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Executive Summary

Determining appropriate police resources and assessing, and addressing the factors that influence
community safety, are essential components of effective municipal planning and budgeting. Across Canada,
identifying the right level of funding to meet evolving policing and public safety needs is a complex process,
and often a challenge for municipalities. It requires a nuanced analysis of several key factors that shape
public safety outcomes and a sense of community safety for the public.

This document is based on a review of relevant Canadian research on police budgeting, and best practices
for assessing the current state of community safety. It proposes an approach to identifying public safety
priorities, funding the right agencies to address those priorities, setting the West Shore RCMP budget, and
evaluating outcomes. The process set out in this document is increasingly a best practice across Canada
and around the world.

Central to this document is the important reality that addressing crime and public safety is not exclusively
the responsibility of the police, but can and should be addressed by a number of services, such as bylaw
enforcement, substance use treatment, mental health services, and other investments that address the
upstream factors contributing to criminality and public disorder, such as housing supply and demand,
health services, and job creation. It is also critical to focus resources on prevention rather than on response
where it is possible to do so.

Also integral to this document is the long-established fact that police-population ratios alone are not

an appropriate metric for determining police resource levels. In considering police resourcing, key

areas examined include crime severity index, crime rate, victimization rates, officer workload, projected
population growth, and opportunities for operational efficiencies. These factors are used to inform a
proposed methodology and considerations for police budgeting that align with the community’s evolving
needs and service expectations.

And finally, fundamental to this document is the importance of considering the public’s perception of their
personal safety in the community, a dynamic that is often quite independent of actual crime rates.

This document recommends that the communities served by the West Shore RCMP consider the following:
1 Undertake a community safety survey to determine actual victimization rates and to assess the public’s

perception of their personal safety.

2 Develop a community safety plan to address the highest priority public safety concerns bringing
together the RCMP, bylaw enforcement, housing, public health, and other relevant partners.

3 With the assistance of the RCMP, implement ongoing key performance measures of public safety, crime,
and police effectiveness.

4 Putin place the requirement for a business case when the RCMP are requesting more officers.

5 Undertake a comprehensive public communications plan to support the above.
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Introduction and Purpose

This document provides practical advice on how communities
served by the West Shore RCMP can determine adequate police
staffing, measure police service performance, and broadly assess
the level of public safety and crime in the West Shore. There

is also value in having a discussion with the public about the
realities of public safety resourcing, including the police.

In recent years, communities served by the West Shore RCMP
have been advised that the primary, if not only, consideration

in setting police resource levels is the police/population ratio.
However, there is an awareness that this is not widely considered
a useful or appropriate tool when used in isolation. Communities
served by the West Shore RCMP would like advice on modernized
approaches to police resourcing, including best practices and data
from the RCMP, to inform their decision making as it relates to
public safety going forward. When there is a need for additional
RCMP resources a business case should be prepared detailing

the rationale for the request. This is a standard practice in other
RCMP-contract municipalities, and in other city municipal police
departments when new staff are requested.

Similarly, when communities served by the West Shore RCMP
receive regular data and reporting from the RCMP detachment to
inform their understanding the nature of crime and safety in the
community and trends, they can be equipped to make resource
allocation decisions. This data can be reflected in the planning to
focus resources and investments into areas with highest priority.

Moreover, current understanding of the actual level of crime

and public safety in the West Shore currently relies on anecdotal
information or reported crime statistics, which, when read
without context or supporting rationale, are not indicators of
actual levels of public safety. This document suggests technically
meaningful ways to assess the levels of crime and public safety in
the community and best practices for addressing priorities.

This document explores why police-to-population ratios provide
an incomplete picture of policing needs and introduces the
Community Safety Cycle as a more comprehensive framework
for understanding community safety. It then presents a clear,
evidence-based methodology to guide annual police budgeting
decisions.

The steps in this process are described
in the following sections:

STEP 1 Assessing Community Crime and
Perceptions of Personal Safety

Assess crime in the community and

the public’s personal sense of their

own safety using scientifically valid
community safety surveys.

STEP 2 Aligning Resources with the
Community Priorities

Use that information to set public safety
priorities, which might in turn require
new, or realigned, resources for police,
bylaw, prevention programs, or other
community supports that address the
root causes of crime. This step might take
the form of a community safety plan.

STEP 3 Setting the Annual RCMP Budget
Inform the public safety budget through
data informed decision making, aligned
with priorities, and in a way that is
informed by the survey and the plan.
Fund resources to the RCMP and Crime
Prevention where best informed to
reduce criminality and improve safety.

STEP 4 Evaluating Outcomes

Use key performance indicators (KPI’s)
to undertake an ongoing assessment of
the effectiveness of those investments
by monitoring data provided regularly
by the RCMP and further community
safety surveys.

Throughout these steps, this document
provides advice on what communities
should be considering as these examine
crime and safety and the police
budgeting process.
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Key Definitions
Before continuing, some important definitions are needed:

CRIME RATE - a measure of the incidences of crime that are reported to the police or detected by police,
per 100,000 population. This data is produced by Statistics Canada.

VICTIMIZATION RATES are the actual incidences of crime which include crime reported to/detected by
the police and crime not reported to the police. These are measured through statistically valid surveys.

CRIME SEVERITY INDEX — is reported crime, measuring the volume of crime, that quantifies the severity
of crimes in an area, giving more weight to serious offences like murder or robbery than to less serious
ones such as theft or mischief. The severity is calculated nationally by the average sentence a judge issues,
following conviction.

POLICE TO POPULATION RATIO — police/population ratios (colloquially known as cop-to-pop ratios) are
the number of police officers per 1000 citizens.
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Limits of Police/Population Ratios

Police/population ratios are an inadequate metric for setting police resource levels when used in isolation.

Simply put:

“Ready-made, universally applicable patrol staffing standards do not exist. Ratios, such as officers-per-
thousand population, are totally inappropriate as a basis for staffing decisions. Defining patrol staffing
allocations and deployment requirements is a complex endeavour which requires consideration of an
extensive series of factors and a sizable body of reliable, current data.”

