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[bookmark: _Toc108588899]EXECUTIVE SUMMARY
This resource review focused on the RCMP, Fire & Rescue Services, Bylaws and Community Safety Officers in the city of Penticton. The project was conducted during the time period November, 2021 and May, 2022. It involved the administration of a community survey, focus groups sessions with community stakeholders, and interviews with key resource persons. Documentation on the operations of these agencies was also accessed and reviewed. The review proceeded on the basis of two fundamental principles: (1) that police, fire and rescue, bylaw and community safety officer services should ensure that existing resources are being used as effectively and efficiently as possible; and, (2) that any new resources be targeted for specific areas where analysis has revealed there are gaps in service delivery, with metrics to assess the impact of additional resources. The overall objective of the project was to generate materials that will assist municipal council and the City in their efforts to ensure the safety and security and quality of life for all community residents.
The Community
[bookmark: _Hlk108812377]The results from the community survey (N = 815) and contributions from community members in focus groups revealed a high level of concern about crime and safety in the community. Most persons do not feel that it is safe to be downtown in Penticton at night. Women feel unsafe walking alone in their neighbourhood at night. There are concerns about the efficacy of the Community Safety Officer (CSOs) program and also about a misalignment between what community residents would like the RCMP to be doing, e.g., high visibility policing and community policing, and what they feel police are actually doing. 
[bookmark: _Hlk108812416][bookmark: _Hlk107896050]There is, among community residents, considerable expertise that could be mobilized to address the challenges in the community. This would best be accomplished with the creation of a Community Safety and Well-being plan (CSWB).
The Police
[bookmark: _Hlk108812827][bookmark: _Hlk108812863][bookmark: _Hlk108812890][bookmark: _Hlk108812948]The project team found that the Penticton (also referred to as ‘the City’) detachment has a strong senior management team as well as dedicated and professional sworn and civilian members. An overall impression of the project team, however, is that time and events have caught up with the municipality. Today the City is considered to have what has been traditionally referred to as “big city” challenges. A review of the materials gathered for this report in interviews, focus groups, and statistical analysis of the detachment’s data resulted in the identification of several significant gaps in the detachment’s capacities. This includes the ability to adequately respond to demands for service, engage in proactive community engagement, develop strategic partnerships, and to implement effective crime prevention, crime attack, and crime response strategies. Chronic understaffing of sworn officers is also placing the mental health of officers at risk. 
The civilian units in the detachment are well managed. This mitigates, somewhat, the increased workloads and stressors that are being experienced by personnel. A review of the units revealed the need for three additional positions. 
[bookmark: _Hlk108817495][bookmark: _Hlk108817507][bookmark: _Hlk108817530][bookmark: _Hlk108817474]At present, the Penticton Detachment has near zero community policing capacity and does very little proactive, problem-solving policing. Over 50% of the calls for service have a mental health component and many of these do not require the presence of a law enforcement officer. A major challenge for the detachment is calls for service related to issues in the downtown area of the City. 
A key feature of the policing environment is the growing number of at risk and vulnerable persons, particularly in the downtown core of the City. The absence of a strong infrastructure of residential and community-based treatment facilities, programs and services is a disconcerting feature of the current landscape and this has a significant impact on the demands being made on the police.
The effective use of resources requires that the detachment develop a community policing plan. This would be a component of more broad community safety and a well-being plan. These plans can provide the framework for the delivery of police services as well as set parameters for police involvement in addressing the larger quality of life and social issues in the community. The community safety and well-being plan would identify the roles and responsibilities of all stakeholders in addressing the challenges facing the municipality and facilitate the development of proactive, problem-solving approaches.  
[bookmark: _Hlk108812525]A tiered policing model, within which there is interoperability among bylaw officers, CSOs, and RCMP members provides the best opportunity to reduce the demands on patrol officers, improve their capacity to effectively respond to calls for service and investigate case files, and provide broader coverage in the community.
[bookmark: _Hlk108817662]Any request for additional resources should be firmly grounded in data that indicate specific areas where there are gaps in the ability of the police service to fulfill its mandated and assumed responsibilities. It is incumbent upon the detachment to ensure that existing resources are being utilized as effectively and efficiently as possible and to demonstrate the impact of any additional resources via report backs to municipal council. It is not a best practice for municipal councils to provide “generic” resources. As one observer has noted, “The days of the blank cheque are over.” To this end, any additional resources provided to the Penticton RCMP detachment by the municipality should be targeted to specific areas. 
The at-risk / high needs / vulnerable population in the area is growing. It will require a coordinated response involving all levels of the municipal and provincial governments. It also requires the development of a community safety and well-being plan that would identify the roles and responsibilities of all stakeholders in addressing the challenges facing the municipality within a long-term, problem-solving framework. 
Fire & Rescue
[bookmark: _Hlk108812655][bookmark: _Hlk108812577][bookmark: _Hlk108812707][bookmark: _Hlk108812728]In Penticton, as in other communities across North America, there has been a significant decrease in the number of structural fires. In 2021, they accounted for 1% of calls for service. Despite this, Fire and Rescue services continue to be focused on fire suppression. This is reflected in recruitment, training, equipment, and requests for additional resources. A majority of calls for service to the Penticton Fire and Rescue Service are medical, and a large majority of these are overdoses. Given the provincial underfunding of ambulance services, this is unlikely to change and may even accelerate with the adoption of safe drug supply policies and the decriminalization of possession of small amounts of drugs.
[bookmark: _Hlk107998849]A challenge is to ensure that the city has proper fire protection while at the same time adapting the service to the reality of the demands for service. It is not a good return on investment (ROI) to send a pumper truck with three firefighters to a nosebleed or drug overdose. Fire and rescue services are adapting to the new reality and the recommendations in this report are designed to reflect this. 

Bylaw Officers & Community Safety Officers
Penticton Bylaw Services is a best practice, evidence-based agency that is exceptionally well-managed, makes a significant contribution to community safety, and provides an excellent ROI for the municipality. The municipality should continue funding support for the agency. No major changes are required in how officers are recruited, trained, and deployed.
The CSOs program was implemented in the absence of a business plan. As of Spring, 2022, the officers had no legal authority and were attempting to be both enforcement agents and to build relationships with vulnerable and at-risk persons. Reconciling these two roles may not be possible. The absence of any legal authority may have liability implications for the municipality. The results of the community survey revealed that residents have little idea of the mandate and role of the CSOs, and they have little confidence in these officers having an impact on the issues facing the community, particularly in the downtown core.
[bookmark: _Toc108588900]REVIEW FINDINGS & RECOMMENDATIONS
The project’s findings and recommendations from the resource review are set out in the following tables.
[bookmark: _Hlk108047688][bookmark: _Hlk108288698]RFR Table 1. Review Findings & Recommendations – The Municipality 
                  Finding						 Recommendation
	The City does not currently have a Director of Community Safety who would coordinate the agencies, programs, and initiatives related to community safety. At present, there are five separate reporting lines to the Chief Administrative Officer. This can lead to siloing and the absence of a coordinated plan and effort.
	Create the position of Director of Community Safety, modelled on the position of this title in Kelowna, Prince George, and other municipalities. The person in this position would be responsible for coordinating the City’s multi-faceted approach to community safety and lead the development of a community safety and well-being (CSWB) plan.


	The City does not have a CSWB that would provide a framework for a collaborative effort by the municipality and the province to address changes in the community and to ensure that resources are used effectively and efficiently.  
 
	The City, in collaboration with community stakeholders, including persons who are at-risk and vulnerable, should develop a CSWB plan. This initiative should be led by a newly appointed Director of Community Safety.

	It appears that, at times (and in the case of the CSOs program) municipal council does not require detailed business plans for community safety initiatives that are requesting funding support. Such plans would include the rationale / objectives / performance metrics / outcome measures, an evaluative component, and a report back to council.
	Any request for resources made to municipal council for police, Fire and Rescue, Bylaw officers and CSOs or new community safety initiatives should be accompanied by a detailed business plan, including an evaluative component and a report back to Council requirement.

	Concerns were expressed by many community stakeholders that there was no plan for how the needs of vulnerable and at-risk persons would be met and how this interfaced with the community planning process.  
	The City in collaboration with provincial agencies, should develop a strategic plan that sets out a framework for developing and sustaining programs and services for vulnerable and at-risk persons. This plan should be incorporated into the City’s overall planning process. 

	[bookmark: _Hlk108817935][bookmark: _Hlk108817971]There are gaps in service capacity in areas that, legislatively, are within the purview of the provincial government. This includes the provision of services for persons who are experiencing homelessness, addiction, and/or mental health issues. 
	[bookmark: _Hlk108817904][bookmark: _Hlk108818007]The City should consider, on a selective basis, funding initiatives to improve safety and security and the quality of life in the community. This includes funding a Peer Navigator position for the public library and hiring two crisis intervention workers who would respond to non-enforcement mental health calls for service similar to the CAHOOTS program in Oregon.

	Municipalities across the province have, and are, developing innovative approaches to address the challenges associated with homelessness, addiction, and mental health. 
	[bookmark: _Hlk108818036]Review the initiatives taken by other municipalities in the province to address issues, including homelessness, addiction, mental health, and disorder. The municipalities of Kelowna, Vernon, and Maple Ridge have developed innovative approaches that could be studied.  


	There is considerable potential for the municipality to develop collaborative partnerships with a wide range of community stakeholders to create innovative public safety initiatives. 
	Engage in “outside the box” thinking and empower City staff to explore innovative sources of funding and partnerships. Explore collaborative partnerships with community stakeholders, including School District 67, Okanagan College, and the private sector.


	The challenges facing the community are complex and multi-faceted. A coordinated effort involving the City and provincial agencies provides the best opportunity to successfully address the challenges and maximize opportunities for innovative initiatives. 
	[bookmark: _Hlk108818072][bookmark: _Hlk108818106]Every effort should be made to improve collaboration, coordination and communication with provincial agencies, including Interior Health (IH) and BC Housing, while at the same time asserting the interests and priorities of the community. The creation of a CSWB plan would crystallize the priorities and capacities of the City.


	The municipality does not have a plan to strengthen neighbourhoods so that residents can be involved in a substantive way in improving the quality of life in the community. 
	The City should consider developing a plan to strengthen neighbourhoods. This plan could be a component of a CSWB plan. 


	Community residents are a vital stakeholder in community safety and their experiences and perceptions are important considerations in the formulation of City policies and programs. 
	Continue administration of annual community safety surveys to record and facilitate a response to trends in community perspectives and experiences. 


	[bookmark: _Hlk108818154]Provisions in the province of British Columbia Municipal Police Services Agreement give municipal councils a role in setting policing priorities for the community. 
	[bookmark: _Hlk108818225]Municipal council should ensure there is an ongoing dialogue between the city and the Officer in Command (OIC) of the detachment regarding policing priorities for the City.

	Although beyond the scope of the review, private security can be a component of the Continuum of Public Safety in the community.
	The City should develop a strategic plan for the effective and efficient use of private security and ensure interoperability with Bylaw officers, CSOs, and RCMP officers. 

	[bookmark: _Hlk108818257]There is some triaging of calls for service through online reporting, the referral of calls for service to Bylaws, and at the front counter of the detachment. The detachment has the highest level of online reporting in the province.  However, the increasing number of calls for service has strained departmental resources and, in the case of the RCMP, officers responding to calls that are not enforcement related. The “See Something, Say Something” campaign has inadvertently contributed to this, with persons most likely to call the police.
	The municipality should consider creating a 311 call centre that will refer calls to the most appropriate department or municipal agency. This will reduce the police call load. 

	A common phrase that was used by many stakeholders in the community was that the municipality should have “the hammer and the heart”: holding persons accountable for their behaviour while at the same time ensuring that the resources were available to address the needs of persons experiencing homelessness, addiction, and/or mental health issues.
	[bookmark: _Hlk107494509]The municipality should ensure that there are resources for both enforcement and assistance.

	[bookmark: _Hlk108818494]A Continuum of Public Safety involving private security, bylaw, and community safety officers, as well as police officers would facilitate interoperability and increase their impact on community safety. 
	The municipality, in collaboration with public safety partners, should create a Continuum of Public Safety document that will improve the interoperability, effectiveness, and efficiency of community safety initiatives.

	There is currently limited interoperability between municipal public safety and service initiatives and the programs and services provided by the provincial government, in particular Interior Health.
	The municipality should work with provincial agencies to develop a strategic plan to ensure interoperability of initiatives and the potential for collaborative programs and services.



[bookmark: _Hlk108047727]RFR Table 2. Review Findings & Recommendations – The Community
	79% of the population believes crime in Penticton has gone up / gone up a great deal. This aligns with the actual statistical increases in crime in the community.
	This is a significant finding from the study and should be a priority for municipal council. Fear of crime has a significant impact on the quality of life in the community and to impact the tourism industry, which is a major source of revenue for the City.

	Most people who completed the community survey feel unsafe / not at all safe in the City’s commercial Main Street area, shopping alone at night in the downtown core, or walking alone in the Lakeshore area.
	A community safety plan should be developed involving a tiered policing approach (private security, Bylaw Enforcement Officers (BEOs), CSOs, and RCMP officers) to increase visibility in high trouble areas and to provide reassurance to residents and visitors. A primary objective of this plan is to ensure interoperability between public safety entities.

	Compared to men (28%), women (62%) feel unsafe walking alone at night in their own neighbourhood. This reveals that it is not just the downtown area that is perceived to be dangerous.
	Creating safe neighbourhoods should be a priority of municipal council. The strategies to accomplish this would be a component of a CSWB plan.  

	Nearly one-third of women (29%) feel unsafe shopping alone downtown during the day and this figure increases to 80% of women who don’t feel safe shopping alone downtown at night. 
	A CSWB plan provides the best opportunity to address the high levels of fear of crime and disorder, which are correlated with an increasing crime rate. 

	The main reasons community residents don’t report crimes to the police is they did not think “anything would happen” (19%), the incident was too minor, or “the police were too busy with more important things.”
	This is a common finding in victimization studies. A tiered response, in which there is interoperability between bylaws, CSOs, and RCMP members could increase crime reporting.

	A high percentage of community residents feel there is duplication of services between fire and ambulance services. This is likely due to Fire and Rescue being dispatched to a high number of medical calls for service. Given the chronic underfunding of ambulance services by the provincial government, this is unlikely to change in the near future.
	This report recommends that the City fund a Fire and Rescue rapid response unit. This will reduce wear and tear on the larger trucks. 

	Community residents give the RCMP low marks for proactive engagement with the community.
	Concerns about the police not being proactively engaged with the community should be taken seriously, as this can undermine police legitimacy and public confidence in the police.

	Community residents lack information on public safety initiatives, including the community safety officer program.
	The City should ensure that there is a robust communications strategy to keep citizens informed about public safety initiatives. 

	The mental health of persons in the community and homelessness were the top two concerns of community residents going forward. 
	For a variety of reasons, including gaps in provincial service delivery, the municipality should explore ways to increase its capacities to address these two issues. The recommendations in this report that the City fund a two-person mental health crisis team and a Peer Navigator for the library reflect this approach. 


[bookmark: _Hlk108047854]
RFR Table 3. Review Findings & Recommendations – The Policing Environment 
                       Findings					Recommendations
	A distinguishing feature of the policing environment is tourism, which in the aftermath of COVID-19, will double the municipality’s population during summer months. This contributes to the already heavy workload of the officers and civilian support staff.
	To ensure the safety of community residents and visitors, there must be interoperability between private security, Bylaw Officers, CSOs, and sworn officers. Uniform visibility and reassurance policing will increase feelings of safety and security.  

	The challenges of homelessness, addiction, and persons with mental illness are placing increasing demands on the detachment, its officers, and civilians.
	[bookmark: _Hlk107896235]The detachment should continue its efforts to expand its capacity to engage in collaborative partnerships with non-government organizations (NGOs) and other agencies and services to effectively respond to the needs of this vulnerable and at-risk population. The detachment should resist being drawn into resource-intensive areas that are within the mandate of the provincial government.



	During the period 2017–2021:
· Penticton had (and continues to have) a much higher level of calls for service and Criminal Code occurrences than other RCMP-policed municipalities.
· Total Criminal Code occurrences in Penticton increased by 37%.
· Officer criminal caseloads increased by 10% annually. 
· There was a 34% increase in workload per member (case burden) when compared to an 8% average increase for all E Division (BC-RCMP) municipal detachments over 15,000 population.
· There was a 63% increase in violent crime case burden per member in Penticton between 2017 and 2021, compared to the BC-RCMP average of 36% for municipalities over 15,000 population. 

The trend line provided by this report suggests that at this rate, Penticton municipal RCMP needs may continue to significantly outpace rural policing needs for the detachment, highlighting the needs for additional police resources if current policing practices continue, including no change to social-mental health related issues.

	A multi-faceted approach is required to address the challenges being faced by the detachment. This report makes several recommendations designed to reduce the demands for service on the police, including the development of alternative response options.

	
	





[bookmark: _Hlk108047894]RFR Table 4. Review Findings & Recommendations – The Detachment 
                        Findings					Recommendations
	The sworn members and civilian employees in the Penticton Detachment are dedicated professionals who, in many instances, are unable to meet the service demands placed on them. 
	Every effort must be made to provide the sworn members and civilian employees with the resources and strategies to be successful. Most notably, the detachment needs to regain its capacity for proactive community engagement and community policing. Recommendations set out in this report are designed to accomplish this.

	A lack of resources to effectively respond to increasing service demands is having a significant impact on the mental health of sworn members and civilian staff. Approximately 20% of the sworn officers are on leave, 10% of whom have mental health related issues. Civilian staff are also challenged with the demands of their positions.
	Sworn members and civilian support staff should be provided with the necessary resources to respond to the demands for service that have been documented in this report. Particular attention should be given to ensuing the mental wellness of sworn and civilian members of the detachment.

	Although the detachment enjoys the support and confidence of the community, this may be at risk if crime rates keep increasing. All communities have a “tipping point” where residents feel unsafe and are concerned about the ability of the police to keep them safe.
	There are several initiatives that the detachment, in collaboration with community stakeholders, can implement to increase citizens’ feelings of safety and security and their trust and confidence in the police. These are included in recommendations in this report.

	The detachment is currently under-resourced and has difficulty meeting shift minimums. Officers are reluctant to take shifts on an overtime basis due to mental fatigue. This impacts the ability of the detachment to respond to service demands from the community, to development strategic partnerships with the community, and to implement and sustain effective crime prevention, crime suppression, and crime response strategies. 
	This report contains specific recommendations to reduce the call load on officers. reduce the call load of officers. There are alternative response measures that can lessen the call demand on the detachment, including a 311 call centre, interoperability with bylaws, CSOs, and private security; and a robust restorative justice program.
Innovative municipal approaches are required to address persons who are experiencing crises.


	Civilian units in the detachment are experiencing increasing workloads which, if not effectively managed, can impact police operations and employee mental health. 
	Four additional positions are recommended for civilian units in the detachment: two Operational Team Leads, one Records Clerk, and one Disclosure/Transcription Administrator. 

	[bookmark: _Hlk108818987]In contrast to the civilian members of the detachment, the Regular Members (sworn officers) have lower levels of morale and are less satisfied with the workplace culture.

	The implementation of alternative call response options should lessen the workload of the sworn officers and provide them with more proactive time to do community-focused policing.



[bookmark: _Hlk108047910]RFR Table 5. Review of Findings & Recommendations – Community Policing 
                     Findings				      Recommendations
	The detachment currently has virtually no capacity to do community policing, including proactive community engagement, police-community partnerships, crime prevention and problem-solving. Previously existing programs and units have been discontinued and officer resources directed to front-line call response.  
	The detachment should develop a community policing strategy that would include prevention, enforcement, and the identification of current and potential collaborative partnerships. This strategic plan would be a component of a larger CSWB plan. The additional resources recommended in this report should be used in support of this effort.

	The previous Community Support Response Team was disbanded. 
	Funding should be provided for four sworn officer positions for a Community Policing Team.  These officers would focus on community engagement and community policing. There are several models that could inform this, including the Neighbourhood Empowerment Teams used in the Edmonton Police Service and the Toronto Police Service Neighbourhood Police Officer program. These officers should be assigned to specific geographic areas of the City for sufficient periods of time to facilitate the development of police-community partnerships and neighbourhood-specific programs and interventions. 

	[bookmark: _Hlk107896340][bookmark: _Hlk108819054]Research studies have found that School Resource Officer (SRO) programs can have a significant impact on the quality of life in the school community, improve student and teacher morale, have a positive impact on student behaviour, and are valuable in identifying at-risk youth. A key feature of best-practice SRO programs is that the same officers remain in the program for an appreciable period of time. Best-practice SRO programs involve officers who have a special interest in youth and families.

The detachment’s previous SRO program was highly valued by school administrators, teachers, and students. 

	[bookmark: _Hlk108235436]Funding should be provided for one SRO position to cover both high schools. An SRO officer should be selected who intends to remain in the program for several years and who is not intending to transfer in the immediate future. An effort should be made to select an officer for the SRO program who has a demonstrated interest in working with youth and families. During the summer months, the SRO would assist the Youth Liaison Officer (YLO).

In addition, every patrol officer should identify a school which they will attend when available under an “adopt a school” program. The creation of alternative call response options should create the opportunity for patrol officers to have more proactive time in the schools. 

 

	The detachment previously supported the position of YLO. However, this position was collapsed and the officer assigned to frontline patrol.
	Funding should be provided to re-instate the position of YLO. 

	The detachment operates no community police offices, having closed one that was previously located downtown. There is a need for the detachment to develop a community outreach / engagement capacity. Police services have had success with mobile vans that can locate at events and provide high visibility. Some vans dispense hot chocolate in the winter and ice cream during the summer months. In many instances, these vehicles are donated by a service club or local car dealership.
	Bricks and motor community police offices do not provide a good ROI. These offices are stationary, rely on walk-in traffic, and do not reach the larger community. The municipality in collaboration with the RCMP should explore acquiring a community policing van that would situate at events, in neighbourhoods, and in high pedestrian traffic areas. 



[bookmark: _Hlk108047959]RFR Table 6. Review of Findings & Recommendations – Police Response to Calls for Service
Findings					Recommendations
	The detachment is experiencing increased calls for service. Given the growth projections for the City and the increasing numbers of tourists who come to Penticton, it is likely that the demands on the detachment will continue to increase.
	The City should support efforts to develop alternative call response capacities to divert calls away from sworn officers that are best responded to by other trained professionals. The detachment currently responds to a high number of mental-health related calls that would be better managed be managed by a municipally funded mental health crisis intervention team and a PACT patrol unit.


	Currently, all calls for service are dispatched by the communications centre. There is little or no triaging of calls for service. Officers are being dispatched to calls for service that do not require an enforcement presence and could more efficiently be responded to by non-enforcement personnel. A consequence is that patrol officers have little or no opportunity for proactive, community-focused policing. 
	The detachment should establish a system for triaging calls for service, including developing interoperability with bylaw and CSOs and establishing a telephone response capacity. This tiered model of policing will increase the effectiveness and efficiency of bylaws, community safety officers, and sworn officers.

	There is currently a restorative justice program that operates out of the RCMP detachment. The program has been beset by challenges that have limited its effectiveness as an alternative response option, including a high turnover of coordinators and a lack of referrals from sworn officers. 
	Every effort should be made to strengthen the restorative justice program, including taking the necessary steps to increase officer referrals to the program. A former RCMP member has recently been hired at the RJ Coordinator and their efforts to increase officer and referrals from other sources should be supported. 



RFR Table 7. Review of Findings & Recommendations – Addressing Needs of At-risk & Vulnerable Populations
[bookmark: _Hlk108047220]                        Findings					Recommendations
	Similar to their municipal and detachment counterparts across the province, Penticton RCMP are responding to an increasing number of calls for service involving at-risk and vulnerable persons. This includes persons who are homeless, mentally ill, and/or addicted. These increasing demands are due, in part, to downloading that has occurred due to the provincial government not providing adequate funding for mental health and social services, housing, treatment, and other services. 
	The role of the detachment in responding to at-risk and vulnerable populations should be clearly set out in a CSWB plan. The police should not be the default for the failure of other agencies to provide sufficient resources to fulfill their legislated mandate.    



RFR Table 8. Findings & Recommendations – Bylaws & Community Safety Officers 
          
 Findings 				            Recommendations
	Penticton Bylaw Services is a best practice, evidence-based agency that is exceptionally well-managed, makes a significant contribution to community safety, and provides an excellent ROI for the municipality. 
	This report makes no recommendations on how Bylaw Officers are recruited, trained, and deployed.


	The CSOs program was implemented in the absence of a business plan. As of Spring, 2022, the officers had no legal authority and were attempting to be both enforcement agents and to build relationships with vulnerable and at-risk persons. Reconciling these two roles may not be possible. 
	The City should consider pausing the hiring of any additional CSOs until the completion of a business plan that sets out the rationale for the program, the mandate and role of the CSOs, the parameters of their activities, and how the effectiveness of the program will be measured.

	The CSOs’ absence of any legal authorities may have liability implications for the municipality. 
	[bookmark: _Hlk108819458]The City, in collaboration with the Manager of the Bylaw Services, should develop a proposal to the provincial government requesting Special Municipal Constable status for the CSOs. The document should set out the competencies and skill sets required of officers with that designation.  

	Despite BEOs and the CSOs sharing the same building, there is limited interoperability between the two entities, which is having a significant impact on their effectiveness and efficiency. 
	The Manager of Bylaw Services should develop an action plan to address the division and friction between the BEOs and CSOs and to foster interoperability. 

	The results of the community survey revealed that residents have little idea of the mandate and role of the CSOs and little faith that the CSOs would have an appreciable impact on the issues in the community.

	A communication plan should be developed in collaboration with the Manager of the Bylaw Manager to educate the community on the mandates and roles of BEOs and CSOs. This could be a component of the CSWB plan. 



[bookmark: _Hlk108052875]RFR Table 9. Findings & Recommendations – Fire & Rescue 
               Findings				                    Recommendations
	The large majority of calls for service to which Penticton Fire and Rescue Service (PFRS) responds are not fire related but involve a medical occurrence, very often drug overdoses.  On average, 1% involve a structural fire. That said, the PFRS must have the capacity to respond to low frequency, high impact events. The PFRS service has a duty of care to the community.

The increasing demands for service being made on PFRS are in large measure the result of inadequate provincial emergency health services (EHS), most notably BCAS  resources. This results in the municipality subsidizing a provincial responsibility.

There is a seasonality dimension to the demands on PFRS, with the increased numbers of visitors to the community during the summer which is also the time of greatest risk of wildfires and increased marine-related calls.

The increased demand load on PFRS is impacting the ability of the service to maintain a high standard of training and other service delivery, including building inspections. It is also impacting the mental health and well-being of fire and rescue personnel.

.


	The PFRS should develop a strategic plan for resources and resource deployment that reflects the demands for service that are being made on the agency. 


The PFRS should collaborate with the municipality, Bylaw Services, the RCMP, and the ambulance service in the development of a framework that will increase interoperability among all the agencies.

Municipal council should make representations to the provincial government to increase ambulance capacity in the City. One option would be for the municipality to invoice the provincial government for the expenses associated with PFRS responding to calls for service that are within the mandated purview of EHS and BCAS.

	PFRS is dispatching large fire apparatus to medical calls, many of which are minor in nature or involve drug overdoses. This is not a best practice and does not provide a good ROI for the municipality.

[bookmark: _Hlk107896650]Many fire and rescue services deploy Rapid Response Vehicles (RRVs) staffed by firefighters with paramedic or EMR training and this has proven to be more cost effective than dispatching large fire apparatus to non-fire calls. Although WorkSafe BC requires that there be four firefighters on scene to enter a burning premises, the regulations do not stipulate how these firefighters are to arrive on scene.

	The municipality should provide funding for the creation and deployment of a RRV that can respond to non-fire and medical calls. This unit would be staffed by two firefighters with EMR training and be available on a 24/7 basis. This would also eliminate the need to fund an additional firefighter position for the large fire apparatus, as these personnel would be available to attend large structural fires requiring a minimum of four firefighters to enter a burning premises.

The PFRS should submit a business plan to municipal council for funding a rapid response unit, including initial staffing requirements.


	A major trend in Fire and Rescue services is cross-training firefighters to the EMR level. 
	The municipality should consider providing funding for the Fire and Rescue Department to train all firefighters to the EMR level. The costs would be minimal and this additional capacity would provide a good return on investment. PFRS should submit a funding request to municipal council to support training all personnel to an emergency medical responder (EMR) level.

	The primary focus of PFRS resource acquisitions and expenditures is on fire suppression, despite the decrease in the frequency of fire and the increase in other demands on the department.
	PRFS should engage in a process of “re-identification” wherein it examines the actual demands being made on the department in comparison with how its resources are being expended. Best practices in other Fire and Rescue services in North America that have adapted to the new reality of demands for service should inform this process. 



[bookmark: _Hlk108053023]RFR Table 10. Findings & Recommendations – Crown Counsel
                        Finding                                              Recommendation
	A review of Crown Counsel as a component of community safety was beyond the scope of the present project. However, it is important that there is a constructive relationship between the municipality, the police, and Crown Counsel and ongoing dialogue on how to improve community safety. 
	It should be a priority to establish an ongoing dialogue and working relationship between the City and Crown Counsel.




[bookmark: _Toc108588901]SUMMARY OF RECOMMENDED POSITIONS
RCMP Sworn Officers
[bookmark: _Hlk108053161][bookmark: _Hlk107897782]The following sworn positions have been identified based on materials gathered in interviews, focus groups, including community stakeholders, and an analysis of the detachment’s Computer Aided Dispatch (CAD) data. These additional positions will begin to address the current lack of capacity for the detachment to engage in proactive policing within a community policing model.
[bookmark: _Hlk108053175]Summary of Recommended Sworn Detachment Positions
                      Position					     Number
	Police and Crisis Team (PACT) patrol unit (co-funded with Interior Health)
	 
                2

	Community/Neighbourhood Policing Team
	                4

	School Resource Officer
	                1

	Youth Liaison Officer
	                1

	Traffic Section
	                4

	TOTAL RECOMMENDED SWORN DETACHMENT POSITIONS
	               
               12



Detachment Civilian Municipal Employees
The civilian municipal employees (MEs) play a critical role in the operations of the Penticton Detachment and are a vital component in the effective and efficient delivery of policing services. The project team facilitated a focus group with the MEs and, as well, reviewed the responses of MEs who completed an online survey. A review of all the civilian units resulted in the identification of several gaps in capacity and the need for four additional ME positions. 
It should be noted that the RCMP is in the process of adopting the use of officer worn body-worn cameras. Municipalities will be expected to assume the costs associated with this technology, e.g. video technicians. This technology is resource-intensive and it is likely that, within the next three years, requests are going to be made to council for additional ME positions in the detachment. As of October, 2022, it was not possible to determine the specific personnel that will be required.
[bookmark: _Hlk108053324]Summary of Recommended Detachment Municipal Employee Positions
                              Position				    Number
	Operations Team Lead
	                2

	Records Clerk
	                1

	Disclosure/Transcription Administrator 
	                1

	TOTAL RECOMMENDED DETACHMENT MUNICIPAL EMPLOYEE POSITIONS
	
                4



[bookmark: _Toc108588902]New Municipal Employee Positions
Director of Community Safety
The project team is recommending that the City develop additional capacities to address current challenges. Most notable is the creation of the position of Director of Community Safety. The Director would be responsible for coordinating the public safety initiatives, ensuring interoperability among the various agencies and units involved in public safety related activities, and for leading the development of a Community Safety and Well-being Plan. 
[bookmark: _Hlk107897865]At present in Penticton, responsibility for community safety is split among five members of the Senior Leadership Team (SLT), all of whom report to the Chief Administrative Officer. There are separate lines of reporting for bylaw / CSOs, Fire and Rescue, municipal police staff, human resources, which includes workplace / occupational safety, and intergovernmental staff. However, the best practice is for oversight and reporting to be consolidated into the position of Director of Public Safety. This model is evident in Kelowna, Prince George, and other municipalities. 
Peer Navigator for the Public Library
Materials gathered in the focus group sessions revealed that there would be a good ROI to locate a Peer Navigator in the public library. Several libraries in BC, including Kelowna, have Peer Navigators who have proven to be very successful in assisting persons in need. Other libraries across the country have city-funded social workers situated in public libraries in recognition of the fact that libraries are one of the last public, indoor spaces for persons and are often accessed by vulnerable and at-risk persons.

High School Mental Health Counsellors (co-funded with School District 67 and/or Interior Health)
Focus group sessions with high school students revealed a strong desire to have full time, on-site mental health counsellors. The existing counsellors are primarily engaged in course planning and may not have the training and expertise to effectively respond to student mental health issues.
[bookmark: _Hlk107897899][bookmark: _Hlk107897914]There are examples from other jurisdictions. To meet the growing need for support of students living with mental health concerns, Abbotsford School District and Abbotsford Child and Youth Mental Health (CYMH) jointly fund a school child and youth mental Health Liaison position. The Health Liaison helps provides meaningful and intentional collaboration between CYMH clinicians and school district staff. The Health Liaison attends school-based meetings or care team on behalf of CYMH and provides information about mental health resources for school district staff that are available through CYMH or other services in the community. The Health Liaison works with the District Vice Principal of Learning Support Services, is part of the district Critical Incident Response Team (CIRT), and follows up on suicide risk assessments. The Health Liaison also provides a variety of professional development training in the district.  
In 2019, The Maple Ridge-Pitt Meadows School District created the province’s first integrated child and youth team as part of proactive measures in place to support the mental health of students. The program includes teaching mental health literacy at the high school level, establishing a program with a wellness and therapeutic skills focus, and working closely with community partners on all initiatives that support vulnerable youth.
Municipal Mental Health Crisis Team 
[bookmark: _Hlk108820248]Mental health-related calls for service comprise a significant portion of police calls for service. An alternative call response option would be a municipal mental health crisis team, patterned on the Crisis Response Helping Out on the Streets (CAHOOTS) program in Eugene, Oregon. Diverting these calls from the police will provide an opportunity for sworn officers to engage in proactive, community-focused policing.
Fire & Rescue Positions
Over 50% of the calls to which Fire and Rescue responses are medically related, many of which are related to drug overdoses. These calls have been increasing largely as a result of a lack of capacity in the BC Ambulance Service. Calls are directed to Fire and Rescue if there is going to more than a 15-minute delay in the dispatch of an ambulance. 
Having firefighters and a large apparatus respond to medical calls, which may be as minor as a nosebleed, is not a good ROI for the municipality or an effective use of responses. Municipalities across North America have addressed this issue by deploying RRVs staffed by firefighters / paramedics. These personnel are also available should there be a structural fire requiring a minimum number of firefighters on scene.
[bookmark: _Hlk108053935]Summary of Recommended Municipal Employee Positions  
                           Position                                                                    Number
	Director of Public Safety
	                   1

	Peer Navigator for Library
	                   1

	High School Mental Health Counsellors (co-funded with School District 67 and/or Interior Health)
	                 
                   2

	Municipal Mental Health Crisis Team
	                   2

	Fire and Rescue Rapid Response Vehicle (RRV)
	Staffing to be determined

	TOTAL RECOMMENDED MUNICIPAL EMPLOYEE POSITIONS
	6 + Staffing for the RRV            
                                   




[bookmark: _Toc108588903]GOING FORWARD
The present project was designed to conduct a resource review of the Penticton RCMP, Fire and Rescue, Bylaw, and CSOs. 
The community stakeholders who contributed to the review in interviews and focus groups offered varying perspectives on the challenges and opportunities facing the community. There was widespread concern with community safety and the need, in particular, to effectively address the issues of homelessness, addiction, and mental health. 
The challenges facing the municipalities and the opportunities to successfully address them can only be met by a comprehensive plan that is sufficiently resourced on a long-term basis. In the absence of such a plan, the issues will continue to worsen, the resources expended will continue to increase, and long-term solutions will be elusive. 
A notable feature of the Penticton landscape is the issue of provincial resources to assist the city in addressing several of the more pressing, and challenging issues, including homelessness, addiction, and mental health. It could be argued that provincial agencies have fallen short of fulfilling their legislated mandates. More specifically, there was widespread concern among the community residents who completed the survey and among service providers and stakeholder groups that insufficient funding has been provided to address the opioid crisis, mental health, addiction, and homelessness. This has not only resulted in the growth of social issues, but also has resulted in downloading onto the municipality generally and, more specifically, onto the police, Fire and Rescue, bylaw, and CSOs.  

The municipality alone should not be held accountable for addressing these issues. Moving from reactive mode to problem-solving will require a comprehensive CSWB plan, one in which all stakeholders contribute resources. A fragmented approach, which was evident from the materials gathered for this review, will not suffice. A CSWB plan is required for a coordinated, problem-solving approach to the challenges faced by the City. There are many opportunities to better leverage existing municipal and provincial resources, to identify specific areas where additional funding is required, and to define the parameters of police responsibilities.
The provincial government has a much more substantive role to play in meeting its mandated responsibilities. This is particularly true with respect to addressing the needs of at-risk and vulnerable persons. To date, its efforts have been undertaken without substantive consultation with the community. It is important that the municipal council advocate with provincial authorities to develop partnerships so that the municipality and the detachment do not bear the full cost of developing initiatives for populations whose needs fall under the mandate of provincial agencies. Without substantive involvement, and funding from the province, many of the challenges facing the community will continue to fall to the police, bylaw / CSOs / Fire and Rescue and the resource requirements will increase. That said, this report recommends that the municipal council fund several newly created positions designed to address issues facing the community.
There is an opportunity for the municipal council to be more assertive in supporting innovation and the development of collaborative partnerships in the community. These efforts would ensure that resources that are allocated to various initiatives are effective in contributing to community safety and quality of life in the community. An example is the authority given to the City to ensure that its priorities are reflected in the operations and activities of the police. Similarly, the council can require business cases for proposed initiatives that include an evaluation component. 
The recommendations in this report are designed to ensure that the municipality receives value for money for its investment in the police, Fire and Rescue, bylaw and CSOs programs and to increase the efficiency and effectiveness of these agencies. This, in turn, will improve the safety, security, and quality of life in the community. 




