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ABSTRACT

The British police has become a more controversial institution over
the last 30 years, during which period the interest of social
scientists in the nature of policing has 1intensified accordingly.
As knowledge has accumulated , researchers have increasingly sought
to influence the policy-making process through their findings and
recommendations. One aspect of policework which remains poorly
understood, yet whose 1illumination 1is crucial to the success ot
these etfforts, 1is the process whereby policy is implemented within

the organisation. This study addresses this 1ssue through an
analysis of relations of power and influence within four OScottish
Divisions. Attention is centred upon the main 'line' organisation

connecting wuniform patrol to the divisional hierarchy, and 1in
particular, wupon the role of the patrol sergeant as a crucial
intermediary rank. It is argued that, against a background of an
indeterminate mandate and a rigid bureaucratic f{ramework, recent
changes in public attitudes and expectations, in the political and
legal environment of policing, 1in 1its organisational and task
structures, and 1in police officers' orientations to work and
authority, have eroded the basis for consensus between ranks and
exacerbated mutually instrumental attitudes. This more instrumental
climate is self-perpetuating, frustrating attempts at all levels to
maintain or re-establish harmonious relations. For the sergeant,
these problems emerge as a set of strategic and existential dilemmas
which requires them to manipulate a declining resource, namely
trust, 1in balancing the demands of seniors for effective and
legitimate performance, and those of juniors for feasible working
targets and protection of operational discretion. Sergeants employ
many devices to this wend, with only 1limited success. The
transtormation of inter-rank relations such as to reconcile these
aspirations requires instead a broader package of reform measures,

with the restructuring of the system of police accountability as its
centrepiece.
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THE POLICY TRILEMMA

As with all areas of social research and analysis, the nature
and level of interest in the police has varied according to the
pattern of wider social and political concern with its institutions
and practices. As recently as 1979, despite the existence of a
relatively robust research tradition elsewhere, particularly in the
United States, '’ the dearth of research into the British police
was accepted as a "cliche"**’ within the community of social
scientists. Since then, however, there has been an
"efflorescence"‘*’ of empirical and theoretical writings, stimulated
and sustained by an atmosphere of sharpened public and political
controversy over the propriety, impartiality, effectiveness,
efficiency and legitimacy of certain trends within policework - an
atmosphere which had been building since the late 1950s but which
came to a head during and after the 1inner-city disorders of
1981, <4 Now, at the beginning ot the 1990s, we we are blessed
with a much more comprehensive indigenous corpus of work emanating
from a wide range of sources - from the academy to independent
research 1institutes to government departments to the police
themselves, and straddling a number of disciplinary boundaries -

from criminology to the sociologies of 1law and deviance to




psychology to organizational studies to social history, and finally,

to social and political theory generally.

In this introduction no attempt 1is made to map or explain the
wider developments in the profile of policing referred to, although
some attention is given to these tasks in chapter seven. Nor, 1in
consequence, 1s any attempt made to construct a sociology of
knowledge which links such developments to research programmes and
initiatives in a detailed manner. Nor, finally, is any attempt made
to provide a comprehensive freeze-—framé perspective on the
contemporary state ot the paradigm - or rather, the loose coalition
of sub-paradigms - which may attract the general 1label 'police
studies'. Indeed, 1in the light of the multi-disciplinary character
of this body of work and the rich variety of normative
predispositions and theoretical orientations of its contributors,
such a task would provide a formidable intellectual challenge in its
own right.<®> In eschewing these various ambitous projects, our
aim instead is to identify and examine a few salient features of the
burgeoning body of research in order to explain and justity the

particular concerns of the present thesis.

Our starting point is to note one central theme which has
become ever more insistent as the new hybrid discipline of police
studies has expanded, mamely a commitment to address questions of
praxis - to pursue lines of 1inquiry of a type and to present

findings and analyses in a manner calculated to exercise a practical




influence upon the nature and working of police institutions in the
here and now. <¢*> Of course, to a greater or lesser extent all types
of social research, through the "illumination of the concrete
processes of social 1life",*”” have transformative potential. Unlike

the natural sciences, the social sciences are inevitably involved in

a "“'subject-subject relation' with what they are about®, =’

harbouring

the capacity through their knowledge-effects 1o
reconstitute their very object of inquiry. Analysis of the dynamics
and unintended consequences of patterns of social action inevitably
provides materials on the basis of which <claims as to the
desirability, prudence and feasibility of existing social
arrangements are made and pursued, even although the relationship
between theory and practice may 1in some cases be complex and
attenuated. The work of Marx or Machiavelli, for example, could
hardly be said to have ©been easily assimilated within the
contemporary social and political context within which each was
implicated, yet the profound long-term practical influence exercised
by these two thinkers and their followers 1is undeniable.‘®"
Nevertheless, while strong distinctions between research which may
have significant practical implications and that which may not can
never be maintained, whether cast in terms of a dichotomy between
“applied' and 'pure', or 'constructive' and 'critical' research, or
between 'priests' and ‘prophets',<'©¢’ it remains true that the
orientations of different research communities and audiences in
different times and places and in respect of different disciplinary

concerns are more or less conducive to the operation of a




constructive dialectic between reflection and action, thought and
change. That the forms and circumstances of 1its wunfolding may
recently have begun to render police research more conducive to such

a development is indicated in a number of features of {its

development; in the proliferation of ‘'in-house' government
research; *''? in the concern of major funding bodies with the close
monitoring of contemporary innovations and lssues of

controversy; *'<’ 1in the greater willingness of police forces to
allow favourable access, and even to fund external research; *'*’ in
the pursult of systematic research initiatives by serving police
officers themselves; *'4’ and finally, and perhaps most importantly,
in the development of a spirit of "“realism"¢'®’ amongst even
radically-inclined members of the research community, a concern to
obtain a meaningful purchase upon key contemporary debates about

policing, rather than to espouse a critical 1idealism which tends

towards the cul de sac of structural fatalism.

These developments are, however, far from heralding a Comtean
utopia. Limited general commitment to and investment in a reformist
approach 1s one thing, the development of common substantive ends
and an effective framework for the communication of research
knowledge and its serious consideration within key policy-making and
policy-implementation communities 1s quite another. Nor 1s this
surprising, since, as suggested, the social roots of the new wave
ot research interest lie in various significant changes in policing

and in its relationship to its environment, and in the increasingly
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controversial implications of these changes. The polarization of
public and political opinion thus encouraged 1is bound to be
reflected in the range of attitudes and orientations within the
research community itself, and indeed, so beset is the new approach
with tensions and conflicts that one commentator has seen fit to
characterize the general phase of development which 1t signities as
"contradictory"<'¢’> - the very factors which have stimulated the

reformist orientation conspiring to frustrate its potential.

