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Executive Summary

Background to the Study

In 1998, the municipal police forces of Moncton and Dieppe were amalgamated with the RCMP
Riverview Detachment to form the Codiac Regional (RCMP) Police Service to provide police services to

the three municipalities as the provincial police under contract.

Funding for the Regional Police Service is provided by the three municipalities through Agreements
dated 2001, 2004, and 2008. Oversight for the Regional Police Service is provided through the Codiac
Regional Police Authority (CRPA) authorized in the Assignment of Regional Police Service Agreement
(2001) between the Government of New Brunswick and the CRPA.

The current contract with the RCMP expires in March 2012. Consequently, the City of Moncton initiated the
Policing Services Study to explore options for the delivery of effective and efficient police services at the

most reasonable cost.

The Study explores a range of issues involved in establishing police service requirements and the
opportunities for the delivery of effective and efficient police services. The Study used a broad and inclusive
methodology comprised of sixty interviews with various stakeholders, a focus group with representatives of
community agencies, a bi-lingual public survey website, best practices research, quantitative and
qualitative research, and document examination. The report of the Study provides a comparison between
the current policing arrangement and other potential policing options, as well as an examination of
provincial and national comparators. The Study examines costs, service requirements, the role of Council

and City administration, operations, facilities, human resources, and various service-related functions.

The Study was led by the Policing Services Policing Study Committee and administrative facilitation and
communication was managed by the Project Manager, Director of Corporate Planning and Policy

Development, and the Policy Analyst, Corporate Planning and Policy Development, City of Moncton.

The Study examined the policing options for the City including: 2

1. Existing Codiac Regional RCMP

New Regional RCMP

Moncton RCMP Detachment

Moncton Municipal Police Force

Regional Municipal Police Force

Moncton Municipal Police Force providing a contracted service for Dieppe and Riverview
Integrated municipal-RCMP Regional Police Service

No o~

! See RFP 30 Terms of Reference
2 The Contracted Service and Integrated municipal /contract model were additions to the five models noted in the RFP
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The report of the Study is presented in two documents:
= The report of the City of Moncton Policing Services Study containing the Executive Summary,
background data and sources, discussion, supporting appendices, findings, and recommendations
= The Study's Summary Report

The Summary presents an overview of the principal elements of the report of the Study along with an
overview of findings. Summarized findings are supplied along with two matrices: the Principal Feasible
Policing Service Options — advantages and disadvantages, which addresses those qualitative factors which
impact a decision regarding the selection of a policing service; and the Summary of Costs and Service

Model Options. Both tables summarise data contained in the narrative of the report.

The study is not an audit of the Codiac Regional RCMP Detachment. The operational data of the

detachment, with inherent limitations, were analysed to provide an understanding of the range and volume
of workload that might be expected of any form of police agency in providing a policing service in Moncton.
In addition, selected examples of the programs or approaches of the Detachment are used only to provide

greater clarity to the discussion of policing options.

Given the complexity of policing, a review of the complete Policing Services Study report should be

undertaken to provide the full background to the rationale for the findings.
Analyses Conducted by the Study

The Study compared Codiac with five municipal police departments (two in New Brunswick) and five RCMP
detachments of similar populations, and cost analyses for contracted-policing options are compared to
eleven OPP and RCMP detachments. The costs per officer, per capita, proportion of the municipal budget,
and assessment percentages regarding policing are examined. In addition, national averages are used to
place the Codiac and Moncton figures in perspective.3 Models are used to project the 1997 municipal
police force budget to 2008, and to project potential costs of the policing options from 2012 to 2022. Capital
costs such as buildings and equipment are examined and, where appropriate, agency start-up and

transition costs are included.

% Note: Chapter 5.1 of the complete Report describes the limitations of relying on simplistic figures and what factors drive crime rates
and policing costs
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The context for the Study

If Moncton started with a clean slate, what would be the proper level, quality, and type of policing services
required?® The Study examined a wide range of options and examined previous reports and research on
New Brunswick policing, notably the Grant Reports and the Finn Report.” When considering province-wide
policing, Grant noted

... the way in which present policing arrangements in the Province — the seemingly inevitable
product of history — diverge from any rational organizational framework which could be supported
by modern police research.®

The New Brunswick Municipalities Act requires municipalities to provide policing services. Municipalities
have the responsibility to provide policing services, either directly through establishing a municipal police
force, joining a regional police force, or contracting with another police force — usually the provincial police.
The New Brunswick Policing Standards 2004 require adequate levels of policing for municipal police forces.
The provincial police (RCMP) rely on Federal RCMP standards and are not subject to the provisions of the
provincial standards. Province-wide and regional services and mutual-aid agreements, both investigative
and operational support, have addressed many of the difficulties inherent in smaller police agencies. The
provincial ministry responsible for policing has established a vision for policing in the Province and, under
the Police Act, must approve any changes in policing arrangements.

Policing arrangements in New Brunswick are similar to other provinces in that, generally, the provincial
police provide services in unincorporated and less-densely populated areas, and urban centres are policed
by municipal police forces.” Greater Moncton is an anomaly in that it is one of the largest cities and
metropolitan areas in the province but has a contracted regional police service and the provincially-

mandated regional oversight authority.

