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Executive Summary 

 

This review was initiated at the request of the City of Vancouver and was 
designed to provide an independent assessment of the resource requests made 
by the Vancouver Police Department. Its is to assist the Vancouver Police Board 
and the Vancouver City Council in their assessment of the VPD’s request as set 
forth in the December 2004 Staffing Report. The review was not designed to be 
an in-depth organizational study of the VPD or an audit of the VPD.     

The Staffing Report asserts that the Department’s needs for resources 
are far reaching and span almost every operational and investigative section of 
the organization.  It concludes that the Department has an immediate need of 
469 sworn police officers and 170 civilian positions and proposes that these 
positions be added to the Department’s approved strength over a period of five 
years.  This is the largest single request ever put forth by the Department.  

The Review 

The project involved conducting a preliminary review of the Department’s 
strategic plan (2004-2008) and developed a framework for the review based on 
the major strategic objectives and goals and applicable benchmarks typically in 
use in major North American cities. The framework is based on an identification 
of the various services currently delivered by the Department, and for each one 
of them, a review of the current resources (sworn officer and civilian) committed 
to these services, an examination of available performance indicators and 
industry benchmarks relating to that service or function, an analysis of the 
service in light of existing best practices and practices in other police forces; an 
analysis of whether the service meets existing demand; and an analysis of the 
factors that may influence future demand for services.  

The review attempted to ascertain the basis upon which specific requests 
for staffing were based and to determine to what extent the requested positions 
were required to meet existing demands as identified by the Department and the 
extent to which such resources would meet demands on the Department going 
forward until the year 2008. 
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Due to time constraints, the scope of the review was limited to a review of 
a limited number of internal documents and a small number of interviews with 
VPD and City of Vancouver personnel, with the President of the Police Union, 
and with a representative of Police Services at the provincial level.  Various 
materials, strategic planning reports, and statistical reports were obtained from 
other major municipal police departments (e.g. Edmonton, Calgary, Ottawa, 
Toronto, Seattle, Abbotsford, Dallas) to confirm the VPD’s assumptions about 
best practices in evaluating police resource requirements and benchmarks 
generally in use to assess the quality of police services provided to a community.  
Part of the purpose of that exercise was to ascertain the current best practices 
among police departments for assessing and projecting their staffing 
requirements.  It is understood that comparisons between police services 
provide, at best, only general indicators of areas of focus and concern. A review 
of the literature was conducted on the factors that are affecting the demand for 
police services and the most recent provincial and national statistics on 
population, crime, police resources, case burden, and police costs were analyzed 
and compared to the materials put forward in the Staffing Report.  

To examine the issues related to responding to calls for service, an 
analysis was conducted of dispatch data for the years 2000-2004. It is important 
to note, however, that an analysis of dispatch data provides only a partial window 
into the activities of the police and their workload. On a daily basis, police officers 
are involved in a variety of activities that are not “dispatched”, including crime 
prevention initiatives, and there are a number of benchmarks other than calls for 
service that could be utilized in any study of police workload and performance. 
Collection of these other types of data would require a more in depth analysis, 
centred particularly on Patrol and such a study is recommended. 

 The review also involved a consideration of the degree of congruence 
observed between the Staffing Report and the strategic directions adopted by the 
VPD in its Strategic Plan for 2004-2008.  This included an attempt to determine 
the extent to which the VPD had incorporated best practices in preparing its 
Strategic Plan and the extent to which the methods used to determine specific 
staffing requirements reflect accepted best practices. We developed a framework 
for the review based on the major strategic objectives and goals and applicable 
benchmarks typically in use in police services in major North American cities. 
Throughout our review, an overriding theme was the safety and security of the 
residents of the City of Vancouver and how the VPD through its strategic 
planning process and the allocation and deployment of resources can provide 
effective policing services to the community. 

In conducting the review, difficulties were encountered in attempting to 
determine the linkages between the strategic planning process recently initiated 
by the VPD, the operational planning required to implement the strategic plan, 
and the process of assessing resource requirements. This was exacerbated by 
the short time lines for the review, which limited the ability of the project team to 
secure in depth information from the VPD that may have assisted in making the 
linkages more clear.  The absence of an operational plan reflecting the identified 
strategic priorities, setting out clear outcome expectations, and setting 
performance goals for the year 2005 and following years made it difficult at times 
to estimate specific resource requirements.   An operational plan would include 
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information on how any new resources would be deployed to achieve the 
strategic objectives of the Department and, as well, prioritize the staffing 
requests.  The plan would establish time lines, targets, and clear outcomes for 
the department as a whole and for each of its units.  As well, such a plan would 
provide a framework within which to guide and monitor how resources are 
allocated and deployed to optimize the Department’s performance and achieve 
its strategic goals. Senior management in the VPD are committed to addressing 
this issue and to creating an operational plan that will guide the implementation 
of the Department’s strategic objectives. 

One task of the review was to comment on whether the VPD followed 
police “best practices” in assessing police staffing requirements. The Staffing 
Report and the Strategic Plan were often not accompanied by documentation 
setting out the process and criteria that were used to determine the staffing 
requests. In the absence of sufficient supporting documentation, it was difficult to 
assess many of the specific requests for sworn and civilian members contained 
in the Staffing Report.  More specifically, there was an absence of information 
about the workload of many of the units and specialty squads, the backlog of 
cases, the operational and tactical priorities, and initiatives undertaken to 
increase effectiveness and efficiency.  Benchmarks and performance targets 
also were not available 

 Subsequently, some of this information was supplied to the project team. 
Senior managers and the Planning and Research Section made every effort to 
provide documentation on specific units and squads and this was of great 
assistance to the project team. However, the relatively short time lines and the 
fact that the study was not designed to be an organizational analysis, did hinder 
the collation and analysis of materials. 

The areas where sufficient documentation precluded an assessment of 
requests for additional staff are noted in the accompanying table.  In these 
instances, the project team has recommended that either a portion of the 
requested sworn and civilian positions be approved (in those units deemed to be 
high priority) or that no positions be approved at the present time. The 
recommendation is that the Department provides additional documentation 
utilizing a template that is set out later in this summary. There is general 
agreement among the senior management that the Department must develop the 
capacities to gather, analyze, and disseminate these types of information on an 
ongoing basis and one of the objectives of the present review was to provide a 
framework for how this can be accomplished.  

It is important to point out that the request for additional resources 
detailed in the Staffing Report is based on an estimate of the Department’s 
immediate needs.  It does not address, nor attempt to forecast, the future staffing 
requirements of the Department.  Although the Department is requesting 
additional resources over a period of five years, it has not conducted the 
analyses required to anticipate how new priorities and demands for service in the 
coming years will be addressed.   
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Service Drivers and the VPD Response 

The Staffing Report identifies a number of external “service drivers” that 
are increasing the demands that are being made on the Department with a 
resulting increase in workloads.  These include an increase in the city’s 
population, changes in legislation and case law, and in public policy, among 
others. It is to respond effectively to this increased workload that additional 
staffing resources are being sought.   

A review of the crime trends in the City of Vancouver revealed that, 
although the rates of crime have decreased slightly in recent years, Vancouver 
police officers are still dealing with the highest rates of crime of any urban centre 
in the country.  This has significant implications for the nature and types of 
demands that are placed on the Department.  These high rates of crime, coupled 
with resource issues within the Department, have contributed to VPD officers 
having one of the highest “case burdens” in the country.  This is a contributing 
factor to the low clearance rates in the city and suggests the need for additional 
resources, particularly in the area of patrol. 

Despite these difficulties, citizen satisfaction with the VPD, as measured 
by independent surveys, remains high (in the 80%+ range). The dissatisfaction 
that does exist is due primarily to slow response times and to a perceived 
inability of the police to assist citizens with their problems, a factor that is related, 
in part, to the availability of police officers.  The concern with slow response 
times reflects the reality, confirmed by a statistical analysis, that the VPD’s 
response times are increasing for all call priorities. 

Coupled with the high ratings of the police is an increase in the number of 
residents (39%) who perceive that crime is increasing rather than decreasing 
(11%) in the city and in their neighbourhoods.  Most notably, in the past two 
years, there has been a sharp increase (from 26% in 202 to 41% in 2004) in the 
number of residents in District 1 who feel that crime has increased in their 
neighbourhood. 

The Core City 
 
 Vancouver is “unique” on a number of factors when compared to other 
major cities in Canada.  For example, in addition to being a port city, Vancouver 
City represents only 27% of the Vancouver Census Metropolitan Area (CMA), 
which is smaller than any other major city in Canada.  The significance of this 
figure is that, proportionately, the Vancouver Police must deliver police services 
to a much larger “functional” population than any other major city.  As an 
illustration, compare Vancouver’s population of 545,671 and its CMA population 
of 1,986,965 (27%) to Ottawa’s population of 774,072 and its CMA population of 
1,063,664 (73%).  This demonstrates why comparing police statistics must be 
approached with a great deal of caution, as cities may differ on important 
variables, such as the mix of urban/suburban populations and type of crimes.    
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Operations 
 

The VPD is requesting a total of 285 sworn officer positions and 3 civilian 
positions for the Operations Division. This would represent a 38% increase in the 
number of sworn officers and a 21% increase in the number of civilian positions.  
The majority of these positions would be allocated to Patrol.  There are currently 
511 sworn officers and 11 civilian positions assigned to Patrol and the VPD 
estimates that this current complement is 70% of what is required to adequately 
respond to the demand for services. 

A key indicator of the ability of a police service to meet the demands for 
services is response time – the elapsed time between the time that a call is 
received by a dispatcher and the arrival of a patrol unit on the scene.  This is a 
particularly important indicator for Priority 1 calls which are emergency or high 
priority calls for service that require immediate police attention and include such 
situations as a crime in progress, fatal injury collision, and the recent occurrence 
of a crime. 

An analysis of the CAD data for the time period 2000-2004 revealed that 
the Average Response Time for patrol units to Priority 1 calls had increased from 
9 minutes to 13 minutes.  This is a very disturbing finding and places the VPD far 
beyond the best practice response time of 6 minutes for Priority 1 calls.  Similar 
increases were found to have occurred for Priority 2 and Priority 3 calls as well.  
These slow response times place the community at risk and require immediate 
attention. 

The analysis also revealed increases in the Average Utilization Time (the 
elapsed duration between first unit arrival time and clear time) and in the Average 
Call Time (the total elapsed time from dispatch to clearing the scene) for Priority 
1 calls. It was not possible to determine from the analysis of the CAD data 
whether, once a call was cleared by the responding patrol unit(s), additional time 
and resources were subsequently required by Patrol or by specialty squads.  
Gathering these types of information would be very useful in determining current 
resource outlays and in identifying additional resource needs going forward. 

The Staffing Report requests additional patrol officers for all of the police 
districts in the city: District 1 (+64 officers); District 2 (+72 officers); District 3 (+31 
officers), and District 4 (+46 officers).  The absence of documentation on each of 
the districts, including how current resources are being deployed, the strategic 
targets, how the activities of patrol officers in each district are/will be assessed, 
and the current gaps in service delivery, hindered an assessment of the staffing 
requests. This information could be generated by a comprehensive study of 
patrol. 

The strongest case for additional patrol officers at present is in District 2, 
where an independent evaluation of the City Wide Enforcement Team (CET) 
initiative revealed that the initiative had been successful in reducing the levels of 
disorder in the DTES and in improving the overall quality of life of community 
residents. As well, this initiative received high levels of support from all key 
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stakeholder groups in the community.  The independent evaluation also identified 
the need for the VPD to ensure that there were sufficient staffing levels to 
consolidate the gains that had been made (at some considerable cost) in 
restoring order to the community. 

The independent evaluation also found that District 1 had absorbed much 
of the displacement of the drug trade and associated criminal activity and that 
this had resulted in a number of crime “hot spots” and an increased concern with 
disorder among community residents.  This displacement effect into District 1 
was in addition to a rise in a variety of issues in District 1 that preceded the CET 
initiative. 

There is little doubt that the VPD needs an immediate infusion of at least 
40 patrol officers to sustain the successes of the CET in District 2 and to address 
the increases in disorder in District 1.  It is important to establish the precedent of 
providing sufficient resources in those instances in which the VPD has taken the 
initiative to address social disorder and improve the quality of life of Vancouver 
residents and has been successful in its efforts.  

The Staffing Report requests additional sworn members for the Traffic 
Section, the Collision Investigation Unit, the Waterfront Team, Scene of Crime 
Officers, Citizen’s Crime Watch, Block Watch, Business Liaison, the School 
Liaison Unit, and EMT. Generally, an assessment of these requests requires 
documentation that is not available at the present time.  The recommendations 
for staffing in these areas, and the rationale for the recommendations, are 
provided in the accompanying table.  

Investigations 

The staffing requests for the Investigative Division are much more 
persuasive and often included documentation.  As well, the various specialty 
units within this division are responsible for responding to and investigating 
offences that pose a high risk to community safety.  Of particular concern are the 
resource needs of the Homicide Squad, the Robbery/Assault Squad, the Sex 
Offence Squad, the Domestic Violence/Criminal Harassment Unit, the Forensic 
Investigation Unit, and the Warrant Unit. The excessive reliance on overtime 
associated with continuing investigations require immediate attention, both in 
terms of additional sworn members and with respect to creating an operational 
plan in these units to monitor time and tasks. The table below sets out 
recommendations for staffing these and other units in the Investigative division. 
Immediate staffing resources are required in the SOS, FIU, and Warrant Units. 

Administration 
A recently-completed study of management workload in the VPD 

recommended additional staff to assist in reducing the heavy workload currently 
carried by senior managers in the Department.  This workload burden was found 
to have a significant affect on the various operational activities of the 
Department, including the supervision of front line officers.  As well, the review 
found that the VPD’s current management structure did not reflect a best 
practices model in terms of imposing a reasonable span of control on 
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management positions.  To this end, the present review has determined that 
additional staff is required in this area, and these are set out in the table below. 

Of particular concern is the Planning and Research section which does 
not currently have the capacity to provide the quantitative analysis on current 
activities and performance, demands for service, and ongoing information on the 
activities of the various divisions and units in the Department. Planning and 
Research is a central component of the effort to build capacities within the 
Department.  To this end, this unit needs to be enhanced and expanded and it is 
recommended that five new positions be approved.  This will allow the 
Department to attract the “best and brightest” civilians into the unit.  Any 
additional sworn or civilian positions should be considered on the basis of an 
operational plan.  

Another area that should be addressed in the Administration division is 
the potential for sharing services.  It is the understanding of the project team that 
the City of Vancouver and the VPD are currently exploring areas in which there is 
the potential for cost savings and improved efficiency.  

Civilian Personnel 

The review considered civilian personnel in the Department. This included 
the issue of “civilianisation” which involves the conversion of sworn staff to 
civilian positions and the issue of hiring additional civilian support staff. The 
analysis revealed that the VPD currently has the lowest ratio of civilian personnel 
to sworn officers in the country - 16.4% of the total personnel in the Department.   

The majority of the civilian positions being requested in the Staffing 
Report are for clerks and support assistants and there is evidence that these 
personnel are overburdened and are struggling with extensive backlogs. A lack 
of support personnel means that sworn members are often required to perform 
administrative duties that could more efficiently and cost effectively be assumed 
by non-sworn members.  This, in turn, takes officers “off the street” and is not an 
effective use of their expertise. To this end, it is recommended that the large 
majority of civilian support positions being requested by the VPD in the Staffing 
Report be approved. 

With respect to civilianization, the VPD has attempted in recent years to 
secure funding to recruit highly qualified civilians for other areas such as 
Planning and Research. These efforts appear to have been unsuccessful.  
Although the Department does not currently have a policy on civilianization, 
senior management is committed to attracting, and retaining, qualified civilians in 
key areas throughout the Department. The most recent study of civilianisation, 
which identified all of the positions in the VPD that could be civilianized, was 
conducted in 1990. It would be beneficial for the Department to update this study. 

The Overtime Issue 

A key challenge confronting the Department is the excessive use of overtime, 
which in 2003 resulted in costs totalling approximately $14 million. The rise in 
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operational overtime is generally an indicator that resources were not 
available or that scheduled resources did not have the capacity at a given 
time to respond to and deal with an incident or to conduct an investigation. 

The analysis revealed that the majority of overtime costs during the 
period from 1999-2003 were for operational needs (response and investigation). 
The amount of overtime paid out for operational needs between 1999 and 2003 
increased dramatically from approximately $4 million in 1999 to dollars to 
approximately $11 million dollars in 2003. In 2003, overtime was calculated at 
184,000 hours of work or 68 full time positions.  From the material provided by 
the VPD, it was not possible to determine how much of the “operational overtime” 
costs were incurred on a cost recovery basis. This increase was due to a number 
of factors, including an increase in the complexity of cases, legislative 
requirements, and a shortage of staff.   

The excessive use of overtime has created numerous financial and health 
management issues for the Department and is not an effective strategy for 
addressing the increasing workload and case burden of officers in the Patrol and 
Investigative divisions. In short, the use of excessive overtime results in total 
costs that are often greater than the solution. 

The senior management in VPD has recently initiated a review of 
overtime that will involve the development of a mechanism to monitor the use of 
overtime going forward. A more detailed analysis would be required to identify 
the specific factors and the nature and extent of their contribution to the overtime 
costs. The solution to the overtime problem is likely to be found in a combination 
of an overtime policy and additional resources. 

 
Recommendations 

The results of the analysis indicate that the current resource predicament 
in the VPD is due, in part, to a limited planning and analytical capacity. 
Specifically, there are no management information systems or mechanisms in 
place to ensure that relevant information about service demands, resource 
utilization, and unit or organizational performance is available on an ongoing 
basis to support management decision making.    

Vancouver compares favourably with other cities, both in terms of its total 
authorized strength and the authorized number of sworn officers.  Although 
Vancouver ranks among the very highest police services in the country in terms 
of the number of police officers relative to the size of its population, this is not the 
case relative to the size of its CMA population.   

It is recommended that a patrol staffing, deployment, scheduling and 
performance study should be conducted as soon as possible in order to: (1) 
determine the number of sworn officers and supervisors required (now and in the 
immediate future); (2) prepare a plan for deploying the required number of patrol 
officers and supervisors most cost-effectively, by shift and patrol area, in 
response to temporal and geographic incidence of crime, demands for non-crime 
services, and the policing approach selected by the department; and, (3) develop 
schedules for assigning required manpower most productively and equitably.  
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The VPD does not currently have the capacity to conduct regular 
analyses of data on calls for service, response times, and utilization times.  As 
well, the Department has only a limited capacity to conduct the types of analyses 
that would be required in order to deliver “intelligence-led” policing, a best 
practice in North American police services. The capacity to conduct such 
analyses is a key feature of best practices police departments and is a basic tool 
for effectively managing patrol resources, and for making deployment and 
staffing decisions that will serve to increase community safety and improve the 
quality of life in the city.  

Developing the organizational capacity to generate the types of 
information required would not be an onerous task and would provide sound 
foundations on which resources allocation plans and requests can be built.  This 
would help to fill what is, at present, a large information vacuum that exists and 
that makes the budgetary process a much more painful exercise than it needs to 
be.  

There are a number of areas in which our conclusions should be 
regarded as tentative, pending further review, planning and analysis by the VPD. 
There are other areas where we feel that some immediate conclusions can be 
reached about the VPD’s immediate need for resources.  In making 
recommendations about the resources which we believe the VPD should be 
allocated in the short term we were guided by a number of principles: (a) the 
need to restore a capacity to address some of the high risk issues identified by 
the VPD; (b) the importance of taking into consideration immediate public safety 
issues while further measures are taken to strengthen the effective use of 
existing resources; (c) the need for the VPD to begin to address its needs for 
civilian support staff, without duplicating services that can be obtained from the 
City’s corporate services; and, (d) the importance of supporting the strategic 
planning and transformation process that is currently underway and will, no 
doubt, yield positive results for the safety of the residents of Vancouver. 

 
 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Operations 
(Patrol) 

      

District 1 112 3 64 0 
District 2 149 1 72 1 
District 3 132 1 31 0 
District 4 116 6 46 0 
District 2 CET 
Manager 

2 0 0 0 

Conduct a patrol 
staffing, deployment 
and performance 
study. 
In the meantime, 
allocate the 40 
officers positions

It is not possible 
to determine what 
the optimum size 
of the patrol 
function ought to 
be until a proper 
patrol staffing, 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Total Patrol 511 11 213/40 1/1 
Telephone 
Response Team 

9 0 0/0 0/0 No resources 
requested 

 

Traffic 
Enforcement 

61 2 30/0 0/0 No new positions 
this year; develop a 
plan based on best 
practices and 
resubmit next year 

The section likely 
needs additional 
resources.  The 
amount of 
resources 
required can only 
be determined 
after performance 
targets are 
established and 
the operation of 
the section has 
been reviewed. 

Collision 
Investigation Unit 

20 0 4/0 1/0 No new sworn 
positions this year; 
develop an 
operational plan 
and resubmit next 
year  

This is an area 
where greater 
levels of services 
should be 
provided if 
resources were 
available. Targets 
regarding the 
level of services 
to be offered 
must be set first 
to form the basis 
of a new planning 
exercise for the 
operation of the 
unit.  

Neighbourhood 
Policing 

39 0 0/0 0/0 No new resources 
requested. 

No information 
provided on how 
current resources 
are being utilized 
and the relative 
priority of that 
work. 

Mounted Squad 7 0 0/0 0/0 No new resources 
requested. 

No information 
provided on how 
current resources 
are being utilized 
and the relative 
priority of that 
work. 

Waterfront Team 16 0 14/0 0/0 No new positions 
this year. Develop 
an operational plan 
and re-submit next 

This appears to 
be a new and 
pressing priority 
for the VPD, but 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
year the perceived 

need to almost 
double the 
resources 
allocated to that 
unit requires a 
more detailed 
examination. A 
fuller plan must 
be developed 
(based on best 
practices and 
performance 
targets) before 
the need for 
resources can be 
estimated.    

Scenes of Crime 
Officers 

13 0 4/0 0/0 No new resources Insufficient 
information 
provided on the 
need for 
additional 
resources 

Citizen Crime 
Watch 

2 0 1/0 0/0 The question is 
whether this is a 
priority when there 
are so many other 
pressing needs.   

There was limited 
information and 
the program can 
continue with its 
current level of 
resources. 

Block Watch 1 0.5 1/0 1/0 No new resources There is only 
limited 
information on 
the program and 
its impact. The 
program can 
continue with its 
current level of 
resources.  

Business Liaison 1 0 1/0 0/0 No new resources This is a position 
which was 
abolished 
previously. Given 
other pressing 
needs a sufficient 
case has not yet 
been made for 
this initiative. 

School Liaison 16 0 8/0 0/0 No new resources. 
Resubmit next year 
with an operational 
plan. 

No clear rationale 
provided to justify 
raising service 
delivery to the 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
“one officer per 
school” level.  
The proposal is 
not without merit 
and should be 
further 
developed. 

Emergency 
Response Teams 

48 1 8/0 0/0 No new resources. 
Resubmit next year 
with an operational 
plan 

Insufficient 
supporting 
information about 
workload and 
performance. 

Car 10 0 0 1/1 0/0 Approve one 
Inspector 

As suggested in a 
recent 
management 
review.  

Total 
(Operations) 

744 14.5 285/41 3/1   

       
Investigation       
Homicide 19 3 10/3 4/4 Approve 3 sworn 

officers  and 4 
civilians. Direct the 
section to develop 
an operational plan. 

This is 
recommended as 
a temporary 
measure to 
address the 
backlog of cases. 

Unsolved 
Homicide 

2 0 0/0 0/0 No positions 
requested 

 

Witness Protection 2 0 0/0 0/0 No positions 
requested 

 

Robbery/Assault 23 1 10/5 4/4 Approve five sworn 
officers now and 
have the Section 
come back with an 
operational plan 
next year, possibly 
with a request for 
the other positions. 
Approve all four 
civilian positions 

This is 
recommended as 
a temporary 
measure to 
address the 
backlog of cases. 

Sexual Offence 
Squad 

20 3 9/9 4/4 Approve 9 sworn 
officers and 4 
civilians with a 
recommendation 
that any further 
resource requests 
will have to be 
accompanied by 
documentation 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Polygraph Unit 3 0 0/0 0/0 No resources 

requested. 
 

VICLAS 1 0 0/0 0/0 No resources 
requested. 

 

Sexual Predator 
Observation Team  

0 0 13/0 1/0 No new resources. 
Resubmit with an 
operational plan 
and with a clear 
rationale as to why 
this is not included 
in the SOS section 
 

There are some 
unanswered 
questions about 
the specialized 
surveillance 
teams and 
whether that is 
the most efficient 
use of resources 
and whether it 
represents best 
practices. 

Domestic Violence 
/Criminal 
Harassment  

7.5 1 9/5 1/1 Approve 5 sworn 
officers and 1 
civilian position for 
domestic violence 
investigations with a 
requirement to 
resubmit the 
request for the 
remaining positions 
next year with 
appropriate 
documentation. 

Additional 
planning is 
required before it 
can be 
established 
whether the 
section needs 
more than 5 
additional 
officers. 

Financial Crime 18 0 6/3 3/3 Approve 3 officers 
and 3 civilian 
positions. Better 
performance 
monitoring 
measures must be 
set in place 

Increase is 
justified by the 
workload 
increase and the 
seriousness of 
the crimes 
involved. 

Computer Crime 2 0 1/0 0/0 No new resources. 
Resubmit request 
with clearer 
rationale. 

Consider if 
position can be 
filled by a civilian. 

Drug Squad 32 1 9/0 1/1 Approve 1 civilian 
position.  
No sworn officers. 

Insufficient 
information to 
justify the request 
for sworn officers. 
The Squad could 
put forward a 
plan based on 
enforcement 
priorities, targets 
and objectives. 

Gang Crime 10 0 11/3 0/0 Approve 3 sworn Proceed with 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Squad officers 

 
review if resource 
requirements of 
the Squad are 
still deemed to be 
insufficient. 

DISC Unit 2 0 0/0 0/0 No position 
requested 

 

Vice Unit 9 1 4/0 1/1 Approve 1 civilian 
position.  

A review of the 
priority to be 
given to the 
various activities 
of the Unit may 
be indicated. 
Insufficient 
information is 
offered in support 
of added sworn 
officers. 

Strike Force 23 0 10/0 0/0 No additional 
resources.  

The request is 
not sufficiently 
justified. A new 
operational plan 
would be required 
for such an 
increase in the 
strength of the 
unit to be 
considered 
favourably. 

CISBC 1 0 0/0 0/0 No position 
requested. 

 

Criminal 
Intelligence 
Section 

20 9 13/0 3/3 Approve 3 civilian 
positions. Resubmit 
request for sworn 
officer request 
together with 
operational plan 

The information 
provided in 
support of the 
considerable 
increase request 
is insufficient and 
not based on 
workload 
analysis.  

Forensic Indent 
Unit 

19 6 8/8 0/0 Approve 8 sworn 
positions 
immediately 

Complexity of 
work and 
increase in 
workload justify 
the increase in 
this specialized 
unit urgently. 

Forensic Video 
Unit 

1 1 0/0 2/2 Approve 2 civilian 
positions.  

This is strictly a 
workload issue 
that affects the 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
performance of 
investigations. 

Outlaw Motorcycle 
Gang Unit 

3 0 3/0 0/0 Resubmit with 
rationale and 
operational plan 

Insufficient 
information. Also 
address why this 
unit would be 
separate from the 
other gang unit. 

Gaming Unit 2 0 3/0 0/0 No additional 
resources. 
Resubmit with 
rationale and 
operational plan 

 

Missing 
Persons/Coroner 
Liaison  

2.5 1 2/0 0/0 Resubmit with 
supporting 
documentation as 
to why this unit 
should be filled by 
sworn positions 
rather than civilians. 

 

Crime Stoppers 2 0 0/0 0/0   
Warrant Unit 0 0 5/5 1/1 Approve 5 sworn 

officers and 1 
civilian position. 

The new fugitive 
squad may help 
to address the 
crime situation in 
Vancouver.  
Warrants are 
currently 
insufficiently 
enforced. 

Property Crime 
Unit 

14 1 18/0 0/0 Urgent – Resubmit 
with an operational 
plan based on best 
practices. 

The area is a 
strategic priority 
for the VPD.  
However, there is 
insufficient 
information 
provided on what 
the 18 new 
positions will be 
able to 
accomplish.  

Graffiti Unit 2 0 0/0 0/0 No resources 
requested 

 

General 
Investigations Unit 

12 0 6/0 1/1 Approve 1 civilian 
position. 
Resubmit with 
rationale for 
investigators and 
operational plan  

Insufficient 
information 
provided about 
the need for more 
positions. 

Crime Surveillance 11 0 10/3 0/0 Approve 3 sworn Surveillance 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Unit 
 

 officers 
 

teams must have 
8-10 members.  
There is a need 
for an increased 
surveillance 
capacity within 
the VPD. 
Organizational 
need should be 
addressed and 
positions 
requested based 
on an operational 
plan, best 
practices and a 
good 
understanding of 
the workload. The 
Department 
should articulate 
a clear rationale 
for centralized 
and/or 
specialized 
surveillance 
function. 

Analysis Unit 
(including 
liquor/POP) 

9 0 0/0 0/0 No position 
requested 

 

Anti-Fencing Unit 12 1 4/0 2/0 Urgently resubmit 
request with 
rationale and 
operational plans 

The work of this 
section may be 
essential to 
achieving the 
VPD’s strategic 
objectives in 
relation to 
property crime. It 
is hard to assess, 
on the basis of 
the information 
provided, whether 
additional 
resources are 
required 

Stolen Auto Unit 2 0 2/0 0/0 No new position. 
Resubmit with 
rationale and 
operational plan on 
the basis of 
approved 
enforcement 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
targets. 

Victim Services 
Unit 

0 2 0/0 2/2 Approve 2 civilian 
positions 

The workload 
appears to justify 
the increase. 

Youth Services 
Unit 

19 0 0/0 3/3 Approve 3 civilian 
positions 

The workload 
appears to justify 
the increase. 

Emergency 
Operational 
Planning Sec. 

8 3 2/2 5/5 Approve 2 sworn 
members and all 5 
civilian positions 

The insufficient 
capacity of the 
unit is 
documented. The 
VPD should also 
examine whether 
the two new 
officer positions 
could not also be 
civilian positions. 

Total 
(Investigation) 

313 34 168/46 38/35   

        
Administration       
Chief Constable 
Office 

2 2 0/0 1/1 Approve 1 civilian 
position. 

This is a 
conversion from a 
temporary 
position. 

Office of the Police 
Board (Assistant 
to the Executive 
Director) 

0 1 0/0 1/1 Approve I civilian 
position. 

 

Office of the 
Deputy Chief 
Constable 

5 4 0/0 0/0 No resources 
requested. 

 

Internal 
Investigation 
Section 

9 1 0/0 0/0 No resources 
requested. 

 

Diversity Relations 
Unit 

2 1 0/0 0/0 No resources 
requested. 

 

Quality Assurance 
Unit 

1 0 0/0 0/0 No resources 
requested. 

 

Planning, 
Research and 
Audit 

5 3 2/2 3/5 Approve 3 civilian 
positions and 2 
sworn officers. 

This is a very 
high priority area 
for the VPD.  This 
capacity must be 
developed to 
enable 
operational of 
recommendations 
in this review.  
The VPD should 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
examine whether 
the two new 
sworn officer 
positions could 
not also be 
civilian positions. 

Public 
Affairs/Marketing 

2 3 1/1 1/1 Approve 1 sworn 
position and 1 
civilian position (for 
VPD website 
development) 

This is in line with 
the strategic 
objectives of the 
Department. 

Facilities Section 0 0 0/0 2/0 Approve positions 
only subject to 
further review. 

One of the 
positions exists 
de facto. A 
capacity for future 
facilities planning 
may also be 
required provided 
that it is not 
already available 
from the City 
Corporate 
Services. 

Fleet 0 11 0/0 1/1 Approve 1 civilian 
position subject to 
review of Fleet 
report 

To reflect the 
increase in the 
fleet. 

Property Office 0 12 0/0 5/3 Approve 3 civilian 
positions 

To reflect 
increase in 
volume of work 

Services Liaison 
Section (Jail) 

5 0 4/0 0/0 Resubmit with an 
operational plan 

Insufficient 
information to 
justify increase.  
VPD notes that a 
second person 
may also be 
required to 
support arrest 
processing. 

Human Resources 8 7 2/1 5/3 Approve 1 Sgt and 
approve 3 civilian 
positions, subject to 
review to ensure 
there is no 
duplication with the 
City’s Corporate HR 
services.  Two of 
the civilian positions 
are conversions 
from temporary 
positions.  

A comprehensive 
human resources 
plan is being 
developed and 
will be 
implemented.  
Assess the need 
for sworn officers 
in these 
positions. It is not 
clear why some 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
of the new 
positions 
requested need 
to be sworn 
officers. 

Payroll 0 7 0/0 4/1 One new civilian 
position subject to 
shared services 
review. 

Resubmit with a 
rationale for why 
VPD should 
retain the payroll 
function. 

Recruiting/Training 17 4 0/0 1/1 Approve 1 civilian 
position 

We are 
concerned that 
more resources 
may indeed be 
required for 
training than what 
has been 
requested. 

PRIME Trainer 1 0 1/0 0/0 No new positions Resubmit with a 
clear rationale. 

Force Options 
Training  

1 0 1/1 0/0 Approve 1 sworn 
officer 

Essential 

Communications 
Section 

3 2 3/0 0/0 No new positions If the VPD 
presents the 
request again, it 
should explain 
why these should 
be a sworn 
members rather 
than civilians. 

Stores 0 2 0/0 1/0 No new positions Insufficient 
justification 

Finance Section 0 9 0/0 4/1 Approve 1 civilian 
position subject to 
shared services 
review. 

Similar to crime 
and deployment 
analyses, there is 
a need for 
ongoing financial 
analysis. 

Document 
Services 

7 2 0/0 1/1 Approve 1 civilian 
position 

For the law 
enforcement 
notification 
system 

BCAFIS 0 5 0/0 0/0 No resources 
requested. 

 

Information and 
Privacy Unit 

1 3 0/0 1/0 No new positions Resubmit with 
justification after 
shared services 
review.  

Public Service and 0 20 0/0 0/0 No resources  
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Records requested. 
Inspectors 0 0 2/0 0/0 No new positions Insufficient 

information 
provided to justify 
request at this 
time. 

Total 
(Administration) 

69 183 16/5 31/19   

       
Grand Total  

For 2005 
1126 231.5 469 

99/92 
170 

72*/55 
   

* This number does not include the 21 civilian positions requested by the VPD for Information Management and 
Information Technology.  The Information Management and Information Technology sections, which are being 
reviewed separately, have been removed from this recommendation at the request and agreement of the 
Steering Committee. 

 

Recommended Additional Planning and Review  

The recommendations presented above identify a number of interim 
measures that should be taken while a more detailed operational plan, based on 
the Strategic Plan and an examination of how existing resources are currently 
utilized, is developed by the VPD.  The additional work makes it imperative that 
VPD develop a stronger and ongoing capacity for data collection and analysis, 
performance monitoring, and program evaluation.  Better management 
information systems should be set in place as a matter of priority. 

We recommend that in the immediate future, the VPD: 

1. Proceed with the development of the operational/business plan 
that it envisaged producing as part of the implementation of its 
Strategic Plan;  

2. Undertake a patrol staffing, deployment, scheduling and 
performance study; 

3. Conduct an organizational review which focuses on structural 
changes that the VPD may need to adopt to fully implement its 
Strategic Plan and implement an outcome-based management 
process. The review should include the specialization of various 
functions and the proliferation of special units to determine 
whether these structural characteristics of the organization are 
conducive to the most efficient utilization of limited resources;   

4. Develop an operational plan based on a comprehensive review of 
the mandate, challenges and workload of the Gang Crime Squad 
and identify the specific resources requirements of that unit; 
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5. Articulate the rationale for the proposed increase in strength of the 
property crime unit, develop an operational plan based on best 
practices and a comprehensive review of the mandate, challenges 
and workload of that unit, and identify the specific resources 
requirements of that unit; and,  

6. Commission an independent review of overtime practices and 
policies.  

 

Recommended in the medium term as part of finalizing an operational plan 
and estimating future resource requirements 

1. A civilianization review; 

2. The development of an operational plan for the following units to develop 
the necessary documentation to support staffing requests:  

• Collision Investigation Unit 
• Waterfront Team 
• Scenes of Crime Officers 
• Business Liaison 
• School Liaison 
• Emergency Response Teams 
• Homicide 
• Robbery/Assault 
• Sexual Offence Squad 
• Sexual Predator Observation Team 
• Domestic Violence/Criminal Harassment 
• Strike Force 
• Criminal Intelligence Section 
• Outlaw Motorcycle Gang Unit 
• Gaming Unit 
• Missing Persons/Coroner Liaison 
• General Investigations Unit 
• Crime Surveillance Unit 
• Anti-Fencing Unit 
• Stolen Auto Unit 
• Services Liaison Section (Jail) 

 

Although it may be possible to prioritize the above reviews, a case can be 
made for conducting these reviews concurrently, using a similar method, in order 
to enable managers to set out the challenges faced by each unit and to establish 
a balance between what are often competing priorities and objectives. In effect, 
each review would result in the production of a “mini” business plan.  

The Department may wish to develop a template for these reviews and 
specify what is required in each case.  The template could include, but not be 
limited to, the following:  
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• Planned and agreed upon objectives 
• Clear targets in terms of level of service to be provided 
• Performance indicators 
• Benchmarks to be used and best practices in the field 
• How outcomes and performance will be measured and monitored 
• How the unit is to be structured and how it should relate to other 

units (functions) 
• Leadership, supervisory roles and responsibilities within the unit  
• When applicable, the method of collaboration with other agencies 

(including law enforcement agencies) in the City and the region 
• The use of shared services with other municipal departments 
• How resources are currently utilized and deployed and whether 

this is the most effective use of these resources  
• Additional resource requirements, if any, and how these will 

increase the performance of the unit 
• Training, recruitment and specialized equipment considerations 

 
 
Going Forward 
 

Strategic planning, the development of an operational plan, and creating 
the capacities in the VPD to ensure that best practices guide the delivery of 
policing services is a long term process that requires a framework that provides 
predictability and stability, while at the same time allows for flexibility to meet 
changing circumstances and demands. The VPD has recently undertaken a 
number of initiatives that are designed to increase its capacity to establish 
service targets and to assess the performance of its various units.  As well, 
efforts are underway to strengthen the planning process.  A key component of 
this process will be the development of an operational plan that sets out how the 
resources available for each component of the Department will be utilized to 
achieve its overall goals and objectives.  The operational plan would include 
performance measures to assist in monitoring how each unit is functioning and 
the extent to which strategic objectives are being achieved. The value of the 
operational plan will be enhanced if it is reviewed periodically and amended as 
required.  
 

The current senior management team has demonstrated a commitment to 
increasing the capacities of the Department and to develop the necessary 
infrastructure to facilitate the continued adoption of best practices.  This review 
has demonstrated that the current resource predicament is due, in some 
measure, to a limited planning and analytical capacity in the Department.  It is 
also due to the unique features of the City of Vancouver that present challenges 
to the Department not encountered by other urban police services. 
 

The vision of the Strategic Plan is to transform the service delivery model 
of the VPD into a strategically-oriented, community-based approach that 
empowers individuals to develop and implement effective decisions.  As such, 
the Strategic Plan can be seen as the first step in the process through which the 
Department as a whole, and each individual unit, can establish clearly defined 
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goals, priorities, and expected outcomes against which progress toward 
achieving those goals can be assessed. 

As an organization aspiring to be strategically driven and customer-
focussed, the VPD must accelerate the development of a robust performance 
monitoring system to track outputs, operating efficiency, resource utilization, 
service quality and strategic results. The VPD, the Police Board and City Council 
should reach agreement on how budget decisions and staffing decisions will be 
guided by both a detailed operational plan (reviewed annually) and a 
performance monitoring system on which the VPD would report publicly.   

The present review is not a “critique” of the Staffing Report and the 
Strategic Plan.   Rather, a major objective was to identify the organizational 
capacities that need to be developed so that the VPD can meet its strategic goal 
of promoting a culture of best practices by better determining its resource needs 
and by better documenting, substantiating and communicating these needs to 
representatives of the City of Vancouver who are charged with making budgetary 
decisions.   

The objective of all parties is for the VPD to become a best practices 
police service that builds upon its successes to date. We sense that a best 
practices culture is in its initial growth stages within the VPD and that the 
measures being proposed in the strategic plan are urgently required to continue 
enhancement of that culture. These measures include a number of actions that 
are required in order to properly operationalize the rest of the Strategic Plan, to 
make every aspect of the Department accountable for how efficiently and 
effectively it utilizes its resources, to designate measurements and benchmarks 
that reflect organizational performance, to establish a research and development 
unit, to embed best practices in the department’s performance development and 
promotional process, to proceed with regular internal reviews and audits, and to 
supply managers with decision support and analytical tools they need for 
effective decision making. To this end, this report is best viewed as providing a 
basis upon which the VPD can begin to develop the capacities that will assist the 
department in becoming a best practices police service and, as well, create a 
framework that can be utilized by the VPD to identify and justify its resource 
requirements going forward. 

 There is general agreement that resources alone will not be sufficient to 
address the challenges confronting the VPD in its efforts to provide effective 
policing within a best practices model of service delivery.  Rather, additional 
resources must be secured and deployed within a framework that facilitates 
effective planning, the identification of strategic objectives, and that provides the 
best opportunity for these objectives to be achieved. This will, in turn, ensure that 
the VPD is successful in providing the services expected by the residents in the 
City of Vancouver. 

 
 

February 28, 2005 
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Introduction 

 

 

 

1. Mandate and Project Description 

In March 2004, the Vancouver City Council approved the following 
recommendation as part of its consideration of staffing requests put forward by the 
Vancouver Police Department:  

 
THAT Council, in consultation with the Vancouver Police Board, 

undertake an independent review of the Vancouver Police Department’s 
Long Range Strategic Plan, including an evaluation of potential process 
improvements, and instruct the City Manager and Chief Constable to 
report back to Council and the Police Board on the study scope, funding 
and results of the review. 
 
1.1 The VPD Request 

The VPD’s staffing request is set out in the 2004 Staffing Report1. It states that 
the Department’s needs for resources are far reaching and span almost every 
operational and investigative section of the organization.  The Staffing Report asserts 
that the VPD has immediate need of 469 sworn police officers and 170 civilian positions 
and proposes that these positions be added to the Department approved strength over 
a period of five years.  This is the largest single request ever put forth by the 
Department.  The fundamental basis of this request is that the Department is in a “state 
of crisis”, that its overall service to the public has gradually deteriorated, and that an 
immediate increase in staff is required to maintain “basic minimal public safety”. 

This review has determined that this is a valid assessment of the current situation 
of the VPD and that the Department’s “needs” relate to requiring additional sworn and 
civilian members and developing a number of organizational capacities which can be 
facilitated by the more effective utilization of current staff and the addition of new staff. 

                                  
1 Sorge, R., Palmer, A., and D. Wiebe (2004). 2004 Staffing Report. Vancouver: VPD, Planning and 

Research section, December 15, 2004. 
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1.2 The Review 
 

The purpose of the review was to seek independent validation of the sworn and 
civilian staffing requests set forth by the VPD. The University College of the Fraser 
Valley was selected by the Vancouver Police Board and the City of Vancouver to 
conduct the review requested by Vancouver City Council.  The project team was asked 
to review the Staffing Report, the Strategic Plan, and any additional materials submitted 
in support of these documents and to offer recommendations with respect to staffing 
requests for the Patrol, Investigative, and Administrative divisions of the Department. 

More specifically, the project team was asked to prepare a report on VPD 
services and staffing that would: 

• provide the Vancouver Police Board and Vancouver City Council with 
independent advice on the strategic direction of police services in 
Vancouver, on the associated sworn and civilian staffing requirements and 
on the opportunities for process improvement; 

• review the relevant information available from the Vancouver Police 
Department Planning and Research Section and from other sources 
related to sworn and civilian workload issues; 

• assess the factors utilized and the assumptions made by the department 
in developing its sworn and civilian support staffing request, giving full 
consideration to expected service levels for the community; 

• comment on the regional and national policing benchmarks utilized by the 
department in justifying its sworn and civilian support staffing request; 

• report on the opportunities available to the department to achieve 
efficiencies in the deployment of its sworn and civilian support staffing, 
including opportunities for participating in ‘shared services” with the City; 

• recommend a process and appropriate qualitative and/or quantitative 
factors for Police Board and Council review of future staffing requests from 
the department; and, 

 identify a framework within which the demands for services faced by the 
Vancouver Police Department and future staffing needs can be 
considered, including recommendations on a process for reviewing future 
decisions on sworn and civilian staffing levels.    

The review attempted to ascertain the basis upon which specific requests for 
staffing were based and to determine to what extent the requested positions were 
required to meet existing demands as identified by the Department and the extent to 
which such resources would meet demands on the Department going forward until the 
year 2008. 
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The review is not an in-depth organizational study of the VPD nor an audit of the 
VPD and an examination of many of the issues that became evident during the review 
were clearly beyond the scope of the project.  These issues are identified in this report.   

We conducted a preliminary review of the Department’s strategic plan (2004-
2008) and developed a framework for the review based on the major strategic 
objectives and goals and applicable benchmarks typically in use in major North 
American cities. The framework is based on an identification of the various services 
currently delivered by the Department, and for each one of them, a review of the current 
resources (sworn officer and civilian) committed to these services; an examination of 
available performance indicators and industry benchmarks relating to that service or 
function; an analysis of the service in light of existing best practices and practices in 
other police forces; an analysis of whether the service meets existing demand; and, an 
analysis of the factors affecting  demand for services.  

As well, we made an attempt to ascertain the premises upon which specific 
requests for staffing were based and to determine to what extent the requested 
positions were required to meet existing demands as identified by the Department and 
the extent to which such resources would meet demands on the Department going 
forward until the year 2008. We reviewed the Staffing Report and considered how 
closely it related to the strategic objectives set out in the Strategic Plan for 2004-2008.  
This included an attempt to determine the extent to which the VPD had incorporated 
best practices in preparing its Strategic Plan (2004-2008) and the extent to which the 
methods used to determine specific staffing requirements reflected accepted best 
practices. The review also examined the linkage between the Staffing Report and the 
strategic directions set forth in the Strategic Plan (2004-2008).   

To examine the issues related to the response of the VPD to demands for 
service, an analysis was conducted of dispatch (CAD) data for the years 2000-2004.  

Throughout the review, the focus was on how the strategic planning process and 
the allocation and deployment of resources should take place in order to enhance the 
safety and security of Vancouver residents and to facilitate the provision of effective 
policing services to the community. 

 Due to time constraints, the scope of the review was limited to a select number 
of internal documents and a small number of interviews with VPD members in various 
positions throughout the organization, City of Vancouver personnel, the President of the 
Police Union, and a representative of provincial Police Services.  Various materials, 
including strategic planning reports and statistical reports were obtained from other 
major municipal police departments (e.g. Edmonton, Calgary, Ottawa, Toronto, Seattle, 
Scottsdale (AZ), Abbotsford, Dallas) to provide some insights into current best practices 
used by police departments to assess and project their staffing requirements.  
Information was also obtained from several Canadian police services on police staffing 
ratios, case burden, and various operational activities. In addition, the most recent 
provincial and national statistics on population, crime, police resources, case burden 

 



Review of the VPD’s Staffing Requirements          4  

and police costs were retrieved, analyzed and compared to the materials put forward in 
the Staffing Report.  

It is recognized that comparisons between police services are of limited utility in 
this type of review and, at best, can only be used for illustrative purposes. Each city and 
each police service have their own unique attributes that affect the levels and types of 
demands for police services, and each department must determine the most 
appropriate response strategies. As this report will detail, the City of Vancouver has a 
number of features that place particular types of demands on the police. 

The project team experienced some difficulty in attempting to determine the 
linkages between the strategic planning process recently initiated by the VPD, the 
operational planning required to implement the strategic plan, and the process of 
assessing resource requirements.  

The Staffing Report did not contain a comprehensive presentation of how current 
resources are utilized within the Department.  With the assistance of the VPD Planning 
and Research Section, a table was created (see Appendix 1) which presents the 
deployment of the authorized strengths (sworn officers and civilians) for the last five 
years (2000-2004) within the various services and units of the Department. Senior 
managers and the Planning and Research Section made every effort to provide 
documentation on specific units and squads and this was of great assistance to the 
project team.  

