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SUMMARY

Policing is an activity of great complexity in an age of complexity.
Little is known of the organisational models used by police
management., Little is also known of the basis upon which police
managers make organisational decisions. This study examines the
known literature which provides a background knowledge to the
police activity and brings to bear management developments to this
little understood organisation. Surveys of police officers in
management and operational positions were undertaken to provide

a data base for understanding the expectations of police officers.
Members of the public were also surveyed to discern their
expectations and contrasts have been drawn up between the two sets
of expectations.

The study finds that the expectations of police managers differ

in some regards to those of operational officers. The
expectations of members of the public differ to those of the
police. The police have professionally based technical
expectations whilst the public have service quality expectations.
This leads police managers to apply management models which are at
variance to those which will meet 'customer' satisfaction.

The study also finds that police management use relatively simple
two dimensional models of police organisation which do not account
for environmental complexity. It is proposed that a three

dimensional model should be applied with account taken of variety.

The study proposes a model of organisational complexity based on
the BEER viable system model together with a societal model which
balances. the basic social constructs of GOALS, STRUCTURE, CULTURE
and TECHNOLOGY. The application of this model is made in the form
of two case studies to illustrate its flexability and usefulness
in improving the effectiveness of the police organisation.

It is suggested in the study that without a management model which
takes account of the enviromment outside the organisation the police
will loose their 'market position' and be forced into a position

of either increased repression or declining role. Understanding

the internal and external police environment is the key to

improving effectivenss and better communication.

KEY WORDS: POLICE, ORGANISATION, COMPLEXITY, ENVIRONMENT,
EFFECTIVENESS.
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CHAPTER 1

THE ORGANIZATIONAL EFFECTIVENESS OF POLICING
IN AN AGE OF COMPLEXITY

Introduction

The survival of policing with the consent of the population in Britain
depends on the effectiveness with which policing, as an activity, continues
to meet the security needs of the people. This study is about the
organizational effectiveness of policing in an age of great complexity

when the nature of the police organisation and how it is managed are topics

of increasing interest to police professionals and members of the public.

The question is being asked with increasing regularity; are the

police becoming less effective? The proportion of total crime detected,
property recovered and persons responsible for crime convicted show a
decline. Crime reported and recorded increases annually. The number of
calls for service increase and there appear to be serious signs that the

relationship between, and trust by the public of the police, is deteriorating.

The seriousness of these factors cannot be underestimated by police

managers who are being urged by government to increase their productivity
within existing resource levels. If policing is to become more efficient

in their use of resources and maintain the support of their public; manage-
ment must look closely at their methods of program management and the

measurement of effectiveness. Indeed, the very organizational structure

must be strutinized.
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In recognising the challenges facing the police today. the Commandant -
of the National Police Staff College recently wrote, when describing the
objectives of the Senior Command Course for police officers being
trained for the top posts within the police service: -

"It recognises that the duties and responsibilities of

senior officers have to be performed in a rapidly changing .

social and political climate which demands responsive

policies and policing styles. Flexibility and adaptability

of mind are, therefore, crucial qualities which the training

process aims to encourage and foster. Equally, it will

encourage a constructive non-conformity of mind, which is

prepared to scrutinize critically the traditional organisational
procedures and behavioural norms of the Service." (1)

Today policing is big business with fifty two forces for all of Britain.
The smallest of the forces is about a thousand strong; including police
and civilian support staff. The largest force, the London Metropolitan

Police has over forty one thousand employees =-- police and civilian

support.

In 1988/89 the cost of police forces in England and Wales will exceed
£3.8 billion. Indeed, each police officer's annual costs are now

averaged at £25,000 or £54 per head of the population.

The police officer of today is quite different to the old 'Dixon of Dock
Green' image of a middle aged s0lid man. Rather, éhe officer is likely
to be under thirty five years of age and have less than twelve years
police service. He will probabiy arrive at a call in a car (in fact,
there is a one in five chance that he will be a she), and use his
personal radio.to check sﬁspect persons and vehicles. The incident will
be recorded on computer which will have an inter-face with the ﬁational
Police Computer containing all details of stolen vehicles and persons
with criminal convictions. If a person is arrested he will become a

record on a‘computer system which will feed into court.



The Police Officer will also be the subject of a number of
computer records. His persconal data, family and accommodation
data will be computer recorded. Finance and administrative
information concerning the Officer will be computer processed.
The Officer's career development is likely to be subject to
computer analysis and his despatch to an incident, or his
investigation of a major crime will be subject to a computer-

based management system.

The Police Force to which our hypothetical Police Officer belongs
will be one of only fifty two for all of Britain, including
Northern Ireland. The smallest of these organisations is about a
thousand strong. Since the 1960's, the Home Secretary has had
legal powers to force Police Forces into amalgamation, 'in the
interests of efficiency'. Since that date the number of Police
Forces has reduced from one hundred and seventeen in England and
Wales to forty-two. The Chief Inspector of Constabulary declared
in his Report for 1969, 'Benefits in the shape of improved
efficiency, greater flexibility and increased resources are
widely acknowledged by those involved, including many who were

firmly opposed to the amalgamation proposals'.(l)

Thus, large organisational size responsible for policing large
geographical areas, massive staffing changes and technological
changes have had enormous impact on policing. At the same time,

the emphasis upon the Police task has altered significantly since

the 1970's.



The modern Police Forces were established in Britain in 1829 to
prevent and detect crime and maintain the Queen's Peace. The emphasis
has concentrated on the crime prerogative. In the Report of The Royal
Commission on the Police of 1964, the duties of the Police were
listed as :=-
"First, the Police have a duty to maintain law and order and
to protect persons and property.
Secondly, they have a duty to prevent crime.
Thirdly, they are responsible for the detection of criminals and
in the course of interrogating suspected persons, they have a
part to play in the early stages of the judicial process, acting
under Jjudicial restraint.
Fourthly, the Police in England and Wales (but not in Scotland)
have the responsibility of deciding whether or not to prosecute

persons suspected of criminal offences.

Fifthly, in England and Wales (but not in Scotland) the Police
themselves conduct many prosecutions for the less serious offences.

Sixthly, the Police have the duty of controlling road traffic and
advising Local Authorities on traffic questions.

Seventhly, the Police carry out certain duties on behalf of
Government Departments - for example, they conduct inquiries
into applications made by persons who wish to be granted
British nationality.
Eighthly, they have by long tradition a duty to befriend anyone
who needs their help, and they may at any time be called upon to
cope with minor or major emergencies." (2)
The task emphasis outlined in the Royal Commission, and very much part of
Police operational culture, is the 'War against Crime'. Yet, workload
surveys point out that less than one third of Police activity is directed

against crime, a far greater proportion of Police time is directed towards

the provision of a social service!



Throughout the 1970's, the Police have become more and more involved
in public order control. Political marches, soccer matches and animal
rights demonstrations have put the Police into opposition with a wide
range of Protest Groups. Then the spectre of unemployment and the
alienation of young and black led to the urban street disorder of
1981. The Enquiry and Report of Lord Scarman focused attention on

the dictomy between law enforcement and peace keeping. 3)
There are likely to be conflicting results between these two perceptions
of the Police task and Scarman proposed that, ultimately, peace keeping
was the more vital function and that the enforcement of the law - the

detention of suspects - should, on occasions, be a secondary

consideration.

This thinking flies in the face of much traditional Police thinking;

in particular, the crime-driven Police prerogative. This issue relates
predominantly to the operational task emphasis of the Police. Further
influences on Police task can be seen in the greater emphasis placed on
team policing. Public disorder and the adoption of unit beat policing
(the employment of unit teams to police a distinct area) has moved
policing in fifteen years from the independent Officer to an emphasis

upon the unit team.

Yet, Police management still focuses on the individual and the local.
In two recent studies of Police management (Plumridge 1982 and Males
1982) both found that managers emphasised the here and now and put little

(4)

effort into the medium or long term.
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What we have examined to date are the ways in which policing has changed
in the period since The Royal Commission of 1964. However, if we look
at the organisational model of policing, we see little evidence of
structural change since1829! 1In the model of 'The New Police' of
1829 was created a para-military organisation, hierarchic in form with
responsibility. The Police Force is divided into functional divisions.
The Army Platoon, Company, Battalion and Division is mirror imaged in the
Police Unit, Sub-Division, Division and Force. Command responsibilities
and rank structure are again similar. However, whereas an army's task
is relatively straightforward - against an identifiable enemy (normally!)
the police interact continually with a society of law upholders and law

breakers and the dividing line is frequently blurred.

The structure of the police organisation is vitally important. What is
the role of police management in the control of this organisation?

This study seeks to examine the organisational structure of the police;
how effective is it? In the dynamics of the organisation, how well does

the 'adaptive connectivity' (Beer 1985) work? Indeed, as Beer pointed

out -

".... if the structure is dysfunctional, then no amount of

financial wizardry, of insightful man-management, of business
technique, will save the day. Increasingly, it seems to me.
the organisational structures we have inherited do not work." (5)

It will become clear in this study that considerable changes have taken
place in the perception of police task taken by members of the police
organisation and these are not necessarily shared by those in the political
sphere and the wider environment. If there are perceptual differences

as to the objectives of the police organisation, then how can the police

force be measured within terms of it efficiency and its effectiveness?



The Home Office, pursuing national Governmental policy, is urging
better value for money. In order to achieve this, the issues of
effectiveness and efficiency have become crucial, but by what
criteria are these concepts to be judged? If police management
criteria of the task is different to the criteria of the providers
of finance, then it is unlikely that their reference areas and their

understanding of success will be shared.

In one of the few organisational studies of British policing Sanderson
has illustrated how modern British police forces are large and complex
entities with organisational characteristics, structures and processes
rooted in their nineteenth century origins (6). In developing his

theme of poor organisational communication, he brings to the fore the
interaction of three core features of police organisation. In the first
place police forces are seen to be rational bureaucratic organisations.
Secondly, the mode of management adopted owes much to the military
tradition. Thirdly, the emergent development of policing is that of a
process of professionalisation of the organisation "to which the

professionalisation of the individual is subverted" (7)

Whilst the existence of the three characteristics of bureaucratic
rationalisation, military model and organisational professionalism have
been described previously, Sanderson suggests that their dynamic
interactions have led to the situation where communication activity is

corrupted. These issues will be developed in this study.
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Clearly, as Beer points qut, " If the structure is dysfunctional ...."
This study was conceived from an appreciation that the appiication of
computer technology to policing was presenting the organisational
structure of policing with problems of adaptation. The original intent
was to focus upon the impact of new technology on police management with
the hypothesis that there was a mismatch between police and public
expectations. However, as will become clear as the study progresses
the whole subject of police organisation is little understood outside
the police service. There is relatively little analytic research upon
which to base this study. This has led the study to focus upon a more

widely based focus rather than the narrow issue of technology.

In this study we have taken a systemic look at the way in which-the police
organisation relates to the environment within which it has to function.
From this approach the study maps out strategic police management problems
at a time of rapid technological change which are impacting on an
organisational structure which must be understood by managers if they

are to maintain valuable assets ( for example, a dominant market position
and public support ). We will propose a model of the police organisation
which presents a strategic opportunity for management to cope with the
variety and complexity of environmental demands and amplify their own

organisations capacit& to provide a sufficient supply.

Policing must adopt more adaptive structures to meet new demands. In
discussing the dysfunctions of the organisational structure pblice‘
management is given wider strategic options and structure can be brought
more intﬁ iine with the task. Communications are esséntial to control
and the application of computer technology can be better directed with
an organisational structure that is directed to a commonly accepted task

perception, This is what effeciency and effectiveness is really about.
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Police Organisation

rganisation is the bringing together of the various parts of a systém'
in order to co-ordinate their activities and make them one. One test
of an organisation is to see how well the various parts work together.
This is a test of the internal efficiency of an organisation. The role
of management is to monitor the way in which the parts are working‘and
take action to set a direction and then ensure the organisation works in
that direction.
There are many definitions of Police organisations; are we looking at
the National Police Service, the service in Northern Ireland, Scotlznd or
England and Wales, a Police Force, a Police Division/Sub-division or
an individual Police Officer (Chart one and two - Police organisation).
Indeed each level of recursion shares the same ingredients and is subject

to the pressures outlined in the Introduction.

Aston University

Nlustration removed for copyright restrictions

Chart One: Simplified Organisational Chart of Typical Police Force
DAliaa Numcwicrablan Runvzard 1070_).
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In this study, we are examining the Police organisation mainly at the
level of the Police Force and its recursion at Division/Sub-Division.

Yet, much of what will be said applies equally up the organisational tree:

Aston University

lustration removed for copyright restrictions

Chart Two : Simplified Headquarters Structure of a typical County Force
(Bunyard 1979).

The level of management focused upon is that of Superintendent and Chief
Superintendent (Chart four - Rank Structure). There are two thousand

Police officers in these two ranks in the National Police Service.

Operational

Policing Supt Police

Ranks Policy Making

Chart Three : Pivotal position held by superintending ranks within the
Police organisation.

In classical organisational terms, the superintending ranks hold Divisional
responsibility. Police Divisional structure is a functional

classification. The Divisions are of two types :=-
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a. The geographical Police Division, sub-divided into Sub-divisions.
Responsibility lies with these units for all policing. They comprise
approximately seventy percent of total Police Force manpower. They

are supported by :-

b. The support Divisions/Departments, Traffic, Criminal Investigation
and various Administration/Personnel groups. Whilst there are about
thirty percent of the Police staff in these groups (the majority
being Traffic and CID), a large number of the civilian staff work
with these groups - mainly in an administrative capacity. The
support staff ratioc is approximately one civilian to three Police

Officers.

In 1972, a Police Advisory Board Report on rank and structure for the

Police recommended that a Chief Superintendent's command should have
(8)

approximately 350 Officers and Superintendent 120-150. Clearly,

the Police Division/Sub-division is a most complex people system dealing

with people based problems.

Where does the Police manager come from then? All Police Officers join
the Police service as Constables and advance from there. Promotion to
Inspector is by examination and interview selection. Thereafter,
interview, selection and promotion is the sole prerogative of the Chief
Constable. For the ranks above Chief Superintendent, interview and

selection is by the predominantly politically composed Police Committee

for the Police Force area.
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Promotion is primarily based on the ability of the Officer to do his
present job rather than potential for the next. Management training

is a relatively new concept to the Police Service; the emphasis is upon °
functional skills training with little attention being given to an analysis

of the theory of management.

The majority of Police management training is 'in-house' and undertaken

by the National Police Staff College. Many Police Managers never attend
the Police Staff College and, consequently, receive no formal training
commensurate with their management responsibilities! Direct entry into
Police management has never seriously been contemplated, despite the per
capita cost of over £25,000 per annum of a Police Officer. A Police
Division of 450 Officers consumes at least eleven million pounds each year
in Police manpower costs, plus bulldings, vehicles and other equipment -
yet Police management receives little financial or resource planning

training.

It should be said, however, that there is a Police professional ethos.

This professionalism is, however, mainly directed towards the technique

of Police operations rather than towards Police management. The con-
centration is upon arrest and detection figures today and tomorrow. The
emphasis is not upon resource provision and allocation next month, year,
next five years. In fact, few, if any, Police forces realistically forecast
spending any further forward than eighteen months (this being Home Office

capital projects submission requirements).
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New Technology

Into this organisational and management situation has come new information
handling techniques. New technologies have entered policing previously;
the motor car, the radio and forensic science. All of these new
technologies have had many effects. The most obvious, in all three

cases, was the creation of new Departments to administer and functionally
direct, eg. Traffic Department, Communications and Scenes of Crime. Each
technology has been applied as an adjunct to the 'Primary' purposes of

policing, defined in 1964 and discussed earlier in this Chapter.

What is so new and distinctive about the new information handling
technologies based on computer systems is that they are part of a
computerisation of society, of which Valery Giscard d'Estange - the
then President of the French Republic said :-
"The applications of the computer have developed to such an extent
that the economic and social organisation of our society and the
way of life may well be transformed as a result. Our society,
therefore, should be in a position to both foster this develop-
ment and to control it so that it can be made to service the
course of democracy and human growth". (9)
If changes take place in the way in which society and organisatiors process
information then it is to be expected that changes will also take place in
the way in which society is structured. Primarily, as we will examine in
greater detail in this study, if we change our information processing
techniques, not only will this impact upon structure but it will also

change goals and culture. In a simple model we can see any social

grouping as comprising :
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Goals Structure

Culture Techneclogy

Fig. 1.1. Societal Model in Balance.

Change. in any one part of this model is not an abstract
construct, but rather a reality impacting on the social whole; an

'organisation' being a part of this 'whole'. As Manning states :

"Technology' cannot in fact be considered in the abstract,
because all technology is used by various personnel who bring
meaning and understanding to technology and because it is always
employed within the context of on-going social organisation or
social structure which constrains its use to socially sanctioned
purposes.”™ (10)

Computer technology handles the information that is the life-blood of
policing. Police organisation is an information processing system
based on classical management principles - functionally based working
to an hierarchic form. However, the organisational model has not
fundamentally altered since its inception in 189 . It was then based
on the model of Wellington's Peninsular Army, one of the first joint
Commissioners of Police, Sir Richard Main, having served with the
Quarter-Master General of Wellington. However, Police size and
complexity was considerably smaller and 'simpler' pre 1964 (excepting

the Metropolitan Police).
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The theory of Police information handling is that it is rational,
policy is set by Chief Officers on the basis of environmental surveys
conducted by staff Officers and on the basis of economic resource
availability. This Policy is then sent down-the-line to Divisional
management for directions to be given to front-line staff who will
then implement it. As a result of this implementation and feedback,
Divisional management make an assessment which is fedback to the
policy makers who then adjust their policy and add-in any staff

intelligence available and so the cycle continues.

To date, most Police computer systems mirror the organisational model
theorised above. The computer is generally centrally located at

Police Headquarters and structured down-line. Processing and
information requirements are based on a centrally determined assessment
of 'Force' need. These computers are intended to 'Control' the Police
'operation'. It is on the basis of control and operations that the

arrangements for computer systems are based.

The arguments for computer systems generally state that the Police
organisation must use computers to both increase its data acquisition
and handling capacity. Through this, more accurate assessment of demand
can be made and Police resources allocated thereby increasing efficiency

and effectiveness.

Why is it then, one would be forgiven for asking, that Police detection

rates decline and recorded crime increase despite computer development?
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It may be that what is being addressed is only the symptoms of
problems rather than the problem itself. Indeed, as BEER pointed
~out, "If the structure is dysfunctional....."™ It is the structure of
the organisation itself that must be examined and this also means

examining the philcsophy of Police control mechanism.

SUMMARY

This introduction has indicated the areas this study addresses.

We are concerned to develop an crganisational model of policing
which is sufficiently flexible to help us to understand how
policing works and how it can develop. We do not claim originality

of creation but rather originality of application.

The study will build a picture of police organisation by firstly
laying the foundations of literature from areas which contribute to

an understanding of the police; both in police and management related

studies.

These initial foundations are then built upon by drawing a number of
relevant factors from a selection of survey studies undertaken as part
of this study and verified by contrasting the findings with a number

of similar surveys also conducted since the early 1950's.

The study will then continue to build a picture of organisation by
looking at the role of police management and the contribution that

the BEER Model of a viable system can have in understanding the
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complexity of the study area. We will then be in a position to
draw together the implications of Fig.l.l. for police managers.
How a manager requires an understanding of the principles of
social cohesion and development to regulate ofganizational
development; we will see how the study proposes that the
principle of recursion would apply these arguements to any
organization and that the societal model is of general

apblicability.

Our interest is in the effectiveness of policing and how
police managers play a vital role in regulating and directing
the police organization. We will move through a literature
review to identify major strands of research which have
relevance to this study. The process of the study will then
take us through an examination of a range of social surveys
undertaken in the 1980's, both as part of the study and others

contributing to our understanding of present police organization.

We will be in a position , having completed the above to assess
the organizational needs of policing if effectiveness is to
increased through managerial action. We will then begin to
develop an approach to the creation of an organizational model
which will assist us in understanding the dynamics of the
management of police programs. .Having proposed a model for~
understanding organizational effectiveness in policing we will

look at a case study application of the model, Fig 1.2.
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Chapter 1 The Police Organisational
Background to the
Problem
Chapter 2 Data Base from Literature
to Review and Survey
Chapter 4 Work
Chapter 5 Examination of the Reality

of Police Management

Chapter 6 Development of Model

Chapter 7 Case Study Application

Fig.1.2. The Structure and Process of the Study of Police
Effectiveness and Organisation
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CHAPTER II

REVIEW OF LITERATURE

Introduction

In this chapter we will begin to develop the data base from which

to understand the way in which police organisational effectiveness

has beccme viewed, both within and without the police service.

The literature reviewed falls into two main areas :

1‘

Police Related Studies.
This area of review is itself broken down into three
areas of interest :
a) An approach to police literature that is called,
for the purposes of this study, the Historical/
descriptive perspective.
b) The Political perspective
c) The organisational perspective (still in its
early stages).
Management Related Studies
From a brief outline of the development of management
literature the remainder of the section examines a selection
of organisation theory studies; 1looking, in particular, at
how the concepts of structure, technology, goals and individual
and group activity have developed. To complete this section of
the review contingency theory and the issue of uncertainty

together with the systems movement are examined.

The literature review begins to build up the necessary information

base upon which we will develop the model for assessing effectiveness.

20



21

Police Literature

Since the disturbance of the 1960's in the U.S.A., police related
literature has grown immensely. Federal assistance was generously
given to police related research throughout the 1970's and many
American Universities developed police or police-related programmes.
The American based Police studies helped stimulate interest in the
examination of British policing. The 1970's saw increasing concern
about police and public relations, such concern finding expression
following a series of disorders in 1981; resulting in an 0fficial
Enquiry as to the state of Police and Public relations (1). Despite
the development of interest in critically examining the police,

some of which will be examined later, it is probably true, as
Maurice Punch claims, that we still know little of the true nature

of policing.

"Despite an outpouring of writing on the Police in the past
few years, so massive as to frustrate practitioner and
academic alike, very little can be said to be known as

yet about the Police. Being known is of course a Term of
art but basically it denotes a collection of reasonably
complete factual information through a body of proven
explanation. In both senses, little is known about the
Police. Descriptive information.... is fragmentary (2)".

Peter Manning has commented on the problems facing the would be
researcher of police work (3). Gaining access to the innermost

parts of police institutions, Manning comments, presents the researcher
with the need to be seen as acceptable to the Police institution.
Robert Reiner echoes Manning's comments on acceptability in respect

of research with the British Police system (4). The researcher,
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in attempting to examine police organisations and operations, is
often perceived as a threat and accordingly, in adopting a
defensive posture, police departments decline co-operation. Of
course, this is not surprising, most people in an institution based
on status and power, are reluctant to put themselves under

critical examination.

The Home Office in Britain is the main focus for officially sponsored
police research. Operating through either the Home Office Research
Unit (HORU) or the Scientific Research Development Branch (SRDB)
approximately sixty research workers from both the physical and social
science disciplines provide a support and analysis function. Some
research papers from the HORU and SRDB are published and reference will
be made to a number later. One of the tasks of those Official
Research Groups is to vet requests for research facilities from
outside (non police) researchers. By national agreement (5) all
Police Forces refer requests for research facilities to the Home
Office for an opinion, in an attempt to avoid duplication of effort.
This central oversight of research, taken with the 'natural'
reluctance of Police Forces to expose their workings, has led to
criticism of the "Watchdogs of the Home Office". (6) Indeed, Punch
is so critical of the Home Office control as to give it as a major

reason for shifting his locus of research to Amsterdam.
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It must be said at this early stage that the literature review
can only paint-in a backecloth to the study. There has been little
'insider' analysis of the police organisation in Britain. Whilst
some of the North American literature is applicable, there are

important cultural and historical differences.

For example, as mentioned in the previous chapter, the historical
evolution of British policing from the military model which was
Wellington's Penninsular Army, when taken with a rational bureaucracy
and emerging professional ethos, has created a very tight entity,

which has resisted external scrutiny.

If we are also aware that the internal culture of policing has a profound
impact on the goals and structure of the organisation; and upon the way
work is done. This awareness allows us to put the following literature
into a framework which can go some way towards explaining many of the

gaps which later chapters develop.

