment, This

18 the area of police persomnel practlces that is currently
receliving the greatest attentlion, The effort to recruit a
higher proportion of minorlty members often roveals the polarity
between these pgroups and the traditional image upon which past
recrulimesnt has been based, Imnovations in thils ereca are an
attempt to adjust the present structure to meet now demands. I
may be true that signifilcant minority rocruitment will mean
changing the sbtructure more than the methodology. But a measurc
of success has been achleved, especlally in large urban depeart-
ments whare the pressure from minority groups has been tho
strongest.

As in other public service agencies, police rocruitment
policies are supposed to be politically nocutral. Mosher (1968)
hasg discussed the evolution of the clvil servico 1deal in this
country. Police were slow to acccept the merit system for two
reasong: the decentralized and localized nature of police
work and the politiecal context of palice functioniug,BZ Evon
during the strongest period of civil service reform, there wereo
volices within law enforcemsant who accepted it only as a neces-
sary evil. Among these was August Vollmer .33

Conventional civil service recrulting 1ls based on a
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number of premises that have been challenged by modern pollce
exporlence: government omployment is highly desirable; it
1s gimple end practical; individuals will maintaln a high
personal motivation for promotion within the system. Curront
police literature 1s full bf new recrulitment approaches de-
signed to overcome the limitations inherent in these premises,

Today's competitive labor market has resulted in spirale
ling costs for attracting qualified police recruits. Minorlty
demands for pagssive representation within police agenciles are
raising these costy; despite the Ilncreased publicity polilce éra
still falling to recrult enough qualified officors.

Established recruitment procedures have tended to favor
a certain type of recrult having charactorlstics which are not
equally digstributed acrogs the population.3u It is difficult
to find qualified black men who it the pattern that police
departments expecf and feel 1is necessary fbr the kind of law
enforcement they want. The incongrulty between these tradle
tional merit stindards and the minority point of view 1s illug-
trated by Malcolm X's statement that any black man in-America
who 1s not an exbtremlist is psychotic,

Police personnel officers are thus faced with the pro-
blem of finding black men who are willling to give up certain
politicel rights; who will accept service as a passive repre-
sentative; who are politlcally conservabtive or able tc function
in an uncongenial atmosphere. Thls means the examination of a

higher proportion of applicants than to find qualified white

recrults.




Curtis Brostron, Chief of Police in St. Louis, Mlssourdi,
outlines the recrultment measures that hig depertmont has
taken:

Our biggest concern has been with a shortope of
qualified applicants and, most noticeable, of
qualified Negro applicants., We have utllircd

ads in Negro newspapers, leaflet campalgns through
groups like the Federation of Block Units, "Cavecor
Day" talks at high schools and direct contact with
placement personnel at collegos -- including Lincoln
Universlity, historically a predominantly Negro school.
The results have been disappointing. We arve still
short of quelifiled applicants. (196l, p. 25.)

The city of Berk@l@y35 hag followed & simlilar courso.

Yet this depértmsnﬁ wag gble to recrult only ll.L percent minority
patrolman over a two year poriod, in a communlity with a 30 pore
cont minority population,

Philadelphiats efforts to recruit 1000 new men, equle-
valent to one-seventh of the total force, with emphagis on
black recruitment, are similar. The department set up instant
testing centers; used personalized letters to individuals
and lawnched an active Gelevision and leaflet campaign.36
These innovative recruiting techniques reflect the problenm
that departmonts all over the counbry are having in recruiting
quélified patrolmen, not merely from minority groups but fyom
the larger conmunity as woll,

Related to the recruitment problem lg the traditionally
low degree of police mobllity. Compared to other occupabional
groups there 1s little mobllity in the police. This greatly

affecﬁs the bargaining power and control that management has

over employees.