The absence of an operational plan reflecting the identified strategic priorities, 
setting out clear outcome expectations, and setting performance goals for the year 2005 
and following years made it difficult, at times, to estimate specific resource 
requirements.   An operational plan would include information on how any new 
resources would be deployed to achieve the strategic objectives of the Department and, 
as well, prioritize the staffing requests.  The plan would establish time lines, targets, and 
clear outcomes for the whole of the department as a whole and for each of its units.  As 
well, such a plan would provide a framework within which to guide and monitor how 
resources are allocated and deployed to optimize the Department’s performance and 
achieve its strategic goals. The VPD senior management team is committed to 
addressing this issue and to creating an operational plan that will guide the 
implementation of the Department’s strategic objectives. 

1.3 The Review of the Patrol Function 

A significant proportion of the new sworn officer positions requested by the VPD 
are for the patrol function (45%, or 213 sworn officer positions out of a total request for 
469 such positions).  The basis for this large request for additional patrol officers is the 
VPD view that the Department currently is unable to respond adequately to calls for 
services. As a result, we proceeded with an independent analysis of all calls for services 
received by the VPD over the five-year period 2000-2004.  This involved a total of 
1,122,009 calls, or, more accurately, “incidents” or “events”. Data on calls for services 
and response time could not be obtained directly from ECOMM, which holds the data 
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collected as part of managing the Computer Assisted Dispatch System (CAD).  The 
CAD data, however, is downloaded periodically to the VPD Information Management 
System and that source was readily available.  The raw data were therefore 
downloaded from the VPD Information Management System, submitted to an 
independent analysis and compared to the analysis provided by the VPD in the Staffing 
Report.   

In the process, we noted that the VPD does not currently have the capacity to 
conduct regular analyses of data on calls for service, response times, and utilization 
times.  A capacity to conduct such analyses is a key feature of best practices police 
departments and is a basic tool for effectively managing patrol resources, as well as for 
making deployment and staffing decisions.  The VPD acknowledges the lack of capacity 
in this area and is committed to taking the steps required to address this situation. The 
enhancement and expansion of the activities of the Planning and Research Section are 
a key component of developing this capacity. 

It is important to note that an analysis of dispatch data provides only a partial 
window into the activities of the police and their workload. On a daily basis, police 
officers are involved in a variety of activities that are not “dispatched”, including crime 
prevention initiatives, and there are a number of benchmarks other than calls for service 
that could be utilized in any study of police workload and performance. Collection of 
these other types of data would require a more in depth analysis, centred particularly on 
Patrol. Such a study is recommended. 

2. The VPD Planning Process 

One task of the review was to comment on whether the VPD followed police 
“best practices” in assessing police staffing requirements. The Staffing Report and the 
Strategic Plan were not accompanied by documentation setting out the process and 
criteria that were used to determine the staffing requests. In the absence of sufficient 
supporting documentation, it was difficult to assess many of the specific requests for 
sworn and civilian members contained in the Staffing Report.  More specifically, there 
was an absence of information about the workload of many of the units and specialty 
squads, the backlog of cases, the operational and tactical priorities, and initiatives 
undertaken to increase effectiveness and efficiency.  Benchmarks and performance 
targets were generally not available either. 

There were a few areas where special analyses or reviews had been conducted 
and where that information was readily shared with us; however, in most cases, specific 
information about the workload of the units and specialty squads, the backlog of cases, 
the operational and tactical priorities, and the benchmarks and performance targets 
were not available.   

There are a number of areas where there was insufficient documentation 
provided to permit an assessment of the request for additional staff.  These are noted in 
the table on page 117. In these instances, the project team has recommended that 
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either a portion of the requested sworn and civilian positions be approved (in those units 
deemed to be high priority) or that no positions be approved at the present time. The 
recommendation is that the Department provide additional documentation utilizing a 
template that is set out later in this report.  It is important to point out that the request for 
additional resources detailed in the Staffing Report is based on an estimate of the 
Department’s immediate needs.  It does not attempt to forecast the Department’s future 
staffing requirements.  Although the Department is requesting additional resources over 
a period of five years, it has not conducted the analyses required to anticipate how new 
priorities and demands for service in the coming years will be addressed.  However, 
with the development of a number capacities identified throughout this report, the 
Department will be in a much better position, going forward, to predict demands for 
services, deploy its resources in an effective and cost-efficient manner, and to identify 
those areas where additional resources are required. The current review should assist 
the Department in this process. 

2.1 The Strategic Plan 

The Vancouver Police Department Strategic Plan is professional in appearance 
and is well designed.  The graphics and photos supplement and enhance the text.  It 
highlights the challenges that the VPD is facing and the planning process that is being 
followed in an attempt to address these challenges.  Citizen priority concerns are 
identified and are cross-referenced with organizational strategic focuses.   

The Strategic Plan identifies 18 goals and 69 objectives the Vancouver Police 
Department intends to achieve over the next five years. The Strategic Plan reflects 
service goals and objectives that are already in progress and the objectives are a 
reflection of the service priorities of the Department that were determined in large 
measure through stakeholder consultation. The Department has identified task teams, 
process owners, and manager/executive sponsors for achieving each of the strategic 
objectives.   

The vision of the Strategic Plan is to “transform” the service delivery model of the 
Vancouver Police Department into a strategically oriented, community-based approach 
that empowers individuals to devise and implement effective decisions.  The Plan 
identifies five strategic steps in how this will be accomplished. These include improving 
community safety, implementing best practices, marketing the services of the 
Department, creating a supportive workplace, and securing required resources.  The 
Plan does not articulate how each one of the Department’s core strategic activities will 
contribute to the implementation of the strategic objectives. Whether a police service 
achieves its strategic objectives depends in part on how effectively it delivers its “core 
services”. This aspect of the strategic planning process will likely be addressed while 
developing an operational plan.  

We note also that one of these five main strategic steps involves promoting a 
“culture of best practices” and it is the sense of the project team that, under the current 
senior management, this process is underway in the VPD.   
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2.2 Achieving Goals and Objectives 

In order to achieve the goals and objectives set out in the Strategic Plan, the 
VPD will have to: 

1. identify baselines from which activities and changes will be measured; 
2. develop and implement management information systems that capture 

workload, performance, and trend information, and package that data into 
reports that can be easily accessed in timely fashion for informed planning 
and decision making; 

3. define and focus attention on the top organizational, operational, 
investigative, administrative and support priorities; 

4. define desired targets and outcomes, and develop performance indicators 
that can measure progress towards those outcomes;  

5. develop and implement an annual operational plan or business plan that 
clearly sets out each objective, and includes development and 
implementation strategies to achieve the objectives, accountability and 
performance measures, timelines for implementation, funding 
requirements, and identifies the persons responsible for process and 
implementation; and, 

6. revisit and update, on an annual basis, the strategic plan and, on a 
quarterly basis, the action and adjustments required to ensure progress is 
being made. 

Achieving these objectives will be a challenge and additional resources and 
capacities will be required. In addition, the Department will be required to decide how to 
allocate existing resources as it rebalances its service priorities, and how any new 
sworn and civilian positions will be deployed. It is also likely that, going forward, there 
will be new challenges and priorities that will emerge. All strategic plans are “works in 
progress” to the extent that circumstances change, unanticipated demands for service 
emerge, and new technologies and policing strategies allow for resources to be 
deployed in a different manner. 

An annual process of reviewing and updating the strategic and operational plans 
to coincide with the City’s annual budget review cycle is recommended.  The 
Department’s overall objectives and five-year strategies can be assessed and if 
necessary, re-prioritized based on operating expenses, service indicators, crime 
statistics, and special initiatives.  A new Annual - Operational or Implementation (for 
consistency with remainder of report) Plan can then be prepared based on the annual 
review and the revision of the five-year plan.  Proceeding in this fashion also ensures 
continuity from one year to the next, and ensures that the Strategic Plan and the Annual 
Operational or Implementation Plans become reliable tools for human and material 
resources management.  
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The planning process set out in the VPD Strategic Plan is a standard one and, in 
our view, should serve the VPD well in future years.  Step 9 of the planning process 
involves developing “annual business plans” and establishing results (or outcomes) and 
outputs required to fulfill the commitments made in the Strategic Plan.  In fact, the 
Provincial Standards for Municipal Police Departments in British Columbia2 require 
departments to have a written multi-year plan, which includes: goals and operational 
objectives; anticipated workload and population trends; anticipated personnel levels; 
and, anticipated capital improvements and equipment needs. The planning process and 
its end product are essential to effective management.  A department should have 
clearly written goals and objectives for each sections and unit and a plan for achieving 
them.  The plan should cover successive years beyond the current budget year and 
should contain provisions for frequent updating.  The planning process should be one 
that properly operationalizes the pursuit of the strategic objectives, identifies 
benchmarks for service delivery, and establishes agreed upon performance indicators. 
The VPD has embarked on a number of initiatives in these areas, including the 
development of performance measures and the identification of benchmarks for service 
delivery.  

2.3  Priorities 

The VPD Strategic Plan must be seen as a the first step in the process through 
which the Department as a whole and each individual unit can establish clearly defined 
goals, priorities, and expected outcomes against which success can be measured.   

The staffing request put forward by the VPD does not prioritize the many 
requests from various departments that were assembled into a report by the Planning 
and Research Section. There is a de facto ordering of priorities through the assignment 
of a portion of the staffing requests to year 2005 or even 2006 in one of the appendices 
of the Staffing Report.  Beyond that, the Staffing Report itself contains only limited 
information on how the new resources that are being requested will be deployed to 
achieve the strategic objectives of the Department. 

One additional source of information for the present review was the Core 
Services Review3 conducted by the Department in October 2002. As part of that 
exercise, services provided by the Department were ranked under three categories: 
“essential”, “important”, and “discretionary”.  The report rated 78% of the services as 
“essential”, 19% as “important”, and only 3% as “discretionary”.  The report, which 
purported to offer a guide for staffing allocation decisions, then proceeded to identify 
what additional human resources are required by each one of the services.  It is used in 
the present review, together with the new Strategic Plan, to gain a sense of the relative 
priority the Department assigns to various functions. 

                                  
2  B.C. Attorney General, Police Services, Provincial Standards for Municipal Police Departments in British 

Columbia, B4.1.4 
3 G.P. Meeres and S.J. Eely (2002), Vancouver Police Department Core Services Review 2002, Planning, 

Research and Audit Section, V.P.D., October 2002. 
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One of the strategic goals of the VPD is “to increase staff resources so that the 
VPD can provide adequate public safety and meet strategic policing objectives”.  It is 
not clear how the Department ‘s requests for new positions align with the strategic goals 
and objectives. The project team attempted to cross reference the goals and objectives 
identified in the Strategic Plan with the staffing request presented in the Staffing Report 
to gain of sense of how strategic priorities were reflected in the requests. These 
materials are presented in Appendix 2. Since, the Strategic Plan is mostly silent about 
how the VPD intends to strengthen and improve the delivery of its core services in order 
to achieve its strategic objectives, that comparison essentially remains a problematic 
one. These questions should be clarified by the VPD as part of its operational planning.  

2.4 Implementation  

  The absence of an operational plan reflecting the identified strategic priorities, 
setting out clear outcome expectations, and setting performance goals for the year 2005 
and following years made it difficult to estimate specific resource requirements.   An 
operational plan should include information on how any new resources would be 
deployed to achieve the strategic objectives of the Department. It should establish time 
lines, targets, and clear outcomes for the whole of the department and for each of its 
units.  As well, such a plan should provide a framework within which to guide and 
monitor how resources are allocated and deployed to optimize the Department’s 
performance and achieve its strategic goals. The operational plan should be reviewed 
periodically and amended when benchmarks are not being achieved. With additional 
resources devoted to the research and planning function, the VPD’s capacity to design, 
implement, and monitor an operational plan would be significantly enhanced. 

 2.5 Performance  

 The VPD executives and managers are working more closely with city managers, 
the Police Board, and City Council to establish clear goals and expectations for policing 
services and a clear direction for the Department.  The Strategic planning process, the 
recent adoption of a Strategic Plan, and a number of special studies have provided the 
foundation for the articulation of a performance and accountability framework for the 
Department.   

  Comparisons of performance indicators between police departments are limited 
and should be made with caution.  The development of a framework for performance 
and accountability specific to the VPD is likely to offer the best way forward.   

  Resource allocation decisions should reflect departmental priorities and be linked 
to service expectations. Resource allocation decisions that are based on a 
performance/accountability framework are also likely to become de-politicized. 
Organizations that are committed to linking resource allocation to performance are able 
to present their needs for resources to elected officials on the basis of performance 
facts and figures and in terms of collective choices about the level of services desired.  
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They are less likely to rely on their own political adeptness to influence these 
decisions4. 

  The VPD’s Strategic Plan includes a list of how progress towards various 
objectives is going to be measured by the department.  The Plan acknowledges that 
“well-designed performance measures yield direct indications of the productivity of 
people, processes, and programs, and measurements, which help managers to 
understand and adapt their sections” (p.18).  However, most of the measures identified 
in the Plan itself are “output” measurements (measures of activity), not measures of 
“outcome.”  The list of “measurements” is more reflective of a “to do list”, than a solid 
basis for ongoing performance monitoring. As a result, the Department is not giving 
itself the means to determine whether the strategic actions it is taking are producing the 
expected results.   

  A good performance accountability system should: focus on outcomes, 
measured by a few selected indicators to measure performance; generate data 
consistently over time; provide information for both policy and program management 
decisions; and, report outcomes regularly and publicly.5 The performance monitoring 
system should also have clear operational significance, from the point of view of those 
involved in the operations of the organization, or it will simply not function. 

 As an organization aspiring to be strategically driven and customer-focussed, the 
VPD must accelerate the development of a robust performance monitoring system to 
track outputs, operating efficiency, resource utilization, service quality and strategic 
results. The VPD, the Police Board and City Council should reach agreement on how 
budget decisions and staffing decisions will be guided by both a detailed operational 
plan (reviewed annually) and a performance monitoring system on which the VPD 
would report publicly. 

   2.6 Accountability 

Police play a critically important role in society, balancing the competing interests 
of individual liberties with law enforcement and social order.  Ensuring that this 
“balance” is consistent with the constitutional principles of a democratic society (e.g., 
the Canadian Charter of Rights and Freedoms) requires police “independence” to avoid 
the politicization of police with its inevitable biases (perceived or otherwise) and 
potential for corruption, organizationally or individually.6  Police independence, however, 
will only be supported if there is a corresponding level of public trust, which, in turn, 
provides a compelling argument for the public accountability of the police.   

                                  
4 Ammons, D.N. (1995). “Performance Measurement in Local Government”, in D.N. Ammons (Ed.), 

Accountability for Performance – Measurement and Monitoring in Local Government. Washington 
(D.C.): ICMA, p. 26. 

5 Ammons, D.N. (Ed.), Accountability for Performance – Measurement and Monitoring in Local 
Government. Washington (D.C.): ICMA, p. 61. 

6 See also the Municipal Police Board Handbook, 1999, p. 51. 
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One important accountability mechanism for the police in Canada is the 
Municipal Police Board, the members of which are non-partisan civilians appointed for 
fixed terms.  As such, they form an ostensibly neutral body to oversee the police 
department, ensuring “that there is a high standard of policing and that the interaction 
between police and the community is fair and responsive”7.   

In British Columbia, Police Boards are statutorily authorized pursuant to the B.C. 
Police Act (1996), and their function is to provide civilian governance and oversight over 
a municipal police department (as distinguished from the Royal Canadian Mounted 
Police8).  In turn, Police Boards operate under the oversight of the legislated authority of 
the Director of the Police Services Division, Ministry of the Attorney General.  As noted 
in the Police Act: 

“On behalf of the Minister and subject to the direction of the Minister, the 
Director is responsible for superintending policing and law enforcement 
functions in British Columbia.”  (Part 8, s. 39(1))9   

The composition of a Police Board is defined in the Police Act (Part 5, s.23), 
which requires the Mayor as a designated chair, one person appointed by the Council of 
the municipality or city, and not more then five persons appointed by the Lieutenant 
Governor in Council.  The appointments by the Lieutenancy Governor in Council are 
based on recommendations put forward by the Attorney General, after consultation with 
the Director, Police Services Division:  “Board members are chosen to reflect the 
demographics of the community and are persons who have demonstrated that they can 
act in the best interest of the community”10.   

Municipal Police Boards are created independently from municipal or city 
Councils and provincial government.  As previously noted, this removes Police Boards 
from partisan politics, recognizing police independence but including the legitimate 
interests of the community and province (as provided for in Canada’s Constitution Act of 
1867).  Based on the Police Act, the BC Police Board Handbook (as published by the 
Public Safety and Regulatory Branch, Police Services Division) points out that Police 
Boards have four main functions in law: 

1. To employ sworn police officers and civilian staff; 

2. To establish policy and set direction; 

3. To oversee financial matters; and, 

                                  
7 BC Ministry of Attorney General, Public Safety & Regulatory Branch, Police Services Division (May, 

1999).  BC Police Board: Reference Document on Responsibilities under the Police Act, p. 1. 
8 For the RCMP, the Police Act provides for Advisory Committees.  The RCMP organization is also 

governed by a separate set of federal regulations.   
9 Police Act, RSBC, 1996, C 367.  [This Act was amended in 1998 by the Police Amendment Act, 1997, 

and has since been consolidated.  Wherever a reference is made in this discussion to the Police Act 
and associated Regulations, it is a reference to the new consolidated Act.].   

10 BC Ministry of Attorney General, Public Safety & Regulatory Branch, Police Services Division (May, 
1999).  BC Police Board: Reference Document on Responsibilities under the Police Act, p. 23. 
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4. To be the “discipline authority” for policy and service complaints.   

Notably, the oversight of financial matters is one of the four main functions of the 
Police Board, and which will be the focus of the remainder of this discussion. Police 
Boards perform both governance and oversight functions.  Oversight ensures that the 
Police Department carries out its lawful and necessary duties, while governance is 
concerned with controlling and directing organizational policy.  As noted in the BC 
Police Board Handbook, one of the basic principles of governance is that the “governing 
body is not there to help the organization.  It is there to own the organization on behalf 
of the community [emphasis in original]” (p. 34).   

Consistent with this mandate is budgeting and financial management.  The 
Police Act requires that the Police Board “prepare and submit” a provisional budget to 
City Council prior to November 30th of each year (s.27 (1)).  Any changes must be 
submitted to Council prior to March 1 of the relevant year (s.27 (2)).  This budget, 
prepared in consultation with the Chief Constable, estimates the cost to provide policing 
for the municipality in the pending year, and should correspond with the Board’s 
direction and policy.  As noted in the BC Police Board Handbook: 

The Police Act, Part 5, s.27(4) states that the municipal council must include the 
provisional police department budget in its municipal budget – unless it disagrees 
with specific budget items.  In such a case, the Director of Police Services could 
arbitrate at the request of either party.[ ]11   Generally, the budgeting process is 
approached in a cooperative way, in which both the municipal council and the 
police board take into account political and financial realities and the needs of the 
community.  (p. 36)   

This is a rather distinctive and exceptional relationship, in that the Board must 
ensure that the police department provides efficient and effective services to the 
community, but at the same time it depends upon Council to provide the necessary 
financial resources to carry out its responsibilities (BC Police Board, p. 51).  In addition, 
the role of Council members, who are elected for three-year terms and make decisions, 
is much different from the role of Board members, the majority of whom are appointed 
by the province and act as a buffer between police and politics.  Such a relationship, 
then, depends upon the mutual cooperation of both the Board and Council to be 
successful.   

This mutual cooperation can only be accomplished when both parties recognize, 
acknowledge, and understand their respective roles, where the common objective is to 
provide efficient and effective policing services to the community.  Although the Police 
Act states that the Police Board, in consultation with the Chief Constable, “must 
determine the priorities, goals and objectives of the municipal police department 
[emphasis added]” (s.26 (4)), this cannot realistically occur unless Council provides 
adequate funding.   There is, then, no escaping the necessity for the Chief Constable, 
Police Board, and City Council (along with City Management) to work cooperatively to 

                                  
11 In other words, appeal to the Director.   
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achieve the objective of providing an efficient and effective policing service to the City of 
Vancouver.   

Once an approved Strategic Plan is in place, action plans are developed and 
performance targets are clearly agreed upon as well as the means through which 
performance and outcomes will be measured.  This makes it far easier for the three 
levels of responsibility to find common ground and to develop workable processes to 
assess and address a department’s resources requirements.   

2.7  The Staffing Report   

The Staffing Report, along with the Strategic Plan, was one of the primary 
documents made available to the project team. The Staffing Report contains a great 
deal of information, much of it based on the requests for resources presented by each 
unit rather than on an overall review of the utilization of current resources. The Staffing 
Report does not provide information on the process and rationale used for determining 
resource allocations to one unit or another in each of the five years (2005-2009).  In 
fact, the report is silent about how the positions would be distributed within the 
Department in years 2007, 2008, 2009.  The Staffing Report explains that it is 
“somewhat difficult to finitely identify where the individual members will be assigned 
later in that time frame” (p. 163).   

Considering best practices in other North American police departments, it is our 
view that a five year plan for the allocation of these new positions (both civilian and 
sworn officers) could have been developed by the VPD based on its Strategic Plan and 
the priorities identified to guide its implementation.   It is the conclusion of the project 
team that a lack of organizational capacity, due in part to staff shortages, hindered the 
Department’s efforts to compile an overall review of current resources and to identify 
current “gaps” in service delivery. This is a capacity that senior management would like 
to develop. 

Another shortcoming of the Staffing Report is that is does not fully identify the 
civilian resources required by the Department. The report gives a detailed account of 
the 93 civilian positions that are requested for 2005, but no information about the 30 
positions for 2006, the 20 positions for 2007, the 20 positions for 2008, and the seven 
positions for 2009.   There is no information provided on how these positions would be 
allocated within the Department and how these positions would assist in achieving the 
operational and strategic priorities of the Department. This information would have 
assisted the project team in assessing the requests for additional civilians and senior 
management acknowledge that such information is important for operational planning.  

Finally, the Staffing Report reminds its readers that “the Chief Constable has the 
authority to assign members wherever he deems operationally necessary” (p. 163).  
Although factually correct and unchallenged, this does not diminish the importance of 
properly planning for the allocation of resources and ensuring that there is a measure of 
accountability to ensure that resources are being effectively and efficiently utilized.  
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  2.8  Methods of Estimating Resources Requirements 

A number of methods, including computer modeling, have been developed to 
assist police departments in determining the number of patrol officers needed to satisfy 
service delivery objectives. These figures are often then used to project the required 
total authorized strength of the police force. There are innumerable problems with this 
type of method and there is, in the policing field, no unanimity as to the best models and 
criteria for determining appropriate personnel levels for the patrol function.  

The population per police officer ratio (P.P.R.) and the number of police officers 
per 100,000 (two equivalent measures) are almost universally used to describe the 
resources allocated to police forces in a jurisdiction.  Statistics Canada12 and the B.C. 
Police Services13 both produce annual reports presenting this information for all police 
forces, on a national and provincial basis. Some of these reports include data on both 
sworn officers and civilians, while those reports that do not contain this information can 
be misleading since police services tend to employ civilians differently and have 
different approaches to the civilianisation of the work force than do other public sector 
agencies.   

These P.P.R. figures tend to be reported in the media14 and can mislead the 
public about the amount of protection it is actually receiving from its local police service.  
Police managers sometimes use P.P.R. statistics to justify requests for additional 
resources when the published figures are high in comparison to other police 
departments. However, when the P.P.R. figures are low, they are often discredited and 
rejected by these same police managers. The Statistics Canada report on police 
services clearly states that, for a variety of reasons, “…it is not possible to make direct 
comparisons among the more than 550 municipal police services…”15. These reasons 
include the fact that municipal police forces often have a different mix of urban, 
suburban, and rural areas, and that there is considerable disparity in the population 
densities (persons/ km2) across the municipalities being policed.  Further, each 
community has its own unique characteristics, geography, and patterns of crime. Clearly 
far too many factors influence these figures and the workload of each police force to 
allow valid, direct comparisons between police forces. 

  It is generally agreed, however, that the resource analysis exercise should be 
linked to performance indicators and to approved performance targets for each function.  
Generally recognized indicators of performance are used, for instance, by the 
comparative performance measurement system developed by the International 

                                  
12 Statistics Canada, Canadian Centre for Justice Statistics (2004). Police Resources in Canada, 2004. 

Ottawa: CCJS, Catalogue no. 85-225-XIE. 
13 Government of British Columbia, Attorney General Department, Police Services (2003). Police Costs 

and Police Strengths.  
14 For instance, in January of this year when the national data became available, local media displayed 

the following headline: “Vancouver has Twice Surrey’s Count”. The Province, January 24, 2005.  
15 Statistics Canada, Canadian Centre for Justice Statistics (2004). Police Resources in Canada, 2004. 

Ottawa: CCJS, Catalogue no. 85-225-XIE, p. 8. 
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CITY/County Management Association (ICMA)16.  The ICMA’s most recent report 
presents police performance data from 81 jurisdictions, but readers are warned of the 
danger of attempting to make direct comparisons between different jurisdictions, as the 
performance of each department may be affected by a number physical, political, and 
demographic characteristics of the municipality being policed.  Furthermore, many 
police forces are subject to national, state, or provincial mandatory standards or 
voluntary accreditation standards which set performance targets that must be met by a 
service in relation to its various functions and units17. In these cases, resource allocation 
is sometimes directly linked to performance standards.  

Performance indicators are most commonly used for the patrol function and 
generally include the number of calls received (by priority), the response time to 
different types of calls, and officer utilization time. The total case burden, defined as “the 
number of Criminal Code offences (excluding traffic) per authorized police strength” is 
also used as a general measure of workload and the “percentage of crimes solved” (by 
category of crimes) as a performance indicator.  As previously indicated, each 
community is unique, and comparisons therefore have very limited value without further 
assessments of crime types, agency reporting practices, response and investigative 
policies, and solvability factors.  

Other specific indicators are used to assess the workload and to measure the 
performance of the traffic enforcement unit.  These include: the number of traffic 
accidents involving fatalities, the number of traffic accidents involving injuries, the 
number of moving vehicle infractions, and/or the number of drinking and driving arrests. 

 For this project, we were specifically asked to comment on whether the VPD 
followed police “best practices” in assessing police staffing requirements.  We reviewed 
the literature, as well as current practices in major police departments in Canada, the 
USA and the U.K., and we reviewed an internal report produced by the VPD Planning, 
Research and Audit Section entitled  “Estimating Staffing Needs in Police Departments: 
Current Practices (2000-01)”.18    

 The VPD internal document focused exclusively on estimating the required 
number of sworn officers and did not address the issue of civilian support or the 
civilianisation of positions. In fact, most of the report focused on estimating the patrol 
resources required and it was centered on the results of a mail-out survey conducted by 
the VPD of major police departments in Canada and the United States.  Nevertheless, it 

                                  
16 Internal City/County Management Association (ICMA) (2003). Comparative Performance Measurement 

– FY 2002 Data Report.  Washington  (D.C.): ICMA, November 2003, Chapter 13, “Police Services”.    
17 For example, the Provincial Standards for Municipal Police Departments in British Columbia (B.C. 

Attorney General Department, Police Services) or the Ontario Police Act Regulations on the Adequacy 
and Effectiveness of Police Services (Ontario Regulation 3/99) identify organizational capacity 
requirements.  See also: the Commission on Accreditation of Law Enforcement (CALEA) Standards. 

18 Prox, R. and I. Groc (2000).”Estimating Staffing Needs in Police Departments: Current Practices (2000-
01)”, Memorandum to Carolyn Daley, February 29, 2000. 27 p. 
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is our view that the conclusions of this report on best practices for estimating patrol 
resources are quite valid and accurately reflect current practices in the field of policing.   

The report makes the important point that: 
  “… no technique, model or formula—no matter how sophisticated—will provide 
a definitive answer to the question ’how many people do we need?’  These 
techniques will, at best, provide a reflection of the current status of police staffing 
based on a number of defined parameters.”   

According to the VPD’s own review of best practices, “…staffing determination is 
a two-step process: the collection of relevant data to capture current police workload 
and service demands; the evaluation of current performance standards eventually 
leading to the decision to make potential changes.  The ultimate determination of 
authorized strength is a combination of these two steps.”  

The VPD internal report also emphasized that: 
 “(..) the ’definition of performance objectives is critical’ and a step that must be 
taken prior to articulating operational plans (e.g. a patrol plan) and estimating 
requirements for additional resources.”   

  Following this process for developing an estimate of present and future 
resource requirements for both civilian personnel and sworn officers is recognized as a 
“best practice”.  Estimating resource requirements on the basis of the size of the 
population, or based principally on comparisons between various police forces, 
however, are not best practices in policing.  Different police forces operate under 
different circumstances and constraints and may legitimately require different levels of 
resources to achieve the same results.  The traditional comparisons between police 
forces are, perhaps, more useful in developing political arguments than in developing 
sound resource management practices.  

 It is not evident that the conclusions regarding best practices in estimating police 
resources that were set out in the 2002 internal report were utilized in the preparation of 
the Staffing Report.  Rather, the Staffing Report was apparently based on an exercise 
which primarily consisted of tallying up all the requests for additional resources received 
from each unit in the Department and then writing a general justification based on 
general arguments about overall population growth in the City of Vancouver and the 
resulting increase in workload.  The various units in the Department did not, it appears, 
conduct a systematic assessment of their own workload, a review of their performance 
against accepted police standards, and an identification of performance improvement 
targets associated with the new resources being requested.   

In its current form, the Staffing Report presents a large request for additional 
positions without a framework within which the current allocation of resources can be 
assessed and with no prioritization of how new resources would be utilized.  It is difficult 
to assess what additional resources are required by any organization without 
considering how effectively and efficiently current resources are being utilized.   
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2.9 Resource Management 

The “service demand drivers” that are identified by VPD in the 2004 Staffing 
Report - Vancouver’s growing population, the growth in cruise ship traffic, the increase 
in tourism, Vancouver becoming ever more popular as a conference and VIP centre - 
have been evident for a number of years.  Although these various trends may have 
impacted the demands for police services, there are no data provided in the Staffing 
Report that illustrates the impact of these challenges on current resources and what 
gaps exist in service delivery vis-à-vis these potential service drivers.  

There were attempts at improving the Department’s efficiency although it is likely 
that a combination of lack of resources and a lack of organizational capacity to monitor 
changes in demands for service and performance contributed to the present 
predicament. The VPD made significant efforts to address the fact that its workload was 
increasing, either by attempting to obtain additional resources or by improving the 
Department’s efficiency.   

In the absence of supporting, empirical documentation, it has been difficult for us 
to assess many of the specific requests that are assembled in the Staffing Report.  
These materials may exist, but were not presented in a structured fashion in support of 
the requests for staffing. The project team is aware that the Department does have 
detailed information on some of its initiatives that could have been more effectively 
utilized to support the request for additional staff. 

A prime example is the City-wide Enforcement Team initiative of the VPD which 
was launched in 2003.  The CET was designed to reduce the levels of disorder in the 
community, disrupt the open drug market and to impede the flow of stolen property into 
the Downtown Eastside area which is situated in police District 2.  A considerable 
amount of Departmental resources were directed to the CET initiative which, in the 
absence of additional resources, contributed to a situation in which patrol resources 
were over-extended and overtime costs escalated.  

The CET initiative was independently evaluated19 and produced a considerable 
amount of material on the workload and performance of patrol officers as well as on the 
expectations and perceptions of residents in the community. The independent 
evaluation found that the CET had been successful in restoring order to the community 
and improving the quality of life of community residents. As well, the open drug market 
was disrupted and there were high levels of support for the police and for the CET 
initiative among a broad cross-section of community residents.  

A major finding of the evaluation was that the VPD did not have the resources to 
pursue the drug trade and its associated activities that were displaced into adjacent 
police districts. The initial intent was that the initiative would be a “city-wide” 

                                  
19 Dandurand, Y., Griffiths, C., Chin, V., and J. Chan (2004). Confident Policing in a Troubled Community 

– An Evaluation of the Vancouver Police Department’s City-wide Enforcement Team Initiative. 
Vancouver: City of Vancouver and Vancouver Agreement Coordination Unit, September 1, 2004. 
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enforcement effort; however, the lack of resources precluded this. The evaluation also 
concluded that it was crucial that the Department continue to maintain a highly visible 
presence in the DTES in order to consolidate the gains that had been made (at 
considerable cost) and to build on the successes that had been achieved. 

The independent evaluation also found that District 1 had absorbed much of the 
displacement of the drug trade and associated criminal activity and that this had 
resulted in a number of crime “hot spots” and an increased concern with disorder 
among community residents.  This displacement effect into District 1 was in addition to 
a rise in a variety of issues in District 1 that preceded the CET initiative. 

There is little doubt that the VPD needs an immediate infusion of new sworn 
members in order to sustain the progress that has been made in the DTES in District 2 
and to assist in the addressing the increasing levels of disorder that are emerging in 
District 1. It is the view of the project team that it is important to establish the precedent 
of providing sufficient resources in those instances in which the VPD has taken the 
initiative to address social disorder and improve the quality of life of Vancouver 
residents and has been successful in its efforts.  

Similarly, additional information provided to the project team by the Department 
on District 1 supports the request for additional sworn members. Many of the service 
drivers in District 1 are related to the high density of the population in the area and are 
discussed later in this report. The Staffing Report recommends an additional 10 sworn 
positions for District 2 in 2005 and 20 more in 2006.   

If deployed within a best practices framework, it is likely that the VPD, with 
additional staff, will be able to take on additional work, improve the level of service 
delivery, shorten response times and improve the efficiency of the organization.  The 
necessity of deploying resources within an appropriate framework is crucial, given that 
Increasing the number of sworn and civilian members will not, in itself, improve the 
levels of public safety, the quality of the services offered to residents, and the financial 
balance of the organization.  

It is not being suggested that the current service delivery system is necessarily 
flawed, but rather that appropriate benchmarks and performance targets have not been 
clearly defined, nor have measures been implemented to measure progress towards the 
identified priorities and objectives.  

 

3 Assumptions and Projections that Guided the Staffing Report 

The Staffing Report offers an estimate of current resource requirements in the 
Department. As a comprehensive planning document, the Report should, perhaps, have 
included an identification of current and projected resource needs and set out a 
schedule for integrating these resources into the Department. Although, realistically, it is 
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unlikely that the Department will be successful in obtaining all of the resources being 
requested, nevertheless the Report could set out a framework going forward into which 
resources can be placed. 

3.1. Causes of Degradation of Services  

It is stated in the Staffing Report that police services have suffered a “significant 
degradation” due to an increase in demand for services that has not been matched by a 
corresponding increase in resources. This is reflected in a number of key indicators that 
are explored in the discussion below, including response times to calls for service. As 
well, the VPD has ‘shed” a number of situations that were previously responded to, 
including frauds under $10,000, the large majority of traffic accidents, and “cold” Break 
and Enters.  

Although there is evidence to suggest that the current senior management team 
is challenged to meet the ever-changing demands for resources, it would have been 
helpful if the Report had set out the measures that had been taken in an attempt to 
address the increase in demand and to rationalize the use of its existing resources. The 
project team is aware of a number of innovative initiatives that have been taken, 
including the Scene of Crime Officers and the Telephone Response Team (TRT), both 
of which focus on property-related crimes.  With increased capacity, including qualified 
civilians, the VPD could gather and systematically document these measures. And, as 
previously noted, the development of an operational plan would set out the specific 
strategies that would be employed along with additional staff, to achieve the 
Department’s objectives.  

In the discussion on “Service Supply and Demand” in the Staffing Report, it is 
stated that “…it is certain that service delivery will continue to be compromised unless 
there is an increase in staffing.”  This statement reflects the tendency of the Report to 
focus exclusively on external factors that are driving demand and creating a perceived 
need for additional positions.  There is little mention of internal, organizational initiatives 
that could be taken to ensure that resources are utilized in an effective and efficient 
manner.  

3.2 The VPD Current Authorized Strength and Expenditures  

The current authorized strength of the VPD stands at 1124 sworn officers and 
231.5 civilian positions. The Staffing Report suggests that there has not been a notable 
increase in authorized strength during the period 1993 to 2003 (p. 13).  The situation, 
however, has not been static.  

The Staffing Report presents all of the changes in the authorized strength for 
sworn officers as if they had an impact on the ability of the department to meet the 
demand for services and the expectations of a growing population. Figure 1, below, 
shows the fluctuations in the authorized strength of the VPD during the last ten years. 
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Figure 1 – VPD Authorized Strength 1995-2004 
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The Staffing Report attempts to relate these fluctuations in the total authorized 
strength for sworn officers and civilians to increases in the city’s population; however, 
many of the changes that have occurred in the authorized strength are in fact workload-
neutral.   

In 2000, an internal report on workload changes between 1993 -2000 was 
produced by the Planning and Research Section20.  The report contains a summary of 
historical changes in the VPD authorized strength, which is referred to in the Staffing 
Report.  The main points are as follows: 

• Between 1991 and 1993: the authorized strength for sworn officers  
increased by 41 positions.  

• Between 1994 and 1996: the authorized strength for sworn officers was 
decreased by 14 officers pursuant to a budget management program. 

• In 1997:  the authorized strength for sworn officers was decreased by 4 
officers pursuant to a budget management program. 

• In 1998:  the authorized strength received an increase of 20 officers to 
provide extra policing services in the Downtown Eastside. 

• In 1999: the authorized strength for sworn officers was reduced by 15 
officers pursuant to a Council-mandated budget reduction program. 
However, 20 officer positions were added by restructuring the department.  

• In 2000: as a result of a city-wide budget reduction process, the 
authorized strength for sworn officers was reduced by three positions. In 
addition 8 positions were taken away from the authorized strength for 
sworn officers (to “pay the mortgage for 5 East 8th, after the elimination of 
the Provincial Coordinated Law Enforcement Unit and the creation of the 
Criminal Intelligence section within the VPD). 

                                  
20 LePard, D. (2000). Status Report: Workload Changes: 1993-2000. Vancouver:  V.P.D., Planning and 

Research Section, December 2000. 
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• In 2001: 30 officers positions were added to the authorized strength. 

• In 2002: there were no changes in authorized strength. 

• In 2003: 30 new sworn officer positions were added to the authorized 
strength. 

• In 2004: authorized strength declined by two officer positions due to a 
reorganization at the executive level. 

Historically, the VPD did not receive an increase in staff between the mid-1980s 
and 1991, and the 1991-1993 increase was a small percentage of the requested 
positions. Between 1991 and 2004, there was a net increase of 95 officers. In the last 
ten years alone, the net increase was 70 new sworn officer positions, an increase of 
6.4% in the sworn officers capacity of the VPD to tackle its workload as compared to a 
14.3% growth of the city’s population.  During this time, the number of civilian positions 
decreased, often as the result of workload-neutral transfers of responsibilities (e.g. to 
ECOMM). 

Other workload-neutral changes occurred in the authorized strength when 23 
positions were civilianized (not eliminated) and the related workload was transferred to 
civilian personnel, when the Department was assigned an additional responsibility (to 
police the Port of Vancouver) and that new mandate was accompanied by new 
resources (15 positions), or when a reduction occurred as a result of the transfer of part 
of the department’s workload to another agency (44 officers, no longer required to 
manage the jail as the responsibility and the workload were transferred to Corrections 
Branch – or the communication system as the responsibility was transferred to 
ECOMM).   

The total salary cost of the VPD’s sworn officers has increased by well over 30% 
in the last ten years, as a result of negotiated salary increases and the addition of new 
positions, and in the last four years, the Department has also incurred very sizeable 
increases in expenditures for overtime. 

The cost of policing Vancouver has increased considerably over the last decade, 
from 100,464,320 in 1994 to 151,991,112 in 2003. A more accurate comparison of 
policing costs over a period of time should include a “constant dollar” comparison. A 
constant dollar comparison would reveal that the large portion of the increase between 
1994 and 2003 was due to contracted salary increases. 

Table 1, above, is based on Statistics Canada data and ranks the twenty-five 
major Canadian cities in terms of the cost of police services per capita. These costs are 
actual operating expenditures and include: salaries and wages, benefits and other 
operating expenses such as accommodation, costs, fuel, maintenance, etc. Capital 
expenditures, funding from external sources, revenues and recoveries are not included. 
A review of the figures in Table 1 reveals that, comparatively speaking, Vancouver has 
the highest per capita policing cost. 
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Table 1- Selected cities (population above 100,000) 
ranked by per capita cost of police services21

City Population Per Capita Cost  ($) 
1. York Reg. 851,705 149 
2. Halton R. 413,454 151 
3. London 355,169 154 
4. Gatineau 226,888 161 
5. Laval 359,707 162 
6. Longueuil 383,396 168 
7. Quebec 524,054 168 
8. Abbotsford 127,712 171 
9. Ottawa  823,608 178 
10. Durham  547,759 180 
11. Hamilton 516,776 185 
12. Peel Reg. 1,063,393 190 
13. Halifax R. 211,607 192 
14. Saskatoon 202,542 198 
15. Regina 181,167 210 
16. Calgary 936,270 213 
17. Winnipeg  644,417 227 
18. Montreal  1,871,774 228 
19. Windsor 221,091 231 
20. Edmonton 702,379 237 
21. Toronto 2,611,661 258 
Vancouver 569,814 267 

 

In the Staffing Report, the requests for additional resources are not accompanied 
by quantitative indicators on current operations, the extent to which the various sections 
in the department are meeting the demands placed on them, time and task information, 
and how any additional resources would be effectively utilized.  This is important not 
only from the point of view of justifying new requests for resources, but also as evidence 
that existing resources are managed as efficiently and as effectively as they should.  
Appendix 1 presents data on how positions (civilian and sworn officer positions) were 
distributed in various units through the Department.  

 Figure 2 shows that in the last five years, approximately the same number of 
sworn officers was assigned to the various sectors of the Department.  

                                  
21 Source: Statistics Canada, Canadian Centre for Justice Statistics (2004). Police Resources in Canada, 

2004. Catalogue no 85-225-XIE. 
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Figure 2 - Distribution of sworn officers authorized 
strength by major sectors - 2000-2004
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3.3 Authorized Strength as Compared to Other Police Forces  

A central theme in the Staffing Report is that the VPD’s authorized strength is 
inadequate and possibly placing the city’s population at risk. To assess this, figures 
from other police services were gathered and are presented in Figure 3. However, 
caution must be exercised in comparing police services, as there are many differences 
across Canadian cities that will affect the types and levels of demands made on the 
police and the ability of the police to meet the challenges that are presented. At first 
glance, it appears that Vancouver compares very favourably with other cities, both in 
terms of its total authorized strength and the authorized number of sworn officers.  
Vancouver ranks among the very highest police services in the country in terms of the 
number of police officers relative to the size of its population. 

When comparisons are made between police agencies, it is important that such 
comparisons be reliable and valid, which means that reported data are, in fact, 
comparable across time and the extraneous variables are controlled. The only 
comparisons of any real value are between major cities, which exclude the smaller 
centers and the RCMP.22  Major cities also deal with unique policing issues, such as 
higher incidents of violence, large-scale events, ethnic diversity, public protests, non-
resident population issues, “night-life” activities, high liquor outlet density, gangs, 
organized crime, as well as complex social issues.  For these reasons, the Vancouver 
Staffing Report used cities such as Edmonton, Calgary, Montreal, Toronto, and 

                                  
22.  The “authorized” strength of an RCMP detachment is reported differently from that of an independent 

municipal department, which affects the interpretation of Population to Police Ratios (PPR) and case 
burdens.   
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Winnipeg.  However, as Figure 3 on population density demonstrates, these major cities 
can be quite different, in part because they are policed by a regional police force. 23    

Figure 3 - Population Density (Persons Per Sq Km)
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Notwithstanding the real difficulties in making comparisons between cities, one 
can perhaps still be informed by general comparisons with cities that have much in 
common, in particular the size of their population.  In Table 2 below, we have selected 
twenty-two Canadian cities with a population in excess of 100,000 and one American 
city (Seattle) against which one may compare Vancouver.  The cities are ranked by the 
size of their population and we have highlighted the cities in the middle band, on each 
side of Vancouver, which in our view more likely represent valid points of comparisons 
based on the size of the population. The table also offers data on population density in 
each of the cities.  

The source of the data presented in table 2 is the recent Statistics Canada report 
on Police Resources in Canada which uses, as basis for comparisons between police 
forces, “the number of sworn police officers available for active duty as of June 15th, 
2003”.  This explains why the figure for the City of Vancouver, which had to be used for 
the purpose of comparison, does not correspond to its official authorized strength 
(1,124) but to its actual strength on that particular day (1,192) which happened to be 
above the total level authorized. For ease of reference, we have also added the 
Vancouver authorized strength numbers directly under the other figures to reflect the 
fact that there is a difference between “actual strength” and “authorized strength”.    

Table 3 presents essentially the same information, but ranks the cities in terms of 
the number of sworn officers per 100,000 population.  Vancouver ranks among the very 
highest in the country.  It also ranks very high in terms of total personnel (sworn officers 
and civilians) per 100,000 population.  

                                  
23 Vancouver has not had the benefit of regionalization or amalgamation of outlying suburban populations, 

such as metropolitan police departments like the Ottawa Police.  This is clearly seen in population 
densities per square kilometre, as illustrated in the figure below, where Vancouver has the highest 
population density of all major cities in Canada.  As well, considering that the average population 
density for major cities is 2251 (person per sq km), Vancouver’s population density of 4888 (greater 
than 1.6 times the standard deviation) is especially notable. 
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Table 2 - Selected cities (Population above 100,000) ranked by size of population24

 

City 
Population Population 

Density 
Person/km2

Number 
of 
Sworn 
Officers 

Civilians Total Population 
Per  
Police 
Officer 

Ratio 
Civilian 
to 
Police 
Officer  

Police 
Officer per 
100,000 
Population 

Personnel 
Per 
100,000 

1. Abbotsford 127,712 354 158 43 201 808 .27 124 157
2. Regina 181,167 1,527 338 137 475 536 .41 187 262
3. Saskatoon 202,542 1,365 347 133 480 584 .38 171 237
4. Halifax R. 211,607 1,192 403 213 616 525 .53 190 291
5. Windsor 221,091 1,833 428 141 569 517 .33 194 257
6. Gatineau 226,888 693 300 74 374 756 .25 132 164
7. London 355,169 842 481 189 620 738 .39 135 175
8. Laval 359,707 1,456 471 164 635 764 .32 131 176
9. Longueuil 383,396 1,351 500 196 696 767 .39 130 181
10. Halton R. 413,454 428 502 159 661 824 .32 121 159
11. Hamilton 516,776 463 712 275 987 726 .39 138 191
12. Quebec 524,054 957 718 160 878 730 .22 137 168
13. Durham  547,759 217 736 261 997 744 .35 134 182
14. Vancouver 569,814 4,888 1,192

1,124
215
221

1,407
1,345

478
507

.18 

.20 
209
197

246
236

15. Seattle 571,900 - 1,241 531 1,772 461 .43 217 310
16. Winnipeg  644,417 1,385 1,211 351 1,582 532 .28 188 245
17. Edmonton 702,379 1,027 1,225 335 1,560 573 .37 174 222
18. Ottawa  823,608 296 1,107 488 1,595 744 .44 134 194
19. York Reg. 851,705 487 973 331 1,304 875 .34 114 153
20. Calgary 936,270 1,334 1,442 619 2,061 649 .42 154 220
21. Peel Reg. 1,063,393 1,916 1,454 688 2,142 731 .47 137 201
22. Montreal  1,871,774 3,743 4,070 1,368 5,438 460 .34 217 290
23. Toronto 2,611,661 4,146 5,315 2,203 7,518 491 .41 204 288

Table 3 - Selected cities (Population above 100,000) ranked by the number of police officers per 
100,000 population25

City Population Population 
Density 
Person/km2

Number 
of 
Sworn 
Officers 

Civilians Total Population 
Per  
Police 
Officer 

Ratio 
Civilian 
to 
Police  

Police 
Officer per 
100,000 
Population 

Personnel 
Per 
100,000 

1. York Reg. 851,705 487 973 331 1,304 875 .34 114 153 
2. Halton R. 413,454 428 502 159 661 824 .32 121 159 
3. Abbotsford 127,712 354 158 43 201 808 .27 124 157 
4. Longueuil 383,396 1,351 500 196 696 767 .39 130 181 
5. Laval 359,707 1,456 471 164 635 764 .32 131 176 
6. Gatineau 226,888 693 300 74 374 756 .25 132 164 
7. Durham  547,759 217 736 261 997 744 .35 134 182 
8. Ottawa  823,608 296 1,107 488 1,595 744 .44 134 194 
9. London 355,169 842 481 189 620 738 .39 135 175 
10. Quebec 524,054 957 718 160 878 730 .22 137 168 
11. Peel Reg. 1,063,393 1,916 1,454 688 2,142 731 .47 137 201 
12. Hamilton 516,776 463 712 275 987 726 .39 138 191 

                                  
24 Source: Statistics Canada, Canadian Centre for Justice Statistics (2004). Police Resources in Canada, 

2004. Catalogue no 85-225-XIE. 
25 Source: Statistics Canada, Canadian Centre for Justice Statistics (2004). Police Resources in Canada, 

2004. Catalogue no 85-225-XIE. 
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13. Calgary 936,270 1,334 1,442 619 2,061 649 .42 154 220 
14. Saskatoon 202,542 1,365 347 133 480 584 .38 171 237 
15. Edmonton 702,379 1,027 1,225 335 1,560 573 .37 174 222 
16. Regina 181,167 1,527 338 137 475 536 .41 187 262 
17. Winnipeg  644,417 1,385 1,211 351 1,582 532 .28 188 245 
18. Halifax R. 211,607 1,192 403 213 616 525 .53 190 291 
19. Windsor 221,091 1,833 428 141 569 517 .33 194 257 
20. Toronto 2,611,661 4,146 5,315 2,203 7,518 491 .41 204 288 
21. Vancouver 
 

569,814 4,888 1,192 
1,124 

215 
221 

1,407 
1,345 

478 
507 

.18 

.20 
209 
197 

246 
236 

22. Seattle 571,900 - 1,241 531 1,772 461 .43 217 310 
23. Montreal  1,871,774 3,743 4,070 1,368 5,438 460 .34 217 290 

For a variety of reasons, population-to-police ratios (PPR) are of limited utility 
when attempting to determine resource needs in a police service.  Table 2 above 
illustrates the variability between Canadian police services in these ratios. In the 
absence of an in-depth analysis, it is not possible to assume that a department with a 
lower PPR ratio provides more effective and efficient police services than a department 
with a higher PPR ratio. A high PPR ratio, in itself, does not indicate that the quality of 
police services provided to the community will be deficient.  Much depends upon the 
specific attributes of the community in question.  And, there are unique attributes of 
Vancouver that distinguish the city from other urban centres in Canada, most notably 
the previously mentioned high density and the fact that a very high percentage of the 
CMA population lives outside the city. 

