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Policing has undergone significant changes in the past decade in the United Kingdom, Canada, and elsewhere.
Conununity-based policing has become the rule rather than the exception at a time when budgets are being frozen or
diminished. At the same time, police services are facing unprecedented challenges which require the further
development of management skills in those tasked with making decisions.

•

Following considerable liaison between the Centre for Police Management and Research, the Canadian Research
Institute for Law and the Family and the Solicitor General Canada, we held this conference to address some of the
issues.

•
•
•

The conference focused on management challenges facing police services, primarily in the UK and Canada, and in
particular upon the confli cting pressures with respect to the adoption of a conununity policing approach. The emphasis
was on practical implications of management challenges and potential solutions rather than a theoretical perspective.
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The objectives of the conference were as follows:

(1)

To provide an international forum to explore corm-non themes and identify strategies
that would facilitate more effective management.

(2)

To facilitate national and international
within the field.

(3)

To firther the body of established
and efficient policing.
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networlcing between organizations operating

lcnowledge that provides models for more effective

The conference was held September 22 - 24, 1995 in Ottawa, Canada. More than 100 senior police personnel from
Canada, England, Scotland, Northern Ireland, New Zealand, and the United States attended. The success of the
conference is demonstrated by the quality, scope, and practical relevance of the papers contained in these proceedings.
There is little doubt that senior police managers in many countries will find these proceedings useful in meeting the
demands of the 21st century.
In addition to the presenters whose papers are included in these proceedings, there are a number of people who
participated in the development and organization of the conference that we would like to acknowledge. First, Dr.
Barry Leighton, Solicitor General Canada, and Assistant Commissioner Cleve Cooper, RCMP, were very helpf-ul in
developing the conference and identifying potential speakers. Second, we thank Mr. Patrick Gagnon, M.P.,
Parliamentary Secretary, Solicitor General Canada for formally opening the conference. Several others should be
thanked because they helped us run the conference by introducing speakers and facilitating presentations. They include:
Deputy Solicitor General Jean Fournier, Solicitor General Canada; Chief Brian Ford, Ottawa-Carleton Regional Police
Service; Commissioner Tom O'Grady, Ontario Provincial Police; Dean Chris Brownless, Staffordshire University
Business School; Chief Owen Maguire, Saskatoon Police Service; The Honourable Mr. Justice John D. Bracco, Court
of Appeal of Alberta; Inspector Susan O'Sullivan, Ottawa-Carleton Regional Police Service; Mr. Jim Izat, CPMR;
Chief Peter Campbell, Halton Regional Police Service; Dr. Gail Johnson, Ottawa-Carleton Regional Police Service;
Professor Tullio Caputo, Carleton University; Ms Sandra Lyth, Solicitor General Canada; and A/Inspector Peter
Copple, Calgary Police Service.
We would also like to express our appreciation to the staff of CPMR, especially Mrs. Lynne Walley, Ms Jackie
Kennedy, Ms Linzy Gallimore, Mrs. Glenys Spraggett and Ms Jenny Avery, and the staff of CRILF, especially
Ms Joanne Paetsch and Dr. Lorne Bertrand, who organized the conference with CPMR staff. In addition, we would
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This project was funded by Solicitor General Canada and Staffordshire University Business School. CRILF is
supported by a grant from the Alberta Law Foundation.
Ge,off Berry
Joseph P. Hornick
1996

The views expressed in these proceedings
are solely those of the individual authors
and do not necessarily reflect the views or policies
of the Centre for Police Management and Research,
the Canadian Research Institute for Law and the Family,
or the Solicitor General Canada.
The papers included in these proceedings have been reformatted,
but have not been edited for content.

(iv)

••• ••• •• •• ••• • ••• •••• • • •••••••••• ••.•.. . •••• •5 • 0•• • .••

like to thank Ms Mamie McCall and Ms Ruth Campbell-Balagus for assisting us in recording workshop presentations,
and Mrs. Beryl Parkinson, who reformatted and produced the proce,edings for the conference.
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Reform of the British Police Service in the
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1990s

by

Ian Burns*
I am very conscious of the honour which you do me, and the Department I represent, in inviting me to deliver the
keynote speech here today. I hope that the account I shall be giving of the reforms introduced in England and Wales
during the last few years will provide you with a springboard for the rest of the conference. These reforms are still
a matter of debate, and there are still conflicting views on some aspects of them, as I think you will hear later in the
conference.

•
•

What I hope to do this morning is to explain the developments which led to the Policing Reform Programme, to explain
why that programme was needed, and what were its objectives; before I go on to talk about its contents.

•
•
•
•

The issues we were -facing are, I believe, more than local, British, interest. My own previous visits to Canada and the
United States have shown me that many of the most vivid concerns about policing are shared with equal strength on
both sides of the Atlantic. This is perhaps not surprising, given that so many of our policing traditions overlap. In
Britain we are accustomed to refer back to the seminal importance of the creation of the Metropolitan Police in
But we are a little less accustomed to recognising that the cities of Quebec, Toronto and Montreal all had recognisably
modern police forces by
well before many English cities had acquired them.

•
•
•

The way in which policing developed in England and Wales laid down, and reinforced, some of the principles which
we now see as
to our approach to policing. It is I think therefore worthwhile spending just a few moments
sketching that history.

•

•

The Background in Brief

•
•
•

The Industrial Revolution in the
Century saw a rapid rise in both population and urban development. Poverty
combined with appalling living conditions brought on a great increase in crime. Something needed to be done. The
and the Bow Street Horse
problems were particularly acute in London. The Bow Street Runners (formed in
Patrol (formed in
were unable to control the crime of the booming city.

•
•
•

•

•
•
•
•
•
•

•
••

1829.

1840,

ftmdamental

18th

1750)

1805)

1822,

Robert Peel, who became Home Secretary in
took the view that it was better to prevent crime from happening
than to concentrate merely on catching people after they had committed a crime. This reasoning led him to propose
a new type of police force, but it was only against stiff opposition that he persuaded Parliament to enact the
Metropolitan Police Act in
The argument then, as now, was about the power of the state. It was crucial to the
acceptability of the new police that they were, and were seen to be, citizens in uniform, not servants of the
per
Government. In contrast to the Army and the militia, they were not generally armed. (Even today, less than
cent of Britain's policemen have access to firearms.) But in contrast to the Bow Street Runners they were a large force
strong, uniformed, disciplined, and under the command of the Commissioners.

1829.
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-- 3000

•
•
•

The example in London was quickly built upon in other Acts of Parliament, but there were many towns where for one
reason or another the new policing arrangements were not set up until the second half of the last century. There were
few, if any, towns or cities where the authorities were able to match the density of the policing ratio in London (one

•

1990-95.

•
•
•
•
•
•
.11P

Ian Runs, Policy Director at the Lord Chancellor's Department, was Head of the Police Department, Home Office,
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for every 461 inhabitants in the 1850s) and when the first Inspectors of Constabulary were appointed in 1856 they
discovered that no less than 13 boroughs had completely ignored the Act of 20 years earlier that instructed them to
establish local police forces under the control of a Borough Watch Committee. Other boroughs had appointed very
small numbers of police officers, and quite a number had simply reappointed as policeman the nightwatchmen and the
day police that the new system had intended to replace.
Precisely because the 200 or so forces in existence in 1856 were of varying quality, an Act of that year provided for
Central Government to give financial support to local authorities responsible for police forces, and created an
Inspectorate of Constabulary to advise the Home Secretary whether those that claimed this new grant really were police
forces.
Subsequent decades saw the Inspectorate develop a wider role in ensuring standards and improving efficiency. And
they saw increasing acceptance of the new police, and respect for them. They saw increasing professionalism, and,
even in the nineteenth century, a move towards amalgamating some of the less viable forces. This process continued
into the 20th century, but the major nationally -- led amalgamations did not come until the middle of this century: in
the late 1940s the number of forces was reduced to just over 100; in the late 1960s, further amalgamations created
something like the present pattern of 43 forces. Police forces in England remain mainly local creations; they are not
created by, or run by, the national government, but they do operate at a uniformly high professional standard which
reflects not just the organisational changes of the last 150 years but also other technical and professional improvements.
Like the police on this side of the Atlantic, the police in England have kept up with the innovations of society -- by
starting, perhaps, with the use of motor vehicles and fixed telegraph lines, and culminating with today's computer
explosion and the use of air support. I am not sure whether either of the,se last two is used in England on quite the scale
that they are used on this side of the Atlantic, but in any case I would identify as the most important technical
development of the last 30 or 40 years the introduction of personal radios for police officers: those radios both gave
a great deal more information and power to the individual officer, and offered more control and information to
supervisors.
It is I think important to recognise that well before the recent reform programme started, the police service itself
recognised the need to avoid elevating professionalism above its sense of responsibility to the community: at the same
time as going for further developments in technical support, the police service have, at their own initiative, been
pursuing stronger links with the communities they police. The emphasise to be placed on this is something I shall
return to later.
Today the police service in England and Wales has around 127,000 police officers, with an additional 50,000 nonpolice employees. Each force is totally responsible for all policing taslcs in its county or city. And each force is
independent of the others.
Each force is maintained by a local body !mown as the police authority. And it is commanded by the Chief Constable
(or, in London, the Conunissioner). The police authority and the chief constable share responsibility for policing, and
they share it with the Home Secretary who is publicly accountable for the overall running of the police service and is
answerable to par li ament. The tripartite structure (Home Secretary, Chief Constables and Police Authorities) shares
power between the partners with checks and balances to ensure that no one group can dominate.

,Why Change?: The Pressures for Change
The reforms of the 1990s were not the response to one major problem, nor indeed were they the product of a single
decision. They were the result of a build up of pressures.

Loolcing back, I would classify the imperatives for change in four ways:
4
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the growing Cost of the police service raised questions about financial controls, and a series of external audit
reports raised questions about value for money: the rigidity of many existing arrangements was proving a
barrier to change;
there was a waning of confidence in the police. The Appeal Court decisions to overturn the convictions in a
sequence of celebrated cases raised
concern about the reliability of the police. As a result of these
a Royal Commission on Criminal Justice was set up to investigate and make recommendations;

vvide-spread

crime was rising and leading to some public doubts about police effectiveness, while, at the same time, we
were failing to address the question of the tools, legal and technological, which the police needed to do the job;
and, finally, police authorities had in many areas substantially declined in influence and effectiveness
tripartite system was being eroded into a bipartite one.

-- the

•
•
•
•

The responses to this added up to a major programme of change, but that was not the way it started out. The reform
programme grew out of a considerable number of individual changes many of them proposed by the police service
for instance, we had on our desks a report recommending the creation of a National Criminal
itself. In
Intelligence Service: there was another report, from the House of Commons, recommending that we should
computerise the national criminal records.

•
•
•

There was a whole raft of reports from the independent Audit Commission recommending changes to get better value
for money: they ranged from the management of police training, to the financial arrangements for policing, and
performance review in forces.

•

•
••

--

1990,

Police authorities were also suggesting that there was room for them to refresh their role, and they produced a report
on the strategic role of police authorities.

•
•

Later, the Royal Commission on Criminal Justice added to the agenda questions about police discipline arrangements,
and about police interviewing
The Inspectorate of Constabulary circulated proposals on internal force structures.

•
•
•
•

It was these pressures, these seeds of change, that led to what was later called the reform programme. During
we spent a good deal of time trying to relate all these changes to one another, and consulting Ministers about
and
describing the
the emerging pattern, and about the gaps. They published a White Paper in the summer of
changes the
now proposed to introduce.

•
•

That White Paper was the principal key to the reforms, but important parts of the reform programme were not initiated
then:

•

sldlls.

1991

1992

Governinent
The Breadth of Change: Contents of the Reform Programme
•••
•
•

•

•
•

•
•
•
•
•
•
•
•
•
•
•

•

1993,

first there was the issue of pay and conditions of service for police officers. The sensitivity of this subject led
Ministers to remit it to a separate committee of enquiry. The enquiry report (the "Sheehy report") was
published separately from the White Paper. The Home Secretary's decisions on the report were announced
some months later, to be implemented alongside the White Paper changes;

from

the report of the Royal Commission on Criminal Justice, there were substantial
second, stemming largely
changes to be made in police powers, and in police procedures in dealing with crime. There was also a major
rewriting of the Codes of Practice which govern police procedures in crime investigations; and

5

finally, there were changes already being implemented in the style of policing. They did not stem from any
government document, but from research conducted by the police service itself. This had led, in 1990, to the
service adopting a "Quality of Service" programme, -- not perhaps a revolutionary notion today, but a major
ingredient in the changes of the last few years in the approach of the police service. The programme is
important in its own right, and also as a reminder that police forces were themselves taldng steps to modernise
themselves, their technology, and their management. These developments were very much in line with
developing national policies.

Taken as a whole, and taldng account of all these sources, the reform programme was of enormous scope. It covered:
•

the role, and the composition, of police authorities;

•

the creation of new financial arrangements;

•

a requirement to draw up and publish policing plans, and the discretion to set key national objects;

•

changes to pay and allowances, and an examination of pensions;

•

management restructuring within forces;

•

a review of the core police tasks;

•

a review of the administrative burdens on police;

•

the setting up of the National Criminal Intelligence Service;

•

a new

•

fresh management, and fresh

•

consequential changes in the emphasis of work in the Inspectorate of Constabulary, and in the Home Office;

•

a fresh thrust to support community policing; and

•

changes in the criminal law and in investigation procedures.

Idcicstart on the provision of IT support;
thinlcing on the national delivery of police training;

The underlying theme was modernisation, but each element had its own important sub-themes.

The Reform Programme: The Main Details

Polim.authorities

were reduced in size, and in addition to the traditional membership of councillors and magistrates
there were added independent members. At the same time, police authorities were untied from the county councils
to which they had, in most cases, previously been subordinated; and they became local authorities in their own right.
The twin' processes of separating police authorities from other local Government interests, and broadening the
membership, were intended to sharpen the focus on policing concerns, and to improve the breadth of experience that
was brought to bear. The early signs are that these changes have indeed succeeded in revitalising police authorities;
their new functions of publishing policing plans, and publishing a report at the end of the year, seem likely to carry
real bite.

6
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The changes in the financial arrangements had two objectives first to ensure that Government funds intended to be
available for policing were indeed channelled direct to police authorities, and second to ensure that police authorities
and Chief Constables enjoyed maximum discretion about the way in which they used the resources available. The
guidance we have prepared for police authorities emphasises the need to delegate management matters, including
financial management, to the Chief Constable.

•
•
•
•
•

The requirement that each force should draw up a
for approval by its police authority, was one of those
changes which built on a practice that was already emerging widely in the police service. The Act requires local
consultation on the policing plan, and publication of the plan once it has been agreed. The plan is required to
incorporate any key national objectives identified by the Home Secretary. The expectation is that local police
authorities wi add objectives of their own, and will themselves specify any targets that should be set. The objectives
identified by the Home Secretary for the current year are:

•

•
•
•
•
•
•

•
•
•
•
•

policing.plan,

ll

to maintain and if possible increase the number of detections for violent crimes;
to increase the number of detections for burglaries of people's homes;
to target and prevent crimes which are a particular local problem in partnership with the public and
other local agencies;
to provide high visibility policing so as to reassure the public;
to respond promptly to emergency calls from the public.

pay_.and.conditions_of_service were, in the event, less far reaching than those proposed in the
1993.
include a new formula for determining changes in police pay; a
allowanc,es payable, including reductions in the eligibility for overtime; plans

•
•
•

The changes made on
The changes made
Sheehy Report of July
substantial simplification in the number of
for the introduction of appraisal related pay, and
service.

•
•

There is a review under way of the pensions arrangements for police officers, designed, if possible, to bring police
pensions more nearly into line with those generally available in the public sector.

•
•

There have also been changes in the rank stmcnire, eliminating two of the previous ranks, but I think history will show
that these are not as significant as the removal of a whole tier of command in most forces, and local decisions to reduce
substantially the proportion of senior officers to front line police men and women. Along with the changes in numbers
management responsibilities for many matters
has gone a delegation of responsibility, with local divisions now
previously referred to headquarters.

•

•
•

fixed term appointments for the most senior posts in the police

taldng

•

•

mre_policing

vvas

•
•
•
•
•
•

The review of
tasks
designed to identify what, if any, current policing tasks could be better handled
by someone other than a police officer: the objective, of course, was to ensure that relatively scarce police resources
were used for tasks requiring policing training and expertise. That review has identified a useful bundle of functions
which now need further examination, but, perhaps unsurprisingly, it has not led to any significant shift in the police
on the police, may prove more productive there are already
task. Two other reviews, into the
which either need not be carried out by the police, or which
signs that they will identify processes, rather than
could be carried out in a way which requires substantially less police time and effort.

•
•

The creation of the National Criminal
was one of the early initiatives in the reform programme:
intelligence on major criminals who operate across the country, and across international boundaries, plainly requires

•

•
•
•
•
•
•

--

administrative_burdeng
taslcs,

Inteffligence—Service

7

Finally, and I mention it last because it is perhaps the aspect of the reform programme that it is most important to
remember, there is the renewed emphasis on community .policing The police service's own quality of service
initiative, which I have already mentioned, represents a substantial part of this initiative. But building on the police
service's long standing determination to reach out into the community to help, and to acquire community support, there
is the Home Secretary's own partnership programme, in which he is seeldng to galvanise greater community action
to support the police. We are looldng for more recruits to the special constabulary, which supports the reg-ular police;
for more people to come forward to assist in the local policing of their area; we are ourselves putting extra funds into
the support of close circuit TV systems to deter crime and to provide operational and evidential support to the police.
In parallel with the changes to the police service, and support for it, there were a number of changes in police_powers,
and the worldng of the criminal law. The great majority of these derived from the report of the Royal Commission
on Criminal Justice in 1993. Among the main points covered in the legislation were:
•

changes were to the right of silence, to allow courts to take account of a defendant's refusal to answer police
questions or to give information during his or her trial;

•

police powers were widened to allow the police to take non-intimate body samples from all persons charged
with more serious offences and retain them on a data base. This has enabled a computerised national database
•of DNA samples to be set up;

•

the police now have the additional powers to stop and search people in certain serious circumstances; and

•

new powers have been given to the police to tackle the nuisance of mass trespasses and open air "raves."

8
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Reforms on this scale have inevitably affected also the work of the T-Tome Offi ce itself, and of ihe_Inspftrtorate of
Constabulany.. The Home Secretary's role is now further removed from day to day policing, and is essentially
strategic. He no longer for instance controls manpower levels. He sets the key national objectives, and he also has
the responsibility for allocating funding to forces. But work is in hand at the moment to identify ways of sharing
directly with the police service the delivery of such support functions as the IT programmes I have just mentioned.
The Home Office is undergoing a process of change as it too becomes orientated towards plans and outcomes. And
the Inspectorate of Constabulary finds itself developing a broader role in looking at the efficiency and economy with
which forces do their job, as well as the professional policing effectiveness. In keeping with the times, the Inspectorate
has broadened its membership by bringring in lay members alongside the existing professional members.
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National IT—support for the police is another major area of change: the very success of the first police national
computer, introduced in the early 1980s, reduced the sense of urgency in planning and delivering further national IT
systems for the police, but the 1990s saw a quite deliberate doubling of expenditure on these national systems, the
delivery of a second generation police national computer, of a police national communications network, and, more
recently, the first steps in the roleout of a national computerised criminal records system. Alongside this the forensic
science service have developed a national computerised DNA database, and the police service, in collaboration with
the Home Office, has developed a national strategy for police information systems, which covers not only those systems
provided by the Home Office, but also those major systems which forces will wish to provide themselves. As if this
were not enough, there is parallel work on a new radio communications system for the police and other emergency
services, to replace existing radio systems when they become exhausted at the end of,the century. Also in the second
half of the decade, the Home Office will be rolling out a national automated fingerprint identification system.
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handling at a single, national, centre and this is what NCIS seelcs to provide. Almost by definition, it is a growing area
of business.

•
•
•
•
•

Preserving the Fundamentals

•
•
•
•

The programme of change I have just described sought to improve the means of delivering good policing it did not
set out to change the essence of policing. The
quite deliberately chose to build on the
of
British policing that had proved themselves over the years. Inevitably, as we built up the package of policies and
measures which became the reform programme, we found ourselves considering some of the most basic issues about
policing in our country.

•
•
•

There was, for instance, the pattern of forces, and the emphasis on local responsibility for policing. It was not an
accidental oversight, but a deliberate and positive decision that we should retain for England and Wales the traditional,
tried and tested, model of local policing.

•
•
•
•
•
•

•

•
•
•
•
•
•

•

•
•
•
•
•

•

-f-undamentals

Governrnent

There was of course the question of whether or not we should have a national force; and there were questions of
whether or not we should have specialist police forces, perhaps for patrolling motorways. Each of these ideas
Ministers firmly rejected on the grounds that policing is primarily a local
and that crime and criminals, as
well as the other requirements of the community, are no respecter of fine boundaries between particular

fimction,

f-unctions.

fimctions

Certain
need to be discharged nationally. Some of the work of the Metropolitan Police represents just such
a function; like that of the National Criminal Intelligence Service, created in the course of this reform programme.
But these are exceptions rather than the rule. I suspect that the next few years will see more exceptions, with a
stronger requirement for more to be done at the national and international level and the need for this is being examined
now. Whatever the outcome, I cannot see us wishing to undermine the requirement that the main core of policing is
a local service delivered to local communities.

-

A second thing that has not changed, again deliberately, is the style of policing that of policing by consent. I suspect
that that style is too deeply embedded in us all for it now to be eradicated. That is a virtue. Policing is one of the most
fundamental functions of the state, enforcing and supporting the standards and the needs of society. The standards
which the police enforce are derived from society, not imposed upon it, and it seems to me crucial, as I think it does
to so many others, that the police service itself should spring from within society. It is a
century concept to talk
of the police as citizens in uniform, but it remains a reality even at the end of the
century.

20th

19th

--

•
•

A third fundamental which has again been deliberately preserved has been mentioned already the tripartite division
of power over policing. The world over, it is the practice that power over policing is divided between a number of
different authorities. The
in which this is done varies from place to place some countries, such as Canada, have
a combination of a national force and several provincial and local forces; others in Europe have two or more national
forces.

•
•
•
•
•

The pattern of responsibilities in Britain is different, but the underlying logic is the same. Power is shared. No one
of us, Home Office, police authority, or Chief Constable, has absolute power over policing. Each has important
functions, but we are interdependent, and each requires the support of the others if our responsibilities for policing are
to be exercised successfully. The recent reform programme quite deliberately preserved the tripartite division of
responsibilities, and indeed sought to reinforce the weakened role of police authorities.

•
•

•

--

vvay

•
•

Conclusion

•
•
•

strengths of our policing tradition, while
The balance which I hope we have struck is to retain the
providing clearer lines of management accountability, better tools for the job, stronger commitments to the community,
and a eshening of the tripartite relationship.

•
•
•
••
•
•

fimdamental

fr
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On the way to striking this balance, some ideas have been tested and rejected. The Government rejected in October
a number of the recommendations in the Sheehy report. A little earlier, Ministers rejected the idea of the
programme of amalgamations. Other ideas have been spruced up in the course of consultation and debate, while others
have been cut down. I do believe that the end result is a programme of change which has successfully grasped most
of the nettles that lay around us in the early

1993

1990s.

History alone will tell us how justified I am in that belief, and how successful the reform programme has been in
that the new police
century, but there are already early
preparing the police service for the challenges of the
authorities are proving to be the positive and constructive players that we had envisaged; there is a genuine zeal for
implementing management and structural changes, and for getting the best out of them; and there is a real anxiety to
suck the best value out of the new developments on IT, and the changes in the criminal law.

sigms

21st

I have now left the Home Office and might therefore be permitted the luxury of a retrospective look at the last five
years. From this I would distil points.
First, policing, like any other service or business, needs constant revitalisation, and reassessment. In that process it
is imperative to distinguish clearly between the principles that should guide any changes and the fundamentals which
should be retained to become the foundation of the new arrangements.
Second, the pace of change is a crucial calculation. We moved into our reform programme gradually. That had the
advantage of pragmatism, but as the programme of change grew, it became imperative to pull it together, to ensure
coherent, and to ensure that it was taken forward with reasonable speed. Policing is not a service that can
that it
stand still while leisurely debate is conducted. There is a premium in identifying changes swiftly, and introducing them
promptly. There is a clear need too to ensure that reforms once made are given a clear chance to work.

vvas

Third, reflecting on the particular circumstances of England and Wales, I have to say that this whole process of reform
autonomous forces, the police
eased by the nature of the police service itself. Though separated into
in England and Wales are members of a homogeneous service: senior officers think and plan collectively, staff
forces. The service has both before and during the reform programme
associations represent the members of all
been as concerned as anyone to see improvements made. The quality of the men and women in the police service, and
their positive attitude to almost any problem, have been significant ingredients in the success of the reform programme.

43

vvas.greatly

43

As W. H. Auden said in a poem written at the start of the Second World War:
"No one exists alone;
Hunger allows no choice
To the citizen or the police;
We must love one another or die."

1990s.

1995

It is better placed to cope with the strains and
is stronger than it was in the early
The police service in
demands that are put upon it and it is better suited to a positive and accountable.
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Peter

Doones

Introduction
This paper focuses on the challenges faced by Police managers all over the western world (at least), in respect of
managing resources, maintaining or enhancing capability and improving performance. These issues are discussed in
the context of a major New Zealand Policing strategic program (Policing 200(J), which is designed to achieve
significant performance improvement within existing resources. Before I present the series of strategies which
comprise the program I will briefly outline some details about New Zealand and the New Zealand Police to enable you
to see the overall context within which the program has been developed.

36 and 45 degrees south of the equator and enjoys a sub tropical to
160,000
lcilometres in size, approximating that of Japan and Britain. We have,
3.6 million. Most of our people are of European descent but there is
(12%) and more recent Pacific Island and Asian immigrant groups.
New Zealand is performing moderately well economically following substantial reform in the 1980s and early 1990s.
Our GDP is $NZ85 billion, inflation is at 2% unemployment 6.5% and economic growth at 4-6%. The $NZ is worth
$US0.65. Outlook economic indicators are positive but because of its size and relative isolation, New Zealand remains

New Zealand is a country situated between
temperate climate. It is
square
however, a substantially smaller population of
a significant Maori indigenous population

vulnerable to adverse international trends.

6950

1600
500,000

New Zealand Police is a national Police agency with
sworn and
non-sworn staff. We have a budget of
million pa. Reported crime (excluding traffic) is around
clearance rate. Traffic
pa with a
infringements total a further
pa. Other "non-offence" calls for service total
pa
of victims
reporting offences to Police and
having some type of contact with Police each year.

$NZ780

650,000
61%

43%
500,000 vvith 77%

•
•
•
•

New Zealand Police have adopted a community orientated and problem solving strategy of policing and decentralised
locations around New Zealand. Municipal policing remains somewhat centralised and a fully implemented COP
to
and problem solving approach remains some distance away. Despite this,
of our resources overall are devoted
to crime prevention and non-crime community problem solving initiatives.

•
•
•

In New Zealand the road toll is decreasing as is reported property crime which reverses a significant increasing trends
until recent years. Reported violent crime continues to rise but substantially because of the implementation of a
domestic violence policy which mandates arrest if at all possible.

•

450

15%

•

•
•

My address is in two parts.

•
•
•

First, I will briefly outline the public sector financial management and accountability environment in New Zealand.
We have led the world in this respect with some radical reforms in the late
This provides a framework to apply
much better business techniques to funding and measuring policing services.

•
•
•
•
•
•
•
•

1980s.

*

Peter

Doone is Deputy Commissioner, New Zealand Police.
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Second I will describe the development of the New Zealand Police Strategic Plan which includes a sophisticated
business change model into policing designed to be implemented over the next years. The model we have selected
is an integrated business process
and change management model with a heavy emphasis on people skills,
business redesign, technology, performance measurement and change management. Police expect significant
performance improvements with additional resources from within Police available for frontline policing and in
particular crime prevention, community and problem solving policing initiatives.

5

reengineering

New Zealand Public Sector Reforms (1987

-

•
•
•
••
•
•
•
•
•
•

1990)

1984

From
New Zealand has implemented a radical series of economic and labour market reforms designed to
eliminate debt and create an internationally competitive economic environment. Export led economic growth, a
competitive labour market and reduced Government spending are key outcomes sought.
As a significant component of economic activity, the machinery of Government has also undergone dramatic upheaval
and change. A new public sector environment has been created characterised by:
(1)

Loss of secure tenure in the public service.
performance driven contracts.

(2)

Direct Ministerial accountability for the performance of Chief Executives.

(3)

Greater Government control over selection and appointment of Chief Executives.

(4)

Accrual accounting and private sector accounting and audit principles implemented throughout Government.

(5)

Focus moved from inputs to outputs and outcomes. Government appropriates funds to Departments to produce
outputs within an overall Government strategic framework with defined performance measures and outcomes.
Key features of this environment are:

Chief Executives and senior managers are now on finite

•

Clearly defined outputs (goods and services) to be produced.

•

Clear performance measures and indicators which measure:
- Quantity
Quality
- Cost
- Timeliness and
Location
parameters of a particular product or service.

-

-

•

Audited financial and output performance statements.

•

Flexibility by Chief Executives to "mix" the inputs required to produce outputs; e.g. proportion of
personnel, operating or capital costs within an overall output appropriation.

•

Departments own their assets which can be traded. Assets are depreciated and depreciation is
"appropriated" for future capital investment.

•

Focus on business cases and competitiveness in Government exercising its choice over quantity and
quality of outputs to purchase and who is the best service provider.
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•
•
••
•
•
•
•
•
•
•
•
•,
•
••
•
••
•
•
•
••
•
•
•
•
•
•
•
••
•
•
•
•
•
•
••

•
(6)

Focus on price of goods and services with pressure to fund operating and personnel increases
internally and by improved efficiency so as to maintain or reduce prices.

A series of Goverment services have been privatised and the Public Service reduced significantly in size and
cost.

The State Sector reform framework is in place and has been successful in substantially reducing the cost of government
services and contributing to debt reduction and economic growth. Significant work still remains, however, in
developing an adequate base of systems and data to both evaluate costs and benefits to enable Government to make
better choices in respect of the goods and services it purchases.
The New Zealand Police Strategic Plan and Framework for Performance Improvement and Change
In 1992, in response to both Government reforms and a desire to improve policing effectiveness, Police developed a
comprehensive five year strategic plan. The plan was based on a private sector strategic planning model and defined
its mission, values strategic goals, strategies, critical success factors and a series of implementation programs. The
overall vision was the achievement of "Safer Communities Together" through a series of 22 strategies listed below and
a Community Orientated Policing model.
Figure I

POLICE STRATEGIC PLAN
1993-98 (Strategy Summary)
OPERATIONAL

EXTERNAL

INTERNAL

• Public Initiatives in crime
prevention
• Accessibility to
Communities
• Responsive to Community
• Strategic & Tactical Probl
Solving
• Quality Crime Info.
• Targeted enforcement
•
Programmes
• Specialist investigation
Capability
• Improve Traffic Safety
Services

• Attitude Change
• Education I Public
Awareness
• Co-operation with
other Agencies
• Legislation Changes
• Enhance
competitiveness

• Align Structure with
strategy
• Empowering individuals
• Performance measures
• Upgrade Mgmt Info.
• Enhance people skills
• Redefined Industrial
Personnel strategies
• Improve use of
Technology
• Improve resource
allocation
• Establish research
Capabilities

Safer
Conirrainities

Together

The plan was linlced to both Government's ten ye,ar social and economic strategy and the annual business plan for police
which is the basis for output negotiation and appropriation. Early results in areas such as family violence, targeting
repeat offenders and youth at risk have achieved some good results in a traditional sense of reductions in reported
crime, reduced road toll and increased crime clearances. During the development of these plans and implementation
of new systems to support Government reforms, several problems emerged in attempting to apply the model to some
aspects of Policing and broader Criminal Justice fields. Those relevant to this paper are:
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(1)

Lack of an unambiguous research base upon which to make such choices and develop strategies.

(2)

Deficiencies in information systems which did not provide sufficient quantity, quality or consistency of data
to support analysis.

(3)

Inadequate research and evaluation infrastructure to identify and evaluate new or alternate initiatives.

(4)

The impact of politics on the process of strategic development and implementation.

(5)

The limitations inherent in attempting to quantify social costs and benefits in economic terms and to establish
clear causal links. The problem is not on the cost side. Under accrual accounting and economic costing
methodologies, costs can be established reasonably accurately. The problem is in calculating benefits and
establishing clear links to the outputs which produce those benefits. Crime prevention, education,
enforcement, imprisonment, rehabilitation and targeted assistance and intervention are but some examples
where these difficulties arise.

One of the key policing strategies in the Police 1993 strategic plan was to dramatically improve its business and
information system infrastructure. By world standards Police had reliable and robust financial and criminal information
systems. These were, however, neither comprehensive nor sophisticated enough to meet the challenges of
Government, Police and the community in the 21st century.
In 1994 Police obtained Government approval to invest $NZ200 million over eight years in capital and on-going
operating expenditure in a new integrated national crime information system (INCIS) to support frontline policing.
Design and implementation is programmed to occur by end 1997. The basis of this investment is that Police are
required to produce a return to Government in two forms. First a direct financial return during the eight year projected
business life of the system ($114 million). Second, a significant increase in productivity based on savings in
administration and correspondence time and significantly improved quantity and quality of information. Together,
these amount to an increase of 11% in productivity across the organisation. To produce these results Police will be
losing some management, administrative and support staff over a four year period once INCIS is operational and will
be adopting a business process reengineering approach to policing to dramatically alter the way policing business is
performed and provide the environment for genuinely "doing more with less."
The approval of this project has provided police with an opportunity to extend that approach right across its operational
and administrative functions. INCIS funding does not include resources for either BPR or new information systems
across non operational areas of policing but these will be prioritised from baseline fiinding to provide the opportunity
for substantial further gains and efficiencies.
This is a major undertaking. Police have approached the challenge as a business transformation program requiring
the latest, project management, business Wols and change management techniques. These are summarised briefly
below. There are ten major projects integrated into a single program under the name Policing 2000. lt is headed by
a Deputy Commissioner with a full time resource of over 100 including outside contractors and a part time resource
of 50 operational staff who provide frontline input into both strategic development and the design of new systems.
Implementation will occur in several phases over five years to the year 2000.
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Achieving Safer Communities Together: A Ten Point Strategy
Figure 2

BUSINESS CHANGE MODEL
(Framework for Project
Development and Integration)

es.ources
.

2000
1999

1998

ire4en
eaeureme

iffliManee e

997
996

1995
(1)

The success of Safer Communities Together to be defined and measured by:
1

INCREASED PERSONAL SAFETY

2 INCREASED PROPERTY SECURITY
3 IMPROVED ORDER
MAINTENANCE

*

Reduced crime and road toll
Increased conummity capability
Improved community problem solving

4 REDUCED FEAR OF CRIME

Reduced crime and road toll
Effect (Quality) of
- Publicity and Education
- Victim Support
Improved community problem solving
Reduced fear of crime

5 MORE EFFECTIVE PARTNERSHIPS

Framework for community problem
solving
Shared goals, power and resources

6 GREATER COMMUNITY
CAPABILITY

Joint problem solving
Education and publicity
Shared goals, power and resources
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7

GREATER CONFIDENCE IN
POLICE CAPABILITY
*
*

Police attitudes and performance
Public perceptions

9 BETTER VALUE FOR MONEY.

*

Cost effectiveness and efficiency

10 EXCELLENCE AND EQUITY IN
MANAGING OUR PEOPLE AND
RESOURCES.

*

Performance and equity

8

INCREASED TRUST IN POLICE

Safer Communities Together to be achieved through:
(2)

Services (Outputs) Delivered
Prinniples

(a)
(b)
(c)
(d)

(e)
(g)
(h)
(i)

A "customer focus" on priorities and performance. Services designed to meet or exceed the
reasonable needs and expectations of customers.
Problem solving focus.
Balance between crime prevention and enforcement.
Delivered in partnerships with the community and "strategic partners."
Enhance community capability for self protection.
Emphasis on localised teams and enhanced job and customer satisfaction through combining the
delivery of response and "follow up" services.
Effective, but streamlined emergency response capability required.
Use of wider variety of prioritised responses. Strategic analysis and innovation.
Clear link between services and outcomes.

Description
Preventative Policing
(a)
Enhanced strategic planning and analysis capability to identify underlying problems and
•
develop more effective solutions.
Developing and maintaining more and better partnerships with community and strategic
•
partners.
•
Crime Prevention. Delivered through improving community capability with effec tive
problem solving responses - police, partners and community.
•
Increased police visibility - vehicles on highways - police people in communities (foot patrol
and accessibility in CPCs, Idoslcs etc.).

(b)

•(c)

Responding To Events
•
Effective initial response capability - timely intervention to incidents which threaten personal
safety, property security or public order.
Effective follow-up response capability. Joint problem solving, investigation and victim
•
support.
Effective planning for and response to known events.
•
Resolution and Disposition
•
Less prosecution. More alternate choices for resolution.
•
Streamlined prosecution and disposition process.
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•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

••
•
•

•
•
•
•
•
•
•
•
•
•
•

(d)

Policy Advice and Ministerial Services
Strategic Programme Development and Evaluation.
Policy Advice to Ministers.
Ministerial Services.

••

•

(e)

Other Service. (May contract out or privatise)
•
Licensing and Vetting.
Custodial.
Lost and Found.

•
•

(3)

•
•
•
•

Partnerships
Principles
alone.
Successful public safety strategies cannot be implemented by any agency or the
(a)
Symptoms and underlying problems cross community and agency boundaries. Collective solutions
and resources are required for successful outcomes.

cormnunity

•
•
••
•
•
•
•
•
•
•
•
•
•

(b)

gready

exceed individual efforts.
Results through successful partnerships
Fill "gaps" between individual services.
Reduced overlap, duplication and waste.
•
Increased resources applied to problems through joint inputs.
•
Add value.

•

•

(e)
(d)

Police and potential partners
partnerships.

ne,ed to be proactive in seelcing opportunities, negotiating and establishing

Effective listening, negotiation and joint problem solving
and maintaining this capability.

sldlls will be key to success in developing

•
•
•

Description
two or more parties who share the same vision and who are
"Partnerships are strategic alliances
together to achieve agreed goals."
committed to

•

Characteristics

•

(a)

worldng

•
••
•
•

•
•
•
•
•

•
•
•
•
•
•

(b)
(c)

(4)

betwéen

Shared goals resources and power.
Mutual trust, confidence and equal commitment.
Joint service delivery.

People
Principles
Recognise that people are our greatest asset and hence the highest priority area for Policing
(a)
and the key to future policing success.
Recognise that Police require a wide and diverse skills set a rare commodity to find all in one
person. There is a need therefore to mix and balance teams to provide a full range of

2000 -

-

(b)
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sldlls.

(e)
(d)
(e)

(g)
(h)
(i)

(i)

-

Equity between sworn and non-sworn staff i.e., "one team" approach.
Focus on recruitment, education and training to build strengths of our people.
Recognise the potential for improved organisational performance through enhanced people
performance.
Police must reflect community diversity.
Emphasis on leadership at all levels and the performance power of effective teams.
Leadership style to encourage participation in decision making and delegate discretion, resources and
authority.
Behaviour and attitudes to be fair, values-driven, and customer focused.
People systems need to be simple, low on overhead and flexible to facilitate the strategic goals of
police and to be responsive to a diverse and changing operational environment.

Description
(a)

(b)

(c)

Improved capability to have:
•
the right people.
•
in the right place.
•
at the right time.
•
with the right skills.
•
to deliver the right services.

neve

Police staff will acquire
and enhanced skills in:
Strategic
thinking,
analysis,
•
innovation and problem solving.
•
Business planning and project management.
•
Interpersonal, negotiation and communication.
•
Financial management.
•
General and human resource management.
•
Leadership.
•
Customer Service.
Opportunities will be provided for existing staff to gain new skills. It is likely that within five years
all police senior management positions (Superintendent and above) will require tertiary qualifications
and
be open to appointment by external recruitment.

vvil

(d)

Strategies and programs will be developed to change negative attitudes and behaviour to appropriate
behaviour towards:
•
Women.
Maori.
•
Minorities.
•
Customer Service.
with the community and other external partners.
community problem solving.
•
Performance and results.
•
Exercising the required style of leadership.

••
•
•

Worlcing
Proactoive
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•
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•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
••
•
••
•
•
•

•
(e)

Teamwork.

Police demographics need to change to better reflect the community, gender mix and ethnic diversity.
This will mean:
A significant increase in numbers of women in police.
Better representation of minority and ethnic groups.

•
•

(5)

Logistics (Resources)
Principles

•

•
•

Logistics to be:
(a)
Adequately budgeted for when service levels and delivery are negotiated.
Readily available for use when required.
Fit for the job required.
Acquired by most cost effective means. Maximise outsourcing opportunities and minimise internal
costs.
User accountable for use and costs to ensure efficient deployment.

•
•
•
•

Description
Logistics are one of three categories of resources available to Police to deliver services. The others are people
and information. Logistics include:
(a)
Budgets.
Equipment.
Infrastructure. (Buildings, plant etc.)

•
•
••
••

•
•
•
•
•

•
•
•
•

•
•
••
•
•
•
••
•
•
•
••
•
•
•
•
•

(b)
(c)
(d)
(e)

• (b)
(e)
(6)

Structure
Principles

(a)

(b)

Focused on front line service delivery. Design service delivery structure first and build only what
"adds value" to customer service.
Designed to facilitate:
Responsiveness to customers.
at the point closest to service delivery commensurate with ability and
Decision
accountability.
Substantially improved communication.
and
A "problem solving" strategy of policing which requires local knowledge,
partner involvement innovation and managed risks in delivering solutions.
A "case management" and "team" approach to service delivery with provision of all phases
of service from response to resolution by a single unit where possible.
specialist, more generalist, larger and more localised teams to deliver services.
More "cross organisational" responses to problems and service delivery. Less reliance on
"hierarchical management" (vertical accountability)
and greater use of "matrix
management" (horizontal contribution).

•
•
•
•
•
•
•

maldng

conununity

,

L,ess
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•

Efficiency and flexibility in service delivery.

(e)

Rosters and deployment protocols must reflect the needs of staff safety where these can be reasonably
foreseen.

(d)

Flatten structure where possible to reduce overhead, eliminate non-value added functions and release
resource for enhanced customer service delivery.

Description

Structure is the mix, location and deployment of people and logistics to enable delivery of service to defined
standards. Future structure will have the following characteristics:
(a)

(b)
(c)

(d)
(7)

Geographic boundaries to be conducive to developing and maintaining partnerships and delivering
services with our partners.
Larger and more multi-sldlled teams with team leaders having a wider span of control. Management
systems will be streamlined and supported by technology to substantially reduce administrative
overhead.
Focus will be on decentralisation of operational service delivery to support community orientated
"problem solving" policing. Support services will be more centralised to ensure efficiencies. Need
to ensure, however, that operational managers have sufficient information to support operational
decisions and access to resources to manage and deploy them.
More flexible rostering and deployment arrangements to ensure an efficient match between service
requirements and availability of people and logistics.

Business Processes and Systems
Principles

(a)

Designed through Business Process Re-engineering.
•
Customer driven and focused (internal and external).
•
Process not functional view of Policing.
•
Eliminate non value added activities.
•
Simplify and combine process elements.

(b)

Information management is a prime operational and management tool.

(e

Maximum use of technology as enabler.
•
Accessible to all relevant users - "any place, any time."
•
Accurate, timely and quality information.

)

(d)

Simple to understand and use.

(e)

Maximise efficiency. Reduced overhead to enable release of resource to front line policing.
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Description
Business systems comprise integrated information management and support systems to meet the needs of:
(a)
Strategic and business planning ( including the capability to match people and logistic requirements
with levels and location of service delivery).
Service (output) delivery.
(b)
development and management.
People
(c)
Logistics management.
(d)
Organisational structure.
(e)
Communication.
(f)
Performance monitoring and evaluation.
(g)

(8)

Performance Measures
Principles
Performance Measures will be:
Relevant to strategic results.
(a)
Comprehensive, capturing both significant contributions (means) and strategic results (ends).
(b)
.
Simple and timely. Easy to record, retrieve and analyse. Available when required.
(c)
(d)
Captured and monitored by technology as much as possible.
(e)
A means of implementing change.
"VVE ARE WHAT WE MEASURE"
Benchmarked and monitored for trends.
(f)
Used carefully and fairly to ensure accountability and reward performance.
(g)
Description

Performance measures have two elements; the measure itself and a target of performa nce to achieve. The
framework for performance measures is the definitions of success articulated on page 7 above. At this point
of development specific targets have not yet been set or agreed and the focus here is on the measure as a
prelude to subsequently setting targets.
(a)

Potential measures for Increased Personal Safety; Increased Property Security; and Improved Order
Maintenance.
•
Reduced rates of crimes, offences and incidents (including those relevant to road safety)
which impact personal safety, property security and order maintenance. Measured by victim
survey (every two years) and by reported crime and clearances.
Reduced rates of recidivism.
•
•
Increased rates of community "self help," e.g., crime prevention practices.
Number and result of problem solving initiatives implemented.
•

(b)

Potential measures for Reduced Fear of Crime.
•
Victim and Public surveys on fear of crime and satisfaction with victim support services.
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(e)

Potential Measures for More Effective Partnerships.
Number, durability and satisfaction by each partner of the other's contribution and
•
partmership performance.
Number and results of joint problem solving initiatives.
•
Customer satisfaction of services delivered through the partnership.
•

(d)

Potential Measures of Greater Community Capability.
Number and nature of community groups contributing to public safety programmes.
•
Number and result of joint problem solving initiatives.
•
Number of crime prevention education, advice and skills training undertaken in communities.
•
Number of people practicing safety and security techniques.
•

(e)

Potential measures for Greater Confidence in Police Capability.
Degree of interaction with Police and willingness to contribute to and use services.
•
Investment in developing and training police people.
•
Quality of police people measured in terms of sldlls acquired and demonstrated.
•
Define and monitor use of Police coercive powers.
•
Effectiveness in service delivery (operational results)
•
Resolutions and rate of resolutions of reported crime and problem solving initiatives.
Ability to respond to emergency calls within stated standards.
Quality of prosecutions and other dispositions.
Satisfaction with policing services and confidence in capability.
•
Rate of actual victimisation compared to reported crime.
•
Complaints against police, reasons for and results.
•

(f)

Potential Measures for Increased Trust in Police.
•
Public Surveys - Trust index to be defined.

(g)

Potential Measures for Better Value for Money.
Cost indicators. Input and output costs compared to identified benchmarks.
•
Efficiency indicators. Number and cost of inputs per output produced.
•
e.g., Overhead to output ratio. Presently 35% overhead to 65% output. Target to be
established. Potential 20% overhead 80% output.
Non productive to productive ratio. Presently 47% non productive to 53% productive.
•
(Difference between this and overhead to output ratio is that operational correspondence is
an output as it is an integral part of an investigation). Potential 30% non productive to 70%
productive.
Effectiveness measures. Quality of outputs and impact on outcomes.
•

(h)

Potential measures for Excellence and Equity in Managing People and Resources.
•
Value for money indicators above.
•
Staff surveys of attitudes, management and organisational performance.
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•
•
•
•

(9)

Measure and monitor investment in people - compare with results and market.
Equity in training development and career opportunities.
Equity in remuneration and reward systems.
Market competitiveness in recruitment and retention.

Information and Technology
Figure 3

INFORMATION & TECHNOLOGY PROJECTS
Corporate in frastructure and framework for future
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Principles

(a)

Primary role to support the business and provide information and technology promoting safer
communities together.

(b)
(c)
(d)
(e)
(f)
(g)
(h)
(i)

(i)
(k)
(I)

(m)

Open systems. Vendor independent. Portable applications.
Client server environment. PC end user environment.
Single corporate architecture.
Standard corporate development and project management methodology.
Focus on data protection and security.
Proven solutions (leading not "bleeding" edge).
Information available "anywhere, anytime" to the right person. .
Object oriented for ease of use. (GUI)
Comprehensive and integrated. Business processes automated to maximum extent. Single point of
contact. Data entry only once.
Consistent data model to enable interagency use.
Full disaster recovery (back-up site).
National 24 hours systems management centre.
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Description:Jnfrastructure
(a)
(b)

(e)
(d)
(e)
(f)
(g)

Two central data servers. (Mutual back-up)
National WAN with ultimate digital voice capability.
LANs and servers.
PCs in offices, laptops and mobile computing.(remote access to database and applications).
National systems management centre with capability to access user terminal and application to provide
direct assistance.
Relational database.
Multi tasking operating system.

Description _-__Applications
(a)
Communications and Resource Deployment System. (CARDS) (formerly CAD)
Manage receipt of calls for service and prioritised response.
•
•
Rostering and deployment systems.
Full mapping capability.
•
Interface with INCIS database for information exchange.
•
•
Nationwide coverage.

(b)

Integrated National Crime Information System (INCIS)
Crime, problem and incident information. (people, objects, events and relationships.)
•
•
Analysis tools and capability. (crime trend, problem resolution, investigation and suspect
analysis.)
Case and investigation management. (on-line electronic files and automated processes.)
•
•
Special "covert" operations management.
•
Performance measurement data and systems.
•
Supports business and strategic planning.
Links to other relevant organisations and systems. (enables development and implementation
•
of multi-agency and community strategies through a partnership approach.)

(e)

Photographic Image Management System (PIMS)

(d)

Management Information System. (MIS)
•
Accesses relevant databases, analyses, links and reports trends and results.

(e)

Project Management System.
Police Human Resource Information System (PHRIS)
information and analysis on all aspects relating to people. (Ultimately to include a computer
•
based training and management capability.)

(g)

Financial Management Information System.
•
Accrual accounting and financial reporting.
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(10)

Asset and logistics management.
Budgeting and prioritisation of budget decisions.
Supports business and strategic planning.

Change Management and Communications
Principles

(a)

(b)

(e)
(d)
(e)
(f)
(g)
(h)

(i)
(j)

(k)
(0
(m)
. (n)
(0)
(I))
(9)

Listening to the customer.
A clear vision of the future.
A clear and cogent case for change.
Consult and involve people, listen during design, development and implementation.
Building su cient credibility and support.
Selecting right business tools.
Sound project management
the "ask."
Implementing "Quick Wins."
Identify barriers and causes of resistance be pro-active.
Manage and support people through change.
"Walking the Talk" modelling new behaviour.
Consistent, open, honest and constant communication.
Effective training of staff in skills to cope with new challenge.
Selecting and appointing tomorrows leaders.
Empowering others and cascading changes through the organisation.
Reward systems to encourage and support new behaviour.
New performance measures to reflect new environment.

ffi

- resourcing

-

-

•

Description

•
•
•
•
•

Change Management is the art of effectively leading the change and ensuring all the elements necessary for
successfully moving the organisation forward to achieve the future vision of "Safer Communities Together"
are co-ordinated and effectively implemented. Each project is an element of the change and will achieve some
of the overall change required. Change Management will link all the change projects together and provide that
"extra dimension" to ensure a successful transition to a new environment.

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Key ingredients to ensure success (to be read in conjunction with the application of the above principles) are:
(a)

(b)
(c)

-

Selecting the right business tools for the job business process

reengineering, technology solutions etc.

Effective and integrated project management across the change projects. New systems must perform
to specifications and expectations and be delivered on time Within budget.
A clear focus on the people dimension. People will "make or break" a significant change program.
Key people priorities are:
•
Identifying, managing and overcoming resistance and barriers to change.
Effective communication of both the change and need for change.

•
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(d)

Support for people in making the transition to a new environment.
Training existing people and recruiting new people with the skills required in the new
environment.
Strong and visible top management support.

An effective communications strategy and capability.
•
Identify target environments internal and external.
•
Develop simple messages.
•
Listen to and incorporate ideas preferred.
•
Emphasise the positive but don't avoid negatives. Communication must be open and honest.
•
No hidden "secrets." Lack of knowledge and/or suspicion breeds anxiety and rumour.
•
Use all available channels formal and informal.
•
Use all available media video, written, verbal presentations, pictures, information systems
and media.

-

-

(e)

-

Even in the largest change programs it is unlikely that everything will change. Much anxiety is caused
by people believing systems and priorities they regard as important are about to be discarded.
Sometimes but not always will this be the case. It is important therefore, to highlight what will not
change, so called "islands of stability" which can ease unnecessary anxieties.

Conclusion

(3 5

1997).

Policing 2000 has four main areas of focus:
Use Business Process

(2)

Reengineering to:

(a)

Ensure a customer focus in services delivered.

(b)

Design new business processes and systems which eliminate non-value added activities and simplify
and combine activities necessary to deliver quality customer service.

(e)

Achieve significant productivity gains (Potentially

20% +).

Replace and update Information and Technology Infrastructure to:
(a)

5

••
••
••
••
••
•••
•
•
••
•••
•

The New Zealand Police have embarked on a series of projects designed to substantially change the way policing
services are delivered and managed. Significant productivity gains and improved police effectiveness are the results
sought. The program outlined above is complex and relatively long term to years with first significant results in
The program may be summarised relatively succinctly as follows:

(1)

.

••
•

Enable the gains obtained through

BPR

to be implemented. (more efficient policing)
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(b)
(3)

•
•

•
••
•
•
•
•
•
•
•

•

(b)
(c)

•
•
•
•
••
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•

Unlock the potential of people in police to improve skills and performance.
management and communication).
Recruit people with

(Training, change

slcil s we cannot acquire internally.

Develop relationships and linkages with communities and other agencies in order to deliver more
integrated and effective policing services.

Change Police operational strategies to:
(a)

Streamline and enhance police capability to respond to emergency calls and investigate crime.

(Safer Communities through apprehension and deterrence).

•

•

betvveen

Recognise and focus on the importance of people in policing to:
(a)

(4)

Enable substantially better information for operational and management purposes and greater
police and the community and other agencies. (more effective policing)
interaction

(b)

Increase the delivery of Crime Prevention service through:
Community Orientated Policing and Problem Solving strategies.
Integrating Police strategies into broader Criminal Justice responses and delivery of services
in partnership with other social agencies and the community.
Improving community capability for self protection.

•
•
•

(Safer Communities through crime prevention and improved community capability).

•
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•

Introduction

•
•
•
•
•

The past two years have seen a period of change in the organisation of policing which has certainly been unprecedented
since 1964. At fi rst sight, this may appear to be an overstatement, but observers should look beyond the facade of the
legislative and regulatory changes and consider the underlying philosophy and concepts which have been the catalyst
for the change programme. The Government's rationale for these changes and their expected implications have been
set out elsewhere (Burns 1995). It is the long term potential implications which are a consequence of the changes to
the philosophy of policing which will be explored in this paper.

•

At the

•

•
•
•
•
•
•

•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•

•
•

•
•
•
•
•

begimiing of the 1980s, there were sound arguments for considering the organisation, management and
resourcing of policing. Changes were implemented by the police service but at the end of the decade, the emergence
of a political culture now lcnown as "Thatcherism" was raising some concerns in respect of the broader notions of

policing in Britain. The police service initiated a substantial review of these emerging issues which was published in
the Operational Policing Review (Joint Consultative Conunittee 1990). This research confi rmed the validity of those
concerns and led to the development of a programme which re-stated fimdamental policing values and principles, and
sought to balance an effective means of rational management whilst, at the same time, ensuring that the police service
did not loose sight of its fundamental contribution to democratic society.
The quality of service initiative, as it became known, was welcomed by successive Home Secretaries and, in fact, predated the Prime Minister's, Mr. John Major, Citizens' Charter initiative by some 18 months. Therefore, by 1993, it
could be argued that the police service had made a substantial and demonstrative conunitment to integrating the need
to provide a police service founded on sound management principles, embracing value for money and measuring
effectiveness, whiLst at the same time, recognising the essential community service element of its remit (Butler 1992).
However, this did not prevent the police service taldng its turn in the dock as the process of "reform" went through
education, health and other services ultimately reaching the police (Davies 1992).
The Police Reform Programme was published in a white paper in 1993 (Home Office 1993). A number of the more
impractical and damaging elements of the subsequently parliamentary bill were amended during its course but the
resulting Police Magistrates' Courts Act
(PMCA) has the potential to change policing from a community based
activity to the culture of the production line and the social market. Its provisions include the notion that police officers
wi ll work better if they have the opportunity to receive a bonus of as little as £625 a year. In addition to the proposals
contained within the PMCA, Chief Constables are facing the implications of contracting out parts of their support and
personnel services which are currently under their direct control.

&

The paper will conclude by considering how these issues are likely to impact the future development of policing in
Britain and the way in which the traditional model which even ministers accept is the envy of the world, (Maclean
1994) will attempt to be sustained in the face of the dogmatic application of the social market.

Tony Butler,

•
•
•
•
•

1994

QPM, B.Soc.Sc., Ph.D., is Chief Constable of Gloucestershiré Constabulary.
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Historical Context
In considering the future direction of British policing, the past serves as a timely reminder of what has been of value
and what would benefit from change. It also encourages the superficial observer to seek to understand that change has
to take as its starting point the world as it is, and it serves as a reminder to ensure as far as possible that change is not
retrograde. The rapid social change which accompanied the period from 1945-1960 raised questions concerning the
extent to which the police service in England & Wales was structured and organised to meet future needs. The Royal
Commission of that year and the subsequent Police Act of 1964 provided the framework which not only gave
opportunities for organisation development but clarified the somewhat unique constitutional tripartite arrangements
between the Home Secretary, the police authority and the chief constable. Thus, the Act created a framework which
enabled the police service to develop and respond to changing needs. During the 1960s, the number of police forces
were reduced significantly through a process of amalgamations. The process of welding together formerly disparate
and culturally different organisations, and the increase in their size, created a trend towards specialisation of functions
and centralisation of resources. It was argued, usually subjectively, that this reduced the operational capacity of police
forces. However, there is no dispute that the productivity of the police increased significantly during this period.
Although it is dangerous to generalise, the management style of policing, certainly into the mid-1980s tended to be one
of autocracy and a culture where errors were followed by an apportionment of blame rather than asldng how could we
prevent this in the future? Resource management had a similar single track approach where new demands or increased
workloads were accompanied by bids for additional staffing.
Outside the police service the same era vvitnessed the development of the academic interest in police forces and policing
activity. From Westley's (1953) early work in the USA, a number of influential studies were produced on the nature
of policing and its relationship to the community both socially and politically. The work for example of Wilson (1968),
Bittner (1970), Bayley (1976), Manning (1977), Pate and Kelling (1980) and others in the USA had an important
influence on the development of an understanding of the role of police in society. The research also developed in
Britain for example Banton (1964) and Chatterton (1976). The sociology of the police underlined what the Hawthorne
experiments had identifie-d for management, namely, police officers respond as people not as things, and communities
and their social and political structures significantly influence the way in which the organisations deliver their service
and individual police officer's perceive .their role (Butler 1979).

"Thatcherism"
In 1980, the answer to the question "could police forces be more efficient?" was quite unequivocally a "yes" and the
financial managefnent initiative implemented by the Thatcher administration in 1985, whilst principally directed to the
civil service, was inevitably applied to policing. The watershed Home Office Circular 114/83 (Home Office 1983)
set the tone for the coming years and said, quite bluntly, that the resources devoted to policing should be capable of
evaluation. Unless proper regard was made for the likely results that could be achieved, no additional funding would
be made available. This stark message was not universally welcomed in an environment which had been used to
solving problems by directing resources and, if necessary, asking for more resources. The new approach was going
to require significant changes in both the practical and the conceptual approach by chief officers and all other staff with
command responsibilities.

.

It was noi only police officers who were anxious to point out that polieing was not amenable to the setting of goals and
objectives and could not be measured in any real sense. Academics joined this debate, using the sociology of the police
as support for their arguments. Ironically, in one of these debates in the academic press, it was a police officer arguing
that policing could be more rationally managed and an academic arguing that it could not (Butler 1985 and 1986,
Waddington 1986). However, by 1991, a survey of police forces showed the almost universal practice of defining
annual policy statements and policing goals and objective (Ackroyd and Helliwell 1991).
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The increasing tightening of financial constraints on the police service during this period and development in the
measurement of performance, particularly through the efforts of HM Inspectorate, did not lead to immediate and
demonstrable reductions in crime. In fact, crime continued to increase during the decade and there has been some
subsequent emerging evidence that, privately, the Thatcher administration were concerned that the law and order
the electoral dividends that were anticipated simply by directing the police to do better. It
platform had not
appears that it was this frustration that, subsequently, led to the Police Reform programme being introduced in the early
However, the superficial lack of appreciation of the social dynamics of order in society and the complex role
of the police may have failed to alert the authors of the reform programme to the possibility that crime could not be
reduced by applying a simple social market philosophy.

•

The Operational Policing Review

•
•
•
•

By the end of the decade, the police service appeared to be, increasingly, the subject of adverse criticism both in the
popular press and from informed commentators. There was a sense of confusion in the service because there had been
a consistent process not only of change, but improvements in efficiency which had enabled additional demands to be
in real terms. As a result of this concern, the
contained within resources which had increased less
Association of Chief Police Officers, The Police Superintendents' Association and the Police Federation formed a joint
entitled "Operational Policing Review"
working group which produced a substantial report in February

•
•
•
•
•
•

•

•
•

•

produc,ed

1990s.

significantly
1990

(OPR).

•
•
•
•
•
•

This report accepted with disquiet, the apparent deterioration in public satisfaction with the police which had declined
It was argued within the report, that the constraint on resources and a preby
in
to
from
occupation by the Goverment with quantitative measures of performance which had somehow skewed the behaviour
of police officers towards enforcement and crime detection to the detriment of the broader mandate of community
to
service and reassurance. The two ends of the policing style continuum, namely, officers responding
on
foot
and
incidents in a patrol car, was contrasted in a public survey with the community officer patrolling largely
dealing with day to day community problems. When asked for their preference of policing style the majority of the
public opted for the latter.

•
•
•
•
•
•

an important and more objective analysis of the current status of the police service. Its critics could
The
argue that it was a statement of faith in traditional policing and an opportunity for the service to walk away from the
problems citing lack of resources as the only solution. Fortunately, this did not happen as a more pragmatic and
visionary approach was taken in defining opportunities implicit in the report's findings. The leading exponent at this
time, was Michael Hirst, the Chief Constable of Leicestershire Constabulary. He was the Chairman of a
forward into a strategic approach to redressing the difficulties that the
group established to take the lessons of the
identified. This report, "Setting the Standards for Policing: Meeting Community Expectations"
and formed the foundation of what became the Quality of Service initiative.
was published in August

•
•

•
•

75% 1981 58%, 1989.

quicldy

OPR provide,d

OPR

worldng
(ACPO 1990)

OPR

1990

•

The Police Reform Programme

•
•
•
•
•
•

the Police Service had, inevitably, to take its place as just
As one influential commentator pointed out (Davies
another public service which had to come under Government scrutiny. The impetus coming from a belief that the new
era social market economics would create substantial scope to improve policing, whatever that meant. Unfortunately,
the vision may have been limited to simply reducing the demands on public expenditure. Davies asserted "The police,
then show all the characteristics of a badly designed system, one ripe for fundamental reform." However, the limited
objectivity of his analysis can be judged by his comments at the start of his article, when he characterised the police
his pals from the Lodge."
permanently making the tea and the Chief Super over at the golf course
as "the

•
•

simultaneously reassuring the public that the traditional foundation of British policing would be retained but within a

•

•

•
•
•
•
•

•

1992),

vvith
'Sarge'
In the months prececling the publication of the Government white paper in June 1993, Home Office ministers had been
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more sharply focused approach to its role and costs. This was reflected in the white paper's definition of the main aims
of the police service as:To fight and prevent crime
To uphold the law
To bring to justice those who break the law
To protect, help and reassure the community
In meeting these aims to provide good value for money
This summary was followed by the statement that "in fulfilling these aims the police must maintain their traditional role
of policing by consent" (Para.

1.7).

Although there was a comment concerning public reassurance, the Government were clearly signalling an emphasis
on crime fighting and, in fact, in a subsequent paragraph it was stated "the main job of the police is to catch criminals"
of the police officers'
and it went on to point out that only
of calls to the police are about crime and only
time is spent dealing directly with crime. Whilst it was not stated explicitly, subsequent events suggested that tasks
of police officer time could perhaps be transferred elsewhere. This suspicion was
represented by the remaining
fuelled by the subsequent Home Office study on Core and Ancillary tasks and the review of traffic policing. There
was evidence that the former was based on the notion that there were substantial opportunities to reduce the cost of
policing by transferring tasks to local authorities and the private sector, and the study of traffic policing was believed
to be considering the extent to which a separate privatised motorway policing organisation could remove this task from
the police.

40%

18%

60%

2.2)

about policing and that the
The white paper stated that there was presently a lack of clarity of purpose (Para.
Government's proposals would provide this focus, principally by the setting of "key objectives, which it will expect
To reinforce this approach, it was stated that "police performance will be measured
the police to secure" (Para.
against these objectives."

1.8).

In summary, the Police Reform Programme was clearly directing a move towards crime control based on enforcement
and crime detection, a centralisation of government control over policing through the setting of objectives and
performance measurement, the control of resources through cash limited budgets and a reduced role for local elected
members of police authorities.
Influenced by the same social market philosophy, "The Report on Police Roles and Responsibilities" produced by a
group under the chairmanship of Sir Patrick Sheehy, extolled the virtues of some commercial practices in
relation to personnel as a means of enhancing police performance (Sheehy
Amongst these proposals was
performance related pay for all officers, the introduction of fixed term appointments for chief officers and the
elimination of overtime payments for Inspector ranks together with abolishing the ranks of Chief Inspector, Chief
Superintendent and Deputy Chief Constable. The Sheehy proposals can be caricatured as applying a twin track
approach to people, namely, buying their commitment through enhanced 'Say or if that doesn't work, simply get rid
of them when their contracts expire.

worIcing

1993).

••

•
•
•
•
•
•

The_Police.Reforrn_Pxogramrne - Theimplicaticuis
17

The benefits which may be achieved by reducing the number of members of the Police Authority to
and the addition
of appointed members from the community are yet to be realised. However, what has been achieved in the short
term is an opportunity for political opposition to exploit the significant reduction in democratic membership of police
and to point out the socially
nature of their membership, together with the potential for
political patronage to be exercised by the Home Secretary in his role in the process of appointing independent members.

5
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unrepresentational
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The changes to conditions of service for police officers have also created important issues of principle. Chief
constables, now subject to fixed term appointments and annual bonus payments in the form of performance related pay,
can be open to allegations of political patronage where decisions that they make may offend particular sections of the
community, particularly if those communities do not see themselves represented by the Police Authority (Butler
The introduction of performance related pay for constables in
will equally create perceptions in the minds of the
public at large that officers who report more speeding offenders could be doing it to enhance their salary rather then
as part of an overall strategy to improve road safety (Wells
The implications for the change in the rank
structure are yet to be
realised and the single minded cost cutting approach to reducing ranks may have significant
long term damage for the quality of policing (Butler

1994).

1996,
1994).
1994a).

fiffly

In principle, there are arguments for reviewing the method of funding police forces but the Home Office substantially
under-estimated the complexity of this task and the quality of the data available for this purpose. As a result, many
police forces, in the current financial year, experienced significant changes in the funding available which, for those
losing money, was of critical importance. More importantly, however, the inadequacy of the formula and the need
to improve it, has introduced a substantial level of uncertainty in funding which is likely to continue into the foreseeable
future.
An important element of the police reform programme, according to the Government, was to enable chief constables
to have more responsibility for riming their police force. In particular, the Home Secretary, in announcing his
proposals, wished to see streamlining in the management of police by devolving responsibility to the lowest possible
level. Overall, the implication was to enable police forces to get on with the business of delivering the service. To
support this approach, the subsequent legislation transferred the employment responsibility for civilian staff to the Chief
principles are now being compromised by the
insistence that certain
Constable.
services such as Personnel, Information Technology, Financial Services, Legal Services and so forth will have to be
subject to external competitive tendering. The result being that the Chief Constable will, in the future, have three types
for him; police officers, civilian staff employed and directed by him and an unknown number of other
of staff
staff who will be vital to the delivery of police services but who will be employed by some external agency whose
principle aim is to make a profit out of the arrangement.

Paradoxically,these

Govermnent's

worldng

The police service inspired the quality of service initiative recognised the need for more robust forms of monitoring
and measuring police performance and marketing these successes to reassure the community about the quality of police
service. In particular, therefore, the commitment by the Government to improving performance measurement is to
be welcomed but, once again, the implication of the application of these principles could potentially damage their value.
The police service is currently debating many of these issues, the principle concern being the extent to which the
current performance indicators actually inform the public about the work of the police. There is some concern which
demonstrates the extent to which the use of current performance information could actually mislead the public about
The worst case scenario for performance measurement in the
the overall -performance of police forces (Butler
police would be the use of performance measurement as an end in itself rather than a means of improving services.

1995).

A further important implication of the Police Reform Programme is the extent to which it could be used as a "Trojan"
horse to not only cut spending on the police but to create a smoke screen to avoid the political damage that reductions
in police services in the future could precipitate. The political imperative to reduce public expenditure is the
prerogative of Government, but it will be important for the police service to identify the consequence of this policy.
the Home Office were clearly
Prior to and since the establishment of the new police authorities in April
as
a means of control of police
Annual
Policing
Plan
to
be
used
not
only
enthusiastic about the opportunity for the
the social market perspective, it was argued that the Policing Plan
forces but as a means of controlling costs.
should attempt to cost out the allocation of funds to specific and discreet policing activities. The future budgeting of
police resources is, undoubtedly, good management practice but the somewhat naive assumptions contained in this
approach ignored the complexity of policing and the need to respond at short notice to changing circumstances. A
policing plan which has no substance, in law, but is a term which has been
possible hidden agenda for the

1995,

Talcing

"costed"
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adopted by the Home Office, may be to reduce policing budgets-to the lowest common denominator. Furthermore,
this approach to the costed policing plan is at odds with the whole thrust of the Home Office approach to devolving
responsibility to the lowest possible level. Experience in police forces is showing the value of the cost centre approach
to improving value for money, which is at odds with the pre-assigning of individual sums of money to anticipate an
unknown workload.

