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DATE: October 14, 2016 

TO: Ron Arp, President, Identity Clark County 

FROM:  Eric Holmes, City Manager 

RE:  Follow-up Information on Police Services Staffing Plan 

CC:  Chief James McElvain 
CRT Members- Linda Glover, Kris Greene, Bruno Amicci, John McDonagh 

This is in response to your memo of September 28, 2016 requesting information regarding work 
by the City of Vancouver, with assistance from a Community Resource Team (CRT), to identify 
funding for the Vancouver Police Department’s (VPD) proposed staffing plan.  

Much of the data you have requested has already been shared with the Community Resource 
Team (CRT) and is located on their page on the City’s website at 
http://www.cityofvancouver.us/police/page/community-resource-team 

Basic Data:  
a) VPD population served

Effective April 1, 2016, the Washington State Office of Financial Management reported that 
the City of Vancouver serves a residential population of 173,500. (www.ofm.wa.gov)   The 
City’s population has increased by about 12,000 since 2010.  Current and forecasted growth 
could result in the City’s population approaching 190,000 residents by 2020. 

b) VPD staffing level
VPD staffing as of April 1, 2016 consisted of 196 sworn and 25 civilian staff.  VPD is
currently authorized 198 sworn, and 28 civilian staff.  These are authorized positions
(included in the City’s budget as authorized by City Council) and include officers in
administrative or leadership capacity, such as the Chief of Police and assistant chiefs.  At any
given time, there are some vacancies due to attrition, retirements and recruitment, or “non- 
active” positions that are filled with employees who are not on active duty due to military
leave, family leave, or other similar types of protected leave.

c) VPD budget
The 2015 VPD budget was $38.4m.
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d) Overtime costs 
In 2015 VPD budgeted $1.87 for overtime and spent $2.4m. These are General Fund dollars.  
 

e) Total calls and issues, and major categories. 
In 2015, VPD patrol officers responded to 64,588 dispatched 911 calls and 47,417 officer-
initiated responses. Officers write an average of 30,000 police reports each year just for the 
patrol function of the department. 
 
Another 59,614 calls to 911 for Vancouver Police assistance were cancelled or referred for 
non-emergency assistance. This is one outcome of our ongoing differential response plan to 
triage and divert calls out of the emergency 911 system to use resources as effectively as 
possible.  
 
In 2015, Police Service Technicians provided 27,255 contacts during non-emergency 
assistance during weekday business hours, including 21,509 precinct phone and walk-in 
assists, 2,986 police reports, and 2,760 patrol support field responses.  
 

f) Crime incidents, priority/nonpriority. 
2015 crime data for violent and property crimes was shared with the CRT in April 2016 and 
is available at http://www.cityofvancouver.us/police/page/community-resource-team 
 

g) Other key data you feel would be useful.   
http://www.cityofvancouver.us/police/page/community-resource-team 

 
General Questions: 
h) Key performance measures tracked by VPD over time. 

Key performance measures in the Chief’s January 2016 Update to City Council were 
provided to the CRT and are available on the website for reference.  
http://www.cityofvancouver.us/sites/default/files/fileattachments/police_vpd/page/20850
/chief-mcelvain-ppt-jan-25_2016-web.pdf  
 

i) Current VPD staff by function, compared to proposed staff by function. 
An organizational chart and the 2020 staffing plan have been provided to CRT. 
http://www.cityofvancouver.us/police/page/community-resource-team 
 

j) Assessment of the VPD proposal relative to the law enforcement candidate pipeline. 
Strategic changes to the recruitment and hiring unit have put VPD on track to hire the number 
of proposed new officer positions per year.  
 

k) Implications of a larger staff on future bargaining/arbitration on city budgets, funding 
sources. 
Collective bargaining statutes in Washington are prescriptive in their approach to the 
negotiation process for public safety groups and include binding arbitration.  In addition, 
Vancouver is already among the largest cities/departments in the Pacific Northwest (5th 
largest city in Oregon and Washington).  As such, the increase in staffing reflected in the 
resourcing plan is not anticipated to have an impact on the collective bargaining dynamic.  
 
 



 

3 | P a g e  
 

l) Reprioritization of VPD services; pursuing higher priorities and reducing/eliminating lower 
priorities. 
Reprioritization of police services has continued to take place as resources have been 
stretched. Officers respond to in-progress life threatening emergencies first, and other calls as 
time allows, with virtually no time for proactive policing and problem solving. In fact, nearly 
half of 911 calls for Vancouver Police are cancelled or referred and callers advised that 
Vancouver Police doesn’t respond to those calls any longer. Vancouver has prioritized crimes 
against people over property, and has had to prioritize the investigation property crimes for 
several years. As citizens are beginning to express high levels of importance and low levels of 
satisfaction in these areas, it is clear this level of service is no longer acceptable. 
http://www.cityofvancouver.us/police/page/community-resource-team 
 

m) Best practices; high-impact, lower-cost options applied elsewhere that may merit 
consideration. 
We are using civilian staff where possible to ensure the best use of resources, for example 
Police Services Technicians and Crime Analysts, and frequently use technology when it can 
save staff time (see Section U for more detailed information on use of technology). 
 

n) Purpose and outcomes resulting from the substantial increase in VPD funding from 2010-
2015. 
Between 2009-2010, VPD staffing was cut by 15%, including 24 sworn officer positions, 14 
civilian staff, and there were another 14 demotions, including the elimination of the Lieutenant 
rank.  
 
