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14 Ways To Kill Community Policing

Changing an organization to a Community Policing philosophy of service delivery is a very difficult task.  We have discussed how to implement Community Policing with representatives from many police departments, surveyed published literature on the topic, and reviewed lessons learned by corporate America on carrying out organization change.  As a result, we have complied a list of “What not to do” when trying to implement a Community Policing philosophy.

1. Call Your Community Policing Effort A “Program”

When we think of a “program” we often think of something that will last for a specified time and then be evaluated to decide if it should be continued.  We also think of a program as being the responsibility of a few individuals.  By labeling Community Policing as a program, we are telling the organization that we have doubts that it will work and that it may be ended upon future evaluation.  Individuals will not want to commit to something, which is temporary in nature.  Many individuals will try to “wait it out”, rather than change.

2. Make Community Policing The Responsibility Of A Specific Individual Or Unit

This will develop an “it’s not MY job mentality.”  The danger of having an “Office of Community Policing” is that the members of the organization will feel that Community Policing is the sole responsibility of the specialized unit.  The successfully carry out a Community Policing philosophy; everyone in the organization must accept responsibility for its implementation.  If a specialized unit is placed in charge of Community Policing, that unit should be responsible for involving the whole department in the Community Policing efforts.

3. Expect A “Quick Fix”

A transition to a Community Policing philosophy requires a long-term commitment.  One sure way to kill Community Policing is to attempt to do too much too soon.  The departments who have been the most successful in Community Policing have realized that it takes a comprehensive plan, the total commitment of the organization, community, and political support, and time.  There is no “quick fix”.

4. Do It Without The Support Of Top Management

Community Policing requires changes in all facets of the organization and its operation.  The support of top management is critical in implementing a Community Policing philosophy.  Change must be driven from the top down and top management must model the new behavior required under Community Policing.  Executives must “walk their talk”.

5. Have A Few Planners Design The Transition Plan

No matter how good a plan they may develop, it will not be the organization’s and the community’s plan.  We achieve support for a major change by involving as many members of the organization as possible in planning the change.  Employee participation will result in a higher quality plan and greater organizational commitment tot hat plan.

6. Keep The Politicians Out Of It

Historically, due to a concern about undue political influence, law enforcement executives have been reluctant to work hand in hand with politicians.  If a department is to have a successful Community Policing effort, it must have the support of the individuals who set governmental policy and direction and who controls the purse strings.  The department must involve the executive and legislative branches of government in the effort.

7. Doing Too Little Training Too Soon

To be successful, training must be given when 1) the individual is ready and 2) when the training can be used.  A major mistake is delivering training to participants before they can use it in the work place.  Departments must adopt a strategy of “Just in time training” (JITT).  Under JITT, training is given to individuals when they, as individuals, will be perceptive to it, and when they will be able to immediately put it to use in the work place.  Training which cannot be put to immediate use is quickly forgotten and indicates to the individual a lack of organizational commitment to the new way of doing things.

8. Don’t Have Managers Present The Training

A common mistake is to have the training staff deliver the Community Policing training.  Training should be given in a top-down approach with each layer of the organization training their immediate subordinates.  This approach ensures that management is knowledgeable of the philosophy, policies and procedures of Community Policing and communicates to the organization that all layers of management support Community Policing.

9. Provide Only Formal “Classroom” Training.

Classroom training is only part of the answer.  Departments should extend the classroom to the work place.  Supervisors and managers should coach and mentor subordinates on Community Policing and ensure that the work place both reinforces and allows employees to apply what they learned in the classroom.

10.   Don’t Measure The Effectiveness Of Your Community Policing Efforts.

What gets measured gets done.  If the organization does not measure its progress, individuals will perceive this as lack of commitment.  Measurements provides us valuable feedback by validation our planning and operation initiatives.

11.   Don’t Review Your Mission And Values To See If They Complement Community Policing.

Community Policing is a major change in a department’s organizational culture.  The Chief should have a “vision” which reflects the philosophy of Community Policing.  He must incorporate this vision into the department’s mission statement and its organization values.  Changing and living the organization’s values are the most important steps in implementing Community Policing.

12.   Don’t Consider Customer Satisfaction.

Community Policing is based upon both the quality and types of service provided to the customer.  To ensure customer satisfaction, departments need to know their customers.  Members of the community must be included in the Community Policing planning process.  Departments need to develop measures of customer satisfaction and regularly monitor these.

13.   Consider Only Customer Satisfaction.

Customer satisfaction is not always the same as meeting customer’s needs.  Although customer satisfaction is important, departments must also consider what the customer needs.  Sometimes, customers are satisfied with the existing quality and types of service only because they are not aware of other services that are available.  Adaptability, a tenet of Community Policing, stresses anticipating customer needs.  The Tulalip Police Department must be proactive.

14.   Concentrate Only On The External Customer.

All services organization have two types of customers, external and internal.  In policing, the external customers are individuals outside of the organization such as complainants, attorneys, victims, witnesses, judges, etc.  Internal customers are the members of the organization itself.  A quick way to kill Community Policing is to focus only on the external customer.  The organization must be conscious of meeting the needs of its employees and it is in meeting the needs of the community.  Tulalip Police Officers will do Community Policing if management tells them to.  They will only continue to do it if management provides them with supportive policies and procedures.  We are asking the Tulalip Police Officers to do a lot; we need to give something back to them.
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