Questions for the Chief Constable
No institution, particularly one servicing the needs of the community can insulate itself from change. In fact, it would
fly in the face of the philosophy of public service for an organisation to arrogantly imply that it knows what is good
for the commtmity and does not need to listen. However, it is equally unwise for people defining policy, to ignore the
historical context and to see the questioning of change as simply the intransigent positioning of a vested interest.
Fortunately, there is evidence that policy makers are listening and that the worst excesses of the social market are being
realised as not the panacea for the solutions to law and order problems both now or in the future. As an example, the
core and ancillary task project started life with a confidential Home Office briefing document claiming e00 millions
could be cut from the police budgets by the transfer of taslcs to other agencies ("The Guardian," 4 August 1994), but
the final report, published in June 1995, recommended only change at the margin of policing (Home Office 1995).
Living with change and uncertainty and responding professionally is as familiar to any patrolling constable as it is to
the Chief Constable. The difference for the Chief Constable is that he has the responsibility of talcing the strategic view
and seeking to ensure the decisions he makes affect the work of his staff for the better and that ultimately improve the
service to the community. The central questions, therefore, for today's Chief Constable is, how does he respond to
the world as it is whilst, at the same time, maintaining the professional commitment to public service (Butler 1995a).
The recent legislation and accompanying government policies have potential benefits but the Chief Constable will be
working to avoid the pitfalls in his attempt to secure improvement.
Arising from the central question, there are a number of supplementaries. The first is concerned with the Chief
Constable's accountability. The 1964 Act, confirming the tripartite relationship between Chief Constable, Government
and Police Authority remains valid. However, there is a potential for the tension between local and national priorities
to create conflict. At present, the Home Secretary has only taken powers to set national objectives and these reflect
some of the concerns generally expressed by local communities. The difficulty will arise if the Home Secretary
bec,omes dissatisfied, or it is politically expedient for him to be dissatisfied with current police performance. In such
a scenario, he has powers within the Act to set specific performance targets for police authorities and this could
substantially skew the balance of police activities from local concerns to his own national concerns. At a more subtle
level, the annual publication by the Audit Commission of Performance Indicators may incline Chief Constables or
police authoritdes to change their priorities, not necessarily in line with local needs but, to achieve a higher position
on the national league table.
This potential tension between local and national priorities, may cause performance to be directed by what is measured
and compared, rather than taldng a more global view of police services. It is generally aclmowledged that the current
suite of performance indicators are an extremely crude means of measuring police performance (Butler 1995).
However, they do have the important political potential for the Government to achieve its apparently singular aim of
making the main job of the police "to catch criminals."
The third question concerns the way in which funding will be allocated in the future and, once again, if the "Trojan"
horse of the costed policing plan becomes a reality, the Government could increasingly take a crime fighting
perspective and reduce funding in areas that are not directly concerned with the catching of criminals.
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The preceding three questions relate to how the external environment could influence policing in the future, two further
questions are concerned
largely internal factors. The quality of service initiative recognised, at its heart, that there
was a need for the meeting of community expectations to be embraced as a central ethos of policing
In essence, there was a need to formally establish the culture of service in the words of Hirst
"This principle
of meeting community expectations must become as much a part of everyday police
as crime recording and
response." Much progress has been made in achieving this aim and an important element of it has been the
integration of police and civili staff and the development of the team culture. The Chief Constable must ask himself
how the proposed selling off of key civilian staff functions through compulsory
tendering will damage much
that has already been achieved. At a minimum, it will create substantial uncertainty amongst staff who may be
unemployed
the space of two years and this is hardly a climate within which they can be expected to increase
their productivity or become wholeheartedly involved in change programmes.
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The second element of the internal commitment of police forces is the way in which performance review and
monitoring can be brought down to the level of individuals. This personal responsibility and accountability will be vital
in the future but will have to be promoted in a way which is seen more as a positive learning experience rather than
a threat.

••

The Future

•
•
•
•
•
•

Policing services are not ends in themselves but are an important element not only of the social fabric of society, but
as a reflection of how communities see themselves as collaborative arrangements for the general well being.
Converting them to profit and loss accounts or ignoring the complexity of their work and limiting it to locking up
offenders has significant potential for not only harming the police service but the fabric of society. The analysis of the
urban riots of
by
is a clear warning of what can happen when the police lose their consent to
police.

•

•

•
•
•

•

•
•
•
•

•
•
•
•
•

•
•
•

•

•
•
•
•

•
•
•
•
•
•

1981 Scarman (1981)

The experience of history encourages those who are proposing change to major social institutions to have a vision of
the purpose of the changes in the context of the contribution it is making to the common good. Unfortunately there
are serious doubts about the existence of a vision in the minds of the people promoting the changes. As a former
President of the Association of Chief Police Officers

cornmented:-

-

What I do not see in all this is 'vision' the demonstrable vision of a government in a sophisticated
democracy
to lay down firm and worthwhile foundations for the future policing of this
country. Surely it is not unreasonable to expect that reforms striking at the heart of our policing
tradition are at least recognisably part of a cohesive and coherent strategy (Smith

seeldng

1994).

If there is an underlying vision it is more likely to be centred on the social market as the panacea for curing all society's
budget, a writer in "The
problems and a desire to reduce public spending. Commenting on the
Independent" observed, "It (the government) is not running a country; its running a business" (McRea
Analysing the budget speech filcher, McRea suggested the language of cutting back on administration and reducing
jobs in the civil service were the style "of a company chairman reporting another successful year."

November 1994

1994).

There is no doubt that the police service is at an important moment in its history. The quality of service programme
inaugurated by the police service itself was based on the concept of "meeting community expectations." This
reinforced the roots of policing in the community but also provided the opportunity, through consultation, to redefine
policing services and potentially the modify the role of policing. This redefinition must be based on community
expectations which are realistic about what the police can actually achieve. In a recently published work based on
explores the future options for
research in Australia, Japan, Canada, the United States and England, Bayley
a
tension
between
the
police
being
organised
to
provide
immediate
help in response to calls
police forces. There is
from the public and the "pretence" that they can simultaneously reduce crime in the long term. Bayley proposes the

(1994)
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adoption of "honest law enforcement" as the future mission of the police. It would be based on what the police are
already doing well "authoritative intervention and symbolic justice, with a special focus on traffic regulation" (Bayley
1994, p 128). There are rislcs for the police in this strategy but there are also gains for them and the community
because it exposes more starldy the realities of the causes of crime:In fact, honest law enforcement might be the best thing that could happen to crime prevention. The
fundamental problem with dishonest law enforcement, beyond its potential for embarrassing the
police, is that it prevents communities from facing what really needs to be done. As long as people
believe police can prevent crime, communities will not insist on something else being done (Bayley,
1994, p. 129).
In making these observations Bayley does not suggest that crime prevention should be removed from the police
altogether. The strength of his analysis is to make explicit the basis on which the blueprint for the future of policing
should be based. Law enforcement to the extent that it creates a minimum level of order, is an essential pre-requisite
"for the practical implementation of crime prevention policies." Honest law enforcement is based on the acceptance
that there are two questions not one - "What should societies do to prevent crime? What should the police do?" (Bayley,
1994, p.145).
If the blue print for the future of policing in Britain is based on the principle that the "the main job of the police is to
catch criminals" (Home Office 1993 para 2.2), then there must be questions about the long term prospects for real
sustained crime reduction. Furthermore the capacity for the police to retain their essential social legitimacy through
the provision of a universally available social service to people in need or at times of crisis will be called into question.
This should not just be of concern to the police because governments are equally at risk of loosing support if they fail
to provide security to their citizens. In the short term the government may point to their other declared aims for the
police such as "to protect, help and reassure the community" (Home Office, 1993, para 1.7), but the publication of
performance measures for the police tends to undervalue these roles (Reiner 1995). Furthermore, there is a need to
develop integrated strategies at government level to promote crime prevention and reduction by tackling the social
factors which do not excuse individual criminal acts but do create social conditions which facilitate crime as a response.
At the lime this paper is being written the latest Home Office crime figures are about to be released. There has already
been some advanced comment in the media ("Crime takes a battering," The Daily Telegraph, 29 August 1995). It is
likely that the declining trend in the numbers of reported crimes which started two years ago will continue. This will
be seized on as a justification of the law enforcement model of crime control. There is no doubt that improved policing
tactics have significantly increased the number of offences being detected and the increase in the number of persistent
offenders who are in custody has also made a contribution. But the challenge remains, how soon will the crooks get
wise to new policing tactics and how long can the community sustain the cost a building new prisons? In the short run
the increase(' public safety represented by a decline in the numbers of crimes is to be welcomed. The main question
remains, to what extent has the government put all its eggs in the one basket of crime reduction through the police the &honest law enforcement model? (Bayley 1994). The police service must ensure it stays true to its professional
judgement and not either be seduced by the single tactic approach, because if it does, it will have no one to blame if
future failure to control crime is placed squarely on their shoulders. This is where the police reform programme
started with a view that rising crime was the fault of a failed police force, the government provided the necessary
changes and when the police fail to deliver, the only conclusion which government can draw is the police were worst
than they originally thought.
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Local Police Boards:
Invisible, Inevitable, Invaluable
by

•

••
•
•
•

Colin

Saldanha*

I will begin by drawing upon four different sources to set out the framework of my presentation.

•
•
•

Earlier this year, the Canadian Association of Police Boards published a report, the purpose of which was to examine
what creates and/or
a successful police board. Its findings were based on a comprehensive literature search on
board governance, personal interviews, and a survey of police board members across Canada. The report, entitled
Putting the Tools in Place begins with this statement:

•
•
•
•

Board governance is essentially an invisible -function. Its practitioners leave daily operations to a chief
executive officer who often becomes the public personification of the organization. It is only when
problems surface and the organization is in crisis that the governing entity, and questions about its role
and effectiveness, is thrust into the spotlight.

•
•
•
•

malces

it is only then that the true importance of an effective board emerges.

1992 1994,

Oppal

•
•

From
to
Justice Wallace
from the Supreme Court of British Columbia, Canada, undertook a Royal
Commission of Inquiry into Policing in that province. He found, and I quote "The subject of governance may be the
most important issue examined by this Inquiry." He went on to say "The role of a board is very important in the
governance of police. The board is the employer of the police and collectively represents the community at large."

•
•
•

My next reference comes from a totally different source, namely Robert Putnam's Making Democracy Work: Civic
Traditions in Modern Italy. While I have yet to read the entire work, I am familiar with its contents and feel
comfortable in expounding them here as they echo similar conclusions reached by other academics and theorists.

•
•

This work is a twenty-year study into the ingredients of a successful democratic society. It finds that the prime
determinants for a thriving and prosperous society are not educational attainment, economic development, wealth, or
urbanism. Instead, it is the level of "civic community," communities with the greatest amounts of collective,
supportive activity ranging from leisure activities to school councils. It is societies that interact, listen to each other,
and work communally to resolve issues.

•
•
•
•

conference held this year in Regina, you will recall that Professor Ron
For those here that attended the
from the Prairie Justice Centre advanced a very similar point of view based on his own research and work with
community consultative groups. His findings parallel the view that informal community interaction is far more valuable
than a bureaucratic response.

•
•
•

My final introductory comment is marked by another significant leap. It too, draws upon the work of an individual
Jane Jacobs, author of the seminal study: The Death and Life of Great
who has made her mark on the world. In
American Cities, published an extraordinary work entitled Systems of Survival. Ms Jacobs theorizes that human
behaviour is governed by two distinct ethical systems. The first is a guardian syndrome, and would include such
entities as the armed forces, police, government ministries, legislatures, courts, and organized religion.

•

•
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* Dr. Colin Saldanha is Past President, Canadian Association of Police Boards.
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The second is a commercial syndrome, arising from trade and the production of goods, something unique to our
species. Broadly put, the guardian syndrome can be characterized as the public sector, with the commercial syndrome
being the private sector.
Ms Jacobs' proposition is that each mode of survival has its own discrete, and often contradictory ethical system.
Conflicts arise when one is imposed on the other. As just one example, she relates an instructive story about what
happened when the New York Subway Transit police introduced commercial values by offering monetary rewards for
incre,ased output -- in other words you were paid more if you wrote up more tickets and arrested more people. This
was undertaken as a means by which to offset funding cuts imposed on the Transit Police. Unfortunately, while there
was an initial surge in revenue, the end result was a substantial increase in false arrests and unjustified tickets, which
in tarn led to a significant outlay of funds to settle these claims which more than offset the increased revenue initially
gained.
Four disparate sources. Yet, I would suggest that melded together they offer significant and meaningful clues in
determining the importance of local civilian police boards.
My proposition is this: A Board, whether in the public, not-for-profit or private sector is the singular, key component
in determining the effectiveness, accountability, and responsiveness of an organization to its stakeholder group or
groups; that in a modern society, the role of a local police board, intimately connected to the constituents it serves, is
far more relevant to the community than a provincial or state oversight body; that the ability of a police board to fulfil
its role is fundamentally liniced to the proposition that the most important function of a police service is to be responsive
to the ne,eds of the community; and that the role of a police board is even more crucial because of the difficulty, even
the impossibility of measuring the success and effectiveness of a police service.
I will use the remainder of the time allocated to me to defend this proposition.

Board Governance
When the CAPB undertook its analysis as to what elements led to a successful Board, it found, time after time,
objective evidence that all boards operate on the same basic principles. One example is appointments to boards. In
other words, who should serve on Boards to make them as effective as possible.
The British Home Secretary in a discussion paper on appointing members to community police boards stated:
The Home Secretary will use his power of appointment to bring in people with relevant knowledge
and experience ... appointees will not necessarily be people from business backgrounds. The aim will
be to ensure that each police authority contains within its overall membership a range of people with
the experience, skills, motivation and energy which the authority will need.
Compare that with a recommendation from the draft report of the Toronto Stock Exchange Committee on Corporate
Governance in Canada. This 1994 report, entitled Where were the Directors, stated that "The Board should probably
be constituted with individuals of diverse background and experience ... we believe that each director should approach
each decision with an open mind and not be accountable to any constituency, other than the shareholders generally."
Finally, Robert Gale, in a handbook for university trustees, wrote:
There are two vital ingredients in building a strong board of trustees -- selecting good people and
educating them early and well. No amount of orientation or stimulation can make an outstanding
board out of a group of poorly selected persons.
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If Boards share common elements, it stands to reason that, unfortunately, they are victim to the same fatal flaws,
repeated over and over.

•
•

In an article on the collapse of a major Canadian financial institution, Wayne
wrote "In the story of Central
Capital Corporation collapse, one can see the basic elements of boardroom complacency, cronyism and absentee
directorship."

•
•
•
•

Lilley

As recently as this week in the Globe and Mail, a business columnist stated:

-

-

•
•
•

The existence of weak boards...explains why the Canadian public paid and paid, and paid to keep
(Petro Canada) in business
Ottawa pumped
billion into
over the years. Much of that
was wasted on acquisitions which had nothing to do with its original mandate.

•
•

Unfortunately, examples of weak, or misguided police boards also abound. Just to highlight one incident, I
use
the Colter Inquiry into the Niagara Regional Police Service, in Ontario, Canada, which released its findings about two
years ago. The Inquiry, which cost taxpayers
million, was called because of rumours of wrongdoing by the chief
of police and other officers and
of infiltration by org ized crime members of the police service. It ultimately
found examples of mismanagement, of poor oversight policies, and inappropriate actions by the Chair of the Board.
It did not find any evidence of criminal wrongdoing. In releasing his findings, Justice Colter concluded "The
fundamental misunderstanding on the part of the Board or some of its members as to the proper nature of its role
caused many of the problems that led to the
crisis and the calling of the Inquiry."
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I have dwelled at such length about the similarities of private and public sector boards for one primary reason.
Measurement of board and organizational performance is extremely difficult in both sectors. However, there is an
ultimate test in the private sector which does not have an equal in the public sector. I would suggest that if you accept
my point that all boards operate in a similar fashion, then you must accept that ineffective and weak boards have an
equally devastating effect on the organizations they govern, regardless of whether it is in the private, not-for-profit,
or public sector.

•

Importance of Police Boards

•
•
•

The importance of boards is best measured inversely, or some might be tempted to say, perversely. Effective boards
are, in essence, invisible. Their responsibilities of governance and oversight do not make headlines. Failure, often
massive and dramatic, does make news. Often, then, and only then, is the influence of a board felt.

•
•
•

•

•
•

•

•
•
•

Nick Leeson is, by now, a well recognized name. He has been vilified as the individual who single-handedly brought
down one of the oldest and most secure banks in England. The Queen's banker no less if I recall correctly. It was
only after the sensationalism of the first few days abated that the question "Where was the Board?" surfaced. Yet I
would argue that question is the most pertinent and relevant to Mr. Leeson's exploits.

•
•
•

Why were policies and procedures not in place to prevent one person from destroying an institution? What checks and
balances were introduced to protect shareholders and creditors? What was the Board doing to protect the future of the
institution it was leading?

•
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The same questions can be asked of the Boards of
corporate collapses in Canada.

Bramalea Limited and Confederation Life, .two recent major

Failure in the private sector can, ultimately, be measured. It can be measured and evaluated in terms of bankruptcy
wrote, the fall of Central Capital Corporation, and
lost savings, creditor debt and so on. As Mr.

proce,edings,

Lilley
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I quote "(with the)
attendant loss of jobs, reduced market competitiveness, depletion of government-run deposit
insurance funds and flagging public confidence.. .are reasons enough to seek corporate governance reform."
Failure in the public sector, especially in policing, is more difficult to gauge. Most police practitioners will agree that
current instruments to measure police performance, whether it be the collection of statistics or public opinion surveys,
are at best, inaccurate, and often misleading. This is especially true at a time when the police community has switched
its efforts towards community-based policing a philosophical approach I should stress that is in keeping with the
and Professor
research undertaken by Mr.

Putnan

--

Schriml.

Yet, if traditional performance indicators are no longer valid, then how much more difficult is it to assess the value
of community-based policing programs.

1994,

Solicitor General Canada sponsored a Workshop on Evaluating Police Service Delivery One of
In November,
the presenters, Dennis Rosenbaum, from the Department of Criminal Justice and Centre for Research in Law and
Justice, University of Illinois, examined the current transition to community policing in North America. He found,
and I quote:
..

Controlled evaluations of community based policing are few and far between...unfortunately, as
critical
have noted, evaluations of community-based interventions often suffer from
weak research designs and measures, thus making it difficult to draw any firm conclusions.

methodologists

This inability to objectively assess performance allows less than successful public organizations to survive, for their
failure is masked, often only revealed following the expense of a structured inquiry or commission if matters
deteriorate to that level.
The difference between the two sectors is stark. Governments are often either powerless, or philosophically unwilling
to intervene when a private sector entity collapses. For whatever reason, and recognizing this is not true in all
instances, private sector failure is often allowed to happen. Governments are far less inclined to allow publicly funded
institutions to fold, or even intervene when the organization is poorly run or ineffectual. For one, it is next to
impossible to identify a poorly run police service, especially from the outside as it were, given the lack of precise
measurement. Secondly, public sector entities, unless totally ineffectual, will continue to be supported by public tax
dollars. This is true for a number of reasons, ranging from bureaucratic or government inertia, to the lack of any
competitors that can move in and supply the same service at a moment's notice.
Retuning to Ms Jacobs hypothesis for a moment, she theorizes that it would be an error to hold the performance of
police services to the private sector's traditional bottom line. She maintains it offends the traditional role of police in
forced.
society and would be an aberration that has proven harmful to the institutions upon which it was

improperiy

ou

If you accept that view, it just adds to the conundrum. There is no bottom line. Nor is there a precise instrument to
determine the police service's success in meeting its priorities.

titis

-

I would suggest
leaves one measure that has withstood the test of time the gut. The gut feel that matters are not
as they should be, or whispers of discontent from various constituencies, or an awareness that the police and the
community are not on sync on certain issues.
I would further suggest that the local board provides the best collective gut for both the police service and the
community, for it is ultimately based upon the
between the community and the police. It has a foot in both
camps, an understanding and an appreciation of both.

linicages
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As I said earlier effective policing is based on one central fact that of community consent to allow itself to be
policed. The priorities of policing must therefore be based on the needs of the local community. Only then do you
have the all important partnership between the community and police and only then do you truly have effective
policing.

-

This leads back to Mr. Putnam's work, where he presents the value of the civic community. Police must become
involved, responsive.
central to the community

- interlinked,

The role of a local civilian police board, in the absence of private sector motivation, is to be the voice of the community
in ensuring this process of integration is a priority and becomes pivotal in the core of the police service. It
accomplishes this task through the establishment of policy, the setting of police priorities and by selecting the right
individual to put its vision into action.

•

The role of a police board, in the absence of meaningful performance indicators, is to be the 'gut' feel of a police
its chief executive o cer, it must guide the organization through a constantly shifting and
service. In conjunction
evolving landscape with its own set of moral precepts and ethics, which are different than those that motivate the
private sector.

•
•
•

The role of a police board is to give absolute and compelling substance and fact to the first of the two principles which
states are fundamental to policing in a democratic society that the police who enforce our laws are
Justice
ultimately responsible to civilian authorities.

•
•

•
•
•
•
•

vvith
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Oppal

fimdamental

to policing in a
Finally, the role of a police board is to protect and maintain the second principle
political
interference,
of
or
fears
to
be
independent
from
political
interference,
of
police
democratic society the right
in investigative and operational matters.

-

•
•
•
•

It is because of this last point, and there are others, I would argue against the ability of a local municipal council acting
as a police board. The temptation to interfere is often overwhelming as witnessed by events in many jurisdictions
across Canada. And no matter how innocent such interference may be, its existence, or the threat of its existence, can
well compromise a local police service.

•
•
•

The situation is even more precarious in the United States, where many jurisdictions operate under a strong mayor or
city manager scenario. In these circumstances, where the Mayor or the City Manager can hire and fire a chief of
policé with impunity, the threat of political interference is far more evident.

•

-

••

Role of the Chief of Police

•
•
•
•

I have made the statement that a local police board properly constituted, trained and with adequate resources, is the
p mary force to bring about positive change in a police service and is the most effective form of civilian governance
of police. I believe it is necessary to defend this statement by reviewing the role of the chief of police vis-a-vis the
Board.

•

•
•

•
•
•
•
•

•
•
•
•
•

•
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It is a truism, almost too trite for repeating, that the most important function of a police board in Canada is hiring the
right chief of police. The right chief can allow the board to continue its invisible role, working in the background as
I maintain it should. A board, incompatible with its chief for whatever reason, will cause at the very least, a paralysis,
at worst a disintegration of morale and direction.
However, even if we were to assume that every board made the right choice, the board's role does not conclude with
the hiring process. The chief has operational and day-to-day control. The setting of priorities, the establishment of
policy, the emphasis and focus of the organization, while undertaken in collaboration with the chief of police and his
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•
•
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or her executive, is the board's function, both in terms of legislative requirement and as held in good corporate
governance.
I said earlier an effective board acts as the 'gut feel' for the police service and the community. The chief of police
operates in a similar fashion. In fact, his or her 'gut' for what is happening internally within the organization is
invaluable. The board relies upon this insight, matched with the expertise brought to the position by its chief executive
officer, to make the necessary decisions that impact upon service delivery, program development and so on.

spealdng

The board should also depend upon the chief of police for his or her assessment of the external situation. I am
not about law enforcement issues, but about community issues. I want to make it clear that in this, as in other matters,
the relationship between individual board members and chief should be collegial, not

hierarchial.

However, I would argue that a local board, again properly constituted, is in a far better position to accurately interpret
the issues and concerns of the community than the chief of police. I hope you noticed the emphasis on my careful
certainly
choice of word: Interpret. Any good police executive will know about the communities concerns and
have a deep understanding of the law enforcement issues.

vvil

The difference I would draw is the interpretation drawn from the facts. I maintain a board is in a better position to
decode, decipher the shadowy signals gained almost by osmosis than is the chief of police. For one, the board is
composed of a cross-section of members who should be representative of the entire community, not just business or
labour, or decision makers such as politicians. In this particular instance, several heads are much better than one
the same truism that applies to all aspects of board governance, and in fact, to democratic societies.

--

Secondly, the chief of police is a captive of his or her experience, much as we are of our own. The Board depends
upon that experience for advice and recommendations. Often the Board will act as a sounding board, or a chamber
of sober second thought to endorse the actions of its chief executive officer. At other times, it will act as a brake, or
direct a different option entirely. I would suggest that is appropriate and sound.
As I said the chief of police is captive of his or her experience, part of which has aided that individual in achieving the
rank. What is that experience? As one senior officer told me when I was appointed to the Peel Board,
Saldanha,
you have to understand, a police officer spends
per cent of his or her time with the per cent of the population you
never want to meet. That changes a person."

95

5

"Dr.

While a chief of police obviously grows, even gains insight from the work undertaken in the front line, I believe most
would agree it Will alter or amend your point of view. The Board, collectively, also brings different points of view
to the table, based on their individual experiences. However, collectively, I would strongly suggest, the Board brings
a more actual and exact read of the community's needs and issues.
I realize this is potentially a contentious point, which I believe requires some illustration.

1 will, with your permission, draw upon my experience as a member of the Peel Police Services Board so as not to
potentially embarrass any of my colleagues in the audience. In doing so, I would say that I believe we have one of the
senior police chiefs in Canada, who has gained a well earned international reputation.
About four years ago, the Board under the guidance of the former chair, sensed there was a need for an improvement
in the manner in which we investigate spousal assault and the physical and sexual abuse of children. There were
provincial standards in place; however, the Board was not convinced it fit the bill.

titis

When
was first broached as part of that year's budget discussion, the Executive Management informed us it was
impossible to acquiesce to our direction because of funding constraints. The Board persisted. Three years ago the
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funding was reallocated in response to the Board's direction, which was simply this is a priority for the Board. The
"How" of fulfilling the Board's direction was left solely to the chief of police and his executive.
Later this Fall, I am pleased to say that, on behalf of the Board, I will be attending the International Association of
Chiefs of Police conference where our program on the investigation of the physical and sexual abuse of children is to
receive the Webber Seabey Award, given to mark excellence in police programs.
Another example, more directly related to the Board's community gut, is a Community Summit on Safety and Security
sponsored and organized by the Peel Board. This event was held in October, 1994, and it drew 140 people who spent
one and half days focused on how the community, not the police, could undertake initiatives to maintain and enhance
the safety and security of the residents of the Region of Peel. This was not done in exclusion of the police, but rather
through an understanding that the police and the community share responsibility in this key area.
I believe it is telling that the Board sponsored this event and supported many of its findings, including the commitment
of some municipal taxes to fund crime prevention associations as opposed to the police.
In both those examples, and there are others, the Board either acted on its own initiative, or directed that action be
taken. They were not actions or initiatives introduced or even initially supported by the police service. Instead, they
were formulated by the Board which, through the benefit of having a foot in both camps, sensed a need for action.
I would freely admit there was no scientific measurement involved. Instead, it was conversations vvith other
professionals, the neighbour across the fence, insights from our ovvn expertise and so on that drove the process.
Equally, there are numerous examples where the Board endorsed action brought to its attention by its chief of police.
Several years ago, the chief of police identified an increase in complaints against police officers because of
inappropriate comments. He suggested training sessions on tactical communications -- in other words "verbal judo."
The Board agreed and whole heartedly endorsed his proposals.
More recendy, the Board, acting on advice from the chief, authorized undertalcing the accreditation process as
administered by C.A.L.E.A. in the United States. This resulted in the Peel Regional Police becoming the first
accredited police service in Ontario.
Both initiatives serve the community. Both came from the chief of police. However, and there is a subtle difference,
both came from his knowledge of the police service and experience in police matters. They did not flow from the
comMunity, even though the community will benefit from them.
Boards and their chief executive officers work best when they work in tandem -- both bringing their strengths to the
table. My strong belief is a key strength of a police board is its unparalleled situation as a barometer of the community
being served. The chief of police has an equivalent position as barometer for the police service, recognizing neither
are mutually exclusive.

Provincial or State Oversight
Before I conclude, a brief comment on the role of provincial or state oversight bodies. They serve an important
fiinction, mainly as oversight entities, as opposed to governance. They act as a regulatory or quasi-judicial body that
in essence bacicstops both boards and police services. They often become the repository of messy situations that cannot
be resolved locally and require an agency unconnected from the local community to come in and resolve.
That, of course, is precisely the reason why they cannot replace local boards. As Mr. Putnam has described, ultimate,
effective democracy begins at the community level, at the police board level, not imposed from above. By their very
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nature, provincial oversight agencies are disconnected from the "civic community." In fact, to properly perform their
duties, it is almost essential they be so.
As I said, provincial agencies are oversight bodies. They largely watch and observe -- they do not govern. Judicial
decisions in Canada have essentially minimized their role in any situation except where there are allegations of
improper or illegal behaviour. In other words, until something goes wrong, they do not have a role to play in local
police services. They may suggest, recommend, even cajole. They cannot interfere. They cannot govern. They
cannot be the gut for the community.
Nor do they have the same degre,e of accountability. Boards, representative of the constituencies they serve, must by
the very nature of their make-up be responsive and accountable to their neighbours, friends and family. Their
investment is a microcosm of the investment we all make in the "civic community." Chiefs of Police share that
responsibility, at times as a resident, but certainly through his or her reporting relationship to the Board. The same
holds true for the women and men of the police service who are employees of the Board.
Provincial agencies operate under no such prerequisite. They are responsible, and responsive, first to the state or
province and operate under narrow legislative principles. Their primary accountability resides elsewhere than in the
"civic community."

Conclusion
Local police boards have been a happy accident of fate in Canada. •For all the shortcomings of actual practice, they
have provided a valuable forum by which the community has invested in their police services. They have given a
Canadian twist to Sir Robert Peel's now immortal words about police and the community.
Like Canada, police boards are a relatively immature creation -- new to the world scene. Their promise is great and
I am convinced their evolution will enrich and empower our communities to the benefit of the people we serve and to
women and men of the police services themselves.
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Whatever Happened to Community Policing?
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It explains the
or
One of my favourite academic articles in psychology is Miller's "The magical number
brain's tendency to chunk information together into this range of categories. I look out for good examples and this
"Seven stages of any project you have ever been involved in" caught my eye the other day.

•
•
•
•
•
•

Tackling the question "Whatever happened to Community Policing" is an excuse for reviewing one of the longest
running projects in British Policing. One which went underground some years ago and now re-appears in a number
of disguises. The relevance of the slide lies in my interest in trying to work out where Community Policing has got
to; what effect the current policing environment in the UK is having on the project and what the prospects are for
phase, but I hope to
This kind of talk may of course be part of that last legend
winning through to phase
avoid that.

•
•
•
•
•

The first major British trial of a comprehensive community policing experiment under urban conditions started in
At the
report on the Brixton riots published in
Notting Hill in London as a direct response to Lord
himself
mightily
unpopular
made
Alderson,
had
Constable
of
Devon
and
Cornwall,
John
the
Chief
preceding inquiry
in public that had the Commissioner for the Metropolitan Police been
with his colleagues by telling Lord
following his Community policing strategy before the riots, they would not have occurred. The hostility caused by
these remarks was intense. When the Trustees of the Police Foundation met to discuss helping to mount and evaluate
a flagship community policing project in Notting bill they called it Neighbourhood Policing to avoid any suggestion that
Alderson had won a victory.
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This experiment in police reform gathered extraordinary momentum in the mid-eighties. The project team directing
million.
experimental schemes all over the Met and Surrey had, at their peak an annual budget of around

£1
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The high flying junior of cers who were running the project, nominally reporting to a Chief Superintendent, had
unprecedented access to senior officers both at Scotland Yard and out on operational divisions. First, Sir David
McNee, then Sir Kenneth Newman, as Commissioners, provided considerable support for both the theory and practice
of the project. Both were motivated by massive political problems. While Sir David had the Brixton riots round his
neck, Sir Kenneth had to cope with the PSI report on Londoners' attitudes to their police. In effect this was the
tapes produced as sociology. The motivation to find a new and better way was intense. In retrospect, I
believe the project had the same managerial significance in UK policing as the oil crisis in the oil industry or the advent
of digital control in mechanical engineering. But at the time this was barely appreciated. I don't have to spell out to
this audience what the revolution was about. But for anyone with shorter time horizons in this field than the mid
it is vital for them to understand how old some of the so-called new ideas rea y are.

Fuhrman
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80's

The Neighbourhood Policing project was a comprehensive attempt tb control the reactive spiral whereby more and
more police resources are applied to chasing after ever increasing public demands for service. When reaction rules,
the police culture is dominated by CD who laboriously tackle each case without a thought for prevention or integrating
their work with the preventive work of their uniformed colleagues. The NP theory stressed the necessity of creating
preventive strategies; of what is now known as the problem-oriented approach; consultation with the public;
with other agencies on equal terms; using better relations with the public to generate better criminal intelligence;

worldng

* Dr. Barrie Irving is Director of the Police Foundation, London, UK.
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changing CID working methods. And above all winning back time for all this by introducing some sensible way of
prioritising cases, limiting fire-brigade policing and educating the public to temper their demands for service, and help
themselves.
The project implied massive changes in working methods, organisation and the distribution of status. Fast action and
"feeling collars" had to give way to planning and problem solving. Leadership and order-giving was meant to give
way to consultation, teamwork and coordination. The tough, macho, control culture was meant to be massaged into
one which stressed collaboration and negotiation.
The timeliness of this attempted reformation needs to be understood. Consider the collective impact of the
over less than a decade:
•
•
•
•
•

follovving
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The Brixton riots and
report;
The PSI report on Londoners' attitudes to police;
The report of the Royal Commission on Criminal Procedure;
The PACE Act; and
The Guildford and Birmingham miscarriages of justice.

All pointed to the need to challenge traditional policing methods and culture.
Now let's shine the dim light of management science on the aspirations of the Neighbourhood Policing project. What
would we predict?
We would expect the proposed changes in status and working methods to provoke intense resistance and political infighting. We would predict sabotage and double-dealing from top to bottom. In other words, we would expect phases
to of that project scenario to ensue and they did, with a vengeance.

2 5
The CED at Notting Hill flatly refused to work with the project team and boycotted most elements of the trial. After
two years a crime desk to prioritise work was established, but no thanks to the CID. Factions developed around the
policing of a symbolic location in Notting Hill (the All Saints Road) in which Afro Caribbeans traditionally traded
drugs. Policing this area became the focus for the hard faction in the division. They used their relations with special
squads ru n from Scodand Yard to reinforce their power and prestige and to subvert community consultation and
experimental policing tactics. Senior officers could not contain this in-fighting because they were split themselves along
the same lines. The Divisional Commander was at one time brought close to a nervous breakdown.

--

However, battle was joined
new versions of the original ideas were exported to other forces; here and there
transplanted concepts took root well. New trial systems were set up. In
evaluations of NP project were published
which did not pull punches. The trials were shown to be expensive some of the ideas were flawed; the benefits as
always were hard to demonstrate. But on the plus side it was also argued that the trials
have produced much
better results with more time, better training and preparation, and more appropriate IT.

--

1989

mights

It was even then becoming clear that IT held the key to the proper development of proactive policing strategies in
particular problem solving and process management.
Nevertheless the roll call of concepts which took root between
•
•
•
•

Graded response;
Case screening;
Crime desks;
The proactive and problem-oriented approach;
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82 and 88 was impressive:
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Planning rounds; and
Geographic responsibility

to name just the best known.
The thrust of this reformation, let me emphasise this again, was to substitute information led planning and problem
solving by teams working with the public, for action oriented individualistic thief taking and its macho go-it-alone
culture.
If this was the long wave reformation process on the ground in UK policing, what then was happening in policing's
The Conservatives, the natural party of law and order seemed
political environment:
to be heading in the opposite direction. Apparently they were increasingly irritated by escalating crime, falling
detection rates and ever-increasing policing costs. Successive Conservative Home Secretaries have moved from
criticism on the sidelines, to direct action to reform policing from without. They and their party have had some simple
and straight forward ideas about what to aim for:

something.altogethendifferent.

•

••
•
•

They want more criminals caught and sent to prison;
They want calls for service answered quickly;
They want the police to give value for money;
They want a system of controls which puts ultimate financial control with the Home Office, and local control
a carefully contrived representative machinery insulated from local government; and
Last, but not least, they want crime prevention but funded by the private sector if possible.

vvith

This want list has been promoted by a number of reforms of the power structure around policing. At first sight they
look well-conceived and well-aimed:

•
•
•
•

Key national indicators and standards of police performance have been set up and results are being published
as de facto league tables;
Chief Constables terms and conditions of employment have been altered to increase accountability;
Police authorities have been reformed to give them greater input from business and arguably strange links with
Whitehall; and
Within tight centrally controlled limits, police authorities and Chief Constables have more budgetary discretion
which removes what used to be an excuse for inaction, without allowing any real increase in fiscal autonomy

•
•
•

These grand strategy moves have been accompanied by considerable central effort over the last five years in tackling
the need for more effective policing tactics and middle level strategies based on them. The Audit Commission has
spearheaded reviews of Criminal investigation and is now tackling Patrol. The Police Research Group at the Home
million on Crime Management research. A national IT strategy for police has been
Office has spent more than
published.

•
•
•

What does this research add up to in large part and I have heard Audit Commission researchers say as much it
consists of finding good practice on the ground, describing it in systematic terms, then communicating the results back
to the service.

•

•

•
•
•
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•
•
•
•
•
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Small wonder then, that the results are like echoes of the NP project and its offshoots. And this ghostly dance from
research to trial to research goes on down the years.
Those of us getting to the end of careers in this field, begin to see that there is a meta problem which needs to be
addressed. That problem is the extreme resistance of the police culture to a coherent unified process of change, and
in a turbulent operating environment.
its consequential inability to maintain

adaptiveness
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Accepting this meta problem, I must sympathise with my government's irritation and its search for the Holy Grail
which will accelerate and cohere the process of innovation and adaption in policing. However, I am concerned that
the engine which has been built to pull the policing juggernaut will pull in the right direction, if it pulls at all.
I want to address this issue in two ways -- first I want to try and assess whether the bold outline of the government
strategy is helpful in promoling and enlarging what I call the Neighbourhood Policing reformation. Then I want to look
at the content of the strategy and see whether, for example, the choice of key indicators is appropriate.
First the bold outline:
When you strip out all the bureaucratic detail, our Government strategy on policing seems to be mainly aimed at the
amour propre of Chief Constables. The crude national league tables of PI' s are difficult to dodge. With nearly 50
players and little corporate agreement among Chief Constables the system will not be boycotted.
Chief Constables also have to face the newly strengthened Police Authorities, vvith their improved allegiance to the
Home Office. Below them Senior Officers' efforts in contributing to measured force performance, come under direct
scrutiny in the inspection process which is controlled from the Home Office. As long as resources are strictly limited,
which they are - poor performance can provide an effective opportunity to persuade forces to adopt good practice.
Here however we hit a snag: the good practice described by the Audit Commission and others, relies for its
implementation and success on the quality of management below Superintendent level. Police Foundation research on
quality control in Crhninal Investigations and the allocation of resources in reactive policing, strongly suggests that the
discretion of constables and their sergeants is not under proper management control and that no efficient form of
feedback exists to allow implementation of new schemes to.be monitored and, if necessary, fine-tuned.
It was one of the outstanding findings of the NP evaluation by the Police Foundation that much policing is factitious.
It wdsts as a set of labels only. Look below the surface at behaviour and actions don't match the words -- traditional
methods persist. The new has to be driven into place, and then constantly monitored and maintained to force out the
old. The volume of reactive demand will always provide the lower ranks with a reasonable excuse for exercising their
discretion in favour of traditional worlcing methods and style.
I don't think I could get one prominent change management expert to vote for a basically punitive top-down reform
strategy like this, unless re,source,s were also dedicated to tackle the middle management issues. It could be argued that
the effect of government strategy on Chief Constables and their immediate colleagues will be sufficiently powerful to
motivate them to tackle these issues. But this leaves out of consideration the relative ease vvith which police
performance can be constructed to fit government criteria. I am not suggesting that returns on key performance
indicators are open to gross manipulation. But, they are certainly open to some manipulation and, once published, they
are then wide open to special pleading and interpretation. Policing is so multi-facetted and there are so many
alternative process outcomes which may be accounted success, that the whole PI approach while it may prove to be
catalytic in the short term, is easy to strip of its apparent power.
I would illustrate this by referring to my own research on how constables make decisions about the allocation of their
time on patrol and responding to incidents. We discovered that the overriding consideration on time expenditure was
the subjectively assessed moral worth of the individual incident. This simple finding poses an enormous problem for
the PI macro strat,egy and for other control strategies aimed at the senior ranks.
There is an irritating point in logic about measurements and quality - strictly the quality of an action is that part of it
left when all that can be quantified has been. If the majority of police resource is disposed at local level on the basis
of qualitative individual decisions, then the way forward for reform I would argue, is to concentrate on the system of
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negotiation between managers, public, and these decision takers. This industrial democracy approach to policing is
a million miles away from my government's current strategy.

•
•

Nevertheless if that strategy is even a weak catalyst for change, so much the better unless it pulls in the wrong
direction.

•

•
•
•••
•

The PI accent is on traditional policing performance:

•••

clear-up rates;
no's of reported crimes; and
speed of response to public demand.

•
•
•

These Performance Indicators which form the basis of the league tables hark back to reactive thief taking. The Audit
Commission are promoting proactive methods which echo the Neighbourhood Policing theory as means of achieving
improvement. But I am not convinced that this message about how is heard above the noise about what.

•
•
•
•
•
•
•
•

This is apparent at a more subtle level in the way new models of crime management in the UK are presented by senior
officers. The leading model in this field stresses the centrality of criminal intelligence, including Crime Pattern
analysis, to direct problem oriented, proactive policing. However, the model is promoted in two very different ways
by di erent chief officers. One entirely leaves out of his presentation any mention of crime prevention, multi-agency
collaboration, sharing responsibility for priorities with the community etc. In effect community policing is written out
of this version of the crime management model. In another force, some distance away, the community policing factor
is boldly evident. There's that split again. However, this time around the government's rhetoric and their apparent
priorities support the split.

•
•
•

•
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This split is scarcely likely to be lost on junior ranks. When you're learning the business, the simple objectives of thief
faction in
taking and rapid response are attractive. The service is vulnerable to revisionism. The up and at
policing can turn even the most sophisticated crime management approach into a reactive caricature of itself.
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Consider the new role of criminal intelligence as a driver for proactive policing. If the only intelligence packages that
are old fashioned red-hot surveillance prospects, and crime prevention ideas are put on the back burner,
are
then proactive crime management becomes business as usual for the old guard. It is too much to expect a revolution
in the generation and use of criminal intelligence over night. Moving it centre stage before or during that revolution
imposes an unreasonable strain. Faced with the glare of performance measurement, officers faced with that strain will
retreat to well-tried and tested formulae.

•
•
•

At the macro level I know I am speculating. But at the micro level the evidence is available that government medicine,
of affecting coal-face working, creates tensions with the long-wave reforms which hark back
weak though it is in
to the neighbourhood policing experiment in the early

•
•
•
•
•
•

•
•
•
•
•

•
•
•
•
•

actioned

terrns
80s.
Let me try to aunmarise where I think these tensions lie. I think PIs are a distraction from the managerial problems
that really beset policing. I think they create an atmosphere of conservatism. Indeed ru nning an award scheme for
management innovation, I have watched the entry list decline over the last two years. I think that PI and other topdown imposed systems encourage a split between different philosophical factions in police management. In any case,
managers. They help create an inappropriate authoritarian
such external judgement systems tend to
atmosphere at the top. Less of that is needed in police management not more.

infantalise

But, and there is a big but, feedback on performance and responsiveness to public demand and criticism are essential
elements in any public service. Can these conclusions be reconciled? Yes, I think they can; if police managers at local
level take the concepts of performance measurement and responsiveness to public demand and adapt them for local
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use. It is meaningless to be told that forces A, B and C are in the top quartile for reduction in reported auto thefts,
if you have no idea how that goal features in their plans, what local schemes for achieving the outcome are in place
etc. Local accountability for services provided can, should and in many cases does cope with that kind of complex
grounded information. Valid macro level performance assessment must be based on aggregation of these data, not on
their homogenisation. In a few forces sophisticated local planning, public consultation, and performance assessment
feedback mechanisms are in place. In these forces the macro PI system becomes quaintly redundant -- of little interest.
Who leads the field in developing this Idnd of negotiated policing -- well fancy that. It's the County force where the
deputy chief constable and his assistant chief constable in charge of support operations are the same two mavericics who
produced the Neighbourhood Policing blue print in 1981.
It's strange, isn't it, that a government who set its heart against intervention in the job of running enterprises should
have become so involved in intervening in the management of public services. In policing, when the dust settles, that
intervention certainly won't look catastrophic but neither I think will it look like a model of catalysis.

Appendix: Supporting Materials Follow
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SEVEN PHASES OF EVERY
PROJECT YOU HAVE EVER KNOWN

1.
2.
3.
4.
5.
6.
7.

Wild enthusiasm
Disillusionment
Panic
Search for the guilty
Punishment of the innocent
Reward of the uninvolved
Creation of the legend
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Community-based Policing and Its Impact on Restructuring
and Personnel Policies

•

by

•

Curtis G. Allen *

•
•

•

I am extremely pleased to have this opportunity to address such a prestigious gathering of police executives from
Canada and the United Kingdom on managing the key challenges that will face all of us in police organizations in the
century. Even though I was not the original choice, (I am here by default because the Commissioner and Deputies
were otherwise engaged) I would like to think I am an appropriate choice, since in my position as Director of
Personnel, I am directly involved in the day-to-day activities which affect the management of human resources; the
po cies which govern the planning and implementation of strategies; and, fortunately, my position also allows me to
have a global perspective of how people and programs complement each other as a result of strategic planning.

•
•
•

The themes I would like to focus on are how does the RCMP in general, and the Personnel Directorate specifically,
restructuring initiatives, under conditions of restraint in order to face the
community policing; and
link to:
challenges of the
century.

•
•

For those of you who may not be familiar with the RCMP's philosophy on community policing, I would like to spend
called for
a few minutes providing some background information. The Commissioner's Directional Statement in
a return to community policing in order that the police and the community could work in partnership to identify
community concerns, share in the decision making process, and together take on the responsibility of resolving local
problems to ultimately reduce crime and disorder.

•
•
•

the management and implementation of these changes has been slow. It is necessary to reinforce the
Since
importance of restructuring the administrative processes and procedures currently in place with a view to eliminating
century.
existing barriers in order to move ahead with the new challenges that we will face in the

••
•

•
•

•
•

•
••
•
•
•

21st
li

(1)

21st

(2)

1988

1988,

21st

First of all, what is community policing and why is the RCMP committed to its philosophy and method of service
on RCMP Community Policing:
delivery? To quote directly from the Strategic Plan Update RCMP

- 1992-1995

•
•
•
•
•
•
•

Society is in the midst of a profound change that is compelling police services, among other public
agencies, to reassess the relevance of their present roles and responsibilities. Many police forces in
Canada, as in other parts of the western world, are recognizing that the community is no longer
willing to be regarded as a passive recipient of police services. Reduced resources and a more aware
activist and culturally diverse public, among other things, are leading police forces to examine the
types of services they are providing and to re-organize their delivery of those services. The RCMP
is not alone in its choice to adopt the philosophy of community policing as their response to a changing
society.

•
•
•

or collection of programs added on to existing police programs such as
Community policing is not a distinct
or crime prevention. Community policing is a philosophy
traffic
law
enforcement,
investigation,
drug enforcement,
that forms the basis for the delivery of all police
of policing and a method of service delivery. It is a
as policing: crime
services. Community policing goes beyond the bounds of what has traditionally been
investigation; law enforcement; and maintenance of order. These functions are still part of policing under this

•

•
•

•
•
•
•
•
•
•
•

prograrri

"mind-set"

*

Assistant Commissioner Curtis Gordon Allen is Director of Personnel,

55

lcnown

Ro);a1 Canadian Mounted Police.

-

•
•

philosophy, but the police are also concerned with addressing unique needs and problems with the people which they
are serving. In other words, community policing is "an interactive process between the police and the community to
mutually identify and resolve community problems."
The adoption of the philosophy of community policing allows the RCMP to become more responsive to the needs of
the communities it is serving. The open management style of community policing under which police officers and
members at all rank levels are empowered to make appropriate informed decisions and take action, will give the
members of the RCMP the flexibility needed to provide a completely responsive, integrated, and relevant police
service.
From this, we can see that we really have no choice but to drastically change the way we have conducted business in
the past. If we look towards the future, following are some of the challenges we will face at the turn of the century.
This data is based on research prepared by the Ministry of the Solicitor General and the findings are outlined in the
publication: "A Vision of the Future of Policing in Canada Police-Challenge

-

2000";

socio-demographic

•

trends will have significant impact on police work in terms of the nature, scope
A variety of
and types of crime, offenders, and victims;

•

The changes in the family structure caused by women who make up a large percentage of the Canadian labour
census data, results in more empty residences during the day and non-parent
according to
force
supervised children and youth, which will increase the problems related to street policing;

•

Rapid technological advancement creates new forms of property thus facilitating new forms of the and
vandalism; and

•

(46%)

1990

ft

•
in some difficult choices over limiting

Financial restraints will severely limit police force budgets resulting
service and a greater burden to prove police efficiency and effectiveness.

Additionally, among the most important challenges that police departments in Canada will face in the years to come
are the issues revolving around policing of Aboriginal peoples and the rapid increase as a multicultural society.
Among the concerns of policing Aboriginal peoples, there is the problem of equity of treatment, equality of services
in Aboriginal communities, and the over-representation of Aboriginals in the correctional system. Some alternatives
in dealing with these problems include allowing Indian and Inuit governments to administer their own police services;
having Indian and Inuit contingents within existing police services; or to enhancement of non-Indian and non-Inuit
police services to address Indian and Inuit concerns.
Policing in an increasingly multicultural Canada will be challenged by racial tension and diversity issues requiring
police forces to recruit, promote and retain more visible minorities, pursue more cross-cultural training and awareness
sessions, liaise more intensely with minority groups, and be subjected to greater public accountability.
Therefore, in order to meet these challenges and to implement community policing, our organizations must be
transformed. They must become more open and accountable and less concerned about hierarchy, allow a greater
responsibility and autonomy for front line officers, and be based increasingly on the mission of solving local problems
in partnership with the community. The following charts show the changes that have already taken place in order to
change our mode of operating (please see Appendix, Slides and

1 2)..

There are four major corporate initiatives currently underway, each contributing in a significant way to the attainment
of the RCMP vision for the future and to maintaining the values of quality and excellence. This is a shared vision
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where HQ is seen as the centre of policy excellence, the Division HQ's as centres of operational excellence, and the
as centres of service delivery excellence. These initiatives are:

detaclunents
• The New Strategic Plan, which is the cornerstone of our vision, because it is concerned with our core

business of policing, which is to attain safe homes and safe communities for the public we serve. The strategic
plan therefore leads us in the direction of "where" we want to go;

•
•

•

•

•
•

•

•
•

•
•

•
•
•
•

•

The Program Review clarifies "what" our business lines are; defines which areas of business are most
important and how we should position ourselves in order to provide maximum service to the client with
minimum cost to the organization;
Organizational renewal focuses on moulding the organization into a structure that will enable us to achieve
our stated business objectives. Project renewal which is a large part of this restructuring and expenditure
reduction process will be described in more detail further on; and
The fourth initiative, the new accountability regime, ensures that we have a greater degree of flexibility to
manage our capital, financial and human resources in a way that maximizes the efficiency and effectiveness
of our operations without jeopardizing our values and objectives.

•
•
•

As mentioned above, project renewal plays a major part in the organizational renewal process by streamlining the
processes and policies in place, which traditionally governed the way we used to operate. If we are going to change
the way we do things we need to look at the tools that are available to facilitate and engineer this process of change.

•
•

Following are charts which depict the areas that are targeted for change and the
a result of these necessary changes (please see Appendix, Slides

•

•

Operating Budgets

•
•
•
•

century, is "doing
Another major challenge which managers have started to face, and will continue to face in the
administrative and operational policies and practices
more with less." Savings are currently being achieved by
more efficient and effective; amalgamating similar functions; and eliminating low-value work throughout the
organization (please see Appendix, Slides and

•
•

The introduction of operating budgets is in keeping with the whole philosophy of change since it delegates authority
for spending and allows managers to use their judgement and initiative instead of constantly having to justify their
requirements to the hierarchy.

•

•
•

•

3-7),

potentdal benefits which can be derived
21st

maldng

8 9).

•

Information Technology

•
•
•
•
•
•

human
Information technology is another critical component of our renewal initiative. For example, the
resources management information system being implemented by the RCMP will markedly improve the accumulation
and transmission of human resource information between HQ and the regions, and between the regions themselves.
powers away from HQ. Once this system is
This in turn will facilitate the increasing devolution of decision
in place, regional decision makers will have at their disposal the most comprehensive and up-to-date employee data
with which to work.

•
•
•

•
•
•
•
•
•
•

[Peoplesoft]

maldng

maldng
HRCONNEXIONS;

efforts to gain access to the many electronic networks that exist in the public domain. One such
We are also
this is a repository and information-exchange system that allows human resource
network is
professionals to read, download, and exchange information on human resource related issues, practices, and policies.
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The RCMP has also established extensive video-conferencing facilities, which aids in the communication between our
human resource professionals, while indirectly saving the tax-payer considerable sums in travel costs.
Ultimately, in order for human resource services to be provided more efficiently there exists a need for information
technologies to be increasingly fast, reliable, and, most importantly, adaptable. To keep pace with the ever-changing
demands of police work in this country, any effective human resource information system must have the capability to
maintain information on any number of variables, while also being user-fiiendly enough to allow persons from nonprogramming backgrounds to access and manipulate the data if necessary. Moreover, any technologies which allow
people in different locations to communicate more effectively with one another (e.g., Eleceonic mail, vide,o
conferencing, network access, etc.) will invariably strengthen the organization' s ability to respond to upcoming
challenges.
Personnel Initiatives
Lastly, I would like to touch on the various initiatives that are currently underway within the Personnel Directorate and
how they fit into the philosophy of community policing and restructuring, thus managing challenges in Policing in the
21st Century (please see Appendix, Slides 10-24).

Conclusion
What will policing be like in the 21st century? Hopefully, police departments will be dynamic organizations at the
forefront of change, rather than managers of the status quo. If we incorporate all of the knowledge and information
at our disposal by networking, brainstorming, and using our resources to their utmost potential without losing sight of
our goals, tlien I would say that we are more than ready to face the challenges of the 21st century because we are not
only doing the right things, but more importantly we are concentrating on doing things right.

Appendix: Supporting Materials Follow
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1. EMPHASIS ON SALARY DOLLARS RATHER THAN
PERSON- YEARS (i.e. Full-time Equivalents)
2. FLEXIBILITY TO DECIDE RESOURCE MIX TO
MEET CLIENT NEEDS

RESPONSIILILITY TO PROVIDE COST EFFECTIVE GOODS AND SERVICES
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RCMP
COMMUNITY BASED
POLICING

• Consultation /
Communication
• Decentralization
• New Promotion
Process
Alternative Dispute
Resolution

Worldorce Adjustment
• Recognition

«

Diversity Management

• New Classification
Plan
• Grievances / Discipline
• Classification
Restructuring

• FIRMIS
111 Performance
Management
• New 'Transfer Policy /

Philosoph),7

• Categories of
Employees

Slide 11

COMMUNICATION / CONSULTATION
•

Encourage employee partnerships and buy-in by
developing human resource strategies to remove
barriers and enhance two-way communication
between all levels within the force.

•

Identify changes needed in personnel policy and
practices to empower, motivate, reward and
maximize Community Policing efforts of
detachment members and others affected by the
Community Policing initiative.

•

Use facilities such as vicleo-conferencing, Pony
Express communique articles, POWPM's etc., to
disseminate information, promote a better
understanding and acceptance of proposed
changes, encourage participation and solicit
opinions.

•

Consult with detachment members, DSRR's and
other appropriate parties to identify and share
feedback on the proposed changes.

•

Develop personnel policies and practices based

on the results of the studies and consultations.
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DECENTRALIZATION
The RCMP has embarked upon organizational renewal
to fulfil its responsibilities and to achieve its agenda for
community policing.

Decentralization is a necessary and vital part of this
process and following are some of the areas in which
changes have already been initiated to empower
individuals and delegate authority to all levels
throughout the organization:
-

Transfer Authority
Relocation Budget
Staffing Practices
Career Management
Leave Authority
Designation of Languages
Classification Plan
Alternate Dispute Resolution
RCMP Act Amendments

•

These initiatives will provide greater flexibility to
Divisions and managers in the RCMP to design
their organizational structures in a manner which
best meets the needs of the external and internal
communities and the clients we serve.
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CLASSIFICATION RE-STRUCTURING
•

Initiative commenced with the re-structuring of the
the Customs & Excise and Proceeds of Crime
Functions in February 1994.

•

RCMP is committed to the streamlining and
restructuring process as a principal means of
facilitating and implementing the Force's
philosophy of community-based policing,
both at the operational and administrative
levels.

•

Objective to ensure that decision-making,
empowerment, authority and accountability are
placed at the lowest appropriate organizational
levels, thereby enhancing the effectiveness and
efficiency of service delivery to the public and to
Members.

•

Essentially, all areas except Customs & Excise
and Proceeds of Crime will be reviewed.
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PERFORMANCE MANAGEMENT
•

New system focuses on desirable community
consultation/interaction such as:
-

•

Establishing relationships with individuals
in the community;
Liaising with government and community
agencies/groups;

Other issues relevant to community policing are
found under various performance areas such as:

-

-

Communication Skills
Interpersonal Skills
Knowledge of Policing & the Law
Police Service Delivery
Organization and Planning
Problem Solving/Judgement
Leadership
Personal Effectiveness/Behavioural Flexibility
Self-Development/Self-Motivation
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WORKFORCE ADJUSTMENT
•

WFA Directive created in April 1994 to deal with
the impact on human resources resulting from
government restraints, budget cuts and
downsizing.

•

Revised policy expanded to include regular
member substitution and covers positions which
are end-dated, changes in category, downward reclassifications and surplus status situations.

•

Recent changes should result in fewer
grievances.

•

Because of the high level of stress placed on
affected employees, a communication group on
WFAD has been created to provide information
sessions that cover all aspects of the directive.

•

Since the inception of the WFAD, 844 occurrences
of downsizing and restructuring have been
documented as a result of budget reductions. Of
these - 160 positions were vacant and 684 cases

where members were designated as affected
under the Workforce Adjustment Policy.

Slirle_lb

CATEGORIES OF EMPLOYEES
- CIVILIANIZATION
The effective and efficient use of human resources in
the RCMP requires that jobs which do not require the
appointment, training or experience of a peace officer
be done by civilian employees.
•

RCMP is unique because its workforce consists of
three categories of employees - RM (regular
member), CM (civilian member) and PSE (public
service employee.

•

The RCMP's commitment to community policing
as the model for its service delivery has made
civilianization of the Force both an issue and a
necessity.

•

February 1993, a decision was made by SEC to
remain with the three categories of RM, PS and
CM.

•

Result is the conversion of RM positions
throughout the organization to be more in line with
the nature of the duties and responsibilities of the
position.

•

Also, the "return of police officers to the street"
and administrative and other supporting duties are
more appropriately and economically performed by
civilians.
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NEW CLASSIFICATION PLAN
Development of a single job classification plan to
replace almost 50 existing plans for all members to
encompass the RCMP's organizational values of
community-based policing. The system will:
•

Move away from traditional factors such as
knowledge, experience, decision-making &
supervision to more contemporary issues such as
working conditions, risk factor and community
policing.

•

Permit the decentralization of authority and
promote innovative resource deployment, risk
management and flattening of organizational
hierarchy where appropriate.

•

Provide the foundation for a pay system that is
both externally competitive & internally equitable
to ensure compliance with the Canadian Human
Rights Act regarding equal pay for work of equal
value.

•

Provide greater flexibility to divisions and

managers via delegated authority, thus
facilitating more direct and efficient service
delivery at the local level.

•
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NEW PROMOTION PROCESS
Content of all components of the new promotion
systems have been carefully constructed to
reflect community policing principles.
•

New system will be based on examinations and

SIBs.
•

Corporal examination assesses knowledge of
community policing principles such as problem
oriented policing, community partnering, CCG's,
empowerment, diversity of the community,
teamwork and participatory management
principles.

•

Key component to be evaluated is that of service
delivery orientation.

•

Simulation exercises will assess the ability of
candidates to solve real policing and community
problems that members have confronted and will
continue to confront.

•

Candidates will be asked to describe how

community policing principles have been
implemented in their work and to apply these
principles to realistic situations.

•
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NEW TRANSFER POLICY/PHILOSOPHY
Further to an evaluation of the transfer policy, and
with the adoption of Community Policing, the RCMP
has had to realign its thinking. Policies are
now being developed which would:
•

Allow posting to advantage with the following
benefits to be derived:
-

-

alleviate stress factors (distance away from
family, financial burdens, environment,
culture shock);
encourage longer term postings which may
create an incentive to participate in the
community, bringing about a membership
more culturally sensitive to the needs of the
community;

•

Implement transfers that will provide developmental opportunities to members as opposed to
just back-filling positions.

•

Provide enhanced flexibility for Division
Commanders as well as reduce transfers to a

minimum to reduce pressure on the relocation
budget.

GRIEVANCES / DISCIPLINE
•

The RCMP and the ERC are specifically involved in
the rationalization of issues pursuant to the RCMP
Act and Regulations, and the role of third party
mediation in the areas of labour/management
disputes (grievances, discipline, demotion and
discharge).

•

Proposed amendments to the RCMP Act include
changes to the grievance and discipline processes
in order to reduce the number and length of time it
takes to resolve many of the issues.

•

It is also proposed to link alternate forms of redress
with organizational changes and community based
policing.

•

Alternate forms of redress outside the RCMP Act
are being developed in the following areas:
-

-

Staffing
Administrative Discharge
Harrassment in the workplace
Classification
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ALTERNATE DISPUTE RESOLUTION
PROJECT (ADR)

11.

•

Created because the current adjudicated formal
grievance and discipline system was not
adequately addressing the needs of the Force.

•

Objective to improve the efficiency and
effectiveness of the dispute resolution system.
This would be accomplished by resolving disputes,
where possible, through early intervention by using
principled negotiation methods, primarily
mediation.

•

Project will address the following areas:
Grievance
Discipline
Performance
Discharge
Demotion, and,
Any other situation of dispute within the Force

•

Six
-

concurrent components of the ADR Project
Select Case Mediation
Analysis & Diagnosis of Existing Practice
External "Best Practices" Survey
System design: the Pilot Projects
Training
Communication
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HUMAN RESOURCES MANAGEMENT
INFORMATION SYSTEM (HRMIS)
•

The RCMP, along with TBS and a number of other
federal government departments, have entered into
a contract to replace legacy HR systems with a
state of the art software product - PeopleSoft.
In support of the community policing aspect, the
system has the ability to enhance all the current
and proposed administrative processes. e.g.

•

Will allow decentralization of authority to any level,
thus providing detachment commanders with the
necessary tools for processing classification and
staffing actions.

•

Will improve the timeliness, quality control and
possibly the integrity of the data since the person
entering the data directly will have "ownership".

•

Will allow "what-if" scenarios to assist in the
decision-making process, and calculate the effects
of organizational changes, thereby impacting risk
management.

•

In relation to field personnel, will support career
and succession planning and has a skills/experience
inventory to allow matching of skills against any
position in the RCMP.
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DIVERSITY MANAGEMENT
Development of Human Resource Mangement policies
and practices to manage the increasingly diverse
membership of the RCMP with particular emphasis on
employment priorities & inter-agency co-operation
such as:
•

Moving from rigid universal policies & practices to
those based on individual performance, teamwork
and personal and career plans.

•

Develop and promote recruiting practices that
foster a close link between the principles of
community based policing and the recrung
process to ensure that both community and
member needs are met.

•

Develop on-going interaction on diversity and race
relations issues with organizations with similar
interests and concerns such as the Canadian
Centre for Police Race relations and the
Multicultural Committee of the CACP.

•

Develop and implement a Joint Review with the
CHRC for the purpose of planning and monitoring
long-term initiatives on employment equity and
diversity management within the RCMP.
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EMPLOYEE RECOGNITION
Last but not least, this initiative is a mandatory
requirement in these times of change if we want to get
the best out of our employees, improve employee
morale and motivate our teams. We are in the process
of creating a formal program because we recognize
that:
•

Rewarding and recognizing employees is an
integral, not optional, part of the effective
management of people.

•

Like feedback and communication, rewarding and
recognizing employees should be an ongioing
component of any manager/subordinate
relationship.

•

We realize that this rec.. ion will have a positive
impact on employee *morale, leading to increased
motivation and higher job satisfaction.

•

Suggested areas for recognition are:
-

Long Service
Individual Awards for outstanding achievment
Team Awards for outstanding projects
Suggestion Awards (result in savings)
Merit awards (Humanitarian, Bravery)

WORKSHOP PAPERS
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Community Policing is Something That You Do with People
Not Something You Do to People

--

by

•

*

•

•
•

Keith S. Perm'

•
•
•
•

There is a general consensus of opinion that the police in England and Wales police by consent of the public. This does
not mean of course that on every occasion every individual member of society is in complete agreement with police
actions, nor should it. Indeed much of police work is centred around the police taking actions against individuals whose
behaviour causes problems for others in the community.

•
•
•
•
•
•
•
•
•

The concept of policing by consent is reflected in the fact that the police are held in very high regard by the public
of the public felt that the police performed
whom they serve. A recent public opinion survey showed that over
an admirable role and that the public were well satisfied with police performance. This placed our popularity as
along with doctors and, of interest, much higher than lawyers. A survey in my own Force in Staffordshire
Indeed a survey of young people aged between the ages of
carried out last year recorded a satisfaction figure
years was carried out and the results released in the first week of September this year. The Home Office
and
research showed that even in this group of young people, who traditionally had difficult relationships with the police,
of those surveyed felt that the police did a very good or a fairly good job in their area.

81%

ranIcing
12 15
60%

86.9%.

•
•
•
•
•
•
•
•

Have the British police always had this fond relationship with the public? The evidence clearly shows that this has not
always been the case. Whilst the term "bobby" or "copper" have a certain popular appeal the earlier descriptions of
century was far less flattering. The police being referred to as "blue bottles, a reference made
the police in the
to a rather large house fly, and also a "plague of blue locusts." These descriptions perhaps more clearly display the
classes of the northern industrial areas of England had of peels "a modern police force."
opinion that certain
in the city of Stoke-on-Trent in the Potteries.
The last divisional command that I held was in a town named
century, the area was heavily industrialised in making china and kitchenware and many of you will have
In the
who still work out of the town. Here is a passage from a newspaper of the day, the Northern
heard of Royal
and I quote the article that is printed in the same year that the modern
Star, which was printed on May the
police were introduced into that area:

•
•
•

they arrived they were
the police entered a beer house in Lane End to quell a typical row.
On May the
insulted by all parties to the dispute. Five persons were arrested but as the police tried to leave the scene they were
met by a speedily assembled crowd. The police succeed in reaching the lock-up However, the next morning a full
scale riot erupted. A large crowd congregated around the

•

•

•
•
•

19th
worldng

19th

Doulton,

Burslem

18th, 1839,

VVhen

7th

lock-up.

.

The article concludes:

•
•

The Riot Act was read and the yeoman ended by firing on the crowd with ball cartridge. For the next
few days the area resembled an armed camp.

•
•

Indeed some time after that an individual was shot by the army in the town centre at the scene of another riot. The
to the Prime Minister of the day and asked if a permanent force of army troops could be placed
city fathers later
in the town. It would appear that they also had little faith in the modern police.

•

•
•
•
•
•
•
•
•
•

vvrote

* Keith S. Perrin is Chief Superintendent, Staffordshire Police, UK.
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One must ask then how did our predecessors, in their short history of just over 150 years, overcome this initial hostility
to become a respected and valued public service who indeed policed with the consent of the public. The answer, I
believe, lies in the development of the style of policing, which by way of its local community nature, discretion, and
flexibility reflected the needs and values of the public. The public liked the police and appreciated that they were there
to help. They no longer viewed them as agents of some sort of repression.
This style of policing, however, in today's economic climate seemed to be exceptionally costly and its effectiveness
and its efficiency are difficult to measure. More often than not its immediate successes are manifested in a lack of
demonstrative actions. There is no, or limited, public disorder, nor does crime increase at alarming levels.
Community policing is, therefore, perhaps best viewed from a perspective of a consensus model. The police
performing a problem-solving role vvith the support and assistance of an appreciative public. The police service
carrying out a social function.

Law Enforcement Vis à vis a Social Service
-

-

Despite some evidence that over the past 18 months the growth in crime within England and Wales has for the first
time in recent history levelled off, since the end of the second world war crime has repeatedly risen and crime levels
increased. In particular over the last ten years violent crime and serious property crime has reached disturbingly high
levels. This, in turn, has also had an effect on visible policing. Most police forces in England and Wales now issue
long batons, or side handled batons, or the asp as a standard visible weapon of defence. My own Force allows officers
at their discretion to wear body armour protection as a way of routine patrol. To date, officers do not carry firearms
as a routine measure. However, every Force has the provision for immediate firearms deployment. Since the serious
outbrealcs of public disorder in 1980s most police forces have in some form or other operational support units. A cadre
of officers is trained and equipped for immediate response to public disorder and serious outbreaks of violence. All
officers are trained in accordance with the nationally agreed Public Order Policy and forces have a mutual aid system
whereby officers can be released from their own force to work in other areas of the country to a common code of
practice.
This has raised some concern. Certain politicians have suggested that we are moving towards a national police force,
which they suggest has serious repercussions. Others of a psychological bent asked the question whether or not it is
possible for an individual police officer to have a philosophy and personality that allows them to switch between being
on one hand the friendly beat officer and then on instruction a member of an interventionist, highly trained, physical
team. Whilst the suggestion of a professional schizophrenia may yet be a little too exaggerated, there is no doubt that
the traditional disciplines of a local beat officers using skills of negotiation and long term solution are in. contrast vvith
the rigours and responses employed by a team of officers carrying out practised and rehearsed public disorder
practices.

Policing a Changing Community in Times of Cash Consciousness
It is difficult to define a community, and in many parts of our inner cities it is difficult to find the homogenous common
value cotnmunity with shared values and goals. All too often we have an amalgam of social groups, classes, subcultures, and ethnicities. At times the overwhelming common interest overrules their differences and the community
unites around a central issue. At other times it is the internal conflicting pressures that result in problems within a
community' that the police have to rectify. If there is distrust and disharmony within the group then one must ask where
does the police officer fit into the equation. He or she often has no stake in that society. They move in the areas for
eight hours or less in order to carry out a job. The social, economic, and cultural experience at times retorts with the
group with whom they are policing. Changes in society and community impact on policing strategy and practice.
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•
•
•
•
•
•
•

•
•
•
•
•

•

Internal influences also impinge on the nature of community policing. The necessary drive towards cost effective
policing can result in community policing becoming too expensive an option, both in terms of manpower and other
costs.
Equal opportunity issues, tenure of post policies, and other deployment practices can result in officers moving away
from communities after relatively short periods. As a result, there is no real local knowledge gained, and the trust
relationships that should be developed never come to fruition. As a result, the police officer is regarded as an outsider
and not recognised as a key player in the community.

•

The Definition of Community Policing

•

"We police people not

•

problerns.
ffi

•
•

So far I have outlined some of the di culties in maintaining community style policing whilst praising its success in the
past. I have not provided too many answers but perhaps to some degree I'll now try to redress the balance. It is
essential that we have a definition of community policing in which we can focus our thoughts and the definition that
I will use is one that was arrived at during the workshop at Staffordshire University when myself and a number of
colleagues from other provincial police forces in England discussed this issue at some length.

•
•
•
•
•

It is a style that whilst forming an integral part of operational policing also implements strategies that have been
developed in response to issues that have been identified and prioritised following consultation with informed
stakeholders from within the community. It should also ensure mutual confidence and trust as well as underpinning
the effectiveness and efficiency of the organisation whilst reassuring the community. Any challenge to the balance
would adversely effect police performance, public tranquillity, and confidence in the police service.

•
•
•

By its.very nature, Community Policing is local in its delivery and should be provided to enhance service delivery at
of value added extra that police forces have
the local level. It will be seen that community policing is not
and
available should they need to cash in on its benefits. In fact it is the central hub on which our other
efficiency revolve.

