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Urban Street Gang Enforcement

Foreword

Gangs have been a major contributor to the growth of violent crime in the
past decade. Heavily armed with sophisticated weapons, gangs are in-
volved in drug trafficking, murder, witness intimidation, robbery, extor-
tion, and turf battles. Gangs now operate in cities of all sizes, as well as
suburban communities throughout the United States; gang violence no
longer is limited to major cities.

What is being done to stop gang activity? Federal, State, and local law en-
forcement agencies across the country have implemented innovative and
resourceful initiatives to stop gangs from terrorizing our communities.
Interagency and multijurisdictional efforts range from special units
dedicated to investigating and prosecuting gang-related crimes to state-of-
the-art surveillance equipment and sophisticated data collection and
analysis technologies.

Our purpose in developing Model Strategies for Urban Street Gang En-
forcement was to create processes and strategies that would be useful in
many jurisdictions. No one method will solve the gang problem; however,
some methods are more effective and better suited to certain situations.

This monograph presents strategies to enhance prosecution of gang-
related crimes. It focuses exclusively on enforcement and prosecution
strategies against urban street gangs. The model programs introduced
here offer strategies largely based on the practical experiences of agencies
that participated in a demonstration program funded by the Bureau of Jus-
tice Assistance (BJA) and designed to establish model approaches to pre-
vent and suppress gang violence.

This monograph offers a step-by-step guide for designing and implement-
ing a program based on Model Strategies for Urban Street Gang Enforce-
ment. It identifies and explores innovative methods of prosecuting gang
members involved in criminal activities. Program examples and case stud-
ies from the seven demonstration sites illustrate how local objectives were
met. By documenting and disseminating effective strategies to combat
gang violence, BJA hopes to assist law enforcement agencies.

g
Nancy E. Gist

Director
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Executive Summary

According to the National Institute of Justice (N1J) of the U.S. Department
of Justice, law enforcement agencies in the United States are confronted
with the presence of more than 4,800 gangs and 250,000 gang members. To
help law enforcement agencies combat this menace, this monograph pre-
sents a program model, or prototype, for urban street gang enforcement
that applies whether or not a police department or prosecutor’s office that
wishes to implement the model has a specialized gang enforcement unit.
This model is called Model Strategies for Urban Street Gang Enforcement
(Model Strategies).

The Model Strategies are based largely on the practical experiences of
agencies that participated in the Urban Street Gang Drug Trafficking En-
forcement Program (Urban Street Gang Program) funded by the Bureau of
Justice Assistance (BJA), U.S. Department of Justice, from July 1989
through March 1996. Additional information was obtained through onsite
interviews with police departments, a mail survey with telephone
followup, and a literature review. The program strategies focus almost ex-
clusively on enforcement and prosecution of gangs.

One challenge faced in developing a gang enforcement model is determin-
ing those processes and strategies that may be useful in many jurisdictions
and not just in demonstration sites. Although gangs share characteristics
such as trafficking in illegal drugs, committing violent crimes, and intimi-
dating witnesses, they differ in others, such as degree of organization, eth-
nic background, and use of profits. No one prescription is universal for
treating the gang problem; however, certain methods should prove more
generally effective.

The intended audience for the monograph is primarily law enforcement
administrators, managers, supervisors, and prosecutors. Other criminal
justice and community leaders who may find this document useful in-
clude: Probation and parole directors, judges, corrections administrators,
city or county managers, city or county council members, and public hous-
ing police and security directors.

Model Strategies for Urban Street Gang Enforcement (Model Strategies) is
composed of six key elements:

O Planning and analysis.

m Performing groundwork to articulate the nature and scope of the
community’s gang problem.

m Developing or improving a macro-level gang intelligence database,
establishing realistic goals and objectives to counter gang problems,
and developing strategies to meet objectives.

Although gangs
share characteristics
such as trafficking
in illegal drugs,
committing violent
crimes, and
intimidating
witnesses, they
differ in others,
such as degree

of organization,
ethnic background,
and use of profits.

xiii
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[0 Gang information and intelligence systems, which gather, input, and
disseminate detailed (micro-level) database information.

0 Gang suppression operations and tactics, which use gang data (for
example, on culture, method of operation (MO), and form of
organization) to select enforcement strategies.

[0 Interagency cooperation and collaboration with prosecutors’ offices,
probation and parole agencies, jails and courts, crime laboratories, and
Federal agencies.

O Legal strategies.

Planning law enforcement efforts toward prosecution under the
most punitive charges available, based either on State laws (for
example, felony drug trafficking, homicide, assault, robbery, or
special anti-gang laws) or Federal laws (for example, Racketeer
Influenced and Corrupt Organizations (RICO) Act, weapons,
drug, or other), including laws that take advantage of sentencing
enhancements.

