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Executive Summary

Background

Cost-of-service trends are a major concern for the Canadian policing community and the public
sector in general. In calendar year 2011 alone, total operating expenditures for Canadian local
policing was roughly $12.9 billion. In response, innovative Canadian police services have begun
to adopt a new management paradigm focusing on the use of performance indicators to help to:
1) rethink what services are of highest priority; 2) generate improved outcomes; and 3) better
control service delivery costs.

Methodology

This paper set out to provide an evidence-based snapshot of publicly-available police
performance metrics and how Canadian civilian police boards deal interpret and apply them. A
content analysis of documents collected from police service websites or provided by police
boards and structured interviews with police board members across Canada were carried out to
assess the extent to which, and the ways in which, police boards use police performance
measurement tools.

Findings
Governmental Standards

In Canada, there are no legislative requirements that control or dictate the use of specific
performance measures or standards in policing. Some provinces, such as Ontario, do require that
police report on specific indicators of performance under municipal reporting regulations. Even
scanning internationally, only a handful of American police services apply International
Organization for Standardization (ISO) standards to their management of organizational
performance. Overall, there are no evidence-based performance standards or existing “industry
accepted” measurement frameworks available for police services to follow in Canada.

Police Services

The overall assessment of the selection of police performance metrics outlined by police services
reveals that the police services that have the most advanced performance measurement
frameworks are generally larger, urban or regional policing services. This study defined
performance measurement frameworks as being “balanced” when they were characterized by
being comprehensive and sophisticated. Those few police services meeting the criteria for a
“balanced” performance framework tended to apply their indicators in a relevant manner. The
seven dimensions of a “balanced” framework included tracking performance metrics in the
following categories: 1) reduce criminal victimization; 2) call adult and youth offenders to
account in appropriate ways; 3) reduce fear of crime and enhance personal security; 4) increase
safety in public spaces; 5) use financial resources fairly, efficiently, and effectively; 6) use of
force and authority legitimately, fairly, and effectively; and 7) satisfy citizen demands for
prompt, effective and fair service.



The research also showed that some individual police services are developing their own
performance metrics and business planning structures; however, they are often based on ad hoc
peer-to-peer consultations within the policing community. While such peer consultation is
useful, adapting new indicators into a coherent performance metrics framework can be a
challenge. Although there is some sharing of information on performance metrics between
police services, and this sharing is laudable, some of the information on indicator design and
selection being shared can be inaccurate. Too often police services have set up their
performance metrics in a catch-all fashion trying to measure “everything and anything” related to
police work. In fact, much of what is put forward under the rubric of “performance
measurement” is more in the nature of broad environmental scanning indicators than those
related to effectiveness or efficiency of police services. It is suggested that measurement
frameworks consequently require a clearer focus on core policing outcomes.

It is important to note that those police services that scored in the low relevance category in their
use of performance metrics were not clear with regard to what was being measured. Further,
whole categories of important performance indicators were often absent, most significantly
indicators that measured effectiveness, efficiency and quality of service.

Performance Measures

Most police services not using performance metrics or lacking an effective measurement
capacity were from smaller municipalities and rural areas. However, there were also a few
examples from large urban jurisdictions of police services that demonstrated little capacity to
apply performance metrics. In both instances, there were no meaningful regional variations in
terms of the size of the police services. Four of the five police services considered to have the
best developed performance measurement frameworks represented medium-sized jurisdictions;
the fifth was a large urban police service.

The content analysis of police performance metrics indicates that there was no common model or
framework for measuring the performance of police organizations. Among the police services
studied, each emphasized different dimensions of service delivery performance. A troubling
finding was that key dimensions of performance such as effectiveness and efficiency, which are
essential to any well-designed performance management model, were rarely applied. When
valid and reliable quantitative performance metrics were included they were most often
operational indictors. The validity of many of the measurement outputs and outcomes of police
performance were difficult to assess in the content analysis, because police publications were
unclear as to what type of data were being measured in many of the output, outcome or result
metrics.

On the other hand, a positive observation was that many police services used comprehensive
methodologies to determine community policing priorities. These priorities were used to
develop aspects of most performance measurement frameworks. Common methods for
prioritizing policing needs included conducting environmental scans, conducting SWOT
analyses (Strengths, Weaknesses, Opportunities, and Threats) and applying SMART criteria
(Specific, Measureable, Achievable, Relevant, Timely).



Of the performance measures that were reported by police services many could be classified as
being strategic in some way. In fact, many police services do appear to be attempting to focus
more on measuring progress towards strategic goals than measurement of operational, tactical

objectives.

In some instance, as police improve their performance measurement frameworks, there is an
opportunity for tactical or operational performance metrics to be converted into more
sophisticated, strategic performance metrics by adding another dimension to the measure, such as
reporting the business activity as a rate or proportion of a another relevant measure.

The analysis documented that the use of police performance measures is evolving in Canada. At
the bottom of the “evolution curve” there is a cluster of police services that have no performance
measures in place, while further along the curve some services have implemented rudimentary
frameworks, and at the top of the curve a few services are making good progress in developing
frameworks that meet appropriate standards. Police services with less experience in the
development of performance measures tend to have a large gap between those measurement
tools considered to be ideal and the ones that are actually used.

A number of police services appear to track a significant amount of performance data and create
performance ratios, but it was unclear as to what, if any, analysis is used to determine whether
goals are being achieved. Where ratios or descriptive data were presented, further data analysis
and explanation appears to be required to tie the measures to organizational goals. A relatively
small portion of police services had a well-designed portfolio of performance indicators that shed
light on core policing outcomes, service delivery productivity and overall value. Not
surprisingly, where they were present, these indicators were used in a relevant fashion, extending
well beyond simple public reporting, in the police service’s annual reports.

Police Boards

While many of the boards representing larger urban police services have full- or part-time
professional staff, not all the large urban services in the sample had well-developed performance
measurement expertise. A lack of understanding of indicators or the structure of decision
making processes means that performance metrics often have little or no impact on police board
decision making. However, it is evident that members of boards representing larger policing
services, with more board members and benefit from full- or part-time professional staff to
provide research support, appear to be more aware of the uses and limitations of various
performance measurement tools.

The role of some police service boards, and their rapport with police chiefs, does not allow their
review to directly lead to reallocations within police budgets or between municipal services.
However, the application of more sophisticated police performance metrics could provide useful
information to help direct and allocate costs once a budget has been completed and implemented.

The research found that police service board members had no specific training on police
performance measurement. However, it is important to note that the individual board members
who know the most about police performance measurement tools usually had the benefit of
serving more than one term. Moreover, it is notable that the use of performance information is



nonetheless becoming an important part of the planning and budgeting process in many
jurisdictions. As such, the lack of adequate training can leave board members vulnerable,
especially when they are expected to make decisions based on information they do not feel they
know how to assess. Although the level of knowledge and understanding of performance
measurement is low amongst most members of police service boards, once information is
provided on performance metrics, and it is explained how they can be incorporated into planning
processes, board members often appreciated the utility of applying such metrics in their oversight
and management role.

Moving Forward

Many police boards and police services will make design changes to bring their performance
measurement tools into alignment with their outcome based service delivery goals, service level
standards, and budgetary decision making. The improvement of police performance
measurement will be an ongoing, iterative process occurring over several years and will likely
require guidance and support. As police performance measurement tools evolve via real life
successes, there will be a better understanding of what kinds of indicator design improvements
can be achieved.

Police performance measurement is not an end unto itself. Even the most sophisticated and
perfectly considered performance metrics will not improve organizational performance unless
they are applied in decision-making. All the data and performance measures are of little use to
police boards if these boards lack a clear idea of how to use them to ensure accountability,
improve quality of service and reduce costs. There is no one magic performance measure, nor is
there a need to be excessively broad in trying to measure all activities. Performance measures
will continue to evolve, and board members will decide on the managerial purposes to which
performance measurements may contribute to their organization. To achieve a positive evolution
and accomplish cost management results while maintaining policing quality, there appears to be
a pressing need to build “best practice” measurement system design and implementation capacity
within both the police boards and policing services.
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Introduction

Over the past decade, there have been extensive changes in the performance management
systems used in various public service sectors. Public management systems based on
bureaucratic hierarchic control are being replaced with market-oriented managerial systems
based on accountability for performance (OECD, 1997). As this trend has grown, more forward-
thinking representatives of the policing community have realized that traditional policing
management approaches based on guesswork, imitation, and intuition can no longer be regarded
as an acceptable rationale for police organizational management (Davis, 2012; Maillarda &
Savage, 2012; Coleman, 2008). Consequently, there has been a call for a more rational and
transparent approach that combines technical and experiential knowledge in order to improve
police accountability (Murphy and McKenna, 2007).

This new police management approach emphasizes improving efficiency and cost effectiveness
in the delivery of policing services to meet the needs and demands of the community. The
public, as the primary client of police services, is recognized as a major stakeholder in
determining how to best assess police performance and make better use of police performance
data (Maguire & Uchida, 2000; ISIS, 2012).1 As part of the new approach, accountability has
become intertwined with performance measurement at the organizational level to ensure that the
police “deliver the best possible service to the public” (Home Office, 2004).

Performance measures, such as service effectiveness, efficiency and quality, are the most
important factors in determining how well police are spending public monies. Since 2000,
Canadian police expenditures have increased yearly between three and seven percent. In 2010,
the operating expenditures of Canadian police services amounted to approximately $12.6 billion
(Statistics Canada, 2011). The year 2010 also represented the 14™ consecutive year of growth in
constant dollar spending on policing services. With costs expected to continue to grow,
pressures have been mounting to develop better ways to assess police performance and meet
organizational objectives while holding down costs.

The primary objectives of this paper are:

1. to describe the variety of performance metrics used by Canadian policing agencies;

2. to assess how well these performance metrics are understood and how they are viewed by
police oversight bodies, such as Police Service Boards; and

3. to determine which types of police performance metrics police oversight bodies find most
useful.

! Performance management systems are designed to provide information required for the fundamental decisions and
actions that shape and guide what an organization is, what it does, and why it does it. Performance measurement is
a tool that when properly employed focuses organizational attention in order to better plan and execute strategic
actions. The strategic focus provided by performance management is intended to result in improved organizational
outcomes and is built on the foundation of performance measurement.



Analytic Approach

To conduct a review on the use of police performance metrics by oversight boards, a mixed
qualitative and quantitative analytic approach was taken. This included conducting a content
analysis, reviewing performance indicators used by a sample of police services, and conducting
interviews on police performance metrics with members of selected police boards.

Content Analysis

A content analysis was conducted of the documents provided by police boards in order to assess
trends in the use of police performance metrics. Among the 48 police services identified,
strategic and business planning documents were identified for only 19 police services. These
documents were mainly found on the police board or services websites, but additional documents
were sometimes provided following the interviews. An overview of the coding and categorizing
of the data and some limitations of the approach are discussed in Appendix B.

Interviews

Following initial contact with 48 police boards, semi-structured interviews were conducted with
30 individuals representing the 15 police boards that agreed to be interviewed. The research
team also received correspondence from another 15 representatives of police boards who
indicated they either did not have any performance measurement systems in place or could not
meaningfully contribute to the interviews for other reasons. This resulted in a response rate of
62 percent. In addition, eight individuals acknowledged receiving correspondence and stated
they had forwarded the information to the Chair of the Board for consideration of a possible
response. Ten police boards contacted did not provide any response. For a breakdown of the
sample see Appendix B.

The major objectives of the interviews were to identify the performance measurement metrics
used by police organizations and to evaluate the utilization of performance data in accountability
reporting, business planning, operational decision making, and budgeting. The interviews were
conducted with those police board members (e.g., chair or vice chair) determined to have a
particular understanding of, and responsibility for, the use of police performance metrics. There
were some practical and sociopolitical considerations addressed while conducting this research,
which are noted in Appendix B.



Overview of Performance Measures

While there are multiple definitions of performance measurement, simply put, it is the
development, application, and use of performance measures (also referred to as indicators) to
assess the degree to which organizational objectives are being met. Performance measures are
an essential component of core management processes, such as budgeting and strategic planning,
total quality management, benchmarking, scorecard metrics and organizational learning (Talbot,
2010). Any particular performance measure is composed of a unit of measurement and a number
expressing magnitude or intensity. The unit gives content or meaning (a standardized definition
of what is being measured) and the number gives a statement of degree of magnitude (how much
there is of the unit being measured and what is its strength or intensity). Performance measures
need to be tied to a target or objective; their components can be represented in isolation (e.g., in
terms of units such as hours, number of accidents, length of time, dollars, or number of errors) or
in combination as the ratios of two or more units (Neely et al., 1995).

Valid and productive performance measurement approaches rely on some type of input-output-
outcome model.” Table 1 gives an overview of definitions of key terms used in such models.

Table 1: Definitions of Key Terms used in Performance Measurement Models

Terms Definition Example of Measurements
Input Resources used to produce outputs and outcomes
Output or The direct, immediate result of an activity. Number of reports taken for property
Activities Products and services that result from an activity. crimes for a specific area or period.

Activities include the component tasks, steps,
methods, techniques and operations performed.

Outcomes or

The intended initial, intermediate, and final result
of an activity. The desired change in behaviour,

A police initiative might be the reduction
in the number of violent crimes in a

Impact attitude, knowledge, skills, and conditions at the specific area (e.g., district, precinct, beat).

individual, agency, system, or community level.
Traditional Performance Measurements

Productivity A quantification of the outputs and inputs of an The amounts of resources used to produce
organization typically expressed as a ratio of a crime prevention program or finalize a
output to input. Crown brief.

Efficiency A measure of the amount of resources required to Cost per reported property crime.
produce a single unit of output or to achieve a
certain outcome.

Effectiveness A determination of the relationship of an Results of pre- and post-program surveys

organization’s outputs to what the organization

with students, parents and teachers that

* Hatry, H.P. (2006). Performance Measurement: Getting Results. Urban Institute Press.




intends to accomplish. demonstrate the ability of youth violence
prevention efforts to reduce or to
strengthen internal processes to deal with
bullying in schools.
Quality An examination of the process by which an output | Traffic accident reports are produced
is produced. Quality is typically indicated by correctly. Total rate of correct reports
attributes such as accuracy (or error rate), produced.
thoroughness, and complexity.
Timeliness A measure of the time it takes to produce a desired | Completion of a tender to purchase new
output. equipment was done on time.

Police Performance

The application of performance measures to policing is highly challenging given that policing is
a complex area of public service with a diversity of objectives and delivery activities. Moreover,
much of what drives demand for policing (including broad societal factors, such as income
inequality, employment levels, and demographic changes) is not within the scope of policing
service to effect change (Vollaard, 2003; Alpert & Moore, 1993; Moore et al., 2003). Dadds and
Scheide (2000), Faull (2010), and Davis (2012) point out that data on reported crime rates and
crime clearance rates have traditionally been used in both instrumental and symbolic ways to
justify the types, and costs of different types, of police services and to enhance public relations.
Such data have also been used to evaluate practices based on internal policies (Alpert and Moore,
1993; Moore and Braga, 2004). The logic behind using crime rates as performance measures
requires demonstrating the relationship between increases or decreases in crime with the
increases or decreases in the nature, quantity, and quality of particular types of police services.

