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CHAPTER EIGHT

THE NEW MANGERIALISM

A. THE SEEDS OF AN ALTERNATIVE

In demonstrating how powertully engrained are patterns of
instrumental behaviour within the police organisation, the arguments
in the previous chapter also serve to reintorce the more general
proposition stated 1in chapter +ftive, namely, that the tendency
towards instrumentalism in intra-organisational relations increases
in line with distance between ranks, as also with the institutional
status of the more senior party. Thus, senior divisional officers
are more likely to experience keenly the pressures and constraints
involved 1in attempting to meet the demands of various external
groups. And in their efforts to reconcile the irreconcilable, it is
they who have the greater capacity to develop and apply dense
patterns of bureaucratic rules and output standards, and who are,
accordingly, the more likely to incur the displeasure of operational
ranks left to cope with the ravages of regulatory overkill.
Further, and relatedly, it is the senior divisional officers who are
more likely to suffer the delusions of 'dinosaurs' and 'high-flyers'
(or, at least,to have these disparaging labels foisted upon them)

and - to mix metaphors - to be more deeply embedded in the 'mushroom

patch'. Finally, wunderlining the empathy gap still further, the
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greater the distance beteen divisional ranks, the more likely are

these ranks to be afflicted with the myopia of partial insight in

their mutual relations.

Dovetailing with these tendencies which actively encourage
instrumentalism is the waning of a number of significant residual
normative influences reported in chapter six. The small local
forces of an earlier age which ensured a substantial network of
personalized relationships across ranks haw been overtaken by formal
structures which are larger, more impersonal, more skewed in terms
of their 1internal distribution of power and status, and whose
alienating effects are accentuated by their functional division of
labour. Changes in attitude amongst more recent recruits have led
to the partial erosion of institutional authority and its stylistic
representation through the military model, so weakening the most
significant point of connection between normative and instrumental
power circults. Finally, other changes 1in background and work
orientation amongst younger officers, 1n the social context within
which policing is debated, and in the legal and political tframework
within which policework is enacted, have encouraged the development
and articulation of divergent 1interests and practices within the
police organisation - divergences which again tend to vary directly
with status, distance between ranks and related matters such as age

and length of service.
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Alongside these trends however, there has been one apparently
countervailing set of developments holding out the possibility of
the reconstruction of a strong basis in normative relations between

senior divisional staff and their junior colleagues. In our
examination of the perceptions of senior divisional officers 1in
chapter four we noted a strong emphasis upon the managerial nature
of their work and, in particular, upon the importance of
man—-management. Relatedly, we observed a strong emphasis upoOn
interpersonal skills, and upon motivating and tending to the welfare
needs of junior officers. Overall then, despite the powerful drift
towards 1instrumental relations in practice and the continuing
emphasis wupon instrumental techniques and traditional forms ot
authority within the perspective of senior divisional otticers, much

store 1s also set by a 'human relations' approach within their

articulated belief systems, and indeed, with regard to its wvarious

dimensions listed above, this approach is markediy more pronounced

in their case than in the case of inspectors. ‘'’

How is this alternative trend to be accounted for? To a large
extent, this approach may be seen as a response to, or at least a
reaction against the development of a more instrumental régime, and
the erosion of previously solid normative f{oundations. In this
respect positions held and initiatives contemplated at force and
divisional levels cannot be viewed in 1isolation from more general
instituticnal trends which embrace all British forces and which are

deeply inscribed within the reform ethos of those policy-making
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elites and institutions who are influential at this broader level.
In particular, reforms in mamagement training at the central police

colleges‘#*” and the wider movement towards police professionalism

discussed below are of significance. However, by the same token, it
would be wrong to perceive the impetus behind this approach in
predominantly 'top-down' terms - as resting exclusively, or even
mainly, with supra-force agencies, and to understand the significant
expression of faith in a more normative approach within senior ranks
as no more than received wisdom. Many senior officers interviewed -
and there is no reason to suppose that their views, predicated as
they are upon developments 1in police organisation which are of
general application, are not typical of a wider trend - appeared to
have concluded from their own experience that some refinement of the
stock managerial profile of earlier vintage was required. Although,
tor reasons set out in the previous chapter, understanding of the
root structural causes of tension in relations between ranks tended
to be truncated, and the relentless nature of their role demands
discouraged radical experimentation, there was nevertheless
widespread recognition within the higher echelons of the symptoms of
the problem, and an awareness that reliance upon the institutional
authority of rank as the main normative support for the instrumental

techniques made available through the formal bureaucratic structure

tended to leave something of an authority vacuum. At the very
least, most senior officers were agreed that a strategy of
retrenchment - of 1increased reliance upon a narrowing and
obsolescent base of normative resources - 1in the face of an
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incipient crisis of 1legitimate authority, would: be likely to
backfire. Thus, 1f the three statements below are examined, many
senior officers would echo the sentiments of the superintendent

(third respondent), and would find some sympathy with the somewhat

more candid assertions of the two sergeants who are quoted first:

"The inspector's got a helluva manner with some of
the young lads. He's a bit ot an old dinosaur; he
does not realise times are changing, and that just

makes things worse. He thinks that the more he
bawls and shouts at them, the more they will
respect him. .. Last week one of the young lads®

shoes were a bit dusty, so to teach him a lesson,
he had him down on the floor doing forty press-

ups. These lads have been brought up 1n a
different world from him. They have not been 1n
national service; they have been taught to

question and criticize, not to march and drill.
They will just think he is a prat for doing that.”
(sergeant, Newtown Division)

"It's funny, but I knew our new inspector when I
was in the CID as a cop, and he was a sergeant.
He was great there, really close to the men, and
supportive, and a great detective, well respected.
Since he came here, he has been distant and a real
stickler for the rules. At first I just thought
that he was finding his feet, but he is still like
that. None ot the other lads would believe me 1if
I told them he used to be like what he was in the
CID. Maybe that is half the problem. We are such
a big force now. Nobody knows anyone else. When
someone like him comes along, he cannot rely on
his reputation. 50 he retreats behind his pips,

and relies on his rank. But although that is
important he will not get the best out of the cops
that way." (sergeant, Oldtown Division)

el

"There's no doubt about it. Today's force makes
more claims on the officer on the street, and
today's ofticer on the street makes more claims on
the force. OSome of them expect to have more say
in what they do, or at least to get more reasons,
more explanations for why we do what we do. There
was a tendency when I joined for unquestioned
obedience... That didn't mean that some of the
bosses didn't consult the men, but just that there

was no general sense that they should. Now, there
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1s, and its something I'm right behind. That is
what managers are for, making the most of the human

resources at their disposal. (superintendent,
Riverside Division)

Viewed from this perspective, we may, adopting a notion of
Holdaway's, talk of a new "managerialism"<®> within the more senior
ranks. This may be conceived of as a loose alliance of interests
and orlentations which share the same broad diagnosis of an
organisational problem and which endorse the same broad range of
solutions. The problem 1is the potentially pathological
predominance of 1instrumental relations, and 1in particular, 1its
negative implications for inter-rank relations and the capacity of
senior ranks to control and motivate Jjunior officers. The
solutions, which may be viewed not only as means to the fuller
attainment of organisational objectives but also as contributing to
the 1increased job satisfation of junior ranks, centre upon the
generation of a more sympathetic understanding of the needs,
interests, and capacities of junior ranks and, in particular, upon
the development of an alternative authoritative style which

emphasizes commit ment to management Dy persuasion and

consultation. ¢4’

In spite of this trend, it is argued, there are both structural
and cultural factors which place limitations upon the intensity and

success with which the new managerialist enterprise may be pursued

Jenerally, and was pursdad  i1n TRe  particular givisisns  undsr

analysis. In keeping with the theoretical approach adopted within
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this thesis, 1t 1is not claimed that these two dimensions can be
hermetically sealed off from one another, as they are in practice
complexly interlocked. Nevertheless, 1in so far as they are
analytically divisible, discussion of the deeper structural problems
- concerning the 1nability of new managerialist strategies to
transcend the ambiguities and tensions inherent in the root problem
of indeterminacy - are held over till the final chapter where they
are incorporated into the more general discussion of reform. Our
concern here is thus primarily with the cultural dimension, with
structural factors significant only to the extent that they
necessarily contribute to the contemporary backdrop against which
this cultural dimension operates. Exploration of the issues will
proceed by reference, first, to general arguments and, secondly, to

specific examples.

B. IMPEDIMENTS TO THE NEW MANAGERIALISM

(1) The general arguments

In the following, it 1s argued that the development and

reception of new managerialist attitudes and initiatives within the

police organization are impeded by a strong cultural headwind. This

emanates from two sources. In the first place, the new managerialist

orientation may have hidden implications and unintended consequences

which are unpalatable to junior ranks, or it may be resisted by
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junior ranks on its own terms. Secondly, the commitment to the new
managerialist enterprise amongst more senior ranks is in any case

trequently ambivalent and precarious. In turn, these two trends
areclosely related. To begin with, the range of factors which
account for the reservations of the two constituencies themselves
overlap. Further, even to the extent that either constituency is
genuinely committed or receptive to the new managerialism it may be
wary on account ot the attitude of the other. That is, the problems
of the new managerialism may be reflected across ranks. Why, some
senior otticers ask themselves, adopt a managerialist approach it
the junior ranks will only respond negatively? Likewise, why, some
junior otftficers ask themselves, endorse the new approach when the
commitment of senior officers itself appears talse or dubious? With
the closely-knit amd mutually reinforcing qualities of the relevant
spectrum of arguments in mind, let us start by considering a number

of factors whose major signiticance 1is 1n explaining the

reservations of junior ranks.

