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Peace Officer Program Review

Executive Summary

In March of 2010, the City of Edmonton [COE) completed a review of the municipal peace
officer (PO) programs. However, this review did not encompass the Edmonton Police Service
(EPS) and its peace officer programs. Bullding on information from the COE report, the
Edmonton Police Commission has directed a further review to be completed to determine if
those services can be delivered to the citizens of Edmonton in a more effective and efficient
manner.

This review seeks to answer four questions while building on the information from the COE
report:

1. Taking into consideration wages and operational efficiencies (infrastructure, records
management, communications systems, officer safety and intelligence sharing), what
administrative structure is recommended for the COE peace officer programs?

2. Inthe assessment of costs, is the COE better off converting peace officer positions to
police positions?

3. What opportunities exist to reduce the duplication of costs or services?

4, What further opportunities exist within the EPS for the use of peace officers in a
differentiated model of service delivery?

The methodology used in the review included document examination, statistical analysis,
interviews with representatives of stakeholder departments, and a best practice review
through site visits of other jurisdictions in Canada. | focused my approach on what model was
going to work best for the operational stakeholders {the EPS and the COE peace officer
programs) while keeping in mind that costs and administrative efficiencies were priorities. It
was important to have a comprehensive understanding of each PO program in order to
determine, how they conducted their work, what type of work it was, and how they interacted
with the EPS. This knowledge would help to inform whether there was proper delineation of
roles and whether there were other opportunities to reduce the duplication of costs or
SErvices,

Findings of This Review

In the COE consultant report recommendations were put forth to increase efficiencies. Many of
these recommendations have been put into place or are in different levels of completion.

These changes have in turn created dependencies on the Transit/Corporate Security group that
further supports a single structure model. This EPS review has concluded that the COE PO
programs need to remain together under a single structure in the interests of maintaining those
efficiencies and consistency of programs. In addition, that structure should remain within the
COE administration and not under the EPS. The challenges faced in an EPS governance model in
the areas of labour relations, financial impacts and increased risks, are significant. In order to
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adminlster these programs under the EPS, some ¢f the noted impacts could be mitigated by
having the PO's fall under the police union. However, the necossary legisiative change to the
Police Officers Collective Bargaining Act will not be supported at the Provincial Goverrmant
level witheuk 8 more unified approach through the Alberta Association of Chiefs of Police,

The assessment of costs of PO's v, police officers clearly shows that wages are only ¢re aspect
of the overall cost to deliver these services. Although PO’'s start at a higher rate of pay than
paolice, that wage disparity in the first year or two quickly evaporates when taking into account
the ather costs of employing police officers, i.e. training, benefits and equipment,

Differentiated staffing opportunitles to use peace officers instead of pollce have bean
researched a few times over the past six years. Inthose reports, there are opportunities that
exist that may still have merit. Ancther look at those positions is warranted, as well as other
gpportunities that continue to arise as our business evolyes and changes.

Adist of the recompnendatians camdng From this raview it a3 follows:

1. At this point intime, the govermance model for the COE peace officer programs remains
within the COE administration.

2. The governance model remains floxibla and cantinues to week towards a single
structure wherewer possible with emphasls on a slngle source for: professional
standards investigations and processes; peace officer training; and vniform and
equipment. This wlll support cansistency In appearance, behaviaur and accountability
all of which are goals of the Peace Officer Program.

1. Enhancements to the current relationship between COE programs and the EPS be
axploved in the following areas:

a. HRadio and dispatth commonications systems with a view of having better
interoperability and intelligence sharing.

b, The EPS identify a swarn membar iaisan to assist in: facilitating better
ammunication and infarmation exchange; maintaining conslstent messaging heth
to and from peace officer groups; deallng with administratlve issues, ie.
Memorandum of Understanding (MOU's), peace officer appointments, operational
izsues, elc,

¢. The EP5 be given the oppertunity to have representativn on committees set up to
manage the administration of the COE PO groups.

d, The EPS support and assist in a COE PO applicatian for CPIC access [category 2 user)
for their programs.

€. Areport back to the EPC within a year on the enhancements to the current
relatignship between EPS and the COE PO programs.

"
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Peace OfMicer Program Review

4. The COE and the EPS, in conjunction with the Director of Law Enforcement work
collaboratively together to initiate a public education strategy to brand and create
increased awareness regarding the peace officer program, its role in law enforcement,
the visual identity and authorities granted to peace officers.

5. The EPS continue to look at potential opportunities for differentiated staffing and the
use of peace officers.

6. The EPS, with the support of the Edmonton Police Commission, advocate for changes to
the Police Officers Collective Bargaining Act to include Peace Officers.
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Intreduction

Since the creation of the Alberta Peace Officer Act In 2006 a number of peace elficer [PO)
programs have been established within the corparate structure of the City of Edmonton {COE)
These programs were established at different times and departments depending on the nature of
their roles, responsibilities and aperations. 1n March 2010, the COE contracked a consultant 1o
review all peace officer programs within the COE [but outside of the Edmonton Pollee Service
[EF5)]. The scope of this review was to determine the best leadership, administrative and
management structure necassary to deliver efficient and effective [aw enforcement services to
Edmontanians while maintaining alignment with the Provincial Law Enfarcement Framewark. The
review was completed and a number of recommendations were proposed to enhance the COE
programs and create efficiencies. Howewer, this review did not encompass the EFS or any of its
peace officer programs. The Edmanton folice Commission has directed the Edmonton Police
Fervice 1o conduct & review of the City of Edmanton PO programs to determing if those senvices
can be dellvered to the cltizens of Edmanton in a more effactive and efficlant manner.

