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Abstract

Turpose - This paper aims to explore the effects of formal police orgs
sexual abuse case attrition,

Besignimethodology/approach - Diata from two surveys were merged for this analysis a 1988
survey of child abuse enforcemest in US police departments, and the 1987 Law Erforcement
Management and Adminfstrative Statisties (LEMAS) database produced by the Bureau of Justice
Seatistics. Based on the structure-performance: fink that s rooted in structural costingency theory, this
study examimes the effects of both giobal and specific structural features on twe case digporition
ratios. Becavse struciurs is more easily malleable than ather factors that tay affect performance, such
a5 enviranment and contexs, it is important o know whethey certain siructural arrangements produce
more Gesirable nuicomes others.

Findings — The results indicate that the global structural variables included in this a
small role in child sexua) abuse case attrition. None of the varables inciuded in the mo uence the
vate at which cases ate designated as “founded”. The size and height of police agencies i the mre at
which they designate cases as founded both influence their arrest rates for child sexunl alnese cases.
Ltegearch Bmitationsfimplications ~ The small sample size made it difficult to estimate the
nodels. Future rescarch should fest the findings reported here using larger samples.
Originality/value — To the avthor's knowledge this is the first study to compare the effects of global
and specific structures on police outputs.

Keywords Pelice Organizational structures, Child welfare, United Stmtes of Ametica

2l stachure on child

Paper type Rescarch paper

1. Introduction
A long history of police scholarsiip has examined the organizational and
environmental correlates of police agency outputs (Davenport, 1989 Slovak, 1986
Wilson, 1968). Arrest rates and clearance rates are the most obvicus measures of police
output and are used the most frequently in this line of rescarch {(Maguire and Uchida,
2000, The standard approach is to examine the effects of “global” measures of the
errvironment and organization en agency otaputs. General factors fike politicat culture
and crime raite are used fo characierize the environment or context, while equally
general factors lke size, hierarchy, and specialization are used to characterize the
organization. The selection of global or general measures of the orgamization as
predictors seems reasonable if the output heing measured is similarly general. But if
the out put being measured is specific or unique in some Way, then it would SeE pyicne an
prudent alse to inchude measures of those aspects of the organization most responsible Pl
for generating that specific or unigue output.

Int this study the ouiputs of inferest are the proportion of child sexual abuse cases & Prmest Groep §
designated by police as “founded” and the proportion of founded cases in which an potws
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arrest is made. Because child sexual abuse cases represent 2 special challenge for police
{due to the age and credibifity of the victim and in some cases the close farmily
relationship between the victim and the offender), innovative police agencies tend to
implement specific policies and practices for handling these cases (Humphreys, 1996;
Maguire, 1003), Here we attempt to explain variation in case attrition at two stages of
child sexual abuse case processing contimuum — the designation of the case as founded
and making an arrest. We examine whether this specific and unique form of case
atixition can he explained by three broad classes of explanatory variables: the context
or envirenment m which the organization is sifuated, the global or general structure of
the crganization, and the specific organizational policies, practices, and structures in
place for processing child sexual abuse cases. The theoretical contribution is the notion
that global and specific structural features might both infiuence the way police
organizations carry out their work.

2, Policing child sexual abuse
In the mid-1960s, under pressure from the medical community and the media. all 50
states adopted Jaws reguiring cerfain professionals to report suspected cases of child
malireatment (Kalichman and Brosig, 1992; Martin and Besharov, 1991; Small, 1992),
These “mandatory reporting laws” resulted in an enormous increase in reported cases,
though different studies reveal different estimates. The American Humane Asgociation
estimates that the number of sexual abuse cases reported 1o state reporting agencies in
the US grew from 7,559 in 1976, to 37,366 in 1980, t0 71,961 m 1983 (Finiethor, 1986){1]
The Naticnal Center on Child Abuse and Neglect estimates that the number of sexual
abuse cages reported nationwide rose from 42,960 in 1980 to 138,000 in 1986 {(National
Center on Child Abuse and Neglect, 1988). Although incidence estimates differ, it is
clear that the number of reported cases rose sharply after the mmplementation of
mandatory reporting laws, Then from 1990 to 2003, the mumber of child sexual abuse
cases decreased by more than 50 percent. Thus this study examines the police response
to child sexual abuse at the peak of the problem in the late 1980s (Finkelhor, 2008)
Before the massimplementation of reporting laws, police handled most cases of
child maltreatment. But with the vast increase in reported cases, states responded by
expanding their existing secial service systems to meel the new demands of child
protection, These new child protection agencies began to receive and investigate most
reports of child abuse and neglect, often without the assistance, or even the knowledge
of the police or other community helping agencics. Child protective services {CPS)
agencies assumed from the police the primary responsibility for child protection
(Martin and Besharov, 1991). Typically, CPS agents would request police assistance
onty 1o stand guard while they placed a child into protective custody. As the only 24
hour community service agency, the police would sometimes fake the initial report
during nights or weekends, and if necessary, place children into protective custody. In
those nstances when police received the initial child abuse complaint, they would
simply hand the case over to CPS as soon as possible, Their infrequent invedvement i
child abuse cases rarely invoived any significant foliow-up. For much of the 18705 and
1980s, police played only a small role in child sexual abuse. This system often failed to
protect children adequately. The lack of communication, coordination, and cocperation
hetween community helping agencies resulted in frustration, duplication of effort,
jurisdictional disputes, weak investigations, and tragedies. Child protection

professionals began to realize that CPS canmot solve the problem of child sexual abuse
alone — other community service agencies would need to share the responsibility for
child protection. Many communities began to experiment with coordinated
multi-disciplinary response teams. Within this framework, the police once again
bhegan to play an impertant role i child protection.

