April 2, 2013

TO: Mayor and City Council
FROM: Bob Deis, City Manager

SUBJECT: PRESENTATION OF MARSHALL PLAN PROJECT REPORT_ ON
PUBLIC SAFETY

RECOMMENDATION

I recommend the City Council direct staff to: 1) facilitate community meetings to discuss
the Report recommendations and solicit citizen input; 2) to properly budget in FY 13-14
for the continuation of Ceasefire and the Marshall Plan Committee discussions; 3) after
receiving community input, the City Manager is to return to Council with final
recommendations along with a financing plan for implementation that is in coordination
with our bankruptcy negotiations.

SUMMARY

The Readiness Phase of the Marshall Plan Project on Public Safety, an unprecedented
project to stem the multi-generational tide of high crime, was complete in early 2012.
Council approved a contract on February 2, 2012 for consulting services to provide the
expertise and resources necessary to move the project forward and facilitate the
Marshall Plan Stakeholder Committee discussions. Over the past year, the Marshall
Plan Stakeholder Committee was convened and met eight times, including hosting a
symposium for community leaders on February 8, 2013. Also during this past year the
consultants gathered data, conducted significant analysis, and held numerous
interviews and site visits to gain a comprehensive understanding of our criminal justice
system and our community capacity. As a result of these activities, the planning phase
of the Marshall Plan is now complete and a report is attached with recommendations for
moving the plan forward.

This project and its recommendations is unprecedented in that it is grounded in the
latest science and evidence for what really works in reducing crime. It applies proven
methods to the unique needs and opportunities of our city. It is also grounded in the
irrefutable fact that the City of Stockton cannot reduce crime on its own. We cannot
arrest our way out of this challenge. Change in Stockton's high crime rates will require
collaboration and transformation amongst the County Criminal Justice System, the
State Courts, schools, the State prison system, faith based groups and others. In
addition, critical new initiatives have already begun, including a review and expansion of
Pretrial Services, the creation of a Community Corrections Task Force and the initiation
of Project Ceasefire.
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Next to getting our fiscal house in order, | believe the Marshall Plan is the most
important goal for the recovery of Stockton. The next step in the process is taking this
plan to the community to solicit their feedback. We then must develop an
implementation plan that includes a financial plan in coordination with the bankruptcy
negotiations.

DISCUSSION

Background
2011-12 City Council Work Plan (Road to Recovery)

On May 17, 2011 the City Council adopted a comprehensive Work Plan designed to
achieve your City Council Goals through the implementation of 37 Strategic Initiatives,
one of which, the Marshall Plan, focused on reducing crime and improving a sense of
public safety in the City. As outlined in your 2011-12 Work Plan, the role of the City in
this project is that of a “convener” facilitating a discussion with major stakeholders that
participate directly or indirectly in the Criminal Justice System (CJS), or are directly
impacted by the performance of the CJS or crime itself. Upon completion of this project
we hoped to have a blueprint for reducing crime and improving the sense of safety in
Stockton. This is premised on the assumption the City cannot do this alone. It requires
various stakeholders to collaborate together (please see Attachment A of the January
31, 2012 staff report included with this item for a flow chart of all the stakeholders). The
intent of this project is to lead to: 1) better inter-agency and community understanding of
Stockton’s crime and public safety issues, 2) additional opportunities for stakeholders to
collaborate within current resources to improve crime trends or perceptions of public
safety and 3) if additional investments in criminal justice system occur, where should
that be to improve crime rates and perceptions of safety. Please see Attachment A for
the January 31, 2012 staff report that proposed a process to complete the Marshall Plan
Project Strategic Initiative as well as Attachment B for an updated roster of the Marshall
Plan Stakeholder Committee. This Committee was hand-picked to represent: 1) agency
decision-makers that influence programs and resources impacting the public safety
issue; 2) schools, non-profit and faith-based leaders; 3) business representatives; and
4) the cultural diversity of our community.

Marshall Project Starts

Consistent with the project outline for this Strategic Initiative, the Readiness Phase
included reaching out to major stakeholders in the community and CJS to gauge
interest in this project. The upshot was the community was very motivated in doing
something, if there was going to be follow-through by the City. This was completed in
January of 2012. During the January 31, 2012 Study Session on this topic | proposed a
diverse stakeholder committee, a timeline, a process and consultants that will lead to
the completion of your Strategic Initiative. The process outlined at that time included a
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three phased approach facilitated by professional consultants over a period of twelve
months. These phases include an initial analysis phase, a planning phase for building a
better criminal justice system and a final phase to develop an implementation roadmap
for community crime reduction.

On February 2, 2012 the City Council approved a contract with David Bennett and
Donna Lattin to provide consulting services to facilitate the meetings of the Marshall
Plan Stakeholder Committee and manage this phased approach to your Strategic
Initiative. On April 6, 2012 the work of the Marshall Plan Stakeholder Committee was
initiated through a work session outlining the problem that our community faces within
the context of data driven planning, the public policies of the State of California related
to criminal justice and the need to develop a system wide solution that is
comprehensive and sustainable.

Over the past year, the Marshall Plan Stakeholder Committee has met eight times to
discuss key issues related to crime and the criminal justice system in our community.
These work sessions have explored crime trends and the local crime profile of Stockton,
a systems approach to criminal justice, successful implementations of proven
evidenced-based solutions in other communities and in particular solutions that target
interventions and enforcement to reduce violent crime. These meetings have also
addressed Project Ceasefire, potential offender re-entry programs and violence
prevention programs. The work sessions have been very engaging, with valuable
feedback and input provided by the diverse and experienced stakeholders. The
Stakeholder Committee has demonstrated and expressed the highest levels of
commitment to the community and the creation of a sustainable violence reduction
strategy for the Stockton region. Committee and community members even visited
Washington County, Oregon to evaluate and discuss the Community Corrections
concept as recommended in this report.

The unique approach of the consultants included gathering critical crime statistics and
data as well as many personal interviews, focus groups and site visits in order to gain
both a broad and in-depth understanding of the comprehensive criminal justice system
within our community. In advance of initiating the Marshall Plan Stakeholder Committee
the consultants conducted interviews with a broad range of stakeholders including
community leaders on the Stakeholder Committee, law enforcement personnel at the
City and County, officials within the County judicial system, other executives and
members of the community.

These efforts have led to an in-depth understanding of our criminal justice system as
well as fostered a collaborative partnership with the County and with community
partners. The consultants have also conducted significant analysis and prepared
recommendations related to our criminal justice system.

67



April 2, 2013

PRESENTATION OF MARSHALL PLAN PROJECT REPORT ON PUBLIC SAFETY
(Page 4)

Early Implementation Of Marshall Plan Recommendations

In addition, initial outcomes of this Project include a review and expansion of Pretrial
Services, the creation of a Community Corrections Task Force and the initiation of
Project Ceasefire. The Community Corrections Task Force is a collaborative effort to
conduct proactive policing with target populations of repeat offenders. Project Ceasefire
is a direct response to the violent crime in Stockton. Through the project, targeted
areas and individuals will be identified as those responsible for the majority of violent
crime in the City. These individuals are then given direct messages in sessions referred
to as “call-ins” about how their behavior must change or the criminal justice system and
the community will hold them accountable. They will also be offered help in changing
their lives. Each of these programs has benefited from the collaboration and innovation
made possible by bringing these stakeholders together and has opened the door to AB
109 realignment funding and other cost savings measures through efficiencies.

Completion of Planning Phase

The final meeting of the Planning Phase was a symposium held on February 8, 2013.
The symposium introduced the work of the Committee and the consultants to
approximately 200 community leaders and stakeholders in the criminal justice system.
Testimony was solicited and the consultant’s final recommendations are provided in the
attached report (Attachment C).

Next Steps

| propose the next steps include a community conversation on this plan. | look to the
City Council for your personal participation and advice on format, venue and timing of
this conversation. After receiving community feedback, | will return to the Council with
final recommendations and a financial plan for implementation. Of course, this needs to
be coordinated with our financial restructuring negotiations via the bankruptcy process.
Parallel to this effort, I am compiling my Proposed Budget for FY 13-14. | plan to budget
for the continuation of Ceasefire and the Marshall Plan Stakeholders Committee
process.
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ATTACHMENT A

January 31, 2012
TO: Mayor and City Council
FROM: Bob Deis, City Manager

SUBJECT: MARSHALL PLAN PROJECT ON PUBLIC SAFETY

This Study Session item proposes a process to complete your Strategic Initiative
focused on reducing crime and improving a sense of Public Safety in the City.
Specifically, | propose a committee, a timeline, a process and consultant that will lead to
the completion of your Strategic Initiative Marshall Plan on Public Safety. We have
concluded the Readiness Phase and people are excited about participation in this
project. As outlined in your 2011-12 Work-plan, the City will act as a “convener”
facilitating a discussion with major stakeholders that participate directly or indirectly in
the Criminal Justice System (CJS), or are directly impacted by the performance of the
CJS or crime itself. This project will hopefully lead to: 1) better inter agency and
community understanding of Stockton's crime and public safety issues, 2) additional
opportunities for stakeholders to collaborate within current resources to improve crime
trends or perceptions of public safety and 3) if additional investments in criminal justice
system occur, where should that be to improve crime rates and perceptions of safety. |
ask the Council to review and provide direction on the attached plan. Upon approval, |
will submit a contract with David Bennett Consulting on your consent agenda and
convene the proposed Marshall Plan Stakeholder committee for this project.

DISCUSSION

Background

As you know, Stockton historically has experienced a relatively high crime rate at least
for the last two generations. A simple review of past Stockion Record articles or crime
statistics supports this assertion. Crime rates were improving approximately four years
ago, however in the last few years crime rates have increased again. Our rates are
increasing while many cities show general decreases. We think the increases are tied to
a myriad of variables e.g. the economy, Stockton’s high poverty and foreclosure rate,
lifestyles such as gangs, drugs and prostitution and a huge reduction in our sworn and
civilian police force. We also have witnessed the reductions in the County criminal
justice system, some of which might be attributable to budget pressures and the fact
that Stockton Police Department is arresting 27 percent fewer people. We cannot
expect a wholesale improvement in crime when we are arresting 27 percent less people
and crime trends are up at the same time. This lower arrest rate is due to the reduction
in sworn officers these last few years. However, we cannot arrest our way out of this
challenge.
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Due to staffing reductions, the Stockton Police Department (§PD) has had to constantly
assess its priorities and respond to a dynamic environment. Due to officer reductions
and high calls for service, officers are simply responding to higher priority calls for
service (crimes in progress) at the expense of self-initiated (the officers themselves
generate a call for service) calls that may be crimes in the making. Self initiated calls
are a wealth of crime prevention or quality of life efforts. Furthermore, at many times in
the month, the SPD reverts to “condition blue” which further prioritizes officer response
to calls to only Priority 1 and some 2 calls. This has the affect of further frustrating
citizens by not providing an officer after crimes have occurred, increased vagrancy and
marginal behavior which all reduces the general sense of safety in the City.

With a reduction in Community Service Officers (CSQO’s) we are less able to facilitate
and regularly meet with Neighborhood Watch Programs and other community
gatherings to assist in reducing victimization. The vagrancy rate has noticeably
increased in parts of the City. Our capacity to address this has been greatly
constrained. Again, this adds to citizen's lower sense of safety.

In response to these challenges, the SPD has really honed its collaboration skills with
other agencies and attacked “hot spots” for crime. The Council has seen examples
where we have worked with the California Highway Patrol and other federal, state and
local agencies to tamp down violence and arrest known repeat offenders that are the
typical source for these issues. However, this is a response to crime trends that is
difficult to sustain. We would rather be more into a prevention mode and avert future
spikes in criminal activity and do so on a sustainable basis.

Another area where SPD has risen to the challenge is in the area of grant acquisition.
We are finishing a three year cycle where the federal government funded 22 officers.
We just received another federal grant to fund an additional 17 officers. This new grant
will fund these officers for three years. As we develop our ever-evolving policing
philosophy, the SPD shall build upon a plan to combat crime trends, recognize our new
environment of reduced resources, and make sure our guiding principles are community
based and mission critical i.e. the mission of reducing crime. | never cease to be
amazed how the SPD leadership is willing to constantly assess its self, experiment in
new things and respond to a dynamic community. Before we lock into the deployment
strategy for these 17, we would like to share our plans with this new committee and
solicit their comments.

