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7UL-12-1996 13:15 TO:D BURKE FROM: JONES, R. E.

"omCEK^NA^SSAKoGET
Washington, D.C. 20603-0001

7/12/96
LEGISLATIVE REFERRAL MEMORANDUM

P. 1/5
LRMNO:5004 ~

FILE NO: 1267

Total Page(8)

TO: Legislative Liaison Officer - See Distribution below. 

from: James JUKES

0MB contact: '-6

jones_re@a1 .eop.gov

SUBJECT; TREASURY (Customs) Proposed Testimony on Interdiction of Rohypnol.

DEADLINE: 11:00 AM Monday, July 15,1996
In accordance with 0MB Circular A-19, 0MB requests the views of your agency on the above subject before 

“advising^ Its relationship to the program of the President.

COMMENTS; If we do not hear from you by the stated deadline, we will assume you have no 
to the proposed testimony. i-otiv Ve

^'^AGEN^K^ - Sondra S Wallace - 2026907760

61-JUSTICE-Andrew Fois-2025142141
89-Office of National Drug Control Policy - John Carnevale - 2023956736

EOP: Elena Kagan 
Dennis Bruke 
Chris Jennings 
Alice Shuffieid 
Lisa Kountoupes 
Peter Jacoby 
Steve Altken 
Jim Murr 
Jim Boden 
Mike Crowley 
Jim Esquea
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RESPONSE TO 
LEGISLATIVE REFERRAL 

MEMORANDUM

LRM NO: 

FILE NO;

5004

1267

If your response to this request for views is short (e.g ., concur/no comment), we prefer that you respond by e-mail or 
by faxing us this response sheet. r 7 k /
If the response is short and you prefer to call, please cal! the branch-wide line shown below (NOT the analyst's line) 
to leave a message with a legislative assistant.
You may also respond by:

1) calling the analyst/attorney's direct line (you will be connected to voice mail if the analyst does not answer); or
2) sending us a memo or letter

Please include the LRM number shown above, and the subject shown below.

TO: Ronald JONES 395-3386
Office of Management and Budget 
Fax Number; 395-3109
Branch-Wide Line (to reach legislative assistant): 395-3464

FROM: (Date)

(Name)

(Agency)

(Telephone)

SUBJECT: TREASURY (Customs) Proposed Testimony on Interdiction of Rohypnol.

The following is the response of our agency to your request for views on the above-captioned subject: 

 Concur 

 No Objection

 No Comment ,

 See proposed edits on pages 

 Other; ______

 fax RETURN of__________pages, attached to this response sheet
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Statenunt at Maria Hemra
U.S. Customs Service

Before the
Committee on Foreign Relations

Suibcamniittee on Watam HemUphere and Peace Corps Affaire

July Id, 1996

Good momlng, Mr. Chairmen and Members of the Committee.

It la my pleasure to appear before you today to discuss the eunent aituation regarding the
interdiction of the drug eommonly called Rohypnol, This drug la a relative newcomer on the
drug usage scene. The threat it poses for our nation's young people cannot bo
underestimated. That threat led Treasury Secretary Rubin and Customs Commissioner Welle
to declare on March 5,1996, an absolute halt to the importation of Rohypnol. Since March
5, Customs inspoetors at our borden have been vigorously enforcing the ban on Rohypnol.
We are excited to tell you about our cfTorts to keep this drug out of our country.

The U.S- Customs Service is many things to many people because of its divcroo
lesponslbUlties. The Custom's mission it to ensure that all goods and persons entering and
exiting the ever three hundred United States ports of entry, do* so in accordance with all
United States laws and regulations. The U.S. Customs Service serves as the nation’s "border
guard" for ^proxlmately 40 other Federal agencies against the impuitaUon of artldos which
are prohibited. Impoxutbn of some of these aitieles - Rohypnol being a prime example
poses a threat to public health and safety.

The Customs Service is the nation’s primary vehicle for keying illegal drugs from entering
our country. We enforce Federal laws and regulatlonii, inoluding those of the DBA and
FDA, at of entry of the United States. For DEA. the Customs Service enforces the
regulations governing the Importation and exportation of controlled substances into and out of
the United States. For FDA, the Customs Service prevents mislabeled, adulterated and
prohibited drugs, which do not meet PDA approval, from being imported into the United
States.

The efforts and capabilities of the Customs Service can also be seen in the numerous seizures
of various types of noiwnarcotic pKarmseauticols governed by PDA and DEA laws and 
regulations. Reasons for these seizures range from lack of l^A approval of a drug, to
misbranding or laboling e product, to or unsubstantiated modiool claims. *rhea«
discoveries and seizures encompass various types of medications, from exotic remedies to
Rohypnol-

The philosophy underlying all U.S. Customs operations is that good law enforcement is
based on intelUgenea, not luck; it should use all of its resources in combination, not
Individually; and should recognize problem areas and move quickly to correct these
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. One example of this was reflected in our approach to dealing with the drug

Kohypnol, the brand name for the generic chemical name flunitraiepam. ii also known as 
"rooflet*, the *forBCt pill', and, more ominously, the "Date.Rapo Drug," It usually conies 
in white, 2-milligram tableu in packaging similar to that of cold medicine (Bubble packs). It 
is a oadativa that ii approxlijuwely 10 times more potent than Valium, Used legally In as 
many as €0 countries to battle insomnia, Rohypndl is marketed and manufactured in Mexico, 
South America, Europe and Asia by the Swiss-based company Hoffman-LaRoche.

Rohypnol is commonly used as a seeondary drug to alcohol and maryuana, Cocaine addicu 
use Rehypnol to case the descent from c ooaelne high and by heroin users to tdievo 
withdrawal end enhance the depressant effects of heroin. Rohypnol creates a dnmk, sleepy 
fooling that pcalts after two hours and lasts about eight. It is odorless and tastdoM. Many 
sute agencies have reported cases In which women had been given the pill, some 
unknowingly, and then had been raped. Because of its potency, Rohypnol can cause lethal 
oveardoKa. especially if mbced with alcohol and/or other drugs.

Cutrently, Kohypnol is a Schedule IV Controlled Substance neither manufaciuied nor 
approved for use in the United States. The Food and Drug Administration believes that 
Rohypnol meets no legitimate therapeutic need in the U.S. not already me! by legal and 
approved drug*.

Rohypnol tends to bo found on individuals or in their personsd possessions In quantities of 20 
to 200 tablets. These are called 'pwaonal use" amounts. National sdrure stadsdoi 
indicated that the dwg abuse involving Rohypnol appeared to be greatest in Florida and 
Texas. Large numbers of tablets were discovered and seized at the Miami Airport and mail 
branch coming from Columbia. Due to its extremely low cost and ease of availability In 
Mexico, Rohypnol almost overtook marijuana as the leading substanoe of abuse in many high 
schools along the Southwest Border. The use of the drug was shown to be also gpreadine 
Into otter states.

Customs recognized this os a problem for FDA , DEA and the Customs Service. Wc 
eitablished a working group which included participants ftom all three agencies and took 
Steps to initiate action to stop the importation of the drug Into the United States.

On Mareh 5, 1W6 , on behalf of the FDA. Treaxuiy Secretary Robert Rubin and U.S. 
Customs Service Commissioner George Weise announced that importation of Rohypnol into 
th» United States will be halted.

Under DBA nsgulaUons, 21 CFR 1311.27. any Individual who is in poucaaian of a 
controlled substance listed in Schedules n through V which has been lawfully obtained in a 
foreign country for personal medical use may bring the drug into the United States, provided 
that the importation is not otherwise prohibited under other Federal laws. Th* March 5 
action, in effect, made Rohypnol •otherwise prohibited."



- JUL-12-1996 13:15 TO:D BURKE FROM:JONES, HE. P. 5/5

Since that prohibition we have increased the number of seizures. We began receiving
cooperation from Mexican doctors and pharmacies when they were made await of the
prohibition on Rohypnol. Most have been advising U.S. residents who come into Mexico to
purchase Rohypnol, that it is a prohibited entry item. We have been advised that many
Mexlean pharmacies will not sell Rohypnol to U.S. residents.

FY 199S seizures of Rohypnol occurred only when the drug was undeclared and then
discovtied during a seoondaiy examination or concealed in mail ahlpments. In FY 1995,
22,779 undeclared teblau were sdied at 10 separate Southwest Border pons of entry. Also
in FY 1995, 99,890 undeclared or mail shipment tablets were seized in Miami.

The total seizure of Rohypnol during FY 1995 was 122,669 tablets at 11 principle locations.
Of significant note. Laredo alone had 18,652 of the 22,779 tablets on the Southwest Border.

Although we were still operating without the prohibition on Rohypnol in January
Febiuaiy of this calendar year, seizures of Rohypnol through June 5, 1996 are al

and
1996 are already at

103,672 tablets. The 11 principal ports reporting activity continue to lead in seizures.
However, personal use quantities of 90 tablets or less have been seized in Blaine,
Washington; Cincinnati, Ohio; Duties International Airport and other locations around the
country.

In June of this year, the FDA and Customs Seivloe identified the threat of several other
”Rohypnol type* prescription drugs of abuse and moved ahead to place the same prohibition
on those substances. We are working with FDA and DBA on this issue.

At Customs, there is no higher priority than drug interdiction. I would like to express my
thanks to this committee for the opportunity to explain U.S. Customs policy regaiding the
interdiction of Rohypnol. We are all familiar with the tragedies and costs of drug usage in
our country. Drug ^terdlction is a critical component in our efforts to address this very
serious, very complicated problem.

Wherever the threat arises, whenever the need is seen, the U.S. Customs Service will
continue to work hwd-in*hand with any Federal agency to ensure that all goods and persons
entering and exiting the United States do so in oompliance with all United States laws and
regulations.

This ooncludes my statement and 1 will be glad to take any questions you have at this time.



VIEWPOINT

How Bill Bratton 

made a difference
AST WEEK, Crain’s new york business wrote

W about William Bratton’s plans to sell his expertise
I to police forces around the world.They would be
I getting a bargain. Earlier this month, the Police
I Foundation of New York City invited a group of
I J civic leaders, including a Crain r editor, to spend 

a day in a precinct. It is in the field, in this case the 
47th Precinct in the north Bronx, that Bill Bratton’s contribution 
becomes so obvious.

The numbers are becoming well known. If the city can reduce 
the crime rate by a targeted 10% this year, 50% fewer crimes will 
be committed in New York this year than five years ago. The 
decline is virtually the same for burglaries against business as it 
is for murders, and is distributed almost equally across the city.

The debate over the causes goes over equally well-trodden 
ground. Some like to wish away the city’s accomplishment by 
claiming that the drop results from demographic shifts and an 
easing of drug use that mirrors changes across the country. Oth­
ers say that the sharp increase in the police force is the key ingre­
dient, a way of sharing the credit with former Mayor David 
Dinkins. Rudy Giuliani’s partisans want to make sure he gets the 
recognition for making public safety the overriding objective.

Allot those factors play a role.But what Mr.Bratton did was 
give his expanded department a single-minded focus that busi­
ness people can understand. On the wall behind the commander 
of the 47th Precinct are three maps, which track robberies, bur­
glaries and grand auto theft in the current month and the previ­
ous month. Every day, the precinct commander checks the crime 
reports. Arc they up or down? And if they’re up, what is he going 
to do about it? Few companies are so dedicated in their focus on 
the bottom line.

Once a month, each precinct commander is summoned to 
One Police Plaza for a grilling on the numbers. If they are up, 
commanders had better have a plan to bring them down. Bur­
glaries are up in the 47th, for example, so the precinct comman­
der has started vertical patrols.

Many businass peopio can empathize with this precinct 
commander. He took over in January after an excellent year with 
a sharp drop in crime. His bosses want another 10% reduction, 
and so far, he’s brought crime down only 5%, To make maners 
worse, civilian complaints filed against his officers arc up. It will 
be tough to meet his goal, and it’s pretty clear his fast-rising career 
depends on it.

His men understand the changes, too. “There’s a lot more work 
since Bratton came on board,” a veteran patrolman says.

It’s possible, of course, that this system could become an end 
in itself. Commanders may become too wrapped up in simply 
having a good story for the bosses downtown, especially as it gets 
harder and harder to push crime rates down further. New prior­
ities and ideas will inevitably emerge, diffusing the focus.

In the end, it’s clear that Rudy Giuliani gave New York a com­
mitment to tough law enforcement. But it was Bill Bratton who 
figured out how to make the New York City police the most 
effective around.

of Cnti^Ne^ork Businest staff membenr>»

LETTERS TO THE EDITOR

ersey jobs cause cable overloac
News overliill may make 
networks pull back

In regard to the May 13 story in 
Crain's Neiu York Business called 
“New Jersey grabs 1,000 new cable 
jobs from ABC, NBC,” the last 
laugh may be on Gov. Christine 
Todd Whitman after all. If viewer 
interest in news continues to drop, as 
a recent poll reported, the ABC and 
NBC all-news channels will fold up 
their cameras and retreat back to 
New York.

So you flip vour remote to Chan- 
ncls 2,4,5,7,9,11 and CNN Head- 
line News and add on all-news pro­
grams from ABC, CBS, Fox and 
NBC, and you sec the same lawyer 
talking about the same murder on at 
least 10 channels.

No wonder viewers opt for any­
thing but news. 

WILLIAM HENDRICKSON 
Chairman 

Hendrickson Co. Manhattan

Stadium plan must allot 
plenty of paiWng

Mayor Rudy Giuliani’s proposal 
to relocate Yankee Stadium on the 
West Side of Manhattan has nor 
addressed the need to provide a large 
parking facility as part of the plan 
(“Business lays off the pitch: balks at 
stadium’s political, financial cost," 
April 15).

The proposed site, the West Side 
Rail Terminal, is of sufficient lot 
coverage that three levels of park­

ing—forming a base upon which the 
new stadium could rest—could 
provide parking for more than 
20,000 cars.

Direct access to this parking 
facility from the West Side Highway 
and the Lincoln Tunnel would be 
offered by a scries of dedicated 
vehicular ramps. TTiese would miti­
gate the impact on local streets of the 
traffic generated by such a singular­
ly large garage.

The revenues produced by this 
facility—one that would provide 
commuter and Javits Convention 
Center parking when no games arc 
scheduled—will make the numberswork.

FREDERICK A. LEE Architect 
Manhattan
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TEW YORK WILL BE sleeping a lot easier tonight, know- 
I ^ tng there’s one less predator on the streets. With the con-

’I fcssion yesterday of John Royster, the town’s latest terror 
spree appears to be over. For his victims and their families, the 
anguish continues — but there must be some consolation even 
to them that a suspect is in custody.

The ferocious brutalization of the Central Park victim last 
week — in daylight in a busy area of the park — shook New York 
to Its nervous core. Then came the assault Friday on a Yonkers 
woman on a pedestrian bridge over the Thruway; she had been 
beaten so savagely that the teenagers who found her at first 
didn’t recognize her inert form as that of a human being. Tues­
day’s dawn brought the horrific bludgeoning death of gentle 
Evalin Alvarez in the doorway of her Park Ave. dry cleaners. 
And it brought the question, "What the hell is happening here?” 

Three random acts of violence, seemingly unconnected, had 
stunned the city. Imagine if people had known there was a 
fourth? But poiice said John Royster knew. And that’s one of the 
reasons they’re confident they’ve got their man.

Apparently, it was good, old-fashioned, laborious detective 
work that led them to Royster. The guy had no rap sheet to speak. 
of — which must make him unique among N.Y.C. thugs. But he 
had one arrest, for fare-beating. He was fingerprinted then. 
Cops found a print at the Park Ave. murder scene. They hunted 
through their records for a match — and guess what?

Somebody please call former Police Commissioner William 
Bratton and thank him.

This case is a textbook example of why his quality-of-life- 
crimes crackdown was vital. In the not-so-distant past, fare­
beaters were just been given desk appearance tickets and sent 
blithely on their way — until their next crime,

Bratton changed all that. Ifhe had not ordered the new proce- .- 
dure, there would have been no Royster prints to check. And 
chances are there would have been other victims.

We may never know what demons inhabit the psyche of a per­
son like this. A lot of us don’t care. Leave that to the shrinks. 
Leave New York to recover from his demonic handiwork.

Now the criminal Justice system must move forward —quickly 
and thoroughly. And if the charges stick, the punishment must 
be as final as Evalin Alvarez’ last breath.

Quack attack
Question: What do you think happens to medical hucksters 

who have neither a license nor a degree? Answer; Not a damn 
thing. Which is why so many fake doctors prey on the helpless.

But thanks to the Daily News’ series on quacks in Chinatown, 
outrage finally has reached Albany. Fines are being levied. And 
the Legislature is considering a bill that will criminalize blatant 
quackery. It shouldn’t delay.

Unlicensed physicians have offered surgery, dispensed drugs 
ordered X-rays and peddled outlawed potions with impunity. 
Until last week. Seventeen “doctors" were slapped with heavy 
fines by the city’s Consumer Affairs Department for committing 
a “deceptive trade practice.”

That’s putting it mildly. Patients went to these “doctors” for 
relief and came away maimed. Or worse yet, butchered. Six of 
the 17 cases were uncovered by The News’ Molly Gordy. Like 
Ping Lu, an abortion “doctor” who worked with the Butcher of 
Canal St., Dr. Eugene Schwalben. She boasted to a News re­
searcher posing as a patient, “1 do these operations all the 
time.” It was in those offices that a desperate patient was leR in 
a pool of her own blood aRer a botched abortion.

Aiwah Qi, the “Liver Lady,” is not a doctor, but she plays one 
in her TV infomercial. Her mug adorned every $160 bottle of the 
junk she hawked as a cure for hepatitis and liver cancer. It was 
actually aspirin.

Legislation introduced by State Sen. Roy Goodman (R-Man- 
hatlan) would help put other charlatans out of business — and 
behind bars. For the first time, practicing medicine without a 
license would be a criminal offense earning the guilty a mini­
mum of a year in jail and stiff fines.

Passing the bill is a no-brainer. It could mean the difference 
between iife and death.

ToU & trouble
From Paris comes word that John Travolta stormed off the set 

of his new movie, “The Double,” alter a dispute, Astudio source 
was puzzled. “We’re all flummoxed .... He’d started rehears­
ing. One of the doubles he has to play speaks perfect French, so 
he had dialogue coaching. And he also has to blow bubbles, so 
he had a bubble coach. It was all going ahead.”

Wait a minute. A bubble coach?
Please, John, reconsider. This film must be finished. If only 

for the sake ofthe credits. ----------
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VOICE OF THE ’PEOPLE^
Making Hitler’s day

Bronx; While reading the June 6 edition ofthe 
Daily News, I noticed that the only place the D- 
Day invasion was mentioned was in the “Pea­
nuts” comic. However, on page 4 there was a story 
about the actress Pamela Anderson Lee having a 
baby. All those lost brave men were relegated to 
the funnies. At least Snoopy remembered their 

: n Anthony Johns
and money. It’s also handy forget­
ting to interviews." TA manage­
ment is the last place I would go 
for advice on managing a compa­
ny’s money. Us idea of budget bal- 
ancing is to ask for government 
aid and then raise the fare. Fur­
thermore, the top transit manag­
ers lake limos to work. They 
should practice what they 
preach. Mark Newman

Storm over port
Manhattan: I want to commend 
The News for its timely editorial 
on the Port Authority (May 26). 
For many years I felt that N.Y:C. 
was being cheated by the inepti­
tude and mismanagement of the 
idiots running the PA. We should 
demand the disposal of the un­
productive assets by dividing the 
proceeds between the two states 
and reducing the function ofthe 
PA to managing just the connect­
ing bridges and tunnels and the 
PATH tra i ns. C. Edwards

Abortion, yes; sex, no?
Brooklyn: Your "16 will get you 
20" editorial is flawed because it 
sidesteps one very important is­
sue: parental consent laws for 
abortions. In New York, teenage 
girls can get an abortion without 
parental permission. It would 
stand to reason, therefore, that if

sacrifice.
• War isn’t fiinny

Brooklyn: It’s a sad commentary 
when the only mention of D-Day 
appears in “Peanuts.”

R. Kennelty
For valor and victory
Brooklyn: "V” to Schulz and 
Snoopy. At least someone remem­
bered: Marvin Karat

Grand Old Flag
Brooklyn: Today, June 14, we ob­
serve Flag Day, which commemo­
rates the adoption ofthe U.S. flag 
in 1777. Flying the flag is a patri­
otic way to thank all those Ameri­
can veterans who fought to de­
fend it. \coI Losinno

Cold copy
Waretown, N.J.: To Hot Copy col­
umnist A.J. Benza: Listen up! 
Women weren't jmt here to be 
your personal “playmate of the 
month.’’ We’re as good as you ai'c; 
in some cases, much better. How 
dare you be offended because a 
model gels pregnant withoutyour 
permission. Get a grip, boy o!

J. Stella Bock

Blasting haters
Brooklyn: Voiccr Maj. Joseph G. 
Stano (USAF, ret.) doesn’t like 
Abraham Foxman of the Anti- 
Defamation League censuring 
Louis Farrakhan and Marge 
SchotL That’s Stano’s right. How­
ever, to think that the First 
Amendment is there to protect 
racists from condemnation is just 
as idiotic as the garbage these 
morons spew. Kichard Sandler

Going your way?
Long Beach, L.I.: While riding the 
subway, I have been reading 
those annoying, stupid advertise- 
menU the Transit Authority has 
been wasting our money on. 
There is one in particular I find 
to be hypocritical. It says, “Tak­
ing Ihe subway during business - 
hours saves your company time

you are legally old enough to 
make adult decisions regarding 
abortions, you are legally old 
enough to make adult decisions 
regarding sex. Will such disturb­
ing details make The News sup­
port parental consent for abor­
tions for teenagers? Probably not, 
which is why your editorial is 
nothing more than an exercise in 
hypocrisy. Bonnie Chemin Rogoff

Hat trickster
RegoPark: Mayor Giuliani is nev­
er satisfied. He wears the police 
hat, the prosecutor’s hat and now 
the judge’s haL And Gov. Parrot is 
not much better. I hope the next 
hat they both wear has an “ex ’ in 
front. C. Monte

Scholarship material?
Manhattan: Richie Parker can 
sexually abuse a woman and still 
get offered a scholarship to LIU. 
Meanwhile, those of us who have 
harmed no one still struggle to 
pay for school just because we 
are not basketball players. One 
coach said people should let Ri­
chie get on with his life. Fine, and 
let him pay for LIU himself

Old Houser & Joy Novick

Some new leaves
Brooklyn; Richie Parker, Darryl 
Strawberry, Dwight Gooden: 
Three young men with great ath­
letic potential, who have made 
criminal errors in their lives, 
seek redemption and a second 
chance. Yet the public-at-large 
wants them to pay penance for an 
eternity. Whatever happened to 
allowing a person to make up for 
transgressions? We all make mis­
takes, and we all have the capaci­
ty to change.I say give these three 
men a chance.

Roxanne Blanford

Hear this
Astoria: In May, the nation observed National Hearing Aware­
ness Week. In response to this, my hearing friends and I went to 
South Street Seaport, where the deaf congregate annually. Ea­
ger to use our freshly learned American Sign Language, we at­
tempted conversations. And what did we get for our efforts? The 
first thing they asked was, “Are you deaf?” If you signed back 
negative, they were out of there as if we had the Ebola virus.

Reports about the deaf oRen mention how marginalized and 
isolated they feel. If this is true, it’s not because the hearing 
community didn’t try. Just look at the packed classrooms where 
hearing people are struggling to learn sign language.

To the deaf and hearing impaired, I say it’s time to quit turn­
ing a deaf ear to those who go out of their way to help and be­
friend you. Deody Lantoria
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Yoi^ters, the NYPD’a approach 

to be working. Since early 
i991< when newly installed Police ' 
Cocjpiiasioner WUliam J. Bratton 
bortowed from the wartime words 
of Winston Churchill and vowed to 
"U»e the city back, block by block 
and; neighborhood by nelghbor-
hoojl,” crime in New York has 
plummeted to the lowest levels In 
» years. Once-empty streets now 
bustle with officers, their presence 

; welcomed by business leader's, 
thoggh a rise in citizen complaints 

brutality and racism have

• Murders are down 39.7%f -•
• Robberies are down SO.Ti.'*
•Burglaries are down 2t%.
•Aggravated assaults are down12.9%.
• Shootings are down 39.6%.
Oterall. New York crime

dropped 11 % in Bratton's first year 
and is on track to fall another 16% 
this year. Even at a Ume when 
crlifle has dropped nationally, 
those sutistics are far ahead of the 
national average and of every 
other major city in the United 
‘ites. In fact, they are nothing 

in sUggering.
lething is happening in New 
says Bratton. 47, a former 
police chief and onetime 

uate to head the LAPO, whose 
pc^t is part Boston but whose stiff 
pa^ and lean, sharp-eyed looks

•iNft everyone, however, is a
on^rt.

Vc|demicsvs.NYPD
^ .■ ----------------'nr X cademic crime ezperts—and 
r/^ m»ny police chiefs-for 
li X decades have argued that 

have litUe to do with crime 
is. Instead, they attribute 
[s in illegal activity to social 
1: age shifts In the populaUon, 

jaUng economic fortunes, ml- 
ajns in and out of clUes and 

..laifting drug habits, 
r "increases usually are not the 
IP i||5man's fault." said Marcus
»clSn a disUngulshed crime ex-

irQvho has worked at USC and 
Rutfers University. "And de-
fre»s are not his credit" 
j. \Wting on the subject in 1994,
Dav® H. Bayley, arguably the fore-
(nosjfcholar in the field, statedi'The
ipIiM do not prevent crime.
gq>«ts know it, the police know iti
Out me DUblic Hnea nnl Vu v..

Pi
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AmericaVLai^^^^

police force. 
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agrees, we are well on the way to dismanili
community policing In New York,” said Kelly ''
a sea change in the way policing Is done ”
conMent^ '“«ership Is nothing If !

"I honestly believe that (New York’s strate
Mn wor^K anywhere in the world,” said NY
Deputy commissioner for Operations Jack Mapl.
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pYPD: Citizen Complaints on the Rise
SX'TrarPo, -----1
Mjchael Harris, a spokesman for
New York City's CoaUUon for the
Upmeless. "Ever since Bratton and
gtuliani started, we’ve seen har­
assment,police abuse, all of that."
y^arris cited the recent case of
raomas Dross, a homeless man
sleeping at the Port Authority
when the police tried to move him
iilpng. According to Harris, the
man was beaten, thrown down a
Wht of suirs and hurled through
aplate-glass window. The coalition
h^S arranged for a lawyer to repre­
tent Dross In a civil rights com- 
jtoot against the officers, but Har­
ris said that incident was Just one of
many troubling ones.
■ Cjting the man’s pending case
Waltist the department, police de­
cline to comment But Harris said
||)e word is out among the city’s
underclass.
p ’’Homeless people in New York,”
ftC said, ’’are scared to death of the
fipllce.”
; While crime has been on the run
It) -New York, complainu against
officers have jumped startlingly. In _______
the first six months of 1995, overall

NVPO ^
mg to figures accumulated by the suspected cracK dealer In Manhattan,
city’s Civilian Complaint Review file. Under Bratton’s leadershm . .

(orce, abuse of authority, discour- .that swaaeered n.^ who calls Bratton "equal
A NYPD officer rMenUylem^ihJi '“’f P®**“ “mmlssloners

‘'“•“f-foroe allege- a visitor he was talking towas from tf>»t the*" Angeles, he laughK sh^k SJ! cw P™"®
his head. much for the commissioner and

"If p.J. had kUled her in New b™«P®T‘‘® '“I? '®®''®’
York,’ said the officer, "he’d be ® suggestions of
■'oingtojall.” PuUtlcal discord, effusively credit-

Crimlnologists may scoff. ’They ">eyor with bringing the
ay say that the solutions being !“*“*“• will to fighting crime,
isted at the NYPD are at best , °n the streeu, meanwhile, i 
mporary. that lone-term New Yorkers, a nntnH/»..i„ i
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theirs.
- More than three-quarters of all
complainants were black or Latino. may 
.: Bratton downplays the signifl- tested

E4SSSk sSSSES
their gripes with an organization pie are being shS^nN^w W South precinct
outside the PoUce Department In- Siese dayj they «y wuh "*• .a * ““‘® '’®“®f'"
creasing the size of the depart- lice are chanriLX^^SS' ^ ‘*'® neighborhood
ment, meanwhile, meant that there nals behave **"* ®'^'" ‘ ® "®® ®‘“h®nl «nd Bratton took
ue m^ officers on the street When every person arreated i. ®''®f-But crime remains an abiding
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i5'Simple Message
T.n the vast nutjority of cases,
‘I citizen complaints have been
;A ruled unfounded. But there
have been scandals, to which Brat­
ton has vigorously responded.
■^When the department’s 30th
Precinct in Manhattan was virtu- 
ally dismantled by a cotrupUon
piobe, Bratton confiscated the
badges of the officers Involved and
announced that they would never
M worn again. ’The badges have
been destroyed, symbols of their
disgrace to the organization.

finlH hla nAAaiMiaM,a

fear that they wlU face felony ,, ,

ssrarffisyan JiiNotsad’
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no shooting, no victim,’ no homi-
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Two Uiousand fewer people will
Ite shot In New York City than In
the year before Bratton and Giuli­
ani took over. That’s more than
toree shootings a day that won’t
hapiten in 1995. And that’s the
proof Maple needs.

^ w enough Umes,” says
Maple, leaning back in his chair
i^th evident satisfaction, "and
crime comes down,"

^ lAviu mucy s m Man-hatUn. "It’s better, sure," he said. 
"People used to get robbed right
here. Not anymore.”

And then there Is Maria Varga,
who works at the Big Apple Sign
^rp.. Just down the street from
Greenspan Hardware.

She hears the reports of crime
dropping, but she finds them hard
to reconcile with stories about
double and triple homicides, crimes
of extraordinary bruUlity. She has 
lived In New York all her life, and
crime rateA rfnn't mAan aa

“ Ht®”. ®^">e ®on>*B down "--------- “ extraordinary bruUlity. She has
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loprotXoa"’ ■’^®"®"°‘«“'"« N®YVork political observers. fa/er but I don’t see it," Varga said;
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New Strategies for Combating Crime in New York City

William J. Bratton*

Good evening. Thank You. It is a real pleasure to be here

with you this evening to talk about something that I spend a lot

of time thinking about, how to make the City of New York a safer

place. This evening's presentation, I hope, will be informative.

Before talking about why crime is down in New York City,

and the national debate that is currently underway as to why it

is down in New York and many other areas around the country, I

think it is important to take a walk back through time to

understand how we got to this point in time. A city that was
once frequently cited as being the crime capital of the world^

now has a singular honor and status as the nation's leading

entity in the decline of crime.^ This is a very significant

turn-around in a two to three year period of time.

I have been in policing now for about twenty-five years.

‘insert biographical DATA.

^ Howard Kurtz, Scribe Bids New York Trash Farewell. Wash.
Post, at W12 ("Washington may have higher per-capita murder rate,
but New York is, hands-down, the weird-crime capital of the
world.’’); Robert Friedman, Living in Fear; 1 of 2 is a Victim q£
Crime; City T.osina the War on all Fronts. Newsday, Aug. 13, 1989,
at 5 (“The perception of New York as the crime capital of the world
is hardly new.’’); Ellis Henican, city Takes Beating over AttacJ^,
Newsday, Apr. 26, 1989, at 25 (“For as long as anyone can remember.
New York City has been known as a crime capital . . . .) .

^ Eric Pooley, one Good Apple. Time, Jan. 15, 1996, at 54;
Take Regional Approach to Solve City's Problems. Times-Picayune,
Jan. 17, 1996, at B6 (“New York City, leading the nation in
reducing crime, added 5,000 community police to its 32,000-person
police force.’’) .



Born and raised in Boston, I joined the Boston Police Department

in 1970. During that twenty-five year period of time, there has

been several very significant change in American policing. I

entered policing during the beginning of one phase and now, after

twenty-five years, I find myself in a leadership position as

another phase is taking hold. Of the two phases, I think the

current phase is going to be the more productive and the more

successful.

1970. America. The Vietnam War was still raging. Huge

demonstrations. We had just come through the race riots of the

sixties, the Civil Rights Movement, and we were at the beginning

of a more permissive society.'^ American policing was moving into

a new era—the professional policing era. We were going to take

advantage of emerging technology, for example, the 911 system,

computer-aided dispatch, and the increasing use of motorized

patrol. The era was, I think, best emphasized by the old Jack

Webb Dragnet Badge 714 series. The professional police officer—

just the facts; no personality; no personal touch, if you will.

Just the facts, man, just the facts. The era is best

characterized by the three Rs and three P's. I will be talking

about three Rs and three P's during the presentation. With my

Boston accent the "R" may sound a little funny to you, so I

apologize for that.

^qpp rfP.nerallv William J. Bennett, What's Wrong with America;.
Spiritual Declinp, Harms Nation. Greensboro News & Record, May 8,
1994, at FI.



(laughter)

The three Rs. What were they? What was the policing style

of the 1970s that was going to be the end-all of policing, the

professional era that was going to control crime and keep it

reduced after the turbulent sixties and early seventies? One was

the concept of rapid response. Those 911 calls, that allowed us

to take police off walking posts and into cars so they could

rapidly respond to the growing number of calls that 911 was

creating. The second concept was the idea of random patrol.

When not on calls these cars would be preventing and deterring

crime. Because of the random nature of the patrol, the police- 

driven cars could cover large areas. The third element was the

Jack Webb type of reactive investigation after the crime

occurred. The theme of that type of policing was largely

reactive. Think of it, reacting to 911 calls, random patrol,

riding around waiting for something to happen—hoping that you

are preventing things from happening—and the reactive

investigation.

What happened, however, was that type of policing was ill- 

prepared for the large volume of calls that was generated by

911. Most major American cities were overwhelmed as other city

services were declining and police became the catch-all. Dial

911 and, like the fire department, we were the two that would

always come. We were overwhelmed by it. So there was less and



less time for man to patrol, more and more time chasing all those

incidents, less and less time to solve the problems that were

causing all those incidents. With more and more calls and more

and more crime being generated during the Seventies and Eighties,

there was less time to investigate, less clearance, and less

solving of crime. So, when we entered the turbulent 1980s,

American police forces were very ill-prepared to deal with what

began to occur. There were drugs, particularly cocaine, and then

the emergence of crack-cocaine around 1984-85.And with crack- 

cocaine came guns, increasingly more powerful weapons, the nine

millimeter semi-automatic, with fifteen, seventeen rounds instead

of the old zip gun or the old thirty-eight with five or six.^

Then there was the new element that scared the hell out of

everybody. That is the increasing involvement of youth in that

drug-related, gun-involved violence and the element of random

violence.® In what we once thought were safe areas of our cities

arose the random nature of crime. When New York experienced this

^See, e.g.. Philip Hagar, Drug Cases Now Dominate Caseloads o£
Urbanite Courts. L.A. Times, May 23, 1990, at 1 (“[In the five
years after 1983, adult felony arrests for non-marijuana drug
offenses rose . . . [to] a startling increase that closely
parallels the emergence of crack-cocaine . . .”) . gee also. Eric
Lichtblan & Gaylord Shaw, Problem in 4 6 States;—It's Not Just a
^Gity Drug'. Apr. 5, 1988, at 1 (“[In] late 1985, crack became a
big problem in New York City.”).

id. ([L]aw enforcement officers across the country have
detected a quantum leap in the arsenals of drug dealers. . .
.Israeli-made machine guns, known as Uzis, American-made machine
guns, known as Mac-10's, a variety of sawed-off shot guns, . . .
^0very kind of hand gun you can imagine. ' (quotation omitted)) .