INTERNATIONAL ASSOCIATION OF CHIEFS OF POLICE

Internationally there is no correlation between police population ratios and actual rates of crime. Canada
has a police population ratio of 184 police per 100,000 population, while South Africa has almost double
that at 345 officers per 100,000. And yet South Africa has one of the highest rates of crime in the world
with a crime index of 75, while Canada’s is far lower at 452. Crime rates are a function of many factors
including socio-economic components and a wide range of other social considerations.

Similarly, in B.C. there is no correlation between police population ratios and crime rates. Nor is there
anywhere in Canada.

Put simply, crime reduction requires an investment in the root causes of crime and is a function of the
effectiveness of law enforcement (not the quantity of enforcement).

While it is important to understand that there is no correlation between police population ratios and actual
levels of crime, there is also no known correlation between police population ratios and an individual
resident’s perception of their own personal safety. Members of the public may have a perception of their
own safety that is shaped by factors other than actual crime. This could include levels of graffiti, garbage,
encampments, public drug use, personal experiences, or the general state of repair of the built form.
However, there are many other factors that are well beyond the influence of municipal government and
police that will be discussed later.

While population-to-officer ratios are commonly used as a comparative metric, it is overly simplistic when
considered in isolation. These ratios must be contextualized alongside other indicators, such as:

> Crime rate

> Crime severity index

> Call for service and types of calls for service

> Officer workload and case complexity

> Projected population growth and development patterns

When viewed alongside other data, police-to-population ratios can help project staffing needs related to
growth, visibility, emergency response, and event policing, but they represent only one part of a broader

picture. As communities expand, additional officers may be required but determining how many and when
is a complex process with many variables beyond simple ratios.

! https://en.wikipedia.org/wiki/List_of_countries_and_dependencies_by_number_of_police_officers
2 https://worldpopulationreview.com/country-rankings/crime-rate-by-country

PUBLIC SAFETY AND POLICE RESOURCING




The Community Safety Cycle

Determining appropriate RCMP resourcing is an ongoing process of assessment, alignment, and outcome
measurement. Resources should reflect actual crime levels, public perceptions of safety, and expected
outcomes, while being closely coordinated with other services and levels of government.

Many public safety issues also involve non-police resources that complement or substitute for policing,
such as bylaw enforcement, crime prevention, education, mental health supports, and housing services
shared with the province.

STEP 1
Assessing Community Crime
and Sense of Personal Safety
through Survey

STEP 2
Aligning Resources

STEP 4
Evaluating Outcomes

Community
Safety
Circle

with Key Performance with the Community

Indicators Priorities through

a Community

Safety Plan

STEP 3
Setting the Annual RCMP
Budget with a Business

Case
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It is useful to consider two examples of how this cycle might work in practice.

Example One:
Property crime is a priority

In this example a city has done a community safety
survey (which will be discussed in detail later) and
finds that property crime is a key concern for the
community. This could include thefts from cars,
stolen bikes and propane tanks and other thefts.
This in turn has led to lower levels of perception of
personal public safety in the community.

When compared with reported property crime
(thefts report to the police) it is noted that there
appears to a larger incidence of actual crime than
reported crime which suggests that some thefts
are not being reported to the police. Victimization
rates are frequently higher than reported crime/
crime rates.

A strategy might then be to develop a ‘community
safety plan’ in cooperation with the police. The
plan would include a mix of prevention and
enforcement initiatives. Prevention might include
public education about securing cars and bikes, and
other measures such as recording serial numbers
that have been proven to reduce property crime.

In parallel the police might increase efforts to

track stolen property by allocating resources to
regularly check pawn shops, online markets, and
other internet sites that are common avenues for
reselling stolen goods. The city would finance these
efforts with the understanding that any new police
funding would be specifically for this purpose.

Police will then regularly report out publicly on the
impact of these measures by tracking reported
property crime, the extent of preventative education
programs, and enforcement action against fencing
stolen goods.

At a later date, a second community safety survey
will help understand the effectiveness of these
efforts by examining whether actual victimization
rates have changed.

Example Two:
Low levels of personal perception of safety

In this example a community safety survey shows
that a significant portion of the public feels

unsafe in the community, largely because of an
increase in the unhoused and open drug use.

This is an actual finding in Barrie, Ontario where
residents reported feeling increasingly unsafe in
the community, especially in the City’s downtown,
with over 90% of residents reporting feeling
unsafe downtown at night, largely due to the
unhoused and open drug use.

In this case the response might not be primarily

a police response. The causes of homelessness

are far more complex issues involving mental
health, addiction, poverty, and the lack of housing.
Moreover, addressing this new reality is also
constrained by complex judicial decisions that limit
how municipalities (and the police) can respond.
While there may be minor criminal incidents
associated with encampments and open substance
use, it is the collective impact of encampments that
is causing people to feel unsafe.

The appropriate response might be to increase
investment in bylaw enforcement to ensure that
encampments are packed up each morning, and
the associated litter or personal property are dealt
with. It might also involve assistance from the

police or fire, but bylaw enforcement would be

the lead. It could include increased advocacy to

the Province for health services and housing. Or, as
Vancouver has recently done, involve an investment
in mental health and addiction professionals working
alongside the police and bylaw enforcement.

Monitoring the impact of the city’s response

might involve counts of people experiencing
homelessness, tracking the scale and number of
encampments, and ongoing assessment of whether
the efforts are changing the public’s perception of
their personal safety.
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STEP 1
Assessing Community Crime and
Perceptions of Safety

There is little point in discussing new police resources, or any public safety resources, unless the
municipality has an understanding of the actual incidence of crime, and the public’s personal perceptions

of their own safety.

It is important to stress that the crime statistics collected by police are only a partial tool for understanding
crime in a community and are sometimes highly inaccurate. Context is always required for interpreting

data. For instance, for decades sexual offences were massively underreported to police, and continue to be
underreported at significantly higher rates than other non-power-based crimes. Similarly, at a certain level of
property crime, members of the public give up on contacting police, such as when their bike is stolen yet again.

Moreover, crime statistics can be a function of policing activity. For instance, if police double the number of
impaired driving checks, impaired driving charges may increase. However, the actual incidence of impaired
driving may not have increased, just the enforcement efforts and charges laid.

Similarly, speeding tickets issued is an entirely inaccurate measure of the actual incidence of speeding in
school zones. Automated speed sensors and collision data can provide relevant information that allows
enforcement efforts to be focused on the areas of highest risk to the public.