How do such contradictions manifest themselves? Basically,
there may be identified three levels of debate in terms of which
the possibilities of the new reformist approach to research and
analysis are pursued, and where also the problems of and
disagreements within such an approach are made evident, namely,

policy generation, policy content, and policy Implementation.

Further compounding the problems identifiable at each of these three
levels, the 1ssues over which disagreements arise within each
discrete domain are in turn closely interconnected in ways which
are themeselves controversial between the exponents of diftferent
schools of thought, and 1indeed, which provoke tensions and
difficulties even within particular schools of thought. Ultimately,
therefore, the success or failure of any attempt to devise a more
intimate relationship between research and amalysis on the one hand
and practice on the other depends upon the capacity of the research
community to negotiate this complex triangulation ot problems which

we will term the policy trilemma. It is with a cluster of problems
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associated with the third level within this overall configuration -
to wit, the level of policy implementation - that the present
thesis 1s concerned. However, just because of the <close
interrelationship between 1ts various parts, we must look at the
policy trilemma in the round 1in order properly to situate and

justify our more specific concerns.

As regards the first 1level of the policy trilemma - the
question of policy generation - this has, at least until very
recently, <'7° undoubtedly provided the most significant site of
debate within the field of police studies. As policing has become a
focus of political debate, so fundamental questions have been posed
as to the appropriate institutional means by which the police should
be rendered legally and politically accountable, and by which their
policies should be influenced.<'®’ While most analysts have been
agreed that the present tripartite structure of accountability and
control - the divison of authority between central government, local
government and the police themselves*'®’ - 1s 1n a state of
"arrested development", <<¢’ the conceptual difficulties involved in
the application of democratic theory 1in this area and the
inescapably value-dependent nature of the choices required to be
made have meant that a wide range of different solutions has beem
protfered. Some conservative commentators have opted for the
maintenance of a status quo which allows the locally elected police
authorities only limited powers of oversight of police policy and

performance, or have even argued for the removal of the 1local
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democratic element entirely. <='’ Others, through various more or
less radical models of change, have advocated a more proactive role
for the local democratic constituency, and a corresponding reduction
in the formal operational autonomy of the Chief Constable and in the
capacity of central government to exercise policy influehice through
the plethora of powers presently availlable to them to 1impose

standardized norms ot efficiency and effectiveness. ‘<2’ Yet others
have suggested that the 1inevitable drift towards central
administrative control entails that it through the introduction of
new accountability structures at this level, rather than at the
local level, that the democratic deficit, if there is indeed such a
deficit, may be remedied. <%’  But whichever line 1is taken, hard
questions remain about the nature and 1limits of democratic
involvement in policing. For example, since, as we shall see, many
critical issues 1n policing concern the protection of minority
rights and aspirations, to what extent can the logic of purely
majoritarian solutions to policing problems be  sustained?
Relatedly, as both represent different and sometimes conflicting
strains of democratic influence, how is the optimal balance to be
struck between the general political accountability of a police
torce to an external constituency on the one hand, and the various
torms of 1legal accountability of 1individual police officers for
their specific actions on the other? Finally, as a further related
lssue, how are we to judge the relative merits of different types of

democratic forum - local or central, police-specific or more broadly

mandated? <=4’
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Even insofar -as problems of policy generation may be
successfully resolved, at least to the satisfaction of exponents of
one of the broad positions outlined above if not more generally, it
has been increasingly acknowledged in recent years that this by no
means guarantees the emergence of optimal solutions in terms of the
second level of the policy trilemma - policy content. <=5° And just
as it would be a proceduralist tallacy to suppose otherwise, so too
it would be a positivist tallacy to suppose, in the alternative,
that value differences as to the proper ends and means of policing
are any more capable of eradication by the steady accretion of
soclal scientific knowledge directed to the detailed examination of
particular policies and their practical consequences, than 1s the
ldeal structure ot policy generation capable of being definitively
settled through  sustained engagement at the still more rarified
level of democratic theory. As 1is argued in more detail in a later
chapter, ‘=%~ the practices of the police impinge too closely upon
certain tundamental issues which do not permit compelling value-
neutral answers - 1ssues concerning the proper scope and aims of the
public sphere and about the relationship between the public sphere
and the domain of 1individual rights - to be capable of being
entirely cordoned off from the mainstream of political controversy.
Furthermore, even if feasible, too firm a concord amongst outside

'experts' over policing means and ends and too ready an acceptance

ot their wisdom within the policy-making community would not be
desirable, since in a world short on moral absolutes it 1is

impossible to conceive of the absence of a certain level of debate
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over any significant social institution as indicative of other than

a manipulated or overly-complacent consensus.

On the other hand, whereas general policy issues concerning
the proper allocation of scarce policing resources and the
relationship between policing objectives and other collective
aspirations and 1individual claims may be hotly contested - and,
within 1limits, should remain so - perhaps empirical inquiry and
rigorous analysis can help to refine understanding about "“good
practice®‘<7" in respect of more modestly pitched substantive
matters. Indeed, 1t 1is in this area of research that the greatest
acceleration in terms of commitment of research energy and resources
is presently evident, whether such research be concerned with
methods of interrogation, ‘<’ stop and search practices, =%’
patterns of operational demand, ‘®“” Policing Skills Training geared
towards encounters with the public, *#'” community policing
projects, *#<”? crime prevention 1initiatives such as Neighbourhood
watch, ¢<¥* or the rationalization of administrative procedures

through computerization. <=4’