Positive recrultment of minority groups has worked to
Increase a certaln type of mobllity bebtween policing agencies,
Exemples of "praiding" are becoming common. Iﬁ one case, three
members of a famlly of black policemen resigned from a city
force and jolined the county sheriff's office with promotion.37
Industrial securlty forces have also filled positions in their
roanks with the few trained black policemen on the local'for‘ce°

There has also been competition with other occupatlonal

groups. As minority recruitment iporeases in business and
education; minority members captured by a police force leoave

it for other types of work. It has been shown that past minore
ity repregentation on police forces and other government agen-
cies 1s ofton a functlion of rejoction by other parts of the
1aborvmarket.38 As employment barriers break down, mobllity
of blacks and other minoritlies out of police work is to be
expected., When this occurs simultaneous with demands for
increased minorllty representation, a c¢ritical reéruitment Pro=
blem is craated.3% |

Mobility of blacks within the police is complicated by
the trend toward vertlcal specialigzation. Prqmotion usually
occurs within divisions that are organized on a functional
basis, e.g., btraffic or detective.” Racial integration of divi-
sions rathor than entire forces maﬁ be a disruptive factor in
police orgsnizations in comlng years. In 1967 the Memphis
Police Department, for example, had a complement of 750 men

of whom 50 were black officers., "Although there are now several




Negro lieutenants on the force, all are in the detective
diviglon and none has yet been asgligned to a command of
subordinate uniformed officers." (Tena., St. Advis. Comm,, 1907,
P 3.) In San Fraancisco the development of a separnie cou-
manity relations division to be heoaded by a black patrolmoa
has created great dissension within the departmont.

The use of black officers In these new units poscs
special problems. The black becomes the department narginal
man, forced to commumnicate to hobth tho community end tho raost

of the departmznt.

V. POLICE ELITISM

Increaging criticlsm of the police has reinforced thelir
Feeling of separation from the rest of the community. Many
attempts to introduce change Into the police structuro fall
because they challenge the inherontly elitist nature of that
structure. Mosb personngl décisions are affected by police
elitism,

Mosher (1968) notes that although the bverm "elite" has
negative connotations, it is both useful and important for
understending today's public servico Ho dofines elite as
"a small group in a given sociebty differentiated fron the
rest," (p. 19), bub when applied to the police there is an
important additional characteristic: the feoling by police
that their occupatlion has less prestige with the general
public than 1s deserved U0 As an elite "pariah" they are

moralistlic and tend to become cynical when confronted with
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amblguous instructions., This work environment subverts any
sttempt to heighten morale by means of fecvuitment and pro-
motional changes., Negative interpretations by police of theilr
prestige persgist despite evidence that they are not rated as
low ag they think they arec.

Police cliviasm is present Iin the ideology that places
policomen above certain laws, or in a pbsitionvto interpret
them independently., This is based on a view of "higher law"
superseding that of the state which police enforce but do not
necessarily obey°41 BElitlsm tends also to suppbess innovation‘
unless 1t 1s introduced by those who are fully socialized into

police work already. New ideas from outside scurces are exX-

tremely suspect and are rarely adopted except in & superficial
way, 42

The group rejects any ideas which would endanger its - .
elltlst values, as would meny modern reforms that are suggested
by outslders. Since the alternatives already present within
the police do not represent the total ealiternatives avallable,
olitlsm Qill remain a handicap to innovation.

The process of selecting and rejecting ideas through a
closed perspective favors a course of technologlcal improve-
ment of exilsting means. Acceptable ideas are researched and
tested internally prior tc any poliﬁical sounding in the broader
society., This automatically places other ideas at a disadvan-
tage.

‘The tendency of elitism to limit alternstives on a

philosophical basis may be illustrated by the U. S. Forestry

i}



Service, which has adhered since its inception to a phile
osophy of multiple use of natural resources. Data, debatbos
and decisgions are geared to this principle of multiple uso.

Wilderness preoserve, by definitlon having only one user, is

. glven little attention. The Forogbtry Service hag nevor soen.

itsell as a protector of land for 1ts own sske. Pressure from
outside conservaticn groups is necessary to set forth thilg
alternative,

Proponents of lateral entry in the police arc partly

- motivated by the desire to decrease thils elitlst inbreeding.