®See id. (describing incidents of violence in the nation's
cities involving youngsters and drug-related activities).



particularly in the late Eighties and early Nineties, it began to

scare everybody. American police forces really were not prepared

for it. We were not prepared for it. We are an incident- 

oriented, reactive type of profession.

Fortunately, in the late 1970s, early 1980s, a number of

police leaders, academics, criminologists, and political types

began to think about what we could do differently. Clearly, what

we were doing was not working. From that evolved the concept of

community policing. It began all over the country in little bits

and pieces here and there, culminating in a process at Harvard

University where, with a federal grant over a several-year period

of time, police leaders, academics and political types came

together to talk about the issues." Ultimately from that came

the concept of community policing.

Community Policing. You here a lot about it. We now have

an office in Washington that is there to dispense millions of

dollars to support the concept.® But what is it? Well, the

definition of it is still very much in debate. I am going to

".qpp. generally Brian McGrory, Community Policing as Bold Plan,
The Boston Globe, Jan. 16, 1992, at 1.

®Marjorie Lambert, state Getting Bio Share of Crime Bill Aid/
Sun-Sentinel Ft. Lauderdale, Oct. 31, 1994, at IB (“Violent Crime
Control and Law Enforcement Act of 1994 provides for a federal
grant system to hire, train and equip new officers for coTmunity
policing programs. Sates and local police agencies are eligible. )



give you iriy definition of it. Joe Brown® and I, on our way up in

the car were talking about it. We have different definitions of

it and that is symptomatic of people trying to come to grips with

what is community policing?
Why is community policing so good? And what is it going to

do? Quite simply, it is the three P's. Remember the three Rs?

Well community policing, in its simplest form is three P's. It

is the concept of partnership. In the 1970s and 1980s, police

said, "Give us money, give us equipment, give us cops, we will

take care of your problems." And it just did not happen. The

problems overwhelmed even those police departments that were

adequately staffed, and many of them were not during the 1970's

and 1980's. So we were not prepared to do it alone.

But community policing says let us work together; You; the

community; the other institutions of government; and the other

entities in the criminal justice system. Let us work in

partnership and with our united numbers, maybe, we can have

impact. What are we going to work on? We have finally come to

recognize, after chasing all those hundreds of thousands of 911

calls in the 1970s and 1980s, that those calls were only symptoms

of problems. After going back time and again to kick the kids

off the corner or going back time and again for that husband and

wife fighting with each other, and each time seeing the problem

escalate we realized that we were not taking effective action to

®Joseph Brown, Director of Community Oriented Policing
Services (COPS).



solve the problem that was generating all those calls. Community 

policing said let us look at the issue differently. What can we 

do to deal with that husband and wife whose constant fighting 

eventually escalates into assaults and the kids on the corner 

whose drinking eventually escalates into the equivalents of guns 

and knives, assaults, random shootings and more violence.

In addition to working in partnership to deal with problems, 

the other focus, of community policing was something the American 

police forces and the criminal justice system lost sight of in 

the 1970s and 1980s: the basic reason for our being. The reason

that police were created was to prevent crime. We are here to 

prevent crime, to reduce it where we can, but more importantly, 

to prevent it. What is effectively going on in the 1990s in many 

American cities, and I will speak very specifically now about New 

York, is not doing away with the three Rs. We can not get rid of 

911. Yesterday we just unveiled a $150 million enhanced 911 

system that allows us to see the address and phone number the 

calls are coming from.^° So, 911 is here to stay. We can not do 

away with random patrol of cops and cars. We need them to 

respond to those 911 calls. And we definitely can not do away 

with reactive investigation. There is always going to be crime, 

and there will always be a need to investigate it as part of the 

way we would attempt to investigate it in the future. Rather, we 

are attempting to blend those three with the new concept of

^°For a description of the "new” 911 system, see Vivian S. Toy, 
Enhanced 911 System is Online Citvwide. N.Y. Times, Jan. 31, 1996, 
at B3.



partnership, problem-solving and prevention.

What are we doing in New York to implement community

policing? My predecessors Lee Brown and Ray Kelly are New

Yorkers. They are very familiar with the safe streets

initiative. They are very familiar with the 1990 the headlines

in New York Post, "Do Something Dave"” and the front cover of

Time Magazine, "The Rotten Apple"” pointing out all the things

wrong with New York City at that time. The negative image of a

city seemingly out of control, or going out of control. If you

think back over the previous twenty years, as a result of the

corruption scandals in the 1970s, the city consciously opted to

remove its police from dealing with anything with potential for

corruption. Police were precluded from entering licensed

premises and from acting on many street conditions, for fear of

corruption. The result of these restrictions were that the New

York Police withdrew from the streets of New York, went into

their cars, and were satisfied with chasing 911 calls. Street

conditions worsened resulting from a combination of police

inaction and governmental indifference. The first time graffiti

was put up on a wall in New York some place back in the 1960s,

this very liberal city immediately described it as some form of

i^See Alan Friedman, New York's Decay Out paces "Do Nothinql
Dinkins. The Financial Times, Oct. 25, 1990, at 6 (“'Do Something
Dave' screamed a recent headline in the New York Post . . . ) .

”sp,e id. ("[a]nd last month a cover story in Time Magazine
('The Rotten Big Apple') ...“).
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art—graffiti art.” It was celebrated and encouraged to the 

extent that, by 1970, there was no subway car in the city that 

was not a roving art form. Then other things began to happen. 

There was progressive panhandling as the homeless types of 

situations became more prevalent and joblessness increased.

There existed a sense of a permissive society allowing certain 

things that would not have been tolerated many years ago.

I can recall my first visit to New York in 1990 when I was 

being recruited to come down as Chief of the Transit Police from 

Boston. Many of you have visited Boston. Most New Yorkers 

think of it as "that great place up north.” It is a beautiful 

city. It does not seem to have a lot of the problems of many 

major cities, definitely not on the scale of what New York is 

experiencing. But in 1990 I can recall coming in from the 

airport, flying into LaGuardia, and coming down that highway. It 

looked like something out of a futuristic movie in terms of 

graffiti on every highway wall, dirt on rubber tires that look 

like they have not been cleaned in years, burned-out cars, litter 

everywhere^ "Welcome to New York!" Then when you reach the 

first stoplight in New York City, you see the official greeter 

for the City of New York. You know the guy out there in baggy 

dirty clothes with a rag. Or the more sophisticated would 

actually have a squeegee. Sometimes even with the squeegee they 

manage to scratch up your window. But that was a sense of how

GXrctiu^'-) 0|^

”see N.Y. Times, Sept. 16, 1972, at 25 (“M.F. Donaldson . . . 
contends [that] graffiti is the primitive pop art of inarticulate 
people looking for recognition.")
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”See N.Y. Times, Sept. 16, 1972, at 25 ("M.F. Donaldson . . . 
contends [that] graffiti is the primitive pop art of inarticulate 
people looking for recognition.”)



the city had stopped caring about itself. Then we came down

Fifth Avenue, the very famous mile, if you will. There were

unlicensed peddlers everywhere, and also dirt and filth

everywhere. Then there were the subways. Upstairs was heaven,

then you get to those subways. Incredible. I can remember going

through the first turnstile array and watching people leap over

turnstiles, crawl under them, anything but pay the fare. Every

platform seemed to have a cardboard city on either end of it

where the homeless had taken up residence. This was a city that

had really lost control of its city and its subways. The

turnaround in the last five or six years has been phenomenal

considering what it looked like then, how it looks now and how it

might look in the future.

In any event, into the 1990s Mayor Dinkins and the City

Council, with the active support of the public, put through a

process which allowed the hiring of 7,000 additional police in

the three police departments along with an array of social agency

enhancements and improvements.''' This was all designed to

support Lee Brown's vision of a community policing initiative in

the City of New York.^^ The focus would be on the three Ps, but

its emphasis would;be on 1500 beats throughout the city staffed

generally. Todd S. Purdum, Dinkins in Accord on Financial
Plan for Hiring Police. N.Y. Times, at A1 ("Mayor David N. Dinkins
and the New York City Council reached an agreement yesterday on a
compromise anti-crime plan for hiring thousands of new police
officers.”).

^^For a discussion of Brown's “vision,” see Crime—aDd
Management! An Interview with New York City Police Commissioner L££
D. Brown. Harv. Bus. Rev., May/June 1991, at 339.



by about 7,000 new young police officers who were going to go 

forth into the streets of New York to solve the problems of New 

York City. But when I came down in 1994, aware of the 

complexities of this great city, conscious of some of its 

limitations, and having watched the department for two years 

while the Chief of Transit, I changed very much the direction of 

the community policing initiative. I refocused the effort from 

concentrating on those 7,000 young men and women to the 76 

precinct commanders.
Why the change in focus? Think about it. The average kid 

coming onto the New'York City Police Department at that time was 

22 years old.^® So of the 16,000 cops that you see in the 

streets of New York, the average age is 22. You only had to be 

twenty to join the NYPD, have a high school education on average 

or a G.E.D. Many never held a job until they became New York 

City Police Officers. Many had never driven a car until they 

became New York City Police Officers. Many, from Long Island, 

never had any interaction with a minority person until they found 

themselves assigned in Harlem, driving a car for the first time 

in their life, some not old enough to buy a drink legally in the 

City of New York. This was the individual we were going to count 

on to solve all those problems. That person was lucky enough 

that they could follow the six months of instructions we gave 

them in the academy and report to their first assignment.

^®1994 Personnel Statistics provided by the New York Police 
Department, Bureau of Personnel.



Recognizing that this is an incredibly politically connected and

involved city with its political power and strong community

involvement, we were setting these young men and women up for

failure. They could not compete with all the people who wanted

to get into the game to deal with the problems. We also have a

phenomenally large bureaucracy. In a department of 38,000 cops

and 6,000 civilians, the beat police were very little fish in a

very big sea who were not going to be heard. So, recognizing

that, one of the fundamental changes was to immediately change

the focus of the problem-solving from that young officer to a

more mature, fifteen years on average, college educated, veteran

police commander who knew how to police the city.

Now, what else did we change in the New York City Police

Department to arrive at the point in time we are now in 1996?

Overall crime in the city is down by 27% in the last two years,

over 40% in the last five years, with single digit declines in

1991, 1992, 1993, and accelerating in 1994 and 1995. More

importantly, there are even more significant declines in the

homicide and robbery rates; 39% in homicide, about 30% in

^^See Pooley, supra note 2, at 54.

^®New York city Police Statistics (Years-end 1990 and
1995)[hereinafter Police Statistics]. These statistics are
collected and maintained under standards set by the Federal Bureau
of Investigation (FBI). Law enforcement agencies across the
country collect and maintain crime statistics uniformly in
accordance with these standards for national comparison studies.



robbery.These have been the largest declines in 25 years to 

the extent that in robbery, we have fewer robberies now than we 

had in 1972.^^ Homicides, in New York, have decreased from 2143 

in 1990 to slightly under 1200 last year.^^ A phenomenal decline 

in those categories. There are about 150 of you in this room. 

Last year we had 750 fewer homicides than the previous year.^^ 

Multiply you by five and that is the number of people who are 

alive today that might not have been. On top of that, there were 

several thousand fewer shooting victims in the city.^'' So we 

have had a very significant plus. There were 115,000 fewer 

victims of crime in 1995;“ murders, rapes, robberies, car 

thefts, larcenies reported, arguably. Not all crime gets 

reported, it is significantly under reported. But over time, the

amount of reported crime has remained fairly constant to the
*

point that we can accurately reflect whether it is up or down. 

115,000 fewer victims, 115,000 fewer of you were the victims of 

violent crime. But all of you during that time were the victims 

of another type of crime. The key to what we are doing in New 

York City at this particular juncture, apart from changing the 

focus of where community policing is controlled and embracing

^°Pooley, supra, note 2, at 54.

“see id.

^^Police Statistics (Years-end 1990 and 1995). 

^^Police Statistics (Year-end 1995) .

Id.,
“id.
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community policing,' is the way in which we are managing the 

department and responding to the MayoRs goal of a safer city.

The key is to place dual emphasis on serious crime, as well as 

quality of life or signs of crime. The squeegee pest—the 

symbolism of doing something about the squeegee pest. There were 

only 75 of them, yet the image they were creating, the fear they 

were generating as people tried to travel into the city was 

great. 75 people,.38,000, cops and the squeeches were winning. 

Incredible. One of the first things the Mayor demanded upon 

election was, "Get rid of them." In as much as the acts they 

were committing were illegal, it required a few summonses, a few 

arrests, and pretty soon they were gone. Once in a while, you 

might see one that still pops up from time to time, but the 

department understands more clearly now that not only do we need 

to be more focused on reducing real crime, but we need to be 

focused, all 38,000 of us, on doing something about those quality 

of life signs of crime: the squeegee pests; people urinating in

public; people drinking in public; illegal peddling.

All those things make this most complex of American cities, 

and indeed rural cities, such a tough place to live--tough in the 

sense that there are so many opportunities here and so many 

pluses in the city that were being overwhelmed for twenty years 

by the negatives. What we have now done as a police department 

is to embrace community policing to work with the other 

institutions of government, to be dual focused, and to have goals 

which are quite clear: to reduce crime, improve quality of life.

(iwH
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and enforce quality of life offenses for the first time in twenty 

years.
We have begun to see the difference and we are not doing it 

alone. All of the city agencies are involved in cleaning up the 

graffiti and cleaning up the highways. Next time you are on one 

of the highways in the city take a look. There is not too much 

graffiti anymore and when it pops up, within a couple days it is 

painted over. In most of the city's parks, graffiti is removed 

within several days. Many areas of the city are a lot cleaner 

because of the business improvement districts. There, the 

private sector is working with the city for enhanced security, 

improved lighting and improved cleanliness, particularly here in 

Manhattan, and certain areas in Brooklyn and Queens. Think of 

the area down around Bryant Park and the area right here on 

Columbus Circle. In 1990, in Columbus Circle, on any given day 

there would be 50 or 60 drug dealers working in and around that 

area, right adjacent to your campus. You do not see that 

anymore. Bryant Park, one of the drug capitals of the world in 

the back of the library, is now the site of a major fight between 

a restaurant and the fashion industry over who gets to occupy 

that site.^® It has become a very valuable piece of real estate 

again. The city has undergone some very significant changes.

And this police department has undergone some very significant

^®See Constance, C.R. White, Patterns. N.Y. Times, June 13, 
1995, at B8 ("Micael Einstein, the president of Ark Restaurants has 
proposed that Seventh on Sixth be held responsible for any 
shortfalls of revenue to the Bryant Park Grill that might occur due 
to the presence of tents in the park during fall runway shows.”)



changes. These changes have resulted in the desired impact that

the Mayor wanted: reduced crime; improved quality of life.
' !
We have done it by re-engineering the organization. This is

a term that you hear a lot about, reinventing or re-engineering

government. What we have effectively done in the New York City

Police Department is taken this very large bureaucracy, this very

large wedding cake, if you will, with all of its levels. Think

of it. Let us go up that little wedding cake from the police

officer in a precinct to me just to give you a sense of how big

that bureaucracy is. The police officer reports to his sergeant,

who reports to his lieutenant, who reports to his captain, who

then used to report to his division commander, who then reported

to the borough commander, who then reported to control commander,

who then reported to the chief of the department, who then

reported to the deputy commissioner. Then you finally got to me.

You can imagine how long, in that bureaucracy, a request going up

or down would take. We were a very centralized, hierarchical

organization in which the Police Commissioner had absolute

control. Precinct commanders had very little authority to do

anything unless headquarters demanded it. They were required to

have only so many officers in plain clothes. They were required

to have absolutely only so many officers in cars. They were

required to have only so many officers in different functions.

They had no discretion or authority by and large to respond to

the changing issues in those 76 very diverse precincts.

Most of you who live in the city recognize that there are no



two precincts in the city which are alike and no two 

neighborhoods which are totally alike. The NYPD, for most of its 

history, attempted to police the city as if it were one entity, 

police it with very tight control from headquarters. One of the 

things that we did, in re-engineering the department, was 

decentralize. We pushed the power down in the organization, not 

to the beat cop, as Lee Brown and Ray Kelly attempted to do with 

community policing, a system set up for a failure, but rather to 

that precinct commander level.

To the extent I now have 76 miniature police departments, I 

expect them to focus on the dual goals to reduce crime and 

improve quality of life. And with the exception, by and large, 

to respond to 911 calls. Because we have a pretty good idea of 

how many we need on each shift, they are given now a lot more 

discretion as to how many people in plain clothes, how many in 

uniform, how many on beats, so that they are able to respond to 

your needs—your concerns—in true partnership. What do you want 

addressed? In this precinct here, they want a lot of emphasis on 

quality of life because there is not a lot of serious violent 

crime in this precinct compared to East New York. There, they 

want a lot of emphasis on serious violent crime and shots being 

fired because that is the reality, unfortunately, in several of 

those precincts in East New York. Precinct commanders now have 

that discretion. And I firmly believe that the reason we are 

seeing such dramatic declines in crime, is not the weather, is 

not a lot of the socio-demographic issues that are being



advanced, is not economic issues. These declines may have been

impacted somewhat by the higher incarceration rates. But the

drop in crime in the city has been so precipitous over two years.

All those factors are longer term, in terms of their causal

relationship. On January 1, 1994, all the young kids in the City

did not suddenly become old, all the criminals did not suddenly

march into jail. The weather? Arguably, the blizzard this year

did kind of slow crime down a little bit. Although during the

blizzard, we saw theft in autos go up. The weather did not stop

them from stealing the air bags and computer chips out of cars.

It just stopped them from stealing the cars because they did not

want to shovel them out. But as soon as the snow melted, car

thefts went back up. 1994, if you recall, was the worst winter

in many years. Crime went down. Everybody said it was the

weather. The next year we had the mildest winter in many years,

crime went down even more. Well, maybe it was not the weather.

In any event, we really believe that what has happened in New

York City and what has attracted such national and international

attention is that we have found a better way of policing. We are

results-focused, we are decentralized, we are coordinated, and we

have enough cops—38,000 police officers in the City of New

York.^’ The luxury, the inheritance, if you will, from the David

Dinkins era is that we are benefitting now from that seed that

was planted a while back. This is one of the causal factors that

I think is making a difference. But more importantly, it is how

^Pooley, supra note 2, at 54



they are being used.
Prior to 1994, 1995, and now in 1996, uniformed police were 

not allowed to make drug arrests for fear of corruption.^® They 

were not allowed to deal with a lot of the license premises 

violations for fear of corruption. They were not encouraged, for 

a variety of reasons, to deal with many of the issues which have 

taken such a hold on the streets of this city. Now it is 

expected of them to be out on those streets, be active, and allow 

the public to see them taking charge. It is important that the 

public should see them dealing with all of the those issues that
V

infuriated them, causing them to ask, "why doesn't somebody do 

something about this?" That has been controversial and much 

debated. Many criticize it and are concerned that citizens are 

being abused in great numbers, or that it would lead to a change 

in the flavor of the city. I, for one, have not seen that yet.

I speak out quite frequently in the debate about, "We have a 

brutal department, we have a corrupt department, we have a 

department that is too assertive." I am comfortable speaking on 

behalf of the department. I am very comfortable speaking in 

support of it. I am also very comfortable speaking about the 

115,000 fewer victims of crime that department has been able to 

help generate.

generallv Joseph McNamara, Devastating Cost of Drug War, 
The Des Moines Register, Feb. 11, 1996, at 1 ("Police scandals are 
an untallied cost of the drug war . . . The gravity of the police 
crimes as disturbihg as to their volume.” The article goes on to 
describe various drug-related corruption arrests of police officers 
in New Orleans, Washington D.C., Atlanta and New York.).



So, that is where we are. That is really a walk through

time. There were very significant changes in policing from the

reactive to a much more proactive community policing model in

this city. The formula of a political will to take the streets

back, enough police resources used very appropriately, focused on

real crime and quality of life. We think we have, in some

respects, found the right mix that will do two things: continue

to reduce crime and, as importantly, keep it down. Crime now in

the city is down about 40% from what it was in 1990.^^ Some

categories higher, some lower, but on the average about 40%. The

goal for 1996 is another 10% so that we will have had a 50%

reduction. Consider the psychological impact of that and the

image it projects of this city. Two years ago, this city on a

per capita basis, per 100,000 population was rated, among the 180

largest cities, 116th in terms of overall crime.This means

even two years ago, there were 115 American cities that had more

crime per capita than New York. Now, we are down to 136 over the

last two years and I anticipate at the end of 1996, we will be

beyond 150. This might seem strange when you pick up the papers

everyday and you see these horrific actions. But keep in mind

how many of us there are. There are 7.5 million who live in the

city,^^ 3 million more who come in to work here everyday, and 26

^’police Statistics (Years-end 1990 and 1995).

^°CANNOT FIND AN EXACT SOURCE FOR THIS, IS THERE ANYTHING AT
NYPD WHICH CAN BE CITED?

^^Information provided by the New York City Police Department,
Bureau of Public Relations.



million tourists.There is always going to be, unfortunately, 

the crime of the day, the crime that is going to make the front 

page. But the reality is there are many more of you who are not 

the victims of crime, serious crime, than there were several 

years ago and the good news is we think we can continue to keep 

getting it down to at least that 50% reduction level.

Additionally, this year, as you may have heard, the Mayor 

has committed to even more aggressively attacking the drug 

problem in the City. We have been mandated by the Mayor to put 

together probably one of the most comprehensive assaults on the 

drug problem ever waged by any American Police Department. We 

benefit in New York from a very large police department, so I can 

throw a lot of resources at it. We will be identifying a major 

area of the city to go in, with about 1400 additional officers, 

and take that area back. Drug-related crime in the city is still 

what is generating the random violence, the fear, and a lot of 

the death toll. Many people live in this city in relative 

safety, but too many live in abject fear because their 

neighborhoods are still not safe and are still victimized by too 

much crime. We are going to commit ourselves this year, as a 

Department, to see if we can do even more. We will not sit back 

and rest on our laurels, but see if can we do even more. We are 

not talking about doing it here in Manhattan, we are talking 

about doing it in some of the toughest neighborhoods in the city. 

We will go where the problems are. We will not do it as an



occupying army, but in partnership, to work with those

communities, to understand that to rid those neighborhoods, we

must be there in very large numbers, and we must be there

assertively. But we need to do it with their support and their

cooperation and their understanding. So we will be spending a

lot of time working with those designated neighborhoods to work

with us and not feel that we are working against them.

So it has been a good-news couple of years. It has not been

without problems, though. The issue of corruption was,

unfortunately, in this department, a major problem as evidenced

by the Mollen Commission Report.I spent a great deal of my

first year on that issue, as did my predecessors. The good news
is that what was not known when the Moll^ Commission was first
put together—the extent of corruption—is known now. The MolD^in

Commission's principal service was that it identified the extent

of corruption in the Department and caused significant changes in

the way we police ourselves. As Police Commissioner, now, I feel

I have a very good idea of the extent of it, but more

importantly, the ability to control it. Like crime, police crime

is never going to go away totally. I have 38,000 cops. They are

risk-takers by nature. Some of them are not good people. They

are in a professioh where there are phenomenal temptations, and

many of them go over the line. Yet, now I can comfortably say to

^^For excerpts from the report, see Corruption_in—Uniform
Excerpts of What the Commission Found: Loyalty Over Integrity, N.
Y. Times, July 7, 1994, at B2.



you that we do not have rogue precincts like the 30th and the 

48th. I do have rogue officers, but increasingly their numbers 

are being minimized and increasingly we are getting more 

efficient at finding them out ourselves, arresting them, and 

putting them in jail. But the reality is, you are still going to 

hear from time to time of those types of corruption arrests. In 

the same way, no matter how good we are, you will still hear 

about horrendous crimes, whether it is the massacre up in 

Harlem^'* or the shooting massacre up in the Bronx.’'' That is part 

of the American scene, unfortunately. The best we can do is try 

to prevent as much of that as possible. I think that, 

fortunately, in this City, we have been able to prevent an awful 

lot of it working together with you.

So with that, I would like to bring my comments to a close 

and open the discussion up for whatever questions, comments or 

critiques you might have. I believe we have brought some 

materials that reinforce some of my comments. Materials such as 

Managing for Results^^ which explains more in detail the 

intimacies of what we have done over the last couple of years. I 

have really only given you an overview. It is a very large topic 

area to cover in a 20-30 minute time frame. But certainly one

^‘’See John Kifner, Death on 125th Street; The Overview: Gunman 
and 7 Others Die in Blaze at Harlem Store, N.Y. Times, Dec. 9, 
1995, at 1.

^^See Wendall Jamieson et. al. Shoe Store Slaughter Shooter 
Kills 5, Wounds 3. Daily News, Dec. 20, 1995, at 3.

^^PLEASE GIVE THE NAME OF THE COMPANY OR ORGANIZATION THAT HAS 
THE COPYRIGHT FOR THIS PROGRAM AND THE COPYRIGHT DATE.



that is of critical importance to each and every one of you in

this room. It is my pleasure to have had the opportunity to come

in and talk about something that I thoroughly enjoy working on- 

improving our safety.
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LARRY KING: Two years ago, he left Boston to take the job of 38th police 
commissioner in the history of the City of New York, one of the finest and 
toughest jobs in the world. In the past two years, as commissioner New York 
City has experienced the steepest crime drop in its history and yesterday, 
William Bratton says he's leaving.

Why?

WILLIAM BRATTON, former Police Commissioner, New York City: Well, Larry, several 
reasons - one personal, that after 26 years of the business that I am going to 
start taking a look at my financial situation and my family situation and after 
26 years and six departments that I'm still floating around without a pension - 
so there is a personal issue. From the professional side, unfortunately, for 
almost a year here in New York City, the media has constantly attempted to show 
that the Mayor and I have been at odds with each other, despite both of our 
denials at every turn, it's a story that would not go away, and increasingly 
in recent months has become very debilitating - and was beginning, I think, to 
have the potential to impact negatively on our ability to work together to keep 
the crime going down. So-

LARRY KING: So, did you call him and say 'I'm going to leave,' or did he ask you 
or what? How did it happen?

WILLIAM BRATTON: There'S different versions of what happened. Whether I was 
pushed -

LARRY KING: What'S the correct one?

WILLIAM BRATTON: -or whether 
think that-

I left - I think it was a convergence of both. I

LARRY KING: You were pushed a little?

WILLIAM BRATTON: Both of US were very frustrated at our inability to push the- 
the media reports aside, and coincidentally, over the last week or so, I got an 
offer that really I could not turn down. It met all of my needs, allowed me to 
stay here in New York, to get into a new venture that has potential growth. I 
will be working for a very large security firm that's going to seek to expand 
significantly in the years ahead. I'd like the excitement of those new 
challenges and being quite frank with you that after two years in this job, 
we've had great success, I've been able to tell the story of 38,000 great cops.
I get a lot of credit for it, but it's the cops who are doing the job out there.

LARRY KING: All right. Why- why let the media - well, first of all, what began 
the stories? Was there a certain break? Was there a little- what- where did it 
begin?

WILLIAM BRATTON: Oh, it began about a year or so ago, that my deputy 
commissioner of public information, was forced out, he was - resigned. And it 
was widely felt that the Mayor had pushed him out the door. And-

LARRY KING: And you were angry over that?

WILLIAM BRATTON: And- I- I was disappointed. I had a great deputy commissioner.
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he's a personal friend, he remains a very close personal friend.

LTUIRY KING: So there was a rift then?

WILLIAM BRATTON: I think there was a difference of opinion about that particular 
indivdual, but both the Mayor and I are professionals and life went on and the 
second year crime went down 17 percent versus 12 percent in the first year.

LARRY KING: So, are you saying that the media - while there was some cleavage 
over this incident - the media overplayed it and made it bigger than it was?

WILLIAM BRATTON: I think they made it bigger than it is, bigger than it was.
And that's unfortunate because the job was getting done. Crime is down another 
9 percent so far this year, we have a goal of 10 percent. And the crime drops, 
you have to look beyond the percentages, that reality is that in New York there 
were 1,000 fewer people murdered last year in New York versus 1990, 70,000 some 
odd fewer cars stolen versus 1990 - and the good news is, in the City of New

York, we have found a way to not only reduce crime but to keep it down. I'm an 
optimist when it comes to crime in the United States. I think that American 
policing has finally woken up to the reality that we can make a difference and 
criminologists be damned, there is something that the police can do. And one of 
the things we can do is we can focus on results, and the results we can focus on 
is controlling crime and in New York one of the city's in this country that had 
the toughest reputation for crime, it is now clearly one of the safest city's in 
America if not the world.

LARRY KING: Thid you are very pro-handgun control and you're against what the 
Congress did the other day, right?

WILLIAM BRATTON: Oh, rabidly against what they did. They are talking out of 
both sides of their mouths - they want to say they want to support American 
police and on the other hand they are arming the people that are killing us left 
and right. We lost two police officers in New York state with two others shot, 
in just the last week. A New York City police officer, killed by some character 
on parole armed with two .9 millimeters, with multiple round clips, supposedly 
banned by the recent legislation. For Congress to even contemplate, let alone 
act on the idea of once again legalizing these weapons - we believe are about 1 
percent of what's in the possession of American citizens, constitute 13 percent 
of the weapons used to kill American police officers. Congress wake up!
American police forces are out there to protect you as well as the rest of the 
citizens, and this baloney that you keep coming up with, when are you going to 
wake up? You say you are so close to the American citizenry. Get out and 
listen to what the 80 percent of them want. And they want gun control and they 
want it now.

LARRY KING: Since you've done such a good job, and the Mayor has been done in 
that time, couldn't this have been done - couldn't it have been said, 'Look 
fellas, we had a disagreement over something, but I'm doing a good job as Mayor, 
he's doing a great job as police commissioner, let's keep it going.' I mean, 
couldn't that have been a better way to resolve this? Granted you need more 
money and granted there is a nice, private security job, couldn't that- for the 
benefit of the city couldn't this have been handled better?
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WILLIAM BRATTON: Maybe it could have been. But I am also an optimist about the 
changes that have been made in this organization. We have found a new way to 
police and it's not just Bill Bratton. It's the New York City police 
department. It's the organization it's become. When I left the Transit Police 
in 1992, crime was down 22 percent in that system, now in 1996, and I was gone 
for three of the last five years, crime is now down 63 percent in that subway 
system, robberies are down 75 percent, so the systems we put in place in '92 
kept the momentum going. I'm comfortable with the systems we developed over the 
last two years, long after Bill Bratton is gone, crime is going to continue to 
go down in this city, because the cops know how to police this city. And the 
good news is, you can transfer what we're doing in New York to any city in 
America.

LARRY KING: The New York papers said today that the Mayor - you can have an 
opinion on this - was jealous of all of the good publicity you were getting. Do 
you buy that?

WILLIAM BRATTON: There is no denying that the New York City police department 
and myself included, get very publicity, as they should - it's a success story 
here - but it's a success story that-

LARRY KING: Well, why wouldn't the Mayor be happy over that? He's the Mayor- 

WILLIAM BRATTON: He-

LARRY KING: -he gets the eventual credit.

WILLIAM BRATTON: -he personally has not expressed any dissatisfaction with that. 
He appointed me. It's the political changes here that have also helped to make 
this a safer city. The idea that - the appreciation that the police can now go 
out and enforce things that for 25 years they could not enforce: that we can go 
out and arrest drug dealers on the street - that we can aggressively attack 
quality of life crimes, and most importantly, that the police can change 
behavior. And that's what it's all about, changing behavior. That you don't 
tolerate graffiti, you don't tolerate squeegie persons, you don't tolerate 
drinking on the corner. And the good news is, if you change the behaviors of 
the adults, all those kids watching to see what the adults are doing, that big 
surge at the end of the decade - change the behavior now of the adults and you 
will be able to change the behavior of those kids that basically emulate the 
behavior of the adults that they associate with.

LARRY KING: Bill, did the Mayor ask you to reconsider?

WILLIAM BRATTON: No, he did not.

LARRY KING: Had he asked you to reconsider, would you have reconsidered?

WILLIAM BRATTON: At this time, I don't think I could have. Again, the offer was 
made that came at the right time for me. It's- it's time to move on. I'm going 
to stay very active in American law enforcement-

LARRY KING: Meaning?

WILLIAM BRATTON: -the president of the United States has appointed me as one of
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his representatives to the Crime Commission that is now being formed. The 
environment I am moving into, the private security field, part of the success of 
the future of America is going to be improvement in the quality of the security 
forces in America. And I intend to be a leader in the new company that I am 
going to, in developing private security to be regarded as highly as their 
counterparts in the public sector are now regarded. And I think that is doable.

LARRY KING: Do you expect to have any input into the selection of your 
replacement?

WILLIAM BRATTON: The Mayor and I met yesterday for about an hour and a half, I 
expressed to him him- my- my comments if you will, on the various candidates 
that he was looking at as of that time. I appreciated that opportunity and my 
understanding is that he is rapidly moving toward a selection or replacement.
And I hope so - the sooner the better. These organizations, you don't want them 
to leave - to be left out there too long.

LARRY KING: Well, you leave - you leave April 15th. Shouldn't that selection be 
made before you leave?

WILLIAM BRATTON: Oh, I think every indication is that it will be made long 
before that.

LARRY KING: Is it going to come from the department?

WILLIAM BRATTON: The selection - we have- we are in great shape in New York. We 
have tremendous candidates inside the organization. There are candidates 
outside the organization that have also - one of them is the fire commissioner 
who is well known to the Mayor, well known in this city and he's had successes 
of his own. I- I trust that whoever the Mayor will put in will be able to keep 
the momentum going forward.

LARRY KING: And, as in your case, it might be someone from the outside, right?

WILLIAM BRATTON: There's the potential. One of the candidates that is talked 
about is the fire commissioner here in New York City.

LARRY KING: No, I mean, a police chief somewhere else.

WILLIAM BRATTON: No, I believe that the selection is going to be restricted to 
three or four candidates from within the police department, people who have been 
part of my team-

LARRY KING: Mm-hm.

WILLIAM BRATTON: -and two candidates have been named from outside the 
organization.

LARRY KING: So that's- that's a definite. You are not going to get the police 
chief of Indianapolis?

WILLIAM BRATTON: I don't think that is in the archives. I think the Mayor has 
confidence in the people that are already here.
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LARRY KING: We will be right back with your phone calls for William Bratton, New 
York City police commissioner since January of 1993. Before that he was in 
Boston, before that he was in the Traffic Division in New York. He's had an 
amazing success ratio and now goes into private industry with First Securities.

We will be right back, after these words.

[Commercial break]

LARRY KING: Let's take some calls for one of the best policemen in America, 
William Bratton of New York. Columbus, Ohio. Hello?

5th CALLER, [Columbus, Ohio]: Hello. Hi, Larry, how are you doing?

LARRY KING: Hi, go ahead.

5th CALLER: Yes, I'd like to know what he thinks of the concealed carry law 
that's going around the United States, and its positive impact on the country.

