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City and KPMG dated April 16, 2019, and amended November 19, 2019 and July 16, 2020.  The intention of the Report is to conduct an independent operational 
performan -length entities of the City, and to identify potential options for the City of Lethbridge's consideration. 

If this Report is received by anyone other than The City, the recipient is placed on notice that the attached Report has been prepared solely for The City for its own 
internal use and this Report and its contents may not be shared with or disclosed to anyone by the recipient without the express written consent of KPMG and The 
City.  KPMG does not accept any liability or responsibility to any third party who may use or place reliance on the Report. 

The scope was limited to a review and observations over a relatively short timeframe.  The intention of the Report is to conduct a current state assessment 
focused on in-scope Business Units (arms-length entities) and to identify potential areas of opportunities for efficiencies, cost improvement, innovation and 
reinvestment in the in-scope Business Units.  The procedures we performed were limited in nature and extent, and those procedures will not necessarily disclose 

procedures consisted of inquiry, 
observation, comparison and analysis of City-provided data and information.  In addition, we considered comparisons to select municipalities and leading 
practices.  

The procedures we performed do not constitute an audit, examination or review in accordance with standards established by the Chartered Professional Accountants 
of Canada, and we have not otherwise verified the information we obtained or presented in this Report.  We express no opinion or any form of assurance on the 
information presented in the Report, and make no representations concerning its accuracy or completeness.   We express no opinion or any form of assurance on 
potential cost improvements that The City of Lethbridge may realize should it decide to implement the opportunities or options contained within the Report.  Readers 
are cautioned that the potential costs or benefits outlined in the Report are order of magnitude estimates only.  Actual results achieved as a result of implementing 
opportunities are dependent upon The City of Lethbridge decisions and actions, and variations may be material.  The City is solely responsible for its decisions to 
implement any opportunities/options and for considering their impact.  Implementation will require The City to plan and test any changes to ensure that The City will 
realize satisfactory results. 
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l Performance Review (the
efficiencies, cost improvement, innovation and reinvestment.  The three 

arms-length municipal entities that comprised the scope of the Review were:  

1) Lethbridge Police Service

2) Lethbridge Public Library

3) Economic Development Lethbridge

The Review was not an audit.  The Review 
from other municipalities, the experience of the KPMG team, and input from stakeholders with the City and those working with and in the arms-length entities. The 
Review followed a collaborative process between the City, the entities and KPMG, and was undertaken between August and November 2020. 

a and Canada since 2015.  From 2015-2019 7.0%, compared to 6.5% 
and 6.3% for Alberta and Canada respectively.  Lethbridge now has over 100,000 residents and its population is younger than the Canadian average.  

While Lethbridge has a higher debt per capita compared to some Alberta municipalities, it has a low debt to revenue ratio, and is only using 35% of its available 
debt capacity.  In 2019, the City realized a significant level of revenue over expenses and its consolidated annual unrestricted surplus was $3.1 million.  In general, 
Lethbridge has a relatively strong financial position as a result of its manageable debt and consistent operating surplus.  

Citizen satisfaction surveys suggest that Lethbridge is deliverin
new residents at a higher rate than Alberta as a whole. 
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The focus of the Review was conducting a current state assessment and identifying opportunities for efficiencies, cost improvement, innovation and reinvestment 
for the three entities.  A summary of the opportunities for each of the entities is provided.  All three entities are primarily City-funded with governing boards external 
to the City of Lethbridge.  As such, the Review included opportunities to improve the effectiveness of their governance and relationship with the City.  

The Lethbridge Police Service policing 
service, working to ensure safety in the community by reducing 
crime and disorder, providing emergency services, and assisting 
victims of crime.  

LPS is part of the City organization, however, it is governed by an 
arms-length police commission in accordance with the Alberta Police 
Act. The City funds LPS and its 2019 operating expenditure were 
approximately $41.2 million. 

Key opportunities found in this Review revolve around the effective 
utilization of policing resources.  As costs of policing continue to 
increase, LPS will need to seek ways to address increasing crime 
rates, while delivering an affordable service to the City. The 
opportunities identify ways to use police resources more effectively 

 by focusing on core policing activities, using data analytics in a 
more coordinated way, and staffing resources more at peak incident 
times. Other opportunities consider the highest driver of growth in 

Opportunity Description

1. City-wide Collaboration to Address the Opioid Crisis.  There is an opportunity for
the City to coordinate the efforts of LPS and the community partners it supports to
address crime and disorder in a more holistic manner  i.e., to work more directly with
community partners in responding to low-risk calls.

2. Intelligence-led Policing and CompStat Usage.  LPS has internal data-analytics
capabilities that support intelligence-led policing.  There are opportunities to further this
practice by: increasing its data analytics capacity with greater use of analytical tools;
introducing a CompStat model to tie intelligence to decision-making and performance;
and, employing a more coordinated, service-wide approach to using intelligence.

3. Further Use of Civilians and Community Peace Officers (CPOs).  LPS employs
civilians in several capacities, including as CPOs.  There are opportunities to increase
the role of civilians and CPOs in LPS by increasing the duties of CPOs to include traffic
enforcement and increasing civilian staffing in other areas.

4. Streamline Shared Services between the City and LPS.  There may be an
opportunity to re-evaluate the division of shared services (e.g., finance, IT, HR)
provided by the City and those performed within LPS in order to realize economies of
scale, effect some cost savings / efficiencies, and promote consistent practices.

5. Improved Governance and Relationship with City.  There may be an opportunity to
improve LPS governance by implementing a formal process to set policing priorities
and reporting, to consider alternative City representation on the Commission.

