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Office of Juvenile Justice
and Delinquency Prevention

The Office of Juvenile Justice and Delinquency Prevention (OJJDP) was established by the President and Con-
gress through the Juvenile Justice and Delinquency Prevention (JJDP) Act of 1974, Public Law 93415, as
amended. Located within the Office of Justice Programs of the U.S. Department of Justice, OJJDP’s goal is to
provide national leadership in addressing the issues of juvenile delinquency and improving juvenile justice.

OJIDP sponsors a broad array of research, program, and training initiatives to improve the juvenile justice
system as a whole, as well as to benefit individual youth-serving agencies. These initiatives are carried out by

seven components within OJJDP, described below.

Research and Program Development Division
develops knowledge on national trends in juvenile
delinquency; supports a program for data collection
and information sharing that incorporates elements
of statistical and systems development; identifies
how delinquency develops and the best methods
for its prevention, intervention, and treatment; and
analyzes practices and trends in the juvenile justice
system.

Training and Technical Assistance Division pro-
vides juvenile justice training and technical assist-
ance to Federal, State, and local governments; law
enforcement, judiciary, and corrections personnel;
and private agencies, educational institutions, and
community organizations.

Special Emphasis Division provides discretionary
funds to public and private agencies, organizations,
and individuals to replicate tested approaches to
delinquency prevention, treatment, and control in
such pertinent areas as chronic juvenile offenders,
community-based sanctions, and the disproportionate
representation of minorities in the juvenile justice
system.

State Relations and Assistance Division supports
collaborative efforts by States to carry out the man-
dates of the JJDP Act by providing formula grant
funds to States; furnishing technical assistance to
States, local governments, and private agencies;

and monitoring State compliance with the JJDP Act.

Information Dissemination Unit informs individuals
and organizations of OJJDP initiatives; disseminates
information on juvenile justice, delinquency preven-
tion, and missing children; and coordinates program
planning efforts within OJJDP. The unit’s activities
include publishing research and statistical reports,
bulletins, and other documents, as well as overseeing
the operations of the Juvenile Justice Clearinghouse.

Concentration of Federal Efforts Program pro-
motes interagency cooperation and coordination
among Federal agencies with responsibilities in the
area of juvenile justice. The program primarily carries
out this responsibility through the Coordinating Coun-
cil on Juvenile Justice and Delinquency Prevention, an
independent body within the executive branch that
was established by Congress through the JJDP Act.

Missing and Exploited Children’s Program seeks to
promote effective policies and procedures for address-
ing the problem of missing and exploited children.
Established by the Missing Children’s Assistance Act
of 1984, the program provides funds for a variety of
activities to support and coordinate a network of re-
sources such as the National Center for Missing and
Exploited Children; training and technical assistance
to a network of 47 State clearinghouses, nonprofit
organizations, law enforcement personnel, and attor-
neys; and research and demonstration programs.

The mission of OJIDP is to provide national leadership, coordination, and resources to prevent juvenile victimization
and respond appropriately to juvenile delinquency. This is accomplished through developing and implementing pre-
vention programs and a juvenile justice system that protects the public safety, holds juvenile offenders accountable,
and provides treatment and rehabilitative services based on the needs of each individual juvenile.
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Foreword

All of us should be able to feel safe and secure on streets, in our schools, at work, and in our homes. Yet too
many Americans are threatened by violence every day.

Gun-related violence, in particular, represents a major threat to the health and safety of all Americans. Every
day in America, 93 people die from gunshot wounds, and approximately 240 sustain gunshot injuries. In addi-
tion to the human suffering caused by these injuries and fatalities, gunshot wounds cost approximately $40
billion in medical care, public service, and work-loss costs each year.

Reducing the number of gun-related injuries and deaths must become a national priority. At the Federal level,
and especially at the State and local level, we must implement comprehensive strategies that address not just
the consequences of violence, but also its underlying causes.

Since 1993, as | have traveled the country as Attorney General, I have had the privilege of observing many
innovative, local responses to gun violence that have been developed by police, prosecutors, judges, probation
officers, mayors, school officials, and other leaders who recognized a problem, devised a solution in collabora-
tion with other members of their community, and worked to see it implemented.

At the same time, many other communities are still looking for effective solutions to their own gun violence
problems. It is my hope that this Report, Promising Strategies To Reduce Gun Violence, will provide useful answers
and solutions for these communities by profiling the successful approaches that some cities and towns have
already implemented.

Promuwing Strategies To Reduce Gun Violence is designed as a “toolbox” to provide law enforcement, State and local
elected officials, prosecutors, judges, community organizations, and other policymakers with practical informa-
tion about a range of strategies to reduce gun violence. Although particular programs and strategies will need
to be tailored to suit local needs, I hope that the programs profiled here will provide inspiration and guidance
as communities take action to create safe and healthy neighborhoods.

Ending the tragedy of gun violence will require a sustained effort at all levels of our government and society.
Together, however, we will make a difference, and bring greater security and peace to America’s communities.

Janet Reno
Attorney General
U.S. Department of Justice
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Introduction

Gun violence represents a major threat to the health and safety of all Americans. Every day in the United States,
93 people die from gunshot wounds,' and an additional 240 sustain gunshot injuries.2 The fatality rate is roughly
equivalent to that associated with HIV infection —a disease that the Centers for Disease Control and Prevention
has recognized as an epidemic. In addition to the human suffering caused by these injuries and fatalities, gunshot
wounds account for approximately $40 billion in medical, public service, and work-loss costs each year.3 In short,
gun violence is a significant criminal justice problem and a public health problem.

In recent years, communities across the country have struggled to develop effective solutions to the problem
of gun violence. Many have approached the U.S. Department of Justice for help in identifying such solutions.
The Department has developed this publication, Promising Strategies To Reduce Gun Violence, in response to those
requests.

As its name suggests, Promising Strategies To Reduce Gun Violence is designed to provide law enforcement, State
and local elected officials, prosecutors, judges, school administrators, community organizations, and other local
stakeholders with the tools for fighting firearm violence in their communities. It includes a blueprint for com-
munities to develop their own comprehensive, strategic violence reduction plan and a wealth of practical infor-
mation on demonstrated and promising gun violence reduction strategies and programs.

This “toolbox” approach is intended to provide inspiration and guidance as communities take action against
violent crime and, in particular, gun violence. It also is intended to help communities learn from each other’s
successes. To promote and facilitate this exchange of ideas, contact information is provided for each of the
programs profiled.

Development of This Report

To develop this Report, the U.S. Department of Justice first identified more than 400 gun violence programs
from around the country (see appendix D) by soliciting input from a wide variety of sources (see appendix E).

Having cast a wide net to identify candidate programs, the Department then conducted a two-phase telephone
survey. The preliminary survey (see appendix F) allowed the Department to classify each candldate program
according to its level of development and to select 89 programs for further study.

These 89 programs were the topic of a July 1998 focus group on gun violence reduction strategies, attended
by more than 40 national experts representing a range of disciplines from criminology to public health. These
programs were then subjected to further study in the form of a followup telephone screening and document
review. This second-phase review yielded the 60 individual programs and comprehensive strategies included in
this Report, each of which was designated as “promising” or “demonstrated”; the 10 most promising programs
and strategies were also identified (see appendix F). Finally, site visits were made to eight communities that
have implemented comprehensive plans to reduce gun violence.
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Each of the gun violence reduction strategies (profiles) presented in this Report is designated as either
“demonstrated” or “promising” as follows:

» Demonstrated. Identifies those strategies that have been formally evaluated using either internal resources R
or external evaluators. These evaluations have shown positive impacts on one or more aspects of gun vio-
lence: reducing the sources of illegal guns, reducing the possession and carrying of illegal guns, and reduc-
ing the illegal use of guns. Demonstrated also designates those strategies where, although a final evaluation
report has not been published, preliminary resuits have shown positive impacts on gun violence outcomes.

» Promising. dentifies those strategies that have not been evaluated formally, but where outcomes are be-
ing captured as part of effective program management. Promising also includes those strategies employing
innovative gun violence reduction models based on prior research findings, and where problem-solving
technologies were employed to design the strategy. Promising strategies require further testing with stron-
ger evaluation designs before they can demonstrate their effectiveness.

Notwithstanding the Department’s best efforts to conduct a comprehensive and thorough inventory of gun
violence reduction programs, it is possible that some programs that would have met the criteria for designation
as “promising” or “demonstrated” have been inadvertently overlooked.

Organization of This Réport

Gun violence can be considered as a three-phase continuum comprising (1) the illegal acquisition of firearms,
(2) the illegal possession and carrying of firearms, and (3) the illegal, improper, or careless use of firearms.
This continuum is illustrated in figure 1. To be effective, any strategy to reduce gun violence must focus on
one or more of these three points of intervention; however, a comprehensive plan will incorporate strategies
and programs that focus on each of the three points of intervention.

Figure 1. The Chain of Causation for Gun Violence
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Sections I and II provide current data on the nature of gun violence and a blueprint for addressing the prob-
lem at the community level. Section III profiles several successful examples of comprehensive gun violence
reduction plans. Sections IV through VII describe programs that are grouped according to the point of inter-
vention along the three-phase continuum that each seeks to address. Section VIII provides a range of program
resources and contacts for communities seeking to reduce gun violence. Sections IX and X consist of refer- '
ences and appendixes. Summaries of the contents of sections I through VIII follow.

I. Gun Violence in the United States

To provide the critical context for thinking about solutions to this problem, section I presents key data on the

_nature of gun violence from a national perspective, together with current trends. This section examines the '
problem of gun violence as an element of violence more broadly defined: Gun ownership, possession, and
carrying; gun violence in schools; guns and drugs; and guns and gangs.

