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Interview with Former General
Commissioner of the Israel Police 
Roni Alsheich

Beginning of transcription:
Badi:	Let’sWe’ll start with a few questions. If you can, tell us a little bit about your background and how you became interested in police work. And how did you wind up asit connected you to policing and led you at the end to this position,  the number one police officer in Israel?.	Comment by Susan: It’s not in the transcript, but it might sound more natural if you started by addressing him – “Roni,…
Roni:           	  Well, I served forWell, my background is 27 years in the Israel Security Agency [(ISA, formerly known as the Shin Bet]). Before that, I was in the military for eight years. , so tThat’s less relevant. , bBut I spent 27 years in the ISA, starting inand basically from a primary field position and gradually becomingto deputy director of the ISA. Along the way, I was lucky enough to be able to lead a change in perception. And, basically, because of that change, that is actually similar in its concept, and basically, make  all the work plans of the subdivisions that engaged in counterterrorism had to become outcome outcome-oriented.	Comment by ALE editor: After looking at the transcript, I just took out the words ‘similar in concept’ because it doesn’t seem to be linked to anything. If the author wants to explain or correct, please advise. 
	I’ll describe my experience there a little a little bit: I became the head of such a subdivision, a counterterrorism subdivision, which  is basically a subdivision that hasbasically includes all the professions. , Ifor the first time it’s an encounter from abovea top-down division, with, different professional departments, and it has it covers a large geographic area in which it has to carry out, and, ultimately, it has to provide counterterrorism activity.in this area. So I actually discover aAt the peak of the Ssecond Intifada, I came to the Samaria Subdivision subdivision and discovered that basically all the heavy resources and technology of the larger organization are were invested in this subdivision’'s arena. , the technology has aAll its the attention was there –, tthe operational units have had all their attention there., and iIn every parameter of productivity parameter, thate division is in the lead, it'’s number 1one.  – iThe Samaria subdivisiont has the most arrests, the most targeted killings, the most thwarts, the most cases, the most detainees, inputs, outputs –, you’re “‘in heaven.”’. And But the outcomes are the same all the time. As if Nnothing is happening changes on the terrorism graphcurve. And then I go andI asked the people in management: Doesn’t it bother you? Doesn’t it bother you that it’s actually like thatthis? And then they said:, “Do you know what would have happened if we hadn’t done what we’re doing?” And I told them: Yes, yYou'’re right,, obviously obviously these outputs efforts have some kind of effect.lead to the outcomes in some way. But if we don’t provide good service or value to the customer, and our customers is are the citizens of Israel who want to be shot at less, exploded onblown up less, etc., if we don’t show them that we’re breaking that curve, then we’'re not providing our service. They said: “But we'’re working 24 hours a day.” So, iIt meant having to think differently about what we should do differently... First of all, itIt’s self-evidentan axiom. , bBefore I even knew what to say it wasto call it, it’s an axiom, I also knew intuitively what needed to be done, but for that matter, it was completely obvious to meutterly axiomatic., aAt the end of the day, we can’t be in a giventhis position, unable to stopbreak the graph curve of , surely at ssuch an unreasonable level of terror, even though we are truly clearly the number one subdivision in terms of our level of outputs. But does it help the citizens? The citizens don'’t care. They don't care how many I’veI've arrested, nor do they don’t care about indictments; they don’'t care about any of thatthing. They care whether or not I provide them with this service – yes or no; am Iwhether I am lowering the level of terror  or notgraph – yes or no. That’'s the disaloguecourse we began. 	Comment by Susan: Instead of outputs, maybe results or successes? It’s not clear what is meant by inputs – intelligence?	Comment by Susan: Maybe results or successes rather than outputs?
		I’ll will try to be brief.  – wWe’ve also carried out some internal processes that are basicallyon how to build a work plan that’s integrative for everyone, how to build develop the goals from the  bottom up, by understanding the needs, and then how to prioritizinge the those goals . to be achieved, yYou have to prioritize the outcomes you wantoutcomes, because you can’t say, for example, “next Next year there will be 0 no suicide bombings.,” Iit’s like saying nothing. If there are 26 attacks, then saying 0 zero is like not saying anything. So wWe need to start breaking it down. , lLet’s say 0 zero attacks by Hamas attacks, up to 4 four attacks by Tanzim . attacks; wWhy? Because a Tanzim attack kills between 1 and 2one or two people, while a Hamas attack kills between 10 and 15. So what does it that change do? It helps with decisions along the lineThings will immediately  be derived from it later, because once we’re outcome-oriented, it that will be given prioritythen derive prioritization in investigations, prioritization in interceptions, etc., priority in.. Ultimately, you want to create a situation [a goal] where the people at the bottom actually knows how to figure out what to do from it; deduce something from it. Because yYou basically set the outcome goal, and everyone starts to get in sync.
Badi:	It was’s already your job in the ISA, you...
Roni:	That was’s my job in the ISA, as the head of the subdivision at that stage.; I actually set upactually arrange my subdivision in the initial phase. Basically, I did what we’ve been doing, I’ll do thisit this way way, because I wanted to emphasizeplace the resolution on other areas., but bBasically, weasically what we did was shifted gearsturn the steering wheel to profoundly addressfocus on the headquarters that sends out the terrorists, rather thanat the expense of performing risk management on squads that are on their way to carry out attacks., Iit isn’t wasn’t easy,. Bbecause there i’s a genuine risk. that eEveryone’s banging on the table all day, saying: you take uncontrolled unreasonable risks, you’re crazy, etc., and tBut there’s the an elusive threat that you don’t see,, sso no one considers it. , when, iIn fact, as long as you don’t address the depthfoundations, it basically keeps generating terror squads. , yYou’re fighting a tennis machine that keeps shootings balls at you. That  and takes control away from you.  
Badi:	Roni, just an anecdote; this, it reminds those of us who work in policing of Goldstein’s distinction between “endss” and “means.”, where oOrganizations tend to focus on means and forget the purpose and end goal of the work, which, as you said, which is the citizens and protecting the citizens, , and not necessarily meeting the pre-set goals that will sometimes be met. 
Roni:	Right. So, in short, what happened? First of all, of course, there were terrific outcome results, real achievements., iIt created synergy and synchronization among all the professional players, because they were all reviewinged on the same resultsoutcomes, instead of one person bringing these resultsoutputs and another bringing these those resultsoutputs, each oneand each being on their own. Instead, in the end, there was synergy there. Still, tThe most important thing was that , initially, it became a common language spoken by all the counterterrorism subdivisions. It was that was passed on to all the geographical areas and adopted by them. Second of all, iIt became the language of the whole organization, even in the headquarters units. For that matter, say, a headquarters unit, Wwhat would you say its the outcomes are for a headquarters unit? If the professional hHeadquarters has the role of drawing conclusions, assimilating lessons, conveying professional knowledge, maintaining its competence in field formations.  – hHow do you measure its outcomes? So, wWe would really do some brainstorm. ing; fFor example, we determined that  one of the outcomes of a professional factor body or a professional array is how many recurring faults there are in the field – meaning . These are your attacks. So, iIf you know how to reduce the recurring faults, it’s an indication that you’re effective.; tThose are the outcomes that are being askedexpected of you. We just went to every corner of the organization and thought about the right way to be outcome-oriented. ThisIt really really created a revolution. Of course, this approach is very  Now, this, of course, is very well similar to aligned with “lean management” for the managerial notionperception of “lean management.,” and this, of course,It meets addresses the policing theories of evidence-based policing.	Comment by Susan: Consider adding the words “a dynamic” before the word synergy
	Where What is does the weakness of the ISA lie? It’s in that itIts weakness is that it rarely documents its “blue” activity, . Tthe actions of our forces,. Bbecause it this requires tremendous investment and is considered a waste of resources. in its view, iIt wants to deals with the “reds.”. When I got to the police force, I suddenly discovered that the police force intensely documentsed itself itselfvery intensely, even the its “blue”, its activity, because it is legally obligated to document everything. But , except it doesn’t do anything with it. So I told them: You have a gold mine here that no one else has., iIt doesn’t matter if you got there it because the legal process requires it, you have a gold mine. here with which wWe can start to see which “blue” activity results in does which “red.”” W, i.e., in the end, what affects what?, what What is the dependent variable is?, what What is the independent variable?  is, and see at the end, at least lLet’s start with the correlations,. Tthe most basic statistics in the world,. Ccorrelations between the dependent and independent variables., let’s look for a moment, iIf we said say we were are outcome-oriented, and the dependent variable becomes is the “red,”, then let’s look at which “"blue”" does leads to which “"red.”", what What creates the effect?, This is something I was not able to do that much at the ISA. At the ISA, we could see cumulative data on what we did aggregatively, but I couldn’t really tell follow the line of whic linewhat contributed all along the way., wWe only knew we were outcome-oriented. What’s the advantage of being outcome-oriented? That iIf the outcome is not achieved, then everyone becomesis constantly  eager to change the plan and add new inputs on the level of outputs and inputs so that we can still achieve the goalreach the outcome. Because oOnce you’re I’m satisfied with that we are achieving what you we thought you wanted to,, and thatthen I can draw  I’m now putting linesconclusions about  in the work. , iIt’s a list of hypotheses, that’s what it is. These are the hypotheses of independent variables where that you'’re supposed to infer from the dependent varibalevariable., but If I don’t really know how to measure whether I have indeed ended up there, then I have to , so I found identify the variable that creates the best most impact. Once I know how tocan measure each line because it’s documented on a daily level, and I treat it as an actual ‘sample,’ then I have enough. or bBecause they [the police] are constantly documenting, so here, I can’ve already arrived at a certain model that knowsof how to continually look at the “"blue”" and the “"red”" and the connections between them., and sYuddenly you can start doing things, and forget about tests and all that… first of all, tThe most basic thing is the evidence-based policing at the exploratory research level. Even if , in the end, it hasn’t gone through all the formal tests – parameters yet so you can’'t write an academic paper about it –, but ultimately, you already have an indication that i's very important to have at the field level, at the level of your ability to submit consider it and evaluate it. 	Comment by Susan: What is blue activity? I’m not sure the English-speaking public understands this – undercover? 	Comment by Susan: See prior comment – what is meant by blue and red?