6. Dynamic or Staggered Shifts.  LPS patrols currently run 12 hours each. There may
be an opportunity to stagger patrol starts to increase coverage and responsiveness
during peak times without increasing the patrol size.
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The chart below summarizes the potential financial impacts of the opportunities identified in the Review. The chart also indicates if opportunities were focused on 
efficiencies/cost improvements and reinvestment/innovation including alternative ways of service delivery. Finally, the relative level of implementation risk and 
timeframe for each opportunity is shown. The opportunities are for the City's consideration, and the City's decisions will impact the timing and benefits realization of 
opportunities. 

Business Unit
(Key Opportunity)

Indicative Estimates ($ millions) Focus Implementation 
Risk (Relative:  
Low / Med. / High)

Timing 
(Short < 18 months; 
Medium 18 mo.  3 yrs.)Potential 

Cumulative Impact 
(2021 thru 2024)

Post-
Implementation 
Average Annual 

Impact 

Efficiency/ 
Cost Improvement

Reinvestment/ 
Innovation

Lethbridge Police Service
(Civilianization)

$1.6 $0.6 Medium Medium-term

Lethbridge Public Library
(Reduced operating hours, CARLS)

$1.2 $0.4 Medium Short/Long-term

Economic Development 
Lethbridge N/A N/A Medium Short-term

Total $2.8 $1.0
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selected special-purpose or arms-length entities, owned by the City, dependent upon City funding, and governed by a separate Board or Commission appointed 
and/or approved by the City.  The intent of the review was to assess the current state and to identify potential areas of opportunity for efficiencies, cost 
improvement, innovation and reinvestment, for the City of Lethbridge's consideration.   

rformance review. The Review 
was initially divided into two phases.  The first phase reviewed eight Business Units and was completed in November 2019.  The second phase comprised nine 
Business Units and was completed in June 2020.  A third phase of work reviewing three of its agencies, boards and commissions, the subject of this report, began 
in August 2020. 

This is an independent fiscal and operational performance review, not an audit.  The project approach was a collaborative process with The City and KPMG. 

The focus of Phase 3 of the Review was on in-scope entities.  
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KPMG worked collaboratively with The City to assess the service offerings, challenges and opportunities of the in-scope Business Units 
and the broader organization. The approach being employed in Phase 3 mirrors that of Phases 1 and 2 of the Review: 

1) Initial Data Gathering and Analysis  KPMG reviewed initial data, information, and documentation of the three entities (or
Business Units), and conducted preliminary interviews with the Mayor, Councillors, and senior leaders within the organization.

2) Current State Assessment  KPMG conducted interviews and working sessions with key individuals from the three in-scope
Business Units.  In addition, select external stakeholders that were deemed to have key perspective on these entities
were also interviewed in confidence.  Data and information on the current state was assessed.  The baseline information was
compared with select peer municipalities, where available.  Using both internal and external information, potential opportunities
were identified.  Analysis on the data and information provided in the initial data gathering exercise will be validated with the
entities.

3) Opportunities and Options Analysis  The potential impact of the identified opportunities will be based on performance evaluation
criteria that were agreed upon by The City in the Project Charter. These criteria include both qualitative and quantitative
components.

4) Reporting  KPMG developed  report addressed feedback and minor adjustments. 
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The Review evaluated identified opportunities based on criteria approved by the City Project Committee at the beginning of the project and in the approved Project 
Charter.  These criteria were used to help prioritize opportunities resulting from the reviews of the entities. 

Opportunity Evaluation Criteria Opportunity Prioritization

Efficiency and Financial Impact
 Potential cost improvement. 
 Efficiencies in operations and services while maintaining service. 
 Potential revenue or reinvestment opportunities. 

Effectiveness
 Effective provision of customer services in achieving objectives. 
 Effectively meeting intended outcomes and positive results. 

Comparison of results to others. 

Public Service Impacts 
Maintaining front-line, public-facing staff. 
Capability, capacity, skills. 
Change management/readiness. 

Alignment
Consistent/meets with the City's strategy. 
Regulatory/Legislative requirements. 

Implementation Risks 
Relative effort and timeline to transition/implement  

 Implementation risks. 
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Organized by entity or Business Unit, a number of opportunities for improvement have been identified.  Each are rated using the legend described below. 
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For the purposes of the review, nine comparator communities were selected as municipal comparators based on population size and growth, urban/rural 
characteristics, economic similarities, and geographical representation from across western Canada and Ontario. Where appropriate and data existed, these 
municipalities were used to compare the performance of the Business Units. However, in some cases, given the nature of the Business Unit being reviewed, or the 
availability of existing benchmarking research, different comparators were used.1 

Municipalities 
2019 

Population 
2019 Operating 

Expenditure
2019 Capital 
Expenditure 

2019 
Revenue 

2019 
Debt

2019 Net 
Assets

Key Economic Sectors and Industries

Lethbridge 101,482 $400.6M $139.7M $458.9M $228.0M $1,823.4M
Agri-business, healthcare services, post-secondary education, 
transportation and distribution, retail, and regional services.

Medicine Hat 63,138 $395.0M $116.3M $366.7M $353.7M $1,267.3M
Agri-business, aerospace and defense, petrochemicals processing and 
professional services. 

Red Deer 99,832 $376.2M $91.2M $354.1M $274.9M $2,009.6M
Retail, healthcare services, construction, oil and gas extraction, and 
manufacturing.

Kamloops 93,428 $204.4M $46.7M $231.4M $90.3M $1,258.9M
Forestry and mining, retail, agriculture, healthcare services, 
transportation and logistics.

Kelowna 133,800 $297.6M $127.9M $396.1M $105.6M $2,140.4M
Manufacturing and construction, technology, tourism, agriculture, and 
healthcare services.

Regina 257,000 $663.8M $197.7M $765.9M $302.6M $2,369.9M
Manufacturing, information technology, agriculture and agri-business, 
tourism, energy, health and education services, finance and insurance, 
provincial government.

