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Foreword
A Defining Moment for Community Violence Intervention

CVI stands at an important crossroads. Over the last several years, communities across the United
States have increasingly turned to CVI as a serious strategy for reducing retaliatory gun violence,
interrupting cycles of trauma, and restoring safety where traditional approaches alone have too
often fallen short. In many places, this work has helped save lives. Shootings have declined,
families have been spared devastating loss, and communities long conditioned to normalize
violence have experienced measurable relief. In several California communities implementing CVI,
researchers reported reductions in gun violence ranging from 46% to 55%, with significant
declines in firearm homicides and nonfatal shootings.'2

These are important outcomes and should be protected, strengthened, and expanded, but
success presents new obligations. CVI has, as a result, gained public investment, political
attention, institutional legitimacy, and broader visibility with important questions emerging.

*  Who is doing this work?

* How are they prepared?

*  What competencies and ethical standards should guide their practice?

* What standards govern their practice?

* How are quality and accountability ensured?

* What protections exist for communities, participants, practitioners, and public trust?

These inquiries have arisen not from skepticism or criticism; they are normal signs of maturation,
a reality confronting every public-serving profession. Impact creates expectation, expectation
creates scrutiny, and greater scrutiny creates obligation.

At the center of this dialog and obligation is a stronger, more vibrant workforce composed of
extraordinary individuals whose lived experiences closely reflect those within the communities
they serve. People who carry hard-earned credibility, cultural fluency, practical wisdom, and
relational legitimacy in environments where trust is difficult to earn and easily lost.

These innate characteristics are foundational and must be protected but without resisting
institutional and professional growth. Nevertheless, authenticity is not a substitute for readiness
or accepting inconsistency where excellence and discipline are required.

This paper begins with the premise—lived experience is necessary. It is not sufficient. This

statement is a call to strengthen the roots of CVI. The work of interrupting violence, guiding
transformation, navigating trauma, managing crisis, and stewarding public trust is among the
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most difficult human work in public safety. Communities impacted by violence deserve
practitioners who are prepared accordingly.

CVI Frontline workers deserve developmental systems worthy of the responsibilities they carry.
The discipline deserves infrastructure capable of protecting both its legitimacy and its soul. This
paper is a call for the next evolution of CVI.

The Perspective Behind This Paper

The ideas presented in this paper emerged from nearly two decades of building, leading,
supervising, coaching, and continually refining Community Violence Intervention across two
complementary laboratories of practice. The first is the City of Richmond's Office of Neighborhood
Safety, the nation's first and longest-standing municipal CVI department, where the public-sector
infrastructure and operational foundations of this work were established. The second is Advance
Peace, the national nonprofit organization created to help communities replicate, strengthen, and
continuously improve the Peacemaker Fellowship®—the principal Community Violence
Intervention strategy developed in Richmond to engage those at the center of retaliatory gun
violence. Together, these two bodies of work have informed the observations, lessons, and
recommendations presented in this paper.

In October 2007, | was asked to establish the nation's first Office of Neighborhood Safety within
the municipal government in Richmond, California. The assignment was both straightforward and
unprecedented: build the organizational systems, operational infrastructure, and workforce
necessary to reduce retaliatory gun violence from inside city government while remaining
independent of the police department.

At the outset, our work was rightly focused on the strategy itself. We needed to understand how
a city could more effectively reduce retaliatory gun violence, which interventions were most likely
to succeed, and what organizational infrastructure would be required to support them. Those
guestions deserved our full attention, and over time we developed answers to many of them.

By December 2007, the City of Richmond created a new civil service classification known as the
Neighborhood Change Agent (NCA). The position was designed specifically to allow the city to
hire formerly incarcerated residents—including individuals with firearm-related convictions—as
full-time public employees within a non-law-enforcement public safety department. Two months
later, four Richmond residents became the first Neighborhood Change Agents.

Their lived experience gave them something government could not manufacture. They possessed
credibility with individuals who had long learned to distrust institutions and avoid traditional
systems of care. They understood neighborhoods, conflicts, relationships, and unspoken rules
that few professionals from outside those communities could fully appreciate. But credibility

alone would never be enough.
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Once implementation and deployments began, experience revealed a challenge we had not fully
anticipated. We came to understand that even the most thoughtfully designed strategy could
never outperform the capacity, judgment, and character of the people entrusted with carrying it.
The effectiveness of our Community Violence Intervention would ultimately depend not only on
what we asked practitioners to do, but on who they were and who they would become while
doing it.

That realization led us to a question that would shape nearly everything that followed:

How do we intentionally develop people whose lived experience, relationships, and credibility
represent extraordinary—but largely untapped—community assets into professionals capable
of carrying the moral, emotional, operational, and professional responsibilities this work
requires?

The work demanded judgment under extraordinary pressure. Emotional discipline in moments of
grief and conflict. Ethical clarity where competing loyalties were constant. Operational
consistency despite daily uncertainty. Leadership without formal authority. Personal
accountability without public recognition.

Perhaps most importantly, it required practitioners capable of inspiring transformation in others
while remaining committed to their own continued transformation.

Looking back now, | realize this was the defining challenge before us. Our greatest responsibility
was never simply to design an effective strategy for reducing retaliatory gun violence. It was to
develop the people capable of carrying that strategy into Richmond’s and some of the nation’s
most volatile neighborhoods with sound judgment, unwavering professionalism, and the capacity
to inspire transformation in others. Everything else depended on that.

We understood from the beginning that this new department would operate under intense public
scrutiny. The City Manager, our partners, and | believed our success—or failure—would extend
well beyond Richmond. We were either establishing a credible model that other cities could
follow or demonstrating why government should never attempt this work again. This shaped our
priorities.

We developed rigorous processes for recruiting, onboarding, training, supervising, coaching,
evaluating, and continually developing practitioners capable of performing one of the most
demanding jobs in public safety. We were not simply preparing employees for government
service. We were cultivating professionals capable of exercising sound judgment in environments
where mistakes could carry life-altering—and sometimes life-ending—consequences.
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The City of Richmond made an equally important commitment. Recognizing both the promise and
responsibility of this workforce, the city invested heavily in its development. For several years,
approximately $8,000 to $10,000 per employee, each year was dedicated to professional
development, leadership growth, healing, and personal transformation. As our department
expanded, we made the same investment in every new Neighborhood Change Agent.

Only years later did | fully understand what we had actually been building. We were building a
system of professional formation. By professional formation, | mean the intentional process of
developing practitioners who are not only technically competent, but emotionally mature,
ethically grounded, operationally disciplined, personally accountable, and capable of consistently
delivering high-quality Community Violence Intervention practice—without diminishing the lived
experience, credibility, relationships, and authenticity that make them uniquely qualified to do
this work in the first place.

Although our formal mandate was to make retaliatory gun violence rare and non-recurring, we
understood something equally important. Helping to achieve firearm violence reductions also
required building an organization and system of care capable of attracting the very people most
likely to avoid mainstream support and services/ “program” offerings altogether.

We had to become an institution that individuals at the center of violence wanted to belong to,
trusted enough to engage with, and ultimately chose to pursue rather than evade. Success here
would most certainly require exceptional practitioners, and exceptional practitioners are not
found; they are formed.

Without intentional leadership, disciplined supervision, continuous coaching, and sustained
investment in the development of our workforce, | do not believe Richmond would have achieved
the historic reductions in gun violence that later became a national point of reference.

When | founded Advance Peace in 2016, | believed the next challenge would be helping other
communities understand and faithfully implement the Peacemaker Fellowship®—its evidence
base, core principles, operational touchpoints, and the organizational infrastructure required to
support it. | assumed that if communities understood the strategy and implemented it with
fidelity, they would be well positioned to achieve similar outcomes.

We quickly rediscovered a lesson Richmond had already taught us: while strategies can be
transferred, organizational structures replicated, and training curricula shared, professional
judgment cannot be downloaded, professional culture cannot be copied, and exceptional
practitioners do not emerge by accident.

Over the past decade, working alongside practitioners in communities across the country has only
deepened that conviction. Again and again, | have watched communities recruit gifted
practitioners whose lived experience, relationships, and credibility gave them extraordinary

DEVONE BOGGAN




potential to reach individuals at the center of violence. Yet, | also watched those same
practitioners discover that credibility alone is insufficient. Technical training alone is insufficient.
Good intentions alone are insufficient.

This work demands something deeper, and this is what this paper is ultimately about.

It is less a paper about Community Violence Intervention strategies than it is about the people
entrusted to carry them. The observations that follow are lessons earned through years of
experimentation, practice, refinement, success, failure, and continuous learning in communities
where the consequences of getting this work wrong are measured not simply in performance
metrics, but in human lives.

Many of the ideas presented in this paper are products of a very challenging, while beautifully
enlightening, journey.

COMMUNITY VIOLENCE INTERVENTION (CVI) DEFINED*
Community Violence Intervention (CVI) is the practice of identifying, engaging, and supporting
those at the highest risk of perpetrating or becoming victims of gun violence. Working through
trusted community practitioners, CVI interrupts cycles of retaliation, resolves conflicts before
they become shootings, and provides the relationships, opportunities, and support necessary to
create lasting public safety.

ABOUT THIS PAPER

Purpose, Audience, and Intent

This paper is intended to advance a serious field-level conversation about the future professional
development of the CVI workforce. It is written at a time when CVl is experiencing increased public
investment, broader institutional recognition, growing political relevance, and heightened
scrutiny. These developments create both opportunity and obligation.

