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  MR. MONE:  I'd like to welcome you 

all here.  My name is Larry Mone.  I'm the 

President of the Manhattan Institute.  And 

I'm pleased to be welcoming our introducer 

today, Robert Kiley, who is the President and 

CEO of the New York City Partnership, which 

is involved in a number of very important 

initiatives in education, housing and job 

creation that are helping to improve the 

quality of life in New York City. 

  Bob has had a very distinguished 

career, both in the public and private 

sector, but most notably, I think, as 

chairman of the MTA here in New York from 

1983 through 1990, where he helped to turn 

that system around. 

  The revival of the city's subways 

was in  many ways I think a very 

psychological turning point for New Yorkers, 

who began to believe for the first time that 

things could actually get better instead of 

worse.  So I commend Bob for that 

accomplishment. 

  It is while serving as chairman that 
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Bob helped recruit Bill Bratton to come to 

New York the first time, as chief of the 

Transit Police, where he began to successful 

apply the crime fighting strategies that were 

to become so important when he later became 

Commissioner of the entire police force. 

  So for that alone, I think we all 

owe a debt of gratitude to Bob, and welcome 

him here today at the Manhattan Institute.  

Bob Kiley. 

  MR. KILEY:  Thank you, Larry. 

  Well, I think we'd all agree here 

that sea change is too gentle a phrase to 

describe what's happened to the City's crime 

scene.   

  I awakened the other morning to -- 

this has, of course, caused great problems 

for local television and radio.  They're 

actually having to work to find scary stories 

to set us back on our heels. 

  I was awakened the other morning to 

a report that a local constabulary was raided 

in middle of the night by a group of, I 

guess, modern-day pirates who stole the most 
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recent shipment of Viagra.  Which I guess 

will give rise to a new class of hardened 

criminals in New York.  And we'll see what 

strategies the NYPD can come up to cope with 

this new phenomenon. 

  Well, this is a great pleasure to be 

here today to introduce Bill Bratton.  And I 

guess the classic cliche applies here.  This 

is really a man who doesn't need an 

introduction. 

  But I've known him a long time.  If 

you've read his book, and I could say now 

we'll pause for 15 minutes while you all 

browse it, if you haven't had the chance to 

read it, it's fascinating, because he tells 

the story of his own career with real verve.  

He was sworn in as a Boston police officer in 

late 1970, I believe is the case.  If you 

read the book you get about a third of the 

way into it and you'll see that a reformed 

police commission was brought to Boston in 

1973.  I was actually a deputy mayor in 

charge of public safety at that time in 

Boston and was responsible for bringing this 
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man, Bob DeGrazia, to the city.  And 

DeGrazia, who had figured out that the old 

style of policing, which was roll up the 

windows and drive your cars at high speeds 

across the city, responding to mysterious 

dispatching commands where you generally 

arrived after the damage was done, was 

outmoded and not relevant and was 

contributing to the problems of the city and 

neighborhoods that were distressed, rather 

than solving these problems. 

  DeGrazia came in to change all that.  

One of the things that he did was to go 

around and visit his police officers, which 

was unprecedented in Boston.  And he got to 

Matapan, District 3, at one point, which is 

where Bill was as a young patrol officer.  

And he met with the officers at roll call.  

He was surrounded by lots of people with 

shiny things on their epaulets, and the 

officers were nothing if not silent as 

DeGrazia gave his little presentation. 

  Then he said, "I'm here really to 

listen to you.  I need to know what your 
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problems are to be effective.  Now, do you 

have any questions, any comments?" 

  Silence.  And then he raised his 

hand.  And he said, and the commissioner 

said, "Oh, yes, Officer.  And what do you 

have on your mind?" 

  And Bill Bratton said, "How do I get 

out of here?" 

  This was the product of the previous 

ancien regime.  And he had been suffering for 

the few years that he had been there.  He 

knew that a change agent was in town, and 

this was his way of saying, "I'm one guy 

who's here and I'm on your side."  And the 

rest of it is history. 

  Bill went through some tumultuous 

times in Boston.  He lived through school 

desegregation.  He lived through that reform 

period.  That police commissioner rode out of 

town and was never heard from again.  The 

problem of being a reformer is that you do 

make enemies as you move along, both within 

and without the political structure. 

  But I think Bill has that special 
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knack which I noticed when he came to run the 

Transit Police, which is very hard for people 

in leadership positions in government to do.  

He had that common touch, and it remains 

today.  Talk to a police officer if you're 

standing at an intersection or you just 

happen to pass one in the street.  Strike up 

a conversation.  Ask the officer about Bill 

Bratton.  Ask him about leadership in the 

department and you get a response about Bill 

Bratton.  It's uniform and it's pervasive.  

And arguably, since the cops have one of the 

toughest jobs that we can imagine assigning 

to anyone inside or outside government, to 

have someone in that position who's able to 

relate and to communicate with the cops the 

way he's been able to do, I think if you 

understand that you know the secret of Bill 

Bratton's leadership, the ability to 

motivate, to lead and to move in directions 

that sometimes seem contrary and in conflict 

with traditions and with the way people have 

been taught to do things.  This is a special 

talent that Bill Bratton has brought to the 
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responsibilities that he had and that he 

brought to the largest law enforcement stage 

in the world here in New York City. 

  And the fact that he succeeded in 

such a short period of time I think 

underscores that talent and that special set 

of skills. 

  So without belaboring the point, let 

me just say that I think we're all in for a 

treat this afternoon as we get an opportunity 

to hear from former Police Commissioner Bill 

Bratton. 

  MR. BRATTON:  Thank you, Bob, for 

those very gracious introductory remarks.  

During the next 15 minutes we'll see if I can 

live up to them. 

  I'd like to particularly thank the 

Manhattan Institute for sponsoring this 

luncheon and for allowing me the opportunity 

to meet with many friends and also some 

others who I've not had the opportunity to 

meet before. 

  Manhattan Institute, I've been 

privileged, working with George Kelling, to 
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write several articles for their magazine.  

And in those articles literally the 

foundation for the book, "TurnAround," was 

laid.   