Grants were used to preserve another 21 full-time police officer jobs, and another $500k 
was returned to the general fund with one-time cost savings by delaying purchases of 
equipment and vehicles, training, and other reductions. Any actual increase in staffing and 
services was merely a reinstatement of some of the cuts.  
 
The apparent increase in funding to VPD’s budget during this time, is primarily due to budget 
category realignments and increasing charges for both City direct services (like H.R. and IT) 
and indirect cost allocations for existing staff and equipment. These costs are outside VPD 
control as they are part of the City’s financing model. 

 
o) Expected overall outcomes from VPD proposal; differences expected in five years. 

CRT was provided a 2020 Staffing Plan with proposed outcomes for each position. 
http://www.cityofvancouver.us/police/page/community-resource-team 
 

p) Expectations beyond the five-year VPD proposal; staffing, funding. 
Vancouver will continue to grow.  The City’s current adopted comprehensive plan forecasts a 
population of 202,300 residents within the current city limits by 2030.  The Vancouver Urban 
Growth Area, which is intended to ultimately be annexed to the City over time, is forecast to 
accommodate an additional 227,700 residents.  The multi-year plan under consideration at 
this time contributes to a stronger foundation for the department from which VPD will serve a 
growing city.  Over the long term, additional resources will be needed to meet the service 
demands of a growing population.  
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q) Opportunities for grants or related special funding. 
VPD is consistently seeking grant funds for both staffing and technology.  In October, we were 
awarded a $1.25 million COPS grant to partially defray the cost of 10 new officer positions. 
Special funding is available through Marijuana tax revenues, which has also supported police 
staffing in 2016.  

 
r) Percent of annual property tax increases budgeted for VPD.   

Property tax revenue is one of several revenue sources collected to support General Fund 
programs like the Police Department.  Along with property tax revenue, the other major 
revenue sources that are deposited into the General Fund to support programs like Police 
services include sales tax revenue, utility tax revenue (from both external utilities like 
telephone, electricity, and natural gas, and city-owned utilities like water, sewer, and 
drainage), and charges for services from recreation fees and from land use and other 
planning permits.  These revenues are not allocated to specific programs but are used to 
support all General Fund departments.  Of the total General Fund expenditures in 2015, 
about $38.4 million or 27% was spent on the Police Department, with an additional $10.4 
million or 7% spent on Police support functions, such as jail, corrections, district court, etc. 
 

s) Opportunities for general fund reprioritization. 
The City reprioritizes the use of general funds with every biennial budget.  While VPD 
experienced a 15% reduction in staffing as a result of the economic downturn, the City 
overall experienced a 26% percent reduction in staff with some departments experiencing as 
high as a 35% reduction.  There is no capacity in the general fund to absorb the over $10 
million per year of additional funds needed to support the VPD staffing plan.  
 

t) The potential for increasing volunteer and neighborhood programs. 
As was addressed in the VPD 101 Presentation to CRT, VPD has 145 volunteers who donated 
10,317 hours in 2015. They are being deployed in a saturation patrol model with crime maps 
to proactively address high-crime areas such as car prowls near the mall for “Operation 
Christmas Presence” and used to prepare monthly Alarm renewal mailings, etc. However, 
there is a limit to the work that volunteers are willing and able to do.  

 
u) Opportunities for technology to boost productivity from fewer staff. 

As noted above, VPD is constantly looking for grant funding for technology and equipment.  
Some of the advances we’ve made in recent years include: 
 
 Redesigned Vanstat, the crime statistics tracking program, for efficient and strategic 

deployment of patrol resources to when and where crime trends occur. 
 

 Upgraded Telestaff, the VPD staff scheduling and timekeeping system, now allows staff to 
make entries from any computer or mobile device with the web based application. This 
allows us to fill overtime spots more quickly, improving operational efficiency and 
community safety. This also expedites supervisor approvals, so payroll can be processed 
with fewer time-consuming manual adjustments.  

 
 Upgraded from cell phones to smart phones has given officers immediate access to things 

normally only available at the precinct or on their in-car computer, including the VPD 
evidence system, video and audio recording equipment, cameras for taking evidentiary 
photographs and internet access for Washington State information.  
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 Upgraded the Evidence system to a web based program allows officers to take and 

submit photos and video directly into Evidence. Evidence can be collected and logged in 
the field directly at the scene now. 
 

 Membership in the Portland-metropolitan RegJIN system allows for officers to query 
records and crime reports throughout the Portland Metro area instead of just 4 agencies in 
Clark County. 

 
 Improvements in the Backgrounds process and hiring: 

• Using electronic background system for personal history statement in hiring process 
allows for quick access to applicants records and speeds up the hiring process. 

• Conducted hiring seminars and created an online video of the process. 
 