This review will draw out from the relevant literature a web of
information which will bring us to the heart of our subject - an
understanding of organisational complexity - by exploring a variety of

approaches to understanding policing.
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The Main Approaches to Police Studies

The consequence of the availability of funding for Police related

research whilst access controls also exist has led to two main research

perspectives :=-

The first focuses on the hiétarical development of the Police.
Most notable of the historical/descriptive police studies are
those of Charles Reith (7,8) and Thomas Critchley's now standard
reference on police development (9). The historical perspective
has been enlarged to include Trans-Atlantic comparisons (10,11)
or even cross-cultural comparisons (12). It must be said though,
that the historical/descriptive approach to the examination of
policing, whilst providing a foundation of understanding,
provides little more than a limited perspective of the police

reality.

The second major perspective is an examination of the police

in the political arena. This main research pefspective has
developed through the 1960's, a period of challenge by the young
against authority in Europe and America which gave it extra
impetus. Policing was often seen as "The Iron Fist in the Velvet
Glove™ (13, 14). In Britain too, policing became identified
with political power and control. Tony Bunyan drew attention to
the socially acceptable and politically directed concentration
of power in the hands of the police who operate behind a veil

of apparent secrecy (15).



25

There is presently evidence of a developing third perspective on
policing. We will examine this developing approach in more detail

in Chapter IV, when we discuss a range of survey results.

This perspective is asking questions of the organisation of policing.
Manning, for example, has looked at the symbolic presentation of
policing within a situational context and suggested that the police
manipulate social 'reality' to find acceptable solutions to problems
they define (16). In Britain, Robert Baldwin and Richard Kinsey

have taken the view that policing has been centralised, rationalised
and specialised in organisational form as part of a concentration of
political power in the hands of relatively few Chief Police Officers(17).
Central to this organisational restructuring is a manipulation of

situational reality:-

"Crucial to the style of policing is the manner in which the
Police perceive their relation to the public and how they
define the public that is to be policed". (18)

One part of the organisational manipulation of reality, which is both
seen as a cause and effect of organisational change in British policing,
is the manipulation of crime figures. Robert Carr-Hill and Nick Stern,
in their examination of the Police ang criminal statistics cast doubt

on the 'true' level of criﬁe (19). Changes in recording rules,
decriminalisation and other legal changes all work to influence crime

and reporting rates of crime. Ultimately, Carr-Hill and Stern cast doubt
on the crime-waves that are so often discussed by official studies.

They also question the trend since the 1950's of increasing the size

of Police organisations, fewer and bigger, as being in the interests
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of efficiency :-

"It is common, however, to suppose that the size of an organisation
will affect its efficiency. Big organisations can reap economies
of scale. However, there are also disadvantages of scale. Apart
from the problems of bureaucratic growth, larger Police Forces and
more advanced equipment (for example, cars rather than bicycles)
can put the Officer out of touch with the local population™ (20)

Carr-Hill and Stern are referrring to the increased distance apparent
between police and public; a factor very much at the heart of attempts

by students of police organisation to look behind the image of reality
presented by the police themselves to the reality upon which they function.
This entails the delineation or mapping out of police behaviour within
and without the secrecy afforded by the organisational structure.
Questions as to the power of groups within the police, the Chief
Officers, Senior Officers and Police Committees (being the representatives
of the community) have been raised by Mike Brogden (21, 22). Brogden
contends that since 1945 the Police have organisationally attained a
previously unheard of level of autonomy; free from both local control

by the Police Committee and from Central Government :-

"The Chief Officers, in issuing directions, has to allow for the
way in which they will be interpreted according to station, and
group conventions and traditions" (23).

"Apart from at the general level, the imperative to maintain
public order, the pressures on the Police institution rarely
embody cohesive class interests.... The more divided the
demands, the more the chiefs negotiate from a position of
strength" (24)
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Researchers who focus on the organisational aspects of policing are
raising issues which logically flow from the historical/descriptive
works and the political/control research. Increasingly, the issue
is becoming that of power relationships within the organisation,
as exhibited through organisational behaviour (policy making and
decision making) and the implementation of police policy decisions

in the operational context (the traditional focus).

Police Decision Making

The increased attention being paid to the policy and decision making
of the police has so far concentrated on the implementation end of the
decision making continuum :-

Fig.2.1l.
Police Decision Making Model

Qutside Organisation Inside Organisation
Continuum

Implementation on Policy Making Senior

Street Officer

From the work of Banton in 1962 (25), Cain (26) to that of Jones (27),

the concern has been to explain the behaviour of the police by
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Fig. 2.1.a.

Police Decision Making Model:
literature Applications

Historical/Descriptive

Political

Outside Organisation

Organisation studies

Inside Organisation

Implementation on
Street

Policy Making Senior
Officers
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reference to the actions of street policemen. This approach
will present problems to an understanding of why a policeman

takes certain action and how the feedback cycle works.

As Rubenstein points out, the position and power of the individual
policeman depends on his possession of information and he has little
interest or benefit to be gained from giving this to people outside
his immediate work group (28). When called on for a report of his
actions, the policeman will have to provide a report 'acceptable'

to his senior officer :-

"The structure of Police organisations is such that mistakes
are viewed as intentional by senior officers, thus introducing
a constant ambiguity in inter-organisational relationships,
especially between officers and their supervisors. However,
participants fear sanctioning, feel it is not predictable,
difficult to defend against, ambiguous as to meaning and
prospective significance for their relationships rather

than on the behaviour labelled as rule breaking. Thus,
internal lies are frequent" (29)

Consequently, the information a senior officer uses to make decisions,
if internally generated and transmitted through the hierarchy, can

be open to question.

Looking once again at the Police Decision Making Model, we can see how
the two major perspectives in police literature, the historical/
descriptive and the political, focus upon the highly visible aspects
of policing; outside the organisation. This study is intended to

bring into focus the continuum which connects the highly visible
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street implementation with constraints (32). The internal
constraints include such examples as a limited number of available
operating procedures, staffing levels and capabilities (33).
Manning has indicated the importance of information in respect of

external constraints:-

"Obviously, information is a necessity to the property operation
of the administrative model. If the criminal event ('crime')
is conceived of a signal, then it can be measured as to the
strength and source". (34)

Constraints affecting the police limit their ability as individuals
and as an organisation to operate in a rational manner. In the terms
of Lindbolm, 'disjointed incrementalism', or ‘'satisficing' rather
than scientific management strategies of optimization become the

order of the day (35).

Police, Information and Professionalism

In his highly original examination of crime and information theory,
Willmer puts forward the notion of the criminal as an emitfer of
signals (36). If the criminal is assumed to be rational and wishing
to reduce his probability of detection and makes decisions in line
with mafimising this notion, and we also assume that the policeman

is operating to increase the criminal's chance of detection, each can
be seen as struggling for payoff. We have a zero-sum game situation;
negative payoff for the police are positive payoffs for the criminal

and vice versa, Willmer explains:-
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"Thus the struggle between the criminal and the police is like
a battle over information. In this battle criminals can be
treated as though they were emitters of signals which the
Police try to detect. The strength of these signals will
vary depending upon the type of information emitted by the
criminals as well as upon the measures taken by the public
and the police. If a criminal wishes to make the task of
the Police as difficult as possible, he will strive to
ensure that the signals he emits are as small as he can
make them. The police, on the other hand, will try to make
any signals emitted as large as they can". (37)

We can also look at the connnections within the police organisations,
between the inside and the outside, as consisting of a process of
signal emissions and reception, of various reduces and amplifiers
coming into play. The communication channels through which
information 1s passing being subject to interference, or noise, from
a variety of sources. So not only is this a process of signals
between this environment and the police, but also within the police
system. The longer the system, from source to analysis and

interpretation then the more distortion there is likely to be.

In respect of external noise distorting the information,

this can arise in many ways; from the criminal as Willmer suggests
in the zero-sum game situation. In addition, police operational
tactics may prevent the citizen coming into contact and transmitting
information, for example, the use of cars rather than foot patrol,
thereby distancing the police officer as receiver from the

transmissions of the public.
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Sandra Jones and Michael Levi suggest that the police are
increasing the distance between themselves and their public, not
just through the technology of policing (cars etc.) but also
through adopting a 'professional image' (38). This is the develop-
ment of a trend initially identified by Cain in 1973 when she

stated:-

"The Police College at Bramshill has strengthened its grip on
professional training. This means that autonomous professional
standards are being developed which will be another source of
role definition for Senior Officers oriented to career advance-
ment"  (39)

Whilst Cain saw professionalism only within the senior ranks of the
police, Jones and Levi find strong evidence amongst street policemen,
constables and sergeants; a desire to let 'the experts get on with
the job' (40) Consequent upon this attitude is a different perceptual
model of policing; Police officers see themselves and judge them-
selves by professional criteria whereas members of the public assess
police competence according to personalised qualities of attitude

and appearance. What is strongly re-enforced is the capacity for
noise distortion to the information signal generated in the police
system environment. Thus external factors can work to prevent access
to information and distort signals received and transmitted into the

police communication/information system.

Once inside the police system information can be subject to noise and
consequent distortion; or even destruction so far as the organisation

is concerned. As Willmer states :-
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"The strength of the signals emitted by the criminal is dependent
to a certain extent upon the efficiency of the Police Force in
collecting and acting on information.... Attempts are being

made in Great Britain to combine intelligence information with
more conventional data in order to increase the value of the
information that is received and to minimise the chances that

a valuable piece of information will be lost." (41)

Willmer's attempt to apply information theory to crime control is a
valuable attempt to bring to police and Home Office attention the need
for analysis of both police and criminals information systems. As
Simon has suggested, much of the action of organisational actors is
subject to 'bounded rationality'; to the constraints imposed by
perceptual models formed by eacﬁ participant (42). Churchman makes

the valuable point that "Information theory is a safe science, as it
deals with the transmission of messages and not their meaningfulness

to the user". (43) Theory has little use without operationalisation
which gives meaning. It is in the application of meaning to information
that much of the internal generated noise can arise. Too much informa-
tion can create an overload situation as both Churchman and Acoff have
made so plain (44, 45). The filters which organisational participants
build-in to the system of information transmission serve both con-

structive and destructive purposes.

Cain suggested that one of the constructive purposes of filtering
information at the street level is to protect both the operational

and senior officer :-

"Senior officers could not supervise directly. They were
dependent for information on a formalised system of upward
communication.™ (46)
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Cain goes on to suggest that because of changes in police operational
policy, officers are increasingly sharing their perceptual models of
the police world thereby narrowing the vertical communication gap.

This view is not shared by Manning who comments :=-

"Police organisation can best be described as asymmetrical
communication systems. Messages in the form of written
order, memos, procedural dicta, general orders, and so

on flow down from staff to line. Very little communication
flows up the line; it is retained by lower participants
primarily as a means of self-protection". (47)

Manning is very much in agreement with Rubenstein, whose work was
referred to earlier, who termed this withholding of information,
"Private Information". The difficulty for the police organisation
managers in these circumstances is to ensure that their command
channel capacity is adequate whilst retaining the capacity to audit -
to check what is really happening. For example, one of the simplest
forms of auditing the activities of the line officers is for staff
officers to walk the beat on occasions. This type of activity allows
the policy makers to test their intelligence gafhering systems
against experiences. Clearly, in all organisations actors will take
care not to expose themselves unnecessarily to risk, knowledge is
clearly a tool in the power politics of street policing and also

within the police organisation.

Other ways in_which information is filtered within the police
organisation has been the subject of two recent studies. In the
first place, as a HORU study by Heal and Eckblom has shown, police
radio controllers are concerned with 'clearing the books' and do not

take the trouble to obtain full details concerning calls for
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service. (U48) The result of this strategy is that the

operational officer despatched can have a mental model of quite

a different kind to that of the caller; The radio controller
filtering certain elements and amplifying others. This is supported

by the findings of both Jones and Levi who identified the professional
and personalised expectations of police and public, and of Hulbert

in a recent study of Police Control Room Staff. (49) It is certainly the
case that radio controllers do not simply transcribe information
passed in by a witness; there is a considerable amount of selective
extraction of information. One of the causes of information
distortion identified by Hulbert is the absence of an adequate 'schema'
which a radio controller could quickly and effectively employ. The
absence of such a schema raises the question as to the effectiveness
of one. The radio controller is presently able to employ

considerable flexibility in resource allocation, just how good the
police response would be if such flexibility were constrained raised
the crucial issue of management responsibility and the process by
which policy is transferred into action. In his study of the role

of the police middle management, Plumridge has used the analytic
techniques of repertory grid to identify the relationships between

the tasks (elements) which make up their role and the characteristics
(constructs) which they use to distinguish between them. Thus, part
of the perceptual world of part of police middle management is mapped.
(50) Plumridge indicates how little attention police management pay
to building and maintaining information networks. As a task, police

management considered that this activity could be delegated which
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certainly acts as a reinforcement to lower level information
selection (the controllers), whilst recognising that this requires
teamwork, i.e. information only has meaning if shared. The whole of
Plumridge's work suggests that police middle management are very
concerned with the immediate and rely on their police colleagues

and put aside planning activities and improvement; or even the
development of information systems rooted in the environment. This
reflects the internal and external pressures to produce results, or

appear productive, now!

Thus, the question is posed as to what information system does police

management want? Churchman comments :-

"We can see now that the systems approach to management
information systems implies an extremely important and yet
difficult problem : what kind of model of the user should be
stored in the system, and what should be the reliability of
the model with respect to the facts?" (51)

It is vital to an understanding of the police use of information that
there are a number of assumptions implicit as to the larger world
within which they are operating. If, as is arguably the police case,
the organisational objective of policing, above any other, is to
provide a protective service for society, then police management
require information to assist towards meeting this end. It will

be clear from this study so far that little is really known about the

Weltanschanung (picture of the world) of police managers. Simon
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pointed out that the failure of many American data banks and
management information systems is partly the result of a failure

to work out how the information is to be used, by whom, why,

where and when? (52) The whole purpose of this study is to examine
the processes of the police organisation, from its actions in the
environment to decision making at management level, with a con-
centration on the latter. If the police mission is seen as being

to provide a protective service to a community within set boundaries
(country/county/town) then, in Simon's terms, we need to identify

who within the organisational framework requires information

(verbal and non verbal), where and when. This, of course, does

not just mean police actors but also the outsiders; the customers

or potential customers of this service who need information upon
which to base their demands. It is also useful, in such circumstances,
for organisational managers to understand how their goals are related
to their culture and that their structure is similarly in a state of
interaction with technology; the various aspects are in a condition
of dynamic interaction. This allows information management to take

place and helps minimise contradictions within the various demands.

In a2 1980 report on the police use of management information systems,

Hough has brought into focus both the need to avoid information overload
and the need for the police manager to have a-clear view of his world. (53)
Whilst Hough's study was primarily concerned with examining resource
allocation decisions and the use of computer technology; it does

underline the reliance by police management on experience and 'seats

of the pants' reaction. Thus, to acquire information to service such
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experience-based decision making, a shared understanding is needed
between management and street officers. In practice, it is often
the case that a meeting of minds between 1line and staff is not
reached. In those circumstances actors within the organisation
make decisions on the basis of expectations; organisational
participants say they understand, but do they? This goes some way
to explaining why decisions can be inappropriate, or simply bad.
Clearly, a key issue for police management is to design

organisational information systems around such meeting points.

It is difficult today to talk of information and management
information systems without commenting on the application and

use of computers. It is to this area that we now look to examine
the literature relevant to the police field. In this way we will
complete a review of relevant police related literature to the
study before seeing where the models are in need of support and

supplement.

Computers and Policing

The use of computer technology in policing has had contradictory

effects. Initially, police computer systems were centralised and
structured to reinforce a model of policing which took a top-down
view of the organisation. This was reinforced by the Home Office

who reported in 1969 :-
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"We think that the Home Office should give the highest
priority to an examination of ways in which computer
technology might be applied to Police work" (54)

Whilst official government support encouraged the application of
computer systems to police functions, little has been written to
explain what the systems are and what impact they are having.
The Home Office published a series of guidelines for Forces
considering the implementation of command and control systems
(55) or other operational Computer systems. (56) One of the
earliest reviews of the police use of computers was undertaken
by the HORU in 1980 (57). This review focused upon the use of

computers as a management information tool. Hough identified :=-

"A number of factors leading to the underuse of Police MIS
(Management Information Systems), not least of which has been

a mismatch between the capabilities of MIS and existing manage-
ment styles in the Police. The report has suggested that
changes in management style are a pre-condition for fuller
exploitation of MIS. (58)

Hough went on in his review, to outline a number of conditions which

he felt would minimise 'user-resistance, irrelevance of management

information and poor data quality.' These conditions were :-

i. MIS will be used most by Police Forces with decentralised
decision making processes.

ii. MIS will flourish the more that Police Forces make clear
distinctions between decision processes concerned with
the distribution of resources between areas and those
concerned with the use of resources within areas.

iii. MIS will flourish in Forces in which the primary MIS users
are such as middle and low level administrators and
supervisors.
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v MIS will receive greatest use when primary users exercise
greatest control over the content and capabilities of the
systems.

v. MIS will receive greatest use when the purposes for which
data are collected are formally stated.

vi. User-resistance will be the least in Forces where users

(or their subordinates) have greatest physical control

over their MIS. (59)
The common denominator throughout the recommeﬁaations of Hough is a
need to change the management style of the police organisation from a
centralised base to a devolved management/decision making system led
by those using information. In 1984 the Home Office SRDB produced a
'State of the Art Review of Police Management Information Systems' (60)
Whilst this Review suggested that the Police neither led nor lagged
behind industry and commerce in the application and use of MIS, there
was a real need to recognise the importance of giving attention to user
requirements. In addition, the Review identified a need for additicnal
management training in relation to the use of MIS. (61) The importance

of a lead being given from the top was stated thus :-

"In Forces where it was well known that the Chief Constable
strongly supported the use of management information, usage
tended to be high. In Forces where the Chief Constable's
support was apparently half-hearted, a lower level of use
was evident." (62)

Similarly, in a 1984 Review of MIS in industrial and commercial fi;lds

by a leading Management Consultancy, the observation was such that :=-
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"It is a platitude to say that success is determined by the
attitude of the Chief Executive but platitudes are generally
true. The success of MIS in providing support to management
must increase as the management level of its application
rises". (63)

It is clear from what has been said that insofar as the police
organisation is concerned, the use of computers and particuiarly
management information, depends to a great extent on the support

of Chief Officers. Further, to get the best from such systems user
needs and access are of key importance and to achieve this, changes

in the style of police management are needed.

This is the situation insofar as MIS are concerned; what of the
interactive use of computer systems; the precursors to 'Expert

Systems' :-

"No Police demand has emerged for sophisticated 'interactive'
programmes to answer "What if?" questions about resource
allocation, and even if such demand had emerged, it is
unlikely that MIS data would have been sufficiently accurate
to the needs of the programmes". (64)

In terms of computerised MIS, Hough's comments re-enforce those of
Barnett who evaluated the successfulness of computerised MIS in five
continental countries. Barnett found that even where well-presented
information was regularly given to police administration, the effect
on planning was small. (65) She concluded that it would be many
years before computerised MIS was regularly used; again it is a
question of changing management style and this is an evolutionary

rather than revolutionary process.
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In the United States, some work has been published describing the use
of mathematical modelling techniques for resource deployment (65) but
it has also been suggested that these techniques have had very limited
application. (67) Indeed, Colton's review of police computer use in
1971 and 1976 (68, 69) in United States Police Departments finds
evidence of widespread computer use, but in routine and structural
areas, such as records management, personnel etc; Colton's
descriptive work, replicated in respect of England and Wales by Bond
(70) in 1980 suggests the need for a closer examination of such

computer use in the way proposed in this study.

Clearly, the history of the police relationship with computer
technology, is one of the technology failing to match managerial
expectations and the literature brings out the lessons for police

management. Hough in his most recent study of the subject states :-

"... the Grail of technology is typically introduced into

an organisational milieu characterised by cause, conservatism
and ignorance... combined by the rejection of the technology"
(71)

Hough goes on to point out that the assumptions underlying attempts to
introduce computer technology to policing assumes an 'administration
model' (72) of policing and ignores the lack of clear task
differentiation which impacts on the concepts of productivity and
efficiency. The more that members of an organisation simultaneously
pursue multiple objectives, which are sometimes conflicting, severe

problems of quantification arise. We know that only a small proportion
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of Police work is directed towards law enforcement. (73) At

the end of the day, present computer applications are about quantitative
issues whereas much of policing is about qualitative issues = the
maintenance of authority and the exercise of power. (74) As Hough,
Youell and others have pointed out, what is required is a change

in management style and also an examination of, and decision in respect
of what parts of the police operation computers can best serve a need.
Police management must be reflective; their needs must be espoused

before the appropriate computer systems are developed.

Summary of Police Related Literature

In this review of police related literature it is clear that the
focus of study has moved over the past two decades away from the
historical and descriptive to the analytic. It is not surprising
to note the attention given to the power and force issues; the
police being so closely involved with social control and the

inevitable political issues.

Common factors which emerge from the selection of literature include
issues of control and accountability; both from within and without
the police organisation. There is also the question of how technology
impacts on information handling, the structuring of the organisation_
and how goals are achieved. As Manning powerfully draws to our
attention, these factors are all part of the organisational

culture and a change in any part has an impact on the others :-

.
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m... it is argued that the social control of police
work is always to some extent a function of external
constraints, but that in Anglo-American societies it
is remarkably controlled by the discretionary action
of the individual officer and the associated
organisational reality in which he is located. (75)

Having seen the limits to police related literature in
specifically management related areas, we will continue with
thié review by examining areas of management literature.
This will then provide us with a basis upon which to build

a model of police organisational control and the role of

technology.

MANAGEMENT LITERATURE

HISTORICAL DEVELOPMENT

Underpinning the police related literature are management,
sociological and political theoretical models. 1In this section
we shall examine the development of management theory and we
should remember, whilst reviewing this development, that police
organisational understanding is only recently taking account of
this theoretical base to develop its own series of organisational

models.

The analyses completed of police management point to the similarities
rather than differences between police and 'other' management.
From a brief review of this literature we will see how this study's

model fits within a continuum of theoretical understanding.
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Frederick Taylor (76) and Gulick and Urwick (77) sought to

provide, not so much a theory of management as a group of principles
based on commonsense to guide managerial action along a 'scientifie
path'. This scientific management brought together organisational
structure, behaviour and technology and treated these within the
organisational whole. The essential ingredients for the
organisations' activities were seen to be the need to: plan ahead,
write down policies and define tasks, specialise and delegate, be
decisive and limit spans of control to about six people. These
principles depend ultimately on a unity of command in order to
preserve hierarchy of authority based on rank. As organisations
kept growing and complexity increased, so these principles of
centralisation of authority and control and departmentalism of

performance became more necessary.

Much of the descriptive and historical literature of the police
reviewed earlier assumes this model of police organisation. (78)
Indeed, even the most recent research of Plumridge and Males (79)
and Punch on organisational control (80) suggest a model of police
organisation that is essentially 'classical', but with important
gaps. Both Plumridge and Males' works suggest an absence of forward
planning on the part of police organisations. (81) Punch also
suggests that much of police policy is not written down; more
specifically that policy making tends to be secret (82) and, as
James has pointed out (83), policy worked to; practical policing,

is different to the professional imagery of managerial policing.
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It was claimed by proponents of scientific management that it

worked well in tight and inflexible organisations, but during the
1930's, research began to indicate how changing production techniques
put inflexible organisations under strain. Labour was recognised as
an important part of the organisation and to orient the organising
process just for efficiency could bring about strain, tension and
cause an organisation to break. The Human Relations School was

born out of the process of according the human being an important
place in the organisation. The quality, as well as the quantity of
work, was recognised as being of importance in making an organisation

tick.

The work of sociologists of the police have tended to emphasise a
human relations perspective of police organisation. Banton and Cain
in Britain and Manning in the United States have emphasised the actions
of the policeman; both as an individual despite the organisation and

as one of a number within the organisation.