WILLIAM BRATTON: Well, first off, I disagree strongly that it's having a 
positive impact. I am strongly opposed to those concealed gun actions that 
have occurred in a number of states and am very fearful that, over time, they 
are going to result in a significance increase in gun violence in this country. 
Like most American police chiefs, we are opposed to that concept, unfortunately 
it seems to be a growing one.

LARRY KING: Indianapolis, Indiana. Hello? Hello, Indianapolis, are you there? 
Do you hear me? Indianapolis, one more chance. Okay, we lost Indianapolis.
Are you going to support Mayor Giuliani?

WILLIAM BRATTON: Oh, sure. In terms of the changes that have occurred in the- 

LARRY KING: No, I mean, when he runs for reelection.

WILLIAM BRATTON: When I go to the ballot box, I usually keep my opinions to 
myself-

LARRY KING: Aw, Bill-

WILLIAM BRATTON: -but we'll see.

LARRY KING: -you're not going to endorse him?

WILLIAM BRATTON: We'll- we shall see.

LARRY KING: Is he a good mayor?

WILLIAM BRATTON: He'S an excellent mayor. He's an excellent mayor. The changes 
that have occurred in this city that- a lot of focus on the crime control, but 
there are a lot of other good things happening here. A lot of people being 
returned to work from the welfare rolls. The cleaning up of the city, the sense 
that there is somebody who is in control. This city has a very different feel 
than it did several years ago. A very different feel.
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LARRY KING: What'S - what's the toughest job about running that police force.
The single toughest thing about it.

WILLIAM BRATTON: The single toughest thing is dealing with the officers that are 
shot and injured in the line of duty. Every other aspect of this job I love 
immensely. It is the greatest job any person could ever hope to have and I've 
been blessed to, for the last 27 months have it, and it will remain with me for 
the rest of my life. But the negative is two police funerals in the past week, 
going to hospitals in the middle of the night too frequently for officers 
injured all too frequently by the .9 millimeter handgun, by the assault weapon 
that Congress seems to intent on putting out into the streets in even greater 
numbers.

LARRY KING: Do we know why. Bill, police officers want to be police officers?

WILLIAM BRATTON: I would think that many of them, like myself, that they come 
into the business, I came in at age 23, all my life wanting to be one - we came 
in wanting to do good. We come in wanting to make a difference and that's the- 
the beauty of the public sector, that where else can the actions of one 
individual, or a police department affect, in this case, 8 million people; or, 
in the case of the United States, that the Time cover story a few months back, 
'Finally, We're Winning the War Against Crime.' Americans need to be more 
optimistic about our ability to deal with crime. We can in fact reduce it, we 
can control it, we can do a better job than we've done, we've shown it in New 
York. And I- I intend to speak loud and clear that there needs to be more 
optimism on this issue. The crime bill that President Clinton was able to get 
through after so many years of being stalled in Congress, it has made phenomenal 
changes in this country. We're benefited in New York, by almost $50 million from 
that bill. And the good things that emanate from that type of positive action, 
it resonates throughout the land. These are good times for American law 
enforcement, we are beginning to make a difference.

LARRY KING: We will be back with our remaining moments with William Bratton who 
will be missed, the outgoing police commissioner of the City of New York.

Don't go away.

[Commercial break]

LARRY KING: We're back with police commissioner of New York William Bratton, 
he's given a lot of his life to service like this in other divisions of police 
work and in Boston. Going to miss it, aren't you?

WILLIAM BRATTON: I'm going to miss it terribly, but with the appointment to the 
crime commission, the close cooperation between the public and private sector, 
while I will be out of the public sector, [unintelligible] I will be heard from, 
I am not going away.

LARRY KING: Not quietly into the good night.

WILLIAM BRATTON: No, not at all. Not at all.

LARRY KING: What's - what's First Security Services?
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WILLIAM BRATTON: It's a Boston based firm. It's about the 10th, 11th largest in 
the country, largest in the northeast region. It's a multi-faceted security 
firm - investigative services, guard services. It's an entity that's rated among 
the best in its field and is offering me an opportunity to get into that field, 
be part of an expansion that's contemplated and to be part of a- I think, a very 
significant change that's going to occur in that industry over the next 10 
years. Americans are going to spill- spend billions of dollars in the private 
sector and the image of the private security sector needs to be enhanced, and as 
we have been able to enhance it in the public sector, I think the same thing can 
happen in the private sector.

LARRY KING: You've got to get away from the private eye image, right?

WILLIAM BRATTON: Exactly, that it's- it's much more than that. It's much more 
sophisticated in today's day and age, and I think you are going to see a lot 
more reliance on the private security sector.

LARRY KING: Yeah. Did they come to you?

WILLIAM BRATTON: The gentleman that owns the company has been a friend for many, 
many years, and for a number of years has been attempting to recruit me and 
finally, the time was right and I am pleased to have been able to accept the 
offer.

LARRY KING: One Other thing. Bill, can we say that on the list that you saw that 
you discussed with the mayor yesterday, any one of them would be satisfactory 
with you?

WILLIAM BRATTON: Actually, that is the case. Some more satisfactory than 
others?

LARRY KING: Is there one standout - you don't have to tell us who - but is there 
one in your mind that, if they said yes, you would say 'Yes, now.'

WILLIAM BRATTON: There'S several in that group.

LARRY KING: There are several?

WILLIAM BRATTON: And that's the good news for the city.

LARRY KING: Several meaning more than two?

WILLIAM BRATTON: Several meaning two or three.

LARRY KING: Thanks very much. Bill, best of luck.

We will be seeing lots of you.

WILLIAM BRATTON: Okay, I hope so.

LARRY KING: William Bratton, the outgoing police commissioner of New York, 
resigned yesterday, he will leave April 15th.
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Tomorrow night we are up in New York City. Sotheby's is going to be auctioning 
off a whole bunch of items from the collection of the late Jacqueline Onassis. 
We're going to see a lot of them. Pierre Salinger is going to be one of our 
guides. This is tomorrow night in New York.

Friday night, Newt Gingrich will host this program. His guests will be Jack 
Hannah and a whole bunch of animals from the Columbus Zoo.

Next week, among our guests will be Richard Gere, Robert Shapiro and Hillary 
Rodham Clinton.

From Washington, this is Larry King. Good night.

The preceding text has been professionally transcribed. However, although 
the text has been checked against an audio track, in order to meet rigid 
distribution and transmission deadlines, it has not yet been proofread against 
videotape.
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^Crime Busters for New Orleans
Pair of Ex-Aides to Bratton Try to Turn Around Another Forc^

By ADAM NOSSITER
NEW ORLEANS. Dec. i - For the 

last two years, New York City offi­
cials from the Mayor on down have 
proclaimed that their crime-fighUng 
strategy is the solution to runaway 
big-city homicide rates.

Now New Orleans, afflicted with 
the highest murder rate among the 
nation's major cities, has Imported 
two leading architects of New York’s 
strategy, in a test of their methods 
that is being closely watched by po­
lice officials and criminologists 
around the country.

The imposing task faced by the 
two recruits — Jack Maple, who was 
the chief anti-crime strategist for the 
New York Police Department during 
the tenure of Commissioner William 
J. Bratton, and John Linder, who was 
Commissioner Bratton’s private con­
sultant — is to help overhaul a police 
force that Is among the nation’s most 
corrupt and inefficient.

The two men, now partners in a 
New York consulting firm, the 
Linder Maple Group, have come up 
with a plan that has shifted dozens of 
previously headquarters-bound de­
tectives here to local districts and. in 
addition, subjects district command­
ers to Intensive, New York-style 
grilling by their bosses once a week.

To be sure, Mr. Maple and Mr. 
Linder have already had to make 
some adjustments to suit this partic­
ularly tolerant subtropical city. 
Whereas a hallmark of the New York 
strategy was an all-out assault on 
quality-of-life offenses, the police in 
New Orleans cannot make arrests 
for drinking on the street, for in­
stance, because doing so is perfectly 
legal as long as the alcohol is con­
sumed from a covered container like 
the "go cups” available at virtually 
every bar in the French Quarter.

Further, not all experts agree that 
New York’s anti-crime strategy is 
entirely responsible for the precipi­
tous fall in its own murder rate. 
While many credit the program, oth­
ers note that homicide rates have 
fallen in many other major cities 
(even in New Orleans from 1994 to 
1995), though not so steeply as in 
New York.

In any event, and whatever the 
challenges, people in New Orleans 
are desperate for solutions.

Just this past Sunday, robbers 
herded three workers at a popular 
French Quarter restaurant into a 
freezer and shot them to death, cap­
ping an especially bloody week in 
which 13 people were murdered. The 
French Quarter slayings have pro­
voked an outcry in this usually jaded 
city. Residents t’3”e met to demand 
stepped-up police protection, and a 
march on City Hall is scheduled for 
Thursday. At the same time. Mayor 
Marc Morial has appealed to Gov. 
Mike Foster, so far unsuccessfully, 
to send in state troopers to patrol the 
French (Quarter.

As fop^e longer term, one hope is 
that Mr. Maple and Mr. Linder can 
make a difference.

Mr. Maple, a fireplug of a man 
whose flashy dressing htis caused 
almost as much comment here as his 
shake-up of the police force, once 
filled a top spot at One Police Plaza 
in Manhattan. He was Mr. Bratton’s 
deputy commissioner for operations, 
and his regular grillings on the latest 
crime statistics made precinct com­
manders nervous.

Here he has an office on the fifth 
floor of the dingy Police Headquar­
ters building, and the ear of the Su­
perintendent of Police, Richard Pen­
nington, who hired him and Mr. 
Linder as consultants this summer.

The consultants’ mandate is to 
bring down crime in a city where

gunfire is heard nightly in all 
neighborhoods, and to do so with 
what may be the most scandal-rid­
den instrument in law enforcement: 
the IJISS-member New Orleans Po-' 
lice Department.

The magnitude of the challenge Is 
suggested by statistics. In the last 
three years, more than SO police offi­
cers here have been arrested on felo­
ny charges, including rape and mur­
der. And the consultants have calcu­
lated that the murder rate in the 
city’s public housing developments is 
about twice the rate for the city as a 
whole, which was 76 per 100,000 peo­
ple last year. That makes the public­
housing murder rate roughly 18 
times the nation’s.

Only six weeks have passed since 
the Maple-Linder plan was intro­
duced here, and so the final verdict is 
a long way off. But already police
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commanders In the city's eight dis­
tricts say that at least one central 
element — detectives’ redeployment 
from headquarters to the districts — 
has brought results.

"I’m really ecsutic about how the 
redeployment has worked so far," 
said one commander, Capt. Mike El­
lington. “We’ve seen leaps and 
bounds in cases’ being closed.’’

Academics are watching closely to 
see how the program works out.

"It will be an Intriguing test of the 
transferability of the Bratton strat­
egy to another place,” said_// (red 
Blumstein, a criminologist at Came- 
gle-Mellon University.

Actually there is no academic con­
sensus yet on how much credit is due 
Mr. Bratton and Mr. Maple (or the 24 
percent decline in New York’s mur­
der rate from 1994 to 1995, a drop 
that was three times the national 
average. But Mr. Blumstein and an­
other well-known criminologist.



Fleming’s sentiments are echoed 
by Bonnie Cain, who added that the 
new plan sounds like community em­
powerment policing, a current pro­
gram that encourages . mmunity- 
police participation.

*1 can’t see any difference," said
Cain, who until recently edited a 
Mount Pleasant neighborhood news­

paper. She is a newly elected ANC 
commissioner.

In the Shaw neighborhood of 
Northwest, Anne Hill is not quite 
sure what to think of the plan. She 
has lived on the west end of the 1st 
Police District for nearly 15 years,' 
and has seen a lot change. As an Or­
ange Hat anti-cjime patrol leader 
and a single parent, she has seen the ' 
violence in her neighborhood at Fifth 
and 0 streets NW ebb and flow. Fa­
tal shootings have occurred at the 
intersection over the years, and 
drug dealers remain a constant, she 
said.

Some aspects of the poLce plan 
are appealing, but she, too, has ques­
tions, she said. ’It’s a good idea for a 
loitering law, drinking in pubbc. It’s 
an excellent idea, but I wonder how 
much will it be enforced and how 
much will it be allowed to be en­
forced,” Hill said.

One thing she is sure about, 
though, she said.

Tolice can only do so much,” she 
said. ‘Tf they don’t have people who 
are willing to sUnd up, then their 
hands are tied.”

Residents of Ward 3 in the 2nd 
Pobce District want another chance 
to hear the plan. A combination of 

■ holiday timing, short notice and con­
flicting meetings caused the low 
turnout last week, said Kurt Vom- 
dran, president of the Ward 3 Demo­
crats. They are requesting a second 
meeting, he said.

1 think what people are critical of 
fin Ward 3) is a lack of leadership" 
from city leaders, Vomdran said.

Across the Anacostia River in 
Ward 8 and the 7th Police District, 
some residents and community ac­
tivists are among the most skeptical 
when K comes to the new police 
plan.

To James Foreman, founder of 
the Orange Hat patrols who lives in 
Ward 8, an area plagued by homi­
cides and other violent crimes, the 
new plans sound like old ones. "Big 
meetings are about looking good and 
letting people vent their frustra­
tions," he said.

Barry and Soulsby should have in­
cluded residents in developing the 
plan, he said.

*Tou can’t just put something to­
gether for us and then say you expect 
us to be a part of it." Foreman said.

The meeting in the 6th District 
will be 7:30 p.m. Monday at the Po- • 
lice Boys & Girls Club, 4103 Ben- 
mng Rd. NE. The 5th District meet- ‘ 
mg will be 7 p.m. Dec. 16 at 
Bethesda Baptist Church, 1808 Cap­
ital Ave. NE.



Franklin Zimring of the University 
of California, are ready to give the 
New York strategy at least some of 

(thatciWit.
"You really have to be in an ad­

vanced state of denial to talk of the 
New York drop as if It had nothing to 
do with policing." Mr. Zimring said. 
"Bratton himself has an enormous 
■mount of credibility in policing cir­
cles.**

It was this credibility, officials 
here say, that caused Superintendent 
Pennington to seek out the services 
of Mr. Maple and Mr. Linder.

Mr. Pennington, who was hired 
two years ago and told to reform the 
force, acknowledged in an interview 
the vastly different social and cultur­
al climate that could make applying' 
New York methods here difficult 
Drinking in public, for instance, is 
not only legiil in New Orleans but 
also “the accepted norm,*’ he noted.

And a "lero tolerance” crackdown 
even on those minor acts that are 
actually outlawed here — an effort 
that was a crucial part of the strat­
egy in New York - Is not a part of 
the New Orleans plan, at least not 
yet. “I don’t have at this time enough 
resources to do zero tolerance," Mr. 
Pennington said.

But other New York elements are 
in the plan, including the weekly 
meetings where district command­
ers are questioned closely about 
crime patterns In their Jurisdictions, 
and compelled to come up with ways 
to combat them. This son of stra­
tegic crime analysis, and the Intensi­
fying of the commanders* account­
ability, might seem like nothing 
more than common-sense steps that 
could have been taken long ago by a

troubled depanment. But they were 
foreign to the New Orleans force.

While Mr. Linder has returned to 
New York, Mr. Maple has taken up 
residence at a hotel here until Feb­
ruary, to see through the implement­
ing of the plan. He takes a low profile 
at the weekly meetings, officials say, 
not sitting at the table, not speaking 
out loud, limiting himself to whispers 
with ranking officers.

Mr. Maple declined to be inter­
viewed about his role here. He and 
Mr. Linder are being paid by the 
private New Orleans Police Founda­
tion, created by businessmen to help 
in the fight against crime.

Some rank-and-file officers are 
both skeptical and puzzled. Given its 
history of poor performance, the 
New Orleans force has been among 
the most thoroughly .studied any­
where. And so when a patrolman in 
the French Quarter, who refused to 
give his name, was asked about Mr. 
Maple the other day. he replied. 
“He’s come down here doing that 
survey. They come down here about 
every 10 years to do th.at survey.”

But among the district command­
ers. there has been praise. If quali­
fied, even for the weekly grilling 
sessions.

"It was easy for some captains to 
Just sit back and let the district run 
itself,” said one commander, who 
demanded anonymity, "For 25 years 
captains would just sit back in their 
offices, and nobody would know any-
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''By MICHAEL J. SNIFFEN =
''Associated Press Writer =

WASHINGTON (AP) _ Fifty-six men were executed last year, the largest 
number in 38 years, and an additional 3,0b4 inmates waited on death row at 
year's end, the Justice Department reported Wednesday.

The executions occurred in 16 states and was the most since 1957 when 
65 were executed, the department's Bureau of Justice Statistics reported. 
All the 1995 inmates had been convicted of murder.

By comparison, during the 1930s annual execution totals always exceeded 
120 and sometimes approached 200. Since the Supreme Court upheld revised 
death penalty laws in 1976, a total ol 313 people have been executed. 
Previous capital punishment laws were ruled unconstitutional in 1972.

The prisoners executed last year had been on death row for an averaoe 
of 11 years and two months _ about a year longer than the 31 inmates 
executed in 1994.

By comparison, the 16 inmates executed in 1985 had been on death row an 
average of five years and 11 months. The time between conviction and 
execution has increased since capital punishment was restored. The average 
wait during 1977-83 was four years and three months.

The growing length of time condemned inmates postpone execution by 
appealing convictions was cited by Congress and President Clinton when they 
enacted legislation earlier this year imposing unprecedented limits on the 
appeals prisoners can take to federal courts.

As of Dec. 31, 1995, there were 2,998 men and 48 women on state death
rows and eight men under federal death sentence. All had committed murder.

The youngest, 18, was in Nevada and the oldest, 80, was in Arizona. 
During 1995, eight states had no minimum age for the death penalty;
Arizona, Idaho, Montana, Louisiana, Pennsylvania, South Carolina, South 
Dakota and Utah.

The federal system and the 30 other states with capital punishment set 
the minimum age for execution between 14 and 19. Twelve states and the 
District of Columbia have no death penalty.

More than a third of the death row inmates were in three states: 
California, 420; Texas, 404; and Florida, 362. Texas executed the largest 
number of prisoners, 19, followed by Missouri, 6, and Illinois and 
Virginia, 5 apiece.

Thirty-three of those executed were white, including two of Hispanic 
origin; 22 were black and 1 was Asian.

The death row inmates included 1,513 whites, 1,2£<2 blacks, 22 native 
Americans, 19 Asians and two listed as other race. Ihere were 23b 
Hispanics, of various races.

Among death row inmates whose criminal histories were available, 
two-thirds had a prior felony conviction and 8 percent had a prior homicide 
conviction. Half had never been married; a quarter were married when 
sentenced and another quarter were divorced, separated or had a deceased 
spouse.

Forty-nine of the executions were by lethal injection, seven by 
electrocution.

At year end, 32 states authorized lethal injection; 11, electrocution, 
seven, lethal gas; four, hanging; and three, firing squad. Thirty-seven 
states require an appellate review of death sentences regardless of the 
defendant's wishes; Arkansas and the federal system do not.

The states without a death penalty are: Alaska, Hawaii, Iowa, Maine, 
Massachusetts, Michigan, Minnesota, North Dakota, Rhode Island, Vermont,
West Virginia and Wisconsin. ^12-4-96 ^\J
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How to 

Run a Police 

Department
Get cops 

to care 
about what 

they're doing, 
and they'll 
do it right.

George L. Kelling

iSiH
rom Plato in Athens to Police 
Commissioner William Brat­
ton in Ne^v York, experts on 
public order have ceaselessly 
worried over one key prob­
lem: how to control the police 
who maintain that order. 

Truly, it's a conundrum. The police, unlike 
almost everyone else in American society, 
are commissioned to use force, even deadly 
force. But unlike other grobps licensed to 
use force—prison guards, say, or soldiers— 
they are not sequestered in prisons or on 
bases. They don't operate in groups vmder 
close command. They are dispersed 
throughout society. And as they patrol the 
streets unsupervised, singly or in pairs, their 
po^ver exposes them to mighty temptations.

Citizens and politicians constantly urge 
them to “do something, mzv," about drugs, 
crime, and violence. Hampered by con­
stricting criminal procedures, and at times 
by the lack of authority or resources, offi­
cers feel pressure (even from the adminis­
trators of their own departments) to do 
“what has to be done"—that is, to abuse 
their authority by settling matters with 
their own version of street justice. In addi­
tion, police become enmeshed with soci­
ety's most troubled and most needy, as
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well as with its most vicious and most depraved. 
Their immersion in the world of vice and misery 
can breed cynicism and contempt for those 
around them and can tempt them to commit 
crimes like accepting payoffs not to enforce the 
law or even shal^g down drug dealers.

Recently, Commissioner Bratton has had more 
reason than ever to ponder this problem: even as 
his aggressive anti-crime push has dramatically

___ cut the city's crime rate—with murder do^vn an
astonishing 32 percent and robbery down 22 per­
cent—the NYPD's well-publicized instances of 
lawlessness and corruption in the 30th Precinct, 
along with officers' unwillingness to finger their 
colleagues who made a drunken shambles out of 
a Washington police convention, have drama­
tized just how hard it is even for a successful top 
cop to keep his troops in line. The solution 
Bratton brings to that problem is as innovative 
and promising as his crime-busting strategies.

In fact it is, at bottom, the same strategy. If you 
can devise ways of reducing crime that work dra­
matically, most police officers will find success so 
gratifying that their own self-image, their pride in 
being part of a \vinning organization, will ser\'e as 
an internal bar to misbehavior. If you set up a 
managerial structure that keeps everyone focused 
on the department's core crime-reducing mission, 
that in itself will go far to controlling officers. And 
if you make sure officers have the legal tools to do 
the job properly, they won't feel pressure to 
exceed their authority, and they won't develop 
the cjmicism that comes from t^ing to do a job 
whose requirements are in irreconcilable conflict.

But here's the rub: this winning strategy is so far 
in advance of the conventional wisdom that New 
York State's legislators and judges don't begin to 
understand it. In June the State Legislature, 
pushed by the state's judiciary, blunderingly 
passed a little-noticed amendment to the budget 
that inadvertently stripped New York cops of 
the legal authority they need to police in Brat­
ton's hventy-first-century style. New York City 
officials are scrambling to undo the Legislature's 
blunder, which threatens to subvert the city gov- 

36 ernment's biggest success in years. As Bratton

told me, “If this is not corrected, it has the poten­
tial to undermine the whole effort.”

Oratton's solution to the problem of control flies 
in the face of an orthodoxy that goes at least as far 
back as the early twentieth century. Since then, 
the effort to prevent corruption and control offi­
cers has shaped virtually every aspect of police 
organization, administration, and tactics. By mid­
century, police and political leaders throughout 
the United States had established a rigidly hierar­
chical command structure designed for this pur­
pose, a structure that remains in place today.

Rules and regulations cover every conceivable 
aspect of organizational life. Extensive training 
socializes not just recruits but also seasoned per­
sonnel. Until recently, departments kept officers 
in cars to prevent “contamination” by citizen con­
tact, and regulations prolribited cops from mak­
ing drug arrests, so as to forestall seduction by 
the movmtains of money involved in drug deal­
ing. A central 911 emergency call system screens 
requests for police service to ensure that individ­
ual officers aren't asked to do improper things. 
A powerful, secretive internal affairs bureau 
penetrates every nook and cranny to guard 
against corruption. And police administrators 
have tried to restrict cops to dealing with only 
the most serious crimes, since enforcement of 
laws against minor crimes like panhandling and 
disorderly conduct plunges patrol officers into 
ambiguity and requires them to exercise consid­
erable discretionary judgment.

Given all these tools of control and socialization, 
managers should be able to shape a powerful, 
unified culture that would dominate their 
departments and prevent corruption. But no. 
Instead, police departments—the NYPD includ­
ed—have two separate cultures: the cop culture 
and the management culture. The cop culture's 
most visible manifestation is the blue curtain— 
the protective allegiance of cops to one another, 
their in-the-trenches loyalty that places a higher 
value on solidarity and protecting comrades 
than on professional standards of conduct. But 
the cop culture, as researcher Elizabeth Reuss- 
lanni has shown, is more than that. Penetrating
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lawed many traditional and appropriate tech- 
rriques of maintaining order.

More than anything else, the disparities behveen 
“official” police work and actual police work are 
what breed frustration, cynicism, stress, and a 
wary, isolated culture among officers. When offi­
cers say that "citizens don't imderstand” or “you 
had to be there to understand,” when they view 
citizens as actual or potential enemies, they are

____expressing their deep frustration at a system in
which success or humiliation can so often be 
based on random luck, departmental politics, or 
wildly unpredictable encounters with citizens.

A recent example from New York City illustrates 
the kind of administrative action that breeds 
rank-and-file cynicism. In 1989, Robert Kiley, 
then chairman of the Metropolitan Transporta­
tion Authority, asked transit police management 
to develop plans to deal with the “homeless” 
problem in the subways. (This was a misnomer; 
the problem was the illegal disorderly behavior 
of individuals who mostly were not homeless.) 
After fussing about what they ^couldn't do, police 

• managers proposed that maintenance crews 
should go into subways with high-power hoses 
to “clean” the areas in which the “homeless” con­
gregated. Police, in support of “cleaning” opera­
tions, would eject the “homeless.” This, of course, 
was a transparent ruse designed to evade serious 
constitutional, moral, and practical concerns. 
Officers were keenly aware of the duplicity and 
the risk for them. V^en things went wrong, the 
“white shirts,” as officers called managers, \vouId 
either be closeted in their offices or nicely home 
in bed, while line officers would face the glare of 
cameras and the wrath of advocates. Officers 
could hardly look to management for support 
and protection. Instead, they would do what 
they had to and pull the blue curtain around 
their activities. Happily, Kiley rejected the idea.

Police pundits have argued that the self-protec­
tive culture of line officers persists because 
police managers don't carry out their control 
strategy very well. Managers, for their part, 
blame police unions—though the blue curtain 

38 long predated unionization. But in fact the cop

culture is an understandable though troubling 
response to the simple reality that the memage- 
ment practices that have dominated policing for 
most of the twentieth century don't work.

As Bratton imderstands, the control strategy is 
fundamentally flawed. And for a simple reason: 
most police activities are not under the control of 
central administrators at all. To be sure, the com- 
mand-and-control paradigm of management has 
an irnpeccable pedigree. From Adam Smith 
through Frederick Taylor to General Motors, the 
principles of task routinization and simplifica­
tion, the assembly line, and bureaucratic notions 
such as layers of control, span of control, and 
extensive rules and regulations were at the fore­
front of organizational thinking. Yet however 
well this model once worked in factories, it has 
ne\'er worked well in police departments.

After all, police work cannot be broken into sim­
ple tasks. Police deal with extraordinarily com­
plex human interactions. Furthermore, police 
work cannot be scrutinized by overseers. Most 
police work is performed either by an officer 
alone or with a partner. The nature of their work 
requires officers to make fine judgments, often in 
dangerous and confusing circumstances, usually 
by relying on their internalized values, knowl­
edge, and skills rather than on direct oversight.

In ignoring these factors, police leaders have 
constructed control systems that leave the vast 
majority of police work uncontrolled. Depart­
mental regulations are the most obvious exam­
ple. Up to 80 percent of rules cover the internal 
manners and mores of the organization: issues 
like wearing uniforms, filling out forms, salut­
ing, and handling property. The rest deal with 
very important but rare events: use of force, hot 
pursuit, and processing arrests. When sociologist 
Egon Bittner asks indignantly, “What has all of 
this to do with poUcwg?" he is only slightly exag­
gerating, since actual police work consists pri­
marily of helping people manage crises and con­
flicts. Most police officers, for their part, would 
give a cynical answer to Bittner's question: 
“What all these rules and regulations have to do 
with police work is that they can be used to ‘get’
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don't work. Somehow, line police must be con­
trolled. Although the forces that corrupt police 
may change over time—machine politics yester­
day, drug money today—they are always pow­
er^. But paradoxically, the only way to control 
police effectively is not to focus primarily on 
controlling them. Instead, police departments 
must concentrate with utter dedication on their 
principal mission: preventing crime and keeping 
order. If managers win officers' commitment to 
that primary goal, cops' o^vn internal values will 
make them resist corruption as inconsistent with 
the kind of officer they are dedicated to being.

Evidence is accumulating that Commissioner 
Bratton's new solutions to the problem, based on 
this principle, are begirming to work. As Har­
vard criminologist Mark H. Moore describes it, 
the trick for any leader trying to change an orga­
nization radically—to transform its culture so 
completely that employees feel a profoundly 
changed relation to the whole enterprise—is to 
find methods of change that will shake the orga­
nization it to its core. Bratton has done this in 
two ways: by sending a powerful message to his 
officers about their work> and by devolving 
authority down so as to encburage creativity, 
while establishing a process to hold key staff 
accoxmtable. In important instances, he uses the 
same technique to achieve both goals.

First, the message. Bratton has made sure that 
everyone vmderstands the business of the NYPD: 
to reduce crime—not just a little, a lot. (“Think 
bold,” he said shortly after taking office. “I don't 
want a 2 to 3 percent reduction in crime this 
year—I want 15 to 25 percent.” And he got it.) 
Police can reduce crime now, within con­
straints—they needn't wait for new cars or com­
puters, more cops, bigger budgets, or more over­
time. But meamvhile, of course cops should have 
semiautomatic weapons, because they deserve 
the best equipment and, with training, they can 
be trusted to use it properly. Cops deserve 
smart-looking uniforms—and should wear them 
smartly—because they represent both the city 
and the profession. When cops come under criti­
cism for doing their job properly, as they do on 

40 occasion, they deserve wholehearted support.

Bratton also sends strong messages ^bout his 
disgust with corrupt police. When cops are cor­
rupt, the commissioner goes out to arrest and 
publicly shame them—taking their shields, sym­
bolic of their oaths, from them personally. 
Reinforcing the message. Deputy Commissioner 
Jack Maple reminds police over and over: “Do 
not lie to get an arrest.” If an officer inadvertently 
conducts an illegal search, he should admit it. 
“Don't start making things worse by inventing 
stories like: ‘The bag of white powder was sitting 
on the front seat alongside the driver when I 
made the traffic stop.’ Don't ruin your career by 
escalating a simple mistake into perjury."

Bratton's most powerful message is about the 

seamless web that connects disorder, fear, seri­
ous crime, and urban decay. He makes the 
Broken Windows argument that James Q. Wil­
son and I developed: disorder and petty crimes, 
left untended, signal that no one cares, and lead 
to fear, serious crime, and urban decay.

Broken Windows flies in the face of the assump­
tion that serious crime is the only proper busi­
ness of the police, an assumption that urutes two 
utterly opposite ideologies: the traditional law- 
enforcement view of the police as crime solvers 
and felon catchers, and the radical individualism 
of the sixties that tolerated all forms of non­
violent deviance, lawful or not. The Broken Win­
dows theory emphasizes instead that the best 
way to prevent major crimes and urban decay is 
to target minor crimes—panhandling, youths 
taking over parks, prostitution, public drinking, 
and public urination. Bratton's message goes 
something like this: People should not urinate 
publicly (or drink in public, or engage in prosti­
tution, and so on). If they do, cite them. If they 
do it again, arrest them. If they appear to be car­
rying a weapon, search them; and, in any case, 
question them about other neighborhood prob­
lems. (Police ask suspects questions like: Do you 
know where to get a gun? Do you know where 
to buy drugs?) If information about other prob­
lems surfaces, relentlessly pursue it.

For many officers, steeped in the traditional 
police culture, this is a hard sell. In their minds.
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by moving such offenses to administrative rather 
than criminal jurisdiction. The more likely rea­
son is that judges feel as reluctant to deal ivith 
such seemingly trivial dirty work as cops were 
before Bratton won them over. In any event, leg­
islators bought the argument and made the 
change, which took effect October 1.

The result: New York's cops have lost their prin­
cipal tool for order keeping. Until October 1, offi­
cers could control public drunkenness or public 
urination or squeegeeing because they could 
arrest people who failed to ansiver summonses 
for such offenses. They could require people 
they stopped for such offenses to identify them­
selves and could then check if they had any war­
rants outstanding. But with these offenses 
moved to administrative jurisdiction, cops have 
lost the authority to make arrests. They can hand 
out tickets, but if offenders don't answer them, 
as most don't, police can do ... nothing. Nor can 
officers compel offenders to identify themselves. 
As a practical matter, the Legislature has made 
the laws against such offenses unenforceable.

New York City officials are desperately trying to 
repair this incalculable damage. The NYPD's 
legal staff is scrambling to identify other sources 
of authority to arrest people for some of these 
offenses: public urination, for instance, may 
qualify as a misdemeairor violation of the health 
code. Officials persuaded the City Council to 
restore some offenses to criminal jurisdiction by 
elevating them from administrative offenses to 
misdemeanors. But the Council refused to 
recriminalize the most important offenses to the 
Bratton strategy—such as public urination, 
drunkenness, and squeegeeing. Officials have 
asked the Legislature to reconsider the change, 
and meanwhile they have asked the courts to 
stay the new arrangement. If nothing is done, the 
Legislature will have committed its biggest 
offense against the public interest in many years. 
“It's obvious,” Bratton says, “that judges and leg­
islators haven't gotten the message from citizens 
that police departments have.”

Drawing upon the re-engineering experience 
42 of private industry, Bratton has made changes in

A former commander of the 29th Precinct.

the department's management structure that aim 
to do much more than merely cure bureaucratic 
paralysis and organizational bloat. The crucial 
goal is to create a unified police culture that both 
empowers officers to do police work and ensures 
that they will do it properly—reflexively, out of 
habit. Bratton's most important move has been 
to push decision making downward, under the 
assumption that the closer to the ground the 
decision makers are, the more likely that they 
will be focused on and responsive to neighbor­
hood needs. The most natural level of decision 
making seems to be the precincts, geographical 
entities with histories and traditions. With 200 to 
400 employees, they, are small enough that com­
manders can wrap their minds aroimd them.

Consequently, Bratton has moved aggressively to 
devolve authority to precincts. Early in his tenure 
he sent the message that the NYPD's most capa­
ble mid-managers would head precincts. The 
transfer of power from the department's 55 chiefs 
to these new precinct commanders has been real. 
Frank Hartmann, director of Harvard's Criminal 
Justice Program, has conducted focus groups 
with precinct commanders to help Bratton under­
stand their problems. Hartmann has described to 
me the heady, almost giddy experience that
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detail. He tries to get back to the formal presen­
tation, but Maple continues to scrutinize the 
data. “What about household burglaries? They're 
down.” The commander shoots back: "Yeah, we 
got wind of about four really active burglars, so 
we targeted on them.” He provides details about 
how the police recognized the pattern, gathered 
information, devised a plan, and made arrests. 
The commander's peers break into applause.

Another commander steps up to the podium. 
"You had eight rapes this month, four above last 
year,” Maple says. “What's going on?” The com­
mander begins disaggregating: “Four rapes in­
volved friends and family, one was a date rape, 
and three were stranger rapes. Two of those ap­
pear to be the work of one person.” Maple turns

The NYPD's culture is different already. 
Anyone familiar with policing can feel 
the re-invigoration of officers.

to the detective lieutenant assigned to the pre­
cinct and standing beside the commander. ‘Tell 
me about the investigation.” The lieutenant 
moves to the podium and describes the investi­
gation. Maple interrupts and addresses another 
precinct commander seated at the table: “You 
had a similar problem a couple of months ago, 
didn't you? How did you handle it?” Later in the 
presentation, while discussing auto theft, the 
commander asks if it's legal to stop tow trucks 
towing cars (a common method of theft). Several 
people call out a jumble of opinions. Maple cuts 
them off. Nodding to the head of the legal 
department, he guarantees the captain a quick 
response: “We're not sure. Legal will get back to 
you with an answer by the end of the day.” 
Finally, after half an hour or so. Maple allows the 
commander to wrap up his presentation.

