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Even as we release it, our business plan may already be an historical document.

It describes our organization and how we provided police services through December 31%, 20009.
: After that, the economy dictates that we must change. :

i The major problems and issues we identified while researching and composing this plan in 2008 :
: and 2009 are overall still valid today. Our implementation of a Territorial Model showed superb, :
: objectively quantified results that proved it was a good solution when enough resources were :
: available. What has changed is what we have available as resources to accomplish our mission. :
: Therefore, the recommended solutions included in the plan are for historical purposes only, :
: and will act as a guide as we move into the future; they do not represent solutions we can or :
: would realistically recommend today. :

: The changes we must make to thrive in the new economy are so fundamental that they will
: challenge our basic assumptions of how to provide police services. Our tools, our approach, even
: our basic structure must change and do so quickly . Remembering first and foremost that we are
: public servants, we will do what is asked of us in the most efficient and effective ways possible. In
: the near term this will put us outside of our comfort zones regularly, but some non-traditional
: solutions must be embraced for success during this very non-traditional point in history. :

| will report back and update both my vision and this plan as the economy stabilizes and the
: funding tools available to us become clearer. :

As we have always done, we will provide the highest level of safety possible with the resources
: available. Our people are the best, bar none.

(original signed)

: Clifford R. Cook
: Chief of Police
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December 31st, 2009
Dear Council Members, Community Leaders, and Citizens:

As the City Manager has recently indicated, similar to many communities across the country we are a city facing a serious
economic crisis.

The city of Vancouver is in a financial structural imbalance where the base cost of maintaining our current level of
services and staff is rising faster than revenues. More specifically, we are experiencing a structural financial deficit that
has serious long-term implications for City government, particularly in the areas of public safety. Over the past several
years, we have been able to manage this issue through short term, one-to-two year remedies, to include staffing cuts and
low-yield sources of additional revenue. However, since 2008 our ability to rely upon short term solutions ended with the
economic downturn that has been referred to by numerous economists as the Great Recession .

Despite significant efforts toward greater efficiency and increasingly focused services, the recession has severely altered
our fiscal landscape. Since 1997, increasing operational costs and decreasing revenue sources have prevented the
Vancouver Police department from reaching optimum staffing levels or to maintain proactive prevention or investigative
programs. In an attempt to maintain some growth in our staffing levels and permit the continued deployment of proactive
crime reduction strategies, we have relied heavily upon a series of Federal and State funding grants

As 2009 drew to a close, we found that we could no longer rely upon grants to support our efforts. As personnel expenses
continued to rise, we have concluded that our ability to support existing public safety positions into the future simply does
not exist. The problem is complex but the answer is simple: We need to make significant, fundamental changes within our
department simply to survive this financial imbalance. It is clear that we can no longer provide the same levels of public
safety delivered in the same ways that we have come to expect as an organization or a community. As an organization,
we must implement significant changes in the type and scope of law enforcement services that we will be fiscally capable
of providing. Certain services may have to be eliminated entirely.

Adding to the problem is how other local government officials are resolving their budget imbalances. The Clark County
Sheriff s office is also faced with a serious revenue deficit and recently announced reductions in patrol deputy positions, jall
bed space, as well as the transfer of personnel from a number of regional teams and partnerships. These decisions have a
corresponding impact upon the Vancouver Police Department. Aside from the obvious impacts upon detention/arrest
facilities, reduced participation in regional partnerships will result in fewer investigators focusing upon regional crime trends
and offenders.

The Vancouver Police Department has a proud history of providing quality police services to the citizens of Vancouver.
However, as our community has changed, so too has the nature of crime and policing. It is no longer reasonable to view
our roles as one dimensional law enforcers or co mmunity oriented police . The department needs to be a balance of
both, and we must be flexible enough to change with the situation. Our organization and values must reflect this level of
flexibility and responsibility.

We have been successful in reducing crime for the past two years, and this business plan is based on that success. In
2007 Vancouver adopted a Territorial Command structure and updated community oriented policing strategies. We
believe these changes will improve individual accountability, line-level decision making, community relationships,
transparency, and the quality of police services in Vancouver. However, trends are emerging in 2010 that require us to
focus greater efforts on gangs and drug interdiction while trying to maintain basic emergency response capabilities in an
environment of declining revenue. We may need to step back from this structure for a few years.