As we add resources, via grants or other opportunities, we need to be cognizant of the
impacts to the other criminal justice system participants. Can they handle the new or
enhanced activity that we generate due to our efforts?
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Criminal Justice System

As you can see by the Attachment A, the City of Stockton is just one participant in the
overall criminal justice system (CJS). Admittedly, this is a very crude depiction of a
much more complicated system. Furthermore, this is a summary of the adult criminal
justice system. While the Juvenile system has similarities, it has a different orientation
that greatly reduces incarceration and is focused on diversion and rehabilitation. |
euphemistically describe SPD as the intake workers to the (CJS) system. This is the
one area that we can influence the most. Many of the system stakeholders make
decisions that determine who gets prosecuted, whether they are taken off the streets,
return to the community, when they return and what services they provide that might
impact recidivism rates. These stakeholders are also under budgetary pressures.
Before long, some participants in the system are re-engaged by our officers and re-
arrested. While | do not know Stockton's unique experience, on a national level, experts
generally quote a 50% re-arrest rate. In other words, approximately half of the people
that SPD arrests are past participants of the CJS.

Each part of the CJS impacts the other parts. As a result, it is this system that provides
the nucleus for the Committee of stakeholders.

Marshall Plan Stakeholder Committee

There are various CJS agencies and institutions that interact daily, there are others in
the community that partner with the system, have resources to assist the system or their
own mission is directly impacted by crime, such as the schools. You also know that
Stockton is a very diverse community. As a result, | am proposing a Committee (see
Attachment B) that will reflect the City's diversity and include representatives from
criminal justice system stakeholders or other agencies that might have resources or
missions that complement our goal of impacting public safety, either real or perceived.

| have contacted every proposed Committee member. Not all have been able to confirm
their participation. The feedback that | received most often from proposed Committee
members is their not wanting to participate if the project produces “another study that
just sits on the shelf”. Stockton has more than its fair share of these studies. It is my
experience, that one of determinants for successful project completion that results in
actionable plans and effective change is the size of the project committee. It is important
that we manage the size of the Committee so that it doesn’t get too large to hinder
consensus and the development of an actionable plan. As the Committee gets larger,
and everyone wants to add their voice to the issue, the process drags out, consensus is
harder to achieve and project completion becomes more difficult. There also becomes
the urge to dilute recommendations to add more people to the consensus position or
recommendation.
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As | spoke informally to Council and members of the public, everyone had additional
people they would like to add to the Commitiee. If | added these people, the list would
easily exceed 30 or 40. Thus, | ask that you review the Committee roster, discuss
options together and assist me in finding that right balance between inclusion and
effectiveness.

Marshall Plan Consultant

Another key component in successful project completion is the need to have adequate
resources to support the Committee and produce an actionable work product. This
Committee resource was part of the criginal Business Plan submittal to your Council
last year (see Attachment C). If we are fo achieve the goals of this project, we need a
professional resource that is not consumed by the “day-to-day” challenges of the City.
We have surveyed the consultant field for a resource that would work with the
Committee and the City to facilitate meetings, capture and interpret data and input and
develop an implementation plan that meets project objectives. In our survey we found
consultants that typically focus in one area e.g. police, jails, county criminal justice
systems, etc., but we could not find consultants that encompass all aspects of the
system. | chose David Bennett because he and his cohort understand and have worked
with most parts of the criminal justice system; is well versed in evidence base practices
that reduce recidivism and prevent crime; and the fact that our Police Department has
already commissioned a study and developed recommendations for SPD. If we need
additional specialized resources, we can always acquire it as the need arises. David
has the ability to interact with system stakeholders, forge agreement from disparate
perspectives, produce and implement change.

His proposal and proposed phases for this project is attached (Attachment D).

FINANCIAL SUMMARY

As | mentioned in the initial outline for the Strategic Initiative that was reviewed and
approved by Council, this is a project that requires additional one-time costs to fund the
consultant. As you may recall, we allocated $150,000 from the General Fund to fund the
Community Development Management Review. We are spending approximately
$150,000 for the Downtown Revitalization Project; however, through public and private
donations we were able to avoid a General Fund contribution other than staff time. His
proposed budget includes $123,000 at this stage, along with $27,000 contingency. This
of course is an estimate of his time at this stage in the project. His time will be largely
driven by City and Committee demands for his assistance.

[ propose that we fund this by transferring funds from the General Fund Contingency.
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Next to getting our fiscal house in order, | believe this is the most important goal for the
City of Stockton. Our crime and perceptions of crime are impacting our economic
development efforts. Our citizens have formed a reduced sense of safety over time that
is simply unacceptable. This project gets to one of our core responsibilities as a public
institution and it also gets to one of the basic needs of human beings, that if not
addressed, prevents our City and our citizens from reaching our true potential.

/

Respectfully Submitted, —
¥ e ;

BOB DEIS
CITY MANAGER

BD:ndm
Attachment A — Criminal Justice System Summary Flow Chart
Attachment B — Proposed Planning Committee

Attachment C — Council Business Plan — Marshall Plan to Reduce Crime
Attachment D — Proposal from David Bennett Consulting
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Attachment B

City of Stockton
Planning Committee
Marshall Plan for Public Safety

As of 1/31/12

1.

2.

10.
11.
12.
13.
14.

15.

16.
17.
18.
10.

20.

Mayor Johnston

Council member Elbert Holman, Chair, Comm. Imp. & Crime Prev. Committee
Bob Deis, City Manager

Stockton Police Chief

Patti Mazzilli, Chief Probhation Officer

David Warner, Presiding Superior Court Judge or designee
Steve Moore, Sheriff

James Willett, District Attorney

Peter Fox, Public Defender

Reverend J. Wayne Bibelheimer, Quail Lakes Baptist Church
Pastor Glen Shields, Progressive Community Church

Doug Wilhoit, Greater Stockton Chamber of Commerce

Carl Tolliver, Stockton Unified Superintendent

Bobby Bivens, NAACP

Benjémin Saffold, Chair of Public Safety Committee, Downtown Stockton
Alliance

Jose Rodriguez, El Concilio

Ralph Womack, Peacekeepers

Mark Martinez, Hispanic Chamber of Commerce
Ger Vang, Lao Family Community of Stockton

Sovanna Koeurt, Asian Pacific Self-Development and Residential Assoc.
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Attachment C

2011 Business Plan Proposal
City of Stockton Marshall Plan to Reduce Crime

What City Council goal does this proposal seek to address?

ncrease Public Safety, both real and percelved,

What ls your proposal, project or focused work activity?

This proposal includes: 1) a convening of all stakeholders on this topic eliciting thelr
support and involvement of this project, 2) data roview of our clime trends to determine
sources or drivers of our high crime rates and 3) recommandations for the City and all
stakeholders to both amellorate crime levels and improve people's sense of public
safety. For purposes of this study, the stakeholders include: the Cily, the San Joaquin
County Criminal Justice (3JCCJS) and Human Service Systems, the State Court (San
Joaquin) System, non-profits (Including faith based institutions) whose mission is
focused on preventing criminal activity or reducing recidivism, the State and the

schools.

Project success will include an acceptance and support from most stakeholders on: 1)

the study's overall findings on what are the key drivers of our-high crime rates, 2) based
on findings in #1, an overall plan with actionable initiatives 1o improve public safety and
3) in concert with each other, agreed upon roles for each stakeholder to implement the

initistives.

How does this project address or make a positive Impact on the Council's goal?
How will you know?

The Gity of Stockton has Initiated studies and efforts in the past that ranged from &
specific voter approved public safety Initiative (policeffire) to task forces that produced
limited follow through. Past initiatives included studies that focused on improving police
efforts of included a community wide conversation about crime, but with limited data--
driven or evidence--based initiatives resulting in a sustained effort to reduce crime from
a multi-disciplinary standpoint. These Initiatives were primarily City contric and did not
take Into account the myriad of stakeholders that Impact public safety in the City. Thess
past projects did not address how each stakeholder's work Impacts each other. For
example, if the City restored the 99 officers that were aliminated over the last'two years,

can the SJCCJS handle the related work activity?

There are various institutions that have a piece of this complex topic, and there are
examples of some stakeholders collaborating on a spacific project (typically related to a
grant funded initiative), however, there needs to be more sustained (coordinated) efforts
fhat include all stakeholders relying on the same data to Implement complementary
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efforts towards reducing crime and enhancing Stocktonians sense of safety, We cannot
arrest our way out of this problem.

We will make a pasitive impact af flrst by an acceptance and buy in by most
stakeholders that we are heading in the right direction. The ultimate proof will be
measuring crime rates and Stockionians sense of safety over time, Btockton's high
crime rates have heen around and developing over years, thus a downward trend will

take some fime.

Who ls the Project Lead?

The: Project Lead will be the City Manager, at least initially. The CM Office will hire a
project manager to complete this project.

What is the City’s role {direct service delivery, convener or support/advocacy)?

The City’s primary role for this project will e convener of all the stakeholders in the
public safety issue. However, to the extent that City services are impacted (Police or
Peace Kespears, efc.), we will have a role in the direct service delivery.

Can his be accomplished within current budgeted resources? If not, what is
nesded as one-time orongolng resources?

To complete this phase of the project, we estimate a budget of $150,000 (one-time) [s
needed to hire an outside criminal justice planner who will evaluate our data and
approach, convena-and engage all stakeholders and develop specific

recommendations.
What are some key milestones for this Plan?

Milestone fi1: Readiness Assessment Phagse. Approach all stakeholders and solicit buy-
in and participation of this project,

Milestone #2: Analysis Phasg, Gather and analyzs data to understand and report out
crime: data in Stockton, including causes or drivers of orime trends, Report out fo
stakeholders. Consider conducting survey of Stociton citizens on perceptions of crime

and public safety.

Milestone #3: Planning Phase. Provide recommendations on multi disciplinary initiatives
or strategies o reduce crime frends and increase a sense of safety. Solicit stakeholders

support and feedback on recommendations.

Milestone #4: Cemplete Project Report and present fo City Council.

Milestone #5: Implementation Phase. Recommendations will be implemented. Timelines
are contingent on the list of recommendations.
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City of Stockion City Council
Goals for 2011

As an outcome of the performance evaluation of the City Manager and the Annual
Workshop of the City Council held on January 28, 2011, the Council has adopted the
following work plan. Given these difficult times, and after much consideration, the
Stockton Council has decided that less is more. Rather than {rying to be all things to all
people, it will have a greater impact to the community by focusing on a short list of key
goals....some would say getting back to basics....in order to begin the true revival of the
great City of Stockton.

1. Fiscal Sustainability--Getting our fiscal houss in order.

it has become clear there will not be a robust recovery in the City of Stockion's general
fund revenue base for some time to come. Furthermore, the City does not have
adequate reserves to weather these difficult times, and its compensation practices and
employee benefit/insurance programs are not being administered using current best
management practices. The estimated budget deficit for FY 2011-12 is $34 million and
growing. It grows even more, each year thereafter, The City must improve its cost of
doing business and look beyond just the next year with a goal of providing multi-year
fiscal sustainability.

As a start, the City Council adopted its Action Plan For Fiscal Sustainability on June 22,
2010 (see attachment at end of packet). This provides the framework for labor
negotiations and concession bargaining for 2011, Labor costs represent 80 percent of
the general fund. We have begun the negotiations process to effectuate the
sustainability goals and to balance the next few years' budgets. Furthermore, we need
an independent review of our emplayee benefits/insurance programs (medical, workers
compensation, long term disability, life, etc.) to ensure they are administered in a cost
effective manner and provide a benefit level that is generally supported in the labor
market. Finally, we need to ensure our accounting and fiscal management practices are
up to par fo ensure the financial data that underlies our decisions is accurate and
reliable. Finally, we need to begin the conversation about our unsustainable retiree

health program.
2.  Increase Public Safety, both real and perceived,

The level of crime is unacceptable in the City of Stockton. The sense of safety by
Stocktonians appears to have reduced in the recent past. The relative increase in crime
from 2009 to 2010 is disconcerting and the total amount of crimes (on a per capita
basis) is some of the highest in the nation. Violent crimes increased 9 percent overall
while burglaries increased 13 percent this last year. Yet, the number of arrests went
down 27 percent. This last figure is directly a result of fewer officers on the sireet,

While the data supports the assertion that much of the violent crime is associated with
gangs and drugs, and the odds of being victim to a violent crime are low, we have
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double the murder rate of Los Angeles and there are simply too many victims of violent
and property crime in our City. Furthermore, we have direct evidence that our real or
perceived sense of public safety is one key factor impacting our ability to attract new
high wage employers to the City.