If the VPD’s current request of 469 additional sworn officers to fill an immediate 
gap (or resources deficit) were taken at face value, one would have to agree that a rate 
of 280 sworn officers per 100,000 people is an acceptable level of resources for 
Vancouver.  That level would, in fact, amount to one hundred officers per 100,000 
people more than the national average of 180 (i.e., 55% more than the national 
average), and 76 officers more per 100,000 than the city of Toronto (37% more).  In the 
view of the project team, the VPD could have more effectively utilized established 
benchmarks and standards for determining the personnel needs that are set out in the 
Staffing Report.  

An important determinant of the effectiveness of police services is how police 
resources are allocated and deployed in response to the specific drivers of demand for 
police service that are at play within a particular municipality.  This, in turn, requires 
police services to develop the necessary mechanisms to collect intelligence, to monitor 
performance, to adapt policies and practice to the demands in the task environment, 
and to ensure that there are sufficient resources to meet these demands.  

The Staffing Report also identifies an increase in the number of special events 
and demonstrations as contributing to a workload that is similar to other large urban 
centres and as a rationale for why the VPD has a proportionally larger number of sworn 
officers.  Other urban police services are required to respond to special events and 
demonstrations as well. Some of them, like Toronto and Montreal, may be able to draw 
on a much larger pool of officers The VPD does record some information on the costs 
associated with providing policing services for these events. For example, on New 
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Year’s Eve 2004, 161 officers were deployed to police the celebrations. This was in 
addition to the regularly scheduled officers.  The total overtime expenditure for this night 
was $106,671.62, $28,739.25 of which was cost recoverable.  The remaining 
$77,932.37 in overtime costs were not recoverable. The VPD arrested 147 persons 
during this one evening.  The VPD should strive to determine the costs of all of the 
police services that it delivers and to have this information readily available not only for 
the planning process but also for dissemination to the general public.  

A best practices example is provided by the San Diego Police Department, which 
posts on its website the costs associated with responding to various types of calls for 
service26. These are listed under Key Performance Measures and are tracked on an 
annual basis.  

3.4 The “Core City” Syndrome  

 One of the factors that distinguishes the city of Vancouver from other major cities 
in Canada is that Vancouver City represents only 27% of the Vancouver Census 
Metropolitan Area (CMA), which is significantly smaller than all other major cities in 
Canada, with the exception of Montreal (see Figure 4).  The significance of this figure is 
that the Vancouver Police being at the “core” of the metropolitan area, where people 
congregate, is expected to deliver police services to a large “functional” population.  The 
correlation between the percentage of the CMA being policed by a police service and 
PTP is .58 (the coefficient of determination is .34).  In other words 34 percent of the 
variation in the regression line (where PTP is a function of CMA) is explained. 

This situation is often referred to as the “core city syndrome” in the Staffing 
Report and relates to the pressure that the “daytime population” of a city places on 
police resources. The Staffing Report refers to the “functional population,” which it 
estimates at 860,000 people, while the City of Vancouver Engineering Department 
estimates, on the basis of the Canada census, that the daytime population of Vancouver 
is 675,000 people.  During weekdays, approximately 81,000 Vancouverites leave the 
city, while 190,000 people come to the City (153,000 workers, mostly to the Downtown 
area, and 37,000 students).  The City Engineering Department has determined that 
there are approximately 465,500 vehicles entering the city limits on a daily basis. 

Statistics in the Staffing Report indicate that 30.5% of incidents where persons 
were charged with criminal offences involved non-Vancouver residents and 40.6% of 
incidents where persons were identified as drivers in vehicle-related incidents involved 
non-Vancouver residents. It is not clear how these figures would compare to that of 
other cities.  The VPD should develop the capacity to measure more accurately the 
impact of the “functional” population on the demand for police services.  It is likely that 
these demands will “load” onto a selected number of areas, including traffic, incidents in 
the entertainment district, and thefts from auto.  This would assist the VPD is developing 

                                  
26 www.sandiego.gov/budget/annual/volume3/pdf/v3police.pdf  
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appropriate strategies and resources to address the challenges presented by the influx 
of persons into the city. 

Figure 4 - PTP as a function of the proportion of a CMA a service is reposnible 
for policing
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4. Assessment of the Demand for Services and Factors Affecting Workload 

The Staffing Report presents a case for additional resources based on a number 
of arguments about the role of various factors deemed to be driving up the demand for 
services and, therefore, the workload of the VPD. The increasing use of technology by 
the Department can both serve to reduce, and increase, workloads. There is little doubt 
that technology can lead to increased efficiencies in the areas of Information 
Technology, Information Management, and in processing the volumes of paperwork 
associated with criminal investigations.  On the other hand, the introduction of new 
technology, such as the PRIME system, can lead to an increase in arrests, charges, 
and reports in cases that may have previously remained dormant. Similarly, advances in 
the science of DNA analysis has precipitated a review of historical, unsolved “cold 
cases”, resulting in increases in the workload of speciality squads and units in the 
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Department. The development of capacities for documenting the impact of technology 
on the effectiveness and efficiency of the Department’s various units, on an ongoing 
basis, is a priority and should receive the full attention of senior management. 

In the discussion of demand for services drivers, the Staffing Report notes that 
the service drivers reviewed “have one key element in common.  They all require 
additional staff and resources” (p. 129). A similar point is made several pages later (p. 
133), where it is stated that “as service demands increase, service delivery will 
continually decrease unless there is an increase in the VPD’s staffing levels.”  The 
materials gathered and analyses conducted by the project team indicate that additional 
staff are required by the VPD and, also, that there is a need for the Department to 
prioritize the services to be delivered.   

There is little doubt that there are a myriad of demands being made on the VPD and 
these can only be expected to increase in the coming years. Meeting these demands 
effectively and efficiently requires that the VPD, as an organization, develop capacities 
to plan, prioritize, deploy, assess, and adapt. There are, therefore, internal 
organizational factors that are as important as the external drivers that have been 
identified.  

The following discussion examines the point raised in the Staffing Report that the 
increased workload in the VPD is due to an increase in the City’s population, the 
increasing legal complexity of police work, and/or an increase in criminal activity in the 
city.  The materials offered in support of this position include a report on workload 
prepared in the year 2000 by the Planning and Research Section.27

4.1    Population Increase and the Demand for Police Services 

In the last decade (1995-2004), Vancouver’s population has increased by 73,000 
people (or 14.3%).  This rise has most certainly resulted in an increased workload for 
the VPD.  Moreover, population growth is expected to continue well into the future, 
which will inevitably continue to affect demands for police services. Caution must be 
exercised in assuming that an increase in population translates directly into an 
equivalent increase in workload, e.g. a 10% increase in population does not, 
necessarily, result in a 10% increase in the overall workload of the Department.  Not all 
police activities are affected equally by population size or by the number of motor 
vehicles in a city.  Furthermore, it is also important to consider the composition of the 
population (e.g., age, ethnicity, etc.) in projecting the need for police services. 

In the Staffing Report, it is argued that because the City of Victoria’s population is 
similar to Vancouver’s population growth for a given period, the Vancouver Police 
requires an additional number of officers equivalent to the current authorized strength 
for the City of Victoria. There is, however, no evidence to suggest that the 86,000 

                                  
27 LePard, D. (2000) Status Report: Workload Changes 1993-2000. Vancouver Police Department, 

Planning and Research Section, December 2000. 
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people who have moved into or were born in Vancouver during that period of time have 
the same needs for services as the whole of the population of the city of Victoria, which 
itself is an urban centre that services a “functional” population much larger than what 
the census data shows.   

Figure 5 illustrates how, over a ten year period, the population of Vancouver has 
increased by 14.3%, while the total authorized strength of the VPD has remained more 
or less at the same level it was ten years ago.  The number of sworn officers has only 
increased by 3%.  As was discussed earlier, however, an adjusted count of the changes 
in the number of sworn officers over that period of time (to exclude those changes that 
were workload-neutral) suggests that the number of sworn officers actually increased by 
6.4%.  

Figure 5 - Percentage increases in total authorized strength and in 
number of sworn officers compared to population growth 1995 to 

2004 using 1994 as a baseline
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District 1 provides a good example of how changing demographics have 
impacted the quality of life in a community and the demands for service. The current 
residential population of District 1 is 80,000; however, the daytime population, including 
students, workers, and tourists, is estimated to be at least three times that number. The 
“evening population” is unknown, but is certainly in excess of the residential population 
as there are many restaurants and clubs in the area. The three busiest pedestrian 
locations in the entire City of Vancouver (Robson Street, Granville Mall, and Dunsmuir 
Street) are all situated in District 1. The City of Vancouver Pedestrian Study (2002) 
found that the rate of pedestrian traffic was growing rapidly. The VPD Emergency 
Operational and Planning Section estimates that annual attendance numbers for District 
1 special events is in excess of 2 million attendees. This includes events such as 
hockey and football games, concerts, fireworks, and various holiday celebrations and a 
variety of demonstrations. In the Entertainment District, the 900 block of Granville Street 
has the highest concentration of “liquor primary” establishments in the City. Statistics 
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gathered by the Department in 2004 indicated that approximately 60% of the violation 
tickets and of the bylaw tickets were issued to non-Vancouver residents during liquor 
call-outs, an indication that the VPD is policing a non-residential population in the 
evening hours as well. A recent study of assaults on police officers (2003) found that, 
while District 1 had 9% of the Department’s authorized strength, the officers in this 
district were victim to 30% of the assaults, 50% of which occurred on the Granville 
“strip.”  

The extended closing hours for bars in the Entertainment District have also had 
an impact on the demand for police services. The average number of calls during 
weekend bar closing hours increased from 24 in 2002 to 49 in 2004 per day and the 
average number of calls per month increased from 105 to 158 during this period of time. 
Of the 28 gun-related incidents in District 1, 54% occurred in or around bars, placing 
large number of persons at risk of serious injury.  

It is estimated that, within District 1, there are 450 homeless persons who live 
outside during the summer and 175 during the winter. A homelessness project 
completed by the VPD in May, 2004, found that the impact of these persons on the 
patrol call load was disproportionately high as compared to the residential population 
call load numbers. And, with an increasing number of families with children residing in 
District 1, the diversity of calls for service is increasing. 

4.2.   Increased Complexity of Police Work and the Legal Framework 

We reviewed the Planning and Research (2000) document, entitled Status 
Report: Workload Changes 1993-2000, which is a core component of the Vancouver 
Police Department’s argument for additional resources.  The rationale presented by the 
Workload Changes report is straightforward and uncomplicated. When a police 
officer’s28 workload is substantively changed in terms of demands, expectations and 
responsibilities (such as adding complexity to current duties, introducing new and 
additional duties, altering the nature of the task, etc.), it then follows that additional time 
and resources will be needed to meet the new demands, expectations, and 
responsibilities.   

The amount of additional time and resources required is a function of a number 
of variables, including (a) what was being done (the task), (b) how it was being done (in 
terms of efficiency), and (c) capacity (or limitations).  Given that what was being done 
was necessary, that it was being done efficiently, and that maximum capacity was 
achieved, increasing workload demands will necessitate either decreasing previously 
required demands or increasing resources or support as necessary.  In the absence of 
such strategies, output quality will suffer, more mistakes will be made, and the 
organization will lose its ability to cope with current and new demands.  The workload 
change argument can be understood by a well-known metaphor—“the straw that broke 
the camel’s back.”  An important point here is that the workload changes have been 

                                  
28 This argument can be generalized to any employee function.   
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imposed externally - by legislation, government policies and court decisions - over 
which the Police Department has no real control.   

In order to better assess the workload change argument, this review has taken 
the examples provided by the Workload Changes report, along with several additional 
examples, and categorized them into types: (1) legislation, (2) case law, (3) public 
policy, and (4) new trends.  These are presented in a tabular format in Appendix 3.  The 
workload changes presented in Appendix 3 of the VPD document are appropriate as 
they lend themselves to further objective analysis that can be replicated and reliably 
measured.  As an example, the 2004 Staffing Report provides a task analysis of using 
photo line-ups as an investigative procedure, comparing time demands on police pre-
Sophonow to the new demands on police post-Sophonow (Appendix 2 of the Staffing 
Report).  In another example, the Workload Changes report provides the results of a 
simple analysis of reports to Crown Counsel.  This study shows a 29% increase in the 
number of pages submitted by patrol officers between 1993 and 1999 (p. 41), which 
translates into increased workload.  Although not statistically sophisticated, these 
studies demonstrate how the question of workload change can be objectively assessed 
and, in the examples cited, indicate the impact on the VPD.  Going forward, the VPD is 
committed to developing the capacity to more accurately, and systematically, measure 
the impact of these various factors.   

There is little question that changes in legislation, government policies and case 
law have increased the workload on police, which in turn have resulted in increased 
financial costs.  The only questions that remain are “by how much?” “What are the 
current service delivery gaps because of these changes?”, and “What additional 
resources are required?”  

It is important to point out that there are certain questions that cannot be 
answered by quantification.  For example, it is considered beneficial to “good” policing 
that officers have discretionary time to engage in proactive activities, such as preventing 
crime, enhancing community relations, and participating in educational projects, among 
others.  Consistent with this philosophy, the International City Management Association 
(ICMA) has recommended that patrol officers be given approximately 60% unassigned 
time. After the allotted time for administrative and other required duties is deducted, this 
would lave approximately 35% of the officer’s time for proactive police work. The 
findings of the Patrol Resource Allocation Review that VPD officers have considerably 
less uncommitted patrol time than their counterparts in best practice police services is 
certainly a cause for concern and is a primary rationale for the addition of sworn 
members for the Patrol division.  As discretionary time is removed, proactive activities 
are reduced by a corresponding amount.  The point here is that questions of “good” 
policing and service delivery are qualitative and can only be answered by the VPD, the 
Board, City Council, and ultimately, the residents of Vancouver29. 

                                  
29 Some of these questions can be posed in statistically descriptive terms, such as the percentage of 

discretionary time in which patrol officers ought to be engaged, but setting the values of such 
parameters (e.g., 60%) is in large part a qualitative decision. 
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4.3 Increases in Crime  

Across Canada, crime rates have been declining for the past decade.  Various 
theories have been advanced to explain this trend, including the aging population. This 
trend is consistent provincially and nationally, and is generally consistent across most 
crime categories, including violent crime, sexual offences, non-sexual assaults, property 
crimes, break and enters, thefts (except for theft of motor vehicles), and property 
damage.    

The number of crimes known to the police in Vancouver has remained fairly 
constant during the years 2001-2003, although, as previously noted, Vancouver has 
one of the highest recorded crime rates among all major urban centres in the country 
(see Figure 6). 

Part of the reason why the Vancouver’s crime rate is higher than might be 
expected is the “core city” syndrome noted earlier. According to B.C. Police Services, “If 
core cities expanded their boundaries to include residential areas outside their borders, 
the crime rate for the combined populated area would be considerably lower than the 
municipality itself” 30, as crimes rates are in part a function of population size.  It is 
important to remember that the majority of police work involves order maintenance and 
service-related activities, with approximately 10% of police reports representing 
charges. 

 

Table 4: Trend in crime rates (Per 1,000 population)31

Total Crime Rates (1994 – 2003) 
 1994 1995 1996 1997 1998 1999 2000 2001 2002 2003
Vancouver 186 191 197 175 155 147 138 131 126 129
B.C. 148 147 148 134 128 122 119 120 122 129

                                  
30 Police Services Division (Ministry of Public Safety and Solicitor General) (2003).  Police and Crime: 

Summary Statistics 1993-2002.  p. 33.   
31 Source: Police Services Division (2004), Municipal Crime Rate Report: 2003.   
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Figure 6 : BC Crime Trend (Per 1000) - 1994-2003
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Table 5: Selected Canadian cities (with population above 100,000) 
ranked by clearance rate 

 
City 

Crime Rate 
per 100,000 
Population 

Clearance 
Rate 
(%) 

1. Peel Reg. 3,817 43 
2. Toronto 6,284 41 
3. Halton R. 4,321 38 
4. Durham 5,706 37 
5. Saskatoon 16,898 37 
6. Calgary  7,312 36 
7. Gatineau 6,560 35 
8. Windsor 9,225 34 
9. Regina 15,895 34 
10. Hamilton 7,370 33 
11. London 8,245 33 
12. Edmonton 12,427 32 
13. Longueuil 6,633 31 
14. Laval 5,757 28 
15. York  4,489 27 
16. Ottawa 6,450 27 
17. Halifax R. 11,840 27 
18. Winnipeg 12,316 27 
19. Quebec 5,603 24 
20. Montreal 10,355 21 
21. Vancouver 12,861 19 
22. Abbotsford 11,957 16 

The data in Table 6 reveal that Vancouver’s violent crime rate of 1,222 per 
100,000, (ranking 3 out of 8) and property crime rate of 8,634 (ranking 1 out of 8) 
exceed the national average rates of 1139 and 9980 respectively. This demonstrates 
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that, compared to their urban police counterparts in other jurisdictions, the VPD is 
confronted with high rates of violent and property crime.  This, in turn, increases the 
demands on the police and on resources. 

Table 6: Crime rates comparisons across major Canadian cities (2003) 
 Violent 

Crime1
Violent 
Clearance2

Property 
Crime1

Property 
Clearance2 

Total 
Crime1

Total 
Clearance2

Calgary 870 73 4616 28 7312 36
Edmonton 994 58 7179 20 12427 32
Halifax 1851 54 6595 19 11840 27
Montreal 1074 65 4607 14 10355 21
Ottawa 764 65 3706 19 6450 27
Toronto 1043 66 3436 23 6284 41
Vancouver 1222 51 8634 10 12861 19
Winnipeg 1294 69 6719 16 12316 27
Mean 1139 62 5686 18 9980 28
S.d. 313 7 1735 5 2659 6

Notes:  1 All figures are “rates” per 100,000.   
 2 Clearance rates are reported in percentages 

 
Figures 7 and 8, below, illustrate more graphically the national rates of violent crime and 
property crime and how Vancouver compares with other major cities.  While Vancouver 
has one of the highest crime rates in the country, its clearance rate is one of the lowest. 

Figure 7: Violent crime rate (Per 100,000)-2003
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Source: Canadian Centre  
for Justice Statistics: 2004

One common indicator of the workload of a police service is the ”rate of criminal 
incidents (excluding traffic) per police officer”. This is one indicator for which 
comparisons between police forces are relatively viable.  Also known as “case burden”, 
it is calculated by dividing the total number of crimes by the total number of police 
officers in a department. The “burden” of investigating crimes committed in the city falls 
to the local police department and thus is a valid indicator of workload. Although such 
data can be used for comparative purposes, it is important that the nature or type of 
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cases compared is similar, for example, using three categories: violent crime, property 
crime and other crime.32   

Although the case burden of VPD officers has not increased in recent years, it 
has always been relatively high. The slight decrease in case burden may be due to the 
addition of officers combined with a reduction in the number of reported crimes. Crime 
reporting, in turn, is related in part to the perception that the police will not be able to 
assist in resolving the problem which is itself related in part to response and 
investigative capacity.  

Figure 8 - Property crime rate (Per 100,000) - 2003
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Table 7 below indicates that the Vancouver Police Department has a case 
burden of 61, which far exceeds the national average of 54.33 (See also Figure 8).34

                                  
32 Statistics Canada and Police Services categorize crime data into serious or violent crimes (against 

persons), property crimes and other crimes.  These crimes are based on reported Criminal Code 
offences and, as such, do not include other crimes such as drug crimes.  In addition, crime statistics do 
not include quasi-crimes or provincial regulatory-type offences.  Crime data under-represent actual 
crime for several other reasons, such as being a function of reported crime to police.  In addition, 
Uniform Crime Reporting (UCR) rules only allow reporting of violent crime in terms of victims, and 
robbery, property crime and other crime in terms of separate events (e.g., 10 car thefts in an 
underground parking lot is recorded as one offence).  Finally, in separate events that involve more than 
one crime, only the most serious crime is recorded.  Although these rules seem counter-intuitive to 
“recording” crime, they standardize procedures so that trends can be analyzed and some level of 
comparisons are possible.   

33 Personnel counts from Statistics Canada are based on “actual” permanent, full-time equivalent 
employees.  More specifically, for 2003 this refers to “the actual number of sworn officers available for 
active duty as of June 15th.”  This can cause some confusion as the British Columbia Police Services 
records such data in terms of “authorized” strength (i.e., that approved by the Board).  Furthermore, 
some police departments simply report “authorized” strength to Statistics Canada rather than trying to 
calculate “actual” strength.  The case burden for Vancouver is 65, when one uses the authorized 
strength figure, as opposed to the actual strength, 

34 Source: Canadian Centre for Justice Statistics (2004).  Police Resources in Canada, 2004.  Ottawa, 
ON: Statistics Canada. Catalogue no. 85-225-XIE.  
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Table 7:  Case burden for selected Canadian municipal police departments 

City Total 
Population 

Number 
of Sworn 
Officers 

Case  
Burden3

Calgary 936270 1442 47 
Edmonton 702379 1225 71 
Halifax 211607 403 62 
Montreal 1871774 4070 48 
Ottawa 823608 1107 48 
Toronto 2611661 5315 31 
Vancouver 569814 1192 61 
Winnipeg 644417 1211 66 
Mean 1046441 1995 54 
s.d.  741367 1612 12 

3Total criminal offences divided by total number of police officers 

Figure 8: Case Burden by City
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Both the crime rate in Vancouver and the VPD case burden have decreased 
slightly in recent years. However, the city is nevertheless facing a high rate of serious 
crime, along with a high overall crime rate. As a result, Vancouver Police officers still 
have a higher than “normal” case burden and, not surprisingly, Vancouver has one the 
lowest clearance rates for violent crime and property crime in the country  

To summarize: 
 Vancouver has one of the highest rates of crime, including property crime and 

violent crime in the country; 
 The VPD has one of the lowest clearance rates among major Canadian police 

services; 
 The VPD must cope with the “core city syndrome”;  
 The VPD officers have a very high case burden as compared to other of urban 

police officers in the country; 
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 The VPD, like all Canadian police services, has been impacted by a variety of 
legislative, case law, public policy, and new trends that have increased the 
complexity and length of criminal investigations; and, 

 There are specific areas of the city facing special challenges, most notably 
District 2 which was the focus of the CET initiative, and District 1, which was 
impacted by the success of the CET and which also has a high density and 
increasing issues related to crime and public disorder.  

4.4  Community Expectations 

Every two years, the VPD has a private consulting firm conduct a survey of 
community residents.  The results of the most recent surveys, dating to 1998, indicate 
that the residents of Vancouver are generally satisfied with services provided by the 
Department.  In addition, a number of community safety issues have been identified 
through various consultations. 

The most recent survey, conducted by The Nordic Research Group surveyed 
community residents and the business community on a number of issues, including: 

 the perceived threat of crime   

 experiences with crime 

 experiences with the VPD 

 residents’ involvement in protecting themselves from crime, and 

 residents’ involvement in protecting their neighbourhoods.35 
 

The findings of the survey confirm that citizen satisfaction with police remains 
high.  Dissatisfaction remains low (14%), and the reasons most cited for dissatisfaction 
are slow response times and a perceived inability of the police to do anything about the 
problem.  Although crime concerns have shifted somewhat in the police districts since 
the 2002 survey, the concerns citywide remain consistent.   

Although there are no questions directed specifically at citizen expectations of 
the police and demands on the police, there is no indication in the survey that citizen 
demands or expectations of police are different in 2004 than they were in 2002.  It 
should be noted that the survey targets crime, and does not include questions 
specifically related to traffic and disorder.    

4.4.1 Community Safety 
 

The 2004 survey results revealed no significant change in perceptions of 
neighbourhood safety from the study conducted in 2002.   Overall, 60% of residents 

                                  
35 DiPaula, A. and R. Simson (2004). Vancouver Police Department Survey, Vancouver: Nordic Research 

Group, December 13, 2004. 
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reported feeling safe in the neighbourhoods in which they reside.  Those who said they 
did not feel ‘very safe’ in their neighbourhood generally cited, ‘fear of suspicious people’ 
and ‘robbery or mugging’ as the chief causes of apprehension followed by drug related 
activity.  District 4 residents are most concerned with robbery, drug dealing and drug 
use, while District 1 residents are uneasier about suspicious people in the area.   

4.4.2 Perceptions Of Crime 
 

Although the majority of residents felt that the level of crime had stayed the same 
in their neighbourhood (53%) and in the city (41%), more residents felt that crime is 
increasing (39%) than felt it is decreasing (11%) in the city and in their neighbourhood.  
This represents a decrease from 2002, where 46% thought crime was increasing, and 
only 7% felt it was decreasing.    

There has, however, been a sharp increase in the percentage of District 1 
residents who feel that crime has increased in their neighbourhoods—up from 26% in 
2002 to 41% in 2004.   This perception contrasts sharply with reported victimization.  In 
2002, 40% of District 1 residents surveyed indicated they had been the victim of a crime 
in the previous 12 months36, as compared to 34% who indicated they were victims in the 
previous 12 months in the 2004 survey.   These findings indicate that it is not necessary 
for a person to have been victimized in order to perceive that crime is increasing in their 
neighbourhood.  

Drugs and drug-related activities are the most often-cited crime concerns in 
District 1 and 2 by residents and business owners.   Business owners in District 1 also 
made significant mention of panhandling and squeegee people.  District 4 business 
owners made noticeable mention of car thefts. 

Citywide concerns remained fairly consistent between 2002 and 2004.  In 2004 
residents cited drugs (45%), break and enter (15%) and gangs (6%) as the most 
important crime related problems citywide.  In 2002, the crime issues with the highest 
level of concern were drug and alcohol issues (41%), break and enter (21%), and theft 
of cars (7%).37 Neighbourhood concerns shifted from break and enter (38%), drugs 
(19%), and car theft (6%) as the most important crimes in their neighbourhood in 2004 
from break and enter (35%), theft from cars (10%), drugs and alcohol (10%), and theft 
of cars (9%) in 2002.   

4.4.3 Satisfaction with Police 
 

The overall public perceptions of VPD officers are very favourable. Residents 
and business owners, regardless of whether they had contact with police, expressed 
considerable satisfaction (80% +) with police citywide and over 80% of respondents 
strongly or somewhat agreed that the police are easy to approach, professional, and 
hard working.   Twenty-three percent of the respondents reported they were completely 

                                  
36 VPD Staffing Study, Dec 2004, p. 135 
37 VPD Staffing Study, Dec 2004, p. 136 
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satisfied and 56% report being somewhat satisfied with police.  Only 14 % indicated 
they were somewhat dissatisfied and 2% indicated they were dissatisfied with police 
services.  However, officers received somewhat lower ratings for their fairness.  A 
recent evaluation of the City-wide Enforcement Team (CET) initiative in the Downtown 
Eastside also reported high levels of satisfaction with the police.38 This indicates that, 
even with high case burdens and increasing demands, VPD officers are performing at a 
high level.  

The survey report notes that more residents in Districts 1 and 2 expressed 
dissatisfaction with the police than residents in District 3 or District 4. The dissatisfaction 
among respondents in District 2 which includes the DTES, is in contrast to the positive 
views of the police among a large sample of respondents reported in the independent 
evaluation of the CET during 2003. As well, the higher levels of dissatisfaction with the 
police in District 1 is most likely a consequence of the increase in the levels of concern 
with crime and public disorder and the inability of the VPD to commit sufficient 
resources to the community. A key finding of the CET evaluation was that highly visible 
police presence is a very effective strategy for reducing the levels of public disorder, 
addressing street level criminal activity, and improving the quality of life in a community. 
This “best practice” was first developed by the police in New York City and is credited 
with reducing the levels disorder and improving the quality of life of city residents. 

The primary reasons for residents not being ‘very satisfied’ with the police are 
slow response time, perceived ineffectiveness, lack of public consultation, issues not 
being solved and a lack of police visibility.  More District 2 and 3 respondents noted 
“slow response” as a reason for not being totally satisfied more than did District 1 and 4 
respondents.  The main reason cited by business owners for not being completely 
satisfied with the police was the slow response of the police.  Nearly one-third of the 
business owners felt that the slow response by police officers was a concern while 23% 
stated that the police were ineffective.  Business respondents in District 2 were more 
concerned about slow response times than were business respondents in the other 
districts. The discussion below will indicate that the response times of the VPD are far 
beyond what is considered to be best practice policing and these respondents are 
sensitive to the inability of the VPD to respond to calls for service in a timely fashion. 

4.4.4 Victimization and Crime Reporting 
 

The 2004 Nordic Research Group survey found that, citywide, 35% of residents 
indicated they or a member of their family had been a victim of crime in the previous 12 
months.  Of those who reported being a victim of crime during this time, 58% said the 
crime or incident was reported to the police.  Of note is that respondents in District 3 
had a higher incidence of non-reporting of crime, with 48% of those victimized not 
reporting, while in District 3 only 17% of victims did not report their victimization to the 
police.  Citywide, and across all patrol districts, the most frequently mentioned reason 

                                  
38 Dandurand, Y., Griffiths, C., Chin, V. and J. Chan (2004). Confident Policing in a Troubled Community. 

Evaluation of the Vancouver Police Department’s City-wide Enforcement Team Initiative. September 
2004. 
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for not reporting crime was that the incident was not perceived to be serious enough.  
The second most frequently mentioned reason was that residents felt the police could 
not act on the crime.  Research studies have found that these are two of the most 
frequently cited reasons for why the victims of crime do not report the incident to the 
police. 

Overall, 36% of the residents surveyed reported having some type of personal 
contact with the Vancouver Police Department regarding a crime or public safety 
problem during the previous 12 months.   Among these residents, 72% were satisfied 
with the service that they received from the Vancouver Police Department and noted 
that the VPD dealt with their problem in a professional manner.  Twenty-seven percent 
of the residents indicated that they were not satisfied with the service that they received 
from the police.  The most common reason cited for this dissatisfaction was that the 
VPD did not seem interested in their problem, or that they were unprofessional—e.g., 
rude, impatient, not thorough enough.  Dissatisfied residents also mentioned the slow 
response time, no response, and that it was difficult to get in touch with the VPD.  

Of the community residents surveyed, 62% supported a property tax increase to 
maintain police services.  District 1 respondents were the strongest supporters of the 
increase (a direct reflection of their increasing concern with crime and public disorder 
and the lack of police resources to address these issues), followed by residents in 
District 4.  District 3 residents are more opposed to the tax increase than residents in 
the other districts.  

The findings of the survey are generally consistent with outcomes of the 
deliberative community dialogue, hosted by the VPD in March, 2004.39 In this 
consultation, the community safety issues of greatest concern to the citizens of 
Vancouver were identified as property crime, police response to crime, drug issues, 
perceptions of safety in the community, street disorder, violence, and youth crime.  

In summary, the VPD continues to enjoy high approval ratings from the citizens 
of Vancouver and this provides a solid foundation from which to take the necessary 
initiatives to improve the effectiveness and efficiency of policing services in the City.  

 
4. 5 Overtime Expenditures  

The Staffing Report defines overtime as “a measure of the VPD’s staffing 
capacity” (p. 121), presenting the observed increase in overtime use as a direct result of 
the VPD’s lack of human resources.  The argument is used throughout the Report as 
evidence of the “gaps” in resources in various sections. In actuality, a department’s 
increase reliance on overtime can be the result of a number of factors, with insufficient 
personnel being only one possible explanation.  

                                  
39 Vancouver Police Department Strategic Plan, 2004-2008, p. 17 
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The Staffing Report argues that “…a certain amount of overtime is expected, 
effective and organizationally efficient” (p. 123), yet no information is presented as to 
how much overtime is to be expected in the various areas of the department, the criteria 
that would be used to determine that overtime is “effective” and what criteria would be 
applied to determine, in what instances and for what purposes, overtime is 
“organizationally efficient.” It is assumed that these issues will be addressed as part of 
the Department’s initiative to monitor, and reduce the levels of overtime. 

Overtime usage in Vancouver is broken down into court time, statutory holiday 
time, and operational overtime. As demonstrated in Table 8 overtime usage related to 
court time has decreased by 23% due to  “efficiencies gained from improved court 
management by the VPD’s Crown Liaison Unit”, (p. 122) and statutory holiday time 
usage has remained relatively stable at an average of  $2,450,083 per year over the 
past five years.  However, court time and statutory holiday time make up a significantly 
smaller proportion of total overtime paid out between 1999 (46%) and 2003 (23%).   

Although confirming data are not available, Departmental sources suggest that 
this problem was amplified in 2004. It is also known that, for at least part of 2003 and 
2004, a large amount of overtime work was the result of a rather large special initiative - 
the City-wide Enforcement Team (CET) initiative in the Downtown Eastside, increasing 
the importance of sustaining and building upon the successes of the initiative in 
reducing disorder and displacing the street-level drug trade. 

Table 8: VPD overtime expenditures 1999-2003 

  1999 2000 2001 2002 2003
Overtime – 
Operational  4,245,819 5,828,260 5,640,849 7,503,511 11,069,254
Overtime - Court 
Time  1,539,762 1,873,818 1,595,009 1,330,870 1,183,806
Overtime - Stat. 
Holidays 2,147,361 3,238,749 2,312,608 2,410,062 2,143,635

TOTAL OVERTIME 
  

$7,934,941 
 

$10,942,827 
 

$9,550,467 
  

$11,246,445  
 

$14,398,698 
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Figure 9 : Overtime expenditures - VPD 
1999-2003
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The bulk of overtime paid in Vancouver between 1999 and 2003 was for 
operational needs (response and investigation).  The amount of overtime paid out for 
operational needs between 1999 and 2003 increased dramatically from approximately 
$4 million in 1999 to dollars to approximately $11 million dollars in 2003. In 2003, 
overtime was calculated at 184,000 hours of work or 68 full time positions (p. 122).  
From the material provided by the VPD, it was not possible to determine how much of 
the “operational overtime” figure was incurred on a cost recovery basis. It is not clear 
why operational overtime is increasing at the rates described.   

There are a number of issues surrounding overtime that would require a more in 
depth study and are beyond the scope of the present review. Such a study would 
examine the relationship between calls for service and overtime in the Patrol division, 
the nature and extent of overtime in the Investigative division, to what extent overtime 
has, de facto, become a standard practice in the Department for addressing personnel 
shortages, and whether the introduction of alternative deployment, staffing, and 
scheduling models would work to reduce overtime costs.  

The Staffing Report notes that the increase in the levels of overtime is raising 
concerns about officers’ health and their well-being.  It cites stress and burnout as 
potential liability issues for the VPD (p. 122-3) and notes that there has been a 
“noticeable increase in employee issues”.  The authors of the Staffing Report note that 
the increased workload, the violent nature of investigations, assignments and transfers 
due to family and workplace conflicts, and a 2003 reorganization have all contributed to 
increased stress levels.  However, there is little documentation provided to establish a 
link between these variables and increased overtime. The VPD is understandably proud 
of its minimal use of WCB hours paid out. Figures on bargaining unit lost time due to 
sick leave to WCB for November 1, 2002 to October 31, 2003 indicate that the 
Vancouver Police Union average sick time and WCB usage is 11.0 days per year while 
the City of Vancouver average is 16.7, the firefighters average is 15.3 per year, and the 
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CUPE 391-Parks average number of sick days and WCB usage is 36.9 days. This 
reflects the efforts that the VPD has made to maintain and support its officers and 
illustrates as well, in the view of the VPD, the effectiveness of its Human Resources 
unit.  

The use of operational overtime is generally an indicator that resources are not 
available (e.g. scheduling policy, call out policy) or that scheduled resources do not 
have the capacity at a given time to respond and deal with an incident or to conduct an 
investigation. Overtime generally results from periodic or sporadic mandated activities to 
address targeted crimes, policies to fill short and long term employee absences, and for 
unforeseen circumstances that cannot be planned for or adequately controlled (e.g. 
demonstrations, crowd control, disasters etc.).40 

This is not the case in Vancouver, where overtime is used to “backfill Patrol 
shortages and staff specialized patrol/investigative initiatives to meet demands” (p. 
122).  Overtime usage cannot be used as the sole indicator that additional resources 
are required.  Hiring additional resources will not automatically reduce overtime.  The 
police scholar David Bayley, in a paper prepared for the International Association of 
Chiefs of Police entitled “Overtime: Concepts and Issues” cautions that hiring additional 
officers could actually increase overtime costs as additional officers make additional 
arrests.  Bayley strongly advocates that the only means to manage overtime properly is 
to ensure that units are adequately staffed, existing resources are properly utilized and 
effectively deployed, overtime budgets are realistic, and supervisors, managers and 
executive officers are held accountable for managing overtime expenditures.  

Other police organizations have been confronted with the issue of overtime and 
have taken steps to address it. In Edmonton, for example, the Office of the City Auditor 
recently completed a review of overtime in the Edmonton Police Service41.  This study 
was conducted at the request of the Edmonton Police Commission and was supported 
by the EPS.  The objective of the study “…was to examine the EPS’s policies and 
management controls to determine whether or not they facilitate overtime being used in 
an efficient, effective, and economical manner” (p. 5). The review focused on the Patrol 
Services Bureau and the Investigative Services Bureau which, combined, accounted for 
87% of overtime expenditures in 2003. 

A key point made in the review was that the efficient use of overtime minimizes 
the number of members deployed on overtime and maximizes their use of core time.  
The Review noted (2004:10): “Because overtime represents police work that is 
performed at premium rates, managers need the ability to determine whether the same 
work could have been performed at less cost on straight time”.  

                                  
40 Bayley, David H. and Worden, Robert E., International Association of Chiefs of Police National Law 

Enforcement Centre Policy Centre “Overtime: Concepts and Issues.” May 2000. 
41 Office of the City Auditor. 2004. Edmonton Police Service Overtime Review. Edmonton, September 9, 

2004 
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The Review’s findings were focused on improving the effectiveness, efficiency 
and economy of the Service’s use of overtime.  Among the findings of the Review: 

1. A police service must have a comprehensive policy that clearly 
communicates senior management’s expectations regarding the use of 
overtime, and provides an appropriate framework for monitoring, 
managing, and controlling the use of overtime. The Office of the City 
Auditor recommended consideration of the International Association of 
Chiefs of Police Overtime Policy. 

2. A police service benefits from consistently applied overtime authorization 
and approval practices. 

3. It is critical that all time members commit in addition to their regular shift 
the be tracked and monitored to provide a clear picture of the days/hours 
members are working and to determine the potential impacts on members’ 
work/life balance, health and effectiveness. 

4. An important step in managing and controlling overtime is an 
understanding of the work being done on overtime and what is driving 
overtime usage.  Because overtime represents work performed at premium 
rates, managers need tools they can use to assist them in determining 
whether the same work could have been performed at less cost. 

5. A variety of factors contribute to the use of overtime.  A Service must 
examine the impacts of staffing decisions made (e.g. loans, secondments, 
banked time, and training) and develop a plan to mitigate these impacts 
over the long term. 

6. Clearly defined and consistently applied overtime claim processes, 
including criteria for supervisory approval, and claim form completion, 
review and processing are critical to facilitating the effective use of 
overtime. 

7. Sufficient information on overtime usage must be captured to provide an 
adequate audit trail to support overtime expenditures.  Management should 
perform regular audits of overtime claims to ensure claim validity. 

8. Recognizing that there will always be unforeseen circumstances that 
cannot be planned for or reasonably controlled, budget planning processes 
should take into account environmental changes and organizational 
practices that will likely require overtime, and consider these to project 
more accurately the overtime hours and costs for each unit. 

9. The effectiveness and efficiency of planned overtime to supplement 
staffing in high needs areas or during peak activity periods should be 
carefully assessed, and when utilized, regularly reviewed to explore 
alternatives to minimize overtime use. 

For ease of reference, we have appended the model overtime policy developed 
for the International Association of Chiefs of Police (see Appendix 4).  

The Staffing Report (p. 121) states that “…a certain amount of overtime is 
expected, effective and organizationally efficient”, yet no information is presented as to 
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how much overtime is to be expected in the various areas of the department, the criteria 
that would be used to determine that overtime is effective” and what criteria would be 
applied to determine, in what instances and for what purposes, overtime is 
“organizationally efficient.” In the absence of these types of measurable criteria, it is 
uncertain when, where, and to what effect overtime is being incurred in the VPD.  Nor is 
there any information presented that would indicate the existence of a strategic plan to 
address the issue of overtime. This is where an independent audit of overtime, similar to 
the study conducted in Edmonton, would be beneficial and would provide the basis for 
developing the capacity to monitor, assess, and control overtime in the department. 

The VPD does not have a comprehensive policy on the use of overtime at this 
time, but is in the process of developing a policy and a plan for monitoring the use of 
overtime. The project team has been informed by senior management that the 
Department is currently developing the capacity to monitor and manage the use of 
overtime and senior management is committed to continuing these efforts.   

The VPD Planning, Research, and Audit Section has recently undertaken an 
analysis of a subset of overtime data that, at the time this report as prepared, had not 
yet been completed and therefore could not be used as part of the present review.    

We believe that an independent audit of overtime practices at the VPD would be 
beneficial and would provide the basis for developing an ongoing capacity to monitor, 
assess, and control overtime in the Department. It should attempt to answer such 
questions as: What are the Department’s overtime management practices? Are they 
efficient? What are the Department’s policies and guidelines concerning staffing and 
staffing levels for squads? Is the Department making use of planned overtime (e.g. 
entertainment district), and is that an efficient use of resources? How is the overtime 
budget managed within the Department, at what level of management, based on what 
information? 

4. 6.  Civilian Personnel  

The review considered civilian personnel in the Department. This included the 
issue of “civilianisation”, which involves the conversion of sworn staff to civilian 
positions, and the question of whether there is a need for hiring additional civilian 
support staff.  

The analysis revealed that the VPD currently has the lowest ratio of civilian 
personnel to sworn officers in the country - 16.4% of the total personnel in the 
Department.  According to a Statistics Canada report, in 2004, civilians accounted for 
27% of all Canadian police personnel. The highest proportion of these employees was 
clerical support personnel (42%), followed by management professionals (23%) and 
communications and dispatch (16%)42.  In that year, the VPD had the lowest ratio (0.26) 

                                  
42 Statistic Canada, Canadian Centre for Justice Statistics (2004). Police Resources, 2004, Ottawa: 

Minister of Industry, December 2004, catalogue no. 85-225-XIE, p. 19. 
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of civilian personnel to sworn officers in the country (see Table 9).   As a percentage of 
the workforce, civilians represent only 16.4% of the total personnel of the Department. 

Table 9: Selected Canadian municipal police services  
(Cities with population above 100,000) ranked by level of civilianisation (2003) 

 
City 

Population Number of 
Sworn 

Officers 

Total Ratio 
Civilian 
to 
Police  

Police 
Officer per 
100,000 
Population 

Personnel 
Per 
100,000 

1. Halifax R. 211,607 213 616 .53 190 291 
2. Peel Reg. 1,063,393 688 2,142 .47 137 201 
3. Ottawa  823,608 488 1,595 .44 134 194 
4. Seattle 571,900 531 .43 217  
5. Calgary 936,270 1,442 619 .42 154 220 
6. Regina 181,167 338 137 .41 187 262 
7. Toronto 2,611,661 5,315 2,203 .41 204 288 
8. Longueuil 383,396 500 196 .39 130 181 
9. London 355,169 481 189 .39 135 175 
10. Hamilton 516,776 712 275 .39 138 191 
11. Saskatoon 202,542 347 133 .38 171 237 
12. Edmonton 702,379 1,225 335 .37 174 222 
13. Durham  547,759 736 261 .35 134 182 
14. York Reg. 851,705 973 331 .34 114 153 
15. Montreal  1,871,774 4,070 1,368 .34 217 290 
16. Windsor 221,091 428 

Civilians 

403 
1,454 
1,107 
1,241 1,772 

2,061 
475 

7,518 
696 
620 
987 
480 

1,560 
997 

1,304 
5,438 

141 569 .33 194 257 
17. Halton R. 413,454 502 159 661 .32 121 159 
18. Laval 359,707 471 164 635 .32 131 176 
19. Winnipeg  644,417 1,211 351 1,582 .28 245 
20. Abbotsford 127,712 158 43 201 .27 124 157 
21. Gatineau 226,888 300 74 374 .25 132 164 
22. Quebec 524,054 718 160 878 .22 137 168 
23. Vancouver 569,814 1,124 221 1,345 .20 197 236 

188 

The majority of the civilian positions being requested in the Staffing Report are 
for clerks and support assistants and there is evidence that these personnel are 
overburdened and are struggling with extensive backlogs. A lack of support personnel 
means that sworn members are often required to perform administrative duties that 
could more efficiently and cost effectively be assumed by non-sworn members.  This, in 
turn, takes officers “off the street” and is not an effective use of their expertise. To this 
end, it is recommended that the large majority of civilian support positions being 
requested by the VPD in the Staffing Report be approved. 

Figure 18 in the Staffing Report (p. 98) sets out a Civilian Ratio Comparison 
between VPD and a number of other Canadian police departments, presenting 
information on authorized police and authorized civilian strength, and civilian to police 
ratio. The figures indicate that there is a considerable disparity in civilian-to-police ratio 
between Vancouver and other police departments. One explanation for other police 
departments having more civilians is that these departments have civilians engaged in 
functions that the VPD doesn’t have. In the absence of additional information on the 
time and tasks of civilians in the VPD and in other police departments, such 
comparisons are of limited usefulness.  

The potential role of highly qualified civilian personnel, who would assist in 
building capacity in the Research and Planning section, Crime Analysis Section, and in 
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other areas of the department is neither considered nor discussed in the Staffing 
Report. This is in contrast to the situation that exists in major police departments in 
Canada and the U.S. A review of the staffing levels in other large police departments 
reveals that civilian members play key roles in many areas of the department, including 
Research and Planning, Media Relations, and Crime Analysis. A best practice for police 
departments is to recruit and retain highly qualified civilians. Senior management in the 
VPD are committed to attracting and retaining highly qualified civilians in key positions 
throughout the Department. 

At the present time, it does not appear that the VPD has a policy on 
civilianisation. Going forward, it would be useful to develop such a policy and to conduct 
a study of civilianisation in the Department.  This would include a detailed review of all 
positions to determine the potential for increasing the role of civilians in all sectors of the 
Department and how the integration of civilian staff can assist in improving the overall 
efficiency and effectiveness of the delivery of policing services. The most recent study 
of civilianisation, which identified all of the positions in the VPD that could be 
civilianized, was conducted in 1990. The recommendations of this report were 
implemented in 1993 and involved the civilianisation of 11 positions.  This was the last 
major review conducted by the Department and it would be beneficial for the 
Department to conduct another study of this issue. 

