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The Role of the Police in
Crime Prevention

Creating
change

CHANGE
Change in any organization takes time, a
leader and a well thought out and
managed plan. When moving towards a
more preventative model of policing,
many factors will be involved in a
successful transition. Central to the
success of the work will be leadership,
management and training.

LEADERSHIP & SOUND
MANAGEMENT

Bringing about change always requires a
good leader that can inspire, provide a
vision and is a dedicated catalyst.
Management is also a key element to
success. While a leader will help
move the organization as a
champion of the cause,
management must be ready to
deliver the plans, moving carefully to
implement change and monitor its
results. Both leaders and managers are
needed within police organizations; both
have very distinct and different roles:

LEADER MANAGER
Vision Implementation
“Big Picture” Detalil
Long-Term Short-Term
Inspire Direct

Strategic Planning

Action Planning

Outline Framework

Assess Progress

Proactive Reactive
Motivate Facilitate
Change Agent Steady Hand
Delegate Delegate

Communicate

Communicate

Identifying both the leaders and the managers and harnessing their
skills is an essential step in strategically planning the implementation
of change within the police organization.

TRAINING
Police organizations have traditionally based the delivery of services
on a very clear autocratic and hierarchical model. The skills and
abilities required to move towards a more participatory, partnership
style of policing are radically different and must be backed up by a
range of supports, including training.

Obviously, training and preparation for new functions will be needed
for front-line officers that will essentially move the organization
forward into communities, working with partners and dealing with
issues of concern.The front-line member will need to move towards
a model of policing that requires:

 Self-motivation;
 Self-supervision;
< Increased decision-making;

< The abilities to facilitate, share power, communicate well and open
the door of policing to community partners.

I Bucqueroux, Bonnie “Leadership versus Management”, Articles on Community Policing, www.policing.com/articl/lead.html
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The front-line member is not alone in
the requirement for training. Middle
managers also need support in
learning how to deliver a more
participatory style of management that
involves:

< Sharing power;

Providing support;

Mentoring;

Facilitating;
« Devolving decision-making;
« Team building;

e Problem-solving. *

The changes expected from all levels of
the organization will take time, require
support and leadership and depend
upon sound role-modeling. The
outcome: partnership-oriented policing
and a renewed police culture.

A FEW KEY DO’S & DON’TS
A few things to keep in mind while you
move the organization through change:

< Ensure maximum political support;

< Explain your intentions early on; get
support where possible. Include
community leaders, other agencies, the
media and citizens;

e Make a particular effort to involve
those not typically involved with police
due to previous poor relations;

= Respond positively to opposition and
don't be surprised;

« Beware of initial cynicism due to previous failed initiatives;

« Do not get bogged down in process and lose sight of delivering
real change and a new organization;

= Remember the range of issues that need to be addressed and the
range of supports needed to ensure change. For example, training
alone will not bring about a successful transition nor will structural
change alone...an overall effort within all facets of the organization
will mean success.

LEARNING MORE
List Reference Materials

L Community Policing Consortium, monograph: “The Police Organization in Transition” Section C, Pg. 5, www.communitypolicing.org/pforgtrans/secc.html
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The Role of the Police in
Crime Prevention

Creating effective
partnerships

PARTNERSHIP POLICING
Working with others — those that bring
different perspectives, other skills and
concern for issues - is a key way to more
effectively learn about problems and
develop effective solutions.

KEY ELEMENTS
What makes partnerships work? The
following key elements have been
gathered from lessons learned and
highlight key elements for successful
partnerships:

* No single partnership model works
for everyone...think about who needs
to be involved and find a way to
collaborate effectively.

= A joint strategic plan is essential to a
successful partnership. Otherwise,
efforts are haphazard and time is
wasted.

e Recognize partnerships as a very
effective way of tackling crime and
related issues. Through partnerships,
the benefits are potentially sustainable
and long-term.

« Partnership policing will not work
unless every officer and every unit
embrace this work and make it part of
everyday policing

< All those at the partnership table must
feel some ownership of the effort. The
joint strategy must reflect something
for everyone at the table.

T ee——

= Barriers and resistance are normal and should be expected. Be
prepared to trouble-shoot, cross organizational boundaries and
compromise.

« Recognize the strengths and weaknesses of all partners and
capitalize where possible.

e Continually work on communication.

= The partnerships needs to be focused on problem-solving not just
coping strategies.

e Be sure to find a way to support formal coordination. Pulling
people together, preparing a good agenda and developing
workplans takes time, energy and skill. A full time coordinator is
ideal if at all possible.

= Funding needs to be discussed openly and early. Resources may be
needed as progress is made — be ready, have a plan in place.

e Make evaluation part of every initiative. Plan on it from the
beginning; it is essential to making the partnership work as well as
the initiatives undertaken.

WHY PARTNERSHIPS WORK
Working together means working more broadly as well as more
thoroughly. The publication “Beating Crime”, provides the following
information about the increased value working in partnership brings
to each phase of an initiative:

Scanning & analysis of the problems:
« Access to a wider variety of information;

= A more holistic view of the nature and scale of problems e.g. Not
solely based on police data;

e A multi-disciplinary view of the possible causes of problems
leading to a wider range of potential solutions.

Programmes to address problems:
= A wider range of potential solutions;

= An understanding of the impact of individual partner’s actions on
the ‘big picture’,

e Partners aware of the complementary or conflicting nature of
their actions on the effectiveness of other partners.



Implementation: = Social and Health Services;

= Better understanding of each partner’s < Universities and Colleges;

ok « Citizens, including youth, seniors, etc.; and,

« Solutions being delivered by partners
best empowered, trained and equipped
to do so.

= Anyone else that has something to offer in understanding the
problems and in developing the solutions!

o ) Not everyone has to be involved in Committee work. Be creative in
Monitoring & evaluation

. , how to involve stakeholders whether through consultations, town
= Sharing of costs;

hall meetings, appearing before the Committee as experts or

« Access to a wider range of information; , .
someone that volunteers to review your work and provide help

* A larger and more holistic ‘basket’ of where needed.
indicators.

LEARNING MORE...

IMPORTANT PARTNERS List reference materials.
Who you work with when establishing
partnerships for crime prevention is as
important as the collaboration itself.
Given the complex roots of crime, it is
important to link up with other service-
providers in order to coordinate services
and bring multiple solutions to multiple
problems. Include:

= Youth serving organizations like Boys &
Girls Clubs, Youth Centres & agencies
that provide services to at-risk youth
and young offenders;

« City staff that make decisions regarding
planning, play & recreational facilities,
public works and housing;

« Organizations that are part of the
backbone of the community like
schools, religious institutions, service
clubs (Lions, Kiwanis, etc.) and YM-
YWCAS,

e Cultural Clubs and Organizations;

« Corporate & private sector partners;

! Home Office, “Beating Crime” HMIC Thematic Inspection Report, London, England, 1998, pg. 42
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The Role of the Police in
Crime Prevention

Investing In
prevention &
partnerships

PREVENTION WORKS!
Investing in the criminal justice system
alone will not adequately prevent crime.
The value of investing early is well
established and the need to combine the
efforts of one organization with that of
others makes sense.

THE LIMITS OF A
TRADITIONAL RESPONSE

The typical response to rising rates of
crime has been to spend more money
on the criminal justice system — more
courts, more corrections and more
police. In most instances, these services
kick in after a crime has been committed
and show little success in preventing
future offending. In fact, a criminal justice
response alone falls short on many
fronts:

« Victimization surveys show a significant
amount of crime never comes to the
attention of the criminal justice system;

« Perpetrators of a number of reported
crimes are never identified and
brought to justice;

e Those that are apprehended are not
necessarily rehabilitated — re-offending
is relatively high. In addition, the prison
population does not encompass all
offenders. Some people in society are
more susceptible to be caught,
prosecuted, convicted and sentenced.

= A criminal justice response fails to address the underlying factors
linked to crime.

Yet, police in particular know a great deal about communities, have
access to information about crime and safety issues and have started
to adapt policing to improve linkages with other agencies and the
community itself.

THE WAY FORWARD
Both research studies and the expertise of those working in the field
have shown that:

« The way we work;
* What we work on; and,

« How efforts are combined make a significant difference in tackling
crime.

Interagency efforts are key to successfully tackling the multiple
and complex causes of crime. By bringing together all the partners
that can impact on a problem, it is more likely all aspects of the
problem can be addressed. As the saying goes, “the whole is greater
than the sum of its parts”.Working together provides an opportunity
to pool resources, skills and expertise. This coordinated action must
be complemented by each agency also building prevention into the
everyday activities of their organizations. Key partners include: youth
services, housing, planning, recreation & culture, the police, education
and social/health services.

Tackling the complex roots of crime is also essential to
ensuring long-term prevention. In countries around the world, it is
widely recognized that factors such as poverty, unemployment, lack
of adequate housing, illiteracy, blocked educational opportunities,
alcohol and drug abuse, racism and other forms of oppression all
contribute to increased risk. Approaches that aim to deal with such
factors are key to successful prevention.

I Twelfth Report of the Standing Committee on Justice and the Solicitor General, “Crime Prevention in Canada: Toward a National Strategy” February 1993, pg. 1



Both social and situational crime prevention efforts are
essential to achieving success. The two overall strategies target
different aspects of community safety and combined, they “reinforce
each other by both discouraging the offender and reducing
opportunities”.’

INVESTMENT PAYS
Aside from the tremendous impact partnerships and prevention can
have on crime and safety, prevention also pays off. The sorts of
measures used in social crime prevention efforts are usually more
cost-effective than a traditional criminal justice response and they
also mean longer-term savings overall. Benefits include: more
employability; less demand on the criminal justice system, lower social
and healthcare costs, increasing social integration and involvement;
and, healthier communities overall.

LEARNING MORE...
List reference materials

i Bright, Jon “Towards a Common Agenda” presentation from the report, Family, School & Community — Towards a Social Crime Prevention Agenda,

Crime Concern, London, England, 1992, pg. 64




The Role of the Police in
Crime Prevention

Key steps In
good planning

PLAN FIRST!
Planning for prevention requires the
same process any project needs — a
thorough understanding of the problem
BEFORE
programs are established and problems

solutions are developed,
are resolved. Its hard to believe but the
pressure to do something often means
developing the solution before really
understanding the full context of the
problem.

KEY STEPS
There are many variations on carrying
out a sound planning process. Police
around the globe use various models yet
most include the following essential
steps:

Identify and describe the problem
This is the research phase where you set
about identifying the community’s
problems and concerns and determine
which issue you will focus upon. Once
the issues are prioritized, you will need to
find out as much information as possible
about the problem in order to begin a
process of determining the solutions.
Steps in this stage of your work include:
determining the problems, thinking about
the information you need to understand
the problem, figuring out where to find it,

collecting it, sorting and prioritizing,

analyzing the issue of most concern and describing the situation. The
selection of your problem will likely be influenced by what is most
important to the community and that which can be addressed
through community safety strategies.

Develop an action plan

This is when you will look at your goals and objectives, brainstorm
how best to achieve them, select the best strategy and prepare a
workplan. This stage is actually your strategic planning stage.Your plan
will be used to implement the work, clearly stating what it is you
hope to achieve. Clearly list objectives, prioritize them, take on a
manageable amount of work, make sure the objectives are
measurable (important for evaluation), ensure they are realistic and
include timelines.

Carry out the plan

This is when you implement your plan, determining who needs to be
involved, taking steps to address the issues and determining how to
sustain the effort over time. This is the action stage.

Monitoring & evaluation

Although this stage is listed last, monitoring and evaluation is part of
the work from start to finish. This just means that as you carry out
your action plan, you need to monitor its implementation to ensure
things are being done correctly and on time (process evaluation) and
to determine if the changes you intended to happen actually occur
(impact evaluation). This is the assessment stage and it will help you
measure whether your work accomplished what you had set out to
do. Ensure you are collecting information to monitor your progress
as it moves along. This will help you stay on track and determine why
your initiative failed or succeeded.’

The Metropolitan Police (Washington, DC) use a Partnership for
Problem-Solving approach, as follows:

« Target a Problem;

< Understand the Problem — answer who, what, when, where, why
and how;

' Federal-Provincial-Territorial Working Group on Community Safety & Crime Prevention, “Step by Step: Evaluating Your Community Crime Prevention Efforts”

Department of Justice, Canada
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« Create A Plan — create a community vision;
< Take Action and Review Progress — Walk the Talk

» Celebrate and Create a Lasting Community Presence *

GOAL SETTING
Key to any crime prevention and community safety strategy is setting
clear and achievable goals. While preventing crime is central to such
efforts, it would be unrealistic to set that as the overall goal given the
complex roots of crime. With that in mind, be sure to set goals that
can be achieved and feed into a safer community. Some typical
objectives for such efforts are:

Decrease fear of crime;

Increase social interaction, cohesion and sense of community;

Increase youth involvement in pro-social recreational activities;

Increase community involvement in community crime prevention
initiatives;

Increase community awareness about an issue;

Lower victimization rates;

Improve the condition of public spaces and buildings.

