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INTRODUCTION

The idea for a conference to explore emerging issues in Comm-
unity Policing was conceived and developed in the Research and
Program Development Branch of the Cainadian Police College and the
Research Branch of the Ministry of the Solicitor General. Person-
nel in each unit who were in touch with research and experimenta-
tion considered that the current state of knowledge and develop-
ments undertaken in particular communities merited such an event.
After some preliminary discussion, the R.C.M.P., through the
Canadian Police College, and the Ministry of the Solicitor General
agreed to jointly sponsor the conference. Much further discussion
and negotiation ensued, ain agenda was produced, speakers were
invited and decisions were made about whom to invite. This volume
is an edited version, to greater or lesser degree, of the papers
presented.

We had several objectives in mind in organizing the confer-~
ence, and in publishing these proceedings. First, we wanted to
stimulate thought and discussion about major aspects of community
policing in the Canadian police community. To this end, we
decided to invite knowledgeable and experienced speakers from the
United States, Canada and Great Britain. Each was asked to
address the particular dimension with which he was most familiar
and to be prepared for questions and discussion. In addressing
broad issues, and the policy implication, we 1invited as partici-
pants a select group of police chiefs, federal and provincial
officials and police researchers.  The stimulation we sought was
evident in the discussion both during the conference and in its
aftermath.

A second objective was to encourage change, initiative and
innovative developments in the Canadian police community. This
included projects and initiatives currently being implemented in
various communities as well as possible new developments. As sub-
sequent events have shown, the conference has had an undoubted
impact either as a direct stimulus to change or as reinforcement
for changes already in progress.

A third goal, really implicit in the first two, was to pro-
vide a forum wherein police executives, government officials and
researchers could exchange ideas and ' discuss common concerns.
This is something which is, unfortunately, all too infrequent but
which in this case was highly successful. It is interesting to
note that there has already been one equally successful follow-up
workshop at the Canadian Police College with another planned for
late 1987. The Research Branch of the Ministry of the Solicitor
General is similarly engaged in follow-up activities. The publi-=
cation and dissemination of this volume will ensure that the ideas
generated at the conference will be widely available in Canada and
available for use in a variety of settings.



The papers have been organized into four broad topic areas
although, given the realities of policing, the overlap between
them is certainly evident and expected. These are: General
Issues in Community Policing; Management of Community Policing;
Operational Issues; and the Role of Research.

Don Loree and Chris Murphy



PART I
GENERAL ISSUES IN COMMUNITY POLICING

Taken together, the three papers in this section address the
past, present and future of policing and come to grips with some
of the key changes that have been and will be instrumental in
shaping the role of police. If community policing is to be more
than just a term trotted out when politically expedient, there
must be some fairly clear philosophical orientation and direction
guiding the process; there must be structural change that will
allow the innovations to have a chance to prove themselves; and
there must be perceptual changes on the part of police management
and street cops alike about the nature of their work and the real-
ity of policing a changed and changing society. These are the
themes that run through the three papers and the hard gquestions
they pose.

Henry Jensen, drawing upon decades of operational and admin-
istrative experience with the RCMP, challenges the traditional
views of police managers. The manager of the future must be inno-
vative and flexible, not bound to tradition. The police organiza-
tion itself will have to adapt to changing circumstances, making
use of all available knowledge. The community must become a real
part of community policing, with input that will challenge many
with traditionalist views. The community and policing are chang-
ing and police executives must become students of both.

George Kelling, a student of policing for many years examines
the processes of change in policing in the U.S., the current situ-
ation and some possible future directions. The police must become
closer partners with the community in combating crime and fear of
crime. However, the police responsibility is much broader and
this needs to be recognized by managers to a much greater extent
than at present. To this end, managers should move toward greater
latitude of patrol, and enhance the status of this primary police
function. The "professional” model of policing, and the isolation
from community that it engenders, needs to be replaced by a less
bureaucratic, decentralized and more service oriented perspective
that deals with the reality of the community and its needs.

In the third paper, Chris Braiden argues for what is essen-
tially a humanizing of police management and of policing in
general, Describing himself as an "average street cop" he draws
on his many years on the street in Edmonton. Policing is too num-
bers oriented as managers loock for measures of what they do. This
merely stultifies policing and inhibits the initiative of street
officers. Police need to re-evaluate what they do and why or else
face becoming redundant to most of the community. The crime-
fighting model, and ideology, is long out-dated and unrealistic,
promcting a perception by and of the police that is, in the long
term, harmful. The future demands police leaders who inspire
rather than restrain their departments and who know, understand
and work with the communities they serve.

-3 -



1. OPENING ADDRESS

Deputy Commissioner H. Jensen
Royal Canadian Mounted Police

Good morning ladies and gentlemen. Welcome to our nation's
capital, to those of you who have come from other parts of Canada
or other countries. On behalf of Commissioner Simmonds and all
members of the RCMP, I am pleased to welcome you to this confer-
ence which I think is important and certainly timely. We will be
addressing the topic Community Policing in the 1980's: Recent
Advances in Police Programs. Although the Commissioner is unable
to be here, he sends his greetings and best wishes to all of you
for an informative and successful conference.

The RCMP as an organization, through the Canadian Police
College, is pleased to be able to sponsor this event in collabora-
tion with the Research Division of the Ministry of the Solicitor
General. It is gratifying to see the response and the interest
from police forces across Canada, from provincial governments and
others with strong interests in the policing endeavour. I am
especially pleased to welcome the international body of speakers,
both from police and academic circles, from Canada, the United
States and the United Kingdom. Hopefully in the process of shar-
ing ideas and experiences we can shed a little more light on our
mutual policing problems and look collectively and individually
into the future perhaps with a greater degree of assurance. I'm
somewhat humbled to be addressing a group such as this.

This conference has been in preparation for just about a
year. The idea for it stemmed from a number of sources: interest
by people in the Research Division and by people in the Canadian
Police College in recent developments and directions in police re-
search externally; the police literature on the topic; growing
awareness of the numerous changes and experiments that are being
undertaken by various police forces in many cities of Canada and
abroad; and also from concerns that are being expressed by senior
police officials, civilian researchers, and political perscnages
about the changing role and function of police in a modern, urban
society. Accordingly, we have brought together here police
leaders and researchers, government officials and private individ-
uals who are actively involved and deeply interested in the sub-
ject. This assemblage, of course, represents but a small part of
the total Canadian police community but we know that ideas which
are generated here will be communicated -on a much broader basis.
To this end, our conference proceedings will be published and they
will be distributed as soon as possible.

Shortly, as the presentations and discussions begin, we will
see the fruition of the many months of planning. I should caution
you that in my view there are no easy answers that will be forth-
coming; even the task of identifying and defining the problems is



a most difficult one. Over the course of the next two-and-a-half
days, we hope to point to possible directions for change and inno-
vation in the policing environment; perhaps a change in mandate;
perhaps changes in approaches and functions. We hope that we can
pose questions that will involve a reconsideration and a recon-
ceptualization of policing and to examine the role and function of
the police by considering what we are doing now, why we are doing
it and perhaps what we should do or might have to do.