Recruit tralning is another aroa whore reformers pin their
hopes., Evidence indicates, however, that training bears
little relation té the realities of police work. What MeNemara
(1967) calls the “eultursl discontinuity’ between tralning and
practice 1s likely to prevent changes in training from influe
encing a policeman's basic orientation. The real sociglization
and education of police recruits comes from older officers.
Present promotion and salary standards also tend to
perpatuate rather than reduce pollce elitism because they
are based on internal standards. Pollicemen see promotlons
as'being awarded.either for senilority; for limited and spec-
ialized aspects of police work (shqoting someone); or for
success In the internal politics of-the sgency. A patrolmon
might refer to external'criteria (e.g., responding to socisal
needs) as "good police work™ but be cynically aware of what

it takes to get ahead in hils department,
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Wilson (1968) has referred to the hopes of some police
executivés that police problems will_be solved by recrulting
more "good men," with "“good" being defined as reflecting a
middle closs blags, This will not, in his judgment, meet the
problem. Although the call for representativeness within
the polilce 1is increasiﬁg;‘so ig the strength of its elitist
structure. The qualities of the recrult will have littl@
relation’to the qualities of the established police officer
he will become.

VI. THE GROWTH OF UNIONISM WITHIN THE POLICE

Many misunderstandings wlthin the police structure are
caused by the traditional view of responslbility, euthority
and bureaucratic power to which police executives adhere. In
practical terms this means that as you rise in the hierarchy
your view of the situation broadens, your authority and
éccountability increase, end therefore your judgment becomes
final except as it is subject btec the judgment of those above
you.

In pclice work these ldeas are clearly open to question.
This structure mokes the patrclman much less accountable than
his superlors, whereas he is the person who actually enforces
the law and exercises discretion in the field. The tradiﬁional
structure may protect police leaders from criticism,u3 but
as a method of relating responsibility, authority and promotion

to agency goals it 1s a failure,



Partviclpatory management and decentralization of decisgion
making have been accepted on such quostiong as pollce tactics
in a field situation. In personnel, however, they have as yet
been ccnsidered unthinkable. The unquostioned right of the
verbical chain of command to make personnel decisions has in
reality severely limlted the exzecubtivetls power to alter the
police structure. He isg confronted with such cumbersome mothods
for making changes that few innovations are attempted. He
often needs the specific permission of political bodios to
change shift size, hours and other management problemy, This
brings worker associationg and their lobbles into the politilecal
arensa to express their opinions.

A compareble situation exlsts in the Post Office, where

a strong workers union deals with Congress to secure highoyr
salary and other beneflits, The siructure of the departmont

13 so rigid as to preclude internal change. This benefits the
workers, because the political leaders with whom they negoe-
tiate do not need to conslder productivity and efficiency in
the way that mansgement does. The result is a breakdown in
communications bebtween mansgement and workers which subverts
the purposes and efficlency of the organization. Recent pro-
posals for a radical restructuring.of the Post 0fflice are =2
result of this impasse.

Outside politicsgl activity poses specilal problems where
police are concerned. A peace officer is by law always on

duty. Whon can he act privately and exercise hig citizen rights?
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How can he express personal or group views which differ from
the political vliews of the government or the elected officials
in charge of his agency without speaking as e peace officer?
Theory and police execubtives seem to gay that he may never do
80,

Eighty-oight percent of the New York City patrolmen
questioned by the Opinion Research Corp. felt that the public
was not critical of outside activity by police; 9 percent felt
the public was critical; and 71 percent saw no reagson for the
publie to be criticel. We can expect political and union ace
tivity to increase so long as 1t does not meet strong public
oppogition,

Although seme authorities have held that police work
is a privilege that requires the sacrifice of certain rights,
practlce is presently leading theory in this area.. The COommon
exercise of various worker rights is establishing them asg |
acceptable in a pollice context.

Police associatlons who are concerned with the condi-~
tions of employment and request a voice in decisions affecting
employment are not new. But the active involvement of personnsl
in internal decision making is still unacceptable to police
management.