Nevertheless, while on balance the prognosis tor research and
analysis may be somewhat more promising 1in the area of policy
content than in the area of policy generation, consideration of the
relationship between these first two levels of the policy trilemma
suggests a further set of obstacles in the path of a coherent

research—-driven culture of reform. On the one hand, 1t may be
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contended by proponents of a more democratic structure for policy
generation that the value of many substantive initatives 1in the
area of crime prevention and community policing , as well as of more
traditional patrol and detection practices, may be dissipated by
low levels of public support and co-operation, which in tur#i may
arguably be linked to the relatively marginal role of 1local
democratic elements within the present tripartite structure. <%
However one might define the effectiveness of policing, 1t 1is
postulated, success will depend crucially upon high levels of
consent amongst policed communitlies, and such consent is more likely
to be generated through meaningful involvement of these communities
in the construction, endorsement and review of policing policy. On
the other hand, it may be contended by deftenders of present
accountability arrangements that the effectiveness of substantive
policing strategies, new or old, depends instead upon the f{reedom

of insiders to use professional discretion and expertise without

fear of unwarranted or untimely outside interference. *¥®° In this
way, 1issues at the two levels may be seen to be closely linked, yet
the identification of the precise nature of these links and their
implications for reform strategy 1is again deeply contentious. And
again, rigorous research and analysis can help only to a limited
extent, since the relevant arguments 1involve making comparions
between how things are and how things might be, comparisons

demanding counterfactual speculations which cannot be anchored in

rigorous empirical analysis.
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Difficulties concerning the 1interrelationship between the
component parts of the policy trilemma are further compounded when
we turn to its third and final level, that of policy implementation.
The problems associated with policy implementation may be divided
into two sets. In the first place, there is the attitude of members
of the policy-making community, both politicians and senior police
of ficers. Notwithstanding the greater openness to systematic
research and analysis commented wupon earlier, the considered
reception and application of research findings remains hostage to a
number of other factors, including the still powerful strain of

insular conservatism within many police 1institutions and the
propensity of members of policy-making élites to view 1innovative
possibilities as 1deological window-dressing, as mere glosses to
legitimize present practice rather than as ideas capable of making a
real difterence. *®7’> Against this, although it would be naive to
assume that considerations of political expediency will ever be
entirely submerged, to the extent that research and analysis throws
up new reform possibilities, and 1In particular that middle-range
substantive research demonstrates 1its practical worth through
augment ing understanding of best and worst practice, then, building
upon the modest foundations already 1in place, the tendency of
members ot the policy-making community to view the products of
police research in an unduly sceptical or merely opportunistic

manner may perhaps further recede.
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A second and more fundamental set of problems associated with
policy implementation concerns the capacity of policy-making €lites,
even 1if themselves receptive to changes, to operationalize such
changes within the constraints and 1iMits set by the police
organisation itself. To what extent and by what means is it possible
tor these ¢élites to co-ordinate and control the application of
policy within a multi-tiered, multi-functional organization whose
lower ranks enjoy considerable practical autonomy on account of
their generally low visibility, their unpredictable work profiles,

and the fact that, as with many service organizations, it is their

situational decisions which have greatest impact upon the
organization's clientg7?<=®%> Again, different, and more or 1less
optimistic answers to this question are canvassed, and these

different answers have profoundly different implications for how one
addresses 1ssues at the levels of policy generation and policy
content. Put bluntly, to the extent that the issue of internal
control is seen as problematical, then this may cause structures and
initiatives which are supported at the other two levels to be
compromised. It may be that that a particular set of arrangements
for policy generation which 1is strongly supported in terms of one's
democratic philosophy may be deemed unworkable on account of
operational resistance to the very 1idea of external, democratic
control. Similarly, it may be feared that certain substantive
policies, although supportable in principle, run counter to the

normative orientations and practical 1imperatives of the rank and
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file and so may be subverted at the «critical point of

implementation. ==~

It is this last set of issues within the policy trilemma - the
nature and extent of problems of policy implementation within the
organization - which represents our particular object of analysis.
The explanation for this focus 1s twofold. First, and more
importantly, it is the problem of policy implementation which offers
the most profound and disturbing challenge to any attempt to change
the police in ways which are supported by rational arguments and
popular demand, whether separately, or hopefully, in combination. In
respect of matters concerning policy generation and content and
their interrelationship, the limitations of the research enterprise
and of the processes of public choice alike are intrinsic,
reflecting the value conflicts endemic within a pluralistic culture
and the inability of social science and social theory to escape the
most fundamental of these conflicts. However, 1insofar as new
findings, new 1ideas and new compromises may nevertheless promise
some level of improvement in police institutions and practices 1in
ways which would be generally endorsed, that such a promise might be
thwarted by difficulties in policy implementation 1s a conclusion
surely unpalatable to all committed to the beneficence of public
institutions. This 1s not to say that countervailing tftorces within
police sub-cultures should not be taken seriously other than as

obstacles to be eliminated. Rather, as hopefully will Dbe

demonstrated, we should seek a depth of understanding of these
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forces sufficient to provide means of addressing the reasons for

such resistance as well as the phenomenon of resistance itself.

Secondly, despite {ts palpable significance, and despite the
somewhat 1ironical fact that 1in earlier, generally less fertile
phases of police research considerable attention was drawn to it and
light cast upon 1it, ©4¢’> the issue of policy implementation within
police organizations, with a few notable exceptions, ‘4'’ has been
the subject of comparatively little systematic new research 1in
recent years. As 1s explained 1in the next chapter, malnstream
theoretical positions on the difficulties 1involved in the internal
control and co-ordination of organizational effort have tended to
become entrenched 1in opposite camps, with debate between them
assuming a somewhat sterile quality. The problems associated with
intra-organizational relations thus ©pose just as pressing a
challenge to police studies at an 1intellectual level as at a

practical level. Let us now begin to address this double-layered

challenge.
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CHAPTER TWO

CONTROL IN THE POLICE ORGANISATION: TOWARDS AN INTEGRATED

PERSPECTIVE

A. INTRODUCTION

In chapter one the question of policy implementation within
the British police was announced as the general object of inquiry of
the present study, and reasons for this choice were provided. In
this chapter, we develop a more specific framework for addressing

this 1ssue, We begin to outline the particular theoretical

perspective which informs this thesis, and relatedly, to attempt to

justity 1its empirical focus upon the role of the sergeant within

the divisional management system.

These tasks are approached through an examination of the
theoretical dispute which underlies the disagreement alluded to in
chapter one concerning how to ‘'tftactor 1in' the question of
implementation when addressing the other two aspects of the policy
trilemma - policy generation and policy content. In order to assess
the extent to which the directive influences present at the levels
of policy generation and policy content will meet with difficulties
at the stage of i1internal implementation, we must 1identify those

underlying factors which are most significant in accounting for
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patterns of action within the police organisation, and then analyse

the extent to which, and manner in which, such tactors facilitate or

impede the effective control and co-ordination of the process of

policy implementation.