LEARNING MORE...
List reference materials

i Metropolitan Police Department, District of Columbia, Office of Organizational Development, “Fact Sheet: Partnerships for Problem-Solving”, July 199, pg. 2.
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The Role of the Police in
Crime Prevention

Police &
community

TODAY'’S POLICE
“A new kind of police department is
emerging — a flexible, responsive, focused
organization that can swiftly identify new
crime patterns and just as swiftly counter
them”. '

WORKING WITH THE
COMMUNITY

Police role
Developing strong ties to the community
is essential. It helps access information
crime statistics fail to reveal (e.g.
unreported crime, community concerns
re: quality of life issues, emerging
problems); it provides the opportunity to
work  with community partners,
increasing  trust, confidence and

collaboration between police and
community; and, it helps community
understand that they must become
involved and accept responsibility for
keeping their communities safe. There
are many ways the police can become

involved in community partnerships.

Roles the police play include:

= |nitiate and lead the work;

= |nitiate and let someone else lead;

 Participate as one of many partners;

« Appear before an interagency committee as an expert advisor.

Getting involved

Policing for Partnership is the Metropolitan Police Department's
(District of Columbia) strategy for preventing crime. Prevention is
accomplished through three distinct approaches that include: focused
law enforcement; neighbourhood partnerships; and, systemic
prevention. Al members of the organization are involved; those
closest to the community:

e Get to know the people and their problems in their Policing
Service Areg;

» Are visible and accessible to the community;

» Use a “Partnership for Problem-Solving” model to problem solve
with residents;

» Build Policing for Prevention strategies on research, intelligence
gathering and crime analysis, as well as experience;

« Create and implement a plan in partnership with the community;
and,

» Assess and request the resources needed to get the job done.

A number of U.S. cities were involved in setting up safer city initiatives
based upon partnerships and community collaboration. In a
publication entitled, “Six Safer Cities — On the Crest of the Crime
Prevention Wave (Volume II)” that profiled such work, key principles
and themes common to cities that met with success were highlighted
as follows:

e Community - trust, listen, share power; focus on building
neighbourhood capacity; address perceptions; attention to assets
and priority problems;

" Bratton, William J. “Great Expectations: How Higher Expectations for Police Departments Can Lead to a Decrease in Crime”, Proceedings from the Policing
Research Institute Meetings, July 1999, pg. 22, www.ncjrs.org/txtfiles1/170610-1.txt

i Metropolitan Police, District of Columbia, Office of Organizational Development, “Fact Sheet: Policing for Prevention”, Washington, DC, USA.




e Organization - assert leadership « All segments of the community must be engaged and mobilized;
through collaborative  structures;
demonstrate commitment to
accountability; flexibility throughout a

e The strategic plan must acknowledge and address both
perceptions and realities;

variety of agencies; develop mission- e The strategic plan must address both short-term and long-term
driven and strategic approaches to action;

public safety; orient policies, programs, = The process must start with a clean slate; groups must be
and staff toward problem-solving; redirected from casting blame to finding solutions:

embrace change in institutional N . .
structures and policies; " = The vision must be recognized and shared by all participants;
 Participants must understand that the process is the secret of

. : SuCCess;
= Strategic engagement community

— strive for balance among « Objectives must be feasible, trackable, and measurable. ™
prevention/intervention/enforcement;
make use of crime analysis as a tool for
community partnership; commit to
community policing and decen-
tralization; and create mechanisms to
build capacity of neighbourhood
partners.

LEARNING MORE...
List reference materials

ENSURING SUCCESS
Being involved in the establishment of a
community response to crime and safety
takes energy, will, strength, collaboration
and the list goes on. The USA’s National
Crime Prevention Council has been
mentoring and supporting communities
in doing just that for years and they offer
this good advice:

Ten principles for success re:

local action

e An approach that incorporates both
prevention and enforcement;

 Police are vital — other agencies and
groups must also participate;

« Both formal and informal leaders must
be involved:

il National Crime Prevention Council, “Six Safer Cities — On the Crest of the Crime Prevention Wave” (Vol. Il) Washington, DC, USA, lune 2001, pg. 7

¥ National Crime Prevention Council, “Creating a Blueprint for Community Safety — A Guide for Local Action”, Washington, DC, USA, 1998, pg. 18
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The Role of the Police in Crime Prevention

What is crime
prevention?

CRIME PREVENTION
Governments have increasingly become
aware that a traditional criminal justice
response alone is not equipped to solve
the problem of crime. More laws will not
do much to ensure safer communities;
building a bigger criminal justice system —
including courts, police, and corrections —
will not solve crime; a tougher system
with longer and more prison sentences
will do little to help; and building more
prisons will not give us the answers we
are looking for.

These types of policy choices have
drained the civic wallets of national and
local governments who had to build
more and more facilities to house
increasing numbers of offenders. By the
early 1990s in the United States, police
and sheriffs, governors, and mayors
recognized that although the violence
must be removed from the community
and securely detained, the nation can not
jail its way out of crime problems. More
recently, the search for solutions to crime
has localities and their law enforcement
partners turning more often toward
prevention-focused solutions within a
comprehensive framework.

In 2001, law enforcement and other partners in a statewide project
in Kentucky designed to promote prevention in state policy and
practice, reached consensus on the following definition: Prevention is
the promotion of attitudes and behaviors to eliminate the conditions that
contribute to the incidence of crime, violence, and substance abuse; to
enhance the sense of safety and security; and to positively influence the
quality of life in our society. The partners believe that this definition is
broad enough to invite into their consortium any group or agency
interested in community safety.

CONSENSUS ABOUT THE NEED TO ADDRESS THE

COMPLEX CAUSES OF CRIME

There is a growing and broad consensus about what action is needed

to more effectively deal with crime. The support for a proactive,

preventative approach is backed up by studies from across the world

that have been explicit in noting that addressing the root causes
of crime is essential in achieving safer communities.

Such knowledge has grown out of the work of major international
bodies:

« The United Nations, through a number of consultations, meetings,
and research, has developed a series of Crime Prevention
Declarations that focus on proactive approaches that address
social and economic factors linked to crime.

e This work has been further reinforced by the United Nations'
Centre for Human Settlements (Habitat) Safer Cities Program.The
program was launched in 1996 at the request of African mayors
who wanted to address urban violence by developing prevention
strategies at the city level This shift to include local authorities in
responding to urban violence was significant in broadening those
responsible for crime and safety issues.

= The World Bank has also officially recognized the strength of a
broader approach to community safety.

< A number of international meetings/conferences on urban safety
and crime prevention involving regional bodies (European Forum
on Urban Safety, Federation of Canadian Municipalities, U.S.



Conference of Mayors) brought
together experts and practitioners,

further endorsing a focus on prevention.

« Meetings for practitioners (elected

officials, police, academics) have

explored the relationship  of
prevention to each group. Key bodies
involved include crime prevention
councils from various countries and
specific interest groups (International
Association of Chiefs of Police,
International  Centre  for  the

Prevention of Crime).

A move to prevention has also been
pursued at the national level in a number
of countries through the establishment
of national crime prevention strategies
and/or national bodies set up to share
best practices and encourage a proactive
approach to crime and safety issues.
These efforts have been used to support
local efforts that aim to demonstrate the
benefits of prevention through the
establishment of locally based anti-crime
initiatives. Of particular significance, is the
work supported and chronicled by the
United  States’
Prevention Council, the Safer Cities

National ~ Crime
Initiative in Britain, and the community
development approaches in France.

This growing recognition about how to
make communities safer through a
comprehensive approach has moved

discussion of crime prevention,
community  policing, safety, and
victimization ~ toward a broader

discussion of how government services are delivered. Increasingly,
governments at all levels have come to realize that residents expect
crime to be addressed more broadly and dealt with by more than
those involved in the criminal justice system. Good governance
means taking steps to involve and mobilize the range of government
and community partners needed to address the very complex roots
of crime.

The combined efforts above have served to broaden what we
understand as crime prevention and embed it within the larger
concepts of public safety, good governance, and community and
social development.

TWO COMPLEMENTARY APPROACHES
TO PREVENTION
While there are many programs and academic philosophies relating
to crime prevention, there are two distinct types of prevention that
are typically discussed at the community level and involve the police.
They are crime prevention through environmental design (CPTED)
and social prevention. CPTED is a tool for identifying, preventing, and
solving local crime problems. CPTED recognizes that the physical
environment has a great influence on crime, fear of crime, and quality
of life. That relationship has become even more evident in recent
decades.

The police have been extensively involved in crafting CPTED
strategies since the 1970s. CPTED examines various aspects of
community planning including the following:

= The creation of space, its use and safety;
e The locations of land uses;
< The positions of buildings and other structures;

« Interior and exterior design details such as color, lighting, entrances
and exits, and landscaping;

< The users of space and when and how they will use it.

' “The Report of the Tenth United Nations Congress on the Prevention of Crime and Treatment of Offenders”. Vienna April 10-17, 2000, pg. 3.



Such measures have been shown to have
some impact on problem-solving efforts
to address theft, vandalism, and public
disorder (Investing Wisely, pg. 6). Police
have successfully engaged citizens in
implementing CPTED measures through
various neighbourhood and business
watch type programs aimed at increasing
community involvement and awareness.
While CPTED makes a valid and needed
contribution to community safety and
problem solving, such measures do not
address causal factors recognized as
contributing to crime and criminal
behavior.

Social crime prevention recognizes that
factors such as poverty, unemployment,
lack of adequate housing, illiteracy,
blocked
inadequate recreational facilities, alcohol

educational opportunities,
and drug abuse, racism and other forms
of oppression all contribute to increased
risk of someone becoming involved in
crime. Social prevention strategies seek
to address these interrelated factors,
with the aim of crafting a community
where crime can not flourish. Of direct
relevance to police, the research shows
links among early childhood experiences,
persistent delinquency, and violent adult
behavior. It also tells us that “a small
group of individuals (5 to 10 percent)
account for most offenses (50 to 70
percent) committed each year”.’

Approaches to deal with crime from a
social prevention perspective aim to

alleviate risk factors and improve upon situations that hinders healthy
development and vibrant, safe communities. Strategies include;

« Child development approaches that focus on interventions to
improve the life chances of children by ensuring they grow up in
secure, consistent, and caring environments. Interventions include
improved parenting programs, enriched day care, and programs
that improve the chances of healthy development.

e Community development programs that capitalize upon

resources within communities to strengthen economic
opportunities, social cohesiveness and neighborhood problem
solving capacity. Initiatives aim to improve the quality of life and

health of communities.

« Social development efforts that address social factors linked to
crime and focus on factors like poverty, employment, and
educational opportunities, discrimination, and other social and
economic issues.

Through social crime prevention efforts, crime can be reduced and
other tangible benefits can be achieved such as less truancy in
schools, better employability, independent living, and productive,
interested citizens.

WHY PREVENTION?
All of this information helps us understand that crime is not random,;
it is preventable; and we have the knowledge about what we need
to do to prevent it. Using that knowledge to shape the delivery of
policing will help local police agencies and their partners achieve
success and move beyond the limited returns of a traditional criminal
justice response.

Long-term, genuine prevention programs not only have beneficial
effects for communities, they are also cost-effective. Economic
evaluations of crime prevention programs show that money invested
at the front-end through prevention efforts, saves expenditures
through social, medical, and criminal systems in the long term.
Specifically, programs aimed at the social development of citizens —

"U.S. Department of Justice, Office of Justice Programs. “Investing Wisely in Prevention: Crime Prevention Series #1”, September 2000, pg. 5.




including children, youth, and families --
provide returns one to seven times
greater than what was invested.
Programs that aim to reduce the
opportunities for victimization also have

produced returns in the same range.

Large-scale victimization surveys have
found that many crimes are greatly
under-reported or not reported at all.
This fact reinforces the need to devise
and use strategies that address what
victims tell us they need to be safe.
Avoiding the devastating effects of
revictimization is one of the most
important and effective strategies police
can use to prevent crime.

Quite simply, prevention works! It helps
stop crime, does so in a cost effective
way, and entails other tangible benefits
for society, which ultimately results in
healthier and happier citizens, as well as
safer, more caring communities.

WHAT DOES THIS MEAN FOR
THE POLICE?

Police have been aware of the need for
new and more effective approaches to
deal with crime. Early police efforts to
respond did make some headway. Police
improved public awareness of ways to
reduce the opportunities for crime;
recruited the involvement of community
residents; enhanced community
awareness of basic prevention tech-
niques; and adopted an approach that
encouraged officers at all levels to be
accessible to the public and their input.
These efforts laid a foundation that

provided increased opportunities for the

police to improve relations with the public and begin to develop
community-focused approaches to address crime.