We in Canada, as elsewhere, are acutely aware that the nature
of police work has changed considerably in recent years, as has
the nature of the society that we live in and the communities that
we serve as police officers. New demands for policing services
continue to grow; often they grow more rapidly than the resources
that our communities are able to commit to the policing problem.
New types of crime have come to the fore: changes in technology
and communications, a computer-based society, etc., have all
served to assist those with a criminal mind to develop new forms
of theft, fraud and other forms of crime.  Police forces in this
country are caught up, at this time, in a tightening fiscal
squeeze. We are continually asked to do more and . more, with what
seems to be less and less. This is stretching our managerial
skills to the limit. QOur problems are internal as well. We must
come to grips with an aging police force, or police forces, in an
era where there is little or no growth in police establishments.
All this is coupled with changes that will flow from the Charter
of Rights and Freedoms. And finally, we also face a growing and
changing involvement in policing functions from the private
security industry. As senior police executives, we must always be
students of policing. We know that we must be aware of these
changes and the implications of external change if we are to
maintain viable, effective and efficient services to the
communities that we serve.

In recent years, we have seen a great deal of information
documenting perceived problems and issues facing us and many
suggestions for improvement and change in the way in which we ful-
fill our function. Poliecing research, searching for understanding
of the police role and for ways to better deliver services, has
questioned many of the underlying assumptions about police work
and police functions. For example, questions have been raised
concerning the efficacy of rapid response to calls for service in
some circumstances, and about the role of detectives in solving
crime in others. Traditional measures of police activity may no
longer be appropriate or adequate. This research, conducted with
the active collaboration or many police forces in the United
States, Canada, the United Kingdom, and elsewhere has shown us
alternate ways of looking at policing issues and  police func-
tions. Discussions about the merits of a problem-oriented
approach to crime rather than an incident-specific approach is a
case in point, and one which we are all familisr with as we move
to more comprehensive crime analysis systems in our given forces.
Finally, we are increasingly aware of alternate ways of doing
things that arise out of the research and experimentation con-
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ducted by and within police forces. Of course, some of these
alternatives are found to be effective and some certainly have no
utility at all. However, it is in the exploratory process that
policing has developed and will continue to develop.

As a result of this research activity in many countries and
many police forces, including the work sponsored and conducted by
research branches at the Canadian Police College and the Ministry
of the Solicitor General, our collective knowledge about policing
has expanded in recent years. As a result of dissemination of the
results in reports and journals, including the Canadian Police
College Journal, an increasing number of police managers, academ-
ics and other people are aware of what is transpiring. Thisg
dynamic process of questioning and searching for answers assists
the police in continuing to accomplish their mission better. The
more we know about ourselves and the environments in which
we labour, the more relevant and effective we can be and should
be. But as practitioners, we the police must also be students of
our profession. We must recognize that, like everything else,
policing 1is subject to pressure for change, both internal and
external, and that we indeed will have to change; much more than
we have in the past. The leadership that we can offer is criti-
cal.

I would like to touch now on but three aspects of change and
then return to the important leadership issue. The first concerns
the changes that have occurred in the socio-economic, demographic
and political dimensions of Canada, particularly in urban
society., Cities have been under considerable stress as a result
of a combination of population growth, multi-racial mixes, and
fiscal restraint. The city of the 1980s is not the city that we
all knew when we began our careers as police officers. The city
of the 1990s will also, likely, be significantly more different.
There are pressures on all institutions, including the police,
that make it necessary for us to examine what we do, why we do it
and to assess the consequences of our actions or inactions. The
best example of this pressure, I suppose, may be seen in increas-
ing demands for accountability of ‘police management, of fiscal and
financial management and of our policies. This is a fact of life
of which we are all becoming increasingly aware on a daily basis.
Are we meeting the needs of our constituencies now? Will we be
prepared to meet them in the future?

The second point that I would like to make involves the rela-
tionship between the police and this very heterogeneous, more
knowledgeahle and articulate community; a community which we can
expect to be more demanding and more questioning. How well do our
approaches reflect the concerns of these communities? The recog-
nition by police of the limitations of a reactive, primarily law
enforcement mode, and their movement towards a pro-active commun-
ity involvement seems to auger quite well in this respect. = How-
ever, we as police executives must continue to look to the Ffuture
of this relationship in our heterogenecus society. Changes in
legislation in areas such as civil rights and police powers are
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redefining our relationship with ‘the community in important ways.
We look at cities in which fear of crime remains high in spite of
the fact that in some areas there are declining crime rates.
Where victimization studies show there still remains a very large
volume of unreported crime we must ask ourselves, "Why?"

As I mentioned, and as the changes that many of you have
implemented in your forces effectively demonstrate, some old tra-
ditional modes of policing that stress control and enforcement ar
no longer sufficient. Too much distance is sometimes put between
the police and the public, This distance is not effective in this
day and age.

Broader, community-oriented and community-based approaches,
which are being introduced. in some quarters, certainly are not
panaceas but nonetheless, in moving the direction that greater
experience, research and common sense tend to dictate, there are
many positives. However, there are important correlates of this
that cannot be disregarded, primarily involving community input
into the decision-making and goal-setting processes through col-
laborative efforts that are mutually satisfactory to ‘the police
and the community. This poses challenges for us as police
managers, certainly now and in years to come.

The third area of change that I would like to touch upon
involves the police institution itself. Successful movement in a
community-oriented policing direction requires a readiness to
examine and change, both xn philosophical orientation and in
organizational structure. That police forces are willing and able
to change is illustrated by efforts that are being made in a num-
ber of Canadian and foreign police forces in the immediate past
and certainly today. We look forward to hearing from some of
these who will probably account for their experiences first hand.
The clear message that seems to emerge is that the traditional
add-on programs are no longer adequate to meet current policing
needs, at least in some of our communities.

This now brings me to the critical issue of police leader-
ship. This role of police executives is critical in identifying
problem areas and collaborating with the community, with other
agencies and interest groups in efforts to define and ultimately
achieve mutually acceptable ends. In this process, there will be
times when we must be prepared to reassess and revise our goals if
we find that some of our more traditicnal policing goals are not
the community goals or are not given the same priority. This
obviously 1is a process fraught with difficulties but one which
offers great potential benefit for police and the community
alike. It demands leaders who are ‘alert and who are questioning;
who are willing to accept challenges, to experiment, to inncvate
and to take risks. I doubt that an overall blueprint for success
will emerge from your discussions over the next two-and-a-half
days. There are no manuals or directives articulating the stages
to follow and I doubt that any will be written here. Each police
force, while learning from what others have done, will have to
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chart its own course to meet the particular circumstances and
needs that are unique to its community.

Some police executives here are responsible for policing
several communities, many of which are different and have differ-
ent needs. All sectors of a given single city may not necessarily
be the same and may have different requirements. You'll apprec-
iate that this is a challenge; more difficult for the Ontario
Provincial Police, the Sureté du Québec and the RCMP. My force
polices over 200 municipalities under contract, as well as 8
provinces and 2 territories. That requires significant flexibil-
ity, from the central headquarters as well as the division head-
quarters, to permit the various detachments and units to deliver
something that is tailor-made for those given communities.

In addition, we will always face the issue of internal lead-
ership and the management of change within our respective organi-
zations. The problem of ensuring that policy directions and
changes are implemented in an effective manner at the operational
or street level is a very difficult one. Appropriate leadership
is necessary to inspire all members of a police force and give
them the commitment that is necessary if change is to be success-
ful. As we are all well aware, changes are coming and -an "I'm
alright Jack" attitude must be a thing of the past. The question
here is, "will we, the police, be followers in the process or will
we take the initiative and lead?" In large measure then, this is
what the conference is all about: the process of change and the
role of police and police leadership in it.