Using lesser charges that may be relatively easy to prove (for
example, violations of nuisance abatement statutes; ordinances
against congregating; and health, building, and zoning codes).

[0 Evaluation to assess strategy development and success.

Performing a process evaluation to document and analyze the early
development and actual implementation of the Urban Street Gang
Drug Trafficking Program (Urban Street Gang Program).

Performing an impact evaluation to measure the program’s effect
and the extent to which its goals were attained.

Studying evaluation results to find ways to improve or expand the
effort.



Chapter 1 Urban Street Gang Enforcement

Introduction

This monograph is designed for law enforcement agencies interested in
developing or refining existing strategies to combat urban street gangs.
The primary audience is prosecutors and law enforcement administrators,
managers, and supervisors. Other criminal justice and community leaders
who may find the monograph useful include probation and parole direc-
tors, judges, corrections administrators, city or county managers, major
city or county council members, and public housing police and security
directors. The program model, or prototype, presented herein for gang en-
forcement is applicable whether or not a police department or prosecutor’s
office has a specialized gang enforcement unit. The prototype is based
largely on the practical experiences of agencies that participated in the
Urban Street Gang Drug Trafficking Enforcement Program (Urban Street
Gang Program), funded by BJA, U.S. Department of Justice.

This chapter discusses the Urban Street Gang Program, explains its pur-
pose and recommended use, and describes its intended users. Listed below
are key elements of the gang suppression prototype, which are described
in Chapter 2 and then discussed in subsequent chapters in greater detail:

O Planning and Analysis (Chapter 3).
Gang Information and Intelligence Systems (Chapter 4).

Gang Suppression Operations and Tactics (Chapter 5).
Although effective

law enforcement is
critical, it represents
only one element

Interagency Cooperation and Collaboration (Chapter 6).

Legal Issues (Chapter 7).

O O 0o 0o ad

Evaluation (Chapter 8).

This monograph provides a clear rationale for the recommendations pre- o
sented. An extensive bibliography in Appendix A details selected publica- ~ ©f @ community’s
tions on topics covering drugs and gangs; gang prevention and efforts to eliminate
intervention; police response to gangs; profiles of gangs in the United
States; public housing, drugs, and crime; schools and gangs; and youth
gangs. For further information, readers are encouraged to contact the
agencies and gang specialists listed in Appendix B, Sources for Further In-
formation and Technical Assistance.

criminal street gangs.

Focus on Law Enforcement

To avoid duplicating other BJA materials, this monograph focuses almost
exclusively on enforcement and prosecution strategies against urban street
gangs. Although effective law enforcement is critical, it represents only
one element of a community’s efforts to eliminate criminal street gangs.

A comprehensive approach is required—residents, prevention specialists,
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private businesses and organizations, schools, and others must get in-
volved. Therefore, this monograph should be considered a companion to
other gang suppression planning documents that encourage interagency
collaboration, resident involvement, and problem-solving approaches.

Urban Street Gang Program

Many strategies described in this publication were used successfully by
seven agencies that were awarded demonstration grants from 1989
through 1992 under Track | of the Urban Street Gang Program. The proto-
type presented draws upon the practical field experiences of these and
other sites; program examples and case studies from the demonstration
sites are included to illustrate how local objectives were met.

Track 11 of the Urban Street Gang Program involved a technical assistance
grant to the Institute for Law and Justice (ILJ), which, in conjunction with
BJA and the demonstration sites, developed the prototype and then pre-
pared this monograph. In the context of the Urban Street Gang Program, a
prototype is a model, but an early version of one. The prototype as a whole
has not yet been rigorously evaluated, but it includes strategies that many
sites have found successful.

The seven demonstration sites that contributed to development of the pro-
totype were Tucson, Arizona; San Diego, California; Atlanta, Georgia; Ft.
Wayne, Indiana; Kansas City, Missouri; Kings County (Brooklyn), New
York; and New York County (Manhattan), New York. The Tucson, Atlanta,
Ft. Wayne, and Kansas City grants were administered by the police depart-
ments in those cities; the San Diego, Kings County, and New York County
grants were administered by the local prosecutors’ offices. At all sites, ILJ
reviewed program data and documents; conducted onsite interviews; ob-
served program activities; and sought recommendations from local police,
prosecutors, and others knowledgeable in gang programs.

Demonstration site key personnel discussed the manual outline at a
grantee cluster conference in December 1992. Prior to publication, BJA and
a panel of expert practitioners reviewed the final draft.