Methodology and Requirements

In contemplation of how | would appreach this review, it was immediately apparent there were
many complicating and competing factors which have resulted in a complex pletura of how the
COE dellvers law enforcement services, |t was necessary to focus my approach on what mode!
was going to work best for the operational stakeholders {the EPS and the COE PO programs)
while keeptng In mind that costs and ad ministrative =ficiencies were very high on the priority
list.

This review will answer the fellowlng questlans:

1. Taking into consideration wages and operational efficiencies (infrastructure, records
management, commurications systems, officer safety and intelligense sharing), what
administrative structure is recommended for the COE PO programs?

1. Inthe assessment of costs, is the COE better off convarting peace officer positions to
swotn police positions?

2. \What opportunities exist to reduce the duplication of costs or services?

4, What further oppartunities exist within the EPS for the use of peace officers in a
differentiated model of sarvice dellveryr

The approach taken for the review, involved document reviews, peace officer program reviews,
and interviews with stakeholdersf/program managers as well as conducting a best practice
examination of similar operations across Canada. In grder to answer the abgwve noted
guestions with respect to the COE programs, it was necessary to understand &ach of the groups
in the following areas:

* What was their authority and designation?
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= What union affiliation did they have?

« What was the scope of their work?

»  What was their workload 7

» How was that work captured as far as informatlon management?
» What geographical jurisdiction did they gperate in?

» What was their pay scale?

«  What uniforms and vehicles did they use?

» How did they interact and communicate with the ERSY

» What officer safety needs did thoy hayve?

»  How did they share information with EFS?

This knowled ge would also help to inform whether there was proper delincatlon of rales and
whether there were other opportunities to reduce the duplication of costs or services.

Provincial Law Enforcement Framewark

The delivery of law anfarcoment services In the Province of Alberta has undergone a rumber of
refinements over the years, The Province of Alberta published a document called The Law
Enforcement Framewaork, which was developed 1o assist in defining the structure and
respansibilities of stakehelders in the delivery of law anfarcement serices. Thid docurment
illustrates thar the creation of peace officars adds flexibality to the delvery of law snfarcement
services by providing a continuum of persannel with varled levels of training and authorities.
Thiz approach recognizes that many nforcement roles, such as regulatery compliance, do not
requlre highly tralned police officers. The use of peace officers for these roles enables police
officers to remain focused on more complex and more serious criminal enfarcement activities®.

Law Enforcement Continuurm

In Alberta, different approaches to law enforcement have created options where the role of
community safaby and security is no longer solely the responsibility of the police. The law
enforcement continuum is supparted by legislation threugh the Pollce Act and the Peace
Offlcer Art and creates a model which allows the most efficient and effective use of community
resources. Through this model, sworn police officers are retained for thase tasks which require
particutar authaorities andyor specialized training, such as the vse of deadly force or arrest
withgul warrant under tha Criminal Cade of Canada. Howaever opportunities exist lower down
cn the contlnoum for persennel with the appropriate training and authorities to assume a
complimentary role in community safety and security.

' Gowernment of Alkerts - faw Enfiresmrend Fromecork, o 13
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Figure 1 - The Continoum of Law Enforcement

As ane progresses through the continuum, more authorities and responsibilities are afforded o
these groups, i.e. powers of arrest, use of force, enforcement options and accountabilities. 1t
should be stated that police officers can perform any of the functions along the continuum,
however, one should also question whether this would be the most efficient and effective use
of highly trained police officers. The continuum provides for a division of responsibilities and
allows other qualified individuals to assume roles that are complimentary and important to
community safety and security.

Generally speaking, the roles of each of these groups are well defined in law, however the
dotted line in Figure 1 between the peace officers and police officers is meant to indicate that
this delineation is not clearly defined. There is a wide range of authorities and responsibilities
that can be afforded to different peace officer groups by way of designations. In Alberta, for
example, the Peace Officer Program allows for a broader scope of authorities. At one end of
the spectrum you have the ‘Community Peace Officer Level 2’ where the scope and
responsibilities can be extremely narrow with limited training requirements, no requirement to
wear a uniform and authorities may be limited to merely one section of an Act. At the other
end, you have the "Alberta Peace Officer Level 1" where there are full uniform and equipment
standards (including a firearm), training standards and authorities that allow for the
enforcement of Provincial and Federal legislation. It can be stated that a peace officer may be
granted full police-like powers in a given situation through their designation. Although the
continuum, itself, does not define the roles clearly, the Memorandum of Understanding that PO
groups have with the local police services does, and should clearly outline the roles and
responsibilities based on the authorities afforded by the Province.
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City of Edmonton Peace Officer Programs