Yet, the challenge remains to more fully address crime in a way that
moves beyond a focus on opportunity reduction and community
relations toward a more clear definition of the police role in
addressing the underlying root causes of crime.To that end, policing
agencies and researchers have developed and used a variety of tools,
including problem solving through the SARA model (scanning,
analysis, response, and assessment) and problem-oriented policing
strategies to address very specific and localized crime problems.

No one is suggesting that the police alone can take on the
tremendous task of addressing the root causes of crime. Police are
not expected to become sociologists or social workers, nor are they
expected to have the expertise or even inclination to assume such a
role.Yet, the police do have an important role to play that others can
not fulfil. To fulfil that role to its potential, prevention needs to be
furthered explored, defined, and understood, then integrated as
an essential cornerstone of policing -- as important as
enforcement itself.

Speaking on the value of prevention to policing, Chief Charles H.
Ramsey, Metropolitan Police Department, Washington, DC, said in
2001, “Leaders must organize our agencies — indeed our entire
governments — to support our prevention-based philosophy, mission,
and orientation...our strength lies in our collective spirit of
cooperation and our shared commitment to make this concept of
prevention a reality for today and tomorrow”.

KEY CHALLENGES
* MOVING BEYOND A CRIMINAL JUSTICE RESPONSE.
e COMMITTING TO THE LONG-TERM TO SEE RETURNS ON THE
INVESTMENT.




The Role of the Police in Crime Prevention

Police involvement
INn prevention: an
essential element

EVOLUTION OF POLICING
Preventing crime has always been part of
policing practice, yet, when it is not
prioritized, police can become increasingly
isolated from the public they serve.

Sir Robert Peel is often noted as the
“father of policing”. His philosophy of
policing was summed up in his classic
quote:“The public are the police and the
police are the public”. When Peel
established the London Metropolitan
Police in the mid 18" century with this
philosophy in mind, he outlined key
principles designed to unite the
community and the police. Over time,
these early intentions were
overshadowed by a number of
developments, including:

« Increasing professionalization of the
police moved them away from the
community;

< Policing practices such as rotating
shifts, frequent transfers from one area
to another, and random patrols, all

aimed at avoiding opportunities for corruption and maintaining
impartiality, led to a further separation of police and community;

e Command and control hierarchies that depended on central
control resulted in standardized responses that had little to do
with the unique needs of different communities;

e Technological developments; rapid response systems (911),
dependence on the automobile, and computer data had statistics
adding to the growing distance of police and community. The
dependence on hardware and a reactive approach isolated the
police from the community.

EVIDENCE POINTSTO LIMITS OF
TRADITIONAL POLICING

Research and wisdom drawn from police experiences began to point
out the limits of traditional policing models. Aside from isolating
police from the community, traditional policing responses were
not able to adequately detect and process all the crime that was
occurring.

« Studies of the effectiveness of the criminal justice system, from
detection and apprehension through to prosecution, sentencing,
and rehabilitation, show little returns. Far fewer cases are
completely processed compared to crimes that occur; there is
little evidence that detection and conviction deter offending by
others; rates of recidivism are high; treatment has not often proven
effective; and tested programs to help offenders successfully
reintegrate on their release from prison are not yet standard
practice in many areas.

e The Kansas City Preventive Patrol study from the 1970s showed
that preventive patrol does not deter crime or reduce fear of
crime amongst citizens. It also showed that doubling the number
of cars does not significantly reduce crime.

I Community Policing Institute. “Community-Oriented Policing Lesson Plans”, www.umcp1.org/copsixtn.html, pg. 6.




e Another study (also in Kansas City)
found that rapid response to calls for
service does not increase the
probability of making an arrest.

Further research showed that it is
highly unlikely that random police
patrols will come across the
commission of a crime and catch the
criminal in the act.’

Car patrols were found to be similarly
ineffective with the added disadvantage
of distancing the police from the public
thus giving up any community relations
benefit gained through random
foot/bicycle patrols.

Victimization surveys, providing details
about victimization within the general
population, showed that many crimes
are either greatly under-reported or
not reported at all.

Political unrest, which resulted in mass
demonstrations by citizens in the
1960s and 1970s, also resulted in
police having to play a heavy-handed
role that was dependent on force.The
police became targets of hostility from
the public, reinforcing their image as
enforcer and breaking down positive
relations with the public, resulting in
even more distance between the two
groups.

As communities became more diverse
with new waves of immigration and
refugees, police isolation from
communities meant police were
unable to engage new resident groups
that, due to negative experiences with
police, tended not to involve
themselves with the police. Refugees

usually won't seek help; they fear and mistrust people in uniform
due to past traumatic experiences in their homelands. At the same
time, police officers often don't know how to communicate with
refugees. On the part of both, there is often a feeling of
uncertainty and frustration, sometimes even hostility.

Traditional policing methods were failing to meaningfully address
crime and engage citizens. It became clear a different police response
was required.”

LAYING THE FOUNDATION:THE POLICE AND
CRIME PREVENTION

Police organizations around the world have been implementing
changes that move them closer to communities. The following efforts
were developed by police as a proactive style of policing that could
involve prevention:

e Community-oriented policing is a bold move away from
reactive, traditional policing. It is premised on community
engagement and problem solving. Police organizations that have
taken on this shift have begun to change organizational structure,
decentralize operations, delegate authority, and facilitate
community involvement in policing activities. Community-oriented
policing provides the sound foundation necessary to set up
interagency partnerships, incorporate community involvement, and
deliver more prevention-oriented services.

« Problem-oriented policing commits police to responding
directly to the root causes of crime and disorder. This approach
recognizes “that the ultimate goal of the police is not simply to
enforce the law, but to deal with problems effectively — ideally, by
preventing them from occurring in the first place”. This type of
policing aims to be more proactive as opposed to a policing
service that typically involves standard operating procedures and
responding to calls to service.iv

These two complementary approaches are distinct in that
community policing places an increased emphasis on the
collaborative approach when addressing community problems
whereas, problem-oriented policing emphasizes analyzing problems

it Graham, lohn. “Crime Prevention Strategies in Europe and North America”. Helsinki Institute for Crime Prevention and Control: Helsinki, Finland, 1990, pg. 131.

iil |nternational Centre for the Prevention of Crime. “The Role of the Police in Crime Prevention: Synthesis Report from the Montreal Seminar”” Montreal, Canada,
November 10-13, 1998, pg. 3.

v Scott, Michael S. “Problem-Oriented Policing: Reflections on the First 20 Years”. U.S. Department of lustice, Office of Community-Oriented Policing Services,
Washington DC, 2000, Foreword.



and tailoring solutions. While problem-
oriented policing welcomes community
involvement, it also recognizes that the
role of the community may be limited
depending on the problem addressed.

Each of the above styles of policing
provides opportunities for the police to
be more proactive in determining
community needs and concerns. They
typically involve community engagement,
broad consultations with stakeholders,
and the establishment of interagency
committees involving a range of key
partners to guide the work. By working
with a broad range of partners and
learning more about problems in the
community and their root causes, police
can begin to develop responses that aim
to alleviate and prevent crimes and
problems, opening the door to
prevention-focused policing.

To complement these efforts, some
police departments have tried to alter
their organizational structure to better
support and encourage more creative
policing that uses consultation,
partnering, decentralized management,
and more strategic planning as core

functions.

NO EASY TASK!
Moving toward a more preventative
model has not always been met with
open arms. Opposition is entrenched in
the traditions of reactive, hierarchical
policing that pits preventative policing
against a more traditional response.

Change is stressful. Issues of power, turf,
and control are being eroded by new

policing strategies, much to the discomfort of those that had spent
their careers under a more traditional regime.

The structure of the organization — centralized management and
central authority — blocks a more community-oriented approach.
Preventative policing requires broader understanding of problems,
skills in community development and problem-solving, and a
devolution of power.

Such opposition and the extent of change required calls for a
commitment to the long-term. Minor tinkering or short-term
strategies will not deliver the changes needed. The challenge remains
to, meet the escalating and varied demands for service with more
effective delivery strategies, to optimize staff and resources, to
encourage innovative thinking, and to involve the community in
policing efforts.

INTEGRATION WITH OTHER POLICE ROLES
Making prevention part and parcel of the policing package is not
meant to compete with or eliminate enforcement. Preventative
policing provides a new operational framework that encourages
members to respond to crime differently in that every member is
responsible to identify key issues, define the details, analyze
information and determine the best response.The key to remember
is that tackling crime from a prevention perspective means using a
different strategy for understanding and resolving crime. It provides
more than an option on how to respond; it becomes the way to
determine how to respond.

Difficulties in making prevention work have been
related to:

e The low value placed on such work in comparison to
other policing work (e.g., detective work vs. community crime
prevention officer);

e Failure to integrate prevention with other policing
roles/responsibilities;

< Changes in operations or programs that are viewed as
experimental or limited in scope, not permanent;

< A proactive approach to planning stages that does not
carry through to the implementation phase of a new strategy.




Integration is possible but issues of fear of change, the old guard, lack
of understanding, the need for skills training, not enough support for
implementation, and little recognition or status for prevention work
must be addressed.

In order to establish ways police can more effectively respond to
crime and its related issues, police organizations must rely more on
working with other stakeholders, taking on a more proactive
problem-solving approach, and learning more about being the broker
in facilitating a community-wide approach.

KEY CHALLENGES
» TAKING ONTHE OLD GUARD.
* AVOIDING A REACTIVEVS. PROACTIVE DYNAMIC.
* GAINING COMMITMENT TO THE LONG-TERM.
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Gaining
commitment in

police organizations

CLIMATE FOR CHANGE
A stark one-third of participants in the
Are We Safe? 2000 survey, conducted in
the United States by Wirthlin Worldwide
Surveys for the National Crime
Prevention Council, reported for the
second year in a row that violence “is a
major problem or something of a
problem in the neighbourhoods in which
they live, work, and shop”. This means
that nearly 70 million Americans felt that
violence touched their daily lives in 2000.
In the same survey, one in six Americans
(35 million adults) said they were more
fearful of walking alone in their
neighbourhoods in 2000 than in 1999,
this despite eight years of declining crime
rates. The pressure on police to devise
strategies to reduce crime and the fear

of crime persists.

The pressure does not stop there.
Political leaders in the United States and
elsewhere, at the local and national level,
are involved in the debate and have
promised new strategies to ensure
police, along with other government
departments, are up to the task of
making communities safer. Examples
include:

= In 1994, the United States passed federal legislation entitled the
Violent Crime Control and Law Enforcement Act of 1994. This
legislation emphasized a multi-faceted approach to controlling and
preventing crime and contained provisions for billions of dollars in
grants to focus on violent crime through Title | of the Act — the
Public Safety Partnership and Community Policing Act.

= In 1993, the Government of Canada, through a political Standing
Committee on lustice and the Solicitor General, heard from
community safety partners from across the country in order to
begin developing a national strategy on community safety based
upon their report, “Crime Prevention in Canada: Toward a National
Strategy”. The Department of Justice, in collaboration with
provinces and territories further developed and implemented a
national strategy on community safety and crime prevention. This
work resulted in the establishment of the National Crime
Prevention Centre, operating out of government to stimulate and
support locally based crime prevention.

< England similarly set up Britain’s Crime Concern, an organization
arms-length from government, established to stimulate crime
prevention partnerships through the provision of assistance and
support.

Most police organizations around the world have been aware of:

= The evolving nature and prevalence of crime;

e New challenges relating to youth violence and emerging drug
trends;

= Political pressure to find quick fixes;

» Growing public expectations regarding crime, its prevention, and
the police.

These factors, combined with recognition of the limits of a traditional
policing response, have made most police organizations acknowledge
the need for alternative strategies and helped prepare them for
change.



POLICE INTRANSITION
Change in any organization is stressful. It

must be planned for, managed,
implemented, and monitored for
effectiveness.

Over the past 20 years, police have been
responding to the need for change with
varying degrees of success. Through
efforts to re-train officers, develop
problem-solving programs that involve
the community, and develop partnership-
focused, proactive approaches, the police
have achieved and endured great change.

Current efforts to move policing further

toward emphasis on prevention
necessitate a dramatic transition that
involves significant changes in the way a
police department is structured,
organized, and functions. Sustainable
results come from a willingness to
embrace change and make even
fundamental adjustments in the way that

a policing agency does business.

KEY ELEMENTSTO
ENSURE COMMITMENT

Leadership with a vision

for the future

Gaining commitment for a major
transition requires a leader prepared to:

e Provide the vision on where the
organization will go;

* Model the commitment and behavior
necessary to achieve desired change;

e Respond to developments that
challenge prospects for change to occur.

