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EXECUTrVES~Y 

In late 1987 the Office of Juvenile Justice and Delinquency Prevention, U.S. Department of 
Justice, entered into a cooperative agreement with the School of Social Service Administration, 
University of Chicago, to conduct the National Youth Gang Suppression and Intervention 
Program. The scope and seriousness of the problem was analyzed from both an organizational 
and community perspective. Model suppression and intervention strategies, and manuals for 
their implementation, were developed for various agencies and organizations involved with 
youth gangs. 

This manual has been prepared to assist prosecutors and their staffs to craft and institute a 
community-wide response to gangs. It calls for a problem-based response which is driven by 
the critical characteristics of the youth gang, its membership and its criminal activity in the 
target area. Called for as well is a thorough discussion of what should be done and how based 
on five key strategies: community mobilization, opportunities provision, social intervention, 
suppression, and organizational change and development. 

The manual describes how to assess the nature and extent of the target community's youth 
gang problem - and, indeed, to determine if such a problem exists at all. Then it lays out a 
process the prosecutor can follow to develop an attractive response by his or her office and the 
community at large in an integrated and meaningful manner. 

As the prosecutor is primarily concerned with those gang members who are engaged in 
criminal conduct, it is proposed his or her office concentrate on the serious or repeat gang 
offender by the formation of a special unit or the selection of one or two staff who receive 
special training to vertically prosecute carefully selected gang cases. 

Critical program elements to be considered are: existing laws, case selection and tracking, the 
police/prosecutor team, case strategy decisions such as bail, detention, waiver, use of experts 
and gang members as witnesses, victim/witness support, and disposition recommendations. 

The prosecutor is also urged to work closely with colleagues in the criminal justice system -
especially police and probation officers - and representatives of the schools, local businesses, 
social service organizations, community-based youth agencies, grassroots organizations, 
parents and youth themselves to plan, coordinate, and implement an effective strategy to 
reduce gang violence. When appropriate the prosecutor is encouraged to take the lead in 
mobilizing the community to respond to the gang problem. 

Finally, the manual urges prosecutors to assign specially selected and trained assistants to gang 
cases. It also encourages prosecutors to advocate for an evaluation component to be part of 
any initiative - which is likely to require additional funding - so the impact of the program can 
be measured and the work of the program itself documented and shared with other 
communities . 

vii 



• 

• 

• viii 



-------------~--------------------- -- ----

• 

There has been an increase in the 
youth gang problem and the need 
for information and guidance. 

• 

This technical assistance manual 
is part of a four stage research 
and development process. 

• 

CHAPTER 1 

INTRODUCTION 

~ Program Mission and Background' 
~ Purpose of the Manuals 
~ Problem Statement 
~ Discussion of Terms and Issues 
~ Approach to the Problem 
~ Summary 

Program Mission and Background 

Criminal youth gang activity represents a serious threat to 
the safety and security of local citizens and impedes positive 
youth development. In recent years higher levels of youth 
gang violence and gang member-related drug trafficking 
have been reported in an increasing number of 
neighborhoods, high schools, public housing projects, 
correctional institutions and other social contexts throughout 
the country. Police in small towns have begun to identify 
"gangs" and are requesting assistance in how to deal with 
them. 

In response, the Office of Juvenile Justice Delinquency 
Prevention, U.S. Justice Department entered into a 
cooperative agreement with the School of Social Service 
Administration, University of Chicago in October, 1987 to 
conduct the National Youth Gang Suppression and 
Intervention Program. This program was initiated as a fouI' 
stage Research and Development process: Assessment, 
Prototype/Model Development, Technical Assistance, and 
Testing. 

Three of the four stages have been completed. Stage 1 
included a comprehensive review of the research and 
program literature on youth gangs, a survey of programs in 
45 cities, selected site visits, conferences, and special 
studies. During Stage 2 gang suppression and intervention 
models were produced for police, prosecutors, judges, 
probation, corrections, parole, schools, employment, 
community based youth agencies, grass-roots organizations . 
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• Twelve manuals have been 
produced. 

Certain processes were used to 
develop the manual. 

• 
The purpose is to present a set of 
guidelines to reduce youth gang 
crime. 

• 

----~ - - ------

Additionally, separate manuals for comprehensive planning 
and for community mobilization were developed. 

Stage 3 involved the creation of 12 technical assistance 
manuals which provide guidelines to implement the policies 
and procedures presented in the models. The ten agency 
manuals specify both organizational and community 
perspectives for dealing with the youth gang problem. The 
other two manuals outline specific procedures and processes 
of planning a comprehensive community approach to youth 
gang suppression and intervention. (See Appendix A for a 
list of documents.) 

The program models and technical assistance manuals were 
based on the findings of the initial project assessment stage 
as well as extensive consultations with policymakers, 
administrators and practitioners at local and national levels. 
Law enforcement, particularly front line gang specialists, 
were important from the start of the program in identifying 
the problem. Two regional conferences were held with 
policymakers and administrators as well as practioners from 
16 cities who contributed to the development of the final 
version of the manuals . 

Purpose of the Manuals 

The purpose of the technical assistance manuals is to present 
detailed steps for the control and reduction of youth gang 
crime, especially gang-motivated violence. The manuals 
seek to provide governmental authorities, criminal justice 
organizations, social agencies, and community groups with 
strategies which encourage gang-prone and gang-involved 
youth to terminate criminal activity and participate in 
legitimate social, academic, and employment pursuits. 

Broad preventive policies which deal with larger social 
issues such as poverty and racism, housing, education, jobs, 
and health care are addressed only on a limited basis in the 
manuals. Key issues of family breakdown, violence in the 
media, and the proliferation of sophisticated weapons need to 
be directly addressed as they contribute to the youth gang 
r"roblem. They are presented here mainly as contextual 
conditions that special organizational policies and procedures 
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• Administrators and policymakers 
are the primary audience. 

The gang problem has changed 
and grown more serious in most 

"egions of the country. 

Poverty and social 
disorganization are key 
conditions contributing to the 
problem. 

• 
'----------~---- - ---

and community mobilization must deal with and change, if 
not directly then indirectly. 

Local administrators and policy makers are the primary 
audience, but the manuals should also be useful to other 
offidals and personnel concerned with the problem, 
including agency supervisors, front-line workers, and 
community volunteers. 

The manuals are not intended to serve in the place of more 
general models and manuals dealing with delinquent or 
troublesome youth in the criminal justice and human service 
fields; they are intended as a supplement to them. Even so, 
the manuals should be of value in addressing youth crime 
more generally. This is so because the youth gang problem 
can be viewed as part of a larger set of crime and 
delinquency and youth socialization problems . 

. Problem Statement 

During the 1980s and early 1990s, more criminally oriented 
and better organized gangs or cliques have become prevalent 
in. many urban and smaller communities. More young 
people from diverse backgrounds and settings are joining 
gangs to meet social and economic needs not satisfied 
through existing institutions, e.g., family, school, and 
employment. The youth gang has become an alternative 
mainly anti-social institution for an increasing number of 
youth. 

Why youth gangs have developed and become more criminal 
and complex organizations is not clear. The type and 
severity of youth gang problems may be largely a response 
to two conditions, poverty or limited access to social 
opportunities and social disorganization, i.e., the lack of 
integration and stability of social institutions including 
family, school and employment in a local community. 

Certain factors exacerbate these two social conditions to 
produce varying gang subcultures and systems. They 
include: 
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• 

Under different community 
conditions, different types of gang 
problems appear to develop. 

• 

There are variations in the gang 
problem by race/ethnicity, class, 
and newcomer status. 

• 

• large and rapid population movement of low income 
minorities into a community; 

• intergenerational gang traditions; 
• defects of social policy and coordination of service 

delivery at local and national levels; 
• institutional racism; 
• insecurities of certain working and middle class 

populations "threatened" by newcomers; . 
• the growth of criminal opportunities; and 
• possibly, influence of the media. 

Examples are the following: 

Violent youth gang subcultures often develop when gang­
affiliated African American and Hispanic youth move from 
central cities to smaller cities and suburban areas without 
adequate social, family, economic, and educational supports. 
Violent gang subcultures may also develop when new waves 
of poor immigrants from Mexico, Central America, the 
Pacific Islands, Vietnam, Hong Kong, Korea, Philippines 
and other Asian countries arrive in urban communities. The 
newcomer groups are often met with hatred and resentment, 
sometimes manifested in physical attacks. Gangs may form 
and become rapidly entrenched, first as defensive, and then 
as offensive groups. 

Furthermore, in ghetto, inner city African-American and 
Hispanic communities, a limited criminal opportunity system 
often develops. Gangs in these communities may change 
from status-oriented, conflict groups and assume a highly 
predatory, criminal-gain character. Over time, sophisticated 
instrumental rather than traditional or status-oriented youth 
gangs may develop, with special interest in drug trafficking 
and other economic criminal activity. 

In some communities across the country, particularly in the 
western states but increasingly elsewhere, the influx of low 
income and working class Pacific-Islander and Asian groups 
e.g., Tongan, Filipino, Hong Kong, Korean, Vietnamese, 
Laotian, or Cambodian, has resulted in other varieties of 
youth gang problems. Second generation youths, born in 
this country or who arrived as pre-teens, may seek 
protection, prestige, and income through gang membership. 
Some of these gangs adopt African-American or Hispanic 

4 



• 

Growing economic, social, and 
cultureal pressures can contribute 
to the development of youth 
gangs. 

• 

• 

gang patterns; others become closely connected to traditional 
ethnic-based, adult criminal organizations. Criminal 
activities can include home invasions, business extortion, 
robbery, rape, intimidation and a range of racket activities. 

These newcomer youth gangs, and the Asian communities 
upon which they prey, are difficult for local law 
enforcement, schools, and community organizations to 
penetrate or influence because of cultural, communication, 
and trust problems. 

Some blue-collar or middle class communities are 
characterized by growing economic, social and cultural 
pressures as well as by increasing family or personal 
disorganization. Some of these formerly stable, 
predominately white communities have become centers for 
youth groups with a "nothing to lose attitude." Youth gangs 
or their equivalent such as Satanic, Stoner, punk rocker, 
hate, Neo-Nazi, or racist Skinhead groups may participate in 
a wide range of loosely organized criminal acts, 
characterized by perverse and negative behavior, including 
vandalism, drug use, homosexual assaults, and even 
homicides. 

Additionally, in certain stable, lower middle class 
communities, whether African-American, Latino, Pacific 
Islander, Asian, white, or Native American, the gang 
problem may assume a more organized and usually less 
violent character. Youth may become relatively more 
involved in extortion, car theft, burglary, robbery, 
sophisticated drug trafficking, and various lucrative quasi­
racket activities which are not necessarily conducted in the 
"home communities. II Legitimate business and criminal 
interests may be relatively well integrated. 

Furthermore, specialization of criminal youth gang patterns 
by race and ethnicity seemingly exists. Economic, social 
and cultural factors may, in fact, be the cause. Thus, some 
African-American youth gang or clique members may be 
heavily engaged in street level crack-cocaine trafficking; 
Mexican-American youth gang members may be relatively 
more involved in violent turf based activity, and Asian gang 
members may be more mobile and closely related to adult 
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Violence projected by the media 
may exacerbate the problem. 