The purpose of this paper is not to criticize the field’s roots or diminish the importance of lived
experience. The purpose is to ask whether CVI has reached a stage of maturity requiring stronger
workforce infrastructure, clearer professional expectations, and more intentional practitioner
development.

This paper is written for:

CVI practitioners, frontline supervisors, and strategy leaders

CVI implementing organizations

Public safety leaders, mayors, city managers, and policymakers

Public health professionals, academic partners, and researchers
Philanthropic organizations and institutional investors in violence reduction
Workforce development leaders

AN NN SN

* As defined by Advance Peace
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CVI is too important for passive conversation. The communities most impacted by violence
deserve serious inquiry, disciplined reflection, and courageous leadership. This paper does not
propose a final blueprint. Rather, it offers a doctrine-level argument intended to stimulate design,
discussion, refinement, partnership, and action.

It assumes that the future of CVI should be shaped by those who understand both its moral roots
and its practical demands. It also assumes that excellence is not incompatible with authenticity.
Indeed, this paper argues the opposite—the most authentic way to honor CVI’s purpose is to
strengthen its ability to deliver on what it promises.

Ultimately, this paper asks —What must CVI become if it is to fully live up to its public safety
promise?

Executive Summary

CVI has emerged as one of the most important public safety innovations of the modern era. Across
the country, CVI practitioners have contributed to measurable reductions in shootings, homicides,
and retaliatory violence in communities disproportionately impacted by firearm harm. Public
officials, philanthropy, researchers, and communities increasingly recognize the value of this work.
With such progress comes a defining challenge.

As CVI gains legitimacy, visibility, and public investment, the field faces unavoidable questions
about workforce readiness, professional standards, ethical accountability, and public trust. At the
center of these questions is the frontline workforce. Community violence interrupters, outreach
workers, credible messengers, neighborhood change agents, and related practitioners often bring
extraordinary lived experience, relational legitimacy, and community trust—qualities essential to
the field’s effectiveness. These strengths must be preserved.

At the same time, lived experience alone is not sufficient to meet the growing demands placed
upon the field. Frontline CVI practitioners are increasingly expected to interrupt imminent
violence, mediate potentially lethal conflict, navigate trauma, stabilize emotionally volatile
situations, influence behavioral change, guide personal transformation, maintain ethical
boundaries, coordinate across systems, protect confidentiality, and exercise sound judgment
under pressure—often simultaneously and under conditions of significant uncertainty.

While these are important public safety and human intervention functions, workforce preparation

across the field remains inconsistent, fragmented, and unevenly defined. This creates risk. Not
only operational risk—but human risk.
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CVI can mitigate this risk through innovative and collaborative methods. The development of a
state-of-the-art CVI Learning Institute will elevate the field and position CVI for the professional
workforce formation it deserves. Without shared workforce standards, insufficiently prepared
practice can unintentionally cause harm.

This paper argues that CVI has reached an inflection point. If the field seeks recognition as
essential public safety infrastructure, it must intentionally build a workforce infrastructure worthy
of that responsibility.

Specifically, this paper advances six core propositions:

Lived experience must remain central—but must be strengthened through professional
formation. Authentic community credibility is foundational to effective CVI practice and should
not be displaced. Still, credibility alone is not a substitute for readiness.

Traditional training is insufficient. One-time workshops, fragmented onboarding, and episodic
training do not adequately prepare practitioners for the complexity of frontline intervention work.

CVI requires professional formation—not just training. The field must intentionally develop
practitioners through standards, supervised practice, ethical formation, competency assessment,
continuing education, and identity development.

CVI requires a dedicated professional development ecosystem. The field should seriously
consider creating institutional infrastructure capable of supporting practitioner development,
workforce advancement, and long-term professional growth.

Professionalization must not dilute the field’s soul. Any future workforce architecture must
preserve lived experience, relational authenticity, workforce accessibility, practitioner
independence, and CVI's distinction from law enforcement.

Partnership is essential. The future professional architecture of CVI should be shaped
collaboratively by practitioners, implementing organizations, public health leaders, academic

institutions, public partners, and community stakeholders.

Excellence must become the expectation. Communities disproportionately impacted by violence
deserve intervention practice that is consistently disciplined, ethical, capable, and safe.

The central conclusion is straightforward: If CVI is mature enough to save lives, it must be mature
enough to build the workforce infrastructure required to do so with excellence. The field’s next

era depends on it.
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PART I. THE CASE FOR WORKFORCE EVOLUTION

Current State of Community Violence Intervention

“A field built to transform lives cannot ignore the need for transformational readiness.
Transformational readiness is important for the people charged with helping to deliver that
transformation.” -DeVone Boggan

CVI has emerged as one of the most important public safety innovations of the modern era. Across
the country, in communities long devastated by retaliatory gun violence, CVI practitioners have
contributed to measurable reductions in shootings, homicides, and trauma. In many cities, this
work has contributed to historic declines in gun violence and renewed public belief that this
violence is not inevitable.

At the center of this progress is a workforce unlike any other in public safety. Community violence
interrupters, outreach workers, ‘Neighborhood Change Agents’, and credible messengers are
often individuals whose lived experiences closely mirror those in the communities they serve.
Many have themselves survived violence, incarceration, systemic neglect, personal loss, and the
same neighborhood conditions that shape those at highest risk of shooting or being shot,
proximity that makes CVI the powerful force that it is today. As servants of this work for many
years, CVI practitioners have understood that trust cannot be outsourced, credibility cannot be
manufactured, and cultural fluency cannot be simulated. Yet the field must confront a difficult
truth. Lived experience alone is insufficient to sustain the next evolution of CVI.

Frontline CVI practitioners routinely operate in high-risk, high-stress environments. Yet those
persons entrusted to stand amid retaliation and tragedy do so with inconsistent, informal, uneven
preparation. In any field where practitioners are entrusted with public safety or high-stakes
decision-making, i.e. police officers, firefighters, etc., preparation is a professional obligation, and
CVlis no exception. Yet individuals who stand between retaliation and tragedy are often expected
to perform extraordinarily complex human work without a universally recognized system of
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professional formation, an argument that not only honors lived experience, but also strengthens
it.

Communities most impacted by violence deserve more than access to people who understand
their pain. They deserve practitioners who are credible, capable, ethical, emotionally mature,
operationally disciplined, and fully prepared to help save and transform lives. If CVl s to be treated
as essential to public safety infrastructure, then the workforce responsible for delivering it must
be developed accordingly. Saving lives cannot remain an amateur enterprise.

Evidence, Investment, Accountability, and Competence

CVIl is no longer a fringe concept operating at the margins of public safety discourse. A once
unconventional, improbable, or politically risky practice is now recognized as an essential
component of comprehensive violence reduction strategies in communities disproportionately
impacted by retaliatory gun violence.

Across the United States, cities have invested unprecedented public resources into CVI initiatives.
In response to persistent firearm violence, local governments, state agencies, philanthropy, and
the federal government have directed substantial funding toward violence interruption, street
outreach, hospital-based intervention, mentoring, case management, and related community-
centered approaches. This investment emerged from sentiment and because of community
demands for public safety alternatives where traditional responses alone proved insufficient, and
because in many places, CVI has demonstrated measurable public safety value. Lives have been
saved, and shootings have declined.*?

Communities that once normalized nightly gunfire have experienced measurable relief. Families
have remained intact, who otherwise may have been devastated by preventable violence. This
progress deserves acknowledgment, protection, and strengthening. The success of the work has
now, fundamentally, changed the terms of engagement.

As CVI has gained increased legitimacy, so too has scrutiny. Stakeholders across the ecosystem are
placing new demands on the field. Public officials are asking harder questions. Funders are
demanding measurable evidence.

Researchers are examining the validity and quality of service implementation. Community
members are evaluating reliability. Critics are probing credibility, accountability, and outcomes.
These questions are further evidence of maturation. Every emerging field that evolves from
innovation to institutional relevance encounters this transition. CVI has cemented its place within
the national public safety conversation.

The question is no longer whether the field matters but whether it is prepared to evolve with the
seriousness that sustained public trust requires. This is the CVI inflection point. Evident progress
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that has elevated CVI has also magnified longstanding workforce development challenges, even
as frontline practitioners are entrusted to deliver its most difficult and demanding responsibilities.

In many communities, CVI practitioners are expected to navigate extraordinarily complex human
and operational challenges. Simultaneously, practitioners must interpret field intelligence, engage
families affected by violence, coordinate across multiple systems and service providers, and make
difficult ethical decisions under conditions of uncertainty and pressure. These responsibilities
require far more than goodwill or lived experience alone. They demand sound judgment,
emotional discipline, operational competence, and the ability to navigate complex interpersonal
and community dynamics in real time.

These are not informal responsibilities. They are highly specialized public safety functions. Yet
unlike comparable professions, CVI has not established a broadly recognized workforce
development doctrine capable of reliably preparing practitioners for this responsibility. This gap
was easier to overlook for a smaller, less visible, less resourced CVI practice.

As the field enters a new era, public investment and public expectation continue to grow, and
accountability becomes necessary. Such accountability requires an urgent response to the
foundational questions about practitioner preparation, readiness, and professional competence.
At present, the answers vary dramatically. This inconsistency in perception is evidence of a lack of
professional identity that can no longer be sustained. A field cannot simultaneously seek
recognition as essential to public safety infrastructure while resisting the workforce rigor essential
public safety infrastructure demands. This is not a criticism but recognition that CVI success has
outpaced its present workforce architecture. With this understanding, it is now time to address
the issue.

