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I am a second geaeration police officer in the Royal Canadh ~ounted Police 

(RCMP). My fhther joined the RCMP in the 1940%. He is now and whai 1 tak to him 

about the "new direction" of policing in the RCMP, he srniles and teils me a stocy of waat 

"reaIn community-based poIicing is. My fàther polical a region of New BrtlLlSWick alone; the 

next officer was several miles away. There were no shifts to work; he was Sunpiy part of the 

conmunity and his role was mat of ''poüce officer". He didn't play the role eight hours a day, 

five days a week; rather, he was always on duty and when someoae needed help, they d e d  

"Geny': night or day. and he put on his boots and fesponded to the di. More than that 

hawever9 he krew his environment. He knew ail of the families in the community and he knew 

WtLo t~ see when an o f h  was commifted (who had probsbly carrïed out the crime or who 

couid teil hkn who did). He was a h  an integrai part of tbe c o m m ~ .  he playeâ sports, 

coeched, mt to church, helpod out with community events, etc., bc. He hm who he could 

trust, and the commmity ûusted him. 

Today? the RCMP detachment at Hartiand, New BNPSWick bas over police 

officers. The population of the region basn't i n d  k t  much, but wiety and poiicing have 

ohaoged dramatidy. Police foras strayed h m  the type ofcornm.nity-bad poIiciug which 

my fhther employod, adopting a much mon "profissional", 3ateraalisticnp and "segrcgated" 

type. Yet many police forces are once again merting back to proactive, commuoity-baseci 

policing. Those deparûneiits wbich have not yet naüzed the neeû to provide a semice which is 

more rtsponsive to the needp of tbc comrnimity k strves, are finding themselves bearing the 

bmt of increased controversy and scanda1 and inevitabiy, wül be forced to change. A police 

fbrce which daes aot repnseot the social fiber and refîect the values of the community it serves, 

is UltimateIy r&cmi by that community. 

Caoadiaoo in generai are incnasingiy demonstmthg their disconkat with the direction 

in which the delivery of pubüc smks (inc1uding poüciog) har kczi hcaded over tbe past few 

dedes .  'Ibe prohionai / pa&mdMc a p p d  0 the pfoyision of pubüc services b mt 

ru&idod to poii* d y ,  ntber it is a rigp of the dkcctim of public s d œ  ddivay 

~ o u r g o v o r P m o a b ; r t a n l c v d r .  
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wül better n&ct the needs of todsiy's soci*y while at the same the, preparing itseif f8r the 

friture. 

The thesis will especiaiiy treat tbis topic as it appiies q e d i d y  to diorming the 

dtlivery of police services. H m e r ,  whiie a geat portion of the thesis will draw upon poiïcing 

practices, it wi i i  ais0 aàdress the applicability of organhtional domi of police services, to 

service dtiivery in the pubüc sectot as a whole. 

To be more precise, 1 wiii demonstrate to the nadrr that sorne police 0 ~ 0 1 3 s  have 

made a conscious a r t  to restructure thar orgmidons and the meam used to deüver seninty 

services so as to be more responsive and attentive to the parti& needs of the cnmnUILities 

they seme. I wüi descn'be to the nadrr the extent of thae refonns, discuss theu "raison d'etren, 

and address their levei of success. AU of this will be done under the urnbnk of public s e ~ œ  

refonn as a wfioie m tibexaidemocratic societies. 

The thesis wiii begh with a lftetahue feyiew on o ~ o n a i  l e  and service 

dehery in the public sector. This thcoretid discussion wi. treat this subject as it relates to 

h i  democmcies in general, and the chnadkm context as a whole. The absequent chapter, 

entitied "OrganUaxional Refonn in the Police Sectop, is aimed at providing the nader with an 

mâerstanding of  current and historicai pracîices in the fieM ofpoiicîng as they pertain to police 

savice delivery as weli as management modeis in plice organitations. It wiIl aiso serve to 

introciuce the reaâer to the nasons why there is a perceived netd fw change m the field of 

policing. The next diaptex, entitied "The Concept o f  Commuaity-based Poiicing" wiIî provide 

the reader with an in-depth understanding of a relativeiy new approach to pdicing - 
cooomePtmg on dit approach ta th delivery of semiee by poüce orpkations to the 

communities tbcy serve. The foliowing cbapter* "Managmg Changen, wül look into the 

manageriai &mis that are i q y h d  by @ce orgaai?ations who adopt the d c e  delivery 

rnodel of comuaity piicing. 1 wül attempt to demonstrate to the rtada diat the mode1 of 

cummunity policing *uurat possibly s u d  unda traditionai m&is of police maiisgemeos 

T h e s n b i r e o ~ ~ d l m w t a d y ~ i f w r r a r e t o a r p e c t ~ m v e m e s t ~ h t h e  

~ o f S t L M c e s t o t k p u b i i c .  T h e f O i I o w h g t w o c b P p t c n . ~ P o l i ~ 8 i d r  



the success of "Community Poiiciog" as a mode1 for public savice refbnn, givm the conanis 

and apeaations ofthe C d a n  public as desCnbed in the openiag chal>tas of this paper. 



The g d  of the ürcrahue miew U to provide the reader with an understanding of 

mmt thought in acadmiic ütenmire with respect to the following issues: a) a h n  

a m p h i o n  of the concept of change m the public secfor, b) a discussion of the impetus for - h m  wbm is it deriveci and whaî are the specinc concem; c) the identification of 

gœIs which public oectDr organkations should mive for in order to meet the Wenge of their 

airrent dilemma; ci) the identification of fiictors which must be taken mto consideration by 

orgarritatiom wishing to ~ v e l y  miplment positive change @O& intend and e x t e d  

environmentai conditions); and, e) a review of various appfoaches or mindsets as to how public 

sector organidons shdd  Uaplement e&tive change. 

Once tbese stcps have b&n properiy treatcd, I beiieve that it wili provide the nader 

with a h n  unde- of the problem at hand, as weU as sipnincant insight as to how the 

problem may be appmached. 



"rnanagemeot d o m  witb strong politid spoasorship rather thaa a fiindamentai restnicturing 

of th public sector-" In each of these examples, the modus operandi for implementing the 

reform of each public service is quite di&rent. niue may be several nasoris for these 

dïfExences in appmach: me m o n  may smipS be that each country is fhced with(dBkat 

problems which must be addresseci in order to ameliorate the aciency of its bureaucracy; the 

other reasoa is andoubtediy based on the Eict that each Liberal democracy posess*i difFnent 

views with respect to the d e  of its govermnerit and this wüi play a signiacant part in the way in 

which each democracy will Mine "efkimcy" and "enhand perfOrrnance" of its public 

savice. Thedore, the &cuis used for obtaining "propei' dom for each liberal deaiocracy 

will be influenceci by the underlying idaology of the people; or of the governent who has taken 

upon itseifto implanent these changes on behalfof its citimiry. 

Canada is M y  an exception to thU d e .  We have witnssal a d o n  of ateernpts 

at public service refonns depending upon the govemnmt of the &y. Under Mulroney's 

Consenratives, the operational plan bore the oamt PS2000 and s0ugh-t to irnpme &ce to 

Cariadians through a aew management approach. Mulroney had accused the Cnnarlian civü 

servie of k g  'tnnsponsive, d y ,  and largeiy ï n d é c t i ~ e . ~  HU Uneo-conserwtivs" 

apprwch was founded on the principle that the public sector should emuhte the privcrte 

sector. Some of the changes ;idvocated by the PS2000 T '  Force were: 1) thas each 

appraise its own o ~ o n a l  culture and develop o r p h t i c m a i  gwlr; 2) that 

departments establish clientorient& seWce stanaùrdr; 3 )  that those who aetually deiiver the 

&ce (front-fine workers) be involved in the fômdation of these s e ~ c e  standards., 4) tbat 

sucb semice staadards be made public; and, 5 )  thet a monitorfng pmcess lx cneted within 

individuai depacenents to emun that seNice standards and the actual dehery of these seMces 

conespond to one another.' This, of course, was coupled with a serious " d o w n ~ "  plan 

rtduced the numba of Canadian civii..5ervants and their budgets sigpincantly. 

nie cormnhmt of the pccsent Chrétien govemment is to transfbrxn our public semice 

into one which is cbtapcr, yet raiscs the puality of d c e  providai to its ciicats. The Libenls 

have irnplemented two initiitiva: me r e W  ta senrfce stundmb, a d  th0 othr direaed at 



promothg quolity services. With respect to the former, the govemment issueci to the Canadian 

public, a declaration of semice de- standards by underiinmp its cornmitment to ennukg 

client satisfaction by abidmg by principles such as: 

providing accessible, depaidabie and h e i y  s e ~ c e ;  

btirig clear and open, by providing expianations of des, regdations and decisions; 

rendmng fair and respectnll treatment; 

affordùig good value for the tax dollars of Canadan citizais; 

and, k i n g  nsponsive ard committ#i to impmvement5 

With respect to the elaboration of pulity services, the Chrétien govenuneut pmvided 

guides to its deparhnents ou areas such as: client ccosultaton; measuring client satisfaction; 

workkg wifh unions; Qeatmg a supportive leaniing environment; ncognuing the work of 

m d i v i e  and teatm; implentaiting anployee surveys; developing savice standards; bench 

maikirig and best pmctices; and Unproving orguhtional camrnunications.6 

The Unportant point being made here is that severai i i i d  dernocracies have rec@zed 

a similar problem within meir respective pubüc sectors: that king the iaefficiency (or at least 

the perceprion of Mcieacy) of the M e s  responsiible for pmviding seNices to their publics. 

However, the approaches used by respe&e govmmeats to treat this <luaadary will ultimateiy 

vary depaiding upoa the p d e n t  ideoiogical underphhg of the society in each country at the 

tmie ofthe proposed changes. For instance, socinies vary to différent degms as to the types of 

d c e s  they expect as weü as the responsiveness of their government with respect to the 

provision of such Smnces. The obvious example of nich a key d i fknce  m îhe d e  of 

gavenuncnt may k f o u i  w h  compiiriiig Canada wiîh the United States; CenadiPos acpectmg 

a more active d e  of thcv govenments than do Americaas. Such fidamental kliefk of a 

society vis-à-vis its govenunent wül ultimately play a sipifkant mie as to the a p p d  

Pdopted by a govanment and its deparhnents whm undergobg such deeprooted changes such 

as~ostkingaawnedinthisstudy. 

o f ~ i m p o r t a a c e h ~ ~ ~ ~ ~ ~ ~ i s t & d i d t b a t t h c w m d r a f ~ r u c w t d d y  

r t J t c i c t ed to~ ideo Iog i i c s .  wcbll i~csnrhascanada,thc~nnofp~blio  

~nipydiObmriuCbrrAbyregi~COlliditi~wbichm9ydi~Myipgnoedrrpd 

wishuhaieregéaitoamtk. R e g i c x d ~ c s w b i e h m a y ~ p h y s m f ~ m  



any attempts at fe~tcuchiring the public secbr incIude: social indiCators (such as the education 

of the woMorce, hguistic ticdexations, age makeup of the popuiation, etc.); ecaiomic 

caisiderations (predominant indusriies, employment mdicaîors, tax-base, the degne of 

d e p e d a q  of the regional govermneiit on the Merai goveniment, de.); poiiticai considerations 

(a consenative govemment's approach venus a more soaalistic appmch, or a centralist 

approach versus a sepafatist approach, etc.); or. historicai considerations (such as a region's 

wüi to break away b m  perceiveci reMonships of the past as demonstrated in Quebec's 

révolution tranquille). What is important to note hem is the fact that in a country such as 

Canada, the ability of a Meral govenunent to imp1ement efncient change across the board is 

met widi a serious Wenge: the ab* to eikt iwiy respond to a plethora of ideas, values and 

conditions h m  several ngions. I beiim this to be a key raison as to why Canadia<u perceive 

their Idprovincial  govements as behg more sensitive to tbeir Deeds and being able to mort 

effeavely provide services to their public than the féderai government. 'Ibe fbct is that the 

closer a govenunent is to its cüents 0.e. a municipai government w. a federal gowmmnt), the 

les0 diversi@ that govemment has to deal with and th easier it is to iden* the precise needs of 

that community. ConverseIy, whm a fedaal govenunent attempts to implcment a program 

natiodde so that it may provide a minimum s e ~ c e  m a given policy a m  to di of ito 

canstihients, the miplunaitaton and delivery of that savice is aBxted by regional 

considetations. As a mk, any attempts to nfomt the fideral public sector mtut take into 

cousideration, and mpect, ngional diversiW. 

ûne other dement which will uhùnattIy a&a the implemmtation of nianagerial and 

stnictual~inanypubi icsmricektbevaryiagnatureoftbesc~~whicharcbMg 

ptoyided and the needs of indivitid "ciientsn in each policyfsenrice ana For instance, the 

complonty of n a t i d  heaith are vcmio the relative simplistic nahi= of municipal prbage 

coiiection dictates that the same approachcs to the &mi of these twa servicas mry xmt bt 

appmpliate in each case. Or, two equdiy compkx pmgmms which arc vay di&rat in the 

way iii whidi they arc deihmd 0.e. U~~cmptaymtnt InsPranœ versus the CBC) may a b  

n g a i r r v a y d i f s a c n L ~ i p p m a c h c s t o ~  . . - Podwnnœddivcyrefom. o r î c c e t h c  

p o m t ~ n i d c b a t i r t b i i t ~ ~ ~ ~ y b t ~ ~ d d a l i ~ l o g y w b i c b l r y r  

~ ~ i a i a O r t b t t y p c r a f S C N i c u ~ k d d i r a n d r n d a ~ ~ a s t o h o w  

livscscrvi~~~ucpmvidrd.ahderalgovernn#rta~otsmip~didntrtrMgtc~tmploiioii 



aU of its deparünents which wiii solve aii of the perceiveci problems in each poLicyfse~œ 

domaia Certaialy, we m l d  expect this to be thc very foundation ofthis new &&ma - the idea 

that govaiimeot must be respotlgye to the needs and wishes of &kens; or, uoing our new 

tenninofogy, to its L%lientS". As such, each Minisûy, Department and orgmidon is held 

cesponsible for meeting the exigencies of the people it serves in the most efnaent and efficave 

mamer. 

k is no longer acceptable for public organizations to dictate the types of services which 

they will deliver to the cornmrmity nor the way in which these seMces s i d i  be deiived 

(although resistance to this ideal continues to exkt in certain circles). What is now a<pected is 

that each o r p h i o n  tailor its structure and seMce dehery mechanisms to nilfill the 

fiDndamental arpeaatious and needs ofthe clients it serves; tabg mto consideration the diverse 

perspectives of the vaiying coinmunities within the overaü population. The d c a t i o n s  of this 

is, of course, trenmdous. Such a transfomation involves issues üke human resources (such as 

the "stress" causeci by such fiindamentai diange; recmithg, and trahi&; structurai 

norganiratioo; issues relateci to orgaaizational culture; and accountabiiity* 

Ine lnlplrus for C'hmge 

An essential element wbich m u t  be studied if we are to fbiiy w d e r s t d  the 

ramifications of change in the public sector is the question of "why are liberal àernocracies in 

the pmc*ls of implcmentiq hdamental nforms to the delivery of srnices to th& ciîiazns?,, 

inotherwords,wbatistbeUnpetusforsudicbangeandwhe~isthis stimuluscomirighm? 

How many of us have nood in ihe at a govermnent offiœ waitmg to be "served"? 

Once at the fhmt of the line, we expiain the "specîai c h m s t a n c a "  of our situation oaly fo k 

npüed by the public officiai in thc followiag mannec "1 fully understand your predicament, 

and I sympathLe widi you. Furthemore, 1 sgca with your argument. HOWEVER, the rules 



in which you were treated and the ineffective, cumbersome machinery we nfer to as 

"b~fea~cracy". 

Wbat caused public sector organbtioas to tnat us this wax as if they were an 

& d v e  6bacben? Weil, tbere were acaially some very valid reasons for govemmental 

departmenrs adopting thir approach when deahg with thw clients. F i  of di, such 

organhtions sou& to use stringent d e s  and regdations to ensure consistency and faimess 

when dealiog with the citizesrry as a whde. The logic king tbat aii clients would be subjected 

to the exact same rules and standardization wouid pers& Secondly7 such regulations 

encourage k prudent use of public fitnds, discourage cheathg, and adhere to the principles of 

ministe* responsibility. FUialEy, banhg any doreseen enviroamental changes, such 

machines may hction quite efnciently mie to the peg-ho- approach to deaiing with clients 

(Le. this client m e  these aittria; therefbre the "answer" to theu "problem" is x).' 

As most of us have corne to nalue. this machine-like approach to dealing with clients 

cames at a gnat cost Our bureaucmcies7 by attempting to enforce this one poiicy - one d e  

approach to us aii, bave iil equipped themselves to deal with extenuating circumstances7 and 

more irnportantly, to pqare themseIves to meet the rapidly changhg demands of modern 

s~aety.' As governent is fiseci with aew and more cornplex issues, we are quiclciy nalLing 

that this machmelike approach wül not work Adaptability and innovation are key concepts 

which m u t  be incorporated iilto the every day fiutionhg of modern bureaudes. 

From thir previous example, I M e v e  that we may COllfidtntly conclude that a 

pi~castmipetusforchsDgedi~m~&itsnn,tswithtbecitimvy-tbe"wen"oftbc 

system no longer nid the organhtious who provide th& d c c s  to be "usa nicadty". We 

n i a y a l s o c o n c l u d e t h a t i i i m a n y a s e s , u i t b ~ i t s e I f h a s r e c ~ ~ ~ l i m i t s o f i o  

own effectveness m these ever-changing ccmditions of post-modcmity. Tcchnologicai 

-ts, demographic changes, &bai intaadion, and au increased gap beh~an private- 

sector service delivery PlId t h e  pmvided by the public stnor are pli fiutors which have caPsed 

buneucraîic ofganitntims to lodc i n d  and iezhsilr the way tby & business. 

Auna Yeimnan iArntities t h e  ''cmtanporary dynauics'' to which public mamgmmt 

~mUdcsigncdtorrspad: 

maesredroarlrndniltiurlompl*, 



increased uncertainty or, to put it diflèrently, a requkment that we develop the 

c a p e  to adapt to ongoing change of h d s  which we m o t  predict or plan for, 

and 

incnased dernomtic arpectatons of govermnent and al1 kinds of service whre 

individuais andlor their p h l a r  communities of interest ask that they get to 

participate! in the design and delivery oftbe service? 

In e f f e c f  Ms. Yea~naii has taken my pmious argument two steps further. For one, she 

bas aclmowleûged tbat chauge is not ody necessary so that the public sector wili be in a 

position to cope with today's social ma@; but &O to enable govemments to hande niture 

changes which we may not even comprehend at present, Obviousiy hard-fâst niles would not 

p e d  easy adaptation to utdioreseen sÏtuatioIlSIenvirolltnents. But more interedngiy, Yeatman 

has ais0 identifiai another point *ch 1 fed desems furthet stu6,: this being the idea tbat we 

are witnesshg "mcreased democratic arpeaatons" with respect to the debery of public 

senrices. 

Why are citizens demanding more k m  their govemment bureaucraties? F i  of ail, 

tbue is a grnaal fée& in several liberaldernocrafic societies that citizcns h l  as though they 

are "enritled" to a betîer quolity of seMœ and smcbdelivery k m  their respective 

gov-.Io Thae is actually a &W over this very issue. On the one hanci, there is a 

liberal approach V, this argument which nco&nizes the igbrs of citizens and the responsibiiities 

of govemment to pmvide efficient services to the people. On the other hand, the conservative 

pnspcctive may be describeci as one of questionhg the ptacticaiity of such enimced 

u r e s p o ~ i ~ e s *  of govemmcnt in these twgh economic times. Despiîe this debate as to the 

degrœ of responsibilities of govemment, there remah, a resounding agnanair among vkûdly 

aii citizens widi respect to the idea tbat govemment must efféctively provide those savices for 

which it is rcsponsible. In oîher words, whatenr the goverment decides to do, 1 betfer do it 

WU! ' I b e r e i s s < m a g ~ t h a t a t a a i s p n e a t i t l e d t o a n ~ e , ~ c i e n t g ~ v t m m e n t ,  

TbesccondrawnwhycituePs~daapadingakttaqualitydsaviadelivery~ 

t b a r g o v e r m n e P t r U ~ r c W t ~ b ~  the~mofthcnœdfôrgov~nrm~l l f to  



admbkkr &seIf in an economicaliy nspoasible fàshion." Citizens have watcbed their own 

taxes rise dtamaticaiiy over the years in Whiaüy every h i r a i  democracy. Citizens are 

Wa>ally unanimous in their d l  to fkeze or men decrease the levei of taxes they pay and they 

are extrmely cogeiraDt ofthe direct relationship to the amount oftaxes which they pay, to the 

level of govement spending. This may seem to be a ratber el- concept, but the fàct is 

that m a q  people do not see the economic ene*s of an mefncimtiy nm governent untii t 

impacts diredly upon their own pod<et-books. As a matter of faa, governments themselves are 

playing on this veiy concept in several publicity campaigns aimeci at sensitinag the public at 

large as to the n-e effecD of ''cheatiq the system"; whaher it be "working under the tablen 

(and not paying taxes), or claimiog bene@ for which they are not entitled- The point here is 

that citizens are insisting that govement get its own house in order W o n  considering placing 

any M e r  financial burdens on its taxpayers. Emrs and inefficimcies an costiy and must be 

corrected, 

Howmr, the hplementation of any initiatives to address such concems hply a 

signincant investment at the outsa Yet, as it was pointai out m a British Ti.easury guide, any 

such investment will be M y  oset by diminishiag the costs of emrs ove the long terni: 

"The cost of correcting midus, npeating work, aad pmviding supervision and checking where 

quaüty of scMœ is low, au, be considerab1e. These costs duce dnvnatcaiiy as quaüty of 

s e ~ œ  is improved"" In other worâs, although an initial hvestment is nquV#S the result wiIl 

guanrriret a sigpincantiy mon e&ctive government wbidi will provide a higher quaiity of 

senne; minus costs relaterlto enors. 

F i i y ,  ntums are demanding a bater quality of s e ~ c e  delivery h m  t&ir 

because they are simply more " ~ w a r e ~ ! ~  People are mon biowledgeable of the 

issues which a&ct them and they are more cognizant of the ways in *ch policies are 

developeà and implemented As a mit, cituau se& a system which is fesponsive to their 

needs and diey insist on bcjag given a chance to provide input to those w b  can makc a 

dinameç, mmciy, to the semicc delivcrers. 



ffiowledge is a hdamental element of the success of the public sector. It is 

imperative tbat public organizations fecogniz their lllnits with respect to howledge. I f  i&ed 

the public sectar wishes to improve upon its s e ~ c e  deüvery, it must tap the insight of the 

people t serves. Externai murces are vast and p o d .  Whether they be f o d  in private 

instihrtions, inta*d groups, or are shply users of the system with a unique perspective not 

aMilable to those who are trappeci in the everyday fbctioniug of the organization as a whole. 

nie mation of partaerships and the implementation of mteractive consultative techniques wilI 

provide iwaluable cesources ta these iastitutions. 

indeed, many oqanizations thanselves have m e  to recognize that any successes in the 

niture d be based on th& ability to be anticipatory, flexible, responsive, inquisitive, 

innovative and adaptive. nie only way for organizatons to accompiish this goal is hr than to 

be aware of their "extemal envllomait". To be efficrive at this, organizations (either public or 

private) must 

wcan thnr externa environment to capture relevant signals; 

ainterpret the simcance of outside events; and, 

m t a k e  appropriate actions within the orgaaizaton to align it with anticipated 

environmentai ~0[1ditions.'~ 

What is important to note here is that organizaîions cannot d o w  thanselves to simpiy 

"consdt" thcir clients. Tm o f h ,  governments have sought the input of the public without 

heeding to the signais wbich they received thmughout the pfocess, nsultmg in public cpi~ism. 

'Ibt public seetor, if it is to be succesSnil in the firtuse, must cmtbualiy conmit their clients -4 
be mpomîve to their ireeds. To do anything Iess would be inefncicnt and uitirnaîely lead to 

fiirthcr public disCaitem; undennMing the aitirt pubiic-dom pmcess *ch we are 

wihiessing* 



Altemative Organktioaal F o n d  which identifieci "four cnticaI pressures which must be 

addressedn. They are: 

r denand& fôr increased seMce to the public as weii as demands of stakeholders to 

be more imrolved; 

pressures fw greater involvement and participation of StaSF, 

the n d  to adj- to the changes of new technology; and, 

the n e  to provide essentiai public goods and services at a lower co~t. '~ 

1 cotlclude that the n d  for sigpificant d o m  in the public s ~ o r  is uot based simpiy 

on a shift in ideological beliefs throughout liberal democracies. Rather, the impctus for such 

change, based on my feyiew of the aiment literature in the field. as well as my own personal 

observations, is fouuded in the realization of the public and govemment fbr the netd to respoad 

to new dynamics. The world is no longer what it was: economies are intertwined and 

competitiverms is fierce; populations are higbly mobile and national demographics are volatile; 

techol@cal advancemats arr rapid and 6r-reacbing; and publics an insisQg on playhg a 

more active role in govemment with respect to the provision of s e ~ c c s .  AU of these tniisnùs 

are set in a background o f d i f f i d  ecmomic times and a willipgness of g o v e ~ t s  and thek 

nspectM populations to deal with substaatial debts. Although the political ideology of a 

population wül dictate the pmise role of its governmcnt, the demand for an e5fenive and 

responsive govermntnt nmaiPs CO- across ail tiberal democracies given the conditions to 

WhiChIhavtreferred 

' l f the  rate of change outside the orgmkztion ts greatet 

than the rate of change im'de, then we are W n g  rrt the 

beginning of the endwL6 



identifL what %etter- wouid be. Or, put dÏfEeraitiy, to wbat end shodd governments snive in 

orda to achieve a pubiic seMce which is more suitable to the needs of citizens? 

Having reyiewed extensive literatun on this vexy topic, I must f i t  h m  the outset 

that 1 stro3y favor a very practical approach to this particukr question. That is to say that 

some of the literature which dehes  a Cbbeüer" pubiic seNice dials mon with this subject in 

abstract tenns. The attempt of some authors was to try to change the underlying ideology of a 

people in order to cmte a more effeave public s e ~ c e " .  This, m my opinion, is contnry to 

the approach we sbouid be seeking. Rather than seeking to change the people to f i t  a new state 

qstem, we shodd be sedring a system diat fesponds to the wili and the needs of the people. 

One author chetopeci a list of criteria which public organizatious mu& meet in order to 

be able to prwide qaality public s e ~ c a "  The author has divided these cntnia hto thne 

broad categories: 

1. Respollsiyeness: This Thisrs: i )  to the bbresponse&rne" wbich it takes for a citizai to 

receive senice h m  the cornsponding public servant; 6) to the "poiiteness and mgad" with 

which the citizen is treated during the "transaction" of suvices; ad, iii) to whether or not the 

pubiic semant is attentive and considerate to the indMduai needs of the c b  or to the 

pataitial uniqueness of the ciient's situation. 

2. Accessibility: This category pertains to: i) the flexiiility of operating houa so as to 

account for the varyi<ig needs of aii potentid clients (due to work scheduies, personal 

engagements, schooling, etc.); hi the approxinration of smRce access points to clients so that 

thy are "reasonsrbly" accessiile to aii; iii) the equaliry of access to those cüents who an 

physidy handicapped; iv) the nduction (or elimination) of the dupIication of services - 
ailowing citizens the c b c e  to conduct several ''transacaons" with govemment k m  one single 



access point (Le. single window detivery which wili be discussed later); v) suitable 

diversification for contact which @es clients several means (where feasiIe) to contact the 

savice providers a d o r  conduct transactions (Le. infilines, web sites, amid, fax. ma& etc.); 

and, vii  the muate  dissemination and provision ofappropriate information maXerial as weii as 

proper access to the necessaq niateriais required to comp1et.e a transaction (Le. obtainiiig 

proper forms h m  the post offi= or via e-mail, etc.). 