		And I have to say for a moment that, in between, and since  I should add that in between positions, I happened to bewas studying for my MA, and because Iat the same time and had some extra time, so I studied criminology at the Hebrew University, even though my MA was in a different area., but that year I had some extra time, so I also studied criminology, sSo I had enough intuition before I entered came into the office to try and realign...
Badi:	Roni, tell us about the contribution of your criminology studies.
Roni:	First of all it was dramatic,hey are dramatic because, at the end of the day, when you learn the basics, you can already tell what deterrence is, what works and what doesn'’t., you have all sorts of… Just as anFor example, when you come to the police, and they tell you about the “balloon effect,”, which is a popular translation term for the of the “displacement” storymodel., and yYou can respond according towith what studies sayhave found., then iIt doesn'’t take you a year and a half to find out that this balloon is just a balloon; that’s, it’s nonsense. , because yYou can say that if someone received an award for discovering that  displacement didn't fullydoesn’t really exist in crime, or that it'’s very only partial., and yYou also understand the criminological logic of this finding in criminology. , then, ultimately, yYou come with a toolbox that may be very basic, …because you are not a criminology researcher yet, but you come with a basic set of insights into criminologyical. I insights that ultimately show you, in your initial contact with the materials, you know first of all the language, and second of all the basic insights taught in criminology on the most fundamental level.  So that’s the first level. So there's that, first of all.	Comment by Susan: Consider adding somewhere what the displacement model refers to the theory that if police make an effort ot deter crime in one area the criminals will move to another area.
	Second of all, of course, it gave me the trigger idea to contact someone at the Hebrew University,; in this case, it was Simon. I asked him, “, and to say to him: Simon, send me the most up-to-date papers.” That way, , so that I'll I’d know what’t's been happening in criminology since I stopped reading them about it systematically, so that I will be able to say what criminology says. So Simon told me: “It’s impractical to bombard you with papers, take here’s one concise presentation.”, iIt contained hundreds of slides but OK, and basically what I did was I first studied it to see what the essence of the latest valid and up-to-date criminological insights valid to date was, before I meet with the police, and am ableso I could  to saytell them what criminology has to say about what they’re doingsays. Since crime is one of the most researched topics, no matter what you do, there is plenty of data, a lot of knowledge., so I can’t ignore it and just ask the police officers what works and what doesn'’t., at the end of the day, yYou come withbring knowledge from the world. There are, better police forcesdepartments and, ones that are not as good, but in the end, there is the accumulated knowledge that accumulatively is very useful., and then I actually wondered, I knew I didn’t have much time, I had a total of one month of to learn beforeing, and  I had to take command of an the organization after a month. It was crazy, but that was the situation., so I decided that within 10 days I would arrange for myselfcome up with some idea of how to approach the thisevent. So, before during those 10 days, I read , of course, the materials Simon sent to me by Simon. Secondly, Second, I met with the senior officerss and knew which asked questions to ask in order toso I would know how they work, and what their perceptions iswere, and how far removed it they were is from what criminology says., and then, I actually had the ability, of course, with the vast experience I had with everything related to leading outcome-oriented policy, which can be, in this case, were issues related to the police., but, fFor me, it was the language of being outcome-oriented is important. Checking yourself at the end of the day against the results.  – dDo you ultimately solve problems or not?. In this the case of the ISA, it is the results ofthe result is preventing terrorist attacks. , what the ISA is in charge of, iNo matter whatt doesn't matter, it’'s a lot ofabout experience, how to work with it, how to creatively formcreate a work plan. There are lots , it’s plenty of skills and, of polished thinking that has comes from already having dealt with it the issues from all sorts ofmany angles, along with being familiar with  with all the various kinds of attacks, having and so on. Along with the knowledge of criminologyical knowledge, and being aware of along with what you encounter within the police force. , and, in fact, veryI quickly, I formed the insightrealized that the model I need to testhad to should be basedlean on or integrate everything I’d have learned to dateso far. : 1.First, Wwhat has the research says found and is validatedverified? , first of all; 2.Second,  Hhow to take this that thing and turn it into some an organizationally practical model? Third, ; 3. Wwhat IT support needs is needed to be generated so that it would can work too, in the end, and not be cumbersome, not feed-intensive?. So, wWhat information sources does the police manage?, where Where are theyis it located?, at At what resolution?, etc. It wasn’t very complicated because you I already know knew what you I was are looking for., and tI consultedhe bottom line was, that with a bit of consultation with an external board that I set uphad built  for myself. We, and would meet with every other daytwo days, and “boxspar.”  I’d with, and throw my ideas at them, and get some feedback . from, aAt the end of the fter 10 days, I already found myself sitting face-to-face in front ofwith the deputy comissionerscommissioners, one on one. I , and starting to introduced them to the my organizationaling ideas and heard their reactions. I was expecting some an fight argument. I expected them telling to tell me, “"you You don’t understand, but this, but and that...”", Tbut I hat didn’t find ithappen. Basically, people pretty much looked at you with eyesThey looked at me  like that, and said: “Wow, interesting.” I didn’t feel like someone was fighting me and telling me: “Listen, yYou don’’t understand anything, it doesn'’t work like that, it'’s irrelevant, it’s is relevant, etc.”
	Another thing I found to be a giftbeneficial in the Israel Police is that the entire Israel Police – including the armed police –  is under one command axis – including the armed police. Above Moreover,that, the Israel Police has one IT unit that provides service to the entire police force. This means that you can easily create “one “desktop” that everyone works on., and tYhen you actually then are ablehave one ability to make a one rapid quick reform across the whole police force., You can use everything all the data about what that happens in at each of the stations as a 1-day datain a single “data day”, and perform agile learn quickly. It ing that doesn'’t take years. You don’t have to , and wait until an article  paper comes out, and then assimilate itthe information, and it takeswhich can take four 4 years, and by then the General Commissioner has long since retired. But toYou can produce something that can be quickly learned quickly across the entire police force. For that to happen, without going through having years of implementation, I actually decided that a police station would only be measured assessed only according to by this method [of studying the daily organizational data]. Period. MeaningThat means, a police station that wants to excel, must excel in theits outcomes. So basically, iIt must be defined as evidence-based policing by definition. Another There was one thing I was very hesitant about., because sPome eople told me: “Look, it That sounds interesting, but when it’'s already December 2015, it’'s impossible to start the 2016 work year already using this method already., Llet’s create start learning in 2016, get everyone into this mindset, and then start working this way from 2017 onwards.” But And I remembered from the presentation that Simon sent me that everything that has to do with had to do with all the problems related to the police, even if it's the treatments and treatments solutionsthat are derived from it or the solutions,  for that matter or the outputs and the inputs you invest to make it happen – everything is, are at an extremely elementary level., iIt still works…
Simon:	It’s better than nothing.	Comment by ALE editor: Perhaps note at the beginning that there are two interviewers. I found this confusing at first, especially since Simon is mentioned previously, but doesn’t ask a question until here.