The police responded to these increased responsibilities in a slow and disjointed
fasiion. By the late 1980s, when the data for this study were collected, they were just
learning how to respond well to child sexual abuse complainis, conduct proper
investigations, safeguard child victims, and work with other community helping
agencies. Though many pelice agencies implemented arganizationa)l reforms aimed at
improving response to child sexual abuse (hereafter abbreviated as “CSA™) cases,
critics argued that others were lagging behind (Maguire, 1993}, Perhaps the higgest
reason for the slow and digiointed response by police to the increasing demands of
chitd sexual abuse was uncertainty amoeng both police and other professionals about
the proper role of police in CSA casesf2]. This uncertainty was rocted in an ongoing
debate among child abuse professionals about the proper disposition of child sexual
abuse cases. Harshbarger (1987), for instance, suggested that prosecution is the
appropriate response regardiess of whether the offender is related to the child because
“here 1s absolutely no legal or moral justification for ignoring cases where the acts of
sexual abuse are committed by a family merber, while strangers are treated as
criminals for committing similar acts of violence”

Critics argued against this philosophy for two reasons. First, many human service
professionals view the solidarity of the family as more important than punishing the
offender in intrafamilial cases. Thus, they prefer family based-therapy, or some other
type of negotjated pre-vial diversion. In one study of child sexual abuse cases,
MacMurray (1988) found that 94 percent of the nen-prosecuted cases in his sample
restlted in at least one type of informal disposition, inchuding the termination of the
abuse, Second, others cited the negative effects of participation in the criminal justice
system on child victims. They argued that progecution resulls in “secomdary
victimization” {(Avery, 1383) or “process induced trauma” (Belton and Belton, 1687}

The criminal justice systerm has responded to these concerns with a host of reforms
designed to ease the role of child victims and wilnesses, though these reforms were
imiplemented unevenly across jurisdictions (Falier and Henry, 2000; Pence and Wiisar,
1994 Martin and Besharov, 1991). Many jurisdictions established coordmated
multidisciplinary teams (MDT's) comprised of representatives from the many
professions responsible for responding to child sexual abuse allegations. Most
muitidisciplinary teams were composed of a CPS caseworker, a police officer, and a
prosecutor. Therapists, physicians, and child advocates were sometimes also included.
Typically, the MDT received, screened, and investigated all reports of child sexual
abuse (and sometimes other forms of abuse) I #s jurisdicton. Jurisdictions that
implemented multi-disciplinary teams reported a variety of pesitive effects, mchiding
increased cormmunication, cooperation, and understandmy between memnbers of the
different professions yepresented (Collinson, 199%; Minzman, 1991 Martin, 1988,
MicPartiand, 1984). Courts in seme jurisdictions also responded to the special needs of
child victims and witnesses by eliminating special competency reguirements for child
witnesses, permitting exceptions to the rule against the admmission of hearsay evidence,
aliowing testimony via closed-circuit television or videotape, excluding spectators
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from the courtroom, and providing “court appointed spectal advocates” to help childrer,
through the criminal process (Whitcomb, 1992a. b, ¢).

Research indicates that police officers and other criminal justice professionals tend
1o Tavor such formal remedies as eriminal prosecution and punishment more than other
child protection professionals, who often favor a less punitive approach such as
rehabilitation or family therapy (Kelley, 1990; Saunders, 1987; Trute ef al,, 1962; Wilk
and McCarthy, 1086). Shireman ef of (1081} found that when police receive the initial
gbuse report, they are significantly more fikely than social workers to remove children
from the home and place them in an emergency shelter. In part, these differentia]
respanse patterns may be a function of differential reporting patterns. Willians (1989)
found that less serious day care sexual abuse cases fended not o be reported to the
police, but instead were handled “extra-legally” by other agencies. Similarly, Shireman
et gl (1983) discovered that although the majority of abuse cases reported o social
workers were referred by mandated reporters, most of the police cases were reported
by the public. Alsa, when the suspected offender is a stranger or non-family member,
or when the case involves sexual exploitation or porpography, the police often
investigate-the cage without the participation of other agencies {(Martin, 1988, Martin
and Besharov, 1991}, Thus, police attitudes toward the proper disposition of CSA cases
may be affected by their responsibility for handimg more serious cases than other
agencies,

These basic philosophical differences challenge the success of multidisciplinary
teams. Indeed, Graves and Sgroi suggest that “because they abhor the punifive aspects
of the criminal justice system, professionals from the fields of health, mental health,
and social work often shy away from reporting cases of ¢hild sexual abuse to law
enforcement authorities” (Graves and Sgroi, 1982, p. 309). Despite these professionat
differences. researchers have noted some similarities between professionals who
respond to child sexue! abuse cases. Saunders (1987}, for example, concludes that on
the whale, police officers are sersitive to fssues of victim credibility and culpabifity in
CSA cases, Trute ef af {1992 report that in spite of some marked attimadmal
differences, their samples of police, child welfare, and community mental health
professionals were consistent in their opinions on the widespread prevalence and
damaging effects of CSA. Although professional differences may make it difficult o
work together, many jurisdictions mandated joint law enforcernent/CPS mvestigations
of child abuse cases. In his sample of 507 police and sheriff's departments, Sheppard
(1992) found that 94 percent conduct joint investigations of child maltreatment with
CPS[3). A greater percentage of smaller agencies (68 percent) than larger agencies (44
nercent) felt that joint investigations were helpful. Although the number of contacs
hetween CPS and low enforcement was greater in those areas that adopted a joint
investigative model, research indicates that the overall number such contacts TETIANS
small, and CPS caseworkers continue fo maintain primary responsibility for
investigations (Tiaden, 19982).

These various challenges contributed to an uneven level of child sexual abuse case
atirition among police agencies. This study expiores whether differences in case
disposition rates {arrest rate and founded rate) can be explained by differences in the
context of the organization, s formal structure, and the specific struchres established
by the organization to deal with child sexual abuse{4].

3. The effects of organizational structure

Classical organization theory emphasized the role of structure as a determinant of
arganizational efficiency and effectiveness. Many of the concepts that are common in
grganizational thecry today, such as differentiation, specialization and span of contro,
are raoied in classical “rational” appreach to organizations {Scott, 19582). The classical
approach viewed organizations as “closed systems” that were insulated from their
enrvironment, Max Weber's description of the “ideal type” bureaucracy, first published
in 1021, formed the foundation for early organizational theory. Weber's rational-legal
model was based on the agsumption that an organizational structure which conformed
+o the bureaucratic ideal was the most efficient form of organization, The rational-legal
model assumes that the formal structure of an organization determines the behavior of
those working within it, and that the environment in which the organization is situated
is either rrelevant or easily rsanipulabie by administrators (Mastrofski ef 2Z, 1987).