Such a shift in policing will inevitably be long-term and involve
convincing potentially cynical partners, political leaders, police
managers, police officers, and members of the public that prevention
is a key strategy for success. This task must be led by a police
executive with a strong sense of commitment and clear responsibility
for initiating and sustaining change. In the Community Policing
Consortium’s monograph, “The Police Organization in Transition”, they
note a leader must be open-minded, willing to make a change and
provide support for those decisions with commitment and energy:
The following key steps for bringing about change are noted:

« Relationship to mission. “Before we decide where we need to
go, we need to know where we started from.” Bringing about any
change requires a review of the key elements of the organization
to assess the best way to move forward. This includes a review of
morals and values, what the assets are, how things tend to get
done, and potential barriers to change. Taking the time to review
the current status will assist in defining future directions, provide a
clear starting place, and help articulate strengths and weaknesses.

< Prepare for change. Take steps to prepare the organization for
change. This means identifying all those most affected by the
changes and make them part of the solution.Their readiness is key
to implementing change successfully. Those leading the changes
need to think about what they want from their personnel and
what the personnel are likely to expect from them. This approach
will help develop intervention strategies to manage and influence
everybody in the organization.” Strategies to help prepare officers
and managers should include developing prevention-focused
curricula for new recruits including for field training officers (FTO),
and for in-service training.

e Develop a clear vision and direction. It is important to be
able to articulate where you want to go. Having a clear and concise
vision of the future will help others understand what is expected
of them in achieving change. This includes articulating a renewed
mission, values, and goals/objectives for the organization.
Developing the vision will require a great deal of planning to
determine how best prevention can become part of the
organization’s functioning.

e Consult with all those affected and make them part of
the process. Consultation is a key way to involve stakeholders,

i Community Policing Consortium. “The Police Organization in Transition — Introduction and Framework.”. www.communitypolicing.org/pforgtrans/index.html.

i Community Policing Consortium. “The Police Organization in Transition — Section A, A Review of the Organization” www.communitypolicing.org/pforgtrans/index.html.




providing them the opportunity to
assume ownership and accountability
and develop personal commitment to
the proposed changes.

Trouble-shoot to deal with the
inevitable obstacles both within
and outside the organization. Hear the
concerns of those affected by change
and make their worries part of the
process. It is natural for people to want
to stick with what is comfortable and
familiar. They may worry about
changing power structures, turf, new
responsibilities, their ability to respond
to new roles, and changes in status. It is
imperative that such concerns are
taken seriously, discussed, and resolved.

Examine the reaction of those
committed to the “way it used
to be”. Don't under-estimate the
power of traditional police culture.
Develop a plan for reaching out to
those most likely to cling to the
traditional system — a system that
worked for them.

Reach out to external partners
that can support change. Seek
out stakeholders outside of the
organization who will have a vested
interest in the implementation of
changes to policing strategies. It is
important that residents, political
leaders, and government agencies are
aware of the revised goals of the
police agency and understand the
rationale behind any changes. It is likely
that these interested parties are not
familiar with the details of a strategic
approach to crime reduction and
prevention and therefore may
advocate for a more traditional and
reactive style of policing unless they
are educated about the benefits of

prevention. Communication with those partners outside the
organization is equally important to achieving success.

Commitment will not just happen. Such change is not simply about
introducing a new program with a clear beginning and end. This
means facing a serious challenge in changing the way the police
organization functions, the way it works with others, how information
is handled, how issues are addressed, and to some extent, the very
reason the organization exists.

Having a leader that is prepared to dedicate the time and energy
needed and is willing to make leading his/her central role is key to
gaining commitment for change and also ensuring the transition
happens.

Involving those that can make it happen
Encourage leadership wherever possible, ensuring leaders
throughout the organization are reinforced, are part of the plan, and
can assist in building commitment and motivation. This means
identifying internal and external stakeholders and incorporating them

in the decision-making process.

Middle management in particular has a significant role to play in
making or breaking the move to prevention. It plays an influential role
in planning and implementing police services and must be included
in any new initiatives. Not only are shift commanders and managers
strategic but also, as noted in Policing.com’s article, “Leadership vs.
Management”, “In almost any police department, it wouldn't take
long to come up with a list of sergeants with the positional and
personal power to make or break any chief’s best-laid plans. Or think
of the officer who, by force of personality, can inspire his peers to do
their best” " These are the people that must be part of the strategy;
they are potential champions within the organization that can play a
key role in ensuring success.

Ensuring understanding
It is important to take the time to effectively communicate what
crime prevention and the police role in prevention is all about.
Learning about prevention is not simply learning a training package

" Bucqueroux, Bonnie. “Leadership vs. Management”. www.palicing.com/articl/lead.html.




that defines the subject area. Making
prevention part of policing changes the
very nature of one’s job, calling on skills
and abilities that may not have been
required previously. Helping police
members learn more about prevention
and how it relates to their jobs is an
essential part of the process.

Prevention can not be an add-on or
operate as a special project or entity
within the police service. Its integration in
the way police members conduct
themselves in delivering police services
is key.

THE BIG PICTURE
The nearly 150 police executives, local
government officials, and national agency
leaders from 10 countries gathered in
September 2001 for the Policing for
Prevention Summit in Washington, DC.
They developed a list of characteristics of
an agency committed to prevention. The
group, including representatives from the
United States, Canada, England, Australia,
France, Hungary, and the United Nations
suggests that such a department should:

« Have a leader is ready to take on the
challenges that exist;

« Interact with community on a regular
basis;

e Focus on problem solving and
examines causes, not just solutions;

e Demonstrate a capacity as well as a
willingness  to  examine  the
effectiveness of its programs - try, fail,
and adjust for success;

THETY T Ieeem—

* Form, join, and help sustain partnerships;

« Craft a mission statement that emphasizes prevention and then
uses the mission as the focal point for strategic planning
throughout the agency;

» Point to demonstrated outcomes of its prevention programs and
policies;

e Seek and respond to the community’s perceptions and its
concerns, fears, needs, and assets;

e Sustain its commitment to prevention by institutionalizing and
infusing all of its work with a focus on prevention — it is the way
that they do business;

e Make decisions about resources, performance assessments, and
deployment in consideration of prevention-focused goals.

Other strategies will also be needed to develop skill-building training,
craft reward and recognition programs, identify expertise among the
ranks, revise the organizational structure, and communicate with
partners. Those issues are reviewed in other parts of this kit.

While it is important to take such steps to better instil the practical
nature of prevention in the way the organization functions, it is
important to take the time required to paint the big picture, ensuring
that commitment and readiness for change are at the foundation of
the police organization’s journey through transition.

KEY CHALLENGES
* MAINTAINING LEADERSHIP IN ATOUGH CLIMATE OF CHANGE.
* GAINING THE SUPPORT AND INVOLVEMENT OF THOSE THAT
HAVE ACHIEVED SUCCESS UNDER THE TRADITIONAL MODEL OF
POLICING.
» SUCCESSFULLY TACKLING POLICE CULTURE.
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Supporting change
through education

and training

SUPPORTING CHANGE
Embracing a significant shift in how a
policing agency does business means
ensuring that the knowledge, skills, and
expertise of employees are up to the
task of delivering policing with a focus on
prevention. It also means ensuring the
structure and organization of the police
service supports such changes.

e Training alone will not provide the
changes needed.

» Organizational change in isolation will
fall short.

To make prevention central to the
policing philosophy and operations,
concrete measures must be taken to
support police personnel in meeting
these challenges through skill-building,
training, and gaining understanding. All of
the above must be backed up by a police
structure that facilitates such an

approach.

INVESTING IN PERSONNEL
There is no question that the sort of
change inherent in achieving a more
preventative police service calls for new

roles and responsibilities, enhanced skills in specialized areas, and
delegation of some authority and decision-making throughout all
levels of the police organization.

Supporting the front-line
Crime analysis alone will not tell the whole picture or point to the
best solutions when attempting to learn more about a community
and its concerns. Police knowledge about crime must be
accompanied by an assessment of the needs, problems, socio-
economic and cultural structure, and resources of a community. This
provides an analysis that gets at the social causes of crime. Given that
the root causes of crime can not be tackled by the police alone, law
enforcement is expected to work collaboratively with partners and
change the way they traditionally define their contribution to crime
reduction. The front-line officer may have had few opportunities to
work with partners from other organizations with very different
values and philosophies. To function effectively, the officers will be
required to be;

Self-motivated and creative in their response to crime and quality-
of-life problems;

Prepared to make decisions;

Ready to collaborate with others, sharing power and information;

Up to date in their knowledge of the community’s priority
concerns and assets;

Able to function in a largely self-directed work environment.

Members must be supported in acquiring new skills and abilities to
take on this new role. They must be provided skill-building training
that encourages independence and increases individual
accountability. This training should be provided to every recruit, front-
line officer already in service, training officer, and manager within the

police organization.

Preparing management
All levels of personnel within the department will experience
significant change in their orientation to their work once they make
the commitment to embrace a prevention philosophy. An autocratic,
command and control style of management will not be viable and



will need to be replaced by a
participatory style of management that
encourages and supports independent
in the field. Such

managers will need guidance in how to

decision-making

work effectively as a supervisor in that
context. They will need training that
develops team-focused approaches,
problem-solving skills, and awareness
about how to be effective in
partnerships. They will also need peer
assistance and mentors within the agency
to help advise them on their roles and
responsibilities in the organization. Such
training will ensure managers are
equipped with the tools and support
they require to fulfil their vital roles.

All members of the police organization
will need the opportunity to consider
the new organizational values and how
they align their actions to these values.
Training should be designed to raise
awareness and develop broad com-
petencies on the personal, interpersonal,
ethical, contextual, and situational levels
so police members are positioned
to respond more effectively and
appropriately to their  changing
environment.

Limits of training
Training, however, is only one part of the
puzzle and should not be used as an end
in itself. The Community Policing
Consortium’s (CPC) monograph, “The
Police Organization in Transition” points
out that,“...however good the training is,

it will be neutralized or its benefit lost when it is placed in an
environment where that type of training is at variance with practices
and procedures that occur in the workplace”"While training is a key
element in assisting personnel rise to the challenges of a changing
organization, it must be part of a larger package that includes
supportive structural changes.

RESTRUCTURING WORKS
Restructuring is essential if police officers and managers are to be
empowered, management decentralized, shift systems altered, and
the scope of the work matched to the needs of the community. Since
the roles of most ranks change when the police organization adopts
this approach, it is important that the structure — what the ranks are,
how reporting happens, how decisions are made — is adjusted in a
way that supports all personnel in achieving their goals.

The London Metropolitan Police responded to its desire to
encourage more community involvement in policing by adopting
significant structural changes. In describing the changes, the CPC
monograph notes, “police officers were transferred from
headquarters posts to operational street duties; numbers in specialist
departments were reduced to provide more street cover; civilians
replaced police officers in non-operational posts; the abolition of two
ranks involved over 300 senior management redundancies that were
most dramatic to individuals and resulted in loss of experience
although they shortened internal lines of communication and
effectively removed some traditional resistance to change; and
geographical boundaries were re-drawn and responsibility levels
broadened accordingly in fewer commands”. *

In addition, decisions around training, personnel, hiring, and job
descriptions and parameters (e.g., job sharing, part-time work) were
also decentralized in London. Innovative changes to encourage
broader understanding and training were adopted to encourage a
more experienced labour force. Sabbaticals and other forms of leave
were devised to allow selected personnel to seek specialized training
or experience outside the agency. In addition, specialists in particular
types of crime were rotated after a certain period to ensure that a

' “The Police Organization in Transition — Section C, Managing Transition — The Human Side.” www.communitypolicing.org.

i “\What's Working — Community Policing Achieved Through Strategic Planning”. www.communitypolicing.org/works/what.txt, pg.15




wide range of personnel across the
agency would have the opportunity to
develop specific skills in areas that
coincided with evolving community
needs. Also, disbursement of department
funds were linked to the level of service
provided to neighbourhoods and
bonuses were introduced to reward
those personnel that demonstrated
commitment and innovation in
responding to the changing organization.

The international group of 150 police
executives at the September 2001
Policing for Prevention Summit in
Washington, DC, defined nine recom-
mendations that it believes would help its
agencies and police colleagues around
the world support a stronger role
for prevention in police work. The
recommendations regarding structural
change are:

« Start forming/joining prevention-
focused partnerships in your
jurisdiction. Increased interaction
with local and other resources through
these partnerships can highlight the
need for structural change for those
internal and external forces from
which the police organization needs
support.