Roni:	Right, it’s bBetter than nothing. Then I said to myself, let’s not waste this year., Iit’s precious in the term of a General Commissioner., Llet’s not waste this year., wWe will assume that this year the results will be partial, but this year will be an experiment., Iit’s not all that complicated to explain to people., wWe will gethave plans that are not so sophisticated, but and we will can already startbegin the learning process. So, there will be brilliant stations that will do amazing things, there will be mediocre stations, there will be weak stations, but the overall, the organization will already produce better results than it did last year. I said  to myself: If the research says sosupports it, let’s try it.
Badi:	Roni, so that we can movinge forward, since we know your work from up close, but maybe you can give some background to people who do not knoware not familiar with what you are going intohave done. Because yYou'’re describing how you started began to implement all sorts of things. , so wWhat did the police do before thathand?
Roni:	Beforehand, the police force measured all its successexcellence through outputs under based on the idea that the most important thing is apprehending ana perception that says that the determining factor is the  offender.offender’s chances of being caught. A The General Commissioner who fightsfought a full-fledged war, even against the President of the Supreme Court, who tells told him it that this approach wasn’'t even legally sound. But , and, in fact, that’'s the approach in the police perceptionforce, and the police believes in it. There is a whole system that managesmanaged it according to this idealy. There is a consulting firm being paid a lot of money that accompanies this process. , and, aEven thoughlthough there has beenhad been no General Commissioner for six months, there wa's an acting General Commissioner, and we they were still working under the old approachmethod.	Comment by ALE editor: A war to uphold this perception? This is unclear.
Badi:	If I understood from you correctly, they didn’t follow evidence[-based policing] as you suggested...
Roni:	The opposite.
Badi:	They didn’t work according to the “cutting edge” in criminology and policing; that wasn’t happening, correct?
Roni:	Just the opposite. One, , 1. Tthere is was no connection with the academia.; wWhat they were doing, to in my humble understandingopinion, was the very antithesis of what the academic worlda says. 2.Two, I even felt morally uncomfortable, from a legal point of view, oin this matter. Let me give you an example.: aAn ultra-Oorthodox applicant for military service from Bnei Brak wrote to me and told me: “"Mr. General Commissioner, I visited Jerusalem when terrorism was peakingat its peak., I felt unsafe, so, I consulted spoke with friends, and I was told to buy a knuckle-dusterbrass knuckles. I bought brass knuckles a knuckle-duster and arrived went to at the Western Wall in Jerusalem safely. I went up to the security guard, and innocently put showed my keys, phone and brass knuckles knuckle-duster [on the counter] at the security check. Then tThe security guard asked , him: ‘What'’s with this knuckle-dusterthe brass knuckles?’ He I told him,: ‘It's I bought it because of the wave of terrorism wave.’ , I bought it, so tThe security guard called the a police officer, and the police officer  had me down foropened a case against me for possession of a knife, an assault weapon., and tThat'’s why the IDF won'’t enlist me.” That’'s the letter I received.	Comment by ALE editor: The point of view switched around in here. I made it consistent, even though it isn’t verbatim.
Simon:	It’s a good thing he wasn't remanded detained until sentencing because...
Roni:	Hold on, hold on. So, I tell my assistant: “Do me a favor and check whether it’s this is some violent bully who beats up immodest women in Bnei Brak. Check this guy out and let’'s see what his story is.” He gets back to me and tells me that there is nothing in the person’s file, no incidents, no record, no search with by the police. But . Second, he was indictedan indictment was filed against him. I said: “What???” He says: “Yes, he was indictedan indictment was filed.” Now, I can say from what I know of the system, that after 3, 4three, four months the indictment case would have been closed and the indictment thrown out, and that’s it. There were no factswas no evidence and no or defenses either;, I'm not gettingI won’t get into the legal issue., bBut the police officer had met his targetsquota. He could, put a check sign mark on by it, received get a free draftrecord of having made an easy indictment for on his measuresmetrics of regarding apprehending the offender’s chances of getting caught… Now wWhy have they determined that they want to press charges for possession of a knife? Because there is violence., sSo someone thought that indictments for possession of a knife would lead to results. Now,But if you ask the officer who handled it: “Tell me, what does this haves to do with itanything?” , Ttheoretically, I understand that possession of a knife is like thatrelevant, but how does this specific event serve the desirable desired outcome? That heIt has already been forgotten., and wWhy? Because he he [the policeman] is being measured by the output., anAnd when you measure him by the output, it escapes frommoves away from the model quickly, within a tenth of a second., bBecause just as we are talking, the cops, when you talk statistics with the police, every police officer can outsmart the statistics, and everyone knows how to ultimately bring in the numbers;, if you can influence it directly (inputs or outputs).	Comment by Susan: Maybe use th expression nanosecond here.
Badi:	You are saying here that, in effect, police officers are not given no any discretion, but are more ttarget-oriented, that’'s the direction?.
Roni:	Correct., sSo in the end, where does he go? He goes to places where no lawyer will chase him., iThist creates over-policing among vulnerable populations, riff-raffs that who have no money to pay a lawyer or anything like that, and in the end, you make your police officers rub shouldersget involved with things like that., iIt’s like going at 2 a.m. to a stop sign in an industrial area and issuing tickets on for running a the stop sign. It , which has nothing to do with road accidents. True, this citizen has indeed broken the law, and the ticket is indeed legal, but it serves no purpose. And tThere is no problem in wasting all police resources and all issuing tickets on something that does not reduce road accidents, . There is no problem; it happens automatically, if you measure assess the police officers by the number of tickets they issue... If youLet’s make an analogy to the pandemic., yYou enforce wearing masks.; iIf you measure based on COVID tickets, what you get is a ticket issued to someone who came downstairs at 2 a.m. to the sidewalk 2 two meters away from his house, threw the trash out, and came backwent home without putting his mask on. now, hHow does that serve the fight agaistagainst COVID? It doesn’t.  serve it, bBut he the officer got issued a ticket, and the ticket is legit., iIt easily escapes gets away from you, when you deal with such outputs. That's the police force I found. A great believer belief in the offender’s chances of getting caughtcatching offenders. And this is the same police force that ended up, during the pandemic, without a General Commissioner to lead it them by with a betterthe right  philosophy. But wWhat can we do?, Iit wasn’'t the first time I’ve had come across that. I mean, as far as I was concerned, iIt wasn’'t my first experience of encountering something a system that deals with outputs and is satisfied with itthat. In the end, you have to show them that you are not generating the desirable results. outcomes, and in the end, the cCitizens want you to deliver provide them with lowerless exposure  danger ofto criminal offenses; that’s what they want from you. They don't want break-ins., tThey want to be broken intorobbed less often, robbed less, be violently attacked less often, hear excessively loud noise less often, have their path street blocked less often. , wWhether it’s these are offenses of normative things offenses or criminal offenses of criminals, peoplethey want to be less exposed to fewer offenses. , so tThat’s your job as the police force. So it was relatively easy to convince the police officers to change for 2 two reasons: 1.One, Because, ultimately, it makes sense,  to you’re your mind openedif you’re open-minded and, when you show see him the figures data on of the real results,outcomes,  thewhat kind of service you’re providing  provide to the citizens., but mTwoore than that, it gave gives a lot of power to those who were at the bottom. It flattened flattens the organization without derogating taking anything away from the formal rankss., but iIt flattened flattens the organization because suddenly the targets goals don’t come from above and land drop onto theon a station commander, who now has to bring show [outputs relating to] violence but even if has there is no violence, , sso he will has to bring indictments for possession of a knife., hHe will find where to get [it outputs]from. But why did these targets get come fromto the top?, bBecause on top, there re is violence, so you divide it up… No sir, at the police station, you are the king, you are the station commander., I can help you get do surveys, hear what the citizens say, and that's fine., but yYou will can conduct interviews and meet with influencers, and meet with Sheikhs, and meet with community center directors, whatever whoever is relevant., and tThen you will come and say totell me: Here’s what I suggest addressing according to a prioritization that provides a true service to citizens, and you’ll focus prioritizeand say: 1, 2, 3, that’s what I’m addressing. So he feels like a king, not only because I tell him: You choose what to do and we'll approve it, but [because] he initiates initiated it. , and I tell him: Once we have determined what the outcome achievements you are striving for are, the plan is entirely flexible. You discover that a specific line of action is irrelevant? Delete it.; you You don’t have to tell me anything. You want to move add another line to the work plan that you hadn’t thought of before but you and saw it was working for someone else? Then pick up the phone to whoever manages the files and ask them to add this line to your work plan., and fFrom the moment you do itthat, you are the king, you are policingthe police. You want to do third third-party [beneficiaries] because ? Yyou have a rich municipality? Do it. If you have a municipality with no resources and will need to invent something else?, I will not dictate to you from above what to do and what not to do. You have a crazy partner? A great community center director that you can get on board? Get them on board.. There’s a street teachersocial counselor on your streets, I don’t know what, get them on board; you’re the king. Just generate the outcome. Tthat is what I want from you.	Comment by Susan: You might consider changing this to the disadvantaged	Comment by Susan: May be replace thre is violence with “they see violence”
Simon:	I think we often see – and, Roni, and tell me if that's this is the way it is –, the police force, over the years, has forgotten… Wwhen you ask the police officers what their job is, they say to catch criminals., but But they forget that under the police ordinance, their first purpose is crime prevention., Tthey forget about crime prevention., sSo this is exactly what you are describing . here is exactly that – tThey hardly engage in prevention –they just , they want to catch offenders. , aWnd what you are saying is that the goal is prevention, first and foremost.
