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ABSTRACT

This is a study of the social organization of two police precincts in New
York City, and how that organization relates police work to the community and
to central police headquarters. The researchers spent eighteen months working
in the two precints and covering all major aspects of police work. This field
study utilized ethnographic methods for data gathering. Events within the precinct
were the unit for cobservation and analysis, so that social action and behavior
were the basis for event anilysis. The data are presented in a series of events
which took place during those eighteen months and which are analyzed in texms of
oconsequences for task performance, social relations and individual stress.
Participants in the event were identified and interviewed through network analysis
and the analytic results are presented in the form of a model of the social
organization of the precinct, and in a series of maxims or rules which make up

The Cop's Ccde.

The study describes the emergence and the functioning of two campeting and
sanetimes conflicting cultures within the Department. A conception of the "good
old days" is the organizing ethos for "Street Cop Culture", which organizes
individual officers and precinct social networks into a social system. This nos-
talgic sense of what the old days were like in the Department may or may not be
an accurate interpretation of the past, but it represents the way street cops
believe the Department should be today. It is the values of this culture, oper-
ationalized in a series of maxims guiding behavior, which form the group reference
for precinct level officers. Interviews and behavioral analysis in the precincts
indicate the belief that a number of social and political forces have weakened the
"good old days" culture, so that the organic structure of the Department is disin-
tegrating. All of these forces have contributed to the developement of a new head-
quarters level "Management Cop Culture", so that what was once a family is now a
factory. This new Management Cop Culture is bureaucratically juxtaposed to the
precinct level Street Cop Culture. Unlike other bureaucratic systems in which the
upper echeldn of the hierarchy is recruited from different socio—economic and edu-
cational levels than the lower ranks, managers at all levels in the Department began
as cops, since there is no lateral entry. Not only the the values, say the cops,
but the real loyalties of the bosses are not to the men, but to the social and polit-
ical networks which make up the Management Cop Culture. While there is same uncasy
accomodation between these two cultures, they are increasingly in conflict and this
conflict serwes to isolate the precinct level fram the headquarters level. The result
is disaffection, strong stress reaction, increasing attrition and growing problems
with integrity. This in tern reinforces the resistence of the Stree Cop Cailture to
attempts by headquarters managers to produce organizational change, and, instead, the
social organization of the precinct becomes the major reference structure for the men.

The precinct social organization model which takes its values from Street Cop
Culture is described in a model containing four major structures which socialize
officers into that organization, relate them to each other and to headquarters. These
structures are operatinnalized in the social organization of the day-to-day life of
the precinct and adjusted to local conditions through the three social processes of
sorting, territoriality and rule making and rule breaking. Officers learn the culture
and organize their behavior in terms of a Cop's Code of rules. These rules are
presented in terms of two sets of maxims, one of which explains how to relate to peers
and the "job", and the other which describes how to deal with the bosses.



'Y

LY Wesrd 4
R T i I T X

B T L R SR v S e AN e 0 i 20 o et - - ..
« = Y AT AN e AN 0 . y
Rl D A K C AN PRGSO
- B i E U

While the ethnographic methodol ]
o . ogy of the study was designed #
fmdé_ng ribt;ler than problem solving, two sets of recorrmendatiggs dzgra?é:gelam Cne
set describes how the social organization of the Precinct can become a valuéble

resource in police administration, if

it is understood and appreciated by managers.

The other is a recommendation for decentralizati i
I _ zation of plamning and evaluati -
ions to external interface level at the precinct, and a Specigic model for ggwfgungﬁ

a precinct level planning and evaluati
headquarters.

on unit should be developed and articulated at

=y

ety

P r it v 2o

i i

LA ARG A
w

A .
Fero st el TN i faiet sime s A e i e . 4
: [ P R R DT A b et e e e N S s it e e ; oL
S I A S S S AT AR A E N a2 i il i

 THE POLICE COMMISSIONER ISSUED THE FOLLOWING DIRECTIVE TO THE CHIEF OF

OPERATIONS:
"Tamorrow evening at approximately 2000 hours, Haley's Camet

will be visible in this area, an event which occurs only once
every 75 years. Have the men assemble in front of the station

house in uniform and I will explain this rare phencmenon to
them. In case of rain we will not be able to see anything,

so assemble the men in the sitting room and I will show them
films of it."

THE CHIEF CF OPERATIONS DIRECTED THE AREA COMMANDER:

"By order of the Police Camissioner: Tamorrow at 2000 hours
Haley's Comet will appear above the station house. If it
rains, fall the men out in uniform and then march to the
sitting roam where the rare phenomenon will take place, some~

thing which occurs only once every 75 years."

THE AREA COMMANDER ORDERED THE PRECINCT COMMANDING OFFICER:

"By order of the Police Camnissioner in uniform at 2000 hours

tamorrow evening the phencmenal Halley's Camet will appear in
the sitting room. In case of rain in front of the station

house, the Police Cammissioner will give another order, some-—
thing which occurs once every 75 years.”

THE PRECINCT COMMANDING COFFICER ISSUED THE FOLLOWING ORDER TO THE

ADMDNISTRATIVE LIEUTENENT" o
"Tamorrow at 2000 hours, the Police Commissioner will appear
in front of the station house with Halley's Comet, samething
which happens every 75 years. If it rains, the Police Commissioner

will order the Camet into the sitting roam."

THE ADMINISTRATIVE LIEUTENENT MADE THE FOLIOWING ANNOUNCEMENT AT ROLL CALL:

" When it rains tomorrow at 2000 hours, the phenomenal 75

year old Chief Halley, accampanied by the Police Commissioner
will drive his Comet through the station house in uniform."

AN HOUR IATER ONE COF THE COPS ASKED THE SERGEANT FOR CLARIFICATION OF THE
LIFUTENENT'S ANNCUNCEMENT AT ROLL CALL AND THE SERGEANT SAID:
"Chief Halley, the new Area Cammander, is going to test a new
RMP here tomorrow, if it doesn't rain".
A SHORT TIME IATER, A P.A.A. ASKED THE COP IF HE KNEW WHAT WAS GOING TO

HAPPEN TOMORRCW, THE COP SATD:
"Forget it, you civilians can't get anything straight anyway".

Anonymous Graffiti fram the NYCED
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CHAPTER 1

INTRODUCTION TO THE STUDY
A. General Introduction

Policing, at every level, is dependent on decision making., Management functions in
police administration include the need to make decisions and the power to do so. Whether
the issue is recruiting minority persannel or handling family disputes, both present
police administrators and patrol officers with decision making situations. There are a muber
of new approaches and technologies for improving decision making; while experts may disagree
on which is best suited to problem-solving, all agree that problem identification and same
means of data seeking are essential to all of them. Both problem identification and data
sge}ung have been the subject of a variety of approaches in police administration. At one
time or another, authoritarian, intuitive, rational, empirical, pragmatic and consensual
modes have been tried individually and collectively and each has its adherents. Reduced
to 1ts essentials, however, the conflict over how best to identify organizational or mana-
gerial probl_e‘ns and to seek data necessary for problem solving and decision making, repre-
sents a tension between those who look to the “folklore" of the profession and those who
propose "scientific" or "rational" sclutions to management prablems. Actually, each of
these methods may be a perfectly valid technique for informing problem solvers and policy
makers but each also has its limitations. The experiential empiricism of the conventional
folk-wisdom or "war stories" of practice provide an existential mode of problem-identifi-
cation, at least of those practical prcblems of day-to—day policing; but it does not
provide a means of systematic data seeking or of ganeralizing beyond individual exper-
-lence. Many established procedures and practices in policing thereby escape serious ques-
tioning. Routine data gathering methods including activity logs, arrest and crime coding
sheets and statistics on response time, provide standardized means of gathering data.
Nevertheless, field personnel frequently camplain that the data and the findings derived
from them lack relevance to the problems they face. 2As a result, many practitioners fail
to use any research-generated data for improving practice or setting policy. This apparent
contradiction has perplexed those cential headquarters-based administrators who are pro-
posing rational decision making models to solve policing problems and has hindered the
task and reduced the success of hoth policy makers and practioners.

William James once said that whenever there is a contradiction, it results from
thg frflct that the parties to the dispute have failed to make relevant distictions. Perhaps
this is tl}e case here; perhaps police administrators have for the most part stressed pro-
blem-solving without first developing a mode of problem-finding. Perhaps we have failed
to see the lggic of learning to ask relevant questions before seeking appropriate answers.
Some issues in policing are plain to see; others are less obvious. Same are continuous;
others are transient or peculiar to localities. One thing does seem obvious: no matter
how sophlsticatec_l the management system or decision making technology, it stands little
chance of producing a meaningful impact on the " job" of policing if those using it are
not aware of the technical, structural and behavioral problems which plague police officers
ard their immediate supervisors.

) 'l'm_findings are relevant here: 1) One of the most persistent problems in organiza-
tional decision making is the dilution or distorticn of policy directives as they move
frgm centraJ.. I_1eac’quarters to the field. The experience is the same in governmental, indus-
tt'l?.l, or military organizations: field units spend a great deal of time interpreting and
re-interpreting directives fram headquarters, usually to the detriment of their efficiency
and morale. 2} A number of studies have indicated that an individual's first loyalty is
to his .umedmtg organizational unity; the degree to which he sees that unit as representing
the.total organizaticn is the most important factor in his acceptance of policy and decision
making by the leadership. While these two sets of findings may seem samewhat in contrast,

. evidence
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7 they undervwrite the importance of understanding the place of the informal organization

and the relationships on which it is based. This mderS‘ga{xding is crucial for effective
management and leadership and for improving employee efficiency and morale.

Police departments in major urban centers are now characterized by increasing demands
for better educated personnel who come frcm a variety of racial and ethnic backgrounds
Such personnel bring new life-patterns and values to police work. At the same time, issues
such as increased use of female officers at all levels of police work and greater civilian
and cammunity involvement, promise to produce even greater demands for changes m the struc—
ture of police organization. These demands operate within a climate of-increasmg concern
with questions of job security and job satisfaction, corruption and ethics, and ral_:,ld sccial
and technological change. These issues carbine to produce major questions concerning organ-
izational patterns designed to maximize efficient and effective police work. While these
problems persist in all police work, they are fast becoming critical issues in urban poli-

cing. i

Organization and Social Controls in the Urban Police Precinct

¥While urban police departments have been growing in size and complexity, therc.a I}as
also been a growth of concern over the apparent discrepancy between the job of policing
and the organization of the police function on the one hand, and the culture and interests
of individual localities and specific cammmnities on the other. Thus, despite consistent
+ more socialization and thus more influence on operational decision making
takes place in the peer-mediated social systems of the precinct and its sub-units, we know

little about how such systems intersect with the formal organization of the police depart-

ment or how they might be used to improve the policing function. Because we have been con-
cerned with management, and have viewed police organizations as analogues of goverrment and
business management systems, we have until recently largely ignored the issue of the social
organization of the police. The issue of social organization is crucial if increassd

efficiency of leadership and improved morale of field personnel is to be achieved.

The analogy with business and goverrment tells us scmething about how police depart-~
ments resemble business and goverrment structures, but virtually ncthing about how they are!
organized to facilitate the police officer's day-to~day interface with citizens, with peers
and supervisors; nor do they describe the functions of the organization in seeking the
values and goals which make policing a unique and distinct institution. As a result, today
we have very little reliable knowledge about how urban policing units might be organized
to facilitate effective job performance or of how the many facilitative, extra-organiza-
tional "learning" systems which make up the totality of "on-the-job~learning" in police:
work intersect with the formal organization of urban police departments. Yet we need only
to look at current trends in policing, including increasing emphasis on a service model,
demand for improved commumity relations and citizen involvement, human relations, ethical
awareness workshops, and decentralization of authority and control—to realize that police
administrators are beginning to sense that the informal social systems that are operative
within every precinct or policing unit may also be among the primary facilitators of effec-
tive policing. Many of these administrators, however, continue to propose the adoption of
new human relations approaches, integrity programs and personnel or career path structures
in a conceptual vacuum. Specifically, they sense in a basic, experiential, "gut reaction”
way that informal social systems in the precinct are important, but they do not possess a
clear and camprehensive understanding of what it is that makes the informal social networks
so critical to policing ard how these informal systems operate. As they attempt to develop
new programs aimed at reducing the discrepancy between "downtown", and the police officer's
precinct subculture, they seem campelled to take these new programs and samehow force them
into the existing formal organizational structure of the department. The existing structure
eventually carrupts the functions leading to frustration for the administrator and usually
increasing alienation and cynicism for the officers.
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In the introduction to his participant-observation study of police in Philadelphia,

) Jonathan Rubinstein makes the point that most studies of police report on "organization

and administration instéad of describing what the men do. . .". While both management
systems and organizational structure are important and worthwhile things to study, wi}et't}er
considered individually or jointly, they fail to provide systematic data on how the indi-
vidual officers relate to each other and to the organization. Thus, research has failed

. to look at the social organization of the police precinct as the natural, social as well

as administrative setting within which bonds among policemen, linkages between the police
and the commmity and socialization into the job occur.

One of the most cawon findings in organizational research is that it is the immediate
work or peer group and not the larger organization or society which controls and motivates
the individual's behavior. Yet, despite these findings, organizational theory in police
work continues to develop fram and re-inform a concern with administration and management
at the central headquarter's level. As a result, there are few descriptions or analyses of
the behavioral, social and administrative structures of the police precinct, and how these
structires carbine to form this major organizational unit in urban police work. How the
precinct operates as a working social-administrative unit is critical to understanding the

., way in which it resenbles or differs from similar organizational units in other sectors

of society.

A nmuber of studies of police work have cited both the absence and importance of re-
liable data on the specific organizational climate which surrounds the police function and
. how that climate is developed and modified within the social system of the precinct. Our

' own experience in organizational studies in criminal justice and educational systems con-

vinced us that research on the police precinct as a soclal svstem would be an important step
in relating existing research on individual role performance and organizaticnal management.
functions. It would also provide a new and needed dimension for policy and decision making
in police work. Early in September, 1976, with financial support from the National Institute
of Law Enforcement and Criminal Justice, we decided that we would undertake a long-term

- field study of police precincts and that we would begin by looking at how precincts are
organized as social systems—groups of people working together. It is upen this project
which we are reporting.

B. Objectives of This Rasearch and Belationship To ILong Term Goals
Specifically, our cbjectives for the proposed research were:

1. to provide an ethnographic description of the social organization of the police pre—'
cinct and how it functions as a social system to produce sccial controls over its members;

- 2. using techniques of the field anthropolcogist, to cbserve, document, and analyze the

" patterns of social relationships which structure behavior in precincts and which define its

relationships with (a) headquarters, and (b) the coammunity;

3. using the techniques of network analysis, to develop a preliminary model or models of
the social organization of the precinct which grows out of analyses of social action within
the organization rather than one that is deduced from its external relations;

4. once the model was developed, to use it to examine the following questions:

(a) What are the patterns of social relationships in the police precinct, between

PR R S g L T Lt
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: > the police precinct and headquarters, and between the precinct and the community? Here

!

our interest was in the fomns of linkage and the types of sccial bonding within and be-
tween such networks.

(b} What holds social networks together in the precinct? Here our interest was in

‘~Values, conventions and the ethics which provide the cultural meaning for social behavior
“'in the precinct.

£
B )

* among the officers in the precinct.

levels.

. attempted to learn

(c) How are the various types of social networks or groups organized behaviorally
within the precinct? Our interest here was in how members are socialized and how social
controls operate within various source networks.

(d) What is the oode of rules for various networks and how do these canbine to form
a comprehensive code for members of the precinct community? Here we looked at the social-
ization process by which officers learn the riles, differentials among ranks and roles,
various racial and ethnicgroups and individuals with different educational and experiential

Research program impact on police administration and management

The distinction we have drawn between our approach and most previous police research
is critical in assessing the results and benefits of this study. Police precincts have
generally been viewed as a sub-set of the formal organizaticn of police departments—that is,

Yo

.2 as a social wnit which has been deliberately designed and constructed to achieve a set of

specified goals. This approach views precincts as rationally designed and constructed formal
crganizaticns with a hierarchy of organizational positions which can be diagrammed and then,
perhaps, changed by recasting the organization chart. ©Our approach, cn the other hand, has
been to view precincts as social organizations, contrived by a particular occupational cul-
ture , responsive to socio-cultural change and susceptible to study as social systems. We

he rules which structure and motivate behavior in precints by observing
how people behave in them and towerd them. This erphasis cn rules and a code of rules as

the behavioral structure of a social system is, we feel, the key to understanding how the
precinct is organized and how it relates individuals and groups within it to each other and
to the outside world.

& Essentially, our purpose in this research was to study the police precinct as a sccial

system which operates according to an observable and describable code of rules. In the
sense that we use the notion of "rules" here, we are describing a control mechanism, one
which regulates and regularizes social relationships between the precinct and the outside
world as well as within it. It is this code of rules which develops informally within the
precinct to which the new officer is socialized and which sets the standards for behavior
It also establishes who is an insider and who is an
outsider, a critical factor in the success or failure of attemots to introduce new person-
nel and programs. Taken as a totality, these rules form a shared code of behavior which
members of the precinct learn as members of informal social networks. The code is manifest
in their behavior and performance since it defines the equation through which they perceive
the objective world and allows them to make socially acceptable decisions about how to behave.

'} Since we believe that this code is the key to understanding how the social system of the

precinct operates, the central question of the research was "What is the code of rules which
makes the precinct a social system and how does the precinct culture prepare its members

to play this game?" Since we spent eighteen months cantinuously observing, documenting and
analyzing the behavior which results fram these rules, we were able not only to define the
social structure of the precinct, but are in a position, we believe, to make recammendations

-. on how the rules can be changed and on how changing the rules can lead to changing how the

A

game is played.
We expect four major contributions to theory and methodology in law enforcement to

4 -
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. emerge from this study: 1ier
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(1) The direction of recent growth in organizational theorafr ?in?zved] £ram an_c aspects
concentration on formal bureaucratic analysis to a concern 10 {ational develyomﬁnt- our
' genizational climate, organizational diagnosis, and OTgem 272 Eoe=n " qroups in
3 ogrch -Zaso far convinces us that understanding the socm% organi;atg:agd developing a
rese W . : ; important f£irst step
tianal and administrative settings is the lmpO -
%c;uogr:; agg - method for applying this new knowledge to police work.
. : +andin ial and admin-
(2) From a policy and decision-making point of view, understantins tg:v:?_cogrent of policy
istrative functions of the precinct organization 1s.ess:rn£1al toin e G 1n large
‘ "fand administrative procedures for evaluating, planning managing po

urban areas.
| i of re 3 _
: (3sear) b }gklﬁngmum t}’nslr?18:1sea":sa.l':t;la'a1 isiansnea{lusl general and in the police s{swnﬂme in particu-
T Ch methct that much of the specific findings of our study, particular 1fr ;trucbuef ucture
s o es ifupech determine social-behavioral networks, bonds among gersonrflel,liz:;mssys :
iiﬂl:;lzz and social relaticns sets will be generalizable to a V?.Flezye zhi gostudy jntansother
In ad(c;'iition , it should be possible for other resear:ﬁlertz to replica
sites to validate and refine the methods and the re .

. inally, we believe that we have d_
SR d t level of organizatl

fining and further developing field

ici o

eveloped sufficient data on the structure ancji-fftcm

i f the precinc on in police work o permit gslto makgzsvaecéﬁ:mn X e
tlon‘.-?u_——_:r«ﬂ—a-.-grs on {(2) desmlaning; modifying or transforming El}e socﬁla tortganle L inct ey
orooir ci':u:s“; weans of improving efficiency, morale and effectiveness & precine

© x nc icati recinst and headguarters. -

(M}  improving mnderstanding, and commmnications between the precindc anc B ’)

Ay

- - questions which detailed police mamuals do not answer.
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A. Police Work

- Empowered to take lives, exposed to danger, in contact with deviants, the police (un-
= 1like more prosaic occupational groups) are fascinating to the public. Samehow entwined
"~yith the "crime rate," they are also of contimuing interest to govermment. And during the
“last decade, because of both factors, they have been diligently studied by social scien-
tists, who rode in their sguad cars, took their life histories, gave them questionnaires
and personality tests. Much of this research tock place in cities, where crime rates are
higher, where the pcor and minorities painfully rub up against authority, and where the

;«: job is allegedly more glamorous. From this recent research is emerging a portrait of the

-#Yoccupational culture" of the urban police.

A pervasive myth, encouraged by the mass media (and the police themselves) is that
the police spend the majority of their time investigating crimes. In fact, the police
spend most of their time resolving conflicts, maintaining and restoring order and providing

. social services. Charles Silberman is very specific:

e - X
o They rush accident victims to the hospital; bring alcoholics indoors on a

winter's night; break into a locked house or spartment to ses vhether an
elderly occupant is alive or well; persuade a mentally ill person wiho has
barricaded himself in his apartment to return to the hospital; administer

- emergency first aid to a heart attack victim while waiting for the

o ambulance to care. Folice also get cats down from trees, chauffeur
dignitaries around town, rescue the drowning, talk suicidal people cut of
killing themselves, direct traffic, and provide advice and help o the
sick and clderly, as well as to otherwise healthy people who simply can-

not cope with scme pressing problem.

= sMcolNamara, 1967; Wilsan, 1968; Bitiner, 1970, and the President's Caormission on Law Enforce-—

“ment and the Administration of Justice, 1968 all agree with Silberman on this point.

Despite being part of a semi-military, bureaucratic organization, the average patrol-
man exercises wide discretion in carrying out these functions. Who to stop? Who to arrest?
How to elicit and record information? How to settle a family dispute? These are all

Discretion, says Wilson, is inev-
- itable:

. . .discretion is inevitable——partly because it is impossible to observe

every public infraction, partly because many laws require interpretation

before they can be applied at all, partly because the police can sometimes get
e information about serious crimes by overlooking minor crimes, and partly be-

cause the police believe that public opinion would not tnlerate a policy of

full enforcement of all laws all the time.

Wilson goes on to say that this discretion is exercised in "an emotional, apprehensive and
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7 perhaps hostile envirorment.”
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chases, in gunfights, in careful sleuthing.

" stick with the grow (see also, Wilson, 1968; Skolnick, 1966; and Rubinstein, 1972).
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He sums up the role of the patrolman as follows:

In sum, the order-maintenance function of the patrolman defines his role
and that role, which is unlike that of any other occupation, can be
described as one in which sub-professionals, working alone, exercise
wide discretion in matters of utmost importance (life and death, honor
and dishonor) in an enviromment that is apprehensive and perhaps hostile.

This emphasis on discretion leads a number of researchers to emphasize the artistry
of police work. Im Police, Streetcormer Politicians, William Muir made an in-depth study

of the life histories and daily decisions of 28 young policemen in Oakland, California.

: He stresses the complexity of the job, the ambigquity of choices, the necessity for wis-

decm. Muir describes great successes and great blunders and speculates on why certain
personalities can successfully cope with certain police tasks and why others fail. Wilson
and Silberman also stress artistry, perhaps not going so far as Muir in suggesting the
ideal patrolman should be a "philosopher-king" and have a "tragic vision" of life.

Peter Manning, however, firnds a patrolman's job more prosaic. "They do engage in
But these are rare events. Most police work
resembles any other kind of work: it is boring, tiresome, sametimes dirty, sometimes
technically demanding, but it is rarely dangerous." Manning cites evidence that mining,
agriculture and construction are more dangerous than police work. Rubinstein, however,
stresses that the constant threat of Janger unique to policing, is anxiety-producing.

There are other characteristics of the police culture that crop up repeatedly in the
literature. Kenneth Fortier stresses "personal isolaticnism, group cozalescence and de—
fensiveness," in "The Police Culture — Its Effect an Sound Commmity Relations.”™ “Cne
of the first things that the nsw officer does is to pramtly lose his nonpolice friends and
acquaintances." He leams that only other pol_lcarre.n can understand him and that he must

He
tends to be hypersensitive to even constructive criticism. Fortier disagrees with those

who stress the tedium of much police work. "Foli it tonds o engulf the new officer,

cOLICE 5 i'U.L -
5 assume primary urpcrw"ﬂ in his life style." Wilson, after closelv cbserving police
ncludes:

in several la.rg‘ cities,
time boring, monotonous,

« « .in the big cities. . .police work is much of ths
physical danger

messy routine occasicnally interrupted by intense hostility,

and social conflict.

Chief of the New Haven Police from 1968-1970, James Ahern in Police in Trouble cor-
roborates Wilson and offers a particularly grim view of the occupational culture. Cops

'; are constantly bored, looking for diversion, amusing themselves in destructive ways and

He is a clerk in a squad car, wnable to follow up cases,
and getting no credit for helping solve crimes. He is frustrated by the courts ard by the
vice laws that no one believes in. He recycles the same drunks and juveniles. Becaming
trapped in police work, he aspires to "day work" or detective work. His circle of friends
shrinks and his marriage is strained. There is a debate then as to how demanding, exciting
and rewarding police work is. There is also a debate as to how demanding, exciting and re-
warding police work could be. Could it and should it became a profession? Or is it just

a job?

Much of the literature on police culture involves a series of assertions, cbservation

hiding from their supervisors.
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or impressions backed up with a few examples. Jonathan Rubinstein's City Police is a

pioneer work systematically describing "policemen at work." Rubinstein first covered the
Philadelphia police for the Evening Bulletin and then spent a year in the force. City
Police is a masterful description of the informal organization, the subculture, and how it
interacts with the formal bureaucratic structure. Rubinstein describes police training
and socialization, how a squad works, how sergeants and squads interact (how he informally
controls and motivates; how they informally cooperate and resist), how dispatchers and
patrolmen jockey. "Infornmal compromises . . .are made daily, in every district . . .which
help the department carry on without disruptions, internal upheavals and unpleasant rev-

elations."

Rubinstein emphasizes the importance of "territorial knowledge" and the more slow,
haphazard but crucial knowledge of people in a sector; he respects the "reliable intuitions
developed during a career devoted to assessing the behavior and motives of people,” and
he gives specific examples of how this information influences decisions.

While admitting the "solidarity policemen feel for each other," Rubinstein emphasizes

" that "the relationship among colleagues in a squad are anything but harmonious and trusting.®

No squad is a cohesive unit whose members openly discuss their work and
experiences. While most men willingly acknowledge and frequently stress
their dependence aon each other, no patrolman tries to disguise the secre-
tive natwre cof muxch that he knows. A policeman's information is his pri-

cive T
vate stock, which nobody else may presume to make claims on, unless invited -
to share.
2 rookie's "access to what is going on is carefully requliated." Rubinstsin descr ,Lbes tha
ralired.

formation of cliques and coalitions, how simmering tensions and conflicts are neutr

City Police is a fascmatmg portralt of life from the "bottom up." Rubinstein offers
no recipe for refomm, sweeping remedies cr aliwrmatives. Ilaving spont a year on the force,
v seoms C'3,""'~"*"'~==4'”" to the ambiguities and difficulties of pollce work and to La
rochefoucauid's maxim, "Tout w‘.,r'*“’“m, tout pardonner.” He is certainly skeptical of
rolice training and of formal rules and formal ranks as motivators. The subculture of

Supervisars have

the squad seems to exist in total isclaticn from the formal organization.
limited real power and must depend upon the cooperation of subordinates. The sergeant seems
to be key to the hierarchy, the motivator and morale-builder. (See also Muir, 1877).
Rubinstein offers superb description and analysis, but little application, criticism or
advice. Generally flattering to the police, the book is far from Ahern's pichture of mono—

tony broken by frustration.

The only counterpart to Rubinstein's vivid portrait of patrolmen at the precinct level
is Arthur Niederhoffer's Behind the Shield. A patrolman himself, instructor at the New
York City Police Academy, and now sociologist, Niederhoffer uses New York for his labora-
tory. Emphasizing the "dilemma of choosing between the professional ideal of police work
he has learned at the Academy and the pragmatic precinct approach," Niederhoffer claims
the new recruit is indoctrinated in a "get tough" ideology. Starting at the bottom as foot
patroliman, he must learn a new jargon and rituals. He must quickly learn "that one of
the important arts he must master is the sense of when to take action ard, perhaps more
important, when not to. 2n officer who brings too many trivial cases into the station is
considered incompetent, but an officer who brings in too few is considered a shirker."
After five years the patrolman, "fed up with this basic job of all police systems, sesks
to escape from foot patrol duty, either becaring sergeant or detective." Detectives are
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the upper class of the police society and haughtily guard their special status and privileges.

Many patrolmen believe that you must have a "pabbi® to became 2 getective

Another method of advancement, encouragsi ici i i
e ther : f ment, ging cynicism, .is cited McNamara in
Uncertainties in Police Work." "If you want to get 'out of the bag?yand into the 'bureau'

shoot somebody. "

Related to this, there is a literature on the i mino
e _ . h special probl i i i
ﬁex Hicholas in Blac_:k in Blue suggests that “Negro gsilceu'gn se:gs tgfbe aﬁ;tgtgglg;
h lgsrsleé%gs}?;sana&dwg‘ieengiﬁ;ﬂd He is accepted by the middle class but rejected by lower
; ern migrants. An in " ' i cers
o ial problens of ¢ . thgz e Yorkg;:jic g'?ylor in "Women Police Officers" describes

vice gnndaigiitPtij e betirto L culture that naturally is stressed by popular writers is
with enforcing un:.rl;l%orcmeable Ylnlar[slé Vice Squad (New York, 1973) examines squads concerned
rnogr : aws: laws against gambling, prostitutes, liquor, narcoti
pOSOCiEtY?p‘%-{d]{awswantuslt?oﬁmd&ad Elog:l%ntgniif:e gmtr:\o lléal behavior. He concludes: It is Arrercoitlcacsnl
. itse ut keep its morality intact, tha
ultimate responsibility for police corr:'u . in r t must bear the
PR, e : tion." Leonard Shelter's On the- i
William Phillips' account D : helter's On the Pad gives
rolice foree. p: unt of a cop on the take, and is an irdictment of the New York City

B. Modal Police Personality

Mﬂﬂio:i_gi.csg:ngtists and police gdmjnistrators, of course, hope to "prove" what kind of
g;e.,;m}.r-.. ]ewtgd‘ri: pollcc—mz.m; then personnel procedures can be devised that will encour-
2. S p@*peoo.';ﬂ;ﬁli" > wc::or‘r—emp’_:}_;lca?n Thfre is a good deal of speculation on themodal

f:olic d'-sd:':ul tt?r e-:;...g g}-‘;&c_- values and polltlcrjxl beliefs. B8ays Jorame Skeolnick, "The
pol baanantt_lefidd l'Sl . t_ qf the masculine v_vc_m}ung man. It is of the docks, the'barra-cks
 eonaitietiel Derha KoJ.n:_Lck goes on to offer a political profile of the policeman “as '
2 seonsery ; T o 52 diicirtiniiy person of lcwer-c;lags or lower-middle class origin,
ambivalentuppoaborterut the righee oF gthegzt'lfes, often prejudiced and repressive, often extremely

the aiﬁi;?l?mthlsseﬁ;t;@ ;agia Sli';lbsé}l;ﬁaf‘z: AS one ocfficer told him, "I got to know ail
"An officer may begin his cmrecs v an ;S;ii:sransl; i;%m_ﬂfexé;‘ :"o::at‘x"xan Rubinste-in.writes,
periences quickly engourage cautio;x.“ Disiliusion Ccmats.-.a o 7 I8 told, but his ex-
Silberman: : early. A veteran cop tells

"'The whole job is a joke,' a veteran tart
" _ _ /= cop told me. 'You s i
giiusmns Or grandeur—how you're gonna save the world. But yogugithéth
o losoonasenoughkthat.mbodylcares. The people in the suburbs don't care
il ng you keep it canfined to the city, and the judges don't c

g as their dockets are current.'" are es

tlve.. Tg:;; ilgi‘ilgrally is a debate as to whether the job creates the mentality or whether
OcertaJnther itles are attracted to the job. Some writers are understanding and forgivin
S are outraged at supposed police malfeasance and brutality. ? a
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numerous lower class.members doubt the need for more education and mere civil rights.
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An interesting explanation of c¢ynicism and ananie, an explanation that is also re-
vealing about occupational culture, is found in Arthur Niederhoffer's Behind the Shield:
The Police in Urban Society. Niederhoffer claims that there is a serious class conrlict
between "lower-class conservatives and upwardly mobile middle-class radicals."” The few
middle class members want more education, more professionalism, and more status. The more

The

There is a large literature on whether

working class patrolman reacts with “resentment.”
kind of training or education

policing is a profession, whether it should be, and what
makes the best policeman.
Anyone hazarding generalizations about the personalities of 400,000 American policef

men is bourd to be challenged on grownds of inconclusive evidence. Harry W. More, Jr., in
The American Police, surveyed the large literature on the police personality, and concluded:

We began with the assumption that policemen are very unusual people, set
apart from the rest of the population by virtue of their authoritarian
mentality. Now it locks like policemen may be rather ordinary people,
not greatly unlike other Middle-Americans. We cannot even be sure there
is a thing as a police personality, however loosely we define it.

C. Change and Reform

There are a numscr of sccial scientists who are willing to say how police service can
be improved and crime reduced. Some concentrate on the quality of the police. Others would
immrove the training, still others the organization. BSGne blame the crime problem on an un-
just society. Siiberman asserts there is no variable — more technology, more men on patxol,
etc. — that has proveld itself capeble of cutting crime. "The uncamfortable fact is that
the police simply do not know what to do to reduce crime." Silberman lists suggestions for
improvement but impliss that at best Improverent will be marginal until society is changed.
Same call for scientific management. Richard Larson, in Urban Patrol Analysis, would use
vperations research sc that patrol cars are dispatched in a raticazl manner and response
time is cut. Some blame the comrts and judges. Others concentrate on unenforceable vice
laws. For our parposes, let us leook first 5t the literature on reorganization, and then
lock at the literature on scientific management.

D. Organizational Change

There is a large literature on organizational change. A number of writers (Silberman,
Manning, Wilson) insist the police should openly admit that much of their time is spent
maintaining order and providing services, rather than enforcing laws and chasing criminals,

and reorganize accordingly.

What is called for, then is a new organizational pattern that will pro-
vide a damestic unit (as is now being tried in New York City) a juvenile
unit, ard a drunk unit with a detoxification center, all with a peace-
keeping orientation and peace-keeping functions. Only a felony squad and
perhaps a riot squad should be used to enforce the law.

The 1967 report of the President's Cammission on Law Enforcement and Administration
of Justice was also quite critical of the organizational focus of police work being almost
entirely on the apprehension and prosecution of criminals.

10
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.. Along with a new organizational pattern and a splitting up of functions, there seems
W'lde-sprea.xd sentiment that the police somehow decentralize-~they should minimize military
organization, get closer to the cammnity and give more responsibility to the ocne with the
most discretion and territorial knowledge--the patrolman.

Gans claims that historically most police departments have adhered to the classical
or quasi-military model; that most social scientists feel a decentralized organizaticnal
model is more effective because it involves employees in decision-making, goal setting and
communicating. Sandler and Mintz are representative when they argue that the militaristic
appz‘:ogch alienates the police ard the cammmity. It encourages a we~they feeling between
administrators and patrolmen. It prevents the flow of information and sabotages programs
at ﬁae level of execution. It fosters an authoritarian attitude towards the public. Gans
claims, however, that most police administrators have rejected the social scientists' ad-
vice.

Silberman has guarded faith in the team policing noproach:

A more promising innovation is so-called "neighborhood" or "team®
policing, a shorthand termm for a variety of approaches which in-
volve turning over responsibility for a particular neighborhood to

a team of patrol officers, detectives and other specialists, and
supervisors, usually with the rank of lieutenant. One or another
variant of team policing has been tried in New York City; Los Angeles;
Syracuse and Albany, New York; Daylon, Olido; Sk. Petarsburg, Flerida;
and Cesmard; California.

. Of course, allowing an officer to became too familiar with a territory increases the
risk of corruption, as Manning points out.

There seems agreement that the success of the police depends to a large degree on the
snerqy, competence and dedication of individual patrolmen, and yet evisting organizational
struc}:ures do not reward or recognize their achievement. There are a number of proposals
tn make the patrolman's jub nore aliractive and his advanconont rational and just. Manning
Angell, Bittner ard others object to measuring perioneance by arrests. Rewards should be -
alloc.f.tﬁ "for kesping the peace rather than law enforcement." A patrolman should be able
to follow a case through. At present, he merely collects a little information and then
hands the problem over to a detective, who gets status and glory (Silberman, 1978).

| DTy W g

Angell stresses that police generalists (patrolmen) should be considered as important
as pollce.specw_allsts (detectives). Angell, whose democratic model of police organization
has been influential and even implemented in scme cities, has, however, been criticized.
ngrer_lce Sherman, in "Middle Management and Police Democratization," claims that democra-
tization and team policing cannot work if power and authority are suddenly given to ser-—
geants, and patrolmen and management (lieutenants and captains) are bypassed and slighted.

... Angell has recently updated his democratic model and admits that "major resistance
will s‘_ta::t with management and specialized officers." Vaguely he recammends that police
executives use more sophisticated "change strategies." There is a debate about what kind
of organization is best. But there is also a debate (at least in New York City) as to
what kind of organization exists.

McNamara, 1967, claims that the New York City Department "has the characteristics of
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a punishment-centered bureaucracy." In general, "the use of negative sanctions and the
threat or fear of their use pervades the day-to-day operation of the department." Many
patrolmen find the files unfair and the tests dumb. However, Niederhoffer in the same

year, talking about the same department, came to quite a different conclusion:

Along with the shift from the ideal of a tough cop to that of the social
scientist police officer, has gone a parallel shift within the organization
from the authoritarian pattern of discipline under which patrolmen trembled,
to a less punitive one. Techniques of persuasion, manipulaticn, and confer—
ence are now the rule. )

Albert Reiss, in The Police and the Public, questions the McNamara, Silberman, Manning
model for reorganization and decentralizing. He is skeptical about decentralization and

Jocal control.

These administrative assumptions are gpen to question. The population

in an area is often so large that no officer can know more than a very
small proportion of its member, even granting he is able to get in con-
tact with them. And then, the high rate of mobility in urban populations—
at least 1 in 5 changes his place of residence each year—similarly

renders such knaowledge less useful.

It is extremely doubtful, for instamnce, that local precinct police

would have protected the interests of Negroes as they moved into

areas formerly segregated on the basis of race. Yet it was possible

for centralized police cammands to protect the interests of those

who led in the racial desegregation of housing.

In sumary, despite the dissenting voices of Miederhoffer and Reiss, there seems wide-
cpread agreement in the literature on police organizations that the classical or quasi-
military model predominates; and that it should sanshow be changed and become more decen-
tralized, more humane and nmore "employee-centered." Of course, much of this is merely

thecretical advice borrowed fram the "huian relations" schocl of managsment. Ewactly how

to change specific depariments without alienating people and creating new problems is
advice rare'ff—c')?i'é‘red. Evaluating patrolmen by arrests and tickets is clearly unsatis-
factory. But neither is there a magic way to measure their ability to settle disputes and
placate cammnities. There is a possibility that there is scome reason and same wisdam
behind police managers' refusal to embrace the social scientists.

E. Mamagement Science

In addition to the literature on reorganization, there is a growing literature on how
to bring management science and techniques of operations research and systems analysis
(techniques developed and used by the military and business) to bear on police departments.
The general purpose of these techniques is to improve decision-making and to allocate re—
sources in a rational, cost-effective way. As Gaines and Ricks point out:

The emphasis in this approach is the quantification of activities,
analysis and reaction to present and future problems. This philosophy
is greatly dependent upon the develomment of information technolegy.

“"Basically," say the authors, "the range of activities in systems management encampasses
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planning, programming and budgeting." Probably the best-known and most controversial ex-~
ample of the application of management science to police activities is the Kansas City experi-
ment which tried to determine whether preventive patrol makes a difference. In one sector,
patrols stayed the same; in another it was increased; in another it was eliminated. After

a year, reported the evaluators,

no substantial differences among the three areas were cbserved in :
criminal activity, amount of reported crime, rate of victimization as -
revealed in the follow-up survey, level of citizen fear, or degree of
citizen satisfaction with police.

However, many have warned that sweeping conclusions should not be drawn from the study.
As Wilson sanely cbserves: '

The experiment does not show that the police make no difference
ard it does not show that adding more police is useless in pre-
venting crime. All it shows is that changes in the amount of
randam preventive patrol in marked cars does not, by itself,
seem to affect, over ane year's time in Kansas City, how much
crime occurs or how safe citizens feel.

The Kansas City experiment has gained the most notoriety. But as Robert Vernon notes
in Systems Analysis in Contemporary Dolice Management,

to more prosaic decisions, such as what kind of patrol car to buy.

A e e

Says Vernon,

The possibilities of the application of the systams analysis
approach in police work are practically limitless. Deployment
of manpower, purchase and utilization of equipment, and design
of overall programs and procedurss are just g few cf the
obvious general applications.

Vernon gives a specific example of how systems analysis was applied to the task of
choosing the best alternative to reduce police response time. Vernon's premise, which
seems typical of many advocates of scientific management, is that in modern, camplex organ—
izations with much specialization, no one man can "have an intuitive grasp of all the infor-
mation required for selecting the best way," and furthermore, that in a govermment agency
like the police, "there is no built in mechanism . . .that requires optimization like those

inherent in private enterprise."
Operations Research has received the imprimaieiwr of a Presidential Cammission.

As an important mechanism for innovation within police agencies, it

is urged that police departments of 1,000 or more amployees establish an
operations research group camprising professicnally trained scientists,
mathematicians and engineers, including at least one person with a
broad statistics background, and at least one person with electronics

campetence.

Scientific management, like decentralization and employee—centered management, is a
concept borrowed fram business and the military. How applicable it will be to police de-
partments remains to be proved. Preserving order, providing social services and catching
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enough to admit that, "Decisions at high leyels of the hierarchy within a.nV::a);.-'-lmc_qanln';;,'1‘;:|.t?gx;1£u1 eed

. _ often deal with intangibles and imvolve ity Sud ts
* o~ 1isti 1 . quality judgments." Constructi models an
R © S may not autamatically lead to the best ciec:i.:ior?:1 of mode e

‘ e 'Inersg'r::::ht:rr@mg htgllmk at police organization and develop a model for change may
stralminﬁts oo r than helped by attempts to analogize the specific organizational con-
points of ='-im.1'.lar3 ; nts for police work with any sccial structure, no matter how man

- gori alwcontroityy:ppearbgg the ihurface- Police work differs fram other social andy

> Tana ol s tems. . ause the police function is unique. The lice 1i 1
we have here reviewed indicates the difficulty of applying pr?nuciples ogomanagenenlteza‘sc;mi;rﬂe

: : y to polic ization. Thus, wh: .

posed to do is look at the police organization without pre—established'tlv'gg:egcahivgrpjl:g_a—
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work at the precinct or delivery level are. W i
' : . ' ' . We think, howaver i eQry e
‘L igc;;:l) u;ggireué‘.gntggn of poI'LJ_ce work should ¢merge from 'our obseév:htign:hﬁ ?ntﬁ]terviewﬁgtm
‘ idered within the frameviork of existing theoretic 4
e _ al constructs iz—
ations. To that end, we feel it important to review the literature on organizattibgngigzgfme

i asa background both to scme of the analyses we will present and, perhaps even more per-

: tm:notjlfyéhetge the rscs:escxmendaha thl:lS we present bas'ed on this study. Here again, however since
‘;(’i?stru:scmres thealilalr 4 . ve iijlse{l in conjunct‘:lon with analyses of business or govenr;ent -
i t'rather thl;‘screa,:op cablhi':y to police work is yet to be established. It seems

- change literature a2t 4-1«.-.=Zlew; t literature here, we might best review the organizational
atory of me;c Ejz%:li;f:-: m...;_mr analyses where we feel the conceptual and e}qala.:'x-
Crganization of police work. =8 SEY (or in some cases fail to aPply) to the social
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logical positions in order to discover what the Organizational imperatives unique to police ;
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CHAPTER III
METHODOLOGY

A. Methodology

The methodology employed in this study grows out of a distinctive theoretical
framework which is essential to the rationale of the methods we have used. Each of
the techniques grows out of a conceptual framework developed from existing theory
ard has associated with it a methodological rationale and a mode of analysis. This
framework is based on three premises which we have developed as a result of our ex-
perience in a number of field studies in the criminal justice and educational systems

over the past several years:*

(1) We proceed fram the assumption that while social action programs in the
criminal justice system and in the commnity operate in the real world and
thus cannot be manipulated in order to satisfy the cannons of controlled
experimentation, it is possible to be just as empirical in field research
as in experimental approaches—if the objectives of the research are clearly
stated and if the methods for the collection of qualitative data are sub-
jected to the same scrutiny and standardization as methods used in quanti-

tative analysis.

(2). We have developed a firm commitment to institutional as well as to irdivid-
ual behavior modification as the basis for sustained and meaningful change
in society.

*
Kinship and Social Control in an Organized Crime Family (Russell Sage Founda-
tion), Reported in (1) "Mafia and the Web of Kinship, The Public Interest, No. 22,
Winter, 1971; (2) "Formal and Social Organization in an Organized Crime 'Family’:
A Case Study," University of Florida law Review, Vol. XXIV, No. 1, Fall, 1971; and A
Family Business: Kinship and Social Control in Organized Crime (New York: Russell

Sage-Basic Books, 1972).

Ethnic Succession and Network Formation in Organized Crime (National Institute
of Law Enforcement and Criminal Justice), Reported in (1) "Ethnic Succession in Organ-~
ized Crime," Sumary Report, National Institute of Law Enforcement and Criminal Jus—
tice, U. S. Department of Justice, Law Enforcement Assistance Administration, Washington,
D. C., 1973; (2) "New Mafia: Black, Hispanic and Italian Styles," Scciety, Vol. II,
No. 3, March/April, 1974; and (3) Black Mafia: Ethnic Succession in Organized Crime
(New York: Simon and Schuster, 1974).

_ Cammunity—Correction Transition (Criminal Justice Coordinating Council of the
City of New York), Reported in (1) "Attitudes Towards the Relationship Among Stress
Religf, Advertising and Youthful Drug Abuse in Two Recent Field Studies," in Drug
Use in America by National Commission on Marijuana and Drug Abuse (March 1974); and
(2) "A Self-Study Approach to Youthful Drug Abuse," Youth and Society, December, 1971.

Cammuni ty Attitudes Towards Organized Crime (Criminal Justice Coordinating
Council of the City of New York), Reported in Elizabeth Reuss-Ianni, "Community Crime
Control and Organized Crime," in R.A.J. Ianni and Elizabeth Reuss~Ianni, The Criminal
Society: Readings in Organized Crime and Corruption (New York: New American Library,

Fall 1976 (Forthcoming).
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(3) Based on our experience in the criminal justice system as well as observa-
tion of a wide variety of social and educational reform programs, we are
certain that unless such programs are developed fram and re~inform same
body of theory, they inevitably fail to become institutionalized and so do

not produce lasting change.

Our theoretical orientation in field research studies has centered on the assump-
tion that organized social groups which persist over time are social systems which
have the character and permanence of social institutions. Our usage of the term social
institution, however, deviates scmewhat from the usual view which we characterize as
excessively static and structural. Institutions, in our usage, are not fixed, mono-
lithic structures nor are they transmitted across generations as structures. Institutions,
for us, are the behavioral patterns, learned or first established by people seeking
to maximize their shared values. What becomes institutionalized in this process is
not a structure in the usual sense-—a box containing action as it were--but a ccde
of rules governing social action as a means of converting human energy and intelli-
gence into a defined pattern of behaviors which are productively efficient in maxi-

mizing social and individual gains.

We have assumed that this theoretical orientation goes scmewhat beyond the general
position of functionalism in that we see the need for identifying same structure of
action rather than the usual organizational structure in order to analyze social
action. Thus, while we reject the usual view of structuralists which looks to such
positional elements in a social system as "status" or "organization" for structure,
we find our structure in the code of rules which illuminates every social system and
structures every institution. A social system or an institution is, in short, a code
of behavior, a structured set of rules of the game which regularize all social action
in terms of probabilities flowing from particular social relaticnships. Our primary
research strategy is to gather data on sccial relations in increasingly larger organ-
izational units by using the traditional anthropological techniques of participant
observation, and dealing with field work in organizational settings in precisely the
same fashion as we would in any piece of field research. It is important to indicate
here that our contacts amd the field work in general grow out of natural social settings.

In both the "new field work" in sociology and the "new ethnography" in anthro-
pology there is now a strong emphasis on letting categories of observation emerge
from the field work experience. This does not mean however, that one goes into the
field "as a camera" and records all that is to be seen. That is of course impossible
as well as inefficient. One always goes into the field looking for something and using
prior knowledge and experience as a guide. In our scheme of cbservation which we
call “"situational analysis," we take prior observations and "concepts" into the field
with us and use them as guidelines for cbservation. We do not pre-plan and pre-build
an elaborate conceptual framework into which we force all of the observations. To
say this differently, we do not build a series of theoretical and conceptual boxes
and take these into the field and fill them with appropriate pieces of action; rather,

*
Social Organization of the High School (Ford Foundation and National Institute
of Education) Reported in "Social Organization Study Program: An Interim Report,”

Council on Anthropology and Education Quarterly, Vol. V, No. 2, May, 1974; and Anthro—
pological Studies of Education: The IX International Conference of Anthropological and

Ethnological Sciences. (The Hague, Mouton, 1976).

Case Studies in School Crime and Violence (National Institute of Education),
Reported in Safe Schools-Violent Schools. 4
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we go out and cbserve the social action and then build the boxes in the field using
conceptual materials which were already a part of our repertoire. In this fashion,
we feel, we are documenting and eventually analyzing on—going social systems.

It is at this point—locking at policing units as social systems—that we think
our study and the field research techniques upon which it is based can be most useful
in police management and organizational decision making because they do not assume
any pre-existing structure and can be used as a means for generating the data for a
reconnection between policing envirorments and organizational structure and fumctions
in police work. This is also, we think, cne of the major reasons for the growing
movement to apply the techniques and conceptual methods of field research to criminal
justice research. We believe that this study and a better understanding of the uses
of field research techniques in the study of police systems may help provide better
data on how the police organization actually functions, as well as serving as a tool
for developing models for organizational change, if desired, in the department. Police
work, whether it occurs in formal or informal settings, tends not to repeat labora-—
tory models—if, indeed, they will submit, in same of their respects, to satisfactory
models at all. There are moments of action and response, fluid and sametimes nonverbal
as well as routine moments and inactivity. 2And although their caprice can be over-
stated or overdramatized, the events of day-to—day policing do manage to trouble
even the most precise camprehensive research strategies, as anyone who has attempted
observational studies of police work will attest. WNonetheless, conventional research
and. evaluation procedures in police work continue to exploit arbitrary envirorments,
statistical measures, ard "problems" in seeking data about what goes on in police/
citizen, police/police, police/supervisor encounters and in building knowledge of
policing process and structure. Anthropology offers considerable expertise in tra-
ditional organization or systems research in this regard. One distinction of anthro-
pological inquiry is that it describes "natural" enviromments and "ground-level"
behavior. The descriptive activity of anthropology—which is called ethnography—
concerns "actual" behavior or what people are observed to do, not simply "normative"
behavior or what people say they are doing or what they claim ought to be done. The
confusion between normative and actual behavior is an important cne in traditional
rolice research and practice. In a sense, the problem of relevance in law enforcement
practice may be viewed as a failure to recognize the inconsistencies, contradictions,
and paradoxes police confront daily in trying to make sense of differences between
actual and normative behavior. Further, the tendency of traditional police research
to generalize and attempt applications of findings from questionnaire responses or
departmental statistics to "natural" environments and "real" behavior is much less a
tendency of the past than mach of the current technically impressive research method-
ology and sophisticated analyses of data would have us believe.

