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Work groups which have high peer-group loyalty and
common goals appear to be effective in achieving their
gozals, If their goals are the achievement of high
productivity and 1low waste, these are the goals they
will accomplish. If, on the other hand, the character
of the supervisor causes them to reject the ohjectives
of the organizations and set goals at variance with
these objectives, the goals they established can have
strikingly adverse effects upon productivity.

- This survey indicates that work groups can have either a positive or a
negétlve effect on productivity, Under what conditions is either outcome
achievegd? Moreover, what managerial practices appear to encourage greater
group.adoption of organizational norms and expectations? These and related
questions are examined in this section.

' A considerable portion of the police 1literature addressing this
variable focuses on the formation of unions and their influence on police

agencigs. This is not the critical focus in the non-police domain where
emphasis is placed on Measurement of the role and outcomes of the work
group. This differentiation in study content promoted the use of sub-
variables for this subject. The two sub-variables are each analyzed

separately below. They are:

® Employee organization: Role and Impact

® Group interaction.

Employee Organization: Role and Impact

- The police literature sampled for this study contained numerous
stgdleg on the role and impact of police unions, albeit these studies were
prlmaFl}y qualitative case studies and reflect a general interest in
descrlplng reasons for police union formation and growth, rather than an
emphasis on management efforts or initiatives to quell the union movement or
to foster positive results from union activity. '

It should be pointed out here that the police union, or its 1less
devel?pe§ and perhaps less militant surrogate--the police employee
assoclation--may or may not be a work group as defined in the general

management literature, Oftentimes, police union activity occurs totally
outside of the.fo§mal work group and, on occasion, there may be more than one
employee association in existence in a police department. Thus, it may be

dif#icult.to transfer the knowledge concerning use of work groups from the
social science sample to the police discipline. Nevertheless, union or
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employee association activity is a form of social cohesion and thus wil: 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
Feuille, 1973), these researchers summarized the environmental and
organizational factors contributing to unionization, suggesting that (1)
hostility toward the police Ly 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
reiation 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
and 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%ég status quoc and generally oppose professionalization in
policing .~ Cooper (1974) has studied the relationship of unionizaktion 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

ég/brofessionalization as defined here refers to increasing education
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.
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could be accompanied by "substantially increased salaries, a larger role in
decision making, and increased social status," while trends toward
unionization, on the other hand, may be accompanied by "continued social
alienation, undiscriminating public demands for tax reduction and cost
cutting, and resistance by short~sighted, efficiency-oriented police
leadership to the granting of substantial rewards and recognition for becoming
'professionalized’'.”

This dilemma appears to focus on differing conceptions of
professionalism in policing. As discussed earlier in this report, there are
two competing conceptions of professionalism in policing. One such notion,
often espoused by management, accentuates the need for improved efficiency, an
opening of the police ranks to minorities and females, the use of lateral
entry to recruit qualified managers and supervisors from other police
agencies, and a greater integration of civilians into the police force, among
other needed reforms. The opposing conception is characterized by the need
for increased autonomy for police officers, higher salaries, a greater
involvement in decision making, and better working conditions, as well as
other changes which would upgrade the status of the police officer. As
suggested by the available, reviewed research on unionism, the competing
nature of these two opposing movements will spur continuing and increased
militancy among police unions. The extent of such conflict has not, to this
point, been clearly depicted through sampled empirical research. Additional
research is thus needed to explore further the results of these conflicting
trends.

One sampled research study indicates that a reason for militancy of
police unions is a lack of ample recognition by management of the role of the
union leader (usually the elected President). In this study Gentel and
Handman (1979) indicate that the police union leader receives considerable
pressure from the union membership to win concessions from management and that
police administrators often do not acknowledge this pressure. This is cited
as one factor producing police strikes.

This observation raises several questions pertaining toc the role of
the ©police union leader and relationships between such leader and
management. What is the magnitude of this pressure for ceoncessions and how
does the "successful" versus the "unsuccessful" union leader respond to such
pressure? Moreover, what role does this push for change on the part of uniong
play in collective bargaining, particularly in situations where impasses occur
and binding arbitration is mandated by statute? How do certain police chief
executives and government officials avoid potential damaging union actions
(e.g., strikes, sick outs) through negotiation processes with union leaders?
These and other questions cannot be answered from existing sampled research,
In short, there is a need for additional empirical research to explore labor-
management relations and vividly describe the roles pertinent actors play in
this relationship.

§ e

279

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 1linkages 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 droup 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 police, and the degree of conformity to
organizational policies and proceduresrég 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).

ég/The 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.
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Although these studies have provided insight into the effects of the
group on police organizations, there is still the prevailing question of how
police managers can use groups effectively. Additionally, there is little
knowledge presented in the police 1literature concerning the formation of
groups; the relationship between the formal work group and informal work
groups. Finally, and perhaps most importantly, there is 1little or no
research, at least as identified by this study, describing managerial or
supervisory methods of coordinating the work group.

To what extent does the general social science literature reveal
findings? Other than the famous Hawthorne studies (Roetheisberger and Dixon,
1939%) discussed at the outset of this chapter, research in several other
environmental settings has shown that supervision accentuating group
interaction is positively associated with improved performance. One of the
early studies of this relationship was performed by Likert (1961). His
research suggests that effective organizations utilize a "linking pin" pattern
of managerial communication to tie together vertically differentiated formal
groups. Such formal groups are composed of a supervisor and a number of
subordinates. Individual group problems, when identified in a group
discussion among members of a formal group, can be communicated by supervisors
to the next highest level so that appropriate managerial action to resolve a
problem may be enacted, or so that feedback on issues of concern to the work
group can take place rapidly on the basis of full information.

Cther research studies by Aram, Morgan and Esbeck (1971) and Smith
(1971) signify that "collaborative" management models (likely found in
organizations where the 1linking pin style of interaction is evident), as
opposed to "suppor.ive" management styles, tend to foster greater group
involvement and, hence, improved performance and employee satisfaction. This
increased group cohesion has also been shown to positively affect employee
commitment to the organization (Miller and Wagner, 1971; Marsh and Mannari,
1977).

Certain management theorists have recognized the value of such
interaction and proposed specific training programs (often described as
organizational development) to promote greater intergroup expression of
problems. Golembiewski and Carrigan (1970a, 1970b) describe such a training
program and demonstrate the effects of such training on improved intergroup
and interpersonal communication and problem-solving abilities. Moreover, the
effects of organization development training were still evident four months
(1970a) and eighteen months (1970b) after the training was completed.

If such interaction is desirable, how does it take place and what
effect, if any, does organization structure have on group interaction?
Hierarchical organization structures may more easily adopt "linking pin"
methods of group interaction (Smith, Moscow, Berger, and Cooper, 1969; Rossel,
1971), whereas organizations with a highly differentiated structure (based on
a high degree of division of labor) may find it more difficult to induce
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positive performance from work groups (Bridges, Doyle, and Mahan, 1968). Such
organizations may then require a greater emphasis on what have been described
as "primary ties," as opposed to "instrumental ties" (Lincoln and Fry,
1979). These terms can be analyzed using Sherif's and Sherif's {1956)
distinction between reference groups (those informal groups outside of the
hierarchical structure) and membership groups (those groups formally
consistituted by the organization). Primary ties constitute those relations

between reference groups while instrumental ties characterize relationships
between membership groups.

Lincoln and Fry (1979) demonstrate that certain individual factors
(e:g., sex and race) are likely to have a more positive and direct effect on
primary ties, while authority and education appear to have a dreater influence

on instrumental ties. This occurs, according to Lincoln and Fry (1979:1i%6),
because:

Certain attributes of organization participants (e.q.,
authority and education), particularly that confer
status both in the organization and in the larger
society, influence network ties by placing high-status
persons in central positions.

Lincoln and Fry {1979:196) continue by pointing out that these influential
ties (i.e., instrumental) are more likely to be found in management systems
that tend to be more hierarchical in form. This further signifies that
hierarchical structures may find it easier to manage formal groups.

Research has also suggested that structuring of work activities
promotes greater integration of formal work groups (Pheysey, Payne, and Pugh,
1971; Child, 1973a). This is likely because of the structuring of inter-

relations between units. Again, this integration refers to formal groups and
not necessarily to informal groups.

Concentration of authority may not, however, promote effective group
interactions (Child, 1973a). This occurs because managers working within such
structures tend to minimize the importance of inter~group communication.
Since supervisors at lower levels have limited authority under such a system,
it is sometimes deemed less important to maintain this communication. A
decentralization of authority then is likely to stimulate increased group
interaction. This relationship has been suggested in the police literature.

Dimieri (1976) has concluded in his study of the New York Police Department
that this effect does indeed occur.

Structure then has mixed effects on group interaction. Management may
find that a hierarchical structure facilitates greater formal interaction,
especially where work activities are highly structured. Centralized decision
making, however, would seem to discourage work group interaction.
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The reviewed literature on group interaction implies the existence of
a number of Ffirm relationships between management practices and effective
group interaction. These relationships can be portrayed as testable

propositions. These propositions are:

1. Management systems which promote greater interaction
of work groups, both vertically and horizontally
differentiated, will achieve improvement in employee
satisfaction, commitment, and performance.

2. Effective group interaction 1is enhanced through
collaborative management practices as opposed to
supportive managerial styles.

3. Hierarchical organization structures, wherein work
activities are highly formalized, promote greater
integration of work groups.

4. Concentration of decision-making authority
discourages, rather than encourages, group
interaction.

5. Group interaction is manifested through
communication network ties to other organizational
members. The nature of these ties are either

instrumental, primarily occurring between membership
groups, or primary ties, occurring between reference
groups, not necessarily constituted as a formal
group. Instrumental ties are generated more often
by similarities in status, while primary ties are
produced as a result of similarities in biographical
or personal factors.

What significance do these relationships have for law enforcement?
The desirable outcomes of group interaction efforts are, of course, a goal
worth pursuing in law enforcement as in any organizational setting. The key
is for police managers to develop collaborative management and supervisory
skills to promote effectively and coordinate group interaction. To date, the
research in policing indicates only limited empirical examinations of such
management practices, although experiences in other settings are transferable
to the police environment.

The fact that many police agencies exhibit hierarchical structures may
actually enhance management's capability of instituting group interaction
methods. This is not to say that other organizational forms cannot sustain
effective group interaction practices, it is only to suggest that existing
reporting relationships in many police agencies are suitable for the adoption
of Likert's (1961) 1iinking ©pin strategies where increased two-way
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communication between organizational levels is established. Decentralized
decision-making systems are likely to facilitate greater interaction within
work groups. In police organizations this suggests that greater delegation of
authority by the chief executive to lower level managers may also foster
increased group interaction.

In policing, as in other disciplines, there is the need to recognize
the importance of informal groups composed of members with similarities not
brought on by status but by other personal characteristics. In police
organizations, minorities, females, and seniors, as opposed to younger
officers, may be members of informal work groups. Management should recognize
the role and composition of such groups in its effort to integrate group needs
and interests with organizational objectives.

Police Officer Satisfaction and its Relevance for Police Management

The terms "job satisfaction" and "employee morale" are often used to
describe an individual's or a group's sentiments toward their Jjobs. These
terms are used extensively in the 1literature and oftentimes are not
accompanied by adequate definitions; they are also used interchangeably in the
context of a desired outcome in the work place. To begin, satisfaction and
morale are not synonymous. They have the same organizational and situational
components~~that is, conditions which affect both satisfaction and morale--but
"they apply to different levels within the organization: satisfaction
connotes individual likingness of a Jjob while morale refers to group
perceptions of the Jjob" (Applewhite, 1965:25). This 1is an important
distinction because management actions to improve either satisfaction or
morale can conceivably affect one and not the other. This is likely to occur
if there are several work groups in the organization. Actions to increase the
morale of a given work group may actually decrease the satisfaction of
individuals not in the group or included in alternative groups.