First, and most obviously, there 1is the tact that new
managerialist initiatives and orientations cannot be inscribed upon
a blank page. Junior ranks are only too aware of the deep pattern of
instrumental power relations which is the continuing legacy of the
structural problems described in the previous chapter, and to which
the new managerialism is offered as a solution or, at least, as a
palliative. As an approach which recognizes the creative potential
of human resources and demands empathy with the problems and

aspirations of junior ranks, the new managerialism appears to e
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radically at odc[s with an instrumentalist philosophy which 1is
concerned only to harness the interests and capacities of the other
efficiently to one's own predefined ends. Within a climate where
such a philosophy is to the fore, an advocate of the new approach
may simply be viewed as a cynical manipulator - as presenting a
liberal facade in an attempt to legitimate a basically oppressive
set of relations, or as naive, spitting against a powerful
structural and cultural wind. This wunderlying scepticism is
entangled with the various other factors considered below, and so
should be borne in mind as providing general reinforcement for the

arguments generated by reterence to them.

In the second place, as they represent efforts at planned
change 1Imposed upon an organisational sub-group, managerialist
initiatives, ftor just this reason, will 1inevitably encounter some
degree ot resistance from junior officers. This 1s a more
substantial point than might initially appear to be the case. We
are not here concerned with the suspicions of junior officers as to
the underlying motives of the change agents, nor with any criticism
that they might have of the substance of the proposals per se. Nor
are we concerned with the specific strain of traditionalism within
police occupational culture, still less with any more generalized
and decontextualized notion of habitual action - of stubborn
dedication to a routine tfor its own sake. Rather, what 1is at issue
here 1is the fact that any superimposed programme of change,
irrespective of its substance and aims, inevitably challenges those

sensibilities, aptitudes and strategic relationships of actors which
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nave been honed or applied in a particular organizational context.
As Crozier and Frieberg have argued, change alters "the game of
power and influence in which the individual participates and through
which, despite the constraints, he asserts his existence as a social

peing. "=’ A package of skills and a sense of occupational identity

suited to the old context may not be suited to the new one. It may
be redundant or inadequate. Thus, to take one typical example of a
new managerialist initiative - a new communicative structure which
requires the formal participation of constable and sergeants in a
policy-making or policy-review forum with senior divisional officers
- this 1inevitably calls for the reappraisal of a role and the
supplementation of a set of attributes geared to circumstances 1in
which collective inter-rank analysis of policy options simply lay
beyond contemplation. Perhaps even more 1importantly, such an
initiative 1is strategically dangerous because, as the same authors
argue, "it calls the conditions ot an actor's game into question and
modifies or eliminates the zones of certainty under his control®. <%°
Thus, a more transparent context of inter-rank relations threatens
to eliminate some of the regions of low visibility which are such a
vital resource for the operational officer in his or her 'game'.
Therefore, even if the actor accepts the long-term goal of change
"in all sincerity", <?* the short-term risks may be too great for the
change to be fully endorsed. Indeed, at this strategic level, the

choices and trade-offs which confront the actor are but another
manifestation of the prisoner's dilemma, in whose terms, it will be

recalled, the underlying paradox of trust is itself also explicable.
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Now this game-theoretic approach, ‘despite its 1insights, 1is
lncapable of telling the whole story about any process of change.
Accordingly, direct exemplification of this dimension of resistance
10 the new mangerialism must await the elaboration of a more roundedv
explanatory context. For the moment, the following two quotes,
drawn from reform scenarios outwith the ambit of the new
managerialism, will suffice to provide general illustration of
tirst, the cognitive and existential aspects, and, secondly, the
strategic aspect of the problem of superimposed reform. As regards
the tirst, let us return to the example of the area policing
initiative 1in City Division, 1initially discussed in chapter six.
The introduction within one sub-division of a large number of area
of ficers whose main priority was no longer to be emergency response,
and whose hours of work did not correspond to the traditional three-
shift system of uniform cover, occurred more or less simultaneously
with a number of other changes, including a new requirement for all
officers to muster at sub-divisional headquarters rather than to
report for duty on an 1individual basis at various police-boxes
dispersed throughout the sub-division. The net effects of this
combination of changes was described by one officer as tollows:

"Too much change in the police in too short a time
always demoralizes the men, even it you can argue
that all "the changes are a good thing. They
eventually lose their bearings. It's something the
bosses forget, but it's hard to accept that all
your old ways, sorting your own paperwork,
starting at vyour own box, doing a tull night
cover, working as a shift team, are out the
window. The whole atmosphere has changed, everyone
is waiting tfor the next bright idea. It's no
accident that there have been more men off
recently than usual. It's very unsettling, and it
doesn't make for a happy station." (sergeant, City
Division)
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As regards the strategic aspect of the problem, the following

retrospective assessment of the implications of the demise of the

old burgh forces is instructive:

I joined just a year or so before the old X
burgh was wound up, and we went into the county.
At the time, the gaffers did make some effort to
keep men in the same place. They didn't have a
complete overhaul at once. But there were still a

lot of unhappy men about, and the gaffers had more
problems with the new forces than they thought
they would... I've talked to men from other
burghs, they've said the same...It wasn't
nostalgia for the old days, you were still working
the same place, and, anyway, nobody could
seriously defend such small forces -
claustrophobic, the chief in the pocket of the

local council, no promotion unless you went to the
right school... but everyone still had their

niche. Everyone had their dosses, their contacts,
their man at headquaters they could trust, their
dodges to get round doing paper because they knew
the system like the back of their hand. All that
disappeared overnight, and even with the best will
in the world, it's hard to get used to." (sergeant,
City Division.
A third reason why the new managerialist approach may not be

conducive to the amelioration of relations with junior ranks has to
do with the 1incompatibility of a new managerialist approach not,
as in the tirst argument, with existing patterns ot instrumental
power, but with existing patterns of normative power. Although, as
suggested above, a- signiticant source of support for the new
mangerialism 1lies 1in the awareness of promoted ranks ot the
shortcomings of extant authoritative resources, by the same token,
the very attempt to invoke a new base of legitimacy may serve only
to highlight these shortcoming still further, or at least, to

excose the 1inability ot particular officers to make the most of
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them. In acquiring new accoutrements, the emperors risk exposing
the threadbare quality of their existing garments. This point was
made by an Oldtown constable in relation to his shift sergeants.

cergeant A and Sergeant B had been promoted
simultaneously 3 months previously from a
neighbouring division. cergeant A had come
immediately to the present shift, while Sergeant B
had joined the shift within a month of his
promotion. Sergeant A was 29 years old, had 11
years service, and had worked exclusively in the
uniform branch. Sergeant B was 36 years old, had
8 years service, and had worked in the CID for 5
years prior to promotion. Constable C, discussed
the initial impression that the two new sergeants
had made in the following terms:

"They are entirely different sorts, the two of
them. Sergeant B is a great guy - not in the sense
that he does anything you want - but just that he
doesn't cause you any hassle and he gets the work
done without any hassle. He gives the impression
of knowing what he is doing. You can tell he has
CID experience, and all the boys respect that., He
has an air of authority about him. He doesn't
need to say anything, 1t just comes naturally. He
gets things done just by 1looking at people.
Sergeant B's a different kettle of fish. He's so
unsure of himself,and he 1is so f...ing straight
too. We call him “preacher Bob". That's because
he stands there during the Daily Briefing Register
and waves his arms about and gives you a sermon.
He's full of all these new fangled ideas, always
trying something smart with the beats or
something, rather than just leaving things as they
were. He gives the impression of always trying
to impress. The boys can't be bothered with
that. It just makes them think he lacks

confidence and experience. He can't do the job
oftf his own bat.™

Similar sentiments were expressed by junior officers in relation to

managerialist orientations adopted by senior divisional personnel.

The following comment is typical in this respect:

"Since I joined the force, there has been a

definite change 1in the attitudes of some senior

of ficers. I've noticed it particularly in this

division. There's detinitely more talk about the

weltare of the men, job satisfaction and all that.
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There's less blood and thunder, 1it's as if they
realize that that doesn't work so well in today's
world, and they're scratching about for something
new. For men with a bit of experience like me,
you tend to take it with a wry smile. It's as 1if
the are saying, all change, we're all going to be
nice guys now. I'm not saying, they're not
genuine, there's some good men among our bosses
who get a lot of respect, but it's a bit 1like
tlavour of the month. It brings it home to you
that the old approach left a lot to be desired,
but sometimes you think that some of them are just
scrabbling about looking for a new way of

justitying their existence, and junping on the
tirst bandwagon that comes along." (sergeant,
Riverside Division)

There 15 a further, and more specific, element of

incompatibility between the new approach and existing normative
power bases. The more direct critique of the new managerialism
which this encourages, as well as providing a fourth major factor
in accounting for negative attitudes amongst junior ranks, also
provides the mainspring for senior officers' own ambivalance towards
the new approach. These more fundamental reservations of the two

broad internal constituencies will be considered in turn.