« Define prevention. A police organ-
ization that wants its structure to sup-
port prevention must first define what
prevention is and why it wants to
pursue that approach to policing.
Decisions about structure must always
come back to how they support that
definition.

e Flatten the structure. Eliminate
“clutter” in excess levels of supervision.
Encourage sergeants and other
supervisors to facilitate and coach, not

control. Reduce the number of levels of centralized management
by focusing on qualitative instead of quantitative characteristics of
management. Don't focus on the ratio of officer to supervisor;
instead of thinking of span of control, think of span of influence.

e Avoid a crush of centralized, specialized units.
Lean toward a broad base of skills for every officer. Direct special
knowledge and police presence toward geographic areas instead
of hoarding knowledge of crime issues and deployment decisions
in central offices. This knowledge is needed in neighbourhood level
problem solving forums.View headquarters as the place that sets
standards and coordinates activities, not the centre of control and
knowledge.

* Maintain a core group of problem/data analysts. They are
much needed to interpret data, synthesize community feedback via
surveys and other tools, and spot trends across the jurisdiction.
They can help highlight cross-cutting needs of operational folks
in the field. Develop these areas of expertise within the police
organization staff, including in crime-specific topics.

« Be flexible, but intentional leaders. Don't be so set on
one way of doing things that the organization can not adapt to
evolving needs of the community. Define the nature and pace of
change for all involved and stick with the plan.

* Review performance assessment tools. Review how the
organization assesses the performance of staff at all levels. The
tools and standards used must align with the philosophy of the
organization and the role that the individual plays within the
revised structure. The standards must be specific and measurable
and reflect the new way of doing business. As one participant in
the Summit noted, “people don't do what you expect, they do
what you inspect”. If the structure calls for partnering and problem
solving and the assessment tool counts arrests made as the
measure of success, then the organization has a disconnected
process that could derail a restructuring initiative.

e Declare/communicate the measurable outcomes
sought. This should be done for what the leaders want the
structural change to achieve and for what the operational
strategies performed within the next context should achieve.
Define success so that everyone in the revised structure will know
when they have arrived there.

Structural changes present significant challenge. Yet, concrete changes
in the structure, reporting, accountability and decision-making must
be made in order to facilitate the confidence and ability of individual
members in delivering prevention at the community level.



COMMUNICATION
Communication is a key element in the
successful operation of any organization.
Communication requirements become
even more important when an
organization is in transition. It keeps
people on track, aware of steps taken,
apprised of progress, and clear on
expectations. In fact, the style of
communication itself should be altered
to be more responsive to the new
structure of decentralized decision-

making.

The CPC's article, “What's Working:
Community Policing Achieved Through
Strategic Planning”, in discussing new
management structures, points out that,
“horizontal systems demand a more
horizontal internal communication
process where hierarchy, status, and
subservience are far less important than
open adult dialogue and where honest
transactions between people are
encouraged on the basis of the utility of
their contributions”. In such situations,
the focus is more about police officers
and their contribution to the new order.
need to facilitate
about the

experiences of officers and managers

Communications
information  exchanges

working within the new structure.

ELEMENTS FOR SUCCESS
Essentially, all changes, whether to
personnel, the way management
functions, or the structure of the
organization, must be integrated. Each
element must be supportive of the other,

as well as being responsive to the needs

and issues of each community. The changes at all levels should
facilitate collaboration and the development of locally based
prevention strategies.

Many of the current efforts around the world have started to lay a
clearer path about what will enhance a transition to prevention.
While long-term research is lacking regarding the effects of new
policing models, research does indicate some key ways police
services have improved their responses to crime.

« Where the role of the police in prevention has been clarified and
enhanced, the likelihood of success and impact has greatly
improved. This means ensuring that all members of the police
organization understand the advantages of a proactive approach,
which includes clearly pointing out the limits of reactive policing.

* Members also need to know that efforts in preventative policing
will have the same status as arrests and clearance rates. Such
efforts must be recognized through performance indicators and
reward systems.

» Leading and facilitating discussions of interagency task forces calls
for skills not commonly taught or looked for through traditional
policing programs. Skills in facilitating, consulting, communicating,
organizing, analyzing, and assessing are essential to an effective
police organization focused on prevention.

« |t is well acknowledged, given the complex roots of crime, that the
police can not tackle crime on their own. Interagency efforts, that
involve working with the community, building effective partner-
ships and supporting efforts that aim to address the social and
economic underpinnings of crime, are essential to creating safer
communities.’

The entire organization, along with outside partners, needs to be
committed from the start to a long-term process, making
adjustments along the way as required.

KEY CHALLENGES
* ENSURING SIMILTANEOUS AND COMPLEMENTARY CHANGES TO
THE STRUCTURE OF THE ORGANIZATION AND THE READINESS
OF PERSONNEL.
» SELLING THE TRANSITION AS AN OPPORTUNITY NOT A BARRIER.
» SUCCESSFULLY RE-VAMPING AN ENTRENCHED HIERARCHIAL
STRUCTURE.

" Graham, John, “Crime Prevention Strategies in Europe and North America”, Helsinki Institute for Crime Prevention and Control, Helsinki, Finland, 1990



The Role of the Police in Crime Prevention

Bringing

prevention to life

POLICE AND PREVENTION
Police are increasingly investing in
prevention. While the talk of prevention
is strong, its translation to action has not
been easy. At the Montreal conference
held in November 1998, which focused
on the role of police in prevention, they
found that while police efforts to
incorporate prevention are many, “the
preventive role of the police raises many
questions... and continues to challenge
police organization on many levels”. ' This
thematic paper celebrates some of the
successes of police organizations that
have taken on the challenge of moving to
more preventative, proactive model of
policing.

PREVENTATIVE POLICING
INACTION
The following explores the trials and
tribulations of four police organizations
in its transition to incorporate
prevention within their mandates. Each
police service has tackled the situation
differently but with the common goals of
becoming more proactive in their
approach, raising the profile of
prevention, and tackling crime and safety
in  partnership  with  community
stakeholders. The police organizations
profiled are:
e The Washington Metropolitan Police,
District of Columbia, United States;
e The Boston Police Department,
Massachusetts, United States;

e The London Metropolitan Police, London, England;
e The Calgary Police Service, Alberta, Canada.

THE WASHINGTON METROPOLITAN POLICE:
“BLOCK BY BLOCK, COMMUNITY BY COMMUNITY”
“The new structure represents nothing short of the wholesale
transformation of the Washington Metropolitan Police, from a
bureaucratic, incident-driven agency to a streamlined, customer-driven
service organization — one that is focused on forging alliances to more
effectively fight crime and solve problems”. '

In July 1997, the Washington Metropolitan Police began a journey to

transform its police department into a community policing model. It

immediately took steps to reorganize the department in a way that

makes more sense to communities. It:

« re-focused patrols to the city’s neighbourhoods;

= gave more decision-making and increased responsibility to front-
line officers and supervisors;

« established new ways for police and community to work together,
using joint energies to solve neighbourhood problems.

These bold steps were considered a very good start but the impact
lacked depth. Resources were inadequate and aside from the new
police service areas, “the rest of the department remained locked in
a rigid, bureaucratic structure that not only failed to embrace the
new operating model; it actually got in the way of how basic police
work gets done.” These shortcomings fuelled further changes that
aimed to:

e Put more resources in the community - including
detectives, investigators, and uniformed officers.

e Cut bureaucracy and replace it with “...a more logical and
streamlined command system that promotes team work,
communication, and geographic accountability for fighting crime”.

e Strengthen the capability of police service areas by
empowering officers and supervisors with greater authority,
responsibility and an increase in field resources.

» Create full-service police districts that put key operational
services closer to communities. These services include crime
prevention, traffic, patrol, investigations, and focused missions, all
within reach of communities.

" International Centre for the Prevention of Crime. “The Role of the Police in Crime Prevention” Synthesis Report”, Montreal Seminar. 10-13,

November 1998, pg. 3.

i Metropolitan Police Department, District of Columbia. “Rebuilding the Metropolitan Police Department For A Safer Capital City”.

www.mpdc.org/About/rebuild.htm, pg. 3.



« Establish accountability for spe-
cific geographic areas. Everyone
from the front-line through to the
police executive should be educated
about the geographic boundaries that
define communities in the locality; all
personnel should also know how
resource allocation, performance
measures, and deployment are related
to geographically focused assignments.

e Streamline administrative and
technical functions so that a unified
command can more efficiently provide
the tools and training needed by front
line personnel and managers.

« Create a continual review process
(both monitoring and evaluation)
and on-going strategic planning,
allowing the organization to continually
evolve and respond to changes in a
dynamic way.

The experience of the Washington
Metropolitan Police teaches us a great
deal. Key lessons include:

e Long-term commitment is
required — things will not change
overnight;

e All units must share the same
goals and be held accountable to
achieve the same results for
department-wide change;

e The organizational structure has to
make sense. Simply put, “the
structure (needs to be) in sync
with what we do”;

e There must be clear managerial
authority and accountability;

e Resources need to support
action at the community level.

The new structure and operational
model being employed by the
Washington ~ Metropolitan  Police
Department provides the tools, the
access to resources, and the man-
agement support needed for members
to do their jobs. In its own words,
“We are putting the Police Department in
a much stronger position to take back the

city's neighbourhoods — block by block, community by community — in
partnership with our residents and other agencies”.

BOSTON POLICE:

BUILDING PARTNERSHIPS, REDUCING FEAR AND

IMPROVING THE QUALITY OF LIFE

“We remain committed to building even stronger citywide strategies to

cultivate public/private partnerships and we're always seeking new ways

to increase our ability to foster safer and productive environments in
neighbourhood throughout our City”

In 1995, the Boston Police Department decided to explore a new
model of policing to specifically,“fight crime, reduce fear, and improve
the quality of life in Boston’s neighbourhoods.” While a number of
steps were taken, the following two initiatives were very significant to
this shift to a new model of policing.

Same Cop Same Neighbourhood (SC/SN) is one of the key ways
the Boston Police began delivering tailored public safety services to
every neighbourhood in Boston. Under SC/SN, the same beat
officers are assigned to a neighbourhood beat and will spend no less
than 60% of their shift in that designated beat. What this means is
more consistency, increased ownership and better coordination in
the neighbourhood and in the department overall.

The Boston Police Department has identified the following key areas
where changes must be made when implementing its successful
Neighbourhood Policing Program:

e Aim for dramatic impact on the attitudes of individual
police members, from the officer on the beat to the highest
command levels. Ultimately, changing attitudes will impact on
overall police culture, moving thinking toward a more community
oriented service delivery.

e Work processes and reporting procedures will be
redesigned.

e Shifts in the assignment and deployment of personnel
are altered.

e Boundaries for police districts and sectors are
reconfigured to match neighbourhood definitions.

= Ensure training and education sessions for all personnel but
especially targeted to supervisory personnel.

« |dentify potential road blocks and plan ahead of time.

e Set up a way to encourage on-going dialogue about
implementation issues.

The Boston Police Department also established another major
initiative that fed into its new model of policing. It carried out a series
of public safety surveys to help shape future goals.The results of the
1999 survey were discussed by hundreds of police personnel and
citizens, working together to develop strategic plans shaped to the

iii Metropolitan Police Department, District of Columbia, “Rebuilding the Metropolitan Police Department For A Safer Capital City”,

www.mpdc.org/About/rebuild.htm, pg. 5

v Boston Police Department, “A Message from the Commissioner”, Boston Police 1999 Annual Report, www.cityboston.com/police/1999%20Annual, pg. 1




individual needs of neighbourhoods
within each police district. These surveys
provided an effective way to link citizens
and agencies in determining the best
policing model for Boston. ¥

The end result could not be better said
than that expressed in The New York
Times:

“Boston’s new approach to law
enforcement has involved collaboration
between the police and probation
departments, a focus on getting guns off
the streets, and most important, a close
partnership with community leaders..””The
new policing model ..shows that this
cooperation  between  police and
community leaders can advance the
shared goal of crime reduction”. v

THE LONDON
METROPOLITAN POLICE: NEW
CHALLENGES, NEW THINKING
“Our mission is to make London safer for
all the people we serve. Our success will be
decided not by bland statistics, but when
everyone walking our streets believes it to
be so. It is the need of every citizen we
must target”.

In 1989 a major review of policing was

carried out across Britain. The public

called for:

= more uniformed beat officers;

= greater awareness of local problems;

e increased availability and approach-
ability of police;

= more involvement with and from the
community;

* better victim care;

« faster responses in emergencies;

« firm policing when required. v

The London Metropolitan Police
wholeheartedly took on the task of
responding to these public demands for
a different style of policing. While
partnerships and consultation were
already central to its style of policing, it
realized to truly deliver partnership
policing and dramatically improve

effectiveness, major changes were required. The following significant

structural and organizational changes were made:

« The roles of most ranks changed as decision-making around
programs and policies were devolved to lower levels of the
organization, de-centralizing command in the process. This mean
more staff were transferred to operational posts; civilians replaced
police holding non-operational posts; the hierarchy was flattened
where possible, and specialists units were closed so more police
could serve on the front-line.

e Training and personnel functions were devolved to
divisions. Each division could then determine its own training
needs. Innovative personnel policies were adopted to retain
trained members while providing the flexibility for members to
pursue other goals (e.g. sabbaticals, job sharing).

