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ERRATUM

Although no text is missing in Chapter IV
of this report, page number 117 has been
omitted. The text is continuous from page

116 to page 118,
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ABSTRACT

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

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

This synthesis identifies both knowledge base strengths and weaknesses

in the 1literature. It confirms many theoretically based management and
organization principles, while also raising questions as to the efficacy of
certain traditional police managerial and organizational practices. The

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

Policing has been subjected to numerous investigations of managerial
and administrative practices, organization structure, and individual and group
police office behavior. The volume of research on these topics has increased
since the middle 1960's, when proponents of police reform called for extensive
research and development efforts to foster new knowledge about effective
management and administrative methods in policing. Prior to this period, very
little knowledge, gained from scientific examinations of the police function,
was available to assist police administrators, government officials, and
students of police organization and administration in understanding the
management of the police operation.

Nearly 15 years have passed since the initiation of increased research
in police management. During this time students of many disciplines,
including political science, sociology, psychology, general management and
organization, and police science, have analyzed police managerial functions
and practices and published their findings. Much of this research has been
beneficial, supplementing previously undeveloped or incompletely defined
knowledge bases on police organization and management. Other studies have
proven less valuable, but have contributed to the state of the art by
accentuating issues for further research, or by highlighting problems to avoid
in conducting research in police organizations.

To date, there has been no available study of the strengths and
weaknesses of these knowledge bases, This report identifies many of those
areas where substantive knowledge 1is 1less than fully developed, while
simultaneously consolidating research findings on like topics, where possible,
into solid knowledge bases on police organization and management. The report
breaks new ground in its comprehensive synthesis of research findings on
important topics in contemporary law enforcement.

This report is also unique in its examination of numerous facets of
police organization and management and analysis of relationships between
several management dimensions, The structured typology utilized for this
study represents a new aproach to analyzing police organization and
management., The study clearly shows how this typology can be used to analyze
empirical relationships within the management domain. The inclusion of this
typology contributes to the overall value of this report.

Further, no prior available synthesis of this magnitude has integrated
pertinent research findings from other management and social science areas
with those of the police field in a comparative approach to developing
knowledge on police organization and administration. This study is unique in
this sense; the effort to supplement information and knowledge in policing
with knowledge produced in other disciplines enhances the value of this study.
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The study also offers a significant contribution in stimulating
further study of many other managerial and administrative issues in law
enforcement. As demonstrated in this report, there is a need for further
research based on sound methodological procedures to clarify, extend, or
perhaps refute some of the theoretical premises suggested by previous research
in police science and reviewed and analyzed in this report. Future
researchers will find that this report will serve as a valuable basis for
developing new research ideas.

Dr. Richard Miller

President

R. D. Management Associates, Inc.
Alexandria, Virginia

Professor Jim L. Munro
Professor of Political
Justice

University of West Florida
Pensacola, Florida

Science and Criminal

Professor Richard A. Myren
Director

Center for Criminal Justice
College of Public Affairs
The American University
Washington, D.C.
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EXECUTIVE SUMMARY

This synthesis of research affecting police organization and
management critically reviews a sampling of research studies appearing in
journals, monographs, grant reports, and other documents. The
synthesis includes an analysis of the content and methodologies of research in
policing, and the, transfer of research findings from other disciplines to
police organization and management. This synthesis results in: (1) a review
of the state of the art of research in police management, administration, and
organization, (2) a review of the information and knowledge generated by
research in police management, administration, and organization, and (3) a
research agenda for future police research.

Study Objectives, Tasks, and Methods

Over the past 15-20 Years, there has been a significant increase in

the volume of research on police management, administration, and
organization. To date, this research has not been analyzed critically or
comprehensively, Moreover, 1little or no efforts have been undertaken to

analyze and transfer, where possible, research results from studies in the
domains of general management and organization and social science to the

police field. This study was initiated to address these research needs. The
goals of the study were:

those

l. To identify books, monographs, and articles
produced by social scientists and criminal Jjustice
scholars which have particular relevance to the

management of police organizations.

2. To analyze the content of those works, focusing
specifically on those which have produced knowledge~-
empirical findings generated by methodologically sound
research procedures.

3. To compile those findings into a coherent synthesis,
identifying the strengths and weaknesses and the absolute

gaps in knowledge regarding police management and
administration.

The first two of these objectives were accomplished and are reflected
in this report. The third objective, in retrospect, proved quite ambitious
given the resources to complete this study. A more appropriate objective
would have been to identify and illustrate knowledge base strengths and

weaknesses concerning research affecting police management, administration,
and organization.
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One of the first tasks of this study was the specification of the
stuqy's parameters, Five distinct parameters were chosen to narrow the
pbroject's scope. These parameters are:

l. A decision to include a sampling of research studies from
the general management and social science disciplines to
pProvide a comparative base for analyzing police studies.,

2. A decision to limit the study's domain to only empirical
research studies to facilitate the identification of a
knowledge base on police management ang organization.

3. A decision to eliminate from consideration research

studies that focused primarily on police operational
content topics,

4. A decision to eliminate from the Scope of the study
research that focused on the management activities and
style of the police chief executive.