The next evolution of CVI will not be defined solely by funding levels, political endorsements, or
expansion into new cities. It will be defined by whether the field develops the professional
infrastructure necessary to protect its integrity, improve its practice, strengthen its workforce, and
ensure communities receive the highest standard of care. The communities most impacted by
violence deserve nothing less.

Who Prepares the People Trusted to Interrupt Lethal Violence?

At its best, CVI places extraordinary trust in extraordinary people. Frontline practitioners are often
asked to enter moments of acute instability that other public safety professionals are trained to
avoid, routinely intervening in situations of imminent violence, trauma, retaliation, and profound
human vulnerability. At times, they are the only people capable of reaching someone before
irreversible harm occurs. This work is consequential, intimate, dangerous. It is morally weighty,
and increasingly, this work will require welcomed taxpayer investment at the local level. Greater
community investment creates a legitimacy obligation the field can no longer afford to avoid.
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Throughout this paper, a central question has remained constant: Who prepares the people
entrusted to do this work and determines whether a practitioner is ready to intervene in
potentially lethal conflict? CVI, unlike other public health and safety professions, has never fully
or consistently answered this question.

Existing Training Platforms

The quality and consistency of workforce preparation often vary significantly from one program
to another. Across the field, expectations for frontline practitioners are remarkably similar, but the
systems used to prepare them are quite different. Some organizations provide structured
preparation, clear performance expectations, ongoing supervision, and strong operational
leadership. Others rely largely on informal learning, individual initiative, or assumptions about
readiness as they are placed in profoundly challenging roles.

This variability threatens to erode credibility and legitimacy earned through impact that has
already been demonstrated. Surviving violence does not automatically create a qualified and
responsible violence interrupter. Community credibility alone does not guarantee professional
readiness. A desire to help does not imply readiness to do so without causing unintended harm.
These distinctions matter because CVI is not symbolic work but real, life changing, intervention
work, for better or worse.

Without clearer standards, the field leaves too much to improvisation. Workforce preparation,
supervision, ethical guidance, trauma support, documentation practices, and operational
discipline often vary across organizations, creating avoidable inconsistencies in practice and
unnecessary risks for practitioners and communities alike. In the absence of shared expectations
and reliable systems, effectiveness becomes overly dependent on individual personalities,
organizational culture, or leadership strength rather than on a workforce infrastructure designed
to produce consistent, accountable, and safe practice.

Lack of workforce infrastructure creates both organizational and human risk. A mother whose son
is being engaged by a CVI practitioner has every right to trust a practitioner’s competence. A city
investing public dollars has every right to inquire about job readiness. Before a frontline worker is
asked to shoulder the emotional and operational burdens of the role, they have every right to
expect adequate preparation. And communities most impacted by violence have every right to
expect excellence. While some in the field may view these questions as threatening, it is a simple
fact that legitimacy should not come from the outside, but should be built through discipline,
clarity, integrity, and accountability from within.

Avoiding hard questions weakens CVI, and if the field fails to answer the proposed questions
thoughtfully, others—policymakers, bureaucracies, critics, or systems with little grounding in
authentic CVI practice—will answer and in ways that distort the work, constrain its independence,
or misunderstand its power. That outcome is avoidable, but only if the field chooses continued
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growth. CVI does not need less scrutiny. It needs stronger answers. And stronger answers begin
with acknowledging a difficult truth - trust alone is not a workforce development strategy.

Lived Experience: The Soul of CVI

The lived experience is one of CVI’s greatest assets. CVI did not emerge because traditional
systems suddenly discovered a better way to build trust in communities disproportionately
harmed by violence. It emerged because communities themselves understood something
institutions often failed to grasp - people closest to violence are often most reachable through
people who have lived closest to it. This reality matters. The effectiveness of frontline CVI practice
is not rooted in institutional authority, formal titles, or bureaucratic proximity. It is rooted in
human credibility, trust, recognition, shared understanding, and relational authenticity.

There is power in the ability to be accepted as an insider and understand the emotional terrain,
social realities, spoken and unspoken rules, neighborhood dynamics, consequences, fears,
pressures, and survival instincts shaping life at the center of violence. This kind of access cannot
be manufactured, simulated through classroom theory alone, or outsourced to systems
historically viewed with skepticism, fear, or distance by those at highest risk. For many individuals
cycling through retaliatory violence, the difference between engagement and rejection is often
the perceived legitimacy of the person attempting to intervene.

These questions are often assessed immediately:
Who are you?
What do you know about this life?
Why should | trust you?
What have you survived?
What gives you the right to speak into my situation?

Credible messengers often answer those questions without saying a word. Their history speaks.
Their presence communicates familiarity. Their lived experiences create relational openings
others may never receive. Working on the frontlines of CVI, you know this is not incidental, it is
foundational, and the field should not apologize for this reality. Nor should it allow institutions
unfamiliar with authentic CVI practice to dismiss lived experience as somehow secondary to
formal credentials. That would be both intellectually dishonest and operationally dangerous.

The strongest CVI practitioners routinely undervalued in traditional systems bring capabilities
necessary to this field. Relational intelligence, environmental fluency, conflict pattern recognition,
intuitive threat assessment, emotional authenticity, cultural translation, social network
awareness, and resilience born through adversity.

These are valuable, mission-critical capabilities. Without them, access narrows, trust evaporates,
interventions become performative, and lives are lost. But protecting lived experience does not
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require romanticizing it. That distinction is essential. The field must be honest enough to say two
things simultaneously - lived experience creates extraordinary access, but access alone does not
guarantee effective intervention.

The same experiences that create credibility may also leave unresolved wounds. The same
histories that produce trust may also carry trauma. The same instincts that help someone survive
difficult environments may not automatically translate into the emotional discipline, ethical
boundaries, or operational consistency required for sustained frontline practice. Acknowledging
this reality does not dishonor lived experience. And it honors the workforce enough to believe its
members deserve development—not mere deployment.

Too often, the field has treated lived experience as both entry credential and proof of readiness.
Those are disparate concepts. Deep credibility still requires support. Strong community respect
still requires structure. Exceptional relational intelligence still benefits from supervision, training,
healing, ethical formation, and operational discipline. That is not weakness. That is the
professional rigor that CVI deserves. The question is not whether lived experience belongs in CVI.
It unquestionably does. The question is whether the field will invest seriously enough to ensure
lived experience is strengthened, refined, protected, and elevated into the highest form of public
safety practice it can become.

Because if lived experience is truly one of CVI’s greatest strengths, then the field should treat it as
something worth developing—not merely something worth deploying. Protecting the soul of CVI
requires protecting what makes it powerful and refusing the extreme model—the institutional
impulse to dismiss lived experience, and the internal temptation to treat lived experience as
sufficient unto itself. Neither serves the field. Neither serves the workforce. And neither serves
the communities whose lives depend on this work.

PART Il. PROFESSIONALIZING THE WORKFORCE
PRESERVING THE SOUL OF CVI: THE GUARDRAILS

Professionalization Without Dilution

Any call to professionalize CVI will generate concern. Some of that concern will be emotional.
Some ideological. Some practical. Some rooted in legitimate historical experience, and some
rooted in a healthy instinct to protect what makes CVI uniquely effective. These concerns should
not be dismissed but taken seriously. Because many frontline practitioners and field leaders
understand an important truth, the very systems that now seek to legitimize CVI have not always
understood, respected, or invested in the communities from which this work emerged.
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This history matters. CVI was not born from bureaucracy. It emerged from necessity, from grief
and urgency, from community wisdom and hard-earned lived experience, from people stepping
into spaces others avoided and from relational courage where formal systems often lacked
credibility, trust, or access. Any effort to professionalize the field that ignores this history risks
undermining the very conditions that made CVI effective in the first place. These concerns are
real.

Acknowledging these concerns should not become an argument against growth. Because
protecting the soul of CVI and strengthening its standards are not opposing objectives. They are
complementary responsibilities. The question is not whether the field should evolve. The question
is how, and that is why clear guardrails matter.

Table 1: Guardrails for CVI Preservation

GUARDRAIL Description
GUARDRAIL 1: LIVED Professionalization must not become a mechanism for displacing the
EXPERIENCE MUST REMAIN workforce that gives CVI its legitimacy. The credibility of the field depends
CENTRAL heavily on practitioners who possess authentic lived experience, relational

trust, cultural fluency, and real-world understanding of the environments
most impacted by violence. These are not peripheral qualifications. They are
foundational strengths, and any model that substitutes conventional
credentials for authentic community credibility would fundamentally
misunderstand the work.

The goal is not to replace credible messengers. It is to strengthen them. Lived
experience must remain central. But central does not mean sufficient unto
itself. This distinction remains essential.

GUARDRAIL 2: PROFESSIONAL Professionalization should not become credential inflation. Communities do

STANDARDS MUST NOT not need artificial barriers that reward academic pedigree while ignoring
BECOME GATEKEEPING practical capability. A person’s inability to navigate traditional higher education
THEATER systems should not automatically disqualify them from frontline excellence.

The field should assess readiness based on demonstrated competence—not
institutional elitism. Capability, discipline, ethics, judgment, performance, and
growth potential should lead the way, not résumé aesthetics. The purpose is
readiness—not exclusion.

GUARDRAIL 3: AUTHENTICITY Some professional systems confuse professionalism with emotional distance,
MUST NOT BE REPLACED BY bureaucratic language, or sanitized human engagement. That would be a
STERILITY profound mistake in CVI. Authenticity is not a weakness. Human connection is

not unprofessional, and emotional honesty is not a liability. Relational depth is
not something to engineer out of the work.