  There are several books that have 

come out of articles that the Manhattan 

Institute has sponsored in the "City Journal" 

that, from my perspective, really are in some 

respects a trilogy of what went wrong in this 

country in the Seventies and Eighties as it 

relates to cities and to the criminal justice 

system and politics, and point the way to 

why, in the 1990s, as we approach the 

millennium, cities are back.  Cities are back 

big-time.  They are the place to be.  To be a 

mayor of a city, a police commissioner of a 

city.  They had been given up on in the 

Seventies and Eighties, while in the Nineties 

they are, in fact, the heart that is pumping 

the blood through the economy of the United 

States, and one of the reasons why this 

country is in the great shape that it is and 

for such a prolonged period.   

  Because the secret of the success of 
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the country, from my perspective, in the 

1700's, 1800's, 1900's, was the growth of 

cities and what cities mean.  And we lost 

track of that, I think, in this country for a 

period of time. 

  Fred Siegel, in his wonderful book, 

"The Future Once Happened Here," speaks 

eloquently about that issue for three 

American cities.  George Kelling, in his 

book, "Fixing Broken Windows," the follow-up 

to the very famous article, "Broken Windows," 

by himself and James Wilson, speaks to the 

failed criminal justice and law enforcement 

policies that, coupled with the failed 

political policies of the Sixties, Seventies 

and Eighties, caused such great decay and 

lack of confidence in American cities. 

  And what I've attempted to do in my 

book, "TurnAround," is, from a practitioner's 

standpoint, a practitioner who started in the 

bowels of my profession, the policing 

profession as a young cop in Boston in the 

early 1970's, and had the opportunity over 

the next 25 years to move up through the 
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ranks and through a number of police 

organizations and emerge at the other end of 

the spectrum as a leader in my chosen 

profession, what has transpired in the 

criminal justice community while other things 

are being reshaped in the larger political 

and economic community, is in some respects 

nothing short of miraculous. 

  The title, "TurnAround," that I 

chose for the book was purposely intended to 

portray the dramatic change, the sea change 

that Bob referenced in his remarks that has 

occurred in American policing to support and 

I think in some respects actually lead the 

change that's been going on in this country. 

  Because one of the things we have 

come to appreciate, and certainly something 

that Manhattan Institute and its many, many 

articles in the "City Journal," in its 

sponsorship of books such as mine, has 

pointed out that the first obligation of 

society, something that we lost track of, is 

to secure the public safety.  Absent that, 

nothing else over time can be sustained.  And 
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we lost sight of that. 

  I saw it as a young police officer.  

I saw it as a young manager.  I saw it as a 

police leader.  Trying to work in 

administrations where they were still being 

governed by the failed policies that had led 

to the decay of cities. 

  Well, the good news is that policing 

is back, cities are back.  They're back 

stronger than ever.  And I believe that we 

have found formulas that, as we move into the 

next millennium, that we in fact can, with a 

certain degree of predictability, say that 

things will not get as bad as they were. 

  I think from my intimacy with both 

the city of Boston and the city of New York, 

and an understanding of the leadership of 

their respective police departments, the core 

of personnel within those departments, the 

political leadership in those cities, and 

whether you like them or not, that have 

brought about great change, change that will 

be sustained, that I can stand before you and 

predict with great confidence that crime is 
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not going to go up in this city again.   

  That deserves to be applauded.  

Because if that is in fact the case, then 

from that one prediction comes many other 

predictions.  The idea that I have every 

degree of confidence that the way the NYPD, 

the way the city has been restructured, the 

commitment to the understanding of so much of 

what the Manhattan Institute has espoused, 

pay attention to little things and the big 

things can be more easily taken care of, that 

that, in fact, has occurred. 

  When Bob Kiley refused to give up, 

as so many of his predecessors had, on the 

issue of graffiti in the subway system, he 

was one of the first to understand the 

importance of the symbolism of graffiti.  It 

was not, as The New York Times in a more 

innocent time for that paper, described it as 

the new form of urban art for the 

disenfranchised to express themselves.  He 

understood it for what it was:  vandalism, 

pure and simple.  And vandalism that George 

Kelly has written so eloquently about that 
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had another insidious aspect to it.  And that 

insidious aspect was its ability to generate 

fear and lack of confidence in government and 

lack of confidence in authority. 

  And so in his understanding of the 

need to deal with graffiti, the symbolic as 

well as the practical victory that could be 

obtained by dealing with that issue, and, 

most importantly, by coming up with ideas, 

not ideas that he may have necessarily had, 

but working within the Transit Authority to 

come up with ideas among the practitioners, 

the people who were as frustrated with it as 

I, as a young cop had been frustrated with 

policing strategies in the Seventies, let the 

people who have to work on the issue come up 

with the solution.  And they came up with the 

solution.  And they turned it around. 

  So at a time when the city was still 

in the midst of decay, the one thing that was 

working was the subway.  The subway, of all 

places. 

  But what he understood also, as they 

began to make the changes in the graffiti, in 
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the infrastructure, putting $8 billion of 

money into capital improvements, new cars, 

new subway tracks, things that a lot of 

people didn't see, so much of that money went 

into infrastructure that you didn't see.  You 

saw the clean cars, you saw remodeled 

stations.  But he also understood the 

importance of symbolism.  And graffiti was a 

symbol. 

  So that when Mayor Giuliani was 

elected as major, while he understood the 

practicality of all the management changes 

that would have to be made, there was also an 

understanding of the symbolism, of the 

importance of the quality of life issue. 

  This graffiti was a quality of life 

issue in the subway.  The idea that so many 

of the things that the city had neglected, 

that this country had neglected under the 

guise of, "It doesn't count.  We have more 

important issues to focus on," there was an 

appreciation, a realization that those little 

things were in fact what was generating so 

much fear and lack of confidence and decay.  
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That little things like the melanoma on a 

skin, if not dealt with, leads to cancer and 

a growth of a cancer.  That's what had 

happened. 

  And Bob Kiley, in his capacity, 

Mayor Giuliani, in his capacity, Bill 

Bratton, in my capacity, and like so many 

others around this country who have come to 

understand, as political leaders, as criminal 

justice leaders, that you need to deal with 

the full spectrum of issues that generate 

fear and real crime and disorder and lack of 

confidence in public officials and, in our 

case, what we're talking about today, cities. 

  Cities are governable.  Cities are 

manageable.  Cities are the place to be, and 

cities are the future of America. 

