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INTRODUCTION

Strategic planning clarifies the expectations for the organization and all of its members.
In order to be successful, the Strategic Plan must be flexible; lead to growth, innovation
and the expansion of ideas, allow for a changing future and unforeseen developments;
and lend itself to continuity with the next strategic planning cycle. Following is a
summary of the Police Department’s policing strategy, which will act as a guide for our
efforts over the next three years. Our plan, as always, will remain consistent with the
goals of the City of Stockton and of the City Council.

BACKGROUND

The Stockton Police Department faced many challenges in recent years with severe
budget impacts, staffing shortages, and increased crime.

From 2008 through 2010, the Stockton Police Department had its overall staffing
reduced by nearly 30%, which resulted in major reductions in service delivery. The loss
of 99 police officer positions during the 2010-2011 fiscal year resulted in reducing police
response to calls for service. The loss of specialty units such as the Narcotics Unit, and
the loss of proactive policing elements such as School Resource Officers, Community
Police Officers, Park Patrol Officers, and Bicycle Officers greatly affected our ability to
prevent crime. Also during that time, the Police Department lost 53 civilian and 40 part-
time positions which resulted in personnel shortages in Dispatch, Animal Services, and
support staff. Shortages of Community Service Officers reduced our ability to properly
address crime prevention and community outreach as well as handle many property
crimes and traffic accidents. Reductions in Neighborhood Services / Code Enforcement
severely impacted the way we handle nuisance properties and deal with blight issues.

In 2011, Stockton held the second-highest crime rate and violent crime rate in the State
of California. The city of Stockton was rated as being the 10" most-violent city in the
nation. In 2012, Stockton had a record number of homicides (71) and was considered
the 6™ most violent city in the nation. This number was up 22% from the previous year.
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Firearm violence was up 10%. Firearm assaults on police officers were up 400%, and
nearly 400 people were shot in Stockton in 2012.

By spring 2012, even with very limited resources, the Police Department keenly focused

on illegal guns and gang violence to reduce the violent crime in our community, and in
that year nearly 1,000 firearms were seized by law enforcement in Stockton.

NEW AND CURRENT STRATEGY

Due to the very high violent crime rate, in 2012 Stockton Police Department developed
new strategies with a strategic focus on gang and gun violence. To that end, the
following efforts were put in place:

e Real-Time Policing

The department began real-time policing strategies to focus on a data-driven
approach coupled with community input to define the neighborhood problems.
Information from the Departmental Intelligence and Communication Planning (I-
CAP) Meetings is used to deploy any and all available resources in the “Hot-Spot”
neighborhoods in an attempt to prevent retaliatory shootings and to get one step
ahead of other violent crime. Real-Time Policing evolved further into the
development of Community Response Teams - teams of officers who meet with
neighborhoods to first develop relationships and define the problems, and then
follow-up with proactive enforcement and problem solving.

e 2012 Violence Reduction Initiative

Police Chief Eric Jones’ Violence Reduction Initiative (VRI) was passed and
approved by the City Council in May of 2012. The VRI: (1) established the Police
Department's Community Response Teams; (2) re-instituted the Camera Room
Operators to monitor Citywide cameras as “eyes in the sky”; (3) re-focused
gang/street outreach on those most at risk; and (4) outlined the Police Chief's
Community Advisory Board which has since been developed and implemented. The
goals of the initiative were to make the best use of resources and technology to
address violence, and to increase community-police partnerships.

e Operation Ceasefire

Operation Ceasefire is an action item from the City's Marshall Plan and is a multi-
disciplinary approach to address the most at-risk violent offenders. Operation
Ceasefire fits under the Department's Violence Reduction Initiative philosophies
through strong community collaborations coupled with the law enforcement of
continuing violent offenders. It is a data-driven and evidence-based approach that
brings together regional law enforcement, and community and clergy members, to
deliver a single message that the gun violence must stop.
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e Community Advisory Board

This board began in November of 2012 and comprises a cross-section of the
Stockton community. Formed to create a greater avenue of communication between
the community and the police department, this Board focuses on improving police-
community relations and public trust. Consisting of 24 members, this Board
regularly has open dialogue with the Police Chief.

e Expanded Communications

The Police Department expanded community outreach and two-way communication
through new avenues and social media such as Facebook and text-tipping (which
allows for anonymous tips via computer or cellphone). The Police Department also
developed a Mobile-App to better communicate with the community. Understanding
that technology is not a replacement for face-to-face communications, the Police
Department is also increasing their amount of public and community meetings to
hear and discuss community concerns.

