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Councilmember  Laketa Cole’s Plan to Increase Public Safety 

 

Introduction 
The number one problem facing our city is crime.  Far too many of our residents have 
been burglarized, shot at, or killed in the past few years.  Even one death is too many, and 
during the past three years homicides have risen faster here than in any other major city 
in the country.  Our city manager, mayor and police department claim that they have a 
plan to reduce crime in our neighborhoods, and that their plan is working.  I respectfully 
disagree.     
 
Seven out of the top ten most violent neighborhoods in the city saw an increase in violent 
crime in 2004.  The average increase was nearly 17% in these neighborhoods, and this is 
the third year after the plan’s implementation.  Meanwhile, the 2005 homicide rate is on 
pace to match 2003’s record setting numbers.  For context, homicides are up almost 
150% since 2000.  Crime spiked in our city after the riots and has never returned to pre-
2001 levels, despite a continuously growing police force.  These statistics do not offer me 
much hope that the city’s current methods will be successful. 
 
The city needs both a short term and long term plan to address this problem (my long 
term plan will be discussed in the remaining portions of the Cole Plan).  In the short term, 
the city must develop a better crime-fighting plan.  Council must then hold city 
management accountable for implementing this plan, and we must expect results.   
 
I do not want to imply that the CPD is doing everything wrong.  Our police force consists 
of many outstanding men and women who put their life on the line everyday to protect 
and serve the citizens of our city. 
 
The CPD has many initiatives and programs already in place that are extremely valuable 
such as Project Disarm, which seeks tougher federal sentencing for gun crimes.  In 
addition, I applaud the CPD’s use of the Citizen Observer Website allows residents to 
monitor recent criminal activity quickly in their neighborhoods and enhances the 
effectiveness of block watch programs (to learn more visit 
http://www.citizenobserver.com).  Other useful programs include the Community 
Response Team project, and the Witness Support Team.  The point is that we do not need 
to start from scratch. 
 
However, there are several key areas in dire need of improvement.  Below, I describe 
these three areas that are the focus for my crime plan: Performance Measures, New 
Deployment Strategy, and Police-Community Relations. 
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Setting Goals: Per formance Measurement 
On April 13, 2005, Council passed a motion that I introduced calling on city management 
to develop a plan to reduce violent crime by 20% in the city’s ten most violent 
neighborhoods.  There are several reasons I thought setting this target was necessary, but 
before I address them, I would like to respond to two popular misconceptions 
surrounding setting numerical goals for crime reduction.   
 
Why and Why Not to Set Cr ime Reduction Targets - The point of setting numerical 
targets for crime reduction is NOT to punish persons for failure to meet the targets.  The 
point of setting targets is two fold: first, to have objective standards by which to judge 
progress; and second, to encourage city management to constantly rethink their approach 
to attacking a problem when numerical targets are not met.   
 
Secondly, setting numerical targets for crime reductions does NOT mean that I expect the 
police to solve the city’s crime problem on their own.  Being the city’s front line against 
crime, I do expect our police department to play a large role in combating crime.  
However, we cannot expect to solve this problem without a comprehensive plan to 
reclaim our city: the police do not rehab vacant property, improve homeownership rates, 
create new jobs, or transport citizens more efficiently to jobs and major entertainment 
destinations, yet all of these things will have a long term impact on crime.  These long-
term solutions are the subject of the remaining sections of the Cole Plan. 
 
I set a target of 20% reduction because the city needs to re-examine how it measures the 
effectiveness of its immediate crime fighting methods.  Thinking on the crime issue had 
become stagnant.  Our city management and police command staff needed a wake up 
call; they needed to be willing to change tactics when the current ones consistently fail to 
produce results. 
 
Establishing Sub-Targets - In the 1990s, New York City experienced one of the most 
dramatic crime reductions in history.  The key to New York City’s success was to hold 
individual command staff accountable for reducing crime in known “hot spots.”   By 
focusing on results, it put pressure on city management, police command staff and 
individual officers to find new ways to reduce crime when current methods were not 
getting it done.   
 
City Council, in collaboration with the CPD, should not only establish an overall target 
for these neighborhoods, but sub-targets for each neighborhood as well as individual hot 
spots.  Specific strategies should be developed for each to meet crime reduction goals.  I 
embrace setting numerical targets because the purpose is to create a culture of innovation, 
where persons are encouraged to think outside the box in order to achieve results.   
 