As suggested in chapter five, an important basis ot
professional authority for senior officers rests on their
accumulated experience in the operational ranks, and their capacity
to display sustained expertise 1in operational matters and a
continuing appreciatﬂion of operational predicaments. However, as
Holdaway has pointed out, one of the effects of the new
managerialism is to stress an alternative "dominant meaning to the

work of the intermediate and senior ranks"‘®”, and so to accentuate

the discontinuity of their work with that of the junior ranks. This
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has a number of negative consequences. In the first place, it tends
to marginalize the legacy of craft expertise and so diminish the
plausibility of senior officers' invoking their past credentials:
"Sometimes I wonder whether we need policeman in
the top ranks. If it is all about management and
being a good administrator, what does it matter if
you' ve worked in the street or not?"
(bergeant, City Division)

It the expression of doubts as to the relevance of operational
skills to the development of the type of managerial expertise valued
within the terms of the new managerialism 1is one response of junior
oftficers to the growth of distinctive managerialist orientations

amongst their seniors, a related and more common reaction is to turn

this reasoning upon its head and to doubt the relevance of these
managerial skills to the task of developing operational skills and

facilitating organizational performance.

In the eyes of many practitioners, the discourse of
managerialism does not easily or particularly persuasively embrace
the practical discipline of policework. There are a number of more
or less general reasons for this. Most generally, the language ot
management and management sclence is seen as imperialist in nature,
colonising divergent areas of experience and attempting to subject
them all to 1its epistemic rule. The reaction of many police
officers to this possibility, it has been observed, 1s "predictably
to be both jarred and threatened by attempts to redetine what they
are, in terms which appear divorced ftrom the distinctive fteatures of
the business they are in." °7° Thus, as we saw in chapter four,
acknowledgement of the relevance of a particular species ot
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management tasks to policework amongst lower supervisory ranks is
frequently qualified by the view that the nature of police
management distinguishes it from the mainstream of managerial theory
and practice. More specifically, this sense of disjuncture is
heightened by the fact that insofar as managerialist language is
seen to be properly domiciled anywhere, it is 1in the domain of
industrial and commercial organizations. This is partly because it
ls perceived, quite accurately, as having originated in industrial
and commercial contexts and thus to have drawn its foundational

premises trom the distinct concerns which arise 1in such

contexts, <1'©?

And 1f this in itself does not exclude the possibility of
managerial concerns and managerialist language belng satisfactorily
transcribed into policing terms, the decisive factor, for many, lies
in their conception ot operational policework as craftwork.®''’ As
again discussed in chapter five, this view emphasizes the unique,
action-orientated nature of the police officer's trade. In
particular, 1t endorses the epistemology of common sense, &

commitment to forms of wunderstanding which, 1in the -evocative

terminology of Geertz, display the characteristics of
"naturalness", "practicalness", "thinness", "“immethodicalness", and
"accessiblemess". "¢'<’ The craft perspective thus resists ways of

thinking about policing which are counter-intuitive or 'unnatural’,
theoretical or 'impractical', non-literal or 'thick', systematic or
'methodical', and intellectualized or 'inaccessible'. Warrantable

‘orms of knowledge are instead deemed to be home-grown, empiricist
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‘and situationally contingent. From this viewpoint, any analytical
tool which 1is not hewn from the rock-face of experience is viewed
with suspicion, while an approach such as the new managerialism,
which, whatever its substantive aims, 1s seen as harnessed to a
rnetoric which is self-avowedly universalizing and reflective, may

be viewed as representing the very antithesis of common sense.

This discordance between the language and presuppositions of
the new managerialism and those of the craft-based approach, and the
greater or lesser degree of acuteness with which it is sensed by
different officers within the 1lower echelons of the divisional
organisation, is illustrated in the following series of quotes:

"I don't accept any of this crap about management.
It comes from the text-books and from training
courses. It's trying to turn the police 1into
something they are not. We're not ICIl or British
Leyland, chasing profits and giving incentives.
We're a disciplined body of men, each with a very
special and difficult job to do. The cop's
greatest assets are his common sense and his
loyalty to the wuniform. That's what keeps him
right, not any new-fangled techniques." (sergeant,
Newtown Division)

"All this talk of management 1is all right as far
as it goes, but there is much more to the beat
of ficer than an ordinary cshopfleoor worker. The
danger 1is that that gets lost.® (sergeant,
Riverside Division)

"Management is a nothing-word. It means all things
to all men. I always worry whether the bosses who
talk about it know much about the real world of
the police." (sergeant, City Division)

"A lot of the bosses who talk about man management
have got their hearts in the right place. It it
makes them more interested 1in the man on the
street and what he needs, I'll not knock it. But
really, 1t doesn't seem to have a lot of bearing
upon what we do every day." <(constable, Oldtown

Division)
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All these buzz-words. The bossess are managers,

so that makes us supervisors, and the men are just

numbers on the shop-floor. I don't think it does

justice to what we do - especially the sergeants,

I don't think of myself as just a supervisor.”

(sergeant, Oldtown Division)
This last statement points us to the source of the more specific
disagreements reported in chapter four as to the appropriate labels
to be attached to the more Junior promoted ranks within a
managerialist discourse. 1t thus alerts us to the additional fact
that tfor some sergeants, as junior officers who have themselves
attained the first rung on the promotion ladder, a managerialist
approach, as well as obscuring the true nature of operational
policework, may suffer the additional disadvantage of rhetorically
demeaning the status of the 'under-manager'. Within managerialist
discourse the specificity and separate signitficance of the various
intermediate points on the hierarchy, so well established within
the police organisation's own official nomenclature, tends to be
lost. Through the monocular perspective of the new managerialism,

there are only more or less significant managers, and by detinition

sergeants fall into the latter category.

Nevertheless, as intimated earlier, the more senior divisional
ranks  too, despite their more exalted status within the
managerialist pantheén, retain strong reservations as to the general
thrust of the new managerialism. Despite the general allure of the
new approach for them, to a greater or lesser extent they 100

appreciate the dangers of investing their work with a meaning which

is strongly at odds with the occupational perspectives of the lower
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ranks. As documented 1in chapter four, considered as a body

.nspectors and more senior officers, while happy to view themselves
8s managers, are only marginally more willing than sergeants to
equiparate the police managerial role with that performed in other
crganisations. Their similar cultural heritage entails that, its
general attractions notwithstanding, they share some of the doubts
of their junior colleagues as to the relevance of the general
managerialist ethos to the cultural and material conditions of
operational policework. They will also be aware that, there own
reservations apart, the doubts ot their junior of ficers are
themselves a crucial tactor in the equation. These may undermine the

legitimacy of any attempts on the part of senior officers to pursue

a managerialist approach.

In short, police managers may well be aware of the pitfalls of
trying to sell the new managerialism to those under their command,
particularly where they themselves are not prepared to buy witnout
discount its rhetorical and mechanical artifacts. The tollowing two
comments, the first extracted from a written communication by an
inspector to a Divisional Commander as part of a management
exercise, illustrate the awareness of senior ofticers of the twin
problems of relevance and legitimacy:

"T have noticed a feverish desire to delete the
word leadersnip from the police and to substitute

it with management. Men work for leaders but
comply to the minimum level with the wishes of
managers. I would encourage supervisors to lead
their men from the {front rather than to manage
them from the rear. Leaders can be helped with
management  problems.” (Inspector, Riverside
Division)
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"1t's all very well the system saying that we have
all to be managers now. Motivation, job
satistaction, <consultation, these are the in-
words. But I don't know if they don't just confuse
the issue. It's not as if we were never concerned
with the men's welfare up till now. These things
are all very well, but no two organisations are
the same. We have to do things in our own way, and
1f it looks as if we are just borrowing things
from industry or from a text-book, the first ones
to suss that out will be the cops themselves."
(chief inspector, City Division)

wWnhnile the above arguments concentrate upon the vulnerability of
the new managerialism to directly countervailing themes within
police culture, it may also be contended that the level and quality
ot articulated support for this perspective which nevertheless
remains within more senior ranks is itself both insecurely anchored
and artificially swollen on account of its connections with other,
ostensibly more supportive cultural 1ideas. Consideration of these
wider connotations of the new managerialism, which, as we shall see,
also colour the perspective of junior officers, provides a fifth and
tinal set of explanations as to the difficulties which impede the

tull reception of the new managerialism.

To begin with, as intimated 1in <chapter six, the new
managerialism has close symbolic connections with the new reformism.
It will be recalled that the new reformist perspective consists ot a
cluster of attitudes‘and strategies born of the perception that the
organisation must respond with the requisite etfficiency and
flexibility to an environment which is in some respects increasingly

hostile and which is inhabited by client groups whose expectations

of police peformance are greater and whose demands are increasingly
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disparate. As with the new managerialism, the belief in a need for
change provides a basic motif of this new reformism, and while the
specific problem engaged with in the case of the new managerialism
is the pathology of instrumental relations, the solution to this
problem may be perceived to be intimately related to the solution to
the problems of organisational performance to which the more general
retormist perspective 1is dedicated. The attitudes and practices
involved 1in generating a more normative climate within the
organisation may be viewed as constituent elements or necessary
preconditions of effective externally-directed reform. To this

extent, some oftficers may seethe two programmes as mutually

reinforcive, their joint espousal representing an 1indivisible

normative commitment.