The sources of crime are complex and therefore the strategies of reducing it are equally
complex and must come from multiple disclplines. Poverty, youth employment and
activities outside school, gangs, school performance, parenting, substance abuse,
mental health, faith based institutions, law enforcement and criminal justice system
performance are just some of the causes and possible sources for reducing crime.

The City needs the equivalent of the Marshall Plan for addressing public safety in the
City. Besides being a direct service provider in this area, the City needs fo be a
convener of stakeholders acfing in concert with the various institutions that have a stake
in the factors that impact public safety e.g. county, schools, state, faith based groups,
non-profits, etc.

3. Economic Development—Facilitate Investment and Job Creation

It is no secret that Stockton has been hit harder by the recent recession than
other communities. Qur current unemployment rate hovers around 20 percent. Our per
capita income is 37% less than the statewide average. Our much publicized foreclosure
rate is third in the nation. Our relative success in this area has an indirect impact on the
previous (Public Safety) goal.

There are parts of the economy that we have no control over nor can we make an
impact on them. However, as a regulatory and land use planning agency, we have a
potentially great impact on businesses that wish to expand or locate here. Furthermore,
many of our regulatory plans e.g. General Plan, Development Code, development fees,
etc. were developed when the City was experiencing huge growth.

As a result, the City would benefit from a top down assessment of our regulatory plans,
our fee structure, our departmental performance and the underlying factors that support
it—-all with the goal of retooling our organization to support economic activity that will
produce jobs without unduly harming the environment. We need to completely rethink
our regulatory role and organizational performance including organizational culture all

through the "New Normal” lens.

Again, nolwithstanding our direct service delivery role, we should support the convening
of the various stakeholders that impact our economy e.g. San Joaquin Partnership, Port
of Stockton, San Joaguin County, Council of Governments, etc. in order to develop an
actionable Economic Development Plan. This project should assess the economic
trends, our strengths and weaknesses, and develop street level plans to accentuate the
strengths and minimize our weaknesses all with the goal of enhancing economic
investment that produces jobs for our citizenry.
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4. Increase Organizational Capacity

Besides the challenges associated with huge reductions in budget and layoffs,
the City of Stockton organization has experienced a dramatic turnover rate at the City
Council level and in the City Manager position. As a result, the direction of the City, in
the eyes of staff has not been clear. The criteria for success, especially in mid and
senior managers has been vague. The use of technology has been diminished. A high
performing organization, even during lean times, still invests in its remaining staff to
support the Council goals, continuous improvement, life long learning, etc. We may be
doing less, but what we do, we should do well. A high performing organization also
knows that the Council goals and priorities are translated through the City Manager, to
the department heads and ultimately fo every City staff member, so that all are "rowing’
in the same direction.

As a result, the City Manager is directed to propose and implement measures to
improve the City of Stockion organizational capacity and wherewithal to effectuate the
Council goals and further an organizational culture that ultimately puts the City
organization as a top tier employer in the state.

Next Steps....Making Our Goals a Reality

Given the above stated goals, the City Manager and staff have been directed to develop
more specific business plans or strategic initiatives that are designed to further the four
stated goals mentioned above.
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City of Stockton
2011 City Council Work Plan
Defining Our Role

What government should know by now, by reviewing a bit of history, given the
complexity of both our opportunities and challenges at the local, statewide and federal
level, there is not one institution that has a monopoly on creating or implementing
solutions, Our federal and state government's history reflects the pendulum swinging
from periods of strong centralized authority and solutions {o decentralization with mixed
success. The stafe is now going through another self agsessment and considering
realigning services to the local level. One constant the federal and state governments
have come to realize is that local government is closer to the people, more agile and
hetter able to respond to the community's unique social needs or values,

At the local leve!, we have many opportunities and challenges. Similar to what the
federal and state levels figured out, very few of these can be fackled by just one
institution, let along the City of Stockton. The City cannot address the four goals found
its 2011 Work Plan all alone. As just one example, San Joaquin County expends much
more resources than the City in addressing and responding to crime activity. Their
success is tied to ours.

As a result, the role the Cily of Stockion defines for itself in achieving its 2011 Wark
Plan, must be strategic and done in light of the various institutions that have a stake in

the same issues.

Our role(s) will fall into one of three categories for each Business Plan or strategic
initiative that is desighed to achieve or make an impact on Council Goals.

Direct Service Delivery Role

There are indeed certain activities where City of Stockion is commonly understood ta be
the direct service provider, either through the use of staff or contractors. Some
examples include: police law enforcement, fire suppression, efc. Thus, a project
proposal that involves the use of City resources to provide a service directly would fall
into this category.

Convener Role

There are certain complex issues related to our 2011 Work Plan where there are
multiple institutions or agencies that have a piece or stake in the opportunity or
challenge. For example, an agency may be a direct service provider in addressing one
aspect of the crime issue. Their relative success may have a direct impact on our
success or challenges. There is little benefit of trying to replicate what other agencies
are already doing. However, there is a benefit of planning and coordinating our efforts if
they are providing services to, or interacting with, the same population,
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When we see a need or benefit to convening the stakeholders to address common or
mutually dependent goals or to develop new plans that may affect each other, an
outcome of this collaboration may have limited impact on our methods of service
delivery activities. However, there may be & big impact on demands for services. Thus,
we may have a big stake in ensuring we are all working collaboratively.

Support or Advocacy Role

As we refine our Business Plans and implement the 2011 Work Plan, there will be
opportunitiss or activiies horne by other entities, that support our goals or create new
challenges to them, typically in other venues e.g. at the state or federal levels. The
venues might be local, but involve other agencies such as non-profits or for-profit
organizations.

At times we may want to advocate or support the goals or activities of others, when they
are pursuing things that will likely impact our 2011 Work Plan goals. Rather than expend
precious few resources in the direct service delivery or convener areas, we will support
or advocate for others to step forward or modify their plans.
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10

City of Stockien
2011 Business Plans

Fiscal Sustainability--Getting Our Fiscal House In Order

Summary Of Strategic Initiatives

Implementing The Action Plan For Fiscal Sustainability (Labor Costs)
Audit of Third Party Administrators (Health, and Workers Compensation)
Maximize Local Allocation of County/City Sales Tax Receipts
Business License Ordinance
Business Analysis of City Funds and Programs
Budget Monitaring
General Ledger Quality Control and Reconciliations
Tax Revenue Tracking and Audit
Workers Compensation Audit

Rediree Health
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8.

City of Stockton
2011 Business Plans

increase Public Safety--Both Real and Perceived

Summary of Strategic Initiatives

Stockion's Marshall Plan On Crime

Force Multiplier—Using Field Staff as Neighborhood Walch
Peacekeeper's Outreach

Merlo Gym Collaboration Project

Junior Team Tennis

Stockton Swirmming Poaols

Home Fire Safety Inspections
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City of Stockton
2011 Business Plans

Economic Development--Facilitate Investment and Job Creation

Surmmary of Strategic Initiatives

Management Review of Community Development
Evaluation of City General Plan 2035
Review/Reduce Development Fees--Mitigation and Processing Fees

Regional Wastewater Control Facility Capital Improverment and Energy
Management Plan

Dowrtown Revitalization Plan

Small Business Development
Economic Development Strategic Plan
Complete Infrastructure Projects

a. Sperry Road Extension & French Camp/l-5 Interchange
b. Delta Water Supply Project
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City of Blockton
2011 Business Plans

incraasing Organizational Capacity

Summary of Strategic Initiatives

1. Emergency Medical Incident Response and Dispatching Criteria Review
2. Consolidation of Capital Project Management

3. Inerease Workforse Diversity

4. Vendor Contract Request For Proposal System

5. Email Addresses

&, Soclal Media

7. Marketing and Communication Plan
8, Internal Control Risk Assessment
g. Management & Leadership Training

10, RBoards and Commissions Handbook

11. Courcil Procedure Review
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The Stockton Cross-System

Public Safety Planning Initiative

At a time of budget shortfall the last thing on most official’s minds is planning. Most
jurisdictions simply survey the damage, wait out the storm, and then re-build. And most often
what is rebuilt closely resembles what was lost. Sometimes this makes sense. However, in
most cases, the need to rebound provides an opportunity to rethink; and jurisdictions that take
the time to reassess their efforts come back stronger.

The proposed project is a cross-system initiative to create a unified plan for public safety. In
hard times each jurisdiction makes its own tough choices about where to cut spending.
However, funding cuts in one area have implications in other areas. The loss of a prevention
program, the reduction in law enforcement officers, and down-sizing of treatment programs all
have ripple effects. In hard economic times it is, therefore, all the more important to plan
collectively.

v What are the primary “drivers” of Stockton’s crime rate?
v What are the lessons of violence prevention efforts and offender management?

v" What are the no-cost measures that can be taken to strengthen the criminal justice
system?

v What is the near-term plan for responding to the challenge of the State prison release?
¥" What is the long-term plan for building a balanced portfolio of strategies?

The objective is the development of a system-wide Plan to map a common course toward a
shared goal. Unlike efforts that target a particular point in the system (such as Dr. Braga's
report on local law enforcement gang initiatives), this project aims to look at the ‘Big Picture.’
This project would take a cross-system approach to planning.

A cross-system approach to planning is important because good outcomes depend on
coordinated approaches. Incarceration, by itself, does not reduce criminal behavior. Law
enforcement, by itself is not the solution. Supervision without treatment does not reduce
recidivism. Given this, the best hope for managing risk is to have a system that targets its
resources where it can reap the greatest benefits, coordinates its efforts across the continuum,
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and has integrity: the one empty bed necessary to deliver on a promised swift and certain
response.

The planning process will build from locally tested ideas, past studies, and current initiatives:
your system is not short on innovation.

The process will start from what has already been accomplished in the areas of policing,
prosecution, prevention to re-entry, and then examine these efforts within a systems context.
We will facilitate a series of discussions to allow a fresh look at how the business of the system
is conducted, while considering tested strategies that can improve effectiveness, streamline
operations and improve offender outcomes.

At a time of budget shortfall this is an especially valuable exercise. All agencies and
governments are struggling to protect the community, preserve good programs, and adapt to
new mandates. The planned release of State prisoners to the counties is but one new
challenge. This project will give Stockton a framework for cross-system planning.

The questions will be asked across the spectrum of the system.

The project is broken into three planning phases over a 12-month time period. We propose
that an Implementation effort be planned as a separate phase — after recommendations are
adopted and the system has decided how to proceed.

Phase i: A Forum for Review (4 months)

This phase provides the forum for a facilitated review of local efforts in crime prevention and
risk management: from prevention to prisoner re-entry. These efforts will be discussed within
the context of local plans and practices, national findings and best practice research regarding
risk reduction.

This phase will be grounded in individual meetings with system stakeholders, as well as a series
of meetings with a Planning Commission convened for this project. | recommend that
commission membership be enlisted before the start of the project, and that stakeholders have
an opportunity to discuss the project, in meetings with the City Manager, before the official
project launch.

Questions to address in the first phase include:
What is the nature of the crime in Stockton and likely drivers?
= What efforts have been tried to reduce violence? Property crimes?

.  What has worked? How do we know?
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s What are the national findings regarding crime suppression and prevention, violence
reduction, detention reform, and improved offender outcomes?

= What key strategies need to be in place/maintained to support a comprehensive plan?

#  What data is available to inform and shape our next steps?

Phase 2: Building a Betier System (4 months)

This phase will focus on a review of initiatives to improve the functioning of the criminal justice
system. Key components of the system will be reviewed and observed; and, depending on
availability, key data elements will be collected toward the goal of providing a brief system
diagnostic and framing issues for review. This phase will include a Symposium to present and
review system data.

® What system efficiencies can reduce impact on jail and save resources?
® What prevention and diversion efforts are needed?

# How do we assess our efforts, from pre-booking, pre-trial, prosecution, probation,
community programs, detention, and re-entry?

What policies should be reviewed for improved efficiency?
# \What measures are essential to improved outcomes?
® What are the local planning issues for the prisoner re-entry initiative?

s What data is needed to support system review and refinement?

Phase 3: Charting a Cross-System Strategy (4 months)

The final phase will include a system wide discussion to assist in the formation of local
strategies/recommendations toward the development of a cross-system plan: a roadmap for
community crime reduction. The discussion will be grounded in local data, and informed by
research and local experience regarding effective violence reduction measures.

It will be guided by questions: How can the larger system design a balanced portfolio of
strategies that can inform future budget cutting or enhancements? How to best map out a plan
for realizing system effectiveness and efficiencies? How to ensure that the data needed to
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measure performance and mark progress is available? How best to track trends in capacity and
resource needs? How to incorporate the best evidence into program and system planning? How
to come together to help shape the future?