Setting the Right Targets – Choosing the right targets is just as important as setting 
targets in the first place.  If our main concern is lowering violent crime, than we must 
choose to measure violent crime levels directly, as opposed to measuring arrests, the 
number of guns seized, or the amount of money and drugs taken off the street.   
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For example, in the report I received back from the administration asking for their crime 
plan, the success of the CRT and Robbery Task Force teams were touted by citing the 
following statistics: 
 
 2003 CRT 2003 RTF 2004 CRT 2004 RTF 
Arrests 1242 864 1685 290 
Firearms 
Recovered 

45 43 35 38 

Currency Seized $64,053 $15,000 $37,407  
 
These are all fine goals to have, and we must continue our efforts in these areas, but I do 
not believe these numbers are the best way to measure a successful crime initiative.  It is 
going to be absolutely impossible to take every last gun and every last ounce of drugs off 
the street.  In a given area, if we take 10 guns and 10 pounds of drugs off the street, but 
the supply is replaced in a few days or weeks then crime will remain at the same high 
levels despite having temporarily lowered supply.   
 
What I want our performance measures to focus on is how much geography we are taking 
back from criminals, in addition to how many drugs and guns we are seizing. 
 
This is a subtle but important distinction.  For example, a more useful way to measure the 
success of the CRT and RTF efforts is presented in the following chart (note that these 
numbers are hypothetical and do NOT reflect actual crime data): 
 

Neighborhood Violent Crime 
dur ing 2-years 
before CRT/RTF 

Violent Crime 
2-years after  
CRT/RTF 

Madisonville 400 200 
College Hill 350 215 
OTR 655 475 
Westwood 470 355 

 
This chart shows that overall violent crimes numbers are going down in particular 
geographic area – in this case a city neighborhood.  Using this data in conjunction with 
arrest and other data provides a much better indication that this initiative has been 
successful in reducing crime.  In essence we have begun to reclaim physical territory 
from criminals. 
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When you combine this idea with performance measures for sub-targets you create an 
overall chart to track crime reduction in the city’s top ten most violent neighborhoods.  
Below is an example of what a chart would look like for overall progress as well as in an 
individual neighborhood (again all numbers are hypothetical).   
 
Geographic Area Violent Crime 

2004 
Violent Crime 
2005 

Decrease 
04-05 

% 
Decrease 
04-05 

Aggregate for Top 10 
Neighborhoods 

5000 4000 1000 20% 

Aggregate 805 620 185 19.8% 
Hot Spot 
#1 

255 233 22 8.6% 

Hot Spot 
#2 

220 170 50 22.7% 

#1 – 
OTR  

Hot Spot 
#3 

150 122 28 18.6% 

 
I recognize that the city’s quality of life index already captures neighborhood level data, 
but we must track data on even smaller geographic areas so that our resources can be 
precisely focused on hot spots.  Moreover, there are currently no targets associated with 
quality of life data, and no strategy built around the data.  There is no point in collecting 
data unless we are going to use it to develop specific strategies.     
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Staffing Levels &  Deployment Strategy 
Setting performance measures should also force the city management to re-examine the 
way they deploy individual police officers.  When several of my colleagues asked the 
police command staff if they had enough personnel to fight crime, the answer was that 
average response times to calls for service were around 3 minutes in Cincinnati compared 
to 6 minutes or longer in many similar cities.  The command staff’s implication was that 
if we needed more police then we would have longer response times. 
 
Efficacy vs. Efficiency - The command staff’s answer misses the point.  I do not care if 
our average response time is 30 seconds unless cr ime is going down as a result.  Our 
city management seems to confuse efficiency with efficacy.  Having short response times 
is a measure of efficiency: the shorter our response time the more calls we can handle in a 
given day.  That’s great to know, but what we really want to measure is efficacy; are our 
officers successfully reducing crime.  If we can respond to a million calls a day and crime 
is still going up then the great response times are irrelevant.   
 
Towards A New Philosophy - The city management and police command staff need to 
rethink their philosophy on what it means to be an effective police officer.  If our current 
methods of deployment are truly effective we should not simply have shorter response 
times, but actual, measurable reductions in crime.    
 
Presently, the police command staff seems to think that the best measure of individual 
officers effectiveness is how many calls he or she can respond to in a given time period.  
In addition, they argue that an officer is more effective in a car because he can cover a 
larger geographic area.  This is why they prefer an officer in a cruiser to one of foot, bike 
or mounted patrol.  Unfortunately, the current preference for putting officers in cars as 
opposed to sending them out on foot, bike or horse does not appear to be justified by the 
results.   
 