The Riverside and Oakland, California, Police Departments also assisted
this project by granting onsite interviews and permitting ILJ to review
their gang-related data and program materials. In addition, ILJ conducted
a mail survey of 175 law enforcement agencies in cities of 250,000 or more
residents and followup telephone interviews with gang unit commanders
and other police managers at 25 sites that responded to the survey. Some
of the program examples in this monograph were obtained from these
sites. Finally, ILJ conducted a literature review to evaluate the results of
other gang and drug enforcement programs sponsored by BJA.
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Gang Problems Addressed by This
Prototype

A challenge in developing the gang enforcement model was determining
which processes and strategies would be useful in many jurisdictions
while recognizing that each jurisdiction’s resources and gang problems are
unigue. For example, the types of gangs targeted by the demonstration
sites included the following:

O Black Gangster Disciples (BGD’s) and Vicelords from Detroit, Chicago,
and other midwestern cities.

O Crips and Bloods (San Diego, Kansas City, and Tucson).
[0 Dominican and Puerto Rican gangs (New York County (Manhattan)).

[0 Jamaican posses (Kansas City, New York County (Manhattan), and
Kings County (Brooklyn)).

O Local African-American gangs (Atlanta and Ft. Wayne).

O Local Hispanic gangs (San Diego, Tucson, and Ft. Wayne).

These gangs had several characteristics in common, the most important
being:

O Trafficking in illegal drugs.

O Committing violent crimes.

[0 Trafficking in or using illegally obtained firearms.

0

Virtually overtaking certain neighborhoods, contributing to the
economic and social decline of these areas and causing fear and lifestyle
changes among law-abiding residents.

O Using force and threats of force to intimidate witnesses and victims.

This monograph will be most useful for jurisdictions with gangs that ex-
hibit some or all of the above characteristics. Some of the ways that the
prototype acknowledges that gangs differ, however, include:

O The degree to which the gang as a whole is organized as an illegal
drug-trafficking enterprise.

Other types of crimes in which gang members specialize.
Ethnic background and racial composition.

Organizational structure, turf orientation, and migration patterns.

O O 0o d

Ways in which gang members use the profits from their illegal
activities.

Not all gangs of interest to law enforcement are drug-trafficking organiza-
tions; however, the gangs targeted by the BJA demonstration sites were
all involved in selling drugs. Furthermore, although examples in this
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... more than
4,800 gangs exist
across the country,
numbering nearly
250,000 members.

monograph may focus on drug-trafficking gangs, the prototype has
broader application and may be useful in suppressing gangs that commit
other types of crimes or have a different racial or ethnic composition than
those targeted by the demonstration sites. For example, gang-related
crimes may include murder-for-hire (for example, the Spangler posse), ve-
hicle theft (for example, various local gangs and motorcycle gangs), extor-
tion (for example, gangs affiliated with Chinese secret societies or tongs),
home-invasion robberies (for example, Vietnamese gangs), and hate crimes
(for example, skinheads and motorcycle gangs).

According to a recent study sponsored by NIJ, more than 4,800 gangs exist
across the country, numbering nearly 250,000 members.! It is impossible,
however, to identify exact numbers because of differences in local defini-
tions of gang and gang member, differences in recordkeeping systems at
all levels of government, and the constant flow of individuals into and out
of gang affiliations. Some of these definitional problems are discussed in
Chapter 3. However, a primary distinction to make is between hardcore
criminal gang members with their criminally involved adult and juvenile
associates and the young juveniles or “wannabes” who may imitate certain
gang behaviors but who are not involved in serious crimes. This mono-
graph is basically concerned with the first group—the members and regu-
lar affiliates of criminal urban street gangs.

Varying Levels of Law Enforcement
Resources

Nearly half of this country’s 175 largest police departments lack separate
gang units;? units that are in place vary considerably in size, function, and
placement within the overall organizational structure. Although more than
90 percent of U.S. police and sheriff’s departments of all sizes participate in
some type of multijurisdictional law enforcement task force,? usually in-
volving Federal and State enforcement agencies, only about half of the 175
largest departments report belonging to multijurisdictional task forces or-
ganized specifically for gang suppression.*

Working relationships with other police and criminal justice agencies also
vary among departments. For example, housing authority police serve as a
significant resource in some cities but are nonexistent in others. Some po-
lice departments (for example, Ft. Wayne and Tucson) foster solid relation-
ships with probation and parole agencies for the purpose of gang
suppression. Another example is San Diego, where two judges are desig-
nated to hear all major gang cases, differing from most other jurisdictions
that do not have special gang courts.

