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Summary of Forum Held on March 23, 2007 
Community Policing: Combating Guns, Gangs, and Violent Crime
Summary’s Highlights

Note: Hosted by the University of Pennsylvania’s Jerry Lee Center of Criminology, this Forum was one in a series highlighting promising and pioneering state and local efforts to address crime.
No greater problem challenges state and local police and other frontline criminal justice practitioners than recent indications that many jurisdictions—ranging from urban to rural—face significant surges in violent crime, including homicide and robbery. A volatile mix of guns and gangs often spawns the violence. Effectively confronting this crime increase is particularly problematic, given the strain on, even decline in, law enforcement’s resources occasioned by post-9/11 homeland security duties and funding shortfalls.   
With its emphasis on street-level engagement of the community, promotion of trusting relationships with neighborhood residents, and use of problem-solving methods—in contrast to a paramilitary approach—community policing can successfully combat rising violent crime. Highly effective is focusing community policing efforts on neighborhoods where, for example, groups or gangs of 12- to 17-year-olds defend their turf against outsiders, react violently to “disrespect,” and prey on the innocent—often with guns. Depending on where most violence occurs, community policing may focus primarily on a few neighborhoods or may involve organizing departmental operations on a neighborhood basis.

Keeping kids in school is a major goal of community policing. Because of fear of being hassled or attacked en route to or inside school, many students seek to avoid school, fall behind, become frustrated when they cannot catch up, and drift toward gangs and violence. Police presence at schools (e.g., school resource officers), technology, and other measures help counterbalance threats to student well-being. 
Carl Peed—Director, Office of Community Oriented Policing Services (COPS Office), U.S. Department of Justice—highlighted the value of community policing in developing intelligence and in coordinating local/state anticrime efforts. Boston Police Department Commissioner Edward F. Davis noted the effectiveness of neighborhood-based deployment and the need to build trust. Washington, DC, Police Chief Cathy L. Lanier emphasized the importance of focusing on neighborhoods and of keeping kids in school. Jack Clayton, Police Chief in Bridgeport, WV, outlined the special problems of rural jurisdictions in combating guns, gangs, and violent crime.
Forum Executive Director Laurie Robinson observed that after years when crime was not a major issue, it is now squarely in the public eye and a sharp uptick in violent crime faces state and local law enforcement in many jurisdictions, ranging from urban to rural. She reported that a recent survey of 56 jurisdictions by the Police Executive Research Forum found a 12 percent rise in robberies and 10 percent in homicides. How, she asks, can community-oriented policing help combat gangs, guns, and rising violent crime, especially in this post-9/11 period of state and local law enforcement’s heightened homeland security duties? 
COPS Office Perspective: Carl Peed, Director, COPS Office, USDOJ            
Gangs, guns, and homicides and other violent crime are interwoven; e.g., where you find gangs, you also find homicides. Criminologist George Kelling, associated with the “broken windows” theory of crime, has said that one of the greatest aspects of the COPS Office is its ability to convene people to listen, learn, and work with state-level partners and grant-making organizations to develop complementary and coordinated approaches to crime. 
Combating Gangs, Shootings: Edward F. Davis, Commissioner, Boston Police Department

