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Youth Gang Violence Prevention in Boston Ten Years after the Boston Miracle

At the height of the national youth gun violence epidemic in 1996, the city of Boston became
famous for implementing a strategy that was given credit by many for reducing the youth
homicide rate to zero, and keeping it there for several years. The strategy was called Operation
Cease Fire and was coordinated by a working group consisting of representatives from the
Boston Police Department, Probation, the District Attorney and U.S. Attorney’s office, many
other criminal justice agencies, social service agencies, ministers from neighborhood churches
(known as the TenPoint Coalition) and researchers from the Kennedy School of Government.
The key elements of Cease Fire included:
» Regular working group meetings that were used to analyze data on gang violence and
develop plans for reducing it;
e Announcements and publicizing of the Cease Fire, and plans to enforce it;
e Enhanced enforcement by all agencies against gangs found to have violated the Cease
Fire;
e Mobilization of community support for the strategy, particularly by the TenPoint
Coalition, that regularly walked the neighborhoods;
e Mobilization of community services for youth who desired to give up their gang
activities.

Boston differs from LA in that gangs are much less of a presence (1400 total gang members),
smaller in size (25-70), and the city has many more resources to deal with them. The TenPoint
Coalition was formed by ministers from small neighborhood churches and was initially very
critical of the police. It took them awhile to learn that not all police were insensitive to their
local problems, and that some could be trusted and worked with. The Boston Gun Project
depended a lot on personal relationships and trust at the working level to get things done. In
addition to its planning and analysis functions, the Working Group served as a forum to hold
members accountable for their performance.

In the years that have passed since Cease Fire was implemented, there has been considerable
debate as to how much of Boston’s decline in youth homicides was due to the project. Political
leaders, police officials and David Kennedy, who led the Kennedy School team, have been the
strongest supporters of the program. Kennedy also points to positive outcomes from a number of
replications of the project that took place with Justice Department support. Those who claim that
Cease Fire only accounted for a part of the decline include Debra Prothrow Stith, other public
health and social service practitioners, and Anthony Braga, another of the Kennedy School
participants. They point out that many other violence prevention efforts had been launched in
the years preceding Cease Fire, that the decline was underway 2 years before Cease Fire was
implemented, and that that many other cities experienced similar declines.

The success of Cease Fire was so widely acclaimed in the years following its implementation
that a flood of visitors from other cities flocked to Boston to learn more about the project and key
participants were in constant demand to talk about the program at professional meetings. Not
surprisingly, all of this attention put a strain on personal relationships. Some felt they were not
getting enough credit or that others were claiming too much. As the homicide rate remained at
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record low levels, interest among Boston officials in supporting the program began to taper off
and key individuals moved on to assume other responsibilities. Most notably, Lt. Gary French,
the police official who had chaired the Working Group, moved out of the Gang Unit to work on
sex crimes and David Kennedy moved to New York. Also, the funding that had been available
for prevention and social service programs was greatly reduced.

By 2004 Boston’s homicide was on the rise — up to 68 compared to 44 in the previous year. In
2005 there were 75 homicides. All of the increase was in youth homicides. Gary French moved
back to the Gang Unit and with the Commissioner’s approval reconvened the Working Group
and the TenPoint Ministers went back to walking their neighborhoods.

The causes of recent gang homicides appeared to have changed. In the 1990s youth homicides
had appeared to be business related — drug deals gone bad or one gang encroaching on another’s
turf. Recent homicides appeared to result from individual beefs — “you disrespected me or one
of mine. | have to get even with you.”

The reconvened Working Group began meeting on a regular weekly basis at Police
Headquarters, chaired by Lt. French. Many of the members were the same ones who had
participated in Cease Fire. The new strategy that has been adopted by the Working Group is
trying to broker truces between the gangs that are in conflict. On the day of our arrival (Nov. 5,
2006) the Boston Globe ran a story that provided some of the details about a truce that had been
in place since being arranged by the group over the summer.

