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Project VISION
Building Great Neighborhoods through Collaboration

Commander Scott A. Tucker, Rutland City Police Department

Greetings from the practitioner side of the ASC house! This writing describes a 
continuing effort to deal with the plague of opiate addiction affecting the City of Rutland, 
as part of a larger effort to revitalize the community. Rutland covers 7.67 square miles, 
and is the third largest city in Vermont, with a population of 16,495. The City of Rutland 
is the commercial center of a county that has a population of 61,642. The city is nestled 
in the heart of the Green Mountains, close to the Killington Ski Resort. It is located 20 
miles east of New York and 61 miles north of Massachusetts, and is on the receiving 
end of a major NYC drug pipeline, mainly for heroin.

Col. James Baker (ret. Director, Vermont State Police) was appointed Police 
Chief in January, 2012. The Police Department was experiencing trust issues with the 
community, politicians, union and media. As he and Mayor Chris Louras held 
community forums, it became evident that the police culture had to change and the 
community culture needed to be uplifted. The community expectation was that the 
police department would “fix the problem,” by “policing the community hard,” which 
means ticketing, arresting and interacting with a zero tolerance attitude. This had a 
negative effect on law enforcement legitimacy in the community, which the police 
perceived as disrespect in citizen contacts. The situation cycled from employee 
demoralization, to community distrust, to increased demoralization.

In the community forums, a value emerged around “A renewed focus on the 
positive - We believe in Rutland.” (See the logo, below.) An often used phrase, “rut-
vegas,” is now banned inside the police department. Within his first year, Chief Baker 
began meeting with various decision makers (about 20-25), floating the idea of a 
community intervention team, with a focus on reducing opiate addiction, improving 
mental health responses, offender compliance and quality of life in our neighborhoods. 
It was widely acknowledged that there were sufficient services available to deal with the 
underlying social issues driving neighborhood chaos, but that we lacked meaningful 
coordination tied to the police department for the purposes of creating measurable 
outcomes. 

As an answer to these community challenges, a grant proposal entitled “Project 
VISION” was submitted to BCJI (Byrne Criminal Justice Innovation; BJA). While the 
grant was not accepted, we moved forward to implement our blueprint. Mayor Chris 



Louras and Chief Baker named a retired utility executive, Joe Kraus as Chair, who 
enlisted a strategic planning consultant to help develop our vision and values. The 
established vision is “Rutland, one of the healthiest, safest and happiest communities in 
America.” Our efforts focus on relationship building, information sharing and leveraging 
available resources. 

Currently, there are over 275 volunteers representing virtually every agency or 
organization dedicated to the welfare of the region, including schools, hospitals, faith 
based groups and neighborhood volunteers. These partners may choose to participate 
in activities related to outcomes, identified by each committee and their respective 
chairs: Crime/Safety; Substance Abuse; and Community/Neighborhoods/Housing – 
each of which has a chairperson. In addition, the Vision Center was established at 
Police Headquarters, housing eight embedded partners (DV advocate, mental health 
crisis clinicians, assistant attorney general, social workers, Probation & Parole, State’s 
Attorney’s Rapid Intervention Program, who all work for other agencies, and college 
interns), working various schedules to enhance collaboration and problem-solving. Also, 
a Community Response Team1 in the Vision Center works on compliance issues and 
messaging for DMI offenders placed on pre-trial court conditions of release and high 
risk offenders under the supervision of Probation & Parole. Finally, Chief Baker did 
some restructuring at the command level of the Police Department, and appointed 
Commander Scott Tucker as the first Executive Director of Project VISION, “the 
conductor of the orchestra,” leading day-to-day operations.

Concurrently, Chief Baker introduced the concept of intelligence-led policing to 
the Rutland PD. Crime mapping and “data driven decision-making” helped change the 
police culture and helped to educate the public about how and why our resources are 
being deployed to specific places. Police supervisors and numerous community 
partners (fifteen or more) attend bi-weekly RUTSTAT meetings, modeled after New 
York City’s CompStat, where they interact and share information, while conforming to 
their agency policy regulating the release of information. This brought about a new 
managerial focus on the tactical allocation of disparate resources at particular locations 
with repeat calls for service. 

A key Project VISION committee, Community/Neighborhoods/Housing (C/N/H), 
is chaired by Brennan Duffy, the executive director of the Rutland Redevelopment 
Authority (RRA), who worked with a consulting firm over several years to evaluate 
foreclosed and blighted property. Both the consultants and the Police Department 
identified a 12-block area for increased resources. In July 2014, the City was awarded a 
$1.25 million Vermont Community Development Program grant to encourage 
homeownership and remove or rehabilitate vacant and blighted structures. It is critical to 
restore both pride and confidence within an affected neighborhood in order for crime 
control and substance abuse efforts to be effective. An additional $5 million in state aid 
is being invested in this area for a major storm water improvement project, and the City 
will complement the required infrastructure work with an added streetscape 
improvement project of $235,000. The C/N/H committee set an outcome to increase 
owner occupied home ownership in this area from 32% to 50% over the next 5-years.

(The Community Response Team is led by a Sergeant, with our Crime Analyst, SRO 
and Animal Control Officer; future positions may include a DV investigator and a police officer.