A majority of police administrators are of

the opinion that any attempt to apply modern
concepts of unionism to the administration of
publlc peolice services would disclose formi-
dable disadvantages to pollce employees and to
public safety as well....BExperience has demon-
strated clearly that labor unlons rely upon

threats of force or even violence to obbtain
their objectives. (Kooken & Ayres, 1954, p. 152.)




Other arguments are forwarded against the development
of police unionism, as in saying that police cannot have the
multiple loyalties that would be entalled by a union cath,

The key objection forwarded; however, is the implication of
the right to strike: the people are soverelgn; management
cannot negotiate; police service is concerned wlth emergencies
involving the public gafety; and police emplo&ment itselfl is

a privilege, not a right.

Leonard (196l.) has taken a strong antl-union position,
He points out that unionism ig only found in police departwents
where administration is wealk.and ineffective. Although he
concedes that police unionism is so far quite limited,; like
most police executives he considers 1t a positive threat in
any form:

Like an individual, a soclal institution may
become sick. Through inadequate leadership and
ill-conceived policies, it may become incapable
of coping with its internsl problems or with
its major social responsibilities. The union-
ization of a police force usually can be traced
to inadequacies of management. (196, pp. 38-9),

Those who decry policé uvnionism overlook several signi-
ficant factors. One is that the informol evaluation by line
officers of management dsclsions ig often the cruclal varlable
of success or failure, especially in‘the forces of small
cities. Public workers are so keenly aware of their strength,
in the face of unbending resistance by management to partici-
patory decision making in many areas, that police associations
have cénw to exploit this strength while neglecting their

"responsibilities, When no union rights are recognized by
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management, police associations are not compelled to show
the reciprocal cooperation that true unionlsm entailS,

The threat of police strike 1s foremost in the publlc
mind when confronted with any form of police unionism, Police
are involved in emergency services which are by defiﬂiﬁion
utilized in a nonroutine fashion. But police rarely prevent
emergencles, they only deal with them afterwards., The fear
of massive social breskdown is an unwarrentéd overreation.

We do have ample evidence that if all social controls are
removed, at the very least the parking laws will be violated,
Crimes against property may rise as well. But as long as

all law enforcement agencies do not strike the community will
survive.

Against these fears must be placed the long-range
benefits that police unionism wlll bring to police agencies.
As presently structured there is a good deal of mi sunderstande
ing among mandgers, workers and consumers in the police field,
Open recognition and attempts to cope with these differences
can only lead to an improveﬁent in relations.

The alternative has been the growth of police worker
aséociations with distinct local and political entanglements.
These associations inevitebly become involved in political
problems as well as worker problems, This emergence of police
associations into the political arena is clearly less desirabls
than would be an open relationship between police management

and line workers.
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Growing police unionlsn, in combination with the strong

antl-union policies of police management, is reminiscent of some
of this country's past struggles in labor organizavion., Induse-
trial unionism alsc had to combat fears that worker organizations
would destroy the system through unreasonable demends. These
fears have led police managers to overlook the positive bheng-
fits, beyond the existence of an independent voice, that union-
ism could bring to police operations. Most observers and police
adninistrators are aware that the image and reality of policé
work are increasingly disjointed. The formation of genuine
police assoclations involved in collective bargaining about the
conditions of employment, personnel policy and other issuecs
will give management better understanding of the problemsg their
agency faces, and will go far in ensuring bthe cooperation of
police workers in agency decisions. Ohe key component in lsgbor
negotiatlons is fact finding; this alone would do a great ger-
vice to a police agency. Past expsrience in using the NLRB,
labor laws and the courts to decide which issues are properly
subject to collective bargaining have served well in adjusting
worker/management relations in industry during the last hald
céntury. Police should experiment with these procedures.
Evidence of unrest among police personnel is present
almost everywhere. Unrest always c&ntinues until legitimate
outlets are found, At present, thls unrest is being defined
end interpreted only by antagonistic political interest groups,

who often accuse police of being racist and reactionary.
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Genuine resolution of police worker problems will come when
managenent recognizes that in additlon to independent power,
unions bring independent discipline and a responsibilivy for

meeting organizational goals.