-Key components of the problem 
are the youth gang, youth gang 
member, and the gang incident. 

Gang-motivated violence is the 
key but not exclusive concern of 
the manual. 

-

crime organizations involved in crimes such as extortion, 
robbery, and international drug trafficking. 

However, these youth gang subcultures also exist side by 
side, interact, integrate with, or succeed each other over 
time. In some communities youth gangs are inter-racial and 
inter-ethnic. 

In spite of the many and changing varieties of gang 
subcultures which can be found, a common denominator 
among them is that most of these groups are comprised of 
youth who share somewhat similar values and a keen sense 
of personal failure and low self-esteem. For many gang 
youth, violence has become an acceptable way of life, 
partially sanctioned by the larger society. Violence is seen 
on nightly newscasts, in the movies, on evening television 
and Saturday morning cartoons, and encouraged by certain 
"rap" stars. Violence is projected as a means of resolving 
authority, low s~lf-esteem and race/ethnic problems. 

Discussion of Terms and Issues 
(See also Appendix B Glossary) 

It is important to accurately identify key components of the 
youth gang problem in order not to exaggerate, deny, or 
mythologize them. This is necessary in order to develop 
appropriate policies and procedures to deal with the different 
or varying street gang problems and subcultures 
encountered. These components are: 1) the criminal youth 
gang, 2) the youth gang member, and 3) the gang incident. 

The central focus of the manuals is control and reduction of 
gang-motivated violence. We are not primarily interested in 
ephemeral delinquent groups or in highly organized drug 
trafficking by groups concerned only with profit, although 
there are often important connections between these 
associations and the youth or street gang. However, we are 
concerned with predatory youth cliques or drug trafficking 
groups to the extent they participate in, depend on, and 
influence the development of violent gang activities. 

Youth gang members engage increasingly in both violent 
status-related as well as entrepreneurial or predatory criminal 
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• The traditional youth gang is 
tuif-based and status-oriented, 
but other kinds of gangs have 
also developed. 

• 

The focus of concern is the youth 
gang member 12 to 24 years of 
age. 

activities. If a youth group engages primarily in criminal 
entrepreneurial activity and participates periodically in 
serious violence, it falls within the scope of our concern. 

Our concern is also with differences between emerging and 
chronic gang problem communities and the need for 
prevention and especially early intervention services. 

1. Criminal youth gang 

This is a group often comprising both juveniles and young 
adults in regular interaction with each other who engage in a 
range of social and anti-social behaviors. Cliques or 
members engage repetitively or at times spontaneously in 
violent, predatory, and criminal gain behaviors. The 
criminal youth gang may be located within a neighborhood 
or across neighborhoods and even cities. It may be loosely 
or well organized with established rules of conduct. The 
youth gang may have a name, turf, colors, signs, symbols 
and distinctive dress. The youth gang often promotes mutual 
support among members and conflict with competing gangs 
or established authority . 

Many of these groups are traditional turf based gangs. 
Traditionally, the primary function of the youth gang has 
been to establish or protect the group's reputation and status 
within a framework of shared or communal values. This 
continues to be true for many youth gangs today. Some 
youth gangs, however, do not display colors and are not 
primarily concerned with social status, but are more gain 
oriented and nwre rationally organized. 

2. The Youth Gang Member 

While the criminal youth gang includes some youth who 
conform primarily to conventional norms,' many, however, 
engage in a range of criminal behaviors. 

Most gang particip~ts are in the age range of 12 to 24 
years. Some pre-adolescents as well as persons into their 
50s have been reportedly engaged in gang activities. 
However, the most serious and violent gang activity tends to 
be committed by older adolescents and young adults. Some 
gang members may join for a period as short as a day, a 
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Fewer females than males are 
gang members. 

Attention needs to be directed to 
high risk female gang members. 

• 

Different types of gang members 
should be carefully identified. 

• 

week, or a month; others are members for years. Some 
members move from low to high gang status, from less 
serious to more serious criminal gang behaviors, and vice 
versa, sometimes in different gangs. 

Far fewer females than males join youth gangs, although 
with the increase in number of gangs throughout the country 
more female members are probably involved in serious 
youth gang activities than in an earlier era. Available 
evidence indicates, however, that females usually join gangs 
later and leave earlier, and are usually involved in less 
violent or serious criminal behavior than males. About 9 
times as many males as females are arrested for gang crimes 
according to several studies. Less than one percent of gang 
homicide offenders are female. 

Female members typically are in groups affiliated with male 
gangs. Sometimes females are integrated directly as 
members into the gang proper, and are less frequently 
involved in independent all-female criminal youth gangs. 
There is some recent evidence that females have assumed 
leadership roles in certain gang or criminal group activities, 
such as drug trafficking, in a few cities. Special attention 
needs to be directed to high risk female gang members who 
are likely to be physically and sexually victimized, or who 
induce or facilitate male gang member assaults against other 
gangs. 

Traditional gangs may have different type of members: 
identifiable leaders, core, regular, associate, soldier, 
peripheral, wannabe, floater, veteran or old-head. The 
presence and definition of these categories of gang members, 
however, may be quite variable or defined differently in 
communities across the country. Of special interest, for 
purposes of control and prevention are two categories of 
gang youth: 1) the more serious, hardcore, often older gang 
youths, and 2) the younger, high risk, often less committed 
gang youths. 

Agencies need to carefully identify gangs and gang 
members. This process should depend on use of multiple 
criteria such as gang member self-admission, statements by 
reliable witnesses, verification by a second independent 
agency source, prior police records and the youth's regular 
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Different definitions of the gang 
incident exist. 

The gang-motivated definition 
focuses on the nature of the 
criminal act. 

• 

association with a known gang member. Participation by the 
youth in certain serious gang-motivated criminal incidents 
such as drive-by shootings must ordinarily precipitate a gang 
member identification process for gang suppression and 
intervention purposes. 

3. The Gang Incident 

A gang incident is the unit for classifying and reporting an 
event as a gang crime, especially for law enforcement 
purposes. Reported gang incidents become the basis for 
determining whether a gang problem exists and assessing its 
scope, and thereby the nature and extent of the community 
response to it. 

The gang homicide is usually the key and most reliable 
measure of the seriousness of gang crime. However, 
identification of gang incidents, e.g., homicide, assault, or 
robbery, is neither a simple nor a standard procedure. Two 
different procedures or variations of them, are currently 
employed to determine whether a gang incident has occurred 
and should be recorded for law enforcement, and, 
consequently, public policy purposes. 

• Gang-Motivated 

In this procedure, according to the Chicago, Police 
Department, a criminal act is defined as a gang incident if it 
grows out of gang motivation, interest, or specific 
circumstances which enhance the status or function of the 
gang. These acts include: inter-gang violence, gang 
retaliation, turf protection, intimidation, robbery, 
recruitment, or other criminal activity which affects the 
gang's reputation or interests as a whole. One or more 
members of the gang may be involved as a suspect, witness, 
offender or victim in these circumstances. In classifying the 
incident, focus is on the nature of the specific situation in 
which the illegal act occurs, such as a drive-by shooting or 
yelling a gang slogan in the course of the crime. 

Crimes such as burglary, car theft, prostitution, and drug 
trafficking by a gang member are problematic because it is 
hard to determine whether the act is gang-motivated. Many 
criminal acts serve individual member needs unrelated to 
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The gang-related definition 
focuses on identification of the 
criminal suspect as a gang 
member. 

• 71re narrow gang-motivated 
definition avoids excessive 
labelling. 

The gang-related definition may 

• 

gang interests. On the other hand, seemingly individual or 
self-serving crimes by gang or aspiring gang youth may be 
gang-motivated. For example, a youth may be required or 
feel compelled to commit a particular property or person 
crime because of pressures by the gang. 

• Gam~-related 

This procedure, according to the Los Angeles County 
Sheriff s Department, is based on the characterization of a 
crime or delinquent act as a gang incident when the suspect, 
offender or victim is a gang member, regardless of gang 
motivation or circumstances. Usually any serious criminal 
act, especially of a violent, predatory, or drug trafficking 
nature, in which a gang member is involved, can be 
classified as a gang incident. For example, the crime of a 
gang member who steals from a store - even though that act 
has nothing directly to do with his gang membership - would 
be classified as a gang-related incident. (See Appendix B for 
a discussion of mixed situations and erroneous classification 
of group delinquency as gang crime.) 

• Which Definition to use 

The argument in favor of using the gang-motivated definition 
is that it focuses sharply on the circumstances of the incident 
rather than the identification of the individual as a gang 
member. It may be more precise and valid than the gang­
related definition. It withstands court challenges better. It 
also avoids excessive labelling or exaggeration of the gang 
problem. 

The counter argument is that the gang-motivated definition 
minimizes the actual scope of the gang crime problem. It 
may encourage organizational or community denial of the 
problem. A key assumption of the proponents of the gtUlg­
related definition is that a gang member is likely to engage 
in a wide range of serIous crimes because gang membership 
predisposes him or her to do so. Evidence for this argument 
is not substantial, however. 

Police and prosecutors generally believe that it is desirable 
to identify gang members and their activities as completely 
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•
. be more useful to criminal justice 

officials. 
~ 

Emerging and chronic gang 
problem contexts may require 
different suppression and 
intervention approaches. 

• 
The gang problem has had a 
longer history and is usually 
better organized and more severe 
in the chronic context. 

• 

as possible. Police are particularly concerned that the full 
range of criminal activities of the gang member be available 
for efficient tracking and investigation purposes. 

We recommend a procedure that avoids excessive labelling 
of youth but ensures protection of the community. A gang­
incident procedure should be devised which records and 
distinguishes between gang-motivated and non-gang­
motivated crime committed by the gang member. All 
serious criminal incidents by repeat gang offenders should be 
clearly II flagged II on criminal justice computer systems. An 
effective computerized information system permits use of 
either or both procedures to track gang-motivated incidents 
and gang member crime. 

4. Gang Problem Contexts. Chronic and Emerging 

With the growth and spread of the youth gang problem, a 
two-fold categorization of the problem context has come into 
use: Chronic and Emerging. Our manuals stress the 
differences in these contexts as a basis for the development 
of distinctive strategies, policies and procedures for gang 
suppression and intervention. Simply put, a more preventive 
or early intervention approach may be required in the 
emerging gang problem context, while a more elaborate and 
formalized suppression, intervention and prevention 
approach may be necessary in the chronic context. 

• Chronic Gang Problem Context 

Such an organizational or community context is 
characterized by persistent or periodic crises of major gang 
member violence and sometimes related drug trafficking 
extending over a five to ten year or more period, or even 
decades. Youth gangs are usually better organized in such 
communities which are often located in larger or older cities. 
These contexts are likely to be found in impoverished, 
ghetto, or transitional areas or ports of entry of inner cities, 
although they are increasingly found in smaller cities and 
suburban communities. 

• Emerging Gang Problem Context 
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.. The gang problem is recent, less 
(WWell organized, but sometimes 
~ very seriuos in the emerging 

context. 