"There's a lot of things need changing in this
job. You've got to start with our management.
The police must be the most ditticult organization
in the world to get new 1deas through. It's so
hard to get the ideas of people at my level and
below accepted, but it's something we've got to
do. But that's not all there is to it. We've got
to change things out there as well. There's got
to be something wrong with our policies, or with
what the punter demands, or we would not get all
the aggro that we do. They've started it in the
Met with their target-hardening and thelr crime
priorities and all that, and we've got these
Community Projects, and Neighbourhood Watch and
the rest. That's a start, but we've always got to
be ready to adapt.”

Q: "Do you think these two strategies are
connected, that 1is, changes 1in management and
changes in policy?"

A: "Of course they are to some extent, you've
got to put your own house in order, you've got to
run a happy ship, before you can change anything

else. But there's more to 1t than that.
Management's not a panacea." (inspector, Oldtown
Division)
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However, 1in terms of the integrity of the new managerialism,
1ts 1interrelationship with the new reformism is a double-edged

sword. While the new reformism may in some circumstances stimulate
support for the new managerialism, to the extent that, for reasons
set out 1in chapters six and seven, the former is the dominant
perspective and represents the more immediate set of priorities,

then the quality of commitment to the latter may become more tenuous

and contingent. If the external reformer is primarily interested in

changing the impact of policing policies and the impression made by
policing 1institutions wupon the environment, whether by target‘
hardening, community participation projects such as Neighbourhood
Watch or new deployment policies and priorities, then the new
managerialism may be seen merely as a limited adjunct to the
programme of reform, the creation of an 1internal structure of
normative relations mildly 1lubricating the wheels ot effective
external initiatives. More tellingly, new managerial attitudes may
be viewed as dispensible - to be be jettisoned if and as soon as
they detract from the capacity of the organisation to implement its
external reforms successtully. That just such a tension between
external and internal reform may arise, and with just such a
consequence, is forcefully brought home in the following quote:

"You asked- me about man management and all that
stuff earlier. Obviously, I can see the point 1in
trying to allow the men a bit of 1initiative, and
trying to make them feel part of things, but this
attitude that we are all pals together can be
taken too far. There's so many out there waiting
to jump down our throats, and there are so many
things which you are now asking the men to do, not
just walking their beat, that you can't afford to
be slack. You've got to know .at the end of the
day that orders will be obeyed, and followed

promptly, and that if they are not then someone is
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“in trouble... Yes, by all means let the men let
off steam, but at the end of the day discipline
and obedience are probably more important in this
job than they have ever been." (chiet inspector,
Oldtown Division)

The themes represented by the new managerialism and the new
reformism within police culture and practice are further connected
in an extended chain of signification to a third and wider notion,
namely that of police professionalism. The idea of professionalism
has very broad social significance. For those occupations who
successfully define themselves in these terms, the professional
label provides an "honorific title".<'®” It is a term of approbation
which affirms the exalted occupational standing of those groups to
whom it is ascribed, and which facilitates, recognizes and
legitimates a high degree of occupational autonomy on their part.
Thus, professional groups tend to possess a “knowledge mandate" and
a "moral authority"<'#+ ° which permits them an unusual degree of
control over the substance of their work, including policy-making,
definition of needs and problems, and client relations. '™
Professional power is therefore a precious resource in both cultural
and material terms, and as Holdaway and others have argued, many of
the substantive reforms and new styles of 1impression management
initiated by British police élites in the past 30 years may be
interpreted in terms of a striving to gain access to the scarce
synbolic capital of professionalism ¢'=’ Building upon the much
older traditions of military-bureaucratic control and the powertul

'‘rational myths' that this encourages,<'”’ the pursuit of a

professional identity may Dbe seen as a more aggressive response to
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the external legitimation problems and, in particular, the threat of
political encroachment, which, as documented in chapters six and
seven, have gained momentum in recent years. Accordingly, a number
of the trends and tendencies noted in previous chapters, including
the enthusiastic endorsement of sophisticated new technology, the
greater accent on educational qualifications, and the cultivation of
the 1dea of disinterested expertise by reference to "a body of
knowledge intrinsic to the theory and practice of policing"<'2>. may
be viewed as part of this wider programme. So also, the ideas of
the new managerialism and the new reformism, with their respective
emphases upon the development of a distinctive work methodology
amongst the senior ranks and the pursuit of a responsible and

tlexible policy of self-regulation, thread neatly into the fabric of

protessionalism.

In this broadest sense, such 1is 1its scope of reference and
symbolic centrality, the externally-directed concern with
protessional status may be conceived of as what Manning terms a
"metatheme"*'®*> of police culture. It refers to, embraces and
dramatizes a nunber of more specitic themes, including those of the
new managerialism and the new reformism. To this extent, it may be
seen to bolster the connection between these two latter themes, and

thus to underline the advantages and disadvantages which tlow from

this connection.

However, the idea of professionalism has an additional, and

more cspecific object ot reterence ot which we must take note. The
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sense of the precariousness of occupational status and identity
agalnst which the theme of professionalism is invoked has not only
an external strategic dimension but also an existential dimension.
A protessional self-image helps to stimulate a sense of social
belonging and 1identity among senior officers within their
occupational setting. It provides an important point of reference
in the construction of an esprit de corps similar to that enjoyed by
the junior ranks in the more propitious setting of the closely-knit
operational shift. In turn, thils permits an additional, and more
specific, connection to be forged with the new managerialism, for
the distinctive sense of meaning which it vests in the work of more
senlior ranks also has internal as well as external implications.
The intertwining  of the notions  of protessionalism  and
maanagerialism is well illustrated by the following exchange:

"one of the things everyone misses when you get to
this rank, especially when you were as long on the

street as I was, 1is the group spirit - the laughs
and the friendships you develop. It's more lonely
up here.

Q: You mean there is no group spirit amongst
the more senior ranks in the division?

A: No, that's not true. There 1is, but it's
different. Once you are a manager you see 1t more
in professional terms. You've made 1t, and you
have got a lot more responsibilities... It's more
of a profession than just a job...All the higher
ranks have this professional sense, and 1 suppose
you come to value the fact that the other top
ranks treat you as a professional too, as a good
manager of men and resources... That's our
standard, that's what makes US pull
together. (chief inspector, Riverside Division)

However, the association of the new managerialism with another
potent cultural theme again has its downside. The aims, demands and

attractions of the new professionalism - both external and internal
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- may provide alternative reasons for harnessing oneself to the
tenets of the new managerialism, reasons which may for some officers
be at least as important as any genuine commitment to the normative
ends of that enterprise. The capacity of the theme of
protfesionalism to infiltrate +the core meaning of the new
managerialism in this manner is well brought out in the following

quot es:

"We come across a lot of other professionals in
this job, and I mean other professionals, because

we are proftessionals too. The wooden top 1image
dosn't fit anymore, particularly it you move up
the ranks. We're basically the managers of a

large commercial organisation, offering a variety
of services to customers, with all the usual
problems of motivating the staff and checking on
quality control. You have to bring this home to
some of them, the lawyers, the social workers -
otherwise you don't get the respect which you
deserve, We are really chief executives in all
but name." <(superintendent, Riverside Division)

"It gets me annoyed sometimes, top police officers
don't get the recognition they deserve. A chiet
superintendent 15 the equivalent of your
professor, and the chief is on the same standing
as your principal. Yet some of the characters wnho
come in to talk to us, it's as if we still had
hob-nailed boots on... Some of the men down below
probably don't realise the responsibilities we
have either. But police management is definitely a
prcfessional job nowadays. We're dealing with
huge resources, We're dealing with sophisticated
management information systems, we're looking 1o
get the best out of hundreds of men and women, anad
to give them job satisfaction. I suppose it makes
us a bit -of a closed group really, like all
professionals. Only we really appreciate what's
involved, I suppose that's what being a
professional 1is all about. (chief superintendent,
Oldtown Division)

In summary, the new set ot 1ideas, attitudes and practices
falling under the rubric of the new managerialism and its symbolic

sssociates, may be seen as a response to problems of occupational
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standing and identity, and of external legitimacy, as well as of
internal legitimacy. The commitment to the generation of a
normative culture within the organization which is implicit in the
last of these aims may on occasions be relegated to  secondary
status, liable to be marginalized or even sacrificed in the face of
the other imperatives. It this argument is set beside the more
intrinsic reservations that senior managers retain concerning the

appropriateness of new managerialist initiatives, then the tentative
nature of their collective endorsement of the new approach is
underlined. Indeed, as the following two comments demonstrate,
awareness that such tensions exist and hidden agendas prevail even
within their own community of senior otfficers can cause some
of ficers who are genuinely enthused of new managerialist initiatives
to fear the dangers of isolation and overreaching, and others who
are more sceptical to have their doubts reintorced:

"You always have to remember that you can't run
before you can walk. The boss and 1 have to
temper our approach with caution. Irying to get
people more involved, ¢trying to break down the
barriers which have been there for a long time,
takes time. And you have to remember that 1it's
not only the cops and sergeants you have to worry
about. You have to bring some of the more senior
ranks along with you as well. You see, they are
as steeped in the old attitudes as some ot the
men, they tend to think that this whole new
approach to management is just some sort of game.
That's why-it was important that we were sure we
had all the senior ranks behind us betore we
started opening things up, bringling 1n  more
consultation. Otherwise we would have been left
high and dry, with no «credibility anywhere.”
(superintendent, Riverside Division)