One of the results of this new set of concerns has been the growing interest in
what has fregquently been called "the anthropological approach" in systems research.
While research in police systems has always been more closely attuned to the social
sciences than other areas of hardware research because of our increased concern with
management and organization in police work, there is a newly developing interest in
anthropology here as well. This new interest, however, has led to problems caused
by the differences in research style which characterize the quantitative research
modes which have been the bases of much police research and the samewhat different
climate which surrounds the qualitative style of most anthropological research. In
large measure, this results fram the nature of anthropological inquiry itself which is
holistic, situational, descriptive, and generally designed to result in a statement of
system characteristics rather than of the inevitable association of the elements
within the system. Eventually we may produce a typology of systems, but any general-
izations which can inform practice are dependent upon the analyst's or practitioner's
ability to identify his operational system with one of the model system types. Muach
of the existing research which informs police management and organization grows out of
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a tradition of research which was (narrowly) deductive and rted i
rglatlopshlpg among elements of a system which were oonceptgauﬁ?; independto p::eg‘g al;;;er
given s:.i_:uatlon. Consequently police administrators have came to expect statements
of law—lllfe regula;ities fram research. Such statements do not emerge from ethno-
graphic field stgdleg, and techniques, and standards of application and operational
utility for qualitative data are only slowly beginning to be developed and accepted.

All research technologies share certain steps which indi i i i
in empirical science: P are indispensible to ngqury

(1) the possession of same prior picture or concept
St D ptual scheme of the world

(2) the asking of questions of the empirical world and the i
question into researchable problems; conversion of the

(3) the determination of the data to be scu i
ught to supply answers to those t1
and the means to be employed in getting those data; restens

(4) the systematic search for the relations between the data;
(5) a system of interpretation of the findings;

(6) the use of concepts to group data and establish patterns of relationships
and to provide summations of the interpretation of the findings.

In the conventional logico-deductive scheme which o anizes quanti i
research designs, @‘hc'a researchgr characteristically beglnrg with aIrlzb Z}Elstm;l ttfégzs
Xglch he uses to divide an articulated problem into dependent and independent variables.

ving done this he then proceeds to develop strategies and instruments attempting to
control and uncover re;lationships between (and among) the naturally occ(zrr:'ng vari-
able§ through the design. Analytic processes are generally performed after'the data
are in and usually follow a pattern which was part of the original design. Once the
research steps are camplete, the researcher then returns to the theory to interpret
his results and, hopefully, modifies that theory as a result of his new findings.

) There is, of course, nothing wrong with this approach so long as th

is a!.ready aware of the important variables in the ggoblem he is gtugying.re;uef:rﬁer
appllec} proi_:‘essmnal fields such as policing there is scme question as to whether

1_:he prior p1c;ture o‘.f thg world fram which we derive questions, frame hypotheses and
1§entlfy varlables'ls, in fact{ really representative of the empirical world of prac-
tice we are proposing to explain or improve or change through research. Many of the
con'cepts.am.i much of the theory we have adopted and adapted from the behavioral and
social dl§c1plmes vas first developed in the study of business or goverrment organiz-
atlor.ls which may or may not be analogues of police organizations. Similarly, the
meaning and function of the concepts may or may not be the same in policing. In this
stu_dy! we start frcm the assumption that the test of the empirical world begins in the
;canglrlcgi.s world itself since oper:ational reality exists there. Thus, field research
nas as 1ts preferred style immersion in the field under study but always with a healthy
: central_respect fo; theory and methods. In field research, the emphasis, however
1s on allowing the design of the research to remain somewhat flexible and sul;ject to '

substance of the field as continuously emerging rather than fixed and finite. Field

;gzeirmc?g; tend to be methodological pragmatists, seeing each method's capabilities

and 2 ons and 1e«=:irn1ng th.rqugh on-site experience which to use to cbtain adequate
ers posed questions. It is this approach which gives the impression of a lack
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of rigor in field research. In most research, the rigor is equated with fixed adher-
ence to a rigid and pre-planned set of methods. But methods are, after all, merely
instruments designed to identify and analyze the illusive character of the empirical
world and as such, their value exists only in their suitability in enabling this
task to be done. Allowing skepticism or even new data to dictate changes in fixed
procedures can be a very rigorous procedure, since it is done in an attempt to be

absolutely faithful to the reality under observation.

There is also an important difference in the way in which most field researchers
view the relationship between theory and cecearch. While we agree that the develop-
ment of theory should always involve a process of research validation, we tend to see
theory as emerging from (rather than imposed on) the social field under study so
that theory is sometimes develcped during (not before) the process of research. As
a result, concepts and categories often emerge during the course of field research
rather than in the planning stages of the research. The important point here, is the
use of the field as the basis for theoretical, methodological and even operaticnal
development rather than dependence on abstracted models or existing theoretical
positions. Oux approach in this study has been to look at the social field under
study as a system of implicit rules learned and shared by the members of the social
system and used by them in perceiving the cbjective world—that is selecting certain
things as significant, ignoring other things, and making socially ard culturally
acceptable decision (in terms of that system) about their own behavior. The field-
worker's role is to learn the code by examining the "native's" application of the

rules.

None of this should be construed to suggest that field research methodology is
a substitute for other methodolo~ical approaches in the study of police operation and
organization. Rather, we would wwgue that the continuing debate between those who
maintain that a "hard-headed" view of research requires turning to the social and
behavioral sciences for theory which will inform practice and those “soft~hearted"
ramantics who insist that scientific comprehension destroys the rich variety of
qualitatively-colored experience through its preference for mere quantitativeness, is
an insoluable and useless argument. It is our view that a theory of practice is neither
the vindication of theories derived in isolation fram actual practice nor the contin-
uation of the folk lore-based common sense of practice. Rather it is the result of
a continuing dialogue between discipline~-based concepts and theory and emergent
theory grounded in continuous and long term exposure to the world of practice in a
fashion which improves both the techniques of practice and the knowledge base in the
disciplines. What field research techniques and anthropological inquiry offers to
police administrators is an opportunity and a means to (a) examine cne's own command
structure in an informed and consistent manner, and (b) a technology for identifying
actual problems in the particular site wnder study rather than deducing them fram

some superimposed abstract model.

The data upon which this study is built derives from a long-term field study of
two police precincts using the approach we have just described. Specifically, we
wanted to lock at a precinct as a social unit which operaizs according to an observable
code of rules which control and regularize behavior among the officers. Control
systems of this sort begin with values which define what is "good" and what is "bad",
what is expected and what is condemmed, what is allowed, and what is not allowed.
Ultimately, however, social behavior in the precinct is guided by specific social
rules which attempt to operationalize these values and apply them to everyday situa-
tions. Thus, while values give us same general sense of what is expected, it is the
social rule which states what actions will be approved and which will be condemned
by other members of that social system. We felt that we could define the optimal
social and behavioral structure for the precinct by observing, recording and analyzing

these rules.
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B. The Research Plan
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ity, observir}g daily behavior and interaction.
1 techniques in the field; participant

olved in the incident, and then developing descriptions of how the incident

perceived by and affects as many of

’.?hisluse of event ard network anal
behavioral camponents: (1) the social-behavi i
tracts, and. (3) social relations sets. | il e,
mont‘t}s.of flgld work we map the behavior
E;:lnfm}az':y interviews with a sample of
t initial oontacts-mjre made which paved the way gradual

to understanding social relationshj i
: i 1ps, social controls
standings among precinct members. We then developed a

activities and of

C. Event Analysis

may be

Events
upon a single property or characteristic o
Thus, the roll call for

pa:_:ticular place.
daily tour while o

the individuals involved as could be interviewed.

ysis is based upon
Essentially,

precinct members who formed informal networks urrounding

ihrzmplt:.‘:jslel civen%i vlv;uil'r;o ;gxlséd}elred g their totality, described Sthe social :;Stan of
DL - It ere indicate that bo a

specific meaning in the context of Situational Analysisf.:h Svents and networks have a

g (as much as possible given the researcher's civilian status)

the networks of individuals

.
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the analysis of three major
_ (2) person-to-person con~
B : this means that in the first few
enviromment of the precinct and conduct
precinct members,

and sh;:a.red meanings and under—
PUrposive sample of events and

resulting

£ . i
oL many types, The simplest type of events are those which are based

f quite different time s

pans would each form a "single event"
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located in time and place which would be available for intensive analysis. A more
camlex configuration of such simple events can be built up in two ways. First, the
single property——a duty tour for example--could be cbserved with a mumber of different
units over the 18 month period of field observation. A second type of event analysis
results from taking a number of pruperties or characteristics of an occupational or
social action in the precinct and abserving them at the same time in the same place,
to look at relationships among them. An example of this type of event would be to
observe the interaction, spatial patterns, networks of officers involved and normative
patterns just before roll call, and describe and analyze the event as a totality.

In both cases we are observing and recording processes and practices, the networks of
persons involved in the events, the physical territories of persons participating and
their spatial relationships; we are developing a preliminary code of rules which
describes the nommative patterns of interaction growing out of the event. We feel
that this type of event~generated dbservation and analysis allow us to describe ground-
level behavior which reports what people are actually doing rather than what they

say they are doing or what they claim or believe ought to be done. This also allowed
us to distinguish analytically actual behavior fram normative behavior. Fram such
information it was possible to deduce certain underlying properties of the precinct
social system we were examining. Thus, much that we observed was dependent on the
culture or climate of the system and was in effect (in the language of experimental
research) the reporting of the operation of dependent variables. Following the event,
however, we interviewed a sample of the members of the networks associated with each
event and fram these verbal reports begin to identify possible dissonance between
cbserved behavior and participants’ perceptions as well as the range in variation
among categories of respondents. This technique is called Rashamon and has been used
in a number of studies.*

Events were identified for sampling from a number of sources. From our exper-—
ience with precinct operations we were able to identify functions and roles as well as
specific objectives which allowed us to pre-plan the identification and selection of
activities within the precinct. The initial interviews with precinct persomnel were
another source which produced an index of plamned events and cues as to possible un-
planned events in time samples throughout the 18 months of field werk. Finally, of
course, unplanned events naturally occurred throughout the time we were in the pre-
cinct which were important for analysis. In addition to describing and analyzing the
specific action which takes place in such events, we also chart the "network" of
persons associated with the event which then allows us to interview network participants
and to further analyze the patterns of social control and action associated with them.

D. Network Analysis

Tt was in 1940 that Ridcliffe—Blwn talked of social structure as "a complex net-
work of social relations."” This rather metaphcrical use of the term "network" intro-
duced it, perhaps for the first time, into anthropological terminology, but it was not
until Barnes in 1954 presented a paper which used the notion of "network" to help
elucidate his study of class, kinship and friendship in the Norwegian community of

*
For a description of the uses of this technique see the Introduction to Oscar

Lev:lis, Five Families, and Francis A. J. ITanni, Culture, System and Behavior {Chicago:
Science Research Associates, 1967). Also, for a description of its use by the pro-
poser, see Francis A. J. Ianni, A Family Business (New York: Basic Books, 1972),

Pp- 203-214.

+
A.R. Radcliffe "On Social Structure" Journal of the Royal Anthropological
Institute, (see bibliography), Vol. 70, 1940, pp. 1-12.

21

o e, P R KRR TR Sy T et Y ey e atve PR S e Pa L et B e s chamn - = bm ve  aee e sase

R e e — . Lo e e - N e T s eyt st e s bl
P N U TP S SUY I PR SRR I VRN L ESAPOU S WP O v PNy X SN S NEL L\ DU TOPIE L IR L ACSVIE Y SEAT SARIS-X, CEREPNIL, Fon i PR L LR

Bremnes that "network" began to be a significant anthropological term.
Rarnes described his vision of a network as follows:

Each person is, as it were, in touch with a nurber of other
people, same of wham are directly in touch with each other
ard some of wham are not . . .I find it convenient to talk

of a social field of this kind as a network. The image I have
is of a net of points scme of which are joined by lines. The
points of the images are people, or sametimes groups, and

the lines indicate which people interact with each other.

Thus we can represent a network by a diagram, a map, in which each person in a social
field is represented by a point, and in which lines are drawn between points to indi-
cate when two people are in one way or another interacting with one another. Thus

a very simple network might be mapped as follows:

Figure 1

Here, G directly interacts with C, E,-and F, but not with A, B, or D. A directly
interacts with B, C, D, and E, but not with F or G. Of course network maps may be—
cane much more camplex than this one, a fact which prampted Barnes to point out that
when the lines crisscross one another often, the "resulting pattern locks slightly
like an untidy net and is appropriately called a network."

Barnes himself has described a variety of quite general uses for network analysis:

The notion of network has been developed in social anthropology
to analyze and describe those social processes involving links
across, rather than within, group and category lindts. The inter—
personal links that arise ocut of cammon group membership are

as much part of the total social network as are those that

link persons in different groups, ard an analysis of action

in terms of a network should reveal, among other things, the
boundaries and internal structure of groups. While there

are other ways of discovering groups, the network concept

is indispensable in discussing those sitwations where, for
example, the individual is involved in "interpersonal re—
lations which cut right across the boundaries of village,
sub-caste ard lineage" (Srinivas ard Beteille, 1964, p. 166).
It is appropriate when enduring groups such as parties and
factions have not formed, and where individuals are con-

*

J.A. Barnes, "Networks and Political Process" in R. Schwartz, local Level
Politics, Chicago, Aldine, 1968, pp. 107-130.
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tinually required to make choices about wham they should look to for
leadership, help, information, and guidance. It helps to identify
who are leaders ard who are followers, or to demonstrate that there
is no enduring pattern of leadership.

Moreover, according to Barnes, network analysis is “concerned with choice in
social action," with "the problems of why in a specified context a man chooses cne
course of acticn rather than another, why and when and how he selects one contact
out of many possible and appeals to one principle rather than to others."*

In summary, then, cur research plan of action was:

(1) To,cbtain an overview and descriptive baseline data and to identify the actors,
processes ard activities in the precinct: During the first weeks of field work we
attempted to map the behavioral enviromment of the precinct and conduct preliminary
interviews with a sample of officers in the precinct . and at various supervisory or
command levels. These data allowed us to establish sequential sampling procedures
for further interviews and for the develomment of site-specific strategies for data
collection ard preliminary analyses.

(2) From these preliminary observations and interviews, we then developed an index
of events and activities during the first months of field work which allowed us to
focus on those planned and unplanned events and activities in the precinct which we
felt were relevant to social relationships within that precinct. This allowed us
to develop a purposive sample of such events and activities which were cbserved and
analyzed using the techniques of event and network analysis.

The research plan was to sample sequentially a variety of events throughout the
yvear which when considered in their totality give a full description of the on—-site
operation of the precinct and of specific precinct activities. Thus, we were observing
and analyzing leadership behavior, patrol performance, control strategies, social and
occupaticnal processes arnd interactions, officer/officer transactions, supervisor/
officer transactions, administrative-organizational systems processes ard to the
extent that they were observeble within the precinct, headquarters and community
influences on personnel, practices and attitudes.

(3) There were a number of specific techniques within the generic technique of par-
ticipant observation, which we applied to the precinct cbservation level of analysis
and which, based on our experience in the precinct, we feel relate to the social
organization of the precinct. One technique we used with considerable success was
that of following an officer or team throughout the day. This involved riding as

an observer in radio cars on full tours as well as working and observing in specialized
activities such as anti-crize units, warrant-serving units, detective squad, cammnity
relations, etc. #hile the experience of the officers we were following and observing
were the primary foci of observation, their social interaction, patterns of approach
and avoidance, and other transactional processes involving other police and civilians
were also available for cbservation through this process.

(4) Prolonged observation of a single team or special unit for an extended period

was also an important technique here. Our previous police research experience, the fact
that we were able, due to prior contact, to establish the critically important social
acceptance within the precinct which permitted at least a minimum degree of unobtrusive—

* Barnes, 1968, pp. 126-127.
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ness, were of particular importance here. Observing the social and behavinral dynamics
of single units within the precinct provided the continuity of social action which
spox.:adlc or sequential cbservation in a number of units or precincts would not have.

It is, of course, this type of in-depth qualitative study which distinguishes ethno—
graphic approaches to field study fram sample—oriented survey techniques.

_The v:_ariety of interactive cambinations of occupational and social action in
precincts in organizaticns as large and complex as the New York Police Department
offered an opportunity to camment on a variety of situations, modes of work performance,
age and sex differences and poly-ethnic diversity. While it was not, of course,
possmle.to observe every possible permutation, the presence of two experienced ob-
servers in f.his study at a variety of work and social functions on a daily basis for 18
month§ provided an opportunity for the gathering of observational data and interview
material which would otherwise have been impossibie.

.(5) From these dz:lta, we plamned to analyze three major aspects of the model networks
in order to describe the precinct in terms of (1) the social behavioral field, (2) per-
son—to—l_aerson contacts, and (3) social relation sets. Thus, we expected that at the
conplet}on.of the study, we would have important findings conce.xniﬁg types of net-
works within the precinct and between the precinct and (a) other command levels, ()
the forms of linkages and bonds which tie individuals together and finally, (c) a model
of the total social structure of the precinct to which we would proceed to address the
questions described above.

E. Analysis of Data

Eince the basic research design of the fieldwork i i
. ; portion of this study was based
uptgn ant;ropologlcgll techniques, data analyses were an integral part (zathgr than i later
stage) of the continucus methodology. The process was one of sequential analysis of
data. The analyses took place in three stages:

(1) the selection and definition of events, concepts and indi i

of .the anaJ'.ysis beg{m in (a) seeking out those evgnts and acgﬁéiegi;tgﬁsgzggrﬁa %

vcvggg g;'a;:ceiln 2::2 g;eld_tzﬁi gze:;gst(:b;maiersi.:arﬁ%ng of the social and occupational signifi-
100 3 : o

gators of the more c.lifficult question of how guc:h exl;;egss gglggtﬁtigv :rgs ogf::gﬁedmdl—

into the on-going llfe 9f the precinct. The simple analytic conclusion of this stage

of sequential a._nalys:Lg 1s that a given phenomenon exists or that two phenamena were ob—

se::vgd to be.related in one instance; the conclusion says nothing about the frequ

or distribution of the observed phenomenon. o S

(2) the check on the frequency and distribution i
> : : of phenamena. In this second sta £
zzquen:;:all‘an;lys:.s, the field team'had gathered many provisional problems, eventg(,a gon—
pts J.ndlcrfxtors a.nd_the. anz:;.lytlc problem now was one of determining which of these

people and organizational sub-units.

(3) the construction of models of structures and ining
T codes of rules defini the socio—
cultgral contgxt of precmci; structure and organization. The fimal stage of analysis

24



po R . B N S LTI L N S TP B
Rlestic Teme A L et TS Lt el et T S L g s Y e N A S e

F. Validity and Reliability in Interviewing

It is generally assumed that the problem of validity is greater in interviewing than
it is in participant-observation because the data are one step removed and one is
"observing" through the eyes and perception of other individuals. In this study validity
checks on interview information came fram a process in which we measured the internal
consistency of interview data and sought verification of information through other sources
wherever possible. And, since we were also imvolved in the process of observation, samne
of the data could also be checked against our own observations.

The question is one which is camon to field work studies but is cbviocusly more pro—
nounced where one is observing behavior that actors may want kept secret. Our solution
was to establish a stardardized system of assessing both the validity of the data which
we were recording and the reliability of the individuals fram whom we were gathering
the data. Our problem was a dual one: how to assess the reliability of the source of
a particular piece of data and how much validity to assign to the information itself.

The two questions are, of course, interrelated but actually are separable. An individual
informant who has always proved reliable in the past may provide information which he is
passing on from samneone else and about which the analyst must make a separate judgment;

an irformant who is unreliable may pass on a piece of information which can be checked
against factual data such as departmental records (which may or may not be accessible

to the researchers). Because we felt that the questions of informant reliability and data
validity had to be looked at separately, we set up a two-dimensional system for assessing
data.

Following our earlier assumption that the closer the field worker is to the data
the more certain he is of what he is seeing and hearing, where one of us was actually
participating in the action being observed, we assigned the highest validity score to
those data gathered. Where we were not involved as direct participants, we assigned
lower validity scores to data gathered by interviewing informants and coded interview
materials into one of three categories according to how carefully we were able to check
the data. Data which could be checked against standard, available documented sources-——
complaint reports, precinct statistics and so on—-received the highest rating. Where
the data could not be checked but was corroborated by more than one informant, either
spontanecusly or as a result of our checking information fram one source against later
interviews with other informants, we assigned the second highest score, and where the
data came fram one source only, we assigned the lowest score.

Since we were constantly comparing data as they were gathered, we also began
building up a profile of how reliable our major informants were. Here again we assigned
the informants to categoriss: "always reliable" where information from that source was
consistently accurate in terms of factual checks or subsequent interviewing, "usually
reliable" where the data usually but not always checked out, "reliability unknown"
where we had been unable to check and "unreliable" where later checking indicated that
the individual seldom seemed to provide accurate information. The following table indicate
the reliability-validity coding scheme which was applied to all data used in analyses
for the study.

TARLE

VALIDITY SCORE RELTABIT.ITY SCORE

A. Data gathered through cbservation with 1.
direct participation.

B. Data gathered through observation but 2.
not as direct participant.,

C. Interview data checked against docu- 3.
mentary or other factual source.

Informant usually reliable.

Reliability of informant unknown.

-y
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TARLE continued

VALIDITY SCORE RELTABILITY SCORE

D. Interview data corrcborated by one 4. Informant unreliable.
or more additional informants.

E. Interview data fram a single
informant.

Once we had assigned both a reliability score and a validity score to interview
data we combined the two into an index number and used only those units of data which
had a reliability-validity index of D-2 or above for analysis and summary reporting.

Since our interest was in finding and describing the networks and rules by
which members organize their universe and behavior, our problem in analyzing the field
data was one of formulating both networks and behavior. Our approach was essentially
that of developing a natural history of the areas of behavior in which we were interested;
what is generic about the behavior of members of these networks in these areas and how
did they explain this regularity. Since we were continucusly coding observational and
interview data into categories for analysis and constantly camparing the behaviors we
sorted into a particular category, we began formmlating tentative networks fram the
very beginning of the research. As new data came in we re—examined networks when we were
satisfied that our formalation of a particular network or set of behaviors was sufficient
to allow us to make the judgments and perform the acts in the way which members of a net-
work would cor “Jer appropriate, we added the rule to our code of rules along with any
exceptions we uwted.
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CHRPTER IV D Once we had developed the criteria for the original field site, we faced the prob-
o lem of gaining the acceptance of the police authorities responsible for that precinct.

. We began the first actual field encounter which would establish our project and perhaps
4 even more important, ourselves, with those police officials responsible for day-to-day

SITE CHARACTERISTICS AND ETHNOGRAPHIC FIELD DATA

=z . ent the characteristics of the two precinct—canmmities 1n b oper:-:ttions. Spec_:ifical}y, we had to arrange meetings first w1th the (?hief of Fielq
In this chapter, we pres 1. 1In order to camprehend these precincts, however, it , | . Services, then with various Borough Cammanders and the Commanding Officer of the first
which we cbserved and intervi ithin the context of (a) how we came to select the v . ...  precinct in which we would be conducting our study. As it turned out, the Department had
is first necessary to place them wi the history and organization of the New York City I a mumber of precincts which the Commissioner felt would be suitable for study and we
particular precincts we studied and ®) nstery ‘ } used those recamendations in arriving at a final decision.

. Police Department. .
-~ ) : There is a growing body of field research literature on problems of entry (or access)
. A. The Selection of Field Sites s ‘ .«  and maintenance of a credible field presence in any organization over an extended period
.. pend urber of vicissitudes P of time. In studies of police organization, this literature most frequentl: ints
Choosing field S@tes fgr si_:udy apd analysis ;Z S;Ie iizzrggtaednin precinct-level L the problems engendered by the very strongly felt insider-outsider dichotanfz gr?bng pou;]?ice
of the problem under investigation. In.omz cas.fe:h the Department, that approval for all - personnel. The very fact that police personnel refer to everyone not a "sworn member"
behavior but knew, from our prior experience wi 1 headquarters acceptance of the research. - of the Department as a civilian has been pointed to as a very obvious indication of in-

-

. ditional upon officia . . : b  tali '3 Further \ . s
: aspects of the stuc?xy was COIN rabli ives with the precinct officers = hospitality toward outsiders. , the folklore of research in policing also suggests
We also knew that it would be necessary d?lesbasg'_slsgnguitht while headquarters approval . ..., that being an "arademic" outsider adds considerably to suspicion and "close mouthedness”.
with whom we would be interacting on a aaily N Perhaps one of the most important lessons we have learned in field research in an organ—

i i i ight hinder
i sarily help and quite pos§1bly migr
Ay mtoréxe:c isirst ezycperiences with getting official ?Pvaal

was a necessary condition, izational or institutional setting is that the management~-level personnel who agree to the ‘

. 1. ; . . . . . . T
our acceptance at the precinct leve Ay es and their lines of commmi- s study will usually be cooperative in direct proportion to how far removed the research
were indi 'Ciﬁive ‘%f tgetil‘betenolapzative %?Séoréhztggg;rhad been approved by the Natjfg?;il L ‘J;i frcmhtheir daily Opeiationsu.]anshgéy stated, stu\gying ;down" in the organizational
<+ cation which we toun L . an the process of getting b hierarchy seems more welccme & studying "up". Obviously, management has same vested
Institute of Law mmmt an Crng:).nal ig‘s’;czérw;ﬁmdy ang for the selectior_l of Lo interest in what a study might be able to tell them about those who work for them, but
New York City l?ollcg Department (NY}!; %E;P od the necessary- ' project description , : '-Q:-" much less interest in having you tell them (or anyone else) about what they are doing.
the precincts 1n Wthh,we “t’;:ld wo}j:ss‘sion ng’rthz e Department to Pegin the study. In the ; T So, while we had been given an official go-ahead by the Police Commissioner, we knew
and the letter requesting permi : ~a Carmissioner (PC) who rust sign P that this approval simply permitted us to enter the syvstem and would have very little
_ NYPD, all such requests must be directed t; wthe Poéécia iutin[[ug, we roceived a telephone L to do with our eventual acceptance at the precinct level. In fact, we have found in
"~ off for each such study. After a number O did not feel that the study should be carried C other field research experience that while same systems might open up to a researcher who
message informing us that the Ca;.mlss;gnei__zh:at chis was to be the decision, we tried the . comes with the blessings of the "boss", there are probably even more systems in which
out in the Department. When we . mber of ranking police officials wham we knew from i that fact will cause problems of access. A general rule of thumb, in our experience
“infonral.." process of conte;cmaé went; they contacted the PC's staff and in a s:ense is that thg greater the distance, in terms of organizational size and capp}em’ty between
our prew_oxgs J.nvolv%:ilsitav;; o h £1 paryb EIresl 1'11ted in our being given approval to set up Pl 25 appmmgeﬁce)zs and the locus of study, the greater the level of suspicion arnd resis-
"youched" for us. ~ inally re S £3 and Policies L e encoun .
. : tor in the Office of Programs. : L
-, the study. We were assigned a project momitor recincts with the Office of A
“ informed that we should coordinate the selection of the p At no point ¢ S Because of our previocus experience in the NYPD, we were aware of the level of sus-

Field Services which had direct Qper;atlonal contgzt otgzrsiﬁgy? % {m picion that anyone coming out to the field from central headquarters carried with them
did we ever receive written permission to carry . along with official approval. So, rather than emphasizing our "comnections" with head-

. . : itioned by the fact L quarters, we preferred to let a very thorough and straight-forward explanation of our
The task.of’e;e].e{_;d:(;;i_lj-?1 gz cg\r;z:ifgt bafx;iéd p::.;te foroitusgiﬁsrggilionships g_n a pg_e—]_ | [ objecti;zles and research tﬁgeg;da, as well as O& famil;.a.rity with police culture fram our

- that we were interes - terns + a great dea .o research experience in epartment, pave way for our initial on-site acceptance.

’ cinct no matter where it might be J_ocatec_l phySlcallg}sleWiohgzszrhjgzdyangnglectgz "typical” s Again, because of earlier experiences 1§a theDepa.rinent, we knew that a phone call to the
of time trying to decide whether or rot %'za‘ﬁ_?s poksaisic patterns of relationship. First ¢ . officers who had to work with us in the field fram officers and superiors in the Depart-
precirct in wl}ich“we coul? dlscoverf tﬂ%plvarioou]s: molice officers we talked to would pro- F ment who had gredibility (eithel" because they knew each other personally or because their
we had to define typlcal . _Each o e . Eter istics for a typical precinct. Im- smuS.Lar positions and/or ranks in the system established a mutual understanding of the
vide an equally valid, but different. set gnd Chara]_evel of crime activity, the socio-economic possible problem(s) or threat(s) that we and/or our study might pose) would be very help-

B portant characteristics such as the type ethnic composition of precinct personnel, i ful in paving the way. Consequently, for this original introduction into the field ard
status of the community served, .derroqlfta_tglgl and precinct size, were discussed in terms ; c at several other critical times throughout the life of the study, we were, in a sense,
length of tenure of.t‘m_a c;armmudqng Oit.a 1];1 on'to = description of a typical urban police - persgnally vouched for by sameone in the system. In all cases, interestingly, our pro-
of their relatlye S h mti‘cel debate, we decided that for the purposes af our o fessional or formal credentials (degrees, previous research, publications, etc.) were not
precinct. Finally after much hea 1" precinct was a fruitless one. Although we determined . the key to opening doors. Instead, the personal trust and camaraderie between fellow
research, Ehlg Seirca?ﬁfor eeg ng{p;:mhpi’or S 1 "typical" or ideal-type precincts, ' offlg:efs, one of whom was willing to put that trust on the line to vouch for us was
that we co no el - : ich would give us some : : . crucial. It was a lesson we were to learn over and over again in this particular system
we did feel that it would be.pFOfltab:-Le t?_ seellimtmmziﬁfn: ‘}g; using a sgt of rather . ard will be discussed in more detail in various sections o% the study. The J'mportagsce
necossary variety, while avoiding cbviously ex .y v of this form of social bonding among police officers is well established in research on

intuitive criteria - for selecting the field sites. s L policing (Rubenstein, 1973; Niederhoffer, 1967) but its salience and persistence in

the New York Police Department, at least in the precincts we studied, is of major im-
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portance and seems parti i i
P iy particularly related to the social history and organization of that

B. A Social History of the NYPD*

The history of the New York Police Departmen
. . : ' t can be described as one in whi
zte:ﬁgh fgi i.csient%.ty as an orgamzat,lc?n was and contimies to be the major organ;]za’(c:?ontgle.
et .lav.z mforcém:n tcniagr:e é also ttzce h;s’gory of the role ambiquity inherent in the process
_ : _democra society and the lot of those irdividuals w
;;g;ﬁd roilell;.s t;lva.rlously enforce{ ignore, or interpret that process in zhgzaevﬁ;u-
d, urally heterogeneous city. The New York City police officer's "duty "

tradition and its various uses and misuse
: s of "the law", rather than to th i
jﬁﬁ;nagssog ees;ne uﬁe.ependent‘: leggl c;ode: ’;hroughout'this history, the zegicrilzsféﬁn ©
associated Wltl_i distinguishing between policemen or sworn law officers

1. If any one, on the Burgher Guard, tak

: ’ t e the name of i i i
fc?r the first o:?fence ten stivers; fc’ar the secord twenSyOd stl-z'.1 Vall:i, oS ghatl forfc?lt
fime, trenty seoorc: ' vers: and for the third

2. Vhoscever on the Burgher Guard speaks ill of a camrade shall forfeit thirty stivers

3. W i i
‘hosoever comes fuddled or intoxicated on quard, shall, for each offence, pay twenty

stivers; whosoever is ab ; .
Stivers. sent from his watch without lawful reason shall forfeit fifty

4. After the watch is duly i i
: _ performed and daylight is came and the rew i1l
soever discharges his qun or misket without orders of his Corporal shai't p:ybsife:e;éiygg

- 00103yb11;73c6>£ one caiatau? and 28 men in givilian clothes "policed" a population of over
ce:f_vmg Y rtllu_rg 02 y.mghts and receiving fees for various activities including re-
ool necessg:)y tgnsz muillgise :géitt;d"on B;ic{éggions, since it was recognized that "rewards
was the uniform of the day. The Mm:xicipal PoligesAtgilggd Vi 1}at e g ol
. ] 1844 abolished the ni

Zﬁd tgzze ﬁihr: mggr the authority to recruit 200 men to police the city 24 hogi:gh: gtch
e oo ’ e psiggezllntendent or chief's salary was $1250 a year while the patro]gén
s r.‘.P st SO prescrlbed an official uniform, a single breasted blue frt;ck
Soat Wl thehdc'e :Lci.pal: Police) initials on the collar. A reorganization in 1846 in-
coooe s & hﬁgnen tilz:e to 800 patrolmen but now they wore no uniforms only a )
ci;:izenship o c:nto elrd left brfaast. In 1853 requirements for joinirx g'the force were
A qeenshd c’:ertifi cgte read ard write, |and kl:zowledge of the first four rules of arithmetic
the maver el algoughed.for physical fitness and a selection committee consistedwof |
e relat’:ionshi bé city judgg. Perhaps a predecessor to the current labor-manage-
o iiansh p between line officers and their Superiors or "Bosses” can be foundg'

t t occurred when the chief ordered his men to buy uniforms copied after =

*

This history is based on Gerald ! i :
Charles Scribner's Soms. New York, lwftor S, The New York City Cops. An informal History,
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the British police uniform. The men refused and the Inspector finally said that if they
did not accept the uniform they would be dropped. Finally, the men accepted. If stylized
differences are the "stuff" of social distinctions, then the first uniform consisting of
a blue coat with velvet collar and nine black buttons (later replaced by brass buttons)

succeeded for the first time in visibly separating the cop from the citizenry.

By the end of the century, New York City encampassed the five boroughs of the Bronx,
Brooklyn, Manhattan, Queens, and Staten Island. A new rule was added to the books at
this time forbidding any member of the force to accept gifts or rewards except for "extra-
ordinary service rendered." The accepting of gifts or rewards by the police is also a
part of the history of political corruption in many major urban cities but once again is
particularly important in New York City where the scandals of one administration are
usually mirrored and highlighted by the subsequent reform politics of the next city
administration. Police corruption seems always to have been a major issue. In 1894
concern over police corruption led to hearings of the Lexow Committee, focusing on the
police monitoring of city elections. In addition probes into police activities led
quickly to charges against all ranks for allowing the operatian of brothels, gambling
houses, and games. From that time on, popular opinion always accepted, even if it did not
condone, the notion of a police "pad" or systematic payoff by illegal entreprenesurs.

While politicization of the Department has been one of the factors leading to cor-
ruption, other problems of urban policing have also been important. The problem of
changing or varying public attitudes towards the enforcement of many laws. particularly
those which requlate conduct for citizens in general, means that police have greater
social as well as individual discretion on whether to enforce or ignore those laws.

Such discretion is an open invitation to bribery and graft. Today gambling and narcotics
as well as violations of building or traffic codes are areas where the lack of strong
social condemnation permits discretion. Here again, however, the history of the Depart-
ment indicates a long stamding rather than recent problem. As long ago as the turn of
the century, then Police Commissioner Theodore Roosevelt (whose desk is still used by
the present Commissioner), wrote hame several months after taking office, "I have now
run up against an ugly snag, the Sunday Excise Law. It is altogether too strict; but

I have no honorable alternative save to enforce it.”

By the early 1900's, most of the major organizational ethics identifying the police
role, ard defining insiders, outsiders and bonding officers to each other, had already
been established in the New York Police Department. In addition to the distinctive
uniform ard the shield, the responsibility as protector of the political establishment,
the discrepancy between public manners and morals and the consequent discretion for law
enforcement, a number of other organizational ethics were obvious at that time and in

subsequent decades.

In many ways, the urban centers of the turn of the century were the nev frontier of
America and the same lawlessness seamed to pervade the emerging cities. But, given
the size of New York City, the possibilities of an underclass of criminals organized to
prey on city dwellers was obvious in the report that thieves could spirit a horse ard
wagon off the streets and into a stable, clip the mane, dock the tail, bleach the hair,
paint the wagon, and sell the rig within hours in much the same manner that police report
today that youths can steal and completely strip down a car in 10 to 15 minutes or can
transform a stolen car for resale within 12 hours of stealing it. The emergence of this
criminal class, in constant oppositional existence to the police, served to solidify

the department by providing it with a visible "enemy".*

* Cf. Bion, W. R., Experiences in Groups and other Papers. London, Tavistock, 1961.
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. : icers re t as a
and the ever present threat of death wt}:z.ch meny police Off;;on of tﬁzr 1aw enforce-
of danger and 1 of mutuality among officers. The designa - igned to the
major source of the S-msethe policeman whether on duty or off, whethe(eir tzsuse it is the
ment o2 glgelageququuartzis, always to carry his gun and to be prepar " the
street or X .

an officer on departmental trial for reckl

: " it vhody .
aYS i ef Devery for "not hitting any there D e
£ined 130 days pay byqﬂi?:nnghma%rshalls ard sheriffs of the Western fr(?r’cllilerlice bi?ntality
& u::hth:cwerslc;?gmeir sanctioned use of arms, the concerns with PO
to abuse the :

. . " h \ ) o
York City policeman who was the model for the movie image of the tough cop Do
New Yor

o 1lots." Broderick's
2 inson in the 1936 film Bullets or Ballot ohial school

trayed by actor Bdward @ FOOFTISN (Y osin street around 1900, attending BRERLY 4Ty
O e had %gu '%:rat the age of 12 to support his mother, lser:\é;ging the Police Depart-
umtil he hed Lo o -oining the New York Fire Department untl ex; % City police officers.
thetnai;y ]’.921;& 222353 1ike the biography of (many péii?ﬁi l\jliwhigrpolj_ce career, enabling
men . nrapbi® or "hook" (a spo , interesting con-
Fortunately he found a "rabbl 'Orth rank of first grade detective. An inter o ted
him in only five years to'at’g.aln o i ond is the disagreement over whether ut with
troversy a'@Pmprlm:e'mbraliz f?;lil:gh c’cl)ﬁe ixengge of Broderic}?r unarmed , slugkgllilggtlng 24 hours
D e ngt L}iidtgés Department's rule that a police officer st Caxry
hoodlumns, cespl = '

X ; i £ Broderick
X Certainly the herolcC picture © % odds with
is a laxr but questlonable one. Y risoners would seem &
iuiiﬁgﬁglin one to capture amed hoodlu on o pas'Offs py communist fur vorkers to

the picture of the same Broderick under suspicion of o tually exclusive but

: t .
: +ually the two images are 7o the relation—
during labor trouble. ACK . s on i enforcement and
t:geiw?],_lustrﬁe the problem of police discretion in law o and corruption. Ome

. : $ 44 lice pow! . :
: cen exc i 1lication of 1eqlt31'f‘ate P " e 5 " Di aII‘Dnd with a left

shézﬁ?apocryp?ieiaﬂ ggut Broderick Eis the no]’;o?i:;us :.:a:kegeer was apparently N
P i = movie theatre wnere why he didn
hoak, : pp iiethsiw and durp him in the garbage argh esiizﬂf%e'dyonly get
pacefu%%y WaIECh ;?goderick is’supposed +o have shaken his head '
arrest Diamond, i

ed in court. The
ts ; intain that the bad guys are favor T ticism
foward® th?f S:cl‘::. De{:a;h‘ueneg?:lﬁeg;aodﬁck's day, in the fag:rgf pg?l:]}gn Zi:ﬂn Eri;z;s Ted
reaction O e . and the consequent er )
X in the streects " . have an hesitancy
gfmexiiiiﬁ glmwﬂ rﬁﬁiiy to say before the PEA, "I ig not a“’argtygf’luhge reasonyto believe
: is a criminal or a rac JHE £ t to ge
1 yon e oon 2 T S T i e 0 i 6 82 P 2 S5 e
he 18 a_rmedt be the last to draw." Brokerick, was even‘s_:ua Zbout. his Cadillac, mono—
you. DO O P ueens because the press was asking questiols AP . "ear salary.
IeasmmSledgni]k underwear, and lavish style of living on & $3, '
gr !

ans to have
public concern in the second and third decades of the 20th century se

ity than ion and graft. One explanation for this
foused more 0 Fot oo bm‘;a{;gydiscipi?nceowrﬁioghe Degafrh?ent, set by th?: ﬁ%ﬁefn ce,
mmand sult of the case of a Lieutenant whose pub]'.:.c::1.zefadl;xli.\:;o].v%’lnzznnew th Vi
o as a 3_:eti cost Tammany Hall the mayoralty e].ec:t:.on"oef m".the s o
g;;g; ;Ijgkggl; Y:ie educated camuissioner, Arthur Woods, to "reLo . epartmen

ini i i hard line on graft.
Woods focused on improving police officer training and instituted a

idate won the
3 i 11 when the Tammany cand:
. : nated with that of Mayor _MltChe ell have been
But his career tennmapnm reason for the changing concerns, howevei, may W < been true

S T been virtually institutionalized in the De ed to organize the Depart-
£nat grtif tt‘has}rn of the century when Police Chief Bill Devey manag
since the

ment so that graft flowed directly from the streets to the top.
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Prohibition was another focus of politics and graft within the police department,
In 1919 the number of drinking establishments rose fram 15,000 legal places to 32,000
illegal places after the Eighteenth Amendment was passed. Conditions worsened until
1929 when Governor Franklin D. Roosevelt began an investigation into crime and city
govermment in New York City under the leadership of Democrat Samuel Seabury. Evidence
of police involvement in shakedowns, phony arrests, and kickbacks resulting in the suspen—
sion of 28 officers ranging from patrolman to Deputy Inspector was heard. Commissioner
Valentine under Mayor LaGuardia attempted to do samething about outside political in
fluences on the Department but even though he and the mayor worked together, they were
able to do little to combat a now-established system. In each instance the ethical pro—
blems were compourded by the ambiguity of the public——and the police--concept of morality.

During the forties, gambler Harry Gross handed the police 1 million dollars to pro-
tect a 26 million dollar gambling business. A grand jury investigation resulted; many
officers were tried and there were several suicides, numerous resignations, and a public
hue and cry over police corruption. At the same time, Deputy Chief Louis Goldberg of the
Brooklyn Morals Squad was broken to Captain by Commissioner Francis Adams because he
attempted to close church run gambling games. There is a certain humor to the editorial
in the New York Herald Tribune relating the two incidents which comvented, "Being prac-
tical about bingo, all the law should do is draw a distinction between church bingo
and Harry Gross corrupting hundreds of cops." This contradistinction is still present in

the controversy over the illegality of the ghetto numbers game as contrasted to the
govermment sponsored lottery and off-track betting.

With increased specialization of units within the Department, specifically in the
areas of so called "vice" crimes, (gambling, narcotics, prostitution) came the increased
possibility (and opportunity) for corruption of police officers on an even larger scale.
"Vice" crimes are those areas of criminal activity that are frequently referred to as
"victimless" crimes, willingly entered into by the public, and therefore allowing an
easy rationalization for campramise on the part of officers who find themselves having
to enforce laws that many people do not really want enforced. The same ambiguity surrcurds

the occasional scandals involving payoffs by merchants or hotel and restaurant owners
willing to pay for special treatment.

The importance of understanding corruption as a social bonding force in the New

York Police Department is especially related to the Knapp Cammission report on police
corruption in 1972, The Camnission, set up to investigate allegations of widespread and
systematic corruption and graft in the Department, marks a turning point in the history
of police corruption and a change in its bonding mechanism as well. Specifically, the
Camission reported that "in the five plainclothes divisions where our investigations
were concentrated, we found a strikingly standardized pattern of corruption. Plain-
clothesmen, participating in what is known in police parlance as a "pad" collected regu-
lar bi-weekly or monthly payments amounting to as much as $3500 from each of the
gambling establishments in the area under their jurisdiction and divided the take in
equal shares. The monthly share per man (called the "mut") ranged fram $300 and $400
in mid~-town Manhattan to $1500 in Harlem. Where supervisors were involved they received
a share and a half. . ." (Knapp Camission, 1972, p. 1-2). Elsewhere, the report dis-
tingquished between those officers who took bribes from gambling as part of the organized
pad, and were known as "grass eaters," and those who as individuals took bribes to pro-
tect narcotics dealers ard were known as "meat eaters." The Comuissions description of
narcotics bribery indicates its individualized rather than collective character; "cor-
ruption in narcotics enforcement lacked the organization of the gambling pads, but indi-
vidual payment. . .known as scores . . .were camonly received and could be staggering
in amount . . .these scores were either kept by the individual officer or shared with

a partner and, perhaps, a superior officer. They ranged fram minor shakedowns to pay-
ments cf many thousands of dollars, the largest narcotics payoff uncovered in our in-
vestigation having been $80,000." (The Knapp Camission, p. 1-2).
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These distinctions indicate more than the obvious existence of organized graft
in the Department prior to 1972. They also reveal the degree of internal acceptance of
the graft eminating fram the less socially disapproved vice of gambling as contrasted
to the more sccially cordermed narcotics trade. Most important, most officers, even
those not involved in the pad, accepted its existence as part of the system and would
not report those officers inmvolved. Here again, the report itself is quite explicit:

"Grass eaters" are the heart of the problem. Their great
numbers terd to make corruption "respectable." They also
tend to encourage the code of silence that brands anyone
who exposes corruption a traitor. At the time our inves-
tigation began, any policeman violating the code did so

at his own peril. The result was described in ocur interim
report: "The rookie who comes into the Department is faced
with the situation where it is easier for him to became
corrupt than to remain honest.”

There seems little question that systematic graft-taking as a source of corruption
has largely disappeared from the Department. In the aftermath of the Knapp Camnission
Report, however, there is a legacy of collective guilt on the part of many officers, and
in the Department's own self-image, which has yet to disappear. At the same time, there
are nostalgic references to iie "good 0ld days" of policing same of which are rather
explicit about the benefits of graft not only as a source of money with which to buy
information from informants, but also as a fringe benefit of an otherwise thankless, low-
paying ard high-risk job. The very obvic.s self-consciousness of the Department and
individual officers over the question of integrity does, however, serve to bind officers
together. Even with that guilt, the other legacy of the "good old days" is the social
disapproval which attaches to the officer who reports any wrong do:.ng on the part of

his comrades.

While the social history of the Department indicates its para-military organizational
form, it is also important to keep in mind that it is part of the highly ethnicized civil
service system in New York City. Perhaps uniquely among major urban centers, New York's
civil service unions have tended to cambine trade union power with ethnic power. Thus,
for example, in the New York Police Department there are a mmber of ethnic associations—
the Emerald Society for Irish officers, the Shomrim Society for Jewish officex, the
Columbian Society for Italian officers, the Guardian's for Black officers, among others—
which serve to add additional sources of ethnic bonding within the Department. The Patrol-
mans Benevolent Association (PRA) arnd the various superior officer associations were tra-

itionally and still are, largely dominated by Irish-American officers. Despite these
ethnic sub-divisions, the labor management aspect of policing increasingly seems to coalesce
officers of all ranks against the city administration. Even this seemingly recent develop-
ment however is really not that new to the Department. As early as 1909, the PBA protested
the fact that a bill to institute 8 hour shifts failed to pass. The men turned on Captains
and other ranking officers for their failure to support PRA demands. Their tactics seem
strangely contemporary; the uniformed force went on a one day enforcement blitz, enforcing
all laws, even.shuting down saloons on Sunday.

Still another part of the social history of the NYPD which shapes the departmental ethos '

has to do with the mandate of the police £o handle disturbances of the peace, events
readily susceptible to a variety of definitions of "disturbance" and "peace". Here again
various definitions have been more a response to political exigencies than to clearly
mandated rules and procedures. Major "disturbance" problems began for the department
with the Depression of 1929 when the police were positioned between the desperation of
the unemployed and the employers' demands for order. This departmental function led to
cries of police brutality from the former and police inefficiency from the latter, These
same accusations have been repeated throughout departmental history when police have
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been directed to "maintain the peace." Racial tensions, for example, have often caused
such problems in the past and are still one of the most sensitive pdlitical aspects of
policing. The Department maintains a "Sensitive Location File" intended to "apprise manbers
on the force of the need for a guarded attitude when responding to situations emanating
inside, or in the vicinity thereof."” Muslim mosques, Jewish synagogues, and black and
Puerto Rican nationalist headquarters are the sorts of locations to which this caution

applies.

The balance between camunity relations and maintaining law and order becames a
jugglmg act of masterly proportion on which many precinct cammanding officers' careers
have risen or fallen. A report issued after an J_mzestlgatlon surrourding a riot that
broke out in Harlem in 1935 because of a disturbance in a Kress store noted "widespread
hostility” on the part of the law-abiding element "among the colored people toward the
police is proof positive there is something wrong in the attitude of the officers to-
ward the people, whom they are there to serve and to aid, not to brow-beat."” The problem
is that the "proof positive" can be looked at fram two different points of view.

The police-minority group relationship worsened dramatically with the shooting
of a lS—year—old black youth, James Powell, by Lt. Thamas Gilligan, in 1964, which re-
sulted in a large-scale demonstration and an attack on the 28th precinct in Harlem, with
violence rapidly spreading to other large black ghettos in the city. The year 1967
saw another riot in the Puerto Rican section. The 1968 violence following the assasin-
ation of Dr. Martin Luther King resulted in 400 arrests albeit with no fatalities and
no shots fired by police. The American Civil Liberties Union (ACILU) uncharacteristically
praised the police for their restraint but a number of business men sued the city claiming
the police had not adequately protected their property. Again, the ambiguity of the posi-
tion the police find themselves in while doing their "job" . . ., and again their question,
"whose peace ard what kind of order?"

Finally, there is the history of the various investigatory cammissions that ulti~
mately did little to improve or even to change policing but rather served to exchange one
political party's influences and priorities for another. The recent history of the
NYPD has increasingly focused on the issue of "professionalization.® Unfortunately, this
period of seeking sorhistication in management systems ard technology coincides with a
decreasing municipal budget and increasing cammunity cries for accountability to their
local needs. The result is a constant and continuous tension between such desirable
goals as efficiency (in cost terms) and effectiveness (in human and even mission terms);
between increased standards of education for police and increased cries of discrimin-
ation fram minority recruits. These tensions are basically value judgments involving
choices and pricrities.

All of these currents of the social history of the Department cambine to produce an
organizational ethos charactorized by a sense of the distinctiveness of the police role
and structured by the social bond among officers. The distinctive uniform, the shield
the night stick and the gun are visible symbols. The perceived existence of a criminal
class as a common enemy and the discretionary authority to enforce certain laws are
invisable, but are an integral part of the policing power wherever it occurs. Those
characteristics of large urban police departments, such as politicization, differential
enforcement resulting fram the camplexity of size and scale, and the conflict between
interpersonal relationships and the impersonality of complex bureaucratic organizations,
seam to be most characteristic of the social history of the NYPD. fThese forces which
mold and shape the individual officer's relationships to the Department and to his
"brother" officers are also visible in the organization of the Department.
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C. The Organizational Structure

Like most police departments throuchout the world, the orcanizati truc
the NYPD is' pa;a—mili’galy. The reason most frequently cited lv_;lg, poligéofir%d;istr:;?soifs
thgt there is a ftmci.:mnal similarity with military organizations—in both cases involving a
ur'ufox_med force bearing arms and requiring a strict emphasis on discipline and command dis—
tinction based on a hierarchy of ranks, in order to insure task performance. The degree of
layering ln.the rank structure in any police department is generally a function of size and
the vast majority of departments throughout the country in small suburban or rural areas
consist of a chief and perhaps seven or eight men. In larger departments, the military com-
mand structure of_inc:reasipg authority and rank from sergeant to lieutenant +o captain is
most common. Unlike the military, however, once the police officer moves fram patrolman to
sergeant he has made the transition to a "boss"; since there is no lateral entry into police
work everyone starts as a patrolman ard there is no officer caste ‘as in the military.