Proactive vs. Reactive Policing - I have not heard from one single citizen in any 
neighborhood who says they prefer seeing an officer behind the wheel of a car to an 
officer on foot patrol.  Our citizens are smart.  They realize that they would rather have 
an officer walking their street as a deterrent to crime than have an officer respond very 
quickly after a crime has already been committed.  They also prefer a consistent police 
presence to periodic CRT sweeps, although we should provide both.  Fundamentally, the 
question is whether we want a crime plan that is proactive or reactive.  Our goal should 
not be merely to react quickly after a crime occurs, but to have staffing levels sufficient 
to prevent crime from occurring in the first place. 
 
The Perception of Public Safety – It is often said that perception is reality.  This is 
important because, at a certain level, our crime reduction plan must address the 
perception of high crime in addition to addressing the actual numbers.  I realize that there 
is often a discrepancy between what the statistics say and how safe the public feels.       
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Our crime plan must recognize that we are currently engaged in a psychological battle to 
win the hearts and minds of our citizens; we must convince our law-abiding citizens that 
we are serious about reducing crime.  We will lose this battle if we continue to tell them 
that we are going to do things the same way and hope for better results.  Perhaps the 
single most important step we can take in winning this psychological battle is to put more 
officers on foot, bike or mounted patrol. 
 
CRT Actions Are Not Enough - Allowing members of the community to have some 
influence on deployment strategy through Community Response Teams is a step in the 
right direction, but does not go far enough.  Targeted sweeps through a community to 
arrest the worst of the worst are helpful, but they do not provide the kind of consistent 
presence that give residents the ultimate peace of mind.   
 
Putting Words Into Practice - What does this mean for deployment strategy in practice?  
It means we use our crime data to compile a list of the worst hot spots in each of the 
city’s most violent neighborhoods and focus our resources.  Specifically, we reassign 
officers in lower crime areas and officers driving cruisers to either foot, bike or mounted 
patrol in hot spot sectors so that we have a nearly continuous police presence in those 
areas.  Then we continue to track the crime data in these hot spots to see if crime has been 
significantly reduced (perhaps by 20%?).     
 
Statistics show that the vast majority of serious crime in our city occurs in only a few 
neighborhoods and in only a few hot spots in each neighborhood.  For example, of the 
city’s top ten most violent neighborhoods in 2004, only one had more than three 
homicides and that was Over-the-Rhine with fifteen!  If most serious crime occurs in only 
a few locations, then our staffing levels and beat routes should focus on these areas.  This 
is simply common sense.  
 
Displacement Doesn’ t Mean Failure - If we find that the crime in current hot spots has 
been displaced and created new hot spots, we shift our resources to the new hot spot 
locations until we lower crime in the new areas.  We continue to repeat this procedure 
and couple it with alternative crime fighting methods initiated by Community Problem 
Oriented Policing teams to take back as many crime prone locations as we can.  
Although, displacement will undoubtedly occur, the point is to make it much harder for 
criminals to get comfortable doing business in Cincinnati.  While all this is going on, 
long term solutions, including the revitalization of key areas must be underway.    
 
This Is Not An Overtime Issue - Currently, the CPD’s foot patrols or added attention to 
hot spots usually involve Police Visibility Overtime.  I certainly do not want to eliminate 
the use of PVO as a supplement to regular deployment strategy.  However, I am talking 
about fundamentally restructuring the regular deployment strategy to include more 
walking beats.  This is not an expansion of the PVO program, but a re-tasking of regular 
shifts. 
 
Adequate Force Strength – I don’ t think there is anyway you can calculate a hard and 
fast number that represents the ideal force strength.  If we find we don’ t have enough 
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officers to maintain adequate response times and maintain consistent police visibility at 
hot spot locations, then we may need more police officers.  I think we will find that more 
police are not required because increasing our presence in the worst areas will reduce 
calls for service to the same areas that generate the most calls. 
 
Isn’ t This Just Asking the Police to be More Aggressive? – Yes.  I believe that all 
citizens of this city of whatever age, race or ethnicity want the same thing: safe streets.  I 
am fully aware that this strategy will increase contacts between police and the criminal 
element, and that this may in turn increase the risk of a controversial incident occurring.  
However, if our only goal is to eliminate risk then we will never make any progress.  My 
number one goal is to reduce crime.  Not taking any risks is why we are stuck in neutral.     
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Police-Community Relations: CPOP 
Citizens have an equally important role to play in reducing crime in hot spot and other 
locations.  Improving police-community relations is vitally important to crime reduction.  
There is no way the police can operate effectively if they do not have the cooperation of 
the community in weeding out and isolating troublemakers.  Community Problem 
Oriented Policing (CPOP) teams were formed for this purpose.  The city should nurture 
CPOP teams across the city, but we must do a better job of ensuring that all segments of 
the community are participating in CPOP.   
 