 


SECTION I: THE PROJECT


[bookmark: _Toc108588904]CHAPTER 1
[bookmark: _Toc108588905]RESOURCE REVIEW
Objectives of the Resource Review
Across Canada, there are increasing demands on municipal governments to ensure that monies expended for services provide an appropriate ROI for the community. Municipal councils are faced with the challenge of balancing public expectations, ensuring that expenditures are allocated within a framework that optimizes interoperability among City departments and services, while at the same time maintaining fiscal restraint. 

[bookmark: _Hlk108820757]This report presents the findings and recommendations from a resource review of the RCMP, Fire and Rescue Services, and Bylaw / CSO program in Penticton, British Columbia. This study was conducted against the backdrop of the increasing costs to municipalities for the provision of these services and the downloading onto these services from provincial agencies over the past decade. This report proposes a major shift in how the City of Penticton is responding to the challenges facing the community. It recommends a pivot away from an enforcement, reactive approach to a proactive, problem-solving approach conducted in collaboration with community stakeholders, non-governmental organizations, the private sector, schools, the local community college, and neighbourhoods. 

The general objectives of a resource review are to identify the factors that either hinder or facilitate the effective and efficient delivery of services. The results of these reviews can provide direction for the reallocation of existing resources and the identification of gaps in capacity that require additional resources. The findings also facilitate the identification of resources that would be required to meet the demands placed on these services in the future. The intent is for the community to move away from a reactive mode and to allocate resources in such a manner so as to facilitate prevention and proactive programs to improve safety and security in the community. This would also be in effect to meet the needs and expectations of all community residents. Although the community faces several challenges, there are also opportunities for innovative strategies and programs that will improve the quality of life for all community residents.
The framework used for the project was originally developed by Griffiths and Pollard in their work with police services. The schematic is presented in Figure 1.1. Note that not all components set out in the model may be required in any one project or for a particular resource review. The model does depict a holistic approach to examining service delivery in any one jurisdiction. 


[bookmark: _Hlk107898021]Figure 1.1. Griffiths & Pollard Framework for an Operational Review
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The questions most frequently asked in a resource review include:  
1. What are the socio-demographics and other features of the demand environment in which services are being delivered? This includes any unique features of the environment, e.g., an influx of tourists during certain months of the year.
2. What is the level of resourcing for police, fire and rescue, bylaws and community safety officers and how are these resources being utilized? For example, are operational strategies evidence-based and best practice informed?
3. Are the services fully resourced according to policy, legislation, or best practices? If not, what are the impacts of being under-resourced for the delivery of services, the quality of life in the community, and the mental health and well-being of service personnel?
4. What is the lived experience of those involved in the delivery of services? 
5. What are the lived experiences of community residents and stakeholder groups with respect to the police, Fire and Rescue, bylaws and community safety officers, including their expectations of these services and suggestions for how service delivery can be improved?
6. What are community residents’ perceptions of the quality of life in the community and of their safety and security?
7. What is the potential for leveraging the expertise and commitment of community residents to build a better community?
8. What are the activities and demands for service on the police, fire, and bylaw operations and what amount of time is spent responding to these demands?
9. [bookmark: _Hlk107898172]Are there in the populations groups that require special consideration, e.g., Indigenous peoples, LGBTQ2S+ community, homeless / addicted / persons with mental illness, and what is the demand level and capacity to respond?
10. What partnerships currently exist between police / fire / bylaws and between these service providers and provincial agencies, NGOs, the private sector, and other stakeholders?
11. What is the nature and extent of “downloading” onto municipal services that has occurred due to the absence of or limited capacity of provincial agencies and/or the policy decisions made by the provincial government?
12. What is the level of proactive service delivery provided by police / fire and rescue / bylaws / community safety officers?
13. Where are the gaps in service delivery and what resources are required to fill those gaps?
14. What has been / is the impact on COVID-19 on demands for service, police / fire / bylaw / community safety officer service levels, and on resources?
15. What is the current level of resourcing for these services?  
16. What would be the optimal level of resourcing for these services to effectively respond to service demands and what is the projected level of resourcing for the three services going forward?
17. What opportunities exist to improve the effectiveness and efficiency of these services? 
18. What role do operational, organizational, and work-life balance issues play in the delivery of safety and security services in the community?

The present project examined the demand environment in which the RCMP, Fire and Rescue Service, bylaw and CSOs work, how these agencies allocate resources in an attempt to meet those demands, whether there are alternative strategies to increase the efficiency and effectiveness of these services, e.g., alternative call response for policing, and the lived experiences of community residents, police officers, firefighters, CSOs, and bylaw officers. This study also examined the degree of interoperability among the agencies and whether there are additional opportunities to increase the effectiveness and efficiency of these services. Going forward, the findings and recommendations of this study can be incorporated into a broader municipal initiative to create a CSWB pan that will optimize all the community’s resources.
[bookmark: _Hlk108057554]The present study was designed to reveal the organization and performance / efficiency gaps, their causes and potential solutions, the quality of interconnectivity between police / fire / bylaws / CSOs, and the alignment among employee morale, job satisfaction, work-life balance, and service quality. It also examined the differences between public expectations of these three service providers and the empirical “reality” as revealed in a statistical analysis of the quantitative data. There was also interest was whether there is an expectation, performance and/or communication gap in the public’s assessment of the services. 
A key component of the study was the solicitation of perspectives and lived experiences of the community. Community input was gathered via an online survey and in focus group sessions with a variety of stakeholder groups and citizens, including persons in the private and public sectors, seniors, youth at risk, and high school students. 
This report presents materials gathered during the study period late-2021 to mid-2022. At best, it is a snapshot of the various dimensions of resourcing for the police, Fire and Rescue, bylaw, and CSOs. The project team is aware that there are a myriad of initiatives and activities in the City; the intent is to have the materials in this report inform these efforts. A profile of the project team members is included in Appendix A.
Developing a Continuum of Public Safety
The concept of a Continuum of Public Safety is a recognition that all facets of society have a role to play in ensuring the safety, security, and quality of life in communities. This includes the police and other government agencies, NGOs, community groups, the private sector, and residents. This framework facilitates the development and sustainability of collaborative partnerships to maximize efforts and the utilization of resources. Key features of a Continuum of Public Safety are a shared vision; being community-focused; addressing the needs of at-risk and vulnerable persons and persons in communities of diversity; acknowledging the culture, history, and expectations of Indigenous communities; having a problem-solving approach; the importance of integrating agency data; the integration of data bases; information sharing; a receptivity to adopting best practices; and ensuring that policies and programs are evidence based. There is a value placed on proactive strategies to prevent and respond to crime, on human rights policing, and on the accountability and transparency of the police.

A Continuum of Public Safety ensures that the right person with the right expertise and training responds to calls for service in a timely and effective manner. It diffuses the responsibility for community safety and well-being across many agencies and organizations and away from the police, bylaw, CSOs and Fire and Rescue. This continuum is most appropriately developed as part of a CSWB plan. It may involve the municipality developing capacities that are, legislatively, within the purview of the provincial government but that, for a variety of reasons most often related to the lack of a provincial plan and funding, are not available. 
The concepts of the Continuum of Public Safety and CSWB plan are discussed in this report. There among persons involved in service delivery in Penticton a keen interest in developing a holistic plan that will create a shared vision in which the role and activities of all stakeholder groups are identified. An increasing number of communities in British Columbia (BC) are developing Community Safety and Well-Being Plans that are designed to accomplish this. 

A key challenge in Penticton is that there is not a comprehensive plan for safety and security in the community that would contain performance metrics for the police, Fire and Rescue service, bylaws, and CSOs. This makes it difficult to determine whether the fiscal decisions being made by city council are generating the best ROI.

Integrated Change Cycle
A key component of a resource review is a focus on the personnel and the organizational environments in which they work. The human resource is as important as fiscal resources and any study of resourcing must consider the lived experience of those persons involved in service delivery. This complements data gathered on the lived experiences of community residents.



Integrated Change Cycle Model – Culture, Structure, Systems, & Subsequent Workplace Climate

Organizational culture – Includes the values, traditions, assumption of how things get done, the reasons for both penalties and rewards for employees, and attention to employee emotional and physical wellness.

Structure – Involves how the organization is designed including levels of reporting, how power is shared, the span of control of managers, centralization / decentralization, and whether an organization is hierarchical, “flat,” or some other combination.

Systems – Involve how information, training, communication, accountability, and responsibility is designed and operated throughout the organization. Included are Human Resource and Information Technology systems.

Organizational climate – Is how employees feel about their workplace. It involves job satisfaction (liking what they do), morale (how they feel about workplace conditions), and how engaged they feel in the workplace.

Organizational actions – Are the outcome of all the above. Actions can include the quality and timeliness of services and products to clients and customers, the reputation and trust level in an organization, and the level of engagement of employees.
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Figure 1.2. Integrated Change Cycle

All these dimensions have implications for the effective and efficient use of resources. The present study gathered information from police officers, civilian personnel in the detachment, and from bylaw and CSOs.  
Project Data Sources 
The data sources for the review are set out in Table 1.1.
[bookmark: _Hlk107898328]






Table 1.1 Data Sources, City of Penticton Resource Review
              Community	                               Police		           		Fire	              		Bylaws
	[bookmark: _Hlk108113409]Population, demographics, socio-economic data; community resources, e.g., NGOs, provincial agency programs and support services.

Relationships with the Indigenous community.
Funding levels of provincial agencies.

Provincial agency initiatives with potential impacts of the City and its resources, including police/fire/bylaws.

Nature and impact of tourist season on demands for service.

The operational environment of police/fire/ bylaws.

Perspectives of youth. 

City budget pattern and projected growth.
 
City documents, e.g., strategic planning documents; economic plan.

Relationships/partnerships with provincial agencies, NGOs, etc. 

Impact of the RCMP Collective Agreement.

Interviews with City personnel.
	An analysis of police CAD and RMS data, to determine the demands for service, the response to these calls and the time consumed by the calls, patrol officer workload, & the amount of officer unallocated time.
The confluence of police/fire/bylaws/paramedics in call response
Staffing and service levels.
Potential survey of sworn officers and staff.
Deployment model.
Partnerships with provincial agencies, NGOs, community associations, First Nations organizations, newcomers and newcomer NGOs.
Potential for increased efficiencies in service delivery.
The potential for tiered policing, including private security.
Interviews with the SMT and focus groups with members and civilian staff re demands, capacity to meet demands, potential alternative response models.


	[bookmark: _Hlk108059452]Current resource levels.

Insurance regulations /siting of fire stations; best practice staffing /equipment levels.

Current staffing levels.

Deployment model.

Calls for service data.

Proactive initiative.

Survey of members.

Potential for increased efficiencies.
	Current resource levels.

Training and deployment.

Interface with police.

Calls for service.

Focus group with bylaw officers.

Interviews with by-law officers.



·   

In designing the project, special emphasis was placed on ensuring that traditionally “hard to hear” groups were included. During the project, for example, focus group sessions were run with residents in seniors’ facilities, at-risk youth, and high school students. 
The project used a multi-method approach to gather qualitative and quantitative data for key stakeholder groups. The methods included the collection of both quantitative and qualitative data.
Quantitative (Statistical) Component 
There were several quantitative data sources for the project: (1) statistical materials provided by agencies, including reports, analyses conducted by the detachment crime analyst and by the Manager in the BC-RCMP Headquarters Data Analysis Unit. Much of the specific analysis was completed based on requests from the project team; (2) an online survey completed by community residents; and, (3) an online survey completed by sworn and civilian personnel in the detachment, fire and rescue personnel, and bylaw and CSOs.
In addition, statistical information was gathered from a variety of sources, including agency reports, annual reports, and data on social housing, health care, drug and alcohol addiction, homelessness, policing, and the BC Emergency Health (ambulance) Services. 
A General Community Survey
Discussions with the City’s Community Engagement Program Manager revealed the municipality maintains a robust and expansive data base of resident emails. This database was used for the administration of the online community survey. Invitations to participate in the survey were emailed to a community engagement databank maintained by the City, and they were posted on social and traditional news media, and in copies distributed to individuals. Responses were collected within a secure Web link with access by only the principal researchers. Invitees were advised of the purpose and use of the survey, and informed that their responses were voluntary, and anonymous, with overall results to be made public by the City.

The community survey was designed to provide a body of scientific data to inform City officials on what is important to the adult population regarding public safety, how they rated the performance of agencies on what is important, and what recommendations they had for how these agencies could improve service delivery and the quality of life going forward. The findings from the survey subsequently informed the topics for the focus group sessions that were held with the service providers and community stakeholders and for the one-on-one interviews.

A draft copy of the survey was provided to the municipality for review prior to being administered. The survey was constructed to facilitate statistical analysis to identify potential correlations between the respondent’s attributes and their answers as well as any correlations between their responses to specific questions on the survey. Established data collection and analytical protocols were followed to ensure the validity and reliability of the survey data. 

The survey instrument was composed of a series of scaled-answer questions soliciting community feedback on a wide range of public sector issues in Penticton. This included questions that solicited residents’ perceptions of crime, experiences with victimization and crime reporting, expectations of the police, fire, and bylaws, and the suggested priorities for these agencies. Questions on the survey asked community residents to rate the importance and perceived performance of key public safety services, crime rates, fear of crime, causes of crime, and their perceptions of the role, efficiencies and effectiveness of City bylaws, CSOs, the Royal Canadian Mounted Police Penticton South Okanagan Detachment, the Penticton Fire and Rescue Department, law courts, and social service agencies. The survey also gathered information on the respondents’ attributes, including age, gender, and length of time residing in the community. There were also 12 open-ended questions which allowed residents to make further comment on specific issues. 

The broad scope of the project necessitated a wide range of survey questions. Despite this, there was a 100% completion rate; that is, every person who began the survey completed it. This illustrates the keen interest of community residents in the topics that were contained in the survey and the seriousness they brought to the task of completing the survey.  
A total of 815 completed surveys were submitted and analysis of the data confirmed that the respondent group reflected the key demographics of the City (with a +/- 3.4% margin of error). There was a total of 2,290 open-ended responses on the surveys that were completed. These were categorized by themes and percentage of responses for each theme. 

Survey of Police Officers, Firefighters, Bylaw Officers, & Community Safety Officers

It is well documented that the lived experiences of employees in an organization play a major role in effective and successful operations and management. Research has documented the impact of intra-organizational factors on employee morale, job satisfaction, and mental health. The effective use of resources can be enhanced, or mitigated, by organizational factors and levels of resourcing.

To capture information on these important components of the resource review, an online survey was administered to police officers and civilian staff in the RCMP detachment, firefighters, bylaw officers, and CSOs. Questions on the survey focused on the demands of the operational environment, work-life balance, and organizational factors. 

Qualitative Component
The qualitative component of the project involved conducting interviews and facilitating focus group sessions. Interviews were conducted with key sworn and civilian personnel in the detachment, the senior leadership, and the union President of the Fire and Rescue service, and the senior leadership in the bylaw and CSO program. Interviews were also conducted with municipal personnel with responsibilities for policing, social development, and other areas and with personnel in social service agencies, the regional district, and persons involved in the CAST program and restorative justice, among others. A list of organizations represented by individuals who were interviewed or participated in focus group sessions is contained in Appendix B.
Focus groups were conducted with sworn officers and civilians in the detachment, the senior leadership and firefighters on all four shifts at Fire and Rescue, and with bylaw officers and CSOs. The discussions centered on the participants’ lived experiences, their perceptions of the key challenges facing the community and their agency, and current capacities to effectively address those challenges.

Focus groups were also facilitated with residents in senior facilities, NGO staff in transition houses, shelters, and treatment programs; high school students in Grade 12 law classes, at-risk youth, and community persons from the private sector, the volunteer sector, and residents from a variety of other occupations. 

These focus group discussions centered on the participants’ perceptions of the challenges and opportunities in the community, their lived experiences with programs and initiatives, and suggestions for how best to address the identified issues. Participants were encouraged to consider how the municipality could move from a reactive to proactive mode and to think “outside the box,” and to propose innovative approaches that might be considered by municipal council.


The Report’s Organization 
This project examined resourcing for the RCMP, Fire and Rescue, bylaw, and CSOs. While the project team took a holistic approach to the study, the findings for each of the three entities are reported in separate sections. Each section of the report brings together the quantitative and qualitative data for that particular topic / agency. The final section of the report sets out opportunities for the municipality going forward. 

For each of the sections on police, fire and rescue, and bylaws / CSOs, materials are presented to set the context within which the study took place. This includes a literature review and the identification of best practices. This will assist municipal council in considering the findings and recommendations against a larger backdrop of research findings and initiatives in other jurisdictions that can inform the decision-making and actions by council.

The project resulted in the collection and analysis of a considerable amount of material. In places, the narrative is quite dense, due to the project team’s efforts to ensure that stakeholders in the community were given “voice.” 

Key findings and recommendations are set out at the outset of the chapters to make the report user friendly. These are captured, and in some cases, elaborated on, in the summary findings and recommendations tables in the Executive Summary and in the final chapter. 

It was the objective of the project team to create a report that could be used as an informational source for municipal council, police, the bylaw and CSO program, and Fire and Rescue service to inform police and practice going forward. 

Challenges of Assessing Agency Effectiveness & Return on Investment

Table 1.2 presents the budgetary figures for 2022 and projected for 2026 for these three entities.

[bookmark: _Hlk107898627]Table 1.2. Budgets for Police, Fire & Rescue, & Bylaw Services, 2022 & Projected 2026
                      Agency                                             2022 Budget                                    2026 Budget (Projected)
	                   RCMP
	                $12,825,000
	$15,320,861 (19% increase 2022-2026)

	            Fire and Rescue
	                $  7,924,935
	$8,318,722 (5% increase 2022-2026)

	            Bylaw Services
	                $  1,793,000
	$1,860,514 (4% increase 2022-2026)


Source: City of Penticton 2022–2026 Financial Plan. https://www.penticton.ca/sites/default/files/docs/city-hall/financial-plan/2022/2021-12-16-2022-2026%20Final%20Financial%20Plan.pdf
The figures in Table 1.2 reveal that the costs of providing services have increased and it is likely that this will continue. This makes it imperative that the City receive a positive ROI for the expenditure of finite resources: for the community and for all community residents. 
Determining what is an appropriate ROI is challenging. For example, there are few empirically based metrics for assessing the effectiveness of a Fire and Rescue service. The absence of fires is due largely to building codes and in-unit sprinkler systems in residential and commercial buildings. The fact that a majority of calls for service responded to by Fire and Rescue services, including in Penticton, are related to medical situations makes assessing performance even more challenging. Over 50% of the calls for service responded to by Fire and Rescue are medical related. Only a very small percentage are directly fire-related.
Similarly, there are few established metrics for assessing the effectiveness of bylaw officers and CSOs, with the possible exception of community surveys that gather information on residents’ experiences with and/or perceptions of these officers. The effectiveness of police services is discussed in Chapter 3. This is illustrative of the challenges of determining whether municipalities are receiving a good ROI for their fiscal expenditures.
[bookmark: _Hlk108227072]In short, it is difficult to definitively determine whether a municipal government is receiving value for money and a good “return on investment” for fiscal resources that are expended. This is important, as police, bylaw, CSOs, and Fire and Rescue comprise a considerable portion of the municipal budget. Further, while these agencies are the sole responsibility of municipalities but the demands on their resources may be affected by entities that are the responsibility of the provincial government. If emergency medical services (EMS), housing, treatment programs, etc., for example, are underfunded and delivered without a comprehensive plan that includes interoperability with municipal initiatives, this is likely to have a significant impact on the effectiveness and efficiency of municipally funded agencies. 

Although the present study was a resource review of the RCMP, Fire and Rescue, bylaws and CSOs, the activities of these agencies cannot be viewed in isolation from the larger context within which they operate and from which the demands for service on them emanate. The challenge for the City of Penticton is to ensure that the finite fiscal resources that are available produce the best ROI: For all stakeholders in the community. A key recommendation of this report is that any program or initiative funded by the city should have clearly stated objectives and performance metrics and provision for report back to council on impacts and outcomes.

[bookmark: _Hlk104291127]The current model, which is largely enforcement oriented and reactive, is not sufficient to meet the increasing demands being made on the city, its residents, and the police, fire and rescue, bylaws / CSOs. There is the potential to develop innovative, forward-looking initiatives in collaboration with community partners that will better address the needs of all residents, including vulnerable and at-risk persons. 

Relationships with Provincial Agencies
The challenges that have afflicted city-provincial relationships in the area of homelessness, addiction, and mental health are long-standing and well-documented. A major issue is the absence of a comprehensive provincial plan developed in collaboration with communities. This is exacerbated by the lack of community safety and well-being plans in the communities. As a consequence, efforts to address issues in the City have been fractured and are not well coordinated when the provincial government is pursuing its policies and the City is taking actions to ensure the safety and security and quality of life of its residents. 
In many cases, the municipality is the “recipient” of policy decisions made by the provincial government and its agencies, having had little or no input into the process. The general policy of the provincial government is one of harm reduction, an approach that has not been universally embraced by municipalities in the province. As one stakeholder noted, “The provincial teams operate in a parallel universe. There is no coordination between the various teams involved in working with clients. People want that coordination between the province and the city.”


SECTION II
THE COMMUNITY


[bookmark: _Toc108588906]CHAPTER 2
[bookmark: _Hlk107750262]THE LIVED EXPERIENCE & PERSPECTIVES OF COMMUNITY RESIDENTS – FINDINGS FROM A COMMUNITY SURVEY  
KEY FINDINGS
· 79% of the population believes crime in Penticton has gone up / gone up a great deal. This aligns with the actual statistical increases in crime in the community.
· Most people feel somewhat unsafe/not at all safe at night in Penticton’s commercial Main Street area (69%), shopping alone at night in the downtown core (65%), or walking alone at night in Penticton’s Lakeshore area (60%).
· Women feel especially unsafe (62%) walking alone at night in their own neighbourhood, compared to 28% of men.
· While almost one-third of women (29%) feel unsafe shopping alone during the day in Penticton’s downtown, less than half feel safe (45%) shopping alone during the day. This climbs dramatically to 80% of women who don’t feel safe shopping alone downtown at night (10% safe). By comparison, 18% of men feel unsafe shopping alone during the day while only 28% feel safe shopping alone at night.
· The main specific reasons for specifically not reporting a crime to police were that the victims did not think “anything would happen” from reporting (19%) and both the incident being too minor (11%) and that “the police are too busy with more important things” (11%).
· Over one-third of community respondents agree there is duplication of services between fire and rescue and ambulance services, while only one-quarter do not agree there is duplication of services. 
· Just over one-third (35%) of community respondents felt that the RCMP are doing a good / very good job of “working closely with the community on public safety” and 26% feel the RCMP do a good / very good job on “regularly consult with the general community.

KEY RECOMMENDATIONS
· To ensure the safety of community residents and persons visiting the community will require a collaborative, coordinated effort on the part of all municipal departments. A framework that will ensure interoperability of agencies and departments would be provided by a CSWB plan.
· Initiatives should be taken to move the city out of reactive mode and into proactive, problem-solving mode. This may require the municipality to develop capacities that have traditionally been within the purview of the provincial government. Specific recommendations to this effect are made in this report.
· Concerns about the police not being proactively engaged with the community should be taken seriously, as this can undermine police legitimacy and confidence in the police. 
 	
A major component of the review was gathering information from the community. A multi-method approach was used to solicit the lived experiences of community residents and persons in various stakeholder groups. Members of the community made comments such as:
“The community is much less safe than 4 or 5 years ago.” – business owner
“There is a big breakdown between the policing aspect and the safety aspect.” – business owner
This chapter reports the findings from the online community survey.
[bookmark: _Hlk100731615]

Community Perceptions of Crime, Public Disorder, & Personal Safety

In 2022 the City of Penticton was emerging from a two-year global pandemic that had significant impacts on tourism, conference and events, the local economy, socialization, and the emotional well-being of the population. Now the plan is to revitalize and jump-start social-economic factors through innovative programs, collaboration, and communication among various agencies. 

The core of Penticton’s economy is tourism, agriculture, recreational sports and leisure, a favourable destination for retirement, and associated commercial and retail services. For example, the latest available Statistics Canada (2016) data shows that the highest category of employment in Penticton was sales and service occupations (27% or over 5,000 people) followed by trades, transport, and equipment operators (16%).

Prior to the pandemic, a 2017–2021 marketing strategy by Travel Penticton[endnoteRef:2] states that Penticton’s population doubles to 60,000 during summer months. Additional benefits are also derived from the World Cup Freestyle competition on nearby Apex Mountain. The report states that such visitor draws to Penticton resulted in a 29% increase in accommodation revenue from 2011 to 2015. [2: CHAPTER 3
Policing in the Early 21st Century

KEY FINDINGS
Police services are responsible for an increasing number of assumed responsibilities, in addition to their mandated / legislated responsibilities. This results in officers responding do a wide variety of non-enforcement calls for service, an increasing number of which involve persons experiencing a mental health crisis. 
Community policing is a best practice model of service delivery that has crime prevention as a key component.
Police visibility and engagement with the community builds trust and confidence in the police.
If properly deployed, an increase in the number of sworn officers can have a significant impact on crime and disorder in the community.
“The police officer is no longer the suppressor of crime alone, but the social service worker of the community as well.” (Bereton, 1935:249)
“Policing is an increasingly complex profession, with officers on the front line dealing with the current overdose epidemic, mental illness, homelessness and other difficult societal issues. Police officers are expected to respond with sensitivity and restraint. There is an expectation that they will have the knowledge, skills and tools available to provide the very best possible outcome, while minimizing the risk to the public.” (German and Rolls, 2018:5)
These two observations, written over 80 years apart, suggest that the role of the police has always extended beyond law enforcement; however, what is evident is that the complexity of the police role has increased exponentially during this time. Police officers in the early 21st century are highly trained, multi-skilled professionals who have a broad range of demands placed on them. They must be able to deal with at-risk and vulnerable groups, cultural and ethnic minorities, newcomers, and Indigenous peoples in a broad range of contexts. 

A large portion of police work involves officers restoring order in situations of conflict without resorting to the criminal law. Patrol officers, for example, are involved in a myriad of activities that are not directly related to law enforcement yet play a critical role in reassuring community residents and ensuring that communities are safe and secure.

Police officers are involved in developing and sustaining partnerships with the community, taking initiatives to improve the quality of life in communities and neighbourhoods, providing reassurance to community residents, and conducting outreach to communities of diversity. This includes Indigenous persons, newcomers and refugees, persons in communities of diversity, and those who are vulnerable and at-risk.

Police work presents challenges, risks, and rewards and requires special knowledge, skills, and abilities. Police officers are often de factor psychologist, mediators, and problem solvers who are in near-continuous contact with the public. The daily tasks of police officers are often difficult, at times unappealing, and often characterized by considerable role ambiguity.

To effectively carry out their mandate, police officers in the early 21st century must be highly trained and have the core competencies, including cultural competencies, to effectively respond to the broad range of demands placed on them. This includes training to effectively interact with at-risk and vulnerable groups, cultural and ethnic minorities, newcomers, and Indigenous peoples. Many of the people they encounter are marginal and vulnerable, and suffering from addiction and/or mental health issues. 
Sir Robert Peel’s Principles of Policing
In the early 1800s, the British Home Secretary, Sir Robert Peel, established the first full-time police force in London. At the time, he set out several principles that should provide the foundation for a police service. Known as “Peel’s Principles,” these have endured today and are often referred to as principles to which modern police services should subscribe. These principles should also be incorporated into the recruit training curriculum:

The basic mission of the police is to prevent crime and disorder.
The ability of the police to perform their duties depends upon public approval of their actions.
Police must secure the willing cooperation of the public in voluntary observance of the law in order to secure and maintain the respect of the public.
The degree of public cooperation with police diminishes proportionately to the necessity of the use of physical force.
Police maintain public favour not by catering to public opinion but by constantly demonstrating absolute impartial service to the law.
Police should use physical force only to the extent necessary to secure observance with the law or to restore order only after persuasion, advice and warnings are insufficient.
Police should maintain a relationship with the public that is based on the fact that the police are the public and the public are the police.
Police should direct their actions toward their functions and never appear to usurp the powers of the judiciary.
The test of police efficiency is the absence of crime and disorder, not the visible presence of police action dealing with it.
Police Work in a Democratic Society
The Law Commission of Canada identified four key values that form the framework for understanding police work in Canadian society (Law Commission of Canada, 2006).
Justice – The police are to maintain peace and security in the community while ensuring that individuals are treated fairly and that human rights are respected.
Equality – All citizens are entitled to policing services that contribute to their feelings of safety and security.
Accountability – The actions of police services, and police officers, are subject to review.
Efficiency – Policing services must be cost effective.
Police as Warriors vs Police as Guardians
Discussions of the roles and responsibilities of the police often include debate of whether the police should be “warriors” or “guardians”; that is, whether the primary role of the police is to enforce the law through the exercise of authority or one that emphasizes peacekeeping and protection of the community (Rahr and Rice, 2015). The concern over the militarization of the police, for example, reflects a view that the police are trending toward the warrior end of the spectrum. This may have a significant impact on police-community relations and, specifically, police relations with communities of diversity and racialized groups. In recent years, however, there has been an increased emphasis on the potential role of the police as “community builders, open and willing to engage the community in discussions of increasing complexity” (Ottawa Police Service, 2016:1).
Expanding Responsibilities of Police
The primary activities of the police have traditionally been viewed as centring on three major areas: crime control (catching criminals), order maintenance (keeping the peace), and service (providing assistance). These components, however, may no longer accurately capture the diversity and complexity of the police role in a highly technological, globalized community.

The traditional conceptualization of the role of the police no longer accurately captures the diversity and complexity of contemporary policing. The police officer in the early 21st century is a psychologist, mediator, problem-solver and has near-continuous contact with community residents (Griffiths, 2020). In some police services, officers are involved in a more holistic approach to problem solving that has the potential to effectively address the underlying issues that contribute to crime and disorder, rather than merely responding to the symptoms of these issues.

Officers are involved in developing and sustaining partnerships with the community, taking initiatives to improve the quality of life in communities and neighbourhoods, providing reassurance to community residents and reducing the fear of crimes, and conducting outreach to communities of diversity, including Indigenous persons, newcomers, visible and cultural minorities, and persons who are marginalized and vulnerable.

Increasingly, police services are being required to fill gaps in services that are the mandated responsibility of other agencies and organizations. For example, when governments cut the numbers of social workers, mental health workers, funding for shelter beds and for specialized facilities for the mentally ill, there is a direct impact on the demands placed on the police resources (Cotton and Coleman, 2010).

It is estimated that Canadian police services have about one million encounters a year with persons who are mentally ill or who are suffering from substance abuse, or both (Marcoux and Nicholson, 2018). In some police services, up to 40% of the calls involve a person with mental health problems, some of whom have hundreds of contacts with the police annually (Thompson, 2010; Wilson-Bates, 2008). The challenges have become even greater in cases of persons who are severely addicted and mentally ill (SAMI) and have complex treatment needs.

The mandated responsibilities include the tasks assigned to the police by legislation, and the various provincial / territorial police acts, and regulations and policies formulated by government. Police services are also responsible for adhering to provincial policing standards and regulations. The assumed responsibilities are those that are a consequence of community expectations, the expansion of police activities due to the above-noted downloading, recommendations of task forces and commissions of inquiry, and the policies of individual police agencies as set out in strategic plans and documented in annual reports, among others.

Among the assumed responsibilities of the police are the following:

Developing and sustaining partnerships with the community.
Taking initiatives to improve the quality of life in communities and neighbourhoods. providing reassurance to community residents and reducing the fear of crime.
Conducting outreach to newcomer groups, Indigenous peoples, and to at-risk and vulnerable groups.
Engaging in collaborative partnerships and integrated teams with agencies and organizations, including operating specialized patrol units.

(Montgomery and Griffiths, 2017; Griffiths and Stamatakis, 2012: 23).

The police role has become more multifaceted in recent years, often referred to as “diversification.” Increasingly, police services are being asked to address non-law enforcement issues and most police services have developed an extensive network of collaborative partnerships with agencies and community organizations to address issues related to crime and disorder (Murphy, 2012).
Changing Boundaries of Policing
Historically, there have been very clear boundaries between the various components of the criminal justice system. This often has resulted in agencies operating in “silos,” focused only on their specific mandate and not considering the larger context of the problem of crime and disorder, specific patterns of criminal behaviour, or the needs of offenders, which are often multifaceted (i.e., addicted, mentally ill, etc.). Recent years have witnessed the development of integrated, multi-agency teams. These teams provide an opportunity to optimize information sharing and to create holistic solutions for the target audience. They may be focused on a specific neighbourhood or on a group of offenders and bring together police officers, social workers, mental health workers, and other community resources. This is a more holistic approach to problem solving and has the potential to effectively address the underlying issues that contribute to crime and disorder, rather than merely responding to the symptoms of these issues (Griffiths, 2020).

Notable among these initiatives are the Assertive Community Treatment (ACT) teams that are designed to address the needs of persons suffering from mental illness and substance abuse and addiction. These persons often have lengthy histories of contact with the police and are also high users of health services. The ACT teams are composed of a variety of professionals, including psychiatrists, nurses, social workers, therapists, and police officers, among others. 	

Individual police services have expanded their capacities even further. The Edmonton Police Service created a Human-Centred Engagement and Liaison Partnership Unit (HELP). This unit works with a local community services organization “to off-ramp people to independence and sustained positive outcomes” (Edmonton Police Service, 2022). The unit is “a client-centred, multi-disciplinary approach with navigation being the critical aspect of the response to the client, who will be directly involved in their individual case and care plan” (Edmonton Police Service, 2022).
As part of the HELP initiative, the Edmonton Police Service (EPS) has hired several social workers to respond to mental health and addiction calls. In announcing the program, the EPS stated, “Their roles will be navigators, essentially, to help individuals to navigate the various systems they may require….It will be targeted toward people who police deal with regularly for disorder, mental health and addictions as well as those identified by our beat and patrol members” (CTV News, 2021).