As has been acknowledged by a number of the main contributors to the
debate, the fundamental point of contention within the existing
literature on the nature and limits of concerted action within the

police organisation concerns the relationship between culture and

structure - between 1ideastional tfactors and material factors - as
explanatory sources, ¢ '° In a general sense, both "cop
culturalists"<<? and "structuralists"<= are agreed that, as
presently constituted, police organisations are not easily

susceptible to external control, but they disagree as to the reasons
for this. For the cop culturalists, it is the microsociological
perspective upon the informal cultures which operate within the
police organisation - %“the rules, norms and values which construct
and guide the attitudes and behaviours of police officers"<4’ - that
provides the level of explanation which 1in the 1last analysis
determines the prevailing pattern of relationships and direction of

activities within the organisation. In particular, as we shall see,

they stress the lack of homogeneity -~ of unity of purpose and co-
ordination of practice - within the police organisation, as a
crucial factor 1n accounting for the problem of control. By

contrast, for the structuralists it 1s the set of external, non-

1deational forces 1impinging upon police action, such as the formal
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organisational system and various environmental factors, including
legal rules and resource constraints, which provides the ultimate
explanatory touchstone. <> Accordingly, on the one hand, for the
cop culturalists the directive capacity of the policy generation
process and of 1its products, within either the present system or a
retormed system, depends upon the ability of the system, together
with other supporting measures, to "“transform and co-opt" <<’ the
informal values inherent in police sub-cultures, and they argue that
the task of accommodating these strong sub-cultural tendencies
places significant constraints upon the potential for eftective
policy 1implementation and control. On the other hand, +for the
structuralists, since the fundamental causal forces and the prime
movers of change are deemed to be the external structures
themselves, then provided these are properly harnessed and co-
ordinated towards a preterred set of purposes, there is no necessary
limit to thelir regulatory potential, nor to the changes that may be
wrought through them. <7’ In simple terms, therefore, the general

orientation of the cop culturalists inclines them towards a less
sanguine view of the prospects of efftecting external control and

implementing external changes successfully than the structuralists

Now, to titnfer from this basic statement of theoretical
divergence, and the divergence 1in understanding of the policy
implementation process which flows from this, that the set of
findings derived from the body of research on police organisations

may be reduced to a simple analytical dichotomy would be a
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grotesque caricature of the efforts of others, and no such inference
1s intended. To begin with, as is evident from the general terms in
which the two approaches are described, each 1s capable of
encompassing a wide range of viewPoint-s and orientations. Each
represents a broad church within which differences exist at a more
rigorous level of theoretical debate and a more detailed level of
empirical inquiry. <®° Closely related to this is the further
point that, with few exceptions, exponents of the two approaches do
not intend by their concentration on one dimension of analysis that
the other dimension be dismissed as entirely irrelevant. For some,
concentration upon either cultural or structural factors may simply
reflect the demands of establishing a manageable research
framework. <=’ For others committed to a more holistic approach,
their insistence upon according primacy to one set of factors does

not lead them to ignore the other set, but merely to allocate it a

subordinate position within the overall explanatory scheme. <'°?

In the light of these two qualifications, the current state of
theoretical development in the study of police organisations should
not be viewed as an opposition between two 1incommensurable
paradigms, but rather - as will become apparent in the course of
this chapter - &as a continuum, with most commentators clustered
around a range of positions between the opposite poles of cultural
monism and structural monism. Nevertheless, the culture/structure
distinction remains important, and not merely as a background

against which the theoretical topography of the issue in question
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may be displayed. More significantly, 1t also provides the

conceptual problematic through which the most sophisticated attempts
to theorize the problem of implementation and control are
expressed, and in whose terms the limitations of such attempts may
be accounted for. Thus, while the positive legacy of the
culture/structure distinction 1is an analytical dualism which
provides necessary leverage for advancing theoretical understanding,
its negative legacy lies in the very tendency, reported above, of
the exponents of this dualism to think in unduly dichotomous terms,
and to continue to ascribe ultimate explanatory value to one
dimension rather than the other. As the editors of a recent volume
of papers on police research have contended, such a stark choice is
unnecessary. ¢ ''" Indeed, we would go further and argue that the
search for final causes 1s an illusory one. The explanatory pay-off
from such exercises 1is always unconvincing, producing results which,
as we shall see, may be incomplete or distorted. And 1t is only 1if
this preoccupation is set aside, and cultural and structural factors
are 1instead treated as co-ordinate variables, that the interplay
between them can be fully explored, and the problem of control more
adequately understood. In other words, the search for a
hierarchically organised framework of explanation tends to be at the
expense of the search for a fully 1ntegrated framework of
explanation - one which i1s capable of examining  the

Interrelationship of cultural and structural factors In the round.
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In committing ourselves to the search for a fully integrated
explanatory framework, we commit ourselves also to the view that
only such a framework is capable of generating warrantable claims as
to how efforts aimed at redirecting the police will be received and
applied within the organisation itself. A multicausal framework of
explanation, it is argued, far from precluding the determination of
priorities in any strategy of consequential reform, is instead a
necessary prerequisite to the performance of this task in a detailed
and compelling manner. To think otherwise would be to misconstrue
the relationship betwen theoretical explanation and subsequent
praxlis as one of linear correspondence, and to make the mistaken
assumption that it is only explanatory schemes which are
predominantly culture-based or structure-based which, by means of
retaining their particular 1internal ordering schemes in thelr
theoretical conclusions, are capable of providing coherent and
manageable reform agendas. This argument 1is, however, a
complicated one, and one that can only be demonstrated by example,
an example which is developed throughout the thesis cu lminating in
the final chapter where an ordered agenda for reform 1is, 1in ftact,

suggested on the basis of our multicausal perspective.

For the moment, the purpose of the present chapter is, as
suggested, simply to lay new theoretical foundations and to justify
our particular research orientation 1in the 1light of these
foundat ions. We shall use as our touchstone the culturalist

perspective which emphasizes a distinct and resilient division
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within the organizatior{ in hierarchical terms, and which suggests
this as a powerful impediment to the effective implementation of
policy. Thereafter, tracing a path along the continuum between
cultural and structural explanations of patterns' of organisational
action, we shall examine the various positions adopted and whether
they suggest elaboration or modification of the basic culturalist
position, or alternatively, 1its wholesale rejection and the
construction of an entirely different explanatory framework. This
will allow us to retain what 1is valuable in the present literature,
to gain an understanding of its limitations, and thus to construct a
problematic through which we may begin to develop and defend our own
theoretical and empirical focus for advancing understanding of the
cruclial social forces at work within the police organisation, and

of how these bear upon questions ot policy implementation.
B. THE EXISTING LITERATURE

