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of the facilitator.

COURSE DESCRIPTION

This lesson provides members with a briefing on BPD’s Group Violence Reduction Strategy
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GENERAL COMMENTS

This lesson incorporates less student engagement than Module 1. The purpose is to fully
familiarize members with BPD’s Group Violence Reduction Strategy (GVRS) which is being
implemented in 2022, as well as BPD’s expanded Victim Services Program. Also, the purpose
is to emphasize how GVRS and Victim Services are examples of using problem solving and
community engagement to address a serious chronic problem (gun violence) in Baltimore.

It is anticipated that the lesson will be delivered by members of the BPD Group Violence Unit,
the BPD Victim Services Unit, and/or representatives from MONSE (Mayor’s Office of
Neighborhood Safety and Engagement).
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COURSE TITLE: Fall 2022 In-Service Training

LESSON TITLE: Module 2: Group Violence Reduction & Victim Services

PRESENTATION GUIDE

FACILITATOR NOTES

I. ANTICIPATORY SET

Good morning, my name is ...

This hour and next we want to give you a concise
briefing on two things:

e Baltimore’s new approach to Group Violence
Reduction. The city has developed a Group
Violence Reduction Strategy — GVRS — and
BPD has created a Group Violence Unit. We
want you to understand the strategy and what
the unit is doing, and to recognize how it is
based in equity, public health, and trauma-
informed practices, and intertwined with
problem solving and community engagement.

e Also, BPD has expanded its Victim Services
Program. This program, which includes
numerous partners, is coordinated with GVRS
but also serves other violent crime victims as
well as family members of homicide victims.

Time: 10 minutes
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Module 2:
Group Violence Reduction & Victim Services

Facilitators should introduce

themselves, providing a synopsis of
their BPD experience, including
any expertise or experience directly
related to this lesson.
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Let’s start with this 8-minute video that provides an
overview of GVRS and the partners involved in it.
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GVRS Intro Video

Here is the link for the video (8:15
in length): Group Violence
Reduction Strategy: An
Introduction — YouTube

Il. INSTRUCTIONAL INPUT (CONTENT)

That video does a good job of summarizing the GVRS
approach. We want to fill in a few more details and we
also want to show you that GVRS is an example of the
kind of problem solving and problem-oriented
policing (POP) that we discussed over the last couple
of hours.

ASK: Who remembers the first step in POP?

SAY: Right, Scanning. You might recall that the
purpose of scanning is to identify new and/or
continuing problems.

ASK: Anybody have any doubt that gun violence is a
continuing problem in Baltimore?

SAY': Here’s a snapshot of homicides and shootings
over a 5-year period, 2016-2020. One thing to note
from the bar chart on the right side of the slide is that
the city-wide numbers didn’t change much over the 5-
year period.

Based on these data, a decision was made to first
concentrate on the Western District, since it had the
highest number of both homicides and shootings.

Time: 100 minutes (includes a 10-
minute break in the middle)

Look for: Scanning, the first step in
the SARA process.

Look for: No.

Slide 4

SCANNING: Homicides and Shootings, 2016-2020



https://www.youtube.com/watch?v=2EVw__anbPc
https://www.youtube.com/watch?v=2EVw__anbPc
https://www.youtube.com/watch?v=2EVw__anbPc

ASK: Who remembers the second step in POP?

Look for: Analysis.

SAY: That’s right, Analysis is the second step in the
SARA process. The purpose of analysis is to dig into
the problem to figure out what it is, where it is
occurring, who is involved as offender and victim, and
why it’s occurring.

Consultants working with BPD helped to do a
thorough problem analysis of gun violence in the
Western District. We’ll just highlight a few things that
they found.

One thing they found was that victims and suspects
weren’t all young. In fact, the average age was over
30. Altogether, 70% of victims and suspects were
between the ages of 16-34. Over a quarter, 28%, were
age 35 or older.

ASK: What method was used in most of the
homicides?
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Look for: firearms — nearly 90%.

SAY': Another thing they found was that 80-90% of
the homicide and shooting suspects and victims were
already known to the criminal justice system. This
included prior arrests, convictions, probation, and
incarceration.
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Western District = 2020 homicides and Non-Fatal Shootrgs

SAY: Part of the analysis looked just at homicide
victims. They found that 70% of the homicide victims
were members of criminally-active groups.