The last three decades has seen a shift in orgenizational theory from the closed
systems approach stressing formal internal structure, fo an “open systems” approach
which emphasizes the role of the enviromment as a determinant of organizational
structures, procesees, goals and outcomes. Open systems theories view organizations
and enviremments as involved i a dynamis inferdependent relationship (Seott, 1992).
Because the orgamzation is dependent upon the enviroument for survival, it must
adapt to its own parficular environment,

Struchwral contingency theory, for example, emphasizes the importance  of
environmental factors in shaping various aspects of the organization (Donaldson,
1995, Lawrence and Lorsch, 1967). Similarly, institutional theory (Crank and
Langworthy, 1992; Meyer and Rowan, 1977) suggests that ceriain organizations adopt
struchral forms in which their administrative core is loosely coupled from their
tecimical core (where the bulk of work is completed), thus actimg as a ffer to shield
the techmical core from environmental scrutiny. The administration thus maintains
“ceremontal conformity” without disturbing the actual work of the organization (Meyer
and Rowan, 1077, p. 340}, Under periods of fremendous environmental upheaval
{political protests, for example), the organization becomes more tightly coupled and
responds in a more substantive (less ceremonial) manner to environmental demands.
Although theories on the affects of the environment on organizations vary widely, they
share the essential notion that organizations exist in complex environments with which
they must constantly inferact. Environmental factors, “including the status and crift of
general economic, political, and social conditions, the mood of customers and chents,
the activities and strategies of other organizations in the environment, the quality of
personnel available to the organization, the quality of raw materials, the value
structure of the community, the degree of support from higher levels of government or
industry, stipulations of pertinent tax Iaw, and so fort " (Mohr, 1982, p. 186) each play
a role in shaping organizations (Langworthy, 1986).

Organizations are complex entities whose features can serve conceptually as both
independent and dependent variables (Maguire, 2003; Scott, 1992). A rich tradition in
the sociclogy of organizations examines the hmpact of the contexis in which
organizations are embedded on thelr formal structures (Kralewski ef al., 1985; Pugh,
1973). A related tradition explores the effects of both context and structure on the
performance and effectiveness of organizations (Davenport, 1999; Goeoding and
Wagner, 1985; Slovak, 1986).
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Until recently, there have been only scattered attermnpts to apply
police agencies i a thearetically tnformed manner. The earliest and best known eff
was James Q. Wilson's (1968} Variclies of Police Behavior, in which he outlinesm
constrained rational medel of organizational effects. In essence, the police z .
constrained by local political culture to act within a certain “zone of indifferenc &
Within these bounds, police administrators ave essentially free to make decisioné af{d
implement policies as they wish. Mastrofski ef al (1987, p. 388) suggested that Wilsari‘s
theory falls in the middie of a contimamm “of the extent to which the adminisirative
apparatus i responsible for influencing police officer discretion” At one end they
argued, is the classic Weberfan rational-legal model, and at the other end is the “looselv
coupled” modsl described by institutiona! theorists. Heffron (1989, p. 8) argued that
organization theorists have “come full circle,” and debates stilt rage about which model
should be the proper focus of analysis.

Following the lead of Wilton, several authors have examined the effact of
bureaucratization on arrest probabilities. Smith and Klein (1983, for example, found
that probability of arrest is greater in bureaucratized departments, and tesser m
professionalized departments. However, organizational differences accounted for only

these principles 1o

“about 3 percent of the variance in arrest decisions in their analysis. Similarly, Brown

(1981) found that officers in larger, more bureaucratized departmenis were more
willing to make arrests than officers in smaller departments, who were more lenient,
On the other hand, in their examination of DUI enforcement in four police deparments,
Mastrofski ef al. (1987, p. 398) found that “conwary to Brown's {1981) findings, the
willingness to make DUI arrests decreased as depariment size and bureaveratization
increased.” Thus, based on research to date, the link between bureaueratization and
arrest remains uncertain{sl

{Others have exammed the effects of a varlety of organizational variables on
assorted outcome measures. Cordner {1989) found, for example, that agency size has
anly a very small effect on investigative effectiveness, concluding tentatively that
envircnmental vaviables have a grester impact than organizational variables.
Sirrilarly, in her analysis of the influence of organization and environment on arrest
rates, Swanson {1978, p. 395) found that “organizational variables rank lower than
environmental ones aithough their effects are not inconsequental” Despite three
decades of intense research on the police, we still bave very little idea about the effect of
police arganizational structures on poiice performance(6]. One practical reason that it
may be useful to examine the effect of formal police structures on performance is that
organizational stracture tends to be more malieable than other arganizational variables
such as informal culture, context and epvironment. If structure impacts performance,
for example, it may be possible to develop normative prescriptions for “better”
structures, Indeed, Bavley (1992, p. 541) argued forcefully that:

The neglect of organization as a subject for analvsis s our fault — police managers, policy
analy and academic scholars whe care about the police. The solution 18 o use
organizatinnal charts for more than getting around in 2 police organization; they must be
treated as independent variables in empirical researcii. The slender resulis already obiained
indicate that we will probably be surprised.

Only one study (Martin and Besharov, 1991) has assessed the impact of pplice
organizational structare on child sexual abuse case cutcomes, Anding that nejther
number of officers in the deparfiment, nor organizational location of specialists, had an

sffect on arrest rates, and that fewer cases are c]psed by' arrest in agencies with
specialized sexual abuse squads than i oth_er agencies. The;r‘ana]ys%s, _howevcr_, wa
limited to gualitative impressions, bivariate ar}aiyses and descriptive statistics.
Examining the effect of police structure on child sexual abuse cases may bhe a
paﬂricuiarly fruitful line of analysis. Police departments that are not sensitive to the
needs of child sexual abuse victims and their families rlsk_traflmatazmg thg c_hﬁé
further. Furthermore, “a traumatized victim may reduce the likelihood of convieton”
(Bedton and Belion, 19871 Police organizations thaf; are not structured to meet _the
special needs of child sexual abuse victims may discourage them from cooperating
further in the preparation of the case. The faiture of victims to cooperate i the
preparation of a case often leads to a unique form of case ailyion, m which cases are
deemed as founded, hut no further action 15 taken hecause police are unable to close the

case.