" A lot of it 1is just Jargon. It's a way of
selling yourself to the public. Plus it makes &
lot of senior officers think they are something
important. Maybe 1'm too old and too cynical, but

all this new management stuff leaves me cold. I'm
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not sure who 1it's really 1h aid of.'" <(chief
inspector, Newtown Division)

Even more pertinently - and here the problem of reflected
attitudes which was referred to at the beginning of this section is
most pronounced - the ways in which the themes of managerialism,
reformism, and professionalism interconnect  underscores the
reluctance of Junior officers to take managerialist initiatives
seriously. As suggestied 1in chapter six, the connection which is
made between the new managerialism and the new reformism in the
cultural wunderstandings of police officers, ramifies out into a
wider connection between two oppositional themes. In terms of the
binary ‘'sorting' framework which figures prominently within the
pclice officer's cultural tool-kit, managerialism and reformism on
the one hand, together with the umbrella theme of professionalism,
are counterposed to <craftsmanship - or artisanship - and
traditionalism on the other hand. The cultural complexes which are
ldentified on either side of the divide tend to be seen in unduly
monolithic terms, as are the attitudes ot organisational actors
associated with such complexes. Thus, those <constables and
sergeants who are self-styled artisans and traditionalists tend to
impute to managerialists reformist views, to retormists
managerialist views, and to them both the conceits  of
professionalism. The ‘sins' associated with each approach tend
automatically to be visited upon the exponents of the other. 5till

more significantly for present purposes, such 1s the propensity
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amongst those junior officers with a rigidly dichotomous world-
viewto label the 'other' 1in monolithic terms that, insofar as the
toredescribed complexities of the relationship betwen managerialism,
reformism and professionalism are appreciated by them, they may -
particularly if their understanding is coloured by their experience
ot an instrumental régime - view such complexities as providing a
recipe tor self-interested opportunism amongst their seniors rather
than as requiring of them difficult choices and trade-offs. From
this sceptical standpoint, too much may be read into the possibility
that the pursuit of the normative ends of the new managerialism
may be subordinated to its other existential and ideological ends,
and to the fact that these normative ends may on occasions be
sacriticed betore the more pressing demands of reformism. By
contrast, too little credit may be given to senior ofticers ftor
genuine commitment to managerialist ideals, and scant attention paid
to the recurrent problems involved in reconciling such commitment
with competing demands and pressures. Ironically, therefore, an
approach committed to the dismantling of communication barriers by
senior officers and their building of more resilient normative
relations between ranks, may in some instances serve only to fuel
the sceptics' fires and so contribute instead to the widening ot the
empathy gap:

"I don't really know what I think about applying
management to policing, because it has never
really been tried. The bosses go through the
motions, but it is a way of giving them something
to do, making them feel important, and the minute
something goes wrong, the minute some councillor
starts bleating and they're looking tftor a
scapegoat, then 1ts the same o0ld story. Man
management 1is all right when it suits them "
(Sergeant, Oldtown Division)
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“1'm not sure what to think about all this new
craze with man management and human relations.
why should we believe that everything has changed
all of a sudden. I'll believe it when I see it. I

think it's just another bandwagon for them to jump
on. " {(constable, City Division)

(2) The new managerialism in practice

In this final subsection we will attempt to draw together some
ot the arguments presented above through a few brief illustrative
examples of the new managerialism' in action. Of course, one

consequence of hesitant and limited reception of the new

managerialism across the ranks 1is that the actual reforms
promulgated under its name may themselves be of restricted ambit.
Thus, as previously observed, the system of Policing by Objectives,
which 1is seen by many as representing the vanguard of the new
managerialism: <%’ had not been applied in any of our four divisions
at the time of study, and, accordingly, 1its achievements and
transtormative potential are discussed on a necessarily more general
footing in the final chapter. Nevertheless, some of the changes
which had been introduced at the time of the research remain
instructive, not least because their remit was limited. As we shall
see, this very fact- serves to reinforce some of the doubts and
reservations expressed above. Accusations ot minimalism, ot
irrelevance, and of hidden agendas, and tears of isolation, are more
likely to thrive in a context where the concrete reform process is

not itself well-advanced. Bearing these factors in mind, 1let us

consider <certain managerialist reforms, first, in the area of
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training, and secondly, in the area of internal communications and

consultation.

In the late 1970s a number of new training courses for promoted

ranks were 1ntroduced at the Scottish Police College. “='’ Besides
the selected sergeants course and the newly-promoted inspectors

course reterred to earlier<==’,  the Scottish Command Course for
otticers of superintendent rank was also introduced during that
period. Amongst the ideas and themes offered to officers on these
various courses were a number of ways of looking at their managerial
role and at the dynamics of the organisation within which they were
located which, drawing upon management theory and practice across a
variety of settings, stressed the limitations of an instrumental
rationality situated within a rigidly maintained hierarchical
structure and advocated a more human-centred approach. From
discussions with senior divisional ofticers, it appeared that the
Command Course, at least in terms of 1ts management 1input, was
viewed as a worthwhile experience,“=®’ and this reflects and
underlines the fact that on account of experiences gained, present
role pressures, and available opportunities, it 1s the highest
divisional officers who perforce provide the major driving tforce
behind the new managerialism. A similar, if somewhat less positive
profile emerges with regard to inspectors and their experience of
management training. <<%’ Further, both of these groups appeared to
hold fairly positive views on the value of management training at
sergeant rank, although this tended to be quallified by the argument,

alluded to in chapter fourc<®’, that at the stage of first-line

- 456 -




supervision practical experience and knowledge of standard operating
procedures was felt by the more senior ranks to be at a greater

premium than theoretical reflection, and thus that the former should

not be sacrificed to the latter.

However, 1if we turn to the sergeants themselves, doubts as to
the relevance of maangement training were much more prevalent. For
many, their still strong commitment to policework as craftwork led
them to view the teachings of management theory, particularly it not
carefully directed to the specificities of policework, as utopian,
overgeneralized, recondite - Dbasically as an aftront 1o common
sense. ¢ <=~ And for those who were 1initially enthused by their
exposure to these new ideas and became ambitious to translate some
of their recently acquired theories into practice, the transition
back into the operational domain tended to mark the reawakening of
disillusionment and cynicism. Indeed, and ironically, in some cases
these sentiments were rendered more acute just because ot their
acquisition of a new critical standpoint from which to view the
inadequacies of the norms and assumptions underpinning the practical
context of inter-rank relations. These positions of prospective

hostility and retrospective disillusionment are exempllified in turn

in the following two -quotes:

"All that stuff at the college was jJjust pure
baloney. It bears no relation to the reality.
It's just a bandwagon for a few careerists. It's
not applied in the police. Ours is a disciplined
organization, for better or worse. The cops are
not encouraged to think, nor are the sergeants.
No amount of spouting torth on courses is going to
change that." (sergeant, Oldtown Division)
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"1 found that course a frustrating experience. I
came back full of ideas, then, bang, the same old
story. The same old discipline, the same o0ld
treating the cops and us like we'd just crawled
out of a drain. I was getting a transfer out into
the County when I came back, and 1 remember
calling in at Force Headquarters to see someone in
personnel before I went. I bumped into this Chief
Inspector - a right posing bastard who had spent
most of his service in C.1.D. He said to me. ‘I
see you're going out to look after the swampy
woollies. Rather you than me'."

Q: "What are swampy woolies?"

A: "bwampy means they come from the swamps -
the country - the opposite of city slickers.
Woollies because they have to wear woolly
trousers, uniform rather than detective... That
attitude, and the smarmy way he said it, really
pissed me off. Here was a guy 1in a senior

management position, mouthing off every day in his
job about the importance of job satistaction and
all that, and this was what he really thought. It
is absolutely typical of attitudes in the police
to anyone who isn't in your own litle clique -

pure contempt. 1've come across that narrow-
minded attitude hundreds of times, and it gets in
the way ot doing anything  constructive."

(sergeant, Newtown Division)

In sum, while providing 1inspiration or support for the
managerialist views of the more senior ranks, 1if considered in
isolation, educational initiatives 1n this area have little impact
on the more junior ranks. At best, they are seen to provide a
somewhat fragile set of exhortations mounted against the prevailing
current of organisational lite. At worst, their purely academic
status, as forms of knowiedge articulated 1in the sanitized
environment of the training college and untested in the "“natural
laboratory of the streets"‘<7’, wunderlines for junior ranks their

association with alien cultural themes, and thus with the demandcs of
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Impression management and élite celf-interest rather than the

mundane realities of operational policework.