Community safety surveys are a common tool for municipalities to understand the public’s perception of
their personal safety, criminal victimization rates, and the community’s safety and crime priorities.

Many municipalities use community safety surveys, also called victimization surveys, to assess the level of
public safety and crime in a community. These surveys vary in length and complexity, but generally collect
data on the following:

DEMOGRAPHICS helps analyze how perceptions of safety differ across groups
> Age

> Gender

> Household income (optional)

> Length of time living in the community

> Homeownership status (owner/renter)

PERCEPTION OF SAFETY helps understand how safe people feel in various situations and times
> How safe do you feel in your neighbourhood:
¢ During the day?
¢ At night?
> How safe do you feel in public areas (parks, transit stops, etc.)?
> Have your feelings of safety changed over the past year?
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EXPERIENCE WITH CRIME captures whether respondents have experienced or witnessed crime
> Have you or someone in your household been a victim of crime in the past year?

> What types of crime have you experienced or witnessed? (e.g., theft, vandalism, assault)

> Did you report the crime? Why or why not?

LOCAL ISSUES AND CONCERNS gauges specific safety concerns in the area

> What are the top safety concerns in your community? (e.g., drug use, gang activity,
poor lighting, lack of police presence)

> Are there areas in the neighbourhood you avoid due to safety concerns?

> What time of day feels least safe?

POLICE AND COMMUNITY RELATIONSHIPS (OPTIONAL) assesses trust and perceptions of law enforcement
> How effective is local law enforcement at keeping the community safe?

> Do you trust the police to respond fairly and promptly?

> Have you interacted with law enforcement? Was it a positive experience?

COMMUNITY RESOURCES AND INVOLVEMENT measures awareness and participation
in community safety efforts

> Are you aware of neighbourhood watch programs or safety initiatives?

> Have you participated in any community safety meetings or programs?

> What resources would help you feel safer?

OPEN-ENDED FEEDBACK Lets respondents share detailed input
> What would make you feel safer in your neighbourhood?
> Do you have any suggestions for improving community safety?
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Campbell River undertook a survey and then developed a plan with 71 action items:
https://getinvolved.campbellriver.ca/cswb

The City of Barrie, Ontario does an annual survey of public safety that is very detailed and explores the
public’s sense of safety in various parts of the city by time of day:
https://www.barriepolice.ca/wp-content/uploads/2025/01/2024-CSS-Results.pdf

Kelowna has undertaken a community safety survey in the context of a broader community survey, and the
results can be found here: https://www.kelowna.ca/our-community/about-kelowna/citizen-survey

Abbotsford is similarly conducting a community safety survey:
https://www.abbypd.ca/community-safety-survey

Municipalities including Campbell River, North Bay, Ontario, Port Alberni, Lethbridge and many others have
examples to consider.

The State of Victoria in Australia has developed a template for these surveys that can be found here:
https://www.crimeprevention.vic.gov.au/resources/resource-5-community-safety-survey-template

The US government, in conjunction with the International Association of Chiefs of Police, has developed a
survey template that can be found here:
https://www.theiacp.org/sites/default/files/2018-08/cops-w0743-pub.pdf

Perceptions of Personal Safety

Individual residents may feel unsafe in a community for reasons other than crime. A person’s sense of their
own personal safety is shaped by a combination of psychological, social, environmental, and biological factors.

It is entirely possible for individual residents to feel personally unsafe even in relatively low crime
communities. That is because the perception of personal safety is influenced by numerous things and
police activities are one of literally dozens of factors.

These include:

EXPERIENCES

> Trauma or abuse: People who have experienced violence, harassment, or dangerous situations may feel
more vulnerable.

> Positive safety experiences: Growing up in a stable and secure environment can lead to a stronger
baseline sense of safety.

SOCIAL SUPPORT

> Community and relationships: Strong connections with family, friends, or a community group can
provide emotional and practical support that reinforces safety, where loneliness or social rejection can
make people feel less safe and more vulnerable.

ENVIRONMENT

> Physical surroundings: Living in a high-crime neighbourhood or an unstable home can lead to anxiety and fear.

> State of repair of their surroundings: Graffiti, litter, unkept properties.

> Access to resources: Having secure housing, healthcare, and transportation increases one’s ability to feel
in control and safe.
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PSYCHOLOGICAL AND EMOTIONAL FACTORS

> Mental health: Anxiety, PTSD, or other mental health conditions can distort or heighten perceptions
of threat.

> Sense of control: People who feel they have control over their life and decisions often feel safer than
those who feel helpless.

> Trust in others: Trust in people and institutions (police, healthcare, government) influences whether
someone feels protected or at risk.

CULTURAL AND SOCIETAL INFLUENCES

> Cultural background: Different cultures have varying norms and expectations around danger, protection,
and safety.

> Discrimination or marginalization: People who experience racism, sexism, homophobia, ableism, etc.,
may feel less safe in public or institutional settings.

> Media exposure: Repeated exposure to news or social media that emphasizes crime, conflict, or disasters
can increase fear and reduce perceived safety.

BIOLOGICAL FACTORS

> Genetics and temperament: Some people are naturally more risk-averse or anxious due to inherited traits.

LEGAL AND INSTITUTIONAL FRAMEWORK

> Trust in law and justice systems: Fair and consistent application of laws can contribute to a feeling of safety.

> Workplace and school policies: Environments with strong anti-harassment, anti-bullying, and respectful
workplace policies make individuals feel more secure.

Many of these are outside the control of a municipal government, but they serve to shape the public’s
perception of their personal safety. It is still useful to understand how safe residents, individually and
collectively, feel, and to consider how to improve those perceptions.

Recommendations
It is recommended that communities served by the West Shore RCMP actively consider undertaking a

community safety survey. Templates exist that have used been used by multiple communities.

Once completed, the results should be shared with the entire community.

Considerations For Councils
What are the most acute public safety concerns for the public identified in the survey?
What is the public’s perception of their personal safety, by area and by time of day?

Are there major discrepancies between people’s actual criminal victimization rates, and reported crime? If
so, what might the causes be?
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STEP 2
Align Resources with
the Community Priorities

In this section we discuss the need to align municipal resources and funding, including new funding,
in a way that has the highest likelihood of addressing the key public safety priorities.