FOOTNOTES

1 Mosher sees theze igsues as comprising seven basic areas

of concern, which we may translate into police berms as follows:
policy-politice and police administration; police responsiblliby;
reprosentation and representativenssgs within the police; police
mobillity;: police participation In decision malking; pollce oslibe-
ism; and the rights of pollice as public servants. Wo aro deale-
ing with these issues here in a somewhat revligod order.

2 priedman (1967) discusses this issue in several conboxts.
Aristotle's definition of lawg as a body of rules binding uvpon
the maglstrates ag well as the people, and by extension upon
the police as well, 1s opposed to the principle of adminlg-
trative discretion. The balance between justice, equalitby
eand utllity directs Improvisatlion. As woe limit improvisation
through edminlstrative policy making, we inevitably affect the
other factors. Scee esgpecially Chap. 17.

3 Lindblom also describes this approach as the method of
succesglve limited comparison, and demonstrates that rather
than 'no policy" it clearly has a philosophical baglis and
is more realistic than opponents realize. See also Yenezkel
Dror's article "Governmental Dscision Making: Muddling
Through - 'Science or Inertia’" and Lindblom's reply, "Conbexts
for Change and Strategy: A Reply" in Public Administration
Review, XXIV, #3, Sept. 196l.
Shulman (1968) has delineated the issues:
We now come to the question of policy choices.
Anyone who has had anything to do with any govern-
ment knows what a convenbional fiction it is to
speak of governments making policy decisions as
though this were a detached and rational procesgs;
more often than not, decisions tend to build up
like coral reefs from the accretion of small unobe
gserved deposits. 4nd if in addition we take dus
account of the complexity of forces in the world
largely outside the control of even the superpowers,
and the contradictory considerations and domestlc
compromises under which any government has to opere-
ate, we are even less likely to approach the subject
of policy altermatives in the expcecctation that de-
tached reason will govern the course of events.
(p. 392)

b Before allowing wldespread acceptance of PPBS in police
agencles, police executives should give attention to the
arguments of writers like Wildavsky, Gross and Mosher in
Public Administration Review, XXIX, #2, March/April 1969,
Grogs comments in thils context:
PPB was initiated, as with many other managerial
techniques, 'in a burst of grandiose clalms of




"hreoakthroughs" and exaggerated applicabion to
irrolevant sltuations.! It has been ploneered
by many technical specialists who -- with little
understanding, less interest, end no experlence
in general managewmsnt -« tend to propagate the
tfallacy of menagemont (or administration) as
technical gadgetry.! (p. 115)

Sehlesinger's (1968) "System Analysls and the Polltical Process!
brings home the lack of political awarenesgs of those whom Wil-
davsky has described as "the pitifully small band of refugees
from the Pentagon who have come to light the way. But these
deferse intellectuals do not know much about the policy area in
wvhich they are working." (pp. 193-l4)

5 The affect of the politicsl culture on police is the major
thrust of Wilson's study, The Varieties of Police Behavior, 1968,
4 particuler police style (watchman, service or legalistic) and
its type of discretion is dependent on tho community, its hisg-
tory, and the personallty of the chief. This enforcement svuyle
governsg the persounnel system, which must Interact with thoe polie
ticel culture within which they operate. An offlicer trained

in tho legalistic style, for exemple, will find a position within
B wabchman style force to be very frustrating. He would expect
offlicers to eXorecise discretion in one way, whereas they willl
have been trained in another approach. Pomeroy (19€lL) provides
a realistic discussion o¢f this phenomenon., The difficulty
arises whoen this frustrabtion Lsg not accepbed as & componont

of the work but is treated as a malfunction to boe corrected

via training, selection and promotion of good, i.e. "“"righte
thinking" policemen,

6

My general thesgis is thalt premature or too rapid
expangion of the bureaucracy wnen the political

system lags behind tends to inhibit the develop-
ment of effective politics. (Rlggs, 1963, p. 126)

