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To achieve this mission police services conduct a variety of activities and deliver a range 

of services to the public; these activities can be grouped into six functions of policing. 

These six functions are grouped and labeled differently across different police agencies, 

regions and countries but the types of activities are consistent. 

Police services world-wide all have a similar mission: To 
protect the public from harm 

Intelligence 
(Law Enforcement) 

The brain supporting 
other processes – 

collects and analyzes 
information to help 
achieve policing 

outcomes 

Investigations 
(Law Enforcement/ 

Emergency Response 
Mgmt.) 

Covers reactive activity 
related to events. Always 
the largest investment in 

any police service. 

Community Problem 
Solving  

(Crime Prevention) 

Community-based teams 
focused on citizen issues 

and priorities, for local 
neighborhood.  

Diversion 
(Law Enforcement) 

Management and supervision 
of offenders, and those at risk 
of becoming offenders, with 
intention to divert away from 

crime. Often smallest 
investment.  

Proactive Targeting 
(Law Enforcement/ Public 

Order Maintenance) 

Targeting of specific sources 
of crime for proactive 
intervention, including 

offenders, gangs, geographic 
boundaries, etc. 

Forensics 
(Law Enforcement) 

This is both a tool for 
investigations and a 
separate intelligence 

tool. 

Investigations 

• Communications Services 

• Primary Response Units 

(Divisions) 

• Detective Operations 

(Divisions) 

• Homicide, Sex Crimes, 

Hold-Up 

• Mounted, Marine, Dog 

• ETF 

• Courts 

Diversion 

• Provincial ROPE 

• Bail Compliance (Divisions) 

Community Problem Solving 

• Divisional Policing Support 

• MCIT 

• Crime Prevention  

• Community Response Units 

(Divisions) 

Proactive Targeting 

• Organized Crimes (Guns & 

Gangs, Drug Squad) 

• TAVIS 

• Financial Crimes Unit  

• Community Response 

Traffic 

• Traffic Services 

• Public Safety & Emergency 

Management 

• Parking Enforcement  

Forensics 

• Forensic Identification 

Services 

TPS Units by Type of Activity 

The Six 

Functions of 

Policing 

Intelligence 

• Collation, analysis and 

dissemination of information 

into intelligence. 

• Predominantly identifying 

core criminals, criminal 

networks, hot spot location, 

victimology – now 

developing through 

analytics to include 

predictive policing and risk 

assessment. 

Italics reference Core Police Services within Sec 4(2) of 

the Police Services Act 



Confidential Advice to the Chief 

  

5 

To achieve their mission, police services must deploy the 
right number of Officers 

Police services must allocate officers to deliver the six functions of policing depending on 

demand for the services.  As illustrated in the Police Staffing Framework below, demand is 

driven by three key factors: Socio-Economic Crime Factors, Strategic Direction of the Police 

Agency and the resulting Operational Load.  

Police Staffing Framework  

*Note: in many cases, Community Diversity has an inverse relationship with crime rates 
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Determining the ‘right’ number of officers requires 
interpretation of demand on the service 

Each of the three factors that drive demand impact the number of officers required to 

deliver the police service. The demand factors constantly change, and consequently the 

number of officers required within a police service will not remain static. 

Socio-Economic Crime Factors: 
• External factors that drive crime volumes & types. 

• Police services must respond to changing crime 

factors. For example, increased social deprivation 

may result in increases in crime volumes. 

• Changes to age and population will change crime 

patterns and frequency, which may lead police 

services to change their Strategic Direction and 

consequently their officer allocation decisions. 

Strategic Direction: 
• Police services define the Strategic Direction to 

reflect their priorities and deliver services to 

expectations (e.g., of the constituents, political/ 

bureaucracy, etc.) 

• Strategic direction impacts staffing levels and 

Officer allocation to activities. For example, a 

Police service may prioritize ‘Community Problem 

Solving’ (one of the six functions of policing’) to 

address a socio-economic issue as part of its 

strategic direction.  

• This shift in priorities may change the balance of 

reactive vs. proactive policing, which in turn, 

impacts the level of operational demand.  

Operational Load: 
• The volume, type and frequency of crime directly impacts the 

number of officers required. 

• This operational load primarily drives officer numbers for 

‘reactive’ policing. 

• Using an Activity-Based capacity planning approach or a 

CAD data driven approach to capacity planning, in isolation 

of other considerations is an example of resource planning to 

support a "reactive policing model". 



Confidential Advice to the Chief 

  

7 

The effective  use of officers is enabled by functions that 
drive ‘Operational Readiness’ 

Operational Readiness functions are 

often referred to as the  ‘back office’ and 

as a result, is not given the priority it 

deserves.  

 

Readiness is about having the right 

numbers with the right skills mix, properly 

equipped and available to meet the 

assessed operational demand in line with 

the strategic direction of the Service. 

 

Functions of a police service, such as HR, 

finance, payroll, etc., are critical to 

ensuring the correct state of readiness is 

maintained at all times to meet demand in 

an efficient and effective manner. For 

these to be effective, it is essential the 

Service, through accurate planning, 

articulates its operational asset needs 

(demand). In the military and industry 

context, these supply chains are vital and, 

in military terms, readiness directly 

impacts on likelihood of mission success.  

To deliver against strategic priorities, not only is the number of officers and civilians in a 

police service a key consideration, but so are their skills, availability, equipment and other 

resources needed to deliver policing effectively and efficiently.  
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1. Reviewed police officer staffing in 

the TPS to determine, in the 

current environment and at a given 

point in time, what is the number of 

police officers required to provide 

efficient and cost-effective policing 

services.  

2. Determined appropriate allocation 

by TPS Command Areas/Units – 

including identification of Command 

Areas/Units where current staffing 

levels are over/under the 

recommended levels. 

The scope of this project is to determine the number of 
police officers currently required by the TPS 

The TPS’ objective is to deliver policing services efficiently, effectively and economically, 

with a sustainable model for policing in the future. To support this objective the Strategic 

Analysis and Resource Requirements project: 
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A three-phased approach was undertaken to determine the ‘right’ number of officers and 

how the TPS should allocate its resources to deliver the six functions of policing.  An 

understanding of the socio-economic factors, strategic direction and operational load of the 

TPS were taken into account to build a customized staffing model. 

A three-phased approach determined the right number of 
officers to meet demand for the service 

1. Scope & Project Approach 2. Assess Current Staffing Approach 3. Capacity Staffing Approach  
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Phase 1: Scope and Project Approach 

    Key activities 

The project team worked under the oversight 

of the Chief’s Internal Organizational Review 

(CIOR) Team with direct support from the Staff 

Inspector and assigned Project Manager. The 

Chief, Command, Senior Management Team, 

TPS officers, and the Board were engaged 

throughout the process. 

The guiding principles of the Strategic Analysis 

and Resource Requirements Review were 

defined in collaboration with the TPS and are 

directly related to the two key questions posed 

as part of the scope for this project.  

The work plan laid out the key tasks, 

dependencies and pace of work required to 

answer the key questions asked of the team 

within the established timeframe. The 

timeframe for the Review was defined by the 

TPS to occur over a 13 week period.  

A list of key stakeholders was developed in 

conjunction with the TPS, along with data 

inputs for the analysis. For the purposes of this 

project, 2012 empirical data was leveraged. 

Description 

Develop a list of 

key stakeholders 

and data inputs 

Align on the project 

scope and guiding 

principles 

Identify 

Stakeholders and 

confirm the 

governance model 

Validate the project 

workplan & key 

milestones 



Confidential Advice to the Chief 

  

12 

The project provided a point in time snapshot of the 
number of officers required in the TPS 

The project scope was to determine the number of officers the TPS currently needs based 

on the organizational status quo. The Police Staffing Framework shown below was used to 

guide the process. 

To allow for 

scalability and 

flexibility to 

changing 

requirements, 

socio-economic 

and strategic 

factors were 

considered. 

Additionally, key 

factors that drive 

the capacity 

requirement are 

highlighted as 

configurable 

“levers” that may 

be adjusted over 

time.  

Project Scope is ‘Operational Load’ – 

determining the numbers of officers that 

the TPS currently requires. 



Confidential Advice to the Chief 

  

13 

An outcomes-based approach determined current staffing 
requirements for the TPS 

Assess 

Current TPS 

Demand 

Factor  

Model 

 
What factors are 

included in the 

model? 

Conduct 

Activity and 

Volume Based 

Analysis 

 
What is the work 

performed, and can 

it be performed 

more efficiently? 

 

Conduct TPS 

Resource 

Sizing and 

Allocation 

 
What is the optimal 

number of police 

officers required 

across Command 

Areas/Units? 

Aligned to TPS Vision, Mission, and Police Services Act 

Based on current organizational structure 

Build the 

Capacity 

Staffing Model 

 
What are the 

activities, tasks, 

detractors, 

procedures, etc. that 

need to be factored 

into the model?  

 

The outcomes-based approach was composed of four steps, governed by the TPS mission 

and underpinned by a key assumption. The key assumption is that the analysis provides an 

as-is snapshot in time* of the organization.  

*Empirical data from 2012 was used as a basis for this project. Officer deployment 

numbers were as of June 2013. 
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At the direction of the Chief, interviews were conducted with members of the Toronto Police 

Services Board to get feedback and input on the project. Some of the feedback provided 

below falls outside the scope this project but has been noted for future reference by the 

TPS. In addition, the earlier Organizational Review project identified opportunities for 

civilianization and trends in policing for the consideration of the TPS.  

• The report should consider the question of whether officers should be doing the job or whether other 

options, such as civilianization, special constables, etc.,  may be more appropriate.  

• Board members expressed an interest in understanding how other services are delivering policing 

services. In particular, the UK and US were cited as options to be considered, along with exploring 

new technology and other innovations (see Sections 5.0/6.0 for further details).  

• It will be important to examine both the risks and benefits of whether to staff an officer in a given 

position. 

• There is an opportunity for the TPS to examine its internal procedures that govern response protocols 

for more effective ways of responding to calls for services. 

• Board members want to understand the current allocation of officers and the jobs they are performing.  

• There is a need to establish a clear set of metrics to measure success against key strategic goals. 

• The impact of technology and trends in policing should also be considered when examining the “right 

number” of officers for the TPS (see Sections 5.0/6.0 for further details). 

Interviews with the Toronto Police Services Board  
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Phase 2: Review and Assess Current Demand Factor Model 

     Key Approach Steps 

Understand Current Approach – The team 

worked with the TPS to understand its current 

approach to staff deployment. 

Review Existing Demand Factor Model –  The 

team reviewed the existing Demand Factor Model 

(DFM) to understand the performance drivers, 

indicators and weightings currently applied to staff 

deployment for Divisional Policing. 

Understand Current Operational Load – The 

team reviewed a comprehensive set of 

documents, including the past TPS studies, 

Collective Agreements, TPS Polices and 

Procedures, Unit-specific polices, and annual 

crime statistics, to build a deep understanding of 

the time, effort and capacity implications for 

staffing. 

Detailed Data Analysis – Working with data 

supplied by the TPS, including from Intergraph 

Computer-aided Dispatch (I/CAD), Intelligence-

Led Policing (ILP), and Time Resource 

Management System (TRMS), the team 

performed detailed analysis to determine key 

factors and information to be incorporated into the 

activity based model. 

Description 

Review Existing 

Staffing Model, 

Factors & Service 

Levers 

Detailed Data 

Analysis 

Understand Current 

Operational Load at 

the TPS 

Understand Current 

Approach to 

Managing Demand 
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• Neighborhood's where the 

residents earn high incomes are 

situated along three axes: that of 

the shore of Lake Ontario toward 

the east, that of the Humber River 

in the west, and that of Yonge 

Street in the north. The 

neighborhood's where the 

average income of residents is 

lower are located between the 

wealthier areas, along the 

Canadian National railway 

towards the northeast and the 

northwest.1 

Managing Demand – Census income data illustrates 
changing Socio-Economic Crime Factors 

1 Crime and Justice Research Paper Series, “Neighbourhood Characteristics and the Distribution of Police-reported 

Crime in the City of Toronto”, by Mathieu Charron, Statistics Canada,  2009, page 7 

Census data analyzed by ‘neighborhood’ illustrates a growing income inequality. This 

socio-economic factor will impact the ‘Operational Load’ for the officers and 

consequently impact the number of Officers required by TPS. 
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• The population of Toronto is expected to grow slowly, to about 3.4 million people by 2036, an 

increase of approximately 19% from 2011.2  

• Toronto is reputed to be one of the safest metropolitan areas in North America; since 1991, the 

crime rate in the Toronto Census Metropolitan Area (CMA)* has been below that of the country 

as a whole.3 

– The rate has dropped by half since 1991, down from 9,330 to 4,461 incidents per 100,000 

population.  

– The crime rate in the Toronto CMA has remained below that of the other two most populous 

CMAs in the country:  Montréal and Vancouver. 

• Toronto’s police-reported crime rate is higher than that of the other major police services 

covering the Toronto CMA.  

– It has been noted for several other Canadian cities that the crime rate is higher near the 

centre of the City (Fitzgerald et al. 2004; Wallace et al. 2006; Kitchen 2006; Charron 2008; 

Savoie 2008a). However, given that many non-residents travel to Toronto to work or for 

leisure, the population used to calculate crime rates in Toronto may be underestimated, 

which has inflated the city’s crime rate. 

Managing Demand – Correlations between demographics  
and crime rates can drive potential future staffing 

2 Environmental Scan, Toronto Police Service, 2011, page 2 
3 Crime and Justice Research Paper Series, “Neighbourhood Characteristics and the Distribution of Police-reported 

Crime in the City of Toronto”, by Mathieu Charron, Statistics Canada,  2009, page 7 

*Note CMA includes areas outside 

of the City of Toronto  
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• At the TPS, investigations makes up approx. 60% 

of TPS resources, while intelligence makes up only 

4% of total resources.  

• Resources allocated to targeting and problem 

solving address the TPS strategic priorities, and 

together contribute to a proactive reduction in 

crime. 

• As the Service’s strategic priorities shift and evolve, 

so too will the allocation of resources, influenced by 

the drivers of crime and the policing activities 

required to respond or proactively manage crime. 

– For example, investment in intelligence gathering and 

analysis, as well as dedicated police teams, would be 

required to expand current intelligence-led policing 

activities. This would alter the balance and posture of 

the service by shifting assets from other areas. 

Managing Demand – Strategic Direction indicates a 
balanced, proactive policing model 

Forensics
1%

Diversion

1%
Intelligence

4%

Proactive 
Targeting

11%

Problem Solving

16%

Investigation
59% Support Services

8%

Six Functions of Policing and TPS

The TPS has made proactive policing a priority (investing 27% of its resources to Problem 

Solving and Targeting).  
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Managing Demand – Based on strategic direction, officers  
can be allocated to address specific priorities 

Within the TPS officers are tasked to 

execute against the Strategic Priorities 

during the course of their work. The 

chart aligns the current organization 

against these priorities.   

• 39% of police resources are 

dedicated to responding to calls for 

services which can align against 

multiple priorities 

• 20% are directly or indirectly focused 

on violence, organized crime and 

gangs 

• 9% of officers are dedicated to 

delivering inclusive policing services 

(e.g., the Community Response Unit) 
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• An examination of local crime rates 

(the relationship between the number 

of crimes and the population at a local 

level) shows that the rates of violent 

crime are higher near the downtown 

core and in the east and northwest 

areas of the City which correspond 

roughly to the neighbourhoods along 

the Canadian National railway and to 

the areas where residents earn the 

lowest individual incomes.  

• There are some hot spots within these 

areas that have higher rates. Some of 

these are Danforth, downtown east 

side and the intersections of Lawrence 

and Morningside, Jane and Finch, and 

Jane and Eglinton.4 

Managing Demand – Operational Load means that crime 
locations impact Officer allocation 

4 Crime and Justice Research Paper Series, “Neighbourhood Characteristics and the Distribution of Police-

reported Crime in the City of Toronto”, by Mathieu Charron, Statistics Canada,  2009, page 15 

Crimes reported to the police are not randomly distributed, but concentrated in certain 

areas of Toronto. Consequently, crime volumes, locations and types can be analyzed 

to determine the right number of officers to be allocated to certain divisions and units. 
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The TPS’ Demand Factor Model was developed in 2005 to structure the deployment of 

constables across its 17 Divisions.  

• The model includes 6 “demand factors” to determine the deployment of constables to the PRUs. It 

also uses these factors to group the Divisions into 3 Tiers. All Divisions within a given Tier are 

allocated the same baseline number of investigations constables. The DFM also provides Unit 

Commanders with an “autonomous” pool of resources to allocate within based on demand. 

• In addition, each Division is provided with a number of constables to be allocation to units within the 

Division at the discretion of the Unit Commander. 

• The model does not consider the deployment of officers beyond Divisional policing or above the rank 

of Constable. 

The TPS Demand Factor Model (DFM) deploys constables 
for reactive policing functions 

Calls for Service 

Service Priorities  

Performance Indicators 

Street Disorder Index 

Major Crime Indicators 

Population Demographics 

Six Demand Factors 

1. PRU Response Constables – 

deployment of constables by 

Division 

2. Divisional Investigations 

Constables – deployment of 

constables by ‘Tier’ 
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The six factors used in the model were determined by the TPS to be the most impactful 

factors that drive demand in each Division. 

1. Population and Demographics – determined to be directly or inversely correlated to rates of 

reported crime were the following: total population, population density, number of males 

between 25-34 years of age, single-parent families, rented dwellings and family income less 

than $40,000 or greater than $80,000 

2. Seven Major Crime Factors – murder, sexual assault, assault, robbery, break and enter, 

auto theft and theft-over (as chosen by the International Association of Chiefs of Police) 

3. Calls for Service – considers only calls for service (I/CAD data) across divisions 

4. Performance indicators – number of new occurrences (eCOPS) and number of arrests 

where accused is transported to the station 

5. Service Priorities – Ensuring Pedestrian and Traffic Safety, Addressing Community Safety 

Issues, Violence Against Women and People with Distinct Needs and Targeting Violence, 

Organized Crime and Gangs 

6. Street Disorder – as a result of public and police consultations regarding the perception of 

disorder included: fighting, prostitution, disorderly behaviour and others.  

Demand factors calculate the projected demand for 
policing services within each Division 

Source: “Staffing and Deployment Model”, Toronto Police Service, 2008 
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The Demand Factor Model places significant weight on calls for service and performance 

indicators to determine the allocation of police constables required by the 17 Divisions. 

• Six factors were assigned a “weight” between 7.79 and 35.60 percent relative to how much 

impact it has on each Division’s demand. The weightings were determined through an 

optimization process and/or anecdotally through interviews with stakeholders. 

Each of the demand factors is weighted relative to its 
impact on demand in each Division 

Demand Factors 2005  (%) 2008 (%) 

Calls for Service 35 40 

Street Disorder 10 15 

Service Priorities 10 10 

Demographics 20 10 

Major Crimes (per capita) 10 5 

Performance Indicators 15 20 

Source: “Staffing and Deployment Model”, Toronto Police Service, 2008 

Categories of 

service demands 

faced by all 

Divisions, made up 

of specific, 

measurable sub-

factors 

Assigned “weights” in 2005 

and updated in 2008 
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Divisions are compared to one another and divided into one of three “tiers’ based on 

demand. The tiers are used to determine the amount of constables (non-PRU) that should 

be allocated to each Division. 

Each Division was categorized into one of three tiers 
based on service demand 

Tier 3 Division (busiest) 

Tier 2 Division (middle) 

Tier 1 Division (smaller) 
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Based on the six demand factors and the grouping of the divisions into Tiers; the model 

determined the number of constables that should be allocated to each Division. 

   

The Demand Factor Model allocated constables to Divisions 
as a proportion of the number of available constables 

Division Tier PRU* Invest.* 
U/C 

Staffing* 

11 Division 2 115 15 43 

12 Division 2 113 15 44 

13 Division 1 71 10 33 

14 Division 3 113 20 54 

22 Division 2 99 15 42 

23 Division 1 86 10 38 

31 Division 2 87 15 42 

32 Division 2 104 15 42 

33 Division 1 78 10 33 

41 Division 3 114 20 46 

42 Division 2 98 15 43 

43 Division 3 121 20 52 

51 Division 3 115 20 56 

52 Division 3 96 20 45 

53 Division 1 77 10 35 

54 Division 2 90 15 43 

55 Division 1 94 10 38 

* Note these numbers are based on currently funded PCs (2005) 

• The model deploys constables 

based on the total number available 

for allocation. 

• The number of PRU constables are 

determined individually for each 

Division. 

• A baseline number of investigations 

constables are determined based on 

a Division’s Tier. 

• Each Unit Commander is also 

provided a “pool” of resources 

whom they may deploy across their 

Division to meet specific priorities 

and demand. This number is then 

reviewed by Command to determine 

the right number in line with 

approved strength. 



Confidential Advice to the Chief 

  

27 

Key Findings: The Demand Factor Model is an effective 
deployment model for reactive policing but is out of date 

Division 
PRU 

(DFM) 

PRU Actual 

Deployment* 

11 Division 115 98 

12 Division 113 97 

13 Division 71 72 

14 Division 113 123 

22 Division 99 105 

23 Division 86 100 

31 Division 87 119 

32 Division 104 108 

33 Division 78 90 

41 Division 114 118 

42 Division 98 117 

43 Division 121 140 

51 Division 115 119 

52 Division 96 103 

53 Division 77 88 

54 Division 90 91 

55 Division 94 86 

• The model allocates a proportion of constables to 
each Division based on the total number of 
available constables for Divisional policing.  

+ This is an effective, evidence-based way to 
deploy available constables. 

– This model does not illustrate how many 
constables are needed in each division, but 
instead distributes a percentage of the total 
available constables based on a Divisions’ need 
in relation to the need of other Divisions.  

• The model has not been updated with current 
socio-economic data or total available constables. 

– This means that the recommended number of 
constables per Division is not likely to reflect 
current demand. For example, because the 
DFM has not been updated, Divisions such as 
23 and 52 may be under-represented by the 
Demand Factor Model. 

– This also means the actual number of officers 
per Division is not the same as the number 
recommended by the DFM. 

* Actual deployment as of June 2013 
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Calls for Service 

Service Priorities  

Performance Indicators 

Street Disorder Index 

Major Crime Indicators 

Population Demographics 

Six Demand Factors 

Key Findings: The Demand Factor Model is multi-
dimensional 
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While the TPS Demand Factor Model does have limitations in that it is not activity-based, it 

is more comprehensive than many of the models used in other jurisdictions in that it 

considers  multiple dimensions to assess demand.  

 

1. Operational Load – The Model includes the 
number and type of calls for service in each 
Division as an assessment of demand 

 

2. Socio-Economic Factors – The Model 
assesses multiple socio-economic factors 
within the Divisions and uses this to 
determine likely volumes of calls for service 
and cases for investigation.  

 

3. Strategic Direction – The Model considers the 
strategic decisions made by the TPS and 
uses them as a framework by which the 
allocation of constables is completed. 
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To address the scope of the Strategic Analysis and Resource Requirements project, a Capacity 

Staffing Model was built to determine how many TPS officers are required and the allocation 

across Commands and Units. 

• In building the model, three main questions need to be answered:   

– What activities do officers perform? 

– How long do activities take? 

– How often do activities occur? 

• The outcomes will assist in assessing how much time is required for police officers to perform 

all of the current policing functions. The scope of this project did not include an assessment or 

recommendations as to the need for any given activity to be performed. 

• This approach assesses the actual work performed at the TPS, and translates the work 

performed into the required number of officers allocated across units.  

• The model considers several aspects of policing activities:  

– Reactive or Primary Response (responding to calls for service)  

– Volume-Driven activities (activities specifically linked to volume drivers such as number of 

cases) 

– Activity-driven (sum of all activities performed in a particular role/position) 

Approach to Building a Capacity Staffing Model 



Confidential Advice to the Chief 

  

31 

Police Services have used a variety of police staffing models, many of which relied on a 

“top-down” approach to staffing. These types of models focused on determining the number 

of officers based on available budget allocation. 

• A recent study5 suggested taking a workload-based approach, that also takes into account 

service-style and performance, will provide the most accurate valuation of the number of police 

officers required by a Police Service. 

• A similar approach by the TPS would provide the Service with an opportunity to quantify the 

activities performed by police officers that are not captured through traditional methods. By 

adjusting certain factors, implications on how officers spend their time and the balance 

between proactive and reactive/volume-driven policing become much more apparent.  

• Further, a model that has the capability to link socio-economic data, along with the staffing 

factors, will be a key tool in enabling the TPS to forecast future resource needs. 

• There is an opportunity for the TPS to develop a methodology for measuring the time and 

activities of officers at a more detailed level, which would allow for further refinement of the 

model. 

 

The Capacity Staffing Model uses several approaches to 
assessing staffing requirements 

5 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012 
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There are many approaches to staff planning and deployment that have been used by 

various police agencies and services, including per capita allocations, budget-driven 

models and demand for service. 

 

The chart on the following page provides a brief summary of the approaches used by police 

services aligned to the three factors of policing – Operational Load, Strategic Direction and 

Socio-economic Indicators – each of which have been used in varying degrees by a 

number of police staffing models (note: further detail on these approaches is provided in 

Section 6.0 Industry Practices). 

 

Considerations to determining resourcing levels 
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Few staffing models have considered all 
demand factors 

Staffing Factors (note: degree of 

consideration is not consistent across all 

models) 

IACP  Per 

Capita 

Min. 