 Command Staff computers:  
• Instead of purchasing separate desktop and laptop computers migrated to laptops 

with desk-based docking stations for more flexibility. Allows staff to work in any 
location, which is important for command staff that are subject to callout and may 
be needed in the field.  

• Grant funding was used to purchase iPads which provide internet connectivity for 
off-site and field use. iPads no longer needed by Command Staff are recycled to 
other units, like the Training Unit, for digital rosters and scheduling. 
 

 Transition from Dodge patrol cars with less than 100,000 life expectancy and limited 
space to a Police Utility vehicle designed for carrying police equipment and gear while 
providing ergonomic relief for police officers. The extended life of the Police utility vehicle 
is 150,000 and that reduces the setup costs and staff time for City Shops. 

 
 Implemented Lexipol, which is a web-based policy manual, allowing access in the field 

from the smart phones. 
 

 Recent technological advancements have rendered traditional crime scene documentation 
obsolete.  3D scanning of scenes produces significantly higher-quality documentation of 
scenes, in a shorter period of time, while requiring fewer investigator hours.   In addition to 
enhancing the criminal investigation itself, 3D scans produce scene images more useful at 
trials and other court proceedings.  

 
 Deploy cameras for surveillance and live-stream the footage to off-site locations, including 

mobile devices or desktop computers.  This has significantly improved officer safety and 
reduced the amount of time personnel and vehicles are needed for conducting 
surveillance, increasing availability for other investigative tasks. Video and photo 
evidence is extremely useful for identifying suspects and supporting prosecution. 

 
 The conversion process for transferring an interview from the camera server to a format 

that our evidence storage system will accept is extremely time-consuming.  Utilizing Go-
Pro cameras for interviews eliminates this problem and the files easily transfer for upload 
to the VPD evidence system. 
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 Nearly every crime leaves evidence in computers or mobile devices. VPD’s Digital 
Evidence Unit has a total of only two civilian investigators, whose time is focused on the 
highest priority cases and most serious violent crimes. Training of officers/detectives in the 
use of the Cellebrite system has improved the amount of time it takes to complete and 
investigation by processing cellular phones and mobile devices for most cases at the 
precinct-level. 

 
 Purchasing Penlink software will have a major impact on the amount of time detectives 

spend reviewing massive amounts of data and records.  The software has the capability 
of reducing tens of thousands of pages of records into something much more 
manageable.   

 
 Logistics improvements: 

• Improved tracking of police supplies is helping to save money on reorders. For 
example, SWAT has been tracking the ammo they shoot so we have more 
accurate information for stock on hand and can be more reorder needs.  

• Implemented an electronic requisitions process which eliminated paper requisitions. 
The process flows from the requester to each required approver in the process 
electronically. Throughout the process the requester can track the status of their 
requisition online. The requester is notified electronically once their order is ready 
for pick up.  

• Implemented an online VPD uniform ordering portal which eliminated the process 
of e-mailing orders. This not only allows for quicker processing but prevents order 
errors. 

• Implemented Passport Inventory software to electronically track VPD’s entire stock 
and asset inventory. A hand-held scanner can quickly process in/out transactions 
and take inventory annually as needed.  
 

 Upgraded the Alarms software to allow customers the ability to register their security 
alarm online, view their account history online as well as pay renewal fees and fines 
online.  This allows customers the ability to enjoy self-service 24/7, reduces paper and 
mailing costs, and allows for improved customer service through technology improvements 
instead of adding staff. 

 
Being Reviewed  
 Crime analysis and intel assessment  
 Traffic safety study 
 Property crimes assessment 
 Facilities consolidation analysis 
 

v) Spatial heat map of calls and what that may suggest about optimizing staffing. 
Our Crime Analysts use these and other methods for optimizing staffing deployment.  We 
have also moved away from a “beat” deployment model to a district-model that dispatches 
the closest unit to a call, regardless of geographic boundaries.   
 

w) Current utilization of the original $50 per-person business license surcharge. 
The business license surcharge of $50 per full time equivalent (FTE) was effective on January 
1, 2007.  The revenue is used to repay 20-year bonds that were issued to construct a specific 
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list of transportation projects.  Nearly all of these projects have been constructed or are in the 
design process. 
 

x) Prioritization of expansion proposal; which areas does VPD view as most important. 
The 2020 Staffing Plan prepared for CRT shows these positions in order of priority.  
http://www.cityofvancouver.us/police/page/community-resource-team 

 
y) Expected revenues to city and police force resulting from annexation currently under 

consideration.  
The estimated amount of revenue for the Police Department derived from annexation is 
forecast to be approximately $1.5 million annually. 

 
z) Present value of city revenue and police revenue as a result of east county annexation. 

The City has not tracked revenue from this annexation area separately over the past several 
decades.  Consequently, we’re not able to provide this information 
 

aa) Assessment of or adjustments for unintended consequences, such as pushing development or 
relocation outside of city limits. 
The City always seeks to balance the need to resource core services with the need to have a 
competitive business climate.  The principles that are foundational to the current consideration 
reflect that objective by assuring balance, equity, stability, sustainability and rational nexus 
as aspects of the funding sources. 

 
bb) Other perspective you feel would be helpful. 