3. Relicibility: This h a I  subset of cntena niates to: i) whether or not the services are 

made available in the way in wbich they are advertised; ii) the precision with which these 

tmsactions are perfomed (ie. âee fiom emrs); and, üi) whether or aot the s e ~ œ  pmviders 

are living up to the standards which they have prornised they would keep to the client 

population. 

This in my opinion, accuratey sums up the type of s e ~ c e  which citizens are seeking 

h m  their govemmmts (or any other organization for tbat matter). 1 am sincereIy convinced 

that any government orga&ation which Iives up to these standards wili ultimately gain tht 

cotifidence and respect of the population(s) it serves. if we r d  the reasom to which I reamd 

eariier outliniqg the impetus for change, 1 believe tbat ali of the motives for change are covered 

in this outüne for the ''qudity delivery of pubüc servias". As such, I suggest that these criteria 

constiaite a "bcmr way of dohg business. 

What we must now bok at are the factors which an organization must take into 

consideration beforetwhiie implementing change. 

Fuctots of Chwtge 

U d  now, the thme of thù paper has been antend around the d i a i o n  that public 

O ~ O I I S  must make thunselves more adaptable to heir mvimnmmts whether these be 

inianal or extemai conditions which have maturd beyond the capacitiw of the orpizations 

thmsdvw. 1 have also suggesteà whiit 1 beiieve to be the ultimaoe goai of nich organizations: 

that thcy becorne responsive, accessiile and diable in the delivery of* d c e s  to ciiaito. 

In order fDf me to caanplete my ugumcnt (which is to a t p b  the logid psth of orphtiaars 

~tbeirpreaontstatetothearrainmatofdwitdcsmdgosis), two stcpo replaiir alto ;dartitv 

spccinc~rsb~ovSopmcpitrdtbcstorgrnimiairrwbichmustbcmnititnrcd~thc 

tnursfOnnatimp~;~b)t~ideahayrpeeiecsppioicherwbichhvJucb~~ 

imphaeat cbspee m die public sccbr. This portion oftk pppcr wül dtpl with tbe former. In 



orda to property orgauize this portion of the paper, I wilI divide the environmemtal compoaents 

into two distinct categories: m t d  and external factors. 

Infernal Factors 

The fust condition which I wodd iike to discuss is Ieadership. 1 fée1 that t is very 

appropriate to deal with this eiernent nnt due to the key mie of the leadership fiinction in 

organktionai change. 

1 wiiI begh the discussion on leadership by nrSt addressing the d e  of the leader during 

the t d r a i a t i c m  p m s .  In order to do this effkdvely, it is important that I begb with a 

m o n  of what a "leader" is. This is particularly miportant because I beiieve that in many 

orgaaizations, leaders confiise their own roles with tirat of 'hamgers'' and in uncertain times 

(Le. when extensive change is taking place in an oqmhtion), it is imperative that a leader lead 

wu. 
A v q  famous expert on leadership bas addressecl the very point of distinguishbg tht 

d e s  of leaders and mamgers through the use of an alleg~ry.'~ The illustraton goes something 

Lik this: An organitaton was taskcd whh cuaing a Iarge path through a -ty thick jungie. 

The workers were provideci with the proper toois to do the job, given adcquatt instnictions, and 

pointcd in the right M o n .  Fmm the very begimiir,g, the workers took this challenge to kart 

and dili@y set out to meet the d k y  date which had been given to them to cornplde the task 

The msaagas wen -y dediMtPA to the success of the pmject. They had created effective 

schedules for the workers; SnpIeinented pians to ensure diat the machetes were properiy carcd 

for and sliarpened; ansund that the workers were weIi fai and cand for, mcludiDg physical 

training sessions to hpmva upon theu strcngtn; and they quickiy raolved any disputes arnoag 

workerswithcespecttoterritoty,etc. 'IhelenAeroiitbeotbcrheid,dccidedtochbtociretop 

&the higbas trcc in lhrt partiailarjungie. Once at the top, he l a h i  ail aramd and studied 

thcenrito-. ~he~suUncdbimsfftbathchadaLXUraftIyattaiPedtk"big 

picturc", 60 calbd dmn to bis mamgcm in a lad voiœ rnd yeiled: "Wmg jMgitlln The 

mangers ccpiicd: "Sut up, wc're nidtùig pmgrrssl! t" 



There are severai lessons which one may leam h m  this story. The first is the necessity 

to m h e  tbat it is extremely easy to get caught up in the minor details of a project (management 

issues) and fbrget about the "big picaire". If no one chbs to the top ofthe tree to veri& the 

direction of the organhtion, thea aii of the work may be for naught (men if the eotire 

organhtion is very dedi@ and efnciait). In the case of public organhîions, even if the 

organhtion is weii managed and m en ic idy  (nwi an inîedmanageriai perspective), if 

the cficnt~ are not satisfied with the service being provided, thm the organization bas smipIy lost 

a9 W o n .  So the fust tesson is tbac the leader rnust ensure that the orpkt ion  is adhering 

to a proper "visioan/dkectiotli. How the vision of an organinition is determineci wüi be the 

subject of m e r  discussioa iater in this thesis. However, what is important to nmmik is 

that the leader m u t  make sure that the entire organhtion is aware of this vision, aad must 

cantimrally mo&r the perforxnauœ of the organization as a wti01e to keep it on the ri@ path. 

Secondy, when fàced with cbarige, the leader must iristigate such change '%th the d 

in midntQ 'Ibis means that in the pieseiib context, leaders of public o ~ o n s  must 

detamint d y  wheretheirparticularo~onsmustgo,  andthmsettbtcouistfbrthc 

organLation to attain tbat vision. Change is a very strenuous exetcise for most - it implies the 

imlaim and malces most people in tbt or$amzaton quite netrus and amious. )Iowever, if 

Ieadenhip pmraüS and clair diredon ik pmfOVlded, the entue pmcsss is las ambigwuo ficni the 

outset and the ad remit wiU be attained more @ckly, and with greattr ease. 

Fniaqr, by climbing to the top of the tallest ûee, the leader ensures that bit entire 

aiviro~ieat ofthe organidon is appropriateiy d and considered. This is mt ta suggest 

tht the leader accept fidi rtspollsl'bm for complet& the enviroIlZntPtal Ocapnms fûnctim of 

thecPdinorganization(to~yaysowculdbtcoatrarytowhatIbavep~. However,itis 

the mk of the leader to k mare of die averaiî enviromnent of the o r p h f i o n  so that bc may 

ascatPin wbeditr or not the organiration is hcading in the proper direction. 

AU of this implia brefore, thst in oodcr &r the transfodon pmcas to be 

~ k i o m i p a r t i V e d i r t ~ l a d e n h i p b e ~ ~ l l v i n c e d o f t b e d f o r c b a n g e . ~ ~ i t  

p r O v i & c l ~ d i r e c t i m 6 D t ~ ~ o ~ n w a h n s p c c t 0 m e g o l i b o f c h s a g c .  mir 

absoltifeIyhylD~impCr?niar~ionproccrsb 



"Tomorow f leaders musi be agents of change. They m t  

&O good ut communicating th& ob~ectives. listem'ng tu 

advice md explainhg their decisions. Ancl most of 011, they 

mst be good at motivating their employees. ewn in diflcult 

times. '"' 

The second etement which 1 wodd üke to address is the human fadot. An 

organhtim is ody as good as hs people. The human side of any organization represents its 

very fbundation. Fmm a purely economic standpoint, salaries accomt for the large majority of 

an organization's budget. This fact alone shouid place an m e l y  higb prionty on makjng 

sure that the human resouras of the organizaton adapt weii to the transfomon process and 

mnah motivated and effective throughout. From a s h c e  delivery perspective, an 

organization caints on its hihidual mernbers to act profkssiody and according to the 

staodarb of the organktion. If one person is disgnintled, uninformed, or incompetent, his/her 

performance wüi ükely impact upon the ceputation of the organhtion as a whok. As a m l <  

any attanpt to change an ocga&ttion must fint take into consideration its key murce; the 

I?eople- 
The stnss related to change in an organication must be caiculated and appropriately 

addrcssed throughout the ki these hard ecoaomic thes, change bas O* beeo 

assocW with "downsùing", physid moves (tran&rs of head offices and perso~ei), and 

"dohg more wilh Iess''. In many cases, these fears are vaiid and ouch realities are a siwcant 

sign ofthe ameJ. To add to this stress, organidous are attempting to mtroduce new service- 

delivery concepts; thcy are changbg the senictms of their organktious; and tky an tcying to 

mcitetbeemplayeestokimagmatm . . and d v e  in hding solutions aimed at se* the 

"clientsn (who used to be teferreci to as "Users", "taxpayers, or simply %tizens"). In surn, the 

exnpbyee's enviranment, minciset, and worWoad has draagcxi drastidy. Evcn the terminology 

has changedl 'ïhercfore, the impact of nich substantiai change could be nrrpl to some 

aiipioyea (, dr orgaPuaticm itseif), or it could k stimulptiag ad "üfbchanging 

fbr mwt anploytts (&us invigocating the orsapuation as a wbole) - dcpeidiae on bow the 

orgpbt ion hcsts tbe hrmaiifiebor m the t r a & ô ~ * o s 1  PLOCCSS. 



Wbat can organuations do to make the transfodon pmcess as least stnssfiil and 

men insigoratmg for its employees? F i  of aU, as 1 have already aliuded, clear direction must 

be affDrded. Leader@ is key. "Employees expect to be cod ted .  They arpect thar ideas to 

be sought out and theu mntniutio~~~ to be dued. The leaders of b m o m  must there&re 

show open mmdedness and an ability to arrive at innovative solutions. This meam nstoririg 

codïdmce in the work place, promoting team woik aud inspiring otbm to follm you whae 

f hq r f~a r togo .~  

Secody,  the "end vision" must be comrmmicated to the enth organization Lack of 

clarity can lead to nunon a d  disgruntlement. Mbrrnation must be clearly communicated and a 

means must be established to pmvide for feedback h m  the employees. 

Tbirdly, employa coasuItation must be implernented. As refèned to in the previous 

quote, today's empioyees expect to be consuited, and dyr expect to have  the^ ewcems 

a d d m d  This cmbidy is notto say that the organbtion should simply "give in" to ail of the 

wishes of the employees. Howevet, such suggestions shouid be seriously considered and a reply 

(posiûve or negative) suppiid to the anployees providirig the ratio& for the decision. 

Fourthiy, employee aainmg is of great siguficance. An orpnkation caunot simply 

expect to cbange its entire way of dohg business *out adecpateiy providing trainiag for 

those Who an responsible for the impIementation of the new methodoIogy. Training may take 

on different forms. For msfance, in some cases, employees m y  have been forad to ~ U O W  

dinaives through manuals aLi of their careers. Now, they are expected to utilLe imagmative, 

proactk mauuns m pmblem s o b g .  A fOnn of ûahbg which shows employees how to 

arpaad th& horizons and idente new problem solving techniques (Le. akmative dispute 

tesolution trainiiig) may be appropriate. In oîher cases, specific trairiiag may b requVed for 

the utilimh'on of more e f k h  took (Le. computer programs) or for the implaneptation ofmu 

SeMCCdCiivery pmgnuas. Or, in the transfocmatiotl piocess, some anployees may be 

requested/rquhd to Pafprm complcbsly imrrlated tsplrs to those -ch tbey had prcviously 

niifiiled In these cases, training is obviaisIy primodiai. So wbtther the training k at a maao 

o r i n i ~ t ~ I ~ ~ p o m t ~ m a d e h a e U t h r t h O W I ~ r r a d ~ d ~ a n ~ ~ h  

forthesuccessofsny~nnasiioopmass. I f a n o ~ a i c x p c c t s t o ~ n n m a m o r e  

etnacar mamer while subjccting itr anployees to nibrtiiitially diEh& ccditio~u, propa 

tnipipgdbeamm 



Through the tnmdbrrnation pmcess, the organkation must instill a sense of positive 

chanenge m its employees. When employees feel as though they are a d u e d  asset in the 

orgmidon, and whai they an provided with the necessary support and skiils requind to 

becorne mon responsive, more accountable, and more innovative, then everyone is a winner 

the employees îhemsetves, the organhtion as a whole, and most importantly, the clients. 

The third intemal elemeot which must be considered dwing the transfionnation pmcess 

is ogoni@ond culiure. 

An organktion's cuItun is an expressioa of its upe~nality": its characteristic way of 

Qing things. An orgaxktion's culture d e c t s  the things its staff value, the goals they 

collectiveiy pume, and the way they pnfer to operate and to manage themselves? Obviously, 

an organiZation7s culture may hamper zrttempts to implement change as this wodd be v i d  as 

a düect threaî to wistiog 'pnfennces" (regardles of the validity and &îveness of the way 

things were doue). 

1 see organidooal c u b e  as consistmg of two key ingredients: 1) "structurai culture'' 

- the culture instilleci into its employees by die orpizatiou iaeV (Le. forcing a viewpomt or 

way of do& thingr upon employees over an exteaded period of th ) ;  and, 2) the prâerences of 

empioyees (such as descn i  in the pncediag piuagraph). 

It is important to note that two types of orpkationîii culture exkt for a oarple of 

msons. Fi of ail, in the con- of some pubtic oqpidons,  mployees have km told to 

serictiy adhere to the rules and policies of the organization throughout their careers. Now, 

organizations are requesting that tbis previous culture be canpletely disngarded and request 

that their employcts initiate change, be proactive, and use cornmon seme in ali s e ~ c c - d e l i v a y  

fhdons. The second point 1 would Iike to makt here is that m the present context, 

has ~cognired the i n ~ w e s s  of the culture it has created in its organhtion 

and has unilatP!raiiy deci& to change this. As a dt, the employees aie arpected to adapt to 

this decision to celiDquish theù own cultural cleavages 6.e. th& pnfêmces of job 

performance). F idy ,  once managanent has acceptecl the aeed to change, tâe modification of 

the ''structurai ailtuten is virtuaüy automatic - the new d u r e  is M d y  imporcd on the 

anpkyea, Wbat nmpipr is to win the emphyea over -a@, by providhg the pmper support 



and sl<ills which will m o v e  any féars of wbat is to corne, and by demonstrahg the 

inefktiveness of old prekmces, and the advantages of new ones. 

The fburth i n t e d  eIement which 1 will now discuss is communicattgon. As 1 have 

already mentioned, it is ofthe utmost importance that ai! employees be made awan of the g& 

which the orgadzaîion bas estabüshed (the desired end result). This is fidamentai if we 

expect exnployees to come on board and be eE&ive d e r  difficult cùCUmSfZUlces. 

niae are five hdameatals in communication which mua be nspected durhg the 

~ o f m a t i o u  process? The first is that messages should be finRed to the strategic pupose 

of t h  change initiative. Li othu words, when the organhtion is cornmunicaQig to employas 

that savice deiivery aeeds to be improved, it should &O clearly ide* the reasons for the 

identified change, what the new standards d be, the baients of attakiing the desired goals, and 

who wüi benefit h m  these changes. 

The second is that communicatiom s h d d  be realistic and honest. It is impemtive 

tbat the entire O ~ O D  believes and understands that the decisions have beeo made opedy, 

and by considering a&asiible hctors - both good and baci. It is not mfEcient to simply 

identify the positive effeds of a decision, but rather ta comrnmicaîe discussions centend 

aromd possible negatM d t s  in a rneanlligntl manner. 

Third, communicalfons murt be prooctive mther than reuctive. Communications must 

be an integral part of the pkiiniag pnness and not just an afferthought aimed at damage control. 

P d v e  communications wiii heip to avoid the n a d  fôr a defénsive position and wiii coanmi 

the sincenty ofthe organizaton's openness and honesty to its employees. 

Fouah, messages should be repated consfsfently io the emptoyees fhrmgh vurious 

ciumnek. For example, a message h m  management is ofta Msùiterpreted becaw people 

often have a tcndency to "nad into" a message that which tbey want to bear (especially when 

that message is unpopular). Reqxtition of a message through various cbanaels of 

communication v d i  sdidify the message end leove t less to misinterpretation. 

F i y ,  uverme~ of MO-way commtolimtion am essentid to help easure suoctaâil 

mipIenmW0a ofthe changes. in cffsq consultation wiai unployes should a h  be proa&vc. 

E m p I o y # s w r n t t o ~ b e P i d a n d t h s s h a ~ o f & ~ w i l l  ükeiy kquestionaiifitis 

d D a c ~ ~ a ~ ~ o i ~ t ~ o ~ ~ f i r a p ~ p r O v c d a c t i * ~ b l .  Furthermoeif 

~ w i t h a n p I o y e e s i r m d e e d m i p I ~ i t U m i p a r i t i v c t h p t t h c o ~ ~ ~ ~  



respond to any suggestions, criticisms, or comments. Wùether nich response is positive or 

neaative, the & prowss will lose credibiiity ifanployees do not fée1 that theù input is being 

SeriousIy considemi and eval* 

For all of the reasons previously stated, change causes uncertairdy and stress. It is 

therefi,re aiticai to miplexnent a sound communication plan which wiil belp to provide clear 

direction, avoid ambiguity, and offer a means of exchange of information beh~een managernent 

and the employees of the organidon. Such a plan m u t  be thought out in advatlce and 

implemeated h m  the very beginning. if succeSSfil1, it will alw create a foundation for fuaher 

commwLication üakp once the transfodon has been completed. 

The fifkh internai elexnent which m u t  be considerai in the transformation pfocess is 

ceiaîed to structural &ange. Obviously , it is important to cboose an orgaauatiod structure 

which will reidbrce the goals of the new s e ~ d e l i v e r y  approach. For instance, to set up 

s e ~ c e  dient teams, elimEate hyers* caitralize or deceatrsilize work as aeeded, 

and to avoid any duplication oftasks. 

In the present contnb, public o ~ o n s  shouid choose stsucbires which: 

1. Supports empowerment: a) by king non-hienuchical aad by decentraking 

de&ionnialtia& b) by allowing reporting to te hfbnnai and based on c) by king flao'ble 

in the assignmed of roles and taskq d) by proYicihg good intemal communications; e) by 

fbsbdq expaimeotaîion and innovation; and, f) by promoting effeictive use of infbrmation 

techeology*= 

2. Suppm teannuork: a) providing clients with ''one-stop shopping, and, b) 

consishg ofnnilti-discipünary or cross-fbnctional teams. 

in order to accomplUh bis, the organllaton must nrst take a very close look at whst it 

is do@ and how ït operates at emy Iml. Once that has been completai, it would k wise to 

seek input fmm aîi lmls to obtah tbe greatest m b e r  of at tedves as possible. Then, the 

most e & & k  solution may be chosm based on a well informeci bis ion t h  hso amsidmd all 

possible avenues. 

- - " rimanr J. W P ~ .  ~ b t  si& af- (sari ~nadico: JV- 1996). pp. 39- 
41, 
s 

David wrigbt, *sUwtmi hmvation in Gavcrnwnt &ga,&&onsn in vol. 23, 
na 1, b m c r  1992, pp, 29. 



The nnal element which must be considenxi in the traosfomiation proass  is the issue of 

empmmmentt This wiii uodoubtedly be a major consideration when fealigning the structure of 

the organizatioa. 

What is empowerment? The term can be reférred to with varyiilg degrees dspeeifiaty. 

ail over the world to be reçognllal COllSUlted and vaIued? In tbt specinc CO- of manager- 

employee relations, the tenn empowermen? mrolvs mund the concept of "enabhg 

In a command and control management culture, delegation is 
usw11Zy undemtood to tnvohie hcmdlng over taskr to 
employees who folow guidelines. moid tuking n'sk and who 
cany out dkties in traditional, sanctioned ways. 
Empowennent, by contrust, encourages managers, 
supeniisors und employros to try new ways of achimhg 
gmk, motivating them to be creut&e and irmovcltive ni 
improving the service rhay deliver. Empowerment usks the 
employes to be accuuntable fir their actions withtn an 
emllVlronment which accepts a degrec of risk-taking cmd 
acknowledgs intent as well as r e ~ l t ~ . ~ ~  

Empowerment is not ccmcenied with h m  managers can get employees to act as 

mamgen wouid k, ratber, it is concemed witb what managers can do to fbster individuai and 

cuiiective action by employees to the bene& of the orpht ion ,  i ts mamgers and ito 

employas. The objective is to make the bcst possible use of employees' kiowldge and skilis. 

While this idea may be quite amactive on pepa, the rrality of the M o n  is that there 

is a signiacant amount of resistance to t Fust of aii, some managers are not at easc with 

"gishg up" a signifiant portion of their "power". Others are pafktionists wbo on 

simply a ploy ta pIaœ respom'biiity on employees when &bgs p wrong. 

Tbe fact of the matter is tbat t k c  is some risk imrolved in devoivbq powa to lower 



-hg in miad that the ultimate g d  is to provide services in an efficient, responsive and 

innovative W o n ,  the devolution of power can only enhance the chances of this happening. 

The &enta1 Eiwironment 

The 6ust dement of the orpkation's extemal enviroument which 1 would Like to 

addrcss is accountiriiüty. Un&r the pnsent systnn, the ultirnate accountabriity in the public 

sator lies on the shouiders of respective ministers. Ministers are responsible to the House of 

Commons f6r the admtnistrah 
* .  .on of the decisions oftheir departmenîs and the actions of public 

seNZillfS Ming under their jurisdiction. As such, if thae is a "problem" in the department, the 

mmister dthtte1y has to answer to the people (imduectfy through Parliament). 

However, then is another dimension to accountability in the public sector which, in my 

opinion, is much more relative to the question o f  fùndamental change in the deüvery of service 

to the public. This dlnaision tevoLves arouad placing the emphasis of  the organkfion's 

responsibility nMn "accountability up", to "accountabiiity down"? In otber words, if public 

orgarktions an genuinely interested in providing a service to clients which is fesponsive, 

accessible and reLiabIe, then acaw1~i i i i ty  m u t  be dincted downwards - to the clients 

thcrnseIves. Of course there remains a dimension of accountability towards the uitimate power 

of the nation - Cabinet a d  Parliament. For instance, budgets, laws and general policies must 

be mqected Howmr, the impmvement of savice delivery can ody be attained if the entire 

organizaton shifk its sense of accountahility dowmiwds. 1 stnss the word "naire" be*uise 

this shift in accountability does nat simply rest with field workcrs b m i n g  responsk to 

clients ovanight It also involves managers pmviding the necessary took, skills and 

encouragemens to h t  üae workers so that they may be more fesponsive to the needs of the 

~Iients. Furthamore, orgiinizational leaders must ensure that the orphtion is struchired, and 

that it nmctons in a way which is s~cc0untabIe to the nads of the dients. And M y *  ministem 

must nco$elle that 'the bu& stops with clients" and amend the goals of theif departments Ïn 

~ o n o f t h i o  fpA 

In the eimn acmntabüiry procgs nccb to k revtrsed No loager s h d  field 

woriccn k wodcing fw mamgen, who wock for 1ea&s, who work fit Minirtsrs. Ratkv  

~ r b o c i l d ~ ~ t b Q r p m p f u n r s o t b a t l c a d c r s m a y g i v c c r ~ d i r e c t i 0 0 t o  



managers to empower thek field workers so that they may be mom responsive to the neab of 

the clients. 

The second element of an oqpizatioli's externai environment is divemi@. A public 

organhtion fàces several challenges, not the Ieast of which is immase diversity. 

Diversity with respect to its various tasks: advishg g o v e m m w  negotiating with 0 t h  

govemments, clients and the private sector, providïng a vast array of se~ces;  anci dealing with 

a wide range of client backgrounds and concems which are often coictradctory , one with the 

other. In the past, the féderal goverment has tricd to maintain universai solutions for all of its 

o ~ o n s .  'Ihe result W the crisis which we tia today. 

By rempkbg divers&, the fideral goveniment and its public seMa have taken the 

nrot step to artammg the ultimatc g d  ta *ch 1 bave refêrred earlier in this paper. DivaSay 

implies that no miversai solutions exkt which aüow an organization to treat the unique necds of 

individual clients nsponsively and effectvely. Thenfon, we need unique orgitniaitional 

solutions g d  to respond to: the types of seMces each organization detivers; the particular 

needs of the clients each organhion sms; eLwirOnrneatal changes; and, the needs of other 

srsikehofders who may provide assistandiut into the delivery of a more efktive s e ~ c e .  

This brings us to a diird extemal element: pmtnershàps. An organktion may find 

itseff b a r  equipped to deai with srniatons if it 6tms partnenhips with other stakeh01ders. 

There is extensive literaîure on this p a r t i d u  subject at present and 1 will k discussing it in 

much grtater detail in a later chapter of this papa. H w n t ,  what I would lJre to idcntify hem 

are some of the advantages that a public orgapitation may be a&rded by entehg h o  

appropriate partnersbips with &et stakeh~lders.~ 

1. Understumihg the clients needr: Outside organipvbions rn usefùi in providing 

patmc<rt mput at the poücy devclopment stage. Often they have extaisive t m h b d b g  ofthe 

client groups and their needs. The added dimension of various perspectives o h  proves to be 

puite-. 

2. Specfal eqeriise: These partperships dow governnmî to tap mto outside techicai or 

inteUcctuai expmtb* 'IIiU may provide a lot of pctmtral fai s h u k b g  mPovatioa m pubüc 

o ~ o a s .  

3. liimhucchur: ~ h v c ~ ~ c h t b c ~ a n u s c t o h d p  

ddivcl itr pmgnuns rad &ces. For Pistiaiq police O- 
. may u r a l o c a l ~  



arenas, or YMCA-, to promote youth pmgrams and reduce y o d - R W  crimes in a 

neighbortiood. 

4. Resource pooling PartnefShips can help prevent duplication. m e t  than pmviding 

oamiar services which are in cffect CO- against one another, organizations may pool their 

murces, dowing than to improve upon wJting prograrns or offer other seMces which they 

were not able to provide due to iack ofresoures. 

5. O ~ o n u i  jkibilitjc Some pmtnerships are created for the sole purpose of 

providing graiter flauiility in services o&red (due to the removai of the politicai Eictor). For 

Uistana, in the township of Cumberland, Ontario, the lacal community center is owned by the 

township, yet M y  operateci by a private orpbtion. As such, it is ruu precisely as a pnvaîe 

organization that is geareà M y  to the needs and desires of clients (the taxpayers). 

Resourcingj?exibbili& Many governent programs are $ced with fluctuaihg danands 

fOr their services. Partnerships can pmvide a key s o m  of temporaiy help in times of high 

demand. 

7. Integrated deiivey Outside partuers may help to caordipate the delivery of severai 

public seztor prograns. " o r  stop shopping" is a terni which has gaineci a lot of recent 

enth- and it wiii be discussed a t m  length lata in t6is papa. 

8. herage  Br tm dollms: Partnerships o f h  help the goverment to mire extra 

fiudo or nsources frorn outside sources in the form of voluntary contributions or private sector 

imrestment, For example, some police deparhnents may focm partnerships with Id merchants 

to give discounts to chiidren who do not have dèly beUs on th& bicycles. Afbr ail, the goal is 

to cnake the mvironment as safé as possible for chifdren. 