.Prcxpotiop up to and including Captain is achieved through a competitive civil service
examination given periodically by the Department. Promotions above C:':lptaln result ﬁraflvippoint
ment by the lfollce Camissioner and continue at his (or his successor's) pleasure. Thus,
while there is a structured line of pramotion upwards by appointment from Captain to Dem.’lty
Enspector.to 'J,:nsmctor to Deputy Chief to Assistant Chief and fram there to the three-star

St.Iper Chiefs" who command the five major bureaus (Field Services, Detectives, Organized
Crime Control, lfersonnel ard Inspectioral Services) and the four star Chief of Operations
(the highest uniformed rank), it is possible, but not usual, for the Camissioner to jump’
Sameone one or more ranks in these appointed grades. While an officer may be removed fram
one of E.hese appointed ranks which are colloquially and generically called "captains with
(f);_:lée;;gs tajit any time by the Police Cammissioner, the officer retains his civil service rank

According to the New York City Charter, all power resides in the Police Camnissi

an@ fl_ows dowmvgrd from there. However, practice demands same degree of é;?:entraliszgii
which is as variable as the dictates of camand or leadership style, City Hall or cammunity
pressure. Consequently, the structure of power and authority is not as neat as an organiza~-
tlonaj!. chart.: of the NYPD would have one believe. Perhaps the Department is most like the
class;cal civil service bureaucracy in the manner in which "reform® camissioners, “pro-
g;e;ss;.;fi" comubutssilzoge;s, "conservative" commissioners, and even civilian ccxrlmissic’)nei's ey

e ard go a operational level, "nothin " " ; '
insulated against administrative irmovat:io no 9 much changes” because "the systenl” is

1. Police Headquarters

The Police Commissioner is the head of the Department and is appointed the mayor
for a tem c?f J?lve years. Directly beneath the PC are seven Deputypg?mnissizers ; chOFirst
Deputy Coxrmss:.oner.begom.es the acting head of the Department in the PC's absence: the others
are.the Deputy Carnu.s§1oners for Administration, Cammnity Affairs, Trials, Public Infor-
mation, Criminal Justice and Legal Matters. While the Deputy Camissioners are "civilian"
roles, the Camissioner and the First Deputy have usually been policemen who have came up
through tt}e ranks of ‘Fhe Department. The PC, the deputies, the Chief of Operations, the
;uargaeur ;miefs 1?;151 jthetlhr s(;:affs (approximately 4400 sworn members) comprise Police Head-
carters, loca in the downtown civic center. ares,close +o City Hall and !
office. It i " w the Mayor's
e 1 Poiizrgﬁg referred to as "downtown", headquarters", or by its official

2. The Borough or Area Cammand Ievel

The field units of the Department, which report thro i i i
e fi _ : ugh the Chief of Field Services
iz;e organized by_geograph.lcgl lC.)CZ:ltlon in the five boroughs. The Borough or Area Cammand '
evel is responsible for maintaining police services for an entire borough and is in direct
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line of cammand over the constituent precincts which are in its geographical area.

Because of their size the boroughs of Manhattan and Brooklyn have two Borough {called
area) Camnands, one for north and one for south area precincts contained in those boroughs.
The camander of a borough is usually an Assistant Chief, but occasionally sameone with the
rank of Inspector or Deputy Chief may function in that capacity on a temporary basis. The
borough office which is always physically located in one of its precinct station houses is
administratively sub-divided into several sections which include specialized units. These
are responsible for the entire borough rather than a specific precinct area. Administrative
control over groups of precincts within an Area or Borough Cammand is in the hands of one
of several Zone Inspectors. Each Zone Inspector is usually responsible for two or three
‘precincts. All precinct paper work such as crime ard personnel activity statistics
and reports are channeled through the borough to headquarter units. Similarly,
directives fram headquarter units are passed down through the borough level to the
precinct. There seams to be a great variability of style among borough chiefs; and
while the folklore of the job suggests that a precinct cammander's life can be made
easier or more difficult by the character or "style" of the borough camander, the
life of the individual officer on patrol at a precinct seems little affected by
that level of command. ‘

3. The Precinct

The city ard its five boroughs are divided into 73 patrol precincts responsible for
police service and protection of approximately 319.8 square miles and a population of approx-
imately 8 million people. The "Jjob" of policing is the responsibility of approximately
25,000 men and women, the majority of whom are assigned to the Field Service Bureau which
is responsible for coordinating police patrol throughout the city, 24 hours a day, 7 days a
week. Additional officers work in specialized, citywide units such as Traffic, Special
Operations, Detective Bureau, Organized Crime Control and Inspectional Services.

The 73 precincts into which the city is divided operate out of precinct station houses
which serve as the direct service-delivery field cammands to which the police men and women
are assigned. Each precinct encompasses a geographical area which is sub-divided into geo-
graphically defined radio patrol car sectors with a letter designation Sector a (Adam),

b (boy), c (Charlie), and so on which are then further divided into smaller foot and scooter
patrol posts. The nmuber and the size of the sectors is based upon the maximum rmumber of
radio cars that have been assigned to that precinct, which is related to the work distributior
as determined by the percentage of crimes and calls placed for service in that precinct.

*
Radio cars patrol with two officers, referred to as a team or partners who, if they
ride together regularly, became steady partners. Police officers may also be assigned to
foot patrol, which usually extends for several blocks along a major avemue or business

street.

One officer quite aptly summed up the differences among precincts in New York City
by saying, "Precincts are like women, essentially they all work the same. Same of the ex-
termal goodies might make one more attractive than the other . . .but only in the begin-
ning . . .because once you have been there any length of time . . .they all look alike.”

* Towards the conclusion of our study, a new program was introduced whereby one man
or "solo" cars would patrol in selected precincts.
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Precinct operations occur at the level of direct interface with the swrounding com- Coon
munity. The precinct and the men who work inside in various staff positions and those who Lo
on foot, in radio cars, or in ummarked cars patrol the area for which that precinct is re- P
sponsible. They visibly represent the job of policing to most of the citizens of New York B
City. Within a precinct, personnel are divided in several different ways: *formally, by : T
function and rank hierarchy as represented by the formal organization chart, and informally : Coatd
by affiliations, connections, by shared characteristics such as ethnicity, and by amount of coby

time on the job.

A working day for the precinct is a 24-hour day, 7-days per week with no holidays. ; s
The working hours of officers assigned to the precinct are based on an 8-hour day, broken : i
into three segments or "tours of duty": 8 a.m. to 4 p.m. (the day tour or 8 x 4); 4 p.m.
to 12 p.m. (4 x 12); and 12 p.m. to 8 a.m. (12 x 8 or the late tour). The precinct is a
self-sustaining unit of operation under the command of the precinct Cammanding Officer (or ,
(0) who usually holds the rank of Captain, although recently there has been talk of return- ; ;
ing to a previous system of placing Deputy Inspectors in cammand of certain high activity ; ‘;
precincts. Precincts throughout the city have been classified by headquarters according to .
activity level, (high, medium, or low). The designation is based on a number of charac- CoT
teristics such as the mumber of camplaints handled by the precinct, type of usual crime
activity, (whether violent or less violent) and certain less easily measured characteris-
tics such as the presence of minority groups or particularly influential citizen groups or
citizens in the precinct community. .
Allocation of persomnel to each precinct is based on an equation related to the number P o
of calls for service, the nurber of crimes reported, the number of crimes campared to pop- TR
ulation ard any unusual corditions in the area. While the precinct's primary policing re— oo
sponsibility is to the geographical cammmnity it serves, and, therefore, manpower is deployed
based on the cammanding officer's judgment of cammmity crime and crime prevention priorities,
occasionally precinct personnel will be pulled out of the precinct and sent to special city-
wide details, such as parade duty, riots, strikes, or for special events such as the Demo-
cratic National Convention or the presence in town of preminent national and intermational ‘ (o
political figures. R

o0

While the number of police officers in a precinct varies with its size and activity :
level, most NYPD precincts have about 250 men assigned to them. The precinct CO relies on o
two levels of supervision between himself and the patrovl force. Most face-to-face super- : :
vision is the responsibility of the lieutenants and sergeants assigned to that precinct. :
Immediately beneath the CO is the executive officer, also a captain who, while not respon- 1 P
sible for setting cammand policy, assumes the responsibility of cammand for an 8-hour pericd
worked usually opposite the CO, i.e., the executive officer will work 4 x 12 and the CO ? !
will work a 8 x 4. f ‘

£y
™

The police officers+ or cops (a designation that is acceptable for them to use with ;
each other, but must be used carefully by an outsider) are assigned to a particular squad, !
usually containing six or eight men, and the squads work according to a "chart" or duty
schedule. Based on this chart, each squad works a certain tour for 4 or 5 consecutive days,
then gets two days off, and comes back to work another tour. Thus, a police officer might
work 4 days of 8 x 4's, take two days off, arxd come back to work 4 days of 4 x 12's, take o
his days off, ard come back to 5 days of 12 x 8's. Over the years, the issue of such S
working hours and having to adjust physically, mentally and socially to working different ;
times of the day and night has been pointed to by the officers and their union leaders as a
cause of low morale, excessive stress, and marital problems. Patrol sergeants are respon-

e 0

* See Appendix A .
+ See Appendix B for rules and regulations affecting police officers.
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sible for the supervision on a day-to~day basis of several squads of officers, and they
in turn are responsible to the several lieutenants assigned to the precinct.

While a precinct station house is the police equivalent of a military "outpost” or
field unit, it is also a unit in the bureaucracy and, in keeping with the nature of bureau-
cracy, there is paper work, and increasingly more paper work. This requires ‘a” T
precinct office staff, or "the palace guard", as they are referred to more or less
affectionately by patrol officers who are responsible for preparing and forwarding
all reports and communications between the precinct and other administrative levels.
These staff positions are under the direct supervision of the administrative lieu-

tenant (who is scmetimes a sergeant) who reports directly to the CO. Included in the pre—
cinct staff are officers responsible for roll call or the assigrment of officers to radio

car, foot or scooter patrol as well as seeing to it that c¢ificers are aware of days they

are scheduled to be in court (court days); the "time-records man", a key position responsi-
ble for recording time worked, over-time, sick time, etc., and the planning and statistical
officer, who keeps the precinct's activity records for arrests and summons, and plots patterns
of crime activity in the area. Usually, civilian employees are assigned to work as assis-
tants in these various areas. Specialists such as Highway Safety, Crime Prevention, Warrants,
and Cammunity Relations officers also work out of the precinct house.

While most officers are assigned to a sector or geographical patrol post, specialized
patrol activity is corducted by units such as anti-crime and "conditions" teams., These
officers work out of uniform and in urmarked cars patroling the streets of the cammmnity
looking for specific street crimes or handling certain conditions (such as prostitution,
burglaries) which have gotten out of hand and which the CO has decided needed special at-
tention. These officers are not responsible for handling calls caming over the car radio,
as are the officers assigned to radio cars, A radio car team is normally assigned a single
sector; however, depending on the number of cars working that tour, the team might have the
added responsibility of ancther sector and on rare occasions for three sectors.

At any time during the day or night, the precinct will have five or six radio cars
with two officers patroling a particular sector or sectors plus several ummarked cars with
anti-crime officers. In addition, a conditions unit might be "sitting on" a location watchirg
for drug sales, burglaries, or prostitutes. During any tour there will also be a patrol
sergeant assigned to supervise the men as they respond to radio rups or walk their foot
posts, noting response time, (the amount of time it takes from when the call is dispatched
by the central dispatcher to a radio car and when that officer calls back to the dispatcher
indicating that the call has been handled in some fashion) and verifying their physical
presence on post. The type of "job" or call given cut by the central dispatcher over the
car radio is coded to a mumber designation and the responses or dispositions are similarly
nurerically coded. In same cases a radio car is not allowed to respond to a particular
job without a supervisor or higher ranking officer present, such as on a bomb threat or
entering a licensed premise. Officers are assigned meal breaks before they “turn out,”
or leave the station house to take their assigned post. Meals are staggered so that there
is never a time when no car is patroling the streets. Strict regulations cover the taking
of meal breaks, including not being able to leave the precinct boundaries,

When the police officer arrives at the station house, he will usually go directly to
his locker and change into his uniform. The officers working that particular tour then
gather in the muster room for roll call and assigmments and occasionally same words of
praise or disapproval fram the OO or information on same current situation affecting the
canmand. Sametimes, depending on the feelings of the C0 towards inspection, the officers
will be inspected for proper uniform, personal appearance, proper equipment, etc., and then

* See Appendix C faor Patrol Duties and Responsibilities.
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will be "turned out,” or begin their tour of duty. Most precincts in the city "turn out"
squads on the half hour and then on the hour, to insure constant coverage on the street.
Otherwise all of the patrol officers from the previous tour would be off of the street

a few maments before the end of the tour, and the cutgoing platoon would not be ocut in the
streets until several moments after the hour. At the start of every tour, each officer
begins a new activity log for the day in his memo book, a leather bournd bock which he must
carry at all times. In this book he records the camplete activity of that tour including
assigmments received, activities performed, absences fram post and the time of completion
of his tour. This record is critical in terms of recalling occurances at a later date for
court appearances, departmental camplaints, etc. At same time during the tour, the ser-
geant on patrol will initial cne of the pages which serves as procf that the officer was
actually out on the street working.

Because of the presence of large numbers of police officers working out of uniform as
street crime units not necessarily assigned to that precinct and therefore unfamiliar to
the uniformed officers, it was necessary to devise some identifying symbol for safety in
responding to radio runs. For this reason a city-wide "color of the day" is selected and
is exhibited as a colored headband which will vary from day to day. This color designation
is also used when calling into various departmental offices to identify the caller as same-
one in the Department. The desk lieutenant (Lieutenants are usually called "Lou" and
Sergeants "Sarge") is the officer responsible for the precinct during the tour that he is
working. Thus while the precinct commanding officer has command responsibility for the
precinct 24 hours a day, even when he is not at the precinct, the desk lieutenant, who sits
behind the stationhouse desk on the main floor, is operationally responsible for all activity
outside and inside the station house during his tour. While the officers working any par-
ticular tour are usually assigned by the roll call officer to the same radio car, partner,
foot or scooter post, unusual conditions at the beginning or during the tour might necessi-~
tate a change in their regular assigmment. Such decisions are the responsibility of the
desk lieutenant. He also maintains the precinct record on individuals arrested, stolen
property returned or released, and signs off on any reports prepared by the complaint rocm
or by officers during their tour.

The use of civilians for certain jobs in the Department is not new, but increased fin-
ancial restrictions and a freeze on hiring of new officers has necessitated a very con-
troversial push to "civilianize" many jobs t:radltlonally held by police officers. Uswally
civilians can be fourd working in the 124 room manning the T.S. (telephone switchbcard),
and otherwise assisting several of the precn_nct staff officers.

Perhaps one of the most significant changes in policing, along with radio cammnication
to police cars, has been the notion of the police specialist and specialty squads, but to
date the patrol prec:.nct is still the most basic unit of policing and the patrol officer
still the final link in whatever process bng.ns with management theory and policy and ends
with two officers riding through the street in a radio car. Although the Police Commis-
sioner has ultimate authority over the Department, and superior officers have various levels
or degrees of authority dependent on their rank, function and position in the hierarchy,
the wniformed police officer is the most vn.s:_ble symbol of the Department and consequently

he must, whether he aspires to or not, symbolize the effectiveness, efficiency, and ultimately -

the mrahty of the entire Department.
D. Entry Into The Field Sites

At our first meeting with the Deputy Chief of Field Services, to whom we had been direc-
ted by our project monitor for selecting the precincts in which we would carry out the study,

we described the nature of the study and the general characteristics we were hoping to find ¢

in the study tggecn.nct After considerable discussion, including the pros and cons of selec—
ting one of e precincts that the PC had suggested where there were special problems of
interest to the Department, it was decided that the Deputy Chief of Field Services would
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contact each of the borough or area cammanders, inform him of the study and then arrange
for us to meet with them individually to discuss the possibilities of specific precincts
under their camand. We decided to begin this process in the Bromx because there were a
maber of precincts there which met our requirements,

‘We were fortumate in that the first Borough Cammander with wham we spoke was enthusi-
astic and quikte interested, even encouraging, about our doing the study in "his™ borough.
Whether this was a function of the objective merits of the study, of his having advanced
degrees and a familiarity with research on policing and with sare of our previcus research,
or his reputation as an innovative and "academically oriented” police administrator with a
mmber of publications on policing, or some cambination of the three, his response was highly
supportive. His approval allowed us to move rather easily and quickly to the next level,
that of a particular precinct. We mentioned the two precincts in which we were interested
and he said that one of these would be ideal in his judgement and that the CO was a "good
man" who hac worked with him at the borough level. This precinct, which was one of the
higher activity level precincts in the city seemed ideal to us as well. We had decided,
after talking with the Deputy Chief of Field Services, that a busy precinct would offer
us a vantage point for the widest range of events, operational conditions and diversity of
personnel. The Borough camander called the CO, explained who we were and the purpose of
the study ard sent us on our way to the precinct. While we were concerned that we were
going to be perceived as havina been "shoved down a camarding officer's throat" once the call
had gone out that the Borough Cammander wanted us there, ocur subsequent experience with
the (0 of that precinct convinces us that if he had not wanted us there he might have wel-
camed us out of courtesy to his superio:r officer, but we would not have stayed for very long.
In any case, we went over to the station house, met the CO ard, after a discussion of the
reasons for the study and specifics on how we intended to operate in his cammard, he quite
agreeably turrned us over to his Administrative Lieutenant.

We had decided in advance that the division of labor on the study would be dictated
by the desirability of having one of us in contimious presence as a functioning member of
the precinct staff. We felt that this meant that one of us, specifically Reuss-Ianni,
should take same role in the precinct which could be carried out by a civilian and which
would actually contribute to the work of the precinct, at least in the initial stages of
the study. Once having established a presence there, Reuss-Tanni could gradually begin to
accampany officers on a variety of patrol tasks as well as becane involved in other aspects
of the life of the precinct. While at no time did we attempt to disguise why we were in
the precinct or what our objectives were, we felt that Reuss-Janni's continuous presence
there, working regular shifts and all tours, would be the best means of establishing the
familiarity and rapport necessary for the study. ILater, as she became better accepted,
she could gradually introduce Iamni into the system both in social and precinct activities.
In addition, Ianni would maintain the necessary contacts and activities at the borough and
headquarters levels. We felt that this division of labor both insured that one of us would
have a functional presence in the life of the precinct and that such a presence would not
suffer the possible contamination of relating to extra-precinct levels of police adminis-—
tration. We explained all of this to the Administrative Lieutenant as we had to the CO.

After some consultation with the Administrative Lieutenant, we decided that it would
be best if Reuss-Iamni began working in the section of the precinct that takes calls fram
camplaintants and records officers' complaint reports. This office, located on the first
floor and very much in the middle of precinct activity, would be a good vantage point fram
which to familiarize ourselves with precinct activities and, more importantly, provide the
opportunity for Reuss~Iamni to be visible to the officers. The office is known as the
canplaint O or the 124 roam, and is very much at the hub of station house activity since
it also contains telephones from which the officers can make private calls rather than payinc
for the use of the pay phone. The 124 room is staffed for the most part by civilians and
occasionally a police officer assigned to restricted duty. Our first day in the field was
delayed by a week or so because in the fall of 1976, police officers were demonstrating and
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threatening strikes and job actions over contract negotiations with the city. It was sug-
gested to us by the Administratiye Lieutenant that we hold off a few days until things
quieted down and he would have more time to introduce us around the station house. Fin-

ally, on October 13, 1576, we began cbservations in the Bronx Precinct.

Our intention had been that Reuss-Ianni would spend a few weeks in each of the inside
duty offices before going out with the patrol force and consequently this had been the .agres—
ment with the commanding officer. Two fortuitous circumstances developed early in our field
presence that changed this intention. Through a research project conducted with the NYFD the
previous year, Reuss-Janni had ccme to know well several officers in various precincts through-
out the city. A few days after beginning work at the precinct, Reuss~Ianni was approached
by two officers, a steady radio car team, who suggested that when she was ready, she could
begin riding with them. Apparently, one of the officers with wham she had ridden on the
previous project, had worked closely with these two officers and had phoned them saying
that Reuss-Ianni was "o.k." and as they told her, "that we take care of you and see that
you get what you need.” These officers were also helpful in answering questions that were
raised immediately upon our being visible at the precinct, but which many of the officers
were hesitant to ask us directly. This "vouching" on the part of one officer towards an-—
other officer was invaluable to us not only in this critical beginning phase of our pres-
ence at the precinct, but throughout the study, Fortunately also for us, this team was
well respected in the precinct since being asscciated with "nuts” (an officer or teazm con-
sidered different or umsual) could have been disasterous.

The other fortuitous circumstance was, simply, that the precinct camanding officer
felt canfortable enough with his own control of precinct activity that he allowed us a
great deal of latitude and flexibility in movement and in fact signed a memo allowing us
access to any activity within the boundaries of the precinct. We had initially signed
the required departmental " save-harmless” release regarding any injuries incurred while
at the precinct.

E. The Bronx Precinct Commmity

During the 15 months we were in the Bromx precinct community, we became accustamed
to its visible representation of the social and physical decay that characterizes the South
Bronx. Housing in the area was rapidly disappearing either through abardorment or as a
result of the escalating and virtually institutionalized process in which slumlords or ten-
ants torched tenements to make the area "The Arson Capitol of the World." The men of the
Bronx precinct we worked in recognized this decline and often expressed the certainty that
this precinct would follow the pattern of the precinct to the South which had been one of
the most active in the city widely known as "Fort Apache" because it was virtually under
siege from a hostile community. A few years later it was dubed "The Little House on the
Prairie"because its cammnity was now leveled by arson and heavily depopulated. This sec-
+ion of the Bronx had once included a section referred to as the "Park Avenue of the Bronx".
By the time we had arrived there in 1976, the social and physical decay of the neighbor-
hood was such that some of the officers had coined their own affectionate epithet for the
precinct commmnity—"Jungle Habitat. " For the cops who work in this type of precinct, gen-
erically referred to as a "shit" house or "garbage" house, a tour of duty includes debris
littered streets and hallways, burned out hulks of buildings where emergency calls in-
variably come fram the top floor when the elevator is broken, hostile faces, jeering kids,
high crime, violence, no place to eat, and no where to "let down" and relax in security,
except in the station house.

While statistics can never describe a precinct-cammunity adequately, they can at least
set proportions and limits. The 1970 census described this precinct-cammnity as a 1.95 k
square mile area camprised of 60,414 whites (45.5%), 34,883 blacks (25.8%), 33,698 Hispanics
(25.4%), with 3,005 (3.3%) "others", usually orientals or Indians. By the year 1977, the
population estimate had changed dramatically to 8% white, 40% black, 50% Hispanic, and
2% other. Policing this area is the responsibility of approximately 270 police officers,
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15 detectives, 18 sergeants, 6 lieutenants, and 2 captains.

For many of the cops, coming to work in this precinct means driving i

usually a 90-minute driwve, although any cop will sSear he lives only 45gmimnuftggna1£§i§én
if the t%'avel time is closer to two hours. One of the good things about working here is
the station house's ready access to highways out of the city. Commuting distance, toll
expenses, and par]?:ing facilities close to the station house are part of the reward/punish-
ment systgm perceived by cops to be part of administrative control. Although parking here
is convenient and adjacent to the station house, a cop on occasion returned to his car at
the end of the day, and found his tires slashed or removed by local youth who have the repu-
’fzatlon of belng.able to remove or "strip" any part of a car parked on the street in the time
Js.gtzwgésthmefquve; afo bgig out and lock the doors. Car pools are very cammon, alleviating

e financi en in gas and tol some o exhausti i
o e hnancia. Borden slgz : tolls and of the ustion of a day or night

The physical geography of the commumity is a map of debris, of burned-out tments
of gmpty, gutted bulldlngs that landlords have aba.ndgned but whére s,quzd:te:;:gl;1 fizgruentl? '
entire famhes I'lee, often without lights or water or sanitation, of lots behind buildings
that are pllec.l h%gh with garbage thrown out of windows. Even copper pipes in carefully
boarded-up bu:lemgs are easy pickings once the building is set afire and the fire depart-
ment has to break in to put out the flames. It is a comunity where being inside is no safer
the‘m being outside since frequently people living in the same building will break into their
nelghbors' apartments and move stereos and TV's into their own apartments, and muggers and
rapists unscrew hallway bulbs and wait for the very old or the very young to came hame.
Smo}'u.ng pot gpenly on streets, passing a joint back and forth while sitting on a park bench
or just le_aam_ng agaj_nst a building hanging ocut and drinking beer is the norm. In short ’
tl_us precinct, t‘ruscammmty is everything the stereotype of a poverty-level black and’
Hlslr_)am.c cammni ty implies, including the few who care about their community, their building
or just their own apartment and the many who don't seem to care anymore, if extermal signs ‘
can be read as internal motives. The cops who work in this precinct have read the external
signs of the people who liye and work here, placed them in camparative context to their
x-valueg a.nd mores, anc.i mterpretgd them to mean at best a lack of caring about themselves,
: ir _famllles, their children, their homes, even their futures, and at worst open and active
ostility toward <_aach othtf_r, towards the system that provides for many of them, and to any-
one who vent;lres J_nto their neighborhood from outside. While one may agree or disagree
with the cop's reading of the external signs, their perceptions eloguently describe what
they TFeel it means to wc:;rk here as a police officer. More specifically, it speaks to the
question: \v‘l}at is the import for the job of a police officer of being assigned to a pre-
cinct which is I_Located in a community that is relatively speaking dirtier, poorer, more
ho§t11e, more violent than other precincts to which he might have been assigned, or to
Z}nnxfgn I;erleﬂ.:iecorésceﬁen assigggsd, gr to which friends might currently be assigned? It is
e an ou t fort, and so its members m “surr i

cammunity like an army of occupation. ust relate to the Sneiog

Frequently, especially in the early days of our presence at the precinct, one of

be taken cn a "51gi}t~seeing tour” (not because we had asked, in fact gfter inéroduc?_ngu;;?u(
selves and the project we would always add that they should just go about their business

as though we weren't there) . . .buildings were pointed out that as recently as 10 years
before had been carefully landscaped with small bridges crossing ponds and ducks in the
cxiurtyards, vyhere now there was_just dirt and a broken cement hole filled with broken bot-
tfes. Sometimes we were taken into large apartment buildings with barely visible remnants

of mosaic tiled floors, floor-to-ceiling mirrors and art nouveau decorations on the ceilings
'i'hls place is a gold mine for an antique store," one officer commented as he pointed out '
goasg dcf>or knobs and stained gl::ls§ windows on the landings. It wasn't at all unusual, we
cllem éd or some of the few remaining decc?rations to be lovingly unscrewed or otherwise remove

aned up, and presented to a wife or girlfriend as a gift by one of the officers. When

this was done in our presence there was never any attempt to disguise or explain away the
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action. It was treated as though any reasonable person would understand that such objects

were no longer appreciated or valued and deserved a better fate and location. Interestingly,
such removals were done quite openly in front of other officers and usually even when patrol
sergeants were present, but never during our cbservations when a lieutenant was on the scene.

The most immediate enviromment for those officers who work inside the station house
building is the old three-storied stone building itself. Inside, other than the detention
cell, a large cage located in the detective's office or squad roam, the three floors are
camprised of various sized offices, one small roam with a TV, large table, ard well worn
sofa set aside as the lunch roam, and a musty basement with a ping pong table and same gym
equipment purchased by the precinct club with funds from various social events held during
While most of the men quickly adjust to these rather grim, colorless roams, occa~
sionally one of the men, usually a younger cne or one who has recently been transferred
from a newer station house, will comment on the conditions of their working space:

"They talk about taking pride in ourselves, in what we are, ha! They should
visit us down here same time, why the hell do they expect me to care about
keeping my wniform clean or my shoes polished if they stick me in this
filthy hole?" or, "They want me to show respect, how about showing respect
for me . . .give me a clean locker room."

Another cop cammented on the differences of assigrment, noting that cops at the 13th
precinct, for example, have the Police Academy in the same building and can use the basket-
ball courts, the gym and its equipment, and the pool whenever they want. One constantly
recurring theme heard was that the Department should provide the gym equipment at the
station houses because as more and more restrictions are introduced on the use of quns,
many officers feel that increased emphasis should be placed on physical conditioning in the
Department:

"They make such a big deal about the firearm cycle (officers of all
ranks must qualify at the range twice a year, once at the indoor range
ard again at the outdcor range), when I don't ever plan to use my qun
again ("unless," he added, "someone is pointing orne at me or my
partner."), but we all (other cops) could use same physical exercise
and I sure as hell am not going to do it onmy own time . . .or pay
to go to same gym . . .same guys have such bellies they could get in real
trouble . . .TI don't even mean running to catch sare mut . . .I mean running away!"

Same .of~the older copé wouldthen chime in on the use of the night. stick:

"In the old days we really used these bats, but these young guys don't know
there is a real art to using them . . .there should be retraining in

using them right."

Same of the cops especially the younger cnes when we discussed physical exercise, felt
that it was each guy's responsibility to take care of himself, and in almost all of the
cases where they brought it up, their appearance suggested that they did take care to keep
in shape. A few of the older cops added jokingly that they expected their younger partmers
to handle the chases. One lieutenant mentioned:

"The department used to care about being overweight, in fact, you
could be passed over an a pramotion if you were . . . now, the depart-
ment is just interested in covering themselves in court cases on
discrimination . . .and since they couldn't prove that being over-
weight affected how you did your job . . .now they don't give a

damn about that either."
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There is an old stove ard an even older refrigerator in the basement and o i <
esp%:c:.ally on a late tour or early Sunday mming,gscme of the guys get togeﬂuerc?aks:é;nzilo{'
ceries and cook up breakfast for the others who are working. While most of them like this
and many comnentgd that they missed it since the cops who used to do it regularly weren't
around anymore, it's a tricky business since it means bending the regulations a little.
Often it would depend on what bosses (supervisors) were around or what the chances are of
a Zone Il:lspector'or someone from the borough stopping in. One of the very real problems to
which this "bendJ_.ng of the rules and regulations" is a response is the fact that there are
few restaurants in the area and even fewer that are open during the late tour hours, 11:30
p.m. to 7:30 a.M. Departmental regulations governing meals while working require that you
are not to_leaye the boundaries of the precinct. This is, in fact, enforced rather loosely,
but the point 1s that the restriction is always there if scmeone wants to crack down. On
several occasions we heard the rules and procedures guide explained as "containing and
covering every possible situation for controlling us but saying nothing about what the hell
:emai Is};pp}o:;neld to br:ally bgtc'loing out there", or, on occasion, "If they want to get us on

ng, can sure it's either in there i i
patting 1L in and Covoring foeeiilel somewhere now or they will issue an order

By and large the patrol officers at this precinct also see themselves as an occupyin
army and frgquently have used this expression as a short-hand explanmation of what thef/’yfegl
they are.doz_ng. The predaminately white patrol force continually comments with amazement
at.thg dirt, the litter on the streets and in the hallways, elevators and entrances of
bu_lldmgs. What makgs.this perception even more entrenched is the interesting fact that
quite a few‘of tlfxe officers, particularly those of Irish or Italian ancestry, were actually
brought up J_nqth_Ls same neighborhood. "We lived right in that building," one of the of-
ficers pointed out as we were riding by one night, "and we were poor, probably poorer than

doors) and my- grandmother who lived with us was outside here i :

) 2 , i ; : sweeping the front:gteps evers
r'?orx}mg, row these people moved in and it looks like a pigsty." Another officersgfrsne:‘ésé‘,
.Shlt, they don't have to work, can't they at least keep things clean.™
important personal effect of this level of perception of the cammumity was the frequent

mention of how ridiculous it was for the De t to stress dr i }
mention © Y partmen ess and appearance in such

*
The?y are always hassling us about keeping our hats on and
shirts buttoned and then they send us out to muck our way
through garbage, broken bottles, and piss . . .ard I'm
noF even talking about alleyways, I'm talking about inside
buildings . . .and duck bricks and bottles heaved fraom
those buildings (the officer pointed them out as we
drove by). All they care about is that scmeone might
take a picture of one of us with our hats of£ and our
collars open and it would lock bad for them.

Much has been written about police prejudice, usuall: inti i
Cter, : ' y painting a picture of cops as pro—
duct;s of _lowe.r class, Ammigrant Irish and Italian families with the attendant consefvatisz
racial biases, and pointing out that such prejudice cames to the job with the cop as part '

*
" "';‘hec{" al;zlalgs megs p;iice bosses or superiors and usually includes everyone outside
€ precinct including borough headquarters and central head ters— '
knies Lo innrivialisby quar ters—anyone who doesn't
. + o -
Such an incident actually occurred in a Bronx Precinct. A documentary had been

filmed at a precinct showing Police operations in the street and in the staticn house.

Ihg documentary was very realistic showing a hamicide and including street language by
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of this backgrourd and upbringing. While this may be so, we found during our time in this
precinct that it is just as obvious thay many of the cops' attitudes toward minorities and
the poor grow out of their immediate occupational experiences. One frequent and often
rhetorical question asked of us by cops was how we explained that when his family lived

in the neighborhocd and they were poor, the streets, houses, and a ts were clean and
now with blacks and Puerto Ricans living in them there is garbage and filth all around?
While a significant mumber immediately answer their own questions by saying that all blacks
and Puerto Ricans are dirty, others were equally vehement about a "system" that "allows
people and whole families to stay on the dole generation after generation" or that "the
papers don't yell when sanitation men get caught sleeping in the trucks or leave more gar-
bage around than they pick up," and complain about landlords who "live on Park Avenue and
only come around here in their Cadillacs to pick up the rents." But what bothers officers
the most are the children. Any number of times when responding with a radio car team on

a family dispute where at 11 or 12 at night sleepy-eyed kids stand around watching their
mother and their father cursing, swinging, and abusing each other. Invariably, as we are
riding down in the elevator, the cops will camment that "those poor kids don't have a chance.
The cops frequently reminisced that 10 years ago this was one of the quietest precincts in
the Bronx, recalling how not too much earlier there were two radio cars covering the whole
precinct, one had the north section and other the south. Now 10 years later, we were told
by the precinct cammander, that even this precinct has seen its peak in terms of crime ac-
tivity, and the wave of decay, arson, assault, poverty, and despair have swept over us and
moved even further north. At best what is left is a holding action . . .there is little
talk of rebuilding or even restoring. Although President Carter's South Bronx Redevelopment
Project has becane a big political plum, its pramise is earmarked for an area further to
the south. The reaction to the news of the President's South Brorx Project, when it was
first publicized, was "they better station tanks around the area; it will go the way of all
other great projects to restore blocks or buildings or neighborhoods. A lot of planners
get the money, a couple of people get a better apartment for a few weeks, but then the
scum bags came back in ard within a few months the burnings and strippings and abandomment
will start." And, one cop added resignedly, "who will be the fall guys . . .we will, be-~
cause we are the only cnes that are out here 24 hours a day that these people can turn to."

During the 15 months we studied this precinct, Reuss~Janni worked continuous tours,
day, night and late tours both in precinct staff offices and on patrol. She spent time
as well with the various special details that work out of the precinct, anti-crime, con-
ditions units, warrants and the precinct detective squad. Although she spent time talking
with officers who had steady foot posts and those on scocter patrol, our feeling was that
the discomfort engendered by intensive observation of such patrols would not make it worth
the effort, so we relied on direct interviews of those officers and stories of their activ-
ities brought back to the station house. Where ever the Borough Canmander agreed, Reuss-
Ianni and/or Ianni attended borough meetings with the commanding officer or the executive
officer although this occurred at irregular intervals since there were three different bor-
ough cammarders during those 15 months.

After we had been in the Bronx precinct for 12 months we decided, in agreement with the
project monitor from the National Institute of Law Enforcement and Criminal Justice and the
NYPD monitor that we should spend a shorter period of time in another precinct which would
offer some comparison to the Bronx precinct. Since our request came just at the time of a

the police as well as the citizens. During the first showing of the film on television,
the Borough Cammander (a new Borough Commander with a reputation for being a "spit and
polish" military type had replaced the academically oriented one we had first dealt with)
called the station house and "read the riot act" because same of the offices appeared with-
out hats and ties and had their shirts unbuttoned.
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three more months at the Bromx precinct waiting for official é:mm%?f ggrsﬁng‘rg g_gogt

second precinct. We began working in the second precinct on March 7, 1978.
F. The Manhattan Precinct Cammunity

he s;ﬂ;mnd we manti;ned the name of the precinct in Manhattan where we planned to conduct

e I;hangte tg ang;;;;gdz}q i;o; se‘Ife.ral gf the cops in the Bromx precinct, one laughed and
, . e, I would think I had died and gone to hea " i

a faq_rly typical example of how cops from the Bronx viewed the d?.?ference b‘efie;:een tﬁmeirwas

s know you are b
alone"; and from one cop who had worked in a similar Manhattan g::)ecinct usy aﬂl’?he].ﬁz ii,(sDu

ggc}iamgiaderﬁ in lt':hose E{Lac':es - + .you have to look out for yourself . . .no one will
th_-i_ngis, : Qnu;':t haere, and "it s_actually more dangerous there because you get sloppy . .
Tan ppen all the time so you forget to look over your shoulder, you forget to
ook out for your partner . . .and that's when you get hurt." ' 7

d weTZx?thgoodlthates 1_:ge cops J;efer to "ove:r:_there" don't adequately describe the glamour

2nd hean, that D;‘;sjlmre1 in this 1.26 sq. mile area of East Side townhouses, embassies

o orrise &The if-s protec;ted by 24j-ltlour doormen and closed circuit TV monitored ’hallways

approximately 236 Safety of its population of 147 ,000residents is-the-responsibility of
Ximately 36 police officers, 11 detectives,l7__ Sergeants, ~4'.lieutenan¥:s_ and 2 carJt;ins

‘;Iiblflommthemgy h\i}sm agpr? imately 93% white, 1% black and 4% Hispanic residents
stew;rdessespswealthon a:;d work there see the glamour of 4 population camprised of airline
e onoesses ’work inythi bored divorcees, expensive dogs, and businessmen with "big bucks,"
who rent vou T Dt S cx:mnand.more often speak of "the lack of respect by these-'oeoole,
cone 1 s ke yo baage some klnd. of lac:}_<ey, who don't want their neighbors to see yéu
e 2 is for their reputation" or "bad for business." While an assign-

T guard a consulate used to be an unwanted assigrment given to junior men, today there

: , for regular worki
thereby not having to work the dreaded "round-the-clock. " During the da; lthng I?gllgsboaﬁ’cclicues

:gdpariietguﬁgscare :jéled »'vith shoppers fram around the world and the streets are usually
ars taxi cabs that the COps say you get around better on foot, and "God

hgalp_someonewhohadtoget to a hosgpi : '
within the boundaries of the precincffltal quickly," although there are several hospitals

"Burglar alams are our biggest headache," i
1 : " said one cop who has i
mg.ch Almost every other call is an unfounded burgla.roglam . . ?Ehegtariig}; Zcxrpanears ?e:sthls
' eaper to have us respond than to fix the damn things." The time spent unnecessar-
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blem in major urban areas, ard in some cities police departments have begun charging store
owners for the equivalent response time of officers.

Many of the cops assigned here camplain, sametimes bitterly, about the "crap we have
to take from people who think they are better than we are . . .and we have to take it be-
cause you know damm well they will be on the phone to sameone at City Hall who they are
friends with amd we'll get a camplaint." One cop went so far as to suggest (with colleagues
signaling a nodding agreement) that this command should be "considered high hazard" because
of the trouble a guy can get into just for not watching his language. Another cop who hap~
pened to have spent a few years at the Bronx pracinct added another perspective when he can-
mented that "at least over there if a guy gives you txrouble you can tell him where to go and
you won't get any flack over it fram him or the bosses . . .because they mderstand that
kind of language . . .over here, you have to learn a completely new language."”

A sergeant told us "the boss (the precinct commanding officer) here has to spend much
of his time massaging the important pecple in the cammnity, he has to be a real diplomat
because they sure know how to use their phones and who to call to get action.”" Ancther
cop embellished this theme with "and here they don't just call the precinct when they want
sare action or have same camplaint . . .they write a dear Abe (the mayor) or dear Mike (PC)
. « .and they can get away with it." .

Physically, the station house itself is not much newer than the one in the Bronx, but
the precinct club has been able to set up a very elaborately equipped gym in the basement for
the officers arnd the eating room has a pool table and color television. While the Bronx
station house is home, a place of refuge from the dirt and cammunity resentment perceived
just outside the door and consequently a place always filled with officers on and off duty
(unless sameone fram the borough command happens to be visiting), in Manhattan there is much
more on the outside to interest a cop and consequently muich less hanging around inside the
station house. Even eating is a matter of personal finances and having to choose among sane
of the finest, albeit expensive restaurants in the world.

A good deal of the police job here has to do with making certain that an individual is
covered for insurance purposes when a theft or burglary has occurred, or with increasing
frequency, when somecne's car is stolen or vandalized. Same of the cops told us that there
is an increase in crime in that area because the "mutts from up rorth or fram the Bronx have
heard about the good pickings here," and much of the time spent by anti-crime teams is spent
watching for and then following groups of black or Hispanic kids that wander the streets
"until they get on the subway and get out of here or cross over into the next precinct and
become their problem."” "Black and Hispanic youth are unusual enough in this neighborhood
to stand out and they usually are only here to cause trouble," one anti-crime cop told us.
On a particularly quiet night, even cars with groups of blacks or Hispanics might be followed
wntil they cross ocut of the precinct boundaries.

A frequent camplaint among the cops here is the problem of parking space for the cars
they drive into work. There used to be a parking lot around the corner where they could
park, but construction was started a few years ago (and stopped unfinished) . . .so now it
is first came first served along several of the streets around the station house . . .still
not enough to accommodate all of the cars. Free parking and convenient parking have came
to be expected as a job benefit by cops and it becames the basis of hard feelings because
there is always another precinct that is pointed out as having convenient and readily a-
vailable parking.

Another frequently heard camplaint is "Around here, appearance is important to the

bosses," "You better have your shoes shined and your hat on when you get out of your car": but
fram our observations during the several months we spent there, this concern seemed to be
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more in theory than in fact, and physical appearance was more directly related to a guy
wanting "to look sharp for the girls around here" than for the bosses. We were told by sev-
eral of the men that there were more diyorced cops at this precinct than any other in the
city. We did attempt to verify this, but the implication was that the temptations abounding
in these few miles of blocks were formidable. Certainly, there were more than a few occasions
when riding with officers that they made new contacts Jjust by pulling up alongside an attrac-
tive girl and suggesting that they get together later; asking and more often than not getting
phone mmbers and addresses. "Girls think we are safe” was a common explanation of their
success with wamen. One cop and his partner seem to agree that airline stewardesses were
particularly attracted to cops because "they run into trouble often with kocks that they
meet on planes or just hanging arcund in bars when they are in town, and they like the fact
that we carry gquns. They know even if they can't reach us, they can usually get cne of our
buddies who might be working when they need- some help quick and quiet.”

"Discount buying” is one of the advantages of getting to know same of the shopkeepers,
especially in an area where most of the cops said that they couldn't afford to buy the things
in those stores even when they were on sale. Despite departmental "integrity" programs and
strict regulations, free meals and drinks in local establishments are a cammon occurrence.
“One hand washes the other" is a cammonly heard expression regarding such matters. "Downtown
doesn't really care about little stuff like free eats or drinks,"” one cop told us, "as long
as it's kept quiet so that they aren't embarrassed." He went on to explain, "They are usually
just interested in catching us in the big stuff, and they have been pretty successful in
controlling that only because they have made it so that no one trusts the next quy . . .and
you can't get very big on your own." In fact, only several weeks after.we arrived there,
we were told by three different cops that we shouldn't use the phone on the corner, or the

phone in the muster roam . . .the implication was that both phones were bugged by headguarters.

a reputation that probably goes back to the time of the Rnapp Cammission investigation when
several precinct phones had apparently been monitored.

Cammunity relations at the Manhattan Precinct is a full-time job for one officer ard a
continuous headache for the precinct cammanding officer. "The only time you get a big turn-
out at commnity meetings," we were told, "is over an issue like prostitutes hanging out in
a certain area," or "a bar or a club that plays music too loud, or kids hanging around.”
Cops were resentful of the fact that "many people who have been rcbbed or whose apartments
have been burglarized don't really even want the police to do anything . . .many even re-
fuse to take the time to go to court when a suspect is caught, because it's all insured
so they don't really give a dam . . .all they want is a complaint mumber for their in-
surance."

On the other hand, because of the power and position of many people residing in the
precinct, even relatively minor occurrences will be given special treatment, for example,
assigning a detective to go to a home and speak personally with the camplainant even on
a relatively minor incident. "Not that it means anything,” one detective explained, "but
they expect this kind of treatment because of who they are . . .not because they see it on
the police shows on TV . . .and we give it to them because of the trouble they can cause
‘Js.ll
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CHAPTER V

THE FIEID DATA: I
SOCIAL CORGANIZATION, SOCTAL BONDING, AND ORGANIZATIONAL STRESS

A. Introduction

During the 18 months of the study, we spent a total of 168 eight hour tours of duty in
both precincts. Of these 168 tours, 120 were in the Bronx precinct and the remaining 48
were in the Manhattan Precinct. The tours of duty in both precincts included working in the
124 or camwplaint roam, with the precinct investigation unit (PIU) and with cammunity rela-
+ions units inside the station house. In addition, we had an opportunity to observe on full
tours of duty on radio motar patrols, with anti-crime and conditions units, and with the
detective and warrant squads. Throughout the study we also maintained contact and carried
out interviews with the Commanding Officers of both precincts as well as other administrative
personnel at both the precinct and area or borough cammand levels. At various times during
the study we also interviewed persomnel at police headquarters as well as a number of former
officers of the Department. In total, we were in same contact with 310 police officers of
all ranks, either presently in or formerly associated with the two precincts. The degree
of contact varied from casual conversations, sither on duty or in the various formal or in-
formal social gatherings held by the precincts throughout that time, to extensive and con-
tinuous contact with officers of various ranks in each of the precincts. We rode, far
example, with many of the radio car teams in both precincts but spent far more time with
a smaller number of teams because we wanted to observe same continuity of police work.
Observations were carried out during all tours and on weekends and holidays as well as

during the week.

As a result of these cbservations and interviews, we gathered over 1500 pages of field
data as well as a considerable volume of archival and documentary material. FPresenting
these data in same form which is both faithful to the field situation and indicative of the
social organization of the precinct is a problem which confronts all field studies. As we
explained in the chapter on methodology, we elected to use events as the focal point for
cbservation and interviewing since we wanted to lock at the social action which generates
and displays that social organization rather than to deal with more static notions such as
roles and statuses. We have also elected to follow that same strategy in presenting our
data by using events as the bases for analysis and reporting.

B. Major Orienting Analytic Themes fram the Research: Street Cop Culture vs.
Management Cop Culture

Our interest in defining the social orgarization of the precinct was in terms of a sub-
set of questions which we felt could be answered once we had developed a model of how the
precinct was organized as a social system and described how that social system related
to headquarters and the commmity. Specifically, we wanted to know how social bonding takes
place within the precinct and what values and informal rules organize individual and inter-
personal relationships. Further, we were interested in how individuals coming into the
precinct are socialized into the various networks which make up the social system and learn
the values ard the rules which inform behavior. From our analyses we have developed a major
orienting theme which we believe provides a framework for the events and analyses which
follow and which also describes what we consider to be the major theoretical contribution

of this research project.

In the previous chapter, we outlined the culture history of the New York Police
Department and indicated the importance of the Knapp Cammission Report on Corrupticon as a
turning point in the organizational history of the Department. While it is improbable that
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any single eyent or report could transform an o_rganization as large and camplex as the
NYPD, most of the police officers and superyisors with wham we worked during the study
usually describe the time pericd of the Campission and its hearings as the line of demarca-
tion between the present reality of the policeman's. job and "the good old days" of what
that job used to be like.

"The good old days" or before the Knapp Camuission Report changed everything" are the
phrases we most frequently heard used to describe what the police job was like in "better”
days. It describes an organizational enviromment in which the Police Department was inte-
grated into the political system and where police were a valued force for that power base.
Their work was also valued by the middle class cammunities of the city they aspired to join.
Everybody, say the cops, knew who were the good quys and who were the bad guys, and the
political structure and the cawmnity they represented agreed with the definitions. Being a
policeman was samething special; a cop put his life on the line and people appreciated and
respected his willingness to do so. As a result, policemen were allowed to do their jobs
without too many guestions or too much interference fram ocutside the Department. Not only
the street cops, but everyone in the Department was socialized to this ethos. Since there
is no lateral entry into the Department, everyone began his career as a cop and, they be-
lieved, everyone from the Chiefs on down accepted the values of loyalty, privilege, and
the importance of keeping Department business inside the Department. One monolithic culture
permeated the Department. ) :

The police career path began with being a "good cop" who would then move to higher
camand positions or, in many cases, choose to remain within the same precinct, in the
same assignment throughout that career. Success was based upon same combination of ability,
luck, political, ethnic or family connections or having same "sponsorship" in the authority
structure of the Department. Even for those who made it to the top, retirement frequently
meant a job such as director of security for a large corporation where you could use your
experience as a policeman to recognize the bad guys and use your connections in the Depart-
ment to help when necessary.

This concepticon of "the good old days" is the organizing ethos for what we have come
to call the "Street Cop Culture" which, as we hope to show, is what organizes individual
officers and precinct social networks into a social system. It is important to point out
here, that this nostalgic sense of what the good 0ld days were like in the Department may
or may not be an accurate interpretation of the past. Many of the officers who spoke most
longingly for those days were recently appointed and not even in the Department during
most of "those days”. In fact, the universality and persistence of this ethos is strangely
reminiscent of the Cargo Cult movements which sprang up in Oceania and particularly in New
Guinea in reaction to the sudden impact of modern civilization on their Stone Age peoples.
Faced with an awescme new technology, the tribal groups developed a new mythology about the
"good old days" of their ancestors where things were even better than what the colonizers

- brought with them. Indeed, the fact that the stories about the good old days of policing

were in many cases learmed from "old timers" or in growing up in a police family, give
them the power as well as the unguestioning acceptance that goes with legend. Again, we
do rot know if the Department was ever really like all of this, but we do know that most
of the officers we talked to in both precincts believed that it was and that life and
work was better for cops then than it is now., Thus, we are proposing that the good old
days ethos also represents the way they believe it should be today.

One of the ways in which the street cop culture is unified throughout the field units
of the Department is in the "in-joke" humor which they share. ILocked at in this way, these
Jokes serve two functions. First, they indicate where there is sufficient tension in the
system to make joking remarks meaningful for everyone within that system. They also tell
us that the perceptions included in the jokes are representative of what the members of that
system believe and so serve to confirm data fram the interviews and observations One jcke
which we heard in both precincts and which eventually appeared in a lampoon issue of the
Department's newsletter "Spring 3100", which is written by police officers for police

50



o Aot e 1

. <. o g7 e e . .. N L e . .
o, . i e e B O L L I

officers,makes the point of the new Management Cop Culture in justaposition to the good
old days. The following defintion appears in a list of "Management Concepts", to be
menorized for the Departmental Promotional Exam.
Unity of Command

Formerly called "sticking together", this precept atteampts to remedy

shortcomings of sense impressions by recommending that officers accept

one agreed upon version of an occurence. It simplifies reports to sup-

eriors and grand juries and precludes the position called "left hanging".

