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T his topic is appropriate, because community policing has become the mgor
movement of change and drategic reformation in policing in the 1980s. In most

police forces, it is the only innovation game in town. Everybody is talking about it;
every police force will tell you that it is doing it; there are books and articles about it; and
there are conferences dl over the world, like this one, discussing it. In fact, it has now begun
to generate what | think can be described as sacred writing. A little bit of that was
unearthed recently in one Austrdian Police Force:

In the beginning was the word and the word was ‘community policing' and darkness
fell upon the face of the police force.

And it came to pass that a task force delivered unto the Commissioner a plan and the
plan began restructuring and there was much rending of garments and gnashing of
teeth among the Constables, for they comprehended it not and were sore afraid.

And the Constables spake unto their Sergeants saying, 'Verily it is aheap of shit and
it stinketh!"

And the Sergeants went unto their Superintendents and said, ‘Truly it isapile of dung
and none may abide the odour thereof!"

And the Superintendents spoke unto the Assistant Commissioners saying, 'lt is a
mound of fertiliser and none can abide its strength'.

And the Assistant Commissioners went unto the Deputy Commissioners and said, 'It
isthat which promotes plant growth and it is very powerful'.

And the Deputy Commissioners spake unto the Commissioner saying, 'This powerful
new plan will actively promote growth and efficiency within the police force'.

And the Commissioner looked upon it and smiled and saw that it was good. And it
came to pass that community policing was implemented.
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In this paper three topics will be addressed. Fird, a review of what is being done in
some of the notable experiments in community policing in severa developed nations.
Second, comments about the movement as a whole. Third, specific lessons that police
forces have learned about implementing community policing successtully.

Examples of Community Policing

Descriptions of some of the mgor progams in five countries follows. Canada, the United
States, Japan, Singapore, and Austraia

Canada

In Edmonton, which is one of the mgor cities of the western provinces, the police
department analysed cdls for service and came up with what they considered to be the
twenty-one mgjor 'hot spots of crime and disorder, places where there were most requests
for police assstance and where most patrol activity seemed to be concentrated. In each of
these ddlineated areas a congtable has been assigned to be the primary agent of policing.
The police officer is supported by mobile patrols in the traditiond way. The officer is
responsible for setting up a police office, for recruiting volunteers from the community to
help the officer, for diagnosing the problems of the community, and coming up with action
plans to meet the problems that residents of those 'hot spots consider need attention. The
community police officers aso patrol regularly on foot. They are given a vehicle, but it is
redly just for trangportation from the police ation to wherever they work. The 21 beats
were set up in 1987 and have been enormoudly popular.

Montreal, which is Canada's second largest city, is located in the French-speaking
part of Canada. Without using 'hot-spot’ andysis, the Montred police have designated
certain areas as 'llos, a French word usualy trandated as idands or atoms. These areas
have particular disorder and crime problems, a large resdentia population, lots of
pedestrian activity, and often retail shops and markets. Police officers, known as 1lotier’,
are assigned to these areas to work with the loca communities. They do not spend alot of
time there. Montred genera-duties police work a 35-day rotation, 21 days of which are on
duty, the others being holidays and weekends. During the 21 working days, ‘llotier' spend 8
hoursin their 'llos. Thisisnot very much time. During those 8 hours they walk the Streets,
talk to citizens, and try to build up knowledge of the community as well as the crime and
order and needs of the communities. By September 1990, 297 Montred police officers had
been assigned to 'llos.

Halifax, which isin Nova Scotia undertook community policing in 1986 and it became
team policing. They decentraised the CIB, assgning detectives to the same three territoria
divisons as generd-duties officers. Teams of CIB personnd and genera duties officers
work together to diagnose the problems of these areas and then determine what mixture of
proactive and reective policing is required. Moreover, when any crime, except
sophigticated forms of commercia crime, is committed, two-person teams composed of a
uniformed congtable and a detective, usudly a corpord, invesigate the crime. The
investigation of crime is not automaticaly turned over to a specidised CIB detachment.
These teams carry to solution about 98 per cent of the crimes that occur.