This can be the most challenging step in this process. It often involves careful consideration and
collaboration among the multiple partners who have roles to play in addressing the public safety priorities.
In many municipalities this is not a process that happens regularly. In some municipalities policing, bylaw
enforcement, and public health resources are siloed and rarely collaborate on common issues. However,
this is beginning to change as communities realize that no single agency has the tools to address complex
community public safety issues.

As a result, a first step may be to create a forum for collaborative discussion about public safety issues, if
one doesn’t currently exist. It would also be useful to create a West Shore working group of mayors and
CAOs that could be a forum for sub-regional discussion of shared public safety priorities. To their great
credit, the West Shore mayors have recently taken this step.

Increasingly, municipalities are creating ‘community safety plans’ to implement solutions for the highest
priority community safety issues. These need not be complex plans but may simply be a written articulation
of who is responsible for what elements of the response, timing, resourcing, and expected outcomes.
Numerous examples of public safety plans exist in British Columbia and across Canada. A list with the key
elements of a plan is attached at appendix B.

Examples of community safety plans include:

The City of Kelowna: https://www.kelowna.ca/city-services/safety-emergency-services/community-safety-plan
The City of Chilliwack: https://www.chilliwack.com/main/page.cfm?id=2971
The District of Delta: https://www.deltapolice.ca/community-safety-and-well-being-plan

It should be noted that in some cases the municipality takes the lead in developing the plan, and in a
smaller number of cases it is the police. Generally speaking, the municipality is better positioned to bring
together the various agencies and parties necessary to develop and implement the plan, and ultimately the
municipality will need to fund the plan.

It is also useful, when putting in place responses to public safety priorities, to identify a lead agency and
associated support organizations. For instance, response to property crime is almost certainly going to be
the local police service, although schools and other agencies may help with theft prevention education.
Whereas the response to encampments may have municipal bylaw organizations as the lead.
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It is also important to acknowledge that it may not be necessary to do a comprehensive community

safety plan. If the overwhelming community safety priority is speeding in school zones this may require a
relatively simple response of increasing traffic enforcement in those school zones or addressing engineering
to create traffic calming measures, such as speed bumps. However, even in this case there should be a
reasonably detailed plan prepared by the police to publicly set out what additional enforcement activities
are going to take place, and how success will be measured. As mentioned above, the number of tickets
issued is not a meaningful success measure.

In some cases, there may be a need to make significant investment in entirely new resources. An example was
given earlier of the City of Vancouver having created public health professional positions to work with police
on community safety issues where the fundamental underlying concern is mental health and addiction.

In other cases, an element of the plan might include advocacy to other levels of government which have
the lead responsibility for housing, health, addiction services and other essential supports that are not
primarily a responsibility of municipal government.

It is important to recognize that there are gaps in the local and national capacity to respond to certain
types of crime. Cybercrime, online scams, and identity theft were not major concerns even 20 years ago.
Today almost half of criminal fraud in Canada takes place online. However, it is widely known that law
enforcement agencies across Canada are still seriously limited in their capacity to deal with cybercrime,
although many are working actively to increase their capacity. In other cases, small to mid-size police
services may not have internal capacity for specialized types of crime and may rely on higher level
specialized teams that are regional, provincial, or national.

There are also certain types of disorderly behaviour that are exceptionally complex for individual
municipalities to address, and for that matter provincial and national governments are struggling with
appropriate responses. Homelessness is an example where agreement on how to respond is still evolving,
and the issues underlying the problem are so complex that significant investments from multiple levels of
government are likely necessary to make a meaningful impact.

The final and most important consideration in creating a community safety plan, if one is necessary, is
whether this is the responsibility of an individual municipality or whether the issue is regional or subregional
and therefore requires a more comprehensive approach across a larger geographic area. It is important to
consider the unintended consequences and regional implications of local public safety initiatives.

Recommendations

Once a community safety survey has been completed, either independently, but preferably jointly the
communities should consider developing a community safety plan based on the elements outlined above.
The plan would identify concrete ways of addressing the highest priority community safety concerns, the
roles of various agencies, funding needs, timelines, and key performance measures.

To do this, the communities may also want to consider creating a community safety coordinating
committee or working group that would include RCMP, bylaw enforcement, public health, the school board,
and any other key agencies and organizations that may have a role to play.
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Considerations For Councils

> Are the key public safety priorities something the municipality can reasonably address?
> If not, what other agencies need to be involved?

> Is there a forum to encourage collaboration among agencies?

> Is a community safety plan necessary?

> Should advocacy be increased?

> Is there a need for a regional or subregional approach to the problems?

> What is the municipality’s role in funding the plan?

> Are there other sources of funding support, or grants?
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STEP 3

Setting the Annual RCMP Budget

The RCMP are almost certainly going to be a key or lead agency in addressing aspects of the Community

Safety Plan.

As a result, the RCMP annual budget request, which is prepared by the Officer In Charge (OIC), should be
directly informed by the Community Safety Survey and Community Safety Plan. The OIC or designate will have
been actively involved in assessing the survey results and preparing the Community Safety Plan. The plan itself
may have resource implications for the RCMP that need to be addressed in a budget request.

Some B.C. RCMP detachments create multi-year resource plans that then inform the annual budget request.

However, when considering changed or additional resources for the RCMP there are broader considerations
as well.

Creating a Resourcing Plan for Additional RCMP Officers

In most British Columbia municipalities that are policed by the RCMP under contract, and in most
municipalities with municipal police services, a business case or resourcing plan is required when requesting
additional staff. This has not historically been the case in the West Shore, and councils may wish to ask

for a resourcing plan, as they do for all other municipal services. The ‘all-in’ cost (salary, benefits, training,
equipment, etc.) for a new police officer is roughly $225,000 a year, so it is a responsible practice to make the
case as thoroughly as possible. At a minimum, the resource plan should include the following information:

> Specific local issues and strategies as identified in the Community Safety Plan
> Current conditions with comparators

> Policing complexity changes

» Officer workload/caseload

> Nature and data of public calls for service

> Population trends

> Cost

A suggested template for a plan is attached at Appendix B. Actual sample resource plans/business cases are
available from other RCMP detachments.