  We thought of the suburbs.  We 

thought of the rural areas as the future.  

Not the case.  In a global society, and the 

is what we have become, in a global economy, 

cities are the engines that can drive those 

economies.   

  And in the case of New York, the 
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most visible city in the world, is in fact 

showing itself to be the most successful in 

the world. 

  We were just discussing briefly at 

my table, all of us have recently traveled to 

Europe, and talking about their great cities.  

I've recently been to Italy, to Rome and to 

Florence.  And the amount of graffiti is 

shocking.  London.  Graffiti, shocking.  

Paris.  We can clearly, and this is something 

that the Mayor needs to add to the list of 

bragging rights, we are probably the cleanest 

major city in the world as it relates to the 

issue of graffiti. 

  And a few years ago, who would have 

thought of that in the subways or the streets 

of New York?  But you come in from our 

airports, as I frequently do, whether it be 

LaGuardia or JFK or Newark, and you don't see 

the graffiti that once covered every wall.  

You see grass that's mowed.  You see litter 

that's been removed.  And if you see 

graffiti, you know it's fresh, because it 

stands out and you know in a couple of days 
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it's going to be gone. 

  That reflects a city that cares.  

That reflects a city that's governable.  That 

reflects a city that's well managed.  That 

reflects a city in which you can invest with 

confidence.  It reflects a city in which you 

can travel in safety. 

  So New York in many respects has, 

from its position of being the caboose on the 

train, has truly moved to be the engine on 

the train, showing other cities around the 

world how do you do it.  They're now coming 

from around the world to see how this city 

works, they're coming from around the world 

to see how this Police Department works. 

  Because what we found in New York 

City, what I found in Boston prior to coming 

to New York, what I found as a reflection of 

my 25 years in policing, is that you need 

optimism that you can make change, you need 

people to make that change, committed people, 

you need leadership to make it happen, and 

you need results. 

  And in all instances, whether it be 
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Boston or New York, in the law enforcement 

world or the political world, that is what 

you're seeing happening.  And that is good 

news for all of us. 

  We have found a way to police our 

cities, that, repeating my earlier comment, 

will insure that crime, absent another 

epidemic like crack cocaine, and right now in 

the west and midwest they're experiencing a 

concern with the meth drug out there that has 

many similar ramifications as cocaine, crack 

cocaine, but we now understand early on how 

to deal with those issues.  

  We will see some spikes in crime.  

But we've now found a better way to detect it 

earlier, respond much more rapidly to what 

we're detecting, much more effectively in 

terms of the forces that we bring to bear, 

and we're constantly scanning to spot those 

new melanomas that might arise on the skin. 

  That's why crime is not going to go 

up with any major degree in this city.  We 

have found a better way to manage that issue.  

And we're finding that around the country. 
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  And as we're seeing, and as I 

promulgated, and which is a core theme of my 

book, is I believe that we had it wrong for 

25 to 30 years in this country.  I can 

remember studying for the sergeant's exam.  

Bob DeGrazia, the reform commissioner, a role 

model for me.  While the policies that he 

promulgated were failures, 20 years later I'm 

leading a reform movement that is literally 

throwing out the window most of what he 

promulgated in terms of emphasizing rapid 

response to 911, investigations.  He was a 

reformer bringing in the era of reactionary 

policing.  I'm a reformer leading the 

proactive policing movement. 

  But what Bob DeGrazia was was a 

leader.  He was somebody who, while his 

policies have come to be understood as failed 

policies, he was an optimist.  He was a 

manager.  He was a leader.  And what he began 

to do in the 1970's in Boston was to create a 

new cadre of police managers who were taught 

to think, to think for themselves, not just 

to be automatons, just following in line like 
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ducks in a line.   

  And I can remember the books I had 

to study as a young sergeant for the 

sergeant's exam, an exam which he changed.  

In Boston in the 1970's, you used to have to 

have about 25 years in the job before you 

could be eligible to get enough points to be 

promoted to sergeant.  When I was promoted in 

1975, I was the youngest sergeant in the 

history of the Boston Police Department at 

the age of 27.  Top number one on that 

written exam. 

  But the books that we had to study, 

I can remember the Kerner Report on the race 

riots of the Seventies.  The ABA Report on 

law and order.  And so many management books 

that we had these theories coming out our 

ears. 

  Well, we've now come to understand 

that the Kerner Report for 25 years steered 

us down the wrong path in terms of how to 

police America.  It emphasized a law 

enforcement role for American police rather 

than a criminal justice role. 



Manhattan Institute 
William Bratton 
June 17, 1998 

NATION-WIDE REPORTING COVERAGE 

305 BROADWAY , SUITE 406, NYC  10007 

P: (212) 227-7440  (800) 221-7242  FAX (212) 227-7524 

22 

  And the good news is that what 

DeGrazia and others did back in the Seventies 

was develop a generation of leaders that at 

stage.  While I've left the stage as a 

practitioner, there are many like me who have 

learned to think, who have learned to not 

accept things as they are but see things as 

they may be.  And what they have learned, and 

what they all have in common, is that they 

don't give up. 

  I was very chagrined the other day 

when I read an article, I think it was in the 

Post, about the Transit Authority giving up 

on the issue of scratchiti, the new form of 

urban vandalism.  The idea because they 

couldn't come up with a solution, they're 

going to just give up. 

  Well, that's what had happened in 

the Transit Authority in the Seventies and 

Eighties, if you remember.  Fortunately, and 

my sense is the Mayor probably got on 

(unintelligible) to them and got them 

straightened away.  They're back to doing 

something about it again. 
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  Because you can do something about 

the issue of scratchiti.  The think we've 

learned is, you cannot give up.  You have to 

keep at it.  All these issues will come back 

again unless you keep at it.  And what we 

lived in the Seventies as young police 

managers was that we had to keep at it. 

  And so my development in the 

Seventies, while the policies of the 

Seventies were failed policies, ones that I 

had embraced, I had also been taught to 

think, and to think outside the box.  So in 

the Eighties as the crime problem got worse 

in America, we didn't just throw up our hands 

and say, well, there's nothing we can do 

about it.  We took a look around and said, 

what is there that we can do about it. 

