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Proposal for Implementation 
 

The Inner Harbor Project was founded in June 2012 to address growing concerns about violence 
in the Inner Harbor. Our goal is to make the Inner Harbor a safe, inclusive public space for local 
businesses, tourists, and Baltimoreans. The need for this initiative is dire as tensions rise to the 
detriment of local businesses and Baltimore’s reputation. Current attempts to solve this problem 
including increased police presence, curfews, and store bans are not sustainable. Our method is 
to work directly with the community to identify points of tension, produce recommendations, 
and implement practical solutions that address the origin of the issue. This approach, Youth 
Participatory Action Research (YPAR), is inclusive, collaborative, and effective. It has been 
employed in other cities as well as Baltimore to resolve community conflicts. However, 
Baltimore is the first American city to employ this method in its public, tourist center. Cities 
across the United States are struggling with local violence in their public spaces and the Inner 
Harbor Project proposes a unique solution. 
 
The Inner Harbor Project is a three-year initiative. Now at the completion of year one, the Inner 
Harbor Project has recruited youth leaders from across the city and conducted research 
pertaining to the origin of tension in the Inner Harbor.  We analyzed data from over forty 
interviews and twenty focus groups. On May 29th we held a celebration to present our research 
and five key recommendations. We established vital relationships with existing stakeholders in 
the Harbor who must be a part of the solution. The second year will be dedicated to 
implementing the recommendations with stakeholders and youth. In the final year, we will focus 
on evaluation and further implementation as well as institutionalization within the current 
organizational structure of the Harbor. Our ultimate goal is to turn this project over to the 
stewards of the Inner Harbor after we have completed our work to ensure its continuance. 
 
To date, the Inner Harbor Project has been run largely on a volunteer basis. Youth leaders have 
been paid so they can dedicate their time to this work instead of a summer or after-school 
minimum-wage job but they are the exception. To achieve our goals in year two and three, we 
must create a more articulated organizational structure for the Inner Harbor Project. Already, we 
have moved toward this goal through the extraordinary generosity of the Waterfront Partnership 
of Baltimore, Inc. and the Cordish Company – the former providing fiscal sponsorship under a 
tax-deductible umbrella and the latter, donating office space to operate out of full time.  Below, 
we have outlined important steps for the evolution of the organization along with a timeline for 
completion. 
 
 
 
 
 
 
 
 
 
 



  
July-September, 2013: Growth  
 

• People The following positions have been identified as integral to the Inner Harbor 
Project’s ability to implement change in the Harbor:  

o Executive Director (full time) will be responsible for advocacy, fundraising, and 
vision. Celia Neustadt will also maintain relationships with stakeholders. After 
reading the plans for implementation below, one will note that collaboration with 
existing organizations in the Harbor is essential.   

o Youth Coordinator (part time) to supervise and mentor youth in the project. The 
youth coordinator will be responsible for scheduling and organizing meetings 
with youth. This individual will be responsible for strategizing with youth on how 
best to carry out their goals. This person will also oversee and schedule activities 
youth are involved in with partnering groups. He or she will work closely with the 
analyst when conducting research.  

o Analyst (full time) to guide teens in social science research, produce policy and 
academic reports, and oversee evaluative methods of Inner Harbor Project. The 
recommendations we have produced derive from elementary coding of our data. 
The analyst will write a comprehensive report of the research.   

o Project Manager (full time) to complete office management tasks and oversee 
day-to-day operations of organization. This individual will chart necessary steps 
for achievement of each initiative. For example, we will simultaneously be 
producing a coupon booklet for teens in the Inner Harbor and administering daily 
focus groups to evaluate effectiveness of the new code of conduct. In order for the 
Inner Harbor Project to accomplish the following initiatives outlined below, a 
project manager is essential to keep us on track and organized. This individual 
will also be responsible for fundraising and sponsorship follow ups to ensure that 
donors receive proper recognition. 