Given this distinction, it is important to probe further in clarifying
definitions of satisfaction and morale. Satisfaction and morale are closely
aligned with attitudes and values. An attitude is the predisposition of an
individual to evaluate some condition as favorable or unfavorable (Katz,
1963:253), while values help formulate attitudes as determinants of an
individual's or a group's perception of an event, situation, or condition. A
collection of values comprise a value system, and such a system affects
perceptions. In this sense, values are associated with attitudes, as are
particular events, conditions, or situations. A recognition of this
relationship is important in the context of this study of police management.
The specific activities, decisions, and policies of managers may affect
attitudes whic!i may ultimately affect satisfaction and morale, but these
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organizational variables may not be the sole determinants of satisfaction and

morale. 7hlues may also play a key role in the formation of satisfaction and
morale.-§g

The literature also suggests that there may, in fact, be two
dimensions of satisfaction. Thus, satisfaction and dissatisfaction are not
merely opposite ends of the same continuum. The "dual factor" theory of
satisfaction was proposed by Herzberg and his associates (Herzberg, Mausner,
Peterson and Capwell, 1957; Herzberg, Mausner, and Snyderman, 1959; and
Herzberg, 1966) subsequent to empirical research of satisfaction among
engineers and accountants. Herzberg concludes that satisfaction and
dissatisfaction are two distinct elements; satisfaction is related to the work
itself and the rewards (both extrinsic and intrinsic) that flow from that
work, Dissatisfaction is associated with the individual's relationship to the
context or environment in which the work is performed. House and Wigdor
(1967) reviewed Herzberg's work and disputed the simplicity of the "dual
factor" model. They indicated that individual differences may lead one person
to derive satisfaction or dissatisfaction from certain job factors (either

relating to the work itself or the environment), while another person may not
be so affected by such factors.

The important point here is that job satisfaction is a complex
phenomenon and is not always defined carefully in research studies or in
analyses of management practices., These difficulties in conceptualizing and
interpreting satisfaction should be kept in mind in any review of research
studies addressing this subject.

There are two streams of inquiry in the literature concerning job
satisfaction. The first seeks to determine relationships between satisfaction
and perforrance while the second attempts to isolate and analyze managerial
and organizational factors associated with satisfaction. These two streams of
inquiry provide a foundation for analysis of reviewed research studies, both
in the police and in the non-police samples.

The Relationship of Job Satisfaction to Performance. Despite the many
attempts to instill greater Jjob satisfaction for employees in many
environmental settings, research has not substantiated the relationship
between improved satisfaction and performance. Researchers and scholars alike
have initiated many studies where satisfaction and morale are treated as ends
in themselves. Several organizational and managerial variables are analyzed

ég/This section of this chapter will not attempt to analyze the
effects of individual or group values on satisfaction or morale. The subZect
of police values is examined in an earlier section of this chapter entitled:
The Individual in the Police Organization.
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in such studies to ascertain what conditions appear to produce greater
satisfaction. This is especially true in law enforcement. Satisfaction is
invariably conceptualized as a desired state of affairs in and of itself with
little consideration of how such satisfaction or dissatisfaction will affect
performance. This was true for this research study--no studies in the police
sample linking satisfaction to performance or productivity were identified.

The general social science literature contains research studies
demonstrating that high levels of Jjob satisfaction may not produce
correspondingly high levels of performance. Kahn (1963) investigated the
linkage between satisfaction and performance and found that non-productive
werkers could be quite happy in their job, while high performing workers may
actually exhibit a strong dislike for their work. Kahn (1963) did find that
group pride and loyalty and hence morale did show some relationship to
performance, but this effect did not hold when considering individual
performance.

If satisfaction alone does not produce improved performance, what
factors do produce such desired performance? The literature indicates thét
there may be a combination of factors which either promote or inhibit
performance. First, individual differences in motivation and aspiration play
an important role in influencing performance (Morse, 1953). Satisfaction
measures should consider these individual traits; they may be more critical
than satisfaction in affecting performance.

Further, individual differences in age and seniority affect individual
satisfaction. Studies in the police sample for this current project are
conflicting as to the effects of seniority on satisfaction. One study
(Griffen, Dunbar, and McGill, 1978) indicates that older officers tend to be
more satisfied with their jobs. Another study (Macfarlane and Crosby, 1976)
observed that seniority has a positive effect on satisfaction with
organizational rules and regulations and disciplinary pro?edgres.
Interestingly, a study by Slovak (1978) results in conflicting findings.
Slovak found that seniority was not a correlate of satisfaction and that
organization and management characteristics seemed to play a more critical
role in influencing satisfaction. The discrepancy in findings may be due to
the individual police agencies analyzed or to varying levels of cynicism among
police officers. Regoli, Poole, and Hewitt (1979) controlled for seniority
and education and found that cynicism had a negative effect on satisfaction.

Research in the police setting has also demonstrated that the
education level of police officers is not related to satisfaction (Weiner,
1976; Griffen, Dunbar, and McGill, 1978; Hudzik, 1978; Slovak, 1978). This is
an interesting finding considering that education is positively related to
cynicism (Niederhoffer, 1967) and cynicism, in turn, negatively relatgd to
satisfaction. This suggests that cynicism may, in fact, be the predominant
individual factor influencing satisfaction.
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Individual values, needs, and aspirations thus all appear to affect
satisfaction. How do these factors interrelate with organizational and
managerial conditions having a bearing on satisfaction? This question is
explored below.

Organizational and Managerial PFactors Influencing Individual

Satisfaction. A management and organization system which permits a certain
degree of Jjob fulfillment is more likely to generate greater feelings of
satisfaction among employees than a system which does not permit such
individual need actualization. Needs, of course, will vary by individual as
shown initially by Maslow (1954) and examined further by Alderfer (1967b).

Variablility of tasks, formalization, organization structure, and
supervision methods have all been associated by researchers with
satisfaction. The subject of variability of tasks relates to the job
itself. Alderfer (1967b) and Dewar and Werbel (1979) found that a greater
variability in task structure was positively associated with satisfaction.
Further, formalization (a structuring of Jjob tasks and institution of
increased rules and regulations) tends to be associated negatively with
satisfaction (Aiken and Hage, 1966; Dewar and Werbel, 1979). 1In the police
sample, Wagoner (1976) and Jermier and Berkes (1979) reached similar findings
showing that variability of tasks was positively associated with satisfaction
(Jermier and Berkes, 1979), and formalization of work activities was
negatively associated with satisfaction (Wagoner, 1976). The study by Wagoner
and a study of team policing (Schwartz and Clarren, 1977) also suggest that
less specialization among police duties (perhaps similar to task variability)
is positively associated with satisfaction.

The non-police literature contains several analyses of the
relationship betweeri organization structure and individwal satisfaction.
Numerous investigations of the linkage between both hierarchical structures
and centralization of authority have been undertaken. These studies show that
hierarchical organizational structures are not 1likely to be conducive to
satisfaction when task wvariability and autonomy are high (Engel, 1970;
Carpenter, 1971; Ivancevich and Donnelly, 1975). Centralization of authority
is apt to produce increased alienation due to the fact that individuals
perceive the opportunity for individual achievement in such structures to be
relatively low {(Aiken and Hage, 1966). This finding has been shown to have
relevance to policing in a study of team policing 'where decentralization of
authority was positively associated with greater officer satisfaction
(Schwartz and Clarren, 1977).

Supervision styles also play a key role in affecting satisfaction.
Supervisory styles exhibiting consideration and initiating structures (styles
accommodating respectively greater consideration of employees' needs and
greater employee input in decision making) have been found to be positively
associated with satisfaction in both the police literature (Aldag and Brief,
1978; Jermier and Berkes, 1979) and the non-police literature (Likert, 1961;
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Low%n, Hrapchak and Kavanagh, 1969; House, Filley, and Kerr, 1971; Misumi and
Sgkl, 1974) . Task variability plays a key role here, however, as individuals
with greater job autonomy and a more variable task structure are more likely
to be satisfied with supervisory styles that accentuate an initiating
structure rather than a supportive or consideration structure.

.Supervisory communication also has been shown to be related positively
to satisfaction in the non-police sample (Assael, 1979; Klein, Kraut, and
Wolfson, 1971; Alderfer, Kaplan, and Smith, 1974). More specificially, Hill
and French (1967) have shown that supervisory and management styles that are
"collegial" promote greater satisfaction among employees.

In the aggregate, these studies appear to support the conclusion that
managgment systems that encourage greater fulfillment of individual needs with
%ess Job structure promote greater satisfaction. This relationship, however,
is affgcted by the variability of tasks and individual autonomy. This
conclusion is more applicable for organizations exhibiting a variable %ask
structure and considerable individual autonomy. The police organization by
and large exhibits such working conditions. Therefore, there is a need for

Pollce managers to institute mechanisms to assure increased realization of
individual needs.

These relationships, including those discussed earlier concerning
individual values and attitudes are diagrammed in Figure 22. Note that
satisfaction is not correlated with performance in this graphic. Available,
sampled research does not substantiate this correlation.

. It should be noted that although these relationships are well founded
in research, there is a need to further investigate multicollinearity between
these variables and distinguish between relative effects of these individual
and organizational variables on satisfaction. Such research is not presently
available, at least as sampled for this study, in the police environment.
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Figure 22

RELATIONSHIP OF INDIVIDUAL AND
ORGANIZATION FACTORS TO JOB SATISFACTION
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Summary and Conclusion

The role of the informal organization in the police organization has
been analyzed in this chapter through a synthesis of research examining
individual police officer personality and values, the formal and informal work
group in the organization, and employee satisfaction. This analysis has
demonstrated that there are considerable knowledge voids in the police
literature concerning these subjects. Further, the sampled police literature
presents many conflicting conclusions regarding individual and group attitudes
and values. This literature, moreover, contains many studies with
qualitative, exploratory designs which do not yield generalizable findings
which can be integrated into a knowledge base.

A review of sampled police literature indicates that research in law
enforcement has focused on two variables in this conceptual cluster: (1)
individual police officer values, attitudes, and role perceptions (including
cynicism), and (2) individual satisfaction. A total of 83 per cent of the
sampled police 1literature addressed these topics, whereas there were a
significantly smaller number of sampled studies which researched individual
commitment, or group interaction. The non-police literature yielded
considerable information on each of these latter subjects; this information
added to the knowledge base concerning the effects of management practices on
individual commitment and group interaction.

The police personality and its inherent value structure has been
researched extensively. In fact, this was one of the more voluminous bodies
of literature reviewed for this synthesis of police management research. The
pcpularity of this suhject appears to be derived from a concentrated focus on
the role and work tasks of the individual officer originating in the mid
1960's and continuing to this day. One essential theme of this literature is
whether or not there actually is a distinct police personality, or whether
p - (ice values are formed as a result of socialization into the police
organization.

One of the most widely publicized subjects of interest has been
cynicism among police officers. There is a debate in the literature
concerning methods of measuring cynicism, and regarding the reason for police
officers becoming cynical. Research studies have identified three different
techniques of measuring cynicism: one suggests that there are three
dimensions of cynicism, another suggests that there are five such dimensions,
and a third does not distinguish among separate dimensions of cynicism. The
literature also depicts a conflict over the relationships between seniority,
education, perceived professionalism, and cynicism., Some have asserted that
cynicism levels increase as these variables increase. Other researchers have
concluded that such relationships do not exist. One school of inquiry
suggests that seniority is the ostrongest determinant of cynicism,
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Such conflicts concerning individual police officer values extend to
research studies of authoritarianism and dogmatism among police officers.
There is 1little consensus as to how these personality traits should be
measured and how they are developed. Concerning dogmatism, certain
researchers assert that police officers have differing personalities than the
general citizenry and that these traits are derived from occupational
socialization. Some assert, however, that police officers are no different
than others in the culture from which they are recruited. These researchers
suggest that the police culture is developed from selective recruitment
practices. The research literature does not reconcile these differences,
although there is reason to believe that both socialization and individual
personality attributes help foster police value systems.

The subject of organizational commitment is addressed in both the
police and the non-police 1literature, although there was more information.
generated from the management and social science literature than from the
police discipline. The sampled literature indicates that seniority and
organizational achievement both affect commitment. At early stages of an
individual's career, group solidarity and cohesiveness are prime determinants
of commitment. As seniority increases, hierarchical rank and professional
identity become stronger determinants of commitment. Professional commitment
takes on an even stronger role for individuals who have worked for two or more
organizations. Supervision also affects commitment levels: participatory
supervisory styles tend to engender enhanced commitment by employees.