To what extent, if at all, may these problems be overcome if we
consider more substantive new managerialist initiatives in the area

of inter-rank communications? Take, for example, the practice

throughout  Oldtown Division , and in at least some parts of the

other research divisions, of holding 'greetin' meetin's' at the
quiet time on a 5Sunday morning early shift, where the sub-divisional
commander, or perhaps occasionally the divisional commander would
address the shift en masse on questions of divisional policy. As
reported in chapter f{four, the responses of sergeants to a question

concerning ways of improving communications and consultation between
the ranks*~<®’ would seem to indicate the likelihood of a reasonable
level of support for a policy such as this as a means of narrowing
the empathy gap. However, despite the trend in reported aspirations,
the concrete experience of this initiative appears to be less
favourable. The perceived shortcomings of greetin' meetin's are
well described in the following comments by a sergeant, a constable
and a chief superintendent, each of whom had participated in or been
otherwise involved in a number of them:

“The problem now is that he talks and we listen.
There is no real discussion. He simply tells us
what 1is new, including new legal stuff and
procedures and whatever 1is getting on his wicKk
that month. He asks for comments and questions,
and there usually aren't that many. It 1isn't
helped by the new inspector, It used to be that
the inspector and sergeant sat in the body of the
kirk, but he thought that that was too informal.
We now sit at the front with the boss, facing the
kirk. It doesn't encourage debate. At the same

time, it wasn't much better when it was more
- 459 -



intormal. You see, a 16t of the cops like being
told what to do. They feel uncomfortable about
being asked their opinion, they always think it is
being clocked for future reference and that they
are Just being given enough rope to hang
themselves." (sergeant, Oldtown Division)

"The attitude of some of the boys on the shift
would make you despair sometimes, especially some
of the older boys. They are as suspicious as fuck
about anything like this. The thing is, the Super
comes down Wwith some new policy about football
details or something, and it is the first we have

heard about it. It's a foregone conclusion, the
boss wouldn't be telling us about it if he hadn't
already made up his mind. There's really not a

lot you can say except to try to be clear about
the details. A lot of the boys think it is not
our place to comment anyway but that is crap. It
ls us who are going to have to put it into
operation and so I think that there is a case for
consulting us at an earlier stage. The only
reason why we cannot comment is because we are so
bloody ignorant at the time we are consulted, not
pecause we don't have anything to say... Some of
the boys are just generally cynical about 1it.
They see it as a PR exercise. They are not used
to being treated as equals...and they can't switch
oft from the normal rank thing. They are scared
of putting their foot in it and, 1in a way, you
can't really blame them for not really believing
in the worth of it when it all seems to have been
decided betore they get to us anyway. But it goes
deeper than that. It they were genuinely asked
their opinion, a 1lot of them would run a mile.
It's just so against what they have been used to.
And they make it hard for anyone else to say
anything. If you do try to say something, you are
seen a8s a crawler, as someone who 1is just trying
to 1impress, to <catch the boss's eye 1o get
promotion or something like that. So at the end
of the day no-one says bugger all and the bosses
probably go away thinking we are a bunch ot
monkeys who cannot say anything anyway. You see,
there is this thing amongst cops that you are
either a talker or a doer. Because a lot of them
can't or are scared to do both, they brand all of
us as the same." <(constable, Oldtown Division)

"You've really got to work at these things and be
patient otherwise they end up a waste of time, and
can even do more harm than good. There's some of
my <colleagues amongst senior officers who

seriously think that because the men aren't
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actually im armed revolt that everything in the
garden 1is rosy. They sometimes forget how
inhibiting the rank thing can be. I've heard some
say after these meetings that there are no
problems just because no-one has piped up. My
view 1s that there are never no problems, and the
minute people start saying that you start
worrying! The other line you hear is that if one
of the men or the sergeants starts complaining
about something after the meeting then they are
just dismissed as malcontents. They can't be
taken seriously or they would have spoken up at
the appropriate time. Obviously, I don't go along

with that either.” (chief superintendent,
Riverside Division)

Thus, 1in the first place, we can see how, in line with the
arguments presented in the previous subsection, the attempt to
introduce a collective, inter—-rank framework for the discussion of
policy tends to be overshadowed and blighted by the instrumental
backdrop against which it takes place and the powerful legacy ot
countervailing practices and attitudes which this sustains. The
commitment of some senior officers to genuine dialogue is uncertain,
and this only wunderlines the defensive ambivalence ot junior
of ficers already sceptical about the underlying rationale of the
exercise. This defensive attitude is further entrenched on account
of a more general fear of change amongst the lower ranks, which in
turn derives from the more general tendency for superimposed reform
to threaten vested interests and disturb entrenched world-views.
Relatively open fora- such as those described are viewed by junior
officers as settings fraught with danger. As suggested earlier,
their low visibility and control over key information which they
generally regard as their most prized asset 1in instrumental

exchanges may be seen toO be challenged. And even +tor those

individuals who may be less inclined to view the process in such a
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light, they will perceive that their credibility amongst their peer
group, which collectively is 1likely to be heavily influenced by
instrumental attitudes and strongly committed to the rituals and
redoubts of defensive solidarity, will be diminished 1if they
attempt to exploit the opportunity provided in a constructive
manner. And as a final consequential effect, this cautious reaction
may, as the Riverside Divisional Commander noted, be interpreted by
certain senior ofticers as providing grounds for complacency and/or

tor the dismissal of the capacity of Jjuniors to intervene

ettectively in the managerial process.

Might this instrumental cycle be broken if the status of the
consultative exercise is placed on a more secure and ambitious
tooting? What if junior officers can be sure that direct forms of
communication are not intended merely to reinforce the message from
on nigh, that there is instead a commitment to bilateral discussion,
and, moreover, that this 1is intended not merely to provide a
'talking shop' but as a means for junior officers to exercise real
intluence on the policy-making process? This very challenge was
jcddressed 1n Riverside Division through a more systematic
managerialist initiative by the Divisional Commander. It involved
seeking the written views of all divisional sergeants and inspectors
on the topics of the public image of the police, communications
within the organisation, and the efficient deployment of resources,
and was followed by meetings amongst the interested parties to
discuss the possible implementation of some of the suggestions made.
Un.ike the greetin' meetin' therefore, this scheme did not allow the

- 462 -




agenda of discussion to be entirely dictated by the senior officer,
1t endowed the thoughts of junior officers with the authority of the
written word, it allowed all parties to prepare their arguments
before the critical decision-making phase, and it promised the
serious consideration of any proposals generated. A number of

sergeants appeared to be impressed by the far-reaching potential of

this approach:

"I'm basically in favour of the chief super's

approach. You feel that he genuinely wants your
opinions. You feel that 1t has been properly
worked out beforehand for once. " (sergeant,

Riverside Division)

"I think the boss is a great guy. He's friendly
and approachable, but there's a lot of bosses like
that to your face. The difterence with him is
that he seems prepared to put his money where his
mouth is. With this management project he has got
a lot of wus thinking... You teel that it's not
just a talking shop anymore, that things are
really changing and they're beginning to take
notice of the views of the people that really know

what's going on at last." (sergeant, Riverside
Division)

However, even this initiative, despite tackling some of the
specific cultural impediments to the new managerialism head-on, was
by no means universally approved. For some officers, rather than
assuaging their doubts as to the relevance and legitimacy of the new
managerialism, it merely altered the terms in which such doubls were
articulatead. Thus, - tor those particularly concerned with the
zeneral propensity of organizational reform to threaten established
positions and patterns of behaviour, radical change simply meant
radical disruption of existing orientations and niches:

"the management project got a 1ot of people
nervous. You see, it's bad enough putting things

down on paper when you are in control, where you

know more than the bosses, but this was even
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worse. A lot of people felt they were being given

Just enough rope to hang themselves. And our
inspector got nervous too, he was wanting to know
what we were going to say. He's used to things

neat and tidy, the party line coming down from the
top. None of the men contradict him, and he never
contradicts any of the bosses. I'm sure all this
consultation nearly gave him a heart-
attack. (sergeant, Riverside Division)

In other cases, scepticism as to the motivations of champions of

managerial reform was so deep-rooted that even a self-evidently

succestul outcome could be viewed with a jaundiced eye:

"The management project, that was something else!

You know it was me who suggested the crime squad
Iln this sub-division to deal with all the
nousebreakings. Ask any of the other sergeants,
they'll tell you that it was me who brought it up
at the meeting. Now it's been brought in and been
a8 success 1t will be seen as another feather in
the boss's cap. 1 won't get the credit for it, he
will. Ask any ot the sergeants, they will tell

yOu. The whole point or the management exercise
was just to milk the sergeants for ideas and steal
them for the greater glory of the top brass.™
(bergeant, Riverside Division)

when the authoritative endorsement of a suggestion from the lower
ranks commissioned in a formal exercise 1s interpreted not as proot
of the authenticity of that exercise but rather as the theft ot an
idea, then the difficulties involved in bridging the empathy gap

through managerialist initiatives are seen in stark perspective.

In summary, whereas many managerialist  programmes are
compromised by their cosmetic appearance, or by their vague or
limited remit, even more considered 1local initiatives which are
sincerely and effectively dedicated to the establishment of a
participative and pluralistic organisational culture and to the
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generation of normative relations, may be unable to overcome the
more broadly-based and more deeply-embedded obstacles discussed
earlier. Whether, and in what form, a programme of internal change
of a scale more closely matched to the dimensions of the problem

would be more successful in transforming inter-rank relations, is a

question which will be addressed in the final chapter.
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CHAPTER NINE

THE ROLE OF THE INSPECTOR

A. INTRODUCTION.

It the new managerialist movement within senior ranks in general
fails to provide a significant counter to the spread of
instrumental relations, which 1n turn 1z responsible for  the
protound tensions in the role of the uniform patrol sergeant, does
the 1inspector rank, considered separately, have a more positive
contribution to make in this respect? After all, as the immediately
adjacent senlor rank, inspectors would seem to have the potential to
provide a significant bulwark for sergeants against the instrumental
strategies of other more senior ranks. Their support, sympathy and
trust might provide sergeants with greater resources and allow them
greater scope for independent action in responding to the challenge
of reconciling operational and managerial demands. Furthermore, the
general proposition outlined 1in chapter tive, that the material
sources of instrumental power tend %o be less substantial and the
preconditions ot normative relations more often available where the
status ot the senior rank 1s more modest and their distance from the
junior rank less great, suggests that the relationship of the
inspector to the sergeant might be relatively amenable to normative

influences. In sum, there would seem to be some theoretical basis

for the view that the inspector 1=z both strategically well

[



prositioned and normatively inclined to alleviate the tensions 1in the

role of the sergeant.