Roni:	Right., and when And I presented the that concept [of crime prevention] from the beginning., I entered office on Thursday, and on Sunday there was already a conference attended by 500 officers, chief superintendents and higher-ups, and I presented the that concept. I hadn't named it EMUN yet [note: acronym for Hebrew term: Logistics Operations and Assets Division]. , tThere was no system in place yet, but I presented the concept perception, how it relates to public trust, how it relates to police officer values, some kind ofthe overall perceptionperspective. And I called it the “perception of police operating perceptionoperations,” because I didn’'t want to say call it "“a renewed perception of the role of police,” role perception", ibecause it seemed a little rude to me that, during my first week as, a chief of police who came from outside the system, I  would come and teach tell them what the police’s role is. When I finished the presentationoverview, it which was about two hours long, we went outside. Two ; 2 officers approached me and told me: “Sir, you presented a different perception of the role of the police role perception.” I told them: You’'re right. , but Tthey understood that it would change the entire whole “set-up” of the police officer’s’ mindset, and, hencetherefore,, that of the police force. Because You don’t know at the end of your journey as a General Commissioner, not to know but to you want to dramatically preempt improve the chance that the police officers who are out there at 2 a.m. with no commanderer nearby, and certainly not the General Commissioner, knowing will know what they’re they’re doing, and will do the right thing. , is iIf the a police officer is measured assessed by what the supplierthe criteria that he thinkss they he should he be measured assessed by,. Tthen there’s a better chance the that the officer will do the right thing. Because if I need to watch over someone, which tickets he gave and where…, because, lLet’'s say we thought that a particular offense triggers causes road accidents., then iIf I have to constantly put a police officer out there to watch over another police officer, we’'d get nowhere. If the police officer knows that he has no chance of excelling advancing unless he has reduced the bottom-line number of car accidents on the bottom line, then he’ll constantly always be keen looking forto invent ways to do that. So Then the relevant commander is constantly keen watchingto see: Did it work? Didn’t it work? Let’s do it this way, let’s do it that way, because hHe is always constantly looking at the outcomes. He can’t just sit still there for one second and say: What a terrific plan we've put together, we’'ve passed it, now let's just generate follow the lines of the plan. Because if, in the end, there is no result, it’'s a waste of time. 
	So let’s take an example, which I think is a greatHere’s a great example – one of the most annoying offenses is theft of cell phones theft at the beach. Because nNo one goes into the sea with their cellphone, so they hide it in a towel and all kinds of other tricks. Then , and the offender comes, collects takes everything, and disappears. And hHow many police officers can you put on this thing??something like that? So then, aA station commander and asks one thingsays one thing: Am I being evaluated measured by the outcome? Do I have a rich municipality? He goes to the Tel Aviv municipality and asks to place install lockers with a camera., and I, iIn returnresponse, they put up a gazebo in season where you people can complain or contact a police officer without going to the police station., aOne police officer sits there during the day in beach in season during bathing hours at the beach, and we have a deal. [You can] put up a sign [saying] “"joint venture with the Israel Police”" because the mayor also wants [in on it], no problem. So, that’s what he does. Under In a situation where when he is tested evaluated by on the outputs, he brings the pictures of the lockers to the annual Zoom meeting to show how good he is, how he brought installed lockers, look at that, video images and so oneverything., bBut under in a situation where the organization measures outcomesresults, he knows that the images won’t be enoughdo him any good., tThey want to see fewer cellphones were stolen, that’s what they want, nothing else. He, therefore, understands that if his hypothesis is that lockers will reduce thefts, it needs to be proven. So, first thing after he places installs the lockers, he goes down to the beach and then he finds out , everything I’m telling you is true, he finds out that half of the lockers are not in use although the beach is full. So hHe asks peoplethe citizens: “Why don’t you use the lockers?” And they replied say that because the municipality takes 5 five Shekels shekels every time a locker is opened and closed. So he The station commander understands that it this is his responsibility as the station commander., because hHe wants to winsucceed., So to he goes to the municipality and puts up a fight and tells them: Guys, with all due respect, we didn’t place install the lockersm now so you can make money, we placed installed them there to serve the citizens. They, to reach an agreement with them that the first 3 three hours will be cost 5 five Shekelsshekels, and thenafter that , every time you open and close itthe locker, it costs's 5 five Shekelsshekels. He realizes that in the end,this it won’'t do him any good either if it doesn’'t lead to a drop in thefts., iIt’'s pointless to tell stories.; Iit’s all nice and creative, but it’s not worth anything if it doesn’'t lead to a drop in thefts at the beach. So this dynamic produces a different kind of police officer, who is constantly attentive tolooking at completely different things, and is constantly keen aware because that it is constantly chasing he is constantly being watched and evaluatedhim, at every given moment., Hhe can tell you what his the situation is today compared to this time last year., iIt isn’t over, you don’t win in a day, you’re always at war. To reach, in the end, let’s say, the 40% percent drop in thefts we undertook wantwith this thing, you are have toat work at it all the time., Bbut it’s also interesting, you are also a true king as station commander., wWe have given you an exceptional level of decentralization. , and aIn thelso, at the end of the day, the citizens enjoy benefit from this thing.
Badi: 	Roni, we started talking about the EMUN reform without giving some an brief introduction., because tWhat are the foundations of thishe EMUN reform that you are buildingcreated, you are building it on foundations; what are those foundations that you are building?