e Increased Law Enforcement Collaborations

The increase in collaborations has been at the Federal level (US Marshals Task
Force, ATF, DEA and FBI partnerships), State level (CHP assistance with our
Community Response Teams), and County level (Countywide Gang Task Force,
Countywide Firearms Reduction Consortium, and Countywide Community
Corrections Partnership Task Force). The Stockton Police Department understands
that a regional approach is necessary to address crime and the quality of life in our
community.

e Expanded Outreach and Volunteer Programs

Crime Stoppers, the Police Chaplaincy, the Stockton Police Youth Activities League,
and the Sentinel Program (an additional volunteer program like the VIPS Program
but for all adult ages) have expanded. These expansions took place in response to
the increased citizen interest in helping our community. Also in 2013, the Stockton
Police Foundation was created.

e Investing in Our Employees

While focusing on gangs and gun violence within the community, a continued
investment in our employees at all levels within our own internal community occurs.
We consider the Stockton Police Department an occupation destination. All
Department supervisors and managers are invested in their staff through
recognition, appreciation, development, and training for future leadership roles. We
encourage making the SPD a great and fun place to work and promote employee
feedback. As an example, an electronic department suggestion box is available to
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all employees. Suggestions are reviewed and acted upon on a regular basis to close
the feedback loop.

e A Culture of Customer Service

Customer service is an important metric of our level of service given to the
community at all phases leading up to, and after, a contact or interaction. We train
our staff to provide the best possible service to the community while engaged with
them. This may mean spending a little extra time on a call for service for a
resolution. Even if it takes some extra time, SPD supervisory staff supports this
practice because we know it yields a better resolution and may prevent additional
calls for service.

REBUILDING OF THE STOCKTON POLICE DEPARTMENT,
THE LONG-TERM STRATEGY

As the Stockton Police Department rebuilds over time, there is a clear strategic direction
focusing on “Combatting Crime via the Four Ps”:

Partnerships Prevention

Partnerships with other law Focusing on crime
enforcement agencies & prevention & victimization
partnerships with the community reduction.

in which we serve.

: Prediction
Pursuit Forecasting models &
Active enforcement & concepts in order to

apprehension of
criminal offenders; with
a visible police presence.

strategically target crime &
criminals; and better use of
technology.
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PARTNERSHIPS

Providing a safe community is not ' L
a responsibility limited to the \
Police Department.  We must
continue to engage  other
government agencies, various
service providers, and the public
themselves to share in this
responsibility.  Therefore, the
Police Department must work
collaboratively  with  partners
throughout the community, and
educate the public to elicit their
support and involvement.  Our
efforts in this regard will include
the following.

e Institutionalize Operation Ceasefire

Operation Ceasefire has been used in the past and proven successful. It has been
implemented again as part of the Homicide Reduction Plan after a record number of
homicides. By institutionalizing Operation Ceasefire, we are able to send a more
reliable message and expand to more people and more groups. This requires a
continued partnership with other agencies such as State Parole and County
Probation as well as civilian groups such as local clergy, mental health, and job
resources.

e Continue and Expand Collaborations

Law enforcement task forces are effective and would continue to increase as our
department grows again in numbers. The Stockton Police Department sees the
benefit of working together with other law enforcement agencies in a strategic
manner.

e Improve Community Interactions

The Police Department will work toward returning to core community policing
principles. Everyone wants to know their neighborhood officer. Officers need to be
more visible, responsive, and make connections within the community. This concept
was reinforced by the recently-developed Community Advisory Board serving to
improve community interactions with the Police Department. More officers spread
on patrol within smaller geographic zones, will allow them to better know the
community and have more time to get out of their patrol cars and engage in positive
community interactions.
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PREVENTION

In order to improve our crime prevention efforts, increased civilian staff is needed to
better address blight and assist in support roles. These support staff will assist in
prevention efforts within our community. Additional police officers are also needed.

The Braga report® from 2006 suggests 2.0 officers per 1,000 residents for Stockton,
which translates to over 590 police officers. With an increase of sworn and civilian
personnel, we would be able to deter and prevent crime more effectively.