Legislation provides the legal backdrop to the policing of the City. Contracted police services in New
Brunswick are administered through various forms of Policing Agreements: contracts between the federal
government and the Province, or the Province and the municipality, or the municipality and the federal
government. The contract agreement which applies to Moncton is between the Government of New
Brunswick and the Codiac Regional Police Authority (CRPA).

The agreements and legislation ascribe rights, responsibilities and obligations upon municipalities

regarding the provision and oversight of policing services at provincial and municipal levels. The rights,

* RFP 30.2 Scope of Work (a)

® Building Stronger Local Governments and Regions; An Action Plan for the Future of Local Governance in New Brunswick. Jean Guy
Finn, Commissioner, November 2008

® Grant, A. Policing Arrangements on New Brunswick with particular reference to the Highway Patrol Function, 1988

" Notable exceptions exist in BC and Alberta where the RCMP police major urban centres such as Surrey, Coquitlam, Richmond,
North Vancouver, and Red Deer. The Provinces of Ontario and Quebec have formed their own provincial police services and do not
contract with the RCMP.
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responsibilities and obligations are different for municipal police forces and contracted RCMP services as
are training and certification of personnel. The principal difference is the degree of involvement of the

province and local oversight authority in the direction and policy development of the contracted service.
Findings of the Study
Workload

Police workload data assists in understanding the type of activities in which the police become involved as
well as the source of that work. These data may also be used to formulate and evaluate police strategies to
address community crime and social disorder issues. Police agencies may have different approaches to
addressing workload. The nature of these strategies and the ways in which they are deployed, in turn,

influences the determination of overall police effectiveness and efficiency.

The Study examined the workload of the Codiac Regional Police (CRP) as captured through CIIDS
(Computerized Integrated Information and Dispatch System) and PROS (Police Recording and Occurrence
System) data: RCMP dispatch and record management systems. The analyses provide a background
against which the deployment of resources and development of policies for any potential police agency

option can be compared.

Citizen-initiated calls for service are the principal of several inputs to police workload. The majority of these
calls consist of 911 and non-emergency calls to the Operations Communication Centre (OCC) located in
Dieppe. Documents received from the Codiac RCMP show that, during the Study period, there were
39,357 calls from the public which were answered by the OCC. However, the discrete CIIDS and PROS
data systems create challenges for quantitative analyses; the data provided to the Study demonstrate a
reduced degree of specificity which hampers analyses. For example, there is a lack of differentiation

between officer- and citizen-initiated calls for service and definition and specificity of categories of calls,

While there are limitations to the analyses, the largest proportion of dispatched incidents occurs in Moncton,
at nearly 77%. Dieppe has the second largest proportion of dispatched incidents with 13.6%, and Riverview
is third at 9.5%. It is noted that the analyses are generally consistent with the analysis conducted in 1997

using the Standards Assisting Resource Planning in Law Enforcement process (SARPLE).?

The most frequently dispatched incident is for suspicious persons or vehicles® — averaging nearly 23% of

the proportion of calls across the region. The large percentage of minor dispatched calls (‘false alarms’,

8 SARPLE is an RCMP resourcing formula rather than a cost sharing formula. SARPLE has been replaced by Police Resource Model
PRM)
g This is a “catch-all’ incident code which could be refined by the officer attending the scene.
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‘damage’, and low-value ‘theft’ for a total of approximately 16 to 18%) may be an example of opportunities
for the development of operational- and cost-effective processes such as an alternate or differential

response to these calls for service.
Inter-municipal Cost-Sharing Formula

The inter-municipal cost-sharing formula, based on the SARPLE formula, creates discussion concerning
the most appropriate criteria. Moncton has been of the opinion for many years that the cost-sharing formula
is not fair to Moncton. There have been attempts to acknowledge this and the three communities have
agreed on “Mayors’ Compromises” which have lessened the cost for Moncton; however, this agreement
expires in 2010 and a new formula must be found which will require the agreement of the three
communities. Unfortunately, a change in the formula in Moncton’s favour affects the other two

communities. Such a win—lose proposition does not bode well for a new formula that favours Moncton.

The data analysed in the course of this work and reported in chapter four of the Report indicates that a
variety of measures could be used as a model for the division of policing costs between the contributing
municipalities. Criteria used in a number of existing inter-municipal formulae include:

= Assessed value

= Tax bases

= Population

= Area

= Crime statistics

= Calls for service

= Combinations of the above

However, all demonstrate varying benefit or detriment to contributing partners. A number of existing
cost-sharing arrangements in Greater Moncton use a variety of formulae for regional services.

In 2004, the Executive Insight Committee Review of the CRPA,* representing the three municipalities,
examined a range of reports and examples from across Canada and the United States. The study group
recommended that both the SARPLE formula and the municipal tax base become the two main factors
used to determine the cost-sharing of policing services for Greater Moncton. The study group further
recommended that the weighing be determined by the three area councils at no more than 85% / 15% (in
favour of SARPLE) and no less than 50% / 50% (equally weighted).

The development of an accurate cost-sharing arrangement which permits the inclusion of both reactive and

proactive police work within the formula was hampered by the absence of full operational data and data

1% The Study Group of the Executive Insight Committee representing the tri-community. Review of the SARPL:E Formula and options
for cost-sharing the services of the Codiac Regional Police
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which details the public- or officer-initiated sources of that workload data. In addition, beyond the location of
calls for service it is currently not possible to measure, in a comprehensive way, the police resources
devoted to each municipality.