Research has shown, however, that the use of traditional measures such as clearance rates, arrests
rates and response times are not always the most appropriate measures to understand the scope of
policing activities from solving crimes to maintaining public order (Collier, 2006;

Goldstein, 1990; Moore, 2002), making it difficult to determine the true nature and extent of the
impact of police activity on the intended result. Furthermore, there are issues of consistency (in
terms of both validity and reliability) in measures of police performance using these traditional
indicators (Alach & Crous, 2012). Such challenges have been a major impetus for police to
rethink traditional approaches to performance measurement and to design performance measures
that focus on the daily activities of policing and take into account the various contextual
circumstances shaping policing and the legislative and practical constraints under which the
police operate (Alpert & Moore, 1993).

Statutory Requirements for Police Performance

Currently, Canadian provincial police acts have no specific statutory requirements for specific
performance measures. While these acts vary from province to province, they typically set
uniform standards for municipal policing services, provide for the creation of police boards and
commissions, and establish criteria for the management and operation of police services. Under
these criteria, some police boards have approved performance metrics but there are no provincial




guidelines or policies on the development of specific performance metrics. The Ontario Police
Act, section 30 (1) of the Adequacy and Effectiveness of Police Services Regulations, mandates
the existence of qualitative and quantitative performance measures in specific areas of the
Board’s business plan relating to: (i) the police force’s provision of community-based crime
prevention initiatives, community patrol and criminal investigation services; (il) community
satisfaction with police services; (ii1) emergency calls for service; (iv) violent crime and
clearance rates for violent crime; (v) property crime and clearance rates for property crime; (vi)
youth crime and clearance rates for youth crime; (vii) police assistance to victims of crime and
re-victimization rates; and (viii) road safety.

In Ontario, the Municipal Act, 2001 requires municipalities to measure and report to the
taxpayers on their service delivery performance under the Municipal Performance Measurement
Program (MPMP). Under the MPMP, municipalities report on efficiency and effectiveness
measures for 13 service areas that include policing (Ontario, Ministry of Municipal Affairs and
Housing, 2007). Table 2 provides an overview of reported MPMP measures.’

Table 2: Overview of MPMP Requirements for Police Services

Service Area Objectives Type of Measure Specific Measure

Police Service Efficient police service | Efficiency Operating costs for police services, per
household

Violent crime rates | Safe communities Effectiveness Violent crime rate, per 1,000 persons

Property crime rates | Safe communities Effectiveness Property crime rate, per 1,000 persons

Total crime rate Safe communities Effectiveness Total crime rate, per 1,000 persons (Criminal
Code offences, excluding traffic)

Youth Crime Rates | Safe communities Effectiveness Youth crime rate, per 1,000 youth.

While not a statutory reporting framework, the Ontario Municipal Benchmarking Initiative
(OMBI) is an established performance measurement initiative. The OMBI was established by a
consortium of Chief Administrative Officers and City Managers to collect data on more than 850
measures across 37 municipal service areas. Currently, there are also 13 large Ontario
municipalities and two cities located outside Ontario* covered under this initiative. Under the
OMBI process, each service delivery area (including policing) has established an expert panel to
review submitted data and assess its consistency and relevance to the OMBI process. The OMBI
Expert Panel has identified 41 policing measures, classified under the categories of Community

’ From: Ontario, Ministry of Municipal Affairs and Housing. (2007). Municipal Performance Measurement
Program: Handbook. Retrieved from: http://www.mah.gov.on.ca/AssetFactory.aspx?did=4873.
* For more information about the OMBI see www.ombi.ca.




Impact, Efficiency and Customer Service. A cautionary note to consider is that a consensus of
“experts” is not the same thing as expertise, particularly if the experts in question all represent
the same sector. A description of these measures and the type of data to demonstrate their
outcomes is presented in Table 3 (Appendix A). These performance measures, which are mainly
used by municipal managers, may also be reported to the relevant police board. Many of these
performance measures may also be incorporated into the police service’s overall performance
measurement framework.

Overview of Police Oversight Boards

In Canada, provincial police acts give the police boards their powers to oversee the
administration of police services. According to the Canadian Association of Police Boards
(2006), the mandate of police boards typically covers the following general areas:

(1) determining adequate personnel levels; (2) budgeting for the needs of police services;

(3) monitoring the budget; (4) reviewing police performance; (5) hiring the chief of police;

(6) assisting with labour relations; (7) dealing with discipline issues; and (8) helping to develop
policy.

Terminology referring to police boards varies across Canada. They are referred to as police
services boards in Ontario, committees of council in Alberta, and boards of commissioners of
police in British Columbia and Saskatchewan. Most police boards consist of between three and
nine members. The police boards of the largest municipalities typically have the most members.
The composition of boards tends to be drawn from the ranks of citizens, often drawn from
among volunteers working in the communities and elected officials. In British Columbia, for
example, the chair of the police board is typically a mayor of a municipality. > Board members
are politically-appointed and are “chosen to reflect the demographics of the community.”
Ideally, they are “persons who have demonstrated that they can act in the best interest of the
community” (BC Ministry of Public Safety and Solicitor General, 2005, section 3.0:11).
Members of police boards are generally not paid salaries, but some municipalities may cover
specific kinds of expenses incurred by board members while performing board duties.

The role of police boards and their relationship with the police and the overall societal
governance process has been extensively debated (LaLonde & Kean, 2003; Stenning, 2004; Law
Reform Commission, 2006; Martin, 2004; Pidd, 2007). However, when it comes to assessing
police performance, most provincial statutes focus mainly or exclusively on assessing the police
chief’s performance. For example, under the Ontario Police Services Act, the boards are
responsible for policies on effective management of the police and can direct and monitor the
performance of the police chief. However, the Police Services Act, (1990) Regulation 421/97,
states that: “Board members shall not interfere with the police force’s operational decisions and

> For further discussion of the role of mayors as board chairs see: A. Domaas and M. McIndoe (2012). British
Columbia Association of Police Boards: Report to the Executive Board. Retrieved from:
http://deltapolice.ca/about/board/agenda/2012/agenda 120912.pdf.



responsibilities or with the day-to-day operation of the police force, including the recruitment
and promotion of police officers.”

A general challenge facing many police boards is the need to make a paradigm shift away from
traditional “individual” policing performance (often based on the perceived success of the police
chief) towards a new evidence-based policing management model where organizational
performance is measured in terms of a clear definition of responsibilities, increased transparency
and accountability, measurements of effectiveness and efficiency, and an expanded role for
citizen input (Davis, 2012; Milligan & Fridell, 2006; Kiedrowski, et al., 2009).

One document reviewed illustrates some of the specific challenges facing police boards in the
area of performance measures. The report’s author outlines that: (1) police management lacked
the capacity to evaluate the performance of their patrol functions; (2) although the Board's own
governance manual required that annual business plans be prepared, this had not been done; (3)
the Board’s performance expectations for the Chief were general and not tied to specific policing
objectives or outcomes in an annual business plan; (4) the Board’s budget was not tied to an
annual business plan, strategic objectives, or to performance measures for evaluating budget
allocations and there was little or no analysis of draft budgets; (5) the members of the Board had
been informed their role was not to question specific costs as that was deemed to be the activities
of the local finance committee; (6) the Board did not see its role to be to direct police services to
manage expectations in order to help keep costs in line with the proposed budgetary items.
Finally, the author noted that an outside review had indicated that the police service needed to
develop key performance indicators for departmental operations. Many of these findings could
apply to other police boards interviewed for this paper, especially those that have no meaningful
performance measures in place.

Content Analysis

In order to get an objective quantitative description of the content of police performance metrics,
a content analysis of documents provided by police boards was conducted. More documents
were added to the sample as a result of the interviews. This analysis enabled us to sift through a
large volume of information on police performance metrics in a systematic fashion in order to
make inferences on how police performance measures were implemented in police services. The
research team was later able to compare information obtained in the content analysis with
information that was gathered from interviews with police board members. There were several
limitations with the written materials that were examined in the content analysis. First, most of
the documents were strategic plans or business plans. These seldom presented data showing
whether or not performance targets were being achieved. One explanation for this was that
because many of the police boards and services were in the early stages of performance measure
activity no meaningful results were yet available. Second, the sample may have left out some
police services with documents showing the impact of their performance measures. Third, while
all the websites of the police boards selected for the sample were reviewed, few police boards or
services had posted any information on police performance metrics. Consequently, it can either
be assumed that either no performance measurements existed or that the results of existing
performance metrics were not easily accessible to the public.



Findings from the Content Analysis

The content analysis focused on 20 police services and boards. This included 16 large or
regional municipalities, three smaller or rural communities and two First Nations community.6
The analysis found no commonly accepted model or framework for measuring the performance
of police organizations. Some of the services stated they were following the “balanced
scorecard” model, others referred to their approach as an “excellence” or “public value” model,
while still others claimed to use some type of home-grown model.

Table 4 gives an overview of what dimensions were most frequently considered in the
performance measurement systems of individual police services. ’ There is no single
performance dimension that all police services use in their performance measurement
framework, and there are large differences in the frequencies with which different dimensions of
performance are considered. Some police services treat performance measures and performance
indicators as equivalent while others consider the two as entirely different. Some police services
use the terms objectives, goals and targets interchangeably; others do not. The police have
designed their own performance management system to reflect their own priorities and the
demands within the communities they serve. While one can appreciate that each police service
uses the performance measurement terminology they consider to best fit their organization, this
does make it difficult to draw comparisons with other police organizations.

% Note that in some of the analysis, responses from the 15 police boards that indicated they had no performance
metrics in place were included.

7 Performance dimensions refer to those operational indicators that need to analyzed or discussed at a higher ‘proxy’
status due to objectives under measurement. Performance indicators are referred to as what the organization is
doing.



Table 4: Frequencies of Performance Dimensions
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In terms of the categories of measures, goals (N=907), measurement/indicators (N=652) and
objectives (N=471) are the most frequently mentioned terms. Dimensions like effectiveness and
efficiency, although essential to performance management frameworks because they indicate
how successful organizations are in attaining their objectives, had a lower count. Effectiveness
was only used 88 times and efficiency 63 times. This finding is in line with that of other studies
(e.g., Julnes & Holzer, 2001; Strieb & Poister, 1999) showing that efficiency and effectiveness
measures tend to be used with less frequency than other kinds of output measures in strategic
business planning reports.

The content analysis showed that police services considered over 2,000 indicators focusing on
categories such as crime and criminal justice, youth and crime, traffic, response to calls, elder
safety, crime prevention, community consultation, and administrative issues such as IT/Web,
organizational excellence or capacity, and human resources. To organize the information,
obtained, the research team used the “balanced scorecard” model for law enforcement (Moore et
al., 2002; Moore & Braga, 2003) which outlines seven key dimensions of policing performance.
Selected police performance measures were then reviewed and placed under one or another of
these seven dimensions. Table 5 below provides an overview of the seven dimensions, as well as
suggested measureable performance indicators for each of these dimensions. While the
measures used by larger urban police services and those used by the police services of smaller
municipalities may vary, the idea here is to show how various performance indicators can be
aligned with key performance dimensions to produce a reliable performance measurement
system.



Table 5: The Seven Dimensions of a Balanced Scorecard and Selected Key Performance
Indicators

Seven Dimensions of a Balanced Scorecard

Common Performance Indicators

Reduce criminal victimization

Police-reported crime rates (rates per 100,000
population)

Victimization rates

Crime Severity Index

Police-reported violent crimes rates
Non-violent Crime Severity Index

Call adult and youth offenders to account in appropriate
ways

Clearance rates (e.g., violent crime, Controlled
Drugs and Substances Act)

Conviction rates

Number of youths diverted

Number of outstanding arrest warrants

Number of times special courts (e.g. drug, mental
health, domestic violence) are used

Reduce fear of crime and enhance personal security

Reported changes in level of fear (from victim
surveys)

Reported decrease in community concern about
drugs/crime in their neighbourhood

Reported changes in self-protection measures

Increase safety in public spaces

Reported changes in traffic fatalities, injuries, and
property damages

Reported changes in use of parks and public spaces
Reported changes in property values

Reported proportion of community members who
feel safe in public areas

Use financial resources fairly, efficiently, and effectively

Data on cost of policing, per citizen

Data on the efficiency and fairness of deployment
an scheduling police officers

Number and proportion of civilian employees
Percentage of working hours lost to sickness for
police officers or civilian employees

Date on budget compliance

Data on amounts of overtime expenditures

Use force and authority legitimately, fairly, and
effectively

Number of citizen complaints

Number of external police reviews regarding
alleged police misconduct

Settlements in liability issues

Number of police shootings

Number of times different kinds of force (lethal &
non-lethal) are used

Satisfy citizen demands for prompt, effective and fair
service

Data on average response time to calls for service,
by priority level

Survey data on citizen satisfaction with police
services and citizen perceptions of the fairness of
such services

Table 6 (Appendix A) provides a more detailed and comprehensive listing of possible indicators
used by some of the larger urban police services that were reviewed. Many of the performance
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indicators used are standard policing or crime measures compiled in federal criminal justice
statistics. These include the following: the violent, property and other criminal code rates per
100,000 population; violent and non-violent crime severity indices; information from various
surveys (such as those administered to law enforcement personnel, victims of crime, partner
agencies or the broad community); and information from other sources such as provincial
highway traffic agencies, and liquor and gaming authorities. The results of such measures are
typically stated as follows: in terms of percentages, ratios or counts; in terms of units of time
(e.g., travel time in hours); in terms of dollar values; or in terms of trends. Other performance
indicators (or statements of goals or objectives) focus on the delivery of programs, implementing
or upgrading computer software, and streamlining administrative processes. Finally, there were
also instances of the use of performance indicators where the type of measurement and how it
was analyzed were unclear. The important point here is that police services are making a serious
effort to produce a performance metrics system, but the degree to which these indicators can
produce reliable measures vary among the police services.

Tactical versus Strategic Performance Measurements

To further understand the nature of the performance measures identified by the police, the goals
or headings were categorized as either tactical or strategic performance measures. An example
of a tactical measure is to describe the average time it takes to respond to a call for service and
list the number of calls for service. This type of performance metric measures the volume of
operational activity. An example of a strategic measure is to describe reductions in the time it
takes to respond to calls for service of different types and identify the human and financial
resources required by call, for service of a particular type. With this type of performance metric
a police organization would attempt to align its business activities to its strategic plans and to
monitor progress in achieving strategic goals. Table 7 shows performance indicator goals
classified as tactical or strategic.