• 

• 

This organizational or community context is characterized by 
less well organized and persistent but at times serious forms 
of gang violence and gang member drug trafficking. The 
gang problem has usually been present and/or recognized for 
about five years or less. To some extent, the development 
and spread of the problem may be traced to the influence of 
new settlers or gang crime entrepreneurs for example, drug 
traffickers, from chronic problem cities or contexts. Youth 
gangs in emerging problem areas tend to be fewer in number 
and most often evolve out of local delinquent, sometimes 
social groups under deteriorating economic or social 
situations for minority, newcomer, or socially isolated 
populations. 

The distinction between the concepts of chronic and 
emerging gang problem communities, however, are not 
sharp. Indicators related to the onset of the problem, its 
duration, degree of gang organization, severity of gang 
violence and related gang member drug trafficking, as well 
as the appropriate response to the problem(s) are not neatly 
categorized by the terms "chronic" and "emerging". 

Emerging gang problem communities may develop into 
chronic; and chronic gang problem communities may go 
through periods of sharply diminished gang activity before 
the problem re-emerges. Different parts of a community or 
jurisdiction may be characterized by different stages or 
degrees of severity of the problem at a given time. 

5. Variability of Violent Gang, Drug Trafficking and Crime 
Problems 

It is important to understand that, despite media and law 
enforcement claims, youth gangs involved in gang violence 
are not necessarily involved in drug trafficking. A direct 
and causal relationship between youth gangs and drug 
trafficking has not yet been demonstrated. Some 
communities which have high levels of youth gang violence 
may have relatively low levels of drug trafficking; other 
communities with high levels of drug trafficking may have 
low levels of youth gang activity. 

We observe that over the last several years, Los Angeles and 
Chicago, with the highest levels of gang homicide in the 
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• 
High levels of general crime and 
gang crime are not necessarily 
closely associated. 

Secondary prevention is included 
in the manuals' perspective. 

• 

Different strategies of suppresion 

• 

country and very high levels of drug trafficking, report that 
less than five percent (5 %) of gang homicides are associated 
with drug trafficking. Drug trafficking appears to be related 
to serious violent street gang behavior only in a limited 
sense. Drug trafficking, nevertheless, may succeed and may 
under certain conditions serve either to diminish or increase 
patterns of youth gang violence. 

Finally, high levels of general criminality in a community do 
not necessarily indicate high levels of gang activity. Some 
cities with the highest levels of youth homicide and drug 
trafficking may have relatively limited youth gang activity. 

6. Prevention 

The focus of this and the other technical assistance manuals 
in our Research and Development program is on issues of 
intervention and suppression in contexts where the gang 
problem is clearly present. Here, prevention refers mainly 
to secondary forms of prevention, or early intervention, 
which reduces the likelihood that highly gang-prone or the 
younger gang member will commit or continue to commit 
gang crimes. This is to be accomplished through effective 
controls, direct treatment or services, and provision of 
legitimate opportunities. In our conception, prevention 
requires change and development both by the individual 
youth as well as his or her social environment. 

Most youth from low income and social problem ridden 
communities are not involved in delinquent gang activities. 
Finally, we note that a simple prevention model which 
emphasizes exclusive concern with younger youth may be 
unsuccessful. Such a model does not take into consideration 
system effects, including the extensive socialization effects 
of older youth on "wannabe" or younger youth. All key 
components of the problem need to be systematically 
addressed. 

Approach to the Problem 

The manuals specify five major lines of action or strategies: 
community mobilization, opportunities provision, 
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Community mobilization is 
critically important. 

The opportunities provision 
strategy focuses on the 
importance of education, 
training, and jobs for high risk 
gang-prone and gang member 
youth. 

• 

suppression, social intervention, and organizational change 
and development. These strategies must be combined in 
different ways depending on the problem context, the 
specific mission of the organization, and the kind of youth 
targeted for special attention. 

1. Community Mobilization 

Community mobilization is a necessary and primary strategy 
in socially disorganized communities. Social 
disorganization, which contributes to the development of 
criminal youth gangs, may be characterized by the inability 
of legitimate institutions such as home, school, and 
employment, to adequately socialize youth. It may also be 
characterized by limited networking among agencies or the 
fragmentation of criminal justice or community service 
delivery systems, within and across communities. 

Both local and federal interests must be mobilized for the 
development of collaborative community and interagency 
activities directed at the control and reduction of the youth 
gang problem. In times of limited local community 
resources, agency consortia efforts are essential. These 
should include the full and productive use of combined local, 
state and federal resources, application of moral and political 
pressures, and participation by the local citizenry. (See also 
General Community Design and Community Mobilization 
manuals.) 

2. Opportunities Provision 

The provision of additional social opportunities, i.e., the 
development of a variety of targeted educational, training, 
and employment programs, is the second most important 
component over the long term for the reduction and 
prevention of the youth gang problem, particularly in 
chronic contexts. The schools need to provide remedial and 
enriched educational programs for gang-prone and hardcore 
gang youths. 

Education, training, and jobs are especially critical for older 
gang youth still in gangs who are not in school but who are 
at "positive risk" at a certain point in their social maturation 
for leaving the gangs, or for decreased participation in 
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criminal gang activity. A key objective of these programs 
should be developing socially-competent youth, whether in 
or out of school. (See School and Employment manuals.) 

3. Social Intervention 

Youth serving agencies and grass-roots community groups 
must "reach out" and act as a link between gang youth and 
the conventional world. Staff or adult volunteers of these 
organizations must develop meaningful relationships with 
these youth. Community based youth agencies should. 
facilitate access to pertinent opportunity systems and exercise 
social controls which contribute to the socialization of gang 
youth. Special efforts are also required to coordinate 
services for these youth. (See Community Based Youth 
Agency manual.) 

4. SYlWression 

Social control procedures, particularly those of criminal 
justice, but also of community based agencies, are essential 
for community protection and the prevention and reduction 
of the problem. Youth gang suppression involves not only 
law enforcement but a variety of other agencies and 
community groups in the targeting, monitoring, supervision, 
and if necessary, restraint of gang offenders. It also requires 
the anticipation, prevention, and limitation of the effects of 
gang crime in particular situations to protect both youth 
participants and the community. 

However, arrest, prosecution, imprisonment, and close 
supervision of gang Y0l.lth are insufficient unless joined with 
other community-oriented strategies to achieve long term 
impact on the problem. This means that community based 
agencies and local groups must accept and collaborate with 
criminal justice agencies in patrol, surveillance, and certain 
information sharing under conditions which protect both 
youth and the community. Police, prosecution and other 
criminal justice agencies must develop a variety of social 
intervention, opportunities, prevention and community 
involvement programs to supplement their primary goal of 
suppressing gang crime. (See especially Police, Prosecution 
and Probation manuals.) 
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Organizational development and 
change focuses on better use of 
internal agency resources to deal 
with the youth gang problem. 

Targeting of certain communities, 
gang, and gang members is 
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the problem. 

High gang crime neighborhoods, 
certain types of gangs, and gang 

• 

Furthermore, policymakers, adminisL"'ators and practitioners 
in the criminal justice system have a special responsibility to 
withstand pressures from the public and other units of the 
justice system to carry out an exclusive strategy of 
suppression to deal with the youth gang problem. 

5. Or~anizational Chan~e and Develqpment 

Finally, the above strategies need to be appropriately 
organized based on the nature and scope of the problem in 
the community and the mission of the particular 
organization. Organizational development and change 
require better use and reallocation of available resources 
within agencies and neighborhoods. Common definitions, 
improved communication, resident involvement and 
coordination within as well as across agencies and 
communities are also required. 

Both community mobilization and organizational 
development strategies whether in emerging or chronic gang 
problem contexts, should be closely interrelated to create 
efficient and cohesive system arrangements for dealing with 
the gang problem. 

Targeting 

To conserve resources and most effectively deal with the 
youth gang problem, it is important to target certain 
communities, organizational contexts, gangs and gang 
members or gang-prone youth. Special emphasis on 
community mobilization is required in both emerging and 
chronic gang communities. Opportunity provision must also 
be emphasized for chronic problem communities and 
contexts. 

Neighborhoods and organizations, particularly schools, 
experiencing serious gang problems, should be priority 
targets for suppression and intervention efforts. The most 
serious gang problem youths in the most violent gangs in the 
highest gang crime rate areas should be targeted first. 

Certain youth gangs or gang-like groups clearly committed 
to violent and serious criminal activity should receive 
priority attention. This is to avoid unnecessary labelling and 
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members should receive priority 
attention. 

Key targets of community agency 
and grasssroots attention should 
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well as high risk gang-prone 
youths. 
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widening the net of gang delinquency and crime through 
inappropriate criminal justice and community based agency 
attention. It is important to concentrate resources on the 
heart of the presenting problem. 

Also, individual youth should be targeted in the following 
order of priority purposes: 

" f"irst, leadership and core gang youths--to disrupt 
gang networks, protect the community, and facilitate 
the reintegration of these youths through community 
based or institutional programming into legitimate 
pursuits; 

" second, high risk gang-prone youth who are often 
younger or aspiring gang members who give clear 
indication of beginning participation in criminal gang 
activities -- to prevent further criminal gang 
involvement through early intervention, preferably 
community based services, and 

" third, regular and peripheral gang members--to 
generally address their needs for control and 
intervention services. 

Finally, a caution! The policies procedures and steps 
recommended in the manuals should be viewed as promising 
but as yet not systematically researched through field testing. 

Summary 

The Office of Juvenile Justice and Delinquency Prevention, 
U.S. Justice Department, entered into a cooperative 
agreement with the School of Social Service Administration, 
University of Chicago, to conduct the National Youth Gang 
Suppression and Intervention Program. The scope and 
seriousness of the problem was analyzed from both an 
organizational and community perspective. Models or 
prototypes were developed. Technical Assistance manuals 
were created which focussed on the implementation of 
policies and procedures in emerging and chronic gang 
problem communities and contexts . 
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The manuals address the gang problem in terms of critical 
characteristics of the youth gang, its members and the way 
the problem is defined. Focus is on controlling, reducing, 
as well as preventing gang-motivated violent and serious 
criminal youth gang activity. The mission of suppression 
and intervention is specified as requiring five key strategies: 
community mobilization, opportunities provision, social 
intervention, suppression and organizational change and 
development. Key targets of a program should be gang 
leaders and core members as well as high risk gang-prone 
youth. This particular manual focuses on organizing local 
citizens and groups in a cooperative effort at the point of 
problem impact. 

I.S . 
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A manual to assist prosecutors 
stem gang-related violence 

For use by prosecutors and their 
staJft 

Not a general guide to 
prosecuting youth offenders 

Respecting rights of alleged 
offenders and withstanding 
defense challenges 

Prosecutors enforce laws and 
develop opportunities for youth. 

• 

CHAPI'ER2 

OVERVIEW OF THE PROSECUTOR'S MANUAL 

This manual has been written to assist prosecutors in developing 
and implementing an approach to youth gangs which stems 
gang-related violence. A key assumption is that the prosecutor will 
work with others in and outside of his office in crafting and 
instituting policies and practices that will channel gang and gang-­
prone youth into productive activities and at the same time protect 
the community. 