Resource plans take two common forms in B.C. municipalities:

(A) RCMP DETACHMENT RESOURCE PLANS — detachment-authored documents attached to municipal
staff reports. These are typically presented at the staff level or in closed council, as the details may affect
community safety and security. While not publicly shared, police agencies operating in a protected
environment can often obtain copies from neighbouring or comparable municipalities to guide the
development of their own plans.
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(B) MUNICIPAL BUDGETS/FINANCIAL PLANS — where municipal staff translate RCMP requests into full-
time equivalent (FTE) staffing, capital needs, and tax implications for council’s approval. Both forms serve
distinct purposes: the detachment plan outlines policing priorities, while the municipal budget reflects the
funding request and council’s decision.

In many municipalities both types of plans are prepared and considered in conjunction. For instance,
the RCMP may create a resourcing plan that is then considered in the context of the broader municipal
financial situation. In many cases they are highly compatible, and in others there are affordability issues.
Recently, a large B.C. municipal police service created a police resource plan. The mayor of the city has
publicly rejected the plan indicating that it would result in an 18% tax increase.

Baseline Staffing vs New Staff

In many cases the local police service will not have surplus capacity to address new or emerging public safety
issues. The conversation around additional resources for local police service almost invariably involves a
discussion about whether the baseline resourcing levels are sufficient to begin with.

This section of this document considers this issue from two perspectives: first, what are the key
considerations when setting baseline police resource levels, and what are the dynamics that shape those
resource levels other than police population ratios?

Put differently, it is often challenging to have a conversation about adding resources to a police service for a
specific type of public safety response or deployment activity if the police service feels that it is under capacity
to begin with. The police are accountable to government; however, the force maintains full independence

in deploying resources and operations. The relationship is a delicate balance, based on the constitutional
principle of the “rule of law” and makes it very difficult to have meaningful discussions regarding specific
deployments when considering the question of adding police resources for a specific purpose.

The Community Safety Knowledge Alliance has conducted some work on Police Operational Independence
and the Rule of Law: Improving Police Governance and Accountability, where improvements in reporting
can be drawn from:

“Getting police governance right has arguably never been more important. Determining appropriate levels
of police funding to meet current needs and expectations, while shaping new collaborative approaches to
improve community safety and well-being outcome expectations are complex and inherently political tasks.
The rapidly rising costs of policing, the changing nature of crime and harm, together with broad-based calls
for social change are among a number of key trends shaping the discourse between police leaders, their
boards and elected officials. But beyond these are the multitude of tactical and operational issues that

occur at the same intersection of policing, governance and politics.”

The next part of this document explores the factors that should be taken into consideration when setting
baseline police resourcing levels and when considering new resources.
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Key Principles in Setting Police Resource levels

Police resource planning is critical for ensuring law enforcement agencies operate effectively and efficiently.
The key principles of police resource planning include:

1 DEMAND FORECASTING
Purpose: Understand when, where, and what types of incidents are likely to occur
Tools: Crime statistics, historical data, seasonal trends, and predictive analytics
Outcome: Help allocate resources based on actual and anticipated needs

2 WORKFORCE MANAGEMENT
Staffing levels: Determining how many officers and support staff are needed
Shift-planning: Ensuring coverage across all times and days, including peaks and emergencies
Skill-matching: Aligning officer skills with specific tasks (e.g., detectives, community policing, traffic)

3 PRIORITIZATION AND RISK ASSESSMENT
Threat evaluation: Focus on high-risk areas (e.g., violent crime hotspots, terrorism threats)
Service prioritization: Allocate resources to the most critical or impactful activities
Community impact: Ensure resources align with public safety concerns

4 BUDGETARY CONSTRAINTS
Cost efficiency: Use resources wisely within financial limits
Justification: Support funding requests with clear evidence and performance metrics
Technology investment: Use tools like body cams, analytics software, and drones judiciously

5 FLEXIBILITY AND SCALABILITY
Adaptability: Adjust resources in response to real-time events or emergencies
Contingency planning: Plan for surges in demand (e.g., major events, natural disasters)
Reserve units: Maintain specialized or backup teams for sudden deployments

6 COMMUNITY-ORIENTED POLICING
Engagement: Align resources with community needs and values
Visibility: Ensure a visible police presence in areas with higher concerns
Feedback loop: Use citizen input to help inform deployment and priorities

7 PERFORMANCE MEASUREMENT AND ACCOUNTABILITY
KPls: Use key performance indicators (e.g., response times, clearance rates)
Review and audit: Regularly evaluate the effectiveness of resource allocation
Transparency: Be open with the public and stakeholders about resource decisions

8 INTER-AGENCY COLLABORATION
Shared resources: Coordinate with other services (e.g., fire, ambulance, social services)
Task forces: Joint operations for complex issues like drug trafficking or cybercrime
Information-sharing: Enhance situational awareness and reduce duplication
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As this discussion illustrates, setting the police budget, which includes requests for more police officers,
is a complex exercise with many variables. But where at all possible, it should be strongly informed by the
Community Safety Plan.

This is even more complex when a RCMP detachment serves multiple municipalities where there may be,
for entirely legitimate reasons, competing priorities. The West Shore RCMP serves multiple municipalities
and First Nations. Each may have different public safety priorities. What is often the case however, is that
there are sufficient shared priorities that the OIC can create a resource plan that addresses commonly held
priorities. It should also be noted that the West Shore RCMP are not alone in serving multiple jurisdictions.
Numerous B.C. RCMP detachments serve more than one municipality and First Nations, and have
successfully created resourcing plans that meet a wide range of needs.
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STEP 4

Evaluating Outcomes

As indicated in a previous section, a critical component of any community safety plan or realignment of
resources is identifying how success and progress will be measured. This is particularly important if new

resources are being added to focus on the public safety priorities.

Using an example given earlier, if additional resources are provided to the police for school zone traffic
safety, there should be associated clear indicators of how progress and success will be measured.
Moreover, the police should articulate clearly and publicly how any additional resources are going to be
applied to the problem. This is true for any agency that is receiving new or changed resources from the
municipality to address public safety problems.

The police service should be in the regular practice of providing key data to the municipality and publicly
reporting on core police performance metrics. Transparent reporting builds trust and enables evidence-
based decision making and allows the community to understand how resources are being used to enhance
safety. Many communities provide metrics and related data to inform, through evidence-based analysis,
decisions and responses to crime and public safety in their communities. An example from Kelowna is here:
https://kelownapublishing.escribemeetings.com/filestream.ashx?Documentld=46087.