Il. Solving the Problem of Gun Violence

Section II describes a blueprint for communities to develop a comprehensive solution to gun violence. A mean-
ingful response to gun violence requires a strategy that takes into account the specific elements of the problem
as experienced by an individual community and then identifies an appropriate solution. This problem-solving
approach is most effective if the various stakeholders in a community collaborate to develop and implement a
comprehensive violence reduction plan. Such a plan reflects the needs and resources of the commumty and
employs the best programs and strategies to meet those needs.

lll. Comprehensive Gun Violence Reduction Strategies

Section III profiles the comprehensive gun violence reduction plans that have been successfully implemented

in eight different communities. To develop their comprehensive plans, these communities employed variations
of the problem-solving process described in section 11, including a process of forming partnerships, measuring
problems, setting goals, evaluating strategies, and implementing, evaluating, and revising the plan. Their com-
prehensive plans address each of the three phases in the continuum of gun violence —access to, possession of,

and use of firearms —and draw on many of the programs presented in sections IV through VII.

IV. Strategies To Interrupt Sources of lllegal Guns

The first phase of the gun violence continuum —the illegal acquisition of firearms —is addressed in section IV,
which describes programs that seek to limit access to sources of illegal guns and thereby to reduce the number
of illegally acquired guns in communities. These programs include law enforcement initiatives that disrupt the
illegal flow of firearms by using intelligence gathered through crime gun tracing and regulatory inspections or
undercover operations involving suspected illegal gun dealers. Comprehensive crime gun tracing facilitates
both the reconstruction of the sales history of firearms associated with crime and the identification of patterns
of illegal gun trafficking. Similarly, focusing criminal and regulatory enforcement on suspect dealers allows law

Each institution in a community brings a unique perspective, expertise, and sphere of influence to a crime
prevention partnership. Partners may include the U.S. Attorney, chief of police, sheriff, Federal law enforce- C
ment agencies (FBI, ATF, DEA, and others as applicable), district attorney, State attorney general, mayor/city

manager, probation and parole officers, juvenile corrections officials, judges, public defenders, school super-
intendents, social services officiais, leaders in the faith community, and busmess leaders. - s
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enforcement to efficiently focus limited resources. Suspect dealers include, for example, those at the highest
risk of selling firearms to “straw purchasers” —purchasers fronting for people linked to illegal gun trafficking
and firearm violence.

V. Strategies To Deter lllegal Gun Possession and Carrying

The illegal possession and carrying of firearms —the second phase in the continuum —is the unifying theme for
section V. This section describes a range of innovative approaches to deter illegal gun possession and carrying,
such as municipal gun ordinances, weapons hotlines, directed police patrols, and the specific deterrence ap-
proach known as “pulling levers.” It also describes programs that focus on individuals who are most likely

to possess and carry firearms illegally, including gang members and probationers. School-based enforcement
programs also are highlighted in section V.

VI. Strategies To Respond To lllegal Gun Use

The programs profiled in section VI target illegal gun use —the third phase in the continuum —through identi-
fication, prosecution, and aggressive punishment of people who have committed multiple violent crimes, are
armed drug traffickers, or have used a firearm in a crime (or possessed an illegally acquired gun); intensive
education; and strict monitoring of offenders. For example, U.S. Attorneys in several States have -used focused
prosecution and enhanced Federal sanctions in cases against certain gun offenders. Among the court-based
programs included in this section are “fast-tracking” (forwarding all gun cases to a single docket and disposing
of them in a limited timeframe) and juvenile diversion programs.

VII. Education Initiatives and Alternative Prevention Strategies

Section VII profiles programs that cut across the three phases of gun violence. In recent years, many commu-
nities have recognized that gun violence is a public health and criminal justice problem. Accordingly, these
communities have developed education programs that address the underlying reasons that individuals carry
and use guns. These programs promote gun safety, inform youth and adults about the dangers of gun use, and
seek to reduce gang membership (because gang members are so much more likely than nonmembers to carry
guns). These programs also seek to prevent at-risk youth from becoming involved in criminal activity by pro-
viding them with specialized education, training, and alternative prevention programs.

Viil. Research, Technical Assistance, and Education Programs

Section VIII presents programs that provide research, technical assistance, and educational resources to com-
munities that are seeking to address gun violence. These resources include Federal, university, and private
programs that support the development and implementation of effective firearm violence reduction strategies.
The programs include law enforcement strategies to reduce the sources of illegal guns and intervention strate-
gies to prevent the possession, carrying, and use of illegal firearms.

For ease of reference, the programs profiled in sections I1I through VII are indexed geographically (appendix
A), alphabetically (appendix B), and according to key collaborating agencies (appendix C).
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The Nature of the Problem
and Current Trends

In 1996 (the most recent year for which data are
available), 34,040 people died from gunfire in the
United States. Of these deaths, approximately 54
percent resulted from suicide, 41 percent resulted
from homicide, and 3 percent were unintentional
(see figure 2). Firearm injuries are the eighth lead-
ing cause of death in the United States. In addition,
for every fatal shooting, there are roughly three
nonfatal shootings.!

Gun-related crime peaked in the late 1980's and
early 1990’s. Since that time, the United States has
made steady improvement in reducing gun-related
violence (see figure 3). Gun-related homicides have
declined by 33 percent since 1993, including a 35-
percent drop in handgun homicides. Meanwhile,
from 1992 to 1996, murder rates declined by 20
percent, aggravated assaults by 12 percent, and the
overall violent crime rate by 16 percent.? The Fed-
eral Bureau of Investigation's (FBI's) Uniform Crime
Report data for 1997 show that these trends are con-
tinuing, with murder and robbery totals declining by
7 percent over the previous year and the total of all
violent crimes declining by 3 percent.® Nonetheless,
gun violence remains a serious national problem.

The impact of gun violence is especially pronounced
among juveniles and adolescents. The firearm homi-
cide rate for children under 15 years of age is 16
times higher in the United States than in 25 other
industrialized countries combined. Among those
ages 15 to 24, the U.S. firearm homicide rate is

5 times higher than in neighboring Canada and

30 times higher than in Japan, and the firearm
homicide rate for the 15- to 24-year-old age group
increased 158 percent during the 10-year period
from 1984 to 1993 (see figure 4). This contrasts with
a 19-percent decline in gun-related homicides for
those 25 and older. A teenager in the United States
today is more likely to die of a gunshot wound than
from all the “natural” causes of death combined.

Young African-American males have the most el-
evated homicide victimization rate of any race or gen-
der group. Homicides involving firearms have been

the leading cause of death for African-American
males ages 15 to 19 since 1969.5

g Figure 2. 1996 Firearm Deaths by intent g
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Figure 3.
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Gun ownership, possession,
and carrying

There are approximately 44 million gun owners in
the United States.® This means that 25 percent of all
adults, and 40 percent of American households, own
at least one firearm. These owners possess 192 million
firearms, of which 65 million are handguns. Among
legal gun owners, the reasons given for owning or
carrying a weapon include hunting, sports-related
activities, and home protection. Among those who
own handguns, 75 percent reported in a national
survey that self-protection is the primary reason for
owning a firearm.”

Approximately 37,500 gun sales, including 17,800
handgun sales, are completed every day in the
United States. The increasing number of gun
owners has elevated the danger of guns being ac-
quired illegally through robberies and burglaries.
In 1994, more than a quarter-million households
experienced the theft of one or more firearms;

nearly 600,000 guns were stolen during these
burglaries.®

The number of youth who report that they carry
weapons is significant. In 1997, 14 percent, or 1 in 7
male juveniles, reported carrying a gun outside the
home in the previous 30-day period.” In the inner
city, the problem is more severe. One study involv-
ing 800 inner-city high school students reported that
22 percent said they carried weapons.'® An even
greater number of convicted juvenile offenders re-
ported carrying guns —88 percent, according to
another study.!

Firearms are readily available on the illegal gun mar-
ket, and those who are most likely to possess guns are
drug sellers and gang members —overwhelmingly
young and male.'? More than two-thirds of the
respondents in one study of urban arrestees stated
that the primary reason for owning and carrying a
weapon is self-protection —a small number also re-

ported using the weapon for drug trafficking or other
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Figure 4. Firearm and Nonfirearm Homicide Deaths for Ages 15-24 and 25 and Above
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illegal activities. Among arrestees overall, 23 percent
of those who owned a gun said they had used one to
commit a crime. Among juvenile drug sellers who
owned a firearm, 42 percent reported using a gun in a
crime; among gang members, 50 percent reported
using a gun.

Although no national data base contains detailed
information about all the guns used in crimes, police
records and surveys of offenders provide some in-
sights on the types of firearms used in criminal
offenses. In 1994, the Bureau of Alcohol, Tobacco
and Firearms received more than 85,000 requests
from police departments for traces of guns used in
crime.'® More than three-fourths of the guns traced
were handguns, and almost one-third were less than
3 years old. In 1994, the most frequent types of guns
used in homicides were large caliber revolvers, but
the number of large caliber semiautomatic guns is
increasing.'

In an early survey of incarcerated felons, 32 percent
reported that they had acquired their most recent
handgun by theft.!* A more recent survey reported
that guns had been stolen by 13 percent of all
arrestees, 25 percent of all juvenile arrestees, 29
percent of the gang members, and 30 percent of the
drug sellers.'®

Copyright © TSM / Robert Essel. 1998.
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Gun violence in schools

During the 1997-98 school year, the public was
riveted by extensive media coverage of school
shootings in Jonesboro, AR; West Paducah, KY;
Pearl, MS; Springfield, OR; and Edinboro, PA. This
spate of multiple shootings increased parental con-
cerns about school safety. However, the 40 school
shooting deaths in the 1997-98 school year fall
within the midrange of total annual incidents since
1992.7 According to the National School Safety
Center, violent deaths in school settings (suicides
and homicides) declined 27.3 percent between the
1992-93 school year and the 1997-98 school year.