A recent Dallas Police Department Management Study43 provides a framework 
for assessing positions in a police department and considering whether the position can 
be most effectively staffed by a sworn member or by a civilian. This could be adapted 
and incorporated into the VPD planning framework going forward. In addition, it would 
seem that there are numerous areas where the VPD is making a convincing case for 
more civilian positions in 2005 (e.g. IT and information management).  These requests 
should receive particular attention. 

4. 7.  Increases in Supervisory Function (Span of Control)  

The Staffing Report notes that the VPD has one of the lowest ratios of managers 
to staff in any police agency in Canada. The Core Services Review (2000) made a 
number of recommendations concerning the supervisory function. The Department has 
also commissioned a Management Workload Review44 that was completed in 
November 2004. The Review explored four specific issues of concern for those 
occupying managerial positions: (1) the excessive workload of those in management 
positions which is believed to be causing “burnout” in personnel; (2) the wide span of 
control of many managers who are, therefore, unable to provide appropriate support 
and oversight of the activities of “direct reports”; (3) the absence of adequate 
administrative support which is leading some managers to perform some tasks that 

                                  
43 Berkshire Advisors, Inc (2004). Dallas Police Department Management and Efficiency Study.  Dallas: 

City of Dallas, City Manager’s Office, September 2004. 
44 Perivale and Taylor (2004). Manager Workload Review, Vancouver Police Department, November 

2004. 
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should be delegated to other personnel; and, (4) perceived inequities in terms of relative 
mandates, accountability and benefits of different management positions.   

The Workload Review also found that performance appraisal plans for managers 
did not exist, which meant that they did not receive formal feedback regarding their 
accomplishments (p. 14). A number of additional issues regarding the quality of 
supervision of front line officers, the training of supervisors, and the civilianisation of 
certain positions were also identified.  The study noted that the VPD’s current 
management structure is not in line with “best practices” in terms of imposing a 
reasonable span of control on management positions. It also made a number of 
recommendations about Car 10 and suggested that the VPD reintroduce the rank of 
Staff Sergeant into the VPD management structure.  

The Manager Workload Review was premised largely on the perceptions of 
managers within the Department and a more detailed organizational analysis would be 
required to identify and understand all of the issues related to the management function 
in the VPD. Such a study would examine, among other things, the shortcomings of the 
current structure and determine whether the current management complement can 
provide the supervision and the leadership that is required to drive the needed change 
within the organization, achieve the transformation the Department is contemplating, 
and implement a performance-based model of management throughout the 
Department. The Workload Review found that officers in supervisory and management 
positions are struggling under a heavy workload and a more in-depth organizational 
review would document the demands placed on them as well as providing options for 
addressing the current issues that exist. 

The quality of management supervision can have a significant impact on 
departmental operations and performance and can affect the quality and quantity of 
services offered to the community. Some of these consequences are notable in various 
aspects of police operations.  In the case of patrol operations, for example, the Dallas 
(Texas) Police Department Management and Efficiency Study (2004) found that 
inconsistent supervision manifests itself in a number of ways:  

• patrol officers do not return to service promptly after completing a call 

• the number of elements responding to calls varies significantly and is not 
always warranted 

• the number of officers assigned to two-officer units is not managed 

• the quality of preliminary investigations at crime scenes varies 
significantly 

• the quality of officer interactions with citizens is not consistently high  

• the quality of offence reports is inconsistent 

• patrol officers receive little direction about the activities on which they 
should focus 
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• patrol officers do not make optimal use of their “uncommitted” time45 

There is consensus among senior management in the VPD that additional staff is 
required to improve the quality of supervision.  This is a particularly important issue, 
given that the VPD is, increasingly, a young police department with a relatively large 
proportion of inexperienced officers who require a considerable amount of mentoring, 
supervision, and feedback from their supervisors.  

The senior management has committed to the VPOA to explore the issues 
related to workload as set out in the recent Management Workload Review. This would 
include a consideration of the recommendation that the Department re-establish the 
position of Staff Sergeant.  

 

5.  Operations 

 The Department’s Staffing Request includes a request for a total of 285 sworn 
officer positions and 3 civilian positions to further support the operations aspect of the 
Department.  This would represent an increase of 38% in the number of sworn officers 
and a 21% increase in the number of civilian positions.  
 

Table 10 - VPD Operations - Current strength, total staffing request, and request for 2005 
  2004 Total Requested for 5 Years 2005 Positions Requested 
  Sw. Civn Sworn Civilian Sworn Civilian 

     Req Tot % inc Req Tot % inc Req Tot 
% 
inc Req Tot % inc 

                          
Operations (Patrol)                      
District 1 112 3 64 176 57% 0 3 0% 26 138 23% 0 3 0% 
District 2 149 1 72 221 48% 1 2 100% 10 159 7% 0 1 0% 
District 3 132 1 31 163 23% 0 1 0% 10 142 8% 0 1 0% 
District 4 116 6 46 162 40% 0 6 0% 2 118 2% 0 6 0% 
District 2 CET Manager 2 0 0 2 0% 0 0 - 1 3 50% 1 1 - 
Total Patrol 511 11 213 724 42% 1 12 9% 49 560 10% 1 12 9% 
Telephone Response Team 9 0 0 9 0% 0 0 - 0 9 0% 0 0 - 
Traffic Enforcement 61 2 30 91 49% 0 2 0% 0 61 0% 1 3 50% 
Collision Investigation Unit 20 0 4 24 20% 1 1 - 0 20 0% 0 0 - 
Neighbourhood Policing 39 0 0 39 0% 0 0 - 0 39 0% 0 0 - 
Mounted Squad 7 0 0 7 0% 0 0 - 0 7 0% 0 0 - 
Waterfront Team 16 0 14 30 88% 0 0 - 0 16 0% 0 0 - 
Scenes of Crime Officers 13 0 4 17 31% 0 0 - 0 13 0% 0 0 - 
Citizen Crime Watch 2 0 1 3 50% 0 0 - 0 2 0% 0 0 - 
Block Watch 1 0.5 1 2 100% 1 1.5 200% 0 1 0% 1 1.5 200% 
Business Liaison 1 0 1 2 100% 0 0 - 0 1 0% 0 0 - 
School Liaison 16 0 8 24 50% 0 0 - 0 16 0% 0 0 - 
Emergency Response Teams 48 1 8 56 17% 0 1 0% 0 48 0% 0 1 0% 
Car 10 0 0 1 1 - 0 0 - 0 0 - 0 0 - 
Total (Operations) 744 14.5 285 1029 38% 3 17.5 21% 49 793 7% 3 18 21% 

                                  
45 City of Dallas, Texas, City Manager’s Office (2004). Dallas Police Department Management and 

Efficiency Study, September 2004, p. II-14. 
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Total No. of Deputies 0 0 0 0   0 0 -         
Total No. of Inspectors 16 0 2 18 13% 0 0 -         
Total No. of Sergeants 66 0 10 76 15% 0 0 -         

Total No. of Police 
Constables 660 0 273 933 41% 0 0 -         

                              
               

 
The large majority of these new positions (213 sworn officers and 1 civilian 

position) would be allocated to the Patrol operation and the review has given the patrol 
function particular attention. The following discussion reviews the documentation 
received from the Department and presents the results of an in-depth analysis of calls 
for service and the VPD response to these calls. As noted at the outset of this report, 
the compressed time frame within which the project was completed challenged the 
project team, particularly with respect to the CAD data. These data had to be secured 
from ECOMM, transformed into a format that could be analyzed, a computer program 
written, the analyses conducted, the findings interpreted, and then written up.  

Although additional analyses could have been conducted had there been more 
time allocated for the project, we are confident that the statistical analyses and findings 
provide important insights into the demands that are placed on the VPD by calls for 
service, and the response of the VPD to these calls. Again, it is important to remember 
that not all of the activities of patrol officers are captured in “dispatched” calls for 
service. On a daily basis, patrol officers are involved in many interactions and situations 
with community residents that do not result in a file being created.  These include 
situations in which police officers effectively use their discretion to diffuse conflicts and 
to resolve disputes informally without an official record being created. Analysis of the 
CAD data did provide important information on the calls for service for Priority 1, Priority 
2, and Priority 3 calls as well as the response times to these calls. Of particular interest, 
and importance, is the response of the VPD to Priority 1 calls, which are the most 
serious and relate most directly to the safety and security of community residents. 

5.1 Uniformed Patrol Function 

Patrol is a core function in every police service. Large Canadian police 
departments generally assign approximately half of their overall sworn officers to patrol. 
The VPD currently assigns 46.4% of its authorized strength to patrol, as compared to 
52.9% in Calgary, 51.3% in Edmonton, 44.5% in Winnipeg, 41% in Montreal, and 34.6% 
in Toronto.  There may be specific organizational features of any police department that 
affect the percentage of officers assigned to patrol and this precludes any conclusive 
statements based on direct comparisons between them. 

At present, a total of 511 sworn officers and 11 civilian positions are assigned to 
the patrol sector.  The VPD estimates that this current complement is approximately 
70% of what is required to adequately respond to the demand for services. Even with a 
decline in the number of calls for service and in the number of criminal incidents 
responded to, the Department estimates that it is still 213 sworn officer and 12 civilian 
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positions short of the strength that it would require to provide an acceptable level of 
services to the community. The addition of all of the requested patrol positions would 
represent an increase of 42 % in the number of sworn officers allocated to the patrol 
function and a 9% increase in the number of civilian positions in the Department.  

The Executive Summary of the Staffing Report begins with a “frightening and 
unnerving” hypothetical example of a victim of home invasion phoning 9-1-1 and having 
to wait for 13 minutes or more for the police to arrive at the scene.  This is followed by a 
statement that the Department’s average response time to Priority 1 calls has increased 
from 7 minutes to 13 minutes between 1995 and 2003, and then, by a dramatic warning 
that the situation will only get worse unless the Department receives a major increase in 
human resources.  

The Staffing Report requests additional patrol officers for all of the police districts 
in the city. District 1 (+64 officers); District 2 (+72 officers); District 3 (+31 officers), and 
District 4 (+46 officers).  The absence of documentation on each of the districts, 
including how current resources are being deployed, the strategic targets, how the 
activities of patrol officers in each district are/will be assessed, and the current gaps in 
service delivery, hindered an assessment of the staffing requests. This information 
could be generated by a comprehensive study of patrol. The Staffing Report also 
requests additional sworn members for specialized units and squads, including the 
Traffic Section, the Collision Investigation Unit, the Waterfront Team, Scenes of Crime 
Officers, Citizen’s Crime Watch, Block Watch, Business Liaison, the School Liaison 
Unit, and ERT.  

Best practices police departments strive to manage human resources efficiently 
and strategically to ensure that a shortage of resources does not affect all sectors and 
functions equally. The resources of those sectors dealing with priority functions are 
protected and even enhanced, as required, to meet existing targets and performance 
benchmarks.  Conversely, the resources of those sectors which focus on issues of 
lesser operational or strategic importance are the ones that are the most affected by a 
lack of sufficient resources to cover all mandates and perform all functions efficiently. 
This highlights the importance of strategic planning, which involves the careful and 
thoughtful prioritization of an organization’s various activities and the allocation of 
resources to each area on the basis of their relative level of priority. 

  Senior management acknowledges that management information systems and 
procedures to monitor performance on an ongoing basis are not yet in place to ensure 
that existing resources are used as efficiently and effectively as possible and there is a 
commitment to develop these capacities and to build upon the initiatives that are 
already underway. 

A review of how patrol resources in the VPD are allocated and deployed was 
initiated in 2002 by the Planning, Research and Audit Section46, based on the 

                                  
46 Prox, R. and I. Groc (2004). Patrol Resource Allocation Review – Phase 2 Report. Vancouver Police 

Department, Planning, Research an Audit Section, April, 2004.  
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Department’s calls, dispatch and response data for the year 2000. The analysis was 
completed in 2004.  It was an attempt to begin the process of identifying demands for 
service, what resources were required, and what structural and other changes may be 
required within the VPD in order to improve the effectiveness and efficiency of patrol.  

The Staffing Report (pp. 30-31) notes the findings of the Patrol Resources 
Allocation Review which documented excessive patrol utilization in the VPD.  A primary 
recommendation of that Review was that the scheduling of shifts be altered to better 
match the times of demands for service with the availability of patrol units. The Staffing 
Report notes (p. 32) that “with limited unassigned time available to patrol units, there 
are often insufficient units to respond to an emergency call when it is dispatched.” The 
Staffing Report (p. 41) notes that the Patrol Resources Allocation Review identified the 
need for an additional 142 officers and the need to alter the shift schedule.  However, 
even with additional staff deployed to an eight-shift (rather than a five-shift) model, it 
was projected that this would result in only a 10% decrease in patrol officer utilization.  
The Review, however, is an example of the type of analysis that should guide the 
allocation of, and requests for, resources in the future. 

It is acknowledged that the planning of the patrol function may involve dealing 
with collective agreement issues that affect the performance of the Department or its 
officers and prevent the Department from achieving its strategic objectives. However, 
the allocation of patrol resources should be informed by empirical analyses rather than 
by custom, tradition, or the personal preferences of individuals and groups within a 
police department.   

It is difficult to compare the patrol workload of VPD officers with that of their 
counterparts in other cities. Such a comparison provides little insight into how the 
various police services responds to demands for service. The Staffing Report offers 
comparisons between VPD and a number of municipal police departments (p. 23).  
There is, however, no indication of the number of calls for service that are “shed” and 
that do not result in a patrol car being dispatched. Nor do the data reflect the activities of 
patrol officers that do not involve Criminal Code offences. 

The International Association of Chiefs of Police (IACP) has produced a 
considerable amount of information on patrol staffing and deployment. One of its reports 
states that:  

 "Ready-made, universally applicable patrol staffing standards to not exist.  
Ratios, such as officers-per-thousand population, are totally inappropriate as a 
basis for staffing decisions. (…) Defining patrol staffing allocation and 
deployment requirements is a complex endeavour which requires consideration 
of an extensive series of factors and a sizeable body of reliable, current data." 

In a section of “Patrol Based Success”, the Staffing Report (p. 39) refers to one 
of the strategic goals of the Department to “promote a culture of best practices and the 
creation of a climate that supports and delivers continuous process improvement.”  The 
Report then proceeds to explain that the Department’s commitment to best practices is 
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illustrated by a number of specific initiatives (e.g. Telecom Response Team (TRT), 
Internet Crime Reporting, Shoplifting Quick Release Program), many of which are 
meant to reduce the number of calls that patrol officers have to attend (mostly Priority 3 
calls).  It would have been helpful had the connection between these specific initiatives 
and the overall goals and objectives of patrol were more clearly identified. 

The Staffing Report (p. 48) states that the four patrol districts have requested a 
total of 213 officers “to provide a level of service that patrol managers consider 
necessary and appropriate.” The Report contains no documentation as to how this 
figure was determined, nor, more specifically, what criteria were utilized by patrol 
managers to determine what patrol resources are “necessary and appropriate.” There 
are no quantitative materials on current patrol deployment (other than by reference to 
the report on the Patrol Resource Allocation Review which is based on data from the 
year 2000) for any of the four districts, no discussion of how (or whether) current 
deployment strategies reflect best practices, and no mention of plans that may exist to 
maximize available (and requested) patrol resources.  

It appears that the VPD patrol function is under-resourced.  However, in the 
absence of substantive documentation, it is difficult to determine the exact nature and 
extent of the current shortfall, and reinforces the need for further study.   

5.1.1 Estimating the Workload of the Patrol Function 

The Staffing Report notes (p. 24) that  “there is virtually no opportunity for our 
patrol officers to undertake proactive policing activities, given the current resource levels 
of the VPD.” In 2004, the VPD responded to 283,780 incidents (or events).   This figure 
includes incidents without assignment to a district and/or to a priority. This total 
represents an increase over the number of incidents responded to in the year 2000 
(236,536) and over the number of incidents in 2002 (246,114) and 2003 (257,660). Over 
the same five-year period, the number of Priority 1 calls (incidents) to which the VPD 
responded decreased from 18,751 in the year 2000 to 14,997 in 2004.  The volume of 
Priority 2 calls to which the VPD responded has also declined from the year 2000 
(67,581) to the 2004 (65,152), although the 2004 figure is an increase over the previous 
year (2003=58,882). There was an increasing in the number of Priority 3 calls 
responded to, from 97,138 in the year 2000 to 99, 329 in 2004, with the 2004 figure 
representing an increase over the previous year (203=82,628).   

5.1.1.1 Calls for Service by Priority 
 

Table 11 provides a breakdown of Calls for Service by Priority for the time period 
2000-2004.  The total number of calls received by the VPD during this five year period 
was approximately 1.2 million and the figures indicate that the total number of Priority 1, 
Priority 2, and Priority 3 calls for service has increased over the past five years.  
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Table 11 - Call received  by priority by year 

 2000 2001 2002 2003 2004 5 year total
Priority       

1 
  

21,558  
 

20,567 
 

21,317 
 

16,389 
  

17,460  
 

97,291 

2 
  

86,096         85,645 
 

86,664 
 

88,334 
  

92,882  
 

439,621 

3 
  

128,882  
 

122,736 
 

138,133 
 

152,936 
  

173,410  
 

716,124 

Total 
  

236,536  
 

228,948 
 

246,114 
 

257,659 
  

283,752  
 

1,253,036 
 

Notes: 
1) Figures exclude “advised events” (which are incident reports that are taken over 
the telephone and are not attended by patrol units) as well as incidents lacking 
priority level and  

 
 

   
5.1.1.2 Relative Priority of Incidents (calls for services) 

 
In the VPD, calls are categorized as follows: 

 
Priority 1:  “Emergency Call Response - call requires immediate police response.  

These are situations where lives may be in danger and/or a suspect may 
still be on location" (p. 31, Staffing Report).  

 
Priority One Event Types 

P911 Incomplete Phone Call 
PABDUC Abduction 
PAIRC Airplane Crash 
PAIRE Airport Emergency Standby 
PAMBER Amber Alert 
PASLT1 Assault in Progress 
PBAIT Bait Car Activation 
PBNE1 Break & Enter in Progress 
PBOMB Bomb Threat 
PC4 Code 4 (by Unit) 
PDALAR Domestic Violence Alarm 
PDUMP Auto Dumped (in progress) 
PEXPLO Explosion 
PEXTOR Extortion 
PFIRE On View Fire (by unit) 
PFRAU1 Fraud in Progress 
PGUN Person with a Gun 
PHALAR Hold-up Alarm 
PHOLDU Hold-up to Business 
PHOME Home Invasion 
PHOMIC Homicide 
PHOST Hostage Situation 
PHSUSP Holding Suspect 
PJUMP Jumper 
PKNIFE Person with a Knife 
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PMISC1 Mischief In Progress 
POFFTR Officer in Trouble 
PROB1 Robbery in Progress 
PSALAR Silent Alarm 
PSCREA Person Screaming 
PSHOTS Shots Fired 
PSTAB Stabbing 
PTHEF1 Theft in Progress 
PWIRES Wires Down 

 
Priority 2: "Priority 2 calls represent those that require a quick police response, but not 

an "emergency" response."  (p. 35, Staffing Report) 
 

Priority Two Event Types 
PARSON Arson Fire 
PASLT Assault Report 
PASLTS Sexual Assault 
PASSE Assist Ambulance 
PASSF Assist Fire 
PASSO Assist Other Agencies 
PASSP Assist Police 
PCAB Cab Trouble 
PCASUA Casualty 
PDEATH Sudden Death 
PDEMO Demonstration 
PDIST Disturbance in Public Place 
PDOM Domestic Dispute 
PEVENT Special Events 
PEXPOS Indecent Exposure 
PFIGHT Fight 
PFPER Found Person 
PHAZ Traffic Hazard 
PIDOD Illicit Drug Overdose 
PIMPDR Impaired Driver 
PKFILE K file Notification 

PMPER Missing Person Report 

PMHA Mental Health Act 
PMVCTY MVI City Vehicle Involved 
PMVCYC MVI Cyclist Involved 
PMVFAT MVI Fatal 
PMVHNR MVI Hit & Run 
PMVI Motor Vehicle Incident 
PMVIMP MVI Impaired Driver 
PMVINJ MVI with Injuries 
PMVPED MVI Pedestrian Struck 
PMVPOL MVI Police Involved 
PPROWL Prowler 
PROB Robbery Report 
PSHOPL Shoplifting Report 
PSUIC Attempt Suicide 
PSUSP Suspicious Person 
PTHREA Threatening Report 
PVEHS Stolen Vehicle 
PWAGON Wagon Required 
PWARR Warrant Arrest/Attempt 
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Priority 3: "Priority 3 calls represent routine calls for service that require a police 
response, but that response will fall behind the Priority 1 and Priority 2 calls.  
Often these calls are simply a "report call" requiring the police to complete a 
basic occurrence report and cursory investigation."  (p. 35, Staffing Report) 

 
Priority Three Event Types 

PABAND* Abandoned Automobile 
PANIM Animal/Wildlife Calls 
PADP Admin Driving Prohibition 
PALARM Audible Alarm 
PANNOY Person Annoying 
PARRES Arrest 
PASS Assist Public  
PBNE Break and Enter Report 
PBOLF General Broadcast 
PBOLFH Hit & Run GB 
PBOLFI Impaired Driver GB 
PBREAC Breach Conditions 
PCHRON Chronic Complainant 
PDOC* Document Services 
PDRIVC Driving Complaint 
PFOLLO Follow Up Report 
PFOOT Foot Patrol 
PFPROP Found Property 
PFRAUD Fraud Report 
PHARAS Harassment Report 
PINSEC Insecure Premises 
PKEEP Keep the Peace 
PLPC License Premise Check 
PLPROP Lost Property Report 
PMISC Mischief Report 
PNOISE Noise Complaint 
POBSCE Obscene Telephone Call 
PPARK Parking Complaint 
PPROST Prostitutes Annoying 
PSA Special Attention 
PSUSC Suspicious Circumstance 
PSEIZE Seized Property 
PTHEFA Theft from Auto 
PTHEFT Theft Report 
PVEHR Vehicle Recovered 
PVI Vehicle Impound 

* Event types not used by VPD at this time 
 

In the VPD, the CAD system is configured so that every call type has a default 
priority number.  This is done to ensure that an error by the call-taker doesn’t result in a 
call being lost. The call-taker assesses the information received from the caller, creates 
the call, and then manually readjusts the priority.  This makes it possible to have a 
Priority 1 Annoying Person and to have a stabbing incident categorized by the call taker 
as Priority 3.  

 
The types of calls within each priority level are consistent across police services.  

The three priority levels in the Edmonton Police Service, for example, are as follows: 
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Priority 1 Calls: Emergency or high priority calls for service that require 
immediate police attention such as a crime in progress, 
major disaster (e.g. fatal injury collision), recent 
occurrence of a crime, or mental escapee. 

Priority 2 Calls: Calls where some urgency is required for an available 
unit to respond.  For example a break and enter (not in 
progress but occurred within one hour of reporting), 
suspicious person or vehicle in progress, family trouble. 

Priority 3 Calls: 'Service level' calls that include non-emergency calls 
for service such as minor crimes not in progress (e.g. 
nuisance calls, property crimes that occurred more than 
one hour prior to reporting) 

 
5.1.1.3 Police-attended and non-police attended calls:  A comparison 

between police departments 
 

One measure of the extent to which a police service is meeting the demands for 
services in a community is the number of calls for service that result in a patrol unit 
attending the scene. Some calls for service are actually initiated by police officers and 
are generally referred to as “on view” calls. In 2003-2004, 19.2% of all incidents were 
reported as being “on view” by a police officer. Regardless of whether a call is 
generated by a caller or by the police officer “on view”, the call is “dispatched” so that 
the incident can entered into the CAD system.     

 
Table 12 provides a general comparison of Police Attended and Non-Attended 

calls for a number of major urban Canadian police departments and the Seattle Police 
Department for the year 2003. The figures reveal that, among the departments 
surveyed, VPD had the lowest number (257,659) number of Calls for Service and that 
the VPD attended a higher percentage of calls (60.33%) than all of the other 
departments with the exception of Ottawa. Caution, however, should be exercised in 
interpreting these figures, given the differences among police departments in the labels 
applied to calls for service and the response to calls. 
 

Table 12 – Police attended vs. non-attended calls (2003) 

 
2003 Calls 
for Service 

Police 
Attended  

% of Calls 
Attended 

Calls Not 
Attended 

% of Total Calls 
Not Attended 

Vancouver 257,660 155,453 60.33% 102,206 39.67%
Calgary 775,999 240,484 30.99% 535,515 69.01%
Edmonton 407,939 125,423 30.74% 282,516 69.26% 
Winnipeg 284,127 170,158 59.89% 113,969 40.11%
Toronto 1,956,994 926,697 47.35% 1,030,297 52.65%
Ottawa 335,281 281,407 83.93% 53,874 16.07%
Seattle 588,884 265,115 45.02% 323,769 54.98%
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In Calgary and Edmonton, many calls for service are referred to community 

police stations and this accounts for the high percentage of calls that are  listed as “not 
attended.” 

 
5.1.1.4 Police Attended and Non-Attended Calls in Vancouver, 

2004 
 
The data provided in Table 13 indicate that, during the period 2000-2004: 

 There was a decline in number of incidents that resulted in a scene response by 
a patrol unit(s) from the year 2000 (18,751) to 2004 (14,997), although the figure 
for 2004 represented a slight increase over 2003 (13,943). 

 In 2004, 14.1% of Priority 1 calls for service did not result in a scene response. 
 For Priority 2 calls, there has been a significant increase in the percentage of 

calls that did not result in a scene response, from 21.5% in the year 2000 to 
33.3% in 2003 and 29.9% in 2004.  

 There have been very significant increases in the percentage of Priority 3 calls 
that did not result in a scene response, from 24.6% in the year 2000 to 46% in 
2003 and 42.7% in 2004.   

 

Table 13:  Responses to scene vs. No response to scene, by priority 

Priority 1 calls 
   

   Scene response 
No scene 
response Total 

% without 
scene 

response 
  2000                   18,751                2,807       21,558  13.0%
  2001                   17,568                2,999       20,567  14.6%
Year 2002                   18,093                3,224       21,317  15.1%
  2003                   13,943                2,446       16,389  14.9%
  2004                   14,997                2,463       17,460  14.1%

Priority 2 calls 
   

   Scene response 
No scene 
response Total 

% without 
scene 

response 
  2000                   67,581              18,515      86,096  21.5%
  2001                   65,757              19,888      85,645  23.2%
Year 2002                   66,512              20,152      86,664  23.3%
  2003                   58,882              29,452      88,334  33.3%
  2004                   65,152              27,730      92,882  29.9%

Priority 3 calls 
 

   Scene response 
No scene 
response Total 

% without 
scene 

response 
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  2000                   97,138              31,744    128,882  24.6%
  2001                   89,066              33,697    122,763  27.4%
Year 2002                 102,376              35,757    138,133  25.9%
  2003                   82,628              70,308    152,936  46.0%
  2004                   99,329              74,081    173,410  42.7%

Notes 
1) Where no arrival time is indicated, it is presumed that there was no arrival at scene 
2) No scene response can include reasons such as no units available, diversion for another incident,  
call cancelled, etc. 
3) For January 1, 2000, to December 10, 2002, figures exclude "Advised" incidents 
 
 

5.1.1.5 Number of units dispatched, 2002-2004 

Table 14 provides a breakdown of the number of units dispatched by VPD for the 
years 2003 and 2004.  The figures reveal that: 
 
 There were no units dispatched to nearly 36% of the incidents in 2003, and 31% 

of the incidents in 2004; 
 
 It is most common for only one unit, composed of either one or two officers, to be 

dispatched; 
 The rate at which two units are dispatched to incidents has remained constant 

over that time period.  
 

Table 14 - Number of units dispatched per incident, by year 
Year 2003   
Units Dispatched Incidents % of Total 

0      70,116  36.49% 

1      72,039  37.49% 

2      27,124  14.12% 

3      10,776  5.61% 

4        5,107  2.66% 
5        2,770  1.44% 

6        1,596  0.83% 

7           883  0.46% 

8           542  0.28% 

9           389  0.20% 

10 to 14           607  0.32% 
15 to 19           105  0.05% 

20 to 29             49  0.03% 

30 & over             29  0.02% 
TOTAL      92,132    

Year 2003
0
1
2
3
4
5
6
7
8
9
10 to 14
15 to 19
20 to 29
30 & over
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Year 2004   

Units Dispatched Incidents % of Total 

0      65,374  31.09% 

1      88,356  42.02% 
2      30,599  14.55% 

3      12,321  5.86% 

4        5,785  2.75% 

5        3,047  1.45% 

6        1,766  0.84% 

7        1,068  0.51% 
8           624  0.30% 

9           387  0.18% 

10 to 14           730  0.35% 

15 to 19           130  0.06% 

20 to 29             78  0.04% 
30 & over             31  0.01% 

TOTAL     10,296    

Year 2004
0
1
2
3
4
5
6
7
8
9
10 to 14
15 to 19
20 to 29
30 & over

 

 
 

Information is available in the CAD system that would allow a determination of 
the number of officers attending the scene of an incident. However, the analysis 
required to determine this was not completed due to time limitations. This is the type of 
information that the VPD should gather on an ongoing basis as part of the process of 
monitoring the use of patrol resources. This information could be utilized to determine 
whether there is “over response” or “under response” to incidents in terms of the 
number of officers present.  There is information on the number of investigating officers 
at a scene.  However, this may not equate with the number of officers who attended the 
incident. 
  

5.1.1.5 The Deployment of Officers  
 

Section 22 of the 2003-2006 Collective Agreement between The Vancouver 
Police Board and The Vancouver Police Union states that: “Normal deployment of the 
Operations Division shall be undertaken so as to ensure that a minimum of sixty percent 
(60%) of the cars deployed are deployed as two-person cars.”  This provision provides 
the framework within which patrol resources are allocated although it appears that, due 
to staffing shortages, the actual deployment of two-officer units regularly falls below the 
sixty percent mark.  

A selected review of other Canadian police departments reveals some 
differences in the use of two-officer patrol units. In the Calgary Police Service, the 
objective is to deploy as many one-officer units as possible during the day with the 
exception of special projects, an anticipated high risk event, or the constraints imposed 
by a shortage of patrol vehicles. In the evening hours, Calgary attempts to deploy as 
many two-member units as possible from 1700 - 0700 hrs daily. The staffing 
requirements for the Calgary Police Service are not included in the Collective 
Agreement. 
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The patrol staffing guidelines in the Edmonton Police Service provide for two-
officer units between 39-54% of the time, although the decision on the application of this 
guideline is left to the divisional managers and is dependent upon their requirements. At 
night, the majority of patrol units are composed of two members. The staffing 
requirements in Edmonton Police Service are included in the Collective Agreement.   

The Toronto Police Service Collective Agreement requires that two-member units 
be deployed between 1600 and 0400 hrs. 

Among the Canadian police departments surveyed, the VPD was the only 
department in which the requirement of a specific level of deployment of two officer 
units for all shifts was written into the Collective Agreement.  A review of the policing 
literature, however, suggests that two-officer patrol units are, on average, less 
productive, experience more injuries to officers, and generate more citizen complaints 
than do one-officer patrol units.  This is due, in part, to the fact that two-officer units are 
often assigned to high-risk areas; however, the research also suggests that the dynamic 
of two officer cars may result in officers being less vigilant and less amenable to 
interacting with community residents than one-officer patrol units.  

With the exception of high risk/high demand areas and times, the requirement 
that a police service deploy two-officer units a majority of the time during all shifts is 
more accurately described as a labour-management issue rather than a best practice 
policing strategy. There is no information currently available on how the two-officer unit 
deployment model in the VPD affects workload, case burden, and productivity.  
However, there is little doubt that it affects the number of patrol units that are available 
for deployment at any one time. Moving to a different staffing model, whereby there 
were fewer two-officer cars, would create more units on the road, if sufficient resources 
were provided to facilitate this, e.g. more patrol cars.  

Section 22 of the Collective Agreement imposes considerable restrictions on how 
available patrol officers can be deployed. The VPD should explore the options for patrol 
car staffing within the framework of the collective agreement. 

 
5.1.1.6 Shift Scheduling 

 
Although beyond the scope of the present review, the shift structure within which 

patrol officers are deployed nevertheless has an impact on how existing resources are 
utilized and how any additional resources would be deployed. 

The Patrol Resource Allocation Review examined the shift deployment model of 
the VPD Operations Division and attempted  “to determine whether the current patrol 
shift deployment meets the demands of each district.” (p. iv).    

The Review proposed a new shifting schedule that would assist in matching 
resources to call load that “has the potential to increase productivity, as well as 
maximize the performance of patrol teams.” This involved moving from the current five 
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shift model to an eight shift model and the addition of a specific number (142) of officers 
distributed throughout patrol. 

The recommendations of the Review were that a specific number of additional 
officers be hired and that the manner in which patrol units were deployed be altered in 
order the maximize the efficiency and productivity of patrol resources: “By adopting the 
recommended changes to the shift model, deployment will better match call-load by 
smoothing out spikes and over utilization of patrol units.  With these changes, shift 
deployment will operate at near optimal efficiency.” 

The Review used 2000 data to examine call loads and patrol unit utilization.  In 
the following discussion, we have analyzed data for the years 2000-2004 in an attempt 
to understand the current issues surrounding call demand and unit utilization. This will 
provide a sound basis upon which to assess the current resource requirements of the 
VPD. 

5.1.1.7 Police districts incidents, 2000-2004  
 

The Management Information System data were analyzed to determine how 
incidents, or “events” are distributed across the four police districts and the trends 
during the five year period, 2000-2004. The figures are presented in Table 15 (Incidents 
by year and district). These figures should be viewed with caution, as there are many 
factors that contribute to the number of incidents (or events) that are recorded in any 
one district in any year.  Changes in departmental enforcement priorities, specific target-
hardening and hot-spot policing initiatives, special initiatives such as the City-wide 
Enforcement Team project, a change in the crime-reporting behaviour of victims, and a 
change in the capacity of the VPD to respond are among the many factors that can 
impact the official data.  And, there are many situations and circumstances in which 
patrol officers become involved that are not entered into any data system.  

 
The figures in Table 15 indicate the number of events in each police district in the 

city during the five-year period (2000-2004).  
 
 

Table 15 - Incidents by year and district 
Incidents by year and district 

District 2000 2001 2002 2003 2004 
D1            46,071         48,834           49,307        45,567        51,615  
D2            71,250         65,271           64,712        53,941        57,813  
D3            56,646         55,504           54,761        43,683        52,853  
D4            58,371         53,944           53,421        44,285        51,380  
DC                798              661                621             338             249  
DS             3,400           4,761           23,268          4,134          4,147  

Total          236,536  
 

228,975         246,090 
 

191,948  
  

218,057 
 

1) DC is not geocoded in this study; it refers to Central District (Districts 1 and 2), where it was 
not assigned by dispatcher to either D1 or D2 
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2) DS is not geocoded in this study; it refers to South District (Districts 3 and 4), where it was not 
assigned by dispatcher to either D3 or D4 
3) Excludes incidents without assignment to district or without priority assignment 
4) For January 1, 2000, to December 10, 2002, "Advised" status incidents were not included 

 
The results of the analysis indicate: 

 
 In District 1, there has been an increase in the number of incidents from 

the year 2000 (46,071) to 2004 (51,615) 
 
 In District 2, there has been a decline in the number of incidents from the 

year 2000 (71,250) to 2004 (57,813) 
 
 In District 3, there has been a slight decline in the number of incidents 

from the year 2000 (56,646) to 2004 (52,853) 
 
 In District 4, there has been a decline in the number of incidents from the 

year 2000 (58,371) to 2004 (51,380)  
 
It should be noted that the decrease in the total number of incidents from 2002 to 2003 
is likely due, in part, to data configurations that were not able to be identified and 
removed. Nevertheless, the figures to provide a general illustration of the changes in the 
number of incidents across the four police districts during the five year period examined. 
 

In a more detailed analysis, the data for the time period 2000-2004 were 
examined with a specific focus on the category of incident (Priority 1, Priority 2, and 
Priority 3) for each of the four districts. Table 16 presents the results of this analysis. 

 
Table 16 - Incidents by district by priority by year 

District 1 
Priority 2000 2001 2002 2003 2004 5 Year Total 

1       4,603        4,761       5,055       4,267       4,320          23,006 
2      19,023       21,246      20,749      19,431      21,080        101,529 
3      39,222       38,869      32,546      21,869      26,215        158,721 

All Priorities      62,848       64,876      58,350      45,567      51,615        283,256 
District 2 

Priority 2000 2001 2002 2003 2004 Total 
1       6,325        5,742       6,072       4,527       4,719          27,385 
2      29,980       29,860      28,293      26,003      27,350        141,486 
3      45,144       46,969      43,990      23,411      25,736        185,250 
4                8                  8 

All Priorities      81,449       82,571      78,355      53,941      57,813        354,129 
District 3 

Priority 2000 2001 2002 2003 2004 Total 
1       5,640        5,488       5,436       3,969       4,603          25,136 
2      25,496       27,939      25,915      22,568      23,905        125,823 
3      37,287       34,205      32,119      17,146      24,345        145,102 

All Priorities      68,423       67,632      63,470      43,683      52,853        296,061 
District 4 

Priority 2000 2001 2002 2003 2004 Total 
1       4,979        4,572       4,699       3,590       3,794          21,634 
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2      20,502       23,475      21,996      18,855      19,457        104,285 
3      46,749       40,823      36,468      21,840      28,111        173,991 
4              16                16 
5                2                  2 

All Priorities      72,230       68,870      63,163      44,285      51,380        299,928 
     Total     1,233,374 

1) Figures exclude incidents lacking priority level entries   
2) Figures exclude incidents lacking district assignment or assignment to DS and DC (0.10% and 1.61% 
of total incidents in 2004, respectively) 
 

Again, it will be noted that there are some discrepancies in the totals for the 
various Priority level calls and for the individual police districts from the previous table. 
These are due to particular features of the data and could not, within the time period of 
the study, be identified and corrected.  

 
In considering the pattern of Priority 1 incidents across the police districts during 

the five year period: 
 

 The number of Priority 1 calls in District 1 has remained fairly constant 
 There have been significant decreases in the number of Priority 1 calls in District 

2, which is due, in large measure, to the CET initiative in the DTES 
 In Districts 3 and 4, the number of Priority 1 calls have decreased from the levels 

in the year 2000 
 

With respect to Priority 2 and Priority 3 incidents during the five year period 2000-2004: 

 Priority 2  incidents have increased slightly in District 2 and declined in the other 
police districts 

 Priority 3 incidents  have decreased in all of the police districts 
 

It is important to point out that the specific number of events reported each year 
is also a function of the reporting/non-reporting patterns of the general public (and the 
sense, as documented in the VPD-sponsored community surveys, that the incident was 
too minor or that the police could not do anything about the incident) and the capacity of 
the VPD to respond to the incident.  

 
The noted declines in Priority 1, Priority 2, and Priority 3 calls in District 2, which 

includes the DTES, was likely due in large measure to the CET initiative. This suggests 
that special initiatives such as the CET can be very successful in reducing the demands 
for service on the department, albeit in this instance the VPD was forced to make 
extensive use of overtime in order to support the increased number of officers assigned 
to the area. 
 

Demand Levels, Calls for Service, and Time Distribution 

The data presented in Appendix 6 were created from counts of all CAD records, 
selecting each year, and examining “all calls” and calls for service categorized into 
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Priority 1, Priority 2, and Priority 3.  Analyses were performed for each year for the 
period 2000-2004. 

The analysis is perhaps most beneficial in revealing how the demand levels and 
calls for service vary over the course of a 24 hour day. The analyses generally show 
that there are “peaks and valleys” in the demand for police services, as measured by 
the initial request for service – whether “on view” at the scene or from the public via 
dispatch.   Demands for service for all call priorities are highest in the late evening/very 
early morning hours and there is a general trend toward quiet times from in the period 
from 3 am to 7 am.  After 9 am, the number of calls begins to climb steadily into mid-day 
and noon, and continuing an upward trend into the evening hours. This pattern has 
remained relatively constant over the five-year period 2000-2004 and there is little 
indication that it will change in the coming years. For example, the percentage of Priority 
1 calls for service that occur between 7 pm and 3 am has remained consistent over the 
past five years: 2000 (43.8%); 2001 (43.8%); 2002 (44.6%); 2003 (43.6%); and 2004 
(42.9%).  In each of these years, a high percentage of Priority 1 calls occur between 10 
pm and 2 am. 

A more detailed analysis and interpretation of these data are beyond the scope 
of the present review.  The value of the analyses is the illustration that there are high 
and low demand times for police services and that it will be necessary for the VPD to 
ensure that every effort is made to structure the allocation of patrol resources to match 
the differential demands for services.  This analysis suggests the importance of 
developing the capacity within the VPD to gather and analyze, on an ongoing basis, the 
demands for service so that patrol resources can be efficiently deployed. (See Appendix  
6). 
 

5.1.1.8 Response  
 

The CAD data were analyzed to determine the response patterns of the VPD and 
to determine the amount of “call shedding” that occurs.  The analysis included an 
examination of response/no response to scene during the time period 2000-2004 by 
priority of the call. Scene responses refer to Calls for Service that were dispatched vs. 
those which were Calls for Service but that, for a variety of reasons, did not receive a 
scene response. 
 

Table 17:  Responses to scene vs. no response to scene, by priority 
Priority 1 calls 

  
Scene 
response 

No scene 
response 

Total 
incidences 

% without scene 
response 

 2000 18751 2864 21615 13.3%
 2001 17568 3057 20625 14.8%
Year 2002 18093 3256 21349 15.3%
 2003 13943 2446 16389 14.9%
 2004 14997 2463 17460 14.1%
  83352 14086 97438  
      

Priority 2 calls 
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Scene 
response 

No scene 
response 

Total 
incidences 

% without scene 
response 

 2000 67581 29103 96684 30.1%
 2001 65757 40287 106044 38.0%
Year 2002 66512 36223 102735 35.3%
 2003 58882 29452 88334 33.3%
 2004 65152 27730 92882 29.9%
  323884 162795 486679  
      

Priority 3 calls 

  
Scene 
response 

No scene 
response 

Total 
incidences 

% without scene 
response 

 2000 97138 77702 174840 44.4%
 2001 89066 78055 167121 46.7%
Year 2002 102376 64374 166750 38.6%
 2003 82628 70308 152936 46.0%
 2004 99329 74081 173410 42.7%
  470537 364520 835057  
      

 
A review of the data presented in Table 17 indicates that: 

 Although the total number of Priority 1 incidents declined from 21,615 in the year 
2000 to 17,460 in 2004, the percentage of Priority 1 calls where there was No 
Scene Response increased from 13.3% in the year 2000 to 14.1% in 2004.  This 
provides some indication of the amount of  “call shedding” by the VPD 

 The total number of Priority 2 incidents decreased from 96,684 in the year 2000 
to 92,282 in 2004 and the percentage of Priority 2 calls where there was No 
Scene Response decreased slightly as well from 30.1% in the year 2000 to 
29.9% in 2004.  

 The total number of Priority 3 incidents decreased from the year 2000 (174,840) 
to 2004 (173,410) and the percentage of cases in which there was No Scene 
Response declined as well, from 44.4% in 2000 to 42.7% in 2004. 

A key indicator of the ability of a police service to meet the demands for services 
is response time – the elapsed time between the time that a call is received by a 
dispatcher and the arrival of a patrol unit on the scene.  This is a particularly important 
indicator for Priority 1 calls, which are emergency or high priority calls for service that 
require immediate police attention and include such situations as a crime in progress, 
fatal injury collision, and the recent occurrence of a crime. 

 
Response Time for Priority 1 Calls 

 
Table 18 presents the CAD data, broken down by Average Response Time, 

Average Response Time – excluding responses of less than one minute, Average 
Utilization Time, and Average Call Total Time, all in minutes/seconds.  The data exclude 
calls for service without on-scene responses and had no arrival time) 

 



Review of the VPD’s Staffing Requirements          68  

 
The data in Table 18 reveal that, between the year 2000 and 2004: 
 the  Average Response Time (excluding responses of less than one minute) for 

Priority 1 Calls for Service, increased from 9:12  min/sec to 13:04 min/sec 
 the Average Response Time (excluding response times of less than one minute 

or more than one hour) increased from 7:45 min/sec to 8:15 min/sec  
 the percent of responses that exceeded one hour increased from 1.10% to 

2.75% 
 the Average Utilization Time increased from 83:35 min/sec to 105:21 min/sec  
 the Average Total Call Time  increased from 92:06 min/sec to 118:08 min/sec 

 
Table 18:  Response times for Priority 1 calls 

Priority 1 calls (excluding calls without on-scene responses) 
  

Average Average Average % 
Responses 

Average Average 

Respons
e time 

Response 
time 

Response 
time 

Exceeding 
1 hr 

Utilization 
time 

Call 
time 

  
  
  

 excluding 
responses < 

1 min 

excl. 
responses <1 
min or >1 hr 

    

   (min:sec) (min:sec) (min:sec)  (min:sec) (min:sec)
          
  2000  9:12   9:35   7:45  1.10%  83:35  92:06 
  2001 10:00  10:26   8:19  1.48%  90:47  99:44 
 2002  10:48   11:17   8:28  1.86%  91:38  101:52 
  2003  13:25   13:53   8:24  2.75%  100:44  113:31 
  2004 13:04  13:36   8:15  2.75%  105:21  118:08 
          
1) Response times are defined as the time elapsed from call arrival to the time of arrival of first 
on-scene unit.  
2) Utilization time is the elapsed duration between first unit arrival time and clear time.  
3) Total call time is defined as the total time elapsed from call arrival to the call clear time 
                

Additional Statistics 
   Average Average Average  Average Average 
 Param

eter 
Response 

time 
Response 

time 
Response 

time 
 Utilization 

time 
Call time 

    excluding 
responses < 

1 min 

excl. 
responses < 
1 min or > 1 

hour 

    

   (min:sec) (min:sec) (min:sec)  (min:sec) (min:sec)
  2000 

 Mean  9:12   9:35   7:45    83:35  96:06 
 Population 

SD 
 29:48   30:22  7:05   115:51   116:53  

 10th 
Percentile 

 2:10   2:32   2:31    6:32   13:11  
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 1st 
Quartile 

 3:27   3:41   3:40    15:38   23:14  
 Median  5:31   5:43   5:40    40:45   48:54  

 3rd 
Quartile 

9:00  9:16  9:03   108:47   118:22  
  

90th 
Percentile 

 15:13   15:39   14:45   213:04:00  223:36  

                
   Average Average Average  Average Average 
 Param

eter 
Response 

time 
Response 

time 
Response 

time 
 Utilization 

time 
Call time 

    excluding 
responses < 

1 min 

excl. 
responses < 
1 min or > 1 

hour 

    

   (min:sec) (min:sec) (min:sec)  (min:sec) (min:sec)
2001 

 Mean 10:00  10:26   8:19    90:47   99:44  
 Population 

SD 
 28:60   29:33   7:57    120:30   119:36  

 10th 
Percentile 

2:06  2:31   2:30    6:31   13:39  
 1st 

Quartile 
 3:30   3:45   3:43    16:11   24:28  

  Median  5:47  6:00  5:56    46:42  56:09 
  3rd 

Quartile 
 9:40   9:56   9:39   124:01  134:57  

 90th 
Percentile 

 17:14   17:40   16:12    227:10  238:05 

                
   Average Average Average  Average Average 
 Param

eter 
Respons

e time 
Response 

time 
Response 

time 
 Utilization 

time 
Call 
time 

    excluding 
responses < 

1 min 

excl. 
responses < 
1 min or > 1 

hour 

    

   (min:sec) (min:sec) (min:sec)  (min:sec) (min:sec)
 2002  

 Mean 10:48 11:17 8:28  91:38 101:52 
 Population 

SD 
32:39 33:18 8:05  119:49 121:38 

 10th 
Percentile 

2:06 2:32 2:31  6:20 13:23 

 1st 
Quartile 

3:31 3:48 3:45  16:33 24:49 

 Median 5:51 6:06 6:00  48:39 59:26 
 3rd 

Quartile 
9:53 10:12 9:49  126:26 139:44 

 90th 
Percentile 

18:5 18:42 16:41  224:46 238:41 

                
   Average Average Average  Average Average 
 Param

eter 
Respons

e time 
Response 

time 
Response 

time 
 Utilization 

time 
Call 
time 

    excluding 
responses < 

excl. 
responses < 
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1 min 1 min or > 1 
hour 

   (min:sec) (min:sec) (min:sec) (min:sec) (min:sec)
 2003  

 13:25 13:53 8:24  100:44 113:31 
  

Population 
SD 

50:29 51:18 8:03  141:45 147:51 

  
10th 

Percentile 

2:16 2:35 2:34  5:45 12:47 

  1st 
Quartile 

3:34 3:47 3:44  23:11 

  Median 5:55 6:06 5:57  49:43 61:49 
  3rd 

Quartile 
10:03 10:17  137:56 153:50 

  
90th 

Percentile 

19:06 19:34 16:43  254:35 272:04 

              
   Average Average Average  Average Average 

Param
eter 

Respons
e time 

Response 
time 

Response 
time 

 Utilization 
time 

Call 
time 

    excluding 
responses < 

1 min 

excl. 
responses < 
1 min or > 1 

hour 

  

   (min:sec) (min:sec) (min:sec)  (min:sec) 

 

Mean 

14:14 

9:45 

  

 

  

(min:sec)
2004 

 Mean 13:04 13:36 8:15  105:21 118:08 
 Population 

SD 
45:39 46:30 8:01  147:43 153:02 

 10th 
Percentile 

2:07 2:29 2:27  6:16 13:11 

  3:29 3:43 3:40  15:28 24:07 

 Median 5:43 5:58 5:47  52:20 64:39 
  3rd 

Quartile 
9:54 10:08 9:37  143:45 158:42 

 90th 
Percentile 

18:38 19:13 16:15  260:38 278:03 

1st Quartile 

 
A 13 minute average to respond to a Priority 1 call for service is disturbing and  

this fact alone suggests that the VPD is in need of additional patrol resources.  In the 
absence of a quantitative analysis of the allocation and deployment of patrol resources, 
however, it is not possible to determine to what extent response times could be 
improved with existing resources and what the impact on response time would be with 
the deployment of additional patrol members. This information could be gathered in an 
in-depth study of the patrol function in VPD and it is recommended that such a study be 
undertaken by the VPD as soon as possible.  