Findly, the Ontario Provincid Police have established a community police program
involving at the moment about 100 officers, afigure they plan to double by the end of 1991.
The province of Ontario isvery much like an Audraian sate, its police force numbers about
4,000 and it covers a very large amount of territory. One hundred areas have been
designated for community policing areas, encompassing 700 loca government jurisdictions.
Each community police officer is required to set up an office and establish a citizens
advisory committee to advise the officer about what the citizens of the area want and to



AN INTERNATIONAL PERSPECTIVE 7

assig him/her in carrying out problem-solving programs.  Because the Ontario provincid
police work largely in rurd areas, the community police officers do very little foot patrolling.

United Sates

Firg, Detroit, Michigan, a city jus under one million people, has what is probably the
oldest community policing program in the United States. 1t began in 1976 and it involvesthe
creation of ninety-three mini-gations that now very nearly cover Detroit. These ninety-three
dations are dedicated to community crime prevention and the officers there do not answer
cdls for sarvice. Ingtead, they work with the community to promote crime prevention
programs, notably Neighbourhood Watch. The mini-gations rely heavily on volunteers from
the community to help in the work of implementing or promoting community crime
prevention.

New York City has a program cdled C-POP, Community Police Officer Program,
involving 900 officers out of a patrol force of approximately 16,000. In each of New
Y ork's seventy-five precincts, there are about ten C-POP officers, each of whom has been
given a territory that they are responsible for policing, supported by an overlay of rapid
response patrol vehicles. C-POP officers do more or less what they want. Their injunction
isto get to know the community and to find out how police resources might be used in order
to meet policing requirements, not as generated by the Police Department, but as suggested
by locd communities. Thisisavery popular program, begun in 1986, which shows no sgn
of flagging.

In Houston, Texas, community policing has involved two programs: the establishment
of nine store-front police stations and a program called DART, (Directed Area Response
Team). DART issmilar to Hdifax'steam-policing. Petrol teams have been st up involving
detectives working with generd duties officers to diagnose the matters of concern to
communities, to be responsible primarily for both reactive and proactive policing, and to
carry through the mgority of crimind investigations in those area.

Santa Ana, Cdifornia, is a city in Orange County south of Los Angdes with a high
concentration of Higpanic people. Its community police program involves the cregtion of
four community police sations, staffed by uniformed police officers, who patrol from there,
and by cvilian community-service officers.  Although not amed, the community-service
officers wear uniforms very smilar to sworn officers, but with a distinctive shoulder patch.
They do not carry wegpons. Therr role is to handle the vast amount of socid service work
which is connected with policing, incdluding encouragement of citizen crime prevention. The
regular police officers in these community police stations do a great ded of problem solving
and patrolling, mostly on foot.

Japan

Japan created modern community policing but did not cal it that until very recently. The
Japanese are like the startled Frenchman who took a literature class and discovered that he
had been speaking prose dl hislife. The Japanese system, reformulated after World War |1
but resting on older traditional eements, is based on 15,500 koban, or mini police ations,
scattered dl over Japan. There are 6,500 of them in cities and towns and 10,000 in rurd
aress. There is a neighbourhood police gtation of this sort within Six or seven blocks of
every urban resdent in Jgpan. It is Hill the case that just under 50 per cent of dl people
requiring police service come to the police in person rather than caling over the telephone.
Personnd in these koban and chuzaiso do severd things. They regularly patrol on foot
and respond to citizen requests for service. They aso make twice yearly vidts to every
home and business in their area, knocking on doors and asking what problems people have.
They use these occasions to promote crime prevention and to offer security ingpections.

Although this gppears to be the most wdl-to-wal community policing system in the
world, the Japanese are not complacent about it. They are now involved in fine-tuning their
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systenes two aspects in particular. The Japanese police have never developed programs of
systematic liaison with the community. As a consequence, they are now asking al of ther
koban to create forma community advisory boards in order to obtain feedback.
Furthermore, they are now adopting a more problem-oriented approach. Previoudy,
dthough the police were deployed pervasively, their emphads was on discretionary law
enforcement. impounding improperly equipped bicycles, enforcing laws againgt speeding
motor vehicles, catching drunk drivers, and generdly keeping the Streets orderly. Now they
are changing their priorities to emphasise matters the public is concerned with, as opposed
to the matters of concern to police.