The term 'Community Policing' is a key phrase in the confer-~
ence title. It has come to be regarded by many as symbolic of the
current or proximate stage in the process: recogrizing of course
that there is no one ultimate definitive end state in social and
institutional evolution. It will go on forever. The term
'Community Policing' has been given many meanings, just as there
are numerous interpretations of how to implement it via police
programs. Various perspectives on both terms will be proferred
during the conference. I trust that we will move towards a
greater understanding of both of these concepts and their implica-
tions.

However, as a starting point, let me advance the following
definition from an article that was written by Phillip Stenning.
"Community policing ... refers to some arrangement for policing
which seeks to give some significant role to "the community," how-
ever defined in the definition and performance of the policing
function itself." Some such definition, if acceptable, involves
the necessity of a much broader and reconceptualized view of
policing and police functions than has traditionally existed. It
is encouraging and indeed instructive that soc many of you are
taking your forces in this direction; that so many have made a
conscious choice to throw open the windows, to let in the fresh
air of new ideas and new directions. This is not without risk; no
innovation is, but the potential gains are great, as your presence
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here attests. I would not want to suggest that all that we have
done in the past or all that we are doing today is necessarily
inappropriate.. Obviously, the police service in this country has
met with considerable success in the past but we must maintain the
vigor and vitality to continue to drive it in a responsive direc-
tion.

My own organization has also been active in this respect.
The most recent result being the report by Corporal Muir and Dr.
Murphy. Dr. Murphy is with the Ministry of the Solicitor General;
Corporal Muir was attached to our Contract Policing Branch and is
now at the Canadian Police College. You are no doubt familiar
with part of their publication at least. In this we have sought
to see what has been done in terms of community policing, what is
known about it, and more importantly, we wanted to initiate dis-
cussion and consideration of what is possible and sensible.  In
his address to the International Conference on Police Accountabil-
ity in 1981, Commissioner Simmonds argued for policing that is
closer to the community and the people being policed. The Muir-
Murphy report, and many other initiatives, attest to our concern
and commitment.

In concluding, I believe we all look forward to the next two-
and-a-half days as a time to learn; a time to explore new ideas; a
time to challenge; and a time to debate where we are and where we
might or should be going.

This is a unique opportunity where we have the ability to
examine and discuss the most current views on various facets of
community policing with researchers and practitioners who are all
in the forefront of these developments. It is an opportunity for
each of us, to hear first hand what is being done elsewhere ' in
Canada and abroad. We will not be told what to do, but rather
told of what has been done and what we might be able to do. It is
up to each of us to listen, to discuss, to weigh the arguments, to
question, to assess the ideas put forward and ultimately ferret
out what is wuseful or appropriate to our country and to the
communities that we serve in particular.

I would like to stress two ideas that I mentioned earlier.
First, whatever the future holds for community policing and how-
ever the relationship between the police and the community will
develop, it will only reach fruition through active experimenta-
tion by police forces themselves. This is essential and is predi-
cated upon dedicated police leaders with a clear vision of where
they wish their forces to go, of where their forces should go.
And lastly, as I mentioned earlier, there are no easy or simple
answers. There are only ideas, examples that others have tried --
that may or may not have been successful -- and new approaches
that we hope you will try. I feel very humbled by the quality of
speakers that we have available to us and the calibre of police
leadership and others who are involved with the regulation of
police forces or involved in police research in this country or
other countries. And I am satisfied that I, more than anyone, can
learn a great deal from this exchange. Thank you and welcome.
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2. THE CHANGING FUNCTION OF URBAN POLICE:
THE HISTORICAL AND POLITICAL CONTEXT OF COMMUNITY POLICING

Professor George Kelling
University of Wisconsin

I want to talk with you about American policing from the
point of view of one who has been looking at American policing for
approximately 20 years. Some of you will recognize without having
to be told, that in an earlier incarnation I was a seminary
reject, because I will not be talking with you dispassionately.
I will not be talking to you as a researcher about American polic-
ing, but rather as an advocate.

My relationship with policing over the years has been quite
checkered. I know that after the Kansas City study was published,
there was a motion on the floor of the IACP to ban researchers
from police departments in the United States. For a long time
police executives were more than happy to acknowledge that indeed
I was an outsider and a civilian. I was quick to claim that as
well.

Something funny happened in about 1982. Suddenly police
started to talk to me and say "we'". I will reflect on the dra-
matic change in policing that took place in 19871 and 1982. It was
so dramatic that even those of us that were working very closely
with policing didn't realize it. As researchers, some of us view
ourselves as holding up mirrors to the policing occupation and
letting the policing occupation look at itself. What happened was
that suddenly things didn't make much sense and we couldn't figure
it out. What does this business of the Kansas City Study mean?
What does this business about response time mean? Where are we
going in policing? Nobody had any idea really. And we could only
talk in bits and parts. Around 1982, suddenly some things fell
together. When we went back out and looked at policing again
there were things going on that were profoundly different than in
the 1970s. 1'd like to talk about what policing looked like prior
to the 1970s, how it got that way, and the extent to which .it has
dramatically reshaped itself.

Now, I think there are some police leaders. in the United
States that would reject some of my portrayal of American polic-
ing, but I don't think many of the elites in policing would. Many
would go farther than I and say that the changes are even more
dramatic than I portray them, I would add that in terms of
research in the United States, I think we are also approaching a
critical new point. Research up to now has focused on aggregate
police activities: preventive patrol, rapid response and investi-
gative activities. I think we're going into a new stage of police
research that focuses on a much different subject and my presenta-
tion will finish on this point. Let me begin with the conclusion,
and that is that more and more, we're going to be focussing on
what the individual police officer is doing, rather than aggregate
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activities. I think in a sense we know where American policing
has to go, we know where it can't stay, and we have a pretty good
idea of what impact we can get from certain kinds of aggregate
police activities. But, we still have not developed the wisdom of
the patrol officer or the investigator, and we have still have not
learned about the wisdom of the patrol officer and the investiga-
tor.

The American model of policing that dominated from the turn
of the century until the 1960s was very impressive. It grew out
of unique American circumstances. It grew out of tremendous prob-
lems with corruption in American cities, not only in policing but
in government generally, and not Jjust in cities but in the federal
government. - For the most part, corruption and inefficiency were
the most serious problems that police reformers tried to deal with
around the turn of the century. It was not only corruption but an
idea of inefficient clowns. The Keystone Cops were just not a
Hollywood artifact but represented a deeply held American view of
policing. In the 50 to 60 years before 1960 policing was pulled
up by its bootstraps by leaders such as Volmer, 0.W. Wilson and
J. Edgar Hoover. They developed a model and a vision of policing
around which a profession developed. That vision gave to policing
a sense of its own identity. It developed a coherent organiza-
tional strategy.

Up te that time, policing had been conceived of as a broadly
based social service agency in American cities. Police ran the
first soup kitchens and bread lines. Police stations were built
so that immigrant workers could spend nights there. 0One of the
first things the reformers did, especially 0.W. Wilson, was to
narrow the focus of American policing. Policing became synonymous
with law enforcement and fighting crime. Police developed the
idea that by concentrating on serious crime, and by attacking
crime directly, they could have a great impact on the level of
crime in American cities.