Proposed Number of trips: | propose 8 trips over the course of the project for me and my
colleague: 16 trips total. However this is dependent on the Planning Committee’s and the
City’s needs as they work through the phases.

» Phase 1: 3trips

% Phase 2: 3 trips (1 of the trips = Symposium)

A

#» Phase 3: 2 trips (1 of the trips= Planning Forum)

A project of this nature depends for its success on the full participation of system participants.
Key players from all government bodies and agencies must be prepared to share data,
contribute to discussions, and help shape the direction of the planning. The work of the
consultants is limited without this commitment.

A project of this nature also depends upon some common expectations. Given that this project
is built around the formation of a new cross-system Planning Committee convened to help
shape the project direction, this effort will be a ‘work in progress.” As such, it will be important
to have the flexibility to respond to project progress with an ability to reassess resources
needed in terms of specialized expertise, project duration, and cost.

Finally, the nature of this project leaves the end product in question. Given that the project is
exploratory in nature the desired end product will need to be defined early in the project. This
end product must realistically reflect the direction of the group and the available time and
resources.

Finally, given the past efforts in your community we want to make clear that this project is not
intended to replicate any police staffing analyses, cost-benefit analyses, or research-based data
studies.

The Team
David M. Bennett

I am a criminal justice consultant with over 30 years experience. | have advised more than 250
jurisdictions in 40 states regarding the development of systems-based solutions to public safety
and jail management.
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Before beginning my consulting career | worked to establish, and then manage, the Pre-Trial
Services Department of Salt Lake County Criminal Justice Services in Utah.

I have also worked on several nationwide projects. Under the sponsorship of the National
Institute of Corrections and the American Justice Institute, | served as lead trainer and helped
set the agenda for the federal government’s first jail overcrowding seminar in 1981. | also
participated in the development of the Law Enforcement Assistance Administration’s jail
management guidelines, which have been recommended to state and local officials since 1978.
| am co-author of the first Jail Capacity Planning Workbook published by the U.S. Department of
Justice.

I will be joined in this project by Donna Lattin, who specializes in alternative to jail programs
and evidence-based practices. Donna and | have a new document out, published by the
National Institute of Corrections, “Jail Capacity Planning Guide: A Systems Approach.” This
document is a revised version of the earlier jail capacity planning workbook.

I have been involved in several projects in California, including serving as an expert witness for
Sonoma County for the Coleman/Plata deliberations.

My work is based on the conviction that simply building more jail beds will not by itself solve
our crime problem. The promise of reducing criminal behavior requires jail planning that is
embedded within broad system reform — and toward the goal of efficient prosecution, swift
and humane justice, quality supervision, and evidence- based programs. And, it must be
grounded in good data. | advocate a holistic 'systems approach’ to problems of crime.

Donna Lattin

Donna began her career as a community corrections manager and policy analyst for the Oregon
legislature. As a consultant she specializes in the assessment of local criminal justice systems
and jail alternatives. She works with jurisdictions to develop system master plans based on best
practices and evidence-based research, helping counties develop comprehensive strategies to
effect positive change. For the last 15 years Donna has worked around the country to plan and
design jail alternative programs in both the juvenile and adult systems.
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ATTACHMENT B

Marshall Plan Stakeholder Committee Members

As of 4/2/2013

Name Agency
Bibelheimer, Wayne Reverend
Quail Lakes Baptist Church
Bivens, Bobby President, Stockton/San Joaquin NAACP
Deis, Bob City Manager
City of Stockton
Founts, Mick Superintendent of Schools San Joaquin County Office of
Education
Fox, Peter Public Defender
San Joaguin County
Holman, Elbert Councilmember & Chair, Community Improvement &
Crime Prevention Committee - City of Stockton
James, Stephanie Chief Probation Officer
San Joaquin County
Hatano, Kevin Program Mgr., Operation Ceasefire, City of Stockton
Jimenez, James Interim CEO, San Joaquin County Hispanic Chamber of
Commerce
Jones, Eric Chief of Police
City of Stockton Police Dept.
Koeurt, Sovanna Executive Director, Asian Pacific Self-Development &
Residential Assoc
Lowder, Steve Superintendent
Stockton Unified School District
Moore, Steve Sheriff
San Joaquin County
Morgan, Brett Judge, Superior Court
San Joaguin County
Rodriguez, Jose Executive Director
El Concilio
Saffold, Benjamin Chair of Public Safety Committee
Downtown Stockton Alliance
Shields, Glen Pastor
Progressive Community Church
Silva, Anthony Mayor
City of Stockton
Singh, Vic Behavioral Health Services Director
San Joaquin County
Vang, Ger Chief Executive Officer
Lao Family Community of Stockton, Inc.
Villapudua, Carlos Supervisor
San Joaquin County Board of Supervisors
Wilhoit, Doug CEO, Greater Stockton Chamber of Commerce
Willett, James District Attorney
San Joaquin County
Womack, Ralph Program Magr., Operation Peacekeeper, City of Stockton
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We need to make a “project” out of individuals and shepherd resources towards the
relatively few people that are causing most of the crime. We now know what works to get
the attention of those who are creating chaos and change the course of history in our
community. It has worked in other cities. Our role is to make sure all the agencies and
organizations involved focus on the same people with interventions that are backed by the
evidence.

We also need to make a “project” out of places. We now know that concentrating specific
resources on certain crime “hot spots” will help suppress crime in our neighborhoods. We
can no longer rely on just monolithic structures, such as jails and established entrenched
programs and expect people to miraculously change. We cannot afford it and it doesn’t
work.

Finally, I wish to thank the Stockton City Council for taking a leadership role and having
the patience to complete this Marshall Plan on Crime. The term Marshall Plan comes from
our history books and connotes a massive rebuilding effort, akin to what was accomplished
by the original Marshall Plan that guided Europe’s recovery after World War 1I. Our
Marshall Plan reflects a rebuilding effort for this community and its institutions that, if
sustained, will lead to Stockton’s recovery and renaissance. This is not just for the current
generation; this is about providing hope and a foundation for the next generation. It is about
breaking the trend and cycle of violence and leaving a legacy of a community transformed
for our children and grandchildren. This is truly for the generations.

Bob Deis,

City Manager

The Stockton Marshall Plan i
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Much Has Already Been Accomplished

Violence reduction efforts are well underway. Many new initiatives have been started over
the last year. This project began as Stockton welcomed a new police chief. Chief Eric Jones
was quick to propose new initiatives and form new collaborative endeavors.

Under extreme staffing shortages the Chief has moved to develop a Violence Reduction
Initiative. It has a focus on ‘guns and gangs’ and is grounded in newly created police
department initiatives such as: expanded law enforcement partnerships; Community
Response Team expansion; improved Camera Room operations; multi-agency sweeps and
gun seizures; redirected Peacekeeper efforts; and the establishment of a Chief’'s Community
Advisory Board. And, it focuses on homicide reduction with its commitment to Project
Ceasefire.

Recommendations

The goal of any Violence Reduction Plan should be more than the cessation of violence.
The ultimate goal must be the restoration of Peace. Stockton deserves this. As such, this
Violence Reduction Plan should be seen as a first-step.

The proposed Plan offers a targeted, balanced systems approach to violence reduction. Itis
premised on the notion that efforts to stop or prevent violence must focus on high risk
individuals (hot persons) and high risk locales (hot places), and must intervene in high risk
circumstances (after a shooting). In this report we recommend the development of a
comprehensive Violence Reduction portfolio. Some recommendations are for City
consideration; others are for County review; still others require a dialogue with the
community and the schools.

The approach we recommend is a fargeted, systems-approach to violence reduction; and an
approach that GETS OUT AHEAD OF THE PROBLEM.

The recommendations in this report fall into three broad categories: Stop Violence, Prevent
Violence, and Build System Capacity. All three of these categories have to be addressed
concurrently to achieve a successful outcome.

The Stockton Marshall Plan 2
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Key recommendations include:
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The Stockton Magshall Plan

Praoject Ceasefire: This focused deterrence strategy uses a coordinated community and
system response to get out ahead of violence. A message is delivered that the violence
must stop; that there are certain consequences for continued violence; and, that there 1s
help. This strategy is credited with 30-50 percent reductions in violence.

Hospital-based Peer Intervention: This program intervenes with shooting victims
while still in the hospital to interrupt retaliatory violence. We recommend building
upon the District Attorney’s Victim crisis response program, with the addition of

Peacekeepers. This has proven successful in interrupting deadly cycles of violence.

Ceasefire Re-entry: A Ceasefire model for high-violent inmates that starts in custody.
Community and family are involved, and mentors and services are made available
before and after release from custody. The Boston Re-entry Initiative was credited with
a 30 percent reduction in subsequent violence.

MNeighborhood Enhancement Blitz: A 90-day neighborhood blight and disorder ‘blitz’
reduction program, modeled after the Neighborhood Enhancement Program in
Cincinnati, shown to reduce violence up to 3 years after its implementation. It should be
considered a follow-up phase to a Ceasefire operation. We recommend that it be
followed by economic revitalization: the type discussed in President Obama’s proposed
‘Promise Zone’ initiative.

Prevention: We recommend targeted prevention efforts directed at high-risk persons,
places and situations: Qutreach to Ceasefire families; street outreach to high-risk youth;
youth skill development (Youth-Build expansion); get out ahead of school suspensions
(community-based restorative justice models); limit zero tolerance expulsions; expand
mentoring; expand alternatives to juvenile remand; engage youth in prevention efforts;
teach social and thinking skills; and, add new ritual and rites of passage for high-violent
male youth (BAM afterschool, etc.).

Rebuild Stockton Police Department: Build-out police force to levels comparable to

other cities its size with high violence rates and support new and innovative prevention
models.
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4 Ensure Criminal Justice System Capacity: One Empty Jail Bed: The best violence
reduction efforts are undermined if the system cannot deliver on the promise of swift and
certain consequences. We recommend the development of a San Joaquin County
Criminal Justice System Master Plan to guide planning for adequate jail beds and system
resources to support a Violence Reduction Plan.

Stockton is one of only 200 places in the country designated a ‘majority minority’
community. The richness of its cultural heritage and the tremendous generosity of its
people—all this should make Stockton a magnet for people around the country. Once the
violence is stopped, the broader goal should be to ‘Put Stockton on the Map.” No longer a
place of ‘hot spots’ it should become a place of ‘hot ideas’ and ‘hot happenings.” As
Stockton solves its violence problem and begins to put its economic house back in order it
can start anew. Stockton can show the rest of the country what it means to Rise Up and

Reinvent itself.

The Stockton Marshall Plan
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Stockton Violent Crime & Homicide Trends (2001 - 2012)
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Figure 4. Stockton homicide rate has fluctuated while that of violent crime has remained flat since 2001.

This suggests that some factor or combination of factors, other than an increase in violence,
is responsible for both the sudden decrease and subsequent increase in the homicide rate,
such as changes in the severity rather than frequency of violent conflicts. The combined
violence and homicide data suggest that it is the severity rather than the number of violence
offenses that explains the increase in the number of homicides since 2008. This may be
linked to the availability and willingness to use firearms.

In Stockton, violent crime rates in general, and homicide rate specifically have for decades
exceeded those of the state (Figure 5). In the past, the rates paralleled those of the state. San
Joaquin County ranks first in the State for youth homicide victimization for ages 10 — 24!
(See Appendix IV for Lost Youth study summary). San Joaquin’s homicide victimization
rate for 10 — 24 year olds is nearly 3 times that of the State.

! Violence Policy Center. 2013. Lost Youth: A County-by-County Analysis of 2011 California Homicide Victims Ages 10 to 24.

The Stockton Marshall Plan 7
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Figure 5. The Stockton homicide rate (per 100,000) has remained consistently higher than that of the state
since 1985.

PERSONS Most of homicide perpetrators and victims have had numerous contacts with
the criminal justice system for very serious offenses, although perpetrators tend to be
younger and more criminally active (Table 1). The average age of homicide suspects in
Stockton is 25, and the victims somewhat older (28.5). By these ages, suspects average 8.5
arrests in the adult system, and the victims 8.6. Both suspects and victims tend to have been
previously arrested for both violent offenses and nonviolent firearm offenses, suspects tend
to have been arrested more frequently than victims for both (Table 2). It is noteworthy that
there has been a recent increase in the rate of youth homicides in San Joaquin County
(Violence Policy Center Report 2010). About 30% of both suspects and victims are on
probation or parole at the time of the homicide, although half have been previously under
supervision. (This data was presented by Stewart Wakeling, Community Partnership for
Safer Communities, in his February, 2013 symposium presentation, and reflects a review of
all homicides in Stockton over the last 2 years, conducted by Stewart Wakeling and
Stockton police Officers). These figures are typical in cities where Wakeling has worked in
the past, although local victims and suspects appear to have more violent offenses in their
histories.