Before he steps down, though, the commander 
recognizes two patrol officers: "1 would like to 
introduce officers Jacques Guillois and John 
Bakke. Recently we were having particularly 

44 vicious robberies in Queens and Brooklyn.

Crime analysis identified that robbery pattern 27 
in Queens and 40 in Brooklyn were virtually 
identical. [The NYPD assigns a number to every 
robbery pattern—mode of operation, number of 
offenders, descriptions, and so on.] There were 
also similar robberies in Nassau County. The 
violence was worsening with each robbery: it 
was only a matter of time until someone was 
killed. We convened a special crime control strat­
egy meeting [of super-chiefs, borough chiefs, 
precinct commanders, heads of special units, and 
Nassau police]. We shared information and 
developed a coordinated response. We alerted 
units in Brooklyn, Queens, and Nassau County. 
Officers Guillois and Bakke, while patrolling in 
an unmarked car, recognized the license number 
[which had been identified in the robbery pat­

terns], stopped the car, and arrest­
ed two persons—the driver for 
being unlicensed and the passen­
ger for having three bags of mari­
juana. Guillois and Bakke arranged 
for a lineup so that a victim could 
make a positive identification. The 
pair was identified as the robbers 

we were looking for by a Burger King employee. 
Officers Guillois and Bakke, please stand up.”

Along with the rest of the participants and the 
audience, chiefs, super-chiefs, rise and applaud— 
applaud patrol officers. The officers have been 
assigned to a month of special duty in the detec­
tive unit, a career-enhancing honor.

In another case, participants in a meeting were 
perplexed by a burglary pattern in Washington 
Heights: burglars were concentrating on cable TV 
boxes. Maple and Anemone pushed the issue, 
instructing the commander of the 34th Precinct to 
find out where the boxes were going and report 
back at the next meeting. Back in the precinct, the 
commander assembled a team of officers who put 
together a plan: youthful officers posing as bur­
glars worked the street trying to sell “hot” cable 
boxes actually supplied by the cable company. 
Finally they found someone willing to buy them. 
They obtained a warrant and searched the buyer's 
residence, where they found a cache of stolen 
boxes that he planned to resell. At the next meet-
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^^omc!dramalic^ly.::|s tliisa blip or a
:sitrend?jWith somariy^factorstinplay, it
a^nay.bejafbit of botli : * 4 ^ * ■;; -

Richard lACAYO •ii
want TO SEt A'riVJC MONUMKNT.TIIAT NO CITY 

i*. SB Wwouldevcr\vanl?ColoNcwO<lt*ansandproccal -1 ■; - • ■•-n ■
'•■ ■■ ■ to ihe inlcrscclion of Congress and Law sircets, [

■■■■ just a few blocks from the lourisls’ljiiin Quarter, V 
HS BB Walk anywhere in that neighborhood of trashed t 'I; " •

-5lorcfi‘Ouis iiind jlilunt-sliouldercd Aousing ‘ .-.'tr
piojects.'Il ivon’liake long to find \^Is that arc ?f*r 

i^j*spattered with grimy little craters. Tliuseare bullclholcs. Every '-5^ ' .V^-'
-i^Hieofthcinisaiiunoflicialniemoriallothemayhcmlhatwasdai- •. '
.i^>ly life around there until not .so long ago. .. s;-’''. .
^V>^taiting in the late I980s;drugjdcalenshad claimed Uieplate *
^tas their own, part sales ground, part killing ground.’whcre they * ‘ ‘ ....
M^ei/cd mar ket share the hard way;^thdrive:by shootings and turf 
/^vais.Al the nearby St.d’hilip Social ScmecContcg prcsthoolers • . •*;

steamedt«jdivcforthefloorin*iih9obngdrills,^thcn.slayihereun-
ifieir teachers sounded the all clear. Uy 1994 there were lliree ~'^f^vrv^
more killings each month on IfiesticcLs outside. Standing now 'ii ■■il.tli ' ’

o^vhcTc lire unlhinkablenscd to l>c the unremarkable, police lieu- ; * t_i/^ 'w ■ i
•^^cnanl Edwin Compxss'llI looks around wlh a shudder, tl’d bet j
'fBt W.1S titumust dangemus block in the U.S.”. ^

; -SSTliegoodJhing aboul.monumenis is Uiey.commemorate the ’^1 I
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fi That mix or H»oe loaiBor ana10 wkhifinadeadiff«rence.Bylhe«dot 
U itft year UUinp around the Hum projects

g s^n££;s;.t2r5.‘'5iJ- H IStS?£i'S2f!r'^M outbreaks of dvie life in New Orleans.
1ft What are people oelebratlnrf Maybe Just
Jft the return « their freoom to move
§ *™New Orleans ia not atone. After years of

ift Intheninedtleswithapopulatiwofm^
2fi than 1 million, the decrease in wofcnt
S erimeswaa8%inM94.Naboi^i™r*
Sft deiafeUlS* in the first ftoiiwthaonsss.
aft tndaerioos crimes of all IdndidTOpedl* 
aft toi*.11>esoburt»,ton*a|rowd>w»fw
ai felonies, posted declines between 4» and
32 s% last year in violent crime
33 What makes these numbers important,
31 not Just encourtging. is that thej^end
2j what is plainly a sustained re^ from Ae
36 cniflk-fueled crime wave of the late 1980a
37 Aooordinstotberu.vldlentGri»esriaited
as lodedine in 1993. At aKveys with crime, w
3ft area of famoudy wig^ frond lines, the
4ft downward curve is not to be found every-
11 where. Minneapolis. Minne^ for to- 
42 ctiAoc. it rtJl pBt*l*D4 over why to 1995S bJJSddesdim'K^more than W over 
H the preceding year. Even with ^ down- 
S w^trend, ertae rates wndn

I
IB2 of the *90a oowd in» Ibdr

**”rc^2thtf.*wntb,«®«1»tob,dbe

61 don of young males in the general popula-
S SS.thVtevdingoffofciMk»eameuse.t
S3 moderate urremptoyment rate and twgh«
M »ir*«nrine that geu more fetoos off IM 
fiS street a^eeps them off longer.
66 Certainly demofraptocs to 61 Ver> simply, there are fewer peopto m the

y HrS
— -I tVJ

tM SI
mi

3tS mmSTRICTER SENTENCINGiTJC U.5. priion population more tiuii jdBpriSoncrs in st.^ 09 - -
ndoubtedmrcrihepast 15 wiuch .vftK8 

that Ifwnr repeat oKr-.doiS ha*L- ^,^uWll

'7b £1) >;b i
dbccnlal«cnollthcil,i:Hs..'Jirtr.nrtinj;a
«ptacc to pul them all is t^.tlnn harder. At yc,v ,.n,l I'jSil. 1 ii'Cvi iv ^
^IhclSldonia Initrtutioa tor Men, tn Chiiu*. fCi!v'.ili"'n'’"KOfTCMl;d liyVL
Vmon oHidjlshare lud to turn the . . . Vflfca-llO 1!:'. lHal E'l'f' f'"''' ''•
Wiports facility into a bunk room >- V ' . •• ‘ '•

Si
ss

that tegan fat 4o 1960s ^ lena^ y 
work ofbaby boometsM they moeri tote 
dtoie years. The same boomeis ere 
into their 50s, an age when you re Jutt riAt 
for fiy fishing but not much good with a 
lemlautomatic. The bad news, however, to 
Hiat today's smaller cohort of teenagen is 
more prone to crime than ftseUeiswwe at 
^e same age. Among 14- to ITyear^oldt, 
for instance, murder rates slyiuckotod 
ever the past decade.

The trade in cradt cocaine aim ^peais
to have ehang^. Peibapa it has toit M ca« 
chat -As wi* any drug epidemic, fho M- 
tractlveneas of the drug begins to WMrW. 
partly because usen ace ao many «f toair friends dead.'says James *•
OClA professor who to one of the nadm a
most prominent thinkers on crime. That's 
important, because crack was the poatim-

oea adwoto. wito sorviving dtotribu

5SS5iSS^sJj|:
&S£.TlXxS^
S£l!LlSuiUn!L<in»^“<'
denttothdrbodn^^otopnionw violent or r^eat ofPoo^^
Bennett the fennar Seocim ef USSSdiug earn.‘Trbow *
Last week Bennelfa Coundlon^

£,S2.^u*SStlSK
time. hOJCASYU. law
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• .^^rea crime W.ive w.iitinK to Itappen.-Panbe Mryrr, 20,

~'7 ■ r^^mroiVs at the WiRhlRidcr 0»emi;;bt Copy Scivir c m ClucaKO-
, - -" ■-jnUJtfc there through iohs. tor Youth, a ISfRely priv.Tlr.ly
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Qnnperted.T1ieyur|«d even more tores*
^Julinfi

But ante end spin, the eqwis ere siw 
rmuming to »n aptanabea they 
hev« ds^ down in the pub men effie^ 

polidng dniegiei ft it mpe^
J eon ifdo to behev* that eepe eu ben • 

impaet on eiime rates, an epinkn that
vW ben ani^sljr out of Imhian an^ 
^ Wndonal studenta of crime. For 

diey held that crime w too
__^ ooonoeted to anderlyinc loeial
oeuaos, Trf"*"g everything from the riate 
of the eeonamy to the breakdown of die 
bmify. Such things are stall asumed to 
play their pert in producing aime. Whet
1 changed is the view thet police ire UM* 
fbl only to dime down bed guys efter th^
atiiko.

AH over the U5., the decade of the •Ws 
leenenpid relnventianaf bowthep^

an/|

Bee do tbair iofai..«peda]ly in major dticK 
A doBge Rom* squad can to foot pa* 
trolling, a diift to 'proactive'; polidng that 
•eeks to dissolve proWerwwi as open*air
drug marts rather than Just rack up arrests, 
the man froqueni establishment of cron 
agency task forces to target spedfic prob­
lems su^ IS ear theft or drug crlme-all 
are now oommoi^ace. *Ihis decline in 
crime rates is more then a demogrtphle 
pbenomenon.’ uys Jeremy Tnvli, dir» 
lor the National Institute of Justice, the 
renarA arm of the Justice [>epattment. 

*"PubllC policy can make a difTennee. Po* 
P" mf*'* * ------- “

M #____ ___________ _______

Itinmon ugramfn ta^eotioa 'tfl
w« aae nmebo^^ dent fai^, un ask 
them what tbej^dotef then.* aytOom* 
pan. "If the story doomi ehedt ouU we 
eirest them for trespassing. Now we don t 
see aa many drug dealen aiennd here. | 
But at the ame tiine, it ha meant «■«} nj^ghbochood-frieodly a^ fte to* 
patrdling and problem toMng to farm 
the loowy deSnod stiacgy aBed earn*mmU^dnf. "We do neighborhood
deanupa. eounaling on child abuse, you 
name ft.” says OfBoer DJuana Adams. “Wo 
* ' • the children with tbdr bemeworic.

lape. luuuery. auto theft, 
lai^, asuult and buigiarywis in 

something like sutistical free fall, drop- 
dng 17J% last yar. Mayor Rudolph Ciu* 
Uuu end bis police commisaoner, WUham 
Britton, both insist that the reason is their 
devotion to now ways of doing poUce^- 
ness. John Dilelie Jr., a professor of politia 
and pubbe aflairs at Prinoetcai UnKeisity, 
ays that dna the mid* 80s top brus who 
embna a dmiiar diift in philosophy have 
risen to key positions in dtia afl around 
the country. *So now you’re seeing better 
policing. Notmlrsda apiaceas,btttto

Ifodl^extent that is true, pdlw haw 

had to pull themselves in two disparate 
directions-touiher and after, as the COM
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goodgredoL- ^
New Otieoni is also Ieamin| what dh* 

a dHa hove ditcevered wfaott any m^
mere cdBan eeay frten the petrdWea 
policing to limited than to 9U ana* 
geney-feepona edb. The iaenmfoeod^ 
face eentadt between and Ite pe^
diey wak amon^ witfi no whidamaldto 

' MO. heipe to restore li
lcwOriMns.wfaidibaa .»w»w, ...» 

mme ipeetaeola taisttnea of pdioe ca* 
ruptloa to is an taveluahle side benefit 
"t fob betta almost a soon tt the poliee 
moved In,* iiysBmda Hofanes,whoilva
at Deshe. die NewOrieeni beasbgprtot
with the moat pdgnant namei nhay^efi^ u ow lives beck"
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pcnM- atinsDUfy sot cac town council xo desiCnate 'downtown* Tiylor » a historic 
distriot which meant a ban on die public 
consumption of alcohol. The croup even 
peituadM the T«us NadonJ Guard to 
wDdoae 48 wom^ buildings near the 
laflroed tracts that bad beoome weekmd 
aquats Cor drug dealers and their odS'

ti5—r---------- -'W.-. _
- / . ■ .• ,

■^^9/5 ,.^1985 .:*?1995 ..^,21

DEMOGRAPHICS ,r.e cno.t
lCfinie.pr«nc group. -“ A, Ihe Mount V»c*« Youth 
vSenrice Center in Denver, juvenBes in custody lor 
^warious oHenses line up for lunch

^71

tomeis. who used to come in by ar and 
train. Taylor these days is mere Ifa it used 
to be. *I can sit on my perch anytime now,' 
uyt Mae Willie Tuner.

The rinde greatest impenderable bi 
the crime dmte is the role of cua eontroL 
Or deoonlroL last week Teus became the

sadi state to allow peo^ to cany eon* 
ceded weapons. Tha tattenale is to dis* 
couragacrime-aupportew toy Mobs aril! 
think Iwiea aboot amnlHru paople adio 
may be aimed. Florida became tfaa 8nt 
state to pas such a hnr fa 1987. Siaei dton, 
mof* than 190,000 people diaie have ap-

Now for the Bad News:
A Teenage Time Bomb ,
iHKrraM joirrova.fiviaM>sociiaaa ow uohtnow, aur 
~ ■ already they are maldng orimlnologists nerveui. They are
■ growing up, too ftequendy, in abusive or broken homes,
■ with little eduh supovision and few positive role modds. 

Left to themselves, diey qwnd much of tbdr time hanging out 
on die streets or soaldng up violent TV shows. By the year S005
diey will bo teenagers-a group that tendito be, in toe view of
Noraeaitero University oiiminologUt Junes Alan Fox, *tem- 
ponxy sodopalhs—impulsive and Immature.* If they also have 
easy socas to guns sna drugs, they can be extremely dangerous.

For all fae heartening news raered by reeent crime stalis- 
da, there is an ominous iip side. While the ortme late is drop* 
ping for adults, it it auaiteg far teens. Botwoan 19M and 1994. 
the rate at wUdi adults age 85 end older eommltted homiades 
de^ed 22»; yet the rate jumped 16% for youths betw^ 14 
and 17, the age group diat in the euly ‘90s supplanted 18* m *4- 
you^Ids as tne most erime'prone. And that is precisely the age

poup that win be boenfag fa foe netf decide. Thoe are ciir> 
renth'38 mOnoB cUidiee under 10 fa the U.8., more than at any 
time sinoe the 1950s. *TUs is the edm before foe crims sttnn,* 
uys Fea. "So kag as we fool eondvei fa fainldnt diat wtfie 
wiiming die wv against crimes we may be UfadsTdad by this 
bleodbadi of teenage vklnoe ^ is lendogfa the hterc.* 

Demoradiios don't have to be destfay, but efacr aedal 
trends dottle to ooDtradtet the dire predlctfaps. Neatly all the 

ton a»t 000 ■ 
lds.dildabu

ijrcEaii'

futon ^at oontribute to youth nliiiii rinde-pareot house­
holds. cffild abuse, deteifaraling fanerdty saoeds-ete getting 
worse. At foe same dme, gevenunant is beoomlq^JSiiJSL 
morejoleceifadJli^eBding m«sy to hd|p
lessor olpolib^ndpubheafEriis at Princeton, to wsn about a 
new generttioo of'supapredaian.* youngrtan who are com­
ing of age in actual and 'moral pov^ * without *tfae benefit of 
parents, teachen,' coaches and eleiw to tmeh diem li^t or 
wrong and thow ^em unaooditionariove.*

Predietins ■ geiMreden’s future erimeputams is, of eoune, 
risky, espedally when outride ftefois (WO neck us

versity of Miimesota, argues that the demogr^ihle doomsayen
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kM«boiOow«dralaas.ordInuttytoAM- 
rfan 10 CMiy • |im, to do to le^. On ^ 
oUnt hand, (on honidda in Flortda
Mioed SBft dnee ibe k« wu iotro' 

Micbael McHvpt* of the Floridi

4epartnient of lv» onfercement dmip. 
wyinc.”Ifyou look «t the ov^ tfa^eal 
pletuf«i we don’t believe the lew made any
**"^T?e3’eedveneti of fun lews that in 

atricter b no easier to compute. la tae 
three dtiei with die most dnmatie recent

jfji—■ ia bemidilo-New York, Kansas

item their beaxiM and stemininc the Bow

fr^930 to 1994 to 823 last year. Pdiee
tUnkpaitaftbeieaioninightbethatllli- 
aotf pew. Victor penalties for Monies in* 
«oMnf a Bieann kw penuaded My 
ancmainben and dm* dealefs to 1^ 
Se tans d home. "Well arnst e whole 
enw and stffl Snd no tun^'top Paul 
jeaUns, the Oieafo poHce department’s 
director «f news aCEiiia. Bet while the
anecdotal evidenoebsugiestive.itbnodi«
tof like Bm. "If we knew the reason for 
incoeB. we’ddoalet man of U." saplenk-
|na."We’dbottklt" ^

For now. keep die botdea imeoiked.
Talk to most eap^ in lew enforcement, 
and they soon eomplaio about the paudly 
of aoh'd research to identify what wtaks 
igiiost erhna. Nerval Morris, a professor of

criniaolov at the Onhw^of 
Witf #A. compares the state ce knowleMeto hblddtottat to medietae earlier in the
eentuiy. when doctors were commonly in 
the dark as to whether their treatmeab 
worked, or why. Testing the conse- 
oueim Per eriiM] of difbient drag poU- 
des. different houdng pnedoea. differmt 
polios ptacBew trt eery, eery rwely 
doneL*hasvs.b the1268 preddenttoleiBetion. when
tistag crime was an brae, Wi^ Hoite 
berame the wanted^peder child who

N«.i
Morris, professor of lewuid toimi*

St the Untwsity of Chicago, 
finds Dllullo’s notion of sbm- 
pi^tors too dmplistie: The nu- 
snan animal to young males b quite 
a violent enfawal all over the world.
The people who put forth the theoiy 
of moral poverfy ladr a seiw of his*
toiy and comparative eriminoiogy."

Yet ether studenb of the inner 
dty are mote peashnistie. ".Ali the 
basic elements thd spawn teenage 
oime are stiQ in place, and in many 
MM* the indicators are wotw.’ says 
Jonathan Koe^ author of Amosing 
QrxM, an eaamination of poverty in 
the South Bcou. There’s a dramat*

Uds. We’re not creating newjefaa. and^Ve^Improvtaged*

m.

itives to pnp md dngi.
I DOUio. a bw-«nd<order oonsetva* 

the, adi«CBtei tougher proeecutton 
■nd winb to strengOMn raligiouB in*
ettotions to instiD better values. Yet 
he opposes the CInpich-led effort to 
mskftde^cobtosodslpropama*A 
foikirc to mslntBiD edsting welhre

I ind health oommitincnt for bds," he
i i^a; “b to guaiantoe thd the n^ 

wave of juvenile predators wfll b 
even wDtSB dun we’re dealing wltfa 
today." Diluho urges Blow oonaerv. 
dhes to think of UMaii not as a 

I hea!di*eBeFtogram*butas*anaati* 
ortmepolicy.”‘ ara».MB.M.«e4«rti

hvr«* - •
.liiifcfei
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Uujh. In B‘U 
Clinton ncutrali7.«d the

and would put 100.000 nevv pdlirt
_____ on the streets. In an Interwieu^th
TiMt, ClintMi aid last week that thyS 
try has embarked on a hiitori^hange;
* Wbat’s happening now across^enca «• 
SOTtlally doses the door on ajrera that be- 

Witt the murder d&fy CenoveM 30 
■* In thah4iln^ne episode of 

poDUc infllBSenee, Genovese, a youM
NewYorker, was murdered while do*w of
pemle Ignored her aereams for help. I

now we have ended both the Isolatioo
/rf the police from the community and the 

idea that the oemmunily doesn't have a re- 
gponsibility to work with the polieeorwith
itsnei^b^* . , .

Clinton's tough talk on crime helped 
him win back some of the Reagan Dcm» 
cratswho had fled the party. But with crime 
rates falling, the issue may lose some of the 
imporunce it had for vrtert two years ap. 
Tl^Kh An»erican8 still teU pollsters that 
crime is at the top of their concerns, that 
may change as hgging per^ow 
op to new realities. Meanwhile, the Pr^* 
dent sees the political advantage M hU 
Thwgh crime has hardly been mentioned 
in the Republican primaries, the Olnlon- 
Core Re-Election Committee spent a sur­
mising t9A mOion lert summer on Tv 
M ttat ran in 24 sUles. touting the Prm- 
idenfiioeoid on crime.

As the ye« goes op, ospert Olnton to
lionet Republicans for

az as asril Seiratt«ipttoresdndlhelM.OO^oeu^ 
eops piovi^ in Us 1S»4 crime Uf In 
SvSittiHitouse vortlon. munldpal^
get the money only tf they use it to hire 

*. omvolHeertiiidusetheintoooromonity-
** poUrtog pMnnis. RepublictM want to£?&tfiSn^teadinUo/grait^^^ 

Mtas to use as uey see fit Lnst month the
fftddent vmoed the eppiopriatiow W 
that would have «*l«»*utod hla wto 

*Idont ten aU these

fiZ«
ISBftI

ssSfi
§8SflftSI6Ssa
ftiassssz

t uraw. -laont leu au>de^tbepoIicc.*iaidClin-^1!?aho2ddeaDday.An

^oliceXJuinmis-siononVilliaiiil^raHon ' , ‘‘ ^
out to prove tlial cojis re;illy can tail ' V ^

flfcriinc.'^lie.expcrtsst:offccl-luil felony ,
SBiutcs have clroppcd so far,-so 

•'^llierjcxplunation malco.s svnsc •;

money tfiat 
foDv howto 
ton, “or what —, —
I my is thaw has to bo • eomraui^

* *Ot« !■* am » »i»«
There may be a eonlunetion rfh^a dto
hieky developments thatholing crime 
in check light now. The trick will h» to find 
the way to l*ep it all working. But for once, 
it is pemibte to suppose the trick iawa we
can manege -nisieiearV

MRICROOUy

Cf IS FAUiNC F»OM TMl HW TORE

out in dm sun loo long. It^s 
past 7 on the third momiOK of the 
new year, and Lawrence who to 

__ the 10th Prednel in midtowo Man­
hattan, U sUnding on a podium fa the oom-
mand control center at pole# 
teis->lbe “war room." His fact is bright red
and a Uttla daimny. His body is uHred up 
tfaht He Is surrounded by shames of rtads* 
teTscreos filled with oomputariaad mape 
and diails and K.T.F.P: bosses, whe,amn-
indy, aeem to know as mudi about erhne fahis predrict at he doei. *** been W ^ 
rince we’ve seen you, Tom, sayiQuefof
Qmitment Louis Anemone » dark tone
aeep>ngfatoMivoioe.*Andwe’icseefagaaSSaetarobbeiiee" ^

-What’s the pattern here &pr a^
Deputy CWnmlsfloner Jack Maple the de- 
puwnent’s thickset, dandyish crime gure 
l^nK a laser pen. Maple acrawb on an 
overhead map, tracing mbbeiy pttterm 
the way John Madden ditgrtmi footW 
plays. Maple drdea an arehlpdago fa red 
d^inugglnp along Ninth Avmue'Whtt
tre you doing to tike these fuyt oulr

iB^ed maa who wmis hii toadfag dstoto 

WiDlam Bmltoo —
meetfaB aa a wuy to make hia 7B fmfinnf

total fafaifies lit New T«k Oty ■« dourn 
gm to just two yan^ to leefaa Bfa amn
diMuiha early BWe . ^

Qtow had been fdUag fe^ ^
1M». thwiks to eommontty pot^ 
togiee a totontog in the raw of file emd^

be* aad 'new eope But as Cematai took
hold to May 1»4, the drop bow a ^ 
dydocW*3faltaffair.p!uo^fa^»d 
fastar than ttM dene anyamera aba to tha 
eontry, tower than any cuhnral er dono> 
gnphie tread oonldeBplaiiL For Iwoymta,er£» hu dedtoad to dl 7S predmtt

are off by e third, borglarito by a 
r- No wonder ComsM bis baoome
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Undon, FkwhAiit Ziinbibw*. T«iwu~ 
ituWofNewYflrk’smMJe-
If IbM witm Mem tM« to »nie*>

coH who eml tofce Cotmtoft
(end Lebne kadeie who vy mm cf 

Bntton’e eofa eeiry Ui acBr^ve «yk too-
-"Uui's toe demo bed, ayi Bnttofk

SocoeM teiY pretty. ewB far hii oww. B-
faeiive prednct cDmmaoden Mcb M 
Lewienoc (oime »« down b» W* 
pradnet in 1985) inertly jet e
J^om ran et Comttet wbo d»w
ep vaprqpeied, witfaeut
cohennt itteteglM to 
duee crime, ire fried

of ell preeiact beeMi 
have been ledaoed on- 

Bnttoo.11ioeewfao 
eofvive fct unprece­
dented cutonomy but 
btve to demonstrite ex- 
ttMriWnnryieeu>».Somc 
fad prMSured to ebeve 
their itetx; ee the New 
ToricAiilvNiruateport- 
ed lest faO. e ooninuader
fa the Bronx told hit 
tioopf thet aueult er- 

VoeuldbeiiMdeonV
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when vkdmt fuffered broken bona, not fat
Vm or block (MS. Oimes in tbe etfepaqr 
phmuneted in B( prednct

*Tou hsM delivered big time.* mys
Bretton. itanding to eddros hU Cpmi« 
iBiiitgcri- Hq ivniods them thfttwlm hf 
wet hired ewiy from the Boston Pdioe Do-
paitment in Janueiy 1994 by Mevor-^ 
Budolpb CtuUeai, who bed made crime 
end quality of life hit major ampain 
themes. Brstum had asked for an bnmedi-
ate 10% decrease in crime (the request WM

. met with derition and 
disbelieO^n tbe end.

tpel5%redu^in,and 
ypu prt me(^^ 
yor you accounted far 
eo% of tbe aetiooal 
crime decline-all from 
one dty. You proved 
that police can change 
public behavior. For 
dut you should be 
proud.'* Bratton pauses, 
then snaps, *Now fst 
your feet off the d«. 
lYs 1996.’ In the new 
year, he says, he wants 
an additional 10% r^

imUeiEW YEAR'S RCSOLUnON: ^
comiiii&&ionc r, visitinj; 

.,^eB Manhatton >^tation Iiuu:.l% ; 

.4awv*ants3naJilil>unal 10°i> J 
Jfa^Jropincriiiii.-

dudfoa-more than oven Ciulfaiii ejects. 
If be ^ it. New Yorl^s MfaM nto win be 
half it wii Bveyoai»ifiw1bat.hasm
later, *thouId show the crfndDolegEsisuM 
rtfrw to five peBea crodit*
yoMttle far ony of New YM» abna

Gammteiaoor ReymoBd Kd)y. OtBon ve 
watching Bnttoo with moutfaaafipe.”rva 
never seen anything Idte It,* myt Univmri-
ty of Mailed criminologte Liwiann 
Sbennn. who has rindfad 90 pbUce do- 
Mf*™^"** in the past 0 7<to^ *Folioa 
ddab luutlnahr aay. DonY « » 
bring down erhn6,DeetnH wo den^ eon- 
tmliiBeaasca. But BitannsmJwitfrooP'
parito.irsthemomfecosadcrimwtadue- 
tiea Aft rvemon. It wiD taka ttma before 
wo can anr bow much effect It bs bad, bet 
lUscleai^iinew.WbenlsatfnatCoin* 
stet I toought, *BnttDH fanslnf erimedala 
far manaesmeot by ofrioedvo-a bask idea 
thafs nevor been tiled befara.**

Ybeto's moro to the GiuBani-Britten 
strriegy. of eoune, thin tanorii^ 
tains at os^-moming meidn& Though 
their piedecoMDra. Mavor Dam DiaUm
■ad KaQy. deserve real credit for putttof mote oops on the b^ CiuBani tostrudeo
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■THE BEAT COES ON- Despite Bratton’s touf;h potictes, some conimunilir patrol 
»H.ceri, like John Carctuic o! BrooUynS 7741) Prceinct, still have a soft touch

Eratton to do ntnetUng DioUns would 
oevor have allowed: use tooce ecnc to aide 
down on minor offendm. pnbne dntnlo.
pothetda* tfioae who inlBite on the stnet

apuecbix^.

theory. 6zat put fiorth in IfiSlbyoriminde- 
tto Jiina Q. Wlboo end Ceotfi L 
KdUnf. WUaon and KdhBt ergued thtf 
minor violations aeate • disorderiy envi­
ronment that cnoourages mae serious 
oime. “I dioae Bin Bratton.” says CiuHani. 
*becauae be agreed with the Broken Win­
dows theory.” Sure enough, as arrests for

■small offenses rocketed. New Yorh*« streets
became notably more dviL Then Maple, 
who has been Bratton’s aide-de-camp end 
crime strategist since Bratton was slashing 
subway crime as New York’s Tyansit Police 
diief in the early 1990s, proposed an in­
triguing corollary to the dteory.

He wanted to go after shootings, and 
be Imew that gun possessiai and drug 
dealiia were Intertwined- "It's relative^ 
hard ior a uniformed patrolman to eaten 
someone carrying diu^” Maple says. *But 
u we’d seen, it's easy to catch someone for 
an open can of bew on the street.” Thus 
what the cops call "beer and piss patrol* be­
came a tactic for apprehending more seri­
ous criminals. ”Your open bw lets me

chaekyourlD'saysMaplfc-NowICttim- 
dio the precinct for outstaodtogwarraDti or 
parole viobdons. Maybe 1 bump a^nd 
that bulge in your belt; with proable 
eause. I ean you.” CMI Hbaitariaaa 
have bees screaming, but dwotings. gun 
murders and otha sigu of faeanns ase are 
down-proof: Bratton says, that fougi are 
leaving the guns at home.

is a sigaiSeant departure from the

.^666
♦IWuMfrs ‘i*n»ictnl

San Antonio 194 il40 
YijikOli;:!;i;S7i''l.l82 

^nflicno :.m-).119 -W94 jd2l% 
iloustoo ■ '>^79 «04 j:20% 

.SMouiS '-^<ir5»e248 #203 *tl8% 
-Miami •. , r>^29 ^J11 '4^14%
■Ki'wOiIwns %|B421 tS364 S-14% 
■Cliicaf.o ■■ -T^m30 J-S23 ^12% 
Washmflon '1^99 ^60 4^10% 
Allanta ■ .••'^53 A145 '»-5'K, 

-Dallas - ^4X231 A276 r*-5% 
Delioil ■; :^525 95514 '^2% 

:losAnj;i:li!s '•-;;3’$83C ^28 -^^1% 
-i’Jiniaiii ■•‘-,s-3«44 
JpalliiiiMii: ...’■.■'jiJBZl i3f373
-Diinvia • , ■ -r-jC-85 ,^,t90 •<€% 
Unslnn ^15%

• Minniiaiiolis -'■^<G2 -t^S7 ■IcSS'ti

■ -^53 A145 'tt-5'K, 
j,jijC291 A276 ri-5%

aarvioe-oriented'eommuiii^ polking in­
troduced during the Dinldns administra- 
doo. when beat cops were eoonuaged to 
be prablem Mlvert for e Dd^borheod.
(Now the patrolmee funnel these issua to 
their preset eommaodeis.) The Brittao 
vordon of eoiomuiiity poHdag is to devise 
strategies that target spedfie criminal be­
havior. Special sqwdls ve dispatdted to hit 
hi^-«ilnw hot ^ota, while others Iradt 
down iDepl guns. Predoct deteedva DOW 
interrogata suspects not just about the 
almei they may have oommitted but also 
about etba gim and drug dealers they 
tatow. Eventwy. Bmtta bdieves, aO the 
poBdes begiff to dovetail, and crime drops 
£io^ the floa. ”Mod crlndnab eominlt 
multiple oimes,” be mys. ”We’re procea- 
iog crime data hsut than eva before, so 
we can Uenlify pattens eariy and step 
them after three oiM instead of 30. If 
yea do that dty-wida, yeuH knock the 
caime rate down.”

But what mme tink-and-Oe oops refer 
to u'Bratton taking the cuSt off us” has in- 
eresjed farce, abuse and discourtesy eom- 
plaintB to d» CMUan Complaint Rtvfew 
Beard 30ft. Many ef the eomplalntt have 
nevor been invesdpeed by tfaecziaefid are
toipoedUt to evdutte. SdO. tome Hew 
Yorkers fear the H.T,TA.*t new sweggsr.'A 
lot of pe^ ennY comfortable widi this 
s^” lays KeQy. ”It goes to the quettim of 

kind ef polidnf we went in AmcricL 
You cen proh^ shut down just about w
crtaa^tfyou'fCwilUngtoburndawnthevO-
b«B to s*^ ft. I tUok, there ^
beabedltoh.«dcrin>ewflljDb^ttp.B)>t 9

/^wtinwaanabythan.” - A?
W4UkiU lB6ul peisiueiit rumen that 

he’s soon jump ship, Bratton ays even if he 
stays only another yeu. ”lbat'f enough 
time to consolidate «# gdBs,ao that long 
afta Fm gone, my socoesson wooY re­
treat” As for fiell/t burning-village fan- 
egery, Giuliani and Bratton diimia sudt
w as sour grapes, pointieg to the benefits
ef reduced crime bdng eitjoyed by those 
hardest hit by it Latinos and Africen 
Americans in the poorest parts of New 
York aty. The aime reduction ha been 
ecrott the board, in ever)' nei^boriraod,”
ttys Bratton. That meuu four fower people 
uIm on the wealthy Upper But Side, but
51 fewa kllfod in war-ten East New York.
Ibe people who live there have notieed the
dunge.Tt umd to be that 1 wa throwing 
TBjfm on the floor with my son aD die 
time.* says Elisandrs Beltrsn. 27. ”beause 
of the bullets flying through my window.
But new I haven't seen e bullet h^ in a 
year.” She doesn’t much care who gets the 
aedit, just a long a the bullets don't fly
anymore.
UMnlHmYmk

-wtiftM^wtfciaeri
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Great Expectations: How Higher Expectations for Police Departments 
Can Lead to a Decrease in Crime

William J. Bratton 
Police Commissioner 

City of New York

Parti
Police Management

I have been asked to write on the question; "Should we e:q>ect police activities to mqiact 

on measures of crime, disorder and fear and how will we know?" Id like to begin by 

turning the question around: If we don't expect police activities and police departments to 

have an impart on crime, disorder, and fear, they almost certainly won't. By accepting the 

prevailing image of police departments as slow moving and relatively ineffectual 

bureaucracies by assuming that nothing can be done to change them, we are, in effect, 

making a self -fulfilling prophecy. No organization, whether h's a police department or 

private business, is going to achieve high performance results in atmosphere of such low 

eiqiectations.