When resource levels are adjusted or reallocated to address emerging public safety priorities, it may be
necessary to track additional or new data.

These updates and trend data should be directly aligned with the strategic planning or annual performance
planning undertaken, with the communities and the RCMP detachment looking at relevant data that could
be included to support measurable performance indicators and an accountability framework.

Drawing from the Canadian Police Performance Metrics Framework®:

“Police services are being increasingly called to respond to matters that fall outside of the core law
enforcement function of policing and, during times of fiscal restraints and budgeting decisions, there is
a need to be able to demonstrate the effectiveness and efficiency of programs, systems and policies*.

In order to determine how best to achieve sustainable levels of policing in an environment of limited
resources, police leaders are looking to performance metrics to objectively assess policing activities and

inform resource allocation.””

Police performance metrics are a pre-determined set of indicators that remain relatively stable for routine
and long-term reporting. They enable objective measurement, year-over-year comparison, and trend
analysis. Importantly, performance results should not be viewed as rigid assessments, but as tools to be
reviewed, monitored and contextualized with qualitative insights where necessary.

3 Statistics Canada, 2019

4 Canadian Association of Chiefs of Police 2015; Malm et al. 2005; Waterloo Regional Police Service 2011
° Maslov 2016
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Performance indicators should align with the national framework in four key areas:

CRIME AND VICTIMIZATION: measurements of the incidences of crime, victimization, and bringing
offenders to account, including traditional metrics, linked court data and re-contact data.

POLICE ACTIVITIES AND DEPLOYMENT: measures of police functions and activities that contribute to
public safety, including non-crime-related policing responsibilities.

POLICE RESOURCES: measures of police personnel, caseloads, and operating expenditures.

TRUST AND CONFIDENCE IN POLICE: measures of Canadian trust and confidence in police and
perceptions of police legitimacy (This can be addressed outside of the police reporting, through annual or
biannual community safety surveys).

Suggested Reporting Metrics:

To assess resource effectiveness and community safety, the following are examples of indicators that could
be routinely reported, in a periodic data set with qualitative assessment, looking at, at the very least,
annual changes:

CRIME AND VICTIMIZATION (VIOLENT OFFENCES): assaults, domestic violence, sexual offences, theft
with violence (robbery), assault with a weapon, harassment/uttering threats.

CRIME AND VICTIMIZATION (PROPERTY OFFENCES): auto theft, break and enters, shoplifting, bike theft.

POLICE ACTIVITIES AND DEPLOYMENT: traffic enforcement and collisions, total calls for service with
breakdown by priority level 1-3, caseload per officer, mental health-related calls and apprehensions, drug
overdoses, proactive policing and visibility, and community engagement initiatives.

Considerations and Key Findings For Councils

> Is the information being provided by the local police service adequate to understand whether responses
to public safety priorities are effective?

> If not, what additional data is needed?

> Is the police service appropriately resourced on a baseline level?

> If not, how do any additional resources get deployed rather than allocated to higher priorities?

Conclusion

In summary, after a decade of unprecedented growth in staffing, a new model should be considered to plan
future growth and additional RCMP civilian and uniformed staff. This new approach should be embedded in
a more holistic assessment of community safety and multi-agency public safety planning. It would also be
accompanied by robust performance measurement.
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APPENDIX A

Key elements of a community

safety plan

1 PRIORITY AREAS OR FOCUS ISSUES
Common areas might include:
> Violent crime
> Domestic violence
> Substance abuse
> Homelessness
> Traffic safety
> Cyber safety

2 PREVENTION AND INTERVENTION
STRATEGIES

> Primary prevention
(e.g. education, early childhood programs)

> Secondary prevention
(e.g. support for at-risk youth)

> Tertiary prevention
(e.g. rehabilitation for offenders)

> Intervention programs (e.g. crisis response,
de-escalation training, victim supports)

3 COMMUNITY ASSESSMENT
> Community safety survey results
> Crime statistics
(e.g. police reports, trends)
> Social issues
(e.g. poverty, addiction, housing insecurity)
> Community concerns
(gathered through surveys, meetings)

4 COMMUNITY INVOLVEMENT

> Police and emergency services

> Local government

> Schools and youth groups

> Social services and mental health organizations
> Indigenous groups

> Faith-based organizations

> Residents and community leaders

> Victim services

IMPLEMENTATION PLAN
> Action steps

> Responsible parties

> Timeline and milestones

> Required resources (funding, staffing, training)

MONITORING AND EVALUATION
> Key performance indicators (KPIs)
> Regular reporting and updates

> Community feedback mechanisms

> Adjustments based on evaluation

EQUITY AND INCLUSION
> Culturally appropriate approaches

> A focus on ensuring marginalized voices are
heard and respected

> Address systemic issues
(e.g. racism, discrimination)
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APPENDIX B

Sample Resource Plan/Business Case

Police Service/Detachment Name

Multi-Year Resource Plan
[Insert Years]

This document outlines the projected resource requirements for [Police Service/Detachment Name] to
meet the current and future policing needs of [Municipality/Region].

Executive Summary

Resource planning is a critical part of strategic policing. Growth in permanent and seasonal population,
along with increased complexity of investigations, will continue to place additional pressure on police
services. This plan reviews current staffing levels, identifies key gaps, and recommends resource increases
for consideration by mayor, council, and senior management. This plan also reflects the key priorities and
initiatives identified in recent community safety surveys and associated community safety plans.

Key highlights
> Community Safety Plan: The municipality(s) have developed a community safety plan based on the input

from a community safety survey. Police were actively involved in the development of that plan. The key
priorities are [insert].

> Current authorized strength: The detachment operates with [insert #] municipal police officers and is
facing significant pressure in meeting mandated responsibilities.

> Call volume and type: Call volume is up by [percent] and the mix of top five calls for service has changed.

> Crime severity is changing: The crime severity index for the municipality has changed requiring new
police resources.

> Caseload: Officers are carrying a case load of [insert} which is higher than the average for RCMP
detachments, and higher than the provincial average.

> Policing complexity: Technological advances, digital disclosure requirements, and evolving case law
(e.g., RvJordan, R v Marakah, body-worn cameras) have dramatically increased investigative and
administrative workloads. Insert data to demonstrate complexities.

