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SUMMARY

As requested by the Rules and Legislation Committee on February 28, 2008, this report outlines
the Police Department’s strategic plan to address the perception and reality of crime in the City
of Oakland. As part of the Department’s Crime Fighting Strategic Plan, staff is also working
with the Mayor’s Office and the Council on a proposed resolution authorizing the City
Administrator to implement the City’s Community Prosecution Program as part of the
Department’s Crime Fighting Strategic Plan. Council member Larry Reid will be bringing this
item forward for approval by Council during the mid-year budget cycle.

The strategic plan addresses the Department’s accomplishments in the past year and its goals for
the next two years. The plan considers national models and sound police practices that provide a
unique benefit to Oakland.

FISCAL IMPACT

Expenditures for most of the existing strategies are funded through the Department’s General
Purpose Fund appropriations and successful grant application process.' Frequently unfunded or
partially funded programs are executed as grant funds come available, which places the
continuation of these strategies in question. For example, the Shotspotter system is unfunded and
the Department’s ability to continue the program through this fiscal year was only possible
through the use of grant funds. This is also true of the Tactical Operations Team and Helicopter
Unit.

Many of the major programs listed in this strategy are unfunded. The significant strategies are
listed in the table below:

' The Department successfully applied for and received $6.3 million in grants during the current FY.
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Initiative Cost Funded
' Y/N
Complete Measure Y hiring $7.7 mitlion Y
and assignments
Shotspotter (existing) Support | $110,000 N

and maintenance plus
telephone costs

In-Car Video Project $1.9 million Y

Expanded (North Qakland) $1.4 million [N
Wireless Shotspotter System
Installation and Maintenance

Expanded License Plate $170,000 Y
Recognition (LPRS) Program
Hardware and Maintenance

LPRS Maintenance $62,240 (2 N
years)

Oakland Redevelopment $5.2 million Y

Agency Neighborhood

Enhancement Team

Wireless Mesh and 20 $3 million N

additional Community
Surveillance Cameras and a
Monitoring Center at
Eastmont

BACKGROUND

Qakland, like most major cities, has seen crime “ebb and flow”. Numerous books and articles
have been written espousing various theories on the conditions that lead to crime and,
unfortunately, many of those conditions have and continue to exist in Qakland (i.e., struggling
schools, availability of illegal guns, narcotics and gang activity, etc.)

Over the period of 1997-2006 (in comparison to nine like-sized cities across the nation) Oakland
ranked poorly in various areas of criminal activity. The most recent time period for which FBI
statistics are available (2004-2006) shows similar results (Attachment A).

These troubling statistics, no doubt, contributed to the City of Oakland being identified by CQ
Press last year as the fourth most dangerous city in the nation. While controversial and subject to
dispute, this designation has also contributed to the perception that Oakland is not a safe city and
that crime is rampant. Despite an actual 1% reduction in crime last year, the Department
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considers this perception a “reality.” The Department is committed to doing its part to address
the perception and reality of crime and believes that a long term strategic plan is critical to
achieving this goal.

KEY ISSUES AND IMPACTS

The Oakland Police Department has given high priority to its crime reduction strategy whose
efforts center on a viable community policing program; enhanced enforcement and investigative -
strategies; improve response time, and effective crime prevention. The plan is both
comprehensive at an organizational level, and tailored to a geographic level. The overall success
of the strategic plan is dependent on building effective partnerships and receiving adequate
funding to meet all the elements of the plan.

There are a number of factors that contribute to changes in crime: socioeconomic conditions,
community involvement, and the school system are three significant factors. While the Police
Department’s impact is important, it is limited. Other major factors include the rest of the
criminal justice system - the ability of the City to get offenses and crimes criminally charged,
courtroom availability, prison space, and probation and parole policies weigh heavily in the
equation.

While there are strategies that provide a toolbox approach to specific types of crimes, there are.
no “national best practices” for crime reduction. Oakland in comparison to cities of like size has
both common and unique crime problems. The Department’s effectiveness at solving these
problems is impacted by the effectiveness of other stakeholders in the process. For example, the
City experiences significant quality of life offenses and the Department could increase its
enforcement of these offenses to prevent more severe offenses from developing which is in
keeping with the “broken window theory.””> However, if that enforcement is not supported by
the court system, the Department’s efforts fail. '

The Department fundamentally believes that it cannot “arrest its way out of”” the crime problem.
The crime problem must be solved through a combination of effective enforcement and
comprehensive prevention and intervention strategies. Effective law enforcement depends on
effective partnerships. Partnerships with residents, the business community, the City Attorney’s
office, and other members of the criminal justice system are critical to the success of a
sustainable crime reduction strategy. Effective partnerships are those that engage stakeholders
that have the capacity to effect change within their sphere of influence.” For example, a police