7 A good illustratlion of this phenomsnon is the demotion of
Deputy Inapector Goldberg in New York Ciby. In this case, a
state statute was amended adminlstratively, wlthout aen arti-
culated order bsing given at any point in the hierarchy., Whon
Goldberg tried to enforce the state gambling laws against the
churches, he discovored the amendment, (Logue and Block, 1963)

8 san Drewnowslkl writes of the confusion that results from

unexamined valuwation systems:
The valuation system is hidden behind a maze of
intermediate targets and sometimes even behind a
smoke-scroen of meaningless slogans. The cruclal
questions: '"What is sacrificed for the sake of
what?!" and "What are the gains or losses of one
group of population ag against those of another
group?" camnot be properly answered. The real
meanling of the plan 1s not clear to the population



that 1s supposed to approve it through its repre-
sentatives and often even to the plan-mnakers thewm-
selves. The knowledge of the valuaticn system
implied in the plan is an essential pre-requisite
of a democratic gystem. It makes possible the
popular control of the bureaucracy. It tears
apart the vells of irrelevant figures and roeon-
ingless slogane to reveal the real nature of dee
velopment. (1969, pp. 39-41)

Or, as Mailer pubts ibL:

They (hippies) were yeu to learn that societly is
bullt on many people hurting many people, it 1s
just who does the hurting that is forever in
dispute., (1968, p. 140)

10 qne practice of recantation was historically used by the
church and is s©¢lll found in Marxlst countries like China and
the USSR, where changes in policy have forced adminlgtrators
to recant the error of thelr past policles publlcally in order
to change direction. The administrator 1llustrates how they
have subverted the leader's teachings (either Moo or Lenin or
J. Edgar Hoover) who had always direccted one to follow the
nev path. This is a painful and expensive process and by
avolding it we save energy for more creative activities. By
not forcing a detalled administrative policy adminlstreators
are more subject to changes in direction, end can pay atten~
tion to the future rather than assessing past mistakes.

11 A very well-stabted analysis of the use of soclal scientific
and management skills may be found in Farmer and Richman's
analyses (1965, 1966).

12 gee Goldstein (1963).

13 See Eisenstadt's (1963) discussion of this issus, espociolly
Section Three, .

W See Janowitz's study of the military structure in The Profes-

sional Soldier (1960); and The New Miliftary (19673, especially
Pp. 20~7 and the article by Kurt Lang, pp. 39 If.

15 T. S. Smith (1967) offers a digcussion of ths implications
that a constabulary or military type of structure bring to the
police. There is the inherent contradiction of police existing
tc preserve an order that thelr existence presupposes. A con-
stabulary pattern assumes the existence ol consensus regarding
the legitimate application of coercion. (rowing out of Smith's
anslysls is the need for a "national guard" with a police func-
tion, and the observation that community political leaders
should not regard it as a police or personal failure to call out



the national guard but rather a natural way to 1limit strain
on the police.

Also see Wilsgon (1968) for a discussion of these same
issues, esp. pp. 81~2, and footnote 26 for a historical re-
ference to its evolution; also McNamara (1967), pp. 178-183,

16 see Packer (1968), especially pp. 282-6 and 36l-b.
17 See MoNamara's (1967) discussion; especially pp. 207-215,
18 see Goldstein (1963).

19 ghe problem in providing informatlon to police executlves
1s that they will insigt in acting on iv.

20 An example of this approach carried to an extreme can be
found in an article by Robert Mills (1969) which suggests

a selection technique which may only have potential in the
excopbional case. It 1s unfeasible unless you have a ligt

of applicants as long as the San Francisco Fire Dept. (see
footnote 39), a condition that dossn't exist in police work,
Costs for administering on any scale would become prohibitive,
The critical questions unasked by Mllls are what criteria do
you measure applicants against, and what are the lmprovements
over existing methods of selection or promotion in relation
to those criteria,

2l Seo "Fear of Crims Means Jobs for Private Guards," New York
Timesa, July 20, 1969,

22 gee Kooken and Ayres (195L4) for further discussion of this
point,

23 gee Mosher (1968), pp. 1ll-ll, for a complete definition of
active vs., passive representation.