This manual should be used by the chief prosecutor, a senior 
prosecutor charged with the handling or oversight of criminal cases, 
administrative level personnel in the prosecutor's office, or staff 
involved in the prosecution or investigation of gang cases. 

The reader should note that this manual is not a general guide to the 
prosecution of youth offenders. Rather it is assumed that 
prosecutors have the skills and expertise to prepare motions, write 
briefs, and argue the elements of a particular crime present in a 
given case. Therefore this manual is a guide to issues a prosecutor 
or his staff should consider in developing policy and procedures to 
deal with gang cases. 

No one would argue that it is the prosecutor's job to enforce law, 
and thereby safeguard the rights of society. As an officer of the 
court and one committed to upholding the United States 
Constitution, it is also important for the prosecutor to respect the 
rights of alleged offenders. In this role, the prosecutor, while 
vigorously prosecuting offenders, should take care not to abuse the 
trust society and the criminal justice system places in those who act 
as counsel for the state. To assist the prosecution in that role this 
manual highlights those areas where further preparation and 
investigation may be warranted to withstand potential challenges 
from the defense counsel. 

The Role of the Prosecutor 

The role of the prosecutor is threefold. First, the prosecutor, by 
virtue of his office, must protect and represent the interest of the 
community by prosecuting those, including suspected gang 
members, who are alleged to have committed a crime. In this role 
the prosecutor investigates, prosecutes and holds law-violators 
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• 
Prosecutors must work with 
others in community. 

• 

accountable for their criminal acts. Secondly, once a conviction has 
been obtained, the prosecutor recommends a sentence he believes is 
in the best interest of the state. When the defendant is a juvenile, 
the prosecutor, as an officer of the court, is also concerned with the 
best interests of the juvenile. Therefore the recommended sentence 
may include participation in programs which will help the youth get 
himself back on the "right track". This might mean directing an 
offender to an education program, providing a job referral, or 
making counseling available. Finally, the prosecutor, by working 
with others in the community, is an agent for institutional change 
and development. He provides community leadership in the 
development of programs which keep gang youth from re-offending, 
and ensure others do not become gang offenders. In this model, 
therefore, the prosecutor is not only concerned with suppression but 
equally so with the well-being of the community as a whole and the 
individuals who move through the justice system. Thus, this 
manual calls on the prosecutor to be proactive and multi-faceted in 
his efforts to reduce youth gang crime and violence and protect the 
community. 

It is important to recognize that the prosecutor cannot, on his or her 
own or even in conjunction with others in the justice system, 
eliminate his or her community's problems with gangs. Nor ",.'~an 
the prosecutor have more than a limited impact on those social 
problems which underlie and fuel a community's street gang 
problem. Therefore, while more prosecutors may be needed, they 
alone are not sufficient. Policies and programs directed toward the 
prevention of and early identification with gang and gang-prone 
youth are essential as well. 

CHAPTER 3 
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Is there a gang problem? 

• Impact of youth gang cases on 
office 

• 

ASSESSMENT OF THE PROBLEM FROM A 
PROSECUTOR'S PERSPECTIVE 

• Review cases and practices 
• Involve others in assessment 
• Put findings in perspective 
• Strategies in chronic vs. emerging gang problem cities 
• Summary 

Review cases and practices 

Generally speaking, the problems posed by youth gangs or the 
impact crimes they commit have been or will be brought to the 
prosecutor's attention by a staff member, a police officer, or 
community-based agency executive or the media. An assistant 
prosecutor might observe a growing number of gang-related 
offenses, the police may seek assistance in conducting a special 
investigation, a community-based youth agency director might ask if 
cases involving youth gang members are handled differently from 
those involving non-gang members. The news media may run a 
series of articles on the growth of the problem and the need for 
"stiffer" sentences for gang youth . 

Once the possibility of a youth gang problem in his community is 
raised, the prosecutor should consider its impact - if any - on his 
office. In doing so he should pose a number of data-related 
questions. Have gang cases increased? Is the caseload great 
enough to warrant a special prosecutor? Are gang offenders 
involved in more serious criminal activity than non-gang members? 
Are gang members "different" than non-gang members with respect 
to age, criminal activity, where they live, or their school and 
employment potential? Are cases primarily prosecuted in juvenile 
or adult court? What are the outcomes of cases involving gang 
offenders? Are the same persons being prosecuted for the second, 
third or fourth time? If so, is it for the same offenses? Different 
offenses? Finding answers to these questions involves collection and 
analysis of case information and discussion with assistants who 
handle cases. 

Ideally, a prosecutor would have an automated system which 
enables him to tally and review the number of cases involving youth 
gang members and a way of distinguishing whether those cases 
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were gang-related. That collection system, whether manual or 
automated, should be based on clear definitions which are 
understood by those who collect and report data for entry. 

Data to be collected include: 

• number of youth gang offenses by type of offense; 
• outcome of cases; 
• number of different gangs identified; 
• offender characteristics such as age, race, sex, 

whether they are in or out of school, whether they 
have had prior contact with the justice system, and 
where they reside; 

• source of information. 

This information will be helpful first, in determining whether a 
youth gang problem exists and second, in describing the nature and 
extent of that problem - a necessary precedent to crafting an 
effective response. It could also provide some insight into the 
relationship, of one exists at all, between gang membership and 
drug trafficking. This is important because many gang members 
who deal drugs are entrepreneurs who do so on their own behalf, 
not in their role as a member of a gang, as an alternative form of 
employment. 

If an automated system is not available or if the needed data are not 
being collected, a sampling of case files is recommended to get a 
better sense of the office's activity with respect to prosecution of 
gang members and gang-related offenses. This may seem like a lot 
of work - too much to some people - but it's really the only . way 
information needed to make responsible staff allocation and policy 
decisions can be gathered. If one doesn't understand a problem and 
describe it in as much detail as possible it's that much more difficult 
to craft a response which will alleviate it. It is hoped therefore that 
prosecutors will be able to assign this task to someone. 

Should the prosecutor find the data within his office of only limited 
value it would be wise to contact the police to review any data they 
are collecting which may be useful in describing a youth gang 
problem. Here again, it would be ideal if the police had an 
automated system to draw on. Even better would be an automated 
criminal history system which is based on finger-print identification 
of offenders and which has the capacity to track offenders. Such a 
feature would greatly facilitate accurate identification and 
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apprehension of suspects as well as protecting the rights of innocent 
bystanders. It is also something the prosecutor might be able to 
build on to avoid duplication of effort and speed processing of 
cases. In this instance as well, the need for consistent definition of 
terms (i.e. gang, gang member, gang incident) between police and 
prosecutor should be obvious. 

This is also a good time to review how cases involving youth gang 
members or gang-related offenses are handled. Are they subject to 
special treatment at any point in the process? If so, what? Is the 
current policy for handling these cases adequate? If not, why? Do 
assistants get the information they need in a timely fashion? If not, 
what's missing and why? How do assistants work with police? Is 
this an area where changes are needed? If so, what? Do assistants 
work with any outside agencies with respect to youth gangs? If so, 
which? Are the services of these agencies adequate? Is something 
else needed from them? 

In the interest of time it is probably best initially to gather the 
preceding information during a staff meeting. This would give 
assistants a chance to learn from one another as well, especially in 
jurisdictions where criminal and juvenile divisions are both handling 
gang offenses. It could also give the prosecutor a different 
perspective on one facet of his office's operation. 

Involve others in assessment 

Having reviewed the office's policies and practices with respect to 
youth gang members and gang-related offenses and caseload 
activity, the prosecutor's next step is to work with others in the 
justice system and community to consider what can be done to 
impact gang crimes in the community. Obviously, if the prosecutor 
has found no evidence of gang activity he will not see a need for 
action. However, even if the prosecutor's office is not affected at 
the present time, it is wise to check with others - such as the police, 
schools and community agencies - who might be closer to the 
problem. These organizations may have observed activity which, if 
ignored, will result in more arrests and prosecutions. Some, 
especially police, university researchers and criminal justice agency 
analysts, may have written reports on gangs or prepared other 
analyses which would be useful. These can be identified and 
collected through phone calls, individual contacts or group 
meetings. Ideally the group the prosecutor convenes will be large 
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enough to include the necessary parties but small enough to permit 
information exchange. 

If programs have been tried in the past, it is a good idea to discuss 
why or why not they succeeded, how they were viewed by persons 
in the community, and who was involved in their implementation. 
This is especially important in communities with a chronic gang 
problem. 

As a pivotal figure in the community's justice system of the 
prosecutor has authority and is in a position of respect. Therefore, 
he should be able to invite representatives of various organizations -
including police, schools, churches, government officials, social 
service agencies, community organizations, businesses, courts, 
probation and, if appropriate, legislators and criminal justice 
planners - to a meeting to discuss youth gangs and be confident that 
those invited will attend. It is likely that even individuals who do 
not recognize the existence of a youth gang problem in the 
community would attend at least one meeting to explore whether a 
problem exists and, if so, its scope. Even so, it's a good idea to 
ask those invited to confrrm their attendance and to follow up with 
those who don't respond. This way you know who to expect. It's 
also advisable to check the date picked for the meeting with the 
organizations thought to be most pivotal - such as the police -
before announcing the date officially. By doing so the prosecutor 

, can be assured discussion won't be stymied because an organization 
with essential information is not in attendance. 

The level of interest in developing a response to youth gangs can be 
explored during an informal contact before the meeting, as can 
whether or not any other groups or community leaders have already 
taken some action in this area. The latter is particularly important 
because youth gang problems are sometimes denied by community 
leaders; other times they are exploited for political purposes. Still 
other times individual agencies develop isolated activities with 
limited relationship to other anti-gang programs, resulting in limited 
impact on the problem. As an elected official the prosecutor should 
have some sense of the "lay of the land" before moving ahead. 

Denial by some that a problem exists should not discourage a 
prosecutor from moving ahead. It may, however, indicate he or 
she needs to make a personal call to key community officials to 
discuss the matter before raising it in a public meeting. During 
these conversations the prosecutor should share the results of his or 
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her in-house analysis and stress that, if a problem does exist, the 
sooner action is taken the more able the community will be to deal 
with it. The prosecutor should, therefore, do his or her best to 
explain the problem without inflating it and stress that it should be 
addressed before it worsens. If the official persists in denying a 
problem exists, the prosecutor might want to point out early 
intervention is often less costly than a strategy which requires 
increased suppression efforts and expanded community resources, 
and that this is an opportunity to show pro-active leadership by 
confronting the problem head on. 

The prosecutor should also be alert to those who might have a 
reason to exaggerate the problem and thereby prompt an 
"overreaction" by the community. He should point out to such 
individuals that available data do not indicate that a gang or serious 
gang problem exists. 

A simple agenda is proposed for the fact-finding meeting. As chair 
the prosecutor should state why he has gathered people together, 
share the results of his in-house review, and ask other participants 
to discuss their perspectives of youth gang activity and, if available, 
any statistics they have to substantiate statements regarding youth 
gang activity . 