The strongest CVI practitioners succeed precisely of the qualities: humanity,
emotional accessibility, relatability, and authentic connection, brought into
spaces where institutional detachment has often failed. Professionalization
must strengthen these assets—not suppress them. The goal is disciplined
authenticity. Not sterile imitation of unrelated professions.
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GUARDRAIL 4: CVI MUST NOT
BECOME LAW ENFORCEMENT
BY ANOTHER NAME

GUARDRAIL 5: FORMATION
MUST INCLUDE
TRANSFORMATION, NOT JUST
COMPLIANCE

GUARDRAIL 6: COMMUNITIES
MOST IMPACTED BY VIOLENCE
MUST REMAIN THE CENTER

GUARDRAIL 7: THE WORKFORCE
MUST HELP SHAPE THE
STANDARDS

GUARDRAIL 8: EXCELLENCE
MUST REMAIN ACCESSIBLE

This may be among the most important guardrails. As public investment and
professional infrastructure grow, pressure may emerge —explicitly or
implicitly—to reshape CVI into a more institutionally controllable function.
There are already signs of this happening in several communities (housing CVI
activity within law enforcement agencies or connecting CVI to tightly with law
enforcement). This is dangerous. CVI is not law enforcement. Its effectiveness
depends heavily on trust, independence, confidentiality, and relational
legitimacy. Professionalization must not become a pathway for intelligence
extraction, surveillance expectations, coercive information sharing, policing by
proxy, or bureaucratic role confusion.

Communities must understand the difference. The field must protect this
difference. And professional standards should strengthen accountability
without compromising mission integrity.

Professionalization cannot be reduced to policy memorization, procedural
checklists, or compliance theater. The humanity of the work cannot be lost.

The strongest practitioners are not simply rule followers. They are emotionally
mature, ethically grounded, disciplined, reflective human beings capable of
sustained trust-based intervention. This requires formation—not bureaucratic
conditioning. What must be present are emotional development, self-
awareness, trauma healing support, reflective practice, ethical identity,
accountability culture, wellness discipline, and leadership maturity. The
workforce should be strengthened as people—not merely regulated as
employees.

Professionalization must not become an inward-facing project focused more
on institutional legitimacy than community outcomes. The purpose is not to
impress policymakers or satisfy funders, or to create industry prestige. The
purpose is to improve care, reduce harm, strengthen effectiveness, and better
serve communities disproportionately impacted by violence. The core test
should remain simple——does this make intervention better for the people
whose lives depend on it?

Standards imposed entirely from outside the practitioner community will lack
legitimacy. The people doing the work must help shape the model of
excellence, including frontline practitioners, credible messengers, supervisors,
operational leaders, and experienced implementers.

Professionalization done to the workforce will create resistance.
Professionalization built with the workforce creates ownership.

A mature profession should create pathways—not barriers. This means
intentional supports that include mentorship, apprenticeship, bridge
programming, developmental coaching, accessible credential pathways,
practical assessment models, financial support structures

The right question is not: Who already looks professionally polished? The right
question is: Who has the potential to become extraordinary with serious
investment? That distinction aligns with the deepest values of CVI.
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CVI’s Soul Is Protected Through Discipline, Not Sentiment

A dangerous misconception exists within our field—resisting standards somehow protects
authenticity. It does not. Weak standards do not protect soul. They protect inconsistency, poor
supervision, avoidable harm, drift, instability, and eventual public distrust. The soul of CVI is not
preserved by refusing to evolve. It is preserved by evolving intentionally with integrity, clarity,
discipline, and with fidelity to what makes the work effective. Protecting the soul of CVI does not
protect its weaknesses. Communities impacted by violence deserve better and so does the CVI
workforce.

LIVED EXPERIENCE: NECESSARY BUT NOT SUFFICIENT

CVI depends on access, but access Is not competence. Access means community entry and trust.
Without these things, the work fails. Without credibility, doors remain closed, and without
authentic relational legitimacy, many individuals at highest risk of violence will simply refuse
engagement. There is no disputing the notion that trust, while essential, is not the same as
competence, and access, while powerful, is not the same as readiness.

These distinctions matter because frontline CVI is complex, professional practice that requires
disciplined judgement, emotional stability and professional competence. It means coordinating
supporting systems, managing sensitive, confidential information responsibly, making sound
decisions rapidly and under conditions of uncertainty, sustaining trust without compromising
ethics, and remaining emotionally regulated in highly charged situations.

Practitioners must recognize trauma responses, establish and maintain healthy relational
boundaries, avoid unhealthy dependency dynamics, identify manipulation or exploitation risks,
and engage families navigating crisis. These are sophisticated human responsibilities, and no
serious profession would assume these competencies emerge automatically from personal
history alone. Yet CVI has, at times, behaves as though proximity to violence is equivalent to
preparedness for intervention. It is not.

Surviving violence and interrupting violence are fundamentally different experiences. Having lived
through trauma and helping others navigate trauma are fundamentally different responsibilities.
Being trusted by people in crisis and responsibly guiding them through crisis are fundamentally
different things and wanting to help and being prepared to help are fundamentally different
things. These distinctions are not theoretical. They shape outcomes in the field every day.

There is ample evidence that credibility alone does not ensure readiness. Consider the examples
below.

DEVONE BOGGAN




Table 2: Credibility vs Competence
Credibility Provides Access

Competence Determines Outcomes

A highly respected community
member is invited into a volatile
conflict.

A trusted mentor develops deep
relationships with participants.
A violence interrupter has
firsthand experience with street
dynamics.

A practitioner shares lived
experience of trauma and
violence.

A charismatic outreach worker
easily earns trust.

Without conflict mediation skills and emotional
regulation, the intervention may escalate rather than
defuse the situation.

Without professional boundaries, those relationships can
foster unhealthy dependency instead of empowerment.
Without disciplined mediation techniques, attempts to
resolve disputes may inadvertently intensify rivalries.

Without opportunities to process unresolved trauma,
personal reactions may override professional judgment
during moments of crisis.

Without ethical guidance, relational closeness can blur
professional roles and responsibilities.

These experiences expose significant workforce vulnerabilities, readiness gaps, and opportunities
for professional development. They emphasize the need for intentional development to support
lived experience. Our field must reject the false and dangerous assumption that surviving difficult
circumstances is professional development. Survival and helpful service are not interchangeable.
Survival often reflects adaptation. Service requires formation. Survival may build resilience.
Service requires discipline. Survival may create credibility. Service requires competence. The
distinction is critical because CVI does not simply seek to interrupt moments.

The work seeks to change trajectories and achieving that goal requires more than access or
credibility. It requires practitioners who can build trust while maintaining professional
boundaries, exercise sound judgment under pressure, regulate their own emotions, recognize the
effects of trauma, navigate ethical complexity, and sustain consistent, disciplined practice over
time. CVI practitioners must embody the very transformation they seek to inspire in others.

This last point is difficult and most important. CVI claims not only to reduce violence, but to help
transform lives. That aspiration carries an internal challenge:

How do we sustainably guide transformation in others if we have not meaningfully committed
to transformation within ourselves?

This is not a moral indictment. It is a professional question. Transformation does not require
perfection. But it does require movement, growth, reflection, self-awareness, emotional maturity,
and personal accountability. A field committed to healing cannot remain indifferent to the
developmental readiness of those delivering that healing. Wounded healers can be
extraordinarily effective, but unsupported healers can unintentionally transmit harm. This truth

should be foundational not controversial.
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Lived experience should open the door to professional development, not close the conversation.
Lived experience likely strengthens the case for deeper investment in practitioner formation—
not weaken it. These extraordinary gifts that credible messengers bring to this work deserve
developmental infrastructure worthy of their potential. Communities impacted by violence
deserve practitioners who are trusted, prepared, authentic, and disciplined. Communities
deserve practitioners who are not only relatable—but capable, not only present—but
professionally formed.

CVI’s future depends on the field embracing a simple but necessary truth—community access is
not competence, and competence must be tested and not assumed. This future is built
intentionally.

THE HIDDEN RISK OF UNFORMED PRACTICE

CVI exists to prevent harm. Its purpose is urgent and profoundly human—to interrupt violence,
preserve life, reduce trauma, and help individuals and communities move toward safety, healing,
and possibility.

That mission is noble, but noble missions do not exempt serious fields from serious self-
examination. This is a difficult truth—good intentions do not eliminate the possibility of causing
harm. Harm is an unintended consequence that occurs when people are insufficiently prepared
for the complexity of the work they are attempting to do. CVI is no exception.

The field rightly focuses on preventing shootings, retaliatory violence, and loss of life. But physical
violence is not the only form of harm communities can experience. Without sufficient practitioner
formation, clear ethical standards, disciplined supervision, and structured accountability, helping
can unintentionally become harmful. This reality deserves far greater attention than it currently
receives, because harm takes many forms.

Emotional Harm: Frontline CVI practice is intensely relational. Trust is central. Connection
matters. Consistency saves lives, but relational closeness without clear boundaries can create
unhealthy dynamics. Participants navigating instability, trauma, abandonment, fear, and
emotional deprivation may form intense attachments to practitioners. Without adequate
preparation, workers may unintentionally encourage emotional dependency rather than
resilience. Practitioners may become rescuers rather than guides. Participants may come to rely
on practitioners rather than develop internal capacity, broader support systems, or sustainable
stability. When practitioners leave, burn out, relapse, or simply become unavailable, emotional
harm can follow. This is not relationship-centered practice. It is unmanaged attachment.