Secondly, policing changed its source of authority. Up to
that time American policing found its support and its authority in
local politics the extent that authors such as Fogelson talked
about American police as being adjuncts to political wmachines.
J. Edgar Hoover, 0.W. Wilson and other police reformers, pulled
police away from local communities, primarily by putting police in
cars. This tactic was less for strategic purposes but was much
more oriented toward breaking the link between communities and the
police. The idea developed that police would be professionals
relating impersonally to communities, without emotional investment
or close ties to them. The source of their authority was not to
be in the political will of the community but would be found
instead in criminal law and in police professionalism. So for a
generation, if you asked American police why they did what they
did, they would say '"we did it because of the law," or "because of
police professional wisdom." To say otherwise was tantamount to
admitting to corruption. Political or community or neighbourhood
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influences on the police were considered to be corrupting and out
of line.

After the police were 1in cars, authors such as 0.W. Wilson
started to develop a rationale about, tactical approaches to
crime, that had to do with the idea of the car moving quickly
through city streets creating the feeling of police omnipresence.
When radios and later on computers became standard equipment, they
developed the idea of rapid response to calls for service.
Strategy developed around an existing reality, the police 1in
cars. At first cars were viewed as a means of getting police
farther away from citizens and as a means of police going from
beat to beat. They could go to a beat, get out of their car,
patrol the beat, and then get back in the car and go on to another
beat. Later on, 0.W. Wilson developed the theories of preventive
patrol and rapid response to calls for service.

The style of policing that developed was impersonal. A cari-
cature of that, was Sgt. Friday, '"just the facts mam, just the
facts." A woman would have been raped, assaulted, was upset, emo-
tionally troubled, and Sgt. Friday would respond, "just the facts
mam, just the facts." The feelings and the welfare of the victim
were less of concern than solving the crime on an impersonal
basis. Organizationally, police seized upon an idea of central-
ized command and control. Rather than have district -stations
where there would be more influence from neighbourhoods and commu-
nities, American policing moved to centralized command and con-
trol, so that all decisions would be made from the top in a homog-
enized form of policing. Preventive patrol and rapid response to
calls for service, would be distributed across a community based
on the idea of calls for service and reported crimes. Working
closely with communities, was tantamount to corruptien.

By the 1960s, that model had reached its fruition. Police
were 1in relatively good shape. They were in good shape 1in
American cities, when the 1967 President's Commission was
created. It said there were some problems with minorities not
liking preventive patrol because of 1ts aggressiveness, but that
preventive patrol was so important that it had to be continued.
Rapid response to calls for service was viewed as central to
policing. Investigators weren't even talked about 1in the
President's Commission report. It was just assumed that every-
thing was alright in American policing. Police executives would
go to City Councils in the 1960s and they were able to get more
and more police. Policing was riding high. '

During the 1960s in the United States, however, .certain so-
cial changes took place that were quite dramatic. First of all
crime started to increase and it was just beginning. We declared
war on crime in the mid-1960s and we didn't know that by 1980 1t
would still be getting worse and worse. Secondly, police ran into
the whole issue of civil rights, civil unrest and the movement of
minorities in the United States. Cities changed, the people that
formerly lived in cities had moved out and cities became 1ncreas-
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ingly populated by new urban dwellers. Suddenly, policing began
to fail on its own terms. Now, what do I mean by that? All
studies aside, it didn't matter what the police did they couldn't
improve their record dealing with crime. Despite police depart-
ments doubling in size, despite almost every city getting
increased money for police, crime simply did not respond. Later
on, research into preventive patrol, research into response time,
started to provide more evidence of that apart from just the over-
all statistics. Despite the vigor of the model and despite its
importance in rallying police, the changing serial circumstances
of American cities rendered police tactics obsolete. Police tac-
tics also failed to reduce citizens' fear. Fear went up even in
areas of low crime and continues to escalate to this day. Some of
1t quite realistic, others of 1t extraordinarily unrealistic. But
1t was fear that jeopardized American cities. People took drastic
action; they moved out of cities, they baracaded themselves 1n
homes, they stopped using neighbourhood shopping centres. As a
result, the impact on American cities was very dramatic.

Third, despite the fact that police allocation plans on the
surface were equitable, that is depending on how many calls for
service, and upon crime levels, minorities continued to complain
about police. They complained less about outrageous abuses of au-
thority, but more about uncivil treatment, inadequate service and
not enough police. Police were never, during this era, able to
satisfy the demands of minorities.

The fourth thing that occurred was that police began to lose
their broad-based citizen support. They lost their political sup-
port. It was no longer possible to convince citizenes to increase
the size of police departments.  For the most part, citizens and
political leaders simply gave up, on the possibility that increas-
ing the number of police would have a dramatic impact on crime and
fear. Budgets began to be cut for American police departments.
New York was cut a third, Newark was cut a third. In city after
city, police departments were drastically reduced in size. Some
of the responses of =academics, I think unwise, gave clue to just
how serious an issue this was. ~ Academics would say, look in New
York City we have reduced the police by a third, arrests have not
gone down, crime 1s increasing no faster, therefore it was obvigus
that we had too many police. Now, for those of us that would walk
in Times Square, and walk around Washington Park, the 1dea that
there were too many police in New York City seemed crazy. Go 1nto
the New York City subway system if you want to feel fear. I don't
care how sophisticated you are, you know that you're safer in the
subway than you are on the street. People again were starting to
trivialize the importance of police in American cities. 1 think
that was a disaster, and I think we lost control of many areas as
a result of that. The impact of police was being trivialized.
Policing started to lose to the competition. If it was in the
private sector, managers would be extremely concerned. Becauss
police started to lose out to private security, they started to
lose to community crime control, they started to lose to hardware,
and they started to lose to creating fortress kinds of cities and
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houses. There were those who were suggesting that if, indeed,
public policing was a private organization, it would consider
going bankrupt.

Next, a serious problem that continues to plague us to the
present day. Police created a demand for their services wvia
"911", that they couldn't meet. Police had advertised full ser-
vice would come to all calls within 3 minutes. Call the police
and we'll come immediately; and that demand grew, and continued to
grow. Police increased their capacity to handle 1t; they added
computer-aided dispatch, and it grew more and consequently, it's
out of control in many areas. "911" is used to call the police
for all kinds of problems, including what time department stores
open and all kinds of minor issues for which 1t was never
devised. The "911" demand got out of control.

Finally, as a result of these changes in the community and
the problems that police were having, the model of policing around
which police had rallied, lost the vision and zeal of police offi-
cers.. In American city after American city one could and talk to
police officers and find that so many of them were a grumpy lot.
No longer did they have a clear vision of themselves, about what
they were doing, where they were going. It was as if their self-
belief system had been undercut, especially at patrol levels. And
they turned grumpy.. For those of us that came and watched, and
are 1nterested in what happens in organizations, i1t was fascinat-
ing to us that in the private sector you could see managers create
zeal about selling plastic containers and McDonald's hamburgers,
but you couldn't create zeal in officers about maintaining justice
in communlities.

Now, ~what happened to turn all of this around, because I
think it largely has.