Tiered Policing  
The increasing demands on police services and the escalating costs of policing have led to the creation in tiered policing in many jurisdictions. This has taken various forms, ranging from an expansion of the role and activities of bylaw officers to the creation of community safety personnel under provincial police act provisions relating to Special Constables. These personnel are assuming functions traditionally performed by sworn police officers.
Special Constables & Para-police
In addition to public police officers and private security officers, there are officers who are most appropriately categorized as “para-police.” These officers are not fully accredited peace officers and are generally not armed, but may carry handcuffs and pepper spray and wear body armour. 
Their primary objective is providing reassurance policing in business and residential areas there is considerable variability across the country with respect to how these officers are deployed and their particular role and responsibilities (Walby and Lippert, 2014). These personnel have the power to make arrests if there are reasonable and probable grounds to do so.
The Vancouver Police Department Special Constable program includes Community Safety Personnel who provide support for patrol officers, Traffic Authority, and jail guards (https://joinvpd.ca/special-municipal-constable/). In Winnipeg, cadets assist in providing a presence in the downtown core. Similarly, police cadets in the Montreal police provide support for police operations and participate in a wide variety of activities, including assisting at public events, participating in crime prevention campaigns, and conducting preventive patrol on bicycles. (https://spvm.qc.ca/en/Pages/Careers/Cadets/Discover-the-work-of-a-police-cadet). 
Tiered Policing Caveats
While special constables and other para-police can play a significant role in ensuring the safety and security of a community, it is important that their role be clearly defined, and that their activities be fully integrated into those of sworn police officers. There are numerous examples of mission creep, whereby bylaw officers and special constables become involved in activities that exceed their training and expertise. This not only places the community at risk, but also raises significant liability issues for the municipality.
To be effective, tiered policing must be a component of an overall community policing strategy and be composed of a Continuum of Public Safety. In Penticton, this would involve private security, bylaw officers, CSOs, and sworn members. As previously noted, however, there is at present in Penticton no strategic plan to ensure interoperability between these parties. This severely limits their ability to address current challenges in a collaborative manner, which precludes a good ROI for the City and the community.
Community Policing  
Community policing can be defined as “a philosophy that promotes organizational strategies that support the systematic use of partnerships and problem-solving techniques to proactively address the immediate conditions that give rise to public safety issues such as crime, social disorder, and fear of crime” (U.S. Department of Justice, 2014:1).
As a concept, community policing has the following features:
It is an Organizational Strategy & Philosophy 
Community policing is based on the idea that the police and the community must work together as equal partners in order to identify, prioritize, and solve problems such as crime, drugs, fear of crime, social and physical disorder, and overall neighbourhood decay. The goal is to improve the overall quality of life in the area.
It Requires a Department-wide Commitment
The philosophy of community policing requires all personnel in the police service — civilians and sworn members — to balance the need to maintain an effective police response to incidents of crime with the goal of exploring proactive initiatives aimed at solving problems before they arise or escalate.
It Requires a Change in How the Performance of the Police is Measured
Traditionally, performance has been measured by several crime control / enforcement criteria, including crime rates and clearance rates. Additional measures are required to assess the performance of police services in other areas.
It Rests on Decentralizing & Personalizing Police Services 
Decentralization gives line officers the opportunity, freedom, and mandate to focus on community building as well as community-based problem solving, so neighbourhoods can become a better place in which to live and work (Trojanowicz and Bucqueroux, 1998). 
It Involves Substantive Community Consultation
The causes of crime and disorder in any community are varied and complex. It is unrealistic to expect that the police alone — or even the police acting in concert with dedicated community residents — can reduce or eliminate all of society’s problems. This requires that police services partner with the community and other agencies and organizations, rather than going it alone as was the case under the professional model of police work.
For community policing to be successful, residents must be involved in the identification of problems of crime and disorder and in creating solutions to these problems. When solutions are developed by police and imposed on the community, they generally fail. The strategies that are most likely to be effective in improving confidence are those initiatives that are aimed at increasing community engagement. This includes contacts with residents and businesses through foot patrol, responding to requests for service in a professional manner, and effectively communicating information on police initiatives (Rix, et al., 2009).
The idea is for citizens to network within their communities and to assume ownership of problem-solving strategies. This requires an understanding of the factors that affect public perceptions of the police, as well as the strategies that can be utilized to develop, and sustain, police–community partnerships.
Community consultation can take several forms. Police–community meetings provide a forum where the problems and concerns of community residents can be identified and strategies can be developed for addressing them. However, community meetings are generally not effective in mobilizing residents and in raising confidence in the police. These meetings are often attended by only a few members of the community, including persons representing specific interests. At-risk groups and visible minorities are less likely to attend. 
Community consultation committees (often called community–police liaison committees) are another strategy taken by police services to develop partnerships with the community. For example, the Toronto Police Service has established Community Consultative Committees (CCCs) with the City’s Indigenous, black, Asian, French, gendered, Muslim, and South and West Asian communities (http://www.torontopolice.on.ca/community/ccc.php). There are also liaison committees for every police division in the City. These committees include community residents and police representatives, who work together to identify and prioritize local issues and to develop solutions. 
These committees play an especially important role in fostering positive relationships with diverse groups in the community, including visible minorities and the LGBTQ2S+ communities. The Peel Regional Police operates patrol-based Divisional Mobilization Teams (DMTs). These teams that are involved in a variety of activities designed to increase community engagement and improving trust and confidence in the police (peelpolice.ca). 
These case examples are all from communities that are much larger than Penticton. However, the concepts and strategies that are used by the police services are applicable to any size community and can be adapted to the specific needs of a community. The data gathered in the present study reveal that, at present, the Penticton RCMP detachment has near-zero community policing capacity. Going forward, this will require the municipality, the police, and other stakeholders to devise a community policing strategy that facilitates community engagement, crime prevention, and problem-solving.
In summary, community policing involves much more than introducing new programs to a community: It requires substantial changes in how police services are organized and delivered, an expansion of the roles and responsibilities of officers, and the development of new ways to measure police performance. 
Research studies have found that community policing is an effective model for preventing and responding to crime and for increasing public trust and confidence in the police (U.S. Department of Justice, 2019:8). It has also been found that the most effective police strategies are ones that are tailored to the needs of specific neighbourhoods (Gill et al., 2014; U.S. Department of Justice, 2019:8). 
Crime Prevention
Crime prevention is a core responsibility of police services. However, police services vary greatly in the extent to which they integrate crime prevention into their operations and the ways in which they resource their crime prevention initiatives. In some police services, crime prevention is an ancillary function; in others, it is a core objective.  
Research studies and comprehensive crime prevention strategies can inform the development of effective crime prevention initiatives in Penticton. Researchers have identified the attributes of an effective crime prevention model. These include: (1) ongoing collaboration and communication with the community and with specific groups within the community; (2) evidence-based and best-practice informed approaches; (3) practices being integrated into all levels of the police organization; (4) the model being supported by general duty and investigative unit officers; (5) crime prevention as a core component of organizational and operational performance; (6) performance metrics to assess the impact and outcomes; and (7) sustainability. 
Comprehensive crime prevention strategies hold the most promise. These strategies integrate community needs with police strategies and operations and make use of all available resources in a community. Crime prevention is best viewed as a core component of policing, which itself is inextricably linked to other core agencies in a jurisdiction. Caputo and McIntyre (2015) have noted the importance of police services working in partnership with other agencies and organizations to prevent crime. 
Additional challenges that police services have encountered in attempting to implement and sustain crime prevention programs include: (1) poor planning; (2) poor implementation; (3) a lack of leadership and organizational support within the police service; (4) the failure to ground programs in the community; (5) absence of organizational capacity to monitor the effectiveness of crime prevention initiatives; and (6) the failure to integrate crime prevention into the overall policies and strategies of the police service. 
In many police services, crime prevention initiatives are ancillary to what is perceived by senior management to be the core roles of the police, which are centred on crime control and enforcement. To have an effective crime prevention component requires police services to take the initiative to develop strategies to create sustainable, collaborative relationships with other agencies and with community groups and organizations.
By its own admission, the Penticton RCMP detachment does not have a robust crime prevention program. Any capacity the detachment had has been eroded to put more officers into front line positions responding to calls for service. This is discussed in the next chapter.
Police Legitimacy
Research studies have identified a number of factors that are related to the development of police legitimacy, including police presence and visibility, the effectiveness of the police in preventing and responding to crime, and the extent to which the police address problems that have been identified by the community. There is evidence that police services can take initiatives that will have a significant impact on the levels of public confidence in the police and in increasing police legitimacy.. Research studies indicated police strategies that are most effective in improving public confidence in the police are those that increase community engagement (Rix et al., 2009). This includes crime prevention programs that facilitate police–community collaboration.
Community engagement activities can have a positive impact on crime reduction and improve citizens’ attitudes toward the police. In their review of a community engagement intervention in the Durham area. As people interact with each other as part of a network, they can develop a shared set of goals, which in turn promotes a sense of joint responsibility and collective action. Those with common values and goals tend to form strong relationships and are thus more likely to place trust in one another as well as interact and exchange information regularly. Lockey et al. (2019) found community engagement activities can increase social capital: “Social capital, local area potency, confidence in the police and perceptions of police community focus” all increased significantly in the intervention area where community engagement activity took place. Fear of crime also decreased substantially.
There is a substantive body of research literature indicating that police visibility in the community fosters trust in the police, e.g., police presence in neighbourhoods is associated with more positive views of police behaviour. Officers who are familiar, accessible, and approachable increase public trust and confidence in the police (Hail, Ashton, and O’Neill, 2018; Yesberg, Brunton-Smith, and Bradford, 2021). It also increased collective efficacy, “the process of activating or converting social ties among neighbourhood residents in order to achieve collective goals, such as public order or the control of crime” (Sampson, 2010:802).
Similarly, in their review, Hail, Aston, and O’Neill (2018) emphasized the significance of community engagement. These authors found that consistent communication was crucial in establishing trust and confidence within communities. Additionally, they noted that being “familiar, accessible, approachable, helpful, empathetic, and listening and understanding the needs of the community are related to trust and confidence” (Hail, Aston, and O’Neill, 2018:3). 
Public Confidence & Police Legitimacy
Public confidence in the police and the legitimacy of the police are two prerequisites for the effective and efficient delivery of policing services. A lack of public confidence often erodes the legitimacy of the police which may have several negative implications. Crime reporting may decrease, citizens may be unwilling to cooperate with the police in investigations and in proactive police initiatives, and citizen perceptions of safety and security may be affected. Research studies have identified several strategies that can be used by police services to improve public confidence in and trust of the police. These include adopting a community police model, being visible in the community, and engaging with communities. 
Police Strategies with Vulnerable & At-risk Populations
A key trend in Canadian policing is the development of multi-agency partnerships in which the police work with other agencies and organizations to address issues of crime and disorder and the needs of special populations in the community. This is a recognition that a multi-faceted response, rather than solely a law enforcement response, has a greater likelihood of solving problems in a proactive manner, rather than the traditional reactive approach. Police services, particularly those in more populated areas, participate in a range of initiatives with agencies and organizations to respond to the needs of vulnerable and marginal populations. An illustration of these is provided by the strategies that police services have developed to effectively respond to persons with a mental illness (PwMI). 
Police Strategies for Persons with Mental Illness 
Police encounters with persons with mental illness PwMI is a core feature of contemporary policing. component of policing. Most major police services ensure that officers receive crisis intervention training (CIT) where they learn about mental illness and various strategies for managing encounters with PwMI. Responding to PwMI is resource-intensive and often stretches the capacity of police services, in particular patrols. In New Westminster, BC, one PwMI called the police 135 times over a four-year period, most often concerned about missing money or out of fear of being watched. Similarly, patrol officers often spend hours with PwMI in emergency rooms, waiting for them to be admitted and assessed. In 2018 in Edmonton, for example, officers spent a total of 2,971 hours in emergency departments, resulting in costs upwards of $500,000 (Anderssen, 2019).
In attempt to move beyond merely responding to calls for service involving PwMI, police services are increasingly becoming involved in specialized, multi-agency strategies (Coleman and Cotton, 2014). These initiatives are designed to avoid the criminalization of this at-risk group, to link PwMI to the appropriate services, and to provide supports for the long-term (Dewa et al., 2018). 
Police services also embed officers in multi-agency response teams that focus on PwMI to reduce their likelihood of being in crisis and having contact with the justice system. Mobile crisis teams — patrol units staffed by a police officer and a nurse, social worker, or mental health professional — are a common feature in many municipalities. There are also mental health liaison officers who provide a point of contact between the police service and medical and social services in the community and who may assist in managing the case files of at-risk persons (Cotton and Coleman, 2010). For example, the Mobile Crisis Intervention Teams (MCITs), which are a joint initiative of the Toronto Police Service and mental health nurses from Toronto hospitals.
Many police services have a patrol unit staffed with a sworn officer and psychiatric nurse. Their forté, however, is short-term response and there is a limited capacity for long-term problem solving and intervention with these high-resource demand individuals. There is also some question as to their effectiveness. A recent research study found there may be limited to the efficacy of these units to address person’s issues on any more than a temporary basis (Puntis et al., 2018). However, these units do free up patrol members and reduce call loads.
Another innovation that is being adopted by police services across the country is the app HealthIM, a digital mental health strategy for police officers (www.healthim.com). The app provides officers with a medical checklist by which to assess a person’s risk level for self-harm, harm to others and an inability to care for themselves. If based on the checklist the decision is made that the person should be transported to hospital, the officer’s send the information ahead to a waiting triage nurse. This provides the medical staff at the hospital with the opportunity to prepare for the person’s arrival and assessment (Anderssen, 2019).

Triaging Calls for Service  
Municipalities and police services have also developed strategies designed to triage calls for service. These include the creation of 311 general information / referral call centres, police telephone response teams (TRTs) and on-line reporting. The objective of these initiatives is to screen out calls for service that do not require the presence of a sworn officer, freeing up officers to respond to more serious crimes and emergencies. Several Canadian police services also have virtual police response capacity, wherein crime victims can speak with an officer and file a report via FaceTime or Google Duo. Based on the initial discussion, the police decide whether additional police resources, including forensic and investigative officers, are required.
Many police services operate TRTs that are involved in responding to calls for service involving situations that do not require the presence of a sworn police officer. These personnel are also involved in providing follow-up information to victims on the progress of their case. TRTs are generally staffed by officers who are being accommodated due to injury or some other condition that prevents them from being in the field. 
If properly implemented and monitored, triaging calls for service has the potential to assist in reducing the demands made upon uniformed patrol members. Any plan to triage calls, however, must be carefully considered and constructed.
Measuring Police Effectiveness
There are challenges associated with assessing the effectiveness of police services. Police scholars have cautioned that “there is no single measure that will even be remotely close to measuring the performance of everything the police do” (Maslov 2015: 2). Many of the multi-faceted activities of the police, in particular the assumed responsibilities of the police, are not quantifiable and less amenable to statistical analyses. Compounding this is the absence of a nation-wide standard for assessing the performance of police services (Maslov, 2015:3). Efforts of police services to be effective may be compromised by a lack of funding, an increase in assumed responsibilities, and the impact of increased caseloads on officer mental health.
Most police services in Canada remain wedded to two traditional measures of police performance: crime rates and clearance rates, both of which are problematic. Crime rates may fluctuate for reasons unrelated to police activity (Boivin and Cordeau, 2011). The police may have little impact on the reason why crime occurs; factors include poverty, social issues, addiction, and family dysfunction (Robertson, 2012). Clearance rates are often a function of the level of resources a police service has to investigate crimes and, in British Columbia, the charging decisions of Crown Counsel. In communities where there is a high police to population ratio and in which police officers have a high per officer Criminal Code caseload, officers may not have the time or resources to effectively investigate crime. This may result in lower clearance rates, which may, in turn, undermine the legitimacy of the police in the eyes of community residents, further contributing to underreporting of victimization.
Even in those police services that have adopted a community policing approach, the performance assessments of individual police officers are still heavily oriented toward enforcement activities (Griffiths, 2020). 

New Measures of Police Performance
Reducing social disorder and providing reassurance to the community are equally important roles of the police, yet these activities are generally not measured. Several scholars have called for broadening out police performance metrics to include both the individual and the organization (Gorby, 2013). These include:
The extent to which the police service policies and operations are informed by best practices and are evidence-based.
The effectiveness of police leaders in creating an organizational culture wherein officers and civilian staff perceive they are treated fairly and their mental health and safety is a priority.
Public perceptions of the extent to which officers are involved in proactive community engagement and practice the principles of procedural justice in encounters with citizens.
The success of a police service in achieving its stated goals and objectives and fulfilling its mission statement.
The success of the police in achieving specific performance objectives, including a reduction in the response times for 911 calls and effective target hardening and problem solving with respect to specific types of crime and in identified problem areas in the community.
The extent to which the police are involved in developing innovative programs to address issues relating to diversity, including in the LGBTQ2+ community, the visible-minority communities, and Indigenous communities.
The degree to which the police are involved in interagency partnerships with social service agencies, non-governmental organizations, and community groups.
The nature and extent of involvement of community volunteers in various police programs and services (Griffiths 2020:77). 
There has been a call for a 4 Pillars approach to police performance which would include a focus on: (1) crime rates; (2) police efficiency; (3) community safety; and, (4) police legitimacy and public trust in the police. Developing these metrics for Penticton was beyond the scope of the present study. This information is provided only to illustrate the challenges with assessing the impact and outcomes of fiscal expenditures and strategies that are being used to address these challenges.
Costs of Policing – Are Police Worth It?  
The criminal justice system and policing as a component of the system are expensive. Over the past decade, criminal justice expenditures have increased both in real terms and as a percentage of GDP (gross domestic product). Over $15 billion is spent annually to provide local municipal and provincial policing services in Canada (Conor 2018:3). Policing costs compose a significant portion of many municipal budgets. This is to be expected and this has placed an increased onus on police services to demonstrate that there are using available resources as effectively and efficiently as possible. 
Policing costs are driven in large measure by the demands made on police services by the public at the operational and investigative levels, court decisions, the requirements of legislation and policies, e.g., that officers receive training in specific areas such as managing encounters with persons with mental illness, and the costs of new technologies, among others (Huey, Cyr, and Ricciardelli, 2016). There has also been an increase in the complexity of crime and investigations which are often very resource intensive. Court decisions, such as R. v. Stinchcombe (1991 3 S.C.R. 326) have resulted in police service being required to disclose to the defendant’s legal counsel nearly all of the evidence gathered in a criminal investigations. This can run into hundreds, if not thousands of pages which is time-consuming and costly (Cohen et al., 2021; Ellingwood, 2015:5; Easton, Furness, and Brantingham, 2014:iii).
A key question is whether Canadians generally, and the citizens of Penticton, are “getting their money’s worth” in terms of the expenditures on policing. This has led to calls for benefit-cost analysis of police, both in terms of the financial aspects of policing, but also with respect to social costs and benefits (Fackler, et al., 2017; Geller, 2017). In recent years, there have been attempts to conduct benefit / cost analysis on policing to determine whether the positive impacts of police strategies more than offset the costs (Ponomarenko and Friedman, 2017).
There is considerable research evidence that increasing the number of police officers is an effective way to reduce crime if the officers are effectively deployed, e.g., based on analytics and other factors (Donohue and Ludwig, 2007). There is considerable support for the dictum of “more cops, less crime” (Mello, 2019). British researchers found that higher numbers of police officers resulted in reduced crime rates (Vollaard, 2012). Research in the United States has found that a 10% increase in police employment rates reduced violent crime rates by 13% and property crime by 7% (Weisburst, 2018). Conversely, a reduction in the numbers of officers may contribute to rising crime rates and a loss of public trust in the police.
These research findings suggest a relationship between the numbers of police officers in a jurisdiction and the impact on crime and on the costs of the system (Tierney, 2013).  The caveat is that the deployment of officers must be intelligence-led and based on best practices. However, increasing the number of police officers in the absence of a strategic plan with measurable performance outcomes will not have a significant impact on crime rates and community safety. The efforts of the police are further enhanced if their efforts are a component of a holistic, integrated CSWB plan.
Conversely, under-resourcing for police agencies may have several negative outcomes, including increasing crime rates which may, in turn, affect the quality of life in a community and increase residents’ fear of crime. The specific nature of the relationship and the degree of impact, however, will depend in large measure on the effective and efficient deployment of police resources. Research studies in the United States, for example, have found that, all else being equal, a 10% reduction in the size of a typical police agency leads to a 6% increase in robberies, a 3% increase in serious assaults, and a 4% increase in vehicle theft (Heaton and Jackson, 2012). 
In addressing this general question, researchers have examined the relationship between the number of police officers, the costs of these personnel, and the benefits achieved through crime reduction. This issue has been explored by researchers in the United States and Canada using materials that estimate the tangible costs (e.g., the costs of processing an offender through the justice system, and non-tangible costs, such as the impact of crime on property values) (McCollister, French, and Fang, 2010). 
The materials in the next chapter will reveal that the Penticton RCMP detachment has major gaps in its capacities to effectively police the community. Most notable of these is a near total absence of a proactive, community policing / community engagement capacity. Community policing units, the SRO program, and other community engagement initiatives have been discontinued and the officers reassigned to front line patrol work. A major challenge is to develop alternative response options to calls for service to free up officers to engage in proactive community engagement and problem solving. This report presents options for consideration by municipal council.
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CHAPTER 4
SOUTH OKANAGAN DETACHMENT
KEY FINDINGS
During the period 2017–2021:
Penticton had (and continues to have) a much higher level of calls for service and Criminal Code occurrences than other RCMP-policed municipalities.
Total Criminal Code occurrences in Penticton increased by 37%.
Officer criminal caseloads increased by 10% annually. 
Kamloops and Vernon experienced average increases of 5% in 2021. 
There was a 34% increase in workload-per-member (case burden) when compared to an 8% average increase for all E Division (BC-RCMP) municipal detachments over 15,000 population.
There was a 63% increase in violent crime case burden per member in Penticton between 2017 and 2021, compared to the BC-RCMP average of 36% for municipalities over 15,000 population. 
There are dramatic differences between the Penticton RCMP workload for property crime, violence crime, and other occurrences as compared to other detachments in British Columbia.
The authorized strength of the detachment is not sufficient to meet the demands for service, resulting in a near total absence of proactive community policing. 
In contrast to the civilian members of the detachment, the Regular Members (sworn officers) have lower levels of morale and are less satisfied with the workplace culture.
Mental health calls are having a significant impact on RCMP resources. There was a 56% increase in mental health related calls responded to by municipal officers in the detachment between 2019 and 2021. The projections are that these calls will continue to increase.
There are alternative response measures that can lessen the call demand on the detachment, including a 311 call centre, interoperability with bylaws, CSOs and private security; and a robust restorative justice program.
Innovative municipal approaches are required to address persons who are experiencing crises.
The concept of the Continuum of Public Safety provides a framework within which to rationalize the resources and efforts of agencies in the community, including the police, fire and rescue, bylaws, and CSOs.

KEY RECOMMENDATIONS
A strategic plan should be developed to ensure the interoperability of police, Fire and Rescue, Bylaws and CSOs.
The municipality should consider creating a 311-call centre, or similar, to divert calls away from police, Fire and Rescue, bylaws and the CSOs.
Five additional officers should be added to the Penticton Detachment for the express purpose of creating and maintaining a community policing team that will engage in proactive initiatives, high visibility policing, community engagement and problem-solving. 
One additional officer should be added to the detachment for the position of YLO.
One additional officer should be added to the detachment for the position of SRO to cover both high schools.
One additional officer should be added to staff a PACT patrol unit with a psychiatric nurse.
Three additional civilian positions should be added to the civilian component in the detachment: Two Operations Team Lead positions and one Records Clerk. 
The City should consider providing funding to create a mental health team modelled on programs that are operating in the US. Two persons trained in mental health and crisis intervention should be hired to respond to persons in crisis who are non-violent.
The City should explore creating the position of mental health counsellor in each of the high schools via a joint funding arrangement with Interior Health and School District 67.
The SRO program should re-instated in the high schools.
The Detachment

Officially called the Penticton South Okanagan Similkameen Regional Detachment, the RCMP Penticton headquarters is a blended detachment serving both rural and remote areas within its boundary as well as within the City. Officers working out of the detachment are responsible for policing the City of Penticton through the Municipal Police Unit Agreement (MPUA) with the Province of BC. It is up to discretion of the Detachment Commander and/or Watch Commander where police officers may be dispatched to depending on need. 

Under this contract, the City of Penticton pays for 90% of RCMP policing costs and the federal government 10%. The Province of BC pays 70% of RCMP costs for rural and remote policing with the federal government paying 30%. The provincial cost is offset by about 33% with a BC Police Tax for rural areas. In Spring, 2022, the detachment’s sworn strength was 52 officers, with three additional officers forthcoming. 

The commander of the South Okanagan Integrated Detachment is also responsible for rural policing in the adjacent Okanagan-Similkameen Regional District Area D, E, F and I, areas that include the small communities of Faulder, Kaleden, Naramata, and Okanagan Falls. See Map 1.

Map 4.1. Geographic Areas of Policing Responsibility for South Okanagan Detachment

Under this arrangement the commander of the South Okanagan Detachment can, at their discretion and operational needs, deploy RCMP municipal police resources to either cover calls within the Provincial detachment boundaries or deploy the Detachment’s provincial police resources to assist with needs within the City of Penticton. 

A major challenge in the integrated detachment model is gathering precise and accurate data about how many Provincial RCMP members are dispatched to assist Municipal Detachment members and vice versa, and for what reason. Such a calculation could offer additional insights into the staffing needs of the detachment.  


Penticton Population Trends & Projections & Police Officer per Population 

The data in Graph 4.1 show the population trends in the municipality and Graph 4.2 show the trend and projection of police officer strength for the period 2016 to 2026.

Graph 4.1. Penticton Population – Current and Future Projections 

Source: Statistics Canada 2016, 2021 census. Trendline: Sopow & Griffiths. 

Between the census years of 2016 and 2021 Penticton’s population grew by 9%. In the same period its established Municipal RCMP strength grew by 3%. This meant a higher population served by the same number of police officers, not considering that often the police service has members who are Off Duty Sick (ODS) including various forms of physical and emotional issues, those attending training courses, and those on leave for vacation or parental leave, and other factors. 

Graph 4.1 also presents this report’s conservative population projections ranging from 1.5% to 2.0% annual growth between 2021 and the next census year of 2026. The projections show a city population ranging from a low of 39,736 (7.2% growth) to a high of 40,724 in 2026 (9.4% growth). Again, this is a very conservative projection based on the past five years including the impact of the global pandemic in 2020 and 2021. It does not predict possible factors such as a renewed pandemic, economic swings, and political decisions at all three levels of government.

A commonly used measure of the adequacy of police resources is the population to police officer ratio, or “pop to cop.” This ratio must consider context such as the demographics of a population, economic conditions, and crime rates (ranging from an older population, a stable economy and social conditions and low crime, to a growing population, significant economic activity, and higher crime), it is nevertheless one useful gauge of required police resourcing. 

Graph 4.2. Penticton Municipal RCMP Police Officer Strength 

Source: Statistics Canada 2016, 2021 census. Trendline: Sopow & Griffiths.

Graph 4.2 shows that, with a projected population growth of even 2% per year and no future growth in municipal RCMP, Penticton will have at least 3,839 more residents being served by the RCMP in 2026, a 9% growth in the population / police ratio from 2021.

One reasonable assumption of deployment needs can be made by looking at the 2017–2021 trend of Criminal Code and property crime case burdens between South Okanagan Detachment Penticton municipal and the detachment’s provincial police officers (See Graph 4.3). 







Graph 4.3. Total Criminal Code Cases per RCMP Municipal & Provincial Members, 2017–2021 (est. 2022–2023)

Source: BC-RCMP Headquarters Data Analysis Unit. Trendline: Sopow & Griffiths. 

Accounting for the dip in the 2020–2021 COVID years the graph shows municipal caseloads increased an average of 13% per year from 2017 to 2021 while provincial / rural policing caseloads increased an average of 4% per year. The trend line provided by this report suggests that at this rate, Penticton municipal RCMP needs may continue to significantly outpace rural policing needs for the detachment, highlighting the need for additional police resources if current policing practices continue, including no change to the demand on the detachment from socio-mental health related issues. 

Graph 4.4 illustrates the trend in property crime for the period 2017 to 2021 for the municipal and provincial officers in the detachment. 

Graph 4.4. Property Crime Trend 2017–2021 Municipal vs Provincial RCMP
Source: BC-RCMP Headquarters Data Analysis Unit. Trendline: Sopow & Griffiths. 

Again, the caseload burden is higher for municipal officers and the trend line suggests that this will continue to be the case going forward.

Calls for Service, Crime Trends, & Officer Caseloads – Staffing Levels & Demands for Service vs Detachment Capacity 

In July 2021 Penticton City Council voted 4–3 in opposing the mayor’s motion to hire five more police officers, instead agreeing to the current budget estimate of hiring three additional officers. In response, the OIC of the detachment asserted that “adding five officers would be a good start” and that “Right now we do zero proactive policing. Our caseload is 139 per cent higher than the provincial average.” Supt. Hunter added that, “We are 11th in the country for non-violent crimes and 14th in Canada on the crime index. That is for the whole country. There is a lot that happens here in Penticton, and we don’t have the officers to deal with it. Our caseload is egregious. It’s awful.”
The materials gathered in the present project suggest however that, in the absence of a comprehensive community safety and well-being plan, merely adding officers to the detachment may have minimal impact on crime and safety in the community. Equally important is developing alternative call responses for the increasing number of calls for service to which officers are responding, including mental health related calls that do not require law enforcement. This in turn, will create an opportunity for the detachment to regain a proactive, community policing capacity centered on community engagement and problem solving.   

“Workload” or “case burden” statistics reveal how many files there are per RCMP member in a detachment. Each call for police service can generate a file that can range widely in complexity and difficulty for the police officer affecting the time required. In addition, each detachment varies according to a range of geographic and socio-economic factors requiring an understanding of their context. It is instructive to compare the demands on the Penticton Detachment with the average for other detachments in E Division, even given the different policing environments in which policing services are delivered.

Data provided by BC-RCMP Headquarters Data Analysis Unit allowed for a comparison of the demands for service and workload on the Penticton RCMP detachment and the average of other detachments in the province in communities over 15,000 population for the time period 2017–2021. These data are presented in Graphs 4.5–4.9. 

Graph 4.5. Total Criminal Code Occurrences per 1,000 Population

		Source: BC-RCMP Headquarters Data Analysis Unit.

The data in Graph 4.5 reveal that total Criminal Code occurrences in Penticton increased by 37% during the period 2017 to 2021, even with the dip that occurred at the height of the global pandemic. 

The figures in Graph 4.5 reveal that total Criminal Code occurrences increased in Penticton by 34%. This is a 500% difference in police workload per member when compared to the 8% average change for all E Division (BC-RCMP) municipal detachments over 15,000 population between 2007 and 2021.

The same dramatic differences exist in total Criminal Code occurrences per officer (See Graph 4.6), total calls for service (Graph 4.7), in property occurrences per 1,000 population per officer (See Graph 4.8) and in the caseload of violent Criminal Code offences (See Graph 4.9).  


Graph 4.6. Total Criminal Code Occurrences per RCMP Officer

Source: BC-RCMP Headquarters Data Analysis Unit.

There was also a 34% increase in police workload per officer (case burden) when compared to the 8% average change for all E Division (BC-RCMP) municipal detachments over 15,000 population between 2007 and 2021. Even more dramatic is that the data shows a 63% increase in violent crime case burden per member in Penticton between 2017 and 2021, compared to the BC-RCMP average of 36% for municipalities with over 15,000 in population. 

These figures support the assertions of the detachment OIC that the police service is under-resourced.







Graph 4.7. Total Calls for Service per RCMP Officer

Source: BC-RCMP Headquarters Data Analysis Unit.

Graph 4.8. Criminal Code Property Occurrences per 1,000 Population per Officer

Source: BC-RCMP Headquarters Data Analysis Unit.

Graph 4.9. Violent Criminal Code Offences per Officer

Source: 	Source: BC-RCMP Headquarters Data Analysis Unit 


RCMP Response to Mental Health Related Occurrences 

The RCMP call-response category “Mental Health Occurrences” refers to police officers being dispatched to a situation where a mental health condition appears to exist with an individual. There can be many underlying reasons for this immediate designation ranging from an individual’s behaviour, their known history, and reports from bystanders, family, and friends.

Graph 4.10 shows the mental health related calls that were responded to by municipal and provincial RCMP officers during the period 2019–2021. A statistical projection is made by the authors of this report as to where calls for service may be heading in the year 2023 if no changes occur. Note that data are not available indicating how often a municipal RCMP member supports provincial RCMP members or vice versa.









Graph 4.10. Penticton Detachment Mental Health Related RCMP Calls for Service

Source: BC-RCMP Headquarters Data Analysis Unit. Trendline: Sopow & Griffiths. 

The data in Graph 4.10 reveal that there was a 56% increase in calls responded to by municipal RCMP officers in the detachment between 2019 and 2021 with the increase projected to reach at least 2,600 occurrences in 2023 from 1,967 in 2021, a 32% increase in all factors if they remain as they are today. The number of mental health related calls responded to by provincial officers in the detachment increased 24% between 2019 and 2021, with a projection of about 290 calls in 2023, a possible 25% increase from the 283 calls in 2021.

Tables 4.1–4.3 show municipal and provincial officer response to mental health related occurrences and well as a combination of both, occurring by month between 2029–2021.

Table 4.1. Mental Health Related Occurrences, 2019–2021, Penticton Municipal RCMP


Table 4.2. Mental Health Related Occurrences, 2019–2021, Penticton Provincial RCMP





Table 4.3. Mental Health Related Occurrences, 2019–2021, Penticton Provincial & Municipal RCMP

Source: BC-RCMP E Division Headquarters Data Analysis Unit.

Analysis

The data in the preceding tables show that the COVID-19 pandemic had no or little impact on the increasing number of calls for RCMP officers to attend mental health related occurrences. Prior to 2020–2021 Penticton Provincial RCMP saw a continuing upward trend in mental health calls. This increasing number of mental health calls is noted in interviews with Penticton RCMP police officers who state that such calls are often beyond their professional training to deal with emotionally disturbed individuals and is more within the purview of social workers or counsellors. This report makes several recommendations designed to address this situation, including creation of a PACT unit staffed by an officer and a psychiatric nurse and the creation of a two-person, City funded, crisis intervention team. 

Detachment Officer in Command – Perspectives 

Analysis of the police-related data revealed that there are high demands on policing in the City. The current OIC of the detachment shared his perspectives on policing in the City, the current resource challenges, and the implications of not having capacities in important areas. To maintain frontline, general duty staffing levels, the detachment disbanded the Community Support Response Team that was a proactive group of officers involved in proactive policing and community engagement. Also disbanded was the School Resource Officer position, the YLO position, and the traffic unit. The capacity of the detachment to do proactive community policing and to engage with stakeholder groups in the community on a proactive basis is virtually nil. 
As a consequence, the OIC stated, “It’s a free-for-all in this city.” He lamented that Penticton was ranked high on the Crime Severity Index and lacked the capacity to engage in proactive problem-solving, instead being tethered to a reactive response model:  

“We’re in crisis mode here. Right now, we’re like firefighters, rushing from one fire to another. We don’t have time to address why the fires are happening. We need a proactive capacity. At present, officers have perhaps 6–7 minutes an hour to be proactive. Additional resources are the only way to get a grip on it. We need more officers. There are a lot of files we never get to. Calls that we don’t go to. We have a D-level police service with A-level officers.”
The OIC also stated that, “We need to be able to be visible in the community and to provide reassurance policing to the community.” A component of this is a robust traffic section, which the detachment currently does not have. This report recommends four sworn officer positions for a re-constituted traffic section.
The OIC expressed support for defunding the police, with a caveat:
“I’m supportive of defund the police as long as the proper resources are in place. Ideally, we should be able to police the city with far fewer officers than we have now. But can only happen if there are the services and programs available for persons in need. The province needs to step up. When other agencies don’t do their jobs, it impacts us.”
The OIC also discussed the implications of not having sufficient officer resources to effectively police the City:
“The high call demand makes it difficult to develop officers. GD [General Duty] officers should be dipping their toes into new areas, and expanding their skill set, such as putting together a search warrant. Right now, there is no time for that.”
The OIC also noted that there is a burnout factor at work, which is enhanced by officers doing only call response:
“It is important that officers have the opportunity to do good police work and to have ‘high-five’ moments: concluding a successful investigation, for example. Feeling like they are being productive and doing what they are trained to do. Right now, due to the call load, there are few high-five moments. Officers are not seeing the fruits of their efforts.”
The high call volume is contributing to exhaustion among the officers. The OIC noted that he was unable to attract officers to work double over time, which averages $150 per hour: “Our members are not well. They are burned out. I can’t get them to come in on double overtime.”
The OIC reiterated his support for a patrol unit staffed by a sworn officer and mental health worker:
“There is a need for a patrol unit staffed by a sworn officer and a psychiatric nurse. This has been on the table for years. There may finally be movement on it. Supported by the Southern Interior Local Government Association. A proposal to mandate these units in municipalities that is being brought to the [Union of British Columbia Municipalities] UCBM.”
Although there are issues in interoperability between RCMP officers and the CSOs, the OIC felt that the CSOs played an important role in maintaining order in the downtown area. 
General Duty & General Investigation Officers – Perspectives
Several key themes emerged from the discussion group with the sworn officers: (1) A lack of resources; (2) The lack of capacity to do proactive policing, e.g. community policing, community engagement, and problem-solving; (3) The burnout factor among officers; and, (4) Officers responding to non-police related calls for service.
The lack of resources – Comments made: “We amalgamated units.”; “We often don’t have the resources to do a proper investigation.”
The absence of proactive police work – Comments made: “We do zero proactive work.”; “There is no SRO program”; “If the officers are doing proactive work, they are not dealing with their files”; “We used to engage with the public at the call; give people time to vent; now, don’t have time; we can’t provide engagement”; “I would love to have the time to stay and speak with people, but I have to move on to the next call.”
No call too small / high call load – Comments made: “We don’t say “no” to anyone, but people are saying “no” to us.”; “We deal with non-policing matters.”; “There is no triaging calls for service.”; “In the summer, there will be 90 files a day.”; “We need alternative call response for Priority 3 and 4 calls.”
Understaffing – Comments made: 
“None of the units here are staffed appropriately. There is supposed to be one Cpl and seven constables on a shift. I have seen that once in my time here. It’s actually one Cpl and four Csts.”
“We are so short-staffed.”
“Between 2011–2015, there was one Cpl and six Csts on a watch. We always had a full watch. Presently, it is often a challenge to meet the shift minimums.”
“Our special victims’ unit has three positions, two of which are vacant. There is one person in a three-person unit.”
A Watch Commander stated, “A lot of things get missed; we are doing more tasks.”
Understaffing is exacerbated by officers not coming to work on an overtime basis due to burnout and fatigue.
Officer mental health – Comments made: “Burnout affects my career; don’t have access to courses for career and personal development because we are always short. There is no carrot to motivate officers.” 
The consensus of the group was that unless non-police calls are diverted away, the detachment will continue to be under-staffed even with additional sworn officers and civilian staff. This adds a sense of urgency to developing a Continuum of Public Safety and an interoperable tiered policing model. However, since at present the CSOs have no legal authorities, they are unable to relieve the call load of the police.
Penticton RCMP Personnel Ratings of Their Workplace – Importance of an Interconnected Workplace

Recall from the discussion of the Integrated Change Cycle in Chapter 1 that the ability or all organizations to achieve purpose and objectives through engaged employees is contingent on the successful ongoing integration and continuous evolution of four workplace factors measured by the Integrated Change Cycle model — culture, structure, systems, and subsequent workplace climate. 


Penticton RCMP Detachment Workplace Environment

The detachment presents many of the same workplace and operational challenges of RCMP detachments throughout Canada as found in employee surveys over the past 15 years. These challenges can in part be:

The nature of a national police service headquartered in Ottawa, rather than detachment leadership, that directs division, district, and detachment policy on human resources, certain centralized administration related to strategic planning, training requirements, and leadership competencies.
A traditional paramilitary style of organizational structure not uncommon for first responders frequently facing emergency and life-threating situations.
A complicated contractual relationship with municipalities and the Province specifying the nature of services and funding formulas. 

However, there are also many factors within the control of local leaders and managers. These include such important issues an internal communication, conflict management, workplace respect and attention to employee wellness, accountability, and community collaboration.

The ability of all organizations to achieve their purpose and objectives through engaged employee action is contingent on the successful ongoing integration and continuous evolution of four workplace factors, measured by 34 questions within the Integrated Change Cycle survey — culture, structure, systems, and subsequent workplace climate. 

RCMP personnel, both sworn police officers (n = 24) and civilian employees (n = 16) responded to the same workplace Integrated Change Cycle survey. The responses are provided as a weighted average from the 1 to 5 scale where 1 = disagree/disagree strongly and 5 = agree/strongly agree. The results can be interpreted through the Weighted Average Interpretation scale. See Scale 4.1.

Scale 4.1. Weighted Average Interpretation Scale



An analysis of the responses of the sworn officers and civilian employees to the workplace survey revealed that the sworn officers gave a 2.9 / 5.0 “poor rating” for their morale, compared to a “high” average 3.7 / 5.0 for the civilian members. Sworn officer job satisfaction was rated at an “average” 3.1 / 5.0. compared to the civilians’ “good” rating of 4.2 / 5.0. 

An explanation for the low Regular Member morale is likely connected to low ratings of not having enough human resources (1.4 / 5.0) and not having enough equipment and resources to successfully complete their work.
The poor ratings for having enough police officers as well as equipment is the common connection to workplace system factors. This is found in Regular Member ratings of “effective conflict resolution” (2.6 / 5.0), “having good performance recognized” (2.6 / 5.0), and “having workplace decisions made quickly and efficiently” (2.6 / 5.0).
With respect to the detachment’s workplace culture, while all 10 measures received an “average” rating of 3.1 / 5.0, the sworn officers gave “poor” ratings for the detachment being innovative (2.6 / 5.0) and being “open to change” (2.9 / 5.0). These lived experiences of the Regular Members are likely due more to the national RCMP culture than to the detachment’s leadership. 