Then an howevw some risks associatexi to partnerships. These inchde: Zegd riskr 

due to tlie lack of a propet legai basis when the parîneship is fonned; polifica2 risks stemmhg 

pMcipally fkom the Ioss of "controI" which may d t  in the hebordination of the public 

interest to the iniensto of partnas, may complicate aceountob~, and may wealan 

commmicaîiocts khwem the clients and the public 0-011; and, flll~nciarl risks, howmr 

p ~ u s t o f ~ m p y b d p t u s i g p i f i ~ ~ t s x d o l I a r s .  

A s w c c a n # e . t b a e a n s i g p i f i c a n t ~ m p ~ d f i r m i s g ~ .  
Indeed,areprewitpessinsthis3ipcofaehwo~moïedm~re. I u n d d e r r t ~ o U s D M t  



simply a fii4 but a legi-nate methad of augrneuthg the respoasiveness, accessibility, and 

nsponsibüity o f s e ~ c e  delivery in the public sector. 

These are the i n t e d  and externa1 Eictors which public organizattions mut  ansider 

before implanenting an operationai plan for change The identification and proper treatment of 

these fiiaors wiii play a sigdïcatlt role as to the success or fkilure of the tran&ormation 

process- 

Approacltes tu Inipraving the Ddntay of Savices to Citims 

This section wiU deal with various methods which have b&n attempted to implement 

change in the public sedor. Some ofthese m*hoQ have been more mccessfûi than others. The 

goai is not to evaîuak the success or mure ofeach rn*hod but rather to introduce the nader to 

différent philosophies and approaches to change in the public sector. In a later chapter, I will 

provide the miciet with a comprehmsive acample of organktiond change which will be the 

basis fbr my understanding of what an eficient hplerncntaton plan should be. What shouîd be 

remembered is that no one model io perfect. They may be used interchangeably or elmiws 

fiam each rnay be extmted in order to attaiii maximum results - dependmg upon the specific 

nads of each orga&ttion. 

Total OwIitv M'pement 

Total Qualiîy Mamgment UQM) is a new i m d  in public management which is 

d e s i p i  to place the ciientlbuyer/beneficiary at the fixai point of the oiganization and its 

piotcss? Dcspite some skepticism, it is largciy feit in the menagrriai field tkt TQM is aot just 

a fkd, but rather that it is here to rtay, for two muons: a) because d a  tiu-rracbg belief for 

the nœd of an urgeet cespome to the poor record of the public service as pceviowIy teférred to 

inthupaper,and,b) duetotiiefhcttbatmanyo~oioftelthatthis rcsponserequkesa 

holistic approach (Le. TQM) aad na an ad hoc proposa!. What h nccdcd k an appioach which 

will piofamdly dm dio way thiqs arc &ne k the public scctor. 



The ixnpIemntation of TQM impiies a complete organizatonal make-over. It nquires 

three tbgS3' 

1. The pn'mocy of the client (of which there are two types): 

extenial clients: 

i) the direct baieficiaries of public seMces (i.e. those who ncQve 

Eimily allowances); mi, 

ii) the population at large - with respect to the enforcement of the Act 

and its regulatious 

intemal clients: 

at aü Ieveis; nMn the Minister to employees of otba ministerial 

o ~ o n s  @mers). 

Whea considering the primacy of the ciient, the orpnhtion who utüues the TQM 

mefhod m u t  begm by i m g  the degnt of client satufadion it aims to atîain as well as the 

eqtcidons of those clients. Once these goals have been clearly identifieci and c c m m d d  

thmughout the or@zaîion, a clear sbatcgy rnay be miplernented. 

2. EinpIoyee satisfiction: TQM aims to msurt the satisfâction of those who prduœ 

tbe goods and provide the s e ~ c t  to the clients through: "participatory managementn; employee 

imrotvcmcnt m dccisioniaalong; parînerships between various groups in the orgaDirator etc. 

'Ihrougbout the process, 3 U miportant to idmtify and momitor indicators which d o w  managers 

to mawn mployee dsfàction. 

3. Iltvohiement oftop managers: a) top managers must have a clear vision of what 

"quiliry s e ~ k e  to the public" means; b) they mst be convinced of the importance of tbat goai; 

c) they must k able to comuuicate that vision to the othet levels of the organkîion; and, d) 

thy must dcwa time to implernentiug TQM principIes. 

The T Q M  strate&' invoIves severai elements? F i  of dl, mamgers must fitvor 

collsuitution wfth the cllents in order to ideatify their needs i d  -as. Furthemore, the 

conailhtion process miut be lialrcd to a pmblem solving mecbism.  Li other words, 

amabtion hr its own sakc U mt aoceptable. Ifs pmblan is idd6ed or a m ~ o n  is 

m o d q a p t 6 C J t B b i i s k d ~ m u s t k m p ~ t o d e a i w i t h k  Scmdy,mmagcrsmust 

c m p ~ c m p I g y c e ~ ~ ~ t t ~ t f o n Q r ~ ~ I e f i i c t t b a t k U t h y w b o ~ i n  dIeaamtact 



with the inîemd and externat cüents. [a order to accompiish this tasic, participatory devices 

must be estaùlished h m  the outset. Third, management must ensure that hiring promotion 

unti puy system are in line with total qwlity objecfiws. The orgenizaton must se& to bire 

people who wii i  be responsive to ciients and their needs. This also ïmplies m e s i t - b d  pay 

systems which wilî m g n h  the pefinnance of individual employees. Fourth, TQM requires 

a culhcrul change in organitations. The siwcant ciifference vu% be a shift h m  a 

bureaumatic stnieture to one that is mudi more flexible. It may also nquire a move b r n  

autocratie leadaship to participatory management. Furthemore, it will pecessarily imply tbat 

fhe organization move away nMn an approach which is inward-Iooking, to one that is outward 

and proactive. The most effeave way to implemeut this p d g m  shift is through a strategy, 

not a program. In other words, posters and slogans are nice, but actions and a fh 

estabhiunent oftrust are what is requind. Fi& employces mut be hrrined. Emplayets must 

be orienteci to TQM This hcludes tools, processes, cornmuni&on, interpersonai relations, 

and teamwork skiils. Fmally, a change of stmcture is raquind in a way that management 

becomes a means of support for the ht iine workm. 

My litetahire review hdicates that the= is strong support in several Canadian public 

orpnidons for the TQM approach. It ceitainly appean to be the moat popuiar at present. 

Th- are stiii tao 00 fnvdies on orgsnizations who have attempted to implerneat the TQM 

phïiosophy. However, TQM bas denilitcly capaired the interest of Eevaal top msnagas in the 

Canadim Public Semice, 

The Mmktizution of the &te 

The MarlcetUaton of the State a p p d  is one which is associatal to the n e e  

wmemtb ideology. in effeq it h w s  heaviiy h m  the "public choice theory": 'hrarkcts an 

the ody a h u t i v e  to the idficiencies of bmaucratic administration - the public should bave 

cboices.* In otba words, it is an attcmpt to reproduce mrul<d iike couditious m the public 

sector baseci on the bci.i&tk by pmidhg "Ch0ices"to the public, it uanpowcrsn citizcirr. Tbc 

m n e f i t a d i e v e s t h t t h u w i i i l e a d t o a ~ p I ~ q s o d m o m f l a c i b l c s b t e  
0 .  

-ClQ. 



The marketidon of the state apprmh was heaviIy implemented in the 1980's and 

early 90's in several western democracies, In Canada, the approach was advocated by PS 

2000, a miew of govemment management a d  se~ces .  This project proposeci a ûatter 

organizstianal stmctm and flm'bility m service delivery. Furthennom, the defivery of seMces 

muid be contncted out to cornpethg d s  who agreed to meet set standards; managers wonld 

have more flew'biiity in detmninmg stan deplopent and pay levefs; and emphasis wouid be 

placed on fesponsiveness to clients based on the empowemt of ernployees. The underiying 

ihanc to these proposais was that "cornpetition is essentiat to innovati~n.~ 

S m r a l  scholars have argued however tbat the matketizaiion a p p d  bas not met its 

mtaided goais. Rather, fiscal pressures have Ied to extensive c h d z h g  and the contractmg of 

seMces has become a practice which has led to more difEcuities tban originally b e l i d  For 

instance, the coordination of a mdtitude of service pmvidm has d a nightmare fbr savice 

deiivery rmmgers. Tmwry aiid management boa& have had to sigdicady inmase the 

munber of directives they use so that they may e&ctively rnoniîor the issuance and 

implaamtaton of ooatracts. In some cases, cantaaipg-out has Ied to a decrease in service 

standards beawse private nnnS have nalu#l that they m o t  meet their performance coneaets 

and tum a profit. Findy, clients have üttle or no mput as to the delivery o f  seMces for the 

duration of a given contmct since then is üole inamin for service deliverem to sedc added 

r e s p o n s i i ~  a d  expense when th& oaly q i r emen t s  are to respect the word of tbar 

con- Besides, private contradon o h  ranain in a monopolistic position so the move to 

onff a choia to citizens is highly uniikely. in essence, there is M e  or no accouatabiiity to 

eleded officiafs on the part d pnvate contradors once their contract ha9 been sigrmi with a line 

dceartment. 
a r e  cemains a strong foiiowing of mamgers, poIiticians and citizens who beiieve in 

the -on approach. Despite massive opposition from the le& it cemains an option to 

provide a mort responsive, accessiiIe and respom'bIe service to cifizcns. 



accentuateci cornpetency of the orgaaization as a whole. According to the promoten of this 

approach, ifa problem arises, the experts will know how to get the people out of L Thediore, 

there wouid be Little or no need to empower the people themselves, 

Such an approach would require bmkd organizationai change. In efficf -01 and 

accouniabüity would continue to be from the bottom-up. In fkt, the e n t h  organizational 

structm muid remain the same. The whole madel is based on the premise tbat the reason for 

inefncient s e ~ c e  provision is due to biatant incompetency in the work force. Hiring technical 

experts in th& fields would pmmote a more &dent s e ~ c e  due to the fàct that the employees 

(beirig much more knowledgeable) could be empowered to find solutions to the pmblais at 

hand Li oràer to accept this approach, one must believe that sound professional judgment is 

indispensable to bureaucratie efficimcy and that these professionais know what is best for 

citizens* 

Would such an approach address the probiems which I have referred to eariier in this 

papex? Would i t  a h  ailow an organizab'on to attain the goals which we bave identifiai as 

being a more tesponsive7 accessible and nsponsible -ce deiivery? ?'here are a few prob1ems 

with this mode1 which should be identifie4k3' a) F i  of ail, this mode1 does not address the 

question of accountabiiity. CitUmP an convbced that their concems are not behg addreJsed. 

In Profissionai Management Approech. the organization conserves the bottom-up mode1 of 

accountabiiity. Ciients would have no mon input bto the way in which ~ervi*ces are provided 

tban they do at prrscrit. b) Secondly, it is not necessady tnie that pmfèssionais will provide a 

"neutral competency" to s e ~ c e  delivery. Utimateiy, the human fgaor wüi enter hto the 

pictue and citizeas atnnot be guaranteed that this process wiIi &rd biem a s e ~ c e  which Y 

more cesponsive to their nads. c) Fidy .  technid knowledge may m fiwt b d  coatempt for 

traditiouai knowledge and involvement. Profbssiaials who would k hireà due to their expertise 

may very weli assume that they know wimt is best for the pubtic bascd soleiy on thàr technid 

puaiincations. However, tbis may preciude than h m  king able to put aside their te&ûcal 

i n f i , d o n  and concentrate on the clients needp. Once again, thU pmblem is carancd with 