4, Data and methods ,
In 1988, seeking to explore the response of police and sheriff's departments to their
expanding roles in dealing with child maltreatment, Martin and Besharov (195_}1}
selected a random-sample of US municipal and county law enforcement agencies
serving populations greater than 100,000, {Of the 146 agencies contacred,( 126 (86
percent) agreed to participate I the survey, and 122 completed surveys. Of the 122
survey parficipants, only 52 provided official agency data necessary to construct the
two case disposition ratios for child sexual abuse cases that we examine m‘thxs sméy.
Sample attrition of this magnitude raises justifiable concerns zbout sampie selection
ias.  agencies included in the analysis are systematically different than excluded
agencies, the findmgs are not generalizable and maay be biased. We checked f(_)r thsf
possibifity of sample selection bias but were unable to detect any meanmghi
differences between inchuded and excluded agencies| 7).

In order fo esamine general variations in police agency structure, data on
departments m Martin and Besharov's data-set were merged with data ﬁom the same
departments in the Law Enforcement Management and Administrative Statistics
G,EMAS) data-set produced by the Bureau of Justice Statistics in 1987 (US Dept. of
Justice. Buveau of Justice Statistics, 1987). The LEMAS series contains a g-rﬁat_deai of
information on police department strucfure, saluries, perscnnel, and eguipment.
Merging these two data sources emabled us to examine the effects of contextual
variables, general organizational structure and specialized structure on cage
dispositiong

4.1 Dependent variables

Researchers evaluating public-sector service organizations offen wrestle with the
problem of how (o measure performance. Unlike private industry, in winch the success
of 2 business can be summarized vsing & single measure — net profit — public sector
organizations often have no easy means of evaluating success (Maguire and Uchida,
2000; Wilson, 1993). Most informed observers agree that crime rates and arrest rates
are poor measures of potice outpur and efficiency in general (Ostrom, 1573, Wilson,
1993). However, since artests by investigators are usually the product of 2 successful
investigation (however cursory the irvestigation may be), arrest rafes are often goqd
indicators of invesieative outout. Due to the unique investigative process involved in
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child sexual abuse cases, however, this standard investigative outpul measure alone is
incomplete. Children often have poor communication skills, and thus it is sometimes
difficuit for them to explain to investigators what has happened to them. Even if they
are able to communicate effectively, their credibility is often guestioned {Whitcomb,
1992h, ¢). Though some schodars, professionals, and child abuse activists argue that
children do not ke about their victimization (Faller, 1984; MacFarlane and Waterman,
1}986), research indicates that children do sometimes make false allegations of child
abuse {deYoung, 1986; Emans, 198 Kaplan, 1990; Yates and Musty, 1988}, In addition,
children can be “led” to a particular conclusion based on the form of the guestion {Ceci
and Bruck, 1995; Ceci and Friedman, 2000; Dale ef al, 1978; Leichtman and Ceci, 1995},
Similarly, though the research is inconclusive {Loftus and Davies, 1984 Todd and
Perimutter, 1980; White ef a, 1997), some scholars have suggested that children have
poorer, less refiable memory skills than adults, Johnson and Foley (1984), for exampie,
reported that children in their sample did not confuse perception or imagination with
reality any more than adults, though young children did have difficulty discriminating
what they had done with what they had thought of deing. Taylor and Flavell (1984,
1. 1719} concluded that young childrens’ grasp of the difference between appearance
and reality “is precarious and easily infloenced” Whitcomb (19924) suggested that
caution must be used when asking voung children to identify a suspect from a Iineup,
because though they can recognize faces as well ag adults, if the perpetyator is not
present in the lineup, the child may attempt a guess.

Due to these communication and credibility issues, the first decision that the police
must make in a child abuse investigation is whether the case is “founded” or
“unfounded.” ¥ they have no information to make this determination, then the case
remains open. With sufficient information, a case is designated as founded if the
preliminary investigation reveals any mdication that the report is legitimate. An
unfounded case is automatically closed; a founded case will either be closed with an
arrest, or by exception. An exceptional case is closed without arrest “even though the
allegation is fornd to have merit” (Martin and Besharov, 1991, p. 17). Exceptional cases
include those in which the victim or the vicim's family refuses to cooperate n the
investigation, the victim cannot communicate histher victimization to the investigator
adequately, the police arrange some sort of pre-arrest diversion, or there is insuffcient
evidence (Davies, 1986; Dejong and Rose, 1989} 1o proceed with formal prosecution.
Agencies with higher founded rates and higher arrest raies have less case attrition.
Thus the first dependent variable is the proportion of cases designated as founded, and
the second dependent variable is the proportion of founded cases that are closed by
arrest{8], .

4.2 Independent variables

Independent varizbles in this analysis fall into three general clusters. First, based on
the frequently reported Tink 1n the organizational theory literature between context and
structure, and context and performance, three indicators of organizationa} context are
inchuded in the analysis: size, demand, and region. Consistent with previcus research,
prganizationai size {5 measured using the totai number of full-time emplovees working
in the organization (Langworthy, 1986, Maguire, 2003). Because research has shown
t}'}at the effects of orgamzational size are fypically non-linear, characterized by
diminishing returns, we use fhis variable in its natural logarithm form (Kimberly,

1976). Demand is measured as the number of calls-for-service divided by number of full
time sworn officers. The demand variable serves as a rough proxy for the intensity of
the demand placed on the agency by its environment. Finally, rounding out the cluster
of oreanizational context variables is region. We adopted the standard four-category
regional classification used by the FBI and the Census Bureau and created. dummy
variables to represent each region. Second, based on the large Titerature in structural
argarsization theory (Donaldson, 1995 Langworthy, 1986, Maguire, 2003}, we included
five measures of global organizational structure: functional differentiation, vertical
differentiation, occupational differentiation, administrative ntensity, and
formatization. Functional differentiation is a composile variable measuring the
number of specialized units {out of a kst of nine) in the organization[9]. This same
measure has been used in numercus other studies of police organizational structure
(iing, 1999; Maguire, 1997, 2003). Because neither data set contains information on the
number of hierarchical levels in the organization, we use a proxy for vertical
differentiation that estimates the difference in social status between the highest and
lowest levels in the organization. This variable is measured by computing the
difference hetween the chiel's income and the entry-level patrolman’s income, divided
by the patrolman’s income (Langworthy, 1886; Maguire, 1997, 2003;. Occupational
differentintion is the proporiion of civilian employees in the organization (Langworthy,
1986). Administrative intensity is the number of full-time sworn officers assigned o
admynistrative or technical support functions, divided by the total number of full-time
sworn officers{L0]. It is an estimaie of the proportion of employees working outside the
technical core of the organization. Formalization is a composite variable that measures
the number of agency funcrions fout of a list of eight) which are guided by formal
written policy directives.