Roni:	We’ve actually integrated all between the proven research insights into it., and wFe’ve actually created some kind of integration from all of them, so first of all, it’s, of course, thisthe story of problem-solving policing, which is the story of outcome-oriented. 2. ISecond, it’s the Hothot spots-Spots, location-oriented policing.; in the end, wWe realized we didn’t believe in displacement, so. Iinstead, we talk about hot spots. – yYou attack target them and cool them off, you get a results. True, it’'s an endless chase, because no one knows how to make crime triggers vanish, but, in the end, you have to gain in this chase., so yYou need to be constantly focused on the hot spots, because your resources are also scarce and need to be focused., sSo there you have it, location-oriented policing. 3. OfThird is course situational prevention. This , it touches on other things, but it is a topic in itself that was developed on a theoretical level that and stands on its own. , and wWe have actually acreated a situation whereby situational prevention will be the mindset in  of the entire organization, and not just in the local mindset. Let meI’ll explain.  – iIt could be that lockers on the beach are situational prevention is the lockers on the beach. But cellphones are stolen in all sorts of other variationssituations., and wWe wanted the whole organization to try to contribute to this situational prevention mindset., sSo, for example, I put appoint an officer whose job it was is to generate organizational situational prevention tools for situational prevention. For example, wWe realized that you we ultimately needed to address both sides, the demand as well as the supply. So, iIf you want to lower the number of cellphone thefts, then a stolen cellphone must be less attractive. So, after a struggle that lasted an entire year with the Ministry of Communications, we convinced the Director General that as soon as someone reports the loss or /theft of a cellphone, their provider must disconnect both the SIM number and the IMEI number [serial number of the phone itself], inform the other phone companies that it is a stolen or lost IMEI, and then they must also disconnect the IMEI. Then, we found out that a cellphone that costs 3500 Shekels shekels new, that was once worth 900 Shekels shekels after it was stolen, now becomeswas now  worth only 50 Shekelsshekels. That, which means that we actually reduced it theft at the macro level, and not only at the location-oriented level., but sSituational prevention ias some a kind of organizational perception that constantly seeks to attack major offenses, not only through at the placelocation, but in a lateral broad view. In the end, we discovered… I remember that eEvery Thursday we would go over the offenses, looking at how many cellphones were stolen this that week., and sSomeone would always say that the weekly amount number across the entire country now was once the weekly amount number in the city of Bat Yam alone. So, ultimately, the situational orevention prevention story goes beyond this very focused model of EMUN., iIt is a perception that says: Let’s create lateral prevention. I’ll give you another example., lLet’s say we suddenly saw that, at the national level, and especially in the Tel Aviv area, date- rape drugs are being used a lot or are suspected in many cases. That, meaning means that girls wake up in all sorts of places, not knowing how they got there, and the use of date-rape drugs is suspected. TheyIt evaporates very quickly from the body and cannot be proven. We said we will not wait for it this to reach Eilat and or the alcohol valley district in Zebulon., tTrends that start in Tel Aviv later spreadget everywhere., sSo then what we did was on New Year’s Eve, we put set up stations. First, we took a kit, testeds kits of for testing date-rape drugs kits., wWe checked with forensics to see what really works. We, checked a kit, converted it into a reliable one that passed forensics, translated the instructions in to Hebrew ., and made it soYou , on the envelope, you could dip your your finger in the glass and place put your finger on the dot on the envelope. You have two opportunities on each page., and iIf it turns's blue, call the police. So wWe actually handed out thesesuch kits for free in all the clubs, and launched an educational campaign withs and videos. , aBlso because we control the licensing  of the clubs, so they had to show the videos there about the date-rape prevention kits. , and fFor many months, we did not have a single complaint about suspected use of date-rape drugs. Because basically, what did we tell the criminals? The unbearable incredible ease with which this offense can could be committed at the a club – I just took it that away from you. Because you don't might not know who you'll to get it a kit from, the mother took one, friends took one, so , wwe handed them out for free. , and iIt was much cheaper than to handle casesthem later, after the fact. So, here’s an example of something that isn’'t just a location., bBut when we talked about situational prevention, then, of course, it’'s on the local level, but we’'ve also gone up to more lateralbroader levels to solve problems on a more widespread scale on a lateral level, to help the station commanders, each in their own area, generate the result. What other element? … wWe said situational prevention, we said problem-solving, location-oriented… 	Comment by Susan: Consider explaining hot spots and situational prevention  - stopping crime before it occurs - in a footnote or brackets. It would make the rest of the text easier for the reader to understand.	Comment by Susan: Lateral prevention is another term that would be helpful to have explained.
Badi:	The community matter...
Roni:	Right, of course, community policing. So, in research on community policing research, there are some positive indications, at least according to the presentations, and so I believe it hasn’'t changed dramatically since then, there are positive indications.  bBut it’'s unfounded because one study says it's one thing, and another says it's another. Why did we put it community policing into the model, then after all? For several reasons. 1.First, iIt is important for public trust. So even if it doesn’t directly affect the outcome, it is important because when I ask the citizens what they want, [community policing] it builds public trust in the police. 2.Second, when I talk about value to the customer, I want to consult with the community, so here, the community has third third-party policing resources that theyyou can use. , aAnd it is proven in studies that this input ultimately generates the result. and tThat is why we came and said: Let’s take it as a component, also for problem selection., bBefore I decide what the outcomes I am currently striving for are, or what are the problems I’m strivinge forto solve, to use criminological jargon. In terms of both the inclusion of the community throughout [the process], and the division of the work on assignments, between community policing and this, we have reached a point where the station commanders tell me –, and in my opinion that's this is a very important accomplishment –,  that one good community police officer is worth 2 two special patrol units. If that is what a station commnadercommander tells you, then he understands what community policing is. He understands what its value is if he utters makes such a sentencestatement. , bBecause everyone keeps telling me: Give me a special patrol unit, give him a special patrol unit., bBut ultimately, when he tells you a community police officer is worth 2 two special patrol units, it’'s an indication that he has started to know how to work with operate it. And we actually added the community story into the mix, and we said: Let’s integrate it. Suppose I take all these elements that the research refers to as something thatsays works. In that case, you say: Let’s build a single model, a single work process that will be the core of classic policing., and bBasically, it is a process that embodies each of these research insights but and integrates between them into, something coherent. And tThen we came and said: Each station will choose the problems it will solve. How will it do sothat? First, we provide a statistical  survey to for it.; tThen every commander harnesses involves the entire relevant community., bBecause each has a different kind of community., wWe live in a diverse country.  - – aAn ultra-Orthodox person is unlike an Arab, an Arab is unlike a Jew in north Tel Aviv. , and Dimona is not Hadera, Hadera is not a Bedouin village in the Negev, etcand so on., each Each has its own complexities. And yYou say: Focus on your own station. And iIt’'s incredible to see. For instance, in the first session of the program’s classes, a police station commander comes and sayssaid: We want to solve the noise problems in Caesarea. I asked: What noise problems are there in Caesarea? So I was told there was gunfire at Jiser al-Zarqa that was creating noise in Caesarea. So I said: Excuse me? Then mMaybe we should solve the gunfire problem there, it is killing people over there, whereas in Caesarea, maybe someone can’t fall asleep…
Simon: 	It’s important to emphasize that it is the same station.	
Roni:	I really insisted on facilitatingenabling the flexibility. For example, there’s something that was brought initiated by one of the commissioners, a few commissioners backago, that is called Nahshol (the Wave). What’'s Nahshol? You bring the entire force fo of a station together, all the motorbikesmotor-cops , from and across the station area at the beginning of the every shift.; “Here we are.”. Excellent. Now some people were great believers in it., tTo me, it seemed terribly wasteful in terms of resources, impossible, because it does not allow you to regulate your resources throughout the shift according to the development of crime during itthe shift, at the most relevant and less relevant hours, never mind, for all sorts of reasons
Simon:	When I was a young officer They called it in the police force they called it, when I was a young officer,  “"sweat drops of dropletssweat.”". 
Roni:	So, I was told it was called Nahshol. So then I said: Look, I don’t believe in itthis, but I am not anan inexperienced police officer., I have nNo problem, put it in the program., iIf someone believes in it, put it in., bBecause ultimately, you will get feedback from the system on whether or not it correlates with the outcome. And I’m convinced you’re intelligent enough that that the moment you’llas soon as you see that there is no correlation with the outcome, you will take this resources and move it to a different and more effective line., and tThat is why we didn’t come and say: Gentlemen, this is dumb, don’t do it, I am the General Commissioner, I decide. Unless Yyou believe in it? Put it in., bBut just know that to be an outstanding station you need to drop 40% percent here, 35% percent here, 40%  therethere, good luck. Do you believe in your plan? Good luck.; aAs long as you work legally, go and good luck., yYou have complete flexibility. Now, mMoreover, once we buildt a system where I can see everything , I can also see the maps of the entire police force’'s effectiveness across each of the offenses., sSo I look at who is the best outside the polygon, inside the polygon [representing the hot spot]., I peek look there and say: Who is similar to me as a station? Urban or not urban? I will not copy someone whose structure is different. Ok, I’m in am Hadera, they’re in are Netanya., ok, lLet’s check, let's go into my colleague’s plan and see what they have, check whether I have these kinds of resources., mMaybe I do not have this partner, maybe I do not have these resources at the station, my station is poor., aAnything is possible. If I  do [have the resources]? Excellent. Check if it works. , wWhat is its correlation is with the outcome?, and then, sSuddenly, you discover see a rapid speed rate of tremendous learning. Why? Because instead of bringing it to everyone’'s attention that this works and that doesn’'t, and they won’'t remember half of it,. Instead, they have all the information in front of them., and tThey know that if something isn’t working., tThey already remembers that it doesn’t work. Because wWhen they try to solve a particular problem, they will check it in the organization. Now, it’s true that when they emnarkembark on the planning, the strategy department helps them. Do you have noise issues? From our experience, this works, this doesn’t work., tThat’s how it is in the police force. Forget research from around the world for a moment… 	Comment by Susan: Consider explaining what is meant by the polygon
Badi:	There’s experience, sure.