Staffing 

Allocation 

Level 

Workload 

based 

VPD 

Study 

TPS 

Demand 

Factor 

Activity 

Based 

Response times (actual) x x x 

Number of calls for service x x x 

Time on calls for service x x x 

Number of officers attending each call for 

service (e.g., supervision standards) x x x x x 

Distribution of calls for service by hour of 

day, day of week, and month 

Nature/type of calls for service x x 

Actual workload x 

Shift-relief factor 

Performance objectives (i.e., standards for 

response times) x x 

Efficiency analysis 

Community expectations x 

Policing / Service philosophy  x x x x 

Socio-economic factors (e.g., population 

demographic and geographic trends) 
x x x 

*Note the Capacity Staffing Model provides the TPS with the option to link these factors to specific activities  
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Factor fully configured 

Factor available, TPS 

configurable  

No factor currently 

configured 
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The Capacity Staffing Model moves beyond deployment of officers to manage the demand 

for service with consideration to socio-economic factors, strategic direction, and operational 

load requirements. It also provides the TPS with the ability to effectively allocate those 

officers across the Service by Command and Unit.   

The Capacity Staffing Model focuses on the “demand” for 
service and calculates the required “supply” 
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     Key Approach Steps 

Phase 3  Approach to Staff Planning 

Determine Activities and Times – In order to 

build the model, the project team  had to 

understand the activities performed by the TPS. 

The detailed data analysis performed in Phase 2 

provided input to this, the results of which were 

reviewed and validated by the Chief, Command 

and Senior Management. 

Develop Capacity Staffing Model – The 

requirements of the model were identified and a 

target model was developed. Socio-economic 

factors and strategic priorities were identified 

and were linked to the model.  

Determine FTEs – Analysis was done to 

understand what makes up a police officer. This 

means understanding how many hours are 

available for an officer to work and removing 

detractors from the overall availability 

Finalize Capacity Staffing Model – Based on 

discussions with the TPS, a final staffing model 

was created based on the current state and 

demands for service. The final model was 

reviewed with the Chief and Command. 

Description 

Step 4: Finalize 

Capacity Staffing 

Model  

Step 2: Develop 

Capacity Staffing 

Model  

 

Step 1: Determine 

Activities and Times 

(Operational Load) 

Step 3: Determine 

FTEs by Command 

/ Units 
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This model assesses the actual work requirements at the TPS and determines how those 

requirements translate into the number of officers required within each unit.   
 

Step 2 is a key differences between the Capacity Staffing Model and the Demand Factor 

Model in that it considers all the positions/ranks across the Service,  

not only constables within Divisional Policing. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Capacity Staffing Model - Approach 

4. Develop Capacity Staffing Model 

• Determine required numbers of  

FTEs (by rank and role) 

• Recommend allocation of FTEs by  

Command and Unit 

• Finalize Activity-based Staffing  

Model to determine deployment of  

officers at the TPS 

1.  Identify Type, Volume and Frequency of Work: Conduct 

Data Analysis to baseline Operational  Load (I/CAD, surveys, etc.) 

2. Calculate Effort Required to Complete Work: Build Activity 

Lists for all ranks and roles to understand Operational Load across 

the TPS  

3. Understand Impact of other Demand Factors: Strategic 

Direction and Socio-economic Crime Factors 
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Step 1 – Data was compiled from across the TPS to identify 
the work performed by police officers 

Validating activities through 

meetings and focus groups 

• Divisional Policing Command (DPC): 

Job descriptions, input from Unit 

Commanders and a representative 

sample of all positions from six 

Divisions was used to create an 

activity-based survey for each 

rank/position within DPC. 

• Specialized Operations/Corporate 

Command: input from Unit 

Commanders and a representative 

sample from each role across all 

units was used to create an activity-

based survey for Units. 

• Surveys were sent to all police 

officers across the TPS (based on 

unit size/number of people within 

roles). Responses were aggregated 

to provide input into activity-based 

model. 

• To provide further context to data 

analysis and survey results, 

meetings were conducted with 

individual officers within units across 

Commands to walk through a “day-

in-the-life”.* 

• Focus groups were held with 

representative members from 

Divisional Policing and Specialized 

Operations to further clarify activities, 

times and volumes. 

 

 

• Data currently collected by the 

TPS was leveraged to build an 

initial list of activities performed 

by police officers, including: 

– I/CAD data (calls for service) – 

tracks responses to calls for 

service by Units.  

– eCOPS data provided crime 

volumes by types of incidents 

and arrests/charges. 

– ILP (Intelligence-led Policing), 

TRMS (Time Resource 

Management System), and other 

databases were examined for 

input to activities and volumes. 

– Unit-specific statistics provided 

case volumes, clearance rates, 

etc. 

 

 

 

Developed Unit-specific 

Surveys for Police Officers 
Initial Data Gathering and 

Analysis  

*see Appendix 8 for details 
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Empirical data from I/CAD provided insight into the  work performed during calls for service and 

tracks activities for the Primary Response Units (PRU) within Divisional Policing Command. 

Detailed empirical data on specific activities for other units – such as the Community Response 

Unit (CRU), Major Crimes Units (MCU) and Specialized Operations (e.g., Homicide, Sex Crimes, 

Marine) – is not currently tracked by the TPS. However, data on the number of incidents by crime 

type, number of  cases, percentage of arrests, and clearance rates were used to provide insight 

into the demands for these units. 

TRMS is configured to track hours reported by each officer but does not detail the activities 

(projects, cases, etc.) to which the officer was assigned. 

The mandate of the CRU is community-based/proactive policing.  Based on inputs from the 

community, crime management analysis and other intelligence, the activities of the CRU can vary 

by season, Division and shifting crime trends.  The ILP system tracks a portion of this activity but 

is not comprehensive nor consistently employed across Divisions. 

The activities of many of the units within the Specialized Operations Command, particularly those 

with specialized mandates and/or skills, can be considered “reactive”. For example, the 

Emergency Task Force (ETF) does not generate its own work but reacts to specific 

circumstances and needs of other units and/or incidents across the City.  As such, there is no 

“typical” day for many of these units and determining a complete list of activities required the 

input of subject matter expertise at the TPS. Where possible, volume of activity (e.g., number of 

incidents) was factored into the calculations. 

Step 1 – Available data was analyzed to provide an 
accurate prediction of resource requirements  
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Step 2 – For all identified positions, the effort to complete 
the work was calculated 

Out of scope: No police officers 

In scope: Police officers within unit 

For all identified positions across the Service, a list of activities was compiled. 
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A survey was sent out to the majority of police officer positions. For all police officer 

positions, the average time spent on each policing activity performed was calculated by 

compiling all responses (by rank and position). Based on the frequency of the activity, the 

average time spent annually on each activity was calculated for all positions. 

 

Step 2 – Activity lists for all ranks and roles across the TPS 

Activity Frequency Average Time Annually

Attending meetings to stay informed of Divisional activitiesWeekly 154.425

Supervising uniform members assigned to the CRU Weekly 428.475

Providing updates to the Unit Commander Weekly 126.69375

Proactively building and maintaining relationships with community groups and agenciesWeekly 326.25

Liaising with Divisional sub-units and other Service units and sub-unitsWeekly 93.525

Checking the CPLC Mailbox Weekly 29.3625

Reviewing and evaluating reports for quality and accuracy Weekly 81.5625

Supervising/administrating the Divisional Traffic Response UnitWeekly 35.34375

Responsibilities for the deployment of all Community Response functions based on ILPWeekly 78.3

Divisional facilitator of all Volunteer and Auxiliary MembersWeekly 37.51875

Contact for local politicians and Councillors Weekly 58.725

TAVIS and CAP coordinator Weekly 17.94375

Attending community meetings, talks, and CPTED audits Weekly 65.79375

Total 2099.11

Example: CRU - Staff Sergeant

Summary 

list of 

activities 

Position and Rank 

Average time 

per activity 

based on all 

responses 

Total workload 

(time) per year 

Frequency 

(measure of time) 
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Staffing factors are those elements or inputs to the Capacity Staffing Model that the TPS 

can adjust to change staffing levels across the Service.  

 

Activity lists, durations and frequencies are levers that can be adjusted to drive changes in 

the Capacity Staffing Model, providing the TPS with the ability to make strategic decisions 

about officer workload (e.g., officers should spend more time on one activity, therefore 

either increasing the number of officers or decreasing activities in another area). 

 

In addition, guidelines laid out in TPS policies and procedures and the Collective 

Agreements also influence the number of officers required. In this case, any changes to 

procedures (e.g., the requirement for supervisors to attend certain scenes) will have an 

impact on the number of officers required to respond to the demand for service. 

 

Officer availability refers to the actual hours a police officer is “available” to work.  This is 

calculated by subtracting officers’ vacation time, sick days, lunch hour, required training, 

etc. from the total number of working hours/days in a year. 

Step 3 – Determine Staffing Factors (Operational Load + 
Strategic Direction + Socio-economic) 
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Research has shown that correlations can be made between socio-economic factors and 

crime patterns. Changes in these factors will influence both the number of officers 

required to meet service demands, and also where those officers need to be deployed 

(i.e., more officers in one Division) 

• The existing Demand Factor Model at the TPS used several socio-economic factors to 

determine the allocation of front-line police constables. Analysis was completed by the TPS 

to determine the correlation to crime in the City of Toronto.  

• These factors are represented by various levers in the model that allows the TPS to predict 

staffing needs in the City. 

Step 3 – Socio-economic factors considered as part of the 
Staffing Model for the TPS 
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Staffing Factor Definition Source of Information Model Component 

List of 

Activities 

List of activities performed, by unit and by 

position 

Unit Commander Interviews, surveys 

and I/CAD data for reactive policing 
All Components 

Activity Times 
Representative times that reflect how long it 

takes to perform an activity on average 

Unit Commander Interviews, surveys 

and I/CAD data for reactive policing 
All Components 

Activity 

Frequency 
How often an activity occurs and when it occurs 

Unit Commander Interviews, surveys 

and I/CAD data for reactive policing 
All Components 

Response 

Time 
Response times, by call priority Command (2012 I/CAD data) 

Primary Response 

Policing 

Response 

Time Goal 

How often are TPS is expected to achieve 

response time targets (e.g., Respond to Priority 

1 calls within 10 minutes 85% of the time) 

Command 
Primary Response 

Policing 

Number of 

officers per 

shift 

Based on I/CAD, can adjust (round) numbers 

up or down to impact utilization  
I/CAD data 

Primary Response 

Policing 

Shift 

Schedules 
Compressed Work Week, 8 & 6, M-F Collective Agreement All Components 

Officer 

Availability 

Hours available to work in a year less 

detractors (sick leave, vacation, etc.) 

Collective Agreement and Historical 

Data 
All Components 

Overtime 
The amount of budgeted overtime an officer 

may work, by unit and by position 
Command / Finance 

Other Reactive 

Policing; Other 

Proactive Policing 

Step 3 – Finalize the list of staffing factors to be leveraged  
as part of the Capacity Staffing Model 

The following represents a list of factors or “levers” that can be adjusted in the Capacity Staffing Model to 

generate the number of officers required to meet demand. 
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Staffing Factor Definition Source of Information Model Component 

Number of Incidents 
Number of types (frequency) an incident occurs (based 

on 62 incidents)  
eCOPS 

Other Reactive 

Policing 

Number of Cases Number of cases / projects by one officer 
Surveys, Unit specific 

Statistical reports  

Other Reactive 

Policing 

Number of 

Community Events 
Number of community events attended by unit(s) 

Unit-specific Statistical 

reports  

Other Reactive 

Policing 

Hours by Case 

Steps 

Number of hours it takes one officer to complete a case 

(e.g., arson) 
TPS Survey data 

Other Reactive 

Policing 

Frequency of Steps 

by Case Type 

Percentage of time each step in a case type occurs 

(e.g., front-line support, arrest) 

TPS Survey data, interviews, 

eCOPS 

Other Reactive 

Policing 

Type of case 

investigated by unit 

Type of case / incident investigated or assigned to by 

unit (e.g., MCU, CIB, etc.) 
Divisional mandates  

Other Reactive 

Policing 

Time spent on 

investigative/ case 

activity 

Percentage of time an officer spends on case related 

activities (investigation, warrants, advice to front-line 

officers, etc.) 

Surveys 
Other Reactive 

Policing 

Time spent on non-

investigative activity 

Percentage of time an officer spends on non-case 

related activities (admin, proactive, court activities) 
Surveys 

Other Reactive 

Policing 

Number of officers 

assigned per case 
Number of officers assigned per case TPS Survey data, interviews 

Other Reactive 

Policing 

Socio-Economic 

Factors 
Socio-Economic Factors from Demand Factor Model Demand Factor Model All Components 

Step 3 – Finalize the list of staffing factors to be leveraged 
as part of the Capacity Staffing Model (continued)  
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To enable assessment of all police activities, the model comprises several components and 

uses multiple sources of data inputs to determine the total operational demand. 

Step 4 –  The Capacity Staffing Model is comprised of 
several components 

TPS Capacity Staffing Model 
Presents the total required number of officers across all the TPS units 

2. Other Reactive Policing 

Functions  

 

Concludes staffing requirement 

for 9 Special Operations units 

and the Divisional Investigative 

Policing functions based on: 

 

• I/CAD data, where relevant 

• CIPS and eCops for volume 

data, where relevant 

• Other unit-specific statistics 

• Responses received from 

surveys, measured against 

other data sources 

• Activity tracking 

documentation 

• Interviews and workshops to 

validate calculations 

• Queuing Theory (where 

applicable) 

3. Other Proactive Policing 

Functions 

 

Concludes staffing requirement 

for all other major proactive 

police work, based on: 

 

• Survey data to calculate the 

workload of officers 

• Activity tracking 

documentation 

• Analysis of data for each role, 

by rank to determine an 

average annual activity time 

• Interviews and workshops to 

validate calculations 

 

For smaller units, where the 

aggregation of mass data is not 

necessary, surveys have not 

been used.  

1. Primary Response 

Functions  

 

Concludes staffing requirement 

for the Primary Response Units 

based on: 

 

• I/CAD data – confirming 

service demand 

• Staffing factors of Response 

Times and Response Time 

Goals  

• Responses received from the 

surveys, measured against 

the I/CAD data  

• Utilization times 

• Queuing Theory 
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The Capacity Staffing Model takes a holistic look at the demands on the TPS, accounts for 

variations in demand and different proactive versus reactive pressures. 

Step 4 – Each component of the Capacity Staffing Model is 
customized to proactive and/or reactive policing 

1. Adjustable Levers   

• Staffing factors  

• Overtime allowance, by unit 

• Detractors list  

• Headcount data, allowing for actuals and established number 

of officers 

• Crime statistics and volume data, where applicable 

2. Customizable scenario analysis 

• Customizable activity lists 

• Time spent performing each activity 

• Time per case, where applicable 

3. Roll-up summary providing overview of detailed analysis 
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Detailed survey data analysis provides a foundational understanding of the time demands 

on each position. Depending on data availability, survey responses were then 

supplemented with other crime volume drivers. 

Step 4 – Survey data supplements each component 

Survey Methodology: 

• Customized surveys were developed with a sample of Divisions and Units to determine how officers 

spend their time on the job. Role-based surveys were developed in consultation with Command and 

Unit Commanders to give all officers the opportunity to provide input on how they spend their time.  

• Surveys were then distributed broadly across the Service, with a unique survey prepared for each 

position where there was a critical mass of officers (5 or more). 

• The results were then validated in additional workshops and focus groups with officers and Unit 

Commanders. This provided the baseline for the survey component of the overall staffing model. 

• Analysis was conducted to account for variations in police officers’ shift schedules, rank, and overtime 

allowance throughout the Service.  

• Officer availability was then applied by rank to determine actual available time per officer. 
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The reactive policing component of the model uses I/CAD data and applies Queuing 

Theory to determine the minimum number of officers required to meet demand for service 

 
Step 4.1 – Primary Response (PRU) Policing Component 

• Current workload analysis staffing used I/CAD data alone to understand how long activities 

take.  

• Applying Queuing Theory takes the activity data from I/CAD one step further; it allows for the 

incorporation of response times and response time goals, taking into account that calls are 

received randomly (i.e., non-sequentially).  

• This is beneficial because it not only takes into consideration the calls being served, but also 

accounts for future calls coming in. 
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• What it is: An Excel model that determines the number of constables required in each of the 

Divisional PRUs, based on demand for service (calls for service). 

• Inputs used: Based on I/CAD 2012 data – analysis of volume of calls, type of calls (priority 

levels), officer effort (time) to respond to calls. 

• How it works: Combines Queuing Theory with the inputs listed above to determine number of 

constables required to meet demand. Also enables adjustable staffing factors.  The detailed 

information is rolled-up into a summary table to provide the TPS with a “snapshot” of officer 

availability across each shift.  

 

Step 4.1 – The Primary Response Policing analysis 
determined demand based on calls for service  

Number of Constables 

per platoon 

Number of PRU 

Constables per Division 

Response Time – can be 

“Priority” (or target) or “Actual” 

Percentage of time the TPS is 

targeting to reach their targeted 

Response Time  
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Step 4.1 – The required number of officers by rank, per 
Division, was calculated 

The model calculates the minimum 

number of officers required to meet 

the response goals that are set. 

This is an example of the calculations and outputs for one division using the Primary 

Response Policing analysis. 

The number of officers must be the 

same for each shift due to the 5-platoon 

shift schedule. 

The availability of an officer is taken into 

account to understand the total officer 

requirement per platoon (e.g., for the 

CWW, currently 1.26 FTEs are required 

to perform the work of one officer) 

Reactive utilization is the 

percentage of time that an 

officer is activity responding to 

calls for service.  

The remaining percentage of time 

is the officers “proactive 

availability” to work on policing 

activities not related to calls for 

service. To ensure officers are 

able to meet their response goals, 

a reactive utilization rate of 100% 

is not advisable due to the 

fluctuation in calls over the course 

of a shift.  
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The Capacity Staffing Model provides the TPS with the flexibility to adapt the Primary 

Response component based on strategic decisions they take regarding how officers should 

be allocating their time.  

 

For example, if the TPS decides PRU Constables should have a different percentage of 

time allocated to proactive policing rather than reactive activities, the model gives the TPS 

the ability to adjust availability levels, thereby increasing or decreasing the number of 

officers available to answer calls for service within the desired Response Time and 

Response Time Goal.  

 

Step 4.1 – The TPS is able to adjust certain “levers” based 
on strategic direction for the PRU 

The User can input a number of 

officers per shift by either rounding 

up or down or aim for a specific 

balance in reactive/proactive 

officer availability. 

Based on strategic decisions 

made by the TPS, this number 

can be adjusted, thereby 

impacting the number of 

officers available to meet 

demand. 
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The “Other Reactive Policing Functions” component use a hybrid approach that combines 

available I/CAD data, crime statistics, and survey activity data to account for both volume 

demand and other effort required.  

 

 

Step 4.2 – “Other Policing Reactive Functions" Component 

Inputs 

 

• I/CAD data, where 

available (Marine, 

CARU, Traffic) 

 

• Unit-specific crime 

statistics (crime 

volume, type, etc.) 

 

• Validated Survey 

results 

Integrated  

Analysis 

 

• Analyze % 

non-case-

related 

activities to 

understand 

total effort 

required 

 

• Combine 

Survey results 

with case-

based analysis 

 

Reactive 

Analysis 

 

• Determine 

Activity-Based 

Standards Lists 

 

• Apply Queuing 

Theory where 

I/CAD data is 

robust  
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• What it is: A model component that determines the number of officers required in a reactive 

capacity, based on demand for the service (calls for service, volume crime data) and other 

activities that must be performed. 

 

 

 

 

• Inputs used: I/CAD 2012 data – analysis of volume of calls, type of calls (priority levels), 

officer effort (time) to respond to calls; eCOPS and CIPS data, where applicable; unit-specific 

crime stats (e.g., number of homicides, traffic collision statistics, events attended, etc.); survey 

responses by position 

• How it works: Combines either Queuing Theory analysis (where applicable) or 

volume/demand drivers with the inputs listed above to determine number of police officers 

required to meet demand. Also factors in time required for non-case-related activities. The 

detailed information is rolled-up into a summary table to provide the TPS with a “snapshot” of 

officers required by unit.  

 

Step 4.2 – Demand is based on calls for service and other 
activities performed by other reactive policing functions 

• Homicide 

• Sex Crimes 

• Traffic 

• Marine 

• Hold Up 

(Retail) 

• CARU • CIB – Detective and 

Detective Constable 

• MCU – Detective and  

Detective Constable 

• Family Services Unit – 

Detective and Detective 

Constable 

Units included: Divisional Detective roles included*: 

*Note that some roles within Divisional Detectives were not included in this component, including Divisional Warrant Officers, 

Fraud Investigators, Pawn, etc. These roles were included in the “Proactive Policing Component”. 
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Step 4.2 – The "Other Reactive Policing" component 
combines 3 different inputs to determine officers required 

Survey data is assessed to account 

for time spent on Admin, Proactive 

and Court Activities 

Activities are combined with volume 

data on crime type, to determine the 

annual time required for case work 

The time represents the average time for 

an average case. The frequency represent 

the percentage of time each step occurs  

3 

1 2 
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As with the other components of the model, a number of “levers” are incorporated to 

provide the TPS with the ability to shift certain factors based on decisions taken by the 

Service.  

Step 4.2 – The model allows the TPS to change certain  
factors based on strategic decisions made by the Service 

The TPS has the ability to make 

decisions regarding what 

percentage of cases make it 

through to what step in the 

investigative process, by type 

Each crime type has a number 

of steps that typically comprise 

the investigative process, which 

are adjusted by unit and by 

crime type 

Different crime types, or response 

types can be added or removed to 

reflect each unit’s mandate 

The amount of time spent on 

each step in the investigative 

process can be changed to 

reflect changes in technology or 

governance 
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• Homicide and Sex Crimes unit have been analysed from a demand-driven perspective, 

determining the number of officers required in a given team or unit according to the 

amount and type of work that they need to complete.  

• The activity-based analysis provides key data inputs to the demand-driven approach. It 

provides data points for: 

– The time it takes to complete work 

– The amount of work currently completed in a given timeframe 

– The amount of time available to complete work 

• To provide additional context on the volume and type of work completed, historical trends 

for the TPS Homicide and Sex Crimes units have been provided in Section 4.0 Findings, 

and commentary provided on the relevance of these trends to the number of officers 

required. 

 

4.2 Homicide and Sex Crimes are demand-driven units 
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• The demand driven approach is only used where the volume of work an officer completes is directly driven by 

the number of cases that require completion. 

• In the Homicide and Sex Crimes Units, case volume accounts for the majority of work undertaken. The table 

below indicates which roles have been included for analysis using the demand-driven approach, and which 

have not. 

 

 

 

 

 

 

 

 

• Homicide – Detective Constable – Officers are not part of the approved strength* for the Homicide Unit. 

They have been included in this analysis as they complete case-related work for Homicide investigations. 

• Divisional Detectives – Divisional investigative units provide additional support when required. The work 

completed by these officers is captured in the analysis for those units and is not included in the scope of this 

analysis. 

4.2 Scope for Demand-Driven Approach for Homicide and 
Sex Crimes Units 

Included in Analysis  Not Included in Analysis 

Homicide - Detective Sergeant Unit Commanders – Homicide and Sex Crimes Units 

Homicide - Detective Major Case Management - Detective Sergeant 

Homicide -  Detective Constable Major Case Management - Detective Constable 

Sexual Assault Squad - Detective Sergeant Major Case Management - Detective Sergeant 

Sexual Assault Squad - Detective Cold Case - Detective Sergeant 

Sexual Assault Squad - Detective Constable Behavioural Assessment Section – All sections and ranks 

Special Victims Section - Detective Sergeant Child and Youth Advocacy Centre – all ranks 

Special Victims Section - Detective 

Special Victims Section - Detective Constable 

Child Exploitation Section - Detective Sergeant 

Child Exploitation Section - Detective 

Child Exploitation Section -  Detective Constable 

*Note: Approved Strength is the number of police officers the TPS is approved to staff as per the 

Toronto Police Services Board   
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Current State Calculated Figures 

Number of Officers 

Assigned 

Avg. Number of 

Cases per Year, per 

Officer 

Total Cases Per 

Year (2012) 

Officers Per Case 

(2012) 

Inspector 2 -  -   - 

Detective Sergeant 13 7 54 1.7 

Detective 16 9 54 2.7 

Detective Constable 18 14 54 4.7 

• To calculate the number of officers required based on demand, it is necessary to understand 

how many officers work on each case.  

• Using the following formula, the number of officers that work on each case was determined: 

 

• The average amount of time it takes for an officer to complete a case and the amount of time 

an officer spends on non-case related work was used to calculated how many cases per year 

an officer has time to complete. 

• In Sex Crimes, some cases required 2 officers to be assigned to a case; however, because 

this was not defined by rank, it was not factored into this analysis . 

 

 

4.2 The number of officers per case was calculated for each 
unit and rank 

The average number of cases 

each officer worked on is 

calculated using total case load 

and the activity-based analysis. 

Current State Self-Reported Data 
Calculated 

Figures 

Number of 

Officers 

Assigned 

Avg. Number of 

Cases per Year, 

per Officer 

Avg. Number of 

Hours per Case 

Total Available 

Case-Related  

Hours per Year 

Adjusted Avg. 

Cases per 

Officer, per 

Year 

Inspector 2 - - - -  

Detective Sergeant 13 7 257 1158 4.51 

Detective 16 9 256 1383 5.40 

Detective Constable 18 14 157 1819 11.59 

Factoring in available hours, the 

number of cases an officer 

should be assigned per year, 

was calculated.  
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There are a number of data inputs that directly impact the number of officers required in the 

Homicide Unit and many of them are strategic decisions. 

– Number of Officers per Case: This number can be determined by the Chief, Command, Unit 

Commander or on a case-by-case basis.  