The high-profile multiple shootings also have fueled
public perceptions that children are in danger while
attending school. In fact, youth (in particular those
who live in high-crime neighborhoods) are safest
while in school. A 2-year study by the Centers for
Disease Control and Prevention found that the inci-
dence of school-associated violent death was less
than one in a million."®

Even if actual shootings at school are rare, the
presence of guns in schools is not. One leading
survey reveals that between 1994 and 1996, the
percentage of 12th grade males that reported
carrying a gun to school in the previous 4 weeks
increased from 4.8 to 6.3, or roughly 1 in 17.%°
Another survey tells us that 12.7 percent of stu-
dents ages 12 to 19 reported knowing a student
who brought a gun to school.?

A R S ot b e ORI e 6 5 S S St A T O i AT ST AN 5 5 s AR I i A R R R S T ) B

Guns and drugs

The drug market is a major contributor to the
Nation’s homicide rate. Indeed, the peak in homi-
cides during the mid-1980’s was directly related to
the saturation of urban areas with the crack cocaine
drug trade. Methamphetamine —more powerful,
more addictive, and easier to produce than crack
cocaine —is becoming a major drug of choice in
urban, suburban, and rural communities. If the
methamphetamine trade results in drug wars on the
same scale as those of the 1980, it is possible that
homicide rates will begin to climb once more, as
drug dealers are among those most likely to carry

weapons.?!

Guns and gangs

Gangs have proliferated rapidly since 1980, when
there were about 2,000 gangs with 100,000 members
in 286 cities.?”? By 1996, there were 31,000 gangs
with 846,000 members in 4,800 cities and towns.?

Gangs are more likely to recruit adolescents who
own firearms, and gang members (who are twice

as likely to own guns for protection than nongang
members) are more likely to carry guns outside their
homes.? The risk of being killed is 60 times greater
among young gang members than in the general
population® and in some cities, far higher. For ex-
ample, the St. Louis youth gang homicide rate is
1,000 times higher than the U.S. homicide rate.?

Although not all gangs are drug organizations, gang
membership appears to increase individual partici-
pation in drug use and trafficking, gun carrying,
violence, and prolonged involvement in drug sales.”
Furthermore, gang activity is no longer a problem
that is unique to urban communities. From 1989 to
1995, the percentage of students who reported that
street gangs were present at school increased by 186
percent in suburban schools and 250 percent in ru-
ral schools. Gangs reportedly operate in 41 percent
of urban schools, 26 percent of suburban schools,
and 20 percent of rural schools. Long-term solutions
to address the problem of gun violence must include
a comprehensive approach to reducing the number
of youth involved in gangs.
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Developing a Comprehensive
Strategy

To protect their citizens’ health and safety, and to
address fear of gun violence, many communities are
successfully combating such violence by adopting a
strategy that takes into account the specific gun
violence problem experienced by their community
and then identifies an appropriate solution. This
problem-solving approach requires that stakeholders
in the community collaborate to develop and imple-
ment a comprehensive gun violence reduction plan.
Although one stakeholder (e.g., law enforcement, a
public official, or a community group) may initiate
the process and the same stakeholder (or another)
may spearhead it, consultation and collaboration
are essential.

This section outlines the steps for developing and
implementing a comprehensive gun violence reduc-
tion plan. These are: (1) establish appropriate stake-
holder partnerships, (2) identify and measure the
problem, (3) set measurable goals and objectives,
(4) identify appropriate programs and strategies,

(5) implement the comprehensive plan, (6) evaluate
the plan, and (7) revise the plan on the basis of the
evaluation.

Establish stakeholder
partnerships

Gun violence does not discriminate. It strikes pur-
posefully and randomly, in inner cities and rural
towns, wounding rich and poor, blind to differences
in skin color and religion. In short, gun violence
operates throughout the community. As a result,
participation from Federal, State, and local law
enforcement; juvenile justice authorities; businesses;
families; faith communities; civic organizations;

and health and social service agencies is necessary
to successfully prevent gun violence. Harnessing
the resources of these stakeholders and creating a
successful partnership frequently requires strong
leadership from law enforcement. However, a suc-
cessful partnership invites multiple perspectives
and allows for the sharing of responsibilities and
accomplishments.
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Identify and measure the problem

Different stakeholders have different perceptions
of gun violence. These different perceptions may
make it difficult to agree on the primary gun vio-
lence issues that need to be addressed. Because
perceptions of problems are not always accurate, it
is important to know which problems are real and
to act on them. In developing a comprehensive gun
violence reduction plan, communities should seek
consensus on the primary issues. Consensus is pos-
sible when stakeholders examine information from
several sources and share it widely. As has been
proven in New York City and elsewhere, local
crime analysis —including thorough crime map-
ping —to identify and predict emerging crime pat-
terns is an effective tool in designing crime
reduction interventions.

Set measurable goals
and objectives

Goals describe broad purposes of anticipated measur-
able accomplishments. Objectives are the sequential,
measurable steps needed to achieve each goal. Setting
an unrealistic goal, such as eliminating violence, in-
creases the likelihood of failure and invites criticism.
A goal is more useful when it is reasonably specific
and is supported by a fairly short list of objectives.
Goals and objectives are based on accurate data and
the identification of community-specific problems.
Realistic and attainable goals lead to greater commit-
ment and, ultimately, long-term success.

Objectives describe “who will do how much of what
by when.” Often the objectives are written in sequen-
tial order, but multiple objectives are generally ad-
dressed in overlapping periods of time. Measurable
objectives allow for determinations of when, and
whether, they have been achieved. However, they

do not need to be so specific that every minor action
is included. Stating the primary objectives is sufficient
to allow accountability and to monitor progress.
Goals and objectives need to be revised over time as
an affected community gains wisdom and experience.
Communicating the goals to all stakeholders through-
out the course of an intervention is vital.
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Identify appropriate programs
and strategies

Although some programs and strategies are more
effective than others, no single program or strategy
is effective in combating all three phases of the
continuum of gun violence. The best approach for
a community seeking a comprehensive response to
gun violence typically calls for a mix of programs
and strategies based on the goals, objectives, needs,
and resources identified in the community’s com-
prehensive plan.

When selecting programs and strategies, communi-
ties should consider these factors:

¢ The availability of personnel and administrative,
technological, and other resources.

¢ Any evidence of past effectiveness.

¢ The match between the program or strategy and
the goals and objectives of the comprehensive
plan.

@ The appropriateness of the techniques and images
employed by the program or strategy to the racial,
ethnic, and religious makeup of the community.

Section III describes model programs that have
proven effective or appear promising. A community
may choose to implement several programs and
strategies simultaneously or sequentially. Communi-
ties should bear in mind that many innovative strate-
gies and programs (including those listed in section
III) work because they were designed to solve a
problem driven by specific local dynamics and will
not necessarily be effective in other circumstances.
Communities should consider carefully whether
selected strategies and programs need to be adapted
to meet local conditions. In considering different
programs and strategies, communities will want to
consider existing local and Federal gun laws that
govern how guns are legally possessed, who may
possess them, and what the comparative penalties
are for criminal possession and use of guns.

Finally, it makes sense to balance programs and
strategies that impact all three phases of the gun
violence continuum and emphasize prevention in
addition to punishment. Having selected a mix of
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programs and strategies, a community should care-
fully develop a plan to assess the effectiveness of
their particular combination as applied.

Implement the
comprehensive plan

Communities differ in the way they implement
their comprehensive plans. All communities should,
however, take certain basic steps. Gearing up for
implementation, stakeholders will likely want to
seek broad community support through a public
awareness campaign. Participants also will need

to be trained in implementation of the program or
strategy.

Continuous monitoring and assessment are critical
steps in the actual implementation of the plan. The
following questions should be asked before and dur-
ing implementation in order to determine the effi-
cacy of the implementation:

¢ Have you developed procedures for monitoring
the implementation of the plan?

# Is there consistency between actual implementa-
tion events and the plan?

¢ Do budgeted costs match actual costs?

¢ What is the response of community members to
the plan?

# Are there unforeseen barriers to implementation?

Copyright © 1998 PhotoDisc, Inc.
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@ Are there unintended negative consequences of
the selected programs or strategies?

¢ What adjustments need to be made?

Communities should anticipate problems (barriers,
unintended consequences, unforeseen changes, need
for adjustments) and view them as opportunities for
collaborative resolution.

Evaluate the plan

Evaluation is a critical component of a comprehen-
sive gun violence reduction plan. It serves several

purposes:

¢ Increases the effectiveness of management and
administration of the plan.

¢ Documents that objectives have or have not been
met.

# Determines the overall efficacy of the plan and its
component programs and strategies.

Conducting an evaluation or a series of evaluations
helps to ensure accountability, establishes whether
the plan is making a difference, and provides impor-
tant feedback for improving the plan.

Revise the plan on the basis of
the evaluation

A well-designed evaluation yields vital information.
Evaluation results may suggest that changes should

be made in the selection or implementation of pro-
grams and strategies, that additional training 1s
warranted, or that other stakeholders need to be
involved. Recommendations for improvement may
come from the original partnership of stakeholders
or from individual stakeholder groups. Assessments
by the stakeholder partnership and by individual
stakeholders will reveal which activities were most
and least effective, which materials worked best and
worst, and how barriers were overcome or proved
insurmountable. If a community administers a com-
prehensive gun violence reduction plan for a sub-
stantial period of time with little or no progress
toward identified objectives, an entirely new plan
may need to be implemented.

The U.S. Department of Justice’s Anti-Violent
Crime Initiative (AVCl)—introduced in 1994—
serves as one valuable model of the strategic
planning process. To implement the AVCI, every
U.S. Attorney met with all pertinent Federal,
State, and local law enforcement agencies and
formed a new, or newly strengthened, violent
crime working group. These working groups
identified and prioritized the critical violent
crime problems that are susceptible to a
coordinated Federal/State/local approach.
They also developed short- and long-range
objectives and implemented programs and
strategies to address the relevant local crime
problems. More information is available from
your local U.S. Attorney’s office.
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Overview
During the past decade, the epidemic of gun violence

has led residents and law enforcement agencies in
each of the communities profiled in this section to
form a collaborative to find new solutions to this
problem. In some cases, these efforts have been
driven by neighborhood residents determined to
address the problem of gun violence and to take
back their streets. In other communities, crime re-
duction efforts have been spearheaded by police,
prosecutors, the courts, schools, health departments,
public and private social service organizations, or
members of the faith and business communities.