The Edmonton Transit PO's are the largest of the five groups. They are responsible for the
safety and security of all transit customers, infrastructure and facilities in the City of Edmonton.
Their role can primarily be described as disorder maintenance (over 90%) with a large portion
of the overall work being bylaw enforcement {76%). In addition, Transit PO's promote
customer and community relations and fulfill a preventative function by promoting public
safety within their areas of responsibility,

Until recently, the peace officers within Corporate Security operated as a separate group. The
Transit PO's and Corporate Security PO’s have since amalgamated (Oct. 2010) under a commaon
structure. They are responsible for safety and security of staff, assets and property primarily in
the downtown core, focusing on City Hall and Sir Winston Churchill Square. They conduct foot
patrols in these areas while promoting public safety and providing a high level of customer
service. Their role can also be described as disorder maintenance (over 90%) with pedestrian
violations, trespassing, liquor and smoking offences topping the list. Although approximately
10% of their work is classified as criminal, the majority of those events (over 50%) are drug
related and are often dealt with without eriminal charges or police involvement.

The Community Standards PO's are responsible for enforcement of various acts and bylaws that
deal primarily with insecure loads, littering, smoking, excessive noise and parking in the COE.

The Animal Control PO role is primarily dealing with the regulations and licensing around dogs,
cats and other domestic animals, The nature of their work is more focused on education than
enforcement which is evident by the 90/10 ratio of warnings to tickets.

The Park Rangers role is broken down into five areas: Enforcement / Compliance;
Environmental Stewardship; Asset Protection & Park Operations; Education and Special Events.
The nature of their work is primarily Parkland bylaw related {74%). The Park Rangers also focus
their efforts on education rather than enforcement which is evident from the low enforcement
numbers for 2010, most of this traffic related.

See Appendix “A" for a table of information containing some basic information on the five
peace officer programs that exist within the COE corporate structure. All statistics provided are
in relation to the 2010 calendar year.
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Analysis of COE Peoce Officer Programs

There are a number of similarities between the programs as gutlined below:

= Designations are all CPQ Level 1 with the exception of Animal Control (Level 2)

« Uniforms and equipment are standard wath a slightly modified shoulder flash. The Animal
Control PO's do have a slight difference in vniform coler. They are not required to wear a
uniferm hecause of their Level 2 designatian, but choose to wear one which is slightly
different than the Level 1 uniform. This iz allowed under the program pelicy. In addition,
they don’t carry a baton or OC S5pray but are alfowsed to carry dog spray.

= all groups are using the City of Edmanton EDACS? radio system. Some have direct access to
pollce dispatch channels white others ute mutoal talk groups 1o achieve interoperahility.

a  WWages are all very close with a $58K-562K starting point which is in the same range as a 2™
year police constable (%59,345]. A 3" year police constable wages are 569,376.

+ Records managenent |5 facilitated through the POSSE? system except far Park Rangers wha
are using SAPY,

We need ta lnak ak thece programs from differont operational porspectivac in order b address
the following points and ultimately determine the best structure for the groups:

- I5 the EPS interasted in ar will they henefit from having access to the infarmation created
by these groups? {Intelligenca)

+  Would COE PO groups benefit from having easy access to EPS intelligence and
information? {OHicer Safety and Intelligance]

* Does the work these groups do align closely with the police wark dene by the EPS?
[Inteligenca)

» Wil a more diredt connection 1o the EPS enhanee thesae groups’ ability to perform their
jeb ? [Intelligence and Officer Safety]

" Will a mere direct connection te these grovps enhance the EPS's ability to perform its
job? [Intelligence, crime and disarder maintenance]

I addressing these points we come cleser to determining the mast apprapriate governance
madel,

Transit POYs and Corporate Security PO"s appear to be the two groups that align cfosest to the
work of the ERS. The types of individuals they deal with are often the same paople the palice
deal with an a fairly regular basls, primarily because of the diserder maintenance

P EDACS - Enhanced Digilal Access Communisations Systan
' POSSE iz b records anagement system Jor the City of Edmonton and siands for Feblic Qne Siop SEevice
' SAF is (e business mamigement soffware uied by the City of Fdmonton
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responsibilities we both share. Having access to information would be an asset to both
organizations, and officer safety for these PO groups would be enhanced by this access.

The other three groups: Animal Contrel; Community Standards; and Park Rangers, are more
categorized as regulatory compliance and public education. The clientele they deal with are
generally not the same individuals who police deal with on a regular basis. Criminal work is
almost non-existent, and the intelligence and/or information generated by these groups would
be of little value to the EPS.