However, while the first of these propositions is undeniable,
the empirical evidence presented in chapter four does not provide
strong backing for the second. Although a relative majority (albeit
an absolute minority ) of the sergeant rank felt the inspector rank
to be the most supportive, '’ significantly fewer sergeants felt
closest to their inspectors than felt closest to  their
constables, <<~ For their part, a far higher percentage of
inspectors felt their chief inspectors to be the most supportive and
closest rank than they did their sergeants. > Further, inspectors
appeared to be markedly at odds with their sergeants in their
conceptions of the problems and priorities attached to the latter
role. Relatively speaking, inspectors emphasized administrative and
disciplinary functions at the expense of the cultivation of close
interpersonal relations with constables, and were less appreciative
than the sergeants themselves of the logisticasl constraints and
strategic dilemmas 1involved in balancing the demands of junior and
senlor ranks., <4’ Inspectors also gave priority to administrative
and disciplinary functions 1in their own role conceptions, and
correspondingly, théy gave less emphasis to man management problems

and skills, rating these as less significant aspects of their job
than did their juniors or, for that matter, their seniors in their

CSD)

respective self-analyses.
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Moreover, 1if we consider this evidence in the round, the one

finding which appears to runs against the grain - the perception of

a sizeable minority of the sergeant rank that the inspector rank is
the most supportive - is arguably as much a recognition of the high

degree ot strategic dependence of the sergeant upon the inspector,
as 1t 1is a positive evaluation of the normative commitment of

particular inspectors. The tension between the actual and the ideal

which this indicates 1s illustrated in the following supplementary

answers from two sergeants who themselves numbered amongst this

sizeable minority:

"For a sergeant, a good 1inspector 1is a godsend.
You need somebody who understands, who takes a lot

to do with the shift, who isn't too worried about
standing up for you, who supports you with the
paperwork rather than picking holes in 1t, who
takes joint responsibility with you for
decisions. " (sergeant, Riverside Division)

Q: "What sorts of decisions?"

A: "Like when you have to rearrange cover at
short notice because someone reports sick at the
beginning of a shift. A good inspector will put
his mind to it with you, he'll know the men's
strengths and weaknesses too, he'll help you out.
A bad inspector will either take over completely,
or let you get on with it and then hold you
responsible when something goes wrong. Like when
a pub fight blows up he'll be the tirst to
criticize you tor having such—and-such a
probationer there even though he wasn't interested

in the first place.”

"I've always thought that the only way the police
works 1=z if every rank Dbacks up the one
immediately below them. The chiet inspector can't
operate properly without the <super and chiet
super's backing, the constables can't operate

without our backing, and we certainly can't
operate without the inspector's backing. It
doesn't always happen - that's human nature - but

it 1s what we should be aiming for." (sergeant,
Oldtown Division)
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The broad picture of inspectors then, 1s of a rank the majority

of members of which express only limited normative orientations

towards their juniors - a state of affairs which appears to be
reciprocated - and more closely align themselves with their
immediate seniors. In the remainder of this chapter we explore the

reasons for this, and then trace the implications of this situation

for sergeants in their efforts to reconcile the various demands of

their role.

B. THE INSPECTOR: A RANK APART

It this finding of a 1limited basis for normative relations
between inspectors and their juniors does not sit entirely happily
with the basic proposition set out 1in chapter five, perhaps the
reasons for this may be found in some of the more detailed arguments
which have been adduced in subsequent chapters. Thus, 1t should be
emphasised that the factors contributing to the erosion of the
various bases of normative power vis—-a-vis juniors which we noted in
respect of senior divisional ranks 1in the previous chapter<®’ are
general in nature and so pertain to the inspector rank as much as to
any other. Moreover, with regard to institutional authority, qui;:e
apart form the broad factors bearing upon 1ts decline and the
fading resonance of the related military style, certain special
considerations apply in respect of inspectors. Whereas twenty five
years previously the vast majority of inspectors would have been
situated outwith the shift system by which the work pattern of

sergeants and constables 1is dictated and would have occuplied an
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elevated position withir; the divisional hierarchy - or, in the case
of burgh forces, the force hierarchy - at the time of the research
most operational inspectors within our four division were integrated
within the basic shift structure and all were situated outwith the
senior divisional and  sub-divisional command  structure. ¢<”’
Accordingly, 1in their particular circumstances, an attempt to adopt
a posture in keeping with the distant authoritarian style is not
merely vulnerable to the growing unpopularity of such an image, but
1s also 1increasingly less suited to their formal status and
function. Against these factors, however, it must be noted that

their relative propinquity to the operational ranks means that

inspectors are less vulnerable than their seniors to many of the
external pressures, delusions, informational strategies and myopic
insights which are the stutf of the empathy gap, are relatively well
positioned to generate interpersonal normative relations with their
juniors, and are less well supported by an instrumental power base
whose utilization - the example of the new managerialism

notwithstanding - might be deemed to render the cultivation of a

zigniticant natwark of pormative relatlons less Urgent.

Thus, on the one hand, 1inspectors have not been impervious to
the decline in certain traditional normative power bases whereas, on
the other, certain cognitive and strategic factors appear to provide

a substantial platform for a continuing endeavour to relate to thelr

juniors in a normative manner. If these considerations tend to

cancel each other out, there are other rank-specitfic tactors

bearing upon the role of the contemporary inspector in our four
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divisions which suggest why this finely balanced set of pressures
and influences is tilted in favour of a more instrumental régime in
respect of juniors, and a closer alignment with senior ranks.
Again, these factors may for heuristic purposes be divided 1into
those which are structurally significant and those which are
culturally signiticant. Again, however - to reiterate a now
tamiliar caveat - too much should not be read into this distinction
and, accordingly, the following arguments are presented and should

be understood in a cumulative manner.

(1) The peculiarities of second-line supervision

The structural arguments derive from the formal position of the
inspector ae second-line supervisor 1in the contemporary police
division. To begin with, we may consider the implications of the

attenuation of the lines of formal responsibility linking

inspectors, and their seniors, to the actions of their juniors.

We have already mentioned the reasons for the availability ot
displacement strategies on the part of all promoted ranks other than
sergeant. The interpolation of an intermediate rank or ranks

between senior rank's and the constable rank entails that the former

may, by focusing on the accountability of these 1intermediaries,
escape full responsibility for the perceived wrongs and inadequacies
of the operational shift.<®’ Previously we concentrated upon the

opportunities which this permits for the disengagement {rom

organizational objectives, and the pursuit of more seltf-interested
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concerns on the part of senior officers, but there is a further,

more significant, and, from the perspective of the organisational
hierarchy, more functional set of implications which flows from this
state of affairs. From this alternative point of view, partial
displacement and devolution of responsibility operates, not as a
gratuitous concession to senior ranks, but as a means of ensuring
that the upwards communication function is carried out with at least
a minimal degree of candour and effectiveness, and more generally,
that senior officers will be encouraged to place their loyalties and

occupational commitments with their seniors. In other words, their

relative freedom from defensive concerns about the instrumental
repercussions of their own revelations, diagnoses and strategic
initiatives, 1inclines senior officers to co—-operate in maximizing
the information and knowledge base from which assessment ot
operational performance 1s possible, and in planning and

implementing policies informed by such assessments. Furthermore,
since control over the most significant positive instrumental
resource, namely promotion, also llies largely within the community
of senior officers, this provides an additional reason for the more

junior ranks within this community to comply with the synergetic

logic of this process.