Table 7: Overview of Performance Measurements Goals that were Tactical and Strategic

Performance Measure Goals
Tactical Strategic
Number of Times Number of times Number of Times Number of times
“Effectiveness” “Effectiveness”
Used Used
133 34 159 54

Tactical performance metrics, that measure operational activity, and strategic performance
metrics form a continuum. A tactical or operational performance metric can often be converted
into a more sophisticated, strategic performance metric by adding another dimension to the
measure, such as reporting the business activity as a rate or proportion of a another relevant
measure. Among goals examined in the content analysis, the majority of the performance
measures identified can be classified as being strategic in some way. The concept of
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“effectiveness” was used 54 times to describe a strategic goal (desired outcome) as opposed to an
actual outcome for a tactical goal. The data indicate that police services are currently focused
more on measuring progress towards strategic goals than measurement of operational, tactical
objectives. To better track operational performance measures, including cost effectiveness and
efficiency, it has been consistently suggested that police services need to improve their computer
systems and data analysis capacity while continuing to focus on achieving a clearer sense of
strategic direction (Davis, 2012; Bayley, 1996; Alpert et al., 2001; Alpert & Moore, 1993;
Moore, 2002; Moore & Poethig, 1999).

Performance Indicator Numerator and Denominator Statements

Quality performance measures are constructed in a variety of ways, including the use of ratios,
percentages or proportions, counts, annual percentage rates of change, or averages. The most
basic measures are numerator/denominator equations. The denominator represents the
population evaluated by the performance measure that is the number of total units of service or
resource, whereas the numerator represents the number of units in the denominator (universe)
that receive some deliverable or experience a specific outcome. For example, a fisherman may
catch a number of fish (numerator); but to assess how skilled a fisherman is, one must also know
the approximately number of fish available to be caught (denominator). If the performance
measure is reported as a rate (proportion or ratio), the numerator and denominator statement are
completed, though there may yet be validity concerns arising from the logical relevance of a
nominator to a denominator. For example, calculating residential break-ins (nominator) as a
number per total population (denominator) would expose the result to distortion over time
resulting from changes in numbers of occupants per residence. As an illustration, the Ouimet
Commission in the 1960s reported a massive increase in motor vehicle theft over the first half of
the century, without noting changes in prevalence of vehicle ownership. Had vehicles available
to be stolen, rather than population, been used as denominator the trend would have appeared
dramatically different.

As part of the content analysis, an attempt was made to examine various performance indicators
and identify the numerators and denominators that were used. Unfortunately, the documents
reviewed often did not provide operational definitions of the type of data to be collected, the
numerator, and the denominator. In some cases where a performance indicator was stated by a
particular police service, it was unclear as to what type of data would be collected (and how it
would be analyzed) and whether there was, for each indicator, a rationale for the use of that
measure and for definitions of the numerator and denominator. It was also unclear whether
exclusions, notes, or comments for each variable were provided elsewhere in police services
operational or policy manuals. Almost all denominators referenced were either population
numbers (e.g., total or youth population, total number of members) or simply a gross volume
number for a previous year (annual rates of change). In some instances total police expenditures
was used as a denominator with various line items of spending used as numerators. Many of the
most unclear measures focused on human resources or the operation of the police organization.
The data that was reviewed showed that police services are using some of the commonly
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acceptable criminal justice indicators developed by the Canadian Centre of Justice Statistics
(CCJS) and the OMBI as their main performance measures. Table 8 provides an overview of
these indicators as well as operational definitions of the numerators and denominators

(population) used.®

Table 8: A Selection of Common Performance Measures Used by Police Services

Indicators

Numerator

Denominator

Clearance Rate — Violent Crime

Actual number of violent criminal
code incidents cleared as defined by
Canadian Centre of Justice Statistics
(CCIJS) and as provided by CCJS

Total number of violent criminal
code incidents (as defined by CCJS)

Clearance Rate — Crimes against
Property

Actual number of crimes against
property - Criminal Code incidents
cleared as defined by CCJS and as
provided by CCJS

Total number of crimes against
property Criminal Code incidents
(as defined by CCJS)

Reported Number of Violent -
Criminal Code Incidents per100,000
Population

Number of Criminal Code incidents
for violent crimes as defined by
CCJS

Population as provided by CCJS

Reported Number of Crimes against
Property-Criminal Code Incidents-
per 100,000 Population

Number of Criminal Code incidents
for property crimes as defined by
CCIS

Population as provided by CCJS

Reported Number of Other Criminal
(Non-Traffic) Code Violations
Incidents per 100,000 Population

Number of other (non-traffic)
Criminal Code violations incidents
as defined by CCJS

Population as provided by CCJS

Reported Number of Total (Non-
Traffic) Criminal Code Incidents per
100,000 Population

Number of total (non-traffic)
Criminal Code incidents as defined
by CCJS

Population as provided by CCJS

Number of Youths 'Cleared by
Charge' AND 'Cleared Otherwise'
per 100,000 Youth Population

Number of youths cleared by charge
plus cleared otherwise for Criminal
Code Incidents.

Youth Population as provided by
CCIJS

Annual Percentage Change in Rate
of Violent Crime

Reported number of violent —
Criminal Code incidents per 100,000

Previous years of reported number
of violent criminal code incidents
violent - Criminal Code incidents
per 100,000 population

Number of Criminal Code Incidents

Number of total (non-traffic)

Previous years of reported number

¥ Sources for this information came from the following: OMBI (2011) Data Dictionary for Core Framework and
MPMP Measures Police Services; Canadian Centre for Justice Statistics, Policing Services Program (2002).
Uniform Crime Reporting Incident-Based Survey. Version 2.0. Reporting Manual, January 24, 2002.
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(Non- Traffic) per Police Officer

Criminal Code incidents as provided
by CCIJS

of Authorized Strength of Police
Officers

Number of Police Officers per
100,000 Population

Authorized Strength of Police
Officers

Population as provided by CCJS

Number of Civilians and Other Staff
per 100,000 Population

Authorized strength of Other staff

Population as provided by CCJS

Number of Total Police Staff
(Officers and Civilians) per 100,000
Population

Authorized strength of officers and
civilians

Population as provided by CCJS

Operating Cost for Police Services
per Capita

Operating costs (includes: salaries,
wages &employee benefits,
materials, contracted services, rents
& financial expenses, external
transfers, inter-functional
adjustments, program support
allocations /ess revenues from other
municipalities)

Population as provided by CCJS

For a general review of the methodological challenges involved in using these measures, see the
following sources: Dadds & Scheide, 2000; Alpert & Moore, 1993; Alpert et al., 2001; Moore &

Braga, 2004; Melchers, 2001. However, as police services move to indicators that are identical

to the statistics produced by the Canadian Centre of Justice Statistics, the following questions
might be raised with regard to the approgriateness, validity and reliability of the performance
measures for individual police services:

1. How reliable is the method/process for collecting data? Is it repeatable and consistent
with low error rates? Is the number a standardized countable unit of work or population?
Are units of work (e.g., policing hours) reliably counted and compiled? Do data
definitions remain consistent across time intervals? Is data collection audited or
periodically reviewed for accuracy?

2. How valid is a single number? For instance, is the “cost of service”” numerator in
efficiency measures accurate for the unit of service in question? Are patrol or incident
response times consistently tracked against a standard consistent process?

3. How valid (i.e., logically linked to the numerator) is the denominator, where there is a
denominator? Is the reported policing population appropriate (e.g., with regard to changes

? Validity refers to data that are well-grounded, justifiable or logically correct. A valid measure is one that captures

the essence of what it professes to measure. Reliability refers to the extent to which a measuring procedure yields

the same results on repeated trials. A reliable measure has a high likelihood of yielding the same results in repeated
trials so there are low levels of random error in measurement.
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in household occupancy, motor vehicle ownership and operation, demographics,
geographical unit boundaries, ecological fallacies, day-time activity shifts)?

4. How valid are the time intervals for time series measurement? Is an annual or a five year
interval appropriate to show a trend in results? How reliable are trend data? Do data
definitions remain consistent across time intervals?

A Critique of the Police Performance Measures Reviewed

Based on the performance measures that were reviewed as part of the content analysis, two
stages of review were executed by the research team.'® First, the research team reviewed the
overall portfolio of performance measures for each policing service in the sample using a “top
down” approach. This involved assessing each police services’ overall performance
measurement framework and the nature of the measures used.'' The approach was to review the
performance measures framework and determine how the metrics relate to the wider context in
which they are used, whether that be an internal organizational context or an external (i.e.,
community) one. Similar approaches to evaluate performance frameworks have been used by
others (Johnsen, 2006; Neely & Adams, 2001; Bourne et al., 2003; Caplice & Sheffi, 1995). In
this case, the information was then categorized into one of the following four “Models.”

No Model: A performance measurement framework could not be identified
or the police board or police service indicated they have no performance
measurements in place.

Beginners Model: This model is characterized by an emphasis on workload
indicators that simply note work completed or to be completed. Simple
existing volume-based statistics are reported rather than meaningful results-
based indicators. The focus is exclusively on reporting volume of activity,
as opposed to providing evidence-based support for budgeting and other
types of higher order decision making. The only management question the
Beginners Model can answer is: “How busy are we?” Indicators used here
reveal virtually nothing about results; their selection is driven by their easy
availability, rather than utility.

Efficiency Model: This model is a clear step forward from the Beginners
Model. It includes useful indicators such as input-output measures, unit cost
measures, and the reporting of time-series data trends, but the focus is
primarily on public reporting. There is, however, little attention given to

' Given the objective of providing a general overview of the state of performance measures in the policing sector,
police boards and services have not been identified individually.

"' The rating was independently completed by team members who were asked to assign the sample police services
into a model “bucket” based on the criteria listed. The sample included both those police boards and services whose
material was reviewed and those police boards that noted they do not any have any performance measures in place.
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issues of police service outcomes, effectiveness or measurements of quality
of service.

Balanced Model: This higher order performance model builds on the
efficiency model by adding effectiveness and quality measures that properly
consider cost versus results and quality trade-offs. Cost and quality trade-
offs are at the core of decision making. This model is the most useful for
public reporting, operational planning and evidence-based budget decision
making. Time series data trends are usually considered. Meaningful peer
benchmarking is an important “value added” component of this model.

In addition, each portfolio of performance indicators was subjected to a review based on the
relevance of performance measures. Relevance is considered to be the degree to which the
performance measures balance the overall performance measurement framework in relation to
efficiency and effectiveness of those measures. Each of the indicators was classed according to
the following degree of relevance:

High relevance: ' This assignment was given if the portfolio of measures
purported to address policing effectiveness and quality (e.g., patrol response
times), as well as efficiency, in supporting decision making.

Medium relevance: This assignment was given if the measures used only addressed
outputs, productivity and efficiency (e.g., cost per capita). Quality and effectiveness
measurement is absent in supporting decision making.

Low relevance: This assignment was given if only volume measures of workload
activities were used (e.g., number of traffic tickets processed).

Zero relevance: This was given if no actual performance measures were used.

Table 9 shows the number of police services that were assessed as having relevant performance
indicators based on the evolving model criteria, and their corresponding indicator relevance.

12 Lo . . . . .. .

Measures that are high in relevance may still lead to poor decision outcomes if the decision maker fails to
understand the organizations’ long term strategic objectives and how the decision’s outcome will help the
organization achieve its goals.
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Table 9: Overview of Performance Models and Relevance of Performance Indicators.

Zero Relevance Low Relevance Medium Relevance High Relevance
No Model 15 4 1
Beginner 4
Efficiency 1 1
Balanced 4 5

Police services meeting the criteria of the Balanced Model generally came from those among the
larger urban and regional policing services in the sample. Many of the boards for these police
services have full- or part-time professional staff. Police services with no performance metrics
included a few from large urban jurisdictions, but were mainly services from smaller
municipalities and rural areas. In both these cases there were no meaningful regional variations
across Canada. The four police services rated as Beginners were mainly from medium-sized
jurisdictions, except for one which is a large urban police service. The table further shows those
police services that meet the criteria for a Balanced Model were also ranked in the high relevance
category. Most of the police services had a score of “low relevance” in their use of performance
metrics because of imprecision in their units of analysis (e.g., a lack of clarity as to what is being
measured). Whole categories of indicators such as effectiveness (i.e., outcome) and quality
indicators are absent.

The analysis indicates that the use of performance measures is likely evolving in Canada. This
evolution is the result of police services gaining more experience in the development and
implementation of performance metrics, perhaps, when the resources and pressures to evolve are
present. This is depicted in Figure 1 which shows a cluster of police services at the bottom of the
evolution curve that have no performance measures in place, compared to other forces that have
implemented a framework. Many police services appear to be gaining experience with
performance metrics. As a consequence, there has been substantial improvement in the quality
of performance measurement frameworks. As police services implement a performance
measurement framework, there may be variance between the current portfolio of performance
measures used and the objective of high relevance in their use. During these periods of variance
between the actual measurement tools currently used and the more ideal measurement tools that
will hopefully be developed sometime in the future, police services need to make changes to
bring the process in line with their outcome-based service delivery goals and service level
standards. This will be an ongoing and iterative process occurring across several fiscal years.
As the police performance measures further evolve, success can be achieved in using
measurement tools to improve results, or a better understanding of what indicator design
improvements can do for them. Consequently, the variance between the indicator framework
and relevance of use will decrease. This variance is smallest when the Balanced Portfolio is
adopted to support budget decisions, police establish quantified operational targets, and report
actual results against assigned targets.
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Figure 1: Evolution of Police Performance Measures

Interviews

Police board members were selected for interview through a purposive sample (see Appendix B).
To determine police board membership, an Internet search of the identified police board or their
policing service was conducted. In some cases, an e-mail address and contact information was
found for some of the police boards that operate in the larger municipalities in Canada. Where
specific e-mail addresses were not identified for particular police boards the following
approaches were used:

1. e-mails were sent to the “contact us” address that some municipalities and towns use to
direct questions to police boards;

2. an on line “contact us” feature was used to leave a message in a municipality’s message
box to request contact information for the police board or local policing commission;

3. e-mails were sent to the general mailbox of particular police services;

4. e-mails were sent directly to the Chief of Police asking for contact information for the
local police board;

5. e-mails were sent to the mayor of the community asking for police board contact
information; and
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6. where no e-mails addresses were found a Fax was sent to the police services and City
Hall’s general Fax number.

In addition, the Canadian Association of Police Boards (CAPB) sent an e-mail to their members
notifying them about the project and the possibility that they might be selected for an interview.
Reminder notices were sent out to encourage participation. To increase the number of possible
participants, a “snowball” (or more properly, referential) sample technique was used in which
those individuals interviewed were asked to send the description of the project to colleagues
sitting on similarly sized police boards or oversight committees.

While a variety of practical and sociopolitical considerations affecting this study are noted in
Appendix B, it should be noted that two factors in particular may have significantly influenced
the interview response rate.

First, financial budgets for municipalities in Canada are based on the calendar year.
Consequently, it was a challenge to schedule interviews in December when many key board
members are involved in the final approval of municipal budgets. In addition, some of the board
members are mayors or elected councillors sitting on other agencies, boards, or commissions
where budgets are being discussed and approved during the period of this study.

Second, a major logistical challenge was encountered when identifying the members of many
police boards and contacting them directly. Some police boards have their own websites, and a
few others had contact information posted on their police service’s website. In most cases,
however, the names of members on the police boards, or instructions on how to directly make
contact were not available. While there is a national association representing police boards, this
organization only provides contact information for its own members. It was pointed out to the
research team that because police boards and commissions frequently change composition, with
members serving different types and durations of appointments and terms, it is virtually
impossible to keep membership information current.