Third, based on evidence that the global structures of an organization are (ifferent
from the specific structures used to accomplish specific kinds of work, we measure
three specific organizational structure variables related to the agency's response 0
child sexual abuse cases 111 A child sexual abuse specialization index was developed
by summEng seven variables measuring the presence or absence of certain policies or
practices: pre-assignment training on child sexual abuse for specialist officers, current
year {1987) training on child sexuai abuse for specialized officers, specialized officers
serving as consultants on child sexual abuse cases for other agencies, the use of
videotaped interviews of child witmesses, the use of anatomically correct dolis, the use
of 2 spectal interview roora for children (often decorated in child-friendly themes), and
the implementation of a speciatized child abuse prevention program in schools. Higher
scores on this index are mtended to reflect a greater level of specislization in
responding to child sexua! abuse cases that should presumably have an effect on the
outcomes of those cases. Next, based on the increasing number of joint police-CPS child
ahuse investigations, a composite measure of formal interagency cooperation and
coordination was developed. It s 2 seven-ttem index comprised of dummy vaniables
representing the presence or absence of agreements between police and external
agencies for responding to child sexual abuse cases. These vanables inchide whether
there are agreements in place that specify procedures or policies for: notifving outside
agencics about cases, Obtaining medical examinations for victims, coordinating with
the prosecutor, conducting joint investigations, holding jomt meetings, specifying the
responsibilities of each agency, and conducting investigations In schools. Finally, &

Police
organizational
structure

165




Table 1,
Descriptive statistics

single indicator of the formalization of child abuse cases is inclzded, It is a dummy
vanable measuring the presence of a formal written policy for dealing with child abuse
cases. Table I provides descriptive statistics for each of the dependent and independent
variables, '

3. Analysis

5.1 Model testing strotegics

Figure 1 illustrates the two conceptual models that were tested in this study: one for the
somded rate and one for the arrest rate, Jf the data set being used in this study
contained more cases, the ideal model testing strategy would have been to use
simultanecus equation methods to test the whole model in Figure 1 at one time,
However, the small sample size prechuded this strategy and was an important factor in
selecting 2 model-testing strategy. The small sample size resulted in two primay
analytical constraings. First, the overall sampile size for agencies with complete data on
the fwo dependent variables is only 32, which Hmited our ability to test the mode]
directly, The rumber of exogenous variables is stnply 100 large relative to the number
of cases, Thus some form of data reduction was necessary {0 narrow the pool of
exogensus variables. Second, @s is common with survey data, some of the data were
missing for some of the cases. Even though the proportion of missing data in this daia
set is within normal bounds for research i this genre {about 7 percent), using the
standard “listwise delefion” approach of discarding any case with missing data on any
variable would have resulted in  sample size of only 29 cases. With a small sampie
size, it is vital fo retain as mAmy Cases as possible, thus if 1s necessary 0 use a
statistical procedure for addressing the missing data problem.

The founded tate model depicied in Figure 1 has 13 independent variables (if we
specify three dummy variables to represent the four regions of the US]; the arvest rate
model in Figare 1 has fourteen. Estimating the effects of all these independent
variahles woutd resulf in a low variable-to-case ratio of about one to four, which is
insufficient in terms of both power and precision. We took three steps to deal with this

Variable Mean Sted, deviation Minirrasn Meaximom 7
Northeast 0135 0345 0 1 52
West 0.250 0437 0 1 52
Midwest .154 (.304 4 1 52
South (h462 (.505 f i a2
Skae 74 831 152 5630 47
Demand 3485 503 736 14957 41
Bunetional differentiation 471 203 1 8 45
Vertical differentation 177 066 0.69 432 47
Oecupationa! differentistion (.26 (.13 008 061 47
Adminismative Mtensity 0.23 0.08 0.00 0.26 47
Formalization 633 11t 3 8 45
Speciatization In CSA 152 165 0 h 52
Trrzepagency partnerships for CSA 4,98 178 1 7 40
Formal policy for child abuse 068 047 0 1 52
Founded rate 4.86 412 .38 1 52
Atrest rate 0.43 0.20 & ¢5
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problem. First, rather than including three variables for region, we inchaded only one
dummy variable: west versus other regions. Region is often treated as a proxy for
inmovativeness in agency-level studies of American police. Police agencies in the west
are known for Deing more innovative angd several previous studies have found that
western agencies score more highly on measures of innovation adoption (Maguire ¢t al,
1997, Wyeoff, 1804; Zhao, 1996}, Tluss, rather than vsing the standard approach of
dropping one of the four region duramies and treating it as the reference category. we
only include one region dumy variable for western region.

Second, we examined options for corabining some of the general straciural variables
i ways that are sbstantively meaningful and consistent with previous research.
Previous theory and research, for instance, hias shown that organizational structure can
be characterized as having two domains of variables: structural complexity f(also
wnown as differentiation) and structural contrel and coordinafion mechanisms
(Maguire, 2003). Research has been more successful at explaining variation in
structural complexity variables than in structural control and coordination variahles.
Complexity variables are analogous o skeletal structure in Tuamans in the sense that
skeletal proportions are a direct result of size, Indeed, the principal determinant of
atructaral complexity in Maguire's (2003) national study of more than 400 US police
ALENCIeS Was organizational size, a finding consistent with previous research on police
structure {Langwortiy, 1986). The complexity variables in Maguire's (2003} stady
were highly correlated with one another and organizational size explained the lion's
share of variance in structural complexity. Neither pattern was observed for the
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structural coordination and control variables, which were more independent and had
fower levels of explained variance.

Fiased cn these insights from previous scholarship, we chose to carry oui 8 principal
components analysis on organizationsl size and three measures of structural
comlexity: vertical differentiation {height), functional differentiation (specialization)
and oecupational differentiation {civilianization). Two components were retzined, with
size and height loading strongly on the first, and specialization and civilianization
loading strengly on the seconé The corvelation between the two components was not
significantly different from zero although we chose an oblique rotation method
{promax) that allowed them to be freely correlatedf12]. We allowed the general
structural measares fafiing within the domain of structural coordination and control
mechanisms (administrative intensity and formalization) to remain in the model n
their original form since no theory or previous research supports the idea of
incorporating them mto composites (Maguire, 2003).