The sampled literature on the formal and informal group was divided
into two topical areas. The first addressed the role and impact of the
employee organization. The second examined work group interaction. Sampled
research literature on police employee organizations was largely qualitative
and suggests reasons for the increase in police unionism, as well as
diagnosing the relationship between union interests and management interests.

A considerable body of literature cluster in the management and social
science disciplines researched the effect of management and organizational
variables on work group interaction. Research studies have demonstrated that
management systems which encourage work group interaction result in improved
organizational performance. This literature acknowledges that there are two
sets of work groups: the reference gronp which consists of individuals from
various work units and exhibits interaction not necessarily structured by work
relations, and the instrumental group composed of employees in formal groups
where interactions are specified by work rules. Hierarchical organization
structures tend to €facilitate management linkage of instrumental groups,
although perhaps not promoting group interaction among reference groups.
Concentration of authority appears to discourage group interaction, while
training (largely in the form of organization development) appears to foster
improved intergroup integration.
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The extensive research literature focusing on individual satisfaction
does not demonstrate that satisfaction is related to performance. On the
contrary, certain research studies suggest that dissatisfied workers may
actually be better performers, while there is reason to believe that workers
can b? perfectly happy and non-productive. Other research has indicated that
certain organizational/management factors negatively affect satisfaction
(e.g., formalization/written rules, hierarchical levels, concentration of
auth?r%ty), while others (variability of tasks, feedback from management, and
pParticipatory supervisory styles) are positively associated with satisfaction.

. Research in the police field indicates that education is not related
to gaFlsféction while seniority is positively related with this variable and
cynlcls@ }s negatively correlated. Education, however, is negatively related
to cynlclsm. The inference here 1is that increased education will be
ass?c1ated with increased cynicism. Thus, cynicism may be a key correlate of
satisfaction. Educated police officers do not show any particular degree of

s§tisfaction. Cynical and educated officers, however, are more likely to be
dissatisfied.

This review of sampled literature highlights many needed areas for
further research. Among the suggested topics for research are:

e There is a need for further research to assess the
relationships between police values and beliefs and
performance. Sampled police research studies portray
several police personality traits. There has been
little or no effort, however, to correlate these traits
with performance. Such research should also analyze the
relative influence of background values and norms, as
well as police socialization in its assessment of the

relationship between police personality traits and
performance.

° There is a need to consider further the influence of

jurisdictional variables on police personality
attributes. The sampled research literature indicates
that personality traits (e.qg., cynicism,
authoritarianism, dogmatism) may vary across

jurisdictions and that organizational environment may
Perhaps be a critical determinant of the noted variance
in measurement of many personality traits.

® The subject of organizational commitment in policing
should be researched further to provide greater
knowledge as to the relative effects of group
solidarity, seniority, professional identity, and rank
on commitment. The sampled management literature
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indicates that these factors exert altering degrees of
influence in various career stages. These findings
should be confirmed in policing.

Additional empirical evidence of the role and impact of
police employee organizations 1is needed. Existing
sampled research studies are primarily descriptive and
by and large do not contribute to a knowledge base on
employee organizations. Such research should consider
the influence of police management practices on union
formation, development, and its role in bargaining
processes. This or other additional research should
also consider the impant of police unions on individual
performance and organizational effectiveness.

There is a need to explore further the effect of police
management practices on both formal and informal work
group interaction.

Satisfaction 1levels of police officers should be
conceptualized in further research not only as outcome
measures, but also as determinants of 1individual
performance and organizational effectiveness.
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VII. ORGANIZATIONAL ACHIEVEMENT

Introduction

The final conceptual cluster examines management practices impacting
organizational ability to achieve desired objectives. This synthesis of
empirical studies examining organizational . 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. TIn 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 wvariables
included in this cluster. This variable does not refer to the measurement of
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
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management system, including its structure, work activities and inter-personal
relationships, and employee attitudes. This chapter will explore reasons for
both successful and unsuccessful adoption of innovations and change.

Public perceptions of the organization, its services or products, or
its members are important in any organizational setting. Effective executives
devise systems to monitor public perception, whether in the form of feedback
systems to evaluate client perceptions of services rendered, or products
distributed, or in the form of special surveys designed to solicit client
perceptions of products or services, or to ascertain opinions regarding the
organizational mission. This chapter analyzes research examining the
management processes of obtaining such perceptions, and assesses relationships
between certain managerial practices and client perceptions.

This chapter also reviews a body of research literature analyzing
individual performance: its measurement and correlates. This variable, like
organizational effectiveness, has been operationalized many different ways in
research studies. Moreover, research has examined the relationship between
individual traits, as well as organizational variables and performance. These
various analyses are included in this review in deducing a synthesis of
knowledge concerning individual performance.

Descriptive Findings

A thorough examination of Jjournals, books, monographs, and grant
reports identified 98 studies from police science literature and an additional
46 studies from the general management field providing information on
organizational achievement. Each of these studies were carefully reviewed and
coded in order to develop a knowledge base on the state of the art on
organizational achievement.

Presented in this first section of the chapter are the descriptive
findings which pertain to organizational achievement. Included 1is a
discussion of the number of studies reviewed by specific variable, the type of
research designs utilized, the level of analysis employed, and a presentation
of the general descriptive findings. The second section of the chapter
presents inferential findings regarding knowledge base strengths and
weaknesses for the literature reviewed for this cluster.

Number of Studies by Specific Variables

The conceptual framework for this cluster included four unique
variables: (1) Organizational Effectiveness; (2) Organizational Change; (3)
Public Support/Legitimacy; and (4) Individual Performance. Definitions for
each of these variables may be found in Chapter 1I: Detailed Project
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Methodology. The studies reviewed for this cluster did not produce divergent
treatments of any of these variables. Therefore, no further breakdown of
variables into sub-variables was necessary.

Table 24 presents the number of studies reviewed for each variable in
this cluster. Some of the studies reviewed examined more than one variable in
this cluster. Therefore, the totals for this table will be more than the
total number of studies reviewed. This table reveals an equal sampling of
studies in the non-police literature, for all variables with the exception of
public support/legitimacy. The police sample includes a substantial number of
studies on individual per formance, public support/legitimacy, and
organizational effectiveness. Consequently, it may be possible to generate
conclusive findings for these variables. There was only a small sampling of
studies for the variable organizational change.

Table 24

NUMBER OF STUDIES REVIEWED BY SPECIFIC VARIABLE

{Conceptual Cluster VI)

Variable
Name Name Police Non-Police
37 Organizational Effectiveness 22 15
38 Organizational Change 7 15
39 Public Support/Legitimacy 33 5
40 Individual Performance 43 15

Several alternative definitions of effectiveness have been used by
researchers in the police science field, as well as other disciplines. The
sampled research for this study by and large utilizes traditional measures of
effectiveness (e.g., crime rates, arrests, clearances), although certain
reviewed studies suggest optimal means of measuring effectiveness, It seems
that the concepts of change agentry and innovation have only recently begun to
appear in the police literature and, as yet, have not been subjected to
empirical examination. As a result, it will be difficult to deduce a
knowledge base on organizational change for the police sample. A more
extensive sampling of literature was derived from the management and social
science disciplines.

The substantial body of literature examining police support/legitimacy
by and large relies on surveys of citizen attitudes toward police service,
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Certain of these studies explore the viability of such surveys as measures of
police effectiveness.

The subject of individual p..formance was extensively analyzed in the
police literature. Many researchers (Marsh, 1962; Colarelli and Siegel, 1964;
Levy, 1967, 1973; Hogan, 1971; Furcon, Froemel, Franczak, and Baehr, 1971;
Snibbe, Azen, Montgomery, and Marsh, 1973; Leiren, 1973; Furcon, Froemel, and
Baehr, 1973; Landy, 1976; Rhead, Abrams, Trosman, and Margolis, 1976) have
examined the relationship between selection standards (e.g., background
investigation, testing, interviewing) and future performance. These authors
have suggested that certain selection criteria can successfully predict the
officer's later performance. Others (Bozza, 1973; Cascio, 1977; Barry, 1978;

Roberg, 1978) assessed the relationship between education and officer
performance.

Research Designs

Each of the 144 studies located for this conceptual cluster were
reviewed to determine the type of research design utilized. Studies were
classified as either Exploratory, Case Study, Quasi-~Experimental, or
Experimental. Members of the research team also ascertained whether the

variables included in sampled studies were treated as independent or dependent
variables,

Research Design Types. The results of this analysis appear in Table
25 and 26 respectively. As shown in Table 25, virtually all of the police
studies (98%) were either exploratory or case studies. This pattern has
remained consistent throughout the entire sample of police literature reviewed
for this project. The non-police sample, however, contains a relatively
significant amount (24%) of research which utilized either a quasi-
experimental or an experimental design.

Table 25

TYPES OF DESIGNS FOR SAMPLED STUDIES

Police Non-Police

_Types of Designs N _ 3% N &

® Exploratory 47 48 ;;- ;;
® (Case Study 49 50 6 13
® Quasi-Experimental 1 1 2 4
® Experimental 1 1 9 20
98 1008 6 1008
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It is suprising that more police science researchers have not
attempted to employ sophisticated research designs when conducting empirical
studies. It would have been interesting, for example, to examine the effect
certain managerial actions have on officer performance or organizational
achievement using quasi-experimental or experimental designs. Such studies
would promote the development of causal inferences and sound policy decisions
by public administrators. There are several apparent reasons why police
researchers have not used these more sophisticated designs. These reasons
include, but are not 1limited to: (1) ethical considerations, that is,
withholding treatment from one group, (2) difficulty implementing and
maintaining control over the experiment, (3) problems obtaining administrative
commitment, and (4) legal constraints. Another important factor pertains to
the measurement of the variables. As will be discussed later in this chapter,
there is no uniform consensus among police researchers in how to measure
effectiveness and performance. As a result, the majority of the studies are
either exploratory or case study in design. Additionally, effectiveness and
performance are conceptualized and measured quite differently in the police
and non-police literature.

Treatment of Variables in Research Designs. To provide further
insight into the topic cf organizational achievement, the sampled studies were
reviewed to determine if the variables were treated as independent or
dependent, Table 26 presents the results of this analysis. It should be
noted that the total number of independent and dependent variables for both
police and non-police literature equals more than the total number of studies
reviewed as several researchers examined more than one of the variables in
this cluster.

Table 26

TREATMENT OF VARIABLES IN RESEARCH DESIGNS

Variable Police Non-Police
Number Name Independent Dependent Independent Dependent
37 Organizational
Effectiveness 4 18 0 15
38 Organizational Change 3 4 2 13
39 Public Support/
Legitimacy 0 33 1 4
40 Individual Performance 4 39 0 15
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These data reveal that almost all of the variables were treated as
dependent or outcome measures. Consequently, knowledge concerning the topics
in this cluster will focus on the effect of management or organizational
practices on effectiveness, public support, or individual performance. This
pattern of variable treatment was expected since these variables address
organizational outputs rather than inputs or internal processes.

Methods of Analysis

An important step in analyzing the sampled research studies was to
determine the method of an analysis used. The research team reviewed and
coded each study as using either qualitative, univariate, bivariate, or
multivariate modes of analysis.

Table 27 presents the results of this analysis. These data reveal a
difference between the police and non-police samples. Ninety-six percent of
the non-police literature sampled for this conceptual cluster used either
bivariate or multivariate analytical techniques, while 72 percent of the
police sample used these same forms of analysis.

Table 27

METHODS OF ANALYSIS FOR SELECTED STUDIES

Police Non-Police

Methods of Analysis N _ % _N %
° Qualitative 10 10 0 0
® Univariate 18 18 2 4
® Bivariate 33 34 22 48
® Multivariate 37  _38 22 _48

98 1008 46 1008

Of the police studies which utilized bivariate or multivariate
statistical analyses, the majority examined public support/legitimacy and
individual performance. Many of the researchers who addressed the subject of
public support conducted attitudinal surveys; 24 of the 33 studies on this
topic used bivariate or multivariate analysis. Similarly, 31 of the 43
studies which examined performance used such analytical techniques. Thus, 55
of the 70 sampled police studies which employed either bivariate or
multivariate techniques (78%) did so in researching either public
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support/legitimacy or individual performance. The non-police studies which

applied either bivariate or multivariate techniques were evenly distributed
across the four variables in this cluster.