Regardless of who initiated the various crime pre-
vention efforts, however, these communities have

learned that each of these institutions contributes to

the collaborative’s ability to mobilize resources and
implement strategies that produce desired out-
comes.' In particular, citizen participation in crime
prevention efforts has been critical to their success
and sustainability. Police can do their job more ef-
fectively when the community’s priorities shape
their actions. The subsequent development of trust
enhances this partnership and results in greater

police-community cooperation and mutual support.

These communities have also learned that their ef-

forts must be long-term in order to be effective, and

that capacity building in different sectors of the
community is needed.

The communities profiled in this section have also

successfully engaged in the process of forming partner-

ships; measuring problems; setting goals; evaluating
strategies; and implementing, evaluating, and revising

plans described in section II. As such, these successful

communities share the following characteristics:

¢ The community recognizes its gun violence

problems. Support for a collaborative increases if

a broad range of community residents and law

enforcement representatives recognizes the preva-

lence and incidence of the gun violence problem
and participates in planning and implementing
appropriate suppression, intervention, and pre-
vention strategies. A fundamental challenge that

many partnerships face in reducing illegal firearm
possession, carrying, and use is to convince those

who carry guns that they can survive in their

SR L D At S Ao T e b L i

neighborhoods without being armed. Programs in
these communities must work to dispel the per-
ception of many residents that the authorities can
neither protect them nor maintain order in their

neighborhoods.?

Law enforcement and other key institutional
administrators are enlisted as key partners. The
active participation of administrators of key agen-
cies that have primary responsibility for the
program’s participants —the victims, offenders,
and families associated with gun violence —is
instrumental for accessing agency staff resources
and identifying other agencies that can provide
services to the targeted participants.

The collaborative has access to resources. De-
veloping a community partnership requires access
to certain resources, including professional staff
who are experienced and knowledgeable about
delivery of social services to the target popula-
tions, volunteers who can maintain the prevention
and intervention strategies, and funding from
sources within and outside the community.

The collaborative develops a comprehensive
vision and plan. The partnership must have a
core group of members who engage in strategic
planning that will produce a comprehensive plan
of action. A shared community vision can provide
the foundation for engaging in a process that links
the vision with measurable goals and strategies. A
comprehensive plan requires a series of strategies
that are grounded in an understanding of the risk
and protective factors associated with gun vio-
lence.? The plan needs to be comprehensive and
integrated, using a number of strategies to ad-
dress gun violence from both a supply and a de-
mand perspective.

The collaborative mobilizes and sustains gun
violence reduction activities. Productive capac-
ity includes the energy of a core group of partner-
ship members to plan and implement effective
strategies. It is important to involve those persons
who have a direct stake in the well-being of the
community prior to mobilizing residents who live

in the affected neighborhoods.

The collaborative develops a leadership structure.
A productive partnership does not depend on

Qﬂcﬁ"n I1I: Comprehensive Gun Violence Reduction Strategiiy 17
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personal charisma but relies on quality leadership
and management to build a productive team. This
team is the vision-setting, standard-setting core of
the partnership and combines talents to help the
partnership meet the challenges of structure,
strategy, growth, and innovation.

The comprehensive gun violence reduction pro-
grams described in this section incorporate multiple
suppression and prevention strategies to address
risk factors that are associated with violent criminal
behavior, including aggressive behaviors at an early
age, conflicts with authority, gun possession and
carrying, gang membership, substance abuse, de-
pression, exposure to violence, poor parental super-
vision, low academic achievement, truancy,
delinquent peers, drug trafficking, and unemploy-
ment. Rather than targeting one or two risk factors
associated with gun violence, these collaboratives
recognize that their efforts are likely to be more
successful if they incorporate strategies that address
both the supply and demand side of the illegal fire-
arm market. They have therefore developed com-
prehensive, multiple-component programs that
address the identified risk factors in multiple ways.
Such program strategies include targeted police
responses, surveillance of probationers, situational
crime prevention using problem-solving strategies,
parental supervision, peer mediation and conflict
resolution, school-based interventions, community
mobilization, legislation restricting youth access to
guns, and tough sentences for crimes involving fire-
arms. Because gang membership is associated with
violent behaviors, many of these comprehensive
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programs also include intervention strategies to
reduce gang-related violence, including the develop-
ment of geographically coded information systems
to track gang violence, restricting gang members’
access to firearms, enhancing prosecution of gang
crimes, and punishing and monitoring offenders.

Lastly, the communities profiled here have incorpo-
rated most of the productive capacity characteristics
in their collaborative structures. They have involved
community residents, law enforcement, and other
public and private agencies in developing a compre-
hensive plan and have created a strong collaborative
structure to mobilize and sustain their gun violence
reduction strategies. While these programs may
vary in the degree to which the community is an
integral part of their collaboratives, each of them
has involved the community in assessing its gun
violence problems or in implementing effective vio-
lence reduction strategies.

Notes

1. K. Kumpfer, H.O. Whiteside, A. Wandersman, and E.
Cardenas, Community Readiness for Drug Abuse Prevention:
lssues, Tips, and Tools, Bethesda, MD: National Institute on
Drug Abuse, 1997.

2. S. Greenbaum, “Kids and guns: From playgrounds to
battlegrounds,” Juvenile Justice 3(2):3-11, 1997.

3. D. Sheppard, “Developing community partnerships to

reduce juvenile gun violence,” paper presented at the 50th
Annual Meeting of the American Society of Criminology,

Washington, DC, 1998.
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Profile No. 1
i .. .. 1

Prémising -

Baltimore Comprehensive Communities Program—

Baltimore, MD

Program Type or Federal Program Source:
A program of comprehensive gun violence
reduction strategies; Bureau of Justice
Assistance.

Program Goal:

To reduce violent crime by building the
community’s capacity to implement a com-
prehensive strategy to address the factors
that contribute to violent crime —guns and

drugs.
Specific Groups Targeted by the Strategy:

None.

Geographical Area Targeted by the Strategy:
High-crime areas of Baltimore, MD.

Evaluated by:
Urban Institute, Washington, DC; BOTEC,
Cambridge, MA.

Contact Information:

A. Elizabeth Griffith

Mayor’s Coordinating Council on
Criminal Justice

10 South Street, Suite 400

Baltimore, MD 21202

Phone: 410-396-4370

George Kelling

BOTEC Analysis Corporation
767 Concord Avenue
Cambridge, MA 02138

Years of Operation:
1995—present.

In 1991, the problem of gun violence, drugs,
and crime had reached crisis levels in many
Baltimore neighborhoods. The Boyd Booth
area, for example, had one of the largest open-
air drug markets and accounted for many of
the city’s homicides. The residential popula-
tion was dwindling, and entire blocks of
homes had been abandoned by their own-
ers, had fallen into disrepair, and had been
appropriated by drug dealers and addicts.

Two local nonprofit organizations, the
Community Law Center (CLC) and the
Citizens Planning and Housing Association
(CPHA), began working with local resi-
dents to address neighborhood problems
and help restore safety and a sense of
community. CLC helped neighborhood

associations and other community groups

file civil litigation based on the Drug Nuisance
Abatement Law, the Community Bill of
Rights, vacant house receivership law, and
the Self-Help Abatement of Nuisances Law
(a common law dating back to the 16th
century) to address drug and crime problem:s.

At the same time that CLC was providing
representation, technical assistance, and
legal education to community groups,
CPHA was helping community residents
organize to address drug, crime, and hous-
ing problems. CPHA showed residents how
to gradually reclaim their neighborhoods
using a variety of tactics, such as holding
vigils on drug corners, hosting community
fairs on abandoned lots, painting murals on
newly boarded houses, and launching other

" “street actions.”

29
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Comprehensive Communities
Program
By the spring of 1995, the Mayor's Coordinating

Council on Criminal Justice had received a
grant from the Bureau of Justice Assistance
to become 1 of 16 national sites participating
in the Comprehensive Communities Program
(CCP). The work being done by CLC and
CPHA was well known, and the mayor’s
office asked the groups to expand and im-
plement Baltimore’s CCP initiative in several
core communities: Boyd Booth, Carrollton
Ridge, Fayette Street, Franklin Square,
Harlem Park, and New Southwest. Dozens
of other areas were identified as apprentice
sites that would receive more limited
assistance (e.g., training and the services of
a pro bono attorney) to develop their own
comprehensive crime prevention strategies.

Building community capacity is absolutely
key. You have to begin by identifying

the people and institutions in the local
neighborhoods who have a stake in the
community and really want to address the
neighborhood’s problems. And then you
have to give them the resources that they
need to be successful—and that's where
the Mayor’'s Coordinating Council on
Criminal Justice comes in. We are able to
bring together all the key agencies—law
enforcement, housing, community
organizers, youth, legal advisers—and
marshall their resources in a focused way
to have the biggest impact on solving the
neighborhood’s problems. We then build
the relationships between these groups to
sustain the effort over the long haul.

—Betsi Griffith
Baltimore, MD, Mayor’s Coordinating

Council on Criminal Justice

The first-year planning grant allowed the
partners to establish a solid foundation for
the initiative by recruiting and training

local leadership, working with residents to
identify priority problems, mapping out
strategies, and establishing relationships
with key groups such as law enforcement
and nearby schools. The nonprofit Neighbor-
hood Design Center was brought on as a
partner to help residents reduce drug
dealing and other criminal activities by
changing the physical environment. The
center's approach, entitled Crime Prevention
Through Environmental Design (CPTED),
encourages residents to reclaim public
spaces such as parks and playgrounds that
have been taken over by drug dealers,
prostitutes, and others because they are
poorly maintained or are not used by law-
abiding citizens. Typical CPTED activities
include the establishment of community
gardens on vacant lots or staking “owner-
ship” of street corners by having vigils.