New Entrants’ Policy — federal cost sharing

As noted above, Codiac Regional Police are funded by the participating municipalities, based on the
inter-municipal cost sharing agreement. The Regional Police Service Agreement requires the CRPA pay to
Canada 100% of the costs of the Regional Police Service."* Other federal/municipal cost sharing formulae
do not apply to Codiac due to the federal new entrants’ policy which stipulates a 100% municipal cost.

Although Policing Agreements, generally, have similar cost-sharing arrangements, there are exceptions.

An important element in discussion of cost is the potential content of the new policing agreements with the
federal government. To date, no content of the prospective agreements has been released by the federal
government, although in British Columbia, as has been suggested to the Study, no change to the basic
national 90/10 and 70/30 cost-sharing is anticipated. The Study was unable to determine whether the

suggestion of “no change” would apply to the three anomalies in New Brunswick and Nova Scotia.
Police Service Building Space (Accommodations)

The Codiac police building is aging and has limited space. The capital costs associated with a new building,
renovations and/or expansion of the existing building, and utilizing other facilities are currently being
examined by the City. Regardless of the future policing model, some type of upgrade and refurbishment will
be required. Consistent with a form-follows-function approach, the function of the policing service should
be determined prior to the form of the support buildings and facilities although these issues are included in

the Study’s factors influencing Council’s decision regarding the policing model.

The selection of a different policing model may cause a ripple effect on other shared services (such as the
Operational Communication Centre (OCC)) which would further affect Moncton’s facility needs. A facility
may be required to be fully operational including the housing of patrol, specialist functions, communications,
and management. Public access is an important factor to be considered. Alternatively, some functions
may occupy space at a regional office and some may be housed in other less-expensive facilities such as
an industrial park. The Study provides a range of likely costs (and as discussed previously) dependent

upon the possible range of police services to be supported by the facility.

1 Agreement Article 9.2
12 The Study was advised that Codiac is one of only three jurisdictions in Canada where the 10/90 formula for municipalities with
populations over 15,000 does not apply; municipalities with populations of less than 15,000 receive a 30/70% cost sharing.
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Given the space pressure the Regional RCMP is facing, it is evident that more space will be required to
appropriately house the Regional RCMP into the future, provided they remain the policing option of choice.
Potential costs of housing the Regional RCMP in the future range from approximately $10 million to $34
million depending on how the additional space is procured.13 In contrast, an RCMP Detachment or
Municipal Force, given the lower staff numbers may have costs of approximately $2 million to upgrade the
present facility and provide the necessary space to operate in the future. A similar cost may also be
incurred in housing the other policing service options along with rental accommodation.

Service Satisfaction

During the Study it became clear that, beyond some potential service enhancements and efficiencies, the

quality of policing service is not an issue.

Perceived lack of Local Control

Considerable concern was expressed by interviewees regarding the perceived lack of control by local
elected officials and administrative support managers over the costs of policing. It was opined that the
costs of policing were determined by either divisional RCMP, RCMP in Ottawa, Treasury Board, or the Pay
Council. Interviewees expressed a desire to have greater influence over local costing of services, planning

and reporting.

Comparing police service options

The Study examines the policing services currently provided through the CRP and compares these to a
range of comparator jurisdictions in New Brunswick and across Canada. Such comparison places the
Codiac situation in the broader context of policing so that factors such as costs or personnel numbers can
be compared. It is apparent that even in rudimentary qualitative-only analyses of police service, police-to-
population and other quantitative ratios function only in support of other measures. Measures such as
police-to- population and cost-per-officer are used in the Study as they are the most frequently-reported

statistics and permit national comparisons.

Police agencies are rarely directly comparable. However, value remains in comparing and contrasting the
approaches, services, cost and human resource details of various police agencies, provided some caveats
are considered. Factors such as demographics and even climate affect crime rates which, in turn, impact
resourcing needs. In addition, some costs may be absorbed in other budgets; for example, in a city budget
in the case of a municipal service or a divisional or regional budget in the case of a contracted service.
While the principles of some programs are transferable, care must be taken in comparing the quantitative

data.

13 City of Moncton staff
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A detailed comparison was made between the services provided by similar-sized agencies, both municipal
and contracted services. Using multiple comparators, the Study found no significant differences in the type
of services provided by the five comparator agencies. In two agencies, the communication centre budget is

reported as separate from the police budget which will have an effect on the cost comparators.

Comparative costs are further complicated by different policing models and the formulae for calculating
policing budgets vary. National, provincial, and local data sources frequently provide differing figures.
Codiac’s policing costs are higher than some comparators and lower than others depending upon the
measurement. It is recognized that policing costs are driven by a number of identifiable factors:
demographics such as single-parent families, youth under twenty-one years, employment rates, income,
and educational levels, and population density. These, and other factors, impact the level of crime, social
disorder and policing costs. The public response to crime and social disorder, to accept disorder or report
to police and even how to report, impacts the police workload. How the Council, governance authority, and
police choose to respond, by employing various programs and approaches, influences the effectiveness
and cost of policing in the community.