I am police manager not a criminologist. I tend to think about crime not as a sociological 

problem but as a management problem. The scholarshq) about the underfying causes of 

crime is very interesting, but h is of limited utility to someone charged, as I am, with 

public safety in a large dty. The fiict that many criminologists have argued that police 

don't have much inq>act on crime just adds to my management problem. My job is to 

direct police resources and to motivate 38,000 police personnel I literally cannot afford
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to subscribe to a system of belief that tells me that the police can't accomplish our 

primary mission of controlling and preventing crime.

Instead, like many other police managers, Fve turned to modem business theory and the 

study of how to nuke large organizations work more effectively toward their goals.

Goals, it turns out, are an extremely in^ortant part of hfiing a low performing 

organization to higher levels of accon^Ushment and to revitalizing an organizational 

culture. Goals become a means not only of measuring success but of replacing 

unproductive or counter-productive behaviors with effective, goal-oriented activity. Goals 

can be used to in^ire an organization that has long been dominated by negativism and 

&uk-finding toward positive cooperative efforts and, therefore, toward success. As a 

police manager, Fve learned how to set ambitious goals for poUce departments as the first 

step toward achieving ambitious resuhs.

In this paper, I will describe two police management stories: the New York City Transit 

Police rince the early 1990s and the NYPD in the past two years. I think I can make a 

strong case that maiugement changes and goal-setting in both organizations were the 

primary catalysts for the steep decline in subway crime, be^nning in 1991, and the steep 

decline in citywide crime, begmning in 1994. I use the word catalyst intentionally. In 

organizations as large and conq>lex as the Transit Police and the NYPD, no management 

team can claim sole or even primary credit for success. The role of top management is to 

motivate and support the organization as a whole, driving it to work up to its full 

potential, but the credit for ultimate success belongs to the cops, detectives, supervisors,
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and precinct connnanders who take our plans out into the real world and make them

work.

Following the general police management discussion, the second part of this paper

discusses what we are doing in New York in terms of the relevant ciiniinolopcal theory

about police departments and crime. It also conaders some of the other pos^le fectors

that nii^t be causing the decline in New York City crime besides the NYPD. In certain

quarters, there seems to be a near absolute certainty that police did not and could not have

caused the steep drops we have seen. Scholars are ready to attribute these declines to

demographics, social causes, to siq)posed changes in the drug market, and to

unsubstantiated speculations about drug gangs making peace — in short, to any posable

cause except to police worL I think most of these ahemative e7q>lanations can be rather

easily discounted. They are sinq)ly not supported by the &cts in New York City, where

youths between the ages of 15 and 19 have increased slightly rather than decreased, where

the economy is reaMvely stable, where drug use patterns are relatively unchanged, and

where gmaU drug gangs continue to fight over turf in a number of locations throughout the

dty.

I am hopeful that this synq>osium will begin to change some of the preconceived notions

about policing and crime. Better management, better strategies, higher expectotions, and

more effort on the part of police departments can do fiu more than just affect crime rates

at the We have in the nation's police departments an enormous untapped

potential If we can bring just a portion of that potential into play, we can have a swift
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and decisive intact on crime. If we start to use police resources strategically and 

efficiently, we can cut crime by 20,30 or even 50 percent in the space of several years.

Consider the following story. A series of robberies is taking place in a neigjhboffiood and 

giving the local area a steepfy rising crime rate. It just so happens that this nei^borhood 

has enough political clout to have an elite police unit, expert at apprehending robbers, 

niecignPiH to the problem With all its fecial drill, the ™it identifies the robbery patterns, 

deploys its resources, and systematically apprehends the members of two loosely knit 

robbery gangs The robbery rate and the crime rate in the nei^borhood plummet. Did 

the police cause the drop in the local neighborhood crime rate? Of course they did.

But I can hear the arguments now. A pofice department could never apply that level of 

■slrill and that level of resources to an entire city. Neighborhoods without clout — poor 

and minority neighboriioods especially — would be lighted. Crime would be di^laced 

fi-om the places \^here elite units were active to the neighborhoods where they were not. 

And so on.

If I were to assert that lowering the crime rate in an entire city - even in New York City 

— is simply the process of repeating the success of the elite unit over and over and over 

again, many criminologists would be skeptical They would be evoi more dcq>tical if I 

were to say that an entire police department — even the NYPD — could be geared iq> to 

fimction like an elite ™it, bringing to bear the same kind of timefy intelhgence, rapid 

deployment, effective tactics, and relentless follow-up that make elite units so effective.
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But that is exactly what I am going to argue because that is what the New York

e?q)erience, at both the Transit Police and the NYPD, demonstrates.

The Transit Police

When I became Transit Police Ouef in 1990, subway robbery rates were rising steeply,

disorder was rife in the system, and &re evasion was dryrocketing out of control

Robberies rose 21 percent in 1988,26 percent in 1989, and about 25 percent in the first

two months of 1990. Many of these robberies were what we called "nrult^le perpetrator"

cases, involving five or more youths who would often attack and beat subway riders in

order to rob them

A lot of the robberies seemed to be crimes of opportunity. The groups doing the

robberies weren't real gangs but loosely organized associations of youths who knew that

the subway was a good place to steal They'd meet after school or encounter each other in

the ^stem, look for a likely target, and strike. As more and more kids picked up the

tricks of this ne&rious trade, the subway robbery rate was headed off the chart.

The Preheating problem was just as severe. Here is a petty crime that can coUectrvely

■itimnit to a colossal theft. In 1990, at the peak of the problem, some 57 million fio-e

evaders a year were costing the pubhc about $65 mMorL The turnstile areas were overrun

not only with fiuebeaters but with token thieves who sometimes seized control of subway

entrances and brazenly collected tokens fi-om commuters as they shooed them throu^
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illegally opened exit gates. The public was appalled and frightened by the q)ectacle. The 

criminals were emboldened by it.

Lastly, we &ced a huge disorder problem beyond the turnstiles. Some 5,000 homeless 

people — most of them drug abusers — were trying to live on trains, platforms and in 

restricted track areas, fri frict, more than 80 homeless people died in the subway in 1989. 

In aHHirinn^ aggressive panhandlers and illicit ha'wdcers were everywhere, disnq)ting transit 

operations and lenHmg an air of chaos and disorder to the entire subway environment.

I drew on the collective wisdom of dozens of Transit cops — many of whom were 

frustrated because they had never been given a chance to try out their ideas - to develop a 

Transh Police patrol strategy concentrating on robbery, fine evasion, and disorder. We all 

agreed that there was a clear connection between the felonious crimes of opportunity, Le. 

the robberies, and the petty crimes and violations. Seeing an environment of apparent 

disorder, the young multiple perpetrators reasonably concluded that they could get away 

with anything in the subway, including beatings and robbery. We had to change their 

perceptions in a hurry.

We coupled a program of full enforcement of all subway rules and regulations with a very 

targeted attack on repeat subway felons, e^edally youth gangs. Instead of closing 

muh^le-perpetrators cases after one or two arrests -- as we had been doing ~ detectives 

were instructed to pursue all of the partic^ants in a robbery. Even if we fiuled to find 

them an, we reasoned, the effort of searching, the bringing of wftnesses into schools, and
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the general ubiquity of Transit Police detectives in pursuit of subway robbers would start

to alter the criminals' perceptions of the chances of success in a subway robbery.

We also greatfy intended the pursuit of people v^ted on subway warrants. Using

con^uters and &xes, we cut the time it takes for the police to act on a bench warrant from

30 days to 24 hours. Our warrant unit started work at 2 a.m. vdien the fugitives were still

at home, and our apprehension rate rose sharply, eventually rising to more than 60

percent. We turned out to these locations in force, once again sending a message that

subway criminals were being relentles^ pursued.

In the fire evasion sweep, we developed a near-perfect tactic for the subway. Previous

programs to attack firebeating had usually focused on deterrence by stationing uniformed

officers in front of turnstiles. The cops hated this work, and the uniformed presence

wasn't having any iriqiact on the overall firebeating probleuL We began intensive

plainclothes fire evaaon sweeps throughout the system. The sweeps not only caught

firebeaters in the act, they also gave us an opportunity to intervene with robbers because

every arrested firebeater could be searched for weapons and checked for warrants. Not

surprising^', most subway robbers weren't paying the fire, and a good number of them

were cau^t in our sweeps. During the &st sbc months of this operation, about one in

seven people arrested for fire evasion was wanted on a warrant.

The last piece of the puzzle was our attack on disorder. We mounted a huge outreach

effort to the homeless, cutting the resident homeless population in the subway by about 80
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percent over a couple of years by steadily enforcing the rules and offering “round-the-clock 

transportation to ^ehers. We quelled disorder among school-age riders with a safe 

passage program on 80 key trains and with intensive truancy sweeps. We began 

enforcing the rules and regulations of the subway system against panhandling, iUicit 

merchants, smoking, drinking, laying down in the system, and many other anti-social acts. 

The message was sent by both our uniformed patrol force and our anti-crime plainclothes 

units: The subway ^stem is under alert police control

It took about six months to put everything in place, but then subway crime began 

dropping and it kept right on dropping for the next five years. With the exception of 

March 1993, when there was a slight increase in both categories, total subway felonies and 

robberies declined every month from October 1990 throu^ October 1995. If anything, 

the trend accelerated under my successor, hfichael O'Coimor, and has continued to 

accelerate since the merger of the Transit Pohce with the NYPD in April 1995.

The bottom line? Subway felonies in the first 10 months of 1995 have fallen nearly 64 

percent compared with the first 10 months of 1990. Subway robberies have feUen 74 

percent. There are fewer than 20 felonies a day on system that carries more riders daify 

than the population of most American cities.

Even more surprising, given the proportions of the problem, was the Tran^ Pohce's 

success against fiu-e evasion.. By the end of 1994 it was cut more than in half By the 

end of 1995 it will have dropped by two thirds for a total savings of about $40 milhorL
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It would be difi&cuh to identify a demographic or social cause for the decline in suhway

Clime. Hie subway ridersh^ is poorer, younger, and more minority than the city as a

wiiole. Yet in the early 1990s, subway crime dropped fir more steeply than New York

City crime, of vAich it is a subset. Between 1990 and 1993, the drop in subway robberies

was three times greater than the drop in citywide robberies. In 1991, subway robberies

accr^unted for nearly two thirds of the drop in the crtywide robbery rate, even thou^

subway robberies never represented more than ten percent of the chywide robbery total

What, beades the work of the Transit Police, could posably explain that?

Yet, as a closed and contained system, the subway does present a fecial case. By

intensifying police efforts in the subway, the Transit Police may have been driving crime to

street level It is possible to argue that subway crime was merely di^laced to rea of the

city. The Transit Police experience in the early 1990s showed how a police department

can swiftly and very effectively redirect its efforts toward solving key problems and

achieving key goals. It also sliowed that a redirected police department can prevent crime

by filiflnging criminals' perceptions of their chances of success. But it doesn't prove with

any certainty that sudi a redirection can reduce an entire city's crime rate. For ftiat kind of

evidence we wQl have to turn to the NYPD in the paa two years.
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TheNYPD

When Mayor Rudo^)h Giuliani appointed me New York City Police Commissioner in 

1990, we both believed that the NYPD had vast untapped potential But like the Transit 

Police, the New York City Police Department needed sharply focused strategies and a 

stronger direction to achieve its potential With its wide array of ddlled and e^eiienced 

personnel the department was like a race car that had never been driven more than 40 

miles-an-hour. The mayor and I decided to experiment with putting the pedal to the floor.

We challenged the NYPD to focus its full talents and resources on its core missions of 

driving down crime and controlling disorder. We set a public goal for the department of a 

10 percent decrease in felony crime in 1994. While many within and outside the 

department were skeptical that we could come anywhere near to achieving this goal we 

ultimately exceeded it with a 12 percent decline in 1994 and are exceeding it again with an 

eiqiected 16 to 17 percent decline 1995.

It took some doing to propel the organization forward. Although the pubUc beheves that 

police departments qiend all their time thinking about and combating crime, the truth is 

that these large organizations are rather easily distracted fi^om their core mission by the 

political or spdal issue of the moment, hi addition, the burden of emergency reqionse 

leaves police leaders with the sense that there is always something very urgent to do, and 

this day-to-day emergency footing cuts into the time spent on strategic planning. The

(
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work that is done on crime is usualfy done on a case-by-case basis without any real

strategic oversight. As a result, police organizations can be particularly subject to drift.

As you travel further down the ranks, you find many of the problems that plague any large

bureaucracy. For years, the NYPD had been organized around avoiding risk and &ihue.

Ahhou^ the department is decentralized into 76 predncts, precinct commanders had been

constrained on every side by regulations and procedures issued from headquarters. Many

police operations, such as prostitution sweeps and executing search warrants, could only

by conducted by centralized units, reflecting an abiding distrust of precinct personnel and

resources. Yet despite all the micro-management, the department was providing very little

in the way of genuine strategic direction. It was clear \\hat precinct commanders and

personnel weren't allowed to do, but much less clear what they ought to be doing to

combat crime, disorder, and fear.

Beginning in 1994, there were major changes in the management philosophy of the

NYPD. We established seven crime control strategies, dealing with guns, drugs, youth

violence, domestic violence, reclaiming public ^aces, auto-related theft, and police

comq>tion. In all these areas, we got the entire organization thinking abom how to attack

the crime and disorder problems, how to best deploy police resources, how to disnq>t

criminal enterprises, and how to use eadi arrest to develop information that would lead to

other criminals and other arrests.
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Prednct commanders were granted fiir more latitude in initiating their own operations and 

running their own shops. Uniformed patrol cops were encouraged to make drug arrests 

and to assertively enforce quality-of-life laws. At the same time, the central strategic 

direction of the dq>artment became fiu stronger and the lines of accountability &r clearer. 

Today, avoiding failure is no longer a formula for success, histead, the poative efforts of 

commanders and cops at reducing crime, disorder, and fear are being recognized and 

encouraged.

For the first time in its history, the NYPD is umg current crime statistics and regular 

meetings of key enforcement personnel to direct its enforcement efforts. In the past, crime 

statistics often lagged events by months and so did the sense of whether crime control 

initiatives had succeeded or failed. Now, there is a daily tum-around in the "Con5)stat" 

numbers, as the crime statistics are called, and NYPD commanders watch weekly crime 

trends with the same hawk-like attention private corporations pay to profit and loss.

Crime statistics have become the department's bottom line, the best indicator of how the 

pohce are doing, precinct-by-precinct and dtywide.

At semi-weekfy "Con^stat" meetings, the department's top executives meet in rotation 

with precinct and detective squad commanders from different areas of the city. These 

fmigli probing sessions review current crime trends, plan tactics, and allocate resources. 

Commanders are called back to present their resuhs at the "Conq>stat" meetings at least 

once every six weeks, creating a sense of immediate accountability that has energized the 

NYPD's widely scattered local commands. [For a good account of the Compstat
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Meetings see "How to Run a PoUce Department," by George KeHling, City Journal,

Autumn 1995]

I
Four steps or princ^les now guide the department's patrol and investigative work; timely,

accurate intelUgence, rapid deployment, effective tactics, and relentless follow-up and

assessment. Debriefing of people taken into custody, even for minor crimes, is now

standard practice, greatly increasing the department's store of timely, on-the-ground

intelligence. Computer pin mapping and other contemporary crime analysis techniques are

functioning as the NYPD's radar system, achieving the early identification of crime

patterns. The barriers that long separated the department's Patrol Bureau, Detective

Bureau and Organized Crime Control Bureau have been broken down, and a new q)irit of

cooperation is resulting in the rapid deployment of appropriate resources. Although

overall strategic guidance flows down to the precincts, many of the tactics that are

acconqrlishing the strategies flow up fi'om precinct connnanders, squad commanders, and

rank-and-file police officers and detectives.

In the SK-week "Conapstat" cycle, the effectiveness of every new tactic or program is

rapidly assessed. Failed tactics dont last long, and successful tactics are quickly repUcated

in other precincts. The gathering of field intelligence, the adapting of tactics to changing

field conditions, and the close review of field results is now a continual, daily process

rather than an or biennial event, nie NYPD can make fundamental changes in its

tactical approach in a few weeks rather than a few years.
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The new flexibility allows much quicker rehouse to shooting and robbery patterns. 

Identified by conq)uter pin mapping, footing "hotspots" can be blanketed with uniformed 

and plainclothes quality-of-life enforcement. People carrying illegal guns begin to realize 

that they risk hieing gun charges after being arrested for a minor offense. The resuh is 

fewer gims carried, fewer guns drawn, and fewer guns used. We have seen a 40 percent 

drop in handgun homicides in New York City since 1993.

The new strategic approach to crime problems has sharpened the focus on the criminal 

siqiport system: on the burglary fences, the auto chop shops and stolen car e?q>orters, and 

the gun dealers vsho supply both drug dealers and armed robbers. In many instances, we 

have been able to dismantle key pieces of the criminal enterprise. Shutting down the local 

fences, for instance, can have a dramatic effect on nei^borhood burglary rates. It may 

take burglars some time to find another outlet for their stolen goods. The same is doubly 

true of auto thieves, v^ho need an immediate outlet, in the form of a chop shop or a stolen 

auto e?q>orter, because stolen cars are difficult to hide and easy to identify. We are also 

focusing on people wanted on warrants ^o we believe are likely to be committing 

additional crimes Like the Transit Warrant Unit before it, the NYPD Warrant Unit has 

been revitalized. It has rearrested 10,103 wanted felons in the first 10 months of 1995 

compared with 6,113 in aU of 1993.

Tfitensive gunlity-nf-life enforcement has become the order of the day in the NYPD. 

Throu^out the dty, we are responding to problems like public drinking, boom-box cars.
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street prostitution, and street-level drug dealing. Neighborhoods feel safer, and people see

the police taking action against these highly visible problems. The NYPD's success

Mgnin.gr the "squeegee pests," ^o had begged for money by washing car windows at most

of the highway entrances in Manhattan, is a prime exanqrle of i^at steady quality-of-life

enforcement can acconqrlish. Continuing police pressure, backed iq> by arrests when

necessary, have all but eliminated what was once a constant urban annoyance.

The NYPD Civil Enforcement Initiative has given us a powerful tool to combat petty

crime and disorder. First developed by my predecessor, Commissioner Ray Kelly and by

Jeremy Travis, who was the NYPD's deputy commisaoner for Legal Matters and is now

the executive director of the National Institute for Justice, Civil Enforcement sends NYPD

attorneys into the field to assist precinct commanders in devising their enforcement

strategies. Together, they use the civil law -- eq)ecially nuisance abatement law, police

padlock law, and various forfeiture proceedings — to augment the traditional police

sanctions of summons and arrest. They close brothels, drug locations, and gambling

locations, and confiscate the cars and cash of drug dealers. We have been able to have a

significant impact on street prostitution by arresting Johns and confiscating their cars,

which we are authorized to do because the car would have been used in the intended

crime. We have also had a powerful inq>act on boom-box cars - using the threat of a

ten^orary confiscation of the auto to be used as evidence. We have achieved a high level

of conq>liance in neighborhoods that were once continuously assauhed by these drive*by

noise polluters.
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All this focused, strategic police activity has translated into steep declines in crime. The 

seven major felonies were down 12 percent in 1994 and are down 17 percent in 1995 

according to preliminary data throu^ November 12. The prehminaiy nuinbers throu^ 

November 12 show a two-year decline of 27.4 percent. Crime is down in every felony 

category, including two-year drops of 39.7 percent in murder, 30.7 percent in robbery, 

36.1 percent in auto thefi, 24.4 percent in burglary, and 23.8 percent in grand larceny. 

Qnfy the declines in felonious assauh (12.9 percent) and rape (7.7 percent) have Med 

reach 20 percent for the two-year period. These relatively lower numbers probably reflect 

the department's domestic violence strategy A\hich is actively eliciting corrq>laints of 

assauh and sexual violence fi’om battered spouses.

In terms of human intact, the real numbers are even more inqrressive. Afier steep 

declines in 1994, there have been 51,728 fewer felonies in 1995 through November 12, 

including 373 fewer homicides, 47 fewer rapes, 11,949 fewer robberies, 3,103 fewer 

assauhs, 12,520 fewer burglaries, 7,788 fewer grand larcenies, and 19,988 fewer auto 

thefis.

There have been declines in every borough and precinct in the dty. AO five of the city's 

borou^ have registered two-year declines of 23 percent or more. Keq> in mind that 

Brooklyn and Queens would be the fourth and fifih largest cities in the country if they 

were indq)endent munic^alities. In effect, we have achieved crime declines of 23 

percent declines or more in three of the five largest cities in the country.
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One clear benefit of the strategic policing approach has been the allocation of police

resources vdiere they are most needed and the consequent declines in crime in some of the

most dime-prone neighbofiioods in the city. As of November 12, for instance, the 75th

and 77th precincts in Brooklyn, v^hich are among the toughest in the city, were the leaders

for real-number declines in homicides, shooting victims, and shooting incidents. Ihe 75th

Precinct covering East New York and Brownsville has seen 45 fewer killings this year.

The 67th Precinct, another tough neighborhood in Brooklyn, leads the city in the real- 

number decline in robberies with 544 fewer. The 107th and 109th precincts in Queens,

\vhich had been the car thefi capitals of the world, saw real number declines of 1,186 and

1,063 auto thefis req>ectively through November 12.

If the current trend continues through the end of this year, total UCR Index crimes in New

York city will have Men 26 percent between 1993 and 1995 and 38 percent since 1989.

These dedeases are even more inq>ressive when conq)ared to the percentage change in

total UCR hidex crimes in other venues: While dime fell 3.0% in the nation as a ^ole

and 9.0% in New York State during calendar year 1994, New York City’s total UCR

Index crime fell 11.7% in 1994 - our largest percentage dedease ance 1972. New

York City’s ranking for total index crimes among the nation’s twenty-five largest cities

moved down fi*om eighteenth in 1993 to twenty-first in 1994.

Ihe reduction in New York City crime has effectively pulled the nation’s aggregate crime

level down and pulled it down quite significantly. Based on the FBI’s preliminary 1994
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UCR figures, dime reductions in New York City accounted for iq)proximately one-third 

of the national homicide and robbeiy reductions and for 70 percent of the national 

dedease in motor vehicle thefts. Although preliminary 1995 FBI UCR data are not yet 

available, we fully e7q>ect that New York City's dedeases in dime will again contribute 

significantly to the nation’s overall reduction in dime.

Why are the steep declines in dime happening at this time? I believe it is because of 

fundamental changes in the NYPD's management philosophy and operating princ^les. We 

have gone from a mido-managed organization with very little strategic direction to a 

decentralized management style with strong strategic guidance at the top. Our four 

operating principles — timely accurate intelligence, rapid deployment, effective tactics, and 

relentless follow up and assessment have made the NYPD a much more req>onsive, 

flexible, and effective force in the field.

In the broadest sense, an effective police department can't keep people from becoming 

criminals or control the social and demographic forces that, according to many 

criminologists, engender criminal activity. But we can keep people from becoming 

successful criminals. We can turn tables on the crimhud element. Instead of reacting to 

them, we can deate a sense of police presence and police effectiveness that makes them 

react to us. And then, in a narrowd sense, we do keq> people from becoming criminals or 

at least from committing crimirud acts as they realize that their chances of success are so 

much smaUd. This is certainly wfrat the New York City Transit Police achieved in the 

subway to drive robbery rates down 74 pdcent. The young felons wiio committed most
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of the subway robberies quickly learned that their chances of success had been greatly

reduced. Now the NYPD is sending the same message in New York City as >^ole, and

we are seeing comparable results.

Criminology tends to view criminals as a kind of irreasrible social force. Its prognosis for

the fiiture amounts to the cry of "Look out! Here comes a demographic bulge in the

crime-prone age cohort of 15 to 19 year olds, and we are aH going to be swanq>ed by it."

I don't thinlc so. Hie criminals are no irresistible force. In fact, the criminal element

re^onsible for most street crime is nothing but a bunch of disorganized individuals many

of whom aren't very good at wiiat they do. The pohce have ah the advantages — in

training, equ^ment, organization, and strategy. We can get the criminals on the run and

we can keep them on the run. It's posable. We're doing it in New YorL
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Great Expectations: How Higher Expectations for Police Departments 
Can Lead to a Decrease in Crime

Part Two
Theory and Practice

One of the prevailmg views in contenq>oraiy criminology, as I understand it, is the 

position that police have very little intact upon crime — that variations in the rate and 

prevalence of crime within a community are primarily or entirely attributable to variations 

in population demographics, the mq)act of social trends, and a rafi of economic &ctors. 

Criminologists, some of whom are quite fixed in their opinions, cite innumerable studies 

enq)loying a variety of methodologies to riiow the relationsh^s between these variables 

and the rate of reported crime or crime victimization. Specifically, they point to the 

relative size of a community’s cohort of young males between 15 and 19 years of age as a 

primary determinant of crime rates, along with the availability of guns, the supply-and- 

demand economics of the illicit drug market, drug abuse patterns in the community, and a 

host of other broad social and economic variables. These views are supported by 

enq)irical research showing statistically significant and highly positive correlations between 

the rate of crime and the various demographic, social and economic variables over time, as 

well as by intuitive arguments and anecdotal evidence.

As a basic tenet of epistemology, however, we cannot conclude that a causal relationshq) 

exists between two variables unless the intuitive e?q>lanation for the relationsh^ has &ce
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validity — it must make sense and confonn to our objective observations of the world

around us — and unless three necessary conditions occur: one variable must precede the

other in time, we must demonstrate an eiiQ>iricaIly measured relationsh^ between the

variables, and the relationsh^ must not be better explained by any third intervening

variable. Although conteicporary criminologys e?q>lanation5 for the crime decline in New

York City meet the criteria of the first two conditions, they don't e?q>lian it better than a

third intervening variable. Hut variable is assertive, strategic enforcement by police

officers in a well-managed and highly directed police agency. When it comes into play, the

causal equation is radically ahered.

As a corollary to the assertion that crime is primarily pulled by the engine of social and

demographic trends, contenq>orary criminology maintains a long-standing belief that

police activities have little or no appreciable effect upon crime, de^he the public ideology

and political rhetoric periodically mustered to justify larger police budgets and staffing

increases. In support of this belief^ academicians proffer a number of enq>irical studies

showing that the addition of police resources, including personnel, has rarely if ever had a

sustained mq>act on crime rates. If increasing the number of police within a given

jurisdiction has no discernible impact on crime, the reasoning goes, the institution of

policing is powerless to influence crime. Hiis lo^c incorrectly assumes that all police

patrol activity is undertaken with the same intensity and that police officers in disparate

agencies will be deployed, managed and directed in the same or anrilar &shioiL
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I do not tfltre issue with the enq>irical validity of any of these studies or with the 

observation that police activity has historically had little inq)act on crime. I do question 

the basic premise that because no credible causal relationsh^ has ever been shown to exist 

between police activity and reductions in crime, no causal relationsh^ can exist.

One of the earliest studies of this issue was conducted in the NYPD’s 25th Prednct in 

1954, where the operational strength of the precinct was more than doubled for a four- 

month period. At the project’s conclusion, reported street robberies declined by an 

astounding 90 percent, and burglary and auto theft reports — crimes that are typically 

visible to patrolling police officers — declined as well Increased manpower had no 

impact on homicides and minimal inq>act on felony assaults, however, since many or most 

of these crimes take place indoors or in locations that patrolling police could not easQy 

sCTiitiniye Desphe the project’s brevity and several flaws — it did not control for or 

measure the displacement of crime and it did not account for reductions that might be 

attributable to fttctors other than manpower deployment — it was used to justify demands 

for an increase in police personnel and resources (M^lson, 1985, pp. 62-63).

Consistent results were obtained when this study was replicated through saturation patrol 

in the 20th Precinct in 1966. Street crimes visible to patrol again declined in the target 

prednct, but no appreciable declines were noted in crimes occurring indoors or in other 

private places. As James Q. Wilson (1985) points out, the results of these two projects 

**were suffidently striking and conastent to warrant entertaining the belief that very large
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increases in police patrols may reduce "outside” or “street” crime agnificantly, at least for

a short period of time (p. 64).” Neither study, though, utilized sufficient controls or

measures to adequately determine how much of the crime reduction effect was due to

deterrence and how much was due to di^lacement.

The main conclusion derived from these studies - that any impact the police may have

on crime is due to a deterrent effect and is limited to the type of street crimes ea^ vi^le

to patrolling officers — prevailed in criminology and in police management circles for

several decades. The accuracy of this conchiaon is called into question by our

contemporary experience in New York City, vdiere we have achieved steep reductions in

all categories of crime, irrespective of their visibility to patrolling officers. We have not

found any agnificant variance in the relative proportion of reported "indoor" versus

"outdoor" crimes in any offense category.

Samuel Walker (1985) has argued that the addition of more police to an agency has

historically had no demonstrable effect upon crime. Although Walker acknowledges

police do deter crime to some unspecified and hmrted extent and that arrests serve a

qiecific deterrence purpose by incarcerating criminals, he says that the iiDpact of mere

police presence as a crime deterrent can scarcely be measured in precise terms. He asserts

that while police patrol mce the time of Robert Peel has been designed to prevent crime,

the ‘police are at best a last-resort, reactive mechanism” of social control, and he

concludes quite validly that “even the most superficial evidence suggests no relation^

between the nuniber of cops and the crime rate (p. 104).”
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Walker’s diaracteiization of police patrol as a ^last-resort, reactive medianism” describes 

activities of agencies and officers cast in the traditional mold. Walker has argued 

elsewhere (1984) that this reactive model of police organization was in large part forged 

as the legacy of O.W. Wilson, whose classic Police Administrati(m text became the ‘bible’ 

of an entire generation of police executives. These executives embraced Wilson’s go^el 

of efficiency and were profoundly influenced by his ideology of crime siq)pression, which 

enq)hasized the deployment of resources to control “serious” crimes — the seven felonies 

conq)rising the UCR Crime Index (p. 409-10). Indeed, for decades police executives were 

locked into a narrow mindset in which the UCR Index was practically the sole benchmark 

for pohce performance. When index crimes declined, they took credit; when index crimes 

increased they blamed either in^roved reporting rates or broad social &ctors lying beyond 

their control The narrow mindset had its advantages.

I can hardfy dilute the en^irical evidence cited by Walker (1985) or the overall validity 

of his argument, but I would enq>hasize that the state of conten^orary policing in New 

York City differs enormously fi-om the traditional reactive model upon which 

criminologists have based their conclusions. What we have dcme in New York City is to 

radically alter the fiice of policing by en^)oweiing the agency and its officers with policies 

and tactics that “capitalize on community crime fitting initiatives and take the bad guys 

off the streets,” a strategic approach that John Dilulio has so graciously dubbed 

“Bratton’s Law” (DiluHo, 1995, p. A19).
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Peihaps the best-known and most frequently-referenced study of the effect of police patrol 

on crime is the Kansas City Experiment in 1974. This year-long study determined that 

changing the level of preventive patrol within demographicahy matched neigjiborhoods 

had virtually no inq)act iq>on the number of reported crimes or the level of fear 

e?q)erienced by residents of the various nei^borhoods. However, as James Q. Wilson 

(1985) observes, the e?q)eriment “did not show that police make no difference and it did 

not show that adding more police is useless in controlling crime. All it showed was that 

changes in the amount of random preventive patrol in noarked cars did not, by itseli^ seem 

to affect... how much crime occurred or how safe citizens felt (p. 67, emphasis in 

original).” He points out that the e?q>eriment might have yielded very different resuhs if 

importanf changes were made in the way police were used, including assignment to 

plainclothes patrol, sustained attention to places identified as having been the frequent site 

of crimes, or more extensive follow-up investigations of past crimes (p. 67-68).

Afrer examining the body of research into the inq)act of police on crime, Wilson (1985) 

concludes that *\vhat the pohce do may be more inq)ortant than how many there are, that 

patrol focused on particular persons or locations may be better than random patrol, and 

that ^eed may be less inq>ortant than information (p. 71, enq)hasis in original).”

There is much wisdom in Olson’s conclusions, and they certain^ jibe with our e?q>erience 

in New York City. What we have done in New York is, in effect, to focus and coordinate 

police officers’ activities, to free them from random patrol duties by providing coherent
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tactical directions and enforcement strategies to occupy their undevoted time, and to 

provide them and their commanders ^ith the accurate and timely crime intelligence 

necessary to make a difference. They relentlessly follow up on their enforcement activities 

and on identified crime problems, and we provide them with the discretion and authority 

to practice their considerable crime-fighting skills and to e>q)eriment with new methods 

and tactics in fighting crime. These policing skills were always present but usually 

underutilized. Street cops have always said that they had the ability to reduce crime if 

only the agency’s executives would relieve them of the constraints imposed by an 

unimaginative and timid management cadre. At the NYPD, we did remove many of these 

constraints without sacrificing disc^line or our command and authority over police 

officers’ behavior. In New York, random preventive patrol is a thing of the past because 

we’ve gjvoi our officers better and more productive things to do with their time. The 

time they once ^ent aimlesdy driving or walking the streets is now devoted to tactical 

strategic enforcement activities.

I would be remiss to leave you with the in^ression that the absolute number of officers 

deployed in the field is of little consequence. Li &ct, the number of officers deployed is an 

essential ingredient in this fomnila, but it is probabfy less inq>ortant in terms of reducing 

crime than the manner in vtdiich the officers are deployed. Certain^, we require a 

sufficient number or "critical mass" of officers to make our crime strategies effective and 

workable, but we could probabfy do with fewer officers if we could significantly reduce 

the amount of time they devote to purefy reactive policing and increase the amount of time 

they spend in a proactive enforcement mode. At the same time, we carmot ignore the fiict
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that visible police patrol leads to a heightened public sense of safety and security. Making

people feel safer is an in^ortant poUce function, and a certain amount of police time and

personnel will always be devoted to that purpose.

Li the traditionally-managed, reactive agencies, police work was often following a set of

contradictory, or at least conflicting, operating princ^les. Officers were deployed in

reaction to crime trends and patterns which might, at best, be several weeks or months

old. And yet, as part of O.W. Wilson’s legacy, many pofice executives di^layed a near

obsession with shaving seconds off the response time to 911 calls about crimes that had

already occurred. Although they were given a long list of rules intended to govern their

behavior, police officers in reactive agencies operated virtually unsupervised, with little

meaningful management oversight of their qredfic activities. These officers were, in

effect, set loose on the streets without the benefit of coordinated and integrated tactical

strategies. Police officers and executives, alike, diared a rhetoric and a sen^ilrty that

“real police work” involved fighting the "serious” crimes of robbery, burglary, larceny,

assauh, rape and murder, to the exclusion of less important quahty-of-hfe offenses. Yet,

few agencies developed strategies to deal with these crimes in their totality as opposed to

dealing with them on a ctime-by-ctime and case-by-case ba^. And few recognized that

the failure to enforce quality-of-Hfe laws was sending a message of lax police enforcement

and encouraging the conunission of more serious crimes.