Full implementation of Baltimore's CCP
initiative began in 1995. Implementation
funding was provided not only through a
Bureau of Justice Assistance discretionary
grant, but also through grants from the
Merck Foundation, the Abell Foundation,
two Federal block grant programs (Byrne
Memorial Block Grant Funds and Local
Law Enforcement Block Grants), and in-
kind contributions from the city’s Depart-
ment of Public Works and the police. The
CCP initiative has a number of critical
program elements, which follow.

Community-based anticrime
strategies

CCP sites use six strategies to reduce crime
in target areas:

¢ Denying the drug trade and other criminal
activities the space in which to operate by
using CPTED and other measures to turn
these spaces into viable community assets.

Promising,itr,ategies To Reduce Gun Violence
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Profile No. 1 (continued)

¢ Maximizing the accountability and par- addicts) through youth programs, em-
ticipation of all stakeholders in the com- ployment, and other alternatives to drug-
munity by building public support for related activities and developing support
crime reduction and increasing stake- systems for recovering addicts.
holder responsibility for and participation
in efforts to reduce crime. ¢ Developing community capacity to sustain
the effort by organizing the community,
¢ Removing the sense of impunity by work- developing local leaders, and strengthening
ing with the criminal justice system to community organizations. Community
increase the likelihood of arrest, prosecu- capacity includes the following:
tion, and sanctions and providing for . ]
community input at all stages of the crimi- *A co_mmltted core f’f residents. Com-
nal justice process. munity change and improvement efforts
can be successful only if there is resident
¢ Expressing community intolerance for involvement and leadership. Indeed, one
drug dealing and reclaiming public of the criteria for selecting CCP sites was
spaces, establishing citizen patrol groups, the existence of local organizations
and holding street actions such as whose members were willing to play an
marches or vigils. active role in identifying problems and

- . . ] implementing solutions.
¢ Providing positive alternatives for chil-

dren and adults (particularly recovering + Community organizing. Neighbor-
hoods in crisis face enormous obstacles

and need high levels of support, espe-
cially during the early stages, to launch
and sustain effective community cam-
paigns. A paid community organizer is
crucial in order to maximize the effec-
tiveness of community efforts.

<+ Community policing. In the CCP

sites, full-time community foot patrol
officers were freed from responding to
calls for service and were assigned to
work closely with residents to solve
local problems. These officers attended
meetings, became acquainted with resi-
dents, and targeted their law enforce-
ment to resident-identified problems.

+ Legal assistance. CLC gave residents
access to a number of civil legal rem-
edies in their battles against crime,
drugs, and social decay. Laws regard-
ing drug nuisances, house receivership,
self-help nuisance abatement, and
housing and building code violations

Copyright © 1998 PhotoDisc, Ine ‘ became part of the community's legal
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Profile No. 1 (continued)

arsenal. CLC also provided legal assis-
tance with organizational development
issues such as drafting bylaws and ar-
ticles of incorporation.

< Capacity to address physical prob-
lems and to provide community-
based alternatives to incarceration.
Small-scale, physical improvements to
a neighborhood —for example, turning
a local dumping ground into a commu-
nity garden in the course of a week-
end —are enormously important to
communities in crisis. In addition to
adding to the area’s visible community
assets, these incremental neighborhood
improvements increase community
spirit and build support for future resi-
dential action. Recovering addicts and
other nonviolent ex-offenders can be-
come important resources for this effort,
performing community service as mem-
bers of work crews that build commu-
nities ravaged by the kinds of activities
in which they were once engaged.

<« Other support services. Each CCP
site has developed additional programs
and services that are considered neces-
sary to the success of the initiative. For
example, four sites have worked with
the Alternative Sentencing Unit to
establish formal and informal systems
to support recovering addicts. Other
CCP sites have tried to secure addi-
tional resources for youth and have
either established links with existing
agencies or developed afterschool and
summer programs of their own. Faith
organizations like the Union Methodist
Memorial Church also have been ac-
tive in some CCP areas, providing
meeting space, transportation, and
support services for recovering sub-
stance abusers.

By the end of 1996, dramatic decreases in
crime were being reported in CCP areas. In

Boyd Booth, the pilot site, violent crimes
were reduced by more than 50 percent be-
tween 1993 and 1996. There also was evidence
of increased law enforcement activity: the
number of arrests doubled or tripled in many
core communities during that same period.

HotSpot Communities

In March 1997, in large part because of the
success of the CCP effort, the Governor of 5
Maryland launched the HotSpot Communi- :
ties (HSC) Initiative as the next generation i
of community-based crime prevention. HSC
incorporated all the main features of CCP

and added several others. HSC sites had to

include the following core elements:

¢ Community mobilization.
¢ Community policing.

¢ Community probation (including inten-
sive supervision of adult and juvenile
probationers and parolees through Op-
eration Spotlight). '

¢ Community maintenance (use of city code
enforcement, offender work crews, civil
legal remedies, and rapid response to
“broken windows”).

¢ Youth prevention (afterschool programs,
truancy and curfew enforcement, partner-
ships with schools and law-enforcement
agencies).

¢ Local coordination of the Baltimore CCP/
HSC program by The Mayor’s Coordi-

nating Council on Criminal Justice.

In addition, HSC areas could adopt six en-
hancing elements: community prosecution,
juvenile intervention, CPTED measures,
victim outreach and assistance, community
support for addiction recovery, or housing
and business revitalization.

o 22
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The Governor’s Office on Crime Control
and Prevention, which partially funds the
CCP/HSC program, invited every county
and municipality in the State to apply for
HSC funding. Two criteria were used to
select the 36 communities that are now part
of HSC: a concentration of fear and crime,
based on police statistics for the targeted
areas, and a community with a core group of
committed residents and the capacity to
launch and sustain the effort. Six hotspot
communities were designated in the city of
Baltimore, including several CCP sites.

The six hotspot communities in Baltimore
are coordinated by The Mayor’s Coordinat-
ing Council on Criminal Justice. An Over-
sight Committee comprising agency heads
and high-level representatives of all the
institutions involved in HSC (i.e., the
Department of Public Works, the Police
Commissioner, and the Department of
Parole and Probation) is responsible for
overall program monitoring. A Sustainment/
Evaluation Committee, composed of all the
members of the Supervisory Teams discussed
below, assesses the effectiveness of CCP/
HSC programs and continually reviews and
modifies goals and objectives.

A Supervisory Team, including senior staff
from each of the agencies directly involved
in HSC activities, meets quarterly and
“creates a forum where the policies and
goals of each agency, nonprofit, and service
provider are integrated with the strategy in
each area targeted for programming.” The
Supervisory Team is composed of work
groups that focus on the core HSC elements:
community policing/community probation,
community organizing, legal issues, commu-
nity maintenance, and youth.

Finally, Neighborhood Safety Teams estab-
lished in each of the HSC areas meet at
least monthly to make specific decisions

affecting communities. For example, Neigh-
borhood Safety Teams decide which corners
or streets will be targeted by community
policing patrols, which houses should be the
focus of a Drug Nuisance Abatement case,
and what kinds of programs should be
developed for youth to keep them free of
drugs and crime. Each Neighborhood Safety
Team has a community organizer, a police
officer, a parole/probation agent, a community
attorney, one or more community residents,
and other representatives as needed.

The progression from the Comprehensive
Communities Program to HotSpots
represents the realization that long-term
community change requires a systemwide
approach. The work of separate agen-
cies —arresting lawbreakers, prosecuting
criminals, cleaning up neighborhoods,
monitoring probationers —should coalesce
under the single goal of creating a safe
community. The police department must
work with parole and probation officers to
target career criminals, the housing
department must work with the State’s
Attorney to prosecute absentee slumlords,
and all agencies must work with the commu-
nity residents —who know best what their
problems are and how to solve them.

The philosophy of comprehensiveness has
influenced the way CCP/HSC is funded and
managed. The $10.5 million that funds the
statewide, 3-year initiative comes from
many sources, including the Bureau of
Justice Assistance’s Byrne Memorial Block
Grants and the Office of Juvenile Justice
and Delinquency Prevention. However,
HSC sites do not submit separate applica-
tions for each part of the funding mosaic
that is relevant to their work, nor do they
have to prepare separate progress and
evaluation reports to meet the varying
requirements of the funding agencies.
Instead, The Governor’s Office on Crime

36
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Profile No. 1 (continued)

Control and Prevention has developed a
unified reporting form for HSC sites, which
disaggregates the information provided by
the target communities and presents rel-
evant data to the array of funders. The
Governor’s Office on Crime Control and
Prevention also has changed its own inter-
nal operations in response to this initiative.

CCP/HSC coordination

The goal of CCP/HSC is institutionalization
of its work. The group has established
partnerships with 24 Federal, State, and
local agencies, and it is hoped that the
activities initiated under this special funding
project will become part of the core func-
tions of the participating groups. There is
some evidence that this has begun to take
place. For example, the Baltimore Police
Department has implemented a system for
the exchange of intelligence between the
community foot patrol officers and members
of other specialized units, and each now
supports the work of the other. The State’s
Attorney’s Office established the Firearms
Investigation/Violence Division in 1997 to

- allow for vertical prosecution of cases

involving nonfatal shootings where the
defendant had a history of firearm violence
and handgun violations. Individuals from
HSC's are one of the offender groups being
targeted through this division. In addition,
the division targets individuals who are
eligible for DISARM, a project of the U.S.
Attorney’s Office for the District of Mary-
land (see profile 36).

Law enforcement activities in CCP/HSC
sites also are coordinated through Balti-
more's Violent Crimes Division and its
Youth Violence Strike Force (see profile
18). The two law enforcement programs
work to reduce firearm-related offenses and
may target specific individuals (such as

gang members), geographic areas (high-
crime corners and other hotspots), crimes
(drug-related shootings), or weapons.
Representatives from probation and parole
departments, the courts, school police
forces, and each of HSC'’s Neighborhood
Safety Teams serve as liaisons to the Violent
Crimes Division and the Youth Violence
Strike Force, helping them to determine
enforcement priorities.