% The “broken window theory” was developed in response to a study of blight and its correlation to crime. It
suggests that minor issues such as broken windows in an abandoned factory or house can lead to a gradual reduction
in overall quality of life and an increase in crime, James Q. Wilson and George L. Kelling, * The Atlantic Monthly,”
March 1982

3 (2005) Policing And The Crime Decline: At Last, The Enlightenment
Criminology & Public Policy 4 (3) , 415-418 doi:10.1111/j.1745-9133.2005.00317.x
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robbery suppression operation targeting youthful offenders that fails to provide alternatives to
incarceration will ultimately yield shot term results that cannot be sustained by law enforcement
alone. :

Sustainable strategies to reduce crime are not without cost; personnel, equipment, programs, and
new technology are all critical to any effort to reduce the perception and reality of crime. The
Department will continue to propose the reallocation of fiscal resources whether from the
general purpose fund or grants to adjust to changes in the nature of crime. However, the process
by which these changes occur must match the rapid nature at which crime changes in response to
law enforcement’s efforts.

PROGRAM DESCRIPTION

Late last year, the Police Department published a comprehensive three-year strategic plan. The
purpose of the plan is to provide the Department direction when making decisions regarding
staffing, appropriations, and resource utilization. The plan identified the following four strategic
directions as “pillars™:

¢ Reduce crime and the fear of crime;

» Improve accountability and achieve organizational excellence;
e Develop and implement a master plan for technology; and

o Achieve fiscal responsibility.

Undoubtedly the strategic “pillar” of reducing the perception and reality of crime is the primary
goal and all other objectives of the Strategic Plan should be designed to support this overarching
goal. The Department’s crime reduction strategy has five objectives which, if fulfilled, would
achieve the goal of improving the reality and perception of crime in Qakland:

e Develop and fulfill the vision of community policing;
e Establish effective enforcement strategies;
¢ Reduce response time to priority calls;

‘s Establish effective investigative strategies; and

¢ Develop effective crime prevention.
Develop and Fulfill the Vision of Community Policing

The Department is committed to achieving the community policing goals outlined in City
Council Resolution No. 72727 C.M.S., and the subsequent amendments in Resolution No. 79235
C.M.S. Both resolutions stress the importance of reducing the reliance on 911-response policing
in favor of community policing or the “problem-oriented” model. These service methods
emphasize the importance of putting resources into partnering with the community at a
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neighborhood level to focus on issues of ongoing public concern rather than merely dealing with
specific incidents as they’re reported.

This year, we achieved a major advance in strengthening community policing. In January 2008,
the Department reorganized the Burecau of Field Operations from a temporal or watch system of
policing to one that emphasized geographic responsibility. We launched three new police
districts with a captain at the helm of each. One of the primary purposes of the reorganization is
to support and further the vision of community policing. The reorganization allows the
Department to better align resources to set priorities, develop strategies, and work together with
the community, other City agencies, Measure Y funded programs, and the rest of the criminal
justice system to improve the quality of life in Oakland neighborhoods.

With this new model in place, the Mayor announced in his January 2008 State of the City speech
that he aims to align all city services related to public safety with the three new police districts.
This “public safety districts” model will allow for the development of intense multi-agency
coordination focused on resolving persistent public safety problems in each of the three districts.
The Mayor’s Office is working with OPD and other City agencies to develop the “public safety
districts” model and it will be forthcoming in the next couple of months. We believe this level of
multi-agency coliaboration, combined with community partnerships and support from our county
and state partners will greatly enhance our opportunity to effectively address root causes and
engage in data-driven, proactive and coordinated public safety strategies.

The Violence Prevention and Public Safety Act of 2004, Measure Y, provided the Department
with funding towards achieving the community policing goals set fourth by Council. The
Department continues its extraordinary efforts to attain the staffing levels needed to achieve the
goals of community policing and Measure Y. Efforts to hire enough officers to staff the
community policing program, as personified in the position of the Problem Solving Officer
(PSO), have moved forward. Today 44 of the 57 community policing beats have dedicated PSOs.
The remaining 13 beats have assigned “part-time” PSOs, and there are six sergeants assigned to
supervise problem solving activities. It is anticipated that all 63 of the Measure Y positions will
have a dedicated PSO by July 2009. The $7.7 million necessary to recruit, hire, and train new
officers has already been approved, and will help achieve this goal.