5. A decision to limit the research to only research reports
pPublished in the United States.

A critical task in this research effort was  he development of ga
conceptual framework. The selection of a framework was a major decision point
because of the sheer volume of stadies in police administration and the need
to héve a method for integrating literature from general management and
organization, as well as social science disgiplines with police research
literature. The selected conceptual framewdrk was derived from a model
deye%oped in sociology conducting comparaiive analyses of organizations. This
original model, designed to bs organizationally independent, was modified to
irclude many subjects of intsrast to police practitioners and researchers.
The selected conceptual framgwark includes 40 separate variables, each
acdressing a unique subject, orgariized into 6 conceptual cluster areas. Each

of the 40 variables were operationally defined to guide study data collection
and analysis efforts.

A two-phase document selection and review strategy was used to select
research studies for analysis. First, indices from a set of target journals
were reviewed to select those studies which appeared to be empirical and. focus
on variables incorporated in the conceptual framework. The target journals
were the Journal of Police Science and Administration, the Journal of Criminal
Justice, and the Journal of Criminal Law, Criminology, and Police Science for
the police sample, and the Administrative Science Quarterly for the non-police

‘ Identified articles were collected and reviewed. Each article was
reviewed and coded utilizing a standardized coding sheet which extracted

XX

T

information concerning the study's content, methodology, and findings.
Researchers identified relationships between variables examined in the study
and included in the conceptual framework. Relationships were coded as either
positive, negative, or neutral. These coding sheets were used to deduce a
knowledge base on police management, organization, and administration.

In reading these articles, staff researchers were directed to compile
a secondary source listing of articles for review by noting relevant citations
in selected documents. This listing constituted the second phase of the
selection and review strategy. Documents included on this listing were
reviewed using the same coding ‘sheet as used for the first phase documents.

Two additional sources were used for the second phase of the document
selection and review strategy. Special listings of research projects in
policing were obtained from the National Criminal Reference Service (NCJRS).
These source listings were reviewed and pertinent documents were retrieved
from the NCJRS holdings for analysis. 1In addition, a special "profile run"
of grant reports for research sponsored by the National Institute of Law
Enforcement and Criminal Justice was obtained from the Department of
Justice. This source listing was used to identify grant reports to be
reviewed for this synthesis.

This two-phase process of collecting and reviewing first journal
articles and then other secondary sources resulted in a large collection of
studies in police science and administration, as well as other disciplines.
In total, 485 research studies were reviewed as part of this analysis. This
total includes 292 police research studies and 193 non-police studies.

Two forms of analysis were utilized in completing this synthesis. The
first was a descriptive analysis of each conceptual cluster. This analysis
included a synthesis of the content areas and methodologies used in sampled
studies. The review of study methodologies featured analyses of research
designs and analytical procedures., A comprehensive synthesis of descriptive
findings was produced for each conceptual cluster.

The second form was an inferential analysis of collected studies.
Whereas the descriptive analysis was essentially an itemizing of findings from
reviewed studies, the inferential analysis incorporated a critical review of
the content area of selected studies with a focus on comparing and contrasting
study results. The primary thrust of the analysis was whether a study's
findings were generalizable and, thus, knowledge could be derived from study
results. Many of the reviewed research studies contained methodological
weaknesses and their findings were not generalizable.

The inferential analysis vielded three assessments concerning each
conceptual cluster. These were assessments of knowledge base strengths,
knowledge base weaknesses, and the contribution of research results to the
state of the art. This last assessment was used in developing policy-relevant
conclusions concerning the specific content area under analysis.

xxi




Summary of Key Study Findings

The synthesis of sampled police research is presented in six separate
chapters organized in order of the cluster areas included in the study's
conceptual framework. The following paragraphs summarize the key findings for
each conceptual cluster area.

1. Environment and Organizational Autonomy. This conceptual cluster

included five variables: (1) Environment Aggregate, (2) Environment:
Relational and Structural Characteristics, (3) Organizational Age, (4)
Legal/Political Autonomy, and (5) Functional/Economic Autonomy. Sampled

research studies from the police literature focused extensively on the first
two of these variables and, to a 1lesser extent, on Functional/Economic
Autonomy. Only a small number of studies addressing Legal/Political Autonomy
were located in the literature. No studies on Organizational Age were
identified. Knowledge derived from studies of police organizations was
augmented by studies in other disciplines focusing on interorganizational
relations, environmental uncertainty, and organizational autonomy.

An analysis of the sampled literature demonstrates that a
preponderance of studies were exploratory and qualitative, particularly those
examining police-citizen interactions. Studies focusing on economic issues
tended to utilize more sophisticated analyvtical designs.

The review of sampled studies yields several conclusions regarding the
state of the art of existing knowledge regarding environment and
organizational autonomy. These conclusions are summarized below:

a. The development of 1locally centered governments and
police organizations in the United States places
restraints on adaptation to broad community needs by the
police. The dual police role of guaranteeing individual
rights and maintaining the social order causes the police
to be viewed as symbols of authority.