Since most of the invitees will have full schedules it is suggested 
that the expected length of the meeting be announced beforehand 
and that the prosecutor manage the discussion so the issues are 
covered within the allotted time. Shortly before the close of the 
meeting the prosecutor might want to summarize the discussion, ask 
the group if another meeting is necessary, and, if so, set a tentative 
agenda and date. Others who were not at the meeting but should be 
included in future sessions should also be identified. 

By the close of the meeting it will be clear whether or not 
participants believe the community has a youth gang problem. The 
group may disagree on definitions, origins of the problem, its 
scope, and how to proceed but it will be evident that a problem 
does or does not exist. The prosecutor, as a pivotal actor in the 
justice system, should feel comfortable assuming a leadership role 
in forging an alliance of organizations to address the youth gang 
problem. During this first meeting therefore he or she should take 
the opportunity to let others know a successful approach can be 
developed and effectively implemented within a reasonable period 
of time . 
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Put rmdings in perspective 

Following the group meeting the prosecutor should review the 
points discussed, the information learned and consider implications 
for the office. As part of that task, he or she should determine 
whether the community has a youth gang problem and, if so, 
whether the problem is emerging or chronic. 

Emerging gang problem communities or cities -- as suggested 
previously -- generally are those with a changing population, where 
low income minority populations have arrived or expanded and 
become somewhat socially isolated. Youth gang problems, 
sometimes of a serious nature, including gang violence and drug 
trafficking have recently emerged in these changing and increasingly 
economically depressed low income communities, particularly under 
the tutelage of a few older gang-wise youth or others who may have 
moved into the community from chronic problem cities. In general 
such areas usually have comparatively better access to educational, 
employment, and recreational resources than chronic cities. 

The chronic gang community or city has been identified as an inner 
city, highly impoverished and/or disorganized jurisdiction. The 
relative numbers and severity of gang problem youth and families 
are much greater in comparison to emerging problem communities. 
Gang crime and drug trafficking are well established and have been 
endemic, with acute phases, for decades though the two may not be 
related. Many in the community are discouraged, hopeless and 
resigned to the fate of victimization, violence, drug trafficking, 
illness, poor housing, and unemployment. Membership in gangs 
may be generational, although some siblings and other families in 
these areas have children who lead conventional lives and become 
successful working and middle class citizens. Important also is not 
to lose sight of the distinctive cultural and ethnic aspects of gang 
activity as it is evidenced in some Hispanic, black, Asian, and white 
communities. 

A second meeting with those who wished to pursue development of 
a youth gang intervention strategy might be helpful at this point. 
The purpose of that meeting would be to define the problem as 
specifically as possible with respect to the type of criminal activity 
taking place, whether it is a city-wide or neighborhood problem, 
and if the latter, to learn more about that neighborhood (who lives 
there, available resources, changes which have taken place in recent 
months or years, level of citizen interest, availability of city 
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services, etc.), and the number, size and composition of youth 
gangs. This last item will undoubtedly lead to a discussion of 
"what is meant by the word gang?" and "who is a gang member?" 
The prosecutor should also share his or her characterization of the 
community's gang problem as emerging or chronic, explain why, 
and ask if others have the same or a different point of view. 

In some communities it might make more sense for prosecutors to 
work first with their "natural" partners in the justice system before 
involving others in the community to confirm findings and discuss 
how to proceed. In other communities, where an elected prosecutor 
is concerned that his or her efforts may be construed as politically 
motivated, the prosecutor should consider taking a lower profile 
role in. formulating an approach to gangs so others are not 
discouraged from participating because they don't wish to ally 
themselves with one "camp". 

It is important to consider whether or not a special unit to handle 
gang offenses is warranted. Factors which will influence that 
decision are the number of prosecutions for gang-motivated 
offenses, whether the majority of these offenders fall under the 
jurisdiction of juvenile or adult court, the office's "track record" 
prosecuting gang-motivated offenses, the proportion of the office's 
total caseload which is gang-motivated, the size of the prosecutor's 
staff, and the need for non-prosecution case support such as 
victim-witness assistance. 

As previously noted, youth gang members range in age 
approximately from 14 to 24 years. The age of those being 
prosecuted and the crimes with which they are charged should 
receive close attention because these two factors will determine 
whether or not the defendant will be brought before a juvenile or 
criminal court judge. While the juvenile and adult systems afford 
many of the same protections to defendants, the mandates of these 
courts are different. Most juvenile court statutes charge that court 
with acting in the "best interests" of the juvenile while safeguarding 
society, Therefore juvenile courts will look more closely at the 
needs of the offender and seek to provide some intervention to 
facilitate rehabilitation. Criminal courts, on the other hand, are 
generally more concerned with punishment. 

Research has shown that serious gang violence is most closely 
associated with persons in the 18-21 year age range. Thus, if such 
violence is the primary concern of the prosecutor, a gang prosecutor 
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in the criminal courts is called for. If, however, less serious youth 
gang crime is a concern, or if the prosecutor is looking to intervene 
before an emerging gang problem becomes more serious or chronic 
in nature, a special prosecutor assigned to juvenile court might be 
warranted. A unit which handles cases in either court might also be 
feasible. However, in most states, this will not be an easy task 
because of statutory requirements that records be kept separate and 
other protections accorded juveniles. 

Strategies in chronic vs. emerging gang problem cities 

Gang youth in both chronic and emerging cities need supervision, 
social intervention, and opportunities provision. Both types of 
communities also need to be mobilized to take action. The 
strategies emphasized in each however will differ. 

In cities with chronic gang problems specialized gang prosecution 
units, which ha..lldle only street gang or youth gang cases from their 
outset to conclusion, should be considered. Such a unit should 
include not only prosecutors but investigators and support 
personnel. This type of specialized unit is particularly appropriate 
within the division which prosecutes adult offenders because of the 
high number of young adult offenders which have been found to be 
involved in serious acts of violence and because violent juvenile 
offenders who are gang members are likely to be transferred to the 
adult system for prosecution as adults. Depending on the number 
of youth gang members who fall under the jurisdiction of the 
juvenile court, and the type of criminal activity in which they are 
engaged, the prosecutor may want to consider creation of a special 
youth gang unit within the juvenile division as well. At a 
minimum, attorneys assigned to the juvenile division should receive 
special training about gangs. Serious consideration should also be 
given to assigning certain cases, particularly those of repeat serious 
offenders, to a single or a small team of attorneys. Whether or not 
these attorneys should utilize vertical prosecution, where a single 
attorney is assigned to handle a case from its inception to its 
conclusion, will depend on caseload and seriousness of offenses. 

In chronic cities, in particular, investigators should be assigned to 
work with prosecutors to assist in the development of a case for 
trial once an arrest has been made. While this is a function which 
could be f11led by police, most police departments do not have 
sufficient personnel to assist the prosecutor in gathering additional 
evidence to bring to court after an offender has been arrested. 
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Juvenile prosecutors in emerging 
cities should be trained about 
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Nuisance abatement prosecution 
in certain emerging areas 

Prosecutors should work with 
police. 

Therefore investigators who have special knowledge of the criminal 
conduct of youth gangs should be assigned to work with the special 
prosecutors. 

Thought should also be given to the use which can be made of civil 
actions such as enforcement of nuisance abatement ordinances and 
building code violations and to linking landlords with community 
groups who can help them resolve problems with gangs without the 
need for prosecution. These too will help improve the quality of 
life in the area with youth gangs and encourage citizens to work 
with government in anti-gang efforts. 

Prosecutors in cities with emerging gang problems should 
concentrate more on the organization alld the abilities of assistants 
in their juvenile divisions. Though emerging youth gang cities 
generally do not have a well established gang violence problem they 
may be experiencing sufficient violence to warrant the assignment 
of one or more assistants to prosecuting only gang-motivated 
incidents. In the very least assistant prosecutors who will be 
handling youth gang cases need special training so they understand 
the nuances of prosecuting an alleged offender for gang-motivated 
crime. There may also be a need in due course for assistants who 
prosecute cases in the adult criminal division to receive special 
training on the handling of gang-motivated offenders in emerging 
gang contexts. 

In emerging cities targeting of at risk neighborhoods for 
enforcement of code violations, nuisance abatement, and aggressive 
suppression of all criminal activity - regardless of the alleged 
offender - may also be warranted based on the problem which has 
been documented. Such actions will be particularly effective in 
areas where the "look" and "feel" of the community is just 
beginping to change and where residents are committed to 
remaining and preserving their neighborhood rather than moving to 
a place they consider safer. 

In both chronic and emerging cities prosecutors should work closely 
with police as they conduct investigations involving youth gang 
members. Similarly, in both contexts, prosecutors must work with 
others in their communities to curtail youth gang activity and to 
support programs which teach parents how to help their children to 
resist pressure to join or remain in a gang. Though suppression 
efforts will be less eJ~tensive in cities with emerging gang problems 
this does not relieve the prosecutor of his responsibility to 
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contribute to a community-wide effort to promote alternatives for 
gang-prone youth and prevent convicted or adjudicated offenders 
from recidivating. 

Prosecutors should also work closely with probation to ensure youth 
placed on probation are held accountable for conditions imposed on 
them by the court. To do so they not only need to bring violators 
of probation orders to court but to coordinate with probation staff to 
ensure reasonable conditions are imposed. 

Whether a prosecutor serves a community with a chronic or an 
emerging youth gang problem, he or she should formulate a policy 
for assistants in the office to follow with respect to the handling of 
cases which involve youth gang members or are gang-related. This 
is important for consistency in the handling of cases and to ensure 
that assistant prosecutors who handle a variety of cases are prepared 
to prosecute gang-related cases if they are called on to do so. 
Points the policy should address include the target population (or 
target areas within a larger community), guidelines for filing cases, 
information to be shared with and collected from police and 
probation, changing decisions, instruction regarding plea 
bargaining, bail, sentencing and procedures for handling of these 
cases . 

Summary 

This section has described a process prosecutors can follow to 
determine whether a problem exists in their community, and if so, 
how to describe that problem and build support for developing a 
strategy to address it. Prosecutors are encouraged to review the 
information that is available in their own offices first and then to 
seek additional information and data from other criminal justice 
organizations, schools, and service providers. A steering committee 
of key actors should then be formed and a plan for impacting that 
problem formulated and then implemented by the committee. The 
section also has distinguished conditions in cities with chronic youth 
gang problems from i?ose evident in cities with emerging youth 
gang problems. 

CHAPTER 4 

TARGET POPULATION/CASE CRITERIA 
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Prosecutors enforce law 
violations. 

Vertical prosecution is reserved 
for violent cases. 

I. 

• • • • 
Program Focus/Scope 
Goals and Objectives 
Gang Intervention and Suppression Program 
Summary 

Program Focus/Scope 

Once the prosecutor has been able to define the youth gang problem 
which exists in his or her community, he or she must consider his 
or her own role in reducing gang crime. Chief among the 
prosecutor's functions is enforcement of laws through the 
prosecution of persons charged with committing criminal acts. 
Thus prosecutor's offices, whether or not they have a special gang 
unit, prosecute offe!1ders who are members of gangs. In fact, in 
most jurisdictions, serious and especially non-serious gang cases are 
likely to be handled by prosecutors who handle a variety of cases. 