  And we interacted with each other, 

with the academics, George Kelling.  With the 

managers, Bob Kiley, people outside the 

business.  And we came up with better ways to 

do it. 

  And what the book, "TurnAround," is 

about ultimately is the idea that optimism 
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and leadership an thinking outside the box 

works, and that the optimism that I express 

in that book, the optimism that I express in 

every speech I give, that it's well founded, 

well placed.  American policing has changed 

for the better, and if American policing has 

changed for the better, and it's not without 

its problems, as we see every day, reading 

about police brutality issues, police 

corruption issues, but these are issues that 

can be addressed. 

  And I have another prediction for 

you.  I think as we deal with the number one 

issue in this country, which is race, and the 

mantle of racism, that American police will 

be in the leadership position in coming up 

with the solutions to that particular problem 

also.  I have that much confidence in 

American policing and American police 

officers, because they are on the front line 

of that issue.  And as they've solved the 

crime problem -- solved it not to the extent 

that it's going away, it will always be some 

amount of crime.  But we've certainly reduced 
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it.  Similarly, there will always be, 

unfortunately, some amount of racism and 

issues of race in this country.  But I think 

we can significantly reduce the problems 

associated with it, as we're seeing such 

great progress in the last 20 years. 

  And my prediction is, as we further 

reduce crime, we will be able to use our 

police, as our cities become safer to use our 

officers less as enforcers of the law and 

more as partners working with our many 

diverse communities to focus on issues other 

than just crime and quality of life issues, 

in which police can truly be partners with 

the community to address the issues. 

  It's a time of great hope, a time of 

great change, a great time to be alive and to 

be part of all of this.  And I certainly feel 

myself privileged to have been in the 

position to have experienced it and to have 

helped to shape some of it, and now to, in 

some respects, be a resident gadfly, as I've 

made my transition to the private sector, 

working with Peter O'Neill, the president and 
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founder of the company that I'm now with, or 

actually chief executive officer of the 

company I'm now president of, that I'm 

finding in my new environment that my world 

in the private sector is certainly enhanced 

by the improved public safety in the public 

sector, reinforcing what I committed my life 

to and the belief that I had that absent 

public safety and a guarantee of that, 

everything else suffers. 

  We are engaged in good times.  And 

my compliments to the Manhattan Institute for 

in so many ways providing leadership, 

providing support.  Very early on very 

supportive of Mayor Giuliani coming into the 

city with the ideas that he had, many of 

which were from exposure to the Manhattan 

Institute and George Kelling.  And continuing 

to provide opportunities such as this to 

expose many of you to the current thinking 

that's out there. 

  And that thinking is continually 

improving and expanding upon the core 

precepts that we can do something about our 
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existence, about our society, about our 

cities.  Cities are back big time, American 

law enforcement is back big time.  And with 

all of those positive working, I think we can 

look to a bright and secure future. 

  Thank you very, very much. 

  MR. MONE:  I think we have some time 

for questions, for former Commissioner 

Bratton will field some from the audience. 

  MALE VOICE:  I want to ask you a 

question, having worked for the Mayor, 

(unintelligible) insights, you know, what 

makes our Mayor tick.  (Unintelligible) the 

private sector.  You know, there's always a 

sort of debate of whether working in the 

public sector, whether you understand the 

real world, and now that you're in the real 

world, the private sector, what kind of 

reflections (unintelligible) 

  MR. BRATTON:  Well, there are two 

real worlds.  There is the real world of the 

public sector and with its realities, and the 

real world of the private sector. 

  I consciously sought out a real 
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world private sector opportunity, and I do 

have what I think is the opportunity of a 

lifetime to take a relatively small company 

and grow it and to make it a leader in the 

area that we deal with.  And at the same time 

I'd be lying to you if I didn't indicate that 

I still look with some longing to the public 

sector I spent most of my adult life in and 

had some fairly significant successes. 

  I'm fortunate that I'm able to stay 

involved in both worlds, that I'm able to 

reap the benefits of both. 

  As to the issues of the day, all of 

us are entitled to our own opinions about any 

of our officials, elected, appointed, or what 

have you.  But I would like to make a comment 

about the command center issue, that to go 

beyond all the rhetoric, et cetera, and the 

punch lines, that there is a need in this 

city for a state of the art facility.  As to 

where it could be appropriately located, 

police headquarters, in the building that's 

been chosen, a lot of study went into it, and 

being outside of the public sector I'll have 
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to leave it to the experts who made the 

decision as to where to locate it. 

  There is, however, a very 

justifiable need for a center of that type.  

And I could speak to that from the experience 

and frustration as police commissioner, not 

having some of the technology that the 

private sector had to use to deal with the 

many crises that we dealt with. 

  Every time I pull into an Avis yard 

to return a car, that clerk is there with 

that little portable computer that has all 

that information.  I used to resent it so 

much as a public official that we couldn't 

have that type of technology in policing. 

  And so the difference between the 

public and the private sector, there's one 

example of it. 

  So we might all have some fun with 

it and some jokes, et cetera, and if the 

public sector can't have a sense of humor, we 

might as well give up.  But there is a real 

need for a center of that type, particularly 

in this city.  An expenditure of $16 million 
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over four years is not a lot of money. 

  Sir? 

  MALE VOICE:  (Unintelligible) 

successful techniques in bringing your change 

in values down to the cop on the street. 

  MR. BRATTON:  You're described it.  

In terms of what was the greatest success in 

terms of motivating the troops, 

decentralization, the idea of taking the 

power that as police commissioner -- in the 

City of New York, police commissioner is an 

extraordinarily powerful person in terms of 

the control and the influence that he has 

over his personnel. 

  And I consciously gave a lot of that 

away.  I've always done that as a manager.  

Push it down, but, not being born yesterday, 

I keep strings of accountability.  The 

COMPSTAT (phonetic) system, which is now 

literally being recognized around the world 

as the way to manage police organizations, is 

all about accountability.  We'll give the 

power to you, we'll give the decision-making 

capacity, we'll give resources, we'll give 
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information.  But we're going to still 

maintain a certain degree of control that 

you're focused on the goals that we want you 

to focus on. 