– Non-Case Related Work: The amount of time officers spend on work that is not directly related to 

a case impacts the number of cases an officer can work on per year. The time dedicated to non-

case related work can be adjusted. 

– Overtime: The percentage of budgeted overtime was discounted by a factor of 1.5, as overtime is 

paid out at 1.5 hours for every additional hour worked. This can be adjusted to impact the amount 

of time an officer has available to work on cases. 

– Time per Case: The calculations are based on the average amount of time officers reported that 

they spend on a case, per year. This impacts the number of cases that an officer can complete per 

year. 

 

4.2 The TPS has the option to adjust “levers” within the 
demand-driven component  

“Levers” that can be adjusted by 

the TPS based on strategic 

decisions 
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For all other policing functions that are not covered in the Reactive or Primary Response 

components, the validated survey data served as the foundation for analysis of officers 

required. 

 

 

Step 4.3 – Other Proactive Policing Functions Component 

Inputs 

 

• Validated Survey 

results 

• Validated “one off” 

position data from 

activity sheets 

• Other divisional 

activity tracking 

documentation 

 

 

Validation and 

Roll Up 

 

• Interviews 

and 

workshops to 

validate 

calculations 

• Comparison 

of actual and 

established 

headcount to 

model 

requirements 

Analysis 

 

• Analysis of 

data for each 

role, by rank 

to determine 

an average 

annual activity 

time 

• Application of 

shift schedule 

for each 

position 
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Step 4.3 – The demand for all other proactive policing 
functions is calculated based on activities performed 

• What it is: A component that determines the number of officers required at each rank and position 

for all police work that is not covered in the reactive or primary response components 

• Inputs used: Survey data to calculate the workload of officers, activity tracking documentation, 

analysis of data for each role  by rank to determine an average annual activity time, and focus 

groups/interviews to validate calculations 

• How it works: Analysis of the volume of work undertaken by the officers and the time it takes them 

to do the work (based on inputs listed above) to calculate the number officers required to meet 

demand. Also enables adjustable staffing factors. 

Calculates the total hours 

required to meet current 

demand by rank and position. 

Determines the total number of 

officers required to meet current 

demand. 
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• Each role/rank was rolled up by Division 

and/or Unit and Command to provide a 

recommendation of officers within each of 

these areas.  

• An activity list was compiled for 

most positions, by rank (where 

applicable) for all other policing 

functions across the TPS. 

• The average annual time was 

used in combination with officer 

availability to determine the 

number of required FTEs. 

Step 4.3 – The Proactive Component lists activities by rank, 
role and unit to determine the operational load 

Sample: CRU Constable 

Activity Frequency Average Time

Supporting target enforcement crime management and ILP Daily 0.25

Conducting proactive patrols (incl. identifying areas of high risk) Daily 1.00

Assisting PRU with radio calls Daily 2.00

Assisting with canvassing and scenes of crime maintenance Daily 2.00

Attending Community events and Maintaining ties with the community Weekly 4.00

Administrative activities (incl. bike and other maintenance) Daily 0.25

Liaising with security groups Weekly 1.00

Assisting BCU Warrant Office Youth & Family Services MCU and Street Crime Weekly 2.00

Internal team projects Weekly 2.00

Traffic campaigns Weekly 1.35

Arrests and crime scene management Weekly 4.00

Mandatory training Yearly 26.00

Attending demonstrations and parades Yearly 20.00

Case preparation Monthly 4.00

Managing prisoner debriefing Weekly 7.00

Managing Liquor enforcement Weekly 5.00

Responding to complaints Weekly 2.00

Liquor and bylaw enforcement Weekly 2.00

Cultivating informants; gathering and disseminating intelligence Monthly 10.00

Order management/asset management Weekly 8.00

Court attendance Monthly 8.00

Participating in community outreach programs (Youth initiatives) Weekly 2.00
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As with the other components of the Capacity Staffing Model, a number of “levers” are 

provided to allow the TPS to shift certain factors based on decisions taken by the Service.  

Step 4.3 – The component allows the TPS to change certain 
factors based on strategic decisions made by the Service 

The TPS has the ability to make 

decisions regarding what percentage 

of overtime it deems appropriate for 

any given role or unit.  

Changing the overtime allowance will 

either increase or decrease the 

number of required officers.  

The number of officers required is 

driven by the unique shift schedule 

for a particular role or unit.  This 

can be changed as decisions or 

collective agreements on shift 

schedules evolve over time. 
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The staffing model allows the TPS to adjust certain staffing factors based on changing 

socio-economic conditions and/or strategic decisions by the Service.   

Step 4.4 – The ability to adjust certain staffing factors is 
linked to components of the model 

Examples of possible 

“levers” available for 

the TPS to adjust 

based on changing 

socio-economic 

factors and strategic 

decisions by the 

Service.  

• Depending on the decisions taken, the total number of officers required in a particular role or 

Unit may shift up or down.  

• The TPS can also run a number of scenarios to determine the impact on demand of a given 

decision on the number of required officers in a particular role or unit. 
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The Capacity Staffing Model is fully customizable and adjustable by changing the staffing 

factors to come up with different results. This allows the TPS to run many types of  

scenarios to understand the impact a decision may have on the number of officers required 

prior to its implementation.  

The Model provides an understanding of the officer capacity requirements based on how 

the TPS is operating today. Any future organizational realignment, including an examination 

of the divisional structures, was not factored into the model. 

As mentioned above, the TPS will be able to run a number of different scenarios by  

adjusting the factors based on service priorities and strategy. For example: 

1. Increasing the amount of allowable overtime for officers. The model allows for the 

TPS to adjust the overtime allowance factor, at a Unit level, up or down to determine 

the impact on the overall number of officers required. 

2. Quicker or longer response times for responding to calls for service. The TPS 

could adjust the response time factor to determine the impact on the overall number of 

officers required. 

Step 4.4 – The Capacity Staffing Model gives the TPS the 
ability to run scenarios to determine staffing impacts 
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Primary Response Policing Model (for Primary Response, Marine, Highway Patrol and CARU) 

Based on a change in strategic direction, such as not requiring 2 officers per car, or no longer responding to a type 

of call for service, the TPS may choose to increase or decrease the corresponding lever, thereby increasing or 

decreasing the number of officers required for a particular event / incident.  

Step 4.4 – Each component of the Capacity Staffing Model 
has a number of adjustable levers to impact staffing levels 

Staffing Factor* Type of Staffing Impact  Level of Impact 
Model  

(Tab Reference) 

 

 
Response Times Impacts minimum number of officers Medium – High Response Time Calculations  

 

 
Response Time Goal Impacts minimum number of officers High Response Time Calculations  

 

 
Activity Times Impacts minimum number of officers Low – Medium Adjustment – Time per Event 

 

 
Activity Frequency Impacts minimum number of officers Low – Medium Adjustment – Frequency of Event 

 

 
Officer Availability Shifts Platoon Size Medium – High Officer Availability 

 

 

Standard Platoon 

Size 

Platoons are standardized to reflect  

a rotating 3-shift schedule 
Medium – High Officer Availability 

*See pages 44/45 for additional information on staffing factors 
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Other Reactive Policing Model (for 6 Special Ops Units and Divisional Detectives) 

Step 4.4 – Each component of the Capacity Staffing Model 
has a number of adjustable levers to impact staffing levels 

Staffing Factor* Type of Staffing Impact  Level of Impact 
Model  

(Tab Reference) 

 

 

Type of case 

investigated by unit 
Number of officers in a Unit High Div. Detective Positions 

 

 

Time spent on case 

related activity 
Number of officers required High Activity-Based Standards 

Time spent on 

investigative/case 

activity 

Number of officers required High  Activity-Based Standards 

 

 
Minimum Presence Number of officers required per event Medium – High Hours by Case  

 

 
Hours on case steps Number of officers required  Medium - High Volume Hours 

 

 

Frequency of Steps 

by Case Type 
Number of officers required  Medium - High Activity-Based Standards 

 

 

Number of Incidents / 

Cases / Events 
Minimum number of officers Medium [Unit] Volume 

 

 
Overtime Number of officers required Low  - Medium Officer Availability  

*See pages 44/45 for additional information on staffing factors 
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Other Proactive Policing Functions (for Divisions, Corporate Command, etc.) 

Step 4.4 – Each component of the Capacity Staffing Model 
has a number of adjustable levers to impact staffing levels 

Staffing Factor* Type of Staffing Impact  Level of Impact 
Model  

(Tab Reference) 

 

 
List of Activities Number of officers required High Summary CWW / 8&6 / Day 

 

 
Activity Times Number of officers required High Summary CWW / 8&6 / Day 

 

 
Shift Schedules Number of officers required Medium -High Officer Availability  

 

 
Officer Availability Number of officers required Medium – High Officer Availability  

 

 
Overtime Number of officers required Low  - Medium Officer Availability  

*See pages 44/45 for additional information on staffing factors 



Confidential Advice to the Chief 

  

70 

Step 4.4 – Examples of the “levers” available for the TPS to 
adjust in the various components of the model 

The frequency each step 

occurs and the time it takes 

to complete can be adjusted 

The number of times each 

crime / incident occurs is 

adjustable by Division 

The percentage of budgeted overtime  

per officer is also adjustable  

Activity Based Standard
Minimum Number 

of Officers Required

Accidental Overdose 2

Accidental Shooting 2

Arson 1

Assault 2

Attempted Suicide 2

Attempted Suicide in Custody 2

Bench Warrant Executed - No Fail to Appear 1

Bomb Scare No Bomb Found 2

Break & Enter 2

Child Abuse 2

Child in Need of Protection 1

The minimum number of officers 

required to attend an event / 

incident can also be changed 
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Three factors drive demand and impact the number of officers required to deliver police services. 

These demand factors constantly change, and consequently, the number of officers required within 

a police service will not remain static. 

Summary of Findings 

Key findings and considerations to assist the TPS in managing 

demand that are provided in the following section include: 

1. Operational Load: based on current demands for service, 

the workload for officers across the TPS was analyzed and 

the number of officers required to address these demands 

was calculated. 

2. Socio-economic Crime Factors: external factors, such as 

demographics and crime trends, impact resource planning 

and officer allocation decisions. 

3. Strategic Direction: TPS strategy, governance, 

organizational structure and performance objectives further 

impact resource planning and officer allocation decisions. 
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• The current approved strength for the TPS is 5,604 (this includes 8 Parking Enforcement 

positions). 

• The Capacity Staffing Model allows the TPS to make strategic decisions regarding resilience by 

adjusting certain “levers” in the model directed at managing risk. Resilience is defined as 

“having the capacity and capability to provide an appropriate and sustainable response to a 

range of demands within acceptable parameters of risk while optimizing quality of service and 

efficiency.”6 

• The positions of Community Response Traffic Sergeant and Crime Management Detective are 

being phased out across most Divisions, with the activities being redistributed to other 

positions. While these positions were assessed, the low number of officers is representative of 

the ongoing realignment of activities.  

• TAVIS (Toronto Anti-Violence Intervention Strategy) is a provincially-funded initiative that allows 

the TPS to place officers in at-risk neighbourhoods. A strategic decision was made by the TPS 

to abstract (or second) officers from Divisional Policing to staff TAVIS. As such, the number of 

TAVIS officers was calculated separately and was not added to the total number of resources 

for Divisional Policing Command (see page 89 for further details). 

• The Intelligence Unit provides confidential and covert services at the TPS. Due to the nature of 

this unit, activity analysis was not completed and the current approved strength of 130 officers 

was assumed to be correct.  

The current demand for service was examined for the 
officer roles across the TPS 

6 Testing the Police Workforce Resilience Hypothesis An application of labour economics to policing management, Priscillia Hunt, Barrie Irving, Luca 

Farnia, Prepared for the Workforce Programmes Unit of the National Policing Improvement Agency, page 2 
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The number of officers required for the TPS was calculated 
based on current demand for service (as of July 2013) 

Administrative 

Command  

Corporate 

Command  

Divisional 

Policing 

Command 

Specialized 

Operations 

Command 

SMT*  

Chief’s Office 

and Command  

Capacity Staffing Model 

5,781a 

Actual Deployment 

5,347** 

9 

5 

4.5 

231.5 

4140.5 

1391 

9 

5 

4 

188 

3952 

1189 

*Note: For the purposes of analysis, Staff Superintendents were counted separately from the approved strength of their Command 

** Actual Deployment was calculated as of June 2013. This number will fluctuate with attrition throughout the year, as will the allocation of officers against the approved strength. 

ª Findings regarding the number of officers required for TAVIS were not included in the total number of officers for the TPS. See page 90 for further details. 

Approved Strength 

5,604 

9 

5 

6 

242 

4079 

1263 
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• The approved strength for the Toronto Police Service is 5,604. The Service is currently 

operating at 5,347.* Based on detailed analysis of officers’ activities, volume data, officer 

caseload, and officer availability, this report finds the number of officers deployed at the TPS 

should be 5,781. 

• The findings include considerations for officer deployment based on current demand. 

– The number of officers in Homicide, Financial Crimes, Guns and Gangs, and Community 

Response Units should increase. This supports one of the current strategic priorities of the 

TPS which is a focus on guns, violence and organized crime. 

– Proactive units, such as the Drug Squad, have the ability to produce results in line with the 

number of resources allocated to them. The TPS can make strategic decisions as to how 

many officers should be dedicated to these units given the Service’s strategic priorities.  

• Any strategic decision by the TPS, such as the one that redeployed officers to Divisional 

Policing, could be simulated using the Capacity Staffing Model, to determine the impacts on 

resources  

• The findings also take into account current policies, such as collective bargaining agreements, 

but has not taken account of any civilianization recommendations previously accepted by the 

TPS as a result of the Organization Structure Review and other internal TPS initiatives. Should 

those recommendations be adopted, there will be a reduction in the number of police officers 

with a corresponding increase in civilian employees. 

The number of officers required is above the current 
approved strength with a redistribution of resources needed 

* Note that the actual deployment number shifts with attrition. The actual deployment was calculated as of June 2013.  



Confidential Advice to the Chief 

  

76 

• Currently, the TPS is addressing the shortfall in approved strength in several ways, including: 

– The reallocation of officers from other policing functions to fill gaps in prioritized units as 

required, while holding vacancies at home units during the abstraction. In some instances, 

this results in diverting resources from other policing operations, including community 

policing, to reactive, demand-led functions. 

– Overtime (paid, time in lieu, and unclaimed) 

– Combination and/or redistribution of some job-related activities across multiple positions 

• Resourcing challenges are a contributing factor to issues of fatigue and work/life balance 

reported by some officers. 

• The ability to dedicate policing resources to community-based problem solving is challenging 

due to the need to ensure sufficient numbers to cover calls for service. 

• The ability to respond to certain crime types and proactively manage activities to support 

Service Priorities are challenged by a shortfall of resources in certain units.  

• Some of the greatest variances between the approved strength and the findings were found in 

the specialized units. In many cases, officers in these units proactively generate their work and 

additional resources would likely result in an increase in the workload, rather than a 

redistribution. The TPS, by clearly defining the strategy and desired outcomes for these units, 

can directly influence the resources required to meet these targets.  

The gap between the findings and the current deployment 
accounts for some of the challenges faced by the TPS 
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Despite an increase in the approved strength, the TPS 
would not shift its position compared to similar sized cities 

Cities in North America and the UK with similar sized populations (greater than 1 million) were selected for 

comparison. At 2.7 million, Toronto has the 4th largest population amongst these cities, however, the TPS ranks 10th 

in the number of officers per capita against these same cities. It should be noted that per capita comparisons do not 

take into account differences in salaries, crime patterns or other socio-economic influences that may impact the 

number of officers needed to meet demands in a given geography. 
 

Current TPS position at 203 

Source: Statistics Canada , Police Resources in Canada 2012, page 23 

and Average of monthly figures for 2011, Accenture, 2013 

Officers Per Capita for NA Cities with Populations > 1M 
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An approved strength of 5,781 would shift Toronto’s per 
capita ratio of officers per 100,000 from 203 to 211 

Toronto ranks 5th in comparison to other Canadian cities in terms of the number of officers per 

capita. While the scope of services and geographic area policed may differ from that of the TPS, the 

cities selected were comparable in either population size and/or number of officers. For the 

purposes of this comparison, jurisdictions policed by the RCMP were not included.  

Source: Statistics Canada , Police Resources in Canada 2012 

Officers Per Capita for Canadian Cities with 

Populations of Comparable Size 

Current TPS position at 203 
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As discussed in Section 3.0, several inputs were used to determine the operational load of the TPS.  

Where available, empirical data was used to drive the workload of officers in certain units and positions. For 

example, I/CAD data was used for the Primary Response Constables, Marine Unit, Highway Patrol and 

Communications Alternative Response Unit. eCOPS data was used to determine crime volumes by crime type 

for the investigative units within Divisional Policing Command. 

Where volume data was not available, an activity-based analysis was used to detail time per activity, frequency 

and case volume.  A “Day-in-the-Life” analysis was used to provide further context. Additional validation was 

undertaken with officers in affected positions via focus groups, meetings with Unit Commanders and members of 

the Command team.   

In order to mange the risk to the TPS, standard rounding practices were used to round numbers to the nearest 

0.5. For example, if the number was 1.3, it was rounded up to 1.5 and if it was 1.2, it was rounded down to 1. 

This allows the TPS to make the decision as to whether tasks and responsibilities of a certain function/position 

can be redistributed or if an additional FTE is required.  

In addition, overtime and time in lieu were taken into account when calculating officer availability. Overtime and 

time in lieu is earned at a rate of 1.5 hours for each hour worked. The time officers worked to earn one hour of 

lieu time was factored into the detectors on an officers’ availability. In addition, the budgeted overtime 

percentage was calculated to allocate additional availability based on a 1:1.5 ratio (see Appendix 7 for further 

details). 

Operational Load  
Summary of Approach and Findings 
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Across the Service, there are a number of positions that are wholly or partly funded by external sources. These 

include positions in Intelligence, Organized Crime Enforcement, TAVIS, Sex Crimes, Provincial ROPE, School 

Resource Officers and the Drug Squad. These positions were accounted for as part of the Capacity Staffing 

Model. In addition, officers currently seconded to special projects, such as the CIOR or IRIS were included as 

part of the Central Field Command. 

Less than one percent of officers are unavailable for active service, due to a variety of circumstances, such as 

long-term sick leave, serving in Afghanistan, or serving as a member of the TPA. These officers were not 

accounted for as part of the analysis as these individuals do not have an assigned position within the Service.  

Detailed breakdowns for each Command can be found in Appendix 1 of this document.  

 

Operational Load  
Summary of Approach and Findings 
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Using I/CAD data, crime volumes, interviews, surveys, and validation workshops; the total current 

demand on the TPS was calculated to determine the “Operational Load”.  Officer availability was 

considered to determine the number of police officers required to service current demand.  

“Operational Load” was determined by the sum of 
activities performed and the volume of crime 
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Compared to current approved strength, this represents an increase of 177 officers.  

• The TPS’ current deployment is 5,347 and certain functions are experiencing increased pressures. In particular, 

proactive policing activities, such as community response, are being diverted to other front-line priorities.  

• Investigative units report growing rates of unclaimed overtime (with growing administrative workloads, such as for 

disclosures). In addition, the ability to dedicate time to unsolved cases is limited.  

Operational Load – Based on an analysis using the Capacity 
Staffing Model, the TPS required strength is 5,781 

Command Unit 

Capacity 

Staffing 

Model 

Approved 

Strength 

Variance from 

Approved 

Actual 

Deployed 

Variance from 

Actual 

Chief’s Office & 

Command 

SMT 4.5 5 -10.0% 5 -10.0% 

Chief’s Office  9.0 9 0.0% 9 0.0% 

Administrative 

Command 
Audit and Quality Assurance 4.5 6 -25.0% 4 12.5% 

Corporate 

Command 

Human Resources 45.0 57 -21.0% 35 28.5% 

Corporate Services  9.5 13 -26.9% 10 -5.0% 

Toronto Police College 97.0 95 2.1% 77 25.9% 

Professional Standards  71.0 68 4.4% 58 22.4% 

Corporate Communications 9.0 9 0.0% 8 12.5% 

Divisional 

Policing 

Command* 

Divisional Policing Command  16.5 25 -34.0% 16 3.1% 

Area Field Command & DPSU) 1942.0 1943 -0.1% 1888 3.2% 

Central Field Command 2182.5 2111 3.4% 2048 7.0% 

Specialized 

Operations 

Command 

Spec. Ops Command 5.0 9 -44.4% 5 0.0% 

Detective Services 682.5 594 14.9% 560 21.8% 

Operational Services 703.5 660 6.6% 624 12.7% 

Total 5781.0 5604 3.1% 5347 8.4% 

* The 81 officers dedicated to the TAVIS initiative were not included in the total number of officers for 

Divisional Policing or the TPS. 
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The TPS has made a strategic decision to focus resources on front-line policing activities, in 

some cases, abstracting officers from back-office functions.  

• This may account for the variance in deployment and findings for the Toronto Police College as 

officers are performing additional tasks to close the gaps for left by redeployment of resources 

Operational Load – Analysis indicates Corporate Command 
should be staffed with 10.5 fewer officers 

Pillar Unit 
Model 

Findings 

Approved 

Strength 

Variance from 

Approved 

Strength 

Actual 

Deployed 

Variance 

from 

Deployed 

Human Resources 

Unit Support (Executive Officer) 3.0 4 -25.0% 4 -25.0% 

Employment – Background 25.0 34 -26.4% 22 13.6% 

Employment – Recruiting 7.5 12 -37.5% 7 7.1% 

Occupational Health & Safety 2.5 2 25.0% 2 25.0% 

Staff Planning 7.0 6 16.6% 5 40.0% 

Toronto Police College 97.0 95 2.1% 77 25.9% 

Corporate Services  
Executive Officer 1.0 1 0.0% 1 0.0% 

Corporate Planning 8.5 12 -29.1% 9 -5.5% 

Professional 

Standards  

Command* 30.0 26 15.3% 24 25.0% 

Risk Management Unit 37.0 36 2.7% 34 8.8% 

Investigative Unit 4.0 4 0.0% 4 0.0% 

Corporate 

Communications 

Media Relations 0.0 1 -100.0% 0 - 

Crime Stoppers  5.0 5 0.0% 5 0.0% 

Social Media 4.0 4 0.0% 3 33.3% 

Total 231.5 242.0 -4.3% 197.0 17.5% 

* Includes Unit Commander, Executive Officer and Task Force  
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Operational Load – Corporate Command 

Observations 

• Many of the units within Corporate Command have seen their resources redeployed to front-line functions. In some 

cases, such as Human Resources, the TPS has used contract employees to assist in filling staffing gaps. The 

absence of a full cycle of recruiting classes has released some of the burden from officers at the College. However, 

officers indicate their ability to provide ongoing training across the Service related to changing case laws and other 

governance changes has been challenged.  

• The current approved strength for the Background Unit is 34 officers.  Currently, there are 19 officers (FTEs) in this 

Unit, 8 of whom are on accommodated duty.  The TPS is required to have some police officers in the Background 

Unit due to clearance levels for certain databases. These clearances are set by the RCMP.  The TPS has opted for 

the use of contractors (retired police officers) to provide additional resources to this unit.  

• Professional Standards is tasked with internal investigations and/or prosecution of police officers for issues of 

conduct and criminal challenges. The Office of the Independent Police Review Director (OIPRD) and the Province of 

Ontario have outlined mandatory timelines for investigations to be completed. In some cases, officers report difficulty 

in completing the investigations and required reports within standard working hours.   

• The Investigative Unit within Professional Standards investigates all complaints made against police officers. The 

Office of the Independent Police Review Director (OIPRD) reported that Toronto received 18.1 complaints per 100 

officers in 2012, third behind Hamilton and Ottawa, at 23.7 and 18.3 respectively.  

• The TPS has made a strategic decision to resource its internal Investigative Unit with officers. Investigators assigned 

to these units must be well-respected in the department, by union officials, and in the community; have good 

interpersonal skills; have significant patrol and supervisory experience; and be fair, objective, and honest.7 

Operational Load – In general, the workload for officers in 
Corporate Command appears to be manageable  

7 Building Trust Between the Police and the Citizens They Serve: An Internal Affairs Promising Practices Guide for Local Law Enforcement”, U.S. 

Department of Justice, Office of Community Oriented Policing Services, 2007, page 18. 
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Operational Load – Corporate Command 

Considerations for the TPS 

The Background Unit is operating well below their established number; however, the continued use of 

consultants and/or contractors will assist in managing demand 

• Currently there are seven retired police officers working as contractors within the Background Unit. While certain 

databases accessed to complete background checks require specific clearance levels, there may still be 

opportunities to expand the use of qualified contractors in this unit. 

• The TPS should also consider examining the process for completing background checks as there may be further 

opportunities to allocate some of the associated tasks to civilian resources.  

• Files may be reviewed up to three times and there may be opportunities to simplify the process. The Sergeant 

performs a quality check, followed by a review by the Staff Sergeant. For permanent hires, IT, Courts and 

Communications, and consultants – the Unit Commander conducts a third review. There may be efficiencies to be 

gained in examining this process, reducing the number of resources required to meet demand. 

The current workload of Professional Standards may be related to an unusual increase in public complaints 

and may not be reflective of ongoing demands. 

• The TPS may want to examine the source of activities within this unit prior to increasing staffing levels.  

• While some smaller police forces chose to use external agencies to conduct investigations, most larger police forces 

keep this capability in-house,8 therefore the decision by the TPS to allocate officers to this unit is aligned to industry 

practices.   