During the BCJI grant process, the Project VISION Crime/Safety Committee, 
chaired by Cmdr. Tucker and working with Korrine Rodrigue of the University of Miami 
and Cynthia Lum of George Mason University, identified two evidence-based models for 
possible adoption at the Police Department - Drug Marketplace Intervention (DMI) and 
Hot Spot Policing. The Rutland version of DMI is unique because of its rural 
environment and low or no homicides; also, the overt nature of the drug market may 
resemble more of a social network. However, Rutland is known as a place to buy 
heroin, and neighbors know when drugs arrive for sale in nearby apartment houses, 
based on an increased frequency of short term visits at particular places. With BJA-
supported training funds, Michigan State University agreed to conduct DMI training in 
March, 2014. Instructors were Natalie Hipple, Edmund McGarrell and Heather Perez of 
Michigan State University, and Chief Marty Sumner, High Point, NC, Police Department; 
100 traditional and nontraditional partners attended.

In addition, David Kennedy of John Jay College met with a contingent from 
Rutland, including Chief Baker, Mayor Louras, Vermont-US Attorney Tris Coffin, Korrine 
Rodrigue, Project VISION Executive Director Cmdr. Scott Tucker, and others. 
Reciprocal visits followed, until October, 2014, in which Prof. Kennedy gave a lecture, 
and then met to exchange ideas with police and community partners. 

The Project VISION Committee on Substance Abuse: Prevention and Treatment 
is chaired by Traci Moore. She is the Executive Director of Rutland United Way. This 
committee worked on the “Call-In” portion of our DMI initiative, instituted in September, 
2014. This new approach to pulling levers was applied in making offers to a small 
number of offenders, who, after successful completion of Drug Treatment Court, would 
receive misdemeanor drug possession convictions in lieu of possible felony convictions 
for drug sales. This committee was successful in adopting a “Universal Consent Form” 
for clients in Rutland County, so that service providers can exchange patient 
information, thereby improving outcomes for treatment. This past year, Mayor Louras, 
Chief Baker, other city officials and Project VISION supported the opening of West 
Ridge Clinic, a methadone and Suboxone “hub-and-spoke” treatment model, now 
serving over 400 patients with opiate addiction and partnering with area doctors as 
Suboxone providers.

The question on your mind is how are we doing with respect to outcomes? Even 
though Project VISION is still in the creation stage, we have seen some early outcomes. 
So, here goes:

• Reduce burglaries by 50%. We anticipate close to a 30% reduction with more 
work to be done. College interns researched and identified the concept of locking 
doors and windows as a way to achieve our outcome. However, more marketing 
is needed.

• Eliminate overt drug market places. A DMI approach has been implemented 
in partnership with federal and state law enforcement, other agencies and 
community members. We are receiving positive feedback from neighbors on 
particular streets where there was considerable illicit drug traffic. Our DMI and 
compliance program, in partnership with Probation & Parole, have been up and 
running for over 90 days.



• Reduce recidivism by 50%. A selection and training process is underway for 
community volunteers to serve on the Rutland Re-Entry Board for high risk 
offenders.

• The top 25 calls for service are expected to be reduced by about 10%. We are on 
track for this outcome.

• Increase communication between service providers. This is happening as an 
outreach activity, called the Coffee Klatsch.

• Develop a DMI “Call-In” protocol. This has been completed and implemented in 
partnership with Drug Treatment Court, mental health and a domestic violence 
advocate.

• Reduce prescription drug diversion. A secure drop-off box was established and is 
located at the Sheriff’s Office. A second box is planned at the Rutland City Police 
Dept.

• Implement a Universal Consent Form. This form has been developed, passed 
legal review and is due to be implemented with service providers by January, 
2015.

• Significantly increase levels of community involvement and return NW 
Neighborhood to a neighborhood of choice:
- Increase the proportion of owner occupied homes from 32% to 50%. We are 

on track to meet this outcome.
- Reduce the number of vacant homes from 21 to 15 homes in a 2-year period. 

This outcome is also in progress.
- Keep existing housing from falling into vacancy and blight. This is in progress.
- A NW Neighborhood group has emerged.
- A SW Neighborhood group has emerged.
- A Dream Center group has emerged.

• Numerous activities (i.e.: block parties, skating party, Table24 Golfing fund raiser, 
Vermonters for Vermonters fund raiser, MOM 5-K road race fund raiser, etc.) 
have occurred in the city throughout the year, either in support of Project VISION 
or PV supports. 

Our approach has been based on transparency and education. Public safety, in 
our view, is a shared experience for lasting success and sustainability – it takes many 
hands or a village. It is about the quality of life on your street or in your neighborhood, 
and it is everyone’s business. Police leadership is at the table to help support and 
inspire community efforts as we work on important outcomes for our community. We 
endeavor to tell our story! 
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For more information about Project VISION, please contact James W. Baker, IACP 
Director of Law Enforcement Operations and Support, at jwconsult@comcast.net; Commander 
Scott A. Tucker, Rutland City Police Department, at scott.tucker@state.vt.us; Rutland Mayor 
Chris Louras, at mayorlouras@gmail.com; Joe Kraus, Project VISION chair, at 
joekraus@mac.com; Traci Moore, chair of the Committee on Substance Abuse: Prevention and 
Treatment, at traci@uwrutlandcounty.org; Brennan Duffy, chair of the Committee on Community/
duffyrra@rutlandvtbusiness.com; or Korrine Rodrigue, Senior Researcher, University of Miami, 
(Krodrigue@med.miami.edu).