Origin: By the first two cavemen who had to answer to a third caveman. .

Because this ethos was universal throughout the Department, we were told, there was
one culture which everyone whether in the street or in headquarters shared. But, they
add, a number of social and political forces have weakened that culture and so the or-
ganic structure of the Department is disintegrating. What was once a family is now a
factory. One major force was the increasing emphasis on professionalization and the
subsequent attempts to improve policing through better social science education and
management training. A major step here was the introduction of the Law Enforament Edu-
cation Program, LEEP, which made money available for educational advancement. Whatever
else it did, it allowed police officers to prepare for careers ocutside of the Department.
At the same time, the changing political structure of the city:introduced an escalating
competition for scarce resources which has had the effect of pitting agency against
agency in securing jobs and fiscal allocations. Political leadership has become increas-
ingly management oriented as the financial excesses of the old clubhouse days very nearly
bankrupted the city. For the Police Department as well as other city agencies, this
meant greater emphasis on accountability and productivity with results wiich could be
quantified and measured in a cost-effective model. The new politics also included those
minority groups who were essentially disenfranchised in the old days. Ever since the
Civil Rights Movement, there has been growing political sensitivity about relationships
with minority groups which holds the Department accountable not only for previding adequate
police service to those groups, but for affimmative action in seeking minority recruits.
All of these forces have contributed to the develcpment of a new headquarters Management
Cop Culture which is burzaucratically juxtaposed to the precinct Street Cop Culture.

This new Management Cop Culture, say the cops, is positively oriented towards public ad-
ministration and loocks to scientific management and its associated technologies for
guidance on how to run the Department. Despite their new training and orientation, how-
ever, they must continue to justify their positions within the Department not by their
new expertise or specialization, but because they used to be cops. Departmental regu-
lations require that they continue to display the two most important symbols of the old
culture, the shield and gun. Unlike other bureaucratic systems in which the upper echelon
of the hierarchy is recruited from different socio-economic and educational’ievels than
the lower ranks, managers at all levels in the NYPD come from the same socio—econamic and
work experience groups as the "workers" or cops. But, the cops maintain, their bosses
have forgotten about being cops and are now professzonal managers. Since our study con-
centrated at the precinct level, we canmot explicate the values of the new management
culture wigh the same certainty as we can at the precinct level. From what we did see

and hear, however, it would seem that they are essentially those found in any managerial
network in a bureaucracy and are, as we shall see in the events, often antithetical to the
values of precinct Street ' :Cop Culcure.

Not only the bosses'values, but their real loyalties are not to the men but to the
social and political networks which make up the Management Cop Culture. The bosses, say
the cops, "would give us up in a moment, if necessary, to save their own careers.and they
think we'll put up with anything because of the pension".Career paths here' begin when they
are first assigned to headquarters and careers in administration in .the Department or
after retirement in business or!industry are what this new breed of police administrators
aspire to today.

While there is same uneasy accommodation between these two cultures, they are in—
creasingly in conflict and this conflict serves to isolate the precinct Street Cop
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Culture frcm the "downtown" Management Cop Culture. The result is disaffection, strong
strees reactions, increased attrition and increasing problems with integrity. This, in
turn reinforces the resistance of the Street Cop Culture to attempts by headquarters
managers to produce organizational change. Instead, the social organization of the
precinct becames the major reference structure for the men. Most of the officers with
whom we worked see the destruction of the Street Cop Culture as an inevitable outocome
of this conflict and, with obvious resignation, say that this is what the oosses want
anyway because then they can more easily deal with cops as individuals rather than a
more unified system.
In this chapter we present two events which we selected because they presented an oppor-
tunity for focalized, event-generated observation, interviewing and analysis and which
illustrate the social and behavioral results of the conflict between precinct level cul-
ture and headquarters management culture and the organizational stress which .results. Both
events were fairly dramatic; one involved the trial of an officer for beating and causing
the death of a prisoner; the other involved reactions to the suicide of an officer under
investigation for illegal activity. Here again, we feel that it is important to point out
that it is not so much the drama of the events but the immediate reaction and verbal associa-
tions made by the members of the precinct who were related in some fashion to the event which
is important. We have also attempted to use these two events to illustrate the types of
data and analyses upon which the model of the social organization of the precinct is based.
Thus, while the model and the analyses of organizational stress were derived from a much
wider range of events and data, we feel these two events to be especially illustrative of
our 18 months of field experience. In the next chapter we present two additional events
which we feel are illustrative in the same sense, of the social networks and codes of rules
which we found to be operative in that social organization. Obviously, however, there is
same overlap among the four events since social organization, organizational stress, social
networks and rules, while they may be analytically separable, are operationally interactive.

C. Event 1. The Trial

In the summer of 1975, a 25 year old male Hispanic was arrested in his apartment by
Michael Kelly, a New York City police officer, charged with assault and robbery, and brought
into the Bronx precinct station house. Same hours later he was removed by ambulance fram
the station house and taken to a nearby hospital, where he died 5 hours later of a ruptured
spleen. The police officer who had arrested this man was subsequently charged with murder
and two vears later, after being dismissed from the Department, was convicted of criminally
negligent hamicide and sentenced to four years in prison. He was the first on-duty NYPD
officer to be tried for the murder of a prisoner while in police custody.

Headlines in the New York Post, November 7, 1977, read in bold black type, "Killer Cop
Jury Tom By Strife." The story at one level seemed quite straightforward. Police officers
were led to the door of an apartment in the Bromx by a burglary suspect. When the police
knocked at the apartment door, shots were fired through the door fram the apartment. Sev-
eral officers broke through the door and Officer Kelly wrestled with the suspect in an effort
to restrain him. The suspect was then questioned in the apartment as to the whereabouts
of the gun that had been used to fire at the police through the door. Present in the apart-
ment were the suspect's wife who was eight months pregnant, another woman, the patrol ser-
geant and several officers including officer Kelly. The suspect was removed to the station
house under arrest. The allegations were that the arresting officer had beaten the sus-
pect while in the apartment and subsequently beat him further in the second flcor squad roam
of the precinct. The prisoner died in the hospital several hours later.

We selected this event for analysis because in one sense it represents an almost classic
case of the street cop culture in conflict with the management cop culture or of conflic-
ting operational codes or rules. It pitted cop against cop in order to fix the blame for the
death of the prisoner. Seven cops eventually testified against Kelly admitting that they
had lled during the initial grand jury investigation, allegedly to protect him, explaining
that it was an accepted practice to cammit perjury to help a fellow officer. At the trial,
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six officers including the patrol sergeant testified that they had seen Kelly kick and beat
_the suspect in the apartment, in the squad room and in the bathroom of the station house.
Kelly, on the other hand, claimed that he had been made the scapegoat for fellow cops who
had been permitted to "make deals" to save their jobs and pensions and he insisted that the
other officers had a hand in the beating of the suspect. In his final presentations to the
jury the defense attorney, a well-known criminal lawyer who had successfully defended
another officer charged with homicide in an earlier case, portrayed Kelly as a couragecus
officer, a "Jack Armstrong," an all-American boy, a "Mr. Applepie and football," while the
prosecution claimed the officer had "acted with completely depraved indifference to human
life."

~ Although the actual arrest and subsequent death occurred prior to our presence in the
Bronx precinct, the trial took place during the study. The elements of conflict that sur-
rounded the case and the reaction of the precinct officers during the several weeks of the
trial provided us with an ideal opportunity to observe and discuss the social organization
of the precinct in its camplex interaction with the formal organization of policing, the
camunity and the larger society. While it was a unique event, it did expose the reality of
these conflicts in the day-to—day work of policing, since a munber of officers commented to
us and among themselves "it could have happened to any one of us.”

In their broadest aspects, the "facts" of the event were as presented in the newsmedia.
There were, however, symbolic conflicts in the inteypretation of these facts. To the His-
panic commumity, the victim, regardless of his notoriety as a drug dealer, was one of their
own and at issue was the poverty and powerlessness of urban ghetto life, "the man," police
brutality and prejudice. To police headquarters and the political administration it served,
there was all of the anxiety of media exposure of a distasteful trial during a mayoral elec—
tion year, pressure from "downtown," and questions of responsibility and accountability to
the commmity and to the men of the Department. For the cops in the Bronx precinct, there
were also issues in conflict; loyalty and commaraderie; "them against us," with them in-
cluding police headquarters, the "bosses" and City Hall as well as the commmity; the
accountability and loyalty of supervisors; questions of discretion in police work; job—
related stress and tension and "Monday morning quarterbacking” by everyone else. While
the event was unique, the conflicts and issues it exposed were integral to the daily ex-
periences of the precinct.

l. The Media ¢

Newspaper coverage of the trial was extensive and dramatic. On November 7, 1977,
in the New York Post the headline "Killer Cop Jury Torn By Strife" had been preceeded by
a lengthy story entitled "Cops Beat Prisoners, A Detective Admits at Kelly's Murder
Trial." Such headlines caused obvious and widespread anger at the station house during
the trial, although it was a restrained almost resigned affect. "You never hear anything
gocd about us," one officer said, "I guess it deoesn't sell papers because it isn't sensation-
al." Another cop pointed out that when regular "citizens" are involved in wrongdeings . . .
they "don't put that person's job title up front." Another cammented, "we are all different,
only when something bad is reported, it's bad for all of us . . .the same thing happened
during the Knapp Cammission days, when the amount of money cops were taking was reported all
over the place . . .even my wife looked at me fumny . . .like she thought I had been holding
out on her all those years . . .and I have a neighbor who still asks me where I have it
hidden." He laughed and added, "I'd like to belt him, but sure as anything the papers would
report that a cop had belted his neighbor."

Many of the officers saw a direct relationship between poor press and headgquarters
response, "even headquarters thinks we're all alike" was the topic of discussion one
evening while Reuss-Ianni was riding with two black officers on patrol. "If sarething happer
in Brooklyn, sure enough an order will come down to every command in the city even if the
situation barely could ever apply in the Bronx." His partner added "yeah, it's like they
always want to be sure they have covered themselves, like in the Patrol Guide . . .it's there
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even if everyone knows that it is being done everywhere, but it's there just in case they
want to get you." This sense of headquarters "always out to screw you while protecting
their own ass" was probably the most frequently heard gripe during the year and a half of
the study, and with little difference except on particulars between the Bronx and Man-
hattan precincts.

Concern over the exploitation of the police by reporters was often cited as a major
reason for "turning off" to all "civilians" In many cases this included the researchers,
at least until Reuss-Ianni came to be accepted in the precinct. Again unless an officer
in the precinct (or same previous partner) could vouch for us, each new personal encounter
was guarded. One night, for example, Reuss-TIanni was riding with a radio car team who were
not usually partners. One of the team was an officer with wham she had ridden before; .the
other officer was just filling in while his regular partner was out sick. The new officer
said right "up frant" that he wasn't going to talk to Reuss-TIanni and wouldn't even have
let her ride if this had been his car, but he had respected the wishes of the officer who
knew her and had decided not to meke an issue of her presence for the tour. Several hours
into the tour, probably because he began to see the other officer felt ccmfortable and was
being relatively open and frank in his discussion of various topics, he finally told the
story of a previous experience with a famale reporter, and how it had led him to vow never
to allow any civilian to ride with him. It seems the Departwent had approved a female re-
porter to ride in the precinct, and she had been placed in the radio car with him and his
partner. He went on to explain that the three of them had gotten on very well ard by the end
of the week they felt camfortable enough to really begin to talk to her about what they felt
was pretty private stuff . . ."we trusted her," he emphasized. The last tour they rode with

her, she came with a camera and said that she wanted to get same good shots of them in action,

and even offered to take same "funny" ones that she would give them to take hame to their
families. They were "goofing around,” the officer contimued and in that mood-she said, ]
"why don't you two hold hards on the dashboard ... .just for laughs." "Of course,” he said,
“when the article came out, there was a picture of the two of us, like two fags holding
hands and we never heard from her again, and we didn't get any of the other 'fummy' pic-
tures she had promised us:"

Whenever they complained about negative press, officers would add, "and the Police
Camissioner never comes out to defend us or explain our side of the story." One officer
added, "It's like if he throws us to the wolves he'll came out looking like Mr. Clean,"
leading another officer to repeat the frequent refrain, "you don't get your nose dirty
working in the office (headquarters)." A third officer added with a knowing motion towards
"downtown," "yeah, and those guys sitting up there with their stars and three piece business
suits, you know what they were doing when they were out here on the streets.”

2. The Code

One of the major issues that came up in the trial, and in discussions both in the static
house and in the bars off-duty cops frequented nearby, was "the cop code" of not informing
an a brother officer. It had been reported at the trial that "it is a well known f:::lct: that
cops will lie to protect or cover for one amother." It was this code of silence which was
said to have led the several officers who were witnesses to the events in the apartment and
the interrogation in %he station house to deny to a grand jury having witnessed Kelly bru-
talizing the suspect, only to recant their testimony at the trial. Again, regardless of
their motives in changing their testimony, this code and the repercussions of their having
violated it or "tumed-around" are important to understanding the bonds among officers in
the street cop culture.

The patrol sergeant, who responded to the reported burglary in the apartment that
night, testified at the trial that it is common practice among police officers to "lie to
grand juries” to help a fellow officer. He admitted that he had lied to a grand jury when
he denied that he had not seen Kelly beat the priscner and added that he had lied on other
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occasions to cover up for fellow officers. Many officers acknowledged to us a long, es-
tablished tradition "in the Department"” for "coyering" for another's actions in case a
fellow officer is in trouble or "gets caught." The tradition, always described as "in the
old days," held that a "good gquy," no matter what the pressure, §tuck by his cc_)lleagues.

The folklore suggests that it almost invariably worked because "if everyone sticks to the
same story . . .they can't break you because you know you can trust everyone f.alse to say

the same thing." But we were told over and over again (the assertion always illustrated
with examples of actual experience), that in reaction to the Knapp Camwnission findings about
corrption, the Department has instituted an intermal security sysi;a'n that '.'desuoys 1.:rust
and undermines your faith in fellow cops." The NYPD Internal Affairs Division (IAD) is the
internal security system designed, say the cops, to protect the Department and the? Pollc_:e
Commissioner from erbarrassing revelations. The IAD has, as part of its ongoing lnvgstl-
gative network throughout the Department, a group of regular officers as§igned as "field
associates” and placed "under cover" in field units, such as patrol precincts, wa_.thout th'e
knowledge of the unit. These officers perform duties as would any regula:_:ly ass:.gred ofﬁlcer,
but in addition, they are responsible for reporting back to internal affairs any infraction
of the rules by persomnel. According to the precinct cop's perceptions, such cops are .
"turnarourds,” or cops who got "Jjammed up," through same offense and who have accepted this
type of assigrment in exchange for other disciplinary measures. "They're controlled down
town," said one supervisor in the precinct, "even the 0 (of the precinc;t) (.ioesn't know

who they are." While ranking officers will usually agree, they alsc maintain that same

of the officers who accept such assigmments are recruited directly from the police academy
before ( it is assumed) they develop loyalties to the "cop culture." The cops' bemuised
response is "Bullshit, there haven't been any Academy classes caming out for years.® Others
suggest that cops accepting such assigmments are "mavericks who just can't fit in with the
guys." One field training officer told the story . . ."Nowadays you walk into the Iunch
room and the conversations just aren't what you used to hear in the old days . . .or two
quys are talking to each other and just stop talking when someone else canes in, Glfxys Just
don't trust the other quys the way they used to. Plus there is always the possibility that
a field assocciate is around, in fact, they told us directly that those guys would be around.
I had a guy that I was training. This guy thought he was Adam-12 . . .he was really gqung-ho
with his gun and his importance. He was so bad that I wrote him up, and I sure as Hell
think twice before doing samething like that to a guy. I found out later that this gquy be-
came a field associate.”

While the original intention of the field associate system was to seek out graft and
corruption in the field (a task which seems to have been accomplished with scme success)
the side effect, say the cops in the precinct, is "you can't trust anybody anymore because
I2D has to get on the sheet too sOif they can't find anybody taking big stuff, they'll turn
you in for getting a second cup of coffee free on a meal break." The effects of th.lS internal
"spy" system, say the cops, is that while it provides some departmental benefits in fun-
neling information on such "petty and minor" incidents as knocking off extra time from the
job, "cooping" (sleeping during duty tours), "discount shopping” on getting free meals, it
has also had a devastating effect on morale and motivation among the men.

3. Lovalty and Matual Dependence

¥hile there were no issues specifically involving field associates or IAD in the Relly
case, there was frequent informal discussion during the trial by officers in the precinct
questioning the reason that Kelly's fellow officers had "ratted" on him and were testifying
for the prosecution. The story in the precinct was that the officers had each made a deal
with the prosecution. While they were collectively exempted from prosecuticn, each, it
was said, got sarething special as well.
cuts but was called back before a mmber of other laid-off cops ("jumped up the list") who
had seniority; the patrol sergeant had been ready to retire and was allowed to do so with
his full pension, and a Detective who had testified was going to "go out on three-quarters"
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pay for a job-related disability. Whatever the reality of these rumors, which were told as

absolute fact, yia the grapevine, they indicated how important it was to explain away the
defections fram the code on the basis of sgme strang pressure or personal gain. It was the
strength of the bond among "brother officers," a pattern of mutual dependence with the
strength and character of kinship reaching out to the "police family" which had been threat~

- ened and, regardless of the cbjective guilt or innocence of Kelly, it was necessary to ex—

plain away the disloyalty of the "turnarounds." This social bond has its origins in street
cop culture; the ethic of unquestioning support of fellow officers based an the shared dangers
of the job. It has grown, however, to include the notion of shared guilt when procedures or

" even laws have to be "bent a little" in order to accamplish same aspect of social or collec-

tive "good." The "turnmaround" cops in the Kelly case brought into question not only their

' own character and motivation but the strength of group loyalty and the salience of mutual

trust. To a working cop in the street, we were told, this further eroded the certainty of
support he could expect of his partner and other officers who are "out there.” Cops would
nd” be less willing to take chances and face danger, lacking the certainty that other cops
would risk their lives for them; it also meant you would have to "go by the book" and so
from the cop's perspective reduce patrol effectiveness. The term which is used to describe
this mutual dependence is "backing up"; at one level this means physically arriving on the
scene although the job has been assigned to another car, in order to lend extra support;

but "backing up" has a shared, more fiqurative meaning, at the level of group and irdividual
support no matter what the situation or what might be at stake. Throughout the study we
were told by officers in both precincts that "guys won't back you up, anymore" but more
often in the Manhattan precinct, for reasons that will be discussed in a later section.

The Kelly trial produced constant and widespread discussion of "backing up" in the Bronx.
Such discussions always included agreement on numercus examples of how the job has

changed in the last 10 years because you "don't know who you can trust anymore,” so, in-
creasingly, you trust fewer and fewer. One officer summed it up by stating, "now I feel

I can only count on my partner, a couple of the guys in the car pool, and that's it. I
don't even talk much about my business anymore while I'm riding hame (in a car pool)". An-
other officer with over 20 years on the job said that when he first came on the job, he
felt that the whole department was a family and that there was mutual support among all of
the officers regardless of rank if "anything heavy came down . . .from outside or even fram
downtown." "Then," he went on, "it got to where I felt that only this precinct was a home
and the family was here, and you just didn't have much to do with guys you don't know fram
other precincts; now there are only a handful of guys here that I will talk to, even quys

I have known since I've been on the job because I just don't know who I can trust anymore.
Now I have to be concerned for my family, for my wife, my kids and my pension.®

Conversation with and among officers were filled with references to this "change" in
the department. Usually, after camenting on the change, came same variant of the phrase
"so the hell with the job, I'll put my time in, take my pension and run." While we heard
these caments most frequently and most forcefully during the trial, it was a frequent com—
ment throughout the study: "Now, I just put in my 8 hours, take off my uniform and go have,
and that's what they've made this job." Same cops suggested that the Department was pro-
bably quite pleased with such attitudes and perhaps even fostered them because "it's the
enthusiastic cop . . .the go-getter that might get into the kind of situation that the
Department doesn't want to hear about any more . . .that might cause eyebrows to be raised
at City Hall, or cammnity groups to phone sare politician." Another older officer added,
“Hell, they are talking about us not having to wear our guns all the time, but you can be damm
sure it isn't because they see it as a problem for us . . .it's because they have counted
ggb the number of off-duty shooting incidents, and don't like the results for the image of the
J .II

While there was general condemnation and much open scorn expressed during the trial
for the twrnarownd cops, a number of cops confided that they "could understand" how it could
happen nowadays. Several officers, in fact, expressed open if guarded concern, even pity
for these officers because they had been threatened with losing their pensions "and that's
all we have left in this shit job." They also pointed out that they really "lean on you"
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when they question an officer who will not testify; "not only threats but treating you like
a suspect and not even. letting you go the bathroam alone." "The way this job is going,™
said one cop, "a smart guy has to look out for himself, even if it also means that he can't
look out for the next guy."

Despite these expressions of understanding, the turnaround cops were placed under
strong social pressure from other precinct officers. When they returned fram court they
had to walk the gauntlet of cops standing outside the station house. It was not uncommon
for one of the cops to spit contemptuously as they walked by. While no one spoke to them
as they walked into the station house, nothing threatening was said, although there were
dire predictions about what would happen to them, or to their lockers, and many rumors
that they would, of course, have to be transferred immediately for their own protection.
None.of this gctually came true, and the turnarounds remained at their regular jobs in the
prec:.nr._':t. This was explained by same cops as the result of the fact that shortly after
the trial, the assistant district attorney who prosecuted Relly had come into the station
house and told the officers that if they gave the turnarounds who testified against Relly
znym trouble, he (the ADA) would personally see to it that they would be brought up on

ges.

. One Officer who told us that he had been present during this incident said "there is all
this bul:!_shlt in the court and in the papers now about Kelly killing this quy because he's
E:uerto Rican. When they were bringing him (the Hispanic suspect) out Kelly was yelling

you son-of-a~bitch, you'll never shoot at another cop again'". We heard from several other
officers that this was the real issue and that if the man arrested had been white or black
the attitude would have been the same. One night while talking to a group of officers aftér
work:mg a 4 x 12 tour, one officer with over 18 years on the job summed up the traditional
feeling of Tmutual protection. "In the old days, you just didn't get away with killing a
cop . . .like now. Even if the courts had been turnstyles, sending guys out as fast as we
send them in, the scunbag who shot at a cop wouldn't get a second chance. Even before
he got to the station house, the quys would have gotten a piece of him. I remember their
tak:mg oane guy up to the rcof, holding him over the edge by his feet and telling him with
very few words that he would never shoot at another cop.”

_While the code was expected to cover this case, there were things abou

the mcidgnt that confused its application and indicated scme of thegmnditgm%lia’sﬁt:bg?t
the code 1t§elf. Officer Kelly had a mixed personal appeal and reputation among the cops

at the precinct. Although he had been at the precinct only four months before the incident
occuned,.he was well known there because he had came in as a trainee several years earlier
before goirng to another precinct for his first assignment. Several of the officers who
;emerrber him from those days told us that he was always a trouble maker, and "a crazy" who
ci;ultg ilhzays be counted Iolz to find trouble. To other cops in the precinct, however, especial-

younger ones, ne was a real "cop's cop." What they meant, the lained, was

that he embodied everything that a "real" cop should be: he was to{lgh, gozgplookiné, played
arot_ms_i with women, hung out with other cops at cop-bars and hangouts, was aggressive in
policing and "woulg"n't hesitate to juwp in to help another cop.” Regardless of personal
attitudes toward l:u.m, howex_rer, there was always a big show of solidarity with officers
rushing over to him, crowding arourd him, slapping him on the back, and offering encourage-—
ment whe.n I}e stopped by the station house at the end of the day at court. He, in turn, was
always jovial and confident on these occasions. Even Reuss-Tanni, by now agcepted within® -
the'precmct, was an outsider during these ceremonial re~affirmations of group identification.
I'?urlng"one such occasion, an older officer who had been telling her about same of Kelly's

Crazy" behavior, got called into cne of the back roams by a group of four younger officers
and tgld that he shouldn't be telling her such negative things about Kelly. When he returned
he said that he told them that she was alright and that he could tell her anything he wanted.
Their reply had_bc.aer_x that "only cops understand cops" and that he was taking a chance when
he so openly criticized Relly. ILater, when we asked same of the cops we knew well why there
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2 hadn't been the expected retribution and more bad feelings towards the "turnaround”

cops still at the precinct, they reported that it was because so many of the gquys

had negative feelings about Kelly, that he was known to be "a brute"”, and that

scme of the officers felt that he had been wrong to bring "this kind of publicity -

down on us". One officer said that he blamed Kelly for the problem because the
"turnarounds" had merely been unfortunate to have been caught by a system t?at _

"once it decides it wants to get you, can get you." But group loyalty is increasingly
questioned because whereas "in the o0ld days," the system would have been there to protect
you against the outside, nowadayswe were told, Myour on ydur own".

4. The Organization and the Individual

While the Kelly trial had a tendency to fit all of the cops in the precinct into "loy-
al" and "turnaround" categories, the event also brought other dimensions of how officers are
sorted—by themselves as well as by other cfficers—into distinctive groupings. We found,
in both precincts, that the important dimensions of sorting tend to be age and length of
service, ethnicity, specialized expertise, whether a cop is comnected to some powerbase
(has a "hook" or "rabbi") and, sex. The distinctions on length of service and age are gen—
erally quite straightforward in setting up a series fram "rookie" to "old timer." There are
other age-graded distinctions as well. Scme Police Academy classes, for example, have had
a reputation for being full of "crazies" while others are known for having a good group
spirit. Within the precinct these distinctions account for differential assignment and
respect. Race ard ethnicity, however, have same important and: yet confusing effects on

sorting in the precinct.

An article in The New York Tiwes of Noveamber 6, 1977 noted that "The Kelly case, in
which the officer is white and the suspect a Puerto Rican, was one of a number in recent
years to raise the issue of alleged fatal police brutality by white officers against black
or Hispanic people, and the first of those to result in conviction." The issue of minority
relations in the life of the precinct, however, is as much a question of the social organ-
ization of the precinct as it is the relationship between white cops and black or Hispanic
citizens. Police officers of all ranks but especially at the higher ranks are overwhelmingly
white and are still predominantly Irish or Italian. There are, of course, numbers of Jewish
or German-American police officers as well as a scattering of other ethnicities, but the
Irish and Italians are significantly larger groups. In the p®st Civil Rights Movement era, '
the Department has attempted to significantly increase its recruitment among black and
Hispanic minorities. While this affirmative action is taken seriously at headquarters, it
tends to be less than popular out in the field. With increased emphasis on professionalism
throughout the policing cammunity and according to younger cops, resulting higher educational
standards, minority recruitment, is counter-productive because it requires the acceptance
of officers with lower educational credentials. It is not the lower educaticnal standards
that the older cops cumplain about, however, but rather their contention that minority re-
cruitment means accepting officers with prior criminal records. A2And, it is quickly pointed
out, what might go down on one's record as a misdemeanor, frequently was plea-bargained down
fran a felony. Occasicnally, some cops will canplain about the lowered height requirements
which are usually associated with Puerto Rican recruitment. Often, however, this is said
humorously in the presence of a shorter Irish or Italian cop.

Ethnic sorting shapes same of an officer's personal experience in the precinct but
there is a more important relationship with how networks are formed and how these net-
works relate to the power and authority structure. The NYFD has a long and interesting
history of the power and influence of various ethnic and religious associations. While
Irish Catholic power is still believed to control the authority structure of the Department,
Italians have been increasing in power both because of number and upward mobility in the
Department. Currently, for example, the president of the Patrolman's Benevolent Association,
traditionally an Irish position, is an Italian-American. There is a very rich and irrev-
erent vocabulary employed in the constant banter among cops about each others ethnic heri-
tage. While it may be argued that the frequency and sharpness of the ethnic insuits be-
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speak levels of hostility, our sense after seyeral _ . :
relatig:gﬁs SZth officers is that lumor and commaraderie are more important motives. The

i icer de—
' racial ard ethnic epithets are obyiously and openly hostile, howeyer, when an officer

i in losing his group identification, becames
i the conventions of cop culture a}ﬁi, in ; : o
Z%Iﬁzgéfnor a "Jew bastard". 'ﬂu.s hostﬂ.lty also occurs when power cliques in the pr
cinct or in the Department are being discussed.

Here again the distinctions between +he older officers who were actually in the ng:l.‘t—
£ in the good old days and the younger officers are apparent. Whenever the.rv}egslvs‘]ia 11
I<;lel.1lslsion of "hooks" or connections, the older officers always cite thzt}mz.c‘niiéwcgld usthlnfor
partmen " i i " lder cop at precin '
De t as "taking care of their own.” One o i ‘
acmrpthe le, "it used to be if you wanted something, you wenc to a Holy Neme breakfast, ﬁuter
talked to scmeone, and he said, 'okay, we'll take care of it! and a couple of wosks later
t z teiephone message on a 90 day transfer an got extend exten"
ysggng;verybodd ypforgot you were there or where you should be and there you weri. djalizezensf
on to add, "and it used to be if you got into troubl:h?; you uﬁtbgrgg[glgt agpw ;3: R For':
i i ight rabbi, sone g co .
you had the right comnections, the rig o1, : 1 B o R ages.  These are
er o however, ethnicity seems less :meortan than' 3 _l:Lnka . a
zgnurgd whi?zlclassnatés at the Police Academy, while wqu:ng'together' in az prec;u;ist, azar
ticularly in the first assigrment out_of the Acadany, a.rx: fpl;?_n gk;ng partnme o ' Wscmee
time in their career. When a new Police Commissioner wa Juring tudyts Y, e e
i them to their assignmen
to observe who the new Chiefs would bring with the : : :
Viﬁrf)o::zo 1]1b1(ainy cases the staff officers sglected by the new Chiefs had worked with them in the
cld days when they were sergeants or lieutenants tcgether.

Path P am was developed by the t with the intention of-
ehndnlgéggltﬁecfﬁf" or "rarggf." system, and introducing a "sound_and cgnp:;-’ie:ha;axg per
somel managenent eysten for the asslgment 2 ST wouna anclude et £0
a" path" for officers to 1 an Off o 8 e e ond to
a variety of precincts of both high and low activity Jl‘;levelsd berbas engg A of’acpe.r—
investigative units. « It stated that advancement woul ety o e eti-

i i i we spoke, in both precincts, was both critic s
;znlo:;ut&ﬁsomffmer g;ttg Vquhﬁmogram pgue’to the 1976 fiscal_crisis in the city and at_IrlS ;ui:
Ssguent layoets of police officers, Tovenent to 2 ney SSEITIEE VR %R i ve
caly hmstoppﬁd e Y eliewed th " " b .t" sn't still at work in prefer-
spoke, ver, who Lelieved.that_the hook" or cqntracmv?a N S N ansrer o a
ential assignments. One officer in the Bronx precinct, o] 2 o

i alized street crime unit, had gone through all the proper proced.ures, been
f%il;n interview, but when he checked back to see what was happen;'lf.ng, was"toéiebii ;;i of
the officers in that unit "if you could just have sameone Qcall over grh you%her ne mignt.
while riding with an anti-crime team, the officers stopped t? talk \::71 tran?: A onit
about a former team mate who had just been transferced to'a bette‘ar :bo ei S ticer
working city-wide. The anti-crime officers were JOKINg al;xd laughing at ;bo S e
had been cne of the least effective team members but his "next door nelgli iem.n %o e
of the clerical man in the ynit." Of course we were aware that we were lis = g ot
stories of those left behind by scmeone who had found his way to a better a;;_ ajg;ﬁrm:n . .
addition, we were told by many superior officers"t.hat cops are‘chronii cartpn ner (,:Opartlps iyl
ularly against "the system," yet the belief persists almost universally among
whom we spoke that connections are what gets one ahead.

i i i joki fourd little significant
With the exception of ethnic or racial joking pai;terns, we : : : .
jnter—ztl'mic or I:Eial tension or conflict inlthe iocml otrrgarutz:zggg gg u:ae.tgir tﬁgece;gszf .

. Groups of cops standing together for roll cz;l or leaving the s :
toulri'cp would jﬁt as frequently as not be rac:.ally.m:m?d. There were, however, ve:éy few iiegle ,
selected radio car teams which were interracial in either precinct. Working togstherince e
same radio car also helps to insure that officers leave work at the same time.
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ard Hispanic officers more often lived in the city while white officers cammted to the
suburbs, they seldam shared a car pool and infrequently mixed socially outside of work.
There was, however, same interracial and interethnic socializing outside of work in the
Bronx precinct. There was an cbservable pattern of Hispanic and white officers socializing
more commonly than black and white officers and black and Hispanic cops socializing more
frequently than white and Hispanic cops, '

There are task-related factors which seem to increase interracial mixing both at work
and in social relations outside the job. In small closely knit units such as anti-crime or
conditions units, social activities and parties usually included all members of the unit
regardless of race or ethnicity. Generally, then, while cops seemed to restrict their
socializing to "their own kind," the collective cop culture and the task organization which
sets them off as cops seemed to be more effective than the divisive nature of ethnic sorting.

A more camplex picture, however, emerges at the level of the interraction between the
police precinct and the precinct cammmity where there are large minority populations. In
the Bronx precinct, for example, the population is predaminantly Hispanic and, to a lesser
extent, black, and lower class. Most of the officers and virtually all of the bosses in
the precinct, however, are white. Certainly, as we pointed out earlier, the army of occupa-
tion character of their presence and the prejudices which they brought with them to the job
are operative in creating mutual antagonism. What seamed most important, however, was that
we found very little evidence during interviews with commmity members, of any strong feeling
that black or Hispanic cops or superior officers would provide better service or be any
better received. Many of the people with wham we spoke, while pointing out that a. Hispanic
officer would at least be able to understand the language, insisted that "a cop is a cop"
and did not see that color or language made much difference. In our experience, we saw an
important difference between incidents or arrests on the street and the much more frequent
job of rendering service or assistance in response to a camplaint or emergency. The Bronx
radio cars were most frequently dispatched to quell a family dispute or to take sarecne to a
hospital because of the long delays experienced in awaiting a "bus" or ambulance. Here we
saw virtually no difference in the professional conduct of officers in the Bronx precinct and
in the Manhattan precinct despite the great difference in the ethnic and socio—-econcmic
status of the surrounding cammunity. Where street arrests were concerned, however, the
distrust and suspicion of the white cops for the black and Hispanic population was evident.
Not only would a cop be more likely to view someone as being suspicious-—-such as sameone
walking down the street carrying a television set—in the Bronx; they were also more concerne
with the potential reaction of commmity members to an arrest than wes true in Manhattan.
This attitude, however, seemed no different among the black and Hispanic officers than the
white officers in the Bronx. Here again it seems that the interface between the job of
policing and the characteristics, real or perceived, of the surrounding cammnity are most
important. Many of the black and Hispanic officers said openly that they were "cops first,"
concerned with their cwn careers and interested in seeking transfers out of the precinct
ard into better assigmments rather than with any sense of staying behind to police co-ethnics.
When the Department offered Spanish language training to Hispanic officers, many of the His-
panic cops we knew in the Bronx precinct steered clear of such specialization since, as one
of them said, "I don't want to get stuck in a shit house my whole career just because I'm
Puerto Rican and that happens to be the kind of precinct most Puerto Ricans live in now."

Another Hispanic cop whose appearance and surname permitted him to be taken as Italian,
commented that "it's worse out there for me if the people think I amone of them . . .then T
am supposed to give them the benefit of the doubt . . .but it never seems to work the other
way, if T need their help . . .they still can't see beyord my uniform." Occasionally, we
even heard antagonism toward co-ethnics such as "Hell, I got a job, I'm not like them even

though I started out with the same strikes against me, and I don't want them to think that
I am like one of them."
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frontation with a female cop because "you don't push women around,"” or whether a mzle's

pride will be hurt, especially in front of other men, if a female officer attempts = con-
trol him. A cop in the Bromx precinct responded to the issue by saying "You think these
animals out here, if they are cormered, are going to stop and say gee, she is a ladv . . .they
don't treat their own women like that, and if they want to get away, they'll blow her away

as quickly as a guy. Pity the poor guy that is her partner when a girl gets hurt out there

- + +he won't be able to live it down with the quys . . .that he couldn't protect here, so

its unfair for them (downtown) to set us up like that."

5. The Sorting of Female Officers

while there are only a few hundred females in the NYPDlandf?one weé':eLdpennanen‘ *;Ly t}a;—
igned to either of the precincts studied one group of female officers come int
- Ei'onx precinct for threepif’onths as part of a program for reintegrating rehired o,f_f‘lcers. '
There were scme immediate problems such as having to set up separate locker and toilet fec:.l—
ities for the "girls." Possibly because everycne knew that tl}is was not a permanent assign-
ment, there was not muich antagonism exhibited towards the pollcev.vanen but same of the anti- -
feminist aspects of cop culture which we had cbserved in an earlier s’f:udy emerged. There ] i All of these issues involving minority recruitnent, ty relations and -
was much joking about guys riding with one or two of the more attractive fapales, espec:La]..— ‘, patrol are invariably a {buted tonmthelo calousmess and laccmk "onfmuinvol ons 2 woren =
ly on the late tour, but the most frequent comments were "they have to be k:deJ.I}g, expectn.ng .~ from the "real job of pOtltIiclbing" on the of "ihem i the ooty hvemeea n 'ds]pe_m 1
us to ride with girls in a place like this," or "they should be hr:me having bak.>1es, and - One officer, cammenting on what he and others oconsidered the failure of the Department to
"a mother shouldn't be carrying a gqun." There were frequent allusions to fooling around "back up" the precinct during the initial investigation and subsesuent trial in the Felly

with the “"girls™ and this was accentuated because one of the policewcmen there had married
a oop that she had worked with in a former preei.nct. Both officers had been married before
they met and both divorced their respective mates to marry each other. Coments on
the topic of how and where they "got to know each other" were anything but subtle. On the
other hand, one female in the Bronx precinct was relatively well accepted by the men, to

case summed it up: "the real problem is that the bosses aren't cops anymore, thev are
locking above them to the politicians because that's where they see their future, not Gown
here on the streets where the job is. Decisions aren't made based on policing or event on
crime conditions, but on political considerations; that's why they are pushing recruitment
of minorities . . .even if they have criminal records or are female or even fags."”

the point where several men didn't object tco strenuousily to working with her. ghe was ;
quite small and by no means the most attractive female in the group. What she did possess, 6. The Politics of Supervision

was a quick sense of humor and the ability to trade vulgarities with the men as well as ‘the L

kind of quick-witted repartee that is a cops stock in trade perfected over long, often un- N The attitude of the precinct officers toward "downtown" management cop culture cor—
eventful hours of riding with a partner. She was also quite bright and it seemed that she . . responds roughly to their general attitude toward bosses or supervisors. All other factors
had samehow decided that the way to play the game was to truly became cne of the boys, and ~ being equal, the greater the supervisory distance, both in rank and geography between the

in so ding found some measure of success, certainly more than the other female officers : officer and the supervisor, the greater the feeling of distrust and alienation. Waile this
there at the time. But generally, the issue of female officers is one on which most pol_v'_ce is not uncommen in other organizations, there are same particularly difficult aspects of
officers we talked to were in agreement: you couldn't depend on them because they weren't ‘ Supervison in the Department. The immediate supervisor in the incident which led o ‘he
men. ' Lo Relly trial was the patrol sergeant who was responsible for the area in which the svwent

: took place. Following the general rule we have just outlined, patrol sergeants are cenerally
perceived as "closest and most likely to understand us" by most precinct cops. Bt heve an
organizational problem intervenes. Although each sergeant is responsible for evalu=ting a

On the other hand, the female officers, at least those who want to be on the stre=zts in
uniformm and believe that they can handle the job as well as any man, camplain that the real
problem is in the men's head—in old-fashioned, traditjonal notions and stereotypes of fe- specific group of officers on a continuous basis, he may, in fact, not always actuzlly work
male personalities and types. One female officer reported an incident in a precinct where * with those men. This is & result of the unionization process which involves separzte tmions
she was working a foot post when truckers began setting up picket lines. She radiced into the (S for patrolmen (the PBA), Sergeants (The Sergeants Benewolent Association), Licutemets
station house to report this and to call for barricades. The 0 responded by sending out a (The Lieutenants Benevolent Association), Detectives (The Detectives Endowment Associztion)
lieutenant and four male officers with the barricades and she was told to return to the and Captains and above (The Captains Endowment Association). Since each union is infivicually
station house. When she stormed into the CO's office demanding to know why she had been responsible for labor negotiatians -involving its own clientele, the work hour and ——
"taken off post," he replied that he didn't want to endanger her and also that he was a- ;A “charts" negotiated by the PBA for cops does not coincide with that negotiated by the S22
fraid that if the strikers started heckling her, the male officers would feel they had to ‘ for Sergeants. The unions have been criticized for looking out for the best interests of
core to her defense and that would escalate the situation possibly to the danger point. N their membership, in some cases at the expense of the best interests of the organizati
She was angry and frustrated at this "put down". "The guys blame us because they think ' as a whole. The Department has long been aware of this problem in terms of asking suer—
they will get involved with us sexually if we are partners, or that it will give them trouble visors to evaluate men with whom they are working but it has } impossible to retioal-
at home with their wives, not really so much that physically we won't be able to back them up | ize the tour of duty charts for the separate unions. e
. - .S0 they are blaming us for samething that's in their own heads." Unforb:nately,.'t'he f B SLe I T T PEEEEERE - .
occasicnal stories of female officers who haven't been able to "stand up” under certain ;; The number of sergeants supervising patrol activity on a particular tour is z fimction
situations, such as the female radio team that was supposed to have locked themselves in P of the total-m.mber of sergeants working at that time. If two sergeants are worki et
their radio car and phoned for a back up when a psycho approached them, beccme the measure Lo tour, they@g.v:.@e the.pre;-.i.nct in half. If only one is working, he is responsible for all
of police woman performance, and consequently added to the store of folklore in the depart- | patrol activity. .Besmally, the patrol sergeant is responsible for street level servision
ment about poor female performance, Several of the men admitted to a similar fear as ! of all patrol activity. This involves assuring that all officers are on their assicned foot
that expressed by an officer who said, "I have enough problems explaining what I am domg" ; posts, and, particularly w:Lth the increased use of radio motor patrols, monitoring and occa-
when I get hame late. Having to explain a female partner would really make my life hell. ! sicnally checking on how assigrments or "jobs" are handled by the radio car o

A : cases, there are calls for service that a radio car cannot respond to without a suervisor's

Generally, we found that most cops with whom we talked accept the_.use of femal!.e c?f— . -+ presence, such as an incident in a licensed premise or bar, a kidnapping, or a missing child.

ficers for work involving youth or sexual abuse cases, in decoy operations or for inside ‘ As a result of this arrangement, there is a discontinuity of responsibility and autte—i .

clerical work. There continues to be mixed feelings about whether a female presence in
uniform escalates or de-escalates<tense sitmations; whether -males will keck-down in a con-

- * (See Appendix C for duties of patrol sergeant. )
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The patrol sergeant can meke it rough during a particular tour for the men who are working
that tour but except in smaller details where he is directly responsible for a handful of
men, he has little opportunity to reward good performance. On the other hand, those for
whom he is responsible on a particular tour can make life difficult for him or actually
make him lock bad to his immediate supervisors. For this reason, we were told a sergeant
must play "a juggling game" which involves protecting himself while not earning the ermity
of the men whom he must supervise during any given tour. This role ambiguity helps to ex—
plain the cops definition of a good patrol sergeant as "a guy who leaves you alone until
you ask far his help," and of a bad one as "one who is always breathing down your back,
showing up at the scene and tsking over for effect," or "always looking to catch you up
short." "It's ckay if he looks for you once on a tour to give you a scratch (initial your
memo book) but when you know he is out there looking for you . . .then that's out and out

harassment . . .then they are treating you like school kids and they deserve it if you act
like a school kid."

There are a number of ways to "harndle" difficult sergeants. Officers can for example

legitimately call the sergeant to respond on any run and keep him rnning fran one end of the

precinct to another. The sergeant’s driver or chauffeur plays a key role in the game be-
cause frequently the cops rely on him to make certain that the sergeant isn't at the wrong
place at the right time. One night while riding with a sergeant who was known to be par-
ticularly "straight," a "run" or job for one of the sectors directed the sector patrol car
to a burglary in progress. The sergeant told his driver to respond to that run because, he
explained, he wanted to check out response tir 2 and see how much investigation would take
place. When we arrived at the location, the sergeant went into the building (which was
partially burned and abandoned) and we remained outside with the driver and the officers
in another radio car who had backed up on the run. The officers were laughing with the
Sergeant's driver because he had taken the long way around, giving the sector car encugh
time to get there. The sergeant's driver had apparently been paying close attention to
where the sector cars were. In this case it was lucky for the sector car team that he did,
because they had been in another part of the precinct. The sergeant's driver had called
into central that he would be respanding to the call, so the assigned sector car knew that
they had to get to their assigned location quickly.

Another factor which cops said influences the complex relationship between a sergeant
and his men is the relative youth of many sergeants. Years ago, they say, the sergeant was
a "t gh oldtimer with lots of years on the books." Today, with more frequent sergeants
exams and larger lists, the sergeant is often an age-mate of the younger cops. There is
still, however, the para-military censure of fraternization. In one of the precincts, a
sergeant who happened to be on the precinct football team was reprimanded by the CO far get-
ting "too chuwmmy™ with the cops. He was known to drink and socialize with them during off
hours and was told this would weaken his authority. At the behavioral level of analysis of
the authority structure, the question becames, to whom does a sergeant owe his greatest
loyalties? When we asked this question of every sergeant whom we cbserved, the response
usually began with, "to the boss,” or precinct comanding officer. As we probed for details
and examples, however, it became immediately apparent that the reality was much more com-
plex. What we found was that the sergeant usually made spur-of-the—-moment decisions that
seemed to reflect more on the perscnalities involved in an incident than any hard and fast
supervisory priorities or policies. Although, because of different working charts, the
sergeant and the cops don't always work the same tours, it doesn't take very long for the
sergeant (or for anyone new to the precinct) to discover who are workers and who are
shirkers. The sergeant knows which officers he can "give a little on," because he can be
sure that if trouble cames, they will take the brunt and not make him look bad. Similarly,
the men are capable of doing much of their own supervision over their colleagues. "If a
guy or a team don't hold up their end, it just means extra work for the rest of us out
there," one officer explained. He spoke during a tour when his team was working in a sector
next to a team that was “known to be lazy and prone to taking care of "rersonal business"’
while on duty. ' --. "It isn't the matter of making the cammand look bad," the officer went
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on to explain. "Most of us stopped caring about the job a long time ago, but it means ex-
tra work for us and if wind of this gets out, then the bosses will be breathing down our
backs as well." His partner explained, "all of us can have an off night, or problems at

hame that just slow us down, it's understandable because it can happen to any o; us ard
probably has on several occasions, but these quys are just goof-offs." Asked c'i:trectly

if they had ever reported the irresponsible team, one officer said "No, we don't really _
have to, they get the message when no one backs them up or when the rest of us slow.dcw:'} in '
responding to our calls and they have to pick up the slack for us." Another COp.S&Idf that's
the sergeant's job, if he can't find the guys who aren't working, what's he earning hls
salary for anyway?" Perhaps because of the higher risks of violence in the Bronx precinct,
the threat of not backing up a radio car on certain runs seemed a more serious recourse

than it would have been in the Manhattan precinct where such runs or situations were less'
frequent. In temms of such peer monitoring if was interesting that in the Manhattan precinct,
during a discussion of the same topic, one of the officers said, "don't let them fool you
with this talk of a cop being loyal to another cop; if you get one of these guys mad at you,
they would just as soon drop a letter on you, or let on to one of the bosses that they

should keep an eye on you."

There was little sympathy among the men, during Relly's trial, for the patrol sergeant,
who, it was argued, should have kept the situation fram escalating. There was real concern,
however, for the camanding officer of the precinct and the affect that this trial would
have on his career. Although he had not been at the precinct when the incident had occurred,
the feeling was that he might suffer for the much repeated "blood on the squad room floor"
quote fram the trial proceedings or just fram the adverse publicity. Comments suggesting
that "downtown is just concerned with the bad press and public image that this kind of a
trial creates, not whether someone is hurt" were frequently heard at the time. There was
also mention made by same of the officers that if trouble was made for those "bxnarouradg"
still at the precinct, then the Captain would get blamed for not being able to control his
men, especially, again, if any of it got to the press.

The confusion surrounding the decision of the jury in the Kelly trial points up the
glaring ambiguities inherent in the public definition or perception of the polic;e role_as
well as in any comonly accepted standard of "good" or even simply "proper" police actionm.
Kelly was indicted on charges of second degree murder and first degree manslaughter. In
charging the jury, the judge said that two lesser charges could be considered. One was sec-
ond degree manslaughter, carrying a maximum sentence of 15 years in prison. The.other was
criminally negligent homicide which carries a maximum sentence of 4 years. The jury voted
to find Relly guilty of the least serious charge. The confusion was a result of the fact
that although the homicide charge resulted in the lesser of the possible sentences, it was
in fact still a charge of murder. The jurors maintained that they thought the charge of
criminally negligent homicide was a lesser count of manslaughter while it was in fact a
lesser count of murder. When the jurors realized this, they were dismayed because as the
jury foreman said in his affidavit. "If we had known that the charge came under.the '
heading of murder, I'm sure we would have rendered a different verdict. At no time dur;.ng
these deliberations did I think that he was quilty of any degree of murder. Both the judge
and the Assistant District Attorney who tried the case argued that a mistrial would be in-
appropriate. BAs the judge pronounced sentence, Mr. Kelly said, "I'm quilty of nc_>th.1.ng. I
was a police officer of the City of New York performing my duty."” The sentence u}rposed an
indeterminate term of up to four years. A spokesman for the Police Department said there
would be no camrent from Cammissioner Codd "because it's not our position to cament. A
conviction speaks for itself."

7. Analysis of the Event
There is a good deal to be learned about precinct organization and social behavior

fram the events surrounding the Kelly trial. It provides a descriptive basis fc?r.loo}d.ng
at how the precinct is organized to produce and facilitate police work. In addition, howeve
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it also shows the management level as it is perceived at the precinct level and Iiow ﬂuszd two
jevels were in conflict. In most organizational analyses there is an aJ:.lalyt:Lcal §f7 o
opposition between what we have called elsewhere bureaucratic and organic fon't}s a?xd organ=
ization. This is most frequently expressed as the difference between formalto whatlnt;le
formal" structures of organization. Essentially, formal organ:.«.zatlc‘an r:fgxsﬁms D ity
organizational chart depicts ; hierarchical lines of role relatlor}shlgzd = . aut

in the organization. Informal organization, on the other hand, is us to d scmbetion gl
those patterns, particularly of social relat:.onsl'.nps‘of people in the organt.;_-za Lon

are "urnwritten" and cannot be shown on the o:g*ganlzatlon chart. Our cotzoﬁ&ein Or:iookjnbeenat

that work in general and police work in partlcular can only be hn'.:ders : byjmul g ey
both forms of behavior—bureaucratic and organic Or formal and mfgrmal -5 .taneof oi.f
It is important to point cut that the difference be’cﬂeen bm:eauc;atlc anddorg-amc orn’S_
organization is a conceptual ard not an empirical difference. With regar to ang parucratic
ticular interaction among people that one cbserves, one can not say thatit 1s a L'Jrege_

or organic, formal or informal interaction. In & precinct, fc?r exanplef everyone Sess of
havior is constantly influenced by rules and other bu;eauc.:ratlc oonstra}n’cs regedardlb 5.2
rank or assigmment. Simaltanecusly, everyone's behz'iv%oz.: is copstantly influenced by ]
demands of relationships with the people-—cops or C1v1}1ans—-v.71th whom thg ;lrec:n lgnteractangle.
One might say, for example, +hat the content of a.parl:.cular mt‘:eractlon Shieen o® peop

in the precinct is more influenced by their relative bureaucratic status ( ctiy re mctlnre ?.n _
like a "boss" in relation to a lower-ranking policeman) or that the 1.11';etera ion o -
Fluenced by the organ. rela’;:ion;gipdlﬁf thehggvéi is iizto?ldzegree Both the bureau-
en who was a former partner). =) erence, ' : = . :

f:?gtic and the organic, the formal and the "informal" dimension must be taken into account
in understanding any empirical interaction between or among people.