The personnel requirements of a police agency can be used more effectively if the agency is seen as an
integral part of a public safety continuum with the police being simply one of an array of agencies which
address community safety issues. Then, the mandate of other community agencies can be orchestrated
with that of the police and the staff utilized to focus upon the tasks required in another part of this continuum.
An opportunity that exists in Moncton is for the increased use of by-law officers to assume a wider range of
tasks some of which are currently the responsibility of the police. This allows the police to focus upon that
part of the continuum which requires the skills and authorities of a sworn police officer and allows by-law
officers to focus upon those responsibilities for which they are more specifically trained and equipped.
There are differences in salary between police officers and by-law officers. Consequently, such use of
personnel results in better use of municipal funds and enhanced job satisfaction for personnel on the

continuum.

The Police Service Agreement14 stipulates the divisions of responsibility for supply, maintenance and
ownership of police equipment and facilities. The majority of the supporting infrastructure is funded or
owned by the three municipalities and/or leased through the Codiac Regional Policing Authority (CRPA).
Resources supplied and/or owned by the RCMP/federal government are limited to personnel, personal
equipment, and specialized computer and communication systems. The ownership of data is not
stipulated. In the event of a change of police agency, replacement costs would be limited to these areas,
notwithstanding they represent significant transition costs estimated at $700Kk.

4 Assignment of Regional Police Service Agreement between the Government of the Province of New Brunswick and the Codiac
Regional Policing Authority, February 26, 2001
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The Study was advised that under the Agreement, litigation liabilities associated with policing are
assumed by the RCMP."® This would not protect the City from the costs of litigation where the City was
also named in an action. In the event that a municipal police agency is selected as service provider,
insurance is likely to cost approximately $500k per annum.

The Police Act and the Agreement provide for different approaches to oversight for municipal and
contracted services. The municipal oversight permits greater involvement in the policy and program
development of the agency. The contracted service is responsible for its own internal administration and
policy development. These different degrees of transparency and local involvement can be perceived as
positive or negative.

The oversight authority and the police executive must develop a policing and public safety approach which
understands and responds to the particular needs of the community. Effective oversight must be
established along with strategic planning approaches which add public value to the police agency. Also,
evaluation of such strategies and regular reporting to the oversight authority and to the public supports a
community relevant police service. Parallel with these strategies is an agency structure and staffing which
is designed to facilitate these requirements. These strategies must fit in with a broader municipal, regional,
and provincial vision and conform to established provincial standards.'® A crime reduction strategy which
adopts a broader approach to community crime and disorder serves to provide better orchestration of police
and other resources.

The high cost of items such as technology and the broad geographic understanding required of crime
trends and intelligence necessitate agency strategies which dovetail with the approaches employed by
agencies in contiguous jurisdictions. Mutual support and information sharing is essential. There is no
template for an ideal agency which can be moved holus-bolus from one jurisdiction to another. However,
much can be learned from best practices, and transferred with appropriate adjustments to the Moncton
context. The important factors which are likely to contribute to agency effectiveness and efficiency in an
ideal agency are delineated in the report.

'* Litigation Liability: The RSP Agreement, Article 9.3, c) The cost of the Regional Police does not include: iii the cost of any civil
action, compensation claim, ex gratia payment or claim for legal fees
'8 NB Policing Standards 2004
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Staffing levels

The national and local comparators show a range of staffing levels for agencies policing similar-sized

jurisdictions.

The determination of an appropriate police staffing level is based upon the philosophy and practices which
have been adopted by the agency. The police agency's data (for example, numbers of crimes, incidents,
and calls for service) can establish descriptors of basic workload. The oversight authority and the funder,
in consultation with the Officer in Charge (OIC) or Chief of Police, can weigh the most efficient and cost
effective methods for providing service addressing the basic workload. These methods ideally fit within a
broad strategic approach to policing which describes varying degrees of reactive and proactive services.
Approaches to consider would include: shifting and deployment models reflecting the geographic and
temporal workload; various initial reporting methods, including web and telephone reporting; various
primary response options of telephone/systems investigations; or utilizing another component of the public
safety continuum such as bylaws or community agencies in collaboration with the police. Other processes
consider the workload combined with demographic features of the jurisdiction. At this point, the number of

officers required for these functions can be calculated.

The second level of police work is the goals and priorities of the oversight authority, funder, and OIC/ police
chief should be determined. For example, enhanced investigation and protection for child-abuse crimes or
domestic violence. The resources and costs for these services can be calculated and a decision made

regarding their development and implementation.

An additional level of service relates to less-visible crimes, including such things as historical homicides
(cold cases), child pornography, or sexually-exploited youth. These areas are more difficult to define and
usually require cooperative strategies with other agencies. However, they remain an important area of

policing and public safety.

Comparison of the specific options

As discussed in the report of the Study, there are various measures of police costs. Achieving an accurate
comparable cost of policing is made more complex by difficulty in establishing a true base price. For
example, the per-officer cost in the existing model is higher than a comparative municipal agency; however,
many of the administrative functions performed in the municipal agency are performed by police staff that
would be in the Divisional Administration cost in the contracted model. This distorts the per-officer

cost. More salient is the cost per capita which measures cost for a police service to each taxpayer and

represents the total cost of policing.
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In Moncton, operational costs are higher for the existing RCMP regional option compared to other
contracted comparators; although the per capita cost is lower in Codiac than in some comparable municipal
agencies. The existing Regional RCMP would not be subject to the agency set-up costs, comprised of
items such as recruiting, training, and capital equipment. However, the current facility arrangements for the
Regional RCMP will require, at the least, refurbishing and, potentially, a new building.