Sngapore

Singapore is the most dramatic instance of a mgor police force deciding in a very short
period of time that it wanted to change its fundamental system for ddivering of police
sarvices and successfully doing so.  Until 1983 Singapore was policed very much like
Birmingham, Liverpool, and other mgor cities of Greet Britan. The sysem was largely
reactive and based on the deployment a of large number of patrol vehicles. There was dso
a drict divison between the CID and generd duties officers.  Singapore had copied the
British mode exactly. In 1983, however, they decided to emulate the Japanese and brought
off a complete conversion to their system between the years 1983 and 1989. Asthe Prime
Minigter, Lee Kuan Y ew, said forthrightly, "We have nothing more to learn from the Wes, it
is time we began to learn from the East’. As a reault, there are now copies of Japanese
koban throughout Singapore, atogether about 100, doing exactly the same work as
Japanese koban. The Singapore police have a the same time de-emphasised random
motorised patrolling. Perhaps most interesting of all, these changes were dl made within six
years, without expenditure of resources beyond the norma budget.

Australia

Community policing in Audrdia is primarily an add-on crime prevention program. Hardly
any attempts have been made to have community policing penetrate genera duties patrol
work, with one mgor and exciting exception. At the same time the crime prevention
programs of Audtrdian police forces are very rich, varied, and represent improvements in
some ingtances over Smilar program in other countries. For example, the Victorian Police
sent officers to the United States to study Neighbourhood Watch, who liked what they saw
but found ways for maintaining the activity and enthusasm of members, a problem that had
bedevilled and undermined American efforts.

In addition, Audrdia has school liaison programs, Blue Light Discos, and Safety
Houses. By and large these programs are managed by new specidised units devoted to
crime prevention, often based in headquarters or some of the larger police Sations. There
has ds0 been a renewed emphasis on foot patral, but it is ill very dight in relation to totd
patrol resources.  There are hardly any shop-front police offices in Audrdia
Broadmeadows in Mebourne was one of the few, and it was recently closed. Shop-fronts
have not been a popular form of community policing in Audtrdia

It s;emsthat the only instance in Audtrdia of a serious attempt to change the delivery of
police sarvices by generd duties officers, has been in New South Waes. There,
Commissioner John Avery and his staff created community policing ‘beets, garting in Surry
Hills, Sydney. There are now over 200 community police officers assgned to such beetsin
many larger towns in New South Wales. Each officer is respongble for their own area
where they establish community liaison, discover persstent order problems troubling to the
community, and congtruct solutions to those problems. In effect they are to become the
'illage bobby’ for their aress.
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Observations on the Community Police Movement

These are some examples of what is going on in many different places around the world
under the rubric of community policing. Severd things should be noted about the movement
that has sparked these developments. Firdt, it should be quite apparent that community
policing is not a sngle program. It is dl sorts of things¥.not just the usud apples and
oranges, but grapefruit, guavas, and bananas. Referring to community policing, people often
say, 'How do we implement it'. The answer often is, I havent got a clue, until you tdl me
what it is you want to accomplish in community policing. Community policing is not an 'it'.
Community policing is ot one of severd cans up there on the shelf that you can neetly take

down, take the top off, and feed to police forces.

Community policing is sometimes only pure rhetoric, a new kind of public relations that
commissioners use because it sounds wonderful and makes a police force look progressive.
In other forces, community policing labels are gpplied to quite traditiond, reactive,
enforcement-oriented programs. In some Canadian forces, plainclothes squads have been
created to keep habitud criminas under surveillance and this has been cdled community
policing, as dso are anti-burglary patrols and heightened enforcement of traffic regulations
againgt speeders and DUIs. 1t is truly amazing what community policing is made to cover.
Fortunately, however, community policing dso describes many redly credtive, new
developments in policing, where imagindive officers are taking great risks and working
courageoudy agang a dimate of entrenched opinion tha makes it very difficult to
accomplish community policing gods.

Secondly, it is important to note some of the eements of variation in the range of
community policing experiments.

B Personnel. The mgor choice here is whether community policing is carried out
by new specidists or by traditiona police workers, such as patrol officers and
detectives, in ways that are reflective of the new philosophy and ethos.

