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Bottom up yields results

The police in Melbourne, Australia were struggling to control rising crime. Clearly a

new approach was needed. Detective Superintendents Wendy Steendam and

Richard Grant from the crime department told of their successful experiment at a

Police and Prisons Civil Rights Union (Popcru) national crime summit in Johannesburg

last year. Kally Forrest reports.

endy Steendam and Richard
Grant are pleased with
what the police in

Australa’s Victoria sate, have
achioved. Their role in Melbourne is
10 5ee to community safety and
crime prevention. Togather with
others in the crime department
they have managed to turn crime
around.

How did they do this? All South
Africans know how hard it s to
reduce crime.

Quite simply they adopted a now
approach,

NEW APPROACH
Most importantly they moved away
from hierarchical organisation. Most
police forces, including in South
Africa,are structured on a chain of
command from top to bottom. The.
Melbourne police’s strategy
however was driven from bottom
up and emphasised a values driven
organisation.

In developing this new approach
police leadarship consulted widely
with police men and women in
their area. This resulted in a sat of
principles on how to work which
rested on ideas of empowerment,
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transparency and accountability of
the police forca. Ethical standards
and how police should behava wera
spelt ou.

“The new plan laid strong
emphasis on the community’s safety
and this included the safety of the
police.

As a first step they focused on
developing a strategic direction
‘which as Steendam said” s very
important because from this
strategy a community policing
evolves which coexists comfortably
with law enforcement”

‘They also began a process of
better raporting on crime statistics
and the nature of crime. Every six
months police released satistics
and an interpretation of thesa
figures.

For the first time the police
opened their doors to acaderics.
(aithough this was initally resisted)
to halp them analysa their crime
information. This data and analysis
drove thair policies and
performance. Police were now
rewarded not for the amount of
arrests they had made but on their
actions in creating safe
communities.

PRACTISING IDEAS
Changing the cultura within the
police to make ts structures less
top down was difficult and Grant
recalls "There wer times when we
stuffed up?

Leadership started by visiting
every polica station in the precinct.
Polica at these stations heard about
the new approach diractly from the
Chief Commissioner. Sha explained
exactly what they were going to
do,

The new way of working
involved problem solving in ordar
to identify the underlying problems
that the police needed to deal with
In approaching each area of
policing tha first task was to
identify who the key stakeholdars
were.Thay had to identify who
could play a role in assisting with
policing. and where improvements
were neaded, Meetings with
stakeholders to help solve
problems often identified areas
Where more research was
necessary.

Thereafter the polica launched a
pilot guided by a document which
outlined the roles and
responsibilities of all stakeolders,
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As the police began to imploment,
a new servica delivery cthic evolved
where their actions wera driven by
the neads of the community. The
police began to realise that many
people outside the force could assist
them with crime problems.

Finally and importantly they
developed a communication
strategy where all involved were.
kept up to cate on developments,

PILOTS
‘The Victoria police conducted two
pilots. The first pilot focusad on
family violence as this was an area
of growing crime and violence,

In the past communities had bean
eritcal of the police for not taking
responsibiliy for family violence
and abuse. Applying their naw
strategy the police gathered
information on all organisations, and
Support structures that families
could trm to for help. Importantly
they made sura that women in tha
community could voice thair
problems and fears.

“Th pilot was highly successful
and significantly reduced family
violenca,

“The second pilat focused on the
youth,

In the beginning the main focus
was on engaging youth in Jow risk
schools. Tha police ensured that
Young people had a vaice and
through this a big difference.
emerged betwean what young
people and the police saw as the
basis of youth crima. The police and
other stakeholders then helped
‘youth in schools to do their own
problem solving with th police
mainly playing the role of brokers.

“This approach had a big affact on
preventing young people from
turning to crima,

FIGHTING ORGANISED CRIME
The Victoria police also turned thair
attention to devloping a strategy to
combat organised crime. Betwaen
2003 and 2005 the state had
experienced a numbar of murders
related to drug gangs.

In similar manner to the pilots,
the police fist identifiad
stakeholdars. They organisad a two
day workshop to map out problems
and stratagies - a new experience
for tha police. They invited
international experts on organised
erima to give inputs from such
places as Ireland, the United States
and Canada. They also engaged
people and organisations who had
been critical of the police in the.
past. as wall as academic crima
resaarchers.

‘Through this process hug trust
‘was built up which led to deep.
reform in investigating crime.
Government support was also
enlisted to supply skilled lawyors,
accountants and support staff. This
resulted in the building of trust
between government and
‘communities and the process
ultimately resulted in legisative.
reform.

“The resits showed that the
mathod was working. About 240
arrests were made, which led to
convictions and a rapid drop in the
murder rate.

POSITIVE LESSONS.
“The Victoria police soon realised
that they had adopted a very
helpful strategy.In particular they.
Fealisad that instead of resisting
outside academic involvemant, their
engagement with such peopls had
strengthened thair crime strategies.
Interacting with polica dstractors
ako yielded results

Atthe same time as implementing
the new strategy.the police
leadership put systems in place to
empoer staff through good

communication and appropriate
raining. Building sustainable,strong
police managoment skils and
encouraging accountability was
important i this.

