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Since Independence, there have been considerable changes in the international, regional and national environments of the countries of the Commonwealth Caribbean many of which have tremendous implications for the security of the countries of the region. These changes include: the shift from the largely bipolar world of the Cold war era with its two competing social systems, to a unipolar and increasingly integrated one; from a proliferation of armed struggles across the globe to a greater commitment to electoral competition as the acceptable route to power; and within the region, important demographic shifts such as more intensive urbanization, a relative growth in the youth populations and greater transnational movement of people and contraband. Associated with some of these changes are the problems of increased trafficking in guns and drugs, the development of transnational organized crime, increased violence and the corruption of key institutions of state including the criminal justice systems [see Munroe 1999; Maingot 1999; Griffith 1997; Sanders 1990].  These changes have altered the nature of the security threats to the states and peoples of the region, perhaps reducing the threats to territorial security, “ideological security” and regime stability, but in some instances confronting some states with more complicated internal security problems. 

Despite these changes and the new security challenges associated with them, there has been little effort to actually revise national security policy and to accordingly reform and reconfigure the security services to meet the real priorities of the post-colonial, and more obviously, the post-cold war era.1 The possible exception to this was of course the period of the Grenada Revolution (1979-1983) which inspired the creation of the Regional Security System (RSS) based on concerns with the “ideological security” of the neighbouring islands in the Eastern Caribbean. Political and bureaucratic logic tend to provide greater impetus for adjustments to increased threats, rather than adjustments to decreased threats, or even changes designed to improve the quality of protective services to the publics of the region.2 In recent times, however, there has been considerable discussion of the need to reform the criminal justice systems of the region and especially its police forces.3   While most Commonwealth Caribbean nations are confronted with this problem, but nowhere is it more acute and the need to reform and indeed to perhaps transform the Security Forces more urgent than in Jamaica [see PERF 2001; Harriott 2000; Bates et al 1998; Wolfe 1993; Herst 1991].  

The case has already been made that the Jamaica Constabulary Force and its auxiliaries are somewhat ineffective and inefficient [see PERF 2001; Bates et. al. 1998].   By ineffectiveness is meant, the extent to which the Force actually accomplishes its general objectives and missions and performs to the satisfaction of the public that it serves. This ineffectiveness is manifestly evident in the high (but recently declining) rate of violent crime, the relatively low conviction rates for all categories of crime and the tremendously high levels of fear of criminal victimization that exists among the population, the difficulties associated with class differentiated access to needed police services and frequent recurrence of system generated injustices and the low levels of trust and rating of the performance of the police by the general population [see Harriott 2000; 1998; Stone 1992].  The inefficiencies are evident in the relatively high costs associated with the poor policing services offered to the general public and the waste and maladministration of scarce resources.  For example, the JCF is understaffed, yet four-person-single-vehicle patrols are used in situations where two person or even single person patrols may be equally effective.4  In some instances four wheel drive vehicles are used in the towns for status purposes while less durable cars are allocated to rural areas where the 4WD vehicles would be more appropriate and more cost effective. A more important source of inefficiencies and ineffectiveness is the considerable overlapping and duplication of functions within and across agencies.5 

These problems would have been bad in a situation of low crime rates and budget surpluses, but in a situation where there is a profound crisis of public safety, a protracted economic crisis and a tight budget squeeze, they are unacceptable.6   More positively, this is the kind of context that tends to generate the external pressures (that is, external to the security forces) necessary to force the changes and reforms that are needed to ensure greater effectiveness and efficiency.  There is a consensus, as reflected in the reports mentioned above, that reform of the security establishment is necessary; the real issue is perhaps how radical these changes ought to be. 