The Stockton Marshall Plan 8
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suggests that at any given time, activity may be limited to a small number of individuals
and/or groups.

Many of the County’s violent crimes are committed by youth who are then remanded to the
adult system for prosecution. The majorities of youth who have been remanded to the adult
system have been charged with murder or attempted murder.

PLACES Unlike other areas where a Ceasefire program has been implemented, violent
crime in Stockton tends to be less concentrated geographically and more distributed across
races and ethnicities (Wakeling, CPSC presentation 2013). Mapping locations of repeated
violent crimes can help identify ‘hot spots’ within the city. When software are used to
characterize violent crime frequency, discrete hot spots can be identified that provides a
spatial context to aid in the concentration and deployment scarce violence reduction
resources. Hot spots generated using all violent offenses appear to correspond well to
concentrations of both shootings and homicides.

Most homicides committed by youth (age 10 — 24) occur on the street and in vehicles (Table
3). The majority of these homicides are associated with arguments between perpetrators and
victims.

RECENT HOMICIDE TRENDS It is clear that in recent years it is the number of
homicides, rather than total violent offenses, that have varied. The cause of the dramatic
drop in homicides between 2005 and 2008 has not been identified, but the rapid rise since
that time does correspond to the loss of Police Officers (Figure 6), although we suspect that
there are complex forces at play.

In recent months (November through February) there has been a 33% decrease in homicides
and a reduction in several firearm-related offenses (Table 4) compared to the same period
last year.

The Stockton Marshall Plan 10
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Whar We Know about Violence

We know that most street violence is concentrated in a small set of relatively young men,
who are most often involved with groups or gangs; and we know that this violent behavior
is geographically concentrated. In one study in Seattle, the majority of all criminal activity
was concentrated in only 4-5% of street segments.”

We know that for the youth involved, gang violence is usually limited to the time they are
active in the gang. When they quit the group the violence ends. We also know that most
youth, even those who commit serious violence, stop criminal behavior. It is estimated that
of youth convicted of serious crimes, only 8% are eventually convicted in the adult criminal
justice system. * Most youth desist.

We also know that violence can persist over time. Especially violence grounded in the
terrible symmetry of revenge. Gang violence creates a cycle of injury and harm.

Local Findings

#  There were 71 homicides in Stockton in 2012. Of these, 61 involved guns

= Violence is concentrated: A small number of individuals in Stockton are responsible
for the majority of the street violence

= The majority of local violence (60-80 percent) is related to local gangs or groups®

s ‘Hot spots’ in Stockton are more dispersed than other cities, and local violence is
highly socially concentrated as well as geographically situated

w  There are more than 30 gangs or ‘groups’ in Stockton; 18 of these groups are active.
These active groups were responsible for 50-80 percent of homicides in Stockton over
the last two years

= Homicide is the second leading cause of death for youth ages 10 — 24 in California’

San Joaquin County has the highest rate of all counties in California of youth
homicide victims ages 10 — 24 years’

»  Local perpetrators of violence and their victims have similar profiles in terms of race,
gender, and criminal justice system involvement

2 Weisburd, D.L., E. Groff, and N. Morris. 2011. Hot spots of juvenile crime: Findings from Seattle.

3 Pathways to Desistance (hitp://www.pathwaysstudy.pitt.edu/)

* stewart Wakeling, Community Partnership for Safe Communities (CPSC), Findings on local gangs are the result of
homicide review exercise with Stockton Police Department.

® Violence Policy Center. 2013. Lost Youth: A County-by-County Analysis of 2011 California Homicide Victims Ages
10 to 24

The Stockton Marshall Plan 14

115



Whar Works to Reduce Violence

The good news in devising a violence reduction strategy is that we know what works. We
have a portfolio of strategies that have proven effective in altering the landscape of violence
in other cities.

There are common characteristics to these strategies. They are targeted on the individuals
who pose the highest risk for future violence. They focus on those few who are causing the
most harm, and they shatter anonymity. Effective strategies involve the clear
communication of rules and swift and certain consequences when those rules are broken.
The most powerful strategies involve the community, who join with police in expressing a
moral message against violence. And, importantly, all effective recidivism reduction
interventions offer a way out -- and a way up. Case managers and mentors and probation
officers are the navigators who help lead violent individuals to a new path.

Effective programs, address street violence as a group phenomenon, and make use of new
rituals; ones that shift from a traditional system that leads with shame and punishment, to
one that is based on respectful communication but non-negotiable consequences. In the
Ceasefire model the message against violence is delivered in a public ritual that literally
invites the perpetrators to the table. Anonymity is destroyed, the expected punishment is
not immediately exacted, and individuals are given ‘a way out.” Who would have thought
this would work? It does.

We also know what doesn’t work to stop or prevent violence. Strategies that are limited to
surveillance or punishment alone have not proven effective. Programs that attempt to scare
individuals into compliance, like the popular Scared Straight programs, are not effective -- in
fact, they have been shown to increase criminal behavior.® Education-only programs that
attempt to change behavior through educational materials have fallen short of their promise.
And, strategies that attempt to focus solely on treatment or on the low-risk individual do not
yield good returns on the dollar, or are counterproductive. The lesson from the research is
that neither ‘get tough’ nor ‘get soft’ strategies offer the solution; instead, the reduction of
crime and violence requires a balanced approach.

6 Lee, S., S. Aos, E. Drake, A. Pennucci, M. Miller, and L. Anderson. 2012. Return on investment: Evidence-based
options to improve statewide outcomes, April 2012 {(document No. 12-04-1. (WSIPP)
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making recidivism reduction a central goal. This can be seen in their many specialty court
programs, from Drug Court to Mental Health Court, from Re-entry Court to the new
Violence Court. At the Jail, Sheriff Moore has worked to incorporate treatment programs
into his custody operations. All this provides a wonderful base on which to build.

In addition, both the City and the County are supported by a remarkable array of programs
delivered by an army of compassionate individuals: Friends Outside, Community
Partnerships for Families, the YMCA, Fathers and Families, E1 Concilio, PACT: Ceasefire
Iifeline, the Boys & Girls Club, the Hope mentorship program, L.ao Family Community of
Stockton and more, bringing a richness of resources to support any new effort.

Report Organization

No Violence Reduction Plan can address everything. This report does not, for example
address early childhood initiatives, nor does it address broad poverty reduction goals.
Violence does not confine itself within jurisdictional or political boundaries. As such,
although this project was funded by the City of Stockton, we have advanced
recommendations that go beyond their purview.

The recommendations in this report fall into three broad categories:

v Stop Violence
v Prevent Violence
v Build System Capacity

Recommendations to Stop and Prevent Violence are categorized by whether they target ‘hot
people’ (the high risk), ‘hot places’ (hot spots), or ‘hot situations’ such as shootings (Figure
7).

The City role for each recommendation is also noted: Direct Services delivery; Convener; or
Support & Advocacy. The final ‘Next Steps’ section of the report suggests priorities for the
City to consider.

The Stockton Marshall Plan 17
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Most violence suspects are already known to the criminal justice system

Profile of Violence Suspects in Stockton

= 83 percent of suspects were known to the local criminal justice system before their most
recent criminal incident

= 30 percent were on Probation at the time of their most recent criminal incident; 50 percent
had been on Probation in the past

= Suspects averaged 8.5 arrests by the time they were 25 years old; not including arrests as a
juvenile

(Stewart Wakeling, CPSC, 2013)

Ceasefire can result in sudden and precipitous drops in homicides and gun violence. The
fact that violence can dissolve so quickly shows the power of concentrating our efforts on
the small subset of individuals who are causing harm. The fact that violence can drop so
suddenly also reveals violence to be a choice, not an intrinsic condition. Interestingly,
where Ceasefire works, violence drops sooner than the effects of treatment or job programs
can take effect (and, surprisingly, a large percentage of offenders do not take advantage of
the offered programs); it also drops without achieving large-scale social change. This is
interesting and important. It shows violence to be a malleable and relatively superficial
phenomenon.

The drop in violence may also be accompanied by drops in other types of crime. This is
because these suspects are often actively involved in other types of criminal behavior.

In Stockton, violent suspects do not limit their criminal behavior to violence

Average Charges by Violent Suspects in Stockton

s Violence: 2.97 charges
= Property: 2.24 charges
= Drug: 1.28 charges

(Stewart Wakeling, CPSC, 2013)

Group violence is held together by seemingly strong forces: fear, coercion, the need for
protection, the need to belong. But these forces each have a remarkable counterpoint that
can cancel their effect: the communication of clear consequences, the moral voice of the
community, expressed concern from authority figures and ‘a way out,” and continued
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The Boston Reentry Initiative (BRI) is a model of how to bring together law enforcement,
social service agencies, and community leaders to jump-start the work of directing
perpetrators to a new path. It takes full advantage of the time incarcerated.

Based on Ceasefire, the BRI enlists police to identify inmates who are at high risk for future
violence, once released back to the community. Targeted inmates are based on their
criminal histories, age, neighborhoods to which they will return and individual patterns of
violence.

Work starts in custody with a Ceasefire like ‘call-in’ during which targeted inmates hear a
clear and coordinated message from the Police Chief, Sheriff, and DA, along with family
and community leaders: ‘Violence must stop.” ‘There are clear consequences if you do not
stop.” “We do not want you to die.” “There is help if you will take it.’

When the inmate is released from jail they are met by a family member or mentor. Social
service agencies are prepared to begin working to help the former inmate get a fresh start.
The mentor works to connect them to resources and to stick with them for a year.

Perpetrators are offered opportunities for work and treatment, but for those who fail to take
advantage of them and return to crime, the program calls for swift arrest and fast-track
prosecution. Treatment resources, mentorships, and community collaborations provide at
the back-end, what Ceasefire offers at the front-end.

High violent inmates who went through the program in Boston had 30% lower rates of
subsequent violence.

The results of the Boston Re-entry Initiative have been impressive. Harvard researchers found that
program participants had a 30 percent lower rate of subsequent violence than those high-risk
inmates not in the program.’

Jurisdiction: To establish this program would require the contribution of both the City and
the County. We recommend that the City convene stakeholders for a discussion about how
to plan this effort. The County would be responsible for the in-custody assessment of
inmates and the provision of jail to community re-entry services. The City would join with
the County to identify those individuals to target (bringing the Police expertise to bear) and
could contribute the Peacekeeper mentors.

® Braga, A.A., AM. Piehl, and D.Hureau. 2008. Controlling Violent Offenders Released to the Community: An
Evaluation of the Boston Reentry Initiative. Harvard Kennedy School.
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seen in Stockton. Paid peer mentors (ex-gang members) who are dedicated to working with
victims and their families can do much good when given the change to intervene with
violently injured youth.

“IFI am disrespected I must strike back.” “We cover each other’s back.” “We don’t go to the police
with our issues.” (Street Code)

Jurisdiction: This project would require contributions from both the City and the County.
We encourage the City to join in discussions with the County to explore how to strengthen
the existing program, with special consideration given to the role of Peacekeepers.
Conceivably, the City could supply Peacekeeper mentors while the County could support
expanded crisis response services (expanded hours) for the Victim/Witness program.

< Stop Non-Group Violence

Not all violence is caused by groups. According to the local homicide analysis conducted
by Stewart Wakeling, Community Partnership for Safe Communities, the majority of
homicides and street violence (60-80 percent) is gang or group related. That leaves a small
but important amount of violence that is not group related. This needs to be addressed on
many fronts.

While group violence is not predominantly fueled by drug addiction, violence that is the
result of property crime or robberies ‘gone bad’ can often be linked to issues of substance
abuse and other issues. Group violence is grounded in faulty thinking and destructive
allegiances; individual violence is often grounded in faulty thinking and the complicating
factors of drug use. This does not mean that sole perpetrators of violence are beyond
influence — the kind that Ceasefire offers. It does mean that Ceasefire-like approaches
(Table 7) that get out ahead of the crime with clear messages, a mobilized community, and
swift and certain consequences need more substantive treatment resources as well.  We
recommend several options for consideration.