Civilian employee ratings of their workplace environment were higher in many areas than the ratings given by the sworn officers. The potential reasons for this include: 

In contrast to Regular Members, civilian employees gave high average ratings to the following workplace culture measures: “being valued for their knowledge and skills” (3.7 / 5.0), “being open to change and transformation” (3.4 / 5.0), and “placing a high priority on employee wellness” (3.8 / 5.0).
Civilians also rated several workplace structures higher than Regular Members including “timely decision making” (4.0 / 5.0), “having clear responsibilities” (4.0 / 5.0), and “having clear reporting lines” (4.0 / 5.0).
RCMP civilian employees also rated several workplace environmental factors higher than Regular Members including “morale” (3.7 / 5.0), “having work/personal life balance” (4.1 / 5.0), and “feeling both respected and valued” (3.9 / 5.0).

 









 See Table 4.4.

Table 4.4. Workplace Ratings of Regular Members & Civilian Staff in the Detachment 

In Their Own Words – Comments from RCMP Regular Members 
The sworn officers in the detachment were asked to comment on the culture, structure, systems, and workplace climate at Penticton’s South Okanagan Detachment. Forty individual comments were received, with about 85% related to being understaffed. See Figure 4.1.  

Figure 4.1. Regular Member Comments on the Detachment


The comments offered by the officers included:

“Having more resources, specifically police officers on the road, which is essential for handling call load, responding safely and effectively serving the community. As it stands now every member is getting burnt out.”

“We do not have the time to be proactive in Penticton. We are 95% reactive to the files that come into our detachment. Proactive policing has proven to actually make a difference to ensure that the right people are held accountable.”

“The detachment is too heavily focused on General Duty response and workload. Workload of other units is not a priority, and those units are sacrificed for basic general duties at ‘peak’ times. This is not productive and creates delays in more complex investigations. Support units should be maintained and not used as a pool to support GD.”


“The RCMP as a whole is an organization that be perceived as resistant to change. I believe that there are individuals who are innovative and forward thinking within the organization, but the structure and history of the organization itself can cause difficulties in implementing new ideas.” 

Civilian Employees in the RCMP Detachment
Increasing attention is being given to the important role that civilian employees play in police services. This role is particularly significant in RCMP detachments, where, due to the transfer policy, civilian employees are the thread of continuity in organizational knowledge. Civilians play an essential role in the functioning of the detachment and, in recent years, there has been an exponential growth in the demands on civilian sections.  There has also been the realization that, similar to sworn officers, civilians may experience stress and mental health issues, particularly if their sections are under-resourced. 

The project team conducted a focus group session with the civilian employees and interviews were conducted with management personnel. The civilians were also offered an opportunity to complete an anonymous online survey containing questions about the organization and their work environment. The survey also provided an opportunity for the respondents to offer comment on several of the topical areas covered in the survey. This was the same survey offered to the sworn members in the detachment.

In Their Own Words – Comments from Municipal Employees

Municipal employees in the detachment were asked to comment on the culture, structure, systems, and workplace climate. Twenty-five individual comments were received. The content analysis shows the greatest issue discussed by civilian staff were dealing with many changes within the detachment (23%) and a need for more police officers (18%). See Figure 4.2.

















Figure 4.2. Comments by RCMP Civilian Employees 


Following are selected comments illustrating the concerns of civilian employees in the detachment:

“The RCMP as a whole is an organization that can be perceived as resistant to change. I believe that there are individuals who are innovative and forward  thinking within the organization, but the structure and history of the organization itself can cause difficulties in implementing new ideas.”  

“The culture of the RCMP as a whole influences the culture of the detachment, so it is difficult to separate the two.”

“I feel strongly supported by the RM’s I work with, they include me in discussions where they feel I have something to contribute and always make me feel appreciated and valued. There is a legitimate understanding that we are grossly understaffed on both RM’s and M/E’s. This affects moral and the mental and physical wellness of both groups.”

“There are not enough police officers to satisfy the public demand, especially when they will continue to get called to every mental health situation, and to assist the ambulances / paramedics, because of the potential for violence. A lot of members are unable to maintain a good work / life balance and are burning out.”  

“I think the RM’s are well structured for the resources they have, the plain clothes units are all up and running again and that is a definite positive step. On the M/E side, the only change I could see would be to return to the previous org chart with a single manager and utilize the salary dollars to hire a senior records clerk and a part time steno.”

Municipal Employees – Perspectives 
“We are the forgotten few. We love what we do and want to succeed and help the RCMP succeed.” – RCMP municipal employee
A focus group session was facilitated with the civilian ME. Many of the comments centered on  workload demands and mental health and wellbeing:
“The support staff are overworked.”
“The Priority 3 and 4 calls don’t get addressed.”
“We often don’t find out what’s expected of us until the 13th hour.”
“The electronic disclosure requirements are cumbersome.”
‘There are struggles with outside agencies. Who is going to do what.”
“We get our mandates from E Division and from Prosecution Services. We are given massive projects and don’t know when they are coming.”
“We are constantly adding to the plate of everybody who has a full plate.”
“We are a team. We show up because we love our work. But we want support.”
We don’t take care of our employees. There is no resiliency training; no wellness training.”
“There hasn’t been support when persons experience trauma.”
Assessment of Current Capacities in Civilian-staffed Units
The civilian managers of the support staff were asked to conduct an assessment of the current capacities of the and to identify any areas where additional resources may be required to increase capacity and the effectiveness and efficiency of the staff.
Following is, verbatim, the report that was prepared for the project team:
The Penticton RCMP Detachment support staff structure has remained largely the same since 2006. The climate of policing, legislative demands and case volume have changed substantially since 2006 creating several pressure points within the existing support staff structure. The Public Safety Review process uncovered service delivery gaps in the existing support service delivery to policing operations: 
Penticton Detachment has several positions with only one employee in certain key roles where in the past, cross-trained staff were relied upon to assist during peak periods, sickness relief and vacation coverage. However, with no increase in Operations support staff structure, staff workloads have increased where cross-training is no longer feasible and overtime has been a necessity in supporting Operations. 

Penticton Detachment has had recruitment difficulties resulting in many employees having a lack of organization knowledge. Numerous specialized positions requiring in depth knowledge and experience have had to be offered to untrained staff with no RCMP experience. This not only affects the productivity of existing staff perpetually training and guiding new staff, but also affects quality of work and puts the organization at risk.

The BC Prosecution Service has revised the [memorandum of understanding] MOU between Police and Crown Counsel to a digital platform significantly increasing the time required to submit reports to Crown Counsel.  

The Memorandum of Understanding on Disclosure significantly impacts the General Investigation Section (GIS) within the Detachment creating new business rules for disclosure to Crown.  GIS contains the following units: Serious Crime, Special Victims, Drugs, and Prolific Offender Management, and consists of 15 RM’s and one Crime Analyst, all of whom are supported by a single municipal employee (Electronic File, Disclosure and Admin Coordinator), supplemented with casual employees when available.  This is not sustainable as the demands for the very technical support required is beyond what we can expect from casuals.  There is also a mental health component to this role to, this position works on every major file in the Detachment so there is no respite from the exposure to very traumatic incidents.

The existing support staff structure has no capacity to complete project work received by RCMP Headquarters and is currently being risk managed. 

Municipal Staff are being called upon to assist Regular Members in their duties where a sworn peace officer is not required to complete the work.

Uniform Crime Reporting [(UCR)] is designed to measure the incidence of crime in Canadian society and its characteristics. This information is used by federal, provincial and municipal policy makers as well as public and private researchers. Data from UCR provide key information for crime analysis, resource planning and program development for the policing community and are reported publicly by Statistics Canada. Municipal and provincial governments use the data to aid decisions about distribution of police resources. Locally, the Superintendent is provided these statistics quarterly to report to Mayor and Council. 

Accurate application of UCR requires thorough knowledge of Federal and Provincial statutes and legislation, the Criminal Code as well as a solid understanding of RCMP policies and procedures. 
At Penticton Detachment, this key duty of UCR reporting is the responsibility of the Watch Clerks. Historically, Watch Clerks were long time employees with many years organizational RCMP knowledge and experience with a strong understanding of UCR. However, for the past decade recruitment and retention of qualified candidates has been a constant challenge where most candidates have little knowledge of UCR. Larger Detachments have the benefit of full training sections for their employs, something the Penticton Detachment does not have.
Further, it is best practice to have regular quality assurance reviews of UCR statistics to ensure accurate reporting. This is a function support staff have no capacity to add to their existing duties.
To alleviate these pressure points, this report recommends four additional municipal employee positions, all of which are equally important for the effective and efficient operation of the detachment: 
Two (2) Operations Team Lead
A senior level position that provides training and guidance to Watch Clerks in all aspects of the job including UCR.
Responsible for implementing all UCR policy changes and updates for Watch Clerks.
Maintains best practise operating procedures for Watch Clerks.
Completes E Division Quality Assurance browses.
Provides UCR reporting during peak periods.
Completes RCMP mandated projects.
One (1) Records Clerk 
The Supreme Court Jordan decision requires a matter be through the courts in a timely fashion. The Court Liaison Officer supports Regular Members creating and sending electronic disclosure to reports to Crown Counsel.
The BC Prosecution Service has strict cut off times to submit reports to the Bail Hub for in custody prisoners required to be before a Justice within 24 hours. Penticton currently has one Court Liaison Officer making it difficult to meet cut off times.
As the number of Regular Members increase at the detachment, the number of Reports to Crown Counsel increases creating further demands on the existing Court Liaison Officer.

One (1) Disclosure/Transcription Administrator
A senior position who would provide training and guidance to members and staff in electronic disclosure and statement transcription
Final quality assurance of disclosures to Crown created with the GIS Unit
Maintains best practice operating procedures for Electronic Disclosure and transcription
Provides Administrative support to the GIS Commander
Liaise with Investigative Team Members and Crown Counsel with electronic file disclosures and administrative needs throughout the cycle of investigations and court proceedings.
In 2023 the MOU will also include the General Duty members and their requirements will fall under the guise of this position

RCMP Community Policing 
Materials gathered in focus groups discussions and in interviews revealed that the community policing / crime prevention capacity in the detachment is virtually nil. The detachment does not have a sworn member(s) dedicated to community policing and crime prevention. Rather, for several years, this position has been filled by a retired RCMP member. While dedicated and proactive, it appears that the crime prevention / crime stoppers / community policing unit operates in isolation from the sworn members. 
The lack of capacity is highlighted by the turnover in civilian community policing staff. The person currently in charge of the Crime Stoppers program is currently training the sixth Community Policing Coordinator in the past seven years. Three of the persons who previously held the position left for jobs with higher wages, while another retired. A key issue is that the current remuneration in the position does not provide a sufficient “living wage” in relation to the cost of living in Penticton. The high turnover in this position hinders the development, maintenance, and continuity of community policing programs. 
The interview data also revealed a perspective that, at present, sworn members were “too busy” to engage in proactive community engagement, problem solving, and community policing. 
It was noted that the detachment formed a Community Support Response Team four years ago, focused on social issues in the community. Liaising with schools, shelters, NGOs and other stakeholders in the community. This team was subsequently disbanded due to lack of officer resources. This report recommends four (4) additional sworn officer positions to create a Community Policing Team, one (1) sworn position for School Resource officer, and one (1) position for a Youth Liaison Officer.  

Need for Alternative Call Response – Reducing Call Loads & Pivoting to Community Policing
Data presented earlier in this chapter revealed that the Penticton Detachment is experiencing a high call load that has had a significant impact on the ability to engage in proactive policing. A significant number of these calls are mental health related and would best be responded to by non-enforcement personnel. There are strategies that can be employed to reduce the demands for service on the detachment while at the same time providing a better service to those persons in distress. Developing an alternative call response capacity will allow the detachment to pivot to proactive policing, increasing community engagement and the ability to problem solve.
It was previously noted that mental health related calls represent a large portion of the calls for service to which officers in the detachment respond. These files are often very time consuming for officers, one stating, “It takes me hours to write a report to get a person help and, even then, I may not be successful in getting it.”
It was noted that there were 12 persons in the community that were experiencing severe mental health and/or addiction issues. These persons are identified and discussed at a “Familiar Faces” work table attended by an RCMP officer, a representative from Interior Health, and others. 
Treatment and mental health were identified as significant issues in the community. Officers noted a variety of challenges associated with the current response to persons experiencing mental health and/or addiction issues. These included: 
The turnover of senior managers at Interior Health. 
Interior Health’s high caseload, e.g., “The Martin Clinic has 1,000 clients.”  
A disconnect between IH senior management and front-line personnel.
Concerns that allowing clients in shelters to use drugs was not working and noted that there is not a “dry” shelter in the City, e.g., “it’s very difficult for a person to be in recovery when others in the facility are using”; “Interior Health is fixated on one population who are getting worse, not better.”
BC Housing is often not a collaborative partner, e.g., “BC Housing only cares about housing. They want to put a body in a bed.”
A view that harm reduction was not working.
The absence of a treatment component, e.g., “There is not a lot of treatment available. People have to be transported to Kelowna or Vancouver and when they return to the city there is no aftercare infrastructure. They are set up for failure.”
The absence of a regional psychiatric centre, e.g., “There are people who shouldn’t be in the community given their severe issues.”
Shelters are “hot spots” for trouble.
The lack of motivation for persons in addiction to change, e.g. “they can use in the shelters; have a place to stay… .”
These comments reflect a major finding from the present study. There is no comprehensive plan developed by the province and municipal governments to address the needs of vulnerable and at-risk persons. As a consequence, service delivery is fractured, not coordinated, and individual provincial agencies, e.g., Interior Health, BC Housing, work in silos that do not facilitate an integrated approach. 
That said, there was the view that individual managers in these agencies are committed to a collaborative approach and this raises the possibility that individual relationships between City staff and provincial officials can be leveraged to develop innovative approaches to meet the needs of persons in need and in crisis.
A common theme of the members who were spoken with was the challenges of addiction and mental health. An RCMP officer involved in liaising with provincial agencies and the NGOs operating the shelters noted that there was a strong community network in the City and that all of the parties “work well together.” The officer noted that there are many instances in which they work with persons experiencing a mental health crisis that are not documented. It was also noted that mental health calls are resource and time-intensive, one officer noting that they had already spent ten hours working with a person experiencing mental health issues in attempting to get them to the appropriate resource. 
The challenges experienced by police officers responding to persons with mental health issues are often exacerbated by delays in the arrival of an ambulance if the person has to be transported to hospital, one officer stating, “I’ve waited 45 minutes for the ambulance to arrive.” This places the officer in the position of having to decide whether to accept the liability of transporting the person to hospital in their patrol unit. 
Alternative Call Response Programs
The high call load of the Penticton RCMP has significantly compromised its ability to engage in community policing and problem solving. If the detachment is going to regain a proactive capacity for community engagement and crime prevention, it will be necessary to develop alternative call response options. 
There are a variety of approaches being taken by police services in North America to accomplish this. These included the creation of a TRT which handles more minor calls for service that do not require dispatch of a patrol unit and the creation of capacities to respond to mental health-related calls that are do not involve law enforcement.
There is an urgent need to develop municipal-funded capacities for an alternative call response for the increasing number of mental health calls being responded to by the RCMP. At present, calls for services are being directed to the RCMP and to Fire and Rescue that could be more effectively responded to by alternative services. Given the absence of provincial resources, these increases are likely to continue. A high percentage of the calls for service to which officers in the detachment respond are mental health related and could be better addressed by civilians with specialized expertise in interacting with persons who are experiencing a mental health crisis. 
Canadian police services are implementing new strategies, often in collaboration with social service and health agencies to better respond to persons in crisis. There are also innovative programs designed to divert mental-health related calls away from police services to personnel who are trained to address the needs of persons in crisis. This will reduce the reactive call load on the detachment and provide an opportunity for the development of crime prevention, community engagement, problem-solving policing, and other proactive initiatives. 
In 2021, several American cities were participating in pilot alternative dispatch programs focused on 911 mental health calls. Programs such as CAHOOTS in Eugene, Oregon, have been operational for over three decades and provides residents with access to free, trained, civilian-first responders for incidents specifically involving mental health episodes, substance abuse, and persons experiencing homelessness (The Graham Factor, 2021). 
The Support Team Assisted Response (STAR) program in Denver is an alternative call response to non-violent 911 calls that replaces the need for the police to respond to matters that don’t threaten public safety (Schmelzer, 2022). The mental health clinicians and paramedics, who travel in white vans, respond to a wide variety of incidents involving persons in crisis. In February, 2022, Denver city council voted to expand the program. 
A similar expansion is underway in Dallas, Texas, where in February, 2022, that city decided to expand the Rapid Integrated Group Healthcare Team (RIGHT) program. The teams are comprised of police officers, fire department paramedics, and clinical social workers who respond to mental health related 911 calls (Baily, 2022). North Vancouver created a mental health crisis team in 2021 in partnership with the Canadian Mental Health Association. The response is human-centered and trauma-informed. Persons who are experiencing mental health issues can receive over the phone or in person assistance from a mental health professional (Richter, 2021).
Similar initiatives are underway in Los Angeles (https://goodwordnews.com/city-of-los-angeles-and-county-roll-out-pilot-program-that-sends-mental-health-workers-to-911-calls/) and in Calgary (https://calgary.ctvnews.ca/call-diversion-in-calgary-to-provide-alternative-response-to-police-1.5755107).
A recent report submitted to the Board of Police Commissioners in Saskatoon documented that the PACT patrol unit, staffed by a police officer and a mental health social worker, diverted 353 persons from going to an emergency room in 2021. In addition, 54 individuals were prevented from being arrested (Charlton, 2022).
A challenge is that many of these alternative response strategies have not been subjected to rigorous empirical evaluation. For example, there are varying perspectives on the extent to which CAHOOT-type programs are successful in diverting mental health related calls away from the police (Climer and Gicker, 2021). It is estimated that the program diverts 5% to 8% of calls for service and less than 10% of the involved persons were suicidal, disordered, or intoxicated. Many of the calls to which CAHOOTS responded were classified as “providing general services” (Climer and Gicker, 2021). The program does serve to divert calls for service away from the police.
Similarly, the criminologist Jerry Ratcliffe found in a study of the public health calls for service in Philadelphia that approximately 8% of the calls for service had a medical or public health connection. However, even in these cases, the final disposition could not be determined by the initial computer-aided dispatch (CAD) classification (Radcliffe, 2021). This lead Ratcliffe to conclude: “Sometimes the only way to determine if a police response is needed is to send a police response.”
On the other hand, the National Institute for Criminal Justice Reform (NICJR) has proposed that up to 49% of the calls currently responded to by patrol in Seattle could potentially be responded to by non-sworn personnel, although the Seattle Police Department’s initial assessment found that in 12% of calls Seattle police did not need to be the primary responder, accounting for 6% of total officer service hours (City of Seattle, 2021). 
NICJR has proposed a four-tier call response model for Seattle: 
Tier 1		Calls handled by unarmed / community response.
Tier 2	Calls handled by unarmed / community response with police resources co-dispatched nearby for safety.
Tier 3	Police dispatched to ensure the safety of the scene and then turning over the response to a community / unarmed co-responder.
Tier 4		Police as the primary responder.
(City of Seattle, 2021).
There was an expressed need for a PACT patrol unit staffed by a sworn officer and a psychiatric nurse, although, as one officer noted, “We asked for funding for this four years ago. It isn’t a priority for Interior Health.” An officer who has extensive experience liaising with social service and mental health providers in the city stated, “This unit should be 24/7.”
This report recommends two sworn officer positions to staff a PACT patrol unit with a psychiatric nurse.
Another recent, innovative initiative is locating social workers and Peer Navigators in public libraries. There is an emerging field of social work practice in public libraries (Schweizer, 2018; Esguerra, 2019). Public libraries represent one of the few remaining public spaces with malls and other gathering places being private property from which persons can be removed for little or no reason, e.g. as they are trespassing on private property. Several libraries in Canada, including Thunder Bay (ON), Kitchener (ON) Mississauga (ON), and Edmonton (AB) have library-based social workers. The limited research that has been conducted on these programs found that “library social work is an emerging distinct area of interdisciplinary practice that shows promise at individual and systems levels in helping to address social exclusion and improve community-base responses to broader social challenges such as homelessness, hosing instability, poverty, mental health concerns, and substance misuse” (Schweizer, 2018: ii).
Peer Navigator programs (PNP) are also being developed in a variety of settings. Following is a description of a Peer Navigator team in North Vancouver on the website of the Vancouver-Fraser Canadian Mental Health Association (2021): 
“The Peer Navigators are a team of eight peers who identify as having lived-experience with mental health and/or substance use challenges. The Peer Navigator team recognizes how challenging it can be to navigate systems of support, find and access resources that meet each persons’ specific needs, and how hard it can feel to ask for assistance. The Peer Navigators draw on personal lived-experience, training and education to work alongside and encourage program participants in a goal- and recovery-oriented space.” (https://vancouver-fraser.cmha.bc.ca/programs-services/peer-navigator/)
Historically, PNP programs were most frequently used to provide instrumental assistance and interpersonal support for medical patients (Corrigan et al., 2018). However, their use has expanded to a myriad of contexts, from assisting persons with mental illness who are re-entering the community from incarceration (Hailemariam, Weinstock, and Johnson, 2020) and in public libraries, including Kelowna Public Library. An increasing number of municipalities are hiring social workers to provide assistance to the police and to Fire and Rescue services (https://www.usnews.com/news/best-states/rhode-island/articles/2022-01-26/city-to-hire-social-worker-to-help-police-firefighters).
This report recommends the municipality provide funding for a Peer Navigator to be located in the Penticton Public Library and funding for two civilian crisis intervention workers who can respond to non-enforcement calls to persons in crisis.
Alternative Call Response – A 311 Call Centre 
At present, many calls for service are being directed to the Police, Fire and Rescue, and to bylaws and CSOs that could be more effectively responded to by other municipal departments. Residents and visitors to the City often dial 911 or call the non-emergency police line due to not knowing where else to call. This may occur more frequently in Penticton that hosts thousands of tourists and other visitors. The view of some service providers was that the city’s “See Something, Say Something” campaign had exacerbated the call loads of the police, bylaws and CSOs. 
The goal of a 311 service is to efficiently respond to inquiries and requests from residents, businesses, and visitors by providing reliable information and accurately processing requests for city services 24/7/365. The 311 number provides residents and visitors with an easy-to-remember phone number of obtain all city services and allows the municipality to reduce operating costs, use resources more efficiently, measure accountability and feedback and to deliver timely, consistent, and personalized customer service (City of New York, 2011). 
The 311 call centres have proven to be effective in identifying the most appropriate agency to respond to citizen calls for service and for directing non-emergency / non-enforcement calls away from the police, non-fire calls away from Fire and Rescue services, and increasing citizen confidence in municipal government. A primary objective of 311 call centres is to address the lack of consistency, coordination, and citizen focus when handling requests for information and service. Additional goals are to reduce or eliminate abandoned calls; reduce of eliminated misrouted calls; offload non-emergency calls from 911; and, provide consistent information to citizens (The Marco Group, 2003:1). 
The benefits of these centres include:
Improved customer service by providing constituents with one convenient number to call for City services including non-emergency police issues.
Providing City officials with detailed performance metrics on how efficiently calls for services are being handled by City departments.
Spotting trends in citizen questions and concerns early to allow staff and officials to take corrective action before problems become major issues and learning more about citizens’ needs based on an analysis of requests for service.
Elevating citizens’ perception of the City’s service delivery and improving citizen satisfaction and communications for City services.
Eliminating administrative activities that add no value, such as redundant keying, call transferring and reconciling of data within all City or county departments.
Making information more readily available to the public and the business community.
Giving citizens a choice of communication channels (self-service, telephone, voice response, Web-based, remote site, direct customer contact) by providing citizens access anytime and in many locations.
Providing a knowledge base for citizen contact by predefining and establishing general citizen information.
Enabling employees to deliver better customer services to callers with the appropriate tools, processes, and information.
(Schemetic, 2019).
In Alberta, a five-month pilot project began in January, 2022 to use a 211 number to divert 911 callers who need mental health, addictions or social support to lines that provide referrals to community and government services (The Canadian Press, 2022). A review of the 311 call centre in Edmonton found that it was delivering service at the target set at implementation and that service was being provided in an efficient manner (Edmonton Office of the City Auditor, 2010:i). A notable gap in the service was the absence of any provision for customer feedback, which is valuable in determining the customer’s experience and in improving the service. Among the reasons why 311 call centres have not met their objectives are insufficient staffing, the absence of key performance indicators (KPIs) for staff, and the lack of adequate supervision (City of Sacramento Office of the City Auditor, 2015:4). 
Although it may be argued that Penticton is too small a municipality to have a 311 service, the growing population, including seniors, the projected increase in work-from-home residents, and the community’s strong reliance on tourism and events warrants close consideration of developing this capacity. As well, if a 311 call centre can reduce the demands for service on police and fire and rescue, this program may produce a good ROI for the municipal government.
Absence of Detachment School Resource Officer (SRO) Program
A further illustration of the consequences of the high call and case load in the detachment is the absence of an SRO program. High call demands have forced the detachment to discontinue what was considered by the district school superintendent, teachers, and students to be a very effective SRO program. If properly organized and delivered, SRO programs can play a significant role in crime prevention and investigation, as well as providing excellent ROI in terms of the number of youths that an officer can have contact with and impact. SROs can be especially effective in developing relationships and assisting youth who are at-risk or are experiencing crises in their lives.
Key requirements of an effective SRO program include selection of the right officers are selected to work in the schools, that there is continuity in the officers in the position and that there be metrics to capture the impact of the officers’ activities. In many jurisdictions in British Columbia, the cost of the SRO program is shared equally between the school district and the police / municipality.
A challenge in RCMP-policed communities is that, due to the transfer policy, officers often do not remain in the schools for an appreciable period of time. This mitigates officers developing relationships with youth wherein youth feel comfortable with officers in the school. The detachment previously had a very popular officer assigned to the high schools. When he was transferred, his position was not filled. 
Despite the challenges of continuity, on balance, having an officer in the two high schools is a net benefit for the students, teachers, and the municipality. A key issue is how to staff this position. The project team favours one SRO position being co-funded by the City and the school district to cover both high schools. This officer’s efforts can be supplemented by having officers on the watches “adopt a school” which would extend coverage to the elementary schools. The development of alternative response options for the detachment will provide patrol officers with more proactive time to engage in these activities.
Absence of Community Outreach & Engagement Capacity 
Similarly, the Community Policing Office that was in the downtown closed and it was one of the last vestiges of community outreach by the detachment. Although the effectiveness of these offices as a community policing strategy is questionable, this is illustrative of the detachment’s retreat from front-line community engagement. Static community policing offices have been found not to enhance community engagement to any great degree. 
Police services across North America have gotten creative in an attempt to maximize their visibility and to facilitate engagement with the community and the development of trusting relationships with the community. To overcome the limitations of stationary community police offices, many police services use mobile vans that can be situated at events, at the beach, in neighbourhoods, etc. To increase contact with the public, including youth, vans (as the one below) often give out ice cream in the summer months and hot chocolate during the winter.

Photo 1. Police service community outreach van with ice cream capacity.
Photo credit: Norfolk Virginia Police Department.

Mobile vans have proven to be as effective and less costly than maintaining bricks and mortar community policing officers. It allows the police to “go where the people are.”
Restorative Justice Program
The South Okanagan Restorative Justice program operates out of the RCMP detachment. Restorative justice is based on the principle that criminal behaviour injures not only the victim but also communities and offenders. Any attempt to resolve the problems that the criminal behaviour has created should, therefore, involve all three parties. Restorative justice approaches also have a utilitarian function in that they are designed to protect the public from future criminal behaviour (Griffiths and Murdoch, 2022). 

Restorative justice programs are most often operated by non-governmental organizations and funded by the provincial government. Materials gathered during the present project suggest that the restorative justice program in the detachment has struggled to get referrals from sworn officers and also there has been a lack of continuity in the program due to a constant turnover of coordinators. Further, the program appears to not have any stated objectives or performance metrics that would indicate the extent to which it is successful in diverting persons from the justice system and providing a positive outcome for the individuals involved and the community. These issues will have to be addressed if the restorative justice program is going to reach its full potential and serve as an alternative program. The recent hiring of an ex-member to coordinate the RJ program provides a good foundation for moving forward.

Asserting Community Priorities 

Going forward, it will be important for municipal council to continue to be proactive in considering innovative programs to address the challenges facing the community and to ensure that resources are maximized. Since policing consumes a significant portion of the municipal budget and the costs of policing will continue to increase, council can ensure that the priorities of the city are reflected in the operations and activities of the police. Schedule B, Section 7.4 of the Province of British Columbia Municipal Police Services Agreement states that, “The CEO may set objectives, priorities and goals for the Municipal Police Unit that are not inconsistent with those of the Provincial Minister for other components of the provincial police service” (p. 15). This provides authority for council to set priorities and to have an expectation that police activities will be directed toward addressing them (Province of British Columbia, 2012).
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SECTION IV
BYLAW ENFORCEMENT OFFICERS AND COMMUNITY SAFETY OFFICERS




























CHAPTER 5
BYLAW ENFORCEMENT OFFICERS & COMMUNITY SAFETY OFFICERS
     KEY FINDINGS
There is a lack of interoperability between the Bylaw Enforcement Officers (BEOs), community safety officers (CSOs), and the RCMP. This hinders the effectiveness of all three entities.
The bylaw enforcement program is best practice and is only missing robust performance metrics; activities do not equal outcomes/impacts.
BEOs and CSOs can be core components of a Continuum of Public Safety but their roles must be clearly defined, appropriate performance metrics must be in place, and there must be interoperability with the RCMP, social and health services, and other stakeholders in the community. 
There are serious questions as to the efficacy of the activities of the CSOs, due to the absence of a clear mandate and lawful authority. The challenges of one position serving both an enforcement role and an intervention / referral role will not be resolved with the enactment of a bylaw.
The majority of residents who completed the community survey were unaware of the mandate and activities of the CSOs and those who were had limited confidence that these officers would make an impact on the issues facing the community.
CSOs project a law enforcement presence which may hinder the development of relationships of trust with vulnerable and at-risk persons, many of whom are suffering from extreme trauma.
At present, the CSOs have no legal authority, which presents liability issues for the municipality.
There is not currently a strategic plan that would ensure interoperability between the CSOs and other entities, including programs operated by Interior Health, to address the needs of vulnerable and at-risk persons.
The outreach activities of the CSOs may be redundant, given the existence of a number of these teams in the City.
The resources being expended on the CSO program may be better directed toward alternative response strategies that are centred on problem solving.
BEO and CSO personnel have concerns about their organizational environment and their lack of interoperability with other public safety agencies.

KEY RECOMMENDATIONS
Develop a business plan for the CSOs setting out their mandate, role, and activities, how the CSOs will be interoperable with the BEOs and RCMP officers, the performance metrics, and provision for quarterly report backs on performance outcomes to municipal council.
Advocate for giving CSOs Special Municipal Constable status, which will enhance their authority.
Reduce or cap the size of the CSO program at eight officers until Special Municipal Constable status can be achieved.
Ensure that CSOs are trained in procedural justice policing and trauma-informed policing.
Develop a strategy to increase interoperability between bylaw officers, CSOs, RCMP officers and Fire and Rescue personnel. 
Ensure that any bylaws designed to increase community safety and reduce disorder in the community do not discriminate against vulnerable and at-risk persons and can withstand Charter challenges.
Ensure that bylaws are integrated with policies and operations of other agencies in the community, including provincial social, housing, and mental health services.

Recall from the discussion in Chapter 3 that a key trend in Canadian criminal justice is the emergence of tiered policing. This is the creation of a multi-faceted capacity to prevent and respond to crime and disorder in communities. It was noted that, given that the term “tiered” implies a ranking of various forms of policing, it is perhaps more accurate to conceptualize para-police, special municipal constables, CSOs, and bylaw officers as a component of the Continuum of Public Safety. These personnel are assuming functions traditionally performed by sworn police officers. 
Special Constables, Bylaw Officers, & Community Safety Officers 
In addition to public police officers and private security officers, there are officers who are most appropriately categorized as para-police. These officers are not fully accredited peace officers and are generally not armed but may carry handcuffs and pepper spray and wear body armour.
Their primary objective is providing reassurance policing in business and residential areas. There is considerable variability across the country with respect to how these officers are deployed and their role and responsibilities (Walby and Lippert, 2014). These personnel have the power to make arrests if there are reasonable and probable grounds to do so. Although tiered policing has the potential to reduce policing costs, the primary objective should be to improve the safety and security of the community and to respond to less serious incidents, freeing up sworn personnel to deal with more serious matters. 
The position of CSOs and similar titles is an increasing addition to municipal staff throughout North America as municipalities struggle to manage public safety costs, public expectations of public order, and community reputations. 

Bylaw officers and CSOs can be integral components of a Continuum of Public Safety in a community, if these personnel are trained and deployed as part of a comprehensive community safety and well-being plan. In the absence of such a plan, there is a risk that anticipated efficiencies and effectiveness will not be achieved.

The concept of municipal CSOs has recently been introduced to the City of Penticton to serve as an adjunct to the City’s bylaw officers and as a remedy to the high number of RCMP calls to deal with homelessness and others who the public feels pose a risk to public order, safety, and essentially the reputation of the City.

Bylaw Enforcement Officers 
As of April, 2022, there were 5.5 BEOs. The Bylaw Services Manager is active in the provincial Licensed Inspector Bylaw Officer Association of British Columbia (LIBOA) and is in the position of Communications Officer for the organization, bringing significant expertise and experience to the managerial position. 
Bylaw Services responds to a wide range of issues, including transients damaging parks, panhandling, smoking and drinking in public, unsafe camping sites, drug use, and cleaning up used needles from parks, pathways and beaches. Materials supplied to the project team by the bylaw manager included the comment that, “The role of a Bylaw Enforcement Officer in our community has expanded well beyond property maintenance inspections and parking/traffic enforcement. What we are hearing from citizens of Penticton is that they want the social issues dealt with almost as much as the criminal issues. We are also hearing that a more visible uniformed presence (RCMP, bylaw, and Security, volunteers) throughout the community is needed” (Enhanced Community Safety Through Bylaw Enforcement, 2017).
In contrast to police services in the province, which are regulated under the Police Act and through Police Services, there is no centralized body of governance of bylaw services. The Bylaw Services Manager stated, “Bylaw enforcement is the largest unregulated enforcement body in the Province. Each municipality and Regional District utilizes bylaw services in a very unique way and are pertaining to different functions based on several factors including: training; relationship with local law enforcement / RCMP v. municipal police; legislative / legal interpretations; political will / climate / support; public expectations; community issues; budget / funding; [human] resources; population, etc. The expertise of the Bylaw Services Manager assumes even greater importance given the above-noted features of bylaw services in the province.
A review of the materials provided by the Bylaw Services Manager revealed that bylaws it is a best practice program. There is a detailed position description for the position of BEO that sets out the span of activities of the position and required qualifications. There is a similar, detailed description for the position of Bylaw Intake Administrator, persons who is the first point of contact for the major of all bylaw complaints. There is an Officer Coaching Program for BEO trainees and an identified list of competencies that BEOs must possess to be effective in their work: decisiveness; communication; relationship building; service orientation; self-confidence; dedication; team building and teamwork; officer safety; preparedness; attention to detail and problem solving; and technical proficiency. Each competency is operationalized and is accompanied by a list of “demonstrated behaviours” that are expected of the officers.
There is also documentation setting out the roles and responsibilities of BEOs and the RCMP in several areas, including “transient activity,” “property-related,” “drug related,” “vehicles” and “miscellaneous others,” e.g., dog / animal issues, removal of unwanted persons. 
Going forward, the key will be to develop metrics for each of the competencies to ensure that a consistency in officer performance evaluations. 
In Spring, 2022, the Bylaw Services Manager was in the process of drafting a roles / responsibilities document for bylaws, including setting out the interface with the RCMP. The document lists the call for service, which agency (bylaws / RCMP) would respond, or where both would respond and the roles of each in a joint response.
The Manager stated: 
A lot of what we are aiming to do is supplement the RCMP so calls for service that are not criminal in nature, lower level social nuisances/disorder, etc. can be responded to — tiered police/safety services much like ‘Broken Windows Theory’,” which I teach our new recruits, if we can get to it in the early low level states it reduces the likelihood of getting worse over time unaddressed. 
Materials provided to the study team reveal that bylaw services has an Officer Coaching Program and a set of BEO competencies. 

Community Safety Officers
As of April, 2022, there were eight full-time CSOs. In 2022, it was announced that, “The focus of Community Safety Officers (CSOs) will be on social issues, like panhandling, camping, safety and cleanliness...It’s going to be a game-changer. The community will notice a difference and we will have a much bigger presence in the community and be more visible on the streets” (City Bylaw Services Manager, cited in Tamminga, 2022).
It appears that the CSO program was approved by council in the absence of a business case. His has created a situation where there is minimal interoperability among the RCMP, CSOs, and bylaw officers. There are also concerns that bylaw officers and the CSOs were operating in their own silos, even while sharing the same physical space. The comments of the CSOs in the focus group discussion suggest a degree of confusion about their role and confirmation that they have no lawful authority other than that given to every Canadian citizen, e.g., the right to make a citizen’s arrest. 
It was noted that bylaw officers and CSOs are often the first point of contact with the public. The CSO program was described as a “gap filler between bylaws and the police” and was directed primarily toward the downtown area. The program is designed to introduce a degree of accountability for behaviour in the downtown while at the same time serving as outreach for persons in need. 
Several comments were made about the RCMP downloading onto the bylaw officers and the CSOs. As one official stated: “We are getting downloaded on. Information sharing with the RCMP is a problem, the lack of which could be dangerous.”
Calls for Service, 2017–2021
Table 5.1 provides data from City of Penticton’s Bylaw Services showing completed calls for service by month and year for the period 2017 and 2021. 
Table 5.1. City of Penticton Completed Calls for Service – Bylaw & Community Safety Dept.