    
The purpose of this paper is to present the outlines for a more rational reconfiguration of the entire security establishment. Here, the security system is viewed as a whole and the police and military are treated as part of this larger system of policing.   A case is made for a fairly radical structural transformation of the security forces and system of policing that would yield more effective crime control results and a more just treatment of the citizenry, and make better use of the limited resources available for national security. The focus is on the architecture, the structural changes, not the needed changes in relationships as would be expressed in changes in the nature of citizen-police or citizen-Security Forces encounters, although the point of the former (structural changes) is to better facilitate the later (relationship changes).7  For example, a more service oriented style of policing would require greater decentralization allowing decisions to be taken closer to the points of service delivery and perhaps new systems of accountability that would represent shifts in the power relationships within the JCF and between citizen and the institutions involved in policing. 

Past reform efforts, especially those that focus on the modernization of the security forces have been fairly costly. For example, during the most intense period of reform, that is, between 1993 and1996, almost the entire fleet of police cars was changed, considerable resources were dedicated to the training of new officers and a retirement plan for incompetent and non-performing officers was elaborated. The latter was never effected, partly because of its anticipated political consequences in terms of alienating the officer corps from the ruling party, but also because it was regarded as being too costly. The high cost of change is one of the reasons why the police reform project has not made greater progress and why so many of the recommendations, which may be found in past reports, have not been implemented.  In relatively poor countries such as Jamaica, costly reforms have little chance of being accepted. In this paper, I highlight the anticipated savings as a justification for the proposed changes, but it must be emphasized that the kind of changes that are needed have more substantive justifications.  The intent is not to present the issue of savings or low costs as the primary justification for reform, but rather to present this as an added incentive to make the necessary changes.

The present security system 

The architecture of any security system and the pattern of deployment of a nation’s security forces ought to be based on an appropriate security policy and\or doctrine.  Hungtington [1957] distinguishes between three components of national security policy, military security policy, situational security policy and internal security policy.  The first is concerned with territorial integrity or defense against external nation states, the second with the long-term effects of changes in the socio-economic and demographic conditions within a country on the relative power of its state, and the third, with minimizing or neutralizing efforts to weaken or destroy the state by forces operating within the society. This notion of national security policy is based on a very state-centred view that assigns to the Security Forces (SFs) the role of state protector rather than citizen protector. It is more influenced by military security concerns rather than internal security concerns. 

In the light of more recent experiences, some of Huntington’s categories could be revised and broadened to include, for example, the concept of environmental security, perhaps incorporating it in the ideas of situational security.  

Huntington was however concerned with what security policy is or was at the time, not what it ought to be (or ought to be from the perspective of small developing island nations), and in doing this, he accurately captured how it was and is constructed.  Thus a small country such as Guyana, which is embroiled in border disputes with Venezuela and Suriname and is therefore confronted with serious external threats to its territorial integrity, would be expected to try to develop a relatively strong military. On the other hand, an island nation such as Jamaica, with no such external threats but with a difficult crime problem, would be expected to develop a strong and effective police service.  Changed conditions may necessitate changes in security doctrine, which in turn may have implications for the structuring of the security forces.  An explicit security policy would better facilitate critical evaluations of the appropriateness and effectiveness of the configuration a nation’s security forces by its parliamentarians and citizens who may not necessarily be experts in the military or policing fields. It is an expression of civil control of the security forces, which is a foundational principle of democratic governance. In the absence of a clearly articulated policy, it is either made in an unsystematic and piece meal way by the various political administrations, or worse, policy making effectively passes to the military and police service who must then do it imperceptibly. Perhaps, even worse, a bit of both may occur often leading to a policy characterized by patchwork adjustment to changes in the environment.8 

 
As there is no know documentation that clearly articulates Jamaica’s national security policy, it therefore has to be gleaned from various fragments of official statements and inferred from the primary functions and deployment of the SFs. Consistent with this implied security doctrine, the primary concern of Jamaican administrations has been internal security. This is also largely true of the other island nations of the Commonwealth Caribbean.  Indeed it must be recalled that the existing defense forces of most Caribbean territories were impositions by the British as a condition for Independence [see Braveboy-Wagner 1989]. The founding fathers initially resisted this effort and saw the military as unnecessary and incapable of providing a credible national defense.  Their resistance took the form of refusing to fund the defense forces. The British provided the entire capital outlay for the Military, yet West Indian governments objected to the British proposal that these governments allocate 1% of their budgets to finance the recurrent expenditure of the military. They finally settled on 0.75%.9 

That the defense forces of the region are incapable of providing a credible national defense of their respective countries is still widely accepted. As late as the mid1980s, only a few years after the mutiny and Black Power protests of 1970, the Foreign Minister of Trinidad and Tobago declared:

Trinidad and Tobago is a small nation that can threaten no one, and for that matter could hardly resist the least sophisticated attack by the powerful [cited in Braveboy-Wagner 1989:35].