Part I crimes in Boston are at a 10-year low and continue to decrease, but that is overshadowed because one category of crime is at a 10-year high: homicides. And shootings are way up. Thus, “everything else we do makes no difference.” “If we can’t stop the bleeding, we are not effective as a police agency or as a city.” The homicides are occurring in a one square mile area across three neighborhoods and principally in and among gang members. The gangs are not national, such as Crips and Bloods, but very much geographically based—block by block, street by street. Members are kids who grew up together and established relationships. If a gang finds an outsider in its neighborhood, a shooting usually occurs. Gangs have guns or access to them. 
The increase in violence in Boston is almost inversely proportional to a reduction in federal funding over the last several years. In the 1990s, innovation in policing and more police officers drove a tremendous reduction in violent crime, an outcome for which the COPS Office was in part responsible. Since 9/11, however, the number of police officers in cities of more than 250,000 population has decreased by 9 percent.  Agencies have slipped away from 1990s policing by flooding large numbers of officers into neighborhoods in a more military way, which is counterproductive to building relationships with neighborhoods and does not work. 
What works is a neighborhood-oriented approach entailing a concerted and long-term street assignment of more officers, who are encouraged to engage in problem solving, to know the community, and to reach out and build trust so that residents will work with police. This produces relationships as well as arrests. Since adopting that approach in Boston, the shootings there dropped 30 percent in the first three months of 2007. Very necessary are federal prosecutions of the relatively few vicious shooters, who must be taken off the streets. The homicide rate, however, has remained at about the 2006 level, in large part because the number of rounds fired seems to be increasing, with more bullets emptied into a given victim. The Iraq war is consuming Capitol Hill attention. But, “We have a responsibility here at home as well….”  
Neighborhoods and Schools: Cathy L. Lanier, Police Chief, Washington, DC 
The 10-year decline in crime in Washington continues downward, including homicides and robberies. That is a very fragile success, which could turn around in a week’s time. But what is causing certain categories of violent crime to increase is most disturbing: kids. And it is all tied to neighborhoods. The situation in Washington can be described as guns, neighborhoods, and violence. “Everything I have...homicide detectives, crime analysts, research personnel…all are being organized by neighborhood,” not just foot-beat officers.
How everything is neighborhood based is illustrated by Lanier’s personal experience involving school-related violence. The cycle began with her doing very well in school through the sixth grade, at which point students were bused to a school in another neighborhood where they were regarded by some kids as invading their territory. Attacks on the transferred students ensued. Transferred students mounted counterattacks to survive. School became a terrifying experience to be avoided, resulting in a 45-day per semester absentee rate during the seventh grade. Lanier’s grades plunged from previous straight As to failing in the eighth grade. 
The foregoing occurs every day in Washington. Kids get jumped en route to school whether by bus, train, or walking. They start skipping school, fall behind, cannot catch up, become frustrated, and, given their absence of critical skills, drift toward crime. The key is to ensure that kids can get to school and stay in school. 
Frequently armed, very young children commit pack robberies, often brutal, because they see something they want and just take it. That is the mentality, and it starts at about 12. They feel that to have four or five kids, often ranging from age 13 to 17, surround a victim and take a cell phone and credit cards is easier than to sell drugs. This is being done in large numbers. One pack was responsible for 30 robberies. A profile of kids in four such packs found that a common factor was difficulty in reading between the first and third grade. They became frustrated, started missing and then avoiding school so they will not get teased and disrespected, and turned to robberies to help support themselves.    
To combat this, “the occupying army does not work.” That approach will shut down neighborhood cooperation with police and will lead to weak cases, including those involving repeat offenders. What does work is exemplified by an officer who, in a neighborhood afflicted by almost 20 homicides in less than a year, walks around, talks to and  treats residents—even suspects—with respect, and is receiving leads key to closing the cases.