Third, we also examined options for combining into 2 single composite the specific
structural measures that agencies have put in place to deal with child sexual abuse
cases. These included three variables: an index measuring the level of specialization in
CSA, an index measuring the extent of interagency parmerships for dealing with C5A
cases, and a dummy variable indicating whether the agency has a formal policy for
child abuse cases. Al three variables loaded on one principal component. Taken
together, the three cata reduction measures we emploved reduced the mumber of
independent variables from 1307 in the founded rate equation and from 14 w0 8 in the
arrest rate equation.

Statistical methods for dealing with missing dad i applied research have improved
considerably over the past two decades and a variety of methods ave now available.
Some of those methods (such as full-information maxinam likelheod) are not good
options for small samples {Little and Rubin, 1987). We chose to use multipie
imputation, a method that involves “mmputing” or flling in missing values based on
information derived from the other variables in the model {and, optionally, variables
not ncluded in the model). The particular imputatien method we selected draws on
work by Rubin (1087) and Schafer {1997) and has been mplemented in software called
NORM (Schafer, 1869). The procedure involves generating s imputed dafa sets in
which missing values are replaced with imputed values, where s typically ranges
fromm about 35, These data sets are then analyzed using standard statistical methods,
and the separate resuits are then averaged using the rules developed by Kubin (1987
{Schafer and Olsen, 1998} The restlt is one set of parameter estimates, standard errors,
and p-values “that reflect missing data uncertainty” (Schafer and Olsen, 1995, p. 547).
Simlation research has shown that the imputation procedures in NORM work well
even with small samplesf13},

5.2 Testing the models

The first step in the analysis was to excamnine the effects of the independent variables on
the proportion of cases designated as founded. The next step was to examine the
effects of the independent variebles, together with the founded rate, on the proportion
of founded cases in which an arrest is made. Adding in the founded rate allows us t©
determine whether aggregated decisions about whether a case is founded affect arrest
vates. This is clearly not an individual level analysis: therefore this study will not allow

inferences about individual level decision-making. However, using aggregate data on
these decisions will altow inferences shout whether agencies more or less prone 10
designale cases ag founded are more or less likely to close cases by arrest rather than
exception. Although Figure 1 specifies some indirect effects from the independent
variables to mest rate shrough founded rate, 1 didt not test for these effects.

T used the EM algorithm available m NORM fo generate maximum Tikelinnod
estimates of means and covariances (Schafer and Olsen, 1998). I then ran 500 cycles of
data augmenzation in NORM, producing an imputed data set at every 100th cyclefor a
total of m = b imputations. Following imputation, | estimated separate OLS equations
predicting founded rate andl arrest rate. For each dependent variable, 1 tan the model
fve times, once for each imputed daia set. The estimated coefficients and standard
errors were retained for further processing in NORM, which uses fhie rules cutlined by
Ruhin (1987 for combining the m separate estimates of each parameter into a single
overall estimate. NORM geperates output for each coefficient, inciuding “the overall
estimate @, the standard error T, the degrees of freedom df for the t-approximation,
and the p-vahe for testing the hiypothesis @ =0 against the two-sided afternative”
{Schafer and Olser, 1998, p. 569). The results for the founded rate eguation are
presented in Tabie TL Resuits far the arrest rate equation are presented in Table LE

5.3 Results

‘We ran the founded rate model on each of the five imputed data sets. The F-statistic for
overall model fit was consistently small (range = (.99 to 1.74) and non-significant (at
the (.10 levell in each casel 143 Adjusted B2 values ranged from 0.000 to 0093, Overall,

[

Variahle B SE t P

Intercept 0817 0109 750 G000
West 0008 0.048 (.12 0906
Demand 0.600 000 1.00 ©03L7
Admint ive intensity —0.228 Q.25 —102 £.309
7 3 0.010 0017 (.61 0544
General structare component 1 - 0023 0017 —-1.3 0.182
General structre cempenent 2 0.004 4.024 0.16 870
Specific structure tompanent -0.011 007 —(42 0679
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Tabie IL
OLS results for founded
rate

Variable B SE P
Trilercept 0802 .27 332 8001
West — 1068 0.084 — 0081 0420
Pemand -~ (000 0000 — .02 0.779
Administapve infensiTy (0149 0404 .37 0.713
) - {1019 (086 — 053 (604
— (008 0028 —244 0015
—.040 00234 -1.19 (.237
- (.004 04037 - 030 0821

Specific structure eompone
Founded rate —0.418 0244 - 170 0089

Tabie HL
(1.5 results for arrest rate




PIIPSM
321

based on these results, we conciude that the explanatory variables that we examined in
this study do not explam variation in the founded rate. This conclusion needs to be
tempered against the small sample size, which limits the statistical power of the model.
The practical effect is that the model only has sufficient power to deiect farly large
effects; small effects are likely to be overlooked[15}

We also ran the arrest rate model using each of the five imputed data sets. The
Fustatistic for overall model fit ranged from 1.7 to 2.7 and was statistically significant
{at the 0.30 leved) in four of the five data runs. Adjusted £ % yatues ranged from 0.098 to
0.214. Overall, based on these results, we conclude that the independent variables
jointly have an effect on the arrest rate for child sexual abuse. The findings presented
in Table I show that the majority of the effect can be traced to two variables: the
founded rate and the first general structuzal component representing organizational
size and height. Agencies that designate a higher proportion of cases as founded have
lower arrest rates. We will discuss this finding in more detail shortly, but it appears on
the surface to represent a case filtering effect. A lower proportion of founded cases
means anly the hest cases remain open and arrests are therefore more likely; a higher
proportion of founded cases means more difficult cases remain in the caseload and
arTesis are therefore less likely. Of course this is mere speculation on O\ part, this
interpretation can serve as & hypothesis for further theory development and testing.
Larger, more vertically differentiated agencies also have lower arrest rates; this effect
is independent of the effects of the proportion of cases designated as founded. One
potential interpretation is that larger agencies are umable to dedicaze the same degree of
attention to child sexual abuse cases. These cases, as pointed out earlier, are very
difficult to manage. Perhaps these cases get lost in the shuffle of larger, more
siructurally elaborated agencies. We will return to the interpretation of these effects in
the discussion section. The remaining independent variables in the model did not have
a statistically significant effect on arrest rate. Once again, this test ought w0 be
considered conservative since the arrest rate model only had sufficient power to detect
fairly large effects{16]