Additional analyses were completed on the Priority 1 Calls for Service in order to 
gain additional insights into the response times.  This involved determining the mean, 
standard deviation, 10th percentile, 1st quartile, median, 3rd quartile, and 90th percentile 
for each year and for the Average Response Time, the Average Response Time 
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(excluding responses under one minute), the Average Utilization Time, and the Average 
Total Call Time.  These are also presented in Table 19. 

A close examination of the data in Table 19 reveals that, on all of the dimensions, 
there have been significant increases in all of the various dimensions of the Average 
Response Time (excluding responses under one minute), the Average Utilization Time, 
and the Average Total Call Time. These figures indicate that, on all counts, there have 
been increases in the elapsed time between call arrival to the arrival of the first unit on-
scene, in the elapsed time between the arrival of the first on-scene unit and the time 
that the unit clears the scene, and in the total elapsed time from the time the call arrives 
to the time the call is cleared. 
 

These figures for Priority 1 Calls for Service are quite disturbing and indicate that, 
even in cases involving serious incidents, there are lengthy delays in attending the 
scene. The Average Response Time of 13 minutes is more than twice the best practice 
benchmark of 6 minutes.  The Average Response Time has been steadily climbing over 
the past five years and is now at unacceptably high levels. As well, the figures indicate 
that patrol units are remaining at the scene longer. A review of the 3rd Quartile indicates 
that the Average Total Call Times for this segment have increased from 118 minutes in 
the year 2000 to 158 minutes and, in the 90th percentile, the increases in Average Call 
Time were from 223 minutes in 2000 to 278 minutes in 2004. These findings suggest 
that, even considering the additional efficiencies that can be obtained by better shift 
scheduling and deployment of resources, the VPD is critically short of patrol officers. 
The recommended Patrol Management Study would assist in determining how 
additional patrol resources can most effectively be deployed in order to reduce 
response times. Senior management is committed to taking the necessary steps to 
ensure that additional patrol resources are directed toward reducing what is, at present, 
an unacceptably high response time to Priority 1 calls. 
 

Response Times for Priority 2 Calls 
 

Table 19 presents the CAD data, broken down by Average Response Time, 
Average Response Time – excluding responses of less than one minute, Average 
Utilization Time, and Average Call Total Time, all in minutes.  The data exclude calls for 
service without on-scene responses and had no arrival time) 
 
The data in Table 19 reveal that, between the year 2000 and 2004: 
 the  Average Response Time (excluding responses of less than one minute) for 

Priority 2 Calls for Service, increased from 32:00 min/sec 47:58 min/sec  
 the Average Utilization Time increased from 62:57 min/sec to 83:52 min/sec  
 the Average Total Call Time  increased from 84:08 min/sec to 115:10 min/sec 
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Table 19:  Response times for Priority 2 calls 

Priority 2 calls (excluding calls without on-scene responses, where there are no arrival times) 
        

   Average Average Average Average 

   
Response 

time Response time 
Utilization 

time 
Total Call 

time 
    excluding responses < 1 min    
   (minutes) (minutes) (minutes) (minutes) 

        
  2000 22:14 32:00 62:57 84:08 
  2001 24:46 36:45 65:13 89:16 
  2002 26:18 40:58 66:57 92:19 
  2003 33:34 48:56 81:27 113:39 
  2004 33:10 47:58 83:52 115:10 
        
1) Response times are defined as the time elapsed from call arrival to the time of arrival of first on-scene 
unit 
2) Utilization time is the elapsed duration between first unit arrival time and clear time.   
3) Total call time is defined as the total time elapsed from call arrival to the call clear time 
Additional Statistics     
   Average Average Average Average 

Year Parameter 
Response 

time Response time 
Utilization 

time 
Total Call 

time 
    excluding responses < 1 min    

   (minutes) (minutes) (minutes) (minutes) 
        
2000 Mean 22:14 32:00 62:57 84:08 
  Population SD 59:23 69:02 98:31 115:39 

  
10th 

Percentile 0:00 4:03 4:14 10:47 
  1st Quartile 0:04 6:49 11:35 20:52 
  Median 7:21 12:34 29:22 42:19 
  3rd Quartile 18:32 27:52 73:41 101:13 

  
90th 

Percentile 49:03 69:50 160:28 209:22 
   Average Average Average Average 

Year Parameter 
Response 

time Response time 
Utilization 

time 
Total Call 

time 
    excluding responses < 1 min    

   (minutes) (minutes) (minutes) (minutes) 
        
2001 Mean 24:46 36:45 65:13 89:16 
  Population SD 63:30 74:29 99:42 121:14 

  
10th 

Percentile 0:00 4:16 4:06 10:42 
  1st Quartile 0:02 7:21 11:34 21:12 
  Median 7:31 13:51 29:57 43:25 
  3rd Quartile 20:01 31:52 78:08 108:22 

  
90th 

Percentile 55:49 82:18 169:21 227:12 
   Average Average Average Average 
Year Parameter Response Response time Utilization Total Call 
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time time time 
    excluding responses < 1 min    

   (minutes) (minutes) (minutes) (minutes) 
        
2002 Mean 26:18 40:58 66:57 92:19 
  Population SD 72:11 86:42 104:35 129:39 

  
10th 

Percentile 0:00 4:28 3:35 9:20 
  1st Quartile 0:01 7:42 11:13 20:12 
  Median 7:05 14:44 30:08 43:57 
  3rd Quartile 20:25 34:32 81:47 111:47 

  
90th 

Percentile 58:29 91:21 173:20 233:48 
   Average Average Average Average 

Year Parameter 
Response 

time Response time 
Utilization 

time 
Total Call 

time 
    excluding responses < 1 min    

   (minutes) (minutes) (minutes) (minutes) 
        
2003 Mean 33:34 48:56 81:27 113:39 
  Population SD 92:31 108:18 124:09 156:23 

  
10th 

Percentile 0:00 4:32 4:49 13:40 
  1st Quartile 0:01 7:50 14:00 26:12 
  Median 8:21 15:39 38:34 55:38 
  3rd Quartile 24:11 38:46 100:58 139:34 

  
90th 

Percentile 73:49 112:24 204:21 278:27 
   Average Average Average Average 

Year Parameter 
Response 

time Response time 
Utilization 

time 
Total Call 

time 
    excluding responses < 1 min    

   (minutes) (minutes) (minutes) (minutes) 
        
2004 Mean 33:10 47:58 83:52 115:10 
  Population SD 91:58 107:21 126:04 156:26 

  
10th 

Percentile 0:00 4:13 4:52 13:36 
  1st Quartile 0:01 7:25 14:14 26:21 
  Median 8:01 14:52 40:41 57:57 
  3rd Quartile 23:39 37:55 106:38 144:03 

  
90th 

Percentile 73:28 110:18 207:05 279:51 
Note: two separate average response times were calculated, to account for those incidents that are “on 
view” responses, e.g. where the officers were present and detected the incident, and those that were 
initiated by a call from the dispatcher. 
 

Additional analyses were completed on the Priority 2 Calls for Service in order to 
gain additional insights into the response times.  This involved determining the mean, 
standard deviation, 10th percentile, 1st quartile, median, 3rd quartile, and 90th percentile 
for each year and for the Average Response Time, the Average Response Time 
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(excluding responses under one minute), the Average Utilization Time, and the Average 
Total Call Time.  These are also presented in Table 19. 

 
A close examination of the data in Table 19 reveals that, on all of the dimensions, 

there have been significant increases in all of the various dimensions of the Average 
Response Time (excluding responses under one minute), the Average Utilization Time, 
and the Average Total Call Time. These figures indicate that, on all counts, there have 
been increases in the elapsed time between call arrival to the arrival of the first unit on-
scene, in the elapsed time between the arrival of the first on-scene unit and the time 
that the unit clears the scene, and in the total elapsed time from the time the call arrives 
to the time the call is cleared. 
 

The lower median response time and lower median utilization time and the 
quartiles and 10/90 deciles show the large effect of the long response times. The figures 
reveal that, for residents who call the police and a patrol unit is dispatched, response 
times in excess of an hour are common.   
 

Response Times for Priority 3 Calls 
 
Table 20 presents the CAD data, broken down by Average Response Time, Average 
Response Time – excluding responses of less than one minute, Average Utilization 
Time, and Average Call Total Time, all in minutes.  The data exclude calls for service 
without on-scene responses and had no arrival time).  
 
The figures in Table 20 reveal that, between the year 2000 and 2004: 
 
 the  Average Response Time (excluding responses of less than one minute) for 

Priority 3 Calls for Service, increased from 50 minutes to 68 minutes  
 the Average Utilization Time increased from 49 minutes  to 63 minutes  
 the Average Total Call Time  increased from 75  minutes to 105 minutes 

 
 

Table 20:  Response times for Priority 3 calls 

Priority 3 calls (excluding calls without on-scene responses, where there are no arrival times) 
        

   Average Average Average Average 
   Response time Response time Utilization time Total Call time 

   

 excluding responses < 1 min 

   
   (minutes) (minutes) (minutes) (minutes) 

  2000 29:10 50:14 49:25 75:34 
  2001 34:57 61:31 52:28 84:58 
  2002 27:50 56:46 48:31 74:15 
  2003 40:57 60:21 61:57 100:25 
  2004 44:22 68:05 63:10 105:08 
        
1) Response times are defined as the time elapsed from call arrival to the time of arrival of first on-scene unit 
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2) Utilization time is the elapsed duration between first unit arrival time and clear time.   
3) Total call time is defined as the total time elapsed from call arrival to the call clear time   
            
Additional Statistics      
   Average Average Average Average 
Year Parameter Response time Response time Utilization time Total Call time 

    excluding responses < 1 min    
   (minutes) (minutes) (minutes) (minutes) 
        
2000 Mean 29:10 50:14 49:25 75:34 
  Population SD 84:43 106:20 101:37 126:43 
  10th Percentile 0:00 5:15 2:34 7:30 
  1st Quartile 0:01 9:22 6:20 16:19 
  Median 6:18 19:09 18:48 35:58 
  3rd Quartile 23:34 46:05 54:57 84:59 
  90th Percentile 67:40 109:45 117:16 172:58 
            
   Average Average Average Average 
Year Parameter Response time Response time Utilization time Total Call time 

    excluding responses < 1 min    
   (minutes) (minutes) (minutes) (minutes) 

      
2001 Mean 34:57 84:58 61:31 52:28 
  Population SD 91:25 114:21 101:42 135:10 
  10th Percentile 0:00 6:07 2:33 8:02 
  1st Quartile 0:00 11:20 6:51 17:52 
  Median 6:48 24:26 21:07 40:45 
  3rd Quartile 29:46 60:38 60:12 97:54 
  90th Percentile 87:30 145:05 125:13 198:39 
            
   Average Average Average Average 
Year Parameter Response time Response time Utilization time Total Call time 

      excluding responses < 1 min  
   (minutes) (minutes) (minutes) (minutes) 
        
2002 Mean 27:50 56:46 48:31 74:15 
  Population SD 82:00 109:54 102:37 130:01 
  10th Percentile 0:00 5:53 1:41 3:49 
  1st Quartile 0:00 11:06 5:24 11:29 
  Median 0:05 23:43 15:39 32:02 
  3rd Quartile 23:01 55:21 51:54 83:31 
  90th Percentile 67:25 124:50 119:33 177:57 
            

 Average Average Average Average 
Year Parameter Response time Response time Utilization time Total Call time 

    excluding responses < 1 min    
   (minutes) (minutes) (minutes) (minutes) 
        
2003 Mean 40:57 60:21 61:57 100:25 
  Population SD 100:53 117:37 114:14 146:56 
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  10th Percentile 0:00 5:06 2:20 10:22 
  1st Quartile 0:01 10:09 7:18 22:45 
  Median 10:40 23:50 25:13 52:06 
  3rd Quartile 37:21 58:42 71:31 117:57 
  90th Percentile 99:09 138:31 153:28 234:06 
            
   Average Average Average Average 
Year Parameter Response time Response time Total Call time Utilization time 

    excluding responses < 1 min    
   (minutes) (minutes) (minutes) (minutes) 
        
2004 Mean 44:22 68:05 63:10 105:08 
  Population SD 109:07 129:04 115:45 155:15 
  10th Percentile 0:00 4:50 2:09 9:41 
  1st Quartile 0:00 10:11 7:09 21:58 
  Median 9:29 25:08 24:57 52:06 
  3rd Quartile 38:08 66:48 73:39 123:50 
  90th Percentile 112:11 165:31 158:19 251:36 
            

 
Additional analyses were completed on the Priority 3 Calls for Service in order to 

gain additional insights into the response times.  This involved determining the mean, 
standard deviation, 10th percentile, 1st quartile, median, 3rd quartile, and 90th percentile 
for each year and for the Average Response Time, the Average Response Time 
(excluding responses under one minute), the Average Utilization Time, and the Average 
Total Call Time.  These are also presented in Table 20. 
 

A close examination of the data in Table 20 reveal that, on all of the dimensions, 
there have been significant increases in all of the various dimensions of the Average 
Response Time (excluding responses under one minute), the Average Utilization Time, 
and the Average Total Call Time. These figures indicate that, on all counts, there have 
been increases in the elapsed time between call arrival to the arrival of the first unit on-
scene, in the elapsed time between the arrival of the first on-scene unit and the time 
that the unit clears the scene, and in the total elapsed time from the time the call arrives 
to the time the call is cleared. It is also important to note that the average response time 
for Priority 3 calls is most likely longer than indicated by the analysis.  If a Priority 3 call 
is not dispatched within a specific period of time (generally 2 hours), the call is “timed 
out” and eliminated from the average response time calculations. And these are the 
types of calls that are most commonly made by community residents and the non-
appearance of a patrol unit can affect citizen’s perceptions of safety and of the VPD. 
 

The data generally indicate that higher priority calls receive attention sooner than 
other priority calls, but officers are at the scene longer.  Lower priority calls take longer 
to receive attention, but the units clear the scene sooner. 

In summary, an analysis of the CAD data for the time period 2000-2004 revealed 
that the Average Response Time for patrol units to Priority 1 calls had increased from 9 
minutes to 13 minutes.  This is a very disturbing finding and places the VPD far beyond 
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the best practice response time of 6 minutes for Priority 1 calls.  Similar increases were 
found to have occurred for Priority 2 and Priority 3 calls as well.  These slow response 
times place the community at risk and require immediate attention. 

The analysis also revealed increases in the Average Utilization Time (the 
elapsed duration between first unit arrival time and clear time) and in the Average Call 
Time (the total elapsed time from dispatch to clearing the scene) for Priority 1 calls. It 
was not possible to determine from the analysis of the CAD data whether, once a call 
was cleared by the responding patrol unit(s), additional time and resources were 
subsequently required by Patrol or by specialty squads.  Gathering these types of 
information would be very useful in determining current resource outlays and in 
identifying additional resource needs going forward. 

Number of Responding Officers 
 

Due to the manner in which the CAD data are recorded, it is not possible to 
determine how many officers were at the scene of any one incident. An analysis of the 
officer PIN numbers on the reports from incidents suggests that, in the majority of 
cases, two officers were involved in preparing the report. This, however, does not 
preclude a number of other officers being at the scene. The street supervisor and the 
dispatcher assume the management of the number of officers present at any one call.  
As part of an overall patrol allocation and deployment strategy, it would be beneficial if 
the VPD gathered information on the number of officers that attend each incident, 
remain at the scene, and that close the scene and clear the call. This would assist in 
determining the demand levels and the deployment of officers at incidents. 
 

 
   Additional Time and Resources Related to Calls for Service 

 
It was not possible to determine from the CAD data whether, once the call was 

cleared, additional time and resources were spent on the incident by patrol members 
following up on the case, or by specialty units to whom the case incident may have 
been referred. The VPD does not currently compile information on the case follow-up, 
either by patrol members or specialty squads and units. This makes it impossible to 
determine, with certainly, the total amount of time and resources required to respond to 
any one Call for Service.  Gathering these types of data would be very beneficial in 
determining current resource outlays as well as for identifying resource needs going 
forward.  
 

There are a variety of ways in which senior managers can address the challenge 
of increasing response times, particularly for Priority 1 calls. The strategies include, but 
certainly are not limited to (1) the early identification of the problem; (2) a quantitative 
analyses of demands for service and patrol car allocation; (3) the development and 
implementation of a strategy to deal with the challenge; (4) the internal reallocation of 
resources, as needed and if needed, from other sectors to the patrol function; (5) a 
careful consideration of best practices in other police forces; (6) close supervision of the 
patrol function and monitoring of performance standards; (7) the setting of clear 
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priorities for intervention and specific targets for improvement; (8) the implementation of 
different patrol deployment models; (9) addressing any collective agreement or police 
union concerns that may have arisen as these changes were taking place; and, (10) 
carefully monitoring the progress accomplished towards achieving the specific targets 
and, as required, reconsidering and modifying the strategy adopted. The VPD Patrol 
Allocation Resource Review, completed in 2004 (but based on data from the year 
2000), was an important first step in this process. The senior management team in the 
VPD has expressed a commitment to a Patrol Management Study that would update 
and extend the work of the Review and provide the basis for addressing these areas.   

5.1.2 District 1 (The Downtown Entertainment District) 

The VPD is requesting an increase of 64 sworn officers for patrolling District 1, 
an increase of 57% over its existing strength of 112 for that District. The changes in 
levels of demands on the VPD in District 1 have previously been noted. The Staffing 
Report note that dedicated squads, funded on overtime, are patrolling the entertainment 
district and this is clearly not a best practice in policing.  The VPD is proposing the 
creation of a dedicated “liquor squad” of 15 officers to patrol the entertainment district 
and to deal with the issues that arise in that area.  This would be a more effective and 
efficient way to meet the demands for service in this area than relying on officers 
working overtime. As well, the results of the independent evaluation of the CET initiative 
in District 2 found that an increase in police visibility and presence was a primary factor 
that contributed to a reduction of social disorder and of the street level drug trade. A 
high visibility police presence also contributed to the perception of community residents 
that the quality of life in the community was improving and to their increased feelings of 
personal safety.   

The Staffing Report also recommends an increase of four officers per patrol team 
on the basis that a nine constables and one sergeant team is insufficient to provide a 
visible presence and reduce disorder in the business district.  

Figure 14 (p. 42) provides a bar graph indicating the average monthly overtime, 
in hours, for the period 2002-2004 in District 1.  There is, however, no indication as to 
how and during what time periods the overtime was accumulated and what plan exists, 
other than requesting additional officers, for managing the overtime issue in this, and 
other police districts.   These types of information can be gathered as part of an ongoing 
strategy to monitor, and manage, the use of overtime in the Department and senior 
management is committed to this process. 

The independent evaluation conducted of the CET in District 2  found that District 
1 had absorbed much of the displacement of the drug trade and associated criminal 
activity and that this had resulted in a number of crime “hot spots” and an increased 
concern with disorder among community residents.  This displacement effect into 
District 1 was in addition to a rise in a variety of issues in District 1 that preceded the 
CET initiative. This supports the recommendation for an additional 40 officers for District 
2 presented in the next section and a portion of the new allocation may have to be 
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directed to District 1 to address the issues that have emerged there, in part due to the 
CET initiative. 

5.1.3 District 2 (The Downtown East-Side) 

The VPD is requesting an increase of 48% in the size of its patrol strength for 
District 2, which is 72 additional constables in addition to the current 149.  The Staffing 
Report notes some of the special challenges that exist in District 2, in particular in the 
Downtown Eastside area which is still the home of a very active open drug market and 
related disorder.  In 2003 and 2004, the VPD embarked on a special initiative (City-
Wide Enforcement Team  - CET) in the Downtown Eastside which was designed to 
restore order in that community, disrupt the open drug market, and interfere with the 
flow of stolen property into the area.  It was basically an “order maintenance” tactic 
consisting in the deployment of four terms of 15 officers to form a special task force 
covering day and evening shifts seven days a week.  The initiative was successful on a 
number of counts and the independent evaluation of the CET initiative emphasized the 
need to address resources issues and to consolidate the gains that had been achieved, 
at great cost, to restore order to that community.  The Staffing Report acknowledges 
this and suggests that “64 CET positions need to be made permanent” (p. 45).  
Information provided to the project team by senior management indicates that the first 
priority is to fill the positions created when officers were seconded to the CET and to 
continue with the high visibility presence in District 1.  

The strongest case for additional patrol officers at present is in District 2, where 
an independent evaluation of the City Wide Enforcement Team (CET) initiative revealed 
that the initiative had been successful in reducing the levels of disorder in the DTES and 
in improving the overall quality of life of community residents. As well, this initiative 
received high levels of support from all key stakeholder groups in the community.  The 
independent evaluation also identified the need for the VPD to ensure that there were 
sufficient staffing levels to consolidate the gains that had been made (at some 
considerable cost) in restoring order to the community. It is important to establish the 
precedent of providing sufficient resources in those instances in which the VPD has 
taken the initiative to address social disorder and improve the quality of life of 
Vancouver residents and has been successful in its efforts. To this end, it is 
recommended that a total of 40 new patrol positions be authorized.  

5.1.4 District 3 (Southeast) 

The Staffing Report asserts that SkyTrain stations are focal points for crime and 
disorder (p. 45).  The role of the SkyTrain police in policing these areas and working 
with the VPD is not addressed. There is the view in the Department that, with the 
expanded powers of the SkyTrain police, there may be even more work for the VPD. 
The former have no investigative capacity and no detention capacity and are expected 
to be calling upon the VPD to conduct investigations. How that would all translate in 
terms of workload is not specified in the VPD requests for resources for District 3. 
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Part of the reason why District 3 is requesting an additional 31 sworn officers (an 
increase of 23%) is because a special “Target Team” has been created in the District, 
using patrol officers, which has depleted District 3 patrol strength. Target teams have 
provided to be a very effective strategy for reducing property crime and the intent is to 
improve the low property crime clearance rates. It is noted that the Staffing Report 
states that District 3 is the District that receives the highest volume of Priority 1 calls 
among all of the districts.  This is not supported by our analysis (see district data 
above).    

5.1.5 District 4 (Southwest) 

 District 4 is requesting a 40% increase in the number of sworn officers assigned 
to patrol the area: 46 new positions in addition to the existing 116 sworn officers 
positions for a total of 162. The main argument presented in the Staffing Report (p. 46) 
in support of this increase are the findings from an analysis of the police to population 
ratio for the district, which is a misuse of the PPR concept. One cannot use the ratio of 
patrol officers to population within a district (that is counting only the officers assigned to 
patrol) and compare it to the national average (which is based on the ratio of all sworn 
officers to population).   

 The Staffing Report (p. 47) mentions that residents of District 4 support 
the idea of an increase in bicycle and beat officers and that this request cannot be 
accommodated with current resources. There is a reference to the fact that an increase 
in the number of officers assigned to the district would allow for a more regular and 
sustained police presence on the beaches. The overall request for additional resources 
for District 4 also includes a request for a neighbourhood police officer focusing on 
crime prevention and participating in the work of the Neighbourhood Integrated Service 
Team. 

The Staffing Report states that additional resources could be utilized to create a 
“decentralized property crime team” although there are no supporting materials 
documenting why this particular strategy was selected in District 4, why the team needs 
to “decentralized”, and why it is believed to be worthwhile investment of police 
resources.  

5.2 The Traffic Section 

The VPD Traffic Section is relatively small for a large city and for a city that has 
the highest density of any urban area in Canada.  The VPD is requesting 30 new sworn 
officers and 2 civilian positions for the traffic section. This would increase the number of 
officers in the section from the current 61 officers to 91 officers, an increase of 49%. 
However, none of these new positions – a total of 5 - would be assigned to the traffic 
section until 2006.  

Information provided by the VPD, and noted earlier in this report, indicates that 
the amount of vehicular and pedestrian traffic in the city, and flowing into the city, has 
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increased significantly in recent years and the projections are for these upward trend 
lines to continue. In support of the proposed increased, the Staffing Report presents 
selected items of information on the volume of vehicle traffic in Vancouver, including 
projections that the volume of traffic in the city will increase. It is uncertain how these 
projections are related to the current capacity of the traffic section.  

It appears that the traffic section does not currently have the capacity to assess 
the impact of its enforcement strategies or the efficiency with which it utilizes its current, 
albeit limited, resources. Traffic section members do complete monthly reports, 
although these are not collated into a quarterly or annual report that could be use for 
management purposes, to determine deployment and enforcement strategies.  

(The data that follow (Table 21) was supplied by the Section and does not seem 
to indicate that a major increase has occurred in the section’s workload over a five-year 
period. These declines may be due, in part, to “call shedding” and a reduced capacity in 
the Traffic Unit to respond to calls for service. 

Table 21 – Traffic Section Workload Statistics 1999 - 2003 
 1999 2000 2001 2002 2003 

Accidents 
Police Reported 3927 3486 3167 3306 3342
Fatals  33 28 32 25 25
Ped Fatals 22 12 15 11 13
Cyclists Fatals 1 1 1 1 0
H&R Fatals 1 1 2 0 0
Injury Crashes 2434 2196 1928 1744 1851
Ped Crashes 607 466 395 319 261
Bicycle Crashes 190 177 200 118 82
H&R Crashes 437 401 425 575 456

Other 
Impaired Charges 273 210 179 201 N/A
Tickets Issued 51301 63876 51706 52418 54714
24 hr Suspensions 4326 5375 5878 6382 5189
ADP’s Issued 228 189 229 218 186
VI’s 551 686 674 601 421

There are two ongoing issues that have affected the capacity of the Traffic 
Section to respond to calls for service and to engage in proactive traffic enforcement.  
One is the fact that the Traffic Section is responsible for providing police coverage for all 
demonstrations in the city. These demonstrations take priority over other traffic 
enforcement activities. An oft-repeated phrase in the Traffic Section is that  “Demos 
rule.” A second issue is the long-standing practice within VPD of seconding members 
from the Traffic Section to other areas of the Department to cover staff shortages or 
assist with special initiatives. Many of the officers who were seconded to work on the 
CET initiative in District 2 were seconded from the Traffic Section. This “unofficial” policy 
should be revisited as part of any in-depth review of the Traffic Section. 

The specific resource needs of the Traffic Section could be better identified if 
there existed a mechanism for gathering and analyzing information related to traffic flow 
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and patterns, high risk areas, demands for and responses to calls for service, and how 
existing and additional resources would be deployed within a “best practice” model.  
The information provided to the project team indicates that, at present, the VPD does 
not have the capacity for intelligence-led traffic services. The specific strategies that 
could be developed and utilized could be informed by both an analysis of the particular 
requirements in the City of Vancouver and by best practices as used by other urban 
police services for the provision of traffic services. Given that the potential for traffic 
enforcement is virtually limitless, it is important that priorities for the section be 
established and the resources required to meet the goals and objectives contained in 
these priorities be identified. However, similar surveys conducted in other jurisdictions of 
British Columbia tend to demonstrate that citizens expect a consistent and effective 
level of traffic enforcement.  

There are a number of developments that may significantly impact the ability of 
the VPD to deliver effective and efficient traffic services. These include, but certainly are 
not limited to, the decision of ICBC to reconsider direct funding of the Drinking and 
Driving Counter-Attack and other programs and the emergence of the province-wide 
Integrated Traffic Units. There is some concern within the VPD as to the implications of 
the Department’s participation in the Integrated Traffic Units and whether that initiative 
will diminish the level of service provided to the residents of Vancouver.   

It is quite likely that the Traffic Section needs additional resources sooner rather 
than later. However, the project team was unable to determine the level of staffing 
required. To this end, it is recommended that a review of the Section be undertaken as 
soon as possible with a view to developing an operational plan (including some tactical 
aspects) for the Section. The plan should set out the objectives of the section and how 
they relate to the Department’s overall Strategic Plan, define how outputs and outcomes 
will be measured, benchmark current performance levels and set targets for future 
performance.  The plan should consider different scenarios, based on different levels of 
investment the VPD and the City are prepared to make in traffic enforcement to “provide 
safety for all” on the streets of Vancouver.  There is within the Traffic Section a high 
level of commitment and an interest in adopting best practice strategies and this, in 
conjunction with the proposed review, will provide a solid foundation going forward.  

5.3 Collision Investigation Unit 

There are currently 20 sworn officers in the Collision Investigation Unit. The 
Staffing Report requests an additional 4 officers and 1 civilian to strengthen the unit’s 
capacity. The Collision Investigation Unit usually investigates under 500 cases a year 
(with a little over two dozen of them involving a fatality).  The Staffing Report states that 
only serious motor vehicle collisions are attended and investigated by the unit (p. 51). 
Additional Information provided by the Traffic Section indicates that it currently 
investigates only the collisions that result in fatalities, near-fatalities, and police-involved 
collisions. This is a much more limited deployment than that observed in many other 
jurisdictions nationally and in the Lower Mainland. In municipalities surrounding 
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Vancouver, most all traffic accidents are responded to and reports prepared by the 
investigating officer.   

The Staffing Report notes the increasing complexity of collision investigations 
and estimates that they may take from 100 to 250 hours to complete.  In other words, 
the Unit is dealing with investigations that occupy between 140 and 170 days of each of 
the 20 sworn officers’ time. With the shift schedule and officer time off for holidays, 
training, sick leave, and other matters, each member works approximately 155 days per 
year.  This indicates that the members in this unit are working at, or near, capacity.  

There was no information provided to the project team as to how the level of 
service in the Traffic Section deteriorated to its current levels. A possible explanation is 
a shortage of officers, due to the previously noted vulnerability of the Section to having 
officers seconded to other sections of the Department.  As this is another area where 
there is unlimited potential to expand services, the VPD should set out the performance 
objectives of this unit and the benchmarks for service delivery. A review of best practice 
strategies in other major urban police departments would be instructive and could serve 
as a basis for decisions about acceptable levels of services in Vancouver.  This is 
particularly important given that residents in the Lower Mainland policed by services 
other than the VPD have come to expect that the police will attend their accident scene 
and, as well, it is this type of situation that most residents are most likely to have contact 
with the police. 

5.4 Waterfront Team 

The Waterfront Team is currently made of 16 sworn officers and the Staffing 
Report sets out a request for the immediate addition of 14 more sworn members.  This 
would add 88% to the current capacity of the Port / Waterfront Team (16 sworn officers, 
no civilian). The argument presented in support of the request to nearly double the 
capacity of the Waterfront Team and for making a rather substantial investment in 
equipment, armament and training is based on general comparisons with the size of 
comparable units in Toronto and Seattle (p. 47).  No supporting documentation is 
offered of the demands for service that emanate from the waterfront, how the operations 
of the team interface with Port Security, the various Canadian and U.S. agencies that 
are involved in enforcement and surveillance on the waterfront, and whether the current 
deployment model reflects best practices.   

Since the disbanding of the Ports Police a number of years ago, the VPD has 
been responsible for policing the waterfront and this has assumed greater importance 
with the increasing concern with security. This appears to be a pressing priority for the 
VPD; however, the proposal to nearly double the size of the Waterfront Unit requires 
more detailed study and the development of an operational plan that can be submitted 
in support of the staffing request next year. Any future request should be include a 
detailed review of the performance of the current team, its workload, the risks to be 
prevented or anticipated, best practices in other jurisdictions, and different models of 
providing security.  These materials should be generated and presented as part of the 
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VPD’s budget submission next year, along with an implementation plan.   No additional 
resources are recommended at this time. 

5.5 Scenes of Crime Officers 

The case presented in the Staffing Report for adding four sworn officers to the 13 
officers currently serving as Scenes of Crime Officers (a 31% increase) is that there is 
“a never-ending demand for the work of these valuable investigators” (p. 52). There is 
also a brief reference to the fact that another section (the Stolen Auto Unit) intends to 
have stolen vehicles finger-printed more often.  How the time of the Scene of Crime 
officers is currently being spent, what their priorities are, how many cases they 
investigate, how their work is related to that of the Forensic Identification Unit, and 
whether that Section would more better be placed in the investigation division are all 
questions that are left unanswered.  In the absence of this information, it was not 
possible to assess the request for additional resources and so no additional staffing 
resources are recommended at this time.  Any future request for additional Scenes of 
Crime Officers should also address the issue of whether these officers are most 
effectively deployed as part of Patrol, or whether they should be attached to the 
Forensic Investigation Unit in the Investigative Division. 

The VPD is requesting one officer and one civilian to add to the 1.5 persons 
currently involved in this program. The Staffing Report (p. 53) indicates that Block watch 
is a “well known program” although there is no documentation presented to indicate that 
the Block Watch program is a best practice police strategy generally or, more 
specifically, that the Vancouver Block Watch program has produced measurable 
outcomes.  Evaluations of similar programs elsewhere have shown that, as a crime 
prevention program, the initiative is not producing appreciable results.  

5.6 Citizen’s Crime Watch 

The materials provided in support of the VPD’s request for one additional 
Constable for the CCW program suggest that this is a very effective initiative, even if it 
does not provide any information on how the success of the initiative was determined.  
The CCW is perceived to involve the community in a positive and fruitful way and to 
produce measurable results in terms of detecting criminal offences. The addition of one 
Constable to this program would apparently return it to its previous staffing level and 
improve training opportunities for volunteers. The question, in this case, is whether this 
additional position is a staffing priority as compared to the many other requests put 
forward by the VPD.  In the absence of documentation to the contrary, the fact that a 
position was taken away from the program would seem to indicate that it was not 
always considered as fitting within a “first order of priority”. Another question is whether 
there are other ways to support the program without assigning a sworn member to it. It 
is recommended that no additional position be authorized for the Citizen Crime Watch at 
this time. 

5.7 Block Watch 
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Although the program does increase interaction and communication between the 
VPD and community residents, in the absence of empirical evidence indicating that the 
program achieves its objectives of preventing crime and increasing the apprehension of 
offenders, it is difficult to support a request for additional resources at this time.  We 
note that VPD Strategic Plan calls for measures to improve community participation in 
crime prevention strategies to reduce property crime (p. 20).  We understand that a 
separate request for program funding is being presented by the VPD is relation to 
community policing. The request concerns additional funding for eight existing and two 
new Community Policing Centres, as well as some small amount of funding for the 
CCW, Block Watch and Business Liaison programs.  Taken together, these investments 
are considerable and certainly warrant an examination that is beyond the scope of the 
present review. We understand that there was a Community Policing Assessment47 
(which included an Employee Survey) conducted by the department’s Planning, 
Research and Audit Section although it was not completed in time to be reviewed for 
this project.  It is recommended that no new resources be provided to the Block Watch 
program at this time. 

5.8 Business Liaison 

The VPD is asking for one Constable position for the Business Liaison section. 
This position was lost during a budget reduction exercise four years ago. The additional 
officer would offer advice to businesses on how to “harden” themselves as potential 
targets.  The fact that a position was eliminated from the program would indicate that it 
was not always considered as fitting within a “first order of priority”. Another question is 
whether there are other ways to support the program without assigning a full-time officer 
to it. 

The Staffing Report states (p. 53) that the Business Liaison Unit has “high value”, 
yet there is no documentation presented that this approach is recognized as a best 
practice nor is there any information as to the objectives of this unit, the performance 
measures, benchmarks, and outcomes to date. Also, there is no indication of whether 
the label of “high value” makes the Business Liaison Unit a high priority in the overall 
staffing scheme of the VPD. In the absence of that information, it is not possible to 
recommend an additional position at this time.   

5.9 School Liaison Unit 

The VPD is requesting an additional 8 constables to be added to the 16 that are 
currently assigned to that unit, a 50% increase. The Staffing Report (p. 54) states that in 
order to provide adequate services, there is a need for additional SLO’s, “…dedicated 
on a ratio of one per public high school” and additional officers to address the needs of 
the elementary schools in the city. School Liaison Units are a recognized best practice 
and, with a well-designed program, a relatively small number of officers can have 
contact with and significant impact on thousands of students.  

                                  
47 Vancouver Police Department (2003). Community Policing Assessment 2002, Planning, Research and 

Audit section, August 2003. 
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The Staffing Report does not provide a clear rationale as to why there must be 
one officer per high school. Other municipal departments in the Lower Mainland often 
have one officer per two high schools, plus a number of elementary and middle schools 
in the catchment area. Further guidance as to best practices in this area could be 
provided by the B.C. Institute for Safer Schools.   

The investment that the VPD is proposing to make in this area is a significant one 
and one that can be supported as a best practice.  It should perhaps be made 
progressively as the program is being reviewed and strengthened on the basis of local 
consultation and best practices.    We note, however, that the VPD is not planning to 
assign any resources to the School Liaison Unit until at least 2007 or later.  One of the 
Strategic Goals of the VPD, under its renewed efforts to “market the services” of the 
Department is to “reinforce its commitment to crime prevention and healthy communities 
through a specific focus on youth.”  Immediately strengthening its School Liaison Unit 
on a best practice model could be a cost-effective way for the VPD to accomplish that 
objective. To this end, it is recommended that the VPD resubmit the staffing request 
next year with an operational plan and it is also recommended that this request be given 
a high priority for staffing when it is presented.  

5.10 Emergency Response Teams 

The VPD is requesting 8 additional sworn officers in addition to the 48 sworn 
members who are already part of the ERT teams (an increase of 17%). None of these 
new positions would be scheduled for 2005, and two of the positions would come on 
line in 2006. In support of the request for additional officers for the ERT’s, it is noted that 
there have been increasing demands on the ERT to assist Patrol, Strike Force, and the 
Major Crime Section and, as well, the number of calls the ERT has been requested to 
attend has been increasing. Given that most ERT’s are composed of specially trained 
patrol members, it is uncertain how the request for additional members interfaces with 
the patrol staffing request. There is no supporting documentation provided that would 
reveal the number and types of requests that are made for ERT services, the length of 
time required at incidents, the number of ERT officers who attend incidents, and where 
the resource shortfalls occur. In the absence of this type of information, it is not possible 
to assess the request. It is recommended that this staffing request be resubmitted next 
year with documentation on workload and performance and an operational plan. 

5.11 Summary  

The Staffing Report states (55) that “…Patrol is significantly understaffed, does 
not have a sufficient resource capacity to adequately meet public demands, and will 
provide a deteriorating level of service in the future given the continued growth of 
service demands. 

The analysis has revealed that Vancouver patrol members police a an urban 
centre with the highest density of any major city in Canada, have a high case burden, 
and are confronted with “service drivers” that challenge the existing staffing levels.  The 
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challenges facing the VPD are due, in part, to the ‘core city syndrome” whereby a 
relatively small percentage of residents in the region reside within the city limits of 
Vancouver. This requires the VPD to service a functional population that includes a high 
number of non-residents and without the assistance of adjacent independent municipal 
police services and RCMP detachments. 

Further, and of critical concern, the 13 minute Average Response Time of VPD 
patrol officers to Priority 1 calls are more than twice the established best practice time of 
6 minutes.  This places the security and safety of community residents are risk and 
must be immediately addressed. Of particularly concern are the challenges to patrol in 
District 1 and District 2 and it is recommended that 40 patrol positions be approved at 
this time so that the VPD can begin to address the issues in these areas. One additional 
civilian position for Patrol is also recommended at this time. The Average Response 
Times for Priority 2 and Priority 3 calls for service have also become longer and, if calls 
that are “timed out” – that are not dispatched within a specified period of time – and are 
not included in the average response time calculations. 

The analysis also revealed that there have been increases in the Average 
Utilization Time (the elapsed duration between the arrival of the first patrol unit and the 
time the scene is cleared) and in the Average Call Time (the total elapsed time from the 
arrival of the call to the time the scene is cleared). This indicates that Patrol units are 
spending longer periods of time at the scenes of incidents and that the overall length of 
time to respond to calls for service has increased. These are disturbing trends that will 
require both an infusion of additional patrol members and the development of the 
capacity to monitor, on an ongoing basis, the activities and performance of the Patrol 
section. Senior management in the VPD are committed to this and to conducting a 
study of Patrol management that will provide the basis for further initiatives and 
decisions going forward. 

This recommended 40 additional patrol positions provides only a portion of the 
total number of patrol members requested in the Staffing Report. As noted in the 
preceding discussion, the decision not to recommend more patrol positions at this time 
was not based on a determination that the majority of these positions may not be 
required; only that there was an absence of supporting documentation on the activities 
and performance of the various units and sections in the Patrol division and the lack of 
an operational plan.  For these units and sections, it is recommended that the VPD 
undertake to prepare a ‘mini-business plan” for each unit and section that would contain 
ion that would contain this information.  A template for such a plan is provided later in 
this report. It is the view of the project team that the most urgent priorities are the Traffic 
Section, the School Liaison Unit and the Waterfront Team,  

One consequence of the current shortfall in patrol officers and the fact that patrol 
officers have very little time that is not “utilized” is that it precludes them from having the 
opportunity to problem-solve on a proactive basis. Currently, the majority of patrol time 
is reactive. Considerable cost savings will be achieved when patrol members are able to 
apply the principles of Problem-Oriented Policing (POP). This is illustrated in a Problem 
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Premise Report (2000) prepared by the VPD Planning, Research, and Audit Section, 
which detailed the estimated costs associated with policing premises at specific 
premises in Vancouver. 48

For the study, incident histories for six premises for a 21-month time period were 
analyzed.  Basic costs for each building were calculated and the main factors 
influencing costs were identified for the period the data were examined. The total cost 
for policing each building for the time period January, 1998-September, 1999 ranged 
from $1,495 to $8,642. 

The study found that the main factors driving the costs of policing problem 
premises are the volume of calls and the number of officers required to attend those 
calls.  The length of time spent at calls was not found to be a significant factor affecting 
costs. (p. 8).  The report recommended a more responsible “building management 
strategy” within the problem premises and that the City of Vancouver Legal Department 
consider the findings when issuing future permits and licenses to the premises studied.  

Although the District Target Teams and the NIST (Neighbourhood Integrated 
Service Teams) employ POP principles, ideally these principles should be able to be 
applied by patrol officers during the course of their daily activities. 

Based on an analysis of the CAD data and a review of a limited amount of 
material provided by the VPD, the project team would generally agree with the key 
points made in the Staffing Report about the Patrol division (p. 55): that Patrol has an 
excessive call load and inadequate call response, that the “customer service” level has 
declined dramatically over the past decade, patrol is operating at a ‘”level of utilization” 
that leaves no room for proactive or community-based policing, and that excessive 
overtime is being used to provide a very basic level of service. 

In the absence of more detailed information, however, it was difficult for the 
project team to make an assessment of all of the factors that have contributed to the 
current situation. The external service drivers are more clearly evident than the factors 
within the VPD that may also have contributed to the situation. Senior management is 
committed to developing the necessary organizational capacities that would ensure that 
the deployment of patrol members is grounded in an information-based approach. 

More specifically, it is recommended that the VPD commence at Patrol 
Management Study that would examine the external service drivers as well as 
organizational policies and strategies. This would include documentation of  (1) the 
levels and types of demands being made on Patrol; (2) the current response of Patrol to 
these demands as measured by time and tasks; (3) a discussion of whether the current 

                                  
48 Prox, R. 2000. Problem Premise Report.  Vancouver Police Department Planning, Research, and Audit 

Section. 
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policies for the deployment of Patrol reflect best practices; (4) the organizational 
changes that VPD has undertaken in an attempt to ensure that existing Patrol resources 
are being deployed effectively and efficiently; (5) the specific resources required to 
ensure adequate staffing and deployment levels; and, (6) how any additional resources 
will be utilized.   

 

6. Investigations 

 
Table 22: VPD Investigations – Strength (2004), total staffing request (2005-2009), and request for 

2005. 
2004 Total Requested for 5 Years 2005 Positions Requested 

Sw. Civ. Sworn Sworn Civilian 
  
  
     Req Tot % inc Req Tot % inc Req Tot % inc Req Tot % inc 
                          
Investigation                       
Homicide 19 3 10 29 53% 4 7 133% 0 19 0% 4 7 133% 
Unsolved Homicide 2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 
Witness Protection 2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 
Robbery/Assault 23 1 10 33 43% 4 5 400% 0 23 0% 4 5 400% 
Sexual Offence Squad 20 3 9 29 45% 4 7 133% 9 29 45% 4 7 133% 
Polygraph Unit 3 0 0 3 0% 0 0 - 0 3 0% 0 0 - 
VICLAS 1 0 0 1 0% 0 0 - 0 1 0% 0 0 - 
Sexual Predator Observation 
Team 0 0 13 13 - 1 1 - 13 13 - 1 1 - 
Domestic Viol/Criminal 
Harassment 7.5 1 9 16.5 120% 1 2 100% 0 7.5 0% 1 2 100% 
Financial Crime 18 0 6 24 33% 3 3 - 5 23 28% 3 3 - 
Computer Crime 2 0 1 3 50% 0 0 - 1 3 50% 0 0 - 
Drug Squad 32 1 9 41 28% 1 2 100% 0 32 0% 1 2 100% 
Gang Crime Squad** 10 0 11 21 110% 0 0 - 0 10 0% 0 0 - 
DISC Unit 2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 
Vice Unit 9 1 4 13 44% 1 2 100% 0 9 0% 1 2 100% 
Strike Force 23 0 10 33 43% 0 0 - 10 33 43% 0 0 - 
CISBC 1 0 0 1 0% 0 0 - 0 1 0% 0 0 - 
Criminal Intelligence Section** 20 9 13 33 65% 3 12 33% 5 25 25% 3 12 33% 
Forensic Ident Unit 19 6 8 27 42% 0 6 0% 6 25 32% 0 6 0% 
Forensic Video Unit 1 1 0 1 0% 2 3 200% 0 1 0% 2 3 200% 
Outlaw Motorcycle Gang Unit 3 0 3 6 100% 0 0 - 0 3 0% 0 0 - 
Gaming Unit 2 0 3 5 150% 0 0 - 0 2 0% 0 0 - 
Missing Persons/Coroner 
Liaison 2.5 1 2 4.5 80% 0 1 0% 0 2.5 0% 0 1 0% 

2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 
Warrant Unit 0 0 5 5 - 1 1 - 0 0 - 1 1 - 
Property Crime Unit* 14 1 18 32 129% 0 1 0% 0 14 0% 0 1 0% 
Graffiti Unit 2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 
General Investigation Unit* 12 0 6 18 50% 1 1 - 0 12 0% 1 1 - 
Crime Surveillance Unit 11 0 10 21 91% 0 0 - 0 11 0% 0 0 - 
Analysis Unit (including 
liquor/POP) 9 0 0 9 0% 0 0 - 0 9 0% 0 0 - 
Anti-Fencing Unit 12 1 4 16 33% 2 3 200% 0 12 0% 2 3 200% 
Stolen Auto Unit 2 0 2 4 100% 0 0 - 0 2 0% 0 0 - 
Victim Services Unit 0 2 0 0   2 4 100% 0 0 - 2 4 100% 
Youth Services Unit 19 0 0 19 0% 3 3 - 0 19 0% 3 3 - 

Civilian 

Crime Stoppers 
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Emergency Operational 
Planning Sec.** 8 3 2 10 25% 5 8 167% 0 8 0% 5 8 167% 
Total (Investigation) 313 34 168 481 54% 38 112% 49 362 16% 38 72 112% 

Total Number of Deputies 0 0 0 0   0 0 -          
Total Number of Inspectors 9 0 0 9 0% 0 0 -          
Total Number of Sergeants 32 0 11 43 34% 0 0 -          

Total Number of Police 
Constables 272 0 155 427 57% 0 0   -        

Total Number of Special 
Constables 0 5 0 0   0 5 0%             

72 

 

6.1 Investigations Division 

The VPD is requesting 168 new sworn officers positions and 38 civilian positions 
to add to its current investigation capacity of 313 officers and 34 civilians.  This would 
increase the number of officers by 54% and more than double the number of civilians. 
All the civilian positions are requested for the year 2005.  Only 49 of the requested 
sworn officer positions are for the first year (13 for the Sexual Predator Observation 
Team, 10 for the Strike Force, 5 for the Forensic Identification Unit and 6 for the 
Forensic Video Unit). 

