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The City of Portland, Maine and Portland Downtown, the city’s downtown improvement
district, collaborate on the co-management of the Downtown Portland Police Cadet program.
The cadet program exemplifies a community policing model that increases the community’s
perception of public safety while providing valuable training to the next generation of police
officers. The partners use the program evaluation to make improvements to the program,
support the management and development of other safety programs, and to advocate for
policy change.
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INTRODUCTION

Portland Downtown was established in 1992 in accordance with an act of the Maine State
Legislature under the “Maine Municipal Development Districts” statute. It was incorporated as
a 501(c)(4) non-profit, and is funded by a development district assessment on downtown
district property. Since its establishment, Portland Downtown has consistently supported
community development to create value for its property owner constituents. Portland
Downtown qualifies for Internal Revenue Code (IRC) section 501(c)(4) as a social welfare
organization, and its mission-driven services regarding safety, cleanliness, and management of
the downtown that provide for social welfare, while funded by property owner constituents,
must be available to the community as a whole to qualify for the IRC designation.

Portland Downtown’s Board of Directors consists of property owners and individuals who
represent downtown residents, retail merchants, entertainment and night life venues,
professional services, accommodations, cultural/nonprofit/educational  organizations,
restaurants, and the municipality itself. In addition, Portland Downtown hosts committee
meetings that address a wide range of community issues, and forms ad hoc committees in
support of policy advocacy as necessary. Through its advocacy work in particular, Portland
Downtown seeks to partner with stakeholders in the implementation of its strategic planning
initiatives, which currently includes expanding police and cadet presence in the downtown.

For many years the City of Portland, Maine and the City’s downtown improvement district,
Portland Downtown, have co-managed a Downtown Portland Police Cadet program in an effort
to improve perceptions of safety in the downtown district. To provide safety services for its
property and business owner constituents, as well as those who visit and use services
downtown, Portland Downtown maintains the cadet program collaboration with the City of
Portland’s police department. Cadets are training for law enforcement or other safety, security,
or military careers, and the program gives them valuable hands-on experience in the field of
community policing to complement their career training. They are sworn in as constables with
the City of Portland, and watch for and report on safety issues, educate the public on local
ordinances, and have the authority to issue citations for ordinance violations. The program
encompasses many aspects of community policing, as well as ordinance enforcement,
community education, and assistance with wayfinding. As part of their duties, cadets make
contact with business owners, identify persons in need of assistance, and enforce local
municipal ordinances. In 2016, the program received an Award of Excellence in the Leadership
and Management category from the International Downtown Association.

Like most thriving major cities, Portland struggles with common urban issues. Panhandling,
disorderly conduct, loitering, and public substance use have been identified as top concerns
among downtown businesses, fearing these behaviors will negatively affect Portland’s business
and tourism economies. The cadet program is a partnership that provides for additional public
safety in the district by adding security to Portland’s downtown, an area that sees an increase in
the number of people visiting in the pleasant summer months due to tourism and transient
populations.
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The cadet program epitomizes a community policing model, and is a long-standing program
that has adapted with changes to law enforcement. In addition to patrolling the downtown
area, cadet duties include talking with business owners, engaging with the public at events, and
connecting with local homeless outreach teams to resolve issues of disorderly conduct and
public substance use.

Program benefits for the cadets include:
e Paid internship and/or college credit;
e Hands-on experience in the community policing field;
e Police department training in self-defense, protocol, and report writing; and
e Mentoring from senior officers.

Their positions certainly focus on ordinance enforcement, but also address quality of life issues
that a resident, business owner, or visitor sees, focusing as well on making perceptions of
Portland a clean and safe urban environment in which to live, work, and visit.