One thing the Kelly case does is to illustrate_the_process of sorting tg; %z:ou?- 1d§nnt;
fication which emerges in the precinct social c?rgan:.Lzatlcgn as a result of o toltZl .o 2
classical bureaucracy, individuals and groups identify with the values of the ot ::jg1a n
ization. Much of the orgenizational literature 1n recent years, havever,lluﬁlmre et .
the individual workers idantification is much more frquently with the smaller more
working group to whom he is organically related. The 1%terature on ocr.:upgtlona 1:1:1:'e1:L e
also points to the waiying group loyalties assoc1&}ted with sub-units within an i?x\;e_rgd uaiy
and indicates how group values and behaviors within these sub-units dgterml__ne l‘Vq;.Ii 2
values ard mold behavior. Within a precinct, there are a number of chmens:.onstgy Which e
sub-units are formed. The basic distinction is beiween tl}ose work:_.ng cn the lias e:l A
side the station house and those who are assigned J_ns:'Lde 301'35. ]‘?elng 1ns:Lde. way e
been considered a plus and generally believed to require a '1:100k or conn;oct:.on. Bcthor h e
outside patrol units and the inside staff are'further subdivided into work grc;ups. 'ate'
These divisions set uwp functional subunits whlch.form the largest cgllectl_vi . gr tlnmedlfy Late
sarting and group identification within the precinct. Thus, an officer wn.léu]-za.ren e
self as being in anti-crime or a cammmnity relatlons.offlc.:er or in a party pa >, .
Within these units and among them, there are other dimension of sorting such as age ed
length of service, ethnicity, sex, length of t:.me in the precinct, and.wheth;e_;b Oli sgoes the
cop is connected to same power base. It is this process of sorting which sls;i > s the
various networks within the precinct and which forms the behavioral units whic i;cel
the newcomer into the precinct. All of these networks.a;'e 1<?osel¥ coupled into 'pcrt-and
cinct social organization and generally share an identification with the Bronx precin
the street cop culture.

What the Kelly trial did was to disrupt the social organization of the precinct, :
the street cop cul}’r;.:tre, ard reaffirm to the cops in the p{:ecmct'ﬂla’.c there was an oppostn_g?l
headquarters management cop culture which had sided with its allies in the pOll‘t:'.lcalts_}éfE
to came down hard on one of them. In addition, headquarters had been able to disrup

* . . . 0
This literature and its relation to precinct social organizaticn are discussed in
Chapter VII.
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traditional loyalty system by turning cop against cop at the trial. Ultimately, this was
taken to mean that the old values would not long survive and so, group identification suf-
fered and police officers emphasized the increasing importance of individual rather than
group goals. This, say the cops, is what is happening over and over again as "downtown"
tries to meke points with the political system and it will eventually mean that the pre-
cinct level cop culture will disappear. In the old days when the cop culture was the
Departmental culture none of this would have happened, say the cops. Either the incident
would have been taken care of "in-house" and would never have reached public attention or if
it had reached the press, a consistent story would have been told by all the officers in-
volved, in oxder to protect Kelly and ultimately themselves.

While it sounds as if the officers are excusing cover-up tactics, they assign a different
level of interpretation for such behavior. What they are describing is an organic, almost
kinship like, relationship which makes all cops "brother officers," with all of the sense of
dependent relationships that term implies. Being able to depend on a brother officer in
operational situations fraught with real or perceived danger does not, we were told, require
or allow stopping to think whether the officer in danger is in the right or in the wrong.
"Things happen too fast out there and so you do for that guy what you would want him to do
for you." As a result Kelly's reaction to the suspect's shooting through the door was taken
by many cops to represent his loyalty to the protection of all cops. Unless everyone in
the system insures that every potential cop killer knows that he will be dealt with by the
police, regardless of what the court system may eventually do for him, no officer is safe.
This same ethic becamnes generalized in street cop culture to cover all incidents of real or

perceived danger to fellow officers, whether it cames fram criminals, the public or the
Department.

This sense of interdependency serves to produce an organizational self-image which ex-
cludes anyorne who is not a sworn member of the De t from inclusion within that identi-
fication. Part of what made for this differentiation did include the risks and dangers
perceived as part of the job of policing that was not in the experience of non—cops. But
other aspects of it had more to do with job conditions such as irregular hours and days off
and the officers authorization for the discretionary use of force. That discretionary

. power, symbolized by the gur and the shield, represented the Department on the street in

confrontation with crime ard disorder, but once again came back into the station house and

even central headquarters. Not all officers, of course, are in jobs which involve those
risks, but the ethic is supposed to include all cops.

Where does the police officer learn this view of the job of policing and the cop cul-
ture that surrounds it? We were told repeatedly that it doesn't happen in the Police Aca-
demy and that you can't learn it fram books or criminal justice courses. You learn it from
your own street experience, as an apprentice to officers already on the job and fram working
with a peer structure of working cops. The lessons are constantly reinforced by the war
stories and experiences of other officers and through the traditions of police practice which
developed in these networks. As the officer is socialized into the precinct social struc-
ture and into one of its sub-units, the job coames to be governed by a series of conventions
or mutual understandings among the officers. Kelly violated those conventions by exposing
himself and other officers to unnecessary risks by his "crazy" (non-conventional) behavior.
Kelly had already been sorted and labeled as a maverick and so his behavior was not unex—
pected. In addition, the officers who testified against him viclated those conventions by
breaking the bonds of loyalty, secrecy and mutual protection. Their behavior could not be
explained within the context of the traditional cop culture and so they had to be viewed as
under pressure from "outside" forves fram downtown. This describes a different, non-—
structure which encampasses the power relationships or formal authority structure fram
headquarters. Headquarters thus becames inter-organizationally segregated and their be-
havior must be explained by the fact that they do not accept the values of the street cop
culture because they have assumed a different set of values. Since everyone at head-
quarters began as a cop, then their defection must also be explained by self-interest or
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having forgotten or refusing to remember the risks inherent in policing and their require-
ment of a system of mutual dependence. The fact that some headquarters level police of-
ficers were never actually on the street and were assigned clerical and other inside jdbs
directly from the Academy adds to this ratioralization which was widespread in both pre-
cincts. .

Not only during the Kelly trial but throughout our experience in both precincts, we
found compelling evidence that precinct level cops not only feel isolated fram those working
at headquarters or even at the borough level but feel that such officers, regardless of
rank, work within an entirely different and frequently antagonistic policing system. "Not
only are they not real cops, anymore," but they say, "they spend more time policing us then
they do policing the city." On the side of the headquarters management cop culture is the
fact that as former cops they know enough about cop culture to be able to determine where
the points of vulnerability and possible malfaesance occur.

The distinction between the precinct level street cop culture and the headquarters
level management cop culture is of more than passing academic interest. The two cultures
no longer share a caummon vocabulary, a cammon set of work experiences and increasingly have
different objectives. The unifying ethic which promised that "the Department took care
of its own" which was the moral for so many of the stories that we heard about the
good old days, is now reinterpreted as "the brass takes care of itself." BAs a result two
important changes in the pattern of social relationships have developed in the precinct
level street cop culture. On the one hand, the cops at the precinct seem increasingly to
emphasize individual over organizational or even reference-group ends. We heard many cops
say during the time of the trial that you can trust your pariner, same of the guys in your
squad, and a few of the guys you've worked with for a long time, and that's it. Similarly
they are saying that given this new job context their only responsibility is to themselves
and their families since "I can't count on anyone else anymore, and that means no one should
count on me either." The second point is that while there was considerable, almost ritual-~
istic social ostracizing of the turnaround officers, there was also public as well as pri-
vate sympathy expressed for them by the cops. They were concerned with preserving their
pensions and their jobs and understandably had to give in to the threats against their
security fram downtown.

While we found these two distinct cultures to be fairly cbyious in the social organ-
ization of the Department, it is important to point out that there is no neat distinction
between everyone in the precinct being part of the street cop culture and everyone at head-
quarters being part of the management cop culture. In our contacts at police headquarters
we met a number of officers of all ranks who understood and even appreciated the realities
of both cultures. 1In the precincts, we also found that there were administrative officers
who could function in both cultures as well as same who were believed by the cops to be
wable to ever function successfully "out framn behind their desks." At both headquarters
and precinct levels there are informal cammnications structures which tie the two cul-
tures together under certain circumstances. A cop or a supervisor at the precinct level
will usually, when he needs same information from headquarters which is important to him,
contact a former partner or academy classmate to cbtain the necessary information or favor
informally. Similarly, a headquarters based officer wanting to know what's happening in the
field or needing sane favor "out there" will activate his own informal ccmmunication net-
work to obtain that information or favor.

In a classical management-worker relationship, one of the important forces is usually
the workers union. Here again, the NYPD has certain unique characteristics which make classi
cal labor-management principles uncertain for application. While the PBA is the chief bar-
gaining agent for police officers, there are as we pointed out earlier similar organiza-
tions for sergeants, for lieutenants and for captains and above. Each asscciation has its
own groups interests at heart, scmetimes in campetition with the other organizations. Thus,
the usual recourse of striking is problematic. While police officers are enjoined from
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striking by New York State's Taylor Law, which covers all mmicipal unions, officers have
gone on "jc_bb actions" which have all the characteristics of a classical strike. Not only
do the various superior officer organizations not go out on sympathy "job actions" in sup~
port of the officers, they are often put in the position of being used as strike breakers.
In addition, the strength of the street cop culture is such that despite growing pressure
for professional union leadership, the head of the PRA and his staff are all elected from
among working cops. This point is not lost on management cop culture.

.In summary, social relations within the precinct are organized by four structures or
domains which organize distinctive areas of learning or socialization to both formal rules
and canventions. The first of these is the social learning structure which organizes how
the new officer learns the culture and its precinct-specific conventions. Associatsd with
this structure are the authority-power structure which socializes him to the discipline,
authority and power of the Department and the peer—-group structure which orients him to
either the street cop culture or the management cop culture. Finally, there are cross-veer
gg%itmculres which relate individuals in each of the cultures to each other for rmitual

it.

D. Event 2. The Suicide

. Bswe indicated earlier, the social organization of the Manhattan precinct did not differ
significantly fram that of the Bronx precinct and both share the precinct level street cop
cult.u:e '.'_L‘hem‘are_, however, some differences which come from the characteristics of the
(_:onmmlty in which the precincts are located. These differences based on territoriality do
:mfluer;ce behavior within the structures of that social organization. The event itself tells
us a lltple more about the nature of internal controls and about the conventions concerning
gift tak:f.ng and its relation to corruption and the nature of the headquarters management
c::ulture integrity system as it is viewed in the precinct. It also points up career path
1ssues and problems in a system where everyone at the lowest level of rank is a "cop", but
mt.everyone does the same job. The suicide also serves to organize a good deal of infor-
mation on how the organizational structure of policing produces job stress on cops.

At about ncon, cne spring day in 1978, we learned fram samecne at the area level that
one of the officers in the Manhattan precinct had just cammitted suicide. Our first im-
pression was that the suicide had taken place in the station house itself. Since Reuss—
Tanni was at that time working downstairs in the camplaint roam, but on that day not sched-
uled to be there until a later tour, we decided that she would go into work earlier to cbserwe
what we thought would be considerable activity at the precinct in reaction to the suicide.
When.she walked'J_nto the precinct, she was surprised to find that the officers and civilians
working downstalrs were talking and behaving as usual and that there seemed to be nothing
wmusual going on either there or elsewhere in the station house. Her immediate impression
was that no one must know about the suicide, or that perhaps our information about its occur—
ance had been incorrect. She phoned the officer who had given us the information and was
told that in fact the suicide had occurred in another borough when the officer was off-duty.
Z_&ppa.rently{ the.offlcer had killed himself after other officers had attempted to arrest him
in connection with a departmental investigation into certain illegal activities with which
he was supposedly involved.

1. Fellow Officers

After more than 2 hours of waiting, watching and listening to the various activities and
conversations tl?roughout the building, Reuss~Ianni finally asked one of the officers if he
ilad heard anything about one of their officers camitting suicide. His response was casual:

sure," he said, "we heard about it early this morning, they came in to lock in his locker,
but I don't even know who the guy is." She indicated her surprise at the apparent lack of
concern of other precinct personnel as well as himself, to which he replied, "listen, it
would be like my hearing about a cop at another precinct camitting suicide . . .it's too
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bad, but it doesn't mean anything to me, he's the ane who got himself jammed up."
out the rest of the tour, I spoke with various officers and occasionally cne came Up and
asked if I had heard what had happened.

they couldn't place the cop's face,
The only thing that several of the officers mentioned recalling about him was that he wore

_dark glasses and some officers suggested that he had a drinking problem and used the glasses

to hide red eyes. What was surprising to us throughout our cbservations and discussions

i i t+he decidedly casual, almost disinterested attitude on the part

of most of the officers with whom we talked. The lack of camment on the part of the offi-

cers at the precinct towards this incident, explained as

striking, particularly when conpared with an incident that oc

volving the on—duty killing of two officers fram another precinct.
i unanimously as a result of the incident being too close to

the fear most officers, especially those working in uniform or on the streets, live with.

As one officer explained it, they "have to remove themselves from it and so in a sense

act as though it didn't really happen. " i i i

to the cop who cammitted suicide is similar to the incident involving Officer Kelly in the

Bronx because both men were considered by other officers to be different for sane reason,

and so outside the "hrotherhood. "

This is in opposition to the 1iterature on police culture which suggests that all
cops are brothers =nd will invariably band together in mutual support. The image sugges—
ted in the literature is a true image, we pelieve, when viewed from outside the Department.
As it was explained to us by one of the officers several days after the suicide, "cops are
sensitive towards criticism by © tsiders because they feel that anyone on the outside
the pressures or a cop's reactions and attitudes, so
there is almost a feeling that the worst cop is still tcloser' than a civilian." EHe went
on, "for that reason, a cop will keep silent before he will criticize one of his own in
front of an outsider." Another officer explained, "cops are very suspicious, I know that's
almost a charicature you would find in books on police, but those authors usually mean
suspicious of outsiders. Hell, cops are even more suspicious of each other, they are always
locking out for the guy who acts a little different, more so in recent years because of
field associates but also because they just don't know where to place a guy who might well,
like drink on his own, whereas a quy who drinks socially with the other guys is regular.
Or a quy who is married and will still go bouncing after work is okay, but not the guy
who is married and is living with arother girl and tries to keep it quiet."”

2. Salary and Career

When mention was made of the illegal activity for which the officer was being picked
w, the discussion usually turned first to the topic of salary. Generally, opinion was
not in favor of this officer's supplementing his salary through illegal activities because,
"he was a single guy, if he had been married with a couple of kids to support, it might
have been different.” Other officers mentioned that if he had been arourd in the old days
it would have been difficult to make the transition from the extra money readily available
"on the side," to living on one's take home pay. The suggestion was that this involvement
might have been understandable in response to what in effect would be less "+ake home PRy
since the goodies weren't considered extras but became part of what a guy depended on every

oo weeks."

On pay day, every other Thursday, there is always mach talk about how much one really
fakes home after deductions and there is much camparing of overtime earned for that period.
While the compariscns of overtime accrued through arrests and/or court appearances is the
subject of much good natured joking and same less good natured jealousy, it is usually not
hostile because there is a feeling amorg the officer who work the streets that "anything
extra you can get is okay because at least you are out there where you are more liable to
get hurt or in trouble than a guy working in a clerical office or downtown." The good
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g;u;rp;d tone t;i cggégtg%y lost, however, when the officers talk about the pay difference
rox:madaay =2 hJ. mperyearbe{weenttgrselvesandthepoliceofficerswfnhave
beenintenawartion = m;gc;er_s e for'Detectlve Specialist designation. Whatever the original
I 1) éng gold sh:.e.'.Ld status to an officer (police officers wear silver or
white’ S motivé tinn i}mpparenﬂy it was to rewa.rd. superior performance by uniformed offi-
Sers thus oot mbg to remain in precinct assigmments its existence today causes
serious mo boih p . ecliznrsctsand divisive internal competition and jealousy within the pre-
ginct. In bot "gown Lnet that we worked, the e::cplanatim and the reaction was essentiall
the =a kée 2t Lo gave out those gold shields to have a handy pool of strike breakzrs
and to eg trgzps vided." BAnother <_)ffice.r added in the same conversation, "yep, divide
2 nqutai texj;lncmdes the use of field associates.” This notion of an :ﬁtegtljénalm
Deepamaat . sys of keeping the poZ!.lce officers divided among themselves because the
ofparmficers ears any v:l;:w.gf their umted strength could be interpreted as paranoia on the
office topartbe c.aonsHoweidered' it was a pervasive enough theme in our conversations that we feel
of e o T as another fac;tor in the understanding of an officer's perception
of fhe 30 . st occ-:asmnally ment:.qzed in connection with the variety of details avail-
able wantpzo > e assigrment to a police officer. "There are too many details that guys
don't went to gsvio up, cuz they can work out of uniform, or work steady tours, or weekends
Anoil:her there s 0 egall,a we can alluumte even though it would give us much moxt-e power."
together for once.” He sggf)giyéo I:Z;l "’weanytmec?ulda;ake i thiscity e o e éet -
w8 : : r. yone suggests that i i
: ir:i 2uit;;.};enor a damnstratlgn or maklng' a boss that's be?zemg a prickwiog}:l btgdmlmsuddﬂ;rl&g
£pod out Ian{ guys havz.e cripples in their families." (The implication here'is that d
special extenuating circumstances ard not just his own comfort at stake.)

Officers have also expressed similar i ines ting tem
i . ) problems with PRA busi i

of gﬁsclaq. ditat;its: pog;lble at the police officer level. They havessigg:isted ttg utl;eaiys
tiations because ‘ﬂ'xgrl; ggesozps o ?nleﬂi:r;eilg Z;lazays %et iy puipmanluegi ittt
t guys work inside ar speci tails™
What do they care or know about our problems" was the rhe‘wricalorqucexsltion gc—ge )

cirgt mﬂé igglgfﬁ:id was originally distributed, it was at the discretion of the pre-
Vi t};a;:a_re.vard for those police officers who were doing an outstanding
i mie o T e thl;:_a would be rotated among officers as the Detective Specialists
B e e e pat dder and out of the precinct. Gold shields were assigned
toa scin g not go with the individual once he left the precinct for another
or honored "oontra;:ts,sc::ﬂ to Eoieoggj;legzewiﬁ ge?djob, et weate sout iy "pev.?erets'“
2 ecinct staf iti
pie@veﬁggéi iquli(e:d down“upon by the patrgl force, such agr camumnity rglg?:slggo?sarﬁﬂ;:ne
prevention theye;:d mﬁeﬁgﬁs t’i;in't do anything different after they got the shields
doing Tt Ao oo o o2t » e¥cept they now get $2500.00 more a year for
o . theﬂmm up of O icers receiving gold shields were designated Field Trainin
Orilcers with th ipo ility of training officers who were just out of the academy 7

no’new e cgiss as;{e:veia%hgears, because of the fiscal crisis in the city, there héve
beenm il ol dg i academy. The situation therefore exists where for example
o P s o same mrk and work the same hours, yet one might have th ’
gold shield as a th:lgna. field training specialist with the attendant increase in y d
establ_{shed ?og i wardﬁflcersthe slafjf either precinct believed that there was ever any standarpay gn
rooorished for award g e s elds. They believe that it was based on favoritism or
in S ke i lgczl)k badmpressmn.ls that once sameone has the gold shield, no one
ey o : d, or take it away fram him, because "no one wants - take

guy's pocket. : e

units (PIU's g];e;eggcive squags mrld.nggout of thee:Lé1 = ‘l_:hat) the precinct Imvest gat?
shi 11 : . . z precinct) usuall: s it
eld police officer investigators assigned to them. Therefore thogeh?éze".ics::rn: a":.‘igl =
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working next to and usually on the same cases as (gold shield) detectives,* while in the
same precinct, there are gold shield detective specialist designation: cops working at jobs
that have nothing to do with investigations, such as cammunity relations and crime pre-
vention. This has caused serious morale problems in the detective squads where the ex-
planation for the gold shield system is that "Murphy (former Police Commissioner Patrick V.
Murphy) hated detectives and wanted to lower their prestige, so he created the gold shield
detective specialists, or "funny badges“)for cops."

At issue also is the reality that at a time of diminishing budgets, there are fewer
and fewer career possibilities within the Department for earning a higher salary. Even the
controversial connection between officer's arrest activity and overtime payments ("collars
for dollars") is losing its attractiveness as more efficient court processing systems elim-
inate much of the “"overtime" that officers spent in that process. In the year that we were
in the Bronx precinct, a question heard regularly as the officers left the station house
at the beginning of their tour was, "who's lcoking?" (that is, who wants to make an arrest
on this tour). This became a more anxious question of "who wants one?" asked by cops trying
to "give away" an arrest to another radio car team or to anti-crime. Increasingly we heard
that in lieu of money made through overtime, cops were taking on full time, off-duty Jjobs
to supplement their take home pay, which meant that they were actively looking to avoid
making arrests that might tie them up after work or on a day off that was now cammitted to
another jcbs Or even making them too tired by overworking during their tour.

An alternative career path is opened by taking and passing examinations which, because
of the current fiscal situation in the city has not been a viable option fram the vantage
point of many of the officers with whom we spoke. There are officers (and we spoke with
many of them) who enjoy being cops, enjoy a footpost or a radio car seat and even enjoy
an established routine year after vear working with the same guys in the same precinct.
Over and over again, we heard officers lament the fact that in order to bring hame more
money, they would have to take an exam and becane "a supervisor." Officers frequently ex-
pressed the feeling that "doing what I am doing now (uniformed radio patrol) and what
I know I am good at is a dead end, there's nothing to be made in overtime anymore, the
best I can hope for is a detail where my hours might be better, but it won't bring any
more money home."

One officer in Manhattan was quite direct saying, “there won't be any raises for the
next couple of years, no shields available, and you are going to find more guys starting
to go back to the old ways." This officer went on to say that several years ago he had
made $25,000 during one year including overtime but, "now when you make an arrest that
involves overtime, they treat you like you are crooked to be doing it." He concluded with
“the hell with them, if they don't want arrests, I won't give them to them. I'll just
get a job on the outside and make my extra money there." In the same vein, another officer
cammented that "there's nothing in it for me to make arrests or show any special activity
because it won't get me anywhere anyway. Passing exams is the only way to get anywhere in
this job anymore," and he added, "mot like in the old days. In the old days you wanted
to show activity, you wanted to get ahead because it meant you could get yourself into a
good house, ard being in a good house meant that it was a place where you could make extra
bucks. Now it doesn't much matter where they send you, except you can still probably make
a little better money in overtime in Manhattan, but that probably won't last for long." A
cop standing with the group commented, "but who wants to get their names on that list" (a
list the Department keeps of top overtime earners for the year) "they treat you like you're
on the 10 most wanted list. You get into trouble anyway if you make too much overtime,
because the boss (the C.0.) gets heat from the Borough." "Don't make waves, that should
be the motto of this job now," another cop added, "if they notice you, no matter what the
reason, good or bad, its got to be bad for you sconer or later, so your best bet is to just

* Detectives were awarded gold shields as part of the pramotion to the Detective
Bureau.

71

ey

P ATECLDEN S S A b d 3 LA S U i Al N e

[

lay low, go about your business, don't bother anyone, put in your time and then get the
hell out."”

A yourng oop in the Manhattan precinct said that the "old timers didn't have the skills
outside the job to turn to, so they kept quiet and kept working,” but he suggested that the
yourger officers coming into the Department over the last 10 years or so have more career
potential and possibilities outside, and that "the Department better watch out that it
doesn't lose a lot of good, young officers because it doesn't have anything to offer them
anymore." He went on, "for the old timers, this job is their only career, but I'm getting
a degree in public administration and so I'11 have samething to turn to when I get out of
here, or if things get too bad, I can just pack it in early.”

3. Job Stress

The day after the suicide, a group of officers was standing in the hall discussing the
possibility that the officer who had killed himself had a drinking problem. The topic
became generalized to the problem of drinkers on the job and one of the officers commented
that "if you are a drinker, they'll just steer clear of you as long as you don't step out
of line too badly." Another officer suggested, "there must have been something else wrong
with the guy for him to go off the deep end like that. He kept so much to himself around
here, only a few or the guys even recognized him. The worst that could have happened to him,
even if the Department had him on those charges, was that he would lose his pension and
anyway, I don't think he had a family to support.”

The NYPD has an alcoholism counseling section and more recently a Departmental
Psychological Services Unit, although usually these services came into play only after
the fact and frequently only after a very serious incident affecting the officer's perfor-
mance on the job or injury to a citizen., The alcoholism counseling program has been under
the control (many officers would say "domination") of an Irish, Roman Catholic Monseigneur,
who holds the honorary rank of Inspector. Many officers who have cane in contact with him
describe him as having became more an inspector in bearing and attitude towards the men
than a priest-counselor. However, if we hadn't been aware of the existence of these wmits
before the study, we would not have learned of their existence through discussions with
precinct cops. There was never any reference to officers turning there for help or advice
on problems, although we were privy to many conversations on personal and job related pro—
blems. At one point in the study, we intentionally began asking about these units as re-
sources available to the men, and found it difficult to get beyond sare very colorful, al-
ways pejorative language about their usefulness.

The daninant theme in discussions of these services was "don't get inwvolved because
if you do, it will mark you for the rest of your career."” Throughout the 18 months of the
study, we spoke with 9 officers who had any extensive involvement with either alcoholism
counseling or psychological services. Two officers had gone voluntarily, 1 to counseling
and the other to the psychological services unit. The cop involved in alcoholism counseling
felt that he had been helped considerably by going there and added that he hadn't had a drink
since that time. He also said that he didn't feel that his connection with that program
had hurt him or would hurt him in his career, but felt that it might jeopardize same career
possibilities outside of this job once it were known that he had once had a drinking prob-
lem. "Hell," one officer said to us during a discussion, "drinking is an occupational
hazard on this job and most of the guys, even the desk lieutenants, will cover for a quy
who cames in a little under the weather to do a tour. Anyway the Church (the Monseigneur)
still has a lot of pull with the top brass, although not so much as in the old days." Other
officers have told us, "The same officers go back regularly to the farm to dry out.” (The
Department runs a treatment facility outside of the city where officers go, or more frequent
are sent, to dry out and get coumseling services). "The problem with them is they start
preaching the evils of drinking and can really drive you nuts with their superior attitude."”
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The reaction of the 7 officers who had been sent by the Department to psychological o 4. Integrity and Ethical Awareness
services was unanimously hostile. All of these officers had subsec_;uently been pl:'%ced an ;
restricted duty and all had elaborate stories to tell of how "the job had screwed” them. The officer who camitted suicide was allegedly involved in same illegal activity.
In three of the cases, marital problems had deteriorated to such a point that the officers - Many cops we talked to claimed that a cop who gets involved in making money illegally usual-
had threatened their wives with guns. In all of these cases, the wives had called the : 1y does so because he has bills to pay. We soon realized that the expression "in the old
Department and reported their husbands. In amother case, the officer had voluntarily turned .+ days" which prefaced many discussions during our 18 months in the field was not a generalized
in his guns because, as he told us, "I was afraid that I couldn't conh.“ol myself and the nostalgia for the past, but referred to a specific point in time. The old day, when we
damn gqun is so convenient." This particular officer had been on restricted duty for over : heard it used in this context, meant very specifically the days before the Knapp Camission
a year, had subsequently been divorced from his wife and was living with a girlfriend. e investigation into police corruption. The majority of the officers with wham we spoke,
wanted his gun back and wanted to be put on regular duty again.* This officer told us that : including officers of supervisory position, felt that much of the current organization and
he had even paid for his own psychiatrist who had several months earlier written a letter . administration of the Department was in direct reaction to the Commissions' findings on
on his behalf saying that in his professional estimation this officer was fit to be :{:ei:Jmed ®  types of corrupt activity and areas in policing particularly conducive to corruption pos-—
to full duty. But time had passed and nothing had happened and the officer was getting ; sibilities. Many of the cops we talked to in the Manhattan precinct, as we had previously
more and more frustrated. He said that he intended shortly to get a lawyer and put in for ‘ heard in the Bronx, commented that “the cure was worse than the illness." A typical comment
three—quarters (medical disability pension), arguing that if the Department didn't think he in this case by an officer who had been on the job long before the Knapp Cammission was
was fit to perfomm active duty, then they were saying that he was psychologically disabled, "what has happened to this job in terms of effective policing and organization is a result
so he should be pensioned out on a disability. He added "and I could sure prove t_:hat it -~ of the bosses and downtown being scared shitless of us being caught off base . . .the only
was job related." Ome afternoon, when I stopped to ask him if he had heard anything about .7 problem is that they have made the new rules and only we (cops on patrol) have to live with
his situation, he laughed and said that he had had same luck, It seems that he had heard - +them. "
informally from "downtown" that they were going to move on his case. However, ghortly after :
this, he said, en article in the newspaper appeared reporting that a police officer on After the Knapp Commission Report, the Department instituted a program called Ethical
restricted duty had been recently reassigned on his psychiatrist's advice. He had been 5 Awareness Workshops, which runs in cycles throughout the year and which all officers are
given back his guns and a few days later had shot his neighbor during a quarrel. The - . expected to attend at same time. The workshops are run by police officers assigned to that
officer shrugged his shoulders and said that this would put his case back six months, be- - - unit. Outsiders (including us) are strictly forbidden to attend since the officers who
cause, "there is no way this Department is going to take a chance on looking bad in the : run the program feel that the officers attending the workshop should feel completely free
press. They could give a shit about me or any guy as an individual. They are going to . and confident in discussing their problems and airing their camplaints. A weekly summary
protect themselves." o of general areas of discussions and issues arising in the workshop sessions is passed up

i : through the system to the higher ranking officers for their information. While a few offi-

The other problem mentioned simultaneously in this context is that although the .~ cers in discussing this progrem with us claimed that the sessions are monitored to collect
Department maintains that referrals to alccholism and psychiatric units are kept confi- information to use against the cops, the vast majority view it simply as "R and R" (rest
dential, apparently ro one believes this. Several officers have told_us stories of cops . and relaxation). One cop added, "so it lets the bosses downtown think they know something
who went to apply to other places for jobs and "somehow the new job finds out that we have about what is going on out in the streets." More vehemence could be detected however, when—
been to 'psych' services and that kills it." For the cop, this means a breach of trust ever officers talked about the final day of the 3 day cycle, when the program calls for a
and is one more indication that headquarters doesn't care about cops as individuals; the ranking officer to be present "to field any questions that the officers might have on issues
response from the bosses is usually, “cops are chronic coamplainers and paranoid about that had arisen during the other days of the workshop." "What kind of fools do they take

everything." -~ us for?" one officer camplained. "It's a lot of crap having one of the bosses stand in

‘ front of us and talk about integrity. Who are they trying to fool? They were there while
the money was changing hands, only now the system has changed, so its to their advantage
not to take anything anymore. But we're still out there, why do they expect us to be any

* The importance of the gun as a symbol of the officers authority is evident in fact different than they were?" Another officer suggested, "who are they trying to kid? All of
that restricted duty cops are referred to as being assigned to the "bow and arxrow' or " a sudden they are so clean. They were involved up to their necks. How else do you think
"rubber qun" squad. During 1977, about 100 officers, we were told, were forced to work - they know where to lock for us and what to lock for. Because they were doing the same things.
without guns on non-patrol assignments. Their weapons were removed because they were found Why do you think they have tightened up so much on us? Because they know how easy it is
to be suffering from psychiatric problems and considered potentially dangerous. These - out there."
officers were identified through an "early warning system" used to seek out viclence prone » .
or unstable officers. Since 1973, when the system was instituted in the Department, records In both precincts, it was cbvious both fram observation and from interviews with the
of poor performance or seemingly abnormal behavior are re-evaluated and officers who are . officers that it was still possible for an individual officer or a team to became involved
suspected of having difficulties are referred to psychological services. Commanding of- © in those activities generically referred to a "corrupt practices." What the Department
ficers may refer officers to the psychologist for a variety of reasons such as chronic has managed to do, however, is to make organized corruption wvery difficult and, perhaps,
sickness, disciplinary prcblems, alcholism or frequent civilian camplaints or charges of P more importantly, to make institutionalized corruption even less likely. The officer who
brutality. committed suicide as well as a number of others who were charged with corruption or illegal

activities acted as individuals. This does not, however, mean that the amount of corruptian
or illegal activity has decreased significantly but rather that the systematic corruption

is no longer supported by the system. In 1979, for example, it was reported that there

had been significant increases in the number of camplaints of corruption against police
officers. A police department spukesman said that this could be the result of better detec-
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tion or could represent an actual increase but probably was a result of a greater willing-
ness on the part of cops as well as civilians to turn in cops. Similarly, in the years
following the Knapp Cammission Report, there was a significant decrease in the number of
complaints against officers for taking bribes related to gambling which, as we indicated
earlier, was a highly orgenized form of graft; but there was an equally significant in—
crease in the mmber of officers reported as being involved in the more individually orien-
ted taking of bribes from narcotics sources.

While we were never privy to actual instances of such conduct on the part of officers
at either precinct, what we did cbserve (and we feel that the openness with which it was
done in our presence speaks for the informal level of acceptance of such practices), with
samne frequency, were activities that might more correctly be referred to as infractions of
departmental rules ard procedures and"stealing time fram the job." This means such activities
as tazking care of personal shopping or personal business while working, stopping in at a
friendly social club or bar or restaurant for a free drink, a free meal, and discounts on
items. While we found little difference between the two precincts in terms of frequency
or type of activity involved, what seemed to make the difference in the two precincts was
what was available in the different cammmnities. A girlfriend in the Bronx might be a
local girl working in one of the clubs, while in Menhattan she might be an airline stewar-
dess. Stopping in for a drink in the Bronx might mean dropping by a neighborhood social
club, while in Manhattan it might mean a French restaurant shortly before cpening hours.
Discount shopping in the Bronx might mean a better price on a car battery or free fruit
fram the Bronx Terminal Market at 4 a.m. in the morning; in Manhattan it could be a dis-
count on an imported leather coat.

There is sufficient secrecy displayed in many of these activities to indicate that the
officers do feel a degree of caution because "someone may be watching."” This caution, how-
ever, has a gaming quality to it. Almost immediately after turning out for the tour, the
first question asked, even before "where shall we go for coffee is, "who's got the desk?"
Cops are verv conscious of which bosses are working or if, "the old man (the C.0.), is in."
Extra precautions can also be taken to virtually insure safety, unless, as is frequently
suggestad, "they are out to get us," and then "there is no way we're going to hide." In one
case, where one of us was riding with a radio car team at night, the team stopped in for a
lengthy drink and some socializing in a bar. To cover themselves in case anyone was "“watch-
ing," they put in a "pick-up" (an incident discovered by the team as they are crusing along
the streets, rather than being assigned to them over the car radio fram commumications)
on a "dispute in progress," and so logged themselves into the central dispatch system as
"out" handling a legitimate incident. Usually, word will get out at the precinct if scme-
one fram IAD is watching the precinct, or "sitting on" a particular spot such as a social
club frequented by the officers frum that precinct. We had, of course, no way of verifying
how correct such rumors were, but they occurred with same frequency.

In general, the officers with wham we spoke seemed to feel that the Department's con-
cern with integrity and control of corruption was essentially a "knee-jerk" reaction which
increased following any media attention or widely publicized scandal. Most frequently, it
was described as a "cover your ass” principel where so long as you are quiet and relatively
circumspect about your "personal business," you are not likely to get into trouble. When,
however, the Department needs to offer up "a victim because the papers or City Hall are howlir
for samsbedy's blood, then watch out, there's nowhere to hide."

5. An Analysis of the Event

Although we were in the Manhattan precinct for only about one-third of the amount of
time we spent in the Bronx, familiarity with precinct level activity gained in the Bromx
made both our introduction into the precinct and our understanding of its social organ—
ization mach easier. In fact, same of the cops we worked with in the Bronx informally con-
tacted officers in the Manhattan precinct to vouch for us which again made introduction
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easier. We had been told in the Bronx and by some police administrators with whom we dis-
cussed the choice of the Manhattan precinct that the two precincts would be "as different
as night and day." We fourd, however, that the universality of street cop culture at the
precinct level was such that while there were same differences between the two precincts,
they were more in form than in substance. There was more emphasis on personal appearance
and proper uniform attire in Manhattan where, for example, we cbserved that officers al-
most always followed Department regulations and put their hats on when leaving their radio
cars. Cops in both precincts explained this difference by the fact that "in an active
precinct you don't have time to worry about your hat and the bosses are more concerned
with response time then they are with what you look like when you get there" or "Since the
bosses are always looking to catch you up short, they can get you in the Bronx for slowing
down on the job but in Manhattan where there is so little real activity, they go after you
on anything they can." We had been prepared by the Bronx cops for a "quiet, spit-and-
polish" house in Manhattan where the guys "don't do anything but cruise around those clean
streets looking at girls."” We found, in fact, that the station house was just as physically
rundown as the one in the Bronx and that the sector cars seemed almost as busy as in the
Bronx at least in terms of number of runs. However, by and large the radio runs were less
frequently for violent activities ard in a surprising number of cases were "unfounded"
burglar alarms. The characteristics of the area also made for differences in the sense of
territoriality which integrated police officers into the cammmity. The hospitality of the
surrounding area provided more and better opportunities for "discount shopping" and for
gratuitous meals and drinks. There is also a different view of social digtance here where
the rich and powerful live as contrasted to the poverty level areas of the Bromnx precinct.
TI?e cops feel just as alienated fram the commnity here as they do in the Bronx, but for
different reasons; "They treat us like servants or like we aren't even there. Businessmen
don't like us around where people can see us when we have to take reports on a burglary or
a hold-up because they think it discourages custamers." There also seem to be more indi-
vidualism and less close social bonding here than we found in the Bronx where the station
house offered a place of refuge fram an enviromment perceived as hostile. A cop who had
worked in both Boroughs in similar types of precincts summed it up: “In Manhattan they
don't say thank you officer because they think they are too good for you; in the Bronx they
don't say thank you either, but there they might curse at you as well. It's all the same to
me, I do my job and treat them both the same.™

The role of the Internal Affairs Division in the investigation leading to the suicide
was frequently cited by cops who were quite outspcken about this kind of activity as being
just another proof that management cop culture is out to get them. The cops agree that IAD
has a legitimate role in ferreting out corruption but thev also believe that they go about
if. the wrong way. Since IRD is viewed in the precincts as part of "downtown" and so respon-
sive to management cop culture the feeling is that they have to "get on the sheet: toco”
and produce results for the bosses regardless of what it does to individual lives or ca-
reers. Further, IAD uses "field associates" or cops who the men believe are for the most
part cops who have gotten into trouble and so are suc~eptible to being pressured into
"spying" on their fellow officers in order to escap: punishment for their own misdeeds.

The fact that the cops know that some field associates went straight into those assigrments
fram the Academy doesn't ease the bitterness, since the perception here is that anybody
who accepts . a jab "ratting" on brother officers has to be a maverick. It is not, say the
cops, that they believe that wrongdoing should go unpunished, but rather that the matter
sr.lould be turned over to the precinct camander so that the social control within the pre—
cinct can deal with the matter. Instead, the information is sent downtown, often with the
connend.l.ng officer being unaware of the investigation and like the cops "reading about it
in the Daily News along with everybody else."*

* Several months after we left the precinct, newspaper accounts reparted that there had
been at least one field associate present in this precinct. As a result of information he
supplied, _a nurber of cops were disciplined by headquarters for not responding to radio
calls, drinking while on duty and accepting free meals from local restaurants.
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Considered together with the case of Officer Kelly, the events surrounding the sui-
cide point to one major consequence of the separation and conflict inherent in the two
culture organizational structure. The seeming disinterest on the part of Manhattan precinct
officers over the troubles and subsequent suicide of a brother officer are, we believe, an
example of what the cops mean when they say that the "management types" downtown are out
to "treat us like workers so that they can be like managers and get control over us as o
individuals." Just as officers were willing to testify against Kelly in the Bronx precinct, '
so officers here indicated little active concern and were quick to indicate that “nobody
here hardly knew him." Both Kelly and the officer who camitted suicide were described
as “"mavericks," guys who were relatively new to the precinct and who had not as yet been
accepted into the precinct social organization. While Kelly was better known in the Bronx
precinct than the officer who cammitted suicide was in the Manhattan precinct, both were .
described as deviant from the norxm in some fashion. Relly was a "crazy" who was known to o
be unpredictable and prone to violence and drinking, while the officer who coammitted sui-
cide was described as a "loner" who just didn't fit in with any of the established social
networks in the precinct. In the good old days this would not have mattered and the protec—
tive web of relationships would have reached out to embrace them as well because, say the
cops, "downtown was still looking ocut for us." What the cops are saying is that in the old )
days the game was to protect the individual officer because he was part of the system, but
today the new game is to find some way to identify him and then get him out.

Ever since the Knapp Camission report there has been a great deal of emphasis and
Departmental. time spent on the development and implementation of integrity and ethical
awareness programs. In both precincts, we found that most of the officers with whom we
spoke did not feel any ownership or real involvement with these programs, but spoke of
them as a joke. The programs had been developed and carried out by management types at
headquarters in response to external pressures and for political expediency, and the pres—
sure came from people who know virtually nothing about the problamns of the street cop.
At the same time that they camplain about this lack of awareness, however, the street cops
also maintain that these same officers and bosses who are pushing these programs were part
of the good old days when not only free meals but institutionalized payoffs were accepted
and that even if they were not personally involved, they were part of the system and “"weren't
blowing the whistle on anybody." There is also a sense that cops are being sirgjled out
unfairly in a goverrmental and even societal system where small favors and gifts are not
unknown. QOne story we heard on several occasions was used to illustrate the point. It
seams that a police officer was imvited to lunch by lawyers fram:the Knapp Cammission on
their expense account who then proceeded to question him on how widespread the practice
of accepting free lunches was in his precinct. The integrity programs are viewed as an
imposed ethic fram "downtown" which has little or no meaning in the social context of the
precinct. Even the workshops which they are required to attend on integrity and ethics y
are viewed suspiciously as a mechanism by which individual officers will be pressured into .
turning in fellow officers or reporting on games going on cutside. g

While the Department has been successful in eliminating large-scale system wide organizex
pads, it has been less successful in cambating institutionalized but individualized pro-
blems with integrity. There is considerable "stealing of Department time" by officers as
well as discount shopping, and acceptance of free meals carried out in many cases in much ,
the seme way that a worker will get as much as he can from a large annonymous corporate g
employer. In fact, same cops becare minor culture heros to their peers because of the
impunity with which they "work the system to their advantage," without getting caugnht. '

Despite the apparent disinterest in the officer who cammitted suicide, there were a
nunber of camrents which, while they did not condone his illegal activity, did express
understanding of his locking for extra money. The rationale here says that since there
is little chance of vertical movement or substantial salary increases in the Department,
cops are increasingly having to moonlight in other jobs during off-duty hours in order
to make ends meet. Here again, the educational programs designed to improve police per-
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or status is demeaning or has been demeaned by others. Organizationally generated stress
is increased when some group or groups feel that they. are being pitted against each other
or that same members of the organization are "spying" on others. Even pramoticnal and
reward systems such as the gold shield designation among police officers ineyitably means
that for each person pramoted or rewarded a number are left behind or ignored-:and can be
stress producing. This presents a particular problem among police where the selection and
training process and the close bonds among officers produces a cohort system against which
one can measure his progress, adding to feelings of alienation fram the group, depression
and lowered self-esteem when one is passed over. Finally, there is the problem of the
management of stress. Frequently, people in any line of work that requires face-to-face
contact with troublescme or irate clients have difficulty managing their own hostile reac-
tions. Policemen have this frequent provocation to anger and aggression camplicated by the
added stress of cantinuocus exposure to real and perceived danger as a constant aspect of
their jcb. All of this is made more camplex by the policemans discretionary authority to
use force. It is this latter threat which is most disturbing to police management and the
recent escalation of interest on stress in police work is oriented towards identifying

and neutralizing potentially violent officers who are dangerous when under stress. BHere
again, the precinct cop see a self-serving management culture which is more interested in
avoiding the public and political repercussions of an incident in which a cop kills or in-
jures scmeone than they are in organizing police work to reduce dysfumctional organizational
stress.
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CHAPTER VI

THE FIEID DATA: TI. SOCIAL ORGANIZATICN, DECISION-MAKING SYSTEMS, RULE
MAKING AND RULE BREAKING

A. Introduction

In this chapter we present two additional events which we found useful in organizing
our data on decision making processes at the precinct level and between the precinct and
headquarters and which, we believe, also add same important individual insights into how
street cop culture is organized and the ccde of rules which empowers it. The first of these
events was an attempt on the part of the management cop culture at headquarters to imple-
ment a Management-By-Cbjectives (MBO) program throughout the Department. The origins of
this program were actually external to the Department in that the city administration had
decided to institute such programs in all city agencies as part of a master plan for in-
creasing productivity and accountability. We were at the precinct when the memorandum
mandating the program was first issued and were able to follow it through to its final
dimise. In addition, we-were able to study it up to the next level of the Borough Cammand
since Reuss-Tanni was permitted to attend planning meetings. While we were not able to
follow it up to the headquarters level with the same degree of involvement as we had with
lower echelons, we did discuss its intended and actual consequences with a number of ran}u.ng
management and planning officers at that level.

Shortly before the issuance of the memo implementing the MBO program, a dramatic and
unexpected event took place which permitted us to observe decision making at the local level
and management response and directives resulting fram this emergency and their effect on
precinct operations and reactions. In July of 1977, there was a black-out in New York City
which resulted in widespread looting and destruction of property in the Bronx precinct and
throughout the city. Here again, we were present during the entire event arnd were able to
monitor decision making processes and resultant activity at the local level as well as cb—
serve what the precinct level personnel understood they were being told to do and not do by
headquarters in reaction to the crises. Because the events did take place within the same
general time period ard since they rather nicely show an unexpected crisis and the reaction
to it, in contrast to a rationally designed planning program and the reaction to it, we
interd to present the two events and then analyze them together.

In describing both events, we have once again been faithful to the cobservations and in-
teviews which grew out of the networks of individuals directly involved in the events. We
have, also, once again, included information which, while it came from the same networks,
goes beyond the events themselves to describe those aspects of precinct social organization
and street cop culture which give it meaning. Con51dered together, the events describe the
strest cops perception of ranagement cop cultures' failure to understand police work as it
currently exists and how, a&s allies of the political system, management cops are involved
in making political rather than police decisions. There are a mumber of other organizational
points inherent in these two events. One is an apt demonstration of what takes place when
organizational members feel that authority and responsibility are not coincident in the same
roles. They also indicate the importance of understanding police work as what cops actually
do on the job rather than what they say they & or what a distanced administrative structure
believes they should be doing. We have also taken same pains to pomt out the constraints
that the organizational structure of the Department places on various work functions within
the precinct and same of the maneuvering and behaviors, both functional and dysfunctional,
which cops resort to when they feel the need to raticnalize departmental policies to fit
local conditions. Ancther important point that is made here is the coexistence of farmal
rules and informal rules and conventions which establish behavioral limits that tell the
members of the precinct what they can and cannot get away with, based on who happens to be
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in charge and what the immediate environmental pressures are.

Finally, particularly in the
black~out, there is vivid dewonstration of what happens in police work when there is a frag-

mentation of norms and values in the Department, in the cammmity or in society.

B. Event 3. Management-By-Cbjectives Plan

In November of 1977, a departmental memo "came down" to all Area and Specialized Unit
Camanders fraom the Chief of Field Services. The memo outlined a "Field Services Bureau
Agency Plan Supplement" which was intended to implement a management plan concept marndated
for all city agencies by the new Mayor. Specifically, the memo called for the various
Departmental units including precincts to "develop specific objectives or standards within
which to measure cammand performance in priority areas of concern." While the memo indicated
that the development of objectives and standards was the responsibility of each cammand, it
contained a "Management Improvement Program Fommat (which is helpful in establishing programs
with specific objectives, milestones and delineation of responsibility) designed to assist
a cammand in reaching its Management Plan Cbjectives or in achieving inprovement in a sep—
arate area of caommand concern through the conduct of specifically programmed activities."

When the Camanding Officer of the Bronx precinct told us of this order, he suggested
that it might be an opoortunity for us since he understood our interest in studying the
impact of departmental planning and decision making on precinct level operations. Compli-
ance with this order, he indicated, would necessitate a thorough evaluation and analysis of
current precinct activity with projections for future activity. It would also involve sev-
eral meetings of precinct-based units in order to get the input of those officers actually
involved in meeting that objective. Most interesting for owr purposes, however, would be
the testing of a basic principal of public administration: that policy made at the higher
levels of an organization will be effective only if each successively lower level complies
with that policy and/or is capable of carrying it out. Simply put, it was our impression
from previous experience with the Department, that if an administrative order doesn't cbtain
the cooperation of the patrol force, it cannot succeed. And further, that the patrol force
will understand and interpret any such order not in terms of same accepted generalized
departmental goals or policies, but rather in terms of their social envirorment and par-

ticularly in terms of the anticipated or perceived reactions of fellow officers who consti-
tute their reference group.

While each Camand was to establish its own objectives there were broad objectives :
established on a Department-wide basis and these were defined in the memo as "Bureau—wide -
priority objectives related to reducing and controlling serious crime, increasing commmity %
involvement in crime prevention and other programs, improving police-community relations,
reducing administrative costs and maintaining the climate of integrity at a high level.”

"When the (Area and Special Cammand level) objectives are developed," continued the memo,

"Field Services Bureau will have at every level of cammand, standards against which progress
and accamplishment may be measured in reference to Bureau-wide priorities." Attached to the
remo was a listing of the responsibilities for various camand levels and charts listing

a series of performance indicators for the various priority areas. Objectives were to be
established by estimating (on a quarterly basis) the number of cawplaints for burglary, for

. example, which would be reported in the next year in camparison to the number reported the

previous year and a precinct's performance would then be measured by camparing the actual g
murber of complaints reported with what had been projected.

The Camanding Officer delegated responsibility for setting up the new program to a

lieutenant who had at one time been assigned to a planning and evaluation wnit. The pre-

and lieutenants by the American Management Association. The planning process described in
that course, the lieutenant told us, was very similar to that outlined in the memo and dif-
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crime statistics can do is to count police failures.