Saskatoon 275,242 $819.9M $200.7M $951.2M $331.4M $4,456.6M
Wholesale and retail trade, health and education services, construction, 
real estate, finance and insurance.

Barrie 148,136 $367.7M $50.8M $440.6M $326.5M $1,853.4M
Manufacturing, information technology and data security, food services, 
health and education services.

Guelph 138,357 $442.4M $88.8M $527.2M $116.5M $1,332.9M
Agri-business, Regional services, manufacturing, retail, post-secondary 
education.

Kingston 123,973 $499.5M $151.6M $517.3M $243.4M $1,470.0M
Health and education services, transportation, tourism, regional services 
and defense, research and development.

 Source: Derived from annual reports of various municipalities.  Population estimates from Statistics Canada.  

1 Sources were derived from annual reports of various municipalities.  
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Summary Description 

Lethbridge Police Service (LPS) provides law enforcement services and ensures safety and compliance to City residents. The primary focus of the LPS is to prevent and address 
crime and disorder, provide emergency services and assistance to victims of crime and meet changing demands in delivering a safe environment to live, work and play in order 
to best serve the community. 

The LPS is guided by four pillars of policing  Public Safety, Public Trust, Public Confidence and Professionalism.  

orts 241 FTEs  consisting of 172 FTE sworn 
officers, 15 Community Peace Officers (CPOs) and 66 FTE civilian staff. 

Service List 

Public-facing services: 

 Emergency response and critical incident response 

 Investigation of criminal and non-criminal matters 

 Law enforcement and municipal by-law enforcement 

Community liaison, engagement and protection 

Court liaison 

Canine services 

Forensic identification  

 Intelligence and special investigations  

Traffic and vehicle impound 

 Victim/Witness services 

Internal services: 

 Police fleet, equipment and communication systems 
maintenance 

Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service. 

Financial Performance 
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The LPS is a municipal police service governed by the regulations in the 
Alberta Police Act. The LPS is responsible for maintaining public order and 
safety, enforcing laws and bylaws, and preventing, detecting, and 
investigating criminal activities in the City of Lethbridge. 

The left graph below shows that the LPS typically receives positive 
00%, and Satisfaction of the service 

close to 90% over the past decade. The right graph below shows that citizens generally feel safe in the City, except for downtown and outdoor public spaces during 
the nighttime hours.2 

2Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service. 

2019 LPS Highlights 

Number of Sworn Officers: 172 (Authorized), 166 (Actual) 

Service Population: 100,000+ 

Sq. Km. of Jurisdiction: 124 

Total Calls for Service: 35,993 

Total Criminal Code Charges: 10,505 

AB Traffic Safety Act Charges: 9,449 (average 26 per day) 

Total Number of Volunteers: 71 (Victims Services: 43, and The Watch: 28) 

Top Five Call Types: Public disturbance, trespassing, suspicious 
person, public service request, and theft. 

LPS Mandate: To ensure efficient and effective policing 

services that meet the changing needs of the community. 

LPS Mission Statement: Courage. Safety. Service.

LPS Vision Statement: Selflessly providing safety and service 

through excellence in community involvement, strong 

partnerships and continuous innovation.  

LPS Strategic Priorities: People, Crime, Technology, 

Community and Processes. 
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Crime Reporting in Lethbridge 

grown by approximately 60%. Over the same period, the Weighted Clearance Rate, which 
 has decreased by 

approximately 33%. These statistics are shown in the table to the right.  

The increase in crime appears to be linked to a relatively sharper rise in the number of non-
violent crimes (approximately 70% increase in non-violent CSI) versus violent crimes 
(approximately 29% increase in violent CSI). Non-violent crimes include lower-severity property 
crimes that can be more difficult to clear and are generally a lower priority for police. 

Demand for Police Service 

The graph below and the left shows that demand, as measured by the total number of calls for service, has increased over the past 6 years. LPS received 3,500 
more calls in 2019 than in 2014, an increase of over 10% over the 5-year period. In 2019, LPS responded to a 6-year record 36,000 calls for service. LPS 

s, public disorder, and social and mental 
health related calls for service.  

The graph below and the right informs criminal calls rose 26% over the 5- -
related offences. In 2018, t  is growing, 
non-criminal calls still account for the majority call volume (66%). Overall, analysis on the demand of police service in Lethbridge informs high demand, especially 
for non-criminal call types.3 

3 Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service; Statistics Canada.  

Crime Indicators, 2018 (Statistics Canada)

Statistics Lethbridge 2014-2018 
Growth Rate

158.7 60%

Violent CSI 116.0 29%

Non-violent CSI 173.7 70%

39.7 (33%)

Violent WCR 57.1 (33%)

Non-violent WCR 35.5 (30%)
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CAD System 

-
service and events. An example of an event is a proactive officer-initiated event, 
such as a traffic infraction. Events are not considered calls for service since they are 
not initiated by the public.  

system dispatcher assigns each call for service a priority number electronically, and 
events are assigned priority manually. Priority types are listed in the table below.  

Priority Types  Definitions 

Priority 0 1: Emergency calls and events; life threatening situation.  

Priority 2: Urgent calls and events; imminent criminal act. 

Priority 3 4: Non-urgent, routine calls and events. 

Priority 5: Parking.  

Priority 6: Reporting by ARM officers.  

Priority 7: Subject stops and traffic stops. 

The graph to the upper right shows total calls and events from 2016 to 2019. 
Reporting from the CAD system shows that while the number of total events has 
decreased by 25%, total calls for service have increased by 16%, from 2016 to 
2019. The combined total number of events and calls for service together have 
remained relatively flat during the 4-year period. There was an above average high 
number of calls for service in 2018 that subsequently deceased in 2019. 