First, experiments 1in foot patrol suggested that citizens
liked a different kind of policing. And please understand that
when I talk about foot patrol, I'm not just talking about a police
officer walking around a beat, like fuor example this market area
just to the side of the hotel. In a market area like that, foot
patrol might be quite wise. You go to areas of Los Angeles ar
Houston or Toronto, and I suppose areas of Ottawa as well, you put
an officer on foot and he wouldn't see anyone for three days,
there's just so much open territory. I use foot patrol as a meta-
phor for more contacts between police and citizens, increased
quantity and improved quality of police/citizen contact. What
happened when we had foot patrol? These are findings from the
Newark foot patrol study, and these findings have been replicated
in Flint, and they've been replicated. in Ostorp, in Amsterdam.
The - findings are always very consistent. First of all, if you
increase or decrease the number of foot patrol officers, citizens
recognize it immediately.  If you increase or decrease the level
of motor patrol, citizens generally don't have much sense of that
police presence.
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Secendly, it reduces fear. Citizens, for some reason, feel
that when there's a foot officer around, things are safer. Not
only does it reduce fear, it increases.citizen satisfaction with
the police, and 1t doesn't matter what the race of the officer or
the race of the citizen or the sex of the officer. Where there's
foot patrol, citizens like the police more. Interestingly, one of
the other findings was that when you use foot patrol, police offi-
cers come to like the citizens more. A lot of police in a lot of
neighbourhoods divide the world into assholes and the police, and
there's nothing in between. What police found when they got out
of their cars was that most of the people out there were good peo-
ple. They were looking for help from police.  They liked the
police and were law-abiding, respectable people. It didn't matter
if you went to the Robert Taylor homes in Chicago. Those of you
who that have not been there need that experience to see what
social planners and policy makers have done for us. You go down
State Street for three miles and it's one twenty-storey building
after another and almost 100% black citizens, primarily black
females with their children. It doesn't matter, if you go to an
area like that, as most of the people want part of the American
dream, as we would call it. They want to live a good life,
they're respectable citizens and they're preyed on and victimized
and they're looking for continuing police presence. Anyway, the
police came to appreclate citizen views, and 1in every study,
police morale improves as soon as they go on foot patrol.

Don't make the mistake of thinking that police like getting
out of their cars. For the most part, they don't. They don't
look forward to it, but once they do it, it turns out that they
find it's really quite satisfying and they enjoy it. In fact, use
of sick time generally went down in areas of Newark and areas of
New Jersey where they used foot patrol.

I think the second thing that happened was that we began to
understand around 1980 that fear was more closely linked to dis-
order than 1t was to serious crime. When you went out and talked
to police about this, police would immediately say, I know that's
the case. - I go out to talk to citizens groups and I come with my
computer printouts about the level or number of burglaries and the
number of armed robberies. I'd put them on the table with commu-
nity crime control groups and they say yes that's very interesting
but now let's get to our problems--our problems are prostitutes
out on the street, drunks and emotionally disturbed people wander-
ing around. - It turned out that that kind of disorder citizens
found is much more threatening than serious crime. They tended to
take serious crime rather matter-of-factly. If you ask American
citizens generally, do you like police, yes, would you like more
police, yes, do you think police can do much about crime, no. It
turns out that the citizen's expectations of police are somewhat
different than what police have thought citizens wanted. Police
commanders I talk to in New York and wherever say, that goes on at
every community crime control meeting that we have. They're con-
cerned about problems of disorder more than serious craime.
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The next thing that happened was that I think citizens in-
creasingly became intolerant with public disorder, and by intoler-
ant I don't refer to vigilantism. There's increasingly a sense in
the United States that 'enough 1is enough'. The radical indivi-
dualism of the 1960s and 1970s has gotten out of hand. = The insti-
tutionalisation of the emotionally disturbed, of juvenile delin-
quents, decriminalization of drunkenness and prostitution and low-
-level drug dealing has turned the city streets into places in
which anything goes, short of somebody hitting me. I mean they
can walk up to me and play those radios 1in front of me and destroy
my ears, they can use any kind of language, they can behave in any
kind of outrageous way and that's considered an expression of
political freedom. I think increasingly there was a sense that it
had gone too far and that something had to be done about that.

The next thing that I think occurred was the police started
to sense that the response of minorities to them had substantially
changed. - I think in the United States largely the issue of sym-
bolic representation of minorities in police departments has been
grappled with. Although there are still some problems, citizens
recognize that there are minorities on police departments and
there are minorities now managing police departments in the five
largest cities of the United States, three have chiefs who are
black. Minority citizens started more and more to say, we can't
let things get out of control the way they did in the past. and if
you rode with the police in areas of Chicago, areas of L.A., the
police would say, we can't let things get out of control. The
citizens and the police were saying the same thing. As the police
and citizens started to work more closely together, police sensed
the growing intolerance 1in the minority community for the kinds of
craziness that they most often were victimized by and they started
to sense the support they had in the minority community, that con-
tinues to develop.

Next, the police started to sense a political demand for a
different kind of policing. It was not accidental that in New
Jersey, foot patrol was foisted on police executives by a governor
who had gone to Europe, saw what he ceonsidered to be safe streets
because he saw police officers walking around, came back and said
let's have foot patrol. Police executives responded that foot pa-
trol was out-moded, it was a place to put people when you didn't
have cars, you couldn't control police officers when they're on
foot patrol. He said I understand your position completely, so
here's money and you can only have foot patrol officers with the
use of thls money. Suddenly 30 cities in New Jersey had foot
patrols. Every time the mayor of Boston ran for political office,
low and behold, foot patrol would be started throughout the city.
Why, because of .its political popularity. It turns out that
Flint, Michigan, which had the highest 1level «of unemployment in
the United States, some 24%, twice voted to increase its taxes for
police, not for police across the board, but for one thing--foot
patrol. Foot patrol became for citizens a .popular form of polic-
ing, a different form of policing that they wanted and were will-
ing to pay for, even in seriously economically depressed areas.
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Now, it turned out that this was one more expression of
another political demand for policing. As a result, police
started to develop a new conventional wisdom about policing, and I
would like to talk to you a little about that conventional wisdom.

Heretofore, police have been saying, policing, keeping a com-
munity safe, is police business. Stay out of it, don't get
involved., When you call the police you've met your obligations,
leave it to the professionals. Suddenly, police began saying that
social control, crime control, is a function of the basic institu-
tions of society~-family, neighbourhood, church, and the most that
police can do in any community is to support those basic institu-
tions of control. To the extent that police alienate themselves
from those institutions or create distance between themselves and
those institutions, their job becomes hopeless. This will be
accomplished then by turning to communities and creating new link-
ages to the community; first, for the moral authority to act.
That's what Wilson and I talked about 1in Broken Windows. Under-
stand, this is a radical departure from the past in American
policing. It says that politics, neighbourhood politics 1s not
corrupting and that police have to link themselves to the moral
will of the community, to gain the moral authority to act. With-
out the moral authority to act, without citizens saying we can't
let things get out of control again 1in the relationship between
the police and citizens, they can't act to maintain control.
Because when push comes to shove, citizens will not support the
police unless the police are getting their moral authority to act
from the community.

The second element in this 1s to assist the community to
solve its problems and defend itself. Every community has prob-
lems, some of those problems have to do with serious crime, others
have to do with disorder, others have to do with conflict.  The
task of the police officer is to assist a neighbourhood or a com-
munity, to manage its problems and defend itself. But the police
task at the same time is always to protect strangers in communi-
ties. It is easy to turn to the community for the moral authority
to act, as American policing has done in the past, and they have
not interfered with lynchings. They have helped keep minorities
out of communities. One has to look at both sides of those coins
simultaneously, that one gets the moral authority to act from the
communtty but at the same time one always takes the stance that
the task of the police as well is to defend minorities from major-
ity populations in any neighbourhood.