Concern over police accountability and crime statistics is also a problem for police
management particularly in relation to deployment of manpower. The recent financial crises
in New York City have added to the concern and confounded it because, as a result of first
massive lay-offs and subsequent hiring freezes, the size of the patrol force dropped by an
estimated 5000 between 1975 and 1977. The idea that there is a relationship between the
number of police work:.ng the streets and the muber of crimes committed as well as the nun-
ber of camplaints of crimes which will be made, is nct only part of the forklore of policing
but has been used as a budgetary argument by the Department as well. Yet we are also told
that the job of policing increasingly is not limited to making arrests and taking camplaints.
To the detriment of any neat cost-benefit analysis, it includes public relations and any
nurnber of other service activities such as taking people to hospitals, giving directions,
traffic control, utility problems, landlord-tenant disputes, and, a particular prcoblem in
New York City, guarding visiting dignitaries. Here again this problem is one which is well
known to police administrators but, in the absence of any method for establishing comprehen-
sive performance standards, or even any generally accepted indicators of performance, the
numerical rate of increase or decrease in crime statistics over the previous year is con-
tinuwously employed as a measure of the improvement or decline in a Depertment's or precinct's
performance. *

2. Objective Setting

The Field Services memo had been quite explicit in directing that "the objective set-
ting process must begin at the precinct lewel." At first, this seemed a clear acceptance
of the importance of local decision meking and the setting of authority and responsibility
at the same level. As we followed through the actual process, however, a very different
picture emerged.

The assigned Lieutenant began the process by calling in groups of precinct officers
who had specific responsibility for certain performance indicators which had been outlined
in the memo. Those 14 performance indicators had been described under three major headings:

I Serious Crime Camplaints
. Robbery
. Burglary
. Grand larceny 2uto
I Cammity Participation
. Operation Identification
. Blockwatchers
. Precinct Cammmity Councils
. Auxiliary Police
. Patrol Man Hours
I1T Administration and Support

. New Arrest Overtime Costs

* Shortly after the campletion of the study, a major confrontation over the crime
statistics released by the Transit Police (a separate municipal police force which patrols
subways and other transportation systems) took place because the Transit Police Chief (a
former Chief in the Police Department) was reporting only "open cases"; crimes where an
arrest had not yet been made, rather than totals including "cleared" cases.
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IITI Administration and Support continued

Civilian Complaints
Corruption Complaints ’ .
Warrants executed

Department motor vehicle/scooter Accidents

performance indicators were discussed and, in some cases, additional meetings were held ¥
to work out details of same indicators. In other areas, the lieutenant gathered the nec—
essary statistics for the indicators without further meetings. We attended meetmgs

of the performance indicator areas and then interviewed officers involved concerning those o
"real job" factors which they felt were important considerations for each of the three - ’f'_;..;-‘-.-.
performance irndicator areas in the Bronx precinct. R

a) Serious Crime Camplaints

In the Bronx precinct, for the fiscal year 1977, there were 2009 robberies, 4807 .
burglarics and 1053 stolen cars (grand larceny auto or GLA) reported. These crimes are :
viewed as serious crimes accorﬂmg to the memo and it is the responsibility of the prec:mc:t
ccmnandlng officer to deploy manpower to have the maximum influence on the incidence of .
such crlmes as well as other precinct conditions which he may view as priority "problem - -
areas.” In the Bronx precmct, the Cammanding Officer had organized his patrol force to 5
produce these results in several ways. The regula.r uniformed foot and radio motor .;;-"f"" <
patrol officers worked in shifts designed to insure that at least the minimm manning -
level set by the Borough Cammand was on patrol at any given time. For radio motor patrols, A
for example, this meant that there would be 7 cars working on every weekday from midnight =
until 8 A.M. (12 x 8). Numbers are also set for other tours. On weekends, one addlt:.cxlal
car was added on the midnight tour. In addition to the radio motor patrol cars, there a.re
also specialized teams, working under the direct supervision of a sergeant, which do not”
respond to radio calls but perform same specific policing function. One such unit is AntJ.—
Crime which has some 20 to 24 officers assigned to it who work out of uniform. Their wehi- .
cles are unmarked and include taxicabs, vans and, occasionally, even a borrowed postal truck
The anti-crime unit has a different shift or tour pattern than regular patrol officers. -
They usually work either a 10 A.M. to 6 P.M. (10 x 6) or 4 P.M. to midnight (4 x 12) Shlft
five days each week with weekends off. Their tours consist of driving throughout the pre—. -
cinct, giving special attention to commercial areas, and seeking out criminal activity such
as muggings or robberies which occur on the streets, Frequently, they will "spot scmeone
who locks dirty" and follow them until they either leave the precinct boundaries, or the .
officers decide that they are relatively "clean, at least for tonight." L

RSN

The conditions team is another special unit which is deployed to deal with particular ';
problems or "conditions" which may exist in a precinct. In the Bronx precinct, for example,
there were two conditions units, one for burglaries and another for narcotics strest sales. :
Both teams usually worked out of uniform. The narcotics condition team might send same. -
officers with binoculars to spot the street action either from abandoned apartments ar 3‘~—, )
rooftops that overlook high drug~sale activity streets or popular drug hangouts. The re- ...»
mainder of the team would be waiting in cars or vans parked near the observation site waltlr\g
for word from the spotters of same suspicious activity. The spotters would radio to tle i
officers waiting below telling them when they could move in and make an arrest. _‘;_«,_.

Vhile any detail with fixed, regular weekday hours is considered preferable to “mrking'
rourd the clock and in uniform," anti-crime has samething of an elitist sense about itself, .-
accord:.ng to both anti-crime officers and regular patrol officers. Anti-crime officers, “we -;,
learned in working with them, tend to see themselves as specialists in camparison to-the i &
uniformed officers who are the generalists and must respond to service calls as well:as
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crime camplaints. Most of the anti-crime officers with whan we spoke said that they didn't -
want to waste their time on "shit calls like the uniformed guys have to handle" and claim -~
that thgy are being justifiably rewarded for having "shown a lot of activity" while ths

were in uniform. Since the only activity that such a unit can show is arrests, making
"collars" becames the "job" of these officers. While quotas are veheamently denied at every
level of police supervision, the officers told us quite openly that they must meet certain & .
quotas. For anti-crime in the Bronx, this has came to mean about 4 arrests per man per -~ = -
month, and "getting on the sheet for the month" is serious business, "if you want to keep

a gocd detail." Since anti~crime wnits work as teams, the officers informally divide up " - |
arrests. If 2 of the officers have made arrests for the month and another one of the team =~
members has none for that month, they will see to it that the officer with no arrest gets = -
credit for the next arrest. Considerable hostility is generated by an officer who sbteps .-
out of line by trying to "hog" arrests and isn't willing to share the work with his colleagues
Other officers will gleefully await their chance to get back at the officer who does so. .- |
One well known "hog," for example, left his portable radio in a restaurant and was under— . -
standably quite upset when he discovered it missing since he was responsible for this $900 .-
piece of departmental equipment. His fellow officers arranged with the restaurant -owner to
hide the radio for a few hours to "put scame manners" on him. el T

Whenever we spoke with officers about numbers or quotas, the usual response was that
you tried to keep the monthly averages about the same fram one month to the next, because
as one officer explained, "if you show a large increase in arrests during one month, then

for sure, the next month the boss is going to want to see you do the same or better." : .+,
"Don't tell me what you did last month, +=211 .0

Another officer mimicked one of the bosses: o
"Yeh," his teammate added, "and if you didn't -

me what you are doing for me this month." .
get on the 'sheet' for this month, nobody wants to hear about the great arrest you made .- .-

last month . . .that's gone forever." Consequently, one developes the sense, from watching |
such teams and listening to the cops talk, that what is at stake fOTr the cops isn't thew | -
issue of crime in the cammunity and the prevention of that crime. The organization of
policing seems almost inevitably to create a system where the goal is mumbers. As in the case
of anti-crime, the nmumbers of arrests is viewed almost as an end in itself. Units sich as -;
anti-crime and conditions, whose primary objective is to make arrests and whose sole account=
ability to the system is based on nmumbers of arrests, are critical to that mumbers game. -
Officers on patrol find making arrests both non-rewarding and problematic since amn arrest - .
might involve going to court with all of the attendant frustration. The attitude we heard -
expressed by patrol officers towards arrests is "we'll take them only if we have to.™ "It's
not like arresting these mutts is doing anvthing to prevent crime. The people around here

know that, only they blame us for it instead of the judges and courts," another officer
"So if there is nothing personally in it for us to make arrests, and it

explained to us.

doesn't even keep them off the streets, then you can be dam sure they aren't paying me
enough to do anything more." According to officers in the precinct, the only thing that:. -
really discourages crime in the precinct is lack of people and businesses as targets, al- "
though with coterminality the assumption is that the number of complaints will increase "I\~
since the areas that will be added to the total precinct are currently the busier sectors -
of amother precinct. What can the police officers actually do to prevent crimes from .. -:
occurring and making neighborhoods or commmities safe? The cops told us, "nothing we do '
out here can prevent these mutts:-from committing cfimes because they just aren't afraid of-

R .

P
L N

us anymore."
Universally, we heard fram the cops in both precincts that the problem with rising -
crime rates was in the courts and in the attitude of a public that "was more concerned *-7 .
about the crooks rights than the victim." Stories of officers making arrests, often at- -’ -t
risk to their own lives, only to find those arrested back on the streets a few days-later. .
were cammon and told with as much resignation as resentment. "No one wants us to make 3™".:.[
arrests, it seems," one young officer told us, "they tell us it costs the department money” i
for overtime, and that it f£ills up the court calendar." He shrugged his shoulders and ;-

J

laughed, "so I really don't understand what they want fram us anymore." His partnerccn—-
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meter maids who do thg S;eé %ﬁt 1t is demeaning for them, especially n
mblic feels such resen tj - ThEY also have minted out that 4 9”7 that ’there are
X tment towards COps is because most Citizensoonil ;Ic:nb: Teasons that the
] into contact

their cars, "so" the .
’ Offlcer concl ded, ©
regularly assi ; uded, “downtown got the .
hear an officergn;oseveﬁl Officers specifically asg"smrmnswozrrsnfut' hands off." The .0,
1 he lets him work with s agor LiSutenant at the heginning of & L g et tnusual o
give you same mc " omana-so, or puts him in a A ur tell him that
e movers". a similar attitude and deplo yné:i ;?Sntznad of on f’?ho: post, that "I'1]
' IPOwer in direction of

on derelict cars, cars +ha
n t had been abando .
all," one of th.e' Ffimars . ned or just g
just have to o ;‘ flcz.;astold us, "iis: %sn'i; our responsggﬁgt;lgggtile et "l,\fte_r
S -~ His partner added, "You won'g gaé{ig\fedﬁi:' gﬁt
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they found a derelict car that had been issued a couple of hurdred summons by the same
guys."

"Garbage calls," one officer was saying on an evening tour, "that's all we get
The§e people use us like we are taxi cabs, and the job dogsn't éven want us to thEca'e 2yrrem§
bu§111e§s out there like we used to do." This officer was expressing an attitude toward the
objgctlves of police work that we heard over and over again in both precincts. The impli-
cation was that while there was as much if not more criminal activity going on in the streets
as ever, t‘t}e police's job was being re-directed more and more towards service activity, such
as rgsponc_in?g on ambulance cases, mediating in family disputes or tenant-landlord quarrels,
public utll:f.ty problems, fires and traffic control. 2n officer with 19 years of service, who
had worked in several of the boroughs of the city camplained "it used to be if you had a foot
rost, you knew how to keep that post clean, and the people in the cammumity didn't complain
about how you did it, they were just happy that they could walk down the streets safely.
Then they started yelling police brutality and so we got the screws put to us. Now the
people are yelling that they want to be able to walk down the streets safely, but how can
they when the courts turn crooks back out in one day or when we aren't allowed to use our
guns to hold on to same guy." He went on, "don't talk to me about increases or decreases
in cr.}rrunal gct:.v:.i;y on these streets. If this job wanted to see a decrease, it could be
done in no time, like we used to handle things in the old days. Believe me, that's the
only way those dirtbags learn a lesson." .

b) Commmity Participation

‘ Whilg the Field Services Bureau Plan described Cammmity Participation as a De
priority in the memo of November 17, 1977, many of the preciry;ct officzras with whan vp;ms;i:a '
didn't rate any.of the performance indicators under this item as being of much worth or im~
pc_:rtance.to pOll(::l_l:lg. Anything that involved cammnity members in precinct operations was
v:Lev.\ed with suspicion and antagonism summed up as "they ought to keep the hell out of our
business, they just get in our way." While organizing such programs as Operation Identifica-
t}og, 'Blockwatchers, the Precinct Commmity Council and the Auxiliary Police was the respon-
S}blllty of several precinct staff officers, most officers saw it as a waste of time that
didn't J.nvolvz?_ them and decidedly not "real police work." Although such activity preceeded
largely urmc_:tz..oed by the patrol force, occasionally we would hear camplaints such as "the
A.P.'s (auxiliary police) working out of the Central Park precinct get issued better cars
then we get for regular patrol."” The Bronx precinct however did have a civilian that had
attached hJ._mselzl'f to the precinct many years earlier and still spends much time in the station
houge helping with commmity and precinct activities, such as parties for the local kids at
CT‘II'J.S‘UIB.S or Thanksgiving and occasionally raising money in the business camunity for scme
piece gf equipment that the precinct might need. It seemed that his obvious respect and
affection for the'mgn had won the hearts of many of the officers who normally had little good
to say for any "civilian." Most civilians who like to hang around or associate with cops—
derisively called "police buffs"—however, are considered ludicrous.

. "Cops.don't like civili&_ms," was a cament that we heard many times at both precincts,
arx.:'i espeslally they don't like them inside the station house where they get to know a cop's
business." We were to hear many stories justifying the cops dislike of civilians ard we

attempted to come up with same priority listing by regularity of camplaints against civilians. |

The major camplaints seemed to revolve around 4 issues: (1) civilians replacin s in
trad}tlonal cop jobs, (2) civilians don't underscand a cop's job and woulg be tgliozfxg tales
OutSJ_.d? the station house without really understanding what had happened, (3) civilians
wouldn't haye_tl:;e same sense of loyalty to cops as other cops and (4) that this was just a
job for a c:Lv:Ll:Lgn and not a career. Sametimes the expression of the "we-they" attitude
could be very poignant; once at a precinct farewell party for a retiring cop, the retiree
was overcare with emotion at the moment he was asked to speak and could only blurt ocut "nly
a cop understands what it is to be a cop.”
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There have been numercus memos,increasing over the last few years, from various com—
mand levels advising precinct C.O.'s on how to deal with "tensions between police and civil-
ian personnel.” At the precinct level, the problem mentioned most frequently was that
civilians were replacing officers in jobs reserved for officers who "had done their time
on the streets" or "are burned-out." One cop described this as "retired at full pay.”
Civilian competency or incampetency is not really the issue, although this is always ques-
tioned or described in a colorful if derogatory manner. Unfortunately, for the civilians
who bear the brunt of the resentment, the employee relations section apparently has not
resolved the problem of what to do with officers who have in reality "done their time on
the streets," have spent years working round-the-clock, and yet don't want to retire. It
is a problem for those officers who hold inside jobs because they &re: temporarily or perman-

ently put on restricted duty "as well.’ !

While there was almost universal hostility towards civilians in "cops' jobs," the in-
tensity of feelings expressed by the officers with wham we spoke about the three other com-
mon camplaints about civilians varied; but the fact remains that there is emough concern
surrounding each of them to cause continuous and increasing tension between civilians and
cops. The cops didn't like the idea that topics of conversation or police activity become
known to the general public. While we have mentioned earlier in this report that it is
frequently said that cops are closed mouthed and suspicious, in fact, we found that in in-
formal conversations around the station house or out on patrol, there isn't much that cops
won't talk about. "If another cop hears me say I was out of my sector or stopped in for
coffee he knows the job and the dozen legitimate reasons for why we might do this but a
civilian just hears goofing off and he's got no reason to protect me" explained one officer.
Sane officers even felt that civilians were "all alike" in being anti-cop and that civilian
employees feel more akin to and thus more loyalty towards a civilian arrested and brought
into the station house than they would toward the cop who had m=de the arrest. 1In the
informal system of relationships among fellow officers, it is much easier for a cop to
"get back" at another cop for a real or supposed wrong within that system. Since the
civilian is outside the system it is impossible to use its social sanctions against them.
There were a number of instances where civilian employees did lodge camplaints against
precinct cops, and inevitably the cops sided with the officer or officers and showed
obvious resentment against the civilian camplaintant. At such times, officers often said
that civilian employees are there just for a short period of time and have no real
vested interest in their own success and "don't give a shit if they mess up a cop's
career either." The fact that civilians have holidays off while police officers don't,
creates additional hostility since days off, particularly at holiday periods when working
means that an officer won't be with his family, are an important issue of work conditions.
Officers also camplained that civilians are not as dependent on their jobs as cops are.

On several occasions we heard civilians at both precincts say in front of officers that they
wouldn't mind losing their job with the Department since they would do Jjust as well on
wnemployment. The officers response was usually that some of their fellow officers who

had been laid off for budgetary reasons and were "on welfare" might like to have those

jobs. Departmental supervisors of civilians also express dismay at their lack of actual
control or their ability to reprimand civilians, since as one supervisor explained to

us, "the Department wants this civilianization, so we have to make it work down here

but we can't lean on them to get the work out or we get hell fram downtown. They don't
want to hear our problems, they just tell us to make it work. "Another supervisor added,

they keep the best civilians, and the prettiest, downtown."

While for the most part, civilian employees we observed or worked with kept to
themselves, there were civilians, in both precincts who seemed to have became fairly
well acc€Pted by the officers. The closestrelationship invelved two male civilian employees
who were able to exchange social banter with the cops, talking about female conguests or
sports, but, as one officer explained, still "minding their own business, not ours." In
both cases, the civilians also prided themselves, as they explained it to us, in “covering"
from same of the cops who might otherwise had gotten into trouble. There are also social
class and éthnic tensions involved. Much of the recent hiring of civilians has came
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through federally funded CETA progrars and is viewed by many cops we talked to as
"Federal give-away programs for those people who can't find work for themselves" and

as evidence of the lack of respect and appreciation for police work "downtown" since,
the "job is suggesting that these civilians who were unemployed and supposedly are hard-
core unemployable can do what we have been doing at least as well as we were doing it."

c) Administration and Support

Earlier we pointed out thiat w th the exception of special units such as anti-crime
where high arrest rates lead to increased chances of being kept in this special detail with
its better working hours and conditions, most patrol cops feel that a high arrest rate is
not Lelpfiill to their careers. There is, in fact, even same feeling that a high arrest
rate can be detrimental to one's career since this could sugges$t to your supericrs that,
in a period of financial crisis you are "hungry for overtime." A number cf ccps said
that the prevailing work ethic now is "don't get involved unless you absolutely have
to", or "it's as bad to do too much as to do too little." Since currently one of the
major concerns of police management is cost effectiveness and tte reduction of non-
productive time such as sick leave, there is also increasing scrutiny here.

1. Sick Report

The managerial attitude toward the use of sick.leave is one factor which clearly

differentiates not only precincts but sametimes work units within precincts as well.
It is very much a function of the relationship between the supervisor and his men.
Generally, however, in the Bronx Frecinct there was a samewhat more relaxed attitude
towards the use of sick leave than we found in the Manhattan precinct; but even here

there has been considerable tightening up. "It used to be that you could get emergency
days off if you had samething important to do, or even if you just felt plain shitty or
down on that day, but it's getting so hard to get an okay for an emergency day that I just
call in sick ncw ard ther they can't szy no." Departmental regulations which are enforced
at this precinct, however, make this a risky undertaking. If you are ill, you are
supposed to be at hane and there are superviscry officers whose task it is to check to make
sure that officers on sick report are, in fact, at hame. Towards the end of the study,
the Department instituted a new procedure for reporting sick. Previously, officers
repcrted directly to the Sick Desk which then called into the precinct to inform them
that the officer would not be reporting in for work. The officer had to have a police
surgeon okay his coming back to work. 'As the sergeant explained, the officer would
usually go to his own physician, then call the surgeon who would simply "rubber stamp"
him back to work. The idea behind this new procedure was to eliminate the need for going
to the surgeon on sickness of a minor nature. It would allow the precinct administrative
officer to call the officer when he first reports sick and ask him if he wanted to put
himself back without seeing a surgeon. The sergeant, however, has had two problems with
the program. At the administrative level he said that he hadn't been able to get any of
the desk lieutenents to phone to a cop who reports sick. He has met with them but he
feels that they won't use the system for two reasons; because he is "just a sergeant

and so they don't like me telling them to do anything since they are lieutenents" and
“those guys never want to try anything anyway.' He also was getting poor cooperation from
the men whom he personally had phoned back. He said of 20 calls he had made, only one had
accepted this method of returning to work. His explanation for this was that when he
would call officers who had just reported sick, they would ask if this was same new
department policy to save money. When the sergeant said yes, that this was the
intention, he said the response was, "well, screw them, why should.I save them money, I'm

going to the surgeon and I'll take a féw days."™ He also camplained about the system of
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detail or special assigmment, but in a regular patrol assigrment, it isn't any real problem
to be on that list. He went on to explain that he thinks such a system is a poor one
because if the officer feels sick and takes off one day, since he knows that that sick
report will count towards chronic sick time, then he is going to take a few extra days
anyway. It isn't any worse for him if he takes 1 day or 4 days, it all counts as cne

time in terms of the chronic sick report list.

According to Departmental records, on an average day, approximately 1450 officers
or about 5.6% of the force call in sick. Police officers are allowed unlimited sick

leave and over the past two years, the average sick leave for each officer has nearly
doubled, fram 10 in 1975 to nearly 18 in 1977.

2. Civilian Camplaints and Corruption Camplaints

Although the vast majority of civilian camplaints against police officers are not
substantiated in the investigation which must be conducted of each such camplaint, the
existence of a Civilian Camplaint Review Board (CCRB) is a source of great resentment to
the police officers we interviewed. This same feeling is apparently wide spread in the
Department, and the Patrolmen's Benevolent Association spent almost 1 million dollars in
1966 on a publicity drive aimed at defeating the election initiatiwve setting up the CCRB.
Here again, the basic issue was that only cops really understand cops jobs and that
civilians might well be biased against policemen and could not therefore render a fair
judgement. Mayor John Lindsey wanted to create a review beoard which would be composed of
civilians as well as police officials. The police and the PBA eventually won out. The’
initiative was defeated and today the CCRB is completely staffed by police departmental
personnel. Attitudes towards civilian complaints and the review process, however, are
still strong: ‘“anyone can drop a letter on me or phone in a camplaint and it will be
given to the sergeant for investigation no matter how stupid it sounds and they've got
to investigate. If the Department is so concerned about efficiency and saving money, how
cane every idiot who gets his jollies writing letters gets to have his say at our expense.
Every camplaint, no matter how it is decided goes into our record." Other officers
camplained that the process denied them their civil rights because the civilian making
the camplaint is not required to appear at the hearing while the officer must . ppear.
Once, when Reuss-Ianni was riding in a radio car on an evening tour, a camplaint was
phoned in against the officers in the car for having a female civilian riding with them.
While there was a certain amount of humor associated with the incident, one of the
officers said, "it's always the same old shit, for all they knew you were same street
walker we arrested or one of your kids was lost and we were helping to find him, but scme
quy just got a parking ticket, and has it in for cops and saw a chance to give us same
trouble. Everybody knows, we're the real second class citizens." Actually, it seems

from our interviews, that the police did not so much resent the decisions of the CCRB
which frequently resolved the cases in their favor. Rather they resented the fact that
the Department seemed to be encouraging civilians to bring camplaints against cops. We
frequently heard officers comment, "it's as though they (the Department) can came up
smelling like a rose if they can just make the cops on the street smell like horseshit.”
Of 2,409 cases submitted to the Board during 1977, 73.3% were unsubstantiated; 11.6% were
substantiated and 15.1% were classified as other dispositions. Of thzs unsubstantiated
cases, 41.8% were totally unsubstantiated; investigation indicated insufficient evidence
to clearly prove or disprove the allegation. 31.5% were unsubstantiated due to the
carplaintant being uncooperative, unavailable or withdrawing the complaint. Of the
substantiated cases, 68.6% involved excessive use of force, 25.7% were for abuse of

authority and 4.5% for discourtesy.
The Bronx precinct had show a significant increase in civilian camplaints according

)

sick time allowed. There is a list maintained by the medical section of officers who are z,
classified as "chronic sick." BAn officer is considered chronic sick if he reports sick more ’ to comparative statistics among all precincts. When we spoke with the C.O. about this,
than four times in one year, regardless of the amount of time taken for each sick report. ; .
He suggested that being on the chronic sick list is detrimental to movement into any.good ?; n
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~ he began by explaining that one of his prcblems in terms of investigating such
camplaints is that if the camplaint is submitted directly to the Department, rather
than to the precinct, he has no way of finding out which officer is involved. He also
pointed ocut that all camplaints received about officers working in that precinct are
counted towards the precinct total. Unfortumately for the reputation of the precinct,
this also includes officers working out of details that aren't the responsibility o?
this precinct's supervisors, but work out of city-wide or borough level ccmpands mch
are temporarily working within the boundaries of the precinct. Thus a precinct with
a sports stadium to which men are assigned from cammands all over the city is respon§lble
for and must include in their total, camwplaints received by any officer assigned during

that event.

Actually, say the cops, the problem is that no one really knows what ‘ghg x:mmber of )
civilian complaints really says about police activity. One view is that civilian camplaints
are legitimate complaints of police misconduct and if substantiated should result in
sane disciplinary measures against.the officer. A more prevalent view among the police?
officers we spoke with was that in order to accamplish legitimate policing ends an officer
must be aggressive, even at times taking measures that might be "less than ggntlemanly."

A supervisor much respected in the field, by the men as well as other Supervisors, ‘
explained to us that his problem as a supervisor is that he wants officers working fo; him
who take initiative and are aggressive and yet those are the very officers who he admits

it is @ifficult to control with "child-like" restrictions, or "pages of rules and procedures.”

Another supervisor explained that an officer who receives three or more camplaints involving
force or abuse has his record forwarded to the Personnel Evaluation Section of the Personnel
Bureau "and they don't know that you can't always reason with the kinds of pecple we see
here." Officers who receive excessive numbers of complaints may be referred to the
Psycholegical Services Unit for evaluation. This supervisor felt that such a Departmer_ltal
policy serves to discourage superior police performance and instead encourages a bel:xav:Loral
pattern of "do enough to get by but not enough to get noticed." We attended a meet;ng
scheduled by the Borough Commander to discuss the objectives arrived at by the precinct

in response to the M.B.O. memo. At one point, the Cammanding Officer of the Bronx z?reci'{lct
explained that realistically, given an increase in the size of the precinct boundaries with
the introduction of co—terminality, he would have to project an increase in c1v:LJ'.1an
canplaints, He was advised to try to keep the projected increase as low as pos§1ble

because "how is it going to look if it seems we are encouraging civilian camplaints?"

As with civilian camplaints, corruption camplaints although presented as a Field
Services Bureau priority, were viewed by precinct personnel as being a headquar@:e.rs rather
than a precinct problem. One officer explained, "downtown sees civilian camplaints and
corruption camplaints as a negative reflection on how we are doing ocur job out here. If
I get a camplaint, I see it is a result of my getting through to one of those mutts
out there and because I'm making it hot for him, he wants to get back at me. It's a sad
cament on what has happened to this job", he concluded, "that the Department is ta}kmg his
side against us." Another officer in the same context cammented, ."I know what my job is
cut here. The Department is supposed to have trained me to do a job. I can't_heJ..p it if
sane of the pecople out there don't like the way I'm doing it. If those guys sitting in
offices downtown need to justify their existency by making it rougher for us out hgre,
they have to live with it." He concluded in much the same vein as the previous officer,
"I'd just like to see one of those numbers counters or letter writers come out here
for a couple of tours on a hot summer night and see what language he has to use to keep
these animals in line." It is possible that in the past the threat of complaints worried
the officers, Our impression over the 18 months of field cbservation was that <for _;the
most part the officers response was "what more can they do to us." Particularly in the »
Bronx, the officers were suggesting that the worst that might happen would be that they
would be transferred to another precinct. "One house is like any other”, one officer
camented, "the job stinks wherever you are, the only thing that makes it worth it are
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.- which adds to the difficulty of tracing an individual.

PAFS

. Monday through Friday 7:30 x 3:30 tour.

. problems existed at the precinct level.

same of the guys you get to work with.” BAnother officer remarked, "What are they going
to do to me, transfer me to a worse precinct? Where could they find someplace worse
than the South Bronx unless they sent me to Puerto Rico or Africa?"

3. Warrants

The lieutenant met at same length with the unit responsible for the execution of
warrants in the precinct in order to discuss how to set numerical objectives for warrant
execution. There are two officers regularly assigned to work the warrants unit on a
The officers use their own car and are not
reimbursed for gas or mileage. From this meeting it was determined that a number of
factors impact negatively on the success of warrant service in that particular command.
Serving a warrant means finding the individual; that is the first difficulty. In such
a high crime, low econamic level cammity there is frequent relocation of residence.
Among Puerto Ricans, it is not uncommon to take a mothers name ard/or a fathers name
: The high incidence of buildings
destroyed by arson makes it difficult to attempt to trace scmeone through neighbors,
relatives or friends. Building superintendents seldam know or care to know who or where
their tenants are, and they are not especially.interested in being cooperative to local
police. When the precinct turned in its projected activities for warrant execution, they
projected a goal of 289 warrants for FY 1978 representing a 28% increase over the 225
warrants executed in FY 1977. There were no forms, however, that indicated how this was
to be accamplished; whether through increased manpower, more effective use of current
manpower levels or more or less supervision.

While the formal discussion of "what to do with the warrants squad” recognized and
docurented same of the problems inherent in the system of warrant execution, many . more
They were dismissed without discussion because
"those problems are out of our control and the Department doesn't want to hear about what
we can't do, even if there is a legitimate explanation. It will sound like we are trying
to make excuses." It was suggested that these issues be brought up more informally when
the precinct C.0. met with the Borough Cammander in order to came up with the specific
precinct objectives, i.e. numbers.

Within the informal precinct social organization, the two officers responsible for
warrant execution are generally viewed by other officers as having "a good thing." They
chose their own working hours which have. recently been steady 7:30 A.M. to 3:30 P.M.
Monday through Friday. When asked why they chose those hours, the response was that they
tried working nights and weekends and didn't have any more success at finding people.

They also argued that there is more chance of getting samecne early in the morning when

they might still be sleeping. By ncon, one officer told me, "there isn't much chance of
finding sameone where they are supposed to be or where we could get them." Ancther
frequently voiced camplaint was that the forms sent from the courts include descriptive
information on the person wanted and a place for a picture which is scmetimes included

but usually is not. "It is very difficult to find a quy if you don't have a picture and
the description says a black male 35 years old, afro, no visible scars on face or body”,

one of the officers told us with a shrug. "It's an impossible jab in a place like this,"
another officer said, "it just gets hopeless when they keep durping the warrants on us

day after day, we have to log them in which means hours of paperwork before we can even go
out looking." Apparently until recently the postal department used to help in locating
addresses, especially for changes of address. But with budgetary restrictions, the local
post office has been reluctant to take their cwn time to assist the officers. While the
officers persisted in their search for wanted individuals, it was obvious that morale in
terms of immediate job satisfaction on this detail was low. Another officer in the Bronx
precinct commented about the warrants officers; "they may have it easy in terms of hours and
days off and being able to work out of uniform with little supervision, but it costs them---
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. ' e any night differential working steady days, g
cut of thelx paychecks, since they B30 & IO nt officers told us, "he C.0. Bretty & CoPvnt 4. me Bladcou
SO ;h?_)e,apv?s, us alone as long as our mumbers don't came @e::ozv?lable occasionally he'll i On July 13, 1977 at 9:35 mm, lights went out throughout the city of New York
gmtie.r camands, and when he can, if there 1S e.x'crz “;I‘E.’OW as a result of a massive power failure, Almost immediately looting broke out sporadically
; extra men to bring our number . in various parts of the city but was particularly widespread in the Bronx. Reuss-Ianni
slip us 2 CORIS > : they felt that the 28% increase in ’ =z was working a 4 PM to midnght tour in the Bronxypreciigt and decided to continue
Jhen we asked those officers responsible Whethet A Tl 1" ons of them shrugged - ©.  vorking throuh the Guration Gf the black-out to help out in what was felt to be an
warrants executed as projected by the precinct L. + it for him, if he doesn't, then there's : "emergency situation” for the police, and to cbserve activity in the stationhouse and
i saia, "Lf e gives u8 fove nen, HyEn S €0 - fn the commity,  tecting comtinued throwhont e misht and into the nert Gay. By
3 n that n . e it was bro ler con . loses inesses as a r of loot:
no way we can deliver o lice commissicner came into office . and property damageugas estimated to be in the 135 million dollar range, For wegks
In the end the cops were right. When thi_g?jog?ectives plan. When we discussed this L= afterwards there was a continuing debate camparing this blackout with one that had
one of the early casualties was the Manageﬂeﬂlze Bronx precinct, he said, "one of the things . occured 12 years earlier also affecl.::h?g New York City. Dprl:.ng that blackout there
with one of the administrative officers in on this job is to develop the art of patience: = had been virtually no looting and citizens throughout the city had turned to help
jearn if you've been around enough cormers {f they don't get back to you on same dir- ; each other out wherever they could. Social scientists, the media and public officials
¥ouf ct, there is a rule of thurb that says that 1 ble,ca use they've either reorganized found a variety of causes for the looting, ranging from the frustrations caused by i
Jé?ti?ze ;n +wo months, you can put in the waste basket up with the idea in the first place inflation and wemployment in the chetto, to the cynicism and loss of morality in the
the office it came out of, t:can.:afe.rred the guy vmlg galfew gears saneone will dust it off Pz after math of Watergate. The looting also raised a significant public debate over the
or changed Chiefs. But it isn “t gone forever. o thinker in the job." - [ proper use of police in protecting private property and combating widespread public
and it will be reborn as a new idea from same forward | disorder.
i
- As the precinct commanding officer was on his summer vacation and the executive
- captain was not working that tcur (both arrived at the precinct later that night),
"~ the desk lieutenent had the immediate responsibility for responding to the crisis. An
P emergency generator was brought out and comnected to restore lighting and to maintain

radio contact, and radio cars were rushed to major road intersections to control
traffic since traffic lights were ircperative. Thirty~eight police officers were on
duty at the time of the blackout. Riot helmets were passed out immediately to the
- officers. Within a half hour of the blackout, officers fram other cammands began
- reporting to the stationhouse. The Department wide emergency plan calls for all
officers, including those off-duty, to report to the precinct nearest to wherever
- 2 they happen to be at the time of the emergency. The emergency generator broke down
! : after about 10 minutes of use tnd the precinct was again plunged into darkness until
' sancone found a few candles in one of the offices., BAs the candles burmed lower, a
civilian who had been a "friend" of the precinct for many years and who fregquently
helped out in commmity affairs activities wocke up the owner of a hardware store
and brought in several cases of candles which kept the station house illuminated until
a new generator was brought in at about 2:30 the next morning.

1. The Response

As dozens of police fram other precincts poured into the station house, the
e supervisors were having more and more trouble organizing and utilizing the increasing
o - manpower. "It's not just enough to have the men", a lieutenent explained, "what we
o - don't have is enough portable radios or radio cars to go around, so the extra manpower
: is useless and most of them are just in the way". Other problems emerged almost
: i immediately. The officers reporting in for emergency duty, most of wham were in civilian
i - clothes were carrying their off-duty guns rather than their regulation service weapons.
T S There was also concern that if they were put out in the street without uniforms carrying
L only their shields as identification, there was the risk of injury to persomnel since
£ : for the most part the cops from other camands were unknown tothe precinct personnel.
As officers working in the radio cars began reporting back cn the largescale and spreading
i - looting activity on the streets, officers standing round the desk began asking what
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"+he bosses" wanted them to do about the looters. The bosses, however, were apparently
waiting to get same instructions or directions from a higher command level. Out on

the streets the patrol force was also asking what to do and were told to hold tight

and wait for further orders. One officer caming in was complaining that they weren't
getting any instructions over the car radio from camnmicatiOns.; on who to arrest or
what types of locations to cover and he added, "they're crazy if they think I'r.n going

to break my neck stopping these mutts and then get word from downtown to ool it because
they don't have the balls downtown to let us do our job'. After the first few hours

of uncertainty, word came down fram the Borough that there should be no attarp‘.; to

use force to stop the looting and that the protection of human life and not private

property was paramount.

As the looting spread and same of the stores were set afire, the situation became
"a nightmare for any supervisor", according to one of the patrol sergeants. "In the
first place", he said, "I know how my men feel when we have to pass aroupd the word
to just take it easy and not let the situation escalate till we have a full scale
riot. Downtown doesn't want any newspaper pictures of cops clubbing looters, and I
know the quys are itching to break out the baseball bats”. "Our other p@lm", the
cammanding officer explained to us later, "was to balance making arrests with depleting
manpower on the streets since the booking process takes t.une"'. Another frequently
heard camplaint was that the cops who had come into the precinct from other camards
because this happened to be the cammand nearest to them, were not only oi.f no use, but
actually got in the way. "Extra manpower is useless, unless they came with equipment:
cne of the lieutenents explained as things began to quiet down during the late morning
hours. BAnother cop laughed as he told the story of watching one <_3f the "Manhattan
guys trying to do the paperwork on an arrest. Those spit-and-polish fags frcm Manhattan
don't know how to do real police work, because they've never had to.do anything but
give out parking tickets". Similar camments were heard frequgntly :Ln'days after the
blackout, as the officers began to exchange stories about their experiences during
those hours of chaos.

Once the precinct officers had received the word fram their supervisor:? that this
was a "hands of situation", that arrest should only be made if it was umavoidable,
the men appeared to relax, although there was considerable gmnbling.about appeasement
and comparison of the situation to the Harlem riots. Several howrs into the bl!.ackou ’
the level of tension began to 1ift and it became apparent that some of the officers
were almost settling into the carnivallike spirit that was moving from street to street
with the crowd. It had been apparent fram quite early on in the emergency that %ooters
weren't especially interested in hasseling the police but were concentrating on ’:;:he
pickings". There was same random violence as one officer was shot through ’che tnlgh
and a brick was thrown through a radio car window, but by and large the officers with .
whan we spoke later in reviewing the event didn't feel that there wgs_really'any attempt
at "getting back at the cops" on the part of the crowds or even J‘_nd.urldual looters.
One officer came intc the stration house about 1:30 a.m,, and said, "there is samething
all wrong about my trying to break up fights between looters arguing over who got the
TV first. I don't even know whose side I'm on anymore”.

While most store fronts and used car lots were broken into during tha.c?arly hours
of the blackout, there were same store owpers who lived close enough to thelr businesses
to come in and stand guard, Officers returning to the station house were camenting
that they were more nervous about the store cwners using guns against the 1ooters_ or
anybody they might mistake for looters then they were afraid of the looters causing
violence. "So far the looters aren't using weapons Or even being that aggressive”,
one officer reported early into the hours of the blackout, "It seems the feeling is
that there is enough to go around for everybody". "The real problem”, another officer
explained several days after the incident, "was that .very early on, the people out on
the streets realized that we weren't going to do anything. Sure, same of our quys
got even with some of these street mutts that have been giving them trouble over the
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summer, but the guys (the cops) were generally careful because they were afraid
that there were cops fram other cammands arocund that they didn't know and even same
bosses out of uniform fram other cammands who might see samething and turn in a
Iep:rt". .

For scme of the cops, the evenings happening was a stroke of luck. Anti-crime
cops, for example, gleefully claimed that they were "making enough collars (that
night) to make their quotas for the whole month". Others were already counting up
their overtime hours as tours were held over for 4 hours. Same of the officers lost
the extra pay they would make in overtime as they sat around in the upstairs roams
playing cards, waiting to see if they would be kept over., As the long night ended
and daylight clearly displayed the massive distruction of whole business sections in
the precinct, another reaction began to set in among the officers with whom we spoke.
As we rode with officers over the next few days listening to their stories of the
events of that night and the next morning, what began to emerge was a quite clear
sense of resentment felt by the cops, not specifically towards the looters, but to
the "system". The similarity of conclusions drawn about the event by many of the
officers with wham ve spoke was striking. "what the hell is my responsibility in all
of this mess", was a typical rhetorical question posed over and over again in the
following days by the officers who had worked that night. ™They tell us it's okay
for sare gquy on welfare to loot a store, but we're supposed to give out summonses to
sane hard-working guy pushing a hot dog cart because he hasn't bought a license fram
the city. At least he is working". "“It's a joke," his partner added, "I'm supposed
to break my ass to protect a guys property, and then the next day the guy calls into
the captain and says to let the neighborhood bums take whatever is left because his
insurance will cover the whole thing anyway".

During the long, dark night houwrs of looting, frantic storeowners and businessmen
called into the precinct demanding protection for their property. By the next morning,
however, many of those same store owners came to realize that their insurances would
cover any loss. Days later, wamen and children could be seen picking over the remains
in bumed~out food stores or clothing stores as radio cars cruised by without stopping.
“"They talk about pride in our job, in our profession", one cop said with a laugh, "how
the hell do those guys sitting up on the 13th floor at headquarters think we feel out
here with these animals walking all over us. The whole thing made us look like fools.
They're laughing at us, and we're supposed to sit back and take it". "Enforcing the
law, that's a joke", one of the officers exclaimed, "I don't think what we are doing
anymore has anything to do with the law, it has to do with politics and elections”.

As we rode around the precinct at daybreak the next morning, the looting was still

going on. Cops were standing on street corners next to stores that had been looted

and were watching the crowds of looters move from one store to the next. They were
still under instructions to not provoke the looters. By now the frustration and
resentment was beginning to show along with exhaustion after 12 hours of working.

During this time few officers took a meal break. We saw a few officers standing outside
an appliance store that was being looted simply reach .out with their nightsticks

and break the picture tubes on the TV's that were being carried past them.

Many of the cops with whom we spoke.were alternately enraged and then increasingly
resignad to the numerous journalistic and sociological analyses and interpretations
of the events during the blackout., "Those professors who are writing about the looting
being caused by resentment against the system, or that they were stealing only essentials
like food and diapers. Hell, they were rumning by me all night carrying stereos,
tape—decks and booze, ' I can't ever afford a tape-deck." Another officer commented
that he was glad to see that everyone was getting ripped-off equally, "None of that
soul brother shit we saw during the race riots, This time they were looting and
stealing from blacks, from Puerto Ricans and the Jews ...it was real equality".
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2. BAnalysis of the Two Events

The Department's experience in attempting to implement the Management by Cbjectives
program indicates ance again the problems of the descrepancy between management cop
culture and street cop culture but there are some important particulars here. While
we must assume that headquarters was well intentioned and intended the MBO program to
improve efficiency and add accountability at the precinct level, it just as cbviously
was intended to establish more oontrol over precinct operations., At the precinck
level, supervi sors as well as street cops ridiculed as well as resented the fact
that they were being asked to come up with "mumbers", which were meaningless in terms
of actual precinct level police work. They were also pointing out that “they set the
priorities that say what's important and we have to give them specifics of how we're
going to make those priorities work out here, even if all their priorities don't apply
there." Another frequent camplaint was "as usual, they‘re living in the ivory tower
at 1 Police Plaza dreaming up grand schemes without any real idea of what life is like
out here today cn the streets." We heard many stories and actually cbserved situations
in which numbers were made up for various projected activities in an empirical equation
which said "pramise enough to keep them satisfied, but rot so much that you can't live
up to what you've projected", To illustrate the descrepancy between what the management-
By-Objectives program intended and what actuwally occured, however, we present below an
analysis of intended and actual behavior in three areas: the purpose and philoscophy
of management by objectives; the development of borough and precinct level numerical’
performance indicators and objective setting at the borough level,

A. The Purpose and Philesophy of Management by Objectives

1. What was intended: The management plan described in the memo specifically
called for "an cbjective based management system, designed to develop specific
cojectives or standards with which to measure cammand performance in priority areas
of concern; ard a management improvement program format designed to assist a cammand
in reaching its Management Plan Cbhjectives through the conduct of specifically programmed
activities." Further, that "each carmand is concentrating its activity under this
program on problems it has identified”,

2. What actually tock place: At both the borough and precinct level meetings
which we observed describing the implementation plans, and in interviews with precinct
persannel assigned the responsibility of collecting the data and following through
cn the request, the major problem areas identified immediately were;

(a) local camand priorities had been set at headquarters and there was a strong
feeling that they were not necessarily the priorities or areas of concern appropriate
to their precinct, Priorities had not, as might be sensed from the language of the
memo, been developed at the local level and passed upward but had been "mandated" from

above;

(b) the fourteen priority areas had been defined by headquarters so the reaction
was that now not only was it necessary to gather statistics in these mandated areas
(save of which were not problems to the command), but areas that were continuous problems

locally still must be dealt with at the precinct level,

(c) the evaluation and accountability system to be implemented was based upon
mmbers of camplaints, recorded warrants executed, RMP accidents, etc, in the previous
year and a projection of the number for the following year, broken dovm further into
monthly and quarterly projections. The reaction of precinct personnel was that this
type of accountability system, while admitedly simplifying the monitoring process
("for those people sitting behind desks downtown"), would be of no help "to us" in
identifying or resolving specific prcblems; in addition it offered no systematic way,
of picking up patterns to account for procblems encountered in attempting to achieve
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*'t';hose objectives. In fact, it was further noted that this would result in a kind of
cor}test atmosphere" among the various Bronx precincts with the probable results of
monthly or quarterly listing of precincts by rank representing which command cameoouia:
closest to their projections, second closest, ete, Thus, there was a feeling that
Precincts would be judged on how closely they approxjmatéd the numerical objectives
which the.prt?cmct had cammitted itself to without consideration of any special problems
characteristics or changing circunstances of the precinct, P ,

B. The Development of Borough and Precinct level Numerical Performance Indicators

gt At was intended: As described in the memo, "quantification of performan

indicators into objgctai.ves mugt involve an analyl:ica’:l proc:slslggtéznc’aﬁﬁs J.mg—agct_'mge

gnha Eh;a Ese;:omn@nliedmgcgrtg; 120 qu;egl’gion,thas Zgll as the programs, resources and activities

may . achieve the cbjectives, The cbjecti i

Isnust begin a*_: thg precinct level”. The memo ogncluded with theje}q;ectaecuve ﬁﬂgﬁs
u;'pljement Cbjectives when coupled with other bureau-wide objectives contained in the

existing Management Plans will result in a more camprehensive, integrated rdinated

approach towards common priority goals". ! r SoorEE

2. What actually tock ‘place: A careful readin quot
. . g of the above e
glr'xa‘; each precinct should identify those factors which would be mportarvzui: zggg]e;siatnng
impeding atta.mngnt of the'perfomgmce indicator objectives, 1In actuality, what

performance indicator) and cons (those i i iti
: precinct operations or conditions that adv 1.
affected the achlevans-ant_of. the performance indicator). In all of the areas dJ_sczZ:d:f

?grt?i contilol of the Depart:ment): An.exang?l_:g was the Warrants Unit not getting adequate
o infequen Y even correct) physical 1d§nt11:1cations or addresses on the warrant forms,

requeﬁltly receiving photos of the individuals t+o be "picked-up"., Such "out of '
our control" factors, even when the precinct persommel directly invol\.zed with the
:rcg:t;pzé;fment of th;:it performance indiﬁcator argued that these were exactly the prcblem
mderstangcmg any improvement of performance, were dismissed with the response, "we
0 o' L1 hiave £o' 0o the best op e, e "L, 2T Just giving them ve learned
: = : _ ! t . us, the ect was, onc i
in tgliscussmns with the various wnits after the Teetings, tl’1at ttﬁ'?eaxg:{Zal?L1 'nz:s‘;gelneve;d
Jgﬁt -enE up through the system, because everyone is tco busy trying to read and
sm;efgrle)e gi;:; i:;he restw of the system wants to hear.and not necessarily what they

e dive: tig:;'.n gs'e'.mre told by one ranking officer "in this job, they slay the

(a) vhat was actually done at the precinct to arrive at a ific number cbijecti:
was to take the current number of robberies, civilian ccmplaintssf’ec%waggngs execouléid e
etc., and develop projected percentage increases or decreases which were felt to be'
Zgungavigle and acceptable to "upstairs". Next, to present the requested numerical
Stan %ed an tf‘xat percentage increase. What the precinct personnel felt would
basedbeenm re meaningful as a measurep? gvaluation for them would have been chjectives
the oo msg:e zt_;o of, fgr ezgnple, c1v%11an camplaints to number of arrests made in
the objectivé o Lmber_ dn;wa;:i O runs,.,"but, we never had any input into the format

(b) In the Bronx, the projected co-terminali i
, ty plan was to be affected within
ttlg: next. tx«rghm I—nonths: As a result, the precinct personnel were, of course, aware that
statJ_?eCttior nges involved would, to a greater or lesser’ degree, affect all of their
Stics and consequently affect cbjectives for each of the performance indicators,
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i tion on new sectors from the two i £ busi ications and igh ‘ :
inct made an effort to.get ;mfo::ma - . s vhich imported fram goverrmental and business sector applicaticns so, one might argue
S oining precincts and to calculate, as best the wﬂgrpfz%ittfsmbﬁﬁnﬁ to ~_ that there vas a lack of fit which led to the problems of implementation, Hmergency
area would be gained and which lost. When severa tootltak!ee the co-terminality changes | 2 services during a black-out however, while not an everyday event, certainly represents
Borough of the difficulty of adjusting Pl + their results in, Borough persormel. | f a class of events Wthhare legitimate and expectable in police work. Yet what we
into account, given the short period of time to 9‘;15 based on current boundaries. This | - find is tl;at thgulsime d{m%&ffe?mtlgtuim between sEr;efg cop culture and
indicated that precincts ' could turn in projectic " hose—ever baby this thing - management cop ure is operative here. Our observations interviewing lec us
was a message immediately interpreted at the precinct as aoee St through." : i - to conclude that there was a plan to cover this type of emergency which was quickly

put into operation. Then, however, when changing situations on the local scene required
; 173 adjustments to the overall plan, no one at the local level was enpowered or willing -
’ to propose adjustments in the absence of direct covéring orders from a higher authority.

was at headquarters isn't going to be around long anyway

C. Cbjective Setting at the Borough e should be certain | = This is egottmanthét to §‘u.ggeit a?ytolmw:.’l_lingness or 1 jntlﬂiligy of dge supervi risory _
L . — Area er persannel a precinct leve respond campe y and quickly to nging emergencies
1. What was ‘}nteraded: ..mrdggeam:‘\?éz shouidtg: difficult to achieve but o but rather that there is the ever present concern with "getting burned for acting ’

in déettﬁig Cba%?tﬂul:is thats?gizebe kj:ased upon a thorough review of prt;catnct :}anedltlons' . j::ndepe:?dently" ‘in affnf,‘SYStShn w%:ge auﬂlogigy and respons:‘:bﬁty arelr{ot e}qg?dt;og One ‘
achievable they ) . ches," o in ; ong time ranking officer who ocamman several precin as well as

available T'-"?—SO‘;JICES and alternz?.tlvihgr gecinc:::l ms , ;—_hatA};;e’Objectives should P headquarters positions said "if everything twrns out alright and ncbody gets hugt ;
Cbjective Setting Conference Vlthl' ' g;d finally suggested that this "conference should - and if the newspapers don't make you out to be same kind of a Clint Eastwood character '
be ™ealistic, tough but attainable’, ; who overreacted, then you get public praise fram the mayor and the P,C, who point you

be ommigatiys, sk ShssE. der and several . F the madia picks 1t tp, thon thoy don't want ol o0 on Hat SO MighE ave

o . . ' Borough Camran and sev Co e a pl it uwp, t wan ‘ you or you mi ve
2. -mt'actuallzhtogkop}gcs-erittgﬁ ﬁeﬁg gfmﬁs at ':glevel which would ser Lo accamplished in the past: they'll burn you for not having followed procedures".

precinct commanders tos =+t inq to these instructions, if the precinct conman P

defindtely be attainable, According rhery complaints 20%, then he should o What also seemed chvious during the black-out was that the structural orgenization

felt that he could, for mli' rgduce in the aré?-gf c}g’iliaﬁ camplaints and o of the precinct is such that the emergency introduction of new personnel created,

only project a reductﬁg of lzoct cmeveg érs weré ++01d to lower their projections ‘£ at leagt initially, more cl::aos than constructive input. To some extent th:.s is explainable,
radio car aCClden*ES' precin r: ‘ustifications (1.€.. increased manpower at risk v . by equipment problams but it also represents a measure of the social cchesiveness of

e e o ionas sectare, higher crine activity aveas to be included with the nev " of the ressons wiy it wme GLTFIGMLE to eotablish mixed wouk comme bf precinct and

i io : N | - X ; -

?eghtortg? Ztc) , because even’if they m@,mtheylazﬁi: ‘?Jg‘&];rl% Egoie]ih}{g?, “E.;"reail't gon—precincton;ers}!«nielw&avzs the;suspicim voicéz b;u;{anywzgficers tlc;atp:::he?eylndidi?t
significantly higher 1‘5"615 Of-mv%llan in the case of RMP accidents, e don't care Lo know persannel from other commands and therefore had no reason to trust them. They
concerned with commmity relations® oI, i "T know they don't want to hear P might be field associates, or they might be bosses fram another precinct, or even

about the well-being of the men”. Anl?_;x w:zsngét +he Borough Cammander was "looking , e headquarters, But fundamentally the prablem was that they were not known-and so

that!. In later shscuss:u:ns ﬂ;grgezt hgadquarters at the expense of the reality of ‘ P although they were cops, they didn't know what to expect from them nor could you

over his shoulder" to super

aiti o depend on them the way you could in the old days,
local precinct co ons. [

. i camander presented his ;o Finally, the black-out brought into critical focus the problems of police work in
(a) There was considerable cx:rmentarfélzz i?d;egie;;ne::me on thoslc-azr cammanders P an envircmment in which social norms and social controls are variéd for essentially
cbjectives which was, in effect, the exerc Camnents, such as "Hey, don't make . Pole political reasons. The street cop is placed in a double bind, On the one hand, no
who were projecting very favorab}e objectives. o or "where are you stealing the [ %  matter how justified the political motivation, the officer who sees his job as enforcing
: the rest of us lock like we aren't doing anytotl;;ngtéese quips . suggested in their ; P the law is placed under the stress which results when an arganization presents its
7 men to do that", although said in a joking o to those present. { members with contradictory goals or purposes. On the other hand, the street cop who
consistency and freguency an cbvious messag % : has to remain in that commmity after the emergency often feels he is held powerless
. : ee Stadium area mentioned P but nevertheless accountable in immediate situations where he must be the decision
(b) When the precinct commander responsible ffgiﬁaiag@laints over which his meker

special circumstances such as the large number O i e
conmmand ;;rd no control, he was told to reduce his estimates, When he protes

< further, he was told in a mamner that terminated further discussion “"don't worry,
;ee'll héndle any prcblems at the Borough level".