Margaret Archer has recently suggested that "for purposes of
explanation culture swings wildly from being the supremely
independent variable 1in some theories to become the passive
dependent variable in otherg". <'=° Thus, as was noted 1in the
previous section, "within police sociology as elsewhere, cultural
factors may be treated in a number of different ways, and may be
accommodated alongside structural factors in a variety of different

frameworks of explanation of social action. Furthermore, even for

those who would accord superordinate explanatory status to cultural
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factors - to the available symbolic forms through which }:;ol ice
officers filter their experiences and construct meaning - this

orientation does not necessarily commit them to a view which

emphasizes diversity and divergence within the organization.
Nevertheless, 1t remains contingently true that, on the basis of
their various empirical investigations, cop culturalists tend to
unite around the idea that differences of occupational perspectives
and practice between key groups are entrenched so as to militate
against intra-organisational harmony, and more specifically, as to
prevent the general and unconditional accommodation of the putative
controls and directives emanating from the various structural
mechanisms which may be influenced by external constituencies. The
apogee of this approach is to be found in the much documented notion
of the 'two cultures'<'®*> of policing, the 1idea of a binary
division between management and workforce, with the former more
compliant with external demands than the latter. We shall begin our
critical review of the literature by examining this perspective, and
by arguing that, despite 1its initial suggestiveness, it appears to
be crude and imprecise. We shall then examine the various ways 1n
which cultural factors have been elaborated upon and structural
factors introduced 1in order to provide a more sophisticated

analytical lens to focus upon the issue of control of the police

organisation.

(1) The 'two cultures' of policing.
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As suggested, the idea of police organisational 1life as
characterized by the -existence and interplay of two <cultural
paradigims has become something of a sociological commonplace, and
has been endorsed, at least as a provisional orientation, by
researchers working 1in an impressive variety of settings. From
Amsterdam Punch has reported "“a major schism between the work

cultures of upper and lower ranks", <'4” in New York Reuss-Ianni and

lanni have commented on the distinction between 'street cops' and
'management cops', ‘'®’ while Holdaway's work in a major English city

has revealed a similarly conceived divide between 'managerial

professionalism' and 'practical professionalism'. <'€?

A number of common strands run through this literature,
providing a basic set of descriptions of the content of the two
distinct occupational cultures, and a number of pointers as to the
possible bases of this distinction. Thus, while it is conceded that
in general terms the exponents of both cultures may subscribe to a
single conception of the organisational mandate, articulated 1in
terms of preserving order and combatting crime¢'”?, 1t is contended
that this thinly-layered consensus begins to crumble once the more
particular demands of their respective work situations are brought
into account. Management cop culture 1is concerned with the mandate
on a "“systemwide"<'®’ basis, and 1s honed to respond to those
audiences - the courts, those political agencies constituted though
processes designed to render the police publicly accountable, and

other relevant territorial and interest groups - which organise
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themselves at an 1institutional 1level which matches that of the
higher echelons of the police organisation. These twin features
of the occupational milieu inhabited by the higher ranks - the need
to be concerned with the specification and monitoring of objectives

and standards of adequate performance in a generic sense, and to be

cognizant of the pressure to justify their actions in external as
well as 1internal contexts - begin to account for the distinctive
nature of the mental set and work ©priorities of senior officers.
The requirement to produce legible and verifiable forms of internal
co-ordination towards collective ends and to provide adequate forms
of 1institutional display elevate the demand to "“project an

acceptable, legalistic, rational face to the public"<'®’> to the

status of a dominant orientation.

By contrast, the occupational culture of the lower ranks is
more inward-looking and is marked by unit specific concerns, the
yardstick of effective pertormance of the operational officer being
intimately tied to the demands and capablilities of the immediate
peer group. This narrower vision is the product not only of their
formal role within the organisation and the inherent limitations
which this places on their cognitive and material capacity to impact
upon the policing environment - to 'make a difference' in terms of

the overall achievement of police objectives - but also of other

features of their immediate work situation. ¢<=©° The conduct of

police operational work, 1t has been widely documented, =<'’ {s
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crucially informed by the pervasive presence of danger, uncertainty
and unnpredictability and by the capacity of the police oftficer to
utilize powerful resources to deal with the problems and
predicaments thus generated. This set of themes 1s well-captured
in Bittner's famously incisive and concise depiction of the police
operational function "“as a mechanism for the distribution of non-
negotiably coercive force employed in accordance with the dictates
ot an intuitive grasp of situational exigencies". <=<>  Appreciation
of contextual variation, and of the need to "do something"¢==’
immediately - and 1n the absence of a well-rehearsed script - both
in order to achieve a satisfactory resolution of an operational
predicament and for reasons of self-preservation, signals a
preoccupation with pragmatic and <case-specific <criteria of
competence and an eschewal of thése objectively measurable,

aggregatable and transposable indices of activity more likely to be

favoured by officers charged with the management of collective
performance. Additionally, the double-edged sense of solidarity
and isolation, which provides a further subcultural redoubt of the
lower ranks, reinforces the development of a peer-dominated set of
working priorities, <=4~ This is 1itself in part a product of an
acknowledgement of a shared and exclusive sense of vulnerability to
the exigencies of operational life, and of the inevitable sense of
task 1interdependence and the propensity to categorize external
groups in a defensive manner - in terms of their likely contribution
to operationally specific problems - which emerges in the face of

this hostile and unpredictable environment. It is further enhanced
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by the inexorable process of distancing from outsiders which arises
both from anti-social working hours and from various exclusionary
cues - uniform, equipment and watchful demeanour - exhibited in the
distinctive symbolic parephernalia of the street-level police
officer and registered in his relationships with vari ous publics.
All 1in all, this 1isolation/solidarity coupling erects formidable

bparriers against the reception of externally derived values into the

working code.