All of this implies, a broadening of police function. Fear
reduction becomes an end in itself in such a model. This 1s very
important for the life of communities. If we know that fear 1is
gutting cities, strategies, tactics that are oriented to reduce
fear become important to the livelihood of cities., I've walked
with foot patrol officers and gone into small stores and the
storekeepers say, "take away this foot patrol officer and I pull
up stakes. I can't survive here without that foot patrol
officer."  That's the. kind of fear, realistic or unrealistic.
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Citizens seeing police officers in areas feel comforted and will
tend to use those areas. Order maintenance becomes an end in
itself and as Jim (James Q. Wilson) and I argue, a means to reduce
crime. And as you knaw, Jim and I have developed an hypothesis,
the metaphor is broken windows. If you get broken windows in a
building and don't do something about it, pretty soon the whole
building is going to go; similarly, if you have disorder in a com-
munity and don't do something about it, the disorder is going to
get more serious, and ultimately result in serious crime.

That suggests additionally, that crime control is an import-
ant part of police activities, but it's not necessarily the cen-
tral task of police. Let me talk about this just a minute. The
old strategy of policing said that if the police targeted on
crime, used their resources to fight crime, it would be likely
that they could reduce crime, prevent crime and solve crime. This
strategy says something different. This strategy says to the
extent that police do other things well, that is to the extent
that they work closely with communities, assist communities to
defend themselves, get information from citizens, they will have
an indirect impact rather than a direct impact. It doesn't mean
the police are not concerned about crime, it means that police
understand that they have to work through other institutions to be
successful in dealing with crime. Now, a lot of police find that
very difficult to deal with. I think in the United States, more
and more police are simply throwing up their hands and saying,
"ves we have gotten beaten up so badly out there on this issue of
crime, that it's quite clear that we have to try a new approach."
That new approach is to work indirectly with citizens--indirectly
through citizens. If you look through all of the research about
improving the effectiveness about crime, dealing with crime, one
feature stands out. To the extent that patrol officers get infor-
mation and use it or give it to investigators to use, police can
increase their success 1n dealing with crime. Information 1is the
key. How do you get that information and how do you understand
that information? You work with and through citizens. Once again
it's an indirect approach to crime, one works closely with citi-
zens to get information, that information in turn becomes produc-
tive in dealing with crime. It's a slight shift in orientation.
But I ‘think there's some empirical support for that general
approach.

Now, what does this mean organizationally? First of all, if
we're going to talk seriously about dealing on a neighbourhood and
community level, we have to get those patrol officers out there
to work 1independently as entrepreneurs. That's generally not
recognized in the management -plan. The organizational charts
suggest, centralized command and control with direct supervision
at all times. We know that that's largely a farce. We know that
police officers work 90%, or more than 90% of the time alone.
They work unsupervised and police executives are very nervous
about that. I know when I talk to police executives in some large
American cities, their response is, "George, you know, I take your
point, but do you know how many drunks I have out there. Do you
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know how many guys I have out there that I'm afraid when they're
carrying guns." It's a vision of the troops at a management level
that I think essentially manages at the least common dencminator
and that's because we're afraid of corruption and because we're
afraid of abuse. What we do is try and manage in ways that elim-
inates discretion; that restrains the police officer as much as
possible, rather than trying to teach the officers how to fly.
Historically the assumption then is how can we keep them under
control, how can we keep them out of trouble, how can we keep them
from becoming corrupt. The primary task of police departments is
not to keep officers out of trouble. You want to, but that's not
what the organizations are for. The organizations are there to
provide services, deal with crime, deal with conflicts. We know
that if you run organizations in ways that say to officers, '"don't
do this and don't do that" and don't create opportunities for
officers, that you start running the organizations where the goal
1s to have a clean organization. While his is nice, we wind up in
some cities, where because of fear of corruption, they won't let
individual officers do any low-level drug enforcement. Citizens
then watching police closing their eyes to low-level drug enforce-
ment, say that they must be on the take, because they're not
enforcing these laws.

You see the important thing 1s to recognize that if we mean
it about patrol being the guts and heart of an organization, we
have to mean 1t on 'a managerial level. We have to respect the
fact, the reality of their freedom out there and their tremendous
potential. We must get their vision and zeal and manage them
properly, and stop using a management style that assumes that
given the slightest freedom, they're going to become corrupt or
get out of control. There's risk in that. If you work in that
direction you're going to have more troubles with corruption. You
deal more with drugs, you're going to have more trouble with cor-
ruption. You get into some of the dirty business, and you know
you're going to have troubles with corruption. That's the way it
is. But to organize your institutions 1in ways Jjust to prevent
corruption, changes the goal of the organization. If you're going
to mix it up and relate to communities, you're going to have more
problems with that, because officers are going to be more invent-
ive and more creative, and some of the things they're going ta do
you're going to wince a little bit about. But it seems to me that
you have to mean it when you talk:about patrol being the guts of
the organization. There probably isn't a department in the United
States where at one point or another somebody doesn't say to a
detective, "if you don't shape up, I'm shipping you back to
patrol."” 1I've never heard anyone say to a patrol officer, "if you
don't shape up we're going to ship you over to the detectives."
You see, we haven't meant it, we really haven't meant 1t when
we've talked about the importance of patrol officers. We haven't
put our money and our marbles there.

So managerially it implies decentralization. If you look at

American police departments, right now they look like this. They
are very steep pyramids. What the military called the tail-to-
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teeth ratio is very bad. Current management theory suggests that
most police organizations could cooperate quite satisfactorily
with four levels of personnel and i suspect that we're going to
see that kind of reduction in the number of layers of personnel.
Also involved in that organizational decentralization is that
planning is going to have to be done on a local level, based on
the nature of local problems.

What we have to think about carefully is: What do we want
the police to stay out of? What is it that we really don't want
them to do? A lot of police in the United States are doing commu-
nity organization, that is they're organizing communities. I
think it's fair to ask, do we want the police out there as commu-
nity organizers? Are there inherent political dangers in that?
Are there inherent organizatiomnal dangers when the police officer
goes with citizens to demonstrate against City Hall. Some. of
those things have happened in the United States, and I think we
have to ask the question, what do we want the police to stay out
of.

In conclusion, there's a new strategy new model and new para-
dign being formulated in the United States. The Ben Wards, the
Lee Browns, the Al Andrews, the elite chiefs in the United States
are rapidly moving in the direction of community policing. Prob-
lem solving, problem identification, is a central part of their
activity. The new strategy must maintain some strengths of the
past. We do have a professional level of management now, skilled
managers. We're going to have to deal with corruption and take it
very seriously. We're going to have to see cities and neighbour-
hoods differently. We're going to have to see cities and neigh-
bourhoods as important sources of character building in the United
States, and that essentially they're a. primary source of social
control and the police are there to support that and to help
develop it. All of this has to be framed in ways that recaptures
the zeal and vision of American police. When you deal with police
chiefs like Lee Brown and the Ben Ward; when you deal with people
that have developed some of the experiments in Houston and Newark,
Newport News, one senses that the zeal and the vision about
American policing again. What they're doing is very, very import-
ant, it matters, and that whien they do it well citizens appreciate
it, and respond to it. It gives the job meaning and purpose.
Because unless we again develop this zeal and vision in the line
troops we're never going to be able to police well. People need
meaning in their work. They just don't go out there for money.
We all need meaning in our work and patrol officers need that
meaning. We have to find ways, as organizations get older, to
recognize the contributions of patrol officers, to help them to
fly and to give them a vision of what they're doing. In research
and  in our development it seems to me now we have to focus on what
individual police officers do rather than how they're organized.