As described earlier, the NYPD now has the technological capacity to identify crime

patterns almost immediatefy, and our reqronse can be virtually contetrq)oraneous with
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evolving patterns. We also have agnificantly tightened our management controls over 

police activities, en^owering officers and commanders at the local level \^hile holding 

them highly accountable for their crime-fighting results. Officers and commanders are 

now guided by conq>rehensive and coordinated strategies and tactical plans which provide 

enough flexibility to permit the crafiing of appropriate site-specific re^onses. We 

relentlessly follow-up on their activities to ensure that problems are solved rather than 

di^laced. We have also recognized and embraced the wisdom of Wilson and KeHing’s 

(1982) “broken windows" theory and its enqrhasis on the criminogenic nature of quality- 

of-life offenses. We have convinced officers and commanders that serious crime as well 

as public fear of crime can be reduced by tending to these ‘minor’ offenses and 

annoyances of urban life.

The NYPD circa 1995 is a very different agency than the reactive organizations which 

previously characterized American policing and it is achieving very different results. The 

assunq)tion that all police department can provide only "a last-resort, reactive mechanism" 

is in need of very thorough study and evahiatiotL A new kind of police department is 

emerging — a flexible, responsive, focused organization that can swiftly identify new crime 

patterns and just as swifify counter them. It's time for the discqrline of criminology to 

recognize the change. To compare the old reactive agencies to the NYPD circa 1995 is 

to conqrare apples and oranges.
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I turn now to the main hypotheses, inferences and research data conq)riang the view that

crime is primarily pulled by social and demographic engines. Let's look at how these

theories are dudlenged by empirical Acts in New York City’s contemporary crime picture.

Age, demogrcphics, and crime:

The relative size of the cohort between 15 and 21 years of age historically has been shown

to have enormous influence upon the rate of reported crimes. Criminologists have clearly

demonstrated that adolescents cormnit a di^roportionate number and percentage of the

total crimes, that criminality peaks between the ages of 16 and 20 for the majority of

specific offenses, and that the rate of offenses attributable to a particular age cohort

declines as the cohort ages (Travis and Krschi, 1983; Wolfgang, FigUo and Sellin, 1972;

Tracy, Wolfgang and Fi^o, 1990). These conclusions are supported over time by the

UCR data as well as by victimization studies.

It diould also be noted that individual criminologists define such irr^ortant variables as

‘youth’ and ‘youth crime’ differently, vkhich con^licates the con^arability of their

research. By di^tly ahering the operational definitions used to collect data sets or by

ahering the rq)per and lower limits used to categorize an age groiq), for example,

substantially different results might obtain.

Despite these caveats, offidal data and criminological researdi do reveal that the rate at

which adolescents and young adults commit crimes is three to five times higher than then- 

proportional representation in the general population. They account for a
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di^ropoitionate number of arrests as weU. Li particular, the highly credible cohort 

research conducted by Marvin Wolfgang and his colleagues (Wolfgang, Figlio and Sellin, 

1972; Tracy, Wolfgang and Figlio, 1990) found that about one-third of both Philadelphia 

birth cohorts they studied had been arrested by age 18 and that one-half had been arrested 

by age 30. These results siq)port the general observation that the number of male 

adolescents in a population will have considerable hrpact iq>on levels of crime. Between 

40 and 50 percent of the increase in crime index offenses during the 1960s, for exan^le, is 

attributed to the “baby boom” generation.

Arrest data from New York City also shows the heightened criminality of adolescents 

aged 15 to 19. Between 1980 and 1994, for exan^le, the average annual robbery arrest 

rate for young people aged between 15 and 19 (17.38 per 100,000) was more than five 

times hi^er than for the population as a whole (3.29 per 100,000) and nearly double that 

of the next closest age group (aged 20 to 24,9.20 per 100,000). In 1994, this cohort 

accounted for more than 37 percent of all robbery arrests in New York City, almost four 

times the percentage for the population as a whole (9.47) and almost two and one-half 

times the percentage for the cohort aged 20 to 24 (15.7). The 15-to-19 age category 

clearb' accounts for a dii^roportionate mimber and percentage of robberies, and generally 

similaT relation's can be discerned by examining con^laint and arrest data for other 

q>edfic offenses.

When robbery arrest trend data from 1980 through 1994 is examined, however, a 

somewhat different picture emerges. Ahhou^ the age 15-to-19 category has consistently
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accounted for the greatest proportion of robbery arrests, that proportion in New York

City has declined over time — from 47 percent in 1980 to 37 percent in 1994. This

cohort’s diare of the total robbery arrests declined steadily between 1980 (47.0 percent)

and 1987 (30.8 percent), when it began to cKmb upward by one or two percentage

increments per year.

Criminology’s conchiaons about the influence of the age 15-to-19 cohort iq)on overall

crime may have been historically accurate, but they no longer seem to apply in New York

City. The city’s youthful population declined during the two decades from 1970 to 1990,

when crime rates soared in New York and across the nation. Ihe group aged between 15

and 19 declined by almost 22 percent in New York City during this period, but the

proportion of the cohort involved in crimes increased enormoudy. Per capita arrests for

youths aged between 15 and 19 increased almost 60 percent between 1970 and the early

1990s. During this period of significant decline in the City’s high-ri^ youth population

(between 1970 and 1990), total index crimes increasedhy 22.8 percent - from 578,149

index crimes in 1970 to 710,221 in 1990. Both homicide and motor vehicle theft hit 20-

year peaks in 1990.

But as New York City crime started to decline in the 1990s, the decline in youth

population reversed itself Based on its analysis of the 1990 US Census, the Department

of City Planning estimates that the city’s population of youths between 15 and 19 years of

age has increased dightly between 1990 and 1995. Most significant, eqreciaHy for
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crimmologists who consider race as a variable, the number of male Blacks between 15 and 

19 is estimated to have increased nearly by 2 percent and the number of male Hispanic 

youths by 5.7 percent. Asian and Pacific Islander males aged between 15 and 19 also 

increased an estimated 2.36 percent. Pulling the average for the entire cohort down, were 

the male \\hites, who decreased 8.4 percent. Ihese data are confirmed by New York 

State Department of Education school enrollment figures for the City of New York, which 

show that total public school enrollment increased 4.4 percent between the 1989/90 and 

1994/95 school years. The number of public school students in grades 9 through 12, 

con^)iising a significant portion of the hi^-ri^ groiq> aged from 15 to 19, increased by 

12 percent.

The demographic rationales for crime and their enq>hasis on criminality among the cohort 

of males between the ages of 15 and 19 cannot e7q)lain the significant crime reductions in 

New York City over the past several years. These rationales would, in fiict, predict the 

opposite effect. The demographic data provided here point to the indi^utable, if 

theoretically inconvenient, reality that the number of individuals who have historically been 

^own to account for a di^roportionate amount of crime relative to their percentage 

rqiresentation in the overall population was relatively low during the period (the late 

1980s) wiien New York e?q>eiienced a rise in crime, and that that number has actually 

increased between 1990 and 1995, when New York City began to realize a notable 

decrease in crime.
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Drugs and Crime:

A great deal of the recent discourse and research in contenq)orary criminology has focused

on the nexus between drug abuse and crime, particularly violent crime. Hypotheses

typically establish a causal link between drugs and crime in two ways; 1) the physiological

effects of a particular drug are said to induce violent crime through the removal of

inblhitinfi.g or some Other pharmacological effect and 2) the prohibitive cost of some drugs

is caiH cause users to commit crimes (particularly property crimes) to generate sufficient

income to satisfy their addiction. Of central concern to the “drugs cause crime”

hypothesis is the question of vvhich variable came first — do individuals become addicted

and then commit crimes, or do criminals begin to use drugs after the criminal career has

begun? It is my understanding that this enq)irical question remains unresolved de^ite a

quantity of research. Nevertheless, positive correlations between drug use and criminality

have been demonstrated, despite the ftict that many of the studies are based on convenient

Rnmples of prison and jail inmates and therefore present the problem of sanq>le bias

(Bureau of Justice Statistics, 1988, 1991). Another enq)irical issue is the difficulty in

determining what portion of overall crime is committed by drug abusers. As Wilson and

Hermstein (1985, p. 366) pointed out, it is virtually inq>ossible to calculate how much

. crime heroin addicts commit even if we had accurate data about the number of addicts and

the monetary cost of their addiction.

Criminologists seek to erq>lain fluctuations in crime rates by pointing out how variations in

drug markets and drug abuse patterns have historically correlated with crime trends.

Specifically, some have argued that the prec^itous increases in robbery conqrlaints
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e7q>erienced nationwide during the late 1980s were attributable to the emergence of crack 

cocaine, a drug which has been intuitively and anecdotally linked to higher rates of crime. 

Crack cocaine e7q>loded onto the drug scene in New York City in 1985 and 1986, a period 

in which robbery con^>laints did in feet increase dramatically. Based on the concurrence 

of these historic trends and a general tendency to infer causation from mere correlation, 

many criminologists would conclude that New York City’s increase in robberies during 

the late 1980s was driven by the advent of cracL Conversely, those criminologists would 

tend to conclude that New York City’s recent decline in robberies signals a dramatic 

reduction in crack addiction and use. Some would argue, in a similar vein, that the 

si^posed reemergence of heroin as the drug of choice among street ciliuiuals might 

translate into an increase in burglary con^laints, since burglaries rates have long been 

associated with or attributed to the extent of heroin addiction. Unfortunately for these 

crimmologists, however, neither of the hypotheses are supported by the current en^)irical 

evidence in New York City.
I

In 1984, just prior to the crack e?q>lo8ion, the first NU-sponsored Drug Use Forecasting 

(DUF) urinalysis study at the NYPD Manhattan Central Booking fedhty revealed a 42 

percent positive rate for cocaine among all arrestees sampled, irreq>ective of the charge. 

By 1988 — perhaps the height of the crack epidemic — the prevalence of cocaine use 

among all arrestees had nearly doubled to 83 percent, lending credibility to the 

hypothesized relationshh> between crack cocaine and crime.
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AWiniigh a decline has recently been noted in cocaine use among all arrestees, the decline

has been fiiirly modest. In February 1995,78 percent of arrestees tested positive for

cocaine, and in May 1995 (the most recent quarterly data available) 68 percent tested

positive for cocaine. These quarterly data M within the typical range of variance for

positive cocaine tests. Since 1988 the proportion of arrestees testing positive for cocaine

in each quarterly sanq>le varied from 59 percent to 83 percent, and since 1993 the

proportion of positive cocaine tests varied from 63 percoit to 78 percent. Cocaine use

among those arrested in New York City has not declined substantially, and certainly not to

the extent that declining cocaine use could account for the enormous decline in the crime

and violent crime that cocaine supposedly engenders.

The hypothesized increase in heroin abuse has not been evident in the quarterly Drug Use

Forecasting data either. In 1984,21 percent of arrestees tested positive for opiates, and

positive tests peaked at 27 percent in June 1988 and 25 percent in October 1988. In the

most recent DUF testing quarters, February and May 1995, re^ectively 22 percent and 20

percent of arrestees tested positive for opiates.

Narcotics enforcement activity data also provides indirect evidence that drug abuse has

not dimini^ed agnificantly. Total arrests for narcotics offenses in New York City

reached their hipest point ance 1989 v\hen they increased 28.9 percent in 1994. Felony

drug arrests rose 11.4 percent in 1994, and misdemeanor drug arrests rose 54.2 percent.

Through November 12, 1995, total NYPD narcotics arrests increased 10.14 percent over

the comparable 1994 period and 39.06 percent over the comparable 1993 period.
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Ahhmigh this increase is clearfy due to our heightened enforcement and to the strategic 

approach we are taking to address the city’s narcotics problem and although arrest data 

cannot be taken as conclusive evidence of the prevalence of drug abuse, these numbers 

provide a rou^ indicator that drug abuse remains pervasive.

Firearms Use:

Without engaging in the contentious and on-going debate about gun control and the right 

of cifizeng to possess firearms, one can intuitively gra^ a connection between the 

availability of guns, particularly handguns, and violent crime. Guns are certainly more 

lethal than other weapons used in the commission of crimes, and it is a reasonable 

assunq)tion that gun availability &dlitates the commission of many crimes. Roughly half 

of the nation’s homicides are committed with guns, and guns are used in about one-third 

of all robberies and one-third of all rapes. 1 won't address the question here of >^hether 

guns cause crime, in the sense of serving as a catalyst for the escalation of violence, or 

deter crime when they are in the hands of law-abiding citizens. It is scarcely debatable, 

however, that a large number of criminals have carried and used guns in the commission of 

their crimes or that, in the case of New York City at least, the vast majority of these guns 

are illegally possessed.

The number of firearms (especially handguns) used in criminal activity has declined 

substantially in New York City during the past two years. Ihe data supporting this 

conclusion are derived firom several sources, each of which confirms the observation that 

fewer criminals are carrying and using guns. The percentage of robberies in which
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firearms were used, for exan^le, fell from 36.3 percent in 1993 to 33.05 percent in 1994

to 28.7 percent for the first six months of 1995. Ihe total dtywide number of shooting

incidents between January 1 and November 12 fell 39.67 percent between 1993 and

1995, and the number of shooting victims injured in these incidents fell 37.62 percent.

The decline in firearms use can also be inferred from the declining number of calls

Tq>orting “shots fired” to our 911 system. The d^artment received 23 percent fewer

“shots fired” calls from citiygns and diq>atched 12,353 fewer radio cars for these calls in

the first nine months of 1995 than it did for the comparable 1994 period.

The declining number of shooting incidents and shooting victims reflects a general decline

in the number of firearms being carried and used by criminals, which we attribute to the

effectiveness of our strategic gun enforcement efforts. We are hard pressed to conceive of

any demographic or social variable which might induce street criminals to refrain from

carrying or using their guns. Although the total nuniber of gun arrests for the year-to-date

period throu^ November 12 declined 34.8 percent from con^arable 1993 levels, we do

not claim to have taken all of these guns off the streets or away from criminals. We

merely assert that criminals have considered the wisdom of leaving their guns at home,

fiideed, our gun arrests increased fiirty rapidly subsequent to the introduction of our gun

strategy, and then began to decline as a fiuiction of the aggressive enforcement. It should

also be noted that the inplementation of our strategies seem to have had the unanticpated

consequence of promoting the use of other, but fortunately less lethal weq>ons. The

number of arrests for non-firearm dangerous weapons increased more than 6 percent

during the 1993 to 1995 year-to-date period.
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The following example illustrates one creative way of approaching the problem of illegal 

guns. Our researdi and investigations showed that unscrupulous private gun dealers 

holding federal firearms Hcenses (FFLs) were a major source of illicit guns on New York 

City’s streets. We began to jointly review FFL applications fi'om New York City residents 

with the Bureau of Alcohol, Tobacco and Firearms in March 1993. Of the 238 new 

applications received through December 1994,97.4 percent were disapproved. In 

addition, 71 percent of the renewal applications between August 1993 and December 

1994 were abandoned, surrendered or disapproved in the fiice of the increased scrutiny 

fi'om poUce. Although we cannot quantify the extent to which this policy actually reduced 

the availability of illegal firearms and handguns, we believe that it is certainly a 

contributing fitctor.

Social and Economic factors:

Ihe question of vshether poverty causes crime has been one of the most controversial and 

enduring issues in criminology as well as in the political arena. Academic research efforts 

have failed to provide conclusive data to support or reject any of the common economic 

theories of crime causatiorL Arguments over the role of poverty and other economic 

fiictors tend to follow the lines of political ideology, and are largely based on rhetoric and 

intuitive reasoning. Wilson and Hermstein (1985) have pointed out that the presumed 

coimection between uneroployment and crime is rather tenuous. They say that the 

enq>irical research in this area is inconclusive and note several logical &uhs within the 

compering theoretical models which seek to link unenq>loyment and crime.
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In any case, none of the common social or economic fictors that criminologists typically

cite to e^lain fluctuations in crime have registered changes of sufficient magnitude in

New York City to suggest that they are responable for any appreciable decline in crime.

New York City’s economic picture has in^roved sh^tly over the past several years, but

those years cannot be accurately characterized as a boom period or even a period of

rignifirmit growth. Monthly data from the US Department of Labor show New York

City’s unen^loyment rate at 10.8 percent in January 1995,7.2 percent in Sq>tember 1994,

at 9 percent in February 1995 and at 8 percent in September 1995. Throughout the two

year period, the city had a higher uneiq)loyment rate than the nation. A con^>arison of the

New York City Human Resources Administration’s July 1994 and July 1995 public

assistance rolls in reveals that the number of city residents receiving public asastance

benefits declined by 45,354, or fully 4 percent. A conq>arison of the number of city

residents receiving food stanq>s in August 1994 and August 1995 reveals a very modest

decrease of 0.4 percent.

Certain other indicators, however would seem to indicate a return of confidence in the

safety of the dty. In time, we might see an mq>rovement in the city's economy fiollowing a

decline in crime rather than the other way around. The New York City Convention and

Visitors Bureau estimates that the city will welcome more than 25 million visitors in 1996,

a 14 percent increase over 1995 levels. This translates into 3,500,000 more viators who

contribute to the local economy. New York City’s hotel occiq>ancy rate rose from 71.7

percent Hnring the first ax months of 1994 to 74.2 percent during the con^arable 1995
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period. Overall airport arrivals rose 2 percent, and international arrivals rose 7.4 percent. 

Attendance at Broadway shows rose 14.1 percent, and the number of visitors serviced at 

the Convention and \^ors Bureau increased by 5.1 percent.

Similar^, subway lidersh^ has mirrored the decline in subway crime. Daily subway 

lidersh^ fell 3.5 percent between 1990 and 1991, but increased 0.2 percent between 1991 

and 1992, vdien subway crime fell 15 percent. In 1992 and 1993, ^en subway crime fell 

an additional 24.3 percent, daily rider^ rose 5.1 percent. In 1994, with subway crime 

Billing another 21.7 percent, ridersh^ increased an additional 5.2 percent. From these 

data, we infer that public fears associated with riding the city’s rapid transit system have 

declined, and that residents and commuters are increasingly willing to travel freely 

throughout the city using public tran^ortation.

J*rison and Jail Populations, Arrests and Incapacitation:

Even the best-managed, most effective and most highly directed police agency cannot 

reduce crime solely through arrest and enforcement. Other ^heres of the criminal justice 

system — the courts and the corrections, probation and parole fimctions — take 

responsibility for an offender once he or ^e is in custody, and each plays a salient role in 

reducing crime and enhancing public safety. Corrections agencies in particular are 

instrumental in reducing crime through incapacitation and perhaps to some extent through 

deterrence, ahhou^ the mportance of the correctional role rard^ receives mudi attention 

in the public discourse on crime.
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Like each of the other spheres of the criminal justice system, the view of correctional

agencies is subject to prevaihng political and organizational ideologies. During the 1960s,

wben fiatinnal crime rates tr^led, correctional policies and practices were to large extent

driven by the rehabilitative ideal We did not conclude until the 1970s that in terms of

iduibilitation, ‘Nothing works” (L^ton, Martinson and Wilks, 1974; Martinson, 1974).

In the 1980s and 1990s, the ideology of incapacitation has come to the fore.

Although it may be difficuh to accurately estimate the relative effectiveness of

incapacitation strategies, the rationale for incapacitation is fiurly an^)le. We know that

some criminals, particularly “career criminals,” commit a highly disproportionate number

of criminal offenses. Bhimstein and his colleagues have noted that the most active 10

percent of offenders commil in excess of 100 crimes per year (Bhunstein et al, 1986, p.

94). The clear inq)hcation is that drastic reductions can be made in the overall crime rate

if this groiQ) of high-rate chronic offenders is incapacitated.

As discussed above, cohort research (Wolfgang et. cd., 1972; Tracy et. a/., 1990) on youth

crime also reveals that a relative^ small percentage of young people are responsible for a

vastly di^roportionate share of offenses. Statute law and the ideology of the juvenile

justice ^em preclude sentencing youthful offenders with the same severity we direct

toward adult criminals. But it also stands to reason that agnificant inroads can be made in

the overall crime picture if we inclement some sort of realistic intervention to discourage

criminals at the earfy stages of an evolving criminal career. Too often in the past, police
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and juvenfle courts have not treated youth crime seriously enough. Both pohce and 

courts have operated on the assunq)tion that it is not in children's best interest to burden 

them with criminal records. Many police officers have fuled to take appropriate 

discretionary action in cases involving young people, posably in the cynical belief that 

juvenile court authorities would, at best, merely give the juvenile offender a *slap on the 

wrist.’ It should be no surprise, then, that many young people ^o have had contact with 

the juvenile justice system leam that their offenses will not be taken seriou^. For the 

small percentage of feral youth >^hose contacts with police and courts are frequent, this 

perception is repeatedly reinforced. Some are genuinely surprised when the criminal court 

system finally mq>oses a real sentence.

Recently an article in The Detroit News described New York City’s tremendous drop in 

crime and peculated whether the strategies and tactics the New York City Police 

Department pursued would have a beneficial effect in Detroit. Ihe article also noted that 

criminologists were skeptical about the role of the NYPD’s strategic approach in 

achieving these reductions as well as the credit police deserve for them One criminologist 

was quoted as saying that police do not control any of the things that generate crimes - 

**Cops don’t control the demand for drugs. They don’t control who’s on welfiire and 

who’s not They don’t control who has ajob and who doesn’t They don’t control what 

Republicans like to call ‘frmily vahies’” (Tobin, 1995, p. A3). This is a 6ir and accurate 

assessment. The police do not control these broad social and economic fiictors. But the 

game ciimiQologist went on to explain why, in his opinion, crime had declined so 

prec^itously in New York City: *The bad guys are in jaH,” he said, *‘Even a small
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number of crooks taken off the street can make a big difference in crime statistics.”

Who, if not the police, put them there?

For the year-to-date period ending November 12, the total number of arrests for all

criminal offenses in New York City — felonies and misdemeanors — increased 26.73

percent over 1993 levds for the con^arable period. Arrests for the combined index

crimes — all felonies — increased 4.27 percent. The di^arity in these data demonstrate

the department’s ■■shift away from a limiting en^hasis on the traditionally “serious” index

offenses committed by aduhs and toward the strategic enforcement of appropriate and

applicable laws, and they provide evidence of the efficacy of the “broken windows”

theory. By increasing enforcement (as measured through arrests) for misdemeanor

quahty-of-hfe offenses among adults and young people, we were able to achieve enormous

reductions in felonies, particularly index crimes.

Not all of these arrestees were incapacitated through incarceratiorL Although a large

percentage of the 3.4 percent increase in the New York State’s prison population between

1993 and 1994 is attributable to arrests from New York City, it must also be noted that

both admissions and releases to state prisons declined in 1994. Adnussions frll by 3.4

percent and releases by 1.8 percent. Fewer criminals are being incarcerated, but they are

being incapacitated for longer periods.

The increase in arrests (e^edally misdemeanor and juvenile arrests) did not in^ose an

untenable burden on our jail system In fret, the city’s average daify jail population
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actually fell 1.2 percent between 1993 and 1994, after filling in both 1992 and 1993. For 

the first nine months of 1995 versus the con^arable 1994 period, the average daily jail 

population fill from 19,558 inmates to 18,397 inmates, or by 5.9 percent.

The inference to be drawn from these data is that dramatic crime reductions can be 

achieved through the sustained and tactical enforcement of quality-of-hfe misdemeanor 

offenses, coupled with vigorous enforcement of “serious” felony crimes and the 

concomitant incapacitation of “career criminals.”

Summary

Ihe magnitude and direction of change among the various socioeconomic and 

demographic variables reviewed here lends little credibility to traditional criminological 

conceptions about the causes of crime and crime reduction. Indeed, given the direction 

and magnitude of change evident in many of these variables, traditional criminological 

thought mi^t have predicted increases in crime in New York City rather than the 

significant declines we have actually e?q>erienced. A third intervening variable — a well 

managed and highly directed poUce agency — provides a better explanation for the decline 

in New York City crime than any of the traditional erq>lanations cited by criminologists.
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THE SUNDAY TIMES• 10 SEPTEMBER 1995 (London)

The enforcers:: Rudolph Giuliani, New York mayor, and William Bratton, the police commissioner, have turned the tide on their city’s crime wave

Cops & Co clean up mean streets
he room was filled with 100

I Brooklyn cops. There were 
JL precinct commanders. Snag 

(special narcotics and gun squad) 
officers and every kind of captain, 
sergeant and patrolman engaged in 
the thankless task of curbing crime 
in New York.

There was also a foreign visitor 
that Friday morning in July. Jack 
Straw, the shadow home secretary, 
sat attentively in the front row. What 
he learned during a previously 
unpublicised fact-rmding visit to a 
routine Brooklyn police meeting 
was. a few weeks later, to send 
shock waves through British poli­tics.

When Straw stood up at Lewi­
sham town hall last week and deliv­
ered an aggressive speech urging a 
crackdown on street crime, he was 
doing more than merely transform­
ing Labour party rhetoric on law and 
oi^r policy. He was paying tribute 
to the achievements of an unusual 
American policeman.

William Bratton, the 47-year-old 
commissioner of police for New 
York, has pulled off a feat so im­
probable t^ men such as Straw 
with an interest in law enforcement 
are flocking to Manhattan to see 
how be has managed it

In a city famous for its murders, 
muggings, ghetto gunfights, subway 
anarchy, drug gangs, junkies, rap­
ists, winos, pickpockets and every 
other form of seething urban des­
perado, Bratton is turning the tide. 
Crime is in decline. Not a modest 
statistical blip, but a great, sweeping 
slump across the board of modem mayhem.

Backed by Rudolph CHuliani, the 
get-tough mayor. Bratton has 
achieved a 37.3% drop in the murder 
rate in the ^ months sirtce be took 
over. Serious crime is down 27% 
over the same period. ‘"American 
policing has been swatting at 
mosquitoes for 20 years. In New 
York we've learned how to drain the 
swamp,” boasts Bratton.

Straw was last week the fust to

a crime-weary city and has won over the shadow home secretary

meals. For a generation of liberal
New York’s police chief is running his force like a business. Tony m“way“lSated

Allen-Mllls investigates an experiment that is paying dividends for ‘
Crime has for yean been blamed 

on une^loyment, poor housing, 
ethnic divuion, dnig culture and any 
number of sociological blights. 
Some of New Yoric’s most respected 
academics have peisuasively argued 
that the level of crime is beyond the 
control of any police force. There 
has been no shoitage of warnings 
this year that Bratton's success Is a 
mirage, and that the numbers will

admit that London is not New York, 
and the Metropohtan police is not. 
by a very large margin, the bloated, 
corruption-stained behemoth that 
until recently was the the New York 
poUce department (NYPD),

Yet, even after tlK fiiss aroused by
.. ....II I(...^l.:_ aU..

thunderbolt to the New York under­
world started his career in the tra­
ditional manner — as a cop on the 
beat in Boston. Unlike his squad car 
collea^es, however, he devoted his 
spare time to attending conferences 
at Harvard.

Bratton sped through police ranks

new officers. In Bratton’s view, 
police in New York had reduced 
themselves to containing crime, and 
were making no serious effort to re­
duce it When precinct commanders 
shied from his demand for swinge­
ing cuts in the crime rate, they were 
swiftly fired or moved. The averagehis call to reclaim the streets , uuuuj,. ...i.... awuu, .u... u.

Straw was making no ^logy for to become commissioner of the Bos- age of senior staff tumblnl. 
ton force in July 1993. But only six 
months later, he quit the job to join 
Giuliani in New York. He had al­
ready served a successful stim as 
head of New York’s subway police, 
and Giuliani wanted him back to 
clean up the sueets above.

his enthusiasm for Bratton's 
achievements. “Some of Branon’s 
approaches are rather too tough and 
ready for Britain,’’ he said. “But the 
fact that he managed to tackle crime 
very significantly by tackling dis­
order first has great significance” 
By “disorder’’. Straw means the 
petty pavement mischief that 
Bratton has targeted as the root of 
mote serious crime. Ridding the city 
of squeegee merchants may not 
seem the most logical approach to 
bringing down the murd« rale, but 
Bratton and Giuliani are convinced 
that small crime begets large crime, 
and that if you arrest the man who 
jumps a subway nimstile, there may 
well be one mugging fewer that day.

Bratton is also convinced of a 
very different crime-fighting prin­
ciple. He regards policewo^ as a 
business, in need of modem cor­
porate practice and principles

If mobsters can run ei' 
like Murder Incorporated.

soon rise again. One report last week 
predicted that violent juvenile crime 

With teams of high-powered would double by 2010. 
management analysts fuelhng him Bratton, Giuliani and Maple, i

NYPOiCRIMEBUSTERS
+26%

1*1.1-21.9%
'31% ‘25,2% Jan-July1995 

compared to Jao-July 1994

with restructuring proposals,
Bratton harnessed the dispAiate 
squads responsible for speciality 
crimework and devolved authority 
back to local precinct level. Crime 
statistics became the NYPD’s yard­
stick: “Can you imagine running a 
bank if you couldn’t look at your 
bottom line every day?” says rectly af^licable in Britain. British 
Bratton. They are scrutinised for police forces are already higUy 
clues to shifting crime patterns, and accountable and better co-ordinated

the other hand, ar^ that the cause 
of crime is criminals, “’nie (Mily 
thing you can link to the change in 
the criine rate in the last 18 months 
is the way the NYPD is run.” says Bratton.

As Straw recognised last week, 
not all of Bratton’s initiatives are di-

He hit town like a tornado, his 
determination to shake up the force 

enterprises matched only by his taste for Man­
like Murder Incorporated. Bratton hattan high life. It soon became 
believes, the NYPD should turn it- known that he didn’tlike wearing a 
self into Cops & Co, with a balance because it snagged on the silk

if hotspots are detected, such as a 
rise in robberies in one area, re­
sources are moved. The strategy has 
quickly yielded results.

Maple, Bratton’s key strategist, 
instituted regular discussion meet­
ings such as the one attended by 
Straw. “What’s going on?” he 
prodded the Brooklyn cops as Straw

9VU UllW Ub. ^\J, wsheet measured in crime. An avid 
consumer of Wall Street manage­
ment theories, he talks of his work at 
the<NYPD as "re-engineering an 
underperforming organisation’’. He 
refers to New York residents as his 
“customers” and speaks of reduced 
crime statistics as his “profii”.

'The man who has delivered a

lining of his impeccable double- 
breasted suits. He . was frequently 
spoiled in Elaine’s, the late-night 
celebrity restaurant, with a coterie of 
colourful advisers, including Jack 
Maple, deputy commissioner for 
crime-control strategies.

They immediately beefed up the 
30,000-strong NYPD with 7,000

than their American cousins. But 
whatever the sniping 6om Labour’s 
horrified left wmg, Straw is con­
vinced the NYPD experiment is ap- 
pUcable in Britain.

“Jack Maple said to me it wasn’t 
organised crime which worried him, 
but disorganised crime,” said Straw. 
“It is local criine. opportunist crime 

watched. “Why are these shootings which arises when people sense the 
happening? Is it a mrf war? I want streets are out of control. That is true 
you back here next week with a in Britain as well.” plan.”

As the precinct captains prepared end Jessica 
to depart. Maple rammed home the 
strategy: “Remember — we need 
accurate, timely information; rapid, 
focused deployment; effective tac­
tics; and releniless follow-up and 
assessment.” It was the kind of lan­
guage used to teach salesmen how to 
market washing machines.

Not everyone in New York has 
been awed by Bratton’s achieve-

■eponing:
Stanford
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Conunissioner William Bratton and his executive staff could talte satisfaction m the 
progress made by the New York Police Department (NYPD) toward goals they had set at the outset 
of 1994 to reduce major crimes in the Qty. Their efforts had produced better results than even so™ 
of them had expected, better even than portrayed in the popular television dra™ carrying the 
Department’s name. So much better, in fact that the Commissioher recently had trum^ted the 
aty-s rapidly improving crime record to a b®d rating agency responsible for rating Neiv York 
aty’s debt pointing out that irnprovemenb in quality of life would have aii eventual fan Orable 
impact cn the City’s desirability as a place to do business, further strengthening its credit­
worthiness.

Although the Department was in the process of deUvemg results desired by the City's 
residents, many questioned whether and how the highly-publidzed, resultSHaiiented ^phasis of 
Bratton’s first twenty-four months as Commissioner could be sustained- (Exhibit 1 contains a report 
of New York’s crime statistics compared with other major U.S. cities.)

As Bratton’s team of deputy commissioners (civilians) and chiefs (unifomed peisonnel) 
gathered in his office on a morning in late January, 1996, he pondered the appropriate stratt gy that • 
would enable his organization to continue to produce results with the budget shortfalls tl at the 
City was experiencing. The Thursday, January 25 copy of The Neiu York Times on lus desk, t tie very 
same desk used by Teddy Roosevelt when he was Police Conunissioner 100 yearn earlier, earned a 
front page article headlined, "Giuliani (Rudolph Giuliani, the Mayor of New York) Weighing 
Cuts to Police to Help Decrease Budget Deficit." It was no surprise, in that it reflected hi; r^t 
discussions with Mayor Giuliani, whose administration faced a $2 billion (6%) deficit in fiscal 
1995 in spite of significant efforts to reduce the budget

Bratton opened his weekly Executive Staff meetmg by pointing out that achieving a 
further 10% reduction in major crimes during 1996 was begiiuwg to pale in diffici^ty and con iplexity 
to several Other challenges fadng the Department. These included reduction in funding fi om the . 
aty, restrictions on ways the Department could deploy its resources and reward performance, and 
the difficulty of sustaining the momentum that had produced greatly improved results iri tie p^t 
two years. After pointing out that the department was "going into a very stressful year," Bratton 
diallenged his deputies to be as creative in responding to these new challenges as they had in- 
reducing crime.
Pro/asor James L Hakett prepared this ease as the basis for class disatssion rather than to illustrate either effective 
or m^eclive handling of an administrative situation.

pMt of this publication may be reproduced, stored in a retrieval syrfem, used m a spreadsheet, or trans rrutt^ m 
My form or any means—electronic, mechanical, photexopying, recording, or otherwise-^it lout 
permission of H^ard Business School

.., -I



08/06/96 THE 16:16 FAX 2026165898 DOJ C.O.P.S. @003

NYPD New
39S-233.

History

' -• time to time; it. had experi^d periodic claims of comipdon and pc lice

brutality.

As Bratton described it

, We/as an organization, like-many poHce departments in America during 
the 1970s and 1980s, became very reactive in our approach to crii^e, .•. the 
traditional or professional policing model that was made up of rapid 
lAd 911 and well come very quickly.. .We focused on random patrol ^ the chief 
preventive measure—the idea that all these cars riding around would scare the 

. ' ^riminab into submission. (Additionally), there was re^ve investigation, ,
something we always had done-after^the-fact investigation. And it^was oftea. 
controUed by a strong, centralized organization; in the case of the NYPD, you had 
to go up to the top of the organization to make even the most basic decisions.