Operational Load – In general, the workload for officers in 
Corporate Command appears to be manageable  

8 Building Trust Between the Police and the Citizens They Serve: An Internal Affairs Promising Practices Guide for Local Law Enforcement”, U.S. 

Department of Justice, Office of Community Oriented Policing Services, 2007, page 18. 
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The number of officers for the Divisional Policing Command is not significantly changed,  but a shift in the  

distribution of the officers across Divisions is suggested.  

Operational Load – Based on analysis, Divisional Policing 
Command should be staffed with 4140.5 FTEs 

Field Command Division 
Model  

Findings 

Approved 

Strength 

Variance from 

Approved Strength 

Actual 

Deployed 
Variance 

Divisional Policing 

Command 
Area / Central Field Commands 16.5 25 -34.0% 16 3.13% 

Central Field 

11 Division 215.5 228 -5.5% 213 1.2% 

12 Division 223.5 224 -0.2% 219 2.1% 

13 Division 215.0 194 10.8% 193 11.4% 

14 Division 302.5 295 2.5% 281 7.7% 

51 Division 292.0 281 3.9% 272 7.4% 

52 Division 270.5 262 3.2% 258 4.8% 

53 Division 201.5 191 5.5% 186 8.3% 

54 Division 224.0 209 7.2% 206 8.7% 

55 Division 238.0 228 4.4% 220 8.2% 

Area Field 

22 Division 246.5 231 6.7% 227 8.6% 

23 Division 239.5 234 2.4% 248 -3.4% 

31 Division 254.5 264 -3.6% 259 -1.5% 

32 Division  244.0 238 2.5% 227 7.5% 

33 Division 181.0 183 -1.1% 180 0.6% 

41 Division 248.5 263 -5.5% 249 -0.2% 

42 Division 236.5 232 1.9% 228 3.7% 

43 Division 254.5 266 -4.3% 243 4.7% 

DPSU (excluding TAVIS) 36.5 31 17.7% 27 35.2% 

TAVIS* 81 - - 74 10.7% 

Total 4140.5 4079 1.5% 3952 4.8% 

* The 81 officers dedicated to the TAVIS initiative were not included in the total number of officers for 

Divisional Policing or the TPS. 
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Operational Load – Divisional Policing Command 

Observations 

Divisional Policing should be staffed with a total of 4140.5 officers 

• Officers are deployed across the 17 Divisions, Divisional Policing Support Unit (DPSU) and within DPC Command, 

representing approximately 72% of the Service.  

• As senior officers, Unit Commanders and 2ICs typically work beyond a standard eight-hour workday.  The available 

time for officers in these positions has been adjusted to reflect a 10-hour day, plus a 7.5% overtime factor (senior 

officers receive 15 days in time exchange for additional hours worked).  In addition, senior officers typically receive 

between 8-10 weeks of vacation per year, impacting the workload of other officers, such as Staff Sergeants, for 

significant portions of time throughout the year. 

• Based on feedback, PRU Sergeants indicated they spent between 12-20% of their time responding to and/or 

managing major incidents, and approximately 20% of their time on leadership related activities. The remaining 60% 

is largely administrative.  

• The Community Response Unit (CRU) is focused on proactive policing activities. The TPS has a pilot program – 

FOCUS – that aims to bring multiple agencies together to address community issues. This type of initiative would aid 

the CRU in the type of work they are called upon to address as police officers. 

• Intelligence-Led Policing (ILP) databases are used inconsistently across Divisions, limiting the TPS’ ability to 

effectively monitor the outcomes achieved by community-based officers.  

• The TPS allocates officers to approximately 48 community events across the City over the course of a year (e.g., 

Pride Festival, Taste of Danforth, etc.). Each of these events requires an average of 2 Staff Sergeants, 5 Sergeants 

and 39 Constables.  

Operational Load – Based on analysis, the TPS should 
consider deploying officers differently in Divisional Policing 
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Operational Load – Divisional Policing Command 

Observations (continued) 

• Homicide investigations require an abstraction of a large number of Divisional resources that can put pressure on a 

Division’s ability to meet ongoing demands for service. Between 2010-2012, the majority of Divisions experienced at 

least one Homicide, with  Divisions 12, 31, and 43 experiencing the highest volume. For each homicide investigation, 

between 2-4 PRU officers can be assigned for up to three days for scene containment alone. In addition to activities 

related to the preliminary investigation at the time of response, the CRU and PRU will be tasked with canvassing, 

locating witnesses and bringing them to the station where they are required to wait for Homicide detectives (for up to 

2-3 hours).  

Considerations for the TPS 

The TPS should examine the role of Unit Commander and 2IC to ensure assigned activities and expectations 

do not exceed current capacity. 

• While senior officers can expect to work a number of hours beyond a standard workday given their management and 

community commitments, it is incumbent on the TPS to ensure these individuals are not being asked to take on more 

work than they are able to complete within a reasonable period of time.  

The TPS should develop a standard system of monitoring and measuring the impacts and outcomes of its 

community-based policing programs.  

• By developing an effective method of tracking the outcomes related to activities performed by community officers, the 

TPS will be better equipped to make decisions on the number of officers required and where they should be 

deployed (see the following page for an example). Because community policing does not have a universally accepted 

definition,9 each Service measures outcomes in a variety of ways. For the TPS to understand community policing in 

Toronto, a decision on what “community policing” means and what outcomes will be measured should be developed.  

Operational Load – Based on analysis, the TPS should 
consider deploying officers differently in Divisional Policing 

9 Review of the Roots of Youth Violence, Community Policing Strategies, Ministry of Children and Youth Services, Government of Ontario, 2008 
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Operational Load – Divisional Policing Command (continued) 

Considerations for the TPS 

Expand current initiatives to develop multi-agency (HUB) programs aimed at victim assistance and crime 

prevention.  

• As per the ongoing CIOR review, the TPS should continue to expand current HUB programs that leverage the 

expertise of other social agencies, reducing the need for police officer involvement in certain situations and 

increasing the success of desired outcomes. 

• Other jurisdictions have implemented HUB programs, such as the Glasgow Community and Safety Services (GCSS) 

created by Scotland’s Glasgow City Council and Strathclyde Police. The GCSS is tasked with lead responsibility to 

respond to all aspects of antisocial behaviour with a vision of: 'working in partnership with other agencies and 

communities to create a safer, better, cleaner Glasgow, where equality and respect are paramount10 . These 

programs are in the early stages of implementation, but partners have committed to a 10-year plan to monitor 

outcomes in support of the vision. 

The number of officers allocated to special events should be part of a strategic discussion between the 

Service and the City. 

• The number of special events across the City during the year draw front-line resources away from the Divisions. 

Resources are typically drawn from the Community Response Units which impacts the Service’s ability to build 

community relationships on a consistent, ongoing basis.  

• As per the ongoing CIOR review, the TPS should explore alternative partnerships or methods of policing these 

events, including utilizing special constables and/or auxiliary officers.  

Operational Load – Based on analysis, the TPS should 
consider deploying officers differently in Divisional Policing 

10 “Single Outcome Agreement (SOA) 2013, Glasgow Community Planning Partnership, page 57 
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• TAVIS (Toronto Anti-Violence Intervention Strategy) is an intelligence-led, rapid response unit that directs 

officers to high-demand neighbourhoods across the City. It is a provincially-driven and funded initiative. The 

TAVIS Rapid Response Teams provide proactive policing aimed at reducing violent crime. The correlation 

between the impact TAVIS has on crime rates and the case load of officers is not clear today. However, 

should the Province end funding for this initiative, a decision should be taken by the TPS at this time as to the 

impact this would have on the number of officers required to meet demand and maintain current caseload 

and crime rates.  

• TAVIS officers are seconded from other areas across Divisional Policing Command. The TPS has opted to 

use the funding available for the TAVIS initiative to pay for callbacks (officers called back to duty on their off-

days) to backfill these positions. Because the funding has not been used to hire additional officers, resources 

allocated to TAVIS were not included in the overall findings for Divisional Policing Command, as per a 

discussion with the TPS Command.  

• The activity-based analysis indicated the TPS should have 81 officers (72 Constables, 9 Sergeants) 

dedicated to TAVIS, an increase of ~10%.  

• TAVIS provides support to all Divisions, determined by the volume and type of crime or by the request of a 

Division. For example, from December 24, 2012 to January 27, 2013, the TAVIS unit spent a total of 11019 

hours in Divisions, including 981 hours in 12 Division, 1200 hours in 51 Division and 1181 hours in 52 

Division (the Entertainment District). 

• During the Summer Safety Initiative in 2012, 320 officers were reassigned to communities most affected by 

increased levels of violence. In addition, the Neighbourhood TAVIS Initiative (NTI) was established to reduce 

violent crime, enhance the quality of life in neighbourhoods and empower communities. Sixty-four officers 

were re-assigned from the PRU within 12, 41 and 43 Division to focus on community engagement in two 

targeted neighbourhoods.  

Operational Load – The TAVIS unit directs resources to high-
demand neighbourhoods to reduce violent crime 
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This represents a 7% decrease against the current approved strength for PRU Constables, 

with the largest variance in 31, 23, and 41 Divisions. 

• The variance in these Divisions may be attributed to the presence of the TAVIS Rapid Response Teams, who 

provide additional presence in these high-risk neighbourhoods (see previous page).   

Operational Load - Based on 2012 I/CAD data, 1720 PRU  
Constables are required to meet target response times 

Field Command Division Model Findings 
Approved  

Strength 

Variance from 

Approved Strength 

Actual 

Deployed 

Variance from 

Deployed 

Central Field 

11 Division 95 112 -15.1% 98 -3.0% 

12 Division 95 111 -14.4% 97 -2.0% 

13 Division 80 85 -5.8% 72 11.1% 

14 Division 135 140 -3.5% 123 9.7% 

51 Division 120 138 -13.0% 119 0.8% 

52 Division 95 99 -4.0% 103 -7.7% 

53 Division 85 88 -3.4% 88 -3.4% 

54 Division 105 100 5.0% 91 15.3% 

55 Division 90 115 -21.7% 86 4.6% 

Area Field 

22 Division 105 109 -3.6% 105 0.0% 

23 Division 90 109 -17.4% 100 -10.0% 

31 Division 105 132 -20.4% 119 -11.7% 

32 Division  105 119 -11.7% 108 -2.7% 

33 Division 85 83 2.4% 90 -5.5% 

41 Division 95 116 -18.1% 118 -19.4% 

42 Division 105 110 -4.5% 117 -10.2% 

43 Division 130 131 -0.7% 140 -7.1% 

Total 1720 1897 -9.3% 1774 -3.0% 
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Operational Load – Primary Response Constables 

Observations 

• 2012 response times were used to represent the target response times for PRU Constables. The response time of 

approximately 16 minutes for Priority 1 calls is behind the industry standard, which is between 7 and 10 minutes.  

• PRU Constables are spending approximately 60 percent of their reactive available time responding to calls for service 

on average, throughout the course of a shift.  This percentage was applied in the queuing theory to determine the total 

number of officers required to respond to calls for service while maintaining current levels of proactive availability (40 

percent). 

• Officers typically have a higher percentage of proactive available time during the overnight shift when community 

engagement opportunities are lower.  

• The service rate is the number of events one officer can attend within a one hour period. In any given hour, the 

number of events can fluctuate up or down. Reactive utilization rates, currently at ~61%, assist the Service in 

managing variability in the service rate. If these rates are too high, then officers may not be available to respond at 

times when there is a peak in calls for service.  

Considerations for the TPS 

Based on findings, the total number of Primary Response Unit (PRU) Constables for Divisional Policing is 1720 

• Based on the analysis, the number and ratio of resources deployed to Divisions should be realigned to reflect current 

service demands. 

• For the TPS to maintain a focus on proactive policing, the PRU reactive utilization rate should not go above 61%. The 

number of FTEs is based on continuing current levels of proactive and reactive policing. However, if the reactive 

utilization rate moves above 61% there will not be enough available time for PRU Constables to dedicate time to 

proactive policing activities.  

• While proactive available time will vary with time of day and demand, the TPS should determine a consistent method 

for tracking proactive activities for front-line constables to determine if reactive utilization rates could be re-set to a 

different level. In addition, the TPS should consider deploying officers across Divisional boundaries to manage 

fluctuations in demand over the course of a day. 

Operational Load – 1720 PRU Constables should be 
deployed to respond to the demands for service 
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The number of Divisional Detectives would decrease by 4 officers from the current 

approved strength.  

• Activity times for 66 crime types were provided by the TPS as part of this analysis. The TPS should consider 

validating these times against case complexity to determine if staffing changes are warranted.   

• In some cases, the volume driven data was insufficient to produce meaningful results. An assumption was 

made that a “null” assignment under “ASSINGED_SUBUNIT” in the eCOPS system indicated a case being 

resolved by PRU/First Responders. However, 12 Division, for example, identified a significantly lower number 

of crime rates when compared to other units, thus an assumption was made that the Division is not accurately 

recording crimes assigned to CIB/MCU. In instances were the results were suspect, actual deployment 

numbers were used as the “default” in the following units: Criminal Investigation Bureau, 11 and 12 Divisions; 

and Family Services Unit, 41 and 12 Divisions). 

• Detective Sergeant and/or Staff Sergeant positions were not included in this analysis. Outcomes for these 

positions can be found in the Divisional Policing results. 

Operational Load – Volume-driven analysis shows slightly 
fewer Divisional Detectives are required to meet demands 

Division Unit 
Model 

Findings* 

Approved 

Strength 

Variance from 

Approved Strength 

Actual  

Deployed 
Variance 

Divisional 

Policing 

Command 

Criminal Investigation Bureau (CIB) 378 372 1.4% 347 8.7% 

Major Crime Unit (MCU) 218 233 -2.2% 211 3.3% 

Family Services Unit (FSU) 109 113 -3.9% 117 -7.2% 

• CIB is aligned to the Primary Response Unit to provide investigative services 24/7 resulting from calls for 

services, including shootings, sexual offences, etc.  

• MCU investigates major incidents, typically involving break and enter, robbery, drug, auto theft, etc. 

• FSU investigates crimes involving domestic violence or youth and includes the Domestic Violence Bureau, 

Youth Bureau, etc. 
*See Appendix 1 for a detailed breakdown by Division 
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Operational Load – Divisional Investigative Units (CIB, MCU, FSU) 

Observations 

• Divisional Detectives spend approximately 20-25% of their time assisting specialized units investigating major crime 

incidents, which decreases their available time for divisional investigations. 

• The Divisional Investigative resources were grouped together (i.e., all ranks were combined to provide a total number 

of officers for each of the investigative units) and volume drivers applied to time-based activities to generate the 

number of required resources. 

• Time spent on activities was provided by the TPS based on earlier analysis completed with Divisional Detectives.  

Data from eCOPS was extracted to determine volume drivers – types of crimes, frequency of events and number of 

arrests/charges.  Volume drivers and time to complete an event was calculated to provide the number of officers 

required to attend an event. Minimum mandatory supervisory considerations were also factored into the equation.  

• Time spent on administrative activities, such as disclosure, may be impacted as the TPS implements its new records 

management system. The Capacity Staffing Model will allow the TPS to account for and adjust to these changes. 

Considerations for the TPS 

The TPS should determine the criteria for investigating crime types at the Divisional level.  

• Developing and applying a set a criteria to guide the time and resources allocated to the investigation of various 

crime types would allow the TPS to better deploy resources. For example, the TPS may make a decision that officers 

will no longer investigate shoplifting. This would free up officer time to conduct other types of investigations.  

• In addition, because Divisions report and allocate crimes in different ways, the consistency of the data within the 

eCOPS system varies by Division. Establishing a process by which all events and/or occurrences are entered and 

allocated in the same way would allow the TPS to obtain a greater degree of accuracy in measuring crime volumes.  

Further, the TPS should explore other methods of crime reporting that would alleviate the need for 

investigators to spend time on administrative activities.   

• Allowing citizens’ to interact with the police online and at the time of their choosing leads to a sense of 

empowerment, further driving increased customer satisfaction.11 In addition, these methods can alleviate officers 

from having to respond to lower priority calls for service.  

Operational Load – The analysis represents a reallocation  
of Detectives across the 17 Divisions 

11“Preparing police services for the future: Six steps toward transformation”, Accenture, 2013,  page 11 
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Operational Load – Divisional Detectives are used to  
support homicide investigations 

The average number of homicides per year, per Division, is 3.3.  Detectives spend from 

20% to 25% of their time working on major investigations, ~10% of which is for homicides. 

• The number of Divisional detectives required to fulfill investigative demands will be impacted as the number of 

major investigations increase or decrease over time. Divisional Detectives spend, on average, ~10% of their 

time working on homicide cases.  

• While the overall size of the Homicide Unit is smaller when compared to other police services, it is noted that 

the practice of abstracting divisional detectives to support homicide investigations does, in part, supplement 

the size of this team. 
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Empirical data for many of the units in Specialized Operations was not widely available. 

The analysis for Specialized Operations relied heavily on subject matter expertise and self-reporting of activities 

by officers to determine workload. Where possible, case volumes were used to calculate the total number of 

officers required in a particular unit. Opportunities for the TPS to directly influence the number of officers should 

be linked to the strategic priorities and desired outcomes of the individual units. 

Operational Load – The analysis indicated an increase in 
officers for investigative units in Specialized Operations 

*excludes Detective Constables 

Pillar Unit Model Findings 
Approved 

Strength 

Variance from 

Approved Strength 

Actual 

Deployed 

Variance from 

Deployed 

Detective 

Services 

Homicide 55.5* 45 23.3% 37 50.0% 

Sex Crimes 69.5 59 17.8% 62 12.1% 

Financial Crimes 62.5 49 27.5% 43 45.3% 

Forensic Identification Services 61.0 56 8.9% 50 22.0% 

Guns and Gangs 87.0 83 4.8% 71 22.5% 

Drug Squad 121.0 105 15.2% 96 26.0% 

Hold-Up 60.5 48 26.0% 44 37.5% 

Provincial ROPE 22.5 19 18.4% 20 12.5% 

Intelligence Division 130.0 130 0.0% 135 -3.7% 

Operational 

Services 

Marine Unit 63.5 48 32.2% 47 35.1% 

Mounted Unit 41.0 42 -2.3% 48 -14.5% 

Police Dog Services 38.5 23 67.3% 26 48.0% 

Public Safety and Emergency 

Management 
22.0 

21 4.7% 
20 10.0% 

Emergency Task Force (ETF) 123.5 87 41.9% 81 52.4% 

Communications (CARU) 52.5 66 -20.4% 59 -11.0% 

Traffic Services 326.0 347 -6.0% 320 1.8% 

Court Services 19.0 18 5.5% 20 -5.0% 

Parking Enforcement 4.5 8 -43.7% 4 12.5% 

Total 1360 1254 8.4% 1183 14.9% 
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Operational Load – Homicide Unit 

Observations 

• Because homicide rates are not consistent, the utilization rates of Homicide officers will vary throughout the year. 

• Homicide Units must be resilient to the fact that the demand for service may vary based on the socio-economic 

factors within the community. Note, many Services find it prudent to plan for the average number homicides that 

have occurred over the last 8 years rather than planning based on highs or lows.  

• Due to the unpredictable nature of events, on-call time is viewed as particularly challenging for officers looking to 

achieve a work-life balance. Officers indicated that the stress associated with this practice was not sustainable in the 

longer-term, potentially leading to officer fatigue.  

• The TPS clearance rate for homicides was 62% in 2012. In comparison to other major cities this is low. There is a 

possible correlation between investment in specialist detective skills and clearance rates; this potential correlation 

requires additional analysis. For example, the London Metropolitan Police Service (MPS) has a high detection rate. 

When compared to the MPS, the number of homicide officers per case at the TPS is low. 

• The Major Case Management Unit is responsible for ensuring the TPS is meeting its legislative requirements set by 

the Province of Ontario for criteria-level offences.12  The Unit completes the entry of  all criteria-level offences into 

PowerCase, the Provincial records management system system. There were approximately 2500 “criteria” offenses 

in 2012 across the TPS, the majority of which originated in the Divisions.  If individual officers were responsible for 

the entry of their cases into PowerCase, it would impact the number of resources required in this Unit. 

• The TPS is also required to enter all “threshold” level offenses in the Federal ViCLAS (Violent Crime Linkages 

Analysis System). There is duplication in the types of offenses that meet the requirements for both the ViCLAS and 

PowerCase databases. However, individual officers are only accountable for ensuring entry into the ViCLAS system.  

• A case is deemed to be a “cold case” when the original homicide investigators are no longer assigned to Homicide. 

At this point, the case is transferred to the Cold Case Unit for management. Due to limited resources, cases typically 

come up for review only when prompted by a tip from the public or a new piece of evidence. In addition, old cases 

are not indexed in the PowerCase system making them difficult to track. 

Operational Load:  Analysis of 2012 homicide data indicates 
an increase of 10 officers is required in the Homicide Unit 

12 Ontario Major Case Management  Manual, Ministry of Community Safety and Correctional Services, October 2004, page 4, 14, 6 
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Operational Load – Homicide Unit 

Considerations for the TPS 

The Constable Training Program should be re-evaluated to provide more effective support to Homicide 

investigations 

• Extend one-year Constable Training Program to a two-year rotation or restructure the program to allocate 50% of the 

positions as permanent and retain 50% as part of a rotational program. This would allow the Constables to take on a 

higher degree of responsibility as part of the investigation, potentially reducing the workload on Detectives. Further, 

there is an opportunity for the TPS to better articulate the benefits of the Training Program so constables returning to 

Divisions are able to see the connection between the training received and to day-to-day operations.  

The allocation of officers within the Homicide Unit could be realigned  

• Eliminating the Inspector role and shifting some of the administrative and management responsibilities to the 

Detective Sergeants would allow the TPS to allocate a higher proportion of Detectives to the unit. This could assist in 

alleviating the high amount of overtime incurred.  

The TPS should make officers accountable for entry of criteria offenses into PowerCase, thereby reducing the 

number for resources required within Major Case Management 

• Entry of cases into ViCLAS is a priority for the TPS. In accordance with the Major Case Management Model, the TPS 

should similarly hold officers accountable for entries into PowerCase. This may require additional training to ensure 

all investigators have the appropriate level of skill to navigate the system.  

The TPS should give consideration to the use of the Homicide officers in other investigations within the 

Homicide Unit 

• With only two officers allocated to cold case investigations, there is little opportunity for proactive work on these 

unsolved homicides. If the number of officers within this unit was increased and/or homicide officers were assigned a 

proportion of the cold case files, a larger percentage of time to do proactive work might be available.  

Operational Load: Analysis of 2012 homicide data indicates 
an increase of 10 officers is required in the Homicide Unit 



Confidential Advice to the Chief 

  

99 

Operational Load – Differences in clearance rates can be seen 
in a comparison of the TPS with Canadian Police Services 
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Comparison of clearance rates, relative homicide department size, 

 and number of detectives per homicide 

Context 

The jurisdictions selected for comparison were done 

so based on the relative size of the police service in 

relation to the TPS. Canadian jurisdictions were the 

focus given the need to compare against a similar set 

of laws and constraints. 

 

Observations 

• Low number of dedicated officers per homicide – 

Toronto’s homicide unit is investigating more 

homicide cases than it has homicide officers. The 

Detective Constables were included in the TPS 

number as they are dedicated investigators to the 

unit. 

 

• Low clearance rate – Toronto’s homicide clearance 

rate of 62% is among the lowest when assessed 

against other comparable Canadian jurisdictions. 

 

• This may also be tied to the relative size of 

Toronto’s homicide unit compared to the total 

number of sworn officers – only 0.84% of the TPS’ 

total officers are dedicated full-time to the Homicide 

Unit, compared to an average across other cities of 

1.23%. 

 

• This analysis does not consider the tactical 

operations of the Homicide Unit in each city. 

Toronto draws on resources from across the 

Service, in particular, Divisional Detectives, when 

needed. It is unclear whether this practice is 

consistent across jurisdictions.  

Source: Toronto Police Service 
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Operational Load - Sex Crimes Unit 

Observations 

The number of officers in the Sex Crimes Unit should be increased by 10 officers against current strength. 

• The Sex Crimes Unit is comprised of five sub-units: Sexual Assault Squad, Child Exploitation Unit, Behavioural 

Assessment Unit, Special Victims Unit, and Child and Youth Advocacy Unit. The Sex Crimes Unit investigates a 

diverse range of serious occurrences such as stranger sexual assaults, abductions, Internet luring, serial sexual 

predators, child pornography, high risk violent offenders released into the community and DNA links from “cold 

cases”. 

• The Child and Youth Advocacy Unit is a child/youth-focused, community-oriented, multi-disciplinary facility where 

professionals will manage the investigation, treatment and management of child abuse.  At the time of this analysis, 

this unit was not fully operational so no activity-based analysis was completed. It is anticipated that the Centre will be 

staffed with 1 Detective Sergeant, 2 Detectives, and 14 Detective Constables. As these resources are currently not in 

the approved strength of the TPS, nor currently deployed, this was not accounted for in the analysis. 

• The Sexual Assault Squad investigates all sexual assaults deemed too complex for Divisional resources, specifically 

in instances involving an unknown or serial attacker, and/or where a weapon is involved. This amounts to 

approximately 7% of all sexual assaults reported to the TPS per year.  

• There were 244 cases taken by the Sexual Assault Section (SAS) in 2012. While each case is also assigned an 

Officer in Charge (OIC), who maintains ongoing accountability for the case as it progresses through the stages of an 

investigation, the initial investigation is front-loaded with a team of 5-7 investigators. This impacts the number of 

resources required for each assigned case for the SAS. 