And even in the context of the aftermath of the Grenadian crisis of 1983, and in direct response to a proposal that an Eastern Caribbean sub-regional standing army (of 1000 persons) be raised, Prime Minister James Mitchell of St Vincent indicated that his government had,

no intention of raising one cent for the creation of any regional army or to waste money on security matters in preference for a basic needs programme [cited in Griffith 1994:98].  

In the case of Jamaica, the army is now held in high regard, but according to Norman Manley, the then Primer of Jamaica, during the period immediately before Independence, there were considerable reservations about the need for one.10 More recently, this issue was raised by the National Task Force on Crime [see Wolfe 1993]. 

Sections of the political elite and middle strata in the region have therefore always had a healthy suspicion of efforts to develop relatively powerful military institutions and have (with a few exceptions such as during the Burnham regime in Guyana), tended to use their control of the finances of their countries to keep the military in check.  In the Caribbean context, the military has largely been seen as an internal security devise, or more specifically an ideological security devise, hence former Prime Minister Mitchell’s definition of his choices in terms of military or social investments and his stated preference for the latter. Caribbean defense forces were never seen as providing their countries with a credible national territorial defense.   

This is also true of even Guyana and Belize both of which as noted earlier, face real threats to their territorial security. Quite recently, in 2000, the Guyana Defense Force demonstrated that it is incapable of even defending Guyana’s claim to its offshore economic resources against a similarly small and militarily weak country such as Suriname.11 Territorial disputes based on boundary fixing problems inherited from the colonial era and the discovery of new wealth in these disputed territories or even undisputed territories of militarily weak nations that share borders with strong nations – presents real military dangers to the weak.  But Jamaica is a poor nations with undisputed borders and no especially valuable off shore resources such as oil. Any fear of threats to its territorial integrity would be unfounded. The era of colonial type conquest is past. 

Indeed in the case of Jamaica, the last actual war in which its territory was directly at stake, was in 1655 when the English ejected the Spanish.  Colonial territorial control was more unstable in the Eastern Caribbean, but since the Napoleonic wars of 1792-1815, within the Commonwealth Caribbean, the only case of armed conflict with an external power was the Grenadian intervention of 1983 which had the support of most Caribbean governments and the Grenadian people.12  From the earliest colonial times, the military has been used primarily for internal security, that is, in the maroon wars, to repress slave rebellions and the riots and rebellions of the post-emancipation period.  In most of these instances there was great reliance on the Militia, which was usually composed of citizen-soldiers, who in some cases did not even enjoy the full rights associated with citizenship.  Between Emancipation (1838) and Independence (1962), the regular colonial troops were used only once, that is, to repress the Morant Bay rebellion of 1865.   During the late colonial period (especially after 1932), the strength of the regular British troops stationed in Jamaica never exceeded 800 [see Harriott 1993:172].  

Threats to national security  

The main threats to Jamaica are of an internal security nature and include; organized crime, drug trafficking and internal disorder. There are of course other important security issues such as those related to food security (such as preventing BSE or “Mad Cow disease”), environmental security, and coping with the dangers associated with natural disasters [see Byron 1997].  These aspects of national security are based on a rather uncomfortably inclusive but nevertheless useful concept of security. Here, these types of threats are considered only in terms of their implications for the configuration of the security establishment.13  

Generally, organized crime is not a threat to national security simply by virtue of its existence. As well known Italian antimafia magistrate Fabio de Pasquale has noted, organized crime is not a threat to national security so long as its purpose is to use illegitimate means to gain wealth, social status and the other social goods valued by the population, that is, legitimate ends [Cited in Maingot 1999:169]. In this sense, they are value conformists. Their ultimate goal is to become or have their progeny become accepted in conventional society as businessmen. What is meant here is that they pose no threat in terms of ideological security.