Eventually expand Ceasefire to Other (non-group) Offenders (City Role:
Direct Service Delivery)

The Ceasefire model is being tested for non-group perpetrators of serious and violent
offenses. The High Point, North Carolina Police Department, working with Dr. David
Kennedy has been applying the model to domestic violence offenders. This work should be
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Success has also been achieved with new efforts like the HOPE program in Hawaii' that
employ similar elements of a Ceasefire program to get out ahead of probation failure. In
this model, probationers with serious convictions and at high risk for re-offending are
brought (in a group) before the judge for a warning. The judge clearly communicates the
consequences of probation violations (a return to court and 2-3 days in jail for each
violation); informs them of the random drug screening protocol; makes is known that
treatment is available if they request it, but that drug treatment is required after 3 failed drug
screenings; and they are then encouraged to succeed.

Outcomes for the Hope program have made the Corrections field sit up and take notice.
Not only 1s there evidence of significant drops in arrests and drug use for program
participants, compared to those not included, but there appears to be a positive contagion
effect with other probationers who hear about the new approach.

Compared to those not in the program, probationers mandated to the HOPE program were 55
percent less likely to be arrested for a new crime, 72 percent less likely fo have a positive drug
screen, and 53 percent less likely to have their probation revoked. And, they were more likely to
just show up—Hope probationers were 61 percent less likely to miss a Probation appointment.

We recommend that this approach be considered for high-risk/high-violent probationers
(and AB109 parolees); and that it be a step up along a violation continuum that includes the
new Violence Court as a more intensive option on the spectrum.

" TIOPE Probation (http://www.hopeprobation.org/)
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also need their fathers: girls with a loving and stable relationship with their fathers are less
likely to become prematurely sexually active. Fathers matter.

“I joined the gang becawse that’s where the love came from.” (Peacekeeper)

The system should support fathers in their vital role. We can start by addressing the
parent/child relationship while the father is in custody. Parenting classes that deal with
cognitive-behavioral issues in a family context are crucial. We recommend that the jail
employ a similar curriculum used by Juvenile Probation.

We also recommend an equal focus on the cultivation of mentors from the ranks of boys and
men who have been clients of mentor programs, as well as from the ranks of youth who are
on the brink of failure. Too often we focus solely on the provision of services to troubled
youth without an equal emphasis on asking them or challenging them to assume positions
of leadership. And, yet, this can be a powerful experience. To be asked to help others; to be
enlisted in a larger cause; can be life-changing.

We can see the power of this kind of program in the results of Oakland’s ‘“Teen to Teen’
program that trains high school students to become crime prevention teachers. The “T'een to
Teen’ program recruits struggling high school students, who are provided a 6-week training
program to prepare them to go out in groups to middle schools in groups to deliver crime-
prevention talks. Not only does this kind of program help young students better ‘hear’ the
message because it is delivered by other youth, but calling upon older youth to be
responsible teachers has a secondary benefit: the youth teachers are significantly less likely
to get involved in crime. The student ‘teachers’ abide by the lessons they preach.

We need to explore the potential of this model for other areas: engaging young men to care
for themselves and their peers by becoming crime prevention specialists, peer health
educators, and mentors.

A City Office of Violence Prevention can also work to establish a Youth-delivered crime
prevention effort. A program in Oakland (Teen to Teen, crime prevention)

We also encourage new mentoring models. Given the research on youth development and
positive change, we advocate that all youth programs, including mentorship, include

cognitive-behavioral classes. Altering patterns of thinking is an essential element of long-
term behavior change. As such, we recommend all youth and mentors be trained in the
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We know that students suspended or expelled for discretionary violations are 3 times as
likely to have a subsequent contact with the juvenile justice system. The blanket use, or the
over-use, of suspensions and expulsions has been criticized by many organizations.

v The American Psychological Association (APA) has called for alterations in zero
tolerance

v The American Bar Association has urged termination of zero tolerance school
policies

v The National Council of Juvenile and Family Judges passed a resolution to
encourage schools to utilize alternatives to student arrest or referral to juvenile
court for behaviors best handled by schools. The resolution also “supports
restorative justice practices and similar interventions that identify and respond to
root causes of school disengagement.” (March, 2012)

A continuum of responses should be in place to respond to school discipline issues. These
should include community services and restorative justice programs, such as Youth
Accountability Boards. The latter is a program that, like Ceasefire, engages the community
in responding to problems before they become dangerous failures.

A San Francisco program that developed graduated sanctions for compliance issues saw its
expulsions drop by 28 percent and a 60 percent drop in non-mandatory referrals for
expulsion. They developed a continuum of in-school sanctions, involved parents in working
out solutions, and engaged misbehaving youth in the performance of community services
and other productive sanctions.

The goal is to intervene with youth at high-risk for school failure, or with those who have
been cited to the juvenile justice system. The County Juvenile Department used to have
such program. We advocate its return in both the county and the schools.

This is just one part of what must be a multi-level solution to school truancy, school
retention and school success. We suggest the formation of a working group to explore all
options in more detail, including the role of police in schools, truancy center models, etc.
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At the same time there is more to be done. New AB 109 responsibilities challenge the
County to develop a more direct services delivery model and to work with offenders who
present with more serious behavioral health issues. For those prison inmates released to the
County, Behavioral Health and Probation need more advance warning of the release of
seriously mentally ill (and sometimes dangerous) persons. This is not the norm today.

CDCR should be encouraged to support the kind of wrap-around case management services
for violent, mentally ill prison inmates that has been developed in Washington State. This
model, the Dangerously 111 Mental Health Offender (DIMO) program, reports significant
reductions in subsequent violent crime for those individuals involved in long-term, mental
health transition program.” In the interest of violence reduction; and in the interest of a
humane response; CDCR should be asked to work with counties on a plan to coordinate
long-term care for this small subset of the population.

We also encourage a review and discussion about the availability of trauma counseling —
especially for children. How do we best help the boy and his family referenced above?

Y Jim Mayfield. (2009). The Dangerous Mentally 11l Offender Program: Four-Year Felony Recidivism and Cost
Effectiveness. Olympia: Washington State Institute for Public Policy, Document No. 09-02-1901.
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decision to make targeted violence reduction a priority comes at a cost: more calls for
service back up, more property crimes are not investigated, fewer residents see the
comforting sight of police on patrol.

A police department must have the strategic tools to stop violence. And once violence is
quelled it needs sufficient police to keep the peace: officers to patrol, officers to prevent,
officers to respond, and officers to work with neighbors to address the issues that underlay
persistent crime and violence. The Stockton Police Department must be given the tools and
the staffing necessary to fulfill its basic duties. It should have staffing that approximates
levels enjoyed by other cities its size. More officers will not by itself solve Stockton's
violence problem, but a certain threshold of officers is necessary to work toward a
comprehensive solution and as documented by some of the most prestigious police experts
in the country, the city is significantly below that threshold.

Adding more police officers cannot, by itself, guarantee sudden drops in violence.'* But
while we know that communities cannot arrest their way out of a crime or violence
problem, we do know that at some point there is a relationship between the number of
officers and crime levels. At some point that resources are stretched so thin and the fear of
apprehension is so low, offenders begin to believe that they can act with impunity.

“Int the van taking individuals to jail, our police transport officers overheard the arrested individuals
saying that they knew there weren’t many officers on the street. * (Chief Jones)

Law enforcement agencies must also deal with the unique crime profile of their
communities. For Stockton that means violence. But, as the data analysis recently
conducted by Stewart Wakeling, CPSC and the Stockton Police Department revealed, law
enforcement has a special challenge when it comes to dealing with violence.

In Stockton, the ratio of homicides and violence committed by both suspects and victims are
not only significantly higher than in other cities, but it is less concentrated geographically.
In addition, the distribution of violence across all races is greater than in other cities.

This poses special challenges for law enforcement. Not only must law enforcement deal
with more violence than its counterparts in other cities, but the greater dispersal of that
violence places more challenges on law enforcement resources.

" Braga, A.A., D.L. Weisburd. 2007. “Police innovation and crime prevention: Lessons learned from police research
over the past 20 years”. NIJ Document No. 218585.

1
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We recommend bringing the Stockton Police force to levels comparable to other cities. As
was recommended by Dr. Braga of Harvard in 2006, we recommend that Stockton work
toward adding police officers: enough to bring the Department within the range of the
average ratio of sworn officers to population. Nationally, that ratio is 2.2 for cities of
Stockton’s size. The long-term sustainability of any Plan depends upon meeting a basic
level of enforcement. Braga recommended to the city of Stockton in 2006 that:

“_.. The City of Stockton needs to increase the number of authorized Stockton Police officers to bring
the average ratio of full-time sworn officers closer to the ratio of police departments serving jurisdictions
with similar population sizes. In hiring these officers, it will be necessary to increase the number of
support staff and supervisory positions. A hiving plan must be developed to bring the number of SPD
officers and civilian staff in line with the staffing levels of other departments.””

To reach the average number of police per 1,000 citizens would translate into approximately
200 more officers. While the current police budget can today support 344 officers, and a
federal grant would get that number to 361, the Stockton Police Department would need
590 officers to achieve staffing levels of comparable cities (Table 9). Any such increase will
of necessity occur in phases. And it takes time. The Chief estimates that it takes one year to
recruit, screen and train a new officer.

With the implementation of Project Ceasefire and the proposed expansion in Prevention
work (expanded Peacekeepers, Neighborhood ‘blitz’ work, etc.) a time of police force build-
out is also a good time to re-examine non-traditional forms of policing: new and innovative
models to ‘get out ahead’ of the problem. We have only scratched the surface in exploring
the tremendous potential for law enforcement staff to support prevention efforts. To what
extent can law enforcement officers be involved in the kind of work that Peacekeepers
perform? How can service referral be further built in to law enforcement work? What kind
of follow-up work could be provided by law enforcement: whether it is neighborhood level
work or suspect contacts? Ceasefire represents a new way of doing business. It presents a
new model to supplement the work of traditional law enforcement. We encourage that it be
fully supported and analyzed, and that the City and Department explore other models to
fully tap the preventive power of law enforcement.

A Violence Reduction Plan is built upon a solid enforcement base. Stockton must make the
rebuilding of its Police Department a priority. We recommend that Dr. Braga’s 2006
recommendations be followed. We also recommend that after this initial phase, a staffing
analysis be conducted to help refine the types and numbers of positions needed for the next-

> Braga, A.A. 2006. Preventing violent street crime in Stockton, California: A report to the Stockton Police
Department.
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risk probationers, by police working with Probation; it requires adequate manpower on the
part of the police; and it requires adequate prosecution resources. We recommend attention
to the resources necessary for enhanced gun prosecution resources at the local level and
continued coordination with federal agencies at the national level. Enhanced gun
prosecution shows promise when combined with enhanced and targeted police efforts to
reduce violence.'” The new Warrant Task Force is a good step in this direction.

The youth homicide rate in the United States is 1dxhigher than youth in higher-income nations.
The United States youih fivearm homicide vate is 42x higher than youth in other high-income
nations (Violence Policy Center, 2010 Report)

Y McGarrell, E. et al. 2013. An assessment of the comprehensive anti-gang initiative. U.S. Department of Justice.
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Planning for Expansion

Rebuilding the Stockton Police Department is a necessary component to addressing local
violence. Ceasefire is any critical strategy. But it is not enough. Chief Jones has stated that
a three-part solution is needed:

1. Hot spot policing to ‘take back’ affected areas
2. Police presence to hold that area, and
3. Officer follow-up to sustain the crime reduction

With the implementation of Project Ceasefire and the proposed expansion in Prevention
work (expanded Peacekeepers, Neighborhood ‘blitz’ work, etc.) a time of police force build-
out is also a good time to re-examine non-traditional forms of policing: new and innovative
models to ‘get out ahead’ of the problem. We have only scratched the surface in exploring
the tremendous potential for law enforcement staff to support prevention efforts. To what
extent can law enforcement officers be involved in the kind of work that Peacekeepers
perform? How can service referral be further built in to law enforcement work? What kind
of follow-up work could be provided by law enforcement: whether it be neighborhood level
work or suspect contacts? Ceasefire represents a new way of doing business. It presents a
new model to supplement the work of traditional law enforcement. We encourage that it be
fully supported and analyzed, and that the City and Department explore other models to
fully tap the preventive power of law enforcement.

A Violence Reduction Plan is built upon a solid enforcement base. Stockton must make the
rebuilding of its Police Department a priority and that Dr. Braga’s recommendations be
followed. We also recommend that after this initial phase, a staffing analysis be conducted
to help refine the types and numbers of positions needed for the next-level build-out, with
consideration given to new prevention models and new enforcement roles.