The police have their own intelligence to indicate which gang rivalries are reaching a point of
violence. The city’s gang street workers are used to make the arrangements for the truce meeting
with gangs. Negotiations were initiated by telling each gang that their rivals were interested in
making a peace, although was not initially the case. Each gang was allowed to indicate what
they wanted out of the truce and who, from their rival gang, they would have to see at the truce
meeting in order to know it was for real.

On the day of the meeting the leaders from each gang were met in their home territory, patted
down for weapons and cell phones, and transported by van to a neutral location, the Library of
the Kennedy School for the first truce. The truce mediators had posted a set of rules to govern
discussions and behavior at the meeting. A visible police presence, seen through glass windows,
was provided outside the room. The truce negotiations took no more than 15 minutes to
complete and then it was on to eating pizza and drinking cokes. The youth all seemed to be
relieved by the process. It gives them an excuse for not continuing the violence.

After a truce has been negotiated there is a concerted effort to maintain the peace. Gang
members are given the cell phone numbers of ministers and street workers with whom they
can check out rumors. Working Group members will go out of their way to help gang kids who
are abiding by their agreements. This includes such things as helping them to get city-funded
summer jobs or getting prosecutors to go easy on them on unrelated cases. At the time they were
negotiating the first truce the police knew that there were big cases being developed against
many of the leaders who ended up at the peace table. This confirmed for the police that they had
the right people at the table. Six months later most of them are off the street and doing time.
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The information for the story in the Globe was not released by the Working Group but by higher-
ranking officers in the PD or City Hall. The Working Group would just as soon keep their
operations below the radar and not draw publicity. They feel that all those who need to know
about the truces are being informed. They are not now interested in the kind of national attention
that Cease Fire drew in the past.

Some of the interesting points to come out of our meeting with three TenPoint ministers were
how they got started and their connections with city hall. They initially tried to reach out to gang
kids at funerals. It took a while before they were ready to work with the police. Given their
success in the past, now the Mayor will call in the faith community every three months or so and
compare data on where recent shootings have occurred and the location of their churches. The
ministers are expected to help control things in their neighborhoods.

Dr. Ulric Johnson is the founder of Teens Against Gang Violence and currently runs a program
at Springfield College in Charlestown. When he formed TAGV he had just been hired to develop
and run a prevention program at a community center where drug sales was the major problem.
TAG-V was the result, a multi-generational gang with colors that required parent
participation. Johnson believes that the media and culture reinforce the public’s addiction to
violence. He also feels that kids want to belong to some group and that gang membership is
natural. The issue is who controls the gang.

The primary lessons for LA from the Boston experience appear to be:

e With more resources at your disposal you can take a more nuanced approach to gang
violence, balancing the threat of enforcement with the offer of valued resources and
opportunities.

e Forming relationships with churches and other service providers can increase community
acceptance of enforcement efforts.

» Police and street workers have to work together to further peace negotiations.

e At the community level, all relationships are personal.

e An effective Working Group and personal relationships can overcome organizational
roadblocks.
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NOTES ON BOSTON SITE VISIT

Sessions:
1. Anthony Braga, Kennedy School of Government
2. Lt. Det. Gary French, Boston Police Department
3. Ulric Johnson, Springfield College
4. TenPoint Coalition
Chris Sumner, Executive Director
Rev. Matt Gibson
Rev. Jeffrey Brown

This trip included visits with key participants in the Boston Operation Cease Fire. That project
brought together Law Enforcement, City personnel, service providers and academic to work with
youths who were involved with local gangs. The results of this effort became known as the Boston
Miracle because of their success at curbing gang violence.

A key moment in their formation of the service network was a stabbing at the funeral for another
gang member. The Mayor seized on the occasion to push clergy, service providers, and other to
coordinate their services and focus on that particular population—what they found was that, while
many of them provided services to the same individuals, there was no coordination of those
services. Clergy’s response was the TenPoints Strategy.

‘Governance’ was not a significant issue; the program was led by the Boston Police Department,
who had the ability to call together community members they felt could be key to the project’s
success. The model was based on opening lines of communications with the different targeted
gangs. City “Street Workers”, along with clergy and social service providers, were responsible for
letting gang members know that any retaliation to recent violence would result in heavy police
crackdown on other activities, particularly their drug trade. However, the Street Workers would
also let the gang members know about the availability of support services, anywhere from
counseling to job training and placement. As a result, gang violence dropped from approximately
40 homicides in 1996 to only five in 1999.

