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The prilary purpose of this study vas to deterline
hether. perceptions of role involvesment by police patrolmen were

significantly related to either future or congarrent job performsance.

‘A

secondary objective was to analyze changes "In the perceived role

involvement of new patrolmen during their assimilation intc a police

0

rganization. The perceived réle involvement of a sample of new .

patrolmen from a large metropolitan police force was measured on four

o
£
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. Tepresentative of other urban police forces, then this study has
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*
*
*
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ccasions over a period of approxilati Yy tvo years. A surprising - -
inding vas that the best performers Were those who spent less time
nd energy on the job. Iliese results plus the decrease of role
nvolvement during assimilation’ imply that a nora off;igctivity
xists in this urban police department. If this department is

idespread implications for police selettion, tggining. and
ssimilation. (Author)
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Role Involvement: Changes During Assimi]ption and
‘Relationshfps with Job-Performance

-

’John T. Hazer

/.'
If his perceptions of his role ¢orrespond to those

of his. superiors in his organization, then he w{]]

. . <
be applying his effort where it will count the moi&

for successful performance as def%ned.by the
organization. If his perceptidns are "incorrect”

(i. eN, .do not correspond to‘those of h1s super1ors),
theﬁg:t 1s poss1b1e that he may expend a great dea]
of'effort without organ1zat1ona11y defimed success- -
fu] performance taking-p]ace. (Porter &'Lawler, 1968,
p. .24)

N

Th1s quéte by Porter and Law]er is 1nd1cat1ve of ‘the emphaS1s
that many organ1zat1ona1 theor1sts place on a worker s role per-
cepttoﬁs\(e g., Graen, 1976; House & Rizzo, 1972; Katz & Kahn, 1256)
Role percept1ons are,postu]ated to glye direction to a yorker s effort

g
and,'therefore, gre related to job performance.

The nr1many purpese of this study was to determine whether per-
cept1ons of ro]e 1nvo]vement by po]1ce patro]men were s1gn1f1cant1y

redated to.e)ther ‘future or concurrent job performance. A secondary

‘objective was to analyze Chéngé% in.the perceived role involvement

oo

of -new patrolmen during their aésimi]atj&n into a police organ{zationr
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- .Sample <

". department and was comprised of three groups"

: |
expected to spend on each behav1or.

Procedure - o

. . . * N2

Method e i
L ) . ' ' ,‘;A

The sample used in this study was employéd by a large urban policé

- (a) 101 new patrolmen who -
gere‘members of two euccessive police egademy:clasées. (b) 52 patnoi-
men veterans who had a minimum of three years‘of experience, and

(c) 26 supervisors who had the rank of sergeant or above and had a
minimum of five years on.the police force. ? v

»

Instruments
’

(5) Role perceptions.l'Role perceptibns were measured by a.30— )

item questionnaire conta1n1ng specific behaviors in wh1ch°patro]nen
engage. This questionnaire had the same format as the Role Behav1or»

Index used by Graen, Orris, and Johnson (1973) and measured a patro]-

man's perceived degrge of invo]vement in his role activities. Patro]
men were asked to indicate the amount of time and energy that they »

Answers were indicated on a
{ .

seven-point scale ranging from nene to a gyreat deal. ) o

7]

(b) Job performance. Supervisotrs rated the performance of 47~ -

members of the two police academy classes and of 52 veteran patrolmen
on Behavioral jtems which were specifically déﬁe]oped for this pplice

departmentf(A1vares & Bernardin, 1975). Rat1ngs were made on 62 Job

. behav1ors wh1ch yielded scores_on 11 subscales when the appropriate

1tems ‘were summed.

A repeated megsuree design was enplo}eg. ‘The perceived role

" involvement of a sample of new pa;ro]men'from a large metrepolitan

, 3 o
)

Fas—




L 4

AR . -

3
police force was measured on: four occasions over a period of apprexi-
n@te]y 2 years.” The expected role invoTvement of future patrolmen
was measured when they applied. for .the JOb (N=101 at T )s perceptions'

-of actual ro]e involvement were measured at the end of a 4 month
training academy (N=95 at T ),,after 8 more months of street duty .
(N 94 3¢ T )3 and after 1.5 to 2 years of being on the job.(N= 47 at T )
Supergisory performance ratings were colllected for these same 47 5atro1-
men at T4 a]gng.withvthe‘superyisory-role expectations. The perceptions "

]

of role, involvement by the veteran patrolmen were measured only at T

o - i
-

4

Results . . . !