Roni: 	This is our experience. It may be that our geographical area is unlike anything else, but just know that this is our experience; the macro statistics never cheatslie. And tThen they [station commanders] sets off with what they came withfound. But tThey are constantly peekinglooking. , tThey don't need permission from anybody., eEverything is transparent., tThey are allowed to copy., iIt is entirely legal., tThere’s no competition over who copied more lines or fewer lines., tThere’s a competition over the outcome. And tThey know that, in the end, you cannot excel and be an outstanding station without generating the outcome. So, they are constantly going crazy for the outcome.
Badi:	I just want to summarize before we continue, so what you’ve built here is a science-based plan, based on facts, on proven strategies., yYou’ve built a plan that measures transparentlywith transparency. It , is user-friendly among for the people, the commanders in the field. , too, butIt has also helped you as the chief of police to see the big picture and make decisions according to the results., tThat’s what happened, right?
Roni:	Correct. And it also allows you to see deeply. You are now visiting the station, you look into the system for a moment, you can see if, for example, if they’re getting obtain resources from for what’s something that’s not working. You can see, whether they’'re thinking correctly or not. You don’t want to run the station for them, but they already know that, during your visit, you will ask all kinds of questions. After all, what happensWhat is happening? They ask each other what happened during the visit, what he did he ask about, what was heasked about, what he was interested in., yYou push the learning with tremendous speed because everyone wants to come off okay. To come off okay, they have to devote time to thinking, so that they don’t suddenly show that they're reaching one hundred percent100% of on some line that has long since been proven to do nothing.
Badi:	The beauty of this plan is that officers can really look at their colleagues’ plans, and then you they see I have “ongoing” information.; yYou are constantly learning about what worked, and that’s a lovely wonderful program.
Simon:	I wanted to continue from this point., exactly what Badi started, he started by saying there was this concept of the "evidence-based cop"., which This refers to a practitioner or person appointed by the General Commissioner as the person responsible for introducing evidence-based policing to the police force. And bBased on that, the police force attempts to create an evidence-based revolution., and wWhat Badi had started to tell you was that in our reportpaper, we analyzed your case and concluded that there is a different situation here, since the evidence-based cop is actually you, the General Commissioner. That’s a whole different story. Why? Because when the General Commissioner is the super-ultimate evidence-based cop, then, as you’'ve just explained, the learning process is already different. because iIt is not someone the General Commissioner has appointed; it is the General Commissioner himself! And as you’'ve said, because they know you’ll be paying a visit to the police station and asking questions, they already carry out this whole process. Could you elaborate on the experience of the General Commissioner himself being the one who’s responsible for the reform and the process of evidence-based policing, compared to what happens when the General Commissioner is not the one who leads, but supports the process, bringing in people to carry out the process, bringing in consultants, criminologists, police officers? … But wWhen it’'s the chief of police’'s own baby… If you could say a few words about that.
Roni:	I’ll give you an example. For instance, eEvery year, some stations excel and naturally want to put up a fight:. Listen, besides the outcomes, we want to leverage  being the most “creative” station”, we want to leverage being the most “communal” station”, we want... Now tThe second you deviate yourself from the model, not because you decided you don’t want evidence-based policing, but because there is something other than evidence-based policing, you could lose the whole battle. And wWhen you are heading leading a revolution, you don’'t want it to come off the table for a single moment. So, iIf the General Commissioner isn’t leading it, there is no edgeend.; tThey can make a decision, the General Commissioner will confirmapprove it, and from that moment on, suddenly the organizational relationship is diverted. Alternatively, there were regional and district targets,, for example, which, of course, competed with the stations’ targets. If you don’t sayYou have to say: If I divert move away from evidence-based policing, I will actually produce something that is on theperipheral to the organizations’ fringes., then I must make sure this doesn’t happen. there is no such thing ; tThe area regional commander is measured evaluated by the average of its stations'’ achievements. Moreover, if it’s the General Commissioner, so he alocatesallocates special time for discussion of EMUN discussion around the table with the most senior table[commanders]. Every status discussion pushes increases the competition between the districts, according to the graphs. And what happens isIf I see that as a district commander, that I am the fourth or fifth district in terms of my averages,. I start to write tell to myself, go home. I have to, and must do something, because no one wants to be in last place. I mean, oOnce it’s the General Commissioner, there’s no viewing angle you can look at it from that which it willlets this escape . you, iIt gets their attention. bBecause, at the end of the day, it’s your baby., because yYou understand, it’s giving appreciation to the police's returns., and iIt’s very difficult to make you deviate., because iIf it’s there is some kind of consultantadvisor, then the General Commissioner has madecan make a pretty reasonable decision regarding [awarding them for being] a communal station, creative station, etc. And I also agreed, in the second year, to do sothat, , bbut I said that only stations that got 100% on all goals can compete. Once someone has gotten 100% on all goals, I am willing to give them an award for creativity., bBut if they haven’t generated the outcomes, they are out of the competition, both thefor being creative and or communal. Because creativity that doesn’t lead to results, thank you., wWe are in customer service. But tThe fact that is, you know how to guard maintain it properly is because you spearhead are leading it., and iIt’s terribly hard to steal hide something that contradicts the planfrom the General Commissioner something else that contradicts it. And then, aA dynamic state of competition is created between the area commanders on how to integrate within trust-building. So aAll of a sudden, you come to visit the area, and all of a sudden the area regional commander has to be ready; what are their inputs? do they put in, so you say tThere are area regional commanders who saysaid, “that I was approving plans, when all of a sudden I saw that a location-oriented polygon was chosen to deal with a problem, that but it is location-oriented, too close to another polygon of a different station, and we basically are wastinge resources. I want this station to enjoy take this polygon, another , the other will choose another polygon somewhere else that is also in a hot spot., iIt may be a bit less important than this polygon, but let this polygon get a free outcome, and in the end, I integrate my entire area.” So, where am do I stand, as an area commander? How do I understand the stations’ EMUN plans and integrate them? But iIf an area commander is busy with something else, the first thing they do is take resources from the station to achieve their goals. Each of them is busy with something else, and the station is alone in facinges the General Commissioner, or whoever the consultant or who invented developed this plan or that consultant, alone. So, that is why, oOnce you keep in mind all the implications of this thing and realize that, in the end, a good police force is a police forceone that does evidence-based policing, you don’'t let anything threaten this model. And, in the end, iIt’'s more than that., tThere is high-level policing. How do you synchronize between high-level policing and classic policing? They “talk” to each other. High-level policing talks about the offenders, clasicclassic policing talks about the offenses., sSo what’s the synchronization tool that talks synchronizes between them? So iYou have to keepf you don’t keep everything in mind, and so one each consultant doesn’t deals with something else and does notwithout connecting in theor integrating.  integrationW, when you see look at the big picture, you can  and say: I am now making a move change in the area of high-level  policing that hasand there is no contradiction;, on the contrary, it synchronizes with the policing on at the bottom –, great. That is whyC I think that toan we say that it’s always possible to produce this such a resultthing? I don’t know., Iit is possible to create situations in which a General Commissioner will actually be the one who went through this process.; Iit could be that if we educate [future] generations so that everyone will study criminology, and no one came comes here without an MA in criminology, then I assume it can be achieved. But tThere’'s no doubt that it has value. You just can’t be sold on it., Everything thethe strategy department, everything it offers it has tomust fit into these strategic directions. At the end of the say yYou can see the big picture on from your desk, and you don’'t need anyone’'s help., yYou just go in look for a moment, and see hoe how things are. You see who’s doing the work and who isn’t.; iIf you see someone investing resources ion something that isn’t working, you understand thatknow they don’t comprehend understand the model. And you see what a creative joy thisthe joyful creativity this produces… It’'s unbelievable. 	Comment by ALE editor: Verify this rewording is accurate.	Comment by ALE editor: I don’t understand this term polygon in this context, but I see it is used in academic articles on policing so I will assume the target audience will understand. I don’t see any other way to translate it. Perhaps add a parenthetical definition?
	Do you know the story about the benches? 