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

c. Perceptions of increased volatility in the community and
in the environment results in more flexible, less
hierarchical structures and greater decentralized
decision-making with more input from 1line and staff
levels, '

d. The literature presents two theories of the police~
citizen interaction: The notion of deference exchange

xxii
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and the citizen advocacy theory. Little research has

beeq initiated to reconcile differences between these two
notions.

e. ?ommunity income levels and crime rates are equally
1mpoFtant determinants of expenditures for police
service. Other socioeconomic factors and community
composition variables are correlates of both income
levels and crime rates. The interplay of these variables
results in larger communities spending proportionately

more Fag revenue for police services than smaller
communities. '

Cities with city manager forms of government spend more
for police service than cities with alternative
governmental forms. The sampled literature, however,

qoes not suggest that such increased expenditures result
in enhanced organizational performance.

2, Complexity of Goal and Task Structure. The

cluster included seven distinct variables: (1) Diversity o:egzgic:;:::pt?;}
Number of.Objgctives, (3) Geographical Dispersion, (4) Variability of T;sks

(5) Organ%zatlonal Size: Members, (6) Organizational Size: Resources ané
(7) Prgan}zational Size: Clientele. There were only a minimal amouét of
stu@1es in the police field identified and sampled addressing these
subje?ts.. The only topic which has been examined in any depth is
OFgavlzétlonal Size: Members. The sampled research studies from other
disciplines provided detailed knowledge on size of the organization, as Weil
as variability of tasks within an organization. '

The methodologies of sampled studies were largely exploratory. The
methods of analysis used in sampled studies varied, although a significant
bercentage of the police studies employed either bivariate or multivariate
agalytical designs. Virtually all of the studies in other non-police
disciplines utilized these more sophisticated research designs.

Reviews of sampled studies addressing the variables included in this
conceptual cluster resulted in the formulation of several

; conclusi
regarding the state of the art. Sene

These conclusions are summarized below:

a. Police organizations adopt "operational styles" because
of community prioritization of services and diversity in

ggal énd task structure. Operational style is two-
d1megs1onal: agencies have an enforcement style and a
service style. Efforts to introduce an enhanced

enforcement style are usually accompanied by increased

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

c. Organizations with a highly variable task structure can
better coordinate employee behavior through non-
bureaucratic managerial systems. Traditional police
supervisory systems may be inappropriate given the high
level of variability in the police task.

d. Studies examining the effect of size of the police agency
raise serious doubts relative to the efficacy of
traditional notions about large police agencies. These
studies demonstrate that agency size has no relationship
to citizen ©perceptions of police effectiveness or
feelings of security; size is not related to decreased
expenditures for police service. Such studies, however,
measure only one outcome of organizational size--citizen
perceptions. Since perceptions are influenced by
socioeconomic characteristics and experience with the
police and there are other, wvalid outcomes of police
service, it is not possible to deduce overall conclusions
regarding the effects of size of the police agency.

e. Larger organizations have more complex internal
management structures, including increased bureaucratic,
administrative. control elements, and employ larger
administrative/managerial staff components.

3. Internal Structural Differentiation. The third conceptual cluster
included eight unique variables: (1) functional specialization, (2)
departmental specialization, (3) technological complexity, (4) skill
structure, professionalism, and four variables addressing internal
stratification in organizations, (5) sex, (6) race, (7) seniority, and (8)
education. The content of sampled police studies was centered on four
subjects: skill structure and professionalism, racial stratification,
seniority, and education. The sampled non-police research literature yielded
valuable knowledge regarding the effects of division of labor and technology
on management and organizations.

Sampled research in policing employed primarily exploratory or case
study research designs. This was also the case for studies in other, non-
police disciplines.
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.The analysis of sampled research studies provided several conclusions
concerning the state of the art regarding internal structural
differentiation. These conclusions are summarized below:

a. Larger organizations generally have a greater division of
labor. Increased division of labor in organizations
results in flatter, as opposed to taller, organizational

structures. Increased division of 1labor is positively
associated with greater proportions of management
personnel.

b. Technological complexity is one primary element of
organization structure: the others are organization size
and division of 1labor. Increasing technological
complexity is positively associated with decreasing

management authority and declining worker perceptions of
autononmy.

c. Professionalism is often conceptualized differently in
police research studies than in non-police studies.
Police researchers tend to view professionalism as an
organizational attribute, while researchers in other
disciplines analyze professionalism as an individual
worker attribute. Greater individual worker

professionalism is associated with less bureaucratic
management systems,

d. Seniority in policing affects individual attitudes and
value systems.

e. Education of police officers is positively correlated
with improved performance and with police officer belief
systems (increased education is associated with declining
dogmatism) . Education is not related to cynicism and
satisfaction among police officers.