  So if there's a legacy that I think 

I've left with not only the NYPD but any of 

the departments I was privileged to be 

associated with, it is the idea that when I 

left, the place didn't fall apart.  That by 

decentralizing authority and accountability, 

we created, as Bob DeGrazia did 20 years ago 

when he developed a system to bring up young 

tigers like myself, here we are 20 years 

later, the seed he planted, leading the next 

American policing revolution, I'm optimistic 

that many of the seeds -- I'm Billy 

Appleseed, rather than Johnny Appleseed -- 

that I planted will continue to bloom, that 

people who have been entrusted and trusted to 

wield power will continue to blossom and make 

the correct decision. 

  So if it's a hallmark of any place 

I've been and the legacy I like to think I 

left behind, it is the idea of entrusting 
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people to be leaders, themselves, but to hold 

them accountable for that trust and power 

we're giving to them. 

  MALE VOICE:  (Unintelligible) So 

when you have police officers who are 

addressing truancy, social gatherings of 

young people, breaking them up because of 

concerns about crime, issues of civil 

liberties and civil rights come to the fore. 

  (Unintelligible) surveillance, 

vendors, (unintelligible) police crackdown, 

all these quality of life issues.  I have 

found that as a member of the 

(unintelligible) Police Task Force, Community 

Relations Task Force, that the police 

officers, themselves, the rank and file, are 

now concerned about the changing, the nature 

of policing and (unintelligible) and police 

conduct.  They believe their morale is down, 

because in terms of (unintelligible), their 

urge to go out there and summons people who 

are drinking in public and get those summons 

and get those tickets, (unintelligible) 

  They're also concerned that 
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(unintelligible) any kind of good contract, 

their morale is way down.  At the same time, 

they're expected to respond (unintelligible).  

And we find that police misconduct is up and 

the questions of police character are up. 

  So I'd like you to address about 

(unintelligible) police culture and 

(unintelligible) and attitudes of the public 

about the police (unintelligible)  

  MR. BRATTON:  The questions and 

comments are really right on the money.  The 

challenge for my successor here in New York, 

the challenge for other police chiefs and, 

indeed, political leaders in other cities and 

other states is going to be, as we succeed in 

reducing crime, whether it's the dramatic 

increases here in New York, 56 percent, less 

dramatic in some other cities, but overall 

crime's down dramatically in the United 

States any way you look at it.   

  We have 38,000 police officers who 

this year will have 350,000 fewer crimes to 

deal with.  That's a lot of free time that 

has now been freed up.  And how you use that 
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time of those officers is going to be 

critical.  Because when they have time on 

their hands is when they have the potential 

to get into trouble.   

  When they're fighting the good 

fight, fighting crime, knocking it down, the 

murders, the rapes, the robbers, that's one 

thing.  But trying to maintain a degree of 

quality of life, a degree of stability, a 

degree of shared space, which democracy is 

all about, all of us agreeing to certain 

limitations and rules for the greater good, 

the challenge for both the Mayor and the 

Commissioner in this city and in their 

counterparts elsewhere is how do you use 

those police. 

  Because police are very responsive 

to the leadership of government.  We don't 

operate on our own.  We are truly reflective 

of whatever leadership is there, political, 

or, in the case of within the department, 

management. 

  And it was an issue when, as police 

commissioner, I was quite cognizant of and 
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working a lot, spending a lot of my time 

dealing with it, and I speak about that in 

the book, that the challenge in the future is 

to take that free time that police officers 

are going to have and use it to deal with the 

issues of race, for example. 

  How do you take those officers -- 

it's like going from a wartime army to a 

peacetime army.  How do you transition them?  

It is not easy.  And you're already beginning 

to see some of that in terms of the increase 

in complaints, because the feeling that in 

reducing crime in a neighborhood, if you had 

to go in and literally go after the gangs and 

the (unintelligible) for every quality of 

life issue, now the neighborhood's become 

somewhat stabilized and quiet, what was seen 

as appropriate action by the police is now 

seen as maybe inappropriate, too heavy-

handed. 

  And how do you balance it?  Not 

easy.  Can it be done?  It certainly can be 

done.  It certainly can be done.  But it is 

not easy. 
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  And what you have to be very careful 

of, and which I think is the dilemma facing 

city government right now, is you've got to 

be very careful you don't tip the scales.  

And it's a balancing act the Mayor's going to 

have to be aware of, a balancing act the 

police commissioner's going to have to be 

aware of, that you can only push it so far.  

And you have to keep it in balance because 

it's so easy for it to tip out of balance. 

  However, as I talked about earlier, 

the secrets of management, having timely, 

accurate intelligence, there are in place now 

things that allow you to very quickly see 

that the scale is being tipped.  That's the 

so-called tipping point concept, if you will.  

Malcolm Gladwell's piece in "The New Yorker" 

a few years back, the tipping point is 

another of those seminal pieces, I believe, 

that really tell it all in terms of what 

happened and what can be done in dealing with 

the prices of crime in the cities. 

  But the issue of tipping points, I 

think we can watch for certain things, 
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whether it's an increase in civilian 

complaints, that it's starting to go out of 

balance.  And there are now systems in place 

that will allow you very early on to detect 

that.  The media picks up on it, coalitions 

and groups pick up on it.  And I think there 

is an ability to keep it in balance, but it's 

going to be a lot of very hard work.  A lot 

of hard work.  Particularly in a city like 

New York. 

  MALE VOICE:  Are you equally 

optimistic that organized crime as opposed to 

street crime is also in decline? 

  MR. BRATTON:  Am I optimistic that 

organized crime is in decline as much as 

street crime?  

  Yes, in terms of certainly in the 

traditional five families, the Mafia, the 

coalition between federal agencies, city 

police, district attorneys, have certainly 

over the last number of years, the leadership 

of all five of those entities is now in jail.  

Those coming up behind them are certainly 

nowhere near the calibre of the leadership 
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that's now in jail, and they were certainly 

nowhere of the calibre of their predecessors. 

  So there's a diminishing, if you 

will, of both impact and quality among the 

traditional Mafia. 