2l g quotation from Friedman (1969) illustrates the great
belief in representation:

In en open, plural society, with many groups
fairly represented in the police stations and
the courts and, above them, among the politlcal
authorities, these irrational currents cen cancel
each other, But if the hates and fears of the
community become magnified, flow in only onse
direction, and affect virtually every officer

in almost every cholce he makes, the process
loses its balance and function. The evidence
uncovered is no longer complete, events receive
unfalr court presentation, the jury itself moves
with the tide. The legal system does not trans-
cend the passions of the time. Law becomes
underlaw. (Emphasis added) (p. 25.)




25 Nixon's decigion to discontinue the tradition of always
having a-Jew on the Supreme Court could indicate that this

type of representation is diminlshing, or the Jews are so
thoroughly a part of the mainstream that it is no longer neccs-
sgry in their case.

26 Clark Kerr once defined the university as a collectlon of
departments and schools comnected with & common parking proe-
blem, Society nay be made up of institutions without the
need for the consensus upon which these blue ribbon juries
are based. The legitimacy of decisions made by the best
daymen are questioned by specialists in each gubfield., The
belief in a common social reality ls severely under question.

27 The problem of race and pollice and representation is an
interesting one when analysing the Masotti and Corsi (1969)
study of Cleveland; where Mayor Sitokes was criticized for
ordering police out of the riot area. Little ig made of the
fact that he ordered only white police out, and there were
more police, although black, thsn on a normal night,

Within the South a form of representativeness has been
estbablished by the frequent use of black policemen to patrol
black areas. The flaw in this "separate but equal' systom
is that blacks are rarely allowed to arrest whites although
wnites may arrest blacks.

28 See Riggs (1968). The basic theme of this article is closely
related to the prescnt study. "The key problems of legitimacy
are not buresucratic problems as such, but problems of the
relation between a buresucracy and its political context."

(p. 350) See espocially pp. 356-9.

29 Keufman (1969) discusses this growing feeling of aliena-
tion. See p. l.

?O 28? Graham and Gurr, The Hisbory of Violence in America
1969).

3) See Wilson's (1968) discussion of two decision rules
affecting police deployment strategies, crime minimization
and crime equalization.(pp. 61=2). The ability of the

police to minimize crime is quite questiongble, and crime
equalizatlon may cause a total political re-evaluation of the
aviount of violence and freedom we will tolerate as a people.

32 Merit systemsg have traditionally followed a rational approach
to setting pay standards where efficiency and pay models from
private industry are unavallable., Attempts to develop an over-
ell pay schems for government workers have always raised a host
of problemz, Personnel decisions for particular worker groups
are Inevlitably affected by political pressures. Although these
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prosgures may endanger the total pey scheme, the total pay
schoeme usually serves as g means of keeping political prese
surces within certain limits. I you ralse pay for one group,
you must raise for all or justify the exception. This is
naturally resisted by other worker groups. But with a highly
politicized police force, and community fears that support
1t, the system is distorted.

In the absence of tangible standards for setting gove
ernment salarics, the next besgt criterion is the prevailing
rate concept. But for the police this means the prevailing
rate that is paid by other government policing units. As.
Leonard has noted: "(L)ocal independent police forces are
costly, ineffective and a barrier to uniformity and standard-
ization of administration in the United States." (p. 19)

The finoncial importance of personnel policies isg
underscored by the fact that 86 percent of the police dollar
in this country is spent on salaries. A deciszion by police

will affect other agenciles, such as firemen and parole offi-

cers, not only in direct salary terms, but also indirectly.

As conditions and demands for police services increase,
it is only natural that other agencies with cormmonalities in
recruitment and training would reslst the upgrading of police
salaries unless i1t is applied across the board.