PROGRAM IMPLEMENTATION

Portland is generally a safe city and sees crime rate reductions annuallyl, but Portland
Downtown must remain vigilant, as perception translates to reality for many. This requires
continuous work to create a comfortable experience for visitors, business owners, employees,
and residents. Additionally, the influx of tourism in downtown equates to many newcomers
who are unfamiliar with the city’s ordinances, such as where it is appropriate to use tobacco
products, resulting in conflicts that are easily resolved through outreach and education rather
than police intervention. Portland Downtown manages these conflicts through a close working
relationship with the police and fire departments, and social service agencies, and financially
supports the staffing of four full-time police cadets from May through September. With both
real and perceived safety being the key concern for property and business owners, the cadet
program bridges the gap between enforcing ordinances and supporting the quality of life in
downtown Portland.

Cadets are part of the police department’s community policing division, and begin each day at
the central police department downtown. They meet with their supervisor at the start of each
shift, are informed of assignments for the day, and check e-mail for communication from the
department, Portland Downtown, and area businesses and organizations. For safety reasons,
cadets, like foot beat officers, work in teams of at least two; other than pepper spray, they
carry no weapons. With a staff of four, cadets are able to patrol in groups of two, which allows
them to cover a larger area during their shifts. On a typical day, cadets walk nearly ten miles in
the downtown, pausing often to engage with business owners, visitors, or other members of

! The violent crime rate in Portland, Maine has gone down 77.7% over the past several decades (1985 through 2014), including
annual rate decreases for 19 of those years. (FBI UCR)
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the community. The cadets report ordinance violations and other crime statistics to the police
department, and share data with Portland Downtown’s program director to analyze and share
reports with downtown constituents and committees.

The 2019 cadet program season began after Memorial Day and ended in early October. Cadets
typically worked five days per week, patrolling in groups of two; this season, the cadets all
worked the same schedule rather than overlapping schedules. All of the cadets were returning
from previously working in the capacity, and all were available to continue working full-time
through the month of September.

In addition to the four downtown cadets, one island cadet is hired for the summer season to
work with a police officer stationed on Peaks Island, a residential island off the coast of
Portland. Cadets serving in this capacity often transition to covering shifts in downtown at the
end of the season and return to work fulltime in downtown in subsequent seasons.

As a continued pipeline to employment within the police department, the department partners
with a local college to engage cadets as interns for the academic year. Although part-time (two
days per week), the internship opportunity provides a continuation of the safety service
through the fall, winter, and spring. The interns have partnered with Portland Downtown over
the past two seasons to implement a community survey to assess impressions of community
policing and safety concerns in the community. The survey results have been used to represent
business concerns in advocating for change in the community, as well as to inform for areas of
training.

CADET ACTIVITY: 2019

Community Engagement

The cadets spend a large portion of their day engaging with the community (Figure 1), which
includes stopping in to visit with business owners and staff, and letting these stakeholders know
that they are a safety presence in the community. They have resources to call on should they
encounter someone in need, specifically the Milestone Homeless Outreach Mobile Engagement
(HOME) Team, and the Peer Outreach Worker (POW) Program. As well, they are available to
follow through on requests to the department for special attention, and they perform field
interviews for transparency in situations where multiple warnings have been given.

The police department held several Coffee with a Cop community events at downtown coffee
shops, and utilized the cadets to extend invitations to these event. The cadet program is largely
well-received by the business community; nearly three-quarters (72.4%) of surveyed business
owners said that the cadet program makes them feel safer, with over half (59.3%) having had
the opportunity to interact directly with the cadets.
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Figurel
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Ordinance Violation Warnings

The cadets typically give warnings for ordinance violations (Figure 2) rather than issue citations
to offenders. Violations fall into several categories that are typical of quality-of-life issues rather
than violent or property crimes, including substance use in public places where the activity is
disallowed, and abusive solicitation (aggressive panhandling) or other disorderly conduct.

