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Honorable David N. Dinkins
Mayor of the City of New York
City Hall
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Honorable Robert F. Wagner, Jr.
President of the Board of Education
110 Livingston Street

Brooklyn, New York 11201

Honorable Joseph A. Fernandez
Chancellor
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Brooklyn, New York 11201

Dear Sirs:

This is the final report of the the Joint Commission
on Integrity in the Public Schools, and it contains the
Commission's findings and recommendations. I regret to report
that we found serious corruption or impropriety almost
wherever we looked.

I consider the Commission's work the most important
undertaking of my professional life. I am enormously proud
of what the Commission and its superb staff accomplished in
so short a period of time and at so little cost to the
taxpayers. I am grateful for having had the opportunity to
serve.

I am prepared to meet with you at any time to
discuss this report and the Commission's work.

Very truly yours,

[pmes <. }%X(-’

ames F. Gill
hairman
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FOREWORD

Sixteen months ago, Mayor Edward I. Koch and the
Central Board of Education established this Commission in
response to disturbing signs of corruption in the public
school systen.

The Commission's empowering documents dictated its
mandate in language virtually identical to that of an earlier
Mayoral Commission: the Knapp Commission set up in the early
1970's to investigate corruption in the criminal justice
system. The Commission's mandate was quite broad: to search
out the extent of corruption and impropriety in the system and
to make recommendations for reducing them in the future.

Thus, our approach was necessarily different from
those of other Commissions and task forces that were
addressing the needs of the public school system from an
educational or political perspective. And, accordingly, we
assembled a staff experienced in criminal investigations, law
enforcement, and criminal prosecution.

This report summarizes the results of the
Commission's investigations and lays out the evidence of
corruption, impropriety, and gross mismanagement the
Commission discovered during those investigations. The report
also makes a series of detailed findings and recommendations,
which are compiled in a synopsis.

We stress, however, that this report should be read
in conjunction with the Commission's earlier report --
Investigating the Investigators -- which revealed crucial
weaknesses in the structure, administration, and personnel of
the Board of Education's Inspector General's Office. - That
report highlighted the urgent need for an effective and
trusted independent agency to replace the current Inspector
General's Office.

It is the Commission's conclusion that none of the
substantive recommendations in this report will be effective
unless the victims of corruption and impropriety in the system
have an agency they can trust to turn to with their evidence
of wrongdoing.

In formulating our recommendations, the Commission
operated within a philosophical framework that the follow1ng
observations may help to clarify.



What is Corruption?

Sometimes, corruption takes the form of criminal
conduct. Sometimes, a pattern of impropriety is corrupt.

But, sometimes, impropriety, not 1in itself corruptly-
motivated, is every bit as fatal to the integrity of the
system -- here, our fragile schools =-- as criminal conduct.

Consesequently, we focused on theft, whether it took
the form of stealing equipment or creating unnecessary
patronage jobs. We also focused on the lack of integrity in
the elections by which local boards are chosen. And, we
focused on the failure to enforce a system of discipline that
deals effectively with teachers and principals who ought to be
removed. In our view, permitting criminal conduct to persist
unpunished becomes a form of corruption in itself.

How Big is the Problem of Corruption?

The Commission's hearings revealed that millions are
squandered on unneeded patronage positions. We have also
found, too often, that superintendents, principals, and others
who guide our schools are selected and promoted on grounds
other than merit, and that teachers are retained when they
should be subject to reassignment, further training, or
discipline.

The Commission also revealed thousands of dollars
wasted through gross fiscal mismanagement. Some of that money
is spent on vital equipment that just disappears. Additional
money is wasted on unnecessary frills for public servants.
And, enormous amounts of money are stolen by completely
improper behavior like dial-a-porn. Without question, huge
amounts of money could be used more effectively if the system
ensured that educational priorities were dominant.

Squandered resources and wasted opportunities are
not the only consequence of corruption. Corruption also has
an insidious and pervasive effect on attitude. In these very
difficult times, the school system requires a sense of
purpose, of idealism, and of leadership. Corruption
undermines all of these. Dedication is hard to sustain when
those who lie, cheat, and steal are rewarded as well as those
who do not, and when the system ignores merit as a basis for
advancement and honor.

What Should Be Done?

The Commission's report includes many specific
recommendations. But, some words about general choices are in

vi



order. The Commission believes that there are three basic
requirements for enhancing integrity in the public school
system: (1) improving monitoring and enforcement; (2)
establishing better leadership; and (3) addressing structural
flaws that increase the likelihood of corruption.

Monitoring. Given the complexity of the system's
structure, and given our findings of patronage and
impropriety, we strongly urge more effective, more reliable,
and more forceful monitoring. As a first, and critical step,
therefore, we recommend that the Mayor immediately establish
a Special Commissioner to Investigate the Public School
System.

Yet, everyone in a position of responsibility must
monitor the integrity of the system -- a responsibility that
has all too often been ignored. As our report on the
telephone abuses and other fiscal mismanagement reveals, the
Central Board, the districts, and the principals all have
important monitoring responsibilities, but they have rarely
been held accountable for their failure to fulfill those
obligations.

This lack of accountability has led to weak business
managers who cannot, or will not, monitor spending and prevent
fiscal abuses. And, because of this lack of accountability,
there are all too many principals who neither know nor care
where valuable equipment is. Furthermore, ambiguity about the
relationship between the central board and the local districts
has been a recipe for disaster.

Leadership. Strong leadership, from the Central
Board and from the districts and the schools, is the surest
way to enhance the integrity of the systenm.

If the 1local board and superintendent are not
fulfilling their responsibilities to prevent corruption, the
Chancellor must, while maintaining the spirit of
decentralization, continue to use his power of supersession
decisively on behalf of the integrity of the system.

But, the system cannot depend solely on the
leadership and efforts of the Chancellor. Strong and
effective principals are needed to reduce the likelihood of
corruption in the schools and we support current efforts to
render the selection of principals less subject to cronyism.

Our recommendations for increased monitoring should
also bring the light of public scrutiny to the process.

Structure and Governance. Corruption is sometimes
a function of some bad apples and hence cries out for better
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monitoring. Corruption is sometimes a function of lack of
leadership and vision and hence cries out for better and
stronger people in top positions. But, sometimes, corruption
is a function of structure, confused lines of authority, and
ambiguity in power.

For structural reasons, we have recommended that the
Special Commissioner -- who would replace the Inspector
General =-- should be appointed by the Mayor, not the Board of
Education. This structural change will clarify what has
sometimes been the Inspector General's ambiguous relationship
with the Central Board of Education.

This report also examines aspects of the last
community school board election and finds significant fault
with the conduct of the Board of Education and the Board of
Elections. Our democratic system is based on the idea that
elected officials are accountable to the voters. If the
voters do not vote, officials are accountable to no one.
Accordingly, we have recommended some critical structural
means of increasing political accountability.

Conclusion

The New York City public school system faces many
arduous assignments as we approach the 21st century. If we
are to thrive as a community, we cannot allow our children to
be ill-educated and ill-prepared. It is our hope, as a
Commission, that we have improved the environment for a more
thorough and less politicized debate on the need for change
within the system. Particularly in these times of fiscal
scarcity and increasing demands on the schools, it becomes
ever more important to ensure that corruption does not rob our
children of their future.
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