(c) In a nuber of cases where precinct camanders had questions and in same

cases where the Borough Cammander himself seexpedmcertajn, sar?Onewzscz:?szghu‘;to
call the Field Services Bureau for clarifi.catlon. In several ?Lveswesand s tC’I:te.r's‘:?@fl
called reported that they would have to find the answer themse g

the Borough with a reply.

; ‘There is the quality of a game in the present relationship between street cop

| culture and management cop culture. Thus, the headquarters-managers can mandate MBO

i or any planning model but they can't make street cop-workers treat the new program

4 seriously or honestly. The street cops, on the other hand, can and do fight back

Lo with the traditional weapons of alienated employees—foot draggin, sabatoge and stealing
P campany time, If the managers do not have the power to require serious acceptance of

8 the planning model, neither do the workers have the power to outwit what the managers

P want altogether, What occurs is described by cops as everything fram a charade to a

; race between a three legged horse and a crippled kangaroo, but in any event, all a

; _gare, When their perception that not even headquarters took MEO seriocusly and that

{
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. The Management-By-Cbjectives event was a management planning approach
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"everybody knew' that it was an "exercise", what‘ha;pens is predictable, The ~response
is a further attempt to maneauver for position in the contest, Dumpmg tickers, passing
around collars to whoever needs "to get on the sheet", breaking the picture tube on a
stolen TV set are means of c:.rcmtventmg the formal rul&s of the game, Attitudes such
as "you want nurbers, we‘ll give you nurbers; you want to treat us like kids, txry to
catch us or, why should we make ‘you lock good,? clearly denote that while most of
them know they cannot possibly win the game, they want to seek same snall victory
on the way down. .
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CHAPTER: VII

CONCLUSINS, IMPLICATIONS AND RECOMMENDATIONS

In this final chapter, we want to first bring together the diverse strards of
our analyses of the events and the social action we cbserved in the various networks
into a conclusive statement on what we found to ke the socio-cultural organization
of the police precinct. In doing so, our plan is first to describe the cultural
context within which the precinct organizes its social relations and then to describe
that social organization as a systematic set of relationships which are not as informal
as the term "informal organization” would lead one to believe. Specifically, we want -
to describe a set of emergent structures which organize social behavior and, most
importantly we believe, to describe the ccde of rules to which the officer is socialized
and which are then internalized and guide his decision making and place limits on his
"discretion". Fram here we proceed to describe what we think are the important
implications of these findings for the criminal justice system in general and police
administration in particular. Finally, we present a number of recomerdations which
emerge fram the study.  One set of recomendations describe how an understanding and
appreciation of the social organization of the precinct can lead to making better use
of that social organlzatlon for policework and suggest same Jmportant steps which
can be taken to :urprcve efficiency, effectiveness and morale in the prec:.nct We
also present a major recamendation for re-comnecting headquarters and precinct level
operations and a model of how this might be done.

A, The Two Cultures of Policing

"Early in the 20th century, the German soc:.ologlst, Max Weber analyzed the
characteristics of bureaucracy with such precision that his fomulatlons have influenced
all thought and empirical investigation of the topic ever since, Weber approached
bureaucracy as one form of institutionalizing authority relations, which he contrasted
to traditional authority represented by feudal society, and charismatic authority,
represented by any great leader who commands a following by the strength of his
personality rather than by a set of rules or a set of traditions. Weber saw that the
bureaucratic form of organization was becoming increasingly daminant in industrialized
and industrializing societies, Traditional authority works for the lifetime of the
charismatic leader, but it can rarely be passed on,

'mecotmterpaxtofWeber'stl'zeoryofblmeauci'acycanbefomwdmtheworkofthe
French sociologist, Emile Durkheim, who emphasized an organic model for explaining
and analyzing social organization. Durkheim and his followers saw society as being
analogous to a biological cell which has differentiated parts, camplexly inter-related.
This model is much more similar to that of the family than to that of the factory. The
emphasis is on the camplex inter-relationships rather than on division and specialization.

Weber's and Durkheim's models are not really opposing or competing bodies of

theory. Weber recognizes the existence of traditional authority, and Durkheim's model
recognizes the differentiation of functions, although it emphasizes the mter-relatmnships.
Both schools address themselves to the distinction between bureaucratic and organic

forms of organization. In our study of police precincts, we rncogmzed the importance

of each model to the understanding of behavior; and through an examination of discrete
episodes of behavior, we attempted to. disentangle the aspects of behavior that were
attributable <3 bureatcratic influences and those attributable to organic relatioms.

Weber and Durkheim were writing about forms of organization of whole societies
and of society in general. One development of modern sociology has been the study of

i
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and their token acceptance, for the most part, kept them outside the social bonds
which organized the Department. Pressures for minority recruitment and redress of
past discrimination led to new criteria for pramotional advancement which further

erroded the sense of solidarity supported by the similarity of socio-econamic, cultural,
religious and ethnic backgrounds.

This street cop culture still exists and we found that it is this culture which
gives salience and meaning to the social organization of the precinct. There is,
however, a campeting ethos which has developed in the Department concentrated at the
headquarters level which finds its salience and meaning not in policework but rather

in scientific management and public administration, This management cop culture secks
to maximize those bursaucratic benefits which came from efficient organization, raticnal
decision making, cost-effective procedures and objective accountability at all levels

of policing. As is true in all classical bureaucracies, the model proposed by this

ethos would do away with the organic and therefore non-rational bonds among people
as the basis for organization and decision making,

; There should be a "consistent
] system of abstract rulgs"' and Departmental operations should consist of the.applic.:ation
1 organization chart. 2 7 o* .' Srinad o thit o S CEPion 15 ey the cotrol eb Sepeision Of o bigher
‘hed by the formal oOr L i | organized so ea ower office is er control and supervision of a hig
which are not written down OT deSC?:‘b?d gbércm the organization Mt Daaréi ez'ns of informal (. one with authority and consequent power distributed in the same fashion, Employment
anagement theorists reccxmen?:_ beganlunmzaltional behavior to deteli‘f_“l‘-'ﬂf1 different fashion ' w and ac.ivancgment shogld be Egasgd_on merit and not on per_:sonal. c:harac;ter:".stics or
deductively in the analyst‘i © or(gBl au, 1974) We hire proceeded “l; Gound that the formal hal relationships. It is the individual's office or role in the organizational chart
fares in an organiza on. ! oe" first. In doing SO, : er than rather than personal relationships and informal networks which define what the job
Str\iockiig at those "j_nfo::-mal StIuCt:é‘-'?fsm headquarters coexisted V{Ethél??separation expects of the individual and what the individual can contribute to the organization,
gy eaucratic structure whlch erevat calture. From what we were tothe' cops we ed to v Since it's origins were in the business and industrial sector, it is not surprising
cgfltalned the local precinct Striecteristic of the NYPD. Most Oi e hesive Organizatlona] : that what has resulted is the gradual emergence of a Departmental structure which now,
f structure was not always dena commission” the Departmen wlture. This ethos . for better or worse, has a classical managers-and-workers structure.
Szere convinced that "before tt?le zhlnj.gh we came to call street egoP ctandings and >
Shared ethos * ’ "COde“ of shar under ;
hare for a coamonly levels through a :
. t at all leve
mnified the Dek

conventions of behavior which were

What is, we argue
even more important is that each of these functiocnally defined groupings has its own

distinctive culture and, while there are mediating points between the two, they are
increasingly caming into campetition.

well integrated ph ted zﬁagzilt;l their ‘ . At an abstract level, both cultures share the mission goal of the organization
result, the Dep‘?rmentu‘gsthan and the ethos. Because O ﬂblelrmd jarge, left to T Lo which is to cambat crime and insure a safe and secure city. Where they differ is
orgenization which val 1itical system, the mparmfﬂ;is{ﬂe Y]m,; sbout organizational ®
mtegratig?ii’go t}’xﬂiepgesults were predictable from The mrtuality X
its cwn at - - .y

: i o work time and
social mobility resul 21 bonds were increas:u}qu restrlcg?dofficers in the :
sl City'pr;‘tré'work settings. popul tionlbut also as the result of
were diminished in 2 at

(]

on the definitions of these abstract concepts and in the more concrete questions of

the means by which such goals can be achieved. The street cop culture sees local
response as being more important than preplanned and "packaged" solutions to problems
which may or may not ever came up in the day-to-day work of policing, The street

cop's standard for performance is the concept of "the professional " cop. In this
context professionalism refers to on-the-job experience, and a street sense which
permits him to recognize people and situations which are "dirty" and reguire police
intervention. While planning is not eschewed, it is this reactive "gut-level" ability
to recognize, identify, and respond in the field, rather than the internalization of
same standardized set of procedures which characterizes "good police work," Decision
making thus takes place on a personal and immediate basis., Relationships among officers
are structured in such a way that they are mutually supportive and their common interests

bind them into a cchesive brotherhood which personalize task performance as well as

social relationships. Cammand relationships, therefore, are formed in the same way

and the individual's loyalty to his working peers and immediate supervisors are part

of the same social bond which incorporates him and his organizational unit into larger
organizational structures. Since our study concentrated at the precinct level we did
[ not systematically trace the social networks upon which the study is based beyond that
= level. From what we did hear and see within the precincts, however, it seems that the
NI street cop's identification and sense of social integration do not go beyond that level,
except where such outside forces intervene in his or his precinct's functioning.

Department rose along with that of the g

Management cop culture is concerned with the problem of crime on a system-wide or

=
o
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c;lty—wide rather than localized level. It is not that management cops are unconcerned
with crime at the local level, but rather their sense of territoriality encampasses all
of the city and so they are placed in the position of having to allocate rescurces
throughout the system based upon same set of priorities. These priorities must be
weighed and established within a set of political, sccial and econamic constraints

and must be justifiable within each of these contexts as well as within the policing
context. Thus, enforcement of Marijuana laws or, as we saw during the black-out the
protection of property, must be considered by them within these variocus contexts as
part of the decision making process. Law enforcement is not the immediate day-to-day
interaction with a local comumnity that the street cop sees, Rather it is a carefully
planned, well-designed and efficiently implemented program in which the individual
officer and the unit which is his reference group are impersonal variables to be

considered.

Herbert Simon whose organizational theory has been influential in the develomment
of management concepts, maintains that decisions are made on either valuative or factual
pramises. Given values arnd information, he claims, individuals will more likely reach
decisions based on values. Whether he is in the street cop or the management cop
culture, the individuals identification with groups or task units focuses decision
making on particular goals and behaviors., His group identification requires that he
select only such alternatives nominally open to him that will also fit with the
behaviors he expects fram other members of his group. In addition, however, there
are organization-wide values which are meant to influence decisions. The congruency
of group (by which we mean precinct lewvel) and organizational (by which we mean
Departmental) influences is especially pertinent in looking at precinct level vs.
headquarters level influences on behavior. While either may influence the individual
through his set of values or through his information, our cbservations convinced us
that at this point in time it is the precinct level or street cop culture values
which determine the day-to~day activity of policing. Since these values underwrite
and inform the social organization of the precinct, they act as a determinent for
behavior and even for the unconscious dispositions and attitudes of its members.,

We have characterized this relata.onsh.lp between the two cultures as gaming, not
because we think it is trivial, since we feel that the future character of the
Department depends on who, if anyone, wins, but because so much of the response at
the precinct level is to see in what way they can maneuver around, outwit, or nullify

the moves of the others.

B. A Sccial Organization Model of the Precinct

While street cop culture provides the values and so the ends towards which officers
individually and in task groups strive, the generalized meaning of that culture must
operate through same specific structures. In formal organizational analysis an
organization chart describes graphically the hierachical arrangement of roles and
relationships as well as the prescribed channels of caommnication for information
flow throughout the organization. There are no standardized graphics for presenting
the "informal" social organization with the same degree of symbolic, if not actual,
clarity. Kinship charts which lock very much like organizational charts are the
closest approximation but not only are they restricted in use to kinship relationships,
they also tend to descrite formal patterns of relationship and cannot describe the
more social relationshirs among kin. One reason for the absence of any accepted
schematic for organic social organization is the recency of interest in this area but
just as important is the fact that there has been little attempt to describe those
structures through which social relationships are organized. In a number of earlier
studies, we have developed a tentative model for describing social organization
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(those patterns of behavior through which individuals relate in an organizational

context) which we have further refined in loocking at the police precinct organization.
In this model, the major functions which structure social relatlggs in the precinct

are organized into four major structural damains. Each of these structures organizes
a distinctive area of encuituration (learning the culture) and socialization (learning
rules of conduct) for both the formal and informal rules which guide individual and

collective behavior,

1. The Socialization Structure. This damain oryanizes the system through which
an officer learns frum others in the precinct what the job is all about in that cammand.
Ee learns, for example, what the various supervisors are like and how to work with them.
He learns what is acosptable and what not acceptable behavior, In addition to learning
the values of the culture, he is at the same time being socialized to preferred modes
of behavior in the process which is generally called "learming the system". He also
learns hew to evaluate his fellow officers within the definitions established by those

values.

2. The Authority-Power Structure. This domain organizes the authority and power
of various administrative levels fram headquarters and interviewing levels through
the chain of command into and throughout the precinct, 2n important element here is
the difference between the power or authority derived fram the legitimate position of
rank and therefore the authority structure of the sybtem, and the power which an
irdividual may hold regardless of rank as a result of "being in the right place in
the right time"” or "being well comnected", Operationally, this means that there are
several, frequently campeting, authority-power systems or networks which can be called

into operation in decision making.

3. The Peer Group Structure. This damain concerns the enculturation of culturally
sanctianed and socially acceptable maxims or rules for peer mediated behavior in street
cup culture in general and in the specific variance of that culture found in different
task groups or units within the precinct. Thus, while the values and behaviors
particular to street cop culture are shared to same extent Dy all police officers
(including many management cops), they differ among and between ranks, orgamizaticnal
levels, ethnic, sex and religious lines, and job experience,

4. Cross-Group Structures. This domain includes the enculturation of behavior
codes for interaction between the precinct and other departmental levels which includes
definitions of mediator roles and commmunication styles. Socialization within this
area defines how supervisors relate to the men and how the men in turn relate to
several levels of supervisory personnel; it considers the relative rights and
responsibilities of each and includes some of the concern such as the men's respect
for the authority of the supervisor, how it is to be expressed and how the supervisors
relate to their men, The entire system of evaluations is affected by these interactions.
Of considerable importance, but often ignored, is the process of mediation between
the two networks, Mediator roles can be quite formal as in the case of the PRA
representative, personnel officers or official deparitmental grievence channels., Many
unformalized roles, however, emerge in the pattern of relationships established in
the precinct, The "rabbi" or "hook", for example, can relate a high ranking officer
at headquarters with a street cop who mig'ht have been partners at one tims,

While these structures organize or contain varieties of social action, they are
most visible in the major processes by which the four structures are operationalized
in the social organization of the day-to-day life of the precinct and which adjust the
structures to changing demographic, political, social and econamic conditions. These
processes appeared with such regularity and persistence in our research, that we
believe them to be basic for organizing social interaction within and across each of
the four major structures in the precinct.
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a) Sorting. The first of these is the process of sorting in which individuals
classify themselves and each other according to a set of culturally defined labels.
While the specific labels may differ samewhat from precinct to precinct, the process
of sorting is fundamental throughout precincts in defining the patterns of social
relationships and work relationships. Police officers sort each other and they are
sorted by supervisors and other administrators. The fact that there seems to be a
discrepency between the sorting carried out in street cop culture and that which is
part of management cop culture can be at the heart of same of the tensions and coriflicts
bgtween these two cultures. The street cop who “"cheats a little" on his time may be
viewed as "getting back at the system" by his precinct peers, but he is a malingerer
to management. Similarly, the precinct C.0. who informally deals with such behavior
may be considered a "good boss" by his men but a poor supervisor by his superiors.
Qhanges in the sorting process over time usually indicate positive or negative
interpretations of the authority- » the peer group or the cross—grour structures,
by nbdlfymg the pattern of social contact within a particular precinct. What sorting
does in organizational terms, is to establish for each officer categories of generalized
'.'othx'ars" ba:ed tlirpon wh%t you can expe'ct from them and how they will interact with you
in given situations. Thus, you can "depend on an officer in 2
Ccircumstances but usually more than you can an officer fmﬁnmyguﬂﬁeiq;?gc%gie:rmnﬁstm
both cases more than you could a civilian.

b) Territoriality. This process includes the formal and informal relationship
between environment and behavior within the precinct and between the precinct and
other envircrments. There are obvious relationships between space and behavior within
the precinct such as the difference in behavior observable in the locker roam or in
the vicinity of the front desk. Similarly, as we saw in the contrast between the
Bronx -and Manhattan precincts, the characteristics of a precinct camumnity may
distinguish a range of individual and collective behaviors. What is more important,
however, is what we know from contingency theory about the relationship between
organizational behavior and envircrment (Lawrence and Iorsch, 1967) Organizations
are affected by their envirorment in many ways but possibly most importantly in the-
characteristic way in which effective decision making depends on the level in the
organization at which decisions are made, and how the most effective level is dependent
on the fit between the enviromment and the decision to be made, This suggests that in

diverse and rapidly changing enviramments, a condition which characterizes "discretionary”

occupational cultures such as policing, it is necessary for many decisions to be made
at relatively low administrative or camand levels because of the need for immediate
response. Different kinds of decisions are appropriate to different levels, Policy
deglsions involving police organization and control, for example, need to be made
fa.:.r:!.y high up. In day-to-day policework, however, responsiveness to the immediate
territorial and behavioral envirorment and situation is more crucial, demarding more
flexible parameters, and so decisions are more appropriately made at lower levels.

In such cases, the relative importance of each decision—that is its potential
"organizational cost"--is assumed to be much less.

) Within the Department and even within the precinct, territoriality conceived of

in the psycho-social sense that we are using it here, may also ke seen to affect the
attitudes and actions of different sub™units within the organization. Thus, sub-unit
specialization may be required to deal with the varying deamnds and requirements of

thc::‘. organization's enviromment. This same specialization, however, means that each
unit and level will have a different approach to issues that arise, It is important

to keep in mind that this is not only a matter of sub~group loyalties, although these
are important as we pointed out earlier. It is also a matter of the kind of envirorment
which the different sub-units are in the habit of responding to and the information
which tliey have about the dependence of their portion of the crganization on the whole.
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Applying these coneepts of organization and enviromment to the distinctions we
have pointed out between street cop culture and management cop culture adds same
further details to the factors which underwrite the problem of Departmental organization.
There are a nurber of pragmatic and histirical reasons for the many conflicts between
the two cultures. Under the old system, idealized in street cop culture, precinct
policing was a localized and relatively autonamous process with considerable cammand
discretion by the C.0, rather like the local school with a principal in charge. The
precinct dealt with local people and as long as there were no major distrubances which
attracted attention to it, they were left pretty much to themselves. Certainly.they
had obligations to headquarters and presumably through headquarters to the political
system, but generally, they were well integrated into their territory. Since there
was much less mobility from precinct to precinct, this sense of ownership of "turf"
increased over time. Under the new system, the management cop culture centralized
much of the decision making power of the Department and consequently, at least in the
view of the street cop, took away much of the discretionary decision making power at
the interface between the precinct and its cammumity. In addition, they increased
the number of activities for which both the individual officer and the precinct were
"responsible" through the establishement of standardized reporting and accoumtability
systems. Under the assumption that "familiarity breeds corruption", assigrment of
camanding officers to precincts were frequently changed and! ‘men were also transfered
with greater frequency. The new management cop culture thus represents a loss of local
autcnamy because it imposes tighter external supervision over more areas of activity.

c) Rule Making and Rule Breaking. This process serves as another means of
organizing behavior within and between the four major structures. In the precinct
there is a continual proliferation of rules and precedures. There is also, however,
differential enforcement of rules. The differences may lie across categories, such
as supervisors or men, between different individual enfeorcers or offenders, over time,
and in different places. All of the camonent factors which cause rules to be made
in particular situations and to be variously enforced depending on personnel or
circumstances, provide indicators of the social organization of the precinct.

Collectively, these processes which mould and channel behavior within the four
structures we have identified are expressed in the form of behavioral expectations
and conventions which set the limits for approved behavior in the precinct., We have
came to call this loose collection of understandings the "cops code". By this code
we mean a charter for action, a set of shared understandings which, while not written
or codified, are understood by all members of the precinct and limit the degrees of
variability of behavior permissiple for individuals. Such limitations are the price
one pays for group membership. Tt is the charter which provides the "formal" camponent
in what is usually considered the "informal" system of social organization in the
precinct. A senior officer, for example, will allow certain degrees of freedam for
a more Jjunior partner's behavior on patrol before invoking the charter to describe
(and sanction) the expected behavior in either the socialization structure or in the
authority-power structure or, in sare cases, in both., Similarly, a boss will allow
variability in a police officers behavior until the variation exceeds the limits
established by the code's definition of officer behavior or before he invokes the
code's sanctions. Invocation, by the way, is used just as frequently (and possibly
more frequently) by a lower person or group to a higher person or group as a means of
redressing same perceived wrang which exceeds the limits established by the code.
Also, our research experience confiimms the cop's belief that superviscors are usually
reluctant to make decisions or absolute rules which might set a fixed pattern of
enfarcenent. This reluctance to impose specific rules means that much of the daily
life of the precinct proceeds fram the shared understandings of the code rather than
fram specific rules. The process of invocation of the code cames to represent the
major social control mechanism within the precinct,
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This "cops code", while it is always described as "informal" is as we have pointed
out cbove is also "formzl" in that while it is not written, it is understood by everyone.
Similarly, the behavioral guides which are part of it are often as closely linked to
the formal structure of the Department as they are to the informal social system of the
precinct. Actually, what the cops code does is to link the formal and informal structures
by allowing degrees of freedam within which the officer does have discretion. In this
sense, the formal aswect of the code ties back in through the authority power structure
to the management cop culture so that breaking one of the formal Departmental rules
means that "they can get ycu". But the cops code also contains conventions and shared
understandings of acceptable behavior. Violating cne of these rules, which reach through
the peer group structure and socialization structure into the street cop culture, will
mean social criticism and sanctions because "you're not behaving like one of us".
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L a. Watch ‘out for your partner first and then the rest of the ‘quys working that
g tour. This rule is fundamental and expresses both the strong sense of dependency
o and mutuality and the sorting that takes place even among peers. "Watching out" means
Lo locking out for the interests of as well as the physical safety of the other guy,

| ~b. Don't give up another cop. This is an injunction to secrecy vhich is based on
- social bonding and might better include "and then he won't give you up". Here again
&2 we see.the importance of sorting since there are situations in which, as in the case
Lo of Officer Kelly and the officer who cammittes suicide, being a cop doesn't necessarily
RN mean "being one of us". .

‘c. show balls. This enjoins the individual to be a man and not to back down,
particularly in front of civilians, Once you're gotten yourself into a "situation"
take contrel and see it through.
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The cops code is the principal social control mechanism within the precinct social
organization and it not only shapes their behavior but also distinguishes or sorts the 2
"good" cop from the "bad" cop. In the sense that we use it here, controls within this Lo d. Be aggressive when you have to, but don't be too eager. This is related to
social system begin with values but ultimately they becane internalized as maxims which P the previous maxim but has a sanewhat different conmotation. Oldtimers will tell new
carry with them sets of sanctions or unfortunate results when they are not followed. o men that when a "situation" develops get on it but don't be too eager and go locking
We extracted a set of maxim or injunctions fram our cbservations and interviewing in P for trouble. If you get a radio run on a "crime in progress” for example, it will
both precincts which form such a code. Once we had developed our version of the cop's P probably end up being a "past" crime, by the time you get there. '
code, we "said them back" to cops in both precincts and elsewhere in the Department to P8
see if our list was recognizable tc them. In the process of so doing, we discovered Lo e. Don't get involved in anything in’another‘guy"s sector. This outgrowth of
that there are really two sets of maxims which make up the cop's code. One regulates e territoriality now means that you shouldn't interfere in another man's work space
relationships in the peer group and relates street cops to each other, The other set because he is accountable and must live with the consequences, 1In the old days, we
of maxims, which we believe is becaming increasingly powerful and pertinent as a result . are told, this meant don't muscle in on sameone else's action. '
of the tension between the two cultures relates street cops to bosses. Before describing
these codes, it may be worth while to look quickly at codes of rules described by other } = f. Bold up your end of the work. Here the cop is told that if he slacks off
investigators of police culture. Do unreasonably or too frequently, samebody else has to take up that slack.

A nurber of researchers and writers have described specific aspects of the 1 g. If you get cauglhit off base, don't implicate anybody else, This is an extension
"informal" cops code of conduct. Westerly (1953), for example, indicates that the of both the "don't give up another cop” and "show balls" mexims. Getting caught off
code forbids police fram informing against fellow officers. This "code of secrecy” i base, which can range fram being out of your sector to more serious or even illegal
is also described by Stoddard (1968), Reiss (1968) and Savitz (1970). Skolnick (1966) Pz activities, is likely to bring down trouble or attention on the entire group so that
suggests that danger, and the requirements that officers use authority against civilians , Loy anyone who is caught should take his punishment and not implicate others,
contributes to a sense of solidarity which makes them isolated and dependent on each L
other. This interdependence provides the basis for a code which is characterized by h. Make sure the other guys know if another cop is dangerous or "crazy". This
suspiciousness, clannishness and secrecy. Rubinstein (1973) presents a number of P means that while you would not give such a person ui:: to the bosses, you should let
mexims which he saw in operation in Philadelphia. These center around aspects of other cops who might be working with and so depending on him know what to expect,
the cops job. Thus, in exercising authority the cop learns to assess the physical P ) |
attributes of the person or persons he is attempting to police. Since he must be in L i. Don't trust a new guy until you have checked him out, Because the social bonds
control of the situation, he learns how to "bullshit" to avoid using force. A gocd } are so strong and because of the increasing suspicion about field associates, it is
cop always wins and must learn to control his fears by lcoking for signs of danger ; necessary to use the grapevine to find out who and what a newcamer is.
and learn quickness, resolution and decisiveness which urge him forward when others 1 _}
withdraw. He musi show courage in the face of danger or potential danger and a ' L j. Don't tell anybody else more than thev have to know, it could ke bad for you

‘ [ and it could be bad for them. Generally this means not to volunteer information

distinction is made between a cop who is willing to use force and one who is eager to
use force. An officer urwilling to use force is viewed as a danger to everyone who Ey
works with him. Manning (1977) points out that because of discretion, the code is '

made up of rules which are usually site-specifc. He sees a general cynicism about :
rules which came fram above and sees the "cover your ass" perspective as particularly

important.

because you may involve sameone else when they don't want to be,

k. Don'ttalktoo much ‘or too ‘little, Both are suspicious., What this means is
that following the norm is important. Samecne who talks too much is known as a "big
mouth" and may be covering up and sameone who talks too little may be afraid to say

too much about himself.

C. The Cop's Code ' T 1. Don’t leave work for the next tour, This covers a number of possibilities,
. . . : leaving the car without gas or not making out & cawplaint report or anything else that
We found that the cop's code which responds to street cop culture in defining 3‘ o neans the next tour has to clean up after you.
relationships with other cops contains the following maxims: ‘
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There are other less pervasive maxims such as "always take the same vacation days
with sameone wiho is
ly only available because no cne else wants to work with him, There are aiso
job or situation specific maxims as well, but those listed above were found in both
precincts and were recognized by everyone with wham we spoke,

Ther> is also a Cop's Code. which contains the maxims concerni olati P
management cop culture through the authority-power structure, ing relationships with

a. Protect your ass. An implicit assumption here is "if the system wants to get
you it will", and so the prudent officer makes certain that he is covered, This
injunction is indicative of the individualism and isolation felt by street cops but
the attitude and its behavioral consequences are just as pervasive amcng headguarters
cops. Traditionally we were told, when one culture unified the Department, the system
protected the individual; now its every man for himself,

b. ‘Don't make waves. Here again the maxim advises that the officer not be
a "troublemaker” in the bosses' eyes but it also says "don't mess with the system".
Being a troublemaker means that supervisors pay more attention to you and consequently
you bring unnecessary attention to what your peers might be doing as well. Asking
two many questions about procedures or making too many suggestions about how the system
might be improved also brings too much attention fram the bosses.

¢, Don't give them to¢ much activity., If you are "too eager” and increase your
productivity in a given month, says this maxim, you bring unnecessary pressure and
attention not only to yourself but to your peers as well, Next month "they" will
expect you to do even better than you did this month and they will also guestion why
your peers aren't giving them as much as you are able to produce. In the old days,
increased productivity could mean favorable attention which might lead to a detectives
shield or at least a few days off fram your C.O. Now, because of the financial crisis,
there is no possibility of advancement anyway.

d. Reep out of the way of any boss fram outside your precinct. In the day-to-day
life and work of the precinct, the officer cames to an accawodation with the precinct
bosses in terms of what they expect and what they will tolerate and so he knows the
limits placed on his behavior. AaAny boss fram outside the precinct is an unknown authority
figure whio might turn you into a camard level cutside the precinct. This removes
control fram the organic relationships within the precinct to the unknown and impersonal
control of the Departmental authority structure.

e. Don't seek favors just for yourself. Here again, the sclidarity of street cop
culture tells the officer to look out for his peers in relating to the bosses, This
is most frequently expressed in terms of not "sucking uwp to the old man" (the C.0,)
or Lo the administrative lieutenent whose roles in the precinct are more directly
related to the individual officer rather than supervisory to him as a member of a work
group. The desk lieutenent and patrol sergeants -on your tour,however, are directly
relatzed to on—-going work conditions and keeping them happy hopefully will keep them
"off everybody's back" during that tour.

f. Don't take on the patrol sergeant by yourself. Since tha patrol sergeant is in
direct supervisory control of the officer and his peers in the task group, the immediacy
of the relationship means that his working relationship with the men sets the tone for
that tour. Applying pressures against a patrol sergeanc in retaliation for a real or
perceived wrong, will only work if all your peers cooperate.
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One of the first guesticns an~offlce1—:'as}’<; gzze 1;ear2m
w is Twho's working and who has the desk?" He is asking 1:181‘:: thbosses chat
iy +hat tour and specifically who has the desk. Knowmg—th-et osses means et
;gl.ilmc':danozdjust your expectations for the tour to what you know about th expecta

g. Know your bosses.

i i that if an
h. Don't do the bosses work for them., In operational terms this means

- P . i —volved in misconduct, it is not
e S t a ~ is shirking his duty or wvo - ! g is
gﬁf;o;espor }G‘ngz;iﬁiy topiz]]..l a boss about it. While the sense tg; n;tsztgaleptzo;l?é—l‘égr
on: :;ource for this attitude, it is sametimes expressed as = =
doing that". ‘

i = is5 i ts the

i. Don't trust bosses to jook out for your interests. .tmasmaxn; egep;elizg S

. Tew of life at the top. The management Cop, 1 lS uppo ' Einds

e as noo VS' or expedient to "protect his ass" from his superiors as th: sa?e
If he h;;y £o choose between you and his career "hgls go;.zg ;Zciakt;at S S ey
isi cu would". A munber of officers attributed tl'?l: to the act it O bove
dei%smn"zl‘ Tbs the ladder he holds on for dear 1ife", particularly a A
Ofpta.'n.;l-lc?fx w;u:cl:lh arlelpappr;m’cive. It is interest:‘.ng_also that“these qm;‘::md :igis:heae: iy
Shaile in the private sector a manger has the opticn to.lea\./e ?nil: i e avatiable

there is scme disagresment with his sup:—::_:ior, .‘thl'.S option 1s “Oarfﬁ

in the Department, because "he is stuck in this job just as we are .

does.

. e s < ~Anct
Figure 1 which follows is a schematic representation ol this model of precin

social organization.
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D. Issues for Reconnecting Precinct and Headquarter's Culture

The emergence of a precinct social organization model envalued by street cop
culture and translated empirically into the cops code is of more than academic
interest. It points to what happens in organizations in general and in police
organizations in particular when management culture attempts to provoke chance rather
than negotiate it. First of all, well intentioned but eager police managers have
sought to intervene in police work through replacement, rather than adaptation. In
the replacement method, we attempt to replace inefficient or outmoded techniques with
new, nore efficient ones. The great technological advances resulting from the
scientific and engineering discoveries that have revolutionized agriculture, industry,
and medicine provide outstanding examples of this technique. The second technique,
adaptation, is more gradual and involves redefining or modifying existing practices.
Certainly, there are technological advances that can replace ocutmoded approaches to
policing. Generally, however, we should assume that the major changes needed to
produce more effective police work require attitudinal and behavioral changes both
in the precinct and at higher administration levels as well. This means changing the
system rather than attempting to change individuals as the only effective means of
institutionalizing changes. If relatively permanent (structural) changes are brought
about., police officer perspectives on policing must also be changed (1) to introduce
appropriate change in attitudes as well as behavior and (2) to maintain support for
the changes once they are introduced. Often, we speak of the need to achieve a
certain "climate" cf sentiment and opinion in order to produce change. Such changes
in attitudes are essential but they will not be sustained unless the new ideas or
techniques are incorporated in the value systems of the Department, or become items

on the agendas of both precinct and headquarter levels.

Sametimes the erroneous replacement approach can be seen in programs which
attempt to directly impact the individual, to alter his attitudes and behaviors.
Thus, programs such as "ethical awareness" fail because they do not build opportunities
for change in the groups, structures and systems which influence and support the
behavior of the individuals who are memkors. The individual may be motivated to change
his behavior but he is unable to find the necessary reinforcement in his reference

group.

A second major cause of failure is a simplistic notion of planning, a conception
that concentrates on the "predict and prepare" model. The predict and prepare model
starts with the assumption that the main role of planning is to guess or predict the
nature (or as we saw in the events surrounding the MBO program, the number) of future
events and to prepare to cope with them. At worst, this form of planning takes current
and past trends, scotch-tapes them together and comes up with a possible future.

At best, this planning method can provide us with reascnable forecasts of future
trends, based on clear-understanding of the laws as well as the patterns and facts
of past and current processes. But the method does not begin to deal with the real
goal of planning: designing a desired future state. Predict and prepare is a trep
for the planner: it allows him no space to design and create his own models.

Yet the value of planning does not necessarily lie in the plans it produces, but
in the planning process. Process is the most important product of planning: for
effective and efficient police work, this process must be a process that enlists precinct
level involvement and suppori. Planning here cannot be done for the precinct; it must

be done with the precinct.
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Adaptive planning implies flexibility in program design. Only the
flexible plan can deal adequately with unexpected environmental changes. Adaptive
planning implies an adaptive organizational structure: a structure that is geared
to rapid change. Most important is the ability of this structure:to dlscgnnect fram
other organizational structures and chart its own course. If ciministrative procedures
and elaborate predictions are emphasized, the organization is quickly buried in red
tape. Vhere change and stability are in conflict, the adaptive organization—and the
adaptive planner-—opts for change, using techniques of intervention as a strategy for

change.

The third prevalent mistake is that of emphasizing either broad-scale involvement
or tight coordinaticn at each other's expense. There are excellent historical examples
of this error. One was prohibition. The Prohibition movement recognized the difficulty
of getting masses of pecple to @bstain from alcohol and sought to simplify its task
by drying up the sources of alcohol without attacking the social behavior alcohol
supported. As a result of this disregard for the public, prohibition succeeded legally
but failed socially. The impact of prohibition was far too narrow and rigid to be
Successful as social intervention. This rigidity was a result of "management" which
wes highly structured and well-coordinated, but which had no actual roots within the

general public.

An example of the opposite error is seen today in the ecology movement. This
group faces the complex social task of changing the consumption and living patterns
of the nation. Unlike the prohibitionists, however, the ecology activists have formed
a broad~based movement within society and have substantially ignored the need for
management and coordination. This has resulted in an overwhelming lack of focus,
discipline, and follow-through, with environmental groups frequently working against
each other as they pursue conflicting goals. Thus despite, and because of, the millions
of people involved in ecology activities, pollution continues largely unabated.

Where the prohibition movement was lacking in public participation, the ecology
movement is lacking in structured planning and evaluation. The problem is to bridge
the gap between a narrow, disciplined operation and a broad-scale but ineffective one.
In the case of policing, two different processes are involved: developing joint planning
structures capable of implementation, and actually implementing the program with the
help of these structures. Both these steps are camplex, and success in completing
them would depend on a careful use of planning and evaluation designed both to involve
and to coordinate a planning capabilityat the local level. The rigor of contemporary
planning and evaluation techniques is attractive to any program manager, but such
techniques are effective only when they can be combined with an operating local
interface level orientation. All of the errors we have discussed illuminate the basic

and crippling dichotomy of the two cultures of policing.

During the course of the study, we met with the head of the office of management
analysis in the Department in an attempt to obtain Departmental approval for an
observational study of how policies and decisions flow downward and how requests move
through the system. In the course of the conversation while attempting to demonstrate
the importance of such a study, we described to him, in much the same manner as we
describe it earlier in this report, the empirical reality of the futile attempt by
management to implement,for example, the management by cbjectives program. After first
indicating that he had not been responsible for or involved in designing or implementing
that program, he then went on to point out that the Department knew all along that
the MBO program would not be accepted in the field. We asked why, if "the Department”
knew that, they went zhead and tried it anyway. He went on to describe quite accurately
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the negative attitudes held by street cops towards plans eminating from headquarters
as well as pointing out that there would have been same incremental gains fram the

program.

There is an important reason why we include this story. As so often happens in
studying organizations which have conflicting or campeting dinterest groups within
them, we came away with the distinct impression that what the two cultures of policing
say about each other is by and large true. At first, this seemed quite discouraging
since, if it did in fact represent the empirical reality then how could the results
of our study do anymore than reinforce what each knows about the other. Unwilling
to assume that it's only benefit would be the more academic one of problem finding,
we saw his challange as essentially one which asked "what is this all going to do
for us, since we already know most of what you are going to tell us?". For whatever
reason, we never received permission for the communications study at the central
headquarters level. Consequently, whatever recommendations we do make must be viewed
as eminating specifically fram the context of precinct level operations. 2as such,
they are not informed by any intimate knowledge of the problems or functioning of the
higher echelons of the command structure, except to the extent that we heard about
management cop culture out in the precincts. With this caution, however , there are
specific recommendations which we do make based upon our precinct level experience
and what we know from research on organizational behavior. Research on bureaucratic
organizations repeatedly reveals that the intentions of personnel often diverge from those
which are formally stated for the organization. Subordinates develop notions of
their responsibilities to conform with what they are willing to do. These conceptions
may or may not come close to the objectiwves that those responsible for management had
in mind. For the individual this can mean achieving a degree of freedom and autonomy
but at the expense of both accountability and the proper function of the system. W%hen
the goals of a system are not owned by the people responsible for maintaining the
functioning of the systems program, the system is in trouble. The result is that no
one really knows what is supposed to be happening in the system, much less what is

actually happening.

This principle, which can be stated as "individuals seek to maintain themselves
as individuals", may be translated into twoc maxims. The first is that people are not
really committed to decisions they feel they have no part in making. A second principal
is that subordinates attempt to liberate themselves as much as possible fram organizational
controls. They strive to maintain and even assert their autonomy by hoarding information,
supplying inaccurate data, and generally providing only half-hearted cooperation. We
believe that.what we learned about the social organization of the precinct, the street
cop culture in which it finds its values, and the cops code which operationalizes it,
allows us to make some specific recomendations on how understanding and reinforcing
the positive aspects of that level of organization can improve both policing and
managerial responsibility.

Most of the officers—-whether street cops or management cops——described a pdlice
department organizational setting in which the upper echelons of administration
controlled the setting of objectives, with little or no consideration given either to
the demands of e environment or to the recommendations from the field even when they
asked for them. The direction of recent organizational research clearly indicates
that the interface between the operational environment and its contingencies should
lead to the key strategic question, "what business are we in"? (Jaerence and Iorsch,
1967).. This sama literature stresses that organizational controls originating fram
superiors and canveyed downward to subordinates should be accampanied by a meaningful
upward flow of influence and cammmication. When control is one-way there tends to
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be token compliance to the "jetter of the law,” emphasis on the short over the long

run, hiding of infractions of rules, and reduction in subordinate creativity.

Accordingly. organizations should seek to open, on a permanent basis, the avenues
evels of administration by which feelings are expressed,

of cammmication between 1
ess is encouraged, information is transferred and the system is changed. In

general, commmications will pbe improved and increased, while at the same time
enhancing the personnels’ sense of participation.

an important point related to the facilitation of jnformation is how it is used.
Information forms a basis for analysis which, in turm, provides a basis for evaluation

and decision-making. It is important that information be used in
not for the control of personnel. Real emphasis must be placed on

i ‘ng methods and principles, not as a monitoring
mechanism. Proper use of evaluation keeps necessary information flowing fram persons
who would otherwise feel threatened and obstruct analysis.

Fssentially, based on our precinct-level experience and what we know from the
organizational literature, there seems little question of the critical relevence and
recamendation for decentralization as the major practice—oriented
Such recommendations, however, are increasingly commenplace
major-urban-area police systems in
suffers from its generality and lack of

outcome of this study.
in studies of organization in general and of
Such a vecommendation, however,

particular.
specificity leading to a police practitioner response of naivete' on the part of the
researchers. Pragmatically, it also means that the management culture either ignores

or subverts such recammendations by delegating inconsequential areas Or functions

over which it doesn't really have effective cantrol in the first place. We wish to
avoid these possiblities by specifically recommending that program planning and
evaluation be decentralized through the specific mechanism of setting up precinct
level planning units coordinated with central planiing. In explicating this
recommendation, we will, of necessity, be able to say jittle about how such mits
might intersect with borough and headguarters jevel planning and evaluation operaticns

because our research was restricted to the precinct level.

E. Recommendations :
when we undertook this study of the social organization of the police precinct, “{‘
we indicated that there were & nuber of policy and decision-making implications
frcm the research. We also said that the ethnographic

which we expected to emerge )
ed was designed for problem-f£inding rather than problem— ¢
le to make

methodology which we have us

i i ied some important problems, we might be ab

same recommendations which would inform policy and decision-making in the Depa

As a result of the research, we feel confident in making recommendations at two
levels. First, there is much that can be done to sustain and improve the morale,
efficiency and effectiveness at the precinct level of policing. At the same time

it is essential to develop a strategy for the re-cannecticn of the precinct level
street cop culture with the essentially headquarters centered management Cop culture.
Finally, we propose a specific mdel for planning, evaluation and managerent in police
work which we believe will effect that re-connection.

1. A Precinct Social Organization System for Optimal Efficiency and Effectiveness.

Consistent with our model of the social system of the precinct and with the
formulation of the optimal

personnel. performance requirements of policework, is the
ectiveness without adversely

social system designed to meximize efficiency and eff
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affecting morale at the .

: ; precinct level. Same

rovide th . planned chan ,

Ij?nconsista?th:rghtﬁsgi‘s’iigi i;Iel ;gmsthOf efficiency and effecgi\’zeggsﬁ?ﬁ{llguit

optimizi i . e policing function requi

pzrs Ongélllg Sggi;cng ancli authority structure requirements coulz ;lld:pe‘l‘eacemsénd@nversely,

included to xeducem;tesi adaptations to the social organization of theuerstr.‘ess on
e stress and other dysfunctional social and Psyd’lologigaic;zg;lgi

We are convinced that thi .

level of or ; ; . s study ?uPplleS ample evidence th i .
reforence ggrgﬁgzatt;:n provides the police officer with his mjorafn;ﬁlﬁdﬂ;e pricmct
the precinct soc’:ial growing alienation between the street cop culture whi ocia
hostile and competi tgrgan_lza’m.on.and the management cop culture which i l?h surrounds
precinct. The msﬂtze' is erodmg bOth the effectiveness and efficie.nS v;?;et}éll as
this is indicative of ngre g;qoup a.xllenatlc.)n and individual stress. We b?l,ieve tfla
represents an articul tege an just an isolated series of personnel probl c
froat £, We tse ch = ane‘wmespread malaise requiring immediate gttenfris' but
science, a literature andm treatment" purposely because there is, within o e
science, 2 Literature and a perspective thich deal with such Fabel A pees
and writing describgs : CthI:]al behgvn.or which results. What this line of oo
an organization as as méih an increasing movement away fram the managerialonotrizargh
human needs for satisf anism designed primarily for task performance whil o
task performance U;iiacuor'1 and defense against anxiety primarily as str Tegarting
optimm satisfactio ?r this earlier view, the organizations aimywas t.cﬁnfc;alnts -
organization, such Zsombgth tﬁSk and socio-individual needs. The fom\alaas;:Zis £
o be 1/ ‘what we have called the authority-powe 0
of mecggiggmlg designed for the coordination of tas}{ mrngStrgtu% e eyl
through a varignty g:séychologlcal needs of personnel were 7'infr.)rmally'.' attzng:a)r?;qatlon
for task performance Pegsggrru:l management techniques designed to insure optimal conditi
of social Organizatién ot recent concepticn which is consistent with our formula on
behavior into both pl azlm n temp(ti:s to incorporate the intra-psychic aspects of o : tlon
requiring task organizati g and management. This view would see police X rganizational
the relationships betweena 101;; sentient organization and some mechanism fo‘gor ati
we mean & group Stricture W':h two as coordinant rather than separable Byr,e,;JUlamg .
he feels affectively invol ith which the police officer can identify a..nd ) entJ..ent
an organization to Zachvotl‘fd .- An effective sentient system relates the :éntgemlCh
rather than antagonisti other and to the organization in ways that are su s of
"formal organization” ic to task performance. As we have shown in thi ppoTEive
conscious and t:s }J;On ~of the bureaucratic authority structur. can be S research, the
"informal" because géented. Sentient systens on the other hand are g;:zfd 1 bedas -
most effective organization largely mconscious and seldam explicitly displ od.
This, for :Lnstangg :-Lzal-on is one where the task and sentient syste:}r,s arp o e
More pertinently this wcﬁcllyseetombe the nahturalE o e o for a family business ?gal?;%de?t‘
single culture pélice depart to have the case in the good old days of ‘t}; 972).
days implicit in street o ment and, if we ave right that the nostalgla s hose
wmnderwrites the impo rtancop ture represents what cops believe should beOJr.; .
some common focus. Suchce of I?rmglng task performance and sentient syste rue today,
and 1 ibrium o:f o organizations, however, usually require COnd?‘éions oéntzab .
coping; with fluxuatin ronment to be effective. They are usually not succes fui ity
in large urban policegd:;al;ampégg oy, con viromments which is cbviously the ca::
sentient sys ; . Y. nsequently, we shoul

systems will not coincide perfectly and thatyti:he reacl> pfolﬁc;sﬂ‘:gtfigk and

a

means of reconnection, whe ~ ;
and successfully nediated.mby the boundaries between them can be more satisfactorally
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Individuals contribute overtly and consciously to organizational tasks by
carrying out their raticnally defined goals within the groups defined orgranization
of task. Unconsciously, however, they project into and out of the group, their
assumptions about themselves, about cne another, about the organization and about the
environment. In this way, the group may be said to behave "as if" it had made
certain assumptions about itself, and so it invades the personal boundaries of the
individuals who are part of it. Many police officers told us that they feel that they
are viewed by "the bosses" as either "malingerers or fakers" who must be constantly
watched and controlled to avoid misbehavior. This is internalized as a presumption
that what the Department wants is to make sure that they are accountable in terms of
physical presence for a full 8 hour tour without too much concern for their own social
and individual (sentient) work-related needs. Finally, recent develomments in ego
psychology and object relations theory which focus on the mediaticn between the
environment and the inner world of the individual, present an interesting analogy for
consideration. For the individual, the ego is considered an executive faculty which
mediates his inner lifée and his external reality. By extension, we might say that
the analogous executive faculty in groups is leadership. Thus, how the precinct
or sub-unit leadership as well as the management cop culture defines the external
reality of policing is critical to how each member of the Department will come to define
it. The paradox is that mutually dependent as they are, the individual and the group
are nontheless distinct. Bringing them together productively and satisfactorily
is the purrose of optimizing the social organization of the precinct.