The above table presents several findings:
As expected, over a five-year period, the City of Penticton, being a summer holiday destination and tourism draw, has a peak call for service rate during the month of July with trends rising from February to a peak of 1,764 calls in July, receding until October when another uptick occurs (1,495 calls for service), possibly reflecting the City’s proximity to winter skiing.
The 2020 COVID-19 pandemic had a significant depressing impact on calls for service from Bylaw and Community Safety personnel. While calls went up 105% from 2017 to 2018 and then showed an increase of 43% in 2019, the number of calls for service dropped by 29% in 2020 very likely reflecting impact of the COVID-19 pandemic. However, in 2021 calls for service increased by 39%.  
A projected five-year statistical trendline analysis of the calls for service data, considering the “COVID year,” shows that by 2026 the calls for service by the Bylaw and Community Safety Department can reach at least 7,000 a year if all current factors remain the same.

Overall Calls for Service by City of Penticton Bylaw Department 2017–2021
Figure 5.1 shows the percentage focus and number of completed calls by the Penticton bylaw department between 2017–2021.
Figure 5.1. Completed Calls for Service Penticton City Bylaw Department 2017–2021

The greatest number of calls for service involving bylaw personnel between 2017–2021 was the “General” category (45%, 6,865 calls). This is a catchall for a wide variety of services. Data from the bylaw department offers a range of mostly vehicle-related incidents including vehicles parked with expired license plates, vehicles parked in laneways, and vehicles blocking bus stops.
The second largest category, but the highest specific area of calls for bylaw personnel between 2017–2021 is for “Social nuisance in public places” (24%, 3,678 calls). Here City reports include a wide range of “nuisance calls” generally involving complaints about homeless people and those panhandling on the streets. Examples include “6-man tent set up in the ravine next to the Penticton Health Unit. Pls move them along,” “Homeless hanging out and becoming a nuisance. Will not leave when asked,” and “A call came into the Bylaw line concerning two individuals sleeping in a dugout at the ballpark behind Parkway Elementary.”
After the 69% of total calls for the two categories of “nuisance” and “general calls,” the demand for bylaw personnel between 2017–2021 is significantly lower. For example, nuisance and noise complaints (5%) various security functions (5%), complaints about snow and rubbish removal (5%), and checking on individual’s wellness (3%). 
There were 66 calls to assist police between 2017–2021, 13 calls to assist the Penticton Fire and Rescue Department, and two calls to assist the BC Ambulance Service.
Graph 5.2 presents the total calls for service, including projections to 2026.

Graph 5.2. Total Calls for Service by Year – City of Penticton; 
Bylaw/Community Safety 2017–2021–2026


Category of Calls for Service by Bylaw & Community Safety Officer Personnel
Table 5.2 provides a breakdown of the category of activities pursued by City of Penticton Bylaw and Community Safety personnel between 2017 and 2021.

Table 5.2.  Category of Calls by City of Penticton Bylaw & Community Safety Dept. 

Key findings from Table 5.2 include:
Over a five-year period, the greatest percentage of calls among the seven categories is “Community safety / security / livability” (35%), with the second highest being “Traffic bylaw 94-39 tickets” (25%), and then in third place the “Good neighbour bylaw” (22%).
The most recent dramatic category increase is Community Safety / Security / Livability showing a 197% increase in calls from the COVID-19 pandemic year of 2020 to 2021. However, in 2019 there was a 713% increase in calls over 2018. 
While there was a dip in the COVID year of 2020, a statistical analysis projects that, if all factors remain the same in Penticton, the number of Community Safety / Security / Livability calls can exceed over 5,000 by 2026.
Graph 5.3 presents a projection of calls for the period 2021 to 2026.

Graph 5.3. Projected 5-year Increase in Community Safety / Security / Livability Calls 2021–2026


Graph 5.4 shows the possible increase in “Social nuisance in public places” calls until the year 2024 assuming all current conditions remain the same in Penticton. The data is prepared by the authors of the report using City of Penticton statistics. As the graph shows, this highest category of specific calls, dealing with a topic identified in the community survey as being one of the most likely causes of fear of crime, can reach between 2,500 and 3,000 calls for service for bylaw personnel. These figures reveal that it is not only “crime” that concerns and makes community residents unsafe; it is the unpredictability of persons who are creating social disorder.

Graph 5.4. Social Nuisance in Public Places Calls for Service Projection


BEO Calls for Service, 2018–2021
Graph 5.5 presents the call for service data for BEOs from 2018–2021 in another format. With the exception of the year 2020, which was during the pandemic, there has been a significant increase in the number of “social nuisance” calls for service. This reflects the role that BEOs and CSOs are playing in attempting to manage disorder in the community, particularly in the downtown area of the City.
The impact of the pandemic on Bylaw Officer calls for service between 2019 and 2021 is noticeable on several levels, as is the concern by the public over homeless individuals. Graph 5.5 shows that the most significant upward trend in BEOs is checking on “social nuisance” (averaging 70% of all calls), and “check on personal welfare” which declined during the peak COVID year of 2020 then increased significantly in 2021. This very high comparative demand for BEOs to deal with “social nuisance issues” raises questions about which agency in Penticton is best qualified to address such matters, and which is actually attending to the need.



Graph 5.5. Penticton Bylaw Enforcement Officers Calls for Service 2019–2021


Survey Responses of BEOs 
All six (five full-time officers and one part-time officer) of the BEOs completed the survey. The comments of the officers on the survey reflected several concerns and they also offer suggestions for improvements. 
Resource Concerns

“We are certainly lacking in equipment and vehicles. While we have just added two new computer desk workstations and two additional ones are on their way, we have already outgrown our new office space as more workstations will be needed with additional new employees. We are also lacking in marked Bylaw Enforcement vehicles, we currently have 5 to split amongst 15+ officers. Often we are required to temporarily use ‘pool vehicles’ which bear the City of Penticton logo, but do not have the same professional look.”

“Rapid growth without equipment to support (i.e., workstations, vehicles, cell phones, etc.). We are constantly having to juggle resources.”


Workplace Culture

Given the recent creation of the CSO program, it is to be expected that there will be “growing pains” as the two services develop interoperability. The comment of one by-law officer reflected this issue: “I feel that there is a strong divide in our department between Bylaw Enforcement Officers and Community Safety Officers. Instead of feeling like members of one large team, it feels like we are separate groups who share a workspace.”

Creating the identity of the bylaw officers and the CSOs requires clear communication and a plan that delineation of the roles and responsibilities of each unit. The comment of one bylaw officer reflected a concern with this: “We don’t have, or haven’t been told, of any kind of mission.”

Additional concerns were voiced about the workplace environment with respect to accountability and a respectful work environment. 

Roles & Relationships  
The comments of the officers reveal the lack of interoperability between the bylaw officers, the CSOs, the RCMP, and Fire and Rescue.
“There is conflict between the CSOs and BL.” 
“There are no joint patrols with the RCMP; they want BL at arms’ length. There are joint patrols in Maple Ridge and Victoria.”
“We move people along.”
“There is no cooperation from Fire or the RCMP.”
“The CSOs have no legislated authority. The CSOs are reactive; not proactive; they need a clearly defined role.”
“There is no integration between BL and CSOs.”
“There is confusion in the public about what BL and CSOs are doing. We need a clear explanation of what the role of each is. Need a communication strategy for the community.”
Suggestions for Improvement

Several of the BEOs officers offered suggestions as to how the unit could be more effective with available resources:
“More documented pro-active patrols of hot spots — generated by routinely run GIS reports. Ensure more visibility patrols through all areas of the city throughout the day. Institute daily operational briefings. Institute combined vehicle / foot patrols with RCMP and CSO / BEO’s. Have PFD and RCMP consider requests for assistance from CSO / BEO’s as a priority.”
“A clear chain of command structure with well-defined roles. Currently, we have a Bylaw Manager and a quasi-second in command, but their role is not clearly defined or significantly different from that of other members. I believe their title may even be ‘Bylaw Enforcement Officer.’ The City of Kelowna, for example (while they are a larger municipality and department) has clear chain of command structure consisting of a manager, a supervisor, multiple senior officers, and regular officers.” 
“A clear list of expectations, duties and responsibilities would help keep all work constantly moving forward.”

Community Safety Officers
The comments of the CSOs in the focus group session and on the online survey as well as those of persons involved in service delivery raise some questions about the efficacy of this program as a component of the Continuum of Public Safety in the community. These concerns centre on the vague mandate of the CSOs, e.g., are CSOs enforcement officers or is their primary role to provide assistance and referrals to persons in crisis? It may be difficult to effectively locate both roles in the same position.
When asked about their role, a frequent comment from the CSOs was “We move people around.” One officer stated, “There is no end game; no consequences.” CSOs are increasing involved with persons with mental health and other co-occurring issues including being unhoused and/or addiction. One officer stated, “We are ground zero for mental health and addiction. Yet we have no authority to do anything.” Commenting on their lack of lawful authorities, a CSO stated, “The stuff we do can make us liable.”  
Other comments / suggestions made by the CSOs who completed the survey included:
“More documented pro-active patrols of hot spots generated by routinely run GIS reports. Ensure more visibility patrols through all areas of the city throughout the day.” 
“Institute daily operational briefings. Institute combined vehicle / foot patrols with RCMP and CSO / BEO’s. Have PFD and RCMP consider requests for assistance from CSO / BEO’s as a priority.”
The CSOs noted that relationships with the RCMP were virtually non-existent, although they indicated that there were good relationships with EMS and Fire and Rescue.
A key question is whether the resources being expended on the CSO program could be better allocated to interventions design to address the needs of the community and those of vulnerable and at-risk persons. There were concerns among the CSOs that existing facilities and services were not sufficient to address the needs of persons with severe acuity.
Bylaw Officers & Community Safety Officers Rate Their Workplace

Recall from Chapter 1 the discussion of the Integrated Cycle of Change model which highlights the culture, structure, systems, and workplace climate of an organization. These factors can have a significant impact on the effective and efficient use of resources.
Caution must be used in extrapolating generalized results from the survey of both bylaw officers and the CSOs due to the small number of survey respondents (six bylaw officers and four CSOs). Despite this, the comments provided by the officers reveal several themes that are reflective of their lived experiences. Employees share opinions with other employees and, depending on their level of credibility and trust within a workplace, those opinions can influence others.
The weighted average interpretation is presented in Scale 5.4, and Table 5.3 presents the employee survey results from the questions.
Scale 5.4. Weighted Average Interpretation









































Table 5.3. Bylaw and CSOs Workplace Rating


In Their Own Words – Bylaw and Community Safety Officer Verbatim Comments
There were a total of 19 comments wherein the BEOs and the CSOs described their workplace culture, often with multiple points made primarily by six bylaw officers with occasional comments by the four CSO respondents. Note that comments that would potentially compromise the identity of the respondent and comments of a personal nature have been omitted from the narrative. Also note that, there is a relatively small number of BEOs and an even smaller group of CSOs.
The major issues raised by the bylaw officers and CSOs included: 
A need for improved communication.
More clarity in the responsibilities of the CSOs.
A need for a clear strategy including goals, objectives, and performance measures.
Comments
“Senior members of the department are often strongly opposed to new changes. Examples include but are not limited to scheduling ideas / new shift times, revamping of our call signs, uniform dress and deportment, new methods of compliance and enforcement etc.”
“I feel that there is a strong divide in our department between Bylaw Enforcement Officers and CSOs. Instead of feeling like members of one large team, it feels like we are separate groups who share a workspace.”
“We don’t have, or haven’t been told, any kind of mission statement or focus. Change is quietly slipped into our daily work; there is no discussion as to how or why we do things.”
“Often we are required to temporarily use “pool vehicles” which bear the City of Penticton logo, but do not have the same professional look. It feels unprofessional, especially when meeting up with other officers out in the field (or even worse, other agencies) when someone arrives in a marked enforcement vehicle and another arrives in a mini-van with a lack of identifying markings/decals.” 
“Our department should also be issuing all of the equipment and uniform pieces that an employee needs on their first day of employment. To date I have not been issued certain uniform pieces (winter jacket, a vest fitted for myself) and have provided some of my own equipment (duty bag, radio pouch, naloxone pouch, key holder to name a few).”
“Rapid growth without equipment to support (i.e., workstations, vehicles, cell phones, etc.) We are constantly having to juggle resources.”
“More documented pro-active patrols of hot spots generated by routinely run GIS reports. Ensure more visibility patrols through all areas of the city throughout the day.” 
“Institute daily operational briefings. Institute combined vehicle/foot patrols with RCMP and CSO/BEO’s. Have PFD and RCMP consider requests for assistance from CSO/BEO’s as a priority.”
“A clear chain of command structure with well-defined roles. Currently, we have a Bylaw Manager and a quasi second in command, but their role is not clearly defined or significantly different from that of other members. I believe their title may even be ‘Bylaw Enforcement Officer.’ The City of Kelowna, for example (while they are a larger municipality and department) has clear chain of command structure consisting of a manager, a supervisor, multiple senior officers, and regular officers.”
“A clear list of expectations, duties and responsibilities would help keep all work constantly moving forward. We suffer from files sitting to long.”
“More workstations and vehicles.”
“Implementing a team lead position to hold employees accountable.”
“Have a clear job description for the CSO position.”
“Reward employees and a pat on the back is always a good thing.”

Senior Management – Perspectives

A senior manager in the bylaw officer and CSO program noted that the officers “are often the first point of contact with the public” and that, “The intent of the CSO program is that they are gap fillers between BL and the police.” There were concerns about the lack of interoperability with the RCMP and the amount of calls that were being downloaded onto bylaw officers. 
Additional observations:
“No one owns drugs and mental health. No one owns mental health and addiction. The public expects us to deal with it, even though it’s a provincial responsibility. They don’t know that.”
“The approach should be one of the hammer and the heart – holding people accountable while providing assistance. But this requires resources.”
“Our [Penticton’s] carrying capacity has been exceeded.”
The observations of senior management illustrated that there is not in place in Penticton an interoperable Continuum of Public Safety. It was also noted that the lack of interoperability between the bylaw officers and the CSOs was an issue that needed to be addressed.
Other Service Providers – Perspectives
Service providers in the community who were interviewed expressed concerns about the CSOs and their role in the community. This included the enforcement presence projected by the CSOs and that the uniforms worn by the CSOs projected an enforcement presence and that this could trigger persons who may have had traumatic experiences with law enforcement officers in the past. If a primary role of the CSOs is to establish relationships with vulnerable and at-risk persons, a question is whether they should be in police-style uniforms. A representative from Interior Health stated, “CSOs have the presentation of enforcement. There is a need to have a health lens, not an enforcement lens.” 
This concern was shared by others, one official stating, “CSOs put people in a funnel;. We need to invest in sustainable options. There is no problem solving. CSOs just add people to the queue. CSOs are doing outreach, but there are already 12 outreach teams in Penticton.” This official indicated that the CSOs were reflective of a lack of a problem-solving approach in the city:
“There is zero attempt to get at the root causes and to involve the neighbourhoods in taking ownership of issues with the support of the City. There is a need to problem solve. We have done a disservice to the business sector by over promising on what we can do to mitigate the disorder in the downtown. Everything the city does increases the calls for service, like the ‘See Something, Say Something” campaign. The City shouldn’t take things on without problem-solving. The City needs to work with stakeholders on problems. Seventy-five percent of the crimes in this city are preventable but prevention is not part of the current mindset. We need a table of decision makers. Need a table. Need people at the table who can pull the levers. Need a forum for people to meet.” 
Community Residents’ Views of BEOs & CSOs: The Community Survey’s Findings
The community residents who completed the online survey were uncertain about the role of the CSOs. Table 5.4 presents results from the following question on the community survey: “Community Safety Officers (CSO). Penticton Council has recently created the position of Community Safety Officer, which is different from a by-law officer who deals with parking and property issues. This is a new approach to city bylaw services. How aware of, and how important do you think the following services of a Community Safety Officer are?”

Table 5.4. Community Respondents’ Opinions about Community Safety Officers

The figures in Table 5.4 reveal that an average of 54% of the residents who completed the survey were unaware (somewhat not aware / not aware at all) of the various job descriptions of a CSO, while 34% were somewhat / very aware. This result is not surprising due to the newness of the program and due to what is described by some community officials as the confusing and unclear purpose, goals, and key performance indicators of the program. These findings are also illustrative of a lack of communication with the community about new initiatives.
Even with little information, the citizen respondents felt that CSOs could assist in reducing crime and disorder. As Table 5.6 shows, 68% of survey respondents agreed that both more bylaw and CSO officers would help reduce crime and disorder, while 23% agreed there would be very little change or no change at all in the levels of crime and disorder. 
Graph 5.6 presents the findings from the survey question: “Based on what you know or generally what you think, to what extent would having more Bylaw or Community Safety Officers in Penticton help reduce crime and disorder?”
Graph 5.6. Difference that More Bylaw or Community Safety Officers will Help Reduce Crime & Disorder


In Their Own Words – Survey Respondents & the Concept of Community Safety Officers

There were 652 individual comments about CSOs and the job description provided on the survey. As Figure 5.2 reveals, the strongest reaction from the community (27%) was that, rather than hiring CSOs, the city should be hiring more RCMP officers (27%). A commonly held view was that, due to their limited power and authority, CSOs were seen as a limited solution to the issues facing the community. The comments also revealed a preference for developing more mental health supports (20%) rather than expanding the CSO program and that attention should be given to the perceived leniency of the criminal courts (14%).

Figure 5.2. Community Comments in Reaction to Community Safety Officers


In Their Own Words – Community Comments on CSO Program 



Penticton Community Safety Framework

The Bylaw Services Department has created a schematic depicting a community safety framework for the city. See Figure 5.3. The framework sets out the interconnectivity of community partners, social service agencies, provincial partners, and the City of Penticton. An extension of this core approach embraces Public Safety and Security, Private Security, and Bylaw Enforcement Officers. CSOs are to be added to the framework.

This schematic is a first attempt to create a holistic, integrated approach to community safety and to identify key partners. The materials gathered in the present study, however, reveal a lack of interoperability among the various stakeholders in the framework. A concern is that community safety is siloed out from other components that would be included in a CSWB plan, although the community safety framework could be a core component of a CSWB plan, discussed in the final chapter of this report.

Figure 5.3. Penticton Community Safety Framework 

Source: City of Penticton Bylaw Services Department.
Summary
BEOs and CSOs are a core component of the Continuum of Public Safety in Penticton. This study has revealed that, concerns about the dynamics within the organization aside, the BEOs are well trained, must meet established competencies, and have a clear vision of their mandate. In contrast, the CSO program was implemented without a business plan which would have set out how the CSO officers would achieve interoperability with the BEOs, the RCMP, and service providers in the community. 
The CSOs are being asked to be both the “hammer and the heart” which, even under idea conditions, may be an impossible assignment. There is no evidence to support the use of personnel in quasi-police uniforms, e.g., bullet proof vests, to engage and assist persons in crisis. In fact, enforcement presentation of the CSOs may trigger persons who are already traumatized from prior experiences with the police. 
There appears to be the hope that the CSOs will bring order to the downtown area, although, by their own admission, the CSOs are primarily involved in “moving people around.” This does not service the needs of the people being “moved around,” nor the interests of community residents who are, at present, afraid to venture downtown even during the daylight hours.
Data gathered in the study revealed that the CSOs are not interoperable with the RCMP and experience friction with the BEOs. Further, at the time of the project in Spring, 2022, the CSOs had no legal authorities. This is of concern given that the CSOs have a high level of contact with persons who are at risk, vulnerable, and may afflicted by trauma. 
Given these issues, it may be time to re-think the role and mandate of the CSOs. It is unlikely that passage of a bylaw will address the above-noted challenges. The intent should be to move from reactive to proactive, problem-solving mode. “Moving people around” is not problem-solving. 
In a media release dates May 5, 2022, the Licence Inspectors’ and Bylaw Officers’ Association of British Columbia (LIBOA) expressed its support for the recommendation of the Special Committee on Reforming the Police Act set out in the report Transforming Policing and Community Safety in British Columbia that the province create a tiered policing model. This would include enabling “peace officers or community safety officers to perform certain functions that do not require the full training and capabilities of a police officer.” 
The role and capabilities of the CSOs would be significantly enhanced if they were designated as Special Municipal Constables. With proper training and supervision, this would allow the CSOs to respond to many of the calls for service currently handled by the RCMP. The City currently spends only a very small percentage of its budget on BEOs and CSOs and there is an opportunity to increase their span of activities as well as the authorities of the CSOs. If properly implemented and monitored, this could provide the City and the community with a very good return on investment.
It may involve keeping a limited number of uniformed CSO officers, while developing a program of personnel who are trained in mental health, trauma, and have experience working with vulnerable and at-risk persons. These personnel would be hired by the city and work in plain clothes. 
A major challenge is that, at present, there is not a holistic, integrated CSWB plan for the City of Penticton which would ensure the interoperability of the BEOs and CSOs in a larger community and safety network. Without such a plan, it is likely that there will be continuing challenges in interoperability between the CSOs and the RCMP and the return on investment for the city will not be maximized. 
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SECTION III
FIRE AND RESCUE SERVICES
 



















CHAPTER 6
The Contemporary Fire & Rescue Landscape
The project team was tasked with conducting a resource review of the Penticton Fire and Rescue Service. The review did not involve a full organizational review of the Penticton Fire and Rescue Service, although much of the data are similar to those that would be gathered in a more in depth study of the organization. The discussion of current and project resource needs in the agency is set against a larger backdrop of trends in Fire and Rescue services. This chapter reviews the current landscape of Fire and Rescue services, including evaluations of the organization and deployment of resources, best practices in fire apparatus, and evidence-based strategies. Any discussion of resource allocation to a Fire and Rescue department must be cognizant of the applicable insurance and underwriter regulations. These regulations, however, do not prevent innovative approaches to creating an effective and efficient service.

Role & Activities of Fire & Rescue Services
The role of fire departments has significantly changed over the years throughout North America. Safer construction, regulatory reforms to building codes, advancement in security and fire alarms has created a community safety environment wherein responding to residential and commercial fires is often a lesser percentage of department activity than a host of other function, particularly responding to emergency medical calls. Hence, the common change in name from “fire department” to “fire and rescue department.”
These changes have been accompanied by pressures for fiscal accountability to municipal governments and community expectations. There is an increasing focus on the operational capacities and efficiencies of municipal fire services (BEHR Energy Services, Ltd., 2015). These changes are captured in the following observation:
“The responder of the future and how agencies deploy available resources will likely differ significantly from today’s fire and emergency services system of response. While the system will have to rely on a strong core response team to adequately respond to emergency situations, the responder of the future will likely come from a variety of disciplines, with varying education, certifications, and training to provide the array of needed services to their community. 
Calling 911 may result in dispatching units to an emergency response or deploying an advanced medical provider, a social worker, a behavioural health specialist, community risk reduction officer, or other specialist who can provide the most appropriate set of skills needed by the caller. The fire and emergency services must be prepared to play a much larger role in the health and welfare of the community and anticipate that there will be a variety of specialists that make up the response team, creating a larger network of professionals that are deemed first responders.
Whether it’s a more diverse workforce, a more demanding community, a more complex response system, or a shift caused by societal changes, as we look to 2050, the fire and emergency services will look vastly different that it does today.” (Bruegman and Martel, 2020:29)
In general, the total number of fires reported to the National Fire Incident Database (NFID) showed a downward trend, declining 25% between 2005 and 2014. Consistent with the overall trend, the number of structural fires declined by 26% between 2005 and 2014. The majority of Canadian fire-related deaths occur in structural fires (Canadian Centre for Justice Statistics, 2017). 
Many of these changes are driven by the decreasing number of fires due in large measure to better building engineering, building codes, enforcement and an increased focus on community risk reduction activities. It has been stated, however, that, “While fire suppression lives in the big house on the hill and has the most expensive cars and trucks, public education is relegated to the small house on the flood plain no matter the false piety paid to it” (PROMAX, 2021:10).
Concurrent with the general decline in fire-related calls for service has been an exponential increase in calls for non-fire incidents, particularly medically related: “These calls are for help, and the calls received today are much boarder in scope. The services required often fall outside the traditional scope of fire and emergency services. Yet these departments are uniquely positioned to respond to such calls” (Bruegman and Martel, 2020:2). It has been noted that the number of fire departments offering advanced life support in Canada is very low (Haynes and Stein, 2018:29). As well, in only a small percentage of medical incidents are patients experiencing a time sensitive emergency:

“While many people make the cultural assumption that “a life hangs in the balance” in every 9-1- 1 medical incident, the truth is that very few EHS medical calls involve a critical illness or injury where immediate intervention by anyone — EHS paramedics or local firefighters — is needed or will alter outcomes.” (PROMAX, 2021:54)

In Canada, there has also been downloading of calls for service onto Fire and Rescue services, due to inadequate provincial emergency response capacities. In Penticton, for example, any call to BCAS that will result in dispatch delay of more than 15 minutes is diverted to the Fire and Rescue service. The implications of this for Fire and Rescue resources and how the agency is organized to respond to these calls for service are discussed later in this chapter. This is an excellent example of how municipalities are being required to subsidize the lack of provincial resources.

A challenge in Canada is that there is no national fire information data base nor any centralized data base on municipal expenditures for Fire and Rescue services, calls for service, service levels, and innovative approaches being taken by municipalities and their Fire and Rescue services (Moore-Merell, 2019). Traditional annual reports do not tell the complete story of the department’s capabilities, activities, operational performance or system resilience.

Resourcing Fire & Rescue Services 
A key question with respect to resourcing Fire and Rescue services, including the Penticton Fire and Rescue Service (PFRS), is whether the current organizational and operational model of fire protection services contributes to public safety in an efficient and effective way. Corollary questions include: Are there are alternative models that can provide improvements over the current model of fire services that maximizes financial and human resources? How can data and analytics inform the development and potential implementation of an alternative model of fire service delivery?; Are there currently the data and analysis that can allow municipal administrators and municipal council to make evidence-based decisions about resourcing the Fire and Rescue service? (PROMAX Consulting, 2021: 23). It has been stated, “Emergency services are a business and need to be run like one” (PROMAX Consulting, 2021:20).
In a study of a Fire and Rescue service in a Canadian jurisdiction, one research team asked:

“Is it reasonable to maintain a fire station, a pumper, and a tanker — representing one-million dollars or more in capital investment, and a cadre of volunteers, for essentially 1 to 3 small fires   a year? Or are there alternatives such as a rapid response unit or a small incident unit housed in  a municipal or county facility — rather than a separate fire station — and backup from the next closest fire station?” (PROMAX Consulting, 2021:24)

The study team also stated, “There are few fires, yet 90% of budgets are spent on preparing for emergency response and rescues will little allocated to saving lives by preventing incidents in the first place” (PROXMAX Consulting, 2021: iv).
Similar questions were raised in the UK, a government official stating:

“In the last ten years, the overall size of the fire workforce has not changed significantly despite the number of incidents attended falling by 42 per cent. The challenge facing senior fire officers is therefore how to reform the workforce to meet a completely different risk and demand model, and how to build in the flexibility to deploy resource in different ways as demand changes again in the future.” (Reform UK, 2016) 

To this end, it has been noted that:

 	“There is evidence that these expenditures are growing independently of the incidence of reported fires and that municipal governments ought to look at how fire services are delivered as part of any efforts to better control overall spending…The number of firefighters and spending on fire services is increasing even as the incidence of reported fires is decreasing. This inverse relationship suggests that fire services expenditures should be closely examined as part of any effort to better control overall municipal spending.” (Lamman, Palacios, and Ren, 2015:1;2)
Another observer stated, “In fact, there are few fires, but fire department training focuses primarily on fire suppression. This is similar to armies preparing to fight the last war rather than training for a new enemy.” Poon (2016) has noted that, in the US, “to keep their employees busy, fire departments have expanded into neighborhood beautification, gang intervention, substitute-teaching and other downtime pursuits” (Poon, 2016).

In a report examining the operations of a Fire and Rescue service, BEHR Energy Services noted that, “The current environment of balancing public expectations, demands for services, and fiscal restraint has implications for resourcing Fire and Rescue services and places an onus on leadership to focus on creating a future that is adaptable, sustainable, effective, and efficient” (2015:47). This would considering the operational efficiencies that could be achieved by the acquisition and deployment of multi-functional vehicles. A review of the Whistler (BC) Fire and Rescue Service (WFRS) found that cost savings could be achieved by utilizing a general purpose vehicle such as a crew cab pickup truck with two career firefighters:

“WFRS staff are currently expected to work as a crew of four (4) for the duration of their shifts, rather than breaking into smaller working groups when not responding to a call. While this is a good way to facilitate prompt response to calls, it does not maximize the efficiency of the firefighters’ time. Smaller working groups would better enable the firefighters to take on other assigned duties such as hydrant testing, fire pre-planning, or conducting fire prevention inspections. This utilization of smaller teams can also work when it comes to responding to medical calls. Two firefighters could use a smaller support unit to respond to medical calls while the Captain and driver of the pumper truck work on other programs/duties. Both vehicles would have emergency response capabilities and can easily respond to calls for service that would require the ‘full’ crew’s attendance.” (BEHR Energy Services, Ltd., 2015:51)

Apparatus Efficiency – The Case for Rapid Response Vehicles 
Fire and Rescue services across North America are increasingly using Rapid Response Vehicles (RRVs) to more effectively and efficiently respond to calls for service, the large majority of which do not involve a fire. 



Photo 2. Rapid Response Vehicle.
Source: https://www.therogersvillereview.com/rogersville/article_7006d175-af15-5505-8b9d-0cd4bfbb0221.html

Photo 3. Rapid Response Vehicle (side view).
Source: A.M. Petrillo. 2014. 
The Public Information Officer for the Portland, Oregon Fire Department explained the decision to adopt RRVs: 
“We experienced the same budget issues other cities around the country are dealing with, so the mayor and city commissioners encouraged the bureaus to analyze their operations and find more efficient models to do business…. A couple of commissioners noted we don’t respond to as many fires as we used to and challenged us to find a way to adapt to that new reality.” (cited in Petrillo, 2014)
Noting that the total number of calls for service were up, but that the department wasn’t going to as many fire calls, the officer stated:
“We identified the calls we were running and their acuity, taking a close look at how to respond to low-acuity calls where a patient was not in imminent danger of dying. In a case like that, we might not need four firefighters responding on a truck.” (cited in Petrillo, 2014)
The department determined that a two-person rescue response would be more effective for low-acuity BCAS calls which would, as well, free up the pumpers and other apparatus. The deployment of RRVs resulted in a 10–11% increase in response time reliability over the pumper trucks and with less risk of accidents moving through traffic to the scene. There were also significant savings in fuel costs as well as in maintenance costs. 
The Memphis, Tennessee Fire Department also made the decision to deploy RRVs. A lieutenant in the department stated, “I have not heard anything negative from firefighters about the way the department has been using the ARV [Alternative Response Vehicle]. It has been a positive experience for everyone…. The program is doing exactly what they intended it to do” (cited in Petrillo, 2014).
A staffing assessment of the Santa Rosa, California Fire Department recommended that the department acquire RRVs staffed by two personnel, one of whom is a paramedic. These units should be used in place of engines for most medical calls (emphasis added). They can also be used for other minor incidents not requiring a full-sized fire engine (Emergency Services Consulting International, 2019:92). 
The use of RRVs can also reduce the traffic accident risks associated with responding to calls for service with large fire apparatus. Response accidents involving large fire vehicles pose a risk to other vehicles, cyclists, and pedestrians. These risks are greatly reduced by responding to tiered response incidents with only two firefighters operating an “SUV”-type vehicle or modified light truck. Additional support for the deployment of RRVs is provided by the following statements:
“Advances in vehicle technology and fire suppression technology — now, more than ever before — make smaller fire apparatus a viable option for many departments” (Avsec, 2017).

“Advances in foam and pump technologies should really have us asking the question, ‘Why is the fire service still so firmly wedded to 18th century fire suppression technology?’ The application of only water to burning materials (put the wet stuff on the red stuff) is woefully inefficient given that only about 10 percent of the applied water penetrates the fuel” (Avsec, 2017).

“These fire service behemoths, with expensive price tag, low fuel mileage and high operating costs are becoming a fiscal liability for many agencies. Fire chiefs are increasingly hard-pressed justifying the purchase of a $400,000-plus piece of apparatus that is primarily designed for only about 3 percent of the incidents it will respond to over its lifecycle, that is, the big fire” (Avsec, 2013).

“How many fires does your department respond to that are controlled with 100 gallons of water or less? How many fires involve small structures like storage sheds, detached garages, dumpsters, automobiles, and other small-scale incidents?” (Avsec, 2013). 

The Plano, Texas Fire and Rescue ARV squad runs to full arrests, major burns, motor vehicle accident rollovers, and other high-acuity incidents and also carries turnout gear, self-contained breathing apparatus, and firematic hand tools for its two-person paramedic firefighter crew.

 



Photo 4: Plano, Texas Fire and Rescue ARV.
Photo credit: Plano Fire Rescue.
Photo 5: Memphis (TN) Fire Services ARV.
Photo credit: Memphis Fire Services.
Source: Petrillo, A.M. 2020. “Departments Cite Effectiveness of Alternative Response Vehicles and Rapid Response Vehicle Programs.” fireapparatusmagazine.com. April 1. 
Retrieved from https://www.fireapparatusmagazine.com/fire-apparatus/departments-cite-effectiveness-of-alternative-response-vehicle-and-rapid-response-vehicle-programs/#gref

Multi-agency Response Teams
Another major trend in Fire and Rescue departments is the creation of multi-agency response teams to more effectively and efficiently respond to calls for service (Westervelt, 2021). 
Seattle
In 2021, the City of Seattle implemented “Health One,” a team composed of specially trained firefighters and a civilian social worker. This team responds to non-emergency 911 calls for “low acuity” issues, including substance abuse, non-emergency medical calls, or the need to access services (komonews.com, 2019; Kiefer, 2021).

Photo 6: December, 2021, Mayor of Seattle announced deployment of a third Health One unit.
Photo credit: City of Seattle. Office of the Mayor (2021).
Source: City of Seattle. Office of the Mayor (2021).

Portland, Oregon
Portland, Oregon has a Street Response (PSR) program designed to pull unnecessary 911 calls out of the system (www.portland.gov/streetresponse). 
The crew consists of a firefighter paramedic, a licensed mental health crisis therapist and two community health workers. The unit is composed of a firefighter and a mental health specialist who respond to calls involving persons who are in crisis. 
The program’s outcome goals include reducing the number of calls typically responded to by police; reducing the number of behavioral health and non-emergency calls responded to by police and fire; and reducing the number of non-life threatening 911 calls that are transported to the emergency room (ER) (portland.gov, 2021).
An evaluation of the program conducted by researchers from Portland State University found:
A 4.6% reduction in total calls traditional responded to by police.
A 22.5% reduction in police response on non-emergency welfare cheques as well as dispatches coded as “unwanted persons” and “suspicious persons” calls.
An 11.6% reduction in fire department activity of behavioural health calls and illegal burn calls.
Only 14 calls (3.7%) required transport to ER.
Clients rated PSR a “5” on a scale of 1–5, with 5 being the best.
(Townly and Leickly, 2021).
Comments from people experiencing homelessness described the care they received from PSR, included:
“They were friendly, treated me like a human being.” 
“They were loving and talked with my friend who needed help.”
“They put medicine on a wound, gave me food and water, and asked if I needed
  anything else.” 
“My friend lived because of them.”

The PSR team made 44 referrals during the initial contact and the team’s community health workers made another 125 referrals in follow-up visits with clients for everything from housing and financial benefits to medical treatment and pet care. The team also helped six people find permanent housing.
The evaluation report concluded, “Based on our findings, we believe Portland Street Response is well on its way to becoming a citywide solution to responding to 911 and non-emergency calls involving unhoused people and people experiencing a mental health crisis.” The evaluation also included recommendations to further increase the program’s effectiveness by expanding it citywide 24/7; expanding call criteria to allow the team to respond inside residences and to respond to calls involving suicide; and keeping the program within Portland Fire and Rescue. 
The City of Portland maintains a data dashboard which contains information that is updated at least weekly on the activities of the PSR teams, including call volume and location, co-response and times, client characteristics, client outcomes, and community insights (https://www.portland.gov/streetresponse/data-dashboard).
Evolution of Fire & Rescue Services 
A review of the current literature on Fire and Rescue services revealed several key trends, including the expansion of partnerships in the community and initiatives to ensure sustainability. With respect to partnerships, it has been stated that:
“The fire and emergency services are in an enviable position in communities, as they are well positioned to be the hub of service provision for many supporting services already found within their community, and that align with organization’s core mission. There are significant opportunities to create partnerships with allied health care, mental and behavioral health providers, and various social service agencies to leverage the talents of each agency with a focus on improving service to the community. Too often agencies respond multiple times to the same individual who calls 911 as their only known access for assistance, when the need is truly not an emergency, but could be met by another service provider in the community. Over the next 30 years, the fire and emergency services will need to partner with related service providers to create a local response network that can provide a host of services under the umbrella of a multifaceted organization, if it hopes to meet the needs of the community served.” (Bruegman and Martel, 2020:19)
The sustainability of Fire and Rescue services is also the focus of discussion. It has been noted that:

“If the fire and emergency services hope to sustain itself in the future, it must be willing to redesign itself and address the issues that are having a negative impact on the service today…Ultimately, local government will be faced with making difficult choices about how to provide the services needed and the level of services to be provided. That is why the issue of sustainability is so important and must be addressed now, rather than being left to the next generation of leaders to resolve.” (Bruegman and Martel, 2020:21)

To ensure sustainability, Fire and Rescue services must “Dramatically revamp the fire and emergency services education and training model to provide the needed skill sets, knowledge, and abilities required for the anticipated changes in the future and to remain current with the application of emerging technologies” (Bruegman and Martel, 2020:23).