Total Calls for Service by Priority 

The graph on the bottom right disaggregates annual calls for service by priority. The 

and 4, which are considered non-urgent, routine calls and events. 

Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service.
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Service and Response Times 

Two key performance indicator (KPIs) that are used by police services are response and service times. Response time is how long it takes for officers to dispatch, 
travel and arrive on- e performance 
over the last four years by priority type: emergency, urgent, or routine. 

Response and service times for LPS have declined (i.e., favourable) or held roughly constant over the last four years. LPS times at emergency and routine events 
have declined the most, suggesting an increase in productivity for these types of events.  

Source: Derived from information provided by the Lethbridge Police Service. 



Lethbridge Police Service 

22 © 2020 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International 
Limited, a private English company limited by guarantee.  All rights reserved.   

 

Caseload 

The number of occurrences in which a Sworn officer or Community Peace Officer (CPO) is involved includes all classifications of officer involvement; as such, 
multiple members may be involved in each occurrence (police officers and/or CPOs). Numbers reflected are indicative of involved members and not indictive of the 
number of occurrences. While there is often more than one officer linked to an occurrence, usually only one reporting officer is associated with each occurrence. 
As such, this provides a different perspective on the associated workload of an officer.  

The graph below shows the individual monthly totals for each officer divided by the number of full patrol members per team for 2019; this total was then divided by 
twelve to determine an average monthly total per member. If this were to be extrapolated to create an annual average (i.e., monthly x 12), the average number of 
occurrences per member would be 744. 

Patrol Unit D appears to handle the largest caseload however, there is not a significant variance between reporting officer, dispatched cad, and total occurrences 
across patrol teams. 

Source: Derived from information provided by the Lethbridge Police Service. 
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LPS is a municipal police service as defined by the Alberta Police Act. While LPS is part of the City organization, the Act requires that it be governed differently. 
Specifically, the City must establish an independent Police Commission to oversee LPS. This structure is intended to keep the City and the LPS at arms-length, 
enabling the LPS to govern and manage their own operations without influence or interference from the City. While the two org
they have a vested interest to work collaboratively as stewards of the City.  

The respective responsibilities of the Lethbridge Police Commission (LPC) and City Council are listed below for comparison.  

Responsibilities of Lethbridge City Council in Policing Responsibilities of Lethbridge Police Commission 

 Set the rules governing the Commission 

 Appoint Commission members  

 Review the annual policing plan and approve a total budget for policing 

 Be the employer of police officers and non-officer LPS staff 

 Develop policies for policing 

 Hire and manage a Police Chief 

 Prepare an annual plan specifying the service level that LPS will deliver  

 Prepare annual budgets in consultation with the Police Chief 

 Allocate funds approved by Council and ensure adequate policing resources 

 Designate a Public Complaint Director to receive, investigate and resolve 
public complaints 

 Conduct inquiries into the actions of police officers  

LPC comprises nine members, including two seats available for appointees from Council. The Act enables Council to appoint a municipal employee to the 
Commission as a representative on behalf of the City. LPC is in the process of implementing a skills matrix for its members and working with Council to identify 
appointees that have required skills. The Commission is supported by the Deputy City Clerk on administrative matters.   

The Act requires the Commission to submit an annual plan to Council outlining planned service levels. Many police services and commissions receive input from 
their councils about city priorities to help develop the annual plans. City Council has not formally expressed its priorities for policing to the Commission in recent 
years, nor i
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The LPS serves the community with approximately 166 sworn officers and 66 Civilians (CPOs and civilians), a total of 232 staff. The service has an authorized 
strength of 172 Sworn Officers, but 6 positions are currently vacant. 
was approximately 260.0 FTEs.  

Police. Sworn Officers and Civilians are organized across three organizational divisions 
(i.e., Criminal Investigations, Field Operations, and Support Services) and three corporate 
shared services (i.e., Financial Services, Human Resources and Information Technology). 
Further information on the organizational structures of the Criminal Investigation Division, 
Field Operations Division, Support Services Division are provided on the following pages.4 

4 Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service. 

Year 2016 2017 2018 2019 

Regular Hours 447,846 465,071 470,792 496,135 

Overtime Hours 19,918 17,918 19,735 23,789 

Total Hours 467,764 482,989 490,167 519,924 

Total Effort (FTEs) 233.9 241.5 245.1 260.0 
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Criminal Investigation Division 

comprised of two sections as shown in 
the organization chart below. Combined Forces Special Enforcement Section 
and the Criminal Investigation Section. The Combined Forces Special 
Enforcement Section is primarily delivered using Sworn Officers, and the 
Criminal Investigation Section has a mix of Sworn Officers and Civilians. 

Source: Derived from information provided by the City of Lethbridge and the  
Lethbridge Police Service.

Field Operations Division 

and Field Operations Support, as shown in the organization chart below. The 
Field Operations Section is comprised of 4 patrol teams, each of which have a 
minimum of 18 Sworn Officers including one sergeant. Patrols operate with a 
minimum complement per shift of 11 officers, including 2 non-commissioned 
officers.  
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Support Services Divisions 

ision is comprised of five primary sections: Records Management Section, Support Service Section, Victim/Witness Services Section, 
Support Services 

illustrated below.5 

5 Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service. 
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The following table lists the major services delivered by LPS, their objectives and their operating approach.  

Service Area Objective Operating Approach 

Criminal 
Investigation 
Division 

Supports the Field Operations 
Division with more complex, 
special criminal cases that 
would require lengthy 
investigations and resource 
needs.  

Examples of cases that the 
CID would lead and manage 
include drug trafficking, violent 
and domestic crimes, 
economic fraud, illegal 
firearms, and sexual assault 
and child abuse. 