According to Braga, key elements of the project included their success at compiling a network of
capacities, or variety of service providers who could respond to a variety of needs presented by the
targeted individuals, and a balance of sanctions (suppression) and providers. In his words, they
worked to develop ways to ‘tax’ bad behaviors. Lt. French, however, felt that the service side of
the formula was lacking, which influenced the ultimate increase in violence.

When the program was implemented, there were about 40 Street Workers from a variety of
backgrounds employed by the City. While some were former gang members, individuals with
serious records were not hired. Currently, they are working with the City’s 40+ gangs, whose
combined membership is estimated at about 1400 members.

According to French, the police had all the information that they needed related to gang violence.
What they were more interested in was reducing the violence to ease pressure on their own need to
respond to retaliation violence. He also noted that Probation Officers helped bring influential gang
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members to the table by negotiating debts, that is, they could get fees, fines and other penalties
against individuals waived in exchange for their participation.

A key component of the project was the “10 Points Coalition”, a network of black clergy, who
assisted in creating the service providers network and conducting outreach to gang members. The
Coalition began in response to escalating youth violence in the early 1990’s. The clergy also could
be critical of law enforcement, while at the same time building relationships with them. Through
the project’s early years, membership was primarily black and Protestant. Recently, efforts have
been made to include Catholic and Muslim leaders.

While the project was effective, is did not include attempts to address long-term structural issues.
For instance, the program did not include the schools as an active partner, however the school
police were involved.

Also according to Braga, the Cease Fire broke down when Lt. French left his post with the Boston
P. D’s Youth Violence Strike Force. Subsequent leadership of that unit became more concerned
with arrests than reducing violence. Gang crime statistics were low at that point, and their focus
shifted to re-entry programs. The Street Workers were also reassigned to community centers and
schools. Interestingly, since that time, the number of homicides and other violence crime has
increased significantly.

The clergy saw the breakdown of the project a bit differently. In their minds, once the violent
statistics went down, the City diverted their attention to other issues and began focusing services
primarily on teens. As well, there was no new leadership, particularly once Lt. French left his post.

Homicide Statistics:
1999: 5

2003: 40+

2004: 68

2005: 75

Only recently has the group begun involving hard-core former gang members. One significant
sample involves a former ‘shot-caller’ who, in partnership with the Clergy and others, has helped
to establish a truce between two of the City’s main rivals. Important attributes that have
contributed to the success of that truce include his relationships with those neighborhoods and
ability to communicate in street terms with gang members. He and clergy members constantly
conduct shuttle diplomacy between both sets, to keep an active dialogue and settle issues as they
arise.

In conjunction with the truce, a unique form of cooperation sprang from an example of non-
communication. Several members of the targeted sets were arrested in sweeps of the housing
projects where they lived a couple days before they were to meet with their rivals. Members of the
Working Group needed to get those individuals released, at least long enough to attend the
meeting. Boston PD, backed by the clergy and others, managed to secure those releases, leading to
successful negotiations.
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Notes on Chicago Site Visit

Billie Weiss and | recently visited Chicago to learn more about their violence prevention initiatives.
Together, we visited with staff of the Chicago CeaseFire, Dr. Irving Spergel from the University of
Chicago and the Illinois Violence Prevention Initiative. Each had important information to benefit the
current study for the City of Los Angeles.

Chicago CeaseFire
Chicago CeaseFire has operated in and around Chicago since 2000. The program includes several
community-focused components, including:

e Community Mobilization

e Public Education

» Faith-based Networking

e Violence Interrupters,

e Qutreach, and

e Police Relations

The program is very targeted to specifically selected “Beats” within police districts. There are 27
operational locations in the City, and another 5 in other communities (East St. Louis, Maywood, North
Chicago, Rockford and Aurora.) There are 25 Districts throughout the City, and nine to fifteen Beats
per District.