> Risk to public safety: Under-resourcing limits the ability to respond to critical incidents, manage overtime
sustainably, and maintain proactive policing.

> Stagnant or growth of staffing levels: Police resources have/have not (indicate which) increased since
[insert year]. Over this period, the effective population served (permanent residents, seasonal residents,
and visitors) has grown by approximately [insert #].
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Financial Impact
(example table—replace with local projections):

Year Current Year 1 Year 2 Year 3 Year 4

Budget ($) 3,666,097 3,932,218 4,201,697 4,485,253 4,556,537

Introduction

This plan aligns with council priorities, as identified in the community safety plan, and the police service’s
commitment to preserve the peace, uphold the law, and provide quality service in partnership with the
community. It identifies the human and financial resources required to execute crime reduction strategies,
address community safety priorities, and respond to future challenges.

Strategic priorities may include:

1. Investing in people (staff wellness, training, leadership)

2. Crime reduction and prevention

3. Community engagement (Indigenous partnerships, youth programs, outreach)
4

Proactive enforcement or road and traffic safety

To be effective, officers must have adequate time to focus on both day-to-day response and proactive
priorities. A strong resource plan will include relevant data to demonstrate highest types of calls for service
and the measurable KPIs to demonstrate changes and where resources are required.

Police Resource Considerations

Local/Regional Specific Factors

> Public safety priorities as identified in the community safety plan

> Seasonal population fluctuations, tourism, and special events (include data)

> Geographic challenges (remote areas, resort communities, transport corridors)
> Emergency management responsibilities (wildfires, floods, active threat events)

> Transient or international populations that require additional outreach and administrative effort
Complexity of Policing

> Judicial decisions and Charter rulings continue to expand evidentiary and disclosure requirements.

> Technological advancements introduce new crime types (cybercrime, digital evidence) and increase
investigation time.

> Public inquiries and oversight mechanisms require greater accountability and transparency.

> Investigations are increasingly complex, often requiring multi-jurisdictional coordination and lengthy
disclosure packages.

PUBLIC SAFETY AND POLICE RESOURCING




Population and Resourcing Trends

> Highlight increasing caseloads, overtime levels, and clearance rates (Provide examples with data to
support needs).

> Document permanent population growth and annual population equivalents.

> Compare officer-to-population ratios to provincial/national averages and to communities with similar
tourism or seasonal surges.

> Reference relevant studies (e.g., Community Safety Knowledge Alliance ) where applicable.

Resource Requirements

Police Officer Requirements
Provide a multi-year staffing table, e.g.:

Position Year 1 Year 2 Year 3
Frontline officers 1 2 2
Intimate partner violence / sexual assault investigator 1 0 0
Total additions 2 2 2

Frontline Policing: First responders attend calls for service (e.g., crimes in progress, missing persons,
disorder, homelessness, mental health, drug-related calls). Increased staffing will reduce response times,
improve client service, and enhance proactive patrols and offender management.

New resources: Officers and civilians to focus on community safety priorities as identified in the community
safety plan.

Specialized Investigators: Dedicated positions (e.g., domestic violence/sexual assault, major crimes,
cybercrime) provide consistency, expertise, and better outcomes for complex and sensitive investigations.
Municipal/Civilian Employee Requirements

> Administrative support (GIS): For transcription, disclosure prep, major case coordination, and digital evidence
> Operations support & prisoner guards: To free officers from non-core duties

> Data/crime analysts: To provide intelligence-led policing support

Civilian resources are often more cost-effective and improve officer efficiency.
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Conclusion

The municipality has an ambitious community safety plan that requires new police resources. At the
same time the nature of crime in the community is evolving and officers have a significant caseload that is
impeding their ability to proactively deal with community priorities.

The police service’s ability to sustain current service delivery and deliver on community priorities cannot be
accomplished economically through overtime. Increasing human resources will reduce burnout, enhance
proactive policing, and maintain community trust.

The recommended additions of [Insert #] police officers and [Insert #] civilian staff will:
> Allow for meaningful action on community safety priorities

> Ensure adequate response capacity for emergencies and critical incidents

> Support proactive crime reduction and community engagement initiatives

> Reduce overtime expenditures and improve workplace wellness

> Bring officer-to-population ratios in line with comparable municipalities

Respectfully,

[Name]

[Rank]

[Police Service/Detachment]
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APPENDIX C

Understanding the Complexity
of Police Budgeting

Community safety, police funding, and the rising costs of policing are key issues in municipalities across
Canada. In many municipalities the emergency services, fire and police, are 40-50% of the municipal
budget, and they are often the fastest growing segment of the municipal budget.

One of the key drivers of policing cost increases are wages and benefits, which are often entirely outside
the control of the municipality. RCMP wages and benefits are set nationally either through negotiation or
arbitration. Even with municipal police services, salaries and benefits are often set through arbitration.
Wage increases for RCMP officers (and municipal police) have far outstripped the rate of inflation over the
last decade.

Setting a police budget is a complex process and there is no agreed upon and accepted formula, either
nationally or internationally, for determining appropriate levels of police funding at the municipal level.

At the same time, the complexity of modern policing continues to grow. Legal reforms, the rapid evolution
of digital technologies, and increased societal expectations place mounting demands on finite police
resources. As a result, decisions around police budgeting are inherently complex and, in many cases,
subjective—leaving municipalities to weigh resourcing needs against service-level expectations and
competing demands.

There is a temptation to focus on a single easy to explain driver for police resourcing levels, such as police
population rations, but doing so misses many other factors, some of which might be even more powerful
reasons for additional police resources.

Aligning Budgets with Community Values and Priorities

Police budgets should be driven by the specific needs, goals, and values of the community. This should
include community consultation, including input from:

> A community safety survey and associated community safety plan
> Key service providers who work in social and well-being sectors

> City council

> Local police leadership

This inclusive approach ensures that decisions around service levels reflect shared goals while considering
broader risk tolerance related to taxation and competing funding demands. Importantly, police budgeting
must also consider non-police interventions that influence safety—such as housing, mental health, and
addiction services—and ensure these areas are not overlooked in budget prioritization. These are all factors
that would be captured in a municipal community safety plan.