• Investment The cost of implementation is $230,000 per year with expected project 
duration of two years. (See attached budget).  We plan to identify investors and secure 
$100,000 in funds by Novemeber 1. Time is of the essence because key stakeholders like 
the Baltimore Police Department and Mayor’s Office are eager to move forward with the 
recommendations. Furthermore, many businesses are questioning their investment in the 
Harbor and we must act with speed to resolve this issue in order to retain them as an asset.  

• Evaluation To measure the effectiveness of our initiatives, we will analyze current 
juvenile crime data, create a database for cell-phone videos of youth fights in the Inner 
Harbor, and administer a survey to Baltimore City public high school students (already 
IRB approved).  

 
 
 
 
 
 
 
 
 
 
 
 
 
 



  
November 2013- September 2014: Implementation 
Below are the following initiatives the Inner Harbor Project will carry out in its second year. 
They are organized by recommendation to demonstrate our plans for fulfillment of all key areas. 
 
1. Increase harmony among groups of youth 

• Train 15-20 youth leaders in peer mediation to ease tension between youth in the Harbor 
o Prevention: Youth leaders plan to mediate conflicts between youth before they 

play out in the Inner Harbor. They will monitor social media for “beef” and meet 
with youth to resolve conflicts before they reach the Harbor.  

o Intervention: Youth leaders will serve as ‘peace ambassadors’ during high volume 
nights at the Harbor. 

• Active and Passive Social Media Monitoring - Following on research conducted by Johns 
Hopkins regarding the use of Twitter analytics to predict outbreaks of flu and other 
infectious diseases, the Inner Harbor Project intends to monitor local social media traffic 
to predict outbreaks of violence in the Inner Harbor. Students working with the project 
will search out "influencers" for active monitoring, as well as setting up keyword 
searches to passively monitor the flow of messages through popular teen social media 
sites like Tumblr, Kik, SnapChat, Vine, and Pheed, as well as more traditional services 
like Twitter, Facebook, and Google+.  

 
2. Enact practical solutions between youth and police that diffuse tension 

• Produce a Code of Conduct for the Inner Harbor. We will work with current security 
stakeholders – Baltimore Police Department, Waterfront Partnership Guides, Downtown 
Partnership Guides, private security of Gallery and Harborplace – to ensure equal input 
and understanding of what the rules are and how they should be enforced. We will 
conduct focus groups with stakeholders and youth to measure their effectiveness. We will 
promote the code with savvy marketing.  

• Collaborate with Mayor’s Office of Criminal Justice to produce training curriculum for 
police on interacting with Baltimore youth.  

• Monitor social media and report potential points of tension  
o Collaborate with Major Hyatt and her intelligence unit so that police can be more 

adept at scrutinizing social media for potential conflicts 
3. Create dialogue between storeowners and youth  

o Incentivize positive interactions between businesses and youth in the Harbor with 
a coupon book for teens who promote anti-violence and appropriate behavior  

4. Promote the Inner Harbor as a public space for Baltimoreans 
• Plan events in West Shore Park and amphitheatre to draw more locals 
• Partner with local groups that have reputations for being “quintessentially Baltimore” to 

promote the Harbor as a local spot 
5. Ensure that positive outlets for youth are included in the Master Plan for the Inner 
Harbor 

• Promote a free performance space for teens as well as recreational opportunities  
 
 
Our goals by the end of year two are: 

• Reduce juvenile crime by 10% 
• Reduce smart-phone theft by 10% 
• Reduce incidences of teen fights by 10% 

 
 
 



  
November 2014- September 2015: Evaluation & Further Implementation 
 
We will evaluate the effectiveness of current strategies and implement any changes that need to 
be made. We will establish a plan for sustainability to ensure recommendations continue after 
project is finished. We will also further year-two recommendations. For example, we will 
program a performance series in the Harbor for youth to celebrate non-violence and promote 
local talent.  