Figure 2
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Over half (55.6%) of all ordinance violation warnings were given for smoking in public parks
during the 2019 season.? The second and third most prevalent violations include drinking in
public (7.8%) and layouts (7.8%). Layouts stem from a variety of different situations, including
an individual sleeping in a public park or building entrance, being under the influence of
alcohol, or experiencing the start of an overdose. Layouts, as reported by the cadets, represent
individuals who are either sleeping, or intoxicated in the public way. Typically, a layout results
in waking a sleeping person, calling for assistance from the HOME Team or the POW Program if
alcohol, drugs, or mental health disorders are contributing factors, or calling for emergency
response if the cadets determine the situation requires more urgent care.

QUALITATIVE OUTCOMES

At the end of the program season, Portland Downtown’s program director held a focus group
with the cadets and their supervising sergeant. Cadets were asked about (1.) their training
experience, (2.) their overall experience with the program, (3.) how the program affected their
perceptions and attitudes about community policing, and (4.) what they liked and disliked
about the program. The open-ended nature of the questions allowed for ample discussion. All
four of the downtown cadets participated in the focus group, as well as two college students
who were just beginning their fall internship in the cadet capacity.

Cadet Hiring, Training & Management

Prior to the hiring process, the community policing sergeant reached out to those who had
worked as cadets the previous year to gauge their interest in reapplying. It is advantageous to
have some familiarity with the position so that one of each team of cadets has some
experience. The position is ideal for local college students who can stay on with the department
later than the typical summer break, so the police department will typically share the position
with local institutions of higher education, as well as on the municipal website’s employment
page. The department was able to fill all cadet positions with those who had served in the role
previously, so there was no need for a hiring process this season.

In general, the cadets were very receptive to all types of training and felt that, if anything, they
could have used more, particularly for encountering mental health and substance use
conditions. They did receive additional mental health training from the substance use liaison
with the police department toward the end of the season, which they felt was valuable, albeit
late. As well, they expressed a desire for more in-depth training in logistical and technical areas,
such as checking warrants, proper use of the radio for calling in crimes, using proper radio
terms, and unspoken officer etiquette.

There was a suggestion to redevelop the training to be more cadet focused, which the cadets
felt was a unique experience from that of an officer. And while the downtown cadets and the

? There are ten public parks and squares in downtown, and all are referenced in the smoking prohibition language
in the City of Portland’s Code of Ordinances Chapter 17, Section 17-96.
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island cadet were trained together, the cadets noted that the downtown experience is very
different from that of working on the island, namely that the island cadet works one-on-one
with an officer and the downtown cadets patrol without officer assistance. They noted the
overlap in service between the winter intern cadets with the summer cadets and that this
provided an opportunity for peer training that would be valuable for the summer cadets early
in their season.

Daily Experience

Having had prior experience working as cadets in downtown, they all felt that the safety
environment differed positively this season as compared to previous seasons, and was much
quieter in general. This was in large part due to encountering less transient populations
traveling through the area and camping in public spaces. The cadets have a front-line
opportunity to get to know many people in the community who spend significant time in public
spaces, and this unknown population is typically cause for concern because they do not have
the time to build relationships as with the local population.

The cadets’ daily experience of working in a somewhat civilian role gave them ample time to
practice the skills they learned while observing officers in the field. They felt like peers of the
police officers, however, and that their experience helped to build courage and patience
through watching officers’ interactive communication. One cadet also worked as a bouncer at
night, and felt the job helped with his confidence in the cadet role.

Making connections in the police department was important to their careers, and the cadets
enjoyed getting to know the officers, which made them seem less intimidating. They enjoyed
mentoring from the officers, who were good resources. Initially, exposure to substance use was
“shocking” to the cadets, but they were grateful for the exposure to this issue as a contributing
factor in their decision to begin a police department career.

Perceptions and Attitudes about Community Policing

Overall, the cadets love the community policing experience, and noted that all police
departments should have a community-oriented policing component (COP). They felt like the
relationship-building that COP exemplifies resulted in more voluntary compliance when
enforcing ordinances, which makes their work more pleasant.