CPOP Already Embraces Goal Setting - There are three aspects of CPOP that I think 
are extremely desirable.  First, the CPOP process encourages goal setting and 
performance measurement.  It also encourages attacking the problem from a different 
angle when first tries are unsuccessful.   
 
CPOP Can Reduce Calls for  Service At Specific Locations - Second, it encourages 
non-traditional approaches to crime fighting, such as addressing physical characteristics 
that make certain locations magnets for crime.  This can reduce the need for traditional 
police presence in certain areas.   
 
CPOP Involves Police-Community Collaboration - Third, by definition CPOP 
provides a venue where police and community members can work together to improve 
their relationship while fighting crime.  I truly believe there is nothing that will improve 
police-community relations faster than results. 
 
Combining CPOP With New Deployment Strategy - The police must work with the 
partnering center and CPOP teams in a coordinated manner to take away as many hot 
spot locations as possible.  In hot spot locations where consistent police presence is not 
possible, community patrols, flash cameras, video cameras, lighting and alley closures 
can be used to reclaim these areas.  If criminals don’ t see police, we want them to see 
citizens on patrol, cameras or other signals that tell them this is not a good place to do 
business.  
 
Police-Community Relations Should Not be L imited to CPOP - Another, pleasant side 
effect of having more police walking, biking or riding horses through our neighborhoods 
is that it will increase interaction between police and the community.  Right now, 
interaction between community members and police is largely limited to neighborhood 
officers, and some neighborhoods share officers.  This is another reason that the 
preference for driving as opposed to walking beats is misguided.   
 
The success of police community relations should not depend solely on CPOP teams.  It 
is not realistic to expect that all members of the community will participate in CPOP.  
People tend to trust others with whom they are familiar, and it is much harder to be 
familiar with an officer driving a car than an officer walking by your store or residence.   
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Per formance Measures and the Collaborative Strategy - The point is to approach this 
systematically with an excellent partnership between police and community.  If police 
can reclaim the major hot spot locations in each neighborhood with consistent police 
presence, and alternative-policing measures implemented by CPOP teams can begin to 
reclaim additional locations then we will be well on our way towards reducing crime. 
 
This means that the final performance measure chart to address violent crime in our 
neighborhoods should look something like the one below. 
 
Geographic Area Action Taken Violent 

Crime 
2004 

Violent 
Crime 
2005 

Decrease 
04-05 

% 
Decrease 
04-05 

Aggregate for 
Top 10 
Neighborhoods 

Plan for top 10 should 
be provided as separate 
attachment 

5000 4000 1000 20% 

Aggregate Plan for all of OTR 
should be provided as 
separate attachment 

805 620 185 19.8% 

Hot Spot 
#1 

Cameras/Citizens on 
Patrol 

255 233 22 8.6% 

Hot Spot 
#2 

Alley 
closure/lighting/evening 
walking beat 

220 170 50 22.7% 

#1 – 
OTR  

Hot Spot 
#3 

24-hour walking beat 150 122 28 18.6% 

    
We should put together specific plans and performance measure charts for each of the top 
ten neighborhoods that resemble the one above.   
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Conclusion 
I recognize that there are many technological advances that could assist police with 
analyzing crime data and completing day-to-day tasks.  We must invest in new 
technology in all departments to improve efficiency within city government.  However, 
cannot afford to wait to begin implementing new strategies.   
 
With performance measures, a new deployment strategy and improved police-community 
relations, violent crime in Cincinnati can be reduced.  Any successful business or 
government works to develop meaningful goals that if met will achieve the desired end.  
Successful businesses or governments then deploy resources in a way that allows them to 
meet those goals.  The point is to focus on the right goals.   
 
Deploying officers in a manner that meets goals for response times or arrests won’ t 
necessarily accomplish the more meaningful goal of violent crime reduction.  We are not 
deploying our resources effectively because the wrong goals are being set.  This is a 
battle over geography: we need to deploy our resources in a way that reclaims as much 
geography as possible from the criminal element.  Then and only then will we be 
successful in returning our city to its historically high levels of public safety. 
 
 