  At the same time, the possibly even 

more dangerous, from the public perspective, 

in terms of the brutality and the violence 

associated with them, of the drug gangs of 

any persuasion, whether it be the Russians or 

the Albanians or the Dominicans or any of the 

groups in the city that engage in so much 

overt violence -- when you look at the Mob, 

the Mob was by and large bumping each other 

off, the traditional Mob.  And while it made 

great headlines, the average citizen was 

impacted in a more insidious way by their 

actions in terms of it cost you more to get 

trash taken out of your building, it cost you 

more in the city to build a building because 

of all the shakedowns.  But the violence 

associated with it was minimal compared to 

the violence associated with the drug trades 

and all these other gangs. 
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  And, indeed, it's the great 

successes in reducing violent crime in New 

York has largely been as a result of moving 

on many of those drug gangs and a lot of 

their activity. 

  The whole conscious strategy that I 

began coming into New York of getting the 

gangs off the streets was designed to reduce 

the violence.  It's so easy to ride down a 

street and just spray with a machine gun all 

your competitors when they're standing on the 

corner.  A little more difficult when you 

have to go into a house, through barriers, 

and try to take them out. 

  So a lot of the strategies that were 

developed to deal with the drug gangs 

resulted in the violent crime going down.  

And so the challenge for policing now is to 

keep after the traditional organized crime 

groups and their insidious impact on the 

economy in terms of the building trades, et 

cetera, union influence, and at the same time 

go after the violence-prone drug traffickers 

who generate so much fear and cause 
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deterioration of neighborhoods in the city. 

  And I think you can do both, and I 

think New York has clearly shown that you can 

do both, that you don't have to do this at 

the expense of that, that you can do it all 

at the same time. 

  MALE VOICE:  You spoke earlier about 

not going down the wrong path, thinking out 

of the box. 

  I'm curious if you would enlighten 

us on the relationship of personal crime, 

violent crime, and gun ownership 

(unintelligible) the higher the incidence of 

gun ownership, the less incidence of violence 

(unintelligible).  What's your view on this? 

  MR. BRATTON:  I'm a gun control 

advocate.  There's an editorial that I wrote 

for The New York Times that will be in there 

in the next day or so at their request, in 

response to Mr. Heston's coming down from 

Mount Sinai and going up onto the NRA mount, 

that the idea that they promulgate, that the 

more guns in the hand of American citizens, 

the better, because there will be less 
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violence.  I don't think so. 

  I'm as concerned with the young 

lives that are taken through suicide, the 

young lives that are taken through accidental 

shootings, the horrors that we're seeing on a 

seemingly weekly basis in our schools now 

with young people who are trained -- and this 

is the NRA position, train these young 

people.  Charlton Heston talking about, "Give 

me one city, and we'll train everybody to 

carry a gun."  Half of these characters that 

are mowing down our children in these school 

yards have been trained since birth to carry 

and use firearms.  So I want to train them to 

be more accurate in their shooting?  It's bad 

enough that they're out there with machine 

guns mowing us down. 

  No, I think that as we've come to an 

understanding of the issues, the dangers of 

smoking and the dangers of so many other 

things in this country, we're coming to a 

realization of the dangers of guns and gun 

ownership. 

  I'm not a supporter of the abolition 
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of guns, not at all.  But I certainly am a 

very strong advocate of stronger laws on the 

issue of gun control, gun ownership.  And 

you're going to see any number of studies, 

particularly as more and more states have 

gone to allowing their citizens to carry 

concealed weapons, about how safe those 

states are getting. 

  Think of it, though.  Every time a 

police officer makes a stop in those states, 

he has to assume that person's carrying a 

gun.  And in that assumption, he starts off 

that encounter in fear of his or her life.  

And that's a hell of a way to start off every 

encounter a police officer has with a 

citizen, where that officer is fearful that 

that person has the capacity to take their 

life. 

  And those are some of the things 

that I think over time we're going to really 

see have a great impact.  As we're trying to 

get police to work more closely with the 

community, we're constantly developing ways 

to literally keep them apart from each other. 
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  I have very strong feelings on that 

issue, and I think that at some point in 

time, as we tend to do in America, as we woke 

up on the danger of losing our cities, we'll 

wake up on the dangers of unrestricted gun 

control and unrestricted gun access. 

  MALE VOICE:  If crime is down, 

should we think about shrinking the police 

force some? 

  MR. BRATTON:  Actually, that's an 

interesting question.  As crime is down, 

should we think about shrinking the police 

force. 

  I had in my last year as police 

commissioner in a way of supporting getting 

pay raises for the police officers as well as 

more overtime for me as commissioner, I'm a 

great supporter of using overtime.  Because 

then you can put in two hours here, four 

hours there, and you don't pay pensions 20 

years down the line.  That we had developed a 

plan to reduce the department by about 3,000 

to 4,000 officers, in which case it would 

have freed up, I forget the amount of 
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overtime that I could give to my precinct 

commanders, who would then have the 

equivalent of more than the officers they 

would have lost through that attrition in the 

department.  But also to have funded a pay 

raise that would have given the police 

officer, the average police officer, I think 

the equivalent of five percent more on their 

salary. 

  And if you think about it, that why 

spend for, say, hiring 3,000 more police 

officers who you'll have for 20 years, who 

work 35 hours a week in very restricted 

shifts, and then you're going to pay pensions 

for those officers for the next -- they 

retire at 40, they're going to live to 75 or 

80.  And now they have variable annuity 

plans.  You're literally paying for these 

people for 60 years, when, with overtime, you 

can in fact have the same benefit and effect. 

  As a manager, give me the overtime 

rather than the (unintelligible) because I 

can use it to much better advantage. 

  So is there a point in time when you 
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can reduce the size of the police force?  As 

I mentioned, you've got 38,000 cops dealing 

with a city that has half the crime that it 

had in 1990.  700,000 victims of violent 

crime in 1990.  This year, fewer than 

320,000.  Still an awful lot, but one of the 

reasons why the homicide clearance rate in 

the city is approaching 90 percent is that 

instead of investigating 2,200 murders, 

they're investigating 700.  So we have more 

resources to put on the solution of that 

problem. 

  So I think there's going to come a 

point in time -- as to whether there will be 

a political will to do it, it might require 

another budget crisis to do it, which would 

be the absolute wrong time to do it.  But I 

think there will come a point in time when 

you can safely reduce the size of the police 

force, with the caveat, give the money for 

overtime and also from the motivational 

factor, whether you use it for productivity 

raises, give it in the form of pay raises. 