• Internationally recognized as leaders in the area of child pornography, officers in the Child Exploitation Unit spend at 

least several days a month out of the office delivering training at local, national and international levels, which can put 

pressure on the unit to maintain its current standards. In addition, increasing rates of cyber crime are generating 

higher demand for this unit. This unit is almost fully funded by the Province. 

Operational Load – The changing complexity of sex-based 
crimes is adding work to officers in the Sex Crimes Unit 



Confidential Advice to the Chief 

  

101 

Operational Load  - Sex Crimes Unit 

Considerations for the TPS 

The TPS may need to increase resources dedicated to the Special Victims Unit in 2014 

• The anticipated federal Action Plan on Human Trafficking13 (due to be rolled out in January 2014), along with a 

similar proposed action plan by the City of Toronto, may see the demands placed  on the Special Victims Unit 

increase, necessitating additional resources.  In addition, the expected decision by the Supreme Court of Canada 

regarding the laws governing prostitution may further impact the mandate of this unit.  

Resourcing for the Sexual Assault Unit should take into account the trends in occurrences  

• Historical trends for the SCU indicate a increase of cases during May to October. Based on this, decisions around 

staffing should take into account this trend. If the unit resources are at minimal levels during peak times, the 

workload on the individual investigators will be elevated.  

Operational Load – The changing complexity of sexually-
based crimes is adding work to officers in Sex Crimes 

13 A dedicated integrated team, led by the RCMP, will undertake proactive human trafficking investigations. Municipal and/or provincial 

police forces will be invited to participate. (National Action Plan to Combat Human Trafficking, Government of Canada, 2012) 
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Operational Load – Forensic Identification Services 

Observations 

Analysis indicates Forensic Identification Services should be increased by 5 officers above the current 

approved strength. 

• Forensic Identification Services (FIS) attends the complex crime scenes for the TPS, including:  homicides, 

suspicious deaths, sexual assaults, shootings, life threatening industrial accidents, SIU investigations, and scenes 

requiring videotaping or complex photography.  

• Scenes of Crime Officers (SOCOs) are uniformed police officers assigned to a Division with the skills to perform 

limited forensic identification duties for their unit under the direction of a FIS officer.14 The number of SOCOs was not 

part of the analysis for FIS, but were accounted for as part of  the Divisional Primary Response Unit.  

• There is a requirement for all FIS officers to remain up-to-date on new techniques in forensic investigations. Often 

this is done after-work hours and can account for a portion of the unclaimed overtime. 

Considerations for the TPS 

There is a requirement for FIS officers to remain up-to-date on new techniques in forensic investigations. 

• This work is often completed during after-work hours and accounts for a portion of the unclaimed overtime. Providing 

sufficient time for officers to maintain needed expertise should be allocated within an officer’s available working time.  

Operational Load – Advances in forensics are challenging  
the current capacity of the TPS 

14 TPS Procedure 04-30 Scenes of Crime Officer 



Confidential Advice to the Chief 

  

103 

Operational Load – Financial Crimes  

Observations 

Financial Crimes should be staffed at 62.5 officers, an increase of 13.5 above approved strength. 

• According the to RCMP, it is crucial for any police service to stay vigilant and be aware that there is virtually no end 

to criminal imagination and innovation when it comes to technological crimes. 

• The TPS has started a 6 month pilot project to target organized crime groups who are increasingly focused on cyber 

financial crimes. In addition, the TPS is participating in a cyber-crime working group (including the RCMP, OPP, and 

CISO) to develop a national cyber-crime strategy to address this increase of cyber criminal offences.  

Considerations for the TPS 

A shift in financial crime trends may result in a heavier investigative demand for the Financial Crimes Unit. 

• Accordingly, the Financial Crimes Unit has changed its mandate and is now strategizing on how to investigation 

these types of crime. This has impacted the number of officers required to service changing demands on this unit.  

The TPS should define a clear set of metrics, including defined outcomes for the Financial Crimes Unit. 

• Globally, financially-based crimes are on the rise. The TPS should ensure that resources dedicated to this unit are in 

support of a clearly defined strategy for the Service in the area of financial crime. In addition, a process by which the 

Service will measure pre-defined outcomes should be put in place to monitor the ongoing project work of this Unit.  

Operational Load – Advances in cyber-based crimes are 
challenging the current capacity of the TPS 
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Operational Load – Organized Crime Enforcement Unit (Guns and Gangs, Drugs and Hold-Up) 

Observations 

Officers reported that administrative work and the management of intelligence information contribute to higher 

than expected overtime rates.  

• All units within the Organized Crime Enforcement Unit reported high percentages of unclaimed overtime. The time 

officers spend cultivating sources, following up on tips which do not result in an arrest and preparing documents for 

disclosure are cited as reasons for the additional workload. Based on the available time an officer has to work over 

the course of a year, the Capacity Staffing Model suggested officers in these units are working beyond the 

recommended number of available hours.  

However, officers in Guns and Gangs, the Drug Squad and Asian Organized Crime Unit are primarily engaged 

in proactive, intelligence-led policing and therefore are capable of generating their own work.  

• The amount of work generated by these Units can be directly correlated to the capacity and desire of the officers to 

take it on. Based on this, increasing the resources in these units will not necessarily reduce the workload of an 

individual officer. Further, because the culture of these units promotes this work ethic, it is incumbent on the TPS 

management to ensure officers are maintaining an acceptable work/life balance.  

Officers dedicated to robberies are more reactive in their type of work. Findings indicate an increase of 12 

officers within the Hold-Up Squad. 

• In 2012, the Hold-Up Squad attended 479 robberies, including home invasions, night deposits, retail businesses and 

financial institutions and had 290 arrests. While the number of robberies was down slightly from 2011, the number of 

arrests increased. The Hold-Up Squad has the highest on-call court time which places additional pressure on officers 

and often results in high levels of accrued overtime and/or time in lieu.  

• Volume-driven data was applied to officers in the Retail Business Unit to determine the number of resources required 

to meet current demands. While officers in the Financial Institution Unit are able to leverage the sophisticated 

security systems in banks, etc., an analysis of their workload also noted a slight increase in capacity was merited.  

Officers assigned to Joint Task Forces  

• These officers were added to the total number of required officers, but because they are seconded to external 

operations, no activity analysis was completed.  

Operational Load – Based on analysis, an additional 30 
officers should be allocated to Organized Crime Enforcement 
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Operational Load – Organized Crime Enforcement Unit (Guns and Gangs, Drugs and Hold-Up) 

Considerations for the TPS 

The TPS has made a strategic decision to dedicate officers to Organized Crime Enforcement. However, the 

TPS should define set of outcomes and metrics aligned to their strategy which will impact the number of 

resources the Service deploys to achieve these targets. 

• Staffing levels for these units are part of a strategic decision by the TPS. Determining the level of effort required to 

deliver on its mandate will require the Service to define the outcomes each unit should achieve, along with a set of 

key metrics to track and monitor progress against these priorities.   

• The Service should task the units within Organized Crime Enforcement with specific objectives and outcomes and 

then make decisions staff the unit according to its ability to meet these targets.  

The TPS should align the activities of these units with key volume drivers to further refine demands for 

service. 

• The ability of the TPS to align the activities of the Guns and Gangs Unit with key volume drivers, such as time 

requirements for search warrants and firearm seizures, will further refine the capacity requirements of the Unit. 

• The Drug Squad can be fully utilized with as many resources as the TPS deploys to the Unit. It must be a strategic 

decision by the Service, in consultation with the City and the community, as to how best to address the issues of 

drugs and drug trafficking.  

• Volume drivers – number of cases and time per activity – were applied to the Retail investigative unit.  Further 

refinement of the volume drivers will allow a similar analysis to be completed for the Financial Institution Unit, thereby 

refined the number of officers required.  

The TPS should, in conjunction with the Unit Commanders and supervisors in these units, ensure issues of 

officer fatigue are being managed appropriately. 

• Currently, it is the responsibility of supervisors (e.g., Detective Sergeants) to ensure officers within these units are 

effectively managing their workload and maintaining an appropriate work/life balance.  The TPS should work with 

supervisors to confirm overtime levels remain manageable and levels of officer fatigue do not become an issue.  

Operational Load – Based on analysis, an additional 30 
officers should be allocated to Organized Crime Enforcement 



Confidential Advice to the Chief 

  

106 

Operational Load – Provincial ROPE Unit 

Observations 

The increase to 22.5 officers would represent an additional 3.5 officers over the approved strength. 

• The Bail and Parole Unit is adequately staffed given the number of people they manage and monitor on an annual 

basis. 

• Approximately 95% of the Fugitive Squad’s time is spent locating and arresting international fugitives and arranging 

for extradition to their country of origin.  

• The Provincial ROPE Unit is partially funded by the Province to manage repeat offenders. Any increase in officers 

would be a strategic decision of the Province, not the TPS.  However, it is noted that repeat offenders pose a high 

risk to the Service and it is incumbent on the TPS to take appropriate steps to manage public safety in this regard. 

Considerations for the TPS 

The size and demographic make-up of Toronto makes it a target destination for repeat offenders and 

international fugitives. 

• The question of whether it is within the mandate of the TPS to locate and arrest international fugitives should be part 

of a strategic decision by the Service. These international fugitives can pose a threat to the community and because 

they are physically located within the City, they become by default the responsibility of the TPS. A strategic decision 

can be made by the TPS that this work may be better suited to another agency, such as the RCMP or CSIS 

(Canadian Intelligence Security Service). 

Operational Load – Based on analysis, staffing levels within 
the Provincial ROPE unit are in line with demands for service 
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Operational Load – Mounted, Marine and Police Dog Services 

Observations 

A combination of I/CAD data and activity-based analysis was used to determine the number of officers for the 

Marine Unit. 

• Analysis of I/CAD data for the Marine Unit indicated that an increase of 15 officers is required. The data was 

supplemented with officers’ activity-based reporting that indicated they were spending approximately 70% of their 

time on proactive policing activities. In order to maintain this ratio, an increase of officers was warranted. However, 

should the TPS decide to shift the balance between reactive utilization and proactive availability, the number of 

required resources would be impacted accordingly.  

• The Toronto Marine Unit is the only police force that patrols the waters at night and in the off-season. Durham, Peel 

and Niagara do not keep boats in the water all year.  In 2012, the Marine Unit ran 8 safety campaigns, taking place 

over most weekends in the summer, aimed at reaching the maximum number of boaters. In addition, the unit 

completed 130 rescue events, 120 vessel assists. In addition, the unit provides policing services to the 800 residents 

of Toronto Island.  

Analysis suggests Police Dog Services (PDS) require an additional 16 officers to meet current demands for 

service. 

• Analysis for the Police Dog Services was reliant on the activity-based reporting by officers. A combination of training 

and care and nurture of the dogs accounted for a significant portion of officers’ time in this unit. Setting strategic 

priorities for the PDS Unit, including measurable outcomes, will assist the TPS in determining the number of 

resources required to meet specific targets.  

• PDS participated in 424 area searches, 263 building searches, and 247 detector searches in 2012. In addition, PDS 

will often partner with the Emergency Task Force on high-risk operations.  It takes an officer approximately four 

months to train with a dog for service. The officer typically remains with the unit for the lifetime of the dog.  

The Mounted Unit should be staffed with 41 officers, which is line with current approved strength. 

• The Mounted Unit provides crowd management support, high visible patrols in Divisions, and community 

engagement activities.  

Operational Load – The Mounted, Marine and Police Dog 
Units provide specific coverage across the City  
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Operational Load – Mounted, Marine and Police Dog Services (continued) 

Considerations for the TPS 

Aligning these units with a set of strategic objectives clearly linked to defined outcomes will assist in 

determining the number of resources required  

• Unlike the Organized Crime Enforcement Unit, these units do not typically generate their own work. They respond to 

calls for service on an “as required” basis.  

• The Mounted Unit is tasked with order management and plays a significant role in both the Entertainment District and in 

managing crowds during protests and demonstrations. In order to deploy resources effectively, the Mounted Unit must 

maintain a certain resource level that will allow it to respond to both planned and unplanned events across the City.  

The need for a Marine Unit in Toronto is, in part, determined by the geography.  

• The Toronto shoreline stretches 43 km (as the crow flies) or 138 km if you factor in the bays and islands. There are 307 

km of rivers and creeks run through the City and all flow into Lake Ontario. The Marine Unit is responsible for public 

safety on and around all these waterways.  

• Changing regulations have increased the certification requirements on the Marine Unit, resulting in higher levels of 

training. This is impacting the capacity of officers to maintain current levels of service and meet their regulatory 

requirements.  

The TPS’ decision to maintain a Police Dog Services (PDS) Unit must be aligned to the Service’s needs and 

priorities.  

• The PDS Unit is a support unit to Divisional Policing and other Specialized Operations Units. As such, the TPS should 

define key priorities for this unit and develop clear outcomes and metrics by which to measure success. The unit is also 

key to the TPS’ risk management policy. For example, it is unit-specific policy of the ETF to have the PDS dogs on 

scene for a high-risk search warrant.  

Because officers in the Marine, Mounted and Police Dog Services Units required specialized training, the TPS 

cannot scale up these Units on an “as required” basis 

• The services provided by each of these units requires specific training and/or certification which precludes the TPS 

from staffing them on an “as needed” basis. Officers must be dedicated to these units with the appropriate skills to use 

their equipment – whether it be a horse, dog or boat – to respond to calls for service when required.  

Operational Load – The Mounted, Marine and Police Dog 
Units provide specific coverage across the City  
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Operational Load – Public Safety and Emergency Management 

Observations 

Findings indicate a slight shift in resource allocation within the Public Safety and Emergency Management 

(PS&EM) Unit  

• PS&EM’s mandate is ensuring emergency management strategies for the TPS are in place. They ensure a minimum 

of 300 members of the Service are properly trained and equipped to respond to a variety of emergency situations at 

any given time.  While members are operational, when required, the majority of their time is spent in a planning 

capacity.  

• A number of positions within the PS&EM unit reported working at 30-50% beyond a standard working day, including 

Logistics, Training and Operations. Due to the combination of additional hours across all FTEs within the unit, the 

total number of officers in the unit increases by a sum total of one.  

• The analysis found a decrease of one officer assigned to the CBRNE Team. In 2011, the CBRNE Team advised on 

63 incidents and responded to 69.  

• The training team delivers approximately 700 hours of training across the TPS and to external agencies.  

Considerations for the TPS 

The TPS should examine the current workload of these officers to determine how and if it is possible to 

redistribute tasks.  

• For those officers working in excess of 30% of a standard working day, the TPS should consider whether the 

responsibilities of these officers can be redistributed or if additional officers are required to manage the workload in 

this unit.  

A change in shifts may alleviate some of the overtime issues within PS&EM. 

• There may be an opportunity to examine the shift schedules of some officers in the unit as certain roles (e.g., 

Logistics) requires interaction with external vendors whose working day does not align to the TPS schedule, thus 

resulting in some overtime.  

Operational Load – The ability of the TPS to respond to 
emergencies requires trained officers to be available 
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Operational Load – Emergency Task Force (ETF) 

Observations 

According to analysis of current workload, the ETF should be staffed with ~36 additional officers. 

• The strategic decision to invest in this unit requires that officers in the ETF remain highly trained experts in a variety 

of tasks, including rappel masters, snipers, negotiators, and bomb technicians. The tactical teams are required to 

completed approximately 570 hours of mandated training per year per officer.  

• The ETF performs a risk management function for the Service, including providing tactical support on high-risk 

operations for a number of other units across the Service.   

• The mandate of the ETF to provide support for all high-risk warrants has increased the demand on this Unit and is 

the only 24/7 unit operating across the GTA.  

• The ETF has seen a 26% increase in the number of search warrants and a 53% increase in the number of breach 

and hold entries between 2011 and 2012.  However, the implementation of the MCIT has resulted in a decrease of 

24% for the ETF responding to incidents involving Emotionally Disturbed Persons. 

Considerations for the TPS 

The TPS must make a strategic decision regarding the types of activities these officers should respond to 

moving forward. 

• The Service should define a clear set of outcomes and associated metrics for the ETF. This would drive the activities 

of the officers and, in turn, allow the TPS to make decisions about the size of the unit.  

• The reported time spent on activities by the ETF Constables should be examined against volume drivers, such as 

number of calls, time per call, etc. to determine if this increase in staff is warranted.  

• In addition, ETF officers reported spending 70-80% of their time executing search warrants, often at the expense of 

required training days. Additional resources would permit the teams to completed mandatory training and meet 

demands for service.  

Operational Load – The ability of the TPS to respond to 
emergencies requires trained officers to be available 
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Operational Load – Traffic Services 

Observations 

A deployment of 339 officers represents an 2.3% decrease against approved strength. 

• Currently, Traffic Services is the second largest unit within the TPS with an approved strength of 347 officers.  

• The Transit Patrol Unit has the largest variance, with a decrease of 13 officers. The TPS is currently examining the 

activities of this unit to determine if they should continue to provide dedicated police officers to the TTC. 

• I/CAD data and volume drivers were used to calculate workload for officers in Highway Patrol, Collision Reconstruction 

and Traffic Detective Services.  

• Based on I/CAD data, the Highway Patrol Unit spends approximately 15-24% of their time responding to calls for 

service; the activity-based analysis indicated these officers spend approximately 25% of their time conducting targeted 

patrols and maintaining and high profile / high visibility presence on roads and highways.  

• There were 159 collisions in 2012 where the Collision Reconstruction Squad attended the scene. They are also called 

upon in some circumstances to assist other units, such as Homicide, in the reconstruction of a crime scene.  

• A number of positions within the Traffic unit reported working at 20-50% beyond a standard working day, including 

Traffic Support, Traffic Enforcement and Communications. Due to the combination of additional hours across all FTEs 

within the unit, the total number of officers in the unit decreases by eight.  

Operational Load – Based on current workload, Traffic 
Services should be staffed with 339 officers 
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Operational Load – Traffic Services (continued) 

Considerations for the TPS 

The TPS should examine the current workload of officers within the Traffic Unit to determine if it is possible to 

redistribute tasks.  

• For those officers working in excess of 30% of a standard working day, the TPS should consider whether the 

responsibilities of these officers can be redistributed or if additional officers are required to manage the workload in this 

unit.  

The Highway Patrol Unit could be utilized to assist the PRU in responding to calls for service, particularly during 

the afternoon and night shifts.  

• The ability to dispatch all primary response resources across the City based on demand would allow the TPS to 

increase the percentage of time these officers (Primary Response Units) have for proactive policing activities.  

Aligning these units with a set of strategic objectives clearly linked to defined outcomes will assist in 

determining the number of resources required  

• For the most part, Traffic Services does do not typically generate their own work. They respond to calls for service on 

an “as required” basis.  Ensuring the unit is aligned to a clear set of measureable, strategic objectives will aid the TPS 

is determining the resourcing requirements for this unit.   

A number of positions within Traffic Services that could be staffed using alterative methods.  

• For example, the TPS could leverage civilian or special constables to staff the following roles: the R.I.D.E. Coordinator / 

Planner School, Safety Patrol Program Coordinator, Traffic Analyst / Technical Coordinator, Traffic Photography 

Coordinator, and Traffic Safety Programs Officers. 

Operational Load – Based on current workload, Traffic 
Services should be staffed with 339 officers 
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Operational Load – Communications Alternative Response Unit / Court Services / Parking Enforcement  

Considerations 

The Communications Alternative Response Unit (CARU) has an approved strength of 66 officers. 

• Based on I/CAD data, the CARU requires ~53 officers to manage current demand. The number of resources deployed 

to this unit is subject to fluctuation due to the fact that the majority of officers assigned to the CARU are on light duties 

and as such, cannot be deployed to the front-line.  

• Calls for service that do not require the in-person response of a police officer are often referred to members of the 

Communications Alternative Response Unit (CARU).  Officers take reports over the phone, issuing occurrence 

numbers for a variety of incidents, such as Lost Property, Theft from Auto, Landlord & Tenant. 

Analysis indicates a redistribution of resources in both Court Services and Parking Enforcement is required to 

meet current demand. 

• Within Court Services, the number of resources allocated to the Crown Liaison and Corners Court positions should be 

reallocated, with the Crown Liaison decreasing and the Corners Court increasing.  

• Within Parking Enforcement, the number of Parking Enforcement Staff Sergeants is reduced by 50%. 

Recommendations for the TPS 

The TPS should examine alternative methods for crime reporting that would further reduce the need for reports 

taken over the phone by the CARU. 

• Reporting non-emergency crimes through an online portal could dramatically reduce costs and drain on officers’ time. 

Not only is the process of online reporting quicker and simpler, it often leads to increased levels of citizen satisfaction.  

• Data obtained from online reporting is a useful source of intelligence information and can be analyzed to identify 

patterns for use in preventative intervention.15 

Operational Load –  There is opportunity to reallocate staff in 
CARU, Court Services and Parking Enforcement 

15 “Preparing police services for the future: Six steps toward transformation”, Accenture,, 2013,  page 10 
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In addition to the operational load at the TPS, the socio-economic and strategic direction factors 

were also taken into account for their impact on staffing. 

Shifting demographics and residential development are resulting in changing crime trends in 

downtown neighbourhoods. This will have an impact on both the number and type of officers 

required to meet future demands in affected Divisions.  

Human capital costs continue to be the primary budget driver for the TPS. However, when 

compared to other Canadian jurisdictions, the percentage of the City’s budget for policing is 

relatively small. The Capacity Staffing Model allows the TPS to make adjustments to human 

capital costs, such as overtime and time in lieu, when calculating officer availability. The number 

of available hours an officer has to work directly impacts the total officers required.  

Technology is a global challenge for policing, with internet-based crimes crossing boarders and 

jurisdictions. In cooperation with other policing agencies, the TPS should define a strategy 

targeting technology-based crimes, with clear outcomes and associated metrics. Within the 

Capacity Staffing Model, the TPS can make decisions regarding the types of activities officers will 

undertake, thus impacting the number of resources required to meet demands.  

The strategic decision by the TPS to meet budget requirements through reduced staffing has 

created a situation where a number of officers report working beyond standard working hours. 

This is having an impact on both officer fatigue and morale. Staffing decisions by the TPS must 

consider these factors as part of the decision-making process.  

Socio-Economic Crime Factors  & Strategic Direction  
Summary of Approach and Findings  



Confidential Advice to the Chief 

  

115 

• Socio-economic and strategic direction factors provided by the TPS were added to the 

Capacity Staffing Model as a predictive element to managing demand.  

• Small changes in deployment can have big impacts on how the Service is perceived by the 

community it serves.  By enabling the TPS to adjust the allocation of time its officers are 

spending on delivering different aspects of  policing services, the Service will have a method of 

adjusting staffing to meet shifting demands for service.  

• Further, the Capacity Staffing Model allows the TPS to set priorities based on the impacts 

these decisions may have on the level of policing readiness across the Service. 

 

Socio-economic factors and strategic direction provide key 
inputs to determining operational load 

Examples of levers 
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Socio-Economic Crime Factors – Shifting Immigration Patterns 

Observations 

• Most empirical research shows an inverse relationship between immigration and crime, (i.e., increased immigration 

equates to less crime).16 

• In 2006, about 1 in 5 Torontonians was a recent immigrant, having lived in the country for less than 10 years. In fact, 

almost one quarter of all recent immigrants in the country lived in the City of Toronto.17 

• By 2006, almost all of Toronto’s newly arrived immigrants were settling in the suburbs, due in part to the gentrification 

of many of the inner-city Toronto neighbourhoods that once housed new immigrants. Housing in well-serviced, 

affordable, and accessible central city neighbourhoods is no longer an option for most newcomers.18 

• The changing demographics of neighbourhoods, particularly in the downtown core, is impacting crime patterns within 

various Divisions.  Priority growth areas identified in the City’s Official Plan include the Downtown and Central 

Waterfront, the Avenues, the Centres, and the Employment Districts.19 

• The City is committed to providing a full range of housing opportunities in downtown neighbourhoods. Additionally, 

the City will focus on creating mixed used settings – jobs, housing and services – in key areas, including 

Scarborough, North York, Etobicoke and Yonge-Eglinton Centres.20 

• With the increase of condos, officers are seeing an increase in domestic assaults.  If this trend continues, the 

allocation of officers dedicated to the Family Violence Units in Divisions may need to be increased to meet demand. 

• The expansion of the Entertainment District beyond the boundaries of 52 Division has resulted in an increase in night 

calls and fights across the surrounding Divisions. 

Socio-Economic – Shifting patterns in immigration may 
impact how the TPS allocates its officers across Divisions 

16 Crime and Justice Research Paper Series, “Neighbourhood Characteristics and the Distribution of Police-reported Crime in the City of Toronto”, by Mathieu Charron, Statistics 

Canada,  2009, page 18 
17 Environmental Scan 2011, Toronto Police Service,  page 222 
18 Centre for Urban & Community Studies Cities Centre • University of Toronto • www.urbancentre.utoronto.ca, Research Bulletin, March 2008, page 8 
19 City of Toronto Official Plan, “Shaping the City”, December 2010, page 2-9 
20 Ibid, page 2-12 

http://www.urbancentre.utoronto.ca/
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Socio-Economic Crime Factors – Shifting Immigration Patterns 

Considerations for the TPS 

The allocation of officers to downtown neighbourhoods will need to be adjusted as the socio-economic 

conditions continue to change 

• A decision to increase and/or reallocate the number of Divisional Detectives dedicated to investigating domestic 

violence may be warranted. 

• The increased violence in the Entertainment District may require more officers be present at peak hours. This may 

require the TPS to examine alternative shift schedules so officers can be deployed strategically in these areas.   

• Further, other staffing options, such as the increased use of auxiliary officers and/or special constables, should be 

explored by the TPS as a method of providing a high visibility presence.  