Importance of Data & Performance Management

There are increasing calls for Fire and Rescue services to gather data on their operations to assist municipal councils in assessing the effectiveness and efficiency of resource utilization: 

“Robust data gathering is important because without it, municipal decision makers have no way of measuring whether response by fire departments to medical incidents and traffic accidents offers any benefit to victims. Whatever the advantage might be has to be balanced against additional risk to the public and firefighters from very large fire vehicles travelling at higher than  normal speeds….Good data assists to determine types of training, number of volunteers required, equipment, apparatus, and a full scope of other decisions that should be taken to effectively operate a fire service” (PROMAX Consulting, 2021:49–50;52).

It is important to establish and regularly monitor performance metrics for the deployment of resources (Emergency Services Consulting International, 2018:101). These metrics are used to determine whether the organization is meeting the expectations of the community that it serves and the demands of the operating environment. As one evaluator stated, “Without regular and consistent performance evaluation, it is impossible to set goals and to assess whether they have been achieved. So too is it challenging to evaluate the return-on-investment for resources that are expended by a municipality in support of police, fire and rescue and by-laws…Response standards established must originate from the community served to create a balance between what is desired and what can be afforded…Multiple factors such as staffing, financial constraints, size of service area, and politics will influence each department’s ability to set achievable goals and objectives for response.” (Emergency Services Consulting International, 2018:101).

Going Forward – Rationalizing Fire & Rescue Services & Increasing Effectiveness & Efficiency 
Research studies have identified eight critical issues for fire and emergency services in the coming decades. These demand the attention of municipalities if fire and emergency services are to thrive in the future and provide governments and residents with an appropriate level of service and return on investment. 
1. Re-identification of the fire and emergency services. 
2. Culture of the profession. 
3. The robust use of data. 
4. Health and wellness threats 
5. Opportunities for partnerships. 
6. Sustainability challenges. 
7. Technology advancements and adoption.
8. Inclusiveness of the fire and emergency services.
(Bruegman and Martel, 2020:7)
A key process in addressing these issues is what is termed “re-identification”: This concept is operationalized as follows: 
Re-Identification – Establishing a new identify for fire and emergency services. This includes recognizing that, while the number of fires has decreased, fire and emergency services are well positioned to be the hub for service delivery outside of the typical emergency response system. This would include focusing on the community as an organizational priority and implementing risk reduction, medical and injury prevention, and related social service support efforts in the community (Bruegman and Martel, 2020:9). 
Re-identification will have implications for recruiting, training, and for the types of fire apparatus that are funded by the municipality.  
The Mesa, Arizona Fire and Medical Department (MFMD) is an illustration of how some Fire and Rescue departments have re-identified themselves to match their capacities with community expectations and demands for service. MFMD has 561 employees and provides services to 511,000 residents over 138 square miles (357.418 km) and responds to nearly 70,000 calls for service annually.
As in most jurisdictions, the large majority of calls for service in Mesa were medical in nature. In 2012, to better respond to these demands for service, the department re-identified itself by changing its name to Mesa Fire and Medical Department. Building from this name change, MFMD began reidentifying itself in additional ways. This was accompanied by a number of structural changes in the department, including deploying smaller medical response units, partnering with crisis counselors to staff a behavioural health unit, and coordinating regular immunization clinics that provide free vaccinations to the insured. The MFMD has developed a community outreach division focused on reducing non-emergency 911 calls by providing education and social services. This division conducts such varied functions as training children on CPR, safe driving, and installing grab bars in homes. 
A key feature is a robust volunteer component in the department. Volunteers in the Social Services Division of the MFMD provide home safety education, grief support for families dealing with the loss of a loved one from natural causes and social services to persons who have been identified as being in need to assistance by emergency crews (https://fire.mesaaz.gov/residents/fire-medical/fire-life-safety-education/social-services-division). The department also operations a community outreach program staffed by volunteers (https://fire.mesaaz.gov/residents/fire-medical/community-outreach/volunteer-corps-mfmd).
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CHAPTER 7
PENTICTON FIRE & RESCUE SERVICE

KEY FINDINGS
The large majority of calls for service to which PFRS responds are not fire-related. On average, 1% involve a structural fire. 
PFRS must maintain the capacity to respond effectively to low frequency, high impact events. The PFRS has a duty of care to the community.
The primary focus of PFRS resource expenditures is on fire suppression, despite the fact that the number of fires is steadily decreasing and other demands on the department are increasing.
PFRS is dispatching large fire apparatus to medical calls, many of which are minor in nature or involve drug overdoses. This is not a best practice and does not provide a good return on investment for the municipality.
The increasing demands being made on PFRS are in large measure the result of inadequate provincial EHS, most notably BCAS resources. This results in the municipality subsidizing a provincial responsibility.

KEY RECOMMENDATIONS
The PFRS should develop a strategic plan for resources and resource deployment that reflects the demands for service that are being made on the agency. 
The PRFS should collaborate with the municipality, Bylaw Services, the RCMP, and the ambulance service in the development of a framework that will increase interoperability among all  the agencies.
The PFRS should submit a business plan to municipal council for funding a rapid response medical unit, including initial staffing requirements.
PFRS should engage in a process of “re-identification” wherein it examines the actual demands being made on the department in comparison with how its resources are being expended.


Several data sources were used for the review of PFRS. These included statistics provided by the service, focus group sessions with the Deputy Chief, and Assistant Chief and the full-time firefighters on all four shifts and the paid, on-call firefighters. An interview was also conducted with the Chief and with the President of the PFRS Union.
The discussions with Fire and Rescue personnel centered on their perspectives of the role of Fire and Rescue, how their role has changed over the years, their observations on the demands for service on the agency, the ability of the agency to meet these demands, and suggestions for improving the delivery of service. 
Penticton Fire & Rescue Service 

The Penticton Fire and Rescue (PFRS) consists of 40 full-time equivalent staff including the Fire Chief, one Deputy Chief and one Assistant Chief. It also includes 20 auxiliary firefighters, with a goal to return to 40 once capacity restrictions allow (2022 Draft Corporate Business Plan, City of Penticton). It has a forecasted 2022 net operating budget of $5,833,393, a 2.4% increase over 2021. The organizational chart is presented in Figure 7.1.

Figure 7.1. Organization of Penticton Fire & Rescue Service



Source of chart: Penticton Fire and Rescue Department

Major equipment (apparatus) at the two fire halls in Penticton includes a ladder truck with water tank and pumping capacity, three “engine trucks” with water tanks and pumping capacity, smaller trucks equipped to fight brush fires, and various marine rescue and search boats (Penticton is on the shoreline of the extensive Okanagan Lake, which is a very long and deep lake). According to the City’s 2022 Corporate Business Plan, the fire and rescue department performs the following key functions:

Provide fire suppression, fire prevention education and fire inspection services.
Provide first responder medical services.
Respond to emergencies including motor vehicle accident rescues, water and marine emergencies, high angle and technical rope rescue.
Provide emergency scene management, including identifying dangerous goods and isolating hazardous materials and wildfires.
Respond to airport crashes with rescue and fire suppression services.
Manage pre-emergency planning and operate a wildfire (FireSmart) prevention program.
Provide education and mitigation for FireSmart initiatives.
Operate a fire services training centre, delivering basic to advanced fire service training.
Lead City emergency management and manage the Emergency Operations Centre (EOC) and Emergency Support Services (ESS).

In addition to the above general functions, statistics from the Penticton Fire and Rescue Department shows the following activities performed in 2021:

Mobile vendors (e.g., food trucks): 41 inspected properties.
Needle pick-up (drug paraphernalia): 18 incidents.
Stalled elevator: 22 incidents.
Car seat inspection: 12 inspections.
Marine rescue: 24 incidents.
Medical overdose: 350 incidents.
Medical cardiac: 38 incidents.

It was noted in the previous chapter that Fire and Rescue services are responding to an increasing number of non-fire calls, a majority of them related to medical incidents. The data from PFRD, presented in Graph 7.1 reveal, Penticton is very much part of this re-alignment of services.  

Graph 7.1. Calls for Service Penticton Fire & Rescue, 2017–2021


The significant increase in fire calls in 2020 is mainly attributed to responding to the expansive and devastating Mount Christie wildfire near the city boundaries, as well as additional wildfire demands in 2021 from the Skaha Creek fire. As in many parts of the Interior BC, 2020–2021 saw extensive forest and wildfire damage as the driest and hottest fire seasons on record occurred. It is very likely that wildfire conditions will be replicated in coming summers during to climate changes attributed to global warming.

A significant finding in Graph 7.1 is that, as in many communities in BC, the local fire department responds to more medical emergency calls than fire-fighting calls. This situation has raised a policy debate within levels of government, the BC Emergency Health Services, and fire department leaders about the concept of amalgamating fire and ambulance services. As reported in a November 2021 story on Global News: 

“‘We’re going to see a tighter partnership, there is some work that is going on now between this sort of tri-partnership meeting between the (health) ministry, fire and BCEHS,’ said Leanne Heppell, chief ambulance officer for BC Emergency Health Services.” 

Former Surrey mayor Dianne Watts pointed out there have been discussions and panels and deliberations over the course of years, all pointing to a greater leveraging of fire halls and firefighters to support the ambulance service — perhaps even a hybrid fire-ambulance service as in Winnipeg.  

“We’ve been advocating with government for years to have an increased role for firefighters,” said BC Professional Firefighters Association president Gord Ditchburn. “It’s not to take away from the work paramedics do by any means. The respect level we have for paramedics on the street it incredible. …Firefighters have the ability to deliver naloxone and it makes a difference in a patient’s life, so why can’t we expand some of that to supporting prehospital care and our paramedics?” (https://www.bcpffa.net/news/https/bcctvnewsca/more-ambulance-fire-integration-b-c-officials-poised-to-make-announcement-15664804fbclidiwar2pexhqpd1nx7rt2llwxcfurredb4r0mjfbctuylyrqii8l9zjkczuwsdi)

The pressure on the Penticton Fire and Rescue department to attend to medical emergencies is illustrated by statistics provided by BC Emergency Health Services which tracks every medical emergency “event — call volumes” recorded by the BCEHS dispatch centres. As Graph 7.2 shows:

There were 909 more ambulance calls dispatched in Penticton in 2021 compared to 2020 (11% increase). While many factors determine community needs, in 2021, Penticton ranked 20 out of 150 communities in terms of dispatched calls, including higher calls per population than West Kelowna, Kelowna, and Kamloops.
While many factors can intervene to change projections, as a current annual growth in service rate of between 3% and 4%, the number of ambulance / paramedic calls in Penticton could reach 9,177 by 2044.
According to BC Emergency Health Services policy introduced in 2019, firefighters are only dispatched to replace an ambulance call for a “moderately urgent” situation if ambulance paramedics cannot attend within 10 minutes. (Note: the time frame provided to the research team by Fire and EHS personnel in Penticton was 10 minutes for high acuity calls.)
Statistics from the Penticton Fire and Rescue shows that there were 81 incidents in 2021 of “B.C. Ambulance service delayed,” up from 27 in 2020 (Graph 7.3). In addition, data shows that there were 593 more “total medical” calls in 2021 than 2020, a 39% increase. 
Under the current situation, if projected ambulance calls increase by about 9% between 2021 and 2024, and the fire department continues to record more than 50% of its calls as dealing with “medical” issues, there can be a continued re-alignment of the roles of the fire department.
The question remaining is one of efficiency and cost effectiveness for the Penticton fire department. Is its current equipment configuration, wherein a large pumper or ladder truck (often valued at $1 million) with three to four firefighters is dispatched to a medical call, the best use of public resources?




Graph 7.2. Trendline of Penticton Ambulance/Paramedic Calls


Graph 7.3. Reason Why Fire Department Responded to Medical Call


The increasing demands on PFRS are due in large measure to inadequate provincial EHS resources, including BCAS, as reflected in the number of incidents in which arrival of an ambulance on scene was delayed. This presents a challenge for municipal government and places community residents at risk. This situation is compounded by the absence of ongoing consultation between provincial health and Penticton City Council. 

This raises the specter that the municipality is on its own in devising the most effective ways to meet the needs of the community. Several options for addressing this situation are discussed later in this chapter.


Demands on Penticton Fire & Rescue 2017–2021
Table 7.1 shows that between 2017–2021 the greatest percentage of calls for service for the Penticton Fire and Rescue Service (PFRS) was assisting on medical-related incidents. This is a radical departure from the traditional role of fire services as one of fighting fires. 
Data provided to the project team by PFRS reveals that, on average between 2017–2021, 46% of all calls dispatched from Fire and Rescue were for the category of “medical assists,” and 3% were for “Medical Overdose.” An average of 1% were for “Structure Fire.”  
In the years 2017, 2018, and 2019 calls for the fire department to respond to “medical assist” were over 50%. A dramatic statistic shows that the Fire and Rescue department’s calls to attend to “Medical OD” was 11% of all calls in 2021, going from 48 such calls in 2020 to 350 in 2021, a 629% increase.
In fact, call response to all categories of fire such as a bin fire, structure fire, wildlife/grass fire, burning complaint, and car fire totaled an average of 10% of all response-to-calls for Penticton Fire and Rescue between 2017–2021. This is a significant finding and should provide the catalyst for PFRS to undertake a process of re-identification (discussed in Chapter 6). It is very evident that, although the stated mandate of PFRS is “fire,” this is not what the service is being asked to do. It is important that the service maintain a firefighting capability; however, decisions by municipal council regarding funding for PFRS should be based on the actual demands for service.

Table 7.1. Penticton Fire & Rescue Response to Call Incidents 2017–2021

Source: Resource Review of Penticton Fire and Rescue Service, January 2022, City of Penticton.


Data on Penticton Fire & Rescue Service “Inspections”

Table 7.2 shows the breadth of various inspections, responding to complaints, inspecting mobile food vendors, and other non-fire-fighting activities undertaken by the Penticton Fire and Rescue department. The activities throughout 2017–2021 overwhelmingly deal with various property inspections related to public and building safety, followed far behind by consultations and the writing of suppression reports.


Table 7.2. Penticton Fire & Rescue Total Inspections 2017–2021

Source: Resource Review of Penticton Fire and Rescue Service, January 2022, City of Penticton.

When the table of various inspections and consultations is compared to the table listing the various response-to-call categories by PFRS, a picture emerges of the breadth and scope of today’s modern Fire and Rescue service: It is predominately not about fighting fires. 

For example, while the department dealt with 41 structural fires in 2021, it also inspected 41 mobile food vendors. However, in 2019 the department responded to 31 structural fires while also inspecting twice the number of mobile vendors (64). 
Graph 7.4 presents this one example of the changing activity profile of the PFRS, which mirrors that of other Fire and Rescue services across North America.

Graph 7.4. Penticton Fire & Rescue — Structure Fire Calls vs Mobile Vendor Inspections


State of Human Resources in PFRS

As noted in the analysis of the survey results from the sworn officers and civilian employees in the Penticton RCMP detachment, the ability or all organizations to achieve purpose and objectives through engaged employees is contingent on the successful ongoing integration and continuous evolution of four workplace factors measured by the Integrated Change Cycle model — culture, structure, systems, and subsequent workplace climate. See Chapter 1.

Differences & Similarities between Full-time & Auxiliary Firefighters

Full time (N = 22) and auxiliary firefighters (N = 7) completed the same survey which measured 34 factors related to culture, structure, systems, and the workplace climate. Because of the low response rate from auxiliary firefighters, the responses are provided as a weighted average from the 1 to 5 scale where 1 = disagree/disagree strongly and 5 = agree/strongly agree. The results in Table 7.3 can be interpreted through the Weighted Average Interpretation Scale. See Scale 7.1.

Scale 7.1. Weighted Average Interpretation Scale
























Table 7.3. Organization Change Cycle Results – Fire & Rescue

The data in Table 7.3 reveal the following:
While full-time firefighters in Penticton provided a 3.7 / 5.0 rating for their morale, job satisfaction was rated at a much higher 4.6 / 5.0. It is very likely that the higher average rating for job satisfaction reflects other high ratings (above 4.0) for overall workplace culture (4.0 / 5.0), and areas of the workplace structure including having clear responsibilities and reporting lines. In short, the firefighters have a high level of job satisfaction.
The higher average rating (3.7 / 5.0) for morale by full-time firefighters is a measure of the working conditions within their workplace, most notably the level of human resources (2.6 / 5.0), and the level of equipment and materials (3.2 / 5.0). Also affecting morale are the average rating for having timely communication (3.6 / 5.0), employee accountability (3.7 / 5.0), and being asked their opinion about workplace issues (3.7 / 5.0). 
In contrast, results for the small number of auxiliary firefighters showed similar average to good ratings for the workplace culture (3.9 / 4.0). Although morale was rated at 3.9 / 5.0 for auxiliaries, job satisfaction was rated much lower than for full-time firefighters at 3.7 / 5.0. 
There are several results that are likely linked to auxiliary firefighters having lower job satisfaction that full-time fire fighters. 

In Their Own Words – Full-time Firefighters Comment

The following discussion presents the responses to the scaled survey questions and the verbatim comments from the 22 full-time firefighters who contributed 42 comments in the survey. The few comments from the seven auxiliary firefighters, while informing the study, are not included to preserve confidentiality.

Figure 7.1 reveals that the overwhelming concern (57%) expressed was the current staffing shortage and the need to staff fire trucks with a four-person crew rather than the three that are presently available. The second most common concern expressed was the impact that understaffing was having on the fire fighters’ emotional wellness and safety. 
Figure 7.1. Content Analysis of Penticton Firefighter’s Workplace Concerns

Selected comments on the survey included:

“We are lacking critical human resources to be able to do our jobs safely and effectively. Getting our staffing to appropriate levels is something I feel needs to be addressed. In saying that, our department has done a great job of acquiring top of the line equipment to assist our day-to-day operations on calls.”
“The Penticton Fire Department is dealing with a lack in manpower. Four-man engines would enable our department to be more effective, more efficient, meet the minimum safe NFPA 1710 standard and allow us the ability to save a life in an IDLH [immediately dangerous to life or health] atmosphere as a first in engine.”
“We are very understaffed, according to NFPA standard 1710. It clearly defines all career fire departments should have a 4-man minimum for each engine company. This is for our own safety as well as the safety of the public. I don’t think we should have to experience a catastrophic event/emergency or death before we take this standard seriously.”
“We need to work on getting proper counselling and funding for mental health benefits. The employee assistance program we have at the city right now is not designed for first responders and should not be our first resource for mental health.”
“Certain areas of our work are not open for transformation or change, which is frustrating. The department wants to make employee emotional wellness a priority, but the focus is heavy on production and training hours being high.”
“Workplace culture at the ground level, yes. At a higher administrative level not so much. We are poorly informed when it comes to major incidents such as active shooters. We work well with the people we interact with the issue is getting the information in a timely fashion.”
“I feel like we are just a number in this city, and that we are expendable at any time they choose, exception would be this mandate for vaccines. Our teams don’t get the chance to gel and become high functioning, we are so focused on tick box training that we don’t get time to process what we learn and implement it. Everything is focused around getting training completed. In a sense, administration has taken some of the best parts of our job away to make room for more training. Large conflicts are ignored and swept under rugs, no one knows how to deal with difficult situations. We are set up for career advancement but right now lack the experience in our ranks, and the way our training is done doesn't fix this issue.”
“Minimum staffing is hard enough to achieve right now (3 per engine) let alone safe staffing (4 per engine). Overtime is a burden with many members becoming burned out and overworked.”
“Short staffed (even without covid sickness). Aged fleet leaving us with vehicles that are constantly breaking.”
“Penticton Fire Department currently does not have staffing levels sufficient to meet established best practices for initial response to structure fires. Through adaption and training our members currently provide very good service to our community, however in my view there is little room for improving fire ground safety, effectiveness, and efficiency with our current staffing levels.”
“We need to get our staffing levels to 4 members per hall on each shift. As it stands currently, we are limited in our manpower which restricts what we are legally allowed to do on certain calls until the other on shift crew arrives.”
Focus Group Sessions & Interviews with Firefighters 
Focus group discussions were held with personnel on all four shifts and interviews were conducted with the Chief, Deputy Chief, Assistant Chief, and the President of the firefighter’s union. The issues identified by the Fire and Rescue personnel included:

Lack of Ambulance Coverage
There is only one ambulance on shift full-time, 24/7, for the community. A second ambulance is available only during certain hours / days. There is only one ambulance staffed a night. If an ambulance is required from Summerland, the travel time to Penticton is 40 minutes.
If BCAS is going to be longer than 10 minutes in responding to a high acuity call, the call is transferred over to Fire. Low acuity calls can be put on delay by BCAS for as long as it requires BCAS to attend. This can result in as long as an hour delay. The PRFS responds to all 10+ delayed calls to ensure that the needs of the community are addressed. This practice was endorsed by the previous municipal council. 
Even when Fire responds, they must wait at the scene for the ambulance if one is required. Cases were cited of lengthy delays, e.g., a woman who fell and broke her hip had to wait 1:40 for an ambulance. During a major youth hockey tournament in March, an injured player had to wait 42 minutes before the ambulance arrived. 
Similarly, on one day during March, 2022, Fire responded to the same person who overdosed twice at different times. 
As previously noted, over 50% of the calls to which Fire responds are medical in nature. This, combined with the limitations of BCAS coverage, would seem to necessitate an ongoing conversation between the municipality and the provincial government. Fire personnel indicated that there is no dialogue between them and the province. 
The comments of the firefighters included:
“If ambulance is going to be delayed more than 15 minutes, the call is sent to us.”
“Now, we find ourselves going to more low-level calls. We went to a nosebleed the other day. It tied up a truck and crew.
“Calls have gone up, but our on-scene times are increasing. Crews can be a scene for up to an hour. Once you show up at a call, you can’t leave the call.”
 “We are going to calls that we shouldn’t be going to.”
Absence of Dispatch Interoperability
The RCMP (E-Comm in Vancouver), Fire and Rescue (Kelowna), and ambulance (Kamloops) are all dispatched from different centres. As one fire fighter commented, “There is disparate call dispatch: there is no interagency interoperability. There is the need for a coordinated response with BCAS. A member of the SLT noted that a challenge is that one agency may not receive the call, e.g., an MVA requiring the presence of all three agencies. 
Potential Reforms to Penticton Fire & Rescue Service 
A key finding from the study was that 52% of the calls to which Penticton Fire and Rescue Service (PFRS) responds are medically related. Only a very small percentage involve structural fires. It is not a good return on investment for the city when a pumper truck with three (and ultimately four) full-time firefighters responds to a medical overdose call or to a minor medical situation, e.g., in one instance that occurred during the project, a nosebleed. 
While the municipality can make representations to the province to increase emergency services capacity, the outcomes of these efforts is uncertain. This requires the municipality to consider funding the PFRS to have the capacity to respond to medical and other incidents with a rapid response vehicle.
Discussions with the PFRS senior leadership, the union president, and Fire and Rescue members revealed support for creating this capacity. A key consideration is the long-standing request to municipal council to fund additional positions that would increase the crew to four firefighters on existing trucks.
 Senior leadership in the service spoke of the ‘duty of care’ owed to the community and to those persons visiting the community.

Perspectives of Senior Leadership 
Discussions with senior leadership in the Fire and Rescue service revealed an interest in reducing the response to medical calls for service and how this could be accomplished. It was noted that medical emergencies are impactful for the community and for the service. 
It was noted that the calls per apparatus are high in Penticton, running at 1,700 calls per year for the two engines. There has been a significant increase in medical-related calls, one leader stating, “It used to be 200 medical calls a year; now it’s 2000.” The Fire and Rescue service has an agreement to provide services to the Penticton Indian Band. The service is very involved in a variety of proactive initiatives, including wildfire mitigation, educating the community re wildfires.
A key issue for senior leadership in the service is adding an additional firefighter (for a total of four) for each engine. This would allow the personnel on each truck meet WorkSafe BC requirements for entering a burning structure and meet international standards. It would also allow more proactive work, including inspections. However, this would be adding resources for fire suppression at the expense of adding the capacity of a rapid response unit that could cover both non-fire (primarily medical) calls for service and provide additional coverage for large structural fires.
Projected Costs of a Medical Response Vehicle 
At the project team’s request, the Fire and Rescue senior leadership prepared the following preliminary materials on the costs of a medical response unit. The report is reproduced, verbatim:
Issue
The purpose of this report is to explore the costs of staffing a medical response unit on a full-time basis. 
Current Situation
There are two front line apparatus and six staff immediately available to respond to any emergency in the City of Penticton. Each of the four shifts has nine firefighters to maintain the staffing level of six per shift. With holidays, sickness, injuries and maternity leave we still require overtime to maintain the six firefighter staffing level.  
Analysis
In order to operate a medical response unit on a full-time basis the staffing level would increase from six to ten. The two front line engines operating with four and the medic unit operating with two. The shift staffing numbers would have to increase to a minimum of twelve from the nine we are currently operating. This would still require overtime to support the operation, as we have to account for holidays and sick / injury leave etc.  
It is hard to predict the cost of overtime to support the full-time operation. In 2021, the posted overtime cost was $106,555.38. With the variations in sick / injury leave and going from nine firefighters to maintain six to twelve firefighters to maintain ten it is reasonable to assume the overtime costs will increase.  
Table 7.4: Estimated Overtime Costs
The project team suggests that a formal proposal for a medical response unit be presented to council. 
Conclusion

The initial costs of the program would be just over 2 million with an annual cost of approximately 1.7 million. The cost of overtime will most certainly increase but it is hard to estimate with the variables associated with sick / injury leave. There has been no consideration in this report to training to the EMR level and the associated costs. With the recent changes to the scope of practice to the First Responder program and not having the authority to transport in British Columbia the current level of training is adequate for our role in pre-hospital care.

View of the Project Team

The project team supports the creation of a rapid response unit and believes that it would provide a good return on investment for the city. The report prepared by PFRS on the projected costs of a rapid response unit provides the basis for a dialogue with municipal council. It is the view of the project team that the addition of this capacity will address the outstanding issue of adding an additional firefighter to the fire apparatus in order to comply with WorkSafe BC regulation 31.23 “Entry into Building” related to structural fires. The additional of a two firefighter / paramedic unit will result in two additional members being available to attend structural fires. 

NFPA 1710 standard states that engine companies shall be staffed with a minimum of four on-duty members. This is a generic standard and does not consider local conditions. In Penticton, only 1% of all calls for service are structural fires and this fact should inform the resourcing decisions of municipal council.  

Training Full-time Firefighters to an Emergency Medical Responder Level 
At present, Penticton Fire and Rescue personnel are trained to Response Level 3, which is one step below emergency medical responder (EMR). An increasing number of Fire and Rescue services are training their members to EMR level, including Delta Fire and Rescue. In Alberta, all Fire and Rescue personnel are trained to the EMR level.
Discussions with the SLT revealed support for this increased training and comment that the fiscal costs would not be substantive. Union support was also indicated. While the provincial government, through emergency services, has the authority to transport persons with medical issues, increasing the competency levels of Fire and Rescue personnel would provide significant benefits to the community. In many instances, persons with medical conditions do not require transport to hospital.





























SECTION V
GOING FORWARD – CREATING A SAFE COMMUNITY 
































CHAPTER 8
CREATING A SAFE COMMUNITY

The key findings from the study included:
KEY FINDINGS
There is a lack of interoperability among agencies involved in community safety which is exacerbated by the absence of a CSWB plan. This limits the effectiveness and efficiency of resources being expended by municipal council. 
Reports and studies commissioned by council are not produced as part of a comprehensive, holistic, integrated framework and are not likely to be impactful.
In the absence of a Director of Community Safety, there is no one person in the municipality responsible for coordinating community safety initiatives and ensuring interoperability among public safety agencies and with the provincial government. This limits the effectiveness and efficiency of initiatives and programs.
The provincial government has a myriad of programs in the community; however, there is a lack of knowledge about these initiatives and the potential for collaboration with the municipality is often not explored. 
There is uncertainty about the effectiveness of the Community and Security Advisory Committee. 
The provincial government, in particular, Interior Health, operate a myriad of programs and services in the community. However, there is often limited awareness of these initiatives by municipal council, city staff, and community safety agencies.
Although the municipality uses private security services, there are no KPIs and their use is not part of a Continuum of Public Safety.

KEY RECOMMENDATIONS
The City should create the position of Director of Community Safety. This person would be responsible for coordinating the entities in the Continuum of Public Safety, including the police, Fire and Rescue, bylaws, CSOs, and private security. The Director would also coordinate the development of a CSWB plan. 
The municipality should consider developing alternative response capacities, most notably in the form of a municipally funded crisis intervention team, a PACT patrol unit, and a Peer Navigator.  
City staff should be given the mandate to develop relationships with provincial staff to facilitate problem-solving.
Public safety initiatives funded by Council should require a business plan with clearly stated objectives, performance metrics, and an evaluation /report back requirement. 
The City should include private security as a component of the Continuum of Public Safety, develop a strategic plan for how the use of private security services can be maximized, create KPIs for contracted private security companies, and work to ensure interoperability of private security services with public safety agencies.
The municipality should review the mandate and impact of the Safety and Security Advisory Committee.
Municipal council should empower city staff to work proactively with provincial agencies, including Interior Health, to explore the potential for collaborative partnerships and initiatives.
The municipality should examine the potential for using private security as a component of the Continuum of Public Safety and, as well, develop KPI’s for contracted private security services.

Resources & Return on Investment
The materials gathered for this study reveal that the current structure within which police, Fire and Rescue and BEOs and CSOs are funded and operate often does not provide an appropriate return on investment for the municipality, its citizens, or the persons who are in need of services and assistance. Programs and initiatives appear to be funded in the absence of business plans that would set out the rationale for and objectives of the program, the mechanisms to ensure program integrity, e.g., that the program is implemented as originally designed, KPI, how the effectiveness of the program will be assessed, and report backs to municipal council. Evaluation does not seem to be a mandatory component of programs and services that are funded by the municipality. 
The Municipality’s Role 
It was noted at the outset of this report that municipalities across British Columbia are faced with many of the same challenges, many of them centered on homelessness, addiction, and mental health. There are innovative approaches being taken by municipalities to develop the capacity, at the city level, to effectively respond to the needs of vulnerable and at-risk persons while ensuring the safety, security, and quality of life for community residents. Many of the initiatives involve the development of collaborative partnerships with community stakeholders. A key finding of the present study is that there is considerable untapped potential in the community for collaboration and maximizing fiscal resources. Two examples are the keen interest of School District 67 and of Okanagan College in exploring possibilities for innovative programming.
On paper, many of these initiatives are the legislated mandate of the provincial government; however, communities have become more proactive in taking the initiative to create city-sponsored capacities. A key issue is the different perspectives and visions of the City of Penticton and the provincial government. This is reflected in the ongoing issues surrounding the implementation of a harm reduction strategy by the provincial government in communities across the country. Materials gathered during the study revealed that decisions of provincial government agencies, including BC Housing and Interior Health, are often made without consultation with the City, yet the decisions have had significant fiscal implications for the City and can impact the quality of life impact on the community.
The challenges and opportunities that exist in Penticton require that municipal council to play a proactive role in exploring the opportunities for effecting change and improving the quality of life in the community. The issues confronting the city require “outside the box” thinking that will result in the development of innovative strategies and programs. A representative from Interior Health stated, “We need everybody around the table and a plan. A collaborative framework is important. There is a provincial and a municipal role.” It was suggested that consideration be given to having the City contribute resources for positions that would interface with initiatives taken by Interior Health. 
Persons who were spoken with during the study felt that the City should play a coordinating role and that this was best accomplished by clarifying the role of City staff and giving staff the mandate to initiate or continue to liaise with personnel in provincial agencies, including BC Housing and Interior Health. This will provide the opportunity to develop innovative, collaborative initiatives. As one city official stated, “There aren’t enough regional discussions. Why are we [the city] doing all the heavy lifting? There is a need for a regional approach.”
The city’s Safety and Security Advisory Committee received mixed reviews in the focus group discussions. Members of the committee commented: 
“There is a need to re-design the committee rather than wasting time. It’s not clear what our role is; what are we actually doing?”

“We are a rubber stamp. Our participation is quite meaningless.”

“I have no idea who set it up.”

“It is not an effective community committee.”

The materials gathered during the study also revealed the need to create the position of Director of Community Safety who would coordinate the City’s strategies and initiatives, both among city departments and with external agencies. This position would be modelled on that of the Director of Community Safety in Kelowna and other municipalities which has proven to be critical as communities address many of the same challenges being experienced by Penticton. The Director of Community Safety in Kelowna, for example, played a primary role in the development of the City’s community safety and well-being plan. The person in this position should have extensive experience working in the areas of community development, community safety, and have expertise in the delivery of justice and social services.
Housing & the Homeless
“There is no strategy for homelessness. It’s all trial and error. Until we have a strategy, we are treating people like guinea pigs.” – official 
“There has been a complete degradation of human dignity in the community.” – leader in the faith community
“It is not a homeless issue; it’s an opioid and mental health issue.” – downtown business owner
“Having stable housing is so important when you are getting well. There are few other places where people can get well. The key is finding safe and affordable housing where the person does not fall back into active drug use.” – shelter housing service provider
“There is a lack of trust between the province and the city and that is taken out on the service providers.” – shelter housing service provider 
A review of the issues surrounding housing and the homeless in Penticton was beyond the scope of the present study. However, these issues have a significant impact on the community and on the demands made on the police, Fire and Rescue, and bylaws / CSOs. Communities across the province are struggling to address these issues with varying degrees of collaboration from BC Housing and other provincial ministries. 
A focus group discussion was facilitated with representatives from NGOs providing shelter services to unhoused persons. Following are comments made during the session:
“There is a lack of coordinator between the city and the NGOs; there is a fear of homelessness.” 
“We are trying to have the greatest impact with the resources that we have. There are folks with complex issues that we can’t address; who have complex co-occurring challenges.”
“We are trying to deal with 21st century problems with 1950s resources.”
“We do the best that we can with compassion and hope.”
“Things are getting more complex. There is a lot of negative dialogue: community education and compassion are needed.”
“Access to clean and safe supply helps them get to treatment.”
“There is an increase in vacation rentals: people are being removed from facilities; housing is getting sucked away. VRBO and Air BNB is displacing people.”
“There is both a provincial and a municipal role. The city has to facilitate the development of recovery-based projects.”
There was among the service providers good relationships with the RCMP, as reflected in the following comments:
“We have a great relationship with the RCMP. If there is a person in cells who wants to get clean, they will call us and we send a person over. Also, the police come to our facility and de-escalate situations. They don’t come in an enforcement capacity. They are willing to collaborate with us on programs.”
“We have good relations with the RCMP. Often, just the presence of officers will    de-escalate situations.”	
“The RCMP are really hindered with the mental health issue.”
Concerns were expressed about the lack of services for persons in need:
“The gap in services for persons who need help is unbelievable. We struggle every day to get people into treatment.”
“We don’t have the appropriate services in the community: There is no detox facility.”
“Most people have to give up their housing to go into treatment and it’s not there when they come back.”
“Right now, it is really a reactive approach. There are limits to this.” 

A City official noted that municipal council adopted the Housing First model and played a significant role by changing zooming in the city. This official also stated: 
“There is a lack of shelters for people; and strategies to deal with persons who have negative exits from shelters. BC Housing acknowledges that there have been challenges with wrap around services and delivering the services; particularly with complex needs people. Complex needs care is needed. We are providing land. We’ve done a lot but it’s not getting us to solutions.” 

At present, there is a lack of an integrated strategic plan to address the issues surrounding housing and the homeless. Ideally, the provincial government and municipalities would have a comprehensive collaborative plan; in its absence, many initiatives are on-offs. The recent report, No Where to Go: A Report from the Youth Homelessness Research Project (WRH Consulting, 2022) is illustrative. 
A review of this report by the project team found that, although it contains very useful information, there is no comprehensive framework into which the findings and recommendations can be placed as part of a community safety and well-being plan (CSWB), discussed below. This, and other reports, often languish and are not actioned due to the lack of a holistic, integrated plan. This is not a good ROI for the city, the community, or the youth who are the focus of the report. In the absence of a comprehensive community safety and well-being plan, there is limited utility and a poor return on investment for supporting studies and reports that are siloed and not connected to a larger framework.
One housing option that was not mentioned by either city staff or stakeholder groups was tiny house communities. A scan of other jurisdictions reveals several innovative approaches, including the creation of “tiny house” communities (Scally et al., 2020; Bula, 2021).  
See the videos, “Seattle’s Practice Village Model: Tiny Homes for Homeless” and “Inspired Self-Managed Tiny Home Village for Formerly Homeless,” listed in the Bibliography. 

Youth
Youth are a key stakeholder in the community. Focus groups were with high school students and with a group of youth at the Foundry youth program. As previously noted, the students felt that there should be mental health counsellors available in high schools to assist students with mental health issues and crises. This input is the basis for the recommendation that the municipality co-fund two positions with Interior Health.
Youth at the Foundry offered several observations about community safety:
“People don’t care about people here.” 
“There are a lot of homeless people. They are the reason we feel uncomfortable.”
“The homeless need ground rules. You should be respectful to everyone.”
As of Spring, 2022, Interior Health had plans to embed a youth counsellor at the Foundry and there were discussions with the school district about having early intervention substance abuse teams for the schools, although not situated on site. The Ministry of Children and Family development was participating in these discussions. 

Role of Private Security
A review of the use and potential of private security as a component of a Continuum of Public Safety in the community was beyond the scope of the project. However, there is considerable potential to make creative use of private security, particularly to ensure the security of property and to provide a measure of visible reassurance to community residents and visitors (Montgomery and Griffiths, 2015). 
The exponential growth of private security worldwide has been extensively documented (Shearing and Stenning, 1981; 1987; Sarre, 2012:3). It is estimated that, worldwide, more persons are employed as private security officers than as police officers (van Dijk, cited in Prenzler, 2012:151). This phenomenon has been described as “one of the most significant developments since World War II” (Prenzler, 2013:9). In most countries, private security personnel outnumber public police by more than two to one (Prenzler, 2013:9). This has occurred as part of the pluralization of policing (Griffiths, 2020).