This is where we start to appreciate the “G” in GVRS
—in a lot of the gun violence in Baltimore, both
victims and suspects are members of criminally-active
groups.
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That fact, which is true in many cities, not just
Baltimore, suggests that it might make sense to target
groups, not just individuals, as a way of trying to
reduce gun violence.

Let me point out some other interesting patterns in this
data about homicide victims in the Western:

e Almost 1/3 resulted from personal disputes,
either ongoing or sudden — and of those, over
half the victims were group-involved.

e Over 1/4 resulted from group disputes, and
most of those were internal group disputes — 13
versus only 5 that were between groups.

SAY: The problem analysis then turned to the
criminally-active groups in the Western. They
identified 18, some with multiple subsets, comprising
600-700 group members in total. That might sound
like a large number, but it represents less that 2% of
all the residents of the Western District. And, of
course, not all of those 600-700 group members are
equally active.
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Western District —
Major Group Areas

SAY': Another component of the problem analysis is
what’s called social network analysis. SNA uses data
and intelligence to link people and groups together.
The slide depicts an example of how some members
of one group are connected to members of other
groups within the Western.

ASK: What’s the value of a social network analysis
like this?
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Social Network Analysis—
Poe Homes

Look for:

e Targeting those individuals
who are connected to others
might have a bigger impact
than targeting people with few
Or no connections.

¢ Individuals with a lot of
connections may be formal or
informal leaders, whether
within their group or even
across groups.




SAY: This slide provides a summary of what was
found in the analysis stage.
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SAY: There is also a deeper level of analysis. We
need to ask why there is a high level of gun violence
in the Western District, versus, say, the Northern
District.

There is plenty of debate around the answers to that
kind of question. But there are several factors that
seem to help explain it:

e Because of segregation and redlining, we have
parts of the city where the quality of educational,
financial, medical, and housing resources,
particularly for African Americans, has been
chronically poor.

e People living in these communities have
experienced trauma, which not only affects their
own self-image and behaviors, but how they
interact with others (including law enforcement).

e There is a kind of vicious cycle in some of these
communities. Because there is a high level of
violence, people carry guns for self-protection.
And because of fear and trauma, they sometimes
respond violently to what seem to us like minor
disagreements or misunderstandings.

When we turn to the next stage of POP, the Response
stage, we need to tailor our responses to what we
know about the problem — both the basics of what,
who, and where, but also the deeper reasons for why.
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SAY': Response is the third step in the SARA process.
This is where we decide how to address the problem,
and then do it.

This slide summarizes two main approaches to gun
violence that many people tend to think of. Neither
approach has been successful by itself.

The traditional law enforcement approach has been
able to hold some individuals accountable, but hasn’t
reduced violence and has harmed communities and
hurt public trust.

The root causes approach might work in the long run
but doesn’t address violence that’s happening right
now.
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SAY: So that brings us to GVRS. It recognizes
violence as a public health crisis, and tries to address
root causes through an environment of collaboration
and coordination. In recognizing the harm done by
traditional law enforcement methods, it focuses only
on those groups of individuals driving violence, and
uses the lightest footprint possible. It’s not a panacea,
not a miracle cure. But it is based on what we know
about the problem, and it has worked really well in
other cities.

Do you remember our POP example from this
morning — assaults in and around bars? A key lesson
was to concentrate on the few bars that actually had
the problem. Similarly, a key element of GVRS is to
concentrate on the most active groups and on the small
number of people directly involved in gun violence.
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What s the Group Violence
Strategy (GVRS)?
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SAY': Another key element of GVRS is that it’s not all
police. Just like we talked about last hour, problem
solving and crime reduction are more likely to be
effective when police work with partners.
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More specifically, here are some of the partners
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SAY: An important part of the Response stage is
being clear about what you are trying to accomplish.
These are the goals that GVRS is designed to
accomplish. When we get to the Assessment stage, the
second “A” in SARA, these are the criteria against
which GVRS will be evaluated.