Presentation of Descriptive Findings Produced by Sampled Research Studies

The last step in the descriptive analysis was research of patterns of
relationships between variables. These relationships provide insight into the
state of the art of organizational effectiveness. The descriptive findings
are presented in Exhibit F entitled "Synthesis of Descriptive Findings:
Organizational Achievement." These findings are descriptive in nature and do
n9t necessarily produce a knowledge base and also may not be generalizable. A
discussion of knowledge base strengths and weaknesses is presented in a
subsequent section of this chapter entitled "Inferential Findings."




Exhibit F

SYNTHESIS OF DESCRIPTIVE FINDINGS:
ORGANIZATIONAL ACHIEVEMENT

Police Studies

Non-Police Studies

37.

Organizational Effectiveness

e Finding that amount of money expended for
police services is positively related to
organizational effectiveness (reduction in
crime rate).

® Finding that more functionally specialized
police departments may be less effective
than non-specialized agencies. Further,
departmental specialization appears to be
inversely related to effectiveness.

® One study suggests that both organizational
size and size of clientele are negatively
related to organizational effectiveness.
Another study found no relationship between
organizational size and effectiveness.

® Indication that increased boundary spanning
activity between police and social service
agencies does not significantly improve the
organization's effectiveness.

37.

Organizational Effectiveness

® Finding that the more decentralized the
organizational decision-making process is,
the more effective the organization is.

® Finding that organizational size is
conversely related to effectiveness
(productivity). Another study showed that
size of clientele is inversely related to
effectiveness.

® The literature indicates that hierarchical
structures are negatively related to
organizational effectiveness.

® Indication that departmental and functional
specialization, education, professionalism,
participation in committees, and smaller
administrative staff size are positively
associated with effectiveness.

® The number of organizational objectives was
found to have no relationship to the
effectiveness of an MBO program; although,
setting clear goals and objectives
positively affected the effectiveness of
the MBO program.
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Exhibit F (continued)
Police Studies Non-Police Studies
) The literature suggests that technology, ® Finding that management styles éncouraging
professionalism, decentralization in greater work group fosters increased
decision—making, and organizational change effectiveness,
positively affect effectiveness.
® The number of organizational objectives was
° It appears that effectiveness (higher found to have no relationship to the
arrest rates) is positively related to effectiveness of an MBO program; although,
citizens' evaluations of police. setting clear goals and objectives
positively affected the effectiveness of
® One study found that unionization was the MBO program.
negatively related to effectiveness,

° 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.

Indication that innovation in the police
department enhances organizational
effectiveness.

Decentralization (in the form of team
policing) was not found to affect the
department's orientation toward change.

Indication that increased influence from
the environment is negatively associated
with the organization change.

Organizational Change

Finding that larger organizations tend to
be more innovative.

Environmental relations including boundary
spanning activity, degrees of economic
autonomy, and political culture positively
influence organizational change.

Evidence of a conflict in the literature
concerning the relationship of functional
specialization to innovation.
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Exhibit F (continued)

Police Studies

Non-Police Studies

39.

o It appears that organizational change does
not affect the officer's level of
satisfaction.

) The literature indicates that hierarchical
Structure negatively impacts organizational
change.

Public Support/Legitimacy

@ Finding that more highly professional
police jyrisdictions are viewed less
positively from #he public's perspective
than their less professional counterparts.

® Finding that the pature of police-citizen
interactions influences citizen perceptions
and evaluation of the police.

® Two studies found that increased levels of
police training did not increase or
decrease citizen evaluation of the
police. A third study reported that
training had a positive effect on citizeans!
perceptions of police officers.
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® Two studies found that formalization has no
effect on adoption of innovations while
another study found a negative relationship
between these variables.

® The literature suggests that variability of
tasks and professionalism positively
influence organizational change.

® Hierarchical levels, administrative staff
size, and decentralization of decision-
making do not appear to affect organization
change.

Public Support/Legitimacy

® Finding that in larger organizations,
citizens' perceptions of quality of service
were higher.

® Indication that larger administrative staff
units are negatively associated with public
perception of quality of service.

® Public perception was found to positively
influence employee satisfaction.
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Exhibit F (continued)

Police Studies - Non-Police Studies

® Indication that organizational size, the
number of police jurisdictions in the
metropolitan area, and educational level of
the officer did not affect citizens!
perceptions of police. One study found
that an increase in the size of the police
department accompanied by a corresponding
increase in expenditures, resulted in
higher evaluations of the police by
citizens in communities under 20,000.

® Normative incentives and decentralized
decision-making structures appear to
positively influence citizen perceptions of
the police.

® Indication that the more functionally
specialized the department is, the less
satisfied citizens are with the department.

® Several researchers found that the public
has a positive image of the police, while
other studies report the public is
ambivalent toward police and law
enforcement. Another author found that
- perceptions of police vary between and
within neighborhoods.

40. 1Individual Performance 40. Individual Performance
® Findings strongly indicate that the exis- ® PFinding that when supervisors were
tence of selection standards (e.g., test supportive, performance and productivity

increase.

£0g




Exhibit p (continued)

Police Studies Non-Police Studies
Scores, probationary evaluation, background ® A highly bureaucratic structure appears to
investigations, structured interviews) can have a negative impact on performance.

predict future performance.

® TIndication that group cohesion and
Research findings suggest a positive satisfaction are related to higher levels
relationship between police education of performance.
levels and per formance.

® Indication that participativeness ig
Finding that officers who are less dogmatic positively related to the total amount of
and more open in their belief systems are control and effectiveness measures.
better job performers.

o It appears that decision-making styles may

Two studies indicated that training did not inhibit Productivity. Another study
affect future performance, while another indicated that centralization of decision- ™
study reported a negative relationship making positively affected performance. S

between training and performance.
® Research indicates that the more

Indication that formalization of rules ang challenging the job and the more involved
regulations is not related to individual employees are with their jobs, the greater
per formance. their performances were.

Finding that group cohesion (group peer ® It appears that a change in technology does
pressure) negatively affects performance not affect performance (absenteeism) .

(as measured from the perspective of

conformity to rules and procedures) . ' ® Research depicts mixed findings concerning

the relationship between formalization/
written rules and performance. One study
found that increasing formalism is related
to lower performance, while another found
No relationship between these variables,
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Inferential Findings

As with previous conceptual clusters, a11 descriptive findings were
scrutinizeg to develop g knowledge base regarding organizational
achievement, The results of this examination constitute the Second analytical
component of thig study~-the inferential analysis, Both knowledge base
strengths ang weaknesses were analyzed in thig Process; the policy relevance

of available knowledge gleaned frop identifieq empirical studies was
considered in this reviey,

The focus of this analysis was a deduction of knowledge from cited ang
reviewed studieg incorporating the wvariableg in this cluster entitled
"Organizational Achievement," Certain reviewed Studies presentegq information
and not knowledge ang thus did not Necessarily contribute +o knowledge base
strengths, These studies were perused, nevertheless, to  ascertain
contributions to the state of the art, Particularly concerning knowledge base
weaknesses, Tp this sense, 3 Synthesis of methodological difficulties could
be incorporateq in the inferential analysis,

The findings for this conceptual cluster are pPresented in order of the
four variablesg incorporateq in this conceptual cluster, The four variables
are discussed in four separate sections entitled:

1. police Organizational Effectiveness: Correlates ang
Measures,

2. Innovation and Change in the Police Organization,

Function.

4. Police Management, Administration, and Individual
Performance.

the state of the art of methods of managing inputs to the police organization,
managing internal Management processes in place in contemporary police
agencies, and delivering ang assessing outputs pProduced from the police
organization. This chapter analyzes current practices of measuring
achievement of desireqd organizational objectives  ang investigates

relationships between outputs .and management and administrative bractices ang
Polices,
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Police Organizational Effectiveness: Correlates and Measures

The paramount finding regarding research addressing organizational
effectiveness in policing is that the state of the art is not well
developed. The literature reveals difficulties in conceptualizing appropriate
measures of effectiveness and indicates that problems in definition stem
primarily from clouded interpretations of police organization outputs.

Historically, the primary objectives of the police have been
considered to be crime prevention and criminal apprehension. Consequently,
police administrators, government officials, and students of police
administration have evaluated the police, utilizing measures of reported crime
and arrests.8L The inclusion of such measures in the Federal Bureau of
Investigation's Uniform Crime Reports encourages the reliance on these
measures by police agencies and government officials. Police agencies
structure their reporting systems to capture information for crime incident
and arrest tabulation. Rarely do they organize data gathering and records
functions to «collect and prepare data on alternative measures of
effectiveness. 1In short, the only standardized and readily available measures
of effectiveness in policing are those assessing numbers of crimes reported,
and number and percentages of arrests made;, cases cleared (solved), or
citations issued.

Several research studies have shown that this reliance on such a
limited measure of organizational achievement prohibits accurate evaluations
of the effectiveness of the police function for three reasons: (1) the
adherence to such traditional measures of crime control is based on the
inaccurate conception that crime control efforts constitute a majority of
police activity, (2) present methods of reporting crime and arrests do not
yield a complete assessment of criminal activity, nor do they reflect the
entire spectrum of police methods of resolving situations where a law is
violated or the potential for such violation is evident, (3) the ability of
the police to actually control crime is limited due to socioeconomic factors
and the availability of information concerning crime. Each of these reasons
merits discussion.

Research has shown that the average police officer, in actuality,
spends well below half of his/her duty hours on crime-related activity (Black
and Reiss, 1967; Bercal, 1970; Reiss, 1971) and that services to individuals
constitute a considerable portion of the police workload (Cumming, Cumming,

él-/Cx:ime, as used here, refers in general to all legally prohibited
acts ranging from crime against property, crime against the person, to
violations of traffic law, and violations of other miscellaneous laws designed
to safeguard the public safety (e.g., disorderly conduct, vagrancy).
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and Edell, 1965). This realization has led scholars in law enforcement to
conclude that only a small portion of the police function is devoted to law
enforcement (Skolnick, 1966; Wilson, 1968; Bittner, 1970; Goldstein, 1978) and
that there are two other fundamental objectives of policing: order
maintenance and provision of government services. The precise impact of
providing these services will not be elaborated upon here, except to indicate
that effectiveness measures of the police function do not usually include
measures of police effectiveness in cara;ing out order maintenance activities
and delivering government services .82 Measures of effectiveness 1in
delivering these services are usually produced only when a specific initiative
to control some situation deemed to bé a problem by the community (e.g.,

public drunkenness) results in police resources being focused on the given
problem.

Secondly, the literature demonstrates that official measures of crime
control activity (primarily the Uniform Crime Reports) are less than
satisfactory measures of effectiveness due to under-reporting of actual crime
activity (Stinchcombe, 1963; Wolfang, 1963; Biderman, 1966, 1967; McPheeters
and Strong, 1973; Meyer and Taylor, 1975) and the potential of misreporting of
crimes by the police for budgetary or political purposes (Siedman and Couzens,
1974) . Meyer and Taylor (1975), moreover, have shown that police officers are
likely to report different types of crime than are citizens. Thus, police
logs of criminal activity now kept in many police agencies may also be
questionable. These findings suggest that there is reason to believe that the
"input" element of police organizations is not well defined; the official
measures of police inputs may not, in some cases, reflect the actual volume of
inputs. Consequently, traditional measures of effectiveness based on
calculations of arrests or clearences divided by crimes reported may be
inaccurate measures of actual police performance.

A third difficulty with the use of reported crime rates, arrests, and
clearances as mneasures of effectiveness is the limitation placed upon the
police ability to actually control crime. At an earlier point in this report
it was shown that socioeconomic and community composition conditions ranging
from income and education levels of citizens to community urbanization
patterns, community employment characteristics, and housing conditions have a
direct effect on crime rates.=~ It has also been observed that crime rates
are also caused by failure of other societal institutions such as inadequate
education systems, poor recreational systems, ineffective political systems,
inadequate welfare programs, and ineffectiveness of other municipal
services. Given these influences on crime rates, how equitable is it to

QZ/A more complete discussion of the impact of providing these
services on the police mission is included in Chapter III: Complexity of the
Organizational Goal and Task Structure.