A Rural View: Jack Clayton, Police Chief, Bridgeport, WV
A majority of problems facing chiefs in larger cities also confront rural agencies. Rural departments, however, lack some of the resources and opportunities for innovation available to larger agencies. Of about 18,000 state and local police departments in the nation, 83 percent employ fewer than 10 officers. With 22 officers serving a population of 8,000, the Bridgeport Police Department is, amazingly, in the top 17 percent in size. A challenge to rural agencies is “trying to provide the highest possible level of service with a minimal amount of resources.”  
Although success of anticrime programs in larger jurisdictions is good news, the bad news is that when the enforcement there becomes too effective for comfort, career criminals often migrate to rural communities. For example, in the last 6 months, the Bridgeport area has seen arrests of career criminals from Cincinnati, Columbus, Pittsburgh, Philadelphia, and Washington, DC. So some problems eliminated in larger jurisdictions today show up in smaller locales tomorrow. 
Providing even a minimal level of law enforcement required by a rural community would be very difficult without assistance from the COPS Office through programs it has sponsored such as Universal Hiring and School Resource Officers. Training offered by its Regional Community Policing Institutes sparked the realization that police should think beyond community borders, link with other area agencies, and regard the extended community as “our community” so that problems can be addressed in their totality. This led to formation of a multijurisdiction task force and a Law Enforcement Council in Bridgeport. The latter developed a working relationship with the Board of Education, which led to a private sector grant that financed countywide installation of technology enabling police to view, in real time via an activated video system, school disturbances/violence. Such funding is vitally important to a small agency, where the addition of just two officers can represent a 20 percent increase, or the loss of $10,000 is dramatic.
Questions and Answers
Why is it that some cities are not experiencing an uptick in crime, such as in Providence, RI, where crime is going down?  Davis:  A new chief in that city took over a largely dysfunctional,   corrupt police department. He changed the command staff, reorganized, and went after what works, including putting cops on the street. Emphasis is on crime prevention, not response/arrest. 
If you were to ask Congress for something other than money, which is in short supply, what would it be?  Davis: Use of federal laws and prosecutions against those using guns in furtherance of criminal activity is a real deterrent to violent crime. In Massachusetts, criminals are afraid of the federal system, not the state’s. If the federal system locks them up, they go away immediately and stay away. Lanier: Those who use guns to carry out crimes do not think very much about consequences. Marketing of gun-related penalties must be more than just hoping that potential gun-law violators may learn, through word of mouth, that they would face federal prosecutions and mandatory minimums. Penalties must be aggressively marketed “right there visible in their face all the time” so that those involved in gun crimes will start to consider consequences. Clayton: Spend available money a little smarter, such as on more task force approaches. Also, congressional initiatives to encourage innovation would be welcome.
Do homeland-security demands on local resources relate to the burst of violent crime? Davis: Yes, e.g., guarding critical infrastructure has removed some officers from neighborhoods. But homeland security’s fusion center and intelligence-gathering processes assist us to better analyze crime data, which helps drive deployment decisions.  Lanier:  Homeland security represents a big manpower issue for the department. The average neighborhood resident is not thinking homeland security, is more afraid of being a victim of a robbery than of a terrorist, and wonders why more officers are not on the beat and why crime is so high. Clayton: The issue is basically unfunded mandates. At one point, four officers were in Iraq, nearly 20 percent of the department. Providing airport security also takes time away from traditional police functions.
What kind of innovative partnerships can you engage the schools in? Clayton: Partner with the Board of Education to use school resource officers and to develop uniform standards of student conduct enforced across the school system. Result: a major reduction in school incidents. Lanier: Focus on elementary school students first, engaging them to stay in school through positive interactions with officers and tapping some community-based resources. Davis: Great success resulted from morphing the D.A.R.E. program
 into the G.R.E.A.T. program
 and putting officers in the schools, interacting with kids through a role in teaching, mentoring, and coaching.
To contact the Jerry Lee Center of Criminology Washington office:
· Mail address: 720 Seventh Street N.W., Washington, D.C. 20001

· Phone: 202–448–1717   

· Web Home Page (with Forum summaries): http://www.sas.upenn.edu/jerrylee/fcj.htm
� The Forum summarized here was one in a series to afford Capitol Hill and Executive Branch staff, selected representatives from the practitioner and research communities, and key interest-group leaders an opportunity to hear perspectives of state and local frontline criminal justice practitioners and researchers. The Forum was held in Washington, D.C. The moderator was Laurie Robinson, Executive Director of the Forum on Crime & Justice and Director of the University of Pennsylvania Master of Science in Criminology program. Ted Gest is Forum Associate Executive Director. Participants’ comments are paraphrased unless placed between quotation marks.


� D.A.R.E. (Drug Abuse Resistance Education) is a school-based drug prevention program.  Its original 5th and 6th grade curriculum was shown by rigorous studies to be ineffective in reducing drug use.


� G.R.E.A.T. is another law enforcement officer-instructor classroom curriculum, aimed at youth violence and gangs.  A national evaluation by the National Institute of Justice found lower rates of delinquency and gang membership for students going through this program.
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