The Victoria police has its own
training academy. Recrits have to
first take a psychological test to
assess their suitabiliy to becoming
a police officerThey then undergo
a sixmonth induction course, work
on general duty to dovelop their
skill,and aftor two years they are
either confirmed as police officors
ornot.

“This method brings ot very
good police officers on the stroet
but we wero stll grappling with
finding officers who could problem
solve. We now encourage lfe long
Iearning and offe funding for
further development in policing.”
explained Steendam.

Good communication strategios
1ed to al police departments
engaging in the new approach.And
3 meeting was held every six
months to evaluate performanca in
each division.

On a local leve the strategy of
involving al stakeholders was
cloarly successful. Police learnt that
successful policing meant working
with,and ot dictating to,
communities. It also meant working
with criminals who informed the
process and helped with solutions.

Building trust was hugely
important,"Trust can bo very easily
broken so you need to work
continuosly on overy aspect this”
romarked Steendam, Allowing the
police at  local lovel to innovate
and come up with new ideas which
aigned with the now thical values,
was also crucial

Finally commented Steendam,
“The police are an international
family 5o maybe you can make use
of our experience? (See next poge
for a different experiment in
fighting crime)
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Tm former mayor of the city _ from 6% to 18% andithe aversge

Seiinofomaismo

of Bogota in Colombia housahold incoma droppad by 30%
succeeded in cutting crime  — but Bogota’s murder rata dropped
by building up the eriminal Justice  that year.

system and strengthening “The former mayor, who took.

detactive units so arrests have  offca in 1995, said crime s better |

increasad by five times. Borrie La  fought by applying tha law aqually

Grange of The Times gavathis to all.and by making al citizens

report of the unusual and effective  responsible for law enforcement,  that is nacessary” here.

methods introduced by the mayor  instead of spanding more on Mockus says the infrequently

Which he described when visiting policemen and urs. released crima statistcs in South

South Africa carlier this year. By appealing 1o his resicents’  Africa "reduce accountabiliy” and
“South African crime fighters cultur, morals and sense ofJustca, “show a lack of trust in the publics

ould learn from Antanas Mockus, e got them to hold each other  maturity"

former mayor of Bogota, Colombia - accountable for theiractiors ina  Though the policing dabate in

onca regarded as tha murder capital city in which drugrelated and South Africa revolves around puting

of the world. domestic violenca wera rife more cops on the streets, with
Politcians admitting to paying He sat the example by admitting  heavier weapons, developing

bribes, mimo arists poking funat  that ho was ashamed that he once  countries could divert the money to
lawbreaking taxi drivers... sounds  bribed a traffic cop.This allowe his — education, health and social
like crimefighting strategies from  constituients to sea that he face tha  development and address the root

another planat same dilemmas as them.Ha asked  causes of crime.
Bt they worked in Colombia...  for their forgiveness “The Democratic Allanc has
Like in South Africa, volert crime _ Aftr that, belleving that repeatedly advocated increasing the
was a way of lfein the captal, Colombians feared public ridicule  siza of the polica force to 250 000
Bogota,until mayor and mora than being fined for breaking and toughalking Safety and
mathematics professor Antanas road rules,ha replaced his 2300 Security Ministar Nathi Mthathwa
Mockus took radical steps and traffic cops with street mime artsts,  has called for more heavly armed

drove the murder rate down from  who made fun of traffc offenders.  polica o that they ara abla to teach
77 per 100 000 people to 22per  This halved the roacdeath tolland  those people a lasson - fight fire

100 000. Fechuced the numbers of cops who  with fire".
He did it by instling a naw could be bribed. Mockus's plans would be cheaper
“citizen culure”.. dropping the He also distrbuted thumbsup  to implement
city’s murder ate to below that of and thumbs-down cards to Ha beliaves that the moracops’
South Africa,which is at 38 people  residents, which they waved st approach won't work bacause it
per 100 000, people whosa behaviour thay did. fights fear with even mora fear and
Mockus, who once took to or did ot approve of. doesn't change behaviour.
Bogota'sstreats in a”superciizen”  He encouraged citizens tohold "Th tradtional discoursa of
superhero outfit,completa with  thir officlal to account at public  security is about destroying a
cape, believes South Africa can do  meetings, and gava them crima  person’s selfestaem ... instead of
the same using similar mathods.  statstics monthly - unlike in South  having positive expectations tht try
“What | sea in both countries fsa  Africa,whara they ara issued onca a 1o halp people changa thei lives for
generalised justfication of crima year and are six months old. the better? he said.
becatse of inequality There are two  Mockus also exploited cultural “This belief promptad Mockus to
distinct problems that you havato baliafs such as the myth in assign social workers to prisons o
attend to:crima and poverty Buta  Colombian jalsthat f you kill o convinca muggers not o carry
lot of very poor people obeythe  hurt somaona when stealing.the  weapors bacausa by doing so thay.
lav Sometimes acadermics link the  stolen object will ring you bad  aro endangering their own ives. &
two t0o aasly’ uck.
During Colombia’s economic This,he says, i "exactly the Barrio la Granga, The Times,
Siump of 1999, unemployment rose  cultural control instrument 4 May 2009.