Moncton policing costs, in 1997, represented 82% of the Codiac region’s costs. However, the current

Moncton policing budget is 23% less that the projected 1997 budget based on average cost increases.

The financial impact is mitigated by the cost-sharing agreement with the partner municipalities and the
greater economies of scale allow the police service to more easily provide specialised functions such as the

street crime unit which targets prolific offenders across the region.

The financial perspective is also balanced by qualitative factors such as the limited feasibility of staffing a
newly-established bi-lingual police agency. Although opinion varied amongst interviewees, the evidence
and consensus is that, given the current economic climate, employment patterns, and lack of pension
transferability, the new agency would experience considerable difficulty in training new recruits, and hiring
experienced officers and supervisory and management personnel to staff a new municipal or new municipal
regional agency. A staff overlap transition would be required, both pre- and post-implementation, for a

seamless knowledge transfer and continuity of service.

The stand-alone municipal model is inconsistent with the general trend across the country of rationalization
and regionalization of policing services intended to achieve greater effectiveness and cost efficiencies. In
addition, the Province envisions a provincial strategy for policing which discourages fragmentation of
services and incorporates enhanced sharing of data and has a foundation of mutual interagency support.
However, with regards Moncton specifically, the Ministry of Public Safety has advised the Study that any

position proffered by Council will be considered.

As detailed in the report, there are differences in the degree of oversight and administrative involvement in
policy development in a contracted versus a municipal model. It is not known if amended powers of
governance will be included in a new Regional Police Service Agreement. This may mitigate the impact of
such differences. In addition, the contracted and the municipal model could both be subject to
organisational service and efficiency enhancements as outlined in the report and summarized below.

These are topics for discussion with the negotiators of the new Agreement.

The option of the Moncton detachment of the RCMP offers a greater local focus and ascribes greater
influence of Council over a crucial cost-driver, the number of personnel. This option would also eliminate

the CRPA as one avenue of decision making currently experienced by Council in influencing such issues.,.
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However, given the importance of arms length governance, a Moncton oversight authority, such as a police
committee of Council, may assume a degree of influence over such decisions.

The third feasible option, that of a Moncton Municipal Police Force, provides a significantly enhanced focus
upon Moncton. The City would assume responsibility for all aspects of the administration and oversight of
the agency (operating within the provincial purview of governance) along with enhanced oversight in the
form of either a police committee, or a direct report to Council, or a police commission.'” Along with this
increased local focus comes the closer involvement in all aspects of the management of the agency
including human resources, finance, legal, fleet and procurement. These activities come with a cost to the
City. In addition, as with similar size municipal agencies, the Moncton municipal police will be required,
depending on budget approval, to develop within the agency or contract for specialized services such as

major crime investigation, dog services, emergency tactical response and forensics.

Although there is variation in the annual operational costs, having cognizance of factors such as the number
of officers required and the support provided by other levels of the organization, the crucial comparable
guantitative factor is the cost per capita spent on policing which represents the total cost to the municipality.
The cost of the existing model, RCMP Regional, is compared to the estimated per capita cost of other
model options. In the existing model there would be a lack of transition costs for a continued agreement
(pending proposed changes) which avoids the start-up costs and the qualitative challenges of the other new
models. The estimate for start-up ranges between $5.84m and $8.86m. This range is determined by a

number of factors such as the number of existing personnel who may transfer to the new police agency.

Two of the municipal model projections in the Report are based upon the actual budgets of Saint John and
Fredericton. These demonstrate both higher and lower costs than currently experienced in Moncton. A
third projected theoretical municipal model is based on a national comparator sample. The three models
are shown as a range of projected costs in the summary table and are examined in greater detail in
chapters 4 and 6 of the report. These are theoretical models to describe the potential range of a budget for
a municipal agency. A municipal agency is responsible for its own administration and operational support
except where such administration can be arranged with the local municipal administration. This
requirement to provide support is reflected also in the number of officers per 100k population. This tends to
be higher in such municipal examples although a different proportion of those officers would be assigned to
operational duties than a contracted police model where administrative support is provided by another area
of the organization. A municipal service is also responsible for developing and implementing a range of
services based upon projected specific community needs. The nature of these approaches influences the

resource requirements and cost of policing.

7 Unlike many provincial police acts, the Police Act in New Brunswick permits all of these options
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Decision making regarding an appropriate policing service option is not limited solely to financial
considerations. Those options which require the establishment of a new agency, such as a Moncton
municipal police force or a municipal regional police force have inherent challenges for Council and an
oversight committee. Challenges include, but are not limited to: the logistics of attracting, training and
engaging a full complement of sworn staff, provision of a bi-lingual service to the community; establishment
of supervision and management hierarchy, staffing specialist functions with appropriately selected and
trained personnel, and ensuring the adequacy of governance and oversight. Likewise, the oversight of a
contracted model also offers challenges to Council such as the limited ability to influence policy and

administration and even costing of services.

In summary, the Study examined seven options: one was ruled out because of lack of municipal jurisdiction
and funding differences (the new Regional RCMP model), and three others due to significant start-up and
ongoing human resource challenges and the uncertainty of the support and agreement of the required

municipal partners (the municipal regional, integrated, and Moncton contracted models).