33 See Vollmer (1936), p. 226,

3k A study of records on applications for position of patrol-
man during 1959 in Detroit by the Detroit Commission on Com-
munity Relations (1962) found that there was a total appli-
cant population of 1566 in that year. 1132 were white (72.3
percoent); L3l were black (27.7 percent). Police department
selectlon produced as its end product an eligible register
made up of 71 whites and 2 blacks. At each successive major
phagse of the selection process, black applicants in the re-
maining group decreased, The percentage of white and black
applicants in the initial group were 72 percent and 28 percent
after the preliminary screening, 77 percent and 23 percent
after the written examination, 90 percent and 10 percent after
the physlical and agility tests, 91 percent and 9 percent after
the background investigation and 97 percent and 3 percent
after the oral board examination. While blacks comprises 27.7
percent of the total applicants, they were reduced to 2.7
percent of those declared eligible. Coincldentally, this is
the approximate percentage of blacks on the entire police
force,

35 See the report by Danielson, Berkeley personnel director,
to the Californla State Legislature: "Employment of Minor-
ity Group Persons in Law Enforcement Agenciles," Nov. 1965,

36 One of the symbols used in this campaign was Ian Fleming's
James Bond, wnho has been the subject of so many books and
movies, It seems strange that nc one asked the apecial




characteristic of Bond that makes him appropriate as a police
symbol., The key trait of a "double-0" agent is that he has
a license to kill without home approval.

37 See Michigan State University (1967), A National Survey of
Police and Community Relations, pp. 270-5,

38 See Alex (1969).

39 The Civil Service Department published the results of wmn
intensive effort by the San Franclsco Fire Department to inte-
grate, as of July 31, 1969. Despite speclal claases and re-
cruitment efforts, the list of 350 men eliglble to be appolinted
as firemen contained only three blacks and 1l Latin Americans.
It also Included 39 patrolmen from the Police Department, which
frequently loses young men to- the Fire Department. The depart-
ment now has just four blacks, 35 Latins and one Oriental among
its 1756 firemen, and 7 immedlate vacancies. Barl Gage Jr.,
conmunity relations director and the city's only black firceman
until 1966, said the 1list "didn't meet our goal, but signle
fied progress." :

A total of 22,3 men spplied to take the rigorous written,
oral and athletic tests required of would-be firemen, along
with a medical examination and background check., Of these
applicants, 1331 took the written test, the first of the serioes.
The men taking the written included 69 Latins, 17 Orlentals
end 101 blacks, many recruited by the commissionts special
program. The results of the written test showed that 662 men
passsed, including 20 Latins, four blacks and one Oriental.

The highest black on the eligible list was number 239,
As the 1list is good for no more than four years, and in thatb
time they expect 160 vacancies in the department, Gage suggested
a quota system of one black for every white. This plan has

- been severely criticized by the chiefl,

4O pata from the Opinion Research Corp. indicate that 56 per-
cent of the police interviewed felt that the public had at
least a fair amount of respect for police, while U3 percent
felt the public had little or no respect. Forty-~six percent
felt that the police are at the bottom of a list of public
servants that ineluded teachers, correctional workers and

" garbagemen, and 78 percent of the respondents felt misunder-

stood.
Also see McNamara (1967) for a discussion of police
perception of thelr declining prestige. ‘

4. The police approach on this issue upsets both logicians
and civil liberbtarians. It contains contradictions and is
often used to excuse simple criminal activity. Yet it is
no more contradictory than other aspects of police work, and

- may be a reagonable price for some rest from crusaders crying

either about "constant vigilence" or "liberty."
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L2 For a more formal discussion see Hoffman and Archibald!s
(1968) stuay.

i3 An i1llustration of the use of ratrolman actions to protect
executives: dispatch logs and patrolman memo books and daily
reports are not designed to ensure that the problem will be
solved, but to protect the departmont against a charge that it
"did nothing." (Wilson, 1968, P. 70)

bl We have in an increasing number of individual
agencies an elite corps which is unique to and

may be completely unrecognized outside of', the
agency concerned. One cf the greatest problems

of American democracy is the nature of the member -

ship, the control,-and the coordination ofthege

multifarious elites. (Mosher, 1968, p., 21)
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