Having worked in the role for multiple seasons, the cadets experienced first-hand how this
model builds relationships over the years. They experienced how COP helped all parties
involved to understand and make connections with an issue, and to get to know people better.
A typical situation downtown involved getting to know people who have long-term effects of
alcoholism, and who drink in public during the day. They found that by getting to know people
who spend a lot of time in public spaces downtown resulted in more compliance when violating
ordinances, as well as being resources for other issues. They acknowledged that this level of
understanding helps reduce discrimination.
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The cadets felt that their experiences gave them a distinct advantage over the classroom
experience, specifically that they were able to network within the police department, where
every officer is a community policing officer. They also appreciated making connections with
business owners and being able to educate them about their work.

Positive Experiences

Overall, the cadets felt that the work experience was really good regardless of what career they
were interested in for the future, as the communication skills they developed were highly
transferable. They felt that it provided a valuable, “one-of-a-kind” experience that you “can’t
pay for.”

The connections that the cadets made within the police department were “wonderful,” as well
as the other connections they made in the community as a result of their daily work, such as
with other City of Portland departments. They felt having opportunities to ride-along with
officers provided good experience and helped develop these communication skills. It also
provided an opportunity to observe officers, as well as practice communicating with the public
while being observed by officers. They were particularly appreciative of officers who were
willing to take time out of their day to mentor the cadets. They expressed envy toward the
interns who have the opportunity for more ride-along experiences with officers during the
winter months.

The cadets appreciated the education they received from the job and felt that they learned a
lot from a variety of sources, including formal trainings, the community they served, and the
City of Portland. There was a mention of the positive and healthy influence of Portland
Downtown’s programming, from coordinating with tobacco-prevention professionals, to
providing the cadets with water and sunglasses on hot summer days.

Negative Experiences

The cadets noted that walking in the heat or rain could be unpleasant, although these
circumstances were rare because summer months are typically pleasant in Portland, Maine,
with temperatures in the mid- to high-70s. They acknowledged that it was hard to think of
things that they didn’t like about the work. Some negatives were just part of the job, like being
called names, or being mistaken for parking control officers. They sometimes experienced
disrespect from police officers, and one cadet mentioned that her older brother worked for the
department, so their family dynamic influenced their working relationship.

One topic that came up as less than optimal was the shifts that the cadets worked. Working a

10am to 6pm shift in the middle of the day made it difficult for them to work an additional
summer job, either early in the morning or later in the evening.
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Opportunities for Improvement

As noted in the training and management observations, the cadets felt that the only
opportunity for improvement would be to include more training, specifically in the area of
social service needs exhibited by the people they encounter and serve.

There are ten parks and public squares in downtown where many people spend a significant
amount of time. The cadets noted that they sometimes had questions about park rules and
regulations that might have been helpful in enforcing ordinances.

ACCCOMPLISHMENTS ON 2018 RECOMMENDATIONS

The 2019 cadet program season was a successful community policing training opportunity,
while providing for additional downtown safety service for the partners. It was recommended
to continue to research funding opportunities to support an increase in the cadet presence
downtown, and Portland Downtown’s program director submitted two grant applications to
community foundations within financial institutions. Both grant applications were regarded
highly by the foundations, however, both received exorbitantly more requests for funding than
either were able to support. Portland Downtown’s IRC designation as a 501(c)4 excludes the
organization from applying for many nonprofit funding opportunities that are often only
available to eligible 501(c)3 organizations.

It was recommended to support the cadet program employment pipeline by engaging young
people interested in a career in law enforcement by introducing the opportunity at local
secondary schools, colleges, and universities. Portland Downtown’s program director
mentored youth through two job shadow opportunities with youth from Portland Public
Schools, as well as through engagement with a group of young adults interning with the City of
Portland through Gateway to Opportunity (G20). G20 is a program designed to address
employers’ struggle to find workers and, at the same time, connect youth with skill-building
employment experiences.