You’ll notice that arrests are not part of the goal of
GVRS. That doesn’t mean that we won’t still try to
arrest every person who commits gun violence. But
the goal is to reduce the violence. Homicides and
shootings going down will be the indicators of GVRS
success.

The "Triple Bottom Line" -
Goals and a Unifying Set of Values

. Reduce homicides and shootings

. Decrease redidivism and improve outzomes for those
2t tha highest risk of violence

3. Strengthen police-community r=lations and trust

SAY: Remember, the “G” in GVRS refers to groups.
As noted earlier, 70% of the homicide victims in the
Western were involved in criminally-active groups.

This slide describes what we mean by a street group,
which is not the same as a gang. Of course, a gang is
an example of a group. But the term group is more
general, and in fact we see more groups here in
Baltimore than gangs.
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SAY: So, in practice, how is GVRS going to work?
This slide lays it out and the following slides provide
some more detail. But in a nutshell, here’s how it will
work:

Step #1 -- Identify the highest risk people & groups
for homicide and serious violence, based
on data, intelligence, and analysis
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Step #2 -- Weekly meetings to coordinate efforts
within BPD and with community and
city partners

Step #3 -- Notify highest-risk people of their risk —
suspects & victims

Step #4 -- Offer support and alternatives to the
highest risk people

Step #5 -- Focused enforcement only on those who
don’t desist from violence

SAY: This slide really emphasizes the necessity of
identifying that small number of people most at risk of
shooting or being shot. We can’t afford to spread our
GVRS resources and attention all over the place. It’s
critically important that our efforts be focused.

We mentioned before that the problem analysis found
18 groups with a total of 600-700 people involved in
the criminally-active groups in the Western. That’s
still a lot of people. However, experience has shown
that only 10-20% of group members are responsible
for the majority of the violence.

The strategy, then, is for BPD, working with its
partners, to pick out the most active group. Let’s say it
has 50 members. GVRS will identify the 5-10 people
in that group who are responsible for the majority of
the group’s violence. Those 5-10 people will get the
notifications, the moral voice of the community, the
offer of services, and the promise of heavy

prosecution if their group doesn’t desist from violence.

Once that group has been addressed, whether through
desistance or enforcement, attention turns to the next
most active group, using group #1 as the example in
messaging to them. This is the approach that has been
used successfully in other cities.

SAY: This slide fleshes out the weekly coordination
meetings. On one level, GVRS efforts need to follow
the problem analysis. But things change too. The
weekly meetings are intended to constantly refresh the
analysis based on real-time dynamics — what’s
happening right now.

Slide 20
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SAY: This is a crucial part of the strategy. Through
group call-ins and individual custom notifications, key
members of groups get the message that they are at
risk, that BPD is already focused on them, but they
have alternatives. If they follow through with the
alternatives and desist from further violence, they
won’t get any special attention from police.

But, and this is an important part of the message, if
they or other members of their group don’t desist, then
their whole group will get BPD attention. So they are
a messenger to their group. Of course, this only works
if the threat is credible. We’ll come back to that.
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@ Communication to Groups

SAY: We might like to think that police delivering a
clear message would be enough, but we know that’s
not true. Another part of the message is “the moral
voice of the community.” GVRS tries to incorporate
this in call-ins and custom notifications. Some of the
more effective deliverers of these messages are:

e Mothers and grandmothers

Fathers, brothers, sisters

Clergy

Family members of homicide victims
Community partners like Roca, Yap, and Safe
Streets
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SAY: Along with the clear police message, and the
moral voice of the community, is the genuine offer of
support and services. The Mayor’s Office (MONSE) is
coordinating the delivery of all kinds of services and
opportunities that, in the past, were probably in short
supply. This time, there is substantial funding to make
these kinds of services available more or less right
away — fast-tracking will be important.

Not everyone will need all of the services listed on the
slide, but most of the victims and suspects targeted by
GVRS will need some assistance.

You might note that some of the listed services — like
bus passes and help getting a valid ID — aren’t exactly

Slide 23
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expensive or complicated. But sometimes they are a
hurdle that’s hard for a person to overcome without a
little help, and that little help can make a difference.