Keeping our community safe is a fluid process. Some of our success comes from planning based on emerging crime
trends and others from an intuitive reaction to individual events. We can and will continue to plan how to use the majority of
our resources based on trends that develop over time, but we must also reserve some flexibility to react to unexpected
events as they occur. Even as we finish this business plan, new trends emerge that will require us to adapt. In order to
provide the full scope of police services that our community needs, we will dynamically adjust our unique blend of
traditional enforcement, community-oriented policing practices (COPS) and intelligence led policing (ILP) techniques
(COMPSTAT data-based analysis dubbed VANSTAT ). To provide a path for this transition, we have updated our
business plan.

The economic disruption of the last few years has caused us to change our approach to the plan: It incorporates two

separate steps, an economic recovery phase and my vision of the future after the recovery. If | am to believe the experts,
the recovery is not expected to bring us to pre-recession levels for at least three to five years. This plan accepts that
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reality, but provides flexibility should recovery happen sooner. In either case, we must continue to adapt, evolve and
provide more efficient service as a department. Along with our business plan, we have initiated an internal look at
ourselves. The survey work done by the Matrix Corporation has helped us identify where we are doing well but perhaps
more importantly identified areas where improvement is needed, especially in times of great community stress. We are
aware that success is not guaranteed by these processes alone. Long-term personal and organizational commitment is
needed to reach our goals.

Further, our success depends on the degree of effective political and budgetary support from the legislative and executive
branches of our local government.

While this document represents a very important first step, much more remains to be done. | intend to follow-up this plan
with a longer term plan that looks beyond 2013. | believe it is essential in our efforts to become the premier law
enforcement agency in the State of Washington.

| am confident that the members of our department and community are up to the challenge!

Sincerely,
(original signed)

Clifford R. Cook
Chief of Police

Cover: New West Police Precinct, completed 2009

Important note on data:

This business plan update is based on 2008 and 2009 data. Itis ourintent to refresh the data wher e significant change
has occurred, but overall the most current performance information will be in Annual Performance Snapshots and our
VanStat data base.
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Executive Summary
The Vancouver Police Department (VPD) has the following five priorities as the foundation of its Policy Agenda for 2009
and reflect them in both the business plan update and in the 2009 annual action plan.

1. Increase transparency of operation

2. Increase accountability at all levels of the agency

3. Enhance training programs to improve accountability and police services

4. Increase organizational staffing under Territorial Command

5. Establish funding sources to expanding staff levels and provide core/specialty services

These priorities are reflected in the direction of the business plan. The Business Plan primarily identifies our longer term
goals and objectives and is a path for us to follow over time. The Action Plan follows the general direction of the business
plan and addresses specific issues that staff members from all levels of the department have identified as important. It then
identifies achievable action items to address those issues with a shorter timeline of approximately 12 months.

Public safety and law enforcement are core functions and essential support services for the City of Vancouver. Business
planning is a process the city has used since 2001 to identify goals, evaluate performance and explore solutions toward
the improvement of these services.

Vancouver Police staff at all levels, from Chief to Officer, has participated in developing clear goals and defining success in
measurable ways. We work to link our resources to results in order that our City Council and citizens can get an in-depth
look at our operations and provide valuable input as we prioritize services. Performance-based management must guide
our decision-making as we balance community needs with effective use of resources.

We will update our business plan as we evaluate the changing needs of our community. Changes in performance
measures and some issues are expected annually, but a major reassessment is not expected for 3-5 years.

BACKGROUND

The City of Vancouver is the state s fourth largest city with 164,500 residents inside 49.8 square miles as of 2009.
Annexations and infill have increased service area and city population without a corresponding growth in revenue or
staffing. The city has faced budget shortfalls since 2001 and service levels for departments across the city are declining.
Staffing is low when compared with other Washington cities, and we are still lacking infrastructure, technology, and
facilities. City Council adopted Community Oriented Policing and Problem Solving in 1997, and re-engineered the police
department. Differential response, civilian support and technology improvements have helped manage patrol workload, but
while the department is keeping up with day-to-day issues, like 911 call response, there is little infrastructure to effectively
resolve underlying problems and proactively address emerging issues. Despite staffing and resources that have not kept
pace with population growth, the police department has managed to provide the services our community expects at very
high levels.