• The Mounted Unit currently provides two to four horses for crowd management purposes in the Entertainment 

District. As the “borders” of this district expand, the number of resources required from the Mounted Unit may need to 

be increased to provide the appropriate coverage. 

The Divisional Policing Support Unit (DPSU) should continue to provide support to front-line officers  

• Establishing strong community relationships in these diverse neighbourhoods requires a dedicated, visible presence. 

The DPSU is staffed with officers who act as a liaison between community groups and front-line officers. As 

demographics continue to change, it will be important for the TPS to define a community engagement strategy that 

officers in the DPSU, in collaboration with the front-line officers, can implement consistently across Divisions.  

Socio-Economic – Shifting patterns in immigration may 
impact how the TPS allocates its officers across Divisions 
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Socio-Economic Crime Factors – Changing Crime Trends 

Observations 

• The Child Exploitation Unit at the TPS is almost fully funded by the province to combat internet-based crimes 

against children. There are approximately 6000 IP addresses in Toronto trading in child pornography on a daily 

basis. Currently the TPS is arresting 50 offenders per year.  

• Executive Assistant Director, Richard McFeely of the FBI stated “Cyber[crime] is growing in importance. It can be 

both a delivery mechanism for criminal activity, such as child pornography, and a crime in itself, such as bots that 

disable networks.” 24 

• There are currently seven billion Internet users and 2.9 billion e-mail accounts worldwide. This is an increase of 528 

per cent in the last 10 years; 2.8 billion e-mails are sent every second - about 90 percent is spam. The estimated 

value of Internet-based trade in 2012 is more than US$1 trillion.21  

• In March 2012, The European Commission granted Europol the task of building up the European Cybercrime 

Centre (EC3) to focus on cybercrime committed by organized crime groups.22  The estimated amount of money 

available for laundering through the financial system in 2009 was equivalent to 2.7 percent of the global gross 

domestic product (approximately US$1.6 trillion) 23 

Socio-Economic – An increase in financial and cyber-based 
crime has created a growing demand on the TPS 

21, 22  “Combating cybercrime” By Troels Oerting, Assistant Director of Europol, head of the European Cybercrime Centre (EC3) 
23, 24 “Preparing police services for the future: Six steps toward transformation”, Accenture,, 2013,  page 7 



Confidential Advice to the Chief 

  

119 

Socio-Economic Crime Factors – Changing Crime Trends 

Considerations for the TPS 

The growing trend in financial and cyber-based crimes has increased the work volume for the Financial Crimes 

Unit. 

• On average, Financial Crimes saw between a 166-209% increase in charges related to financial and technology-

based crimes in the past several years. Additional resources will need to be allocated to this unit in order to 

effectively investigative the growing number of cyber-crime incidents, both locally and internationally.  

• To more effectively combat the types of crimes investigators are dealing with (i.e., larger investigations with ties to 

organized crime), the unit has moved to project-based investigations, where teams of detectives are dedicated to 

one or two projects rather than multiple cases.  

• However, as Financial Crimes focuses its teams on project-based investigations, the workload of Fraud 

Investigators in Divisions is also likely to grow, as Divisions will be increasingly tasked with the smaller, less 

complex fraud investigations previously handled by Financial Crimes.  

Internet-based crimes against children continues to grow 

• As governments and international police agencies focus more attention on technology-based crimes, the TPS will 

need to increase staffing to units dedicated to these types of crimes, such as staffing for the Child Exploitation Unit 

and Tech Crimes Unit. 

Socio-Economic – An increase in financial and cyber-based 
crime has created a growing demand on the TPS 

21, 22  “Combating cybercrime” By Troels Oerting, Assistant Director of Europol, head of the European Cybercrime Centre (EC3) 
23, 24 “Preparing police services for the future: Six steps toward transformation”, Accenture,, 2013,  page 7 
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Strategic Direction – Utilization of technology for officer effectiveness 

Observations 

• The TPS uses a wide range of technology. It is currently procuring a new Records Management System, has 

deployed in-car computing and uses multiple other applications and databases to manage day to day operations 

(such as I/CAD and TRMS). Technology continues to evolve and police services globally are now viewing it as a 

means to improve the effectiveness and efficiency of their officers. 

• Technology can enable better, quicker and targeted information sharing – ensuring that information is with the right 

officer when they need it – to enable quicker decision-making. Technology can dramatically reduce the time it takes 

officers to reach conclusions; completing case work faster; with higher detection, charge and conviction rates. As a 

result – technology impacts the number of officers required in certain roles. 

Considerations for the TPS 

Assess the use of technology in relation to the way in which officers work, including mobile technology, 

enterprise-wide information management systems, data and video analytics, and web-based portals.  

• The next generation of mobile technology in policing is not about giving the already mobile-officers access to 

information in the same format that they could get in the station; but is about sending and receiving the right 

information more quickly, at higher quality and in multiple formats (e.g., photo, voice, text, video). It’s about artificial 

intelligence; the automated analysis of information sent to a single mobile device in the field. This will redefine the 

way officers use information, consequently making them more effective; fighting crime and improving citizen 

satisfaction.  

• Technology can also be leveraged to not only support officers in the execution of their duties, but where appropriate, 

technology can be leveraged as an alternative to a human interface. The TPS should consider opportunities to 

leverage web-based technologies and collaboration tools such as portals that allow citizens to directly report and 

record case information. 

Strategic Direction – Better use of Technology could create 
further resource efficiencies for the TPS 
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Strategic Direction - Staffing Considerations 

Observations 

• The Emergency Task Force (ETF) is the only 24/7 tactical unit across the GTA. There is a requirement that each 

team is made up of members with certain expertise, such as expertise with weapons and bombs. Because the ETF 

is available 24/7, the number of resources required to staff the unit is higher than in other police services. In addition, 

the ETF has mandatory training requirements set by the Province of 572 hours per year, which impacts the amount 

of time each officer has available to respond to calls for service. 

• The TPS mandates training requirements for members of the Child Exploitation Unit, including a two-week course in 

Ottawa facilitated by the RCMP. 

• The implementation of the Mobile Crisis Intervention Team (MCIT) in the Division has alleviated some of the pressure 

to respond to calls related to Emotional Disturbed Persons (EDPs) from the Emergency Task Force (ETF). 

• Forensic Identification Services officers have been tasked with investigative techniques formally performed by the 

Canadian Centre for Forensic Science and as such, are expected to maintain a high level of forensic expertise. This 

requires ongoing training and re-certification over and above the mandatory training required by police officers (e.g., 

Use of Force). Consequently, officers have reduced amounts of available time and/or are spending unclaimed 

overtime hours doing research, both of which must be considerations when staffing this unit.  

Strategic Direction – Units with specialist resource  
requirements requires a higher number of officers 
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Strategic Direction - Staffing Considerations 

Considerations for the TPS 

The TPS has opted to provide all the services outlined in the Adequacy and Effectiveness of Police Services, 

under the Police Services Act 

• While the Police Adequacy Standards provides an option for a police force to enter into an agreement within another 

police force and/or agency, for the provision of certain services, the TPS maintains “in-house” ownership and 

accountability for all these services.  

• The TPS has made a strategic decision to maintain specialized units – such as Mounted, Marine and ETF.  While the 

Police Services Act provides a police service with the option to contract out some of these specialized services, the 

ability to respond to major incidents if these units “in-house” may be limited. For example, if the TPS had to rely on 

another police service to provide canine services or mounted support for crowd control, it would restrict its 

deployment options.  

• However, some police services have opted for alternative methods of delivering services, including partnering with 

social agencies, such as the Glasgow Community and Safety Services (GCSS), or supplementing staffing with 

training civilians, in the case of forensics.  

Higher numbers of officers can be required to compensate for  the additional training and/or qualifications 

required in some of these specialized units 

• The demands on officers’ time to maintain qualifications can require units to be staffed at slightly increased levels to 

account for decreased availability. For instance, the recertification process for members of the Marine and ETF units 

requires significant time outside their normal duties. This reduces the available time officers within these units have 

to respond to calls for services, thus warranting an increase in the number of officers need to compensate for this 

gap.  

Strategic Direction – Units with specialist resource  
requirements requires a higher number of officers 
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Strategic Direction - Staffing Considerations 

Observations 

• As part of the TPS 2012 annual survey of 1200 Torontonians, 31% of respondents indicated “crime prevention”, 

followed by 16% who said “law enforcement in general” as the most important service/function of the Toronto Police 

Service. 25 It is incumbent on the TPS to determine the strategic allocation of its officers to address these needs. 

• Developing and communicating an organization’s mission statement and values, providing training that emphasizes 

the value of community policing and awareness of problem-solving strategies, and leading by example are all ways in 

which management can help foster the implementation of community policing. Traditional reactive policing and car 

patrol is not only ineffective at reducing crime, but also creates barriers between the police and the public. Stops and 

searches may produce high rates of arrests, but these are often for minor crimes and the overall impact on crime 

rates is small.26 

• The TPS addresses community needs through the maintenance of specialized units such as the Mounted, Dog 

Services, and Marine Units – all with a portion of their time allocated to community engagement activities. For 

example, In 2012, the Mounted Unit attended 51 ceremonial events and 247 community events, while the Marine 

Unit conducted 8 safety campaigns and attended multiple community education events.  

Strategic Direction –  Some units have a defined role to 
provide both law enforcement and community engagement 

 

25 Toronto Police Service, 2012 Community Engagement Survey 
26,27 Community Policing Strategies, Review of the Roots of Youth Violence, Ministry of Children and Youth Services, Government of Ontario, 2008 
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Strategic Direction - Staffing Considerations 

Considerations for the TPS 

The TPS must develop a strategy that defines the desired outcomes and measurements for community 

policing to understand the number of officers to be deployed 

• Community policing is a proactive general policing philosophy underpinned by an idealistic notion about the role of 

the police in society. A myriad of programs and strategies have been implemented under the banner of community 

policing with varying success.27   

• Decisions made by the TPS on the desired outcomes for community policing, for example, an increase in the levels 

of community engagement, a reduction in gun violence, or a reduction in complaints, will determine where officers 

should be deployed and the number of officers required to affect the outcomes.  

• Further, if metrics were put in place to track the linkages between engagement activities and crimes rates, the TPS 

would be able to make strategic decisions regarding the deployment of community officers based on desired 

objectives. 

Strategic Direction –  Some units have a defined role to 
provide both law enforcement and community engagement 

 

25 Toronto Police Service, 2012 Community Engagement Survey 
26,27 Community Policing Strategies, Review of the Roots of Youth Violence, Ministry of Children and Youth Services, Government of Ontario, 2008 



Confidential Advice to the Chief 

  

125 

Strategic Direction - Staffing Considerations 

Observations 

• The TPS currently budgets for 5% overtime across the Service, with some units (e.g., Homicide, Hold-Up, Drug 

Squad and Public Safety) allocated a higher percentage.  The actual budgeted overtime allowance was applied to all 

units across the Service to account for current workload, taking into account that budgeted overtime is paid at 1.5 

times hours worked. The average salary of a full-time police officer (Constable, Sergeant/Staff Sergeant) is 

~$102,000 (exclusive of benefits) with an average of 6% overtime per year. 

• Studies have shown that individuals who work in excess of 125% are not as effective and work at a pace that cannot 

be maintained long-term.28  A recent Canadian study found that the average police officer works just over 44 hours 

per week and 64% take work home to complete outside of their regular hours…spending another 6.7 hours working 

per week (i.e., donate a work day’s worth of time a week to the force). Further, the study also found officers spent an 

average of 4.3 hours per week in work-related commuting.29 

• TPS Officers report a percentage of “unclaimed overtime” that can be attributed to administration (disclosure 

activities), court time and/or investigations of suspects where no arrest is made or evidence seized. 

• Paperwork, especially as connected to the disclosure process, takes a significant amount of an officer’s time at the 

TPS.  Officers within the Criminal Investigation Bureau (CIB) and Major Crime Unit (MCU) can spend anywhere from 

5-15 hours per week (up to 25% of their time) on disclosure activities. The Homicide, Guns and Gangs and Drug 

Squad all reported working between 10-25% of unclaimed overtime.  

Strategic Direction – Officers' capacity to maintain current 
workloads should factor into resourcing decisions 

28 Maynard Standard Practice 3101-Determining a Performance Rating 
29 “Caring for and about those who serve: Work-life conflict and employee well being within Canada`s Police Departments”, Linda Duxbury, Professor, Sprott School of 

Business, Carleton University. Christopher Higgins, Professor, The Richard Ivey School of Business, The University of Western Ontario. March, 2012, page 25 
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Strategic Direction - Staffing Considerations 

Considerations for the TPS 

The TPS must consider work/life balance and officer capacity in decisions to increase staffing 

• The capacity of officers to effectively carry out their duties within a standard workday needs to be a staffing 

consideration for the TPS. Issues of burn-out can become a factor, creating a further strain on the Service.  

• In some units, officers indicated additional resources would allow them to do more proactive work, better manage 

current investigations, and complete administrative activities within their scheduled shift.  

In some circumstances, the TPS should consider increasing the overtime allotted to officers in lieu of hiring 

additional resources  

• Police officers tend to spend the full length of their career with one police service. Therefore, when the TPS hires a 

new officer, it can translate into a 30-year investment. In addition, the provision of benefits and/or pension can further 

exceed this timeline.  

• Compensating officers for overtime, in the short term, is a cost effective solution to meeting the current demands of 

the Service. The average constable earns approximately $8,000 in overtime pay over the course of a year.  

• As studies indicate (see previous page), individuals working in excess of 125% are often not as effective in terms of 

performance. Therefore, the TPS should consider whether additional resources would be beneficial in enhancing 

productivity and decreasing the risk of officer fatigue in units where officers working in excess of 25% in claimed and 

unclaimed overtime. 

Strategic Direction – Officers' capacity to maintain current 
workloads should factor into resourcing decisions 
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• The project scope was based on the current organizational structure and current TPS 

operations. 

• Any further organizational realignment, including an examination of the divisional 

structures, was not factored in to the scope this project. 

• Collective agreements and Service procedures were used as a reference for officer 

requirements (shift schedules, vacation time, sick leave, etc.). 

• Where empirical data was not available, TPS subject matter experts were relied upon to 

provide input, and any assumptions made as a result were documented. 

• All activities performed by officers are the “right” activities. It was outside of the scope of this 

project to examine processes or the “usefulness” of activities performed by officers. 

• An examination of workforce performance was not in scope for this project.  

• Detailed time motion studies were not conducted as part of this project.  

Assumptions 
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• The TPS does not currently collect detailed data on the activities of its officers.  Other than the I/CAD data that was 

used to as the basis for analysis for Primary Response Constables, no other detailed metrics on officer activity was 

available.  

– TRMS (Time Reporting Management System) was not used as a source to determine officer activities given that 

the system generally does not provide detailed information on the types of activities officers are involved in while at 

work over the course of their shift (with some exceptions, including Audit and Quality Assurance and Special 

Events).  

– The Intelligence-Led Policing (ILPs) system was reviewed as a source of data for proactive policing initiatives. 

However, it was determined that this system is used in several different ways by Divisions and thus could not be 

relied upon for a consistent reporting of activities. 

– FIRs (contact cards) and POAs (tickets) were reviewed but only provide data on the quantity of documents issued 

and are not necessarily connected to officer activities and/or initiatives. 

– AVL data was examined as a data source. However, data from this system is not easily accessible and cannot 

provide a summary of officer activity as it is linked to the GPS system in police vehicles, not an individual officer.  

– eCOPS and CIPS are not integrated systems, therefore a complete validation of occurrences against solved cases 

(i.e., cases where charges were laid) was not available.   

• Data on case volumes and clearance rates was provided by the individual units and where possible, validated against 

publicly available information. In addition to count crime volumes in the eCOPS  system, data had to be consolidated to 

show a single incident type. The classification of “other” and “null” created data gaps in the analysis.  

• Where volume data was not available, the project relied on a system of self-assessment of time allocated per activity.  

An assumption was made that officers accurately reported their time. Several meetings and discussions were held with 

members of various units, Unit Commanders and the Command to help clarify and confirm self-reported data.   

Data Limitations 
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• The Strategic Analysis and Resource Requirements project analyzed the current demand for 

service and the number of officers required to meet that demand.  

• The scope of the project did not include consideration for the following: 

– General enablers for operational readiness including efficiency or effectiveness factors that 

would further impact the number of officers required. Examples of factors that may impact 

officer efficiency and effectiveness (that would then drive the required number of officers) 

include:  policies, processes and procedures; performance management; and technology 

supports. 

– Strategic decisions that the TPS could take that would further drive the Officer requirement 

up or down. Examples include: budgetary considerations, decisions to focus on particular 

aspects of proactive or community based policing, etc. 

• This section explores the enablers of operational readiness in relation to the TPS’ strategic 

priorities, to determine possible next steps. 

• It is understood the TPS is committed to providing efficient, effective, and economical public 

safety services to the City of Toronto in a customer service focused, proactive, responsive, and 

resource-conscious manner. 

Context for the Next Steps 
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The Police Staffing Framework illustrates how multiple ‘enablement’ functions contribute to the 

organization’s operational readiness to deliver the policing services.  

For example; HR, Finance, IT, Facilities and Procurement functions enable the operational 

readiness by  providing the number and type of officers needed; defining, documenting and 

enforcing the processes they follow and by evaluating, supplying and renewing the equipment 

and tools they use.  

 

 

The enablement functions prepare the organization to 
effectively deliver police services 

• Mission critical police services are 

delivered by police officers. It is 

imperative that a police service 

optimizes the use of its’ officers; by 

enabling them to be as efficient and 

effective as possible. 

• Police officer headcount generally 

contributes to between 80% and 

95% of a police services’ total 

budget. Optimizing the effectiveness 

and efficiency of police officers 

means optimizing the use of police 

service budget. 
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Decisions taken in relation to the enablement functions 
directly impact the operational readiness of the service 

HR – Manages the employment of the police 

officers and staff (e.g., civilians). 

Modelling Considerations:  Are the right 

officers, with the right skills in the right place at 

the right time? Is performance optimized to 

meet service demands? 

Finance – Manages the budget. 

Modelling Considerations:  Where can and 

should the police service invest? Is the budget 

appropriately sized to meet service demand? 

In a climate of austerity, what is the 

appropriate allocation to payroll vs. non-payroll 

costs? 

Procurement – Manages and delivers on the 

procurement of all goods and services 

required by the force. 

Modelling Considerations:  What shared 

services / strategic sourcing / alternative 

sourcing opportunities exist that may deliver 

greater value, freeing up budget to support 

human resources? 

Police leaders govern the enablement functions according to the organization’s Strategic 

Direction. This impacts the Operational Readiness and consequently the delivery of police 

services to the public.  Facilities/Equipment – Maintains all facilities 

and ensures their optimal use. 

Modelling Considerations:  Do the facilities 

meet the needs of police officers and staff? Do 

officers have the right equipment to optimize 

performance? 

IT – Deploys, maintains and/or oversees police 

service technology. 

Modelling Considerations:  Should the police 

be running their own IT? Does the IT meet the 

needs of the officers to enable effective and 

efficient service delivery? Is the IT cost-

effective? Are they ways to leverage IT 

capacity in place of a human resource 

capacity? 

Service Management – Manages service 

providers and assures quality in service 

delivery. 

Modelling Considerations:  

Does the police service require these external 

services? Should more of police work be 

provided as an external service? 
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The operational readiness of a police service relies on the optimal use of officers, staff, 

equipment, processes and technology. The independent effectiveness each of these elements 

impacts the others; consequently they should be viewed holistically. 

 

The operational readiness of a service is an ecosystem that 
should be assessed holistically 

To be successful in the deployment of police 

services, all of the Operational Readiness 

contributors must be assessed as a whole.  

 

Additionally, the impact of one must be 

assessed against all others. For example, 

changing the processes might require an 

increase in officers, or using new technology 

might enforce a change in processes.  
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Police Officers - The TPS has conducted a Strategic Analysis 
of the workforce requirements for police officers 

Considerations: The TPS has recently completed and organization structure review, and 

this report complements that review by calculating the required number of officers for every 

officer role in the TPS.   

Potential Next Steps: Further action can be taken to ensure the right officers are doing the 

right jobs, and meeting performance expectations that drive staffing assumptions. 

1. Job Specification: A review could be undertaken to validate/develop job descriptions, rank 

and expertise requirements for critical roles. Consideration could be given to pay scales, 

specializations and promotions. 

2. Performance Management: Review the performance management processes and tools 

to determine whether resources are performing at expected levels; if further performance 

management mitigations (training, leadership development) is required; if the TPS is 

promoting and rewarding its’ best people and to enable potential future leaders of the 

TPS to be identified early; whether performance expectations are clear and linked to 

appropriate incentives. 

Impact: Reviewing job specifications, qualifications and performance management will build 

on the work of this report by determining the right officers, performing at the right levels, for 

the roles; rather than just how many officers are needed to fill the organization allocations.  

Recommendation: Because officers are the most crucial asset that the TPS has, it is 

recommended that each of the other elements that make up operational readiness are 

assessed in relation to how they impact the police officer. Changing other elements in the 

operational readiness ecosystem will impact the effectiveness and efficiency of the officer.  

Sworn police officers generally make-up between 80% and 95% of a police service’s budget. 

They are the most visible element of the police service and they deliver the mission-critical tasks 

that enable the TPS to protect the public; they are the police services’ most crucial asset. 
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Police Staff - The TPS could consider a strategic analysis of 
the workforce requirements for its civilian staff 

Considerations: The TPS recently completed an organization review in which the potential 

to ‘civilianize’ some officer roles was assessed and a number of roles changed.  

Potential Next Steps: Further action can be taken to manage the organizational change 

associated with civilianizing roles which have traditionally been held by sworn officers.  

1. Change management: Effective change management will maximize the benefits realized 

through the civilianization of certain officer roles. 

2. Strategic Analysis of Police Staff (civilians): A project similar to this one, would provide 

the TPS with the calculation of the number of civilian staff required. It would provide TPS 

with the ability to make strategic decision across its entire workforce. 

3. Additional next steps as identified for Police Officer roles:  Pertaining to a review of job 

specifications and performance management for Civilian roles. 

Impact: Civilianization can increase the effectiveness of the TPS by allowing the service to 

allocate specialize and skilled resources on functions that are core to their role. It can free-up 

officers and can be most cost effective if civilian pay-scales can be managed differently to 

officers.  

Recommendation: Currently, approximately 30% of the TPS’ workforce is civilian, spanning 

across all Commands (Human Resources, Finance, Analytics, Planning, IT, etc.). The TPS 

should consider the influence these resources have on the Service’s operational readiness.  

The use of civilian staff in the police services is a topic that is debated frequently by police 

services globally. Most police services have at least some civilian staff, but the question is how 

many? And doing what?  
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Equipment – The TPS could consider the sourcing and 
distribution of its’ equipment 

Considerations: It is recognized that officer equipment is highly specialized. It must meet 

the needs of the officer and be reliable and resilient.  

Potential Next Steps: While the type of specialized equipment cannot be commented on; 

there are options for assessing whether the TPS has the right equipment to optimize its’ 

officers efficiency and effectiveness; and that it is sourced, distributed and maintained cost-

effectively.  

1. Alternative Solutions:  A review of alternative options to replace or supplement current 

equipment that would further enhance the effectiveness and efficiency of officers. 

2. Sourcing: A review could be conducted to determine whether the TPS is getting value for 

money in the sourcing and maintenance of equipment. The review should consider 

possible economies of scale that could be achieved from procuring equipment with, or on 

behalf of other police services. 

3. Procurement Refresh: A short project could be undertaken to review the existing 

procurement contracts for equipment. For example, in Accenture’s Health practice, we 

undertake work reviewing contracts and concluding ‘better deals’ for hospitals. 

Impact: Sourcing and Procurement reviews will ultimately reduce the cost of equipment for 

the TPS without compromising the quality. It can lead to standardization of equipment across 

police services thereby enabling joint training programs for officers.  

Recommendation: It is recommended that opportunities to review the sourcing and 

procurement of specialized equipment is completed in consultation with police officers.  

Police officers rely heavily on equipment to do their jobs. They need, for example, vehicles, 

weapons, uniforms, livestock and stationary. Some of this equipment may never be used, but 

some officers may have to depend on it for their lives. 
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Processes – the TPS could document current processes and 
invest in new process-led opportunities  

Processes form the parameters within which officers complete their work. Police processes are 

key to the effectiveness and efficiency of officers and are a key contributor to successful policing. 

Considerations: Police processes cover every part of the police service – every role, task 

and job. It impacts every member of the organization. Even where decisions and actions are 

at the discretion of the officer; they are still governed by processes. Processes that are 

ineffective can directly impact the efficiency and effectiveness of officer performance. 

Potential Next Steps: There are many options for next steps in regards to processes, that 

are elaborated on in this, and subsequent slides. 

1. Multi-agency Approach: The TPS could consider expanding its approach to multi-agency 

work to more effectively share information and reduce demand on the police service 

2. Workflow: The TPS could consider more formalized workflow for core tasks and activities 

such as investigations. This workflow would better enable the TPS to understand the 

activities (and associated effort) being undertaken by officers. It will enable more effective 

case management and provide clear audit trails of work. 

3. Efficiency: A review could be undertaken to assess the efficiency of some core 

processes. Core police processes are often found to not have been updated since initially 

documented. With changes to technology, ways of working, governance and strategic 

direction, reviewing and updating core processes can be impactful. 

Impact: Processes impact all areas of the police service; however the activities outlined 

above will directly impact police officers; ultimately enabling them to be more efficient and 

effective. 