B Organisation. In some forces community policing is a new command, often
based in headquarters; it is a new unit of specidisation within the police. In
others, it is afunction that is integrated into the existing command gtructure. This
is rarer than the fird, and is more difficult to bring off, adthough some police
forces have succeeded in it, such as New South Wales.

B Functions of community police officers. Some forces require community
police officers to handle cals for police service, many do not. Almost al
community police officers are respongble for community crime prevention one
way or the other. Some do foot patrolling, many do not. Some are given
respongbility for diagnosng the needs of communities and coming up with
solutions, utilisng police and non-police resources.  Others are Smply
responsible for delivering traditiona police services but are enjoinedto do soina
more responsive and community-oriented way.

B Basng. Community policing personne may be located & headquarters, in
police gtations, or in disbursed offices cregted, often, with materia or financia
contributions from communities.

B Community consultation. There are two modds.  The firs is ad hoc
community liaison, where acommunity police officer goes out into the community
and tries to find responsive people who are on the side of the police. The
second is systematic, where police departments lay down policy concerning the
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membership of advisory boards, how often liaison committees are to mest, what
their functions are, and so forth.

B Volunteers. The question here is whether community policing is grictly done by
the police themsalves or whether the community is to be enlisted, especidly inthe
form of volunteers, to work with the police.

B Funding. Some community police programs have been established only after
new levels of funding have been secured. In these cases, police executives have
gone to the politicians and sad that in order to do community policing, new
resources would have to be generated. Other departments have taken a riskier
gpproach and crested community policing out of existing budgets.

These are some of the dements that vary in successful community police programs.
The point is that police forces have got to figure out the answers to most of these questions if
they hope to implement community policing successtully.

Thirdly, never forget that dl that glitters is not community policing. There is a tendency
now for everybody who has a hot idea to try to pass if off as community policing. As a
result, a lot of time is being wasted judtifying programs as being community policing.
Sometimes it seems that the phrase ‘community policing', should be forgotten because so
much timeis spent trying to define it when there are all sorts of changesthat policing needsin
order to accomplish its objectives better. There is no need to try to gild al needed
innovations by caling them community policing. It gppears that ‘community policing’ should
be kept for reforms which represent genuindy new programs, rather than reforms that
improve the effectiveness or efficiency of established programs.

Fourthly, there is a great ded of discusson about the sorts of locdities where
community policing is most needed. Community policing is an urban police invention thet
was designed initidly in the United States and Gregt Britain for urban communities where a
gap had emerged between police forces and the communities that were being policed.
Community policing was viewed as away of closing that gap and bringing the people back
on sde with the police. Furthermore, so far, most of the community police ventures
mentioned above have worked best in relatively affluent, ethnically homogeneous, middle
class aress of cities.

There are a few wonderful exceptions to this, however. Edmonton, New York City,
Detroit, and the inner-cities of Japan have shown that community policing does not
necessarily work only in relaively affluent and ethnically homogeneous aress. It can work in
ghettoes too, where non-white, chronically unemployed, badly educated, and very poor
people live.

But what about community policing in rurd areas? When community policing is
discussed with Roya Canadian Mounted Police (RCMP) officers, State Police of New
York, and sometimes Audrdian officers, who patrol vast tracts of lands with ratively
sparse populations, the response is one of alot of ho-hums and deepy gazes. This has very
little to do with us? Curioudy, however, the other stock response from rura police officers
is, 'Oh, but we have been doing this dl dong!" They cannot have it both ways. It's either
necessary and they should pay attention or it's not necessary and they should not take pride
ishaving doneit well areedy.

In fact, they are often right about knowing a good ded about community policing
dready. In some of the bush police stations in Audtrdia and Canada, we have to take
serioudy the cdam tha the qudity of rdaionship between the police officers and the
communities in many of these gations is different from that which exigts in the large cities.
Police officers in rurd aress are able to take more time in interactions with the public; they
do not have to rush from one cdl to another call; they spend more time on socid service
activities, and they have better communication with other government agencies when it is
necessary to coordinate activities.
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Rurd police officers have a great ded to tell us about community policing. Police
forcesin Audrdia, like the RCMP and the Ontario Provincid Police in Canada, have many
officers who have been unaware that they were practisng community policing. Police forces
should be prepared to learn from these people how quaitative aspects for community
policing may be brought to urban communities. How it might be possible to bring the
experience of Katherine to Darwin, of Hawker to Port Augusta, or Menindi to Surry Hills
Audrdia, in particular, has expertise within its own forces that is being under-utilised as they
plan for community policing.