The City should consider this recommendation in phases, be very cautious and judicious,
given its financial situation and be focused on all the recommendations in this report before
locking into a specific staffing level.
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Currently, a superior court judge determines on a daily basis which inmates will be released
early because of overcrowding. This decision is made without the necessary risk and need
information about the defendant. A plan needs to be developed that rewards offenders for
completing in-jail programs based upon a risk and needs assessment. Jail sentences can
then be mitigated and offenders assigned to re-entry programs, which should include a
Community Corrections Center.

The processing of defendants through the criminal justice system needs to be analyzed to
determine if there are efficiencies that can be employed to reduce the length of time from
arrest to sentencing. Regardless of the number of available jail beds, the system needs to
develop a plan that gets out in front of the problem so that the court does not need to release
daily simply based on jail overcrowding.

The methodology for constructing a Criminal Justice System Master Plan includes the
design and implementation of routine jail data reports; the development of system baseline
data (based on inmate case processing data); an examination of system policies and
practices that impact the jail at key decision points; an assessment of the continuum of
alternatives to incarceration; and a review and possible revision of the most recent jail
forecast.

Based on this the system develops a long-term plan for needed resources, improved
efficiencies, and for better offender outcomes. The development of a Master Plan is an
opportunity to explore new practices that are better aligned with improved outcomes (Table
10). This is an opportunity to build an Evidence-Based System.

We encourage the County to take those steps that will ensure that ‘one empty bed’ is
waiting to support enforcement and prevention efforts. Such steps would include: develop a
full-service Pre-Trial program; develop risk-based jail management policies; design new re-
entry options and manage offenders along the continuum based on good behavior; and
develop system data collection and analysis capabilities.

The City and the County can also consider areas of mutual planning and support, including
pre-booking mental health options: such a Triage Center to divert the mentally ill from jail,
and a dedicated Detox center to reduce demand on custody resources.

Fund Core Services: Pre-Trial Services
The development of a full-service Pre-Trial program is fundamental to managing jail

resources to achieve ‘one empty bed.’
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San Joaquin County is taking steps to address this. AB 109 funds have been set aside to
support the expansion of this program; and in a few weeks the National Institute of
Corrections (NIC) will begin a project to help County Probation develop an objective,
validated pre-trial risk tool. This is crucial: not only to improve the county’s ability to
identify high violent defendants while in custody and provide them pre-trial supervision, but
to ensure fairness. Risk-based decisions are neutral.

In the interest of violence reduction it must be said that: the ability to post bonds is
unrelated to the risk that a defendant might commit a future offense. The current system, in
which a defendant’s chance of release from jail prior to trial is related to whether he has
money in his pocket is not fair, and has been shown to do nothing to protect public safety.
Fairness is essential to ending economic disparities within the system. Individuals who are
detained pre-trial are more likely to be convicted, and if convicted are more likely to serve a
longer sentence.

Consider Establishment of a Community Corrections Center

As part of this project we took a group of local city and county officials, judges and business
representatives to visit a jail step-down facility in Washington County, Oregon.

A Community Corrections Center (CCC) is a new paradigm and a new tool for reducing
violence. In this concept, Jail is seen as part of a comprehensive process of offender change
and reintegration: a process that requires the inmate to start the process of recovery and
responsibility. The CCC offers ‘a new way out’ for offenders: one that makes the movement
through jail part of an integrated plan for change.

A Community Corrections Center (CCC) prepares inmates for successful transition back to
the community. It offers a community-oriented environment that provides a structured
living environment in which to learn new skills and chart a path for the future.

Inmates at a Community Corrections Center serve out the last part of their sentence at the
facility where they not only satisfy their court-ordered sentence, but also participate in a
range of rehabilitative programs. The principal goal is to facilitate successful re-entry back to
the community. A Community Corrections Center extends the continuum of local
interventions and serves to improve offender success.

The Stockton Marshall Plan 62

163



164



response to AB 109 offenders evolves it will be important to not repeat the failures of the
state at the local level.

California’s system is a failure. It has one of the highest return-to-prison rates in the country:
67 percent of individuals who walk out the prison door are back in within 3 years. The State
system has been slow to reform its policies and practices and was compelled to reduce its
prison population only by federal mandate after a Supreme Court ruling in the
Coleman/Plata case.

In the meantime, counties have had to quickly devise plans to accommodate an expanded
offender population. Some, like San Joaquin, have done a superlative job. Still, there are
problems.

The AB 109 funding formula is based on a counties’ past use of prison, effectively rewarding
counties who have done the least to use evidence-based alternatives to incarceration. And
the State has provided little acknowledgement and no assistance to counties to address local
System Issues as it develops plans: there is no provision to assist counties to manage its jail
beds through support for Pre-Trial Services or the development of system Master Plans.
And, there is no change in State Sentencing practices to signal a need for comprehensive
reform at the State level. These are but a few of the issues that attend the implementation of
AB 109.

This should be of interest to the City because it represents both new challenges to any
Violence Reduction Plan; and it represents new opportunities for collaborative partnerships
in moving forward. AB 109 funds have already supported a collaborative warrant task force
that includes the Stockton Police Department; and it has funded other violence reduction
initiatives that will complement and support City and System Violence Reduction efforts.

Validate the Risk Tool used by Probation

County Probation employs an objective risk tool to classify probationers by risk level. This
tool, validated on a population of prisoners and probationers in Washington State, helps
identify individuals who are high-risk, and those who are high-risk for violence. Given the
high percentage of individuals who score at high risk for violence, we recommend local
validation of the tool to test its accuracy and to help refine the identification a subset of the
most violent offenders.
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Phase I

» Fully Implement Project Ceasefire

» Develop a Plan for a phased Pelice Department force build-back and restoration of
functions (narcotics unit, etc.). Make funding of data analysis capability in support
of ‘hot spot’ analysis a priority.

» Convene stakeholder discussion to organize Ceasefire Re-entry; support local
providers in seeking grant funds (through the Second Chance Act grant) to support
Ceasefire Re-entry with Peacekeeper positions and to expand their Street Outreach
worker capability

» Consider concept of a City Office of Violence Reduction

» Consider funding to sustain and support broad Violence Reduction Plan

Phase 2

Track phase 2 of Police Department build-back

Develop Neighborhood Blight Blitz strategy and Implement

Convene stakeholders for discussion of Hospital Mentors for Injured Youth
Convene stakeholders to discuss Mentoring and consider role of City
Convene stakeholders to plan Ceasefire Family prevention strategy

YV VYV VYV VY

Expand Ceasefire to other Vielent populations: Perpetrators of Robbery and
Domestic Violence, for example

As part of the Plan review, we encourage the City to consider the new round of federal
Second Chance Act funding that specifically for non-profit mentoring activities to see if
wants to join or support any initiatives. And, we encourage the City to track any White
House initiatives in support of the proposed Community Revitalization program recently
announced by the President, that would coordinate federal, state and local resources in
support of new and innovative community transformation.

After a Plan is adopted by the City Council we recommend the formation of working groups
to further develop particular strategies. The participants in our Roundtable conversations
were thoughtful contributors to the discourse on violence reduction. We also recommend
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that the Marshall Plan Committee remain active through a first phase of Plan
implementation, meeting quartetly to track and monitor progress.

“We have to ‘Accentuate the Positive™ (Carl Toliver, Former School Superintendent)

This plan presents a strategy to reduce homicides and gun violence. That is an important
first step. It is not the last step. Once the scourge of violence is under control Stockton must
turn its attention to other types of crime and to rebuild. The goal must not be the mere
cessation of violence, but the creation of a state of Peace. Stockton can do this. We have
seen the tenacity and pride of this city and its citizens. We have been touched by the hope
and passion of its leaders. We leave encouraged by the positive change that is already
underway.
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Appendix I. Project Interviews

Over the course of this project met with judges, prosecutors, defense counsel, police officers,
sheriff’s staff, probation officers, political leaders, and more. We observed routine court
sessions, attended specialty courts, toured schools, visited Family Resource Centers, spent
time in the field with the Peacekeepers, met with program providers, and more; and, we
convened roundtable discussions, that included community members, to explore ideas for

crime prevention and control. We learned from each person. Thank you.

Chief Eric Jones, Stockton Police Department

San Joaquin Sheriff, Steve Moore

Former Mayor Ann Johnston

Mayor Anthony Silva

Jim Willett, District Attorney

Peter Fox, Defense Counsel

Judge Brett Morgan

Chief Judge Johnson

Judge Richard A. Vlavianos

Judge Guilianni

A roundtable of judges to hear a Ceasefire presentation
Councilman Elbert Holman

Councilman Canapa

Councilwoman Eggman

Councilwoman Miller

Councilman Tubbs

Councilman Zapien

Carlos Villapudua, County Supervisor

Steve Bestolarides, County Supervisory

Pastor Glen Shields, Progressive Community Church

Bobby Bivens, NAACP

Doug Wilhoit, Stockton Greater Area Chamber of Commerce
Benjamin Saffold, Downtown Stockton Alliance

Stephanie James, Probation Chief

Michael Martinez, Assistant Deputy Chief Probation Officer
Carla E. Contente, Deputy Chief Probation Officer

Paul Arong, Probation Unit Supervisor, Juvenile Detention Division
Latosha Wladen, Probation Unit Supervisor

Roundtable to discuss Pre-Trial Services
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Roundtable to discuss Probation and Jail Re-entry

Roundtable to discuss Domestic Violence Services

Joseph Randazzo, Manager, Adult Offender Programs

Jail Captain, Kim Moule

Vic Singh, Behavioral Health Director

Jim Garrett, Deputy Director, Mental Health Services, County Behavioral Health
Elena Molina, Principal of Jane Frederick Continuation High School

Archie Gilchrist, Chief Mental Health Clinician, Mental Health Services, County Behavioral Health
Adolfo Cruz, City of Stockton, Deputy Director of Community Services
John Huber, Undersheriff

The PACT group: members of Ceasefire Lifeline

Gretchen Newby, Executive Director Friends Outside

Ger Vang, Chief Executive Officer Lao Family Community of Stockton, Inc.
Robina Ashgar, Community Partnership for Families (CPF)

Savong Lam, Site Director, CPF

Olga Rodriques, Site Director, CPR

Jose R. Rodriquez, President/CEO El Concilio

Captain Trevor Womack, Stockton Police Department

Kevin Hantano, Ceasefire Coordinator, Stockton Police Department
Dwayne Blevins, Probation Unit Supervisory

A roundtable of Stockton Police Detectives

Victim Services staff, District Attorney’s Office

Carl Toliver, Former Superintendent

Dr. Steven Lowder, Superintendent

Janine Cuaresma, Division Director, San Joaquin County Office of Education
Ralph Womack, Manager of Peacekeepers

Jose Gomez, Peacekeeper

Stanley Thomas, Peacekeeper

Jaime Constantino, Peacekeeper

Manuel Casillas, Peacekeeper

Ronnie Murray, Peacekeeper

Pheakdey Youn, Peacekeeper

We held a Roundtable to discuss Youth Prevention that included community and program
representatives

We held a Roundtable to discuss Information sharing that included community and program
representatives

We held a Roundtable to discuss Neighborhood Health that included community and program
representatives
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Appendix II. Recommendations & Ideas: From
Committee and Community Members

The following recommendations came from individuals we interviewed and from
participants in the Roundtable discussions.

e Re-establish the 3x3 meetings that brought together the Schools, City and County on
a routine basis

e Help local non-profits to do a better job of coordinating their services around
individuals or families or neighborhoods

e Restore and expand the Police in the Schools

e Explore concept of a Truancy Center

e Open the gyms after school for recreation use

e Expand Youth-Build “I am encouraged by seeing rival gang members working
together in this program.”

e “Let’s get to them when they are young. Get them at the tipping point.”

e Need to have quality standards for our afterschool programs.

e Need a new ‘branding effort’ for the City. Change the image.

e “Stockton is not kid friendly.” Need more recreation opportunities

e We need afterschool, enrichment programs and summer programs

e The lesson of the past effort with Ceasefire is that we need Sustainability

e Let's deal with the homeless

e We need better options for women exiting jail with Meth problems. Programs like
the Women’s Center are not available for females at re-entry. “Those most in need
are not getting services.”

e We must deal with the issue of race

e We must better coordinate our services

e Neighborhoods would benefit from having ‘Community Ambassadors,’ individuals
who could be called to respond when there is an emergency need. Several years ago
there was a heat wave on the East Coast and 700 elderly people died because
communities weren’t organized to check on them.

e We could use coordinated community response after an incident of violence

e Address the ‘digital divide’ the keeps some communities isolated because they don’t
have access to computers
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The Feds threaten prison for gun offenses but then don’t follow through. The
offenders quickly learn that the threat is not credible and that they can act with
impunity

We need more substance abuse treatment, especially for youth

We used to have a drug court for youth; we used to have a teen court.