Combined Forces Special Enforcement Section 

 Led by a Staff Sergeant, and is primarily staffed with Sworn Officers, as the work performed requires 
completion of a lengthy syllabus of police training. 

Enforcement Team, and Technical Support Unit. All are led by sworn Officers. ICE has civilian assistance.  

Criminal Investigations Section 

 Led by a Staff Sergeant, and is staffed with a mix of Sworn Officers, Community Peace Officers, and 
Civilians. 

 Organized into seven units, namely the, Crime Analyst Unit, Crime Suppression Team, Economic Crimes 
Unit, Forensic Identif
Unit, and Violent Crimes Unit/Domestic Crimes Unit. The Crime Analyst Unit is civilian led and the rest are 
led by Sworn Officers. The Forensic Identification Unit is support by CPOs and civilians.  

Field 
Operations 
Division 

The FOD acts as the vanguard 
of the LPS by providing 
preventative patrolling 
services to all zones of the 
City, by holding responsibility 
over the role of first 
responders to incoming citizen 
calls for police services, and 
by being the first line of 
community engagement.  

Field Operations Support Section 

 Led by a Staff Sergeant, and is primarily staffed with Sworn Officers, as the work performed requires 
completion of a lengthy syllabus of police training. 

 Organized into four primary units (3 units have sub-units), namely the, Downtown Policing Unit, Traffic 
Response Unit, Critical Incident Unit, and Community Engagement Unit. All are led by Sworn Officers. The 
Downtown Policing Unit is assisted with Level 1 CPOs.  

Field Operations Section 

 Led by a Staff Sergeant, and is primarily staffed with Sworn Officers, as the work performed requires 
completion of a lengthy syllabus of police training. 

 Organized into four Patrol Teams (Teams A, B, C, and D). All patrol teams are Sworn Officer-led and 
staffed. 
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Service Area Objective Operating Approach 

Support 
Services 
Division 

Support both the Field 
Operations and Criminal 
Investigations Division in 
policing specific administrative 
roles and responsibilities.  
Select examples of tasks 
performed by the SSD include 
records management, court 
liaising, training, managing the 
WATCH, and freedom 
requests.  

 Led by an Inspector, who reports to the Deputy Chief of Police, and is organized into three sections, 
namely the, Records Management Section, Support Services Section, and Victim/Witness Services 
Section. 

 Two sub-units, namely the, Policy and Accreditation Unit and Facility and Vehicle Maintenance Unit, 
report directly into the Inspector, and these sub-units employ mainly Civilians. 

Records Management Section 

 Staffed by civilians. 
 Organized into seven units, namely, Alternative Reporting Unit, Court Liaison Unit, CPIC Unit, Patrol 
Team Support Unit, Police Information Check Unit, Quality Assurance Unit, and Uniform Crime Reporting 
Unit. 

Support Services Section 

 Staffed mostly by Sworn Officers.  
 Organized into three units, namely the, Training Unit, The Watch, and Quality Assurance, Audits and 
Accountability Unit (which as two sub-units). The Watch is a volunteer patrol program led by a civilian 
manager reporting to a Staff Sergeant.  

Victim/Witness Services Section 

 Staffed by civilians. 

Administration 
Services 

Provides internal back office 
administrative support across 
the LPS organization. 

 Led by the Deputy Chief of Police. 

 This service area includes several LPS specific shared services section, namely the, Financial Services 
Section, Human Resources Section, and Information Technology Section. All three shared services 
sections are Civilian led. 

 This service also houses the Professional Standards Unit (Sworn Officer-led), an Executive Officer 
(Sworn Officer-led), an Administrative Analyst (Civilian employee) and an Administrative Assistance 
(Civilian employee). 

 The City provides services to LPS in the areas of payroll, labour relations, financial reporting, fleet and 
facilities management, and procurement.  
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Deployment Strategy 

The LPS deploys its patrol resources using a zone deployment strategy. The City has been divided into 4 separate zones and patrol staff have been assigned a 
zone to monitor and respond to calls. Under the community-based policing Own Your Zone Initiative, officers work within the same zone for several years so they 
develop relationships with residents and business owners living within their assigned zones and better understand the community they serve.  

Deployment Effectiveness and Efficiency 

Currently, the LPS have challenges with keeping up with the demand for police services. Furthermore, the effectiveness and efficiency of 
resources is suspect. While providing an opportunity for officers to build relationships with the community is a positive deployment activity, it does not address the 
larger challenge faced by LPS, high call volumes and a high frequency of backlogged calls in the queue. Often, calls received during one shift will spill over into the 
next shift, and officers are alw ude: 

 for mental health related reasons, 
and less officers available for deployment. At any given point in time, an 18-officer patrol team may only have an effective strength of 12-officers. 

 LPS employs data analytics to support intelligence-led policing, but interviewees indicated that LPS has not implemented a CompStat policing culture. 

 There has been an increased demand on the police service because of mental-health related calls. Additionally, property crimes have increased in Lethbridge 
because of the opioid crisis.  

ive agreement stipulates 12-hour 
shifts that begin at 7:00 AM or 7:00 PM. This is not standard practice in a municipal police service. The condition gridlocks the LPS into an inflexible scheduling 
environment, which further exacerbates the backlog of calls. 

 Each year, each officer must complete a significant training course load. As per the collective agreement, training workshops need to be scheduled during a 

Civilianization 

Civilianization has been used to help assist the LPS in the deployment of police services. CPOs and non-

LPS employs 66 Civilians. Almost all support functions, such as analysts, records management, victims/witness protection, training, vehicle maintenance, and 

other administrative positions have been civilianized. Some positions within forensics have been civilized as well, such as fingerprinting.  