thc abüity ofthe orgaaidonto be r t s p o ~ t o  h n e e d s  Mdwishes ofthe populaib'olt. 

~~~PalMPnagantPtModclUai iopt i~diatwurelat ive~popularhb 

public semice a fitW yeam W. UEifi,rtunattly, dis  m d d  apgpcan to k mae of a brnd-rid 

rppioichrPihathrnonewbicha~acksthchcartofthcprob1em, Nonrbielm Wand 



knowledge in the public s e ~ c e  are d-tely issues which must be addrrssed if we are to 

provide a more cfncient service to the public. Howevec, the cessons behind having a more 

bledgeable  M m a y  be slightly differemt than those pmented in this particular modeII 

The Democratization O fAdministmtion 

The danocratization of the administration of the public sedor is a modd which -ires 

fllndamental change in the public sewke - not just in the organizattions themselves, but in the 

entire bureaucratie structure. This mode1 is especially supporteci by a gmup of academics who 

M y  admit tbat it will probably not obtain a lot of support h m  politicians, senior 

buramcrats, or anyone else who has a vested financial mtenst in the public sector? 

The entire pmass is centered amund citimis. The bureaucfacy is not a tool for e k  

to ga richer, nor for pofiticians to invoke policies which diey prefér; rather, its raison d'être is 

to give citkens w k  they need and want. Keeping this in minci, Danocratic Amninistraton 

advances the idea that citizens must bave direct control over their bureaucracy. 

The hilowing is a discussion of sorne of the components of Democratic Aàministration 

as identifieci by its authors* a) Shj%ngpower at the centec the authors bdieve that power 

must be shifted from the administrative executive to elected officials. Tbis involves two 

Uiitiativts: i) tbat ministenal staffmust be brwght in Iint with this new agenda; and ii) thaî a 

ceiitral plamiiog and review board be established to ove- îhe foorduiation of the enthe 

bureauuacy and provide a vision to state s d c e s  rather than maiiagiog by crisis. b) Leveling 

the orgonfZ4tf01~11 hferarchy The idea here is to bring the decision-making level as close a the 

people as possible. It is betieved that a flatter 0-011 wiik i )  push dcasion malring to 

Iower leveis; ii) multiply points of citizen access; üii decentraiize se~ces;  iv) allow individual 

cornmunitics to a m d  seNices to a f9rm which is mon suitable to thQr needs; v) pmnit 

fiedom of infbrmation and pubüc deliberation; vii brin$ in fnsh ideas fmni outside the state; 

and, viii p h d e  organitatonal flexibüity by &layering the bureaucracy. c) Proàùcers mid 

wem The supportas d this appmach wodd W<c to aatc "equpliry" between the upas of the 

rervice,and~whoprOvi&k TbywaildIüteto#ethisdooebynntrctrpinipefmatline 

worLat(mrl9sgtnanmnerrrpcothi l0f~r i~d~) ,aodtbmbyenbuic iPgtbc  

~ ~ r c o a r o f u r a a  ~ L P c r m a y k a f ] C O ~ b y c i i h e n a d d ~ o f u x , b ~ i t  
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DeveIop serf-management capabilines: This idea is premised on the belief tbat a long-terni 

Unprovernent of Sennce delivery is contingent upon input frna user groups which wiU create 

and mamtain innovation in b m c r a c y .  Ui ordrr to pmmote tbis belid user groups should be 

mcouraged to develop their own plans; they should k provideci with "right to initiate" powers; 

and the wMkplace should be "dem~cratized". e) nie creation of a recii~~butive state: the 

supporters ofthis mode1 are recognizaut of the fact biat if these ideas are indeed irnplemented, 

thai the cost of s e ~ c e  dehery wiU n e a s d y  rise due to an increase in cpaiity and use of 

these services. They are equaüy a m  of the fda thaî citizens can not support an increase in 

taxes to pay for such refbmis. They believe thedore that the or@ way to finance these 

irnpmements is ifthe tax burden is shifted more towards the wcalthy. 

An aitue papa couid be writtm on mis particular approach. Once agaiq the purpose 

of this portion of the papa is not to lament on ai l  of the pros and cons of such modeIs. Rather, 

I wish ody to provide tht reader with the knowIedge of the existence of such apprOSLChes so mat 

we may daw upon thesn later whai discussing the best possible solution to our present 

predicaroent, Sufnce it to say that the Democratic Administration Modsi certainly addnsses 

many of the issues we have previously identifieci; however ito implementatiion will undoubtedly 

fice signifïcactt raistance and may dthateIy cause other substantial problems. 

The pnadlig provides an understandllig of severai current apprœches to pubiic 

savice &m. Each has its me& and its fbtiits. It is hoped dLat this bas pmvided a broad 

basis cm *ch we may proceed to understaid a cwiplex problem, and amvt at an e v e W  

conclusion as to h m  pubiic o r p i d o n s  may Unplanait change in a way which aüow thcm to 

meet their identified objectives. 



2. That no one soiution may be applted tu al1 service deiivery orgrnifiatons in the 

public sector. hie to variance in the complexity of s e ~ c e s  pmvided, as welI as the specific 

nature of the services m question, each oqanhîion must idenbfy its specinc needs and read 

-rdiwly 
3. Thcil thwe me sewral approuches to organizatioml refom The only W to 

choices for refom are in the imagmation of the population as a whole. In the pnsent contan, 

imiovation is encourageci and one must believe that if a solution maices sense, it may v a y  well 

lx adopted. 

4. That the humanfactor is cnticaL From an external perspective, clients want to be 

treated m a mannet which responds to their personai needs. Intemaiiy, orgaxhtious must 

reaiize thai change is a very Etressful paradigm. Human resouras must be treated accordiiigly 

soastoaugmentthechancesofsuccessnilrefbm. 

5. The motivating Hor behind organizationat refrm n w t  be the uttainment of a 

service deliwry mechanism which is responsive. accessible, md responsible. This must be 

made clear to the public and the employees of the organhation through wonls actions. 

6. The application of concepts such us empennent  anà accow1tabiliiy will create 

certuin n s k .  Trust and cooperation between managemen& employees, and the public will be 

primordial. Furthemore, s t m d  domis wül thus k requkd so as to miamuze these Nks. 

As CaiilPdians seek a public seMœ which is W r  equipped to fâce the Wenges of 

today and tomonow, we h d  that severai options lay at our disposai. The key to sound dom 

is to ident@ our goals; eyaluate aii possible options accorciing to our spedic nads; and 

consider dl ofthe patinw fistors duxing the Unplementatim proceos. 



The precading chaptet has de& with the issue of pubiie sector d o m  in liberal 

dembcracies. We delved into a series of si@cant fàctors which m u t  be considered in an era 

which appears obsessed with the tm&bdon of democratic bure~~ucracies. Some of the 

broad topics treated in the pcevious chapter wen: the various elements whidi are behind the 

impeû~~ for public sector refbrm; a dennition ofwhat citums are se&& by way of cbange in 

the public sector, the identification of factors which are essmtial elements of refômi; ad, a 

nview of appraachcs which bave beai /are behg wd to implmicnt diange in the pubiic SCEtor. 

The topics wbich 1 have e n u m e d  above de& with public seetor d o m i  in a very 

general marner. These ideas were refkrred to in the CO- of change in the entire pubiic 

service, in ail déniocratic bunaucracies, WhiIe 1 have mentiormi on several occasions that not 

al2 nfom meuiods may be appüed to ail areas of the public service, nor in d l  liberai 

deznocracies, the purpose of the pnsent chapter is to be@n a discussion on bow the ideas, 

elemnts and appmaches which we have previousiy iàentified, date to a very specific ana of 

the pub tic seNice: the police. 

1 have ban a police officer for ovet nineteen years. The timing of my caner bas been 

aciually quite crucial to the dtvclopment of my perceptions and understandings of refônn m îhe 

police seMœ sector, as well as tbe pubtic sectot as  a whole. 1 joined the Royal Canadian 

Mounted Pdiœ in 1981, and siace then, 1 have had the oppoiranity to witness a Wtual 

b-rmatlon of one ofthe most nspected police o q y n k a h s  in the wotld. 

My fint days as a member of the RCMP were filleci with a lot of macd awtious. 

Thcre was the obvious pride ofbeing sdected as a ncw remit in an orpization of whicb many 

Canadian chiidren once dreamed. After a& this was the RCMP; the one of which films were 

mrde,bod<ownttar,andmariyaületoId. Thmwasalsothcfbelingofwoader: whatwash 

s tort formt;wbacwwldIp(wbmwtoigacdup,wcooddk~~811yprOvmœor 

tMntory, without a word ofconsuiuun nor c09w~dtration of aur wisbc~); and what Iinc of woik 

wouldIkdoingwbmIamvaimthefitId? H o w e v e r , ~ u t a d o P x b t , b u p r i m o y ~ 1  

d a s a ~ r c a u i t u i i v i q s a t o u r T r a m i a g A a d e m y i n R ~ ~ w a s ~ .  

UpaimyumiolatthcAcidany,mylifechiiiipalcompIaeiy. Myhllwurhvodon(abmost 

~),IwapàcrdtdLitoashgle~wah32kds(mbchw>wnpr"homennorthc~six 
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occasion or WO. For the ncd six months, wnh 3 1 strangers, I ran, swam, fought, shot, studied, 

polished, deaned, atc (when thm was the), and slept Oh, and $1 forgot to mention the p d  

k, these were the "ideai" conditions under which we were expected to "leam" how to become 

potice &cers. It was pntty much a "boot campn wbereby mstnictors c o m d e d  m p c t  

The goal was not to awre that young remiits hew "whyn things were done in a certain way, 

raîher all that was naded was for the recniit to h o w  what he/she needed to do in any given 

circumstance. We were not required to d e n t a d  these potmtial situations, oniy react to them 

in the appropriate manner. The %f' would be left up to managememt a d  thur poky writers. 

If1 heanI thio expression once at the Academy, 1 heard it a thousand times: There me three 

ways to do things: the right way. the wrong way, and the R W  wuy. Wiiout a doubî, this 

aranplined the type of aaùiing and organbtional culture to which RCMP recniits wen 

subjected for over a cerxtitry. Command and controî, mecution of policy without exception, and 

uthe RCMP way". 

1 bave had counttess opportunities to work with police officers h m  other organizatons 

and jurisdictions. What I bave learned h m  these e x c ~  is tfva the RCMP was Cntarmy 

aot an isofated police force who imposed the organbtion's d u e s  and proaduns on its 

members. Incl&, it is apparent that tbis culhve was (and continues to be in some 

organimitons) a cornmon thread across the enthe police cornmunity. The unifbm, the rank 

structure, the nature of the work being perf'bnned, the judicial atigencies m various 

jtuisdictions, and the vexy "mgson d ' W  of a police force (to maintain law and order), are aii 

eontnbuting Wrs to the nature of the oipenirations themselves. 

Howmr, things are changing. The RCMP and other lead organizations are tapidly 

hapstonning: admially and intemally. Exterrtally7 police oqpizations in democratic 

bureaucracies an fesponcüng to the i ~ w  a#ds and arpecratiom of the citueos fw whom they 

wem swom to serve and pro= In most esses, the eiaire approach to service delivery has 

becorne much more flexible and acqyiescent to Ur spcoinc n d s  of an ever-chaaging 

population. kiternaNy7 some potice o ~ o n s  have r e q n i d  the need to mriew their 
. . mdhods in order to b r i q  tham more in lme with the U ~ m m ~ "  a p p d  

toSCNiœdcüvay. 

Tkgalofthisohrptcris: 1)toprwide1in&~~ofthocvoiutioadpoücingm 
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the same type of o v e ~ e w  with respect to the deveIopment of management apprmhes in police 

organimtions during the same time prriod. I fèel that it is of great importance to compare the 

two dnnlopmmtal processes and to M y  understand the inter-relations baweai the evolution of 

the s e ~ c e  deLivery aspect of poiicing vis-à-vis the organiZationaVrnanageria1 maturation 

process. 'Ihis is especialiy si@cant due to the fàct that 1 coatnid m this thesis that the two 

processes did not develop on equd footing. In fkt, I would suggest that one progressed as a 

remtt of the othrr. Tt was oniy when police organizatious attempted to provide a more 

responsive seNice to their public, that they nalLed that this could oniy bt accompfished if their 

intnaal cuitun I administrative techniques were equaiiy traosforrned. ui der  words, police 
. . administrators naüzed that they could not expect their police officers to provide a s e ~ c e  which 

was respoasive to the ewer-cbanging needs of their communities, if tbeir own internai ptactices 

did not pmvide any flexibility I reqonsibility to the fiont üne workers who were deaîing directly 

witb the public. 

At W glaag it would appear thai the concept of police service delivery has corne fiil 

circle, for the idea of "unnmunity poücing", which is ever so popular at present, can hady be 

coasidaed a new app&. in faq commwlity poiicing has been around suice the early 

1800's aud the dam of "0- policingn. S u  Robeit Peel, foundcr of the fh rnetropoiitan 

police forcc of London, Engiand, W the services of bis "Bobbies" on 9 principles of poliCmg 

which c 1 d y  match modern ideas of commwlftypolicing. Peel claimeci thar the police bave no 

paver without the approvai and cooperation of the public, and diat police are simply mernbers 

of the pubiic who are paid O devote tbek fuii-time attention to community wekke? 

Yet these basic principles of a s'community-basedn poücing appmach did not 

aeçessatiiy remah as a constant ti~~ughout law enforcement agencies. As a recent tclsMsed 

scrics an the Arts and En- netwotk, eatitled "Policiug" suggcsts, tbere arc severai 

reasons for tb. For example, p ü c e  forces in the U W  States diinpg the eariy 20° ccnbuy 

wae iargely basai on "kot cops" - pl ice officar who pafroiicd a &en femtory on foot 

ThrtofnanImeiRtbeirneigbborh00dandtbcattoiis~Watdl0fpaitioipetedînthat 

coaianunitydwereincmtantconîactwiththcscpeopIt. ~ r , a s t b t A & E c c p o c t  



suggests, in the mid-20~ century, several evolved which changed the façe o f  policing m 

niany urtwi centers acms the US.. For instance, the series notes that some police forces were 

psed as "stnke-breakers" duhg a period of turbulent labor relations. S o m  of the violent 

clashes behmn police and labor were viewed by the pubIic in a negative iight and the cib'uenry 

never realiy trusted tbeir police forces as they once had. 

Another point raised by this series was the faa that in s e v d  urban centers amund the 

U.S., corruption was rampant (Iargely due ta the e&ts o f  pmhiiition). Not ody did this 

danrct h m  public perception of police forces, but tnanagers of police departments, in order to 

&ter further comption, atîempted to decrease the amount of contact which @ce officers had 

with members of their commmity. led to the abandoment of foot patn,Is which were 

replacecl by patrols in police auisers. 

AccordBig to the A&E -0% this bad dire CoLISequences. For one, it segregated the 

police nwi the comnunity - ultimately leadhg to a "police subailhus" whereby the police and 

coommnity wexe no longer one - rather, the police "enforceci" the hw m the way it saw nt. 

Secondly, the m o n  of police and cornmimity meant that the emphasis of poticing became 

one of "solving crimes" - clemhg up the mess afhr t had taken place instead of working with 

the communiîy to idaitify its niidamaaal problans and reacting to than; thereby curbmg 

amiiaal actMty M r e  it aoaially took place. 

in Canada, the circumstances were perbaps less draconian than tboae of our neighbors 

to the sou* yet the results were actualiy quite simiiar. Our modem RCMP grew out of the 

North West Mounted Poiiœ; an organizaton which was much more tbnn a simple police force. 

ûthcr thaii iaw enfO-t and crime pmention the NWMP acted as customs &cers, 

asskted with treaty payments to Native peoples, fou@ prairie h, saved as niagistratcs, 

cnsured orderiy devdopment wben required (Le. in Yhkon duniig the Klonâike gold rush), 

provideci v e k r h y  aSSiSfECIlce and advice; and, provideci relief supplies to desthte seüiers. " 
By dic time the RCMP ame to be, the organintion had deveioped hto a modan, 'VrafWsional 



However, by the mid-20~ century, Canada was aiso experiencing several fbdamexttai 

socîai chaqes. There was a rnarkexi increase in population and in the diversity of that 

populatiocq d a n  oenters were rapidly devdoping; t ire v m  an anergence of a national 

conscioumess as a nsult of WWI a d  the subsequent acation of national entities such as 

CBC, Air Canada, etc.; and tfim was a radidkation of Canadian poiitics (cornparatively 

speakm$; with an mcnased labor movement, la-wiag governments, etc.). 

Fmm a technological point of view, the first haif of the 20' century m Caoada Ied to 

maiked improvements in communica;tions and transpoi2ation which meant that infORIlitfion 

spread more Wckly and efncieatly; national and interoatioiial issues reached more people more 

@&y; and travel betwem communities was much easier. 

These types of societal and technologicai changes in Canada during the 5rst haif of the 

2 0 ~  ccn~ury meant that the police had sevend new challenges: Iarger communities; gnater 

diversity; new aüitudes; i i ~  issues; and more information to manage. 

In as much as the first haif of the 2 0 ~  century was a difficult period ofadjustnmt, the 

60's and 70's were mo mon so for Caaadian society and our police firces. This was a pend 

oftnmendous udmidon, social expansion and unnst Caaadian society be*une incnaslligly 

muIticuitural. Speciaî interest groups, women, and miwntKs began to demaad recognition a d  

eqyai treatment. Crime nites grew as the h g  culture emerged, cities expandecl, and d a i  

problems ùicreased. Social values and atpeaatons evoIved, and people began to cIaaely 

examine the balance between individual nghts and the protection of saciety. " 
This period probably had die geatest impact on poticiag in Canada Fmm a iaw 

entetcemait point of view: the pdia now had to deal with fighting the dmg *, tben war 

more violaice; police fôrces had to deve1op speciaiized units such as dnig squads, economic 

crime sections, etc.; thtn was much more concan with individual rights; it was a pcriod of 

more social disader and the police was simply tasked with "hadihg it"; anci, television memt 

t a s t n g i o ~ n a t i a n a l a r d ~ o b a l m a t s ~ e ~ - ~ r i n s t a n c e , t h e w a y t t r p l i a m  

Chicago haadlai a p a r t i a h  riot waild dtunateiy afkt  the ceputPtion of Cplsdiin potice 

Eorcesdtheattibiduofc~mmmPticstowardstSan. 

niuc was a @ aakstabiishcnt attitude developing thmughcut the It 
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austed the poiice impiicitly. In fâct, thm was mistwt on both sides. The police cespondeci 

with a "fortnss mentaMy" - it meant that in Canada as weU, police and community became 

segngated: two separate entities, w longer working in unison. 

During this turbulent period, the poiice were gethg busier, respondmg to an increasing 

aumber of calls. Not ody did the number of investigations increase, but the complexity of these 

imresbgations intensifieci as well. In order to justify a larger police force, ''statistcs'' became 

the new b u n  w o d  It was fkIt that if the police could prove the number of caüs 5 had to 

respond to, as weii as the increased amount of time netded to be spent on each call, then the 

goverment would necessarily nact to this 'proof" and hire a f iCient number of poiice 

officets nee&d br the job. This is cxactly wbat happen* police forces acmss the d o n  

augmented their personnel in record fashion Of course, as these police fbrces gnw in size and 
. . responsibihy, papenvork, policy, admuustration, and bunaucracies for these agencies were 

inaeaSmg as weiI. 

nie simui-us increase in bunaucracy and public mistrust resuited in the creation of 

exrnm~iy detaiied policies. Thes policies were developed for every possible s&o of law 

enforcement and its administras 
. . 'on. Ail decisiooal power was taken away h m  police officers - 

ifthey deviateci m any way h m  written policy - they were reprimanded. This not oniy led to a 

very striogait enfôrcenient o f  the law, but à also sucked every bit of innovation h m  line 

officers who were not OtaUOwcd ta help members of the community in any other way than was 

written in the books. 

Finsilly, new legisîatio~., such as the Charter of Rights and Freedoms of 1982, Access to 

IdbIIIlSLtion, and the Young M d e r s  Act toak away evm more nadom and flexibiüty for 

poiice officers. One d d  argue that this too was every bit as much a respouse to public 

mistrust of govemment as it was a response to a uew h'beral outlook of socicty. However, it is 

simply one mon element which aflkted policing in Canada auci led to a very suspicious law 

drament commmity. 

From a commUIUlcah*o~~~ point of view, police fôrces rcmaiDed weary of the public and 

îbemcdir Polieo~~~~~~~upWeornoinfOcmati~~~astowhyitactedma~tiubton. 
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Canadian k e t y  then went through another stage in its wolution. By the tirne the late 

80's roM mund, crime rates and public féar were still growing dong with public 
* .  dis9atisfaction and police hstration. No matter h m  hard the police worked. tbe "problems" 

did not go away. Crimes were king SOM and crimmals wexe going to jaü, but the nmber of 

victims was nat decreasing. As a mit, the pubiic began demanding more accountabirity, 

exp- more services and mon feSults fiom tbeV police departments. At the same the ,  

economic cecession and pubüc belt-oghtening mcreased pressure on police. The the had corne 

whai police fons ncognhd the ueed for a new appmech to policing - one that is more 

effeaive, and one which provides "tnie results". 

As we have witnessed, police senrice delivery to the public has gone through a wide 

anay of changes and transfondons throughout its history. The various tapks of poüce 

officers, tezhnological advances, crime waves, and social factors have ai i  contributecl to the 

evoiution of policing in democran:~ Societies. 

Wbet is of oqual interest to my thesis, is the b r i c a l  maairation of mamgamt 

practices in police fbrces around the worid. The purpose of this portion of the p a p a  therefore, 

is to provide the same type of overvïew of p o k  rnanagemmt madtis throughout history4', 

much m the same way as 1 reviewcd the evolution ofpotice service deïivery to the public in the 

pmrious segment W e  maiiy of the management modeis which 1 wiU discuss in the upcomhg 

portion of îhis paper may sounci very familar to schoIars of administration, tbeir appiicatim to 

p o b  otgaauations are unique. The Miowing is an ovewiew of caeh management mode1 and 

an exphaiion as to hm each mode1 pcrrains to police orgmiaionaI prachbces. 

The TrcûïtiomI M i e m e n t  MdeL 1750 - 1900 



crime and &order and not the visible evt'alence of police action in dealing with them. 

Without a doubt, this principle placed the emphasio on resulrs. As a rsuft, the Metroplitan 

Poliœ attempted to detennine, in as logical a fsshion as possible, the rdationship betweai 

disordér and crime in each s d o n  of London as weii as the necessary personnel requind to deal 

with 1 In the initial yean of this hm, it was coostantly engaged in all-nigbt b d e s  with 

rioting mobs and it was also under the constant threat of being eiiminated by the government. 

oraaniz;itional mode[ brou* order to the strrets of London dong with diminished evidence of 

aime m general. Nat d y  was tbis model deemed a success in London, t was extended 

throughout Engbd, and evenhiauy to North Arnerk 

Another important element of this model was the principle of Id contml. As such, 

6 plia fonx in England was established under local authority (such as town or 

councils). There was no one central authonty for aU police forces nor was there a "Minister of 

Police". The British were very pmud of their local control of their police forces aad eventuaüy 

arported this concept to America As a mlt, the selection of coastables a d  the elaction of 

Shaiffs in the United States have ôeen &ctiy cantroiIed and zealously guarded by th& 

respective communities. The flar of an oppressive centralized poiice state has severely 

curtailed the cnation of a countrywide or metropoiitan police agacies in the United States. 

The faa that this priaaple nmains important to Americans, even in light of moderday 

economics, is a major faaor to be considerd by govemnents and poiice orpnktîons of today. 

Wentific Manmement M i e l ,  1900 to Present 

Scicirtific Maqemat is the "machine moQL", where the emphasis is cm eniciency, 

orderbas, and output. Freàerick Taylor is o h  cndited with proVidin8 the fwr basic 

principics ofthis appl~ach~: 

1. ~d iv i s i ono f~~~andspec ia iupt ion ;  

2. Uairy of commad aad m o n  o f d e e i s i o n ~ g ;  

3. OiiowayauttaO*, 

4. N o n o w r p s n d ~ l .  



This, h g  with the organized bureaucracy developed by Max Weber, became the basic 

conceptual structure for "Sciaitific Managementn. As such, the ernphasis was on rati~nality, 

predidabiiay, irnpemnaiity, technical competence, and authoritarianism. This mode1 ntp very 

weU with the alnady atiSting Sani-mBaq mode1 of police organiprtion, whm the manager 

was defimtely in charge of the oqgmhtional machinery. 

This mode4 *ch was very popular in aU public s e ~ a  circles, had a 

pmfbund &ect on police organizations. To underhe the si&cmce of this e n  m poIice 

managcmen~ 1 wiU use the examp1es of two influenthl individuals in the police profZsson and 

the way in which they @lementeci this model. 

The f h t  individuai is O.W. Wilson who, after an illustrious career in iaw enfi,rment, 

becme the domi-minded Chief of Police fbr Chicago h m  1960 to 1967. Wtlson wrote 

Police M~l~lgernent (1950), whicb became the most Stueatial management textbook for police 

maiiagas in the Unaed States. Basidy, Wilson promd 

1. A proféssional police department divorceci frnn politics; 

2. Rigomus police panorne1 se1eztion and training processes; 

3. Use of the Iatest technological innovations a v a l e  for iaw erœment 

(Le. piitrol cars, radio systems, computerlation of ncord-keepbg, etc.). 

Yet WüJw, wMe k g  coMnitted to profissional policing, was veq much opposed to civil 

Sefvice- He felt that civü service testing and seniority rules hampend the police chiâ in 

se1eetiPg the most suaÜfied pctsonnel for law hrcement  and promotion to leadership 

positions. He was a b  opposai to extemal (avilian) boards. Rather, hc Mt that the 

police leadership should be hdd accoutab1e for di officers' ach9om. He félt that matrers such 

as punîshment relateci to the use of excessive fiirce should be treatEd intemaly - it was a police - p d l a n .  
W i n  p l a d  hi& priority on phning - *ch would serve to bhd an o r ~ 0 1 1  

t q e t k ,  to implemezit the policy undedy@ itr mi purposes, to dina itr efforts hm the 

pmpcr chaaidr, and to guide in pafomanc~-~ Ht aiso piaceâ an ariphasis 00 Iedership - 
wbiehwrr"Uieabüitytoobtainfiiomcaoh~k~theh~drhi~~of~œ 

t b r t k i s c 8 p a b i e o f ~ . d  



The second individuai is Wiiam H. Parker. Parker worked cIoseIy with W i n  

ihroughout his eareer, and eventuaüy became the Chi& of the Los AngeIes Police Department 

(1950 - 1968), which he completely remmped duhg  his tenure. 

Parker was h o m  for his mng stand on effective iaw mforcemmt, accountahiiay, 

technoctatt*~ innovations, and c o d e n t  to police profkssiondism. Parker inoisted that 

reauits have IQs of 110 or above, undertake a clody superviseci one-year probation @od, 

and undergo a thorough psychiaîric examhtion. He also cceaîed an exhaustive mefhod of 

procedure fiie made up of over 2 million cards, deveIoped one of the finest poiice laboratories in 

the world, and a plamllng and research division that used stateof-the-art cornputer tecbnology. 

kitemaly, Parker instigated orguni~~~tionail innovations (such as the Planning and Research 

Division, creation of rehabilitatiou centres for alcoholics); revamped procedures (such as one- 

nian patroIs, paperwork reductions, and a lowa ratio of police officers to population); and 

accompiished some widoly acclaimed resulis (such as Iowa incidence of crime, strict narcotics 

controis, and fèwer tranic dcaths). Under Parker, the LAPD became a mode1 for police 

o ~ o n s  in tams of standards of exceiience for police personnel ncnrinnent and trainin& 
sopbtiEIltPA planning, and a solid image for pmhionai law mforcaent. 

H u m  Relations and Particimtive Midel. 1925 to Present 



2. The manager and group jointly make a decision within the Limits d&ed by 

organlationd constraints. 

WideIy kmwn thmughoughout the polie communiry as ''team poiicmg", tfüs appmach replaces the 

t rad i td  automtic manager, with one who is considered "nrst am04 eqyhn. 

How does this relate to stress managemeut? Genedy speaimig, a police officer nads 

to nel that M e r  camt wüi deweIop alwg a reasonable path (promotions) and that his or her 

job is daîively stable and k e  h m  "capriciousYy mansrgernentC* Personnel grievances as weiî 

as pfomotion matters play as large a mIe ia producing stress on the job as does tbe work on the 

stnets. Wah the strong perception of danger and the nemi to ranain alert to deal with the 

ruïarpated in tht field, police officas have a specia drive and a need for stninty on the job. 

Tbese an pmblems related to the "humaa side" of management with which trslditional, 

autocratie and scientSc management often fàii to adequateiy address. 

UntiI very fecentty, the pdcipahry mode1 is adhered to mon m oam rban in 

substance. Police executives are M l  of losing th& authority and autatlomy, e s p d y  m 

Lieu of the sipifïcant nvoads which police unions have made vis-à-vis managerial prerogathes. 

S a ,  eiements of thio mode1 exkt in many poiice dcpartmems, however the autoctatic, 

traditional modal dombates much of police organization. 

These approacha have had theü major impact in the ana of fiseal orgmidon, day-tday 

budgetllig. and short-mge and long-range plamiinp. Although o h  v i d  as compctlig wah 

the himilin nMons lpproach (due to tbeu smniltaaans devel~pnmt)~ the systeins-behaviod 

appmach complimms much of the humui relations appmach in th& it bas ckveloped 

mcçbamsms fbr accountabüay through the estabüshmeat of qua~titative mcasans for bah 

noCai and human bchavior goals. 

Abthaviod pa l  bas th= a m p o n a ~ : ~  

1. A goai is to be statcd an anpirical mamer (mut k scientificaliy 

mewnble); 



2. A criterion of success that is n o d y  less than IO0 percen; 

3. A context in which to measure the goal developed in empincal tem. 

The obvious types of perfonuance indiCators which devdoped under this approach were quatas 

(givaig tickets); munber ofmests being made per shift; number of patrols nqiiired in a &en 

area per s a  etc. Under these guidelines* the officcr Iww otactly what was expected of 

himher, ho- it did not dow for any flexibility to the officer to respond to unique situations 

or needs of a co~mnimity on his or her own initiative. Ai=, wbile sach behavioral bois can 

dnrelop into exeuent took of accoimtability for maruement, then is also the risk thar they 

aiay mate goais that an too detailed and involve an inordinate amount of paperwork as 