Besides the interviews with police board members, interviews were conducted with the three
provincial government agencies responsible for provincial police acts and the setting of
provincial standards. Interviews were also conducted with a small number of other selected
stakeholders.

Findings from the Interviews

Among the 30 board members that participated in the semi-structured interviews, three of the
members interviewed reported they did not use performance measures. The results from these
interviews will be discussed later. The interview guide focused on 22 questions that elicited
information on how police boards view performance measures. These questions were

13 Personal communication.
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aggregated into three areas: (1) general information on police performance metrics; (2) overview
of performance metrics; and (3) police board involvement in performance measures.

General Information on Police Performance

Under the rubric of general information on police performance, respondents were questioned
about their understanding of the nature of their mandate and the process involved in
implementing police performance metrics. Many respondents noted that their provincial police
acts do not specifically mandate the carrying out of police performance measurement. However,
under the various police acts, the police boards are responsible for the governance of their police
services. Under this requirement, the police boards can incorporate police performance measures
as part of their strategic planning and budgeting processes. Members of one police board noted
that while they have attempted to implement some form of police performance measurement
since 1995, a process for doing so was only formalized in 2006 as part of municipal
amalgamation. Three other interviewees stated that their Boards had moved to implement
performance measures around 2009, and that they were still in their first three years of a strategic
plan incorporating performance measures.

Several individuals whose police boards fall under the jurisdiction of the province of Ontario
pointed to the Ministry of Municipal Affairs and Housing’s requirement that the police must
report data and other measures of services under the Municipal Performance Measurement
Program (MPMP). These individuals also indicated that their particular police services were
participating in the Ontario Municipal Benchmarking Initiative (OMBI). A few respondents
pointed out that the reports for the MPMP and the OMBI are presented to the board for
information purposes only and not as part of their strategic planning process. When prompted to
clarify this statement, these respondents suggested the MPMP requirements fall under the
Ontario Financial Information Return and do not necessarily reflect the board’s requirements.
Similarly, they expressed the view that the OMBI information is used more by municipal
administrators than by the police boards. Some police boards that do receive such information,
stated they view it as “nice to know” but not essential for their work. One particular board
member argued that while the OMBI provides a good framework for comparison among
participating police services, the information collected has little relation to those police
performance measures they consider most important. They consider the performance measures
that were identified by the community through public consultation and those identified by the
police services as most important. Some of these performance variables used by the police
services, however, may include some OMBI measures.

Only one board member talked about how their Board had moved to implement performance
measures as part of the overall governance directions on achieving greater accountability and
improving the delivery of police services to the community. They questioned “what value is the
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public getting from their police?”” and noted several challenges in the implementation of
performance measures. 14

The first challenge noted was the need to convince fellow board members of the value of
adopting a performance measurement framework. This respondent suggested that this challenge
was based on the perception of board members that their role involved matters of overall
governance and that performance measures were the responsibility of the chief in overseeing
operational functions. The respondent noted, however, that once information was provided on
performance metrics, and how they can be incorporated into planning processes, the board
members usually accepted this direction.

The second challenge noted by the board member was the need to secure a “buy-in” from the
Chief of Police and police service members which was not simply symbolic, but meaningful in
terms of outcomes that could be identified, with specific concrete actions pointing to changes in
the ways in which the police operate. The respondent stated that it was not such a difficult task
to gain the Chief’s support, but that the greater challenge was to get other members of the police
service to “rethink™ their operational functions in terms of performance measurement-driven
outcome targets. The respondent further noted that because the police had to retool their
information systems and gather more and different types of information, there was a concern
there would be a resulting increase in costs and required effort.

Another respondent noted that their police service had introduced performance measures as part
of a new neighbourhood deployment model. Because of amalgamation and the requirement to
police both urban and rural areas, many policing activities were found to overlap. Performance
indicators were developed to help assess the impact of this change on policing strategies.

The remaining individuals interviewed were unable to provide any historical context regarding
the implementation of police performance measures in their respective boards.

Overview of Performance Metrics

The next series of questions focused on specific measures the police service present to the Board
to demonstrate results or outcomes achieved. Unfortunately, the respondents were unable to
identify the services or functions that are the focus of performance measures, and could only
make reference to either their business or strategic plans. These documents were reviewed under
the section on content analysis.

All respondents noted that the performance measures currently used in their police services are
based on a variety of historic data collection processes that pre-date the selection of the measures
themselves. These data sources include the police services or independent firms conducting
community surveys, consultation with partner agencies, or the execution of priority-setting

" For a useful discussion of the implementation of performance measurement systems, see: S.0. Milligan and L.
Fridell (2006). Implementing an Agency-level Performance Measurement System: A Guide for Law Enforcement
Executives. Police Executive Research Forum, Washington D.C.
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strategic plan exercises. Some respondents noted their police services conducted an
environmental scan to help to identify community priorities, while others used a SWOT analysis
(Strengths, Weaknesses, Opportunities, and Threats) or SMART criteria (Specific, Measureable,
Achievable, Relevant, Timely) to help select their performance measures. These data collection
activities were carried out by the police services, and the information was presented to the police
boards. When asked if any of the board members participated in this data selection process, the
respondents typically expressed that they were not personally involved, and did not know if any
of their fellow board members were involved in any of these processes.

In response to questions focusing on the type of performance measures collected and their
intended purpose, a few respondents expressed the view that the police need to adopt “outside
the box thinking” when generating performance measures targeting activities of particular
relevance to their specific communities. These “outside the box™ performance measures refer to
the view that the police cannot achieve outcomes without relying on other agencies within the
community. The problem, as identified by one respondent, is that the police are accustomed to
only think about measures that exist within data sets they already generate directly themselves. 13
Consequently, the board member noted that police need to reach out to various municipal service
groups, and link their performance metrics to the operations of those agencies that have similar
or overlapping objectives. Two respondents suggested that the police need to turn over “social
work” related performance measures to those agencies that have special mandates to deal with
them. In this particular case, the individuals noted police need to re-think how they develop their
performance indicators that they need to incorporate measurements of key outcomes stemming at
least in part from community-based interventions.

One respondent argued that a challenge for the police is that these types of performance
measures are interrelated with the activities of other agencies and consequently, there is a need to
work with those agencies and share data and information. In these instances, the police need to
recognize the work that other municipal agencies and non-government organizations do, and not
take exclusive credit for outcomes that reflect to varying degrees the efforts of other
organizations. To overcome this multi-agency “interdependence challenge,” one respondent
suggested that there is a need to better share information and data among community partners, by
establishing protocols governing their relationship and holding regular meetings to address the
issues of performance and how the goals for all organizations can best be achieved. A critique
raised by some respondents was that some police performance measures are serving a more
symbolic (i.e., considerations of image or public relations) than instrumental purpose.

One respondent noted that some police services list many pages of performance measures
“measuring virtually everything in their organization,” but questioned how useful these measures
actually are in terms of achieving core organizational objectives. This respondent indicated that
if the major purpose of performance measures is to assess the effectiveness of the organization to
address crime issues, and if crime is dropping because of other factors, such as shifting

"% For further discussion of this particular issue see: G. P. Alpert, D. Flynn and A. Piquero (2001). Effective
community policing measures. Justice Research and Policy, Vol. 3: No 2:79-94.
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demographics and community-based prevention efforts, then police budgets should be reduced,
as there is no longer a need for the current number of police officers. The respondent further
argued that factors such as union agreements and “empire building” or “turf protection” on the
part of some police services makes it a challenge to determine the true use, and value, of
individual officers to organizational performance. The respondent made reference to a particular
public debate in which a police board voted to freeze the police budget without triggering any
layoffs, and the chief responded with a proposal to close police stations. The respondent asserted
that if performance measures were truly being used in a more instrumental, as opposed to
symbolic, fashion, there should be a reduction in the number of police officers, as well as a shift
in budget allocations to address where policing demands are greatest. In other words, according
to the respondent, the police board may get a change in budget allocation, but will not be able to
reduce the number of police officers in order to reduce the police budget. This is significant as
salaries are roughly 80 percent of the budget in many police services. (This comment, of course,
assumes that the number of police officers directly corresponds with organizational ability in
meeting its strategic objectives.)

A few board members were unsure as to whether the police services are the only municipal
agency implementing performance measures. Board members located in Ontario noted that the
fire, emergency and other services have implemented meaningful performance measures as
required by the MPMP.

A few respondents provided opinions on ways to improve existing measures. A respondent
noted that their police service hired outside consultants to implement a data-driven patrol staffing
analysis to enhance their existing information technology. This patrol deployment analysis
incorporated patrol performance measures that took into account variables such as number of
patrol units on duty, average travel time per patrol unit, and average travel time for calls by
priority type. The respondent was of the opinion that such information was useful in board
decision making with regard to the police budget. They noted, for example, that their board has
used such information to request that at least eight police constable positions be eliminated
through attrition with sworn officers retiring or resigning.

Another respondent stated that their police service uses an online survey that focuses on those
individuals or victims that have some contact with the police. For example, if the police respond
to a traffic accident, the individuals or victims involved will be asked to go online to complete a
questionnaire with items on the timeliness and helpfulness of the response. This approach is
used to enhance community engagement by specifically focusing on those individuals that have
had an encounter with the police. This approach can also be used to collect data to assess
specific organizational activities. The respondent also contended that this was a more
economical way to get feedback from the community than through community-wide surveys that
do not explicitly focus on those individuals that have had contact with the police.

A third respondent remarked that the Phoenix Police Department was the first law enforcement
organization in the United States to certify its quality management system to the standards of the
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International Organization for Standardization (ISO 9001:2000). The Phoenix Police
Department introduced ISO to shift its organization from a workload or production based
organization to a knowledge-based one, resulting in a more systematic assessment of the
effectiveness of their activities over time. '°

Board Members’ Involvement with Performance Metrics

A series of interview questions concentrated on police board involvement in performance
measures.

Those respondents interviewed noted that police performance measures are presented in strategic
and business plans. These measures are generally reported quarterly along with budgetary
reporting requirements.

Several respondents noted that some individuals appointed to the board may have had previous
experiences in dealing with some types of performance measures. However, the respondents
gave the impression that the longer the member serves on the board the better understanding they
gain of police performance measures. All respondents stated that no training is provided
specifically on police performance measures. Those individuals sitting on police boards that
have full- or part-time professional staff are more likely to have a good understanding of
performance measures. The professional staff can take the time to research and report these
issues to the board. Many respondents complimented their respective police chief and their staff
for taking the time to explain how performance indicators are designed and used.'” One
respondent suggested that boards can secure additional expert resources to assist them, to
conduct studies, or to get advice from outside consulting experts. To date, none of the
respondents have acknowledged doing so.

When interview respondents were asked about their input in the development of performance
measures, a few mentioned that they occasionally made suggestions to revise the performance
metric framework. The rationale given was that, as elected officials, they receive specific
queries or complaints from their constituents regarding policing matters and accordingly are
entitled to make suggestions about how to deal with them. However, many of the other
respondents asserted that the development of performance metrics was strictly an operational
function, and therefore was the sole responsibility of the chief of police. These respondents

' For further information on this topic see: D. Amari (2004). Phoenix Police Department Counts on ISO 9001-2000
—24/7! ISO Management Systems, Vol. 4, No. 3 (May-June):25-30. Besides the Phoenix Police Department,
Houston Police Department also received ISO 9001:2008 Certification. See Houston Police Department website
at:http://www.houstonpolice.org/go/doc/2133/289249/.

' Knoll, a former police board member, provides some insight as to the relationship between the board members
and the chief of police. See: P. Knoll (2005). True Confessions of a Former Police Board Member. Paper presented
at the CAPB Annual Symposium, Ottawa, Ontario.
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contended that it was the responsibility of the police chief to develop the performance
measurement plan and to present this document to the board for approval. 8

On a similar note, one respondent indicated that many board members, who are not typically
exposed to thinking about policing as a service delivery “system,” have a difficult time
understanding such terms as inputs, outputs, outcomes, benchmarks, efficiency and
effectiveness.'” As a consequence, this respondent claimed that many police boards simply
“rubber stamp” the proposed performance measures. While the respondent appeared to
understand the importance of having a systematic framework for measuring police performance
and using the data derived from it, the usefulness of some of those measures to demonstrate
success or failure were still unclear to them. They also noted that the data may be presented in
misleading ways that exaggerate performance levels. The respondent gave the example of police
reporting an outcome measure indicating that 95% of the public view the police as doing a good
job. This respondent questioned the 95% figure because the information was not provided in a
context allowing it to be properly interpreted. The respondent raised the following questions:
95% of what sample size?; Who was sampled and how representative are they of the
population?; and, what descriptive or analytical statistics were used? The respondent argued that
police forces may lack the capacity to present meaningful data that truly relate to the
performance measures. The respondent further noted that although members of police boards do
not receive training on performance measures, such information is nonetheless becoming part
and parcel of the planning and budgeting process. The respondent expressed that they were
“very uncomfortable” with that situation, as board members are expected to make decisions on
information about which they have little knowledge.

There were a few interview questions that focused on whether performance measures have any
impact on board decision making processes with respect to the annual budget. Most of the
respondents indicated that the performance measures presented by the police chief and their staff
are reviewed and incorporated into the decision making process for the budgets. However, a few
respondents stated that although performance measures may not lead to reallocations when
police budgets are being developed, they do provide useful information to help direct and
allocate costs once a budget has been completed and implemented. One respondent suggested
that performance measures also help them to better understand planning processes with regard to
how money can be spent. Another respondent argued that while many police boards have
implemented some type of police performance metrics, they seem to have little impact on the
planning and budgeting process. They qualified this view, however, by adding that performance

' For a further discussion of the relationship between police executives and police boards see: M. Beare and T.
Murray (2007). Police and Government Relations: Who Calls the Shots? Toronto: University of Toronto Press. D.
Walsh and V. Conway (2011). Police Governance and Accountability: Overview of Current Issues. Crime, Law and
Social Change 55 2-3:61-86.

" There is also a debate on how performance measures are best used in the decision making process. See for
example: X Wang (2008). Convincing Legislators with Performance Measures, International Journal of Public
Administration Vol. 21:654-667. Jostein Askin (2009). The Demand Side of Performance Measurement: Explaining
Councillors, Utilization of Performance Information in Policymaking, International Public Management Journal.
Retrieved from: http://folk.uio.no/josteira/ Askim%20IPMJ%20MS%20133 comb.pdf.

25



measurement may have an indirect influence on police spending over time. In this case, police
performance measures are developed and implemented as part of the three year planning cycle.
In some cases, more time is required to determine the impact of some measures. Once an impact
is determined the performance measurement can help to make budget allocations.

Over time, board members will become more aware and understand the use of performance
measures. Where performance measures have shown that a specific activity is not meeting its
desired outcomes then the funds can be relocated to another function. While the performance
measurements may be in place for 3 to 4 years, it may take longer to determine impact.