This Staffing Report requests for this Division are much more persuasive and 
include some supporting documentation, such as the information provided in relation to 
the ongoing Donald Bakker Sexual Assault Investigation (p. 58).   

The various specialty units within this division are responsible for responding to 
and investigating offences that pose a high risk to community safety. It is clear that 
many of the investigative units have been significantly impacted by the various workload 
factors described in Appendix 3.  Of particular concern are the resource needs of the 
Homicide Squad, the Robbery/Assault Squad, the Sex Offence Squad, the Domestic 
Violence/Criminal Harassment Unit, the Forensic Investigation Unit, and the Warrant 
Unit. The excessive reliance on overtime associated with continuing investigations 
require immediate attention, both in terms of additional sworn members and with 
respect to creating an operational plan in these units to monitor time and tasks. The 
table below sets out recommendations for staffing these and other units in the 
Investigative division. More specifically, immediate staffing resources are required in the 
SOS, FIU, and Warrant Units. 

The Staffing Report explains (p. 98) that “currently, the civilian personnel working 
in the Investigation Division are extremely backlogged.” It would have been beneficial to 
the project team to have access to documentation on the nature and extent of the 
backlog, how cases are currently prioritized given existing resources, and what strategic 
plans could be developed to address this issue. However, the information that was 
provided indicates a serious deficiency in clerical and administrative support and it is 
recommended that 35 civilian positions be authorized immediately.  
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6.1.1 Homicide Squad 

The VPD is requesting 10 new sworn officers and 4 civilian positions for its 
homicide squad. The Staffing Report provides a compelling case for additional 
resources, even in the absence of more detailed, quantitative information that should be 
gathered on a systematic basis. Part of the case for resources is based on the fact that 
an excessive amount of overtime was required to conduct ongoing Investigation (p. 60). 
Excellent use is made of cases to illustrate the increasing complexity of case 
Investigation and the factors that have contributed to this. The Report also explains that 
some cases (“with a viable suspect”) are effectively “on hold” due to a lack of resources.  
The backlog of administrative work is apparently the equivalent of four months of work.  
It is recommended that 3 sworn officer positions and 4 civilian positions be approved 
immediately as a temporary measure to address the backlog of cases. Future requests 
for additional sworn and civilian members should be accompanied by an operational 
plan. 

                                 

6.1.2 Robbery / Assault Squad 

The VPD is requesting 10 sworn officers (a 43% increase) and 4 civilian positions 
for its Robbery/Assault Squad. The Staffing Report (p. 63) identifies the need to 
“…reduce the caseload of individual investigators to a manageable level.  This can only 
be accomplished through additional sworn staff.” The Staffing Report provides sufficient, 
albeit not detailed, documentation of the need, outlining the current “service gap” in the 
Robbery/Assault Squad.  The Staffing Report states (p. 62) that, in spite of the volume 
of cases, “the VPD Robbery/Assault investigators have been very successful in 
identifying and charging bank robbers, and have the highest clearance rate in the Lower 
Mainland.” The discussion makes use of a recent study on bank robberies completed by 
Mark St. Cyr (2004)49 which provides excellent information. While the average 
clearance rate for bank robberies in the Lower Mainland is 74%, the VPD 
Robbery/Assault Squad has a clearance rate of 83%. Of concern is that clerical support 
is currently 50 days behind in transcriptions.  

It is recommended that 5 sworn officer positions and 4 civilian positions be 
approved immediately as an interim measure to address the backlog of cases. Future 
requests for additional sworn and civilian members should be accompanied by an 
operational plan. As well, it is suggested that the VPD examine possible technological 
applications that could be used to reduce the backlog of transcriptions and to better 
manage this workload going forward. 

6.1.3 Sexual Offence Squad (SOS) 

The VPD is requesting 8 constables and 1 Sergeant to conduct sexual offences 
investigation, as well as a 13 officer SPOT (Sexual Predator Observation Team). A 

 
49 St. Cyr, M.A. 2004. Lower Mainland Bank Robbery Project. Vancouver: Canadian Bankers Association 

and the BC Association of Chiefs of Police. 
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convincing case for an immediate increase in resources for the SOS is made in the 
Staffing Report (p. 65) Currently, it appears that, due to an acute shortage of resources, 
the SOS prioritizes cases on the basis of the threat to the public safety and there is 
concern with the fact that offenders are preying on the community and cannot be 
investigated.   

Due to resource limitations, the SOS focuses only on the highest risk suspects, 
which, at any one time, appears to number between 40-70 suspects. These are all 
individuals who should be under surveillance, but aren’t, due to the lack of resources. 
SOS itself has no surveillance capacity.  Surveillance capacity should be considered in 
conjunction with other organizational surveillance requirements, with consideration 
given to the high risk to community safety posed by this group of offenders when 
establishing surveillance priorities. 

The SOS has been able to utilize the services of four retired VPD investigators 
who were ”contracted back” to the Department. However, these officers are scheduled 
to work only until April 30, 2005 and, due to concerns expressed by the union, will not 
be able continue in that capacity. The SOS can obtain officers on secondment from 
other areas, but only on an urgent basis and for no longer than 30-60 days.   

The SOS uses a team strategy that is considered a best practice by other police 
forces.  Officers work in teams of four in a large cubicle with a central meeting table. 
There are four teams; each team has approximately 60-75 cases. The VPD SOS 
indicates that it has the 5th highest “clearance rate” in Canada for sexual offences and it 
would be very beneficial if this information were collated and published. 

There has been an increased demand on the SOS with an increase in the 
number of serial offenders.  There are, at present, approximately 200 cases on hold  
that are yet to be assigned for investigation. As well, there are approximately 75 
historical cases that need to be examined for possible DNA analysis. It is unlikely that 
SOS will be able to rely on Patrol officers for assistance, given the challenges 
confronting that division. 

Investigations conducted by the SOS have become more technical and more 
complex, due in part to the fact that more cases involve DNA analysis. The VPD has no 
capacity to analyze DNA and must rely on the RCMP labs. A DNA sample takes 6-8 
months to get analyzed; a DNA warrant takes 40-60 hours to prepare, longer if the 
officer is not experienced 

It appears that, several years ago, the Planning and Research Unit initiated a 
study to document the workload and “time and tasks” of detectives, but this was not 
completed. There is support in the SOS for developing the capacity to quantify what 
SOS does, as well as providing more case vignettes that illustrate the types of cases, 
and the complexity of the cases, that SOS must respond to. The SOS does not currently 
publish information on its “clearance” or “charging” rates. 
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Also, a major issue affecting the performance of the SOS are the various 
demands surrounding data entry, file maintenance and searches, audiotape 
transcription, and document searches.  The SOS relies on temporary civilian assistance 
in this area.  

Alternate strategies can perhaps be explored to utilize technology to improve all 
facets of the SOS’s file management, audiotape transcription, and document and file 
searches. This would include expanding the use of programs such as SuperText. There 
should perhaps also be an examination of whether it is more efficient and effective to 
have this function centralized in the department, or located in individual units and 
squads. 

Given the high risk to community safety posed by sexual offenders, it is 
recommended that all 9 of the requested sworn member positions be authorized. As 
well, it is recommended that the 4 requested civilian positions be authorized as well to 
assist in providing needed clerical support for the unit. 

6.1.4 Sexual Predators Observation Team (SPOT) 

A request for 12 constables and one sergeant is being put forward by the VPD for 
immediate implementation during 2005.   The Staffing Report identifies the need for 
sexual offender and sexual predator monitoring and surveillance.  
 

The need for, and value of a dedicated sexual offender surveillance team is 
difficult to gauge without an assessment of organization wide surveillance requirements 
that establishes SOS Unit requirements priorities over other investigational priorities.  
The Staffing Report notes the VPD currently has two surveillance units, and requests 
two additional surveillance units, one for Strike Force and one for ISPOT.  There is no 
indication of whether requested surveillance resources can be shared between units.   

It is recommended that no positions be authorized for the SPOT at this time and 
that the staffing request be resubmitted with an operational plan that includes a 
rationale for either including the SPOT as a component of the SOS or as a separate 
unit.  

6.1.5 Domestic Violence and Criminal Harassment Unit (DVACH) 

The Department is requesting 9 additional sworn officers and one civilian position 
for this unit. This would more than double the size of the existing team. The Staffing 
Report noted (p. 67) that “The DVACH workload has increased substantially partly due 
to the requirements for search warrants to obtain telephone reports.” At present, 
domestic violence investigators in this unit are able to investigate only 10% of the 
domestic violence cases, which are the very highest priority cases. The request for 
additional resources for the DVACH is supported by the results of an evaluation 
conducted in the year 2000 and which documented a number of positive outcomes for 
those cases that the DVACH was able to investigate.   
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Given the high priority of this unit in terms of public safety and security, it would 
have been beneficial had this request been accompanied by supporting documentation 
illustrating how the workload of the DVACH has increased over the years, the types and 
seriousness of the offences that the DVACH is tasked to investigate, and the time and 
tasks of DVACH officers, including the time spent with victims of crime since the 
elimination of Crown-based victim services. That said, this is a high priority unit and it is 
recommended that 5 sworn member positions and 1 civilian position be authorized for 
domestic violence investigations. The Unit should submit an operational plan and any 
request for additional resources should be based on such a plan.  

6.1.6 Financial Crime Unit (FCU) 

The Department is requesting 6 officers (a 33% increase) and 3 civilian positions 
for this section. There is currently 1 civilian assigned to this unit and, as well, a 
temporary position (funded out of the temporary budget) for a support person skilled in 
the use of SuperText.  The Staffing Report notes (p. 69) “(…) as with many other 
Sections in the VPD, the gap between service and demand is acute in FCU.”  One of 
the factors that is presented as contributing to this situation is the involvement of the 
FCU in interagency initiatives, including the Vancouver Strategic Alliance (VSA) and the 
newly formed Lower Mainland White Collar Crime Task Force.  

This raises important issues with respect to resources and staffing in the VPD. 
The first issue is how resources are generally prioritized.  The second issue is the 
criteria that are used to determine whether a specialty unit or squad will participate in 
interagency initiatives and task forces.  A third issue is what impact seconding officers 
to these various initiatives has on the capacity of the unit or squad to respond to 
demands for service in the city. A fourth issue is “who pays?”; that is, are “new monies” 
made available from external sources such as the provincial or federal governments if 
the VPD is asked to participate in special initiatives?  If no new resources were made 
available to the department, what would be the process by which it decided to commit 
resources from specialty units? 

The discussion notes (p. 69) that additional resources are required in the FCU to 
meet the demands on the Computer Crime Unit. There is little doubt that there has been 
an exponential growth in criminal offences that involve the use of computers, including 
child pornography and white-collar crimes. Given the highly technical, and rapidly 
changing, nature of computer technology, the there is a steep learning curve and a 
requirement that officers continue on-the-job learning. This would appear to be an area 
where highly qualified civilians could assist in the work of the unit, albeit with some 
limitations in terms of the types of information that may be retrieved from seized 
computers.  The requests for additional clerical workers to assist with tape transcription 
should be considered within the larger issue of whether the VPD would be better served 
by a centralized clerical service, rather than having clerks attached to specific units and 
what, if any, improvements can be made in the technologies currently being used.  
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Given the increasing demands on this Section and the seriousness of the crimes 
involved, it is recommended that 3 sworn and 3 civilian positions be approved. It is also 
recommended that the unit set in place better measures to monitor performance. 

6.1.7 Drug Squad 

Given the extensively documented difficulties surrounding the effectiveness of 
police actions on the “war on drugs”, it is difficult to assess the resource needs in this 
area and to determine whether current resources are being optimally utilized.  A portion 
of the Drug Unit’s resources is directed toward the Grow-Busters program that focuses 
on the dismantling of grow-ops and is not enforcement oriented. Given the high costs 
associated with this program and the fact that most incidents do not result in the arrest 
of suspects but rather the dismantling of the grow-op, there is the issue of whether this 
is a resource priority for the VPD, particularly given the resource needs in other areas of 
the department. Perhaps consideration could be given to securing funding from external 
sources for its operation, similar to the Counter-Attack program. Potential sources of 
funding include billing the owner’s of buildings in which grow-ops are found the cost of 
dismantling the operations and BC Hydro.    

Similar difficulties are confronted in determining the level of resources, and most 
efficient and effective use of resources, in combating drug issues such as crystal meth. 
It is not indicated whether the VPD is compensated for participating in the Provincial 
Pool of undercover officers and/or whether this is a discretionary decision of the VPD. If 
there are no additional resources provided and it is a discretionary decision, perhaps, 
given the resource limitations in Vancouver, this decision and participation should be 
revisited. 

Among the services that have been eliminated, or curtailed are the telephone tip 
line, although no information is provided on how effective this service was in identifying, 
arresting, and prosecuting drug offenders. Similarly, it is noted that “Drug awareness 
and education programs have been virtually abandoned.”  These programs are perhaps 
best delivered by SLO’s as part of a school curriculum that would be included in that 
unit’s operational plan.  

There is no documentation provided as to how the demands made on the Drug 
Unit are prioritized and, therefore, it is difficult to ascertain the implications of the fact 
that “80-100 Investigation, already worked to near project level, are on hold.”  Similarly, 
the implications of having “no practical ability to follow-up Crime Stoppers information” 
are difficult to determine without additional information whether the information that is 
typically provided through the program makes a significant contribution to the 
enforcement effort. 

It is recommended that no sworn positions be approved at this time and that, 
going forward, the squad should prepare an operational plan based on enforcement 
priorities, targets and objectives. It is further recommended that 1 civilian position be 
approved to assist with clerical and administrative support. 
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6.1.8 Gang Crime Unit 

The Department is requesting an additional 11 sworn officers for this Unit (an 
increase of 100%). Information provided to the project team indicates that, provided that 
the unit is allowed to function at full strength, an addition of three officers would meet 
the demand for additional resources. The discussion states (p. 73) that the reduction of 
violence caused by gangs and guns is one of the top organizational priorities for 
improving community safety and that “Strategies will include improving the intelligence 
gathering and sharing process, developing a collaborative response to gang activities 
and addressing the rise in firearm related incidents in Vancouver.”  

It is recommended that 3 sworn member positions be approved. However, a full 
operationalisation of that objective and the setting of realistic performance targets may 
reveal that some other measures are required to achieve that objective. 

6.1.9 Vice Unit 

The Department is requesting 4 additional sworn officers (44% increase) and 1 
civilian position for this unit. The demands placed on this unit, particularly in relation to 
human smuggling and Internet child pornography, raise the issue as to whether these 
demands might more effectively be met within the framework of a multi-agency strategy 
involving the RCMP and other municipal police departments in British Columbia.  The 
bullet points (p. 74) indicate the service gaps, but there is no corresponding list of the 
priorities of the Vice Unit, how demands for service are prioritized, the number of hours 
spent on case Investigation, case outcomes, and, specifically, how any additional 
resources would be utilized.  

It is noted (p. 75) that the Vice Unit does not have a surveillance capability. This 
is a problem that affects other units and squads as well, e.g. SOS and suggests that 
there is a need for a comprehensive review of the surveillance function in the VPD, 
including a review of best practices in other police departments, and how best to build 
this capacity within the VPD. One issue, for example, is whether the surveillance 
function should be unit or squad-specific, or whether there should be one surveillance 
unit that responds to requests from units and squads. A review of best practices and an 
internal review of the VPD would provide answers to these and other questions. 

It is recommended that 1 civilian position be approved at this time and that a 
review be undertaken to determine the priorities of the unit and an operational plan 
developed and submitted with any future request for additional sworn and civilian 
positions. 

6.1.10 Strike Force 

The Department is requesting 10 new sworn officers for this unit, all of them for 
2005, an increase of 43% over the existing complement. The discussion indicates that 
the activities of this unit result in a considerable amount of overtime; yet, there is no 
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documentation indicating how, and in what capacity, the overtime was incurred. Nor is 
there any indication as to how the activities of the two Strike Force units are prioritized 
so as to minimize overtime, while at the same time ensuring that the demands 
presented by case Investigation are met.  It is also noted that the Strike Force is further 
burdened by surveillance requests from SOS and the Homicide Squad, which again 
raises the issue of whether these units should have their own surveillance capacity.   

The discussion notes (p. 75) that, for the amount of overtime that has been 
generated with the reduction of the number of Strike Force units from three to two, an 
additional Strike Force unit can be reconstituted. An analysis was conducted in the year 
2000 which found that overtime would be eliminated if there was a third Strike Force 
squad. It does appear that there is a lack of surveillance capacity in the VPD; one 
question is how this capacity can best be developed, i.e. whether it is best to add a third 
team or include any additional resources in a centralized surveillance unit.  

It is recommended that no additional sworn or civilian members be approved at 
this time and that an operational plan be developed and submitted with any future 
request for additional resources. 

6.1.11 Criminal Intelligence Section (CIS) 

The Department is requesting 13 additional sworn officers (a 65% increase) and 
3 civilian positions (a 33% increase).  In January 2004, the Department also conducted 
a review50 of the business process in the Criminal Intelligence Section and offered a 
framework for action to strengthen the capacity of the section. It did not however, 
produce an assessment of the CIS human resources requirement.   

The Staffing Report notes that the CIS is involved in gathering intelligence that is 
applicable at the local, regional, national, and international levels. It would have been 
beneficial if this information would have contained documentation on the priorities of the 
CIS and how any additional resources would be allocated. Given the wide sphere 
covered by the CIS, this would seem to be an important component of any request for 
additional resources. The question again arises as to whether the VPD is provided with 
external funding support for participating in these regional, national, and international 
activities and, if not, whether the VPD should include these activities as among its 
priorities.  

The discussion in this section (p. 76) also notes that “…the workload of CIS 
technicians has increased dramatically.” There is no indication of what strategies are 
being developed to incorporate technology into the VPD that would assist in this 
function (note: this is addressed in the Business Process report, and includes a 
description of the technology Versadex and i2 Analyst). 

                                  
50 Prox, Ryan (2004). Criminal Intelligence Section - Business Process Analysis. VPD, January, 2004. 
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It is stated (Staffing Report, p. 77) that “The Strategic Plan recognizes that it is 
necessary to improve intelligence gathering and the information sharing processes.  
This specialized area of the VPD also requires additional intelligence analysts, some of 
who are civilians and some of whom are sworn police officers.”  The discussion does 
not provide any documentation on how intelligence gathering and information sharing 
processes will be improved.  In addition, while the importance of civilian intelligence 
analysts is noted, the request is only for civilian clerks and sworn members.  

In the absence of a more compelling case, it is not certain that the VPD requires 
additional officers for a Counter-Terrorism Unit. It is noted (p. 78) that “the VPD has 
renewed its commitment to the RCMP in addressing terrorist issues under Section 6(2) 
of the Security Offence Act. A question that can be raised is whether this commitment 
was made in consideration of the resource issues involved. Also, if additional resources 
are required for counter-terrorism analysis, it is suggested that this may be an area 
where highly qualified civilians with knowledge of the area could be retained.  

Absent in the discussion is what specific activities the Counter-Terrorism Unit is 
involved in, its priorities and objectives, performance measurements, and how the 
additional officers will be utilized. It is stated (p. 78) that “the lack of funding is a current 
barrier to the development of a consistent and measured terrorist response.” This 
suggests that the officers in the Unit would be an operational counter-terrorist strike 
force, which may be beyond the capacity of the VPD as a municipal department. 

It is recommended that additional information be gathered in support of the 
request for additional sworn officers for this unit and that an operational plan be 
developed. It is recommended that 3 civilian positions be approved to provide clerical 
and administrative support for this unit. 

6.1.12 Forensic Identification Unit (FIU) 

The Department is requesting 8 additional sworn officers for this Unit, an 
increase of 42% over the existing complement. The Staffing Report’s discussion of the 
current operational requirements of the FIU is hindered by the absence of quantitative 
data documenting the time and tasks of its members, the priorities of the unit, the extent 
to which these priorities and their associated objectives are currently achieved, where 
the gaps in service delivery exist, and how any additional resources will be deployed to 
fill these gaps.  

It is stated (p. 79) that “FIU officers are often required for extensive periods of 
time, during these complex trials”, but no documentation is provided to illustrate the 
length of time that officers are required.  

Despite the absence of information in these areas, there is little doubt that this is 
one area where court decisions and other external drivers have had a significant impact 
and, with the increasing use of DNA evidence, the time required in major case 
Investigation has grown. Given this, and the strategic importance of this unit in 
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maintaining public safety and security, the request for additional resources in this area 
is reasonable. The unit should take immediate steps to develop the capacity to 
document its time and tasks and performance outcomes on an ongoing basis and there 
is support among senior management for developing this capacity.  

It is recommended that 8 sworn officer positions be approved and that, going 
forward, the unit develop an operational plan that will serve to monitor performance as 
well as provide the basis for future staffing requests. 

6.1.13 Forensic Video Unit (FVU) 

The VPD is requesting 2 additional civilian positions for the FVU. It is noted in the 
discussion (p. 81) that video evidence “often leads to guilty pleas once it is disclosed to 
defence counsel, and results in a significant savings in court costs.” Information 
provided by the VPD indicates that, in 1999, the FVU conducted an analysis of 97 bank 
robbery videotapes in cases where criminal charges were laid.  In 93 incidents, a guilty 
plea was entered, and in the remaining four incidents, FVU gave evidence at trial and all 
four suspects were convicted. The efforts of the FVU resulted in a 100% conviction rate. 
The very high rate of guilty pleas in cases where video evidence can be analyzed 
reduces overtime costs that would normally have been incurred by police officers 
attending court in off-duty hours and the effectiveness of the unit in securing convictions 
reduces the risk to the community and to businesses. 

The Staffing Report notes (p. 81) that, due to resource limitations, there are over 
2,000 backlogged cases over the past five years that have not been examined. It is 
likely that, given the proliferation of video cameras in private businesses, the deluge of 
videotapes will continue and that a well-defined priority list for which cases will be 
examined would exclude minor property crimes.  

It is recommended that 2 civilian positions be approved to assist with the 
workload of the FVU.  

6.1.14 Outlaw Motorcycle Gang Unit 

The Department is proposing to add 3 new sworn officers in order to double the 
size of this small (current staffing is 3 sworn members and no civilians). The difficulties 
of conducting successful Investigation on outlaw motorcycle gangs is evidenced by the 
relatively few number of offenders from this group that have been convicted of serious 
offences.  There is no information presented on how the additional of three constables 
to this unit would alter the challenges encountered in this area which is, perhaps, best 
addressed through the Combined Forces Special Enforcement Unit (CFSEU), although 
it is important to note that the CFSEU is not engaged in intelligence-gathering in the city 
of Vancouver and focuses its attention on long term projects at the provincial level.  The 
relationship between the work of this unit and that of the organized crime unit and the 
drug squad was not articulated. 
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It is recommended that no new sworn positions be approved at this time and that 
this request for additional staff should be resubmitted with a rationale for why the unit 
should be separate from the Gang Crime Squad and with an operational plan.  

6.1.15 Gaming Unit 

The Department is proposing to add three sworn officers to the two that currently 
constitute that small Unit. In view of other resource requirements in the VPD, there is 
not a compelling case for reconstituting the Gaming Unit.  This unit, perhaps, falls into 
the “nice to have, but not critical” category. Criminal activities that emerge in association 
with gaming in the City can be responded to more effectively and efficiently by the Major 
Crimes Section which has the resources and support personnel to conduct major case 
Investigation. No additional position is recommended. 

6.1.16 Missing Persons / Coroner’s Liaison Unit 

The Department is proposing to add two sworn officers to the complement of 2.5 
officers who currently constitute this unit. From the materials presented, there appears 
to be no compelling reason why sworn members are required for the tasks carried out 
by this unit. The Staffing Report alludes to a risk of civil liability as a result of the 
“failings” of this unit. It is not clear what this potential liability is and how it significantly 
differs from the potential liability that exists in every other area of policing. 
 

A number of the functions identified in the Staffing Report appear to be civilian 
functions (e.g. property disposition, BC Coroner support through “routing of documents 
and reports, provision of photos and fingerprints”).   These appear to be administrative 
responsibilities. There may be some appreciable cost savings if some of the work 
described in the Staffing Report were performed by civilians.   

It is our understanding that an audit of this unit concluded that another 
investigator was required.  The priority level of this request vis-à-vis other staffing 
requests is not noted. 

It is recommended that no new positions be authorized at this time and that the 
VPD resubmit the request with supporting documentation and with an operational plan 
that outlines the priorities and objectives of the unit. 

6.1.17 Warrant Unit (New Fugitive Squad) 

The Department is requesting five sworn officers and one civilian support 
positions to form a new fugitive squad.  The discussion in this section (p. 84) notes that 
“At present, there is an enormous number of outstanding warrants in Vancouver” and 
the figures presented on p. 85 substantiate this. The fact that persons who were 
unlawfully at large at the time of the offence committed 64% of the robberies committed 
in 2003 suggests that warrants are currently insufficiently enforced.  Given the risks 
posed to the safety and security of community residents by persons in the community 
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with outstanding warrants, it is recommended that the request for 5 sworn members and 
1 civilian be approved.  

6.2 The Patrol Support Section 

The Staffing Report notes that this Section “provides an additional investigative 
resource to patrol officers, conduct general Investigation, and plays a primary role in 
combating property crime”.  It would have been beneficial to the project team if 
additional information could have been provided in support of the requests for additional 
staff. For example, the General Investigation Unit (5.3.2) would seem to have become 
very highly specialized, investigating crimes “that do not fall under the mandate of other 
units to investigate.” This includes robberies of non-financial institutions, which, again, 
would seem to be very specialized.  

It is recommended that 1 civilian position be approved and that, for future 
requests for staffing in this section, an operational plan be developed and submitted. 

6.2.1 Property Crime Unit (PCU) 

Controlling property crime is one of the VPD’s major public safety objectives. The 
Department is requesting 18 new positions for the Unit (an increase of 129% over the 
existing complement of the Unit). The Staffing Report states that the PCU is “extremely 
understaffed, which is part of the reason for the poor property crime clearance rates in 
Vancouver.”  

Property crime is a particularly challenging area for police services and, with the 
exception of specific target-hardening initiatives, the research suggests that the police 
generally have little impact on the property crime rate. One factor that fuels, and will 
continue to fuel, the property crime rate is the larger drug user/addict population. There 
are other more effective interventions, such as CPTED, having residential and business 
owners secure and alarm their premises, residents not leaving valuables in their 
vehicles, and retaining the services of private security. The police can contribute to 
these efforts, but it is unrealistic to assume that the addition of even 18 police officers 
will have an appreciable impact on the property crime clearance rate. In addition, it 
should be noted that the evaluation of the CET initiative found that the overall rates of 
property crime in the City had declined and that there were specific property crime 
“hotspots” that required police attention. A best practice strategy for addressing crime 
hotspots is the use of intelligence-led policing which is premised on quantitative analysis 
of crime patterns and guides the allocation and deployment of police resources.  

This is also an area that requires an examination of best practices policing with 
respect to property crime, as all major urban police departments in North America are 
confronted by this challenge. It is suggested that, to rationalize the request for 
resources, more detailed documentation be provided setting out a best practice plan for 
property crime enforcement, including the priorities for the unit and the various methods 
that would be utilized in developing enforcement strategies. In addition, extensive use 
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could be made of computer mapping such as CrimePoint, which can identify crime 
“hotspots” to which resources could be directed. 

The property crime area is a strategic priority for the VPD and it is recommended 
that the VPD resubmit, on an urgent basis, an operational plan centered on best 
practices for addressing property crime. 

6.2.2 General Investigation Unit (GIU) 

The Department is requesting an additional 6 police officers (a 50% increase) 
and one civilian position for the General Investigation Unit. The Staffing Report notes (p. 
83) that the GIU is “responsible for the investigation of all robberies of non-financial 
institutions, threats, suspicious persons and other crimes against the person that do not 
fall under the mandate of any specialized units to investigate.” The Report further notes 
(p. 83) that the GIU “is currently faced with a case load that cannot be met by current 
staffing levels.” It appears that, due to a lack of clerical support, investigators must often 
perform clerical duties, which is not a cost-effective arrangement. It would have been 
beneficial had additional information on the priorities, targets, performance, and time 
and tasks for GIU officers been included with the request for additional sworn members. 

 It is recommended that 1 civilian position be approved to assist with clerical 
support for the unit and that the staffing request for sworn members be resubmitted with 
an operational plan.  

6.2.3 Crime Surveillance Unit 

A major challenge currently facing many of the specialty squads and units in the 
VPD is the absence of a surveillance capacity.  This has a serious impact on the 
abilities of such units as the SOS to effectively conduct Investigation. There are at least 
two options for addressing this situation: to create a larger surveillance unit that can be 
accessed by the various specialty squads, or to develop this capacity within individual 
units and squads. It would appear to be more effective, in terms of policing and 
resources, to expand the existing surveillance unit, in which case the present request 
seems reasonable. Concurrent with this, however, should be the development of a 
operational plan setting out how the resources of this unit will be prioritized and, as well, 
the development of performance measurements and benchmarks to allow for ongoing 
monitoring of the unit’s activities and outcomes. 

It is recommended that 3 sworn officer positions be approved and that a request 
for additional officers that would allow the creation of another surveillance team be 
resubmitted along with an operational plan that articulates a clear rationale for either a 
centralized or a specialized surveillance function. 
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6.2.4 Anti-Fencing Unit (AFU) 

The VPD is requesting four additional sworn and two civilian positions for the 
AFU. The challenges facing this unit again highlight the difficulties of developing an 
effective police response to property crime. At issue is whether stolen property 
enforcement is best accomplished through the AFU, or integrated into a broader 
property crime effort. It would have been beneficial had additional information been 
provided on the effectiveness of the Xtract system, how additional resources might 
improve the effectiveness of the effort, and what benchmarks and performance 
measurements would be utilized.  

The work of the AFU may be essential to achieving the VPD’s strategic 
objectives in relation to property crime although, at the present time, it is hard to assess.  
It is recommended that the VPD resubmit, on an urgent basis, the request for additional 
staff for the AFU, accompanied by a rationale for additional officers and an operational 
plan.  

6.2.5 Stolen Auto Unit 

The request is for 2 additional sworn members to strengthen the unit.  It would 
have been beneficial had information on the time and tasks of the officers currently in 
the unit been provided to the project team, as well as the unit’s objectives and 
performance targets, rates of recovery of stolen autos, and what potential role 
increasing education and public awareness could play in reducing the high rates of auto 
theft. It is unlikely that the addition of two police constables will have a measurable 
impact on the high number (nearly 6,000) stolen cars in the city. Rather, alternative 
strategies, such as partnering with ICBC and other agencies should be explored. 

It is recommended that no new sworn positions be authorized for the Stolen Auto 
Unit at this time and that requests for additional staff in the future be accompanied by an 
operational plan. 

6.2.6 Victim Services Unit (VSU) 

Two additional civilian positions are requested for the VSU, which is mandated 
under the Victims of Crime Act to provide services to all victims of crime. The Staffing 
Report (p. 85) also notes that “the VSU is also mandated to provide direct services to 
victims of major incidents such as homicides, fatal and serious MVA’s, sudden deaths, 
sexual, spousal and serious assaults, criminal harassment, etc….(and) to provide court 
support:” which involves a variety of activities. 

The VSU utilizes a large number of trained volunteers and the request for two 
additional Case Workers to provide direct service to victims of crime and to recruit, train, 
and manage volunteers is justified. It is recommended that, in order to meet the needs 
of crime victims in the City of Vancouver, 2 additional civilian positions be approved. 
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6.3 Youth Services Section (YSS) 

The VPD is requesting 3 additional civilian positions for this unit, which is 
currently staffed by 19 sworn members. The YSS contains the School Liaison Officer 
unit. The Staffing Report (p. 86) notes that budget cuts in 2002 resulted in the loss of 
the administrative support position in this section and there has been no administrative 
support since that time.  This has resulted in a situation where Sergeants in the unit are 
left with extensive administrative duties in addition to supervisory duties.  The Staffing 
Report also notes (p. 87) that the Youth Criminal Justice Act created the need for a 
program referral coordinator, a position that is currently filled by a Constable. 

It would have been beneficial had the VPD provided more extensive 
documentation on the activities of this section, objectives and priorities, and how 
resources are currently deployed. The present request is for civilian support staff to 
assist the section and it would appear that the workload justifies the reinstatement of 
civilian positions in the unit.  

The materials presented in support of this staffing request document the current, 
insufficient capacity of this section. Given the importance of the activities of this section 
for the safety and security of Vancouver residents, it is recommended that 2 sworn 
members and 5 civilian positions be approved and added over the coming several 
years.  The immediate need is for an Emergency Plans Officer. The VPD should also 
consider whether the two additional sworn officer positions could also be filled by 
civilians. There are in the private sector individuals with extensive expertise in this area. 
It is also recommended that the section develop an operational plan to guide the 

The recommendation is that 3 civilian positions be approved and it is also 
recommended that the unit develop an operational plan that can be used in support of 
future requests for sworn and civilian members.  

6.4 Emergency and Operational Planning Section (EOPS) 

The staffing request is for the addition of 3 sworn members and 4 civilians to the 
current complement of 8 sworn members and 3 civilians. The Emergency Ops section is 
responsible for event planning and for the coordination of emergency and disaster 
planning.  

The Staffing Report (p. 87) states that there has been a significant increase in 
the workload of the section  in recent years and that this is anticipated to continue. It is 
noted that the 2010 Olympic Winter games will be a particular challenge for the VPD 
and for the Section and there is no indication at the present time that additional 
resources are going to be made available to the VPD from external sources. As well, 
there has been in recent years an increased focus on emergency and disaster planning 
and unit personnel are involved in at least 10 committee and board commitments within 
the Department, City, and Region. 
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activities of the section and to provide the basis from which any additional staffing 
positions can be requested.  

6.5 Integrated Policing 

The Staffing Report makes no specific resource requests in this section.  The 
discussion sets out the extent to which the VPD is involved in various enforcement 
partnerships. While noting that integrated policing is, potentially, an effective strategy, 
the information presented does not provide any insight into the types of partnerships 
that are a first-level, as opposed to a secondary priority. It would have been beneficial if 
the VPD had provided more extensive documentation in its discussion of this section.   

While “exploring and enhancing partnerships and shared service opportunities” is 
an admirable goal that can result in the effective and efficient use of resources, these 
activities are best undertaken within the framework of a strategic plan that identifies 
what resources will be required, the impact of committing these resources, the 
performance indicators that will indicate whether such commitments are producing the 
desired results, and, on the basis of this ongoing monitoring, what changes are 
required. 

 

7. Administration 

Table 22: VPD Administration – Current strength, total staffing request, request for 2005 
Current 
Strength Total Requested for 5 Years 2005 Positions Requested 

Sw. Civ. Sworn Civilian Sworn Civilian 
  

UNIT 
     Req Tot % inc Req Tot % inc Req Tot % inc Req Tot % inc 
                          
Administration                       
Chief Constable Office 2 1 2 0 2 0% 1 3 50% 0 2 0% 3 50% 
Office of the Police Board 0 1 0 0 - 1 2 100% 0 0 - 1 2 100% 
Office of the Deputy Chief 
Constables 5 4 0 5 0% 0 4 0% 0 5 0% 0 4 0% 
Internal Investigation Section 9 1 0 9 0% 0 1 0% 0 9 0% 0 1 0% 
Diversity Relations Unit 2 1 0 2 0% 0 1 0% 0 2 0% 0 1 0% 
Quality Assurance Unit 1 0 0 1 0% 0 0 - 0 1 0% 0 0 - 
Planning, Research and Audit 5 3 2 7 40% 3 6 100% 0 5 0% 3 6 100% 
Public Affairs/Marketing 2 3 1 3 50% 1 4 33% 0 2 0% 1 4 33% 
Facilities Section 0 0 0 0 - 2 2 - 0 0 - 2 2 - 
Fleet 0 11 0 0 - 1 12 9% 0 0 - 1 12 9% 
Property Office 0 12 0 0 - 5 17 42% 0 0 - 5 17 42% 
Services Liaison Section (Jail) 5 0 4 9 80% 0 0 - 0 5 0% 0 0 - 
Human Resources 8 7 2 10 25% 5 12 71% 0 8 0% 5 12 71% 
Payroll 0 7 0 0 - 4 11 57% 0 0 - 4 11 57% 
Recruiting/Training 17 4 0 17 0% 1 5 25% 0 17 0% 1 5 25% 
PRIME Trainer 1 0 1 2 100% 0 0 - 1 2 100% 0 0 - 
Force Options Training Unit 1 0 1 2 100% 0 - 0 1 0% 0 0 - 
Communications Section 3 2 3 6 100% 0 2 0% 0 3 0% 0 2 0% 
Stores 0 2 0 0 - 1 3 50% 0 0 - 1 3 50% 
Finance Section 0 9 0 0 - 4 13 44% 0 0 - 4 13 44% 

0 
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Document Services 7 2 0 7 0% 1 3 50% 0 7 0% 1 3 50% 
BCAFIS 0 5 0 0 - 0 5 0% 0 0 - 0 5 0% 
Information and Privacy Unit 1 3 0 1 0% 1 4 33% 0 1 0% 1 4 33% 
Public Service and Records 0 20 0 0 - 0 20 0% 0 0 - 0 20 0% 
Information Management 0 63 0 0 - 17 80 27% 0 0 - 17 80 27% 
Information Technology 0 21 0 0 - 4 25 19% 0 0 - 4 25 19% 
Inspectors 0 0 2 2 - 0 0 - 0 0 - 0 0 - 
Total (Administration) 69 183 16 85 23% 52 235 28% 1 70 1% 52 235 28% 

Chief 1 0 0 1 0% 0 0 -          
Total Number of Deputies 4 0 0 4 0% 0 0 -          

Total Number of Inspectors 8 0 2 10 25% 0 0 -          
Total Number of Sergeants 27 0 3 30 11% 0 0 -          

Total Number of Police 
Constables 29 0 11 40 38% 0 0 -          

Total Number of Special 
Constables 0 0 0 0 - 0 0 -          

                              

 

Figure 20 in the Staffing Report (page 100) compares Vancouver with several 
other cities in terms of Authorized Strength by Rank.  However, it is difficult to determine 
whether the management and staffing levels in VPD are adequate from these 
comparisons which do not provide any insight into how each of the departments 
compared allocate resources, structure their internal processes, and assess 
performance outcomes.  That said, the data indicate that the VPD is very “lean” in terms 
of the percentage of its authorized strength dedicated to management positions. 
Information presented in the Staffing Report (p. 94) indicates that, compared to other 
major urban police departments in Canada, the VPD is more “flat” and all of the other 
departments have more management positions, per capita.  

7.1 Chief Constable’s Office and Deputy Chief Constables 

The request is for 1 additional civilian position in the Chief Constable’s Office that 
is currently being filled on a temporary basis. The discussion in this section documents 
the increased demands on the Chief Constable’s office.  

It is recommended that approval be given for 1 additional civilian position in the 
Chief Constable’s Office.  

7.2 Office of the Police Board 

The request is for 1 civilian position to assist the 1 civilian currently in the office.  
Due to the increased workload of the office and the interest of the Police Board in 
expanding its activities, it is recommended that 1 additional civilian position be 
approved. 
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7.3 Planning, Research and Audit Section 

The VPD is requesting 2 additional sworn members and 3 civilian positions for 
this section. These positions would supplement the 5 sworn members (1 Inspector, 1 
Sgt, and 3 Constables) and 3 civilians currently staffing the section.  

It appears to the review team that the current manner in which the Planning, 
Research, and Audit Section is constituted is not a best practice when compared to 
similar units in other Canadian and U.S. police departments. The discussion (p. 102) 
states that “The Planning and Research Section is responsible for the Regulations and 
Procedures of the organization.” It would seem that this is the primary focus of the unit. 
The discussion also states (p. 102) that the Section is also “involved in developing 
rigorous research projects, administering various surveys, and providing analysis of 
statistical data.” It would have been useful if the VPD had provided more detailed 
information on these activities and on the mechanisms that are in place to ensure that 
information and analyses from this unit are communicated to and integrated into the 
operations of Patrol and the various squads and units on an ongoing basis.  

Throughout this review, it has been noted that there is a conspicuous absence of 
documentation to support the specific requests for increases in staffing. Perhaps 
supporting documentation exists, yet was not appended; or, perhaps the VPD, in its 
Planning and Research section, does not currently have the capacity to produce the 
quantitative analyses required that would provide baseline information on current 
activities and performance, performance indicators measuring the outcomes of activities 
and interventions, the demands for service that are not currently being met, and, 
importantly, how specifically any additional resources would be utilized to address the 
identified service gaps.  

A proto-type report that does address these issues is the Patrol Resource 
Allocation Review, completed in 2004. This report provides an analysis of current 
demands for patrol resources, the gaps that exist in meeting these demands, and, 
based on quantitative analysis, identifies both the specific number of additional Patrol 
officers required and the changes required in shift scheduling and in how Patrol officers 
are deployed. 

A review of Planning and Research sections in other major urban police 
departments indicates that many are staffed by highly trained civilian professionals with 
expertise in areas such as crime mapping, crime analysis, policy analysis, and other 
analytical and evaluative skills. Recruiting, and retaining, civilian professionals for 
planning and research is an accepted best practice in North American policing and it 
would seem to be a priority that VPD adopt this model in order to increase its 
organizational capacity to measure, evaluate, analyze, and to provide information that 
can be used at all levels of the department, including in the strategic planning and 
budgetary processes.  
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Discussions with senior management indicate that the Department is committed 
to enhancing, and expanding, the capacities of the Planning, Research and Audit 
Section. The review team views this as a central component of developing the 
organizational capacity of the VPD generally and, more specifically, the capacity to 
generate, analyze, and utilize information on an ongoing basis. 

To this end, the review team would suggest that the capacities of the Planning, 
Research and Audit section be enhanced and expanded.  This would include efforts to 
attract the “best and the brightest” civilians into the section. There is no shortage of 
potential applicants, given that there are several university programs in the region 
specializing in graduate level training in crime analysis, policymaking, evaluation 
research, and urban studies.  We believe that the request for additional positions may 
not even be sufficient and should perhaps be re-examined. In any event, new positions 
should be reassigned to this Section as a mater of priority.  

Given the strategic importance of the Planning, Research, and Audit Section, it is 
recommended that 2 sworn positions and 5 civilian positions be approved.  This will 
provide the section with the capacity that it requires in order to become a best practice 
component of the organization. The VPD should examine whether civilians could more 
effectively staff the two new sworn officer positions. As well, it is recommended that the 
section develop an operational plan that sets out the framework within which the section 
will function going forward. 

7.4 Public Affairs and Marketing 

The VPD is requesting 1 additional sworn officer position and 1 additional civilian 
position for this section. The Staffing Report (p. 103) makes the important point that 
“The VPD is viewed as almost entirely reactive in terms of our dealings with the media.”  
And, it is also noted (p. 103)  that “Historically, the VPD has not done an effective job in 
marketing our accomplishments.”  Public affairs, marketing, and media relations have 
been combined into one section, in order to allow for proper coordination and maximum 
use of resources.  A civilian has recently been hired to head the Public Affairs and 
Marketing Section.  

There is considerable potential to recruit additional highly trained civilians to 
assist with media relations, public affairs, and marketing.  It would be very beneficial if, 
going forward, the VPD developed a marketing strategy designed to inform the 
community, on a proactive basis, of the department’s activities and accomplishments.  

It is recommended that approval be given for 1 sworn officer position and 1 
civilian position. 

7.5 Facilities Section 

The pending request is for 2 additional civilian positions, one of which exists de 
facto. It would have been beneficial if additional information had been provided as to 
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then to the nature of the workload in this section.  It is the understanding of the project 
team that there are ongoing discussions between the VPD and the City of Vancouver 
regarding shared services in this area.   

It is recommended that no additional positions be approved for this section at this 
time. 

7.6 Fleet Services Section 

There are currently 11 civilian positions in this section and the request is to add 1 
civilian position. Subject to a review of the fleet report, it is recommended that 1 
additional civilian position be approved. 

7.7 Property Office 

The VPD is requesting 5 additional civilians for the Property Office, to 
supplement the current staff of 11 civilians. The results of a review of the VPD Property 
Office by a recognized expert in Property and Evidence recommended that an 
additional four civilian staff be hired for the office. As well, the Report requests an 
additional position for a property manager, “to improve the overall effectiveness and 
efficiency of the Section.” Given other priorities in the Department for additional staff, 
both of these requests should be supported, albeit with the addition of 3 civilian 
positions. These positions should be approved providing that, within a reasonable 
period of time, the newly-hired property manager prepare a strategic plan detailing how 
the effectiveness and efficiency of the Section will be improved.  This plan should 
include time-lines, benchmarks, performance criteria, and outcome measures. Going 
forward, quarterly reports should be prepared on the activities of the Property Office and 
these can be compiled into an annual performance report. 

It is recommended that 3 civilian positions be approved for the Property Office. 

7.8 Services Liaison Section (Vancouver Jail) 

The situation in the Vancouver jail, which is co-managed by the VPD and 
provincial corrections, is a complex one, and an understanding of the issues is far 
beyond the scope of this review. There do appear to be outstanding issues surrounding 
the operation of the jail, several of which are set out (p. 107).  in bullet points in the 
Report. The current request is for four additional officers “to address the excessive 
workload”, although, given the issues set out in the bullet points, it is likely that these 
issues will remain. It is noteworthy that the discussion indicates (p. 107) that the 
additional constables would be responsible for a variety of tasks noted in bullet points; 
these, however, are generally unrelated to the issues confronting the jail and set out in 
the previous bullet point list. 

There is not sufficient information provided with the current request to justify an 
increase in staff and it is recommended that the request be resubmitted with an 
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operational plan. It is recalled that the VPD was, historically, responsible for the 
operation of the jail and, perhaps it is time for an independent evaluation of the 
Vancouver jail to address the outstanding issues and to develop a framework for 
staffing the jail going forward.   

7.9 Human Resources Section 

The pending request is for an additional 2 sworn positions and 5 civilian positions 
for this section. Two of the civilian positions would be conversions from temporary 
positions.  

It would have been beneficial if more documentation had been submitted on the 
objectives and performance measures of staff in this section. It is also not clear as to 
what criteria are being used to determine that a position in the section should be a 
sworn position or a civilian position.  This would seem to be a section that could be 
largely staffed by civilians, in the absence of compelling reasons and evidence to the 
contrary. At the present time, a comprehensive human resources plan is being 
developed and will be implemented.  

It is recommended that 1 sworn (Sgt.) position and 3 civilian positions be 
approved, subject to a review that there is no duplication with the City of Vancouver’s 
Corporate Human Resources services. 

7.10 Payroll 

The Staffing Report requests 1 additional civilian position for this section. 
Discussions are currently being held between the City of Vancouver and the VPD 
regarding the potential for transferring this function to the City. In many police services, 
payroll is managed by the City, rather than by the individual police department. These 
departments do not appear to experience any difficulties with this arrangement and it is 
an established, cost-effective practice. There is no compelling information presented as 
to why the Payroll Unit should remain in Human Resources rather than being 
transferred to the City of Vancouver.  

It is recommended that 1 civilian position be approved, pending a shared 
services review and further discussions between the VPD and the City of Vancouver. 

7.11 Recruiting and Training Section 

The VPD is requesting 1 additional civilian position for this section.  The Staffing 
Report (p. 103) notes that “There is currently no civilian support staff assigned to this 
Unit and the Sergeant and the five Constables perform many administrative duties that 
could more effectively be performed by a civilian assistant. “ The Report then sets out, 
in bullet point form, a number of the administrative duties that the assistant could 
perform.  
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It is the view of the project team that with the additional positions being 
recommended for Patrol, and with replacement positions being filled, more staffing 
resources may be required for this section than have been requested. It is 
recommended that the 1 civilian position be approved and that this section develop an 
operational plan identifying anticipated workload requirements going forward. 

7.12 Prime Training 

The VPD is requesting 1 additional sworn member to serve as a PRIME trainer to 
assist the one sworn member currently staffing this position.  The Staffing Report (p. 
104) states that “The PRIME Training Coordinator is fundamentally responsible for the 
delivery of all training with the Vancouver Police Department with respect to the ‘PRIME’ 
system….(which) encompasses the entire concept of recording, sharing and utilizing 
police records information.” 