As the most junior rank included within this mutually
protective cocoon, inspectors have a crucial function to pertorm in
the front-line enactment and monitoring of management strategies,

and strong incentives to play this role effectively. And where

relations between senior divisional staff and operational staff are
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already strongly coloured by 1instrumental considerations, this

front-line role itself inevitably takes on a strongly instrumental

hue:

"For us, the inspector is absolutely crucial. You
hear all this talk about the sharp end, well he's
on the sharp end of management. We absolutely
rely on the inspectors to ensure that the right
messages and attitudes are passed down, and that
the right information comes back up again. You

can't rely on the sergeant to the same extent,
he's too close to the men, he's a bit vulnerable.
It's the 1inspector who keeps the show on the

road." (chief inspector, Oldtown Division)

"Once you reach 1inspector, things change. This
sounds a bit clinical... but I think most
inspectors would know what I mean. It's like once
you reach 1inspector the balance swings, there's

more people in the place have to look out for you
than you have to look out for them It's not a

power kick, 1it's just the way things have got to

be for the line of command to work." ({inspector,
Oldtown Division)

In and of 1itself, this structural integration with senior ranks
which bequeaths to the inspector the role of front-line agent of the
instrumental strategies of divisional management 1is not necessarily
tatal to the success ot a normative strategy vis—-a-vis junior

officers. Some of the tasks of 1nformation dissemination and

monitoring and of policy negotiation and refinement which fall to

the inspector in the process of policy implementation retain open-
ended possibilities. Thus, the tasks of relaying and interpreting
force, divisional or sub—divisional orders, of ascsescment within the

staf f appraisal system, of critical scrutiny of many items of

paperwork including crime, offence and occurrence reports, and of

initial inquiry in complaints against the police, provide aspects of

the role of the inspector through which the operational support
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function referred to at the beginning of the chapter may be pursued.
So, for example, in the tulfilment of their dissemination role,
inspectors may take time to explain carefully to members of the
shitt - whether 1individually or collectively - the meaning of new
legislation, the function and value of new forms, the rationale and
procedures for co-ordination with other departments in overlapping
areas of work such as crime investigation, physical crime prevention
and road accident 1inquiries; or in the fulfilment of their
monitoring role they may 'back up their shift' against a tide of
paperwork or "'lend a sympathetic ear' to shift memberé who are the
subject of vexatious complaints from members of the public; or,

finally, 1in their role as minor participant in divisional policy-
making they may negotiate for more overtime or an extra mobile
resource. In each case, they have the opportunity to earn both

personal respect and trust from junior officers on account of their

loyalty, and competent authority on account of their professional

judgment and awareness of operational priorities.

By the same token, however, these normatively based initiatives
can only qualify rather than transtorm the instrumental base. In
the case of the monitoring and negotiating roles, the efficacy of
the 1inspectors’ teéhniques depends upon their acceptance ot their
basic agency {function and the attainment of a standard of
performance which impresses senior officers sufficiently to earn
their respect and confidence, and their serious consideration of

inspectors' pleas in mitigation, recommendations and resource bids.

In turn, the impressiveness of the performance of inspectors is at
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least partially dependent upon their willingness and capacity to
make hard judgments of their juniors, to expose inadequacies, and to

restrict their special pleading within 1limits which display a
responsible awareness of wider divisional needs, all of which

combine to dilute the very normative solution in whose pursuit they

may be employed:

" It's never an easy balance. I believe in backing
up my shift as much as I can, I think they are a
good shift. But you can't be seen to ask for
special treatment. ©Sure, we can justify extra
overtime it it's planned, football matches and the
like, but you can't justify too much unplanned
overtime. It the boys keep on making arrests at
ten to elven on the backshift and getting an
hour's overtime to process 1it, the bosses will
start thinking they are at 1it. The fact that it

might mean they are just more enthusiastic than
other shifts won't come into it...

It's the same with paperwork. If we're late
getting the offence reports upstairs again we'll
get compared to other shifts. It'll mean we're
slackers rather than hard workers who generate a
lot of paper. 1've got to balance these things. I
don't want to curb the men, but I don't want the
boss to think we're out on a limb either, that's
just asking for trouble. And let's face 1it, at my
rank you should have a wider responsibility. 1
shouldn't just define success 1in terms of my
shift... It's not a competiton between shifts.
I've got to make hard decisions about the shift
and people in it if I'm doing my job properly. 1
can't just be the cheer-leader. " (inspector,
Oldtown Division)

The in-built instrumental bias in the role of inspectors 1is

further underlined if we <consider a further, and related dimension
of their position as second-line supervisors within the rank

hierarchy. A recurrent theme in this thesis has been the difficulty

which senior ranks experience in legitimizing their various roles in

terms of the practices intrinsic to these roles. The essentially
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secondary and derivative status of their work is firmly entrenched
in the understandings of operational ranks, and, as the example of
the new managerialism illustrates, any attempt to conceive of the
dominant themes within the work of senior ranks in more distinctive
terms may simply be seen as a vain attempt to challenge this
incontrovertible truth. Nevertheless, in however modest terms the
work profile of senior ranks 1is understood by junior ranks and
however negatively the manner in which some aspects of 1t "are
undertaken is evaluated, for the most part it is conceded that they

carry out certain 1indispensable administrative and managerial

functions. With regard to inspectors however, even this residual
approbation 1s not readily forthcoming. Despite their strategic
1mportance as trusted agents of the policies and commands of senior
management and despite the fact that constables and sergeants must
also rely on them to defend shift interests, on a wider canvas - 1in
terms of overall functional responsibilities - they are and are seen
by many in the lower ranks to be perched somewhat uneasily between
the two major divisional constituencies. Their contribition either
to the broad range of administrative functions of senior divisional
ranks or to the equally broad range ot operational functions of
junior ranks 1s seen to be somewhat marginal. This tends to expose
inspectors to criticism from below as - 1in the words of one

sergeant- "a superannuated rank", both because of the general
impression of underemployment thus created and, 1in turn, because
this encourages attention to be focused on on the narrow agency
role and so places in sharper perspective certain negative and self-

crontradictory features of this role.
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As this argument rests upon a Jjudgement of the comparative

responsibilities of different ranks, 1t 1s best elaborated and
11lustrated by reference to a categorical scheme which is geared to
illuminate such comparisons. while it - has a number of
shortcomings, including a tendency to  overgeneralize  and
decontextualize, “®° the typology developed by Mintzberg for
understanding managerial work - or indeed any ©broadly-based
organisational role - is a sultable candidate tor this task. “'©9’ As
well as providing a valuable touchstone for comparative analysis,
his approach ofters two further advantages for present purposes.
First, unlike the taxonomical schemes through which the priorities,
problems and 1ideal attributes of various divisional ranks were
elaborated in chapter four, Mintzberg's role-framework does not
rest upon the value-judgements of participants and observers as to
the most significant features of particular roles, but rather
attempts to provide a rounded analysis of the functional
responsibilities which attach to such roles. Accordingly, as 1is
required here, it is sensitive to quantity rather than quality - to
the overall weight of responsibility which attaches to a position
rather than to the nuances of particular tasks within it. Secondly,
it 1s an elementary scheme. The categories which 1t employs
correspond closely’ to the categories through which the key
constituency with which we are concerned - the operational ranks of
sergeant and constable - perceive the workload of various ranks.
Thus, its basic terminology can be used in the following discussion

without doing violence to the wviews actually expressed by

respondents on the relevant matters, ¢''"
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Baéically, Mintzberg distinguishes between three different
types of managerial role, within each of which he ident\Fies a
number of sub-types. In their informational roles managers may be
involved in monitoring, disseminating or acting as spokesmen. In
their interpersonal roles, they may be figureheads, 1leaders or
liaison officers. Finally, in their decision-making roles, they may
be entrepreneurs, disturbance-handlers, resource-allocators or
negotiators. If we 1look beyond the informational tasks of
monitoring and disseminating, within which the narrow front-line
agency role of the inspector tends to be concentrated, and which.

also account for a not inconsiderable proportion of the work of other

ranks, we can identify distinct sets of interpersonal and decision-

making roles which are attributable - and recognized by operational
ranks as being attributable - to the two major occupational segments

within the divisional hierachy, but which tend to offer limited

scope for inspectors.

Acs regards the interpersonal roles, from the perspective of the
operational ranks these are seen to play a significant part in their
own work - both within and between the ranks of sergeant and
constable. Motivation, on the job +training, recognition of
temporary or more Jenduring enabling or disabling traits ot one's
colleagues relevant to operational performance, and operational task
co-ordination, are all seen to require skill and commitment 1in the

areas of leadership and liaison, while under the rubric of the

latter - sergeants are also of course centrally implicated in the

effort to co-ordinate expectations and activities between junior and
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zenlor ranks, The 1internally-directed {interpersonal tunctions of
senior divisional ranks are deemed by their Jjuniors to be more
sporadic but still of significance. They have a decisive role to
play 1in certain crucial encounters which may affect the career
opportunities of junior officers, such as counselling interviews and
disciplinary 1interviews. Furthermore, these 1internally-directed
functions are seen to be complemented by other externally-directed
interpersonal functions. As the authoritative representative of the
police within a distinct territorial unit, the senior officer has a
responsibility fof liaison, and relatedly, as a spokesman, vis-a-vis
other groups and 1ndividuals 1in the area with regard to the
explanation, evaluation and discussion of police actions and

objectives. More reactively, the senior offlicer provides a

figurehead for those who wish to initiate contact with the police in

relation to more general police-relevant demands and complaints.

For both 1lower and upper echelons theretore, we can point to
distinct interpersonal role sets which are recognized amongst the

lower echelons.

The same is true of decision—-making tunctions. Within the
operational ranks, there 1is a common and patently crucial
involvement in disturbance-handling in dealing with the clients of

the organisation, an involvement which only difters between the

constable and sergeant rank in respect of matters of degree and

timing. As to degree, sergeants tend to restrict their involvement

at the front-line to these incidents which they deem to be of a

particularly complex, serlous or labour-intensive nature, such as
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recurrent domestic disputes, selous crimes of violence or property
crimes, and fights outside licensed premises, ¢<'=° As to timing,
sergeants tend to become involved in the post-operational aspects of
all non-trivial disturbances, being concerned to evaluate critically
police actions contemporaneous with the incident with a view both to
juaging the intrinsic adequacy of the initial response and the
necessity and appropriate direction of any subsequent corrective or

consolidatory activity, and to assessing i1ts adequacy in the eyes of
crucial 1internal an<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>