The last question asked the respondents to provide any other additional comments. One
respondent noted that police boards have a very high attrition rate, and consequently, for many
members, it is very difficult for them to understand their legal responsibility. There is training
for the members on board governance but no training on performance measures. In a similar
vein, a respondent mentioned that there is a great need to build the capacity of board members
(and police chiefs) to understand and use police performance metrics. Another respondent
commented that there is a need to establish standards for police performance metrics. As it is
now, police boards and services are often working in a vacuum. While information on
performance metric selection and design is shared at conferences and other meetings, there is a
concern that sometimes the “wrong” type of information is being shared. An example given was
how various police services have set up their performance metrics in a shotgun fashion,
measuring “everything and anything” related to police work. Measurement systems are failing to
discriminate between what data is really needed, and what data simply clouds the snapshot. A
comment was made that in some cases, union agreements can be a major challenge to effectively
implementing performance metrics or making changes based on performance outcomes (e.g.,
more use of civilians). Finally, a comment was made that the use of performance metrics can
become very politicized, especially in smaller communities. In these cases, the elected mayor or
councillor is responsible for appointing board members. These individuals may also chair the
police board or committee. If the mayor or councillor or the chief of police is not supportive of
performance measures then they will not be implemented. It was suggested, in this type of case,
that there needs to be provincial regulated standards and guidelines so that smaller communities
do not have an option on whether to implement performance measures.

Interviews with Respondents from Communities Not Using
Performance Metrics

Three respondents noted their respective communities did not use performance metrics. A
respondent indicated their community is patrolled by the RCMP, and presently has no police
board or committee. This respondent noted that attempts are being made to establish a police
advisory board with the approval of the provincial Minister of Justice; a decision is pending. As
part of the municipal policing arrangement, the RCMP prepare an annual detachment
performance plan which is shared only with headquarters in Ottawa, but not with the local
municipal council. The respondent suggested that a police advisory committee was not
necessary to receive this information, as it could be shared directly with the local elected
officials. When queried whether a formal request for the detachment plan had been made to the
local RCMP detachment, this respondent indicated that it had been, and it was their view that the
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local detachment was accountable only to headquarters and not to the local community. In
another interview, a respondent provided more information on this point. The release of the
RCMP performance plan appears to depend on regional policies on whether to provide the mayor
with a copy of the report. In some regions they are shared and in others they are not provided to
the community. The respondent added that all communities must receive a copy of this plan
because they are paying for the RCMP services and should be aware on how well the police
service 1s performing within those communities.

A respondent noted their community does not make use of performance metrics but does have a
police board. This respondent indicated they were happy with the information they were
currently receiving which was mainly standard workload police data, such as the number of calls
for service.

A respondent reported being part of a volunteer police board for a community served by the
RCMP. This respondent noted that they do not have any policies mandating police performance
measures, but rely on the RCMP to provide their detachment performance plan. While the
current detachment commander works closely with the volunteer board, this has not always been
the case. The respondent indicated that if performance measures were to be introduced by the
board, the police might view it as a challenge to their policing agreement. The respondent
concluded that there is a good informal working relationship now, due to the commander’s
cooperative approach, but this could change with a new commander in the absence of a formal
protocol.

Interviews with Government Officials and Stakeholders

Interviews were conducted with three respondents working in the area of policing policy for
provincial governments. The respondents noted that although their policing legislation does not
include the use of policing performance metrics, their respective policing boards and services do
use such metrics as part of their management and governance structure responsible for planning
and budgeting. The respondents further indicated research is being conducted on developing a
framework for police performance standards to help standardize indicator design, terminology
and definitions.

The respondents also expressed some concern with how much knowledge and understanding
board members actually have regarding performance measures. A respondent noted the need for
board members to receive some training or education that can be incorporated as part of their
governance training. A respondent also noted that there was great diversity among the larger
police services that have full- or part-time professional staff, compared to services from smaller
communities where all the board members are volunteers and there is no professional staff
support.

Conclusions

This report provides a “snapshot” of how Canadian police boards view and use the police
performance metrics available to them. Data was gathered for this snapshot through content
analysis of documents to which police boards gave access, through a review of the performance
indicators provided by a sample of boards, and through semi-structured interviews with board
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members, provincial government officials, and other stakeholders. A major challenge in
completing this research was that police board members are not easily identified and
membership is not stable over time. While the Canadian Association of Police Boards assisted
the research team in contacting individual police boards, it does not represent all the police
boards, especially those communities where police boards have no professional support staff and
the members are volunteers working full-time elsewhere.

The findings from the content analysis, performance indicator review, and interviews show that
the police boards from the larger jurisdictions are using an evolving portfolio of performance
metrics to help their respective police services report results and improve performance. This
research has found that, generally speaking, most police services are making a serious effort to
improve their performance metrics system, but the degree to which their current performance
indicators reliably measures performance varies widely amongst the police services. The best of
these use a “balanced” approach to performance measurement organizing their performance
metrics along at least the seven dimensions of 1) reducing criminal victimization, 2) calling adult
and youth offenders to account in appropriate ways, 3) reducing fear of crime and enhance
personal security, 4) increasing safety in public spaces, 5) using financial resources fairly,
efficiently, and effectively, 6) using force and authority legitimately, fairly, and effectively, and
7) satisfying citizen demands for prompt, effective and fair service. Unfortunately, there is a
significant design “capacity gap” preventing the adoption of the “best practices” found in the
Balanced Model. Challenges to the development of performance metrics include a surfeit of
indicators and the use of unclear measures. This capacity gap must be addressed before the
policing community can attain meaningful national or provincial quality control or cost
management standards. During these periods of variance between the actual measurement tools
currently used and the more ideal measurement tools that will hopefully be developed sometime
in the future, police services need to make changes to bring their processes in line with their
outcome-based service delivery goals and service level standards.

The interviews also illustrated that there is great diversity in board understanding between those
larger police boards that have professional staff versus those police board that are strictly
volunteer-based. In this research no police service board members were found to have had any
specific training on police performance measurement. Although the level of knowledge and
understanding of performance measurement is low amongst most members of police service
boards, once information is provided on performance metrics, and it is explained how they can
be incorporated into planning processes, the board members often appreciated the utility of
applying such metrics in to their oversight and management role. Improved information
technology and training of both police staff and board members are required for most boards to
move forward in adopting results-based management. Furthermore, the use of certain kinds of
performance indicators, especially those that focus on complex community outcomes, and
require the actions of multiple community agencies, are a challenge for the police. This
challenge around measurement causality (who is actually achieving what) is not only limited to
policing but is also common to other sectors such as health care (Department of Health and
Wellness, 2004) and education (Higher Education Quality Council of Ontario, 2012). It was
suggested that the police should turn over “social work”™ related performance measures to those
agencies that have special mandates to deal with them, which could be applied to gauging
policing success with regard to community-based interventions or on the issue of mental health.
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The interviews also shed some light on the development and use of performance measures.
Some respondents gave the impression that their board has already developed sound performance
metrics that are part of their strategic planning and budgetary process, while others alluded to
challenges with regard to the use of performance metrics.”” Board members representing larger
policing services, which have more board members and often have full-or-part-time staff to
provide support to the board, appear to be better aware of issues pertaining to the use of
performance measures. Those individual board members who know more about police
performance measures have usually been appointed to more than one term. However, this
review also found widespread confusion around the definition of a performance measure, with
many jurisdictions mistakenly thinking that promising to do something or simply taking an
action without a clearly defined target is a performance indicator. In fact, a proper indicator
must allow for gathering quantitative data on the achievement of an actual intended result, not
just data on actions taken. This fundamental misunderstanding around the definition or
characteristics of a true performance indicator seems to be linked to police business plans that
point to numbers of activities carried but feature relatively few actual performance indicators.

The role of some police service boards, and their rapport with police chiefs, do not allow their
review to directly lead to reallocations within police budgets or between municipal services.
However, the application of more sophisticated police performance metrics could provide useful
information to help direct and allocate costs once a budget has been completed and implemented.

Some board members did identify some areas for improvements for performance measures. For
example, information technology could be used to better measure the deployment of patrols. To
better track operational performance measures, including cost effectiveness and efficiency, it has
been consistently suggested that police services need to further improve their computer systems
and data analysis capacity, while continuing to focus on achieving a clearer sense of strategic
direction. One board member raised the issue of police services examining the adoption of ISO
standards. Some American police services, the Phoenix Police Department being the first, have
now certified their quality management system to the standards of the International Organization
for Standardization (ISO 9001:2000). Thus, the complex public service of policing can be
measured at the very highest level of rigour achievable in management sciences.

The content analysis was useful in providing a general overview of the present state of police
performance metrics. Surprisingly, a significant proportion of police services do not have any
performance measurement framework in place. It is thus unclear how meaningful board
expenditure review or budget approval actually occurs. Documents that were made available to
the research team were mainly high order strategic plans or business plans. The analysis
revealed that among the police services reviewed, there is a very broad range of performance
measures. Some police organizations have provided a substantial overview of what they believe
are performance indicators for their organization while the response of others was minimal.

%% Some of the challenges raised in the interviews were also reiterated in paper presented to the CAPB Board. See
Alok Mukherjee (1990). Let’s Tackle the Mismatches! Speaking Notes, Plenary Session, Crisis in Policing, August
14.
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Some police services listed many goals and targets, but the measurements required to show the
achievement of core outcomes are unclear or unknown.

Of the performance measures that were being applied, many could be classified as being
strategic in some way. In fact, many police services appear to be attempting to focus more on
measuring progress towards strategic goals than measurement of operational, tactical objectives.
Tactical performance metrics, which measure operational activity, and strategic performance
metrics form a continuum. In some instance, as police improve their performance measurement
frameworks, there is an opportunity for tactical or operational performance metrics to be
converted into more sophisticated, strategic performance metrics by adding another dimension to
the measure, such as reporting the business activity as a rate or proportion of a another relevant
measure.

A number of police services appear to track a significant amount of performance data and create
performance ratios, but it was unclear as to the type of analysis used to determine whether the
goals were being achieved. Where ratios or descriptive data are presented, further data analysis
and explanation appears to be required. A relatively small portion of the board sample
demonstrated a well-designed portfolio of performance indicators that shed light on core policing
outcomes, service delivery productivity and overall value. Not surprisingly, where they were
present, these indicators were used in a relevant fashion, extending well beyond simple public
reporting, in their annual reports.

The examination of the information on police service indicators showed that performance
measurement design and usage are evolving, albeit slowly, in a positive direction. The police
services who have gained more experience in developing, implementing and reassessing their
performance measures appeared to be on-track in evolving towards a ‘balanced’ performance
measurement framework.

A positive observation was that many police services used comprehensive methodologies to
determine community policing priorities, and help to select what areas to measure performance;
from conducting environmental scans, to conducting SWOT analyses (Strengths, Weaknesses,
Opportunities, and Threats) or applying SMART criteria (Specific, Measureable, Achievable,
Relevant, Timely). However, these data collection activities were carried out by police services
themselves and did not involve the police boards, although where these types of methods were
used data was presented to the police boards.

Services that persevere in attempting to develop proper performance measures, more often than
not end up using more appropriate data and the measures become more relevant. Those police
services identified as ‘beginners’ need to evaluate their current processes for developing their
performance metrics including the selection of relevant measures. Those police services that
have not developed any such capacity at all require additional support to ensure they develop the
proper performance metric framework.

The content analysis further showed that many police services appear to be working in a vacuum,
with each selecting their own measures, or even worse emulating the wrong peers. Less-than-
ideal models are shared, copied or duplicated by other policing services resulting in difficulties
in discerning whether the indicators used are true performance measurements. The risk of
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emulating the wrong measurement models needs to be mitigated by clearly identifying the best
practices associated with certain boards in the “balanced” model sample.

Police performance measurement is not an end unto itself. Even the most sophisticated and
perfectly considered performance metrics will not improve organizational performance unless
they are applied in decision-making. All the data and performance measures are of little use to
police boards if these boards lack a clear idea of how to use them to ensure accountability,
improve quality of service and reduce costs. There is no one magic performance measure, nor is
there a need to be excessively broad in trying to measure all activities. Performance measures
will continue to evolve, and board members will decide on the managerial purposes to which
performance measurements may contribute to their organization. To achieve a positive evolution
and accomplish cost management results while maintain policing quality, there appears to be a
pressing need to build “best practice” measurement system design and implementation capacity
within both the police boards and policing services.
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Appendix A: Additional Tables

Table 3: Overview of OMBI Performance Measures for Police Services

Measures

Indicators

Community Impact

Reported Number of Violent - Criminal Code Incidents per 100,000 Population (MPMP
is per 1,000 Persons)

Community Impact

Reported Number of Crimes against Property- Criminal Code Incidents- per 100,000
Population (MPMP is per 1,000 Persons)

Community Impact

Reported Number of Other Criminal (Non-Traffic) Code Violations Incidents per 100,000
Population (MPMP is per 1,000 Persons)

Community Impact

Reported Number of Total (Non- Traffic) Criminal Code Incidents per 100,000
Population (MPMP is per 1,000 Persons)

Community Impact

Number of Youths 'Cleared by Charge' AND 'Cleared Otherwise' per 100,000 Youth
Population (MPMP is per 1,000 Youths

Community Impact

Annual Percentage Change in Rate of Violent Crime

Community Impact

Average Annual (5 year) Percentage Change in Rate of Violent Crime

Community Impact

Annual Percentage Change in Rate of Crime against Property

Community Impact

Average Annual (5 year) Percentage Change in Rate of Crimes Against Property
Incidents

Community Impact

Annual Percentage Change in Rate of Other (Non-Traffic) Criminal Code Violations
Incidents

Community Impact

Average Annual (5 year) Percentage Change in Rate of Other Criminal Code Incidents

Community Impact

Annual Percentage Change in Rate of Total (Non-Traffic) Criminal Code Incidents

Community Impact

Average Annual (5 year) Percentage Change in Rate of Total Criminal Code Incidents

Community Impact

Annual Percentage Change in Rate of Youths Cleared by Charge AND Cleared Otherwise
per 100,000 Youth Population

Community Impact

Average Annual (5 year) Percentage Change in Rate of Youths Cleared by Charge or
Cleared Otherwise

Community Impact

Violent Crime Severity Index

Community Impact

Annual Percentage Change in Violent Crime Severity Index

Community Impact

Non- Violent Crime Severity Index

Community Impact

Annual Percentage Change in Non- Violent Crime Severity Index

Community Impact

Total Crime Severity Index

Community Impact

Annual Percentage Change in Total Crime Severity

Service Level

Number of Police Officers per 100,000 Population

Service Level

Number of Civilians and Other Staff per 100,000 Population

Service Level

Number of Total Police Staff (Officers and Civilians) per 100,000 Population

Service Level

Number of Police Officers (excluding External Contracts) per 100,000 Population

Service Level

OMBI Operating Cost for Police Services per Capita

Service Level

Total OMBI Operating Cost for Police Services per Capita (Including Amortization)

Service Level

Policing Net Operating Cost per Capita (explanation for change provided in the
notes/comments column)

Service Level

Operating Cost for Police Services per Capita (MPMP) (Excludes Court Security &
Prisoner Transport)

Service Level

MPMP Total Cost for Police Services per Capita (Excludes Court Security &Prisoner
Transport. Includes Debt Interest and Amortization)

Efficiency Number of Criminal Code Incidents (Non- Traffic) per Police Officer

Efficiency Police Service Operating Cost (All Costs Excluding Amortization) per Police Staff
Member (Officers & Civilians)

Efficiency OMBI Total Police Service Operating Cost (All costs including amortization) per Police

Staff Member (Officers and Civilians)
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Customer Service

Clearance Rate - Violent Crime

Customer Service

Clearance Rate — Crimes against Property

Customer Service

Clearance Rates - Other (Non-Traffic) Criminal Code Violations Incidents

Customer Service

Clearance Rate - Total (Non-Traffic) Criminal Code Incidents

Customer Service

Weighted CSI Total Clearance Rate

Customer Service

Weighted CSI Violent Clearance Rate

Customer Service

Weighted CSI Non- Violent Clearance Rate

Source: Ontario, Ministry of Municipal Affairs and Housing (2007).