Another CCP/HSC partner is the Depart-
ment of Housing and Community Develop-
ment (HCD), which has supported the
work of CCP/HSC by tripling the number
of code violations issued by housing inspec-
tors to close down buildings suspected of
drug or gang activity. The Mayor also

has established nine Neighborhood Service
Centers (one in each police district) as a
way to bring city services to the local level
and make them more responsive to neigh-
borhood needs. The Neighborhood Service
Centers contain branch offices of all city
government agencies —from housing and
health inspectors, to human service work-
ers, to business assistance coordinators. Two
public elementary schools and a local .
recreation center also are CCP/HSC part-
ners, providing youth programs in some of
the targeted neighborhoods.

Maryland’s Department of Parole and
Probation and the Department of Juvenile
Justice have hired several parole and
probation officers to target medium- and
high-risk offenders in CCP/HSC neighbor-
hoods, and the Federal Probation Office
also has assigned one agent to each site.
Among the initiative’s 10 nonprofit partners
is Bon Secours Hospital, the largest employer
in one of the CCP/HSC communities. The
hospital has played an important role in
economic and housing development —first
building a multimillion-dollar Community

37

Promising Strategies To Reduce Gun Violence




E

A . it el S N NN N NS MR

Profile No. 1 (continued)

SRR B Al N S D BAS ei

Support Center for local families and then
launching a housing development initiative

to renovate many vacant homes in the area.

CCP evaluation
Evaluation data on CCP/HSC is being

collected in several ways. The Mayor's
Coordinating Council for Criminal Justice is
conducting an internal evaluation, which will
provide process and outcome data on im-

provements in physical conditions, youth
programs and services, community attitudes,
and changes in community capacity. In
addition, BOTEC is conducting a process
evaluation for the Bureau of Justice Assis-
tance, and the University of Maryland and the
Urban Institute are collecting and analyzing
data on crime, violence, and drug dealing in
the targeted areas, to include analysis of
displacement of crime. These evaluation

reports will be available in 1999.
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Boston Strategy To Prevent Youth Violence—Boston, MA

Program Type or Federal Program Source:
A research and action project of comprehen-
sive gun violence reduction strategies;
National Institute of Justice.

Program Goal:

To reduce serious youth violence in Boston.

Specific Groups Targeted by the Strategy:
Youth 8-18 years old.

Geographical Area Targeted by the Strategy:
Boston, MA.

Evaluated by:
Kennedy School of Government, Harvard
University, Cambridge, MA.

Contact Information:

James Jordan and Gary French
Boston Police Department

1 Schroeder Plaza

Boston, MA 02120

Phone: 617-343-5096

David Kennedy

Kennedy School of Government
Harvard University

79 John F. Kennedy Street
Cambridge, MA 02138

Phone: 617-495-5188

Years of Operation:
1995-present.

Starting in the early to mid-1990’s, Boston
embarked on a series of innovative public
safety strategies that focused on violent
youth and illicit gun markets. Using a
problem-solving approach, a broad coalition
of Federal, State, and local governmental
agencies, nonprofit community service
organizations, businesses, religious leaders,
parents, and resident stakeholders devel-
oped several programs to address the esca-
lating number of juvenile homicides. Its
enforcement strategy largely consisted of
Operation Ceasefire (a gang violence abate-
ment strategy; see profile 21), the Boston
Gun Project (a gun suppression and inter-
diction strategy; see profile 10), and Opera-
tion Night Light (a police-probation
partnership; see profile 33), each of which is
described in detail below. In addition to
enforcement efforts, and in keeping with its

new neighborhood policing strategy, Boston
also employed numerous prevention and
intervention initiatives. Working with com-
munity partners, the city built on existing
services in the communities to create a more
extensive and effective continuum of services.

It took approximately 2 years (from 1994 to
1996) for Boston to develop its strategic
plan, with hundreds of neighborhoods,
community-based programs, and neighbor-
hood groups mobilized and brought into the
process. During this same period, the Boston
Police Department was undergoing great
change in its neighborhood policing initia-
tives. More than 400 participants in 16 teams
(roughly half police and half other stake-
holders) worked on the planning phases.

In July 1996, at about the same time that
Operation Ceasefire began to be implemented,
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the police department published a Citywide -
Strategic Plan, which examined neighbor-
hood policing goals across districts, identi-
fied players, and provided the standards and
principles to guide the strategic effort. The
strategic plan laid out several key compo-
nents of neighborhood policing, including
increasing ownership and accountability
among command and patrol staff, incorporat-
ing prevention and problem-solving ap-
proaches at every level of operation, and
building partnerships with stakeholders on
planning and tactical issues. To accomplish
these objectives, the police commissioner
decentralized the department and instituted
a “Same Cop, Same Neighborhood” patrol
organization strategy, which assigned offi-
cers to certain blocks in neighborhoods so
that they would become familiar with local
issues and take a problem-solving approach
in cooperation with the residents.

Also in 1996, the State enacted two laws
to address violent juvenile offenders. First,
the Youthful Offender statute, passed in
October 1996, allowed prosecutors to in-
dict violent youthful offenders between
the ages of 14 and 17 on felony charges.
Upon conviction, these juveniles can re-
ceive increased penalties in the form of
adult sentences or Department of Youth
Services (DYS) commitments until the
age of 21, with or without a suspended
adult sentence. Second, the Brett-Martin
law, passed in early 1996, required that
juveniles convicted of firearm possession
be committed to DYS for a minimum of

6 months. In addition, the Suffolk County
District Attorney’s Office began to pros-
ecute certain juveniles on a priority basis.
These juveniles were considered threats

to community safety yet could not be pros-
ecuted under the Youthful Offender statute
because of their age, lack of a previous
record, or because they were charged with
misdemeanors rather than felonies.

Problem-solving research for
Operation Ceasefire and the
Boston Gun Project

Researchers from the John F. Kennedy
School of Government (KSG) at Harvard
University received funding from the Na-
tional Institute of Justice to apply problem-
solving techniques to youth gun violence in
Boston and to evaluate the effort. The re-
search was divided into demand-side (focus
on youth) and supply-side (focus on guns)
components. In the demand-side research,
KSG researchers looked at youth homicide
data from 1990 to 1994 in Boston and found
that crime was confined almost entirely to
Boston’s poor, African-American neighbor-
hoods and was committed primarily by 15-
to 21-year-old African-American males.
Researchers also found that firearms were
overwhelmingly the weapons of choice.
KSG also looked at youth emergency room
visits for nonfatal gunshot and sharp instru-
ment wounds. Researchers then studied
data on 155 youth murder victims and 125
known youth offenders who committed gun
or knife homicides. They found that both
victims and offenders had a high degree of
prior criminal involvement that included
court actions ranging from arraignments to
sentences of probation.

From the outset, researchers worked closely
with a team of police officers from the
department’s Youth Violence Strike Force
(YVSF), with probation officers covering
high-risk youth gun violence neighborhoods
(especially those engaged in the Night Light
program), and with city-employed youth
gang outreach workers, known as “street-
workers.” Practitioners believed that the
youth violence problem was mainly a prob-
lem of gangs and that only a handful of dan-
gerous gang offenders —maybe no more
than one-tenth of all gang members —were
driving the cycle of fear and gun crimes in
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neighborhoods. Probation officers intro-
duced researchers to a sample of young
probationers who were interviewed in focus
groups or individually in winter 1994 and
summer 1995. Many of the juveniles said
they had guns for self-defense and joined
gangs for protection.

The main thrust of the KSG analysis con-
sisted of geographical mapping over the
summer of 1995. The working group of
practitioners pooled their knowledge and
provided the researchers with information
on gang size, turf, alliances, and conflicts.
They also classified 5 years of youth homi-
cide victimization data and tied it to gangs.
Boston had 61 gangs with about 1,300 mem-
bers from 4 neighborhoods; these groups
committed 60 percent or more of the youth
homicides in the city. Based on this informa-
tion, researchers constructed a territorial
map of the identified gangs, containing
practitioners’ estimates of membership size
and sociograms of alliances and antago-
nisms. This territorial map identified which
gangs should be targeted in order to disrupt
key sources of conflict. Network analysis
also led to strategies to communicate a de-
terrence message to targeted gangs by iden-
tifying cliques that would, in turn, be most
efficient at getting that message out to the
largest number of gang members.

The researchers were fortunate in having
access to a very rich gun data set from the
Bureau of Alcohol, Tobacco and Firearms
(ATF). Every gun that had been used in a
crime and which had come into police hands
since 1991 had been traced and included in
the ATF data set. Out of 1,550 records of
guns from youth ages 21 and under, 809
were traceable to Federal firearm licensees,
first retail purchases, or both. ATF analyzed
the type, caliber, make, geographic origin,
and “time-to-crime” age for each gun; the
proportion of guns with obliterated serial
numbers; the number of guns that had been

used in substantive crimes versus those
seized by police on possession charges; and
adult versus youth gun patterns. In addi-
tion, ATF determined that at least half of the
guns came from very small and infrequent
purchases by straw purchasers and that
these purchasers rarely received law en-
forcement attention. Interviews with youth
confirmed the belief that guns were readily
available to them — through illegal purchase
or borrowing. A gang might have only a few
guns, but they were available to all mem-
bers. Contrary to common belief, youth
shunned guns that had been used in bur-
glaries because they knew that the weapons
had been used in other crimes and did not
want to be held responsible.

The supply-side research dispelled the gen-
erally held belief that Boston youth gangs
obtained their guns from southern States
with lax gun laws. Contrary to expectations,
34 percent of traceable guns were first sold
at retail in Massachusetts and close to 15
percent were from nearby New England
States. Most of the guns recovered were
handguns and semiautomatic pistols. Semi-
automatic weapons had the shortest “time-
to-crime”: more than 40 percent were less
than 2 years old. Serious crimes typically
involved more shotguns, more in-State
guns, and fewer obliterated serial numbers
than guns associated with the possession
charges of less serious youth offenders. In
summary, the supply-side analyses indicated
that new guns were coming into the youth
illicit market at close to first retail sale.