1995 2000 2005 2006 2007 2008 2009
City Population 65,360 143,560 154,800 156,600 160,800 162,400 164,500
Staff: Police Officers (auth) 113 172 199 201 206 210 212
Staffing change unknown Igg;/" from ;ég?f’ from 4 104 + 2% +2% +1%
Officers per 1,000 residents 1.7 1.2 1.3 1.3 1.3 1.3 1.3
FBI average (Region, size) unknown unknown 1.2 1.2 1.3 1.3 1.3
Staff: Civilians 18 29 33 33 36 37 37
Square Miles unknown unknown 46.8 48.5 48.8 49.8 49.8
911 Calls Requiring a
Response 42,317 60,951 67,266 63,201 63,933 60,608 56,733
Change in calls unknown 542:(;; 0y +59% - 6% +1% - 6% -5%
Police Budget unknown $18.6m $26.5m $28.5m  $29.8m $31.7m $33.2m
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Changes have occurred at the federal, state, and local levels that limit police funding and challenge our ability to provide
services. The generous federal grants of the 1990s for law enforcement have generally disappeared. Our ability to
provide matching funds or sustain staffing after accepting the grants has diminished greatly. Unfunded federal and state
mandates, changing training requirements, new interpretations of case law, and increasing community expectations have
complicated the task. Other significant changes in policing include dramatic increases in computer crime like fraud, identity
theft, internet predators, and child pornography. There are increases in street-level gang activity, drug crime, availability of
illegal weapons and juvenile sex trafficking is emerging as a serious local concern.

In 2008 and 2009 the
local, regional and national
economy experienced
economic conditions not |
seen since the Great # " 08" $%& ( ) *
Depression. Exacerbating "

these conditions are
personnel expenses that * & ) =) !
are rising faster than / 0 0 ) ) | 0 + )
revenues and created 0 + + + I*

conditions that are not
sustainable. The city has
been forced to cut expenses in most areas of service delivery in ever increasingly painful ways to meet even minimal
service demands for Police, Fire and Emergency Medical Services. The economy is not expected to improve significantly
until some time in 2010, and even then city funding is not expected to reach pre-crisis levels for a long time. We must find
ways to dramatically reduce the expense of providing all services for the next biennium. Public Safety must learn to provide
quality core services with less revenue.

CURRENT SERVICE DELIVERY ISSUES

We respond well to calls for service, but are unable to dedicate as much time as | consider ideal for proactive patrols,
problem solving, investigative work and report writing. While some of this can be done by the individual patrol officer if
provided more time, to truly address the problems we should add community focused teams that enhance our capabilities
to solve problems and apply resources quickly. Unfortunately, | do not expect this to happen in the near future.

My goal is to provide a timely response with the appropriate resources to address community needs. We will staff our
response (patrol) capability to meet community needs for emergency and urgent responses, and will try to assemble
temporary resources for ad hoc teams to respond t o specific crime hot spots. In the future, these teams would be more
permanent and would focus on gangs, drugs, geographic property crime hot spots and other areas of em erging concern.
To fully achieve this concept we would need to increase our staffing level to about 1.5 officers per 1,000 residents.

Some of the factors that drive our need to increase resources include:

VPD staffing levels are lower than comparable cities in Washington although in the median of similar size cities in our
region. (See page 57)

About 20% of the calls require a written report, and many require additional time for follow-up.

Ideally, each of the city s 16 patrol beats would be staffed with one officer to respond to calls in that beat 24 hours a
day; however, it is a more judicious use of limited resources if we accept lower staffing during graveyard shift and
slightly higher staffing during swing shift.

Emergency calls (Priority 1 & 2) represent about 11% of all calls and you can expect an average response time of
about 3.5 and 5.8 minutes respectively for each. Non-emergency calls account for more than 88% of all calls and the
average response time for these priority 3, 4, and 5 calls are slightly over 20 minutes.