38



Table 6: Overview of Selected Performance Indicators in Relation to a Balanced Scorecard Fr

Performance Dimensions Based on Balanced Scorecard Framework

Reduce Criminal Call Offender to Reduce Fear and Guarantee Safety in Use Financial Resources Fairly Use Force :
Victimization Account Enhance Personal Public Spaces Efficiently and effectively Authority f
Security efficiently :
effectivel

* Violent Crime * Violent Clearance eDevelop and implement | * Percentage of * Percentage of police officer recruits from | * Rate of
Severity Index Rate on- line citizen reporting | employees who feel the minority ethnic groups complaints |
of crime community is willing and 100,000 call

has the opportunity to be service

involved in crime
prevention

* Violent Crime
Rate per 100,000

* Controlled Drugs
and Substances Act

e decrease in proportion
of community concerned

* Percentage of the
community that feel they

* Percentage of police officers that are
female

population Clearance Rate about drugs in their have opportunities to be
neighbourhood involved in crime
prevention
* Founded * Other Criminal Code | < Crown attorneys who * Percentage of * Percentage of senior officers that are
occurrences Clearance Rate specialize in mental community members who | female
involving domestic health issues are feel safe in public areas
violence regularly consulted.

* Service members
receive regular training
on symptoms of mental
health and available
support services.

« Use of the [redacted]
Team is maximized to
assist in managing
mental health cases.

» A working group with
community stakeholders
and support services are
maintained to further
enhance how the Service
can best address mental
health issues related to
crime.

» The number of violent
offenders with mental
health issues are
identified and effectively
managed;

matters assigned to the
mental health court
increase.




* The number of
violent crimes with
a gang affiliation

* Number of
compliance checks
conducted by officers
on high risk offenders

« Percentage of
employees who feel safe
in public areas when not
working

* Percentage of police senior officers that
are from a minority group

* Number of
firearms seized

* Number of breaches
of conditions by high
risk offenders

« Percentage of
community members who
feel the roads are safe

* Percentage of civilian staff that are from
a minority group

* Number of
Controlled Drugs
and Substances Act
violations

* Rate of youth
charged per 100,000
population aged 12-17
years (Criminal Code
violations)

* Number of motor
vehicle collision fatalities
(non-medical)

» Aggregate score from the PR LEM
SOLVING section of Internal Member
Survey

* Non-Violent

» Total youth charged

* Percentage Change in

» Aggregate score from the SKILLS AND

Crime Severity (Criminal Code number of motor vehicle CAREERS/PROFESSIONAL
Index violations) collisions with injury DEVELOPMENT section of Internal
member survey
* Property Crime * Number of youth * Number of Criminal » Aggregate score from the JOB
Rate per 100,000 diversions Code Driving, Impaired SATISFACTION and WELLNESS
population Operation/Related sections of Internal Member Survey
Violations

* Property Crime
Clearance Rate

* Program developed
for youth repeat

* Number of Provincial
Offence Act Notices

* Percentage of working hours lost to
sickness for police officers

offenders issued in high collision
areas
* Other Criminal * Number of o Create a report on * Percentage of working hours lost to

Code Crime Rate compliance checks patrol Activities that can sickness for civilians
per 100,000 conducted by officers be conducted on a regular
population on high risk youth basis
offenders
* Number of » Number of breaches o Increase the number of | * Aggregate score from the
reported hate crime | of conditions by high [redacted] to one for each | HARASSMENT AND
offences risk youth offenders high school DISCRIMINATION section of Internal

Member survey

» Comparison of
victim service
referrals made vs.
victims who take up
the referrals

* Percentage of
employees who rated
our performance at
educating and
providing policing
programs for youth as
GOOD or VERY
GOOD

eEnsure [redacted]
deployment levels are
maintained at optimum
levels within the division

» Aggregate score from the RESOURCES
section of Internal Member Survey




* Percentage of
victims satisfied
with the overall
service provided by
the [redacted]

tm 2011: Implement
Graftiti Investigator
position by Q1 2014:
15% increase of
graffiti clearance rate
from 2010

Increase police visibility
and interactions with
students in [redacted]
high schools

» Aggregate score from the MY WORK
UNIT section of Internal Member Survey

* Percentage of
community
members who are
aware of how to
access victim
services and support
group

increase in number of
persons charged with
drug offences

Greater consistency in
number of officers on
patrol per shift

» Aggregate score from the
SUPERVISION section of Internal
Member Survey

* Rate of disorder
calls for service per
100,000 population

* Prolific violent
crime offenders within
our Region are
identified using
standardized
definitions and
current Service data.

* Partnerships with the
Provincial Repeat
Offender Parole
Enforcement (ROPE)
squad are enhanced.

* Relationships with
provincial and federal
courts as well as
probation and parole
services are expanded
to share information
and establish best
practices.

* Violent crime rates
decrease.

In collaboration with our
partners, implement the
work plan authored by
Understanding the Early
Years Project and
endorsed by the
[redacted]

» Aggregate score from the SENIOR
MANAGEMENT section of Internal
Member Survey

2014: Reduce crime
rate and crime
severity by 20%
from 2010

2014: Increase
weighted clearance
rate by 4% from
2010

* Outstanding arrest
warrants and bail
conditions are made
easily accessible to
patrol officers.

* The number of
outstanding arrest
warrants decreases.
* The time between
warrant issuance and
execution decreases.

Better coordinated
response to children 11
years and under

Earlier identification of
youth at risk
Appropriate referrals
made

Increase knowledge of
available activities and
services for youth within
department

* Aggregate score from the PLANNING
FOR OUR FUTURE section of Internal
Member Survey




Review and
enhance process for
updating victims on
investigative
outcomes

* Prolific drug
offenders within our
Region are identified
using standardized
definitions and current
Service data.

* Parterships with the
provincial ROPE
squad are enhanced.

* To share information
and establish best
practices, relationships
with provincial and
federal crowns as
well as probation and
parole services are
expanded.

* Violent crime rates
decrease.

As part of the [redacted]
team,

increase the visibility of
police officers within and
around drinking
establishments, assist
[redacted]

inspectors, and encourage
compliance on regulations

» Aggregate score from the ETHICS
section of Internal Member Survey

More victims are
satisfied with police
service received

« Prolific property
crime offenders within
our Region are
identified using
standardized
definitions and
current Service data.

* Relationships with
provincial and federal
courts as well as
probation and parole
services are expanded
to share information
and establish best
practices.

* To enable immediate
access of intelligence
information, the field
contact process is
improved.

* Property crime rates
decrease.

Reduce disorder created
by gatherings of people in
and around drinking
establishments at night

* Percentage of employees who are
familiar with the legislated purpose of the
police




increase in number
of sexual assault
occurrences
reported to police

« Tracking of youth
recidivism rates are
enhanced.

» Community agency
intervention programs
are identified and
supported.

* Intervention
programs are
continually evaluated.
» With our school
partners, youth at
high-risk to offend or
re-offend are identified
and referred to social
agencies for
intervention.

* Youth recidivism
rates decrease.

Research and implement
property registration
software

* Percentage of employees who are
familiar with our community partners

increase in number
of domestic
occurrences
reported to police

increase in proportion of

students who say they
received some crime
prevention/safety
information

Implement software for employee
performance measurement

decrease in number
of shootings

increased in student
perception of safety in
and around school

Streamline process for employee
performance evaluation

increase in number
of firearms seized

decrease in number of
road-related injuries to
pedestrians

Reduce Time Between Application and
Hiring

decrease in rate of
violent crime

decrease in number of
road-related injuries to
cyclists

Develop and implement a tool to measure
employee satisfaction

decrease in assaults,
robberies, and
weapons offences
on school premises

decrease in number of
road-related injuries to
drivers

Increase job satisfaction and opportunities
of civilian personnel

an increase in the
number of crimes
that are reported by
youth

increase in pedestrian
perception of safety

Developing a standardized process that
facilitates the transition for employees
from one role to another within the
organization.

increase in
proportion of
students who would
be willing to
provide information
to police about a

increase in cyclist
perception of safety

Develop a process to allow
succession training to be
included in the [redacted] for
swormn members




problem or a crime

increase in
proportion of
students who
received
information on
bullying and/or
cyber-bullying

increase in driver
perception of safety

Implement software for automated early
intervention ([redacted])

decrease in
proportion of
students who say
they were victims
of bullying and
cyber-bullying

increase in proportion of
divisional crime
management initiatives
that include a traffic
component

Ensure employee health remains an
important part of the work
environment

decrease in the
proportion of
students who say
they are concerned
about bullying
in/around their
school

increase in proportion of
divisional officers who
feel that traffic is
included as part of their
division’s crime
management process

Increase organizational efficiency by
coordinating complementary roles,
eliminating needless redundancies,

and filling gaps in service delivery. Ensure
divisions are appropriately staffed.

decrease in number
of children (0-11
years) victimized by
violent crime:

increase in proportion of
divisional officers who
feel that traffic
enforcement plays a role
in addressing their
division’s crime and
disorder problems

Establish [redacted]training
modules by job type

decrease in number
of youth (12-17
years) victimized by
violent crime:

* Daily activities of
[redacted] are tracked and
evaluated.

* [redacted] services are
implemented in grade 7/8
feeder schools

Training will be scheduled annually,
delivered on time

increase in the
number of referrals
to Victim Services

» Parameters of the
[redacted] lot project are
defined, equipment is
purchased and installed,
traffic
officers are trained, and
the lot project is
evaluated.

« Electronic ticketing for
all patrol officers is
established.

Employees will be trained for the proper
response to medical situations




Service ability to
track occurrences of
computer-assisted
frauds,
computer-assisted
identity theft, and
computer assisted
hate-crime

Parameters of the Traffic
Services lot project are
defined, equipment is
purchased and installed,
traffic

officers are trained, and
the lot project is
evaluated.

* Electronic ticketing for
all patrol officers is
established.

Conduct annual budget preparation
meetings

increase in number
of reported
computer-assisted
frauds

» With the [redacted] ,
electronic collision
reporting is developed. *
Electronic reporting of
motor vehicle collisions is
implemented.

« Efficiencies in the
Collision Reporting
Centre (CRC) improve.

« Community satisfaction
with our collision
reporting processes
increases.

Deliver bi-annual training that includes
First Nations and Métis cultures, as well as
the cultures of [redacted]’s newcomer
populations

increase in number
of reported
computer-assisted
identity thefts

» The MTO’s Notice to
Registrar (NTR) interface
is integrated with our
Service’s Computer
Aided
Dispatch (CAD) system.
« [redacted] forms for
driver suspensions and
vehicle impoundments are
completed, printed and
issued from
the roadside.

* [redacted] forms are
electronically transferred
to the MTO.

Conduct bi-annual environmental scans

increase in number
of hate crime
occurrences
reported to police

« The effectiveness of
centralized alcohol and
drug impaired testing is
evaluated.

* The benefit of a
multipurpose breath
alcohol testing and
collision investigation
vehicle is explored.

* The most effective
location for centralized
testing facilities is
determined.

Enhance cultural awareness of staff
Ongoing recommendations from The
Commission on [redacted]




* The number of
victims of violent
crime that are
referred to
identified support
service agencies are
tracked.

* The number of

[redacted] Line
calls increases.

* Links between the
Service’s partner
organization
websites are
provided; visits to
the Service victim
support website are
tracked and
increase.

* The victim survey
shows increased
levels of
satisfaction with the
Service.

* Number of
members that serve
our community on
support agencies
boards of directors
is tracked.

* Public education
surrounding the reporting
of suspected impaired
drivers is enhanced and
delivered.

* An in-house [redacted]
instructor is established
and staff trained and
accredited

as [redacted]s increases.
« All [redacted]
evaluations are recorded
and tracked.

« All new recruits are
trained on Standard Field

Sobriety Testing (SFST)
prior to being deployed
with
their platoons.

« Experienced officers are
trained on SFST.

« A 9000 code for
capturing SFST is
created.

* A standardized breath
alcohol influence report is
developed and utilized

2012: Deliver cultural training to staff by
Q4
2014: Deliver cultural training to staff by
Q4

* A service-wide
drug strategy to
improve drug
investigations is in
place.

* Relationships with
the community and
policing partners
are enhanced.

* Data from forms and
post-court information is
analyzed and is made
available to patrol and
traffic officers.

« prolific offenders are
identified and tracked.

* The number of charges
increase.

Conduct a feasibility study of utilizing
substations including a promising practices
review of other police services




* Drug enforcement
and seizures
increase.

* Enforcement of
illicit drug
production in
neighbourhoods
increases.

* Drug related field
contact report
submissions
increase.

» Communication
between drug
officers and patrol
officers increases

« In collaboration with
the [redacted] Group,
monthly prioritized lists
of complaint
locations are com led and
are disseminated to patrol
and traffic divisions.

« Officers are directed to
strategic enforcement
efforts on their
neighbourhood collector
roads.

* Community generated
complaint areas through
client driven Selective
Traffic Enforcement
Program

(STEP) are tracked and
addressed by officers.

* Problem solving time in
identified areas increases.
* The number of
complaints regarding
targeted areas decreases.
« For proactive traffic
enforcement, major and
minor collector locations
in neighbourhoods are
identified.

* Dedicated preventative
enforcement efforts at
identified high frequency
collision locations are
conducted.

* Road safety
enforcement increases.

* The number of motor
vehicle collisions
decreases.

« Satisfaction of traffic
related issues at the
neighbourhood level
improves

Reduce travel time for officers to reach the
city’s outskirts

More police visibility in the newly
expanded areas of the city




* A service-wide
auto theft strategy
to improve auto
theft investigations
is in place.

* Prolific property
crime offenders
within our Region
are identified using
standardized
definitions and
current Service
data.

* Relationships with
the community and
policing partners
are enhanced.

* Property crime
rates decrease.

* The Collision
Investigation Procedure is
modified and a
standardized report is
established to document
fatal collisions and
collisions causing serious
bodily harm that may
become fatalities.

« In-house training for At-
Scene Collision
Investigation increases.
* A mentoring program
between patrol units and
the Traffic Services is
developed and
implemented.