« Specialist posts were time-limited so experience gained
could be shared at the front-line, having the added bonus of
equalizing status of detective and beat officers.

« Performance pay was introduced along with a new appraisal
system to reinforce the type of performance expected in the
new model of policing. Such measures also appeared to have a
positive effect on police culture, aligning it with the organizational
change expected.

e New promotions exam was developed, again reflecting the
sort of skills needed to deliver more community-oriented,
partnership policing.

« Police resources, including budgets, were linked to
neighbourhood delivery of services.

It has been noted that, “the changes in the Metropolitan Police ...are
probably the boldest in any public sector agency”. While the
outcomes will be long-term, the experience of the Metropolitan
Police provides key lessons of value to police services around the
world.

The Metropolitan Police have come a long way and are determined
to continue to make changes as required. It has laid a good
foundation — one that includes key ways to ensure continued
progress. It has done a great deal to meet those initial desires of the
public as well as improve its capacity to deliver community-focused,
preventative policing.

THE CALGARY POLICE SERVICE:
WORKING WITH THE COMMUNITY FOR
PROACTIVE CRIME PREVENTION

In its own words, the Calgary Police Service is focusing on:

= Strengthening connections with Calgarians and enhancing its
relationship with its many diverse communities;

= Addressing the demographic, social, economic, and technological
changes taking place in Calgary and the rest of the world;

= Working with the City of Calgary departments and community
partners on homelessness and other pressing social issues;

¥ Boston Police Department, “Strategic Planning”, Boston Police 1999 Annual Report, www.cityboston.com/police/1999%20Annual, pg.23

vi New York times, Article about the Boston Police, March 1999

Vil | ondon Metropolitan Police, “A Policing Pledge for Londoners”, London, England, www.met.police.uk/commissioner/pledge/nc2.htm, pg. 12

viit Monograph: “What's Working — Community Policing Achieved Through Strategic Planning” www.communitypolicing.org/works/what.txt




e Maintaining its focus on youth by
addressing the many challenges youth
face. ™

Over the past five years, the Calgary
Police has put its ideas in motion by
focusing on internal growth, change, and
continued learning. The focus on internal
renewal has been matched with a
concerted effort to build strong
community relationships and part-
nerships. Combined, these efforts have
given the Calgary Police a foothold on a
journey to more effective and proactive
policing. *

The following highlights key ways the
Calgary Police has brought about these
changes, categorized under key areas in
which it invests.

Working with the community

- Many community partnerships have
been established resulting in improved
police response to issues like children
at risk, prostitution, and domestic
violence.

- Relationships with Calgary's diverse
communities have been strengthened
through the establishment of Advisory
Committees and increased police
involvement. Key to the success of
these relationships is the involvement
of both frontline officers as well as
senior management.

- Increased opportunities for the public
to provide feedback and input into
decision-making.

Serving our growing city

- New facilities have been developed
locating police services within
communities,  strengthening  ties,
and reinforcing a community-based
approach.

- Organizational changes have saved
resources that could be diverted to
the community.

- Based upon enormous growth in the
City of Calgary, the police have
responded with recruitment and new
policing districts as required.

Keeping Calgary safe

- The Service has shifted from a reactive force to a proactive,
strategic service.

- A more holistic approach to problem-solving has been adopted,
strengthening both intervention and prevention efforts.

- Police priorities are determined with the community so the issues
of most concern are addressed.

- New programs have been developed in response to emerging
problems or issues (e.g. stalking, high-risk offenders).

Building the organization

- The entire organization was re-structured based upon feedback
from communities and staff.

- Work areas were re-organized to directly link intervention and
prevention with investigation, enforcement, and prosecution,
helping to integrate proactive policing.

- Decision-making now involves people at all levels of the
organization.

- Employee recruiting, training, promotions, and transfer systems
now are aligned with community needs and expectations.

- The recruiting process aims to increase the diversity of members
within the Service.

Planning for a safe tomorrow

- Long-term strategic planning is central to the functioning of the
Service.

- Consultation with the community is on-going and important.

- An extensive review of the Service was carried out in 1999 to
manage continued growth and effectiveness.

The above lists concrete changes taken by the Calgary Police Service.
Not surprisingly, the feedback from the public has been positive,
noting improved satisfaction in the effectiveness of the police.

The above examples provide only a glimpse of the varied ways police

have made prevention and partnerships central to their functioning.

Such efforts consistently require:

- considerable structural change;

- a devolution of power, decision-making and strategic planning;

- extensive support to members in taking on such new and
challenging roles.

To date, such efforts are welcomed by the community and
recognized as delivering concrete results.

KEY CHALLENGES
MOVING BEYOND SUPERFICIAL CHANGE.
DELAYERING,WHICH ALTERS THE POWER STRUCTURE.
TACKLING POLICE CULTURE.
LEARNING TO OPEN THE DOOR OF POLICING TO NON-
TRADITIONAL PARTNERS.

™ Calgary Police Service, “Calgary Message”, Calgary, Alberta, Canada, www.gov.calgary.ab.ca/police/chiefs/overhtml

* Calgary Police Service, “Calgary Police Service Five Year Report 1995-2000", Calgary, Alberta, Canada, www.gov.calgary.ab.ca/police




The Role of the Police in Crime Prevention

Policing and
partnerships

THE NEED FOR PARTNERSHIPS
Police deal with crime and safety issues
but they also acknowledge that success
depends upon the participation of
community partners. No one partner
has all the answers, but through
coordination, the possibilities for an
effective course of action are greatly
improved. Each partner's experience,
expertise, and his or her organization's
mandate represents one piece of a very
complex puzzle. Individually, these pieces
can do little to bring about significant
change; together problems can be
considered in their full complexity. Quite
simply, as expressed in “What's Working”,
“A solitary drive placing the police
in the lead position with isolated
funding does not have the same
potential as a shared partnership
with multi-agencies, varied funding
and complementary policies”.

Yet, working collaboratively means
working differently. In order to get at
the root causes of crime, partnerships
provide an opportunity to address issues

comprehensively. Such partnerships have implications for how police
organizations carry out their business.

CONDITIONS FOR SUCCESS
Police feedback in both the United States and England points to the
usefulness of a partnership approach. The recent British publication,
“Beating Crime” that reviewed police practices in crime prevention,
found that police recognized the value of partnerships in achieving
success. Police acknowledge that effective partnerships not only
“have the potential to deliver sustainable crime reduction by
removing the causes of crime problems” but also provide the
opportunity for “public consensus and community ownership of
problems and their solutions”. ™

Police engaged in partnerships provide the following insights:

e Be patient and be sure to allow the partnership to
mature. Police are often pressured by the public and political
system to show results. While police will need to see deliverables,
partnership efforts need time to develop, allowing relationships to
grow and prosper. Trust, openness, and sharing will develop.

« Stretch police resources to give support where possible.
That means being innovative in finding ways to make partnership
arrangements work. The Metropolitan Police Department in
Washington DC, developed a “Policing for Prevention” strategy to
specifically invest in effective partnerships. It provides needed
training and support to police, community volunteers, and agencies
to help them learn about working together in an effort to build
cooperation and collaboration from the start of the initiative”.
Such support provides the opportunity to explore roles and
responsibilities, deal with any power struggles, and lay a foundation
for the work ahead.

« Ensure a strategic plan is part of the partnership effort.
Without a plan that spells out goals and objectives and terms of

I Monograph: “What's Working — “Community Policing Achieved Through Strategic Planning” www.communitypolicing.org/works/what.txt.

i Home Office. “Beating Crime”. HMIC Thematic Inspection Report 1998, London, England, pg. 39.

iii Metropolitan Police Department, District of Columbia, Office of Organizational Development, “Fact Sheet: Partnerships for Policing”.

Washington, DC, USA.



reference, efforts can end up being
talk-shops where a lot is said but little
actually happens.

e Give police members involved in
partnership work the authority
to make their participation
count. That means ensuring members
are supported for giving their time,
making  decisions, and sharing
resources (both financial and
information). Clarification of the
police role is essential for the
comfort and accountability of
the organization, as well as the
successful participation of the
individual officer.

< Reinforce the police agency’s
emphasis on partnerships by
making working in partnership
the business of every police
officer throughout the orga-
nization. Police in the field complain
about hearing a great deal about the
need to problem solve, develop close
relations with the community, and
prevention but find themselves “short
of real tools to translate this talk into
action”. v

Police executives from over ten nations
gathered in September 2001 at the
Policing for Prevention Summit held in
Washington, DC. They identified seven
distinct characteristics of effective
partnerships involving prevention and
policing that help policing agencies
achieve and sustain success. They include:

e A leadership expectation that
everyone participates and achieves;

e Problem orientation. The policing
agency participants in the partnership
should provide as much information as

possible to help clarify the intent of the partnership to address
specific and measurable problems with specific and measurable
results in mind from the outset;

« Long-term focus. All policing agency partners and others need to
be ready to be in the partnership for “the long haul” Most
community crime and quality-of-life problems involve a host of
interrelated causes and symptoms that can not be addressed
overnight. Most successful crime prevention initiatives with lasting
value involve partners willing to share resources, energy, power,
and knowledge over time;

« Value of all members’ input. Police have to be willing to let go of
the tendency to control and instead understand that working with
other local government agencies and the community successfully
means being willing to listen to what knowledge and perspective
they can bring to the problem;

e Formalized agreements. Memoranda of understanding,
memoranda of agreement, and other related tools are all
examples of how partners can solidify and clarify expectations for
the roles of each member and what outcomes each is responsible
to help achieve;

« Consistent participation. Trust is a very important component in
the effectiveness of partnerships involving police and other
agencies. If the police agency does not participate with regularity
or does not come through with the information, product, or other
support that it promised to provide, then the potential of the
partnership is greatly diminished;

= Cultural sensitivity. The population of a city or region may include
people from any number of cultural, ethnic, or lifestyle groups.
Police agencies and other members of collaborative partnerships
must strive to be inclusive when they form these initiatives. The
police do not have all of the information that these groups hold
about how crime and quality-of-life conditions affect these
residents. The police must seek their input on a consistent basis
and use it to help guide the actions designed to address the
targeted problem.

WHAT PARTNERSHIPS MEAN FOR THE POLICE
Partnerships take many forms. Whether through formal interagency
networks, the involvement of citizens via community consultations,
seeking out expert advice, or the involvement of community
volunteers in delivering local crime prevention programs, any
partnership arrangement presents challenges.

" International Centre for the Prevention of Crime, “The Role of the Police in Crime Prevention Synthesis Report,” Montreal Seminar, November 10-13, 1998, pg. 22.



Historically, police have worked relatively
independently. This independence and
isolation was furthered through the use
of cars, technology, and statistics. When a
crime occurs, an officer visits the scene,
provides a record of the crime, and may
refer the incident to a detective for
further study. The officer then moves on
to the next case.There is a great deal of
satisfaction in knowing specifically what
to do, where your role begins and ends,
and then moving onto the next case.

The police role in partnership has
evolved over time. Early efforts focused
on the police calling on the community
at specific times for specific purposes.
Community surveys, consultations, and
town hall meetings were typical ways to
involve citizens in defining crime, but in a
controlled and time limited way.

Efforts expanded as police used the skills
and interest of community volunteers,
non-profit organizations, and other
government agencies to assist them in
delivering specific crime prevention
programs that typically focused on
opportunity  reduction  strategies.
Programs like Neighbourhood Watch,
Operation Identification, and public
information events are easily defined
ways to involve residents and community

groups.

More recently, many police services
report being part of community
partnerships that involve police as a
partner in roles as diverse as expert
advisor, facilitator, leader, information
broker, or guest speaker. In these

situations, partnership arrangements may

or may not be initiated by the police and may be led by the police,
another partner, or have multi-agency ownership. These partnership
efforts provide opportunities to address the social and economic
causes of crime and are reported to provide longer-term, sustainable
crime prevention.

In surveys about police partnerships the British Home Office report,
“Beating Crime”, revealed that the police role varies as follows:

< Twenty-three percent of the partnerships were led by police;

< Twenty percent were led by police with one other partner;

= Twelve percent were mainly led by another partner;

= Thirty-eight percent were led by a group of the partners.

In addition, they found “police were seen as having credibility and
influence ranging from effect on government policy and its
subsequent application, to requirements for their partnership in
single regeneration budget bids and the ability to encourage new
members into projects and partnerships”.

In the United States, the National Crime Prevention Council’s local
action guide, “Creating a Blueprint for Community Safety”, notes,
“...many initiatives select the local policing agency as the convener
of the collaborative planning group. Police agencies bring expertise
on crime prevention and control. Equally important, few other local
agencies (besides the police) have the same extensive firsthand
knowledge of residents, community assets, and community concerns
about crime”.