Although prosecutors in many cities do not distinguish between gang-
related and other cases, prosecutors in some areas, such as Los Angeles
and San Diego Counties, use a vertical prosecution approach in which one
prosecutor or a special team of prosecutors handles all gang-related cases
from start to finish.
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BJA’s Urban Street Gang Program demonstration sites illustrate only a few
of the ways in which gang suppression efforts may be enacted. The Kansas
City Gang Narcotics Intelligence and Enforcement Program, for example,
was managed by the police major in charge of the narcotics division, with
investigative resources provided by the drug enforcement unit. In Atlanta,
where development of a computerized regional gang database was a major
objective, the project was supervised by a police lieutenant in charge of the
special investigations section within the intelligence and organized crime
unit. General oversight for the Ft. Wayne project was provided by the
deputy chief in the detective division, which included a project coordina-
tor (a sergeant in charge of crime analysis and database development) and
a team of five career criminal investigators, two of whom were gang spe-
cialists. In Tucson, the deputy chief of the uniformed division was in
charge of the gang suppression effort. In San Diego, the district attorney’s
(DA’s) office expanded its existing gang unit by adding two attorneys to
work closely with police and DA investigators in developing gang case in-
vestigations. The New York County DA’s Office used BJA’s Urban Street
Gang Program resources to strengthen its homicide investigation unit
(HIU), which focused on Jamaican, Dominican, and other violent drug
gangs of Caribbean origin. In Kings County, the grant was administered
by the head of the Major Narcotics Investigation Bureau of the Kings
County Prosecutor’s Office.
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Gangs in the Year 2000

The California Attorney General’s Office conducted a survey of criminal justice authorities to assess the cur-
rent gang situation and forecast gang trends in the State of California for the year 2000. Published in 1993,
the report, entitled Gangs 2000: A Call to Action, estimates that there are as many as 175,000 to 200,000 crimi-
nal street gang members in California. By the year 2000, that number could rise to 250,000. They will remain
a significant, violent crime threat to all major metropolitan areas and will become a major crime problem for
many of the rural counties.

Specifically, by the year 2000:

O There could be as many as 135,000 Hispanic gang members; 90,000 African-American gang members,
particularly Crips and Bloods; 20,000 Asian gang members; and 5,000 white gang members, including
approximately 600 skinheads. Gang size will range from a few individuals to more than 1,000 members.

O Due to the leniency of the juvenile justice system, gangs will recruit younger new members who will be
used to commit crimes. There will be fourth-generation gang members. The age of gang members will
range from 10 to 40, with many individuals in their late 30’s, and members will stay involved with their
gangs for longer periods of time. There also will be more female gang members and gangs.

O More gang members will become career criminals. Gang members will recognize the benefits of
structure, and a few will evolve into organized crime groups.

O The number of serious crimes attributed to gangs will increase, and the majority of crimes will be
felonious. The number of gang-related assaults, killings, and driveby shootings will reach an
unprecedented high; police will become targets of many gang shootings; and gang warfare will escalate.
Gang members will rely more on the use of concealable handguns and high-powered, large-caliber
automatic assault weapons, and they will begin to use incendiary devices and bombs, including
fragmentation and tear-gas grenades.

O Criminal justice agencies will be engulfed with gang-related investigations, prosecutions, and
incarcerations. Gang members will outnumber law enforcement officers. Gang prosecutions will target
only hardcore gang members. Courts will be gridlocked with gang cases. There will be an unprecedented
number of gang members on probation and parole. The agencies will become “dangerously close to being
solely reactive—rather than proactive—to the gang situation in California.”

Although the report provides a sobering glimpse of the future regarding street gang crime and violence in
California, it does not suggest that the situation is hopeless. Rather, the purpose of the report is to motivate
the State to fashion bold solutions to prevent the future projected in the report.

For copies of Gangs 2000: A Call to Action, call 916-324-5500 or write to the California Department of Justice,
Bureau of Investigation, 4949 Broadway, P.O. Box 163029, Sacramento, CA 95816-3029.




Chapter 2

Urban Street Gang Enforcement

Key Elements of the Gang
Suppression Prototype

Although law enforcement resources, program administration, and type of
gang problems differed among Urban Street Gang Program demonstration
sites, each site was required to incorporate into its program the six key ele-
ments listed in Chapter 1 and described further in this chapter. These com-
bined elements define the gang suppression prototype presented in this
monograph. As stated earlier, although the final model has been refined
based on the individual experiences of each demonstration program and
other sites, these six basic elements remain the same.