The line of thought, which emphasises that if attention is paid to a
warker his productivity increases, is based on insights into individual
and group behaviour. This has provided the starting point for more
recent work in organisational theory and management development. It

is also the point at which police related literature is just recently

begining to develop.
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Organisation Theory

Later work in organisation theory begins to separate various aspects;
the structure, technology and behaviour in respect of the decision
making process, and examines these variables in relation to both the

organisation and the environment.

What then is meant by the term organisation :-

"The system, then to which we give the name 'organisation' is a
system composed of the activities of human beings. What makes
these activities a system is that the efforts of different persons
are here co-ordinated. For this reason their significant aspects
are not personal. They are determined by the system either as to
manner, or degree, or time. Most of the efforts in co-operative
systems are easily seen to be impersonal. For example, a clerk
writing on a Report Form for a Corporation is obviously doing
something at a place, on a Form, and about a subject that clearly
never could engage his strictly personal interest. Hence, when
we say that we are concerned with a system of cc-ordinated human
efforts, we mean that although persons are agents of the action,
the action is not personal in the aspect important for the study
of co-operative systems" (84)

Taking the interest of the Human Relations School further, Barnard
sees the organisation as consisting of a collection of individuals,
a co-operative system. This concern with the activity of individuals

was taken up by Simon in 1945 when he stated :-

"Decisions are not made by 'organisations' but by human beings
behaving as members of organisations. There is no logical
necessity that a member of an organisation shall make decisions
in terms of values which are organisationally limited. Never-
theless, in example after example, we can find individuals
behaving as though the institutions to which they belong were
'economic men' always calculating the 'institutional utility!'
in terms of both service and conservation goals, in each
decision" (85)
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Simon goes on to point out that individuals within the organisation
do tend to make decisions in the collective interest. (86)
Clearly, the organisation man pursues goals organisationally

shared.

Barnard and Simoq, together with Cyert and March (87), view the
organisation as a collection of individuals concerned with solving
problems and making decisions. In so doing, the individual acts
as an economic man making calculations limited only by his own
'bounded rationality' due to an inability to possess all information.
“
Organisation man consequently, in Simon's terms, is goal-seeking but
satisficing due to his inability to optimise. The perspective of
Simon sees limits to the individual's ability to take information
from the environment, the information which is potentially available
can often not be obtained or the individual is not able to process
it. Of course, how can any individual cope with the enormous variety
that exists. Each individual or collection/organisation must optimise
through a process of reduction, filtering and calculating so that
complexity becomes managable. This is Simon's view of 'bounded,

rationality'; it is the limits imposed by complexity and the need

to achieve a position of what we shall see later is requisite variety.

In police research this is the point that both Plumridge and Males
make in their respective examination of police management. (88)

The primary concern of police managers were found to be a concern to
look inward, not out at the environment. In addition, managers are
concerned with the time and how little time or effort is put into

planning for the future.
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The works of Barnard, Simon, Cyert and March are based on rules of
organisation induced from theories of individual behaviour. On the
other hand, other theories have looked at the classical principles

of organisation; span of control, departmentalism etc. and tried to
assess the relationship between these variables. It will be recalled
from Chapter 1 that we are considering a societal model which contains
the constructs of goals, culture, structure and technology as under-

pinning social organisation.

Joan Woodward was one of the first to examine the relationship between
technology (the mode of production), structure and the economic success
of organisations. (89) Woodward came to the conclusion that a relation-
ship does exist between technology and structure, and that the
organisation which best fits structure to technology is economically
most successful. There is implicit in Woodward's work an assumption
akin to the classical rationality of Taylor's one best way to do
everything; that is, that there is an organisational rationality

and that the structure follows the technology. Woodward does not
consider the influence of the environment and only considers the
organisation as a whole, thus pre-supposing the absence of disunity

or internal conflict within the organisation, factors we have seen
previously in the work of Manning and Cain. For Woodward the function
of management is to ensure that organisational structure facilitates
the technology. We see such a view reflected in recent police manage-
ment work. Butler (90), in arguing.the case for rational management
through Policing by Objectives, starts from the basis that if the

management process is right - if objectives are rationally set, then
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the operational aspects will follow. This approach has had its critics.
Roche (91) and Waddington (92) have both argued that the irrationalities
of the police output; reliant on the dezands generated through social
interactions contaiﬁ a built in limitation to the rational planning
method. We have here a re-statement of the points made in the diséussion
on computers and the police earlier. What is being discussed in these
studies is the linkages between structure, technology (as in terms of

process) and gozls. The issues relating to culture are assumed within

the question conflict and unity as it relates to organisational action.

The work cf Woodward stimulated challenge and The Aston Group contended
thzt her two szmples in 1954/55 and 1962!63'were not consistent. They

also looked anew at the relaticnship between structure and technology and
construed more categories of technology. However, the Group concentrated
on operations technology, or how the production process was shaped.(93, 94)
The Group proposed five elements upon which an organisation could be

rated and a profile developed :-

1. Structure : i) The number of specialists.

ii) The degree of role specizalisation.

2. tandardisation : The way in which procedures and roles are
standardised.
3. Formalisation : The extent to which rules, procedures,

instructions and communications are written.

y,. Centralisation : To do with .the locus of authority to make
decisions affecting the organisation.

5. Configuration : The 'shape' of the role structure.
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The Group suggest that by using their five component analysis framework,
it would be possible to compare organisations on a standard base. The
work of the Group is more a suggested framework r;ther than a refined
and finished product. It is not certain whether the elements are
scaleable in order to create a comparison of structural characteristics.
The emphasis of the Group on workflow technology, having also identified
materials and knowledge technology fails to distinguish Woodward's work.
Whilst accepting the importance of operations technology to structure,
The Group concluded that size is of greater importance. This is a point
made by Child at a later date when he states the organisational size,

"... has very significant implications for organisational design". (95%)

Child also goes on to say that :-

"By and large, the technology of an organisation reflects
the kind of environment in which its management has chosen
to operate. Some complex technological processes may also
cnly be available on an economic basis to organisations
which have attained a given size" (96)

Child appears to be concerned with the internal envirsnment of the
organisation and not necessarily the wider market within which it is
operating. At the same time, Child is clearly referring again, as
with other members of The Aston Group, to operations technology.
Thus, The Aston Group take the consideration of technology and
structure a little further by introducing the consideration of
organisational size as a determining factor. Thompson also examines

organisational structure, defined as :=-
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"The major components of a complex organisation are determined
by the design of that organisation. Invariably these major
components are further segmented, or departmentalised, and
connections are established within and between departments.

It is this internal differentiation and patterning of
relationships that we will refer to as structure" (97)

Thompson is concerned to create a theoretical framework based on

bounded rationality where the environment does not disclose all of

the alternatives available. He does not provide a description of

the relationships between technology and structure, he is more

concerned to indicate the importance of environment on organisation
structure; the importance of finance, energy, personnel etc. and that
there are very real differences between external environmental conditions
in the geographic sense and those internal as seen in the social

composition of the organisation.

The studies examined in this section are bringing into focus some of
the issues relating to the control of organisation. The fact that
there are relationships between organisational size and the technology
used should surprise no one. The fact that these relationships exist
indicates the control mechanism must also exist to ensure stability.

It also begs the question as to what other components can be identified

in the organisational milieu?

Where Thompson introduced the environmental elements to that of technology
and structure examined by Woodward and The Aston Group, Charles Perrow
brings these factors together stating the need for the organisation's
goals to fit the available technology. (98) Task structures are seen

to vary with the technology utilised and social structure in turn is

related to technology and task structure :-
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"First, technology or the work AOne in organisations, is
considered the defining characteristic of organisations".
(99)
Thus, whilst technology is the independent variable and structure
is seen as dependent, Perrow makes the point that any radical change
in goals will require a change in technology and thus structure or
the lack of it between them will affect the effectiveness of the
organisation. Whilst Perrow indicates that technology is the
independent variable with structure, goals etc. dependent, we
will see as our study develops that tﬁis is not the view taken
here. The construct of technology is important within the police
organisation (as in any organisation) when viewed as one part of
the complexity existing within the dynamic interaction of constructs
e.g. structure, goals, technology and culture., Literature taken
from management research provides us with the bridge into police
related organisational research developed in this chapter and later

in chapter four.

In respect of the police organisation, the suggestion of the writers
so far would be to agree on the importance of the work process in
defining the organisation's structure. Thus, the provision of a
service twenty-four hours a day over a geographical area leads to

a structure to facilitate this; departmentalism on a geographic
basis. The size of the organisation also impacts in the number of
departments and ranks. The environmental influences impact

through demands and also by putting limits on the organisation's
resources, particularly in terms of money (how much are we prepared

to pay in Rates and Taxes?)
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The theories cutlined =o far deal principally with the crganisation

as a collectivity acting in response to environmental stimuli, but -

what happens within the organisation's decision making framework?

Lawrence and Lorsch examined types of organisation within different
environmental conditions (100). They did not use technology as the
independent variable but loocked at uncertainty perceived by members of
senior management. Uncertainty consists of the uncertainty sum of in-
formation clarity, in cause and effect relationships and in timespace

of feedback. 1In respect of 1nternai variables, Lawrence and Lorsch

use differentiation, which is the way in which organisational members
perceive their worlds differently and pull against one another and,
integration which is the pulling together. They suggest a curvilinear
relationship between the variables; high differentiation leads to difficult
communication within the orgénisation and little integration, similarly low
differentiation was found to indicate that organisational units were dealing
with the same issues but had begun to compete. Thus, in addition to

differentiation and integration as the two main variables, Lawrence and

Lorsch suggest two intervening variables; communication when differentiation

is high and co-ordination when differentiation is low. This model is

particularly interesting when we examine our survey results in chapter IV.

Lawrence and Lorsch's study provides a useful model with which to view
the internal workings of an organisation. Unfortunately, the work of
the Authors is in the form of a general theory and explanations are
general. The variaSles are used more as indicators than as theoretical
definitions and whilst environmental influences are taken into account,
they are difficult to analyse independently. Nevertheless, Lawrence and

Lorsch provide a useful contribution to organisational theory, later

developed by Koolhaas. (101)
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Contingency Theory

Koolhaas builds on earlier work to emphasise Contingency Theory; the

ad justment of an organisation to environmental demands as perceived by
powerful individuals or groups within the o;ganisation. In particular,
Koolhass is building on work of Hickson and others who suggest that if
a sub-unit is so central to the workflow (technology) that its cessation
would subsequently impede the workflow, then the sub-units power helps
define the organisation. (102) Thus, in contingency theory there is

no one best way to organise nor will all ways of organising be equally

effective.

The task of an organisation is a key variable in that around this is
built the operations and information technology. The ability of an
organisation to cope with uncertainty is influenced by two main
variables. In the first place, the completeness of the model used to
solve problems; "The more complete the model, the more variables or
influences can be taken into account™. (103) Secondly, the more
formalised the model used, the more routine will be organisational
action. Koolhaas points to the problems that too great a level of
formalism can occasion whereby those at the top attempt to plan

and control all action and ignore the needs of the social organisation

by routinisation. This can result in organisational dissonance :

"... In the top-down approach to information control systems
the technical and social power relations coincide. The
hierarchical authority structure is superimposed upon the
information system. Every responsibility is clearly outlined
and results in the disappearance of lower management functions
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because the basic planning decisions taken at that level
are now taken by the automated planning system on the
basis of decision rules that have been deduced from
quantitative cybernetic models; such models are
orientated towards the minimisation of co-ordination
costs from a technological point of view. The
implementation of such a top-down designed informa-

tion control system demands far reaching social changes
within the organisation because the design does not take
the existing (social) organisation into account, nor
does it reflect societal developments outside the
organisation." (104)

Thus, as Koolhaas points out, management need to remain aware of

the social needs of the organisation and remain sensitive to
information flows which can indicate what is happening in‘respect

of the technological versus social contingencies. Once again, in our
survey review we will find similar disparity of technology and social

perception by organisational action and we will see how dysfunctional

this can be.

Similar concern in respect of organisational structuring is expressed

by Galbraith who takes task uncertainty as his central variable.

"The organisation design problem is one of achieving coherence
among strategy, organising mode and integration of individuals.
This conception defines a rich choice of alternative actions

to bring about a coherence but leaves one a little confused
about where to start." (105)

Galbraith hypothesised that variations in organisation form is as a
result of variation in the capability of the organisation to process
information about events which could not be anticipated in advance.
Uncertainty is seen as the relative difference in the amount of

information required and the amount possessed by the organisation.
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Galbraith suggests that the hierarchic bureaucractic model of
organisation can co-ordinate large numbers of independent sub-
tasks but have limited capacity to remake decisions. Information
processing capacity can be influenced by either increasing the
organisation's processing capacity by a change in organisation
form or the quantity of information required can be reduced by
limiting the organisation's role. Should increased procegsing
capacity be chosen to reduce task uncertainty, then investment

in formal hierarchical information processors could take place

or alternatively lateral decision processes could be developed.

The primary point to the work of Galbraith is that there is no one
best way, a total opposite to Frederick Taylor's scientific manage-
ment concept. Task uncertainty requires analysis of information
available and present and organisational adjustment to cope. There
is, in Galbraith, An implicit belief in economic rationalising on
the basis of perceived ends. However, Galbraith does account, on

a theoretical level, for extra and intra-environmental pressures.
His work provides a useful adélytic model to aid the present study's
examination of an organisation established to deal with frequent
task uncertainty situations and yet, formally structured on a command
basis through ranked authority. 1In addition, police organisation is
formally established on a rational model set to meet local and local
information. The extent to which these apparently conflicting

aspects contribute to dissonance and strain is a central theme in

the study.
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Koolhaas and Galbraith focus the reader{s attenticd_oﬁ the need to
treat each case on its own merits; there is no£ one best or only
way way of treating all organisational, management or technological
problems or situations. We have now come a long way from the
classical theorists propounding 'ideal models'. The problem wit?
police related literature is that it is still in the 'ideal model’
stage with just the beginnings of contingency recognifion. What is
required is an analysis of each situation within the bounds of its own
circumstances, but taking into consideration the environmental
conditions applying. We intend to discuss these issues in

Chapter VI when we will be examining the way in which the police
organisation, as with any organisation, has to meet a whole range

of situations. In order to meet those needs, the organisation has

to adjust to contingencies and this requires an absorption ©of variety
and a flexibility which can only be found by a constant process of
internal adjustment between the parts of the orgahisatiou, social
grouping or, indeed, the individual. By this, it is meant that
consideration needs to be given to both internal and external factors
affecting any organisation. This leads to consideration of the systeas
movement and the application of cybernetic principles of control and

communicating; an area with great potential for the creation of police

management models.

The Systems Movement .

C West Churchman points out that the 'systems approach' is "a continuing

debate between various attitudes of mind with respect to societym. (106)
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In effect, for Churchman, as indeed for Bateson (107) systems
thinking is a philosophical approach to life and the interaction
of entities within society. Churchman goes on to summarise the

systems approach as consisting of four principles :

Ta The systems approach begins when first you see the

world through the eyes of another (it is a philosophy).

2. The systems approach goes on to discovering that every
world view is terribly restricted (every world view is

only a component of some other system).

3. There are no experts in the systemsapproach (the problem of the

systems approach is to learn what "everybody knows").

. The systems approach is not a bad idea.

Systems thinking consists in essence of looking at each entity as being
part of other entities, each of which interact and therefore change the
'raw state' of the entity. Thus, a group of individuals may make an
organisation by following joint aims towards achieving certain goals
but they do so through a series of interactions internal to the
organisation and also externally interacting with other organisations

or systems.
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Various approaches have been taken to systems; the 'hard systems' -
approach of applying mathematical techniques to the solution of
problems defined and the 'soft sfstems‘ approach of looking for
problem situations in the people of the system and using mathematical
and social techniques to rectify such situations. While Checkland
locks for a 'root definition' to the problem (108), Acoff looks at
the 'mess'. (109) In effect the focus is the same in attempting

to make order our of perceived disorder. For example, applying

the mathematical proofs of Shannon in information theory to systems,
the cybernetic aspproach to the analysis of organisations provides

a framework for the examination of control and communication problems

within organisation. Stafford Beer has said :

"Today, however, control in a business is something much

more than the interaction of its senior managers. It has

to do with information of an extent and complexity beyond

the capacities of those senior people to absorb and

interpret it. Therefore, it has to do with the structure

of information flows, with the method of information handling,
with techniques for information reduction, and so forth".
(110)

Beer brings to bear a model of organisational structure and system based
on the analogy of the human body with its capacity to absorb new informa-
tion and change to meet circumstances; its adaptability. Beer suggests
a recursiveness to systems consisting of the component parts : control,
communication, co-ordination, intelligence and implementation. These
components work together to make a new system viable and "if a viable
system contains a viable system, then the organisational structure must

be recursive". (111) We will look in some detail at the model Beer

-
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proposes as it brings together much of what has been said above
and offers an invaluable tool for understanding and planning

organisational changes in the Police Service.

Of great importance to Beer is the principle of variety reduction.
Taking Ashby's Law of Requisite Variety, that only variety absorbs
variety, Beer points out that any system existing in a state of
equilibrium requires regulators and amplifiers of variety in order

to maintain stability. (118) Recently this interpretative principle
of Beer's has been questioned. Espejo and Howard suggest that under-
lying Beer's work are two other laws; That of potential simplifica-
tién and that of insufficient variety. (113) The argument is that
Ashby's Law holds in very few cases and in particular does not hold
when the changes are of a qualitative nature, the case can be
simplified so that the law does not hold and then simplified in
respect of disturbances so that it does hold (almost an argument

for Churchman's interpretation of systems as being of deception/
perception; a philosophy). Secondly, Espejo and Howard suggest that
systems often do not have sufficient variety to absorb all disturbances
and yet they do not automatically fail, a law of sufficient variety.
What Espejo and Howard are bringing to notice is the issue that whilst
Requisite Variety holds true in all cases - only variety absorbs
variety - no system.-can fulfil Ashby's law; no system has requisite
variety. Consequently, through the processes of amplification and
attenuation; of controlling market demand and increasing apparent
capacity to supply; 1in fact, by using many methods of internal and

external control a system achieves sufficient variety to achieve its



61

goals. It is this process of adjustment control through the
manipulation of the system constructs that we will be examining

in detail in Chapter VI. 1In effect, the argument seems to be for

a 'Law of Necessary Adjustment' which takes one a full circle

to look again at contingency theory; that there is no way of

modelling reality but that systems exist and exist quite success=-

fully in a variety of guises. Yet, Beer offers, despite the
qualifications of Espejo and Howard, a way of presenting organisations
as 'organic'; being capable of self-regulation and self-adaptation

(of being contingent in the true sense). For this review, Beer provides

a principal model for analysis.

SUMMARY

From scientific management's 'one best way', to systems and
contingency theories we have examined a range of management literature
which can be used to develop our understanding of police organisation.
It will be clear from a reading of this chapter that, whilst we have
spoken of a historical, descriptive and political perspective, there
is no 'pure' type. Each perspective is limited and the development

of police literature shares much in common with the development of

management theory.

The police and management works have been selected to form a basis

to our understanding of police organisation. The earlier historical/
descriptive works are contempories with the scientific management view
of organisation. As police research has moved from descriptive to
analytic, the complexities of understanding have required more complex

theoretical models. Thus, we see the beginnings of systems theory

applied to police research.
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Wwe will see how many similarities there are between the police and
other organisations ( subject to review in management literature ).
The dynamics of organisation and attempts at modelling this is
equally relevant to understanding policing as any other organisation.
We will continue to dévelop figure 1.1 (page 14) and will bring to
bear upon this building-block approach the Beer model's approach

to understanding dynamic organisational interactions.

It is suggested that the police organisation appears to hold fast to
the scientific management theory of one best way of management with
the departmentalism and control from above through the issue of
directives and written policy, together with the maintenance of
records. There is, at the same time, a concern about the way in which
the human element of the organisation functions and the need to
develop the human resources. This is the formal organisational

model to which the organisation appears to work. However, at an
operational 1gvel at the division and sub-division, there is an

interpretation of this written policy and structure and there is no

one way in which the organisation works. There is a recursiveness in
that the components of the organisation are present but frequently in

varying degrees of importance.

The literature review in this chapter is an attempt to put into

a decision making perspective an approach to the study of the police
organisation which in terms of Fig2.1l. and the amended Fig 2.la, is
an organisational study from within the organisation and is concerned

to illustrate the strategic issues facing the senior police managers.



Fig. 2.1.a. 62a

Police Decision Making Model:

literature Applications

Historical/Descriptive

Political

- OQutside Organisation

Organisation studies

Inside Organisation

Jmplementation on
Street

Policy Making Senior
Officers




REFERENCES - CHAPTER 11

10.

11.
12.

13.

14.

15.

16.

17.

18.
19.

20.

Scarman, Lord. "Report on an Enquiry into the Brixton
Disorders". H.M.S.0. Cmmd. 8427, 1981.

Punch, M. The Organisational Control of the Police, Wiley 1983

Manning, P. "The Researcher : An Alien in the Police World",
in The Ambivalent Force, 2nd Ed. eds Arthur Niederhoffer and
Abraham Blumberg. Dryden Press, 1976. pp 103-121.

Reiner, R. "Assisting with Enquiries : Problems of Research
on the Police", paper presented to the British Sociological
Association, Warwick University, April 1979.

Home Office. Police Research. Unpublished Circular 1979.

Punch, M. Policing the Inner City MacMillan Press 1979.

Reith, C. A New Study of Police History, London 1956

Reith, C. British Police and the Deﬁocratic Ideal, London 1943.

Critchley, T.A. A History of Police in England and Wales, 2nd
Ed. Montclair, 1972.

Berkley G. "Europe and America - How the Police Work" in The
Ambivalent Force, 2nd Ed., eds Arthur Niederhoffer and
Abraham Blumberg. Dryden Press, 1976.

Mosse, G.L. Police Forces in History, Sage Publications, 1975

Banton, P. The Policeman in the Community, Basic Books, 1964

Quinney, R. Critique of the Legal Order, Little Brown & Co.,
1974, p.32-50.

Bernstein, S. et al. The Iron Fist in the Velvet Glove: An
Analysis of the U.S.Police, California Centre for Research
on Criminal Justice, 1975.

Bunyan, T. The Political Police in Britain, J. Friedman, 1976

Manning, P. Police Work: The Social Organisation of Police,
M.I.T.Press, 1977.

Baldwin R and Kinsey R. Police Powers and Polities, Quartet
Books, 1982.

ibid. p.30.

Carr-Hill, R and Stern,N. The Economic of Crime, 1979

ibid. p.66

63




21.

22.
23.
24,
25.

26.

27.
28.

29.

30.

31.

32.

33.
34.

35.

36.

37.

38.

39.
4o.
41.

42.

L3,

6u

Brogden, M. "A Police Authority -- The Denial of Conflict",
Sociological Review 25, 1, 1977.

Brogden, M. Police: Autonomy and Consent, Academic Press, 1982

ibid. p.222
ibid. p.226

Banton, M. The Policeman in the Community, Basic Books 1964

Cain, M. Society and the Policeman's Role. Routledge and Kegan
Paul, 1973

Jones, J. Mervyn. Organisational Aspects of Police Behaviour, 1981

Rubenstein, J. City Police, Basic Books, 1974

Manning, P.K. "Lying, Secrecy and Social Contrel™ in
Policing: A View from the Streets, Ed. P.K.Manning

Barnard, C. The Functions of the Executive, Harvard Univ.
Press, 1938.

Farmer, D. "Out of the Hugger-Mugger: The Case of Police Field
Services," in The Effectiveness of Policing, ed. R.V.G. Clarke
and J.M.Hough, Gower, 1980.

Churchman, C.West. The Systems Approach, Dell Publishing Co, 1968.
Farmer, D p.23.
Manning, P. Police Work. p.260

Lindblom, C.E. "The Science of Muddling Through" Public
Administration Review, 19, 1959, p.79-88.

Willmer, M.A.P. Crime and Information Theory, Edinburgh
University Press, 1970.

ibid. p.36.

Jones, S and Levi, M. "The Police and Majority : The Neglect
of the Obvious?" The Police Journal, Sept. 1983

Cain, M. prev.cit. p.241
Jones and Levi. prev.cit.
Willmer, M.A.P. prev.cit. p.53

Simon H. The New Science of Management Decisions, Harper and
Brothers, 1960.

op.cit. p.111



4y,

4s.