» A principal component solution of.each of .the four measures of role *

involvement was used for identifying the factor structure of each

+

" measure. Each solution was carried out with a varimax rotation of two =

components. The factor structures of the four measures were&constant

'over time, T] through T4. Each measuyre had both a crime-reiated
activities factor and a routine activities-factor.
A one-uay ANOVA with repeated measures was computed in order’to
investigate longitudinal trends in the roJe‘invo]vement of the patro]-,‘i/
men. The'soiution of the ANOVA indicated that the mean of perceived

role 1nvo]vement Significantly decreased over time F(3, 138) 16.1, p<.01.
. i b
.. The role involvenent means are graphed in Figure 1. The role invo]ve— /

~

k)

ment of patrolmen decreased steadily over time w1th the exception of
an. increase at T2 This increase at T2 accounts for the fact that in .

a trend ana]ysis, the quadratic trend of. the measure of role perceptian'

[

accounted_for significant variance beyond that accounted for by the
’ o,/ 3 L - M B i ’
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linear trend. : ST C. . /s ..
| Two step -wise djscriminant function\analyses were performed using

't the raw scores and the factor scores of ro]e invo]vement in order to
| dete:mine which measures best diScriminated between low and high
performers. \Ihe samp]& was dichotomized inté 10w and high performers by
the median of the summated performance tota] The results of, the two, .
. discriminant functions are-in T§Dles 1 and 2. Each ana‘lySis comrectly b
. ,clasSified 66% of the patrolmen. Bosth discriminant function anatyses
" showed that perdeived role involvement at T] and T, significantly differ-
entiated between low and highfperformers Moreover high performers had
lower role involvement mean scores than low pprformers (p< .05).
" ‘ o Discussion ' )

Inactivity Norm ’ £ . ' S

. # A negative relationship exists between the summated total of - o
job;performance and the.roie perceptions of both crime-related and routine

. activities. This negative re]ationship is surprising because it means

that those.patrolmen who perceive that they spend (or-expect to spend)

less time“and energy on the JOb are rated as the best performers In

most job Situations a pOSitive re]afionship would be expected between

performance and time and energy spent on the Jjob.

Nhat is different in a police organization which accounts for K

9 ’
v ¢

negative re]ationship7 First, the normative expectations of the supervisors
and of the veterans concerning the amqunt of time and epergy to be spent

“on the job are lower, not higher, than pérceptions of.new patrolmen,
eSpecially in the area of crime re]ated actiVities These lower ex- ' -

pectations are obVious in Figure 1. The answer to why a negative




Table 1

- Sgepwise Discriminant Function Analysis on

e

Raw Scores o.f Role Invo]veméht for

/
Low and High Performers

«

. Low High
Step Performance | Perforhance Signifi-
- F to Wilks cance

Enter Lambda Level

’

/
" Variable
Entered

7.10  .86. .011*

.27 .86 .035%
. Role = o . .
Involvement . . 04 . .86 .083 -

~

.01 .8 °  .158

H

¢

+Note. Performance grqups‘wene divided by the median of the summfted

performance total? N = 47.
. Ty

*.p < .05 i

>




chtbr 1 at T, wygs not entered in' the analysis because it did not

performance

have an F

*p < .05 |
’ i
’
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total

greater than

p

N o= 47.

.005.

"
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‘ ; | S Table 2.~ B
' . ' . . . ’
- Stepw1b( vlerlmxnant Fuuc(lun %qalvsis on “\ G
PR ' ‘ R " -l ‘
. - ) Factor Scores o’r‘ Ro1e Involvement For ]
- ' R Low and High Performers i .
Y ————— — ~ - e T DU E S
! = . .. " B = ~ ’
Low High v ‘ Lo
. , Step,  derformance |Performance » / - Signiti-
Variable [Nun- Group Group " F to -.Wilks JLdnce
. Entered - Jber ~ Role. Involvement Means Enter  Lambda: Level
—_— L —nter .
* l : v -
-~ ! . o o
e ‘Factor I5T) 1. 36 . w —.37 7.046 . .86 JOFLRC
o lo ' . - . )
L 5 L v ‘ s,
e ‘Factor 2:1, -.32 .16 2.12 .82 .015%
w e ] - ’
> Factorl 27, 3 12 -.13 1.75 .79 .018%
o Factor 1;1, 47 ~.27 % .23 .79 S0 37
> - . A ' . i_
e Factor 2;T, -.02 .19 14 079 L06Y
. ‘ Faetor 2;T. « - LD ,02 .79 19
o ¢ B ' » .
~ Factor T;r, 7 .19 -.26. 01 .79 " L1ue
° . K
z -
- 4
. ‘ 14
' 4
Note. . Performan(e groups were divided by the med1an of the summatcd
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. re]ationship exists between ro]e perception aqd ratings of job per- . g

- formance should- be apbarent A patroiman is rated higher by superVisors

when he fu}fi]Ts their eiﬁectatiOns This' finding exemplifies the .

opening quote by Porter and Lawler. The more accurate a patrolman’s

perceptions of the ‘job are in terms of superVisqry expectations, the 3

- better his: performance ratings becom& Thus, as patro]men S perceptio:s

decrease they become. more in 1ine with the eXisting organizational noFm. \
) This exp]anation' however, leads to another question Why are the