& Staff per 1000 @
2011 levels

W Braga
Recommendation

The single most effective deterrent to both the fear of crime and crime itself is a highly-
visible police presence. With additional civilian and sworn staff, blight and quality-of-life
issues would be addressed through Community Policing and Problem-Oriented Policing
techniques. Related strategies are listed below.

Establish a Police Blight Reduction Unit or “Neighborhood Blitz Team”

Increase police presence in our parks and schools, the heart of our communities
Assist and host crime prevention meetings and community events

Increase Neighborhood Watch programs

Inspect and assist multi-housing units and single-family residences with Crime
Prevention through Environmental Design (CPTED)

! Braga, Anthony A. Preventing Violent Street Crime in Stockton, California: A Report to the Stockton
Police Department. Program in Criminal Justice Policy and Management, John F. Kennedy School of
Government, Harvard University, July 7, 2006
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PREDICTION

The use of technology is critical to improving our work efficiency and effectiveness. We
will continue to seek technological opportunities to allow better analysis of crime-related
data.

Predictive Analysis, also known as Crime Forecasting, can assist in predicting and
preventing violent assaults and shootings. Predictive Analysis is a tool for information
sharing both within law enforcement agencies and between all participants in the
community, private sector, intelligence community, and the public. The concept aids law
enforcement agencies in identifying threats and developing responses to prevent those
threats from reaching fruition in our communities. It assists in predicting behavior of
past offenders, as well as time and place of offense, so resources can be deployed in a
more efficient manner.

PURSUIT (ENFORCEMENT)

This tenet, the location and apprehension (pursuit) of criminal offenders, would be what
most people think of when they consider the primary duties of law enforcement. With
the 2012 Violence Reduction Initiative and the Homicide Reduction Plan, many
strategies are already in place and have proven effective in our pursuit and enforcement
of offenders.

e Operation Ceasefire
e Community Response Teams
e Camera Room Operations

With the rebuilding of the Stockton Police Department, the following objectives will be
implemented as part of our long-term strategy:

¢ Rebuild Narcotics Crime Investigation Capacity
e Expand Detectives to better investigate crime and move from a triage mode to a
thorough investigation mode
¢ An expansion of Community-Oriented Policing into neighborhoods
0 More officers responsible for smaller geographic zones
0 More interaction between police officers and community members
o0 Problem-Solving Policing
e Improved call response to also better address non-violent crimes
e Hot-Spot policing to take back negatively impacted areas
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During the rebuilding of the Stockton Police Department, we will be better able to
address the three types of neighborhoods:

Hot-Spot Target Neighborhoods
High crime and high physical deterioration is prevalent.
“Tipping-Point” / Threatened Neighborhoods

This type of neighborhood is subject to moderate crime and moderate
physical decline.

Stable Neighborhoods

These neighborhoods typically have low crime but have some physical
deterioration.

For example, a Hot-Spot target neighborhood would require Hot-Spot policing to take
back the affected areas. This may include the use of Task Forces and Project
Ceasefire. Once the neighborhood is brought under control, the next step would be to
follow up to sustain the area and address blight issues along with a strong police
presence and community interaction. A maintenance program to sustain efforts is
critical.

A Tipping-Point neighborhood may require a Neighborhood Blitz team to address blight
and quality of life issues. An underlying element for the neighborhood may be the use
of narcotics; therefore the Narcotics Unit could conduct investigations to address those
issues. Also Detective crews would now be able to better investigate non-violent crime
issues.

We will strive for all neighborhoods seeing our officers responding to more calls for
service and addressing non-violent crime more effectively. The goal is for more Officers
to be more visible in the parks and schools to deter crime, and to be able to return to
core Community Policing Principles and interact with the community. Everyone wants
to know their neighborhood officer. The Strategic Plan calls for Officers to be more
visible, responsive, and make connections within the neighborhood.
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SUMMARY

With improved staffing levels, the Stockton Police Department plans to expand
Detective crews, institutionalize Operation Ceasefire, and concentrate on Hot-Spot
policing and increased task forces. The Department will further expand Community
Policing Principles including higher visible police presence, blight reduction, and
improve our call response in all neighborhoods. This three-year strategy is reflective of
our department’s Mission Statement which is “to work in partnership with the people of
Stockton to build a safe and secure community.”

As the Police Department moves into the future, our goals remain to:

Reduce violent crime.

Better address all crime and quality of life with best practices.
Increase community partnerships.

Continue to develop and train a professional staff.

PwpPE