Planning and Analysis

In the earliest stages of planning and analysis for a gang suppression ef-
fort, law enforcement officials must articulate the nature and scope of the
community’s gang problem. In many communities—particularly those that
have little experience with gangs—the first reason for conducting a thor-
ough assessment of the problem is to overcome the commonly encoun-
tered denial that criminal gangs even exist. Questions to ask to determine
gang presence include the following: Are warehouses and school baseball
dugouts covered with the graffiti of roving, loose-knit bands of mischie-
vous but otherwise noncriminal youth? Is the increase in shootings a statis-
tical aberration? Is the local market for drugs and weapons controlled by a
handful of independent operators? Or, in answering these questions, is it
indicated that a real gang menace exists? Once gang presence has been de-
termined, questioning can become more directed. For example, investigat-
ing questions such as what gangs exist and which are the most violent,
how large they are, how they are organized, who the leaders are, and what
territories they claim will help yield a clearer picture of the type of gang
problem that exists.

Finding the answers to these and other questions about the nature and ex-
tent of gang presence is an essential first step that leads to establishing re-
alistic goals and objectives (Chapter 3), developing or improving a gang
intelligence database (Chapter 4), and developing strategies aimed at meet-
ing these goals (Chapter 5). Many police departments have paid a high
price for hastily devised efforts such as neighborhood gang sweeps. Poten-
tial risks of such efforts include injury to officers and innocent bystanders,
recurrence of the problem a few days or weeks later, legal problems, and
alienation of witnesses and residents who might otherwise provide valu-
able information and assistance.

A thorough analysis and carefully designed plan are essential for convinc-
ing department administrators and other agency directors, elected officials,

In the earliest
stages of planning
and analysis for a
gang suppression
effort, law
enforcement
officials must
articulate the
nature and scope
of the community’s
gang problem.
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and the public, among others, of the need to devote resources to a con-
certed gang suppression effort. Furthermore, following a well-thought-out
plan is likely to have safer and longer lasting results. Chapter 3 details the
planning and analysis phase of a gang suppression effort.

Gang Information and Intelligence Systems

Intelligence gathering and database support are closely linked with the
planning and analysis phase. While the planning and analysis phase may
be viewed as a macro analysis, the intelligence and database support phase
is concerned with a finer level of detail. It addresses what information
should be included in the gang database (for example, names, affiliations,
associates, monikers, criminal histories, methods of operation (MQO’s),
identifying marks, and addresses), how the information should be gath-
ered and from what sources, and how this information may be dissemi-
nated to those who need it.

The intelligence gathering and database development phase also necessi-
tates the following:

O Using common definitions and establishing criteria for inclusion in a
gang database.

[0 Developing information sources (for example, patrol officers, gang
specialists, and informants) and systems for managing the information
provided.

0 Obtaining information from outside databases.
O Disseminating gang information.

Chapter 4 discusses the development of gang information systems to sup-
port tactical and management decisions and presents examples and case
studies.

Gang Suppression Strategies and Tactics

The third element of the prototype encourages the use of gang information
developed during the information support phase to select and implement
enforcement strategies and tactics. It encourages carefully planned en-
forcement actions, with the goal of devising a comprehensive plan to
eliminate the targeted gang or gangs. Such a plan includes:

O Careful consideration of the gang’s cultural background, MO, form of
organization, and unique characteristics.

[0 Development of strategies that will ultimately incapacitate gang leaders
and the most violent and criminally involved members and associates.

[0 Specific agreements with other criminal justice agencies in support of
the overall strategy.
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0 Followup involving all possible resources to secure and strengthen
targeted neighborhoods and to prevent other gangs or gang members
from filling the void left by successful gang elimination efforts.

This framework provides a range of options for devising strategies to ad-
dress local problems. For example, the San Diego County District
Attorney’s (DA’s) gang unit and the New York County DA’s Homicide In- . i
vestigation Unit (HIU) used approaches appropriate to their individual Collaboration with
situations. The San Diego strategy used paid informants to make video- other criminal
taped drug buys in targeted neighborhoods, resulting in the eventual ar-
rest of street-level and mid-level members of the Crips, the Bloods, and o
another gang. The majority of gang members arrested pleaded guilty and critical to the
were sentenced to prison. In contrast, the New York County strategy used success of a law
undercover investigators who infiltrated the organizations of targeted

justice agencies is

Jamaican and Puerto Rican gangs and made drug and gun purchases that enforcement
resulted in multiple indictments of gang leaders. agency spear-
Chapter 5 summarizes key characteristics of various criminal gangs, heading a gang
including cultural factors, criminal history, organizational type, and enforcement
strengths and vulnerabilities. It also offers general guidelines for selecting initiative

tactics in light of these characteristics, discusses possible drug and gang
investigation and suppression tactics, and provides an overview of the role
of directed patrol activities, community policing, and enforcement of
abatement ordinances and various codes and statutes.