Of concern with respect to selection of cases or targeting of certain 
offenders for special attention is whether or not the presence of a 
gang prosecutor or gang unit and the development of a vertical 
prosecution approach is warranted (see below). That question 
should be answered by the close of the assessment process . 

If gang-motivated criminal activity is of sufficient volume and 
severity, or if cases are being lost or alleged offenders being 
convicted for lesser charges and thereby receiving lesser sentences, 
or if the chief pros,"!Cutor believes an assistant with special expertise 
in the handling of gang incidents would be more effective with these 
cases, the prosecutor may conclude a need exists within his office 
for a special gang crime prosecutor or unit. That assistant or unit 
would handle a case from investigation through trial and sentencing. 
He or she would also work with police during the course of their 
investigation prior to the alleged offender's arrest. 

Because of limited resources and the staff-intensive nature of this 
vertical prosecution approach to cases, it is usually reserved for the 
most violent cases. Therefore the use of a special prosecutor - in 
either adult or juvenile court - is generally limited to 
gang-motivated serious or violent incidents which are committed by 
known gang members. If the number of these cases is too great for 
the special staff to manage, it might be necessary to further limit 
the cases prosecuted by the specialists to only the most violent 
offenses or repeat gang offenders. Narcotics trafficking cases 
involving older former gang members might be handled by a further 
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Carefully screening cases for 
gang prevention 

Goals are long-range benefits. 

specialized subunit or separate narcotics unit. In those instances it 
is important - even where several vertical prosecution units are in 
place - for these various units to coordinate their efforts because 
investigations and cases are often inter-related. 

Prosecutors will need to carefully screen cases referred for 
prosecution to determine whether the criteria apply. The 
screener must look for indications in the arrest report that the gang 
incident has grown primarily out of gang motivation or interest and 
evidence that the alleged offender is a youth gang member (i.e., 
tattoos, wearing of colors, gang names, etc.) and at criteria such as 
the alleged offender's prior history, the type of gang offenses he has 
committed, and the seriousness of the presenting offense in 
determining whether the special attention of a gang prosecutor is 
called for. 

As indicated previously, use of civil sanctions or heightened 
prosecution of all offenses from high-risk communities not only 
sends a message to youth gang offenders but to all those in the 
community that crime will not be tolerated. These should therefore 
be considered in areas specifically targeted for intervention . 

Goals and Objectives 

Goals for the community served 

Goals are long-range benefits an agency or organization such as the 
prosecutor's office hopes to achieve in relation to community needs 
and concerns. Typical goals of an anti-gang program, of which 
prosecution is a part, are to reduce the incidence or prevalence of 
youth gang crime, to increase the capacity of gang or gang-prone 
youth to obtain and hold jobs or succeed in school, at the same time 
protecting and benefitting the community, to accomplish these ends 
without compromising the civil liberties of law-abiding community 
members, to enhance the community's control over its own destiny, 
and to increase the community's perception of safety. 

Objectives for the prosecutor's office 
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Increase conviction rates and 
penalties but also assist 
community mobilization, social 
intervention and provision 
opportunities. 

Prosecutors must work with 
others. 

Suppression is needed. 

• 

Objectives operationalize goals. They are also desired outcomes of 
the activities the prosecutor expects to undertake. As such they 
shouldn't be confused with the activities themselves. Objectives 
speak to "ends" while activities are concerned with "means". 
Therefore objectives are the criteria used to determine if a program 
has been effective. Objectives can also be thought of as statements 
about what the prosecutor intends to accomplish or the changes he 
expects to bring about within a particular period of time. 

Objectives should be more specific than goals and reasonable. Most 
vertical prosecution-programs are established to increase conviction 
rates and the penalties imposed on offenders. Therefore objectives 
which address these two measures should be considered. 
Appropriate too are objectives which address the operation of the 
criminal justice system such as reducing the time it takes to prepare 
a case for trial or the number of continuances the prosecutor 
requests. Also important are objectives which recognize the 
prosecutor is part of a larger effort and that his or her role is not 
limited to suppression activities but extends to community 
mobilization, social intervention, and opportunities provision. 
Objectives which reflect the prosecutor's involvement with a 
commitment to these activities are not only desirable but essential if 
the community is to be successful in a collaborative initiative to 
eliminate gang violence. 

Gang Intervention and Suppression Program 

Multi-faceted problem-based approach 

A community's youth gang problem will not be reduced in the long 
term solely by the increased. arrest and prosecution of youth gang 
members. Other things must be happening to create opportunities 
for gang and gang-prone youth and to involve community residents 
in an effort to improve the conditions of their neighborhoods. 

Clearly the prosecuting attorney has an important role to play, most 
obviously in suppressing youth gang activity by prosecuting youth 
gang offenders. The prosecutor, as a leader in the criminal justice 
community, should state clearly - to the media, legislators, others in 
the justice system and organizations which work with gang youth, 
citizens and gang youths themselves - that specific gang criminal 
activities will be prosecuted to the limits of the law . 
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legisl~tive and governmental 
agencIes 

A broader role for prosecutors 

• 

The prosecutor should also affirm his commitment to working with 
colleagues and others in the community to make available services, 
programs and opportunities which will keep convicted or 
adjudicated youth gang members from recidivating. The need for 
such intervention is particularly acute for older adolescents and 
young adults who have not experienced much success in school, 
whose employment prospects are limited and who at a certain point 
as they mature socially, may no longer present a major threat to the 
community. The prosecutor should become involved in the 
development of prevention and early intervention services. He can 
do so by participating in task forces, serving on agency boards, 
speaking to community groups, and, of course, cooperating with 
police, schools, social service agencies, community-based 
organizations, businesses, and colleagues in the justice system. 

The prosecution should also take lead responsibility with respect to 
drafting legislation to address the problem, especially definitions of 
gang activity, enhanced sentences, social advocacy, 

community organization, and funding of anti-gang projects. In Los 
Angeles, prosecutors believe that giving gang members notice that 
they are subject to prosecution under California's Street Terrorism 
Act has deterred some youth from committing acts prohibited by the 
statute. 

Furthermore, the prosecution should work with other governmental 
agencies which have responsibility for delivery of city services -
such as building inspection, trash collection, road repair, and parks 
maintenance - and encourage them to work with his or her office to 
ensure the quality of life in all neighborhoods is maintained. He or 
she might assist these agencies to target certain neighborhoods for 
increased attention to forestall further deterioration of conditions. If 
staff of these agencies are unable or unwilling to do their jobs 
because they fear gang victimization the prosecution should work 
with the directors of those agencies and police to address those 
issues. 

To some prosecutors, a role which goes beyond the courtroom and 
those activities which are part of apprehending and prosecuting 
alleged offenders may seem inappropriate. They may argue that, 
while it may be appropriate for a prosecutor to be aware of 
diversion programs or community alternatives for young offenders 
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• No single strategy will relieve 
gang violence. 

Emphasis should be on thorough 
legal case research preparation 
and creative use of existing law. 
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in particular, it is not the prosecutor's job to develop resources or 
to spearhead a broadbased approach to the community youth gang 
problem. They may also note - quite correctly - that these activities 
take time, something which is in short supply. 

These prosecutors should remind themselves that, as public 
servants, they share responsibility with other community leaders for 
ensuring any plan to respond to the community's gang problem is 
reasonable, feasible, legal, and since that plan will probably effect 
the prosecutor's office, takes into account his or her office's needs 
and limitations. This is not to say that the prosecutor must perform 
all the proposed activities or that each of his or her assistants must 
be equally involved in community-oriented efforts. It does suggest, 
however, that these are roles which need to be performed in 
whatever way works best for the individual prosecutor's office and 
encourages proset~utors to look beyond the courtroom to the 
community at large, those who live in it and those who will return 
to it. 

Critical Program Elements 

Just as no single organization is responsible for or able to "solve" a 
community's youth gang problem, there is no single strategy or 
intervention which is guaranteed to relieve a community's youth 
gang problem. There are, however, various elements which a 
community-based prosecution gang program ~.l}ould include: 
possible changes to existing laws, case selection and tracking, 
development of a police/prosecutor team, case strategy decisions, 
victim/witness support, disposition recommendations, coordination 
with other justice agencies, and coordination with other 
organizations. 

Existing laws: A state's existing laws will determine who can be 
arrested and the charges which can be brought against the suspected 
offender. Therefore a member of the prosecutor's staff should be 
instructed to: (1) research existing laws and case law which 
specifically address gangs or criminal activity related to gangs; (2) 
research laws and case law which may have general applicability 
but might be particularly effective in addressing gang crime; and (3) 
review the state's juvenile court act and code of criminal proce{fure. 
Particular attention should be paid to laws and procedures which 
relate to: search warrants, witness intimidation, conspiracy, 
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Identifying cases for special 
handling. 

seizure/forfeiture of assets, bail, taping or otherwise recording of 
statements, rules of evidence, special gang statutes, circumstances 
which enhance penalties, nuisance abatement, and other civil 
remedies. 

Many police and prosecutors may find these laws hamper their 
ability to control and prevent youth gang violence. Rather than 
immediately seek changes in the law, by advocating for and crafting 
new legislation, prosecutors are encouraged to work with existing 
laws long enough to demonstrate their limitations and, also, to make 
creative use of statutes which, though lion the books", are not often 
used. Tempting as it is for a prosecutor -- an elected official who 
may want to reinforce his IItough on crime" reputation -- to seek 
new laws, postponing the decision to do so may result in legislation 
being proposed which will indeed prove more useful in efforts to 
combat youth gang crime. 

Once the prosecutor has made an effort to work within existing state 
law - and determined its inadequacies, if any - additional laws might 
be considered. Among those which might be contemplated, 
particularly as they relate to gang problems, are: 

" ,/ 

,/ 
,/ 

safe school zones; 
special provisions with respect to funds used to post 
bond; 
a statute which defines a gang, gang incident, and 
gang membership to include criminal activity in 
conjunction with gang membership; 
enhanced penalties for recruiting juveniles, dealing 
drugs or engaging in drive-by shootings; 
special conspiracy laws; 
special asset seizure and forfeiture provisions; 
nuisance abatement; 
laws which direct gang youth be provided with 
education and employment assistance so they may 
seek legitimate alternatives to gang membership. 

Case selection and tracking: Implicit in the selection and tracking 
of cases are 1) criteria for selecting those cases which are based on 
clear definitions, and 2) a means of applying those criteria and 
following individual cases as they move through the various court 
proceedings. As noted previously, we believe the prosecutor should 
look at the presenting offense and the alleged offender's criminal 
history in determining which cases should be singled out for special 
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treatment. That process should include a verification of the 
offender's identity and his or her membership in a gang. As noted 
earlier the identification of a young person as a gang member 
should be based on multiple criteria and reliable data. Who is 
identified as a gang member is particularly important when 
determining whose name and other identifying information will be 
entered into an automated database for future use and reference. 

Once criteria are established to select cases which warrant the 
attention of a special gang prosecutor or some other special 
handling within the prosecutor's office, a way of actually 
identifying those cases is needed. Some prosecutor's offices assign 
certain prosecutors to screen all cases referred for prosecution. 
These individuals can be instructed to look for certain descriptive 
phrases in arrest reports, such as references to gang or rivalry 
between groups. Since gang-motivated incidents may not always be 
obvious the prosecutor may want to call for a second level of 
review such as follow-up with arresting or investigating officers, to 
determine the extent, if any, of gang member involvement in a 
particular incident. 