In the Jamaican context, this observation is also true, but a bit more complicated.  Organized crime, may not present a military security problem, or an external threat to the political system as it is an outgrowth of the system and thrives in a happy coexistence and a seemingly mutually beneficial relationship with it.  But by generating violence and disorder, further corrupting the state institutions and creating an environment that is hostile to legitimate economic activity (via extortion and protection rackets), they present the society with difficult internal security problems.   Drug trafficking has been a major enterprise of organized crime and this is strongly associated with violence.  

Violence and internal disorder may also threaten from other sources. The sharp class polarization, unsettled issues of race and colour, the marginalization of the urban poor, and the generally poor social integration of the society are major sources of possible internal conflicts and instability.  During the late 1970s, the country experienced a brief period of sharp polarization and high levels of political violence, but it has been and remains politically stable. 

More worrying, it the situational security profile of the county. Jamaica is becoming increasingly urbanized. In 2000, some 60% the population lived in urban areas, this contrasts with 30% in 1960. They are better education and tend to have urban middle class expectations regarding their living standards, yet the rate of unemployment is high and stable.   In 1998, the unemployed rate for the 14-29 age group was 27% and of these, 44.5% were long term unemployed, that is, had not worked for over a year. Of these long-term unemployed, some 63.2% had never worked [Robotham 2001:6].  Many are unemployable as they have no skills and little formal education.  These are certainly not military security threats; rather they suggest difficult policing- internal security problems, which in their worst criminal manifestation may be controlled by good policing but which require broader social policy measures.

Table 1 summarises the categories of treat confronting the country and tries to estimate their level of seriousness. This effort is somewhat subjective but an effort was made to inform these judgments with the relevant objective data. As elaborated above the estimation of the level of external military threat is based on past wars with other states (the last of which was in 1655) therefore leading to its evaluation as being a rather conservative “very low.”  The evaluation of the threats from natural disasters is based on the number of earthquakes (with an intensity measuring 8.0 or greater on the modified Mercalli scale)14 and hurricanes that have occurred since 1900 of which there were only two of the former [see Wiggins-Grandison 1996:2] and 44 of the latter.15  In recent times there has been significant human inflicted damage to the environment, which has led to a decline in water and air quality and presented both health and economic dangers to the population [see Nicholas 2000].  Criminalizing some of these activities – such as pumping untreated effluent into the sea and harvesting coral from the reefs – would put this issue more clearly in the security domain. Criminal threats such as drug trafficking and use and social violence are estimated based on the relative (to the rest of the Caribbean) rates of offending.  The threat to public order and political stability is based on the number of riots and the number of killings since Independence that resulted from political violence. There were seven major riots resulting in less than 30 deaths, and there were two periods of intense violent political conflicts, which occurred during the 1967 and 1980 election campaigns [see Harriott 1994; Stone 1985].  As discussed above, social violence and the drug related activity of organized crime would seem to present the major threats.      

Table 1. 
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general police
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Note: ODP is the Office of Disaster Preparedness.

           MOH is the Ministry of Health

OVERLAPING FUNCTIONS  

The actual functions of the security forces reflect the historical concern with internal security, but the configuration of the security establishment has not been brought in line with this reality.  Put another way, because national security is basically internal security, we have had considerable overlapping between the military and the police, and with this, considerable irrationalities and inefficiencies.

Jamaica has quite an elaborate security establishment with both a military and a police force, both of which have auxiliary forces that are directly under their control and which are primarily engaged in policing [see Figure 1]. 