The Watch 

The Watch calls in suspicious activities, usually in the downtown area. The Watch is led by a civilian manager reporting to a Staff Sergeant, but almost all 

members are volunteer civilians. This program is still in its infancy. The benefit of the program, in terms of improving downtown safety, is yet to be determined. In 

2019, the program budget was approximately $600,000. 
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Community 

hrough excellence in community 
and the quality of collaboration with community partners is a high for LPS and 

is expected to help address pervasive social problems, such as the Opioid Crisis.  

LPS is pursuing opportunities to strengthen and expand its community partnerships with social services organizations that may be able to assist with social 
problems that are currently consuming significant resources from LPS. Many events linked to social issues fall to LPS to address, but the social issues are better 
managed and mitigated by other City, provincial and community resources (e.g., mental health workers and social workers).  

LPS is also partnering more generally with the community to proactively reduce crime. Property theft calls of service, which are among the highest frequency calls 
for service, can be reduced by educating the community on simple practices (e.g., locking car doors and windows, locking front doors). The following is a list of 
local, regional and provincial community organizations that LPS currently has relationships or partnerships with.  

Community Partnerships 

Southwest Child and Family 
Services (SWCFS) 

Streets Alive 
AHS Mental Health and 

Counselling Services 

Chinook Sexual Assault Centre 
(CSAC) 

Lethbridge Shelter and 
Resource Centre 

Lethbridge Immigration and 
Family Services 

Calgary Child Advocacy Centre 
(CAC) 

Lethbridge YWCA and Harbour 
House 

Policing 

rtunities to share knowledge and 
leading practices, support each other with specific policing resources and services, and share intelligence. For example, LPS works closely with the Calgary Police 
Service which recently supported LPS with wire taping, undercover surveillance for a homicide case, and other specialized investigation needs. Other police 
services that LPS has consistent relationships with include Edmonton Police Service, Medicine Hat Police Hat, and Red Deer RCMP. 
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LPS is a tax-supported service funded by the City. Municipal policing services are typically a high cost service, and do not produce significant revenue. In 2019, 
e $35.8 million. The difference is attributed to interdepartmental 

-supported expenses. 11% of all tax-
supporting funding in 2019. 

LPS receives provincial support and grants to help it fund police service delivery and operating costs. In 2019, the Province provided LPS with $2.1 million. It also 
issues tickets, and charges for specific policing services that earn revenue; however, the r

Services, Materials and Supplies, 
Technology Equipment and Maintenance, and Travel and Training are the next four largest expense items. Expense growth has consistently trended upwards 
between 2015 and 2019, totaling approximately 16% growth in overall LPS operating expenses between 2015 and 2019, or a compound average annual growth 

Operating Expenses Profile ($000s) 2015 A 2016 A 2017 A 2018 A 2019 A 

  Wages & Benefits 28,156 28,641 30,021 30,829    31,521 
  Contractual Services 772 862 998 953 970 
  Materials & Supplies  582 681 539  736   901 
  Technology Equipment & Maintenance 416 477 488 619   779 
  Travel & Training 224 326 374 323   532 
  General Services   72  47   73   186   179 
  Phone Services 106 108 125 151   168 
  Transfers to Internal Segments 70 92 87 165   137 
  All Other Operating Expenses 564 634 706   325   616 
Total Operating Expenses  (In $000s) 30,962 31,868 33,411 34,287  35,803  

Source: Derived from information provided by the City of Lethbridge and the Lethbridge Police Service.
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As part of the 4-year operating budget planning process, the Police 
Commission presents a 4-
Finance Committee. City Council approves the total budget for LPS, 
while the Commission is responsible for the specific allocation of the 
budget to operating and capital expenditures.6 

The table to the right summarizes the LPS 2018 Program Budget. 
Actual 2018 expenditures, including interdepartmental transactions 

budgeted expenses of $37.5 million. 

On a net basis, expenditures on Patrols (i.e., four teams of sworn 
officers), Records Management Quality and Internal Investigations, 

expenditures, and together accounted for $19.8M of budgeted net 
expenditures out of total budgeted net expenditures of $33.5M (59%).  

LPS is not a significant revenue generator, however, it offsets 
approximately 11% of its expenditures with revenue from tickets and 
service fees. The five largest revenue sources are shown in the graph 
below. Patrols is the largest revenue generator, contributing nearly 
50% of total revenue.  

6 Source: Derived from documents received from the City of Lethbridge. 

  Program-Based Budget ($000s) 2018 2018 2018 
Lethbridge Police Services Expenses Revenue Net Budget 

Patrols 14,161 1,859      12,303  
Records Management Quality and Internal 
Investigations 

2,787 
433    2,355  

Police Fleet 1,834 -  1,834 
Traffic  1,778 -  1,778
Municipal Enforcement  Drug Investigations 1,770 355  1,416
Forensic Identification 1,565 -  1,565
Downtown Policing 1,412 -  1,412 
School Resource Unit 1,370 84  1,286
Violent Crimes 1,130 -  1,137
Priority Crimes 1,030 -  1,030
Economic Crimes 715 - 715 
Canine 714 - 714 
Facility and Building Security 679 1     678  
Critical Incident Response 603 - 603 
Domestic Crimes 585 - 585 
Training  558 - 558 
Professional Standards and Internal Investigations 555 - 555 
Short Term Detainee Holding 542 - 542 
Intelligence 502 111 391 
Victim/Witness Services 373 150 223 
Police Radio System Maintenance 321 - 321 
Crime Analyst 268 - 268 
Regional Enforcement Drug Investigations 240 194 46
Vehicle Impound 240 424  (185) 
Exhibits 222 - 222 
Policy Accreditation 216 - 216 
Court Liaison 212 - 212 
Officer Recruiting  210 - 210 
National Weapons Enforcement Team 190 146 44
Community Liaison 182 - 182 
Internet Child Exploitation Investigations 174 139 36
Youth Offenders 174 - 174 
Fetal Alcohol Spectrum Disorder Program 148 116 33

Total Police Services    37,468   4,010 33,457 
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Growth in Spend 

Inflation and population growth combined between 2015  2019 was approximately 3-4% per year and 14.0% over the four-
expenditures grew approximately 16% over the same period or a compound average annual growth rate of 3.7%, slightly above the combined increase in inflation 
and population growth7.  