Three options are brought forward for Council’s consideration:®

The Existing Regional RCMP, model #1, is considered the most effective service from an operational
perspective including the established OCC. Start-up costs are not applicable. Its disadvantages for
Moncton are the financial challenges of inter-municipal cost sharing and the potential building/capital
expenses required for the larger staffing level along with limited influence over policy development and

administration.

The Moncton RCMP detachment, model #3, is considered feasible. It is consistent with national practices
where municipalities have separate Municipal Policing Agreements augmented by inter-municipal
agreements for the shared support costs. It is considered to be operationally less effective. However, it
may provide cost-saving advantages by Council having greater control over one of the main cost drivers,
the number of officers. There are cost uncertainties dependent on the response of the two partner
municipalities, especially regarding the current OCC and other shared services. The oversight of a
Moncton Detachment, under existing Municipal Police Agreements, would be through the Mayor,19 and a
common practice is for municipalities to establish a committee of council, chaired by the Mayor, to function
as a police committee. The Moncton Detachment model may also assist with some of the building space
challenges. It is difficult to predict any effects on the City of Moncton civilian staff but sufficient lead time

should allow for changes in staffing levels or deployment to be made.

'® The summarized advantages and disadvantages for these three options are listed in the table on pages 16 & 17 and are described
in detail in the Report
% |n New Brunswick MPAs the CEO is defined as the Mayor ... or other head of the municipality however defined
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The Moncton Municipal Police Force, model #4, theoretically, is feasible and once operational may be as
cost effective as the detachment model above. The uncertainties and risks lie in the significant challenges
in recruiting appropriate bilingual staff consistent with the Provincial Policing Standards, the uncertainty of a
seamless changeover, and high start-up costs. In addition, there are cost uncertainties dependent on the
response of the two partner municipalities, especially regarding the current OCC and other shared services
and facilities.

The development of a full change plan will be the responsibility of the selected senior officer in conjunction
with the oversight authority and City administration. Such anticipated costs for the services of the senior
officer and the transition/change plan team are included in the “start-up cost” noted in the Summary table —

Costs and Service Model Options on page 20.

As the municipal model will require a transition from contract staff to employed City personnel, there will
need to be a period of overlap where new staff can become familiar with the city, its policing issues and the
modus operandi of the agency. Post implementation a number of key RCMP staff may remain in place to
assist in a seamless transition.”* This, of course, presumes sufficient municipal police staff can be located
and engaged and that such a transition process can be negotiated with the RCMP/federal government. The
number of staff required to be trained in this way is dependent upon the number of contracted RCMP

personnel who choose to transfer to or remain on secondment with the new municipal force.

In addition, specialized services are a requirement of the New Brunswick Policing Standards and this will be
a challenge for the new agency to provide immediately it is established. Based on know examples, the cost
to contract such service is estimated to be $500k to $700k per year. These figures are included in the

average annual costs in the comparator table.

It is difficult to predict any effects on the City of Moncton civilian staff. The MMPF will be smaller than the
Regional Police Service but the ratio of municipal support will increase. Sufficient lead time should allow for

changes in staffing levels or deployment to be made.

The MMPF model is examined through three theoretical costing models based on Fredericton, Saint John,
and a national comparator group of similar-sized agencies. Although the model is possible, and is included
in the discussion of the three principally preferred options, there are considerable risks in the unknown
outcomes associated with actual vs. theoretical costs. Given the latitude of the oversight authority and
prospective senior manager in determining the agency structure and staffing, a range of costs is supplied.

In addition, importantly, there are uncertainties regarding being able to adequately staff a new bi-lingual

% Noted in the table is the anticipated cost of fifty employees (both new and extended contract staff) providing overlap services for a
period of three months. This amount equals 50 personnel x $139,072 p.a. (predicted theoretical cost per officer municipal model,
below) x 3 months = $1,738,400. It is further assumed that personnel who are engaged will be experienced personnel from other
agencies and other appointees will be pre-trained at their own cost.
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organization. Overall, these conditions make the municipal model less than optimum.
The following models are considered not feasible:

A New Regional RCMP option is not thought feasible owing to a lack of logical geographic definition along
with an absence of Moncton jurisdiction with regards the decisions or the required provincial assistance to
establish equitable funding arrangements.

The Study considers that the remaining options are not practical due to a combination of high start-up costs,
cost and human resource challenges and uncertainties, and the need for support from the other

municipalities.

The Study and its findings and recommendations are based the following assumptions:

= The 2012 policing agreements with the federal government are currently being negotiated. The
content of the agreements is not yet known. Consequently, the findings and the recommendations
of the Study are based upon the current agreement. A new agreement may contain changes to
costing and administrative and oversight arrangements.

= The Study is based upon quantitative data which, as noted, has inherent inadequacies. Itis
assumed that the data used can be extrapolated to the broader view of the police workload which is
adopted here.

= The work and approaches of a police agency are significantly influenced by population size and
demographic make-up of the community. Although a range of population size is used as a basis for
analysis in the report, any significant changes in demographic will impact the accuracy of the
analysis.

The following table provides a summarized listing of the advantages and disadvantage of the three feasible
police service models. Each model involves degrees of uncertainty and factors which are uncontrollable or
may present an outcome which is beyond the control of Council. Such factors involve risk and,

consequently, affect the level of feasibility of the model.