6. Discussion :

The results of this study need to be interpreted within the context of the data and
methods used to produce them. First, while the models estimated here mchuded z
qumber of theoretically informed predictors, the secondary data sets used in this study
do 1ot contain the universe of potentially influential variables. Mastrofski et al (1987,
p. 290} suggest that it is necessary w0 Iook at three conceptual elements when
considering organizational effects: “the formal organization, the informat erganization,
and the environment.” The present study examines the formal stuctures and portions
of the environment, acknowledging that other factors need to be examined in future
research, Though formal strucrures may be entrenched within erganizations, they are
of littie value if not institutionalized by the individuals within the organization. The
informal structure of an organization may be as nfluential as the formal struchure. G
sirnilar importance to the informal swructure of the organization may be mmportant
featares of the environment, including local political climate, citizen attitudes toward
the police department, regional attitudes toward child sexual abuse, and other externai
influences. A measure of the percentage of poiice expenditures devuted to child
maltreatment would be a good mdicator of the agency’s {or the local government’s)

commitment to child protection. Similarly, the actual number of child protection
specialists in an agency would be another valuable measure of agency devotion.
Finally, although we made an effort to incorparate network effects into our models by
including messures of the extent to which police agencies work with other agencies,
pae potentially froitful line of research would be o take these agency-level network
properties into account in MOTE SEriOUS WHYS. Child sexual a2buse investgations
invoive substantisily more interagency coordination and cocperation than other types
of criminal investigations. Previous research has found these network effects
particularly sorong for understanding police performance, especially for offense types
like statutory rape that involve significant interaction hetween different agency types.

Second, the small sample size makes it difficult to mciude all theoretically relevant
variabies without jeopardizing the degrees of freedom of the model. it is often difficult
to obtain a large sample size when studying organizations rather than individuals.
There were only about 300 police departments in the ISA which fit Martin and
Besharov's selection criteria in 1987, thus this study sampled nearly one third of the
popuiation. Third, due to the sample size, the study used an ad hoc approach o wodel
estimation that may have capitalized on statistical chance. A small sample size is the
only reasonable justification for employing nethods like this. Fourth, though initially a
random sample, more than half of the responding agencies were exciuded because they
failed to provide sufficient statistical data for this analysis. This exclusion may have
jeopardized the randommess of the remaining sample, though our diagnostic checks
were unable to detect any evidence of sample selection bias.

Despite these potential pitfalls, the study found evidence that the rate at which
police agencies designate child sexual abuse cases as founded is not influenced by the
structural and contexrual variables nchuded in the analysis. Arvest tates are shaped
strangly by the size and height of the organization and the proportion of cases
designated as founded, but not by gther featires of the orgamization’s structure. Why
do larger and taller agencies produce lower arrest rates for child sexual abuse cases? 1
have no ready explanation for this finding. The most immediate explanations are that
larger organizafions are more stracturally complex, more formalized, or are burdened
with heavier demands from the eavironment. Yet, the analysis controlled for and
discounted all of these potential explanations. This question clearly deserves further
research atfention.

Why do those agencies designating a Jarger proportion of cases as founded bave
lower arrest rates? One possibility might simply be less efficient case sereening. In
other words, agencies with higher rates of founded cases may not be screening out the
weakest cases for further investigation, thereby diluting their investigative
productivity. They may simply have busier and more challenging investigative
caseloads, making it more difficuit to generate arrests, On the other hand, those
agencies eliminating more cases as unfounded may be engaged in a kind of
cherry-picking i which they end up with less chalienging investigative caseloads It
which it is easier to make arrests. Secondary research using survey data does not
provide sufficient perspective to sift befween these explanations for the findings,
therefore this interpretation is mere speculation. Comparative ethnography m police
agencies of different sizes and different rates of founded cases will provide the kind of
up-close-and-personal perspective that is needed o mterpret the findings from these
survey data,
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7. Conciusion

Police organizations are located in different contexts. They are also structured
differently, both in terms of their global structures and the specific structures put in
place o respond to child sexual abuse and other social problems. This study exarrimed
the influence of these three categories of variables — context, general structure, and
specific structure — on twe child sexual abuse case disposition rates. Noge of the
contextual or struchural variables used in this study influenced the rate of which police
agencies designated the child sexual abuse cases reported to them as founded. Two of
the variables infiuenced arrest rates however. Larger/taller police agencies and those
designating a higher proportion of child sexual abuse cases as founded had lower
arrest rates. The analvsis reported in this paper raises more questions than it answers,
Ermnpirical research has not systematically answered basic theoretical questions like
whether context, general structures, or specific structures influence police
performance. This paper contributes a handful of insights w the literature. The onus
is on researchers to continue exploring these relationships to help improve current
knowledge about pelice organizations, and to help managers in those organizations
design more effective responses fo the various social problems within their purview.
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. This figure (04 percent) represents al Torms of child maliFeatnent, inchuding pl

The child protection movement in the mid 1960s was initially fueled by an arlicle in the
Forrndl of the American Medical Association entitled “The battered child syndrome” Kempe
otal, 1962). This article was divected at physicians, and focused exclusively on physicat

- childl abuse. Only later did the popuiar definttion of child abuse widen to encompass child

sexual abuse, Thus comprehensive nationa) statistics on the meidence andt prevalence of
reported child sexual abuse were not available until 1976,

Adding to this uncertainty is the well-documented roie siram that officers feel from within
the police department. Because other officers see child abuse enforcement as “Mickey
Mouse”™ police work, less glimorous than other types of duties, they often refer to the
imvolved officers as "Diaper Dick” or “Kiddy Cop.” Thus, police child abuse specialists may
he nstracized from hoth without and within fMaxson ef af, 1988, p. 93} Due to this role strain,
Lanming and Hazehwood (1988 clabie that the investigation of child sexusi abuse is “toxic”
wark, both socially and psychologcally.

sexual abuse, and neglect. Separate figures for sexual abuse are not vet availa
should be noted that the survey which produced this figure was perforined in 1991-1992,
while the sarvey used in my analyais was conducted n 1988, It appears hased on these twe
survevs that there is a growing trend toward inferageney Invelvement. Sheppard found that
89 percent of the law enforcement agencies surveyed had either written or informal
agreemcnts with their local CPS agency, whereas the earlier survey data which J use i this
anatysis found that only 74 percent of law enforcoment agencies had such agrezments. It
mav be possible that this disparity is due to a difference in sampling rames. Martin and
Besharov surveved only large agencies serving populations of 100,000 or greater, whereas
Sheppard strveyed both small and large departments. Small departments wouid perhaps
need the specialized expertise of local CPS agencies more than larger departments, who may
have in-house resources o deal with chilld sexual abuse cases.