At the same time, palicing is not beyond improvement in the rurd areas in any of these
countries. Rurd police officers, too, can learn from the movement. They can learn about
how to liaise in a sysemdtic and structured way. Too often the community liaison that
happens in bush police gations depends upon networks of people that particular officers
know. It is very ad hoc and depends too much on the persondities of existing personndl.
One officer has miserable community contacts, another has wonderful ones. Rurd policing
needs to learn how consultation can be done in a systematic and responsive way.

Furthermore, rura police stations al'so do problem-solving in very ad hoc ways. They
need to learn from the community policing movement how to reconnoitre a community's
problems systematically and how to choose the best targets for problem solving.

Fifthly, community policing worldwide, despite the popularity of the rhetoric, is not yet
inditutionadised. In five years from now, it is an open question whether we would be gble to
say community policing had come to be more than a brief flash in the pan. The bureaucratic
corner has not been turned in any police force mentioned in this paper, not even in those
examples cited. When police chiefs and commissoners change, senior gaffs change and
community policing can go out the window. It seems that it is not yet part of the fabric of
policing in any of the English-speaking countries. 1t appears to be so in Japan; the Japanese
will never go back to areactive, non-dispersed system of policing. But in our countries, the
paradigm of policing is till up for grabs.

One of the reasons the future of community policing is uncertain is that despite the
popularity of the concept and dl the activity mentioned, whether it is more effective than past
forms of policing is not certain. At the same time, of course, we do not know whether most
programs in policing are working ether. There is a curious impracticdity in police
management, in the sense that it does not redly know whether what it is doing is achieving
the objectives it wants. Thereis hardly any evaduation of whether different programs for the
management and delivery of police services are redly accomplishing desred ends.  If
inditutiona corners are to be turned in policing, whatever is being done in the ddivery of
police services should be evauated to determine whether the objectives for which they were
devised are being achieved. In this process of evauation police forces need to develop
quick and dirty measures of whether what they thought they were getting out of particular
programs was achieved. Until that is done, policing will dways have an unred, impractica
quality about it. Time and again community policing is being hampered because police
forces are being told, in effect, to change everything, that past programs are thoroughly
discredited, that community policing is the only way to go. It istoo much to expect police
forces to change so dramaticaly. Community policing will come, more assuredly, through
sudying a few places carefully, designing community-oriented programs for them, putting
some resources into them, and trying things out. As the advertisng dogan sad, Try it, youll
likeit!" It isdso possble you will not likeit. Thet isfinetoo. Police management must learn
to be more experimental.  The mind-set of managers in policing is not like the mindset of
people in business. Business people do not try a new mode without market research and
fiddtesting. They test for severd months and if something does not work, they go back to
the drawing boards and try again. In policing, however, the practice has been with new
schemes that ether it is adopted forcewide or not a al. What is needed, ingtead, is a
mindset that encourages systematic attempts at evauation of new programs.

Moreover, Audrdian police forces, like the police forces of Canada, present
marvellous opportunities to do this because they cover huge jurisdictions and have many
pesonnd. As a result, Audrdian forces can expeiment sdectively, trying different



12 THE POLICE AND THE COMMUNITY IN THE 1990s

programs in different places to see if they worked. The United States, by contrast, cannot
do that because it has minuscule police departments. The average police department in the
United States has twelve people in it. Twelvel If one police force does an experiment,
other forces say the experience is too limited, to idiosyncretic, too unrepresentetive. But
Audradia has large police departments where organisationd climete, training, incentives, pay,
etc. are the same across a vast area. Because dl the organisationd variables are congtant,
Australian forces, dong with the RCMP and the OPP in Canada, can study the effects of
different programs in different places. But the mindset in policing is not favourable to this. It
is an odd thing to say, but police managers do not seem to care whether programs succeed.
They do not continualy ask for feedback from ther fidd operations about whether
programs are working or not.