Recommendation: It is recommended that core police processes are reviewed with the goal 

of optimizing the efficiency and effectiveness of work completed by officers. 
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1. Multi-Agency Approach  

Reducing crime is not just about arresting criminals; it’s also about preventing crime in the first 

place. The 80/20 rule theorizes that 80% of crime is committed by 20% of the population, and in 

addition, the majority of offenders will re-offend.30 Police services globally are recognizing the 

need to ‘join-up justice’ to share information across all stages of the justice process, including 

voluntary and charity organizations.  

30Center for Problem-Oriented Policing, http://www.popcenter.org/learning/60steps/index.cfm?stepNum=18  
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Expanding current programs, such as FOCUS Rexdale, will alleviate the need for officers to 

respond to all types of calls for service 

• The Child and Youth Advocacy Centre (The Centre) is a child/youth focused, community oriented, multi-

disciplinary facility focused on the investigation, treatment and management of child abuse. The team will 

consist of police officers working with child welfare professionals, physical and mental health 

professionals, prosecutors and victim advocates. Service partners include: Children’s Aid Societies, the 

Suspected Child Abuse and Neglect (SCAN) at SickKids Hospital, and the Ministry of Attorney General – 

Victims and Vulnerable Persons Divisions, etc.  

• FOCUS Rexdale is a regular meeting of agencies, offices and community-based organizations whose 

goals are to sustainably reduce and prevent incidents of crime and social disorder; increase community 

safety, security and wellness in specific neighborhoods of Rexdale; build on and sustain collaborative, 

ongoing partnerships amongst all stakeholders; and increase capacity-building for, and with, FOCUS 

Rexdale neighbourhoods. The program is intended to allow for the immediate response to situations with 

co-ordinated and integrated intervention comprised of the right blend of technical capabilities and service 

capacities.  

• This multi-agency approach is exemplified in the Glasgow Community and Safety Services (GCSS), a 

charitable company jointly owned by Glasgow City Council and Strathclyde Police.  Antisocial behaviour, 

crime and disorder cover a range of actions and although the impact of antisocial behaviour can often be 

measured in terms of direct financial costs, there are also indirect costs such as loss of services, loss of 

revenue, increased insurance premiums, increased operational costs and additional preventative or 

deterrent measures. Glasgow City Council and Strathclyde Police created GCSS in 2006 and tasked it 

with lead responsibility to respond to all aspects of antisocial behaviour.31 

 

Multi-Agency (cont'd) - The TPS has several pilot projects 
that involve a multi-agency approach to crime and diversion 

31http://www.saferglasgow.com/corporate.aspx 
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Investing further in intelligence-led policing will allow the TPS to continue to improve its 

ability to deploy and manage resources more effectively. 

• Intelligence-led policing empowers a police force to not only respond to calls from the public, 

but to also focus on using information to identify patterns of crime, thus using resources with 

greater agility, leading to a reduction in overtime costs for intelligence and operational staff 

through more effective and targeted tasking.32 

• Investments in new intelligence capabilities can result in a more balanced distribution of 

resources between equally weighted priorities. 

• For TPS, this would mean investment in both resources and technology to facilitate the: 

1. Development of capabilities to collect, record, analyze, triage, and disseminate 

information from a wide range of sources. 

2. Deep understanding of linkages between information and the activities required to react 

and respond to this information. 

3. A detailed, Service-wide, integrated process for converting information into intelligence 

and ensuring it reaches the correct segment of the organization, as required. 

• The National Intelligence Model (NIM) is valuable as a model for future consideration, when 

TPS is prepared to move to a more intelligence-led policing. 

 

 

 

2. Workflow – An increased focus on Intelligence-Led  
Policing will require a shift in how officers are allocated 

32 Serving the community with High Performance in Policing, Accenture 2007 
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Technology – can create efficiencies for police services that 
impact staff capacity planning and policing outcomes 

Considerations: The TPS uses a wide range of technology. It is currently procuring a new 

Records Management System, has deployed in-car computing and uses multiple other 

applications and databases to manage day to day operations (such as I/CAD and TRMS). 

Technology continues to evolve and police services globally are now viewing it as a means to 

improve the effectiveness and efficiency of their officers by changing the way they work. 

Potential Next Steps (explored in more detail on next pages) 

1. Intuitive Mobile Technology 

2. Module, flexible and enterprise-wide information management systems 

3. Data and Video Analytics: Web-based portal 

Impact: Technology impacts all aspects of policing. Technology can enable better, quicker and 

targeted information sharing – ensuring that information is with the right officer when they need 

it to facilitate quicker decision-making. Technology can also be used to change the way officers 

work. It can enable both efficiency savings and increased effectiveness. Technology can 

dramatically reduce the time it takes officers to reach conclusions; completing case work faster; 

with higher detection, charge and conviction rates. As a result, technology impacts the number 

of officers in certain roles; it can enable the police service to redeploy officers to units of critical 

need. 

Recommendation(s):It Is recommended that the TPS assess their use of technology in 

relation to the way in which officers work, and the increase in efficiency and effectives this can 

enable. 

Technology is a key aspect of operational readiness. It supports officers in all of their tasks and 

has a direct impact on the effectiveness and efficiency of officer performance, which in turn has 

direct impact on the human resource allocations required to address demands for service.  
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1. Mobile Technology - A range of solutions 

Accenture Mobile Detention App: Cell-Visit 

Advances in mobile technology can create efficiencies for front-line police officers that would 

decrease the time officers spend on certain activities, thereby impacting the number of officers 

required to meet service demands. For example: 

• Being able to check, and complete all administration for a detainee in custody, at the cell door (including risk 

factors, special care requirements, duration held for, etc.) 

• Being able to record witness or victim statement at the scene of crime and circulate a description of a 

suspect to all officers in the area. 

Accenture Crime Recording App 
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The TPS should explore equipping front line officers with smart phones and other mobile 

technology 

• The TPS already has installed computers in police vehicles. However, there is further 

opportunities to utilize mobile and handheld PCs to achieve further efficiencies.  For example, 

Novel mobile systems allow police to write fines, offer an on-site credit card payment option, 

take pictures of crime scenes, use maps to trace patrolling routes, fill out complaints or check 

police databases remotely.33 

– In the United Kingdom, smart phones allow police officers to take photos and access back-office 

databases to see maps and images of wanted or missing people. Police officers also can upload text and 

photos as crime data. Additionally, officers receive the latest information or intelligence on their smart 

phones.34  

– A pilot in the United Kingdom showed that using mobile technologies was, on average, 15 minutes faster 

and enabled officers to send back complete information to the central database in less than one minute, 

without having to return to the police station. 35 

• While surveillance technologies continue to be developed to support police work, the social 

implications of this technology need to be addressed. Depending on the respective country, 

policy makers and police forces need to balance the need for providing safety with the citizens’ 

rights for privacy.36 

Mobile Technology (cont'd) - Technology  can create 
efficiencies for police services 

33ICT Trends in European Policing, COMPOSITE Project, 2011, page 15 
34, 35 Ibid, page 20, 21, 24 
36 “Preparing police services for the future”, Accenture, 2013, page 11 
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2. Module, flexible and enterprise-wide information 
management systems 

Hosting all police information for all operational functions. Maintains a single trail from initial 

contact to resolution of an event / case. Developed as a crime fighting tool to proactively 

support officers, not just to record crime, but detect and prevent it. A system that can 

proactively support users by presenting potential suspects, avenues of investigation and 

known connections across Party (People & Organization), Object, Location, and Event (POLE) 

data. 
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3. Analytics maximizing the value of information  

Analytics tools can provide both frontline operation intelligence and management information; 

enabling informed decision making  through the improved use of intelligence. 
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The TPS should track the time the CRU spends on community-related activities and subsequent 

outcomes. In addition, they should further consider linking socio-economic metrics to this data to 

drive decisions on capacity relative to desired outcomes. 

The pilot underway in one Division at the TPS has taken initial steps in this regard, measuring 

time spent in neighbourhoods by officers against outputs, such as tickets, radio calls, etc.  

Linking outcomes to activities will help drive the allocation of 
community officers 
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The TPS should explore methods of engaging the public that move beyond engagement 

through the officer on the street. 

• Allowing citizens’ to interact with the police online and at a the time of their choosing leads to a 

sense of empowerment, further driving increased customer satisfaction.39 

– Many people already use online portals to interact with private organizations (such as banks). Citizen 

portals have the additional benefit of lowering operational cost through reducing the requirement for 

telephone and face-to-face contact. For instance, one large metropolitan force in the UK had more than 

40% of telephone calls coming in to non-emergency call centers relate to members of the public seeking 

status updates. This functionality could be offered through an online portal, producing a corresponding 

reduction in call volumes.  

• The use of social media serves three main purposes: (1) to raise public trust in the police by 

raising accessibility and transparency; (2) to increase operational efficiency by broadening 

public participation in criminal investigations; and (3) internal cost savings.38 

– In the United Kingdom, the use of social media is closely linked to the concept of community policing. A 

review of the London terrorist attacks revealed the need to build a closer, more trusted relation between 

police forces and the general public. Therefore, social media is envisioned to become a central tool for 

communication on a local level. Test runs, in which local police stations use twitter to update citizens 

about their activities throughout the day, show a great public interest in this type of information.37 

Technology – Providing alternative ways for citizens to 
interact with the police impacts staffing needs 

37,38 ICT Trends in European Policing, COMPOSITE Project, 2011, page 35 
39 “Preparing police services for the future”, Accenture, 2013, page 11 
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The following section provides a brief overview of methodologies, tools, indicators and trends in 

the area of staff planning and deployment 

Over the past decades, there have been many approaches to staffing planning and deployment 

by various police agencies and service, including per capita allocations, budget-driven models 

and demand for service. 

As data, information and technology have evolved, so have the indicators, drivers and 

approaches to policing. Police services are looking beyond response times to multiple factors that 

may influence and predict the delivery of policing services.  

It is said that the police provide two very different functions: Prevention/Protection and Control 

(essentially ante hoc activities) and Detection of Crime and re-establishing public order and 

tranquility after breakdowns (post hoc activities) – the more successful the ante hoc activity, the 

less the demand for post hoc policing.40 

 

Staff planning and deployment methodologies, tools, 
indicators and trends  

40 Testing the Police Workforce Resilience Hypothesis An application of labour economics to policing management, Priscillia Hunt, Barrie 

Irving, Luca Farnia; Prepared for the Workforce Programmes Unit of the National Policing Improvement Agency; 2011 RAND 

Corporation, page 7 
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The IACP recommends multiple factors be considered when 
addressing police staffing 

Observation: Staffing and deployment should be based on an agency’s/Service’s individual demands and 

strategies41  

Summary  

• The International Association of Chiefs of Police (IACP) has indicated that to prescribe patrol requirements 

properly, a series of professional guidelines and departmental policy preferences must be explicitly considered 

and deliberately applied. These concern policing philosophy, service philosophy, response time 

standards, and supervision philosophy. 

• In addition, the IACP recommends a mix of other factors should be considered in determining staffing levels 

depending on the policing agency. These include: 

• Policing philosophy and priorities 

• Police policies and practices 

• Number of calls for service 

• Socio-economic factors (e.g., Population, including size, density, composition, particularly age structure, and 

stability and transiency of population; Cultural conditions; Climate, especially seasonality) 

• Policies of prosecutorial, judicial, correctional, and probation agencies 

• Citizen demands for crime control and non-crime control services and the crime reporting practices of citizenry 

• Municipal resources 

• Trends in the foregoing areas 

41 International Association of Chiefs of Police, Patrol Staffing And Deployment Study 
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There are a number of approaches to police staffing 
modeling: Per Capita  

Approach: Per Capita Methodology 

Summary 

• Requires determining the optimum number of officers per person and then calculating the number of officers 

needed; the agency may compare its rate to that of other regional jurisdictions or to peer agencies of similar 

size.  

• Advantages of the per capita method include its methodological simplicity and ease of interpretation. The 

population data required to calculate this metric, such as census figures and estimates, are readily available 

and regularly updated. Per capita methods that control for factors such as crime rates can permit communities 

to compare themselves with peer organizations (Edwards 2011).  

• The disadvantage of this method is that it only addresses the quantity of police officers needed per population 

and not how officers spend their time, the quality of their efforts, or community conditions, needs, and 

expectations. Similarly, the per capita approach cannot guide agencies on how to deploy their officers.42 

• There is no benchmark for the optimum staffing rate nor does it account for the changes in workload by 

jurisdiction or policing style. 

• International Association of Chiefs of Police (IACP) has strongly advised against using population rates for 

police staffing, noting “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 endeavor 

which requires consideration of an extensive series of factors and a sizable body of reliable, current data.”43 

42 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page 22 
43 Ibid, page 24 
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There are a number of approaches to police staffing 
modeling:  Minimum Staffing 

Approach: The Minimum Staffing Approach 

Summary  

• Requires police supervisors and command staff to estimate a sufficient number of patrol officers that must be 

deployed at any one time to maintain officer safety and provide an adequate level of protection to the public.44 

• This approach is fairly common and is reinforced through organizational policy and practice and collective 

bargaining agreements 

• Two reasons it is used:  (1) policymakers believe a minimum number of officers if required for public safety, 

and (2) officers may insist a minimum number of officers be on duty at all times.45 

• Often set without consideration for actual workload, presence of officers, response time, immediate 

availability, distance to travel, shift schedule or other performance criteria.46 

44 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page 24 
45. 46 Ibid, page 25 
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There are a number of approaches to police staffing 
modeling:  Authorized Level 

Approach: The Authorized Level Approach 

Summary  

• Uses budget allocations to specify the number of officers. 

• There may be a formal staffing assessment to determined the authorized level, it is often driven by resource 

availability and political decision-making.47 

• Does not take into account factors such as demand for service, community expectations or efficiency 

analyses, however the agency may still be able to meet demands with fewer officers than authorized.48 

• The Chicago Police Department has used this approach, in conjunction with the Managing Patrol 

Performance software tool (see page 148), to manage staff deployment. 

47 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page 26 
48 Ibid, page 26 
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There are a number of approaches to police staffing 
modeling:  Workload-Based 

Approach: The Workload-Based Approach 

Summary 

• Derives staffing indicators from demand for service and estimates future staffing needs of police departments 

by modeling the level of current activity, while accounting for service-style preferences and other agency 

features and characteristics.49 

• Allocation models based on actual workload and performance objectives are preferable to other methods that 

might not account for environmental and agency-specific variables. No single metric or benchmark should be 

used as a sole basis for determining an agency’s staffing level.50 

•  There is no universally-accepted standard method for conducting a workload-based assessment as defining 

and measuring “work” varies by agency. 

• Current literature suggests the principal metric to assess workload is citizen-initiated calls for service, 

including51: 

• Examine the distribution of calls for service by hour of day, day of week, and month 

• Examine the nature of calls for service 

• Estimate time consumed on calls for service 

• Calculate agency shift-relief factor 

• Establish performance objectives 

• Provide staffing estimates 

• Arizona Highway Patrol, multiple agencies in Charlotte County, Florida, Traverse City Police Department 

(Michigan) have all used “unspecified methods” for conducting a workload analysis.52 

49 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page 27 
50,51  Ibid page  28 
52 New Mexico Department of Public Safety Staffing Study – Final Report, Dan Cathey, MPA and Paul Guerin, Ph.D., December 2012, page 17 



Confidential Advice to the Chief 

  

155 

Analytical approaches to study patrol deployment were also 
identified: Police Allocation Manual  

Approach: Police Allocation Manual (PAM) 

Summary 

• Developed by William Stenzel in the early 1990s, widely used to estimate police staffing needs. It is based 

on the assumption that on-duty time has four components: (1) Reactive: Time spent responding to calls for 

service; (2) Proactive: Time spent on self-initiated activities; (3) Proactive (patrol): Time spent free or 

uncommitted; and (4) Administrative Time: All other activities while on patrol. 53 

• Relies on historical workload data and user-supplied performance objectives and polices, taking into 

account a number of inputs, including shift length, average number of officers to be supervised by each 

field supervisor, geographic area, average response speed for emergency calls and non-emergency calls, 

average time per call, average time on administrative duties per hour, etc.54 

• Works best when a community responds to at least 15,000 citizen-generated calls per year. 

• It cannot be used as a predictive tool and does not assess where the organization is internally consistent 

(e.g., whether patrol units spend too little or too much time on some calls). 55 

• Relies heavily on averages in producing the estimates; does not differentiate about the job functions of the 

police units; response time as a component of the call for service time. 

• The Scottsdale Police Department, Florida Highway Patrol, Georgia State Police, Washington State Police 

are among the agencies using this method (2004).56  The New Mexico Department of Public Safety, stated 

“the strength of the PAM method is it’s consistency with the previous DPS reports, it is an established 

method, it is a quality method, the software is free, and it is commonly used by state law enforcement 

agencies”57 

53 Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, VPD, February 

2007, page 131 
54 Ibid page 122  
55 New Mexico Department of Public Safety Staffing Study – Final Report, Dan Cathey, MPA and Paul Guerin, Ph.D., December 2012,  page 9 
56,57 Ibid, page 11,page 14 
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Analytical approaches to study patrol deployment were also 
identified: Managing Patrol Performance  

Approach: Managing Patrol Performance (MPP) 

Summary 

• Based on idea that front-line staffing should be tied to service levels and workload using CAD data,58 and 

assists in patrol allocation decision making and monitoring; provides a multi-dimensional measure of what a 

community needs. MPP takes into account a wide variety of indicators that impact patrol performance in the 

field and the level of service being provided to the community.  

• Does not necessarily indicate how many officers a service requires; relies primarily on calls for service 

(types, numbers of units dispatched, average service and travel times, time spent on report writing and court 

attendance, number actual fielded patrol units on duty and the geographic area covered).59  However, it is 

seen as potentially having use as an effective deployment tool.63 

• Study for the Region of Waterloo recommended closing gaps in how time spent on tasks was measured. 

This included suggestions that a coding system be implemented to adequately document time spent on 

tasks under the major categories of calls for service, unplanned officer initiated activity, administrative tasks 

and planned proactive work.60 

• Calgary Police Service acknowledged that the MPP model can be used effectively to, among other things, 

even out workload across shifts; provide time for problem solving and directed patrols and better forecast 

scheduling requirements into the future.62 

• Used by Seattle Police Department, the Los Angeles Police Department, the Charlotte-Mecklenburg (NC) 

Police Department, the Newport News (VA) Police Department, the Knoxville (TN) Police Department, the 

Winston-Salem (NC) Police Department and the Palm Beach (FL) County Sheriff’s Office.61 

58, 59 Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, Vancouver Police 

Department, February 2007, page 134, 135 
60 Waterloo Regional Police Department , Performance Management Project: Patrol Staffing Analysis, Executive Summary, Peter Bellmio, Management 

Consultant, November 2009, page 10 
61 New Mexico Department of Public Safety Staffing Study – Final Report, Dan Cathey, MPA and Paul Guerin, Ph.D., December 2012, page 13 
62 Vancouver Police Department Patrol Deployment Study, page 136 
63 Ibid, page 137 
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The Vancouver Police Department undertook a 
comprehensive study on patrol deployment 

Approach: Vancouver Police Department (VPD)64 

Summary 

• The Vancouver Police Department Patrol Deployment Study examined the potential to increase the 

effectiveness and efficiency of patrol operation. They conducted an analysis of patrol deployment, 

considering the following questions: 

• How long patrol officers spend on each call for service. 

• How many officers attend each call for service. 

• Whether some officers should be reassigned to front-line patrol functions. 

• Whether the calls that patrol officers currently attend need to be attended or 

• Whether some calls that are not currently attended should be attended. 

• Whether more or less two-officer units should be deployed. 

• Used historical patrol data (including the call data, the dispatch data and the deployment data) and generate 

empirical predictions based on that data. The VPD approach improves on this method by analyzing the data 

before it is fed to the theoretical model. This leads to a better view of what is currently being done and, what 

is not being done or what should be done differently. 65 

• The outcomes of the study recommended changes to the current deployment of patrol officers, decreasing 

the response time to priority 1 calls (less than 11 minutes), thereby providing additional opportunities for 

patrol officers to engage in proactive policing.66 

64Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, Vancouver Police Department, 

February 2007, page 140-141 
65 New Mexico Department of Public Safety Staffing Study – Final Report, Dan Cathey, MPA and Paul Guerin, Ph.D., December 2012, page 14 

66 Vancouver Police Department Patrol Deployment Study, page 1095 
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The TPS previously used the 60/40 Model for staffing 
and deployment 

Approach: 60/40 Model 67 

Summary 

• Based on the premise that, under ideal conditions, 60% of a field police officer’s time should be spent 

answering radio calls and responding to other demands for service. The remaining 40% should be spent in 

more preventive and proactive duties directed at addressing crime, disorder and community concerns. 

These activities include directed patrol, enforcement and problem-solving. 

• The goal of the “60/40 Model” was to deploy police officers in a way that allowed the Service to adopt a 

preventive and proactive focus with respect to public service – that is, preventing crime and disorder in 

accordance with the needs and priorities of the community. It was intended to equalize the workload of the 

divisions by analyzing data on calls for service and using that information to adjust staffing levels across the 

City. 

67 Staffing and Deployment Model, 2008, Toronto Police Service 
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The TPS has completed a number of past studies on the 
topic of police staffing 

Observation: Past studies by the TPS have been challenged with by gaps in empirical data required to fully 

support a workforce analysis across all uniform positions. 

Summary  

• Manpower Allocation Study (1984) – The report focused primarily on the allocation of constables across 

Divisions and in scout cars as it related to the capacity of the Division to respond to calls for service 

• Uniform Workload Analysis Report (June 2011) – The objective of this report was to determine the volume 

of work performed in specific areas of the Service and the amount of officer time involved in performing the 

workload. Gaps in data prevented a complete analysis of workload for many units across the TPS (e.g., no 

accurate accounting of CRU time beyond TRMS). A 30% and 35% factor was created and applied to the 

cumulative workload of Calls-for-Service, Ancillary duties and report writing, respectively rather than actual 

time spent on these activities. The use of other studies to create a baseline for determining resource 

allocation within the Specialized Operations Units proved difficult to apply to the TPS. 
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In some cases, standards have been applied to determine 
optimal staffing levels 

Industry Practices: Standards in staffing levels across law enforcement  

Summary 

Proactive / Problem Solving Activities  

• Industry practice in the field of law enforcement is to allow officers to spend between 40% and 50% 

of their shift (or an average of 24 to 30 minutes per hour) on proactive policing and problem-solving 

activities.68 

• Typically, police agencies who track the time allocation of their officers divide each patrol shift into 3 

components. They then allocate between 15% and 20% of the total shift length to administrative 

tasks (including patrol briefings, coffee breaks and meal breaks), approximately 40% of the total shift 

length to calls for service and the remaining 40% of the shift to proactive policing activities. 

Surveillance 

• A surveillance unit should, at a minimum, consist of 7 officers. Empirical data and tactical experience 

has shown that the surveillance system becomes ineffective and unreliable when the surveillance 

team has less than 7 officers.69 

Two Officer Cars 

• City of Winnipeg requires all police cruisers to be staffed by two officers between the hours of 7pm and 7am. 

According to a report prepared for the Vancouver Police Department, the optimal percentage of cruisers 

containing two officers over the course of a day in the City is 60 percent. 70 

• The Australian Institute of Criminology published an updated literature review in 2012 on single officer  

patrols, in which they concluded that “the available research indicates that there is not much difference 

between performance of single person patrols and two person patrols. 71 

68 Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, February 2007, page 887 
69 Ibid, page 1014 
70 “More Police Does Not Mean Less Crime”, Frontier Centre for Public Policy. Steve Lafleur and Andrew Newman, March 2013, page 12 
71 Ibid, page 13 
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A common practice is to staff for resilience or “surge” 
capacity 

Industry Practices: Managing risk in the form of available resources is a key consideration when determining 

the number of police officers 

Summary 

• Police resilience has been defined as: “having the capacity and capability to provide an appropriate and 

sustainable response to a range of demands within acceptable parameters of risk while optimizing quality of 

service and efficiency.” 72 

• Police resilience links three key elements – demand for policing, risk of failure to meet demand, and police 

resources — to meet demand. 

• All those involved in police management understand that police officers have one significant advantage over 

police staff when the service has to respond to extraordinary levels of demand – they are neither subject to 

the same employment contracts nor to the restrictions imposed on deployment by ordinary labour law. 

Therefore they provide managers with the utmost flexibility in meeting extraordinary demands for service.  

72 Testing the Police Workforce Resilience Hypothesis An application of labour economics to policing management, Priscillia Hunt, 

Barrie Irving, Luca Farnia, Prepared for the Workforce Programmes Unit of the National Policing Improvement Agency, page 2 
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In some cases, response times have decreased despite a 
reduction in officers 

Industry Practices: The impact that reduced staffing is having on response times is mixed.  