The fiscal deficits of governments and efforts to downsize and outsource public services have prompted proposals to expand the activities of private security to “outsource” tasks that are currently performed by public police but that may be more effectively and efficiency handled by private companies (Public Safety Canada, 2012). In this context, private security may also be viewed as a threat and as encroaching on the mandate of the public police (Prenzler, 2013:17). Privatization has historically occurred in the public sector because of gaps in the delivery of services. More recently, it has been driven by efforts to reduce the costs of public services.

An argument that is offered in support of the expansion of private security is economic; that subcontracting services to private security firms provides an opportunity to save money. For example, the total compensation of a Montreal Service de Police de la Ville de Montréal (SPVM) police officer is approximately $120,000, compared to $40,000 for a private security agent (Bedard and Guenette, 2015:2).
While there are certain functions of the police that cannot be transferred to the private sector, there are activities that do not require the skills, training and authority of sworn police officers (Bedard and Guenette, 2015:1). Bedard and Guenette (2015:2) argue, “activities that could be subcontracted take up a significant portion of police officers’ time.” The extent to which any of these core functions can be outsourced through privatization in Penticton should be explored. Any examination of the potential role for private security must consider what the community expects, and asks, the police to do.

Although the City of Penticton does contract with private security, it is not a component of a Continuum of Public Safety and there appears to be little interoperability with the police, bylaw officers, and CSOs. Information provided by the city also revealed that the city does not have any KPIs for the private security services that are used. Industry representatives indicated to the project team that there are KPIs for private security than can be used to assess the return on investment in these services. 

The Provincial Government’s Role
Consideration criticism was directed toward the provincial government by many of the stakeholders who participated in this project. This included community residents, persons in the private sector, representatives of NGOs, and public safety agencies. There is little doubt that many of the challenges being experienced by the community are a result of a lack of provincial consultation with the community and of a vision of how best to address the needs of vulnerable and at-risk persons that may not be aligned with the views of the community. Recent legal action taken by the municipality against the provincial government illustrates the often-fractured relationship between the two entities.
That said, the materials gathered in this project reveal considerable potential for municipal-provincial collaboration. Information provided by Interior Health reveals a myriad of initiatives in a continuum of care in the community, including a Treatment Support and Recovery Team; a Seniors’ Mental Health initiative; Intensive Case Management; a Youth Intensive Case Management Team; and Outreach Mental Health Workers, among others. As of Spring, 2022, there were several new initiatives, including nursing support for outpatient withdrawal management, an Early Intervention Counsellor, a youth substance abuse counsellor to work at the Foundry, and an After Care Counsellor who will provide follow-up with persons coming back to the community from treatment.
The challenge is that the municipality and community safety agencies often have little awareness of these initiatives and this limits interoperability with municipal programs and services. There is a need to create a framework for ongoing dialogue between the municipality, the provincial agencies, and municipally supported agencies to maximize the effectiveness of municipal resources. This should include the municipality empowering city staff to proactively explore the potential for collaborative partnerships. 

Municipal Community Safety & Well-being Plan 
“We need to think outside the box. Right now, we are putting a band aid on an artery. We continue to pump money into a broken model. We need to think outside the box and it starts with having the hard conversations.” – downtown business owner
“There is a lack of problem-solving.” – city official
“We are loving people to death.” – downtown business owner
“We need to re-create the playbook. You have to be bold and speak the truth. The playbook we are supposed to go on doesn’t work.” – business owner
“It breaks my heart to say that we are not a safe community. There have been more murders in seven months than in the past 30 years.” – business owner
“Our security services have turned into social services. The few resources that we have are tied up with social services.” – member Community Safety and Security Advisory Committee
“We are always reacting to things. Is there any way we can be more proactive. To help people before they get into trouble?” – community resident
‘There needs to be a strategy for building neighbourhoods, building relationships” – community resident
“Having an overall plan is the ultimate goal. We need to move off high centre.” –community resident
A key feature of the Penticton landscape is the fractured nature of efforts to create and sustain a safe and secure community and the absence of a comprehensive, holistic framework that would rationalize resource expenditures, increase the effectiveness and efficiency of strategies and programs, and increase the interoperability of municipal council, community stakeholders, and municipal and provincial agencies. At present, the majority of initiatives are reactive, which is not an effective response to issues that have become endemic in the community. This is the most common scenario in a majority of Canadian communities: the demand on resources continues to grow in the absence of strategies to address the root causes of the demands.
There was a consensus across a broad section of community stakeholders who participated in the present study that the municipality can best meet its challenges and take advantage of opportunities with the development of a CSWB plan. 
Community safety and well-being is defined as a sustainable approach where everyone is safe, has a sense of belonging, the opportunity to participate, and where people and families can meet their needs for education, health care, food, housing, income, and social and cultural expression (https://withyoupeel.ca). 
Resources are being expended for public safety in the absence of a shared vision of all stakeholders in the community. The creation of a CSWB plan would maximize existing resources and expertise in the community and can also be used to secure additional funding from the provincial and federal governments, private foundations, and other non-traditional sources. 
First introduced to municipalities in 2014, CSWB planning focuses on high levels of safety and enhancement of resident and community well-being through the four zones of intervention:
Social Development – Addressing underlying causes of social issues through upstream approaches that promote and maintain individual and community wellness. This includes supports that promote social and economic inclusion and equity.
Prevention – Applying proactive strategies to known and identified risks that are likely to result in harm to individuals or communities if left unmitigated.
Risk Intervention – Identifying and responding to situation of acutely elevated risk and mobilizing immediate interventions before an emergency or a crisis-driven response is required.
Incident Response – Circumstances that require intervention by first responders such as police, paramedics, and other crisis-driven services in the human services system.
In recognition that addressing issues of crime and safety require a multi-jurisdictional, multi-stakeholder approach, several communities have developed CSWB plans. These plans are developed based on extensive consultation among all stakeholders in a community and ensure that the entire community has ownership of the plan, rather than the police or other agencies acting independently of one another. These plans are also a strategy for maximizing resources. 
CSWB plans generally include the identification of community risk factors, action ideas that address the root causes of issues that negatively affect the health and safety of communities; a focus on prevention and social development opportunities that will contribute to community safety; and, the capacity to review, on an ongoing basis, the progress made following the implementation and sustainability of the plan. 
The four domains of a CSWB plan are illustrated in Figure 8.1.

Figure 8.1. Domains of a Community Safety & Well-being Plan


Figure 8.2 illustrates the process of developing a CSWB plan. Key would be the creation of a leadership table and a sector network. 

Figure 8.2. Process for Developing a Community Safety & Well-being Plan


A CSWB plan sets out the core values of a community and defines the roles and responsibilities of key stakeholders in reflecting those values and achieving the objectives associated with them. The plan facilitates the access to external funding, as it can be shown where a particular grant “fits” in the overall community plan. The plan provides the community with a clear picture of how things “fit together” and since community stakeholders would be involved in creating it, there is buy in and legitimacy. CSWB plans are developed by and reflective of the community.
The plan and its objectives can be conceptualized as “the way things are done” in the community and transcends municipal councils and personnel who may move in and out of positions. It is, in short, the way the community does its business to ensure a high quality of life for everyone.
Several Canadian communities have taken the proactive approach of developing CSWB plans that bring together all the key stakeholders, including community members, to develop a plan centred on problem solving and the efficient use of resources. One of the more comprehensive plans has been developed by Halton Region in Ontario. In the opening pages of the plan, it states:
“This approach to planning recognizes that complex risks to safety and well-being cannot be addressed in isolation by any one organization or sector. Too often, situations rooted in issues like mental health, addictions, a lack of safe and affordable housing, inadequate access to services or social isolation require an emergency response from the police, paramedics, hospital emergency department or other crisis-driven services.

In many cases, these issues could be addressed earlier and more effectively through greater collaboration among sectors including police, paramedics, education, public health, healthcare, social services and community-based human services agencies. Community safety and well-being planning is a collaborative process so that people in need of help receive the right response, at the right time, and by the right service provider. (Halton Region, 2017:2)
The leadership group that was created to lead the implementation of the plan included Halton Region government, the Halton Regional Police Service, the local health integration networks, hospitals, boards of education, and municipalities in the region. The plan is centred on four “zones of intervention”: emergency response, risk intervention, prevention, and social development. 
The CSWB has contributed to Halton Region being the country’s safest large municipality for the 13th year as of 2018. The initiatives taken to date include enhancing access to mental health supports for children and youth, developing a coordinated approach to homelessness, addressing opioid use and related harms, reducing the isolation of older adults, and a variety of other initiatives throughout the region. A recommendation of this report is that the City of Penticton, in collaboration with community stakeholders, develop a CSWB plan.
The present study focused on three components of a CSWB plan: police, Fire and Rescue, and bylaws / CSOs and the materials in this report can inform the CSWB dialogue should the city decide to develop such a plan.

Materials gathered in interviews and focus group discussions with a broad spectrum of community stakeholders revealed a vast reservoir of expertise and receptivity for developing innovative programs that could be components of a CSWB plan. 
The School District Superintendent indicated a willingness to provide space in schools for programming and personnel who might be assigned to the schools. 
The Manager of Campus Life and Administration at Okanagan College who is involved in community outreach and facilitating a variety of certificate programs, expressed a strong interest in partnering with city departments to do innovative programming, e.g., a program for at-risk youth.
These are the types of connections and relationships that would be fostered by the development of a CSWB. These types of partnerships also open access to other sources of funding, lessening the fiscal burden on the City.
The potential for an integrated plan is reflected in the comments of a representative from Interior Health who noted that, “The current atmosphere at Interior Health is one of collaboration and partnerships” and it was suggested that MEs could be embedded with Interior Health. This representative also stated:
“The services haven’t changed as quickly as the landscape has changed. There is a need for all groups to be at the table. Complexity has led to specialization, which may be a barrier to collaboration; we need to get the groups together. It is important to communicate across in-agency teams and between agency teams. The dialogue piece is very important. It is important that the work continues regardless of what government or municipal council is in power.”

Stakeholders in the focus groups generally agreed that City residents would be willing to pay higher taxes for more programs and interventions. But, as one participant in a focus group stated, “There has to be transparency. The initiatives and rationale have to be clear and visible. People need to know.”
The view of the project team is that the current approach to safety and well-being in the community is not sustainable. It is primarily a reactive with little capacity for proactive problem-solving, community building, and strategies to address the needs and of all residents, including vulnerable and at-risk persons.
Review Findings & Recommendations
The project findings and recommendations from the resource review are set out in the following tables.
RFR Table 8.1. Review Findings & Recommendations – The Municipality           
  Findings					 Recommendations

RFR Table 8.2. Review Findings & Recommendations – The Community
                       Findings					Recommendations


RFR Table 8.3. Review Findings & Recommendations – The Policing Environment 
                       Findings					Recommendations

RFR Table 8.4. Review Findings & Recommendations – The Detachment 
                        Findings					Recommendations

RFR Table 8.5. Review Findings & Recommendations – Community Policing 
                     Findings				      Recommendations

RFR Table 8.6. Review Findings & Recommendations – Police Response to Calls for Service
Findings					Recommendations

RFR Table 8.7. Review Findings & Recommendations – Addressing Needs of At-risk & Vulnerable Populations
                        Findings					Recommendations

RFR Table 8.8. Findings & Recommendations – Bylaws & Community Safety Officers 
          
 Findings 				            Recommendations


RFR Table 8.9. Findings & Recommendations – Fire & Rescue 
               Findings				                    Recommendations

RFR Table 8.10. Findings & Recommendations – Crown Counsel
                        Finding                                              Recommendation

SUMMARY OF RECOMMENDED POSITIONS
RCMP Sworn Officers
The following sworn positions have been identified based on materials gathered in interviews, focus groups, including community stakeholders, and an analysis of the detachment’s Computer Aided Dispatch (CAD) data. These additional positions will begin to address the current lack of capacity for the detachment to engage in proactive policing within a community policing model.
Recommendations Table 8.1. Summary of Recommended Sworn Detachment Positions
                      Position					     Number

Detachment Civilian Municipal Employees
The civilian municipal employees (MEs) play a critical role in the operations of the Penticton Detachment and are a vital component in the effective and efficient delivery of policing services. The project team facilitated a focus group with the MEs and, as well, reviewed the responses of MEs who completed an online survey. A review of all the civilian units resulted in the identification of several gaps in capacity and the need for four additional ME positions. 
It should be noted that the RCMP is in the process of adopting the use of officer worn body-worn cameras. Municipalities will be expected to assume the costs associated with this technology, e.g. video technicians. This technology is resource-intensive and it is likely that, within the next three years, requests are going to be made to council for additional ME positions in the detachment. As of October, 2022, it was not possible to determine the specific personnel that will be required.
Recommendations Table 8.2. Summary of Recommended Detachment Municipal Employee Positions
                              Position				    Number

New Municipal Employee Positions
Director of Community Safety
The project team is recommending that the City develop additional capacities to address current challenges. Most notable is the creation of the position of Director of Community Safety. The Director would be responsible for coordinating the public safety initiatives, ensuring interoperability among the various agencies and units involved in public safety related activities, and for leading the development of a Community Safety and Well-being Plan. 
At present in Penticton, responsibility for community safety is split among five members of the Senior Leadership Team (SLT), all of whom report to the Chief Administrative Officer. There are separate lines of reporting for bylaw / CSOs, Fire and Rescue, municipal police staff, human resources, which includes workplace / occupational safety, and intergovernmental staff. However, the best practice is for oversight and reporting to be consolidated into the position of Director of Public Safety. This model is evident in Kelowna, Prince George, and other municipalities. 
Peer Navigator for the Public Library
Materials gathered in the focus group sessions revealed that there would be a good ROI to locate a Peer Navigator in the public library. Several libraries in BC, including Kelowna, have Peer Navigators who have proven to be very successful in assisting persons in need. Other libraries across the country have city-funded social workers situated in public libraries in recognition of the fact that libraries are one of the last public, indoor spaces for persons and are often accessed by vulnerable and at-risk persons.

High School Mental Health Counsellors (co-funded with School District 67 and/or Interior Health)
Focus group sessions with high school students revealed a strong desire to have full time, on-site mental health counsellors. The existing counsellors are primarily engaged in course planning and may not have the training and expertise to effectively respond to student mental health issues.
There are examples from other jurisdictions. To meet the growing need for support of students living with mental health concerns, Abbotsford School District and Abbotsford Child and Youth Mental Health (CYMH) jointly fund a school child and youth mental Health Liaison position. The Health Liaison helps provides meaningful and intentional collaboration between CYMH clinicians and school district staff. The Health Liaison attends school-based meetings or care team on behalf of CYMH and provides information about mental health resources for school district staff that are available through CYMH or other services in the community. The Health Liaison works with the District Vice Principal of Learning Support Services, is part of the district Critical Incident Response Team (CIRT), and follows up on suicide risk assessments. The Health Liaison also provides a variety of professional development training in the district.  
In 2019, The Maple Ridge-Pitt Meadows School District created the province’s first integrated child and youth team as part of proactive measures in place to support the mental health of students. The program includes teaching mental health literacy at the high school level, establishing a program with a wellness and therapeutic skills focus, and working closely with community partners on all initiatives that support vulnerable youth.
Municipal Mental Health Crisis Team 
Mental health-related calls for service comprise a significant portion of police calls for service. An alternative call response option would be a municipal mental health crisis team, patterned on the Crisis Response Helping Out on the Streets (CAHOOTS) program in Eugene, Oregon. Diverting these calls from the police will provide an opportunity for sworn officers to engage in proactive, community-focused policing.
Fire & Rescue Positions
Over 50% of the calls to which Fire and Rescue responses are medically related, many of which are related to drug overdoses. These calls have been increasing largely as a result of a lack of capacity in the BC Ambulance Service. Calls are directed to Fire and Rescue if there is going to more than a 15-minute delay in the dispatch of an ambulance. 
Having firefighters and a large apparatus respond to medical calls, which may be as minor as a nosebleed, is not a good ROI for the municipality or an effective use of responses. Municipalities across North America have addressed this issue by deploying RRVs staffed by firefighters / paramedics. These personnel are also available should there be a structural fire requiring a minimum number of firefighters on scene.
Recommendations Table 8.3. Summary of Recommended Municipal Employee Positions  
                           Position                                                                    Number
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APPENDIX A
THE PROJECT TEAM
Curt Taylor Griffiths Ph.D. – Is a Professor and Coordinator of the Police Studies Program in the School of Criminology at Simon Fraser University. His primary research interests are in the areas of policing, corrections, the criminal justice process, restorative justice, Indigenous people and criminal justice, the delivery of justice services in remote and high demand environments, comparative criminal justice, vulnerable and at-risk persons (including youth), and innovative approaches to community safety. He has been a Visiting Fellow at the American University in Cairo, Egypt and a Visiting Professor at the United Nations Asia and Far East Institute for the Prevention of Crime and Treatment of Offenders (UNAFEI), Fuchu, Tokyo, Japan.
His work has been carried out at the national and international levels. In Canada, this has involved projects with municipal/provincial/federal governments and agencies, the RCMP and municipal police agencies, and non-governmental organizations. At the international level, this has included criminal justice and law-related studies in Latvia, Denmark, Netherlands, the Commonwealth Caribbean, Japan, the United States, and Egypt.
He is the author of three college/university-level texts: Canadian Criminal Justice: A Primer (6th ed., 2019); Canadian Corrections (with D. Murdoch, 6th ed., 2021); and Canadian Police Work (5th ed., 2020), all published by Nelson, Toronto. He has published widely in academic journals on a variety of criminal justice related topics.
Recently completed projects include preparation of an expert report on interagency communication, collaboration, and interoperability with police services and between police services and other emergency services for the Nova Scotia Mass Casualty Commission (2022); a study of the mental health and well-being of sworn officers and civilians in the Victoria, BC Police Department (2021); a resource review of Kelowna RCMP and Police Services; (2019); and reviews of street checks policy and practice in Vancouver (2019) and Edmonton (2018). Current projects include a national study of the victimization of police officers and a resource review of the Prince George RCMP.  
Dr. Eli Sopow Ph.D. – Is a former Director of Research and Analysis with the BC-RCMP Headquarters Operations Strategy Branch and is now Professor within the Master of Business Administration Program at University Canada West. In his 20-year career at the RCMP Sopow headed a unit responsible for not only Division-wide socio-economic-crime impact analyses, but also the survey and analysis of personnel in over 300 Detachments across Canada, reviewing the alignment between workplace environments and expectations quality of police services. Within BC, Sopow co-designed the RCMP Resource Management Matrix which showed and predicted the interconnectivity of RCMP Detachment resource factors with community socio-economic, and crime measures. Sopow also served as Research Director with the RCMP national change management project. 
In addition to his extensive strategic planning and analysis work with RCMP Detachments across Canada, Sopow has consulted for the Delta Police Department and other municipal police services in B.C. and Alberta. He is a chapter author in Leading in Complex Worlds, Jossey-Bass publishers, which explores police leadership needs, and the recent Aligning workplace wellness with global change: An integrated model, published in the Journal of Organization Change Management (Emerald Publishing). Prior to his career with the RCMP, Sopow also served as Associate Deputy Minister with the BC Premier’s Office, and a partner with an international issues management consulting firm.
Tyler Falk – Is a senior level undergraduate student at the University of the Fraser Valley in Abbotsford, BC. He has participated as a research assistant in several police-related field projects. 


















APPENDIX B
List of Organizations & Affiliations of Persons Participating in Focus Groups & Interviews
Municipality
Representatives from the Safety and Security Advisory Committee
Director of Development Services
Social Development Specialist 
Manager, Bylaws, and Community Safety Officers

Police
Officer in Command, Penticton RCMP Detachment
Penticton RCMP Senior Management Team
RCMP Sworn Officers 
Municipal Operations Manager, Penticton RCMP
Detachment Municipal and RCMP Employees
Municipal Administration Manager, Penticton RCMP
Crime Analyst, Penticton RCMP
Constable, Indigenous Policing Services
Crime Stopper / Community Policing Coordinator, Penticton RCMP

Bylaws & Community Safety Officers
Bylaw Services Manager
Bylaw Officers
Community Safety Officers

Fire & Rescue Service
Penticton Fire and Rescue senior leadership,
Full-time and Auxiliary Firefighters
President, Firefighters Union

BC Emergency Health Services

Ambulance paramedic 

Senior Citizens

Residents, Charles Manor
Penticton Seniors’ Drop-in Centre Society

Schools

Superintendent, School District 67
Manager, Campus Life and Administration, Okanagan College

Youth

Students in Grade 12 Law Classes
Youth at The Foundry

Community Stakeholders

Representatives from the commercial and private sectors, downtown businesses, Chamber of Commerce
Librarian, Penticton Public Library
Representatives from the faith community

Service Providers

Representatives from NGOs, shelters, and treatment programs 
Coordinator, South Okanagan Restorative Justice Program 

Regional

Chief Administrative Officer, Okanagan-Similkameen (Regional District). 

Provincial

Representatives from Interior Health
Provincial Manager, Women & Child Protection



































APPENDIX C
Acronyms 
ACT Assertive Community Treatment
ARV Alternative Response Vehicle
BC British Columbia
BCAS British Columbia Ambulance Services
BCEHS British Columbia Emergency Health Services
BEOs Bylaw Enforcement Officers  
CAD computer-aided dispatch 
CAHOOTS Crisis Response Helping Out on the Streets
CIRT Critical Incident Response Team
CIT crisis intervention training
CSO Community Safety Officer
CSWB community safety and well-being plan  
CYMH Child and Youth Mental Health
DMTs Divisional Mobilization Teams
EHS Emergency Health Services 
EMR Emergency Medical Responder  
EOC Emergency Operations Centre 
EPS Edmonton Police Service 
ER emergency room 
ESS Emergency Support Services 
FRD fire and rescue department
GD General Duty
GDP gross domestic product
GIS geographic information system
HELP Human-Centred Engagement and Liaison Partnership Unit
IH Interior Health
LGBTQ2S+ Lesbian, Gay, Bisexual, Transgender, Queer or Questioning, Two-Spirit
LIBOA Licensed Inspector Bylaw Officer Association of British Columbia
KIP key performance indicators
MCITs Mobile Crisis Intervention Teams
ME municipal employees
MFMD Arizona Fire and Medical Department
MHSU Mental Health and Substance Use
MOU memorandum of understanding
MPUA Municipal Police Unit Agreement
NFID National Fire Incident Database 
NGOs non-government organizations
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The potential for growing tourism and the private sector can be affected by public perceptions of safety and security in the community. There is a danger that the community will develop a reputation for being unsafe. The survey of 815 Penticton residents revealed that:

· 80% of the population believes crime in Penticton has gone up / gone up a great deal. See Graph 2.1.

· Most people feel somewhat unsafe / not at all safe at night in Penticton’s commercial Main Street area, shopping alone at night in the downtown core, or walking alone at night in Penticton’s Lakeshore area. See Table 2.1.

· Women feel especially unsafe (62%) walking alone at night in their own neighborhood, compared to 28% of men. See Table 2.2.

· While almost one-third of women (29%) feel unsafe shopping alone during the day in Penticton’s downtown, less than half feel safe 45% shopping alone during the day. This climbs dramatically to 80% of women who don’t feel safe shopping alone downtown at night; only 10% feel safe at this time. By comparison, 18% of men feel unsafe shopping alone during the day while only 28% feel safe shopping alone at night. See Table 2.2.
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Graph 2.1. Community Residents’ Perceptions of Crime in Penticton
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Table 2.2. Perceptions of Safety in the Downtown Core 
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The review of crime trends in the city revealed that crime has increased, resulting in the rare alignment of residents’ perceptions of the level of crime and actual crime rates. These two items are generally not aligned, with community residents often feeling more unsafe than crime rates would warrant. In the case of Penticton, residents feel unsafe because, in many respects, they are. Although most have not been the victims of crime, there is an increasing risk of victimization.

Community Residents’ Actual Experiences with Crime, Public Safety, & Police

Similar to residents in most Canadian communities, relatively few Penticton residents have been the victims of crime:

· The highest level of victimization identified are for “theft from auto (17%)” and “break-and-enter into a home or building (16%).” See Graph 2.2.

· The survey shows that of those who were a victim of crime were equally likely to report the crime to police (38%) as not (39%). The remaining 23% provided several “other” avenues followed including “dealing with matters on my own.” 

· The main specific reasons for not reporting a crime to police were that the victims did not think “anything would happen” from reporting (19%) and both the incident being too minor (11%) and that “the police are too busy with more important things.” See Graph 2.3.

Similar to their counterparts in other communities, most community residents have no personal experience with police. 

· The Penticton survey shows that 89% of the community had no contact with the RCMP including sworn officers and staff (48%) or contact only one to three times a year (41%). See Graph 2.4.
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         Graph 2.4. Frequency of Contact with Penticton RCMP Officers and/or Staff
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In Their Own Words – Why Penticton Residents Believe Crime is Increasing 

Survey participants were given an opportunity to present in their own words their thoughts about various issues. Following the scaled question showing that 80% of residents believe crime has gone up in Penticton, they were asked to offer opinions about why that is. Table 2.3 and Figure 2.1 show the 694 individual responses according to the number and percentage of themes. 
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                             Table 2.3. Reasons Provided for Why Residents Believe Crime is Going Up 
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Figure 2.1. Top Five Answers as to Why Residents Think Crime is Going Up
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Selected Comments from Residents

Regarding – Policing

“Why do you think police can’t stretch their force to do any more than they are doing? Even increasing the police force is not coping with the crime levels that we are experiencing.”

“Too many criminals, not enough police!”

“The RCMP is overloaded because they are understaffed for the size of our city. Also, they are being called out to deal with more mental health issues now. More support is needed from Interior Health to have a ride along on these types of calls.”

Regarding – The Lack of Housing & Social Services 

“We lack social services that prevent mental health issues. There are not enough housing support / renter protection so average people lose their residency and combined with the problems of a pandemic often turn to drugs as a coping mechanism. There are not enough shelters to support the growing need. People in desperate situations often turn to crime to make money or because they are too high to function properly.”

“There is lack of housing for both at risk and not at-risk people. So, there’s not many options for people for people to find a home. Having shelter is a key component of safety. There aren’t enough shelter beds for at risk people, so they are left trying to find ways to protect themselves with almost nothing which makes them incredibly vulnerable to assault and theft, which in turn drives them to steal from locals to replenish what they lost. It seems like a cycle. Not to mention the monstrous amount of drugs available in this tiny city, which leave people out of their minds and has led to assaults and theft as well. It also seems cyclical. Not sure if it’s the drugs exacerbating already present mental health issues, or vice versa. We need more mental health services to deal with some of the population needs which may help prevent further crimes.”

“I have lived in Summerland my whole life and Penticton in the last 15 years and in the last five the increase in crime is appalling the homeless situation is out of control, the free drugs and needles to addicts is ridiculous and there never should have been alcohol allowed on Okanagan beach that was always a family beach.”

     “Is it proportional to the social issues that we have, especially the housing crisis.”

Representative verbatim comments made by residents who completed the survey reveal a common pattern: an understanding of conditions in Penticton and empathy for those who are homeless or otherwise at risk.

As noted, very few residents of Penticton have anything to do with the RCMP and relatively few have been a victim of crime. So then, why do 80% of residents think crime has gone up in Penticton? The answers come in part from public expectations of policing in a community and their perception of the quality of service, or what is most important versus how good a job is being done on what is important. 

Community Resident Ranking of Police Services

Table 2.4 presents data on the percentage of residents who rate the importance of a list of common police services as well as their net importance (“important” minus “not important”). Table 2.5 shows the same list of services rated as to how good a job the community respondents felt that the police were doing on the items, including the net performance (“good job” minus “poor job”). Table 2.6 then shows the performance gap — the difference between what’s important versus how good a job is being done. Among the key findings:

· As is common in many communities, the most “important” / “very important” police services rated by Penticton residents are dealing with violent crimes (99%), having urgent police services delivered in a timely manner (98%), dealing with residential property crimes (98%) dealing with downtown business property crimes (96%) and dealing with domestic violence as well as having the police accountable for actions (both 95% “important”). See Table 2.4.

· Of interest is that 76% of residents identified “having the RCMP deal with homeless people” as a high-importance priority while 66% rated “dealing with mental health issues” as being “somewhat” or “very important.” See Table 2.4.

· In terms of police performance, while 99% of the public rated dealing with violent crime as important, 58% rated the RCMP as doing a good / very good job (the highest performance rating); the importance of urgent police services, rated as 98% important received a 37% good performance rating; dealing with residential property crime (98% important) received a 22% good rating; and dealing with downtown business property crimes (96% important) received a 27% good job rating. See Table 2.5. 

· The survey shows 76% of residents rated “dealing with homelessness” as somewhat / very important. However, the RCMP received a 23% good / very good performance rating. 

· Generally dealing with “mental health issues” by the RCMP was rated at 66% somewhat / very important yet received only an 18% good / very good job rating.

[bookmark: _Hlk98322346]Table 2.4. Community Rating of Importance of Key Police Services [image: ]
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Table 2.6. Importance of Key Police Services vs Public Performance Ratings[image: ]

The responses of community members on the survey reveal discrepancies between what they feel is important with respect to the RCMP and the extent to which the RCMP reflect this importance in their activities. Several of the largest discrepancies exist with respect to the capacity of the police to be visible in the community (-59%), engaging with youth and school programs (-60%), as well as preventing and responding to crime, including drug sales and possession (-66%), auto theft (-69%), domestic violence (-70%), and downtown and residential property crimes (-69% and -76%, respectively). Of concern is the discrepancy between residents’ identifying domestic violence as very important (95%) and the perceived capacity of the police to effectively respond to it 
(-70%).

Information gathered in focus group discussions and interviews with police personnel confirmed that the detachment engages in very little proactive, problem-solving policing and that community policing is not a priority, due to variety of factors.

Observations

The ratings of what are the most important police services to Penticton residents is likely a combination of common emotional fears about crime as well as direct experiences. In the survey, the highest level of reported victimization (16%) was for property crime which also accounts for 34% of all crime occurrences reported by the RCMP in 2021. While violent crime occurrences were by comparison 8% of all occurrences, it is well established that news and social media reporting of violent crimes has a much deeper and longer emotional impact on people. The low ratings for RCMP performance on residential property crime (22%) is likely a result of the overall case burden and understaffing of the detachment as shown later in this report.

As in many Canadian communities, residents often equate the number of police officers in their municipality to their level of public safety and lower rates of crime and disorder. In many cases this correlation is a weak one in that the causal factors of perceived public safety and disorder are beyond the immediate scope and “job description” of police including addressing homelessness and mental health disorders. Nevertheless, community police are tasked with addressing and responding such social issues, placing pressure on their resource capabilities to deal with crime and crime prevention.

It is noteworthy that many of the lower ratings by residents are related to what would be considered to be proactive initiatives by the police, e.g., being visible in the community, consulting with the community, participating in youth and school programs. These perceptions are accurate, as the materials gathered for this study revealed that the Penticton RCMP are not generally involved in community policing, community engagement, and do not operate an SRO program. This was confirmed by officers in focus group discussions and in interviews with police personnel and other community stakeholders.  


Observations – A Severe Lack of Expected Proactive Time by Penticton RCMP

In policing terminology “proactive time” for a patrol police officer is the important time spent looking for causes of crime and threats to community safety before they occur. Generally, recommendations suggest that this can be up to 30% or more of an officer’s time during a shift. Proactive time facilities public trust and confidence in the police, allows officers to engage with community residents in a non-enforcement context, and facilitates crime prevention and problem-solving, all of which contribute to community safety and well-being. 

The results of the community survey reveal that Penticton residents value proactive time such as consulting with the community (79% important), direct involvement with school programs (77% important), involvement in volunteer activities (67% important), and “working closely with the community on public safety” (88% important). At the same time, the community assigns low ratings of RCMP performance on those proactive actions with the best being achieved being a neutral rating.

These findings are particularly significant since the study of the operations of the RCMP detachment found that the officers have “near zero” proactive time. For example, the SRO program has been discontinued, even though by all accounts, the officer was previously in the schools was very highly thought of by teachers, students, administrators, parents, and other service providers in the community. The discussion in the Police chapter will also reveal that the detachment has no traffic unit, no community policing team, does not conduct foot patrols, and does not operate a community policing office. In later chapters of this report, recommendations will be made about how to move from a purely reactive policing model to one that includes a substantive proactive approach that includes community engagement. 
Community Responses to Open-ended answers Penticton Community Safety Survey 2022In your own words

“The RCMP is overloaded because they are understaffed for the size of our city. Also, they are being called out to deal with more mental health issues now. More support is needed from Interior Health to have a ride along on these types of calls.”

“Need more mental health programs for homeless/drug populations. Homeless population growth grown to outrageous proportion.”

“The police stats demonstrate this clearly. The courts are releasing repeat offenders with just a slap on the wrist. There are too many homeless shelters!”
“Homeless / addicted / mentally unstable people increasing without a support system.  Courts are too lenient / non-existent with their sentences.”
“We lack social services that prevent mental health issues. There is not enough housing support / renter protection so if average people lose their residency, and combined with the problems of a pandemic, they often turn to drugs as a coping mechanism. There are not enough shelters to support the growing need. People in desperate situations often turn to crime to make money or because they are too high to function properly.

Q. Why do you think crime is going up or down in Penticton? (N = 694)
	Homelessness
	204
	29%

	Mental health
	111
	16%

	Illegal drugs 
	76
	11%

	Not enough housing
	58
	8%

	Addictions are prevalent
	52
	7%

	Courts are too lenient
	44
	6%

	Criminals are increasing
	42
	6%

	Not enough police (RCMP)
	38
	5%

	No consequences for criminal actions
	29
	4%

	Drug addicts are commonly seen
	18
	3%

	BC housing not doing enough
	7
	1%

	Low income residents
	5
	1%

	Transients in Penticton
	5
	1%

	Oliver prison
	5
	1%
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Q. Recommendation for public safety in Penticton? (N = 523)In Your Own Words
“Penticton should be able to cap how many homeless shelters per residents that are taxpaying. Our population versus homeless numbers is very concerning for the size of our community.”
“Must be really frustrating for the Police who catch the criminals at the risk of their lives at times and then the Judge lets them go and they are back on the street thumbing their nose at the police. Very frustrating.”
“My friends, family, and I are uncomfortable and scared to go downtown or to even walk along Main Street, even in the daytime, let alone at night! I never shop downtown anymore. Please make Penticton safe again!”
“It’s all about addressing the root causes, deal with those, and we will be left with those that should be in jail or a mental health facility for quite some time.”
“The provincial government also has a role in improving safety in our community. For example, they are the ones who are building and subsidizing emergency shelters and housing for at risk populations. But then our community and neighbourhoods are the ones who experience the I’ll effects of these decisions. Our community needs to have proper resources in place to help marginalized populations. It's great to offer them shelter and housing but then what services are we offering to help in the road to recovery?”


	Address homeless
	104
	20%

	Reduce crime
	92
	18%

	Deal with mental health
	87
	17%

	Affordable housing
	64
	12%

	More RCMP
	62
	12%

	Deal with drugs
	27
	5%

	Courts too lenient
	24
	5%

	No more bike lanes
	20
	4%

	Enforce laws
	14
	3%

	Safety officers
	13
	2%

	Limit BC Housing
	9
	2%
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Q. What was your reason for not reporting the crime to Penticton RCMP? (N = 98)In Your Own Words
“Police never showed up after call about a physical assault on a business owner and employees from a drug addiction. Four hours after call no one ever showed up to make sure they were safe or okay. 911 refused to stay on the line while assault was happening and just insisted RCMP was on its way (who never showed or called back).”
“I think the police are too busy with more important things.”
“I have, since then, had another threatening individual in my store. because of my experience with the police not showing the last time this happened, I took matters into my own hands and did not bother with calling them the second time. I do not have time to waste on the phone.”
“After years of having to deal with and reporting crime and getting little or no response from the police I gave up reporting. City bylaw was even worse. I am sick to death of always having to check over my shoulder (both literally and figuratively).”
“Sometimes we call bylaw instead as they will show up more often. We’ve called the police before when someone having mental disturbance tried to enter our business and no one came.”

Note: The following table provides answers from the 98 survey respondents who offered, in their own words, why they did not report their crime incident to police. The pie chart presents the responses in percentages. 
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Q. If you have had contact with the Penticton RCMP or the City Bylaw Department over the past year, which of the following most closely describes the reason? (N = 531)
[image: ]In Your Own Words
“I quickly contacted the RCMP after witnessing a crime.”
“Alarm accidentally was triggered. RCMP was very rude to me at the time, but I realized that I took up time that they could have been elsewhere.”
“I sought information from the City bylaw department about dealing with noise, loitering, and nuisance behaviours that I experienced.”
“My business has been broken into numerous times. The police are doing what they can, but there’s not much they can do when the criminals are back on the streets, even if they do get caught and are right back at it the next day! Its ridiculous, I know people who are starting to take matters into their own hands at this point. Someone is going to die eventually, whether a criminal or someone who has to protect their business or property on their own, and then maybe the idiots in charge will wake up!!!!! The system has to change, or the people will write their own rules.”  
“The RCMP responded to mental health crisis (not ourselves) and were professional and caring.”
“Criminal record check.”
“I sought information from the RCMP about community or neighbourhood crime.”
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Q. What is your opinion of the city creating Community Safety Officers, including the above job descriptions they have? (N = 278; in respondent’s own words)
[image: ]In Your Own Words
“Would like more provincial mental health clinics.”
“Created another job to hand out parking tickets and I do not believe that they will treat the homeless (moving them along) with any dignity and I doubt that they will connect them with different programs in town as all programs have 6+ month waiting period and severe lack of funding.”
“It’s worth a try however if they don’t have support services to direct people to they will just be forever chasing their tail.”
“CSO must H/police-medical-psychiatric training ($$) otherwise they become hired goons with authority. They will ruin picnics – happy times with silly rule enforcements and make this city less desirable for vacations and homesteaders.”
“I think it means that we are a compassionate community checking in on these individuals in need.”
“Should assist in keeping the city safe.”
“In theory it should alleviate some of the callouts to police / fire by handling smaller issues. Leaving those resources more time to focus on their workloads.”
“If the person has had proper sensitivity training and understands the underlying issues that these individuals face and works in connection with other social services, this can be a very important role.”
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Description automatically generated]“…This is just another ramification of the province downloading their responsibilities to the municipal level. Stand up!”
“I think it is incredibly important and valuable. I love to walk in the parks, creeks, and trails, but I’m nervous to go alone or in areas I have not been due to the possibility of coming across homeless or unstable people. So, I avoid many areas that I would like to be going. I hope this has a positive impact on the town.”
 