	There were 2 two benches in front of three buildings, and that there would produce be between 10–-15 calls about disturbing the peace calls eachevery evening. Police cars were constantly sent about it. Noise, broken bottles, drunks, even a stabbing incident once. In short, tThe station commander came and said: “Hold onWait, am I referring to the outcome of this these disturbances?” Intuitively, I’d say let’'s  remove the benches., bBut the benches aren’t hershers; they belong to the municipality, so she can do third-party policing before she goes to the municipality. She sayssaid: “Let’s take a moment to look at what’s going on at these benches during the day.” The pPatrol returned with an answer and told her that the senior citizens sit on the benches and enjoy the garden in the morning. so what? SShould we take the benches away from them? And then, fFor 3 three weeks, the benches were disassembled in everythe evening and re-assembled in theevery morning. It’s, of course,Of course, that is investment-intensive., but dDuring these those 3 three weeks, they had developed such a mechanism that doesn’t allow people to sit on the benches that at night doen’t allow sitting on the bench, , and but in the morning, by turning a key, it unfolds, and one people can sit on the bench. And tThen she said: Hold on,asked: “aAm I being measured assessed based on noise nuisance offenses? These young people need to make some noise. And nNoise is more of an story issue than displacement, than crime., because, at the end of the day, yYoung people make noise; if they aren’t don’t make noise here, they are will make it there. So she comes and says: Ok, I need to clear allow the noise from somea place that it doesn’t disturb the citizens, because it is not as if I have spot-resolved the problem here.” ; sShe is was looking at the macro level on situational prevention. And then wShat she did was she took it up with the municipality., and sShe didn’t come go to the General Commissioner., sShe did everything. That's That’s the mechanism that was created., sShe brought in an acoustic engineer to analyze the park, marked an area  polygon inside it that makeswhere no noise to reaches the nearby buildings., and dDuring the summer, they even bring brought beanbag chairs,s and a street teachercounselor, and music, etc. The bottom line is, basically, what she did was take it anShe went the extra miledistance, because she realized that , in the end, she was being measured by outcomes and service to the citizens. So dDo you understand what joy satisfaction that it produces for this station? What a feeling it is to actually provide a service, not only to those who don’t heararen’t bothered by the noise now, but to those who deserve to give their vocal cords a bit of a strengthen workout their vocal cords a bit so they can later become MKs. So, she allows them to make noise without breaking the law. So tThat’s the kind of thing where you say: No one can sit at HQ and invent it. Only those who are at the bottom know what they’'ve got and what they haven’'t got, and how to utilize their resources, thanks to the fact that they are measured only by the outcome.
Simon:	Unfortunately, your appointment endedposition  was over after 3 three years., sSo what happens after an super evidence-based cop leaves? That’s the real tricky question. The first thing you did was to  create a learning process. so thatNow, these days, anyone who attends the Command & Staff Course course or the officer training course must comes to the Criminology Institute to learn. As a result, they are already learning evidence-based policing., but But let's try towe’ll have to see how much control there is after the super-evidence-based cop leaves the organization.; wWhat remains, what doesn’t’s left, what isn't?, what What needs to happen for as muchso that as much of your experience as possible to bewill left of your experienceremain after you'’ve left?.
Badi:	Simon, perhaps as an introduction to this question, did everything you just tell told us about us, Roni, work, Roni?
Roni:	First of all, iIt worked amazingly. When I lLook at how we measured it., wWe took each of the offenses and put it on the graph. Just like we see here, wWe put a each station on the graph., there wWe put the organizational averages on the graph. In other words, what is the average score that the Israel Police receives for noise nuisance offenses? All this is according to the EMUN system., wWhat is the average score that the Israel Police receives for burglary offenses, and so on and so forth?, we We put everything on the graph, outside the polygon and inside the polygon., aAnd you actually see [gestures with his hand an upward trend over the years]. That’s what we had in 2016, 2017, 2018. , so cClearly the jump improvement between 2016 and 2017 is was even more significant, but the jump improvement from 2017 to 2018  iswas  still an jumpimprovement. Now, this is an organizational average that includes those who don’t succeed or are partially successful, or only a little. And the organizational average is an improvement of over 100%  percent inside and outside the polygon. That means some stations achieved 150% percent and some less. The average is above 100%. So, if we need a 40% drop in noise, then they delivered those that 40% . percent, tThey delivered what was required outside the polygon. And the average of the whole organization in 2018 reaches reached over 100% percent. Meaning That means it works. Not only does it work, you see consistent learning. There is no offense for which we haven’t seen this dynamic. Are we done?? Of course not. We need to continue to raise the bar. 
		Now let’s talk about the crisis. 
	Unfortunately, there was no General Commissioner after me. The deputy commissioners who saw that the acting chief chief of police police triedwas trying, with no evil intention, to put implementin an input that contradicted the model., They fought him. But if you want me to tell you that after he leaves, and after another 5, 6five or six deputy commissioners leave, and the organizational knowledge is lost, I can’t say that you can preserve the model can be preserved at the same level of insight. , I guess I can't, but I don’t know to what extent,. But but I guess notyou can’t, because it the model hasn’t been around for enough years for this model to have station commanders sit around the table and have it fixatedmade permanent. But as long asSo far, that isn’t happening., then I will give you an example. I know that during his first year, the acting chief chief of police police said: Let’s go back to measuring assessing by indictments. We will not break the EMUN model, but; let’s measure indictments. Someone should have told him: Listen, dDo you understand that you felt have abandoned the model if you are measuring indictments? You can’'t measure them alongside within the model., iIt'’s either one or the other.
Badi: 	It’s anti.
Roni:	Exactly., iIt is the opposite of the insights from criminologyical insight. So there were Some people who jumped at on him for that. If nowadaystoday there would be some people who would jump at contradict a General Commissioner, who would come and say: Come on, guys, the chances of the offenders being caught, indictments… A a police force full of fighters., then I’m not sure there is enough deep knowledge around the table that knows people will know how to jump atcontradict him and say: Listen, the moment you introduce such a thing, you'’ve broken the evidence-based policing model. So I can't say, but tTo say that, something hasit really has to have become an organizational language.  oWe have tone has to get to a the point where station commanders are sitting on the couchknow the language. , tThat takes's at least 10 years.
Badi:	So maybe we will move on to Simon’s question.: What Earlier you described to us earlier in detail was how you institutionalized the reform in the Israel Police., how yYou actually got to a point where there were some 70 odd police stations, including districts and areas, that understand your vision and establish implemented it., you You did it this based on a computerized, transparent, evidence-based system with and a valid, logical plan. that makes sense, and the question is: How lovelyWonderful. , itThis was the big vision, the ultimate implementation, the with impressive beautiful results, some of which we will soon talk about soon. , bBut then , in the end, there is the question of the day after. And For you, as someone who was aformer General Commissioner, this is the story of concretizing the work. and yYour answerresponse, it soundsseems, is that no matter how successful you are, once your term in office is over, and even though the institutionalization on the daily level deserves every respect, but the concretization of the ideology of theand philosophy is in doubt.
Roni:	So, first of all, iIt’s true. that I always thought that, hHad it not been for that situation in which there was no General Commissioner, for two years, there was no General Commissioner, had some normal continuity been created, then, first of all, far fewer people would have left the couch tablediscussion about language., and cContinuity is maintained, even if it is only 80% percent maintained. This case is a case thatIt is a pity, but it is ain this case, that basically for a year and a half, two years, there is was no General Commissioner., a year and a half, and tThen people leave left again; s when someone is was finally appointed after two two-and and-a a-half years. I don’t think you can draw lessons conclusions from this, but let’s put it this way – for every reform that is carried out, even in a healthyn organizational in a healthy situation with, where there's no improper involvement, and so on,, because it is obvious that  there always is.…. If if someone leads something, then it later fades., but lLet me give you an example. I carried out this reform in the ISA, and it remained remains to this day. Moreover, iIn the farewell meeting held at the ISA when I left to become from me as a General Commissioner, what they chose to present at the farewell meeting wasthey presented the status of each of the reforms I had led within the ISA, and how far these reformsy had come by that time… When I left, they were  them at much less advanced stages than they are today., and wWhy? Because basically, the organization had continuity., iIt wasn’t in any crisis., pPeople believed in something, we started somethingwhat we had started. , it aAlso, we’re not talking about  was not a year or two., I’m talking about, sSay we started it something in 2003 and, I left the ISA in 2015, so some of the reforms had been running for a good few years., but, bBottom line, I’m just explaining to youthis an example of what they found fitdecided to present. So, iIn a healthy organization that is not undergoing crises, is it possiblecould something will nowstill fade, something that is a little less ideologically strong? For example, some officers met me last year and said: Do you remember you did administrative work for some reform in 2010 and this and that? Now we are launching it. It was ahead of its time. Perhaps if I had stayed in the organization, it would have happened earlier., bBut in a healthy organization, reforms that are not a flop of ain one year but have been rolling going for several years, their 80% percent [maintainence] isn’t harmed., iIt becomes part of the organizational culture. In our case, unfortunately, this is an unusual example.	Comment by ALE editor: Does this mean continuity would have been maintained?