THE CHALLENGES
Working in partnership has many implications for both the individual
police officer as well as the whole police organization. Be prepared
to deal with the following challenges to ensure partnerships work.

Challenges for police personnel
= Giving up independence

< Sharing more openly

Reporting out to partners in addition to reporting up

Dealing with organizations with different cultures and philosophies

Learning to deal with clashing perspectives, different priorities,
unequal status and power differentials

Becoming one among many essential partners.




Community policing challenges the
individual officer and the organization to
alter operations to support the
partnership-focused way of doing
business. That means executives and
managers have to confront the
traditional police culture — a culture that
permeates the way the individual and
organization functions. A culture that,
when not revised to fit the demands
of partnerships, will interfere with
decentralization  of power and

collaboration.

Challenges for the

police organization
e Expanding accountability to the
broader community

e Sharing power, responsibility, and
resources

e Giving up ownership of crime and
safety issues

 Letting others influence and become
involved in what was previously
treated as the police domain

» Challenging the attitudes and actions
of individuals that support reactive,
traditional policing and the structure of
such an organization.

Reaching all stakeholders
Part of this reaching out to the public
means ensuring all the needed
stakeholders are at the partnership table.
The general public is represented by
many groups from many cultures, each
with varying relationships with the police.
The Home Office report, “Widening
Access: Improving Police Relations With
Hard to Reach Groups”, points out that

the growth of multiculturalism within

society “poses a challenge for a police service which must attempt to
balance and respond to conflicting demands from an increasingly
diverse society”.” This is no easy task.

The report considers key ways to successfully develop strategies to
engage those sometimes defined as hard to reach or marginalized.

Suggestions include:

 |dentify the relevant groups and think about why it has been
difficult to engage them in positive exchanges. Are they targets of
law enforcement, over-represented as victims, from countries
where police are unapproachable;

e Determine how best to link up with these groups whether
through senior officers making official contact, utilizing informal
contacts, or taking part in community meetings that involve citizens
that do not typically attend police;

e Think about the goals of reaching out to citizens. Police
expectations and interpretation of community engagement often
differ from that of community members;

e Make a commitment to establishing mechanisms for on-going
interaction with groups. Whether it be through a formal strategy,
informal but regular liaison or yearly consultation, use these
opportunities to strengthen ties and build trust;

« Expand recruiting efforts to attract police officers who better
reflect the community and its diversity. The National Crime
Prevention Council of the United States has published a
document,“Lengthening the Stride: Employing Peace Officers From
Newly Arrived Ethnic Groups”, that lays out ways police
departments can hire and retain member of ethnic minorities.

Working collaboratively will not just happen but as experience
grows, police report that “there is growing confidence within the
police service as a whole that crime can be successfully confronted”
and partnerships are central to this success.

KEY CHALLENGES

* ENSURING THE COOPERATION AND INVOLVEMENT OF ALL
RELEVANT STAKEHOLDERS, INCLUDING TRADITIONALLY
MARGINALIZED GROUPS.

* ALLOWING PARTNERS TO
ORGANIZATION.

* GAINING COMFORT IN SHARING BOTH INFORMATION, POLICE
EXPERTISE AND RESOURCES.

INFLUENCE THE POLICE

¥ Jones, Trevor and Tim Newburn,. “Widening Access: Improving Police Relations with Hard to Reach Groups”. Police Research Series Paper 138. Home Office: London,

England, www.homeoffice.gov.uk./rds.




The Role of the Police in Crime Prevention

Community
perceptions:
working with
the police

WORKING WITH THE
COMMUNITY

Working with the community — whether
residents or agencies — holds many
challenges for the police as outlined in
the “Policing and Partnerships” paper in
this kit. This paper examines the issue of
partnerships from the perspective of the
community. Police have begun to find
ways to link up with community
partners, but in order to achieve success
in those partnerships, police also must
take the time to analyze community
expectations and perceptions of police.

COMMUNITY RESIDENTS AND
AGENCIES AS PARTNERS

The 1995 report of the National
Institute of Justice in the United States,
“Issues in Community Policing: Lessons
Learned in the Implementation of Eight
Innovative Neighbourhood-Oriented Policing
Programs”, detailed the issues sur-
rounding community perceptions and
expectations regarding police. It states
that while community partnerships can
flourish, police need to consider the
perspectives and expectations of their
community partners:

« Levels of knowledge about crime prevention and part-

nership policing. In communities that lack experience in
working in partnership, residents and community leaders are
unsure of how to engage, work collaboratively,and determine their
roles. This puts a lot of pressure on police to define resident
participation and assist them in increasing their abilities and skills.
Police need to be aware that such partners may simply not have
enough information about working in partnership and problem-
solving to adequately participate; they may also expect police to
support them in determining their role. This could mean using
significant resources to ensure adequate outreach and providing
training to build the capacity of communities to respond.

Fear of retaliation. Particularly in poor, crime-ridden
communities, residents may be fearful of developing relationships
with the police as they could be labelled as snitches or police-
friendly.The police should not underestimate the potential for such
fears to influence negatively the opportunity for effective
partnerships.

Historically poor relations with police. Communities that
have long-standing resentment and negative associations with the
police will not open up to police overnight. Police must be aware
of such perceptions and realize such deep-rooted hostilities will
not be easily resolved.

Apathy. While the research cites police frustration with what
seems to be lack of interest on the part of community partners,
the lack of interest could be fear of police, long-term negative
relations or community frustration with what they view as
transient interest in their concerns.

Communities often bring cynicism to the table as they have dealt
with a number of projects, from different agencies, going in their
communities — all time-limited and tied to when resources are
available. If there has been a history of a short attention span for
dealing with community concerns, any official program run by a
government agency could be suspect in the eyes of potential
community partners.

Dependence on the police role. The police are often looked
upon to initiate projects, especially those dealing with crime and
safety issues. In higher crime, low-income neighbourhoods,
targeted enforcement is often used as a first step to gain some
control in the community and reduce fear among residents. Yet,
when the process moves onto increased community collaboration
and problem-solving, the community still prefers high police
visibility and strong enforcement efforts that may not be
sustainable.



e Heterogeneous populations. In excerpt (see table ii below) from the 1998 British Home Office
areas where the population is highly  publication, “Beating Crime”, illustrates this point;

heterogeneous, residents may have

litle in common and have very Police Perspective Community Perspective
different attitudes toward the police To identify local issues and problems To influence local policing

and differing priorities regarding issues To inform the  delivery of policing sE::glfiagperoim on

and concerns. This will have a direct To inform communities of operations To elicit police recognition

impact on the ability of police to link
with such partners and move toward a

of community dynamics
and cultural differences

common agenda. To

inform and educate the public Accountability and conflict
resolution

= Disorganization. Often the areas T0
most in need of interventions are Co-

promote support for and
operation with police

plagued with long-standing social and To

obtain access to police resources

economic issues that make it difficult and facilities

to find partners prepared and L

be seen to he consulting ¥

organized enough to engage in a
meaningful way. Do not assume a
partner ready to take the lead exists.
Such communities may expect the
police to take the bulk of responsibility
in organizing the community and
continuing to lead and facilitate over
the long-term.

e Unclear and differing needs.
Communities, especially those most
plagued by crime, are often unable to
clarify what needs to happen and turn
to the police for this expertise. Due to
the serious problems in the
community, residents may expect
police to be crime-fighters first and
problem solvers much later. This will
have direct impact on any problem-
solving partnership efforts. '

Even in communities where good police-
community  relations have been
established, the perspective of the
community can differ greatly from the
intentions of police. The following

Agencies with differing philosophies. Many agencies
approach the same issues as the police but from very different
perspectives. For example, those working in health and social fields
may see drug abuse from a harm reduction perspective and
support controlled availability of some drugs. A youth worker may
see drug use by street youth as self-medicating and turn a blind
eye while trying to help the youth otherwise. Police are bound by
criminal law relating to illegal drug use and do not have the same
options.

Such differences in perspectives can hamper healthy partnership
development, as well as make it difficult to find common ground
regarding issues of concern. Middle ground is usually achievable but
such different philosophies influence how partners interact with
and what they expect from police.

KEY CHALLENGES
BREAKING DOWN NEGATIVE PERCEPTIONS OF POLICE IN
HOSTILE NEIGHBOURHOODS.
FINDING WAYS TO WORK COLLABORATIVELY AND ACHIEVE
COMMON GROUND WITH AGENCIES, ORGANIZATIONS, AND
INDIVIDUALS  WITH  DIFFERING  PERSPECTIVES  AND
AUTHORITIES.
AVOIDING FRUSTRATION DUE TO COMMUNITY CYNICISM
AND/OR LACK OF INTEREST/COMMITMENT IN BECOMING
INVOLVED.

' Sadd, Susan and Randolph Grime. “Issues in Community Policing: Les
Volume II, National Institute of Justice,:Washington, DC, June 1995.

sons Learned in the Implementation of Eight Innovative Neighborhood-Oriented Policing Programs”.

T Home Office. “Beating Crime: HMIC Thematic Inspection Report 1998”, London, England



The Role of the Police in Crime Prevention

Monitoring
and evaluation;:

measu ring SUCCeSS

EVALUATION MATTERS!
Evaluation is increasingly necessary to
the success of crime prevention
initiatives. Done properly, evaluation can
be a tool for sound management, a
platform for building on success and
correcting failures, and a means for
demonstrating the effectiveness of the
community’s investment. Done poorly, it
disguises results, confuses cause and
effect, and irritates everyone involved.
The trick is to do it well from the start
and to help others appreciate its
benefits.

Traditional police measures of crime
rates and the number of arrests alone
will do little to reveal police effectiveness
in efforts that are focused upon
partnerships and community- wide
approaches that address social and
economic factors linked to crime. Chief
Lorne Kramer of the Colorado Springs
Police Department stated it well when
he noted, “We need a different method
to evaluate the effectiveness of being a
‘change agent’ in the community”.

What indicators can police use to determine whether their efforts
are yielding the results they sought? How can they show results, in
both the short- and long-term, to reinforce a focus on prevention?
Information gleaned from such evaluations of police efforts are
needed to shape police decision-making, influence police leaders, and
greatly affect police confidence and organizational commitment to
preventative policing measures.

WHAT DO YOU WANT TO EVALUATE?
Evaluations typically do one of two things:

e They measure the results of activities — impact or outcome
evaluations, or

« They assess how results were achieved — process evaluation.

Police typically depend upon changes in the official crime rate and
the number of arrests and incidents to figure out how much crime
they have dealt with and if the rates are up or down. With the limits
of a traditional response in dealing with crime - failure to deal with
unreported crime, the inattention to social causes linked to crime —
it becomes obvious that crime-based information alone tells very
little about how well police are doing their jobs or about the safety
of communities. Using this data won't actually reflect everything that
is going on.

Community policing partnerships require police participants to
possess a range of skills to effectively contribute to an interagency
effort aimed at reducing crime and improving quality of life. The
police agency must be aware of the need use these skills to assess
many factors in addition to changes in the rate of crime if they want
to capture the full impact of the partnership’s effort on the life of the
community.

I “Police Executives Tell What Works and What's Lacking”. May/June 1996. Theme: Evaluation/Assessment,

www.community.org/publications/exchange/e8interv.htm, pg. 6.



Remember, long before an evaluation
begins, the key to measuring progress
and in carrying out any assessment is
good planning in the first place. You can
not measure how far you have come -
changes, success, or failure — if you do not
know where you started or it is unclear
what you were actually trying to achieve.
That means having a clear picture of the
situation before any initiative begins.

Good planning typically involves the

following key planning steps:
« |dentification and description of the
problems;

e The development of an action plan
based upon that information;

< Sound implementation stage.

Monitoring and evaluating the work will
be much easier at this point because the
planning steps will articulate what you
intended to achieve and should reflect
the situation before you started. That
way, the evaluation will tell if the desired
results happened, what specifically
changed, and if there were other

outcomes.

WHAT GETS MEASURED?
A reduction in crime alone does not fully
reflect the range of issues that the police
respond to or what the public expects
from police. Police engage in many
activities that contribute to how the
community feels about their safety and
quality of life. Although some activities,
like dispute resolution or dealing with
rowdy youth, may seem to have little to
do with actual crime, such activities

“contribute to improved ability to prevent crimes or solve them
once they occur”. The public expects the police to address fear of
crime and deal with anti-social behavior and public disorder.

With broader public safety being part of the police mandate, police
need to think about the sort of indicators that are useful in
measuring impact on quality of life. While a decrease in crime may be
the ultimate goal, other indicators are needed to measure the steps
along the way that contribute to the overall goal of crime reduction.
Such information helps to demonstrate progress in the short-term,
evaluate milestones along the way, and determine whether interim
goals are being achieved.