SAY: This slide summarizes the rationale behind the
GVRS approach as we’ve described it so far.

Changing the dynamics of the group, rather than
simply targeting individuals, is really crucial. An
important part of the notifications is putting those
highly-active group-involved members on notice that
their group has to desist from violence, or else there
will be consequences.
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@ Why Group Enforcement?
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SAY': You might be skeptical about whether this
GVRS strategy can actually work. In fact, it’s been
used in a lot of cities, and it has proven to be effective.
This slide cites three examples from studies — the top
two are ones that aggregated results from multiple
studies.

The evidence is consistent that GVRS, sometimes also
called focused deterrence, is an effective strategy.
e |t has reduced violent crime
e It has reduced shootings involving group
members
e |tisefficient in that it reduces violence while
targeting smaller numbers of people and
groups
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SAY': Some of you might know that this approach was
tried twice before in Baltimore, without much success.
The consensus is that it was implementation failure —
there was a good plan, but it wasn’t executed.
Problems included inadequate resources and lack of
cooperation and coordination. This time, there’s a
stronger commitment to do it properly.
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Interestingly, Oakland, California has had a similar
history of failed implementation. But then they got it
right the third time, as shown on the next slide.

You can see the decrease in homicides and shootings
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SAY: This slide emphasizes that the objective of Slide 28

police action in GVRS is prevention — providing
resources and making consequences so clear and
credible that group members will desist from violence.

We haven’t emphasized this so far, but a credible
threat of enforcement is necessary to make the GVRS
message successful. What often happens, at the outset
of GVRS, is that group members think it’s a bluff, that
there won’t really be any consequences. Police, and
also prosecutors, have to follow through in order to
show that they aren’t bluffing. Each time they do, the
next messages land with more credibility.

It’s important to emphasize as well that messaging has
to be respectful. Procedural justice comes into play
here — messaging that is clear, respectful, fair, and
trustworthy is most likely to have the desired effect,
and it helps build rather than damage public trust.
Remember, it’s not just the group members who are
watching what is going on — family, friends,
neighbors, and others are listening and watching too.

We mentioned earlier that one of the goals of GVRS is
to strengthen community relations and trust. If GVRS
works to make communities safer while using fair and
just methods, that will help build police legitimacy. In
the long run, it is critically important that BPD be seen
by the people of Baltimore as an effective,
trustworthy, and legitimate institution.
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SAY: This slide shows where we’re at with GVRS.
The design phase is over and the operational phase is
underway, starting in the Western District. You have
seen BPD Broadcasts about it. As of late August:

e 180 individuals had been engaged by GVRS,
including:
o 43 custom notifications
o 38 referrals to Roca and YAP
o 9 emergency relocations

e 3 GVRS-related group takedowns

e 33% reduction in homicides in the Western, year-
to-date

e 18% reduction in non-fatal shootings.

The intent is to expand to other districts once we see
an impact in the Western and as we get more
experience implementing the GVRS approach.
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0 Baltimore GVRS: Where we are now
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SAY: As you can see from what we’ve discussed,
GVRS is still in its early stages. At this point, we
know that every BPD member, not just those in GVU,
can serve as eyes and ears, helping identify individuals
and groups driving violence.

As GVRS expands, members will likely become more
involved in delivering GVRS messages and also
identifying community members who can help
influence those at risk. You should expect further
guidance on this in the near future.
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Note: This information about
members’ roles in GVRS will be
updated as strategy implementation
continues and expands.

SAY: This slide represents the big picture.
Implementing GVRS is the immediate intervention,
but the expectation is that other efforts across the city
will contribute to longer-term prevention and
transformation.

No one wants to see 1,000 murders and shootings
continue every year. GVRS is the first step in what
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should become a longer-term commitment to dealing
more effectively with the root causes of violence in
the city.

Victim Services

SAY: An important component of GVRS, and of
community engagement, is victim services. Obviously,
crime victims, and especially violent crime victims,
suffer, whether it’s physically, emotionally, and/or
financially.