The concept of community polking began to sweep police departments in theU.S in the late
1980s. Under this concept, individual officers, often the youngest members of the force were 
encouraged to spend more time in the neighborhoods, maintain more visibiUty, gam the confic.^ 
of the citizens of a neighborhood, and collect information that would lead to efforts to deter ome. 
Nevertheless, specialized units trained to handle particular types of crimes, espec^y those th^ 
were drug-related, continued to exist. This reflected a fear that some patrol officers migiit be - 
tempted to become involved in corrupt activities, such as drug dealing, themselves. In ger eral, 
community poUdng initiatives had created a tension between personnel deploymmt strat ^pes 
designed to provide maximum visibility of officers and those designed to deal with high-crime

areas.

Safe Streets, Safe City Program

In response to increases in crime of near-epidemic proportions. Mayor David Din^ 
the New York City Coundl had wen approval ftom the State Legislature in 1991 to l^e 6,000 
officers and pay for them through increased property taxes and a 12.5% surtharge to the ^-^ty s 
^cothe tax. The bill specified tiie total head count of all poUce in the city to be achieved on August 
i of each year (38,310 for August 1,1995).

The program, called Safe Streets, Safe Qty, was due to expire on Jime 20, 1996. It had been 
initiateci under extensive potential pressures to take a tougher stance on crime, A proposal hac been 
put forth by the Speaker of the aty Coundl to mamtain the siucharge, but to use it m the fut ire to 
finance the repair of inaeasingly dilapidated schools.

^ Marie SItnonetti Rosen, "Moving the Biggest Mountain." Law Enforcemenl Hews, June 30,1995. pp. 8-10. Tic 
word in parenthesis is the author's.
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Giuliani Assumes Office

The election of Mayor Rudolph Giuliani in November, 1993 opened'a era far the 
Department. Giuliani, a former VS. Attorney for the Southern District oLNew York who had 
his reputation as a tough fighter against corruption and organized ^e, “ ^ ^
lareelv cn a campaign that emphasized reductions in New York Citys bud^t dehals and 
improved crime control. Ihese.were to be achieved largely by exempt^-fee Pohce .
from bits in budgets for uniformed personnel cute that were implem^t^ for near^ ev^ o*er 
function of the City’s government However, Giuliani inherited a Police Departoent ths^t wm 

in need of tiiinology and methods. Wprk was by hand that co^ ^
computerized. Communication systems were badly outdated. Often police officers were more poorly
armed than the criminals they confronted-

There was a very low level of trust among senior officers as well as betw^ the lead ership 
and the rank-and-Me in the Department One graphic ^ple of thm was the denial^la^ 
codes to automated criminal history files. Because of this policy, desigii^ to limit 
information, officers in one prednct could not gain access to information a^t ^es »nimtted 
outside the prednct As a result, it was nearly impossible for an arresting officer to, check a. 
suspect's criminal record Focus group meetings with frontline patrol people yielded reporuK such 
as -this place is not on the level' and ’our bosses don’t want to fight crime." John a
communicafions consultant who, as part of an ongoing organization change effort, ev icted a 
survey of what patrol officers believed the Department wanted ftorn the^ ated es meet 
important write summonses, hold down overtime, stay out of trouble, and dear the 911 bat dog, m 
that order. Fighting crime was seventh on the list

One of Giuliani’s first actions was to appoint William Bratton, ’ Police Coimnissioner of 
Boston, to a similar post In New York. He was sworn in on January 10,1994.

Giuliani'S New Police Commissioner

A product of a working class fanuly in Dorchester, Massachusette whose father held full­
time jobs in a metal-platihg shop by day and the post office at night, William Bratton aedJ ted his 
first police job as a patrolman in Mattapan, a tou^ neighborhood of Boston, with pving lum the 
self-assurance that some of his detractors tended to regard as bravado. ’The experience hd him, 
according to one account to devdop:

,, . a particularly powerful distaste for prednct bosses who stayed away 
from volatile situations and weighed in afterward with crilid^ of their 
subordinates. "When I was working District Fourteen, in Boston, we had a major 
broo-ha in one of the public parks, and every cop in the district was there ... There 
were two sergeants, old-school guys, back in the station, and we were calling for 
p.S."—patrol supervisors—"and neither one of those bastards would come-out
They were two cowards hiding in the station house. We had a lot of them like tha<

■ in Boston. They didn't want to see anything."2

Bratton came to the job of Commissioner with a clear undostanding of the problems of
police administration in New York Qty. Before assuming the jc^D that qiiicldy led to his bdng 
named Commissioner of Boston’s Police D^artaienl he had served as the chief of the N :w York 
aty Transit PoUce Department between 1990 and 199Z During that time, he had helped bansfotm ■'

2 James La'rdner, 'The C.E-0- Cop,' The New Yorier, February 6,1995, pp. 45-57, at p. 53.
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■ a somewhat demoralized for« polidns a W
and a homelass popvdadon of ai»ut 5,000 Uving m tiaosil facilities mto an effective detetient to

•these problems.
■ Bratton was an avid read^ of management Uterature and fan of war movies.^ He ..

■ occasionally referred to citizens as "customers," criminals as "competition, police pacers as sales
reduced crime as "profit." He and his wife,-.Cheryl Fiandaca, a fonn«

crLnal-defense lawyer who was teaching at the John Jay CoUege of Cn^al
five cats and a dog in a two^edroom apartm^t on Central Park &uth and were frequently seer at
cultural events as weU as some of the aty*s better restaurants.

■ At about the time Bratton was appointed to head up the transit police, J^ Maple, a
Ueutenant in the transit poUce, came to the attention of the Commissioner thiou^

•ledudng crime that he had drafted. Maple, given to drinking espi^o md wearing bow ties,
blazers, and two-tonfe .wing-tip spectator shoes (with a hombutg hat in wmter), was a sarto rial 
opposite of Bratton (who tended toward Hermes animal ties) and a somewhat distmcbve si^t 
evmcn the streets of New York. (According to Maple, he adopted the diess beaus^ as a ^ort, 
stocky person, he attracted no attention in his youth as a conventional dresser.) "nui two l^if off 
immediately, with Maple, labeled by one journalist as "the Police Departments secret enn^ 
fighting weapon," becoming a co-architect of a plan to turn the Transit PoHce Department around. 
As Bratton said more than once to those curious about his attraction to Maple, "Jack grows on yov

The program to transform the transit police was focused on two main thrusts. The Jirst 
involved an effort to deter petty as well as major crimes committed tn the system by attacling 
■quality of life" misdemeanors. For example, "sweeps" by officers in plain clothes were organ zed
to arrest those avoiding fares ("fare beaters"). The search that was done routinely__after arrest 
often yielded weapons which served to deter more serious crime. In Bratton's words, A seaic i or 
the threat of one is, in itself, a deterrent to crime because it encourages people to stop carrying gt 
In fact, searches of fare beaters alone had turned up more than 400 concealed weapons in the ;irst 

year.
The second thr\ist involved equipping the police with 9 mm. weapons with larger 

magazines, new autos, and new uniforms to improve their image in their own eyes as well as the 

public's.

Challenges and Responses: First Steps

Challenges facing the Department in early 1994 included a restive public that had swept 
Giuliani into office in part for his pronuses of safer streets; a somewhat demoratized police l orce 
whose 'business was to stay out of trouille, not to police the city," according to John Linder; aad a - 
prior administrative focus on effort (number of patrok dispatched) vs. results (c^e reduction). /

According to one member of Bratton's executive staff, "there was widespread backbiting, 
fear of failure, and low performance. The structure of the orgariization was completely top-d s^ 
The Department lacked focus, and without focus a police department can md-i^ being a muni dpal 
yo-yo." A former Precinct Commander said that the attitude of the senior staff, had been, "Tfou 
people in the prednets just rrvake work for us."

■ Upon assuming office,' Bratton quickly replaced a number of senior staff members, the
- largest organization shake-up in some time. Having decided that primary responsibility for day-
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to-day operations would reside with the 76 prednct conunanders, a systematic effort
to determine which of them could adapt to a strategy focused m results^ m
of all precinct commanders Bratton inherited were moved out of their jobs. Mlus
the job, the average age of the Commissioner's senior staff had fallen from the low, 1960s to die ^d 
1940s. Bratton toL great satisfaction in the result, saying "I would pit my command staff cgamst

any Fortune 500 company.*

Bratton's reputation among police officers as a "cop's commissioner" was reinforced dt^ 
his first week on the jcb as he began pushing for larger 15-s^amm^tion chp that he had 
secured for his transit police several years earlier. These had become the envy of, and a scurce of 
resentment among, members of the main force required to use non-automa^ weapons. Improved 

‘ buUet-proof vests were ordered along with darker uniforms that conveyed a more authoritative •

image.
Word got around rapidly among police that this wai a cominissionfir who "backed jam up" 

but who would not hesitate to take disdplinary action if necessary. He WM qui* to obl^ i eliable .
information and, where appropriate, defend officers accused of excessive force. But m the si toation 
involving the disclosure of widespread police corruption in the 30th Precinct just three into
his administration, Bratton accompanied the arresting force, personally removing the-haiges ot 
offending officers. Uter,he called aU precinct commanders to headquarters, threw the badges oi 
the table, and announced to the assembled gtoi^ that he was retiring the badges so that ro o*er 
police officer would ever have, to wear them. A short time later, however, he emphasized to a 
reporter that he had "no intention of becoming an anticonuption zealot.*

The public saw in Bratton an articulate spokesman capable of relating to their emcems. 
Shortly after taking office, he began making frequent references, both inside and outs de the 
Department, to "taking the City back from criminals one blodf;, one street, and one nei^orivood at 
a time.* In contrast to Bratton's popularity with the public, reporters^ used adjectv^ like 
"mouthy" and "cocksure* to describe him. One commented that he had a “consuiiung int uest. m 
media relations." Bratton was so effective in these encounters that some reporters sensed a ^wing 
rivalry between him and the Mayor, something that both denied.

"Quality-of-Life" Legislation

. Mayor Giuliani, prompted by polls shbwng that New Yorkers were cancBmed about a 
declining ‘quality of life," characterized by more graffiti and ya^cy, promised to enfo^ 
existing laws against those committing what were termed "quality of life" misdemeanors, including 
urinating in public, spraying graffiti, and disorderly cpnducL Much as had been done at the Transit 
Police Department, police were marshaled to reduce "quality of life" misdemeanors thought to be 
most important by the dtizeniy. In the first quarter of 1994, for example, arrests of peddlen;, ^blic 
drinkers, and squeegee cleaners increased 38%, summonses inaeased p%, and sales t« violation 
dtatioris increased 49% over the previous year. The effort achieved its greatest notoriety when it 
was used to go after what came to be known as "squeegee pests,* people who approached stopped 

' autos, deaned their windshields, and demanded money from their occupants. Squeegee pests were 
warned thdi arrested. By increasing efforts begun in mid-1993, squeegee pests practically v anished 

from the streets by spring of 1994.

In addition, existing laws were used, for example,- to arrest graffiti "artists’ ^ Whi>?. spray- 
painted munidpal and other property as well as slum landlords who had allowed their pi operties. 
to fall into a state of disarray. The theory behind these efforts had two different rational 2S. 'The
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first w!«tKe-btok^wmdows-lh«o,yte “ ^
windowswmbebroken. IthddthatpMpteengagmgmonekutaofmisd^^roehlb^lP'  ̂
to cooimit others ss weU, espedsBy that of cstrying s concealed or t^censed
enforcement of these lews resulted in an increased number of se^es ST^^t We
nrocess that turned m> several hundred weapons m the first six months of tte initiative. 
SsdoLTatton referred to these practices as the linchpin- in to
tte idea was not new; When it had been proposed by a consultant to Brattm s predecessor, he had 
responded, "Give me 50 guys, suspend the Constitudon, and we can do that

\

Development of the Strategies

becomeS^VX^ltS”- ^ w« d“S°^SiSSL^‘ 

W’^mSIfrcrde^SS'mi’ticto^nt! (tr^daS^r^pS^ls^afreipi-o*
and (6) Redudhg Auto-Related Crime in New York. In response to emtinumg atout police
corruption, a seventh strategy was added in nud-1995 titled, "Police Strategy No.^7: Roo jj ou 
Corruption; Building Organizational Integrity in the New York Police Department

Each strategy statement contained a statement of the problem, cur^t practice, spy.dfic 
conditions warranting the strategy, the strategy itself, and changes in laws as we. as 
departmental policies and procedures that would be necessary to facilitate the strategy.

Excerpts from Strategy No. 5 are shown in Exhibit 2. When first developed, the stral ;gies 
were labeled "bullshit" by many frontline police officers. Attitudes had begun to change with 

their implementation.

Organization

Police work in New York Qty traditionally had been carried, cut in -^ee separate 
organizations. One force was entrusted with general public safety. Another de^t with police work 
associated with housing issues. The third cancemed itself with.crime onflie city's transit system. 
One of the new Commissioner's first ol^'ectives was to. implement the merger of these ttuee 
departments, a high priority of the new mayor. The three forces were consolidated in April 1995. 
The job structure and headcounts for the consoEdated department are described in Exhiu^it 3. 
Exhibit 4 contains an organization chart for the DepartmenL

Management by the Numbers

Among the more important initiatives of the new administration were a new empha ^ m 
results vs. effort, reinforced by efforts to computerize statistics and g;raphics formerty organu ed by 
hand, as well as the institution of twice-weekly "CompStat" (computerued crime comparison 
statistics) crime-strategy meetings based cn the more-current information. In addition ^ to 
introducing new performance measures based on this information, other initiatives involved ijivmg 
.more authority to the 76 prednet commanders, redefining the role of the officers pcilicing 
neighborhoods, reengineering processes, and introducing new technology. All of this effort, ai.d the
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results it would produce, was a topic of sonxe debate among those knowledgeable about police work 

and crime control.

New Performance Measures

New performance measures were instituted for prednet commanders. Instead of being 
measured on the amount of effort put forth by their units, they would now be held accountable for 
the quality of ti\eir plans for dealing with crime problems. Increased emphasis was p cn 
efforts thought to lead to crime reduction. These induded the proportion of people arres ted arid
seaichedinconnection with misdemeanors and the frequency with which those arrested kid their
past poUce records checked at the time they were identified imd searched. According to Deputy 
Commissioner Maple: "You don't get into trouble for increased crime, but for not having a sti ategy to
deal with it." • .

Performance was' monitored daily by the N^D's leadership. As^Bratton put it. Can you 
imagine running a bank if you couldn't look at ycur bottom line every day?

Results VS. Effort: Reducing Crime '

Whether or not crime could be reduced was a matter of some debate among crimiiologists 
and sociologists. Since a study commisaoned by the 7ohnson Administration, The Challenge of 
Crime in a Free Society," was publidied in 1967, it had become conventional wisdom to assi ^ that • 
most inner-city crime was the inevitable product of poverty and racism. Among the theories used to 
explain a widespread decline in major crime in large aties between 1991 and 1995 were an i nproved 
economy, a smaller nuirber of young males (representing an especially high crime in the 
population), increased numbers of drug dealers either dead or in jail, a switch from crack ocaine (a 
violence-inducing drug) to heroin (a depressant) as the drug of choice in cities, the settl< iment of 
many gang "turf wars," and reduced radsm.3 Rarely was credit given to police ability to control 
the rate of crime. AU of this was perceived by members of the Department as devaluing : ts recent 
achievements. One newspaper columnist suggested that the reason for the stiildnj; results 
achieved by the Department was that New Yoriceis were not reporting crime as frequently is in. the 
past. One of Bratton’s predecessors even suggested that the trends were the result of a conscious 
dedsion on the part of drug dealers that crime (other than drug dealing) was bad for businc ss.

Iri response, Bratton pointed to the dramatic results achieved in New York in antrut to 
other m^'or cities. He argued that most of the theories that discounted the NYFE's recent 
accomplishments essentially assumed that all police d^artments were equally effective, a thesis . 
that would be hard to defend. Instead of measuring and rewarding effort, their approadi involved 
identifying the causes of major crime and deploying resources to reduce the likelihood tJ at erme 
Would occur, effectively utilizing information and technology

For example, statistics suggested that there were three major drcumstances assodited with 
many murders: drugs, guns, and people with police records. Locations where drugs were d salt Were 

■ well-known. People carrying licensed guns were Ixiown to the police; unlicensed guns v ere often
found during police searches.' With improved technology, su^ as cellular phones, qui>k checks 
could be run cn the police records of individuals stopped for various offenses. By reallocating 
resources to places where drugs, guns, and people with prior records were found, dramatic z eductions

^ Most of these trends were not true for New York City.
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authority to precinct cominan<

Precinct-Level Authority and Acoouhtabllity

Prior to Bratton's administration, an oAphasis on naighborh^ poB^S hSd r^^, to

“.r "i 4
To coLci &e situation, Bratton-s team decided to focus authority and accountduhty at the lev i o 

the precinct commanders. __

. The rationale for this action was that individuals at tWs 
deterrents to bear oi difficult crime areas, resources could be reaUocaled from ore ^ 
another within the prednct, results could be measured with greater consistency and ^ehab^ty, ^d

„nt. fpa Aunnort its own specialized forces. Preanct commanders had

n. longer be achieved through specialized

provided to the precincts.
. As a result of this action, officers on neighborhood patrols were freed to conc^t^ their 

efforts on relating to neighborhood needs whUe obtaining leads on possible cnmmal activity.

The CompStat Meetings

a the precmct ccmmmder be=me the focal point for carrying Ml ciin^du^on 
strategiea, the C^Stat meednp and araodated acttvidea bec^e the eng™ for a.
were fpioduct of Deputy Commistioner lack Mapte'a favontt four-step *
phUosophy ftat had become a mantra in the Department (1) acetate, S P
rapid focused deployment, (3) effective tactics, and (4) relentless foUoW-up and asses^ent Prior 
to^the ihitiation of the meetings, according to one senior staff me^, “c^e statistics were a way, 
of keeping score at the end of the year, not a means for managing for results.

What became known as the louie and Jack Show,’ twice-weekly CompStat (compute ri^ 
slatisti«) meetings, required prednct commanders to be ready to review their up-to^ate 
generated crime statistics and'relate what they were going to be doi^ to achieve .^e^uAoa 
They were led by Chief of Department Louis Anemone and Deputy Comirussioner Jack Mapl-! and 
were held in the Department's "Wm Room," containing a' number of large computer-fed sc^s ^ 
other devices for displaying statistics, at Headquarters in Lower Manhattan. A reporter sitting m
on one meeting described it as follows: * .

Maple called the prednct commanders to the front of the room m turn, 
questioning, prodding, cajoling, and occasionally teasing information out of them 
They discussed ongoing investigations, spedal operations, and any unusual cnmmal
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activity. When the men and women from the 81st Precinct got their call, they were 

asked to explain a recent spate of shootings. .

'What's going on?" Maple wanted to know. "Why are these shootings 
happening? Is it a turf war? No? Well, somebody’s not happy. Maybe they re 
criScy ’cause it’s hot, but something’s happening," When the shootog locations 
were put up m the huge map prqected on the waU, ■ along wi* Jiose of dmg
complete in the prednet, there was a dear overlap. Maple asked what was bemg 
done about the drug spots, and one.of the narcotics officers said it was a tov^h area
because the business was done inside and there were lots of lookouts. That s fine.
Maple said. That’s why we’re detectives. Tell me what tactics we can employ, tc 
penetrate these locations." The detective said they would try some buy-and-busi 
operations and maybe get a couple of the gi^ behind, the Plexiglas to rat when ar 
arrest was hanging over their heads. Maple wasn t satisfied.

. ■ "I want you back here nsxt week with -a plan," he said to the. prednci:
captain (normally each prednet comes In once every five weeks).^

. In. order to rc^nd to tiie kinds of questions posed at Compstat meetmgs, precinct 
commanders began bringing widi them to the meetmgs representatives fiom other bureaus (sudi as 
detectives) who were assigned to their prednets. The meetings thus encouraged mter-bureau 
coordination.

CompStat m«tings had become well-knowri throu^out the police world. Given the 
growing success of the Department, they were visited by poUce administrators and journal ^ts 
other parts of the U,S. and other countries. According to one prednet commander, "If your nuenbers 
don’t look good, these meetings are not fun." Data displayed at a typical CompStat mseting is 

presented in Exhibit 5.

In addition to organizing CompStat meetings. Chief Anemone and Deputy Conutiissioner 
Maple toured the precinct commands, covering as many as 15 in a weekend. During these vi sits they 
checked to see, among other things, whether crime strategy maps were up-to-date proper 
instructions were being given to patrol officers at roll-call, and communications from headquarters 
were displayed prominently.

Process and Organization Reengineering

Commissioner Bratton often referred to the work of his team, as 'reengine iriing an 
underperforming organization." He had put 300 members of the Department to work on the specific 
task of reviewing procedures and practices with representatives from the business world wd 
academia. Twelve teams, were organized around the themes of building community part ler^ps, 
geographical vs. functional organizational structure, prednet; organization, supervisory trammg, 
in-service training, productivity, paperwork, integrity, rewards and career paths, d scipHne, 
equipment and uniforms, and technology,. Management thought leaders such as Jack W dch and . 
Michael Hammer were brought in to address the teams. The process produced more han 600 
lecommendations, 80% of which were implemented. ^ .

Resulting changes ranged from the obvious to the complex For example, one earl/, finding 
from the paperwork team was that there were at least 4,000 forms in active use within the

^ Craig Horowilz, The Suddenly Safer City,' New Yerkj August 14,1995, pp. 21-25 ff., at p. 25.
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adnunistrations: •
These foims were used to hang people down the ^ Or

'
Lmething about this?" Either way, you couldn t wm..
Bratton himself died several obvious problems with what he termed Tsanlteta'.houra-:

The auto-theft s^d was worHng ^ to ftve,
“'Si’’ fte®S thiy read'lhe papers and had their '
SS^h"^S;yd sSrt taoeking ondoom the deparhnen, was not

really minding the store.®
■ AnoSter study found that die avemge amount of polto r.

anesl was 12 hours, tt ntsulled from ^ f' S^^^^taflo blS;^ petsotv 
preparation and presentation of a complain V p^^cess. Because overtime was

in the arrest and complaint process, 

reported directly to eight burean commanders.
Because the inddence of dru^ and guns often in ird

and Organized Crime Control Bureaus.

Introduction of New Technology
Efforts to collect, otganire, and display ctim.e information by con^te p^

return.
New uses of video conferaidng technology allowed officers to

s^^sgl^s
involvement in the arrest process).

® Craig Horowitz, op. cit., p- 25.
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Oth« t^hnolosy-b^ed mitialives, supported by a newly-passed
private s«b.r donadord. mdud^ the p^a«^^crtase^«mpu^ ™

^m^fX^reSSdT^pt^enr.o^'Sy taplenten, a -S- de^^ -est

enhancing Qae LAN network.

Continuing Challenges

New York aty, according to FBI statistics^ accounted for 61% of the total reducticm m 
serious Smes for the^^^tire u/during the fct six.m^ths of
Bratton and his team could take satisfaction from this, it was dear that the 3* ahead would be
made even morn ehallengtag W.l»*<l8d“y li^ladoM, SSy S
arbitrating labor wage disputes, restrictions on the deployment r„„mNonreW perfomSice, allcotnbiiied with the need to achieve higher productivity^^ rupbon

dear that the message hasn’t fUtered dovw into the ranks." But it would be difficult to sus am the 
high-intensity effort that had characterized Bratton’s first two years in office.

All of this had to be achieved in an organization that had to be operat^ withm 
constraints imposed by its pubUc-sector nature. Exhibit 6 repr^ts one view of basic dif :erences 
between management in the NYPD and private-sector organizations.

Budgetary Limitations

Non-disaetionary accounts dominated the Department’s aimual budget of about $2.3 
billion, as shown in Exhibit 7. They covered salaries, overtime,
allowances, annuity paymenb and holiday pay for employees, and resulted Iwgely ficm h« 
counts that were mandated by Safe.Strects, Safe City and other legislation ^ w^ as wage polid® 
that were determined in large part by linkages betw^ 81 labor contracts that the Qty h id with 

various labor, unions, including the police officers’ union. / .

In discussions with the Mayor, it was clear that City Hall expected sa^gs from payroll 
and other sources of at least $20 to $30 milHon in 1996. This was m top_ of 
that had been placed on the Department's OTPS.(other than personal services) aaoimte in 1994 
1995. In an effort to maintain the size of the poUte force in service, as pronged by Je May « m h s 
election campaign, the OTPS budget had been cut by 30% (down to $95 million) for 19 This
had to cover expeiiditures for such items as supplies, equipment, telephones, fuel, and rent. Some . 
the r^ults were almost laughable: Jack Maple,. for example, pointed out that his unit couldn t 
afford die supplies needed to display crime information in his office.

Perhaps the most significant cub in discretionary budgeb had from ave^e
reduction. This account had been reduced from $113 milHon in 1993 to $^ million m 199.VJhile 
this had helped the Department meet ib budget goals, it had hurt morale among frontlm*.* officers 
in the Department who could no longer csount m overtime income to help with such thmgs as 

mortgage paymenb.
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- It wa quite possible that the Mayor was ready to consider leducSoits ”
poUce force, although it would be politically ‘“f"‘°,=J^'’r'^°lf'^^^r;he

wmmmrnfewer than those mandated.

Labor Contract Dispute Arbitration
%Led by the Patrolmen's Benevolent Association of New York Qty, the State Legisla ture 

had passed Zd sent to the Governor for signature legisladory
dispute arbitration from the Oty’s Office of CoUective Bargamir^ to the State Public Eggo^imt 
Retations Board. It was thought that this action would result m^er sala^ ^
arbitration. In its deHberations, the Qty's agency was required
aty's ability to pay awards. In contrast, the State agency was required to ^e mto ^
pay levels of communities surrounding New York City, which were as much as 35 A higher than

those in the Qty,
The bilL although vetoed previously by the Governor, had passed with only ® 

out of 200 opposing it Previously; union officials had said they ^ rnake pass^e of taeb^ a
litmus test for lawmakers when they aUocated their much-coveted political campaign 

contributions. y
Ihe Mayor publicly had expressed his opposition to the bUl and had ai^ the Govmor 

not to sign it, weathering the criticism of the unions that had suppor^ his political camp 
Privately he had discussed with Commissioner Bratton whether or not deeper budget wts wou ,d be 
required if the legislation were to be enacted. On January 25, alongside the report of the progrt ss of 
the legislation. The New York-Times reported that:

Preliminarily, the Mayor has ordered each of his agencies to cut their 
budgets for the next fiscal year by 75 percent, although he has not said that' each 
would have to ciit that much. For the Police Department, a cut that' size wo^ 
total $170 million, from a $13 billion budget It remained unclear yesterday what 
other cuts, if any, (other than 1,000 personnel from the Department yielding 
estimated savings of $20 to S30 million) would be considered for the Pohce
Department^

Possible Sources of Staffing Reductions

If staffing reductions were' required, the Commissioner could achieve them thiough 
. attrition, which occurred at the rate of about 1,600 police officers and 500 civilians aMually,^ind a 

postponement of the starting date for the Police Academy class that graduated about UOd new 
recruits each year. The latter would, however, slow down Bratton's efforts to improve the o^'erall

6 Steven Lee Meyers, 'Giuliani Weighing Cuts to PoHce To Help Decrease Budget Deficit,* TTie New York Times, 
January 25.199b, pp. A1 and B3.
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quaUty of Department personnel by imposing tougher entry standards aird an improved training 

pregram. . ~
This mieht also require combining positions and moving more officers from d^k jobs to

Restrictions on Resource Deployment

The Sale Sheels, Sale atjr inWative, which established stalling ^ets lor ea* 
el the aty, wes a leflecBon ol a g^ral leeling cn die part oliesidenB that, ead. 
have Its "lair share: ol police protection. Th«e terged, which'reflected cond.hons mfc. ay m
1989,influenced1heassignmentotPeli«Acedemygradu.t.s. ^
were dilScult to adjust to reflwd hanging police ne«ls. (See^bil 8 ,
Statistics as weU as staffing levels for four prednets and Exhibit 9 for a preonrt map of ■
Most people still had not accepted the argument that crime reduction m '
areasWd lead to less crime in low^e neighborhoods, just as i^y
searches of those committing minor misdemeanors would eventually lead to reductions lr. smous 

dimes.
According to Jack Maple, while specialized units, such as Street Crime (plam doth^ . 

Narcotics, and Vice, could be moved from one precinct to pother for 30 days at a tune, full y 18,000
.frontline patrol personnel "couldn't be moved at a whim."

' Nevertheless, he cited the 9th Prednet experience as evidence that mo^ sptci^ad 
units worked. He pointed out that the Prednet had started out the first f^.monfts of l.»95 with 
major crimes 50% over the previous year. By the end of the ytai, wi^ the redeplojmmt of 
spedalized units to the Prednet such crimes were down 4%. Drawing on his extensive reading of 
miUtaiy history. Maple dted British use of radar in WWH in defending against enemy ai :a^t as 
a model for what the Department should strive for. It provided the RAF with a way of d eploymg 

its personnel and equipment quickly.
While attempting to maintain adequate headcount in personnel .assigned to jr^eemete, 

Commissioner Bratton was contemplating assigning 750 of the 1,800 March, 1996 gtai^his of 
Police Academy class to.replace morMxperienced officers reassigned to the Mayor's a.wunca 
effort to wage an all-put war against dnigs in Brooklyn North. The result^ spec^rf units 
would be assigned to ten prednets in which drug-dealing was espedally high. This, of course,
would make it more difficult to replace frontline personnel in the remaining preancts.

The Brooklyn North initiative would involve the temporary reassignment of 1,20) officers 
from elsewhere in the Department to the shaded area outlined in Exhibit 9. Reassigruneiits. wo»^ . ■ ' 
be made from all bureaus. The initiative had created an air of antidpation and exa^ent m the. 
Department. It was also thought to be a test of conventional thinking regarding restridio: is on the
deplo)Onent of resources. ,.. '

' Rewarding Performance

Jack Maple pointed out that poUce officers hadn’t had a raise in spite of ;i ncreasing . 
levels of effectiveness. The situation had been made more tense by the fact that the Citr Cou^ 
had voted senior City offid^, including a small number of Police Department officials, \ ay raises 
up to 20% as of July, 1995. These offidab hadn't received pay raises for eight years.

7“T3
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reduced significantly through the appUcado
increased use of technology-

Increased Productivity

■ AdedirdngWs«wtfalJi<quin=m===sedp.oducttvilyif &e D^entwatem«^
goal for 1996. Staffing data for major US. atte IS prasented m Ejdubit 1..

AlongmththairanaaradnsaofWoimationahdtahnologymo^ntrot^almaaMOT

fM two-person patrols on the grounds of inaeased safety, would be great

Addressing Rising Complaints

With increased enforcement activities and personnel, there had I’f

In 1994 .. 4 million calls for service were answered in person by officers,
227,453 ar^ts were made. 5.4 million summonses '^“«;^ritten--with a tot^ of / 
9.922 complaints made by the pubUc for poUce misconduct Of the 2,152 
reviewed L 1994 by the Qvilian Complaint Review Board, an mdepe^t a^ of 
city government, 5.1% (or 111 cases) were determined by CCRB to be worthy of 
prosecution in *e Department's disciplinary process.

to Fabiuaiy 1995,.lha Mayor craalad an tadapandart dtoana monitfr,_flia
Combat PoKca cSrupfiom At fit. tima, plans alraady wam ^ fcmd
steos to correct a sitition disclosed in an early-1994 survey of Department p^nnel that fcimd 
tlS 4 long-standing, high-level concern about avoiding scandal and critidsm 
the NYPD a-culture of organizational fear, self-protection, secrecy, ancl exclusion^ 
alongside continuing, everyday heroic action by individual members of the service.

Rooting Out Corruption

On June 14. 1995 PoUce Strategy No. 7: Rooting Out Corruption; Building Organizatimal 
Integrity in *e New York PoUcy Department, was published. One of the biggest challenges of this
initiative was described in the Strategy as foUows:

... contemporary corruption in the NYPD occurs in pockets wWdi, despite 
universal disapproval among honest officers, are protected by the n>lue wall of 
sUence." The tradition of not "ratting" on coUeagues is conmon m mort professi^, 
but it is e ven more pronounced in poUce and miUtary organizations where memb^

" - sometimes rely on each other for physical survival. Mutual protection under
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viotaldrcmnstMuiesbecomKBUtuJprotectionuncler^.
attitude often caUed the "blue ooOTu" can seem to condone disrespect of the puDUc ,.
and even abuse of force in these same police and military orgjuuzafcions.

To counteract these tendencies, efforts wra initiated to

had been one of distrust, involving obsessive secrecy on the part; of th ■ .
codoerate oi the part of poUce officers. .To change it, efforts were underway t»y lA . t J

of a mL proactive approach to deterrence, the lAB was encoi^ged.
interacted^th lAB officers posing as dvilians who might provide opportunities '
In addition, the lAB would continue to initiate parallel investigations of complaints 
the avilian Complaint Review Board and implement Ccitomissioner Brattoii s order tOaStp]. giving 
one day's notice for random drug tests, which had enabled those tested to prepare.

To support the new poUcy of indusion concerning issues of corrupfiorv Stotegy ^ o. 7 iet 
forth a new poUcy advocafing consideration of a commander's entire record of perfonnanoi rather 
*» a,c cm^cri.dmg lorn of comnuhd ftat ptmdously often hod resulted when coiruptteh was

discovered in any of their units.

Sustaining the Effort

There was some question about whether the efforts of the first tiyo years coidd stain^, 
espedaUy by a Department whose personnel had not received pay raises. As Ja p t ■ pu i 

' "Armies like to fight short wars. We’re slowin’ down."

■
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Exhibit! ■ Report of Crime Trends in Major U.S. Gties

-thi p^rcenug. in ate>= for New York Q.y for fte Rni ri. montt. of 1995 war.
15.7%, This Compared with a nationwide percentage change of-1%.

Total Crime Index for 25 Largest Cities, Listed in Order of Population*

1st 6 mos. 1st 6 mos.
aty • 1995 1994 • % Change
New York 219132 259988 -15.7%
Los Angeles 134099 138265 ‘ -3.0%

Houston 63889- 63476 0.7%
Philadelphia 52348 49843 5.0%
San Diego 33645 39748 -15.4%
Phoenix 58276 52003 , 12.1%
Dallas 46761• 50020 -6.5%
Detroit 56756 57694 -1.6%
San Antonio 39072 43657 -10.5%

. SanJose 18449 18446 0.0%
Las Vegas 29580 28022 5.6%
Baltimore 44448 43742 1.6%
Jacksonville 30396 31995 -5.0%
Columbus 28090 ■ 25780 9.0%
Milwaukee 23026 22991 0.2%
Memphis 31023 29158 ■ 6.4%
Washington, D.C. 31915 28640 11.4%
El Paso 20034 20211 -0.9%
Boston 25565 24093 ■ 6.1%
Seattle 27645 , 27910 -0.9%
Nashyille 26797 24607 8.9%
Denver . 16073 . 17823 . -9.8%

. Cleveland 18678 18459 1.2%
New Orleans 26288 24084 9.2%
Fort Worth 19700 21490 -8.3%

•Notes; The following cities were not listed on the FBI report due to incomplete submissions; 
Chicago. Illinois. (3rd largest ciO')
Indianapolis, Indiana (12th largest ci^)
San Francisco, California (14th largest dty)
Austin, Texas (25th largest city)
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Exhibit 2

m
Excerpts from the Commuiucation to Police Describing Police Strategy 5; Reel liming 

the Public Spaces of New York

NEW YORK CITY POLICE DEPARTMENT
WILLIAM X BRATTON, POLICE COMMISSIONER I

Vfal. 2 No: 11July 8. 1994
"Reclaiming the Public Spaces of New York

Police Strategy No. 5
On Wednesday, July 6th, Mayor 
Giuliani and I made public this De­
partment’s ambitious agenda for 
combating the wide range of ecimi- 
nal behavior we commonly refer to 
as quality-of-lifc offenses: street 
prostitution, aggressive panhandlers, 
sales of alcohol to minors, graffiti 
vandalism, public urination, unli­
censed peddlers, reckless bicyclists 
and car-spUtting noise churned out 
by “boombox* cars, loud motorcy­
cles. clubs and spontaneous street 
parties.
Legally, these crime and disorder 
problems are classiried as misde­
meanors and petty offenses. But in 
the hearts and minds of many New 
Yorkers, they carry felony weight. 
No one knows this better than you • 
the police officers, supervisors and 
precinct commanders who often hear 
local residents and merchants regis­
ter their frustration at community 
meetings and on the beat.