Jamaican national security policy, as bequeathed to us by the British, assigned to the Jamaican Defense Force (JDF), and the JCF in support, a national defense function.  It was based on the evaluation that the JDF by itself could not provide a credible defense of the national territory, and in the case of an improbable invasion, it was required simply to engage the enemy long enough for external allies to arrive. This is the so-called trip wire concept of the role of the JDF [see O’Gilvie 1984].  This doctrine militarily subordinated the JDF as an actor in the national defense of Jamaica as it is not a defense doctrine that is based primarily on our own military capabilities. Not surprisingly, this doctrine in effect rests on the assumption that the military cannot provide a credible defense and therefore must resort to military dependence on our more powerful allies.  

A number of militarily weak and even more threatened countries have been able to craft more independent policies which have served to safeguard their territorial integrity (usually by taking a regional approach). It is not beyond the countries of the larger Caribbean and Central American region to negotiate an approach that reduces the strength of all the military forces in the region much in the manner that Costa Rica has done. In the Caribbean, because of its long experience with military tyranny, Haiti, which shares a land border with the Dominican Republic, has been hesitant to rebuild its army other small states would have some interest in such an approach.

In terms of its human rights record and respect for the constitution of the country, the JDF is an excellent military. It does not have a reputation for using excessive force against the population either in riot control and the management of other public order problems or even against criminals. Its record in this regard compares favorably with that of the Jamaican police and many armies in other developing countries [see Harriott 1993]. Unlike so many other military establishments in the developing countries it has not been a threat to the form of government. But if with regard to national defense, it is simply a tripwire, then the issue of what find of military formation may optimally provide this kind of role, ought to be carefully reexamined.  What is the optimum size of a standing army whose military role is simply to be a “tripwire?”  Is a different type of military organization such as a National Guard a more appropriate instrument given the real military needs of the society?    The JDF did not always number over 4,000 regulars. For the first decade of Independence was it numbered no more than 1,500.  It is not self-evident that Jamaica now needs a defense force of 4,500 regulars, which consumes some 19-30% of all the financial support that goes to the SFs, Courts and Corrections [see Table 2].  With this in mind we may now turn to the state of the police force. 

The police force is confronted by the serious challenges of a high rate of homicidal violence, transnational organized crime, increasingly sophisticated white collar crime, disorder in public places and other difficult problems. It is required to respond to these problems with rather limited resources. As noted earlier, it is understaffed, numbering some 7200. While the rate of homicides in Jamaica is the highest in the Caribbean, its police density (1:355) is the lowest in the region [see Harriott  2000].   The JCF has always had difficulty maintaining its fleet of vehicles and thus its mobility. Modernization efforts require investments in new technologies, in information systems, in forensic equipment, criminalistic support services and more expensive methods of training investigators.  Some aspects of reform and change are indeed costly. 

Some of these difficulties, the failure to properly equip and reform the police, have led to greater involvement of the military in policing. The real case for a review of the military is the fact that it performs primarily (but not exclusively) a policing function. Figure 2 highlights the extent to which the functions of the military and the police overlap.  Of the three core policing functions of patrol, intelligence and investigation, the military has been consistently involved in the first two. The only area that is the exclusive domain of the police is investigation.  Other areas of police/military overlap are in public order management and of course in civil defense. Moreover, the JCF Act requires the police to participate in national defense if called upon to do so. For historic reasons as well as the processes associated with the problem of violence and deteriorating public safety in the country, the military has become more of a policing force and the police have tended to become more militarized.  The military constitutes a police reserve, and the police, a military reserve. This requires some change.  

Reconfiguration

In this section of the paper, I will try to present a picture of what a new architecture of the security establishment would look like. The suggestions presented below are informed by the following assumptions:

· That there is no significant external military threat to Jamaica’s territorial integrity and that such a threat is unlikely in the near future.

· That a grave crisis of public safety presently obtains. It has taken us some 30 years for this crisis to mature and will in all likelihood take a similar period, given a systematic and concerted effort, to successfully manage or “solve” this problem.

· The period of economic stagnation and at best slow growth will continue for some time and that there will be no significant new sources of funds to finance the true security needs of the country as the present structure of the national debt limits the extent of borrowing that may be done for this purpose. Already 62% of the state’s budget is spent on debt servicing [see Figure].  Any sort to medium term improvements will therefore have to come from better investment of the existing national security allocations.