. 4. Organizational Coordination and Control. This conceptual cluster
incorporated 13 unique variables which were grouped into 4 sub-cluster topical
areas for purposes of analysis. The four topical areas were: (1)
Traditional, Bureaucratic Modes of Coordination and Control, (2) Non-
Bureaucratic Modes of Coordination and Control, (3) Management/Supervisory
Systems of Coordinating the Human Enterprise Within the Organization, and (4)
Organizational Maintenance Activities to Coordinate and Control the Human
Enterprise. Research in policing tended to focus on individual employee
related concerns such as discretion, supervision, recruitment, and training,
while devoting much less attention to organizational structural issues, or
ongoing administrative processes, such as decision-making. The non-police

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

Several conclusions were developed regarding the state of the art of
organizational coordination and control mechanisms and practices. These
conclusions are summarized below:
little

a. Pormalized/written rules and procedures have

effect on employee performance.

b. Hierarchical organization structures appear to be more

appropriate in organizations employing a less
professionalized work force. Many police officers
actually prefer a hierarchical structure. Individual
police personality attributes may contribute to this

preference,

c. Concentration of decision-making authority is associated
with large spans of control in organizations. Division
of labor is associated with smaller spans of control.

d. Larger administrative
found in larger,
organizations,
associated with
staff.,

staff components are generally
more hierarchically structured

Decentralization in policing is
increased need for managerial support

e. Participative management, or management by committee, is
positively associated with employee satisfaction and
commitment, but not with individual performance or
organizational effectiveness.

f. The use of normative incentives (feelings of importance,
involvement) is positively associated with employee
satisfaction, commitment, and performance.

the prime determinant of the
application of police discretion, although day-to-day
situational  factors, socloeconomic status of the
community, management expectations, and police officer
personal characteristics all play a role in influencing
discretion.

g. Peer influence may be
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h. PFormalized policies, training, and
little impact on police discretion.

supervision have

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

j. Police supervisors have little control over police
officer behavior due to the police occupational culture,
variability in the police task structure, and a limited
power base in the supervisory position.

k. The adoption of an initiating or a consideration
supervisory style will enhance employee satisfaction and
commitment: an initiating structure is more appropriate
where the job task is varied: a consideration structure

is more appropriate where a task structure is more
routine.

1. A variety of police individual characteristics, as
measured in recruitment and selection, are positively
correlated with performance. These characteristics
describe individual intelligence and personality.

Certain biographical factors are also prime determinants
of future performance.

m. Police academy performance and. probationary supervisory
evaluations are predictors of individual performance.

n. Police training systems do not adequately prepare
recruits for the uncertainties to be faced in day-to-day
operational situations.

Informal Organizational Structures.
included in this conceptual cluster: (1)
Cohesion, and (3) Satisfaction/Alienation. The subject of employee adaptation
has been one of the most popular topics of research in policing. This
variable encompasses studies of cynicism, individual personality, and employee
commitment. Similarly, employee satisfaction has been researched extensively
in the police organizations. The sampled literature depicts a much smaller
emphasis on group cohesion. This subject has been examined in considerable
detail in the non-police literature, as has satisfaction/alienation.

Three distinct variables were
Employee Adaptation, (2) Social

As was the case with previous conceptual clusters, the sampled
research literature incorporated primarily exploratory or case study research
designs. This was the case for both sampled police and non-police studies. A
considerable percentage of the sampled police studies employed bivariate or
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multivariate statistical analyses. Virtually all of the non-police studies
sampled for this cluster utilized such analytical techniques.

Analyses of the sampled studies focusing on informal organizational
structures resulted in the development of several conclusions concerning the
state of the art. These conclusions are summarized below: T

a. Research demonstrates that police officers are cynical.
There is no one conclusive set of propositions, however,
explaining how police officers become cynical. There is
confusion over measurement of cynicism. Further, there
are disagreements as to what has the predominant impact
on cynicism: individual attributes or socialization.

b. Police officers have also been shown to be authoritative
and dogmatic. There is little consensus, however, as to
measurement of these personality attributes. There is
also disagreement over what influences these personality
traits most strongly: individual attributes or
socialization.

c. Management systems which promote greater work group
interaction are positively associated with improved
performance and individual satisfaction.

d. 1Individual employee satisfaction 1is not necessarily
associated with improved performance or organizational
effectiveness.

e. Certain organizational/management factors are associated
with employee satisfaction. Factors which are negatively
associated with satisfaction are formalization/written
rules, hierarchical levels, and concentration of
authority. Factors which are positively associated with
satisfaction are variability of tasks, feedback from
management, and participatory supervision.

f. Education levels of police officers are not associated
with satisfaction. Employee cynicism is negatively
associated with satisfaction. Cynical and educated
officers are more likely to be dissatisfied.

Organizational Achievement. Four distinct variables were included in
this conceptual cluster: (1) organizational effectiveness, (2) organizational
change, (3) public support/legitimacy, and (4) individual performance. Each
of these subjects, with the exception of organization change, was examined
extensively in the police literature. The subject of organization change was
addressed in numerous non-police studies; findings from these studies added
significantly to the knowledge base on this subject.
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Although the sample of studies focusing on organizational
effectiveness and individual performance is large, there is considerable
diversity in the definition of these variables. This is true for both police
research and other non-police research. These differences in measurement
hamper the development of knowledge regarding these topics.