Thus, certain fundamental differences 1in terms of work
loyalties and methodologies provide the outline of the 'schism' to
which Punch alludes. On the one hand, there 1s a managerial
orientation which 1s outward-looking and committed to general and
cumulative indices of competence and success while, on the other,
there 1s an operational orientation which 1s inward-looking and
committed to specific and episodic 1indices of competence and
success. This abstract dichotimizing framework in turn contains the
seeds of more specific differences and contlicts. General
environmentally sensitive standards, of which the paradigim case 1is
the public and universal standard provided by law, may, from the
perspective of the lower ranks, be viewed as blunt and intrusive
instruments, inadequately tailored to the contextually sensitive
demands of operational work. <==" Further, and adding substance to
this clash in methodological orientations, the parochial and

defensive attitude of lower ranks helps to consolidate the sense
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of bipolar division in two additional respects. It reinforces a

number of other substantive cultural traits which a variety ot

writers have viewed as a product both of the values of the wider
social groups from which police officers are drawn, and of the
specitic demands and pressures of policework. These include an
action orientation, a machismo-centred mode of self-presentation, a
binary moral code, generic suspiciousness, conservatism, and a
prejudicial attitude towards minority groups with whom police
of ficers are  disproportionately involved in  non-consensual
encounters, ¢ <%’ Each of these attributes may, at least on some
occasions, run counter to managerial imperatives aimed at generating
uniform 1internal standards and encouraging a sensitivity to the

demands of disparate public constituencies. Moreover, operational

insularity also invites and facilitates the construction of a wall

of "secrecy and solidarity"<=”7’ within the organisation, erected

against senior officers in response to their opposition to this very
entrenchment within operational ranks of certain attitudes and
styles. In sum, the introspective and self-referential nature of
the police operational culture endows certain of its more specific
features with a self-propagating dynamic - an imperviousness to
external moditication - while its protective nature harbours these

keynote attributes against the countervailing manoeuvres of senior

of ficers.

While this line of argument adds some tone and substance to the

gap thesis, it nevertheless remains a somewhat vaguely sketched and
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imprecise- outline. It begs a number of questions, and these are
not merely matters of detaill, but, for a variety of reasons, must
instead be viewed as issues of fundamental principle. First, how
deep and how continuous is the identified divide? Within a social
environment which 1is marked by a complex and ongoing series of
exchanges and collective activities it simply makes no sense to talk
of a cultural divide in absolute terms. The possession of a common
discourse, of shared knowledge, and the existence and continuous
rearticulation ot an assemblage of mutually interdependent

practices, all bespeak a situation where the 'gap' metaphor must be

applied with some circumspection.

Secondly, to what extent 1s the gap overlain by other
divisions, and by other allegiances? Insofar as the common core of

background understandings, ot access to shared intelligibilia, 1is

supplanted by cultural variation - Dby the emergence of attitudes
and perspectives which, transcending this common baseline, exhibit

divergent trendencies - how plausible is it to view this divergence

in one-dimensional terms? Rather than as marked by a single axis of
division, 1is cultural heterogeneity not more persuasively viewed in
terms of a criss-cross of overlapping distinctions tending to unite
actors in accordance with certain themes and to divide them 1in

accordance with others?

As we shall see, in attempting to gain some purchase on these

two sets of questions from the existing literature, we begin to gain
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a sense of how the cultural landscape, now viewed as a more complex
formation, 1is to some extent conditioned by structural factors.
However, a third challenge to the gap thesis questions more directly
the adequacy of a framework of analysis which focuses primarily on
cultural manitestations, and poéits a more fundamental explanatory
role for structural factors. It suggests that they may influence
the 1internal workings and outputs of the police organisation, and
thus may inform our understanding of the question of the amenabilty
of the police organisation to external control, in a manner which
may not be fully appreciated merely from an examination of the
subcultural orientations of particular organisational groups. That
is, this view suggests that, within the structural domain, there may
be unobserved or unobservable processes at work which shape the
organisation in a particular manner, cultural factors
notwithstanding. (28) The pattern of world-vievs within the
organisation, including the degree of uniformity or diversity may be
one thing, but the overall pattern and direction of "socio-cultural
integration "¢‘<®* 1s quite another. This more comprehensively
conceived framework of organizational relations, it is claimed, may
be influenced by the cultural dimension, but 1s not exhaustively

defined nor decisively shaped by 1it.

(2) Redrawing the cultural map.

As indicated, the ftirst two lines of 1inquiry challenge the

persuasiveness of the gap thesis viewed simply as a proposition
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about cultural division. On -the surtace, the grain ot the two

arguments may appear to run in opposite directions, since the first
is concerned to avoid the overemphasis of the extent of division
betwen junior and senior ranks which would be the upshot of too
stark a version of the gap thesis, while the second is concerned
with the insensitivity of such a thesis to other sources and forms
of cultural divergence - 1ts underemphasis of the general range

and subtlety of variation of perspective exhibited within the ranks
of the police organisation. However, at a deeper level, the two
projects converge since their net effect is to suggest the need to
qualify any conception of the «cultural map of the police
organisation as dominated by a division along a single horizontal

axis. Accordingly, the arguments developed along each tack are

essentially complementary, and may be considered cumulatively.

(1) Homogenizing 1nfluences.

If there is a significant undercurrent of cultural homogeneity
within police organizations, a factor which contributes to this in
an obvious and fundamental sense is "the internally self-sufficlient
career structure"<3°* which operates within a number of policing
systems, where all senior officers have risen through the ranks and
have undergone training régimes and processes of operational

socialization similar to those of their juniors. This provides a

sizeable fund of common experiences and knowledge, and one which, it

_.36...




we remind ourselves of some of the salient attributes of the

operational sub-culture, is marked by its encouragement ot group
solidarity, 1its recognition of 1internally generated working
standards and criteria of competence, and its maintenance of a sharp
division between 1nsiders and outsiders. Thus, the homogenizing
effect of a common operational background has general and specific
roots. It arises both from the common exposure to a similar general
set of experiences, and from the more particular legacy of
involvement 1n a solidary occupational culture which is guaranteed
to senior officers. In certain cases also, the common entry point
produces not only similar, but shared background operational
experience, some lower and higher participants possessing a
"specific particularistic knowledge'"<='> of one another which, 1if
favourably developed, may cement cultural bonds rooted in the common

work experience.

Nor is the element of cultural consonance simply a residue of

historical experience. It may be further augmented by the ongoing

task dependence  between  ranks. As with all Dbureaucratic
organisations, the police organisation 1s characterized by a
hierarchical division of labour which binds all members, directly or
indirectly, 1in a structure of mutual dependence, the activity and
objectives of each member often being influenced by the activities
of colleagues at many different ranks and in many different
departments. ¢ =" Moreover, wunlike many organisations, as was

suggested 1in chapter one the police are characterized by a
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considerable degree of practical automomy amongst their lower ranks.
On the one hand, this flows from the unpredictable, demand-led and
territorially diverse nature of such work, and from its consequent
"low visibility". <®*2> On the other, it derives from the fact that
the value and acceptability of the products of the police
organisation are, in the first 1instance at 1least, inevitably
measured 1n terms of the specific performances of 1individual

operational officers, and the reaction of clients and other contacts

to these performances. In short, 1like many human service
organizations, the police organization is a ‘"“street-level
bureaucracy”. <*+*  Thus, information control and monopolisation of

key skills and tasks allows operational officers a greater leverage
and influence within the framework of collective endeavour than is
the case with many lower participants in commercial organizations,
and ensures that the scales of mutual dependence are more evenly
balanced than the formal allocation of authority would suggest.
Now, the extent to which and manner 1in which this task
interdependence has implications both for cultural patterns and tor
the strategic relationship between the two groups - encouraging the
further development of common cognitive and normative f{rames of
reference and of techniques of mutual accommodation - 1is a complex
question, and one which will be addressed more fully within our own
theoretical model. ¢2%° For present purposes, while no preclse
answer may be provided, we can nevertheless assume that as regards

the cultural dimension, a structure of mutual dependence inevitably

generates at least some degree of harmony of occupational
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perspective, and so may provisionally be adduced as a factor, albeit

of indeterminate weight, which further qualifies an absolute version

of the gap thesis.