  MALE VOICE:  Commissioner, two 
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points.  Everybody has clear detractors, and 

you had yours.  U.S. News, as you probably 

saw, had a cover story about a month ago 

where they said, well, the reason crime is 

down is because crack's not a problem 

anymore.  They don't really tell you why 

crack's not a problem anymore, but -- 

  MR. BRATTON:  Well, according to 

some, it's because all these very 

sophisticated crack dealers all got together 

and decided, jeez, this is the wrong business 

to be in, so why don't we just chill out. 

  In other words, (unintelligible).  

We do about 600,000 wire taps a year and we 

cannot find a single conversation in those 

wire taps in which the drug dealers are heard 

to be talking among themselves, "Let's chill 

out, that it's getting too violent." 

  MALE VOICE:  (Unintelligible) but 

where do you think they would get this idea 

from? 

  MR. BRATTON:  The article you 

reference, U.S. News & World Report, did what 

I thought was an excellent cover story.  It 
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was about two weeks ago, I think, maybe 

three, in which they tried to examine why is 

crime down.  And I think they correctly 

understood that it's down for many reasons. 

  But the key element there, and it's 

something that George Kelly and I have just 

written a piece about and which New York 

Times recently wrote about, that as people 

try to explain why is crime down more in New 

York than it is someplace else, we finally 

come to understand that crime is a local 

issue.  There is no panacea, no magic bullet 

that can be used in New York, Boston, around 

the country.  It's not, there's not a Tylenol 

that's out there, other than the idea of 

better management is, in fact, the core of 

any medicine that we're going to apply to 

this.  

  Crime is, in fact, a local issue.  

And what worked here in New York might not 

work in Los Angeles, might not work in 

Chicago.   

  The secret is, and this is the skill 

of a mayor, the skill of a police 



Manhattan Institute 
William Bratton 
June 17, 1998 

NATION-WIDE REPORTING COVERAGE 

305 BROADWAY , SUITE 406, NYC  10007 

P: (212) 227-7440  (800) 221-7242  FAX (212) 227-7524 

48 

commissioner, to put together, as we would 

rely on a doctor that we go to for an 

ailment, we don't want the doctor to think of 

us as just a number, one through ten, and 

everybody gets the same treatment.  Each city 

needs a different treatment. 

  When I was in Boston, we were 

focusing very heavily on youth-oriented 

crime, because that was the crime problem in 

Boston.  Here in New York it was quality of 

life, it was guns, drugs, youth, all those 

things. 

  So the U.S. News & World Report 

piece in its totality recognized that crime 

is -- 

  [End of Tape 1] 

  -- New York, clearly what worked 

here, which people are having a hard time now 

refuting, was the political leadership, a 

mayor who came in that he was going to move 

on crime, a police commissioner and his team 

that literally had the management systems to 

do it, and we delivered. 

  Nobody can point to anything else in 
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New York that could have resulted in the 

crime going down 50 percent in two years.  

Demographics, the economy, unemployment 

actually stayed about the same in the city 

during my time here, demographics, the youth 

population actually went up.  All those are 

longer-term impacts.  The thing that clearly 

worked here in New York, maybe more so than 

other cities, was police. 

  What worked in Los Angeles -- Los 

Angeles, they don't know why crime is down.  

And they admit it.  And we get criticized 

because we take credit for why crime is down.  

Well, it's because we know why.   

  And my argument has always been, if 

you have a police chief that doesn't know why 

crime is up or why it's down, get rid of him.  

What do you need him for?  If that person 

can't tell you the answer, then what the hell 

do you have him in there for? 

  But that's, if you've not seen that 

piece, those of you who subscribe, I thought 

it was an excellent piece because it really 

did plant the seed, the idea that we don't 
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know for certainty.  I think as you look from 

city to city you can't with a certainty find 

out why.  And that's what we should be doing, 

  And that's the good news about so 

many people looking at New York, because we 

do have answers that are transferrable.  

COMPSTAT is transferrable.  Political 

leadership is transferrable, the idea that 

you can do something about crime.  Police 

management is transferrable.  Motivational 

techniques are transferrable.  That's why we 

all buy these management books that we all 

want to find out how we motivate, that Peter 

and I spend a lot of time (unintelligible), 

how do we motivate our people to get their 

productivity up.  Well, paying them more, 

which is always an interesting thing to do.  

But if you look in New York, we haven't paid 

the cops a dime more and they cut crime down 

50 percent.  So you can't complain. 

  Here and here. 

  MALE VOICE:  Since no one's going to 

give up a good political position because 

statistics go the other way, as we can see in 
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the U.S. News & World Report thing and your 

remarks on gun control, I wonder how you 

would feel about the assertions made that 

this is an artificial blip of demographics, 

that the real drop in crime has all come 

about because there's a new baby boom headed 

our way that's going to bring 

(unintelligible) 

  MR. BRATTON:  There's a very good 

friend of mine, John Iulio (phonetic), that 

has written and coined the phrase, super-

predators, the idea, and then Jamie Farks 

(phonetic) up at Northeastern, the Chicken 

Littles, the sky is falling, the sky is 

falling.  And then, when it doesn't fall, 

well, it didn't happen today but it's going 

to happen tomorrow.  They come up with all 

types of excuses why it didn't happen. 

  One of the reasons, frustrations I 

have with criminologists and a lot of the 

people who study policing is they didn't take 

into account an intervening variable.  And 

the intervening variable was police. 

  We are policing differently.  We are 
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looking at preventing crime rather than just 

reacting to it.  And so the issue of 

demographics is one of those false issues. 

  You can statistically show there are 

more young people, particularly that age, it 

varies.  You make the statistics say whatever 

you want, depending if it's 12 to 26 or 14 to 

24.  But that core group. 

  If you look at those figures, those 

statistics, you can make an argument based on 

past history that crime is going to go up.  

Because that population is expanding.  But 

you don't take into account things that went 

on, say, here in New York or that went on 

more specifically in Boston directed at youth 

crime.  Boston didn't have a youth homicide 

for two years.  The last year I was there as 

police commissioner we had 12 of them.  The 

next year, my successor, Carl Evans, and for 

two years after that there was no youth 

homicide. 

  Why?  They focused on that problem.  

And they were the intervening variable. 