According to the 2019  2022 Operating Budget, the owner of an average single-family residential property with a market value of approximately $267,000 can 
expect to pay approximately $459.35 toward the cost of policing by 2022, an increase of approximately $15.75 from in 2018. The primary driver of the increase is 
higher wages and benefits related to anticipated new hires, both Sworn Officers and Civilian positions, including the impact of progressive raises in the first 8 years 
of employment stipulated by the Lethbridge Police Association contract. 

7 Source: derived from information providing by the City of Lethbridge.  ports, excluding 
net interdepartmental recoveries/charges, asset, debt, and other transactions/transfers. Statistics Canada (populations and inflation). 



Lethbridge Police Service 

34 

 

© 2020 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International 
Limited, a private English company limited by guarantee.  All rights reserved.   

Statistics Canada gathers data annually from all police services across Canada. While there are recognized differences in how police services report their data, 
Statistics Canada takes measures to standardize data to the degree possible, and as such, its data are one of the more reliable and consistent sources of data on 
crime and policing activities in Canada.  

The graphs below compare crime rates in Lethbridge to other jurisdictions. The Crime Severity Index (CSI) measures both volume and the seriousness of crime or 
"severity" of the crime incidents as not all criminal incidents have the same impact or harm (e.g., differences between homicide and mischief).8 In 2019, out of 

wo per cent from 2018 and approximately 44% 
higher than the average. 

Compared with other medium to large sized municipalities in Alberta, Lethbridge is above the provincial average in crime severity and second highest next to Red 
Deer. However, Lethbridge showed an increase in CSI, while Medicine Hat and Red Deer experienced declines from 2017 levels. Between 2018 and 2019, 

so high in the total number of 
incidents when compared to other Alberta municipalities. Crime is largely a function of broader socioeconomic factors such as poverty, drug use and addictions 
and mental health. Policing practices can help manage crime rates, but there are many contributing factors to crime that are beyond the direct control of police 
service.  

8 Source: Information derived from Statistics Canada (CSI and incident-based crime municipal rankings). 
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Police services are one of the largest items in municipal operating budgets. Ten select municipalities were used to compare police services costs to those of 
Lethbridge.  Of these, Red Deer, and Kamloops and Kelowna have RCMP providing policing (indicated by the blue bars on the gra
expenditure on policing is approximately $388, the highest per capita spend amongst the peer group. Alberta peer municipalities were comparable and all above 

s spend per capita. Kamloops spent the 
lowest of the peers at $225 per capita. 

Source: Derived from information provided by the Lethbridge Police Service and Statistics Canada.
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The number of police officers within a police service is both an indication of its ability to provide policing services to a community (e.g., it can be viewed as a proxy 
for an overall service level) and an indicator of a  of that cost. 
Notwithstanding its relatively higher cost per capita, LPS has comparable numbers of police officers per capita to other jurisdictions as shown in the graph below.   

Note that Red Deer, Kelowna, and Kamloops (all which have contracted RCMP for police services) reported no civilian staff per Statistics Canada data. 

Source: Derived from information provided by the City of Lethbridge and publicly available information of comparator municipalities. 
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The Weighted Clearance Rate (WCR) measures the percentage of 
LPS-reported criminal incidents that are cleared (i.e., solved or 
closed), weighted by crime severity. Clearing a more severe crime 
(e.g., homicide) matters more than solving a relatively minor crime 
(e.g., theft from vehicle). Severity weightings are based on Canadian 
judicial sentencing data. 

The graph to the 
dropped significantly since 2014, whereas many other Alberta 

clearance rate is also inversely related to the crime rate. 
-violent CSI increased at a rate approximately

double the increase in its violent CSI. Non-violent crimes include 
property crimes, which often receive lower priority to clear as they 
are deemed to be less serious when compared to violent crimes. 

Source: Derived from information provided by the City of Lethbridge and publicly available information of comparator municipalities. 
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The following table lists select leading practices within the municipal policing sector. 

Leading Practice Description

Intelligence-led 
Policing

 Intelligence led policing allows police to target criminals and crime hot spots, being proactive in preventing crime and 
being more responsive when crime does occur. Using analytics, police are better able to target areas at higher risk of 
crime. Many North American police services use a practice referred to as a CompStat model, which is a results-based 
decision-making model that requires leaders to provide rationale for deployment decisions in line with analytics and be 
accountable for results.  

 Increasingly, police services are also using data analytics to manage their internal operations, such as supporting shift 
scheduling to optimize resources around peak demands  

 Intelligence-led policing relies on highly skilled analysts to collect, analyze and help interpret crime and operational 
statistics.  

Community-based 
Policing

Community-based policing models emphasize the need for the police to work closely with their communities and develop 
relationships with citizens and partner organizations, often from the health and social services sector. Community-based 
policing focuses on relationships and collaboration with the community it stresses the role of the public and the broader 
community in reducing crime and increasing safety.  

 Problem-oriented policing is a subset of community policing in which the police develop projects to deal with troublesome 
community issues. It stresses the importance of addressing petty offences (e.g., broken windows) to reduce escalation 
from petty crime and disorder into greater prevalence of more serious crimes. 