Trauma Harm: Many CVI practitioners have histories of trauma, violence exposure, incarceration,
grief, survival adaptation, and emotional injury. This can deepen empathy and strengthen
credibility. It can also create risk when trauma remains unaddressed.
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Practitioners carrying unresolved trauma may: overidentify with participants, personalize
participant setbacks, react emotionally rather than strategically, normalize harmful behaviors,
avoid necessary boundaries, misread threat signals, become emotionally flooded during crises.

Meanwhile, participants themselves may be retraumatized by poorly handled interventions,
emotionally dysregulated engagement, inconsistent practitioner conduct, or chaotic relational
experiences. Trauma-informed language alone is insufficient. Trauma competence requires
practice, supervision, self-awareness, and discipline.

Ethical Harm: CVI operates in morally complex spaces. Frontline practitioners often possess access
to deeply personal information, conflict dynamics, vulnerabilities, legal exposure, and emotionally
sensitive realities. Without strong ethical formation, the potential for harm increases. Examples
may include confidentiality breaches, misuse of sensitive information, blurred professional
boundaries, favoritism, manipulation, financial exploitation, emotional overreach, inappropriate
dependency, or coercive influence disguised as care.

Even isolated failures can damage trust not only in individual practitioners, but also in the field.
Communities asked to trust CVI deserve stronger safeguards.

Operational Harm: Poorly organized, prepared or implemented intervention can make volatile
situations worse. This is demonstrated in the field in a number of ways: Entering conflict without
adequate assessment, amateur mediation between armed rivals, poor timing of engagement,
misreading alliance structures, escalating tensions unintentionally, transmitting inaccurate
information, operating without leadership coordination, emotional rather than strategic
intervention.

In high-risk environments, operational incompetence is not a minor concern. It can have lethal
consequences.

Workforce Harm: The field must also confront the harm done to practitioners themselves. Too
often, credible messengers are recruited because of what they have survived, then placed into
emotionally intense, high-risk roles without sufficient preparation, supervision, healing support,
or developmental infrastructure. This is not empowerment, and it can become extraction.

The workforce may experience burnout, secondary trauma, moral injury, emotional exhaustion,
instability, family strain, role confusion, personal relapse risk, safety exposure and disillusionment.

A field committed to healing others cannot normalize harming its own workforce in the process.
Community Harm: Perhaps most importantly, inconsistent practice erodes public trust.

Communities do not distinguish neatly between individual failure and institutional failure. When
practitioners behave poorly, CVI loses legitimacy. When ethical breaches occur, trust weakens.
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When intervention appears chaotic, public confidence declines, and when communities perceive
inconsistency, political support becomes fragile. One poorly managed intervention can reinforce
skepticism that takes years to restore.

Seeking Higher Standards

These risks are not unique to CVI. Every serious helping profession confronts similar realities. The
difference is that mature professions build the systems specifically designed to mitigate them:
* Training

* Supervision

* Ethical codes

* Certification

* Continuing education

* Quality assurance

* Professional accountability

* Structured developmental pathways

These systems do not exist because professionals are untrustworthy. They exist because the work
is consequential. CVI deserves the same rigor and professional infrastructure. The goal, however,
must be harm prevention without bureaucratic overreach. Communities most impacted by
violence deserve care that does not unintentionally deepen instability. Participants deserve
practitioners equipped to help rather than inadvertently harm. The CVI workforce deserves
developmental structures that protect both their effectiveness and their wellbeing. And our field
deserves safeguards strong enough to protect its integrity.

If CVI is mature enough to save lives, it must also be mature enough to ask: How do we ensure
our influence helps? We cannot afford to fear this question. Its answer must guide us.

DEFINING ELITE CVI PRACTICE:

What Defines Excellence?
If CVI is to professionalize responsibly, the field must define what frontline excellence requires.

Calls for stronger training, certification, and workforce development are insufficient unless paired
with a clear articulation of the capabilities, disciplines, behaviors, and standards expected of those
entrusted with the work.

Too often, conversations about frontline readiness rely on broad but imprecise language: “has
LTO,” “solid lived experience,” “good with people,” “has influence,” “respected in community,”
“knows everything happening,” “credible,” “connected,” “experienced,” “committed,” “has heart”.
While these qualities may matter, none are valid workforce standards.
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Effective CVI requires far more without becoming sterile, academic, or disconnected from
community realities. The work itself is extraordinarily demanding. Frontline practitioners are not
simply mentors. They are not merely outreach workers. They are not symbolic community
representatives (and if viewed and articulated this way, they will be treated as such by those who
invest in effective and increased public safety). At their highest level, they are public safety
intervention professionals operating in environments shaped by volatility, trauma, social
complexity, and lethal consequence. That reality demands clarity.

Elite CVI practice is not defined by elitism. It means consistently high-performing frontline practice
grounded in discipline, capability, integrity, and measurable readiness. Elite practice cannot be
defined by ego. It must be defined by trustworthiness and excellence under pressure. Our field
should expect no less.

Table 3: Essentials of CVI Excellence

Excellence Domain

Core Competencies

Why It Matters

Relational
Excellence

Operational
Excellence

Emotional
Excellence

Ethical Excellence

Trauma-Informed
Excellence

Exceptional listening; authentic trust-building;
emotional attunement; cultural fluency; relational
consistency; motivational engagement; respect for
human dignity; patience without passivity;
empathy without overidentification; influence
without coercion

Situational awareness; environmental fluency;
hotspot literacy; violence forecasting capability;
conflict pattern recognition; interruption
readiness; judgment under uncertainty; disciplined
information sharing; rapid risk assessment;
coordinated team responsiveness; crisis decision-
making; operational patience

Self-awareness; emotional regulation; stress
management; impulse control; frustration
tolerance; conflict composure; grief processing
capacity; reflective judgment; humility under
pressure; emotional recovery discipline

Confidentiality; appropriate boundaries;
antiexploitation; honesty; accountability;
professional restraint; equitable engagement;
conflict-of-interest awareness; respect for
participant autonomy; responsible use of influence
Understanding trauma's impact on behavior;
emotional dysregulation; survival adaptation;
hypervigilance; mistrust; attachment disruption;
grief expression; trauma triggers;
re-traumatization risk; self-awareness of personal
trauma exposure

Relationship is the foundation of CVI
practice. Relational excellence
requires balancing authenticity with
professional judgment so that trust
does not become dependency, and
closeness does not become harm.
CVlis not solely human services work;
it is operational public safety work.
Practitioners must know when to act,
how to act, when not to act, and
when leadership escalation is
required.

Emotional maturity is operationally
essential. Practitioners who become
emotionally reactive in volatile
environments increase risk for
themselves, participants, and
communities.

Access creates responsibility. Ethical
practice cannot be improvised and
must be intentionally formed through
supervision, accountability, and
professional development.

Trauma literacy is foundational.
Practitioners must understand both
participant trauma and their own
emotional activation to reduce risk
and support effective intervention.
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Transformational
Excellence

Team Excellence

Wellness
Excellence

Public
Professional
Excellence

Inspiring possibility; modeling discipline;
reinforcing accountability; widening life horizons;
challenging self-defeating narratives; normalizing
growth; helping participants envision futures
beyond survival

Working within command structures; participating
in coordinated operations;

contributing useful intelligence; disciplined
communication; accepting coaching; supporting
team accountability; respecting leadership roles;
operating with consistency

Stress management; healthy boundaries; recovery
practices; personal discipline; emotional support
utilization; self-monitoring; help-seeking maturity

Communication discipline; professionalism in
appearance and conduct; stakeholder interaction;
documentation responsibility; meeting
participation; policy awareness; public
accountability readiness

Excellence Must Be Developed and Tested, Not Assumed
If CVI expects excellence, it must build systems capable of producing it. Anything less leaves too
much to improvisation, which is not a workforce strategy.

CVI seeks more than behavioral
interruption. It seeks sustainable
transformation through disciplined
relational leadership.

Elite CVI practice is disciplined team
practice. Strong personalities must
operate within systems that promote
accountability, coordination, and
collective effectiveness.

Sustainable practice requires
sustainable practitioners. Burnout,
instability, and chronic emotional
depletion should not be normalized
as evidence of commitment.

As CVI grows, practitioners
increasingly represent both
community trust and institutional
legitimacy. Effective practitioners
must navigate both environments
with integrity and professionalism.

Competence cannot be assumed because of evidence of lived experience, nor should it be left to
chance. Defining excellence is the first step. Building the system for elite practice is where the
work begins and requires intentional formation:

v" Clear standards

v’ Structured development

v’ Supervised practice

v' Assessment
v" Coaching
v" Reinforcement

v Professional accountability
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PART Ill. FROM TRAINING TO PROFESSIONAL FORMATION

PROFESSIONAL FORMATION VS. TRADITIONAL TRAINING:
Why Information Transfer Is Not Enough

If CVI is serious about workforce excellence, the field must make an important conceptual
distinction: training and professional formation are not synonymous.

This is structural distinction that helps explain why many well-intentioned workforce development
efforts, while valuable, remain insufficient to meet the demands of frontline CVI practice.
Traditional training generally focuses on concept and/or information transfer. It introduces
information, builds awareness, teaches concepts, provides exposure to ideas, frameworks, tools,
or protocols, all for the purpose of building knowledge. Training matters and the field needs it.
But frontline CVI requires far more than information acquisition. It requires formation.