If we look at these various factors in the round - similar
formal and informal socialization processes, shared experiences,
ongoing task dependence - then an undercurrent of cultural
homogeneity becomes undeniable. Indeed, so suggestive are these
ideas of a resilient empathy with and loyalty to the imperatives of
the operational culture, that the question arises whether and how
this continuing receptiveness on the part of senior officers may be
squared with their o3tensible allegiance to a separate framework of
managerial values. A partial explanation of this apparent disparity
may lie in the fact that, as is evident from the somewhat bare terms
in which the notion of a managerial culture has been espoused, this
ls largely an "assumed category".<®*¢°> The dominant theocretical
orientations of many researchers, together with problems of access,
have contributed to a situation where direct evidence of the 1ideas
and practices of police managers 1is thin on the ground, and
accordingly, the empirical credentials of the idea of an autonomous
managerial culture may be suspect. <®*7> However, while this cautions
us to be wary, such evidence as there is suggests that wholesale
dismissal ‘of the managerialist thesis would be no less serious an
error than its uncritical acceptance. Rather, we should be receptive

to ideas and evidence which, while qualifying its terms, allow its

basic insights to be woven together with the strands of argument
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suggesting a more homogeneous framework. We should, in short, seek a

theoretical resolution of the apparent tension between these two

approaches.

We may begin to address this question by reference to the idea
that senior officers encounter pressures and develop inclinations to
take account of and respond to a variety of "audiences"<*%* who have
different expectations and make different demands of them. Most
fundamentally, and most appropriately for present purposes, a basic
distinction between 1internal audiences and external audiences may
be envisaged. A number of writers have explored the nature and
implications of the Janus-faced commitment which is thus entailed.

Punch, tor example, has argued that the competing demands of

internal and external audiences produce a shifting pattern of
organisational orientations. <®2" In Gouldner's terminology, a
police organisation at certain conjunctures and in certain aspects
may be properly characterized as a "punishment-centred
bureaucracy", ‘4°> where vertical relationships are antagonistic 1in
nature and the higher echelons develop a separate orientation
involving a genuine embrace of the external influences alluded to
above. By contrast, at other times and in other contexts the same
organisation may _ be more accurately described as a "“mock
bureaucracy", ‘4' * where the strain of cultural unity comes to the
tore, "patterns of 1indulgency"<4=> develop, "vertical situational

cliques"<¢=’ assert themselves, and the 1idea of control being

imposed upon a recalcitrant workforce from above becomes a mere
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exercise in impression mamagement designed to appease external

audiences and to mask a more generalized organisational subservience

to the dictates of the operational culture. According to Punch, the
dynamics of this oscillating movement between mock and punishment-
centred forms of control fall to be explained by reference to the
shitting ways 1in which the ambivalence embodied in the cultural

perspectives of senior ranks interrelates with certain 1limits

inherent in the techniques of internal control on the one hand, and

particular externally generated demands on the other:

"in terms of the 'implicit bargain' between bosses
and workers ... 1in the police organization the senior
officers are aware that they do not have effective
control of the work process and implicitly delegate
responsibility to the lower  orders on the
understanding that they will not be embarassed or
compromised by excesses. When deviance does get out

of hand and the higher ranks feel forced to intervene

then the 'implicit contract' switches from a diffuse
one based on discretion and trust to a restricted

position of low trust, close supervision, and direct
control. Uncovering deviance exposes the lack of
control at the top forcing officers to reimpose
conspicuously their hold on the lower ranks who
resent this 1llegitimate 1interference with theilr

traditional 'rights' to autonomy" <24
This contrast between appearance and underlying mechanism,
between the mock representation of control and a subterranean
tramework of 1indulgency, 1is taken a stage further in the work of
Shearing based upon a study of a large Canadian municipal police
department. <4%> He reveals the existence of a range of divergent

styles and attitudes which flourish within the 1irreducible

discretionary space afforded to operational ranks, only some of
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these styles being consistent with the prevailing publicly
articulated managerial ethos. Nevertheless, rather than posing
tundamental problems of control for senior officers, he argues that
this flexibility and versatility of operational response instead
operates 1in symbiosis with the ambivalemce which underwrites the
police managerial role.“*®’ Invoking the idea of "functional
deviance", ‘47° he suggests that the existence of an ineradicable
core of 'wise oftficers' and 'real officers' committed to the
attainment of subculturally approved, situationally Justified
results and unwilling to subscribe to the procedure-bound,
standardized, externally answerable conception ot "egalitarian
justice" 4%~ publicly supported by their senior colleagues, permits
these same senior officers to reap the benefits of such operational
intransigence while absolving themselves of responsibility for its
less palatable public consequences, an absolution periodicaly

confirmed by the denunciation and scapegoating of particular

deviants.

Thus, for Punch, the ability of the organisation to control 1its
output of information and to engage in presentational strategies
suggestive of a rigorous régime of 1internal control may efttectively
mask an underlying set of arrangements within which inter-rank
collaboration 1s widespread and strict control 1is neither
assiduously sought nor capable of effective prosecution. Yet this
exercise 1in 1impression management 1s necessarily a precarious

accomplishment. It is always vulnerable to overreaching on the
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part of certain segments of the operational ranks, and to an
increased public profile of organisational indiscipline and disorder
- of entrenched venality or inefficiency, an imagery which demands
peremptory and visible corrective action. With Shearing, the
manipulative potential inherent 1in the configuaration of internal
and external control mechanisms is revealed in certain circumstances
as bteing greater 1n scope and less susceptible to failure and
damaging exposure, since even when the mask of internal control
slips, this may be turned to organisational advantage without the
radical disruption and reorientation envisaged by Punch. Ironically
then, 1t is +the particular combination of symbolic power and
strategic weakness of senlor officers - not only their ability to
manipulate and control the external flow of information but also
their acknowledged susceptibility to 1internal strategies of
intormation manipulation and control - which may allow a degree of

cultural uniformity to flourish behind the external facade.