The Department is also taking advantage of the opportunity to build partnerships with the
Measure Y funded violence prevention programs. For example, the Department has a close
working relationship with Youth UpRising!, which has worked collaboratively with OPD on
training and endemic problems such as “stop snitching” and “trust.” * Additionally, Measure Y
funded programs have been incorporated into the Department’s efforts to address chronic truants.

* The “stop snitching” phenomenon suggests that people should not cooperate with the police under any
circumstance. It has been popularized by pop culture and music. Some experts suggest that it stems from a lack of
trust for the police and criminal justice systemn
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The Depértment also assisted the Department of Human Services in crafting a street outreach
program tailored to match crime rates and the Department geographic organization. This effort
should be functional by July, 2008.

In October 2007, all officers assigned to Patrol began to receive new annual expectations focused
on patrol-based problem solving and the officers received training in the SARA model of police
problem solving.® The program codifies the requirement that patrol officers engage in problem-
oriented policing as a basic performance requirement for their annual evaluations; similar
expectations were also given to their supervisors. In May, 2008, the program will be expanded to
include officers assigned to the Foot Patrol Units.

The new 12-hour shift schedule, which began in January of this year, has improved both team
and beat integrity; it is now far less likely that officers will be assigned to work in a different part
of the City. They also have the opportunity to see their assigned area in each of the seven days of
the week, in a two- week period, which enables them to identify and respond to problems that
may be unique to weekends or a daytime “swell."

The Department continues to form stronger partnerships with the City Attorney’s Office and
with members of the District Attorney’s Office to achieve a better alignment of criminal
prosecutions with community priorities. The City Attorney continues to support the
Department’s work to address neighborhood blight and problem liquor and tobacco
establishments through civil litigation. In 2007, the City Attorney’s Office and the Department,
working with the Office of the Mayor, achieved an agreement with the District Aftorney to have
city attorneys “deputized” to prosecute misdemeanor and other quality of life offenses. With this
new program as an e¢lement of the City’s Community Policing and Geographical Accountability
Patrol Plan, the Department will be able to engage the community and tackle the recurring low-
level crimes that continue to adversely impact the quality of life of Oakland residents.

The Community Prosecution Program is being submitted to Council for approval during this
mid-year budget cycle co-sponsored by the Mayor, Councilmember Larry Reid, Councit
President Ignacio De La Fuente. If funded during the mid-year budget cycle, the training and
operational phase of the program will begin in July 2008 and the implementation phase will
begin August 2008. In addition, as part of the City’s Community Prosecution Program, the
District Attorney’s Office has agreed to designate individual deputy district attorneys to work as
liaisons with the Department’s area commanders.

The effective partnerships that are possible through the City’s Service Delivery System (SDS)
are another example of the Department’s community policing strategy. In the past year, SDS has

% The SARA model refers to a systematic approach to police problem solving. SARA represents the 4 steps in the
process: Scanning; Analysis; Response; and Assessment,
8 Daytime “swell” is the influx of a nonresident workforce from outside of the City.
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been successfully used to address a wide range of community problems that contribute to
neighborhood blight and crime. In many cases these projects are coordinated by Neighborhood
Services Coordinators (NSC) working in conjunction with OPD personnel. Examples of
successes include the SDS project in the Eastlake Business District, 23" Avenue, Rainbow
Recreation Center, and the Fruitvale Safety Project. These projects used the SDS model to form
an organized collaboration of City agencies, community organizations, residents and businesses
to prioritize and address problems that were hindering the neighborhood’s opportunity for
success. With new emphasis on multi-agency coordination from the Mayor’s Office, the
Department is working to expand its participation in SDS.

The Department has developed a collaborative effort with the Oakland Redevelopment Agency
(ORA) to improve police services in five of the City’s redevelopment areas. The ORA
completely funded one sergeant and 13 police officer positions. The officers provide a wide
range of services for the redevelopment areas that include focused enforcement, street level
narcotics enforcement, and foot patrol. The last two officers will be assigned to the program in
May 2008.

The Department has worked, and will continue to work on the community policing requirements
of the Negotiated Settlement Agreement (NSA). Staff has met, and continues to meet the goals
that require most officers to meet with the community on a quarterly basis. Community policing
is an integral part of the Department’s bi-monthly Crimestop process, and is emphasized in all
aspects of Department training.