These points address the operational efficiencies but don’t take into account financial impacts.
It has been pointed out that peace officers start at a wage that is equivalent to or slightly higher
than a second year police constable, so based on this wage differential, wouldn't it be cheaper
to just hire police? Although this is true from purely a wage perspective; the savings quickly
evaporate when one takes into account the increased cost in benefits, equipment and training.
For example, the first year cost to hire and train a peace officer is approximately $92,000°.
Training for peace officers is the 4-6 weeks, depending on the role, and then a period of time in
the field with a coach. The first year costs for a police officer, on the other hand, are
approximately $188,600°. The training for a police officer is 46 weeks in length. The disparity in
training costs alone pushes the costs for police significantly higher in both the short and long
term. In addition, the pay steps in the peace officer programs are very limited, and setting a
lower wage with little upward mobility makes recruiting potentially qualified candidates
significantly more difficult.

After reviewing these programs and speaking with managers there were a few things that
became more evident. Of the five programs reviewed, Transit Security and Corporate Security
were clearly the only two programs where the following criteria were met:

= People interacting with these groups were often the same people that police deal with
quite regularly {[panhandlers, intoxicated individuals, public disorder type complaints)
Clozely aligned with police work and police response was more frequent
Information shared between groups would be beneficial to bath not only for
intelligence but also for officer safety reasons

* Having a closer connection would enhance operations for both

The other three programs, as | stated earlier, were more about regulatory compliance and
education. The narrower scope of work, the little requirement for police presence and the
unigue specialization of the roles made alignment with police more difficult.

¥ £92,000 is the first year costs to hire and train a Transit peace officer and inchudes wages, benefits and training

costs. Training is 4-6 weeks.
" S188,600 is the first year costs to hire and train an EPS constable. This inchudes costs for Block™s 1,2, and 3
iraining us well as uniform and equipment sutfiting, wiges and benefits, stalTing and facilities for the firse yvear,
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As for a governance model for these programs, there could be value in having a closer
alignment with the Transit and Corporate security. The COE consultant report, done in 2010,
highlighted and made recommendations around a single structure for all COE programs. This
was to take advantage of operational and administrative efficiencies. Since that report came
out, some strategies have been put into place in arder to respond to the recommendations.
For example, both Transit and Corporate Security have amalgamated under one structure; the
MOLU's with the EPS are being modified into one addressing all programs; radio systems are
being modified to achieve better interoperability. Transit security, being the largest group,
have taken on a lead role for many of the PO needs such as: ordering and stocking of uniforms
and equipment; providing standardized training when needed; and offering professional
standards investigative services.

These changes, while beneficial and aligned with recommendations coming out of the COE
repart, also create a dependency on Transit to supply these services (and others that are being
planned). If the Edmonton Police Service were to take on the responsibility for the governance
of Transit and Corporate Security, removing these groups from the current infrastructure would
leave the other groups at a big disadvantage. This would force those groups to incur significant
costs ta recreate this infrastructure.

Another factor to consider with respect to Transit involves the fact that their peace officer
program only represents about 40% of their safety and security operations. If the peace
officers were moved under a different governance structure, little infrastructure savings could
be realized as the Transit Inspectors and Surface Operations still require that infrastructure, i.e.
control center, radio systems, closed circuit television (CCTV) systems, and emergency
operations plans.

Governance Model

In light of some of the above noted challenges, a governance model that includes all the peace
officer programs under one structure makes the best sense. To consider whether that
structure would be best under the COE administration or under the Edmonton Police Service,
several factors have to be taken into consideration: labour relations, financial impacts and
risks.

Labour Relations

From the labour relations perspective, the five groups belong to two different unions: Canadian
Union of Provincial Employees (CUPE) Local 30 and the Amalgamated Transit Union (ATU) Local
569, These two unions are already working within the COE administration and, although there
are some challenges around having more than one union, the current situation is established
within the COE administration. The EPS, on the other hand, has neither of these unions within
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its current working environment. To bring two more unions into our working environment
increases the costs to manage collective bargaining and grievances, not to mention the
employment equity Issues that would arise.

The COE civic union, Civic Service Union (C5U) 52, has previously received a decision through an
arbitration hearing ruling that peace officers doing security type work should belong to CUPE
Local 30, and not C5U 52. The other option is to bring all of the peace officers into the EPS
union (Edmaonton Police Association). Currently, the Police Officers Collective Bargaining Act
does not allow police associations to bargain for anyone other than police officers, so a
legislative change would be required to the Act.

This situation puts Police Services at a disadvantage as they cannot hire peace officers for these
types of roles and take advantage of differential staffing opportunities without bringing in
additional unions. This is different than the current peace officer compliment employed by the
EPS; as these roles are all CPO Level 2's where they have narrow scoped authorities and have
been afforded status within their current job function and union. This type of role is outside
the definition referred to in the above noted arbitration hearing as it Is not security type work,

In 2010, the EPS approached the Provincial Government to look at changing the Act to allow
police associations to bargain for peace officers. The Provincial Government responded by
saying they may look at it, however, only if the request was supported across the Province by
other police services and was submitted by way of an endorsement through the Alberta
Association of Chief's of Police (AACP). In anticipation of any future needs, it would be
beneficial to continue our effarts towards these legislative changes with support from the AACP
and the Alberta Association of Police Governance [AAPG) In order to put forward a more unified
approach,