•
•
•

•

•
•
•
•
•
•
•
•

•

•

some.sort

In order to achieve this the police will need to clearly identify communities and much work is required, particularly
with those groups who may perceive the police with distrust as a result of previous experience. These groups may
include amongst others ethnic minorities, the lesbian and gay community, and disaffected young people. The police
will need to maintain effective communication with all strata of the community. Positive community relations is the
policing. Inter-personnel skills of discretion, negotiation, and mediation
methodology employed to effect
with the public and not against their collective interest.
will nee-d to be honed in order that we are seen to be
Community policing is not a soft option but a long-term investment. The police are in a unique position to act as a
catalyst with other agencies in order to improve the quality of life for members of a community.

corrununity

•

A Partnership Approach

•

"We don't do things right - we do the ri .ht things"

•

•
•

•

O

•
•

•

•
•
•
•

fwictions

worldng

I believe that the debate is now over and the jury are out. There is no doubt that the police cannot achieve law and
and assistance of the public but they
order and community tranquillity on their own. Not only do they need the
also need to work in collaboration with other agencies. The police are strategically placed to be the leaders amongst
the movers and shakers who can develop the partnerships required to produce holistic and achievable solutions to
community problems.

consént

87

I would stop at this stage and hopefully we will discuss a number of the issues raised later in the workshop. It does
appear to me that the problems being experienced in my own country are to a great extent mirrored by the problems
being experienced here in Canada. I look forward to an interesting session in which together we can approach some
of the solutions.
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Community Policing in Canada: Areas of Agreement
by

•

•
•

Joseph P.

Homick*

•

Introduction

•
•
•
•
•
•

At the August
meeting of the Canadian Association of Chiefs of Police, I was involved in a workshop entitled
"The Police and the Community Expectations of
Policing: Separating the Realities from the Myths."
Three papers were given that represented views of community policing from a chief of police, a researcher, and the
president of the Canadian Association of Police Boards.' My role was to draw together the themes and issues presented
and come to conclusions regarding areas of agreement and disagreement. This presentation builds on some of the
general areas of agreement concerning the definition of community policing in Canada, whether it is a passing trend,
and problems that must be dealt with in the future.

•

A Definition of Community Policing

•
•
•
•

There has been considerable debate about what community policing is and how it is done. These are two separate
questions that, unfortunately, have been confused in the past. It is very useful to make a distinction between the
conceptual definition, i.e., what community policing is, in terms of what it attempts to achieve, and the operational
definition, i.e., how community policing is done. Other researchers such as Eck and Stern
have also used this
strategy, but have referred to other terms, specifically intrinsic and instrumental goals of community policing.

•

Conreptnal Definition

•
•
•

•

If we examine current research and the practice of community policing in Canada, we find that there is general
agreement that the concept of community policing has two main components:
community partnerships; and
problem solving. The major problems with this definition are the broad scope of the concept of
partnerships, and the fact that problem solving as a goal is often confused with problem solving as a method, for
example, the SARA model (scan, analysis, response, and assessment) (Goldstein,

•

•

Operational Definition

•
•
•
•
•
•

While there is considerable agreement about what community policing is, there is little agreement about how it should
Certain conditions have made this debate virtually impossible to solve. First, since community
be
policing is by definition focused on local crime problems, one approach will not be appropriate for all communities.
The problems and resources of one community will not necessarily by the same as another they will be unique. A
about what works in a given situation and thus there is no clear blue
second condition is the general lack of
print for community policing.

•

•

•
•

•
•

•
•
•
•
•
•
•
•

•
•

•
•

•

1995

Conununity

(1992)

(1)

(2)
commu.nity

1990).

operationalized.

--

lcnowledge

Hornick is the Executive Director, Canadian Research Institute for Law and the Family.
1 Julian Fantino (Chief of Police, London, Ontario), Community Policing: The Myth and the Reality; Barry
Leighton, Ph.D. (Senior Criminologist, Solicitor General Canada), Community Policing: Problems and Prospects;
Mike Bradburn (President, Canadian Association of Police Boards), The What and How of Community-Based
*

Joseph P.

Policing.
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These problems aside, it is useful to make a distinction between a program approach and a department-wide approach
to operationally defining and implementing commtmity policing.
Program Approach

Many police agencies in North America began community policing by implementing specific programs. Programs
include identifiable subcomponents or units within the police agency that are designed to achieve specific objectives
vvith fixed resources and strategies. Examples include such units as neighbourhood foot patrol programs, school
resource officers, and bike patrols. Often these are evaluated and developed. A good example is the Edmonton Police
Service Neighbourhood Foot Patrol Program, which was evaluated and ultimately led to the implementation of
department-wide community policing (Hornick, Duggan, & LeClaire, 1993).

Department,widejipproach
As indicated above, some agencies develop department-wide community policing strategies after experimenting with
a program; others have implemented department-wide strategies directly. The Calgary Police Service, for example,
implemented department-wide zone policing as early as 1973 as a move toward community-based policing. More
recently, it has also implemented department-wide problem solving and other flexible strategies such as the Community
Resources Committee, which focuses resources from various agencies on solving crime problems (LeClaire &
Hornick, 1993; Smith, et al., 1995).

Community Policing: Here to Stay
There appears to be considerable agreement in Canada that community po li cing is here to stay. Support for community
policing can be identified across Canada in various forms.
•

Support from Communities
There is substantial evidence of grass roots support for community policing from communities being policed.
Often police boards carry the message from communities to the police. In the words of Mike Bradburn,
President of the Canadian Association of Police Boards, "The community likes it -- perhaps for no more
reason than they like how it sounds. Suffice to say they like it and they believe in it. Equally, police board
members believe in it. So for good or bad, it is here to stay."

•

Federal Policy on Crime Prevention
In the "Redbook" (Creating Opportunity.- The Liberal Plan for Canada, 1993) the federal government of
Canada outlined its strategy for Safe Homes, Safe Streets. This strategy outlines crime prevention as a main
goal. Further, consistent with community policing, it recognizes the need to respond to the underlying social
causes of criminal behaviour.

•

Provincial Policy
Many provincial governments have incorporated community policing in their public safety strategies (Leighton,
1994). Ontario has gone even further by inc,orporating the principle of community policing in the Declaration
of Principles (s. 1(3)) and Duties of Police Officer (see s. 42(1)(b)) of The Police Services Act.
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•
•
•
•
•
•

•

Royal Canadian Mounted Police Policy
The RCMP, the largest and only federal police force in Canada, has formally adopted community policing.
in size to establish Community Advisory
the RCMP Commissioner directed all detachments over
In
to support
innovative strategy plans have been developed in many
good
example.
It
outlines
a
Plan,
for
the
Burnaby
Detachment
is
The
Strategic
community policing.
principles and core values, tactical objectives, and operational plans.

•
•

•
••
•
•

1989,
Cortunittees. Subsequentially,

•

•
•

detaclunents

1995

Other Police Agency Policy

Sûreté

(1994)

du Québec, and other large
has pointed out, the Ontario Provincial Police, the
As Leighton
municipal police departments, such as Halifax, Montreal, Toronto, Ottawa, Halton, Calgary, Edmonton, and
Victoria have made it their business to endorse and implement community policing.

•
•
•

•

12

Major Issues

•

There is considerable agreement on the major issues and problems that must be dealt with regarding community
policing as we move into the future.

•

Inherent Tensions in

•
•

Some believe that traditional policing and community policing are distinct, separate, and contradictory. This argument
is articulated by a number of related issues including whether police should:

•
•
•
•
••
•
•
•
•
•
•
•
•
•
•

•
•
•
•
•

•
•
•
•
•
•
•
•
•
•

the_Role_of Police

be proactive vs. reactive;

•

•
•
•

generalize vs. specialize;
focus on local crimes vs. organized crimes; and
have a local perspective vs. a global perspective.

UnreWli stir Public Expectations

(1993)

has pointed out, "the need to reduce public expectation is every bit as important as the need to
As Goldstein
In other words, the police cannot be expected to be all things to all people.
broaden the police function"
agency other than
Unrea stic expectations are reinforced by the fact that police are the only
opposed
to acting like a
on
the
spot
as
expect
them
to
solve
problems
people
hospital
emergency
room.
Many
the
referral agency.

li

(p. 5).

24-hour human-service

--

Cost

human-service

agencies, police are being asked to "do more with less." On the one hand, this makes it
As with all
difficult add new programs or services to the existing organization without changing priorities and reorganizing.
On the other hand, it provides the opportunity to do things differently.

te)
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What..Works
Ic.now

As suggested in the discussion concerning operational definitions of community policing, we
very little about
what works in certain situations. While the support for community policing grows, there continues to be a lack of
support for "evaluation research."
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Community Policing: Problems and Prospects*
by

•

Barry Leighton"

•
•

As I understand the role of the panellists in this workshop, our task is to identify areas of agreement and disagreement
about community policing and, in particular, to suggest some key issues that might be discussed by all participants.

•
•
•

This will be a difficult task for me, especially following the most insightful remarks of Keith Perrin on community
policing in the U.K. and those of Joe
on areas of consensus in Canada. Yet they have demonstrated that the
field remains wide open for a healthy critique of community policing and I would like to complement their presentations
by focusing on some of the unresolved problems.

•
•
•
•

The problem with community policing is that it is burdened by a whole complex of problems. When we openly
recognize them, then they tend to make
policing far less attractive; but when we ignore them, then they
lead to an uncritical and naive acceptance of this approach. This outcome can only lead to difficulties later on.
Solutions should be developed only when problems are identified and accepted.

•

Many writers have commented on the relative merits of
policing.
purposes some problems with

•

•

•

•

••
•

•
•
•
•

•

•
•
•

•

•
•

•
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•

•
•
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•

•
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•
•
•

Hornick,

conununity

conununity

comnumity policing. I would like to offer for discussion

Rhetoric versus Reality

First,

there is far too much rhetoric and not enough practice. Or, as some would express this view, "there is too much
talking the talk and not enough walking the talk." The unquestioned conventional wisdom among most police chiefs
or chief constables and their governing authorities is that community policing is the most appropriate approach to
policing contemporary society, whether in Canada or in England and Wales. For example, the vast majority of police
when I wrote the
policing part of A Vision of the Future of Policing in Canada
chiefs consulted in
seemed
that community policing is the wave of the future. In fact, many police chiefs also made the claim
that their own police agency was at the forefront of progressiveness, if not in the English speaking world. However,
few, if any, could support this claim by demonstrating that they had fully implemented the approach or by proving
empirically that it works. Consequently, we might conclude that there is an excess of rhetoric over the reality of
policing at the street level.

c,onvince£1

1990

commtmity

commtmity
cormnunity

policing. Only when there
A first step, then, is to agree on a common, practical definition of the concept of
is common definitional ground can the debate over its appropriateness and viability begin; only then can it be
policing be evaluated to determine its
and implemented on the streets; and only then can
effectiveness.

operationalized

-

Revised version of a paper presented at Crime Prevention/Community Policing Committee's Workshop on "The
Police and the Community Expectations of Community Policing: Separating the Realities from the Myths" at the
Canadian Association of Chiefs of Police Annual Meeting in Regina, Saskatchewan, August

22, 1995.

** Dr. Barry Leighton is Senior Criminologist, Policing, Policing and Law Enforcement Directorate, Solicitor General
Canada, and Adjunct Professor in Law at Carleton University and in Criminology at University of Ottawa.
The views expressed here are those of the author and are not necessarily those of Solicitor General Canada.
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Fortunately, a consensus is emerging out of the forest of meanings attached to "community policing," and fortunately
this consensus is consistent with my own approach. I suggest that "conununity policing" refers to a philosophical,
orga.nizational, and operational approach to urban policing which emphasizes a police community partnership to solve
local crime and disorder problems. The objective or goal of community policing is to deliver high quality police
services to the community in an efficient, effective, and cost-effective way that enforces law, prevents crime and
produces public order and safety in our homes, streets, and communities. The two key strategies which operationalize
this objective are "problem solving" and "community partnerships."
-

Problem-solving addresses local crime and disorder problems which are identified as patterns between similar incidents.
Instead of responding to e,ach call-for-service from the public as a separate case, steps are taken to solve the common,
underlying causes of the common cases. Appropriate steps may include target hardening, such as better locks and
lighting, and related preventive tactics associated vvith the environmental design approach that reduce the opportunities
for crime. As well, steps may be taken over the longer term to reduce the motivations of offenders or potential
offenders for engaging in criminal activities. This second group of steps or solutions includes crime prevention through
social development activities that address the underlying social causes of crime, such as poverty. These are routinely
undertaken in partnership with community and government agencies.

The second key strategy is to engage the community through their participation in policing, such as through consultation
processes between the police and the community they serve. Such partnerships assist the tasks of identifying local
crime and disorder problems, of setting priorities for the problems, and of developing promising solutions. Problems
and their solutions are therefore seen as a shared responsibility of the police and the community, even when parts of
the solutions are provided by the police and other criminal justice agencies acting in partnership with social service
agencies in the community.
Despite the conviction that these are the two key strategies of community policing, we routinely discover one practised
without the other. That is, we often find either in-house problem solving without community involvement or
community participation without problem solving. Yet both are necessary for community policing to work.
Nonetheless, if asked where one should begin, then a problem-solving approach is preferred because it promises to
be a slippery slope where the conununity will eventually be engaged by the police to participate in identifying,
priorising, and solving their local crime and disorder problems.
These corrununity policing strategies are facilitated by geographical and organizational decentralization of management
responsibilities and resource deployment. This enables the empowering of police officers to work with their local
clients to use whatever tactics are appropriate to the neighbourhood and its crime problems.

The two key strategies of problem solving and community participation are contrasted with a range of tactics that are
linked to conununity policing. Where appropriate for a particular crime problem in a particular neighbourhood, the
mix of tactics might include police storefronts or mini-stations, motorized patrol, foot patrol, bicycle patrol, use of
volunteers, differential response, inter-agency partnerships, etc. However, a common mistake is to introduce one
tactic, such as mini-stations, which do not deal with calls-for-service, and then advertise that community policing has
been implemented.
The Concept of Community
The lack of a useful definition of "community" can render "community policing" relatively meaningless.
Interpretations of the community concept tend to capture only the traditional neighbourhood. However, this is an
'almost obsolete notion in a highly mobile, mass society with modern means of transportation and communications.
For example, most people only sleep in the suburbs while working and playing elsewhere. Consequently, community
policing is frequently accused of being based on a romantic ideal derived from old-fashioned communities when there
was little crime and communities largely policed themselves.
94

lb0666 66 lb lblb 6 lb 6 lb 6 lb 6 0 6 lb6 6 lblb lb 6lb lb 6lb66 lb lb 6 0 6 lb 6 lb lb lb 6 lb 6 6 6 lb 6lb 0 lb 6lb lb

However, relatively recent re-conceptions of the notion of community can be used to revitalize the concept. For
example, "social networks" can capture local as well as non-local types of communities. As a result, this understanding
of community enc,ompasses professional communities, business communities, and recreational as well as communities
in cyberspace. This re-conceptualizing permits us to consider community policing applied to different types of
communities other than local neighbourhoods and, therefore, to different types of crime problems that lie outside the
local area.

Knowledge of What Works Well
A third problem is that we seldom recognize excellence in our own back yard. For example, Canadian experiments
and practices in community policing are not very well known across Canada. Consequently, there is too much
professional interest in community policing experiments in the U.S., as is shown by the heavy traffic from Canada on
tours of the hot spots of American community policing, such as Flint, Michigan; San Diego California; Portland,
Oregon; Newport News, New Jersey. While these fact-finding missions are designed to gather information and to
legithnize their own project, Canadian police chiefs on their return often discover that many of the projects are not as
good in practice as was advertised and that Canada generally has a more widespread and successful implementation
of community policing. Perhaps, Americans are better at advertising their successes and are generally better informed
about the policing experiments across their own country.
We can, therefore, identify the need for more effective ways of exchanging information about innovative policing
practices within our own borders as well as between Canada and the U.K. Because the police research capacity in
federal and provincial govern ments has practically disappeared, and there are only a few notable academics conducting
research on policing -- Joe brick being one of this select group -- Canadian police chiefs are not supported with
information necessary to critically analyze trends elsewhere and thereby resisting the latest fashions blowing in from
outside. Unfortunately, there is no national focus for research and information exchange in Canada shnilar to the
Police Foundation in the U.K., the university-based research centres such as the Staffordshire University's Centre for
Police Management and Research, or the Washington-based Police Executive Research Forum and the Police
Foundation. Perhaps, a similar organization should be established in Canada, with the expert advice of our U.K.
colleagues.

Labels for Community Policing
There is too much concern about the label for community policing. Perhaps, the reason for the plethora of labels is
the cdrnpetition between police agencies to be leaders in the field. One method of declaring leadership is to borrow
and modify proven practices elsewhere and then to give it a new label to make it appear original. But community
policing or community-orientated policing, even "enhanced community policing," neighbourhood policing, and
problem-oriented policing are all really the same thing.
We should therefore agree that "a rose is a rose by any other name" and call the community policing approach to
policing simply "good policing," "progressive policing," or "back-to-basics policing." The only useful objective in
selecting a particular label is its utility in marketing community policing principles within a particular organization in
order to facilitate the buy-in by the rank and file.

The Re-emergence of Community Policing
A fifth problem is selling c,ommunity policing as something completely new. As former Superintendent Chris Braiden
from Edmonton Police Service reminds us, "there is nothing new under the sun." In some respects, community
policing is simply a style of policing that was always done but which did not have the benefit of a well-articulate and
labelled philosophy. From this viewpoint, corrununity policing is the revival, re-emergence, rehabilitation, or renewal
of the original idea of urban public policing developed by Sir Robert Peel and his first two commissioners, Rowan and
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Mayne, for the London police in 1829. Nonetheless, there are good reasons why policing in the past is not fully
adaptable to the conditions of modern society and its crime problems: mass travel; mass communications; global
economics; transnational crime; etc. That is, a radically changed environment for policing requires new approaches
to many crime and disorder problems.
However, when we look in the mirror of the past, we find that problem solving is not a new idea. Smart shift
commanders have always done it. The difference between traditional policing and more recent approaches is that
problem solving is now more widely valued and rewarded. This new-found respectability supports those progressive
police chiefs and chief constables who encourage problem solving because it saves human and other resources.
Similarly, community partnerships are not a new idea. Smart chief constables and police chiefs have always done it
in one form or another, because it makes sense operationally. They developed strong ties with their conummity
because the community is their client. They worked with local government on policing priorities because they serve
local government who, in turn, represent the community democratically. Smart police officers have always found that
good worldng relationships with community members is a sound source of intelligence about crime, offenders, victims,
and their cormmmity. The difference is that community partnerships are now more formal and are often required by
police management or by local government.
Proving Community Policing Works
There is little empirical evidence available to date that proves community policing works. This view is consistent with
the widespread attitude hampering the implementation of community policing, that "if it's not broke then don't fix it."
In other words, there is the claim that there is nothing wrong with the professional model of policing, including
ineffective random motorized patrol, costly specialized tulits for every problem, rapid response for every incident, high
clearance (or "clear-up") rates, and treating every incident as unrelated to similar ones. However, while there may
very well be little evidence that community policing is effective, there is strong evidence that much of traditional
policing is inefficient, ineffective, and costly. Most municipalities can not continue to afford the escalating costs of
the traditional policing style which, for Canada, totals nearly $6 billion a year and is growing rapidly. On the other
hand, there are some common sense elements to community policing that suggest it must be better than the traditional
approach and certainly can not be any worse. To date, however, it has been demonstrated as being effective in those
communities where it is almost guaranteed to be successf-ul.
In order to produce the de,sirecl evidence in support of community policing, research studies should build from the street
level and zone or beat level on up by evaluating the effectiveness of particular community policing tactics to solve
particular crime and disorder problems in particular neighbourhoods under specified conditions. Measures of
effectiveness should include community satisfaction with police services in response to particular crime and disorder
problems they have identified. Key indicators include a reduction in the fear of being personally victimized, an
increase in the level of police officer job satisfaction, and a reduction in repeat calls-for-service from same addresses
based on a clear link with problem solving exercises.
Substantive or Perceptual Impact
There is the conunon accusation that community policing has little impact at all on reducing crime. Instead, it just
changes pe-oples' attitudes and levels of fear of being personally victimized. Because it is believed to have an impact
only on the definition and perception of the crime problem rather than on the problem itself, some academics label this
"post-modern policing." That is, if you can't solve the problem, then you change people's perceptions of it.
If the research evidence is not yet available, then we might turn to some interesting theories. For example, the "broken
windows" theory of George Kelling is, perhaps, the defacto theory underpinning much of community policing. This
theory argues that when the visible signs of crime and urban decay are removed in neighbourhoods then they are more
likely to be perceived as being low in crime, thereby resulting in a reduced victimization. Sometimes changes in
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perceptions and attitudes are fulfilled in reality, so that crime is actually reduced and streets and homes are safer.
There is now some research evidence in support of this theory.
Risks of Implementation
Policing in North American and the United Kingdom does not yet appear to be blessed with a critical mass of police
chiefs who are "change masters," as managers who will take risks by implementing this "new" approach of community
policing and who will support their officers who also run the risk of failure. This may be because there are few
agency-wide implementations of community policing to test the conditions under which it is successful or less
successful. Most experiments are just add-on programs, such as mini-stations or foot patrols.
We also find that many of these are also places where success is almost guaranteed because there is little crime and
disorder. So more examples of community policing are needed to test the conditions under which it is successful or
less successful before any conclusions are make as to its relative success or failure. The challenge would then become
to describe and spread the news about other success stories in community policing. In Canada, perhaps a police
research institute could help tell the tale about the good, the bad, and the ugly experiments in cœmmmity policing and
help support the exchange of ideas, expertise and information, as well as conducting research. But there is also the
need for more support for executive development as well as a need to encourage and reward police managers who have
run the risk of ridicule and failure by becoming "change masters" in community policing.

Rewards and Recognition
Not only is there little support for risk-taldng and the possibility of failure, but there are few rewards at the street level
for undertaldng problem-solving and community partnerships.
There is, therefore, a need to find non-traditional ways of evaluating individual officer performance, such as peer as
well as client review. Those on the front line who put their careers and reputations on the line to undertake problemsolving and conununity partnership exercises — the risk takers -- must be rewarded. This means not only concrete
rewards but also being "valorized."

The Police Role
There is a common belief that there are only tvvo oPtions for a policing philosophy or strategy: traditional policing or
comnimnity policing. These are seen as being mutually exclusive, as in a zero-sum outcome. Under this view, the first
is "real" or "hard" policing that deals with real crime through traditional law enforcement tactics. By contrast, the
second style is "soft policing" involving social work and public relations.
However, I believe it is nec,essary to recognize that both styles of policing are compatible because each is appropriate
for different types of crime and disorder problems. As more than one police officer has observed, "sometimes it is
nec,essary to bash heads," especially when there is a riot or a life-threatening incident. But most of the time this is not
necessary. Then there are the growing problems of organized crime and transnational crimes, all of which require
different strategies than those identified with conununity policing. To use an analogy involving American examples,
this is rather like having the same people performing the peace corps role most of the time while serving as members
of the green beret.

No Standard Prescription
Many hope for a standard recipe, model, template, prescription, or simple answer that can begged, borrowed or stolen
from some other police service and made to fit their local conununity and its crime and disorder problems.
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However, when police chiefs who have embarked on the voyage of conununity policing compare their navigation notes,
they find quite clearly that they have been using different maps. In other words, one size does not fit all; to think
otherwise conjures up the square peg in the round hole syndrome. There is no standard recipe or model that can be
adapted from some other police service to fit each community and its crime and disorder problems. By contrast,
cornmunity policing is flexible enough to deliver its two key strategies through a variety of tactics which differ from
comnumity to community and from problem to problem.

Irreversible Change
Finally, community policing is believed to be just another police management, media, city hall or community fashion
or fad that will soon go away. For some, it may merely be a police chief s ploy for a bigger budget by piggy-backing
it on the latest management trend. Many police officers believe that if they just hold the line and ignore this latest trend
in management then "this too shall pass" and it will simply go away.
However, community policing seems to have gone too far down the road to be just another management fashion that
will soon pass. It is supported by trends elsewhere in the public and private sectors, including total quality management,
continuous qua lity improvement, a customer orientation, and so on. The principles of community policing are found
in other are,as of change in the hunian service delivery sectors: client satisfaction; shared decision-making; workplace
democracy; empowerment of the front line; decentralization; openness; inclusiveness; accountability; and so forth.
As we all know, these are now found in the rhetoric of recent approaches to organizational change, including reengineering, renewal, restructuring, and reorganization.
Organizational change takes lime, however. Some police chiefs who have implemented conununity policing indicate
that overwhelming success may be defined in terms of a 5% buy-in now by front-line officers and a 20% buy-in within
5 or so years. This makes the implementation of commtmity policing a generational change process, largely because
it talces that length of lime to change the values, attitudes, and corporate culture or organization sub-culture of policing.
Accordingly, many police chiefs will not see their plans come to fruition during their term of office.

Conclusions
Despite suggesting some solutions or ways out of these twelve problems, there remain some further unresolved
contradictions and challenges to community policing. First, there are the unrealistic and contradictory expectations
and demands on the police by the public. That is, the public want the police to provide a 24-hour rapid emergency
response to control crime while also providing order maintenance services that often touch on other human service
delivery sectors. This demand for a "green beret" role as well as a "peace corps" role at the same time sounds rather
schizophrenic, particularly since the most efficient organizational form for the emergency response role is a specialist
working within a para-military structure, while the most efficient organizational form for non-emergency responses
is a relatively independent police officer generalist. However, this contrast recognizes that crime and disorder are not
homogene,ous and, accordingly, that different types of crime require different types of police responses. The challenge
for policing then is to balance their response between emergency and non-emergency capabilities and between specialist
and generalist functions.

Second, commtmity policing encourages a bias towards local crime and disorder problems. This results in a growing
bifurcation of police orientation and organization between the local and the non-local at a time when national- and
international-based crime is expanding exponentially. International organized crime, drug trafficking, money
laundering, financial fraud, people smuggling, and other transnational crime are well beyond the grasp of a locallybased,,community policing re,sponse. At most, only the symptoms surface in communities, such as the traffic in street
drugs or prostitution. The rest of the iceberg is non-local. Another challenge for policing then is to balance up
resources between these two levels. This means working in joint forces operations and under international protocols
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to address crime of non-local origin in national and international "communities," as well as taldng care of local crime
problems through community policing.
The third and ultimate challenge to c,ommunity policing is the fiscal crisis of the state at all levels of government, which
currently focuses on the debt crisis and results in the shifting of financial burdens to lower levels of government and
then directly on to the users of services. On the one hand, this crisis provides a forced opportunity to radically
transform policing, including decentralizing resources and delayering the hierarchy. On the other hand, time is of the
essence, before the crisis forecloses this opportunity for re-engineering policing. It is necessary therefore to take
advantage of the brief window of opportunity to implement and prove the effectiveness of commtmity policing before
the fiscal crisis of govermnents drives policing back to the rapid-response, incident-based style associated with the
costly, traditional crime control approach to crime and disorder problems in the community.
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Core Policing Functions and Private Policing
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Background

•
•

Demands on the police in the UK have been rising over the last ten to fifteen years and it is likely that they will
continue to do so. This may be attributed to a number of factors such as the sharp rise in the level of reported crime,
improvements in the quality of police services, and an increase in the tasks that the police carry out in support of a wide
range of other Government agencies.

•
••
•
•
•

At the same time, there have been further demands on police productivity and police funding. This makes it
increasingly difficult for high quality services to be delivered by the police at all times. Concern about this dichotomy
has been raised by the police service.

•
•
•

In addition, the White Paper on Police Reform recognised that every policing task could not in practice be given the
same degree of priority. It went on to say that it would be a useful exercise, to define more clearly what the police
service should regard as core responsibilities and what could be regarded as ancillary to the main responsibilities.

•
•

As a result, in late
the Home Office wrote to police staff and local authority associations to inform them of the
terms of reference of a review to consider this issue. These were:

•
•
•

To examine the services provided by the police, to make recommendations about the most cost
effective way of delivering core policing services and to assess the scope for relinquishing ancillary
tasks.

•

•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•

1993,

Taslcs

(PTAHG)

To carry out the review, a Police
Ad Hoc Group
was established under the chairmanship of Ingrid
Posen, a senior Home Office official. The group carried out discussions and consultations with officers in most police
forces in England and Wales, police and local authority associations, and Her Majesty's Inspectorate of Constabulary
An interim report of findings was produced in
and the final report published earlier this
year.

(HMIC).

November 1994

•

The review had two main strands:

(1)

(2)

To see whether there were tasks which it is no longer necessary for the police to carry out.
To see whether there was scope for using money and other resources more effectively to carry out tasks,
which everyone agrees, should be carried out by the police.

Underpinning the review was the proposition that the primary purpose of the police carrying out their everyday duties
to preserving order and the liberty and
was to help, protect and reassure the community and that this was
every
citizen.
property of

fimdamental

* Lynne Walley is Deputy Head, Centre for Police Management and Research.
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The review team also recognised that the police role was a complex one and that many f-unctions and taslcs interact.
What might be seen as a more peripheral task, when considered in isolation, rnight be a crucial component of a more
holistic approach to policing. This is an important point that was consistently raised by those questioning the need for
such a review.
The review team then drew up a comprehensive list of what it felt to be policing tasks. These were grouped under four
broad headings:
•
•
•
•

To protect, help and reassure the community;
To uphold the law;
To bring to justice those who break the law; and
To fight and prevent crime.

Discussions with the groups referred to above, then attempted to identify which of the tasks were considered core and
which were felt to be ancillary to main policing functions. Views were also sought with regard to ideas on how core
tasks might be delivered more cost effectively.
At about the same time, an independent enquiry was established by the Police Foundation and the Policy Studies
Institute under the chairmanship of Sir John Cassels to examine the role and responsibilities of the police. The issues
addressed by this review included the identification of:
•
•
•
•
•

those police services which the public want and need;
the central tasks of the police;
how and by whom those taslcs should be defined;
the most appropriate means of accomplishing those tasks; and
the role of other agencies in delivering policing services.

This review was established through a feeling that there was a need to consider the police role in its broadest sense,
and that the Posen review might be taking too narrow a view of policing by taldng crime fighting as its start point. To
further complicate the issue, both reviews were taking place against a background of a burgeoning private security
industry in the UK. This has been growing at a far faster rate than police establishments in recent years, pardy as a
result of a vast increase in self help community crime prevention schemes. In addition during 1994, the police service
was still smarting f-rom the much maligned "Sheehy Enquiry" into police pay and conditions. It is hardly surprising
then that reaction to these reviews of its' roles and tasks generated considerable heated debate.

The Lobbying Phase
The establishment of the Posen review prompted the then Vice President of the Association of Chief Police Officers
(ACPO), John Hoddinott, to state, "Why on earth do we need another enquiry?" There were fears that the review was
starting from the point of "what can we afford?" rather than "what should we do?" and, echoing the views of the
Cassels enquiry, that it was fundamentally flawed in being too narrow in its terms of reference.
Concerns were also raised that the review did not address the relationship between public and private policing. The
implication of identifying ancillary tasks, was that such tasks could be carried out by other organisations such as private
security companies. The review, however, failed to address the nature of the'relationship between police and private
security organisations and the establishment and control of regulatory procedures for the private sector providers.
It was also suggested that the review did not address adequately the regional, national, and supra national tasks that
the police are required to carry out. For example, the role of Regional Crime squads (such bodies as NCIS (National
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•
•
•
•
•

Criminal Intelligence System)), and increasing liaison with police from other countries to deal particularly with the
problems of drugs and organised crime.

•
•
•

The chairman of the Police Federation, Richard Coy
warned that the hiving off of non essential policing services
was dangerous and protested about the lack of consultation. In an emotive quote, he suggested that at the end of the
review, the Home Office
might know the cost of policing, but not the value."

•
•
•
•
•

At the same time, the private security industry was beginning to lobby for the hiving off of non essential services. The
Superintendents Association conference in October
was told by a senior manager
that at least
seventeen police tasks could be taken over by the private security industry. These included, custody officer, jailer
duties, remote surveillance, court staffing, and many traffic policing tasks. He added that many of these tasks could
be carried out more e ectively and often more cheaply by the private sector. However we should ask at what cost to
society?

•
•

•

les,

"...

1994

f-rom Securicor

ff

interhn

C,assels

•
•

The publication of
findings of the
review during this phase merely made the police feel more insecure.
It was widely held in the police service that the Cassels review was more wide ranging than the Government sponsored
Posen review and that it would make a valuable contribution to debate. The proposal of the Cassels team, then, to
for patrol duties, was met with considerable alarm.
introduce a two-tier style of policing utilising quasi police
Indeed from being seen as a more thorough review it was condemned by some in the service as nothing more than "Son
of Posen."

•

The Posen Enquiry

•
•
•

In
the interim report of the Posen enquiry was published. This sought to break down police tasks into
core and ancillary tasks but also included a third category, which it called indeterminate. Those tasks appearing in this
latter category were still the subject of discussion regarding how they should be viewed. The interim report also
suggested that a different categorisation of tasks might be appropriate and that more work was required in that area.

•
•
•

It was recognised that traffic policing was a specific issue and much of the work of traffic officers was to be left to a
Judy
separate review. This results of this review are the subject of the paper delivered at this conference by
of the Home Office, Police Research group.

•
•
•
•

The general reaction to the interim report was one of qualified relief. It was felt that the review team had taken note
of some of the issues raised by the police in its deliberations, and that the initial proposals did not present as much of
a threat to po cing as was first thought. It was, however, recognised that much work still needed to be done to identify
a new form of categorization, to consider those tasks deemed to be indeterminate and to address specific issues such
as the extent of police involvement in schools and the policing of public events.

••
•

The Posen Enquiry

•
•
•

that were widely viewed as
It was not entirely unexpected, therefore, that the final report contained
"watered down" from what might have been expected from the original intentions of the review. In all, twenty six
proposals were put forward many of which will not be implemented until next year. Tasks which were considered
suitable
privatisation or transfer to local authority control included:

•
•

•

•

•
•

•
•

•
•
•
•
•
•
•
•
•
•
•

of-ficers

--

Interim Report

November 1994,

Dr.

Youell

li

--

Final Report

recœmnendations

fdr

•
•
•

•
•

the transcription of taped police interviews;
the enforcement of the law against noise pollution;
escorting large loads on motorways and dual carriageways;
dealing with stray dogs;
licensing the use of explosives, gambling, and betting;
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reporting missing persons; and
summoning defendants and witnesses.

Proposals for taldng away police responsibility for such tasks as lost property, support for victims and witnesses at
court, and a greater involvement for private contractors in road control were, however, shelved.
It was felt that the intensive lobbying by Chief Constables and police groups had influenced the review team who had
taken account of the complexity of policing. The constant argument that had been raised was that it was virtually
impossible to separate policing into exclusive tasks and that the synthesis of tasks made policing fundamentally different
from any other job.

In the end, only minor tasks were to be moved f-rom police control and most of these the police were happy to lose.
As such, the final report was given a cautious welcome, with John Hoddinott commenting that,
We do not believe that the review will be about dramatic changes, but more about streamlining the
way the police carry out ancillary tasks.
It is recognised, however, that the publication of this report will not close the book on the privatisation of What might
be termed core policing services such as patrol. Indeed as early as October 1993, Sedgfield District Council in County
Durham established a council run, cortununity style policing force, which it called the "Community Force."
Established as a crime prevention force providing beat and car patrols with powers of persuasion and citizens arrest,
it was intended to provide reassurance to a community concerned about rising crime and losing confidence in the ability
of the police to prevent and control it.
Not surprisingly, this initiative has received and continues to receive much attention. Other councils are actively
considering such arrangements, for example, Wandsworth in South London, who have now extended the role of the
parks police to include patrol of council estates within their area.

At the same lime, there has been a growth of patrol activities by private security companies. Whilst such patrols have
no legal powers, it is arg-ued that the presence of additional patrols, wearing a uniform and often sometimes
accompanied by large dogs will act as a deterrent to would be offenders. As a result, some residents and businesses
in particular areas are now prepared to pay for such services. Indeed, the ultimate paradox is that now, some police
headquarters installations are patrolled by private security firms at night.
There are then a number of concerns at the increasing role of the private sector in the delivery of patrol services;
services that are widely held to be core in terms of the recent reviews. These concerns include the following:
Firstly, an increasing use of private security firms to fulfil patrol duties may reduce the amount of police contact with
the community and may erode the police/public relationship. This will in turn encourage remoteness of the police and
affect the amount of information passed to the police, which will thus affect the prevention and detection processes.
Second, there are very real concerns regarding the accountability of the private security industry. The industry in the
UK is self regulating and not all security firms operate within the membership of the two recognised industry
associations. This leads to concerns over the practices of some organisations in the sector and the rigour of their
recruitment policies.
Third, as the private patrols have no legal powers of arrest there are concerns regarding what will happen when they
encounter would be offenders especially if their powers of "persuasion" are not sufficient to deter the individual. This
in turn raises concerns regarding the safety of such patrols.

104

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•'•
•
•

• '
•
•
O

•
•
•
•
•

O

•
•
•
•

•
•
•
•
•
•
•
•
•

•
•
•
•
•
•

Fourth, there are concerns regarding how private patrols should liaise with and contact police when police assistance
is needed.

•
•
•
•

In summary, it would appear that the police service is happy for some of its more peripheral activities to be hived off
to the private sector or local authorities. What is clearly of concern is the creeping presence of such organisations as
deliverers of traditional policing services such as patrol. The recent emergence of parish constables and the push to
recruit additional members of the Special Constabulary can be seen as an attempt to retain patrol within the existing
legitimised framework.

•
•
•
•

Although the Posen review was perceived as a clear threat to traditional policing duties, which has
defused, over
the next few years we may see a more subtle erosion of such duties through the gradual infusion of private sector and
respect to retaining control over such core activities as patrol, the police may have
local authority organisations.
won the latest battle but they have not yet won the war.
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Civilianisation and the Use of Volunteers

•

by

••
•

Geoff D.

•
•
•
•

•

Benyt

1995

The police service in the UK in
employs greater numbers of civilian support staff than ever before in a wide range
of functions with differing status and responsibilities. From cleaners and mechanics, to traffic wardens and clerical
and administrative staff, through to IT specialists and scenes of crime officers civilians have become all pervasive
within the police service over the last fifty years.

•
•

This paper will outline the historical development of civilian support within the police service and outline some of the
specific management issues that are raised in trying to integrate police and civilian support e ectively. It will conclude
by suggesting means by which these issues can be addressed.

•
•
•
•

It concentrates on civilians (primarily) and volunteers (less so) who directly support the work of the police. It does
not consider the emerging group of volunteers in the UK, who indirectly support the work of the police, such as
members of such schemes as Neighbourhood Watch and Street Watch. These groups are considered more fully in the
papers relating to community policing and core policing functions.

•

•

The Development of Civilian Support

•
•
•

The rationale behind the
of certain police
is that it is cheaper to employ civilians than police
officers. A recent report by the Audit Commission suggested that currently, employment of civilians costs on average
about half of what it costs to employ a police officer.

•
•
•

It therefore follows that if civilians can be employed in jobs that do not require a warranted police officer then; the
service is ut ising its staff resources more efficiently and economically, warranted officers can be released from non
operational duties to return to more front-line core policing
such as patrol.

•
•

Prior to
few civilians were employed by the police service. Interestingly, some of those who were occupied
positions of great influence, for example, Inspectors of Constabulary and Metropolitan Police Commissioners, though
they often came from a military background.

•
•
•
•

During this period, police officers were relatively poorly paid and hence little economic benefit could be gained from
employing "cheaper" civilians for certain tasks. It was during the second world war that civilians began to appear in
significant numbers in clerical and administrative roles to release officers to concentrate on their preventative and
protective duties in war time.

•

•
•

•
•
•
•
•

•
•

•
•
•
•
•
•
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civilianisation

taSics
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taslcs,

1939,

Oaksey

1949

Committee recommended in
that
Their value to the service was proved during this time such that the
police establishments should be reviewed "with a view to releasing policemen for police duty, wherever possible by
the employment of civilians."

Taverne

The
Report in
scenes of crime staff.

1966 suggested that civilians should be employed in technical posts, such as photographers and
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Improved pay and conditions for police officers during the 1970s and the Edmund Davies pay award of 1978 created
the financial environment in which civilians were more cost effective to employ to fulfil certain tasks and functions.
This pressure for increasing for civilianisation was given a further push by the publication of Home Office Circular
114/83 "Manpower, Effectiveness and Efficiency in the Police Service," which stated that "The Home Secretary will
not normally be prepared to approve increases in establishment if police officers are occupying posts which could
properly, and more economically be filled by civilians."
This was consistent with the philosophy of the Conservative government of the lime, which sought to make all public
services (including the police) more financially accountable and provide value for money in the delivery of its services.
This circular is seen as a watershed for a number of reasons, in the development of the modern police service in the
UK. It forced Chief Constables to review their use of civilians with the threat that unless they were maldng the most
effective use of such resources, then any requests for further police officers would be rejected.
Subsequent circulars, 105/88 and 106/88, strengthened this line by encouraging the use of civilians in specific roles
such as coroners officers.
These pressures meant that the number of civilian support staff employed in the police service increased from less than
1300 in 1945 to almost 55,000 in 1994 (excluding special constables). In other words, the proportion of civilians
employed by the police service has risen from 2% of the total combined police and civilian strength in 1945 to 30%
in 1994.
Highrnore (1993) has traced the emergence of civilianisation through four broad phases, each ensuring that civilians
take a greater role in the operation of the police service:
•
•
•
•

Manual - Cleaning and catering functions (pre 1939);
AdministrativeiCIftrint - office based support functions (1939-1966);
Specialist - scenes of crime duties, mechanics, IT operators ... (1966 onwards); and
Professional - financial/accounting, personnel, IT managers (1984 onwards).

The natural evolution of this fourth phase has seen civilians appointed to senior and executive positions on a regular
basis. Merseyside Police was the first Force in the UK to appoint a civilian to the executive team as an Assistant Chief
Constable (ACC) equivalent Force Administrative Manager. Similar appointments have followed, particularly in the
financial and strategic management fields. It could be argued then that the situation is "coming full circle" and we are
returning to the position in the 1930s where civilians are appointed to senior positions (though it has to be said, for
different reasons and with specialist skills).
Civilianisation is now on the threshold of a fifth phase in which civilians begin to take over taslcs, which have
traditionally been seen as firmly the province of the police. For example, at least two forces in the UK now employ
civilian crime prevention officers. In addition, a recent article in the Policé Review described the situation in Devon
and Cornwall where civilian detention officers (CD0s) have been employed for two years. Worldng under the
supervision of a custody sergeant, they are responsible for administrative duties in relation to the detention of
individuals in police stations and looking after the detainees.
This in itself may been seen to be merely an extension of the administrative role outlined above. A recent report
cormnissioned by the Home Office has, however, suggested that the role of CDO should be fully civilianised and that
the civilian CDOs should be given powers to search prisoners, restrain those who are violent and escort detainees to
secure areas. In other words, they should be given the powers as yet only available to warranted police officers.
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•
•
•
•
•
•

Her Majesty's Inspectorate of Constabulary has suggested that this move could bring about staff cost savings of £7-9
million per year, if implemented across England and Wales.

•
•
•
•

•
•
•
•
•
•

O

Not surprisingly, this latest development has been viewed with a considerable degree of alarm by some in the service.
There are fears that the civilianisation of such taslcs is the first step in their privatisation and that control of the prisoner
detention processes within police stations will go the same way as the prisoner escort duties; into the private sector.
Interestingly, it has also been argued that the rapid growth of civilianisation will soon begin to slow for the same
financial reasons that have fuelled its growth. Taldng the example of the CD0s, if the post is civilianised across a
force, it may release say ten officers for operational duties. These officers are not made redundant. The police
authority still has to pay them. As a result of civilianising the posts therefore, the authority is now paying for those
ten officers and ten civilians to carry out the CDO tasks. Accepting that civilians are cheaper to employ than police
officers, this process still places an additional financial burden upon the police authority.

•

As a result of the development of civilianisafion, all police forces in the UK are now heavily dependent upon civilians.
Indeed, forces could not funcfion without them. However, Loveday (1993) suggests that very little consideration,
thought or planning has been given to the consequences of continued civilianisation in terms of civilian status, f-unction
or career structure. The evolution of civilianisation does not appear to have followed any structure. What has
emerged, has done so in an ad hoc way, in response to particular conditions.

•
•
•

The lack of a national or even local strategic plan and supportive infrastructure for the effective utilisation of civilians
has led to the situation where they are often perceived as second class citizens within the force. This has, in turn, given
rise to a series of obstacles which, unless addressed, will mitigate against the continued process of effective

•
•

•
•

•
•
•

civilianisation.

Managing Civilians

-

The Issues

•

Lack of Career Structure

•
•
•

Police officers join the force as cadets or constables and can set their ambition at rising to the heady heights of Chief
Constable. They have a clear rank, career development and training structure to help them to realise their potential.
No such formal structure exists for civilians.

O

•

it is therefore highly unlikely that an individual will join the police as a junior civilian clerk with the ambition of
achieving a senior civilian position. In general, there is less opportunity for civilian promotion and where it exists,
it is usually at lower management levels in administrative and technical posts. Prospects reduce considerably at office
manager level, primarily due to the lack (until very recently) of senior civilian posts within forces to which such
individuals could be promoted.

•
•
•

This often results in a loss of motivation as the individual sees no prospects for future development and may result in
the employee leaving the service to progress their career. The brighter, more able civilian staff, precisely those who
can make a real contribution to the operation of forces, are often lost to the service.

•
•
•

•

•
•
•

It is therefore questionable whether the service can first of all attract and then retain the services of high quality civilian
support staff.

•
•

Pa_y ScaIes.and_Terms_ofEmployment

•
•

A major factor behind the drive for greater civilianisation has been that civilians are, on the whole, cheaper to employ
than police officers. Most civilians are employed on local authority pay scales, which may be appropriate at junior

•
•
•
•
•
•
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clerical and administrative levels, but are inappropriate at senior levels. As a result, there are often problems in
attracting suitable civilian staff at senior levels.

The issue of equable salary is often exacerbated when senior civilians can see police officers of similar standing in the
organisation, sometimes earning up to twice as much as them, yet with no noticeable additional responsibilities. The
IT manager may be on local authority Principal Officer scales and yet be at the same level in the organisation as a
Superintendent, heading up the training department. Both have similar responsibilities but the police officer will earn
considerably more. Whilst it is appreciated that the police officer could be asked to "go operational" at any time, this
is often forgotten and is a potential source of frustration within the civilian staff.
Elexible__Working P_ractices

Police managers are used to giving orders and expecting them to be obeyed. If, for example, a report has to be
submitted to a tight deadline, which requires individuals to work latè, the police manager can order a subordinate
officer to do so. This is not necessarily the case with civilians. There are examples of situations where requests to
civilians to work late have been met with flat refusal. In this situation the police manager is effectively powerless.
If a police officer refuses to respond to an order, a disciplinary charge may result. Failure by a civilian to respond
to the same order may go unpunished, especially if it requires the civilian to go beyond his/her terms of reference.
This only serves to heighten the inherent tensions between police and civilian staff and further impede effective
integration.
Mistrust
Some officers feel that civilians are a threat to their roles and jobs. Others feel .that all police functions should be
discharged by officers and the use of civilians, particularly in quasi operational roles, undermines the professional status
of the police officer.
Yet others refuse to accept civilians other than in clerical or administrative roles and resent their movement into more
operational and influential roles.

The effect of this mistrust on the self perception of civilians as a group has caused them to question their status as a
group and shake their confidence. Two surveys carried out in very different forces by the CPSMR in 1993 and 1994
suggested that civilians did perceive themselves to be second class citizens within the organisation. Highmore (1993)
in a study in three other forces found that a significant number of police officers felt that the role of the civilian was
less important than their own.
Clearly then there are major issues in managing civilians in the UK police service. There needs to be greater
acceptance by each group of the strengths of the other before true integration can take place.
There is, however, another issue appealing over the horizon that is causing senior police officers to focus on addressing
some of these issues. The possible privatisation of certain police functions is receiving much attention. If police
posts/tasks/role,s are civilianiseci, control remains within the police service. If they are privatised, control is effectively
lost. As a result, a number of police forces are now taking steps to address some of the obstacles to the effective use
of civilian staff.
Managing Civilians -- Addres,sing the Issues
Two core factors will influence the more effective use of civilians in the police service.
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•
•
•
•

Infra,struciures

•

•

Supporting

•
•
•
•

Clearer, more formal career development planning would improve the motivation of civilian employees, by enabling
them to match their ambitions to a career in the police service. The gradual implementation of such structures indicates
that more thought is being given to the long term future of civilians. The introduction of appraisal systems for civilian
staff is also a positive move.

•
•
•

The continued appointment of civilians to senior positions within the service will only serve to demonstrate the
opportunities for career progression.

•
•
•

It has been suggested that a clearer rank or status structure for civilians would help the police to understand the role
and position of civilians within the service. This may facilitate the integration process. Workplace shadow schemes
could also go some way to reducing the suspicion and mistrust.

•
•

True career planning cannot be sustained without the provision of appropriate training and development opportunities.
To promote this and further the process of integration, several forces have combined the police and civilian personnel
who then appointed a civilian to head
and training departments. The first force to adopt this approach was West
up the newly formed department.

•

Remuneration

•
•
•
•
•
•

It has been suggested that a salary and remuneration structure for police civilian staff should be developed. This would
be
particularly at middle and senior management levels where the gap between senior and principal officer
and the restrictive upper limit of principal
in the local authority salary scales is problematic in offering the
appropriate rewards for such civilian staff. A specific set of civilian pay scales would also reflect the specialist nature
of some of the tasks carried out by certain civilian staff and the specific conditions of service, for example, "on ca "
requirements for scenes of crime staff.

•

The Special Constabulary

•
•
•
•
•

Although civilians, the Specials differ from other civilian support staff in that they are a voluntary group, often
providing operational support. They are motivated to attend out of a desire to provide a service to the public and put
They give a few hours of their own time every week, to support the work of the
something back into the
police and are increasingly seen as a vital resource. As such, they are not affected by the terms and conditions and
pay scale issues relating to paid civilian support staff (although civilians can also be specials).

•

•
•

•

Mercia

welc,omed

of-ficer

ll

commtmity.

•
•
•

There is evidence, however, to suggest that the specials (or "hobby-bobbies" as they are sometimes referred to) face
officers.
particular problems of integration with and gaining the acceptance of

•
•

In addition, the part time nature of the role means that they are on duty on an irregular basis leading to difficulties of
effective communication.

•
•
•
•

however, that the coordination of special and regular officers is improving. This may be
The evidence also
as a result of a recognition by police managers that the specials is a large, willing, highly motivated resource that
across the country, they are clearly too
should be used more effectively. Currently numbering
large a resource to ignore.

•
•

In conclusion, both paid and voluntary civilian support represents a major resource that can make a real contribution
to the effective operation of the service. As such, they should be made to feel welcome and of value. As an ex-civilian

•

•
•
•
•
•
•
•

reg-ular

indicate,s,

apprœdmately 25,000
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senior manager in a UK force, their effective integration into the service is an issue which I will continue to follow with
considerable interest in the corning months.
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The Role of Technology on Crime and Policing
by

Dave Cassels*
The major components of today's conununity policing model are: decentralization; despecialization; ownership;
problem solving; increase autonomy to front-line officers; and local neighbourhood consultation. Information is the
lifeblood of community policing, yet not enough systematic attention is being given to information systems that support
this model. Police managers can no longer separate information technology from organizational strategy.
Organizational effectiveness will depend on practical technology applications that parallel the major shift to Community
Policing. Technology must be selected, structured and implemented to support the basic organizational components
of today's policing model. Police leaders must therefore change their emphasis from technology in the form of
gadgets to technology that supports local neighborhood problem solving.

Why?
The present reform model of policing continues to dominate the majority of decisions made respecting the acquisition
of technology in many police organizations. While there are a significant number of organizations that support the
philosophy of Community Policing, the tendency still exists to acquire basic Computer Aided Dispatch (CAD) systems
that support an organized, efficient approach to rapid response of motorized patrol officers to calls for service. Most
CAD systems are electronic filing cabinets. Little effort is made to develop systems to focus on repeat problem
information -- information of the type that is vital to local neighborhood police officers! Further, many police
administrators give priority in the form of time, effort, funding and research to gadgets such as strobe and goggle
technology, fleeing vehicle tagging systems, remote control barrier strips, sticky foam and lethal force equipment.
Police vehicles continue to become mobile offices -- keeping police officers from communicating with people. This
is not to say. that this equipment is not necessary, it simply means we must begin to give less attention to this and more
attention to information technology that will support the major organizational shift to local neighborhood policing. We
need to adopt a much broader information path for community policing than has been the norm under the traditional
reform model. Beyond such elements as calls for service, dispatch, response, and incident reports, we need to begin
collecting local knowledge information for beat or ownership officers, as well as community resources and problem
solving information. Data are useless unless they are transformed into meaningful, timely operational information.
The most promising data are those collected from repeat address locations.
Research reported by Sherman, Gartin, and Buerger (1988) in Hot Spots of Predatoty_Crime - Routine. Activities_and
the—Criminalogy of_Place, shows clearly that a large percentage of police work is generated from a small number of
addresses. This research was limited to reported predatory crimes and did not include all police activity in Minneapolis
due to the limitations of the system software and storage capacity. Considering that a large percentage of police activity
involves occurrences other than crimes, such as family disputes, liquor offenses, neighbor trouble, noisy parties,
abandoned vehicles, trouble with youths, etc., a significant portion of police activity and neighborhood problems is
absent.

* Dave Cassels is Deputy Chief of Police, Edmonton Police Service.
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Neighborhood policing involves much more than criminal activity alone. The reality is that:
(1)

An urban area consists of individual neighborhoods with individual problems;

(2)

Some neighborhoods legitimately require more attention from the police than others;

(3)

Some places within a neighborhood become repeat problems for both the community and the police;

(4)

The constant demand of response to calls for service always lead the police to become incident driven and
reactive;

(5)

Information is the lifeblood of policing; and

(6)

Increase in the use of automobiles, telephones and technology have separated the police from the community.

Many police administrators are engaged in rethinking the fundamental police function so as to align it more closely with
the c,ormnunity. Technology misused, is in part, responsible for separating the police from the community. The police
enthusiasm for sophisticated technology contributes to the absence of social intimacy between police officers and
citizens (Trojanowicz, 1985). Managed.properly,_lbeliev.e..information.technology_hasihecapaeity_.tobring_us_doser

ta_the rommimity
We now know that traditional tactics such as:
•
•
•

as random patrol;
rapid response; and
investigation after the fact

do not have any significant effect on crime or on the police workload.
We also lmow that the changing police role includes new tactics such as:
•
•
•
•

permanent assignment of one police officer to one area;
giving ownership to individual police officers (ownership of the area and the problems within each area);
providing officers with freedom to make decisions on their own; and
collaborating with local neighborhoods to set policing priorities

are the four basic components of today's community policing model. These are the tactics that will result in
meaningful, lasting change. The challenge for managers is to provide police officers with the technological tools to
do their.job and to create the environment for titis to happen.
There are extraordinary demands placed on the police in the 1990s. Unquestionably, the policing of today's urban
areas is a complex task. The mass of occurrence activity and workload data can not possibly be consolidated and
focused in a timely manner without state-of-the-art information systems. Even then, an understanding of the basic
community policing model, a deep cœmnitment by management to this new model and an understanding of the reality
of repeat problems, is necessary in order for local neighborhood policing to become a reality.
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Emergence of Modern Technology: The Edmonton Police Service (EPS) Experience
Prior to 1988, the EPS was a very conservative, process oriented - paramilitary organization that was highly resistant
to change. Like other police organizations, Edmonton police were trained from the beginning of their careers to follow
orders, guided by countless rules and regulations. The EPS was deeply entrenched in policy and procedure and many
members perceived their role as simply, law enforcement officers. The command and control approach dominated.
To compound the problem, many officers believed that only the police were equipped to deal with crime and other
community problems. In fact, even today, many police organizations labor heavily under the burden of being held
responsible for dealing with enormous urban problems such as crime, violence and disorder in its broadest context.
Police seemed to have accepted the responsibility for all of societies problems. Further, it was common to refer to
the police as the front end of the criminal justice system. It had been long recognized that the role of the police in
enforcing the law, has had a dominant effect on the organization, its personnel and its relationship with the community
(Goldstein, 1993).
The EPS recognized that people were becoming profoundly cynical about the justice system and its capacity and
capability to deal with complex community problems. We realized that Community Policing rejected many of the
traditional characteristics of the reform model of policing and that neighborhood police officers had a much broader
interest in worldng with the community rather than simply enforcing the law. This was not to say that enforcement
wasn't appropriate. It was, and is, absolutely necessary in many situations. However, a new focus on community
policing and problem solving, offered solutions not found in the criminal justice system -- solutions that tapped the
resources of community agencies and indeed the community itself. Community well-being and co-existence, rather
than simple service of the criminal justice system, became the dominating factor.
Senior management recognized the need to move away from the paramilitary, process-oriented, rule- driven,
organization to one that is community based and seelcs input from the community. Priorities could thus be set in the
community's best interest, rather than the organization's best interest. This required significant change, not only in
organizational structure, but also in the understanding and commitment of the rank and file to local neighborhood
needs. There was an acceptance of the reality that day-to-day policing went far beyond crime in the pure sense and
the range of tools and options available to police officers went far beyond those previously associated with law
enforcement.
Organizational change in Edmonton began with a commitrnent to a neighborhood foot patrol demonstration project.
This provided us with the opportunity to apply the four basic components of today's community policing model and
to evaluate the results. At the time, twenty-one police positions were available for re-assignment to specific
geographical aréas. The identification of appropriate areas of assignrnent was based on worldoad and specifically,
repeat calls for service. The EPS CAD and records information system, developed in 1979, collected occurrence data
by municipal address or intersection location. The city was divided into 571 grids. As occurrence data were collected,
they were classified by grid. There was a recognition that it was necessary to generate credible data for analysis, in
order to pinpoint the origin of our repeat customers and repeat locations. The existing information system provided
us with the opportunity to accomplish that task.
After minor programming modifications, data were extracted to provide an inventory of repeat customers and identify
small areas within the city where the workload was intense. Data were extracted and analyzed in the following
categorieS:
•
•
•
•

volume of ormirrenre lorations by grid;
volume of o.ccuttences_.at.r.epeataddresses by grid;
volume of dispatched rails by grid; and
volume of dispatched units by grid.
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Forty-seven areas were pinpointed where the volume was high in all four categories. Further, during the analysis of
the occurrence data, it became obvious that a high percentage of the activity was confined within a small number of
grids. It was even more revealing to learn that 74% of the entire activity in the city of Edmonton originated from
repeat addresses. An examination of the inventory of these repeat addresses provided the most valuable information.
The majority of activity within each grid occurred at a relatively few addresses. For example, in a 13-month period:

A small subdivision of 100 square blocks (10 x 10 blocks containing only single and multiple residential dwellings with
limited commercial property [small neighborhood shopping centers]) generated 489 occurrences, with 332 (68%) of
these at repeat addresses (offenses occurring only once, at a single address, were ignored).
The 332 calls for service originated from forty-four addresses. After elimination of addresses that generated only two
calls for service, we found that the remaining 286 calls for service originated at twenty-one addresses. That is 58%
of the total occurrences came from 21 specific locations.
Eleven of the 47 identified grids contained large shopping centers. A further examination of the occurrence data
revealed that the majority of activity at or near these shopping centers involved shoplifting, theft from automobiles,
credit card offenses, and false instruction/robbery alarms. With the remaining thirty-six grids, the occurrences were
not high in any specific category, but included a variety of general complaints such as family disputes, assaults,
breaking and entering, thefts, drug and liquor offenses, disturbances and robberies. This process enabled management
to examine the occurrence data from 153,000 case files and select twenty-one areas where the intense pockets of
activity originated. Within the 21 areas selected, 81% of the 38,569 calls for service occurred at repeat addresses.

The eventual assignment of police officers to these 21 areas, with a broad mandate to focus on problem solving, proved
most successful. Pre- and post-test evaluation of the neighbourhood foot patrol project was extremely positive in a
variety of categories, but specifically in the elimination of repeat problems (Hornick, 1989). This was the first phase
of major organizational change in the EPS.
The second phase consisted of the development of a process for change plan. The plan included the development of
a core value for the EPS, a commitment to decentralization, a commitment to the generalist concept rather than
specialization, and an in-depth analysis of our workload.
This led to the third phase, the organizational review of 1991. The result was the elhnination of some organizational
units, the merging of others, some decentralization, and the reassignment of nearly 60 police officers to patrol duties.
These decision sought to recognize that front-line police of-ficers are the most critical members in policing. In turn,
this led to subsequent efforts at empowerment and work recognition for these police officers.
The fourth phase included the opening of 12 community stations, the implementation of a new service delivery.system,
and the formal adoption of geographic ownership and stratification in patrol. It is this phase which has been recognized
as most successful.
Throughout all of this change there was a continuing effort to develop an operational information system that would
continue to support front-line police officers. The new information system, known as OSCAR (Operational Support,
Communications and Records) consists of two main components: CHAD (Complaint Handling and Dispatch) and
PROBE (Police Records and Operations Based Environment). This system was developed and implemented in
conjunction with -Intergraph Corporation, of Huntsville, Alabama.

The CHAD sub-system focuses on the primary dispatch operation activities. This includes the interaction with 120
Mobile Data Terminals (MDTs) located in police vehicles. A significant change in the design of CHAD was the
integration of geographical mapping capabilities with traditional dispatching functionality to optimally support police
operations. CHAD consists of 17 call taker and 6 dispatch UNIX based workstations, which are integrated with 2
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ORACLE database servers and 2 communication servers. Call takers and dispatchers can now, at a glance, identify
where police vehicles and events are located by viewing them on a map of the City of Edmonton, displayed on their
workstation.
Because it is geographically based, CHAD now provides the front-line police officers with Location of Interest
information related to the address they are dispatched to. When an event is entered, the address is queried for previous
events, special interest information such as Police Haters, individuals with outstanding warrants and individuals that
have firearms registered. The previous event component automatically provides patrol officers with all repeat address
occurrences information such as family disputes, assaults, noisy parties, neighbor trouble, etc., at the time of dispatch.
This contributes significantly to a patrol officer's problem-solving mandate.
The PROBE sub-system is the records management and police data warehouse component of OSCAR. PROBE
captures data in an ORACLE relational database from a vvide variety of police reports such as case investigations,
traffic violations, arrest booldng and street information reports (used for Crime and Intelligence Analysis) to name a
few. These data include information about the type of activity, the people, property and vehicles involved and very
importantly, the location of the activity. Utilizing a variety of PROBE query and reporting capabilities, titis
information is available to police officers for investigative purposes and to management for workload analysis and
resource allocation. Patrol officers also have access to external information located in CPIC, other City of Edmonton
systems and Alberta Government systems.
Because PROBE is also geographically-based, it is capable of using mapping technology to perform data and
intelligence analysis by area of the city. More importantly, a component in PROBE named Problem Identification,
provides front-line police officers with information about problem locations within their neighbourhood turf, providing
them with a tool to recognize recurring problems. Unsolicited reports are available to all patrol officers who have
ownership of small geographical areas. These reports detail all repeat occurrences, that have taken place within a 12month period.

Community Policing

—

Information Systems and Partnerships

Community policing insofar as it relates to the strength in partnerships demands a re-evaluation of a department's
policies regarding data and information storage, with both the community and other government agencies. As an
example, networldng with social services departments will be critical for both neighborhood police and social workers
to accomplish their community well-being task. Links with immigration, customs, motor vehicle and business
liceniing, municipal development boards or volunteer agencies requiring security clearance, will be necessary to
improve police and regulatory effectiveness. As new systems are developed, police must take the time to identify their
needs in cooperation with a variety of community and government agencies.

The Shift from Crime Analysts to Operational Analyses
The traditional crime analysis function continues to play a role in today's poliCing environment. Productivity increases
considerably when organizational analyses is .supplemented by geographic based information systems. Analysis
identifies sources of data relevant to an investigation, integrates the data in some useful way, apply various analytical
methods (statistical or geographical) to deduce relevant information and then employs effective methods of presenting
the data to others (managers or investigators) in a meaningful way -- graphs, printouts, charts or maps. While titis
function will improve moderately, with accurate timely data, it may not serve the large numbers of patrol officers who
have ownership of specific areas or problems.
Problem-solving policing demands that systems analysts and crime analysts (data analysts) understand the basic
components of today's conununity policing model and more importantly, that patrol officers be provided with basic
information systems capability and analytical training. Organizations must train officers to look at neighborhood
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problems and recognize recurring incidents as symptoms of a bigger problem. They must learn to consider a number
of analytical questions and options when dealing with an identified problem. 'While there will always be a need for
specialist data analysts, there is a more pressing need for generalist patrol analyst training.
"Information support for problem solving must be available in a variety of forms such as geographical, o ffender class,
victim class, behavior type, weapon type, etc. The capacity to aggregate incident data along one or any combination
of dimensions is necessary. The process requires flexible data base structures with easy, versatile access (Sparrow,
1993). Information and analytic support for problem solving is required at many different levels within a department,
ranging from support for quick street level needs to major, protracted investigations. Most importantly, information
and analytical support must be available for all problems whether or not they are crime-related.
The rapid development of computer technology should be looked upon as an opportunity for police. Today's
accelerated computer technological revolution has potential to solve many of our strategic organization problems.
Unquestionably technology is having a major impact on policing in a variety of forms.
The Need for a Technology Plan
Strategic or business planning is common place in today's policing. Without doubt, policing is an information-intense
business (Sparrow, 1993). Properly managed, computers can serve as powerful tools in the hands of progressive police
leaders. They can reduce labor costs, improve resource allocation and increase operational effectiveness. They can
redefine the work, emphasize and support commtmity policing initiatives including the facilitation of new partnerships.
Badly managed, they can frustrate front-line police officers and managers and emphasize the old way of doing business.
'Without a focused technology plan, systems can consume vast amounts of operational dollars. Priority must be given
to practical and efficient applications that support a major organizational shift to Cotrununity Policing.
In the development of a plan, consideration must be given to:
•
•
•
•
•
•
•
•

Mission;
Core Value;
Goals;
Key Strategies;
Culture;
Trends;
Critical Issues; and
Action Plans.

In today's environment, organization restructuring is necessary to meet the extraordinary demand on the police. The
acquisition of geographic-based information systems that support decentralization, despecialization, problem
identification and problem-solving will prove to be cost-effective. Combining this with ownership and increased
autonomy to our patrol officers is a major advancement toward improving police service delivery. Like the rest of
society, policing is being battered by the most accelerated technological revolution in history. Computers, satellites,
fiber optics, fax machines, bar codes, electronic data interchange and expert systems are only some of the most obvious
manifestations. Thus technologies can as easily become our master or our servant. It is vital that, as police
organizations, we learn to harness these technologies io suit our primary purpose.
We will be challenged to keep up.
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Introduction
At the recent G-7 Economic Summit held in Halifax in June, the leaders of the seven major industrialized countries
in the world agreed that transnational criminal organizations were a growing threat to the security of nations and that
their global criminal activities undermine the integrity of financial systems, breed corruption and weaken democratic
societies. They further agreed that in order to counter their criminal activities effectively, each country must reinforce
existing institutions, strengthen cooperation and the exchange of information and assistance to other nations.

•
•
•
•
•

Agreements such as this highlight the gravity of the problem. It acknowledges that the fight against criminal enterprises
has become global and that government and international law enforcement must work together by forming strategic
partnerships in order to stem this growing phenomenon. At the same time, domestically each jurisdiction must have
strategy of intelligence gathering and enforcement to address this very real and urgent threat.
a common
down artificial
We must create working partnerships between police, regulators, bankers and businesses by
barriers between them.

•
•
•
•
•
•

Although technology has changed and generally improved all our lives, it also has improved the efficiencies and
effectiveness of criminal organizations. These organizations "have imitated orthodox business corporations, taking
No
their reach" (Naylor,
to
advantage of new technological, political and criminal
community
we
The
criminal
organizations.
national
local
or
even
can
law
enforcement
concern
itself
with
just
longer
Police
(RCMP)
Canadian
Mounted
on
the
Royal
paper
will
focus
now serve and protect is the global community. This
approach to this phenomenon of transnational organized crime.

•

•
•

•

c,omprehensive

brealdng

opporttmities globalize

1995).

The Role of Criminal Intelligence in Countering Transnational Organized Crime

•
?le

The first step in countering any transnational criminal threat, is to clearly understand those responsible...are they a
criminal organization? It is from this determination that an understanding of the scope of the problem can be reached,
and upon which subsequent enforcement strategies can be formulated.

•
•
•

The nature of organized crime has evolved significantly from the early stereotypes. Because of this, the RCMP has
developed a model which is now used in the determination of organized crime groups through the recognition of
primary indicators. Those indicators are:

•
•

is Officer in Charge, Proceeds of Crime Branch, RCMP. This workshop was coInspector Timothy G.
Director, Criminal Intelligence Directorate, RCMP and
presented with Chief Superintendent Wayne P.
Officer in Charge, Economic Crime Branch, Federal Services Directorate, RCMP.
Superintendent George
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•
•
•

•

•
•
•
•
•

Organization' and
Structure' which support
Criminal Activity of

•

Magmitude.3

The magnitude is measured in each case, through the recognition of the presence of organized crime characteristics
and an evaluation of the impact of the organization's activities upon society.
The characteristics include: corruption; discipline; infiltration; insulation; monopoly; motivation; subversion; time
element; violence; sophistication; continuity; multiple enterprises; bonding; and mobility (Criminal Intelligence
Program Guide). The list of characteristics is open-ended and able to accommodate new and emerging characteristics.
This determination process for recognizing organized crime accommodates:
•
•
•

wealcnesses
ditninished

of the subject group;
Evaluation of the strengths and
The formulation of disruption strategies; and
assessments of marginal threats.
The elimination of inflated or

operates4

across international
Transnational organized crime, most simply stated, is organized crime which
jurisdictions. Transnational organized crime groups have fully exploited the characteristic of "mobility" to such a
degree that international boundaries have little impact regarding the continuity of their criminal acts. The ability of
organized crime to cross jurisdictions at will is augmented by their growing utilization of transportation,
communications and other forms of technology.

"Transnational."

Italian based mafia continue
In Canada, all of the major organized crime groups can be considered
to smuggle heroin; eastern European based groups (often referred to as Russian organized crime) vigorously pursue
every type of criminal activity and engage in money laundering on a global level; Asian based groups engage in
technology theft and fraud throughout the Pacific rim; Aboriginal groups are actively promoting the illicit movement
of alcohol, tobacco and firearms across Canada's southern boundary; Canadian chapters of the Hells Angels motorcycle
gang enthusiastically aid in the establishment of foreign chapters. All of these organized crime groups commit criminal
acts for one primary reason, money.

Presentlnitiatives
Within the criminal intelligence program, the RCMP is aggressively pursuing an effective anti-organized crime
capability through:
•
•
•

The production of comprehensive strategic intelligence assessments which detail activities, persons and the
effects of organized crime in Canada;
The fostering of partnerships with national and international enforcement agencies for intelligence matters;
The development of partnerships within the corporate sector for the sharing of intelligence based on the
community based policing model;

7th Ed. "... organizing or being organized."
Oxford Dictionary, 7th Ed. "... supporting f-ramework or whole of the essential parts."
Oxford Dictionary, 7th Ed. "... importance."
Oxford Dictionary, 7th Ed. "... be in action, produce an effect, exercise influence."
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The initiation of tailored criminal intelligence officer training;
The initiation of "intelligence training and information management" at the cadet level of RCMP basic training;
Enhanced information exploitation techniques including utilization of the
Education of enforcement members of the RCMP and other police agencies with respect to the intelligence
process and its vital role in combatting organized crime;
Exercising a leadership role in the development of an all encompassing "national strategy to combat organized
crime";
Operational support to the RCMP Liaison Officer program with respect to initiatives targeting organized
crime;
Full development of a national criminal data bank
which focuses upon organized crime information;
Encouraging and assisting with the development of anti-corruption strategy directed at the corrupt influences
of organized crime; and
Encouraging and assisting with the development of anti-organized crime legislation.

internet;

•
•
•
•
Euture_Steps

(NCDB)

Although a coalescing of intent and direction is apparent throughout the enforcement community in relation to
intelligence gathering and dissemination, much remains to be done regarding the problem of organized crime in Canada
and internationally as it affects Canada. Some of the issues which must still be addressed include:

(1)
(2)
(3)

a larger sharing of criminal information from all sources;
increased numbers of integrated intelligence/enforcement efforts aimed at the disruption of organized crime
groups; and
better partnerships at all levels of the community between the police and citizens, with an emphasis on
informing the public about organized crime and its effects on their communities.