Establish Effective Enforcement Strategies

With the reorganization, the Department made significant modifications to its enforcement
strategies. Area captains were given an overarching goal to reduce the perception and reality of
crime in their area of responsibility. With the new responsibility came the available resources
needed to accomplish the goal. Those resources include:

e Crime Reduction Teams;

¢ Problem Solving Officer Teams;

e Foot Patrol Officer Teams’;

¢ ORA Neighborhood Enhancement Team; and
e Patrol Officer Teams.

The Department also created a Support Operations Division (§SOD) which is tasked with
supporting the Area Command System. SOD is staffed with citywide resources and programs
available to area captains upon request to support enforcement strategies. Note: The teams

" Only Areas 1 and 2 have foot patrol officers. The single foot patrol position for Area 3 is vacant.
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assigned to SOD are not large énough to be divided among the individual areas and still be
effective. The units of SOD are:

Gang Unit;

Police and Corrections Team (PACT);

Traffic Section (including Abandoned Auto),

Alcohol Beverage Action Team (ABAT);

Helicopter Unit;

ORA Neighborhood Enhancement Team (Areas 2&3); and

Special Programs: Evidence Technicians, Tactical Team, Marine Program, and
the Canine Program®.

e ATV A T S R o e

The design of enforcement strategies is limited by staffing, information, budgetary concerns, and
community support. Each of these factors must be considered in the development of the
strategy. Oakland’s very diversity often requires that many enforcement strategies be developed
from the ground up, at the neighborhood level. Using the criteria above, each area commander
has analyzed his respective challenges and opportunities in the development of strategic plans.
These short-term strategic plans are incorporated in this report as Attachments B, C, and D.

The Department’s staffing challenges frequently only allow us to sustain the strategy for as long
as the situation exists. This means that the results exist only as long as the police maintain an
-increased presence; however, new competing priorities arise that draw them away. It is hoped
that with the enhanced efforts to increase staffing, the Department will be more effective at
implementing sustainable strategies. The benchmark is set for the end of June 2009 when it is
believed that the OPD will have 803 fully trained officers, and has an opportunity to adeguately
staff assignments directly related to addressing the perception and reality of crime. It must be
noted that without a plan to maintain staffing levels, the Department will ultimately fail at any
effort to maintain any successes that result from these efforts.

Technological Achievements and Needs

Information is directly tied to technology. Over the past four years, the Department has
implemented new technologies to enhance its enforcement efforts, which has improved the
ability to positively impact the perception and reality of crime. The success of this work 1s
related to the capacity of the Department of Information Technology (DIT) and 1ts ability to
implement, manage, and maintain the Department’s information technology needs. The
Department continues to work with DIT to refine and increase its use of information technology
to support this effort. Enforcement technologies include:

& Programs are not stand alone units and function as collateral assignments using officers assigned to other duties.
For example, a canine officer is actually a patrol officer who is assigned a canine.
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e Shotspotter Gunshot Location System;

e Community Surveillance Cameras,

e License Plate Recognition System (LPRS);
e DNA Analysis Capabilities;

e Crime Index System;

¢ Records Management System; and

» Field Based Reporting.

Before the end of the year, the Department hopes to implement its In-Car Video System,
Automated Citation System, and increase the capacity of both the License Plate Reader System
(LPRS) and Shotspotter systems. For example, with the assistance of grants and the City
Council, the Department will more than triple the number of LPRS units on the street; the new
LPR systems should be in place by the end of June, 2008. The $62,240 needed annually to
maintain the LPRS system is currently unfunded.

The Department recently added Shotspotter software to computers in some supervisors’ cars to
eliminate the delays and misinformation associated with having the system monitored at the
OPD Communications Division. A recent, street-level focused, Shotspotter operation netted five
assault weapons and two pounds of narcotics. Currently, the unfunded system costs the
Department $105,000 annually for maintenance and phone lines. The community has expressed
interest in expanding the Shotspotter system into North Oakland, and converting the system to a
wireless format to reduce the long term costs associated with phone lines. Expansion of the
system and conversion to a wireless format would cost $1.25 million, with $161,250 needed
annually to maintain the wireless system.

The deployment of community-based surveillance cameras has promise, and has been used as an
effective enforcement strategy in cities around the world; however, these programs also present
challenges. Oakland’s use of surveillance cameras is in need of both coordination and
collaboration. While the Department does use some of the systems currently in place, the ad hoc
nature of the way it is being implemented in Oakland raises concermns about its effecttveness and
sustainability. As noted above, the capacity of this program is limited by concerns related to cost,
staffing, conduct, and community support. Over the next two years, the Department will work
with stakeholders to develop a citywide policy and plan for the installation, monitoring, and
maintenance of community surveillance cameras. Until a comprehensive program is developed,
the Department is going to take a neutral position on camera use and installation. The cost of a
comprehensive program is significant and funding will be difficult to obtain. The final
implementation is yet to be determined.