L essonsin Inplementing Community Policing

The following are the lessons that police departments in the English-speaking worldy. Britain,
Canada, the United States and Audtralia¥: have learned about making community policing
work. There will be 11 of them. It would have been nice to have laid down the Ten
Commandments of Community Policing, but that might have been presumptuous.

Lesson 1. Police forces have to decide programmatically what they want community
policing to do

Community policing must be transformed from a philosophy into a program. People are
saying, ‘community policing is a philosophy, it is not a program’. They mean that community
policing can take different formsin different circumstances. It is an gpproach, an orientation,
that must be flexible and adgptive. But if it does not become more than a philosophy, if it
does not change the behaviour of police officers who are doing the work &t the cod face,
then it is only rhetoric. So the fird sep in implementing community policing is to figure out
programmaticaly which of the dements of community policing are going to be adopted and
then develop a concrete implementation plan. If thisis not done, community policing is talk
in avacuum.

The remaining lessons are lessons that police departments have discovered when they
have tried to create community policing in a particular form, namely, when they tried to
involve dl generd duties officersin it, making it part of the sandard activities of dl patrolling
fidd personnd, when they tried to make community policing more than an add-on crime
prevention specidty.

Lesson 2. Community policing must be managed

It cannot be just talked about and ordered; senior managers must develop plans for bringing
community policing about. This involves more than standing up before audiences like this
and saying how much the Commissoner isin favour of community policing. Managers must
determine what is required in terms of supervison, incentives, training, supervison, and
evauation in order to make it red. Community policing cannot be done solely by preaching,
which iswhat happens dl too often. All of thisrequires alot of activity on the part of senior
managers. It means changing the standard processes by which business is normaly
accomplished; it means changing an inditution. Management of community policing requires
hands-on management. It istime-consuming.
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Lesson 3. Community policing must be staffed

Forces must devote human resources to it, which means that designated people must be
made responsible for doing it. There are two ways that human resources are given to
community policing. One is through the establishment of a centralised crime prevention or
community policing unit. The other way is to turn it over to front-line troops. There are, in
turn, two ways of doing this. Firg, by cresting specidised community police officers within
generd duties commands. Examples would be the C-POP program in New York City and
the Edmonton and Ontario Provincid Police programs in Canada, where generd duties
officers in uniform are given turf and told to be community police officers. The second way
isto tell existing patrol personnel to do what they have done al dong but give them extra
time during their tour of duty to do community policing kinds of things. Thisisthe modd that
is being practiced in Montrea and Houston. The problem is that too many commanders
look upon community police personnd as an under-utilised reservoir of talent. Every time
they become hard pressed to meet some of their respongbhilities, they reach down for the
community policing officers, jerking them out of what they are doing and assigning them al
over the map. The point is that community policing personnd and their time must be
protected. If senior managers will not do this, community policing will be only words.

Lesson 4. Community policing will not occur if forces wait for additional resources

Yet operational commanders demand this before they can serioudy consder implementing
community policing. In none of the countries mentioned in this paper are new resources
likely to be dlocated to community policing. Consequently, the only way community policing
IS going to become aredlity is if commanders learn to use existing resources to achieve new
purposes. In other words, it is not a case of doing more with less, commanders must learn
to do more with the same. And, again, it is up to senior managers to show the people who
are respongble for policing in the field how they can do this

New resources are not needed for community policing because a lot of time is being
wagted in current digpositions and procedures.  Traditiond dlocations of manpower in
policing are not cost-effective.  If personnd are taken away from those traditiona
deployments, the roof is not going to cave in. In the wise words of Patrick Murphy, a
former Commissioner of Police in New York City, Senior officers can rest assured that
nothing they do is going to make things worse.

Lesson 5. Community policing works best when the people who are allocated to it are
given responsibility for a particular area and told to be responsible for policing within
those boundaries

In this way they develop a sense of ownership and of pride. Furthermore, they must be
alowed to roster themsalves to some extent according to the needs of their patches. Thisis
difficult because scheduling is very rigid in most depatments. | often see frustrated
community police officers who have been sent out to areas and told to get to know the
community, find problems, and solve them, but have been locked into fixed rotating shifts, or
given only two days every two weeks on their ground, or alowed time-out from norma
duties only when it fits the convenience of a sergeant. When police forces give community
police officers responghility for an area, they must dso be given flexibility in the way they
are dlowed to serve them.
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Lesson 6. Community police officers must also handle some calls for service, at least
emergency ones that are near-at-hand

If they do not, community policing will be perceived, especidly within police circles, as being
exclusvely 'soft' policing. By handling some readily accessble calls for service, they will be
Seen as doing 'redl police work' and sharing the frontline burden of policing. This will also
keep them involved with the reactive exigencies of the patrol personnd among whom they
work.