* An apprenticeship
program with Collision
Reconstruction trained
officers partnering with
new traffic

officers is developed.

* The number of traffic
officers with Collision
Analysis and Collision
Reconstruction training
increases.

Develop standards in information sharing
protocols and timelines mutually agreed to
between the [redacted] and the Crown

* A victim consent
referral form is
incorporated into
the initial phase of
property crime
investigations; the
number of referrals
to victim services is
tracked and
increases.

* Consistent
delivery of the
home security audit
to victims of
residential and
commercial break
and enters

is established.

* Effective methods
of following up
with victims of
property crime are
researched and
implemented.

« Satisfaction in
post-crime
communication by

Increase efficiency of court disclosure
process
Reduce Crown requests




victims of property
crime improves.

* A property crime
victimization
awareness steering
committee
including police
officers, the Crown
Attorney’s Office
and community
partners is
established.

* Victim Impact
Statements are
provided to victims
of property crime.
* The volume of
Victim Impact
Statements
increases.

By enhancing collision
pattern and trend analysis
and applying

geographic information
systems to strategically
deploy resources

Increase efficiency and reduce costs
associated with court requirements

* To ensure all
property crimes are
reported to police, a
partnership with
community
stakeholders and
local media is
developed and an
awareness
campaign is
implemented.

* The number of
property crimes
reported increases.

Strategic STEP locations
are identified.
* Resources are more
effectively deployed to
address the identified
trends.
* The number and
severity of collisions
decreases.
* A network of traffic
safety partners including
police officers, a traffic
crime analyst, regional
andmunicipal traffic staff
is established.

Participate in the International Association
of Chiefs of Police, Canadian Association
of Chiefs of Police, and [redacted]
Association of Chiefs of Police
conferences Identify opportunities to
participate with the larger policing
community




* High frequency
impaired driving
offender locations
are identified.

* RIDE grant
funding for
additional RIDE
programs is
continually
accessed.

* RIDE programs
and impaired
driving
interventions
increase.

* A traffic-specific
reference guide for
officers to refer to at
community meetings is
developed.

* In collaboration with
our community partners, a
resource package for the
community to take
ownership

of road safety issues in
their neighbourhood is
developed.

« Capacity is built for
schools to address their
own traffic issues in
collaboration with
community

partners.

* The number of
community meetings that
officers attend is tracked.

Deliver Media Police Academy for
University of [redacted] School of
Journalism students




Appendix B: Methodological Approach

Background

The growing interest in measuring police performance has been fuelled not only by a concern to
improve efficiency and cost-effectiveness but also by a concern on the part of police oversight
boards and commissions with how to improve the relationship between the police and the
communities they serve. Questions are being asked about how police can best determine and
apply the most appropriate performance measures to demonstrate organizational objectives such
as crime reduction and prevention, improved public safety, and the cost-effective, efficient use of
resources. The purpose of this project is to gather and analyze research data on how police
boards and policing oversight bodies measure police performance and use the data they collect
and analyze to better serve the public.

Project Objectives
In accordance with the RFP, the objectives are as follows:

4. describe the performance metrics (i.e., measurements for outcome) used by various
policing bodies in Canada;

5. assess how these performance metrics are viewed by police oversight bodies, such as
Police Service Boards; and

6. determine the types of performance metrics police oversight bodies consider most
appropriate for policing bodies to use and look into ways these measures might be
improved.

Analytic Approach
To conduct a review on the use of police performance metrics by oversight boards, a
multifaceted qualitative and quantitative analytic approach was taken that includes the following:

1. Interviews
2. Review of documents
3. Review of quantitative data on various police performance metrics.

Key Questions
The following key questions were identified to help guide the direction for this project.

1. How, why, and in what contexts are various performance metrics used by police bodies?
What are the key similarities and differences between the performance metrics used by
various police bodies?

3. How do members of police oversight bodies assess the accuracy (validity and reliability)
and usefulness of data collected via different types of performance metrics?

4. Do police oversight bodies believe they can adequately review the performance of
policing services on the basis of currently used performance metrics?

5. What changes in performance metrics, or additional performance metrics, might
oversight bodies consider useful in improving the assessment of police performance?

6. To what extent is there a legislative framework (e.g., under provincial Policing Acts) for
police performance measurement in Canada?
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7. To what extent are police organizations adopting other non-government organizations’
performance measurement frameworks, for example those used by the Ontario Municipal
Benchmarking Initiative (OMBI)?

8. To what extent has the Ontario Ministry of Municipal Affairs and Housing’s Municipal
Performance Measurement Program (MPMP) for police services implemented
performance measures such as operating costs of police services and cases cleared?

9. In other provinces, are their government departments responsible for municipalities
implementing mandatory performance measurement programs all services including
police?

10. Has the benchmarking of police performance metrics been incorporated into
reporting/decision making by police service boards?

Sample — Purposive Sampling Technique

Currently, in Canada, there are over 230 police Boards monitoring similar kinds of policing
services. As it is not economically and practically feasible to study every police board, it is
necessary to employ a randomization process for sample selection to avoid selectivity bias and
ensure there is no preferential treatment in the selection of any particular police board.
Consequently, a purposive (non-probability) sampling technique was employed using the
following criteria to attain some variation in the sampling of Police Boards in terms of the
population size and other demographic characteristics (e.g., rural, large urban, small urban)*'of
the communities they serve.

Size and complexity/scope of the police organization and its services

Police organizations located in census metropolitan arcas™

Catchment area of the police services (regional vs. municipal)

Jurisdictional leadership on performance measurement at municipal level (i.e., provincial
legislative requirements for performance reporting or municipal innovative practices)

e Direct delivery policing services vs. contracted policing services

The sample will only focus on police members of the police oversight bodies (e.g., chair, deputy
chair, and board members), and the equivalent provincial government bodies that are responsible
for police performance or setting the standards/policies on police performance.

Sample Size
Table 1 gives an overview of the purposive sample selected for this project. The sample includes

29 of the largest municipal policing organizations, three provincial policing bodies, 11 policing
bodies serving rural or small municipalities/towns, and five First Nations policing bodies for a

*! Reference will be made to the following report to clarify such distinctions: J. Francisco and C. Chenier (2005). A
Comparison of Large Urban, Small Urban and Rural Crime Rates. Juristat, Vol 27, no. 3 (JCat. # 85-002 XIE, Vol
27,1n0.3)

2 Reference will be made to the following report: Statistics Canada (2011). Police Resources in Canada (Cat # 85-
225-X).
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total of 48 police boards. If, for any reason, any of these organizations are unable to participate
in the study, additional police organizations may be randomly selected.

In addition, 12 provincial Organizations responsible for Police Oversight/Police Performance
Mandate and four national associations representing police boards and police services were
included in the sample.

Table 1- Purposive Sample Selected for this Project

Regions Provincial Rural Policing | Police Services/ | Policing Oversight Value Added - 2
Police Services/ oversight Bodies- bodies?® National
Oversight Bodies- Aboriginal Provincial Associations
Bodies- Commissions Communities | Dept or
Commissions / Oversight Agencies -
Bodies for Value
each Force Added
BC
AB
SK
MB The content of this chart has been redacted, in order to protect the
ON anonymity of respondents.
QcC
Atlantic
North of 60
Total 3 11 local 29 Large city 5FN 12 Prov 2 national assoc
Sample oversight oversight oversight govt
bodies bodies bodies department
s

3 This reference is to those departments that are responsible for provincial policing legislation. Note that it may
sometimes be the situation that the Ministry responsible for policing may not be taking the lead on police
performance measures, for example, if this matter is part of the mandate of the ministry responsible for municipal
affairs. If this is the case, a representative of the ministry responsible for municipal affairs will be interviewed. To
seek further clarification on performance measurements, representatives from both ministries may need to be

interviewed.
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Interviews

It was proposed to conduct semi-structured interviews with 48 or more police oversight bodies.
These organizations were identified in Table 1. Representatives of three national associations
representing the police boards and policing services will also be interviewed. The purpose of
these interviews is to gain understanding of their knowledge of and views on the police
performance metrics used in their respective jurisdictions.

Thus, semi-structured interviews are proposed for the following individuals/organizations.

Provincial Police Organizations - 3

Rural Police Forces’ oversight board/commission — 11

Police Services (large) Oversight board/commission — 29

First Nations Police Oversight board/commission — 5

Provincial Organizations responsible for Police Oversight/Police Performance Mandate —
12

National Associations — 2

o Several follow up interviews

Total interviews proposed — 62

To complete these semi-structured interviews, two interview guides are being developed. The
first guide will be for board members (e.g., chair, vice chair) sitting on the police boards. The
semi-structured interview guide will provide an array of questions focusing on the use of
performance metrics or other measures the police board may require from their policing services.
The questions will be based on the research (e.g., literature review, review of documentation)
gathered on the performance measurement metrics that the policing services are mandated to
collect or are collecting as part of a performance measurement initiative.

The second interview guide will be used to interview representatives of provincial government
departments or agencies that have mandated the use of performance metrics for assessing the
performance of police services. The focus of these questions will be on whether performance
metrics are legislatively mandated or required through policies and how the performance metrics
being used were selected. The guide will also be used for the national associations where the
focus of the questions asked will be on the overall objectives of performance metrics in policing.

The interview guides will be developed and shared with the project authority for their input. Each
interview will be approximately 35 minutes. As part of the interviews, interviewees will be asked
to provide supporting documentation.

The potential interviewees will receive a package of information. This will include an
introductory letter (attached) from the project authority explaining the nature of the project. There
will also be a voluntary consent form (attached) where the interviewee will be asked to review the
information and sign it to confirm their participation. The interviewees will receive the interview
guide in advance.

i+1
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Collection of Data Sets
A content coding analysis sheet was developed that included:

1. Overview of the performance measures or metrics;

2. How the information was communicated (e.g., text, table, graph);

3. The type of performance reporting document;

4. How the performance measures or indicators were identified or categorized (e.g., the
input-output —outcome model, 3E concepts: economy, effectiveness, efficiency);

5. Data Source(s) for the measures;

6. Calculation used or expressed (e.g., percentages, units/numbers);

7. Integers identified (numerator or denominator).

To identify printed data items, the police boards and police services’ websites were searched using
words “performance measures” or “metrics”. Documents such as business or strategic plans for
the current year (or the most current printed document available) were reviewed. While it was
expected that respondent Boards would provide additional documentation for review (e.g.,
minutes of meetings or reports not located on the website), this was not the case.

Analysis of Data
Both quantitative and qualitative analysis will be used to analyze the information collected.

The quantitative analysis will focus on reviewing performance metrics data (e.g., ratios of front-
line officers per 1,000 population, clearance rates, operational expenditures/unit costs, number of
meetings with community groups, benchmarking activities) that the organizations identified
consider useful for evaluating how well performance goals are being met. Where possible the
information from the semi-structured interviews will be inserted into an MS Excel spreadsheet.
This information can be contextualized through descriptive data analysis. It is anticipated that key
information can be obtained electronically either from various police commissions or from
Statistics Canada.

Our qualitative analysis will be based on interviews and supporting documents provided by
interviewees.

Where open ended questions are used in the interviews textual analysis will applied to identify
meaningful patterns in the information obtained. The textual analysis will identify response
categories (e.g., police agency, local police commission), classify the data by placing each
response into one of the categories identified, tabulate frequencies of data/text responses, identify
composite responses (€.g., quotes), and report the information. The information will be analyzed
at an aggregate level so that individuals cannot be identified (i.e., five representatives from
oversight organizations claimed ...). Further information on textual analysis will be provided
upon the awarding of the contract.

The research team will be conducting a three-part content analysis of the documents and other
reports provided by the organizations. First, “open coding” will be used to determine general
themes related to performance measurement. Second, a process of “axial-coding” will take place
whereby the consultant will review the documents and tag specific passages as belonging under
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one of the categories or themes established via the open coding. Third, “selective coding” will be
used to determine if there are any miscoded passages and discrepant information and to correct
them as necessary. This process will involve two consultants. Where possible, information will
be placed in tables and diagrams.

To descriptively analyze the information collected from the content analysis, a code sheet was
prepared (with categories related to workload, resources, and performance metrics) to allow the
research team to tally the frequencies with which indicators of particular issues or themes are
present or absent. For the analysis it is assumed that such a tally will be a valid indication of the
perceived value or importance of any particular item. The tally will include the reporting of raw
counts of the number of terms or concepts identified in the document review. Attempts will also
be made to compare police Boards (rural vs. urban), provinces/regions, the weight or importance
given to specific performance metrics, and the existence of trends. Tables and graphs will be used
to display the information. An attempt will also be made to re-examine the data collected from
the annual reports and to regroup them in terms of categories such as input and output, process,
and outcome or impact. Key narrative passages or quotes will also be identified and used to
provide additional nuance to the analysis. Some of these passages will be highlighted in text
boxes.

There may be a need, however, to seek some of the information from the Police Services. If this
is the case, the oversight board will be asked to obtain this information for the research team.

Table 2 provides a summary of the proposed data to be collected.

Table 2 — Research Approached and Proposed Data to be Collected

Research Approach Proposed Data to be Collected

Quantitative Analysis e  Performance metrics data (e.g., ratios of front-line officers per 1,000 population,
patrol 90" percentile response times, clearance rates, operational
expenditures/unit costs, number of meetings with community groups,
benchmarking activities)

e  Other data information provided

Qualitative Analysis e  Semi-structured interviews

e Board related documentation (annual reports, minutes to meetings, consultant
reports, records of decisions)

e Policies and procedures
e Police reports
e Provincial government reports on police performance

e  Academic literature
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e Other types of written information
e Newspaper articles that focus on police performance

e Other Documents provided

Data Retention and Destruction

Data retention and destruction will follow the policies as established by the Panel on Research
Ethics. In this particular case, the data and other information collected will be included in a report
for delivery at a national conference on the economics of policing. The data will be retained until
the completion of the research contract. Hard copies of information will be located in secure
filing cabinet (Locked with a bar). Electronic information will be stored on a computer system
that is password protected. Upon acceptance of the final deliverable by the Project Authority, the
raw data will be destroyed and electronic information will be erased (including the deleting of
information from the recycle bin and IPS caches/cookies). Hard copies will be destroyed using
the consultant’s shredder and any electronic information will be erased.

Respondent Anonymity and Confidentiality

Information gathered from interviews will be analyzed aggregately to ensure the respondent’s
anonymity. In terms of coding information, research identification numbers will be assigned for
each respondent. The number assigned will be the only information kept with the interview notes.
This is designed to ensure the information gathered is kept confidential Furthermore, there will be
a limited number of individuals who will handle the confidential information and those who will
have access to confidential information have experience in ensuring privacy and confidentiality.
As part of the voluntary consent form as well as on the interview guide, participants will be
informed that their information will be kept confidential. Information will only be gathered from
individuals who have signed the consent form.

Practical and Sociopolitical Considerations
In the area of performance metrics there are several practical and sociopolitical considerations.