  So demographics, I pay no attention 
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to demographics.  Actually one of the 

frustrations criminologists have with me is I 

pay no attention to them.  As police 

commissioner, the information they were 

giving me, and many of you are from the 

public sector, private sector, can you 

imagine if you didn't have information 

telling you where your customers are, what 

they're buying, what your profit and loss is? 

  Well, in American policing, the 

information I was getting was always three or 

four years old.  I always love it when The 

New York Times has a front page story that 

National Institute of Justice is reporting a 

1993 study that youth crime is down.  It's 

1998.  What the hell do I need to know about 

1993?  I need to know about 1998. 

  So the reason I drifted away from 

criminologists as a manager, the information 

they were giving me was not useful.  It was 

not timely.  It didn't contribute to my 

bottom line. 

  So demographics, forget it. 

  Another thing that's not widely 



Manhattan Institute 
William Bratton 
June 17, 1998 

NATION-WIDE REPORTING COVERAGE 

305 BROADWAY , SUITE 406, NYC  10007 

P: (212) 227-7440  (800) 221-7242  FAX (212) 227-7524 

54 

known in this state, one of the states that 

led the incarceration, the expansion of our 

prisons, that our incarcerations numbers 

right now, in our state prisons and at 

Rikers, are less than they were in 1990.  

That bell curve is going down. 

  You know, everybody's talking about 

shortage of jail spaces.  That's not the case 

here.  The highest rate of incarceration in 

this state was in 1990.  So we have fewer 

people in jail.  And you might think about 

that.  With 350,000 fewer serious crimes 

reported in New York City, including 1,500 

fewer murders, that's 350,000 fewer victims, 

but it's also 350,000 people who didn't 

commit those crimes.  So it's 350,000 people 

we don't have to put in jail at some point in 

time. 

  And when I talk about police leading 

the way and eventually dealing with the issue 

of race, where so much of our crime problem 

in the inner city is minority victims as well 

as minority perpetrators, those 1,500 fewer 

people that are going to be murdered this 
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year in New York City, about 80 to 90 percent 

of those would have been minority citizens.  

And about 80 to 90 percent of the 

perpetrators would have been minority 

citizens in that troubled age category, 14 to 

24. 

  If that momentary instant in which a 

murder was committed can be passed, many of 

those people are going to go on to live full 

and productive lives.   

  So what has been brought about is 

police here have not only reduced the number 

of victims, but reduced the number of 

opportunities for potential perpetrators to 

commit crime.  And over time, my prediction 

for you is, that particularly if we 

straighten out the mess we're in in terms of 

too many people in jail who shouldn't be 

there, non-violent offenders, we can free up 

prison space, free up money that can then be 

used for drug prevention treatment centers. 

  And so the bell curve I'd like to 

see is, as we're on the down side of prison 

incarceration, let's start increasing the 
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bell curve of drug treatment.  Because we 

know that's what works.  And in this city, 

where 70 or 80 percent of our perpetrators 

are on drugs or alcohol, we need to get much 

more serious about treating them in a 

positive way and less in terms of 

incarcerating them. 

  So that's some of the optimism that 

I have that we can in fact come off of one 

bell curve and swing onto another.  The 

problem you're going to have is unions that 

are going to be concerned about losing jobs 

guarding all of these people.  But if there's 

fewer people to guard, well, basically they 

can go monitor the drug treatment centers. 

  MALE VOICE:  In terms of the 

(unintelligible) I'm just curious about what 

your take would be on why there should be 

this increase in (unintelligible) on the 

subways, (unintelligible).  Does it mean that 

possibly the culture (unintelligible) changed 

in the Police Department (unintelligible)?  

Is the Transit Department dropping the ball 

slightly in (unintelligible)?  Is it a 
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management problem? 

  Why do you think it's happening and 

what do you think should be done? 

  MR. BRATTON:  I think there are 

several issues.  I think I have a certain 

degree of expertise on transit, having run 

the Boston and here.  And one of the reasons 

we felt very confident about merging the 

Transit and Housing Police into the NYPD was 

the fact that, as Police Commissioner, I had 

that sensitivity to that issue. 

  I think the problem in the subway 

right now is the fact that so much of the 

leadership of the Transit Police is not of 

the Transit Police.  There's a special 

sensitivity to transit crime and the 

importance of dealing with the beggars on the 

trains -- and I ride the subways all the 

time, although less so now that I'm out in 

Long Island.  There's no subways out that way 

yet. 

  And it is a matter of taking your 

eye off the dime for a while.  And in the 

subways you need to stay on it all the time 
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with expertise, because it will slip so fast.  

Bob knows that, that if you let it drift away 

for just a moment. 

  And the subway situation is, you let 

-- free time I'm talking about with cops.  

Subway crime now is down about 90 percent 

less than what it was in 1990, when I was 

hired by Bob Kiley.  On some days there is no 

reported serious crime in the subway. 

  Well, you've still got, I don't know 

what the actual numbers of cops are, they 

don't give the numbers out, but those cops 

that are there need to be refocused onto 

other than crime issues and they need to get 

focused back on the things that generate 

fear. 

  And if that's scratchiti, scratchiti 

to me is the number one priority in that 

system now.  And with the sophistication of 

technology, miniature cameras, et cetera, you 

put squads of officers in those trains, in 

the conductor boots with the miniature 

cameras in each car.  There are so many ways 

you can address that scratchiti problem that 
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you'd eliminate it very quickly.  And then 

you get on the judges to sentence some of 

these bastards for a few months.  And what 

you sentence them to is cleaning it up.  And 

you can get that squared away. 

  But my sense is what's happened 

there is that it's something that they let 

the eye keep drifting off the dime all the 

time.  In the subway, more so in New York 

than any other city in America, maybe with 

the exception of Boston, with now the 

ridership up, it's almost five million people 

a day in buses and subways, that is the heart 

and soul of New York City, the one place that 

you focus all your energies before any place 

else is on those subways. 

  And I think what's happened is 

there's been a drifting away from that.  I 

know just in terms of the leadership in the 

subways, there are very few transit 

experienced leaders left in that bureau.  And 

that's something that you'd have to watch 

for, that you keep a core of people who know 

the business of transit. 
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  MR. MONE:  Thank you. 

  [APPLAUSE] 

  [End of tape] 

 