Formation is deeper. Formation is a metamorphosis. It shapes not only what a practitioner
knows—but how they think, how they behave, how they exercise judgment, how they carry
responsibility, how they respond under pressure, and who they become in the work. Training asks:
What have you learned? Formation asks: Who are you becoming? That distinction matters
because CVI is not a low-complexity field. It is emotionally demanding, ethically weighty,
operationally volatile, and deeply human. No serious field preparing people for consequential
public-facing roles relies solely on information transfer. Police do not prepare officers through
lectures alone. Firefighters do not become field-ready through conceptual exposure alone.
Emergency responders do not rely exclusively on classroom learning. Clinical professions do not
assume awareness equals competence. Mature professions understand a basic truth—knowledge
capture is not readiness. Neither is exposure, or intention or lived experience. Competence is the
embodiment of professional formation.

Table 4: Training vs. Formation

TRAINING INSTRUCTS AND INTRODUCES FORMATION BUILDS; PRACTITIONERS EMBODY
STANDARDS. COMPETENCIES AND STANDARDS.

e CONFLICT DE-ESCALATION e Disciplined judgment

e TRAUMA PRINCIPLES e Emotional regulation

e ETHICS FRAMEWORKS e Ethical restraint

e COMMUNICATION TECHNIQUES e Relational maturity

e DOCUMENTATION STANDARDS e Operational consistency

e SAFETY PROTOCOLS e Accountability

e Decision-making
e Discipline
o Reflective self-awareness

e Professional identity
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Training can teach techniques. Formation determines how those techniques are applied when
conditions become volatile. This distinction is especially important in CVI because the work
depends heavily on human discretion. Frontline practitioners make constant judgment calls:

« when to engage or not to engage

+ how much to push

« when to listen

« when to intervene

« when to escalate internally

+ when emotional closeness is becoming unhealthy

+ when safety risk is increasing

« when intuition is useful vs. misleading
These are not checklist functions. They are judgment functions, and judgment is formed—not

merely taught.

Why Traditional Training Alone Falls Short in CVI

Across the field, many organizations provide workforce training. This should be acknowledged.
Important efforts already exist. But much of the current landscape remains fragmented,
episodic, uneven, and structurally insufficient for the demands of elite frontline practice.

Table 5: Common Limitations of Existing CVI Training

Limitation

Description

Workforce Implication

Episodic Learning

Knowledge Without
Supervision

Skills Without

Assessment

Inconsistent Doctrine

Limited
Developmental
Pathways

One-time workshops
without reinforcement.

Conceptual exposure
without observed

application.

Participation without

demonstrated competence.

Different organizations
teaching different
standards without field
consensus.

No clear progression from
novice to advanced
practitioner.

Knowledge degrades quickly when it is
not practiced, reinforced, and
integrated into daily work.
Practitioners may understand
principles intellectually but struggle to
apply them effectively in real-world
situations.

Attendance does not guarantee
readiness. Competence must be
observed and evaluated.

Workforce expectations vary across
programs, creating inconsistency in
practice and accountability.

Practitioners lack structured
opportunities for growth,
specialization, and professional

advancement.
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Minimal Identity Focus on tasks rather than | Technical skills alone do not produce

Formation professional maturation. disciplined judgment, ethical restraint,
or professional responsibility.

Weak Accountability No clear readiness Organizations struggle to distinguish

Architecture thresholds or performance | preparation from participation and
expectations. excellence from adequacy.

Limited Attention to Training the role while Sustainable effectiveness requires

Practitioner ignoring the person. personal growth, self-awareness,

Transformation healing, and emotional development

along with skill acquisition.

These gaps are understandable in a young and evolving field. But they become unacceptable as
the field evolves.

Frontline CVI Requires Identity Formation

Perhaps the most important difference between training and formation is identity. CVI is more
than a collection of skills or practice domains. At its highest level, it is a discipline and requires
practitioners to adopt an accompanying, discipline-specific, professional identity—one grounded
in ethical and emotional responsibility, reflective maturity, commitment to growth, adherence to
boundaries, reliability under pressure and strong service orientation. This professional fingerprint
is especially important for practitioners transitioning from environments in which survival
adaptations shaped identity differently. The field should not view this reality with judgment. It
should view it with seriousness.

A workforce rooted in redemption, lived experience, and transformation should be the first to
understand that identity development matters. Because transformation is not only what
practitioners help facilitate, it is often a part of what practitioners themselves must continue to
live. This is not about demanding perfection. It is about expecting intentional evolution.

Formation Requires Supervised Practice
No serious field assumes conceptual understanding equals field readiness. Formation requires
practice under guidance:

* Observation and modeling

* Feedback and corrective behavior

* Repetition and reinforcement

* Scenario rehearsal

* Mentorship and supervision

* Performance review

» Reflective coaching and development
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CVI should be no different. CVI practitioners may understand mediation theory and still perform
poorly in real conflict. They may grasp trauma concepts and still mishandle emotional escalation.
Someone may possess extraordinary relational gifts and still require coaching in boundaries,
documentation, or operational discipline. Competence emerges through applied development.
Not exposure alone.

Training can be broad. Professional formation, however, depends on greater clarity regarding the
standards that guide practice, shape professional judgment, and support consistent workforce
development. As CVI continues to mature, the field will increasingly need to consider questions
such as:

¢ What constitutes professional competence?

¢ How should ethical readiness be recognized?

¢ What distinguishes safe from unsafe practice?

e How should practitioner growth and advancement be supported?

¢ What should certification or credentialing represent?

e When is remediation appropriate, and what should it involve?

¢ What should excellence look like in frontline CVI practice?

These are questions to consider for an evolved CVI workforce architecture. Without greater
clarity, training risks becoming a series of educational activities rather than part of a coherent
system for developing, supporting, and sustaining professional practice.

The Future of the Well-formed CVI Professional
CVI has matured beyond the point where workforce development can rely primarily on
workshops, onboarding sessions, conferences, or ad hoc coaching.

Those tools remain useful. But they are no longer sufficient. The next phase of field maturation
requires intentional professional formation infrastructure. Not occasional exposure or
fragmented learning. Not personality-dependent development, but infrastructure, systems,
pathways, standards, assessment, credentialing, all culminating in professional identity
formation.

CVI deserves a workforce development model aligned with the seriousness of its mission. This
means building practitioners because saving lives requires more than awareness, and
transforming lives requires more than good intentions.
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THE CASE FOR A CVI LEARNING INSTITUTE:
A Professional Infrastructure for an Evolving Field

If CVlis to evolve into durable, trusted, high-performing public safety infrastructure, then the field
must confront a practical question: Where—and how—are elite frontline practitioners
intentionally developed?

At present, the answer is unclear. Some practitioners are shaped through strong organizational
culture, disciplined leadership, mentorship, operational repetition, and hard-earned field
coaching. Others receive fragmented onboarding, intermittent workshops, or highly variable
supervision. Still others are expected to learn primarily through exposure, improvisation, or trial
and error. This inconsistency is not a sustainable workforce strategy. It is a developmental
patchwork which is not how serious professions build reliable capability.

Reenvisioned CVI means something larger than the status quo, i.e. training programs, workshops,
conferences. The new model of CVI becomes an institutionalized professional development
ecosystem, purpose-built for the realities of frontline violence intervention practice. In practical
terms, this points toward the creation of a dedicated college, or school for CVI professional
formation. The exact structure may vary. But the need is clear.

The preceding sections have argued for more substantive professional development and
formation and cited the limitations of the existing training mechanisms. A reasonable question
now: Where does that formation occur, and who is responsible for providing it?

The individual organization plays an essential role in workforce development. Yet despite its
effectiveness, it is designed for service delivery, not a formal learning institution for professional
formation. If CVI is to establish consistent standards, competencies, developmental pathways,
and accountability mechanisms, the field will require infrastructure capable of supporting those
functions at scale.

Defining the Institution

The concept is neither a symbolic training center nor is it a conference venue, or certification
vendor. Nor does it reflect a lecture-based educational bureaucracy disconnected from frontline
realities. It is intended to be a serious practitioner development institution—one that integrates
the core functions into a coherent learning institute.

Table 6: Core Functions of a CVI Learning Institute

Formation Purpose Key Elements
Component
Applied Learning Ensure real-world field relevance Field-based learning; operational application;
rather than abstract theory practice-grounded instruction.
detached from operational
conditions.
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Supervised Skill
Development

Simulation-Based
Readiness

Practitioner
Transformation
Support
Standards &
Assessment

Leadership Pathways

Continuing
Professional
Development

Build competence through guided
practice and continuous
improvement.

Prepare practitioners for high-risk
situations before real-world
deployment.

Develop the practitioner, not simply
the role.

Establish clear expectations and
validate readiness.

Create structured advancement
opportunities beyond frontline
practice.

Support lifelong learning and
workforce excellence.

Observed practice; coaching; performance
correction; repetition.

Conflict scenarios; crisis response exercises;
ethical decision laboratories; interruption
simulations; mediation practice.

Personal development; emotional discipline;
trauma awareness; reflective practice;
professional identity formation.

Defined competencies; readiness thresholds;
performance expectations; credential validation.

Advanced practitioner development; field
coordinator preparation; supervisor
development; strategy leadership; executive
leadership pathways.

Refresher training; advanced certifications;
specialization tracks; peer learning; doctrine
updates; reflective development.

The Goal Is Not Credential Inflation: The purpose is not to create exclusionary barriers or artificial
professional gatekeeping. The purpose is to create readiness. Communities benefit from
competent practitioners not from inflated credentials. The field should avoid replicating systems
that overvalue paperwork while undervaluing practical capability. This institution must remain
grounded in performance, not prestige; capability, not bureaucracy; readiness, not credential
theater. This point matters politically.