There is little doubt that this is an important position to that officers are trained in 
how to properly use the system. It would have been beneficial, however, if supporting 
documentation had been included with the staffing request which provided information 
on the number of hours given to PRIME training, the method of training delivery, the 
objectives of the position, and the anticipated time required to deliver training going 
forward. 

It is recommended that the additional position not be approved at this time and 
that any future request be accompanied by supporting documentation. 

7.13 Forces Option Training Unit 

The VPD is requesting one additional sworn member position to supplement the 
one sworn member currently staffing this unit. Given the importance of ensuring that 
police officers have access to force options training, and the serious consequences 
when officers misuse or misapply force options, an additional position is deemed to be 
essential. 

It is recommended that 1 additional sworn member position be approved for the 
Force Option Training Unit. 

7.14 Communications Section 

This request appears only in the most recent version (Version 3, December 15, 
2004) of the Staffing Report. From the materials presented, there appears to be no 
compelling reasons why highly qualified civilians should not be hired for the required 
positions. The primary activities of this Section revolve around information technology 
and would not seem to require sworn members. 
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It is recommended that no additional positions be approved at this time and, if 
this request is presented at some future date, there should be materials indicating why 
the positions should be filled by sworn members rather than by civilians. 

7.15 Stores 

The VPD is requesting 1 additional civilian position (Stores Manager) to 
supplement the two civilians currently in the Stores section. The Staffing Report (p. 105) 
states that “Police Stores is primarily responsible for the timely provision of uniforms 
and equipment to the sworn members of the VPD.” In the discussion, it is stated (p. 
114) that the Section has “continually improved its performance and has demonstrated 
that the Stores Manager position is required on a permanent basis.” There is no 
supporting documentation indicating how performance improved or how it was 
demonstrated that a permanent position was required. Neither is there information 
provided that would support the view that “an exempt management employee” should fill 
the manager’s position.  These issues should be clarified prior to authorization for an 
additional civilian staff member for Stores Manager. 

It is recommended that no additional civilian position for Stores be approved at 
this time. 

7.16 Finance Section 

The VPD is requesting There is some question, when considered in its entirety, 
as to whether “the VPD’s Strategic Plan provides a framework for effective financial 
decision making and resource allocation.” Throughout this review, it has often been 
mentioned that there is an absence of documentation and quantitative analysis that 
would assist in substantiating requests for additional resources. Notably absent is 
information on time and tasks, priorities, how resources are allocated, some measure of 
the effectiveness of the current strategies for resource allocation, performance 
indicators and measures, and a clear delineation of how any additional resources would 
be allocated and measures to assess the impact of these additional resources on 
existing gaps in service delivery. 

It is uncertain how the Finance Section is connected to other administrative 
support services, including Human Resources and the Planning and Research unit. 
There is also no information presented on how the Finance Section is currently staffed 
and the strategic plan that guides its activities.  This makes it difficult to assess the 
request for four additional civilian positions. 

It is recommended that one additional civilian position be approved for the 
Finance Section. 
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7.17 Document Services 

In the discussion, it is noted (p. 115) that the use of LENS system has assisted in 
decreasing overtime costs to the VPD “as a direct result of court attendance.” There is 
no documentation provided to support this assertion, nor any information that would 
indicate that the LENS system is operating in the most effective and efficient manner 
possible. 

It is recommended that one additional civilian position be approved for the law 
enforcement notification system.  

7.18 Information and Privacy Unit 

An additional civilian clerk is requested to assist in processing requests, which have 
grown exponentially. There is perhaps the need to examine best practices in this area to 
ensure that that the unit is utilizing the latest technology to meet the service demands. 

It is recommended that no additional positions be approved at this time. 

7.19 Information Management  

A VPD Information Management Study was prepared by David Sherwood, in 
November 2004, as a result of instructions received by the City manager and the Chief 
Constable from City Council on April 8, 2003. The Review proposed the creation of two 
new managers positions and the conversion of 8 auxiliary positions to permanent 
positions. Three positions required to cover increased volume associated with criminal 
record clearance - costs to be offset by increased revenue. Also, 2 new positions are 
recommended for traffic and municipal /provincial offence ticket entry. Finally 4 positions 
for implementing the Justin Interface in 2005, report to Crown Counsel – These are all 
civilian positions. 

This review will defer to the findings and recommendations of the Information 
Management Study. 

7.20 Information Technology  

The Independent review of the VPD Information Technology Section (November 
12, 2004) notes that the VPD Information Technology Section is considered under-
staffed and unable to meet some of the department’s requirements, particularly in 
addressing the backlog of application development opportunities. Current staffing levels 
are within the range of other agencies surveyed during the IT review but are much lower 
than several major Canadian police departments. The ratio of IT to staff is 1/83. 

Shared services with Corporate Services is a key initiative of the City and the 
VPD. The VPD is open to considering shared services in IT as long as VPD 
requirements can be met.  
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The report recommends four more positions within the VPD IT (with some 
functions transferred to Corporate Services – five positions would be transferred to 
Corporate IT Services) the four positions include a database administrator, IT security 
specialist, programmer 1 and administrative/training assistant).  

Since an independent review of the IT Section has recently been completed, its 
recommendations should guide the assessment of the appropriateness of the resources 
requested for this Section. 

7.21 Inspectors 

The Staffing Report is requesting two additional inspector positions. This request 
may flow from the recommendations of the recent Management Review. However, 
insufficient information was submitted to justify request at this time.  

It is recommended that no new Inspector level positions be approved at this time. 

 

8. Equipment and Other Considerations 

8.1.Organizational Issues 

An expansion of the magnitude described in the 2004 Staffing Report requires 
that the VPD carefully assess its capacity to acquire, accommodate, and integrate the 
planned growth.  Increasing an organization’s strength by over 600 persons over a five 
year period would require significant additional investment in support resources in areas 
including recruiting, training, coaching and mentoring, human resource management, 
financial management, information management, organizational communication, 
research and planning, purchasing, infrastructure development, and performance 
management.  It is not clear whether these requirements have been considered, and if 
so, how they have been incorporated into the plan. 
 

The Staffing Plan notes a requirement for additional office space and the need 
for additional vehicles, but makes no note off additional parking spaces or security 
requirements if units are parked off site. 
 
 

8.2 Supervisory Implications 

The 2004 Staffing Report human resource requests were reviewed to determine 
if the projected budget allocation is sufficient to accommodate the request.  An issue 
that has not been addressed is the span of control for VPD supervisors and managers.  
Some staffing requests are accompanied by a request for supervisory staff; others are 
not.   
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Many police agencies use a ratio of between 8-12 direct reports/supervisor or 
manager.  The following staff requests may fall outside of this guideline, and so should 
be reviewed to determine whether additional supervisors and/or managers will be 
required:  
 

Division/Section Request Span of Control Indicated 

Patrol District 1 2 sergeants,  62 constables 31/1 
Patrol District 3 1 sergeant, 30 constables 30/1 
Patrol District 4 1 sergeant, 45 constables 45/1 
Waterfront Policing Team 14 members, no request for 

supervisor 
Assumes existing supervisor role(s) will 
absorb responsibility for these members 

Traffic Enforcement 30 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

School Liaison 8 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

Robbery/Assault Unit 10 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

Drug Unit 9 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

Emergency Response Team 8 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

Forensic Identification Unit 8 members, no request for a 
supervisor 

Assumes existing supervisor role(s) will 
absorb responsibility for these members 

 
8.3 Costs 

The VPD 2004 Staffing Plan recommends the following budget increases be 
planned to accommodate the additional sworn and civilian staff requested in the plan 
(includes salary and benefits, uniforms and equipment, radios, workstations, computers 
and vehicles): 
 

  
2005 

 

 
2006 

 
2007 

 
2008 

 
2009 

 
TOTALS 

Additional 
sworn 
members 

 
99 

 
99 

 
96 

 
95 

 
80 

 
469 

Costs for 
sworn 
members 

 
$ 7,064,894 

 
$ 8,086,051 

 
$ 8,243,132 

 
$ 8,958,954 

 
$  8,210150 

 
$40,563,181 

Additional 
civilians 

 
93 

 
30 

 
20 

 
20 

 
7 

 
170 

Cost for 
civilians 

$ 5,151,300 $ 1,662,000 $ 1,108,000 $ 1,108,000 $    388,700 $  9,418,000 

Total 
Annual Cost 
for new 
positions 

$12,216,194 $ 9,748,051 $  9,351,132 $10,066,954 $  8,598,850 

 

$ 49,980,081 

Cumulative 
Total 
Additional 
Funding 
Required 

$12,216,194 $21,964,245 $31,315,377 $41,382,331 $49,981,181 
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These figures are acceptable as a base rate; however there are additional 

considerations which should be taken into account that have the potential to alter these 
figures significantly: 

1. The salary and benefits figures presented do not take into account any increases 
in base salaries over the 5 year planning period, or any classification upgrades or 
incremental raises provided for by the collective agreements.   

2. Costs for uniform, equipment, workstations, and vehicles make no allowances for 
cost increases or inflation, nor do they take into account specialized, and often 
expensive, equipment needs for specialized functions  (e.g. surveillance, 
electronic monitoring, forensic investigative support, etc.)  

3. There are no funds allocated for travel and training for these positions.  Given the 
amount of specialized unit staffing that is planned, and the national, and in some 
case global nature of Investigation, both travel and training costs can be 
significant. 

8.4 New VPD Campus 

 The discussions surrounding the creation of a new police campus facility raise a 
number of interesting questions and issues going forward. One option is for VPD to 
build a centralized facility and to deliver all policing services – patrol and investigative – 
out of this facility.  

 Another option that would reflect best practices and reflect the structure for the 
delivery of policing services in several North American best practices police 
departments, would be to build operational mini-police stations in each police district in 
the City.  These would house patrol officers, victim services personnel, as well as 
volunteers (these would replace the CPC’s). There are a variety of positive features of 
such an option, one of which would be to bring the police closer to the communities they 
police, make the police offices more accessible to community residents, and increase 
the visibility and presence of the police, both of which have been found by empirical 
research to assist in the prevention of crime and in the apprehension of offenders. On 
the other hand, decentralization may result in additional costs, due to the need provide 
adequate levels of supervision at each site. There are a number of police departments 
that could be studied for ideas on how this option could be operationalized.   

The VPD has been though a very comprehensive discussion on this issue and 
has concluded that decentralization cannot be justified in a city of 44 square miles. The 
VPD position from the analyses that have been conducted is that there is a need for a 
centralized campus and decentralized access to the police via the Community Policing 
Centres. 

 



Review of the VPD’s Staffing Requirements          117  

9. Recommendations  

The following table provides a summary of the recommendations offered by the 
project team. The table includes the Unit/Section, the current sworn and civilian 
authorized strength, the number of sworn officers and civilians requested, the 
recommendation of the number of sworn and civilian members to be approved, and the 
rationale for the each recommendation. 

There are three general responses to the requests for staff: (1) no new positions 
recommended; (2) recommended approval of a portion of the requested positions; and, 
(3) recommended approval of all of the requested positions.  In many if the 
units/sections where no new positions are recommended and in cases where it is 
recommended that a portion of the requested positions be approved,  the rationale is 
often that there was insufficient documentation for the project team to make an 
assessment. In the majority of these cases, it is suggested that the unit/section develop 
an operational plan and attach this to any future requests for additional staff. 

 

 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Operations (Patrol)       
District 1 112 3 64 0 
District 2 149 1 72 1 
District 3 132 1 31 0 
District 4 116 6 46 0 
District 2 CET 
Manager 

2 0 0 0 

Total Patrol 511 11 213/40 1/1 

Conduct a patrol 
staffing, deployment 
and performance 
study. 
In the meantime, 
allocate the 40 
officers positions and 
I civilian position that 
are required to 
continue the CET 
initiative without 
relying on overtime or 
depleting the capacity 
of other units. Some 
of these additional 
positions may also 
have to be used in 
District 1 to alleviate 
potential 
displacement effect. 

It is not possible to 
determine what the 
optimum size of the 
patrol function ought 
to be until a proper 
patrol staffing, 
deployment, and 
performance study 
is conducted. While 
the study is being 
conducted, it will be 
important to 
alleviate the 
pressure on the 
resources of the 
Patrol function 
created by the CET 
initiative and other 
challenges. The 
CET initiative has 
been evaluated and 
it is clear that its 
positive impact 
could be 
compromised by a 
lack of resources.  

Telephone 
Response Team 

9 0 0/0 0/0 No resources 
requested 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Traffic Enforcement 61 2 30/0 0/0 No new positions this 

year; develop a plan 
based on best 
practices and 
resubmit next year 

The section likely 
needs additional 
resources.  The 
amount of resources 
required can only be 
determined after 
performance targets 
are established and 
the operation of the 
section has been 
reviewed. 

Collision 
Investigation Unit 

20 0 4/0 1/0 No new sworn 
positions this year; 
develop an 
operational plan and 
resubmit next year  

This is an area 
where greater levels 
of services should 
be provided if 
resources were 
available. Targets 
regarding the level 
of services to be 
offered must be set 
first to form the 
basis of a new 
planning exercise 
for the operation of 
the unit.  

Neighbourhood 
Policing 

39 0 0/0 0/0 No new resources 
requested. 

No information 
provided on how 
current resources 
are being utilized 
and the relative 
priority of that work. 

Mounted Squad 7 0 0/0 0/0 No new resources 
requested. 

No information 
provided on how 
current resources 
are being utilized 
and the relative 
priority of that work. 

Waterfront Team 16 0 14/0 0/0 No new positions this 
year. Develop an 
operational plan and 
re-submit next year 

This appears to be a 
new and pressing 
priority for the VPD, 
but the perceived 
need to almost 
double the 
resources allocated 
to that unit requires 
a more detailed 
examination. A fuller 
plan must be 
developed (based 
on best practices 
and performance 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
targets) before the 
need for resources 
can be estimated.    

Scenes of Crime 
Officers 

13 0 4/0 0/0 No new resources Insufficient 
information provided 
on the need for 
additional resources 

Citizen Crime 
Watch 

2 0 1/0 0/0 The question is 
whether this is a 
priority when there 
are so many other 
pressing needs.   

There was limited 
information and the 
program can 
continue with its 
current level of 
resources. 

Block Watch 1 0.5 1/0 1/0 No new resources There is only limited 
information on the 
program and its 
impact. The 
program can 
continue with its 
current level of 
resources.  

Business Liaison 1 0 1/0 0/0 No new resources This is a position 
which was 
abolished 
previously. Given 
other pressing 
needs a sufficient 
case has not yet 
been made for this 
initiative. 

School Liaison 16 0 8/0 0/0 No new resources. 
Resubmit next year 
with an operational 
plan. 

No clear rationale 
provided to justify 
raising service 
delivery to the “one 
officer per school” 
level.  The proposal 
is not without merit 
and should be 
further developed. 

Emergency 
Response Teams 

48 1 8/0 0/0 No new resources. 
Resubmit next year 
with an operational 
plan 

Insufficient 
supporting 
information about 
workload and 
performance. 

Car 10 0 0 1/1 0/0 Approve one 
Inspector 

As suggested in a 
recent management 
review.  

Total (Operations) 744 14.5 285/41 3/1   
      
Investigation       
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Homicide 19 3 10/3 4/4 Approve 3 sworn 

officers  and 4 
civilians. Direct the 
section to develop an 
operational plan. 

This is 
recommended as a 
temporary measure 
to address the 
backlog of cases.  

Unsolved Homicide 2 0 0/0 0/0 No positions 
requested 

 

Witness Protection 2 0 0/0 0/0 No positions 
requested 

 

Robbery/Assault 23 1 10/5 4/4 Approve five sworn 
officers now and have 
the Section come 
back with an 
operational plan next 
year, possibly with a 
request for the other 
positions. 
Approve all four 
civilian positions 

This is 
recommended as a 
temporary measure 
to address the 
backlog of cases. 

Sexual Offence 
Squad 

20 3 9/9 4/4 Approve 9 sworn 
officers and 4 
civilians with a 
recommendation that 
any further resource 
requests will have to 
be accompanied by 
documentation 

 

Polygraph Unit 3 0 0/0 0/0 No resources 
requested. 

 

VICLAS 1 0 0/0 0/0 No resources 
requested. 

 

Sexual Predator 
Observation Team  

0 0 13/0 1/0 No new resources. 
Resubmit with an 
operational plan and 
with a clear rationale 
as to why this is not 
included in the SOS 
section 
 

There are some 
unanswered 
questions about the 
specialized 
surveillance teams 
and whether that is 
the most efficient 
use of resources 
and whether it 
represents best 
practices. 

Domestic Violence 
/Criminal 
Harassment  

7.5 1 9/5 1/1 Approve 5 sworn 
officers and 1 civilian 
position for domestic 
violence 
investigations with a 
requirement to 
resubmit the request 
for the remaining 

Additional planning 
is required before it 
can be established 
whether the section 
needs more than 5 
additional officers. 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
positions next year 
with appropriate 
documentation. 

Financial Crime 18 0 6/3 3/3 Approve 3 officers 
and 3 civilian 
positions. Better 
performance 
monitoring measures 
must be set in place 

Increase is justified 
by the workload 
increase and the 
seriousness of the 
crimes involved. 

Computer Crime 2 0/0 Consider if position 
can be filled by a 
civilian. 

0 1/0 No new resources. 
Resubmit request 
with clearer rationale. 

Drug Squad 32 1 9/0 1/1 Approve 1 civilian 
position.  
No sworn officers. 

Insufficient 
information to justify 
the request for 
sworn officers. The 
Squad could put 
forward a plan 
based on 
enforcement 
priorities, targets 
and objectives. 

Gang Crime Squad 10 0 11/3 0/0 Approve 3 sworn 
officers 
 

Proceed with review 
if resource 
requirements of the 
Squad are still 
deemed to be 
insufficient. 

DISC Unit 2 0 0/0 0/0 No position requested  
Vice Unit 9 1 4/0 1/1 Approve 1 civilian 

position.  
A review of the 
priority to be given 
to the various 
activities of the Unit 
may be indicated. 
Insufficient 
information is 
offered in support of 
added sworn 
officers. 

Strike Force 23 0 10/0 0/0 No additional 
resources.  

The request is not 
sufficiently justified. 
A new operational 
plan would be 
required for such an 
increase in the 
strength of the unit 
to be considered 
favourably. 

CISBC 1 0 0/0 0/0 No position 
requested. 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
20 9 13/0 3/3 Approve 3 civilian 

positions. Resubmit 
request for sworn 
officer request 
together with 
operational plan 

The information 
provided in support 
of the considerable 
increase request is 
insufficient and not 
based on workload 
analysis.  

Forensic Indent Unit 19 6 8/8 0/0 Approve 8 sworn 
positions immediately 

Complexity of work 
and increase in 
workload justify the 
increase in this 
specialized unit 
urgently. 

Forensic Video Unit 1 1 0/0 2/2 Approve 2 civilian 
positions.  

This is strictly a 
workload issue that 
affects the 
performance of 
investigations. 

Outlaw Motorcycle 
Gang Unit 

3 0 3/0 0/0 Resubmit with 
rationale and 
operational plan 

Insufficient 
information. Also 
address why this 
unit would be 
separate from the 
other gang unit. 

Gaming Unit 2 0 3/0 0/0 No additional 
resources. Resubmit 
with rationale and 
operational plan 

 

Missing 
Persons/Coroner 
Liaison  

2.5 1 2/0 0/0 Resubmit with 
supporting 
documentation as to 
why this unit should 
be filled by sworn 
positions rather than 
civilians. 

 

Crime Stoppers 2 0 0/0 0/0   
Warrant Unit 0 0 5/5 1/1 Approve 5 sworn 

officers and 1 civilian 
position. 

The new fugitive 
squad may help to 
address the crime 
situation in 
Vancouver.  
Warrants are 
currently 
insufficiently 
enforced. 

Property Crime Unit 14 1 18/0 0/0 Urgent – Resubmit 
with an operational 
plan based on best 
practices. 

The area is a 
strategic priority for 
the VPD.  However, 
there is insufficient 
information provided 

Criminal Intelligence 
Section 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
on what the 18 new 
positions will be 
able to accomplish.  

2 0 0/0 0/0 No resources 
requested 

 

General 
Investigations Unit 

12 0 6/0 1/1 Approve 1 civilian 
position. 
Resubmit with 
rationale for 
investigators and 
operational plan  

Insufficient 
information provided 
about the need for 
more positions. 

Crime Surveillance 
Unit 
 

11 0 10/3 
 

0/0 Approve 3 sworn 
officers 
 

Surveillance teams 
must have 8-10 
members.  There is 
a need for an 
increased 
surveillance 
capacity within the 
VPD. Organizational 
need should be 
addressed and 
positions requested 
based on an 
operational plan, 
best practices and a 
good understanding 
of the workload. The 
Department should 
articulate a clear 
rationale for 
centralized and/or 
specialized 
surveillance 
function. 

Analysis Unit 
(including 
liquor/POP) 

9 0 0/0 0/0 No position requested  

Anti-Fencing Unit 12 1 4/0 2/0 Urgently resubmit 
request with rationale 
and operational plans 

The work of this 
section may be 
essential to 
achieving the VPD’s 
strategic objectives 
in relation to 
property crime. It is 
hard to assess, on 
the basis of the 
information 
provided, whether 
additional resources 
are required 

Graffiti Unit 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
Stolen Auto Unit 2 0 2/0 0/0 No new position. 

Resubmit with 
rationale and 
operational plan on 
the basis of approved 
enforcement targets. 

 

Victim Services Unit 0 2 0/0 2/2 Approve 2 civilian 
positions 

The workload 
appears to justify 
the increase. 

Youth Services Unit 19 0 0/0 3/3 Approve 3 civilian 
positions 

The workload 
appears to justify 
the increase. 

Emergency 
Operational 
Planning Sec. 

8 3 2/2 5/5 Approve 2 sworn 
members and all 5 
civilian positions 

The insufficient 
capacity of the unit 
is documented. The 
VPD should also 
examine whether 
the two new officer 
positions could not 
also be civilian 
positions. 

Total 
(Investigation) 

313 34 168/46 38/35   

        
Administration       
Chief Constable 
Office 

2 2 0/0 This is a conversion 
from a temporary 
position. 

1/1 Approve 1 civilian 
position. 

Office of the Police 
Board (Assistant to 
the Executive 
Director) 

0 1 0/0 1/1 Approve I civilian 
position. 

 

Office of the Deputy 
Chief Constable 

5 4 0/0 0/0 No resources 
requested. 

 

Internal 
Investigation 
Section 

9 1 0/0 0/0 No resources 
requested. 

 

2 1 0/0 0/0 No resources 
requested. 

 

Quality Assurance 
Unit 

1 0 0/0 0/0 No resources 
requested. 

 

Planning, Research 
and Audit 

5 3 2/2 3/5 Approve 3 civilian 
positions and 2 sworn 
officers. 

This is a very high 
priority area for the 
VPD.  This capacity 
must be developed 
to enable 
operational of 
recommendations in 

Diversity Relations 
Unit 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
this review.  The 
VPD should 
examine whether 
the two new sworn 
officer positions 
could not also be 
civilian positions. 

Public 
Affairs/Marketing 

2 3 1/1 1/1 Approve 1 sworn 
position and 1 civilian 
position (for VPD 
website development) 

This is in line with 
the strategic 
objectives of the 
Department. 

Facilities Section 0 0 0/0 2/0 Approve positions 
only subject to further 
review. 

One of the positions 
exists de facto. A 
capacity for future 
facilities planning 
may also be 
required provided 
that it is not already 
available from the 
City Corporate 
Services. 

Fleet 0 11 0/0 1/1 Approve 1 civilian 
position subject to 
review of Fleet report 

To reflect the 
increase in the fleet. 

Property Office 0 12 0/0 5/3 Approve 3 civilian 
positions 

To reflect increase 
in volume of work 

Services Liaison 
Section (Jail) 

5 0 4/0 0/0 Resubmit with an 
operational plan 

Insufficient 
information to justify 
increase.  VPD 
notes that a second 
person may also be 
required to support 
arrest processing. 

Human Resources 8 7 2/1 5/3 Approve 1 Sgt and 
approve 3 civilian 
positions, subject to 
review to ensure 
there is no duplication 
with the City’s 
Corporate HR 
services.  Two of the 
civilian positions are 
conversions from 
temporary positions.  

A comprehensive 
human resources 
plan is being 
developed and will 
be implemented.  
Assess the need for 
sworn officers in 
these positions. It is 
not clear why some 
of the new positions 
requested need to 
be sworn officers. 

Payroll 0 7 0/0 4/1 One new civilian 
position subject to 
shared services 
review. 

Resubmit with a 
rationale for why 
VPD should retain 
the payroll function. 

Recruiting/Training 17 4 0/0 1/1 Approve 1 civilian We are concerned 
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 UNIT / SECTION 
 

Authorized 
Strength 

Requested / 
Recommended 

Recommendations Rationale 

 Officers Civilians Officers Civilians   
position that more resources 

may indeed be 
required for training 
than what has been 
requested. 

PRIME Trainer 1 0 1/0 0/0 No new positions Resubmit with a 
clear rationale. 

Force Options 
Training  

1 0 1/1 0/0 Approve 1 sworn 
officer 

Essential 

Communications 
Section 

3 2 3/0 0/0 No new positions If the VPD presents 
the request again, it 
should explain why 
these should be a 
sworn members 
rather than civilians. 

Stores 0 2 0/0 1/0 No new positions Insufficient 
justification 

Finance Section 0 9 0/0 4/1 Approve 1 civilian 
position subject to 
shared services 
review. 

Similar to crime and 
deployment 
analyses, there is a 
need for ongoing 
financial analysis. 

Document Services 7 2 0/0 1/1 Approve 1 civilian 
position 

For the law 
enforcement 
notification system 

BCAFIS 0 5 0/0 0/0 No resources 
requested. 

 

Information and 
Privacy Unit 

1 3 0/0 1/0 No new positions Resubmit with 
justification after 
shared services 
review.  

Public Service and 
Records 

0 20 0/0 0/0 No resources 
requested. 

 

Inspectors 0 0 2/0 0/0 No new positions Insufficient 
information provided 
to justify request at 
this time. 

Total 
(Administration) 

69 183 16/5 31/19   

       
Grand Total  

For 2005 
1126 231.5 469 

99/92 
170 

72*/55 
   

* This number does not include the 21 civilian positions requested by the VPD for Information Management and Information 
Technology.  The Information Management and Information Technology sections, which are being reviewed separately, have been 
removed from this recommendation at the request and agreement of the Steering Committee. 
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10. Recommended Additional Planning and Review  

The recommendations presented above identify a number of interim measures 
that should be taken while a more detailed operational plan, based on the Strategic Plan 
and an examination of how existing resources are currently utilized, is developed by the 
VPD.  The additional work makes it imperative that VPD develop a stronger and 
ongoing capacity for data collection and analysis, performance monitoring, and program 
evaluation.  Better management information systems should be set in place as a matter 
of priority. 

We recommend that in the immediate future, the VPD: 

7. Proceed with the development of the operational/business plan that it envisaged 
producing as part of the implementation of its Strategic Plan;  

8. Undertake a patrol staffing, deployment, scheduling and performance study; 

9. Conduct an organizational review which focuses on structural changes that the 
VPD may need to adopt to fully implement its Strategic Plan and implement a 
outcome-based management process. The review should include the 
specialization of various functions and the proliferation of special units to 
determine whether these structural characteristics of the organization are 
conducive to the most efficient utilization of limited resources;   

 

 
(1) 

 

10. Develop an operational plan based on a comprehensive review of the mandate, 
challenges and workload of the Gang Crime Squad and identify the specific 
resources requirements of that unit; 

11. Articulate the rationale for the proposed increase in strength of the property crime 
unit, develop an operational plan based on best practices and a comprehensive 
review of the mandate, challenges and workload of that unit, and identify the 
specific resources requirements of that unit; and,  

12. Commission an independent review of overtime practices and policies.  

10.1 Patrol staffing, deployment, scheduling and performance study  
 

The purpose of the recommended patrol staffing, deployment, scheduling, and 
performance study is to: 

Determine the number of sworn officers and supervisors required (now and in 
the immediate future) to enable the Department to:  

respond to emergency and non-emergency incidents (calls for service) 
originating from the population in a timely manner (to be defined and 
performance targets to be set);  
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conduct prevention and other proactive patrol tasks effectively, including 
community-oriented policing and problem solving (to be defined and 
targets to be set); 

 

 conduct all other patrol tasks effectively; (tasks to be defined and 
performance targets to be set)  

(2) Prepare a plan for deploying the required number of patrol officers and 
supervisors most cost-effectively, by shift and patrol area, in response to 
temporal and geographic incidence of crime, demands for non-crime services, 
and the policing approach selected by the department  

  Train department staff to conduct staffing requirements and deployment 
analyses.  

10.2 Recommended medium term measures as part of finalizing an 
operational plan and estimating future resource requirements 

• Waterfront Team 

 allow officers to meet all administrative requirements satisfactorily, 
including report writing, training, court, and personal needs; and,  

 promote the safety of the public and police officers  
 

(3)  Develop schedules for assigning required manpower most productively and 
equitably  
  Examine the frequency and appropriateness of use of patrol overtime  
  Assess the dimensions and appropriateness of officer availability  

 Identify budget implications 
 
 

3. A civilianization review; 

4. The development of an operational plan for the following units to develop the 
necessary documentation to support staffing requests:  

• Collision Investigation Unit 

• Scenes of Crime Officers 
• Business Liaison 
• School Liaison 
• Emergency Response Teams 
• Homicide 
• Robbery/Assault 
• Sexual Offence Squad 
• Sexual Predator Observation Team 
• Domestic Violence/Criminal Harassment 
• Strike Force 
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• Criminal Intelligence Section 
• Outlaw Motorcycle Gang Unit 
• Gaming Unit 
• Missing Persons/Coroner Liaison 
• General Investigations Unit 
• Crime Surveillance Unit 
• Anti-Fencing Unit 
• Stolen Auto Unit 
• Services Liaison Section (Jail) 

 
Although it may be possible to prioritize the above reviews, a case can be made 

for conducting these reviews concurrently, using a similar method, in order to enable 
managers to set out the challenges faced by each unit and to establish a balance 
between what are often competing priorities and objectives. In effect, each review would 
result in the production of a “mini” business plan.  

The Department may wish to develop a template for these reviews and specify 
what is required in each case.  The template could include, but not be limited to, the 
following:  

• Planned and agreed upon objectives 
• Clear targets in terms of level of service to be provided 
• Performance indicators 
• Benchmarks to be used and best practices in the field 
• How outcomes and performance will be measured and monitored 
• How the unit is to be structured and how it should relate to other units 

(functions) 
• Leadership, supervisory roles and responsibilities within the unit  
• When applicable, the method of collaboration with other agencies 

(including law enforcement agencies) in the City and the region 
• The use of shared services with other municipal departments 
• How resources are currently utilized and deployed and whether this is the 

most effective use of these resources  
• Additional resource requirements, if any, and how these will increase the 

performance of the unit 
• Training, recruitment and specialized equipment considerations 

10.3 Increasing the VPD Planning and Analysis Capacity  

The current resource predicament in the VPD is due, in part, to a limited planning 
and analytical capacity. There is no management information system or mechanism 
currently in place to ensure that relevant information about service demands, resource 
utilization, and unit or organizational performance is available on an ongoing basis to 
support management decision-making.   While most urban municipal police services in 
Canada are moving rapidly toward an outcome-based method of management, the VPD 
does not appear, at the present time, to have the systems in place to facilitate this.  
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 It is our view that the VPD should have as a top priority the expansion and 
enhancement of its planning and analytical capacity.  At a minimum, this should include:  

 Attracting, and retaining, highly qualified civilian professionals, particularly 
in the areas of planning and research and crime analysis. 

 Obtaining and utilizing the latest technology to assist in the planning and 
research process, as well as in the effective deployment of patrol and 
investigative resources 

 Creating the capacity to conduct and utilize, on an ongoing basis, 
quantitative data designed to improve organizational efficiency and 
effectiveness 

 Developing a process that ensures that “best practice” police strategies in 
North American police department are regularly considered by the VPD  

 Ensuring that planning, research, and analytical staff have access to, and 
be proficient in, the most up to date technology available for crime 
analysis and planning.  

In addition, the planning and research and crime analysis units in the Department 
should be strengthened. These units are central to the management, administrative, 
investigative, and operational activities of the Department. Although these units have 
demonstrated an ability to produce specialized studies on various facets of the 
Department, the ability to gather, analyze, and reporting quantitative data on the various 
activities of the Patrol, Investigative, and Administration divisions of the Department on 
an ongoing basis are less well developed. There is a need for an integrated 
management information system and for the capacity to review performance on an 
ongoing basis.  The record indicates that in 2001 and 2002, there was an unsuccessful 
attempt to obtain additional resources to increase the analytical and planning capacity 
of the Department. 

We note that the VPD does not currently have the ability to analyse and use on 
an ongoing basis the data generated by the Computer The VPD had originally opposed 
adoption of the CAD system, which was the preferred system of the City of Vancouver. 
There is now agreement that the CAD system is inadequate and the plan is to move off 
of this system in late Spring 2005. Whatever system is adopted, it must provide the VPD 
with the ability to access, on an ongoing basis, information that can be used for 
monitoring the delivery of police services and for the strategic planning process. 

The VPD senior management team has indicated its commitment to developing a 
capacity to: 1) assess the effectiveness and impact of current practice; 2) determine 
where the resource “gaps” are in service delivery; 3) determine what specific resources 
are required to fill these gaps; and, 4) identify the mechanisms to be used to determine 
whether the new resources have been effectively deployed and utilized. This will 
improve the ability of the Department to anticipate its resource requirements, adapt to 
changing circumstances, reconsider its priorities, and develop the flexibility to re-deploy 
its resources where required.    
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10.4  Strategic Planning and Performance Reviews in Best Practices 
Police Services 

 A number of examples from police services in North America and Great Britain 
exist which illustrate the types of structures and processes that police services have 
created to assist in the planning and budgeting, allocating resources, assessing 
performance, and identifying resource requirements. 
 

10.4.1 The Scottsdale, Arizona Police Department 

The Scottsdale PD has produced a Strategic Plan for FY 2003/04 – 2007/08. The 
planning process included internal input, external input from three open community 
forums, and a prioritization of strategic issues by senior police staff.  A major component 
of the Strategic Plan is Implementation and Evaluation.  This is composed of the 
Strategic Plan Review, Tracking and Measurement; an Annual Review and Update of 
the 5- Year Plan; and, an Annual Performance Report. 
 

 

Strategic Plan Review, Tracking and Measurement. Progress toward the 
Strategic Plan is reviewed and tracked using an internal tool that is updated by Strategy 
Leaders as implementation steps and action items are completed.  The tracking tool 
contains detailed information about Department objectives, strategies, measures of 
success, timelines and accountability.  The Planning and Research Accreditation 
Division uses the tracking tool to create Quarterly Progress Reports that are monitored 
by management during quarterly strategy review meetings. 

Annual Review and Update of the Five Year Plan. The 5-Year Strategic Plan is 
reviewed and updated on an annual basis, coinciding with the City’s annual budget 
review cycle.  The Department’s overall objectives and 5-year strategies are assessed 
and reprioritized if necessary, based on operating expenses, service indicators, crime 
statistics, or special initiatives. A new Annual Action Plan is created each fiscal year 
based upon the outcome of the Department’s review and revision of the 5-year plan. 
The process ensures reliability of the Strategic Plan and of the Annual Action Plan 
documents as tools that can be used for annual operating budget development, Capital 
Improvement (CIP) development, and equipment and personnel planning. 

 
Annual Performance Report.  An Annual Performance Report is prepared each 

fiscal year and is published to the Department’s website to provide public access.  The 
report provides a progress report for each of the individual strategies present in the 
annual Strategic Plan.  

 
The Strategic Plan sets out a number of Strategic Directions and Objectives.  

The Strategic Directions include 1) reduced crime; 2) organizational excellence; 3) 
strengthened relationships; 4) strengthened Homeland defence; 5) advanced 
technology solutions; and, 6) enhanced facilities. Within each Strategic Direction, there 
is listed a number of Strategic Objectives. 
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The Strategic Plan then sets out the Measures of Success for Year 1 for each of 
the Objectives that are listed within each Strategic Direction. Each Objective has an 
Initiation Date and a Target Date as well as an identified member of the SPD who is 
responsible for the initiative. 

The Strategic Plan then presents a 5-Year Overview in a table containing the 
Strategic Directions, the Objectives for each of the Strategic Directions, and the Fiscal 
Year in which the initiatives designed to achieve the Objectives will be undertaken.  
 

 10.4.2 Scottsdale - Annual Performance Report  

This Report begins with a general overview of the six key priorities for the SPD 
and includes a Summary of Progress Chart which sets out each of the Strategic 
Directions and Objectives, and identifies the number of strategies initiated, completed, 
and those strategies that are continuing into the following fiscal year.  The Report then 
provides a detailed breakdown for each Strategic Direction and the Specific Objectives 
in terms of Start Quarter, Completed (Y/N), Continuing (Y/N) and On-Schedule (Y/N).  
There is then a section of Strategy Progress, identifying which officer is responsible for 
each Objective for each of the six strategies, the Initiation Date and Target Date. For 
each Objective, there is the Measure of Success, Initiation Date, Target Date, and 
person responsible. There is also a Summary of Annual Progress for each Objective 
and the Year End Status indicating Percent Complete, Continuing (if not complete), and 
whether the initiative is Completed, On-Schedule, Ahead of Schedule, or Behind 
Schedule. The Report also contains a listing of Adjustments Made to the Plan During 
FY 2003/04. 

10.4.3 Planning, Research and Accreditation Division (Scottsdale) 

The PR and A Division in the SPD play a key role in the planning process. The Division 
encompasses four distinct responsibilities: 

1. Strategic planning: responsible for developing, implementing and tracking 
of the Police Department’s strategic plan; 

2. Research and administrative staff support: responsible for responding to 
requests for management information and reports, and assisting in 
workflow analysis and performance measures 

3. Police development/maintenance: responsible to develop, track and 
archive the police department policies, procedures, rules, and regulations 
in accordance with accepted policing standards; and, 

4. Accreditation: responsible for maintaining compliance with the 
accreditation standards set for by the Commission on Accreditation for 
Law Enforcement Agencies (CALEA) through inspections, audits, 
assessments and on-site reviews to ensure the adherence to 
departmental policy and General Orders as they relate to accreditation. 
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Additional responsibilities of the Division include project management, RFP 
development and contract management, grant research and management, needs 
assessments and program evaluation, statistical reporting for the department and 
citizens, best practices research and benchmarking with other agencies, maintaining a 
departmental library of resource documents, coordination of department council action 
reports, and administrative reports, surveys, and special projects. 

10.4.4 Her Majesty’s Inspectorate of Constabulary (HMIC) – U.K.  

In Great Britain, the Local Government Act 1999 requires each Police Authority 
to publish a Best Value Performance Plan (BVPP) each year, setting out an assessment 
of current performance and targets for improvement.  The Act requires that external 
auditors report whether the BVPP external auditors from the Inspectorate of 
Constabulary (IC) conduct annual statutory audits to determine whether Police 
Authorities in the country have prepared and published a Best Value Performance Plan 
in accordance with statutory requirements.  

This process provides an independent assessment of the performance of local 
policing and how the Police Authority plans to maintain and improve upon its current 
levels of performance and demonstration of continuous improvement. It is noted that 
“The Police Authority has a statutory duty to maintain an efficient and effective police 
force for the area. Best value underpins this duty by examining each aspect of service 
provided and promoting continuous improvement.” (Cambridgeshire Constabulary 
Policing Plan 2004-2006).   

10.5 Going Forward 
 

Strategic planning, the development of an operational plan, and creating the 
capacities in the VPD to ensure that best practices guide the delivery of policing 
services is a long term process that requires a framework that provides predictability 
and stability, while at the same time allows for flexibility to meet changing circumstances 
and demands. The VPD has recently undertaken a number of initiatives that are 
designed to increase its capacity to establish service targets and to assess the 
performance of its various units.  As well, efforts are underway to strengthen the 
planning process.  A key component of this process will be the development of an 
operational plan that sets out how the resources available for each component of the 
Department will be utilized to achieve its overall goals and objectives.  The operational 
plan would include performance measures to assist in monitoring how each unit is 
functioning and the extent to which strategic objectives are being achieved. The value of 
the operational plan will be enhanced if it is reviewed periodically and amended as 
required.  
 

The current senior management team has demonstrated a commitment to 
increasing the capacities of the Department and to develop the necessary infrastructure 
to facilitate the continued adoption of best practices.  This review has demonstrated that 
the current resource predicament is due, in some measure, to a limited planning and 
analytical capacity in the Department.  It is also due to the unique features of the City of 

 



Review of the VPD’s Staffing Requirements          134  

Vancouver that present challenges to the Department not encountered by other urban 
police services. 
 

The vision of the Strategic Plan is to transform the service delivery model of the 
VPD into a strategically oriented, community-based approach that empowers individuals 
to develop and implement effective decisions.  As such, the Strategic Plan can be seen 
as the first step in the process through which the Department as a whole, and each 
individual unit, can establish clearly defined goals, priorities, and expected outcomes 
against which progress toward achieving those goals can be assessed. 

As an organization aspiring to be strategically driven and customer-focussed, the 
VPD must accelerate the development of a robust performance monitoring system to 
track outputs, operating efficiency, resource utilization, service quality and strategic 
results. The VPD, the Police Board and City Council should reach agreement on how 
budget decisions and staffing decisions will be guided by both a detailed operational 
plan (reviewed annually) and a performance monitoring system on which the VPD 
would report publicly.   

The present review is not a “critique” of the Staffing Report and the Strategic 
Plan.   Rather, a major objective was to identify the organizational capacities that need 
to be developed so that the VPD can meet its strategic goal of promoting a culture of 
best practices by better determining its resource needs and by better documenting, 
substantiating and communicating these needs to representatives of the City of 
Vancouver who are charged with making budgetary decisions.   

The objective of all parties is for the VPD to become a best practices police 
service that builds upon its successes to date. We sense that a best practices culture is 
in its initial growth stages within the VPD and that the measures being proposed in the 
strategic plan are urgently required to continue enhancement of that culture. These 
measures include a number of actions that are required in order to properly 
operationalize the rest of the Strategic Plan, to make every aspect of the Department 
accountable for how efficiently and effectively it utilizes its resources, to designate 
measurements and benchmarks that reflect organizational performance, to establish a 
research and development unit, to embed best practices in the department’s 
performance development and promotional process, to proceed with regular internal 
reviews and audits, and to supply managers with decision support and analytical tools 
they need for effective decision making. To this end, this report is best viewed as 
providing a basis upon which the VPD can begin to develop the capacities that will 
assist the department in becoming a best practices police service and, as well, create a 
framework that can be utilized by the VPD to identify and justify its resource 
requirements going forward. 

 There is general agreement that resources alone will not be sufficient to address 
the challenges confronting the VPD in its efforts to provide effective policing within a 
best practices model of service delivery.  Rather, additional resources must be secured 
and deployed based on effective planning and ongoing performance monitoring in 
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relation to approve strategic objectives. This will, in turn, ensure that the VPD is 
successful in providing the services expected by the residents in the City of Vancouver. 
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Appendix 1  
AUTHORIZED POSITIONS DEPLOYMENT WITHIN THE VPD, SWORN OFFICERS AND CIVILIANS, 2000-2004VPD STAFFING 

 Authorized Strength 
 2000 2001 2002 2003 2004 
Positions Sworn Civilian Sworn Civilian Sworn Civilian Sworn Civilian Sworn Civilian 
           
Operations (Patrol)           
District 1 103 1 106 1 107 1 112 1 112 3 
District 2 161 1 163 2 163 1 151 1 149 1 
District 3 125 1 125 1 125 1 132 1 132 1 
District 4 107 1 107 1 107 1 116 1 116 6 
District 2 CET Manager         2  
Patrol Support Section     1  1    
Total Patrol 496 4 501 5 503 4 512 4 511 11 
Alternate Response Team 33  31  30      
Telephone Response Team   9  9  9  9  
Traffic Enforcement 58 2 58 2 58 2 58 2 61 2 
Collision Investigation Unit 20  20  20  20  20  
Neighbourhood Policing 18  18  17  39  39  
Mounted Squad 7 2 7 2 7 2 7 2 7  
Waterfront Team 16  16  16  16  16  
Scenes of Crime Officers         13  
Agencies Project Team 4          
Drug Education Team 18          
Community Services Unit 5 0.5 5  5  4 1   
Citizen Crime Watch         2  
Block Watch    0.5  0.5  0.5 1 0.5 
Business Liaison         1  
School Liaison 16  16  16  16  16  
Emergency Response Teams 29 1 29 1 29 1 29 1 48 1 
Car 10           
Dog Squad 17  17  17  18    
Operational Planning Squad 7 4 4  4  4    
Total (Operations) 744 13.5 731 10.5 731 9.5 732 10.5 744 14.5 

           
Investigation           
Major Crime 1  1  1  1    
Homicide 18 4 18 3 18 3 18 3 19 3 
Unsolved Homicide 2  2  2  2  2  
Witness Protection 2  2  2  2  2  
Robbery/Assault 13 1 14 1 22 1 23 1 23 1 
Arson Squad           
Sexual Offence Squad 18 1 19 1 19 2 19 3 20 3 
Polygraph Unit 3  3  3  3  3  
VICLAS 1  1  1  1  1  
Sexual Predator Observation Team          
Special Investigation 1  1  1  1    
Domestic Viol/Crim Harrassment 6 1 7.5 1 7.5 1 7.5 1 7.5 1 
Financial Crime 18 1 19 1 19 1 19  18  
Computer Crime 2  2  2  2  2  
Drug Squad 18 1 25 1 25 1 31 1 32 1 
Grow Busters   6  6      
Gang Crime Squad 10  10  10  10  10  
DISC Unit   2  2  2  2  
Vice Unit 10 1 10 1 10 1 10 1 9 1 
Tactical Support 1 1 3 1 3 1 22 4   



  

Strike Force 20  20  20    23  
Criminal Intelligence Section 26 8 23 8 23 8 23 5 21 9 
Forensic Firearms Unit  2  2  2  2   
Forensic Indent Unit 19 3 18 3 18 3 18 4 19 6 
Forensic Video Unit   1  1 1 1 1 1 1 
Outlaw Motorcycle Gang Unit 3  3  3  3  3  
Gaming Unit   2  2  2  2  
Missing Persons 2  2 1 2 1 2 1 2.5 1 
Coroners Liaison 1  0.5  0.5  0.5    
Crime Stoppers 2  2  2  2  2  
Warrant Unit           
Property Crime Unit 52  18  18 1 18 1 14 1 
Graffiti Unit         2  
General Investigations Unit 40  21  13  12  12  
Crime Surveillance Unit   14  14  11  11  
CITU       13    
Analysis Unit (including liquor/POP) 5  9  9  9  9  
Anti-Fencing Unit      1 12 1 12 1 
Stolen Auto Unit         2  
Victim Services Unit 1 2  2  2  2  2 
Youth Services Unit 10  15  16  19  19  
Geographic Profiling Services  1         
Emergency Operational Planning Sec. 1 2 1 2 1 3 1 3 8 3 
Traffic Authority       1    
Threat Assessment Unit   2  2  2    
Reserve Coordinator 1  1  1      
Total (Investigation) 307 29 298 28 299 33 323 34 313 34 

           
Administration           
Chief Constable Office 1 2 1 2 1 2 1 2 2 2 
Executive Services Section 1  1  1  1    
Office of the Police Board  0.8  0.8  0.8  1  1 
Office of the Deputy Chief Constable 7 3 7 3 7 3 5 6 5  
Internal Investigation Section 9 1 9 1 9 1 9 1 9  
Diversity Relations Unit 2 1 2 1 2 1 2 1 2  
Quality Assurance Unit       1  1  
Planning, Research and Audit 4 3 5 3 5 3 5 3 5 3 
Public Affairs/Marketing  2  1  1  1 2 3 
Facilities Section 1 1 1 1 1 1  1   
Projects Section 1          
Fleet  10  11  11  11  11 
Property Office  14  11  12  12  12 
Services Liaison Section (Jail) 1 1 1  1  1  5  
Human Resources 4 7 4 8 5 8 8 7 8 7 
Jail OIC 4  4  4  4    
Payroll          7 
Recruiting/Training 13 4 13 4 13 4 13 4 17 4 
False Alarm Reduction Program  5  5  5  5   
PRIME Trainer         1  
Force Options Training Unit 6  6  6  6  1  
Communications Section/Media Liaison 1  3 1 3 2 5 2 3 2 
Stores    2  2  2  2 
Finance Section  10  10  14  14  9 
Document Services 7 1 7 1 7 1 7 2 7 2 
BCAFIS  5  5  5  5   
Information and Privacy Unit 1 3 1 3 1 3 1 3 1 3 
Public Service and Records          20 



  

Information Management  87  86  83  83  63 
Information Technology  13  14  19  21  21 
Inspectors           
Total (Administration) 63 173.8 65 173.8 66 181.8 69 187 69 172 
GRAND TOTAL 1114 216.3 1094 212.3 1096 224.3 1124 231.5 1126 220.5 

 



Appendix 2: Comparison of VPD Strategic Objectives and Identified Resources Requirements in 
the Staffing Report 

PRIORITY RESOURCES REQUIRED RESOURCES 
ALLOCATED IN 
STAFFING PLAN 

RESOURCES 
ALLOCATED 

FOR 2005 
1.    Decrease property 

crime 
Crime analysts* 
Block Watch and Citizen Patrol 
Property Crime unit investigators 
Crime prevention focused 
resources* 
Support services – e.g. Scenes of 
Crime Officers 
Anti-Fencing Unit 
Crime Surveillance Unit – separate 
from Strike Force 
Waterfront Team 
Patrol resources – initial response 
and investigation 

0 
2 

18 
0 
4 
4 
0 

14 
203     

 (No specifics 
regarding allocation 
for property crime 
investigation or 

prevention) 

0 
             1C 

0 
0 
0 

2C 
0 
0 

49S/1C 

2.    Decrease violence 
against the 
vulnerable 

Elder abuse investigators* 
Sexual Predator Observation Team 
(SPOT) 
Domestic violence investigators 
Sexual Offences Squad (SOS)  
Multi-cultural/diversity resources* 
Resources focused on GLBT, poor 
etc.* 
Missing Persons 
Victim Services Unit 

0 
14 
0 

13 
0 
0 
2 
2 

0 
13S 
1C 

9S/4C 
0 
0 
0 

2C 

3.    Reduce Gang and 
Gun Violence 

Intelligence resources 
Analysis resources* 
Gang Unit 
OMG Unit 
Community Liaison 
Firearms interdiction 
Strike Force (surveillance) 

13S/3C 
0 

11 
3 
0 
0 

10 

3C 
0 
0 
0 
0 
0 
10 

4.    Increase Traffic 
Safety and 
Education 

Enforcement resources 
Traffic Liaison NCO for each patrol 
district (identified in Strategic Plan) 
Education resources* 
Collision Investigation Unit 

30 
0 
 
0 

1C 

0 
0 
 

0 
1C 

5.   Decrease Street 
Disorder 

Partnership Development and 
Advocacy 
Mental Health Education for Police 
Officers 
Beat Teams and Alternative Patrols 
(e.g. Beach) 
Citizens Survey (bi-annual) 
Patrol Officers – initial response 
and investigation 

0 
0 
0 
0 

203  
(Other than CET no 

comment for 
allocation dedicated 
to decreasing street 

disorder) 

0 
0 
0 
0 

49S/1C  
 

6.    Increase Best 
Practice Culture 

Process Improvement and 
Benchmarking Resources 
Research and Development Unit 
(establishment identified in 

5 
0 
 
0 

0 
0 
 

0 



PRIORITY RESOURCES REQUIRED RESOURCES 
ALLOCATED IN 
STAFFING PLAN 

RESOURCES 
ALLOCATED 

FOR 2005 
Strategic Plan) 
Quality Assurance Unit 
(establishment identified in 
Strategic Plan) 
Planning and Research 

 
0 

 
3C (not listed in 
staffing table) 

7.    Improve Access to 
Information 
Technology 

Information technology 
development and support staff 
Information management staff 
Infrastructure improvement  

4 
17 
- 

4C 
17C 

8.    Explore/enhance 
partnerships and 
shared services 

Joint task force resources 
2010 security planning resources 
(EOPS) 

0 
7 

0 
5C 

9.    Customer Service 
Focused Training 

Program development, 
implementation, and evaluation 
resources 

0 0 

10.  Youth Focused 
Crime Prevention 

PAL program development and 
implementation 
Youth Services Admin Support (in 
staffing plan, no reference to other 
youth programs in Strategic Plan) 

0 
3 

0 
3C 

11.  Public Safety 
Awareness and 
External 
Communications 

Media unit study and 
implementation, TV program 
production, PSA and website 
development resources 

1 1 

12.  Celebrate 
successes 

Recognition/reward process 
development 
Communication 

0 0 

13.  Develop 
Comprehensive 
Human Resource 
Plan 

Resources to develop/implement: 
• civilian orientation training 
• mentoring program 
• field training program 
• professional development 

program 
• performance management 

program 
• human resource policy 

manual 
• partnerships/relationships 
• leadership development 
• succession planning 

7 5C 

14.  Improve Internal 
Communications 

• conduct annual employee 
survey 

• implement peer advocacy 
program 

• increase organizational 
change discussions 

0 1 

Principled Decision 
Making 

 0 0 

* =  requirements not identified in plan         S =  sworn           C =  civilian         SP = special 
constable 
 

 



Appendix 3 
 

Factors Affecting Workload  
 

Type    Description Result Discussion
1.  Legislation Bill C-109 (1993) 

• vehicle 
tracking 

• one party 
consents 

• audio & video 
surveillance 

Increases current 
workload & necessary 
resources by requiring 
judicial authorizations. 