Financial Impacts

The financial impacts of keeping the PO groups under the COE administration are limited to
what efficiencies can be realized by coordinating the services, which had been highlighted in
the COE consultant report. This review will also make some recommendations to enhance the
operational working relationship with the EPS, which may have some financial considerations
when we look at better coordination of radio systems, records management and MOU's,

If the PO groups were brought under the EPS administration, the financial impact could
potentially be quite significant, depending on whether they stayed within their own unions or
were brought under the police association. The option of using the police association is not
feasible at this time as it requires legislative changes. In light of that, | will highlight issues that
arise from having the PO's stay within their unions. In highlighting these issues, certain
assumptions in areas like wages, benefits, vehicles, radios, training and other standard costs
associated with having an additional employee, are assumed to be transferred over to the EPS
and are impact neutral. What have been highlighted are the potential additional costs over and
above those standard costs.
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Potential increased costs in the following areas:

Risk

Communications systems:; Current infrastructure is unable to accommodate additional
dispatch and evaluation positions, which would be required to manage these groups. It
is estimated that an increase of 1-2 dispatchers and 4-6 evaluator positions would be
required.

Legal and Regulatory: increased exposure to civil liability for the actions of peace
officers; increased obligation on the EPS to investigate complaints of conduct that are
made against the peace officers; increased obligation on EPS Professional Standards to
investigate criminal complaints rather than Divisional C15's,

Human Resources: increased costs to manage collective bargaining and grievances;
increased costs to manage payroll processes with two new union groups; enhanced
security clearances and the impacts around those that don’t pass; increased costs with
respect to the requirement to develop policy around discipline and code of conduct
specific to peace officers; increase in employment equity issues.

Information Technology: increased costs with respect to system administration,
security permissions, records management, CCTV systems and modifications to allow
for a new user group with distinct access provisions and requirements.

Facilities and Materials Management: Depending on whether the PO groups continue
to work out of their existing facilities or not has a significant impact on facility costs as
well as increased costs around EPS Material Management be required to manage
additional clothing contracts and stock an additional uniform set.

Management: depending on what management would come over with the PO's, a new
Branch or Division would need to be created to provide management to this group.

In a status quo model, risk to the organization does not change from what it is currently.
Although a complete risk assessment on the model has not been done, a risk assessment will
generally provide a number of strategies that can be implemented to mitigate the risk to an
acceptable level.

In a model where the EPS takes over the administration of these PO groups, the risk increases in
a number of areas:

-

Legal and Regulatory: the increased exposure and accountability around the actions of
the peace officers, both clvilly and criminally; the distinct roles and authorities of police
officers and peace officers will be eroded due to the increased exposure of peace
officers to police work; increased risk to peace officers who will be more frequently seen
as being police officers.
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* Human Resources: managing the risk associated to new and different union affiliations;

risk associated to current peace officers not being able to pass enhanced security
clearances for the EPS.

See Appendix “B" for a summary of risks.

Comparative Agencies

In looking to other agencies for comparison and best practices, it was difficult to find similar
programs to Edmonton due to the way special constable/peace officer programs are governed
in other provinces. The largest and most common groups were the special constable/peace
officer groups that worked within the Transit environments. Therefore most programs
reviewed outside of Alberta were Transit programs.

Other Alberta Peace Officer Programs
City of Calgary

The City of Calgary is similar in size, scope and governing legislation. Calgary Transit has
modeled their transit peace officer program after Edmonton’s. Owver the past few years, Calgary
Transit has faced a number of challenges from one city councilor. His opinion is that, the
Calgary Police Service [CPS) should police the transit system and not utilize peace officers.
There has not been much city council support for this viewpoint and thus all attempts to date
have been unsuccessful. This may be, in no small part, due to the successes the peace officer
program has achieved. Although modeled after Edmonton, they have continued to enhance
their program by including direct access to the Canadian Police Information Centre (CPIC)
{Category 2 User designation) and a comprehensive Memorandum of Understanding with the
CPS which covers off access to their records management system (RMS) and police facilities in
order to be more efficient in their work. Their program is slightly larger than Edmonton’s with
72 peace officers and another 28 coming onboard with the west extension of the C-Train.

Other peace officer programs within the city are completely separate from transit and are
operated in the various departments they belong to. They are currently in the initial stages of
assessing ways to gain efficiencies by coordinating some of those groups. Overall their transit
peace officer program Is running very well,

City of 5t. Albert

The City of 5t Albert uses a more unified structure. Their peace officers report within one
department of the city administration. They do, however, all work out of the RCMP
detachment and have a very good working relationship. Their enforcement peace officers
perform multiple duties but their programs are all similar to Edmonton’s. They have also
utilized peace officers for working front counters in the RCMP stations, photo enforcement and
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as part of their Court Liaison Section. This model seems to work well because the size of the
community requires a more multifunctional enforcement officer. The RCMP and the peace
officers work jointly on a more frequent basis.