· That the Jamaican people will continue to demand improved public safety and that the government will be forced to respond to this.    

If these assumptions are accepted, it therefore follows that it is best to take some strategic decisions based on a review of priorities, rather than to try to muddle through, maintaining the existing structures, but not being able to improve public safety. 

From our post-colonial experiences, it seems fairly clear that the changes in the society have dictated a wider range of functions for our security forces. Many of these require greater specialization, while at the same time, there is an increasing demand for a new type of generalist police officer who is able and willing to provide the kinds of service that the people expect of the police force.  Any attempt to reorganize and rationalize the SFs should also be informed by this. To summarise the above discussion, change should take into account the following “principles”:

· While recognizing the legitimate need to protect the state from illegal challenges and to force contestation for power within a proper electoral framework, the primary concern ought to be public safety.

· Increased specialization of function.

· Service accessibility (which implies a more decentralized policing service).

· Democratic accountability.

· The principle of economy.

·  And of course, improved effectiveness.   

The first step toward meaningful change is to more sharply separate the roles of the military and police.  This means improving the capabilities of the police force and making it less dependent of the military for direct support.  To find the resources to do this requires a cost saving reconfiguration of the military. The real justification for reviewing the military is however, the nature and extent of any threat to the territorial integrity of the country – which has been discussed above.  In its report, the National Task Force on Crime reinforced this view by stating:

With the possibility of aggression from without being more imagined than real ….. it is recommended that the Jamaica Defense Force could be considerably scaled down to provide a unit which in emergencies and urgent national need could be effective [Report of the National Task Force on Crime 1993: p27].

Transforming the JDF into A National Guard 

If it is clear that the police force is in need of transformation, it is equally clear that the military also needs to be reinvented in a form that is more consistent with a realistic threat analysis and the real experiences of its functions since independence. Figure 2 suggests that there are important functions that a national police is unable to assume on its own. These include national defense, civil defense and the provision of valued emergency services such as search and rescue, the provision of an air ambulance and running the essential service in the event of strikes, including police strikes.  These are services that are presently provided by the JDF but which may be as effectively provided by another form of military organization.  Military principles of organization were developed for war fighting, but they may have other useful applications especially in the delivery of emergency services where speedy mobilization and quick decisions by authoritative commands are important.   But military principles of organization may be applied in a variety of forms. A standing army is not the only military from capable of effectively providing these services, and in the Jamaican context, is perhaps not the most effective or efficient way of so doing.   Thus while the JDF provides an air ambulance service, this is not an essentially military function. Similarly, the military builds bridges and roads and most Jamaican are thankful for this, but one does not need a military for this purpose.  These services may be usefully provided by a military, but they do not provide sufficient justification for the maintenance of a conventional standing army.  

Historically the military and police forces have been more than military and police services; they have been general suppliers of emergency services and with time they have been progressively (as the demands for these peripheral services increase and require greater specialization) stripped of the functions that are not essential to what defines them as military or police. Thus at one point, the police was also responsible for responding to fires, today Jamaica has a fire brigade service.  It seems rather expensive to maintain an army simply to provide the services that it now offers. A national guard may be better able to provide these services at a much lower cost.

Without being too detailed, concretely, a Jamaica National Guard would consist of a core of 500-1,000 full-time highly trained persons and part-time staff numbering perhaps 4,500 to 6,000.  The fulltime personnel would be composed of a high proportion of officers while most of the rank and file would be part-time personnel who would be full-time employees elsewhere. To facilitate easy release and to ensure state control, most of the part-time personnel could be drawn from the state sector. The National Guard would therefore be quite similar to the present Jamaica National Reserve. It could be trained to function jointly with the police in situations where this is consistent with its missions. Unlike with the existing arrangement, the areas of overlap between the new military and the police services would be considerably narrowed and largely restricted to public order management in times of crisis [see Figure 3]. 