Linchpin Strategy
Police Strategy No. 5, “Reclaiming 
the Public Spaces of New York," 
will serve as a linchpin, holding fast 
our overall efforts to significantly 
reduce crime and fear. Like our pre­
vious strategies, this plan builds on 
past successes and seeks to empow­
er precinct commanders.

Tall Order
Clearly, the mayor and the Depart­
ment’s top leadership understand 
that wc are asking a lot of you. Re­
versing what amounts to decades bf 
declining standards for acceptable 
behavior on the city’s streets is, af­
ter all, a tall order. It will take years 
ofhardworL But wc will make sure 
you have the training, the equipment 
and the support you need to get the 
job done.

Independence
First, the 75 precinct commanders 
will have mote latitude and direct 
control over resources to meaning­
fully address specific quality of life 
conditions in their respective pre­
cincts. They will be relying less on 
other city agencies and,the Depart­
ment’s specialized units, such as 
PMD, and more on the police offic­
ers and supervisors in their com­
mands. For example, precincts bat­
tling chronic street prostitution were 
formerly dependent on fewer than 
200 officers from Public Morals to 
run decoy operations. Now, com­
manders will be able to routinely 
deploy precinct personnel, trained 
by PMD, as undercovers to arrest 
iudividualswho patronize prostitutes 
(Operation John) or arrest “Johns" 
and seize their cars (Operation Los­
ing Proposition) - both formidable 
proven deterrents.

Similarly precincts with pecsiftent. 
-boombo:^" car comliiioiu will be 
given sound meters s nd the training 
to conduct Operatio a Soundtrap to 
summons motorists and seize -their 

cars. '

Limiting Summonses--
Wc arc going to be more careful 
about who gets summonses
Additionally, we s.ie compiling a 
computerized list >f about 10,000 
misdemeanor recidivists. Individu­
als with a history of five or more 
misdemeanor anesi s within the last 
five years will noi be eligible for 
DATs. Quite simpl we want sum­
monses and DATs to be worth the 
paper they arc wriuen bn. The time 
you spend issuing i hem is too valu-.- 
able to waste.

Learning Civil ity
The Department continue to 
make the most of :ivil laws to put., 
smoke shops, cracc houses, illegal -, 
massage parlors; ai d other critnihal; 
enterprises out of b usiness.-Wc have 
doubled the Polite Department’s. 
Civil Enforcement. nitiatiye i6 . 
a total of 34 attotJieys available to 
assist precincts.

PKWE. COMMH'MENT. RESPECT
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Chronic EDPs Graffiti Vandalism
OQJunc Ut.wc kicked off a 90-day We will be making more use of night 
pilot program regarding cmotioDal- scopes to catch criminal |"‘«bief 
ly disturbed people who pose a dan- makers in the act. Additionally, Dep- 
gcr to themselves or others. Our uty Commissioner for Community 
goals are twofold: provide doctors. Affairs Walter Alicea is organizing 
judges and prosecutors with infer- a conference to brainstonn ideas and 
maiion they need to make decisions duplicate successful programs (like 
and reduce the amount of time you one in the 104th Precinct) which 

.spend guarding EDPs in hospital combine education, vigorous cn- 
emergency rooms. We're partners in fotcement and community service 
this program with Bellevue and sentences for vandals.
Elmhurst Hospitals, the city Health
and Hospitals Corporation, the state Legislative Dooiii 
and city Offices of Mental Health Too often, police officers who car- 
and John Jay. We will closely eval- ncstly try to address quality of life 
uatc its progress. conditions ate frustrated by a crim-
Mo.«.v.r, we „e devclopieg . eom- i«*l
eulcr d«al«sc of onotion,lly dio- pon your effons. “

. Lrbed pcBOM repeatedly taken into d=thct a lee.rialive aeenda to lobby 
■ ooS« o?«ody to behavior that it for local lawt aea.ot. aesietfvo

eitbetcrimioai' ot othotwiic danger, panhandling and tecldcei bicycllitt.
out can be btoughi to the immediate at well at ttate legitlalinn allowing
attention ofjudget.ptntoculott and police to flngetpitnlnnheentedped.
;“cbiatti.«. dlett and mo.ot.tt. who drive wttb

suspended licenses.
Under-age Drinking Mcanwhile. wcwillasscrtivclycn-
Prccinct commanders who have iden- force existing statutes - harassment, 
lificd bars, delis and clubs that per- assault, menacing, disorderly con­
sistently sell alcohol to minors will duct and criminal mischief - to as­
set up meetings with proprietors and rest aggressive panhandlers and oth- 

. representatives of the State Liquor ers engaging in criminal behavior. 
Authority. Precinct captains and in- know the most effective solu- 
spcctors will explain the law, issue quality of life offenses com-
wamings and advise bar and deli bine sustained enforcement action, 
owners that specially trained urn- involvement and a well
formed supervisors will be making ^-on^dinated effort by police, prose- 
regular inspections. Violators risk other government
having their licenses revoked by the agencies.
SLA. We will also expand our use of
police cadets in sting operations.

Finally, as the mayor and ! stressed 
to reporters, this initiativt will not 
take away from our strategics to get 
guns off the street, curb drug sales 
and reduce violent crime, [twill, in 
fact, help.
As Chief of Department John F. 
Timoncy puts it: ■ '
“If you take care of the little things, 
the big things will follow."

PRIDE, COMMm^ENT, RESPECT

2 MISC.4055(7/94)
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Exhibit 3 NYPD Structure and "Head Counts," By Position, January, 1996; and Staffing Le; -els, 

August, 1990 to March, 1996

Management Structure

The Orgaruzed Crime Control Bureau (OCCB) was «ta^hed in l^p 
Commission scandals to place ail comiption-prone enfoiceiwnt fmcUoM^er
Like the detective bureatj. OCCB had a seoarate oxnr^ ooliS wl^OS
Enforcement, Auto Crime, and Oi^nized CjiM Investigations. (Staffing; 2,141 unL'otmed police and 108
civilians).

178 civilians).

fleet, the property clerk, and other support services.

Chief of Depaitmait.

Unifo/m Bank Structure

included

eight bureau duels (three-inspectore, 65 inspectors, 27 deputy chiefs (one-star), 17 assist 
star) and one chief of department (four-star).
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k“^£^SSH3S-3“‘ “'i
AS5^“wSn'uJaSSSS^Si™d*e™^only2Sposifions

represented by unions, induding all unifotmed personnel Uj > lo
---------i_j V,. Patrolmens'Benevo ent

idowment Aaodation (CI A), 
t are not unionize

■uxiiopizecL ,
Staffing Levels, August, 1990 to Maich, 1996

August 22,1990 
(Pre-Sate Streets)

February 28,1994 
(Post^Safe Streets)

NYPD .
Transit
Housing

25,465
4288
22CD

31^32 '
4216
2,565

'1^ ' n-
total unifom 

■ Civilian
Total depanmeni

31,953
7.722

39,673 III 7,137
44206. 44.494

Transit merged April 1,1995; Housing merged May 1,1995.



Exhibit 4 Organization Chart, New York Police Department, 1995
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ExhibU 5 Example of Precinct-Levcl Data Displayed at CompStat Meetings

JOANNE JAFFE

■ j

COMMANDING OFFICER 

Precinct Demographics
Total: 0
White: 0.00%
Black; 0.00% .
Hispanic; . 0.00%
Aslan: 0.00% -
Amer Irtd.: 0.00%
Other: 0.00%

tinfounded Radio Runs 
1994 1995 “/(Change %CW95 VsboroSS
2753 1161 0 •'21.'ll -9.94 -11-74

Domestic Violence H995).
Radio Runs DIR's “/(Compliance 

2198 1904 e'.62‘

Rank; DEPUTY INSPECTOR

Years In Rank: Oyra Om os
Appointment Date: 11/07/79 
Education: BA.MA Resident Pet;

Other TralnJng:F61 TRAINING CONF 
City Council Members:
S.M1CHAEL(D175; G.LINARESCD.10)

• Transit 
District OJ
C.O.; DEP. INSP. JACKSON 
Facilities: 174THST.YARD

•? VsCClHCr COfAWkAHPgPvPAOFtl-g,
--------- ---------------: 033 PRECINCT

C.O. Prev Commands; 001 PCT
Current Eval: 06/94-AS Date Assigned C.O.:12/04/95

Date of Promotion:08/04/95

JOHN FREISEN

Slate Senalorfs); 
F.LEtCHTER; D.PATTERSON 
O.MENOeZ 

Housing 
PSA: 6
C.O.; CAPTAIN DUNNE 
Facilities

Executive Officer

Precinct Non-Crime
ppcTnct Personnel 

pre-safe 1995 1998 •/•Change RMP Acc

1995
.3 ■

1996 '/(Change “ACW 
• 1 .66.67 14.5?

Uniform 0 215 212 -1.40% ArrOrr 50 $17179 . ...... -57.3d
•27.93

Civilian 0 17 15 ■ -11.76% oper orr SO S10793 • ' •
RIP No : • »« «*• . Total O/T $0 $44077 ' - • • -28.69
Doin Viol — 0 1 —***% Park Sum. 7395 6103 -10.09

Youth Off 0 3 Mov Sum. 1937 909. -31.38

SNEU 0 7 Qual Life 630 632 -20.79

1994
O.OD

Uniform Absence (Avg. Days YTD)
C',v94 1995 cw95 LOD94 cwLOD94 UOD95 cwL0095 
5,78 4.95 6.31 0,00 3.93 1.92 2.96

Intecrltv Monitoring
1994 1995 %Chan9e “AC/W 94ratlo 95rallo

Legend. /ai through 01/31/96 except. 6verti™e, petd
Uniterm /a>sence thru 12/31/95. Integrity Monitoring through 12/3i/95,
Untounded'^adlo P.une through ix/Jl/v3,ona yon.eav.(u

Bribe Arr 
Tol CCIB 
Force 
^buse 
Discourtesy 
Off. Lang.

1
16

0
0
0
0

6
41
26
12
18

1

700.00
15A25

-21.7
-7.70

1:215.0 126,50 
1:13.44 1: 5.17

|0
00

\0
\CD
01

m

ro
o>

s1-0
0 
ro
01 
H*

<in
Ce
CD
Oo

O

O

O

•T3

c/>

o
l\9
CJ



Exhibits (cORlinued)

OJJ FRECtNCT

MURDER
RAFE
ROBBERY
PEL. ASSLT
BURGLARY
CR.LARCENY
O.L.A.

PARKING
MOVING
CRIMINAL
cr^

a

I I
^CHANGE

........%

........%
-43.43* 
-33.33* : 
■41.86* 
■40.00*
14.29*

1308- 
380 
111 

- TO

1460
343
M'

O’

-10.41*
10.14*

163.33*

WEEKl.V CRlME/COMPLAir^COMPARISON REPORT _ 
REPORT COVERING THE WEEK OF 01/03/94 THROUGH 0201/96

1M4
MTT)

0
1

13
II

S
7

II

TOTAL 30 42 -28.57* 51

SHOOT vtc. 2 2 0.00* 2

SHOOT INC. -i 1 100.00* 2

RAPE r 0 0 0

'■

1996 199S 1996

wm WTP *CHANCE mn
MURDER 0 0 .... 1 0
RAPB
ROBBERY r

0
, 3

' FEUASSLT .9 - 9 11
BURGLARY 1 2 , -30.00* 2
CR.LARCENY 2 0. 4
G.L.A. 1 3 ■456.67% '
TOTAL 13 17 -W.53% 21

GUN ARRESTS 1 . . i 2

NARC ARREST 31 72 71

PS0 ARRESTS 29 103 .24.76* 106
OCCBARR.. IS II 30
D.a.ARR. . 3 3- 4

H.a. ARR. 0 12 -100.0* 0

T.B. ARR. 3 . 2 150.00% 6

all arrests Ill 140 ■ ■20,71% 139

TRIME COMPLAINTS 
,M5 im
mti> *ciiance ytp

l>
0

17
IS
12
9

11

..........*

..........*
-23.53%
-31.25*
-33.33%
-22.21%

0.00%

-21-34*

o.no*
100,00* 
........*

3
8

T3
40
30
26
43

Aim VST STATISTICS
im
MTP ^CHANGE HQ

0
0
3 
II 
2 
I
4

4
124
180
24-

5
14
3

•*
........%

0.00*
■8.33*
0.00*

300.00%
-75.00*

-1.55*

■50.00*
-42.74* 
•41.II* 
23.00* 

-10.00* 
-ino.o*
lUO.OO*

-32.03*

1
3

20
18

a
12
8

6
165
438
132

16
4

48

668

1676
435
252

97

/niMMGNS ACTTVITY 
2634 -36,85* 3752
699 -34.91* 1236
177 42.37* 536

2 4750.0* 204

1995

m>
2
6

65
52

■ 70
48
49

CURRE39T
%rilANCE

50.00* 
33.33* 
12.31* 

-23.08* 
-28.57* 
-45.83* 
-8.16*

396-293 -23-

D»(t Prcparcdi 02/13/96 
1994 . 1 YEAR
m aOIAMSE

0
5

66
42
77
31
74

..........*
60.00*
10.61*
-1.76*

-35.06%
-16.13%
,39.19%

1993
Yin

0
0
0
0
0
0
0

3 YEAR *C1IANGE

........*

........*
• 9»***^

• ...... ..

292 -16.10% 295 -16.95% 0 ....... %

7 0.00% 6 16.67* 0 ...... r.
3 40.00* 6 16.67* Q

8 « « • • ^
3 100.00* 0 .......... 0

• * i4

1995
STD

2

CURRENT
*CHANCE

1994
YTP

1 YEAR
%change

1993
YTD

3 YEAR %CHANGE

-30,00*
30,00*
53,85*

0
0
0

0
0

........*

........*2
13 ........ % 0 •...... *
39
13

-28.21*
-38.46*

0
0

* *4 •►%
♦•♦•••*

0
0 ........%

• • • • • 8 (9II 9.09% 0 0 •
4*

16 -50.00* 0 0 tw

96 -16.67% ■ 0
0 • • A#

21 -71.43% 0 ............................* ■ 0
442 -10,05% 0 ...... . 0 /B

****** %689 -36.43% 0 V
****** % '81

21
20
64

62.96%
-23.81%
•80.00%
-25.00%

0
0 . ........*

if
0 ........ ..

0
. 0

........* 0
0 ........*

916 -27.07% 0 0 **•••* 5#

8893
2333 ! 687;' 

14

•35.33% ,
; -51,62%

-21.98*
1357.1*

• a.

• 4.

»*•
• 4 »A44

• • *4*4

444

• 84,

■parking
moving
criminal
ECB

-I

t-3
o
05
h-
05
C/l
GO
<oGO

O

FIGtmE.S-AREPRELrM1NAgyANn.SUI3.IECTTn roWTHER ANAt<YSI$ ANO RgVISI.Qlj
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Exhibit 6 A Comparison of NYPD Operations and Private Sector Operations '

Budget

As a city agency, the PoUce Department did not control either its operating or capital 
budget. Especially in difficxUt fiscal times, the Mayor's Office of Management and Bu<^e , m 
negodadon with the department, set the budget goals .and timetables. Budget ^tting w^ a spe ral 
ch^enge in the NYPD because 96 percent of the $2J bilHon budget went for salaries, *
percent for uniformed salaries. In recent years the cuts had come from either civihan attrition oi
from other than personnel services (OTPS).

Press

The NYPD received more press scrutiny than any private busmess but a few publ c
agendes. Seven reporters worked full time in poUce headquarters. The tabloids md the local T V 
sSons filled from a quarter to: half their space with crime stones. What police did was news, • 
what police didn't do was news, what police did wrong was big news. Busmess was conduced m a 
fishbowl and it was easy to be distracted from the primary missions of the organization by the
heavily coveted issue of the day. ' /

Civil Service

The dvil service rules constrained management from many practices common in private 
busmess. In the lower ranks, people who did good work couldn't be rewarded with promotioi^. 
People who were good at exams were offered were the most likely to advance to the captam s n nk. 
On the other hand, some high performers in the field might spend their entire careers as pohce 
officers or detectives. Because their tides were disaetionary, detectives were an exception to t us 
rule. A first grade detective might be paid as much as lieutenant without passing any exams.

Union

The police unions has considerable political power especially at the state level. In
response to union prompting, the New York State legislature had passed a number of laws
enhancing the privileges of pohce officers and restricting the power of the police commissioner md 

other police managers.

The Public

- The NYPD was accountable to the pubhc at every level The Police Commissioner, as a mayon 1 
appointee, and the NYPD, as a department of the dty government, were direcUy accountable b. the 
Mayor. The department personnel also interacted with many other elected officials from the s ^te 
and dty governments. Precinct commanders attended community board meetings and regidarly i let 
with a variety of coirununity representatives. And of course, police officers on patrol interactec 
with millions of dvilians each year. There was an independent Gvihan Complaint Review B sard 
whkh made recommendations to the Police Commissioner in cases where dvihans had compla ned 
of pohce misconduct
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Exhibit 7 New York Police Depaitment Budgets. Fiscal 1994-1996

Budgets (in thousands)

FISCAL 1994 FISCAL- 1995 FISCAL 1996

Personal Service
OtherThan Personal Service 

TOTAL-

1,656.371
89,026

1,745,397

1,930,906
120,454

2,051,360

2,167,000
95,228

2,262,228

/■
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■ Exhibit 8 Demographic and Crime Statistics for Four PoUce Precincts. New York City, 1995

014 046 103

Population 
Total Households

-with persons < 18 yrs 
Same house > 5yrs (%) 

Median household income 
Median family income 

per capiu
households with public assist (%) 

Persons below poverty 
families bleow poverty 

persons over 3 yrs 
pre-primary % 

elem or HS % 
College % 

males less than 16 
males uncmp % 

Females’less than 16 
Female unemp % 

Persons 16-19

17162 118435 161387 92559
7814 37369 49183 27445

6.68% 55iE% 52.10% 46.73%
44.81% 54.77% 62.10% 6050%>
S31860 S14505 S205S2 S30P92
S44^ 5145)15 522537 533280
S23804 56,428. $8,013 510360
5i2% 3653% 25XB% , . 1356%

2552% 44.08% 30.79% •17.10%
10.07% 42.62% 29.00% 13.93%

17226 110276 152095 S8289
0.59% 1.6C^ 150% 1.27%
3.99% 2633%^ 2455% 2050%

1255% 7.49% 6.88% 9.24%
8774 34670 49399 32494

7.07% 12.26% 9.91% 8.08%
7813 45319 64848 37910

552% 111% 6.49% 6.69%
505 8086 11378 5417

Seven Crimes; from 1995 Preliminary Data (GOMPSTAT)
Murder 4 43 44 16

Rape 39 100 144 . 69

Robbery 1329 1591 2397 1488
Assault 470 1085 1280 787

Burglary 1893 1857 1531 1055

, Gr.Larceiiy 6315 646 918 985

- Gr. Larc. Auto 253 588 1717 1088

Total; 10303 5910 8031 5488

Personnel:
Uniform 433 346 403 286
Civilian 38 2"^ 26 , 27
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Exhibit 9 A Map of New York Qty Police Precincts

WESTCHESTER
COUNTiil

BRONX,^ ^
■f

five boroughs

POLICE DEPARTMENT
CITY OF NEW YORK

Communicatio'na Division 
Cartography & Drafting Unil

H

1;
'^1^'

Y ^''vQUEENS -

4,

r:^ shaded porcion = area of offensive against drugs
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Exhibit .10 Police Staff Ratios for Major U-S. Qties, 1995

# Uniform
City Population

Employees 
Per 100,000 
Population

■ Washington. D.C. 570,000 . 4,106 720
New York 7,336,224 36,606* 499
Chicago 2,002,494 12,971 463
Philadelphia 1,560,576 ■ - 6,101 391 .
Houston 1,750,016 4,935 ■ 281
Dallas 1,062,677 2,777 • 261
San Fancisco 741,568 - 1,823 246
Los Angeles 3,550,301 7,869 222
Phoenix 1,076,108 2,088 194
5^ Antonio ■ 999,900 1,696 170
San Diego i;i 68,785 1,972 169
San Jose 815,235 1.209 148

'Includes Tr^sit and Housing uniform employees, as of May 1995.

/ ■
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William J. Bratton
Police Commissioner of the City of New York

" y ^ayor Rudolph W. Giuliani appointed William J.
\/| Bratton as New York City’s 38th Police

JL V A Commissioner on January 10,1994. During the
1980s, while heading two Massachusetts police departments.
Commissioner Bratton earned a national reputation for
resuits-focused, innovative management. Between 1990 and
1992, he led the Transit Police in New York City and is
widely credited for a 50% reduction in subway crime. Prior
to returning to New York in 1994, he served as Police
Commissioner of the City of Boston, where he developed
and implemented that city’s community policing strategy.
Today, Commissioner Bratton’s influence and interests
extend beyond New York City. In 1993, he was elected
President of the Police Executive Research Forum, a national
policy and research organization comprised of many of the
country’s progressive police leaders. The Commissioner
is a graduate of the FBI National Executive Institute, the
Senior Executive Fellows Program at Harvard and holds a
Bachelor of Science Degree in law enforcement from Boston
State College. Among his many other honors and
distinctions. Commissioner Bratton received the Boston
Police Department’s highest award for valor, the Schroeder
Brothers Medal, which he earned by facing down a bank
robber and rescuing a hostage in 1975.

"P'OI

iPotice Plaza, New York, N Y. 1003S • Telephone: (212) 374-5410 • Fax: (212) 227-6861
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William J. Bratton
Police Commi^ioner of the City of Boston 

I Polic^^paitment 
154^^ Street 
BostoiirMQnacbusetts 02116 
61^343-4500
’21Z)

Dec 14’95 12:21 No .004 P.03
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Experience

Boston Police Department 
Boston, Massachusetts, 1992-Present

PCoase. S€€_
swof+er bo.

TV\'is old^ u^s\'cy\ does
ncM fr\doci<i-

(i^(OMPZb> - PoKca^ Ccrv./vus'srort.-er
(2.P pnrside.ACLj

Working to make the nation’s oldest police agency the first major urban department to exploit the full 
potential of Community Policing, thus reducing crime and fear until every Boston neighborhood is 
secure in both reality and perception.

In January ] 992. after a Mayoral review committee concluded that the Boston Police Department had 
major problems in training, technology, and management. William J. Bratton was appointed to the 
agency's top uniformed position, Supetintendent-in-Chief. He became Conunissioner on June 29,1993.

Police Commissioner (June 1993-Presem)
• Ordered immediate broad-based action to institutionalize principles of fairness, professionalism, and

integrity in a police culnire long vulnerable to outside influence.
• Initiated collaborative web of relationships between BPD and area universities, including Harvard and

Northeastern, to develop cutting-edge crime and fear-reduction programs.
• Now aggressively seeking state and federal support for full-scale, multi-agency assault on crime and

fear in Boston.

Superintendent-in-Chi^(February l992~June 1993)
• Created task forces consisting of personnel from all ranks to conduct systemau'e self-assessment of

depanment’s equipment facilities, technology, training, discipline, supervisory procedures, and racial
and cultural attitudes.

• Developed Plan of Action based on task-force findings to define strategy and tasks for leveraging
existing resources and instilling commitment throughout the organization to make Community
Policing a matter of daily practice at evety level.

• Revised and greatly expanded training for all executives, supervisors, and police officers to convey
skills and understanding essential to Community Policing.

• Assumed operational control of Boston's model multi-agency anti-gang, anti-violence program.
• Initiated a video-based training program to cany cultuial-divenity training rapidly into every local

command, to ensure respectful treatment of all citizens by police officen.

Results: Pan I crime in 1992 down to lowest level in 18 years.

New York Qty Transit Authority 
New York, New York, 1990-1992

Protecting the 5 million daily riders of the nation’s largest surface and rail transportation system, with 
responsibility for the direction and control of the country’s seventh largest urban police force — autho­
rized strength of4,200 sworn officers and 848 civilians and an annual budget of $306,000,000; securing 
all ihe facilities of the Transit Authority (New York City's second-largest manufacturer), with responsibility for 
agency's proprietary force of unarmed security guards.
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In April 1990, subway crime had been rising for thirty months, with robbery growing two-and-a-half
times faster than in the city at large. Vandalism in the train yards and employee theft were also rising.

Chi^qfPolice
• Initiated and designed a comprehensive five*year plan to serve as a blueprint for attacking serious 

crime and disorder, and for expending $260,000,000 to modcinize all computer systems, 
communications and department facilities.

• Addressed interim emergency needs for improved communications, vehicle maintenance and 
purchases, new firearms and training.

• Reduced command staff levels; reorganized department structure; implemented community-style 
preventive-policing patrol strategy to reduce robbery, farebeating and disorder.

• Created department’s first EEO office to monitor compliance and expand minority recruitment.
• Became the second-largest department in U.S. to gain accreditation from the Commission on 

Accreditation ibr Law Enforcement Agencies.
• Significantly expanded and modernized the department’s academy, recruitment methods, curriculum 

and training to include a contemporary field-training-ofncer program for new officers.

Senior Vice President, Property Protection
• Conducted comprehensive security review of all yard and depot facilities.
• Developed a multi-year program for more effectively training, equipping and deploying unarmed 

guards in all facilities.
• Introduced electronic and other surveillance equipment and techniques to reduce vandalism and 

employee theft.

Results; Felony crime in the subway down 35% (robbery down 40%) since strategy took effect in 
Autumn 1990,

Metropolitan Police Department
Boston, Massachusetts, 1986-1990

Servicing the Metropolitan Distria Commission with responsibility for the direction and control of 
a 640-member full-service police department (third largest in Massachusetts) with a $26,000,000 
annual budget. The Commission managed many of the highways, parks, beaches, public facilities 
and waterways in the Greater Boston area.

In May 1986, the department, rocked by corruption scandals, was demoralized and dysfunctional. 

Superintendent of Police
• Initiated and designed a vaiueHiriented plan of action to serve as a blueprint for revised strategic 

direction as well os for multi-million-dollar modernization of the department’s communications and 
computer systems, facilities, firearms, vehicle and marine fleets.

• Installed new management and audit systems for the connol of the department's budgets, overtime 
and sick leave.
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• Implemented strong afrirmalivc action initiatives which tesulted in doubling of minority supervisois,
appointment of 25% minority distria conunanden and first woman Chief of Patrol.

• Revised completely the department’s rules, policies and procedures to include state of the an
use-of-f(Rce and high-speed-pursuit policies.

Results; Activity levels increased while serious crime declined.

Massachusetts Bay Transportation Authority Police Depaitinent 
Boston, Massachusetts, 1983-1986

Serving the nation’s oldest public transit system, with responsibility for the direction and control of a 
135-member police departmenL Had multi-county jurisdictional responsibilities in seventy-nine cities 
and towns serviced by the Massachusetts Bay Transportation Authority.

Violent crime on MBTA facilities had grown nearly 50% between 1979 and 1981, and remained 
at high levels in 1982.

Chief of Police
• Designed and initiated a comprehensive and successful multi-million dollar anti-crime program,

which doubled the size of the department, insulted iu tint system-wide communications network, 
and doubled again the agency’s enforcement reach by training bus and train inspectors as special 
police officers.

• Developed a coordinated program with thirteen municipal police departments to jointly respond to
MBTA-related crime problems.

• Created an Internal Security Unit to deal with employee and vendor theft throughout the transit agency.
• Initiated and directed the accreditation project which culminated in conferral of accrediution from the

Commission on Accrediution for Law Enforcement Agencies.

Results: Violent crime in final year in office declined by 37% compared with the year before assumption 
of office, and by 22% compared with the baseline year of 1979.

Boston Police Department 
Boston, Massachusetts, 1970-1983

Reporting directly to the Police Commissioner, with responsibility for management of delivery of 
police service by the 2.700-member force.

Superintendent of Police, 1980-1983
Served in highest sworn rank; assignments included Executive Officer, Inspector of Bureaus and Director of 
Labor Relations.

Lieutenant. 1977-1980
Served as Director of Neighborhood Responsive Policing Program, one of nation's first community policing 
initiatives.
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Str^etoa. 1975-1977
Served as a Reid Supervisor with patrol and administrative responsibilities for a thirty-officer platoon.
Served as Staff Assistant to the Police Commissioner, with program development and monitoring responsibilities.

Police Officer, 1970-1975

Education 

Boston State College
Course work for Masters of Public Management. 1980 
B.S. Law Enforcemenu 1975

Federal Bureau of Investigation 
National Executive Institute, 1989

Harvard Unlvereity
John F. Kennedy School of Oovemment
Program in Criminal Justice Policy and Management
National Executive Session on Policing. 1988

Senior Executive Fellows Program, 1987

Program for Senior Executives of the Commonwealth of Massachusetts, 1984

Police Executive Research Forum 
Senior Management Institute for Police, 1982

New England Institute of Law Enforcement Management
Command Training Program. 1978

United States Secret Service 
Executive Protection Training Program, 1977

LEAA Executive Training Program 
Managing Patrol Operations, 1977 
Managing Criminal Investigations, 1977

Boston Police Academy 
Hostage Negotiation Program, 1976
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Publications and Reports

Implementing Community Policing: The Administrative Problem, 1993
Paper prepared for Harvard University Executive Session on Policing, published in the Harvard University/ 
National Institute of Justice “Perspectives on Policing” series (July, Co-author)

Neighborhood Policing: A Plan cf Action for the Boston Police Department, 1992 
A comprehensive needs assessment, organizational analysis, and strategic plan for transforming the 
operations of the Boston Police Department (Co-Author)

Taking Back the Subway for the People ofNew York, 1991 
A comprehensive management analysis and five-year action plan for 
the New York City Tiansit Police (Co-Author)

Post Arrest Training, 1991
Article for the FBI Law Enforcement Bulletin (November, Co-Author)

Semi-Automatic Handguns: Opposing Views of Police Firearms, 1991 
Article for Police Union News, a service of lUPA, AFLrCIO (February)

Transit Police and Their Communities, 1991
Article for the national transit police newsletter, 'Transit Police" (Co-author)

Case Study: “Evan Sweeney and the Police, ’’ 1988
Case study prepared as basis for discussion at the Seminar for Massachusetts Mayors,
John F. Kennedy School of Oovemment. Harvard University (Co-author)

Metropolitan Police Plan of Action, 1987
A management analysis action plan for the modernization of the Metropolitan Police

Accreditation - A Goal Worth Striving For, 1986
Article for the Massachusetts Police Association magazine. The Sentinel

MBTA Police Plan of Action for Transit Security, 1983
A report to the Governor of Massachusetts detailing the department's seven-point modernization 
and crime reduction plan

A Report to the Commissioner: Neighborhood Responsive Policing Program Analysis. 1979 
A detailed analysis for the Boston Police Department of its innovative community-oriented 
policing initiative (Co-author)
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Honors

American Society for Public Administration - New York Metropolitan Chapter 
"Excellence in Public Service Award" (outstanding oiganization of the year), 1992

New York City *nansit Police Benevolent Association
“Man of the Year” Award (for outstanding leadership and courage). 1991

Police Executive Research Forum
“Gary P. Hayes Award for Outstanding Initiative” (for dedication to improving policing practices), 1988 

Boston Jaycees Ten Outstanding Young Leaders Designation, 1982 

American Legion Law and Order Award. 1977

New England Association of Chiefs of Police Meritorious Service Award (for valor), 1977

Boston Herald American Police Officer of the Month, July 1976

International Brotherhood of Police Officen Outstanding Service Award (for valor), 1976

Boston Police Department Schroeder Medal for Courageous Police Service 
(Department’s highest award for valor), 1976

Boston Police Department Medal of Honor (for valor), 1976

Appointments

President, Police Executive Research Forum, 1993-1995

Member. Massachusetts Security and Law Enforcement Executives Forum, 1992

Chairperson, International Association of Chiefs of Police Special Police Section. 199M992

Director, American Academy for Professional Law Enforcement. 1991-1992

Member, International Association of Chiefs of Police Communications Committee 1991-1992

Member. Executive Session on Policing. Harvard University, John F. Kennedy School of Government 
and National Institute of Justice. 1990-1992
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Chairperson, International Association of Chiefs of Police Massachusetts Membership Comminee. 
1985-1990

Member, Governor’s Massachusetts Statewide Anti-Crime Council. 1985-1990 

Chairperson, Governor's High Tech Crime Control Committee. 1985-1990 

Chairperson. Governor’s Police AccrediUtion Team (OPAT), 1986-1990 

Chairperson. Massachusetts Chief of Police Association Accreditation Committee, 1986-1990 

Member. Governor’s Committee on Crime Prevention, Investigation and Arrest. 1985-1990

Guest Lecturer/Speaker

Numerous radio, television, conferences, panel and public appearances. 1977-present

American Public l^ansit Association Annual Conference. 1991

Massachusetts Criminal Justice Training Council. 1985-1990

International Association of Chiefs of Police Conference, 1986,1987,1990.1991

John F. Kennedy School of Government, Harvard University, 1987

University of Massachusetts. Boston, 1984-1986

National Institute of Justice. Second and Ihird National Iblicing State of the An Conference. 1985,1987

Affiliations

Police Executive Research Forum (PERF)

International Association of Chiefs of Police (lACP)

American Society for Industrial Security (ASIS)

Veterans of Foreign Wars (VFW)

Public Relations Advisoty Board
Shriners Bums Institute, Boston, Massachusetts, 1983-1989
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Professional Activities

Division of School Sttfety 
New York City Public Schools 
New Yoik, New Yoik, 1993
Resource allocation plan to decentralize school safety operations.

RTD Transit Police Department 
Los Angeles. California. 1991
Peer review of the operational capabilities of the RTD Police.

Battle Creek Police Department
Baule Creek. Michigan, 1976
Field consultant for resource allocation project.

Rochester Police Department 
Rochester, New York, 1978-1980
Field consulunt for the Law Enforcement Assistance Administration grant to the 
Rochester Police Department for a gun abuse reduction squad.

Sarpy County Sheriff"s Department 
Omaha. Nebraska, 1976
Consultant to Omaha area police agencies for a court-ordered school 
desegregation plan.