We meet our response time standards for all calls.

Of 11,855 property crimes reported in 2008 only 80 (or less than one in a hundred) were assigned to detectives for
investigation. Most property crime investigative work is done by patrol officers, and this model has become the standard
since 2008. Our property crimes workload requires us to focus on the most severe and solvable cases: crimes that involve
the vulnerable population and have a minimum value or $100,000 and are deemed as having high solvability potential are
accepted for investigation by specialty personnel (detectives) while the rest is handled by the Patrol officer. Staffing in
Traffic Division was reduced significantly to fill Patrol requirements in 2008. Pre-2008 staffing levels are not expected to
return for several years, if at all.
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1. Field Services (Patrol - Includes Separate annexes for East & West Precinct) 1-1
2. Operational Support (Investigations ) 2-1
3. Staff Services (Admin Support) 3-1
4. Technical Services 4-1

For more information, please contact the office nearest you or check out our website at www.vanpolice.org

Police Headquarters West Precinct East Precinct
605 E Evergreen Blvd 2800 NE Stapleton Rd 520 SE 155" Ave
Vancouver, WA 98661 Vancouver, WA 98661 Vancouver, WA 98684

360-487-7455 360-487-7355 360-487-7500

Release Notes: This business plan is one component of the City of Vancouver s Performance Measurement and Management process.
For more information, please contact the City of Vancouver, PO Box 1995, Vancouver, Washington 98668 or go to:
www.cityofvancouver.us/performance
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Section I. Introduction and Overview

A. Vision

We are a professional, progressive, and innovative law enforcement agency, committed to providing quality law
enforcement services to our public.

B. Mission

We work in partnership with the community to protect life and property. We enhance the quality of life in our city through
proactive problem solving, fair and equitable law enforcement, and effective use of our resources. We serve the city of
Vancouver with courage, strength, integrity, compassion, and pride.

C. Organization and Services We Provide

The department provides the following services through its four lines of business and the office of the Chief:

Line of Business 1: Field Services (Patrol) Divisions
Patrol and Emergency Response
Neighborhood & Community Policing Coordination
School Support through School Resource Officers
Traffic Enforcement
Property Crime Investigations

Line of Business 2: Operational Support (Investigations) Division
Major Crimes Investigations
o Persons Crimes
o Property Crimes
Sex Offender Tracking and Missing Persons Investigations
Computer Forensic Investigations
Traffic Unit
Canine Unit
Career Criminal Tracking and Apprehensions
Multi-agency Units
o Children s Justice Center
o Domestic Violence Unit
Local task forces
o0 Safe Streets Taskforce
0 Auto Theft Taskforce
o Drug Taskforce
Collateral (on demand) Duties: Arson/Explosive investigations, Mounted (Horse) units, SWAT, Tactical EMS,
Crisis Negotiations, Traffic Collision Investigations.

Line of Business 3: Staff Services Division
Human Resources
Internal Affairs investigations
Recruiting and background checks for new hires
General Case Management
Volunteer Management
Internal Audit (not resourced yet)
Collateral (on demand) Duties: Youth Cadet and Police Activities League Programs

Line of Business 4: Technical Services Division

Administration

o Training

o Evidence Management

0 Records Management (RMS)
Finance & Logistics

o Fleet Management

o Logistics, Budget & Finance

o Alarms Management
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Office of the Chief includes the Public Information Coordinator, and Administrative Support

As of January 2009, the Vancouver Police Department is authorized 212 commissioned police officers and 37 civilians to
serve the city’s 164,500 citizens. In July 2007 Vancouver’s 48.8 square miles (now 49.8) were evaluated and reorganized
into a territorial command consisting of two precincts, four districts, and sixteen patrol beats, which are constructed around
existing neighborhood boundaries. Territorial command is an important component of Decentralization as presented in the
Community Oriented Policing and Problem Solving Master Plan adopted by City Council in 1997. This geographic
assignment of patrol areas has many benefits, including:

Smaller, better defined areas of responsibility with better distribution of call load
Improved integrity of neighborhood which improves community contact and relationships
Numbering system redesigned to support northward expansion in conjunction with annexations.

City of Vancouver Police Territorial Command Map
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