Law enforcement strategies

Operation Ceasefire

Operation Ceasefire is a coordinated
citywide strategy established in May 1996
to deter youth firearm violence. Ceasefire
operates as a system, focusing interventions
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through the coordination and knowledge of
all of the city’s law enforcement and crimi-
nal justice agencies. The working group
devised an overall strategy based on the
problem-solving research of KSG and ATE,
described above, and the success of tactics
that had worked against gangs in the past.
The goal was to communicate warnings to
gangs that, if violence occurred, there would
be a swift, predictable response with weighty
consequences. Ceasefire has the leadership
and support of the current mayor and police
commissioner.

YVSF led the development of the strategy
working with the U.S. Attorney, State pro-
bation, ATF, the Drug Enforcement Admin-
istration (DEA), the Federal Bureau of
Investigation, DYS, the county district at-
torney, the clergy, streetworkers (see profile
58), and at times local community-based
service providers. Prior to Operation
Ceasefire, law enforcement and criminal
justice agencies operated not as a system but
as a disparate group of agencies, each fol-
lowing its own mandate and mission except
when necessity dictated otherwise.

The strategy began with focused communi-
cations. Probation and gang unit police of-
ficers who knew the youth, streetworkers,
clergy (see profile 46), and community-
based organizations met informally and
formally with gang youth in schools, homes,
neighborhoods, courthouses, and other loca-
tions. Probationers were required to attend
these meetings. The message was emphati-
cally delivered to them that violence would
no longer be tolerated in Boston —it had to
stop or the full weight of the law enforce-
ment and criminal justice systems would be
brought to bear on the perpetrators. The
working group wanted youth to realize that
this zero tolerance message was not a bluff,
but a serious interagency effort. True to its
word, when its message was ignored and
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gang violence erupted, YVSF used intensive
order maintenance and enforcement tactics
to quickly suppress flareups of firearm vio-
lence in emerging gang hotspots. YVSF
targeted noncomplying gangs with aggres-
sive enforcement of public drinking and
motor vehicle violations, outstanding war-
rants, and probation surrenders and made
numerous arrests. Street enforcement re-
sulted in two dozen Federal indictments and
arrests in August 1996. News of these ac-
tivities quickly spread to other gangs in
Boston whose members saw what could
happen if they did not comply.

Boston Gun Project

Based on the analysis conducted on the ATF
tracing data set, the working group decided
to flag for investigation every trace that
showed guns with a time-to-crime of less
than 30 months, more popular gun types,
guns with restored serial numbers, those in
high-risk neighborhoods, and those associ-
ated with gang members or territories. An-
other tactic was to link the trace data set
with the gang membership and turf data,
which allowed for identification of gun own-
ers who also were gang members.

Disruption of gun markets, swift Federal
prosecution for gun possession or dealing,
and the zero tolerance message and enforce-
ment measures of Operation Ceasefire were
all used to reduce gun violence. The major
partners in gun trafficking interdiction efforts
were the ATF Field Office in Boston, the
Boston Police Department, the Suffolk
County District Attorney’s Office, and the
U.S. Attorney’s Office, all of whom worked
together to direct the investigations of firearm
trafficking and armed career criminals in the
city of Boston. The Boston ATF supervisor
claims the key to their success has been the
close working relationship and genuine co-
operation between ATF and local police.
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Cooperation between ATF and the police
department took many forms. A seasoned
Violent Crime Coordinator was assigned by
ATF to investigate Federal firearm arrests.
ATF attempted to trace every gun recovered
by the Boston Police Department through
ATF'’s National Tracing Center in order to
discover sources of illegal weapons and gun-
trafficking patterns. For their part, YVSF
officers tried to extract gun market informa-
tion from offenders charged with serious
nongun charges. The Boston Police Depart-
ment and ATF also conducted joint inspec-
tions of all Federal firearms licensees
(FFL5s) in Boston. As a result of these in-
spections, 65 license holders (80 percent)
decided either not to renew their licenses or
to surrender them.

Swift Federal prosecution for gun traffick-
ing also took some traffickers off the streets
and resulted in the investigation and pros-
ecution of several interstate gun trafficking
rings. These actions were thought to have a
deterrent effect because Federal crimes
carry longer sentences than most State gun
crimes, and gang members fear being in a
Federal correctional facility —away from
home and visitors and without the security
of knowing other prisoners.

Operation Night Light

Operation Night.Light began in November
1992 as a partnership between probation
officers in the Dorchester District Court
and Boston police officers in the Anti-Gang
Violence Unit, which later became YVSF.
Operation Night Light pairs one probation
officer with two police officers to make un-
announced visits to the homes, schools, and
workplaces of high-risk youth probationers
during the nontraditional hours of 7 p.m. to
midnight rather than between 8:30 a.m. and
4:30 p.m., which was previously the norm.

The probation officer decides which of 10 to
15 probationers to visit each evening based
on which youth were defaulting on compli-
ance. The team wears plain clothes and uses
an unmarked car. The terms of probation —
which commonly include curfews, geo-
graphic restrictions, and other constraints
designed to keep youth from reoffending —
are strictly enforced. Probation officers also
have been instrumental in convincing judges
to impose expanded conditions.

This teaming has enhanced the safety of the
probation officers and given police an op-
portunity to meet people in the community
in a nonconfrontational manner in accor-
dance with their community policing role.
Officers are expected to conduct themselves
during these home visits in a courteous and
professional manner, encouraging parents to
keep their children out of trouble. The offi-
cers discuss substance abuse prevention and
treatment options with the probationers and
their families. Some parents welcome these
interactions, as they want to protect their
children from becoming victims of violence.
These unannounced home visits also give
borderline juveniles an excuse for staying in
at night and putting off their gang leaders or
associates with the argument that they
would face sanctions for violating curfew.

The best intervention and enforcement
efforts are also preventive. In the same way,
the best prevention programs produce
intervention effects. While the prevention/
intervention/enforcement strategy is seen as
providing a continuum of services, effects
overlap. The strategy has evolved in this way
because of the complexity of the overall
problem.

— Commissioner Paul F. Evans
Boston, MA, Police Commissioner
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Intervention and prevention
programs and initiatives in
Boston

Below are some examples of intervention
and prevention programs aimed at adjudi-
cated and at-risk youth that were imple-
mented simultaneously with Operation

Ceasefire.

Boston Community Centers’
Streetworkers Program

Boston has Community Centers located
throughout the city, including facilities in
middle and high schools. The Streetworkers
Program operates from these centers with
30 college-educated staff members available
24 hours a day to conduct gang and youth
outreach. The streetworkers are ages 25 to
55 and work closely with gang members to
mediate disputes (student/student, student/
teacher, gang/gang) and gang truces in
schools and throughout the community. The
streetworkers also help gang members and
their families gain access to much-needed
social services. Each streetworker is as-
signed to 5 to 10 gangs, with a caseload of
‘roughly 25 active and 25 less active cases.
They work closely with the police depart-
ment, probation, clergy, courts, and schools.

When the city’s homicide rate skyrocketed
in 1990, the mayor sought the help of the
streetworkers in the hope that their non-
traditional outreach approaches could help
reduce crime. For example, the street-
workers played an important role in Opera-
tion Ceasefire, personally inviting gang
members to meetings with Federal, State,
and local law enforcement agencies. The
streetworkers informed gang members of
the consequences of continued violence.
They also referred youth to agencies that
could provide social services, job training,
and employment opportunities. Finally,

L

streetworkers provided training for the po-
lice on how to develop relationships with
youth and gangs.

Youth Services Providers Network
(YSPN)

To achieve the comprehensive services,
partnerships, coalition building, and re-
source sharing required of youth programs
under the Comprehensive Communities
Program grant, a network of services was
formed in three of Boston’s most troubled
neighborhoods. The network is a partner-
ship of many of Boston’s youth service orga-
nizations and city agencies to address
teenage runaways, dropout prevention,
mentoring, job training and placement, tu-
toring, and building leadership skills. A
police officer who comes across a youth in
need of services calls the social worker or a
District Community Service Officer, who
then makes the appropriate referral to the
network provider agency. From YSPN's
implementation in June 1996 until Septem-
ber 1998, more than 500 youth had been
referred by officers.

Alternatives to Incarceration
Network (ATIN)

The network links various State and local
criminal justice agencies, including the dis-
trict courts, to Boston service providers.
This network is supported by the Compre-
hensive Communities Program grant. Indi-
viduals enter ATIN as a condition for their
sentence deferment or as a condition for
parole or probation. Youth offenders receive
counseling, substance abuse treatment, job
skills training, and monitoring services.

Safe Neighborhood Initiative (SNI)

This initiative offers community residents the
opportunity to work with law enforcement
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and government officials to identify and
address neighborhood issues using SNI
advisory councils and subcontracted pro-
grams. The Office of the Attorney General
administers the program, which began in
1993, in cooperation with the Suffolk
County District Attorney’s Office, the
mayor's office, and the police department.
SNI targets four high-crime, low-income
neighborhoods. Its revitalization efforts
include the organization and education of
local merchants, job training programs, ex-
pedited city services, and a municipal prior-
ity to rehabilitate abandoned property. SNI
also supports expanded hours for community-
based youth centers, counseling services for
children in domestic violence situations, a
Child Witness to Violence Project, a Viet-
namese police liaison who mediates gang
disputes and conducts school presentations,
gang dispute mediation by the Dorchester
Youth Collaborative, small business train-
ing, an SNI prosecution team, voluntary
business closures to avoid late-night crowds,
a drug education program for youth, and a
law student project that recommends ways
to reduce drugs, prostitution, and crime.
Funding comes from the Bureau of Justice
Assistance, which recently approved a new
4-year grant.