Over the 1last fifty years we've been primarily concerned

about how police are organized. Now we have to start concentrat-
ing on what 1individual police officers do, and to recognize some
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of genius activities that go on out there, encourage police offi-
cers to write them up. We ought to be writing up their experi-
ences, they ought to be writing up their experiences on their own
to distribute, rather than having people like me coming and col-
lecting war stories. The police officers start viewing him gar
herself almost in the handling of a particular type of case; this
is what I did, this is what the outcome was, this is what we could
learn from that. This kind of case analysis begins to turn
policing at the line into the kind of intellectual activity that
it genuinely 1is.

I thank you for your attention and courtesy. I enjoyed talk-
ing with you. If I became a missionary, it wasn't for the United
States it was for a visilon of policing and you'll have tc forgive
that. Thank you for your time.
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3. "COMMUNITY POLICING" - A PERSONAL VIEW

Inspector Chris Braiden

Edmonton Police Department
Special Advisor on Policing
Ministry of the Solicitor General

The thoughts that I share with you today will sound like déji
vu in many cases, because I'm going to come at it from the posi-
tion of an average police officer's experience over twenty-one
years. Community policing is a relatively new discovery for me,
at least the writings are a new discovery for me. But as I cast
my thoughts back, I find that the ideas are not really that
original or radical. They simply make sense. Some of the other
things I want to talk about, I'm sure, you'll take strong
objection to. I think that is as it should be because we
shouldn't sound like clones of each other.

When we entered policing, we brought unique personalities,
and unique views, with us and I want to make the point that many
of those views did not die as we made our way through our years in
policing. But certain things did happen in policing and some of
them have troubled me although for many years I didn't have
answers to them. I saw things that I didn't understand and I
would ask myself the question, how come? One of the benefits of
working alone in a patrol car is you have time to think at four
o'clock in the morning with no one to talk to but the rabbits.
Many times I used to wonder, why do we do these things and why do
we do them the way we do? Family fights were an example. I could
never figure out why we wouldn't charge the husband for punching
the wife when if he punched me, it was a simple case of assault.

As I look back I think of many people who've had an influence
on me in policing, there are three people that come to my mind
more often than not. They all came in like the rest of us, as
constables, And they all left as constables. None of them seemed
to make much of a mark while they were in policing, but as I think
of them I see perhaps three of the finest human beings I ever
encountered in life. They weren't strong at the traditional
things in policing--they weren't tough, they weren't aggressive,
they weren't machs, they weren't good at the, 'measurable' things
of policing. But they were very, very good at the human touch,
the 'unmeasurable' dimensions of policing. And I wonder, did we
lose something in policing? We couldn't seem to find a place for
the human talents of these people.

Most things in life have rank structures. The civil service
has a very real rank structure to it. They don't wear a uniform,
and so although the rank structure is there, it isn't as visible
in the everyday goings on in the office. In policing, we are a
walking advertisement of our sucess and failure. Sometimes I find
myself looking at shoulders and arms when I'm looking for help or
looking for inspiration from somebody that I think might help me
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with a problem, rather than loocking into the heads and into the
hearts of people. So I wonder if the rank structure has served us
or maybe it has done us a disservice.

In policing there is tremendous human talent. Now we haven't
always gotten the best out of that talent in the last twenty or
thirty years. But the best example of that talent is sitting
right in front of me today, in police chiefs and executives who
for one reason or another were given the opportunity to 'strut
their stuff' so to speak. Somebody, sometime, looked into our
hearts and our heads, to look for a bit of talent. Remember, at
one time we were all constables. We were given the opportunity
to show what we could do and we were fortunate to climb up through
the ranks. I wonder if there isn't a fundamental lesson in all of
this for us. If community policing is to become more than docu-
ments, reports, and conference topics, 1f it is ever to move from
the library shelf and become a living body on the street, I'm con-
vinced that it will have to come through and from the people of
policing and not from the things of policing. In policing, we
claim we're very busy, our whole society busy. But in fact, often
we're not busy, things are busy. You walk into an average office
‘and you'll find telephones and typewriters and word processors
banging away. But our minds are not busy, our native intelligence
is not busy. In policing, we try to solve problems by throwing
money at them instead of looking to human talent to solve them.
In my opinion, if we are to ever have community policing, it will
be people that will carry us and it will not be technology,
machines and things. It is through an over-dependence upon these
things that we have painted ourselved into the crime-fighting cor-
ner we're in.

For as long as I've been involved in policing, the word 'pro-
fessionalism' has always been there. It's been in the reports,
it's been talked about, and I never fully understood what it
meant. I still don't fully understand what 'professionalism'
means. IL'm not sure whether it means that i1f I go into a particu-
lar job I become a professional the minute I enter or whether that
job becomes a profession by my bringing certain talents to it.

My belief is that policing 1s a calling. Wherever that fits
between a profession and an occupation, I don't know, but when I
think of the good cops that I know, they're first and foremost
fundamentally first class human beings. If you look intn their
families, if you look into their backgrounds, if you lock 1into
their private lives, they're givers. They end up as hockey
coaches or soccer coaches, but they end up as givers, doing things
for other people. Now if you or I were to suggest to them that
they are akin to a priest or minister they would laugh at us
because they're so busy giving to others and looking outside of
themselves that they sit down and pat themselves on the back. I
wonder if maybe that's the sort of thing we in management should
be doing a little more of. Words that I heard this morning and
over the last couple of years which I strongly dislike, are
'stroking' and 'massaging', so as to motivate people. I know what
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they  mean but they're condescending and they're wrong. We
shouldn't stroke people. We shouldn't massage people. Because 1f
those people ever find out why we're stroking or massaging them,
we're in trouble.

Common wisdom is that managers need to motivate others. This
is nonsense. People bring their own motivation. That door is
locked from the inside.. What we need to do is liberate that tal-
ent and motivation. Our past record in police management shows
that we have suppressed and stultified it.

We've striven so hard in policing toc become a profession and
to find a nitch for ourselves equal to the other professions that
I think at times we pass over a narrow little line that becomes
elitism. Elitism seems to bring with it self-praise, arrogance,
aloofness and isolation. It's a very indefinite line. But I
think we can strive so hard to become professional and take on all
of the trappings of professionalism that perhaps we have passed
over that 1line and become a profession of form rather than sub-
stance; we have become process oriented rather than task oriented
and we have lost touch with the people who produce the product,
the constables, and the people who consume i1t, the citizens.

Policing was a very undefined job to start with but we
cleaned the edges so as to make it measurable and in the process,
squeezed many of the juices out of it. Everthing was measured by
a criminal or civil, police or family stick. Only the former were
considered police work. I can always remember as I walked the
street as a constable when I went to complaints, the first things
that I banged into my head, is this a criminal matter or is this a
civil matter? If I could convince myself it was a civil matter,
which often meant I didn't know, a little thing would turn off 1in
my head and I would decide, this is just a very basic little
report--fill in two or three lines, name, address, telephone num-
ber--and get the hell out of there. I really wasn't interested in
what went on because only criminal matters concerned me.