Future Public Safety Concerns 

Survey respondents were asked to rate the impact 15 potential pressures on public safety in the coming 12 months, affecting not only police services but all agencies responsible for crime and public order. The list of potential issues was customized to reflect the unique features of Penticton. The data in Table 2.7 reveal: 

· The top concern for Penticton residents is “mental health concerns” (93% somewhat / very high) compared to 66% who agreed that the issue should be a priority for the RCMP today. However, in looking at the next 12 months, residents agreed that mental health and other issues identified as concerning over the next 12 months is the responsibility of all agencies in Penticton.
· The second top concern identified as affecting public safety in the coming 12 months was “homelessness” at 89% high / very high, compared to 76% agreeing it was an RCMP priority today. Again, residents see this issue as one involving not just one agency.
· Penticton residents continue to view “illegal drug sales” as a top concern for Penticton over the next 12 months compared to the 90% who agreed it was a concern today for the RCMP.
· Although Penticton is a growing community, 72% of respondents identified “decreased economic activity and higher unemployment” as an evolving negative impact on public safety. At the same time, a lesser 57% agree that a growing population is an upcoming threat to community safety, perhaps because only 25% identify “more younger adults” as a forthcoming issue compared to 37% who agree “more elderly adults” will create pressure on public safety. This later opinion is likely not because elderly populations commit more crime but that this demographic is most often concerned about public safety.
· A major past threat to Penticton has been the record-breaking level of wildfires adjacent to the city, requiring the use of the Fire and Rescue Department plus several other local and provincial agencies. The threat is seen at a 71% high / very high priority for the next 12 months by residents, underscoring the current priorities of the Penticton Fire and Rescue Department.
· COVID-19 has had a major impact over the past two years on Penticton as in other communities. Residents do not see it as a past threat with almost half (45%) agreeing that the COVID-19 pandemic will continue to negatively impact Penticton in the coming 12 months. It is likely that recent news reports on the continued evolution of the virus and its impact on citizens’ health worldwide has influenced the views of Penticton residents.
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Table 2.7. Community Ratings of Threats to Public Safety over the Next 12 Months
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Analysis

The rating of issues impacting public safety over the coming 12 months reflects current concerns by the Penticton public over mental health issues and homelessness. The results show that the community believes things will get worse before they get better in those areas. What this means is higher expectations that something will be done to address the two issues which the survey shows are most closely related to fear of crime and public safety in Penticton’s downtown. However, the survey and other supportive data in this report shows that both mental health concerns and homelessness are not being addressed with the level of priority or interconnectivity required by various provincial and municipal agencies.  

Penticton’s Public Safety Agencies – Silos or Synergy?
A key concept in the study of community safety and well-being is interoperability, that is the extent to which the agencies work together towards a common goal and have an integrated response to community expectations and demands for service. 
Community Perceptions of Interoperability in Penticton 
The community survey provided an opportunity for residents to offer their perception of the level of involvement in public safety of what Penticton agencies should be doing versus what they are perceived as actually doing about community safety and well-being.  
While it is unlikely that many residents have detailed knowledge about the performance and plans of each organization, they do have performance perceptions often based on their feelings of safety and security. For example, as the survey findings reveal, high crime rates are correlated with public opinion that there is a need for more police officers, and strong opinions about the lack of housing and social services, especially mental health, and the failure of the court system.
These perceptions can often lead to strong public opinions about municipal priorities and, in particular, the effectiveness of various agencies. Table 2.8 presents the findings from the survey on the a “Should do / Are doing” perception gap: 
· While there is strong agreement by the public that fire (91%), police services (95%) as well as provincial mental health services (91%) should play a role in keeping Penticton safe, there are gaps in public perception about their actual role. 
· While the net ‘Should do / Are doing’ gap is only 1% for fire services, it is somewhat wider for police (9%), and significantly large between what the public think provincial social services should be doing versus what they are doing (-34%). 
· The role of court services was critiqued by respondents throughout the survey and continued with the “should do/are doing” assessment. More specifically, 87% of the community members who completed the survey believe that court services should play a role in Penticton’s overall community safety, but only 45% of survey respondents agree that it does, creating a gap between “should / does” of -42%.
· Other significant “should / does” gaps include elected municipal council (-38%), community safety groups such as Block Watch (-32%), and family/youth services (-29%).
· Of note is that the public perceives that, while faith institutions do not have key role in contributing to community safety (27%), 23% of the respondents felt that they are making a significant contribution. 
· With respect to the role of the community in community safety, 79% of survey respondents agreed that residents should play a role in Penticton’s safety but a lower 59% agree that residents were actually involved in this effort (-20% gap).
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Table 2.8. ‘Should do’ / ‘Are doing’ – Public Perception of Organizations
[image: ]
Note: Percentages are rounded out.
Analysis
Citizens’ perception of an agency’s performance is a combination of reasonable expectations met with strong performance that is well communicated. Negative perceptions can occur when expectations are beyond the reasonable ability of an organization’s performance capability, or when communication does not effectively close any gaps between reasonable expectations and good performance. Negative perceptions can also occur when public expectations are reasonable, but performance is inadequate.
The solution to net-negative gaps in what the public perceives an organization should be doing to keep Penticton safe from crime and public disorder is for community residents to lower their expectations, for agencies to improve their performance, or for the City to communicate with the public about the alignment between expectations and performance. 
While Table 2.8 shows the current perceptions of “Should do / Are doing,” it is the responsibility of agencies themselves to determine whether they have an expectations, performance, or communication gap.
Community Perceptions of Interoperability among Public Safety Agencies 
As with the ‘Should do’ / ‘Are doing’ perception measure, public opinion about how well individual organizations work together, support each other, and avoid duplication of services in Penticton is generally one of public perception rather than a view informed by fact-based information. However, perception is a strong driver of public opinion and behaviour and is often the basis of calls for action in discussions of crime, community safety, and community well-being. 
Tables 2.9 and 2.10 present three sets of survey ratings: (1) How well the public thinks the different organizations work together; (2) The level of perceived duplication of services; and, (3) The level of mutual support among the different organizations. The more significant findings include:
· As expected, given the recency of the program, a large percentage of survey respondents were “not sure” about the newly established CSOs and their relationship with other agencies, and many were also unsure about the various social service agencies such as mental health and housing and their relationships. 
· At the top of the list of working together, 73% of the public agrees / strongly agrees that the fire department and ambulance service (paramedics) work well together. At the same time, just over a third of survey respondents (35%) also agree that the fire department and ambulance service too often had a duplication of services. This result is not surprising that an overage over 50% of Penticton Fire and Rescue services are dispatched to medical calls. 
· It is not uncommon for the public to see both the RCMP and fire services respond to a call, depending on the nature of the incident. In this case, while just under half of residents (46%) are not sure of overlaps, a third don’t agree there is too often duplication of services while one fifth do (21%). The public perception of social service agencies including mental health services and housing and the RCMP receives the lowest public rating for working together (34% disagree they do while only 18% think they do).
· The visibility of the RCMP in addressing calls related to homelessness and mental health issues is first reflected in public perceptions of how well the two organizations work well together (34% disagree they do, while only 16% agree, and 51% are not sure) and then if there is a duplication of their services. The public survey response of 40% disagreeing that there is too often a duplication of services between the RCMP and social services can be a response to a public perception that, rather than the services too often being duplicated, they are in fact being heavily shouldered alone by the RCMP, a fact that calls for the police service are increasing related to complaints about homelessness and mental health incidents, particularly in the City’s business core.

[bookmark: _Hlk107903117]Table 2.9. Public Perceptions of How Well Agencies Work Together[image: ]
[bookmark: _Hlk107903137]Table 2.10. Public Perceptions of Too Often a Duplication of Services [image: ]
Analysis – “Not sure” as a Communications Failure
The results reveal community perceptions of how well key public safety organizations work together. As expected, many survey respondents stated they were “unsure” about the efficacy of such relationships. This uncertainly represents a significant communications gap at a time when Penticton residents report fears about rising crime and public disorder rates in the city, which in turn bring pressure for remedial action to occur. The reality of statistics and public order and safety data in this study does lead to a conclusion that the City does indeed have a crime problem, a sheltered housing problem, and a problem in providing adequate services to the mentally ill and those in need of social support. The perceptions of the public and the organizational interconnectivity research also shows that the general “gut feeling” of Penticton residents about how well their organizations work together may be closer to reality than not.
Trusted Media Sources about Community Safety in the Community 
The findings from the community survey reveal that there are significant communication gaps between how the public perceives what various agencies of public safety do and not do in Penticton. Table 2.11 shows the sources the public considers trusted information about community safety in Penticton, and their opinion about crime rates “going up a great deal.”
An important point is that communication research confirms that messages are recalled because of their frequency (how often a person hears them and their emotional impact — stories about crime have a comparatively very strong emotional impact because they involve personal safety). Research has also found that trust in the communication source plays a much smaller role in perceptions than the frequency and emotional impact of information (hence the frequent concern about “fake news” that shapes public opinion).

Findings from the community survey reveal:
· The most trusted source of information about community crime rates is the Fire and Rescue department (69% somewhat / very), followed by friends and family (64%), and the local RCMP (60%). However, while highly trusted, the frequency of the message is very low (2%), and 50% of those who receive such messages think the crime rate in Penticton is up a great deal. 
· The least trusted (8%), but most frequently accessed source of information about Penticton’s community safety is Facebook at 40%. The issue that arises is as indicated above, that the level of trust in a communication source plays a secondary role in the public remembering information which is very dramatic and has a high frequency of distribution (such as Facebook). The survey shows that 43% of high-volume users of Facebook also believe that Penticton crime rate is up a great deal.

· In some cases, the survey participants rated their access to a communication source as very low as with messages from their local Member of the Legislative Assembly (1%) but rated Penticton’s crime rate as significantly increasing (75%).

[bookmark: _Hlk107903609]
Table 2.11. Trusted Communication Sources about Community Safety & Crime Rates
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Analysis – What does all this mean?
The survey responses reveal the perception among residents that messages about community safety are not frequently communicated but also that the communication is also very impactful. Communication to the community must not only strike an emotional chord with people to secure their attention, but also must be very simple in content and very personally relevant.
[bookmark: _Hlk108136746]













Table 2.12. Results for Public Source of, Trust in, & View of Penticton Crime 
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Summary of Quantitative Survey Findings by Section
Community Perceptions of Crime & Public Disorder
A major challenge for the community presently and going forward is the public’s concern about their safety and security. This has the potential to impact the City’s reputation as a safe environment for tourism, recreation, conferences and events, retirement, and private sector investment.
	79% of the population believes crime in Penticton has gone up / gone up a great deal.

	Most people feel somewhat unsafe/not at all safe at night in Penticton’s commercial Main Street area, shopping alone at night in the downtown core, or walking alone at night in Penticton’s Lakeshore area.

	Women feel especially unsafe (62%) walking alone at night in their own neighborhood, compared to 28% of men.

	While almost one-third of women (29%) feel unsafe shopping alone during the day in Penticton’s downtown, less than half feel safe 45% shopping alone during the day. This climbs dramatically to 80% of women who don’t feel safe shopping alone downtown at night (10% safe). By comparison, 18% of men feel unsafe shopping alone during the day while only 28% feel safe shopping alone at night.

	The main specific reasons for specifically not reporting a crime to police were that the victims did not think “anything would happen” from reporting (19%) and both the incident being too minor (11%) and that “the police are too busy with more important things.”



Homelessness as a factor in increasing levels of crime 
The community survey revealed a widespread perception among Penticton residents that the increasing level of crime in the City is connected to homelessness and those on the streets with mental health. 
	At the time of the December 2021 Point-in-Time homeless survey 114 people self-identified as “homeless” in Penticton. This ranks Penticton number 8 on the list on 16 communities tested by BC officials.

	As a percentage of the community’s population, Penticton is ranked at 15/16 with 0.31% of the current 2021 population being homeless. This is one indication of a community’s socio-economic strength in addressing homelessness. 

	The count shows that 64% of homeless were male in Penticton (close to the average of 63% for all 16 communities), 30% female (below the average of 35%), and 6% “other” (twice the 2% average).

	24% of Penticton’s homeless were seniors above the age of 55 (above the 16-community average of 19%), 24% were between the age of 25 and 54 (above the average of 19%), and 24% were youth under the age of 25 (average of 21% for all 16 communities.

	31% of homeless identified as Indigenous, still very significant, but below the average for the 16 communities.

	42% of the Penticton homeless reported that they had an acquired brain injury from some point in their history, placing Penticton as No. 2 on the list of 16 communities.

	Penticton in 2021 had the highest number of sheltered homeless reported in the 16-community point-in-time survey (65%) with 35% unsheltered.

	When asked the reason for being homeless, 29% stated that their income was too low. 

	Two-thirds of Penticton homeless agreed they have mental health issues (65%) while 63% agreed they have alcohol and drug addiction issues. 70% of the Penticton homeless indicated they had two or more health concerns.





Public ratings of community safety agencies
Penticton Municipal RCMP Detachment
	Between the census years of 2016 and 2021 Penticton’s population grew by 9%. In the same period its established Municipal RCMP strength grew by 3%. This meant a higher population served by basically the same number of police officers. 

	The projections show a city population ranging from a low of 39,736 (7.2% growth) to a high of 40,724 in 2026 (9.4% growth).

	Total Criminal Code occurrences increased in Penticton by 34% even after considering the dip that occurred in the pandemic years of 2007-20212. This is a 500% difference in police workload-per-member when compared to the 8% average change for all E-Division (BC-RCMP) municipal detachments over 15,000 population between 2007 and 20021.

	The same dramatic differences in Penticton RCMP workload as compared to the BC RCMP average exists for property crime, violent crime, and other occurrences.

	The survey shows 76% of residents rated “dealing with homelessness” as somewhat / very important. However, the RCMP received a 23% good / very good performance rating

	Generally dealing with “mental health issues” by the RCMP was rated at 66% somewhat / very important yet received only an 18% good / very good job rating.

	Penticton RCMP sworn officers (Regular Members) provided a 2.9 / 5.0 poor rating for their morale, compared to a high average 3.7 / 5.0 for civilian members. 

	An explanation for the low Regular Member morale is likely connected to ratings of having enough human resources (1.4 / 5.0) and having enough equipment and resources to successfully complete their work. This can create a direct, negative impact on both emotional and physical well-being.



Bylaw Enforcement & Community Safety Officers
	Public has very little awareness of role of CSOs at time of survey.

	Survey participants are skeptical that CSOs have any power to make a difference with homelessness and vagrancy.

	Senior members of the Bylaw Services are often strongly opposed to new changes. Examples include but are not limited to; scheduling ideas / new shift times, revamping of our call signs, uniform dress and deportment, new methods of compliance and enforcement etc.

	Some employees of Bylaw Services feel there is a culture of lack of accountability, ownership, and communication. 

	Some employees feel a strong divide between BEOs and CSOs. 

	Lacking in equipment and vehicles.

	More documented pro-active patrols of hot spots required — generated by routinely run GIS reports

	A clear chain of command structure with well defined roles is required.



[bookmark: _Hlk107663144]Penticton Fire & Rescue Service 
	The significant increase in fire calls in 2020 is mainly attributed to responding to the expansive and devastating Mount Christie wildfire near the City’s boundaries, as well as additional wildfire demands in 2021 from the Skaha Creek fire.

	A major finding is that, as throughout many communities in BC, the Fire and Rescue Service responds to more medical emergency calls than fire-fighting calls.

	The pressure on the Penticton Fire and Rescue department to attend to medical emergencies can be explained by statistics provided by BC Emergency Health Services. From 2016 to 2021 Penticton had a 79% increase in paramedics responding to overdose calls, the third highest in BC after Terrace (85%) and Courtenay (80%).

	There were 909 more ambulance calls dispatched in Penticton in 2021 compared to 2020 (11% increase). In 2021, Penticton ranked 20 out of 150 communities in terms of dispatched calls, including higher calls per population than West Kelowna, Kelowna, and Kamloops.

	While many factors can intervene to change projections, as a current annual growth in service rate of between 3% and 4%, the number of ambulance/paramedics calls in Penticton could reach 9,177 by 2044.

	The overwhelming concern (57%) expressed by firefighters is the need by the Fire and Rescue service to be able to staff fire trucks with a four-person crew rather than the three now used due to staffing shortages.

	As firefighters said in the survey, “This is for our own safety as well as the safety of the public. I don't think we should have to experience a catastrophic event/emergency or death before we take this standard seriously.”

	The second major concern expressed in their own words is the impact that understaffing is having on the firefighters’ emotional wellness and safety.



How Well Community Safety Agencies Should, & are, Working Together
	The public perception of social service agencies including mental health services and housing and the RCMP receives the lowest public rating for working together (34% disagree they do while only 18% think they do).

	87% of the public believes that court services should play a role in Penticton’s overall community safety, but 45% of survey respondents agree that it occurs, leaving a net gap of -42%.

	Other large gaps exist between what the public thinks should be occurring versus what it perceives as actually occurring. This includes elected city council (-38%), community safety groups such as Block Watch (-32%), and family / youth services (-29%).

	At the top of the list of working together, 73% of the public agrees / strongly agrees that the fire department and ambulance service (paramedics) work well together. At the same time, just over a third of survey respondents (35%) also agree that the fire department and ambulance service too often have a duplication of services. 

	The role of the RCMP in addressing calls related to homelessness and mental health issues is reflected in public perceptions of how well social service agencies work well together with police (34% disagree they do, while only 16% agree, and 51% are not sure).

	When it comes to the community itself, 79% of survey respondents agreed that residents should play a role in Penticton’s safety but a lower 59% agree that residents are doing anything (-20% gap).




Perspectives of Senior Citizens

Senior citizens are a key stakeholder group in Penticton. To ensure that this often “hard to hear” group was given voice (in addition to having an opportunity to complete the online survey), the project team conducted several focus groups with seniors. The senior citizens expressed concerns about their physical safety in the community:

	“You shouldn’t have to feel frightened going out in the community.”
	“I never go out after dark.”

“I know they [vulnerable and marginal persons] are ill and need to be looked after, but they need to be accountable.”

“Everyone wants to wash their hands. Politically, no one wants to touch this.”

“There needs to be more mental health counselling, not police.”


SECTION III: THE POLICE
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Q. 16 How safe do you feel when you are...

Not at 

all safe

Somewhat 

unsafe

Total not 

safe

Average 

level of 

safety

Feel 

safe

Feel 

very 

safe

Total 

safe

Walking or being alone at night in Penticton's 

commercial Main Street area

41% 28% 69% 17% 9% 5% 14%

Being alone (not shopping) in Penticton's downtown 

core DURING THE NIGHT

42% 27% 69% 16% 9% 5% 15%

Shopping alone in Penticton's downtown core 

DURING THE NIGHT

36% 28% 64% 18% 11% 7% 18%

Walking or being alone at night in Penticton's 

Lakeshore area

27% 33% 60% 22% 12% 6% 18%

Walking alone AT NIGHT in your neighbourhood 23% 24% 47% 25% 17% 11% 28%

Being alone (not shopping) in Penticton's downtown 

core DURING THE DAY

6% 20% 26% 26% 27% 21% 49%

Going alone to various Penticton public celebrations 5% 14% 19% 36% 27% 18% 45%

Shopping alone in Penticton's downtown 

core DURING THE DAY

6% 18% 24% 24% 29% 23% 52%

Going alone to Penticton's local beaches 5% 13% 18% 29% 30% 23% 53%

Walking alone DURING THE DAY in your 

neighborhood

2% 11% 13% 21% 30% 36% 66%
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Total 

unsafe

Total 

safe

Total 

unsafe

Total 

safe

Male 18% 62% 45% 28%

Female 29% 45% 80% 10%

During Day During night

Shopping alone in Penticton's downtown core 
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Why crime going up (open-ended comments) No. %

Homelessness 204 29%

Mental health 111 16%

Illegal drugs  76 11%

Not enough housing 58 8%

Addictions are prevalent 52 7%

Courts are too lenient 44 6%

Criminals are increasing 42 6%

Not enough police (RCMP) 38 5%

No consequences for criminal actions 29 4%

Drug addicts are commonly seen 18 3%

BC housing not doing enough 7 1%

Low income residents 5 1%

Transients in Penticton 5 1%

Oliver prison 5 1%

694 100%
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Importance of police services in Penticton 

(N=815)

Not at all 

important

Somewhat 

not 

important

Total not 

important

Neutral

Somewhat 

important

Very 

important

Total 

important

Net 

important 

minus not 

important

Violent crimes such as murder, sexual assaults, robbery 0% 0% 0% 1% 3% 96% 99% 99%

Urgent police services delivered in a timely manner 0% 0% 0% 1% 5% 94% 98% 98%

Residential property crimes including break & enter  0% 1% 1% 2% 16% 82% 98% 97%

Downtown business property crimes /  break & enter 0% 1% 1% 2% 21% 76% 96% 95%

Domestic violence 0% 0% 0% 4% 16% 79% 95% 95%

Being accountable for their actions 0% 1% 1% 4% 12% 83% 95% 93%

Treating all people with respect 1% 1% 2% 5% 14% 79% 93% 91%

Auto theft 0% 2% 2% 5% 32% 61% 93% 91%

Frequent, visible presence of RCMP on duty 3% 2% 5% 4% 21% 70% 91% 86%

Illegal drug sales and possession 3% 3% 6% 5% 20% 70% 90% 84%

Working closely with the community on public safety 2% 2% 4% 8% 33% 55% 88% 84%

Traffic safety 2% 5% 7% 11% 42% 40% 81% 74%

RCMP regularly consult with the general community  2% 7% 9% 12% 41% 38% 79% 71%

RCMP directly involved in youth and school programs 4% 6% 10% 13% 40% 37% 77% 67%

RCMP deal with downtown homeless people 5% 7% 12% 11% 29% 47% 76% 64%

RCMP services demonstrate good value for money 5% 5% 10% 17% 23% 50% 73% 63%

RCMP officers involved in volunteer activities 9% 10% 19% 14% 38% 30% 67% 49%

Mental health issues within Penticton 7% 10% 17% 16% 29% 37% 66% 49%
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Performance rating of police services in 

Penticton (N=815)

Very poor Poor

Total poor 

/ very poor

Neutral Good

Very 

good

Total 

good / 

very good

Net total 

good minus 

total poor

Treating all people with respect 6% 6% 12% 30% 36% 22% 59% 47%

Violent crimes such as murder, sexual assaults, robbery 5% 10% 16% 26% 41% 17% 58% 42%

Domestic violence 4% 7% 11% 53% 28% 7% 36% 25%

Being accountable for their actions 9% 10% 19% 37% 30% 14% 44% 24%

RCMP officers involved in volunteer activities 4% 10% 14% 51% 27% 8% 35% 21%

Working closely with the community on public safety 5% 12% 17% 49% 29% 6% 34% 18%

Traffic safety 8% 12% 20% 43% 32% 5% 37% 17%

RCMP services demonstrate good value for money 8% 13% 21% 44% 25% 10% 35% 14%

Urgent police services delivered in a timely manner 11% 23% 34% 29% 30% 7% 37% 2%

RCMP directly involved in youth and school programs 5% 10% 15% 68% 15% 2% 17% 2%

RCMP regularly consult with the general community 7% 21% 29% 46% 20% 6% 26% -3%

Downtown business property crimes / break & enter  11% 22% 33% 40% 23% 3% 27% -6%

Frequent, visible presence of RCMP on duty  9% 30% 39% 29% 27% 5% 32% -7%

Auto theft 12% 22% 34% 42% 20% 3% 24% -10%

Illegal drug sales and possession 16% 23% 40% 36% 19% 5% 24% -15%

Mental health issues within Penticton 13% 22% 35% 47% 14% 4% 18% -17%

RCMP deal with downtown homeless people 17% 23% 40% 36% 20% 3% 23% -17%

Residential property crimes including break & enter 20% 27% 48% 31% 19% 3% 22% -26%


image61.emf
Net RCMP performance: What is important to the 

Penticton community compared to community RCMP 

performance ratings

Total 

important

Total 

good / 

very good 

job

Net performance: 

Importance minus 

performance

RCMP officers involved in volunteer activities 67% 35% -32%

Treating all people with respect 93% 59% -34%

RCMP services demonstrate good value for money 73% 35% -38%

Traffic safety 81% 37% -44%

Mental health issues within Penticton 66% 18% -48%

RCMP regularly consult with the general community  79% 26% -53%

RCMP deal with downtown homeless people 76% 23% -53%

Working closely with the community on public safety 88% 34% -54%

Violent crimes such as murder, sexual assaults, robbery 99% 42% -57%

Frequent, visible presence of RCMP on duty 91% 32% -59%

RCMP directly involved in youth and school programs 77% 17% -60%

Urgent police services delivered in a timely manner 98% 37% -61%

Illegal drug sales and possession 90% 24% -66%

Auto theft 93% 24% -69%

Downtown business property crimes /  break & enter 96% 27% -69%

Domestic violence 95% 25% -70%

Being accountable for their actions 95% 24% -71%

Residential property crimes including break & enter  98% 22% -76%
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Police too busy with other things 42

Too minor an incident 37

Insurance company instead 8

Afraid of what person reporting would do 6

Police never showed up before 1

Nothing will happen 1

Waste of time 1

Took matters into own hands 1

Police never got back to me 1
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Noise 121 23%

Nuisance 119 22%

Loitering 94 18%

Witness to crime / accident 69 13%

Suspected crime 52 10%

Stolen items 16 3%

Drugs/ sales / witnessed 12 2%

Homelessness 9 2%

Stolen bikes 9 2%

Bylaw officers 7 1%

Mental health 6 1%

Drunks / drunk 4 1%

By-laws 4 1%

Break-ins 3 1%

Dogs off leash 3 1%

More police / RCMP needed 2 0%

Not safe 1 0%
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Contacts with police past year: open-ended comments
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Comments %

Good 120 43%

Great 64 23%

Waste of time 24 9%

Provide necessary resources 16 6%

Excellent 12 4%

Positive 11 4%

Worth a try 6 2%

Very good 6 2%

Province should pay pay 3 1%

More RCMP instead 3 1%

Shows cmpassionate community 2 1%

Progressive 2 1%

Useless idea 2 1%
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Public safety issues (all agencies) next 12 months

Low / 

very low

Neutral

High / 

very 

high

Mental health issues 2% 5% 93%

Homelessness 4% 7% 89%

Illegal drug sales 5% 11% 85%

The presence of organized crime gangs 4% 14% 82%

Deceased economic activity (higher unemployment) 7% 21% 72%

Fire threats from forest and brush fires near the city 10% 19% 71%

Scams and/or frauds associated with the internet and technology 10% 26% 64%

Growing population 17% 26% 57%

The impact of the COVID pandemic 19% 36% 45%

Greater increase in tourism (either winter or summer) 19% 37% 44%

Fire threats to city located homes and buildings 19% 43% 38%

More elderly adults in Penticton 27% 36% 37%

Flooding threats 23% 41% 36%

Increased economic activity (more construction and jobs) 28% 39% 34%

More younger adults in Penticton 25% 50% 25%
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To what degree do you think the following 

sectors should play a role in Penticton's overall 

community safety versus are doing? (N=802)

Total agree 

shoud play 

a role

Total agree 

are playing 

a role

% Service 

gap: Shoud-

are

Provincial mental health services 91% 48% -44%

Court services 87% 45% -42%

Elected City Council 83% 45% -38%

Provincial social services 84% 50% -34%

Community safety groups (Block Watch etc.) 70% 39% -32%

Family / youth services 82% 53% -29%

City Community Safety Officers 78% 49% -29%

Non-elected city municipal officials and staff 51% 30% -22%

Penticton community residents 79% 59% -20%

Schools 74% 59% -15%

City Bylaw Enforcement Officers 83% 68% -15%

Police services 95% 85% -9%

Private security companies 43% 35% -8%

Faith institutions (churches etc.) 27% 23% -4%

Fire services 91% 90% -1%
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Please rate how well do you think the following organizations work 

together 

Disagree 

/ strongly 

disagree

Not sure

Agree / 

strongly 

agree

The Penticton fire department and ambulance services 4% 23% 73%

The fire department and the RCMP in Penticton 2% 31% 67%

The new City Community Safety Officers and the RCMP 5% 76% 19%

Provincial social service agencies (mental health, housing) and the Penticton RCMP 34% 51% 16%

Provincial social service agencies (mental health, housing) and the fire department 18% 68% 14%

The new City Community Safety Officers and the fire department 5% 81% 14%

The new City Community Safety Officers and social service agencies  8% 80% 12%
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Do you disagree or agree that there is too often a duplication of services

Disagree 

/ strongly 

disagree

Not sure

Agree / 

strongly 

agree

The Penticton fire department and ambulance services 27% 37% 35%

The fire department and the RCMP in Penticton 33% 46% 21%

The new City Community Safety Officers and the RCMP 18% 71% 11%

Provincial social service agencies (mental health, housing) and the Penticton RCMP 40% 50% 10%

The new City Community Safety Officers and social service agencies  17% 75% 8%

The new City Community Safety Officers and the fire department 15% 78% 7%

Provincial social service agencies (mental health, housing) and the fire department 29% 65% 6%
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deal
Social media (Facebook, Twitter, other) 8% 43%
Local Penticton newspaper (on paper or on-line) 26% 37% 41% 42%
Your friends and family 21% 36% 64% 43%
Local Penticton radio news 61% 18% 28% 67%
City of Penticton staff and elected politicians 72% 3% 21% 44%
Local community groups 80% 3% 20% 60%
Your federal Member of Parliament (MP) 86% 2% 31% 43%
The fire department 90% 2% 69% 50%
The local RCMP 82% 2% 60% 67%
Local faith groups 91% 1% 13% 67%
Your local BC Member of the Legislative Assembly (MLA) 91% 1% 19% 75%
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Penticton Municipal RCMP

RCMP South Okanagan Detachment

Integrated Service from one Detachment

-City of Penticton (90% municipal 10% federal)

-Rural RCMP policing (70% provincial, 30% federal, 

32% of provincial cost raised through rural police tax)

Penticton Provincial Okanagan-Similkameen 

Regional District Area E; Narmata pop. 1,003

Penticton Provincial Okanagan-

Similkameen Regional District 

Area D; 

Kaleden, pop, 1,224

Okanagan Falls, pop. 2,500

F.N. 

Pop. 2,080
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2019 2020 2021

% change

2019 to 

2020

% change

2020 to 

2021

January

96 130 138 35% 6%

February

75 92 128 23% 39%

March

114 105 151 -8% 44%

April

100 140 165 40% 18%

May

103 114 184 11% 61%

June

116 153 175 32% 14%

July

129 125 212 -3% 70%

August

140 129 198 -8% 53%

September

88 165 166 88% 1%

October

89 129 163 45% 26%

November

105 119 119 13% 0%

December

102 137 168 34% 23%

Total

1,257 1,538 1,967 22% 28%

Penticton Municipal
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2019 2020 2021

% change

2019 to 

2020

% change

2020 to 

2021

January 19 14 23 -26% 64%

February

15 8 14 -47% 75%

March

16 25 22 56% -12%

April

17 17 27 0% 59%

May

24 21 23 -13% 10%

June

14 22 14 57% -36%

July

24 24 29 0% 21%

August

16 23 21 44% -9%

September

18 17 27 -6% 59%

October

21 14 20 -33% 43%

November

30 27 34 -10% 26%

December

14 20 29 43% 45%

Total

228 232 283 2% 22%

Penticton Provincial
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2019 2020 2021

% change

2019 to 

2020

% change

2020 to 

2021

January

115 144 161 25% 12%

February

90 100 142 11% 42%

March

130 130 173 0% 33%

April

117 157 192 34% 22%

May

127 135 207 6% 53%

June

130 175 189 35% 8%

July

153 149 241 -3% 62%

August

156 152 219 -3% 44%

September

106 182 193 72% 6%

October

110 143 183 30% 28%

November

135 146 153 8% 5%

December

116 157 197 35% 25%

Total

1485 1770 2250 19% 27%

Municipal and Provincial Combined
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Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec TOTAL

2017 100 71 90 62 99 100 134 161 109 141 175 90 1,332

2018 184 191 145 179 239 226 302 382 265 243 186 182 2,724

2019 291 230 225 273 460 458 551 403 348 275 231 155 3,900

2020 218 179 185 240 190 256 270 275 296 261 204 194 2,768

2021 273 233 336 403 336 409 507 438 408 575 376 269 4,563

TOTAL

1,066 904 981 1,157 1,324 1,449 1,764 1,659 1,426 1,495 1,172 890
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ZONING 

2017-08

TRAFFIC 

BYLAW 94-

39 TICKETS

TRAFFIC 

BYLAW 94-

39 (OTHER 

THAN 

TICKETS)

PROVINCIAL 

PUBLIC 

HEALTH 

ACT/ORDER

OTHER 

BYLAWS

GOOD 

NEIGHBOUR 

BYLAW

COMMUNITY 

SAFETY / SECURITY 

/ LIVABILITY

Total

2017 78 336 320 10 448 1,192

2018 385 476 726 121 650 180 2,538

2019 115 1,097 191 66 812 1,464 3,745

2020 50 765 196 97 48 620 857 2,633

2021 22 922 62 90 38 631 2,548 4,313

Total 650 3,596 1,495 187 283 3,161 5,049 14,421

% of total 5% 25% 10% 1% 2% 22% 35% 100%
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Not 

aware at 

all

Somewhat 

not aware

Total 

unaware

Neutral

Somewhat 

aware

Very 

aware

Total 

aware

14% 49% 11% 30% 10% 40%

34%

13% 52% 12% 25% 12% 36%

34%

39%

39%

35%

14% 52% 13% 27% 8%

39% 14% 54% 13% 26% 7%

30%

43% 12% 54% 15% 21% 10% 31%

44% 16% 60% 11% 23% 6%

Doing early morning wellness checks on those 

sleeping in business alcoves or in doorways.

Having Community Safety Officers work from 6 AM to 

11 PM seven days a week.

If necessary, connecting those sleeping in alcoves and 

doorways with required services such as housing and 

mental / physical health care.

Moving along those sleeping in business alcoves and 

doorways but first checking out how they are doing.

Addressing open drug use in public places.

Checking on public safety throughout Penticton parks, 

trails, creeks, public places, public washrooms and 

other public areas.
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In Your Own Words   “ Would like more provincial mental health  clinics .”   “ Created another job to hand out parking  tickets and I do not believe that they will  treat the  h omeless   (moving them along)  with any dignity and I doubt that they will  connect them with different programs in  town as all programs have 6+ month  waiting period   and severe lack of funding .”   “ It’s worth a try however if they don’t have  support services to direct people to they  will just be forever chasing their tail. ”   “ CSO must H/ police - medical  - psychiatric  training ($$) otherwise they become hired  goons with aut hority. They will ruin picnics  - happy times with silly rule enforcements  and make this city less desirable for  vacations and homesteaders .”   “ I think it means that we are a  compassionate community checking in on  these individuals in need. ”   “ Should assist in   keeping the city safe. ”   “ In theory it should alleviate some of the  callouts to police/fire by handling smaller  issues.  Leaving those resources more time  to focus on their workloads. ”   “ If the person has had proper sensitivity  training and understands the  underlying  issues that these individuals face and works  in connection with other social services,  this can be a very important role. ”  
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Incidents / year 2017 % total 2018 % total 2019 % total 2020 % total 2021 % total

Average  % 

2017-2021

Medical Assists 1,401 52% 1,459 52% 1,378 51% 809 36% 1,304 40% 46%

Fire Alarm Activation 260 10% 293 11% 296 11% 319 14% 422 13% 12%

Burning Complaint 83 3% 92 3% 92 3% 146 6% 152 5% 4%

Public Service 83 3% 104 4% 112 4% 102 5% 126 4% 4%

MVA 92 3% 97 3% 93 3% 94 4% 115 4% 4%

MVA/Extrication 127 5% 95 3% 93 3% 78 3% 95 3% 4%

Medical Cardiac 118 4% 77 3% 74 3% 80 4% 38 1% 3%

Minor Fire (Bin) 33 1% 35 1% 51 2% 84 4% 164 5% 3%

Medical OD Not recod. Not recod. Not recod. 48 2% 350 11% 3%

Needle Pick Up 47 2% 106 4% 44 2% 38 2% 18 1% 2%

Structure Fire 45 2% 38 1% 31 1% 40 2% 41 1% 1%

Power Lines Down 43 2% 31 1% 20 1% 48 2% 27 1% 1%

Marine Rescue 35 1% 23 1% 13 0% 41 2% 24 1% 1%

BCAS Delayed Not recod. 11 0% 27 1% 27 1% 81 3% 1%

Wildland/Grass Fire 22 1% 16 1% 16 1% 31 1% 43 1% 1%

Natural Gas Leak 15 1% 20 1% 33 1% 19 1% 17 1% 1%

Gas Spill 23 1% 22 1% 17 1% 19 1% 14 0% 1%

Car Fire 20 1% 17 1% 13 0% 17 1% 18 1% 1%

Stalled Elevator 8 0% 13 0% 18 1% 13 1% 22 1% 1%

Wait for Police 5 0% 10 0% 11 0% 3 0% 18 1% 0%

Total Incidents 2,690 2,787 2,684 2,256 3,226
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