—==/The relationships of these environmental factors on crime are
examined in Chapter II: Environment and Organizational Autonomy.
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evaluate police effectiveness by assessing reported crimes? Moreover, can
comparisons of police agencies on crime rates alone be valid criteria for
evaluating effectiveness? Certainly there is apt to be considerable variance
across jurisdictions on many of the socioceconomic and governmental factors
cited above, a variance which will likely affect the crime rate.

The police ability to control crime is also limited by the
availability and reliability of information about crime incidents and
offenders (Skogan and Antunes, 1979). This point is being made increasingly
clear through studies of criminal investigations and suggests that the solving
of crimes 1is often due to the provision of information to the police by
witnesses and victims. This information frequently is provided at the scene
by willing «citizens; therefore, the police task in discovering such
information is limited.2%/ If this is the case, as is becoming more apparent,
why should measures of police effectiveness be so tied to cases cleared and
arrests made when the potential for achieving such outcomes is limited in the
first place?

It is clear then that present measures of police effectiveness are
less than adequate. Acknowledging this problem, certain researchers and
scholars have begun to conceptualize alternative measures of police
effectiveness. Ostrom (1971) has suggested five such measures: (l) response
time, (2) victimization date, (3) citizen-reporting data, (4) property risk
data, and (5) cost-effectiveness data. In a later paper, (Ostrom, 1973) this
same author analyzes the variations in patterns of consumption of police
services, suggesting that there are those services that are consumed primarily
as separable benefits by an individual or a family unit, and there are those
services which are consumed jointly by the community. Further, these services
are delivered by either one police officer or a team of officers, or one
police unit or groups of units (e.g., patrol, investigations, laboratory
technicians). Ostrom goes on to say that measures of efficiency need to be
incorporated in assessments of effectiveness due to the insufficiency of
reported crime measures in deriving evaluations of police effectiveness. If
efficiency measures are not developed, there is the ongoing potential for a
police agency which is not recording many of its delivered services to appear
to be effective when in actuality it may not be.

Votey and Phillips (1972), noting the lack of sophistication in
measuring the relationships between inputs and outputs in policing, developed
a production-function approach for evaluating police effectiveness, Their
model considers the relationship between resources committed to crime control,

éi1—-/A detailed analysis of the effectiveness of police crime
apprehension activities is beyond the scope of this project since this inquiry
would focus on a police operational issue.
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including personnel resources and technology, and derived outputs (defined as
clearances by arrest). Votey and Phillips empirically tested their production
function model for the crimes of auto theft, burglary, larceny, and robbery
using crime data for cities over 2,500 population for the years 1952-1967.
Based on these data, Votey and Phillips conclude that there has heen a decline
in police effectiveness and this decline is due, in large part, to decreasing
expenditures for police services.

These and other developments in measuring police effectiveness provide
well-conceived advances in the state of the art, but for the most part have
not resulted in the abandonment of traditional effectiveness measurement
methods in police research. The majority of studies reviewed for this project
have relied on traditional measures such as crime rates, arrests, clegg nces,
and more recently on citizen perceptions, and victimization patterns.—~/ The
state of the art, however, is not well developed, and there is an urgent need
to adopt alternative effectiveness in research projects.

The National Institute of Justice has attempted to address this need
through the Performance Measurement Program, a long-range program initiated in
1978 for developing performance measurement ‘in criminal Jjustice (see
Zedlewski, 1979, for a description of this program). This program emphasized
the need to re-conceptualize the entire police performance measurement problem
with a concentrated focus on measurement fundamentals with a departure from
current data collection and analysis methods. This program has resulted in
advanced approaches to measuring performance (see, for example, Whitaker,
Mastrofski, Ostrom, Parks, and Percy, 1980) but has not, as yet, produced
empirically validated tests of these new methods of measurement.

The difficulties in measuring police effectiveness are raised here as
caveats to inferentiali findings in numerous research studies in policing.
Earlier <chapters of this report have synthesized results of many
investigations of relationships between organizational, managerial or
administrative practices, and effectiveness. The measurement of the dependent
variable in these relationships (effectiveness) has, however, been subjected
to several operational treatments and, in some cases, relies on questionable
data. Therefore, it is difficult to produce a conclusive listing of
organizational and management practices contributing to police effectiveness.

The general management literature, unfortunately, is not tremendously
helpful either. This literature also presents a multitude of effectiveness

§§/Many researchers have relied on data collected from the National
Crime Survey conducted by the U. S. Bureau of the Census in 1972 to measure
citizen opinions concerning crime and law enforcement, as well as criminal
victimization patterns.
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measures ranging from organizational performance (subjected to different
definitions according to the topic and environment of study), employee
satisfaction and commitment, to organizational adaptation to environmentally
induced changes. In short, there are a variety of approaches to measuring
organizational effectiveness in this literature as well as in the police
literature. Steers (1975:551) has addressed this wide wvariation in
effectiveness measurement models and suggested that difficulties in
conceptualizing and agreeing upon evaluation criteria presents difficulties in
assessing the relative effectiveness of organizations. Steers (1975:551-555)
defines and reviews eight common problems inherent in manvy approaches to
measuring effectiveness across organizations:

® Construct validity--refers to identifying the domain of
the relevant effectiveness criteria, and determining the
extent to which effectiveness measures are similarly
related or affected by external factors.

e Criterion stability--concerning the stability of
effectiveness measures over time.

o Time perspective--~there is a need to consider not only
short-run considerations of effectiveness, but also
long-range measurements of organizational stability and
growth over time.

e Multiple criteria-—-numerous research studies consider
multiple effectiveness «criteria (e.g., production,
employee satisfaction); however, there has been little
attention given to evaluating the degree to which
organizations maximize various effectiveness criteria at
the same time.

® Precision measurement--many effectiveness models rely on
less than precise measures of performance (e.g.,
measuring performance simply by assessing production, or
measuring satisfaction by only assessing turnover and
absenteeism).

® Generalizability-~in some cases researchers do not
carefully specify the relevance of an effectiveness
measure taken from one organizational setting and
applied to another environment; there is a need to
determine the effects of functional specializations and
envirommental variations across organizational settings.

® Theoretical relevance--from the standpoint of model
building or deducing cause and effect relationships,
many effectiveness measurement systems do not accurately
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consider the theoretical relevance or plausibility of
such relationships.

® Level of analysis~--refers to difficulties in generaliz-
ing from measures of individual behavior or attitudes to
organizational behavior.

Given these difficulties in measurements of effectiveness, a number of
correlates of organizational effectiveness have been identified throughout the
course of this synthesis of management literature, from both the police field
and from other disciplines. A summary review of these identified correlates
is presented below in Table 28. These correlates have been analyzed in
previous chapters of this report. Therefore, a detailed analysis of findings
will not be presented here. This table includes variables which have been
identified as positively and negatively related to effectiveness, as well as
those variables that have been shown not to be related to effectiveness.
Since certain studies conceptualized effectiveness as adaptation to the
environment, and this measure is dissimilar to other effectiveness criteria,
such correlates are distinctly identified in the table (with an asterisk).
Only variables that were actually measured throughout reviewed research
studies are reported here. This does not infer that other variables in the
conceptual framework have no bearing on organizational effectiveness.

Although these relationships were derived from reviews of empirical
research, this does not suggest that alternative studies not reviewed for this
project would not posit other relationships between organizational and
management factors and effectiveness. Certainly there is reason to explore
the literature further to ascertain if alternative correlations have been
suggested, as well as to continue empirical research to test the relationships
indicated here.
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Table 28

CORRELATES OF ORGANIZATIONAL EFFECTIVENESS

Variables
Not Related
to Effectiveness

Variables
Negatively Related
to Effectiveness

Variables
Positively Related
to Effectiveness

e Degrees of support e Organization size: ® Number of

from community members' organizational
objectives objectives

e Setting clear and e Organization size: e Employee
concise organizational clientele satisfaction
objectives

¢ Functional ® Hierarchical
specialization* structure

e Departmental @ Size of administrative
specialization* support staff component

® Technology ® Employee organization

® Skill structure,
professionalism

e Education levels
o Committees*

® Decentralization of
decision-making

® Work Group Integration

* fThese variables were shown to be related to organizational adaptation to
the environment, not necessarily to effectiveness in delivering services or
selling products.
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Innovation and Change in the Police Organization

Change and innovation in some respects are a different level of
variable than the three other variables in this conceptual cluster. Arguably,
change and innovation can be considered a process element of organizations:
that is, a deliberate consequence of management actions designed to achieve
some desired organizational output. In the police environment, change can be
intentionally fostered to induce improvements in any of the other three
variables in this cluster: effectiveness, public support, or individual
per formance.

Innovation and change, however, are often considered ends in
themselves in the 1literature. Management theorists, researchers, and
practitioners frequently have addressed this variable as an outcome and have
endeavored to pinpoint management and administrative processes which can be
correlated with change. This is particularly true in police organizations
where there has been a conscious attempt to change organizational structure,
management styles, and individual behavicr to reach some desired state of
improvement, usually conceptualized as either increased arrests or clearances,
greater public support, or enhanced 3job satisfaction. This focus on
innovation and change, as an end in itself, has promoted the inclusion of this
variable in this conceptual cluster.

The police literature sampled for this study examines innovation and
change from two perspectives: it considers what factors contribute to change,
and explores the results of individual and organizational change. Perhaps one
of the most ambitious undertakings to induce change in the police organization
was undertaken by the Dallas Police Department in the early 1970's (Wycoff and
Kelling, 1978). This program of organizational change included comprehensive
efforts to upgrade police personnel, alter organizational systems, and foster
new management and supervisory styles, roles, and responsibilities, The
results of this project were, on one hand, disappointing. The only
substantial change produced as a result of this program was an increase in the
educational level in the department. No significant changes in behavior or
attitudes were observed. The program was beneficial, however, in illuminating
many of the difficulties in effecting large-scale <change in police
organizations. The report of this project is particularly useful in
presenting experience-based difficulties in implementing change and reflecting
upon experiences relative to the process of change.

This study of change and innovation in Dallas is the most recent,
widely publicized change in policing. Barlier studies have been published by
Wilson (1967), Dimieri (1974), and Schwartz and Clarren (1977). The study by
Wilson (1967) incorporated an examination of changes in perceptions of first-~
line supervisors resulting from large scale organizational change in the
Chicago Police Department over a five-year period (1960-1965). Wilson
surveyed police sergeants at the onset of this period and again five years
later. Wilson (1967:144) concluded that ". . . after four to five years of
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reform, there was a substantial improvement in how well the sergeants thought
the department was run but 1little or no improvement in their morale."
Wilson (1967:148-149) surmised that this lack of imprcvement in morale, which
occured despite substantial changes introduced during the five-vear period,
ineiuding pay raises, rapid promotions, and new equipment and buildings, was
likely due to external factors beyond the police administrator's control. One
such factor was police perceptions of lack of respect or feelings of hostility
towards the police among citizens. Another critical deterrent to morale was
the perception of political interference in internal personnel matters,
perticularly concerning duty assignments.

The studies by Dimieri (1974) and Schwartz and Clarren (1577) focus on
more specific changes--modifications in operational configurations introduced
through team policing programs. These studies provide further illustrations
of the difficulties of introducing change in policing. In each of these
reports, the managerial and organizational difficulties resulting from change
are documented. Schwartz and Clarren (1977), for example, in discussing the
failure to sustain changes in officer attitudes demonstrate that perceptions
of managerial/administrative changes imposed from centralized headquarters
affected police officer views of the team policing program. This observation
again points to implementation problems in introducing change in police
organizations.

The finding that perceptions of large-scale organization change and
operational changes in methods of delivering services are affected by
"outside" influences is supported by Duncan's (1972b) analysis of
organizational c¢limate in three police departments. Duncan first
demonstrates that police perceptions of organizational climate (defined from
12 climate dimensions) are negatively associated with external environment
influences. Duncan continues his analysis by showing that although many
police officers perceived the need for change, they exhibited only a moderate
degree of openness to change, were not likely to perceive high degrees of
potential for change, and in many cases did not feel that they had ample
opportunity to participate in change programs. Some of these negative
perceptions toward change resulted from perceptions of lack of interest in
improvement by administrators and, in some cases, from too many changes being
imposed simultaneously with little results being shown.