46.
47.

48.

49.

50.

51.
52.

53.

54.

55.

56.

5T.
58.
59.

60.

61.
62.

63.

65

op.cit. p.110

Acoff, R. "Management Misinformation Systems", Management
Science, vol 14, N4, 1967. p.147-156.

op.cit. 'p.242
Manning, P. Police Work. p.267

Heal, K and Ekblom, P. The Police Response to calls from the
public. Home Office Research and Planning Unit. 1982.

Hulbert, J. "Handling Emergency Calls : Implication of
Procedure for Policing the Community" Paper presented
to the American Society for Criminology -- Washington
D.C. -- November, 1981.

Plumridge, M.D. A Study of Police Management and Command
Roles, The Police Staff College, unpublished paper,
July, 1983.

op.cit. p.115

Simon, H. Administrative Behaviour, Free Press, 1948

Hough, J.M. "Uniformed Police Work and Management Technology."
HOGIR-U- Paper‘ 1' HcM.StO. 1980- p.qo_u1-

Civil Service Dept. Computers in Central Government Ten
Years Ahead, H.M.S.0. 1971

Home Office Computing in the Police Service : The Way Ahead.

A report in three parts on computing within the Police Service.
Unpublished document, London 1975.

Home Office. Report on a Study to compare the suitability of
different file management software for police criminal informa-
tion systems. Unpublished document. London 1982

Hough prev. cit.

op.cit. p.39

op.cit. pp 39-11

Youell, J and Smart, D.W.A. State of the Art Review of Police

Management Information Systems. Home Office, publication 68/84,
1984.

ibid. p.33
ibid. p.25
Williams, A.J. Management Information Systems : A Review

Home Office; unpublished report produced for J.R.D.B. by
P.A. Computers and Telecommunications Ltd. August 1984, p.33.




64.

65.

66.

67.

68.

69.

70.

T

72.

13.

T4.

75.

76.

17.

78.
79.
80.
81.

82.

66

op.cit. 1980 p.29.

Barnett, P. Investigation into the Computerised Police
Management Information Systems in Sweden, Hamburg, Kiel,
Amsterdam and Rotterdam. Unpublished Bramshill Paper.
Police Staff College, 1978.

Chaiken, J.M. et.al. Criminal Justice Models : An Overview
Rand Corporation, 1975.

Colton, K. Police Computer Technology, Lexington Books, 1978.

Colton, K. ™"Police Computer Use, Acceptance and Impact of
Automation". The Municipal Year Book, Washington D.C.
The International City Managers Association, 1972.

Colton, K. "Computers and the Police : Police Departments
and the New Information Technology." Municipal Yearbook,
Washington D.C. : The International City Managers
Association, 1974.

Bond, K. Computer Technology in Policing in England and
Wales. Unpublished M.Sc.Thesis, Michigan State University,
1980.

Hough, M. Managing with Less Technology : The Impact of
Information Technology on Police Management, in Policing
Today, ed. Kevin Heal, Roger Tarling and John Burrows.
H.M.S.0. 1985, p.23.

ibid. pp. 25-26.

Hough, M. Uniformed Policework and Management Technology, 1980
pp. 10-17.

Manwaring-White, S. The Policing Revolution : Police Technology
Democracy and Liberty in Britain. The Harvester Press, 1983.

Manning, P.K. The Social Control of Police work, in The British
Police ed. Simon Holdaway, Edward Arnold, 1979, p.41.

Taylor, F.W. The Principles of Scientific Management, Harper and
Row, 1911.

Gulick, L and Urwick, L. Papers on the Science Administration,
Institute of Public Administration, 1937.

Critchley, T. op.cit.

op.cit.

Punch, M. Organisational Control of Police, M.I.T.Press 1983

Plumridge, op.cit. Appendix One and Males, M. op.cit. Chart

op.cit. p.15.



83.

84.

85.
86.

87.

88.

89.

90.

91.

92.

93.

94.

95.

96.

97.
98.

99.

100.

101.

67

James D. "Police-Black Relations : the Professional
Solution" in The British Police ed. Simon Holdaway,
Edward Arnold, 1979. p.66-82.

Barnard C. The Function of the Executive, Havard, Havard Univ.
Press, 1983. p.77.

Simon H. Administrative Behaviour. MacMillan 1957 p.202

op.cit. p.202

Eyert, R and March J. A Behavioural Theory of the Firm
Prentice Hall, 1963.

op.cit.

Woodward, J. Management and Technology, H.M.S.0. 1958

Butler, A.J.P. Police Management, Gower, 1984.

Roche, C.J.R. Policing by Objectives from Personnel Appraisal
to rational management - a quantum leap to where? Unpublished
Police Staff College paper, 1985.

Waddington, P.A.J. Defining objectives : A response to Tony
Butler, Policing. Spring 1986

Pugh, D.S. et al. "A Conceptual Scheme for Organisational
Analysis" Administrative Science Quarterly, 8, 1963

p. 289-315.

Pugh, D.S., Hickson, D.J., Hinings, C.P. and Turner C.
'Dimensions of Organisation Structure" Administrative
Science Quarterly, 13, 1968 p.65-106

Child, J. Organisation : A Guide to Problems and Practice,
Harper and Row, 1977, p.16.

ibid. p.17

Thompson, J.D. Organisation in Action. McGrew-Hill, 1967.

Perrow, C. "A Framework for the Comparative Analysis of
Organisations". American Sociological Review, V32, 1967
p. 194-208.

op.cit. p.195.

Lawrence, P.R. and Lorsch, J.W. "Differentiation and Integration
in complex Organisations" Administrative Science Quarterly
12, 1967. p. 1-47.

Koolhaas, J. Organisation Dissonance and Change, Wiley, 1982




102.

103.
104.

105.

106.
107.

108‘

109.
110.
111.
112.

113.

68

Hickson, D.J. "A Strategic Contingency Theory of Organisational
Power "Administrative Science Quarterly", V16, 1971. p.216-229.

Koolhaas. op.cit. p. 159
op.cit. p. 162

Galbraith, J.R. Organisational Design. Addison-Wesley
1977. p.35.

Churchman, op.cit. p.xi.

Bateson, G. Steps to an Ecology of Mind. Paladin 1973

Checkland, P. Systems Thinking, Systems Practice. Wiley and
Sons. 1981.

Acoff, R. Redesigning the Future, WIley. 1974

Beer, S. Brain of the Firm. Wiley 1972. p.80.

op.cit. p.229

Beer, S. The Heart of the Enterprise. Wiley, 1979 p.89-97.

Espejo, R and Howard, N. "What is Requisite Variety? - A
Re-examination of the Foundation of Beer's Method.
Aston University Management Centre Working Paper

Series, N242, Sept. 1982.



CHAPTER 111

THE DESIGN OF THE STUDY

We have seen that whilst there have been many descriptive works on
policing, little is still known about how the police work in organisa-
tional and managerial terms. To gain an understanding of police
organisation it is important to look at the role police managers

have to perform and the social and environmental pressure to which

they are exposed :

"In the last two police conferences I attended, I have
suddenly realised that the police are becoming the intellectual
social critics of the 80's. The reasons are relatively
straight forward; they are fed up with having always to
handle the problems arising from poor urban planning, un-
employment, poor political initiatives and lack of resourcing
given to community development - especially under-privileged
minorities. The police will no longer allow themselves to

be blamed for the problems others have created. What's more,
they are intellectually capable of becoming society's new
social crities!" (1)

This study will build upon the research outlined in the previous
chapter. The literature review, through the selective illustration
of police and management work, has provided a set of foundations
upon which to build. We have seen, for example, that the Males'
and Plumridge's (2,3) research studies indicate a lack of
managerial planning. Manning (4) expressed his concern about the
organisational sub-culture of policing. Stafford Beer (5) has
questioned the capability of existing organisation structures to

function in the way that managers wish them to.
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We are concerned to develop these insights in this study. In order
to achieve this it has been necessary to employ a range of research

methods :

a) A primary approach to this study has been that of
participant observation. Working in a police environ-
ment exposes one to the pressures, sociolization and
problems of the organisation's struggle tc adapt to
demands. This methodoclogical approach has been used

in a number of previous police studies.

Robert Reiner (6) examined British and American police
studies before 1970, and after 1970 until 1979. He
found a marked increase in the use of observation
studies in the latter period. However, observation

as a major source was generally allied with another

method; most often the use of interview.

Participant observation, allied with historical research,

had developed the concerns at the heart of this study.

This approach has, in turn, led to :

b) An attempt to develop a model against which police
information management can be examined. By having
an organisational model it is possible to make

comparisons with ideals and variations.
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The model developed in this study will take account

of the need to flexably meet organisational contingencies
which arise. Whilst information is vital to any
organisation, our model willlshow the interaction

which exists between the goals an organisation

pursues; the structure adopted, the way in which
information is processed - the technology of the

organisation and the culture which provides the binding.

As the study develops we will see how attempts to define
and use this model are affected by the differing
expectations and perceptions of policing which exist;

both within and between organisational participants

At varying periods during the course of this study a

number of questionnaires have been applied :

i) Serving Police officers were subject to
both questionnaire and interview. This
was applied to officers of Constable to

Superintendent rank.

ii) A sample of members of the public who had
received a police service were also surveyed
to test their perception of police service

with those of the police themselves.
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1119 A further survey of members of the
public was undertaken. This survey
was based on random selection taken
from the voters' list, but stratified
to ensure that all the major residential

areas were included.

iv) Finally, during the period of this study
a number of other research studies have
taken place using similar techniques.
Whilst the questionnaires have asked a
range and variety of questions it is
possible to identify and'compare general
trends and findings. On this basis it is
possible to draw attention to a number of
general attributes of policing in this

country.

SUMMARY

We have laid a foundation in the literature section upon which Chapter IV
will build, using a range of surveys conducted during the early to mid-
1980's. The information gathered from these sources is shaped and
developed on the basis of the participant observation of the writer.

This approach to the study was chosen because of the difficulty that

exists in obtaining detailed and insightful data on policing.

This study builds a conceptual model on the basis of the research
methods outlined above. 1In many ways the model is crude and will

only be refined over time and through replication of this study.
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Crudity, however, in the sense of something needing further
development, serves a useful purpose. It allows those
sufficiently interested to look at policing in a slightly
different dimension. The more we know of the police
organisation, the more control we are able to exercise

over it. The greater the degree of control that managemenet
have over their organisation, the greater effectiveness that
can be achieved. This is the essence of management - the

ability to regulate the organisation.

From the sources referred to in this chapter, we will now

examine our study areas of interest.
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CHAPTER IV

AN EXAMINATION OF SURVEY FINDINGS

INTRODUCTION

In this section of the study we will examine the findings of a
number of surveys. This range of surveys allows us to make an
assessment of the models of police service held both within and
outside the police, and compare public expectation in urban and
rural areas. We will also be able to see how these fit into the
model developed in Chapter VI. We will look initially at four

surveys conducted over a three year time span. These include :-

a) A survey of approximately one hundred Superintendents
and Chief Superintendents in one large metropolitan

provincial police force. (1)

b) Users of the police service over a fixed period (one week)
were surveyed throughout the same police force area. The
expectations of these service customers were sought and
contrasted with the service expectations of the service

providers. (2)

c) A survey of Constables providing the service subject

to survey (b) above. (3)

This survey is used to both illustrate the view
officers have of their roles and also illustrate

their expectations of computer technology.
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A survey of the residents of a town and country area =
quite different to a - ¢ above - was undertaken to

examine their concerns and expectations. (4)

We are alsoc able to supplement and compare the results of these

surveys with survey work combleted in the past five years in

similar circumstances.

a)

b)

c)

In 1982 Mervyn Jones conducted a survey of Police
officers in a rural force as part of his Masters
degree work at Cranfield College. Many of his
findings support the model of policing defeloped

from this study's surveys. (5)

Sandra Jones and Michael Levi surveyed both an urban
and rural police area in 1982, looking at both public
and police models of the service. Jones' and Levi's

results are very similar to this study. (6)

Mike Plumridge and Stephen Males both conducted
surveys of police middle management decision-
making in the early 1980's. Each author examined
the same issues as part of the same overall study
but used slightly different survey methods. Yet
both authors produced almost identical findings
which reinforce the model of police management

examined in this survey. (7)
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d) In 1984 Andrew Kakabadse produced a survey of police
management developments needs. The issues which
Kakabadse raises are central to those identified

in this study from the research undertaken. (8)

From this range of complementary survey work a model of police
management is developed. In the following section of the study
we are able to identify the implication of this management model
for policing today. We are then able to move forward and prepare
management model, the essential ingredients of which have been
discussed earlier, which takes account of the implications of this

chapter. (see Appendix for outline of survey Methodology)

A SURVEY OF A POLICE FORCE'S SUPERINTENDENTS

The first survey, conducted by the author, was of one hundred and
three Superintendents and Chief Superintendents in a large provincial
metropolitan police force. Of those circulated with the questionnaire
72.8% responded. The intention of this survey was to gain an
indication as to how the respondents viewed their roles. 1Is it

crime or traffic oriented? From thé responses it was clear that

three distinct groupings of perception appeared. There were those
who saw their role as primarily law enforcement (to preserve law

and order, to prevent crime, to detect criminals), those who
emphasise community relations (community relations,protect persons

and property and befriend those in need of help).
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Lastly, there is the control of traffic. It is interesting, but not
in the least surprising to find a primary interest in law enforce-
ment. This reinforces the observations of Scarman (9) and the
dictomy which exists between the enforcement and the community
needs. What is really very telling is the low rating which traffic
control obtains. This indicates that whilst traffic related issues
occupy a sizeable amount of police time, it is not considered a

priority rating by senior police officers.

Similarly, when asked to rate their role as predominantly operational
or administrative, over 70% of respondents saw themselves as pre-
dominantly operational and the remainder administrative. The survey
indicated that respondents were a homogenous group, having ease of
access up and-considering themselves easily accessible in turn.

They did consider the junior officers tended to underestimate the
complexity of the respondent's job but that they understood the
subordinate's job responsibilities! Yet, 80% of respondents had not
performed operational duty as an Inspector for 8 years, or more (it
is suggested that above Inspector, the police role is no longer

operational).

When information is discussed the respondents felt that they had
access to sufficient information, mainly from traditional measures -
crime figures, manpower availability, etc. Such information being
accessed from self-knowledge, 'phone and face to face conversation
(that order). Very little use was made of computer systems. 1In a
two year period the Computerised Management Information System was

only accessed 35 times (14 of these by the same person). One
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respondent made the notable observation that speech was information
and written communication "simply a record". Yet, without
exception all respondents considered the Management Information
System to be of importance! This poses the question of perceived
importance versus actual importance/use. When examining this
research we must remember that it is now five years old. Many
police forces have brought new computer systems into operation

and the use of management information systems might be more
extensive. However, see later in this chapter the work of

both Males and Plumridge.

When respondents were asked to give a priority rating to application
areas they would like to see computerised,a very strong preference
for "operational" applications rather than administration application
was displayed. This might be seen as retaining the primacy of the

practical job performance on the part of police managers.

Respondents were asked finally to give their major reasons for using,

or wanting to use, a computer. The top three reasons given were :-

1. To improve the patrol officer's ability to rapidly

identify and apprehend criminals.

2. To improve service to the publiec.

3. To improve the ability of the department to

investigate crime.
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Managerial criteria; to monitor performance, to get better
management information came very much lower in priority and the
issue of 'professionalism' was hardly raised. Despite the age
of this survey, it is suggested that the attitudes expressed

remain fundamentally the same now.

SUMMARY

This survey emphasised the crime centred operational preferences

of Senior Police Officers. Information is perceived as useful

if obtained in a person to person way. Computers have a role so

long as supporting the existing priorities, but at present, insofar as
they serve a management information role, they are little used. This
latter point is supported by the work of Hough (10) who examined the
application of Management Information Systems in a number of police
forces in England and Wales. The operational, crime centred emphasis
of desired police computerisation is supported by the research of
Colton in the United States and in Britain by Bond and Mainwaring

White (13).

How far can one take findings of a limited survey such as this?
What can be said is that the issues raised can be tested against
other research to establish the validity of the directions given.

This we shall do in the second part of this section.
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THE VIEWS OF POLICE SERVICE CONSUMERS AND THE SERVICE PROVIDERS

In April 1983 a sample of 1927 users of the police service within the
same police force area as the survey of police superintendents,
referred to above, was carried out by the author. These 'Consumers'
had all used the police service during the one week in April and

were interviewed by police officers visiting their address. At the
same time a further sample of the consuming public were surveyed by
post, using the same general survey instruments. Questionnaires were
sent to addresses and 1373 replies were received by using a Freepost

address. Thus, in total, 3300 responses were received.

The survey indicated that members of the public assessed the service
received on the basis of the interpersonal skills exercised by the
police. Whilst police publicity has sold a quick response to calls
for service as a benchmark of efficiency, this view is not necessarily
held by consumers. More than half of the public callers for a police
service waited until more than five minutes after the incident
occurred before calling the police. 1Indeed, 35% only called

fifteen minutes or more after the incident. Given such delays in
contacting the police there seems little point in the police
organisation gearing itself to a quick response in all matters,
rather a need to manage the level of response, to ensure a level

appropriate to the demand.
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When asked what they expected the police to do on being called,
51% had no expectation of an offender being caught, rather the
predominant reason was reassurance or formality. When this is
taken with a response time which was most often between 10 and 30

minutes it seems clear that the police are providing a highly

effective reassurance service.

Yet, more than half the respondents expected to wait for a police
response in due course. Their only request was to be told
approximately when an officer would call. In terms of satisfaction
with the service provided 90% of the interviewed sample expressed
overall satisfaction and 86% of the postal sample. Only 11% gave

prompt action as the reason for satisfaction, whereas attitude was

seen as of greater importance.

At the same time as this survey was being conducted a similar survey
was being undertaken of the police officers who attended the calls

where the public sample were interviewed.

Of the total of all incidents involved in these surveys 53% involved
an allegation of crime (53.2% and 53.4% respectively). The police
officers' perception of time taken to arrive at the scene of the.
call fell within a range of 5 to 13 minutes. Interestingly the
police officers interviewed thought that in even fewer cases than
the public did an expectation of a legalistic solution exist = only

29% compared to the public's 49% (an arrest; restoration of property).
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SUMMARY

Despite the rather negative set of expectations police officers
servicing calls achieved a very high satisfaction level on the

part of the consumers, why? It is suggested the reasons lie in
a combination of factors. A response rate which gives and )

reinforces an image of efficiency allied with good social

interaction skills.

If this explanation is correct then any change in police service
must take account of public expectation, or develop and mould
expectations if the quality of service, as measured by consumer

satisfaction, is to remain high.

This summary, as with the previous discussed above, assists us
to build a picture of how the police interact with the public.

Two links between the organisation and the world. Oreview of a
management model will be constructed with these factors in mind.

A SURVEY OF A TOWN AND COUNTRY AREA

In November 1986 a postal survey of'a small number of residents in

a rural part of a small county police force was undertaken by the
author. This survey was intended to test the expectations of police
service in an entirely different environment to the previoxslyreferred

to surveys. Further, this survey allows us in the second part of

this section to contrast a range of internal poiice surveys with surveys

carried out over a similar period by other researchers in the police

field.
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This survey was constructed and distributed in co-operation with
sixth formers in a secondary school taken from the voters' list.
In total 318 responses were received from a total of 800
distributed. Of the responses, 38% indicated that they had
contacted the police within ﬁhe past 12 months and 31% of these
contacts had been in connection with crime. Of those who had
been a victim of crime U44% expected the offender to be caught

(compared with the 49% in the earlier survey; page 82).

On the quality index over 82% of respondents rated the police
response as effective. Another indicator of quality was the
response that 98% would contact the police if a victim of crime;
this is from a set of respondents, 85% of whom occasionally
feared being the victim of c¢rime. Interestingly, 65% were
prepared to wait for the attendance of a foot patrol to their
request for assistance. The "acid test" for respondents was to
be asked how good a job they considered the police to be doing.

69% of respondents believed the police to be doing a good job.

SUMMARY

The last of the surveys conducted produced no surprises.

Respondents were concerned about c¢crime in an area which suffers

far less crime than the metropolitan area examined in the earlier
surveys. Respondents liked to see foot patrols and, so long as they

were told, were prepared to wait for a response by the police.
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The level of satisfaction expressed was lower than that

attained in the 1983 surveys in the city areas. This could

be explained in many ways; being representative of greaéﬁsocial
awareness or a quirk of the responses received. In fact, there
has been a steady decline in the levels of confidence and

satisfaction with policing in surveys over the last 20 years.

THE SURVEYS COMPARED

The surveys conducted over the past 5 years, examining police
attitudes, performance and public expectation produces a picture
of police officers concentrating on professional and technical
means. It is interesting to see how the public expect a
technically efficient response but make their assessment of the

service delivered on the social interactions between them.

The surveys display a marked similarity in response. A preference
for seeing the police officer on foot; a willingness to wait so

long as they know how long the delay will be.

On the part of the police officers surveyed we find an operational
emphasis at senior management level. A belief that they are "still
in touch" with the front line of policing. A desire for computer
based information to aid in the craft of policing but a reticence

about management information; preferring personal contact to paper.
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The Officers responding to calls concentrate on speed of response,

the use of vehicles and see few opportunities to exercise legal
solutions (less than 30% of calls offering an opportunity to detect
crime!). It is clear from all levels in the police surveyed, and

with the public, the ability to communicate is vital. It is also
vital that the police service continues to present a technically
efficient image. Management desire is to see computers aid these
objectives. Yet we can say that there appears to be a mismatch
between the task the police are required to perform - a professional
reassurance role and a structure which emphasises technical and

speedy response. - This is highly likely to cause dysfunctional tensions.
We will see to what extent the survey findings discussed are supported

by other research findings, from surveys conducted during the same

period.

A SELECTION OF SURVEYS 1980 - 1986

Let us begin to build upon the elements raised above. 1In particular

the following points :-

e That the police and members of the public have

differing expectations of the police service

delivery.

2. That the crime imperative is shared across the

police ranks.

3. The term management has for the police a meaning

that is interpreted in an artisan fashion.
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. That computer technology is presently little used and

frequently, where used, misused.

In 1983, Sandra Jones and Michael Levi produced an interesting
examination of the police and public perception of each other. This
work was based upon a series of surveys conducted in two police force
areas; one a large northern, metroﬁolitan police force and the second,

a large country police force area.

Interestingly, these surveys found public contacts with the police in
the metropolitan area were significantly more often for crime than in
the country area. In this author's surveys, crime calls were 53% in
city area and 31% in country area, supporting the finding of police/
_ public contacts being service related is lower in city areas than

country areas.

High levels of satisfaction expressed by respondents were found, “The
majority of people, in both police force areas, expressed satisfaction

with the way the police had handled their enquiry!" When examining why

the public were satisfied, Jones and Levi found that:

"The reasons given by the public for their satisfaction
or dissatisfaction with the police indicate that the
public image of the police is based on qualitative criteria
that stress the' 'personalised' image of police. Those people
who had had contact with the police it was the helpfulness,
kindness and tolerance of the individual police
officers which formed the basis for their judgements about
'the' police. Very few people gave more instrumental reasons
based on the professional, technically efficient image of the
police ...... those attitudinal statements which reflect
aspects of the operational role of the police tended to
produce over-estimates by the police of the extent of the
favourable attitudes held by the Public (15).
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Thus, they point out the way in which it is the interpersonal
skills of the officer which dictates the level of satisfaction
achieved. Not, as officers were wont to believe, the technical
efficiency of the service provided. In the surveys for this study,

similar findings were achieved lending credence to the dicotomy.

It is not surprising to find also that police officers have an
emphasis upon the detection of crime. This is part of, or fundamental

to, their concern about technical efficiency.

The high level of public satisfaction in the Jones and Levi survey
reinforces the findings of many police/public attitude surveys
since Belson in 1974. (16) The level of satisfaction has been

consistently over 80%.