Staffing for the project falls into two primary categories, Outreach Workers and Violence Interrupters.
Currently, there are 50 Outreach Workers and 26 Violence Interrupters. Both groups generally mimic
the ethnicity of the communities they serve. Both also tend to have participated in the gang lifestyle,
and most have criminal records. It is estimated that 70% of the Outreach Workers are ex-offenders,
mostly felonies and many serious/violent offenders. For the Violence Interrupters, it is more like 99%.
However, neither group can employ individuals who have histories of domestic violence or crimes
that involve minors. Both groups will hire individuals who are actively on Probation or Parole.

The Outreach Workers focus on individual behavior, acting in part as Case Managers; engaging,
mobilizing and educating the broader community; and interacting with Law Enforcement. Staff work
in teams. Typically, each team includes a Violence Prevention Coordinator, Outreach Supervisor and
up to three Outreach Workers. While the Coordinator deals with the community at large, the others
focus on the gang members and their families. The Outreach Workers are employed by nonprofit
community partners located in the targeted areas. The Violence Interrupters, on the other hand, are
employed by CeaseFire specifically to mediate violence between gangs.

The nature of gangs have been changing in Chicago. Make-up continues to include African-American,
Mexican and Puerto Ricans. However, all three seem to be drifting from highly structured units to
more fragmented associations. This characteristic has made it more difficult to outreach to the gang
members.

It is estimated that there are 120 gangs in the City, although estimates on membership range from
70,000 to 200,000. Gangs are considered to be responsible for about 80% of the homicides annually.
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There is no significant increase in the role of girls, although there is a rise in the number of fights on
school grounds that involve young women.

The program has strong ties to religious institutions. Many churches serve as Safe Havens—for which
some receive compensation. Others participate in community events, particularly responses to
shootings.

Schools do not have a strong relationship with CeaseFire. Outreach Workers do try to get youths back
in school, and will accompany the students to various counseling or related meetings. Otherwise, the
Outreach Workers do not have a significant presence on school ground.

Publicly, staff do not work closely with Chicago PD. However, as there is a strong focus on
preventing the next crime—the retaliation—program staff can provide street information about
potential shootings or other crimes that can work to mitigate a potential act. Police often inform
program staff about where they intend to apply pressure to the gang members. This pressure, often
termed “Just Cause” when it follows the shooting of a child or fellow officer, includes intensive
targeting of gang members for any minor infraction. Also, the Police will often combat gang violence
by making it difficult for a particular gang to continue operating underground businesses. The nature
and location of these businesses are sometimes provided by Outreach Workers.

The program’s annual budget is around $8 million. The budget per community, which usually
includes one or two targeted Beats, is about $250,000. There are generally one or two gangs per Beat.
While the focus is on the Beats, they recognize that the work often engages youths in neighboring
areas.

The community components range from general events, public education campaigns and mobilizing
events within 72 hours of a homicide. Emphasis is placed on making sizeable public showings
following these shootings. Staff also pass out anti-violence materials at these events. A unique aspect
of the Outreach Workers is to advertise their phone numbers for people who can report a potential
shooting. Potential callers include those who think they may be targeted, those who think they might
be directed to do the shooting, other gang members who want to preempt the shooting, or community
members who may have access to this information.

The program includes interventions at hospitals. Shooting victims, it is held, are more open to the
thought of changing their lifestyle, particularly in the moments immediately following their being
shot. This is also a good time to dissuade the victim from considering retaliation. At the same time, the
Violence Interrupters will work with the victim’s fellow gang members. It is held that the best
potential clients are those who have been shot.

The program is almost exclusively working in the intervention realm, as opposed to prevention. The
latter, particularly with the schools, is not included because it would take away from the resources that
are available to work with the gang members directly.
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When selecting new target areas, general guidelines are followed, but can vary for a number of
reasons. High levels of homicides is the primary indicator, although local support and often political
considerations also are factors. As well, the order in which the various components are brought on line
will depend on the local priorities. Funding, as well as existing networks and/or service providers, may
take a part in determining whether each component is implemented up front, For instance, the
community mobilizing is a difficult component because many residents may often be afraid to
participate.