The sampled police studies employed almost exclusively exploratory or
case study research designs. Many sampled non-police studies also were
exploratory, although there was a greater proportion of studies in this sample
which utilized quasi-experimental or experimental designs.

Several conclusions were developed concerning organizational
achievement. These conclusions are summarized below:

a. Traditional measures of police effectiveness are less
than adequate due to many methodological difficulties in
measurements of effectiveness. Consequently, very little
knowledge concerning attributes of organizational
effectiveness can be posited in this synthesis, although
reviewed research studies have illustrated several
correlates of effectiveness.

b. Larger, more differentiated organizations are more apt to
adopt change and innovation than smaller organizations.

c. Effective organizational change requires careful planning
for change, a limitation on the number of changes to be
introduced at any one time, and managerial efforts to
sustain the effected change once it is introduced.

d. Citizens react positively when asked generalized
questions regarding the role of the police, but elicit
more negative sentiments when asked specific questions
regarding police behavior, procedures, or organizational
effectiveness or efficiency.

e. Several factors are associated with citizen perceptions
of the police. Among these are: norms and values of the
police, socioeconomic characteristics of the community,
the crime rate, and perceived access to public agencies.

f. Individual motivation and educational level are
positively associated with individual performance.
Intelligence is a determinant of both motivation and
educational level.
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g. Available, sampled research in policing conceptualizes
performances largely as departmental history and/or
experiences, not as productivity or behaviorally anchored
job dimensions.

Summary of Recommendations for Further Research

Numerous tepics for further research were identified throughout this
synthesis. These topics were developed from either knowledge base weaknesses
in the literature or from conflicts evident in the sampled literature. The
suggested topics for further research are summarized below in order of
conceptual cluster. It should be noted that no attempt has been made to
prioritize the relative importance of these research topics. Such an effort
was beyond the scope of this study. Further, this summary itemizes only the
topical content area for further research and does not necessarily elaborate
on the specific focus of needed further research. More detailed information
on these suggestions can be found in the respective chapter of this report.

1. Environment and Organizational Autonomy. There are needs for
additional research addressing:

a. Community culture and the police. This research should
consider the effects of socioeconomic characteristics on
perceptions of the police.

b. The relative influence on socioeconomic characteristics
on police perceptions of the community.

c. The relative influence of changes in the crime rate on
police organizational structure and decision-making.

d. The effects of perceived "environmental uncertainty" in
police organizations.

e. The relationship of form of local government to police
organizational and management structure, management
decision-making, and organizational performance.

f. Interorganizational relationships among police agencies
and between police organizations and other local
agencies.

g. Police-citizen interactions with a view toward
reconciling the differences between the deference
exchange theory and the citizen advocacy theory of
police~citizen interactions.

2. Complexity of Goal and Task Structure. This synthesis has
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identified the need for further research examining:

a.

3.

The relationship of organizational style in police

agencies to management structures, interpersonal
relationships, and organizational and individual
performance.

The effects of geographical dispersion of police work
functions and activities.

Alternative supervisory styles and their relationship to
variability in police tasks and activities.

Differences between small and large police organizations

utilizing alternative outcome measures of police
effectiveness.

Variations in management coordination and control systems
in large, as opposed to small, police agencies.

Internal Structural Differentiation. Analysis of sampled research

addressing
additional

A.

variables in this conceptual cluster highlighted the need for

research defining:

The effects of division of labor in police organizations
with a particular emphasis of the effect on division of
labor on the organizational structure and the role of
managerial, supervisory personnel.

The impact of functional specialization of work
activities on the police organization.

The impact of technology on police organizational
structure, levels of authority, and individual officer
perceptions.

The relationships between organizational professionalism
(largely associated with organizational effectiveness and
efficiency) and individual professionalism (primarily
defined as individual job enrichment).

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

The impact of increased sexual and racial stratification

in police agencies with a specific analysis of the
relationship between such stratification and individual
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4.

officer values and norms, as well as social cohesion in
the work force.

Organizational Coordination and Control. This conceptual cluster

focused on four sub-cluster topical areas.
these subject areas pinpointed needs for additional research addressing:

=

5.

The relative influence of written rules and procedures on
performance, utilizing alternative definitions of
performance other than conformity to rules and
procedures, and controlling the effects of peer influence
and social cohesion on performance.

The effect of perceived professionalism among police

officers on perceptions of hierarchical organizational
control systems.

Variations in span of control, manager ratio, and the
attendant effect of such variations on productivity and
informal organizational structures.

The use of incentives as a management tool in policing

with a specific interest in analyzing the relationship of
incentives on individual motivation.

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

The influence of initiating and consideration of styles
of supervision on individual performance levels and
organizational effectiveness.

Supervisory and management training in policing and the
effects of such training on individual performance, work
group interaction, and organizational effectiveness.

Informal Organizational Structures. Analysis of research studies

examining three variables in this cluster identified the need for additional

research focusing on:

a.

The relationships between police attitudes, value
systems, and performance levels with controls for
individual background characteristics and socialization
in police agencies.
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6.

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

The relative effects of group solidarity, seniority,
professional identity, and rank on individual commitment.