The Enforcement Role in Countering Transnational Organized Crime

Proceeds_of_Crime
The profits of organiz,ed crime that enter the global financial system each year are staggering -- some writers estimate
$300 billion annually world wide. A joint communiqué from the participants of the recent G-7 Economic Summit
(1 995) stated: "We recogniz,e that ultimate success (against organized crime) requires all Governments to provide for
effective measures to prevent the laundering from drug trafficking and other serious crimes." Governments clearly
rec,ognize that the most successful way to dismantle transnational criminal organizations is to take away their motive
or raison d'être. This is accomplished by confiscating the fruits of their criminal activities.

1982,

Early on the RCMP recognized the importance of attacking the proceeds of transnational criminal activity. In
the RCMP created Anti-Drug Profiteering (ADP) units attached to drug investigation sections across Canada. Their
role was to use the criminal legislation of the day to seize the proceeds of illegal drug activity. But, these investigators
were hindered by the lack of legislative powers.

lhnited

As a result of the
success of the Anti-Drug Profiteering units and in response to domestic pressure and the
growing international awareness of the awesome destructive potential of money laundering, Canada began examining
its legislative regime. Parliament quickly recognized that money laundering legislation was needed. In response,
legislation was passed in
to support the strategy of seizing proceeds of crime for eventual forfeiture to government
and early
as a means of dismantling organized crime. While successful, the efforts of the RCMP through the

1989

1980s
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1990s was inadequate in comparison to the scope of the problem and it was evident that a bolder approach was needed
to have a major impact on criminal organizations.

1992,
(IADP)

Canada's Drug Strategy -funded a five-year pilot ini ti ative entitled the Integrated Anti-Drug
Subsequently, in
units.
The units were located in Vancouver, Toronto and Montréal and they bring together a
Profiteering
system of enforcement related resources, namely; the RCMP, Department of Justice crown counsel, forensic
unit is essentially
accountants, provincial and municipal police Revenue Canada-Customs investigators. The
an enhanced joint forces operation. The three Department of Justice counsel situated at each integrated unit have the
primary responsibility of providing legal advice as well as address legal issues that arise at the various investigative
stages of a proceeds of crime case but not to lead or prosecute the case. All parties are housed in RCMP facilities
under the investigational management and direction of the RCMP. The results of the initiative are evaluated yearly
to measure its overall effectiveness.

linIced

IADP

&

IADP

units in Montréal, Toronto and Vancouver have been in operation more than three years and they
The existing
organized crime groups. As an example, a recent long-term undercover "store
have proven to be effective in
in Montréal was successful in targeting and prosecuting higher echelon members
front" money laundering
of the most notorious Ita an based organized crime group in Canada. The case culminated in the seizure of over
nature of their crimes. The drugs were
kilos of cocaine off the coast of Colombia and highlights the
purchased by Italian organized crime in Montréal, brokered by a Colombian drug cartel and a portion was to be sent
to a chapter of the Hells Angels in London, England. Further, the profits of the drug activity were laundered through
Switzerland, Panama, the United States and elsewhere.

attacldng
investigation
li

500

transnational

Other examples of the successes of the integrated unit concept in combatting transnational organized crime abound.
The Vancouver unit recently investigated and charged a Chinese national who trafficked narcotics around the world
and amassed millions of dollars in assets. The Toronto unit recently charged and prosecuted several Guyanese nationals
for money laundering and narcotic related charges. All of these investigations involved long, complicated investigations
unit
resulting in millions of dollars in seized/restrained assets and would not have been possible if not for the
concept.

IADP

1993,

legislation created the offenses of laundering and possessing the proceeds of tobacco and alcohol smuggled
In
into Canada. In response to this legislation and due to the wide-spread smuggling of tobacco and alcohol from the
The initiative was intended as a means of
United States, the Anti-Smuggling Initiative was announced in April
attacking this phenomenon by granting enforcement resources to the RCMP. The Anti-Smuggling Initiative was a twopronged effort against this smuggling; firstly, increased RCMP customs excise enforcement and secondly, the
the criminal proceeds of their activity.
dismantling of criminal smuggling organizations by

1994.

attacldng

&

In response to the acquisition of the smuggling proceeds of crime investigators the RCMP merged all areas of the
organization previously responsible for proceeds of crime enforcement, namely, Anti-Drug Profiteering, Enterprise
wits. This
Crime and proceeds of crime from smuggling, into one entity known as Proceeds of Crime
cases by
in the investigation and management of
amalgamation of resources was meant to increase
eliminating redundancies and overlapping of effort.

(POC)
POC

ef-ficiencies

1994

IADP
POC

units concluded that Canadian
Finally, in December
an independent evaluation of the three existing
impact
over
both the short and long term.
resources to control money laundering are insufficient to make a significant
investigations the current success
to fund
In order to promote greater involvement by other levels of
The evaluation further felt that in order to adequately
units must be used (Walker,
and expertise of the
concept should be expanded immediately to other centres across
and effectively attack organized crime the
Canada.

IADP

IADP

govermnent
1994).
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As a result, the RCMP is presently in the process of recommending to government that fimding for the three existing
integrated units continue and that ten (10) further Integrated Proceeds of Crime (Epoc) units would be funded across
Canada. The creation of IPOC units would reflect the evolution of proceeds of crime enforcement within the Force
as well as the fact that organized crime must be looked upon as a global concern.

conununity policing perspective, in 1992 the RCMP entered into an agreement with the Canadian Bankers
(CBA) in an effort to deter money laundering through the banldng system. The agreement, known as the
RCMP/CBA agreement on disclosures of suspicious transactions, was a joint project designed to fill a legislative

From a
Association

deficiency. In Canada there is presently no legislation that requires a person or corporation to report a suspicious
transaction to the police even if it is clearly money laundering. This agreement attempts to fill the hole, at least as far
as it pertains to Canadian banks.

F_uture-Steps
Comprehensive proceeds of crime legislation in Canada has been in place since January 1989 -- less than six years.
The laws are new and as can be seen by the evolution of proceeds of crime enforcement, so is the coordinated and
integrated approach against organized criminal groups. In essence, the area of proceeds of crime enforcement in
Canada, and indeed throughout the world, is still in its infancy. To illustrate, not one proceeds of crime case has
reached the Supreme Court of Canada.

In 1992 Canada was evaluated by the Financial Action Task Force as to the efficiency of our anti-money laundering
measures. The results of the evaluation were positive but they also highlighted a number of deficiencies. Canada has
no mandatory Cash Transaction Reporting (CTR) requirement or indeed a Suspicious Transaction Reporting (STR)
requirement. The agreement with the CBA to voluntarily report suspicious transactions, although a positive step, does
not address the myriad of other financial institutions who process these transactions. A legislated STR scheme, such
as the one recently enacted in New Zealand, would be preferable and the RCMP is actively working toward this end.

•
•
•
•

From a cross border perspective, there is no requirement in Canada for individuals entering or leaving the country to
as Currency and Monetary Instrument
This requirement, often
report monetary instruments over
is in place in the United States and elsewhere and is desperately needed to assist enforcement
Reporting
for
agencies in the investigation of transnational criminal organizations. The RCMP is actively pursuing
an enactment of a form of
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$10,000.

(CMIR),

govermnent

CMIR.

Society is advancing technologically at a staggering rate and the nature of crime reflects many features of society. With
the vast increase in the number of economic transactions across national borders it is inevitable that criminal
organizations will use technology to become more entrenched and efficient at the transnational level.
Computer/Telecommunications Crime

lçnows

Computer crime, for example,
no boundaries. In a technological society these types of crimes are less likely
across
to be detected when one considers the ease with which information, and in particular data, can be
national and international-boundaries. Because of this capability there has been a dramatic increase in the unauthorized
use and access to computer systems. Computer criminals located in one country hack into computer systems located
in other countries on the other side of the globe in seconds. They can steal, destroy files or access confidential
and industrial espionage have become more and more prevalent
information in seconds. Incidents of computer
in Canada.

tran.smitted

hacldng
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Telecommunications fraud has also grovvn immensely in Canada. Organized crime groups are setting up "call-sell"
operations. These groups obtain valid credit card numbers from all over the world as well as cellular phone numbers
from unsuspecting persons. These groups set up telephone lines and charge customers a fee to make cheap long
distance phone calls to various countries. The unsuspecting ovvner of the credit card or cellular phone number gets
a huge bill later that month.
The "clotting" of cellular telephones has resulted in significant financial losses to the industry. Cellular telephone
activity involving the use of "white plastic" credit cards to make fraudulent overseas calls has presented a severe
problem to cellular telephone carriers in some Canadian jurisdictions. An investigation in New Brunswick during the
past year marked the first time in Canada that arrests resulted from this type of activity.
C.onnterfeiting

Counterfeiting goes hand-in hand with changes in technology. Printing presses are now less likely to be used to
manufacture counterfeit currency. The Bank of Canada advises that in 1992, 91% of Canadian counterfeits passed
were made on highly sophisticated laser colour copiers and this trend toward technically sophisticated counterfeiting
will tutdoubtedly continue. For example, in 1992 the RCMP Central Bureau for Counterfeits received 313 counterfeit
banknotes produced by inexpensive and widely available ink-jet colour copiers. During the first three-quarters of 1993,
the Central Bureau for Counterfeits received 12,035 ink-jet counterfeits. This represents a nearly 4000% increase in
activity.
The sudden, almost overwhehning, proliferation of counterfeit credit cards in larger Canadian cities such as
Vancouver, Toronto, and Montreal is cause for concern in law enforcement and the private sector. Organized crime
groups have become very adept at manufacturing fraudulent credit cards. The Canadian Bankers Association has
confirmed that VISA and MasterCard are expected to lose $60 million to card fraud in Canada, and mostly in those
cities, by the end of the year. Of this amount, $25 million will be lost to counterfeit activity. This indicates a 500%
increase in losses over those of the previous year.
The counterfeiting of credit cards is truly a global concern and is intr' insically related to organized crime activity.
Increasingly, counterfeit credit cards are being used as tools to commit other crimes such as theft and fraud. For
example, police in Montréal reported that counterfeit credit cards are being used to rent and then steal luxury
automobiles. A $75,000.00 Mercedes-Benz taken from a Montréal Airport was recendy recovered in Beirut four
months later. Reniai agencies have confirmed that many vehicles have been lost in this manner and that in some cases
they are recovered as far away as China and Nigeria.
Transnational criminal organizations have developed their technological sidlls in many other areas as well. We are
witnessing increased activity in such areas as false passports, birth certificates, and social benefit documents. There
have been dramatic increases in fraudulent activity associated to immigration, insurance, health care, and social
welfare. As a result, all aspects of society, including the corporate community, government, and the general public
are being victimized by counterfeiting.
Present Initiatives

The RCMP continues to form strategic partnerships with the banking and telecommunications industries, credit card
manufacturers, computer professionals, government agencies at the federal, provincial, and municipal levels, as well
as other national and international investigative agencies in order to develop appropriate enforcement strategies.
For example, the RCMP has develope,d a national enforcement strategy dealing with counterfeit credit cards and similar
strategies will be developed for other areas of activity. The fundamental purpose of these strategies is to involve others
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•
•
•
•
•
•

in identifying policing problems and then proposing solutions. The need for effective communication and strategic
in related criminal activity.
partnerships is clearly needed in order to curtail the rapid

•
•
•
•
•
•

Internationally, the RCMP has stressed the need for international cooperation and that national laws of various countries
must recognize the transnational nature of these crimes. Domestically, the Force has made proposals to the Department
problems that technological crimes provide. For example, the
of Justice for new laws to combat the
RCMP has suggested that in Canada, it be a crime to break into a computer system located anywhere in the world.
of another country's computer system a criminal offence in Canada and
This would make computer
prosecution would not entail lengthy and costly extradition procedures. In essence, a Canadian computer hacker could
be prosecuted in Canada for breaking into a computer system located anywhere in the world.

•
•
•
•

The RCMP is a leader in the identification and classification of counterfeit credit cards; a world wide problem.
Currently, Interpol is examining a Canadian developed counterfeit credit card classification system that may become
a world standard for forensic analysis. The RCMP has encouraged this program and has made representations to the
world police community for such a classification system.

•
•
•
•

The RCMP was a key participant in the creation of a United Nations manual on computer crime investigations. This
manual can be used by any world police force to provide guidance and assistance in the investigation of computer
crime. Additionally, the Force offers intensive training to law enforcement officers involved in the investigation of
computer and counterfeit crimes. Foreign law enforcement can attend these courses and receive this high calibre
training. In the past, law enforcement students from the United States, Singapore, Hong Kong to name a few have
attended these courses.

•
•

The following responses to the problem of transnational crime demonstrate the proactive approach being adopted by
the RCMP:

•

•

•
•
•
•
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jtuisdictional

hacIdng

The RCMP maintains close liaison with foreign police agencies involved in Technological Crime investigations
system to communicate with investigators around the world. This is necessary
and is on an Internet
given the fast pace of technological investigations today;
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E-Mail

•
•

•
•
•
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A recent computer crime case in the Toronto area saw the RCMP work hand in hand with the FBI as well as
law enforcement. This international cooperation resulted in simultaneous
liaising with French and
arrests in both Canada and the United States as well as the passing of information on computer hacking
activities to other foreign law enforcement agencies; and

German

worlcs

very closely with the United States Secret Service to combat the production of counterfeit
The RCMP
US currency in Canada. A recent arrest and seizure of counterfeit US currency in Quebec closed down one
of the largest producing counterfeit operations in recent memory. This investigation would not have been
possible without the close cooperation of the RCMP and the

USSS.

Conclusion
Clearly, the "Golden Thread" in all the activities of transnational criminal organizations is money. Money is what
motivate's these organizations and just as surely, money is what ties the upper echelons of an organization to the
criminal acts and is ultimately their "Achilles Heel."
In these times police managers are under budgetary pressures as well as pressures to further implement community
policing concepts. It is my contention that stronger proceeds of crime enforcement can be effective in easing these
pressures by:
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attacldng transnational organized crime both domestically and abroad; and

(1)

effectively

(2)

having the derivative benefit of being profitable for governments (and by extension, the police).

What is needed is essentially expanded community policing. It means shaping police behaviour and strategies to the
needs and priorities of the communities they serve, to eliminate opportunities for criminals. We must focus on working
with our community, namely local, national and international financial institutions and businesses to recognize and
report the laundering of proceeds of crime. The police community must reach out to financial institutions and
seek to move their proceeds of crime. We must further provide them with
businesses through whom money
help by giving information and expertise to identify and report this activity. After all, it is bankers, not police, that
see the money launders first and it's businesses, not police or intelligence officers who see members of
organized crime groups close up most often.

latuxierers

transnational

be,en

very little emphasis on proceeds of crime enforcement at the municipal and Provincial level.
In Canada there has
persons actively
The RCMP is virtually alone in the area of proceeds of crime enforcement and at that has scarcely
involved in this enforcement. Even so, the education of the membership of the RCMP is ongoing. The RCMP
continues to ensure that the focus is on dismantling criminal organizations therefore every major operational plan must
address the proceeds of crime component of the criminal organization before it is approved.
All police services, including Provincial and municipal police services must come to grips with the fact that charging
away their profits is only a temporary solution.
members of organized crime groups for criminal acts, without
proceeds of crime enforcement in concert with strong conventional law enforcement to tie in the profits to
transnational organized crime groups.
criminal activity is essential to permanently
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talcing

Vigourous

dismande
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Police Restructuring: Centralization and Decentralization

••
•
•

by
Roy V. Berlinquette*

•

•
•
•

•
•
•
•
•
•
•
•
•
•
•

RCMP

•
•
•
•
•
•
•
•
•

"J" Division
3 subdivisions
38 rural detachments
12 municipal detachments
Total establishment: 700 members (RM/CM)
Federal policing: 110 members
Municipal policing: 79 members
Administrative duties: 59 members
Provincial policing: 437 members, 57 PS
Focus of the presentation is on provincial policing

- "J" Division
Establishment - 437 (426 fimded)
Detaclunent policing - 232 (first line response)
Highway patrol - 112
Specialized services - 41
Operational support - 52
- Telecoms -31 CMs
- HQ - 9 RMs
- Subdivision - 12 RMs

Provincial Policing

•
•
•
•
•
•
•
•
•

•
•
•
•
•

•

Corporate Issues

•

Chat

•
•
•
•
•
•
•
•

•
•

•

•
•
•
•
•

•

.,

Important to understand that although there are
officers available to respond in the first instance

437 provincial policing positions, only 344 are uniformed

lengesLOpportunities
Those factors that are affecting the delivery of service to the citizens of New Brunswick
Program inputs outside pressures
Program structure past/present structure
Organizational/corporate culture
Program content/impact
Technological change

-

-

••

•
•
•
•
I •

Assistant Commissioner Roy V.

Berlinquette is the Commanding Officer, RCMP "J" Division, New Brunswick.
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Policing in Fiscal Restraint

Program_Inputs
•
•
•
•
•
•
•
•
•

Climate of fiscal austerity/fiscal restraint - cuts last year - 850,000 federal, 1,000,000 provincial. Cuts
announced - 1,000,000 - 3 years (1996/1997/1998)
Reduced federal spending (national level) - objective was to cut at the administrative level/attempting to protect
core policing at front line
Reduced federal transfers (federal budget) - contract policing is paid, provincial 30% and federal pay 70% review in 1997
Reduced provincial spending - 8th in size in provinces -40 billion expenditure, 40 cents pay from the federal
government, province expected to have less to spend when transfer payments are reduced
Reduced provincial transfers to municipalities - impact - a rationalization of police services in the Province
of New Brunswick - regionalisation and elimination of 12 to 28 police forces with 10 or less members
Reduced policing budget/no increase for workload since 1979
Anticipated further cuts •- not taken into consideration the possible reductions of transfer payments or contracts
are revised
Higher police-to-population - if we had total number of resources - provincial standards/580; Rural 1/900.
Actual number of resources effectively - 1/1100
Ratios/loss of civilian access to acceptable levels of policing services - two issues - service to public increase
and safety of the public. Raises health and safety issues for police on the front line. At what point do we
determine that the lowest level has been reached?

Structure

--

Present Organization

•
•
•

Role oriented
Hierarchical
Para-military

•

Command and control focused
Bureaucratic
Rigid
Self-critical in a positive way - we realize that it has served us in an historical sense, but environmental
change leads us to change/service delivery changes are not for modern globalized world

•
•
•

Corporate Culture

•
•
•
•
•
•
•

Operational level/service delivery level - short transition time frame to change corporate culture
Operational personnel - operational results vis-a-vis the crime rate
Limited innovation - our structure, system, process did not allow for innovation
Limited discretion - over regulated, much developed is a reaction to legislation, judicial decisions, Royal
Commissions, and some might say special interest group pressures
Wait for orders - worker/command causes alienation, no team concept
Respond only when called - no time to develop front line strategies
Limited and selective interpretation with the public - sociologist and psychologist professionals study the
causes of police alienation with the public
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Operational and Corporate Managers
•

•

•

•
•
•

Micro-management/risk adverse - we spend 80% of otr time dealing with 20% of what goes wrong. We
should reverse, or at least alter, that trend. We should seek to spend 80% of time with that 80% that goes
right
Overburdened and overcome with administrative responsibilities - middle command telling us that
60%/80% of time is tied up in bureaucracy. Measures taken:
- 54 operational reports/reduced 17
Impact on grievance and disciplinary processes that are overburdened with paper processes rather than
with the front line concerns
L,oss of contact and experience with policing agenda
More involved with bureaucracy 80% office time causes
Police with no legs - natives referred to police having no legs, we did not stop and get out and speak to the
youth or citizens of aboriginal comtnittees

Content/Impact
Current

•
•
•
•
•

Police professional model
Enforcement focused
No formal process for public input
Preventive policing is an "off-duty" vocation - sought out involvement - company time
Preventive policing - misconstrued with community. service

FTE Allocation

•
•

•
•

•
•
•
•
•

Provincial policing complement: 437 +22
Actual funded complement: 426
4 shift basis/approximately 70 on road - policing approximately 50% of 750,000 New Brunswick residents
Since 1979, we have not had any increase in resources to respond to increases in workload notwithstanding the annual request being made and the aclmowledgement by government that there was
indeed a need
Limited resources
Rigid structure
Culturally dead-ended
Traditional (paper) driven processes/declining output
Loss of internal/external confidence

Future: Objectives
RCMP Standards
(1)
(2)

- 16 (we have used the following two objectives):

RCMP national commitment community-based policing service standards
Public accountability for service delivered

Haw.2_
•
•

Restructured policing delivery structure to achieve community-based policing objectives
De-layered/delegated organizational structures
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•
•

Empowerment of police personnel/delegation to point of service delivery
Partnerships with the public to ensure local service response

Where Are We Going9

•

•
•

-

As police leaders that question must not only be a burning issue for the present but for the future, for the
legacy we want to leave the members of the future. Our organization leaders in the RCMP have rolled out
a road map with a firm and fixed destination
for the RCMP, we either get there or we're nowhere. It is a question of survival
not be there at all. In the RCMP we
If we are not the police force of choice in our jurisdiction, we
understand the values of means but we are not confusing them with the objectives of policing

Spealdng

vvill

Technological Innovation
•
•
•

New informatics technologies and infrastructure at the national and provincial level
policing environment
Transition to
Opportunities to extend operational capabilities of limited resource base and reduce program input costs at
no additional expense to the taxpayer

paperless

District Policing
•
•

•
•

Definition: The grouping of a number of detachments within a given region into one distinct district
bureaucracy both operational and
Purpose is simple if you have five detachments tied down
bureaucratic
workload and free up the others to
responsible
for
the
have
one
administratively, then why not
be on the front line
The second purpose is to allow the members in these districts to feel a part of the district and not just one
providing a better
to
They also are able to be working from
comprehension of the needs with the district
level and in effect is a local service manager
District manager

vvith 80%

-

detaclunent detaclunent

detaclunent.

S/Sgt.

Why.f)
Objectives:
•
•
•

•

To find new and improved ways of delivering effective policing
To provide better community based policing services to clients
To be ready for innovative changes in the criminal justice sector in New Brunswick
- Bold attempts
- Spirit of innovation that permeates the whole climate in New Brunswick
To make better use of existing resources at no extra cost

(2)

Centralization of administrative functions:
Redevelopment of
to district command centre
- Creation of a civilian office manager

-

••

•
•
•
••
•

••
•

•
•
•

•

•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•

•

Methodology

(1)

•
•
•
•
111
•
•

PSEs

Application of new technology:

- By the use of S.P.U.R.S., R.O.S.S. networks, cellular telephones, mobile data terminals, etc.
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(3)

Delegation/empowerment to employees:
- New command and control structure
- Reduction in reporting to HQ
- Risk management
- District commander and team approach

1Renetfits
•
•
•
•
•
•

Massive reduction of paper flow
Operational and administrative streamlining
Freed up local detachment commander and other NCO ranks
Closer district commander empowerment decision level
Members will have greater diversity of duties - more challenge
Reduction of on-call and 0/T

Impacton_Communities
•
•
•
•
•

Freed up police officer will relate to increased productivity
More time within the community, not in the office
More active and visible local commander
More accountability - district commander will be closer and readily available middle manager
Enhanced cœmnunity based policing at no extra cost to clients

Resulting_In
As we meet diverse elected officials, they say, on behalf of the citizens they represent, that they are interested
mostly in 1, 2, and 3.
(1)
Officer more involved in conununity
- Residency policy - 84 homes (a $6 million dollar investment to underline our conunitment to rural area the rural citizenry of our province)
(2)
Increased visibility
More efficient response
(3)
- If we meet the criteria, we will be ensuring better police service and enhanced client satisfaction
.

Savings
•
•
•
•
•
•
•
•

•

Redeployment of 12 administration positions from the sub-division model
Adjustments to rank structures
Reduction of on-call and 0/T hours
Downsizing of present detachment buildings to community-based policing offices
Reduction of time requirements to process operational files
Freeing up of approximately 40 detaclunent commanders from burdensome administrative function to
visible initiatives with communities
Recapitalized program base - same number of people, more frontline mileage, and public recognition
Qualitative improvement in program content - more experience at the operational level, 30% reinvestment
of all front line, new role for sergeants - client satisfaction, coach, check of all front lines, and major
crime evaluation
Reduction in program cost inputs - informatics base - 60 dollars to process a file, technology is reducing
the cost, and reducing cost of our buildings - no need for large bureaucratic centres
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•
•
•
•

Four policing districts operational
Three others in advanced planning stage
Firm timelines for all others
Project completed by December 31, 1996

TopicalIssue.
•

Police Driv_en_Agenda

Frankly, change process is better when self-initiated rather than having it imposed through external
intervention

District Policing Assessment Process
•
•
•
•
•
•
•

Importance in a corporate sense
Four year longitudinal study (descriptive and analytical)
Client satisfaction (service survives)
Developing client-based priorities (focus groups, consultative groups)
Fostering police community partnerships (community agencies, root cause - criminal act in isolation)
Improved operational performance measurement (crime statistics, comparative reviews)
Partnership -- Dr. Loree -- senior police researcher for RCMP, University of New Brunswick, Master's
degree in Sociology - focused on impact on members

Conclusion

• •
•

•
•

•

We think this is a good news story. Let's not dwell on the fiscal restraints but look at the vital importance
of delivering of a service
But we think that there are a set of principles - they are RCMP corporate direction - what we have done in
New Brunswick is run with them and have come up with a new model, a new application of technology.
We have met the test of what the clients, the elected officials were seeking:
- Greater visibility
- Greater sense of partnership
- 13etter response to community issues
Last and certainly not least, we have recharged the batteries of our own memory ... new motivation ...
new values ... new ethics ... renewal of political idealism
At the end of the day, it is the responsibility of police management or leaders in police to create a climate
in which police men and police women feel able to meet their personal and professional goals in a
meaningful way and ensure that the principle of safe homes, safe communities, and safe streets takes on a
real meaning
What we have done is not for the sake of change, but in the interest of advancing these critical objectives.
In the final analysis it is a matter of survival, and we feel if we don't act there is no future

Appendix: Supporting Materials Follow
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District Policing Current Status

•
••
•
•
•

NEW
BRUNSWICK
•
:• SIZE / POPULATION COMPARISONS

••
•
•
••
••
••
••
•
••
•
•
••

••
••
••
••
••
••
••
•
•

••
•••
••
•

•

NEW BRUNSWICK

28,354 SQ. MILES

ENGLAND
SCOTLAND
IRELAND
NETHERLANDS

50,331 SQ. MILES 52,000,000 POP
30,405 SQ. MILES 5,100,000 POP
31,840 SQ. MILES
15,785 SQ. MILES 14,280,000 POP

750,000 POP

ROUGLY THE SAME SIZE AS SCOTLAND/IRELAND
2 X SIZE OF NETHERLANDS - 3/5 SIZE OF ENGLAND

HISTORICAL FRAMBNORK
OCIVIMR -10 DIV.

°SUPT. -3 S/D

15 CET.

RQADMI Niel:W.10N
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SUB DI VI SI Chl JAMB NI STRATI Cti
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SGT.
CPL.
CST.
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Provincial Policing FTE Distribution:
Present
Estab. Complement: 437
Funded Complement: 426

Uniform - 285
66,9%

Spec. Serv. - 41
9,6%

Det. Comm. -38
8,9%

Ops Support - 52
12,2%

Policing approx 50% of 750,000 N.B. Residents

Provincial Policing FTE Distribution:
Districe Policing
Estab. Complement: 437
Funded Complement: 426

Spec. Serv. -41
9,6%
sme

NIFORM -323
75,8%

Det. Comm. - 10
2,3%
PREY. 38

Ops Support - 42
9,9%
PREY. 52

Policing approx 50% of 750,000 N.B. Residents
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Provincial Policing FTE Distribution:
Present vs. District
Estab. Complement: 437
Funded Complement: 426

Uniform - 323
Uniform - 285----fflfflerAr

—0.D.S. - 10
— Spec. Serv. -41
Det. Comm. -38
Ops Support - 52

O.D.S. -10
Spec. Serv. - 41
Dist. Comm. - 10
Ops Support - 42

RECAPITALIZE NOT ONLY QUANTITY BUT QUALITY
-SENIOR EXPERIENCED PEOPLE OUT FROM UNDER THE PAPER BURDEN TO
THE FRONT LINE WHERE THEY ARE MOST NEEDED

Policing approx 50% of 750,000 N.B. Residents
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District Policing/Districts policiers
EEL RIVER CROSSING

SE JEAN-BAPTIS

LORNE

ELLEDUNE
BERIVILI£
CNNETIE
LARDE

SAS-CARAQUET

KEDGwe:
RIVER
EVILLE
CLN

IAQUEIVILLE

DISTRICT 8
TRACADIE
CARAQUET
LAM ÈQUE
SHIPPAGAN
NÉGUAC

e :eb
;

Di:m.1ml

0

GRAND-SAULT
PERTH-ANDOVER
PLASTER ROCK
SAINT-LEONARD
EDMUNDSTON

T-rspoRE
TOUCHE FIRST NATIONS

DISTRICT 6
BLACKVILLE
DOAKTOWN
SUNNY CORNE R

MALISEET RE

DISTRICT 5
RICHIBUCTO
BUCTOUCHE
ROGERSVILLE
BAIE-SAINTE -ANNE

DISTRICT 7
WOODSTOCK
FLORENCEVILLE

KINGSCLE

DISTRICT 4
SHÉDIAC
CAP-PELÉ
PORT ELGIN
SACKVILLE

OROMOCTO

FREDERICION JOT

DISTRICT 3
SUSSEX
HAMPTON
PETITCODIAC
HILLSBOROUGH
RIVER VIEW

Legend/Légende

CD Completed/Terminé

NORIO

In progress/En cours

1:3

By Mar. 31/D'ici le

31

mars

Police Service Centers/
Bureau des service policiers
EDP '95/08

Draft: For planning
purposes only
Ébauche: Pour planification
seulement

DSïtICi
ST.GEORGE
ST.STEPHEN
ST.ANDREWS
GRAND HARBOUR
POINTE LEPREAU
CAMPOBELLO

Operational Dates

Entree en vigueur

#8

6 sept '94
no 8
no 10 ler mai '95
no 5
ler juin '95
no 1
1 er oat '95
ler dec '95
no 9
no 2
31 mars '96
Le reste - AF '96/97

6th Sept '94

#10
#5
#1
#9
#2

•

le May '95
1 in June '95
le Oct '95
1 e Dec '95
31 si March '96
Remainder FY 96/97

*WESTFIELD NOT YET
DETERMINED

*WESTFIELD À
DÉTERMINER

BUDGETARY ANALYSIS
FISCAL YEAR 93/94
Millions
5

40 •••••
EICONTRACT

30

MIFEDERAL
>§§§: TOTAL

. 20

10 '• •

0

FEDERAL

ADMIN

MUNICIPAL

PROVINCIAL

CONTRACT

4,753597

32,877482

0

FEDERAL
TOTAL

1,643215

14,090351

9,171664

0

6,395812

46,967833

9,171664

0

0
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Managing Financial Restraint:
Affording Community Based Policing on a Budget
by

•

••

John A. Lindsay*

•

•

Introduction and Overview

•
•
•

In the last seven years the Edmonton Police Service has undertaken the most important change in our 103 year history.
Not only have we changed from incident-based policing to community-based policing, but we have done it with only
a minimal increase in operating budgets from 1989 to 1992 and with no increase at all in the past three years. The
operational success of this financial challenge is an interesting story which deserves to be told.

•

•
•
•
•
•

•
•
•
•
•
•
•

•

•
•
•
•
•

•
•
•
•

•
•

•
•
•
•
•

•
•
•
•
•
•

•
•
•

Like everyone in the public service we have been challenged by the financial climate which surrounds us: recession;
provincial govenunent grant reductions; and "hold-the-line" municipal budgets. All of them grim realities, but they
have aLso been the mother of many inventions! However, I do need to put these opening remarks into some context,
if only to illustrate an organiz,ational motivator.
Traditional police performance indicators were, by the early 1990s, causing us some very traditional alarm. In 1991
there were 587,000 calls to our dispatch centre, 84,000 of which were emergency 9-1-1 and answered immediately.
However, for the other 503,000 calls on the evaluation and dispatch line,s, we could only answer 401,000, with 102,000
callers, or nearly 20%, giving up on us and abandoning their call before we answered. It's no wonder this was
happening because when we did answer the phone it took us 81 seconds just to say hello. We also concluded 55,000
reports of crime over the phone vvithout any follow-up investigation, and dispatched 172,000 calls -- many of which
took 4 or more hours for a response. The system was overloaded.
Obviously, just dealing with the immediate problems in our community could no longer be solved by simply putting
more manpower on the street, and Edmontonians could no longer a fford incident-based policing, either operationally
or financially. In fact, limited financial resources became as much of an impetus for community policing as the
philosophy itself and our operational needs. Indeed, the implementation of community policing was a response to
limited resources, and eventually produced a superior level of policing in Edmonton without any major burden on the
tax system.
I still shudder, however, when I look at what might have been if we hadn't managed financial restraint, organizational
change, and particularly operations as one dynamic. By now -- in late 1995 -- it is accepted that if we had not
implemented a community policing philosophy, we would have needed three things: an additional 112 police positions;
$5.6 million more in our annual operating budget; and a new $13 million capital budget. We have, therefore, dodged
a very big bullet ....
Instead, I can tell you a real success story. Again, using traditional performance indicators since 1991 our crime rate
has dropped 35%. This is the largest reduction for any major Canadian city in the last three years. During this same
period, total calls for service have decreased 46%, dispatched calls have decreased 29%, and even insurance claims
for residential beze's and vandalism have decreased more than 50%. Furthermore, in our public surveys victimization
has decreased, confidence in the police increased, and complaints against police officers have much diminished.

*

John Lindsay is Chief of Police, Edmonton Police Service.
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Over the past seven years we have expanded the neighbourhood foot patrol program, developed a "process for change
plan," completed an internal review and worldoad analysis, and implemented a new service delivery system, including
community stations and "ownership" assignments. We are now embarking on the next phase, the development and
implementation of the Edmonton Police Plan. This plan will not only address the major issues facing the Edmonton
Police Service over the next few years, but vvill address how we can achieve success with the resources that are
available. That was the formula we started with in 1988, which will be further dealt with later in this paper.
Background Information
Changes in Fdmonton's Population and Police Strength, 1984

-

1994

Edmonton has experienced a sustained, incremental growth in population during the last ten years which has averaged
just over 1% per ye,ar. By 1994 our population had risen to 632,372, but police strength (in terms of actual sworn
members) has not kept pace proportionately with the rise in population. However, a smaller sworn police to population
ratio has been offset, to a degree, by increases in the use of support staff, efficiency boosting technology, and practices
that have enhanced effectiveness.

I

-0.72%

565,000
570,165

0.91%

510
518

1,093

0.546%

571,506

0.24%

523

1,090

-0.27%

571,506

0.00%

524

1,083

-0.64%

576,249

0.83%

532

1,092

0.83%

580,800

0.79%

532

1,098

0.549%

605,538

4.26%

551

1,093

-0.46%

614,655

1.51%

562

1,119

2.38%

618,195

0.58%

552

1,110

-0.80%

626,999

1.42%

565

1,124

1.26%

632,372

0.86%

563

+17

1.54%

67,372

12%

53

1,107
1,099

In 1991, as part of our community-based policing initiatives, we conducted a major restructuring and reassigned over
60 police of-ficers from support positions back to patrol. At the same time the assignment of patrol officers to work
with specific cormnunities was always intended to have a favourable long term impact by reducing the amount of our
work that is purely reactive. By targeting addresses that generate high numbers of repeat calls-for-service we have

again decreased overall patrol workloads.
The creation of community stations, together with a redirection of work in their direction, have also made much better
use of our sworn members for non-emergency, "service level" offenses — these are, of course, all the type of
occurrences where it makes sense to abandon the traditional reactive police response model. In essence this has been
both the operational and business imperative of the service in the 1990s.
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It is, therefore, the success of these initiatives which has allowed us to responsibly police a larger and growing
population with no significant increase in authorized police strength.

EDMONTON POUCE SERVICE
COMPARISON OF POSONS 1992 -1996

Edmonton Policing_Coms_per_Capita, 1984 - 1994

Concerning financial resources, the Edmonton Police Service receives not all, but the majority of, the annual operating
budget through the municipal tax levy. Additional funds corne from grant monies received from other levels of
govenunent, in addition to self generated revenues which are mostly realized by the enforcement of traffic statutes.
What I am leading towards, however, is the 10 year history of the per capita policing costs in Edmonton. In order to
calculate this the operating budgets between 1984 and 1994 were factored with the local inflation rate for the relevant
period, and then converted to 1994 dollars. The final step was to divide these amounts by the total civic population
for each year. The results are extremely favourable!
As is evident the per capita impact of the total operating budget, as well as the impact on the tax levy (being total
expenditures less grants and revenues) after adjusting for inflation, was $126.33 in tax levy dollars and $172.47 with
respect to overall expenditures for 1984. Since then the amount associated to the tax levy has risen by only $3.51 over
10 years to $129.84 per capita in 1994. However, the amount relative to gross expenditures has actually declined by
$5.39 to only $167.08 per capita, and so this important benchmark is actually lower than ten years ago! Changing to
a city-wide community-based policing model has therefore not translated into any additional expense for the citizens
of Edmonton.
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EiscaLClimatein_the_£ity of_Edmonton
This favorable experience (policing costs per capita) has been particularly important in our fiscal climate. As many
observers are aware, the economy of Edmonton boomed following a major discovery of oil at Leduc, south of the city,
in 1949. Edmonton rode the boom in oil prices that continued through the OPEC oil cartel days of the 1970s. During
this time of plenty there was actually one occasion in that decade when the Chief of Police was asked if he could
improve a specific traffic flow situation in a particular part of the city if he was given an extra traffic squad in addition
to the new positions already requested in his budget. Even then this offer was gratefully accepted! However, the
chances for such a gift in 1995 are not that favourable.
The recession that anived in 1982 hit the oil industry, the Province of Alberta, and the City of Edmonton particularly
hard. Subsequently the municipal administration gained its first experience in downsizing, af-ter many years of steady
growth. Layoffs of police officers were only narrowly averted by a voluntary temporary rollback of their wages in
1983 (firefighters on the other hand voted against a rollback and did suffer layoffs). For the last 12 years there has
be,en little growth in permanent positions for civic employees; or the Police Service. Budget guidelines have been very
"tight" and for the past three years there has been a "0%" increase in the city's property tax levy and also in
departmental budgets.
The City of Edmonton has also followed a very conservative borrowing policy with regard to capital expenditures.
The municipal debt management policy requires "pay-as-you-go" financing for these types of projects (except for
borrowings related to city ovvned utilities such as Edmonton Power and, until its recent sale, Edmonton Telephones)
which are permitted to c,onform to industry debt management standards. For the Police Service this means that we are
in direct competition with all other municipal services -- roadways, transit, parks and recreation, etc. -- for a share
of Edmonton's tax levied capital pool. This sum is ordinarily about $60 million per year.
In contrast to the City, the Government of Alberta had run increasing annual deficits and built up a substantial debt
throughout the 1980s. After a change of leadership in favor of Ralph Klein the government was re-elected in 1993 with
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a new and unambiguous mandate to eliminate the annual budget deficits and reduce the accumulated provincial debt,
all by expenditure reduction, rather than tax increases.
The provincial government's new fiscal awareness seriously impacted the EPS when the budget speech in February
1994 armounced major and retroactive cuts in provincial grants to policing and mtmicipalities. For historical purposes,
when the Alberta Law Enforcement Grant Program was first introduced in 1975 the $4.9 million first grant provided
22% of the total ftmding for the Police Service. Although this grant program did not subsequently keep up with
inflation in 1993 the $11.2 million g-rant contributed almost 11% of the $105.7 million operating budget. The
announced cuts in February 1994 reduced the provincial grant by 52% ($5.9 million) over three years. One quarter
of that reduction ($1.6 million) was effective retroactively from January 1, 1994, approximately half of the loss ($2.9
million) was effective on January 1, 1995, and the remainder ($1.4 million) is to become effective on January 1, 1996.
These grant reductions therefore prompted some severe cost cutting measures that were not part of the initial
conununity-based policing strategy planned in 1990. So, in addition to the operational and financial urgencies of that
year, the loss of significant resource-based four years later clearly compelled inevitable change.
Nevertheless, and in spite of tight budget guidelines and provincial grant cuts, the EPS has managed to provide the
citizens of Edmonton — our customers -- with both improved service (as shown in the annual citizen surveys), and
improved safety (as shown by falling rates of reported crime occurrences, and increasing clearance rates for nearly
all reported crimes). How we did we do that? The answer is relatively simple as the key to understanding EPS
financial management in the 1990s is to appreciate that we operationalized our workload to conform with our resources.
In fact, at no time was there any serious thought of slashing programs or people just to fit the budget.

Communityrhased_Policing in Eclmonto.n, Alberta
Our way of policing is the culmination of four distinct, planned phases of change that have occurred since

1988.

The

fi rst phase, neighbourhood foot patrol, initiated the concepts of ownership, community consultation, and problem

•

solving, together with a challenge to change leadership style. This. reality arose from an understanding of several
interrelated points:

•
•

•
•
•

•••

•
•
•

•

Urban areas consist of individual neighbourhoods with individual problems;
Some neighbourhoods legitimately require more police attention than others;
Some places within a neighbourhood may bec,ome repeat problems for both the corruntmity and the police; and
A constant demand of response to calls-for-service always leads police to become incident driven and reactive,
even if as information workers we have come to understand that law enforcement is but one tool of the
community-based police officer. The emergence of other "policing tools" was the principal goal of this first
phase.

•
•
•

The serimr1 phase consisted of the development of a "process for change plan." This plan included the development
of a core value for the EPS; a bias in favour of decentralization; a con-unitment to the generalist concept of career
development, wherever possible, over specialization; and an in-depth analysis of our workload.

•
•
•
•

This led to the third phase, the organizational review of 1991. The result was the elimination of some organizational
units, the merging of others, some decentralization, and the re,assignment of over 68 police officers to patrol duties.
These decisions sought to recognize that "front-line" police officers are the most critical service delivery members in
the police service. In Urn, this led to subsequent efforts at real empowermeni and work recognition for these police
offi cers.
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The fourth phase included the opening of twelve community stations, the implementation of a new service delivery
system, and the formal adoption of geographic ownership and job stratification for patrol constables. It is this phase
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which has been recognized by others as our most successful. But none of this was easy, except for the very first
decision.

How We Did It
Phase 1 -- F:xpanded Neig,hhnurhoncl Font Patrol

That first decision was to incorporate community-based policing as the guiding philosophy for the way we police, and
the first step was to re-create the neighbourhood foot patrol program. NFP had initially been founded, in the Edmonton
experience, in the early 1970s on a law-enforcement/catch-the-bad-guy style. The contemporary philosophy which
replaced it was one where individual police officers were given ownership of their beats and a mandate to work with
the community and social agencies in identifying and solving their problems. This began in 1988 with 21
neighbourhood foot patrols, and has since expanded to 31 in 1995.
Edmonton's communities embraced these initiatives with great enthusiasm and it was obvious that chronic problems
were being addressed in a meaningfid way — progress was being made. Many high, repeat call-for-service addresses
and areas were identified and subjected to creative problem-solving initiatives. This was good but it just wasn't enough.
We were still overwhelmed by reactive policing -- one need only recall the communications workload indicators cited
at the very beginning of this paper. Indeed the 10 year story from 1980 to 1990 was not a positive one:
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Population
Criminal occurrences reported annually
Complaint line calls answered
Calls dispatched
Crime reports taken over_phone
Authorized sworn strength
Authorized patrol constables
Impaired driving charges
Drug charges
A portion of operating budget allocated to
Communications and patrol divisions
Consumed time and response time

19% increase
44% increase
No change
16% increase
67% increase
2% decrease
1% decrease
101% increase
51% decrease
41% of budget
assigned to
these areas
15% increase
up to Apr.'90

PhaRe_2 "Pracess_for_Cha nee< Plan"
The neighbourhood foot patrol experience did, however, reinforce the decision in favour of community-based policing,
and gave us a reference point to build on. By this time a new Chief, Doug McNally, had been appointed with a
mandate to implement community-based policing city-wide. In 1990 a process- fort change plan was developed and
adopted. What followed was the creation of a core-value statement which would serve as a yardstick against which
all decisions would be based. For us, that statement became: committed_to_community needs We recognized the
realities of this commitment — whatever we as a police service do must be in the best interests of the conununity, and
thisincludes_themayin_w_hich.w.e_manage..nur.resnurces.
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Phase3Organizationa1 Revie_w
Over time organizations grow and in some respects tend to become a little self-serving. As good faith efforts are made
to become more and more efficient this too frequently impacts upon the organization's ability to be effective.
Specialization can be a symptom of this phenomenon, and over-specialization tends to be proportionately overresourced. We should therefore be able to anticipate this limitation.
We consequently decided that if we were truly committed to conunwiity needs, and if we really wanted to implement
conununity-basecl policing in a meaningful way, we needed to commit more resources to front-line operations. To that
end, a comprehensive resource review was completed, comparing every police position and finiction in the whole
organization to our core value — committed to cormnunity needs. The terms of reference for this work obliged the
review teams to examine each unit vvith these questions in mind:

•
•
•
•
•
•

(1)
(2)
(3)
(4)
(5)

•
•

As these enquiries were being considered the context was always our core value: committed to community needs.
But in practical terms we were "beating the bushes" to find additional resources for street and community assignments.

•
•
•
•
•

•
•
•

What was the unit supposed to do?
What is the unit actually doing?
Should that unit be doing what it's doing?
What should it be doing?
How should it be doing what it's doing?

Ultimately, the review team produced over 150 recommendations that included eliminating positions, reclassifying
positions, civilianizing positions, merging organizational units, creating new organizational units, adding new positions
to existing units, decentralizing functions, altering training ... and the list goes on.
The net result was a realization of 68 positions.

PhaRe_4New_Service_Delivery..Sy.stem

•
•

As has already be,en pointed out, in early 1991 our patrol work force was still primarily employed in a reactive mode
and calls-for-service remained dominant. That all changed on January 6th, 1992 when we took the biggest
organizational leap forward that was possible -- implementation of the new service delivery system, introduction of
the call path chart which would eventually win us PERF's Webber-Seavey Award in 1994, and the opening of 12
community stations (in addition to the 4 district stations already in existence). Since January 6th, 1992 minor incidents
such as theft, mischief, assaults, neighbourhood disputes, etc. have been referred to these community stations by our
dispatch centre, and people are asked to attend there in person as we no longer take telephone crime reports. As
service providers we were now giving face-to-face customer service, according to our client's schedule.

•
•
•
•
•

The effects were both gratifying and hmnediate. During the period 1991-1994, through referrals and public education,
dispatches dropped 31% and calls-for-service to the dispatch centre dropped 46%. The public quickly and happily
adapted to their neighbourhood c,ornmunity stations. In so doing over 1/4 million Edmontonians a year now know that
they can access the police most productively in non-emergency situations not by telephone, but by person-to-person
contact. The communications workload measures support this quite conclusively:
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mis increase is attributed to the implementation of a new computerized evaluation and dispatch system at the
end of 1993 which produced a new learning curve for all staff members, and therefore delays. The average
answer time improved dramatically however in the last four months of 1994 and is projected to be as low as 23
seconds for 1995.
Curiously, but as a sidebar, the community stations — as a front line operation — became a staf-fing issue that was
beyond our resource capabilities. The Service needed 24 constables (2 per station) to staff these new facilities, but even
with the anticipated reduced field workload, there still weren't enôugh police officers to focus on problem solving
issues. These additional 24 new positions therefore became crucial to the overall implementation strategy in order that
on street patrol personnel were not taken away from problem-solving or the overburdened response to calls function.
City Council's trust in our commitment to community policing produced the authorization that was needed to hire an
additional 24 constables. These were the only new positions -- anywhere in the City -- approved within the municipal
1992 budget.
Consequently, with the 68 positions made available from the organizational review, along with the 24 newly created
positions for staffing community stations, there was a one-time only opportunity on January 6th, 1992 of utilizing 92
more police officers with which to expand our ability to deliver community problem solving. Although there are very
many factors that can impact traditional performance indicators and crime statistics, it is apparent that corrununity
policing is a major contiibutor to the real improvement since 1991 in reported crime and safety and victimization in
Edmonton. And those changes are startling!

Observations on the Implementation of Community Policing
On the topic of financial restraint many questions are often asked about the cost of the facilities required of an agency.
In Edmonton there are twelve community stations, ranging in size from 1,000 to 1,750 square feet. Two of them are
owned by the EPS as they were already part of the City's corporate property 'holdings when converted to police use.
The other ten are leased (utilities included) with annual rents ranging from $0 to $27,000 per year. Each of these
stations had to meet fit-up standards for location, parking, signage, and f-urniture and equipment. The eventual fit-up
costs for each community station totalled between $25,000 and $30,000 each. The combined annual operating cost
for the twelve cornmunity stations is $210,000, and the annual operating cost for the seven remaining neighbourhood
foot patrol offices is $40,000.
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Financial Support for Community-based Policing
Edmonton City_Council
The Edmonton Police Service is very fortunate that City Council has been so supportive of community-based policing,
philosophically and financially. It is worth pointing out that they have "walked the talk" for the Police Service. For
example, in 1989 additional finding of $90,000 was provided for the establishment of 21 neighbourhood foot patrol
offices. In 1990, $50,000 was provided for one additional NFP constable. In 1992-1993, $240,000 was provided for
the establishment of 12 community stations. In 1992, Council also approved the establishment of 24 additional
constable positions to operate these stations, and one support position (property rental technician) to handle the
increased workload related to the expanded facilities. The annual operating costs for all of these positions totals
approximately $1,250,000. The governance factor in Edmonton has therefore been very supportive.
Grants

In like fashion many other stakeholders have also seen the benefit of supporting public service. When Phase 1
introduced an expande,d neighbourhood foot patrol program financial support was received from the Solicitor General
of Canada for this pilot project (there can be advantages to being a pioneer). Further support in the amount of $40,000
was also received from the Charles Stewart Mort Foundation of Flint, Michigan to produce a public report on NFP
("Working The Beat: The Edmonton Neighborhood Foot Patrol," E.P.S., 1990). Eventually, another grant of
$75,000 was subsequently, and again, provided by the Solicitor General of Canada for a program evaluation of
Edmonton's community-based policing initiatives by the Canadian Research Institute for Law and the Family. The
support of our sponsors, and government, has been very important.
VoInnteers
Edmonton has also built on a long history of volunteerism (1978 Commonwealth Games, 1983 World University
Games). As one example the EPS Victim Advocates Program was implemented in 1979 with funding from a
"Re,sponse To Crime" initiative from the Mayor's Office. Today it is a successful and ongoing program with salaried
supervisors and coordinators in the division stations at field level.
Since 1992, the cœmnunity stations have also been staffed and partially operated by volunteers. Currently there are
over 800 of these conununity station volunteers, all of whom believe that they are one of the best examples of
connnunity involvement in policing. The truth is that the Police Service can't do it alone, and our volunteers (1,115
in grand total) are extremely valuable partners.
Partnerships
On the general subject of partnerships the EPS was a prime participant in the Mayor's Safer Cities Task Force
Initiative. The best results of this work concern inner city housing conditions and police coordinated initiatives related
to family violence. With respect to this latter point the Service has, since 1991, been a full partner in several spousal
violence teams with the Edmonton Community and Family Services Department. These teams are composed of a
detective and a social worker who together deal with follow up and long term solutions to this all-too-common social
(and polieing) problem. Part of any comprehensive resource and service delivery system dealing with social issues
must include access to the work and skill of other dependent agencies.
Concerning children, the EPS has just recently established a collaborative partnership with Alberta Family and Social
Services to deal with emergencies in child welfare. Teams composed of a constable and a social worker are called a
"Child At Risk Response Team" (C.A.R.R.T.), and are part of the larger police vision for policing service to families
at risk. (The Edmonton Police Plan --Phase 5).
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It isfil such a big step, therefore, to form other partnerships for mutual benefit, such as the testing and evaluation of
new technology. In this regard the Canadian Police Research Centre (CPRC) has been established to provide a central
depository for information about police equipment and material. The EPS representative -- a technology partner
associate (TPA) — is a member of the Technology Development Advisory Council formed by the CPRC. Internally,
the EPS Technology Committee and TPA promote on behalf of the CPRC the dissemination of information, testing
of new technology, and its implementation where practical, beneficial, and cost-effective. This committee has also
assisted with the establishment of an Alberta Provincial Committee to further share useful applications of police
technology. From a fmancial perspective these partnerships have saved much time and capital on equipment expenses
-- including weapons, body armour, and electronics.
Grant Reductions and Management Restructuring
The greatest fmancial stress has still been the provincial grant reductions announced in 1994. The cumulative reduction
of $5.9 million from 1994 to 1996 has obliged a search for ways to reduce expenditures with minimal impact on street
operations or community-based policing initiatives. Unlike the organizational review of 1991 this time individual
managers were asked to do a "sweep" within their own units. Further reductions in support staffing were again
realized and another 29 police positions were transferred to operational vacancies, in addition to 10 non-sworn
positions. Consequently 107 positions, or nearly 9% of the total establishment, have been moved from support roles
to front-line operations since 1991. This is a very clear example of the organizational resolve to address resource
questions as a need to operationalize identified work to conform to existing human resources.
More significantly, this fmancial reality has forced a re-examination of management ranks with the objective of further
reducing the impact at the operational level where the real work was getting done. This brought the service directly
to the appreciation that a tall hierarchical structure inhibits communication. With every layer there's some filtering
and distorting that occurs, even if it is completely unintentional. Nonetheless, it happens.
In these times when empowering employees and pushing decision-making down in the organization, is important to
achieve, it was evident that the tall hierarchical organizational structure of the command and control era could not be
justified. So for reasons of good business and good finance it was decided that it was timely to completely remove a
level of management. Consequently the position of Inspector is now obsolete in Edmonton.
In addition to the foregoing, senior management levels have been reduced from 4 to 3, i.e., Chief, Deputy Chief, and
Superintendent. The phased-out rank of Inspector leaves 16 fewer managers. In addition, a reduction from 3 to 2
Deputy Chiefs has also been completed. Thus, 17 out of 32 senior management positions have been eliminated in the
last 16 months. In the last 3 1/2 years the number of senior officers has been reduced from 42 to 14 — a drop of 66%.
Essentially the police management restructuring has now been fully implemented.
The impact to this management restructuring has been somewhat mixed. Opportunity for advancement has diminished
but those that were affected generally welcomed the added responsibility. The key was the understanding that funding
was a major issue and that front line policing was being protected from position losses wherever possible. All of the
employees knew that if cuts to management weren't made, the direct impact would have been on operations. The
annual savings realized so far are over $1 million from these lost positions and by implementing the plan early in the
budget year, this saving provided more than sufficient funds for some retirement incentives. Once the remaining
positions are vacated, the total benefit will be $1,500,000 in ongoing annual savings.
Other Financial Strategies in Response to Grant Reductions
As has been demonstrated the suddenness and depth of the provincial grant reductions required a search for a very wide
range of strategies to reduce expenditures, or increase revenues. However, as the annual operating budget is very
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nearly 86% - 87% personnel costs, that is where most of the decisions ultimately occurred. It is therefore important
to demonstrate how the Edmonton Police Association helped the Service through some of these difficult issues.
Statutory Holiday Premium Pay

Major savings ($1,625,000) resulted from sworn employees accepting days off in lieu of premium pay for statutory
holidays worked, or for statutory holidays which fall on a scheduled day off. This strategy has been very productive -and as a concession by the Association in aid of "the big picture" — is a prime example of the excellent management union (association) relationship that has been created over the last 20 or 30 years. This relationship serves both sides
very well, and is characte rized by monthly meetings, an open agenda, frank discussions, and minutes posted on bulletin
boards. The Edmonton Police Association has enjoyed long term stability in this relationship with the Service.
Another example of cooperation was the Association's loan of $100,000 to the Police Service in 1993 to facilitate the
accelerated introduction of Glock pistols. As a result, the replacement program was completed in two years (1993-94),
rather than six years. Again, with the cooperation of the Association the training time for this transition was split with
the Service paying for half and the members volunteering half on their own time. The investment in relationship
building has clearly been very favourable for the service!
Ov.ertime_and_CourtTime Premiums

Other cost saving strategies have included a renewed emphasis on reducing overtime, and focusing on the scheduling
of police court appearances. A computerized witness scheduling system operated in conjunction with the Alberta
Justice Department seeks to avoid court appearances during scheduled vacations or days off, thereby avoiding premium
pay. Since last year further effort has been made to have court appearances coincide with a date when the member
is on day shift, ftrrther avoiding premium court pay. The 1994 combined savings with respect to these actions taken
regarding statutory holiday, court time and overtime premiums is $1.3 million.
Civilian Positions

Non-police positions have also been reviewed and affected. All of the 8 hour per day support positions were
reclassified to the City's standard (for civilians) of 6.75 hours per day, resulting in annual savings of $186,000.
Reducing the usage of temporary staff, as well as reducing various allowances resulted in further savings of another
$188,000.

A civilianization program in our Communications Section which had been approved, including new positions budgeted
for 1994 and projected for 1995, was put on hold to save $611,000 this year. The program has now been cancelled,
but will still benefit the Service by projected savings of $1.6 million through to the 1997 budget cycle.
Vacant Police_

Positions

Police positions were left vacant and new recruit classes were delayed in 1994 in order to maintain financial flexibility.
This strategy provided some one-time savings, but has now been abandoned as actual police strength was falling to an
unacceptably low level. Even in tough times the organization needs to maintain a spirit of optimism and get on with
the job!
Alarm Bylaw Revenue

If one mistake was made in the eyes of the public it was probably on the revenue side. An alarm bylaw was proposed
by the EPS in 1994 with a annual fee of $30 per system, and a charge of $75 to be imposed for false alarms. It was
introduced in 1995 after City Council amended the draft bylaw to approve only a one time fee of $30 per system. The
-
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program was justified by the Service to City Council, and the public, in terms of f-unding required for ongoing police
programs. The revenue produced from the alarm bylaw, primarily from the new registrations, will be approximately
$600,000 in 1995. The revenue will not, however, be as high as expected -- it was budgeted at $1 million for 1995 -and will fall to as little as $15,000 in 1996 and subsequent years reflecting only new system registrations and false
alarms.
However, the number of false alarms bas dropped drastica lly, greatly reducing response-to-call workloads. In the early
1990s the police responded to about 11,000 false alarms a year. From March 1, 1995 to August 31, 1995, 3,042 false
alarms have been received. This clawing back of wasted resources has been a real victory even if it isn't directly
related to a balance sheet. This is therefore another excellent example of operationalizing the workload to c,onform
to available resources.
Rudge t Strategies

Overall the EPS has taken pride in the presentation of operating budget requests. Generally, the Service has maintained
a constant proportion at, or just under, 15% of the corporate operating budget. Over the past few years there has been
success in maldng increased use of the capital budget to fund major equipment purchases (such as a $14 million public
safety radio network vvith the Fire Department), as well as buildings (the $6 million West Division Station). Nothing
is left for granted.

EacilitWs Plan_(2(..year_Forecast)
Obviously, no organization can rely on continued capital projects to sustain the growth in the number of facilities
required for community stations and neighbourhood foot patrol offices. The EPS has therefore prepared a twenty year
outlook for projected facilities. In the mean time, new community stations and division stations are being leased, or
built-to-suit, by private contractors, rather than being built, owned, and operated by the City of Edmonton. The
Edmonton trend, more and more, is therefore towards operation budgets instead of capital projects so as to rninhnize
the risk of "non-competition" in the municipal capital pool.
Surplus Polir.y

Necessity is still the mother of invention, and one police initiative that has developed into a municipal policy shows
considerable promise for smoothing out the ups and downs in future operating budgets. Approaching the end of the
1993 budget year, the Service forecasted a year-end surplus which would ordinarily be turned back to the Corporate
Finance Department. To avoid this punishment for good financial management the Police Commission was asked to
approve the purchase of a substantial list of useful equipment already budgeted for acquisition in the next budget year.
When referred to Council on the surplus issue a negative response was received.
Eventually after much Police insistence, Council did agree that a corporate policy be developed to handle such requests
in the future. After much negotiation, a policy is now in place for the 1995 year-end whereby 50% of any unspent
operating budget may be carried over to a subsequent year. This policy is therefore a major improvement over the
previous situation where the Corporate Finance Department retained all surpluses in the name of the City.

Conclusi6n
It is apparent that we are blessed (or is it cursed?) by living in interesting times. It is less clear to me, however, if the
EPS is more guided now by finance than was the case before 1990? Although the organization is certainly more aware
of the constraint that lack of funds might entail, the Service has learned to live realistically with financial restraint.
The budgetary controls and strategies employed to deal with money problems have been cominunicated f-ully, and
directly to all EPS employees through a biweekly internal newsletter. At least there is one reward for responsible
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financial management, in the future the new corporate surplus policy will allow us to carry over half of any surplus
for future police use.

•
•
•
•

When I'm being introspective I ask myself whether we have sacrificed anything as a result of the grant cuts of
and
It has caused us to scramble a bit financially and operationally, as the strategies I have described must show.
However, overall we have risen to the challenge. Crime rates are down, crime clearance rates are up. The positive
Our citizen satisfaction
(our peak bad year) are continuing through
results attained in these areas since
very
satisfied
with the quality
the
are
had
recent
contact
with
citizens
who
have
of the
show that over
the citizens
that
I
can
draw
from
this
is
that
and delivery mechanisms of their police service. The only fair conclusion
of Edmonton are receiving good value for their tax police dollars.
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Managing Organizational Change

•

by

•
•
•

Claude Rochon*

•
•

For those of you who are not familiar with Montreal, let me first provide a quick political and sociological tour of the
Montreal Urban Community and of its Police Service, my employer.

•
•

•
•

•
•
•
•

•
•
•
•

•

1970.

29

The Montreal Urban Community was created in
It comprises
municipalities located on the Island of
Montreal, île
and the Island of Dorval. Each municipality exists in its own right, but the Montreal Urban
constitutes a supra-municipal organization in charge of administering various
services, including
the police, the environment, real estate valuation, and planning of the territory. Also part of the
are an economic
development office, an arts council, a taxi bureau, and a public transit commission. Its political structure is a council
on which sit the mayors and certain councillors of the constituent cities.

Conununity

Bizard,

conunon
MUC

MUC

1.8

population totals close to
million people. The majority are French-speaking and share the urban space with
a large English-speaking minority. However, particularly since the end of the Second World War, immigration has
enriched this ethnie foundation. Indeed,
per cent of the population today is of a background other than French
or British. This multi-ethnic situation contrasts with that of the rest of the province, where more than
per cent of
the population is French-speaking.

bi-

36

80

•

•

The Montreal Urban Community Police Service

•
•
•
•
•
•
•

The Police Service is the most imposing of the common services administered by the Montreal Urban
Its employees number
police officers and over
civilians. Its budget in
totalled
It is
headed by a director assisted by two deputy directors, myself included. I'm in charge of the General Protection
Directorate. The territory encompasses
square kilometres and is divided into three regions that vary as to area,
population density and demographic characteristics. Each region is itself subdivided into districts. As director of the
General Protection Directorate, I'm in charge of actual police operations in the regions and districts, while my
colleague is in charge of support, that is, specialized investigations, support and administrative services. Finally, the
number of
police officers per
a number comparable to that of other major urban
inhabitants is
centres.

•
•
•

After this brief overview, let me now proceed. Upon being appointed director of the Montreal Urban Community
Police Service
in January
Jacques
undertook to implement major changes in the Service's
organization.

•
•
•

Immediately the following month, he appointed a task force to draw up a document entitled "Directional Statement."
The task force's objective was to determine the guiding principles upon which the Service, as a component of a
constantly evolving environment, will base its actions in coming years to better fulfil its mission and act in such a way
that the citizens of the Montreal Urban Community enjoy an effective, efficient police service at the lowest possible
cost. As we will see, this guiding principle touches upon several key sectors, including public security, police
interventions, internal modes of operation, etc.

•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
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Rochon is Deputy Chief, Montreal Urban Community Police Department.
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The Montreal Urban Community Police Service has primary responsibility for security over MUC territory and it falls
upon it to supply superior-quality services. How to achieve this goal depends, to a large extent, on the characteristics
of the environment in which it evolves. This led the MUCPS to undertake a detailed study of its environment.
Without going into any great detail, certain characteristics that served as benchmarks in the choice of our orientations
need to be highlighted. First, the social environment:
•
•
•
•
•
•
•
•

Poverty is steadily increasing on MUC territory;
Single-parent families represent more than 1 out of 5 families, according to 1990 statistics;
The composition of the community is increasingly multi-ethnic;
The proportion of elderly people is on the rise and will likely represent 20 percent of the MUC population by
year 2001;
The number of violent crimes is increasing and the trend is likely to continue over the years;
Technological progress favours the emergence of more sophisticated and subtle crime, making it increasingly
hard t,o fight;
The media and interest groups are more and more critical of police actions; and
Road safety remains a major issue on MUC territory.

To give you an idea of the crime rate on MUC territory, last year 188,294 crimes were committed, including 24,292
against persons and 112,166 against property. Policemen and women made 259,602 interventions in matters of road
traffi c. In all, we responded to 966,036 calls.
The legal environment is the most complex because of the multitude of laws and regulations to apply, numerous court
decisions and the increasing number and frequency of legislative changes.
The MUCPS's public security environment shows two characteristics: the presence of a growing number of partners
and a tendency to regionalize services.
The MUCPS is not the main actor in the field of security. The number of employees belonging to private security
firms has widely surpassed that of police officers (more than double in 1991 in Quebec). Several MUC mtmicipalities
rely on security services to provide additional services to their residents. More and more tasks traditionally assigned
to police (patrol, prevention, etc.) are now carried out by non-police personnel.
Finally, on the economic front, citizens and taxpayers have reached the limit to their capacity to pay for government
services. Governments need to review the manner in which they supply services to citizens. In addition, the MUC
lost 10 percent of ils population to greater metropolitan area municipalities between 1971 and 1991. This loss deprives
it of revenues that need to be compensated by remaining taxpayers.
The MUCPS is first and foremost at the service of the community. A stuyey undertaken by La Presse in October 1994
revealed that 71 percent of City of Montreal citizens were satisfied with MUCPS services. This high level of
satisfaction did not reveal much, however, on their specific expectations regarding the MUCPS. To get a better grasp
of the situation, we first consulted our strategic partners and our main target audiences, that is:

•

MUC elected representatives;

•
•
•

media and interest group representatives;
public security partner organizations; and
unions and employer groups.

•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
O

•
O

We then asked a private firm to carry out a public survey. It questioned 1019 people aged 18 and over. The margin
of error was +3 per cent.
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As the change will be carried out by staff members, their input to this exercise was indispensable. Regarding the
changes to be implemented, the staff would like the
to:

MUCPS

•
•
•

decision-maldng

Decentralize budgets and
power, encourage initiative, as well as trust and empower staff;
Improve use and training of staff, particularly through implementation of career plan and development of
training better suited to needs; and
Improve communications and the work environment, favour allegiance to
values and increase the
sense of belonging.

MUCPS

•

As to the orientations to favour and the challenges to meet, the main expectations were to:

•

•

•
•
•

•
•
•
•
•
•
•

Develop closer ties with the population, establish a partnership with the community to provide the appropriate
services, involve the community in a problem-solving approach and increase the feeling of security by
improving
performance;

MUCPS

•

Develop leadership capabilities among senior managers and officers, review handling of service calls and the
operational structure, revise the supervision function as well as the system for promotion and contribute to staff
self-fulfilment by
their skills and professionalism; and

aclaiowledging

•

MUCPS

Provide greater mobility for civilian staff within the
and enrich their tasks, notably by having them
participate in those operational tasks not requiring a peacekeeper status.

•

The Consensus

•
•

Consultation of elected members, strategic partners, citizens and employees revealed a wide range of expectations.
However, there was consensus on several points. Thus, people would like the police to:

•
•
•
•
•
•
•

•
•
•
•

•

Intervene quickly, in a humane, understanding and professional fashion;
more visible (metro, schools, major public events, bicycle paths, neighbourhood streets and business
sectors);
Act upon the causes rather than the symptoms of crime and solve problems in a durable manner, working hand
in hand with citizens; and
Give priority to customer service and protect the rights of victims.

Be•

MUCPS have brought

•
•

The changes that have occurred within the community and the expectations expressed toward the
the Service to review its mission, to carry it out differently and to adopt a new model.

•
•

Thus in partnership with the institutions, social and economic organizations, community groups and
Service intends:

•

li

To promote the qua ty of life of all citizens on Montreal Urban Community territory by contributing
to reduce crime, increase road safety within the territory, enhance the feeling of security and develop
a peaceful, secure living environment while respecting the rights and freedoms guaranteed by the
Quebec and Canadian charters.

•
•
•
•

•
•
•
•
•
•
•
•
•
•
•

MUC citizens, the

The Service's new policing model Neighbourhood Policing takes its inspiration from the principles underlying the
concept of community policing. It is founded on five main components:

(1)
(2)

A problem-solving approach
Geographical responsibility
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(3)
(4)
(5)

A service approach
A partnership with the community
Staff

self-fillfilment.

THE PROBLEM-SOLVING APPROACH focuses police efforts on the deep-rooted causes of problems with an eye
This approach deems that the help
to solving them in a durable fashion, working in collaboration with the
of residents, shopkeepers, local associations and community organizations is indispensable to assess problems and
implement solutions. It insists on a proactive intervention rather than a simple response to calls.

corrunwtity.

This problem-solving approach requires a new way of
main operational methods and administrative structure.

thinldng and acting that demands that the police change their

GEOGRAPHICAL RESPONSIBILITY consists in dividing the territory into neighbourhoods and conferring
responsibility for each to an independent team placed under the leadership of a commander. This approach will create
a sense of belonging to the neighbourhood. Policemen and women will have an in-depth knowledge of community
favour the
needs, available neighbourhood resources as well as social and criminal characteristics. This approach
creation of strong community ties, essential elements for efficient police work. First-line policemen and women will
cornerstone.
thus become the

vvill

MUCPS's

The SERVICE APPROACH consists in giving priority to customer satisfaction, foreseeing needs, personalizing
contacts and having a clear idea of levels of satisfaction. It focuses on creating a feeling of trust toward the
particularly through highly professional staff behaviour.

MUCPS,

The PARTNERSHIP WITH THE COMMUNITY stands witness to the fact that the police recognize the role the
and the
will join
community must play in the area of public security. By becoming partners, the
together to ensure security and find durable solutions to crime-related problems. For the past few years, the
has laid the foundation for a partnership by appointing community advisory committees and developing ties with various
public institutions and non-gove mental and community organizations.

MUCPS

conununity

MUCPS

rn

SELF-FULFILMENT OF POLICE AND CIVILIAN PERSONNEL focuses on providing staff with conditions that
will allow them to fully use all their
in order to have a fulfilling career and to feel appreciated and respected.
Giving as much autonomy as possible to first-line staff, valuing the more experienced policemen and women, and
establishing career plans for employees are the main objectives.

sldlls

Going from the current policing model to that of Neighbourhood Policing supposes certain prerequisites. The transition
indeed implies a complete turn-around of the organizational structure and culture.