  Developing a Civil National Police Service

The current stage of evolution of the security establishment and the nature of the national environment suggests that both a civil and paramilitary police are needed. This should be explicitly recognized in any reshaping in order to avoid either militarizing the entire Force, as is presently the case, or making civil the entire Force.  The suggestion then is for the JCF to be transformed into a more civil, general purpose, national police service. This is consistent with the Corporate Strategy of the JCF, which speaks of making community policing its central thrust. But this police service could retain a paramilitary unit including tactical units – which would have special responsibility for dealing with particularly violent situations and groups.  

Independent of this transformed JCF would be two additional police services.  The first, is a National Treasury police which would deal with customs and tax evasion and special financial crimes.  By constituting it in this manner, such a service would be able employ a highly educated and trained staff with the specialized skills that are needed in this field.

Developing Municipal Police Services

There is also a case for Municipal police services. These would be completely decentralized services that would be responsible for enforcing the municipal acts and would be accountable to the local government authorities in the major towns and cities.  

This suggestion has its justification in the existing poor state of the towns and cities – the disorder generated by street vending, a public transportation system that ignores stopping and parking instructions, violations of the building code and a general image of unplanned and unregulated development. The cities and towns have their special policing needs that are not being met. While the local government authorities are responsible for a number of laws such as the Litter Act, the Places of Amusement Regulation, the Parochial  Markets Law  which may be used to regulate vending and some nine other such acts, they have no enforcement mechanism. A municipal police would be such an instrument.  

The JCF and the Island Special Constabulary Force (ISCF) may be used for these purposes, but they are not appropriate, as they tend to be governed by national priorities, which may not be in accord with those set by the local councils and mayors. Moreover, they are not accountable to the councils and by law are required to function as part of a national centralized system. As the operatives in these municipal police services would serve in the communities in which they live, they would also be subject to greater informal social control than their counterparts in the JCF, many of whom simply work in the communities that they serve. They would also cost less than their counterparts in the national police service as they would need fewer vehicles per person, their training would cost less and their salaries would be lower. 

The cost of reconfiguration

Considerable saving would result from the proposed reconfiguration of the military. Their training would be less costly, there would be reduced costs associated with the maintenance of barracks and the various military instillations, food for the troops, the maintenance of vehicles and other logistic considerations.  As suggested earlier, these funds could be used to improve the police services. 

In reality, the military has been steadily loosing its relative share of the budget. While in 1992, it was allocated 30% of the expenditures on the security services (police, courts, prisons and military); in 1999, this was reduced to 19% [Table 2].  This reflects the realities that fix the priorities of the country, namely the primacy of crime control.  The allocations to the military have declined relative to the Courts and Prisons, as all of the institutions of the criminal justice system are demanding increased resources to fund their programmes.

Reforms may be costly, but they need not be more costly than the status quo. More work needs to be done to properly cost these proposals, but I suspect that in this case, they are likely to be less costly than the existing arrangements.  Interestingly, the JCF’s share of the budget was lowest during the most intense period of the reforms, that is, 1994-1996. This may have been partly due to early loss of enthusiasm for the reforms on the part of the administration, but there was also greater innovativeness and more public support for the reform efforts, which in some instances was translated into financial support for particular projects.   

Conclusion 

There is a clear case for structural\organizational change and reconfiguration, that is, to improve the effectiveness and efficiency of the SFs and to facilitate other more fundamental changes in the method or style of policing.

The expected outcomes associated with these changes would include, improved service accessibility and quality, and greater and more direct accountability to the people. The organizational reconfiguration would facilitate the changes in relations with the people and the internal power shifts that are key to ensuring improved internal security and public safety.

