(Attachment 1)
Program Narrative

There is no doubt that a weak economy encourages a higher crime rate.   Leesburg’s Part 1 crime rose by 15% percent in 2008.   This large increase coupled with a city-wide reduction in revenue has left the police department in a terrible state, practically unable to fund a very important part of its overall crime control strategy.  
The loss of revenues began in 2007.  The City responded to the loss by reducing its budget by 10.03 %.  In 2008, the City experienced additional revenue losses.  In an attempt to balance the budget,  city management cut  39 jobs and initiated major employee benefits and budget reductions totaling $1, 392, 303 (an additional 5.3%).  This signaled a certain decline of Leesburg’s economic conditions.
Currently, the city manager has projected a $2,000,000 budgetary shortfall for the fiscal year 2009/2010.   This budgetary shortfall was partly caused by a legislative act (Amendment 1).  The amendment is a statewide property tax reduction plan that increased homestead exemptions from $25,000 to $50,000.  Although the plan provided some tax relief to home owners, it also decreased the tax revenues that local governments depend on to help fund future projects.    This domino effect has resulted in cuts to the police department’s overtime budget.  The budget cuts  adversely affects the police department’s ability to provide adequate staffing as well as its capacity to implement strategic crime control measures.  Furthermore, the rising rate of unemployment and the reduced value of the dollar have exacerbated this unrelenting sequence of events.   

Funding for this program is extraordinarily important because it will focus on crime prevention as well as the development and implementation of dynamic approaches to crime control.  This does not mean the department will eliminate old traditional reactive strategies that have shown good track records of effectiveness at reducing crime, but both approaches will be used concurrently to solve community problems.  The department will maintain a reactive approach to crime prevention as more emphasis is placed on proactive enforcement.  
Support Services (Community Services Section) would be more involved as an integral part of crime prevention to solidify its role as an important piece of the crime reduction strategy.  Through building community contacts and development of trusting partnerships, its roles as an early warning tool would provide invaluable information about crime that might otherwise go unreported.  To help make this happen, the department would utilize code enforcement, the citizen’s academy, and the citizens patrol unit, which is a relatively new concept that was recently adopted in Leesburg.   Although our comprehensive approach to crime control involve volunteers, their contributions to the strategy would have little effect on crime without additional enforcement activities that would be brought into play and paid for with the overtime budget.
A strategy that fails to incorporate a proactive policing model will constantly lag behind crime.   As criminals become more technologically advanced and more sophisticated, they create new challenges for law enforcement.  Therefore, effective policing professionals cannot simply respond to crime but must anticipates and develop different approaches to head it off.  Heavy involvement of undercover operatives, informants, and anonymous tipsters, data collection and analysis, partnership with other law enforcement agencies, and partnerships with the public have a very important role in the plan.  All are avenues the department will rely on to get the job done.

As earlier stated, the department saw a dramatic rise in Part 1 crime in 2008.   Although some of the crime was concentrated in a specific geographic area, a significant amount was also dispersed throughout the city.   The department will increase law enforcement efforts directed at identifying, apprehending, and prosecuting the most serious and visible criminals in the neighborhoods to the fullest extent of the law.    Criminals who commit crimes in Leesburg should expect to get arrested and prosecuted.  A vast amount of the operation will be conducted in “hot” areas known for drug activity and increased levels of violence.  The grant will pay for overtime expenses for special details aimed at reducing these crimes.   The funding also will be used to pay for overtime associated with routine staffing shortages which occur because of vacations and sick leaves.  All activities can be started and completed expeditiously, and in a manner that maximizes job creation and economic benefit.
Based on the status of pending grant applications, the JAG funds will be carefully coordinated with other Department of Justice funds.  The funding will allow the department to continue its crime apprehension plan that was initiated earlier this year.  Termed the “Anti-crime Strategy”, the program was implemented as the result of $4280.00 in Edward Byrne funding.   The funding allowed the department to focus its attention on a high crime area in one of the northern sectors where crime was running rampant.  Additional Department of Justice funding may include funding for dispatcher job retention.  If awarded, this grant will allow the department to continue to provide its own communications resources for the public and police officers.   This program proposal was submitted recently under another Edward Byrne Memorial Solicitation.  It will provide funding for 16 dispatchers and one communications manager. 
 
Statistics show that a reduced crime rate will have a positive effect on the economy.  As a result, people spend more and the unemployment rate improves. Hence, crime reduction is the department’s main goal.  The strategy will accomplish the following objectives that are measurable outcomes consistent with the recovery act, job creation, and preservation.
1. Increase the number of anti-crime details by October 1, 2009.
2. 10% reduction of crime city-wide by October 1, 2010.

3. Enhance community services involvement in crime prevention by October 1, 2009.
4. Reduce the need to make employee cuts by October 1, 2010.
5. To increase staff levels during peak hours by October 2009.
6. To provide ample patrol coverage during personnel shortages by October 2009.
In order to determine if these objectives are being achieved, the department will use the following measures.  The program period will begin October 1, 2009 and end September 30, 2010.  Program evaluation reports will be complied monthly.
1. Number of anti-crime details completed.
2. Number of arrests in target area.
3. Type of arrests in target area.
4. Number of adult arrest in target area.
5. Number of juvenile arrests in target area.
6. Number of repeat offenders in target area.
7. Number of traffic citations written in target area.
8. Percentage crime reduction in targeted area.
9. Percentage citywide crime reduction.
10. Number of City job retained.
11. Number of City job cuts.
12. Number of Crime Watch programs started by Community Services Section.
13. Number of community meetings attended by Community Services Section.
14. Number overtime hours funded during peak periods.
15. Number of citizen patrols conducted.
The management structure of the program will be composed of the support services division commander, the patrol division commander, and department and city accountants. All have prior and current federal grant management experience.  Some major multi-million dollars grant projects include the Leesburg International Airport and Whispering Pines Construction Projects, Cops More and Cops Fast Grants, Edward Byrne Grants, and a variety of block grants.   Grant drawdown and expenditures will be assigned a unique account number to distinguish from other federal funding.  Officers who work overtime will write this unique number on their overtime sheets and forward them to the police department accountant who will coordinate the finance department.  The finance department will track all expenditures and make financial reports available to the support services commander who will manage the grant. 








Project Timeline: 

Date:  2009/2010
10/1/09	Identify number of city employees

10/2/09        	Discuss financial responsibilities and expectations with staff

10/09-10/10  	Collect and assess crime data
	Identify crime problems and locations
	Develop strategy 
	Implement strategy
	Evaluate strategic outcome, outputs, and shortcomings
	Revise plan as needed

	** This is a cyclical process that will continue through the term of the grant that will be based on the evaluation 

10/30/09	Submit quarterly report 
	Determine Fund expenditures

03/30/10	Submit quarterly report
	Determine fund expenditures

06/30/10	Submit quarterly report
	Determine fund expenditures

09/29/10 	Determine number of employee retained citywide due to plan	 

09/30/10	Submit quarterly report
	Determine fund expenditures

10/01/2009	Goals and objectives completed 	
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