MUCPS,

elected
The implementation of Neighbourhood Policing will demand a joining of efforts on the part of the
representatives and union members. The community also will play a major role and will have to involve itself in the
model in order to give it every chance to succeed.

(1991),

According to Moore
one of the basic characteristics of the current police culture is its isolation from the
Thus, if we take into account the
enhanced mission to promote, in partnership with citizens,
quality of life and its organizational values the search for excellence, the importance of staff the respect of rights
decisions
andfreedoms and professionalism all members of the Service will have to bear these in mind when
and planning actions related to citizens and colleagues.

conuntutity.

--

MUCPS's

maldng

—

MUCPS,

The
as are the great majority of police corps, is a highly hierarchical, paramilitary organization. Its
organizational structure includes nine hierarchical levels:
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•
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•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
••

•
••
••
•

Director
Deputy director
Assistant director
Chief inspector
Inspector
Captain

•

Lieutenant

•

Sergeant
Officer

•

•
•

With Neighbourhood Policing, this hierarchical structure must give way to a new structure where policemen and
women form the most important organizational link.

•

The organization must put itself at the service of policemen and women, to whom must be granted the decisional power
and autonomy required for them to act. On a structural level, implementation of Neighbourhood Policing thus demands
that the

•
•
•

MUCPS:

•
•
•
•
•
•
•
•
•
•
•
•
••

The nine levels will thus be reduced to five.

•
•
•

Merely at the level of the police station, if we compare the current hierarchical structure with the one under the
Neighbourhood Policing model, we note the abolition of three hierarchical levels: that of chief-inspector, inspector and
captain.

•
•
•
•

•

•

•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•

Decentralize its activities within the territory to adapt its interventions to the needs and characteristics of the
local

conununity;

Decentralize its decisional and budgetary powers so that the units are autonomous and able to make their own
decisions to solve problems of varying nature depending on community and circumstances;
Reduce its hierarchical structure; and
its units so that competition gives way to a grouping of services.

Decompartmentalize
Senior management

Operational directorate
Unit command

Supervision
Intervention

conununications

This flattening of the structure will encourage decision-making at the lowest level and strengthen
between management and employees in the field. The structural change will also enable us to retrieve jobs at the
management level and transfer them to the patrol level.
Let me show you what this increase in patrol staff would look like in LaSalle, where the territory covered by the
current district is comparable to that covered by the two neighbourhood stations that would be established there.
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LASALLE STAFF
CURRENT
Patrol
Other
TOTAL

NEIGHBOURHOOD POLICING

58
48

64
16

106

80

LASALLE
Management

CURRENT
1 chief-inspector
1 captain

NEIGHBOURHOOD POLICING

Prevention

1 crime prevention officer

Youth Police

1 sergeant
3 officers*

Traffic

1 sergeant
7 officers*

Groups

5 lieutenants
10 sergeants
44 officers
5 detention officers

Investigations

1 detective-lieutenant
12 detective-sergeants
2 investigators (perrnits)
2 narcotics information

2 commanders
10 supervisors
64 officers
•

validation officers

1 analyst (sergeant)
1 asst. analyst
Support

1 officer
6 writers
1 liaison officer

4 officers

* Patrol-assigned functions
Neighbourhood Policing's success will reside in a large measure in the professionalism of MUCPS members and their
commitment to this new type of service. In order for staff to take initiatives and act creatively and be accountable for
their decisions and actions, the MUCPS will have to provide the necessary tools and appropriate training.
The operational structure of the Neighbourhood Policing model is based on the following four units:

•
•

49 neighbourhood stations;
4 operational centres (CO);

•
•

Specialized investigation directorate; and
Operational monitoring centre (OMC).
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A neighbourhood is the territory with which citizens identify the most. Thus the demarcation of neighbourhoods was
based on criteria that allowed the Service to attain its goals of Neighbourhood Po li cing:
•
•
•

•
•

Integrity of political and administrative borders;
Citizen's sense of belonging to a neighbourhood;
An equitable neighbourhood station service, based on population and available staff
- minimum 24 000 residents
- maximum 48 000 residents (47 999);
Natural barriers and geographical markers; and
Homogeneity (structure of households, ethnic composition, language, age pyramid).

To ensure the success of its undertaldng, it is thus logical that the neighbourhood become the MUCPS's basic
intervention unit.
The neighbourhood station vvill be responsible for supplying all basic police services to the neighbourhood conummity
on a 24-hour basis.
It will be led by a commander to whom it will befall to manage the human, physical and financial resources required
to ensure smooth operations. It will also fall upon him or her to see to the application of the Service's mission
regarding crime, quality of life and sense of security. As neighbourhood "chief of police," he will have the authority
over all staff worldng within their territory.
Supervisors, as leaders, will manage neighbourhood operations on a day-to-day basis. Among other things, they will
ensure citizens receive professional services, encourage new ideas to find durable solutions to problems, supply the
necessary resources to policemen and women and maintain a high level of morale among the troops.
As to first-line officers, they will become the organization's "cornerstone," the ambassadors of the quality of service.
Their responsibilities vvill include:
•
•
•
•
•
•
•

patrol;
call response;
road safety;
community relations, with a priority given to direct contact through foot, bike or other types of patrol;
crime prevention;
intervention iamong youngsters; and
aid to victims.

Each neighbourhood station vvill have a social-community officer who will step in with youngsters or any other social
group in matters concerning security, crime prevention, youth police and prevention of violence.
Finally, civilian employees will ensure administrative support. The participation of volunteers in certain neighbourhood
station activities will be encouraged.
The work schedules of policemen and women will be adapted to the needs of the Neighbourhood Policing model to
ensure the continuity of interventions and establish true links with citizens. The MUCPS foresees creating a permanent
night shift, for a maximum duration of two years, and a rotation on day and evening shifts.
Concerning structure, responsibility for neighbourhood policing will fall to a management committee. Under the
guidance of the station commander, the committee will include neighbourhood supervisors, the social-conununity
officer and the intelligence validation officer.
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•
•

an understanding of community concerns regarding quality of life in the neighbourhood; and;
counselling of police and citizens regarding priorities and guidelines for police action or desired types of
intervention.

Implementation of these committees cannot be done without taldng the time to reflect on the link between these
committees, who report to police representatives, and links with elected representatives.
On MUC territory, the political structure provides various mechanisms for concertation, such as municipal c,ouncils,
neighbourhood councils and the Commission de la sécurité publique. Within these forums, elected representatives can
at any time demand the participation of police representatives to discuss any subject pertaining to police-related fields
of competence.
In the Neighbourhood Policing model, the elected representatives will be in permanent liaison with police authorities
from neighbourhood stations and operational centres. Dining the development of local action plans, their opinions will
be sought. A privileged communication will be pursued between elected representatives and the police in order to
inform the representatives of the decisions taken and of the work carried out in the community advisory committe,es.
A few words on the location of neighbourhood stations, indeed an important factor. Six criteria will guide the choice
of location: traffic, visibility, accessibility, proximity to other services, central location, and cost.
Operational Centres
The areas covered by the neighbourhood stations have been grouped under four operational entities called "Operational
Centres." Their role will be to supply the spectrum of specialized services to neighbourhood stations and coordinate
operations.
Staff and services

The operational centres will supply the follovving services: detention, breathalyser tests, interventions, police training,
communications, investigations, and analysis.
The staff of each centre will comprise the following:
•
•
•
•
•
•
•
•

a director, assisted by an administrative assistant and an operational assistant;
an operational support commander (detention, breathalyser, counsel and development);
a commander of intervention groups, made up of 70 to 80 policemen and women;
a commander of investigation supervisors;
investigators;
a training supervisor;
a communications specialist; and
tactical analysts and an intelligence officer.

Each operational centre will report to a management committee comprising:
•
•

the director of the centre and his or her assistants;
the commanders responsible for operational support, intervention groups, investigations and neighbourhood
stations; and
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Finally, a community advisory committee will round out the structure for each neighbourhood station. These
committees will favour:

•
•
•
•
••

•

the communication specialist and tactical crime analysis supervisor.

•

Investigations

•
•

Investigations will be carded out by either the operational centres or the specialized units. At the operational-centre
level, investigations are broken down into four modules:

•
•
•
•
•
•
•
•
•

•

•
•
•

crimes against persons (serious assaults, robberies);
crimes against property (breaking and entering, non-ring-related motor vehicle thefts);
crimes without plaintiffs (narcotics, morality, street gangs); and
specific investigations (mandates, recovering property obtained through crime, simple and
runaways).

intra-family assaults,

Specialized units will step in when the complexity of the crimes goes beyond the neighbourhood station's or the
operational centre's expertise, as in the following cases:

•
•
•

•
•

•
•

territory, it was necessary to create an Operational
To monitor the evolution of daily operations throughout the
Monitoring Centre that will report directly to senior management.

•
•

The
can act as the command unit during major events. It will also be one of the media anchor points to obtain
facts on the status of all or any given event occurring on the territory.

•
•

•

homicides, frauds, car theft rings, hit and runs, criminal fires and sexual assaults; and
files involving organized crime in the area of narcotics, bike gangs, morality, other gangs, etc.

MUC

OMC

That just about covers the organizational structure.

•

•

Administrative Operations

•
•
•
•

Regarding financial resources, the Service will have to change its methods and focus its efforts on operations and the
supply of qua ty services at lesser cost through increasing member productivity. Budgetary planning will aim, among
to implement the action steps stemming from the guiding principles described
other things, at allowing the
and to find additional sources of revenue.
granted it by the
earlier on, to e ciently manage the

•
•
•
•
•
•
•
•
•

li

MUCPS
MUC
fwids
ffi
At the human resources level, the MUCPS will in particular:
•

•
•

Review its hiring process to recruit candidates corresponding to the police profile as defined under the new policing
model;
Implement a career management system to provide a employees with the opportunity to fully develop their talents
at both the professional and personal levels; and
Set up a supervisory system that not only will allow a flexible control of the assigned tasks but will also support
employees, guide them, help them find self-fulfilment and facilitate accomplishment of their tasks.

ll

sIdlls.

•
•
•

It is essential that each
Implementation of Neighbourhood Policing will demand the police acquire new
develop a good understanding of what Neighbourhood Policing is, of how it works and of its objectives and that
each understand his or her role and duties in this new model. This awareness is a prerequisite in terms of training
related to Neighbourhood Policing.
and comes before any acquisition of knowledge and

•
•

Communications will also play a crucial role. They will serve to mobilize personnel around the reforms to be
services and to favour the development of partnerships.
undertaken, to promote

•

•
•
•
•
•

sldlls

MUCPS

165

Finally, the MUCPS will focus on using every modern technological resource to improve both service and efficiency.
Rethinldng the systems in use, renewing its computer equipment, creating a network between the various units and
promoting the sharing of information through computer links between the various police corps are but a few of the tasks
the MUCPS will have to address regarding technology.
Managing change also means taking into account those who oppose it and those who are concerned about the future.
Although we took all the means at our disposal to inform the staff, the union and the population (staff meetings, articles
in our internal information tools, open-book policy with the union, interviews with the media), resistance still persists.
And so do concerns on various levels. For example:

•
•
•
•

The career plan (flattening of the structure means a limited mechanism for promotion);
Givens (current collective agreement vs. the future agreement);
Repression vs. a service approach; and
Proof of a better professional life vvith Neighbourhood Policing.

Concern regarding the career plan is no doubt the most wide-spread. Police services have always been paramilitary
organizations where for several self-fulfilment and success are directly tied to obtaining a superior rank.

In the Neighbourhood Policing model, the career development process will be lateral and hierarchical within the
neighbourhood stations and operational centres. Compensation will not be function of "rank" but of "task to
accomplish." This major cultural change worries many and generates great resistance.
Few Considerations
Implementation of Neighbourhood Policing into an organization such as ours will require several, perhaps up to ten,
years. Indeed, this new policing model will require that the SPCUM change its culture, streamline its hierarchical
structure and transform the role and work of its organizational members. Obviously, this cannot be done overnight.

On the other hand, the launching of such a project demands "strategies for implementation." Several authors have
written on the subject. Don't think, though, that the steps and approaches are written in stone. On the contrary, it's
important that a project manager be able to adapt and modify the strategies to fit new situations. Strictly following a
pre-established strategy might cause the project to fail.
Of course, such a:project requires a detailed implementation schedule. But implementation of a large-scale project is
always preceded by an approval process: The fact that it may be flexible enough to provide decision-makers with
alternatives and room for those who want to get involved will certainly contribute to activating the process. But this
stage also demands the convincing of elected representatives, management, unions, staff and the commtmity. This
again is not an overnight process. Thus the importance of "having a clear vision of the change to effect." Time is
indeed precious here, particularly if you consider term lengths: four years for elected members and five for the chief
of police. If we truly want our project to see the light of day, we thus must do everything in our power to make sure
the approval stage does not go on forever.
In such a 'context where, among other things, the political milieu needs to be convinced, the push-pull strategy often
proves effective. The strategy, in fact, consists in continually pushing your "clear vision of the change to effect" and
pulling the people with you, that is convincing them to adopt it.
As far as we're concerned, several steps still need to be taken before implementation of the Neighbourhood Policing
model can occur. Although they have already received much information on the subject, the Conference of Suburban
Mayors, the Executive Committee of the City of Montreal, the Commission de la Sécurité publique (public security
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•
•
•
•
•
•

commission) and the Montreal Urban Community Executive Committee must give their seal of approval. The approval
process is very long if one considers that public hearings and tabling of briefs must be factored in.

•
•
•

Implementing a large-scale project requires leadership abilities that go beyond the ordinary. Tenacity not to say
stubbornness
is surely the first one to spring to mind. A high-energy level is just as essential. To give you an
three-hour information meetings to explain the Neighbourhood Policing
example, in the past days, we have held
staff. Being a good lobbyer, flexible, persuasive and
model to elected members, management, unions and
resistant to stress are also required traits.

•
•

The management team must show an indefectible team spirit. Even if, during internal discussions, members do not
always agree, they must still adopt a discourse that shows solidarity and reflects unanimity.

•
•

One word regarding the media. Experience tells us that it is important to meet with them on a regular basis. Keeping
them will informed will alleviate the rumours and improve the quality of the information disseminated.

•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
••
•
•
•
•
••
•
•
•

•
•
•
•
•
•
•

•
•
•
•
•

•
•
•
•
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SPCUM

Implementation of Neighbourhood Policing, and I will end with this point, will demand of the union not only that it
be "open" but also be "significantly involved." It will demand as well that it follow the same path, all the more so
because our own path takes into account the expectations clearly expressed by policemen and women during the
consultative process, namely that they want to:
Be doser to the community;
•• Establish
a partnership with the conummity; and
• Involve citizens in finding solutions to problems.
Meeting these expectations demands stability to:
•

••

Develop a sense of belonging;
Provide knowledge and understanding of problems and of the dynamics unique to each neighbourhood; and
Favour the development of closer ties with neighbourhood residents.

This will demand an in-depth review of the collective agreement.
Even more so if policemen or women are called upon, over and above responding to calls, to solve local problems,
road safety, prevent crime, entertain relations with their community. Indeed, it is the very notion of the police
function that needs to be rethought. The function becoming more complex, it will have a direct incidence on the
structure of compensation.

éeversee

And so, implementation of Neighbourhood Policing will demand time, lots of patience, tolerance and much
determination.
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Partnerships for Community Safety
by

Keith S. Perrin*
It is recognised throughout police organisations within Great Britain that the police are not able to fully achieve all their
responsibilities unaided. Without the assistance of the public in general and of other organisations we would struggle
to maintain law and order to prevent breaches of the peace and to detect and prosecute offenders.
Community policing and effective consultation are the day-to-day mechanisms which are employed in order to ensure
that relationships between the police and the public are such that both are willing and able to play their respective parts
in worldng towards the common goal of maintaining a lawful society.
It is appreciated, however, that there are key individuals and agencies who are in unique positions to maximise this
potential community resource and it is by way of forming strategic alliances with these partners that the police can
influence and direct community opinion and behaviour in a more focused and effective manner. The identification of
the role players and the environmental scanning that is required in order to see how best such an alliance can be formed
are crucial to the police arriving at holistic alternative responses to community safety issues, and it is here that the
secret is contained towards the development of success preventive strategies.
Before we go on to investigate the formation of partnerships, I think it is important that we clarify some of the
linguistical problems that we in England certainly suffer as a result of a number of interchangeable descriptions which
are used in preventive strategies.
Traditionally the police service has viewed crime prevention as being their own specialty. Police Crime Prevention
Officers had certain training and expertise, mainly in line of target hardening of vulnerable premises. This physical
barrier approach to crime prevention sometime,s called the nuts, bolts and bars approach depended on the police giving
expert advice to individual householders or property owners in order that they could fit certain devices which would
protect their property and thus limit its attraction to the potential criminal. Crime in general was seen to be of an
opportunist nature and at its simplest level the philosophy was that the criminal would be less likely to steal from
suitably protected premises and would be diverted to pray upon other property that was not so well protected. The
police were the knowledge holders and the public were invited to contact their local police in order to avail themselves
of knowledge.
Whilst there is still much value in target hardening measures, it is not the complete response and certainly a great
amount of police time was being taken up in surveying individual houses, which have had no history of criminal attacks
and were not at any high risk. It was difficult to measure the success of this action and there were many theories that
what in fact was happening was that crime was being displaced to other areas or other types of crime. By way of
example, in the 1960s, as shops and stores took target hardening steps to prevent burglaries by the fitting of roller
shutters, suitable locks, alarms, and lighting measures there was a marked increase in the number of house burglaries.
It was certainly felt by some that the burglars simply moved away from one area to a more vulnerable group, many
of whom had not at that time insured their contents and could not afford target hardening measures.
A move towards a more social response to crime prevention followed whereby communities were empowered to form
types of self-help groups and to protect their geographical area. The formation of Neighbourhood Watch Groups was

* Keith S. Perrin is Chief Superintendent, Staffordshire Police, UK.
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•
•
•
•
one such outcome. In the main the groups were formed with every encouragement from the local police as a result
of a reaction to a particular instance of crime or a perceived fear of crime. The groups were aided in their setting-up
by the police and expected a certain level of support from the police. In return they would undertake certain actions
regarding crime prevention of their own homes and the providing of information to the police regarding vehicle
movement, suspicious individuals, and like matters. Again the effectiveness of such watch schemes was found to be
limited. The police were not always able to service the groups to the organisation's satisfaction, and the public tended
to lose interest in the scheme if the crime level in an area did reduce and they could see no further purpose in their
contribution.

ll

As an aside, my own Force have tota y reviewed our response to Neighbourhood Watch in light of a true partnership
approach but perhaps this can be discussed later.
The move is now away from the police being the knowledge holders and experts, and being there for the public to
safety.
approach, but is actually moving towards a much broader interpretation, that of

cormntutity

Commtutity safety involves a holistic pro-active approach towards crime and its minimisation.

It is not a reaction to
abilities
of a number of
the
efforts
and
well
planned
preventive
strategy
harmonising
immediate
problem,
it
is
a
an
essential players in order that issues can be solved before they reach the problem stage.

I once had it explained to me by way of an analogy. It was given to me as being an up-stream approach and the story
goes as follows.
An engineer was sent out to a small African state to work on a hydro-electric programme. On arrival at a small town,
he met the local site engineer who immediately took him to the river. After a few moments they saw a man struggling
to stay afloat in the raging waters. A rope was found and thrown to him and he was dragged to the bank. After being
given emergency resuscitation, he recovered to the greatest extent. The next day another man was seen to be in
difficulties in the river and was carried away down stream. The local site engineer then established that at that time
of the year, when the river was high, numerous people were drowned in the torrential waters. He immediately had
life buoys and ropes placed at strategic points on the river bank and he organised local training in mouth-to-mouth
resuscitation. Over the next few weeks the number of lives saved increased dramatically, but there were still fatalities.
The engineer decided to take a strategic approach and organise an expedition team who went up-stream of the river;
after a number of miles they found that there was a large village where the locals had to cross the river by way of
precarious stepping stones. As he watched, another man was washed away and struggled as he floated down stream.
and the effort of the community, a bridge was built in order that in future
Using his expertise, the local
in safety risking no lives. This was described as the up-stream approach and I believe that
the river could be
community safety and the multi-agency partnership is indeed an up-stream strategy that actually prevents the need for
reactive measures after crime has been committed.

crosse,d

conunitment,

The concept of risk management is essential to this philosophy. As long as there are communities then it is inevitable
that there will be some anti-social behaviour. However, the risk can to some extent both be predictable and
manageable. Risk management requires a well-informed group consulting with stake holders on a shared agenda in
order to focus their efforts to engineer solutions to predictable outcomes.

vvithin

the police in England and Wales that actually detracts from a community safety
There is an internal problem
policy being effective. Crime prevention can be seen as being a criminal investigation function and therefore the
responsibility for its development lies within the province of the Criminal Investigation Department. This can cause
the response to be a reactive one and centred on purely crime matters. In other police areas including my own, crime
prevention is seen as part of a community services type function and is housed within the Community Affairs
Department. This allows for a broader remit, however, there is a cultural aspect in that there still appears to be a
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reluctance on behalf 6f some police officers to give credibility to the Community Service so called soft option type of
policing when real policing is seen as being concerned with crime detection and the arresting o ffenders.
To work to its optimum, community safety and partnership should be the credo and ethos of the whole of the Service
in order that partnerships can be effectively introduced at all levels and in all areas of policing.
The Definition of Partnership
"A contract between parties who have a conunon aim and a wish to achieve that aim through consultation and co-

operation and each would derive mutual benefit from the liaison." It is the identification of the right partners and good
working practices that will ensure in this strategy being successf-ul.
This is not always easy as many agencies come from a culture and have worldng practices that differ greatly from those
of the police, and skilful negotiation and compromise is often required. It is also true to say that some organisations
view the police in a particular light and on initial contact have difficulty with the concept of the police working hand
in hand with their department.
Partnerships In Action

What is required when partnerships are formed is the identification of a lead agency, which should not always be the
police, and a clear contract drawn up in which all partners are aware of what is expected from them. In some cases,
service level agreements will need to be arrived at and there is always the need for an exit policy in order that the
partnerships only stay together as long as they have a meaningful purpose to achieve. Management and measurement
policies are needed in every partnership agreement.
In order to illustrate by way of some practical examples from my own Force of the current partnerships that we have
in being, I would highlight three of our alternative multi-agency solutions to problems.
Staffordshire,Polire_Aciivity ancLCommunity Enterprise. -- The SPACE_Scheme

Over 17 years ago, Staffordshire Police identified that there was a particular increase in crime that occurred during
the long school summer holidays. Much of the crime could be attributed to young people carrying out damage and acts
of vandalism for no apparent purpose, other than boredom, and having time on their hands. In addition, the police
were receiving numerous complaints about young people causing a nuisance in the streets by congregating in large
num
. bers, and the usual complaints of large groups of youths loolcing ominously dangerous standing on street corners
or roaming through our town centres.
In response to this, it was suggested that a diversion scheme be set up and from a very small project in 1978 a forcewide scheme known as SPACE was developed.
The basic concept of SPACE was that young people would, during the weeks of August (the main school holiday
period), be encouraged to join the police in a series of adventure activity sessions. The SPACE scheme was open to
anyone in the 10-16 years age group. Local cinemas were approached by the police and they agreed to open at
virtually no cost during the day, school premises were open, their sports fields, and svvimming facilities used. Local
businesses were encouraged to take youngsters on trips round their factories and local theme parks offered a reduced
rate to the police in talcing young people to their premises for the day.
The scheme was very much a police scheme, and although the public were encouraged to help as volunteers in many
ways the scheme suffered due to its own success. At its height over 26,000 young people in Staffordshire paid their
registration fee and took part in a series of activities each Monday to Friday during the day and at night time when
171

discotheques, film shows, and theatre groups were laid on. At its height the income turnover of the scheme reached
over a third of a million pounds per

annum.

Over the years, calls on the police service to road accidents, crime and other incidents increased dramatically and
whilst we were very pleased to note that from all available studies our diversion scheme worked, in that we receive
less complaints about young people, less of the crime attributed to young people was being committed and, probably
more importantly, there was a reduction in the number of deaths, injuries, and road accidents involving young people
during the duration of the scheme. There was a logistical problem in how the police could continue to manage the
success.
A number of the skills needed to be taught to police officers, handling of finance, the organisation of playgroups, all
impinged on our main core function. There was an answer and this was the partnership route.
As a result, in partnership with local authorities the finance handling of the scheme now is done by the accountants
within the local authorities on various police divisions. Our partners in Education, the Social Services, the Army (both
regular
and part-time volunteers) and a number of other groups including Rotary Clubs and other such bodies
all play their part in assisting the police in running the SPACE scheme. What the police now do is concentrate on what
they do best. That is one uniform police officer being present at the event in order to form a good public relations
exercise and then other partners
on much of the work that was previously carried out by the police.

of-ficers

taldng
This partnership approach has now progresse,d to the fact that although the police will always be identified with the
scheme their role is now minhnised to such an effect that the scheme can be adequately managed from our police

resources.

The_Partnership_Approach.to Truancy.

•

This is an inter-agency co-operation involving the police, the Education Department and the local business sector.
Truancy was identified as being a root cause for crime and anti-social behaviour in one of our city centre shopping
malls. The problem had reached such a stage that traders were repeatedly calling the police to deal with offenders and
young people who were interfering with the normal passage of everyday shoppers. The problem was a difficult one
and from the police perspective our main interest was that of reducing crime and at the same time reducing the call
on our services to manage young people, many of whom were playing truant from school. However, the laws in
England and Wales are such that the police have no specific power of arrest for truants and on many occasions whilst
we move the young people on there was no permanency in our problems solving practices.
was arrived at was
an innovative strategy and a promotion of good practice. This required the heightening of public awareness and
enhanced education of the. responsibility of shop owners and parents in order that the communities take ownership of
the problem.

.VVhat

The centrepiece of the scheme was the formation of truancy-free areas. These were "policed" by the shop keepers
themselves and, as a result of the initiative, there has been a reduction in truancy, a reduction in crime and a much
enhanced feeling of community amongst the shop keepers in the Hanley town centre. The system has proved so
successful that it has now been taken into use at two other large shopping centres in the county and altogether over
other town centres in England, Wales and Scotland have formed their own partnership approach to truancy response.

76

PRIDE -- People Reducing the In fl uence of Drugs throne Education

Some two years it was seen that the increase in drug related offences and drug taking amongst young people was
at an alarming rate. The force was examining a response. At the same time it was seen that the Government
would wish to take a central drive towards drugs education. Indeed a Green Paper was launched some months later

e,scalating
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outlining how drugs should be tackled on a multi-agency approach. The document entitled "Tackling Drugs Together"
later became a White Paper and, as we speak, agencies throughout England are forming drugs action teams with
representatives from various disciplines in order to address the problem.

•
•

PRIDE was launched as a local initiative prior to the national standard. Staffordshire Police are fortunate in that we
have regular full-time police officers who have been licensed by the Education Authority to take policing items into
the curriculum in schools. These officers were motivated towards the drug education aspects of policing. The Health
Authority, the Education Authority, voluntary drugs agencies, and others came together as a series of formal meetings
at Police Headquarters in order to set out common goals towards drugs education.

•
•
•

meetings that the PRIDE package was evolved. I have attached a copy of the PRIDE document in
It was from
some
a hand out that will be available to you at the end of this session and what I would like to do is quickly go
the
PRIDE
package.
of the methodology in setting up

•
•
•

measures that have been taken in my Force I would
Having explained some, but certainly not all, of the
wish to end my showing a slide taken from the Staffordshire Police corporate strategy document that has been
forwarded to all members of the public within Staffordshire, which outlines the Chief Constable's vision for the Force
in the future. I think it will be seen from his vision statement that partnership is seen as the key to our future success.

•
•

That is not say that partnership is a simple solution and I think probably the time is now right for us to debate the issue
and all its complexities.
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Managing the Traffic Policing Function
by
Judy Youelr

Overview of Presentation
The presentation will draw heavily upon a recent traffic policing activity and organisation study undertaken on behalf
of the Home Office, in conjunction with the Traffic Committee of the Association of Chief Police Officers (ACPO),
vvithin England and Wales (Ogilvie-Smith, Downey and Ransom, 1994). Attention will first be given to a definitional
problem, i.e., what is meant by the "traffic policing finiction?" Information generated by the study on the day to day
activities of traffic police officers, and on the formal objectives set for the traffic policing fturction, will be considered
in this context.
Current methods of managing and organising traffic policing in England and Wales (and associated advantages and
disadvantage,$) were considered as part of the activity and organisation study. The findings from this aspect of the work
will also be outlined.
The presentation will conclude by supplying details of a separate review of the role of traffic policing that was
undertaken during 1994, as part of a Review of Police Core and Ancillary Tasks.

Background: The Home Office / ACPO Traffic Policing Activity and Organisation Study
Approximately eight percent of police officers within England and Wales are directed primarily to traffic duties and
total annual expenditure in this area is well in excess of £350 million. In 1993, the Home Office and the Traffic
Committee of the Association of Chief Police Officers (ACPO Traffic) jointly commissioned an activity and
organisation study that was to provide a more detailed account of how these traffic of-ficers were deployed. The formal
terms of reference of the study were:
To provide a full and detailed picture of how traffic personnel in a sample of police forces spend their
time and to collate information on associated costs, objectives and performance indicators.
The study was also expected to assemble details of organisational arrangements that were currently in use for traffic
policing within England and Wales, and to make some assessment of the associated advantages and disadvantages.

Activity and Organisation Study: Methodology
The activity and organisation study exarnined traffic policing within a sample of six police forces. This sample was
selected to represent -- as far as possible -- the key characteristics of all 43 police forces of England and Wales
(including level of urbanisation, size, organisational structure, and traffic policing conditions). At the time the study
was commissioned, there were 8,893 traffic police officers in England and Wales and 1,242 (approximately 14%) were
based within the sample forces. Analysis carried out during the course of the activity and organisation study indicated
that the samples used were adequately representative.

* Dr. Judy Youell is a member of the Home Office Police Research Group, UK.
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Antivity_Analysis
All traffic officers within the six sample forces were required to keep detailed records of how their time was spent over
two week periods starting in the latter part of November 1993 and finishing in early December 1993. (The actual
period varied slightly between forces.) Information on the activities of traffic personnel was collected in accordance
with guidelines for activity sampling exercises produced by the Home Office Research and Planning Unit (RPU) and
Her Majesty's Inspectorate of Constabulary (HMIC) (Home Office, 1992). These guidelines provide a core list of
incidents and activities that all police officers would expect to devote some time to and also allow for the introduction
of additional categories relevant to the work of specialist groups.
A list of more than 60 incidents and activities was found to be required to meet the needs of traffic officers. Each
officer involved in the study was asked to refer to this list at the end of each quarter of an hour and to record how the
majority of the preceding tirne period had been spent. On each occasion, the officer had to indicate what activity had
been undertaken (e.g., paperwork, pursuit) and whether this was linked with one of the specified categories of incidents
(e.g., criminal damage, robbery). Two of the sample forces provided of-ficers with electronic data recorders (EDRs)
to log this activity information; the remaining four used pre-printed paper forms.
Orgignisational

During the course of the activity and organisation study, numerous visits were made to the sample forces and a range
of interviews (with force personnel at all levels) and observations were completed. These generated a considerable
amount of factual information on the costs, objectives, and organisational structures associated with traffic policing in
the six forces, as well as providing an invaluable insight into the views of the officers therein.
Traffic Policing Function: Activities
The study of activity indicated that traffic police officers in England and Wales spend approximately 30% of their time
dealing with traffic incidents and traffic related checks. (This 30% broke down int,o: 25% of time on traffic incidents;
and 5% on traffic related checks.) About 7% of their time is devoted to crime incidents, with a f-urther 4% spent on
other incidents. (Traffic, crime, and other categories of incident together absorb approximately 37% of the traffic
officers' time.) The study suggested that a further 25% of traffic officers' time is devoted to preventative patrol
(covering both traffic and crime) and just over 33% of time was spent on other (support) activities.
Other findings produced by the activity study included the following:
•

All traffic branches in the study devoted more time to theft of / from a motor vehicle than to any other
individual class of criminal offence;

•

"Other traf-fic offences" and fatal and injury road traffic accidents (RTAs) took up the largest amounts of time
on traffic incidents and more than one-tenth of all traffic police time was spent dealing with RTAs;
Traffic officers spent just over 25% of their time on the three varieties of preventative patrol (traf-fic and
crime): stationary, mobile, and targeted. The vast majority of this time was spent on mobile patrol. Officers
in all the sample forces spent at least 20% of their time on this activity;

•

A total of 16.5% of time was spent on incident / non incident linked paperwork by traffic officers with a
further 1.1% spent checking paperwork;

•

The proportion of time spent in the station for the sample as a whole was 35.9%;
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2.2% of the total 74,530 staff hours recorded during the study were subject to paid overtime payments
1.8% of the recorded staff hours were undertaken on unpaid overtime; and

Only
and

Motorway officers were found to spend considerably more time on preventative patrol than their non
motorway counterparts and less on incident related work.

The results of the activity study were also used to indicate how traffic policing costs at a national level might break
down. These national costs were estimated to be at least
million and to break
as follows:

£354

•
•
•
•
•
•
•

crime incidents:
traffic incidents:
other incidents:
traffic checks:
preventative patrol:
(traffic and crime)
other activities:
abstractions:

dovvn

£23 million
£88 million
£11 million
£13 million
£76 million
£103 million
£40 million

•

•

Traffic Policing Function: Formal Objectives

•
•
•
•
•

study found that all the sample forces had some formal statement of objectives and goals
The activity and
for traffic policing. However, the amount of detail provided within these varied from force to force with some
setting a few concise objectives and others publishing lengthy accounts. The nature of the objectives was also found
to vary to some degree between forces, although there was considerable consensus about "reactive" objectives (i.e.,
those linked to response to incidents).
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The key elements contained within the force statements can be summarised as follows:

•
•
•
•
•
•
•
•
•

•
•

to support divisional policing and divisional objectives, both criminal and traffic;
by encouraging safer driving;
to reduce
to secure compliance with traffic law;
to provide a rapid response to incidents of all kinds;
to maintain the free flow of traffic;
to provide specialist expertise, e.g., accident investigation, incident management;
to detect and investigate vehicle related crime;
to provide advice and assistance to the motoring public;
to prevent/detect excessive speeds on roads, where possible by advice/education;
to foster effective traffic management; and
to participate in and support specific divisional operations.

RTAs

conununicate

•

formal traffic policing
The study also showed that some of the sample forces went to greater lengths to
objectives to officers. The extent to which officers were involved in the setting of objectives also varied. Nonetheless,
deployment decisions were found to take stated objectives properly into account in all cases.
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Traffic Policing Functions: Organisational Structures

C.entralised v —Decentral iRed
Police forces within England and Wales are at liberty to introduce whatever organisational arrangements they consider
appropriate for traffic policing providing that this service is supplied effectively and efficiently, and in line with the
needs of the local community. Existing organisational arrangements are often described as being either:

—

Centralised: Typically, traffic policing is undertaken by a dedicated unit which is directly controlled by a traffic
specialist (usually a chief inspector/superintendent rank) at force level rather than by the territorial divisions within the
force; or
Decentralised: Typically, traffic policing resources are based within each territorial division within a force and are
controlled by non-specialist personnel within that division.
Characterising traffic policing arrangements in England and Wales as being either "centralised" or "decentralised" is,
in practice, too simplistic. For example, some forces use their centralised resources to address all incidents requiring
traffic matters. The level of decentralisation also
a swift mobile response, while others use them to deal primarily
varies between forces with some supplying a discrete traffic unit to each division and a few simply training selected
divisional officers in basic traffic skills. Nonetheless, these terms are considered sufficiently meaningful to use within
the following discussions of the findings of the activity and organisation study.

vvith

Study Findings

Four of the forces considered under the activity and organisation study employed a centralised structure for traffic
policing, while the two remaining forces had decentra sed structures with traffic resources dispersed between territorial
divisions. After giving detailed consideration to these organisational arrangements, the study concluded that there was
no single "correct traffic structure" that would be appropriate to all forces and in all circumstances. A decentralised
structure was considered to be more easily introduced in rural areas with relatively few major routes or motorway
miles. Conversely, a centralised structure might be more appropriate in urban areas with major roads. However, the
study suggested that both centralised and decentralised structures could be made to work in a range of environments
and that both had associated advantages and disadvantages.

li

The merits of the two organisational structures identified by the study can be summarised briefly as follows:
Centralised structure helps to:

sldlls;

•
•

foster and protect specialist traffic
ensure expensive traffic resources are directed more toward tasks requiring their specialist

•
•

provide a pool of mobile resources to support any aspect of police work; and
promote a more consistent policy towards traffic policing within the specialty and across the force.

sldlls/knowledge;

Decentralised structure helps to:

-

•
•
•

2

slçilled

ensure that
resources are available to support divisional requirements;
break down barriers between specialist and non specialist officers; and
provide non specialist officers with an opportunity to learn from

specialists.2

Detailed work in this area has been undertaken by Southgate and
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Mirrlees-Black (1991).
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Reviewing the Role of Traffic Policing
At the end of 1993, the Secretary of State for the Home Office announced that a Review of Police Core and Ancillary
Tasks would be undertaken. The terms of reference for the review were:
To examine the services provided by the police, to make recommendations about the most effective
ways of delivering core police services and to assess the scope for relinquishing ancillary tasks.
As part of this major review, detailed consideration was given to traffic policing and, in recognition of the distinctive
nature of this function, a separate review group was established to carry out titis exercise. The Traffic Policing Review
Group (TPRG) consisted of representatives of ACPO, Home Office Police Department, HM1C and the Department
of Transport. The terms of reference for the traffic policing review were:
To review the role of the police in enforcing the traffic laws and, taking account of the impact of new
technology on the most cost effective use of resources, to consider what changes are desirable
consistent with the maintenance of high standards of road safety and traffic management.
The early stages of the review were informed by the traffic policing activity and organisation study described earlier
within the current paper. The objectives identified by this study were considered by the TPRG and summarised to
provide the following broad aims for traffic policing:
To protect, help and reassure the commtmity by the promotion of road safety and the free flow of
traffic and to provide a rapid mobile response in support of the broader objectives of detecting and
combatting crime, upholding the law and bringing offenders to justice.
To those ends, traffic aims include particularly: the reduction of road accidents and consequent
casualties, the safe and efficient control of traffic movement and the provision of specialist driving and
traffic skills in support of general policing.
As with all policing, the aims are to be achieved using resources in the most effective and efficient
manner.
The TPRG was of the opinion that titis definition described at least the key elements of traffic policing and showed it
as a vital and integral part of policing as a whole.
As well as considering the activity analysis material generated by the Home Office/ACPO study, the TPRG made use
of a range of data and written submissions from other sources. In early 1995, the results of its deliberations were
published as part of a report on the overall review of core and ancillary taslcs (Home Office, 1995).
Key proposals made by the TPRG in relation to traffic policing activities are shown below. It should be noted that the
percentage of traffic officers' time spent on each activity is shown in brackets in each case and that 1% of time is
approximately equal to an expenditure of at least £3.54 million per annum across England and Wales.

Key TPRG Proposals
•

Escorting abnormal loads (1.3%): The TPRG considered this to be an ancillary task and proposed that further
considerations should be given to the possibility of introducing private escorts for abnormal loads on
motorways.
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Broken down and abandoned vehicles (1.7%): This was again defined by the TPRG as an ancillary task and
it was proposed that legislation in this area should be clarified and that existing guidance on contracting out
this activity should be promoted.

•

Roadworks and obstructions (1.4%): The TPRG saw the handling of roadworks as a core safety responsibility
of the police, but proposed that methods should be identified of reducing and minimising police involvement.

•

Accident investigation & vehicle/tachograph examination (1.7%): The investigation of accidents was
considered by the TPRG to be a core policing function and the scope for civilianisation was seen as limited.
Nonetheless, it was proposed that, for this activity and for vehicle/tachograph examination, the
advantages/disadvantages of using civilians should be further considered.

•

Excise licence checks (0.4%): The task of undertaking these checks was defined by the TPRG as an ancillary
one. No immediate recommendations were made, but it was proposed that — if planned changes to the
licensing system are made in 1996/7 — the possibility of reducing the police commitment in this area should

be considered.
•

Vehicle and equipment maintenance (3.1%): The TPRG recognised fully that traffic vehicles must be
maintained, so that they are at all times fit for operational use. The time spent on this task (15-20 minutes per
officer for each shift) was not deemed tmreasonable, but it was proposed that chief officers should assess
whether less police officer time should be spent on this task.

•

Paperwork (17.6%): The TPRG noted that 7.9% of traffic officer time was spent on non-incident linked
paperwork and proposed that some reduction in this level might be achieved via in-house studies conducted
by individual forces which the Home Office would monitor.

•

Preventative patrol (25.1%): This task was considered to be a core police duty and one which forms a vital
element of visible policing. Further, decisions about patrol methods were considered to be operational ones
to be made by individual chief officers. Nonetheless, it was noted that reviews of patrol activity were being
undertaken (e.g., by the Audit Commission) and that a substantial body of information would shortly be
available to support decisions on patrol strategy.

The TPRG further proposed that:

•

Chief officers should give consideration to how best to deploy traffic wardens once local authorities take over
responsibility for parking enforcement in areas outside London.

•

Forces that retain responsibility for school crossing patrols should transfer this -function to the local authority.

•

Greater use should be made of new technology in support on tràffic policing objectives, and a review of
existing strategy and practice, and of future development, was recommended.

Future Challenges
The Review of Core and Ancillary Tasks has generated a series of proposals on how traffic policing in England and
Wales can be developed to provide services in the most cost effective manner. Putting such proposals into practice
will, no doubt, support the traffic policing function in meeting the many challenges it will face in the 21st century and
progress is already being made with respect to these. The Home Office Police Research Group (PRG) has, for
example, begun work on a study designed to assess the cost and benefits associated with one key area of new
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—

tra-ffic policing paperwork later

•
•

technology traffic light and speed cameras. Three forces will also begin scrutinies of
PRO.
in the year with assistance

•
•
•

century would,
To imagine that work undertaken to date will enable traffic po cing to face all the challenges of the
generating
proposals
to
enable
this
function to
at best, be naive. The process of examining the existing situation and
no doubt, have to be repeated many times over the forthcoming century. However,
meet its goals more fully
considerable success.
work to date has least shown that this process can be undertaken

•
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Ensuring Quality in Police Service Delivery Through Effective
Planning and Monitoring:
A Case Study in Central Scotland Police
by

Sam Muir*

In opening, ladies and gentlemen, I would like to express my sincere thanks to the organizers of this unique conference
for allowing me the opportunity to share with you my experience in the management of change within an organization.
An experience that vvill give you an insight into some of the mechanisms used by the management of Central Scotland
Police to successfully facilitate that change, leading to a much improved quality of service delivery to the conununities
served by the force. But before I do so, I would like to take you on a brief journey to the heart of Scodand and give
you an insight into the policing environment in which Central Scotland Police practices its business.
Central Scotland Police operates, as its name suggests, in the central belt of the country. Bounded on the west by the
major city of Glasgow and Strathclyde Police and on the east with Edinburgh and Lothian and Borders Police. The
force faces a wide variety of policing demands, and consideration of the nature of its area reveals the reasons.
Although Scotland's second smallest force, it encompasses the industrial and the rural, the city and the village, the
tourist attraction and the business park. The major port of Grangemouth, with its sprawling petrochemical industry,
accounts for some 30% of the Scottish sea-borne export market. By contrast, nearby Stirling, land of William Wallace
and Braveheart, with its historic casde and rich heritage, offers a gateway to the Highlands.
A population of some 273,400 spread over an area of 100 square miles and a transient visitor population in the order
of 1 million a year ensures a high demand for the services of its 650 police officers and 200 civilian staff.
Throughout its long history, the force has prided itself on the delivery of its service to the public on a strong community
based policing philosophy. Prior to the 1980s, the force adopted a County policing style which saw the establishment
of small local police stations in the centres of most conununities. This model created a predominance of one and two
officer stations throughout the force, operating discretional hours, with local of-ficers and their families being viewed
- as an integrated part of the community in which they lived and worked.

The national policing trends of the 1980s fuelled radical changes within Central Scotland Police, as the organisation
moved away from the traditional community based approach, to the centralisation of services and the "selling off' of
local police stations and houses.' Such policing trends were underpinned by financial constraints and an ever increasing
rise in the spiral of reported crime which seemed to continue unabated through the eighties. Not only was crime rising
but also the wider demands for police service. All contributing to an almost uncontrollable demand on a limited human
and financial resource.
In real terms, officers were dealing with 16,000 crimes in 1981 against 25,000 crimes in 1991. All of this against a
backcloth of a lost local identity, crime information/intelligence and, arguably, the bond between cormnunities and the
police service.

* Superintendent Sam Muir is Police Liaison Officer to the Scottish Office Crime Prevention Unit, Central Scotland
Police.
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Like many forces during this time of radical change, new policing styles were developed and the concept of policing
by objectives was introduced, in an attempt to sharpen the focus of the force, at a time when the organisation was being
sucked into a vicious circle of reactive rather than proactive policing. Sadly, the concept of policing by objectives,
for a variety of reasons, did not capture the imagination of those who mattered most in maldng it work and in time its
true potential was lost to the force.

This picture, arguably, could be associated with any number of police forces, not only in Scotland but throughout the
United Kingdom.
December 1990 saw the appointment of a new Chief Constable and fresh challenges for him to taclde, the priority issue
of a limited resource matched to a rising demand for service. In the words of that Chief Constable (Mr. W. Wilson)
the effectiveness of a police force relates, amongst other things, to how well it performs its primary functions of
preventing crime and detecting o ffenders, while its efficiency is a measure of how economically it uses its resources
in performing these functions. For example, deploying a police officer to every street corner could be effective in
reducing crime but this would not be a particularly efficient use of valuable resources, whereas the installation of a
closed circuit television system could achieve the same result with greater efficiency.

The balance between effectiveness and ef-ficiency is very much a matter for individual police forces but is not entirely
dependent on the resource-s they have at their disposal; it also depends on the prevailing management philosophy which
dictates how local issues will be addressed. In Central Scotland Police, this philosophy is based on innovation,
technology and multi-agency working.
The ideology of the Chief Constable is underpinned by the notion of local action and empowerment where local people
are encouraged to enter into dialogue with local service providers through the aim that everyone acts jointly for the
benefit of the commutity. While this idealogy can be succinctly termed "Local Solutions to Local Problems" it should
not be dismissed as an unattainable panacea, as it is contended that without the co-operation of local people and other
agencies no initiative can be sustained. Indeed, it is believed that an effective crime reduction strategy requires more
than financial resourc,es and publicity to succeed, but alternatively requires the correct local infrastructure to be in place
whereby the police can enable the c-ommunity and other agencies to take ownership of whatever crime problems raise
concern. This should thereby stimulate the necessary interest for them to want to effect change for themselves.
The words vision and mission are words which in 1995 easily roll off the tongue, but at the start of the decade they
were emerging only as new management theories within the police, and it was the publication of the Chief Constable's
Mission Statement and attendant Objectives which laid the foundation for a new beginning for the force in aggressively
tadding the demand for service in a manner quite unprecedented in our history.
Through these words a sense of purpose emerged which sent clear signals as to what the organisation was about, going
beyond that which was contained in our statutory mandate.

Mission Statement
Central Scotland Police at all levels is committed to upholding the rule of law throughout Central
Region and to exercising the policing function efficiently and with courtesy, integrity and fairness,
thereby maintaining and improving the quality of life for all citizens. It will constantly strive to foster
good relations with the public which it exists to serve, to respond positively to local needs, and by
adopting innovative policies, to improve the quality of service provided. As an employer,., it
undertakes to maintain a caring attitude to all personnel and to provide them with equality of
opportunity to enable each one to achieve their maximum potential.
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•
•
•
•
•
•

This statement, published after wide consultation, laid the foundation on which the force would progress to deliver high
quality services and tackle the critical issues impacting on the force.

•
•
•

Flowing from this statement of purpose were, of course, a number of key objectives which would require strategic
development in order to achieve the desired results. These focused on six main elements which were viewed as
intrinsic to the successful operation of the force. These were:

•
•
•
•
•
•
•
•

•

•
•
•
•
•

Quality of service;
Crime reduction;
Road safety;
Community safety;
Victims of crime; and
Personal performance.

•
•

New measurement mechanisms were developed in the form of performance indicators which also had the corollary
of encouraging greater accountability for actions, alongside responsibility and ownership.

•

•

Key policies were developed to address the issues of:

•

•

Quality of Service

•
•
•

The Justice Charter for Scotland was published as part of the UK Government's programme of ensuring high standards
.
of police service to the community. The charter requires Scottish Forces to set out and monitor targets for certain area
of service delivery. These include:

•
•
••
•
•
•
•

•
•
•
•
•

•
•
•

•
•

•
•

•
•

•
•
•
•
•
•
•

s

•
•
•

Response times to calls graded by controllers as requiring an urgent response;
Pick up times for telephone
to stations, both
and routine; and
The amount of time spent on foot patrol by police officers.

.calls

'999'

Owing to the diverse geographical area of the Force, the setting of one target response time, which would be
appropriate for the whole area, was unrealistic; consequently, three separate categories were defined. In Urban areas
were within target time. The
a target response time was set at minutes.
calls were monitored of which
respectively
figures).
other two, covering Semi Rural areas and Remote Rural areas achieved
and

10

3,494

99%

94%
94%

(1994

The desire of the public for a highly visible police presence is reflected in The Justice Charter for Scotland and in the
of surveys
the users of police services. Although this public desire is very difficult to satisfy with finite
man hours of foot patrols
police resources, the Force made a commitment to provide an overall Force target of
was
given
a
proportion
of this target and this is
per month. Each of the six Local Command Units within the Force
monitored on a monthly rotational basis throughout the year. The average monthly performance for foot patrols during
compared with
in
was
hours, which represents an achievement rate of

re,sults
1994

f-rom

5000

111%

5546

93% 1993.

An extensive programme of public consultation to elicit views on the actual quality of service being provided by the
monthly contact surveys with
force is an ongoing exercise using a variety of different methods such as postal
customers by operational inspectors and through the medium of a community consultation programme.

stuveys,

Performance Indicators

•
A number of performance indicators have been identified for each Force Objective and Operational Managers and

Department Heads are obliged to complete monthly returns to the Force Inspectors highlighting the contributions made
their area of remit.

vvithin
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Community Consultation
Local consultations identify local policing needs and each year a community survey is conducted in each police area.
The surveys seek responses in relation to policing needs and matters of concern. Issues highlighted are acted upon at
a local level.
Devolved Management

1992,
re,sponsive

the Force has been divided into six local command units, each with a local police manager of appropriate
Since
rank who has responsibility for day-to-day policing of his or her area. This ensures that police services are delivered
to local needs and aspirations, with central direction and support being confirmed to major issues
locally and
and matters of force-wide concern. Each unit operates in accordance with the Force Mission Statement and works
towards achieving the Force Objectives, with local objectives being set and local partnerships being forged to meet local
circumstances.
Information Technology
The power of technology to assist the policing function is given high status within the Force and major financial
investment in technology is part of the budget process. A force-wide computer network is well established providing
up to the minute information to all staff.
Management of Crime
Crime is not accepted as something that is inevitable and it is readily recognized as being capable of management.
Crime Management Services was formed within the force by enjoining the Criminal Investigation Department and what
principles of the Department are threefold:
was the Crime Prevention Department. The

g-uiding

•

•
•

To reduce the incidence of crime;
offer the highest quality of service to the victims of crime; and
To detect o enders and bring them to justice.

ni

ff

Community Safety and .

Partnership Working

As a senior manager within the force it was my task to develop a Community Safety Strategy which would make a
across the force area. To many
contribution to crime reduction and the development of safer
the task that lay before me was an unattainable panacea, however, in due course they were to be proved wrong.

conununities

po.sitive

effective

planning and
The subject of today's workshop is ensuring quality in police service delivery through
monitoring, and I would like to use my work in developing that Strategy as a practical example of how the mechanisms
of planning and monitoring can prove an effective management tool.
From the outset it was clear that any strategy to be effective would require to be based on a firm foundation of
This principle had already been alluded to in the Chief Constable's management philosophy, as
partnership
embodied in the mission statement. Its prominent inclusion was in clear recognition of the belief that whilst the police
service alone had a statutory responsibility to prevent crime, the many factors which contributed to it, lay out of the
direct control or influence of the police.

wbrking.

This belief was consolidated by the Scottish Office, when following a major review of Crime Prevention activity in
Scotland, they published a Strategy for the Nineties, which firmly advocated the partnership approach to Crime
Prevention.
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vvas also clearly recognized that the strategy to be pursued by the force would be driven by the belief that longer term
sustainability could best be achieved through the recognition that the prevention of crime and development of safer

It

communities was a task to which the public at large and all bodies and organizations whose policies could influence
crime, could make a contribution.

•
•
•

This philosophy was embraced within the Strategic Policy Statement of the Community Safety Department and
identified the principles which they would pursue in contributing to the achievement of the overall Force objectives.

•

Community Safety Department Strategic Policy Statement

•

cornmunities

Through the development of close working partnerships with the
across the Force and
in co-operation with statutory and voluntary agencies as well as the Private Sector, the Community
Safety department will work
the creation of an environment within which people may pursue
their lives and interests in safety, free from victimisation and the fear of crime.

•
•
•
•

•
•
•

•
•
•
•
•
•

tovvards

otu.

Through time this has become a core value of the Force and the hallmark of much of
activities. It was clear that
such a statement on its own would contribute little, other than give some sense of direction to the Department.
Achievable aims for partnership working were set:

•
•
•
•

•

•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•
•

me,asures;

to reduce crime by implementing sensible preventative
to provide young people with attractive alternatives to crime;
to strengthen the ability of communities to control anti-social behaviour by improving the quality of local
services and by supporting voluntary effort; and
to reduce the
fear of crime and improve the quality of life for the more vulnerable members of
the community.

commtmity's

This approach to effective crime reduction through partnership working is underpinned by the recognition that many
of the factors that influence crime, such as:

•
•
•
•
•
•
•

unemployment;
poverty;
alcohol/drug abuse;
boredom;
peer group pressure;
bad planning of the building environment/design; and
housing policies.

are the responsibility of other agencies.

worldng

The solution had to lie in developing close
relationships with those who had the policy and financial power
to tackle these issues at their roots. In Scotland, Local Authorities play a major role in the delivery of local services,
however, there was little recognition on their part as to their role in contributing to crime reduction and the
development of safer communities. In the absence of any statutory obligation to force recognition, reliance on goodwill
and moral obligation seemed to be the order of the day.
Building bridges on a foundation of sand is not an easy task and in due course it seemed sensible to second officers to
work full-time within the four Local
in our area, to create a firm foundation on which to develop this work.

Authoritie,s

Again a policy statement and objectives clarified the role and purpose.
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Local Authority Liaison Officer Policy Statement
In furtherance of Central Scotland Police, Conununity Safety Department Strategic Policy Statement,
the finiction of the Local Authority Liaison Officer vvill be to focus activity in two main areas, in
recognition of the Local Authority role:
As a major employer and consequently vic ti m of crime, contributing greatly to the overall incidence
of crime within the Force area.
and
As a major provider of services to the public, which may influence the nature and extent of crime
within the Force area.
To promote this activity the Local Authority Liaison Officer will work towards:
•

Encouraging Local Authorities to conduct regular crime audits so as to realize and be in the position
to address any problems revealed, thereby achieving full value for money in this area;

•

The situation where Crime Prevention and the development of safer communities is accepted as falling
within the Local Authority sphere of influence;

•

The acceptance of ownership of the problem of Crime and Community Safety, at Executive level
within all departments within the Local Authority;

•

The development of formal policies to underpin the commitment required to influence change;

•

The development of procedures to put effective policies into action; and

•

The promotion of the philosophy that Prevention can be an effective cost reduction agent in the long
term.

Further changes took place through the enjoining of the Criminal Investigation and Community Safety Departments
under the umbrella of Crime Management Services, in recognition that they provide complimentary rather than
competing roles and more importantly that crime is a concept capable of professional management.
As mentioned earlier, the development of a Community Safety strategy was only one of many key developments that «
took place within the force over a number of years. The issue of quality of service was something that could not simply
be ignored and put to one side as partnerships were developed and staff trained to undertake their new roles.
Significantly, the ownership of Corrununity Safety had moved from a specialist func ti on to being the responsibility of
the force as a whole, a position clearly reflected in the Chief Constable's Mission Statement and subsequent objectives.
The continued development of Performance Indicators by the Force Inspectorate in an effort to determine achievement
or otherwise of the force objectives was to present particular problems for me as an officer in charge of the Community
Safety Department, as most of the objectives of the force formed the core business of the Department.
New systems had to be developed to monitor progress and measure our contributions to the process. Significantly,
as most of the activities undertaken by the department took the form of a project, mechanisms were put into place to
ensure that these were properly planned and consistent with both the strategy and resources available to carry them
through. This mechanism proved highly successful in conditioning staff to plan and reinforced the clear sense of
purpose that was critical in delivering a high quality of service to the public.
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A number of factors were considered in the project specification which required authorisation by myself or other senior
manager before it could be progressed.

•

Project Specification

•

,i ••
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
••

•
•
•

•
•
•
•
•
•
•
•
•
•

Project Title
Project Aims
Project Justification and Research
Project Objectives and Relationship with Force Objectives
Operational Strategy
Resource Implications
Evaluation Procedure

Timescale

Coverage
Multi-Agency Dimension
Link to Alcohol/Drugs/Anti-Social Behaviour/Vandalism
Impetus/Origin
Officer Responsible

In conclusion, ladies and gentlemen, you may ask has all this planning and monitoring of progress proved a success.
becoming an actual victim
with only three persons in every
since
Crime has been reduced by over
of a crime of violence in the force area. As well as being successful with its prevention strategy, Central Scotland
of all crimes
Police continues to maintain one of the highest detected crime rates in the United Kingdom, with
reported to the police being solved, against a Scottish average of

20%

1000

1991,

57%

37%.
The pioneering work undertaken by the force through their close worldng relationship with Local Authorities has seen
the Force. This has led to

the development of major Closed Circuit Television Systems in three major towns within
significant reductions in town centre crimes, particularly serious assaults, with no evidence of displacement to other
areas. Sensible crime prevention measures contributing to the creation of a safe environment.

ff

•
•
•

A joint strategy to tackle the issue of persistent young o enders has been developed, attracting a million pounds of
over the next years. Other joint strategies focus on youth issues, racial attacks and harassment
gove ment
and domestic violence.

•
•

Public satisfaction surveys remain high and through the corporate approach Central Scotland continues to be a safe
place to locate and invest, live and work and, of course, visit, that is, if you ever get the opportunity to come to
Scotland and see for yourselves.

•
•
••
•
•
•
•
•
•
•
•
•
•
•
•
•

rn fimding

5

Thank you.
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Evaluating the Service Delivery of Police Agencies*

•

•

by

•

Barry Leighton"

•
•
•

•

Introduction

•
•
•
•

The purpose of this presentation is to support a discussion in which a framework can be developed for evaluating the
delivery of police services. Issues associated with evaluating the delivery of police services mark a well-trodden path
for both practitioners and evaluators and there is a vast academic and applied literature on evaluating police services.
of up to minutes, to set the stage for a discussion among all participants. This will ensure
I will make a
that we rea y do hold a workshop in the sense of full participation by all in the topic, to mutual benefit. I recently coon the evaluation of police service delivery. My conclusion from that
organized a small conference last
conference is that there have been very few advances, if any, over the past two decades in the art and science of
evaluating police organizations and the services they deliver.

•

Why Evaluate Police Organizations?

•

•

•

•

••
•
•

•
•
•
•
•

•
•

••
•
•
•
•

•
•

•

•
•
•
•
•
•
•
•
•
•
•
•
O
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pre,sentation

15
November

Why evaluate police performance in terms of the effectiveness of the services they deliver? First, the most significant
policing is the fiscal crisis of the state
trend in policing and one which may ultimately seal the fate of
police
at all levels of government. Police budgets are being reduced at a time when the public demand for
it
is
imperative
before
cuts
are
made,
is
growing.
But,
additional
services
demand
for
is
increasing
and
the
services
to have the best possible information available about what works effectively in policing, for what problems, and under
what condi tions. Otherwise, less effective services may be supported over other, more effective ones. In short, there
is a window of opportunity that is rapidly passing us by during which community policing can be implemented before
the fiscal crisis forecloses on this opportunity. If this is not taken advantage of, then policing may be driven back to
the inefficient and ineffective crime control, reactive model of policing.

cormnunity

-

-

wdsting

Second, we need to clarify the appropriate role for the public police, especially in relation to the core police functions,
competition between police and other public service delivery sectors, and the division of labour and competition with
the private sector. That is, who does what best wins the day.

Third, we should address other challenges to public policing under the community policing model, including the issue
the problem of
of the police response to local versus non-local crime problems. These include in
transnational crime resulting from globa zation of economies, the decline of economic sovereignty, and the emergence
of porous national borders.

particular,

li

•

As public policing tries to reform itself by moving beyond professional policing towards community policing, it has
reached a crossroads. This crossroads is where the varieties of policing forms and styles, currently bifurcated into

Revised version of a paper distributed for discussion at the Workshop on Evaluating Police Service Delivery,
Montreal,

November 2-4, 1994.

Dr.

Barry Leighton is Senior Criminologist, Policing, Policing and Law Enforcement Directorate, Solicitor General
Canada, and Adjunct Professor in Law at Carleton University and in Criminology at the University of Ottawa.
The views expressed here are those of the author and are not necessarily those. of Solicitor General Canada.
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public and private, professional and community, local and non-local might move into a myriad of overlapping,
specialized policing, from the "cottage" policing style of corrununity policing, with its quaint police boutiques
(storefronts, mini-stations), its diversity of contact modes (cops on foot, bikes, and horses), and its focus on the
neighbourhood and local community.
Fourth, there is the nee-d to identify problems associated with how services are delivered, including variations between
police officers, units, administrative areas and jurisdictions. The value of specific police activities can be determined
and improvements made where necessary, using training, reallocation of resources or other ameliorative steps.
Objectives for the level and quality of services delivered may be established with respect to police units and their client
communities.
Finally, information on effectiveness goes a long way to satisfy the consumers of police services, police funding
agencies and taxpayers, and police gove rn ing bodies and governments. That is, evaluations help to hold police
organizations accountable to the taxpayers.

Definitions and Questions
An evaluation of the delivery of police services is clearly a complex undertaldng. It routinely involves issues of
effectiveness and efficiency which, when assessed in combination, indicate the productivity of police performance at
both individual and organizational levels.
Effectiveness refers to the degree to which a service provided by the police is meeting its objectives while efficiency
means the degree to which the service is delivered at the lowest cost in terms of human and financial resources.
The broader concept, productivity, is interpreted here as the ratio of outputs obtained to resource inputs. For policing,
productivity may mean the ratio of crimes cleared to person-hours used, the ratio of responded calls for service to
person-hours, or police-population ratios.
Issues related to the effectiveness of police service delivery include at least the following questions:

•

What are the services police should deliver?

•

Who are the police clients and do they receive the services they require?

•

What are the standards for levels of service

•

How are police services delivered (j. e., the "quality" of services)? and

•

Are police services effective?

(L e., the "quantity" of services)?

The Measurement Challenge
When reviewing the traditional criteria for evaluating policing that have been used by the police and the public over
the pastS0 years or so we find that they have now been largely discreclited. Any use they now have are generally
unrelated to the question of effectiveness. Yet they are still widely used, largely because simple, alternative measures
have not yet been developed.
There are four traditional measures of police effectiveness and efficiency and a fifth which attempts to measure quality.
However, there is widespread agreement over the drawbacks to each.
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•

Crime rates only indicate the willingness of victims and witnesses to report incidents to the police and do not
provide an estimate of the real incidence of crime in a community.

•

Arrest rates indicate police activity vvith respect to some elements of crime control but they do not capture
other aspects of the police role.

•

Clearance/clear-up rates may measure the efficiency and effectiveness of police practices in solving reported
crime but, because they are so easily manipulated, they lack credibility.

•

The average response time to calls for service is meaningless unless it is differentiates between the types of
calls, particularly with respect to emergency and non-emergency calls.

•

The police-population ratio is often considered to be an indicator of workload such that additional officers
would be expected to facilitate quality because of greater amount of time available for each response. It would
also promote feelings of security and encourage people to report crime although, above some threshold, this
might be counterproductive because it increases the official crime rate.

Finally, it should be noted that less than half of all criminal victimization incidents are reported to the police in Canada.
Since crime rates reflect reporting rates, the public and media attention to official statistics under estimate the real
incidence of victimization and crime. Why victims fail to call the police (as part of the so-called dark figure of crime)
is therefore as important a question as why they do make the call.
These measures, which are identified with "professional policing," are now routinely contrasted with conununity
policing even though the criteria and measures for its evaluation are still being developed.

The Shift to Conununity Policing
The paradigrn shift from the professional model to cormnunity policing is well chronicled. The professional approach
treated the response to crime as a largely reactive response, whereas the community policing alternative balances this
up with a proactive strategy to solve the causes underlying common incidents occurring in similar times, places, and
circumstances.
With this shift towards community policing and business management approaches to policing, including TQM, its
successor in "continuous quality improvement", and re-engineering, one task is to examine what the traditional
measures tell us about police effectiveness under a commtmity policing regime when the public, the media, as well as
police governing and ftuxling bodies still misunderstand but continue to use them. The second and more difficult task
is to come up with new measures of police effectiveness.
But before doing so, we need to have a reasonably sound understanding of community policing. Ignoring all the
rhetoric, community policing may be understood quite simply as having two key strategies: (1) proactive problem
solving and (2) citizen participation. While both are now widespread they are often promoted separately. However,
each is a necessary but not sufficient condition for community policing. When combined, they are very effective,
especially when the community becomes involved in the problem solving processes of problem identification, priority
setting, and problem solving. Problem solving, often labelled "problem oriented policing," can be used by the police
to either keep the public marginalized or provide an opportunity for full community policing. The latter outcome is
because the most effective and efficient way of identifying, priorizing and solving problems of any kind is usually
accomplished with client participation.
Despite the development of community policing as a strategy and set of tactics, and despite its implementation, there
is still a lack of appropriate measures that can supplant the four traditional measures now widely used. The dangers
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of using the traditional measures and the unhealthy use of "league tables" which compare only such process factors
as clearance/clear-upiates, include that narrowing of the police role to focus on those activities which produce a better
performance relative to those

measures.
Roles and Objectives of Policing
Questions raised by the debate over community policing encourages a re-examination of the roles, objectives, core
functions or "mission" of the public police. What are the roles, objectives, functions or "mission" of the police?
The roles for police work must first be identified before an evaluation of the delivery of police services can be
conducted against those role,s because they can not be assessed for work they are not mandated to perform. When an
appropriate police role(s) is established, then their goals or objectives can be specified. These goals may then be
operationalized by specifying measurable outcomes in terms of specified police services to be delivered to specified
clients under specified circumstances. Finally, the intended and unintended impacts of these services must be

measured.
Turning back to the police role, police functions should be placed in the broader context of their role in society as the
formal agents of social control for the state. Accordingly, the police share responsibility for public peace and order
and, to the extent to which this is achieved, they are not wholly responsible for its outcome. This disclaimer
acknowledges that the police are not exclusively responsible for peace, order, and the absence of crime. They can
therefore be held only marginally accountable for the level of crime and for any ameliorative or deleterious impact their
services may have on crime. At most, they can contain or "manage" the crime problem. Accordingly, the police can
not be blamed or applauded for changing crime and disorder conditions.
While there are many views about the police role in society, the following is as good a list as any:
•

Ensuring public safety by preventing crime;

•

Ensuring public safety by controlling crime;

•

Maintaining order in civil society;

•

Providing information and non-crime related social services; and

•

Fostering feelings of safety and security.

We need not discuss here just how these five roles are performed. However, there are two elements which disting-uish
policing from other forms of social control:
•

access to the legitimate use of force; and

•

provision of a rapid-response, 24-hour availability of emergency services and an omnibus link to non-police
services.

The police role is often characterized as being complex, ambiguous and subject to a variety of interpretations. This
ambiguity is caused in part by unrealistic and contradictory public expectations which, in turn have led to two
contradictory, incompatible, double-edged, or even schizophrenic roles: as both "green berets" and as a "peace corps."
The occasional need for hard policing backed up by force and an efficient para-military organizational structure, largely
conflict with the much broader, more routine role now characterized by cornmunity policing. Despite this apparent
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incompatibility, there is widespread agreement in academic and policing circles over the five main police roles.
Support for this listing is found in research on calls for police services and in studies of police use of their time.

Measuring the Effectiveness of the Police Role
It is advanced here that the main criterion for a framework to evaluate policing is the intended impact of particular
police services and tactics on specified crime and disorder problems within a particular neighbourhood or community
during a specified time fiume. With this objective in mind, it is possible to establish an evaluation framework. Because
most of the elements included in this framework are standard, it is necessary to review only a few of them by way of
-

a reminder of their significance.

Focus of evaluation: With respect to the focus of the evaluation, the "unit of analysis," or the question of who and
what is being evaluated, there are usually only two main subjects of evaluation: the police agency (with various
organizational sub-units) and the individual level of the police officer.
When individual officers are evaluated, comparisons can be made between sworn officers, civilian employees and
volunteers or between ranks and specialities. However, at the police agency or organizational level, the focus may
be on comparing police units, including shifts and various organizational arrangements such as teams, and/or
geographical areas. The focus may be on the police agency itself or even go beyond that to the criminal justice system
generally or perhaps as it is found in a specific community, or in terms of a local police-community partnership in
community safety. Evaluations of police chiefs may, however, be a surrogate for an evaluation of the organization.
Because the nature and scope of the crime problem itself varies between neighbourhoods and cities, it is necessary to
gather baseline data in each against which evaluations can be undertaken of the effectiveness of police services. Where
geographical units can be matched for nature and scope of crime and victimization, comparisons can be made on the
effectiveness of the same services as well as on different strategies for delivering those services.

Types of services: The outputs must be specified, in terms of what the unit is delivering by way of police services
whose outcàmes result in an impact on a crime and disorder problem. The services or outputs provided to the public
as clients of the police (listed in section 7 of the "framework chart") reflect a widening of the net for those police
services demanded by the public and legitimized under the community policing philosophy. Indeed, demands by the
public and the criminal justice system for different types of services appears to be completely elastic.
Level of services (quantity): The level or quantity of services delivered must be established in relation to some
standard against which any evaluation of services should be conducted. There are at least four possible options. First,
equity in the services delivered reflects a sense of distributive justice whereby every citizen receives the same type and
level of service. Second, given that the incidence of victimization as well as the types of harm done to persons and
property are not uniformly distributed across the proverbial flat plain and victims differ in their inclinations to report
incidents to the police, then some types of services are delivered on the basis of need. Third, the demand for relatively
fixed or declining levels of police services is increasingly becoming open-ended, particularly when the demand is driven
by fear of crime and perceptions of heightened risk. Finally, a normative approach to the problem of the equitable
distribution of police services would identify norms in the levels of services within broad parameters. All four
approaches to the delivery police services have an impact on the degree of satisfaction with the police held by users
and potential users of their services.
Quality of services: An examination of the quality of services delivered by police connects to management practices
associated with total quality management (TQM) or continuous quality improvement. Under this approach to managing
the quality of outputs, attention is paid to a number of aspects of service delivery, including:
respect for client definitions of their needs over "official" definitions; provision of rapid service (although according
to priority); provision of courteous, respectful, honest and trustworthy style of delivery; and an emphasis on client
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••
satisfactions. Measures, at least for the third aspect, include a decreased number of proven allegations of bias or
misconduct by police officers as a proportion of the total number of officers. Codes of ethics for police officers may
define other areas of quality and provide one avenue for improving the quality of services.