Duncan's study suggests that there is a need on the part of
administrators to manage change carefully. There seems to be a feeling among
many police officers that changes are needed to respond to externally imposed
pressures and that officers are searching for demonstrations of sincere
commitment to positive change on the part of police managers. Perceptions of
incompetence in the management of constantly changing programs only tends to
foster resentment to change. This last observation coincides with the
findings of Schwartz and Clarren (1977) and Wycoff and Kelling (1979)
regarding negative attitudes toward change as fostered by management
difficulties in managing the change process.
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Duncan's assertions that police administrators need to improve their
skills in managing change by first introducing a climate for change is
supported by the works of Dimieri (1974) and Schwartz and Clarren (1977). 1In
each of these studies, short-term job enrichment on the part of officers was
found to bé associated with greater individual autonomy, decentralized
management structures, and team-oriented decision-making. These managerial
actions appeared to produce a climate for change. However, difficulties in the
change process tended to negate these positive results and generate hostility
toward new programs.

Cohen's (1980) examination of leadership patterns in New York City
yields another perspective on change. Cohen suggests that the New York City
Police Department is undergoing organizational transformation from a tall,
centralized, management structure to a structure exhibiting multilevel
hierarchies (greater division of labor) and greater decentralization. This
transformation has produced a reform-oriented leadership which 1is more
innovative. Cohen correlates changes in New York City produced by shifts in
organizational structure with a noted examination of organizational change in
government finance centers by Blau (1974). Cohen's study also suggests that
change in policing may be introduced, but that large-scale .organizational
change may be required to accommodate managerial changes.

Research in other disciplines supports many of the observations by
police researchers. Examinations of environmental uncertaintv (Lawrence and
Lorsch, 1967; Duncan, 1972a; Negandhi and Reimann, 1973; Pennings, 1975)
indicate that perceptions of environmental change often result in organization
change, as well as the perceptions for needed changes (similar to Duncan's
1972 study of climate in police agencies). The literature also suggests that
the use of "boundary spanners" (individuals specifically assigned to interact
with other organizations) promotes innovation in organizations (Tushman,
1977) . This is likely, given the fact that such boundary spanners can
anticipate changes in the environment. Research in policing, however, has
shown that such individuals may be more detrimental than conducive to
innovation if such individuals are not integrated into the organization
(Wycoff and Kelling, 1979:63).

The literature also provides evidence that larger organizations may be
more able to implement innovations than smaller organizations (Payne and
Mansfield, 1973; Baldridge and Burnham, 1975; Blau and McKinley, 1979). Such
research also suggests that variability in task structure is positively
associated with potential for innovation (Baldridge and Burnham, 1975) as is
division of labor (Baldridge and Burnham, 1975; Hage and Dewar, 1975) while
increased formalization of rules and policies is not (Rosner, 1968).

W at knowledge can be deduced from these studies and how can this
krnowledge be applied to police organizations? The reviewed literature offers
several inferences concerning innovation and change. Among these propositions
are the following:
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The adoption of large-scale organizational changes is
more likely to occur if management devotes considerable
attention to management of the change process, including
implementation of changes, and the adoption of new
management systems consistent with implemented changes.

Large-~scale, sustained organizational change may
ultimately result in the adoption of new
supervisory/management styles.

The use of "boundary spanners" (individuals with
specific responsibility to interact with  other
organizations in the environment) will enhance the
implementation of change provided that such individuals
are integrated into the organization.

Management's efforts to implement multiple
organizational changes simultaneously may be detrimental
to the ultimate implementation of any change.

Police officers may readily accept the need for change
and adoption of innovations, but often do not have
confidence in management's ability to implement change.

Changes in organization and management systems and
processes may not produce enhanced employee satisfaction
because of perceptions of interference in internal
management from sources external to the organization, or
perceptions of volatility in the organizational
environment.

A number of organizational attributes are positively
associated with acceptance of change and innovation.
among these attributes are: organizational size,
variability in task structure, and division of labor.

Tncreased formalization of written rules is not
associated with individual attitudes toward change or
innovation.

These propositions have considerable implications for
organizations. First, the literature has suggested that larger,
structurally differentiated police organizations may be proven to adopt chagge
more readily than smaller, less complex organizations. Many large police
organizations exhibit a differentiated structure. Change
organizations will occur, however, only if executive level managers devote
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considerable attention to the implementation and management of such change.
The adopted changes must be clearly documented; changes in program or policy
being changed will jeopardize the ultimate goal of smooth implementation of
change. Similarily, the proliferation of numerous changes may negate the
likelihood of adoption of any chatige ©6f innovation. Finally, considerable
attention should be given to the role of managers and supervisors in the
change process with a view toward assaring changes in the roles and
responsibilities of these individuals where needed.

Public Support and Perceived Legitimacy of the Police
Function

In the past 10 to 15 years there has been a concerted effort in the
police research community to analyze citizen perceptions toward police
service. This interest has stemmed in part from the recognition of strained
relations between the police and the community. Acknowledgement of negative
attitudes toward the police by citizens and the police officer's perception of
citizen hostility precipitated the development of police community relations
programs in many cases and has resulted in the widespread use and general
acceptance of the citizen surveys as a measurement device in police research
studies. Many of these studies, especially those conducted in the late 1960's
and early 1970's for the President's Commission on Law Enforcement and
Criminal Justice, have been exploratory and designed to develop a profile of
citizen victimization rates and attitudes toward police service (see White and
Menke, 1978, for a review of these studies).

There is reason to believe that these early studies embodied several
methodological problems which may have been factors in the development of
divergent conclusions concerning citizen perceptions. As reported by White
and Menke (1978), one study, conducted by Biderman, Johnson, McIntyre, and
Weir concludes that citizens have primarily positive perceptions of the
police. Another study conducted by Reiss suggests that the public is largely
ambivalent toward the police, while another study by Ennis concludes that
public opinion is scattered on issues concerning the police. White and Menke
(1978) have conducted a review of these studies and indicate that they suffer
from being atheoretical and utilizing, in some instances, inappropriate
sampling and analyses strategies. White and Menke (1978:207) state that these
methodological problems render the collected data open to several plausible

interpretations and, therefore, the studies should not be used for policy
analysis.

White and Menke (1978) completed their own citizen survey and suggest
that their findings provide further insight into the results of these earlier
studies. White and Menke (1978:217-218) demonstrate that when citizens are
asked general questions concerning police performance and role in the
community, they are, for the most part, very supportive of the police. When
asked more specific questions, however, concerning particular police behavior
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(e.g., police practices in conducting searches, or the propensity of the
police to coerce confessions from suspects, or apply force in carrying out
their duties), citizens elicit less favorable responses. White and Menke
assert that some earlier studies of citizen attitudes did not go far enocugh in
distinguishing differences between general and specific attitudes.

Bell (1979) conducted a citizen attitude survey and derived findings
paralleling those generated by White and Menke. Bell noted that citizens
assessed police services as positive, but indicated that there was a need,
among other suggested improvements, for several internal improvements in
police executive leadership and personnel development.

These studies appear to lend credence to the notion that certain
citizen surveys may possess a limited methodology and may not depict actual
citizen sentiments regarding specific police problems and needs. This
criticism may be pertinent for certain surveys conducted by police agencies.
Citizen surveys have been administered by police chief executives as a means
of assessing organizational performance and citizen expectations of the
police. Oftentimes, such surveys are used to show leadership in the
communit:y.--G—g These surveys are by and large qualitative and usually rely on
a sampling of citizens to develop policy recomendations regarding resource
allocation, budget development, and new program development. In some
instances, however, these surveys may not probe deeply enough or may not be
based on a methodology which will facilitate the development of
recommendations.

There has also been a growing interest in the correlates of citizen
attitudes on the part of researchers (Black, 1970; Black and Reiss, 1970;
Bordua and Tifft, 1971i; Smith and Hawkins, 1973; Boggs and Galliher, 1975;
Sykes and Clark, 1975; Thomas and Hyman, 1977; Lewis and Sullivan, 1979).
These researchers have shown that prior contact with the police helps to shape
citizen attitudes, whereas victimization does not. Citizen advocacy and
officer expectations of deference from th%7/pitizenry also influence the
police--citizen interaction and perceptions.— Citizen advocacy refers to
community norms and desires for certain police actions as expressed in police-
citizen interactions. Where the community desires sterner enforcement, the
police often comply; where non-enforcement is expected, the police will

§§/Certain prescriptive texts on police administration recommend that
police agencies conduct periodic public surveys to elicit evaluations of
police service and determine citizen expectations of the law enforcement
agency. See, for example, National Advisory Commission on Criminal Justice
Standarqu?nd Goals, (1973:17).
These topics are analyzed in greater detail in Chapter II:
Environment and Organizational Autonomy.
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usually take actions other than enforcement. The socioeconomic
characteristics of a community have been shown to influence this
expectation., Community attitudes toward the police will thus vary according
to these socicecencmic characteristics. :

The overall value of these studies has been the recognition that
citizen perceptions are first shaped by norms and values, and secondly are
shaped by their experiences with the police. If, in the first instance,
citizen norms dictate that the police should behave in a certain way, whether
it be to enforce the law sternly, or to ignore violations of the law, and
police actions are divergent with expectations, then perceptions of police
service may be negative, despite the equity of police actions. If actions are
consistent with expectations, then perceptions will usually be favorable. The
second factor, experience, also takes on a critical role in influencing
perceptions. If prior experiences with the police are favorable, then
perceptions will normally be positive. Negative experiences often result in
negative perceptions.

More recently, citizen surveys have been utilized to evaluate specific
management practices or reform movements in policing (e.g., consolidation,
education, training, professionalism). A number of researchers including
Ostrom, Parks, and Whitaker, as well as Chackerian, have opted to solicit
citizen perceptions regarding these reforms or organizational improvements.
In these studies, citizen perceptions have been used as effectiveness
criteria. Ostrom and Parks (1973:378), for example, noting inadequacies in
existing measures of police effectiveness, assert that surveys of citizen-~
reported experiences with the police and citizen evaluations of the police
form an independent means of assessing the guality of police service.

Studies by Ishak (1972), Ostrom and Parks (1973), Ostrom, Parks and
Whitaker, 1973; and Ostrom and Whitaker (1973) demonstrate that citizen survey
data do not verify the supposition that police services will improve as size
of agency increases. On the contrary, these researchers utilize survey data
concerning citizen feelings of safety, confidence in the police, and a general
evaluation rating of the police to show that service quality is deemed to be
higher in small, locally controlled jurisdictions. These conclusions are
strengthened by the matching of sampled neighborhoods by socioeconomic factors
(to control for the influence of these factors on perceptions). These studies
also suggest that higher levels of police service, as derived from citizens'
evaluations, are found in jurisdictions where the costs of providing police
service are lower.

In a similar, exploratory research study, Pachen and Lovrich
investigated the relationship between socioeconomic characteristics and
perceptions among <citizens in metropolitan as opposed to suburban
jurisdictions. These researchers found that without controlling for
socioeconomic factors, satisfaction varied inversely with agency size. When
socioeconomic characteristics are controlled, there is very little evidence of
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a negative relationship. This finding is dissimilar to conclusions of Ostrom,
Parks, Whitaker, and Ishak, but corresponds to other studies cited elsewhere
in this report, indicating that socioeconomic factors influence percep-

tions .~

Another key determinant of citizen perceptions appears to be perceived
access to the police agency. Chackerian and Barrett (1973) and
Chackerian (1976) analyzed citizen evaluation data from five metropolitan
counties in Florida, comparing attitudinal data (measuring citizen evaluation
of services) with c¢rime rates and an independent measure of agency
professionalism obtained from the state planning agency. The intent of these
studies was to test three hypotheses: (1) high citizen evaluations are
positively associated with low crime rates, (2) professionalism is positively
associated with low crime rates, high arrest rates, and citizen perceptions of
equity in enforcement, and (3) professionalism is positively associated with
high citizen evaluations of the police. Chackerian (1976) found that arrest
rates are positively correlated with high citizen evaluations, whereas the
crime rate was negatively correlated with citizen evaluations.
Professionalism was found to be negatively correlated with citizen
evaluations. One of the strongest correlates of positive citizen evaluation,
moreover, 1is perceived access to government. Chackerian concluded that this
wes a positive determinant of citizen evaluations regardless of the crime
rate. He suggests that citizens appear to be dissatisfied when they feel that
government services are remote, but also when highly professionalized police
agencies seem incapable of impacting high crime rates.