Ontario Special Constable Programs

The Province of Ontario utilizes special constables but the term is synonymous with peace
officers. The programs in Ontario have been in existence for many years, Special Constable
status is granted through local police boards with the approval of the Solicitor General. Despite
their history in Ontario, there are still areas where they have challenges. In 2010, the Ontario
Association of Chiefs of Police completed a review of the Special Constable programs in
Ontario. What the report outlines is that there is still a void in the legislation which governs
special constables. This void includes the training, use of force options, accountability
mechanisms, and branding or marketing schemes for the identification purposes that are
distinet from pullc!ng?. In that report, Alberta is identified as the only Canadian province to
have introduced legislative standards through the Alberta Peace Officer Act which remedy
some of the shortcomings being experienced in Ontario®. This speaks well for the Alberta
model and the peace officer legislation. The special constable programs in Ontario have dealt
with this legislative deficiency through very large and comprehensive MOU's that cover all
aspects of the programs.

City of Ottawa Special Constable Programs

In the City of Ottawa, the Ottawa Police Service (OPS) only has two external special constable
programs: the Ottawa Transit Special Constables (OCTranspo) and the Carleton University
Special Constable Program. These programs work independently of the OP5, however, there Is
a strong connection with the OPS through a comprehensive MOU which speaks to all aspects of
the program. Within OCTranspo, for example, day to day operational issues fall under the
direction of Transit management. However, matters that speak to professional standards or
complaints are reviewed by transit, but are administered by the police service. The Carieton
University Special Constable Program operates in the same fashion. The OPS has a liaison for
the special constable programs that serves as the point of contact for any administrative or
operational issues.

In addition to these two external programs, there are a few OPS internal special constable
programs which are similar to ones in Edmonten, such as arrest processing, document service
and court security. These programs are administered completely by the OPS in a similar fashion
to Edmonton. It was interesting to learn that other enforcement functions within the City of
Ottawa are not required to have special constable status within their provincial framework.

¥ Ontpro Association of Chiels of Police - .Fl!':.:llwr ] ."l',la'n'rr“.'uu.tmf.lﬁ.u Iin Erderrier, il )
] ¥
Ibid. p. &
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Unlike Edmonton, functions like animal control or park rangers are able to function and conduct
enforcement within their areas of legislation, but do not require special constable status. This
would explain the small number of special constable programs within the City of Ottawa. There
were many similarities between Ottawa's special constable programs and Edmonton’s. All
stakehaolders interviewed were pleased with how the program is working and the excellent
relationship peace officer programs have with the OPS.

City of Toronto — Toronto Transit Commission

| had a few email exchanges with the Chief Special Constable Terry ANDREWS of the Toronto
Transit Commission (TTC). She declined the invitation for me to come out to Toronto on a site
visit due to their current situation. The Toronto Police Board had just recently pulled their
Special Constable status and therefore she did not feel she could answer my questions with any
amount of certainty. She did, however, confirm for me that the Toronto Police and the TTC
operate in the same fashion as the Ottawa Police and OCTranspo as they are both governed by
the Police Services Act.

| was able to determine through other sources that the Toronto Police Service (TP5) was
involved in a process (over the past year) to take over the responsibility of special constable
group at the TTC but the logistics proved to be unmanageable and therefore a decision was
made to replace their program with police from TP5. Depending on who you talk to, this new
model may or may not be permanent. There is a new request before the police board from the
TTC to enter into another special constable arrangement.

British Columbia Special Constable Programs

The Province of British Columbia has a completely different transit model than any other
jurisdiction | visited. The responsibility for delivering transit services and the associated safety
and security falls to two main groups. | will speak to both groups separately with the first being
the South Coast British Columbia Transportation Authority who are responsible for the Greater
Vancouver Area (GVA) and the 22 municipalities within.

Greater Vancouver Area (GVA)

The GV A utilizes their own transit police service called the South Coast British Columbia
Transportation Authority Police (Transit Police). The Transit Police were established in 2005
after having special constable status for a period of time. They have full police powers and
authorities in the Province, however, due to their limited numbers (161 police officers), their
wark is now targeted within the light rail train system.
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There are three train lines that run into the downtown Vancouver area. Outside of the train
system, the buses serve the rest of the GVA and are operated by the Coast Mountain Bus
Company. Prior to 2005, the bus company worked in the same building as the special
constables and provided security services for the entire GVA. When the new police service was
formed they had to split away from the bus company due to access to information restrictions.
since the split, these two organizations have not worked well together due to jurisdictional
Issues.