Summary 

• 57% of the police forces in England and Wales that record their response times (16 out of 28 forces) reported 

that in 2012 they took longer to respond to emergencies than they did the year before. 73 

• Emergency response times have decreased across the country between 2010 and 2012, despite the budget 

cuts and a 10 per cent increase in the volume of calls received…the average time it takes officers to arrive at 

the scene of an emergency has fallen by nearly a minute – from 10 minutes and 39 seconds to 9 minutes and 

43 seconds…Other forces, however, have slashed their response times. For example, in 2010 Cumbria’s 

average emergency response time was just over 33 minutes, but in 2012 it was just under 12 and West 

Midlands Police have brought the figure down to just over 10 minutes in 2012 from just over 13 in 2010. 74 

• Some forces, such as the Metropolitan police in London, changed its response targets in April 2012, moving 

the time limit for responding to 999 emergencies from 12 minutes to 15 minutes. At the same time, however, it 

increased the number of call-outs to be met within this time from 75% to 90%. 77 

• In the UK, with the reduction in number of officers has resulted, in the majority of cases, the proportion of 

incidents attended within the target time has increased. Thus, despite a reduction in the number of officers 

deployed within the response function and changes to deployment approaches, the police response to 

emergencies is being maintained.75  

• The use of a risk-assessed approach to inform deployment decisions is part of the reason forces are able to 

maintain response standards. Some forces assess the risk related to a call and prioritize their response 

according, while others use a protocol detailing incidents and crimes that will be assigned a deployment. If an 

immediate deployment is not required, most forces offer scheduled appointments at a time convenient to the 

caller.76 

73, 77 “Police forces are taking up to 30% longer to react to 999 calls”, July 13th, 2013, by Maeve McClenaghan, The Bureau of Investigative Journalism 

74 “Emergency response times decrease”, 16 Jul 2013  
75, 76 Policing in austerity: One year on , July 2012, HMIC 2012, www.hmic.gov.uk, page 55, page 54 

http://www.thebureauinvestigates.com/author/maeve-mcclenaghan/
http://www.hmic.gov.uk/
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Response times have been used as a driver for the staffing 
requirements of front-line officers 

Industry Practices: Response times often drive operational standards  

Summary 

• Leading municipal police departments in North America typically aim for a 7-minute Priority 1 average 

response time.73  

• Absolute, formally-endorsed response time standards have not been established. Response times, like other 

factors discussed, have major impacts on manpower requirements.77  

• The higher the goal (the faster the desired response), the greater the staffing requirements. Response times 

are not exclusively staffing driven. Call prioritization is crucial in achieving desired response times.78 

73, 77 Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, Vancouver Police 

Department, February 2007, page 20 and page 151 
78 International Association of Chiefs of Police  
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Measures for community policing is a factor in 
determining appropriate staffing levels 

Industry Practices: Community-based Policing 

Summary 

• The Community Oriented Policing Services (COPS) defines community policing as a philosophy that 

promotes organizational strategies, which support the systematic use of partnerships and problem-

solving techniques, to proactively address the immediate conditions that give rise to public safety 

issues such as crime, social disorder, and fear of crime.80 

• There is no single solution to the number of dedicated community policing officers any given agency 

requires. Rather, the number of community policing officers varies by local preferences and 

constraints. What is clear, however, is that those engaged in community policing need time to 

conduct their activities. The way in which that work is assigned - be it to patrol or dedicated 

community policing unit - determines where staffing resources must be placed.77 

• Overall community policing is not focused on specific community-oriented tactics, but instead uses 

foot patrol, storefront offices, newsletters, and community meetings, any reduction in crime and 

disorder does not seem to increase police effectiveness at preventing crime; however, it has been 

shown to reduce fear of crime. 78 

• In 2007, on average, agencies serving populations of at least 500,000 residents employed more than 

130 dedicated community-policing officers. 79 

77 A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page  65 
78 Foundations Of Crime Analysis, Effectiveness of Police in Reducing Crime and the Role of Crime Analysis, page 41 
79A Performance-based Approach To Police Staffing And Allocation, Jeremy M. Wilson and Alexander Weiss, August 2012, page 28, 62 
80  Ibid, page 61 
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The type of policing model adopted by the TPS will 
determine where resources are allocated 

Industry Practices: Problem Oriented Policing (POP) is a widely implemented approach 

Summary 

• Problem-oriented policing is more than identifying and analyzing community problems and 

developing more effective responses to them; it is a whole new way of thinking about policing that 

has implications for every aspect of the police organization its personnel and its operations.82 

• Third party policing asserts that the police cannot successfully deal with many problems on their 

own, and thus that the failures of traditional policing models may be found in the limits of police 

powers.81 

• Recent study found that POP approaches have a statistically significant effect on the outcomes examined 

(namely drug and disorder calls).  However, programs that do not fully implement POP interventions tend to 

yield weaker results. The range of activities implemented by departments in this study vary and further 

study is recommended to fully understand the impacts of POP. 83 

81 Police Innovation and Crime Prevention: Lessons Learned from Police Research over the Past 20 Years, Anthony A. Braga, Ph.D.; David L. Weisburd, 

Ph.D., page 6 
82 Problem-Oriented Policing, Herman Goldstien, McGraw-Hill, 1990, page 3 
83 “Is problem-oriented policing effective in reducing crime and disorder”, David Weisburd, Cody W. Telep, Joshua C. Hinkle, and John E. Eck, 

Criminology & Public Policy, American Society of Criminology, 2010 
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The type of policing model adopted by the TPS will 
determine where resources are allocated 

Observation:  Intelligence-led policing has been the policing model enforced in the UK for over a decade84 

Industry Practices 

• The National Intelligence Model (NIM) is the intelligence-led approach to policing issued under the United 

Kingdom’s Police Reform Act 2002. All of England and Whales has been required to implement NIM to 

national minimum standards as of 2005. 

• The NIM is an Information-based deployment system that operates at 3 levels – Area Command, Force (or 

inter-force), and National & International – to determine who is informed of what information, via different 

intelligence products. 

• Information gathering and intelligence sharing are both key components of the NIM, as intelligence is at the 

core of decision making, resourcing, and understanding trends and crime patterns across the country. In 

order for each of the UK’s 43 police forces to work together to address threats as strategically and 

proactively as possible, the sharing of this information is vital. 

• Four foundational pillars stand up the NIM business process 

• Knowledge assets – NIM requires knowledge of the business of policing and understanding law, policy and 

guidance 

• System assets – the appropriate systems and structures must be in place, including secure environments 

and practices 

• Source assets -  information is effectively gathered and managed from as many sources as possible 

• People assets – establishing a professional personnel structure with trained and suitably skilled staff to carry 

out required functions within the model 

84 http://tna.europarchive.org/20100419081706/http:/www.police.homeoffice.gov.uk/publications/operational-policing/nim-

introductionf264.html?view=Standard&pubID=447884 
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The growth in specialized units may have resulted  
in a reduction in the number of front-line officers  

Industry Practices: Understanding the skills required for specialized unit  and adopting a strategic position on 

how to deploy resources impacts the number of front-line officers 

Summary 

• In the UK, there has been a swing over the last three years away from community policing towards specialist 

units and investigative roles.  

• Approximately 36% have increased the number of officers working in the community, while 59% have 

reduced this number, focusing resources on specialized units and skill areas.85 

• It is becoming increasingly difficult to rotate highly specialized staff out of their specialist functions. Police 

agencies will likely have to start accommodating staff who wish to stay in specialist roles longer. 86  

• Human resource planning will allow police agencies to better identify what skills they are currently lacking 

and what skills they are likely to be lacking in the future, so that they may begin addressing skill shortages 

before they occur. 87 

85 Valuing the Police; Policing in an age of austerity, HMIC, July 2010, www.hmic.gov.uk page 19 
86 Ibid, 20 
87 Strategic Human Resources Analysis of Public Policing in Canada 

http://www.hmic.gov.uk/
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The changing operating environment for Police Services is a 
factor in determining future demand 

Industry Practices: Officers are spending an increased amount of time dedicated to paperwork, particularly in 

preparation for court, over the last several decades 

Summary 

• The workload of police officers across Canada has more than doubled over a 36-year period (1962-1998), 

with the average caseload for a Canadian police officer has increased from 19.7 Criminal Code cases a year 

in 1962 to 46.2 cases in 1998.88  

• One contributing factor to the increase on police workload was the Supreme Court of Canada decision that 

obligated Crown attorneys to make full disclosure. In the past, police would need to prepare only enough 

documentation to make the Crown’s case; as a result of the change in legislation, they must now prepare 

much more detailed reports.89 

• Further, in a UK study, it was noted that “the bureaucratization of the police’s daily activities and the fact 

that, despite advances in technology, some day-to-day police work has become more complex has clearly 

absorbed additional resources as routine activity (for example in preparing files for court following arrests) 

has become more time-consuming.”90 

• At the TPS, it is estimated the officers spend between 10 and 50 percent of their day on disclosures.91 

88 Strategic Human Resources Analysis of Public Policing in Canada 
89 Ibid, page 
90 Cost of the Cops: Manpower and deployment in policing, The Policy Exchange, Edward Boyd, Rory Geoghegan and Blair Gibbs, 

2011, page 39 
91 Business Case Proposal for the Centralized General Occurrence Review and eDisclosure Management Sub-Units, page 17. 

“Officers include eCOPS Constables, Divisional S/Sergeants, Detective Sergeants, Investigators 
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The correlation between the number of police officers and a 
decrease in certain crimes 

Industry Practices: Is there a correlation between increasing the number of officers and a decrease in certain 

crimes? 

Summary 

A correlation exists between the number of officers and a decrease in crime 

• In a study by Corman & Mocan (2000) it was demonstrated that murders, assaults, robberies, burglaries and 

car thefts are influenced (with short lags) by the number of police officers and the number of arrests.  

• Based on New York City crime and arrest data collected since 1970, it was reported that a 10% increase in 

the growth rate of arrests has the potential to cause a 9.40% decrease in the long run growth rate of 

robberies, a 2.89% decrease in the growth rate of burglaries and a 2.72% decrease in the long-run growth 

rate of motor-vehicle thefts. Similarly, a 10% increase in the growth rate of the police force is expected to 

generate a 4.19% decrease in the growth rate of burglaries.92 

• Researchers conclude that if policing is to have a prevention role, crime reduction strategies must be focused 

and approached in a systematic way through the problem-solving approach.93 

The concept of “broken window” approach to policing may not be applicable to the Canadian 

environment 

• “Broken window” implies that by restoring the sense that the law would be enforced, police were able to 

increase citizen perception of safety. 

• The approaches derived from and implemented in the most dangerous American cities are not necessarily 

applicable to Canadian cities, since there simply is not an urban crime epidemic in Canada. Tough medicine 

only works when there is a disease to cure. 94 

92 Vancouver Police Department Patrol Deployment Study, Simon Demers, Planning Analyst  Adam Palmer, Sergeant 1393 et al, Vancouver 

Police Department, February 2007, page  151 
93 Effectiveness of Police in Reducing Crime and the Role of Crime Analysis, page 44 
94 “More Police Does Not Mean Less Crime”, Frontier Centre for Public Policy. Steve Lafleur and Andrew Newman, March 2013, page 4 
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The correlation between the number of police officers and a 
decrease in crimes is debated 

Industry Practices: Is there a correlation between increasing the number of officers and a decrease in certain 

crimes? 

Summary 

• There is no simple causal relationship between the number of police officers and the level of crime 

• The political argument to increase the number of police officers almost irrespective of how they are deployed 

is based on a flawed assumption that more police officers means more police officers available to fight crime 

through performing front line, warranted roles.95 

• Demand on policing is not comprised solely of crime, and as some crimes have reduced (robberies, vehicle 

and other property crimes), new and more complex crimes (sexual offences, cyber-crime and fraud) have 

increased. Furthermore, the complexity of the policing mission has grown to meet a rise in public demand. 96 

• In 2012, the TPS responded to 573,584 calls for service – many of which were related to social problems that 

involved no criminal activity but which were time-intensive and diverted resources. For example of the total 

number of calls received, 31,225 were related to Emotionally Disturbed Persons (EDPs). 

• One study suggests that a positive relationship between the number of police officers per 100,000 and the 

Crime Severity Index. In other words, cities with more police per-capita also have higher crime rates. 97 

• It suggests that the higher clearance rate in cities with more officers is at least partially due to fewer per capita 

crimes to investigate. As an example, Toronto has a higher clearance rate (38.4) than Winnipeg (30.7). While 

it is true that Toronto has more police officers per 100,000 (216 compared to 199), Toronto also has a far 

lower crime severity index (79.3 compared to 137).98 

95 Cost of the Cops: Manpower and deployment in policing, The Policy Exchange, Edward Boyd, Rory Geoghegan and Blair Gibbs, 2011, page 27 
96 Ibid, page  
97  “More Police Does Not Mean Less Crime”, Frontier Centre for Public Policy. Steve Lafleur and Andrew Newman, March 2013, page  9 
98 Ibid, page 11 
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There are mixed opinions on the impact that workload has 
on a Service’s clearance rates 

Industry Practices: There are mixed findings on the impact of workload on clearance rates 

Summary 

• Pare et al (2007) examined how crime clearance rates varied across communities using data derived from 

Canadian Uniform Crime Reports covering 93 municipal police departments and found that crime workload 

had no effect on crime clearance rate 99 

• It was argued that any possible workload effects on crime clearance may be offset by the possible reciprocal 

relationship between workload and clearance: higher clearance rates result in deterrence which in turn leads 

to lower workloads. 

• Jackson and Boyd (2005) conducted a study to examine the role of police workload on police-recorded crime 

rates across communities using data from a single U.S. mid-sized policing department and found that police 

workload had an impact on police behaviour. Results indicated that police were more likely to engage in 

lenient policing practices as the crime rate increased, as a result of a greater workload. This result suggests 

that as the number of crimes increase, police are more likely to experience a higher workload and ignore 

minor crimes to focus on more serious offences.100 

• Evidence indicates the effects of police numbers on crime varies according to a range of factors, including 

crime type, police activities and the deployment of officers in time and space, organizational characteristics of 

police agencies, such as the size of the police agency and the social characteristics of communities. 101 

99 Impact of Police Numbers on Crime,  Griffith University, James M. Ogilvie, Troy J. Allard and Anna L. Stewart, Justice 

Modelling @ Griffith (JMAG), December 2008, page 8 
100, 101 Ibid, page 8, page13 
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Metrics linking activities to crime can assist in refining 
resource requirements for the TPS 

Industry Practices: Deploying resources strategically can impact crime rates 

Summary 

• Studies have also shown that crime is significantly clustered at a much smaller geographic level – in crime 

‘hotspots’.102 The TPS has identified approximately 200 addresses across the City where officers have 

responded to multiple 911 calls. Consequently, the need to manage risk to both officer safety and the 

community may result in a strategic decision by the TPS related to the deployment of resources.  

• One implication of the research on crime hotspots is that if the police just focus their attention on higher crime 

neighbourhoods without local targeting, they could inadvertently ignore longstanding hotspots in lower crime 

neighbourhoods which nevertheless make a notable contribution to overall crime.103 

• In Canada, the 2004 General Social Survey (GSS), for example, found that only 33 per cent of the violent 

incidents documented by the study were actually reported to the police. It also indicated that police reporting 

rates vary dramatically by the type of crime…46 per cent of robbery victims and 39 per cent of assault victims 

reported their experiences to the police, compared with only eight per cent of sexual assault 

victims…[and]…only 24 per cent of victims aged 15 to 24 years decided to report their victimization to the 

police.104 

102 “What works: people and places – how resources can be targeted”, HCMI, page 1 
103 Ibid, page 2 
104 http://www.children.gov.on.ca/htdocs/English/topics/youthandthelaw/roots/volume4/measuring_violent_crime.aspx, 

Queen’s Printer for Ontario, 2010 

http://www.children.gov.on.ca/htdocs/English/topics/youthandthelaw/roots/volume4/measuring_violent_crime.aspx
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UK studies show targeted patrols, in combination with 
problem-solving reduces crime 

Industry Practices: Intelligence and communication to front-line officers is critical to success 

Summary 

• HMIC found that information imparted at briefings usually related to incidents and events of interest that had 

already happened, rather than what was anticipated, thus they tended to be “reactive‟ rather than 

“preventive‟. Often the information was not tailored for the specific needs of the officers.105 

• The reliance on experience over knowledge encourages a craft-based professionalism that demonstrates real 

advantages in “getting-by‟, despite the organization's infrastructure and lack of availability of other service 

providers to support people in need. However, it holds the service back from getting ahead of demand by 

shifting policing from a reactive to a preventive approach.106 

• Problem-solving was found to have the biggest impact [in reducing crime rates] and thought to yield positive 

benefits for police-community relations.107 

• Random or reactive patrols – that is, officers patrolling an area without concentrating on crime or anti-social 

behaviour hotspots, or simply being en route between attending calls from the public – have been shown to 

have no crime reduction effect. 108 

• Using targeted foot patrol to bring crime down initially alongside problem-solving to have a more lasting 

impact. 

105 Taking time for crime: A study of how police officers prevent crime in the field, HMIC 2012, page 11 
106 Ibid, page 17 
107 “What Works: Targeted Approaches to crime and disorder reduction”, HMIC, 2012, page 1 
108 “What Works: The effectiveness of visible policing patrol”, HMIC 2012, 1 
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Civilianization is a widespread practice in policing but there 
is no standard across police agencies 

Industry Practice: Examining opportunities for civilianization may impact the number of sworn officers required 

Summary 

• There is no best practice guideline regarding the mix or ratio of sworn to civilian positions for maximizing 

operational effectiveness. The intent of civilianization is to relieve sworn officers of administrative duties that 

could be performed by civilian personnel, at a lesser cost, allowing sworn officers to dedicate more of their 

time to patrol activity. This practice varies widely from department to department and depends largely on 

budget constraints, operational priorities and community needs.109 

• Many sworn police officers lack specialist training and credentials and are often transferred between sections 

every few years. To this end, civilianization is viewed as a strategy to improve police effectiveness, 

productivity, efficiency, and continuity of knowledge.110 

• A study of civilianization in Vancouver noted “although civilianization is primarily viewed as a strategy for 

reducing the overall costs of policing, there are other benefits, including increasing ‘blue on the street,’ 

broadening the talent pool, and increasing opportunities, diversity, and productivity in the department.” 111 

• As further recognized in the IACP Model Policy on Civilianization, “the efficiency and effectiveness of law 

enforcement agencies is enhanced when sworn and non-sworn personnel are appropriately used to perform 

those functions that are best suited to their special knowledge, skills and abilities.” 112 

109 The City of San Diego “Police Department Sworn and Civilian Staffing Challenges”, May 2012, page 7 
110 Ibid 
111, 112 Civilianization In The Vancouver Police Department, 2006, page 257 
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The implementation of Special Constables could supplement 
the current number of officers 

Industry Practices: Special Constables could support Community Response Units 

Summary 

• The RCMP has implemented a Community Police Office (CPO) who plays an important role in building the 

partnership between the police and the communities they serve.113 

• Orlando, Florida and Sacramento, California have created the civilian position of “Community Service 

Officer”(CSO). CSOs go through an abbreviated version of the police training academy and then handle 

“lower priority” or “non-hazardous” calls for service. In these jurisdictions, CSOs respond to “criminal 

incidents not in progress,” and collect fingerprints from crime scenes.114 

• The Mesa, Arizona, Police Department has begun hiring civilians to handle non-enforcement duties ranging 

“from crime scene processing to fraud investigations”115  

• The Oklahoma City Police Department has hired and trained civilians to work as part-time police 

ambassadors, who provide assistance by giving directions and answering questions, assisting with traffic 

control and special events, and serving as eyes on the street for the Department. In 2008, these civilians 

fielded over 40,000 requests for directions and questions from residents and visitors.116 

• In the UK, the police services of England and Wales created an additional police asset known as the Police 

Community Support Officer (PCSO). 

• In spite of concerns expressed by some sworn employees about non-sworn employees in general, most 

Police Department employees were supportive of expanding the CSO program. The annual cost of an 

experienced CSO, with benefits, is about $59,000 or a little over half of the cost of an experienced patrol 

officer, which is over $113,000.117 

113 http://bc.cb.rcmp-grc.gc.ca 
114 Opportunities for Civilianization in the Chicago Police Department, January 23, 2013, page 13 
115, 116, 117 Ibid, page 13-14 



Confidential Advice to the Chief 

  

176 

The implementation of Special Constables could supplement 
the current number of officers (continued) 

Industry Practices:  Special Constables could support Community Response Units 

Summary 

• Several jurisdictions explained that the major advantage of using CSOs [Community Support Officers] was 

that, for some, it’s a career path for becoming a sworn officer. In addition, new non-sworn hires could start 

at the jail (currently staffed by PSAs) and then be sent to the academy for CSO training after demonstrating 

good job performance at the jail. This would allow for more staffing flexibility.118 

• The evidence from the evaluation shows that CSOs [Community Support Officers] are providing a much 

wanted service and that they are valued by both the police and the public for their visibility and their 

accessibility. It was intended from their introduction that the main role of CSOs was to act as a visible and 

familiar presence through foot patrol and community engagement.119 

• To avoid high turnover, is critical to include a clear career development plan for CSOs, including providing 

for a wider variety of tasks.120 

• The most important method of ensuring that CSOs are used to best effect is to embed them in the 

organization in a way in which they have adequate support and supervision and are part of a coordinated 

policing effort. The use of CSOs in mixed community policing teams attached to a locality and tasked with 

solving community problems would ensure that these conditions exist.121 

• More awareness is needed on the differing roles and powers of the Neighbourhood Policing Team (NPT). 

The public are confused and unsure about the responsibilities each member has, specifically CPO’s and 

PCSO’s. More awareness could lead to greater confidence in the police. The public would be able to 

directly contact a member of the team that they know can assist them. More knowledge of roles and power 

may also help to remove negative perceptions that some sections of the public hold about PCSO’s. If they 

were aware of the key aims to their role they may see them in a more positive way.122 

118 “Police Staffing Audit”, The City of Berkeley City Auditor’s Office, page 26 
119 A national evaluation of Community Support Officers, Home Office Research, January 2006, page 8 
120. 121 Ibid, page 70, 60 
122 Communities Perceptions And Attitudes Towards Neighbourhood Policing, by Anthea Tainton, Internet Journal of Criminology, November 2010, page 22 
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New technologies can change the way police currently 
respond to demands for service 

Industry Practices:  Other jurisdictions are exploring alternative methods of delivering police services 

Summary 

• Technological innovations may finally help the state ‘do more for less’, which is particularly important in the 

context of the immediate and long-term pressures on public spending (OBR 2011).  

• In 2007 the Dutch police launched a website, Politieonderzoeken.nl, 6 which invites the public to help solve 

suspected murder cases. For their first case, they posted details of the violent death of 18-year-old Sjaak 

Gerwig, whose body was dredged up from a canal in Utrecht in April 1995. The website offered a reward of 

€15,000 for information leading to the arrest of the perpetrator. It included a map of the crime scene, details 

of the investigation, press reports and even illustrations of the wounds inflicted. The site is a classic 

example of what Charles Leadbeater calls ‘we-think’, because it allows readers to post up their own ideas, 

and therefore allows a community of contributors to work collaboratively to solve a crime. In its first month 

alone, the site received over 50,000 hits and as a result of the work of amateur detectives, produced six 

new witnesses and a new scenario for the murder.123 

• One pioneering example is TrackMyCrime (TMC) introduced by Avon and Somerset Constabulary in March 

2011, which allows victims of crime to access the progress of the investigation of their crime as well as 

contact the officer leading the investigation. The service offers the option of using the service or speaking 

directly with a police officer. It allows victims to access the current status of their crime online in the same 

way they might expect when accessing a bank or mobile phone account online. In the past, people have 

had to wait for a police officer investigating the crime to contact them with updates that would often be at a 

time that was not convenient for them. TMC sends information to the website as soon as the police 

computer system receives it, and victims are automatically alerted to updates via a text or email alert. This 

allows people to access the information at a time convenient to them.124 

123 Empowering Victims Through Data And Technology, Institute for Public Policy Research June 2012, page 6 
124 Ibid, page 10 
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New technologies can change the way police currently 
respond to demands for service 

Industry Practices:  Other jurisdictions are exploring alternative methods of delivering police services 

Summary 

• Emerging mobile technologies can help automate and digitize the many processes that are currently 

manual and paper-based and empower field police forces by bringing information at point of need.125 

• Greater Manchester Police have launched a Share Your Suspicions section on their website. Through this 

page residents can anonymously submit concerns and upload photos or videos as evidence of suspected 

offences.126 

• It is now generally possible to report crimes online without having to phone in. This is much more 

convenient and accessible than the days when members of the public had to phone a remote call centre 

and wait weeks for a formal response to a non-emergency call.127 

• Surrey Police recently became the first force in the UK to pilot an app that will enable users to engage with 

their local neighbourhood teams through their smart phone or iPad. This includes contact information for 

the local police, local crime data, the ability for the public to vote on local police priorities, and updates on 

officers’ daily activity.128 

125 Serving the community with High Performance in Policing, Accenture 2007 
126 Empowering Victims Through Data And Technology, Institute for Public Policy Research June 2012, page 13 
127, 128 Ibid, page 13 
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Engaging community partners in reducing offending may 
impact the allocation of officers to certain activities  

Industry Practices:  Other jurisdictions are exploring alternative methods of delivering police services 

Summary 

• The One Glasgow Reducing Offending work stream aim is the earlier identification and better planning 

and assessment of interventions, in order to reduce offending rates and improve efficiency with 

improvements to be measured through a range of agreed indicators.  This is being delivered through the 

operation of a Coordination Hub, supported by a Client Intelligence Unit, to pool knowledge and bring 

together agencies to better deliver the range of interventions aimed at reducing offending.  

• The Coordination Hub brings together representatives from partner organizations to coordinate delivery of 

intervention services; by agreeing, recording and tracking care plans based on a shared risk assessment 

resulting in faster and more effective referrals to reduce further offending, improved measurement of 

outcomes, remove duplication and identify gaps in service provision. 

• There are six packages of work which follow the creation of the Hub and Intelligence Unit. These are: 

• Early & Effective Intervention/Whole Systems Approach 

• Problematic/Prolific and Low Level Offenders 

• Alternative to Prosecution and Diversion 

• Short Term Prisoners and Through Care 

• Women Offenders; and 

• Information Sharing Protocol129 

125 “Single Outcome Agreement (SOA), 2013, Glasgow Community Planning Partnership, page 58 