Something that’s important to remember is that

victims usually encounter an officer or a detective

before the Victim Services Unit comes into play. In

your day-to-day duties, don’t forget that:

e We all have a responsibility to treat victims with
sympathy, empathy, and compassion.

e We’ve all had training in trauma-informed
responses.

e We all should be knowledgeable about services
available to victims.

e We all have the opportunity to give victims a
positive start to their recovery and a hand-off to
more formal victim services.

A 2021 report concluded that the City and BPD need
to do better at victim services. Among the report’s
findings were that:

e Victim services have been under-funded and
under-staffed.

e Much more attention needs to be paid to victim
trauma, including at crime scenes and when
making death notifications.

e There has been a tendency to make a distinction
between deserving and undeserving victims.

e Victim safety needs more attention.

The Report offered 21 recommendations which the
City and BPD are in the process of implementing.

Certainly, there are some ways that BPD can help
victims directly, plus we can connect victims to a
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variety of other service providers who specialize in
helping people recover from trauma.

You’ve already seen how Roca and YAP are working
with shooting victims, trying to head off retaliation
violence. That’s one form of victim services directly
tied to GVRS.

In addition, GVRS aims to improve access to victim
services and provide community members impacted
by violence better support and services. For example,
BPD has expanded its Victim Services Unit. In the
past, the Victims’ Unit mainly worked with the
Homicide Unit to provide information and services to
Next of Kin. With additional staffing they are now
able to work with victims of non-fatal shootings and
their families, starting in the Western and Southern
Districts with plans to branch out as GVRS expands.

The kinds of services that are provided to victims are
listed on the slide. They fit into 4 categories:

Emergency aid
Counseling & advocacy
Investigation
Prosecution

As you can see, the idea is to support victims from the
time they are victimized all the way through the court
process.
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\ Victims Eligible for Services
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Services Offered
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SAY': The advocacy program for homicide survivors
has been around since 2016. Victim services
coordinators reach out to Next of Kin within 24-72
hours as the first point of contact for services. The
coordinators serve as advocates for the survivors as
well as a liaison between the survivors and BPD.
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\ Homicide Surviver Advocacy Program




SAY: When it comes to actual services, BPD’s
coordinators are able to refer survivors to a wide range
of community partners, as illustrated on the slide. It’s
important that the victim coordinators are
knowledgeable about these community partners, since
most people who become crime victims, including
homicide survivors, don’t know about services that
could help them.

You might want to take a picture of this slide, as it
could come in handy when you encounter crime
victims in the course of your duties.

ASK: Do any of you have any experience with these
BPD partners, or any other service providers who help
crime victims?
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\ Homioide Survivor Agvocacy Program Partnerships

Look for: a few examples from
members. Be prepared to offer one
or two if the class can’t provide
any.

SAY: Besides the victim services that BPD and its
partners provide, it’s important to know that, under
Maryland Law, victims of crime have certain rights.
You’ve probably handed out the brochure from the
state’s Board of Victim Services. It enumerates victim
rights under state law, as shown on the slide.
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\ Victims' Rights Under Maryland Law
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SAY: Whenever dealing with crime victims or
survivors, don’t hesitate to contact the Victim Services
Unit.
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Contact Information

JamesD.Dixon@baltimerepolice.org
Cell; 443-202-0998




I11. REVIEW/EVALUATION/CLOSURE
ASK: Remind me, what are the four steps in the
SARA problem-solving process?

ASK: Where does GVRS fit in the problem-solving
process?

ASK: Where does GVRS fit in community policing?

ASK: What is the role of Victim Services in GVRS?

ASK: Under state law, what are some of the rights of
crime victims?

SAY: Well done. Let’s take a 1-hour break for lunch.
Please be back and ready to go at 12 noon.

Time: 10 minutes

Look for: Scanning, Analysis,
Response, Assessment

Look for: It is the response to the
problem of gun violence, based on
what was learned from analyzing
the problem.

Look for: It is based on problem
solving and it incorporates
community partners in a genuine,
authentic way.

Look for:

e Support healing

e Mitigate trauma

e Help provide safety

¢ Help obtain justice/navigate the

criminal justice system

e Contacting shooting victims to
try to prevent retaliation.

e 1% point of contact for homicide
and shooting survivors in the
Western & Southern Districts.

Look for: Several examples from
Slide 37.

Slide 39