compareci with that needed to get the job done (Le. extensive cecording and reporthg of 

W c a i  idionnation for eacb tasl< accompiished on shift). 

Several systems grew out of the behavioral-systenis approach wbich arguably aliowed 

for greater aecountability, pplannin& and fiscai organhiion. Such systems include: 

uMhagmmt by Objectivesy'; "Program evaiuation and review techniquesn; "Prognumning, 

plamMg and budsetingn; 'Y)rganitatonal devdopment"; aad, "Zedased budgetingy'. While 

each of these systems may have had a very valid raison 6- for managerial reporthg 

practices, th& impact may have been adverse to the efktiveness of the d e h r y  of senrices to 

the commuity and to the raponsmnesS of bdivimial nads. 

Proactive Mananement. 1980 to Present 

Tbe P d v e  Maaagtment Modcl wiU be tbe abject of another chapter in ihis thesis* 

H o m ,  I would bite to highiight the most significant elements h r  the reader at this stage of 

kPaF 
1. The objective of policing b crime prevention; 

2. A s t m ~ g  commitment to eamrnunity invokment; 

3. Amodcm burcaucracy, mgeofamtroi tedullques; 

4. A ninda dcptmat with muiti-opeaaüst tcams; 

5. Full use of modaii cmununicatim modtis (b#h tccbnoiogt*cai and human 

~~t la t ioa is tecbnpques ) ;  

6. M o d a n b ~ a c d I i c c a m t m g ~ h n i 1 l u s e ;  

7. GmtempbarUonf9dplanniae;  



8. Coosultative management approach; 

9. Optimai use of modem tecbnology. 

10. Ernphasis on the fiont he. 

Each approach which we have looked at in this portion of the chapter bave had 

samethg usefid and of operational and theoreticai utiiity b modern police organizations. The 

p d v e  app& is a synthesis of whaî is ''goodn in each of the other approaches. Some of 

the proposais which have developed out of the Proactive mode1 are: "Community Onenteci 

Poiicing"; 'CProblem Oriented Poiicingn; and "Total Qusirity Management", which are beiq 

applied to police operations in sevecal forces today. 

As preMausly discussed in the tint chapter of this thesis, the CannAim pubiic became 

incfeasmgly diseachanted with the services provideci by its govermnait. In the case of police 

semices, this was no exception. In $4 one could easiiy infer that the exact same reasons for 

change, which w m  aiimierated in the first cbapter, apply @y to polia oqankations: 

cituens fccl that they are entitled to a better quality of senke; police organizatious mut  

amninistcr themselves in an economicaLiy responsible &hion; and, ci* are generaüy more 

howlcdgeable of the issues sumunding them. 

The purpose of this section of the chapter is to itemue a series of motives which are 

specificaliy rekted to die need for a change in police service delivery, given the evolution of that 

sennct area and its enniing consequmcts. TheMore, 1 I attempt to m e r a t e  such motives 

La both the sphere of service delivery to the public, as weU as with nspect to the intmial 
- .. admmistration I organrpition of police agacies. 

Thtrrawirrtordir~~oftbtn#dforcbuigeoiithepsnohpliœcLprrtmciits 

acmss thtca i i i tyared-Md* F i o f r l l , f h m a s o Q . l p o i n s â v i c w , ~ a r c  

bcmf echicaîeck 'Iby imow their ri@ and they are abk to mm@e whether or not their 



police dqmtrmnt is doing an "&&ive" job. Mass communication aiiows immediate access to 

infionnation muIlcl the worlà. This means that Canadians are able to view other societies 

around the wortd. It alIows th= to lmow what they want, and what they don't want 

Canadiaas want a safe neighborhood; they don't want "Rodney Kingn incidents and the ensuhg 

riuts, 

A second set offorces behind the dnve for change in police methods are of an economic 

nature. rnnadiam e%pect a cost efficient s e ~ c e  nom their police department and they want 

d u e  for theV money. Canadians are paying more taxes than ever befbre and yet t k y  have the 

féeîing that bey are not receiving better mvices. Men they sa more police officers on the 

street, and more cmmaals be iq  sent to jaiî, yet crime is not on the decline, this sigoals a 

fidamentai problan: the wroug method is behg useà C b  want the police to tadde the 

underlying problans of crime - not the symptoms. 

Fmally, police bras are being challengeci by an mtireIy new prospect: private policing 

aad security companies arc encfoachmg upon the territory and mandate of police âeparîments 

everywhere. Furthemore, with ail of these govermnent cutbacks, other govenunent agacies 

are atternpting to jusiify the existence of some of their departments. As a result, increased 

caapetkicm between govenunent agencies as to who should provide what service, has arisen. 

For Uistang shodd Customs Canada anduct investigations on smuggiing orgukations or 

sbuid this be the rrsponsibiliry of the RCMP? At present, there is a duplication of activity in 

this sphere. 

The RCMP and d e r  potiœ forces &&re came to a point in their existence wknby 

they had to takc a step back and evaiuatt their options. Tby couid either mahain the stanis 

puo, or they d d  find a more acceptable and efficient approach to policbg which would meet 

the nads and conCaas ofthe commUmties they senre. For instance, in the case of the RCMP, if 

t was to opt for the stirtus quo it could conceiveMy lose: contraas (municipaiities and 

provinces who contra& thcir services d d  opt for a more efncient police force); positions (due 

t o t b t I ~ o f ~ t r a c t s a i d g o v c r n m e a t ~ ;  morale; resmca; fhedcmtomakeits 

own de&ions; nsped; COnfideace of ciients, prhms and emplayees; and pubüc image. 



adopt a aew a p p m h  to poiicing one that is more respondait to the wishes of the cornmunifies 

they serve, in a more efficient way. 

Police forces are therefbre M n g  the challenge of comrinciug their ranks to buy into this 

new apptoacli to policing - one whereby the fiont iine police officer looks at problcms with die 

mnmUmty -bers as opposeà to going solo. However, while police forces are expechg th& 

officers to adopt this new mind-set, they are @&y realizing that they thanselves are hced 

with an m t e d  chdeage of handling thar own matiers in an altemrnte way. In other words, 

Emaoagement expezts their Line officers to bt innovative in M e r  role with the community at 

large, it becornes necessaty that the same police force rethink ifs own organinitiOIIStl structure 

which wiii aliow its offiars to be treated in the m e  way - thus cnating a climate which will 

promute the aspind mind-set throughout the force. Shply statcd, the nile becomes "put up or 

shut up"! If the officers are acpected to g h  aii hovative service, then they expect to be 

tnatal the same way ad to be given the fireedom and nsponsibility to develop I Unplanent 

inaovative solutions to c~rnmUItity problems. 

Conclusion 



contributeci largely to the modem police admuiistrati 
. . 

'on. One c d d  certaùily highlight the 

Rcogniti011 of this a p p d  to provide human-relations skill tmbhg for middIe managers and 

supenmOrs JO as to effectively p e d e  the h n t  üne workers to do their jobs wiîh the m o s t  

effiuency. Edy, an W v e  manager WU be able to firrnIy g r o d  bdherseifin achievable 

pracfical behavioral objectives so as to best anticipate and plan aii aspects of police 

management - persu~ei, fiscal, and commumty. 

This chapter has provided an historicai outlook on policing and police management 

techniques. F m  this base, we wiii move forward to a discussion on how policing services are 

delivered and managed in today's context, 



1 n e  Concept of Communitv-Baseh Policihg 

From Bureuumacy tu Communwoscd PoLicing 

In the early 1900's. Ge- sociologist Max Weber articulateci a maoagrmmt mode1 of 

"bmcracy". Tbis modd was based on the fillowing principles: 

''ûrgaxhtions shouid be built amuad a clear system of hierarchid nlatiotl~hips~ 
with greater discretion in dec'ion malaog as one moves up the hierarchy and with 
an esgbiished chain of conmiand as the primary mechanism for coordination. 
OrganiPttions shouid be govemed by a clear and consistent set of written des and 
proceduns covering alI positionst both operational and irianagaial. 
Job holders should be qualifieci to perfbrm theV assignments; thedore, tecbnicai 
cornpetence shouid be the basis for f i h g  jobs and promotiom."O 

In theu "Reinventhg Gove~nmenf'~ David Osborne and Ted Gaebler point out 

that over fifty yean ago, it was e&ctive for caitalllcd insriaioons to use Weber's modd 

Infbnnation technologies were primitive, communication between différmt locations was slow, 

and the public workforce was relatively uneducated. Information was coilected at the "bottom" 

of the oigamzaton, and there was pl- of time for tbat infbrmation to flow up the chain of 

command, and for the etlsuing decisions to fiow back dom.* However, Osbome and Gaebler 

went on to say that in modem &y, infonnafion is Wbialiy limitless, communication bemm 

m o r t  locations k instantaneous, many public employees are weU educated, and conditions 

change with bliadmg speed. There is no time anymore to wait fw hfbrtmiotl ?O go up the 

cbaiP. of coamiaod and fbr the dccisions to corne back dowa Under these conditions, thiiigs 

simpiy work ktta if those working in pubtic orginhuions have the authority to make many of 

their own decisi~ns.~ 

Throughout ment history, m m  large police fbrces in North America have been 

organlatody struchmd in the typical "bumcratic" modd which Weber bad preférred - a 

classicai hicrarchicai pyramid in which many, if not most hct ions were highly cmtraüzeb 

hvatigatons, quick rcspaisos to calls from the public for suvice as woli as mdom d o r  

direaedpatmis. Tboiowprefktivcdiscipline end~~ntroIthrough~ciaboratesctofrui~~ plid 



dose supervision. The goel was to insulate police departments fiom political influence and 

corruption While this model may have very weii accomplished that goal, it also created a 

situation whenby poIice forces alienaîed thunseives h m  the commullities they were nipposeù 

to serve? 

Shce the early 19903, the Cornmunity-based Policing Modei, WU generaiiy seeks to 

encourage Nstomer satidxtion, continuously improve the organization, empower the 

anployees, and nmove excessive levels of management; bas provea to be a serious challenge to 

the traditional bureaucratie mode1 of management to which Police Foras have grown 

accustomeci. Many major police organisarom have already begun to apply these new 

prinapla and are doing away with the old mstiaitions and models of command and control. 

This has resulted in a major sbift in poiicing h m  both an operational and administra 
. . 

tive 

paspective. A s W t  which has beai embraced by m m  but continues to be &ted by some. 

The purpose of this chapter is to examine the concept of  "Community Polieing''. In the 

prcctss, 1 wiB explain why it was conceived and what it hoped to accomptish; o&r some 

~ 0 1 1 s  of the Cornmuniry policing model and idmtify its key elements; aid M y ,  I wili 

attempt to demonstrate the @th of change which bas occumd in the adoption of this mode1 

over the traditional style of poiicing which reignd fbr decades in the sector. 



pmgrams which provide activities aimed at redirecting the energy of this populatian; hence 

prwenting a series of crimes fiom ever being commiaed The accent is no longer placed on the 

munber of arrests being made; rather, it is placed on prevedng crimes fiom happening in a fint 

instance. In other words, success of a police force is measued in terms of the level of seninry 

provideci in the c o m m ~ ,  not on how busy the court system is nor the occupancy rate of the 

prisons. 

Proactive ammunity-based policing aIso suggests that the entire comrnunity recognizes 

that "sCCUfitYn is the concem of aii  participants of the curnrnU11ity. 'Ibis may lead to the 

implementaîion of pmgrams such as "Conmiunity Watch", or even ha* private cornpanics 

provide spoosorship for athletic teams, community centers, and the like. It is important that the 

commMity reaiize tbat theù police force is not a separate entity from themseives; they are one 

in the same and in order to increase the level of security and the quaiity of üfe of di participants 

ofthese communities, everyone must get invoived in their own way. 

Some police fôrces are now at the stage where they an recognkbg the advantage of 
u- interactive" policbg. Police hrces an placing a premium on interaction with the community 

at kuge and 1- the various client groups in on the decision-making process. The agenda is 

no longer set by the poiice force, but by the communiity as a whole. The emphasis is placed on 

participation; the police make a true attanpt at "understanding" the conce~ls of aU ciiait 

gmups; and "law mforcement* techniques becorne innovative and respcmsive rather than 

stagnaut and patenialistic. 

Commrmity policiog has becorne the subject of numemus sûtdies in both pobcing and 

acadanc fields. From a policing persp&e, ihu "radical" new approach is so &Exeat h m  

the traditional mode1 that poiice fbrces continue to study its successes and perccived pitfàiis 

prior to adopting the al1 mcampasaing changes tbat are tequired to cornpletc its aiU 

implemeatatim. Frwi an academic point of view, the m&l k vexy interesthg because ito 

hplicsrtiolls ruc fpr-icachmg in a mimbcr of fields includiag: -cm,, hw, sociology, 

psychoIogy,andot&rbebavioraisci~. A s s u ~ t h ~ 1 ~ a n a w i d e ~ d d c f i n i t i 0 1 l s a f  

" c o m m ~ - b 9 S e d  poIichgn a-ie m today's ka tu rc  

Califbmia Commission on Pcaa Oniccr Standards and Training, 1994, pp. 2 - 3. 



"Community Policing is a phüosophy of fûli service personalkaci 

poking, where the same officer p-ls and works in the same a n a  on a 

permanent basis, fiom a decentralued place, wodaiig m a proactive partnership 

with ntizms to identify and soive problems.'" 

"Community Policing comprises two main strategies. The nrst 

involves commuaity seNice strategis which consolidate a proactive appmh, 

based more on persuasion than on the use of &ce, a broadenhg of the police 

mandate through individual actions such as police-commuriity newsletter or 

contacts with viaims. A second gives greater importance to collective action 

mes by deve1oping a network of c i h m  and businessmen or setriiig up 

citizen's CO- or yet again by providing greater police visibility via fOot 

patrok or opening storefrclnt officeda 

"CommUIljty Poüciog recpires that a department wide philosophicd 

cornmitment to iwolve average citizms as partners in the process of reducing 

and controüing the contemporary problems of crime, drugs, fear of crime and 

neighborhood decay; and in efforts to improve the ovedi quality of lifè in the 

f~llllllimity"*~ 

'We  define wmmunity poticing as a partneship ktweai the potice 

and the law-abiding citizms to prevent crime; to amst those who choosc to 

vioiaîe the law, to solve ncurring pmbletns where we taid to go badc to the 

same places over and over again, md to evatuate the resuits o f  our offorts. The 

whole objective is to improve the quality of Iifk in the ncighbochoods 

throughout out City"? 

Su& glllpshots can M y  provide the nader widi a tme amderstanding of what the 

concept of community pulicing is. What these definitions are usehil for howmr, is to 

to studenrs of the subjezt, jwt h m  divene the concept M y  is and what it meapis 

to dinaem people. In niet, as wc ddvc deepa in to the concept, m wül poao mo@zc thsr 



this very fàct is what makes community poiicing so efféctive: its very nature dows 5 to be 

flexible and adapt to the individual needs of aii communities. In this way, " c o m m e  

polichg" may have as many dennitions as the number of communities participating in the 

imtiatiVe; or bdeed, as many de5nitiox~ as there an participants involveci in the d. 

At this juncture, we may find a more complete 6'defhiti~nn of community policing by 

Ming its components. One admnve study on die concept of Community Policing has 

identifieci the foiiowbg list as integral components of di fommunity policing initiatives ": 

A problem-solving, fe~uIts~riented éLppr0a~h to law enforcement; 

Articulation of police values that incornrates citizen involvement; 

Accc)untabilifL of the police to each neighbortiood; 

Deamtdktion ofauthonty; 

Police-community partnershi~ and oharing of power; 

Beat boundaries that comspond to neinhborhood boudaries; 

Permanent assignment of patrol officers (continuity and ownetsbip); 

EmDowermen? of patrd officers to show initiative; 



perspedve, these components wiü cornpletdy transform a police organi8ton, h m  the 

tradibonal mode1 of'ïaw-enforcement", to an interactive model of police seMces whobe aim is 

to ame1iorate the quaüs, of life of the commmity it serves. 

We have seen some W o n s  of community policing, as weli as identifiai the key 

components aeeded to successfilily implement the commimity poiicing concept in a police 

organization and in a cornmunity. In ordn to demonstrate to the reader the k-rcachirig 

implications of these changes in a police force, 1 wodd iike to briefly outhe the difkmces 

between the "old modeln of policing vems the comrnunity poiicing model. These ciifErences 

becomc most obvious d e n  the underlying assumptions of the two mcdels are compafed. 

The fbiiowing kt represents what 1 believe to be the most widely SM aPsumptons of 

coimunity policmg as they are compand to the tmditioaal model of policing which has beni so 

prevalent in recent history: 

dJiid# the comrnunity poiicing rnodei, the primaty purpose of the polict is to asskt the 

public in estabüsblig and maintaniing a safe, ordedy s d  environment. Under the ~adi'tiomi 

d e i ,  the goal was to protect the lm-abiding public fiom c t i m i ~ h  ; 

e T k  goal of cornmunity poücing is accomplished by providhg a vaciety of savices to 

the c a m m ~ .  ldtntifying and appnhendmg the criririnals is one of those senkes - hdetd an 

important me. But it is not neassaiiy mon important than the other services. Under the 

tmdftional modei. the most efictiw meatts of uccomplfshfng the goal of the piice wwos CO 

fdenhii and m m t  the criminak. colieci evidence anà ennve ihat the perpetrufors are 

-shed rhrargh fnc~tcemtlon or other merhods "; 

SlmInidtaudsayky.=OpmmMüvPoi.l489; -aidw#8Araiad1&we . . 
* ~cwYorir= 

oKbotd u-ty Rcsr, lm), p3. 
F l m l r f . ~ ~ L i m i t s ~ f i o s s i ' b i l i t i ~ ~ d t h e C r i m i n a l L a w " i n U n i v a n t y d N ~  

D a a v L a w S c î w i , T & ~ o f C ~ a F ~ i i e t S f g g & ,  . (New Y& DaCapo Pnsr, 1971). p. 56. 



.Under community poticing, it is not possible for the police nor any other agency to 

compieteiy eradicate aIi aime. Crime is sirnply a mad&&on of social disorder, which is in 

tmq a p d u c t  of cornplex social interactions. M e r  the tradïtionuI model, the public cmld 

not Hord the resources necessary to eradicate al1 crime. Therefore. it was more eficïentfor 

the police to concentrate ifs limited resources on the eracifcation of serious crimes. those that 

couse the most disnption, i n m  loss of life. rmd proprty damage, anù are accorded the 

most sewro p u n i s h t  wtdor Iuw "; 

.The comunity poiicing models asserts that some senous crimes are commi#ed by 

inherentiy '%ad" people, lifaime criminaIs who prey on the innocent Howeyer, sane serious 

crimes are ais0 cornmitteci by normally law-abiding individuals who are indistinguishable h m  

th g a x d  population because they - the general population. Unàer the truditionul model, 

there were "god g t q  " and "bad guys "; c n m i ~ l s  and lm-abiding dtizens. Ths clistinction 

wep a h a p  qufte clear 

aAccording to the community poiicing mode4 people commit crimes for aU sorts of 

ceasons, many of *ch arUe M y  out of their social relationships. Some other remous for 

aiminai bebavior include financial desperation, emotiod illness, b t e d  mental capacity, 

intoxication, and the influence of peers. Tnatmg aIi violators iodiscriminateiy as "bad people" 

is bath unjust and inefktive. Trudfti011oliy, "bad people". in order to avoid pm'shment, 

emptoy va- m e m  to make themeives i~sttnguishable fiom lm-ubfalng cit&ens 6'; 

Community poiicing dernonstraces that some law enforcement services quire the 

adcasive training and expertise of @aIists and technid experts. hwever, by Y, the 

gnater of p o k g  mvoIves s e ~ c e s  tbat an pesformed by gent&, m d y  thepifroi 

fime. U i  the trat#tionulpolfcfng m e  the identij7eatirion a d  apprehemllSton of criminai3 

Gaorgc Kdüng rnd Elinkth Watson, ' C m  with Aceoimtability" in Hoova e& Poticq 
pp. 141 - 142. 

~ & , Q i m c m d C u l ~ ~ ~ ~ ( W c s t p a ~ c O m :  G - R q  19s6).p. 11. 
a E L m y S . ~ T o h u t S h r l l Y e R c t m n 3 " i a M o o c D a m t L r w S c h m ~ T b e ~  
p. 18. 



requires the use of sophisticated techniques and highly trained. skilled specialists who employ 

the best mailable scientiific devices d methods "; 

e h  recent years. the quality of the of the personnel m i t e d  and hired as  pair01 officers 

bas k i c d  and they have been provided with more and b e r  training. Thus it is reasonable 

to eqect patrol officers to have the skiils necessary to perfonn tbt dem~~~lding services expectcd 

of them. Undor the old model: specialists coulrlit 't be evegwhere Thorefore, the jinctions 

of the generulfsis were twofold: first. to prewnt and discourage m.me from their mere 

prssonce; d s e c o &  when a crime was cornmittee, to provide the specialfsl with a minimum 

mount of assïstmce cmd in@rmution on whai hud trmpired - then the specialist wouùi t u b  

over "; 

@The community policiug mode1 increases the range of seNices behg Perfpmed by 

generalist patrol officers, and expezts a higher level of performance, thus inmaskg the job 

satisniaion fklt by the officers. and their motivation to do superior work Comtene?,, undet 

the haditional model. generalists were highïj supMsed cmd guided by m exte- series of 

policies and proceahrres that were desfgneà to minimize the& mistakes. The generalists were 

eqected to huw and obey these policies md procedures unquestioningiy und without 

exception @; 

Community policing assem tbt, in mry community, ,cituais wed the policc to 

perfbnn d o u s  SeMces to help control miskhaMor. not aii ofwhich is Spcancally criminal; 

and to help maintain social order. These ne& are not ahvays obvious; o h  diey must be 

discovercd thtough the cwperative efforts of the police end citizcas. Under the old mode& it 

war b e l i d  thut the w t  majori@ of low-abiding citizens wanted nothing finn the police 

excepi profection f i m  mcnmimls. Consti~utional and ethfcal imperutives && ihat the 



lc~w-tzbidingpublic be lep strict& alone except when rhey become victim or there ir evidence 

that they h m  commttted a crime ": 

auder the commuoity poiicing modei, citizens not ody make danands on the police, 

but they ais0 must take an active role in promoting social order. UItimately , thae must be a 

close and couaboratm relationship between the police and the c o d e s  tbey serve. 

Conwnely, the traditioml model of policing viewed l m  obiding citizens who were neither 

suspects nor victims as W n g  no business interférng with the legitimate work of the police 

since their ignorance of the inhieucies of the lm and of the sophisticated techniques used by 

the @ce are likiy to hindèr the police in their essentid &fies. 

As we have Winiessed, police forces have traditional1y hplexnented a nactive appmach 

to law enforcement. Traditionai "teactive" law enforcement means: 1) It is inciùent orfente& 

fesponding to particular incidents, d s ,  cases or evmts; not to the under1ying problems they 

o h  npresent. 2) It has a reactive orientation: the fbcus of operations are primariiy orimted 

to responding to events as they &. 3) It provides limfted mm')&: adysis and infômation 

gathering is limited to specinc incidents or events and not to an d y s i s  of the problems *ch 

procipitateci the event, 4) It is a narrow respome: there is limited or no room for innovation 

and empbasis is placed on standard law enforcement strate@=. 5) It places rmphepfs on the 

nie- mer the en& an emphaois on mpnse enicency means Me man fbr emphasis on the 

acrual impact of policing strategies; efnciency is dued over edfbiveness? Therefbre, the 

traditional mode1 of "reactive poiicing" was very limited in temu of effectiveness as a strategy 

fbr sdving or mamghg basic and ncurring poiicing probiems in the comimity. 

Howevet7 fàced with a new socio-political nality, many police âepartments in Canada 

chose to ramite with the communities they sem and implcment a pmactk app& to 

" Patndt v- Murphy. "OlgmisiPg fbr community PoIicMg", in John W. Bbafk, al* Isaig in 
PoIicing= New * @xhgtoo: Autumn Ebmc, I991), p. 113. 

~ S y i 4 ~ A m i d C b a a g t n C ~ L l l l y T . ~ . ~ P O t i C t M 1 1 U ~  ~ c ~ a x u i  
(WachingUîn: Police ExCCPtive Rcscarch Forum, 1992). p. 165. 

= W u p h y . ~ ~ - O r i m D d P o l i c i a g ( ~  ~ o f î h e h i i ü t o r O m a l o f  
Canada, 1992). pp, 44. 



providuag sec* and a better yality of life for ifs citizeas. in the words of a prominent 

"ProbIan oriented policing fbcuses on solving problems radier than 
nspmdmg to and nporting mcidmt9, by vieaving incidents as symptoms of 
pmblems. Our goal is thedre to achieve CommiIrlity b a d  poücing by 
appiyiug the strateg*es and tactics of Problem orimted poücing. Police wiU act 
as c o m m e  team leaders in i- pmblerns that damage the qualiry of 
lifé, thm work through the communiry as a whole to fhd and apply so1utio11~ to 
those problems.a 

Pmactive community-based p o h g  resembles to a great extent the type of p r d v e  

issues management which many corporations have also chosm to implement in iight of the new 

saciai nality. Jon Johnson, describes this new appmach to issues management as: ''identi@& 

evaiuahgi& and nspoading to sacial and political issues which may impact s i g n i f d y  upon 

the "orgaxbtion". He incorporates six steps in this proactive appmach to issu*, 

management 1) scaiming and monitoring the environment; 2) ident@hg and prioritiziag the 

issues; 3) auaiyzhg the issues; 4) making a decision as to how to tespond to the issue(s); 5) 

Onplanentinp the p h  of artadc; and, 6) evaluating the issue and the orpnbtion's fespouse? 

Let us now look at how this rd- to the newly-adopte& proactive appmach ta 

1) Scmnhg md monitoring. in addition to scanning and monitoring the general 

public, the media, thought leaders, and the govemment in order to estabIish w h  is happening 

their own h ted  sources (iiiigeace reports, Statiscicai information, incident reports, etc.). 

aiay k the sieps of an undedying '>mblan". Incidents are simply signs of a cause and it is the 

%PLDA. C I P C L . ~ ~ ~ P ~ P O ~ ~ ~ N U ~ ~ ~ ~ ~ ~ F ~ ~ ~ P I ~ ~ ~ R O ~ ~ ~ ;  
@inmntoz~: City ofpdmnnton Police Service, 1988). 

Q ~ i m ~ ~ h n s o a , ~ ~ a n a g g n m t  WbatArethsIpual"in~9ipnaty.VoL18.No.3.  
1.983, p.22 
'O Ibid, pp. 23-26. 



nIsztions personnel, and infionnation management systans. Again, the emphasis should be 

p l 4  on identifjing mot causes of incidents rathet than simply idnaiSing the incidents 

themselves. 

Haman Goldste i i  suggests that it is possible to relate incidents by h k t g  on four 

key Ceyristics: a) behnvior. commoa behavior involved (Le. wdalism, saaial assauit, 

etc.); b) tewto'y. mcidarts relettd by location; c) persans: incidents which affect a sped5c 

grwp or typt of people (o&ndns, complainants, or victims); and d) time: incidents relateci by 

the, season or day of the week 

P r i o ~ o n  meaiis remphhg the limllted resources of the community and the police 

fbrce, and assipnuig some type of pnority to the identified problems. Goldstem tecornends the 

foiiowing Wrs shouid be considrd during the priontization pnxxss: a) the impact o f  the 

problac how &bign is the problan and how many people are M?; b) the se&ousness of 

the problem: how much danger* damage, public cwcem and politicai Wibility is invoIved? 

What are the come~uences?; c) the cornplenty of the problem: how complex is it and wbaî 

are the resource impticaticnu for the department?; d) the soivabfiip of the problaa: what 

degne of impact wiii police efirts have on the problem?; and, e) the interest m so1Mng the 

problexx even though the issue is Mii4 there must be an interest by both the canmunity and 

the police for nsolving the problan. 

3) An- ofrlrr p r o b h :  investigating the problem by gathering and inrclpming 

diverse and compnbeasive information. Sources of analysis may includt. aime rrsearch 

material; police hfbrm8tion management sources; other police officers; other police forces; and 

ofcourse, the comrnunity. 

4) D--hg (developing a stmtegy): pmblems which police dcpartmacts have 

to deal with are o h  specific and require specinc -*es as a cesponse. Tk objectives of 

the sûategy should nspaad to the precise criteria of the pmbkm at band. Depmding on the 

problem, a series of options are availab1cî3 a) focused -es: are those *ch are fbcused 

oa those who are at the con ofthe pmblem (Le. rcpeat ofaridcrs or addnssa). Strategies tbat 

b u s  on this core population wiil have a more pronouncecl e f k t  thsn broder b a d  mrtogics. 

b) Inter-Strstcgies: a c o o r d i i i i t e d ~ w i t h c o m m * i P i t y ~ e s a n d m b i M ~  

I h i t u c i n v o M m s m i ü . r p t o b I e m z r ~ . e ~ t b c R c M P o n d ~ c u s o ~ m r ~ f t ~ ~ ~ f a ~  



and idionnation in combating the flow of drugs into the country - or at a specifïc entry point). 

c) Mediation strate@=: in some instances, the police rnay be Ui a position a> mediate a 

response to a problan (Le. noise fkom a fiatemity how). d) Communication and educaticm 

sbategies: educating tbe public with respect to the dangers of a particular situation. e) 

Community mobilization strategies: where possible, the community shouid play a role in the 

problan solving shategy (i.e. neighborhood watch programs). f )  Enmuraging commMity 

controI: parents, teachers and building owners di have some type of authority over children, 

miployees or pmperties. g) Use of non-rrimmal laws and reguiaîions: creative use of private 

and public regulations, la- or statutes (Le. hours of use for parks, etc.). h) Crime prevention 

strategies: development and use of proven crime prevention strategies. 

5) IhpIernuIfaZion: developmnt of an implementaîion plan for the straagy chosen 

for a given probiem.. It is always a good idea to pruvide a written statement of the goals, 

objectives, strategies and t h e  hmes invoIved m order to b i b i t e  an evaluation of the 

strategy. Wherever possible, the clients waich have participateci in the development of the 

shatcgy, should participeut in its hplemedation. At the nry least, interested clients should be 

provideci Mack with Rspect to the progress ofthe implmentation plan. 

6) Evalumion: an evaiuation of a strategy and its implexnentation is uscful in that it 

allows a community to &termine whetha or not the strategy is having any eflèct on the problem 

fôr which it wes developed to hande. Evaiuation is also important in t h  it helps one determine 

whether this strategy cwld be used in other sibations of a similar nature. 

As we can see, proaccive cornmimity-based poticing, as it is p d c e d  in several 

communih'es around the world, cesembles very much the issues management proctss of many 