Table 1. Homicides in Boston

Summer of Opportunity

In 1994, the Boston-based John Hancock
Mutual Life Insurance Company began pro-
viding financial support to an 8-week summer
program that pays urban youth a weekly sti-
pend while providing them with classes, field
trips, and a real-world internship at North-
eastern University or John Hancock. The
internships teach youth leadership and life
skills, including conflict resolution and time
management, and also assign mentors. Youth
are referred by the antiviolence unit of the
police department. Many program graduates
complete high school and go on to college or
obtain employment.

Outcomes

Since Operation Ceasefire, the Boston Gun
Project, Operation Night Light, neighbor-
hood policing, tougher youth offender laws,
and expanded prevention and intervention
programs went into effect, there has been a
dramatic decrease in the number of homi-
cides in the city of Boston. The table pre-
sented below illustrates these results. This
reduction in homicides and youth homicides
cannot directly be attributed to any one of

these programs but more likely is due to the’

Age of Offender
Year 24 and 16 and Younger Total
Younger (Firearm-Related)
1990 62 10 152
1995 40 2 96
1996 26 0 61
1997 15 1 43
1998+ 10 2 23
*(first 8 months)
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cumulative impact of this comprehensive,
multipronged approach.

Other outcomes also resulted from these
programs. First, citywide collaboration has
now been institutionalized. For example, in
reaction to the threat of recruitment of
young Bostonians by the Crips and Bloods
gangs, a group of police, probation officers,
religious leaders, and streetworkers visited
middle school students in their schools and

homes before school ended 1n June 1998.

Second, as a result of these efforts, commu-
nities are now regularly consulted by public
agencies in setting agendas for their neigh-
borhoods. Finally, Boston has become a
national model for youth gun violence re-
duction, and the Boston Police Department
won an Innovations in American Government
award from the Ford Foundation and KSG
in 1997. Operation Ceasefire recently won
the Herman Goldstein award for best pro-
gram employing problem-solving strategies.
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Buffalo Weed and Seed Initiative—Buffalo, NY

Program Type or Federal Program Source:
A program of comprehensive gun violence
reduction strategies; Executive Office for

Weed and Seed.
Program Goal:

To reduce crime, to improve economic and
housing development.

Specific Groups Targeted by the Strategy:
Violent perpetrators.

Geographical Area Targeted by the Strategy:

Weed and Seed area in Buffalo, NY.

Evaluated by:
Internal data collection.

Contact Information:

Oswaldo Mestre

Director of Weed and Seed

Department of Community Development
City Hall, Room 920

Buffalo, NY 14202

Phone: 716-851-4281

Years of Operation:
1997—present.

By 1994, the dramatically increasing violent
crime rate that took place throughout the late
1980's and early 1990's had earned the city of
Buffalo, NY, a reputation as one of the highest
homicide centers in the country for a popula-
tion base of its size. A declining infrastructure
and subsequent rise in drug- and gang-related
violence contributed to the city’s significant
crime problems. Since 1954, Buffalo has wit-
nessed a population decrease from approxi-
mately 600,000 to 328,000 residents, leaving
many communities with a proliferation of
abandoned houses that would eventually be-
come “drug dens” supporting the storage,
trafficking, and marketing of illegal narcotics.
Similar to many other urban centers, gun- and
gang-related violence in the city are intricately
tied to the drug trade. The rise in the number
of these drug dens not only brought drugs and
criminal elements into many Buffalo neighbor-
hoods, but also created a downward spiral in
the quality of life for residents, paralyzing
many in fear.

Violent crimes reached their peak in Buffalo

in 1994. Between 1993 and 1994, homicides

in the city increased 19 percent (from 79 to
94). Since 1994, Buffalo has followed the
national trend of steadily decreasing violent
crime. Violent crime decreased 38 percent
between 1993 and 1997 (from 6,041 to
4,052). Between 1994 and 1997, Part 11
weapons offenses witnessed a 12-percent
decrease (from 430 to 384). Similarly, a
review of gun-related calls for service dem-
onstrates an overall decline in gun activity
in Buffalo: calls about assault with a deadly
weapon declined 33 percent between 1994
and 1997 (from 1,146 to 892), reports of a
subject with a gun declined 38 percent
(from 3,149 to 1,972), and reports of shots
fired declined 26 percent (from 2,515 to
1,860). One of the major factors contribut-
ing to this decrease in Buffalo was the tar-
geting of key gangs in the high-crime areas
of the city, resulting in the removal of four
of the most violent groups.

Recognizing that its declining crime rates
could not be sustained without a coordi-
nated approach that targets serious offend-
ers in its neighborhoods while the areas are

~
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being revitalized and restored through eco-
nomic and housing development activities,
the city applied for and received a U.S. De-
partment of Justice Weed and Seed grant,
which was initiated in April 1997. Underly-
ing Buffalo’s Weed and Seed strategies are
two assumptions:

# Neighborhood residents must directly
participate in recommending solutions to
reduce and prevent crime and to rede-
velop their neighborhoods.

¢ The Buffalo Police Department will work
with the City of Buffalo Community De-
velopment Department, schools, business
associations, block clubs, social service
agencies, and other community-based
organizations in the targeted areas to
implement a coordinated Weed and Seed

program.
The Buffalo Weed and Seed program tar-

gets the core of the inner city, encompassing
portions of four councilmatic districts in one
of the city’s most socioeconomically dis-
tressed areas. The target area comprises
36,231 residents, representing 11 percent of
the city population, of whom 95 percent are
African-American. In addition to consis-
tently being a major source of the city’s ho-
micides and other violent crimes (in 1995,
there were 17 homicides in the area—more
than 25 percent of the citywide total of 62),
the target area also has the city’s highest
rates of teenage pregnancy, unemployment,
and infant mortality.

Comprehensiveness and

integration of the strategies
The Buffalo Weed and Seed program repre-

sents a comprehensive strategy covering
enforcement-based prevention and interven-
tion strategies. The Buffalo Police' Depart-
ment and Community Development Office

45

have sought ways to involve community
feedback and partnership at all levels of the
program, although it was primarily driven
by law enforcement in its first year.

The underlying philosophy of the program
is that while law enforcement activities are
necessary to rid communities of criminal
aspects, sustainable change will occur only
if a stable community infrastructure is built
at the same time. To this end, the seeding
activities involve a strong community
capacity-building element that provides
residents with the necessary skills to be in-
formed participants in both law enforcement
and community restoration activities.

Although there is a formal structure to the
program consisting of a Steering Committee, a
Weed Subcommittee, and a Seed Subcommit-
tee, overall coordination remains informal but
effective. Collaboration occurs across all levels
of government with each agency/organization
knowing whom to contact to accomplish the
Weed and Seed objectives.

Enforcement-based strategies:
The Weed component
The Buffalo Police Department developed a

coordinated approach to gun suppression
that involves collaboration across Federal,
State, and local levels. In addition to a gun
detail that engages in targeted activities
against gun-involved offenders and loca-
tions, the U.S. Attorney’s Office works with
local prosecutors to ensure that a zero toler-
ance policy is carried through all levels of
the criminal justice system.

Gun Abatement Program

At the core of the Weed component is the
Gun Abatement Program, which is designed
to reduce the availability of guns on the
streets by targeting drug and weapon
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dealers and high-crime locations. A gun
hotline was developed for citizens to report
gun locations or offenders, but it had fewer
calls than expected. Officers of the precinct
went door-to-door to area residents, busi-
nesses, and churches to hand out material
related to the program including magnetized
cards and coffee mugs with the hotline num-
ber on them. Although the hotline itself did
not produce many tips, a surprising benefit
of the door-to-door interviewing was the
confiscation of 30 weapons by the officers
canvassing the neighborhood. These guns
were retrieved by parental consent to search
children’s bedrooms and attics or basements
where the children hang out with their
friends. Because the police department’s
focus is on both arrests and removing guns
from circulation, informants whom the offic-
ers met on the streets also relinquished sev-
eral guns. These activities also served as a
public relations tool by promoting the ef-
forts of the department and sending a mes-
sage to potential violators.

The identification and targeting of drug
dealers also is a central strategy of the gun
abatement strategy. Operating on the as-
sumption that wherever gangs or drug deal-
ers congregate, a gun is nearby, gun
abatement officers searched abandoned
houses in these locations and confiscated 47
weapons, more than 3,300 rounds of ammu-
nition, and 2 bulletproof vests. Drug dealers
were stopped, and on several occasions this
tactic resulted in arrests for gun possession.
Once any individual is arrested for weapons
possession, his or her mug shot is put on
display in the precinct to allow other offi-
cers to become familiar with him or her.
Coordinated drug raids with several Fed-
eral, State, and local law enforcement agen-
cies resulted in the seizure of 30 additional
weapons. To date, a total of 262 weapons
have been confiscated as a result of these
gun abatement program activities.

Every gun seized by officers is subjected to
a point-of-origin trace by an ATF special
agent, who works closely with both the gun
abatement officers and Federal prosecutors.
These traces have resulted in 15 criminal
investigations and identification of 2 major
gun traffickers. Gun abatement officers
refer trace data to ATF for further investiga-
tion and to the lieutenant in charge of the
Gun Abatement Program to enhance the
development of targeted strategies.

Collaboration with the district
attorney’s office

The appointment of a special prosecutor to
work specifically with the gun abatement
officers is an important complement to the
street-based enforcement strategies. Having
one prosecutor concentrate on gun-related
offenses develops a skill base and resources
in the manner that is common for many
other crimes (e.g., sexual assault prosecutor
and domestic violence prosecutor). Six con-
victions have been achieved in the last year.
Collaboration with the district attorney’s
office also has included training gun abate-
ment officers on gun frisks, profiling gun
carriers on the streets, teaching witnesses to
articulate suspicions in court, and promot-
ing safety on the street.

Operation Save Our Streets

Save Our Streets, a program initiated in
1993, recently has been revitalized and in-
corporated into the Weed and Seed Pro-
gram through the hiring of a coordinator.
Fifteen agencies are a part of the Save Our
Streets Task Force, includ