Many of these factors are not binary, in that rather than it will or will not happen, it is the degree of likelihood
that it will occur (or will not occur) which results in the degree of risk for Council. For example, regarding the
engagement of staff for a municipal model, it is not that staff will or will not be found and engaged rather, it
is the likelihood whether a full complement with the required specialized and bi-lingual skills can be found

and employed to fill all required positions that is the issue. The greater uncertainty that an objective can be

fully achieved, the greater the risk for Council.

It will be noted that the combination of models show a range of officers from 89 to 157. The determination

of an appropriate staffing level is further described in chapter 7.11 of the Report.
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Principal feasible policing service options

Option from
narrative above

Advantage

Disadvantages

1

Existing Codiac
Regional RCMP

Start-up costs are not applicable
Operations costs will not be affected
subject to new RPSA

Infrastructure is in place

Codiac Region would maintain a
seamless police service

Bilingual service is the responsibility of
the contractor

Additional resources available for serious
crimes and concerts

The RPSA permits transfer of personnel
into the City to complement local staff on
emergencies

Lack of control over costs other than
determining the number of police officers
through the Codiac Regional Policing
Agreement®!

Lack of the federal 90/10% cost-sharing
and arrangement

Lack of satisfaction with the municipal
cost-sharing formula

The RPSA permits transfer of personnel
from the City to complement staff in other
locales on major emergencies.

Limited involvement in, or influence over,
the administration and policy of the
contracted service.

Flow through of personnel22

May present space challenges in the
police building.

3

Moncton
Detachment RCMP

Greater City control over the numbers of
officers provided under the MPA

The RCMP infrastructure is in place and
can be adapted to the new model

Clarity of financial responsibilities for
Moncton policing

Building space challenges may be eased
Bilingual service responsibility of the
contractor

Additional resources available for serious
crimes and concerts

The MPA would allow the redeployment
of policing resources to Moncton in the
event of an emergency.?

A separate inter-municipal cost
agreement will be required if the shared
services are continued

Specialized units will be required for
Moncton but will need to be formed from
a smaller pool of officers

If three discrete detachments operated
from the existing Moncton police station,
operational efficiencies would be lost and
the challenge of separating
administration and equipment would be
significant

Contrary to the provincially-led
rationalization and regionalization of
police services

Lack of the federal 90/10% cost-sharing
arrangement

May have political consequences, in
particular, with the relationship between
Moncton and the City of Dieppe and
Town of Riverview with respect to
sharing of other municipal services and
joint initiatives benefitting the Greater
Moncton area.

2 |n working through the Regional Police Authority, the City of Moncton has an additional level of process in impacting the number of

2

Eolice officers, compared to option 3
For further discussion of personnel comparators see report chapter 7.

% RPSA Article 6.0 Emergencies
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7. Unknown effect on the current of OCC
function

8. Limited involvement in, or influence over,
the administration and policy of the
contracted service.

9. The MPA would allow the redeployment
of policing resources from Moncton in the
event of an emergency or special
event.”*

10. Flow through of personnel

1. HR challenges in locating/attracting/
employing personnel for start-up
bi-lingual service.

2. High start-up costs

3. Uncertainty and risk over actual
compared to projected costs

Greater City control over the numbers of | 4 Contrary to the provincially-led
officers employed ratlppallzatlop and regionalization of
Clarity of financial responsibilities for policing services o .
. Moncton policing 5. Contra_ry to the env.|5|on§d futur_e delivery
N Locally focused policies of service as described in the Finn
Moncton Municipal Local oversight body Report

Police Force More stability/longevity for personnel 6. Policing in the Codiac metro community,
within the community the Moncton CMA, and the region would
Building space challenges may be eased be fragmented

7. Unknown effect on the current OCC
function

8. Loss of economies of scale in the metro
area

9. Fewer opportunities for specialized
advancement for personnel

10. Bilingual service challenges

11. The City assumes responsibility for
administrative functions of the police

12. Limited resources to staff special events.

Each model requires start-up actions. The report proposes that even the existing model will require the

consideration, negotiation and implementation of proposed enhanced efficiencies (chapter 7). Some

models will require a more expansive start-up process than others.

% RPSA Article 6.0 Emergencies
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Summary table — Costs and Service Model Options

The three feasible police service model options (1, 3, and 4) are summarized in the following table. The

table contains a number of assumptions and conditions.

Unless otherwise specified in the report, police costs are based on 2008 dollars, as reported in Police
Resources Canada, produced by Statistics Canada. The existing Codiac Regional RCMP model is based
on actual budget information (total $22,790,586.00) supplied to the Study. It is understood that the 2010
cost sharing percentage is 74.5%. However, as 2008 data is being used, the cost sharing percentage from

that period is used in the examples, excepting capital cost.

The range of cost for capital expenditure, refurbishing and extending the building ($10m), or replacing the
headquarters building ($34m), are based on the 2010 cost share formula. An annual cost for headquarters
replacement is estimated at $1.77m, on a 25-year amortization period and assuming a 5% interest rate.
The annual cost, rather than the total estimated cost for headquarters replacement has been included in
Model 1.