The important indicators of community change and how they might

be measured could include

e Safer neighbourhood - mobilized groups of residents
determined to stop crime; reduced fear of crime as evidenced
through results of community surveys; increased use of public
spaces such as parks and recreation facilities; fewer victimizations;
enhanced resident satisfaction with the performance of the police
in ensuring their safety.

e Enhanced government capacity — more effective use of local
resources, less duplication of effort by local government agencies,
police, and service providers involved in problem solving; agencies
other than the police adopting missions that express accountability
for public safety; better information available for decision-making;
improved performance on issues prioritized by the community.

e Expanded civic participation and cohesion - residents
become more active in problem-solving partnerships; membership
in civic and neighbourhood groups increases; number of
community events related to prevention increases; faith
communities, business owners, and others cooperating with
neighbourhood groups on safety and prevention projects.

e Enduring support for proven prevention and
enforcement strategies — community advocacy for local
resources to continue implementation of a prevention-focused
program or partnership; a variety of local and outside sources
leveraged to support the prevention effort; sustained community.

« Evidence of return to “normal” life — more people use the
central business area of the community both day and night; more
children and families using the park; seniors visible in the shopping
areas.



e Improved quality of life — rate of
resident turnover in the neigh-
bourhoods is low; fewer complaints to
local government agencies that handle
trash and code violations; appearance
of buildings and public areas improved.

e Increased or more stable
economic activity - sustained
activity at neighbourhood businesses;
increases in rate of home ownership;
increased valuation of homes; less
transience in apartment leasing or
other rental property, fewer vacant
commercial spaces.

This wisdom about what contributes to
broader definitions of community safety
is not new. The NYPD learned about
public expectations and the expanded
role of police through their work with
George Kelling and other criminologists
and they note, “...serious crime as well
as public fear of crime can be reduced by
tending to ‘minor’ offences and
annoyances of urban life”. " This is further
reiterated in the paper, Measuring What
Matters, when the author, Chief Darrel
W. Stephens of the Charlotte-
Mecklenberg, North Carolina, Police
Department, points out, “As police
officers explore problems — and think
about prevention and non-criminal
justice responses — they begin to see
the links

conditions, fear, and crime”.  Plans to

between neighbourhood
measure these factors should be
included in evaluations designed by
police agencies.

USING EVALUATION TO MAKE A
NEW PROJECT HAPPEN

The above discussion of evaluation focuses on collecting and
analyzing information of existing efforts. The proactive nature of
community policing encourages more active, experiential evaluation.
Such efforts take the information that exists on the project or
program and through implementation attempt to prove that a
particular approach works.

The classic British research program known as the “Kirkholt estate”
aimed to reduce burglaries and is one of the best examples of such
an approach. Recognizing that “the world simply does not wait for
the pronouncements of the evaluation team to decide whether or
not a particular initiative works or does not” the Kirkholt initiative
aimed to find out what worked as the initiative was being
implemented. They set out to “find an area with a high burglary rate,
make it go down and tell us how you did it”. "

The key in a more proactive approach to evaluation is to be able to
clearly articulate what you did that brought about the result. Given
that many of the new approaches in policing are treading on
relatively new ground, such a research and evaluation approach is
very desirable. It provides relatively quick turnaround, provides
needed information for critics of preventative policing, and makes
evaluation clearly part and parcel of any initiative.

IMPORTANT PARTNERS
The police cannot be expected to determine the merits of a
preventative approach to policing on their own. The police can
certainly carry out evaluations in some situations but should utilize
potential partners to assist them in this work.

In many countries, research institutes and/or government
departments are involved in carrying out research and evaluations to
determine what is working in policing and broader community crime
prevention efforts. Partnering with such organizations and seeking
their expertise is a key way to ensure this work happens.

"' Bratton, William ). Great Expectations: “How Higher Expectations for Police Departments Can Lead to a Decrease in Crime.” Proceedings From the Policing
Research Institute Meetings: “Measuring What Matters” National Institute of Justice: Washington, DC. www.ncjrs.org, pg.22.

" Stephens, Darrel W. “Measuring What Matters”. Proceedings From the Policing Research Institute Meetings: “Measuring What Matters,” National Institute of

Justice: Washington, DC. www.ncjrs.org, pg. 58.

" Laycock, Gloria. “Hypothesis-based Research: The Repeat Victimization Story”. Criminal Justice: London, pg. 61.




For example, the U.S. Department of
Justice, through its National Institute of
Justice and the Office of Community
Oriented Policing Services, has held
seminars, carried out research, and
administered grant programs to support
the evaluation of community policing
initiatives and determine their impact.
Experts in crime analysis, crime mapping,
and specific crime issues have been
central to many of these evaluations.The
Helsinki Institute for Crime Prevention
and Control, an affiliate of the United
Nations, has published research that
reviews crime prevention strategies
that include consideration of various
policing models. It is important to draw
on this expertise and these partners
in developing and evaluating policing
strategies.

Universities and other educational
institutions are ideal members at the
partnership table. Not only are students
looking for real opportunities to hone
their research skills, but the institutions
themselves may wish to provide their
expertise in carrying out evaluations.
Consider contacting departments of
sociology or criminology, schools of
management, and public administration
faculties. The skill level is typically first-
rate; both students and educators are
often looking for projects and are willing
to lend their support as stakeholders in
the community.

Moving ahead without a sound
monitoring and evaluation plan runs the
risk of never being able to prove that
preventative policing works. Given the
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difficulty in establishing a new way of working in any organization,
it is essential to have a plan in place that makes evaluation part of
any effort.

Evaluating efforts is also a valuable tool in checking progress and
making alterations where needed thus increasing the likelihood of
achieving goals and objectives.

KEY CHALLENGES
» BROADENING THE DEFINITION OF SUCCESS FROM A FOCUS ON
CRIME TO BROADER COMMUNITY SAFETY AND QUALITY-OF-LIFE
ISSUES.
* GETTING OVER THE MYSTIQUE OF EVALUATION.
* FINDING THE TIME TO MAKE EVALUATION PART OF EVERY
EFFORT.




The Role of the Police in Crime Prevention

Investing in crime

prevention:
who pays?

MAKING AN INVESTMENT
This series of thematic papers supports a
shift to prevention in the delivery of
police services. What this means for
police is a reshaping of service delivery
that increases police interaction with the
community and  provides  the
opportunity to intervene earlier in a
more comprehensive way through the
development of partnerships to deliver
local crime prevention initiatives. It is not
that traditional police responses don't
work — they just don't work well enough
and they fail to give enough bang for the
buck. And that is where prevention pays.

Quite simply, prevention works! It works
to tackle crime; it works in preventing
crime; it improves police effectiveness
and increases the satisfaction of both
police and the community. Prevention
bears fruit far beyond that achieved by
handling crime through the criminal
justice system alone.

Countries around the world spend billions annually to support a
criminal justice response to crime — a response that sees more
people in prison and limited reductions in crime. Failure to respond
differently will mean escalating costs and serious implications for the
safety of communities.

A key component of a prevention strategy is the cost-effective
delivery of existing services through coordination, joint initiatives, and
integration. Economic evaluations of crime prevention programs
show that money invested at the front-end through prevention
efforts, saves expenditure through social, medical, and criminal
systems in the long term. Specifically, programs aimed at the social
development of citizens — including children, youth, and families,
provide returns one to seven times greater than what was invested.
Programs that aim to reduce the opportunities for victimization have
also produced returns in the same range. Investing in prevention
pays! It helps stop crime, does so in a cost effective way, and entails
other tangible benefits for society, which ultimately results in healthier
and happier citizens as well as safer, more caring communities.

RESOURCE IMPLICATIONS
Police budgets are stretched to the limit and calls for additional
funding are not often met with great enthusiasm. What are the
resource requirements to make prevention central to police
functioning? Since prevention aims to work with problems early on,
will that mean less expenditure for police in reactive policing?

Essentiall, community policing is not about establishing a new
program or about simply shuffling resources from one place to
another. It is about strategically using all resources — the brains,

" Waller, Irvin and Daniel Sansfacon. “Investing Wisely in Crime Prevention”. Bureau of Justice Assistance, U.S. Department of lustice: Washington, DC.

September 2000, pg .7.



abilities, knowledge, and skills — of the
organization to re-think how resources
are used to tackle crime. In practical
terms that means :

e Re-vamping the way human
resources are used through in-
house re-alignment and re-
structuring. Changes needed to
support more proactive policing at the
local level — devolution of power,
directed patrols, problem-solving
approaches, and partnerships — can be
achieved through innovative
management practices and a serious
change in the way police members
spend their time and energy.

e Adjusting the way financial
resources are managed and
shared within the organization.
Allowing front-line officers access to
limited resources to increase their
contribution to partnerships efforts at
the community level will pay off.

e Utilizing  existing  training
budgets to encourage the skill
development required to move
into community policing (ref.
Theme Paper 4). It is also possible to
explore innovative partnerships and
incentive programs to encourage
police officers to get training at local
educational institutions.

» Flattening the organization,
redirecting human resources to
communities, and relying on
more direct input from partners
to develop a more effective response.

Serious realignment that moves beyond changes at the margin
requires innovation, management savvy, and expertise. By managing
resources differently — both financial and human — changes can be
implemented without the need for new funds and expensive
budgets.

INVOLVEMENT OF PARTNERS
No one is expecting the police to fully finance community well-being.
As the police move into preventative, partnership policing, they will
find that their resources can be used more effectively to finance their
role. As other organizations become involved in community safety,
the resources of partners will complement and strengthen police
effectiveness.

Citizens and governments alike have become aware of the merits of
prevention. In response, resources have been allocated to support
best practices, demonstration projects and research and
development to learn more about prevention programs. Measures
include:

» The establishment of national bodies to raise awareness
about prevention. Such organizations typically provide
information aimed at compelling the public and community
agencies to consider ways to deliver prevention services.

« Governments developing in-house expertise to research
and share best practices re; prevention or supporting a body
arms-length from government to do the same.They typically share
valuable information that can be used to shape crime prevention
strategies and often set up more project oriented funding
programs to be utilized through community crime prevention
efforts.

The National Crime Prevention Centre in Canada, operating out of the
Department of Justice, has recently expanded its funding, a great deal of
it dedicated to community mobilization projects. The United States
Department of Justice continues to support local action and best
practices through its Office of Community Oriented Policing Services.
England’s Crime Concern continues to work with local communities to set
up crime prevention initiatives and continues to maintain good links with



government and government funding
sources as well as a host of private sector
companies.

e Community focused efforts
involving the support of
municipal governments or a lead
local agency that provides
coordination, a small budget,
and needed support to make
such collaborations work. Monies
can be raised locally — through
agencies, private sector, and in-kind
services — to implement the work of
such initiatives.

e Local organizations, which are
typically set up with a multi-
agency board of directors,
providing coordinating services
and some project delivery to
address the social factors linked to
crime. Such organizations depend on
the police as a key partner in
addressing local safety and crime
issues.

While the above efforts have begun to
give prevention a foothold, some state
governments in the United States are
making changes to reflect the need for
resources to be spent at the front end of
the system as opposed to after the fact.
Commitments made thus far by the six
participating states in the Embedding
Crime Prevention in State Policy and
Practice initiative, include:

« The reallocation and dedication of one
percent to five percent of the criminal
justice budget to prevention services;

« Combination of state-based prevention resources into a unified
stream with more flexible purposes;

= Assighment of one dollar per capita to finance prevention.

In addition, local initiatives in the United States have devised a variety
of strategies for encouraging sustained investment in prevention
initiatives:

e Development of local tax systems that generate funds for
prevention. Some cities have introduced a system where a
percentage of the total costs of every new commercial
development is used to support the resolution of social and
economic problems.

« Use of funds obtained through seizure of the proceeds of criminal
activity (called asset forfeiture in the United States) to finance
prevention services.

= Examination of the tax laws and government budgets to ensure
that they support the philosophy of prevention. That means
considering how taxation can support investments in children and
families.

e Call to the private sector, particularly corporate businesses, to
develop ways to support prevention from social and economic
perspectives. Some private sector companies that provide day care
for their employees’ children, ensure a number of subsidized spots
are available for disadvantaged children that cannot afford to
access good quality day care.

e Set up matching fund programs where national governments
provide investment to be matched by regional/local governments
for expenditure on specific prevention initiatives.




PREVENTION PAYS!
It is no longer an issue of debate: Prevention pays! Police have shown
they can achieve a great deal through improved utilization of existing
resources. It is important that police continue to explore their
options, striving to strengthen the institution and capitalize on the
expertise and resources of partners.

In some situations, short-term funds are being made available to seek
best practices, encourage demonstration projects, evaluate efforts,
and make information and training available to those willing to take
on the challenge of prevention.

Crime is complex and its causes are complex. The response designed
to deal with crime must be comprehensive, multi-faceted, and on a

scale equal to the nature of the problem — such a response must
include prevention.