The Goal Is to Complement Lived Experience: Strengthening professional practice does not
diminish the value of credible messengers. Doing so cultivates and supports the assets they
already bring to the work. The relational access and raw strength that already exists in their
professional arsenal morphs into disciplined excellence. The goal is not to erase what makes it
powerful, to replace authenticity with sterile professionalism, to substitute academic abstraction
for lived wisdom. The goal is to help transform practical credibility into fully formed public safety
capability.

Public Safety Blueprint in Workforce Architecture: CVI has arrived at a moment where public
safety and workforce architecture collide. If society increasingly expects CVI practitioners to
effectively and successfully: interrupt imminent violence, de-escalate dangerous conflict, support
trauma recovery, guide behavioral change, reduce public safety risk, steward public investment,
then society must also invest in the infrastructure necessary to prepare them accordingly.
Anything less is a contradiction.

We cannot simultaneously elevate expectations while neglecting preparation. We cannot
celebrate outcomes while underinvesting in workforce architecture. We cannot ask frontline CVI

DEVONE BOGGAN




practitioners to shoulder extraordinary responsibility while offering inconsistent developmental
support. A mature field builds infrastructure equal to its mission. CVI should be no different.

The Opportunity to Elevate the Workforce: Correctly implemented, a dedicated workforce
development infrastructure could do more than strengthen practice. It could help redefine the
field. By elevating workforce legitimacy, improving practitioner effectiveness, and reducing
harmful inconsistency, it would strengthen public confidence and enhance policy credibility. By
creating clearer developmental pathways, strengthening leadership development, and improving
retention, it would help build a more stable and sustainable workforce. Further, by establishing
disciplined standards while preserving the central importance of lived experience, community
trust, and relational credibility, it would help protect the soul of the field even as the field
continues to mature.

Most importantly it could help ensure that communities disproportionately impacted by violence
receive the highest standard of intervention practice available, the ultimate goal.

CERTIFICATION, CREDENTIALING, & PROFESSIONAL PATHWAYS

CVIl as a mature, and durable public safety profession requires coherent developmental pathways.
Building those pathways resists the natural tendency to replicate outdated institutional models
and over-bureaucratizing a field rooted in authentic human connection. It does require a stronger
foundation than what currently exists

Throughout the paper, we have emphasized the consequences of inconsistent workforce
development and the absence of clear developmental pathways. Designing those pathways first
requires answering a series of practical questions:

* How does someone enter the profession?

*  What competencies must they demonstrate?

* How is readiness assessed?

* What developmental stages exist?

* What distinguishes novice from advanced practice?

* How are leaders developed?

* How is unsafe practice addressed?

*  What continuing standards maintain quality?

These are workforce architecture questions. CVI now needs credible answers.
A Developmental Pathway, not a Static Credential

Competence is developmental. Readiness deepens over time, and capability evolves through
practice, supervision, reflection, and continued learning, therefore levels of practice must be

defined.
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Table 7: Suggested Developmental Pathways

Level Purpose Focus Areas Requirements Outcome
Level I: Prepare new CVI theory of change and mission; Classroom instruction; Establishes baseline
Foundational practitioners for safe, ethics and confidentiality; supervised practical readiness—not
Frontline disciplined frontline relational engagement exercises; scenario mastery.
Practitioner participation. fundamentals; trauma literacy; simulations; observed

emotional regulation; conflict de- role performance;

escalation basics; safety awareness; | competency

documentation expectations; team | assessment; mentor

communication; public assignment.

professionalism; role boundaries;

foundational field discipline.
Level II: Validate field Advanced relational practice; Supervised field hours; Signals readiness for
Certified competence for violence interruption methods; performance disciplined frontline
Frontline independent frontline mediation fundamentals; crisis observation; structured | execution.
Practitioner practice. stabilization; participant evaluation; ethical

engagement planning; field review; simulation

judgment; risk assessment; testing; leadership

operational communication; family | endorsement.

engagement; trauma-responsive

practice.
Level lll: Develop practitioners Advanced mediation; complex Demonstrated field Distinguishes
Advanced capable of handling retaliation disruption; high-risk outcomes; advanced competence from
Intervention elevated complexity. intervention planning; conflict assessment; case expertise.
Practitioner mapping; operational leadership review; performance

support; emotional complexity documentation;

management; difficult participant reflective practice

engagement; systems navigation evidence.

sophistication; mentorship of junior

staff.
Level IV: Field | Prepare supervisory Coaching; performance Leadership assessment; | Recognizes that
Supervision / leaders responsible for | management; field deployment supervisory training; frontline excellence
Operational team performance and | strategy; hotspot management; operational review; and leadership
Leadership operational operational accountability; roll-call | coaching _ excellence are distinct

accountability. leadership; team discipline; safety demonstration; team competencies

oversight; escalation decision- leadership evaluation. requiring intentional

making; crisis leadership. development.
Level V: Prepare leaders Organizational leadership; public Executive leadership Prepares leaders
Strategic responsible for policy navigation; stakeholder assessment; strategic capable of sustaining

Leadership /
Executive CVI
Practice

program integrity,
fidelity, public trust,
and strategic direction.

management; public accountability;
implementation science; fidelity
protection; workforce culture
development; crisis governance;
budget literacy; partnership
stewardship; political navigation.

planning experience;
organizational
performance review;
stakeholder
engagement evaluation;
advanced leadership
development.

program quality, public
trust, and long-term
field advancement.

This framework reflects a developmental model rather than a one-time certification event.
Progression is based on increasing competency, responsibility, judgment, and demonstrated
performance. Leadership is intentionally identified, developed, assessed, and supported.
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Certification Must Be Competency-Based

Certification should not be based simply on attendance. Completion is not competence.
Credentialing should reflect demonstrated readiness. Assessment methods might include practical
observation, scenario testing, simulation evaluation, field supervision review, ethical judgment
exercises, peer review, leadership evaluation, competency demonstrations, and reflective case
analysis.

The question should never be: Did they sit through the training?
The question better asked is: Can they perform responsibly under real conditions?

Continuing Professional Development
Competence cannot be static because the field continues to evolve. Threat environments evolve,
communities shift, and best practices improve. Practitioners either grow or stagnate.

This suggests continuing development expectations such as annual refreshers, advanced
specialization, doctrine updates, wellness maintenance, ethics renewal, peer review participation,

recertification review, and leadership advancement preparation. Professional excellence requires
maintenance.

As the field matures, specialized pathways may emerge.

Table 8: Potential Areas for Specialization

Specialized Track Primary Focus
Violence Interruption Specialist Imminent conflict disruption
Advanced Mediator High-risk conflict resolution
Trauma & Healing Practitioner Participant stabilization and recovery support
Family Engagement Specialist Family systems engagement
Operational Intelligence / Risk Analyst Violence forecasting and hotspot interpretation
Workforce Coach / Supervisor Staff development and field leadership
Executive CVI Leadership Systems leadership and organizational stewardship

Protecting Access While Raising Standards

A critical principle, professional pathways must remain accessible to the workforce that gives CVI
its legitimacy. This means avoiding artificial academic barriers disconnected from practical
readiness. The strongest candidate for frontline excellence may not possess formal academic
credentials. That should not disqualify them. The standard should be demonstrated
competence—not traditional educational pedigree.
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The pathway must honor CVI's foundational tenets: lived experience, practical capability,
developmental potential, authentic community credibility while still insisting on professional
readiness. This is a crucial balance.

Workforce Architecture Creates Stability

Well-implemented, this structure does more than validate practitioners. It helps formalize a
profession. By supporting talent recruitment and retention, reducing drift and dilution, clarifying
expectations, strengthening supervision, improving quality, and reinforcing accountability, it
creates the conditions for more consistent and effective practice. It also establishes clearer
pathways for advancement, attracts greater investment, and helps normalize a culture of
excellence across the field.

Without pathways, the field remains informal. With pathways, it becomes durable. This durability
matters if CVl is to remain credible, scalable, and worthy of long-term public trust and investment.

PART IV. BUILDING FOR THE FUTURE

COLLABORATIVE PARTNERSHIP MODEL:
Where CVI, Academia, Public Health, and Government Converge

No single organization—regardless of experience, credibility, or performance—should attempt to
unilaterally define the future professional architecture of CVI. The field is too important, the work
is too complex, the stakeholders are too diverse, and the consequences of getting it wrong are too
significant.

If CVlis to mature into a durable, trusted, high-performing public safety profession, its workforce
infrastructure must be built through serious, strategic partnership. This partnership should be
grounded in complementary strengths—not territorial competition. The most credible
professional formation ecosystem will require contributions from multiple sectors, each bringing
essential expertise.

Practitioners Must Help Build What Practitioners Will Be Expected to Deliver

Any workforce development doctrine disconnected from authentic frontline practice will fail. CVI
cannot be meaningfully professionalized by individuals or institutions lacking deep operational
understanding of the environments, populations, emotional realities, and practical demands the
work requires.

Frontline practitioners understand realities that theory alone cannot fully capture. They
understand how trust is built and lost, how conflict escalates, and retaliation cycles evolve, how
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emotional volatility presents itself in real time, how fear shapes decision-making, how
neighborhood dynamics shift, how intervention timing influences outcomes, and how
institutional distrust affects engagement. This practical intelligence is indispensable.

For that reason, the field's most experienced practitioners are essential in defining readiness
standards, competency expectations, ethical boundaries, operational doctrine, performance
benchmarks, simulation design, and leadership expectations.