This study appears to shed further insight into the earlier noted
results produced by Ostrom, Parks, Whitaker, and Ishak., Citizens may place
greater value on local community control of the police because they perceive
that under such an arrangement they will have greater access to the police.
The negative association between professionalism and citizen evaluations
further supports this notion. Citizens may not highly value "professional"
police agencies because of the feeling that such agencies may not be as prone
to permit access to the average citizen.

Thus, it can be concluded that the sampled literature identifies
several factors which impact citizen perceptions. By way of summary, it has
been shown that sociceconomic characteristics, experiences with the police,
the crime rate, police arrests, and perceived access to the police agency all
influence citizen perceptions. Citizen attitudes may be used as a measure of
agency effectiveness. Such attitude surveys may be used as alternative
measures of effectiveness and may identify organizational problems and the

§§/The relationship between socioceconomic characteristics and citizen
perceptions is analyzed in greater detail in Chapter II: Environment and
Organizational Autcnomy.
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need for improvements. To identify such problems, managers must take steps to
assure that attitude surveys are comprehensive and probe deeper than simply
asking general questions concerning citizen satisfaction with police services.

Police Management, Administration, and Individual
Per formance

Individual performance, like organizational effectiveness, has been
subjected to many definitions in research studies. Performance has been
associated with productivity, attendance, compliance with rules and
procedures, history of citizen complaints, supervisory evaluations, and
promotion and advancement patterns. The sampled research studies selected and
reviewed for this project incorporated each of these measures. Thus, it is
difficult to produce a uniform set of generalizable relationships correlating
management practices or organizational structures to performance. Rather, it
is only feasible to deduce a knowledge base which depicts correlations between
management and organizational variables and unique performance criteria.

The sampled police literature tends to define performance as
conformity to rules and procedures, promotion and advancement potential and
history, and supervisory performance evaluations. Very little attention is
given to measurements of productivity. This is due most likely to the fact
that little is known about individual police officer productivity, or about
police organizational productivity. This absence of well-founded, empirically
based data stems from disagreements over what it is the police are and should
be doing. Many so-called police functions and activities are very difficult
to measure. How does one measure a patrol officer's ability to deter crime,
maintain order, or provide service? Typical, readily available performance
measures yield 1little data upon which to evaluate such activity. Arrest
statistics are not measures of individual performance in carrying out these
functions. Neither are attendance records or discipline histories.,
Researchers using these measures assume that an officer who has a good
attendance and complies with organizational rules, policies, and procedures is

a good performer, This has not been verified, however, through empirical
research.

Supervisory evaluations, promotion history, and tenure may actually be
more appropriate measures of performance. These measures, nevertheless, are
problematic in their own right. Police performance evaluation systems tend to
leave too much room for personality to color ratings. The same can be said
for promotion systems. These, too, are more often measures of individual
ability to work effectively with supervisors and peers and are not barometers
of individual ability or supervisory potential. Arguably, these criteria are
important performance dimensions, for individuals must demonstrate the
capacity to work well with others in order to be effective in their jobs.
Typical supervisory ratings, promotion histories, and measures of tenure,
however, may place too great a value on these dimensions, and not enough value
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however, may place too great a value on these dimensions, and not enough value
on other job-related, behavioral performance criteria.

Individual Attributes and Performance. A considerable portion of the
police literature addressing performance does so in the context of recruitment
and selection systems. Researchers seeking to identify relationships between
certain individual capabilities, experiences, and performance have utilized
numerous performance criteria. These researchers have shown that
intelligence, personality, and individual background all are associated with
selected performance measures. The relationships between these individual
traits a?g performance have been analyzed in an earlier chapter of this
report.ég- It is noteworthy, nevertheless, to highlight here relevant studies
which incorporated multiple performance measures.

The works of Baehr, Furcon, Froemel, and colleagues (Furcon, Froemel,
Franczak, and Baehr, 1971; PFurcon, Froemel, and Baehr, 1973) depict the
relevance of intelligence test scores of police recruits, individual
personality, and background characteristics on eight separate performance
criteria: (1) supervisory ratings, (2) tenure, {3) awards, (4) citizen
complaints, (5) disciplinary history, (6) arrest performance, (7) attendance,
and (8) a paired comparison rating of performance by separate supervisors.
The contribution of these studies 1is that they depict that individual
characteristics may influence any one of several police performance criteria.

A study by Cohen and Chaiken (1972) complements these works, although
this study does not show a correlation between performance and intelligence
test scores. These researchers operationalized performance as: (1) career
advancement, (2) tenure, (3) disciplinary history, (4) civilian complaints,
and (5) allegations of harassment. Interestingly, Cochen and Chaiken
(1972:xviii) found that the two strongest predictors of performance were a
candidate's recruit training score and probationary evaluation. This finding
may be deemed to suggest that police recruit training systems tend to weed out
those who do not perform well and identify accurately those officers who will
"perform" effectively in the future. On the other hand, these findings could
be said to infer that officers with the capacity of adapting well to the
police organizational culture will be identified at an early point in their
careers and be evaluated positively as their careers progress. This inference
supports the earlier supposition that police performance evaluation and
advancement systems may be based more on the ability to cope with the
organization than on day-to-day Jjob related criteria. The precise
interpretation from Cohen and Chaiken's study cannot be drawn at this point.
Certainly this would be a good subject for further research.

§2/A thorough discussion of recruitment and selection systems is
included in Chapter V: Organizational Coordination and Control.
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The sampled police literature also suggests that officer education is
a strong correlate of performance (Bozza, 1973; Cascio, 1977; Roberg, 1978).
These studies operationalize performance differently, however, and this
difference in methodology limits the generalizability of these studies. The
study by Bozza (1973) associated education levels with arrest performance.

His sample was quite small and he did not control for other factors which may
have influenced arrest rates.

Roberg (1978) assessed the relationship between education and police
officer dogmatism. Roberg hypothesized that education would decrease officer
dogmatism and hence increase performance. He operationalized performance as
supervisory evaluation ratings. Roberg found evidence of a negative
correlation between education and dogmatism giving support to the argument
that education will result in more open belief systems among officers. He
also observed a positive correlation between education and performance
ratings. Finally, Roberg noted that lower dogmatism scores were correlated
with higher performance ratings (i.e., the more open the belief system, the
higher the performance). A number of control variables, including age,
seniority, college major, and student status were also measured, and it was
found that none of these variables influenced significantly the observed
relationship between dogmatism and performance.

%Zelig (1980) reviewed Roberg's study and critiqued his findings based
on the use of the supervisory performance evaluation as the measure of
performance. Zelig (1980:99) summarizes three difficulties arising from use
of these evaluations: (1) Roberg's attempt to establish inter-rater
reliability by comparing the patrol seargeant'’s rating with a rating by a
lieutenant did not allow for independent ratings of the same officer, (2)
*nere 1is serious question as to whether supervisory evaluations are valid
measures of performance, (3) variability in the police role makes it difficult
for supervisors to define accurately gradients of performance.

These criticisms are valid and once again identify some of the
inherent difficulties in police performance evaluation systems. Recognizing
these deficiencies, Cascio (1977) reported on the development of a job-related
performance evaluation system as used by the Dade County, Florida, Police
Department. This project featured the identification of behaviorally anchored
performance criteria (e.g., job knowledge, judgment, initiative,
dependability, demeanor, attitude, relations with others, communications), as
well as measureable and recorded job performance characteristics (e.g.,
injuries, accidents, disciplinary actions, commendations, citizen complaints,
sick leave patterns). Cascio found that education appeared to correlate
negatively with certain documented job characteristics, such as fewer
injuries, fewer assaults, fewer injuries by assault and battery, fewer
disciplinary actions from accidents, fewer preventable accidents, fewer sick
times per year, and fewer physical force allegations., Education, however, was
not correlated with behaviorally anchored job criteria.
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Noting this finding, Cascio was interested in pursuing further the
relationship between education and performance. He investigated the effects
of intelligence and motivation on performance to determine if these criteria
were stronger determinants of performance than was education. In conducting
this analysis, Cascio also researched the linkage between intelligence and
motivation, and education. He found that intelligence has a negligible effect
on performance, while motivation exerts a positive independent influence on
performance. Both intelligence and motivation were positively related to
educational level. Education, however, was the strongest single predictor of
per formance. Cascio (1980:95) completed his analysis by concluding that
educational level along with individual motivation are prime determinants of
performance, and both should be considered in predicting police officer
performance.

Cascio's study can be considered a significant contribution to the
field because of its reliance on multiple performance criteria and analytical
sophistication in differentiating the effects of intelligence, motivation, and
education on performance. His finding that intelligence was not significantly
related with performance conflicts with other studies, some of which have been
noted earlier in this chapter, which have assessed the relationships of the
police recruit's background characteristics with performance. The study by
Furcon, Froemel, and Baehr (1973), for example, shows that recruit
intelligence tests are related to performance, as measured primarily through
three criterion variables: (1) paired comparison ratings of supervisors, (2)
departmental rating (performance rating), and (3) tenure. Cascio's findings,
however, are consistent with those of Cohen and Chaiken (1972), referenced
earlier in this chapter, suggesting that his research results from Dade County
may not be atypical to results which would be obtained in other jurisdictions.

How can these research studies be synthesized to generate a knowledge
base on police performance? It can be concluded that education and motivation
are positively related to performance, while there is reason to believe that
intelligence, by itself, is not related to performance. Intelligence,
however, may influence motivation and education levels. Motivation also is an
indirect influence of educational levels. These relationships may be depicted
graphically as in Figure 23 below. It should be noted that individual
background criteria are not shown here as correlates of performance. These
individual traits have been correlated with performance, but their effects are
likely explained by variations in motivational and inielligence 1levels.
Therefore, these variables have been omitted from the graphic. It should also
be remembered that performance is multifaceted; any research attempting to
verify the relationships shown below should consider numerous performance
measures, including both experience-based performance criteria (e.gq.,
disciplinary history, arrest  history, awards, leave patterns) and
behaviorially-anchored criteria.
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Figure 23

RELATIONSHIP OF INTELLIGENCE, MOTIVATION
AND EDUCATION TO PERFORMANCE.Q/

Intelligence
+ 0
+ . +
Education “’ Per formance
" + 0
Motivation

' Organizatiopal Attributes and Performance. The police literature also
examines the relationship of certain organizationa
with performance.

also yielded knowledge concerning the effects of m i ini
' anagerial and adminis i
practices on performance. 7 retrative

The police 1literature sampled for this stud ielded onl imi
knowledge as to the effects of management practices oi g;rforman;;}, ;;?;::2
the npst striking finding to be derived from these studies is that social
cohesion émong police officers influences performance, perhaps more than any
other varléble. Studies by Gardiner (1968) and Petersen (1971) have shown
that peer influence Plays a strong role in influencing police traffic officer
gnforcement patterns. A study by O'Neill (1974) considered the effect of this
1nf%u§nce, as well as many management considerations (e.g., written rules o;
policies, supervision styles) and concluded that beer relations play a

70 . . \
——/Thls graphic was derived from a diagram presented by Cascio (1977:94),
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paramount role in influencing police discretion. A similar finding was noted
in the social science literature concerning the effects of peer influence on
school teacher conformity to rules (Warner, 1969).

A related finding was noted by the Boston University Center for
Criminal Justice (1978) in their study of police rule making. They concluded
that rules and procedures have little effect on behavior because there are no
incentives for officers to comply with the rules. The occupational culture of
police organizations militates against conformity to such rules and
procedures. This observation was noted by Reiss (1971) and has.relevance.for
the study reported by the Boston University Center for Criminal Jgstlce.
Efforts to upgrade police conformity to rules and policies should include

incentives to induce officers to comply.

Sampled police studies also indicate that police training systems h?ve
only a minimal impact on performance. Studies by McNamara {1967) and Smith
and Ostrom (1974) suggest that recruit training programs dq little to prepare
a police officer for the realities and uncertainties of police work anq may do
more to prepare officers to cope with internal police management practices and
bureaucratic structures.

Studies in the general social science literature yield greater insight
into the effects of managerial and organizational practices on performange.
Similar to the above-noted policies, Evan and Simmons (1969), and Child
(1973a) observed that formalized rules and procedures have little impact on
individual conformity to rules and regulations. This finding squests that
experience in the police environment may not be uniqug gnd that written Fules
(designed to increase conformity to management policies) may have little
effect on behavior.