Lesson 7. Community policing is a new set of means, not a new set of ends in policing

This has to be said because one of the sad things about community policing is thet it is being

proposed in a way that sometimes denigrates much of the traditiond work of policing.

Crimes have to be solved; emergency needs have to be responded to. In salling community
policing, proponents often seem to imply that officers who have given twenty or thirty years
of dedicated service have faled, that there is no future for them in policing. That is a
mistaken impresson. Community policing does not subgtitute a new set of objectives; the

traditiona objectives of safety and order are till important.  Community policing is a new

gpproach to accomplishing the same objectives. As one young community police officer in

Canada said to me, "You know, | love being a community policing officer, but | can never

forget the fact that | think my primary responghility isto be apillar in the night'. Heisright.

Advocates of community policing must bring on board people who have been doing

traditional police work, showing them that it is not a threst to what they have been trying to

accomplish. It is a new set of procedures for making sure that traditional objectives are
accomplished better.

Lesson 8. New criteria for evaluating the performance of police officers must be
developed if they are assigned to community police work

Police personnd cannot be sent out to do something utterly new and then evauated in the
sameold way. They are not stupid. They learn very quickly what they have to do to please
the sergeant, the inspector, and the superintendent. If those expectations do not change,
police behaviour will not change.

Lesson 9. Middle rank managers must facilitate community policing and not simply
supervise it

Traditiondly, middle rank managers in policing do not encourage new departures.  Often
quite the reverse. Community policing is bottom-up policing, which requires a new form of
supervison. It is more than bean counting and checking off who is on the roger. It is
making sure that the kinds of ingtitutiona supports and resources that the constables say are
needed actualy come to the congtables and to the programs they have devised in
cooperation with communities.

Lesson 10. Senior commanders need to discover what community policing is all about
in operational terms

Although they tak about it dl the time, their own experience does not equip them to
understand what this new form of policing isabout. What is needed is for community police
officersvathe constables at the bottonesto be brought into headquarters where the brass
must ligten to the congtables explaining what their activities involve and how they spend their
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time. Unless commanders underdand this, they will not be able to provide the kind of
Support that community policing requires.

Lesson 11. Community police personnel must be brought together at regular intervals,
to share trade-craft and for psychological support

Community police officers are the odd-men/women-out in police forces. They know they
are not well regarded by the rest of the force. It is necessary for them to hold hands every
now and then and redlise that they are not quite as done as they frequently think.

Conclusion

Something new, vital, and subgtantive is going on in policing in dl our countries. The timeis
ripe for community policing for three reasons. First, most people in policing know that what
has traditiondly been done is not working. Go out for a beer with police officers who are
doing the work and they will tell you how the system is failing, why they are frudtrated, and
how tired they get responding to problems without solutions. It does not really take much to
convince them that something new is needed.

Second, the only way that new resources are going to be made available for policing is
through the mohilisation of the human resources of the community. Financid resources in
the current economic climate are not going to come to police. The only avalable new
resources are represented by the immobile civilian populations of your jurisdictions. Thet is
the only way you are going to augment your resources in the decade of the 1990s.

Third, community policing is the only strategy thet begins to meet the major fear thet is
in the minds of police managers in dl the English-gpesking countries, namedy, collective
violence by disadvantaged groups in urban communities often Stratified by race and ethnicity.
That is a dominant worry in the United States, in Canada, in Audrdia, and in Britan.
Community policing, appears to be the only strategy which adlows police to reach into those
communities and to do something amdiorative and helpful, to build bridges before the only
response these people have to conditions of modern lifeis violence. The other Strategies of
community policing do not do that.

For dl of these reasons, then, the future is with community policing. Let us get on with
it. We do not redly have a choice.