In assessing priorities and expectations revealed in the Jones
and Levi study, the high priority attached to crime enquiries and

low priority of traffic control supports the Bond surveys. (17)

The Jones and Levi study produced findings very similar to those

of Bond. Both sets of findings were based on surveys conducted in
two police force areas. There are grounds for beginning to suggest
a generality to the findings insofar as they reflect on police and

attitudes throughout England and Wales.
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The Police service themselves have become increasingly concerned
about their ability to provide a service which both meets public
demand and minimises cost; The issue of input and output. 1In

1983 two complementary research projects were undertaken looking

at the role of police managers at Superintendent level. One
researcher, Mike Plumridge, was senior lecturer in management at The
Police Staff College at Bramshill. The second researcher, Steve

Males, was a serving Chief Superintendent in the Metropolitan

Police.

The two co-ordinated studies examined the roles of police managers
and sought to assess the value apportioned by managers to each role.
Each study was based upon research in seven police forces in England
and Wales, (thus, a total of fourteen forces, or 33% of all the

forces in England and Wales).

In both studies it was found that there was a concentration by managers
on the 'here and now' and comparatively little attention given to
future planning. The factors which managers found most pressing

were those involving communication within their organisation:

a) Assessing the performance of their command
b) Appraising individuals annual performance

c) Conducting disciplinary enquiries
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However, Males found that relatively little time was spent by

managers in

a)
b)
¢)

d)

Building an effective management team
Planning long term strategy
Setting personal objectives

Economic planning for use of resources

In skills required, the managers surveyed by Males rate relatively

low the following :

a)
b)

c)

Using computer management information
Taking risks - based on your knowledge and experience

Ability to understand and work well with figures

The Plumridge survey found the following task areas to have little or

no importance for the 134 managers surveyed in total :

a)
b)
c)

d)

Managing and scheduling the use of his own time
Keeping up-to-date with trends in society
Setting personal objectives.

Building and maintaining an information network

Looking at both surveys we find police managers giving little thought

as to where they personally fit into the organisation and where they

should be going (setting personal objectives). This is probably a

result of the organisation's emphasis on dealing with the 'here and

now';

the pressures to take immediate action. To build up a
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management team and move towards long-term aims requires analytic
skills in looking at social trends and an understanding of
statisties. It is not surprising, therefore, that the managers
surveyed rated these tasks low. Similarly, the low rating on the

use of computerised management information.

In both Plumridge's and Males' studies it was found that whilst
there was a similarity of views across the superintending ranks,
regardless of role, e.g. Divisional Commander, Deputy Divisional
Commander, or Sub-Divisional Commander, there were variations

between the different forces surveyed :

"We have had sufficient evidence to demonstrate that broad,
standardised approaches which attempt to impose one form of
structure and a common set of values and approaches upon all

police forces is inevitably doomed to failure. Different forces
serve different clientele, are managed by different people, are
made up of different people, and face different problems. In
summary, we must help each organisation to become a self-monitoring,
flexible and adaptable learning unit - a formidable task! (18)

Plumridge is supported by Males, who also points out similarities of
task and skill identities amongst those surveyed but with inter-force

variety. Males goes on to draw attention to :

"The interest in day to day operational policing built up
over years of experience causes most middle managers to
retain control and interest in that area rather than in pure
'management' functions. (19)

One could summarise both Plumridge and Males' surveys as producing
evidence of a management ethos geared to coping. That is, management
emotionally contracted to operational "here and now". Comparatively

little attention was given to questions of regulation or future needs.
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The last survey to be included in this section is that of Andrew
Kakabadse in 1984. This was a survey of police management development
based on how middle managers view themselves, their job, the qualities
required and the training necessary. Kakabadse states as an explanation

of the importance of such an analysis :

"During the last two decades, the police service has experienced

an extraordinary rate of change. Police organisations, although
fewer in number, are now individually far larger in size. Extra
resources which have been made available in terms of manpower

and equipment, new technologies being adopted (computer, advanced
radar mechanisms, specially adapted planes and helicopters) and

the rapid changes in our society (unemployment, supposedacceleration
of violence and organised crime, increasing sensitivity to minority
groups) have made the police function a more complex one. As a
result, senior officers are faced with great responsibilities and
challenge. Hence, it is vital that attention should be given to

the recruitment, training and management development policies of
police officers. (20)

Kakabadse found that many managers had moved jobs, within the police
organisation, between 5-10 times, "I've got used to it (sarcastic comment);
every nine months and I'm off to somewhere else - Superintendent" (21)
Officers reaching middle and senior management within the police service
were in late 30's and early 40's, and 81% did not have a degree or
professional qualification. 1In all of these examples police managers
display a different profile to industry where fewer moves, earlier
promotion and professional qualifications are the norm. In looking

at the fundamental approaches to work Kakabadse comments "Fundamentally,
middle-ranking officers can be seen as practical and down to earth,
logical and decisive." (23) However,las a group Kakabadse found that
police managers live in "quite an insular world despite the broad range

of services they offer and problems they are expected to handle." (23)
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They only relate to managers in other public service organisations;

very seldom meeting with managers from the private sector.

Kakabadse concluded his survey by summarising the management

development needs of the police as being :

i) For individuals in officer rank position to achieve
high standards of performance, it is of paramount
importance that they develop effective pecple skills.

<11 Career planning is necessary in order to provide for a
balanced but broad range of work experience.

iii) Linked to career planning is identification of the skills
required to perform effectively as a senior officer.

iv) Assessment centres should be considered as an integral
part of the career planning process. (24)
These suggestions are all geared towards providing a better selected
and trained police management. This survey, as with the others
outlined, was concerned to identify characteristics of police
management and point out the implications to the provision of a
police service. It would be useful to bring together these surveys

and discuss what they tell us about the police.

THE SURVEYS DISCUSSED

The first interesting point to note about these surveys is thaﬁ they
have all taken place in the past six to seven years. There has been
a heightening of interest in the way in which the police service is
being run. As discussed earlier in the literature review we are
moving from the historical/descriptive studies to the analytic.

None of these studies have been concerned to make political points;

rather the issue has been about control through management.
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We really have two groups of studies; the first being those which
looked at the service provided, to whom and with what degree of customer
and worker satisfaction (Bond, Jones M, Jones S and Levi).

Secondly, we have the studies which have looked at the way in which

the police service is managed, studies of attitudes, skills and

tasks (Bond, Jones A, Levi, Plumridge, Males and Kakabadse).

What we find is a service which is available to all and providing a
range of services which has no clear definition - from crime related

to service provision. When a 'customer' calls for service he is

looking for a personal service and makes an assessment of quality

on the basis of how well his expectations are met through inter-personal
contacts. The police officer, whilst recognising the importance of
inter-personal contacts, is a practitioner of technical skills and

uses an increasingly sophisticated range of technological aids.

Meanwhile, police management, being drawn from the practitioners and
still very much wanting to remain in touch with his artisan origins,

is provided little management training and normally has no professional
or academic management tralning. His tasks and skills are primarily
directed towards meeting the needs of today, he is a coper. Little
use is made of statistical analysis, computer based information systems
or the examination of future trends.

The Manager, and the constable - service provider, are part of an
insular work grouping which does not share its experiences nor draws
from outside its own public sector world. Yet, there is evident

interest in this police world from within and without. What are the
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lessons to be drawn from these studies and how should the
police develop? We have then differing perceptions of the
police. In the next chapter we will discuss the implications of

those perceptions for the control of policing.

We have now found that at least two models of the police

organisation exist :

Service Crime
Primacy Primacy
Model Model

AN

\

Fig.4.1. Police and Public organisational primacy models.

In Fig.4.1. the two organisational models are depicted as black
boxes. The cne model is a service primacy model and the second a
crime primacy model. The first model is based upon public
expectation; the second on police expectation. The central,

overlap, area depicts the commmon agreement in terms of perception.
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Of course, we know from our surveys that the area of agreement can
differ between urban and rural areas where there are differences

in crime-related calls for service.

It will be recalled that earlier in this section four questions

were posed; let us summarise the findings of this section now:

1. That the police and members of the public have
differing expectations of the police service
delivery:

It is quite clear from our findings in this section
that there are different sets and emphases placed upon the role
of the police. We have the professional and technical emphasis
of the police practioners and the social skills emphasis/quality
of service emphasis of the consumer. Yet, we find that despite
a difference of emphasis a very high level of customer satisfaction
exists. That differences in the expectations do gxist is not a
great surprise; practitioners versus customer expectations could
be expected to exist in many service industry occupations. What
is of importance is that management responsible for the effective
provision of the service should be aware of this situation.

2. That the crime imperative is shared across the
' police ranks;

Here we can say that there is a general crime imperative
shared across the police ranks. It is not always the case that
consumers share the same view of police priorities as those held
by the police themselves. Once again the lesson for management

must be to be aware of the situation and the possible implications.



97

3. The term management has for the police a meaning
that is interpreted in an artisan fashion;

Yes, we can see this from the survey findings. How,
we might ask will this allow management to control and allocate
resources? The answer lies in the response to the previous two
issues immediately above, the crime imperative and differing
expectations. Many of the implications of these findings bear
directly on the thrust of this study; the ability of management

to make their organizations more effective.

y, That computer technology is presently little used and
frequently, where used, misused.

That computer technology is little used can be
said in the sense that many of the findings indicate that use
is seen as a low priority in management terms. Further, though
there has been considerable development in computer applications
to policing, the implications of the findings that management
prefer face to face contact to paper and 'front-end' systems
to allocation and performance monitoring systems suggests
considerable area for development. The question is raised as to

regulatory capacity of management within their organisations.

Indicated in fig, 4.1. are two models of the primacy of policing.
It may never be possible or desirable that the services and

crime primacy model should fit together in total. Having an
area of overlap is obviously vital to the viability of policing
as an activity if the support of the public is important and it
could be argued that the differing perceptions allow for
flexibility and adjustment. In one force area or under one

set of managers the emphasis may be towards one model; under

a different set of circumstances the balance may be different.
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What is important is that managers, responsible for the
regulation of their organisation, should understand the
dynamics of their organisational model and control its
development if they are to maintain and improve the level

of its organisational effectiveness.

The surveys have indicated how ocur model proposed in chapter

one (Fig.1. p.14) is frequently in a staﬁe of unnecessary
tension. With differing perceptions of the goals of the
organisation and how the technology (or the method of work)
should be applied. These issues are central to how the
organisational culture fits with environmental culture. We have
some interesting indication of organisational tension and, it is
suggested, good cause to believe the Beer's comments on the

dysfunctional nature of organisational structure apply to the

police.

We will examine the implication of these findings on police
organisation and management in the remainder of this study.

We will seek to develop a way of looking at the police organisa-
tion which will allow management to take account of the differing
perceptions and still retain control and ensure continued

viability and minimise dysfunction.
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CHAPTER V

IMAGE AND REALITY : A QUESTION OF DIRECTION

The Role of Police Management

Recently a Senior Police Officer in the Metropolitan Police wrote:-

"Our Chief role therefore should perhaps be to symbolise,
like the courts and prisons, old-fashioned standards, a
pillar of rectitude symbolising simple qualities of
"strength" and "fairness" -~ incompatible and imperturbable!
(1)
Hilton was making an important distinction between what is and
what appears to be. In the case of policing in England and Wales
the working of the organisation is often hidden behind an image
of what, on the one hand the press and other media want to make
and secondly the image which the organisation is putting forward.
At the present time all Police Forces have press or public relations
departments to present the Force to the world. Clearly, such a

group of police and civilian support staff will attempt to put

forward a favourable image; this can, at times, cloud understanding.

The implication of this example relating to the 'presentation of
self' is that in order to manage the police organisation successfully
at a time of publiec interest, it is necessary to understand what is

happening, as Hilton states :-

"It may well be that our traditional symbolic role is no
longer needed by our sophisticated twentieth century society,
but if all our efforts still do not produce a measurable
improvement in crime figures, I do wonder whether a reversion

to a simpler, tougher image may be the only escape route left
to us?" (2)
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In this study we have unravelled a number of threads. We have
looked at the way in which policing is organised, hierarchically
with a geographic operatiocn by officers respcnsible for all policing
in a defined area. This organisational structure is a top-down
policy creating/directing form struggling to meet demands which
require a flexible response and allows little time to seek

decisions from above.

Technology in the form of communications and computers are making
information available at a speed and in such volumes that without
a clear definition of role and clearly identified goals management

overload is a real problem.

We also see that police related literature is moving its focus of
attention from the descriptive to the analytic through the use of
survey methods. At the same time management literature provides

us with a selection of tools and models to develop police management
models. We have examined these factors which allow the police to
tackle the complexity of the police organisation and control their
symbolic role within society but it is necessary to understand why

this is important.

The Implication of the Research Findings for Police Management

One of the significant findings of this research study is that police
management does not appear to share an understanding with either
front-line police officers or members of the public. Le us look

at some examples of this. The speed of response to calls for
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service is one such example. Senior police management are still
publicly stating that a quick response to a call is important to
apprehend criminals. At the same time the British Crime Survey

tells us that the chance of a patrolling officer apprehending a
criminal in the course of committing a crime is extremely unlikely. (3)
We also know from Sandra Jones' and Bond's surveys that the police
take a technicians view of providing a service whilst the public

are expecting a qualitative service; how understanding the officer

is. In most cases, the actual speed of response is unimportant.

Within the vocabulary of policing the issue of quality of service is,
as known in industrial terms, relatively unknown. (4) The
satisfaction of the public is generally measured in quantitative
terms by ménagement; how many crimes detected. Yet, surveys have
also shown in recent years that the public do not get as worked

up about burglary as they do about parking issues or litter or

minor damage. (5) Is it any surprise to see a steady decrease

in the expressjion of satisfaction by the public with police service
as those 'minor' matters grow, almost ignored by the police who

concentrate on "major' crime related issues!

The second factor which we see from this study is that police
management, having a crime-centred approach to policing, bid for
more police resources to tackle what is believed to be rising crime.
In the first place both Carr-Hill and Stern and the British Crime
Survey cast doubt on the issue of crime waves. Changes in Home

Office crime recording rules impacts on the volume of crime
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recorded. Similarly, how much crime is actually reported

by the public. The British Crime Survey suggests whole areas

of virtually unreported crime (sexual assaults for example.)

Those areas of crime, reported almost in total, is that subject to

insurance claim!

The Home Office appear to be concerned that increasing police
numbers seems to generate more recorded crime rather than a decrease
in crime. Certainly, the "iceberg finding" of the British Crime

Survey reports this view.

Yet, if we look closely, for example, at the recording of criminal
damage offences, one of the issues which causes concern to the public,
the limit of £20 value of damage which leads to the offence being
recorded was set in 1976; today the value would be over £100.

This, in itself, indicates something of the reservation with which

we must treat crime statistics.

It is not surprising, therefore, that whilst the public call for

more police on the beat they are reluctant to fund through taxes and
rates large increases. Until police management focuses on the concerns
felt by the public and direct resources towards the quality issues,

the gap between expectations and reality will remain wide.

We can also see how the factors mentioned above will develop problems
of image. There is no retreat possible for the police. The media

will demand more information and satellite transmission, allied with
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electronic newsgathering facilities, will bring the 'reality of front-end
policing' into the homes of the public. How then is police management
going to handle image issues? There are going to be major problems of
credibility when police response and the quality of response is shown

to not fulfil the image presentation.

The first three implications outlined above present a range of challenges
to the management organisation which continues to grow in size. Some
additional police officers and large numbers of additional civilian
support staff make the smallest force at 1500 people and a £30 million
budget, a complex organisation. We know from the surveys of police
management by Plumridge, Males and Kakabadse that managers are struggling
to cope with today's demands. There are major training needs if

management is to be equipped for future needs.

This issue has clear implications for the organisation's capacity to
meet the demands being made upon it (for this purpose all forces are
treated as part of the whole organisation of policing). Policing

will always 'cope' with demands, it is not politically or socially
acceptable for the police service to not 'cope'. However, the police
are unlikely to reach their potentiality which will continue to remain
latent. On this level the political and financial issue of effective-

ness and efficiency will continue to be largely a matter of appearance.

Clearly, if the police organisation is not likely to achieve its
potentiality then the use of communication and control systems for

information management will suboptimise. We are unlikely to see
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computer systems being used creatively to anticipate patterns of
demand or to make decisions in an 'intelligent' manner. Rather,

the 'filing drawer' applications will continue in an organisationally

peripheral wayv.

Of course, aren't these issues all a matter of degree? Is it ever
possible, or desirable to achieve the full potential of the police?
Rather, it may be that we are always talking of to what extent

can we improve the capacity of the police organisation 'around

the margins'. Potentiality or the achievement of that which an
organisation is capable of in the very best circumstance, is a moving

target - improve performance and 'potential' moves!

If, as we suggest in this study, goals impact on the structure,
culture and technology of organisations, the existence of two
perceptions as to the organisational goals implies two views, at
least, as to proper structure, technology and culture. If
management are responsible for the effectiveness of their
organisation they must be, at the very least, aware of these
factors. The world of management is full of complexity and the
way in which such complexity can be tackled is where we now move

to in this study.
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A STRATEGY FOR MANAGEMENT DESIGN

Let us begin this section by recalling 2 statement of Stafford Beer

quoted in the Introduction :

".....1f the structure is dysfunctional, ther no amount of

financial wizardry, of insightful man-management, of busihess

technique, will save the day. Increasingly, it seems to me,

the organisational structures we have inherited do not work."

(6)
Yet, whilst the structure of police organisation may be dysfunctional
it continues to function, it is viable; how is this? The answer lies
in the very issue of viability itself. An organisation consists of
many parts associating themselves (to z greater or lesser extent)
with the purpose or multiple purposes of the organisation. The
collection of goal seeking activists achieve a2 level of performance
which is dictated by a number of factors. Not least amongst the factors
is the clarity with which the organisation has identified its goals and
is structured and services its purpose. To achieve a level of

performance which maintains the organisation's viability requires

managerial regulation.

It is the submission of this study that this can only be achieved by
uqiaftaxﬁngthe dynamics.of police organisation and manzgers sharing

a2 model of organisational behaviour which is geared towards :

&) Recognising the aspirations of the public

b) Identifying the differing perceptions of public,
operational police and police managers.

c) Structuring the police organisation to faciiitate
(a) and (b) above. :

d) ‘Managing the symbolic presentation of the police to
reinforce (c).
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These factors do not call for the police organisation to be
torn down and rebuilt. Rather, what is demanded is the develop-
ment of a shared understanding on the part of police management. We

shall look at each issue in turn :

Recognising the Aspirations of the Public

The discussion earlier in chapter IV of the survey results concentrated
on the expectations of members of the public calling for a police
service. Surveys of service users agree with the surveys conducted

of the public generally (7). The public want a quality service
provided by a uniformed officer. Whilst the expectations of the public
accept police women, the main expectation is still of a male officer.
The public do not mind waiting for a police response so long as they
are told when the officer will call. There is a desire to see police

officers on foot patrol rather than in a car.

Whilst crime is important to the victim, the majority of the public
are not victims of crime but perceive themselves to be victims of
nuisance, illegal parking, graffiti, damage, litter etc. These issues
do not fit into the crime centred mind frame of most police officers.
Nor, it must be said, do the press or television focus on such
'mundane' issues. The big crime or the nasty sexual offence is

more likely to be the focus of media attention which reinforces
management concentration on crime where they answer questions posed
by the press. Yet, this might be a one good reason for a steady
erosion in public support of the police which has been noticeable

since Belson's early survey in 1975 to Jones and Bond in 1983/4.
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Of course, the picture painted above is not so straightforward. The
population is made up of young/old, white/black, male/female; all
or‘whom see the police differently. Although the majority see the
police favourably the young tend to be less enthusiastic and more
dissatisfied with contacts. (8) There is evidence that those of
higher social status have a higher opinion of the police. (9)
Ethnic minorities are more critical. (10) Clearly, those with
friends or relatives in the police are more favourably disposed to
them. (11) The British Crime Survey results agreed on most of
these points. Approval increased with age; it was highest in rural

areas and lowest in inner cities.

Yet despite the general satisfaction expressed one more recent work

states :-

"Finally, on a broader point there appears to be a strong
divergence of priorities between the police who emphasise...
dealing with serious crime, and the public, who expect a far
wider range of services. (12)

Identifying the Differing Perceptions of Public, Operational Police
and Police Managers

For the management of any organisation it is vital to know what the
consumers of a service want, the level of service expected, and the
level of satisfaction with the service provided. There is evidence
enough on all three grounds that management must start reviewing the

service delivered.
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For the police service, the public are part of their environment.

It is possible to make a distinction between the embedded and the
total environment. (13) The police organisation is embedded in that
part of the environment which produces or stimulates it into action.
The action might be simply a presence or it could be physical action;
the defining characteristic, however, is being physically there. On
the other hand, as part of the total environment the police are
represented by their symbolic representation. This presence in the

total environment has been termed the 'enacted environment' by Manning:

"The capacity of the organisation to produce its own coding
system by which received messages are encoded and then decoded
is enormous. As a result, the organisation has important
independent symbolic and symbolising capacities. The
organisation is a system of signs by which other signs are
encoded and stored, hence to be decoded. It is, in effect,

a crude semi-logical system. Thus, the term enacted
environment is a reflexive concept; it refers to what is
'seen' in the external world, but also to the structure by
which such seeing is made possible. (14)

The 'environment' is a people system consisting of perceptions
which interact and create expectations. Within the embedded
environment people are using the police and we know from our
survey data that expectations of public and police have points

of variance. Similarly, we have also seen that police management
share many of the traits of operational police officers; a crime
centred approach and a desire to be an artisan. Little management

action is directed towards environmental analysis and planning.

To achieve performance improvements within the embedded environment
an appreciation by management of this perceptional differentiation

is important. This will also impact upon the total environment
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because of the organisations enactment within it; the signals
transmitted and encoded will be in common language. This has

implication for the other two factors.

Structuring the Police Organisation to Facilitate the First Two Factors

"It is impossible to separate and measure the organisation and
the environment because the perceptions, understandings, beliefs,
myths, and enactments of members as much constitutes the
environment as it is or reaction to some unchanging object

'out there'. It is as rational to argue that organisations
create a sense of the environment to which organisational
members react to and adjust to over time, as to argue that

the environment, working through the proximal influence of
technology, creates and sustains the organisation." (15)

In this study we point to the need to identify and understand this
concept in order to ensure that the police organisation is structured
to facilitate the transmission and reception of messages and

actions; in view of the interaction between organisation and

environment.

Clearly, within the environment there is order and form; each part is
a part of the environmental equilibrium; in cybernetic terms there is
adequate variety absorbtion. Yet, change is constantly taking place.
For example, people are born and die; 'groupings come together and

divide, organisation(s) have to adjust constantly.

Within all groupings; within all organisations there is a division of
task or functions. All groupings similarly have leadership, as Max
Webber pointed out in his seminal work on bureaucracy this can take

many forms, but a hierarchy of one type or another will form naturally
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or be created. The purpose of leadership is to give direction and
be seen; even if only within the organisation! Management
incorporates qualities of leadership, but has the primary role

of regulation :

Well, management is - if you will - the profession of
regulation, and therefore of effective 'organisation'
of which cybernetics is the science. (16)

Leadership must, therefore, if the organisation is to survive,
ensure that the capacity of the organisation to absorb variety
meets at least the minimal law of insufficient variety (it is
submitted that there is a level of variety insufficiency below
which no viable organisation can fall and still survive). Now
given the complexity of any organisation many actions must be
automatic; the comparison that Stafford Beer draws with the
human body is apt. We do not 'think' about breathing - this is
the autonomic part of the body. Similarly, in the police
organisation many activities are autonomic. Yet, what is autonomic
behaviour at one level may well not be at another; differences
will exist between the patrol section and the Research and

Development Department.

In view of the constant change taking place within the
environment the viable organisation will continue to change.

Behaviour and visible organisation actions will adapt. What
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is considered and directed today may become part of the autonomic
tomorrow. Yet, each part of the organisation must have capacity
to change. It is upon this basis that both contingency theory and

Beer's viable system is based.