The 2008 population for Moncton is estimated at 64,128, based on City of Moncton public source
information. Codiac population is determined to be 104,650, as detailed in Police Resources Canada

(2008). Percentage of population, Moncton to Codiac is 61.3%.%

As detailed in the report of the Study, data for the Moncton Detachment RCMP model option is presented
as a theoretical range based on a cost-share model and a percentage-of-population model. Data for the
Municipal Police model is presented as a theoretical range based on an amalgam of a national comparator,
and the Fredericton, and Saint John models. It must be emphasized that these are theoretical models
converted to the Moncton context for the purpose of discussion by Council. They are not options for models
that can be simply transported and implemented in Moncton, but they do provide a basis for discussion on
the theoretical costs involved. The structure, form, and staffing of the new agency will be determined by the
oversight authority and senior manager. There are other unknown potential capital costs based on
downstream effects from Dieppe, Riverview and OCC requirements which would result in further

cost-sharing negotiations.

As detailed in chapter 6, the range of police officers in each model option is based on number of officers per
100k population. As discussed in the report of the Study, there are a number of factors involved in
determining the number of officers required. Codiac Regional RCMP with 147 officers currently has a ration

of 140 officers per 100k population. Moncton, on the cost share basis utilises 75% of these resources

% There may be slight differences between local and national figures. In order to provide national comparators the national figures are
usually used; the sources of figures in the Report are footnoted
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(110). This raises the rate of officers in Moncton to 172 per 100k population. In the Moncton Detachment
RCMP cost share model, approximately 75% of existing police resources (147) would provide 109 officers
(170:100k population). The Moncton Detachment RCMP model based on percentage of population
(Moncton 64,128/Codiac 104,650=61.3%) provides 89 officers (139:100k population). %

In the Municipal Police model, the range in start-up cost, in particular, recruiting and training is a function of
the number of existing RCMP officers who transfer from Codiac Regional RCMP to a new municipal police
model. The range anticipates 20, 40, or 65 officers transferring to the MMPF. A lesser or greater number

will, negatively or positively, impact start up costs.

Transition costs — the additional cost to ensure sufficiency of personnel at the commencement of a new
municipal police model through the pre- and post-implementation personnel overlap, in addition to payment

for existing police service, as discussed in chapter 6, are estimated at $1.7m.

% Note: figures are rounded to closest whole number
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Summary table — Costs and Service Model Options

Model 1
Existing Codiac |  Model 3(A) Model 3(B) Mﬁgﬁ:féﬁ) M,\?Igﬁ'cfo(r?) Mﬁgﬁ'cﬁ)(?
Regional Moncton Det. Moncton Det. S S S
Actual and RCMP RCMP RCMP Municipal Municipal Municipal
Theoretical (Calculated as Cost Share % of Po Police Police Police
Models P National Fredericton Saint John
75.69% of Model Model
Comparator Model Model
the Total
. Model
Codiac cost
Yearly
?gggg'o"a' COSIS | 17252473 $17,281,078 $14,434.631 $14,129,304 $15,104,935 $19,592,500
gggg LU $156,485 $158,542 $162,187 $139,072 $110,255 $124,793
Total annual
%‘iﬁ%ﬁ,;ﬁ’s‘ $28,142,667 $29,032,760 $24,250,653 $23,673,465 $25,419,771 $32,954,584
Annual capital
expenditure,
e $1,773,811 N/A N/A N/A N/A N/A
($25m building)
Annual capital
expenditure
T N/A $259,009 $259,009 $259,009 $259,009 $259,009
($2m reno bldg)
Govern/Oversight included $125,000 $125,000 $125,000 $125,000 $125,000
ﬁg:t“a' average | $29916,478 $29,416,769 $24,634,662 $24,057,474 $25,803,780 $33,338,593
Start-up costs:
Recruit %’ 443k — 1.1m 443k — 1.1m 443k — 1.1m
Training % 1.01m-1.86m | 1.01m-1.86m | 1.01m —1.86m
Kit 398,000 398,000 398,000
Capital equip. 700,000 700,000 700,000
Police Com/Bd N/A N/A N/A 100,000 100,000 100,000
Project mngt *° 400k — 1m 400k — 1m 400k — 1m
Media/Public 250k — 500k 250k — 500k 250k — 500k
Staff overlap 1.7m 1.7m 1.7m
it SR 50m-7.36m | 5.0m-7.36m | 5.0m—7.36m
costs
Number of
officers 110 109 89 102 137 157
Officers per 100k 171% 170 139 158 214 245
Ave’ Cost per
officer 2012.2022 $271,968 $269,879 $276,794 $235,858 $188,349 $212,348
Cost per capita
(average pop.
2012202 = $442 $435 $364 $355 $381 $493
67,687)

?" Dependent on number of officers direct entry from existing Codiac Regional Police

% As above. Note chapter 6.4.7 describes the challenges in facilitating training regardless of cost
# Transition/Project management is over two year time frame

%0 Other additional start up costs may be incurred, see Chapter 6.

3 Codiac Region has 140 officers per 100k population. Moncton, on the cost share basis utilises 75% of these resources (110). This raises the rate of

officers to 100k population in Moncton to 171
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Conclusions and Recommendations

The existing Regional RCMP model is the most viable operational option presenting the least overall risk to
Moncton.

The RCMP detachment is potentially the most cost-effective model when all items are considered, and
ameliorates risk in that it provides the City of Moncton greater control of the service and removes the current
inter-municipal cost-sharing. However, the future of the other shared services, primarily the current building

and the OCC would be subject to new negotiations.

The municipal force is potentially cost effective but the uncertainty and risk, cost and complexity of start up

and on-going management and supervision make it less than optimum, in terms of accrued risk to Moncton.
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