modcrn corporations: it idaaifies, evaiuates and respands to the undertying issues which wüi 

ultimately a&d the police dcpartmeat in the petf9rmance of its s e ~ œ .  

Wrthout a doubt, aii ofthe elanex& üsted above are v q  important to pmvicüug a more 

cfféctivt and e4Ecicnt police force, d e  assurhg the seainty and quality of iifè of tbc 

commPnityit~~~~~.)Eowtvuweneed~takcthisprocase~noaestepfûrther. Weneedto 

transfOm prwcriw policfng into intemcrrW pdidng. Ratber tban tbeiipîy ïlQagn die 

armmPniry~a~urccdiiir9nnrtiaioruaodbrbslp~to~hnagivccipiob~all 

a c t o r ~ ~ ~ P n d a & n a a l ) m u s t ~ p n P i t e g r a l p a r t d ~ d e c i s i o n ~ p m c a s .  

Wnyl F ~ o f ~ w e h a v c ~ d ù a u w d ~ h r t t h a t t b c m l e o f d i e p o ~ a i d ~ ~ t b e  



se- and ovedi quality of Iife of the comrnunity 5 serves. Police departmats provide a 

s e ~ c e  to the commrmity who should thdore have a say as to which issues are important, 

what should be done, and whether or not the strategies used are e&&e. Second, interdon 

with the comunity d enhance the credibdity ofthe poiice deparhneat as well as the methods 

used by the department in tacisihg the ddlyuig problems. Thini, interaction will enhance the 

amouut of innovative mput into the decision-making process. Fotnth, interaction with the 

commMity wili help to ensure that the community and the police department mnain as one 

enîity and that they share a ammion goal and vision. Fmaüy, Uaeractve policing will convince 

aii participants of the c o m m e  that "Senuay and quality of Iifé" are everyone's concem. 

This will uttimate1y lead to a more e&aive and efficient implementation of secunty methods. 

In order Qr intetactive poiicing to be tnily e&&ve, both the commuPity and 

the police department must necessariiy buy into the plan. This is not aiways a given. As we 

have alresdy discussed, suspkion~ persist on both sides of the coui with respect to the "realW 

intentions of the o k .  Citllais may fèel a h i d  or "used" as simple police iiifomuuito. Police 

officas, many o f  whom were tau@ not to be cnative, may feel aiieaated or 'ûsedn by 

politiciaos in a new police "W. Some may feel that their jobs are at stake and that this is 

simply another attempt by poiiticians to cut positions and Save money at tbeù expense. 

In order fbr the fidl implernentation of an mteractive community-basxi policing madel 

to Dke piace, everyone must "buy in": the cornmunity, the field officers, their supervisors, and 

maiiaganmt If one ünk in this chain is missing, the circle canwt be closed and the key element 

of "interslcti011" in commun& based policing cana& ôe reacheti. 



memben to adopt this entinly new minciset. The next chapter will deal with the orgarhtional 

changes nquind by +ce agencies in order to complete the Wonnation to the interactive 

madd of commllnity-based poiicing. 



Cophg Wh Orgmi#ionul Change 

In the previous chapter, we have lmked at the shimiing changes which the policing 

cornmunity bas witnessed over the Iast decade; a compltte transformation of the way ùi which 

plia forces interact with the comm11Zilfies they sem. They have t r a n d ô d  h m  a 

hierarchid pyramid of high supewision and authoritariaa policies and prooedures, to one of 

pmiiebive intefaction with the wmimity, and empowerment of the fiont üne workers. Such 

Çinriamaari change m o t  possibly be miplemented in nich a short span without some 

growing pains. DefiniteIy, it m o t  be effectively p into pl= w i h t  a weii planneci, 

comprrhnsive management strategy. 

Undex the Community Poiichg concept of "interaction", the challenges of management 

are not oniy at the ''Chain of command" level. The direct contact between front h e  police 

officen and the cornmunity wiii also be subject to ncw management problems. Community 

policing may becorne very âustrating for the police a d  the canmunity untiî the d e s  becorne 

defined undet the pm "ruiesn. The community, although wantnig to be consulted and bolved 

in th prionty-settbg proass of the police, wiii continue to expect the police to queii 

neighbourhood problems; stop abusive spouses; amst c r i d s ;  give aafnc tickets; and patroi 

in visMe, marked police units. Failhg to understand the change pmass as long-term, ongoing, 

and soinewbat chaotic wili doom community policing if considerable &rt is not &en to 

maintaining a Ievel of troditonai perceptions of the plice? 

Fmm a human resource perspective, changes in police tecnutment, seiedon, trainai& 
and promotionai standards wili also need to be comidered hhagemnt wiii ultimsteiy have O 

work with police officer representation, civii service boards, and maybe even other outside 

entities in order to f i d  the right 'W for aU parties caicemed. 

In short, the pmass of change, akhough rehtheiy rapid, wili suffcr serious gmwiag 

pains. O o e a u m o t c ? t p c c t t b c ~ ü o e o f n ~ ~ ~ ~ t o ~ r g o a c o m p I e t c ~ s h i f t m t h e i r  

- d ~ o v t n u - *  ~ t ~ a ~ ~ ~ ~ a t a r p c c t a m t l i n e w o i k a s o r L i n e o f E i ~ t r ~ t o  

m~yanbrsceoacw'krsrrmnsccwofanpwrmartaadmaovsSian.withadwmcdnibtor 

suspicim. Nor cm we apea the canmunity to auîomatidy ûust a new app& ofpolichg 

'* Qiarlcs Swanson, huant Tenito. anâ Robert Taylor, police . .  . 



h m  an o r p h i o n  from which they have been estran@ br so long. Finally? management 

must "manage" &seE Indead, they are a fiiadamental key to the success of the concept of 

community poiicing. If management does not provicie a leamkg ellvifonment, one susceptiile 

to innovation and iateraction; if they do not provide the tools and support needed to miplanent 

this new appmacb; if they do not themselves embrace (not just in words, but also in theu 

actions) the princip1es which they expect theu fiont iine workers to use when deaiing with the 

public; then the exercise is doomed to &il. 

The present chapter will explore how to manage the change pmcess in police 

orgaubticms. In order to accomplish this task, 1 wüi begin by discussing elanents wbich 

management will need to ansider during the transirionai stage. Them, 1 will identify managerid 

repuiranents, and an o r g m b a t i d  structure which is recpired for the sustenance and support 

of the concept of community poiicing . 

An orgmktion, poiice or otherwise, which is gohg through fimdameutai transition, 

must fint look hwardly and i- key anas of change. The followhg is a list of 

o ~ o d  / structurai anas 75 which undQ the impIementaîion of cornrnunity policing, wiil 

nccessarily rquire kngthy p e n d  and consideration by management so as to detemiinc: where 

taey arq where îhey want to go; and how they are gomg to get the=+ 

Volua und C'&un: At the core of an agency is a set of value - an undedying 

philaophy ihat defines its nrwin for existence. The values of cornmtmity pdickig (iiciudhg 

problem 0 0 1 ~  partnerships d customer &ce) must drive the organhtion - it must be 

adoptai at aii leveis as thc "mmdsct" of the orgamhtion. The police department% culture 

n&cts these values in its structure and management. Mcmben of tbe orphaiion, incIudiag 

âoat lm workers and he &cers, leam what d o n s  arc important to the organization through 

thesevalues. h o t h c t ~ ~ ~ d r e ~ ~ ! d " p o t i c t ~ w a s b P # d o n d i e ~ i c r v a l u e s o f t b e  

~ ~ d p o l i ~  WiththetransfOcmatfon~c~mmuniîypliciag.rmqeamt 

anididCDPifLud~r"ncw"~ctofvalut~mwhichtht"new"o~~~wüIbc 

f o d  



The onus iies squarely on the shouiders o f  management to i d e n e  the new vaiues ofthe 

orphtion, and to successfuliy mold these values into an organizational culture. Tt wiU iiot be 

acceptable for management to simpiy identify a new set of values for %e rest of the 

organhtion", and then not chtmge their own behaviour. Culture is estabZished by members of 

the organization ubsetving how rhings are cmd then drawing conclrcic~~o~~~ about thetr 

organization 's prioràties. ThThis element of the ~cmsfomt ion process hm to stmt at the top. 

Ifmanagement mily hopes ta s u d  m c m  the firndamentai culture of- oqanktion, 

t is essentiai that they ''tsrllr the taik" "waik the taikn. Anything iess WU ultimateiy d 

m fàilure, 

G d :  "Organizatonal goais are articulated values'". They describe what the 

o-on is striving for and they delineate how the rcsults will be attamcd. Goals expiain the 

way in which the values of the organizatiou an to be accanpüshd For example, a goal of 

commiJaitv based poiiciag wili be tbat the poiice h c e  wiii make concerteci &rts to involve 

cummimity mexnbers and organktions in the identification and solution of communky 

probtems (it may ewen be more precise by offéring spccific suggestions as to how to iiccompiish 

this - i.e. "citLen's fbrums", rrgular meetings with t o m  coucil, etc). This goai reinfùrces 

uiutedybg values of empowerhg the citizens; sbaring securiry concems; and a rapp~ocement 

of police and cornmunityunity 

The ro1e of management in îhe goai-seühg stage is to make sure that the goah are 

teflective of the values of the organization; make sure that aii of the various units of the 

~tareimro1vedintbegoal~pnnwsaadmimplcmcntingdicm;aisurrdiattbe 

goals m the dif[;ercnt units an consistent (coordmaton); doaire irarssary resoucces O allow 

eachuaittohpkmaitbieirgoais; ~dua~tthesuccessofthegoalsasaniadifati'onofthe 

succes ofthe irnplanentaton of the values of the o r p i a i o a  

S~udurc: Thae are five main structural m a s  in a police organupton: officer - 
nOnt üac worLer relations; communication patterns; decisionarakmg proceduns; 

acamîabiiiitr. and reward s y s t a d '  Under the troditiopal mociei of policing, tbese nvt 

süuchualaiearwereheavitycedendcma~wmwndandcontro1approBEh, Offiœr- 

fiont liir walm relatious wm cold and fô&; ~~~ l l l l lU t l j ca t i~~~  mesnt mnriatiœk flowcd 

~ a n d o r d a s f l d b r c L o d d o w a ;  decisi0ll~mrccaiymdP8tthctop(any~on 



made at a lower lwel was based on policy which had been formulated at the top); accountability 

meant that fiont iine workers were accotmtabIe for their actions vis-a-vis theù adherence to 

policy and procedures; and nwards ( o h  in the fom of promotions) were based on a 

tnember's ability to nspect and follow pmcedure, and to acbieve targeted goak based on 

srati9tics (reflecthg the values of tiaditionai poiicing - i.e. the number of amstp, t d i c  tickets, 

scipirts, etc.). 

Obviously, these stmctural systems are not conducive to a community-based approach 

to policing. Each of these f i e  structural amis will have to be completely mramped so as to 

respect the new &es; and bilitate the achievement of the goals of the organi8ton. 

Clhate: An orgaairation's ciimate is a direct pduct  of its structure. It is made 

up of the beüefk and assumptioas of members of the organization which *ui be identifieci, but 

are never wrictm anywhere. It mcludes such things as trust between the front üne workers and 

management; support; cornpetition; W o m ;  stress; conflict; and morale. Ifyou codd sum it 

up in one worâ, 1 would say "perception" - the perception of the members of the organization 

vis+-vis its organization. 

A dcpartment's ciimaîe is dcpendad upon its structure, values, and goais. if the values 

and goah of the O ~ O I S  are voiced, but the structure does not aEord the tools, nor the 

proceduns to impiement them, thai the c b  wii i  be poor. Conversely, if the deqartment has 

a stnicûue which aiiows for the fRe flow of ideas and open reMons bctwem management and 

k a t  üm workers, but the values and goah are not c l d y  stated, then once again, the 

hplementation of the cummunity policing mode1 will W. 

JWrnnal Environment: Obviously, since the role of a police department is to 

pmmote semu@ and anwd protection to the community it semes, then it is a naturai 

assumption that the aaemal environment wiii have an impact on the police department and the 

way it conducts its busbess. 

Under die traditional mode4 the police &ce establishd the community's priontia 6th  

mjxct to scairity and protectb issues. Uader thu model, the exterd environment bad a 

1 ~ ~ a h P i f l u e i a c t a o t h e g t a b l i t b m e n t o f ~ r u d p n o n t i ~ o f t 6 e p o l i c t E x c c -  

e x a p t t o W t O n e w ~ h c r i m i D a l ~ .  W t h i e s p e n t a t h e ~ ~ o i i i p g o f  

t b c ~ ~ o n , d i e c r d a a a l c m r i r m m c n t h a d m a l ~ ~ ~ ~ t l ~ t o a t h e d c p a r c m c n t  

Wah a- poticing bowrm, the d e w h m  becomcs a kcy dcmemt in 

tbe decision malaDg proass at aii kvds. If mt maitoreci pmpedy, tbis can cause a 



perception ofiastabiliry vrrithin the ranks, it ain agéa the department's ability to accornplish 

its goais; and it can blur the fundamental d u e s  of the department. It is imperative thedore 

tbat the plia departmemt maintam a clear puise oa its commimity; that t monitor and 

uxuierstand the elements of its mm-; and that it mutin the "expertn in public sccurity 

rna#ers wbile at the same time being sensitive to the needs and wishes of the various 

comunity groups which it serves. A police force must renunnfomed on its core values - 
and e m e  that any changes to the go& that it has associated to those values are both 

necessag rmd remah rejecrive of those core values- 

We bave vent the Iast few minutes ideatifying structural / organizaticmai areas which 

must be carenilly manageci during the m o n  h m  a traditional mode1 to a comrminity- 

based mode1 of policing. The nmainder ofthis ehaptex wül be a discussion on how each of 

these elemeats rnust be hplemented under community pdicing. In otber WO&~ what is the 

end product that is quired in each of these structural elexnents that wüi aisure a smooth 

transition and sucoessful implementation of the cotnmunity poliohg d l .  

W6ea a iaw eofbrcement agency embraces commupity policing, di members of the 

oqanhtiou becorne oriented to provide customer SMCC a d  woik toward a commUnay-wide 

a r t  to privent crinie. These same officers may be hampcred by the acistllig hierafchicai 

stnicture and poticies that maintain decisions at the top, ümit the amount and rype of 

ix&rmation dispersed, and nqyh aii actions to go through the chain of ç o d  Such 

inconsistcnciies betweeD vatues, goals and structurai sycltmis m y  oAcn cause intend conflict 

that wil i  impede the implementstion of the aiamiiunity basai poliehg miadset tbat the 

oq@zationisstmiingtoaaalli. Itwülaniyaddtothearniiol"tr?nrlcncit~dsomtmsmbas 

of the orspiucation who Win dismist chan&; have WC confidence m mpiiigemeot and the 

~onthyai t01mie;d~becyaicalwi thnspcntonmtyadoptcd~systans'  

I t i s a ô s o h s t d y m i p a s t i v e t h t t h c p o l i o o ~ i t s d f ~ i n a i d a 0 n 8 e a  

Qapwdirectiai~chkoxpecrricrempI~yees~Bhd+-dthe~. 

p o l i d n g ~ s ü u ~ u d o ~ o n a i ~ p o r i o b  Tbtportionoftbocbaptcrwîii 

nowreaammteocbm~cturalfo~dare~thrtweiaa6ndabave.d~wbst 



is requid m order to fgcilitate the changes associated to the community - based policing 

model. 

We stated d e r  that values are at the are of an organhtion - t is the underlying 

phiIosophy that defiaes its reason for existerice. It stands to r*wn thedore, that a police 

organization which bes adopted the community-bd poiicing must use the values 

associated to eommunity policing as iis dri* force. 

What are the dues of an organllation commi#ed to cornmunity policing? 1 believe that we 

d d  break these values hto two grwps: the nrst are the values of the organization with 

respect to the canmunity (extemai); and the second are the d u e s  ofthe o ~ o a  a s s o c M  

to its members. 

me ExternaI Values of Commune Poîi&g 

The ''atternal values'' of a poiice orpnhion am be defineci as the principles which 

wiii lay the fôunâation for the n l a î i d p  behween the police depment and the community it 

serves. Unâer the modd of community poticbg, such d u e s  wiii nezesdy refiect an 

"interactive" nlationship; one that rejects the traditionai modei of segregdtion of the two 

entities; and one which wül embsace active participation ofthe community in security issues. 

% is diBicuit to d&e a set of extemai dues  that would be appiicable to aü police 

deparhnents - the term comrnunity poiicing means that thm are no hard-hst des - the police 

departmait becornes fesponsive to the parti& neab of the community it serves. Howevcr, 

t k e  are some general values which may be applicable in ail cases: 

Muml problern soMng - invoiving the c o m m w  m the 

identification of problans in poticing issues, Seamg piiorities, and iden- 

so1utions in an efncient mamer. 

0 Open andhona<! curnlltymf~otfon - essead to c m  a seme oftrust 

b c r w o m t & p o l i ~ ~ d e p P r c m c P L a a d t ? e c a m m u i ù P y , ï t U ~ t a n -  

c s t a b l i s h ~ I m s u f c ~ m m u n i a i i m ~ ~ c a t i ~ ~ d k s t t h c  

~ ü a e , a s W d l a S a t ( b t ~ M . C o m m ~ d ~ u n d a d i e  

c o r m n e  poiicing modcl must k two way - aid above al4 haoost. 



C u l m l  semitMty - a police department who adopts the coxnmunity- 

based policing mode1 must be sensitive to the particular needs of a cornmunity, 

and the various cultures whÎch may exist in that community. A c o h e n t  to 

cultural msitivity by the department means that e&rts WU be made to 

address specifîc concems of a community and to understand prob1ems which 

are unique to their ci.rcum~fances. Often, police forces will make concated 

efforts to hire police officers who are h m  the various cultural groups which 

make up the community they senie. An aitire papa could be HRaten on this 

initiative in itself, but there are severai difficulties associated to their attempts 

and the success rate appears to be mioimal. 

Unbiosed and respecfil treatment of a11 people - this is self 

srpianatory. 1 shodd comment however that it should be a value of any plia 

department - ewn those stiil under the traditional mode1 of policing. The 

dinémce hem may lie in the fâct thaî thm WU be a difkrent approach to the 

public under the community-based poli@ modei. The public is no longer 

scgngatcd into "good" and "bad"; c k e s  are trratcd as societal problexns and 

solutions which wilI address thest pmblans (not just the syrnptoms), will be 

sought by the commdty as a whole. 

Accowltabili& - to the commun&. This is quite fadicd in the seme 

that under the traditional mode& the poüce dictated the role of its orgaaipition 

in the commrmis,. It was certainly accountable - to the governent - but 

accountabüity was measured in différent tenns - Statjstics, etc. Now, the term 

"accountabiiity" meam w o h g  with the c o m m e  to identify the rule of the 

organization, define problems. and seek sohati011~. Accountabiiity, under 

cammunity policing, is measund in ternis of  the impmvement of overall 

scwnty and quaüty of Iift in the cosnmunity. 

a Eflcttve and Efiicni Use of Resmrces - *ch, under the comrn* 

p d i ~ m o d d , ~ t b a t t b e n s o u r c c s w ü l b e w d r o ~ 1 6 e p r i o n t i e s  

dcnned by tbe in consultation wikh Ur c o m m e .  Oncc again, 1 

wül stress tbit the policc m u t  bc eaaniimd to wusuhg the public and 

idaitayiiig communiry prioritics Howcver, rtsource~ an b i t e  and thy Win 

mutin that vmy. Also, thac may be d c f i n g  accoum of prioritics by 
* 



différent M o n s  of the community. Thedore, it is ultimately up to the police, 

who remah the experts in commimity s e ,  to ensure that kir limmd 

cesources are used effsnvely and efficiently. 

l7ie Intanai Values of Commun@ Policng 

The internai values of a police department committed to comunity poli@ d d s  with 

the princip1es on which the fou~1dation is laid for the reiationship between the 0-on and 

its employees. Such d u e s  must ensure that maaagement tnats the front h e  workers with the 

9me respect it expects than to deal with the public; it must instill a sense of- on the part of 

h t  line workrs towards wuiaganent anci the new dinaion in which tbey are leadjng th-; 

and it must be a guide which management theanselves will foUow - a way to ensure t h  they 

"walk the taik" as weU. Some examples of internai values may be descnw as: 

Bilateral commnication - which is open and honest and promotes a sense 

of ownership to the fmnt line workers - they belong to the organhiion and are 

essentiai elements to its success. 

Accountubilip and Empennent  - when an officer is given respomibility 

for particulat outcornes, it is essential tbat the authority to d e  decisions and to take 

action accompaaies this responsiibility. Just as it is important that the officer is held 

accountable fbr his or her actions. 

a Provi&ng the Proper Tooh - dedicating sufncient resoufces to pnority 

issues, providing pmper trainllig to the employees, ensuring officer safety... 

Managtng H u m  Resources thmgh ComItation - transfer of personnel, 

promotionai systerns, nweni system, deaiing with hâgh and l m  perfbrmers, 

compauetion, rrcogiilling and encouragiug innovation, job sccUnry: sed<iag the input 

k m  h n t  b e  workers as to how these issues should be b.anàl& what are the 

problems, and whst can be done to soivc them - h is appiying commanity poliCmg 

principles to thcir own people. 



ExampIes o f g d  with respect to the e x t e d  envirorunent could be: 

the creation of "community consultative groups" in &ch rnembers of the 

comrrmnity and of the police department meet in orda to discuss problems together, idenSay 

soIutions, and above aii (certainly in the initial stages of the implmientation proass) offèr a 

forum for dialogue and open comxn~cation between the police department and its public. 

se& to identify and approach Speanc groups in the community who have not ban 

npnsental traditionally, and Who have s p d c  concems which are not being addressed, or 

which are not perceived by these groups as being addresscd Seek to ide- and promok 

actMties that will help to estabtish a bond berwan these groups and the police. For instance, 

creating and orgmkbg a hockey league for youth gmups; holding bali games betwem the 

police department and a church group; going to the schools to show a human side to the 

uniform; etc. all of tbese activities are steps to dernonstrate that the police is part of the iarger 

mmmunity - they are approachable, and they are there to assist the pubiic in ia wiàe range of 

issues. 

if an incident occurs whereby an officer is accused of disrespectnil treamient of a 

&ken, then enaut that the matter is dedt with expeditiously. Makt sure tbat a fair 

investigation is held (this is owed to the community and to the accused officer) and once it is 

completed, contact tbe cornplamans to infOm hi&r of die findiap. There must be mmpkete 

tmqamcy. The pubtic needs to know that such actions (if fouxuied) are not acceptable. The 

officers on the other hanci, &O n a d  to know t h  it is not acceptable for than to ecat 

c o m m ~  members in a bias or unproféssional mariner. They also need to know that public 

cornpiaînts wili be handled M y  and M y ,  and if it is Unfounded, diat they will be supprted 

the police force needs to set goak and programs tbat makes them accountabIe to the 

public. They need to a t k d  public meetings end in an aga and honest mariner, discuss their 

Wutes and successes. if an incident accurs wheceby the police are nsponsible for a bad 

jdgment dl, then they need to take the ~spcnsiiiiity fôr that action and tell the public wbat 

actio~thcybavetakentoprrvaitkfiombpppenhgagain. 'Ibtpo~œshouidaccountfortbar 

remmes, aodtcllthc pubüc wbottbey have Q i i o t o a d d n s s d r ~ ~ ~ ~ ~ m s  tbsttby identified 

togük. T k  police fbrœ also nœds to keep the pubb  mrOnncd Emts and U w e s t i ~ ~  

tbnt~ofpubliciPtemstshouldbeielstcdto~caPmuaity. û f c o u r s e t h c r e w i n b t ~  

legrlmdiiivat&ati~ttStncti01l~lutowbrtank~~batia~smucharpossi'b1e,thc 

~ ~ d b c ~ w i t h t b c c a m a u n i t y .  



With respect to the intemai environment, some key goals should be: 

the estabtishment of interna1 communication systems *ch will allow for the 

exchange of idorniaton arnong the various levels of the organization- Just as m the e x î e d  

mvin,nxnen& consultaton and howledge are primordial to the success of the community 

poiichg initiafive intanally. Regular e-mail messages to the members infomiiag them of 

important matkrs is escient and very quick- The creation of a nnvsletter which will advise the 

manbers of success stones, changes in the organizaton, tools which are available, etc. can be a 

wonderfbl tooI in rnafters of less urgency, yet nonetheles interesthg to the members. An 

occasional open discussion between top management and the h n t  line officers whereby the 

memben an aiiowed to ask questions dinctly to the chief is a very good idea So is holding 

reguiar meetings between Iw offian and front üne workm. Both of these forums dow 

managernent to lwnv first hand the concems of the mankrs, and it ais0 aiiows than to puell 

nunom and provide the membership with a "why" b e o ~ e m  a particular &cision that was 

made. Monnation is essmtial - sharbg it is critical. 

r goals must be ideatified which will ensure t h  front officers are &en the 

respomibüities and empowennent that they wm intended to receive under community policing 

principIcs. Ah, i n f o d o n  sessions need to be held to easure that the h n t  line workers 

undetstand &y what their new roles are and what is ape*ed of than. Training progtams 

caild be set up to review cmimunity poiicing d u e s  and g d s  and hmt line wockers should be 

guided in the initipl stages (and as necessary) m be catain tbat they are operathg in the ri@ 

vein. Progress can k moaitored throt@ pefinnance evaluations, nward piograms could be 

implemmted fûr innovation, and idbrmation may be distniuted to rcinforce positive bebviow 

in community policiag techniques. 

the o ~ o a  wüi have to set goah to ensure that murces are king fôcused in 

priority arcas. Tbe orgmhion has a CO nmimnent to the members to provide the toois thar are 

a c c e s s u y t o g c t d u j o b d o ~ s s o f o y , a n d m a ~ w h i & d e c t s t k v a l ~ t ~ d t b c  

-011, TothUa&gorlrmayksctto: c r e ~ b a n o p a a t d p i a n f o r t h c o ~ o a -  

iael~priotities.idnsocircestobedcpIaycdbeach~wbariao~ras~wtavailabk 

~ r a r a a ; l i p ~ s e d c ~ m t a n s o f o b t a i n i u g t h c ~ e c c s s a r y r a o u n a @ r i v a t t  

~ p , f u o d ~ e t c ) ; i n b r i l l p ~ w h i c h w i l l m O P i f O r t e ~ ~ u t c e ~ u i d ~  



depioyment effe*vely; an& nisure that spendhg is justifieci and Ms in with the priorities of the 

organidon and the cornmunity. 

H consultation with the maabership. management must set nal*bic goais that d l  

mate system more suitable to the prhciples of the community poiicing modd, in the areas of 

human resource management. Not all police forces are the same size, nor do they have the same 

human resource concems. Thenfore, Commiaees may be set up to idmtify several human 

resource management models, and tbai select the one that is most approp* for that particular 

organizatiotl. Goals to mipIement a rewards system[to encourage innovation and corn- 

to the values of community policing); persorne1 baasférs (to get the nght people in the ri& 

jobs); promotonal system (no longer based on seniority - but on capability), compensarion (to 

reward officers with particular qualifications), etc., will aU have to be addressecl. This is 

consistent with community policing values and wiii have to implmented in tedy .  

Sbucture 

As we bave seen previousIy, the stnrcaire of police oganizatons un&r the traditionai 

model w e n  hierarchiical and focllsed on iafomation fiowing fiom the bottom-upwards, and 

decisions fiowing dowmds.  

The community policing modd requires an orgahtional stnacturr which aiim for a 

two--y fiow of information, and for decisions to be madt at the lowest possible Iml. In 

coaedst to the traditionai modei, hen is a bnef description of how each of the & structura( 

amas should Iook under community poiicing: 

cornmonder - oflcer relations - under SIE htmmunity policiag madd, mamgers and 

hut  üne workas wiii have to k able to communicate openly. Front lais workers wül have to 

fîrstuadtrptandwhat is expectcdoftbem underthe newguidelines, and what kmecias to be 

empowered and accountable. Commaaders (-t) wili have to leam to assign projects 

Pndp~~vi&dienece~~toolsü>tbehntlinewodrmtog~thcjobdone. Heorshewiii 

hDvc to cilcourage innovation, and cmpower fhmt he workets with the d e c i s i o ~  pomr 

tomiplunmtthoncwiâcas. F r o n t ü n e ~ ~ r k e f ~ o a t h c a b a h a n d , d h ~ t o ~ t h a t  

~bamponsiôiPy16ptgacrwiaithis~"fieedoann. T ù a t t k y ~ w ü l k i d ~ I e  

tPrthciradions. T b e y w i n k r s h d t o ~ m t b e V ~ o f i n y p r o b t r ? a i n r i c ~ ~ l l ~  

rnd #dr megatias and advice wbm thcy aceI ovcrwbslmcd or hyable of handlisg a 

situatioa. S b o d d t h i s ~ a r i s e , t b e i r t h e ~ w i l l ~ ~ d t b e n o a S I i a t o f f i ~ a n d  



help himher througb it stcp by step rather than tellhg or orderhg the individual what to do. in 

this way, the h n t  Iine worker wiil be better eqyipped in handling a nmilar situation on hider 

own in the fiture. 

a structural c o m ~ c a t i o m  wiii have to be very open and éonest withm the 

orpnhtion. In the begiMing, there wi l l  be unartainty as to the roles of eadi individual. 

There wilI &O be a level of distrust in management and in change itseK. 'Ibis This a normal 

symptom of mry pmccss of change (especially one of this magnitude). The mternai 

communications ofthe organizaton wili thedore have to be very clear: management wüi have 

to cleariy state its arpectations to aU leveis of the orgamzation. The communicatious m6.U have 

to be Swift: in an age where mformation travels sa qyickly, the organidon wiii have to aisurt 

that it can nlay vita information to its rank and file on an equalIy rapid basis. The 

communications wiii bave to be two-way: management dso needs to know whaî is going on - 
if the decision levels have been appropriaîely dealt to the lowest possible levels, then 

management can becorne out of touch with its organipuon very quickly. Tt is essential that 

they keep the information Iines open. This is also necessary to be able to identify prob1ems in 

the transition proces, and to keep in touch with the comnnuity. Keeping in mind that the 

orgaiiizaton is responsible for providing the naait Lmcs with the took necessaiy to conduct 

 the^ work, this is impossible ifthe i n f o d o n  is not flowiug conthuoudy. 

r decision-making procehcrss will have to be very di definede The goai is to 

delegate as much authority as possible to the Iowest possible levels. Obviously, not aiI 

dcanonsauibemadeontbehntüncs. Th~re,eachlevelwülneedtobu>wexacttywbat 

is in tbeK nalm of authority. Aiso, a system will have to be in place which will d o w  a review 

of autbority Imls. This constant review WU identifL âecision-making situations &ch may be 

I d  mn further, or which may cequire ceferrai to a more senior 1 4  tor specific nesoas. 

The key here is that decision-making is no longer topdown. rather, 5 is to be &Iegated to the 

lowest possible Iml. 

acccmtabiliily mder the corrrmunity poücing mode1 will take on a &y aew fkce. 

% Y no longer associrnd m simply b e i i  able to f&w oidar. Ratbcr, front iine woricers arc 