For the contingency theorists there is no one best way; task un-
certainty requires analysis of information and an organisational
capacity to cope. Thus, for Galbraith, to survive an organisation
must be flexible and to be flexible in organisational terms the
organisation must process information in all directions; horizontally,
diagonally as well as vertically. Indeed, a two dimensional concept
is inadequate; we must look at organisational viability in three

dimensions. (17)

This principle is important to the police organisation for the reasons
given by Koolhaas, the more comélete the model used then the more
variables or influences which can be handled. This then means that
more organisational action can be routinized leaving greater organisa-

tional capacity to handle new situations. (18)

For the police organisation to achieve this state, control and
communication problems must be overcome. Let us remember what Beer

said of this:

"eee.. control as a business is something much more than the
interactions of its senior managers. It has to do with information
of an extent and complexity beyond the capacities of those senior
people to absorb and interpret it. Therefore, it has to do with
the structure of information flows, with the method of information
handling, with techniques of information reduction, and so forth."
(19)
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So it is that the comparison of the police organisation with the

human body can be made. The body adjusts itself constantly - taking
account of the information signals being received; taking autonomic
action in some cases, passing the signal from the receivers to the brain
and then taking action in other cases. Insofa; as the organisation

is concerned Beer proposes a model to facilitate this comparison:

Figure 5_.10rganization Structure of Viable Systems
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The functions of Beer’s viable system move from system one, which
is the implementation - part of which will be autonomic - through
co-ordination to control. Another way of looking at these functions

is:

Management

Regulatory
Centre

QH.__

I
i
v

y

-

Fig. 5-2  Management Control Function

What we are looking at is the part of the working of any organisation
that is often visible. The doing; the regulation of this and the
management. Now, what is important in Fig.5.2. is not simply the three
systems but the fact that at System One (the Operations) a great amount
of information will be received and transmitted to other parts of the
total viable system. Clearly, such information will come from the

embedded and from the total environment.

It should not be a surprise to realise that the system must have the

means to reduce the information received to manageable proportions, to
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attenuate (diagramatically shown —V*—® ) Similarly, when
decisions about activity have been made these have to be transmitted
to the operations systems, e.g. a decision to provide a police patrol

in a locality has to be amplified ( ¢—<—— ) into a patrol pattern.

The balance between the information transmitted through the system must
be maintained to prevent either overload or instability. In cybernetics
this is a question of homeostasis; where the whole system "strikes the

balance"; its internal environment is stable despite an unpredictable

external environment.

We have spoken many times in this study about the complexity of policing.
Indeed, the literature examined, from the historical and descriptive,
through the political to the descriptive pays ample tribute to the

capacity of policing to cope with such complexity. In other words

policing has to cope with variety :

"Variety is a measure of complexity, because it counts the
number of possible states of a system." (20)

Now clearly if our organisation is to maintain homeostasis, an internal
equilibrium, and cope with variety encountered in its external environ-
ment, the variety absorbed must result in a capacity to absorb it - The
Law of Requisite Variety (onl} variety can absorb variety). There are
difficulties with this statement. From experience we all have found that
some demands upon ourlsystems, personal or organisational, are too
complicated or too many. We do not necessarily find that either we,

or our organisation, fails. It is here that we must recall from our
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literature review Espejo and Howards' explanation of how the system
cop es; through potential simplification and insufficient variety.
It is really a case of necessary adjustment to break down into
manageable proportions the received informaticn in both qualitative
and quantitative terms. Of course, what is really at issue is the
organisation's capacity to improve its performance. When the
organisational system finds that it cannot cope with demand, it will
limit the Demand to its current supply capacity and its performance
will reflect this condition. The more it can handle information;
the greater its capacity to cope with variety the more effective

it will become. Let us look at an example taken from Beer as to

how requisite variety works :

"The police force exercises two main functions. One is to
protect the citizen from law-breakers, and the other is to
prevent the citizen from breaking the law himself.

Since no individual citizen can do more than one of these
things at a time, one policeman could undertake to safeguard
him and also to thwart his misdemeanours. They would sleep
and eat at the same time!

This arrangement would provide Requisite Variety, but it is
not practicable. However, as soon as you give one policeman
two citizens to watch, one of them may commit a robbery or

get mugged whilst the other is under observation. Hence crime,
given or received.

It turns out that in fact Britain has about five hundred
citizens for every policeman. It follows that to do their

job the police need to amplify their ordinary human capacity
by 500 times.....

To this end, the police amplify their variety - with guns,
certainly, but more routinely by using fast cars and radio.
Computers and systems of informers are best regarded,
perhaps, as attentuators of incoming variety; they reduce

the number of possible states of suspicion by eliminating
, suspects." (21)



118

It is important to realise that as well as amplifying police

variety it is possible to attenuate public variety; the use of
restrictive law. However, in a democracy there is a limit to the
number of preventative laws acceptable. So we see how the requisite
variety of one organisation is linked to that of the environment
(which 1s another way of saying other organisations) which itself

requires requisite variety.

Having looked at systems one, two and three (Operation, Regulation and
Management) we should look at the Intelligence and Policy Systems to
complete our examination of the viable system. Beer makes the observation
that, "The notion of hierarchy cannot be altogether escaped in

discussing the viable system. (22) The existence of systems four

and five provides the capacity for the organisation to provide self-

awareness (system four) and a capacity to think (system five).

System four, or the intelligence function is active in making

sense of the information received by the viable system. In the macro
police organisations it would consist of the Research and Development
function; Assimilating information transmitted from the operations system;
checking this against the environment, looking at new legislation in

the light of existing situations. The policy system would make decisions
on the basis of information received, including the self-awareness of

system four.
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It might easily be said by any reader that the model discussed
is a self-evident description of how a police force functions.
Some might also say that it is a little too structured in that
it divides the police force too structurely, e.g. operations,
supervision, management, research and development and chief
officers! However, to see the Beer model in this way would be
to miss the really valuable qualities of it. These are its

three dimensional applications through the principle of recursion.

We will develop this model in the next chapter to take account

of its use in the implementation of police programs to attain

an effective organisation. Clearly, the development of programs
will impact on the goals of the organisation and its structure,
technology, culture and these factors are important to management.
The Beer model is valuable and useful in analysing the police
organisation because we can find the existence of the five system
functions at all levels within the police organisations - the
principle of recursion. From the national police service to the
police patrol section of the sub-division we can use the model

to understand how the system remains viable or how its effectiveness
can be increased (the modelwill be further developed in chapter

VI).

Information flows through channels controlled by filters (attenuators)

and amplifiers. In a three dimensional world there are horizontal,
vertical and diagonal axis through which information flows, an organisation
is in a state of continuous adjustment as a part of an environment

subject to continuous change.
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One important result of having a model, such as that of the viable
system, is that it allows police management to place themselves
within a system and make sense of statements such as Hough writing

about the impact of information technology on police management.

"Police Management had enjoyed a honeymoon period with °
information technology. The relationship is beginning
to sour, as the technology fails to live up to its
promises.... the lack of success implies some form

of mismatch between the capabilities of the technology
and the nature of police and administration." (23)

The mismatch which Hough is referring to can be explained by using
the viable system model to explain that police management have a
two-dimensional view of their organisation. This results in the use
of information technology to service perceived, and not actual lines
of communication. The organisation functions three dimensionally,
computerised systems are mainly servicing vertical lines of
communication and not taking account of the multi-dimensional

information flows.

In other words, if computer systems are to meet the needs of the
police service, account must be taken of the structural reality.
That recursion places an information handling requirement at the
level of the individual as well as that of the manager. Further,
because of the way in which organisations self-adapt to developing
situations, information system also need flexibility. Chanéé is as

likely to be bottom led as top led!
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Managing the Symbolic Presentation of the Police to Reinforce
the Third Factor

The reader will recall that this section of the study began with some
observations of Jennifer Hilton about the importance of the symbolic
function of policing in society, the importance of symbolism, according

to Hilton, rises above the actual role:

"The point I am making is that there is a need for ordered
procedures in any society which are supported by a framework
of symbols that have an important function."™  (24)

-

The management of this symbolic presentation is clearly vital if
policing is to maintain its role within society. We can see this
function as an extension of the variety absorbing capacity of the
organisation. How else can a police force, with a ratic of one
policeman to five hundred people hope to both ensure public confidence

and tackle huge volumes of data and demand.

Indeed, from the very appearance of the police - helmet and uniform

to the popular media portrayal, the police institution is larger than

life:

"The capacity of the organisation to produce its own coding
system by which received messages are encoded and then decoded
is enormous. As a result, the organisation has important
independent symbolic and symbolising capacities. The
organisation is a system of signs by which other signs are
encoded and stored, hence to be decoded. It is, in effect,

a crude semilogical system. Thus, the term enacted environ-
ment is a reflexive concept; it refers to what is 'seen' in
the external world, but also to the structure by which such
seeing ‘is made possible.... Police organisations are
differentiated semiotic systems based on information and
encoding processes. In other words, it is impossible to separate
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and measure the organisation and the environment because the
perceptions, understandings, beliefs, myths, and enactments

of members as much constitutes the environment as it is a
reaction to some unchanging object 'out there'. It is as
rational to argue that organisations create a sense of the
environment to which organisational members react to and adjust
to overtime, as to argue that the environment, working through
the proximal influence of technology, creates and sustained

the organisation." (25)

So it is, as Beer's model of the viable system illustrates, the viable
organisation is a part of its environment. The information handling
processes are what allows the organisation to adjust to needs generated
both within and without. In applying Beer's five function level model
through the processes of recursion we are able to see, albeit in simple
form, the linkages which either aid or hinder the performance of the
organisational system. The role of management within such a system

is to raise the level of consciocusness within the organisation and
thereby increase the level of performance. In so doing the variety
absorbing capacity of the organisation is increased and the symbolic

presence of the police raised.

Technology, as both the way in which the police organisation performs
its task and information technology - particularly computer assisted -
is dependent upon the capacity of the organisational model to maintain

its stability through its variety absorbing mechanisms:

"Technology has come to be identified with police professionalism
and progress, not only by the police but also by the public...
there are good reasons for thinking that public acceptance of them
is functional in legitimating and sustaining police authority and
demystification might seem irresponsible." (26)

To achieve the integration of information technology within an organisa-

tion reaching for its potential, requires the maintenance of stability

within a process of change.
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Summary

In this chapter we have looked in more detail at the complexity
that police management have to cope with. We have looked at the
question of image presentation which links with the perceptions
and expectations of the police practitioners and their public.
Hilton has reminded us that if we fail to meet the effectiveness
expectations of the public all that might well be left is the

manipulation of the image of reality.

It is quite clear that the development of a favourable image

and an awareness of the perception of the organisation of which
one is a manager by those looking in are requirements necessary
for those responsible for the regulation and control of that
organisation. With such awareness management can begin to
design their organisation to meet these needs, We have discussed
the need to structure the police organisation to facilitate such
perceptions and outlined a model through which the police
organisation can be understood. This model will now be developed
in more detail and then, in the final chapter of this study, we
look at the application of the lessons of the study in a case

study approach.
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CHAPTER VI

THE PLACE FOR AN ORGANISATIONAL
MODEL IN POLICE MANAGEMENT

It will be clear to the reader that we have developed a picture

of police organisation with which managers are performing a series
of balancing acts. The basic purpose of management is to regulate
activity with the intention of making his organisation effective.
The police manager will be balancing his available resources against
demands generated both inside and without the police organisation.
He will constantly be using models to aid his understanding. In
this section we will examine the types of models used by managers
now and then we will propose an alternative model which we believe
will increase his understanding of how the police organisation works.
In improving his organisational understanding he will be a more

effective manager and raise his organisation's performance.

The Inadequacies of Present Organisational Understanding

We will recall from Chapter I, in discussing the hierarchic nature

of the police organisation (Chart 1 and 2) that policing consists of
units, varying from shift, through sub-division and division to police
force. Each part of the police whole works in much the same way as

another; there is a true recursive nature to the organisation.

127
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Fig. 6.1. Recursive Model of British Police Organisation

National Police Service

Police Force

Division

S/Division

Shift

There are, of course, many other supporting parts to the simple

model detailed here (as charts 1 and 2 indicate), but the essence

of our simple model is accurate; in fact it is a series of building
blocks. We have also learnt from our literature and survey chapters
that policing shares a general work Eulture. This is to say that
police managers have sets of expectations and view their job in
certain ways. Similarly we have seen in chapters II and IV that the
police view is often not the public view. Two examples, we have seen
that police practitioners view quality of service as primarily being

measured in numbers; offences detected, persons arrested etc. On
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the other hand, we find that members of the public look to other

issues as primary quality indices; attitude of officers, sensitivity.

We have also seen how part of the police culture is to concentrate
on crime rather than the public 'hygiene' issues, such as traffic
congestion, litter and vandalism. Yet, as we are now aware in many

cases the views of the police are at variance with those of the public.

As we have stated above, the role of managers in any organisation is

to regulate and give direction to the performances of an organisation.

If the purpose of that organisation is the provision of a service, then
the expectation of the customers are important guidelines for managers

to take into account if they wish to remain viable; to retain support

and use.

From our study we can see that there are at least three sets of

expectations at play in police organisation:

Fig.6.2. Expectatiors of Policing

A = Management )
B = Operations ) Police
C = Public
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This figure illustrates the varying sets of expectations which exist.
It is likely that each set of expectations overlaps with another,

and all those sets interlock at one point at least. What we fail to

illustrate in a stfaighforward two-dimensional model is the depth and

state of constant adjustment each set of expectations is subject to.

If we now overlap Fig. 6.1. and Fig. 6.2. we will begin to appreciate

something of the complexity of our existing real model of policing.

It is at this stage that existing models of police management tend to
run out of steam. We are left with two-dimensional hierarchic models.
Frequently, the differing sets of expectations/perceptions are not

taken into account. In such circumstances the capacity of management

to have any major impact on the design and direction of the police

organisation is limited.

If we recall at this stage Fig.1.1. we will remember that it was
proposed that four interlocking concepts can be seen in all societal

groupings, derived from society itself :-

Goals Structure

Culture Technology i
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The two-dimensional models tend to simplify by concentrating on
cne or two of the concepts, or attempts are made to identify
dependent and independent variables. (1) Of course, all living
crganisms need to make constant adjustments and studies seeking
to 'freeze' the action miss the dynamic nature of such creationsn

To take z2dvantage of the insights available to management we must

construct models of greater richness and depth.

No a2pology is made for the fact that what has been said above applies
generally and not just to the police organisztion. Let us recall the
observaticn of Kakabadse abcut police =znagers living in "quite én
insular werld despite the broad range of services they offer and
problems they are expected to handle". (2) Whilst there are
peculiarities to the police the essentizl principles of our developing

model could be applied generally.

Before we move on to develop a new model of police organisation it is
worth considering the consequences of remaining with the existing
inadequate models. Any model is a simplification of reality created to
aid our understanding. The constructs involved in model building will
vary with the level of understanding of both the model maker and the
model user. Indeed, the model itself will usually involve a whole

range of assumptions and, most important of all, we create and use

models constantly.

The more sophisticated the model we use in any particular situation the

greater our level of understanding. This will then allow us to exploit



* 132

the situation the model relates to. Conversely, the less we
understand, the less a model aids understanding, the less we will

be able to take from the particular situation. In the case of
policing, many models are simple because of the shared culture

(of which more below), which minimises the need to bring to the
surface assumptions taken for granted. However, the evidence of

this study indicates quite serious differences of expectation between
police officers at management and operational level and between the

police, as a whole, and the public.

If the Police do not effectively produce the service wanted or
expected by the public then they will either lose public support or
face competition in the provision of service; or both. We have seen
evidence of both in fact. There is evident a greater questioning of
police standards and our surveys indicate variation in public
satisfaction. (3) We have also seen the massive growth in private

security companies since the 1960's.

With government pressure demanding increased efficiency and public

demands for greater effectiveness, police managers must use all the

means at their disposal to achieve this. The better the understanding

of the organisation; and this involves understanding organisational
information systems, will provide a major aid to increasing organisational

effectiveness. A good organisational model is the prerequisite.
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Having outlined the inadequacies of existing models of police
organisation, what remains in this study is to bring together a

basic model of the police system to aid management to get the most

from their system.

A Contingency Model of the Police System

Let us begin this section by being as clear as to our aim. We are
discussing the police system - this is quite simply that activity we

know and understand as being part of policing;

++.+1t means that both the nature and the purpose
of a System are recognised by an observer within
his perception of WHAT THE SYSTEM DOES. (%)

Thus, we accept as the boundaries of one system the view of the
observer. If two observers differ as to detail it will not

affect the substance of this section.

Management as an activity is to be found at all levels of recursion,
but the organisational role of management can be better illustrated by

recalling Fig. 5.2. :

Management

Regulatory

Centre
Operations
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Managerial activity is linked with both the regulation of activity
and activity itself. Whilst we will recall from Fig.5.1., the
management box illustrated above is itself part of a linking to higher
levels of management activity. In essence, the section of Fig.5.1.
shown in Fig.5.2. is concerned with the internal control of the
organisation; controlling and regulating the doing. The higher
levels of management in Fig.5.1; system four (the intelligence
function) and system five (the policy function) monitor the external

behaviour of the system.

Any organisation, not least the police, has to respond to demands
generated both within and without its own system. It seems that
often the very idea of system boundaries are simply artificial
creations to aid the simple explanation of enormous complexity!

In describing the creation of human existence an enormous step
forward was taken with the discovery of the double helix containing
D.N.A. In orgznisationzl constructs our model proposes the

existence of a "double-helix" which brings together the viable system

model (V.S.M.) of BEER(Fig.S5.1) with our societal model of Fig.1.1.

The théory explains to us that without the law of requisite variety -
that only variety can absord variety - we cannot have stability within
an organisation. The notion of recursion then tells us that whilst we
can identify five systems working together to make a V.S.M., all

five systems are to be found in all parts of the system.
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In our police organisation therefore we will find in each police
officer all the attributes of the V.S.M. So. in terms of Fig.6.1.
we will be able to overlay this simple model with the theory

Of course, we can also view the organisation in more conventional
ways; this operational system being operational police activity,
regulation by first line supervisors and system management at sub-
divisional level. Viewed in this way it will be readily apparent that
organisational actors always perform in more than one system. For
example, Superintendents perform a system three role constantly,
will contribute to system four and five regularly and, on occasions
be called upon to work in the operational field of system one. So

we see the principle of recursion working again.

Stafford BEER emphasises the vital fulcrum which exists at system

three:

5. (Policy)

4, (Intelligence)
(3 3) (Control/Mgr)
2 (Regulation)
1 (Oper;tions)

System three bridges the roles of assessing the "Qutside - and - then"
whilst controlling the "inside - and = now". (5) For this reason
system three usually thinks it is running the whole system. In many
cases we see clear parallels within the police organisation in the

position and role of the superintending ranks. (See chart three)
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In terms of this model we must recognise that information variety

is controlled by reduction (attenuation) to a level which can be
managed. Resultant action by the organisation will need amplifying
into action. Our organisational systems' performance will be dictated
by the capacity of the system to adequately match the variety
received. There are information loops between systems within the

V.S.M. and from systems to the environment (See again Fig.5.1.)

Once this process of information handling is appreciated the role

of computer technology can be better understood. Computers can

assist in the management of variety by attentuation. It may also

be possible to develop "intelligent™ computer systems which would then
allow our model to amplify its capacity. For example, we are now

seeing the experimental development of video systems which can record

a motor vehicle exceeding the speed limit; the registered number is
digitized, fed through computer to ascertain vehicle ownership and
summonses are printed and posted. Such an intelligent system attentuates

complexity and amplifies resultant action.

What is clearly necessary is an understanding of the dynamics of
interaction. In this way we would be able to tackle some of the
criticisms that HOUGH made of police management information systems. (6)
If we are to develop the use of computer systems within the police

model, we will need to better match information flows within the system.
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In their discussion of the application of progam management to
increase organisational effectiveness, Davis, Demp and Espejo have
described how the five functions which Beer gives to us can be
used to elaborate objectives which are set by different levels

within any system structure:

"System objectives have provided the basis for defining
the system and for identifying its enviromment. They
also provide the basis for understanding structure. At
the most aggregate level any system's objectives can
usually be stated in very general terms - profitability
or growth for private bodies, welfare or security of
populations for national govermment, provision of food,
or health care for a development system. Lt 1s as these
objectives are elaborated into their more detailed
implicatjons that the wealth of environmental dimensions
becomes dpparent. These objectives are elaborated in
stages, and at each new stage new dimensions in the
environment become apparent. The stagewise elaboration
of objectives provides the logic for system structure.(7)

For example, in the case of the police system, at a national level
the government sets objectives for the police to achieve. In the
first chapter of this study we discussed the general objectives
set in 1964. Each police force sets its own system objectives

in taking into account the national set of objectives, the
resources that it has at its disposal and the professional
assessment of likely success felt possible. This study argues
that one part of this equation must be the expectations of the
public. Within each force, divisions and Sub-divisions set their
objectives, once again taking the same criteria into account.
Within each sub-division each patrol section will set its
objectives as will each officer have his own set. At each level
the strategic as against the tactical level of objective setting

will move as we come down the system, Fig.6.3.
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Police National Objectives
Service

Police Force/area objectives
Force

O O . Area objectives
Sub
Divsn

(::j::) (::::::) Local objectives

| 1
(BT P

Fig.6.3. System Structure of British Police Service showing
structure recursion.
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One point of considerable importance at this juncture is to

consider the issues of system purpose and hierarchy. What a system
does defines its purpose. Now clearly, as we shall see below, the
concept of goal setting gives direction, but this does not happen

in iscolation but is a part of a set of dynamic interactions. The
operational system gives the whole model its defining characteristics
and this governs the variety generated which the model then has to

manage.

We are usually most comfortable to talk of managers setting organisational
objectives and direction. Management is recognised in terms of hierarchy
and accorded positions of power and status. It ought to be clear by now
that the model developed here accords each part of our system equal
importance. Certainly, we must recognise that any viable system must

be capable of self-regulation; how can the huge variety generated be
handled if not through a decentralised process of self-adjustment. Thus,
whilst we may accord hierarchical status ta rank structures we all

know that the constable on the beat is as important as the Chief

Officer. The wise will recognise that each has a function to

perform - this is the principle of our viable system model. We can

also see the sense behind the principle of recursion, that a viable

system contains viable systems.

Earlier in this section we spoke of the need to see our police model
as a "double-helix" of the V.S.M. and our societal model. The V.S.M.
explains how our system works and maintains its viability. It does not

tell us anything about what the system does, how it works and why it
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does it. As we said previously, there is a tendency to look

for an independent and a dependent variable. However, if each
construct in Fig.1.1. is held in balance then a change in any
direction will occasion a change in each of the other constructs.
Indeed, as we have said when speaking of the viable system model, to

maintain viability change must constantly be taking place.

We have seen in our discussion in Chapters II and IV that the goals
of policing differ according to the group surveyed. Similarly,
technology - defined as work processes (which would include computer
systems) will vary according to the goals set. It is of little
surprise to also find the structure of policing adapting to meet the
demands of communications, forensic investigation, transport etc. But
what of culture? We can see this construct as consisting of the shared
understanding, or a series of beliefs in the police system. When we
spoke of image or reality in Chapter V we were talking of the culture
of policing - a set of shared beliefs and expectations which will
change, but which are without meaning if taken away from other

constructs which give each its meaning; its reality.

What we are saying therefore is that ;he police organisation was not
created in a flash of blinding insight. Rather, as we know from our
historical and descriptive literature, policing has evolved through
the centuries; a process of adjustments. The police culture evolves,

reacting to changes in structure, technology or goals. Most difficult
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of all to visualise is that each is always changing and interacting

with related social structures :

Fig. 6.4. Interaction of Police Model with Society
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If we can accept the implication of Fig.6.4. it must reinforce the
observation made in discussing the V.S.M; that much of organisational

life is self-regulating.

The Implications for Police Management

Let us be clear at the outset of this section that people do matter and
that decisions have to be made by actors within our police model.
Whilst our model consists of the culture, technology structure and

goal constructs, and is acted out as a viable system, being a part of,

and containing other viable systems, there are people performing roles

within the model.
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The Police organisation consists of a collection of individuals;
each acting his part or parts. Each performs an equally important
role; there would be no Chief Constable without the constables!
The acticons of one will influence the actions of others. There is
recursion and replication of our Fig. 1.1. in individuals as

with groups and organisations.