Other prosecutor's offices rely primarily on police to identify 
gang-motivated incidents and to "flag" those for the prosecution. In 
these communities police should be aware of the criteria the 
prosecution will use to single out cases for special handling and take 
the lead on identifying cases which meet those criteria. 
Since police often do not purge gang files with regular frequency. 
it is important the prosecutor determine whether an individual who 
was peripherally involved in a gang many years earlier still is or 
has returned to active gang membership. Otherwise the prosecution 
can be hampered and an innocent party brought before the court. 

In both scenarios selected cases should be reviewed a second time 
by the assistant in charge of prosecuting gang cases before a final 
decision to single out a case for special prosecution is made. In 
either situation, it is particularly important that the prosecutor be 
confident that the alleged offender is a gang member and that the 
criminal history connected with that individual is indeed the history 
of that offender. The best way of matching an offender with a 
criminal history is a fingerprint-verified identification. 

Also important are the accuracy of the criminal history record and 
the record-keeping system on which the prosecutor is relying. 
Inaccurate records or an outdated system may facilitate the release 
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Tracking of cases is important 

Prosecutors should fonn an 
alliance with police. 

of serious offenders or prompt the prosecution of non-gang 
members. The prosecutor is therefore encouraged to review the 
procedures followed with respect to the creation and maintenance of 
the criminal history record-keeping system on which he or she relies 
to make decisions regarding charge, bail, and sentence (see above); 
he or she should also check to ensure the source and date of 
information in gang files is clearly ascertainable. 

Some means will need to be developed for tracking those cases 
accepted for special prosecution as well as those which involve 
youth gang members which are not handled by a special unit or 
assistant. The latter is important because a youth's involvement in 
other gang or non-gang criminal activity may be relevant to a 
decision to prosecute in the future. It may also influence sentencing 
recommendations made by the prosecution when an offender is 
convicted. 

As the number of cases handled by an office increases, case 
tracking is most easily accomplished by use of an automated 
system. As the prosecution reviews the various computer software 
which is available, several points should be considered: the 
information the system will need to produce (for case management 
and overall policy setting), the abilities of persons who will use the 
system, the caseload, the system's speed of operation, the day-to­
day functions that relate to tracking (such as witness-notification, 
court call schedules for assistants, etc.), the system's ability to 
interface with other systems - especially police and growth 
potential. 

It is also important that clear procedures be developed and followed 
for the handling of documents which relate to processing of a case. 
This is vital because much information will only be available in the 
form of "hard copy" and these documents will serve as a backup to 
the automated system. 

The police/prosecutor team: Police and prosecutors should, and 
usually do, work together as major cases develop. This is 
particularly important with respect to gang-motivated violence. 
Police are on the "front lines" continuously gathering intelligence 
and other information which may be relevant to a case being 
handled by the prosecutor's office. Similarly the prosecutor is able 
to advise police, as well as assist in investigations, by obtaining 
warrants and providing advice about the legality of possible police 
action. The result should be stronger cases which respect the rights 
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Issues in regard to 
responsibilities should be 
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investigated cases and the 
possible need for improved 
training of police officers 

of those individuals who are under investigation. Local officers and 
prosecutors may also wish to target certain persons for further 
investigation. 

Regular in-person or telephone contact between those police 
assigned to monitor and investigate youth gang activity and the 
assistant prosecutor assigned to handle violent gang-motivated 
offenses is essential. Use of common definitions by these two 
agencies is a must. If possible, in large jurisdictions, the two 
should have access to a common database so each can be quickly 
updated on the activity of the other with respect to a particular gang 
member. Though inevitably there will be tension with respect to 
who is in charge of an investigation the two must work out when 
one will have the final word and those times when the other will 
take that role. For instance, when a decision regarding a possible 
violation of constitutional rights is to be made, the prosecutor 
should make the determination. When deciding what investigative 
strategy will involve the least risk to officers while still yielding 
needed information, the police should decide. 

When possible prosecutors should be availabe to consult with police 
on a 24-hour basis - especially when a major investigation is 
underway. Prosecutors should also share any guidelines for the 
filing of cases with police so these factors may be taken into 
account as an investigation is undertaken. Police should also agree 
not to accumulate cases against a particular suspect before bringing 
them to the prosecutor. 

If police officers and prosecutors can accept each other as 
professionals who are committed to achieving the same ends, 
developing a successful working relationship should not be difficult. 
If, however, each does not have faith in the other's ability to do his 
or her job, or believes they are working at cross-purposes, 
problems will arise. Should this be the case the two are encouraged 
to discuss their roles, what they hope to accomplish, and their 
views on how this is best done. It may also help to remember that 
both police and prosecutors have a common goal. 

In both chronic and emerging contexts, but especially in cities with 
chronic youth gang problems, prosecutors will want to ask about the 
training police have received regarding the investigation of gang 
crimes and gang offenders. If this has not been systematic, rooted 
in whatever research is available, and in accordance with existing 
laws, the prosecution should work with the chief or his or her 
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Possible review of police data 
collection procedures by gang 
prosecutors 

Bail consideration 

Detention for juveniles 

Waiver conditions 

representative to obtain such training for officers. This will not 
only improve the officers' effectiveness but will limit grounds on 
which their actions and status as experts can be challenged by 
defense attorneys. 

Prosecutors might also wish to offer to review the police 
departments procedures and practices for collecting, storing and 
using intelligence and other information which may be relied on in 
the prosecution of a case. Potential problem areas can then be 
identified before they arise and the two agencies can discuss and 
develop an alternative approach. 

Case strategy decisions: The special prosecutor will be called on to 
make a variety of decisions relative to the prosecution of a 
gang-motivated offense. These include whether to seek a high bail 
or no bail, whether to ask that a juvenile be detained pending his 
adjudicatory hearing, which charge should be brought, the 
possibility of waiving a juvenile offender to adult court, whether to 
use an expert witness, and the use of gang members as witnesses. 

Bail: Statutes generally direct that bail decisions be based on the 
likelihood of a defendant to flee the jurisdiction or on the risk of 
harm he or she poses to the community rather than on punishment 
of alleged offenders. Further, most states do not provide for 
juveniles to be released on bail unless they are being prosecuted as 
adults. In considering whether to seek a high bail for a defendant, 
the prosecutor should consider if the defendant is likely to threaten 
or intimidate witnesses. If so, the prosecutor may want to seek a 
no contact order if bail is made. Also, if a high bail is made and 
the defendant has no visible means of support, it may be worth 
investigating the source of the funds posted as bail. 

Detention: If a high bail is set or if a juvenile is to be detained, the 
prosecutor should contact the sheriff or detention center 
administrator to advise him of the youth's gang membership. Those 
with whom the youth associates or his or her drawing of graffiti 
may be a source for confrrming a tie to a particular gang or suggest 
others who may assist in an investigation. 

Waiver: Most states provide for the transfer of cases involving 
juvenile defendants to adult court when the juvenile is alleged to 
have committed a very serious offense and not likely to benefit 
from processing as a juvenile. Other states require the cases of 
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juveniles alleged to have committed certain offenses be 
automatically heard in the adult system. 

If waiver to criminal court is not automatic, the prosecutor should 
carefully weigh what will be gained by the community and the 
youth - from charging and prosecuting the youth as an adult. 

Expert witnesses: Systematic training, education and field 
experience combine to qualify a witness as an expert. Prosecutors 
need to be alert to the challenge of skilled defense attorneys that 
arresting a large number of gang members does not make an officer 
an expert on gangs. Thus the prosecutor needs to review the type 
and extent of training, education and experience an officer has 
received before representing him as an expert witness. 

Gang members as witnesses: Most victims of gang crime are gang 
members. Many gang members are not good witnesses because 
they prefer to manipulate the court against the suspect who is a 
member of an opposing gang or they may not cooperate with the 
prosecutor because they prefer to handle the matter themselves. 
They may be untruthful, uncooperative or subject to impeachment 
or other attacks on their credibility by defense counsel. 

Prosecutors in Los Angeles have found it helpful to ask the judge to 
order a recalcitrant witness to post a bond if there is reason to 
believe the witness will not appear and testify. They also encourage 
the taping of interviews in the event a witness decides to recant or 
cannot remember an earlier statement. 

All of these are decisions which may influence the outcome of a 
case. They should therefore be considered while the prosecutor 
prepares a case for trial and, to the extent possible, the pro's and 
con's of each option weighed. 

Victim/witness support: Victims and witnesses are key to the 
successful prosecution of a case. In the case of victims, they may 
also have a personal interest in the progress and outcome of the 
case. Some victims will be gang members as well. A prosecutor 
who fails to recognize this may find himself dealing with a less 
cooperative witness or one who could be impeached by defense 
counsel. He or she may also project the appearance of not being 
sensitive to the needs of victims in the community . 
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:Accountability and rehabilitation 
issues in sentencing 
recommendations 
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Whether a victim is a gang member or not, it is important they be 
advised of the status of a case and given answers to questions which 
may not be directly related to the prosecution of the case. It may 
also be necessary to intervene on a witness' behalf with employers 
so witnesses don't lose pay when testifying in court. 

Prosecutors may also need to intervene to ensure the safety of 
witnesses who are being intimidated by friends or family members 
of defendants. This can be accomplished by police advising gang 
members not to have any contact with witnesses or victims, court 
orders to that effect, and aggressive prosecution of violations of 
such orders. Where possible, a separate waiting area should be 
designated so witnesses who are waiting to testify avoid contact 
with gang members. Giving witnesses a number where police or a 
prosecutor involved in the case can be reached 24-hours-a-day may 
also alleviate anxiety. In some instances, relocation of witnesses 
would be advisable. Since witnesses are often the key to a 
successful prosecution the prosecutor should train his or her staff 
regarding intimidation techniques used by gangs and strategies to 
minimize or diffuse them. 

Many prosecutors hire staff to work exclusively with crime victims 
and witnesses. When this is the case, assistants are encouraged to 
view these individuals as professionals who should be part of case 
conferences so they are able to respond to victims and witnesses. 

Disposition recommendations: In framing a sentencing or 
disposition recommendation, the prosecutor should be alert to a 
number of factors other than the offense the gang member has 
committed. Especially when the offender is a juvenile, the 
prosecutor should give serious consideration to what can and should 
be done to change the direction of the young person's life. This is 
not to say that the youth gang member should not be held 
accountable for his acts. Nor does it mean confinement in a secure 
setting may not be appropriate. It does, however, ask the 
prosecutor to recognize the fact that all but very few youthful 
offenders will be released to rejoin society and, that without 
opportunities and the preparation needed to lead a law-abiding life, 
the youth gang member is likely to return to the gang. It is 
therefore important for prosecutors to consider and recommend a 
sentence which promotes accountability and offers the youth a 
chance to acquire the skills he or she needs to leave the gang . 
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Coordination with other criminal justice agencies: The 
prosecutor, as a key part of the justice system, must work closely 
with police, courts, probation and corrections to hold gang youth 
accountable for their behavior and to redirect their lives toward 
constructive activities. To be most effective all parts of the justice 
system must agre·e on a common goal, coordinate their activities, 
share information, and act in concert with respect to gang youth. 
Therefore, prosecutors are advised to meet regularly with police, 
probation, and corrections to discuss what each is doing to combat 
gang crime, identify ways in which each can facilitate the efforts of 
the others, and share information about gang youth who are under 
the justice system's jurisdiction. 