" norms of this police organization Tow, and, therefbre why is it " !
deSirabJerto spend less time and energy on the job? Van Maanen (1915)‘ )
refers to this ‘phenomenon as “a ‘layilow, don't make waves' approach to
urban policing" (p 207) ‘ (

Some of the conditions that 'Van Maanen Suggested were re#LonSible
‘ for the _.yr low dictim in the polide force he sti}died are a*iso apP'li—

‘ cab]e to the department samp]ed'in this study. (In fact, these same
conditions may appTy to many urban police departments, and theiefore, are
most disturbing.) (1) Very few rewards are given for good pokice work

| accomplished by a patrolman If any recognition is given, it. is usua]]y

for poor poiice work and punitive actions are taken against the - patro]—

man. Because there are more negative sanctions issued than rewards,

*

_ \\1aying low becomes a se]f-preservation technigue. 'Less activity may

not achieve positiye recognition for a patrolman, ‘but at least it'avoids’
departmental‘punishment (2) Police work sf?!sses cooperation among ,"
patroimen:BnE is based on the concept of teamwork. work ‘and danger fQr
one ,patrolman ysually causes.work and danger for other patrolmen, the)
other team_members. Laying low can be vilwed as a team—preservation(
technique which understandably also achievestpeer approval' Inactivity

by one team member means that the ‘team will face less paper. work and

~10 .
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dadper, and therefore, is desirabié (3) Peer disapproval alge

controls any- rate. busting tendenc1es wh1ch4night exist~dn a patro]man
/

As:in most group working sitqat1ons a rate bGSter is apt to be d1s—

»

trusted and'ostrac1zed. Th1s, however, fs not true of 1nact1v1ty,

when inactivity does not create extra work for other group members, -

it.is met with approval. These threefconditdons act as powerful agents

" of the assimilation process which perpetuates this lay low norm.

‘Assimilation Process - o X -

4

A patroiman's percept1ons of the t1me and energy required by the:

i, .
JOb decrease rather cdns1stent1y over the first 1.5 to 2 yea;s of e

work, This decreasing linear trend of role 1nvolvemen¥>ver time is

~ indicative of the success of the ass1m1bﬁt1on pfocess Rookies, who

start with a zeaﬁous approach to police work spon embody the don't

- make waves ph1ﬁosophy _Lofquist and Daw1s (196Q), in their theory of
2 .

-

work adjustment,‘state that an.indivjdual seeks to achieve and maintain
consonance with his work environment. This process is certa1nly a1ded
by the fact'that rookies are USually ass1gned to a -veteran partner for,

on- the JOb tra1n1ng, and therefore, are g1ven f1rsthand exposure to
. -
the group norm 1nned1atqu after leav1ng the tra1n1ng academy A]so,

the rea11t1es of modern police work are encountered for the- first time,

and the enorm1ty of the serv1ce componeﬁt of the JOb 1s exper1enced

-

Obv1ous]y, thene are many other aspects wh1ch account for increas- -

$
ing; cr1me (e.g., the 1neff1c1ent cr1m1na1 Just1ce system, ‘and sacletal
&
1
acceptance of v1oﬁence), but a pol1ce force wh1ch 1s active ?n e1ther

= -

prevent1ng or so]x1ng crime would necessar11y ‘be a he]p in ggmtrol11ng

the/crime rate. The cond1tions which are respons1ble for creating and




ma1nta1ning th1s'_1_i low norm shou]d be changed in order for ‘a more
constructwe norm to thrwé ‘TWO 17\'med1ate changes cou1d be 1nst1futed '
in many departments wh1oh woshd«"be a-.!ftep in: tne appropr1ate d1rect1on
,'F1 rst, trc princ1p1'es of behavmr modtﬁc‘atwn cou]d prov1de mqmentﬁm

for change. Pohce 'adm}‘nﬁsfra,ﬁo};s s'\r{omd change the1r gpﬂc_y of

- recognition so that good work is rewarded instead of be1ng 1gnored or‘
expe;ted Th1s basic tenet of- Behav1or1sm has been ‘grossly neg]ected
in.many departments. Secondly, an attempt shOqud be made, to srueld new
recruits from the ex1st1ng norms. Th1s would mean that rookies be gwen
1ess exposure to normatwe :eterans Perhaps spec1a1 on—the—Job

‘1nstructors cou]d be trained 1nstead of ut1hz1ng regular patrolmen

In sunmar_y, a major concern oﬁ‘hce admmistra_;ors and Qf urban

cit1zen5' shou]d be to determ1ne whether or not--th1s norm is present in

—

the1r depantment If thrs norm does exist, then an éttempt shou]‘d be

L)

made to. rep]ace it with a more constructwe norm. This would mean rev
vamp1ng police reward- s,tructures, tra1n1ng programs and probatwnary
periods: Hopefully, the orgam'fatwnai climate. of urban pohce depart—

.y

ments would be changed for the better N T
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