Interagency Cooperation and Collaboration

Collaboration with other criminal justice agencies is critical to the success
of a law enforcement agency spearheading a gang enforcement initiative.
Cooperation between police and prosecutors and coordination with proba-
tion and parole agencies, jails and courts, crime laboratories, and Federal
agencies are also essential.

Chapter 6 discusses vertical prosecution strategies, using detailed ex-
amples from Pima County, Arizona, and San Diego County, California.
Prosecutor and police strategies for witness identification and protection,
essential in gang-related cases, are presented. Also covered are motions to
deny bail and other measures used successfully by gang prosecutors. In-
cluded are examples of police cooperation with probation and parole agen-
cies to establish and enforce conditions of probation.

The gang suppression prototype recommends coordination with jail and
prison officials for several reasons: To enable jail officials to prepare for an
influx of arrested gang members, to attend to special courtroom security
needs, to arrange interviews of imprisoned gang members, and to facilitate
the flow of information gathered by jail and prison personnel. Coordina-
tion with the crime laboratory can result in more efficient and accurate
processing of physical evidence as well as improve the scheduling and
effectiveness of crime laboratory personnel court testimony.
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Finally, the prototype encourages cooperation with Federal agencies,
which can benefit from extensive gang information accumulated by local
agencies and from local agency experience in combating street gangs. Lo-
cal agencies often find the Bureau of Alcohol, Tobacco and Firearms (ATF)
a valuable partner in street gang enforcement because of its information
about gun dealers, its ability to provide intelligence and trace the origin of
weapons, and its backing by powerful Federal weapons statutes. Many
functions of the Federal Bureau of Investigation (FBI), Drug Enforcement
Administration (DEA), and Immigration and Naturalization Service (INS)
also can be applied to specific local gang problems. In addition, the U.S.
Marshals Service may assist with witness protection, fugitive apprehen-
sion, and asset seizure and forfeiture.

Legal Issues

As the discussion of interagency collaboration suggests, the gang suppres-
sion prototype recommends exploring all possible legal avenues to inca-
pacitate gangs and remove violent gang members and associates from the
community. Often the most productive route is prosecution in State courts
on felony drug trafficking, homicide, assault, robbery, or other appropriate
charges. Other situations lend themselves to a collaborative effort with the
U.S. Attorney and other Federal resources toward prosecution under Fed-
eral weapons, drug, Racketeer Influenced and Corrupt Organizations
(RICO), or other laws. Chapter 7 presents major considerations involved in
pursuing these options, along with case examples, including the Philadel-
phia Violent Drug Traffickers Project.

In recent years, many States have passed specialized gang statutes, with
the California Street Terrorism Enforcement and Prevention (STEP) Act
serving as a model. These statutes may make active membership in a street
gang by itself a separate offense; more often, they allow sentence enhance-
ments for gang-related crimes. Chapter 7 covers some of these laws, the
extent of their use, the results of their application in selected jurisdictions,
and the burdens of proof involved. It also covers the applicability of State
and local laws to gang problems, such as nuisance abatement statutes; or-
dinances against congregating; and health, building, and zoning code vio-
lations. Finally, Chapter 7 relates the experiences of certain jurisdictions
with administrative regulations, such as school policies that ban pagers
and the display of gang colors.

Evaluation

Regular monitoring of operations and ongoing assessment of progress to-
ward meeting stated objectives are essential features of the gang suppres-
sion prototype. Without systematic evaluation, the police department and
community cannot adequately assess the effectiveness of the gang sup-
pression strategy. Careful evaluation will illuminate strategy strengths and
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weaknesses and suggest ways for improvement. Evaluation results will
also help other jurisdictions apply the prototype in their own communities
and, with evidence of success, provide funding sources.

Chapter 8 presents some basic concepts to consider in conducting evalua-
tions. Although evaluation is the last phase covered in this monograph,
preparation for evaluation must occur earlier during the project planning
stage. As noted in Chapter 3, planning and analysis will help describe the
environment in which the program is operating, as well as provide more
specific information about gangs and their impact on the community. It
may also reveal areas where new data collection procedures are needed.
Because planners must determine up front how they will measure project
success, evaluation design is an important part of establishing project
objectives.

In general, the evaluation seeks to answer several critical questions:

[0 Was the program implemented as intended?
What specific activities were implemented?
Did these activities help attain specific objectives?

Were the program goals achieved?

O O 0o d

To what extent were successes or failures a result of factors external to
the program?