Shared culture ensures that decentralised action follows a general
direction. If the higher system functions make new policy decisions,
these will need communicating within the system; this will require
amplication. Variety attenuation is vital as is amplification

when direction and decision is given. Much activity is directed
towards the creation and manipulation of image as this is often the

only way variety can be absorbed.

In recognising that our police model is involved with the environment
in a variety of ways is to recognise that information receptors work
at all levels. Consequently, to structure computerised information
systems to handle variety requires such systems to replicate the
information links of our model; that is a decentralised system. A
computer system which serves system four needs above will not meet the

needs of system one; the operations.

We must also recognise that whilst all parts of our model are
capable of self-regulation, the pursuance of new directions requires

decisions from those parts of the model capable of locking within
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and outside the model itself. Changes in our model will have
impact on other parts of society, as will change generated outside

impact upon the police model.

CONCLUSION

Simple hierarchic models outline a formal structure which bears little
resemblemce to the rich variety of how organisations worlk. If we seek
to bring into use new technology -- computer systems for example, it
should be clear from this study that tacking them onto a simple
organisational chart is not likely to result in the exploitation of
potential. The result is likely to remain an organisational structure
which performs far short of its potential. The result oflthis is likely
to be an erosion of confidence and the loss of 'market share'.
Ultimately it is possible to foresee the growth of replacement law
enforcement or security systems and policing going the way of the night

watchman.

In this study we have been concerned to develop models ﬁhich allow
management to systemically scan their environment -- both internally

and externally in order to meet demands. The application of cybernetics
tells us at least two things. In the first place there is a need to use
a variety of approaches in management to meet a vareity of demands.
Secondly, it is necessary to use the organisation to address those issues
it can impact upon and use other organisations in order to amplify it's
own capacity (see Chapter V11). The environment is dyanmic and as all

organisations have loops into the environment they must also be dynamic.

Our model is an attempt to develop an understanding of the richness of

people systems. We have used the term 'contingent' because, as it
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should be clear to the reader, change is always contingent on
change elsevwhere. Change is a process of mutual and dynamic

adaptation.

No one police manager can hope to have the full control of the
whole police organisation.. At each level within the police structure
objectives are set by the policy funtion level as a result of the
interaction between that level of the system structure and its
environment. The goals then set impact on the technology and
culture. In a similar way new technology developments can also
impact on the capacity of the structure to achieve its objectives;
or, ‘even, bring new objectives into the realm of reality. At

each level the intelligence funtion will provide the vital
capability to the system level to assess its internal capacity to
achieve its objectives with an assessment of what is happening - in
the environment. The control, or management, function directs the
impleméntation whilst the co-ordination function monitors the
performance of the implementation function. Working through all
of this process is the capacity of the control function to munitor
the performance of the system and the most powerful process
available to it is the audit process; to reach down and examine
the implementation at periodic intervals or at set stages of the
process. This allows each level of the system to maintain its
discretion and thus it achieves itg objectives without overloading
the command channels which exist between the control and implentation
functioﬁ. In this way, the variety produced at each stage of the

program does not overload the control functiom.

The maintenance of requisite variety is essential for the system

to remain in balance. With this model police management can
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assess the progess of program implentation; can make assessments

as to the performance of the different functions within the

levels of the structure. If there is a need to strengthen the
systems approach to a set of objectives it may be necessary to
re-emphasis the co-ordination function, as an example, to ensure

a number of sub-systems pursue the same objective rather than build
up the self-contained task sub-system which could be in danger

of taking too much complexity on for its filters to cope with.

It follows from what has been said above, that the complexity of
the organisational response to a program is a function of the
objective decision and that the response should provide a match
to the complexity of the enviromment. There is no one best way,
but the situation faced by each system will demand a sufficient
complexity within the organisation to cope with the envirommental
complexity or the performance of the system will fall short of
its potential. Clearly, from what has just been said, it is of
the utmost importance to design the correct filters and
amplifiers and this is another way of bringing us back to the
importance of the structure and the technology matching the

demands of the culture and the goals,

This model of viewing the police organisation in terms of
achieving effectiveness in the implementation of progams

provides a flexible and dynamic model which can react to all
contingencies. We will now complete the study by applying the
model to the management of the sub-divisional level of the police

structure.
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CHAPTER VII

A CASE STUDY OF THE CONTINGENT POLICE MODEL

The study so far has been concerned to develop an appreciation of
the organisational complexity of policing in this country. The
availability of computer technology presents new challenges to
police management at a time of enormous demand on limited resocurces.
The theme the study follows is that the effective utilisation of
computers will only occur if police management understand the nature

of their organisation.

The organisation model described in the previous section of the study
provides a useful tool for management in any organisation. In the case
of police forces it has wide application in view of the recursive
nature of policing, i.e. from The Police Service at national level to

the local police section operating in a limited geographical area.

It has always been the intention to present a study which not only
satisfies academic requirements, but also has applicability to the
practitioner. For the latter to apply let us, in this section, look

at a set of experiences the writer has undergone managing a police
sub-division, applying the model as a tool by which resource allocation
and policing strategy decisions were made. From this case study it is
apparent how useful the organisational model can be. It must be said
at the outset however, that the model is not the only management model

available. Yet, the writer has found no befter model and it works for

him.
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THE BACKGROUND

The police sub=-division at the heart of this case study consists of

a geographical area of 65,000 hectares, with a residential population
of approximately eighty thousand people in about twenty seven thousand
dwellings. The major town of the area is an historic market town of
twenty four thousand residents, about thirty miles south of Birmingham,
and a similar distance from the City of Coventry. To the west of the
town is a major new town development. This market town is an important
national tourist location, attracting two and a half million visitors

each year, a half of these from overseas.

Due to good road communications the police area is subject to crime
committed by travelling criminals (nearly half of all persons arrested
for crime live outside the area of the case study). The sub-division
contains high value property and the average value of a house burglary
is twice that of the rest of the police force area of which the sub-

division is a part.

In common with the rest of the country, the sub-division has
experienced increased recorded crime each year. Police resources

have also increased, but at a much slower rate.

Thus the period of the case study; a two year pericd from the autumn
of 1985 to autumn of 1987, available police resources did not increase.
Indeed, because of increased leave entitlement to police officers there

was a net decrease of approximately one per cent of all police officers.
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Crime occurs in many ways - theft of and from motor vehicles, from
shops, from the person, burglary (house and other buildings - shops
etc.) assaults, etc. The two categories of offence which were forcused
upon during the two years of this case study were household burglary
and shop theft (commonly known as shoplifting). These two categories
of crime were focused on because of the acute concern of traders in

the town who felt that an increasing number of young school children
from the secondary schools were stealing from their shops. In the

case of burglary from houses; the police sub-division consists of
many villages which were increasingly being attacked by travelling teams
of professional burglars from the local cities and as far away as

Liverpool.

The crime figures for the relevant years were :-

1983 1984 1985 - 1986 1987
Burglary 24y 306 34y 288 219
Juvenile Shop Theft 75 48 121 96 43

The reduction in crime 1986-1987, a reversal of trend, occurred because
of new policing tactics, based upon the application of' the models

developed in this study and mark a considerable, albeit local, success.

THE PROBLEM SITUATION IN CYBERNETIC TERMS

Looking again at the background situation we see that the police
organisation at sub-divisional lével is part of its total environment.
Demands upon the police increased ;t a time resources remains static.
The demands received have tolbe'reduced to a manageable size and

consequently reduction of variety takes place. As the information
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received is comrunicated through the various levels of the police
organisation, police activity continues in its autonomic way.

The policy for deliberate action is decided and amplification
takes place; action then follows. So too in this way, resources

are magnified to deal with the problem.

In Fig.7.1. we see the situation iﬁ its recu;sive nature. There
is a national objective to tackle crime. This objective is
very generally stated and results from the envirommental feedback
that the national system structure receives; crime rates increase
and people are concerned; sales of locks and bolts increase, new
private security initiatives are launched and stores employ

their own detectives to tackle shop thisves.

The police force sets a series of objectives, one of which is
that it is going to specifically target household burglary and
a general objective of reducing crime! The local sub-division
is tasked with developing specific action plans to tackle the
problem of household burglary and other initiatives within the
general crime prevention area. At the local level the two |
initiatives - against household burglary and shop theft are
embedded in the local enviromment which is itself part of the

whole environment.

We know that the complexity of the problem is great, the crime
statistics tell us the numbers of offences known and we also
know the size of the resident and visiting population. Clearly,

the programs developed to attack the issues will require complexity

to absorb the variety of the situation.
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National Crime Prevention Program

Force Program:
Burglary &
Crime
Prevention

Sub-Division
Program:
Household
Burglary &
Shop Theft

Fig.7.1. Program of Crime Prevention from National to local
system level.
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The task facing the sub-divisional police management - a police
Superintendent - was to increase the amplification of his resources
in order to reverse the crime trends and thereby increase his
'market share' of the domestic security industry. This then has

the effect of raising the police image.

We also know that once goals have been set this will have an impact
on the structure of the organisation, also on the technology and the
culture. Changes affecting any one construct impact on the others.
We also know that to make local changes on a police sub-division will
impact above in the police organisation and on other organisations in

the surrounding environment.

Clearly, there was a need to either increase resources available

to detect criminals or increase the preventative capacity available;
or do both. It is only in this way that variety could be increased
to absorb increased variety (or variety be reduced to fit existing

variety, or indeed, a combination of both!).

From a management standpoint the concept of variety and its treatment
was crucial. It is not intended to suggest that the operational police
capacity was in danger of crumbling in the face of the increasing
demands. What was happening wés that as crime increased and

detection rates declined the operational police officers' belief

in their own role as primary security agents changed - their self-

image alters.
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If the development was to be reversed it was clear that from a
management level new strategies had to be developed and put into
action. These strategies had to increase the capacity of the police

to absorb variety and/or reduce the variety.

THE ACTION PLAN AND IMPLEMENTATION

We have seen that the two areas identified as causing acute local
concern were juvenile shoplifting and household burglary. In the
case of Jjuvenile shoplifting, intelligence indicated that juveniles
from a wide area travelled into the town to commit the crime and
therefore this wide dispersal of variety producers would have to be

tackled.

In the case of burglary; the plan would have to include action
encompassing the whole of the geographic area, its residents and

work against the many travelling criminals.
The two strategies developed were very different :

1 The strategy to tackle shop theft by local juveniles entailed
a high visibility schools programme. Participating in this
programme were store managérs, the police and teachers.

The programme was directed at first year pupils prior

to the summer vacation. At the time of writing, three
programmes have been implemented and three full student
year groups of the nine secondary schools in the area have

been included. The result, to date, has been a halving
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of juveniles detained for shop theft. At the same time,

county and national figures continue to rise.

2. In the case of household burglary, the strategy
implemented consisted of developing community support
through Neighbourhood Watch Schemes. By the time of writing,
Neighbourhood Watch Schemes cover seventeen thousand
households (fifty nine percent of the total). The
development of Neighbourhoed Watch has been encouraged
both nationally and locally as a means of combating household
burglary through increasing awareness and thus prevention.
At the same time encouraging the reporting of suspicious
vehicles/persons and thus aiding detection. The local
.development of Neighbourhood Watch has contributed to a
reduction of household burglary in 1986 and the maintenance
of this reduction in 1987. Additionally, information from
Neighbourhood Watch Schemes has directly led to the arrest

of travelling teams of household burglars (twelve such

groups in 1987).

The two strategies pursued here led to a reduction in crime in quite
specific areas through the harnessing of energy and assistance of
community groups. These ;re groups which have previously been
treated as part of the externél environment insofar as the police

organisation was concerned. In both strétegies the community

groups were brought into the organisaﬁional environment.
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THEE ACTION PLAN IN CYBERNETICS USING THE CONTINGENT MODEL:

We have seen earlier that limited police resources were not

keeping pace with increased demands for service. Indeed, because
. of these pressures on the organisational equilibrium, there was

a tendency ﬁo retreat; to increase the amount of information
reduction tzking place in the police system to cope with the
complexity of the demands with the result that the performance

of the system was declining as measured in increased crime and
fear amongst residents. Many of the traditional police responses
were avtomatic and geared towards the maintenance of the status
quo which, because of the development of alternatives e.g.
private alarm companies etc., was becoming a smaller part qf the

total law enforcement dimension.

Fig.7.2. diagramatically shows the program implemted.to tackle

household burglary. It was clear to the police manager responsible

for the sub division that within his own organisational resources
he did not have the resourceés ito absorb the complexity of the
demands. I1f performance was to beiincreased a new approach was
necessary. Neighbourhood watch was a étrategy that was gaining
popularity nationally and there was an officer ﬁithin the

sub division responsible for crime prevention who had established

a small number of schemes. The policy decided upon involved

an analysis of crime figures and “informaticn about the type of

criminal committing hduseﬁold burglary( the intelligence function ).
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Fig.7.2. Anti Household Burglary Program utilising Neighbourhood
Watch.
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The intelligence obtained was used to launch publiéity and gain
recruits from residents who were; until then, part of the general
environment. Groups were organised into schemes and linked together
under the management of the crime prevention officer who was
responsible for providing co-ordination and direction to the schemes,

(diagramatically shown in Fig. 7.2).

In the first year, the number of schemes increased from six to eighty
and in the second to one-hundred and fifty, involving a total of
seventeen thousand households in the sub-divisional area. Each group
was a sub system of the whole programme directed from the police
system which changed the nature of the environment by giving about
sixty per cent of all the households within the policing environment

a role that was directed and co-ordinated towards a common set of goals.

The crime preventionofficer ensured that each scheme ran with considerable
discretion. He provided information to the schemes concerning trends

of crime and received back information about suspicious pedple. He
visited schemes on a 'as requested' or ad-hoc basis; which performed

an audit process and allowed the policy adopted to meet developing needs.
The vital need which developed was to ensure that the co-ordination and
monitoring function linked with the intelligence function in order that
schemes went in the same direction. They were made aware of the impact
thaﬁ they were having on the crime environment through an aséessment of
crime in the community which is ongoing within the pblice oﬁganisation,

as part of the intelligence function.
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In the case of the program developed to tackle the problem of
shop theft by juveniles it was realised that there already
existed a group within the community ( outside the police
organisation ) who were very interested in doing something to
alleviate a growing problem. This group is the local Chamber of
Trade which consists of representatives of those being the
victims of the very crime causing the problem. At the same

time it was realised that to prevent the occurence of the crime
it was necessary to bring the potential offenders together in
groups otherwise the compkxity would be too great for any

existing or planned method to cope with.

Fig.7.3. illustrates the way in which this program was put
together. The policy was put together at the police sub-
division in consultation with the Chamber of Trade and
representatives of the secondary schools ( nine in total ).
The representatives were proﬁided with a summary of the
intelligence concerning the problem. It was agreed that the
program would be managed by a police officer and a
representative of each other group. The police officer would
co-ordinate and monitor the program and would report to the
small management group. The representative teacher liaised with
a teacher in each school who undertook to manage and monitor
the implementation of the program in his school. Similarly,
in the Chamber of Trade, each main shop represented monitored
their own imput in the school and provided an intelligence

feedback as to problems from school children in the shops.

In this program therefore there was a particular need to

ensure a strong management function in each of the schools and
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Fig.7.3. Anti Shop Theft Program working through Schools and
Chamber of Trade.
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maintain the feedback of intelligence which was generated from

a range of sources.

In both programs discussed there was enormous variety

generated which had to be filtered. The activity of each program
" was amplified through the involvment of the range of different
sub-systems involved. The use of maximum discretion at all
levels ensured that individual participants did not become

overloaded.

In so far as the societal model part of our model is concerned
we must look at how once we had looked at our goals; the
reduction of household burglary and shop theft committed by
juveniles we decided upon the structure to be used in tackling
these programs. We also looked at how the programs would

work — the issue of the techmnology. Culture is a concept
which was a part of the origin, development and implementation.
Certainly, as each program progresses so the balance and

shape changes.

We have spoken in this description of the case studies of
people and functions and levels. In fact, as will be apparent
the crime prevention officer, for example, performed a range

of functions from being part of the policy aevelopment to carry
the main role of control and COjorQination of the doing. The
police manager of the sub-division similarly had to be involved
in policy and the control of the program through the occasional
audit of performance. As the numbers of schemes in the ,

neighbourhood watch grew deliberate strengthening of co-ordination

had to take place.
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The successful application of the strategies raised the

threshold of the police organizations' capacity to handle variety
without losing its equilibrium. The fact that both strategies
are achieving the success targeted is due to acknowledging that
the distinction between internal and external environments is
fluid. To increase the capacity of an organization to tackle
increasing demands may require the harnessing of resources beyond

the immediate membership of the organization's own internal system.

DISCUSSION

Clearly, a knowledge of cybernetics, systems theory or the applica-
tion of Stafford Beer's model is not essential to the successful
implementation of policing strategies. What is useful, however,
about organization models and theory is the ability to construct
frameworks of management control and understanding against which

plans of action can be assessed before and during implementation.

Policing is a most unusual occupation :

"The police are unlike most other big organizations. All
the important decisions are made by the people at the bottom.
Nine out of ten policemen and policewomen are constables.
They have the right of arrest. The hierarchy then has to
cope with the consequences of whether they arrest or not.

In such circumstances, image building escapes from the
marketing man's grasp". (1)

One of the primary roles of senior police management is to look at
strategic issues; the direction and aim of the organization:

its mission. Once this is set then resources are allocated and
operational management is tasked with the development of tactical
plans. The use of a coherent framework always entails the use of

mental models. A knowledge of specific management and organizational
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models gives management a capacity to maintain coherent linkages
between strategy and tactics and ensure that, whilst the majority
of action implementation is at the discretion of the lowest
organizational level - the constable - its direction and

presentation fits into a pattern.

The case studies described in this section illustrate how two
tactical plans were implemented to enable variety absorption to
take place through the development of additional organizational
capacity. This was achieved by drawing on the resources available
in the wider environment, rather than remaining insular. The
use and abuse of image is a vital ingredient in this approach to
managing a public service which is part of the British cultural
heritage :

"At one stage, the police tried to combat this mismatch
of image by Jjoining the car culture themselves. These were
the high days of Z-cars and flashing lights. The car-borne
cop would be with you in ten minutes.

It sounded a good idea at the time, and it was widely
welcomed. But everything has unforeseen consequences.
The result wasn't a new respect for the technological
image of the new police. It was a feeling that they were
never around in person. For the past ten years the police

have been trying to move back towards the old image of the
neighbourhood bobby". (2)

So we come back around to the core issue, how are police managers
to use their organization to meet demand, absorb and use technology

and present the correct imageiwhilst improving the performance

of their organisation?
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CONCLUSIONS

To meet the multiple needs of a modern, complex organization
requires constant adjustment and sensitivity in management.

There is little point in talking about the use of computors in

any organization before attempting to reach an understanding of
how the organization works; how it handles information. Of
course, it is of little use to any organization if it perfects

an information handling system, using the most modern computer
knowledge, if it is only self-serving! That is to say; too much
concentration on the internal environment without taking account
of the linkage between internal and external organizational
environment, would result in an organization which will eventually
become insensitive to the external world and fail to absorb variety.
When this happens, the organization is likely to collapse. The

viability of an organization is seriously threatened.

It is also important to appreciate that society is moving through
a period of revolutionary change, occasioned by the use of

computer technoclogy.

"We are living through a social revolution, but what keeps
cne awake at night is the fact that half the people haven't
noticed and the other half do not seem to care a rap". ( 3)

Professor Handy goes on to quote a Dutch survey which estimates

that by the end of the century :

"70 percent of jobs will be cerebral (knowledge or
information) jobs, not manual jobs; a complete switch

from 100 years ago when over TO percent of all jobs were
manual™. (4)
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Whilst this change is taking place in society generally, police
fﬁrces are recruiting civilian staff to provide administrative
support = frequently the knowledge jobs - and policemen are being
put back onto the beat. Yet available to the men on the beat
(the traditional image) are a whole range of technologies, the
majority driven by computer (the technological image). The
skills of management necessary to mould and develop both images
.to create a reality of organisational action are now greater than

at any time before.

In this study we have brought to the surface a whole variety of
organisational issues. From the range of literature available to
a picture of policing drawn from a range of attitude surveys, the

complex nature of the police organisation has been illustrated.

The reader will recall that the theme of this study is that
understanding the police environment is the key to improving
effectiveness through the development of internal and external
communication. In the first chapter.of this study reference was made

to Sanderson's study of police communication (page 7). .It will be
‘recalled that one of the three core features of police organisation he
identified was the emergent development of organisational professionalism
within which individual professionalism is subverted. Police Managers
ﬁust be aware of the implications of thi; iésue,.ﬁhich wé have seen in
‘this study from the survey results where éfficeé'and p;blic expectations
of police service are quite aifferent. -fﬁgigg this sﬁudy's theme further,
it‘is'suggested that if the police culture is at variance to their
customer's then their goals ahd-work“tecbnology'uiil also be at

variance (See fig.1.1.)
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Given such a situation there are a number of options open to the

Police:-

a) The organisation can become self-serving:

i) directing most of its effort to maintaining its
own internal stability

ii) manipulate an image which seeks to justify its

existence on the basis of public need rather than )
servicing the actual need.

b) The organisation can retreat from servicing the demand:
i) by selecting from a range of demands and servicing
only some which it (the police organisation) defines
as 'legitimate'.
ii) it can increasingly maintain a 'market position'

through its monopoly position in the 'legitimate'
use of force.

c) The organisation can recognise demand and adjust to meet such
demands.

In this study, we have argued that the police organisation is presently
addrezssing options a and b. As a result of this, the market share of
'law enforcement and peacekeeping' owned by the police is diminishing.
Public confidence in the police is decreasing, as evident through public
attitude surveys and other agencies are competing with the police, e.g.
Customs & Excise; Private Security Companies; Private Police Forces

(Ministry of Defence Police).

If the police are to remain in the forefront of public service in meeting
‘traditional demands for 'police servicés';'management must recognise what
is happening outside their own organisation and meet the bequirements of

option c.

In this study one way for police management to adjﬁst to present day .-needs

has been outlined. The basic requirement is a recdgnitipn and understanding

of how.their organisation works within a wider environmental
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framewovk. If management appreciate the variance between police and
ccblic expectations, and recognise the need to address this issue

_thn the usefulness of the cybernetic model of Stafford Beer and its
acpreciaticn. examined through case studies, seems to underline some

of the conceptual skills necessary in a modern police manager.

wclcust accept that this study presents more problems than solution.
‘F§£ this we make no apology. The beginning of a solution lies in
icentifying the problem. The fact that-tﬁe problem is complex arises
icevitably from the complex nature of policing. The term Police is

" .derived from the Greek Polis (the state). The organisation and manage-
ﬁént of policing is entwined within the crganication and nature of
;cciety. To manage such an organisation requires skills the like of
'.ﬁhich this study can only Jjust touch upoc.

-»,--

If from this beginning, police managers are driven to think about their,

LI A VA

poaiticn, if technclogists consider the way in which ccmputers are put to

-use, if image makers consider their impact on strategy and tactics, then
'the organisational viability and effectiveness cf policing at a time of
grcat complexity will remain sound. If not, the place of the police

service in providing the main law enforcement service could be challenged.

Sensitivity by police management to ﬁhe‘ceeds and desires of both their
cﬁn-cfficcrs and their customers is alprerequisite. ﬁe have brcught
ﬁogether in this study a range of'curccys} which ﬁogether with the
iiterature review, illustrates some cf fhelgaps in the perceptions and
expectations which exist. We haveiceen theicced fcr pclice managcment to

be provided with tools to look ahead and plan new-prcgcams-to meet the
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pressures to be both efficient and effective. In seeking to bring
together a range of models developéd elsewhere and apply them to the
police service serves two purposes; we bring to the surface issues
which have lain within black boxes and we also provide a practical

~ tool for managerial effectiveness which is both flexible and dynamic.
Failure to take notice of these issues will lead to a continued
reduction in the 'market share' of the law enforcement market possessed
" by the police. Equally, of concern to both police and public, is the
possibility that the police could rely increasingly on the use of force
to maintain its dominant role. A dynamic, developing and democratic police
service requires a management aware of these issues and it is to these

ends this study is directed.