Academic Partners

A CVI academy or professional formation institution that excludes authentic practitioner
leadership would undermine the very legitimacy it seeks to build. Academia Strengthens Rigor,
Credibility, and Learning Architecture.

Table 9: The Role of Academia

Development Need Academic Institutions Contribute
Assessment design Assessment methodology and evaluation expertise
Curriculum architecture Educational design expertise and curriculum development
Learning science Evidence-based instructional approaches and adult learning
principles
] Program evaluation support and performance
Evaluation frameworks
measurement
Research integration Applied research integration and implementation science
Credentialing credibility Certification infrastructure and academic validation
Continuing professional Continuing education architecture and lifelong learning
development systems
Instructional rigor Instructional quality assurance and standards development
Institutional durability Stable infrastructure capable of sustaining long-term
workforce development

Importantly, academic participation should not function as cultural displacement. The goal is not
to “civilize” CVI. The goal is to strengthen it. Academic partnership should elevate practitioner
excellence—not dilute authentic practice. Academia helps to create the durable professional
practice structure. Still, the strongest model is neither community practitioner nor academic
alone. It is both, practitioner AND academic.

Public Health Partners

Community violence is not solely a criminal justice concern. It is also a public health concern. The
physical, psychological, familial, and community consequences of violence are profound and often
generational. Public health institutions bring important contributions to workforce formation
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through trauma science, prevention frameworks, behavioral health integration, healing-centered
approaches, systems thinking, evaluation methodology, population health perspectives, and
wellness infrastructure.

Public health helps ensure that workforce formation addresses not only violence interruption, but
also healing, stabilization, prevention, and long-term human outcomes. This distinction matters.
Elite CVI practice is not simply about stopping shootings. It is also about reducing harm and
suffering, while promoting recovery, and improving the conditions that support individual and
community well-being.

Government Partners

If CVI is increasingly treated as essential public safety infrastructure, public institutions must be
part of its workforce development conversation. Government has legitimate interests in
workforce quality, public accountability, fiduciary stewardship, safety standards, procurement
confidence, performance expectations, ethical safeguards, sustainability planning.

Government participation must be carefully structured. The role of public institutions should be
strengthening accountability—not absorbing or distorting the independent relational foundations
that make authentic CVI effective. A critical line must remain clear—CVI is not law enforcement.
And workforce professionalization must not become a pathway for policing CVI into bureaucratic
imitation. The field’s independence is not incidental. It is mission critical. Government should help
support infrastructure—not compromise the relational legitimacy that gives CVI its effectiveness.

Philanthropic Partners

Philanthropic institutions have played a major role in helping CVI survive, evolve, and scale.
National intermediaries, technical assistance providers, researchers, and practitioners have also
contributed meaningfully. These actors must continue to help support innovation, pilot program
infrastructure, program evaluation, scaling support, thought partnership, early capital
investment, and ecosystem building.

Philanthropy alone cannot and should not perpetually underwrite what should become essential
public infrastructure. Sustainability is not the responsibility of philanthropic organizations. CVI
ultimately requires broader institutional durability.

Advance Peace As Practice Incubator

Some organizations have observed CVI. Others have funded it. Many have studied it. A smaller
number have spent years building, operating, refining, and defending disciplined frontline
intervention infrastructure under real-world public safety conditions. That distinction matters.

Advance Peace belongs in this conversation not because it should own the field's future, but
because it has practical experience helping shape it. Its operational history includes building
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frontline violence interruption infrastructure, developing practitioners, coaching leaders, refining
fidelity doctrine, supporting public sector implementation, establishing supervision systems,
operating high-frequency intervention models, contributing to workforce standards
development, and providing technical assistance across multiple jurisdictions.

These experiences do not make any single organization the sole authority. They do, however,
create a legitimate practitioner-informed perspective. Field doctrine should be shaped by those
who have lived its operational realities. That is not territorialism. It is practical necessity.

The Right Model Is a Convening Model

The most credible institutional future is likely not a proprietary strategy or model. It is a convening
model. One that brings together authentic frontline practitioners, proven implementing
organizations, academic institutions, public health leaders, public institutions, funders, workforce
development experts, implementation specialists, community stakeholders. The goal is not
institutional ownership. The goal should be field elevation. This distinction matters. The paper has
discussed the costs associated with ego and fragmentation. CVI deserves professional
infrastructure built with the seriousness of a field preparing for its next era. That future must be
collaborative and cooperative. Most importantly it must be practitioner informed.

THE NEXT ERA OF CVI

What Must Happen Now

CVI has entered a defining period. Its value is increasingly recognized and impact increasingly
visible. Its workforce is increasingly relied upon. Its funding is increasingly public, and its
legitimacy is increasingly consequential. This progress should be acknowledged. But progress
alone does not guarantee permanence. Nor does recognition guarantee maturity.

The next era of CVI will not be determined solely by whether more cities adopt the work. Or
whether additional funding becomes available. Or whether policymakers continue using the
language of innovation. The next era will be determined by whether the field builds the
professional infrastructure necessary to sustain excellence, protect integrity, and justify enduring
public trust. That work cannot be deferred indefinitely. Because the stakes are too high.

The case has been laid bare. The work ahead is substantial, but it is achievable. What is required
now is clarity of commitment to build the workforce the field deserves. The blueprint is only useful
if it informs action. The following priorities outline a practical agenda for the next phase of field
development.
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Strategic Imperatives for the Next Era of CVI

Workforce Professional Formation as a Strategic Priority: CVI can no longer treat workforce
development as a secondary implementation concern. Workforce professional formation must
become a central strategic priority because no intervention model consistently outperforms the
capability, discipline, and readiness of the people responsible for delivering it.

Shared Standards and Expectations: Professional maturity requires greater clarity regarding
practitioner readiness, ethical practice, frontline competencies, supervisory development,
leadership preparation, continuing education, performance accountability, practitioner wellness,
and quality assurance. Perfect consensus is unlikely, but disciplined standard-setting remains
essential to field advancement.

Accessible Professional Pathways: The future workforce should be stronger without becoming
narrower. Developmental pathways should preserve access for credible messengers while
increasing expectations for readiness, competence, and accountability. The objective is accessible
excellence rather than exclusionary gatekeeping or underprepared practice.

Investment in Workforce Infrastructure: Public and philanthropic investment should extend
beyond service delivery to include workforce architecture. Sustainable excellence requires
investment in formation programs, supervised practice, leadership development, wellness
infrastructure, credentialing systems, continuing education, and quality assurance mechanisms.

Cross-Sector Leadership and Convening: The next phase of field development will require
meaningful collaboration among practitioners, public leaders, academic institutions, public health
experts, funders, and implementing organizations. The field should lead these conversations
rather than allow others to define its future without adequate understanding of CVI's foundations.

Practitioner-Informed Field Development: Operational experience must remain central to
workforce development. Organizations and leaders with experience building practitioners,
refining implementation models, confronting operational realities, and protecting fidelity should
help inform the field's next phase of growth.

Excellence as the Standard: Communities disproportionately impacted by violence deserve
intervention practice that is consistently excellent. The expectation should be clear: the people
entrusted to stand between retaliation and tragedy should be among the most prepared,
disciplined, ethical, and capable practitioners the field can produce.

A Defining Opportunity: CV| has earned its place in the public safety landscape. The next
challenge is ensuring that its workforce infrastructure evolves with the same intentionality,
discipline, and commitment that have characterized the field's most effective practices. The
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opportunity is not to reinvent CVI. It is to strengthen what already exists and not leave this
evolution to chance.

Final Reflection

CVI asks communities to trust deeply. To trust that this work we do, that intervention can prevent
retaliation. To trust that healing is possible. To trust that people can indeed change. To trust that
another public safety future is possible. This trust we carry creates obligation. If CVI is mature
enough to save lives—it must be mature enough to build the workforce infrastructure required to
do so with excellence.

Lives depend on it. The future of public safety requires it.

Figure: CVI Conceptual Model
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Glossary
Term Definition

Community Violence | Community Violence Intervention (CVI) is the practice of identifying,

Intervention (CVI) engaging, and supporting those at the highest risk of perpetrating or
becoming victims of gun violence. Working through trusted
community practitioners, CVI interrupts cycles of retaliation, resolves
conflicts before they become shootings, and provides the
relationships, opportunities, and support necessary to create lasting
public safety. *

*As defined by Advance Peace

Credible Messenger A trusted individual whose lived experience, community standing,
and relational legitimacy enable meaningful engagement with people
at elevated risk of violence.

CVI Ecosystem The network of practitioners, organizations, communities,
institutions, funders, researchers, and public partners that collectively
support violence reduction efforts.

CVI Practitioner A frontline professional who works to prevent, interrupt, and reduce
violence through direct engagement, support, mediation, and
intervention.

Lived Experience Personal experience and insight that create credibility, trust, and
understanding of the communities and individuals served.

Professional The intentional development of practitioners through education,

Formation supervised practice, coaching, assessment, and professional identity

development.

1 Gao, X., Corburn, J., Mujahid, M. S., Cabrera, J. R., & Padilla, D. (2025). Evaluating the impact of a community
violence intervention on gun violence: Evidence from Advance Peace Fresno. PLOS ONE, 20(8), e0328780.

2 Corburn, J., Mujahid, M. S., Boggan, D., et al. (2021). A healing-centered approach to preventing urban gun
violence: The Advance Peace model. Humanities and Social Sciences Communications, 8, 121.
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