Police employee organizations with quantitatively-
oriented analyses of the effects of employee
organizations on individual performance, organizational
productivity, and internal management control and
coordination systems.

The role of the work group in the police organization

with an emphasis on management practices enhancing group
interaction.

The relationship between individual satisfaction/
alienation and performance levels.

Organizational Achievement. Reviews of research

studies

addressing organizational achievement highlight the need for further research

addressing:

Q.

The relationship between managerial and administrative
practices and organizational effectiveness: ~ alternative
measures of police effectiveness should be utilized to
acquire more practical information as to the relative

impor tance of various managerial activities and
decisions.

The quantitative influence of specific managerial and

administrative practices on employee acceptance of
change.

Behaviorally-oriented police performance characteristics
(e.g., knowledge, skills, and abilities) with an interest:
in determining what individual and organizational facters
influence these characteristics.

The relative influence of incentive systems, supervisory

styles, and alternative organizational arrangements on
individual performance.
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Study Significance and Contribution

INTRODUCTION

This synthesis of research affecting police administration provides a ; {
significant contribution to the state of the art. The synthesis has shown § In November. 1979, Public Admini . ) )
that much existing research in policing has followed definite patterns and : from the National }nstit;ua 0;°L m;?tftratlon Serv1ce.rgce1ved a Fontract
tended to focus on the role, personality, and activities performed by the Institute) to conduct a Synthesisag; :L:f:éﬂfnt iﬁdlcrlmlné% qgﬁﬁi?%mgfﬁ?
individual police officeg.. »This ;nte;egt hasvgxtended to research on the and management This studvihuw“g — —~~j-r¢- aff¢§t1n9 police organization
administrative procéess of hiring, training, and supervising the individual for the organized and s ;iemai' ee% e 1mportant_research effort
officer. There has been much less research on the police management and police organization and ;;na ;;ﬁﬁ:a tgfce?egf'of knowledge in the areas of
organizational structure, the roles of individual actors within the police to date. th h 1 gement. e Institute has ?UlY rgcognlzed that,
organization, the internal decision-making process within the police ' ere has only been a modest investment in police management

jsenmeis ]

organization, and organizational relationships between the police organization L _ ;§§§Z;c2; 2ﬁ§hoigh thezf.lg a considerable body of prescriptive literature on
and other governmental agencies. , ‘ P g. zation, a.mlplstrat}on, and management. Further, the Institute
1 1 ag Fecognlzgd that'exlstlng police management research has not been analyzed
This synthesis has also demonstrated that much research in policing i i;;:;:aéiz gﬁ;ﬁr:’;:z:;rigward defining the state of the art and recommending
has been exploratory in design and very often ineludes only qualitative or : ; = .
descriptive analyses. More recently, research has incorporated more 4 ‘ ix Considering the P th _ _
sophisticated research designs but, nevertheless, a considerable proportion of . research agenda é;r ‘fsf nee si_ e goals of this study were to.pr9V1de a
reviewed police research studies contained methodological weaknesses. ‘ ) . strengths znd weaknesglguxifpo ﬁci:.managemgpt research by 1dent1§y1ng the
Further, reports of police research studies are often atheoretical and do not, - comprehensi 5 €s of existing qul%shed 'researc?, and yielding a
in some instances, compare study results with findings in other disciplines. | T prehensive up-to-date review of existing information and knowledge
| i rega;dlng pollce management and administrative practices and organizational
The synthesis provides a valuable contribution in reporting policy- 1 é - :gns1dera§10ns. Threg spgcific study objectives were formulated to achieve
relevant findings concerning the status of police management, administration, ! . ese goals. These objectives were:
and organization. Reviewed research studies, in some cases, confirm i 1 T id . . _
theoretically-based management and organization principles. In other cases, L - . To identify th°§e bOOFS'. monographS,' énd articles
research findings raise questions concerning the efficacy of certain S : produced by social scientists and criminal justice
traditional notions regarding police management and organization. : o scholars which have particular relevance to the

management of police organizations.

Further, this synthesis provides a valuable contribution in yielding a
rescarch agenda for future research in police management, administration, and

2. To analyze the content of those works, focusing

ene 3

organization. This research agenda was based on identified, sampled S specifically on those which have produced knowledge--
studies. Certainly, there may be other pertinent research studies which L N empirical findings generated by methodologically sound
either complement or contradict the findings outlined in this report and used Tl N research procedures.
in preparing the research agenda. Thus, there is a need to continue an : 3 - 1 . L. . _
analysis of the state of the art and assess the relative value of other ; - - 10 compille those findings into a coherent synthesis,
published research studies. R 1dent1§y1ng the strengths and weaknesses and the absolute
. gaps ‘1n 5nowledge regarding police management and
One tangible product Oof this research is the provision of a . administration.
discipline--independent, comprehensive conceptual framework for the analysis : The rimar foc c . ) . _
of police management and organizational studies. This analytical tool is a e literature gh éy zcus o Fhls synthesis is on POI}CG managemgnt
contribution in itself and serves as an analytical tool which can be used in 5 of the : e study has also given §upplemgntal consideration to a review
further syntheses of research affecting police administration. i e gepefal management and §oc1al science literature. This secondary focus
i‘ has facilitated an analysis of relevant research studies in other

discipl%nes. Where possible, empirical findings from these studies have been
o synthesized with those resulting from police research studies to compile
[ knowledge on police management and organization.
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One initial study objective was the identification of "absolute
knowledge gaps" regarding police management and administration. This
objective, in retrospect, was quite ambitious given the resources available to
complete this study. A more appropriate objective would have been simply to
illustrate knowledge base strengths and weaknesses in the research literature.