Another measuring stick that I used subconsciously was, is it
a police issue or is it a family issue? If it was a family issue,
then I wasn't that terribly interested in it. The reason that I
share these things with you is not because I read them in some
report, because I didn't. I lived them in my first ten or twelve
of my policing. I didn't see anything wrong with them, although
there'd be some little niggly questions at the back of my head all
the time. What purpose am I serving, am I achieving here? Conse-
guently I found myself looking for easy answer.,

I always think back to a little situation I had in 1968, when
I was a constable. I got a call to a shoplifter in one of the
large department stores in Edmonton. And it was a clear-cut shop-
lifting case, no gquestion. It was around Christmas time and a
woman with two little kads, single parent, had stolen a bunch of
stuff. She' was in the manager's office. It should have been a
perfunctory thing--open and shut. And I didn't know at the time
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why I handled it the way I did. I know now, I think, but I didn't
know then. I asked a few questions and I found out, of course,
she's a single parent, on welfare, didn't have much money, the
kids are watching television, see these toys on television, she's
in the store shopping for other things, the kids see these toys in
the store and they want the toys. The mother hasn't got the money
to give them the toys and so she looks around and swipes them and
was caught. However, what was very important to me was she didn't
steal for herself, she stole for the kids. She had no other cri-
minal record. I spent an hour with the manager of the store, who
had his own problems, a huge problem of shoplifting. I spent an
hour talking him out of charging her with shoplifting, and I
wasn't even sure of what in the hell I was doing. Maybe it was to
get out of the paperwork because if I charged her I'd have to
write more reports, if I didn't I'd have to write a short report.
I remember agonizing after because I thought, what happens 1f this
fellow phones in to complain. This is the frontline entrepreneur-
ship that George Kelling talked about but often it must be exer-
cised covertly and one must buck the system to do it. The consta-
bles of today experience that same fear, because the policy manual
emphasises the process and not the end product. So these are the
agonizing things that I went through that I presume many of the
constables that are working the streets today are going through as
well, We haven't given them much fundamental guidance on these
things, that it is alright not to charge somebody with a crime
where a de facto crime exists, so long as you're doing it for the
right reasons. Our management style has been one of restraint
rather than inspiration. It. has rewarded conformity rather than
creativity. The manual is the bible. And you innovate at your
peril.

There 1s apathy at the front  level of policing today. The
work of the front end has become dull, boring, unimaginative. I
wonder why policing has become a law enforcement trade/craft jour-
neyman function. We do it because it has to be done, get it over
with as quickly as possible, and get ready for the next call and
hope we don't get the next call. When Sir Robert Peel was respon-
sible for starting the first police, policing by consent as we
know it today, that's not, what he had in mind. He had more of a
community catalyst role in mind for the police. To get involved
in a much broader spectrum of things for a much deeper reason.
There was .not- a mention of crime fighting and he emphatically
militated against any court work. I believe that quite apart from
what the community might need in terms of its policing, I think we
in policing need community policing. To revitalize wus and our
work. To put the julces back in that were squeezed out 1in our
quest for a professional crime fighting role. The fact is we have
never, in reality, been able to control our product because so
long as we are only a telephone call away from people who need our
help, and we don't charge user fees, and we're available twenty-
four hours a day, seven days a week, we never will control our
product. The customer on the other end of the telephone will.
They will decide what our work is and they will decide how good we
are at it. Quality 1s 1in the eye of the beholder. This 1s what I
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refer to as Perceptions Policing as opposed to Figures Policing.
Policing 1s what people perceive it to be, not what we the cops
want it to be. The biggest change we have to make is to admit
that we provide a service to customers who must be satisfied with
that service. And the people that do phone us, which is a very
easy, cheap act today, four out of the five times they call us it
has absolutely nothing to do with ecrime.

If we look back at policing over the last hundred or hundred
and fifty years, and for me there's about six or seven distinct
periods of change. Never once did we control the changes, they
were controlled by things outside of our sphere of control. But
let's just think back to the last few years. Let's think back to
Britain, and the coal miners' strike, which the police had no con-
trol over, had no input, but think of the impact that strike had
on policing in Britain. The police had to react to it and do the
best that they could and in the meantime try and introduce commu-
nity policing while cast 1in a confrontation role. In Western
Canada today, think of the drop in the price of o0il. Think of the
impact that that will have on policing and of course 1it's got
nothing to do with policing, supposedly. Not only the impact it
will have on police budgets but what about when people begin to
lose their houses and their businesses and the social problems
this that will create. They'll pick up the telephone and call the
police with their problems and we will have to try and do some-
thing about them. But these particular types of problems are not
reflected in Figures Policing, the report card we use today to
measure police success or failure.

We've never been able to quantify true policing. We've tried
to quantify it. We've tried to write descriptions but we have
never succeeded. The last effort I came across had so many de-
scriptives, the only person I know who could qualify was crucified
2,000 years ago. I don't think we should even try to quantify
policing. Because it seems to me that true policing defies sepa-
ration from all of the other social 1llnesses of our society.
Crime 1is a symptom of something else. True policing cannot be
divorced from poverty and family break-up. The flight to the sub-
urbs has left most cities with core slums. Money still talks, and
the poor are the overwhelming favourite to become either criminals
or victims of violent crime. Not all poor people are street cri-
minals, but all street criminals are poor. One third of Canadian
children live with one parent, usually the mother. Teenage sui-
cide has increased a staggering 800% in the past 30 years; a peri-
od when we have never been wealthier, healthier or better educa-
ted. We end up dealing with the realities of these things. And
I'm not so sure we're getting the help from the rest of society
that we should. The Bar and the Bench have much soul searching to
do. I suspect there's a little dumping. But the police, tradi-
tionally, have been one of the quietest bodies, the most obedient
bodies in Canadian society. We don't speak our minds, we don't
make our feelings known, we're certainly not political. There are
so many things about our system that only we know, and if we don't
make them known the people in the community will never know about
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those things. Bureaucracies on the public dollar rarely change
themselves, they only react to outside stimulation. The criminal
Justice system is shamelessly expensive and inefficient. The pub-
lic have a right to know these things. The main problem with the
entire system is that it has a monopoly. Where do people go if
they are unhappy with the service? Imagine what kind of cars we
would be driving today if only Ford made them?

I think that policing in Canada is at a crossroads. ‘And 1
mean a significant crossroads. Not for the reasons that it's at a
crossroads in Britain or Ireland or the U.S. I think we're at a
crossroads for different reasons. Because essentially our commu-
nities are still quite peaceful. We don't have the upheaval that
some of our peers in other countries are having to deal with. And
secondly, police leadership in this country is very stable. A
police chief certainly stays on the Jjob more than the three-year
average of the U.S. Our chiefs have the job for life unless they
commit murder. So we have a chance to try things that perhaps in
other jurisdictions they couldn't try. We have the stability and
we have the peace in our communities that we could try things in
community policing and risk the fact that they may not work and
we're not likely to get fired for it.

One reason for the crossroads, I believe, is the growth of
private security. There are 100,000 fewer public police in the
U.S. today than there were a decade ago. Private policing has
grown by 11% each year during the same period. Much of the work
that is 'load-shed' by us today is snapped up by those entrepre-
neurs. We might just be load-shedding ourselves out of work. How
long will the same customer pay for two police services?  But
there's something odd about what's happening because 150 years
ago, public policing took over policing from the private sector.
And we are now bit by bit handing it back. And I'm not so sure
that we're handing it back in a planned way or that we even
realise we're handing it back. This is certainly something for
the police unions to cogitate over a pint.

Let us stop and think about the average city, whether it be
Ottawa, Edmonton, Vancouver, Victoria, think of the downtown and
think of shopping malls. Especially think of the winters that we
have. Winters are very cold so people don't stay outside much.
They go inside where it's warm to 