Reliable real-time information is critical to the development, implementation, measurement, and
maintenance of effective enforcement strategies. The Department has been using systems
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developed by the DIT for crime analysis. Most of the systems are limited by the nature of data
fields they mine; for example, the information related to crime at the area or beat level is limited
to calls for service. The data does not include information from citizen crime reports or “phone
reports.” This makes the data useful for analyzing serious crimes such as robbery, and comparing
past to present, but it is much less useful for monitoring crimes such as locked auto burglaries.
Furthermore, the primary programmer for the system left the City in January 2008, resulting in a
lack of technical support. Without reliable crime analysis software, the process can take up to
two weeks to get the data necessary to develop, implement, measure, and maintain effective
enforcement strategies.

Staff is optimistic that new crime analysis software currently being beta tested at OPD will
address the concerns outlined above. The system promises to not only speed the dissemination of
reliable crime data at any level the user desires (neighborhood, beat, area, or city), but it will also
enable the analysis of information currently unavailable such as a link between Shotspotter and
parolee/probationer addresses. The system is expected to:

e Significantly improve the Department’s ability to analyze and manage officer
performance; and

¢ Enable staff to more effectively measure the impact of specific strategies and make more
timely adjustments.

The system should be fully functional by the end of June 2008, and cost $60,000 annually to
maintain.

Each of the above stated technology issues are related to one of the fundamental strategic
objectives for OPD - the development and implementation of a technology master plan. Many of
the programs have staffing and budgetary issues yet to be addressed. These 1ssues will be
benchmarked in the technology master plan which will be developed and implemented over the
course of the next two years.

Policy Element

Conduct and policy concerns weigh heavily in the development of strategies. While it may be
more efficient to deploy a team of ten patrol officers at one time of day and six at another, the
Department is restricted from carrying out this deployment method because of a mandated ration
of one supervisor to eight officers.

For example, a more effective “Sideshow” abatement strategy would allow the pursuit of all
traffic offenders, but liability and community concerns, and Department’s own policy strictly
limit such activities. Also a “‘stop and frisk™ program may lead to the short term benefit of getting
guns off the street, but fails to address the long term threat created by the lack of capture or
prosecute of future gun offenders.
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Rules of conduct and policies are necessary to protect the City and ensure that members and
employees of the Department operate in a professional manner, and conform to established
policies. Rules and policies have a short term impact on the effectiveness of strategies, but help
to make the efforts of those strategies more sustainable and effective over the long-term.

Reduce Response Time to Priovity Calls

Response time to priority calls is another objective of the Department’s Strategic Plan. Response
time is impacted by staffing, deployment, and call management. With the reorganization, the
Department has taken steps to address opportunities in each of these areas. Attrition and
mandated reassignments result in patrol vacancies and have a negative impact on response time.
Currently, patrol officers are totally occupied responding to calls for service.”

The Department must balance its need to adequately staff Patrol while meeting other necessary
and mandated functions, such as conducting investigations, training, targeted enforcement, youth
and family services, and long-term problem solving activities. Staffing challenges have
prevented the Department from performing most of these efforts at a “fully effective” level. As
staffing levels increase, so too should the Department’s ability to timely respond to priority calls.
The benchmark for this objective is the end of June, 2009. However, (as previously stated)
without a plan and funding to constantly maintain 803 sworn personnel, this goal will be short
lived.

With the reorganization and the shift from a 4-day, 10-hour work schedule to a 3-day, 12-hour
schedule came an improved deployment model. The new shift schedule provides some
efficiencies and economies that should lend themselves to improved response time to priority
calls. For example, officers now work 84 hours in a two-week period, a 5% increase in the
amount of patrol time. The longer schedule also reduces the administrative time associated with
preparing for an assignment and the end of a shift.

The new schedule deploys officers in line with calls for service, and initial results indicate that
response time has increased under the new shift. Area commanders have offered the explanation
that they are using patro] resources to combat crime more proactively. The benefits of the new
shift schedule will only be fully appreciated as staffing of the patrol function improves and the
large influx of new officers gains the experience necessary to handle the work in an efficient
manner.

Call management is another area where efficiencies can be gained to improve response time to
high priority calls for service. The Department has taken steps to limit “cross-beat

® Staffing Study Results for the Bureau of Ficld Operations, Oakland Police Department, Etico Solutions Inc.,
Spring 2007
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