Based on our study, we recommend that the precinct level of organization and
specifically the precinct cammanding officer should be given the responsibility and
the commensurate authority to provide full opportunity and capability for meeting the
following five essential requirements for optimizing morale, efficiency and effectiveness
among precinct personnel. :

1.A Precinct personnel system must be responsive to a hierarchy of individual and group
needs which include social and psychological needs. This requireient indicates that

a planned social system for a precinct must provide for a variety of needs for individuals
and for groups as well which should be under the administrative control of the precinct
leadership. While certain of these needs can only be met through personnel systems
development over time, some are responsive to immediate treatment through organizational
design or re-design. The two most important needs which are responsive to design and
planning and which have important effects on personnel morale and effectiveness are,

(1) the need for a task environment that provides incentives for performance based

on rewards available for good or superior performance, and (2) the need for prestige
and self-esteem derived fram menbership in a task group or environment. The immediate
precinct level organization must have at its disposal a mechanism for immediately
translating superior perfomance into rewards that have value to the officer. For

the most part, officers view Departmental rewards as not comnected to what they do

on the job, but to an external, for the most part arbitrary system of pramotional
exams. The precinct commanding officer currently has the authority to reward a very
productive officer by taking him out of wniform and placing him on some precinct
detail. This has worked as an incentive, and morale booster. However, the rcle

of the radio and/or foot patrolman is such a key one in policing that the organization
should also be able to provide rewards and incentives for "good" men to stay in

wiform on the streets. Here, consideration should be given to providing some form

of hardship pay to individual officers according to their job in the precinct, or

-

perhaps to entire precincts, according to the activity base of the cammmity that
they are policing.
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I wWhile the job itself may be presumed to have a certain degree of perscnal value

+o0 an officer, including a measure of self-esteem and pride, improving working _
conditions and the work place is important in this regard. We frequently rode with
officers who provided their own tires for the radio cars and even did sare minor
maintenance on their own. Many cars are in such poor condition that they also z‘adversely
affect response time. The Department had initiated a system of "curbs::Lde" repairs
which was useful and well received. More effort should be put into this program,

even at a time of Department-wide cut-backs. The precinct station houses thgmse]..ves,
at least the two in which we worked, require cansiderable upgrading also. ‘Whlle it

is not financially feasible to replace them, refurbishing them wox.lld‘prov1de a

better habitat and, we believe, better morale. Physical fitness is important, yet
most of the gymasium and physical fitness equipment is supplied by the men ther.nselves
as a contribution through the precinct social clubs. During our study, even this
source was in jeopardy when it was determined that the prof%ts fram the sale of soda
fram a machine paid for by the club was inappropriate desplte.the fact.: that"che soda
was sold by cops, to cops. Departmental funds should underwrite physical fitness as

a requirement for police work.

2. Any social system is structured to provide a social order -whiclr.l"gsf_:ablishes a division
of labor, a system of social stratification consistent with that division of lal:_>or,

and the allccation of resources within that system which are perceived as functional
rather than dysfunctional to the maintenance of social order within the group. A
precinct viewed as a social system must provide for the division of labor consistent
with discipline and policing requirements which is not dysfuncticnal for morale,
effectiveness, and retention requirements. The situation created by the awarding of
gold shields to Detective Specialists has to be dealt with in the manner that
apparently most of the officers in the Department are in agreemer}t with, albeit those
in authority are hesitant to enact, since it means that somelofflce*;s would lose noney.
Its impact at the precinct is devastating to morale. Tl?e_ye is a major area of.research
on human organization which indicates that social stratification (or.so%-tlng) is most
effective and acceptable to the membership of an organization where it is c':lea}rly
related to obvious distinctions in dividing responsibility and authority w%thm the
division of labor. That is to say, that within social organization the"ce is a high
level of agreement with the boundaries established for social cla;se§ (lncludlr}g
agreement on the distribution of rewards associated with membership in tl'_ue various
classes) if it can be demonstrated that these class distinctions are val..ldated by the
assignment of differential responsibility within the organization. It is also
important in considering planned precinct social systems and part%cularly important

in dealing with the question of rank classes. Given consistency in the assignment

of responsibility, authority and rewards within the broad social classes within the
precinct, the social system should be less subject to social and personal stress

pressures.

3. Any social system is a collective of both individuals and groups. Individuals
within these groups respond more to peer pressures and evaluations x:u.thm these
groups than they do with larger social entitites. It is at this point that the
social system of the precinct as both a social cawmmity and a tgsk group is most
readily and positively amenable to constructive organization design. We know from'
our research that officers respond to immediate group pressures with greater certainty
than they do to larger collectives. Thus, organizational de§ig1:1, canbmed with
personnel systems design, provides an opportunity for establishing functional task-
oriented organizational groups which need not be in caonflict with either the .
administrative hierarchy or the satisfaction of needs requirements of that social
system. These factors should be considered in personnel evaluation which should be
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2. A Precinct Ievel Planning Model.

. . . ous
lier in this chapter, we indicated that while decentrallzatld:iivgiswinthgﬁzl

i it for the Department, many studies make sx.:tch‘a TECCITmETN o ren
hlgh'pr:'Lo}:Ltymecha.n;'Lsm for bringing it about. As we mdlgated, tlie rei cis o
Sgetﬁ;ﬁlﬁg Zecentralization or the delegation of me§sent1al arﬁdaggne Y unw jipadt
?ftlinc:;ons to lower levels of admini stration. The major n:_\c:orcrnranth g f\mgmmction ou
of this study is for a specific model for decentralizing the pd NG e el tave.
a first step in the re-connection of management cop culture an
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Planning is at the heart of the management function and is essential to the efficient
and effective operation of policework. As we have shown, there is virtually no
planning at the precinct level where the "planning officer" actually is a conduit

for statistical information requested by higher administrative levels. As a result,
precincts appear to be reactive to whatever situations develop within their boundaries.
In actuality, precinct territoriality provides both the precinct and the Department
with an excellent opportunity for organizational intelligence based on the intimate
knowledge which the street cop has with his territory. Conversely, much of the
policy and decision making at higher levels of administration are perceived by
precinct level personnel as arbitrary and wmrelated to local needs and conditions.
This in no way diminishes the importance of retaining major responsibility for

policy planning and decision making at the central headquarters level, but rather

is intended to supplement that capability. ‘

Each precinct should have as an integral staff unit for administration and
operations a Planning-Evaluation Unit which would be charged with planning and
evaluating precinct level operations within the policy guidelines of the Department
and in coordination with Borough and central headquarters planning operations. The
unit, which would be staffed by officers trained in planning and evaluation techniques,
would also be responsible for evaluation of programs and procedures and for providing
the precinct Commanding Officer and his administrative staff with the relevant Departmental
guidelines within which operations are carried out. The Planning Unit would be directly
responsible to the precinct C ° but would maintain its relationships through the
chain of command to Borough aid planning and evaluation units at headquartetrs in much
the same way that other specialized operational units do at the present time. Officers
who receive specialized training in planning and evaluation would have job mobility
among these levels and this would; hopefully, encourage headquarters level personnel
to spend more time in the precincts. The basis of centralized planning and evaluation
has always been thought of as a stream of good informatien fram the policy environment
to the planning unit. Good information is typified by relevance, currency, accuracy,
use of correlative forms integrating vital parameters, and an organized format that
encourages use. In police work, however, such integrated information is contextual
and likely to be individualized from locale to locale. 2And, in the absence of
decentralized precinct level planning capabilities, is fugitive.

The affect of this potential poverty of information for centralized planning

fram what we saw in the precincts is to place severe limitations on the scope
and curability of any attempted policy decisions. Such plans are necessarily

limited to the broad scale strategic level with only tentative durability. The
result,as we have seen, is an absence of any real control or coordination. The many
manuevers by precinct level personnel which we have documented in this study indicate
how little actual administrative control and coordination exist'. in the face of the
schism between police management and police workers.

The solution to this prablem is, we argue, to shift the focus of the central
planning units from programming operaticnal details at the external interface of the
precinct-cammmity enviroment to developing the methodologies for the local,
decentralized precinct planning units we propose. This narrows the sphere of
information relevant to the central unit to the internal interface, where contextual -

detail can be scmewhat controlled and policies of varied scope and durability
implemented.

Decisions are action determinants which are designed to further in scme way the
attainment of system goals. Better decisions are those which result in greater objective

\22.
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attainment. After a careful exploration of alternative methodologies, it is
probable that there would be only one best choice for a given locale. However,
different people possessing identical information on the potential of the alternatives
would very often differ in their final selections. Each different decision (or
even an identical decision) represents a different conception of program goals and
criteria. A difficult problem arises in bringing about a joint agreement to insure
the most effective implementation. Establishing a planning capability at the
precinct level would provide a source of information for decision making which is
at the interface of police work with the cammmnity. It wouldprovide as well,
organizational validity for management projecticons which were so cbviously lacking
in the Department's attempt to impose a management by objectives program.

Clearly, if headgquarters continues to solicit data from people who are wwilling
to surrender = it, the data supplied will be of questiocnable value. Information
transfer becomes a motivational probklem, and it becanes important to find ways to
get personnel to yield their information and generally to gain their autoncamy. This
returns to our amphasis on the need for two~-way commmications, on the need for
personnel to share the system's cbjectives, and on the need to involve-actually-—
all persomnel affected by program policies. Decisions are made by people possessing
the information, and the present day realities of policing require that decision—
making become a decentralized process. Instead of being preoccupied with identifying
the decision-makers according to whom has "legitimate" authority, emphasis is placed
on the best possible decision. Decision-making requires adequate information, and
all too often those in authority simply lack the quantity and quality of information
required.

In criticisms specifically directsd at this type of decision-making, it is
pointad out that provincial, narrow perspectives characterize lower level officials
and that they lack the insight and competence to do analysis; to the extent possible,
the decision-process khould bypass lower-level perscnnel.  This view of the
capabilities of precinct personnel is overly pessimistic in our experience.

Personnel at different levels of the organization often possess experience and
knowledge that will make them indispensible in the planning of system changes
related to their territorial interface. People on the whole are far more intelligent
than they are usually given credit. Superiors may view subordinates as lazy,
irresponsible, materialistic, dependent, and requiring close supervision. When such
assumptions are made, in accordance with the pygmallion effect, the subordinates tend
to conform to expectations. But, when adults are treated as intelligent, responsible
ambitious, creative, growing, and goal-achieving, they will usually respond to these
higher expectations.

There are, of course, a number of potential problems in such a decentralized
structure. Police officers working in such units would initially at least, be
suspect as agents of the management culture or investigators in an evaluation sense.
Such officers working "inside" would be in danger of becoming isolated and insulated
fram street cops and, expectedly, would see occupational advancement and mobility as
moving to headquarter level positions. We believe that all of these potential problems
are solvable by thoughful personnel planning but, more importantly, we think that
despite these shortcamings, the benefits far outweigh the problems of organizing
such a system. If properly organized and maintained, a planning capability which
coordinates and integrates planning and evaluation at individual cammand levels
would go a long way to bringing the two cultures of policing into productive

occordination, and might be a first step in validating decentralization of other
functions.
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Be familiar with contents of Patrol Guide and rovise as

{
1
i
|
APPENDIX B | COMPLIANCE WITH 1.
i ORDERS directed.
NYPD RULES AND REGULATIONS ‘ [ o 2. Obey lawful orders and instructions of superiors.
P 3.  Be punctual when reporting for duty.
™~ P 4, Be governed by orders affecting another rank when
’ | temporarily assigned to perform the duties of that rank,
' directed by cc tent authority - ! except as otherwise indicated.
F {ANCE ON 1. Perform all duties as directed by competient au . | 5. Maintai . .
g%};‘YORA 2. Remain on post until properly relieved, except for: . - C. A?t‘:;gha g%‘;‘enttN(\;S dr."' vers hcgnse and notify
a.  Police necessity ( L2 revoked or'pnot nent details when Ticense isg suspended
b.  Personal necessity | } ) renewed.
c.  Meal period. P FITNESS FOR DUTY 1. Befit for duty at all times, except when on sick report.
) ) ! 2. Do not consume intoxicants to the extent that makes a
NOTE Notify telephone switchboard operator and if possible, make entry | member unfit for duty,
in ACTIVITY LOG (PD 112-145) before leaving post. Make entry ] ‘
upon return to post and notify telephone switchboard operator. ‘ |- PUBLIC CONTACT 1. Give name and shield number to anyone requesting them.
; . | 2. = Be courteous and respectful.
3. Take meal pericd in the station house, a bona fide restaurant i[ 3.  Avoid conflict with department policy when lecturing,
or department vehicle, . | giving speeches or submitting articles for publication.
. Make entries in department records in black or blue ink. Ball | Questions concerning fees received will be resolved by
point pen may be used. . ] Commanding Officer, Personnel Bureau.
. Make accurate, concise entries in department records in | ]
[ PROHIBITED CONDUCT

4
5
chronological order, without delay.

6. Sign department reports or forms with full first name, . .

f 1. -+ Associating with any person or organization: knowingl
7 [ a. Advocating hatred, prejudice or oppression oiy any
i< . racial or religious group.
Disseminating defamatory material

o~y v 3ty A mirnarma
middle initial and surname.

Make corrections on department records by‘ dray«ing an ink
line through incorrect matter. Enter correction immediately |
| b.

above and initial change. ) A

8. Use numerals when entering dates on department forms, i.e., ' - . . . .
1/5/72 for January 5, 1972. | - C.  Reasonably believed to be engaging in, Tikely to

9. Use abbreviation “Do” for ditto. bl NN engage 1in, or to have engaged in criminal activities
10. Start serial numbers with one (1) at beginning of each year ; i

for official forms or reports, unless otherwise specified. | ,

11. Wear general purpose helmet at own discretion or when

safatv i endangerad or conditions
saialy 15 engangerac Or ond

. d. (I;retventing or interfering with performance of police
uty.
g. ]}glm]gxng or discussing official department business.
. . ngagin judici i
5 g gl € in conduct prejudicial to good order, efficiency or
- iscipline of the Department. :
4. Maku}g recommendation for or concerning any person or
premises to any government agency in connection with
Issuance, revocation or suspension of any license or permit,

supervisor believes

PROHIBITED CONDUCT

- . -l . . -fo . i. ; B ’ : !
1. Consqmmg mtqmcants }vhll_e in uniform y , ex cept.\x hen required i porormans of Huty.
2. Entering premises serving intoxicants, except for meal or : : ) 5. Campaigning for candidate for publie. Sifice or bet
‘ ;0 eing
performance of duty. o ) ; member of political club. =
. Carrying a package, umbrella, cane, etec., while in uniform f 6. Bei ; ) _
3 P, tii egformgem’ce of duty’ ’ ’ ! # Sc;]r;gOIchan'(ciixd.ate for elecf.xor} Or serving as member of a
pt in per . - fescional ¢ . , board, if School District is located within City of
4. Recommending use of any particular business, pro ession : New York. (See Section 2103-a, Education Law ) 3
or commercial service to any person except when transacting ; 7. Accepting additional pm‘.“m‘, o weaon Law.) .
. § ; LHuen ¢l puaaae rust or civil
personal affairs. . : emolument” without retiring or resicning hi TR
5. Steering business, professional or commercial persons to a I Police Departmont excopt asbspcciﬁcl-iﬁf‘v") ::)l\sxgggxt;:;ag omt'the
.prospective client who might require services except when . - 433, New Vork City Charter concer o e ,L.C..l.?n
transacting personal affairs | without pay nceming icave of absence
X 6. Consenting to payment by anyone to regain lost or stolen e ___ 8. smokingin public view while in uniform, -
. pl'u?t:r?.?. or au\llalng SUCH paymeEns. - . i —-—-9.- VC(}‘J;_‘..:,':.:}{..' seal+n a'-}aubl%"'cen'-‘ej’321{_‘8,~‘.‘.’h—ﬂe inuniform de... o _
- T = —we ._.1.__Riding in any vehicle, other than a department vehicle to PXORTON G FRTIR T aay — e rm,dce
which.assigned iwhile-n, uniform, excent .whenglft,};onzed or 10.  Usming personai card describing police business address
33 e Creeveeney fuwperade end oy e 7T RS telenhone numhor or i) . S.
Using department 1 . se Lon ; s SeiOng number or  title oxcont ac antharicad e
3. Using depart;xloj:lxt logo unless spccifically authorized by . Departl}mnt Manual. e R )
Folice Lommissioner. - o 1. Rendering any service for privale interest which interferes
9. Make fal ficial .. .With proper performance of duty. .
. Make false official statements.
P 125 [ 126
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Be neat and clean.
Keep uniforms clean, well pressed and in good repair.
Keep uniform securely buttoned.
Wear cap squarely on head, with center of visor directly over
nose. Memboas may fcmove TRSIA pdifeam CRgS wgjee
Prclelvent non-uniform articles from showing above uniform
collar.
H%‘{e hair tapered to general shape of head and not reaching
collar.
Keep sidebumns closely trimmed and not extending below
botfom of ear lobe. (Gross muttonchops are not permitted.)
Have mustaches neatly trimmed, not extending beyond, nor
drooping below corners of mouth.
Do not grow beards, goatces, etc., except when approved by
commandiny officer due to nature of member’s assignment
or when required due to a medical problem and with written
approval of Chief Surgeon. )

o not wear earrings or other adornments, while performing
duty in uniform.

PROHIBITED ACTS

1.
2.

5.

7.

9.

8.

Using confidential official information to advance financial

interest of self or another.

Becoming interested, directly or indirectly, in any manner

%}_cg;pt by operation of law, in any business dealing with
ity.

Engaging, or rendering a service, in any financial,

commercial or private interest which is directly or indirectly

in conflict with official duties.

Purchasing real or other property belonging to City which is

offered for sale at public auction, etc., by any agency of the

City of New York. (Section 1106 of the New York City

Charter). Violation subjects member to fine, suspension or

dismissal and member may be prosecuted for a

misdemeanor.

Soliciting or publishing ..’

connection with any

Department, or whose .-

.-+isements or booster lists in
stion of any organization of
or literature indicates an

Commanding Officer, Inspectional Services Bureau.

.
‘!: .

Authorizing use of photograph in uniform or mentionin: :

rank, title or membership in Department for commerciai

advertisement.

Accepting testimonial award, gift, loan or thing of value to

defray or reimburse any f{ine or penalty, or reward for police

gervice axcent:

a. Award from City of New York Employees’ Suggestion
Board

b. - Award of deparimental recognition

c. Award to a member of officer’s family for a brave or
METiTOrious aci, irom a meircpolitan newspaper.

Purchase or acquire property of another, without approval

of commanding officer. knowing or having reason io know,

oL ench PrANEYTY Wae naAlA in ANSTARY AT TRie Ranestmmoang

Soliciting, contributing or paving. direciiv or indirectly. or

otherwise aid another fn solicit, contribute or Doy 2ny

money or other valuable. thing which will be used in

connection with a matter affecting the Department or any

person connected with it, without the permission of the

- - Chief of Inspectional Services.
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RESIDENCE
REQUIREMENTS

VACATION POLICY

o

)

10.
11.

12,
13.

14.

Reside within City of New York or \Westchester, Rockland.
Orange, Putnam, Nassau or Suffolk Counties.
Provide commanding officer with telephone number for

emergency notifications.
Notify commanding officer when residence, social condition
or telephone number is changed.

Accrue vacation at rate of 2% days each month after first
three (3) years of service.

a. Accrue vacation at rate of 1 2'3 days each monih
during first three {3) years of service
b. Probationary members are not permitted to take

vacation while in training at Police Academy

1) After assignment to permanent command
probationer permitted to take vacation in excess
of 12% limitation, but not in conjunction with
next vacation allowance.

Grant vacations according to seniority in rank and by squad

assignment.

Precinct staff select vacations separately from other

members of command. The 12% limitation should be

adhered to, if possible.

Traffic police officers assigned to patrol precincts select

vacations separately from other precinct personnel.

Police officers (F) assigned to matron duty select vacations

separately.

Vacations within units other than field services are granted

at discretion of commanding officer. The 1277 limiiation

should be adhered to, if possible.

Take vacations in one period or two approximate equal

periods. Lieutenants, sergeants and detectives may take

vacations consisting of one complete set of tours and two
others of approximately equal periods.

Excusal periods immediately prior to. occurring within and

immediately following vacation are integral part of vacation.

Start vacation at beginning of a set of tours and consisting of

complete set. if possible.

Prepare annual vacation lists prior to January 1st to permit

commencement of vacations on January 1st.

Individual vacation days may be taken during dJanuary or

February of succeeding year.

a. May select individual days when making regular
vacation selection. Individual davs not selected with
regular vacation pick, may be selected at later date
subject to exigencies of the service.

b. Only 2% of field services personnel
individual vacation days at one time.

c. Police officers MAY NOT select more than one of the
following holidays as an individual vacation day, i.e..
Independence Day, Labor Day, Thanksgiving Day.
Christmas Day or New Year's Day.

Take vacations at time convenient to Department.

Not more than 12% cof field service personnel will be on

vacation at one time.

Enter vacation selections in diary.
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15. Change in vacation selection is permitted to fill a vacant
period or by mutual consent betwecen members, only with

permission of commanding officer.

16.
17.

18.

AUTHORIZED LEAVE 1.

A police officer will retain original vacation selection if
{ransferred. Supervisory officers

may retain original
selections if efficiency of command is not impaired.
Executive officer and administrative lieutenant are not
permitted to take, ggcations at same time as precinct

commander, % i,
Apply forrracation alieweree, lost during preceding year due

. 2T L.T ’
to sick leave, withirethirty-{30 days upon retum to duty.
Vacation granted in excess of accrued yearlv aiijowance will
resuli in reduction of vacation allowance in the following

year.

Prepare APPLICATION FOR LEAVE OF ABSENCE (PD
433-041) and submit to commanding officer or supervisory
bead, for aspproval, at least five (B) days before leave
commences except in emergency.

Leaves may be terminated at discretion

Commissioner.
Member who is granted extended leave of absence without

pay must take all accrued leave prior to start of leave of

of Police

absence.
Leave without pay for thirty (30) or more consecutive days

during a year, except military leave, will reduce authorized
vacation by 1/12th for each thirty (30) consecuiive days of
absence,

Member returning from leave without pay for one year or
more may not be granted unaccrued vacation until member

— performs active duty for a minimum of three (3) months,

6.

COURTESIES 1.
: regulations.
2.  Sealute:
a. Police Commissioner or depuly commissioners in
___ civilian clothes
b. Supervisory oificer in uniform
c. United States flag as il pusses. ) )
3. Salute flag when national anthem is played. If flag not

-

5.

unless otherwise authorized by law.

Member of the Department applying for any extended
leave, i.e. educational leave with or without pay,

hardship leave, etc. is required to communicate
with the military and extended leave desk for

instructions

E‘énder and return hand salute as prescribed by U.S. Army

" visible, face band_ etz and.salute -

e 8 s weme Seenten s ah e tee swur s - eeeve o4 im o3 . Tles
SLPRUAVIDULY ULAIUCIU dabildlil Sdudeco prusiapiniy.

required if it interferes with police duty.
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Selute is not required at large assembhlages except when
addressed by or addressing supervisory officer. Salute not
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USE OF
FIREARMS

NOTE

(I;emove hat and stand at attention in office of Police

ommissioner, deputy commissioner or memb <

of lieutenant. e bove rank

Order “Attention” when member above rank of i

enters room unless otherwise directed, o captain

Place U.S. flag at half-mast as indicated bel

member of the service dies: ‘ oW, When a

a. Lieutenant, sergeant, police officer — on de

Ul s y artm
. gmldmg where assigned on day of funeral. P ent
. aptain — on department building where i
from time of death to sunset, day of funeral, assigned

c. De.pu.ty inspectors or inspectors — on department
buildings within his command from time of death to
sunset, day of funeral; flag at Police Headquarters will
fly at half-staff on day of funeral.

d. Meim!)er killed in line of duty — on department
building where member assigned from time of death to
ten days after death: flag will fly at half-mast on all
department buildings on day of the funeral.

e. Other members, Police Commissioner or a deputy

commissioner — ag directed by the Police

Commissioner or Chief of Operations.

In addition to Penal Law restrictions on the use -

) of deadly physi
force (See Al"tlcle 35.00, P.L.), members of the service vfﬂf agfxleci
to the following guidelines concerning the use of firearms:

1. Use al.l reascnable means before utilizing firearm when
effecting arrest for or preventing or tenninating a
felony or defending self or another, '

2. Do not fire warning shots.

3. Do not discharge firearm to summon assistance
except when safety is endangered, ’

4. Do not discharge firearm from or at moving vehicle
unlfesst ocfcf;lpa.nts are using deadly physical force
agalnst oificer or another, by me
against v ans other than

5. Dc; not;hdischarge firearm at dogs or other animals
uniess there is no other way to bring ani
oess ! y Iing animal under

6. Do not discharge firearm if innoce

t
oy nt persons may be

The above guidelines are not meant to restr i

perfox.'mar.xce of his lawful duty, but are nigtt;ei;;cimtierrleréi e
shooting incidents and consequently protect life and propertx,fulce
every case, department policy requires only the minimum amov:x I;
of force be used consistent with the accomplishmen% c;f tt?e

mission.
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APPENDIX C

COMMANDING
OFFICER

PATROL DUTIES AND RESPONSIBILITIES

o=

(2R

~1

10.
11.
12,

13.
14,

16.

Command a precinct or similar unit.
Responsible for:
a. Proper performance of functions designated for

command.

b. Effjciency and discipline of personnel under his
command

c. Informing members of command of current directives
and orders

d. Serviceability, proper care and use of equipment

assigned to his command.

Instruet and frequently test the knowledge of members of

command in their duties and responsibilities.

Investigate and report on police conditions and activities.

Examine all books and records of command.

Make frequent perscnal inspections of the uniforms,

equipment and general appearance of members of the service

at outgoing roll calls and while on patrol.

Delegate administrative tasks as follows:

a. Assign ranking officers within command to perform
tasks normally reserved specificallv for commandzzs,
e.g.,, the preparation, signing and forwarding cf
required reports, forms and ccmmunications, eic.

b. Assign competant members ol his command to read,
analyze and repori on, cither verbally or in writing,
any voluminous communznications directed to the
commanding officer

c. Assign ranking officer to inspect station house daily 10
ensure security, cleanliness and o.Jcx!> rondition.

Inspect staiion house or department facility periodicaliy

insure cleanliness, orderly condition and that assigned

equipment is accounted for and in good condition.

Designate manner in which members of command proceed

to assignments, e.g., R.M.P. car, public transportation, eic.

Review activity of members of command each month.

Investigate a report of neglect of duty by subordinates.

Assign police officer proportionately to squads according to

the needs of command. Members having special

qualifications are to be assigned to permit the greatest use of
abilities,

Assign personnel to specific patrol and staff functions.

Assign precinct police officer to cover traffic posts when

traffic conditions require such assignments,

Provide formal orientation program for newly assigned

lieutenants, sergeants and police officers on two conseciitive

day tours including interviews, introductions, and various
precinct conditions, problems, boundaries, crime statistics,
etc.

Maintain record of members who volunteer for anti-crime

duty and make assignments accordingly.

0
oA
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17,

19.

20.

23.
24,
25.
26.

27,

29,

30.

S

A A T L A
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Ensure that gasoline is dispensed by, or under direct
supervision of a member of the service possessing Certificate
of Fitness.

Maintain patrol by a supervising officer in a radio equipped
department automobile.

Use a radio motor patrol car when. an patrol, when presence
is required at the scene of an emergency or when traveling
within the city.

Maintain as much personal contact as possible with business,
civic, fraternal, religious, political, recreational, charitable,
youth and poverty corporation groups, local radio stations,
local newspapers and other groups or media with
community influence and interests to keep abreast of
community tensions and trends.

Assign competent menmber to attend scheduled local
planning boards, local school boards and local poverty
corporation meetings as well as meetings of other groups for
information purposes to facilitate planning of innovative
procedures and programs as assessments of information
require, to obtain an insight of developing tensions or
trends. '

Make entry in Command Log when reporting on and off
duty, or when leaving for patrol, emergencies, etc. Designate
manner of patrol, and car number when applicable.

Utilize resources of command to cope efficently with
existent problems and accomplish mission of command.
Perform duty in uniform whenever practical.

Administer command discipline.

Cooperate with other units and agencies to accomplish
mission of the command.

Investigate any request by a subordinate to purchese
property of another which has, at any time, been held in
custody of this department, to prevent a conflict of interest
with member’s official duties.

Notify Commanding Officer, Department Advocate’s Office
and request removal proceedings be commenced when
member of the service fails to perform assigned duties due to
inaptitude, incompetency or lack of capacity.

Observe special patrolmen on duty within precinct and
report any misconduct to Commanding Officer, License
Division.

Inspect uniform, shield, cap device and identification card
of special patrolmen during March and September.

Assume command and perform functions of the
commanding officer during his absence. (During absence of
24 hours or more, sign routine communications and
reports.)

Make entry in Command Log when reporting on and off
duty, or when leaving and returning to station house for any
reason.
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EXECUTIVE

LIEUTENANT —
OPERATIONS
COORDINATOR

o

=

8.

9.

R R

‘<
s

May use RMP on patrol to respond to emergencies or
travelling within the city. ' ' . _
Supervise performance of administrative functions in the

command.
Be designated “in command” in the absence of the

commanding officer.
Study deployment of resources of c:'ommaI‘ld and
recommend, where appropriate, more effective deployment

to commanding officer,

Coordinate anti crime program. .
Evaluate training, planning and personnel funf:tlons a_:d
needs of the command and make recommendations to the

commanding officer.
Inspect uniforms, equipment, and general appearance of

“~ -members of the commmand frequently.

10.

11.

12.

13.

14,

16.

117.

18.

Inspect ACTIVITY LOGS of Lieutenant-Operations Officers
at least once each month. ) o N
Supervise the investigation of commrtémcamons an
preparation and forwarding of written.repo 5.

i’er?orm duty under the chart, or as directed by the. b’o’rough
commander and perform functions of ‘‘duty captain’” when
directed. X .
Do not overlap commanding officer’s tour by more,:chan TWO
(2) houts when performing duty on the “opeq day. N
Do not perform the same durty us the precinct commander if

A
Q

/ 73 £ arrnl
both are working the same tour, {One will perform pa:rol
duty and conduct field insnections, ete.)

. . R

Conduct investigations as directed by commanding cfficer or

other competent authority. L

i is k i rGerty

Insure that station house is kept in a clean, o de A

condition, all equipment is accounted for and in g?po

condition, and personnel are performing necessary police

duty. . o

Represent the commanding officer at community meetings
of concern to command when demgnaztea.
Perform duty in uniform, when practical.

Perform duty in uniform as staff officer assisting the
precinct commander in administrative matters.

. Y
Act as precinet Civil Defense Coordmauoz.‘. e
Do not perform patrol duty, nor be assigned to desl\'dat:,.
Review and supervise the maintenance of records and files of
command. )
Coordinate the safety, crime prevention, and enforcement

rograms of command, - .
gupg;rvise the precinct clerical staff and insure that they are

i i i olice
in proper uniform and performing a necessary polic

function. . o .
Supervise and administer the precinct Civil Defense Program

including Rescue Service Volunteers and Auxiliary Police
Units,
133
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LIEUTENANT -
CPERATIONS
COORDINATOR

T e v g A e

10.

11.
12.

13.

-
H

-\t

17.
18.

19,
a0.

21.
29

e ilen

23.

24,
25.

26.
27,

29.

30.

31.

.

Insure civil defense supplies and equipment are used
properly,
Keep precinct commander apprised of all civil defense
activities.
Enter in Command Log the time arriving and leaving the
station house and the reason.
Perform tours as designated by the precinct commander.,
Interview civilians and representatives of civic organizations
in the absenice of the commanding/executive ofiicer.
Represent the ccmmanding officer, when designated, at civic
and fraternal meetings within command.
Coordinate the human relations program of the precinct by
maintaining close liaison wvith the Borough Communiry
Affairs Coordinator and the Commanding Officer,
Community Affairs Division,
Review all orders and prepare summaries of pertinent
information for preseatzation to members of the command et
unit training or roll cail instruction,
Prepare writien instructions for sergeants and police officers.
Supervise the maintenance of the Precinct library.,
Supplement instructions of station house officer in the
absence of the commanding officer, to outgomng platoons.
Keep sergeants informed of prscincet conditions.
Relay instructions of commanding officer to members of
command.
Supervise the civilian cleaners,
Supervise the election details,
Apnortion communications equally among sergeant: for
investigation.
Check police officer’s ACTIVITY REPORTS.
Inspect ACTIVITY LOGS of all sergeants assigned to
command at least once a month,
Check property voucher books and property on hand.
Make Command Log entry of daily inspection of station
house for cleanliness, security, safety hazards and condition
of equipment.
Notify Borough or Bureau Safety Coordinator of hazards
which are not readily corrected by command personnel.
Review COMPLAINT REPORTS and consult with planning
officer, Neighborhood Police Team Commander and Crime
Analysis Section to determine priority locations relative to
crime conditions within command,
Recommend re-deployment of personnel, if necessary, to
precinct commander, axecutive officer or coperations
lieutenant.
Notify members of command, through staiion house officer.
of scheduled court and other &gency appearances and other
related notifications.

R ALy TR TN I L
LR R SR -~=-:‘.."n'w\f-v..’-:u.‘»‘).'.\3‘*.‘a‘-‘.i',\!meh::&::i"i‘!i::—\‘:.}.-::ém:x-:" e SNl



A

LIEUTENANT —
OPERATIONS
COORDINATOR

LIZUTENANT
OPERATIONS
OFFICER
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12.
13.

14,
15.
16.

17.

18,

10.
20,

; - L, W g
. R R S A
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Insure the proper maintenance of the Subpoena Receipt
Book.
Ascertain that a current list of restaurants willing to accept
monthly payments for meals provided for prisoners is
maintained at the desk including time restaurant is open and
cost of meals.

Supervise, in uniform, all operations within precinct during
tour of duty including station house base.

Direct and instruct patrol sergeants and the Neighborhood
Police Team Commander in the performance of their cuties
particularly regarding the prompt return of R.M.P. units on
assignment to patrol. . .
Respond to and direct police activities at serious crimes and
emergencies.

Refer to patrol sergeants and Neighborhood Police Team
Commander for correction, field conditions requiring police
attention.

Cause necessary changes or adjustments in roll csil =zt
beginning of tour. _
Conduct roll call and direct patrol sergeant to inspect
uniforms and equipment of cutgoing platoon and instruc
members of platoon relative to precinct conditions.
Supervise sergeants and polive officers frequently, and =
irregular intervals in the field snd station house,

Insure that COMPLAINT REPORTS are accurzts
complete. )
May assign sergeant to telephone swirchboard duty for a
period not to exceed two (2) kours at irregular intervals
Inspect precinct reccrds and apprise station heuse officer of
errors, omissions or improper entriss,

Obtain pertinent precinct statistics and confer with precinct
commander, executive officer, lieutenani-coperations
coordinator and planning officer on any trends observed or
other matters of importence. :

Sign Command Log at beginning and end of tour, »
Investigate discrepancies reported by station house c:fzcer:
Advise commanding/executive officer of matters ci
importance, unusual arrests or occurrences and imporiant
messages or conditions requiring his attention.

Evaluate continuously, the effectiveness of assignments.
Report changes of assignments to telephone switchboard
operator and the station house officer. _
Sign the Command Log and notify the Communicatiors
Division dispatcher when leaving the station house for powal
and upon returning from patrol.

Schedule meals for supervisory officers assigned to
platoon so that a supervisor is on duty at all times.
Maintain ACTIVITY LOG.

Invesiigate and report cn injuries to members of ths
and damage to department property as required.
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SERGEANT
PATROL
SUPERVISOR

)

93

-t
19 =

p-d

14,
15.
16.
17.

18,

R PP L
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Supervise police operations in a specific area within
command.

Responsible for assigned sector on a 24 hour basis
concerning:

a. Incidents

b. - Crime problems

c. Comrmunity trends, tensions etc.

Confer frequently with commanding officer,
lieutenant-operations officer, lieutenant-operations
coordinator and planning officer, regarding conditions in
command and the performance of assigned mambers.

Inform sector police officers of orders and instructivns
concerning the operation of the sector.

Be cognizant of crimes and other conditions within the
command.

Provide assistance to residents and business people within
the sector community-.

Visit civic and community organizations io discuss reiatzd
matters.

Conduct investigations and submit necessary reporis &s
required.

Maintain ACTIVITY LOG.

Patrol assigned area, in an R.ALP. car while in uniform and
equipped with portable radio.

Inspect the outgoing platoon and vehicles assigned.

Visit:

a. Subordinates assigned tc foot or radio motor nairal
frequently during the tour

b. Members of the service assigned to hospital or speciz!
posts at least once each tour

c. Courts located within assigned patrol area, when in

session to observe performance of members if 2
ranking officer is not assigned.
Indicate visits to members under supervision by signing their
ACTIVITY LOG.
Supervise performance of duty and test knowledge cof
subordinates of precinct and post conditions.
Insure that radio messages directed to assigned area are
acknowledged by available RMP crew.
Supervise, where appropriate, performance of patrol by
radio emergency patrol crew assigned to precinct,
Direct RMP units to resume patrol when their services are no
longer required.
Report derelictions of duty to commanding officer.
Relieve the station house officer for meal, when designated.
Inform the telephone switchboard operator of the locarion
where meal will be taken.
Keep the station house officer informed of current matters
of importance.
Sign the Return Roll Call at end of the tour.
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Direct members of the service on scooter patrol to report to
station house officer for reassignment when weather or road
surface conditions make scooter operation dangerous.
Review POLICE OFFICER’'S ACTIVITY REPORTS, rpalfe
required entries and deliver to commanding officer within
seven (77) days following recording month. ) .
Represent commanding officer at community meetings
when designated.

Continuously evaluate police
superv'ision. . . .
Inspect all traffic signs and stanchions dm.ly and asceriain
that officers concerned re':ort damaged equipment.

officers under direct

Confer with Crime Analysis Officer and gnifonped
supervisors on patrol to identify locations of high crime
within the commeand. o
Examine COMPLAINT REPORTS and ARREST REPOn’lS
to establish times and locations of violent street crimes and
burglaries. ‘

nspect members for proper equipment.

Supervise members’ periormance. o
Apprise uniformed supervisors on patrol of anti-crime
activity locations for information of members on patrol.

Perform duty in uniform, within the station house.

Visit all areas of the ststion house during the tour and

inspect equipment necessary for field operations, assure thet

personnel are performing a necessary police function ard

direct operations of:

Station house clerk

Telephone switchboard operator

Attendant

Station house security police officer

Gas dispenser

Member of department assigned as patrolwagen

operator o

Member assigned to matron or other duty within

station house

h. Civilian personnel assigned 2o command and o’-cher
members as designated by lieutenant-operaticns
officer or higher authority.

Process arrests.

Inspect POLICE OFFICER’'S ACTIVITY LOG. .

Certify to accuracy and completeness of entries

Command Log regarding vouchered property.

Safeguard key for, and contents of, the property loc'ker.

Reassign members of the command when repc?rtmg fiom

other assignments and notify lieutenant operations officer

z
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and patrol sergeant of reassignment. v
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Do not assign attendant or matron any duty requiring them
to leave cell block while prisoners lodged therein.

Maintain the Command Log.

Interview visitors entering station house.

Operate base radio.

Maintain Telephone Record.

Monitor teletype for messages affecting command.

Examine and sign forms and reports as required.

Supervise issuance of summons books.

Process summonses issued during previous tour.

Process applications for bail and personal recognizance.
Supervise entries on PRISON ROSTER (PD 244-145).
Arrange meals and other reliefs for personnel assigned to
duty in station house.

Check the return roll call.

Examine roll call and change assignments with concurrence
of the lieutenant operations officer and neighborhood police
team commander.

Make required notifications to members of the department
assigned or residing within the command.

Transmit orders and instructions as required.

Check on repair and distribution of field equipment, i.e..
barriers, portable radios and emergency equipment and
make entries in pertinent records,

Forward reports to departmental units and outside agencizs
as required.

Supervise distribution of paychecks (make required entry in
Command Log),

Notify commanding officer and advise lieutenant operations
officer and neighborhood police team commander of
matters of importance such as unusual arrests or occurrences
and important messages or conditions requiring their
attention.

Sign the Command Log at the beginning and end of tour.
Certify entries in T.S. record by signing at the fourth hour
and at the end of tour,

Examine forms and reports prepared during previous 24
hours and process as required, when on duty with 1st Platoon.
Safeguard and/or distribute portable radios giving priority to
nature of officer’s assignment.

Have barriers assigned to precinct counted each tour and
make entries in Barrier Record Book.

Insure proper display of U.S. flag.

Prohibit persons from entering behind desk except the
following when performing official duties:

Members of the department

Judicial officers

Medical Examiner, or assistant

Corporation Counsel, or assistant

Controller, or assistant

District Attorney, or assistant
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¢ ANTI-CRIME 1. Perform duty in civilian clothes
PATROL 2 Maintain daily record of activity in ACTIVITY LOG (PD
POLICE OFFICER 112-145).

3. Study and analyze precinct crime statistics and reports.

4, Patrol within confines of precinct giving special attention to
locations prone to violent street crimes and burglaries.

5, Inform radio dispatcher when responding to, or present at
the scene of a police incident and include description of
clothing worn, vehicle used, etc.

6. Wear appropriate identification when present at scene of a

. . lice incident (head band, shield, color of day, etc.) If
STATION HOUSE 35. Accept service of civil process for member of command and po : : - - e :
OFFICER notify member concerned. ?c)gl")c;pnate, properly identify self prior to taking any police
_ . 7. Conduct short term investigations, not to exceed two (2)
PR EC‘iNCT 1. Perfc?rm dUtY_ n uﬂ{fOM, when practical, as member of the hours, within precinct boundaries, directly related to street
PLANNING precinct admlmgtratwe staff, crimes or burglaries except when precinct commanding
OFFICER 2. Cpndl.}ct planning activit.ies of. the command under the officer/executive officer extends such time.
direction of the commanding officer. 8. Do not conduct lineup or show photographs without
3. himnt?.m liaison with Operations Division, and other permission of detective/P.1.U. supervisor.
planning officers.
4. Maintain records and prepare reports relating to planning 1. Perform duty in uniform as indicated on Roll Call or as
activities. ) ) ) directed by competent authority.
5. Deve.lop innovative plans in the areas of crime prevention, 9. Proceed to post, sector or assignment as directed by
traffic, patrol and investigative techniques, community comr.anding officer.
. affa}rs and other operating functions of the command. 3. Comply with meal and post relieving points as directed by
§. Devise methods for measurement of performance. commanding officer.
7., Conduct analyses of operations, including workload, 4. Be aware of, and inspect, post or sector for conditions
’ functions, allocation and utilization of personnel and other requiring police attention.
Tesources. ) ] . .

8. Make recommendations concerning use of available > ch;I:ertolcnc:;nrre:xizieg i%;g?;;itlon house officer any unusual
resources to achieve objectives. ’ < N . .

9. S’gudy specific problems peculiar to the command, such as 6. Sltef'ort };:gndxtx;mi not requiring immediate attention to the
crime p.atterns and incidence, personnel activity, prisoners in 7 R:nl;:r a.uu :Z:e;r ) olice service in his assiened .
a hospital, and method or type of patrol technique : otherwise directecairy P Ssigned area and as
employed. R o . . 1

10. Prepare projections of future resource requirements, make 8. gg‘gmgf: Z;::Slf w1;ch the e:e?'daytroutmz of people residing,
recommendat_ions for revision of post or sector boundaries, 9 Invesgti a’ie Susoiz‘Ci(r)izuen:él‘?poi Fordsec. b stan th
and changes in allocation or utilization of patrol resources. ) t & P conditions and circumstances on :ae

11. Study and update existing disorder, disaster or other plans 10 g?\sre‘ attention to crime hazards
affecting the command. ) . . :

12. Identify needci?or ::3 plans. ‘, 11. Signal the station house as indicated by roll call:

13. Study and document changing conditions within the * :‘gxtigna;s;ir;:dogfzcge Station house post report fo the
14 ;:\ci)“mkmand‘ and determine impact on pohc_e SeIvices. o b. When assigned to school or church crossing, signal
. ake estimates of the command situation and provide the ko bef d" afte . S 9=

commander with information on how significant factors will \‘\ : c Deo%rc?tasrilgn al wrhzlr'xosast‘:gne d to a traffic post
affect the situation. i ; X =318 : : .

15. Participate in development and/or evaluation of pilot L 12. i:ie?izﬁggg% switchboard operator informed of police
projects. . C . .

16. Develop local procedures to facilitate the introduction of 13. gztpi?);t hgzilecf)ffsiiglgi‘sthr;tn g:gfg ctl'.n another precinct to
new department-wide procedures. 3 : P ;

17. Collect, collate, evaluate and then disseminate information : 14, (SPL;;)ZQ:‘; 1 4121?1;10012& %g:i‘;gigdss_riiﬂvg ihir?%li?Rc;If‘
within the com d i i i A < =t &
commands. mand and with higher, lower and parallel : month for previous month. Submit REPORT prior to leave,

18. HRepresent precinct commander, when designated, at g:hiﬁlﬁgé 1%253;21;,1;;12200‘1;;1?;@@On retum fo duty
community meetings, : . . . .

19, Coordinate and evaluate operations of the crime prevention H 1. 21852\ v?;es:itéozn:&zs:o cifggf_; ;hge Sfat:;:nedh aés;:oturt.or
officer. : : 0 0 sign

20. Establish rinei " i the Return Roll Call at end of tour.

ish ringing schedule for patrol services. 16. Maintain ACTIVITY LOG.

L 17. Preserve completed ACTIVITY LOGS and produce them as
139 required by competent authority.

D 18. Monitor portable radio.

|
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12.

18.

19.
20.
21.
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23.

Exchange assignments every four hours with the recorder of

the radio motor patrol car.

Operate car for the entire tour when assigned as driver of

ranking officer.

a. Monitor radio messages directed to assigned area when
.supervisor is out of car,

Perfmt only members of the service performing related

police duty to enter or ride in a radio motor patrol car on

patrol.

Respond to messages of serious police emergency within five

blocks of location even if message is directed to another car,

regardless of sector, precinct and borough boundaries,

Dp pot carry electric blasting caps in vehicles or transmit

within 150 feet of any electric blasting operation.

Monitor radio when recorder is assigned to a school or

church crossing.

a, Pick up recorder and respond to assignment when
directed by radio dispatcher.

Leave radio on and have thé car ready for instant use when

car is being cleaned or supplied with fuel. Do not put car out

of service if fuel is to be obtained in assigned command.

- Avoid remaining in areas where radio reception is poor.

Proceed to an emergency scene with due caution. (Do not
use the siren unnecessarily; approach the scene of a reported
crime quieily.)
Take R.M.P. car out of assigned sector when:
a. Directed by competent authority, or
b.  Answering an emergency call, or
c. Servicing, repairing or cleaning required, with
permission of station house oificer.
Constantly patrol assigned sector.
Do not unnecessarily leave the car unattended; REMOVE
keys and LOCK car when answering call. DO NOT LEAVE
PORTABLE RADIO IN CAR.
Position car at scene of an emergency to avoid obstructing,
or being blocked by, emergency apparatus.
Sign return roll call at end of tour.
Perform the duties of recorder when necne is assigned.
Inspzct the car when reporting for duty. (See Inspection of
Department Vehicles each tour by RMP operator).
Make ACTIVITY LOG entry of findings, speedometer
reading and amount of gasoline in the tank as register=sd by
the indicator.
Notify the station house officer when a car reguires
speedometer repairs or other repairs or replacement of parts
or accessories, including tires and tubes.
Operate car in manner to avoid injury to person or damage
to property.
Drive at slow rate of speed except under exceptional
circumstances or exireme emergency.
Operate RMP car only when assigned and when qualified by
the Department to operate the vehicle to which assigned.
Take care of car and accessories, equipment and tools
assigned.
Cooperate with other operators of same car to which
assigned in care and maintenance, particularly cleaning,
washing and keeping the car in proper operating condition.
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Make minor repairs to car when possible.

Enter appointment for preventive maintenance on sticker
affixed to vehicle.

Deliver car for regular preventive maintenance inspection as
scheduled on sticker affixed to vehicle.

Do not push or tow another vehiclz with R.M.P. car.

Ride in the front seat of the radio motor patrol car, except

when transporting prisoner, psycho, etc.

Operate the radio.

Record in ACTIVITY LOG, radio messages directed to car,

including time, location of call, and type of case. Enter

disposition of each call and time of completion.

Transmit disposition or interim disposition to radio

dispatcher immediately upon completion of assignment and

before leaving the scene of assignment,

a. Transmit interim disposition to radio dispatcher if

required to proceed to another location in connection

with current assignment

b. Notify station house officer of disposition -of
assignments originating in station house or other
important assignments or of an unusual nature,

Notify the radio dispatcher if undue delay is encountered in

response to a radio message.
Obtain a portable radio, if available, from the station house

officer.

Cover school crossings when required.

Prepare all necessary reports and records connected with
police action taken jointly with operator, while assigned as
recorder.

Signal station house and comply with instructions of station
house officer if radio station becomes inoperative,

Obtain permission from radio dispatcher to place RMP auto
out of service for minor repairs.

Notify radio dispatcher of all assignments including pickup
assignments, not emanating from Communications Division.
Give location and nature of assignment.

Carry duplicate set of keys for vehicle to which assigned

during the entire tour of duty.

Operate scooter at a slow, safe rat: of speed.

a. Three-wheel scooters may be operated on all tours at
speeds not exceeding twenty M.P.H.

Operate scooter with headlight on at all times.

Report to station house by signal box each hour or during

emergencies as directed by commanding officer,

Do not use scooter to pursue motor vehicles nor be assigned

to expressways or parkways.

Check road conditions of entire post and make ACTIVITY

LOG entry immediately after arrival,

Request reassignment when original assignment is hazardous

due to spillout from trucks, construction or other poor road

surface conditions.

Do not perform scooter duty when:

a. Rain, snow, sleet, heavy fog, or any precipitation
causes ground to become slippery. Three-wheel
scooters may be used in moderate rain and fog.
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b, Patches of snow cr ice remain from previous storm

c. High winds interfere with control of sceoter

d. Temperature falls below 32 degrees F, 0 degrees C
(except three-wheel scooter).

Receive refresher training in motor scooter operation when

member:

al Has been involved in scooter accident

b.  Has not operated a department scooter within six (6)
months period and is being considered for assignment
to operate scooters.

c. Has performed scooter duty for one (1) year period
without attending refresher training course.

Inspect scooter to insure it is in serviceable condition and

enter in ACTIVITY LOG findings, speedometer reading and

amount of gasoline in tank. )

Operate scooter only when assigned, properly licensed and

designated as qualified Department Scooter Operator.

Monitor portable radio.

Wear helmet and goggles:

a Guggles are not required when operating three-wheel
scooter

Wear reflective belt during hours of darkness.

Obey traffic control devices. Siren and roof lights installed

on three wheel scooters will be operated when necessary.

Use extreme caution.when approaching intersection or

making turns. .

Do not respond to radio runs unless specifically directed by

radio dispatcher.

Cooperate with precinct planning cfficer, training officer,
neighborhood police team members and the auxiliary patrol
force in determining local crime prevention needs and
methods of controlling crime. .
Evaluate crime patterns and institute crime prevention
programs relative to specific crimes.

Establish rapport with local community to implement
innovative crime prevention programs tailored to specific
needs.

Conduct public education programs on crime prevention via

various community group meetings. ] )
Give direction and guidance to cooperative neighborhood

crime prevention undertakings.

Inspect premises and make recommendations concerning
physical security.

Investigate selected crimes against property, evaluate current
security measures and recommend new procedures to
owners or residents.

Investigate selected crimes against the person, interview
victims and institute individual and community education
programs to prevent recurrence.

Refer complex cases which require special investigative
effort to the Crime Prevention Squad.
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