PUBLIC SAFETY AND POLICE RESOURCING

26




Beyond Policing: Upstream Drivers of Crime and Demand

Not all drivers of crime are within the control of municipalities or responsive to changes in police staffing
levels. In fact, few are. Social and structural factors such as housing insecurity, mental health crises, the toxic
drug supply, and systemic barriers often shape community safety more profoundly than enforcement capacity.

An increase in police funding may not reduce the volume or severity of certain incidents, particularly
when driven by upstream issues. In such cases, municipalities may choose to compensate through creative
solutions such as:

> Embedding health professionals in municipally owned facilities (e.g., police stations or youth hubs)
> Adding mental health/addiction professionals to patrol activities

> Creating staff positions dedicated to provincial or federal advocacy (e.g., housing, bail reform)

> Funding public awareness and media strategies that shape public perception and behaviour

All of these strategies are being employed to varying degrees in some B.C. municipalities.

Events such as the Me-Too movement, the BIPOC equity movement, and the COVID-19 pandemic have
also affected crime data, reporting patterns, and community sentiment—often independent of police
resource levels.

Leadership, Deployment, and Technological Efficiencies

Strong police leadership and data-informed deployment strategies are critical to maximizing the
effectiveness of existing resources. Municipalities have a right, under the Municipal Police Unit Agreement
(MPUA), to routinely review police performance and deployment through:

> Regular public reporting
> Calls for service data
> Descriptions of operational priorities and outcomes

Police agencies should use analytics, administrative support staff, and modern technologies to increase
capacity and reduce strain on frontline officers. Investments in digital tools, mobile reporting, and
administrative efficiencies can provide meaningful alternatives to increasing sworn staffing levels.

Legislative Impacts and Unfunded Mandates

Recent judicial decisions and legislative reforms—particularly in areas such as bail, disclosure, and evidence
retention—have significantly increased the administrative burden on police services. These changes, while
important from a justice perspective, have not been accompanied by corresponding funding or resource
allocations from federal or provincial governments.
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For example:

> BAIL REFORM: Police must now conduct more detailed risk assessments and monitoring for repeat offenders.

> DISCLOSURE REQUIREMENTS: Officers must collect, review, and organize vast amounts of digital
evidence for court readiness.

> EVIDENCE RETENTION: Extended timelines and digital storage requirements increase administrative
overhead.

These downloading effects—unfunded mandates imposed at higher levels—place additional cost pressures
on municipalities. While some impacts may be addressed through investments in municipal staff, software,
or process improvements, others may require advocacy through venues like the Union of BC Municipalities
(UBCM), Local Government Contract Management Committee (LGCMC), or national policing forums.

The Need for Continuous Review and Adaptation

Municipalities should regularly review the impacts of these external pressures and operational changes to
determine whether resourcing levels remain aligned with expectations and mandates. The Public Safety
Canada® legacy study approximately 25 years ago demonstrated that even modest changes in how police
services operate—such as adopting a new reporting system—can significantly impact both administrative
and operational workloads. Technology, legislative, and system changes have cumulatively increased
resource demand over time. Together, changes in communication, documentation, judicial decisions, public
accountability, and evidentiary requirements have expanded responsibilities and introduced new tools and
systems that place greater demands on police time.

5 Malm, Aili, et al. A 30-Year Analysis of Police Service Delivery and Costing: E Division: Research Summary. Public Safety Canada, 2005
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APPENDIX D

The Authors

Kara Triance — Kara Triance Consulting Inc.

Kara Triance retired in 2025 as the Officer in Charge of the Kelowna/Central Okanagan RCMP, where she
proudly served as the region’s first female police chief. Kelowna was one of the busiest detachments in B.C.,
and under her leadership became the largest RCMP detachment in Canada. Commissioned in 2016, Kara's
25-year policing career spanned all four districts of the B.C. RCMP, where she held positions of leadership in
both major cities and remote rural communities.

Her notable achievements include advancing truth and reconciliation initiatives in Indigenous communities,
serving on the first international cross-border marine law enforcement team, and leading teams to
excellence during crises that drew national media attention. She served on the executive board of the

B.C. Association of Chiefs of Police, co-chaired the Equity, Diversity and Inclusion Committee, and was an
executive advisory board member of the B.C. Women in Law Enforcement. Kara also pursued education
and training in leadership development, police studies, finance, and human resources, building on her
earlier academic work in sociology and criminology at the University of British Columbia.

Today, Kara is the principal of Kara Triance Consulting Inc., where she advises public and private sector
organizations on service delivery, public safety, and culture transformation. Beyond her professional
work, Kara is a mother, a partner to an educator, and an engaged community member. She serves on her
daughters’ swim club board and nordic ski race committees, and enjoys swimming, biking, skiing, and
knitting. Together with her husband Chris, she once sailed their boat to the Baja of Mexico.

Kara is deeply committed to creating positive impact in the communities she serves. She is passionate
about public safety, leadership development, and culture change, and remains proud of her service as a
police chief in Canada.
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In addition to his experience in municipal government, he has held senior positions at the University
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Vantage College. He also served as a senior manager in provincial government and started his career in the
Canadian Armed Forces Military Police, rising to the rank of major responsible for police operations in the
Air Force.

James also created and led the Government of Ontario’s Policing Standards unit, a police policy and
research unit, and was founder and director of the Ontario Crime Control Commission, a crime prevention
and reduction think tank. He is a graduate of the Police Resource Planning Program at Northwestern
University in Chicago.

He has led numerous organizational turnarounds, amalgamations, public sector start-ups, and major
structural and organizational changes. He has also led many strategic plans, organizational reviews, and
customer service transformations, and has extensive hands-on experience facilitating and enhancing
relationships between governance bodies and administrations. He has also had oversight responsibility for
several major capital projects, including large facility construction projects, IT projects over $200 million
dollars, natural disaster remediation and prevention, and 311 implementations.

He is the author of the book Welcome to the Hall: A Practical Guide for Municipal Leaders, a resource for
members of council and senior staff.

James has a BA, MA, and MPA, and is a graduate of the London School of Economics Executive Program in
Corporate Finance.

On a volunteer basis, he serves on the board of the Greater Victoria Police Victim Services, and Lifetime
Networks. In the past, he has volunteered in numerous non-profit and other charitable activities.

He lives in Langford with his wife Donna, and is an avid cyclist, skier, hiker, and birder.
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