In a similar vein, this Study is not intended as an exhaustive review
of the state of the art of all managerial, administrative, and organizational
topics. Again, resource limitations prohibited the synthesis of certain
relevant research literature, predominantly in the general management and
social science disciplines. Instead, the study should be viewed as a critical
review of a substantial sampling of the research literature. The findings
concerning the state of the art are thus generalizable to this sample and, not
necessarily, to all management and organizational literature.

This report contains eight chapters. The first chapter presents a
detailed description of the study methodology, including definitions of the
management and organizational subjects analyzed, the document-gathering and
review process employed, and the analysis techniques used in deducing
syntheses of the research literature.

Chapters II thru VII present analyses of specific managerial and
organizational and subject matter. The content of these chapters is presented
in order of the conceptual clusters appearing in the study's conceptual
framework, as presented in Chapter II. A summary and conclusion regarding the
strengths and weaknesses of existing, sampled research is presented in each
chapter.

Chapter VIII presents an overview of the significance and contribution
of this study. 1Included in this chapter is a summarized critique of the state
of the art of the content and methodology of the sampled police research
literature,
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I. DETAILED METHODOLOGY
FOR

"A SYNTHESIS OF RESEARCH AFFECTING POLICE ADMINISTRATION"

Study Parameters

The first step in this project was a definition of explicit study
parameters., This project was admittedly quite broad at the onset, due
primarily to the nature of the subject matter. The terms "management" and
"administration" bring to mind many concepts and ideas depending on the
background of the individual using these terms.

Management theorists and practitioners alike often refer to three
Separate and yet different concepts all under the umbrella of management and
administration: the organization or institution, the work group, and the
individual. Peter Drucker, for example, defines Management as an "organ of
the institution" with three principal tasks (Drucker, 1973:1-2);:

® The specific purpose and mission of the institution,
whether business, enterprise, hospital, or university.

® Making work preductive and the worker achieving.
® Managing social impacts and social responsibilities.

Further, research in the fields of management and administration
transcends many disciplines. The Scope of this research, therefore, will vary
with the background and experience of the researcher. Knowledge in management
and administration has been generated and disseminated by sociologists,
psychologists, political scientists, management/organization theorists, and
economists, among other professionals. The medium for transmitting this
knowledge will thus cross many disciplines.

It was necessary to reduce the scope of this study because of this
diversity in definition and interpretation of management and administration
and because of the resource limitations placed upon the study. Five distinct
parameters were chosen to narrow the project's scope. The project's Advisory
Board and monitor from the National Institute of Justice agreed upon these

limitations at an early project meeting. These parameters are described in
the following pages. They are:

® A decision to include a sampling of research studies from
the general management and social science discipiines to
provide a comparative base for analyzing police studies.
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e A decision to limit the study's domain to only empirical
research studies to facilitate the identification of a
knowledge base on police management and organization.

@ A decision to eliminate from consideration research
studies that focused primarily on police operational
content topics.

e A decision to eliminate from the scope of the study
research that focused on the management activities and
style of the police chief executive.

e A decision to limit the research to only research reports

published in the United States.

Inclusion of a Sampling of Research Studies from the General Management and

Social Science Disciplines

First, the study was designed to include a sampling of the works of
management specialists and non-police social scientists to draw upon a
comparative source of knowledge concerning management and organization.=' The
police field has been criticized for being paraochial and not integrating the
findings from social scientific studies into its analyses of management and
administration. There is little doubt that much can be learned from such
studies. The general management literature analyzes numerous theories and
concepts which are directly applicable to the police discipline. Moreover,
this literature contains many reports of studies which are methodologically
sound and permit the development of inferences to guide managerial and
organizational theory.

Limiting the Study to Only Empirical Research Studies

Secondly, the project will be limited to only those studies which rely
on empirical research. This limitation was necessary to deduce a knowledge
base concerning the many facets of police management. Although there are many
excellent published works which prescribe sound managerial and organization
police practices or develop a theory concerning some topic in polige
management, these works generally provide information and not knowledge. This
limitation by no means demeans the quality or the value of these works. In
fact, many organizations, including police agencies, have relied upon such

l/The project resources limited analyses of general management and
social science literature to a sampling of articles and texts. For further
discussion on this matter see Section III--Data Collection and Review
Procedures.
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prescriptive texts as a foundation for many organizational and managerial
practices. The limitation is based on the fact that many such texts posit
theories not accompanied by research findings derived from valid, empirical

observations. Therefore, it is not possible to develop a knowledge base from
these works.