והרציפות נשמרת	Comment by ALE editor: Is this rephrasing accurate? It was hard to follow.	Comment by ALE editor: This thought is not completed. Is this accurate?
Badi:	If you sum up an insight hereTo summarize this insight, as successful as it's that evidence-based policing, as successful as it may be, if it is threatened by instability and, inconsistency, if the theory isn’t passed down from one generation to the next, it it will erodecan undermine it. Of course, tThis is true for many organizations, and but, of course, one example is the Israel Police.
	Roni, you said earlier that from your own analysis and that of the people who are in charge of the data [in the police force], you saw that, ostensibly, the reform seems to be successful., bBut you chose to order an external research evaluation external to the police, an analysis by people who are outside the police force to tell you whether or not this reform was working. So the question is, cCan you tell us why you did that?
Roni: 	First of all, wWhen a person talks about something a reform as short as 3 three years of reform, it may be that we are priding congratulating ourselves on initial results., wWe don’t recognize why it works better in one place and not as well in another, and so on. The research tools that are able to isolate the data and actually produce something that meets academic standards are no substitute for the exploratory research we do, and this the “ongoing” where we accompany follow ourselves and the data that we analyze and to make decisions. Neither one replaces the other.; First, in the end, yyou want : 1. Tto make your system more sophisticated., because iIt really does very basic things statistical analysesly., iIt doesn’t even run a regression model., iIt checks correlations, does very basic things, but it isn’t validated by ongoing research . all the way, and yYou want the research validation to learn from it what your “ongoing” doesn’t teach you. That’s one. 2,Second, in my opinion, the fact that anwhen an academic study comes out, a paper is published findingthat says that the police reform is has been validated, that is part of the what creates public trust in the police force. With all due respect to what the General Commissioner or police reporters says, at the end of the day, when they say that a certain criminology institute has writtenpublishes a paper saying this and that and the other, there areand researchers, professionals, there , Stockholm Prize winners,, if they come and give it their blessing, then with all due respect to the police reporters, what can you do, there are professionals, itthis is important to creating public trust in the police force. Now, obviously, there’s a risk; academic research might say it was , listen, it’s a flop. Something specific isn’t wasn’t successful, doesn’t work, or only works partially., eEverything has its risk. But in the end, if you based your model on the findings of the criminology findings research, so it is not so risky…
Badi:	When [criminologist] David Weisburd once went to the Chief chief of Police police in New York, he told him he could always bring tell him bad news…	Comment by ALE editor: Meaning the chief of police could tell Weisburd bad news, or Weisburd could tell the police chief bad news? 
Simon:	It That takes courage.
Roni:	So, first of all, yYou need courage.; yYou need to see that what you are doing is really based on research, that . Yyou didn’t just make it up. You took the research insights and managerially integrated this thingthem and performed IT integration for this thing and statistics., bYut, in the end, you rely on articles and studies that have gained academic validity. So, iIf you are convinced that what you’ve done is in good faith and was established, in the best way you can possibly sayto the best of your ability, on the about research, then the chances of something catastrophic coming out of it is probably not greathigh. So that’s why you sayask,: You know what? Let’s see what I can I learn from it?. Obviously, there is a risk., and it is clear that wIf someone writeshoever is writing a paper with reservations on page 8, then someone else can take that reservation and make it the main point.; That’sit's all true. But if you have confidence in what you do and believe in what you do, then, what can you do,that’s it's part of the deal. It’s like, listen, these days,Today, when everything about the organization the transparency of an organization, when everything is transparent anyway, that only brings you power. Because, basically, the public… TheI can’t hide the annual statistical report published by the police. –  can I hide it? Whoever wants to can peek and see the data. So, if the data is good, it’s good;, and if it’s bad, then it’s bad., and wWhat good will it do me to hide it? That'’s why, at the end of the day, when everyone understands that there is transparency and there is an advisory board, and that academics from all the universities come and hear hear it and attackcriticize, it is only adds, at the end of the daybeneficial in the end.
Badi:	Roni, Just to clarify what you just said  in your last sentence – not only did you order an external academic study that examined the police force’s work and opened up your and the police’s workit to review by an external party to review it, but you also built a national advisory board and a national academic advisory forum.  where yYou invited academics to consult with you on general issues and thenand specific issues in your work. SoY you saw the connection with the academic community as one that was important and strategic.
Roni:	Of course! First of all, the brains aren’t only in the field, although there are plenty of brains in the field. Sometimes, the academia’s problem is to getting to the field data and information from the field. It’s not that it they lacks intelligence; it they lacks information. In the end, iIf you want to gainprogress, you have to be open. You can’'t hold your cards close to your chest and still enjoy the intellect intelligent input of of everyone whoothers who have has experience in other police forces worldwide around the world and, of course, everything that is has been written about them. So yYou can’t eat the your cake and leave it wholehave it whole, too. , I realized that. So in the end, iIt does comes with a price., tThere are no free lunches., bBut I will think that it served its purpose.; I felt much safer… Let’s say now they are goingwe are going into policing in the Arab sector, and I see a paper on the adequacy fit between the perception of EMUN model’s perspective and the need for policing or for more the right way toappropriate policinge in the Arab sector., thenNow I’m on more solid ground than just my intuition that it would work in the Arab sector as well. That’s why I say there are no free lunches.s, but I’ve always believed in the academia.; also Wwhen I was in the ISA, I put a lot of effort into making the connection, even in things I was not responsible for, to make the connection. Simon knows all the adventures of our attempts to connect with the academia with regarding much more sensitive information than data on crime information… I believe in it.; at the end of the day, everyone Everyone has their advantagestrong points, and this connection between the offline and online is a power multiplier.
Badi:	Last question Roni., iWe are in this unique chapter, and n this unique volume we are, this venture, we we want to ask in whether you have a message or recommendations for chiefs of police in around the world who want to be like you, an evidence-based coppolice. What would you tell them? What is your credo? What, or dosdos and don’ts as would you offer to a young new General Commissioner?
Roni:	I think you should fight resist intuitive insights if they contradict academic research., and tThat’s hard work, because police officers with 30 years of experience have some intuitive insights, that are passed on from one to another, that are often the absolute antithesis of the research. It is and terribly hard difficult to break free fromaway from them. Once a person comes and says: I’ve have decided that if studies say the opposite, then I won’t go in the direction offollow my intuition at all costfor any reason, then I think that person has opened the door to accepting intelligence, that is founded on knowledge, and has a chance to get toachieve evidence-based policing. If you have such gut insights because what, hHow did I come to this conclusion? After all, I wasn’t a cop for 30 years., bBut if you hear 4 four police officers with 30 years of experience,  and each one of them says something else, you realize something’s wrong. They can’t all be right, if each of the four say the oppositedifferent things. So, tThat’s why you need to get step away from out of it for a moment, and realize for one second that, with allin your 30 years, you have rubbed shoulders withworked in eight  8 geographical areas., and nNow take the whole world where there arefull of people., and sSocial sciences have proven that a man person is a person man is a personman. N, and now take all the minds in the world and at least listen to them. At least try to see what you can learn from itthem. Later, in the resolution ofterms of how it works in this verya specific particular culture, I believe there are variations., bBut at let’s start at the macro level, start from there. The first thing is to fight resist intuitive it, beliefs. , iIt is unbelievableunbelievable  what a full-fledged war people are fighting for their beliefs., and oftentimes I couldn’t just tell them: Guys, you are talking nonesensenonsense. I couldn’t, tell then to throw away 30 years just like that. I could only say: Guys, this contradicts what research from around the world is showing the whole world. And I was most comfortable when 2 a couple of people were boxing sparring at the table, each saying the opposite, and each coming with their 30 years of experience,, and I would tell them: Listen to me for a moment, you each have 30 years of' experience, but you’re saying the opposite., so lLet’s see what the research says. , and, iIn the end, it would turn out that there was something for them to learn.
[bookmark: _GoBack]Badi: 	Very nice. Roni, it wasthis has been a fascinating conversation, as always. We also had the great privilege of being with you and accompanying following some of this your activitiesy., to look at it, sUnfortunately,adly we’re looking at it with great longing and great yearningnostalgia. ; unfortunately, tThere hasn’t been an academic forum or academic study in recent years, not since you left the police force. I very much hope that the Israel Police will really return to the path that you paved. It  that is a revolutionary path, on any scaleby any measure. , and I hope that, from this interview and this the paper that will come out of it, some inspiration will also be provided for policing, for and commissioners and police officers around the world, who will hear about this your experience and the reforms you’'ve led and learn from it. Thank you!
____________________________________________________________