First, the research literature has pointed out that there are several limitations of performance
measurement. Performance measurement programs by themselves are not appropriate for
assessing outcomes, for determining future directions or for resource allocation. They are
however an important component of a comprehensive evaluation strategy. The purpose of the
study is to examine how performance metrics are developed and used and not necessarily to look
at police results or police accountability.

Second, the nature of performance measurements (e.g., the set of metrics used) by itself can foster
complications. For example, across the regions, there may be a lack of agreement on the
definitions used thereby creating confusion and limiting the potential for the generalization and
comparability of the information. Thus, there will be a need to point out these differences in the
report and the limitations in any analysis. There is also a need to provide clarification of key
terms.
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Third, the objectives of performance measurements may vary among those being interviewed.

For example, the police chief may be using performance measurements to determine the outcomes
of a particular program, the oversight board/commission may be looking at it as a way of
assessing the overall performance of the Chief and other senior officers, and the government
agency may be using it as part of an overall government mandate to provide more accountability.
As there may be some differences with regard to the purpose of performance measures, there is a
need to be sensitive to these differences in terms of conducting and analyzing interviews and
writing the report.

Fourth, while several police boards will be approached for interviews, a challenge may be that a
particular member of the board or even the entire board may not consent to participate. Some
individuals may refuse to participate because they feel they either lack sufficient knowledge or
competency to talk about performance metrics or because they do not feel comfortable with the
interviewing process. Other potential reasons for lack of participation may be that some
individuals may feel they do not have enough time because of other commitments. For example,
Fall is a very busy time for individuals involved in municipal budgetary processes. To gain access
to these individuals, the researcher will explain the importance of this research project and explain
that not knowing about the topic is by itself a very important finding for the project. This is also
important as the lack of participation may result in a low response rate.

Fifth is the issue of non-response bias. This can occur when the opinions and perception of survey
respondents do not accurately represent the overall survey sample. In this case, responses from
some of the police boards may differ from the potential answers of those who did not participate
in the interviews. Larger police boards that have civilian support staff or police officers assigned
to work specifically on performance metrics may have more time to participate in an interview
than do smaller police boards lacking such staff. In this instance, the non-response bias will
weigh in favour of larger urban or regional police boards/policing services as opposed to smaller
rural or municipal police boards. If non-response bias becomes apparent, there will be a need to
examine the non-response rate and differences between respondents and non-respondents and
conduct a statistical test to compare the differences. To overcome non-response bias, the
researchers will work diligently to get the responses from all potential participants. The letters
sent to all the board will state a response deadline to give participants time to consider whether
they will participate in the interview. Post notification via e-mail or follow up contact via
telephone will also be done to ensure a high response rate.

A sixth consideration involves the relationship between performance measurements and how
services are delivered. Some performance indicators partly rely on the actions of other agencies.
This reflects the inter-dependence existing between some policing services and other community
service agencies that allow more to be achieved through some form of partnership than through
going at it alone.

A seventh consideration is how the implementation of police performance measures might affect
police labour relations. Generally, police unions may view performance measures with a certain
amount of scepticism as the development of performance measures may be thought to lead to a
reduction of human and financial resources. Most police union focus has been on the rating of
individual performance as opposed to the use of organizational performance metrics. Under
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police union bargaining agreements, the way unions might react is an important part of any
discussion on using performance measures that could lead to organizational changes resulting in
cuts to police personnel. There may also be union resistance to performance measures because of
the diffusion of authority inherent in their existing management union agreements. To address
this issue, police boards will need to consult with police labour organizations and work creatively
with them. For example, some of the documents reviewed on the development of police
performance indicators note that some police services have established working groups that
include the involvement of police unions.

Eighth, and finally, consideration should be given to the linking of performance measures to
financial rewards or to the competition for scarce resources especially when there is a demand for
departments to find ways to cut costs while maintaining or increasing existing performance levels.
Competition between government departments in the bureaucracy is often linked to concerns with
improving organizational performance and receiving recognition for such improvements from
senior management and from one’s political masters. These officials are likely to view more
positively those departments who effectively present information based on performance metrics
than those departments that cannot do so. A beneficial consequence of the competition among
departments to achieve such recognition could be an increased commitment on the part of all
departments to improve their use of performance measurements. In this case, elected officials and
the public would both benefit from the department’s improved performance assessments in
decision making with regard to the allocation of resources.”*

* For more information on how performance measures are not used in decision making see: H.P. Hatry (2002).
Performance Measurement: Fashions and Fallacies. Public Performance & Management Review 25(4): 352-358.
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I Public Safety ~ Sécurite publique
I * Canada Canada

November 8, 2012
Dear Sir or Madam,

As you may be aware, in January 2012 Federal/Provincial/Territorial (FPT) Ministers
Responsible for Justice and Public Safety endorsed holding a Summit on the Economics of
Policing. The Summit, which will take place in January 2013, will be hosted by Public Safety
Canada. All levels of government, as well as police stakeholders, are involved in the planning of
this Summit.

As part of the work underway on the Economics of Policing, Public Safety Canada has
contracted the services of the Compliance Strategy Group to undertake a study that will look at
police performance metrics and how local police commissions and boards view these
measurements. The objectives of this project are to:

1. describe the performance metrics that are used by policing bodies in Canada;

2. assess how these performance metrics are viewed by police services boards and
commissions; and

3. identify on what types of performance metrics police oversight bodies want policing

bodies to report.

The role of data collection through various sources is central to this project. Accordingly, a
sample of police boards and oversight bodies at the municipal, provincial and national levels will
be randomly selected to participate in this study. The research team will also be gathering
available published data from law enforcement agencies on the police performance metrics they
use (e.g., ratio of front-line officers per 1,000 population, clearance rates, number of meetings
with community groups, etc.).

Mr. John Kiedrowski, President of Compliance Strategy Group and his colleagues, will contact
randomly selected police service boards and oversight bodies to participate in this study. Should
your organization be randomly selected, I ask that you encourage your officials to participate in
the telephone interviews and provide the necessary information to ensure the success of this
project. It should be noted that Mr. Kiedrowski and his colleagues hold the security clearances
required to handle information provided by your organization. They are required to store
protected information in accordance with the policies of the Canadian Industrial Security
Directorate, Public Works and Government Services Canada. The final products created as part
of this study will not include comments attributable to individuals and all interview notes will be
destroyed once the research study is finalized.

i+l
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Please feel free to contact the Project Coordinator, Mr. John Kiedrowski, Compliance Strategy
Group, at any point during the research project at (613) 851-2056 or jk19@rogers.com. If you
require further information that cannot be provided by a member of Mr. Kiedrowski's team,
please contact Mr. Austin Lawrence, Manager of Research, Law Enforcement and Policing
Branch, at (613) 949-9574 or austin.lawrence @ps-sp.gc.ca.

Ithank you in advance for your cooperation and contribution to this project. Studies such as this
one are very beneficial to the policing community in Canada and will assist us as we move
forward, together, in strengthening Canada’s policing advantage.

Sincerely,

Original Signed

Julie Mugford, Director
Research and National Coordination, Organized Crime Division
Law Enforcement and Policing Branch

c.c..  Anita Dagenais, Senior Director
RCMP Policy Division
Policing Policy Directorate
Law Enforcement and Policing Branch
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INTERVIEW GUIDE FOR POLICE BOARD MEMBERS
Introduction

Good morning/afternoon. My name is . I am calling from Compliance
Strategy Group which was an awarded a project from Public Safety Canada to study how police
Boards and commissions use performance measures®. As part of this study, I would like to
interview you to determine your Police Service Board’s use of police performance metrics. The
information gathered will be developed into a paper for the Summit on Economics of Policing in
January 2013.

The interview will last approximately 35-40 minutes. Before I begin, I need to go over a few
points.

e You should have already received an advance copy of the overview of the project and
interview guide so you will have some ideas on the type of questions that will be asked.

e [ have received your signed copy of Letter to Consent to the interview.—Thank you.

e Your participation is anonymous; anything you say will not be attributed to you
personally.

e Any notes I take during the interview will be destroyed at the end of the project. Only the
researchers will have access to the raw interview materials.

e At the end of the interview, I will also ask for copies of related reports and documents.
Most of these will be public documents, although we do have a level of security clearance
to assure secure handling of any internal or restricted documents. All information we
collect (both interview notes and documents) will be stored in a locked cabinet and only
the researchers will have access to the raw interview materials.

Do you have any questions? If you don’t have any (more) questions, may I begin the interview.

* Performance measures are quantitative or qualitative ways to characterize and define performance.
They provide a tool for organizations to manage progress towards achieving predetermined goals,
defining key indicators of organizational performance and client/public satisfaction. Performance
Metrics is a standard definition of a measurable quantity that indicates some aspect of performance.
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Background Information
The first three questions focus on some background information.

1.

The following information focuses on some background information:

Name of Individual Completing Interview:

Position:

Address: Work Telephone Number:

E-mail address:

2. What is the number of personnel (sworn and Civilian) of the police services the Police Board

governs?

Name of Police Services Response
Size of the Police Services:
up to 10

11 to 25

26 to 100

101 to 250

251 to 400

401 and up

1,001 and up

Number of members on the
Police Board

3. How would you characterize the delivery of police services under your mandate? Policing

services can be described as:

[_] Urban policing services

[] Regional policing services

[] Rural policing services

[] Combination of urban and rural policing services with urban policing being a majority of
services

[] Provides policing services under a mutual aid agreement

[] Policing services are provided under a provincial contract (e.g., RCMP, OPP, QPP)

Police Performance Metrics General Information
I now want to focus on some general information on police performance measurement models and
metrics.

4. Does your Police Board mandate the use of police performance metrics/measurement?
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If yes, how was this authorized?
If no, why not

5. To what extent are the provincial agencies that are responsible for policing or municipal
services involved in the police performance metrics?

Overview of Performance Metrics
The following questions focus on the specific measures the police service presents to the Board to
demonstrate results or outcomes.

6. What policing activities, services or functions are the focus of performance measures?

7. Why are these performance measures collected or for what purpose are they intended?

8. For each of these performance measures what specific information is collected, how is it
collected and by whom?

9. For each of these performance measures you identified, in your view, how satisfied is the
Board with the quality of the performance metrics selected?

10. Is there any room for improvement? If yes, where?

11. What policing activities or services are NOT covered by performance measures? (give as
much detail as possible)

12. Does your performance metrics model address how the Police Service works in partnership
with other stakeholders such as Fire, EMS and the Courts?
If yes, which ones,
If no, why not

13. Does your performance metrics model address how the Police Service works in partnership
with community groups?
If yes, which ones,
If no, why not

14. During the past 5 years, have the performance measures changed? If yes, how have these
measures changed?

Police Board Involvement in Performance Measures

15. How are these performance measures presented to the Board? For example are they
incorporated in the police service’s budgets, business plan, or strategic plans documents?

16. In your view, how would you rate Board members’ collective understanding of the
information given to them on police performance?

[_]A Great Deal [_] Much [] Somewhat [_] Little [ |None [_|Other please explain

17. Are there currently resources available to provide support to the Board on verifying if police
performance metrics are accurate or measure what they purport to measure?

18. Once this information on performance is presented, what decisions or actions are taken by the
Board? For example, is the information used as part of the decision making process to adjust
the delivery of policing services or is the information used to increase/reduce budgets?

19. To what extent is the Board involved to identify or propose new performance metrics?

[]A great deal [_] much [_] Somewhat [ ] Little [ | Never [ |Other please explain

20. Does the Police Board have a process in place to review, challenge, validate or improve
existing police performance indicators or targets?
If yes, How does this process occur?

If no, please explain
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21. Are there any other comments you want to make regarding performance metrics in the
policing context?

22. Can I please have copies of any of the following report for the last three years where
performance measures were presented or discussed:
[ ] Annual Reports [_|Strategic Plans, [ ]Minutes to Meetings, [_|Police Services Reports on
Performance Measurement, [_| Research Reports (internal and external),[ |
Any other reports or information that will help to substantiate anything information presented
in this interview.

THANK YOU FOR TAKING TIME TO DO THIS INTERVIEW. YOU INPUT IS VERY
MUCH APPRECIATED AS THIS TOPIC IS AN IMPORTANT AND GROWING AREA OF
RESEARCH.
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INTERVIEW GUIDE FOR GOVERNMENT OFFICIALS AND
STAKEHOLDERS
Introduction

Good morning/afternoon. My name is . I'am calling from Compliance
Strategy Group who was an awarded a project from Public Safety Canada to study police
performance metrics used by police boards. I want to conduct an interview with your
Department/Agency on how police performance metrics are being applied by local police
commissions and boards. The information used will be developed into a paper for the Summit on
Economics of Policing in January 2013.

The interview will last approximately 35-40 minutes. Before I begin, I need to go over a few
points.

¢ You should have already received an advance copy of the, overview of the project and
interview guide so you will have some ideas on the type of questions that will be asked.

e [ have received your signed copy of Letter to Consent to the interview.—Thank you.

e Your participation is anonymous; anything you say will not be attributed to you
personally.

e Any notes I take during the interview will be destroyed at the end of the project. Only the
researchers will have access to the raw interview materials.

e At the end of the interview, I will also ask for copies of related reports and documents.
Most of these will be public documents, although we do have a level of security clearance
to assure secure handling of any internal or restricted documents. It is important to point
out that all information (interview notes and documents) will be stored in a locked cabinet
and only the researchers will have access to the raw interview materials.

Do you have any questions? If you don’t have any (more) questions, may I begin the interview.
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Background Information
I am going to just ask some questions to give us some background information.

1.

2.

The following information focuses on some background information:

Name of Individual Completing Interview:

Position:

Address: Work Telephone Number:

E-mail address:

Which organizational structures or entities are responsible establishing police performance
measures in your Department/Agency? For example, is it the sole responsibility of the
Department responsible for policing services or is it the responsibility of the municipal
government or shared? If shared, how is this accomplished?

What are the authorities for police performance measures? Are they legislated by statutes or
by policy (which ones)? (Please provide supporting documentation/references)

How best would you describe the police performance measurement model that was
implemented in the municipality/province?

The Implementation of Performance Metrics
The following questions focus on the specific measures the have been established.

5.

6.

10.

11

12.

13.

What are the specific police performance tools and measurements used (i.e., collected,
complied and communicated) in the province?

How are these police performance measures operationally defined (i.e., what concrete
information is collected and compiled)?

How were these performance measures selected? For example, are these performance
measures based on existing measures, or a review of literature?

Under each of the police performance measures, what is the specific data or information that
needs to be collected?

What have been some of the challenges associated with these performance measures? Are
there any concerns about the validity and reliability of the measures selected?

What other police performance measures should be included?

. How is the performance metric system that is in place communicated to the police boards?

For example, are there training seminars.

Is there a process in place to determine the impact of these performance metrics in terms of
improving the police board’s decision making in terms of resources, policies, or practices?
Are there any other comments you want to make regarding performance metrics?
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THANK YOU FOR TAKING TIME TO DO THIS INTERVIEW. YOU INPUT IS VERY
MUCH APPRECIATED AS THIS TOPIC IS AN IMPORTANT AND GROWING AREA OF

RESEARCH.
For further information contact
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