Recipients of services: Any evaluation of police services must identify the users and potential users of services,
including victims, offenders and witnesses, with variation by age, gender, ethnicity, socio-economic status, and legal
status (e.g., individual, corporate). Recognizing the different categories of recipients of police services is important
because of their varying needs and wants. For example, elderly citizens may have fewer needs for most police services
but require contact because of comparatively stronger feelings of insecurity.
Evaluation Framework for Police Services
Having identified a set of roles for the police and an appropriate philosophy, orientation or approach to how they should
be delivered, then the types, levels, quality and other aspects of police services can be specified for evaluation in a
framework, as follows.

(1)

Objectives contained in the police role:
(a)
(b)
(c)
(d)
(e)

(2)

encouraging community participation/engagement
solving community crime problems

proacfively

individual police officers
agency unit
police agency/department/force

Inputs:

(a)
(b)
(c)

(5)

•

Unit being evaluated:

(a)
(b)
(c)

(4)

c,ontrol

Strategies of community policing:
(a)
(b)

(3)

to prevent crime
crime
to
to maintain public order
to provide non-crime services and information
to foster feelings of safety and security

-

financial resources annual operating funds (labour)
fixed financial resources (buildings, vehicles, computers, etc)
human resources: time, organizational structure (supervision ratios/span of control, etc)

Organizational prerequisites for tactics:
(a)
(b)

(e)

decentralizing human and other resources (geographically to clients where required)
decentralizing responsibilities
and dispersal, officer autonomy, flexible shifts)
integrating generalist officers (patrol and investigation) into teams supported by a few specialist
advisors and units, and with continuity across shifts

(delayering
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•
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•
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•
•
•
•
•
•
•
•

•
•
•
•
•
•

•
•
•

•

0 00 0

(a)
(b)
(e)
(d)

(e)

(t)
(7)

00 0 0 00lb0

(c)

(9)

24-hour, rapid response for emergencies such as life-threatening crime events and incidents in progress
response to non-emergency calls for service based on priority
apprehension of criminals, laying of charges
evidence gathering for prosecution and testifying in court protection of the public, including victims
and witnesses
solution of "hot spot" crime and disorder problems
involvement of the public in problem identification, priority setting and problem solving processes
accessibility and visibility to the public
information and services and links to non-police services
order maintenance in public places, including vehicular traffic

Quantity and Quality of Services:
(a)
(b)

0lb0 0 0 II

lb 0 00 0

(e)
(0
(g)
(h)
(i)
(8)

providing response to calls for service according to priority
targeting services to "hot spots" (places and times) and "hot persons" (victims and offenders)
engaging in problem solving for similar incidents
facilitating comrntmity contact and police visibility: through different types of patrol dedicated to same
area (motor, foot, bicycle) and other forms of presence in the community (e.g., storefronts/ministations/ community police stations), depending on the environment
facilitating participation of the community, client and other partners in problem identification, in
priority setting, and in developing solutions and assessing their impacts and success (e.g., through
community/neighbourhood/beat consultative/liaison/ advisory conunittees, town hall meetings,
volunteers, reserve/auxiliary police, etc), and ensure their input is used
obtaining ongoing feedback from clients, community, partners, etc., on their satisfaction with services

Services/outputs provided to the public:
(a)
(b)
(e)
(d)

lb lb

6 60

0lb lb

Tactics for delivering services:

0

(6)

level of service
level of service matched to standards of either
equity
(i)
(ii)
need
(iii)
wants/expectations or
(iv)
norms
quality of services
respect for client definitions of problems and needs
(i)
timeliness
(ii)
courtesy, respect, honesty, trustworthiness, integrity
(iii)
(iv)
client satisfaction
level of founded complaints by clients
(v)

Recipients of services: e.g.,
Delivery of police services to victims, vvitnesses and offenders by - •
(a)

(b)

legal entity (i)
individual
(ii)
corporate
socio-demographics age
(i)
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•
•
•

(c)

(10)

locale

-

gender
socio-economic status
ethnicity (and/or "race")

(i)
(ii)
(iii)

neighbourhood/community
municipality
region

(iv)

nation

•
•
•
•
•

(g)

(h)
(i)

(i)
(k)
(1)

•

•
•
-

O

reduction in victimization incidents for crime and disorder problems identified as high priorities by
the client

(b)
(c)
(d)
(e)
(f)

•

specified crime problems
specified public disorder problems
fear of crime
concern with crime

Impacts/outcomes of service delivery:
Performance indicators or criteria include

(a)

(12)

••

Target of service: e.g.,

(a)
(b)
(c)
(d)

(11)

(ii)
(iii)
(iv)

411
1111

conuntmities

reduced repeat calls for service from repeat addresses
overall increased reporting of crime
increased reporting of hitherto unreported incidents
increased reporting of information/intelligence by the public
increased criminal cases solved or otherwise cleared
"hot spot" problems solved
increased and more accurate knowledge of client community by police officers
increased police-citizen contact
more accurate lcnowledge of police and crime issues by the public
increased satisfaction with the police by their clients (victims, vvitnesses,offenders), the community
they serve, and the public at large
increased police officer job satisfaction

Efficiency measures:

(a)
(b)
(c)
(d)
(e)
(f)

(g)
(h)
(i)

human resources (officers or hours worked) allocated to police work (e.g.,responding to calls, patrol,
problem solving) as a proportion of total police human resources
average response time to crime emergency calls under a target time as a proportion of all crime
emergency calls
charges laid as a proportion of all victim incidents (from victim surveys)
charges laid as a proportion of all crime-related calls
charges cleared as a proportion of charges laid
changes in rates of officially reported crime
time spent on problem solving as a proportion of total work time
time spent on proactive police-citizen encounters as a proportion of total work time
cost-population ratio
cost per unit of service

•

•

•
•
•

•

•
•
•
•
•

•

•
•
•

•
•
•
•
•
•
•
•
•
•
•

•
O
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Conclusion

•
•
•
•

This brief paper has attempted to draw attention to some of the issues associated with evaluating the effectiveness of
police service delivery. The mere listing here of impacts or outcome measures is clearly not adequate for an analysis
of their relative merits; nor does it do justice to the wealth of experimentation with various measures attempted by
researchers.

•
•
•
•
•
•
•
•
•

If there is one message to be stressed here on the effectiveness of the services police agencies deliver to their clients,
then it is that evaluation studies must rst establish the police role and the services that follow from those roles. Within
this context, there are two main standards against which evaluations should assess the effectiveness of services: against
the priorities for crime and
(a) the baseline of criminal victimization rates derived from victims surveys and
disorder problems established by the police in partnership with the community they serve. For the latter, the question
remains over whether it is sufficient to rely exclusively on the perceptions and satisfactions of the parties involved in
the delivery of po cing services to their clients as to the effectiveness of those services. Finally, to reiterate an earlier
point, the methodology used for evaluating police services must focus on the intended impact of particular police
during
services and tactics on specified crime and disorder problems within a particular neighbourhood or
a specified time-frame. Only when focused evaluations of this kind are conducted, as building blocks, can the overall
effectiveness of policing be evaluated.

••
•••
••
••
••
••
••
••
••
••
••
••
••
••
••
••
••
•
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Research in Policing
by

•

•
•

Jane Hirst*

•
•
•
•

The Police Research Group in the Home Office was established in
to undertake research for the Police Service
in Britain, which has a long tradition of embracing new notions and practices, and has been an eager and long-time
customer of research. But, after not much more than three years, the Police Research Group can be no more than
relative newcomer in the police research. It has been preceded in the field by other mainly disinterested observers
external to the police service
academics, institutions like the Home Office Research and Planning Unit, and
independent think tanks and institutions like the Police Foundation. But, a continuing and long tradition of research
in individual forces best demonstrates the value the police in Britain give to research.

•
•
•
•
•
•

During
I
a survey and follow up study of research occurring in the Police Service in Britain. That
study
the assured role of research in the Service. All the respondent forces
of the possible
in the UK)
claimed to have a research capability. At that
we estimated that a minimum of
million a year was being spent
by individual forces on their research effort, and about
officers (civilian and sworn police officers) were employed
across Britain in dedicated departments. There are additional resources hidden in divisional budgets and other
Headquarters departments, that are devoted to research, suggesting that a figure of
is a significant underestimate
of the resources devoted to research by the service.

•
•

Yet, all that research effort is undertaken under a range of different titles, that commonly ignored the word "research."
These included:

•
•
•

•

•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•
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•
•
•
•
•

policy and planning;
corporate development;
performance review;
development and inspectorate; and
in the management oriented units management services, management support and management and technology.

Such diversity of nomenclature suggests a diversity of approach. This is further reflected in the detail of types of
research undertaken. I have categorised these under the following headings:

•
•
•
•
•
•

Social science research;
Administrative procedures;
Equipment choice;
Policy evaluation including;
Performance review; and
Management and/or organisation review.

All these activities fall under a broad definition of "research" as "finding solutions to problems across all force
functional
But they vary remarkably in emphasis and in sophistication, and in the skills demanded of their
practitioners.

boundaties."

* Jane Hirst is with the Police Research Group, Home Office, UK.
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Social Science Research
At one extreme of research activity is social science research. By social science research, I mean the type of work
where issues are investigated using the statistical and investigative research skills of social scientists. In jargon terms,
they test a hypothesis to produce analysis and attempts to explain cause and effect, or how things happen as they do.
Such research quite deliberately takes no overt policy stance, although policy makers can use the findings as input into
their analysis and implementation. It's the sort of work you expect out of universities and research institutions, but
not really in a police force. One force in England concentrates its research in this manner. It recndts staff with
specific and high-level skills acquired through University social-science training, and the force that conducts this
research deliberately selects its staff (all civilian) to ensure a coverage of the main social science disciplines with a
relevance to police research. A couple of other forces have the sldlls to undertake similar work and produce some,
but not all their work, in this vein.
The one UK force research department that does specialise in this way basks in a reputation for intellectual excellence
that matches that of many a tertiary institution. But a c,onunonly expressed view within the British police service is
that this approach is somewhat more academic than is appropriate; and that the returns to an individual force from such
a research investment are small. The skills required for this type of research are not normally part of the
omnicompetent officer's portfolio of skills, and any force seelcing to pursue this route must make a deliberate
recruitment decision as well as a policy decision.
Administration
At the other extreme of the spectrum of research sophistication are simple administrative taslcs. In about 65% of
forces, the process of deciding on administrative change within the force is defined as 'research' and falls under the
remit of the research department. Thus it is that the research department redesigns forms and in some cases is also
responsible for preparing force orders.
Equipment Choice
A similarly sometimes simple task is the technical and costing appraisals of possible new equipment. Many observers
would argue that this work, undertaken in all forces, is evaluation; but in some forces it is regarded as an important
component of 'research.' Such investigations themselves vary in their degree of sophistication, and range from making
decisions on the issue of torches powered by rechargeable batteries, to consideration of the purchase of diesel vehicles
or the appropriate kit for equipping the force control room. The more elaborate decisions involve undertaking a
feasibility or pilot study prior to the major expenditure. Clearly such work contributes to operational effectiveness and
budget management of a force.
Policy Evaluation
Most forces, however, require a more direct link between research and practical management, administrative and/or
operational policing issues. Many forces use their research departments to weigh up and investigate options for policy
change or operational practices. It is common for the research department to consider longer term force-wide planning
ventures, for example for staffing reviews and management reorganisations, and in the cost-cutting brave new world
of the '80s and '90s in Britain, there have been many such reviews. Shorter term policy issues are also sometimes
dealt with within the research department, though decisions on strategic approaches to Crime Management (do we try
out this new burglary scheme, or this way of monitoring the time spent on inclividual surveillance operations?) are more
likely handled by the relevant operational policy department.
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Performance Review

•
•
•
•
•

One subset of policy evaluation work has been that on performance review. Mr Burns spoke yesterday about the
'reform' programme in UK policing. One important side-effect (spin-off?) has been the mandatory adoption and
implementation of a range of management indicators by UK police forces. Research departments have been in the
forefront of developing force methodologies for collecting these measures to enable forces meet their review, inspection
and evaluation responsibilities. Research has guided forces in deciding in principle how to embrace the review process,
and, in practice which measurements to adopt, and how to implement the monitoring. This work has included
performance indicators, qua ty of service measures such as customer and staff satisfaction surveys and, more recently,
reports of activity analysis. At one time, this work was the major force research interest. Many forces have now
devolved these responsibilities to specialised departments but at least a quarter of forces still include them under a
research head.

•
•
•
•

•
•
•
•

•
•
•
•
•

•
•
•
•
•
•
•
•
•

•
•
•
•

•
•

•
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Most of the research undertaken by the official force research departments is therefore driven by and sets out to meet
force demands for management, operational or policy guidance. It is undertaken by a mix of sworn officers and
civilian employees. The surveys showed real differences in the reasons for recruiting civilian and police officers to
research
While civilians were chosen for their skills, and in practice received little on-the-job training, the police
officers were chosen for career development purposes, and spent the first six months or so of their usually three year
were
tenure in the post being trained and learning to meet the demands of the job. But whether the research
bought in or home grown they are developed to meet these specific types of force requirements, for practical solutions
other types of research,
to practical problems. The skill profile thus developed often precludes forces from
either the more technical, or the more technically statistical.

role,s.

sldlls

undertaldng

At the same time, it is noteworthy that force concerns over many of these matters were created not from within the
or
The same external
service but from external agencies such as the Home Office, the Audit
impetus
apply to all forces and over a period of time, almost every force will address the same externally imposed
concerns. The expertise in different forces will mean, however, that the quality with which they deal with these issues
will be variable. There may be differences in the rate of take-up. Some forces are innovative and experimental and
and choose
in fact lead the push for change. Many are reactive and reluctantly follow. A few are deliberately
either to resist change, or more constructively to wait until change has been adopted in other forces, and then to imitate
those changes. Much of this imitation will be based more on geography than on the excellence of the example that is
emulated.

Corrunission HMIC.

vvill

luddite

With all this force research activity, we had expected to see duplication of effort in force research. Co-operation to
a common refrain. In fact we found no examples of duplication of effort
prevent duplication and curtail costs had
suggested that
questionnaire
other than that resulting from ignorance. Initially, we had been misled. The
duplication of research between forces was rife. Recurring topics identified at that time included all the main
to name but
management issues mentioned above like performance indicators, administrative support units, and
three; all are topics if not initiated by them, at least popularised by external agencies.

be,en

1992

strrvey
BCUs

•
•
•
•
•
•

But recurring topics do not necessarily imply recurring work. The methodologies, emphases or perspectives of the
research could and did vary between forces. The research topic may have been duplicated within forces but the various
research programmes were often unique to each force. For more than one force to list the same topic is a necessary
but not a sufficient condition to imply that the work was duplicated. Most frequently it occurs that each force has been
undertaking a unique study of that topic in its own context, e.g., each force is deciding how to apply central
government policy initiatives to their particular local circumstances.

•

There is one breakdown/ classification of research that can be useful when applied to police research. The three
are:

••
•
•
•
•
•
•

he,adings
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(1)

Innovative research: This is non force-specific. It includes social science empirical research and encompasses
such projects as developing performance indicator surveys or a methodology for analysing force activity;

(2)

Development: This involves tailoring, developing or modifying existing research or policy. As such it is
usually force specific. Under the heading of developmental research fits most of the policy evaluation work
that force research departments undertake and also the application of existing packages to a force specific
environment; and

(3)

implementation of the research findings. It would also include the administration
Application: This
component of work earlier described.

involve,s

ff

ff

The usefulness of categorising research activity lies in the di erent degrees to which di erent types of research are
force specific and/or can be generalised. The more force specific is the research the less likely it is to be duplicated.
Most force research fits into the categories of development and application. As they are more force-specific, it is,
difficult for these types of research to involve any true duplication. These types of research are consistent with the
emphasis on policy and evaluation work that was explained earlier. This is the work that delivers each new
development to the service. It must be force specific.
But what of the innovative work? I have suggested that, in Britain, little innovative work is undertaken formally in
forces. There is some ad hoc work e.g., various award schemes support individual research initiatives by sworn and
civilian public employees, and schemes are in place to inform the police service of work that has been undertaken
elsewhere, either in the service or more widely. The Police Research Group holds such an information database on
police research incorporating information on what police forces are investigating and on completed work, both in the
UK and abroad. Consultants play some part. Most forces use them, but less in their role of innovators, than to solve
Most forces consult these resources in support
an analytical conundrum for which the force lacks the specialist
to
of their developmental research, rather than path-breaking new work. In truth, most lack the resources and
"innovative" front-line research. It is not that they are reluctant to consider new ideas, or to experiment with
new practices. They simply lack the ability to get things moving themselves.

sldlls.

sldlls

tuxlertake

PRG

ll

is not the only agency that does
Accordingly, it fa s to external agencies to undertake innovative research work.
this work, but I shall conclude this presentation by examining the ways in which the police research group as an
with the police service can decide on a work programme, undertake
example of a centrally funded agency
research, and in some instances assist the service to implement the recommendations of that work. I shall concentrate
strategy that we pursue.
on the broad

worldng

res'earch

PRG

undertakes research programmes, rather
First of all, notwithstanding those rare exceptions that always occur,
than individual research projects. This ensures a consistency and structure to the research agenda.

ACPO

committee responsible for that programme topic.
Secondly, the programme is developed in partnership with the
we
can
identify
and
choose
a
portfolio
of projects that best meets service needs.
In consultation with the police service,
Take for example our main programme area of Police Operations against Crime. The police policy responsibility lies
with
Crime Committee. The work falls under three functional headings.

ACPO

There is the work on strategic approaches to crime. This is a programme of studies that looks into various innovative
ways to improve operational effectiveness in crime management. Many of the studies concentrate on an experience
in one or a few forces only; but as an example or examples that can be duplicated elsewhere in the service, rather than
as an exclusive study.
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A second and smaller set of work relates to the skills that the service requires to deliver effective crime operations.
These relate for example to issues such as police competence in giving evidence in court, and the skills required for
specialist investigative interviewing. They were chosen with the notion that they would recommend policy changes
that could be written into peak-level (national) training strategies.

•
•
•

•

The third set of work relates to the resource management aspects of operations against crime. In many ways this area
of work most closely matches that forces themselves seek to undertake. Yet, the difference is that
sets out to look
at issues in global terms. For example, there is one project that studies some aspects of force reorganisation. Rather
than examining the specific issues of force reorganisation in
project looks at the issue
Constabulary, the
of force reorganisation in general
seeking to draw out general conclusions which can be applied to the particular
of every constabula or police force. That work has been referred to by forces the length and breadth
of the country as they decide the stance they will take in a new force restructuring.

•
•

PRG

•
•
•
•
•

circtunstances

PRG
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We produce our research findings in the form of a report which is widely circulated within the service. Most of our
reports, and all our report summaries make specific recommendations for the service. Occasionally, we work more
actively
the service to implement a range of innovations into police practice.

•

•
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After a research project had suggested ways that forces could
to curtail the incidence of repeat victimisation,
we established a pilot project in West Yorkshire in Huddersfield to test the proposals in a site which became a model
forte remainder of the service. Similarly, important elements of an experiment into the management of a Division
focused on pro-active policing strategies rather than reactive ones, while shaped for its host force, could and has been
widely accepted and incorporated into force practice across the service.
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PRG

Westshire

By involving the service in choosing the programme components,
seeks to meet service requirements. Many
projects are suggested to us with relevant forces already keen to become involved in the work. Even when we must
request access to a force, we never receive less than acceptance, and more o en active and enthusiastic support for
our work. Individual forces benefit from the research; where the work involves action research, those few forces that
test innovative new operational or management initiatives, hopefully gain the first advantages of any new schemes.
Other forces benefit from the example of the research or the conclusions or recommendations of the projects.

•
•
•
•

•
•

ternis,
ry

.

There is no simple answer to how effective the work is. The autonomy of British forces and their individuality in all
matters means that we would never expect to see the same practice or procedure implemented service-wide in any
after the ink has dried,
detail. But
was in at the birth of these projects, and by continuing to work with
we can at least allow the service their best chance of deciding whether or not they wish to follow the research
conclusions. Perhaps, the success of our approach is demonstrated when many forces examine, and consider the
of the initial research we have published. And our ultimate accolade occurs when they
findings and
probably adapt it and them implement it to their own purposes.

ACPO

ACPO

recorrunendations
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Training and Executive Development in the RCMP
by
Frum Himelfarb*

Introduction
It has become almost obligatory to begin any presentation by talldng about change and complexity, how we are all
having to find ways to cope with an unprecedented rate of change and a future for which the past provides less and less
guidance. This paper, too, begins here, that is, with the issues of change and complexity. The police, in many
respects, are on the front lines in dealing with the consequences of this turbulence and are sought out by people in
communities to help them cope.
The reflourishing of conununity policing is testament to the awareness among police that their orientation to their
enterprise had to change to accormnodate new realities. Certainly, community policing is not a new concept, but never
before have its essential concepts been as important. Sensitivity to and partnership with diverse communities, joint
problem solving, continuous learning and improvement increasingly define policing. Inevitably, then, social
transformation has demanded and, in fact, led to the transformation of policing and this, in turn, has led to f-undamental
reform in how police organize themselves for delivery.
In this context, training has taken on heightened significance. Successful organizations, over the past decades, have
been those that increased their investment in training, even while they were streamlining themselves. Training, the
argument goes, is essential for providing employees the sldlls they need to do their work and manage change, and the
executive, the sldlls they need to lead the organization into the future. But, results are mixed. The issue of training
effectiveness remains controversial. What seems clear is that the answer is not simply more training. If training is
to deliver on the promise, then our approach to it must itself be transformed. Training must be self-consciously futuredirected and designed to reflect the organization's aspirations rather than to reflect its past.
In the past, training was generally designed on the basis of detailed analyses of rules, functions, tasks and disciplines.
For example, police would be provided lcnowledge of law and policy, a range of sldlls, from firearms to interviewing,
and lmowledge of specific procedures, all thought necessary for the effective discharge of the police officer's duties.
Managers were given training on how to plan, organize and control police in these duties. Not surprisingly, in these
changing limes, such training has increasingly come under attack. Critics — and research -- suggest that skills training
was not preparing people for the real demands that real clients would place on them or for contributing to the
transformation that their organizations were undertaldng. Those police and police managers who were succeeding,
who were malcing a difference, seemed to be doing so because they possessed key attributes unrelated to what was seen
as important in training. The leaders, at all levels of the organization, appeared to be those who were gifted in problem
solving, driven to excellence and self-improvement, guided by values, at ease in te,ams, adaptive in changing
circumstances and able to inspire others. Somehow, it would seem, training standards and performance requirements
became detached.
This has led to a fundamental rethinldng of the very premises of professional training. First, it became increasingly
recognized that training had to be shaped by an understanding of the organization's aspirations, its mission and vision.
Second, and the focus of this paper, it has become increasingly accepted that training should not be shaped by job
descriptions, lists of functions, duties and taslcs. In our world,the job is changing too fast and varies too much from

* Dr. Frum Himelfarb is Training Director, Royal Canadian Mounted Police.
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•
•
•
•
situation to situation. Knowledge is evolving too quickly. Old tasks are being eliminated through re-engineering,
restructuring and renewal. New tasks are being added, and often created on the spot in novel situations. The key for
the future, for all levels of the organization, is to nurture the competencies necessary for effectiveness and
requires an understanding of these competencies of what it takes for success.

— titis

—

Two pillars of training renewal in the RCMP therefore, are: training is shaped by the RCMP's vision of communitybased, problem solving policing and is based on an analysis of the core competencies for effectiveness. In fact, these
two principles a vision-even and competency-based approach have allowed organizations, including the RCMP,
to integrate programs across human resource management, from recruitment and selection, through training, to career
management and performance appraisal. Thus, training is one component of an overall human resource strategy.

—

--

While this presentation will focus on executive development, the approach to training renewal in the RCMP requires
some appreciation of all aspects of RCMP training renewal.
RCMP Training Renewal
In

1990,

the RCMP launched an integrated four point training initiative to reform the:
Cadet Training Program;

(2)

Field Coaching Program;

(3)

Management/Executive Training Program; and

(4)

In-service Training Program.

•
•
•

••
••

A working premise for all elements of the initiative was that while the RCMP was committed to enhancing its
investment in training, all change would have to be implemented within currently available resources. In fact, a
number of the changes yielded significant savings which in twit allowed reallocation of resources to new directions and
higher priorities.

The Framework
As a first step, a training framework was developed reflective of the RCMP's mission and this in turn helped to define
core competencies. The framework and competencies were produced through a comprehensive survey within the
RCMP, and comparative assessment of similar work
other police jurisdictions, particularly recent work of the
Ontario Solicitor General on strategic learning requirements and of other government departments (e.g., Public Service
Commission) on competencies for managers and leaders. The result was a model of policing that now guides all
training in the RCMP, CAPRA, and a model of organizational transformation that sets out the leadership
responsibilities across the organization.

vvithin

-

••

•
•

(1)

CAPRA

•
•
•'
•
•
•
•
•

The Model

The CAPRA model is an operational application of the RCMP's vision and mission; it combines the RCMP's
commitment to communities and clients, problem solving in partnership and continuous learning (see Appendix).

C.._,_- -_ _Clients
Police assess and define problems through understanding the needs and expectations of diverse clients. For policing,
defining and understanding clients is not only critical, it is also almost invariably complex. Police, in support of the
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rule of law and fimciamental principles of justice and human rights, serve the general public and its needs as reflected
in the Constitution, law and policy. As a key part of the justice system, the police serve other components of justice,
the prosecution, the courts, the systems of corrections and conditional release. As part of the conummity, the police
serve diverse corrununities, sub-components of communities, and of course citizens, whether as callers for service,
participants in incidents, bystanders, victims and witnesses, sources, suspects or offenders. As part of public service,
and given the unique roles of the RCMP, the RCMP often serves other departments and agencies of goverment and
like its government partners, the taxpayer.
Effective policing requires an understanding of the diverse and changing needs of the full range of clients in any
particular situation and the ability to integrate or balance competing interests.
Acquiring_ancLAnalyzing Infomiation
Key to effective policing, especially in our information society, is the effective and efficient collection, organization,
analysis and documentation of information to specify and address problems. The RCMP acquires and analyzes
information of dramatically different kinds from various sources and within a formal framework of laws and policies
that define the limits to intrusion, the procedures for overcoming those limits as necessary and appropriate, and the
requirements of evidence and accountability. Furthermore, given its information dependency, the RCMP provides an
automated information environment for information gathering, input and access.
Effective community policing requires information beyond a specific case at hand or incident. Conununity policing
requires information on patterns of crime, community profiles, client/community perceptions and expectations, services
available, etc. In sum, problem solving for conununity policing requires the ability to acquire, organize and analyze
diverse data from diverse sources, identifying priorities and patterns, and creating and maintaining records in a manner
compliant with law and policy.
P = Partnership

Given the RCMP's client perspective and the growing complexity of the issues it addresses, an increasingly important
dimension of police problem solving is the development and maintenance of appropriate partnerships and strategic
alliances. At a minimum, increasingly complex police problems require multi-disciplinary teams that bring together
various slcills, often both civilian and operational members and increasingly from both police and non-police agencies.
As well, partnerships now include more specific clients, community groups and their representatives, in the form, for
example of advisory conunittees.
Thus, if we are to develop approaches that are effective and responsive to clients, it will be increasingly important to
develop partnerships that bring together the appropriate lcnowledge, skills and resources for problem solving.
R=. Response
The evolution of new technologies, effective partnerships and the conununity policing philosophy have all served to
expand the array of responses available to the RCMP. While in the past, responses may have often been driven
primarily by the law, policy and procedure, a client-centred approach to problem solving requires that responses be
shaped by clients' needs, though, of course, they continue to be framed by law and policy. Thus, the line between
an appropriate response and a matter outside of such responsibility blurs. Rather than simply asking what might be
done given the law and police policy, then, the police ask also what might be done in partnership to meet clients' needs.
Police mandate and powers are a resource for problem solving.
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Enforcement is one possible response. Service, crime prevention, protection are also possible responses depending
on clients' needs, and, most usually, some combination of responses will be required. All police responses, not just
prevention, fall within the CAPRA model.
Thus, planning and implementing the appropriate response will require not only an understanding of police duties,
responsibilities and powers, but also the principles that must guide the use of discretion, and, increasingly, the role of
police in supporting non-enforcement responses.
A

=

The RCMP adopted a model of organizational transformation that recognizes that renewal is a shared responsibility
across all levels of the organization and that the core competencies required to achieve the RCMP vision and mission
and the transformation of the organization were essentially the same across all levels. These include integrity,
leadership, client orientation and service delivery, action management, interpersonal relations, communication skills,
continuous enhancement and thinldng skills. The concrete expression of these skills of course varies vvith the formal
responsibilities assigned to the members. The four leveLs identified were: individual performing a function; supervisor
of a unit of work; coordinator of multiple units of work; and corporate responsibilities. Core competencies, then, were
those deemed necessary to deliver CAPRA and to transform the organization and the individuals within it.
All of these competencies were broken down for the four levels as follows:
Performs Job_Function
What is necessary for high levels of personal achievement consistent with CAPRA?
What is necessary for personal transformation and improvement consistent with the RCMP vision and mission?

•
•

a

T hilt

of Work

What is necessary to achieve effective team leadership consistent with CAPRA?
What is necessary to lead small group transformation consistent with the RCMP vision and mission?
Coordinates Multiple

•
•

Units_otWork

What is necessary to lead and integrate inter-group action consistent with CAPRA?
What is necessary to lead organizational transformation in large and diverse organizational units?
Corporate Responsibilities

•

••

•

•

The_Organi7a1ion Tra.nsformation_Model

Supervises

•
•

•

Assessment_

Increasingly, effective policing demands approaches and techniques for ongoing assessment that promote continuous
improvement and learning. Complementing traditional approaches to audit and evaluation and management review
will be the commitment of each member continually to review and learn from each problem solving proce,ss. Policing
in modern society must build in processes of adaptation, promote flexibility and instill the commitment to learning.

•
•

•

What is necessary to le,ad an organizational transformation exercise in defining new directions, inspiring
organizational comrnitrnent, setting in place the necessary change and accountability processes, building the
requisite organizational partnerships and alliances?

The table in the appendix demonstrates the results of this core competencies exercise.
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Program Components

•
•

The Cadet, Field Coaching, Management and In-service Training Programs all have been or are in the process of being
revised in light of the CORE competencies.

•

Cadet Training Program

•

•
•

•
•

•

•
•

The first major product was the reform of what was Basic Recruit Training to a new Cadet Training Program. The
Cadet Training Program is a six month, residential training program which provides a controlled environment to teach
to deliver quality service to clients and communities.
the basic skills and

lmowledge

Del ivery Methods

•
•
•
•

Curriculum and delivery methods were changed based on the competencies. To implement an integrated, problembased approach, the RCMP initially worked with advisors from the McMaster University's Medical School Faculty
who had been
with a
based problem solving model for medical training for twenty five years.
Community representatives were also involved in the design of curriculum materials and continue to participate in
delivery.

•
•
•
•
•
•
•
•

The RCMP Training Academy staff were restructured to deliver a client-centred, rather than discipline-based
curriculum. The client-centred curriculum was designed to teach policing through integrated, life-like situations where
the needs, expectations and demands of clients vary. The curriculum is based on principles of adult learning and
emphasizes self-discipline, responsibility for one's own learning and accountability. The program is geared to learning,
not teaching, and trainers have been retrained as facilitators
an emphasis on
problem solving, negotiation
and consensus building, and moral reasoning as well as learning methodologies such as research, debate, group work,
and coaching. Of course, a core of skills experts were retained, though even skills training has been integrated into
the training scenarios.
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Assessment

te,am

Prlacess

The assessment process is ongoing and multi-faceted including written, oral, demonstration performance and role play
methodologies. All
methods assess the competencies defined as core to policing and these cover conduct,
knowledge and performance. The professional standard of performance expected for each competency is defined in
behavioral terms and these standards are provided the cadets at the outset of the program and form the basis for self,
peer and facilitator assessments.

asse,ssment

Cadet_Status_and Entry Requirements
le,arner,
promoting

vvith
allovving

new entrants were required to bring
them
In keeping with the shift to greater responsibility for the
demonstrated competency in First Aid/CPR, keyboarding, and PARE; that is, what had previously been training
the
greater individual responsibility, but also
objectives became entrance requirements, not only
cadet program to focus more on core competencies. A new cadet status was created so that recruits would have to
demonstrate their suitability for policing as well as competency before they are hired as members of the RCMP and
receive peace officer status and pay.

Eield_Coachinerogram
The RCMP Field Coaching Program is a six month training program where newly hired members get six months of
opportunities with gradually reduced supervision to practice the skills and apply the knowledge learned at the Training
Academy. The program provides opportuni es to the member to do or update an existing community profile and to

ti
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comtnunity

learn about
groups, agencies and departments within the detachment to which they are assigned. The Field
Coaching Program was redesigned to build on the Cadet Training Program. The same competencies as those assessed
in the Cadet Training Program are assessed in the Field Coaching program.

In_Service_Training_Program
de,signed

The RCMP in-service training program is
to provide refresher training and specialized and advanced training
to its members. The RCMP provides federal, territorial, provincial and, to a lesser extent, municipal police service
and, therefore, training must cover all elements. The entire in-service training program is being revised consistent with
the core competencies but also to support continuous learning and specific competencies required for specialized tasks.
Also, new technologies have provided the opportunity to strengthen reach and timeliness of training in the most costeffective manner.
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Tvianarment and Executive Training
Parallel to the Cadet Training Study, the RCMP undertook a study of management and executive training. The
objectives of the review were to:
(1)

specify the core competencies for RCMP management;

(2)

establish selection criteria and processes;

(3)

identify and nurture future executives

(4)

revise all training to address the core competencies; and

(5)

implement a continuous learning approach to executive

dev. elopment.

Clearly, the renewal of management and executive training was based on the almost axiomatic notion that
organizational transformation had to be led by a management cadre committed to the new directions and equipped with
the competencies necessary to lead organizational change, exemplify organizational values and nurture and sustain the
human competencies that underpin all other RCMP training.
Training must explicitly address the challenges, opportunities and constraints confronting the RCMP in the achievement
of its mission and provide its personnel with the
and
necessary to meet the challenges, seize the
opportunities and overcome the constraints.

sldlls

lmowledge

Supervisors, managers and executives must form an integrated management team that can assist RCMP personnel to
respond to changes while ensuring that the RCMP remains efficient and client-centred in its service. The abilities to
learn and adapt are central to quality performance for all levels of personnel.
In the past, an organization was thought to be well-managed if it was effectively controlled through a clear chain of
command and division of labour, precise rules and procedures, and centralized systems to manage resources and
monitor compliance. Managers, then, were judged on their ability to direct, organize, manage resources, identify and
resolve problems, and represent the organization. Management training focused on knowledge of laws, rules,
procedures and systems, and on
related to control, direction and presentation.

sIdlls

Current management theory proposes a different model. A well managed organization is one which provides quality
service and value for money to its clients. It is innovative, flexible, and adaptive, able to anticipate client needs and
respond to change and diversity. It is driven, not by process, procedures, or systems, but by a commitment to service,
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and a clear vision of who the clients are, what constitutes quality, and what core values and principles guide the
organization's pursuit of quality. Managers are judged on their ability to lead through articulating and communicating
a unifying vision, empowering all components of the organization to pursue quality service and promoting continuous
improvement and enhanced accountability through client-centred service and performance standards and measures.
In this context, management training would focus on knowledge of environmental and public policy trends and on skills
related to leadership, promoting unity of purpose and a
environment characterized by commitment to service,
teamwork, innovation and creativity, professionalism and accountability, that is, an organization in which all employees
have the knowledge, skills, information and authority necessary to serve their clients, and the opportunity and incentive
to learn and improve continuously.

•
•
•
•
•
•

If one views the traditional "control" and new "service" emphases as end points along a continuum, one can say that
wh e both have their place, organizations must, to be
move towards service and away from control. As
part of ils renewal strategy, the RCMP has adopted just such a management philosophy and is developing its training
program to support the new approach. Training must provide supervisors, managers and executives with the
core of management knowledge, skills, personal attributes and values that they need to perform effectively. Beyond
will depend on the qua ty of their relationships with the people they lead, with their clients, and with
this, their
the RCMP. The continuing learning and career development needs of supervisors, managers and executives should
these
therefore be devoted to building and constantly improving these relationships. The RCMP has, in keeping
principles, developed a new policy framework for management and executive training.

•
•
•
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Policy Statement

(1)

individuals to contribute to some extent to their own development.

•
•

(4)

•
•

•
•

•

•
•

•
•
•
•
•
•

The RCMP will provide opportunities to supervisors, managers, and executives for continuous personal and

.,-f,professional growth and development to maximize their effectiveness as managers.
(2) Learning and development are viewed as an essential investrnent in people but the organization expects

(3)

•
•
•
•
•
•
•
•
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successf-ul,

(5 )

(6)

Management development will be multi-faceted and continuous including theoretical and practical training,
for reflection and discussion as well as developmental opportunities
formal courses which o er
on the job to allow for experimentation and application.

ff opportwilties

Management development will be individualized, shaped around the interests of the individual and the needs
of the organization and address gaps in the experience of the individual, given the challenges he or she may
face in the future.
Senior managers should ensure that learners have the opportunity to practise different techniques in a relatively
risk free environment.
Executive development should be learner-driven, emphasizing the individual responsibility of learners in
identifying their learning needs and shaping their learning experience.

For such an approach to work, responsibilities and accountabilities of all members of the organization have to be
All employees are responsible for planning and managing their own learning and careers
their supervisors training and development
in a way consistent with the needs of the RCMP including: determining
needs; demonstrating a willingness to grow and learn through work experience; and taking full advantage of the training
and development opportunities available to them.

redefined'and commtmicated.

vvith

Managers must actively ensure that employees are given the opportunity to learn within the RCMP career development
framework. They must approve appropriate formal learning activities such as courses, workshops and seminars. They
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on-the

must also ensure that
job opportunities are created to meet the needs of their staff and the organization. Finally
ensuring
that the organization has a cadre of "executives in waiting," sufficient to meet the
they are responsible for
needs of the RCMP now and in the future.
Senior executives must ensure that immediate subordinate managers and executives are given the opportunity to learn
within the RCMP framework while the policy centres provide expert advice and support to managers and executives
to assist them in making decisions on applying the RCMP framework.
With respect to accountability, all supervisors to executives become accountable through their performance appraisals
for carrying out these responsibilities.

Profile of RCMP Leaders and Managers
To support the ongoing development of its management cadre, the RCMP required tools that allowed continuous
assessment and self-assessment of personnel and the tracking of learning experiences.
To these end, the core competencies were used as a basis for the development of a Core Competency Profile and a
corresponding profiling system that could be used for the review and revision of all human resource management
processes. Individuals are asked to complete the profile in consultation with their immediate supervisor and training
and/or staffing personnel as appropriate. The review is based on their file and discussion of past work and learning
experience. Appropriate areas for development are identified in the context of the career management framework.
available, arrangements may include a range of external programs, assignments, interchanges,
Depending on
courses, (self-sponsored or cost shared approaches) or work assignments. Completion of core courses is compulsory.
The profile is continuously updated and modified over the course of the individual's career.

f-unds

Core Course Requirements
The Management Training Review identified the core requirements for each level of management. The two formal
training courses that are included in the core program run by the RCMP are the Introduction to Management Course
and the Officer Orientation and Development Course. Both courses are organized to cover the following five elements:

-

(1)

Leadership Setting Direction

(2)

Managing Human Resources

(3)

Managing Fiscal Resources

(4)

Managing Information and Technology

(5)

Managing the External Environment

•

••
•••
••
••
••
•••
•
•

•••
••
••
•••
••
••
••
••
••
••
••
•

Executive Development Program

•

Consistent with the RCMP's commitment to continuous education and career development, an executive development
program was established. Also, in response to an anticipated shortfall in qualified senior managers, an Accelerated
the Senior
Executive Development Program was developed. Candidates for the latter program are selected
Executive Committee (SEC).

.by

214

•
•

••
••
O
••
••
••

•
•
•
•
•
•
•

•
•
•
•
•
•

fi

The rst priority for management development opportunities is assigned to those selected for the Accelerated Executive
Development Program because they are, theoretically, most likely to benefit. The Accelerated Executive Development
Program is viewed as long term. The
selection criteria are used:

follovving

EirstLevel_Selection Criteria
(1) At least two consecutive superior or outstanding ratings by the same or different raters.
Exception:

•
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Officers who are transferred or promoted after receiving a superior or outstanding rating continue to qualify
if they are rated at least at the fully satisfactory level and have the support of their Commanding
Officer/Director.

(2)
(3)

Rank of Inspector to Superintendent.
At least ten years of remaining potential service when an individual enters the program at the rank of Inspector
or equivalent or seven years of potential service when he/she enters at the Superintendent level.

Second Level Selection Criteria

(1)
(2)
(3)
(4)
(5)
(6)

fimds available and numbers of vacancies anticipated.
Endorsement of the Conunanding Officer/Director.
Program

Interest in participating in the program.

Conunitment to the philosophy and directions of the RCMP.
Commitment to participating in promotional exams or competitions when eligible.

slcills

"B"

Commitment to attaining second language
at the
level within three years of selection and
prior to
into an executive position requiring that level of proficiency.

entry
Third I evel.Selection Criteria
(1) Entry status as assessed through:

"C" level
•

(a)

an interview to determine commitment;

(b)

a file review and consultation with the individual's immediate supervisor of current levels of
competencies based on previous
job experience and formal training; and

(c)

on-the

a leadership competency questionnaire

Once selected, it is the shared responsibility of the individual and his/her supervisor to develop a training and
development plan which includes, as appropriate, formal training, workshops, seminars and conferences as well as
work

assigmnents/exchanges.
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Conclusion
The reform of training in the RCMP is part of the Larger transformation to a new philosophy of policing and a learning
culture in which all members of the RCMP share responsibility for their own development and for the development
of the organization. In this context, training reflects the organizational vision and contributes to its realization. The
core competencies which shape training throughout the RCMP are derived not from the traditional task analyses or
discipline-based approaches, but from an analysis of what constitutes quality service to the corrununity — client-centred
problem solving partnerships. The core competencies also try to capture those qualities necessary to create the kind
of culture in which this approach to policing can flourish. RCMP executive training gives particular attention to
enhancing the skills necessary for leading organizational change -- articulating a vision, inspiring a comm_itinent to
excellence, empowering others and establishing the partnerships necessary for the RCMP's continued success.
Appendix: Supporting Materials Follow
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Integrity

lb lb

-

uphold the law and support the
administration of justice

-

consistent action,
expression

-

demonstrate consistency in
upholding the ethical and social
values of the organization in both
word and action

-

raise issues professionally,
constructively

-

reliably deliver on promises and
honour commitments

-

the demonstration of honesty and
trustworthiness

-

the demonstration of respect for
the rights of all persons

-

where rules and regulations prove
barriers to sensitive or quality
interactions, challenge them
through appropriate means and
channels

-

articulate, explain values,
assiste in resolving values
conflicts

-

identify and assist in resolving
intra and inter-group value
conflicts

-

articulate, communicate and
promote corporate values,
valuing

-

create an atmosphere of
openness and constructively
act on problems identified

-

identify and constructively act
on barriers to sensitive or
quality interactions

-

create a corporate
atmosphere of openness and
constructively act on
problems identified
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Leadership

Taking Initiative

Motivating/Facilitating/
Employee Development

Providing Challenge

Organizational Influence/
Creating Vision & Values

- attract and mobilize energies and
talents to work towards a shared
purpose in the best interests of
the organization, the people
comprising it and the people it
serves; encourage team work and
partnerships

- enlist willing partners

- build and lead teams,

- develop shared understanding

- establish a working

- lead by example in conduct and
to inspire others to perform to the
highest standards

- conduct oneself to highest

allocate human resources
effectively

- serve as example to work
- assess risk and alternative
strategies

unit of corporate values,
inspire unit to excellence,
represent RCMP

promote highest standards of
ethics and professionalism
multiple units

relater] to corporate
direction

- establish and maintain
to accomplish goals and
objectives
- assess and manage risks and
inspire risk taking in others in a
responsible manner and to accept
accountability for the outcome of
actions, resolving conflicts
effectively
- gain and sustain the interest and
support of others for a shared
vision and strategies which will
realize objectives in a manner
sensitive to the needs and
experiences of subordinates

- encourage constructive
questioning of policies and

practices

relationships of trust

- design & develop
opportunities to stretch and
motivate individuals
ensure common
understanding of risk taking
and assessment approaches
and inspire individuals and
teams to assume
responsibility for work and
products

exemplify highest standards
of ethics & professionalism

- set broad goals and clear
accountabilities

involve people in decision
making

- set challenging but realistic goals
- empower individuals and teams

- develop, promote &

- set integrated goals for

- set realistic work unit goals
- understand implications of
vision

environment that promotes
& recognizes excellence

- exemplify, recognize, and

standards of excellence

- set personal goals

among teams

- establish risk management
information process
cont ri bute to and convey
vision and ensure integration
of initiatives in support of
vision, engage individuals
facilitate and celebrate
progress

- ensure that organization has
a training & development
strategy to meet short and
long-term organizational
needs

- establish strategic risk
management framework
establish and convey
corporate vision, engage
employees to become
directly and personally
involved

- contribute to and convey
vision, engage team
members
- establish atmosphere in
which relationships of trust
can develop

- establish and convey the
principles of openness and
trust to foster adaptation
and change throughout the
organization

- show willingness to become
directly and personally
involved

ENT.

œ

Service Orientation & Delivery
- demonstrate an understanding of

who the clients are, their needs,
service standards and the
importance of meeting these
standards
- respond to client/community
needs effectively, competently
and thoroughly in a manner
consistent with RCMP service
standards, and operational and
administrative policies and
procedures
- demonstrate commitment to
providing, as possible and
appropriate, client groups with
opportunities for active
participation and consultation on
decisions that are relevant to their
needs and concerns
- balance the competing interests of
clients
- establish and maintain
partnerships on an ongoing basis
to ensure cooperative approaches
to service delivery
- establish feedback mechanisms to
continuously monitor the
evolution of client needs and
maintain a good understanding of
expectations and demands
- consult with others in identifying
and resolving problems to better
address their needs, expectations
and demands
- develop client-centred services
- accept responsibility for quality
work products
- be accountable for the products
- seek innovative approaches to
improve quality and productivity
on an ongoing basis
•

lb lb lb II lb lb lb lb II le lb lb

within job function

for the work unit

- with respect to specific

- feedback on team

cases, issues and problems
within the RCMP and with
other agencies and
communities
- specific service fe,edback

performance

of various work units
- feedback system

of the RCMP
- with respect to RCMP

policies priorities and
strategies
on RCMP policies,
priorities and strategies
- federally, internationally

and nationally
accountability structures
establishing advisory
mechanisms and managing
public consultation
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Action Management

Individual Work Plan

Planning Delegation

- establish a course of action for

- personal objectives

- lead operational planning

oneself and for others to
accomplish a specific goal
include:
- set objectives
- plan work
- assign tasks
- delegate appropriately with
clear understandings of
objectives and criteria for
success
- allocate and manage time
- allocate and manage resources
- effectively plan and organize
ones own activities and work as
a team member

'

Direction/Orchestration
- maximize productivity and
efficient use of resources

- manage time

- set objectives with
employees/clients

- organize oneself
- allocate resources to
manage incidents and crisis
in a manner that:
- restrain the use of force
and maximizes public and
police safety
- ensure quality service

achieve goals
- assign work, delegate

- monitor & provide feedback

lead in managing incidents to
avoid crises in a manner
consistent with RCMP's
commitment to restrained use
of force and public and police
safety

- participate effectively in
strategic planning

- manage a diverse workforce

Sustainbig Action
direct RCMP activities in
line with government plans
and priorities
- develop and implement
strategic plans which link
programs and services to
broad policy objectives
ensure all resources and
technologies are employed
effectively and redeployed
as necessary

- translate organizational
- cost-effective financial
management

- manage incidents & crises
in a manner that:
- restrain use of force &
maximize public & police
safety
- ensure quality service and
maintain employee morale
- plan for & respond to
contingencies
provide complaints,
requests & police services
- manage time effectively
ensure timeliness of
products/service delivery
ensure appropriate records

are kept

strategies into concrete action
plans

- assemble required resources &
technologies & delegate
- direct public consultation
activities

- provide structure while
allowing individual/team
initiative and granting
autonomy

- keep activities and
programs on track by
clarifying objectives &
feedback
- sustain RCMP momentum
towards accomplishing
goals

- lead & conduct highly
sensitive public
consultations

- establish and maintain
effective accountability
systems which review
activities and goals against
strategies

MUIMOMM

Interpersonal SkilLs
- interact sensitively and

respectfully with diverse
individuals and groups in ways
that advance the work of the
organization by developing
respect, mutual understanding
and productive working
relationships
- cooperatively identify and solve

problems through consultation,
negotiation and consensus
building

- demonstrate sensitivity and

respect for diverse
individuals
identify problems and
participate in team problem
solving
openly discuss points of
views, attend to those of
others with a view to
constructive problem
resolution

be empathetic and establish open
communications with others in
high stress situations

II lb lb lb II

lb lb lb lb lb lb lb lb lb

establish a zero tolerance
environment for
harassment, discriminatory
or abusive behaviour
build internal, inter-agency
and inter-disciplinary teams
demonstrating sensitivity &
respect for diversity
create an environment
conducive to identification
of problems, open
discussion and consensus
building
establish environment
where even in highly stress
situations, problems will be
identified and constructively
resolved

- promote open discussion and
encourage diverse points of
view
promote cooperation and
consistency among teams
- minimize and manage stress in
the work place making tough
interpersonal decisions without
being insensitive, uncaring, or
arousing hostilities
- avoid conflicts & seek ways to
cooperatively negotiate and
resolve situations, mediating as
required

- gain esteem & respect from

people of differing
backgrounds and view
points
- adopt interpersonal style to
diverse relationships with
clients, senior executives
and other organizations,
politicians and employees at
all levels of the organization
- recognize interdependencies, seek common
ground and develop
collegial long-term
relationships and strategic
alliances
- handle delicate negotiations,

advancing the RCMP's
interests adroitly, without
arousing hostility
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Communication Skills
- convey ideas and information and
capture interest and gain support
through speaking and writing
- respond to and use appropriate
non-verbal communication
- listen to and understand other
perspectives and modify
approaches to better
communicate or achieve results
- convey RCMP messages and
information accurately and
appropriately to diverse groups,
both large and small, and to
establish effective two way
communication

- write or orally convey
information or ideas
- consult with others to
ensure their views are
reflected in communications
- tailor internal and external
communications to diverse
audiences

- determine appropriate level
of detail and essential
elements for various and
diverse internal and external
audiences
- organize material to
facilitate understanding
- lead consultations and
negotiations with diverse
individuals and groups
- brief diverse clients,
partners & stakeholders
- optimize use of
communications and
information technology to
gather & share information

- present complex issues with
clarity, credibility and impact
in widely varied forums
- provide on the spot answers
that reflect an awareness of the
sensitivities and interests of
diverse individuals and groups
including media, senior, public
officials & interest groups
demonstrate awareness and
sensitivity to cross-cultural
differences and inter-personal
style
- capitalize on existing
communications vehicles and
create new ones to ensure
effective internal and external
communications

- represent the organization
with finesse and polish at
both high level and grass
roots events
- instill commitMent by
promoting corporate
messages through personal
examples, symbols
- articulate, clarify, and adapt
principles of community
policing and modern
management in response to
needs, demands, and
expectations of clients and
personnel
- identify opportunities to reengineer communication
processes in light of modern
technology

egumummgffamemagmem
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Continuous Enhancement

Self-improvement/Personal
Effectiveness and Flexibility

Team enhancement,
•
con tinuous improvement
and management of change

Management Change

Re-engineering,
restructuring, and
organizational development

- remain aware of areas that need
improvement in terms of self and
the organization

- effectively adapt one's
behaviour to changing
circumstances in order to
reach a goal or address
diverse and changing client
needs

- organizational improvement

- develop linkages and
organizational know how

- build support, partnerships
and strategic alliances

- ensure consistency across unit
endeavours and adjust to
reflect programs of each

- maintain alliances &
networks of clients,
colleagues & interest groups
inside and outside the
RCMP to accomplish results

- learn on an ongoing basis how to
develop oneself and the
organization
- independently keep abreast of
research and new directions in
your area of expertise by reading,
seeking appropriate experiences,
training, course work,
conununity involvement, or any
other means (formal or informal)
apply relevant current knowledge
(e.g. about people, processes,
communities, the justice system,
or federal departments and
agencies) to daily work
apply that knowledge, to initiate
action in a positive manner;
continuously seek opportunities
to improve upon organizational
initiatives, efficiency and service
delivery
persistently strive for excellence
even in difficult situations

- tolerate ambiguity and
respond with new
approaches to changing
priorities and conditions
- act calmly and suitably in
uncertain or stressful
situations
- maintain the required level
and consistency of
performance under
pressures such as time
constraints, conflicting
demands, opposition from
others, unpleasant working
conditions, and perhaps
danger
- adaptability, perseverance,
resilience, cômposure, selfmanagement and patience
are all key qualities relevant
to this dimension

- support change and
encourage adaptability and
flexibility
- create risk-free environment
, for testing new ideas
- mediate stressful situations
- in consultation with
employees adjust plans as
required to ensure
productivity
- provide developmental
opportunities for
subordinates
- participate in and influence
RCMP-wide processes for
establishing priorities and
objectives
discuss existing or changing
human resource
management processes &
propose suggestions to
improve conditions/morale

use understanding of
organizational culture and key
players within it to gain
support for initiatives and
determine optimal timing for
launching initiatives
develop complex alliances at
senior levels
use current issues in designing
implementation agendas
participate in RCMP
management processes (eg.
Part III of Main Estimates)
ability to link the mission and
mandate of the RCMP to other
departments, central agencies,
and the mandate and priorities
of government

- establish effective
organizational processes
and structures to achieve
strategic goals
- gain cooperation from
others through
understanding of and
sensitivity to political and
organizational culture
- balance conflicting demands
on the organization to meet
emerging trends and
achieve organizational and
governmental objectives

coach
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Problem Solving

Problem Formulation and
Anticipation

- work with others to identify
needs and define problems in
diverse circumstances or
communities

- use appropriate information
gathering and sorting techniques
and alternative strategies to
achieve objectives

- determine priorities by assessing
the situation, the issues and the
people involved, and making
client/community interests a
primary factor even under
difficult and stressful conditions

- analyze problems by evaluating
the risk and potential outcomes of
various actions before making
decisions
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Thinking Skills

le

- apply C.A.P.R.A. model

- environmental scanning
skills
- work with diverse
individuals/community to
identify needs and develop
shared priorities and
practical solutions

Integration and Strategic
Perspective
keep track of many problems
and developments
simultaneously, from day to
day problems to broader issues
switch from one type of
problem to another quickly and
easily, distinguishing between
essential and non-essential
details

- extract information from a
variety of sources to assist
in problem identification
and solving

- bring together large amounts
of information (eg. course

- evaluate risk and develop
risk management strategies

trends, management trends)
into a coherent picture to
integrate new information

- identify patterns, trends,
and underlying root causes
in order to anticipate
problems

- quickly and simultaneously
consider different options

Extracting Meaning
- group meaning of trends &
interrelationships between
the organization and its
environment and make
accurate prognoses of
expected developments

- add meaning to complex
events & patterns of
information by reducing
phenomena to the
fundamental concept &
basic objectives

- balance and synthesize
conflicting demands

- conceive models to guide
the development of practical
long-term directions for
policies programs and
services

- develop innovative solutions,
manage risk and resolve
problems

- make decisions and render
judgements that are consistent
with community needs, the
information available and RCMP
policies and priorities

- make decisions in an impartial
and professional manner, even
when working in situations of
high ambiguity, stress and
emotion

extract from diverse sources
of information vital
principles that enrich
understanding and provide a
focus for the organization's
activities
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Managing Project-based Activity

•
•
•

by

•
•

•
•
•
•
•

Geoff D.

Benys

industiy

In recent years, there has been a steady movement towards a project based culture in
and commerce, but what
exactly is a project? Barnes
described a project as "something which has a beginning and an end." Succinct
and to the point but this definition is scarcely adequate as it is often
to identify when a project actually begins
or ends. The daily administration of a crime desk could qualify under this heading, but could hardly be described as
a project. More appropriately, Anderson et al
saw a project as:

(1993)

dif-ficult

(1987)

•
••

A human endeavour which creates change; is limited in time and scope; has mixed goals and
objectives; involves a variety of resources and is unique.

•
•
•

Projects will often (though not always) involve individuals from throughout the organisation and in some cases from
outside the organisation. They are always designed to cause change, (hopefully beneficial) of-ten have mixed objectives
and are evaluated on the basis of outcomes, quality, cost and time.

•
•

A project is a unique, "one-off" operation that has been clearly defined at its outset. As such, routine operations do
not qua fy as projects. They are, in the main, repetitive tasks on which the day to day operations of the organisation
depend and are not subject to time limitations; that is, they are continuous.

•
•
•
•
•
•
•

Under this definition, much police work could be categorised as project based and there has been a broad acceptance
in many forces of this view. Certainly the treatment of crime prevention and community safety initiatives as projects
has been with us for some years. There is no reason, however, why specific investigations should not be treated as
projects, for example, major fraud investigations. Campaigns by
police to target particular offences, such as
speeding or drunk driving, over a set period of time could also be viewed as projects. The consideration of some police
work as project based is not limited to operational areas. The development of media strategies and communications
strategies can be considered as projects as can the procurement of IT and other forms of technology.

•
•

When one considers the range of activities that the police service as a whole engages in, it can be seen that a large
proportion are project based. It would seem to be prudent then to adopt an approach to the management of projects
that ensures that they remain in control and ultimately meet their objectives.

•
•
•
•
•

Through
out some work on behalf of the UK Home Office some three years ago, in relation to the evaluation
of crime prevention initiatives, we became aware that there did not appear to be any standard simple structure for
police officers and civilians support staff to follow in the management of projects. This often resulted in a poor focus
for project based activity that, in turn, resulted in a sub-optimal implementation of such projects and hence their limited
effectiveness.

•
•
•
•

As a result, we produced a very simple framework for the development, management, and implementation of projectbased activity in the police service. It is designed in the format of a workbook and leads those responsible for
managing and implementing projects through the tasks to be completed. Like all decision-support systems it cannot
make decisions, but what it does do is to provide a structure that enables issues to be dearly identified and in so doing
should facilitate the
of more effective decisions.

•
•

•

•

•
•
•
•
•
•
•
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Geoff Berry is Head and founder member of the Centre for Police Management and Research at Staffordshire
University.
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Though primarily designed for use in the crime prevention and conunwilty safety arena it has since been adapted to
support a wide range of police functions. The broad framework has been tested rigorously over the last two years and
is now in use, to a greater or lesser extent, in apprœdmately half of the forty three police forces in England and Wales.
A Home Office endorsed version of the framework is about to be issued to all forces in the UK in disc form together
with supporting documentation relating to its use. As a result, the approach can now be held to be a standard national
approach to the management of projects.
The framework is built upon a simple management control cycle, which we have termed the ten-point plan. We fully
accept that there is nothing revolutionary about its components, but what we have found in practice is that even these
simple steps have not been followed in any structured way by police forces in the UK when managing projects. The
availability and utilisation of such a simple framework means that at least the fundamental issues are being addressed
and that projects should stand a better chance of success.

The Ten Stages of the Project Management Framework
The broad stages of the ten-point plan are briefly described below.

Defme_the_Problem

-

"Where..Are_We_NowL"

There needs to be a clear understanding of the problem being addressed based more on analysis than "gut feel." There
also needs to be a level of focus to the problem even at this stage particularly with respect to crime type (if crime
related), time, geographical area, etc.
It is important to draw a distinction between the symptom and the problem itself. In too many cases, there is an attempt
to define the symptom as the problem and to treat this instead of the real problem.
Set Clear_Objectimes_-_2_Where_Do We Want To Reg"

Objectives for projects should meet a series of exacting criteria if they are to be of value. They should be clear,
understandable, realistic, (i.e., achievable) and where possible measurable. They should also define a time frame for
the initiative and be communicated to and accepted by all of those participating in their achievement.
Define Strategies ancl Tactics - "How Shall We Get There9"

The nature of the project and clear objectives should lead logically to the identification of strategies and tactics to
achieve the objectives.
This may involve a degree of brainstorming to generate ideas on how the problem may be tackled and the objectives
achieved. Each of the options can be evaluated with respect to its merits and disadvantages and also with respect to
the resource implications.

Ide,ntify_Resources2«WhaDoes.It and Wlia,Paysr
Armed with initiative, objective and tactics it is now necessary to identify the resources including funding and
manpower available to carry the project through. At this stage, due to resource limitations some refinement of
activities and/or objectives may be required.
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SetUp_Assessment.Proceduresllaw—Shall.W&Measure_How..W_e_Are..Doing,M

•
•
•

Before the project is commenced, it is necessary to establish procedures to ensure that it can be comprehensively
evaluated. This is important as ongoing evaluation throughout the project will enable its life cycle to be assessed and
progress managed accordingly.

•
•
•

The need to evaluate projects on an ongoing basis, was clearly demonstrated in a piece of work we carried out on
behalf of the Home Office, looking at the evaluation of crime prevention initiatives. We looked at four initiatives, each
in a different force, and investigated performance indicators as a means of assessing the effectiveness of each initiative.
The first such initiative that we studied was in Cambridgeshire.

•
•
•

In 1986, the Education Committee of Cambridgeshire County Council invited their Management Support Unit to
undertake a survey into the security of schools and colleges. Their report revealed that the total cost of crime against
school premises was in excess of £500,000 per year and rising.

•

•
•

•
•

A multi-disciplinary risk management group was therefore established in an attempt to co-ordinate efforts in the
prevention of crimes against school premises in the county. Member agencies of the group included the police, the
local education department, and the local authority building services department. The group was responsible for
undertaldng risk audits on school premises and ensuring that monies allocated for security improvements in schools
were utilised as effectively as possible. To support its operation, the group was allocated an annual budget of £50,000,
until April 1991 when the situation was to be reviewed.

•
•
•
•

Utilising a range of performance indicators (over thirty in fact), we began our analysis of the effectiveness of this
initiative in early 1990, some fifteen months prior to the projected review date. As data was gathered, it became clear
that all indicators were following the same pattern. This in itself was revealing, but the nature of the pattern was also
exciting. The figure in the appendix shows the broad path taken by each indicator, this particular example showing
burglaries in school premises in Cambridgeshire as a proportion of total burglaries in the County.

•
•
•
•

What excited the research team vvas that the initiative appeared to be following a distinct life cycle. As it was launched
and public interest aroused, so crime actually rose in the very short term. There then followed a period of reduction
in crime as the initiative took effect and then as the effect began to wane, so the improvement "bottomed out," and
crime began to rise again.

•
•

•
•

•

•

•

The life cycle concept is used extensively in the private sector to manage product portfolios in order to maximize
return. If crime prevention initiatives follow such life cycles, then this has significant implications for the management
of such initiatives. If it can be identified where on the life cycle a particular initiative is, and when it has "bottomed
out," reasoned management decisions can be made about its future. The only way that the position on the life cycle
can be identified is through ongoing monitoring of the initiative.

•
•
•

Throughout the rest of the evaluation study and in numerous examples in other police forces since this work, we have
seen initiatives follow life cycles to a greater or lesser extent. This has been true of both MAP projects and initiatives
run solely by the police.

•
•

It is interesting to reflect that the formal review of the schools initiative in Cambridge was not due until April 1991 and
yet, our analysis showed that the initiative began to deteriorate in early 1990. As such, public money was being
allocated to a project that was clearly having less and less of an effect.

•
•
•

As a result of this work, we approached the initiative management team and presented them with the results of the
evaluation. They were then left facing a choice of decisions regarding the future of the project. l'hey could either
carry on as though nothing had happened and assume that the project would right itself. They could withdraw all of

•
•

•
•
•
•

•
•
•
•
•
•
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the funding and bring the project to a close immediately or finally, they could allocate additional funds in the hope that
this would bring about an improvement in performance.
The management team actually chose the final option leading to an increase in funding to e5,000 for 1992/93. In
effect, the evaluation supported the management decision making process with respect to the initiative, the decision
in this case being to rejuvenate the initiative through additional funding.
This example illustrates another point about evaluation, which is often seen as a threat to project leaders. Evaluation
should be seen as a management tool that can often be used to secure additional resources for projects.
It is therefore necessary to determine which indicators will be used. This will in turn require an assessment to be made
regarding the availability of core data. It will also require the necessary structure and procedures to be put in place
to ensure that the data can be captured and analysed.
- "W_illitRe-W_orthlt9 "
Ere,projectAssessment_
Traditionally, there has been little consideration prior to the implementation of projects, particularly crime prevention
initiatives, of whether or not they are likely to be worth doing. It is strongly advised that prior to implementation some
form of pre-launch evaluation is carried out. The framework that we have developed for the Home Office guides
project managers through a consideration of the problem, the initiative, its costs, and likely benefits. This can then
guide project managers in maldng decisions about the future of the project and can greatly assist in the effective
utilisation of resources.
Deeision_Maldng

-

"Shall We Do It9"

Armed with the pre-project assessment, managers can make an informed decision about whether or not to proce,ed with
the project. The decision may be to proceed, modify before proceeding, or even abandon the project for the time being
if indications are that it would be inappropriate and ineffective.
Implement

-

"T ets Do If"

Once a decision is taken to proceed the project can be implemented to achieve the objectives identified, following
agreed strategies and tactics and using resources identified in the planning stage.
Continuallvionitoring "How_Are
-

Doing', "

Monitoring of the project at regular intervals will enable its progress to be charted and modifications made as required.
The setting of milestones is often done on the arbitrary basis of, "we'll have a progress report every four weeks." This
does not talce account of how the project is organised and the way in which the tasks are structured. It does not provide
either the parent organisation or the project leader with meaningful data on ivhich he/she can measure the progress of
the project to plan. Milestones, if they are to be meaningful, must be related to what we will call "work packages."
These will be related to actions that, when completed, will have a defined and measurable outcome and if successfully
completed will have achieved a sub-objective or milestone.
It is perhaps convenient for senior managers to have meetings that correspond to a fixed time pattern, and which will
allow them to keep free the first Tuesday of each month for a progress meeting. If, however, they do not provide hard
evidence of measurable ptogress against target, then they are a waste of valuable time and resources. Progress
meetings, if they are to be of any value, must deal with "chunks" of the project, which achieve identifiable goals and
are measuable.
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A particular type of project-based activity that has emerged in the UK over the last few years is that of the multi-agency
community safety programme. Arising out of the recommendations of the Morgan Committee in 1991, most of the
schemes have been based either on police divisions or local authorities at a district level, and the growth of MAP
schemes has continued unabated, evidence by the recent emergence of posts such as "town centre manager," "safer
communities coordinator," many sited in and funded by local authorities. These individuals have the brief to foster
a multi-agency approach to crime prevention in a particular locality and drive through integrated strategies.
Many of the early schemes encountered blockages to the effective development of MAP's. Some of the recent schemes
have taken these into account and benefited as a result. Some have not. The type of obstructions to progress that
restricted the effective development of early MAP schemes include:
•
•
•
•

•
•
•
•
•
•
•
•
•

Unclear and variable objectives and terms of reference for each agency and the project as a whole;
A lack of sharing of information and absence of communication channels between agencies;
Different organisational cultures and an inability to see each other's point of view;
Absence of, or an inappropriate, formal structure and agreement on the power, authority and responsibility
of each agency and each level of operation of the partnership. This problem becomes acute when issues of
finance and resources need to be resolved;
Differences in terminology between agencies;
Lack of project champion and/or such an individual drawn from an inappropriate level in the organisation;
Lack of conunitment from management at the highest and -functional head levels;
Opposition to the project from a range of sources for a variety of reasons;
Unclear and variable expectations of each agency regarding what they will get from the partnership and what
they are expected to contribute to the partnership;
The partnership having a clifferent level of priority for each participating agency;
The political dimension and hidden agendas;
Lack of project ownership by those who will be tasked with implementing the results of the partnership; and
A failure to identify and/or involve those agencies who may have an important part to play in dealing with a
particular problem. This is particularly true of the voluntary sector.

With such a daunting list of potential blockages to the effective operation of multi-agency partnerships, it is surprising
that any such partnerships actually work. In practice, whilst many partnerships generate a wealth of goodwill and good
intention, it is often very difficult to translate this into action.
One reason for many of the problems is that no standard structure was used to help develop and implement such
projects. The presence of a structured approach would have helped to address many of the problems identified.
As a result we utilised the framework of a range of multi-agency community safety projects. Its main benefit is that
it enables such projects to move from talldng to action by presenting a standard approach or conunon base, which a
range of diverse agencies can work to. In that way, it helps in the identification of common problems, shared
objectives and activity, and resource plans from each agency perspective.
We have, however, recognised that such partnership-based projects bring with them, specific problems. We would
suggest, therefore, that a number of preconditions should be met if such projects are to stand any chance of succe-ss.
Several of these preconditions can also be applicable to single-agency projects, and include the following:
•
•
•
•

The ne,ed to set a clear reporting structure for the partnership and any projects developed under its auspices;
The need to set clear terms of reference at each level of the structure;
The establishment of limits of authority and power at each level, particularly the authority to spend money and
allocate resources;
The need to appoint a project champion agreeable to all who has appropriate authority and standing;
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•
•
•
•
•

The need to set up communications channels between all agencies at all relevant levels; and
The need to develop a strategic plan or set the strategic direction of the partnership. This may also apply to
certain projects set up under the partnership.

To conclude, much of police work can be viewed as project based activity. The adoption of a simple project
management framework can assist the police greatly in managing such projects more e ectively; in order that they
operate more effectively and efficiently.

ff

The emergence of multi-agency projects in the last two years puts fttrther pressure in the need to plan and operate
effectively in order to optimize efforts across a range of disparate and diverse agencies.
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National Priorities and Policing by Objectives

•

•

by

•

••

Anthony J. P. Butler*

•

•

Introduction

•
•
•
•

National priorities and responding to local community concerns are two ends of the police service continuum. This
paper will be concerned with examining how the unquestionable responsibility of governments to define national
priorities can be integrated and balanced with the multiple and diverse needs of communities served by individual police
officers. From the British perspective, the balance is undertaken within the framework of the tripartite structure which
gives equal but different responsibilities to government, local elected representatives (the police authority) and the chief
constable. The process by which services are delivered to the public is best achieved, it will be argued, by the
application of rational management systems which will be called by the shorthand term Policing by Objectives

•
•
•

National priorities for policing should be based upon a shared understanding and vision of what police forces should
and can achieve, their place in the overall social structure and the need to provide flexibility in turning the vision into
action.

•
•
•
•
•

The pressure on police forces to demonstrate effectiveness and to achieve increasing levels of productivity because
always out-stretches resources, requires the application of rational techniques of management. These
demand
model originally developed
management techniques have to be provided within a coherent framework and the
has enabled police forces
Britain
(see
Butler
but now adapted through experience in
and Edgar
by
to meet the challenges of increasing demand and financial constraint. The problem solving approach has to be
integrated into the culture and actions of the police force.