. For research that examines the disposition of child sexual abuse cases further downsiream

in the criminal justice system, see Bradshaw and Marks (1990) and Whitcomb and DeVos
{1995},
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. Stadies of administrative infensily concepiizali

. Maguire {2003) argues that bureaucratization is not an sntelectiatty useful comcept becanse

it mices several different variables that tend to co-vary in different directions. He suggests
that organizational researchers stop using this global construct, and instead focus on the
component variables of which it is corprised. Other organizational researchers have reached
the same conciusion. After finding that organizational structures were multidimensional,
Pugh et al (1968, p. 65), concluded that “the concept of the bureancyatic type i no longer
useful” Similarly, Reimann (1973, p. 462) found that “a mttidimensional modet of
hureaucracy is superior to the unidimensional Weberian one”

. Langworthy {1986, 1. 10) argued that efforts to ink siructure and performance are inherently

normative hecause they require the analyst to make a judgment about what variables
constituie appropriste porformance measures.

. We checked for sample sclection bias by comparing inchuded and axcheded sgenciea on all

the variables specified in the multivariate models (introduced tater} with the exception of the
two case resolution variables, which are missing for the excluded sgencies. We discovered
only one statistically significant difference: exchided agencies are significantly larger than
ncluded agencics. However, this finding is due entiredy to the infloence of New York City, an
outiier on organizational size because it s subsiantially Jarger than all other police agences
in the sample. Removing New York City ated the statistically significant difference in
organizational size between inchided and excluded agencies, thus our only indication of
sample selection biss can be traced to the effects of one influential case. The results of our
diagnostics for sample selection bias suggest that exchided agenoies are not significantly
ifferent from included agencies.

. Arrest rates typically congist of the number of arrests divided by the numbert of veported

crimes, However, in most offense types, the decision on whether a report is fousded or
unfomded is ot nearly as central an issue as it s with chitd sexual abuse. Thus, the arrest
rate figure used in this study consists of the mumber of arrests divided by the number of
founded cases. This measwre is different from more typical measires of clearance rates.
Furthermore, because one arvest eould potentially close muliiple cases fsuch as in the case of
arresting a serial offender like a chronic pedophile who adrmits fo a wwch larger number of
victima), thers is some potential for mezssurement ervor in this measvre. Unforiunately, there
is little we can do fo efther diagnoas or correet for this form of errar without gathering new
data.

| “This is the first of several additive indices used in thig study. All of the additive indices used

here are based on “cause” indicators rather than “effect” indicators “Fraditional
measurement models in social science presume that the indicater is an effect or a
manifestation of an underlyving fatent variable, st as our answeors ol a math aptitude test
are presumably based on owr underiying mathematical aptitude. In this case however, the
indicators are causes of the construct, not effects. For instance. organizations do not add
special units because they are specislized, they are specintized because they add special
units. Because the indices used in this study ave not based on traditional effect indicators, 1
do not present standard relinhility measures like Cronhach’s alpha for them. Such measares
are meaningless I the context of cause ndicators, where there is no assumption that the
indicators are comelated because they share a eommon cause. For a simplistic review of
canse and effect indicators, see Bollen (1989a). For a more complex discussion, see Bollen
{1985h).

e it in two different wavs. Some ook at it as
the relafive size of the supervisory component in an organization, while others look at it as
the size of the support component (Langworthy, 1986; Maguire, 2603 This study uses the
latter concepiualization.
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11, We are Fmited here by the nature of the data available an this topic. The specific structures
exmramned here are those that have been established to deal with child sexual abuse cases.
Theoreticaily, paraliel measwres could be constructed to examine global and specific
elemenis of structiure. Yet, some of the comcepts used to examine global structures do not
apply fo specific structures. For instance, while an organization can be functionally
differentiated, it is unlikely that a specific function filte child sexua! abuse will be assigned to
more than one Aimetionat unit. Stmilarly, though there may be a limited command struchize
within the uniz assigned to handle child sexusl abuse cases, the motion of vertical
differentiation has less meaning in such a setting. The specific structural measures adopted
here are those that presiumably have 2 bearing on the ability of the argarzation te prodice
desirable cutcomes vwith regard o child sexual abuse,

12, We used principal compenenis anclysis in this study merely as a data reduction tool to
reduce the number of variables i the models being tested. The specifications chasen here
should not be interpreted as implving the existence of latent underlvmg variables with
theoretical meaning in the tradition of exploratory or confirmatery factor analysis. instead
the principal components should be theught of as smatistically convenient com

13. Grabam and Schafer (1999, p. 26} conclude: .. provided one hms sufficiently strong effects,
multiple imputation using NORM can be an excelient solution to the r datz problem,
even with sample sizes as low as 50, even with as much as 59 percent missing from most
variables, and even with relatively large and complex madels.”

14. Pased on our small sample size, we set o 7at 0.10 in this study in an attempt 1o balance the
tisk of making a type ] ervor {conchuding there is an effect when there is not) against the risk
of making a type Il error {conchading there is no effect when there 15} {Kramer and Rosenthal,
1999). Small samples reduce statistical power. Adiusting the alpha level helps o imprové
power (fhus reducing the Hkelihood of a type Il errar), but alse mereases the risk of a typel
o

. Based on 2n alpha level of 0.10, statistical power of 0.80, seven predictors, and a sample size
of 52, the foumded rate model has the power to detect only moderately large effects with an
effect size 2 = 0.26. Recall that an effect size Cohen's /) of 002 usually ndicates & smll
effect. .15 a medium effect. and 0,35 a large effect (Cohen, 1988}, Put differcntly, the power to
detect a mediure effect (77 = 0.15) in the founded rate equation is approximately 0.56,
whereas the power to detect a large effect (f 2 = (.35) is 0.0L .

ot
w

16, Based on an alpha level of 0.10, statistical power of 0.80, eight predictors, and a sample size
of 52, he arrest rate model has the power to detect only fairky large effects with an effect size
£ =z 0.275, The power to detect a medium effect (f 2 = 0.15) ip the arrest rate cquation was
01.53; the power to detect a large effect {° £ = (.35} was 0.80.
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