mw acamtablle to: 1) the public in wodopg with diQi to idmtay and sohh problam usiiip 

i n i t i a t i ~ f m d m w n r a s i ~ r a d 2 ) Q o ~ t i a i h r c s p c e t m g b M h i e s o f t b e p o ~ œ  

depumrataodcMymgoutthegjobho~rwhichreflect~thoseMtu~. MPnsgmwnt 

remainraccoutdabletotirgovemmentrndcotlltll~t&yserve,bowevertbyortaol~ 



meaSufed on statistical evidene. Rather, their success is bas& on an improvement in the 

quality of Iife in the conununity. Management ais0 becornes accountable to the hn î  line 

workers: tbqr are aecouiitable for respecthg the values of the organhtion as we4l (intenial 

aud extemal), and for supplying the fbmt line with the tools they require to get the job done. 

a rewardr will also take on a much différent fonn under the community policing 

model. Generaiiy in the form of promotions, nwards were given to high piformers based on 

aiteria of the traditional mode1 (Le. statisticai data of anests, tickets, hours wotked, number of 

cases handled, etc..). Under the community-based policing mode4 nwards will be given to 

members of the organization who danonstrate initiative, innovation, and a devotion to the 

d u e s  of anmiunity policing. Rewaràs wili ais0 be anOrded to those who danonstrate @al 

skiIis or take the initiative to deveiop themselvw proféssioaally through secondary schoohg. 

Those who becorne involved in the community at a personal level will also be recopized for 

kir efforts. The rewrinds themsehes wiU &O take on a new fâce. Promotions will stiIl be 

givm to those who deserve tbem, but they wiii not be Iimited to just tha. Recognition in otber 

fonns such as meciah or prins fot c o m m w  relations (Le. national coaching awards), spcciai 

initiatives or innovations may a i i  be recogeited in a vhety of fom. I n a d  newslctta 

articles which ncognize a particular job, articles on succasfil mvesti@ons, or a simple 

congratulations and thank you h m  a high ranking oEcer shouid be the nom under the 

community poli* model. The= doesn't always have to be a cost mvolved to recophe 

someone's &or&, and when they are recognized in one fôrm or another, the positive 

reinforcement goes a long way to encourage that person to continue in the same vein. 



commuiiity; po i i s  departments must also scan and monitor the information obtained h m  their 

own interd sources (inteliigence reports, statistical information, incident reports, e&J, 

Scaniiing and monitoriug may be effeaive in severai instances. For instance, g r f i  m a 

particuiar neighborhood or an Uicrease in vandalism or th& in a partiab nual community 

inay be the sigus of an uaderlyhg "problem". Incidents are h p l y  signs of a cause and t is the 

"causen *ch the mmmunity must necessariy deal with. 

Idennication dprioritimtiion of issuos: this means first Sitting d o m  with all of 

aie client groups in the commmïty and seeking their input as to wbat the issues are. Internai 

sources include pafrol offiwrs, hvesti*gators, crime analysis units, victim unîts, comunity 

relations personnel, and infomration management systems. Again, the emphasis should be 

placcd on identifying mot causes of incidents rather than simply identifying the incidents 

thenselveS. 

H e m  ~oldste in~ suggests that it is possible to relate incidents by fonisbg on four 

key characteristics: a) behavtor: cornmon behavior involved (Le. vandaüsm, sexual a s d t ,  

e.); b) temtow incidents related by location; c) penons: incidents which afféct a specific 

gmup or type of people (offinders, compiainants, or vibims); and d) ttme: incidemts related by 

tirne, season or day of the week. 

Prioritiration means ncagpimig the limited resoufces of the cornmtmity and the police 

krcç and assipihg some type of priori@ to the identifieci pmblcms. Goldstein ncommends the 

fbilowing faaors shouid be considend during the pnoritizatiou pmc*ls: a) the impact of the 

problem: hm "big" is tbt problem and hm rnany people are affectcd?; b) the serfoumoss o f  

the problan: how much danger, damage, public concern and politid visibiüty is involvail 

What are the consequencts?; c) the cornploxo of the problmc h m  cornplex ir it and wbat 

are the murce implications for the department?; d) the so lv~b i l f~  of the problem: what 

degne of impact wül police &ris bave on the pmblun?; ad, e) the interest in soiving the 

probIan= ewthougbthtissueUvaIid,thuemustbtaiihtercstbybarhthcommMityand 

the police for rtsohripe the probletn. 

AMrysU of the problem: iavestjgaîing the pmblan by pthmhg and LdapntYig 

dinnt and camp* hhmatim* Sources of rnaIynr may include: oMu rtstPrch 

poüœ mformafi-0lt l n m p l a  rarrces; od#pdiœ ogicen; ctbcr police fimes; and 

âC-=A=-* 

- 

n ~ ~ ~ ~ ~ ~ ~ h g g %  . (Toronto: MicGr~w-HilI, 1990). 



Decision-making (devdophg a straîegy): problems which police departmemts have 

to dcal with are often specific anci requin specinc sûategies as a response. The objectives of 

the strategy should respond to the p& criteria of the problem st h a d  Depeading on the 

problem, a series of options are a~ailable:~~ a) focused strategies: are those which are f m e d  

on &ose who are a the core of the problem 0.e. npeat offénders or acldresses). Strategies that 

fimu on this core population will have a more pronound effect tban broaàer bascd stmtegies. 

b) Tnter-agency strate@=: a coordinated respollse with community agencks and instiaitons 

that are mvolved in similar problems 0.e. the RCMP and Canada Customs sbaring resoums 

and i n f o d o n  in combathg the flow of drugs Uao the country - or at a Specisc entry point). 

c) Medktion stmtegies: m some instances, the police may be in a position to mediate a 

rrspomse to a problem (Le. noise h m  a natcmity house). cl) CornrnUZUcation and education 

-es: educating the pubüc wîth respect to the dangers of a pruticular situation. e) 

Co- mobüization stratcgies: wtme possibk, the comrnunity should play a role in the 

problem solving strakgy (Le. neighborhood wateh programs). f) Eacouraging camnunity 

coatrol: parents, teaches and building owners aii have some type of atftbonty over chüdren, 

employees or properties. g) Use of non~ctiminal laws and reguiations: creativt use of pnMte 

and public regulations, laws or statutes (Le. bours of use fôr parles, etc.). h) Crime prevention 

strate@=: developmt a d  use of proven aime prevention strategies. 

Implementatfon: dewlopment of an hplementaîion plan for the stnûegy chosen for 

a givm problun. It is alwayo a good iâea to provide a written statement of the goals, objectives, 

ptrategies and time nameS involved in order to facüitate an tV8j,&o11 of the seasegy. 

Whcnva possibte, the clients which bave participateci in the developmmt of the sûatcgy, 

should participate in its impkmentatiou. At the vev Ieast, interested clieats should be provided 
kdback wah respect to the pmgress ofthe impIemcntation plan. 

Ewhafion: an tvafuation of a stmtegy pid its implancatation is d in that it 

all~~~acanmnuiiry~dccamintwhetherornottbe~ishawiganycnsbonthtpmblan 

fbrwtiichitwasdcveIopedtobandît. Evaiuationis~miportantinîhatitbdpsoncdaamiae 

~ t h i r s t n t e l p r c o d d k w d i n ~ s i t u a h ' ~ o f a a m ü a r n d u l ~ .  



From an interna1 point of view, a sunilar systan may be apptied wirhin the orgmhtion. 

Management wiU need to coutinuousiy s a t n  and monitor the m t d  situation of the 

department This is u.bnateIy doue by encouraging communidon between management and 

tb b t  he. In this way, problaas wül nufact as they deveIop. Once they have beai 

identifid, the probierns may be addressed jointiy with management and a solution which is 

acceptable to aU may be seiected. The monitoring proows continues es an evaimtion of the 

PTOC~SS occur~, a d  we have corne fidl circie. 

ClUnrde 

There is We that one can say with respect to the climate of the organization under the 

community policing model. Sufnce to say that if the valus of the orpht ion  are wel 

Wned, in Linc wah the community, and fe~pected by management, then this will go a long way 

to seüing the cihate of the organidon positiveIy. If the g d  of the organization are &O in 

üne with its vaiues, and workers are pmvided with the tods they need to &et the job done, then 

this will aiso lead to a positive environment. If the organization's structure dows for good 

communication, clear decisionlMkmg proceduns, proper accountabiiity, fhir fair sysms, 

and clear relationships between managanent and the h n t  liae which encourage coopexation ad 

a sense of omership to dl, then this tao fi help to instiil a good orgmkdonal cümate. 

F i i y ,  if the orgatktion is able to deal adequateiy with iu intemai and extemal 

emrironmeats, tben this shouid ensure an ahnosphere whicb bas acaistomed itseif very weli to 

change and to the ncw mode1 of curnmunity policiag. 

In essence, the climate of the orgaDization Y a sum ofaii of the components pmriously 

mentioned. If ma~ragcment is canful to miinsge chaiigo as presentd eariier, and if the end 

resuit is an 0-011 *ch rcspeao the internai and extenial values of the community 

poiicing madd. thai the tnns f9don  wiii bave gone smootbiy, and the organhtional climate 

o f t h e ~ o ~ 0 ~ 1 w i l l b e o p t i m l l e d  



M. Communitv Poliùn~ in the RCMP 

Throughout the previous chapters of this paper, we have ducussed the iieed for change 

in the public sector with respect to senrice deüvery. One area of public senice &ch has been 

gnatiy affeaed by this philosophicai change is formd in "poticing". We have discussed the new 

"rnindset" which police forces acms North Amerka are a#empthg to embrace and we have 

looked at the impact which the Unplementation of this new moclel, so a r e n t  h m  its 

pndecessor, bas had on the police organhtions themsehres. 

nie next two chapters of tbis paper wiil demomtmk, the pmticai implications of such 

changes in a police organidon. 1 will do this by usïng a pwticular police force as an example, 

and I WU outline the dianges it has implemmted in orda to cnate the aew mindset Sssoaaîeci 

to the cornmimlty-based mode1 of policiag. This diapter will illustrate how the Royal Csnadian 

M o d  Police (RCMP) has put mto practice, h m  an exxernai I opexational point of view, the 

p~ciples of community policing. The foilowing cbapter wül deal with the e x d o n  of the 

comnninity poticing madel withli the RCMP (admlliistrative 1 manageriai perspective). The 

naoon for deaüng with thsse two concepts in separate chapters is in order to uuderline the d e s  

of cach of these elanaits in the overaii savice delivery model. 1 contend that the only way the 

cormrrmilty poiicing mode1 may WC& on the h o t  ihe is if the same type of innovative 

mWomnent exists within the organiBton itseIf In other words, if management a<pc*s the 

nont line workets to innovate and interact with the pubiic, then t is primordial that managmieia 

provide an atmosphere &ch is oonducive to such expeiences. If traditionai poiicing 

techniques aie out, thm so must traditional mamgamt models. Thedre, chaptrr VI wiü 

demonstrate h m  the RCMP has operatiooaüzed community pdicbg at the s e ~ c e  delivery 

I d .  Cùapter W on the other haad. wüi ouuine specific manageriai programs wbich have 

k e n  implemented by the RCMP in support of the community policing modd. 

Mixe c o m m e a ~  a brief orpIsrisition as to why 1 chose the RCMP as my example 

shouid be pmvided Obviously, one mson is that pince 1 am a memba dthis orgdmion, 1 

m~ybpvequidc~tomfonnatiiairclatedtothissubjsd. A î s o , s i n c e I h a v e b a ~  

a E ~ o r g i u i i z a t i ~ ~ r d i o l s s t a m d t c n y e u s , I h a v a s k z i 1 f i u i c t i 0 1 ~ ~ t b e ~ d  

poü~wdd,Ihavewaiwascd~bPidio"traiuitonalstagcen,aod1conitinutrùbcaputaf 

it as tac community polichg principles bave k a n e  axnmon p b  thtMIgbut the 

argiiiiPtioa. A I s o , I h m & 8 I t ( Y a h ~ ~ ~ ~ a t h Q p o ~ œ o ~ ~ f m n ~ â  



countnes, and 1 have corne to m h e  h t  the RCMP is one of the most respectai police forces 

around the world. It is certainly one of the most modem - not ody firom an @pment I 

resoutce point of view, but &O in its approach to policing I management techniques. Fdy, 1 

Weve that the RCMP is one of the few major police oiganizatons around the worId that has 

made a fkn  c o d t  ta community poIicing and has taken the necessary steps to impiement 

its d u e s  M y ,  and cnate a mindset which is congruent to those principls. The transition is 

ce* not corniplete - the= have been mne growing pains without a doubt, but for an 

o r p k t i o n  with over 20,000 anployees s p d  across thousands of kilometers, the progress 

which bas ken made so fàr indicates to me that the RCMP is totdly corndted to this 

philosophy, and tbat it w u  ~ ~ ~ e e d  everituaiiy. 

As we have alnady witnessed, the traditional mode1 ofpolicing was very "reactionary" 

to events and circumstances. W6ai a crime was commiaad, the poüce mvestigated and 

attempted to put closun to that parti& incident by caîchnig the psipetrator and hahg him I 

ha punished acardingly. 

Soma people describe the community policing mode1 as being "proacfive", asociating 

the mode1 to crime pmention. Rather 16an solving a crime after the fkct, emphasis is placai on 

preventiDg it h m  mer happening, through public awareness campaigus, involvanent of the 

community, etc. Ccrtabdy this is a key component to the idea of "curnmunity poIicingn. 

Hower, if implemented pmperly, 1 believe that the true goal associated to the values 

of c a m m w  policing is for the poüce krce to become "interactive" with the comrnunity t 

serves. Rather thiui the police fine just impiementhg &e prevedon techniques, or simply 

ïumg" the canmunity as a source of hfbmiation or as a tool for helping to solve a aven 

pmblem, di actors ( i i  and extemal) must become an integrai pan of the d a i s i o n e  

proccss. Why? Firstofall,wthave~disoiisscdt&factthatthcmleofthepliccisto 

eohacetbesrauitydovdpriaüryofüfèof~~~llllll~itsemr. Police- 

paovidead~f~theammnuiaywhoshaildtherefOfthavta~oyas~wfiichissu~~uo 

P n p o ~ , w b P t b c k d ~ o r o r t h c ~ r a i a t e g i e s u # d  SecorXi, 

E i o # a c t i 0 1 i w i t h t h e ~ w i l l C p h p C C t h t c n d % Ü i r y o f t h e p o K ~ ~ a c w c n u  

t h e m e t a o d r u s c d b y d r ~ b t a c k h g t h e ~ y i n 8 p r o b ~ e m s .  w i n t t t p r c t i o n d  



enhance the amount of innovative input into the decision-making process. Fourth, interaction 

with the conmiuni@ will help to ensure tbat the cornmunity and the police department remain as 

one entity and that they s h  a common goal and vision. Finally, interactive policing wiil 

convince d participants of the communiîy that "security and quality of üfe" are weryone's 

concem This wiil ubwtely lead to a more eneaive and eniciexrt implanentation of security 

methods. 

In order for interactive policing to be t d y  cffectve, both the cornmunity and the police 

deparûnent must necessarily buy into the plan. This is not always a given. As we have ahady 

disausecl, suspicions persist on both sides of the coin with respect to the " r d n  intentions of îhe 

der .  Citizens may fée1 anaid or %sexi" as simple police informants. Police officers, many of 

wbom were taught not to be creative, may feel alienated or "wd" by poIiticians or management 

in a new police ''fad''. Some may feel that their jobs are at stake and that this is simply another 

-pt by politichm to cut positions and Save money at theiu expemse. Keeping thio in dd, 

the aext section of this papa wiiî show how the RCMP has takm the principles of proactive 

policing and are attempting to create a new mind-set throughout the commUIYfies it semes, as 

weil as throughout its own ranks, in order to mwmuC the eff2ctveness of "pmgaiven 

techniques through 

'C4PRA ': Interactive PoücUr~ in the RCMP 

CAeRA is a mode1 which was developed by the RCMP as a way of " o p e r a t i o ~ g "  

community-based pdiciiig practices. It is a simple modei which demonstrates to aii employees 

of the RCMP how Uiey may imiolve themsclves in the process; why they shouid do so; and the 

accomplishmeats they wiil attain ifeveryone Qa M e r  part. The modd emphasizts? 

the importance of d'lo@ng and nuifntafning partnershps and trust withia 

comunities/the workfôrce to estabiish priorities fbr seMœ de- aid problan 

solMig; 

r the importance of tmderstamHngthe RCMP9s cltentiperspectfw on work-rcW 

mPtten fbr wtabbbg prioritics and pataitirl perhwrshq>s in seMa dclivay; 

and, 



the Unportance of encouraging ongofng feerlback for contirnous improvement. 

In one sense, CAPRA is not new in tbat it simply restates the same principles of 

community-based policing wtiich have been enurneraki pmRously and which have been m 

practice by the RCMP fw a féw yarrs now. CAPRA is unime in two ways howevec: 

1) CAPRA is unique becaua it is an attempt at mstüling the aimmuriity-based police 

culture into the everyàay üfe of police officen and managers throughout the RCMP. CAPRA 

is not sUnp1y a &chy aemnym wtiich wili provide coordinators of neighborhood watch 

pmgrams with a new way of market& theù product, Rather, CAPRA is the RCMP's way of 
. .  mktmatq the mind-set of interactive poficing throughout its ranks. In the words of the 

organktion: 

"<CAPRA is a learning map> designeci to assist the police officer or other 
manbers of the work force to anticipate problans aad to prevent problexns 
h m  arising, wbm appropriate, in consultaton with partners, as much as it is 
to nsolve problems chrough rnuitidiscipüriary, inUr-agency and consuitative 
processes. Tt applies to enfbrcement as much as it does to prevention. It 
applies to every aspect ofpotice intenial organizational service del i~ery .~ '  

Two points may be d r a .  h this quote: The fïrst is that CAPRA is an aüempt to 

teach community-based policing practices to eweryone in the organhtion; and, the sccond is 

that this new mind set not ody applies to crime figbting; but it appiies to absoluteiy every 

aspect of problem soiving whether it be within the organization itself, or involviilg actcnsal 

2) CAPRA is dso unigue becau~e it descnbcs an entire orpnidonal structure. As 

previousIy mmtioned, the goal of CAPRA is not just a iiew way of presentkig comrnunity-based 

poiicing pimciples to the public at large nor to the employees of the RCMP. It is an 

organfzc~tfoml state-of-being. The RCMP bas adopted this mode1 and is adhering to it on both 

an individuai basis, and as an organizaton as a whole. For instance, the RCMP has more or 



analyze the situation and corn up with a series of solutions, and then they report to the entire 

c h  on the way they see the problem and how it should be handled, What is the différaice 

betwem these two minhg methods? The first method is paternaüstic; it sug$est9 tint the 

mstnictors k m  ali ofthe me&& used by crimmal organidoos to launder money (ad 

subliminaly teaches the investigators to or@ look for h e  metfiods); and, it suggests that the 

"best" techniques for detediog these crimes are already developed. The second methi,  baseci 

on CAPRA, teaches investigators to a n a l p  a problan on rhar owq buiid upon their own 

arperiaice and that of others; s& innovative soiutions; and to leam togethet in groups. The 

idea here is that ifthe RCMP is able to have its cmploycts use this appmach in every aspect of 

their work routine., it will eventually becorne second nature. 

CAPRA 

C = Clients 

There are two types of ciients refemd to in the CAPRA modcl: a) Direct clients: 

people with whom emplayas came into contact on a reguliu basis in s e ~ c e  âeiivery or in 

prob1nn;wlvin.g situations and include individuai citipns (Susptcts, victims, witnesses, 

concemed &kens, etc.); concerned citizen groups; intcrnal clients (bmch poiicy cerder~, 

regions, divisions. individual employas, etc.); aiid Vanous agencies and departmeab. b) 

Iidinct clients are those who are a f k t e d  by the outcorne of an ernploye&s effi>rts: for 

example, business comrrrmilties ( w k e  a series of theAs have occuned); intenst groups (De 

wonien's gmups whem a series of ooaial aspuilts h m  occumd); cuitural groups (where 
. 0 .  

discnmtaatoty pnctices have ocamed in the workpiace); ad, taxpqm (who hist upon 

efficient and cffectM m-ce). 

The RCMP wants its anployees to lmow and imdwtaad tbàt ciicnts. Furtbennore, t 

is important that thcy mdmtad t h  thcir dechions aBkt "indllca" clic~ar as well as those 

wahwbomtboycome~0hee.  T h e m r c ~ l m o w s a c i e ' s c ü e n t s , ~ m o n ~ c i ~ ~  

kcoincs. Y o u ~ w h a t ~ ~ y a i u e f i i c ' i a i d c a n ~ t t  rmc- 

pddreatharcairarr. s t l chkwrwt~bapsyoup~~rrrcorocsaadauowryouto  

~ a p a p p r o p r i a t e s m t c g i c s ~ a w d l  idbrxxjcdDenpective. 



Why dow the RCMP n a d  to aquire and analyze information? 

to filly undentand what the problem is, what the issues are, who is invohred, 

where md when the situation occumd and how it might best be addressed - given 

the direct and i n c i k t  ctienfs perspectives; 

to iden@ competing interas (ne&, demands and expectations); 

to place oneseif in the best position to manage the competing interests in a 

manner that will aisure that aii participants feel that the situation was handed 

fkir 1 y ; 

to detemine who y o u r p r i m ~  client should be; anci, 

to detennfne what p u r  options are and what the best sohtion migbt be. 

Where does this infiormation corne h m ?  It must corne h m  di clients ( i imal  and 

extemai). Police officers must contimuzI& collsulf with direct and indirect clients in orciex to 

maintain a féei for the cornmunity and its ne&. This soumis like a laborious job but in aii 

actdîy ,  it shply means listening to the people they m a t  everyday: neighbors, firien&, other 

parents at your chüâ's soccer game, people in restaurants, b&, schooi, etc. Remunber, if the 

RCMP is successfii1, this wiil ail becorne a way of üfi: fbr aü of its employees. 



policing - police fbrces must not enter into these "partnerships" to simply use a partner as a 

tao1 for success - munid assistance and mutual b e f i t  is the key to succes& interactive 

poIicing. 

The CAPRA m d  suggests that employees of the RCMP approach partnership 

establishment in the foliowing fàshion: 

identify the potential d e s  of the pmbiers in polidwork-reiated mafters; 

idente shwed interests and concem; 

prloritize your concerns; 

establish the &een$ts of working together with thaî parîner, 

establish contingency plmis or an action plan with that partuer, 

establish evaluation criferia with the paitner to mess  mutually agreed directions; 

and, 

agree to provide con~mraifiedback to maût continuous improvement, 

The wod "partnership" suggests "htedon". It is important to note ho- that thu 

particuIar stage of the CAPRA mode1 is indeed one of grcat importance. RCMP cmployees are 

encourageci to interact with their c o m m e  and work with these clients in order to find 

innovative solutions to muaial problcms. 

The key to the success of this stage of the CAPRA modei is "undetstanding". RCMP 

employos are encouruged to wderstand the fictom that contribute to a probtem; the 

peispective of those who m hohted; the perspective of those who may help nsohie the 

problem; and the environment in wbich the police force functions. The more an officer 

understands these eIements, the betier the chance fOr success. 

û n c e t h e s e ~ r s  a r e ~ t h e p o l i c e o f f i c e r s h o u i d t h a s f t  d m  with the 

approprfute pariners and create respnse options. Tk "best" mponse U du one which U 

nrur~ai&'y ugmâ upon as king the m a t  enective nspaase u the probIan at hancl, mpectfng 

the expectatios of bothprrrtmm. 



Setvice: assistance to clients; provision of information and training; nferral to 

partners; etc. 

Protection: of the pubiic interest, victims, or individuats or groups aneded by the 

prob1em. 

Enforcement mid Alternatives: one of the important roles of the poiice is to uphold 

the law. Whiie "iaw enfimement" does not always get to the heart ofthe problern 

by itseif, it still is a necessary option. We may educate dnig trafnckers of the 

dangers of using dmgs, but there will uItiniate1y be a fèw who will continue. 

Innovation should prevaü, but "mforcementn of the law may necessary. 

Prowntion: preventing the pmblem from ocauring or escabhg by addressing 

contriiuting factors to the b m d  problem. 

Depdhg on the goals of the stmtegy which can range h m  problan elimination or 

ducrion; reduction of harxn/iipw improvement of cesponse and reallocation of 

nsponsibiiity, an officer can use any combination of these four rypes of isponses. 

A = Assessrnent of Action Taken 

With nspe~t to this stage of the modei, cc~mmU1ll:caîion" is the key. The matrztonrmce 

of cummuifcatton betwem the police and its comrnunity, as weU as intemal communidon 

bctwœa individual officers, units and ngions are of the utmost miportance. Coii~mrolls 

fiedback hdps to easure diat you are indeed delivering Savices that the community n#ds and 

wants. Ewlmtfon seeks to avoid the maintenance of seNices whÎch are not e v e  andlor do 

not rneet the ~ o u s  and needs of the conunulljty. interaction and evaiuation sedis to 

ensure tbat the police are constamly up to date with the ever~~banging environment within which 

itfimctiolls. 



0 to m s s  performance anà possible areas for improvemen~ 

to idenha ne& and opportunities forprevention. 

Wbat makes the CAPRA mode1 unique is the fact that it is an attempt at talang 

p d v e  policing one steq fuaber - it is trying to cnatt a &-set throughout the entire 

organuation so that it becornes second nature for all employees at aiI levels of command; and so 

th% it becornes a way of firnctioning for the o ~ c m  ifseIf. The manuals an used as a 

a or a guide; not as a rigid W e n t  of nilw which must be failowed at aU cos&. 

Prrxiedure no 10- is the most important component of the decision-making proccss - 
anaimneat ofthe organbtional goals, while res- its dues,  is now primordial. 

As a nsult of the CAPRA model, employees are encoufaged: 

- to tbink and to be innovative; 

- to understand their environment; 

- to aquke and anaiyze aii idormation related to a problan; 

- to encourage the creation of mtemal and uttenial partnerships to more 

eneaiveIy solve problems and respond to the needs and desires of the 

commimity ; 

- to ensure that their cespouses an c&ctive and muatally acceptable to the 

cormnuiiity and the law, and, 

- to essess the irnplmentation of specific sbateges and theV impact m ordm 

ta accurately d e c t  the changiug society. 



m. MmaPijg Communin, Policijtp: The RCMP Eberience 

The pncediDg cbaptrr de& with the operationalkation of community poticing at the 

service delivery lm1 within the RCMP. 1 wiii now outline specific manageriai pmgrams wbich 

have beeu implemented by the RCMP in support of the fkont Illie worken. Such programs are 

nccessary in order to create the proper environment which is conducive to ùinovation throughout 

theorganization. 

Management is key to any oiganization It sets the climate of the organization by 

ided@bg the d u e s  that the organhion stands on; the goals which will refiect those values; 

and by providing a structure and murces *ch wül allow the members o f  the organuation to 

individuaiiy and co11ectiveIy respect and achiewe the principles of the organization. 

Management durhg change is even more crucial. In a paiod when uncertainty and 

aiistnut are p d e n t ,  management must play a key leadership role in ordu to demystifL the 

transninnation proccs~ and cl- ciexnomtraie to the membership the end pioduct to which 

theyaspireandtheirownco nimitment to the new minciset 

In the earty 1990'q the Royal Cenadian Mounted Police (RCMP) staîed its 

Cornmitment to the values of commqbesed  policing. Since then, it ha, made a conscious 

efkt  to incorporate menageML ad operational changes within the o-on in order to 

appty tbe dues  of the community policing min* thruughout the fbrce. The purpose of this 

chapter k to idaiSify what changes the RCMP has medc with respect to mansgaal! intemal 

under the community poiicing initiative. 



I, M i n ,  Vian, Viues 

The RCMP devdaped a "Mission, Viion, Valuesn statanent through a p n x s s  whicb involveci 

the participation of over 4,000 employees over a f i e  month pcriod in 1996 ( " S M  

Leadership"). me result of that pnness is a statement which was presenteâ to the RCMP 

Commissioner and which has becorne the "bible" of the organization. It is posted in w û d y  

every detachment of the RCMP as a remiader of the f i m d a m d  principles dthe oqanidonOI1 

The foUuwhg is a duea extract of the statementn 

The RCMP is Canada's national police s e ~ œ .  Proud of our traditions anâ confident in moetlig 

future challenges, we commit to pnserve the peace, uphold the law and provide quaüty seMœ 

in partnetship wïth uur communities. 

We 

Be a progressive, proactive and innovative orgmhtion; 

Provide the highest qualis, semice through dynamic leadership, edudon and technobgy in 

partncrship with the divene 00mmUDities we seme; 

Be accountable and efficient through shared decision-mdbg; 

O Emme a heaithy work environment thaî enccnuagcs team building, o p  commUOication 

andmuhtalrespeb; 

Promote safé c o r n d e s ;  

Demame leadership in the pursuit ofaccellaroe; 



Accod i i i t v :  

There are two components of accountability. The first is the process of rendering an 

account to those fiom wham we derive our authority of what we did, why vue did Ït, how we did 

5 and w?mt we are dohg to improve performance or resuits. A .  important element of this 

component is acceptmg the personai comequences of our actions. The second componat of 

accotmtabiiity is one of 'banswerabüity" - the obligation to pmvide information to others in our 

canmides of interest with respect to our deckï~ns, actions and resuits in tight of clear, 

pmriously agreed upon understandings and expectations. For example, we iaform our 

communities about our actions, but we must renàer account of our actions to our direct 

supemkofs. In this organinrtion authonties can be deIegated but accomtabiiity canot. 

R e s D e c t :  
Is the objective, mbiased consideration and regard far the rights, values, beiiefk and 

pmperry of aii people. 

Pmfbsionalism: 

1s haviiig a anscimtious awafeaess of our role, image, skills and kiowleâge in Our 

CO mmitment to quality client oriented service. 

Ho- 

Is beiig tnithful in chamter and behavior. 

Compassion: 

Is demonstratiag care anci sensitivity in w o r d a n  

rnmnigf: 

1s acting cousistently with out other are values. 

As discussed in prcvious chapters of b i s  paper, the dues of the ogaollation muot 

neassaiily bemmc tht CornerStone of its existence. Evaythuig that an organization &es must 

be buüt upon the values that it has adopted as it own. By aeetmg such a document and melMg 

it public, 1 Mew tbat the RCMP hm taken an amancly miportant W. Once such a 

~ b a r b a n ~ ~ t h a i t b e o ~ i o o i s b i m i t o r c s p e c t P n d u p h o l d t h s e  

prkipIcs. ToQtbecaitrarywaildmcanthPttho~ondi~nipnsgancatwouldloso 

an CfCdf'büily. 



2. Mission Statement of the RCMP 

ïhe same process of "Shared Leadershipn identifid a mission statement for the RCMP: 