The Outreach Workers are typically full-time. The Project sets ranges for salaries and benefits,
although ultimately the compensation is determined by the local partner. The Violence Interrupters, by
comparison, are contracted through CeaseFire, for part-time work. By all accounts, the Interrupters do
much more work for what they are compensated.

Coordination is maintained through a series of meetings. For instance, the Coordinators meet monthly,
while the Supervisors and Violence Interrupters have separate weekly meetings.

A unique aspect of the project are the Violence Interruptions, or the number of times that the
Interrupters kept violence from occurring. For 2005, there were 250 cases of Violence Interruptions,
when Interrupters mediated potential violence. It is anticipated that the same number will be recorded
this year. Drugs are behind much of the gang violence in the Chicago area. While the Violence
Interrupters do not engage in mediating drug disputes, they do encourage the gangs to resolve their
differences of face serious crackdowns by Chicago PD.

While the staff are not in the schools, the project has partnered with the Chicago School District to
support a form of Safe Passage, based on parent participation. Typically, there is a high police
presence around the schools at dismissal. Project staff also bring together the students from different
schools to meet and interact.

Community Policing came up a couple of times. While overall it was felt that Chicago did not have a
good record of community policing—primarily based on the experiences of senior command--it
nonetheless provided some support to the work that CeaseFire staff are providing the targeted
communities. Generally, the police do interact with other community programs and promote a
network of services for the youths and their families.

Chicago PD also have Gang Details in each District. As noted, there is little public interaction between
the two—as the Police are focused on making arrests. There are regular meetings between program
staff and command staff, and some participation in officer training. However, there is a need to
formalize relations with line staff. There is also a concern that the Police is mimicking the work of
CeaseFire, particularly in establishing a Clergy Network to saturate scenes and conduct other forms of
outreach.

Other community organizations are also copying the CeaseFire activities, but in those cases, the
actions are seen as expanding the level of services, rather than competing or attempting to replace
CeaseFire.
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Reporting of gang violence is different from local policies. For instance, what is reported as gang-
related is what locally is considered gang-motivated, that is, violence conducted to support the gang.
Our gang-related is reported for what it is, e.g., drug-related, domestic violence, or other personal
violence. Nonetheless, there are still enhancements based on crimes that are gang-related and/or
include use of a gun (Extenuating Circumstances).

The role of the Violence Interrupters in mediating violence has increased, because the gangs are
decentralizing, youngsters are coming into positions of power, and new sets are emerging. As
mentioned, there are usually only a handful of gangs in a targeted area. Therefore, the Interrupters are
constantly mediating between these sets, as compared to creating larger understandings across several
areas.

There is a well-established system for collecting the work of project staff, and comparing it to
outcomes. Report forms include:

e Homicide Shooting Responses

e Community Activities

e Conflict Mediations (primarily for the Interrupters)

e Shooting Incident Review, and Volunteer Activity Form

These reports are then collected on a Monthly Report.

An Intake Form, along with the Treatment Plan Outreach-Case Notes and File Review Forms are used
as a form of Case Management for program clients who receive intensive individual treatments. Each
Outreach Worker is expected to maintain a caseload of 25 to 20 clients, and have at least one contact
weekly with each. These contacts are not always clinical, that is, they do not all focus on status of the
Treatment Plan, but are mostly used to keep in touch and make themselves available to the clients.
The caseload was higher, but was reduced because the Outreach Workers complained that the time
commitments for case management kept them from other facets of the work.

Initially, the Project did more reporting, but since the State became the major fiscal source, the amount
of reporting has declined. However, Project leadership recognizes the value of data analysis, and
particularly of measuring outcomes, so activities by area are routinely compared to gang activities
(homicides) in those areas. These measures are also compared to comparable areas and the City as a
whole.

Little Village Project

In addition to staff of Chicago CeaseFire, time was also spent with Dr. Irving Spergel at the University
of Chicago. Dr. Spergel was involved in the Little Village Project, one of the first attempts to create a
systematic approach to managing gang violence. The program has since been used in the design of
several projects nation-wide, under the direction of the US Department of Justice.

The Little Village model included both intervention and suppression. The project was designed to
complement Community Policing, but never really did. Nonetheless, officers were able to establish
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