The management literature also yields knowledge on posit%ve
determinants of performance. Hall and Lawler (1970) observed that normative
incentives (defined as perceived challenge, involvement, and degrees of
responsibility) correlate positively with performance. Hall énd Lawler
measured performance both subjectively (supervisory evaluations) and
objectively (performed activities).

Supervisory style is also a correlate of performance. This §fyject
has been addressed earlier in this report but can be reiterated herg;—— As
shown by Lowin, Hrapchak, and Kavanagh (1969) and Misum? and.Sekl (1971),
supervisors adopting a consideration style (individual orientation) are @ore
likely to experience positive performance from subordinates. A study by Hill

ll]%urther information concerning the effects of supervi§ory styles on
performance can be found in Chapter V: Organizational Coordination and
Culture.
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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 1literature. It may thus be premature to develop theories
concerning individual performance. The variations in measurement of this

variable compounds the &ifficulty 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 propcsitions can be developed. Such

research should assess the effect of the informal work group cn 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/legitimacy.

The sampled police studies used almost exclusively exploratory 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
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effectiveness (crime rates, arrests, c¢learances) are deficient because:
(1) these measures focus on only one component of the police Ffunction--crime
control, (2) present methods of crime reporting are highly suspzct and may
underestimate actual crime rates, and (3) the ability of the police to
actually control crime is limited. Alternative measures of police

effectiveness have been proposed, but use of these methods has not been
reported extensively in the literature.

Several <correlates of organizational effectiveness have been
identified and are reported in this chapter. These correlates are derived
from studies in the police field, as well as from other disciplines.

The police literature contains several gqualitative analyses of
organizational change. These studies indicate that organizational change will
not occur unless management undertakes comprehensive programs of change with
carefully planned implementation strategies. Attempts to introduce too many
changes at once will result in failure of the change program; an inability to
sustain structured or managerial changes will hamper the overall change
effort. Police officers were found to be receptive to the need for change,
but skeptical of management's interests in implementing change and of
management's ability to manage the change process. Police officers were also
noted to be skeptical toward "outside interference" in management and
administration once organizational changes are implemented.

Research in the non-police disciplines illustrates that larger, more
differentiated organizations may find it easier to adopt change and
innovation, and that greater perceived environmental uncertainty is positively
associated with organizational change. The use of "boundary spanning®
personnel was shown to stimulate adaptability to environmental changes.

A review of research on public support/legitimacy reveals differing
conclusions concerning the public's perception of the police. Certain early
studies of citizen perceptions (conducted in the late 1960's and early 1970's)
had methodological weaknesses and did not distinguish between general citizen
sentiments regarding the police and specific citizen perceptions of needed
improvements in police agencies. More recent studies have shown that the
police are viewed positively when citizens are asked general attitudinal
questions regarding the role of the police, but less favorably when specific
qguestions concerning police behavior are posed to citizens.

Several factors have been shown to be correlated with citizen
perceptions. Among these factors are the norms and values of the community,
socioeconomic characteristics of the community, the crime rate, and perceived
access to public agencies on the part of citizens. These factors should all
be considered in any assessment of citizen perceptions.

The subject of individual performance has been subjected to numerous
definitions 1in research studies. The police literature conceptualizes
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performance primarily as individual officer history and experiences, with only
minimal attempts at assessing individual productivity. The literature
suggests that little knowledge is available concerning the measurement and
determinants of behaviorally anchored job performance dimensions.

A considerable percentage of the sampled police literature has focused
on individual attributes of performance noting that motivation and education
are positively related to individual performance, while intelligence levels
may not be related to performance. Intelligence levels, however, appear to be
related to both motivation and education. The police literature presents very
little knowledge regarding the relationship of organizational and management
practices to performance.

Several ©pertinent topics for future research were identified
throughout this chapter. Among these were the following suggestions for
additional research:

@ The subject of effectiveness should be researched
further with alternative measures of effectiveness
utilized. This research should likely be limited in
scope and consider specific police activities,
functions, or services with a view toward develcping
appropriate measures of effectiveness. Such studies
should investigate police effectiveness in delivering
services and maintaining order, as well as controlling
crime.

® Additional research is needed to specify those
management and organizational practices which are most
conducive to employee acceptance of change. The current
research literature indicates many general management
strategies to affect change, but by and large stops
short of yielding knowledge on specific actions which
facilitate the adoption of change.

o There is a need for further research examining
behaviorally~oriented police officer performance
characteristics, This research should endeavor to
develop valid measures of such characteristics (e.qg.,
demeanor, knowledge, skills) and identify the
relationship between these vperformance dimensions and
actual day-to-day activities. This research should also
analyze the relationship of behavioral dimensions to
documented, experience-based, police performance
measures (e.g., discipline history, leave patterns,
awards, promotions).
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Additional research is needed to determine what
management and administrative practices are correlated
with individual performance. This research should
ascertain whether the following variables are correlated
with performance: incentives: no;@ative, and styles of
supervision, particularly supervisor structures that
exhibit a consideration style. This research should
analyze the effects of social cohesion in the work group
on this relationship.
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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 Mmanagement, administrative, and organizational
topics.

The significance and cont

ribution of this study can be analyzed from
four perspectives. The study has

provided valuable contributions in:

l. 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

yield thorough reviews of the state of the art of
matter and methodologies. This anal

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
pPolice research subject

ysis identifies not only the frequency of
reported research on numerous topics, but also provides a review of research

designs, methods, and analytical techniques.

331
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A review of the content of sampled research, ranging in subject matter
from environmental influences on the police organization to assessments of
organizational effectiveness, indicates that there are definite patterns in
police research subject matter. Those who have initiated police research
studies have shown much greater interest in conducting research on the role,
personality, and specific activities of the individual police officer, as

hiring, training, and Supervising the individual officer. There has been much
less emphasis given to research on the police management and organization
structure, the roles of individual actors within the police management
hierarchy, the internal decision-making process within the police
organization, and on the working relationships between police organizations
and other government administrative and political systems. Furthermore, the
interest in police Supervisory systems has not yielded detailed knowledge
concerning behaviorally-oriented motivation and leadership practices.

A review of the subject matter identified and sampled for this study
will demonstrate these patterns. It should be stressed again that this
project has compiled an extensive body of literature on police organization
and management issues consisting of 485 research reports or journal articles,
but this aggregation of research studies is only a sample. Therefore,
statements concerning the state of the art refer only to this sample and not
to the entire body of literature. A frequency tabulation of the number of
studies by specific variables is presented in Figure 24,12 This graphic

As noted in this figure, six of the eight most frequently researched
topics focus on the individual officer and provide information on his/her
interaction with the public, his/her educational level, the amount of
discretion inherent in the individual officer's position, the intelligence,
personality, and background characteristics of the individual officer, the
values and attitudes of the individual officer, and the performance levels of
the individual. Even the two remaining variables, Environment: Aggregate,
and Public Support, Legitimacy, are indirectly related to the individual.
Research studies examining environmental issues often do so in the context of

Zg/It should be noted that many of the variables appearing in this
figure were sub-divided in the respective chapter of this report. Such

ey

| - )

et | 3

1

J o




o= 9= g°- 2T 27T ITT Iz e e T e 22 TE 2D E0 OED 4
Figure 24
FREQUENCY OF EXAMINATION
OF SUBJECT MATTER IN SAMPLED POLICE RESEARCH STUDIES
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individual police~citizen interactions; citizen Surveys frequently address
individual citizen perceptionsg 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.gq., geographical dispersion,
variability of tasks, functional specialization, technological complexity),
internal decision—making (e.qg., 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 1left ¢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. 1In many instances, this

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 andg
organizational structures in policing is relatively recent. Prior to the mid-
1960's, 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-1960's, 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. 1In éssence, there was limited opportunity to utilize more
sophisticated research designs and analytical techniques. Throughout the
1970's, 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 (¢ g tendency to conduct andg report exploratory, qualitatively-
oriented research in policing.

Preceding page blank
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The second obvious reason for lack of sophistication is that police
research tends to be parochial. Through this review of research studies, it
has been obserwved that many researchers in policing fail to develop a theory
before proceeding to collect and analyze data. Their research is often
parochial in that they do not analyze carefully related works in other
disciplines, including sociology, psychology, and management and
administration. Consequently, researchers embark on analyses of management
and organization practices with 1little regard for findings in other
disciplines. Their research results often tend to have 1limited
generalizability, because they have not considered the full realm of issues
surrounding a research topic.

To illustrate, consider the subject of police discretion. Numerous
studies have been conducted analyzing the application of police discretion,
but many fall short of considering the experiences regarding the structuring
of job tasks and assignments in other organizational disciplines. There is an
extensive body of literature focusing on variability of individual tasks,
individual autonomy, and functional specialization in the work place. Too
often, police researchers fail to consider the research findings produced in
such disciplines when analyzing police discretion.

Finally, reported police research has tended to be descriptive and
exploratory because of an apparent low priority in publications on research
methods and standards. Noted police administrative journals often report
research studies which fail to analyze and describe thoroughly pertinent
background literature, study hypotheses or research questions, data collection
methods employed, and the relevance of findings produced. This same
observation applies to certain research studies funded by the National
Institute of Law Enforcement and Criminal Justice, particularly during the
early years of its existence. The net effect is that certain research is
atheoretical, lacking in methodological sophistication, and not generalizable.

This critique by no means is meant to disparage those works in the
literature which are methodologically sound. There are many such research
reports published; these form the basis of the inferences developed in this
report. A review of the state of the art, however, demonstrates that there is
room for improvement.

Identification of Policy Significance of Research Affecting
Police Management and Organizations

Throughout this report, there has been a consciocus attempt to develop
policy-relevant findings concerning the state of the art of police manage ent
and administration. This report, in some instances, confirms theoreti. .lly
based management and organization principles. On the other hand, the report
also suggests that certain such principles espoused by police management
theorists are not supported by empirical research. Further, this report has
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hig?lighted éreas where research findings have very little relevance for
pqxlce executlves.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 di i
lagnosing the relevance of
management and organizations. research on

' 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 ianease
centralization of decision-making are likely to result in greater conformit
to rules and procedures by employees and greater control of decision—makiny
processes by executives. Such a management decision, however, is also likelg
to Fesultﬁln decreased social cohesion among employees, decreased individua{
satls?act}on in the work environment, and more 1limited ability of the
organization tc 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
managemgnt practices do not produce intended results. Consider, for example
Fhe subject of formalization/written rules. The report point; out that aé
1ncre§sed proliferation of rules and regulations may not induce individual
compliance with management's expectations; in fact, such an action may

actually decrease individual conformit i indivi
: Y, especially where individ
assignments are highly variable. ' Y vidual tasks and

. FuFthermore, the study ‘'suggests that research results frequently
provide ¥1ttle in the way of valuable administrative advice because of
problems in conceptualizing measures. For example, there is a considerable
body of.resegrch in police literature examining individual performance Much
of ?hls. literature, however, defines performance as conform{ty to
organizational policies, only one dimension of performance. Very 1little

knowledge is available regarding indivi ivi '
g individual productivit an is i
concern to administrators. v sue of prine

Development of a Research Agenda for Future Police Organization
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and Management Research

Thig report has identified numerous topics for further research and
as_such, yl}l serve as a valuable resource for academics, funding agencies’
and practitioners with an interest in experimenting further with managemené
concepts, The report presents such topics in order of conceptual cluster

n

' This study has featured a concentrated effort to identify those
subject areas where future research is needed. In addition, suggestions to
enhance the value of these future research efforts have been included to help
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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,
Managerial, and Administrative 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 nuirerous 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 interestzd 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 wutilize
participative management systems (e.g., environmental influences,; the need to
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integrate functionally diverse components of the organization) and consider
what effegts are produced by participative management. Effects can be
c9nceptu§112ed as organizational structural effects (e.q. impacting
hlerar9h1cal structure and decision-making authority), interpers;nal effects
Fegérélng the integration of either formal or informal work groups, or
individual effects concerning the impact on the individual worker's commiément
to the organization, satisfaction, or incentives. In short, the framework

promotes analyses cutting across managerial discipli i
A ciplines in an ef
produce a greater utility of research findings. fort to
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