The thrust of this type of approach is to stress the ambivalent
nature of police management culture. It suggests that appearances
may on occasions be deceptive, and that undue reliance upon the more
public manifestations of the police cultural landscape as the
empirical foundations for analysis may lead to a systematic
misreading of the pattern of internal relationships. Thus, both the
theoretical and evidential credentials of a strong version of the
gap thesis are prone to critical scrutiny, as equally are those of

any attempt to dismiss its terms categorically. More generally,
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consideration of this range of <critical responses to and

qualifications of the gap thesis invites two observations.

In the first place, the arguments of writers such as Punch and
ohearing suggest the importance of a dynamic and situationally
sensitive view of patterns of cultural convergence and divergence
within the police organisation. If we accept the gist of Punch's
conclusions, the balance of cultural relations within a police
organisation 1s f{luid and ever—-changing, and requires to be
measured with precision instruments which reflect the particular
constellation of factors and circumstances bearing upon external and
internal relations at any point. And this lesson 1s underlined
rather than undermined by OShearing's depiction of the manoeuvres
available to senior officers to impose a more stable compromise
between cultural accommodation and disciplined direction, for the
import of this argument 1s not to contradict Punch's finding as to
contextual variation, but rather to suggest that 1in scenarios less
extreme than Amsterdam's corruption scandal of the 1970s, a more
continuous structure of control and cultural relations may be
evident, which in turn is informed by its own particular matrix of

historical and situational preconditions. Theretfore, a caveat must

be entered against over-generalization.

Thus, for example, when Punch takes the Iannis to task for

their uncritical acceptance of the nostalgic view of serving police

officers in New York of the police organisation of the previous
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generation as being marked by harmonious internal relations - the -
"good old days"<4®> -suggesting instead that, broadly speaking,"the
traditional police organization ...was characterized by petty
regulations, harsh discipline, and meticulous attention to
trivia®<®“”, one 1is bound to caution that such a sweeping cross-
cultural hypothesis should be treated with at 1least as as much
scepticism as the culfurally encoded institutional memory to which
it 1s critically directed. Indeed, even if attention is restricted
to the specific terms of Punch's theory of organisational adaption
in the circumstances of a high-profile corruption scandal, we must

guard against unreflective transcription of the terms and direction

of the dynamic of change from one cultural setting to another.
Punch correctly indicates a number of scenarios worldwide where
some conformity to the pattern suggested by him was evident,
including, in the context with which we are centrally concerned -
that of the British police - the 'punishment-centred' response ot
Sir Robert Mark, Commisioner of the Metropolitan police from 1972-
/7, to the corruption charges made against the force's Criminal
Investigation Department. <='’ However, the support for his wider
thesis which he draws from this set of responses, 1including the
tlagship Operation Countryman initiative, must be qualified if we
note a quite different broad trend 1in managerial philosophy which
has emerged in its wake, namely the new "managerialism"*=<’ referred
to by Holdaway - an emerging congeries of attitudes and practices
which, far from being draconian in image and intention, has instead

provided some encouragement towards participation in policy-making
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and operational initiatives amongst the rank and- file, through

initiatives such as Policing by Objectives and reforms in management

training: <®="

Accordingly, the plausibility of the gap thesis, and of the
various arguments which would criticise or modify it, are not immune
trom wider historical and environmental contingencies. This
conclusion should not, however, be read as excluding any attempt
to generate hypotheses couched at a general level, but serves merely
as a cautionary note. For example, Punch's own work, despite the
reservations expressed above, remains highly suggestive outwith its
particular cultural setting. Further, 1in so far as environmental
trends, though not universal, may be causally linked to a particular
social, political and 1legal system, we may anticipate broad

similarities in the balance of internal and external organizational

pressures as between the various forces operating within that
system. Indeed, the relevance of the excavations in two particular

torces which provide the empirical focus of our study depends upon
the plausibility of this assumption, for it is only thus that it is
possible to draw general inferences as to the nature of internal
relations in British forces from a more specitic focus. In sum, the
message to be drawn from the above discussion 1s that the pattern of
cultural relations, and indeed the form of the entire network of co-
ordination and control within police organisations, 1s partially
explicable 1in terms of 1its emergence from a historically and

situationally specific conjuncture of events, and that close
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attention should be paid to this conjuncture, and to the generality
of 1ts application, in the process of generating data, formulating
arguments on the basis of this data, and drawing conclusions of
wider relevance on the basis of these arguments. The more particular

significance of this point within the context of the present study

will be explored in the concluding section of this chapter.

The second notable feature of the various arguments
challenging a wholesale version of the gap thesis is that they are
framed 1in elther an unspecific or a negative mode. They indicate
tactors which, at the level of principle, derogate from the gap

thesis, but do not ascribe determinate weight or detailed

significance to these. They posit tendential movements within police
organisations which map the shifting dimensions of the cultural gap,
but apart from a general recognition of the importance of patterns

of reciprocal 1influence between the police organisation and 1its

environment, they do not precisely specify the causal mechanisms

which wunderpin these dynamics. They counsel caution in generating
general hypotheses and in utilizing certain forms of data, yet do

not yet suggest concrete methods whereby a framework of inquiry may
be constructed which takes cognizance of these problems. In order to
begin to meet these difficulties more information and additional
hypotheses in respect of patterns of belief and action 1in police
organisations are required. In the first place, the nature of those
cultural patterns which cut across or supplement the basic

distinction between senior and junior ranks requires to be
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explored, 1in order to discover whether these new threads can be

woven into the fabric of analysis already provided so as to procure
a more sophisticated and more powerful framework of explanation of
the nature and conditions of differentiation within the hierarchical

structure ot police organisation. It is to this task that we now

turn.

(11) Alternative cultural alignments

As suggested earlier, as we move away from a crude version of
the gap thesis, we find that structural factors are likely to be
accorded a more significant role within explanations of
organisational action. Nevertheless, this 1is only a general
tendency, and when we address ourselves to the forms of cultural
diversity within the police organisation which have been identified
within the literature other than the basic, and contested,
distinction between senior management and the rank and file, the
culture/structure distinction, now deployed in a more subtle manner,
remains a useful way of organ<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>