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While police are prone to say they are practicing community oriented policing or community problem oriented policing (COP/CPOP), the reality is, less than expected progress has occurred. How can this be? It has been 10 years since Herman Goldstein (1990) published his book "Problem Oriented Policing," which precipitated serious debate on the role of police and has influenced organizational restructuring and examination of the role of police. Since then, departmental variation of adopting COP/CPOP covers a broad spectrum of implementation styles and models. Close examination reveals that agency claims of practicing COP/CPOP are more rhetoric than reality. Anticipating that orders from the Chief or Sheriff will result in the practice of community policing is a flawed expectation, as demonstrated by many departments throughout the United States. Resistance to change runs deep as numerous key elements or indicators of COP/CPOP are prominently lacking in the organization’s mission, operations or policies. Shedding the incident driven mentality and the belief that arrest is the only answer to less crime is a formidable challenge. Officers are trained, acculturated and evaluated on their arrests and other number generating achievements, and it becomes nearly impossible to supplant this habit by implementing a new philosophy of business. The struggle for supremacy is fraught with conjecture, misrepresentation, and fabrication.

Barriers to Change
Obstacles that dampen and inhibit the adoption and utilization of community policing and the extent to which it changes how police provide service include: 

· Unwillingness by officers and staff to adopt and fully participate in the proposed program 

· The organization’s structure is not conducive to the recommended changes.

· Lack of accountability exists at all levels of the organization to implement and follow the new program. 

· Role expectations are unclear and staff does not fully understand the implications of what they do in the organization. 

· Training is inadequate and jeopardizes the program from its inception. 

· Change implications are not clearly stated and employees do not have complete information. 

· Personnel evaluations do not reflect the new philosophy or department mission making it easy to avoid responsibility and difficult to measure compliance. 

· Commanders do not have a clear picture of required action and consequently do nothing of substance to bring about change. 

· A lack of community education and acceptance, including the media and elected officials, inhibits progress. 

· The concept of partnerships and sharing responsibility with the community is not fully understood nor well developed. 

· Officers feel that they must substitute problem solving for making arrests under the philosophy of community policing. 

Barriers, regardless of their complexity, serve as inhibitors to change. Police are tightly bound and traditional, so persuading them to adopt new concepts and practices is a tough sell. Any realistic expectation of success requires reduction of obstacles. Some barriers are found in the system itself.

System Barriers
Police training by necessity, addresses issues of safety, lawfulness, attention to detail, how to maintain control, and a host of other skills that allow the officer to manage social and legal issues. Semi-military in structure, the organization places greater reliance on rank, policy and procedures than on the norm expectations of the officer’s behavior and attitude. This, along with constant scrutiny by all segments of society, places a heavy burden on the officer. Job demands that require response to community service requests often results in a narrow perspective concerning the execution of work related tasks and expectations. With emphasis on offenders and making arrests, officers are soon "climatized" into a job routine that is narrow in scope but comfortable because of its known expectations.

It is little wonder that officers resist change especially when it requires a substantial switch from consistency of comfortable routine to something that is occasionally ambiguous and without clear expectations. The very nature of policing demands narrow compliance to the law, rules, policy, and awareness of liability issues. Violations are usually clear cut and appropriate response by the officer is well-known and generally second nature. Community policing on the other hand, may not be clear-cut, follows no clear standard, is inconsistently defined, and is deemed ambiguous by many of the department’s rank and file and command staff. This begs the question, "If I know my job and have been doing it fairly well, why should I switch to something that is ambiguous and non-specific because of its popularity."

The Concept of Compliance
Compliance to a new process or expectation means that individuals will follow the established guidelines or policy as they carry out their daily work tasks. Citing Lewin, Vella (1995:25) said, "changes in perception of oneself and one’s social environment [work] are necessary before changes in ideas, attitudes, and behavior will take place." Compliance does not necessarily mean a person must be in full agreement, or that they fully accept the proposed change, however, they must understand the implications of the proposed change on their performance and work expectations and act accordingly. As long as officer performance indicates he or she is functioning as directed, the compliance officer’s role becomes one of support and nurturing.

Becoming a community policing problem-solving officer does not eliminate the traditional role, and need not cause the officer to choose between enforcement and selecting alternative means of resolving issues or violations. A community problem-solving officer performs all enforcement actions that existed before implementation of the new philosophy. Nevertheless, under the banner of COP/CPOP, the officer gains an enlarged repertoire of tools and alternative means of solving persistent community problems. The narrow path that police walk has broadened considerably thereby providing new opportunities to seek alternative ways to resolve problems and issues.

How Compliance Works
Regular supervisors and administrators have specified duties and responsibilities and may be unable to fully assume a new role while maintaining their present assignment. Therefore, the assignment of a compliance officer who has the global picture of departmental functions, who knows long-term goal expectations and who can assist with the implementation and sustainability of community problem solving policing, is, in this writer’s opinion, a necessary component of the changing organization. The compliance officer does not directly supervise the actions of individual officers. The purpose of a compliance officer is to inform, guide, assist, coach, counsel, provide direction, and to assure compliance of the department’s mission. The compliance officer uses a variety of means to blend traditional policing with COP/CPOP, insuring that both sides of this complex issue remain at the forefront of the department’s service delivery. This individual maintains tension on the system, constantly moving employees forward in learning how to use successful problem solving procedures in combination with traditional norms. From this position, the compliance officer steps in when needed to provide guidance and nudging to keep the department moving toward the expected model of service delivery. Eventually, COP/CPOP becomes habit and routine with the level of sophistication and depth of analysis increasing with the passage of time. This ultimately leads to improved problem solving and a more participative community.

Where in the Organization
Depending on the organization’s structure, the compliance officer should report either to the Chief/Sheriff or second in command. Executing primary role responsibilities are easier with fewer layers of higher-ranking officers between that individual and the Chief of Police or Sheriff.

Outcome Expectations
Over time, the compliance officer will help guide the department from the traditional model of police service delivery to one where a combination of skills and knowledge will identify, reduce and minimize persistent problems and repeat calls for service. The compliance officer will also engage the community to assist in developing a closer relationship with police and sharing responsibility for their neighborhoods. Providing quality police service in partnership with community members is one of the primary goals of COP/CPOP. 

Organizational transition is a slow process often fraught with set backs and disappointment. Barriers to change can be overcome if the goals and objectives are clear, adequate training is provided, expectations are communicated to all personnel, and a willingness exists among supervisors to show patience and perseverance as the new systems come on line. The compliance officer must be able to reach both horizontally and vertically throughout the organization assisting in the transition from traditional to community oriented policing.

The compliance officer is important to the department’s goal of transitioning to COP/CPOP. Many Chief’s/Sheriff’s would say they represent that role and by adding another layer of management will only confuse the issues. We argue that the role of the Chief/Sheriff includes a wide variety of responsibilities that inhibit the level of attention they can provide. Moreover, a designated compliance officer can offer a perspective that may not be possible if he or she were closer to actual operations. After all, the goal is to have departmental members practicing the concepts of community policing within the department’s mission to the community and itself. A way to accomplish this goal is the appointment of an individual whose primary responsibility is to guide, mentor, coach and measure compliance to the organizations COP/CPOP role change.
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