The Transit police have full police powers but have no jurisdictional responsibilities. This means
that any geographical area they work in already has a jurisdictional police service (JP5) which is
responsible for that area. They are classified as a supplemental police service in the GVA that
has been restricted to working on or in relation to transit train properties. This type of
arrangement has resulted in much confusion and inefficiencies. When the Transit Police
respond to an event, they will usually be dispatched with the corresponding JPS. At the scene,
certain factors are taken into account in order to determine whether the Transit Police will
investigate or the IPS. The factors taken into account are things like:

the event location - on or off transit property

seriousness of the criminal offence - summary conviction or indictable

support units required — Dog unit, dent, Tactical

Which JP5 is involved - some police departments don't want any involvement by the
Transit Police

Taking all these factors into consideration, a negotiation happens and an agreement is reached
on which service takes the call. There have been a number of leadership changes in the Transit
Police over the past year or two which have resulted in differing philosophies with respect to
their deployment. All of these factors have contributed to a level of frustration expressed by
many stakeholders. | came to a conclusion after speaking with a variety of stakeholders
regarding this transit police model. When you put fully trained police officers in a transit
environment, and restrict their work area to transit properties, they realize fairly quickly that
transit crime and disorder work is not that interesting for a police officer. This would
sometimes result in members looking outside of thelr designated work areas to expand their
policing experience. This also reinforced the jurisdictional confusion because each JPS had
differing opinions about the Transit police working in their areas. The inefficiencies in this
model are quite obvious. It had been mentioned to me that this type of police service
designation will not likely ever be repeated in the Province.

The Coast Mountain Bus Company does not have any special constables or designated security
people. They operate with street supervisors who provide a certain level of security and when
they need a police response, they call the IPS. Interestingly enough, there are times when the
IPS will refuse to take the call because of the existence of a Transit Police group, which further
complicates the system and reinforces the confusion over jurisdictional boundaries.
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City of Victoria — BC Transit

In the rest of the Province of British Columbia (BC), transit is provided for by BCTransit. They
currently don’t use special constables within the transit environment and use a similar system
to the Coast Mountain Bus Company with the presence of street supervisors. The City of
Victoria is the largest center they operate in as the rest of the province is made up of smaller
communities. The street supervisors respond to any events and, if police are required, they call
in the JPS.

Because of the challenges faced with this model, BCTransit is presently contemplating
submitting a proposal to take over the entire province with the intention of looking at a special
constable model for the major centers. This proposal is still in the initial discussion phases at
this point and it is not known what level of support currently exists for it.
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Conclusions

Before making final recommendations there are conclusions that can be drawn from this
review, as well as information that was gathered from other agencies during my best practice
review. The conclusions assist in answering the questions posed at the beginning of this report.

Taking into consideration wages and operational efficiencies (infrastructure, records
management, communications systems, officer safety and intelligence sharing), what
administrative structure is recommended for the COE Peace Officer programs?

The current model of management of COE peace officer programs has undergone a number of
changes in the past 6-9 months. Some of those changes were to start addressing the
recommendations coming out of the COE consultant report. However, the current model also
creates a dependency on the Transit/Corporate Security peace officer program to provide:
uniforms and equipment; communications; and some training. Any new governance model
would have to include all five groups otherwise additional costs would be incurred to recreate
systems and infrastructure that gets split up.

I have highlighted many challenges in this review with respect to having the peace officer
programs fall under the EPS administration. Based on this infarmation, the only structure that |
can recommend is the status quo model. This direction has the least impact on Issues
surrounding human resources, operations, financial, legal, facilities and risk. A single structure
model takes advantage of administrative and operational savings, and | believe Is the most
efficient. Having that structure working within the COE administration is best practice at this
time, even as we compare to other jurisdictions across Canada. Supporting this position are all
the numerous challenges and financial impacts of situating it under an EPS governance model.
This is not to say that improvements to the current model cannot be made in order to enhance
both the model and the operational effectiveness. Enhancements will be highlighted later in
this report.

In the assessment of costs, is the COE better off converting peace officer positions to police
positions?

The Continuum of Law Enforcement has existed for many years, and in Alberta, with the
introduction of peace officers in 2006, this new role added flexibility to how the Province
delivers law enforcement services. In answering the question; (Is it cheaper to use police
officers?) | believe that looking at this issue from purely a wage perspective is short-sighted
when compared to viewing the total picture of financial impacts. The additional costs
associated to training, benefits and equipment far outwelgh the overall cost to deliver services
with a peace officer.
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However, a person also needs to look at the appropriate delineation of current roles, for both
peace officer and police officers. The MOU helps to define those roles but doesn’t speak to
whether PO's are doing work that is better suited for a police officer. After reviewing each of
the peace officer programs within the COE | was satisfied that work being done at the peace
officer level is not only well defined but appropriately assigned to the peace officer level.

What opportunities exist to reduce the duplication of costs or services?

To answer this question, one simply has to look at the model that currently exists within the
COE and provide feedback on where we can enhance the operation to produce efficiencies. |
believe that the current peace officer model compliments the work of police. This then allows
palice the flexibility to concentrate on more complex issues requiring the full authorities of a
police officer. As stated earlier there have been a number changes made in the past 6-9
months with the view to make COE operations more efficient.

What further opportunities exist within the EPS for the use of peace officersina
differentiated model of service delivery?

The Edmonton Police Service has researched differentiated staffing models a number of times
in the past six years, In the 2004 Organizational Review, a report on Differentiated Staffing
Opportunities was completed. In that report, three sworn positions were identified that could
be converted to a special constable (peace officer). None of those positions were converted at
that time and, to date; those opportunities have still not been realized.