•
•

•
•

•
•
•
•
•
•

•
•
•
•
•
•

•
•
•
•
•
•

•
•
•
•
•
•
•
•

(PBO).

ahnost
Lubans

PBO
1992)

(1979)

Defining_Terms
It is helpful to define the terms included in the title of this paper to enable the discussion to be focused on the issues
have the responsibility for defining the overall policy and
rather than semantics of interpretation.
direction in which they would wish to see a country develop. These policies range over a number of issues and are
it was argued that over a
(Field
often inter-related. For example, in a much debated paper published in
year period, there was a significant relationship between economic activity in Britain and the volume of both
property crime and personal crime. Although the relationship has been challenged on detail, conventional wisdom
suggests the occurrence of crime in a society is influenced at least in part, by economic circumstances. It is equally
true that social change affecting family structures, educational systems and the employment patterns have a significant
influencing factor on law and order and the level of crime in society. Consequently, national priorities covering a wide
range of government responsibilities can and do influence the demands made on police. In the context of this paper,
discussions will tend to focus on key national objectives which are set annually by the Home Secretary in Britain since
These are set out in Appendix "A."
they were introduced in

Govermnents

1990,

30

1990)

1994.

The definition of policing by objectives is best described as the application of rational systems of management to
provide a framework which will direct the attention of all staff from chief constable to constable on the street towards
It contains elements that
a shared understanding of how the police force will undertake its work (Appendix
support what could be called the "business as usual" delivery of service and the decision making which supports the

"B").

* Tony Butler, QPM, B.Soc.Sc., Ph.D., is Chief Constable of Gloucestershire Constabulary.
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choice between deploying resources towards one or other of a range of priorities. The basic model is set out in
Appendix "C" and is essentially a cycle moving from a definition of strategic policy through goals, objectives and
action plans. The process is supported by a structure system of performance monitoring and review and defines an
end point when results are fed into the planning process for the coming period. Generally, the process is based on the
financial year as it has an important contribution to make to the assigning of resources in the budgeting process.
Government's Role

A major responsibility of any government is to secure social order and to protect its citizens from internal threats either
of loss of property or physical harm. As societies have become more complex, this role is shared by a number of
agencies as diverse as consumer protection organisation and the Health & Safety Executive. However, in most
democratic societies, the principle agents of social control and order maintenance are the police.
To a degree, the Government share a similar responsibility to that of the chief constable in so far as they have to
provide the resources for a general police service but, at the same time, are responsible for identifying priority areas
for action where they judge that there is a need to either improve current services or assign new responsibilities to the
police. On occasions, these policies involve more than the police service on their own. For example, in 1987,
Government road safety policy defined a national target to reduce the number of road accident casualties by one third
by the year 2000. This not only involved the police in enforcement and driver education but it also emphasised the
roles of vehicle manufacturers, and road designers and planners. Similarly, the Government's Drug Strategy,
published in 1995 embraces not only law enforcement but health education and a range of other approaches to reducing
drug abuse (HMSO 1995).
It might be argued that governments can easily make decisions about the priorities of others, but when it comes to
responding, public services have some difficulty in identifying what is a priority from what is simply another hopeful
expectation from government without any recognition of the resources that are required.
This raises the extent to which governments are able to make explicit to the electorate, how they are rationing
resources. 'There have been debates in recent months within the context of health care where there have been examples
of certain categories of patient or particular individuals being denied treatment on the National Health Service and these
have been justified on the grounds of cost/benefit. It may be difficult to come to terms with such decisions, but there
is a reality in respect of financing which means that in the absence of infinite resources such decisions are inevitable.
Returning to the police context, an issue that needs to be resolved is the extent to which governments have the
responsibility for implicitly determining policing tactics as opposed to defining broad strategic aims. A closer
examination of the Home Secretary's Key National Objectives suggests that they are more tactical than strategic. Chief
constables are being judged one with another on the number of violet crimes they detect per hundred officers.
Ironically, police forces which have large numbers of violent crime will inevitably perform better than those which
have little violent crime. Furthermore, violent crime is typically an activity between loved ones and friends rather than
strangers. From another perspective, the key objective which encourages an increase in uniformed patrols to reassure
the public implicitly assumes a relationship between the number of police officers on patrol and public reassurance.
Firstly, research has been unable to fmd a link between increased patrols and the public's awareness of police visibility
and, secondly, the extent to which the public are fearful for their own personal safety and the safety of their property
depends upon a large range of factors other than the number of police officers patrolling the neighbourhood (Wilson
and Kelling 1982).
This tension between the strategic and the tactical principles encapsulate the dilemma for politicians. If they are seen
by the electorate to only be expounding high level priorities they are accused of being out of touch with reality.
Unfortunately, if they defme problems at the tactical level, they can be seen to be guilty of proposing solutions looking
for problems.
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The Chief Constable's Role

In the British system, the constitutional position of the chief constable is somewhat unique. He is an of-ficer of the
Crovvn but, as Lord Denning observed, he cannot be told what to do and is answerable only to the law. This status
is reflected in the acknowledgement of the chief constable's operational independence. Whilst, at first sight, it may
seem strange to have a head of a police force being, apparently, accountable to no one, this is far from being true.
As some commentators have observed, there is great value in, for example, politicians having the chief constable
operationally independent because when things do go wrong, it is easy to assign the blame to him, the chief constable,
with no political repercussions. Of equal importance, however, is the reality that chief constables have to exercise their
authority within a constitutional framework and in a way that continues to ensure public support and reflects the overa ll
intentions of the democratically elected government. In effect, the chief constable has operational independence but
it has to be exercised in a way that ensures he remains essentially a public servant.
In the context of national priorities and the local management of police forces, as exemplified by the PBO model, the
chief constable has to translate the higher level government strategy into actions which simultaneously take account of
local needs. The practical achievement of this aim will be discussed later in respect of the PBO model.
Having established how actions will be implemented towards clearly defined goals and objectives, the chief constable
has to balance competing demands in the process of assigning resources. Governments can make high level decisions
about the rationing of global sums between deparnnents of state, but the chief constable is left with attempting to deal
with day to day spending which is not only unpredictable but can often, if not controlled, be an open ended financial
commitment. The parochial nature of local community expectations tends to ignore the finite nature of resources.
Every community experiencing some new problem simply demands more police officers without pausing to consider
from where they will be found. There is an tmderlying implication in these demands, that chief constables keep police
officers in storage for such events and simply release them on demand to taclde the latest problem. The reality is that
one community's additional police officer is another's loss.

•

The balancing of the competing demands increasingly requires a chief constable to take an active role in the
management of public expectations. This can be achieved through the publication of performance information on not
simply what is achieved but the costs of achieving it and broadly reassuring the public that, despite falling resources,
productivity by individual police officers is increasing year on year. The management of expectations, however, has
to be skilfully undertaken because there is a danger that it can be seen to be being used by chief constables as an excuse
for not performing adequately. There has been a great increase in the Government's desire for public bodies to publish
information about their performance because as it is. rightly pointed out, this does raise the visibility of those services
and enhances public accountability. However, there is a danger which has been discussed elsewhere (Butler 1995),
that this information, if not provided within context, can actually mislead the public. This is not a reason to limit
publication, it is an argument to improve the relevance and quality of the measures, to improve the data and hence the
accountability of the services.

•

Delivering

•
•
•

The earlier paragraphs have set out some definitions of terms and have clarified the differences in responsibilities
between governments and chief constables. The second half of this paper vvill be concerned with describing how
national priorities can be translated through local actions into delivering what govermnents are seeldng to achieve.

•

Defining the Vision

•
•
•

The relatively recent demands for performance indicators has had to be built on limited information much of which
has serious shortcomings in terms of its validity and reliability particularly when comparisons are made between one
police force and another. It has also led to the exclusion of measures where information was absent. The most notable

•

•

•

•
•
•
•
•

Results

237

example is the absence of national reliably measures of overall public satisfaction with policing services. There is
signific,ant danger in governments promoting priorities and supporting measure which tend to drive police forces into
a narrow and limited range of activity or divert substantial re,sources to achieving those priorities to the detriment of
the overall public expectations of the police contribution to society. "The Operational Policing Review" (OPR)
published in 1990 by the police service expressed those concerns (Joint Consultative Committee 1990). In response,
the police service explicitly articulated a view of policing which implied that the principle measure of success was the
extent to which it met "c,ommunity expectations" (ACPO 1990). Although successive home secretaries have
acknowledged the basic strength of foundation of the British policing model, no attempts have been made at government
level to articulate the notion of a successful police force in the broadest sense and f-urthermore, the measurement of
overall performance has not been attempted. Unfortunately, the white paper preceding the police reform programme
had a clear focus on the police role in fighting crime and, indeed, comrnented that the most important job of the police
is to catch criminals (Home Office 1993).

This somewhat limited role should be balanced by a much broader understanding of policing and its contribution to
democratic society and if a vision of what is a successful police service is not articulated by government, it will fall
to chief constables to fill that gap. Unfortunately, if chief constables are to be the subject of comparison on national
league tables of performance reflecting a limited number of enforcement type activities, then it will be increasingly
difficult for chief constables to resist being pushed in that direction.
The police authorities have an important role to play in the definition of what they consider to be the vision 6f a
successful policing service for their area and there is an opportunity for chief constables and police authorities to form
an alliance to balance the pressure emanating from central government. This is not a suggestion that there is a choice
between the needs of the centre compared with the needs of local police forces, it is simply an observation that there
is a need to integrate these competing demands within a broad vision of what a successful police force will look like
in a particular area. It may be necessary, however, for a police authority to accept that their police force will not be
at the top of every performance league table because there are more valuable measure of performance in respect of
their police force. Furthermore, as a member of the Gloucestershire Police Authority commented, it may be necessary
and sensible for a police force to engage in activities which may not be very effective, but do make the public fe,e1
good. The ultimate aim must be to retain public confidence, therefore, it would be foolish to achieve technical
excellence at the expense of the decline in public satisfaction and confidence.
The final matter to be considered in this definition of vision is to ensure that there is a clarity and separation of what
should be achieved by a police force and how it should be achieved. As the Audit Commission Cheques and Balances
observes, one of the strengths of the recent reforms of police organisations has been the devolvement to chief constables
of more responsibility to manage the affairs of the police force (Audit Commission 1994). They state that
accountability of the chief constable is enhanced by this new framework but the operational independence of the chief
constable has remained unaltered. They do not see it is in any way contradictory because the police authority can
articulate with clarity what the police force should be achieving in the future and it is then a matter for the chief
constable to work with his staff to determine how to achieve those goals.
PBO In Action
In an earlier section, PBO was defined as the application of rational principles of management. PBO is, in essence,
a process of taking action to achieve desired results. Goldstein's (1960) approach to problem identification, analysis
and solving' have generally been applied at operational level. Its focus has tended to be as a key element of effective
community policing. Where the application of PBO principles has been successful, it has been as a coherent
organisation, wide philosophy and structure of problem identification, analysis and solution. The application of PI30
principles lias greatly enhanced the feasibility and value of planning. The demand led nature of policing typically
creates a culture of rapid response whether it be to an armed robbery or to a sustained rise in burglaries. What the
PBO model demands is time to be taken to determine:238
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Where do we want to be in the future?
Where are we now?
What do we have to do to move forward?

Three more simple statements but it is remarkable how of-ten they are overlooked and in so doing, the options for action
tend to be limited and, furthermore, decisions made on little or no objective evidence.

•
•

•

•
•
•
•

National priorities may help to answer the first question about where we want to be in the future but as the Audit
Commission pointed out, it is not sensible for those having no responsibility to deliver, to be telling the deliverers how
to do it. Unless police forces take time to consider the options to achieve the desired results, the pressure of resources
will overwhelm the capacity to respond. What forces have increasingly got to do is to find cleverer or smarter ways
of doing things.

•

Orrnisational and Cultural Issues

•

•

PBO

model is not something that can be bought off the shelf at the local management supermarket. It is,
The
essentially, a way of thinking and doing policing. Consequently, it has to be nurtured within an appropriate
organisational and cultural setting.

•

•
•

The extent to which the Home Secretary's key objectives are tactical has been the subject of comment in a previous
model, it is essential that chief constables assign the authority for problem
paragraph. In the context of the
of
the
organisation. This requires organisational structures such as clear lines of
solving right down to the bottom
communication, devolvement of finance, authority for decisions on deployment and policing tactics to be given to local
commanders at divisional level. The devolvement of this authority cannot imply an abdication of responsibility as the
chief constable will and must remain responsible for the overall conduct of the police force. Therefore, the
development of these organisational arrangements carries with it significant risk for the chief constable and this is not
rigorous
without its stresses. It is also essential that this devolvement of authority is accompanied by a
does
provide
costs
and
time,
but
both
in
monitoring and evaluation system which does not overwhelm the organisation,
sufficient safeguards and rigour to enable the chief constable to sleep at night and be publicly accountable for his
performance.

•
•
•
•
•
•
•

PBO

suf-ficiently

•
•
•

•

•
•
•

To a degree, the organisational requirements of rational management systems can be achieved relatively easily. They
can be designed, documented and implemented and reviewed in action. What is far more difficult is creating the
cultural climate in which staff achieve the benefits of the organisational change. It is pointless a chief constable
articulating an environment of devolved authority if, on the first occasion a decision is made at a lower level with which
the decision maker is publicly punished. In fact, the chief constable has to learn to live with the mistakes
he
of his staff and attempting to create a learning culture where mistakes are progressively reduced. In respect of the
will be grateful for the opportunity to get on and make their work more effective, there are others
staff, whilst
who will be more comfortable by being told what to do and when to do it. These people are far more comfortable with
passing problems up the chain of command to be solved elsewhere than sitting down and thinking it through themselves.

•

Key Issues in P130
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disagree-s

rnany

management systems are brought into disrepute as they are interpreted through the
Unforturiately, a number ofas good
solutions looking for problems. PBO, like other systems has suffered at the hands of the

process of implementation
incompetent leader and manager. To enable police forces to successfully respond to social change, increases in public
demands for services, and financial constraints, more sophisticated and robust management systems have had to be
process of defining a statement of policy integrating national and local priorities in the context
employed. The.
of a statement of mission, thereby has focused the attention of all staff on where the organisation wishes to be in the
future. The next stage is to ensure that routine services both to the public and supporting the organisation, are

PBO
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maintained at acceptable levels of performance. The second main thrust is to identify developments for the coming
year. The PBO model defines this as maintenance and development goals. In Gloucestershire, the need to maintain
levels of service as defined quality standards is incorporated in the first goal of the Constabulary. In development
terms, the second goal is seeking to improve productivity by increasing the amount of staff time available for direct
service delivery. The need to respond and solve local problems is incorporated in yet another goal.
When an organisation is committed to devolving authority, it has to balance the need at the top of the organisation with
signalling the broad direction in which the organisation will move during the coming year with the opportunity for
sufficiently flexible response to take action at the local level in accordance with local circumstances. Consequently,
the use of objectives at the next tier down is not simply one of semantics but is an acicnowledgement of the difference
that is required in the degree of specificity between broad goals and more tightly drawn objectives. In practice, it
allows divisional commanders and departmental managers to respond to the goals as their circumstances dictate and,
in fact, it is not necessary for all divisions and departments to set objectives for every goal.

A further important reason for providing opportunities for a flexible response at divisional level is to recognise the
reality of finite resources and to enable divisional commanders to utilise to best e ffect their devolved budgets. They
are given the direction and the vision of what is to be achieved but the decision as to how to act and the extent of the
resources deployed remains within their local control.
An enduring problem in organisations is the failure to achieve action at the point of service delivery which can be
shown to be a clear response to the goals. Experience has shown that the same level of rigour and discipline in
planning, problem analysis and developing solutions has to be employed at street level as it does at strategic level.
Consequently, the development of action planning and documenting those plans is a vital part of the process of
delivering results.
Another common problem that organisations face is the reluctance to measure and monitor results. It is often arg-ued
that it is either too difficult or too costly or not relevant. In the absence of monitoring results, organisation can only
guess at what they have achieved. It vvill be difficult to convince the public that the spending of millions of pounds of
their money annually is the result of informed guessing on the part of police organisations. The monitoring and
meastaing of results is simply good management practice and a vital part of the process of continuous improvement
and a key element of public accountability.

The requirement under the Police & Magistrates Courts Act 1994 for police authorities to publish annual policing plans
has added further support to the adoption of a rational.'system of management as exemplified by PBO. Annual policing
plans offer opportunities to improve performance but they also provide a potential threat that they could be introduced
as a means of undermining the operational responsibilities of chief constables. Unless these plans are seen as an
integral part of the way in which the force provides services and monitors results, there will be just one other document
that is published and forgotten.

Conclusions and Issues for Discussion
The balancing of potentially competing interests which are the essence of the tripartite arrangement exemplifies the
balancing of national priorities with local community needs in the delivery of police services. This paper has attempted
to demonstrate the potential difficulties that chief constables will experience in achieving this balancing act. It has been
argued' that there is a need to apply a consistent and practical management model to translate high level exhortations
to the achievement of positive results in service delivery. The PBO model has been shown to make a valuable
contribution to improving the management of police forces and its principles have been adopted widely in British police
forces (Ackroyd and Helliwell 1991). The extent to which government intends to centralise control of policing and
dictate policing tactics through national objectives, policing plans, performance targets and performance measures, only
time will tell. It is to be hoped that in the process the fundamental strengths of the British policing systems are not
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damaged and the public continue to receive a better services. Some observers are less than optimistic. Commenting
on the flaws in the govern ment's reforms Reiner (1995) observed:Kenneth Clarke (the then Home Secretary), rightly claimed his package of "reforms" was the most
profound since Robert Peel. It appears to me that the only difference was that Peel initiated a style
of policing that eventua lly came to be a model for the rest of the world. The Clarke-Howard
"reforms" threaten to undermine it fatally.
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Appendix A
HOME SECRETARY'S KEY OBJECTIVES 1995/96
1.

To maintain and if possible increase the number of detections for violent crimes.
The key performance indicator associated with its objective is the number of violet crimes detected per 100
officers.

2.

To increase the number of detections for burglaries ofpeople's homes.
The key performance indicator is the number of burglaries of dwellings detected per 100 officers.

3.

To target and prevent crimes which are a particular local problem, including drug related criminality, in
partnership with the public and local agencies.

4.

To provide high visibility policing so as to reassure the public.
The key performance indicator will be the public satisfaction with level of foot and mobile patrols.

5.

To respond promptly to emergency calls from the public.
The key performance indicators are:-

•

The percentage of 999 calls answered within the local target time;

•

The percentage of responses within the local target time to incidents requiring immediate response.
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In the late
and early
there were a lot of buzzwords to describe the radicalization of various political
movements. There were radical feminists, politicized youth, grey power, black power, and so on. All these
movements contained individuals who at some point in their lives had that mythical conversion on the "Road to
Damascus. I also had a conversion on the "Road to Damascus." It began with my working for the Peel Police
Services Board and was bolstered with my experience and knowledge of the state of board governance, especially
police board governance, in Canada.

•
•
•

As the main researcher for the
"Putting The Tools In Place," I also gained from studying board governance
in other sectors and jurisdictions. Now that I have become radicalized and politicized to this particular issue, I would
assert one basic fact which I hold to be true.

•
•

Board governance is the least understood and perhaps the most important factor in determining the success of any
organization. Examples abound. From just this week reading one daily paper, I gleaned several different examples
of how a board has a ected the performance of a corporation.

•
•
•

You heard yesterday about
As Douglas
remarked in the Globe and Mail, "The existence of weak
boards
explains why the Canadian public paid and paid and paid to keep the public sector energy concern in
business."

•
•
•

Also from the Globe and Mail, from this Tuesday's edition, an article on the private sector recruitment of Frank Dixon
to transform B.C. Rail. Instead of bringing B.C. Rail in line, Mr. Dixon was torpedoed by his Board of Directors,
described in the article as a group more concerned with reputation-busting politics than safeguarding the public interest.

•
•
•
•
•
•
•

While these articles speak about public sector governance and fiascos, the private sector often fares little better. Some
of you may recall the United Way of America crisis in
Essentially it became public that the President of the
United Way had spent donated funds on first class air tickets and other questionable personal expenses, and had hired
as chief financial officer a friend with a somewhat suspect background. In analyzing the fallout from the negative
publicity, it was concluded by Time Magazine, and I quote "(the) scandal showed that a board that looks well suited
to the governance role sometimes isn't
(Where was the Board) is an especially appropriate question when you
consider who was sitting on that board at the time: a team of heavy-hitting corporate leaders including William Gates
from Microsoft; Ralph Larsen from Johnson Johnson; and Robert Allen from AT&T, chaired by John Akers of
IBM."
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•
•
•
•
•
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The end
was that the United Way of America scandal
World War II.
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I have been politicized even become radical about the role of boards and the importance of board governance.
However, my role here is not to try and convince you of the same. Hopefully,
Saldanha planted that seed with
about what I believe needs to be in place to create an effective and
you yesterday. Instead, I will be
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re,sulted in a decline in contributions for the first lime since
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Frederick Biro is Executive Director for the Regional Municipality of Peel Police Services Board, as well as
Executive Director of the Canadian Association of Police Boards.
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professional board, how it should be constituted, what tools it needs to assist it in doing its job, what authority the Board
should have, what its relationship should be with its chief executive officer and other members of the service, what
its relationship should be with its constituency .groups, and what a Board is not. Much of my cormnents will be based
upon my work with the Canadian Association of Police Boards and the research undertaken for its report on board
governance. I will also be drawing upon other authorities, such as John Carver, as well as basing some observations
on the period I spent in government.
I will also discuss the existence of a police board vis-à-vis police accountability.
The Right Stuff
There are two vital ingredients in making a strong Board. Picking individuals with the "right stuff," and then providing
them with training.
Cyril Houle, in a book written thirty years ago entitled The Effective Board, proposed a basic list of traits that all board
members shouM possess: a commitment to the service or function of the board; intelligence; courage; a capacity for
growth; a willingness to serve; and an ability to work with others. He concluded, however, that "A selecting authority
may find it possible to bring such a list of traits forward for discussion, but sometimes this procedure leads only to
embarrassment, and it is far better to leave the list implicit rather than explicit. Most of those with selection
responsibilities do have such a list of traits more or less clearly in mind, however, as the discussion of particular
candidates reveal."
I will put Mr. Hottle's comments far more bluntly. You cannot make a silk purse out of a sow's ear. And,
unfortunately, you cannot tell if you have silk, or a sow's ear, unless you undertake some kind of personal interview
process. Before you can interview, you must know what traits, combination of knowledge, and experience you
require.
Therefore, the first step for a successful board is to determine what type of board is needed. What its role is to be,
what blend of experience is needed, what knowledge and underlying competencies do you wish your board members
to have.
When the CAPB undertook its stu-vey of police board members, it discovered that overwhehningly board members
felt that underlying competencies were far more important than experience in determining a successful board member.
When asked to rate as best they could which c,ompetencies were most valuable, the list ran like titis: Number 1 — openminded; followed by ability to cooperate; ability to compromise; and being a "free-thinker" — in other words someone
who would not be captive to management.
Conversely, destructive traits were seen as inflexibility, being one-issue members, a lack of commitment, and having
pre-conceived notions about police. Except for that last point, those traits can be applied to almost any board. Likely
all of us here would like to see all governance structures composed of individuals with those underlying competencies
or traits.
The only method that promises even partial success in determining which individual possesses those traits is a personal
interview, perhaps by telephone, but better in person. If one accepts the premise that police governance is an
important, even vital issue, then this should not be seen as an onerous, or impossible step.
Qii4fications are also important barometers of performance. However, again, when surveyed police board members
did not rank so called professional qualifications as being the best precursors for success on a police board. Instead,
qualifications were ranked in this order: record of community involvement; knowledge of race relations issues; and
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lcnowledge of human rights issues; followed by a background in financial management. The least important
qualifications were seen as being an elected public official or a lawyer.
I believe this result speaks to the same issue of "civic community" referred to in yesterday's presentation. Those
individuals who have already had the opportunity to serve on a police board assess community involvement — an
already demonstrate(' link and interest in the civic community — as being a far greater barometer in deciding who will
likely be a valuable addition to the Board.

The right stuff -- is made up of two components; competencies and qualifications. The appointing authmity should
determine what it expects the board to undertake — whether it be a consultative role, regulatory, quasi-judicial, or some
combination of these; and then hand pick individuals to undertake the role it assigns. Hand-picking a board is not
sufficient, however. It ignores the reality that all board members, no matter how competent or experienced, must have
a complete understanding — before all else -- of what a board does and how it does it.
Two professors from the Western Business School, based in London, Ontario, outlined the following process for better
director selection: plan the Board composition; develop director specifications; search for, screen and select
candidates; and brief and train new directors.
I can assure you, based on my experience, that rarely is this common sense process followed to its natural conclusion.
Governments seem to have this view that, much like Athena, board members blossom full grown from the brow of
government patronage. The reality is, of course, that each board member faces a steep and intimidating learning
curve. Initial orientation briefings and ongoing training shorten, but do not eliminate, the learning process. Without
providing training, the appointing body is simply setting up the board for failure, which in turn leads to ongoing
problems, even chaos, for the organization it is supposed to lead. It also discredits the board governance concept, a
type of self-fulfilling prophecy.

The CAPB spent conSiderable time studying orientation and training. I believe its conclusions are worth repeating.
The CAPB believes that training should be seen in three basic components: orientation — to be made available
imtnecliately after appointment; basic — to be provided within six months to one year after appointment and enhanced -to be provided vvithin 18-24 months after appointment.
Of the three stages, orientation is clearly the most important. Based on the individual jurisdiction, orientation should
likely include the following:
•
•
•
•
•
•
•
•

a clear tmderstanding of the role of the Board;
a clear understanding of the relationship between the Board, the chief of police and police managers;
an understanding of what type of information is provided by the police service;
an overview of relevant legislation;
a review of the police budget;
a review of labour relations;
an understanding of public and media scrutiny of the board; and
a clear idea of where the board member should go for advice, assistance or information.

As well, new board members, again depending on the jurisdiction, should be provided vvith:
•
•

written policies concerning the Board's policies and procedures; and
any relevant written documentation concerning the police service.

This could include last year's statistical report, strategic plans, ongoing, public projects such as crime prevention
initiatives.
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Distinctions
basic and enhanced training are less clear, and are again based on the needs and characteristics
of boards in individual jurisdictions. In many instances, these training process can be very informal and be dependent
upon a process of osmosis, or picking up information through the course of board meetings, the reading of reference
material, meeting with senior police staff, and so on. In other areas, structured training may be available.
Basic training could include elements of the following:
•
•
•

•
•
•

board governance and oversight;
budget planning and financial management;
race relations/employment equity;
organizational and
relationships and interactions with the Board;

corrununity

community-based policing principles;
complaints process;

Enhanced training could include:
•

performance evaluation for the chief of police;

•
•

policy development;
strategic planning;
collective bargaining; and
review of legislative principles and government priorities and initiatives.

•

•

ctirve

As you can see, there is a conscious attempt to recognize the learning
all board members must go through. In
other words, there is not much point in providing training on community-based policing programs and principles the
day after appointment. Without a base from which to start, it would be impossible to properly explain its rationale and
importance. Equally, the performance evaluation of the chief of police is meaningless if undertaken by a new board
member board without a proper context in which to judge the chief performance.

s

I will not go into training delivery during my comments, but would be pleased to respond to questions about it
afterwards.

--

We now have a board with the right stuff we have provided it with orientation and training. It is effective and
professional. The next question is what does it do and what does it have to do with police accountability.

•

—

Governance and Oversight
A word on governance and oversight. Governance is just what is suggests, the ability to govern, to shape, to create
policy, and direct action. Oversight is also very self-descriptive. Oversight speaks to the ability to oversee, to judge,
and to assess that certain actions are being undertaken in accordance with policy or direction.
it is my strong belief that oversight is a

fimction of governance, as opposed to the opposite formula. I would also hold

that governance, while far more important, is meaningless without oversight.

To add to the confusion, a board, when operating correctly, will spend the vast majority of its time on governance
issues, and very little on oversight. But, and I seem to be sinking deeper into contradictions, this is true only after
policies on oversight have been already put into place. An illustration is likely to be

helpf-ul.

The Peel Police Services Board, on which I serve as its full time executive director, has a number of policies in place
that flow from governance, but really speak to its oversight role. These range from financial control by-laws, to
policies requiring receipt of statistics and reports to do with public complaints, police pursuits and so on.
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Compilation of these reports, especially the quarterly reports that have to do with matters such as reserves, or the status
of capital projects talce a considerable amount of time. It can cause a great deal of frustration that often causes a certain
amount of venting by the individmis involved. And understandably so. To an overworked Director of Finance, it must
be maddening to spend days on end preparing a complex report that is then reviewed and received by the board in less
than a minute.
Notwithstanding the frustration of the Finance Director and the Board's seeming indifference, I would suggest oversight
reports of this nature serve a very important role. They provide proof, and reassurance, to a board that its instructions
and policies are being carried out. It spealcs to good corporate governance — the board knows what is going on and
can take comfort from that knowledge, allowing the board to spend most of its time on issues to do with the future
direction of the organization, or spend greater time on newly emerging issues.
Without oversight policies in place, which can be time-cons-tuning to develop, a board will also be open to the worst
ldnd of surprises -- as will the community at large.
A case in point has been in the Ontario media for the past number of days. The board of a large non-profit
organization representing institutions under severe financial pressure has just discovered that the Chair of the Board
signed a contract with the President for payment to the President of over a half million dollars. While the legality of
the transaction is still up for question, my comment would be what procedures were in place to prevent the Chair acting
in such a unilateral fashion. Oversight policies put restrictions and guidelines in place precisely to prevent nasty
surprises. If nothing else, they let board members sleep more soundly at night.
Oversight policies, as instituted by the governing entity, are the most obvious manifestation of police accountability
to a board. It would be my submission to you -- one I will be repeating more than once — that boards must have the
ability to institute such policies.
Moral persuasion can accomplish a great deal. It worlcs for many advisory groups and consultative cœmnittees.
However, it cannot replace a direct reporting relationship linked with authority to require certain information to be
submitted for examination. There is limited consequence if correct information is not supplied to a consultative
committee, or if the officer-in-charge fails to regard advice given to him or her in good faith.
There is a potential consequence if a chief executive officer does not follow a lawful order of a police board.
However, I will take perhaps my most controversial position by saying that I believe the current situation in Ontario
and Canada respecting the relationship between the board and the chief executive officer should be reviewed.
First, by way of background, good corporate governance dictates that the relationship between individual board
members and the chief should be one of peers. The chief of police is the board's number one resource. It is the person
they rely upon for the information they need to make informed decisions. The relationship between individual board
members should be professional and one of mutual respect.
The difference between the entire board, acting in unison, and the chief is hierarchial. In essence, and this is especially
true because of the unique characteristics of police work, the board has only one employee to which it should give
direct orders -- and that is the chief of police. Obviously, there will be contact with other members of the service,
especially senior management. But for all intents and purposes, the board's authority flows through the chief to the
remainder of the organization.
It stands to reason that if the board has only one employee, then it should have a greater ability to deal with that one
employee. Currently, the situation, if not in Canada then certainly in Ontario, is boards have limited authority to
terminate a chief of police. In fact, signed fi xed term contracts, as witnessed by recent events in Metropolitan Toronto,
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have limited value. Without going into great detail, recent judicial decisions have dictated that once a board hires a
chief of police they must provide a reasonable term of service for that chief, deemed to be ten years in length.

vvil —

the situation in the United States
I am not an advocate of boards naming rampant and hiring and firing chiefs at
is witness to the folly of that approach. I am an advocate for a professional, meaningful, accountable relationship
between a board and its chief of police. If the board has only one employee in true corporate governance, and if the
board's most important decision is hiring the right chief of police; it stands to reason that the board must have the
ability to properly hold the chief accountable for his or her performance and that of the organization. I would submit
a fixed term contract provides that surety for both sides.
I spoke earlier about oversight policies supplying a degree of police accountability. To reiterate, this can be
accomplished by the collection and presentation of statistics on use of force, pursuits, types and frequencies of
complaints, and so on. There are also a number of financial controls that can be instituted that fall under the board's
oversight role.
Budget control, however, is a governance issue, and the setting of a budget is likely the second most important task
undertaken by a board. Without some degree of budget control, I would submit a board is largely powerless, once
again dependent upon moral persuasion to convey its authority.
It is perhaps stating the obvious, but the majority of police budgets are taken up by human resources. In Ontario, most
percent of current budgets to salaries. By controlling budgets, boards can ensure
large police services dedicate
that resources are being directed to the priorities they have identified.

80-90

The establishment of budgets is a governance function. Once this is accomplished, ongoing review of dispersement
is an oversight function. Together, they provide boards with a necessary window on the activities of the police service.
Most of the points I have raised with respect to board accountability have to do with the administrative or bureaucratic
of the board. It has to do with board meetings, agendas, paper and more paper. The reality is that much of
a board's work is taken up by the minutiae of its role. While often trivialized by members of the police service and
even members of the board, careful and ongoing scrutiny of the workings of the police service is a valuable function
that, if properly utilized and undertaken, benefits the police service and the community.

fiumtion

The board's role goes beyond that. While it is difficult, if not impossible to quantify, and while each board operates
di erently, there is no question in my mind that the most important component a board brings to police accountability
is simply being there. A civilian police board, with the ability to ask questions of senior police managers, with the
ability to ask them to explain their actions and the action of their officers, is a remarkable invention in western
democracies.

ff

The presence of an active and inquisitive board can build confidence within the community and build a greater
conscious thought,
appreciation of the work of the police service. It is my strong belief that the community,
civilian authority,
this
level
of
of
this
body,
Just
the
presence
the
world
of
police.
sees the police board as its entry into
provides reassurance that answers will be forthcoming if needed.

vvithout

Again, another story may be instructive.
Some years ago, I attended a meeting of the International Association of the Civilian Oversight of Law Enforcement
reporter stood up and
held in San Diego. One session had to do with media access to the police. Reporter
complained about their inability to get even basic information from the police forces in their area; basic information,
such as officers accused of misconduct, or an officer involved in a high profile incident. They maintained it was this

af-ter
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unhelpful, shuttered approach that led to crusades by reporters to seek out information they believed should be in the
public domain.

•
•
•

I informed those present that we had the opposite problem. That while we published the names of police officers
convicted of police act charges, that while we published synopsis of all public complaints, and that while we routinely
released information on the financial workings of the police service, we couldn't even attract one reporter to our
meetings. It just wasn't news anymore.

•
•

my fellow delegates that a member of the American Civil Liberties Union told me to sit down and shut
I so
up the discussion was about American problems, not about Canada.

•

I don't think I can overemphasize the importance of the community forum the board provides as a means by which to
question police activities. At the Peel Board, we actively solicit public participation by advertising evening meetings
on subjects of interest to the community. Most recently, it was on problems caused by towing operators at accident
scenes. Not a sexy issue to many police officers, but a genuine concern to community members. We've held public
sessions on our hate crime policy, on race relations and employment equity. We've held our meetings in schools when
we've talked about youth violence, in shelters when we've talked about how we deal with the physical and sexual abuse
of children and spousal violence.

•

•
•
•
•

•
•

•
•

irnpressed
--

•

Some of the sessions have been quite raucous and controversial. Others have attracted less than ten people. What is
important however, is the doing of it the ongoing demonstration that the doors are open and even if a wind is not
all the cobwebs out, then at least they're getting a good airing.

•

Local Boards versus Provincial Bodies

•

•
•

••
•
•

•

--
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Yesterday's presentation drew a stark contrast between local police boards and provincial or state oversight agencies.
I would echo the comments made. However, there is no doubt that with respect to oversight, provincial agencies,
play a very important role. I would go as far as to say that local boards, and police
properly constituted and
services, benefit by their presence.

resourced,

•

Without revisiting the entire issue of oversight versus governance, I believe it is suffice to say that provincial agencies,
staffed by full time personnel, have the expertise and training necessary to investigate and reconcile situations that
require a degree of expertise beyond that of local boards. The investigation of serious injuries and deaths of individuals
as a result of police actions is one example that readily comes to mind. The work undertaken by police commissions
a egations of misconduct or systemic problems with individual police services is another example.
to investigate

•
•

This brings me to my concluding comments, which have to do with the limitations of local boards. While I believe
they are important, even invaluable entities, local boards suffer from the limitations imposed on them by their very
makeup. The same limitations are also their chief strengths.

•
•
•
•

•
•
•

•
•

•
•
•
••
•
•
•
•
•
•
•
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Boards are largely part-time. They do not have the necessary time or mandate to be full time governors. Nor should
they be. Their role is to provide the necessary means and guidance for the chief of police to manage. More than one
board has floundered when it has decided its role is daily hands-on management.
Boards are also, by necessity, neophytes when it comes to policing. Many board members will gain expertise and
knowledge about policing during their tenure. In fact, it is imperative they do so. But no matter how talented an
amateur they may become, they will never supersede the experience and knowledge provided them by the chief of
police and the other members of the police service.
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While this is a limitation, it is a limitation by design. Board members are chosen for talents and experience that do
not necessarily relate to police. They are chosen to be that arena of sober second thought, the sounding board,
spealdng from experience gained in other pursuits and other life skills.
To do their job, boards must therefore be provided with accurate bottom line; and we 'mow they come up against
perhaps the greatest obstacle boards face.
Too often, because of painful past experiences, and I can provide examples myself of questionable board decisions,
or natural distrust, or even a refusal to accept that a group of political hacics can provide any meaningful insight or
advice, many police managers simply will refuse to work with boards.
They do not provide the information needed to make informed decisions, leading to ill-advised undertakings, leading
to hostility and ultimately affecting the entire organization.
Other police managers encourage the "mushroom" theory — keep them in the dark.
It wasn't that long ago that I was accosted by a Deputy Chief of Police who complained to me about his board. He
said, and I quote: "What's wrong with those people - they don't believe me, even when I tell the truth."
Conclusion
I hope I have given you some flavour for what makes a successful board, what it can provide by the way of effective
board governance and police accountability, and the value of boards and their limitations.
A good board makes a police service and a chief of police that much better. It supports, it challenges, it questions,
and applauds. It is an informed microcosm of the people we serve, and mirrors the expectations we have of one of
the most cherished public services in western society.
Boards do lead to effective police accountability: through oversight policies; through governance; and, in many
respects, simply by being there.
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Overview

and_Data Collection
It is axiomatic that almost every commercial organization and professional body seeks to thrive, grow, and productively
evolve. In the private sector, attempts are constantly underway to obtain useful feedback f-rom the consumer vvith
respect to the product or service that is being delivered. The "suggestion box," conunonly found in retail stores or
Complaints, Consumerism,

restaurants, is a familiar example. It has also become commonplace for consumers to receive customer satisfaction
questionnaires and phone inquiries after the purchase of "big ticket" items. Private sector welcomes and requires this
information; they do so because
information assists them in the production of a better product or service.
Complaints and concerns are welcome; requests for different manners of service delivery are sought out by service
providers. For the private sector, information provided by the consumer becomes the backbone for future planning
and development.

titis

It has become patently clear in the last quarter century, that the professional police community has missed valuable
opportunities to make use of various data, readily available from the
they serve. The operative
atmosphere in the realm of complaints and discipline has often been defensive and resistant. Instead of devising useful
reception vehicles to collect and utilize valuable data, the principle effort has been directed at resistance to openness
and regulatory models that insist on accountability. It must, of course, be kept in mind in this discussion, that policing
cannot be equated with operating Marks Spencer, Wal-Mart or a McDonald's restaurant chain. Unlike the private
sector, the police must interface with a percentage of the population who would take pleasure in maligning and
degrading the police. Few private sector businesses are likely to have their "suggestion boxes" contaminated with false
or malicious complaints
their service or employees. This is not to say that a career criminal, on occasion,
does not have a legitimate complaint against the police; it is more precise to postulate that false or vindictive feedback
is likely more prevalent in the policing context than in the private sector.

cormnunities

&

c,oncerning

This latter circumstance, however, should not become the rationale for disengagement by the police from consumer
and service data collection. Recognition of the context mentioned does not preclude suitable process development that
concern. It is necessary that police services engage the matter of complaints and discipline in a
will embrace
proactive fashion, leading to the generation of data that will assist in the improvement and delivery of service to the

titis

•

community.

•

The Objective%

•

If a more receptive approach were available in the police community
complaints, information gathered from
this resource area could be effectively used in systematic complaints reduction programmes. The objective, of course,
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would not be the elimination of complaints, which is considered an unachievable goal in the police context. The goal
would be to reduce complaints across the spectrtun of complaint classification areas. Those circumstances which
generate "valid" and "justified" complaints would be the focus. It might also be the case that a systematic approach
would work to cause some reduction in those complaints (borderline type) that are "invalid" and "not justified." If such
a by-product were to follow, surely it would be all to the better.
Causation

In some jurisdictions, these realities have been recognized and change is underway. Analytical research, however,
has been sparse in the area of complaints and discipline and the data that is being collected is not always put to the most
effective use. Important work for the police community exists in this quarter.
It is aLso the case that very little research and study has occurred in regard to the root causes of police misconduct in
the context of citizen complaints. Would significant reductions occur in the volume of complaints, were recruits
provided training in communication skills; cultural and ethnic awareness; intervention training; and conflict
management? Would existing line o ffi cers benefit from similar in-service education? These are submitted to be
important inquiries which should be given prompt consideration.

.Curr.entData
Even though useful current data is sparse, there are two specific complaint classification data areas that attract
comment, even as they now stand. Classification areas that attract vast numbers of complaints are "use of force" and
"incivility" (improper attitude — conduct). In the 1994-95 Annual Report of the British PCA, 2,077 complaints were
reported for "incivility" (apprœdmately 10%). In the 1994-95 Annual Report of the RCMP Public Complaints
Commission, 311 complaints were reported for "improper attitude" (approximately 14%). Use of force complaints
constitute the highest percentage of the whole in the United Kingdom and a substantial percentage in the overall RCMP
context.

Of the two mentioned areas, those in the abuse of force realm are the more difficult to address in the context of
complaints reduction. The other source of difficulty, however, would appear to beg swift remedial action. This
proposition is offered on the basis that those complaint areas describe (if not exclusively) conduct that is predominantly
oral in nature. It is furthermore offered that oral conduct (and misconduct) in law enforcement should be c,onsidered
in a far different fashion than physical conduct (or physical misconduct).
Use of force is an essential aspect of law enforcement. That force must be used on occasion is inextricably linked to
allegations of excessive use of force. Oral misconduct, however, is not linked in that manner of relationship to lawful
oral directions or instructions from police officers. Why then are the complaint statistics so high in the areas of
"incivility" and "improper attitude"? Even given that officers are obliged to resort to stiff verbal communication on
a frequent basis the figures appear excessive.
It would appear to the writer that this area (i.e., incivility — improper attitude) is ripe for major change. Law
enforcement can be accomplished effectively, and perhaps more effectively, vvithout officer resort to gratuitous foul
and offensive language or insulting and degrading comment. Although the human condition permits that any individual
may have occasion to be short and impatient at times, a concerted effort should be made to deal with any negative oral
communication c limate that exists ma service or that is developing in this connection. Zero tolerance (with substantial
penalties for breach) should be specifically imposed in the context of racial and ethnic slurs or race profane
observation.

The cost savings alone that would accrue from substantial reductions in regard to "oral" conduct complaints warrants
a firm review of this area. It may also be very useful in data collection to provide for a classification of complaints
254

•
;•
••
•
•

based on allegations of "oral" misconduct. Significant improvement in this area would engage both consumer and
community policing goals.

•

Procedural

•
•

An equally important area for consideration in this regard, is the manner in which complaints are processed through
the complaints and discipline system. Over twenty studies recently conducted in the United States confirm that a
perception of fairness in the process is critical. If a complainant perceives that injustice has occurred in the result, he
or she may be far more able to accept that determination if the process appeared even handed. This context is
important for the citizen with a valid complaint which cannot be proved or in circumstances where the citizen perceives
that the complaint is meritorious. Process is cri cal to a perception of fairness.
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In this connection, police services must demonstrate to citizens that complaints are handled through an effective,
unbiased system, founded on fairness and integrity. Engagement in this regard begins at the moment the citizen walks
through the police station door or picks up the phone to register a complaint. The system should be "user friendly"
from the format of the citizen complaint form to the potential for a mediation meeting with the officer concerned.
Written information concerning the process should be comprehensive and readily available at brochure counters and
displays. If the police service uses methods of informal resolution, officers engaged in the process should have suitable
training in that regard and the citizen should be asked to formally "sign off" on the complaint before it is considered
closed.

•
•
•

In a similar vein, those involved in the organization of police disciplinary hearings should treat the citizen in such a
fashion that a perception of fairness will arise. If the citizen perceives that he or she is an outsider in the hearing
process, dissatisfaction may arise even if the result is considered acceptable. Pains should be taken by presenting
to demonstrate to ci zens that the process is inclusive and that their views are important. In this regard, there
is much to be said for a hearing process which permits the complainant some opportunity to pose questions and make
submissions, independent of the presenting officer.

•
••
•
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•
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of-ficers

vvtitten)

•

that the
Presiding officers should make a conscious effort to demonstrate in their decisions (whether oral or
positions of both parties have been heard and considered. This is especially so where the discipline model authorizes
by a police officer from the same service as the complained of officer. Every means possible to dispel
perceptions of bias for either party must be demonstrated.
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The preceding overview creates potential for identification of several distinct areas that may be usefully pursued in a
complaints reduction program. The list that follows is not intended to exhaustively describe what may be useful for
review in this context. However, the content should provide some starting point for discussion.
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decision-malcing

(1)
(2)

(3)
(4)
(5)
(6)

Recruit Selection and Training;
Probationer Training and Review;
Service Members Continuing Education and Training;
Management Training;
Constructive Engagement of Police Associations and Federations in the Complaints and Disciple Process;
Procedural Improvements in the Complaints Process;
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(7)

Data Collection and Analysis;

(8)

Current Data of Significance; and

(9)

Technology.

•
•
•
•
•
•
•
•
•

Workshop

(1)

•
•
•

Recruit Selection and Training
(a)

Selection Process

•
•

drug testing
polygraph

•
•
•

background checks
education/advanced
track records

(b)

Reeniit Training

•

•
•
•
•
•
•
•
•

phycological tests

a

•
•
•
é
•

Attributes
•
•
•
•

realistic, non-artificial, truthful
tailored to the environment
guard against unintended messages
continuous

•
•
•
•

Classification
•
•
•
•
•

conflict management
dispute resolution techniques
intervention training
cultural awareness and ethnic
gender and sexual orientation

•
•
•

Operatdonalized
•
•
•
•

•
•
•

incident reviews - successful - not successful
focus group observations
in-service experts
video simulations
exemplary example
ambiguous example
unprofessional example
criminal example
measuring comprehension and retention
measuring attitudes
tracking
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(2)

Probationer Training and Review
•
•
•
•
•
•
•
•
•
•

(3)

Member Training (In-Service)
•

•

•
•

•
•
•
•

(4)

duration of probation
building on prior learning
involvement civilians
peer influence
self-study
selected training officers
partnering
credible process - clear articulation of goals
video-suspended officer/other
associations and federations

recruit context
conflict management
(ii)
intervention
(iii)
cultural and ethnic
(iv)
gender and sexual orientation
(y) dispute resolution techniques
police/public relations
economic context
automated delivery
police association/federation
employee assistance program
(i)
(ii)
behavioural alert system
personnel concerns program
(iii)
professional development
career enhancement
compensation/rewards
promotion tracks/evaluation

Management Training

•
•

•
•
•
•
•
•
•

resource deployment
economic
human
resource focus - damage control
reactive
(ii)
media spin
(iii)
response mechanisms
demonstrated interest
use of force policy
"bad apples - bad systems"
recruit context
bridging cultural boundaries
strategic planning
quality improvement
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•
•

(5)

Police Associations and Federations
•
•
•
•

(6)

customer focus
conflict management

-

inclusive policy development
training and education
review perspective
support systems

Procedural Fairness

- Complaints Process

(a)

Attributes

•
•
•
•
•

present evidence, ask questions, offer views
involvement in an inclusive process
perception listened to
consideration of positions
neutrality decision maker

(b)
•
•

Complaints_Systems
receptive - atmosphere

informative
brochures and guides
(ii)
intake forms
(iii)
assist mechanisms
(iv)
decisions explanatory
(v)
apologies without liability
time lines
(vi)
dispute resolution
informal sign-off
independent mediation
disciplinary hearing
procedural fairness
(i)
(ii)
open public possible
(iii)
atmosphere
(iv)
presiding officer training
(v)
presiding officer background
(vi)
penalty information
(vii)
follow-up contact
data collection source

-

•

(ii)

•

-

-

-

•

(7)

Data Collection
•
•
•
•

complaint classifications
citizen complaints and discipline
data use in recruit training
data use for in-service training
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1994 Violent Crime Control and Law Enforcement Act (USA)
(i) excessive use of force data
(ii) annual sununary
(iii) NU - RIS Reports
PCA
complaints data base (1994-95)
gender, age, ethnic marker system (1994)
Calgary Police Service
complaints tracldng system (1995-Paradox - database)
RCMP Complaints Commission
survey of complainants (1995-96)

•
•
use of force reports
•
•
officer surveys
•
•
citizen surveys
•
•
•
(8) Current Data
•
•
use of force
•
incivility and improper attitude
••
oral and physical classification
•
•
•
(9) Technology
•
•
OC spray - LTLF equipment
•
•
sights - NYC Transit Police
laser
•
•
tools - "spider" camera
surveillance
•
•
individual
amplified
audio message
•
•
virtual reality training equipment - high speed chase, etc.
•
•
•

•
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Current and Future Roles of Police Staff Associations
by

Lenna Bradburns
As the title suggests, the purpose of titis paper is to explore the ctuTent and future roles of police staff associations.
This paper will be limited to examining this issue within the Ontario experience, although one could speculate that there
would be many similarities in the experience-s of police staff associations elsewhere in Canada.
Policing in Ontario has changed significantly during the last two decades as the issues of the day become more
complex. Legislative changes, social and economic trends, rapid advances in technology and the desire by many police
managers to adopt a community policing philosophy focused on quality management and customer service principles
are all driving the need to assess and re-design police management processes.

Police associations are included in this change process. In Ontario, their mandate was first established in 1944. Their
role has evolved from that of an annoying nuisance, in the view of some, to a valuable partner in the management
process. In this paper, I will provide my observations and thoughts on the move toward a management/labour
relationship focused on a partnership model within Ontario's police services; what is driving the need for this model;
and, some crystal-ball gazing as to what the future might hold. To begin, it is important to understand the context of
policing in Ontario.
Policing in Ontario
Ontario has approximately 100 police services with memberships ranging from 10 to 7,000. The actual number of
police services has been decreasing over the years as smaller conununities have opted to contract with other police
services, generally the Ontario Provincial Police, to provide policing services. Today, the majority of Ontario's police
services are comprised of less than 50 members.
The administration of police services is set out in provincial legislation known as the Police Services Act. The Act,
proclaimed in 1990, provides for police services to be governed by a police services board comprised of members
appointed by the provincial goverrnnent and the local municipal government. With the police service as an autonomous
entity from the local municipal government, the police services board is responsible for, among other things,
establishing the priorities and objectives of the police service and negotiating collective agreements. Police services
boards are expressly prohibited from being involved in the day-to-day operations of the police service as titis
responsibility is the purview of the chief of police.
The Act also sets out that members of police services will be represented by local police associations for the purpose
of collective bargaining, with the exception of chiefs and deputy chiefs. Unlike other occupational groups and unions,
there is no certification process required for a police association to exist in Ontario since the Police Services Act
legislates that one will exist. Some police services have two police associations; one that represents those members
up to and including the rank of staff sergeant and civilian equivalents and a senior officers' association which represents
members from the rank of inspector and up, civilian equivalents and others performing in a supervisory or confidential
capacity.

* Lenna Bradburn, M.P.A., is Chief of Police, Guelph Police Service.
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In the collective bargaining process, the key players are the local police services board and the police association. The
Act sets out that the chief of police may be involved in an advisory capacity to either party during the negotiating
process. This departs from the previous role and practice of the chief of police who generally participated as a member
of the board's team at the bargaining table.
Establishing Police Associations in Ontario
In order to understand the role of police associations today, and to speculate on their future, a brief background of their
origins in Ontario may be usef-ul. Their history in Ontario dates back to the 1910s. At this time, many members of
police forces throughout the western world were involved in attempts to unioniz,e in order to improve their worldng
conditions.
The first significant event in Ontario's history occurred in 1918 when the Toronto Police Union was formed receiving
its charter with the Trades and Labour Congress (TLC). This move by the members of the police force was not well
received by the police governing authority of the day. The Toronto Board of Commissioners of Police refused to
recognize the union and the Board subsequently fired the union's secretary. The union filed a grievance over the firing;
however, this was ignored by the Board. One Cœmnissioner was convinced that the offi cers were victims of "the
recent Bolshevik literature which flooded the city" (Toronto Daily Star, December 7, 1918). Subsequently, another
twelve police officers were fired; the twelve who comprised the executive of the police union. On December 18, 1918,
the following article appeared in the Toronto Daily Star:
... that the Toronto Police Force go out on strike at 6:45 a.m. Wednesday December 18, and remain
so until such time as the 12 officers are reinstated to their former positions and till the union is given
recognition and the re-hearing of the Constable Gordon Ellis' case is given.
For the following four days, 355 out of the 500 police officers of the Toronto Police Force were on strike. This
relatively short and peaceful strike, both for the police officers and toronto's citizens, resulted in the parties agreeing
to the following conditions: 1-) the twelve officers would be reinstated; 2) a Royal Commission would be established
to inve,stigate the appropriateness of the Toronto police officers belonging to a trade union; 3) the Royal Commission
would rule on Constable Gordon Ellis' case (the union's secretary); and 4) the union would retain its TLC charter until
the Royal Commission's findings were made.
The Royal Commission presented its findings in May of 1919. The majority position of the Commission was not
favourable to the Toronto Police Union when it stated:
... the labour man is a producer--the constable is not; and therefore the underlying principle upon
which labour unions exist, namely, formation of a combination which will be a position by collective
action to secure for its members a just share of that which their labour assists in producing, has no
application t,o a worker who, though he performs valuable services, produces nothing.
In our judgment the suggested advantages that would accrue from affiliation with the Trades and
Labour Congress are far outweighed by the evil that would flow from their being so affiliated, and
with the unrest in industrial circles which now prevails it would, in our judgment, be most undesirable
that the members of the police force of Toronto should become members of the unions affiliated vvith
the Trades and Labour Congress, and our conclusion therefore is that it is not advisable for the
Toronto police force to continue 'to hold' its present charter (The Labour Gazette, August 1919).
The minority view of the Royal Commission held a very different view of the situation:
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... there is no fundamental difference between an ordinary wage earner and the policeman, both are
producers in the economic sense—one produces goods for the c,ommunity's use, and the other produces
services for the cotrununity's use. It is merely a difference in the form that their production takes
(The Labour Gazette, August 1919).
The 1918 experience in Toronto saw police unionism come to a grinding halt in Ontario until the 1930s. In 1933, the
Police Association of Ontario (PAO) was formed by the Chiefs of Police. Its purpose was to address the unequal
standards in law enforcement in the province. At the time, there was no specific legislation concerning policing and
few researchers were interested in documenting the working conditions of police officers. In a 1934 report to the
provincial Attorney General, the PAO remarked "that police forces were operating as 'in the Victorian era' by
requiring officers to work twelve hours a day and seven days a we,ek 'at mere starvation salary" (Addington, 1982).
The PAO set about to lobby the government to enforce laws regarding minimum working conditions and began to
gather statistical information on salary levels and existing labour practices in Ontario's police forces.

By 1944, the PAO had become a "rank and file" membership organization fully constituting itself as a provincial-wide
professional association for police of-ficers belonging to local associations. Local associations were being established
and the PAO set out objectives to standardize policing in the province. In his research on the PAO, Addington (1982)
points out that the PAO had the following mandate:
•

•
•

•
•
•
•
•

a uniform system of municipal policing;
higher standards;
a municipal police pension fund;
establishing police commissions for all municipal forces;
standardized entry and promotion qualifications;
standardized training and worldng conditions;
minimum wage; and
an appeal board for police officers dismissed without suf-ficient cause.

The government of the day responded to these issues by establishing the first Police Act in 1946. The following year,
collective bargaining rights and interest arbitration were added to the legislation; however, the right to strike and
membership with trade unions were prohibited. In 1956, the Act was further amended to provide for arbitration of
rights disputes.
The years fo llowing 1947 saw the development of an adversarial management/labour relationship between local police
associations and police commissions. By the 1960s, Ontario's police associations had become more articulate in their
role, using the media and aggressive tactics to challenge police commissions in the bargaining arena. This was
especially evident with the larger local police associations which frequently set the tone for bargaining in the province
resulting in a system of pattern bargaining.

During the 1960s and 1970s, police associations were successful in obtaining significant salary and benefit increases
for their members and enhancing worldng conditions. For the most part, the police associations had the edge on police
commissions. Police commissions were comprised of part-time commissioners who generally met once a month for
commission meetings. Their ability to acquire a level of expertise in negotiating was limited as was their use of
professiona
' 1 labour negotiators.
Today and Tomorrow
The role of police associations has been evolving during this century f-rom the early days of getting organized t,o the
present when many police associations have sophisticated organizations to represent the interests of their members.
Local police associations have not all evolved at the same rate for a variety of reasons and it may be argued that a
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continuum exists. Those at one end of the continuum function within an adversarial context of past decades, while
others have moved along to a co-operative labour relations model and a partner in the management process.
There are a number of factors which influence the position of a local police association on the continuum. These
factors include legislation, the police association's relationship with the police services board, and the organizational
culture and management style of the police service.
The Influence of the I egislation

In addition to the Police Services Act, there are a number of statutes in Ontario which have had a part in defining the
years, the Pay Equity Act, the Social Contract Act and the
current role of police associations. During the past
employment equity regulation all legislated the involvement of police associations in determining management
now, the Occupational Health and Safety Act has required the maintenance of joint
processes. For some
management/labour committees to deal with health and safety issues in the workplace. Similarly, court decisions
involving the Human Rights Code have placed on onus on labour organizations to ensure employer obligations under
the Code are not impeded by collective agreement provisions.

10

time

fiu-ther

discussion here are the employment equity regulation and the Social Contract Act.
Two statutes which warrant
The employment equity regulation was proclaimed in accordance with the Police Services Act. The regulation requires
that all police services boards in the province establish an employment equity plan designed to enhance the number of
women, visible minorities, aboriginals and disabled persons working in the police services. The regulation required
served. Police services
that hiring and promotional targets be established based on the composition of the
are also required to review their human resource management practices to ensure that they do not systematically bias
any group of people. The regulation mandates that police services boards must consult with their local police
in carrying out these tasks.

commtmity

association(s)

The degree to which police associations participated in these processes has varied. In some cases, the notion of
"consultation" was at its minimum, while in other police services the police associations have been active partners in
Beyond the issue of hiring and promotional targets (a component which has been a mute point for many
the
police services due to limited hiring and promotional opportunities until recently), this regulation has brought to light
the importance of having effective human resource management systems and the need for specific expertise in this area.
Several police services have moved to establish permanent human resource management positions in their organizations
repeal
and have hired experts in the field. Although it appears imminent that the current provincial government
the employment equity regulation applicable to police services, there is support for the principles of employment equity
within the police community in Ontario and it is likely that many police services will adopt their own policies if the
regulation is repealed.

proce,ss.

vvill

Other recent legislation includes the Social Contract Act which requires police services boards and police associations
recession when
to work together to save money in a period of fiscal constraint. Unlike Ontario's answer to the
occurred at a
salary increases were capped across the board in a period of high inflation, the recession of the
time of low inflation and with a provincial government that was not prepared to dictate wage roll backs.

1980s
1990s

The vast majority of police services were able to successfully negotiate social contract agreements which resulted in
imposed financial reductions. For most, these financial savings were achieved through
meeting the
temporary strategies such as the suspension of cash payments for overtime worked (in favour of banking time to be
taken off later) or using pension plan surpluses. However, the use of these temporary strategies has left many police
still looking for ways to achieve permanent savings for the long term. This has resulted in many police services
restructuring their organizations by eliminating positions and re-engineering work processes and has involved the police
associations in a variety of ways as job descriptions change and work processes are amended.

governrnent
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These legislative interventions have required police associations and management to work together on issues which they
may not have otherwise done. In some cases, these interactions have been positive and enhanced the
labour/management relationship, while in others they have not. The future level of government intervention in defining
the role of police associations can only be guessed at; however, with the recent move to the right in Ontario's political
scene and public demands for less goverrunent intervention in general, it is likely that what appeared to be a trend in
expanding the role of labour organizations through legislation will be reversed.
Relationships with Police Services Hoards

Over the years, the core function of the police association and police services board has not changed from the collective
bargaining role. This relationship is legislated and focuses on determining remuneration, pensions, sick leave,
grievances and worldng conditions. What has been interesting is how this rela ti onship has evolved for some and
remained stagnant for others.

For some police services, the association/board relationships continue to be adversarial and strained. These are
generally police services where the notion of police services boards and police associations having a common or mutual
interest in improving the worlcplace has yet to materialize. There are reasons for this on both sides.
At times, board members and police association members do not fully understand the role each plays. As a recent
example, a police association executive was unaware of their organization's autonomous standing and believed that,
to talk to the police services board outside of collective bargaining, they required the chief s permission. And, in the
reverse, some board members have been reluctant to be involved in discussions with the local associations outside of
bargaining for fear of being perceived to be involved in the day-to-day operations of the police service, a role they are
expressly prohibited from taking on.
Police services board members are appointed by the provincial and municipal governrnents. For many appointees this
is their first exposure to dealing with staff associations and having a direct involvement in collective bargaining.
Training for board members in Ontario is minimal. Board members are not required to attend to any formal prescribed
training before talcing their appointments and specific training in the collective bargaining process and negotiating is
limited. Some boards have compensated for this deficiency by hiring labour relations consultants and lawyers to assist
during the bargaining process; however, this has not been the case for all.
Limited training and lack of familiarity with collective bargaining processes can also be a hindrance for local police
associations. As executive members are elected by the association's membership, the winds of police association
politics sometimes result in executive members being elected for reasons other than their negotiating skills and
understanding of collective bargaining. As vvith police services boards, some police associations engage labour
relations consultants or lawyers to assist in these proce,sses, while others draw on the services of the Police Association
of Ontario.
There are police services boards and police associations which have moved bey.ond the adversarial mindset recognizing
that there are many issues which are of mutual concern and benefit. This has translated into regularly scheduled
meetings with each other outside of the bargaining process to discuss issues affecting the police services members and
policing in general and the co-sponsoring events and projects. Police services boards which have commenced
formalized processes to identify conununity needs to determine policing priorities have included their local police
association(s) as a stakeholder and, in some cases, as a partner in the process.

In order to achieve this partnership relationship, there are a number of ingredients which need to be present: the
association and board need to be clear on each others role and respect those roles; both must be seen to be committed
to the police service and its members; there must be an ability to agree to disagree; a willingness to be communicative
and share ideas and information; and a supportive police management team.
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Just as legislation has, from time to time, brought police services boards and police associations together, so too have
other factors. During the current period of fiscal constraint, differences between police services boards and municipal
councils over budget estimates have resulted in police associations joining with their local boards on such issues.
Organizational Culture_and.Management_Style
All organizations have a culture and all managers have a management style. As police services shrug off the
"traditional" or "professional" model of policing for c,ommunity policing, new organizational designs, cultures and
management styles have emerged. In Ontario, the focus on community policing has been spurred on by the 1990 Police
Services Act that mandates chiefs of police provide "community-oriented policing." Mthough the Act does not define
community-oriented policing, the growing body of literature on community policing and the practices that many police
services have implemented clearly illustrate that the organizational design, culture and management styles found
historically in policing are not consistent with community policing and the role front-line police officers are encouraged
• to play vvithin the community.
Adapting the police environment to management practices which are consistent with community policing is a significant
task requiring strong leadership and vision. Many police chiefs in Ontario are actively involved in implementing
strategies designed to bring about the organizational change necessary to realize community policing. In keeping with
the experiences of the private sector and other public sector groups, focusing on quality management and adopting a
customer service approach are essential ingredients to achieving community policing both outside and inside the police
organization.
Under the traditional model of policing, the focus on hierarchy, top-down communication, isolation, and control
management resulted in bureaucratic organizations which failed to focus on their most valuable asset -- their members.
The job of focusing on members' needs became that of the police associations. But in today's environment where
police managers are cognizant of the need and, to some, the obligation of providing workplaces which focus on quality
of work life issues, this is no longer only the concern of police associations.
This concern of management is resulting in organizations which empower their members with a greater range of
decision-making, encourage innovation and creativity, and create organizational designs which break down the elitism
of the old system. This is a far cry from the police service which permitted its officers to go out on the street with a
revolver and be accountable for its use, but would not let those same officers use the photocopier for fear of abuse!
The degree to which police services have embraced the new participatory management philosophy varies from one
organization to ahother. Those who have adopted this new approach are changing the organizational culture — a feat
which is none too small and seen as scary to some members. Front-line officers are being asked to participate as equals
on committees with others of "higher" ranks within the committee structure with mandates to problem-solve. In some
police services, this is a foreign concept. The initial meetings are met with a lot of dead space as members are afraid
to voice their ideas for fear a senior ranlcing officer will take offence and retaliate. But as the committee proceeds with
its wcirk and a sense of comfort develops amongst the members, the front-line members realize that they are equal
partners in the committee and have valuable contributions to make. The issues that these committees, teams, work
groups, whatever you wish to call them, are dealing with are ones that traditionally were dealt with by senior ranking
officers ascribing to the notion that management processes and decision-maldng rests solely with management
personnél.
So now that we have front-line members actively involved in management decision-making, where does that leave the
formal.members' organization — the local police association? One scenario of the emerging role of police associations
in management is that of executive committee members having more involvement in the strategic directions of the
police service, while members, as an expectation of their work performance, are involved in a broader range of
decision-making in general.
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Several police services in Ontario have undertaken organizational reviews during the last few years in response to the
Social Contract Act and other demands. Determining ways to do policing better and cheaper has been the order of the

day. For some of these organizations, the police association executives played a key role in the process. For
management, this is an important part of the change process as has been experienced in other private and public sector
unionized workplaces. Whether it is because collective agreements need to be changed or simply because the workers
need to buy into the change and the change process, unions and staff associations can have a large role in influencing
their members one way or the other.
Some police associations have been treated as major stakeholders in the change process and participants at the decisionmaking table. In taking on this role, the police associations have had to come to grips with not only being involved
at this high level of management decision-maldng outside of the collective bargaining process (a role unions and
associations are often heard demanding), but they also have to come to grips with taking the responsibility for those
decisions and being accountable for them. Police association memberships who define co-management as co-opted
will be less likely to have their executive committees take on such a role as those individuals recognize their own
political realities. But those whose members recognize the value of being a direct participant in management decisionmaldng are more likely to run with it.
A significant determinant of the local police associations role in a police service is determined by the organizational
culture and management style. Police services which continue to find themselves operating under the "traditional" or
"professional" model of policing with a very strong hierarchical structure, centralized decision-maldng and autocratic
management style are generally those where the police association's role is viewed, by management, to be very narrow
in scope and often adversarial. Others which have moved along toward flatter organizational structures, decentralized
decision-malcing and empowerment of members, tend to include police associations in their decision-maidng processes.
Future Challenges for Police Associations

There are a number of challenges facing police associations in the future which will affect their role in the workplace.
The_Economy

Uncertainty in the economy today and in the future will be an issue for police association leaders to deal with in their
memberships. During the last three years, the Social Contract Act has restricted monetary increases throughout the
Ontario public sector and placed limitations on the collective bargaining process. At the conclusion of this legislation
in 1996 (assuming it really does end), the prospect of salary increases in the near future is bleak as the Ontario
government tries to kick start an ailing economy through government cut backs at a time of low inflation.
In the absence of significant increases in salary budgets, alongside the reduction in police management positions which
have been occturing during the last few years, innovative ways of reshaping the salary pie to provide economic
motivation for police service members needs to be identified and implemented. Expanded salary grids and divorcing
pay from rank are two possible options. Flexible shift rotations and alternate worldng arrangements (e.g., job sharing,
part-time police officers), issues which police associations in Ontario have been generally opposed to, need serious
consideration in these economic times.
An Educated Membership

More often now, people appointed to police services come with higher levels of education than ever before and with
a variety of previous work and life experiences. This heightened level of educated members is a challenge for both
management and police association executives. For management, there is a need to ensure that the organizational
culture supports members by providing opportunities for them to use their skills and knowledge and to develop
professionally. For police associations, this is resulting in a membership which sees itself as a consumer of the
,
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association services, and it wants to ensure that local needs are not overshadowed by decisions taken at a provincial
level which create a barrier to deal with a local issue. For example, in the past, the provincial association was opposed
to job sharing and part-time work of any kind; however, many members want these arrangements.

Diversityin_the_Workplace
10

The face of policing has been changing constantly during the past years. Today, the characteristics of a recruit class
women, a significant number of visible minorities and aboriginal persons
entering the Ontario Police College is
However, if you were to attend a meeting of the Police Association of Ontario, you might
and an average age of
nd a handful of female police officers as delegates and even fewer visible minorities and aboriginals. Many of these
people have, instead, joined organizations which focus on providing a support network such as the Black Law Enforcers
Association or the International Association of Women Police. They have done so because they do not feel
comfortable, welcomed or valued by their local police associations.

27.
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It will be incumbent upon police associations to actively welcome these people in their organizations and to pursue them
to become involve(' to ensure that the association is representative of all its members. Similarly, police associations
and management must ensure that the police services policies, including collective agreements, accommodate the needs
of these groups of people. It is no longer acceptable to hold the view of one police association executive member a
few years ago who stated that his police association only represented the views of the majority. Noting that the
majority consisted of white males, this was not a comforting thought to those who did not fit this description.
Management and unions/associations are both required to provide for equitable workplace policies and practices those
who have not have found out how costly it can be both financially and on the morale of their organization.
Civilianization
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civilianized

in an effort
During the last two decades, many functions or positions once held by police officers have been
police
organization.
To
ensure
the cost
within
the
sets are in place
to save money and to ensure that necessary
effectiveness and efficiency of a position, police leaders need to ask the questions: does the position or task require
the sworn duties of a police officer? if not, should it be a civilian position? It is possible that the future will see a
significant increase in the number of civilian positions as the need for the sworn duties of a police officer is focused
to those policing positions involved in front-line service delivery. That is not to say that police officers would not be
eligible to compete for these positions as part of the position criteria may include skills that could be acquired in a
front-line policing function. Yet, in accepting the position the individual would become a civilian member only to
perhaps at some later date apply for a policing position reverting back to police officer status.

sldll

In the past, civilian members were often treated as second class citizens by both police associations and management,
as their numbers and level of responsibility in the organization increase. The challenge
but that is changing
for police associations will be to ensure that they recognize the significance of this group and that their needs may be
different then those of their police members. When dealing with a diverse membership, police associations must
remain cognizant of their responsibility to fairly represent all their members, even when the member represents a
minority view. In some police services, the civilian members are a large enough group that they could determine the
outcome of police association executive elections and although it may be some time before a civilian member is the
president of a local police association, that day will nevertheless occur.
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Community_Policing
As police services advance their efforts toward community policing, collective agreement provisions may be found to
impede their ability to respond to community needs. For example, if solving a community problem required changing
a rigid shift rotation found in a collective agreement to one permitting a great deal of flexibility management bargaining
proposals to affect this change may be resisted by the police association due, to the impact this would have on the
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personal lives of its membership. Balancing community needs and members' needs may become a challenge for police
associations and managers alike as community consultation becomes a bigger part of management processes.
At The Provincial Level
The PAO has become a strong voice in Ontario policing talcing on an important lobbying role with government on
policing issues and being an active participant in the development of policing standards. Its influence was reflected
in the Police Services Act which includes police associations as a client of the Solicitor General; a client list which had
been historically restricted to chiefs and police services boards.
As at the local level, the PAO's role has been evolving over time to the present where it not only provides assistance
to member associations in the collective bargaining process but also training programs and other resources. For the
past few years, the PAO has sponsored a conference on police employment-related issues which has been co-chaired
by a lawyer who represents police associations and a lawyer who represents police services boards. Initially this
conference was seen with some scepticism by board members as a possible opportunity for board bashing, but it has
proven to have a highly constructive program which has resulted in the participation of a broad cross-section of the
policing community. In recent years, the PAO has aligned itself with the Ontario Association of Chiefs of Police and
the Ontario Association of Police Services Boards in lobbying government on issues of mutual concern.
One might speculate that the future challenge for the PAO will be to provide services which will ensure the
participation of the large local police associations. As these organizations become increasingly more sophisticated in
their own collective bargaining expertise, their reliance on the PAO for this has reduced significantly. In recent years,
two large police associations withdrew their membership from the PAO, one citing that the PAO was not providing
services which were needed by the local police association, while the other cited local financial problems. For the PAO
to remain effective with its program of collective bargaining assistance, it requires the financial support of all the police
associations.
Conclusion

It is safe to conclude that the core function of police associations in Ontario has been constant throughout their history,
that being collective bargaining, and it will likely continue to be so for some time to come. However, what has been
changing during the last 10 to 15 years is the relationship police associations have had with their police services boards
and chiefs of police. Legislative interventions, the role of police services boards as defined in the Police Services Act,
and the change in management philosophy are all having an impact on redefining this relationship to one of partnership
and legitimate stakeholder. These external relationships are also accompanied by demands on police associations to
reconcile internal issues generated by the economy, an educated membership, the growing diversity of the workplace,
civilianization and community policing.
Just as it is expected that the future will be challenging for police managers, so to will the future for police associations.
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David J.