As part of this coordination of effort, those in the justice system 
should draw on their expertise and observations to identify and 
articulate the opportunities and resources needed by gang youth to 
leave the gang and pursue non-criminal careers. They should also 
work together to improve the overall quality of life in high-risk and 
at-risk neighborhoods. Police must not ignore misdemeanors or 
minor crimes in communities experiencing violence. Both are 
significant in terms of the overall well-being of those communities. 

Coordination with other organizations: Second only to 
coordination of agencies which comprise the justice system is 
coordination of justice system efforts with other organizations in the 
community which are working to reduce and eliminate youth gang 
crime - local governmental officials, schools, businesses, 
community organizations, community youth and social service 
agencies, churches, and civic groups. These are the organizations 
which can create or direct resources which will provide 
opportunities for gang youth and, ultimately, change the conditions 
which give rise to youth gangs. The prosecutor should accept 
invitations to meet with representatives of organizations individually 
or as a group to discuss the youth gang problem in his or her 
community and develop a strategy to address it. While this is often 
time-consuming, it is time well spent. In fact, as the prosecutor has 
firsthand knowledge of the youth gang problem, he is a valuable 
resource person. In that role, he or she must ensure the problem is 
not exaggerated and that a response is crafted which is reasonable 
and achievable. 

The prosecution can, and should, remind governmental units outside 
the justice system that they too have a role in improving 
neighborhoods. By reminding them that his office will prosecute 
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Identification of community 
groups with an interest in the 
youth gang problem 

Convening representatives of 
groups with a wide range of 
views about gangs and what to 
do about them 

• 

violators of ordinances or codes, he or she supports their work and 
reiterates his or her commitment to the community to upgrade living 
conditions in problem areas. 

Summary 

This section has proposed a multi-faceted approach to youth gangs 
which is based on a clear and complete description of the 
community's youth gang problem. As a key part of a community­
wide coordinated approach to gangs the prosecutor is encouraged to 
review the policies and procedures in force in his or her office 
which will impact the prosecution of gang-motivated cases. 
Identified as warranting special consideration are: laws which are 
already in force and can be applied to gang crimes, selection and 
tracking of cases involving gang-motivated offenses, the working 
relationship of police and prosecutors, decisions related to case 
strategy such as bail, detention, waiver of a juvenile offender's case 
to criminal court, use of expert witnesses and the use of gang 
members as witnesses, the provision of support for victims and 
witnesses, disposition recommendations, and coordination with other 
organizations in and out of the criminal justice system . 

CHAPTER 5 

COMMUNITY MOBILIZATION 

Once the prosecutor has identified an emerging or chronic gang 
problem within his or her jurisdiction and then worked with 
members of staff and others in the criminal justice system and 
community organizations to respond to it in appropriate 
prosecutorial terms, his or her next responsibility is ensuring gang 
youth have access to opportunities, especially education and 
employment. 

As he or she begins this task, the prosecutor should make every 
effort to identify all community groups and social service 
organizations with an interest in working with gang youth or against 
the conditions which give rise to youth gangs and to involve them in 
developing and implementing an anti-gang strategy. In convening 
representatives of these organizations, the prosecutor should be 
aware that some of these groups may not be supportive of criminal 
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The prosecutor can set ground 
rules for the conduct of the 
community-wide meetings. 

• 

• 

justice efforts to combat youth gangs and may even be sympathetic 
to the gangs themselves. The prosecutor therefore must not only be 
prepared to guide the group through a planning and program 
development process, but to forge group consensus through a clear 
articulation and discussion of different points of view. Such 
exchanges with those who have different perspectives on youth 
gangs may yield information which helps craft an intervention 
strategy which is more likely to be effective than one formulated 
without such information. It will also build a rapport with a diverse 
group and expand support for a community-wide anti-gang 
initiative. With respect to groups which may be sympathetic to 
gangs, the prosecutor should listen to their points but be clear that 
his or her concern is with stemming violence and the victimization 
of community members rather than with rights of association. 

Meetings should be issue-focused and time-limited with the 
prosecutor announcing the agenda and describing what is to be 
accomplished as soon as the meeting is called to order. While 
everyone should be given a fair hearing, the prosecutor, in setting 
ground rules for the group's work, needs to state clearly that no 
individual will be allowed to monopolize or dominate the work of 
the group. Rather the end product should be one which reflects the 
interests of all group members and one which will have the full 
group's support. Early in the process, too, the prosecutor should 
set a timeline for completion of the strategy. 

Once the strategy has been completed, the prosecutor should consult 
with the group about the best way of bringing it to life. Often the 
prosecutor will be the best person to announce it to the press and 
seek the support of the community at large. He or she, with other 
key committee members, might also appear before the city council, 
business associations or local foundations to gather the funding and 
support needed to implement the strategy. 

There may be times when the prosecutor, an elected official, feels it 
would be better to deleg.lte the lead role to a key staff member or 
another member of the committee. This may be especially true 
when an election is close or when charges from persons that the 
prosecution is motivated only by politics might undermine his or her 
effectiveness. 

CHAPTER 6 
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• Assistant prosecutors must be 
carefully selected to represent the 
interests of the community 
including working on behalf of 
the offender. 

flPecialized training is necessary. 

• 

STAFF SELECTION AND TRAINING 

As with so many other efforts, the staff chosen to conduct a special 
anti-gang initiative will make or break the program. Therefore, the 
prosecutor must pay special attention to the recruiting and training 
of assistant prosecutors who will handle gang cases. 

Given the complexities of gang cases and youth gang members 
themselves, it is best if experienced prosecutors are assigned special 
duties related to the prosecution of gang cases. Such individuals are 
already very familiar with the various aspects of prosecuting a 
criminal case. It is also preferable if these individuals are, or 
intend to be, career prosecutors to minimize the possibility of them 
gaining knowledge which they could subsequently use in defending 
a client. Assistant prosecutors assigned to gang cases should not be 
easily intimidated and at least somewhat street smart so they are not 
easily misled by stories these youngsters tell. Finally, it is 
important for assistant prosecutors to have an interest in the 
offender and his future a well as championing the safety of the 
community. 

Training for assistant prosecutors should include sessions on: 

• Recognition of youth gang-related crimes including 
recognition of gang signs, symbols, culture; gang 
structure and processes 

• Nature and scope of the gang problem in the 
prosecutor's jurIsdiction 

• Definition of gang crime incident: gang-motivated 
and gang-related 

• Policies and procedures of current justice agencies, 
community agencies, and grass-root groups in the 
jurisdiction concerned with gang crime 

• Specific policies and procedures of the District 
Attorney or Prosecutor's office for handling gang 
crime 

• Laws and caselaw which have particular applicability 
in youth gang cases 
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Any intervention must be tested. 

• 

• Responsibilities of prosecutors for community 
mobilization and leadership in community efforts 

• Methods for assuring accurate, reliable data collection 
on gangs 

• Causes of gangs and information on gang intervention 
strategies 

• "Adult" members of youth gangs 

• Youth gangs and criminal organizations 

• Differences among different cultures 

The instructors in the training sessions should include not only 
experienced gang prosecutors, but gang crime police and other 
justice system officials, as well as defense attorneys with special 
gang defense expertise. Representatives of community based 
agencies and grass-roots organizations should also be engaged as 
instructors . 

CHAPl'ER 7 

EVALUATION 

Relatively little is known about what specific intervention will 
reduce gang violence or deter youth from participating in a gang 
under different community conditions. Some evidence exists 
already that hard core or vertical prosecution can result in a higher 
rate of convictions and longer sentences for gang offenders. The 
available research has been restricted to the prosecutorial process 
rather than long term outcome or effectiveness. It is essential, 
therefore, that the strategies employed by the prosecutors and other 
members of the community coalition document all phases of 
intervention and key data which will track cases and all other 
activities in which the prosecution engage and increase the impact 
of those efforts on the behavior of gang and gang- prone youth. It 
will also be important for the prosecution to track overall crime 
levels as well as levels of crimes most associated with gangs in 
target areas and adjacent neighborhoods to determine whether crime 
rates have dropped or merely shifted to other areas . 
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Both process and outcomes need 
o be evaluated. 

Utilize a third party evaluator if 
possible. 

• 
Adequate funding is needed. 

• 

The specific data to be collected will vary by organization. At a 
minimum data should be collected about the cases prosecuted -
including descriptive data about the offenders themselves - the 
original charges brought and charges on which offenders were 
ultimately convicted, case processing time (to shorten the time 
between arrest and conviction so youth realize a consequence for 
illegal acts as soon as possible) and case outcomes. If possible 
prosecutors should also track recidivism, number of gang members 
with multiple charges and those who re-offend while awaiting trial. 

A log for meetings and the prosecutor's activities outside the office 
would be helpful to measure the extent to which he or she has 
coordinated with others and engaged in community mobilization. 

Involvement of an objective third party evaluator - such as a local 
college or university faculty member - in the early stages of the 
process will help in identifying all the data elements to be collected 
and establishing a system for data collection. An independent 
evaluator should also consider the benefits of studying a comparison 
group and in suggesting how the collected data should be analyzed 
in a longer term evaluation . 

CHAPTER 8 

FUNDING 

No concentrated attempt to reduce gang violence or limit gang 
activity in a particular community can take place without adequate 
funding. With respect to the prosecutor's office it may be possible 
to re-organize staff and pay particular attention to some offenders 
with existing staff and even to call on certain individuals to extend 
their work day to attend community meetings. Clearly existing staff 
can be trained to be more effective in their handling of gang cases 
without significant new funding. 

No meaningful expansion of effort however can be sustained over 
the long haul without some additional funding or funding for 
services to the target gang youth population. Therefore new 
sources of funding must be sought for an anti-gang initiative. 

A number of possible funding sources exist - federal, state, and 
local units of government; foundations; corporations and businesses; 
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and individuals. Historically, governmental sources have been the 
biggest and longest-term funder of those services and programs for 
gang youths. The Catalo~ of Federal Domestic Assistance and the 
Federal Register are good sources of information about federal 
funding sources. Information about state funding sources is 
available directly from state agencies with statutory resp0n/iibility 
for particular services - such as employment, education, criminal 
justice and child welfare - and from the state published register. 
Foundation and corporate sources can be researched using the 
Foundation Directory which is available from the reference 
department of most public libraries. 

Many major cities also have specia1libraries - such as the Donors 
Forum in Chicago - which provide information to non-profit 
organizations in their fund-raising efforts. Newsletters and digests 
of state and national associations and networks often identify 
possible funding sources as well. And, of course, local businesses 
and community residents may be in a position to make cash, in­
kind, or other contributions to a gang intervention program . 
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