In 2007 another report was completed on the impact of the newly created Peace Officer Act
and 9 roles were identified as opportunities for peace officers to replace police officers. These
9 roles potentially impacted up to 15-20 positions. Three of these roles have been converted to
peace officers thus far. In addition, another 7 roles were identified that could be considered in
the future, of which none have been realized.

The scope of this review was to include a preliminary look at what other opportunities exist for
the use of peace officers within the EPS. Although a comprehensive review of differentiated
staffing opportunities is not within the scope of this project, a review of existing
documentation as described above to see if those apportunities are beneficial and still exist
would be a starting point. The Edmonton Police Service will continue to look at oppertunities
for differentiated staffing on an ongoing basis.
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Recommendations

It should be noted that some of these recommendations are consistent with, or are in support
of, the outcomes of the COE consultant report.

1.

At this point in time, the governance model for the COE peace officer programs remains
within the COE administration.

The governance model remains flexible and continues to work towards a single
structure wherever possible with emphasis on a single source for: professional
standards investigations and processes; peace officer training; and uniform and
equipment. This will support consistency in appearance, behaviour and accountability
all of which are goals of the Peace Officer Program.

Enhancements to the current relationship between COE programs and the EPS be
explored in the following areas:

a. Radio and dispatch communications systems with a view of having better
interoperability and intelligence sharing.

b. The EPSidentify a sworn member liaison to assist in: facilitating better
communication and information exchange; maintaining consistent messaging both
to and from peace officer groups; dealing with administrative issues, Le.
Memorandum of Understanding (MOU's), peace officer appointments, operational
issues, etc.

€. The EPS be given the opportunity to have representation on committees set up to
manage the administration of the COE PO groups.

d. The EPS support and assist in a COE PO application for CPIC access (category 2 user)
for their programs.

e. Areport back to the EPC within a year on the enhancements to the current
relationship between EPS and the COE PO programs.

The COE and the EPS, in conjunction with the Director of Law Enforcement work
collaboratively together to initiate a public education strategy to brand and create
increased awareness regarding the peace officer program, its role in law enforcement,
the visual identity and authorities granted to peace officers.

The EPS continue to look at potential opportunities for differentiated staffing and the
use of peace officers.

The EPS, with the support of the Edmonton Police Commission, advocate for changes to
the Palice Officers Collective Bargaining Act to include Peace Officers.
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Appendix ‘A’

April 2011 22



Appendix A
Table 1a - City of Edmonton Peace Officer Programs
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Table 1c - City of Edmonton Peace Officer Programs
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Summary of Risks

Category

Risk #

Legal and
Regulatory

Exiernal

Stralagic

Oparational

HIGH

MED

Risk Description

Health and Salfety - This risk relates to the polential for

endangened lives, fines, and repulational damage
azsocited with the fallere io address heallh and safety bws
|_and issuas.

Litigation and Liability - This emanates from our failure to
identify, assess and appropriately address legal issues

Clients and Taxpayers - risk that the public parceie thal
fhi EPE- i Ilﬂhn io pronide effective and responsie

T LA L L L T

Mecia Relations - I:FI.II' failure 10 leverage mads nelakions 1o
effectively communicate the banefits and added-value of the
activities and operations of the EPS.

Politics - Thi risk that changes 1o lederal, provincial, andfor
municipal governments agenda may adversely impact the

2 oman e

Reputation - The risk exisls -:inn‘lmlnq [T
repulation, which could lead 1o a loss of the public’s
confidence in fhe ability of the EPS to protect their inlerests
and a loss of ellent’s confidence in the abilily of the
arganization 10 deliver serices consegbent vwalh thair needs
and axpeciations.

Parinerships and Relationships - This speaks fo the nsk
al nol levetageng the expatiancd, skills and compalencies of
partnens and slakeholders fo ensure the achiavemant of
expecied resulls wilh a citizen-focus

Risk Managemant - Tha fadure to appropriately identify,
assess, mitigate, and monidor rfisks that may threalen the
achaeveman of sirabegic and business chjectives.

Datantion - Risk that the safsty and securnity of peopla
arresied and detained for watious crimes and offences an
being compromised while in custody of the Peace Officers,

10

Enforcement - The risk relative to the polential Tallure by
PO's io appropriatety respond o Criminal Code viclalions
and ather offences.

11

Investigation - The risk related io the failure to
appropriately conduct [ha initial stages invesligabions
surowneding Criminal Code violations and other alfences,

12

Saleguarding of Assels - Risk that members’ safety and
security are compromiged, including loss of life in tha
conduct of police operations and aciivities.,

Infarmation

13

Human
Resources

T4

Technology

15,

Access, Protection Communication and Privacy - Risk
that the inflormalion s nol accessible or avalable in suppod
of the decision-making process.

Laber relations - The risk surrounding the managoemaent of
labaour relations & a limaly, constructive, and fiscally

responsible manner while masnlalning good employes
relationships,

Security and physical protection - Risk that systems may
nol be adequately secured and physically prolecied agninst
unmuthorized access which could compromise the quality,
integrity, or confidentiality of the data.