The replication of this study's methodology in respect of other publiec
service areas would allow us to compare our results and validate the
general applicability of this model to other organisational require-
ments. Without doubt, the police service both needs and benefits from
. research which incréases understanding and can improve its effective

.- performance.
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APPENDIX 'A’

~ OUTLINE OF SURVEY METHODOLOGIES

In this appendix an outline will be given of the methodology used in
the four surveys undertaken by the author as contributory parts to

the study:

a. Survey of Superintendents

The population of Superintendents and Chief Superintendents (N = 103)
were sent a survey instrument with a covering letter explaining how the
survey was part of a research study. The author was a serving officer in
the same police force. Seventy Four replies were received within the
four weeks allowed for completion (reminder telephone calls were made to

respondents at two weeks).

- The replies were analysed following computer compilation using the

Statistical Package for the Social Sciences (S.P.S.S.)
A report outlining the results of the survey was sent to the respondents
and the author offered verbal feedback to any respondent so requesting.

The survey took place in Spring 1982. ( See Appendix 'B' )

b. Survey's of Police Service Consumers

This was the first part of a two part survey (See ¢ below) undertaken
as part of a research project on behalf of the police force, of which the
author was a serving officer. The purpose of the research project was to

assess how police response to calls should be managed.
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The consumer survey was conducted in two ways; using one survey

“instrument;

. ii.

Members of the public who had contacted the police during a

week in April 1983 were interviewed by teams of police officers.

A total of 1927 members of the public (consumers) were interviewed,
from a total of 2000 selected from the §otal number of calls received
by the police during that week (N = 5213). Thus, only 63 consumers
declined to answer some or all of the questions put by the police
interviewers (who were police women working in pairs). Each team
of interviewers worked to a standard set of instructions on how to
conduct the interview. Consumers were aware from the outset that

police officers were conducting the survey to help establish

policing priorities for their police area.

Consumers were sent the same survey instrument as that used at (i)

above. This survey instrument was sent to the remaining callers for

police service (N = 3213) and they were invited, in a covering

letter explaining the survey's purpose, to return the completed
survey instrument to a FREEPOST address. Of the total sent out 1373

i

replies were received. There was no follow-up or reminder to the

postal survey.

In total, therefore, 3300 replies from 5213 consumers were received (63%).

Or, in each part of the survey the return rate was :-

el e

Interview: 1927 of total 2000 (96%)

Postal: 1373 of total 3213 (42.7%)

p oot
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"'All .of the completed survey questionnaires were coded and processed

‘'using the S.P.S.S. program on 'in-house' computer facilities. £

The_analysis of the consumer information was used to form the basis
for.an argument to alter the police response to public demand; an
argument and debate which was still continuing when, two years later,

! the author moved to another police force.( See Appendix 'C' )

c. _Survey of Police Service Providers

The second part of this survey (see (b) aﬁove) was to seek the views
and explore the attitudes of pclice officers involved in servicing tze
ca lls. During the week choser for survey a total of 1636 officers wzre
surveyed as being responsible Ior servicing one or more of ths calls
received. Each officer was sen: 2 questionnaire, througﬂ his supervising
officer. A force-wide circulation had been made by an Assistant Chief
Cdnstable, explaining the purpcse of the research and eacn of the tweslve
Divisional Chief Superintendents had been circulated with a memorandun

outlining the research methodology.

1253 of the service providers returned their completed questionnaires

(76.7%). Similarly to (b) above, the responses were analysed using S.P.S.S.

d. Survey of a Town and Country Area

In November 1986 a survey was conducted by post of a numbeg of reéidents
liﬁ a part of a rural county' police force area. From a total residential
population in that part of the country (a district ééuncil/police sub-
division) of 86,000, a totél:of 800 survey ;nétruqents were d{stributed.

The distribution was made on the basis of a random sample, stratified.
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according to main residential areas (there are five centres of

population).

The 800 instruments were delivered to the houses by sixth form pupils
of a local school who became involved in the survey as a part of their
social studies. Of the total distributed 318 responses were received

(39.7%). The responses were analysed using S.P.S.S.

The results of the survey were used to develop policing strategy on a
police sub-division and the two case studies in Chapter VII flow from this.

( See Appendix 'D' )
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West Midlands PO”CG WG 401

Reference:
FROM: Inspector K.Bond : STATION: Management Services.
TO: Members of The Superintendents' Association DATE: February, 1982.

SUBJECT: Police Attitude Questionnaire.

In recent times we hear increasing discussion about the need for
the police to use computer-based information systems; the

'Byford Report' into the handling of the 'Ripper Enquiry' is a
case~in-point. The introduction of such systems is hailed as the
answer to all police information handling problems. Unfortunately,
little has been done to examine the real need for such systems, nor
in particular, the impact they are having and are likely to have on
police organization and effectiveness.

The attached questionnaire is part of a research project being
undertaken, on a part-time basis, at The Universtiy of Aston
Management Centre to examine the relationship between the
organizational structure of the West Midlands Police, middle
management decision-making and the utilization of computer-based
information systems. This research is being partly funded by the
West Midlands Police through an award towards meeting the cost of
fees, etc.

I would be grateful if you would find the time to complete this
questionnaire. This will provide a data base for further enquiries.
If you desire an extract of the results please indicate at the end
of the questionnaire and this will be sent when all the replies have
been analysed.

The questionnaires returned will be treated in confidence and
the space for the name of the person completing is soley for
the return of an extract of results if required.

Please return completed questionnaire to :
Inspector Kevin Bond

Management Services Department,
Lloyd House.

Kevin Bond.
Inspector.




WeSt Mldllézhds POliCe WG401

Reference:

FROM: Inspector K.Bond. STATIONlManagement Service
T0: Members of The Superintendents Ass. DATE: March 1982,

SUBJECT: police Attitude Questionnaire.

Further to my communication of February 1982, can I take this

opportunity to remind you to complete the questionnaire which
accompanied the earlier report.

The information collected on the questionnaire will assist with

the study being undertaken and hopefully aid future computer
developments within the West Midlands Police. In order to do this,
it is important to obtain as good a return rate to the questionnaire
as possible.

In the event that you have mislaid you initial questionnaire, I enclose
a further copy.

Please return your completed questionnaire to:
Inspector Kevin Bond.

Management Services Department,
Lloyd House.

Kevin Bond.
Inspector.
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Police Attitudes =-- Superintendent's Association.

Aim:

The aim of the present survey is to indicate and measure

a number of the attitudes of police officers of the

West Midlands Police (W.M.P.) in respect of their jobs.
This information may then direct further research and
development concerning decision-making and the application
of computer-based information systems.

1. Will you indicate from the following list of duties,
those you consider to be the responsibility of the
police. Please rank order them i.e., 1 to ...

1 To preserve law and order.

2 To protect persons and property.

3 To prevent crime.

4 To detect criminals.

5 To prosecute offenders,

6 To make decisions whether or not to prosecute offenders.
7 To control traffic.

8 To perform quasi-governmental functions e.g., Alien
enquiries.

9 To befriend those in need of help.

10 To foster community relations, particularly with the
young and coloured people.

Any other duty (please specify) :

2. Will you describe your own role within the W.M.P.:

3. Is your own role within the W.M.P. predominantly:

1 Operational.

2 Administrative.

3 Other (please specify) :

4. To whom within the organizational hierarchy of the W.M.P.
are you directly and immediately responsible for the
performance of your duties?
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How
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accessable is your immediate senior officer?
Immediately for personal (face to face) consultation.
At short notice i.e. advance telephone call encessary.
Day or two's notice necessary to set-up meeting.
Appointment necessary.

Other (please specify)

often do you meet your immediate senior officer?
Daily once or more often.

Two or more times each week.

Weekly.

Other (please specify) :

7. Does your immediate senior officer understand the problems

pre

sented by performing your job?

Yes, but a little out of touch with the range and
nature of the problems.

Yes.

Not really, tendency to underestimate complexity of
your job.

No.

Other (please specify) :

8. Do your junior officers (those working directly for you)

und

1

erstand the problems presented by performing your job?

Yes, but a little out of touch with the range and nature
of the problems.

Yes.

Not really, tendency to underestimate complexity of your
job.

No.

Other (please specify)
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9. What is the size of the department/section/divison/

sub=division(you are responsible for running) in number
of officers (police only)?

1 0 = 25.
2 25 - 50.
3 50 - 75.

4 75 - 100.

5 100 - 125.

—

6 125 - 150.

7 150 - 175.

—_—

8 175 +

10.

What do you consider to be the optimum size, in number
of officers, for territorial:

1 Sub-Division?

2 Division?

11,

12‘

Do you understand the problems faced by your subordinates

in performing their jobs?
1 Yes.
2 Yes, but a little out of touch.

3 Not really, easy to underestimate the complexity of
their job.

4 No.

5 Other (please specify) :

How long is it since you performed operational duty as
an Inspector?

1 1

2 years.
2 2 - 4 years.,
3 4 - 6 years.
4 6 - 8 years.
5 8 -10 years.

6 10 + vyears.
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14.

15,
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O
Information is often said to be the life-blood of any

organization. Do you have access to adequate
information on which to make your management decisions?

1 Yes.

2 Yes, iIn most cases.

3 Not really, many gaps in the information available.
4 No. '

5 Other(please specify) :

In Question 2 above, you described your role within the
W.M.P. What type of information do you generally
consider prior to decision=-making within your main role
function? Please rank order i.e. 1l to ...

1 Crime figures.

2 Manpower availability.

3 Equipment availability.

4 Administrative support.

5 Financial implications of altermnative actions.

Other (please specify) :

How do you mainly get your information? Please rank

order means i1.e. 1 to ...

1 Self-knowledge.

16'

————

2 'phone.
3 Literature.

4 Conversation., face to face conversation.

5 Computer.

Other (please specify) :

The W.M.P. have developed a Management Information System
as part of the Command and Control development. Do you
use the M.I.S.?

1 Daily.

2 Two or more times each week.
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Question 16 Continued:
3 Weekly.

4 Monthly.

5 Very seldom.

6 Not at all.

7 Other (please specify) :

17. If you answered 'Not at All' in Question 16 above, will you explain
any problems you may find with the information supplied by M.I.S.

18. Do you consider computer-based information systems of importance
to the W.M.P.?

1 Yes.
2 No.

3 Other (Please specify)

12. Do you consider police computer appolications to be successful

so far?
1 P.N.C. : a Yes
___b No
2 Command and Control : a Yes
b No
3 M.I.S.: a Yes
b No

20. Which of the following application areas would you like to see

incorporated into new computerised systems; please rate a, b, or ¢
priority.

1 Criminal offence file, e.g. info on type of crime, where and when.
2 Criminal arrest file, e.g. info on type of crime, where and when.

3 Modus Operandi file, criminal patterns, techniques etc.

4  Warrant file.

5 Property file -- stolen and lost/found.
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Question 20 Continued:

___6 Intelligence file - info on organized crime, subversives etc.
1 Traffic accident file - info on nature of accident, who/where.

8 Traffic process file - process, court docket preperation etc.

9 Parking offence file, fixed penalties etc, plus outstanding fines.
10 Patrol allocation and distribution.

11 Police service analysis - info on type of call, location/time etc.
12 Personnel records.

13 Inventory control.

14 Vehicle fleet maintenance.

15 Budget analysis.

Other (please specify) :

21. Please indicate (by number) the three applications listed above in
Question 20 which you feel are most important or will be most
important to your department/division/sub-division.

22. What are your major reasons for using a computer, or what would
be the main reasons you would like to see computers used for
within the W.M.P.? (Please indicate your top three reasons by
ranking them 1, 2, or 3 in order of their importance in the space
provided).

1 To make the internal administration of the police more efficient.
2 To monitor the performance of police divisions or units.

3 To improve the patrol officer's ability to rapidly identify
and apprehend criminals.

4 To improve the ability of the department(division/sub-division)
to investigate crimes.

5 To improve surveillance capacity.
6 To improve service to the public.
7 To get better management information.

8 As a part of the 'professionalisation' program of the W.M.P.

Other (please specify) :
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23, On the basis of your experience with the computer systems available
within the W.M.P., what major recommendations would you make in
respect of future computer developments?

Name :

THANK YOU!

N.B. If you would like a summary of the results of this survey
please tick the box:
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Case Mo HERE
Sub-visicn J

INTEENIDW SCHECULE —~ MEMEERS CF PUELIC

INTRCCUCTIGN

I understand tiat you recently bad ccosion to call the police. I 2m part o a sirvey taidrg place

thraegbout the Vest Mdlacds to estshlish ways of Improvirg police services.

1 wxuid Yo grateful if you celd answer a few questicns abaut this recert incidect. The replies

will te treated with the utrost cf coofidertiality ard coly used to develep and improwe policieg in

the ¥est Midlards.

N8B Interviezer

Please circie, where pecessary, the aoswer which spplies.

KPR/82
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B

Would you briefly describe what happened for the police to be called?

Who called the police?

Self Relation Friend Other
How long was this after you first becare aware of the problem:
Smins 10mins I1Smins 20 mins 25 mins 30 mins 30+
Vere yau reluctant to call the police?

Yes No Den't know

If yes, why was that?

(a) Fear of causing false alarm
(b) Nothing Police cauld do

(e) Did nct want Police to atterd
(d) Other (specify):

CALL TO THE PALICE

5

When yau called the police, what did yau hope they would do?

(a) Catch of fender
(b) . Restore property

(c) Prevent same happening to others
(d) Provide reassurance
(e) As a formlity

(£) Other (specify):

How many times did you call the police in connection with this matter?
Once Twice Thrice Three + times
Which telephone did you use?

Own Friend's Kiosk Other
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11

12

13

14

16
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khich rumber did you ring?
999 Local Police Station 100 Other

Did you tave any difficulty getting thraugh to the person you finally spoke to?

(a) Pelay in answering
(b) Problem with the 'phone
(c) Other (specify):

Please describe, in a few words, what you said to the officer on the telephone:

Did you actually ask for a police of ficer to be sent?
Yes Mo Don't send one Don't Know

Did the officer sav arything would happen in resporse to yoaur request?

(a) Pranised police officer immediately

(b) Premdsed police officer, but subject to delay
(c) Promised police attention = CID, etc

(d) Other (specify):

What action did vou expect the officer on the 'phone to take?

(a) Txpected police officer immediately

(b) Expected police attention in due course
(c) Expected no action

(d) Other (specify):

Did you specify any marticular tire for the officer to call?

Yes o Don't Know

Did the officer give any irdication of when the patrol wauld arrive?
Yes No Don't Know

Did the officer mention any delay before a patrol wowuld arrive?

Yes No Den't Know
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18

19
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What did you think about the delay mentioned/and the justification given for it?
(a) Reasormable znd no problem caused

(b) Wanted immediate action
(e) Other (specify):

Wat was the officer's attitude to you on the telephone?

(a) Businesslike

(b) Helpful

(c) Unhelpful

(d) Other (specify):

On completing your call to the police, how satisfied were you with the response they gade
to yau over the telephone?

Satisfied Neutral Unsatisfied

Arrival of Police Patrol (If no patrol sent go to 'Overall Impressions')

20

21

22

2
(1)
(i1)

When the police patrol arrived did the officer(s) speak to you or relatives/friends, etc?
Yes No Don't Know

Did you want them to see yau or not?

Yes No Don't Know

Why Not?

How many officers came?

Uniform 1 2 3 4 5 6 &+
CID, etc 1 2 3 “ 5 6 6+
How did the officers (first officers) arrive?

Car Motor Cycle Foot Other

Did you know any of them:

Uniform Yes . . Mo Don't Know

CID, etc Yes B VS Don't Know

How were yau feeling when the officer(s) arrived?
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32
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i
I wauld like to ask ywu scme questions about timing.
How long after yau telephored did the first officer(s) arrive on the scene?

mirs Don't Know

How long had yau evpected to wait?

mins Don't Know

How satisfied were you with the time it took the police to arrive?

Satisfied Neutral Dissatisfied
go to 30 go to 29

bhy were you not satisfied?

(a) Cfficer arrived too late to c¢o anything
(b) Personal incorvenience
(c) Other (specify):

Were tters, in your opinicn, too many, too few or encugh officers attendirg at the initial
stage?

Too Mamy Encugh Too Few Con't Know

Can yau say how satisfied yau were with the way the police dealt with the preblem when they
care?

Catisfied Naitral Cissatisfied

Why was this?

Did the officer(s) do what yau expected?
Yes to

If no, wiy not/what did vai want him to do?

tead of the police sending a patrol araund to see you soon after yau called, cauld this
matter have been dealt with to your satisfaction by one of those other ways:

Yes No Don't Know
Police simply taking cetails over the telephone
Your visiting police station to make statement
By serding letter to police
By police serding you form to fill ard return
By visit fram officer at later time by appointment
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Follow Up

Did the initial officer indicate whether another officer would follow up emquiries and
visit yau?

Yes No Don't Know

If yes, who was he to te?

CID 50.00) Photographic PEO Same Officer Other
35 Has the follow up taken place?
Yes No Don't Know
36 Did you expect there to be a follow up?
Yes No Don't Know
37 How satisfied were you with this (lack of) follow up (promdised)?
Satisfied Neutral Unsatisfied
3R Do var expect to be teld of the autcome of this police action:
Yes No Don't Know
9 Have yau heen =0 informud:
Yes Yo Don't Know
40 No/did vau wart to be informed of the outceme?
Yes No Don't Know
Overall Impression
41 How satisfied are you with the response yar received from the police as a whole?
Satisfied Neutral Unsatisfied
42 Was there anything you partiailarly liked?
43

Was there anything you particularly disliked about the police response?
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s

44 How often have you had to telephone the police in the past year
This time only 2x 3x 4x S5x Sx+

45 Were there any incidents which ocaurred in the last year where you might tave called the
police, tut didn't?
Yes No Don't Know
If yes, what were they:

46 If an incident similar to the present one ocaurred again, wauld yau cll the police:
Yes No Don't Know
If no, why not?

RESPCNIOFNTS

Please complete the followirg zs accurately as pessible.,

47

48

49

Ccauation of Respordent
Employed Self Employed Unemploved
Age graup of Respondent:

U 21 21-30 31-40 41-5C 51-60 Over 60

Sex of Respondent:

M r

THANK YOU FOR HELPING
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Narwickshire Constabullary

POLICE OFFICE,

ok 'g \\ Stratford upon Avon
. o 1{( L
T ™ ‘q‘ WARWICKSH IRE.
i, RN o 3
LR A \ TELEPHONE ......{0789)..6871.1.
T —l e aeot ) All communications should be addressed
e ol to “‘The Officer in Charge™

OUR REF KB/JRH
YOUR REF
-_I DATE OCtObEf‘, 1986

Dear QOccupier,

The Warwickshirz Constabdulary, together with Stratford-upon-
Avon Grammar School for Girls, is conducting a survey into
the attitudes and expectations of members of the public
towards their local Police. It is hoped that the responses
from this survey can help us provide a better Police service
in the area.

I would be grateful if you would complete this questionnaire
and return it. as soon as possible, in the prepaid envelope,
attached. I can assure you that all responses will be treated
in the utmost confidence and the ancnomity of the respondent
is assured.

Many thanks for your co-operation in this most important
matter.

Yours faithfully,

-"

LY —
/Xevin BOND '

Superintendent

The person dealing with this correspondence is ext.
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Please answei the following questions by circling the statement

which applies:

1.

Have you had any contact with the Police in the last
12 months?

—
(e o
If yes, plzase specify:

(a) Vietim of crime

(b) Traffic incident

(¢) Enquiry with Police

(d) Other (please specify):

h:la.g o~ L&*—é&.a’*N}-ﬁwuﬂuLﬁu .
4

If you were the victim of a crime, what was it?

(a) Burglary - home/flat

{(b) Burglary - business/shop

(c) Assault y
(d) Theft of car

(e) Theft from car

(f) Theft = other

(g) Robbery (mugging)

{(h) Damage - vandalism

(i) Sexual offence

(j) Other (please specify):

If you were involved in a traffic incident, what was it?

{a) Being stopped and reported for an offence
(b) Being stopped and advised

(c) Road accident - involved he
(d) Road accident - witness

(e) Fixed Penalty Ticket )

(f) Other (please specifly): -

2

If your answer to Question 1 or 2 was yes, please
indicate what you hoped the Polics would do:

(a) Catch the offender

(b) Restore property

(c) Prevent same happening to others

(d) Provide reassurance

(2¢) As a formality

(f) To mezet insurance needs

(g) Other (please specify): Ae & Pl W

L&LQLNNLLAwft PROTEVANPY FN WIS
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If your answer to Question 1 or 2 was yes, did the
Police act effectively?

2
If no, please specify:

(a) Slow response
(b) Unhelpful

(c) Offenders not apprehended

(d) Police did not tell result of enquiry
(e) Other (please specify):

Coc Wmmj \,jfzwc

If you were the victim or witness of a crime, would you
contact the Police?

N
es |} Mo

If no, specify why not:

{a) Police cannot do much about crime
(b) Do not like the Policz

(ec) Would not want to get involved
(d) Other (plecase specify):

Are there occasions when you are concerned about safety
from crime?

T
@S/} e
If yes, please specify:

(a)/ Lecaving housc cnpty X
(b) Walking the strzets during day

f;{ Walking the streets after dark
Carrying money about Y

(e) Security of unattoended car
(f) othor (pleasec spacify):

fow many times in the last 6 months have you scen a
Policeman or Police car patrolling your area?

a) Never
(b)» 1 ~ 5 times ¥
c 6 - 10 times

(d) 10 +
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1

1.

12.

13.
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How would you prefer to see a Policeman on patrol?

(a) Motorcycle
(vb) Foot

(e) Cycle
(d) Other (please specify):

If your answer to Question 9 included either foot or cycle,
would you be willing to wait for a Police response to your
call for assistance?

Yes No

How serious do you think the following is in South Warwickshire?
V.Serious Serious Not Serious Don't Know
7 Burglary pid
/4 Theft - car
{,;;..Thef‘t - other
[,_Sexual Assault
é‘. Assault

~, Street Robbery
<~ (Mugging)

Cf Noise

zﬁ_Drunkeness

4 Litter
ﬁDisorder
Q.Vanda'lism
{;Drugs

_{;Ir'at‘f‘ic Offences

#-Parking Offences

X KK A

K X A A X X K

Do you know where the Police Station is?

Yes No

Have you ever called at the Police Station for any of the
following reasons:
No

(a) To complain about something

(b) To report a loss

(¢) To report a find

(d) To report a person missing

(e) For advice or information

(f) To advise Police about your vacant house = holiday
(g) To report a road accident

(h) To produce driving documents

(i) ~ Other (pleasc specify):

Continued ...
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14, If you have been to the Police Statlon, what was the
r‘eccptlon like? : : )

((a)) Very helpful
+ ====(b) :Helpful.--. ..--.
(c) _Uninterested
(d) Bad =~ 7
(e) ther (please specify):

15.  How do you think the Police are operating in this area?

Doing a very zood job
(b

A good job
(c) Not particularly good
(d) Bad job

(¢) Don't know

16. What level of response should the Police in South Warwickshire
give to the following:

Hish Priority  Medium Priority Low Pricrity
| Burglary N
Z Theft - car a“%
~Theft - other Ve
/Sexual Of fence e
‘Assault <
Street Robbery e
"',?Noise
QDrunkeness
’3Litter
:?Disorder X
7 Vandalism X
/ Drugs X
3 Traffic Offencos 7 o
_IParking Offencas X

1T Are there any other problems you believe the Police should tackia?

L?L‘L_.A !\ Dk A/MLLLW(—‘ lc.'_'_'[Lt:

Please provide the t‘ollowlng inf‘ormatlon.
67 Sex: Male Female
Age: - - 10 - 17(1); 18 ~ 20(2); 21 = 30(5);
31 - 4o(4); 41 - 50(5); 51 - 60(6);

*
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I Housinz Type: (Quwnar occupied - Hausé?i}n Flat(2)
Rented, private - House(3); Flat(4)
Rented, Council - House(5); Flat(6)

Occupation: Unemployed(1)
2— Self Employed(3)
Retircd(Y4)
Student(5)