“The prisons artificially separate inmates by gang affiliation so they don’t learn to get
along together.”

“Sometimes we want to prosecute offenders in the federal system for gun crimes, but
the process through Expedited Case Resolution works so fast that there is no time to
bring in the Feds.”

“There is a problem with system credibility. If someone gets 6 months for a gun
crime, they may very likely only do 2 months.”

“There are cultural groups that are isolated”

“Whatever we do must be sustained”

“There are some kids who are already in gang, some at the tipping point, and all the
kids not in trouble who are the next wave”

“Success should be visible: We often don’t see the good outcomes”

“What is needed: Community, Community, Community”

“I would like to see community service requirements for education (put in 80 hours
per year) and link youth with local businesses.” (Mayor Silva)

We need to reduce suspensions

“It’s all about follow through, especially with young people. If we say something
we’d better show up.” (Roundtable participant)
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Appendix III. Roundtable Discussions

In January, 2013, a series of Roundtable discussions were held. Over 100 individuals
participated in these discussions, representing local community leaders, non-profit
organizations, schools, Police, political leaders and members of the public. Three topics
were explored: Information Dissemination, Youth Violence Prevention, and Neighborhood
Violence and Health. Participant comments are summarized below.

Information & Communication Session Comments

e Non technological communication methods are necessary

e Culture specific information may be needed more than traditional or technology based
communication
o Establish a presence in the community
o One-on-one interactions; grass roots efforts

e How do we get people to access and go to information
e How to assure families understand the content
e Town halls across the community in each neighborhood o Leverage neighborhood/school
meetings and meeting places
e Technology is more useful for administrators, agency staff, etc.
o How to replicate the success of the first project ceasefire in Stockton
- Diligent focus
o Importance of information and intelligence
o Strategically targeting resources
o Community aspect of ceasefire
o Information is contagious and spreads ' 11 | Changes social norms
e Power of message combined with community support
o The right information gets their attention
o How to use this message to communicate to the entire community
o How to follow through with our message and communications

e Information/Analysis/Intelligence
o More useful for administrators, agency staff, etc.
o Relationship based for at risk population
o Already establishing relationships fast

e Need to identify those community leaders that can motivate their spheres of influence
e Resources for youth programming
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o Some intervention programs in the past
o Shifted to early prevention

e  Possibility of instituting community oriented prosecuting, like community oriented policing

or Relationships based
o Have a presence in the neighborhoods

o Full community response teams based on geographies and networks

o Everyone there working together from the start instead of calling around and chasing

down the right partner organizations
o Partnerships and inter-relationships in place
Lack of trust from the community — need to build credibility
o Hold community response teams accountable for their hot spots

o

Neighborhood Health & Violence Protection Session Comments

e Address multi-ethnic diversity o Recognize that there is also a youth culture /common

language

o Core values: show similarities

Recognize that there is also a culture of criminality — culture of incarceration
Generational issues

Citywide issue — can’t refer to “good” or “bad” neighborhoods
Identify community leaders

Develop relationships with “connectors”

Parents are leaders

-Shared values for respecting elders, getting an education
Involve parents in the comprehensive Systems approach
Identify communication barriers, need for translation

O 0 O O 0 O o0 O 0

e Spur civic involvement in crime hot spots
o There are programs/curriculum to learn conflict resolution skills
e Youth led interventions can work o Leadership programs

e How to focus on similarities
o Core values ~ideas that move any ethnic group (i.e. safety)
o Draw groups that are intentionally diverse {11! Draw out similarities
o Draw out shared experiences
o Faith based, not religion based
o Stockton culture of getting to know one another
o Need to identify places that are safe; with a perceived sense of safety
e Address dysfunction in educational system o Ability to be employed
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o Marketable job skills to attract business

e Have to be jobs that are available o Practical jobs
o Those jobs don’t exist now

e Hot spot response teams o Involve parents
o Engage community in the process — empowerment
o Communication - translation is key
o PD involved with families ~ continuous support

Youth Success & Violence Prevention Session Comments

¢ Need to share information about alternative schools and home schools o San Joaquin
County has many options (e.g. charter schools, ONE program)

e Educators need specific strategies, needs to know how to help o Schools will embrace
programs that have worked elsewhere, need models
o Schools are motivated by keeping kids in school

e Many services available in the community (e.g. 211, peer service) o Community Partnership
for Families launching Web site called 211 San Joaquin in order to provide resources and
directory of services

e  Cultural point of view — how we look at things from our cultures o Most of our youth don’t
understand their family’s culture (e.g. Hispanic family must talk with the father)

e Cultural programs — found success with certifying trainers in particular cultures; cultural
sensitivities

e Recognize the rite of passage in each culture

e  We also have many things in common that are not specific to our culture where we can work
together

e “Becoming a man transition” program must include culture

e Family values, understanding and communicating — “Share the Rock” publication

e (Cultural programs that go back to cultural awareness do work

e  Mentorship is huge — a component of many programs

e Involve students in prevention: Use student mentors both in high school and college student;
connect with businesses and provide work experience o Mentors don’t necessarily need to
have “been there” to be effective
o Families need mentors too
o Mentorship must be holistic (e.g. Big Brothers, Big Sisters)
o Need strong foundation for the mentoring process

e Kids come for people, not programs — the right person will draw them in

e After school programs are for younger students

o 7wand 8m graders don’t have after school programs - Community service programs for older
students might work
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e Youth could spend time in businesses

e Kids want a job and responsibility, it changes them; youth employment needs to be made
easier

e Every kid needs a mentor, mentor needs to be committed to youth
e Mentors need training so they understand how to be a mentor

e (Guidelines must be set for mentors; mentors need to follow through and really be a role
model

e Mentors need support to understand how to bring youth to the table and what to do
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Appendix IV. San Joaquin Youth Homicide
Rates

The following was excerpted from: Violence Policy Center. 2013. Lost Youth: A County-by-
County Analysis of 2011 California Homicide Victims Ages 10 to 24, page 43.

San Joaquin County
“35 youth and young adults ages 10 to 24 were murdered in San Joaquin County in 2011

The homicide rate among youth and young adults ages 10 to 24 in San Joaguin County was 21.29 per
100,000 in 2011

Ranked 1st in California among counties with a population of 10- to 24-year olds 25,000 or greater

Gender
Out of 35 homicide victims, 32 were male (91 percent), and 3 were female (9 percent).

Race/Ethnicity
Out of 35 homicide victims, 18 were Hispanic (51 percent), 9 were black (26 percent), 2 were white (6
percent), and 6 were Asian (17 percent).

Most Common Weapons

For homicides in which the weapon used could be identified, 94 percent of victims (33 out of 35) were
shot and killed with guns. Of these, 85 percent (28 victims) were killed with handguns. There was 1
victim (3 percent) killed with a knife or other cutting instrument.

Victim to Offender Relationship

For homicides in which the victim to offender relationship could be identified, 35 percent of victims (6
out of 17) were murdered by someone they knew. Ten victims were killed by strangers. For homicides in
which the victim to offender relationship could be identified, 6 percent (1 out of 17) were gang members.

Circumstance

For homicides in which the circumstances could be identified, 67 percent (14 out of 21) were not related
to the commission of any other felony. Of these, 29 percent (4 homicides) were gang-related. Twenty-one
percent (3 homicides) involved arguments between the victim and the offender. Fifty percent (7
homicides) were drive-by shootings.

Location

For homicides in which the location could be determined, 46 percent (16 out of 35) occurred on a street,
sidewalk, or in a parking lot. Six percent (2 out of 35) occurred in the home of the victim or offender.
Twenty percent (7 out of 35) occurred at another residence, and 14 percent (5 out of 35) occurred in a
vehicle.”
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Appendix V. Crime Mapping and Analysis
Software

Several crime mapping and analysis software are available for download and use by city &
county government criminal justice programs at no cost. These include CAST, GeoDaNet,
& CrimeStat I1I:

CAST (Crime Analytics for Space-time)

Platform: Windows, Mac machines

Use: free for government use

Training materials available: Yes

available online at: https://geodacenter.asu.edu/software (Free download & use for city &
county government use). Manual included in this folder.

Source:

GeoDa Center for Geospatial Analysis and Computation

ARIZONA STATE UNIVERSITY

School of Geographical Sciences and Urban Planning | Lattie F. Coor Hall , COOR 5671 | P.O.
Box 875302, Tempe AZ 85287-5302

Phone: (480) 965-7533 | Fax: (480) 965-8313

geodacenter@asu.edu

Description: The GeoDa Center for Geospatial Analysis and Computation develops state-
of-the-art methods for geospatial analysis, geovisualization, geosimulation, and spatial
process modeling, implements them through open source software tools, applies them to
policy-relevant research in the social and environmental sciences, and disseminates them
through training and support to a growing worldwide community.
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Appendix VI. City Council Work Plan

City of Stockton
2011 City Council Work Plan
Defining Our Role

What government should know by now, by reviewing a bit of history, given the
complexity of both our opportunities and challenges at the local, statewide and federal
level, there is not one institution that has a monopoly on creating or implementing
solutions. Our federal and state government’s history reflects the pendulum swinging
from periods of strong centralized authority and solutions to decentralization with mixed
success. The state is now going through another self-assessment and considering
realigning services to the local level. One constant the federal and state governments
have come to realize is that local government is closer to the people, more agile and
better able to respond to the community’s unique social needs or values.

At the local level, we have many opportunities and challenges. Similar to what the
federal and state levels figured out, very few of these can be tackled by just one
institution, let along the City of Stockton. The City cannot address the four goals found
its 2011 Work Plan all alone. As just one example, San Joaquin County expends much
more resources than the City in addressing and responding to crime activity. Their
success is tied to ours.

As a result, the role the City of Stockton defines for itself in achieving its 2011 Work
Plan, must be strategic and done in light of the various institutions that have a stake in
the same issues.

Our role(s) will fall into one of three categories for each Business Plan or strategic
initiative that is designed to achieve or make an impact on Council Goals.

Direct Service Delivery Role

There are indeed certain activities where City of Stockton is commonly understood to be
the direct service provider, either through the use of staff or contractors. Some
examples include: police law enforcement, fire suppression, etc. Thus, a project
proposal that involves the use of City resources to provide a service directly would fall
into this category.

Convener Role

There are certain complex issues related to our 2011 Work Plan where there are
multiple institutions or agencies that have a piece or stake in the opportunity or
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challenge. For example, an agency may be a direct service provider in addressing one
aspect of the crime issue. Their relative success may have a direct impact on our
success or challenges. There is little benefit of trying to replicate what other agencies
are already doing. However, there is a benefit of planning and coordinating our efforts if
they are providing services to, or interacting with, the same population.

When we see a need or benefit to convening the stakeholders to address common or
mutually dependent goals or to develop new plans that may affect each other, an
outcome of this collaboration may have limited impact on our methods of service
delivery activities. However, there may be a big impact on demands for services. Thus,
we may have a big stake in ensuring we are all working collaboratively.

Support or Advocacy Role

As we refine our Business Plans and implement the 2011 Work Plan, there will be
opportunities or activities borne by other entities, that support our goals or create new
challenges to them, typically in other venues e.g. at the state or federal levels. The
venues might be local, but involve other agencies such as non-profits or for-profit
organizations.

At times we may want to advocate or support the goals or activities of others, when they
are pursuing things that will likely impact our 2011 Work Plan goals. Rather than expend
precious few resources in the direct service delivery or convener areas, we will support
or advocate for others to step forward or modify their plans.
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Appendix VII. Recommended Reading

‘Don’t Shoot: One Man, A Street Fellowship, and the End of Violence in Inner City
America,” David M. Kennedy (2011)

[An account of the history and development of the Ceasefire model}

“The City That Became Safe,” Franklin E. Zimring (2012)

[This book offers an analysis of the dramatic crime drop in NYC]

‘“When Brute Force Fails,” Mark A.R. Kleiman (2009)

[A discussion of the limits of zero tolerance policies and review of effective crime reduction strategies]

‘How Children Succeed,’” Paul Tough (2012)

[A discussion about school reform for improved outcomes)]

‘Saving Children from a Life of Crime,” David P. Farrington & Brandon C. Welsh (2007)

[A review of the crime prevention literature]

‘Common Purpose: Strengthening Families and Neighborhoods to Rebuild America,’
Lisbeth B. Schorr (1997)
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