To answer these questions, a two-stage approach to evaluation is needed:

O A process evaluation, documenting and analyzing the early
development and actual implementation of the program.

[0 An impact evaluation, measuring the program’s effect and the extent to
which its goals were attained.

Although the evaluation need not be tedious or expensive to produce
meaningful results, it must consist of more than a simple listing of the
number of arrests, amount of drugs seized, and number of weapons confis-
cated. To be effective, the evaluation should offer useful management in-
formation for the constant revision and improvement of operations.

To be effective, the

evaluation should
offer useful
management

information for the

constant revision
and improvement
of operations.
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Planning and Analysis

Police managers and prosecutors emphasize the importance of planning
before launching any major anti-gang effort. In some cases, this advice fol-
lows an agency'’s failure to plan carefully enough. At one extreme, the
community—and at times even the police—may simply refuse to admit
that a gang problem exists. At the other extreme, a recognized gang prob-
lem is attacked quickly through crackdowns or street sweeps, but with
little thought to the importance of gaining community support beforehand
and following up afterward.

This chapter reviews the main tasks associated with planning gang sup-
pression strategies, namely:

O Clearly defining common key terms such as gang, gang member, and
gang-related so that data comparisons across agencies will be
meaningful.

O Using information and intelligence both from inside and outside the
agency to clarify the nature and extent of the gang problem.

[0 Using information and intelligence to target priorities (that is, specific
gangs, neighborhoods, and individuals) and then develop enforcement
strategies accordingly.

O Inventorying all possible resources inside and outside the department
that may be used to address the gang problem.

[0 Keeping the effort focused by developing specific goals, objectives, and
priorities.

O Ensuring that adequate management tools are in place, including a
time/task plan, written policies and procedures, and an evaluation
plan.

The Need for Common Definitions

The way in which agencies define gang, gang member, hardcore gang
member, gang associate, gang-related crime, and other terms significantly
affects planning and analysis. For example, in the Chicago Police Depart-
ment, a crime in which one or more parties (that is, perpetrator, victim,
and witness) have gang affiliations is classified as gang related only if a
gang motive is determined. By contrast, in Los Angeles, gang affiliation
alone is enough to apply the label “gang related.”

Because information will be gathered from sources outside the depart-
ment, as well as outside the city or county, it is necessary to adopt com-
mon definitions, at least within the jurisdiction and region. Agreeing on
definitions is also critical to the development of a uniform gang intelligence
database, useful to all States and agencies (see Chapter 4).

The way in which
agencies define

gang, gang

member, hardcore

gang member,
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Analysis

“Every writer on warfare, from the time of the ancient Chinese warrior
Sun Tzu to the present, has stressed the principle of knowing your enemy
and his strengths and weaknesses as well as your own.”® Analysis allows
law enforcement agencies to understand the mechanics of the “enemy”—
violent street gangs whose members often have more sophisticated weap-
ons than the police—by seeing it “from the inside out.” This chapter is
intended to help law enforcement agencies ensure that gangs are not also
armed with better planning and analysis capabilities. To win the war on
gang violence, community police departments must have detailed infor-
mation about the following:

O Nature and extent of the gang problem.

0 Environment in which the gang problem exists.
[0 Resources available to combat the problem.
0

Community and police department strengths and weaknesses and
potential pitfalls associated with planned solutions.

Analysis can help accomplish the following goals:

[0 Overcome denial of the gang problem within the community or police
department.

O Enable the department to develop a realistic plan of action.

O Ensure that the enforcement strategies selected are based on accurate
assessments of gang operations and accurate profiles of key gang
members or associates.

[0 Help develop or improve a computerized gang database (Chapter 4).

O Provide baseline information for developing performance standards
and evaluation measures (Chapter 8).

Types of Analysis

Experts at the Middle Atlantic Great Lakes Organized Crime Law Enforce-
ment Network encourage law enforcement to distinguish among three
basic types of analysis: crime analysis, including analysis of problems that
contribute to crime but are noncriminal in themselves; investigative analy-
sis; and strategic analysis.®

Each analytic type offers distinctive features. Crime analysis involves ana-
lyzing data from the past (for example, a series of crimes committed in a
particular geographic area), with the objective of preventing similar
crimes. Traditionally, crime analysts have compiled such data from arrest
reports, offense reports, computer-assisted dispatch records of calls for ser-
vice, and other official records. However, police departments increasingly
are embracing a community-oriented policing philosophy that encourages
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not only crime analysis, but also examination of noncriminal incidents that
create community problems (such as gang members congregating on street
corners) and the underlying causes of crimes and problems. Informational
sources for problem analysis include official criminal justice agency
records and community residents and agencies. Thus, the individual
officer’s gang-related problem analysis also should be considered.