By way oOf illustration, consider the subject of participatory
management, Many police textbcoks contain descriptions of the benefits of
participatory management schemes to accommodate employee input in decision-
making. These prescriptions may certainly be well founded. They frequently
are not accompanied, however, by research findings based on methodological
designs. Such studies do not, therefore, provide knowledge about the positive

and/or negative results which may occur with the introduction of participatory
management systems.

The term "empirical research” may be subject to several definitions.
It was thus imperative to establish an operational definition of empirical
research for this study. The adjective empirical is defined by Webster as
"relying on experience or observations alone often without due regard for
system and theory, capable of being verified or disproved by observation or
experiment" (Webster's New Collegiate Dictionary, 1979). Applying this
definition to police management, the obvious linkage is to include those
studies which produce observations or propositions primarily based on sense

experience and/or are derived from such experience by methods of inductive
logic.

This definition neither limits the project domain to those research
studies which are totally gquantitative nor those which are totally
qualitative. Rather, it focuses the parameters of the study on research
projects on police organization and management which include some form of
documented observation or sense experience. The research designs of selected
studies may vary, therefore, from survey research to experimental.

Further, this study will be limited to the topic of police management
and organization. This is admittedly a broad topic. By design, however, it
will exclude two areas of inquiry. This narrowing of the project scope was
designed to reduce the potential of redundancy between this project and other
simultaneously funded studies of the National Institute of Justice. This
limitation eliminated from consideration studies in two topical areas.

Elimination of Studies that Focused on Police Operational Subjects

Research literature that was primarily operational in content was not
reviewed for this study. This includes those works that study police patrol
operations, including special police patrol operations, such as special
tactical patrol strategies or techniques, the criminal investigations process
and the management of this function, traffic enforcement, crime analysis and
crime prevention efforts, and criminalistics or forensics. In addition,
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related topics such as patrol allocation and police communications will not be
included. The exclusion of these subjects by no means denigrates the research
efforts undertaken in these areas of inquiry. Rather, this limitation was set
to avoid duplication with work being completed under a separate grant
entitled, "A Synthesis of the Results of Police Operations Research" (Grant
No. 78-NI-AX~0061).

Elimination of Studies that Examined the Role of the Police Chief Executive

Further, research literature that focused on the management activities
and style of the police chief executive was also eliminated from
consideration. This includes all behavioral studies, such as research that
analyzes the police chief executive's use of time, and those studies which
focus on the working relationships of the police chief executive with city
government officials, middle management, or the police employee
organization. Again, this limitation is not meant to minimize the importance
of such research inquiries. The limitation was drawn to avoid duplication
with another study funded by the National Institute of Justice entitled
research on "The Nature of the Police Executive's Work" (Grant No. 78-NI-AX-

0095).

Limiting the Study to Research Published in the United States

As a final limitation to the project's scope, the study was limited to
research published in the United States. while there are many fine works on
organizations in general and police agencies in particular which have been
published abroad, the resource limitations of this project did not permit
review and analysis of these studies. This is not to say that the study will
not examine cultural influences on policing. This subject is included in the
analysis of environmental influences on the police organization. Data for
this section, however, will be extracted from studies published in the United

States.

Conceptual Framework

A key task in any research endeavor 1is selecting a conceptual
framework to guide data collection and analysis efforts. The selection of
this framework was a major decision in this study because of the sheer volume
of studies in police administration and the need to have a method for
comparing the non-police literature with police studies. Two approaches were
considered by the project staff, its Advisory Board, and National Institute of
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Justice; the systems approach and the sociological approach.z/ A synthesis of

these two was developed and chosen for the stud
3 . Each of i
these wo Yas o V4 these approaches is

The Systems Appreach

' Tpe systems approach may be described as the,6 traditional approach to
?rganlzatlonal analysis in the police profession.= The systems approach
1nvolYes _identifying inputs of various types which exist in the police
?rganlzatlon environment, identifying a throughput process which receives
lnt?rprets, and processes these inputs, and describing outputs which aré
delivered by this process back to the 1larger environment, The systems
approach suggests that organizations are open social systems which consist of
the patterned activities of a number of individuals (Katz and Kahn, 1966).

FFom the perspective of police administration, inputs are
c@aractgrlzed as either functional (people, money, and ideas), programmatic
(1nc%ud1ng the specific requests received by police organizations for their
services, as well as the immediate social conditions which give rise to those
demanqs), or environmental-cultural conceptions and popular opinions relevant
to crime, law, and the police. In short, it includes éll those environmental
or cultural conditions which may not lead to specific demands for police

seryices, but which indirectly affect the structure and functioning of the
police organization.

. Functional }nputs are normally processed by unique administrative
units or systems within the organization. People inputs are processed by

personnel and training systems, money inputs by financial syst ;
: . ems
inputs by planning systems. 4 » and idea

Programmatic inputs are also received and processed in system terms,
generally through the operational units of police agencies. Systems of

E/Thls is‘not to imply that these are the only two frameworks which may
have been pertinent to this study. There are undoubtedly many other
frameworks which could have been tested had the intent of this study been to
develop and test a series of models for synthesizing police and non-police
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