This Bill was introduced as a response to a series of Supreme Court of 
Canada decisions.  It codified procedures for obtaining warrants for audio 
and video devices, tracking devices and one-party consents.  Previously, 
no warrants required for these investigative procedures.  These 
procedures are very time consuming and costly.  For example, “one party 
consents” must be made to a Supreme Court Judge, requiring significant 
investigative time and applications often over 100 pages in length. 

 C.C. of C. s. 264 
(1993) 
(anti-stalking) 

Changes and adds 
responsibilities. 

These amendments focused on addressing the victims of stalking (mostly 
women).  In 1995 the Ministry of the Attorney general produced a report on 
the problem and recommended that police dedicate special investigators 
for this offence.   In 1996, the VPD created the Criminal Harassment Unit. 

   Freedom of
Information and 
Privacy Act (1994) 

New duties. This legislation allowed the public to request information from public 
agencies about themselves and created new duties and responsibilities on 
the police.  Because of the nature of policing, the demand is high.  For 
example, in 1994 VPD processed 335 requests, but by 1997 this 
increased to 1413 requests, which requires fulltime positions to meet the 
demand.   

 DNA Warrants (1995)  New duties. 
C.C. of C., s. 487.05 

This Act allows police to obtain a warrant to seize DNA.  The standard for 
obtaining a DNA warrant is very high resulting in a complex document that 
can take over one week for an officer to prepare. 

 BC Police Act (1998) 
Public Complaint 
Investigations 

New system for 
investigating public 
complaints and 
internal investigations. 

Introduced civilian oversight.  Public complaints are now categorized into 
(1) public trust, (2) internal discipline, and (3) service and policy 
complaints.  Requires in-depth investigations of previously deemed 
frivolous complaints, often from chronic complainants.  Requires the 
investigation of “third party” complaints.  Disciplinary matters not involving 
public trust must be investigated through labor law process. 

 Bill C-3 (2000), DNA 
Identification Act 

New duties. This Act requires police to collect DNA samples from offenders convicted 
of designated offences.   

  Impaired Driving New duties and 
increases current 
workload & necessary 

C.C. of C. misc. 
amendments 

Legislation and case law over that last 20 years has added new duties, 
increased current workload and added complexity to impaired driving 
investigations.  To address comprehensively, this topic would require a 



 
 
 
 
 
C.C. of C. s. 254(2) 
 (1999) (ASD) 
 
 
M.V. Act s. 94.2 
(Administrative Driving 
Prohibition) 

resources with 
additional 
requirements. 
 
 
New duties. 
 
 
 
Provincial legislation 
has added new duties. 

separate analysis, but includes new duties (e.g., obtaining warrant to take 
blood) and increasing current workload (e.g., requiring search warrant to 
seize existing blood sample; providing a 3-hour window following 
demand).   
 
The roadside Approved Screening Device is another tool for the 
investigation of impaired drivers, but is an additional duty that adds more 
complexities and responsibilities. 
 
This legislation now requires the police to issue an Administrative Driving 
Prohibition (ADP) to the charged driver, which adds to the workload and 
complexity of an impaired driving investigation.  In the last 20 years, 
impaired driving investigations have increased from 2 hours to 5-8 hours. 

   M.V. Act
Emergency Vehicle 
Operation (EVO) 
Regulations 

New duties Recent legislation, government policy and case law have created 
additional requirements for dealing with hazardous vehicle pursuits.  All 
such pursuits now must be documented and investigated.  For example, a 
supervisor must now complete an investigation package that includes 
radio transmission tapes, maps of pursuit route, statements from everyone 
involved, and a written review.  As well, there are now annual reporting 
requirements.   

 Proceeds of Crime 
Legislation: Bill C-61 
(1989) & Bill C-22 
(2000) 

New duties  In 1989 the proceeds of crime legislation required new investigational 
duties (government does not share proceeds with police to pay costs).  
The new Proceeds of Crime (Money Laundering) Act replaced the earlier 
Act, increasing the offences and scope of law.   

 Youth Criminal Justice 
Act (2003) 

Increases current 
workload & necessary 
resources 

Police now required to assist in developing programs for youth.  
Maintaining investigational complexities, onerous statement-taking 
procedures and other procedures relating to crown reports, record 
keeping, etc. 

 Sex Offender Registry 
legislation 

New duties Police will be responsible for receiving reports and documenting registry 
information and amendments supplied by convicted sex offenders. 

2.  Case Law Hunter v. Southam, 
Inc. (1984) S.C.C. 
(searches) 

Increases current 
workload & necessary 
resources by requiring 
search warrants in 
almost all cases. 

On its face, every warrantless search is considered to be a Charter 
violation.  Where warrants were not required in the past (e.g., obtaining 
drivers licence records, telephone records, and searching garbage) they 
are not required.   

 R. v. Therens (1985) 
S.C.C. 
(rights on breath 
demands) 

Increases current 
workload & necessary 
resources by applying 
“detention” to breath 
demands. 

The obligations that have been placed on the police to facilitate access to 
counsel, including duty counsel, provision of 1-800 numbers etc. have 
resulted not only increased costs, but have made investigative practices 
even more demanding and complicated (e.g., breathalyzer investigation), 
and some times unclear.  There are still questions about what constitutes 



detention and ongoing debates about arbitrary detention, which have 
caused many police officers to avoid undertaking certain investigations 
(e.g., impaired driving v. 24 hours suspensions). 

 R. v. Byrdges (1990) 
(legal aid access) 

New duties. Landmark decision by the SCC that requires the police to provide all 
arrested or detained persons access to legal aid.   

 R. v. Hebert (1990); R. 
v. Oickle (2000) 
S.C.C. 
(right to silence) 
 

Increases workload & 
necessary resources. 

One problem here is that the courts kept changing the goal posts and is a 
highly complicated area.  In Hebert, while a suspect is in custody the use 
of “cell plants” is deemed by the courts to be a violation of the right to 
silence.  In other cases, the S.C.C. has limited the ability of police to rely 
upon regulatory-based compelled statements that were admissible at 
common law in criminal proceedings (e.g., a mandatory statement from a 
driver involved in an accident).  

 R. v. Duarte (1990) 
S.C.C. 
(one party consents) 

New duties. Cross reference to Bill C-109 above and to R. v. Hebert above.  Where in 
the past the police did not need a judicial authorization to intercept private 
communications when one party to the communications consented, this 
case now requires judicial authorization.   

 R. v. Stinchcombe 
(1991) S.C.C. 
(disclosure) 

Increases current 
workload & necessary 
resources by requiring 
all evidence and 
related documents to 
be duplicated and 
submitted to defence. 
 

This change has had a profound effect on police responsibilities, 
significantly increasing demands on time and resources.  Police are now 
required to submit transcriptions (validated by the investigator) of all audio 
& video tapes, notebook entries from all officers, all source debriefings, all 
tips & outcomes, connected cases, all affiant material, all wiretap 
information referred to (from any case), all operational plans, all 
surveillance notes, all analyses of phone records, etc.  For example, in 
Project ‘Evenhanded’, 24 investigators have worked for two years on 
disclosure (p. 58).     

 R. v. KGB (1993) 
S.C.C.   
(statements) 

Increases current 
workload & necessary 
resources with new 
requirements. 

The SCC held that statements of victims or witnesses who recant at trial 
(e.g., domestic violence cases), to be admissible in court, must be taken 
under oath and be video-taped.  This also requires complete transcription. 

 R. v. Feeney (1997) 
(arrest in residence 
warrants) 

Increases current 
workload & necessary 
resources by requiring 
special warrant. 

The SCC overruled itself and ruled that the police must obtain a search 
warrant to enter and arrest a suspect in the dwelling house, 
notwithstanding that the police had authority (by common law or by 
warrant) to arrest the person inside.  This ruling has had a significant effect 
on the amount of personnel and resources required to make an arrest in a 
dwelling house. 

 R. v. Shirose (1999) 
S.C.C. 
(police undercover 
operations) 

Increases current 
workload & necessary 
resources by requiring 
police to comply with 
complex legislation. 

This decision ruled that police no longer have immunity for committing 
“illegal” activities during undercover operations, sting operations, and the 
like.  The results have been a complicated, highly regulated process 
(under the Criminal Code, Controlled Drugs and Substances Act, and 
corresponding provincial legislation) that is both cumbersome and 



inefficient. 
 R. v. Chesson (1988); 

R. v. Garifoli (1990); 
R. v. Araujo (2000) 
S.C.C.   
(applications for 
judicial authorization 
for communications 
intercepts) 

Increases current 
workload & necessary 
resources by onerous 
demands to obtain 
judicial authorizations. 

The application process (i.e., full, fair, and frank disclosure—cross 
reference Stinchcombe) for wiretap, and the subsequent review process at 
trial (e.g., Garifoli applications), are extremely complex and unwieldy.  
Twenty years ago, a wiretap application and supporting documents would 
be a dozen pages or so, but current judicial decisions have resulted in 
applications that are hundreds or even thousands of pages long (e.g., 
affidavits).  In Araujo, it was appears that the Supreme Court of Canada, in 
criticizing police for the length (of what was a relatively small package) 
were completely unaware of the process and current demands on the 
police. 

 Current cases on the 
interpretation of the 
Identification of 
Criminals Act 

Increases current 
workload & necessary 
resources by requiring 
an Information be 
sworn before prints 
taken 

Recent court decisions require police to have Information sworn before 
taking photos & prints.  This significantly increases the amount of time 
required to process all arrested persons, whether held in custody or 
released on appearance documents.  For persons released, this process 
will result in failing to obtain many criminal fingerprints. 
 

3.  Public Policy Attorney General’s 
Violence Against 
Women in 
Relationships (1985) 
 

Increases current 
workload & necessary 
resources with 
additional duties. 

Otherwise known as VAWIR, this government mandated policy requires 
that police conduct comprehensive investigations into every allegation of 
domestic violence, regardless of the wishes of the victim, and to arrest and 
recommend charges to Crown Counsel where grounds exist.  This policy 
has increased training requirements, mandated arrest procedures, 
required follow-up investigation and contacts, KGB statements, 
registrations, etc. 

  Drivers Licence
Picture Warrants 

 Increases current 
workload & necessary 
resources by requiring 
a search warrant. 

In the past, where not otherwise available, photos of suspects could be 
obtained from the M.V. Branch in Victoria.  But now, because of privacy 
concerns, a search warrant is now required.   

 ViCLAS (1993) New reporting duties. ViCLAS is a national computer system implemented in 1993 and 
maintained by the RCMP to link offences committed by the same suspect.  
For designated offences (e.g., involving violence) the investigator must 
complete a 34-page booklet consisting of 168 questions.  The booklet 
takes from 45 minutes to 2 hours to complete, depending on case 
complexity.  In 1999, VPD completed 420 books.  In 2003 it was 854 
booklets.   

  Canadian Radio-
Television and 
Telecommunications 
Commission (2000) 
(Order 2000-676) 

Increases current 
workload & necessary 
resources by requiring 
a search warrant. 

In 2000 the Canadian Radio-Television and Telecommunications 
Commission denied Telus (1) the ability to provide the customer name and 
service address associated with a listed telephone number to the police 
and (2) provide the customer name and listed phone number associated 
with a service request.  What could previously be accomplished with a few 



minutes phone call or reference to a “criss-cross” publication now requires 
a search warrant to simply confirm an association between a suspect and 
a residence and to conduct basic inquiries. 

  Sophonow
Recommendations 

Increases current 
workload & necessary 
resources 

The Sophonow Inquiry makes many recommendations that will have a 
profound impact on police resources.  Specifically the requirement to audio 
and video all statements (including the related duty of completing 
transcriptions and providing copies to defence), which often is not 
possible, along with new requirements for photo line-ups.  Previously, 
photo line-ups could be quickly assembled in a folder (consisting of 6 to 8 
photos) and presented to witnesses by the investigator.  The Sophonow 
Enquiry now requires the investigator to develop a photo pack of ten 
pictures, randomize the photos for each witness, record each presentation 
by way of audio or video for each witness, and have a 3rd independent 
officer make the presentations to the witness.  See 2004 Staffing Report 
(Appendix 2) for a good example of how a legislative and policy change 
can affect a rather straightforward police investigative procedure. 

4.  New 
Issues/Trends 

Bainard v. 
Metropolitan Toronto 
Police Services Board 
(2002) (S.C.);  
Beckstead v. Ottawa 
(City) (1997), (Ont. 
C.A.); Dix v. Canada, 
(2002) (Alta Q.B.);  
Uni-jet Industrial Pipe 
Ltd. V. Canada 
(2001), (Man. C.A.);  
Doe v. Toronto Police 
(1998), 39 O.R. (3d) 
487 (C.A.)  

Increased costs due to 
civil suits. 

Civil liability for police and other public officials for negligent investigation 
or investigative quality.  Costs will also be increased by new training 
demands. 
 
 

  “Meth” and other 
chemical labs. 

New duties This is a proliferating modern phenomenon that creates a significant 
burden on police resources.  Also, young people using “meth” are prone to 
crime and violence. 

 Marihuana “grow-op”
investigations 

 New duties This is a proliferating modern phenomenon that creates a significant 
burden on police resources.  The drug culture is tied into organized crime. 

 Disease protection New duties New procedures are required, along with training, to take precautions 
against becoming contaminated by materials and human fluids containing 
HIV, hepatitis, etc. 

 Pending provincial
proceeds of crime 

 New duties Will require dedicated time and specialized expertise to initiate successful 
proceedings.   



legislation 
 Modern crimes New duties Computer & Internet investigations; cell cloning; data theft; ID theft, etc.  

These crimes are very complex that typically cross jurisdictional 
boundaries (often transnational boundaries).  The investigation of such 
crimes requires special skills and training.   

  Historical
investigations 

Increases current 
workload & necessary 
resources 

Science (e.g., DNA) has now made it possible to investigate historical 
crimes (e.g., murder, sex crimes and crimes against children), which is 
now a public expectation. 

 Technology New costs & training 
time 

As new technology is introduced, there is an associated cost to conduct 
training, maintain the technology and replace as necessary.   

 PRIME New costs & training 
time 

This is an example of new technology and public policy, where increased 
costs are associated with the project. 

 Use-of-force New costs & training 
time 

There are regulatory requirements (along with risk management and 
liability issues) for training in all use of force equipment, including the more 
complex .40 cal. pistol, expandable batons, OC spray, “stun” guns, bean 
bag guns, ARWEN guns, rifles, etc.  This training also applies to general 
“empty hand” use of force methods, such as carotid control, handcuffing, 
“take downs”, etc. 

 Training New costs & training 
time 

There are significant demands placed on Police Departments to provide 
training for officers to keep current on changes in policy, legislation and 
case law; changes in technology (e.g., PRIME, DNA, information 
technology, etc; and changes in use of force equipment.   

 
 



I. PURPOSE
The purpose of this policy is to provide a structure for
monitoring, managing and controlling the use of per-
sonnel overtime.

II. POLICY
All personnel of this agency must be mindful of and
exercise fiscal responsibility in the use of public funds
and resources. Overtime pay requires particular atten-
tion because it constitutes a sizeable expenditure of
agency revenue that are provided at premium rates.
Without adequate controls, unplanned expenditures
can create budget overruns and divert resources from
key operational areas. Therefore, it is the policy of this
agency to effectively manage the use of overtime and
that of each employee to use overtime in a responsible
manner and judicious manner. 

III. DEFINITIONS
Overtime: Work performed in excess of 40 hours in

one week or as otherwise established by state law.
Fair Labor Standards Act (FLSA) (29 U.S.C. 207(a)):

Federal law regulating wages and work hours to
include provisions for overtime pay.

IV. PROCEDURES
A. General Provisions

1. This agency conforms to overtime provisions of
the FLSA and applicable state laws. Personnel
shall refer to this agency’s personnel pay poli-
cy, FLSA policy and labor agreements for
details on exempt and non-exempt positions,
circumstances in which overtime pay may be
granted, rates of payment for all overtime that

qualifies for payment at the premium rate and
related matters.

2. Whenever reasonably possible, paid overtime
will be used in lieu of unpaid compensatory
time off.

B. Reporting, Recording and Analysis
1. All overtime worked shall be approved for

payment by the designated supervisor. The cat-
egory of overtime work performed shall be
coded in accordance with agency personnel
procedure and forwarded by unit commanders
to the designated agency unit for recording,
accounting and analysis. 
a. Paid overtime and unpaid compensatory

time will be recorded separately.
b. Overtime expenditures shall be kept sepa-

rately by function (e.g., briefings and roll
calls, training, investigations) and by the
agency unit in which the expenditure is
incurred. Individual and summary data
will be compiled on at least a monthly
basis.

c. Overtime funds expended under federal or
state grant programs will be accounted for
separately from those in the general budget.

2. The designated entity shall maintain overtime
records and provide individual and summary
data of overtime worked on a monthly basis to
responsible agency supervisors and command
personnel.

3. Unit commanders and supervisors shall moni-
tor individual and summary data reports of
overtime expenditure. Identification of unusu-
al, unexplained or disproportionate expendi-
tures in overtime may include but are not lim-
ited to the following circumstances:
a. Disproportionate overtime by individual
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officer(s) engaged in or assigned to the
same task/function;

b. Significant and unexplained changes in
overtime expenditures when compared to
similar periods of time;

c. Significantly higher overtime costs for com-
pletion of the same or similar activities or
tasks previously performed; and

d. Expenditure of overtime at a rate that could
exceed or negatively affect the agency’s
budget or that of individual units, pro-
grams or functions.

C. Overtime Management
1. No task or function shall be performed on over-

time by agency personnel that could otherwise
be performed during regular work hours.

2. Supervisors shall establish and hold personnel
responsible for a level of performance during
standard work hours that minimizes the need
for overtime and/or the need for additional
personnel.

3. Only overtime required to meet vital service de-
mands of the department shall be authorized.

4. All tasks and functions that require the use of
overtime shall be routinely evaluated in terms
of their cost-effectiveness. Alternatives to the
use of premium pay to accomplish these tasks
or program objectives shall be evaluated and
implemented where appropriate.

5. All overtime must receive advance authoriza-
tion unless unreasonable due to emergency cir-
cumstances. 
a. Unit and watch commanders and designat-

ed supervisors are the personnel primarily
responsible for authorizing and managing
overtime.

b. Division or comparable level command
staff must approve overtime requests
designed to fill an on-going personnel
vacancy or meet an unusually high yet fore-
seeable workload. (i.e., personnel vacancies
are authorized staff positions left unfilled
when vacated permanently or for extended
and indefinite periods of time).

6. Supervisors and command staff shall take mea-
sures and issue directives where reasonably
possible to reduce or limit the demand for over-
time. This includes but is not limited to super-
visory efforts to perform the following.
a. Assign non-emergency service requests

received near shift change to on-coming
shift personnel.

b. Use auxiliary and reserve officers/employ-
ees and volunteers where feasible to offset
temporary personnel shortages/vacancies
and meet specialized needs.

c. Anticipate and manage workload require-
ments where reasonable to best utilize stan-
dard duty hours. 

d. Manage and coordinate vacation, leave and
related requests to minimize manpower
deficiencies.

e. Ensure that officers who make arrests late
in their shift receive available assistance to
process prisoners as quickly as possible.

f. Ensure that arresting officers in misde-
meanor incidents conduct tests, take state-
ments or witness any actions/procedures
essential to prosecution so that only the offi-
cer will be needed to testify in court. Arrest
reports should include only the minimum
number of officers; those who were integral
to the arrest and who must be subpoenaed
in any subsequent court testimony.

g. Ensure that agency overtime policy, rules
and regulations and the particulars of any
labor agreement are consistently adhered to
by agency personnel as they relate to over-
time for court appearances, standby, travel
time, training, holiday leave, vacations and
related matters. 

7. Coordinate efforts with the court/prosecutor’s
office to establish overtime limits and control
overtime usage.

2

This project was supported by Grant No. 95-DD-BX-K014 awarded by the Bureau of
Justice Assistance, Office of Justice Programs, U.S. Department of Justice. The Assistant
Attorney General, Office of Justice Programs, coordinates the activities of the following
program offices and bureaus: the Bureau of Justice Assistance, the Bureau of Justice
Statistics, National Institute of Justice, Office of Juvenile Justice and Delinquency
Prevention, and the Office of Victims of Crime. Points of view or opinions in this doc-
ument are those of the author and do not represent the official position or policies of
the United States Department of Justice or the International Association of Chiefs of
Police.

Every effort has been made by the IACP National Law Enforcement Policy Center staff
and advisory board to ensure that this model policy incorporates the most current
information and contemporary professional judgment on this issue. However, law
enforcement administrators should be cautioned that no “model” policy can meet all
the needs of any given law enforcement agency. Each law enforcement agency operates
in a unique environment of federal court rulings, state laws, local ordinances, regula-
tions, judicial and administrative decisions and collective bargaining agreements that
must be considered. In addition, the formulation of specific agency policies must take
into account local political and community perspectives and customs, prerogatives and
demands; often divergent law enforcement strategies and philosophies, and the impact
of varied agency resource capabilities, among other factors.



Appendix 5:  Vancouver Police Department’s Staffing Requests 2005-2009 
 

  Curr Auth Str. Total Requested for 5 Years 2005 Positions Requested 2006 Positions Requested 
  Sworn Civilian    Sworn Civilian Sworn Civilian Sworn Civilian

     Req Tot % inc Req Tot % inc Req Tot 
% 
inc         Req Tot % inc Req Tot

% 
inc Req Tot

% 
inc 

                                     
Operations (Patrol)                                 
District 1 112                    3 64 176 57% 0 3 0% 26 138 23% 0 3 0% 12 150 9% - - -
District 2                     149 1 72 221 48% 1 2 100% 10 159 7% 0 1 0% 20 179 13% - - -
District 3                     132 1 31 163 23% 0 1 0% 10 142 8% 0 1 0% 10 152 7% - - -
District 4                     116 6 46 162 40% 0 6 0% 2 118 2% 0 6 0% 10 128 8% - - -
District 2 CET Manager                    2 0 0 2 0% 0 0 - 1 3 50% 1 1 - 0 3 0% - - -
Total Patrol 511                    11 213 724 42% 1 12 9% 49 560 10% 1 12 9% 52 612 9% - - -
Telephone Response Team                     9 0 0 9 0% 0 0 - 0 9 0% 0 0 - 0 9 0% - - -
Traffic Enforcement 61                    2 30 91 49% 0 2 0% 0 61 0% 1 3 50% 5 66 8% - - -
Collision Investigation Unit                     20 0 4 24 20% 1 1 - 0 20 0% 0 0 - 0 20 0% - - -
Neighbourhood Policing 39                    0 0 39 0% 0 0 - 0 39 0% 0 0 - 0 39 0% - - -
Mounted Squad 7                    0 0 7 0% 0 0 - 0 7 0% 0 0 - 0 7 0% - - -
Waterfront Team                    16 0 14 30 88% 0 0 - 0 16 0% 0 0 - 6 22 38% - - -
Scenes of Crime Officers                     13 0 4 17 31% 0 0 - 0 13 0% 0 0 - 0 13 0% - - -
Citizen Crime Watch 2                    0 1 3 50% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Block Watch 1                 0.5 1 2 100% 1 1.5 200% 0 1 0% 1 1.5 200% 0 1 0% - - -
Business Liaison                   1 0 1 2 100% 0 0 - 0 1 0% 0 0 - 0 1 0% - - -
School Liaison 16                    0 8 24 50% 0 0 - 0 16 0% 0 0 - 0 16 0% - - -
Emergency Response Teams                     48 1 8 56 17% 0 1 0% 0 48 0% 0 1 0% 2 50 4% - - -
Car 10 0                    0 1 1 - 0 0 - 0 0 - 0 0 - 1 1 - - -
Total (Operations) 744                     14.5 285 1029 38% 3 17.5 21% 49 793 7% 3 18 21% 66 859 8% - -

Total Number of Deputies 0 0 0 0   0 0 -                   
Total Number of Inspectors 16 0 2 18 13% 0 0 -                   
Total Number of Sergeants 66 0 10 76 15% 0 0 -                   

Total Number of Police Constables 660 0 273 933 41% 0 0 -                   
                                 

Investigation                                
Homicide 19 3        10 29 53% 4 7 133% 0 19 0% 4 7 133% 5 24 26% - - -
Unsolved Homicide                    2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Witness Protection                     2 0 0 2 0% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Robbery/Assault                  23 1 10 33 43% 4 5 400% 0 23 0% 4 5 400% 5 28 22% - - -
Sexual Offence Squad                  20 3 9 29 45% 4 7 133% 9 29 45% 4 7 133% 0 29 0% - - -
Polygraph Unit 3                   0 0 3 0% 0 0 - 0 3 0% 0 0 - 0 3 0% - - -
VICLAS 1                    0 0 1 0% 0 0 - 0 1 0% 0 0 - 0 1 0% - - -



  Curr Auth Str. Total Requested for 5 Years 2005 Positions Requested 2006 Positions Requested 
  Sworn Civilian Sworn Civilian Sworn Civilian Sworn Civilian 

     Req Tot % inc Req Tot % inc Req Tot 
% 
inc Req Tot % inc Req Tot 

% 
inc Req Tot 

% 
inc 

Sexual Predator Observation Team                     0 0 13 13 - 1 1 - 13 13 - 1 1 - 0 13 0% - - -
Domestic Viol/Crim Harrassment 7.5                 1 9 16.5 120% 1 2 100% 0 7.5 0% 1 2 100% 0 7.5 0% - - -
Financial Crime 18                 0 6 24 33% 3 3 - 5 23 28% 3 3 - 0 23 0% - - -
Computer Crime                    2 0 1 3 50% 0 0 - 1 3 50% 0 0 - 0 3 0% - - -
Drug Squad 32                  1 9 41 28% 1 2 100% 0 32 0% 1 2 100% 0 32 0% - - -
Gang Crime Squad**                  10 0 11 21 110% 0 0 - 0 10 0% 0 0 - 5 15 50% - - -
DISC Unit 2                   0 0 2 0% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Vice Unit                   9 1 4 13 44% 1 2 100% 0 9 0% 1 2 100% 0 9 0% - - -
Strike Force                    23 0 10 33 43% 0 0 - 10 33 43% 0 0 - 0 33 0% - - -
CISBC 1                    0 0 1 0% 0 0 - 0 1 0% 0 0 - 0 1 0% - - -
Criminal Intelligence Section**                    20 9 13 33 65% 3 12 33% 5 25 25% 3 12 33% 0 25 0% - - -
Forensic Indent Unit 19                   6 8 27 42% 0 6 0% 6 25 32% 0 6 0% 0 25 0% - - -
Forensic Video Unit                   1 1 0 1 0% 2 3 200% 0 1 0% 2 3 200% 0 1 0% - - -
Outlaw Motorcycle Gang Unit                   3 0 3 6 100% 0 0 - 0 3 0% 0 0 - 0 3 0% - - -
Gaming Unit 2                   0 3 5 150% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Missing Persons/Coroner Liaison 2.5                   1 2 4.5 80% 0 1 0% 0 2.5 0% 0 1 0% 0 2.5 0% - - -
Crime Stoppers 2                    0 0 2 0% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Warrant Unit 0                    0 5 5 - 1 1 - 0 0 - 1 1 - 0 0 - - - -
Property Crime Unit*                   14 1 18 32 129% 0 1 0% 0 14 0% 0 1 0% 4 18 29% - - -
Graffiti Unit 2                   0 0 2 0% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
General Investigations Unit*                    12 0 6 18 50% 1 1 - 0 12 0% 1 1 - 4 16 33% - - -
Crime Surveillance Unit 11                   0 10 21 91% 0 0 - 0 11 0% 0 0 - 5 16 45% - - -
Analysis Unit (including liquor/POP) 9 0 0 9                 0% 0 0 - 0 9 0% 0 0 - 0 9 0% - - -
Anti-Fencing Unit 12                  1 4 16 33% 2 3 200% 0 12 0% 2 3 200% 0 12 0% - - -
Stolen Auto Unit                   2 0 2 4 100% 0 0 - 0 2 0% 0 0 - 0 2 0% - - -
Victim Services Unit                 0 2 0 0   2 4 100% 0 0 - 2 4 100% 0 0 - - - -
Youth Services Unit                    19 0 0 19 0% 3 3 - 0 19 0% 3 3 - 0 19 0% - - -
Emergency Operational Planning 
Sec.** 8                 3 2 10 25% 5 8 167% 0 8 0% 5 8 167% 2 10 25% - - -
Total (Investigation) 313                    34 168 481 54% 38 72 112% 49 362 16% 38 72 112% 30 392 8% - - -

Total Number of Deputies 0 0 0 0   0 0 -                    
Total Number of Inspectors 9 0 0 9 0% 0 0 -                    
Total Number of Sergeants 32 0 11 43 34% 0 0 -                    

Total Number of Police Constables 272 0 155 427 57% 0 0 -                    
Total Number of Special 

Constables 0 5 0 0   0 5 0%                    
                                  

                     



  Curr Auth Str. Total Requested for 5 Years 2005 Positions Requested 2006 Positions Requested 
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% 
inc Req Tot % inc Req Tot 

% 
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Administration                                 
Chief Constable Office           2 2 0 2 0% 1 3 50% 0 2 0% 1 3 50% 0 2 0% - - -
Office of the Police Board 0 1 0 0 - 1 2 100% 0 0 - 1 2 100% 0 0 - - - - 
Office of the Deputy Chief Constable 5 4 0 5 0% 0 4 0% 0 5 0% 0 4 0% 0 5 0% - - - 
Internal Investigation Section 9                    1 0 9 0% 0 1 0% 0 9 0% 0 1 0% 0 9 0% - - -
Diversity Relations Unit 2                    1 0 2 0% 0 1 0% 0 2 0% 0 1 0% 0 2 0% - - -
Quality Assurance Unit                     1 0 0 1 0% 0 0 - 0 1 0% 0 0 - 0 1 0% - - -
Planning, Research and Audit                  5 3 2 7 40% 3 6 100% 0 5 0% 3 6 100% 1 6 20% - - -
Public Affairs/Marketing 2                   3 1 3 50% 1 4 33% 0 2 0% 1 4 33% 0 2 0% - - -
Facilities Section 0                    0 0 0 - 2 2 - 0 0 - 2 2 - 0 0 - - - -
Fleet 0                    11 0 0 - 1 12 9% 0 0 - 1 12 9% 0 0 - - - -
Property Office                     0 12 0 0 - 5 17 42% 0 0 - 5 17 42% 0 0 - - - -
Services Liaison Section (Jail) 5 0 4 9                 80% 0 0 - 0 5 0% 0 0 - 0 5 0% - - -
Human Resources 8                   7 2 10 25% 5 12 71% 0 8 0% 5 12 71% 2 10 25% - - -
Payroll 0                    7 0 0 - 4 11 57% 0 0 - 4 11 57% 0 0 - - - -
Recruiting/Training                     17 4 0 17 0% 1 5 25% 0 17 0% 1 5 25% 0 17 0% - - -
PRIME Trainer 1                  0 1 2 100% 0 0 - 1 2 #### 0 0 - 0 2 0% - - -
Force Options Training Unit 1 0 1 2 100%               0 0 - 0 1 0% 0 0 - 0 1 0% - - -
Communications Section 3                   2 3 6 100% 0 2 0% 0 3 0% 0 2 0% 0 3 0% - - -
Stores 0                   2 0 0 - 1 3 50% 0 0 - 1 3 50% 0 0 - - - -
Finance Section                     0 9 0 0 - 4 13 44% 0 0 - 4 13 44% 0 0 - - - -
Document Services                     7 2 0 7 0% 1 3 50% 0 7 0% 1 3 50% 0 7 0% - - -
BCAFIS 0                    5 0 0 - 0 5 0% 0 0 - 0 5 0% 0 0 - - - -
Information and Privacy Unit                     1 3 0 1 0% 1 4 33% 0 1 0% 1 4 33% 0 1 0% - - -
Public Service and Records                     0 20 0 0 - 0 20 0% 0 0 - 0 20 0% 0 0 - - - -
Information Management 0                    63 0 0 - 17 80 27% 0 0 - 17 80 27% 0 0 - - - -
Information Technology                     0 21 0 0 - 4 25 19% 0 0 - 4 25 19% 0 0 - - - -
Inspectors 0                    0 2 2 - 0 0 - 0 0 - 0 0 - 0 0 - - - -
Total (Administration) 69                    183 16 85 23% 52 235 28% 1 70 1% 52 235 28% 3 73 4% - - -

Chief 1 0 0 1 0% 0 0 -                    
Total Number of Deputies 4 0 0 4 0% 0 0 -                    

Total Number of Inspectors 8 0 2 10 25% 0 0 -                    
Total Number of Sergeants 27 0 3 30 11% 0 0 -                    

Total Number of Police Constables 29 0 11 40 38% 0 0 -                    
Total Number of Special 

Constables 0 0 0 0 - 0 0 -                    
Grand Total                     1126 231.5 469 1595 42% 93 325 40% 99 1225 9% 93 325 40% 99 ### 8% 30 355 9%
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Chief 1 0 0 1 0% 0 0 -                    
Total Number of Deputies 4 0 0 4 0% 0 0 -                    

Total Number of Inspectors 33 0 4 37 12% 0 0 -                    
Total Number of Sergeants 125 0 24 149 19% 0 0 -                    

Total Number of Police Constables 961 0 439 1400 46% 0 0 -                    
Total Number of Special 

Constables 0 0 2 2 - 0 0 -                    
                                  
                                  

NOTE:  underlined positions only 
relevant to current strength                                 

*  In the VPD Staffing Report these 
units were categorized under 
Operations in 2006 whereas they 
were previously categorized under 
Investigations                                 

*  In the VPD Staffing Report these 
units were categorized under 
Operations Support in 2006 whereas 
they were previously categorized 
under Investigations                               
                                          

 
 

 
 



Levels of Demand - Number of Incidents & Time Distribution by Districts & Months of 2004
(Over 24-hour period, by months of the year and priority of calls)

District 2, Year 2004
Calls of Any Priority Level

Initial time of
Request for Service Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Hourly totals

00:00-00:59 165 216 154 157 162 174 215 280 282 290 263 204 2,562               
01:00-01:59 187 173 161 169 173 179 216 274 243 278 232 180 2,465               
02:00-02:59 160 141 130 113 164 181 194 227 191 251 179 179 2,110               
03:00-03:59 110 109 118 102 127 120 174 192 199 170 151 120 1,692               
04:00-04:59 81 88 77 90 73 90 80 118 122 105 110 103 1,137               
05:00-05:59 64 67 67 81 51 77 72 113 116 102 97 76 983                  
06:00-06:59 80 95 69 75 72 70 82 115 138 125 125 76 1,122               
07:00-07:59 112 71 128 129 108 119 105 161 181 163 144 98 1,519               
08:00-08:59 130 136 137 153 152 149 126 174 244 256 253 155 2,065               
09:00-09:59 135 166 176 162 164 198 184 270 309 251 298 202 2,515               
10:00-10:59 138 152 184 176 173 211 197 283 324 304 287 206 2,635               
11:00-11:59 195 170 184 188 182 201 194 261 323 311 270 213 2,692               
12:00-12:59 185 148 205 201 197 205 186 279 317 284 290 208 2,705               
13:00-13:59 178 201 201 218 190 187 233 286 338 324 328 226 2,910               
14:00-14:59 193 167 247 227 231 251 207 289 321 319 300 220 2,972               
15:00-15:59 203 205 221 234 206 249 242 342 343 315 277 236 3,073               
16:00-16:59 205 227 211 194 220 216 243 322 335 313 327 215 3,028               
17:00-17:59 180 182 190 217 232 236 222 292 285 302 275 198 2,811               
18:00-18:59 169 171 191 192 207 233 229 304 353 260 286 203 2,798               
19:00-19:59 174 176 184 193 200 194 202 352 348 300 309 198 2,830               
20:00-20:59 157 177 182 164 175 212 211 314 334 313 269 175 2,683               
21:00-21:59 164 183 160 187 182 237 220 313 295 321 271 205 2,738               
22:00-22:59 197 203 220 222 184 219 251 316 288 337 292 224 2,953               
23:00-23:59 174 192 191 187 189 242 273 315 293 305 269 185 2,815               

Monthly totals 3,736        3,816        3,988        4,031        4,014        4,450        4,558        6,192        6,522        6,299        5,902        4,305        57,813            

District 2, Year 2004
Priority 1 calls only

Initial time of
Request for Service Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Hourly totals

00:00-00:59              17              26              22              28              16              20              24              36              21              15              11              13 249                  
01:00-01:59              17              19              30              34              27              22              17              20              21              23              19              11 260                  
02:00-02:59              23              16              20              17              24              15              21              23              15              25              18              28 245                  
03:00-03:59              14              13              13              18              20              20              27              22              12              16              12              18 205                  
04:00-04:59              13              10              19              13              17              13                8              17              12              12              14              13 161                  
05:00-05:59              13                7              12              17              11                9              13              13                9              13                8                5 130                  
06:00-06:59                7              12              15                9              11              10                7                8              16                9              12                6 122                  
07:00-07:59                5                2                8                9                8                6                6                5                9                9                4                7 78                    
08:00-08:59                6              13                8              10                8                4                8                5              15                9              16              14 116                  
09:00-09:59                7              16                9              17                7              16                9              12              14                9                9              15 140                  
10:00-10:59                8              10              11              13              10              16              14              11              26              17              14              14 164                  
11:00-11:59              14              12              15              11              17              12              10              16              18              14              17              19 175                  
12:00-12:59              13              11              22              19              10              19              20              13              23              15              17              14 196                  
13:00-13:59              15              11              16              17              19              14              29              15              23              17              19              22 217                  
14:00-14:59              16                7              10              13              26              22              17              26              16              11              18              20 202                  
15:00-15:59              20              12              17              13              26              12              25              21              25              19              10              17 217                  
16:00-16:59              11              14              20              10              26              17              21              21              19              14              20              14 207                  
17:00-17:59              15              26              16              22              23              27              21              21              19              23              14                9 236                  
18:00-18:59              14              17              25              13              14              22              31              18              18              16              14              16 218                  
19:00-19:59              13              25              22              17              18              15              20              22              25              25              16              11 229                  
20:00-20:59              18              14              15              16              17              19              22              16              24              25              10                5 201                  
21:00-21:59              18              14              14              23              11              17              19              22              20              14              14              11 197                  
22:00-22:59              23              25              28              26              16              19              29              24              24              29              22              26 291                  
23:00-23:59              20              31              22              21              24              24              32              22              19              16              19              13 263                  

Monthly totals 340           363           409           406           406           390           450           429           443           395           347           341           4,719             

District 2, Year 2004
Priority 2 calls only

Initial time of
Request for Service Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Hourly totals

00:00-00:59 116 143 98 90 96 110 137 126 116 120 101 102 1,355               
01:00-01:59 147 121 99 97 105 123 140 127 114 122 108 97 1,400               
02:00-02:59 107 93 87 77 104 128 127 115 80 101 75 92 1,186               
03:00-03:59 76 76 83 59 79 77 113 95 85 75 61 54 933                  
04:00-04:59 46 57 45 54 42 53 48 52 43 38 37 52 567                  
05:00-05:59 41 41 41 45 32 47 45 50 44 34 40 44 504                  
06:00-06:59 47 51 32 44 42 41 56 42 41 55 38 29 518                  
07:00-07:59 57 40 70 63 60 52 67 61 52 49 53 45 669                  
08:00-08:59 87 65 86 72 86 85 65 71 75 76 77 61 906                  
09:00-09:59 79 81 92 86 96 101 86 90 95 77 83 76 1,042               
10:00-10:59 71 85 96 98 91 108 104 103 83 84 80 80 1,083               
11:00-11:59 109 100 109 99 95 108 111 98 87 97 95 94 1,202               
12:00-12:59 91 88 101 86 96 118 90 103 100 81 93 76 1,123               
13:00-13:59 102 92 100 117 105 95 113 110 108 107 96 95 1,240               
14:00-14:59 107 90 120 135 130 129 103 126 111 118 92 92 1,353               
15:00-15:59 109 113 126 140 115 141 116 138 114 116 95 97 1,420               
16:00-16:59 117 117 120 105 117 113 134 133 101 116 101 98 1,372               
17:00-17:59 103 94 101 107 116 140 107 125 86 113 104 106 1,302               
18:00-18:59 107 105 106 106 124 138 122 115 109 92 111 83 1,318               
19:00-19:59 107 96 110 109 122 117 112 141 105 98 116 98 1,331               
20:00-20:59 100 106 111 103 101 134 111 116 90 109 104 96 1,281               
21:00-21:59 98 119 102 104 108 138 120 123 109 128 113 97 1,359               
22:00-22:59 130 129 133 124 123 145 139 125 113 127 100 105 1,493               
23:00-23:59 123 106 113 113 108 143 152 136 105 114 93 87 1,393               

Monthly totals 2,277        2,208        2,281        2,233        2,293        2,584        2,518        2,521        2,166        2,247        2,066        1,956        27,350            

District 2, Year 2004
Priority 3 calls only

Initial time of
Request for Service Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Hourly totals

00:00-00:59              32              47              34              38              50              44              54            118            145            155            151              89 957                  
01:00-01:59              23              33              32              38              41              34              59            127            108            133            105              72 805                  
02:00-02:59              30              32              23              19              36              38              46              89              96            125              86              59 679                  
03:00-03:59              20              20              22              25              28              23              34              75            102              79              78              48 554                  
04:00-04:59              22              21              13              23              14              24              24              49              67              55              59              38 409                  
05:00-05:59              10              19              14              19                8              21              14              50              63              55              49              27 349                  
06:00-06:59              26              32              21              22              19              19              19              65              81              61              75              41 481                  
07:00-07:59              50              29              50              57              40              61              32              95            120            105              87              46 772                  
08:00-08:59              37              58              43              71              58              60              53              98            154            171            160              80 1,043               
09:00-09:59              49              69              75              59              61              81              89            168            200            165            206            111 1,333               
10:00-10:59              59              57              76              65              72              87              79            169            215            203            193            112 1,387               
11:00-11:59              72              58              60              78              70              81              73            147            218            200            158            100 1,315               
12:00-12:59              81              49              81              96              91              68              76            163            194            188            180            118 1,385               
13:00-13:59              61              98              83              84              66              78              91            161            207            200            213            109 1,451               
14:00-14:59              70              70            117              79              75            100              87            137            194            190            190            108 1,417               
15:00-15:59              74              80              78              81              65              96            101            183            204            180            172            122 1,436               
16:00-16:59              77              96              71              79              77              86              88            168            215            183            206            103 1,449               
17:00-17:59              62              62              71              88              93              69              94            146            180            166            157              83 1,271               
18:00-18:59              48              49              60              73              69              73              76            171            226            152            161            104 1,262               
19:00-19:59              54              55              52              67              60              62              70            189            218            177            177              89 1,270               
20:00-20:59              39              57              56              45              57              59              78            182            220            179            155              74 1,201               
21:00-21:59              48              50              44              60              63              82              81            168            166            179            144              97 1,182               
22:00-22:59              44              49              59              72              45              55              83            167            151            181            170              93 1,169               
23:00-23:59              31              55              56              53              57              75              89            157            169            175            157              85 1,159               

Monthly totals 1,119        1,245        1,291        1,391        1,315        1,476        1,590        3,242        3,913        3,657        3,489        2,008        25,736            
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District 2 Priority 2 Calls in 2004
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District 2 Priority 3 Calls in 2004
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