Investigative analysis involves analyzing current data that may be useful
in completing an ongoing investigation or prosecution. This term actually
encompasses many types of analyses, including telephone toll, association,
financial, and flow analyses.

Strategic analysis is conducted outside the course of a specific investiga-
tion and is concerned with a particular criminal group (for example, crimi-
nal street gangs) or criminal activity. The aim is to give decisionmakers
information about trends, predictions about future crimes, and recommen-
dations for strategies and policy. The differences among these three types
of analysis as distinguished by time, purpose, and subject are summarized
in Exhibit 1.

Exhibit 1 Types of Analysis

Distinction Crime/Problem Investigative Strategic

Time Reactive to past Responsive to present Predictive of future

Purpose Crime prevention Solution of current case Management tool

Subject Series of crimes Particular investigation Group or criminal
activity

Marilyn P. Sommers, “Law Enforcement Intelligence: A New Look,” International Journal of Intelligence
and Counter Intelligence, Intel Publishing Group, Inc., Vol. 1, No. 3, p. 26. (n.d.)

Levels of Analysis

In planning the community’s gang suppression strategy, it is useful to con-
sider strategic analysis on two levels: (1) global, involving an assessment of
a criminal group (for example, criminal gangs) or a particular crime type
(for example, drug trafficking), with a comprehensive gang suppression
strategy end product, and (2) specific, involving an analysis of a given
group’s involvement in a specific type of crime (for example, the involve-
ment of the 47 Hoover Crips in drug trafficking), the end product being an
operational plan targeted to a specific gang or specific gang members.

The narrower the topic, the more specific is the information produced.
Thus, a specific level of strategic analysis, typically conducted by investi-
gators, is essential for planning enforcement actions aimed at specific
gangs or gang members. However, only by first conducting a global as-
sessment of the community’s larger gang problem can the police depart-
ment develop a comprehensive strategy for gang suppression.

15
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Of course, information must flow between the two levels of analysis. En-
forcement action planned at the specific level should complement the over-
all suppression strategy. Similarly, the results of any such enforcement
action should be available to decisionmakers so that the overall strategy
can be modified accordingly.

Assessment of Criminal Gang Activity

Several basic tasks are involved in assessing criminal gang activity. These
include determining the nature and extent of the gang problem, consider-
ing patterns and trends of gang activity, examining the environment in
which gangs operate, and using various information sources to collect use-
ful raw data.

The Nature and Extent of the Gang Problem

The first assessment task is to determine the nature and extent of the
jurisdiction’s gang problem. This assessment moves the department and
community away from generalities (for example, “We have a serious gang
problem” or “We have no gang problem”) to specific information about
the number of criminal gangs, their main characteristics, the crimes in
which they are involved, and the neighborhoods that are in greatest
jeopardy.

Compiling and analyzing information on specific gangs and gang mem-
bers is necessary to inform investigators as well as the public. Although
certain details about gang members and activities will be included in an
intelligence database but not released to the public, other assessment re-
sults can and should be available to other agencies and the public to help
ensure that the jurisdiction’s gang problem as a whole is neither under-
stated nor overstated.

Information to be obtained and organized includes the following:

[0 General information.
= Number and names of gangs and their subgroups (or sets).
= Number of members and associates.
m Locations of gang-related crime.
m  Types of gang-related crime.
m  Victims of gang-related crime.
0 Information on specific gangs and gang members.

m  Names of leaders, violent members, and key associates (include
information such as identifying characteristics, criminal history,
methods of operation (MQ’s), probation or parole status, and
anticipated release dates of incarcerated members).



Urban Street Gang Enforcement

Age range of gang members.
Gender of gang members.
Ethnic composition of gang.
Organizational structure.
Recruiting process.

Identifying signs (for example, graffiti, tattoos, and colors or hand
signs).

Geographic range of criminal activity.

Extent of involvement in drug trafficking (include information such
as drug-trafficking locations, including those beyond the agency’s
jurisdictional boundaries; drug types and sources; and drug
customers).

Extent of involvement in weapons offenses (include information
such as weapon types and sources).

Extent of involvement in other crimes.
Relationships with other local gangs.
Linkages to gangs in other jurisdictions.

Patterns of spending or investing profits of crime (for example,
purchases of luxury items, investment in real estate or legitimate
business, and transportation/transfer of funds out of the country).

Analysis of the above information can reveal important patterns and
trends, the usefulness of which is covered in the following sections.

Gang Patterns and Trends

To produce an accurate understanding of gang activity, the assessment
process must 