The cadet program rises to the surface during these engagements as a key component of safety
provision in downtown, as well as being a reliable source of data pertaining to ordinance
violation issues. For the school experiential opportunities, local college students who had
worked as cadets in the summer volunteered their time to talk with youth about the program
during job shadows, and employed summer cadets met with the City’s interns in the field to
describe what the work is like on a daily basis. In follow-up letters from middle school students,
all remarked positively about the cadet program and the field of community policing, and
nearly all mentioned the cadets by name.

Supporting policies that reduce public smoking and smoking-related litter was recommended,
specifically that Portland Downtown continue to collaborate with the Tobacco Prevention

Program (TPP) and partners in public health on messaging, and to support smoking

9|Page



prohibitions at large community events. Portland Downtown furthered its collaboration with
the TPP with a grant-funded initiative that supported messaging around the smoking
prohibition in public places downtown. The program received tobacco settlement funds to
produce signs for public parks that would be easy to install, and would clearly depict the
prohibition with the addition of simple, bold graphics. (Figure 3) Signage includes H-frame
plastic signs that were installed in the gardens in eight of the ten public parks in downtown
where smoking has been problematic; banners that were wrapped around trashcans as a
reminder to responsibly discard of cigarette and e-cigarette waste; and window signage that
was distributed to downtown businesses that are frustrated by smoking in front of their
doorways.

Figure 3

FOR THE HEALTH AND SAFETY OF ALL

THISIS A

SMOKE AND TOBAGCO-FREE AREA

PREVENTION
SERVICES

The initiative was introduced to the City Manager, as well as to the downtown’s district City
Councilor, and both were asked to provide feedback from the community should they receive
comments. No feedback was shared from the City, but requests for signage were received from
the management company of a large property holder downtown; the destination marketing
organization that partners with Portland Downtown on visitation outreach; and a nonprofit
educational organization adjacent to downtown. Portland Downtown fulfilled the request,
supporting these additional efforts to reduce exposure to second-hand smoke on public and
private property.
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The cadets felt that the signs made it easier to enforce smoking prohibitions since they could
simply point to the signs when referencing the ordinance violation. The grant funding for the
initiative including providing training to the cadets on smoking cessation best-practices, and the
partners extended the training opportunity to members of a non-profit park organization in
downtown that struggled with smoking violations during event programming.

It was recommended to add a training component specific to mental health, substance use,
and homelessness in partnership with Portland Downtown’s new POW Program that would
improve the cadets’ ability to respond to these issues in the community. The POW program was
a new outreach program in partnership with a social service provider in the community, and got
off to a solid start as of July 1, 2018; however, the lead outreach provider passed away just
prior to the start of the 2019 cadet program season, and the partners were still managing
program transitions during the cadet training period, and did not have the capacity to lead a
training of this nature.

RECOMMENDATIONS

With all of the past season’s cadets moving on to either higher education or furthering their
community policing career, the 2020 season cadet staff will likely be new to the organizational
partnership. It will be imperative to engage a broad range of applicants to assure a successful
program year; therefore it is recommended that the partners reach out to local colleges and
universities to notify of the program, and perhaps request the opportunity to present to
criminal justice classes.

Acknowledging that they are in the role to learn at a deeper level than in the classroom, the
cadets continually expressed the desire for more training. The cadets indicated that training
specific to municipal ordinances, park rules, and mental health and substance use disorders
would make them perform better on the job; therefore it is recommended that Portland
Downtown’s program director and park program organizers spend time with the cadets in
downtown parks and public spaces early in the season to familiarize them with the locations
and some common safety issues.

As communities continue to build their understanding of mental health and substance use
solutions, training opportunities among many partners are currently developing. Social service
organizations that partner with Portland Downtown and PPD are intimately involved in these
new solutions; therefore, it is recommended to introduce HOME Team and POW Program staff
to the cadets early in the season, and provide training specific to mental health, substance
use, and homelessness.
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