Any consideration of basic changes of the sort discussed above, are not likely to progress without national political unity.  The main reason for this is quite simple. The SFs are considered an important political asset or at least as institutions that the political parties would not want to alienate.  The parties are therefore quite capable of exploiting and opportunistically offering solidarity to any resistance to change in order to gain support among the SFs.  In this regard, the approach to this problem that was adopted in Trinidad and Tobago is quite instructive. There, a bipartisan committee comprising the Prime Minister and the Leader of the Opposition along with other official from both sides commissioned a so-called Technical Team comprised of eminent experts to “develop a plan for the reform of the Trinidad and Tobago police service.”  There are always problems in getting completely top down programmes accepted, so such a project should remain a sketch that may be completed after full involvement of police and other stakeholders, but the key lesson from this approach is that it seeks a political consensus.     

Maybe these ideas in their specifics are somewhat inappropriate, but what is absolutely clear is that without new thinking and a preparedness to make tough strategic decisions (confronting the hard choice between national defense on one hand, and internal security and public safety on the other), in the not too distant future, Jamaicans may well look back at the present time as the good old days when we had only the 5th highest homicide rate in the hemisphere.

ENDNOTES 

1 The use of the term post-colonial should not be taken to mean that I am de-emphasizing the clear continuities with the colonial regime – especially with regard to national security policy, policing and the administration of justice. Indeed my argument is that a sharper and more democratic break with the colonial era is needed.

2. Political considerations usually include the fear that reform may offend and alienate the serving members of the security forces.

3 This topic has been a recurring theme at the recent meetings of the Ministers of National Security of the Caricom states. 

4 One difficulty here is that the police themselves are somewhat fearful of criminal victimization and therefore tend to herd together resulting in these kinds of inefficiencies. 

5 Sometimes this duplication of functions is designed to ensure control and to discourage monopoly type behaviour. 

6 For an updated discussion of the Jamaica crime problem see The Crisis of Public Safety in Jamaica and the Prospects for Change by this author.  Forthcoming in Souls.         

7 For a discussion of this aspect see Harriott, A. 2000.  Policing and Crime Control: problems of reforming Ex-colonial Constabularies. Kingston: The Press University of the West Indies.

8 This is why public debate on this issue is so important. It is to be expected that even in the absence of a coherent national security policy, the military would have elaborated a defense doctrine on which its deployments are based. 

9 See Ministry Paper #36 1955, Government of Jamaica.

10   see Alert Vol.1 # 1 p.7

11 Caribbean Insight Vol.23 #26, July 7, 2000 p.1 provides a report of this incident.

12 For a discussion of this issue see the report on a survey of the opinions of the Grenadian people on this and other issues related to the Bishop administration that was authored by Patrick Emanuelle. It is entitled Political change ad public opinion in Grenada 1979-1984, and is Occasional Paper #19;  UWI, Mona, ISER.

13 This viewpoint, such a broad approach to security could lead to a dangerous expansion in the functions, powers and power of the security forces and for example unnecessarily casting health and economic threats such as Foot and Mouth Disease, which have their origins in other nations, in the language of traditional security.  

14 These were the only two earthquakes that took lives.  The first, which occurred in 1907, resulted in 1,000 deaths and the second in 1957, resulted in 4 deaths.

15  This count is based on data provided by the Meteorological Service of the government of Jamaica. It includes all hurricanes that passed within 282 km of the island. Most of these hurricanes therefore affected only small parts of the island, resulting primarily in flooding, which usually requires some level of emergency response.
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TABLE  2

DISTRIBUTION OF THE NATIONAL SECURITY AND JUSTICE BUDGET 1990-98. (%)

-------------------------------------------------------------------------------------

MILITARY
POLICE
COURTS
PRISONS

-------------------------------------------------------------------------------------

1990

29.0

54.0

8.0

9.0

1992

30.0

58.0

5.0

7.0

1994

27.0

53.0

11.0

9.0

1996

27.3

51.4

10.8

10.5

1998

18.8

56.6

12.7

11.9

-------------------------------------------------------------------------------------

Sources:  ESSJ.

Based on actual expenditures on Security services not MNSJ.
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Figure1: Expenditure on Education Training and Culture(ETC),

Health, Justice, Police and  Public Debt and Fiscal Services(PDFS)

as shares of Total Expenditure.

Source:Economic and Social Surveys of Jamaica, Various Years