O'Dowd*

When I was asked to make this presentation, I reached for my dictionary and found the term inspection defined as
follows:

... careful survey; official inspection; to examine closely, especially for faults or errors; to scrutinise
officially.
This range of definitions has both positive and negative connotations and is to some extent an accurate, but only partial,
I will
description of the role of Her Majesty's Inspectorate of Constabulary, which I shall refer to hereafter as
notion
with
alternative
models,
ranging
from
suggest in the course of this address that in reality inspection is a diffuse
consultancy to regulation and "policing," persuasion to enforcement, professional judgement to explicit criteria.' With
so many options an effective inspectorate, therefore, must have a clear vision of why and what it does, what it should
do, and how it does it in essence its purpose.

HMIC.

--

Measurement, in the business sense, is also implicit in the inspection process. In his book Quality Without Tears
many companies are very tentative about measurement. They look on it as the
Philip Crosby wrote:
on market performance and profit and loss is
ultimate hassle." Yet in a business context, comprehensive
central to business survival and service delivery, and even in the sporting arena performance may be improved by
measurement; the same principles can be applied to policing, although a balance must be sought between quantitative
and qualitative measures, and I will develop this later.

(1995),

"...

lcnowledge

40

HMIC

and other
I intend then over the next minutes to make comparisons between the roles and operation of
at their work through a profile that
inspectorates in the U.K. and abroad and offer a tentative framework for
examines the degree to which they are concerned with:

•

•
•
•
•

looldng

Quality of service
Efficiency
Effectiveness
Compliance with law and directives
Ethics

lcey

acc,ount

role in holding to
the organisations they inspect; but I will also show that, by nature
All inspectorates play a
is unique amongst inspectorates.
of the constitutional position of the police in the U.K., the position of

HMIC

HMIC

maldng

a significant contribution to continuous improvement
has been
I hope to also demonstrate that a robust
in the quality of policing, and I will make some suggestions about the way the inspection process could be developed
in the future. But first let us consider a range of non police inspectorates in the U.K.

* David J. O'Dowd, C.B.E., QPM, MSc., C/Mgt, is Her Majesty's Inspector of Constabulary, Cambridge, England.
1 Adapted from: Day, P., & Klein, R. (1990). Inspecting the Inspectorates. Centre for the Analysis of Social Policy,
University of Bath.
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The Evolution of Inspectorates
The 1980s saw a growth of "inspection" in the statutory service sector, such as the introduction of the Social Services
Inspectorate in 1985 and more recently the Magistrates Courts Inspectorate in 1993. This was prompted by the
realisation that it is vital that organisations spending large stuns of public mo' ney should be held to account for the way
that it is spent and for the service provided.
Public services, including policing, are collectively constuned goods and choices about both quality and quantity of
these products are largely made through a political process; inspectorates have a key role in informing this process
through the provision of professional and independent advice and review (Centre for the Evaluation of Public Policy
and Practice, 1992).
Osborne and Gaebler in Reinventing Government (1992) reinforce the proposition that the importance of measurement
and monitoring has long been recognised in industry but has taken much longer to take hold in the public sector. This
weakness was tackled in 1982 by the Governtnent's Financial Management Initiative, which rightly insisted that all civil
service managers should have:
a clear view of their objectives; and assess, and wherever possible measure, outputs of performance
in relation to these objectives.
This led to an introduction of business principles, including financial and corporate planning, monitoring, and
evaluation of performance, with a clear focus on achieving economy, efficiency, and effectiveness in service delivery.
In the policing context this initially led to the introduction of policing by objectives, which was based on an American
model (Lubans and Edgar, 1979) (whilst this was an over bureaucratic process it has led to a far more focused business
and performance-oriented approach). Over a period of time it also saw the emergence of performance indicators in
the public sector with inspectorates (such as the Fire Service Inspectorate who produced a matrix of performance
indicators) playing an important role. in promoting performance meastaement.
Returning to the inspection profile, I will start with quality of service.
U.K. Inspectorates
Quality.
The eighties and nineties also saw a drive toward the provision of higher "quality" service in the U.K. public sector.
There were a number of contributory strands, such as the increasing importance to the economy of service industries,
the transference of skills and experience from the private to the public sector, the rise of consumerism, and the primacy
of customers. The importance of developing and reforming organisational cultures was seen as vital.
These influences led to increasingly robust inspectorates finding it imperative that they tackle issues not only relating
to the quantifiable aspects of performance, but also to the quality of service delivery within a value-for-money
framework.
Fffiriency_and Fffeetivenes.s

The stated purposes of inspectorates are strikingly similar; for instance the Inspectorates of Probation and Social
Services are explicitly concerned with:
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efficiency;
effectiveness; and
professional advice to their secretary of state (the minister).

These functions are also implicit in the purposes set out for the Inspectorate of Fire Services and the Office for
Standards in Education.
.aw and Dircrtives

•
•
•

Compliance with law and directives in the form of primary legislation and "advice" resulting from government
circulars, committees of enquiry and other bodies, is also a focus for all of the inspectorates and this plays an important
role in spreading accepted good practice and ensuring adherence to it, although less so for some than others.

•

Ethics

•
•

•

•
•
•
•
•

•

worldng

in these
Ethical issues are not so heavily formally emphasised by all these bodies, but discussions with staff
inspectorates, experience of joint work with the Social Services Inspectorate, and an examination of their reports reveal
in accordance with principles of conduct that are
issue. By "ethical" I mean behaviour that is
it to be a
In the U.K. policing
considered correct, especially of a given profession or group" (Collins English Dictionary,
context, these principles are set out in the Dra Statement of Police Shared Values, developed by the Association of
these include compliance with the law, upholding human rights and exercising self
Chief Police Officers
control, tolerance and courtesy, and acting with fairness, diligence and integrity.

"...

tmiversal

(ACP0);

ft

1991).

(1995)

•
•
•

on standards
Ethical issues may now take greater prominence with the publication of the recent Nolan Report
in public life in the U.K. (which was initially primarily concerned with allegations about the behaviour of Members
of Parliament) that may serve as a template for ethics in public life.

•
•

All these inspectorates, therefore, do concentrate on compliance with law and directives, ethics, effectiveness,
efficiency, and quality of service. Let me now turn to developments in the practice of inspection.
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The_Practice_ef.Inspection
Increasingly inspectorates are focusing their attention on standards. A standard is:

fi

A de nitive level of attainment or quality. A prescribed object of endeavour or of what is adequate
Quality of Service
for the purpose.

(ACPO

Conunittee, 1994).

•
•

The Social Services Inspectorate methodology is standards based. Standards are set across a wide range of issues, such
as operational management, staff training, and compliance with law and other aspects of established good practice.

•
•

The Inspectorate of Probation is also increasingly focused on standards and the declared primary aim of its Quality and
Effectiveness Inspection Programme is:

•

•

to ensure that the quality of service received by users in each probation area is improving in
accordance with declared standards.

•
•

•
•
•
•
•
•
•
•

•
•

This approach is clearly set out in its excellent Inspection Manual.

Many public sector inspectorates, therefore, have increasingly adopted a standards-based approach which, Pete Ritchie
suggests, in the social services context, has three primary functions:

(1991)
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to ensure compatibility and comparability;
to assure customers that the product or service is adequate for their needs; and
to enhance individual and organisational performance.

Whilst the current emphasis is on standards that relate to quality of service, priorities will change over time.
Inspectorates should also foresee problems, such as the possibility that the emergence of a performance culture,
including the use of targets, might lead to pressure on staff to give the appearance of good performance through the
manipulation of statistics. Such a culture may also lead to a skewing of effort and a "what gets measured gets done"
syndrome. In order to deal with these influences inspectorates must retain a holistic overview and must put greater
effort into the inspection of ethical issues and compliance with directives.
Inspectorates should avoid a purely quantitative standards approach, otherwise they too risk being accused of displaying
the features that Oscar Wilde identified in a cynic:
A man who knows the price of everything, and the value of nothing.
The inspectorates that I have discussed so far rely, in the main, on persuasion. They avoid the temptation of a headline
grabbing
approach that may ultimately be counterproductive as they have limited meaningful sanctions
and hence depend on cooperation and persuasion. Also, the organisations being inspected start from different points
in terms of resource provision and organisational development, and uniform requirements can be unhelpful.

c,onfrontational

However, national and regional consistency, in certain areas, can be valuable as it may prevent continual re-invention
of the wheel. This is illustrated by the need to have inter-operable information technology systems and
standards to prevent needless duplication of effort and consequent expenditure; a need that is now being addressed by
the U.K. Police National IS/IT strategy.

corrunon

Audit Commission
Let me now turn my attention to the Audit Commission, which whilst not formally an Inspectorate has inspectorial
functions. It was established in the wake of the Financial Management Initiative and looks at local government
organisations, including the police. It adheres to a set of principles that include independence from those it audits, local
audits that address probity and regularity, value for money studies designed to help managers use resources more
effectively, and they publish reports about significant problems when it is in the public interest to do so. The Audit
Commission has produced many notable reports including a highly influential series of police papers, including:
H*ing with Enquiries: Tackling Crime Effectively
Reviewing the Organisation of Provincial Forces
and Pounds and Coppers: Financial Delegation in Provincial Police Forces
These papers, including a soon
to be published work on general patrol, address the root and branch of organisational, financial, and operational aspects
of policing.

(1993);

(1991);

(1991).

Corrunission's

In essence, the methodology has been to identify best practices and report on it. The Audit
strength lies
in a boldness of
and a deliberate marketing of its own activities, combined with high levels of central
expertise. They are also independent of Government and indeed have a statutory duty to undertake studies on the effect
of ministerial policy and guidance; whereas public sector inspectorates have a role in checking compliance with
ministerial policy and guidance.

self-pre,sentation

An important issue concerning the follow-up on Audit Commission recommendations is that district auditors' reports
are not published, whereas
comments on the same recommendations are. There may be an opportunity to avoid
duplicating "inspection" if
were to assume responsibility for
on levels of compliance to
recommendations arising from Audit Commission Policing Papers.

HMIC
HMIC

checldng
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Citizen's Charter
A central theme for inspectorates in the public sector is now being provided by the Citizen's Charter initiative.
Although only four years into a ten-year programme desig-ned to improve the performance of public services, the
central principles of the charter are well established:
•
•
•
•
•
•
•

explicit standards (and, increasingly, targets);
openness -- cost / who is in charge / are standards being met;
readily available information;
choice;
non-discrimination;
accessibility; and
readily available complaints procedure.

HMIC plays a significant role in supporting the Citizen's Charter initiative and this could expand. The appointment
in 1993 of two Inspectors of Constabulary from non police backgrounds, with extensive private sector experience, was
a direct response to the Citizen's Charter. HMIC may also develop a role in the proposed Charter Standard
Accreditation Scheme, a key aim of which would be to spread the benefits of the prestigious Charter Mark (which is
awarded to organisations in recognition of their commitment to providing a high quality public service) more widely
than is possible through a limited annual competition, which attracted 738 applicants in 1994, but only 15% of entrants
received the award.

The International Perspective
When I started to prepare for this presentation, I thought it would be a good idea to look for international comparisons
and consequently requests were made to various police forces and interior ministries for information and I have
received generous co-operation. However, there have been two hurdles to overcome.
The first of these is that not all the responses were in English, and whilst I could cope with Antipodean and American,
I had more difficulty with responses from some of our nearer neighbours. The second, more serious, problem is that
the notion of police accountability and restraint was not prominent in all countries. In Beyond the Limits of the Law,
Tom Bowden (1978) cites vivid, if now historical examples, of police "apparatus" in the former Soviet bloc and the
Tonton Macoute in Haiti.
It may be suggested that there are four distinct approaches:
(1)

no inspection: need for alternative systems to ensure accountability;

(2)

tri-partite model: central inspection function necessary as part of the balance of authority of chief officers,
Secretary of State, and police authorities gives chief of-ficers àperational independence from political
interference;

(3)

centralised: direct accountability to central government with ministries of justice or the interior exercising
inspection functions; and

(4)

federal model: fragmented police system, internal inspection, with local/state police accountable to local
politicians (or elected police chiefs) and some oversight from a variety of state/local bodies and federal police
held to account by justice/interior ministers.
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The tri-partite model is perhaps the rarest example of these approaches, with the obvious example being the U.K., and
I will address this later.

conunon

Examples of the centralized approach are
in Europe. For example, in Norway the Minister of Justice is
police districts. Periodic inspections are conducted by
accountable for the quality of policing in the country's
although these are focused on headquarters functions and consider issues of efficiency, effectiveness,
ministry
and quality of service. Ethical and disciplinary issues are not monitored by the ministry and are dealt with by an
internal police department.

officiaLs,
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overse,es
f-unctions

GAA

de la Police
In France, the police department of the Ministry of the Interior
the work of the Inspection
that cover both the Police Nationale
Nationale (the largest of the two national forces) which has inspectorate
and the Paris police department. The inspection branch has the following objectives:
•
•

to inspect operational services and training schools of the Police Nationale; and
to undertake studies and enquiries aimed at improving the operation of services.

The emphasis is on effectiveness. The inspection branch also plays a major role in monitoring policing trends.
Australia, Canada, and the United States provide clear illustrations of the federal model. In Australia, State and
Federal Police are ultimately held accountable to their respective governments. There is no central inspection function,
but a variety of bodies ensure independent oversight, these include:
•
•
•
•

The Australian National Audit Office;
Department of Finance;
Parliamentary Committees; and
Royal Commissions.

In addition most forces have professional standards/responsibility units, and/or inspection departments and anticorruption branches. The Australian Federal Police
has an Internal Security and Audit Division, which has a
primary focus of keeping the AFP free from corruption.

(AFP)

vvill

Some of you in this room
no doubt have a better understanding of the American system than I do. As I understand
it, the fragmented nature of local policing means that there is no system of central inspection. However, many of the
larger forces and the FBI have their own inspection departments, an example of this being the New York City Police
which maintains Quality Assurance division. This conducts inspections of all divisions and departments to verify that
they are operating according to departmental rules and regulations.

à

The emphasis of internal inspection departments varies, with some being primarily concerned with discipline and abuse
of authority, whilst others focus on quality of customer contact, efficiency, and effectiveness. In addition, state bodies
such as The New York State Commission of Investigation provide an element of independent oversight.
Another approach is that provided by the Commission on Accreditation for Law Enforcement Agencies, a private non-

profitmaking body, which is funded by fees ftom the accredite-d agencies, and was established in 1979. This has a
standards -based approach and there are currently 436 standards that provide a fairly flexible framework -- reflected
in the diversity of accredited agencies. The number of standards that need to be attained depends on the size and scope
of the agency and is determined by the Commission. The process of accreditation takes from two to three years and
a four to six day on-site inspection by three trained
(from various professional backgrounds)
on a contract basis, which is repeated every three years. There are currently
accredited agencies, including five
in Canada, and there are a number of agencies in the Caribbean and Central America that are
towards
accreditation.

include,s

asse,ssors
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The strength of the system is that it provides a common framework that should ensure minimum standards. A possible
weakness is that due to the need for the system to be flexible to allow for a wide range of agencies to be accredited
some of the standards are possibly open to a rather wide interpretation. It may also be legitimate to ask if there need
be quite so many standards. There are over 17,000 law enforcement agencies in the United States, however, many
of these have five or less staff and could not realistically be accredited. I am also aware that over 300 agencies are
worldng towards accreditation, but it may still be legitimate to ask why many forces have not sought accreditation.
In this company, I am wary about discussing the Canadian sysm. However, a nation of 10 provinces, two tenitories,
and about 400 police forces doe,,s not lend itself to centralised inspection. I understand that each province is responsible
for policing within its jurisdiction and setting standards for policing. The exact format varies. In Ontario, the Ontario
Civilian Commission on Police Services may, under certain circumstances, investigate, inquire into and report on the
conduct or performance of police duties, and there is also a civilian Police Complaints Conunissioner who reports to
the Attorney General of Ontario. In addition, the Ministry of the Solicitor General and Correctional Services has
developed a Policing Standards Manual as a "one-stop" reference containing all elements of legislated and
recœmnended practice; this document is still being developed.
Lessons_tole_Learned
All the countries that I have discussed have systems that address my earlier profile of: quality of service; efficiency;
effectdveness; compliance with law and directives; and ethics. So what lessons can we learn from these countries:
•
•
•
•
•

an indicator of the maturity of a liberal-democratic system is the extent to which it holds its police to account;
inspection systems can anticipate problems before they arise;
small, focused, multi-skilled teams can make a significant contribution to the inspection process (accreditation
system in the U.S.A.); and
a standards-based approach has value (Northern Territory Police in Australia inspect against standards based
on a statement of ethical principles, and the accreditation system in the U.S.A.).

Let me now turn to the role played by HMIC in the U.K.
Her Majesty's Inspectorate of Constabulary
The..C.onstitutional_Position
HM1C is a product of the tri-partite system that consists of chief officer, central government, and the police authority
(police boards), and a balance is sought between these offices. Unlike his colleagues at the department of education,
social services, or environment, the Home Secretary is not wholly accountable for the provision of policing and cannot
exercise overt political control. Prior to April 1995, funding of the police service was provided by both central and
local government with 51 percent being provided by means of a Home Office grant. New legislation has f-undamentally
changed that position and "police authorities can now spend on police forces up to a limit prescribed by central
government; the police authorities can decide how to spend the sum allocated but have no control over the levels of
finance allocated" (Berry, Izat, Mawby, and Walley, 1995).
The Police Act 1964 states that every police force:
shall be under the direction and control of the chief officer.
And the Home Secretary has an:
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overall statutory duty to exercise powers in such a manner and to such an extent as appears to him best
calculated to promote efficiency of the force.
Whilst police authorities are responsible for maintaining an efficient force.

HMIC plays a vital role in this structure as the principle, but not only, source of professional policing advice to the
Home Secretary. But crucially, HMIC is independent of police forces and police authorities.
The statutory basis for the bulk of the Inspectorate's work is rooted in The Police Act 1964. This was modified by new
legislation in 1994, which made it the duty of inspectors of constabulary to:
inspect and report to the Secretary of State on the efficiency and effentivenesg of police forces in
England and Wales.
And to:
carry out such other duties for the purpose of furthering police efficiency...and_effectimeness as the
Secretary of State may direct.
Since 1990, HMIC reports (with the exception of sensitive reports that impact on national security) have been published
and this plays an important role in holding forces publicly to account, but importantly it also holds the Inspectorate to
account as we must be able to justify what we say. This has been emphasised by the requirement placed on police
authorities and chief constables (by 1994 legislation) to publish their response to HMIC reports.

HMIC recommendations are advisory, not mandatory, and hence we must rely on persuasion and not enforcement.
However, one important sanction is available:
(1) The Secretary of State may at any time require the inspectors of constabulary to carry out a
special inspection of any police force.
(2) If in the opinion of the person maldng the report, the force inspected is not efficient or effective
or unless remedial measures are taken, is likely to become so, the Secretary of State may direct the
police authority to take such measures as may be specified. (S.28D of The Police Act 1964 (as
inserted by S.15 of the Police and Magistrates Court Act 1994))
This power has yet to be exercised and might be viewed as being so drastic that it would only be used in the most
extrmciusan.
Breadth of_Roie

HMIC inspects the 41 provincial forces in England and Wales, The City of London Police, and the London
Metropolitan Police Service. These are independent organisations and vary in size from the City of London Police
with a combined police and civil staff strength of 1,100 and Dyfed Powys with a strength of 1,240 to the Metropolitan
Police with a strength of 42,500 and an annual expenditure of about £1.6 billion (or Canadian $3.2 billion). HMIC
also inspects the regional training establishments, the Royal Ulster Constabulary, the three island forces in Guernsey,
Jersey and the Isle of Man, and other organisations responsible for policing, such as the U.K. Atomic Energy Authority
Constabulary, British Transport Police, and Ministry of Defence Police.
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The-Inspection Proness
I should explain that HMIC has made changes to the inspection process over the last 18 months to reflect the
requirements of the Police and Magistrates Courts Act and the changing needs of the Service. Since 1994, inspections
have been of four types:
(1)

Primary Inspections

(2)

Performance Review Inspections

(3)

Thematic Inspections

(4)

Special and other inspections (such as regional crime squads and inspections of overseas forces by invitation.

Primary Inspections are conducted every three years and review all significant areas of force policy, procedure, and
practice, and are conducted by an Inspector of Constabulary with a police background in conjunction with a "lay"
Inspector.
Performance Review Inspections assess forces annually against their own policing plan (which police authorities are
required to produce annually in consultation with their chief constables) and key national objectives.
Thematic Inspections review a single topic, normally across a range of different forces, commenting solely upon that
topic and not the overall effectiveness of forces.
Inspection is a dynamic process that aims at continuous improvement. It is extremely rigorous and is based on a set
of inspection protocols.
Meetings, both formal and informal, are held with staff at all levels in the organisation and with members of the police
authority. The views of other agencies that work with the police are also sought. Additionally, meetings are held with
representatives of the public in the area.
A further feature of the process is a close examination of documents, ranging from strategy statements and policing
plans to crime reports, informant files, and records of searches conducted by the officers. The process is supported
by statistical analysis of operation, personnel, and financial data held on the HMIC computer-based Matrix of
Performance Indicators and from other sources. This data is subjected to trend analysis and comparisons with 43
forces and with groups of forces with similar characteristics. However, this process needs to be developed and I will
return to this later.
The inspection always involves interviews with all chief of-ficers and those competing for this status; this is an important
feature of the process as, in addition to the part it plays in the inspection, it also enables inspectors of constabulary to
advise the Home Secretary and police authorities on the suitability of candidates for appointment as chief officers.
Historical

Context

Since 1856, Inspectors of Constabulary have been charged with examining and improving the efficiency of the police
service in England and Wales. Early reports make frequent reference to forces being inefficient in terms of provisions
of resources. The 1857 report on the Borough of Ludlow reported that:
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this force is inef-ficient in numbers; it consists of one superintendent and two efficient men, but is too
weak for the population and area of the borough, which contains no less than 60 licensed public houses
besides beer houses.
One might ask what performance indicators, standards and targets my nineteenth-century predecessors employed?
Efficiency

VVhilst the scale and focus has changed over 150 years, HMIC continues to define efficiency broadly:
achieving the best results within the resources available.
Responsibilities)

(HMIC Statement of Duties and

This crucially is interpreted, by HMIC, as including a consideration of the adequacy of resources.
EffertivenesS

Having defined efficiency in the Inspectorate context, I now offer the HMIC understanding of effectiveness:
that the results are the right ones and are consistent both with the Govermnent's key objectives for
policing and the objectives set locally by police authorities. (HMIC Statement of Duties and
Responsibilities)
This needs explanation. National objectives are determined, after consultation, by central Government, and currently
relate to police performance in relation to the detection of violent crime and burglaries of people's houses; the targeting
and prevention of crimes of particular local concern, including drug-related o ffences, in partnership with the public
and local agencies; providing high visibility policing to reassure the public; and to responding promptly to emergency
calls. Local objectives are defined by local police authorities and should reflect the specific needs of the public who
live in that area.

Performance_Measurement
In this context, HMIC must make professional judgements about the success of police forces in achieving these
objectives, but must also consider the ability of the force to deal with urgent demands for service that fall within the
wider police remit and with the need to maintain public tranquillity. This is essential in order that HMIC can satisfy
the Home Secretary that forces are efficient and effective.
Such judgements are difficult as links between police activity and rises and falls in crime, road traffic accidents, and
public disorder are not always easy to identify and are influenced by a multiplicity of environmental factors.
Therefore, judgements must be based on sound information.
Yet in 1995 difficulties remain in linking input, output and outcomes, and in establishing objective and reliable data
to assist in examining efficiency and effectiveness. There is a lot of information available but there is a lack of
consistency in the data. This is not to say that there is no measurement at present. Following consultation with the
Audit Commission, ACPO, Home Office divisions, and others, a suite of 25 performance indicators were developed,
which aimed to:
•
•
•

cover a wide range of services in a focused package;
minimise demands on forces;
focus on public concerns;
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•
•

improve consistency of data collection/facilitate comparison of performance; and
reinforce the principles of the interested parties.

Whilst this is a useful package, problems remain with data validation, credibility, timeliness, and crucially trend
analysis and interpretation. The performance indicators tend to be illustrative and not necessarily linked to defined
objectives. We need to see the development of genuine performance measures that are designed as part of a process
of improving specific areas of performance and the existing indicators are now being reviewed.
This review may offer an opportunity to give more emphasis to standards. Draft Policing Standards developed by the
Association of Chief Police Officers have the potential to serve as the basis for qualitative standards. This approach
is concerned with agreed public priorities that the police have the capability to deliver. The current model contains
fourteen standards and incorporates the Home Office Secretary's key national objectives for policing. However, we
need to be satisfied that the standards are appropriate to public requirements, and we must also ask what mechanisms
are in place to address non compliance.
A substantial mass of data is already held on the HMIC Matrix of indicators and this could be used, in combination
with data from other sources, as the basis for developing profiles of forces as part of the performance framework.
Such profiles would include three to five-year trend analysis on key indicators and an array of relevant comparative
data. The key word is relevant and no data should be included in a performance measurement system that does not
have analytical or diagnostic value.
Good PrartiCP

A key feature of the promotion of efficiency and e ffectiveness is the spread of good practice. This is a common feature
in the recommendations made in Inspection reports and HMIC passes examples of good practice to the national data
base held by the Home Office Police Research Group.
Complianre

with T.aw and Dirertivps

The role of the Inspectorate in ensuring compliance with law and directives is also directly linked to the promulgation
and te,sting of accepted good practice, such as that found in Home Office Circulars, Home Affairs Select Committee
Reports, and in the findings of HMIC Thematic Inspections and Audit Commission papers, as well as primary
legislation.
key role for IIMIC is to inspect against ministerial guidance and policy, which is promulgated in order to encourage
efficient and effective policing, in order that HMIC can advise the Home Secretary as to the extent to which the policy
and guidance is being complied with.
Value_for_Money
Another crucial contribution to improvements in efficiency is the promotion of value for money (VFM) initiatives.
A recent HMIC study of efficiency in six forces, conducted in collaboration with ACPO, found many excellent VFM
initiatives (which forces have introduced in order to bridge the increasing gap between the demand for police service
and the resources to meet that demand)2 but it also concluded that:
2 The ACPO Expenditure Forecasting Group suggest that, not allowing for pay rises or inflation, the U.K. police
service will need an additional 2.75% net growth to meet additional pressures in 1996/7. The HMIC efficiency
study indicated that the service was making year on year gross efficiency savings of 2%, which are being utilised
to meet the costs of new demands not funded by new money.

283

•
•
•
•

VFM
-

ethos running through the entire planning process;
it was vital for there to be a
cost
benefit analysis and sound project management and post implementation
for
appraisal
a
review to be rigorously applied to all major decision making;
the need for further substantial IT investment; and
people in human resources and finance
the need for effective leadership including highly

ne,ed inve,siment
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Increasingly the inspectorate will ask forces:
•
•

What efficiency gains have you actually made?
What efficiency gains do you realistically plan to make?

"benchmarking"

methodology that is essentially about
The efficiency study also identified the potential benefits of a
finding and implementing best practice. This can involve either comparators within the service, or can look wider.
police vehicle fleet management against best practice in the private
Currently,
are considering
sector.

benchmarldng

ACPO

Qualify

HMIC
HMIC, ACPO,

has played a key role, in partnership with the
As well as trying to ensure that forces are efficient and effective,
Association of Chief Police Officers, in the drive toward providing a higher quality of service. Examples of this are
the Audit Commission, and the
the handbook on "Tackling Crime Effectively" developed by
inspections, such as those looking at the police response to violence and equal
recommendations arising from
opportunities.

HMIC

definition.put forward by the Centre for the

There are a number of ways of defining quality, but I would offer the
Evaluation of Public Policy and Practice at Brune! University in the U.K.:

The degree to which standards are achieved, and to which those standards are related to the highest
priority requirements/needs of users, given resource levels and other local constraints.

17

The inspectorate has monitored forces' commitment to quality of service using a point checklist that it first circulated
to cease national
to chief officers in
but improved progress by all forces on each of these issues enabled
monitoring of the check st in
Another major initiative was the
"Getting it Right" programme and
also examines forces' progress against the best practice set out in this document.

1991,
li

1994.

ACPO

HMIC

HMIC

Force insfertnrates

has

also led to a growth of internal police inspection and quality assurance
The increasing emphasis on quality .
series awards of the
departments. Some of these departments have focused on issues relating to the ISO
International Standards Office and the European Quality award administered by the European Foundation for Quality
Management. Whilst the roles of
and internal inspectorates overlap (in that they are both concerned with
performance measurement and often use similar techniques), force inspection departments are primarily an internal
management tool, whereas
is, amongst other things, an instrument of public accountability.
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HMIC

HMIC

Ethics
The Inspectorate also has a crucial role to play in maintaining ethical standards. This takes a number of forms, the
first is under our statutory duty to keep:
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•
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informed of the handling and investigation of complaints against the police. (S.95 Police and Crinzinal
Evidence Act 1984)
•
Whilst we do not directly supervise individual complaints (which is the responsibility of the independent Police
Complaints Authority), we do rigorously test the systems and procedures in each force.
Secondly, HMIC has played a key part in ensuring that adequate "whistle blowing" procedures are in place and the
right of police staff to have confidential meetings with Inspectors of Constabulary plays a role in this process.
Thirdly, the Inspection process includes rigorous crime audits that involve random samples of documents, including
crime investigation reports and policy files, and in addition to highlighting good and bad investigative and management
practice, this can reveal discrepancies in recording practices and procedures.
However, I would like to emphasise that despite some well publicised miscarriages of justice, British policing is
conducted in a highly ethical marner with great respect for due process and the rule of law.

HMLC Accountability
If other countries can provide high quality po li cing without an independent inspectorate it may be legitimate to ask if
the U.K. neeels an inspectorate. Perhaps inspectorate functions could be fulfilled by private agencies and accreditation
schemes, or by giving HMIC agency status? I suggest though that an impartial and independent inspectorate is
essential, but the central question remains; how are we held to account, who inspects the inspectorate?
Clearly HMIC is directly accountable to the Home Secretary. Accountability is also being tackled through the
development of output measures and HMIC is also subject to a rigorous challenge process within the Home Office.
It may be that we should also develop a mechanism that brings forces into the quality control process, as well as
developing further internal measures to quality control the inspection system itself. This should include the following
questions:
•
•
•

In cost benefit analysis terms what was the benefit of the inspection?
What was the fmancial savings and/or added value of HMIC recommendations?
What ethical, effectiveness and quality gains resulted from the inspection?

Thematics

I recognize that some may suggest that there is actually too much inspection, not only by HMIC, but also by force
inspectorate departments, the Audit Commission, and district auditors, which places a considerable burden on police
forces. It is, therefore, reasonable to consider the balance of the inspection programme; police forces are inspected
by HMIC every year, prisons every eight years. I do not suggest that police inspections should be so infrequent, but
there is an opportunity to again re-define their scope and frequency. This may lead to a greater emphasis on thematic
inspections.
Previous thematic inspections on equal opportunities, the operational use of firearms, and more recently a study of
efficiency in six forces, have shown the potential of sharply focused inspections for examining outcomes and improving
quality of service.
In order to do this we should make greater use of highly qualified multi-ftmctional teams. There may also be room
to use more staff from non-police backgrounds and input from the Audit Commission; this approach was found to be
highly productive in the course of the recent efficiency study. Thematic inspections could also make use of the
benclunarldng methodology that I mentioned earlier.
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Conclusion
Finally, ladies and gentlemen, I hope, having looked at comparative inspectorate functions, nationally and
internationally, I have shown that an independent police inspectorate can play an important role in:

•
•
•
•
•

enswing compliance with law and directives;
maintaining ethical standards;
improving effectiveness;
increasing efficiency; and
enhancing quality of service.

Along the way, I have tried to give you an insight into what HMIC does and how we f-unction. Whilst there are
occasional tensions between HMIC and forces, in my experience inspections are broadly welc,omed and this is reflected
in a very high rate of implementation of Inspectorate recommendations.
In federal and centralised systems, the same effect may be achieved by force inspectorates in combination with federal
and state supervisory bodies, or through the intervention of ministries of the interior or justice. Accreditation systems
may also play a significant role. But whatever system is used, the responsible body must have a clear understanding
of its purpose. The most important question to ask is, why do we inspect? I believe that the answer was provided by
Owen Hartley (1972):
In a democratic society, govenunents stand in relation to the governed somewhat in the role of trustee
of the public interest .... To ensure this, inspection is a necessary device .... On this view strict
inspection is one of the hallmarks of a truly democratic regime.
Finally, to those who feel depressed by constant talk of restricting resources, things could be worse; I quote from the
1857 HMIC report on Southwold:
This force is inef-ficient .... The superintendent has no force to superintend.

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
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•
•
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Professionals in Modern Society
by

•

Roger P.

•
•

Keranss

•

Tonight I would like to stress more things that link the judiciary and the police.

•
•

We have much in common. We each belong to a
that has befallen professionals in the modern society.

•
•
•

well-define,d profession. And we each suffer the immense frustration

I read recently that:

•
•
•

One characteristic of an established profession is its control of a specialize(' language and a particular
body of knowledge. This control largely excludes the lay person and gives the members of the
profession a powerful monopoly.

•
•
•
•

I suppose
is true. We each have our own jargon, and we each have our own areas of expertise. But I warn you.
Our special
yours or mine, no longer earns respect or awe. On the contrary, some fellow citizens express
who responds to criticism
feelings of resentment and suspicion, if not hostility. God have mercy on the police
on a radio talk show by saying that the caller is obviously ignorant, pardon me, factually unencumbered or,
knowledge challenged. I am trying to be more politically correct.

•
•
•
•

If you go on a talk show, I suppose you must accept its assumption; anybody who wants to speak has something useful
to say.
assumption of course denies of the value of expertise; it denies that there is a need for humble and careful
study before venturing an opinion; it denies the validity of the assumption upon which your profession and mine base
their work.

•

•

•
•
•

•
•
•

diat
lcnowledge,

of-ficer

...

That

They say this is the age of the common man. One-man, one-vote democracy suggests to some that one guy's opinion
is as good as the next guy's. I have news for these folks. The notions of equality that drive democracy demand that
each person be treated with equal dignity. They do not demand that their opinions be treated as equally valid. And
it is foolish and dangerous to suppose that all opinions are of equal merit. People in a democracy certainly should have
a right to speak, they also have a duty to speak prudently, to think before they speak, and to listen with

hiunility.

looldng

•
•
•
•
•

at the polls. Tell that to
Right! We all know that. Ha. Tell that to the politician who decides every issue by
Simpson on the
the talk-show host. Tell that to the people at coffee who express an opinions about the guilt of
basis of one-minute on the TV last night. Tell that to the TV cameraman whose editor wants a ten-second shot with
who has been taught that every story must have a slant that sells,
high production values. Tell that to the
and all else is irrelevant! Tell that to the activist, who uses a ten-second interview to stir feelings, not thought.

•
•

And what will they reply? They will tell you that you are elitist, and if you are old or white or male, that you are a
bigot. Did I say old, white, and male? God Forbid. I meant to say men who are chronologically gifted but
rhythmically challenged.

•

•
•
•
•
•
•
•
•
•
•
•

O.J.

newsperson

* The Honourable Mr. Justice Roger P. Kerans is a member of the Court of Appeal of Alberta.
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Nevitte,
—

Neil
in his new book, called The Decline ofDeference, links this rejection of expertise to other changes in our
unies the decline of the family, and the decline of authority generally. He says we are on the edge of a brave new
world.
My view
Let me be clear, and very serious. We are all culturally blind, it is part of the human condition. Those of us in
professions have a special duty to do all we can to overcome this handicap, and be sensitive to cultural differences.
That effort will widen and deepen our understanding of the
condition. We are professionals committed to
the value of
and understanding in terms of solving social problems. And we deny that there is virtue in
mouthing off as a substitute for thought or study. You already know that. That is why you are at this conference.
But it might help a little for me to assure you that you are on the right track. Expertise does count.

htunan

lcnowledge

—

ll

Let me be equa y clear about a matter of equal importance. We must always remember the difference between pure
the right answers, social action, and putting that knowledge, if it is about social problems, into effective
practice. And there, in a democracy, is the rub. Social action is ineffective if it ignores the reality of the knowledge
level of a the human beings involved in that inter-personal or social action. Or ignores their cultural blindness. Or
their sense of dignity.

Imowledge,
ll

Professionals by definition do not live in caves, we do social action. And so we always must operate at two levels,
keeping in mind first what our special knowledge tells us needs to be done and, second, what people think. If it is any
help, these two factors are the ontological question and the epistemological question. It seems it was not a big help.
Experience counts but communication also

c.ounts

21st

In any event, what does all this have to do with the management challenges in
century policing? A great deal.
I see that you have this week shared unique police expertise: coping with transnational crime;
greater use of
technology; managing budgets in times of financial restraint; streamlining internal structures; looking at research and
training; and discussing traffic management, performance evaluation, and discipline.

malcing

But you have also talked about a very different group of issues: community and agency partnerships; private policing;
the use of volunteers; and, more generally, managing change. I commend you for that. It will no longer do, in this
brave new age, to have top-down problem solving by the expert. The curse of professionalism, yours and mine and
a the others, has been isolation. We were taught we had a job to do and that we would be left alone to do it. We saw
no need to work with others, or involve non-professionals. We simply kept to our
As you well know, although
they are part of something called the justice system, police and judges do not meet, they do not share problems, they
hardly know one another. Mutual isolation.

ll

taslcs.

At the same time each of these institutions, like most in modern society, has tended to become more and more
centralized in the name of consistency and efficiency. In the result, the whole of western society in the age of
professionalism has come to be a series of pyramid-shaped fortresses,
in stainless steel, each under tight
control, each totally inscrutable to the outside, and each going about their business with little contact with others. Does
Judges' Chambers seem like a fortress to you? I assure you that's how the police station seems to me. On those
occasions when these or our two fortresses collide, they both clang with irritation. That is the way in the age of
professionalism.

slieathed

f-uturists

Most
say that all this soon will change. Already, new trends in government and industry are emerging. These
trends encourage the breaking down of these elaborate fortress-like structures, and put more emphasis upon individual
and local responsibility. The futurists also predict that those whom the professions serve will cease to be mere
of product, like the parties for whom judges now provide decisions in disputes or the people for whom now

constuners
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the police offer protection from harm. Instead of mere consumers, they will be involved in the process of decisionmaking or the process of protection.

•
•
•
•

(alternative dispute resolution). And the traditional courts now
In my profession, this trend is sometimes called
process. We tell ourselves to hear all the voices.
talk about the need to be more open to others in the
We have had to learn all about cultural sensitivity, and the need to open the process to influence from those who in the
past were shut out. And we have come, some of us, to cherish an old institution that we used often to deplore, because
it can be almost the perfect model for this new world. That, of course, is the jury.

•
•
•

I see, in the topics you have discussed this week, many signs of the same trends. I see topics your predecessors in
years ago, like volunteer policing and community partnerships. All
office would never have thought to discuss
designed to get those whom you protect to help protect themselves.

•
•

•
•
•

•

•
•

•

•
•
•
•

•
•

ADR
decision-maldng

20

Is there any room at all for professional expertise in this new world? I think so. Fxperti. . still counts But so does
communica on I predict that the professional will be more and more a knowledge-lender and, in the best sense, a
to be sure, but also offering that
manipulator. She will help others to help themselves by offering
in a cultura y-sensitive and acceptable way. Not only then will she be an expert in gaining support for this
program or that, but she will also be expert in what social structures will work after the expert leaves, and the nonexperts attempt to carry on. Again, a small model is the jury trial, where you see complementary roles for the judge
and jury, the expert and non-expert.
-

ti

lmowledge

lmowledge,

ll

The risks in this new world will, however, be immense. This is because the non-expert might make a complete hash
of things. Like an uninstructed jury. The key is that the good advice of the expert will be lost on us all if the expert
needed to change the mistaken perceptions of the non-expert and help him to make the right
cannot learn the
but to open his mind to new
choice. Not to order him about, but to gain his cooperation. Not to decide for
the
information. Not simply to offer him protection, but to show him how to protect himself. Those are the
century.
police will require in the

sldlls

.him,

21st

sldlls

•
•

Before I sit down, I would like to offer you an example of the sort of problem that can arise if there is a gulf between
expertise and non-expert perception.

•
•
•
•

For whatever reason, the people at least in Canada have come to believe that society as we know it is on the brink
of chaos. I do not have time to discuss how they came to this belief. I will say that, at least in Canada, that is a myth.
allowances for differing reporting methods, than
Crime rates in Canada today are not significantly di erent,
they were at Confederation. All that has changed is the perception of the non-expert. We have a serious
epistemological problem about the extent of the crime problem. While Canada on the one hand is one of the safest
places on earth, the people of Canada on the other hand regularly rank this mythical crime wave as at the top or near
myth with many simplistic and non-expert demands
the top of their social concerns. Moreover, they respond to
to stamp out crime.

•
•
•
•

•

—

—
ff

malcing
titis

•
•
•
•
•

Because they deal in myths, many persons in our society simply refuse to accept that crime is, by definition, an
expression of the personal liberty we all cherish. It is, of course, an expression that unfortunately is not attached to
any strong sense of the need for a socially responsible exercise of that freedom. There simply is no guarantee that
every person in a free society will exercise that freedom responsibly. On the contrary, as you well know, it is
inevitable that some will not. Crime then is the price of freedom. We can only hope to keep it less prevalent than it
might otherwise be.

•
•
•

The role of the police used to be to keep crime under some control in three ways: first, by surveillance of those most
the
inclined that way; two, as a physical and visual presence to discourage crime; and third, to investigate crimes
event and attempt to apprehend the offender. But none of them could or can eliminate crime. They were designed

•

af-ter

to keep it from getting worse, and that was tough enough. Crime, as I said, is firmly rooted in two things the police
and judges can do little about: one choice always present in a free society; and, two, social conditions that encourage
the wrong choice. For the most part, the amelioration of those conditions are outside the scope of traditional police
or judicial work. Because people fail to understand that, the police and judiciary can. At a time in history when both
have achieved very high levels of professionalism, none expect misperception as flawed institutions.
I suggest with respect that the expectations of Canadians must be brought back to reality. You and I may not be
responsible for the idea that there is a crime wave. But we do share a duty to tell them they will always have some
crime, and when there is an upsurge of crime it is almost always explicable in terms of social conditions far beyond
the control of police or judges. We must convince them that it is not simply a question of hiring more police, creating
more crimes, making more arrests, or jailing more people longer.
I read in the New Yorker this month th,at in New York City there has recently been a drastic reduction in street crime
in several areas that had been so infested with street people and petty, and not-so-petty, crime that nobody wanted to
travel in the neighbourhood. Is this because of new police helicopters, or grid sentencing? Not a bit of it. It is because
the local business people and other property owners, advised and encouraged by the local police, and aided by new
laws that help them raise money, have taken steps. They have spruced up the streets with better lighting and less
garbage and other blight, and they have hired the homeless to do that work. And they have set up homes for the
homeless who used to sleep in their doorsteps. Did I say homeless? I meant to say outdoor urban dwellers who are
residentially flexible, some of whom may be spatially perplexed and others, of course, may be sex care providers.
In any event, they in fact hired the homeless to clean up the streets, and to recruit the other homeless into the project,
and in some cases to run the home for the homele,ss. Those homes have been more successful than those run by social
workers because, it appears, they are non-expert — run by ex-homeless. On balance a result that the people want.
But nobody went to jail. In fairness, I must add that some of these projects have been criticized by human rights groups
on the ground they failed to respect the rights of the homeless to remain in the doorways. It seems that the homeless
who were hired to help the other homeless did a little less talking than would the standard social worker. But, the
critics had to admit, the homeless were happier in their new homes and did not want to return to the streets.
What is this story in aid of? My message is that somebody has built up expectations in society about crime that are
unrealistic, and this has led to oversimplified and ill-considered demands for action on the part of police and the Courts,
with the result that we are setting ourselves up for a new round of failure and lamentation. The challenge for
professional police is to cool out unreali stic expectations based on myths, and encourage the adoption of social policies
that will be effective for better control of crime. That is the challenge for the police in the 21st century.

294

1111 11 111100 0 11 11111111410111161111116•11110110011 11 11 11 11 0

APPENDIX

LIST OF PARTICIPANTS

11111111 11 6 6 01 11 6 0 11Is o.

Management Challenges in 21st Century Policing
List of Participants
Assistant Commissioner Curtis Allen

Mr. Geoff Berry, Head of Centre
Centre for Police Management
and Research
Business School, Blackheath Lane
Staffordshire University
Staffs ST19 OAD, England, UK
Phone: (01785) 353771
Fax:
(01785) 225023

Deputy Commissioner
Gerald N. Boose
Provincial Command
Ontario Provincial Police
777 Memorial Avenue
Orillia, Ontario L3V 7V3
Phone: (705) 329-6300
Fax:
(705) 329-6317

Ms Jenny Avery
Staffordshire University
Marketing OPR
No. 3 Winton Square, Station Road
Stoke-on-Trent ST4 2DE
England, UK
Phone: (01782) 744531
Fax:
(01782) 745447

Deputy Chief James R. Bertram
Peel Regional Police Service
7750 Hurontario Street
Brampton, Ontario L6V 3W5
Phone: (905) 453-3311 Ext. 4400
(905) 453-5399
Fax:

The Hon. Mr. Justice John D. Bracco
Court of Appeal of Alberta
Judge's Chambers
530 - 7 Avenue S.W.
Calgary, Alberta T3P 0Y3
Phone: (403) 297-7495
Fax:
(403) 297-7528

Sharon Baidon
Director of Administration
Sudbury Regional Police Service
200 Larch Street
Sudbury, Ontario P3E 1C7
Phone: (705) 675-9171
Fax:
(705) 675-8871

Dr. Lome D. Bertrand
Canadian Research Institute

Chief Lenna Bradbum
Guelph Police Service
15 Wyndham Street S.
Guelph, Ontario N1H 4C6
Phone: (519) 824-1212
Fax:
(519) 763-0516

Dr. Margaret E. Beare

Valerie Bin.sted
Greater Manchester Police
Community Affairs Branch
Chester House, Boyer Street
Manchester M16 ORE
England, UK
Phone: (0161) 856-2201

Dean Chris Brownless
Business School, Blackheath Lane
Staffordshire University
Staffs ST19 OAD
England, UK

Benoit Belanger
Royal Canadian Mounted Police
155 McArthur Avenue
Vanier, Ontario KlA 0 R4
Phone: (613) 993-5551
Fax:
(613) 995-4677

Mr. Frederick Biro
Executive Director
Canadian Association of Police Boards
10 Peel Centre Drive
Braznpton, Ontario L6T 4B9
Phone: (905) 458-1342
(905) 458-7278
Fax:

Mr. Ian M. Burns
Deputy Under-Secretary of State
Home Office
50 Queen Anne's Gate
London SW1H 9AT, UK
Phone: (0171) 210-8719

Asst. Commissioner Roy Berlinquette
Royal Canadian Mounted Police
1445 Regent Street, Box 3900
Fredericton, New Brunswick E3B 4Z8
Phone: (506) 452-3419
(506) 451-6053
Fax:

Ms Diane Bloom
Calgary Police Service
316 - 7 Avenue S.E.
Calgary, Alberta T2G 0J2
Phone: (403) 268-8425
(403) 265-9870
Fax:

Daniel Bussières
Royal Canadian Mounted Police
HQ, Project Renewal, Room H-123
1200 Vanier Parkway
Ottawa, Ontario KlA 0R2
Phone: (613) 993-8059
Fax:
(613) 993-9785

Dire,ctor of Personnel
Royal Canadian Mounted Police
1200 Vanier Parkway
Ottawa, Ontario K lA 0R2
Phone: (613) 993-0553
Fax:
(613) 952-7887

Sociology, York University
2060 Varé Hall
4700 Keele Street
North York, Ontario
Phone: (416) 736-5015 (Ext. 60315)
Fax:
(416) 736-5730

for Law and the Family
do Faculty of Law
The University of Calgary
2500 University Drive N.W.
Calgary, Alberta T2N 1N4
Phone: (403) 220-8632
Fax:
(403) 289-4887

Dr. A.J.P. Butler, Chief Constable
Gloucestershire Constabulary
Police Headquarters, Holland House
Lansdown Road
Cheltenham GL51 6QH England, UK
Phone: (01242) 521321
(01242) 261510
Fax:

Mario Centomo
Institut de Police de Québec
350 Rue Marguerite-D'Youville
Nicolet, Québec J3T 1X4
Phone: (819) 293-8631
Fax:
(819) 293-8718

Deputy Chief James Cunningham
Sudbury Regional Police Service
200 Larch Street
Sudbury, Ontario P3E 1C7
Phone: (705) 675-9171
(705) 674-7090
Fax:

M. Cameron
Police Authority for Northern Ireland
River House
48 High Street
Belfast, N. Ireland BT1 2DR
Phone: (01232) 230111

Chief Greg Cohoon
Moncton Police Force
P.O. Box 1045
Moncton, New Brunswick ElC 8P2
Phone: (506) 857-2400
Fax:
(506) 859-2555

Jacqueline Darby-Robinson
McMaster University
do Blackwood Crescent
Hamilton, Ontario L8S 3H6
Phone: (905) 529-5062

Chief Peter J. Campbell
Halton Regional Police Service
Box 2700, Halton
Oalcville, Ontario L6J 5C7
Phone: (905) 825-4700
(905) 825-9416
Fax:

Christine Collins
Northern Ireland Office
Massey House, Stoney Road
Belfast, N. Ireland BT 43SX
Phone: (01232) 527 547

Owen Davey
Royal Canadian Mounted Police
P.O. Box 3900
Fredericton, NB E3B 4Z8
Phone: (506) 452-3412
Fax:
(506) 451-6091

Ms Ruth Campbell-Balagus
211 Patricia Avenue
Ottawa, Ontario K lY 005
Phone: (613) 798-7813
Fax:
(613) 798-0233

Inspector Michael Connolly
Royal Canadian Mounted Police
1445 Regent Street, P.O. Box 1445
Fredericton, New Brunswick E3B 4Z8
Phone: (506) 452-3484
Fax:
(506) 452-3880

Superintendent W. David Dicks
Metro Toronto Police Service
No. 41 Division, 40 College Street
Toronto, Ontario M5G 273
Phone: (416) 808-4114
Fax:
(416) 808-4102

Professor Tullio Caputo
Department of Sociology
Carleton University
Ottawa, Ontario K1S 5B6
Phone: (613) 788-7400 Ext 2617
Fax:
(613) 788-4062

Staff Sgt. Peter Copple
Calgary Police Service
133 - 6 Avenue S.E.
Calgary, Alberta T2G 4Z1
Phone: (403) 268-8372
Fax:
(403) 268-4552

Superintendent Jim Dixon
South Yorkshire Police Authority
South Yorkshire Joint Secretariat
P.O. Box 37, Regent Street
Barnsley, South Yorkshire S70 2PQ
England, UK
Phone: (01226) 772816

Bart Caron
Ministry of the Solicitor General
& Correctional Services
25 Grosvenor Street, 12th Floor
Toronto, Ontario M7A 2H3
Phone: (416) 314-3042
Fax:
(416) 314-3240

Jim Cousins
Audit, Evaluation & Corporate
Services Directorate
RCMP Headquarters
1200 Vanier Parkway
Ottawa, Ontario KlA 0R2
Phone: (613) 993-4124
Fax:
(613) 993-4453

Mr. Peter Doone
Deputy Commissioner
Police Headquarters
Wellington, New Zealand
Ph: 64-4-474 9499
Fax: 64-4-499 1065

Deputy Chief David Cassels
Edmonton Police Service
9620 - 103A Avenue
Edmonton, Alberta T5H 0H7
Phone: (403) 421-3467
Fax:
(403) 421-2211

Superintendent Frank E. Cranton
Royal Canadian Mounted Police
P.O. Box 3900, 1445 Regent Street
Fredericton, New Brunswick E3B 4Z8
Phone: (506) 452-3684
Fax:
(506) 452-3731

Peter H. Fallows
West Mercia Constabulary
Hindlip Hall
Hindlip, Worcestershire WR3 8SP
England, UK
Phone: (01527) 583799

•• • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • • e •
e

Acting Deputy Chief Constable
Ronald Flanagan
Royal Ulster Constabulary
"Brooklyn," Knock Road
Belfast, N. Ireland BT5 6LE
Phone: (01232) 700001 -

Ms Linzy Gallimore
Centre for Police Management
and Research
Business School, Blackheath Lane
Staffordshire University
Staffs ST19 OAD, F,ngland, UK
Phone: (01785) 353771
(01785) 225023
Fax:

Dr. Joseph P. Homick

Chief Brian Ford
Ottawa-Carleton Regional
Police Service
474 Elgin Street
Ottawa, Ontario K2P 236
Phone: (613) 560-6026
(613) 560-1228
Fax:

John J. Gaudet
Canadian Police College
Box 8900
Ottawa, Ontario K1G 332
Phone: (613) 998-0785
(613) 990-9738
Fax:

Chief Superintendent Dawson Hovey
Royal Canadian Mounted Police
1200 Vanier Parkway, Room G. 523
Ottawa, Ontario KlA 0 R2
Phone: (613) 993-9784
Fax:
(613) 993-9785

Merle S. Foster
Belleville Police Service
93 Dundas Stree,et East
Belleville, Ontario K8N 1C2
Phone: (613) 966-0882
(613) 966-2701
Fax:

Rudy Gheysen
Ontario Police College
P.O. Box 1190
Aylmer, Ontario N5H 2T2
Phone: (519) 773-4277
(519) 773-5762
Fax:

Chief Inspector Paul Hughes
Central Scotland Police
Police Headquarters
Randolphfield
Stirling FK 2HD
Phone: (01786) 456000

Ms Martine Fourcaudot, Head
Research & Development Dept.
Sûreté du Québec

•
Dianne Hendrick
Po licing Services Program
Canadian Centre for Justice Statistics
Statistics Canada
19th Floor "M", R.H. Coats Building
Tumey's Pasture
Ottawa, Ontario KlA 0 T6
Phone: (613) 951-6640
(613) 951-6615
Fax:

Dr. Barrie Irving, Director

Mr. Jean Fournier, Deputy Minister
Solicitor General Canada
340 Laurier Avenue West
Ottawa, Ontario K1 A 0P8

Dr. Frum Himelfarb

Mr. Jim Izat
do Centre for Police Management
and Research
Business School, Blackheath Lane
Staffordshire University
Staffs ST19 OAD, England, UK
Phone: (01785) 353771
(01785) 225023
Fax:

The Hon. Patrick Gagnon, M.P.
Parliamentary Secretary
Solicitor General Canada
340 Laurier Avenue West
Ottawa, Ontario KlA 0P8

Jane Hirst, Principal Officer
Police Research Group, Home Office
50 Que,en Anne's Gate
London SW1H 9AT England, UK
Phone: (0171) 273-2643
(0171) 273-4001
Fax:

1701 Parthenais, B-8.04
Montréal, Québec H2L 4K7
Phone: (514) 598-4323
(514) 596-3682
Fax:

Training Branch
Royal Canadian Mounted Police
250 Tremblay Road
Ottawa, Ontario K1G 3M6
Phone: (613) 993-1414
(613) 993-0260
Fax:

Canadian Research Institute
for Law and the Family
c/o Faculty of Law
The University of Calgary
2500 University Drive N.W.
Calgary, Alberta T2N 1N4
Phone: (403) 220-6653
Fax:
(403) 289-4887

The Police Foundation
1 Glyn Street, Vauxhall
London SEll SRA, UIC
Phone: (0171) 582-3744
(0171) 587-0671
Fax:

Acting Sgt. Gary Jewer
Ontario Provincial Police
Conununity Policing Development
777 Memorial Avenue
Orillia, Ontario L3V 7V3
Phone: (705) 329-6140
(705) 329-6160
Fax:

Dr. Gail Johnson
Ottawa-Carleton Regional
Police Service
474 Elgin Street
Ottawa, Ontario IC2P 2J6
Phone: (613) 236-0311, Ext 555
Fax:
(613) 236-9360

Inspector Tim Killam, OIC
Proceeds of Crime Branch
Royal Canadian Mounted Police
1200 Vanier Parkway
Ottawa, Ontario KlA 0R2
Phone: (613) 993-6327
Fax:
(613) 993-4299

Dr. Barry Leighton
Senior Research O ffi cer
Police Research Division
Police and Security Branch
Solicitor General Canada
340 Laurier Avenue West, 8th Floor
Ottawa, Ontario KlA 0P8
Phone: (613) 990-2708
Fax:
(613) 993-5252

Superintendent George Kaine
Royal Canadian Mounted Police
1200 Vanier Parkway
Ottawa, Ontario KlA 0 R2

Superintendent Richard ICivell
Halton Regional Police Service
1229 White Oaks Boulevard
Oalcville, Ontario L6H 2N6
Phone: (905) 825-4777
Fax:
(905) 846-0381

Superintendent Wm. A. Lenton
Royal Canadian Mounted Police
161 MacBeath Avenue
P.O. Box 5800
Moncton, New Brunswick ElC 8R2
Phone: (506) 851-6158
Fax:
(506) 851-7065

Superintendent Ken Kavanaugh
Calgary Police Service
133 - 6 Avenue S.E.
Calgary, Alberta T2G 4Z1
Phone: (403) 268-8200
Fax:
(403) 264-6648

Professor Patrick Knoll, Q.C.
Faculty of Law
The University of Calgary
2500 University Drive N.W.
Calgary, Alberta T2N 1N4
Phone: (403) 220-7327
Fax:
(403) 282-8325

Norman B. Lewsey
Ontario Police College
P.O. Box 1190
Aylmer, Ontario N5H 2T2
Phone: (519) 773-4414
Fax:
(519) 773-5762

Ms Jacicie Kennedy
Research Associate
Centre for Police Management
and Research
Business School, Blackheath Lane
Staffordshire University
Staffs ST19 OAD, England, UK
Phone: (01785) 353771
Fax:
(01785) 225023

Chief Inspector Jacques Labrecque
Sûreté du Québec
1701 rue Parthenais, ch B-6.13
Montreal, Québec H2L 4K7
Phone: (514) 598-4644
Fax:
(514) 596-3001

Chief J.A. Lindsay
Edmonton Police Service
9620 - 103A Avenue
Edmonton, Alberta T5H 0117
Phone: (403) 421-3461
Fax:
(403) 421-2211

Brian Kent, President
Canadian Society for Industrial
Security
51 Lake Avenue West, Unit 2
Carleton Place, Ontario K7C 1L3
Phone: (613) 956-8785
Fax:
(613) 956-5140

Chief Murray Langgard
Regina Police Service
1717 Osler Street
Regina, Saskatchewan S4P 3W3
Phone: (306) 777-9791
Fax:
(306) 347-0889

Winnie Linker

The Hon. Mr. Justice Roger Kerans
Court of Appeal of Alberta
Judge's Chambers
530 - 7 Avenue S.W.
Calgary, Alberta T2P 0Y3
Phone: (403) 297-7501
Fax:
(403) 297-7528

Councillor Sir John Layden, JP
South Yorkshire Police Authority
South Yorkshire Joint Secretariat
P.O. Box 37, Regent Street
Barnsley, South Yorkshire S70 2PQ
England, UK
Phone: (01226) 772816

Sgt. Clarence Lovenulc
Royal Canadian Mounted Police
H.411, H.Q. 1200 Vanier Parkway
Ottawa, Ontario KlA 0R2
Phone: (613) 993-3593
Fax:
(613) 993-4453

Ontario Provincial Police
Queen & McLaughlin Roads
Brampton, Ontario L6V 2L1
Phone: (905) 874-3110
Fax:
(905) 874-4032

Ms Sandra Lyth, Director
Policing Division
Solicitor General Canada
340 Laurier Avenue West
Ottawa, Ontario KlA 0P8
Phone: (613)
Fax:
(613) 993-5252

Wayne May
Royal Canadian Mounted Police
657W 37th Avenue
Vancouver, B.C. V5Z 1K6
Phone: (604) 264-2820
(604) 264-2819
Fax:

Inspector Ian McNeish
Chief Executive's Services
Central Regional Council
Viewforth, Stirling
Scotland, UK FK8 2ET
Phone: (01786) 443334

Deputy Chief Alex Mackie
Ottawa-Carleton Regional
Police Service
111 Lisgar Street, 1st Floor
Ottawa, Ontario IC2P 2L7
Phone: (613) 560-6026
Fax:
(613) 560-1228

Ms M.L. (Mamie) McCall
16 Rideau River Lane
Ottawa, Ontario K IS 0X1
Phone: (613) 736-1101
Fax:
(613) 788-4467

Michael Mitchell
Ministry of the Solicitor General
8t Correctional Services
25 Grosvenor Street, 12th Floor
Toronto, Ontario M7A 2H3
Phone: (416) 314-3015
Fax:
(416) 314-3040

Chief D.K. (Don) MacRae
Dartmouth Police Service
P.O. Box 817
Dartmouth, Nova Scotia
Phone: (902) 464-2530
Fax:
(902) 464-2099

Chief A.V. McCauley
Sudbury Regional Police Service
200 Larch Street
Sudbury, Ontario P3E 1C7
Phone: (705) 675-9171
(705) 674-7090
Fax:

Adrienne Moncrief
Royal Canadian Mounted Police
Room 406, Pickering Building
250 Tremblay Road
Ottawa, Ontario KlA 0 R2
Phone: (613) 993-9735
Fax:
(613) 952-0618

Chief Owen Maguire
Saskatoon Police Service
130 - 4 Avenue North
Box 1728
Saskatoon, Saskatchewan S7K 3R6
Phone: (306) 975-8200
Fax:
(306) 975-8319

David McClurg
Police Federation for
Northern Ireland (R.U.C.)
RUC Garnersville
Garnersville Road
Belfast, N. Ireland BT4 2NX
Phone: (01232) 760831

Superintendent Sam Muir
Crime Prevention Office
Scottish Office
St. Andrews House
Edinburgh EH1 3DG
Scotland, UK
Phone: (0131) 244-3992
Fax:
(0131) 244-3989

Superintendent Robert Martin
Hamilton-Wentworth Regional Police
155 King William Street
Box 1060, LCD 1
Hamilton, Ontario L8N 4C1
Phone: (905) 546-4706
(905) 5464752
Fax:

Mrs. R.A. McCormick
Police Authority for Northern Ireland
River House, 48 High Street
Belfast, N. Ireland BT1 2DR
Phone: (01232) 230111

Deputy Commissioner Diane Nagel
Ontario Provincial Police
777 Memorial Avenue
Orillia, Ontario L3V 7V3
Phone: (705) 329-7500
Fax:
(705) 329-6850

Councillor Ross Martin
Chair of Police Board
Lothian Regional Council
c/o Margaret Smith
Regional Chambers, Parliament Sq.
Edinburgh, Scotland EH1 1TT
Phone: (0131) 469-3389

Dr. Jerry D. McKiimey
Lake Superior State University
C. of Department, Norris Centres
Sault Ste Marie, MI USA
(906) 635-2748
Ph:

Mr. David O'Dowd
Her Majesty's Inspector
of Constabularies
Block B2, Westbrook Centre
Milton Road
Cambridge CB4 lYG England, UK
Phone: (01223) 467115
Fax:
(01223) 467118

Baswich House
Stafford ST17 OQG, England, UK
Ext 2361
Phone: (1785) 57717
Fax:
(1785) 232313

Dr. Colin SalcIfinha
Past President
Canadian Association of Police Boards
4665 Central Parkway Reist, Unit 9
Mississauga, ON L4Z 1M7
Phone: (905) 890-8183
Fax:
(905) 890-2757

Detective Chief Supt. John Ogg
Central Scotland Police
Police Headquarters
Randolphfield
Stirling FK 2HD
Phone: (01786) 456000

A/S/Inspector R.A. Pilkington
55 Division
Metro Toronto Police
40 College Street
Toronto, Ontario M5G 2J3
Phone: (416) 808-5513
Fax:
(416) 808-5502

Christopher R. Searle
Acting Assistant Chief Constable
Greater Manchester Constabulary
Nottinghamshire Constabulary
Sherwood Lodge, Arnold
Nottingham NG5 8PP, England, UK
Phone: (0115) 967-2005

Commissioner Thomas B. O'Grady

Captain Larry Plununer
Mountain View Police Department
1000 Villa Street
Mountain View, CA 94041

Superintendent Phil Slack
Hamilton-Wentworth Regional Police
155 King William Street
Box 1060, LCD 1
Hamilton, Ontario L8N 4C1
Phone: (905) 546-4706
Fax:
(905) 546-4752

D. Ogden
Cheshire Police Authority

Glenfield, Hatton Lane
Hatton, Warrington
Cheshire WA4 4BY
England, UK
Phone: (01244) 612958

Ontario Provincial Police
777 Memorial Avenue
Orillia, Ontario L3V 7V3
Phone: (705) 329-6190
Fax:
(705) 329-6195

Chief Superintendent Keith Perrin
Head of Community Involvement
Staffordshire Police

USA
Phone:

(415) 903-6352

Inspector Michael B. O'Neil
0/c Management Services Branch
Royal Canadian Mounted Police
"F" Division
6101 Dewdney Avenue
Regina, Saskatchewan S4P 3K7
Phone: (306) 780-7031
Fax:
(306) 780-6989

Janet M.A. Reid
RCMP Public Complaints Commission
P.O. Box 3423, Station "D"
Ottawa, ON KlP 6L4
Phone: (613) 952-1271
Fax:
(613) 952-8045

Philip C. Stenning
Centre of Criminology

Inspector Susan O'Sullivan
Ottawa-Carleton Regional

Cpl. S.J. Roberge
Commissioner's Secretariat
Dep. Comm. National Police Service
Royal Canadian Mounted Police
1200 Vanier Parkway
Ottawa, Ontario K1A 0R2
Phone: (613) 993-6371
(613) 993-4453
Fax:

Lyle Stroeder

Directeur Adjoint Claude Rochon

Don V. Svendson

SPCUM

KPMG
Ste 3300, Commerce Court West
Box 31, Stn. Commercial Court
Toronto, Ontario M5L 1B2
Phone: (416) 777-3476
(416) 777-3519
Fax:

Police Service
474 Elgin Street
Ottawa, Ontario K2P 2J6
Phone: (613) 236-0311 Ext 232
(613) 235-4668
Fax:

Ms joanne J. Paetsch
Canadian Research Institute for
Law and the Family
do Faculty of Law
The University of Calgary
2500 University Drive N.W.
Calgary, Alberta T2N 1N4
Phone: (403) 220-4014
(403) 289-4887
Fax:

Service de la police de la Communauté
de Montréal
750 rue Boiasecours, Bureau 409
Montréal, QC H2Y 3C7
Phone: (514) 280-8530
Fax:
(514) 280-2008

University of Toronto
Room 8001, 130 St. George Street
Toronto, Ontario M5S 1A1
Phone: (416) 978-3451
(416) 978-4195
Fax:

National Crime Prevention

Council Secretariat
130 Albert Street, 8th Floor
Varette Building
Ottawa, Ontario KlA 0 H8
Phone: (613) 957-4694
Fax:
(613) 932-3515

David Thursfield
West Mercia Constabulary
Hindlip Hall
Hindlip, Worcester WR3 8SP
England, UK
Phone: (01527) 583799 '

Carrol Whynot
Metropolitan Toronto Police
40 College Street
Toronto, Ontario M5G 2J3
Phone: (416) 324-6295
(416) 808-7772
Fax:

Inspector Dwaine R. Tranquilla
Royal Canadian Mounted Police
155 McArthur Avenue, Room 438
Vanier, Ontario KlA 0R4

Dave Wojcik
Royal Canadian Mounted Police
Room 406, Pickering Building
250 Tremblay Road

Phone: (613) 993-4156
Fax:
(613) 993-3590

Ottawa, Ontario K lA 0R2
Phone: (613) 993-9735
(613) 952-0618
Fax:

Wayne Tremble
Belleville Police Service
93 Dundas Street East
Belleville, Ontario K8N 1C2
Phone: (613) 966-0882
(613) 966-2701
Fax:

Dr. Indy Youell, Principal Officer
Police Research Group
Home Office
50 Queen Anne's Gate
London SW1H 9AT, England, UK
Phone: (0171) 273-2643
(0171) 273-4001
Fax:

Ms Lynne Walley, Deputy Head
Centre for Police Management
and Research
Business School, Blacicheath Lane
Staffordshire University
Staffs ST19 OAD, England, UK
Phone: (01785) 353774
(01785) 225023
Fax:

Jacqueline Yuen
London Police Services Board
601 Dundas Street
P.O. Box 3415
London, Ontario N6A 4K9
Phone: (519) 661-5646
(519) 661-5999
Fax:

Chief Superintendent Wayne Wawryk
Royal Canadian Mounted Police
1200 Vanier Parkway

Ottawa, Ontario KlA 0R2

Superintendent Clive Weighill
Regina Police Service
1717 Osler Street
Regina, Saskatchewan S4P 3W3
Phone: (306) 777-9711
(306) 347-0889
Fax:

Philip White

British Transport Police Federation
D 306 MacMillan House
Paddington Rail Station
London W2 1HF
England, UK

Phone: (0171) 922-6626

GEN CANADA
, I1111111
I II I III
I0000048233
SOL

LIB r "ILI)
I

HV 7243 M3 1995

Conference proceedings, 199
5

DATE DUE

DE&

GAYLORD

PRINTEDMUSA

•
••
••
•••
••
•••
••
••
•••
••
••
••
••
•••
••
•••
••
•••
••
••
••
•••

I lb 6 6 6666 6666 40 666666 64166 6 6 6 06 6666666666066IIII6666660 6