a m  mmmnent of the RCMP to its c o m m e ,  and of the organizaton to i ts rnembe~shi~.~ 

Commitment to our commmïies 

The anployees of the Royai Caoadian Mounted police are committed to Our 

comunities througb: 

*Unbiased and nspecdul tr-ent of aii people; 

~Accountabiiity; 

. M u i d  problan solving; 

.CuIturai d*, 

&hancement of public safay; 

.Partnerships and consulgtion; 

*Opai and honest cormnunication; 

.E$ective and efficient use of resources; 

eQualiry and time1y se~ce; 

Cornminnent to the em~fovees o f  the Raya1 Ccuuldfan Mounted Police 



� recognition for good perfomess; 

mcompeasation and entitlements; 

~FinanciaI tiardship awsed by employees' work site, 

mconsistmtly poor pe&rmers; 

.Discipline and discharge; 

mPromoting health, safety and WU-being 

 ens sur mg adequatc human, hnc ia l  and material resowces; 

Ghancïng job secunty through aggnssive mafkeg of OUI services. 

t believe that the creation of the Mission Stzrtement is another Unportant step for the 

RCMP. Much in the same way as the Mission, Viion, Values statement, this document cleariy 

cie111011sffates to the public and to the employets ofthe RCMP, what is to be qee ted  uader the 

new community-based policing mindset. Once again. by pubiicly dccnesig such goals, 

management ir coPmaittlig itself to the values of the or@zation - a cornmitment which cannot 

be revtr~ed. Both the commun@ and the employees wiii hold management to these stateâ 

values. 

3. Participative Management 

Aside h m  coiwltiiig with the general membecship in the creatjotl of a Mission 

Statemcnt for the organiraton, participative maaaganeni called "SU leadership" in the 

RCMP, is an W v e  which üalrs ail IeveIs of the oqpnhtion together in broad 

d e a o i o ~ g .  

The RCMP har recognizeci that under the cot1lllluOay4ased policbg madel, the one key 

elunent to io succas is the front iine officer. M e r  ail, it is that penon who interacts with the 

community cach and evcry day. It is the front h e  &cer who are the eyes and ears of die 

or@zation in the field - the pemn who the exterd  avironment aad has fht-band 

kwwiedge of the community Pad its individuai compoiicotp. As such, it is primordial that 

mmgmmt ÜStCD to the h t  Imc officers and thas they mauitom umtinuous, opai 

aammunicaficm. 

In a mxnt intcMew with RCMP Cannhï- Phüip Mmy,  he summcd it cip m the 

f b l I ~ I x m l m C r ,  



"...The most important thuig is for managers to lem to üsta. They need to be seen 
responding to employees needs, and nspondïng to the input they provide. 1 thin. &O Ys realiy 
importanî tbaî the management be s e a i  dobg wtiar they say they're gohg to do, in other words, 
to u s e t h  oldadage, walkmgthe talk .... Those are theelements tbatcometo mhd in aeatuig 
tbis shared leadership vision that 1 have, which essentialiy meam m my the more people 
invoIved m malrlig the decision, the kacr. F i  of alI it will be a better decision, and secody, 
and probably more importantly, everyone buys into it and are prepared to implemenî it, a9 
opposed to the commaad and contml model, w b m  the boss is aiways right, managenient by 
dictum, and employees are expeded to just b W y  fbllow.. .* 

In a number of instances, the RCMP b;rs demonstrated its commifment to "shared 

kadershipnn Lengthy coasuhation with the membenhip goes in to decision-malring at aü 

sipifitant Ievels. Some recent examples were extensive consultation processes h o  

restructuring the RCMP (regionaiidion); the p r o m o t i d  process (stilI ongoiog); alipment 
. .. * 
mmahves @riority sating); etc. But most importantly, management has shown, 1 believe, a real 

commitment ta üstenmg to the membership with respect b everyday issues. Of course, each 

manager has his/her own style and this is sornething which wili need tirne to overunie. But 

generally sptakmg. 1 have wmiessed an ovedi  tendency by management to "hn and to 

respond to the views oftheir h n t  line workers. 

In chapm fwr of tbis paper, 1 identifieci the con values associateci to the comm*- 

based poticmg model. Two of those d u e s  which I discussed wrre "AccountabÜityn and 

"E&aive and Efficient Use of Resources". The RCMP's "Mgnrneut Initiatve'' relates 

M y  to those two dues .  It is essentiai that the RCMP be aecountable to the Govemment, to 

the public, and to its anpIoyees. Wth respect to the Goveniment, the RCMP m u t  respect the 

values of the govemment - it must dso be "aligned" with i<s prioritie~ as Canada's national 

poiice force. The RCMP must also be accountab1e to the public it serves and idarrify security 

reiated pnonties in concert with the comrnunities. FFinally, the RCMP must enme ttiat it 

ptoyides its anplayees with thc toois and an oqphtional structure *ch is caiipatiiiic with 

tbtvaiuesofthtforce. Acmmtaôü i tymth tsehcearmsmustkcoo~h l inewi th~  

effccoivtrndefncientuwofmourœs. Ontgocsmhandwahthearhet-itisimpostibletok 

nPlly~~letotbae~m~clicat&roupsitthQCisll~ta~~~~CgOlt~aligatbC 

limacd a a C t  nrwiccs to the iden- prionty areas- 



As a resuik in 1998, the RCMP created an *'AIignrnent Task Force* (ATF). Its 

mandate was to coordlliatc the initiatives of eight steering commiaees and their working gmups 

to: 

dign RCMP priolities with those of govenmian(s)'6, clients and communites; 

d g n  the RCMP's docation ofhuman and financial resources with k priorities; 

d g n  its organiratonal structure with its seNice deiivery objectives; 

m a i i g n  RCMP technoIogy strate@= with cul~ent and future a&; 

wiip human resource systems with the RCMP Mwion, Vision and Values; 

eaiign indivduai pato~ce/accountability with corporate goals." 

As a result, the RCMP is now ewMning everything it das:  'We must mriew our 

pro grams... to detemine what to stiengthen, w h m  we can streamline, and where we shouid 

shart responsibilities with cxistllig or new partners. We must reaiign our n s o m  to support 

our pnonties, to enbance quaiity, and to maxmWe support to the front he? 

The implementatjon of this initiative is a cruciai one. In an otgaiillafon the size of the 

RCMP, with a mandate as bmad as theirs, eoordllraton is absdutely essentiai. Thm is no way 

for an organizption nich as the RCMP to respect its commitments to its thne main ciieut groups 

without an m i s e  such as bis. Given the interactive nature of the community policiug 

concept, t will be necessary fw this initiative to continue so that the organidon, at its highest 

decision-making levei, remnian sensitive and respousive to its accou11tabiiity and Cnicimt use of 

its reSOutceS. 

In a document entitled: "People: Foundation fôr Change in the RCMP", the byai  

c a d i a n  Moltmcd Police bas outhieci fôur areas of human mmagmmt which an 

cruciai to tht transition fran the t r a d i t i d  mode1 of poiicing to the oomrrrrmity-basai poiicing 

mod& 



Maintahhg a ~u=ltified worldorce: 

A workforce which is able to adapt and deveIop to the new mindset; 

A workfbrce which is 'tepresentative" of the community; 

A workforce which possesses the necessary browledge, cornpetencies aud 

altitudes. 
. . .  Developing and mauitauiuig a productive workforce: 

Ont which delmn @ty seNice to the cornmimity; 

One which is cost-dktive; 

One which strives for continuous improvexnent. 

Cnatinp an eaabIiaq workforw. 

A structure which reinforces good working ~lationships; 

A structure which fostns respect, diversi@¶ and &&ive c o r n m e d o n ;  

An environment which is safé, fàir and free of discrimination; 

A structure which provides profaisionai developmeut and growth of eafh 

mplayee- 

0 Rempkbg tbaf peopIe are vaiued assets of an organidoa; 

Invesding in human resources; 

0 Providing continueci nnewal of essential cornpetencies." 

Whereas, "aii the (RCMP Human Resources DUectorate) did in the past was manage 

human nsource âaîa, now (they) are managing human resources.- As a result, key changes 

tmk piace in the Directorate. It bas now been brd<m dom hto the foiiowing branches: 

"Honours and Rec@tiod' - desigoed to develop on a continual basis an evolviiig 

r#logeit icuip~tomeetthcncedsofdrRCMP mfosteriagaiimvimmmmwhere 

miplayce contributions are ackrdeâged and rmgnhd appropriately. 

W a h . d ~ S a v i a r P o l i c y W - d g i g p e d ~ p m n o t e ~ ~ i o d f i h w r r  

aImqthtmcmkn. 



''Inted Affairs" - to promote public confidence in the integrity of the RCMP by 

deve1oping organizationai standards tbat ensure cornpetence and proféssionalism ihroughout 

the organization. 

"PubIic S e ~ œ  Staff ReIationsn - to develop ad mamtain a positive relationship between 

management and employees and theù representatives. 

c'Ofncial Languages and Dive* Management" - to Uistmae policies and procedures for 

the achieveme~lt of idtutional bilingualimi and to implement effective strategies to deai 

with the rnany issues arising out of Canada's dyaamic social, dtmographic and culaual 

diversity. 

"Organization Design and Job Evaiuation" - to evaiuate aii jobs in the RCMP to msurt tbat 

they are classified fàhly and equitably 

"Maaagernent Mbnnation Centre" - to develop and maintain a system which will provide 

specdy and up-todate human resourœ idionnation to the people who require it. 

"Research" - to provide the RCMP with studies required to impme present human 

resource management systems and to provide a look into futun hurmui fesource 

requhunts. 

"Leamhg and Dewlopmcnt" - to foster a eontiwous leaming nùture within the RCMP and 

to fàciIitate access to modem, cost-efktive learningltrainiag opporhrnities. 

"Human RGsourœ Strategi-c Planningn - to agure that human murce strategies are 

aligned with the RCMP corponte business seategy. 

"National Stafnag and Personnel Poiicy Centre" - provide policy in the ana of personnel 
t .  admmMmlon. 

"National Compensation Poiîcy Center" - to keep the membership informed of policy 

changes and ben&?' 

The complete reviunpmg of the Human Resources Directorate of tht RCMP is, in my 



orgapizatiod structure to the membership which will d o w  them to achieve the goals of the 

fbrce. 

6. Communicattion 

The RCMP han severai communication took at ito disposal under the conmiuiiity-based 

poiicing model. First and foremost, it continuousty encourages open dialogue baween 

managers and front lim workers. Certainly the ''&areci leadership" program is an example of 

this communication strategy. But the same principle is encouraged at aii lmk. Thm are 

regular pubLications such as 'The Pony Express"; the Division StaERelations Repfesentative's 

National Nevudater entitied "D.S.S.R. Perspective"; and Divisional Newsletter's; ail which 

attmpt to infôrm ernployees of nationai or regional issues throughout the force. There is the 

anmial Commissioner's DVectiod Statement which outhe's the priorities for the RCMP. 

Exrernally, the RCMP encourages and trains its members on ways to 00mmUIUcate 

openiy with the members of the commutlifies they serve. In 1998, the RCMP developed tool 

kits for members to use in their markctin$lcommIMication initiatives. Training is provideci in 

c&ctive communidon and pnsentation sW. Communi3, Consuhative Groups are 

encourageci force-wide and bave provided the orgaiilaaion with a very effcctve tool of gemiig 

its concems across to the pubüc (education) as well as receMng input h m  the comunities on 

local issues 0 f c o ~ .  



procedurai-baseci conflict nsolution system in search for a more flexible alternative which will 

seek to ideniay the ultmiate response through compromise and fâhess. 

As a resuit, the ADR plan was implemented in four stages accordhg to J d r  Lynch, 

coordiiiator of the programrogramm The first phase is refnd to as the "Plunning. buy-fn cmd 

cornmitment phasen. This was an atiempt at providing ail stakeholders with sufncierrt 

infônnation so as "nut to catch them by surprisen. It ais0 meant setting up an advisory 

CO& consistiag of several volullfeef~ of the various stakeholder groups who worked out a 

budget, detennined training needs, and assessed the problems indigenous to the RCMP. 'Ihe 

second phase was d e d  the "design phase". A design group of about 30 people came togetha 

for a dine day f idbted design workshop. Ho- due to the size and geographicd region 

covered by the RCMP, it was decided at the outset that no one "plan" would be forced upon al1 

regions of the force. Each "didivision" (an organizational structure which g e n d y  & 
corre~p~~lds to provincial boundaries), weR encourageci to dewelop the prooess which it felt 

wwld work kst withlli its own con- The tbird stage was the "fmplementutfon phase". This 

consisted of exteasive nauiing and communication throughout the Mnous leveis of the RCMP. 

ADR approaches such as mediation wexe arplained to the participants. F M y ,  the Eourth 

stage, which is stül ongoing, is the ''tmmition phase". AWough Ms. Lynch's du@ as 

denloper aud impiementet of the ADR program is coming to an end, the RCMP bas sbown ils 

cornmitmat to thU project by creating a National ADR Coordlliator's position. 'Ibis person 

Win ''ensure the growth of the proc*is as it becornes the way business is done withlli the 

RCMP." 

some of the 'kok" which wexe pmvided to the various divisions for consideration and 

implementation (where deemed worthy by each division) are the fo~owing:~ 

1) Negotiation - a volmtary, non-adjudicative, and i n f b d  hrmat wbich dom the 

@es ta discuss the issue, discover cornmonalties, and anive at a satjsfactory 

c0~:Iusiotl to the confîict. 

2) Medlutton - dcscribed as %sisted iicgOtiationl,, an ïmmipaitial Party sel& h 

eitivr inside the RCMP or cxkmdy, win assist in clPrifyiPg tbe issues, idcntifliiig 

MdertyiDgcaiua.Pad~atacaptabIeao1utions. Itmaysithcrbedoneina 



formai setting or the rnediator may shuttle back aad forth h m  one party to 

another. The process is confidentiaI, voluntaxy, and is not binding. 

&Zy Neutra1 Ewluation - a manber can -est to have a highly respaaed, 

neutral third party listen to both sides and of& an opinion on the issue. Again, the 

neutral party rnay corne fiom inside or outside the force and the opinion is not 

binding. However, since the person o&a an objective opinion, people bolved m 

the dispute are inclined to üsten to the &ce given. 

Peer RMew Panekr - Peers of rnembers are randomly selected to hear both sides of 

the issue and advise each of the me& of the case. According to the coordinators 

of the RCMP7s ADR pmgram such panels of'ten provide an incentive to resolve the 

issue through negotiaticm or mediaton even befbre the panel is c o n v d  

5 )  1-800 mmbers - a confideatial numba is set up for members seekmg advice on a 

&en situation. 

6) OrguniznttomI Ombuclsman - this person may serve as a counselor7 facilitator, 

f b d  mediatoi, informai Fad finder, upward fèedback mechim. consultant, 

problem prevention device, and change agent, This p e m  aniœ is Iocatcd outside 

ordinary liw management stntctures. 

7) F a c t ~ ~ n g  or imtigattun - a neutrai fact finder investigates a case e h r  

f i ,ndy or i & d y  and may or may not incIude a recommendation. 

8) Non-bfndlng Arbitration - a ncvtral third person advises the parties mvolved in a 

conflict on a fiür sealement based on their presatation ofthe facts and positions. 

9) Ths Mfni-Tria2 - gives the parties a chance to hear the other side's point of view 

and aaempt a negotkted dement. The pane[ who hears the ''casen is chaired by 

a neutral, jointiy seicded party. The n d  persou recurnmends a specinc 

outcome and the other members ofthe panel then aüemp to n e  a resolution. 

The key to the ADR appmach to conflict rcsolution in the RCMP is in pmvicÜag a 

saiss of tools to the mbenh ip  so as to OqKdihiousiy rcsoIvc a conflidiwf siûaaîim iu tk 

m s t e f n ~ m c ~ l u ~ i b l c .  I f A D R i s s u ~ i t m a a s t b s t a l i p U t i a ~ t k C O l l f l i d  

b i w ~ t h a n s o l t r o f d u p ~ - d w r e i s m w i m w r I I ~ d a c o m p r o m i s e p ~ .  

Theresi,re,mtbo~thcparticsfécivindicataidtbccoiiflictY molvcdomandfOldL 

O a l y 1 & a a n t 6 e a n p 1 0 y a s p a i w i d i ~ w o r k i n a p ~ ~ b t r r .  



The RCMP's cornmitment to ADR is anot6er ewmple of how t is providing tools to its 

employees which are conducive to the principles of comunity poücing and creabing a l l ~ ~  

creative mind set in dealing with problmis in the force. 

Under the concept ofcommunity policing, the RCMP is empowering its employees by 

givhg decision-making nsponsibilities to the lowest possible levei. Front üne workm who in 

are constant contact with manbers of the community, are often the best infomed perrons to be 

able to maLe on the spot judgment 4 s  *out approvai h m  their supe~sors. Their first- 

hand knowledge of the situation, coupleci with their day-today interaction with the cnmnMity, 

mekes them the most qualifieci individuais to handle certain incidaits. 

The delegation of such decision-making powers has several implications in the RCMP: 

F h t  of di, it means that managers in tbc RCMP are having to g h  up some of their 

authonty and delep& accordingiy. 

It also means that managers have a responsibiiity to ensure that the employees to whom this 

nnv respotlsibiiity 9 kstowcd, understand that tbey ah0 becorne accountable for the 

dccisions which they wiil be making. 

Convasely, the RCMP hm had to deal with a dap seme of skepticism and niiseust h m  

anplopes who k l  that "ernpowerment" is simpIy a way of management ûying a p t h e  

buck when samethhg ps wmng, they will blame t on the f b t  ihe workers. 

It means that manage= bave to give adepuate tools and support to the fmnt line woricers so 

that t k y  are well equippod to make the pmper decisions - thiags Iü<t proper tmbhg, 

@dance* supervision, infbnnation, and motivation. 

Managers wiii stül fesem the right to veto decisicms which they fée1 are not appropriate, 

but they m u ~ t  tnist and encourage t6ar tmpioyees to tiy am and innovative appmaches 

ma tbough tby are not ahvays succesfhI.* 



ngularly and who should bave the e x p e h  to deal with many decisions in the field. It is very 

difltidt for many maflz~gers to switch from a commaad and control atmosphere to one of trust 

and emp~wermm Furthennoce, a balance needs to be fiunci and managers stiU oeed to 

m o a r  and supervise the employees for whom be i she is ultimately tespogsl'ble. These are 

matkn wbich wiii n a d  time to work themselves out The important point to note hem however 

is the fkct that the RCMP has created an atmosphen wbich is conducive to empowmnmt and is 

eacouraging iis employas to adopt the mhdset associated to cornni- policing values. 

The above mmtioned programs and initiatives are examples of how the RCMP is 

implementing community-bd policing principles withm the organhtion. 1 beiieve that such 

examples demonstrate the co-mt of the orginidon to the values associated to the 

community polieiiig mode1 and to its key client gmups. Coupled with the "CAPRA" problem- 

solving m a  it is clear to me that the RCMP is weU on its way to creating the d e s k i  mindset 

throughout die organization and to setting an example of ''interactive service d e l i e '  to the 

Canadian public sector. 



. Communbbased Poücàn~: A Model for Riblic Setvice Rdorm 

In the Litaatun feview of this thesis, 1 identifiecl a basic Iist of criteria which public 

sectot nSom aimed to addnss. 1 &O discussed a series of approaches of &mi which may be 

used by the public sectoc in order to attam its optimal goal of eflciency and enhanced 

p e ~ r m a n ~ e % .  The purpose of my conclusion will be to detemiine whether or not the 

"Cornmuni& Based Policihg Model" appropriately anà successnilly addresses the aMs of 

public s e ~ c e  d o m  in Caaada 

l7ie G d  of A c b k  Service Rcfnn 

As previowly discussed, I be.üeve that the ultimate goal of public seaor d o m  in 

Canada is to be able to nspond to th- related contemporary dynamics: 

increased social and cultural complexity; 

iacreased uncertainty or, to put it dïfkrently, a rqpirement that vue deweIop the 

capacity to aciapt to ongoiag change of kindP which we canna pmlia  or plan fôq 

and 

increased democratic eqwtations of government and aii khds of s e ~ c e  where 

individuah andlor their particdm commdes of interest ask that they get to 

participate in the design and delivery ofthe service?' 

How dots Community Policing respond to these dynamics? W& respect to the first point, 

community pokbg, by its very nature, ciaues an environment (imtemai and ademal) which is 

reEogeuant and responsive to a wide mage of social and culairal interests. By continuously 

"scannbgn its environment, the police force is invariably updated on the concems of the citizcas 

ofeach of the communities it snves. In Canada. soaal and culturai complexity is of particular 

tnporbme due to the way m wiiich our country was formai, nir immigrafion policies, and the 

gcographicai vasbcss of air iand. A nationai police force such as the RCMP must dcvetop a 

mta~sdcoat inu0~~1ykipgPbnestofawi&~ayofcul turalMdsoaal in~inttr  
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hundnds of communities it serves. The communhy based poiicing modd afFords such a police 

fone the fî suiility quired to identifl and respond to these cultural I social needs. 

Peroimmg to "mcnased uncertainty", community policing addnsses this dynamic once 

again through its inherent chacteristic of adaptabüity. Continuously behg aware of tbe 

organktion's sumundings, the police force is able to identify changes in crsnmal patterns, 

comunity concemg and uitmial problems. The constant evaluation of its &rts and 

codtation with Ïts clients gives a community based police fixe the took it needs to 

proactinly foncas~ aiid nact to changes in the community as well as withm. 

FidIy,  I believe that the democratic expectations of a corrununity vis-&-vis iu 

govemment, is the CornerStone of cornmunity b d  poiicing. Community codta t ive  p u p s  

are but one example ofhow this rnay be achieved. However, 1 would suggest that the sheer hct 

thar an orgenization who successfully irnplemaits a community police "rnindsetn throughout its 

force, will automafically r*ip the b e n e  of fuifihg diis psrtiailar cEyoamic. Such an 

organirarion, whose employas will view their wodc in a totally n w  ligbt, di automaticaüy 

Listm to tht c o m m e  thcy serve and wül be sensitive to those needs. In my min& the 

community-based policing model is a patect example of community participation in the public 

servicesector. 

In my iiterature review, 1 identifieci a list of criteria which public organizations must 

meet in order to be able to provide quaiity public s e ~ d .  Let us now see hm the 

cammunity-based policing modei respeas these criteria. 

Respo)1Sjveness: As the readet may recaü, "nsponsiveasessn nfns to the time which it 

takes fbr a citizen to receive s e ~ c e ;  the regard with wtiich the citizen is oeated; and, whetha or 

net the public sentant is attentive and consideraie to the indMdd needs of the client. I am not 

certain that the community-based pdice modd will impnm on the responsetime to a client's 

re~uest. It is possibte that this rnay happen howevw bmeâ oa the tact tbat the org8nizstioii's 

~ ~ ~ K C C S  shoddbtmorcadeqtlntclyfociiscd ontbeaeeds oftbecommunity as duywae 

pmiousiy i-ed by the conmsmitj pnor to indMdual caaplaints. For er<ampk, iftbe levd 

ofvuvblismUperti~ybi~Pia~pnsQacommunitymdthecoimnimity6aridea~d 

this as a pnoIay, tbCO 1& poiiœ shouId &&y addrcss thia issue 'pmactkiy'' ad bopaiiUy 



prmiit firther cornplaints frnn being reported. At the very Ieasf an action plan on the part of 

the police shouid be in place to respond to prioritipd issues. Aiso, fesponse-the may be 

improved by the fâct that more resources are docated into the community - Iess thne m the 

office and more time in CO- with the public. With respect to the way in wbich the public is 

tnated, 5 seems obvious to me tbat commUnity poiicing is much lcss of an enforcement / 

codbntational approech to pdiciog than the traditionai modei, and due to its responsiveaess to 

the pubiic's d, is much more ' h r  fnendly" for the community. Finaiiy, the ccmmunïty 

poli- apprcnich cerrainiy provida a comrnunity s e ~ c e  &ch is adaptable to the individuai 

needs aad siniasions of ciients. Hard-fast mles and policies are nmnants of a previous 

approach to policing and fiexibdity is much mon p d e n t  

Accessi&ili@: As we may mail, this category of criteria patams to: the fiexibiüty of 

operathg houn; the approxmiaÉon of s e ~ c e  access points to clients; the eqdky of access; the 

reduction (or eiimination) of the duplicatiai of services; mitabte diversification fbr con- and 

the adequate dissaninaton and provision of appropriate idionnation. 

Undoubtedly, community-based policing renders the poiice fbrce much more accessible 

to its public. Fkst and foremost, there is a much gnater diversincation of contact between the 

community end the police. Under the trsrditionai model, we may recall that such contact was 

nnn discouraged for a variety of rasons. Now, police officers are asked fo blend with the 

public in an informal mamer, and formai fonuns of exchange an encouraged (Le. communify 

consultative gmups). Such an intensification of contact between the community and the police 

automatiicPUy lads to a greattr dissaninaton of infocmation in both dinaions. Furthemore, 

imder the coaimunity poiicing mode& -on of iafomiation to the public is seen as a tool 

to combat crime - previously, the police were very weery of such an exchange of infomiation - 
prefhkg O keep th infbmiation to themse1ves. 

The cullunw-based poliomg mode1 ce&y bringr service access points closcr to the 

public. Conmm*ty policihg walk-in-centers m shopping mails and downtown areas (or even in 

coIlllt\UIUltjes) aiîow kaer accessi'b'iiity to the c~rnrnimity. Ewn more importantly, the 

~~püceoffiœmarenanbackaithestieardinregular~widitbc~~mmunityY 

t b e l a y ~ t o ~ s e c o s s i b ~ u P d c r t h i r a e w p o l i c i u g m o d c l .  

F i ,  thcrc ir much kss duplicaticm of StNias. Commmity poli- emmmgas 

d i a i o g u e k h m c i i t h e ~ s c i t i z c a c d i t s g r o u p s .  Whenapmblana<iscsina 

a m m M U t y , t h c i d c r k f o r d ~ ~ ü , i d a i t i f y a p l r n d a m c l c ~ t h e  



phenomeno~ Roles for each gmup are decided upon coUectively and a jomt-pkn is put m to 

piace. As such, we should set much less of the situation whereby the police and other 

cammimity gmups are a problem in their own hdMduai way - o h  behg counfer- 

productive, one to the otha. Ah, under çommupiry p o l i e  police forces thmeives are 

much more apt to coopexate between themselves - once again preventing inefféctive doCafion of 

resources on cornmm problems. 

ReIiabiUty: Wah respect to poiicing, I believe that nliabüity rehm to: the police 

force's ab*ty to nsponâ to the community's O&; and the success of the police fone in 

ameliorating the quality of iifè in the comrrmnity. In this sense, 1 believe that the "reliability 

rntinpn of the police fbrce is subjective. It is the individuai communities who wili uhnateIy 

decide whether the police fora has iived up to its prorilises. However, under ?he concept of 

ccmmdy poiicing, th community itseif mnst accept a portion of the nsponsibw of the 

success of this model. Catarmy the police play the lead mle in whing over the &dence of 

tht citLcns and establishhg the framework for the model. Howeva, tbe ultmiate suecess of 

connmmity potichg nüa as much on the participation of the &kens as it daes on tbt police 

fi,= itseE Ifniiabiiity is detemi& by the abiiity of the police to nsponà to the c o m m k y ' s  

a#ds,~the~lllfn~mustMptoi~thQr~tochepaiice. If"quPüty0füft"is 

the measure of succes for eornmuiiity poiicing, thcn certauily the public must share 

nspom'b*ty in atîah@ that g d .  GammmUty policing means thet the police mua &r a 

aniirmmait 1 stnictm which aüows for cornmunity involvement in scmiQ issues. The 

camninityasdfmustthenplayifp~drdomawuringtbatdrepdicerrmainontbtngbt 

track in addnssing th& needs, 



h m  the sccunty neech in rural Saskatchewan. A police force must be adaptable - Î t  must be 

aware of these differences and it must be able to respond to them. 

The question to be addtessed here is whether or not these same critena apply to aii 

fedaaI public services? Firstofall, let me bcgin by stating tbat 1 am fully awan thatthis 

discussion could digress into one on the decentraliraton ofgovemment. My goal here is onIy to 

corrce~nate on the delivery of senices in the public sector. As such, 1 believe that 1 have 

sirfficiently addresseci the issue of the adaptabiiay of the delivery of seeunty s e ~ œ s  to the 

individual ne& of conmiunities across the cormtry. Certarmy the federai govertunent bas a mle 

to play in assuring a basic level of security fw Ïts exstire population. However, we have also 

disnissed at great length the fâct that such needs vary h m  comrnunity to community. Then is 

no m o n  why the speaal neais of a community cantlot be considemi &ring the 

implemexxtation of this s e ~ c e .  

1 believe the same to be tme with nspect to the delive- of ai l  public seNices. Withlli 

the parameters ofn#rssary maaagerial constramts (Le. coat; p d c a i i t y ;  a.) 1 belim tbat the 

same oonditions may apply to issues such as unemployment insurance; pubbc houshg and 

w e b  &stance. F~rthesmore~ 1 do not believe that this practice should be ümhâ to féderal 

senRas. The nemi for nfom in Canada also appiies to provincial governments. Certainly 

heaith and &cation requirements may vary throughout cornmuaifies (nual vs. urban for 

example). Io wwie provinces7 the sccial cornpositon of their population is as diverse as that of 

the Caaadian population. This rnay &O appiy to municipal governments - certainly in the 

poiichg field; but also Bi arcas such as parks; municipal regulations; parking; garbege 

coiiection. The public shouid have a say. 

1 do not want to lima my argument oniy to the issue of udivetSificati~nn of the 

population. Certainiy thU is aa$al to the theme, but it is not the ody issue that bas bœn 

identifieci in tbis m. If we recall, the ranadien pubtic wants a pubiic savice which is 

mpsive, accessible, and reliable. Each of these thest popoints arc i n t e w g .  in order for the 

# N i œ t ~ b O ~ k & d l t d & ~ i ~ ~ ~ ~ f t h C ~ , i t m t i l l t k m a d t  

c~m~IeOely acccssii1e to the public it gi, orily be coasidmd reliab1e ifthe fht two c o d t i ~ ~  

havebasamet I k ü m t h a t t h t p u b t i c ~ , P a d a t p c d q t b c s o a i t a i i t o b e  

~ieplicrbk to rll pubk semices cit di Ieveb ofgovaamet 

T h e ~ p i i ~ m o d e l Y ~ w h i c b I b e l i e n . m c e t r r t b c a i a M ~ p u b l i o  

demmdsintbWncwcra To~~evenfiutber,Ibtlit~ttbatitisamodelwhiebalsom#ts 



organizationai needs as weii as those of the rnernbea of these or@zatioas (i.e. the public 

se~ce).  The viabiliry and crediilicy oftoday's govemmeots depend on these issues. 

The Canadian population has statal its demamis for an acceptable public service. I 

believe thrat the field of policing is an example whert these demands have been met wah 

considerable success. As a resuit, the way in which C d =  and tbeir police services now 

measun s u m  is based on the overaii weii being of the community's citimis. Thar cadt be a 

bad way to do thingsl 
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