 Leading practice in community policing includes building partnerships with local community agencies to work 
collaboratively to address root causes of crime and disorder. This proactive model recognizes the limitations of law 
enforcement and the criminal-justice system. It acknowledges that a c
problem. 
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The following table lists select leading practices within the municipal policing sector. 

Leading Practice Description

Tiered Policing Tiered policing attempts to match the resources to the tasks at hand. It considers that not all incidents or police activities 
are high risk or require the highly trained skills and equipment of a Sworn Officer. The Alberta Peace Officers Act enables 
municipalities and their police services to employ Community Peace Officers to increase community presence, enforce 
by-laws and traffic violations, and support policing operations (e.g., custody of evidence, and guarding of holding cells), 
removing the burden of these activities from Sworn Officers. Tiered policing can also include the use of a police auxiliary 
and volunteers. The end goals of tied policing are to reduce costs and increase service levels. 

Police Service 
Civilianization

Related to tiered policing is the civilianization of police services. Increasingly police services have sought opportunities to 
employ more civilians in place of Sworn Officers to perform administration and support functions (e.g., front-counter 
services, records management, dispatch), as well as services where civilians often have specialized expertise (e.g., 
forensics, victim services, and analytics). The trend towards the use of civilians has increased steadily as police services 
find more cost-effective opportunities to employ civilians. Recently, civilianization has extended to the privatization of 
some policing services, such as police record checks and collision reporting. 
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The LPS has improved service delivery capabilities between 2014 and 2019, through the following accomplishments: 

Service Delivery Capabilities 

 Implemented Road to Mental Readiness (R2MR) program. A program designed to educate police staff on positive mental health practices. 

 Use of Smart Squad mobile app for frontline officers to support more timely police reporting. 

 New deployment model  Own Your Zone  where officers are assigned to the same beat for several years. 

 Acquired an Armored Rescue Vehicle and an Unmanned Aerial Vehicle Unit. 

 Developed a cadet program partnership with Lethbridge College to train new cadets and Community Peace Officers. 

 Implemented less lethal sock guns for frontline officers. 

 Expanded the police headquarters. 

Other Significant Mentions 

 Strengthened the partnership with Blood Tribe Police Service. 

 Conducted a $1 million drug seizure . 

 Created a Safe Exchange Zone in the police parking lot for e-commerce transactions. 
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The following is a list of strengths that were identified during the stakeholder engagement exercise and the document review and analysis process of the LPS 
current state assessment review. 

Strengths Description

Community Satisfaction 
 Surveys of Lethbridge citizens indicated high levels of satisfaction with LPS over time, and suggested citizens place a high 

importance policing service. Citizens also generally feel safe in their community.  

Tiered Policing 
 LPS employs CPOs for several functions within the service, including providing increased presence in the downtown. In 

addition, LPS has established its Watch program, which are trained volunteers that help LPS build relationships with the 
downtown community, and report incidents of crime and disorder.  

Civilianization 
 LPS has employed civilians to support many administrative functions, as well as support forensics identification and crime 

data analysis.  

Crime Analytics 
 LPS has two crime data analysts that provide analysis on crime and offenders to identify hot spots, and trends in crime 

activities, and support the police service deploy resources in a more targeted manner.  

Community 
Partnerships 

 LPS purports good relationships with numerous community agencies and organizations. These groups focus on reducing the 
drivers of crime and disorder.  

CALEA Accreditation 
 LPS is accredited by the Commission on Accreditation for Law Enforcement Agencies (CALEA). To maintain its accreditation 

status, LPS adheres to 171 key standards related to nine law enforcement areas. 
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The following is a list of challenges that were identified during the stakeholder engagement exercise and the document review and analysis process of the LPS 
current state assessment review. 

Challenge Description

Opioid Crisis 

Most incidents in Lethbridge are non-
challenge with drug additions. Social disorder, such as panhandling, vagrancy, public intoxication and drug addiction, is a 
large issue in the downtown area. Property crimes have also increased with increased drug addiction and is assumed to be 
driven in part by drug users stealing property to support their addictions.  

Vacancies and Bringing 
Off-Duty Staff Back to 
Work from Leave  

 Like many police services, LPS has a number of vacant positions and operates with fewer Sworn Officers than it is authorized. 
Vacancies and the ability to accommodate Sworn Officers returning from medical leave are a challenge to appropriately and 
effectively resource the organization.  

Succession Planning 
and Rising Staffing 
Needs 

The LPS has at least 20 officers that are eligible for retirement between 2019 and 2022. To grow its complement of Sworn 
Officers in response to increasing calls for service, replace retirements and fill current vacancies, LPS may need to hire 
approximately 40 Sworn Officers in the next two to three years. 

Setting of Priorities and 
Performance Reporting 

 LPS and its Commission do not appear to have an effective process to set priorities with City Council and report upon results 
against those priorities. This may have contributed to some concerns expressed by stakeholder pertaining to the relationship 
between LPS and the City.  

Fiscal Pressures to 
Control Costs 

 LPS is the largest business unit in the City of Lethbridge with growing demands for service. The City and many tax-payers 
face significant fiscal challenges ahead due to the COVID pandemic and the economic downturn. These challenges may 
result in pressure on LPS to control its cost of service.  

Public Perception  
 Public perception of police services has been challenged recently in North America and a few local incidences have adversely 

impacted the LPS image. This has brought new focus and increased scrutiny of policing operations and outcomes, and calls 
for defunding the police service, most notably the Watch program.  
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The following is a summary of opportunities that were identified during stakeholder engagement, document review, experience in other jurisdictions, 
benchmarking, and analysis. Each opportunity is described in the remainder of this section. 

Opportunity Description

1. City-wide
Collaboration to
Address the Opioid
Crisis

There is an opportunity for the City to coordinate the efforts of LPS and the community partners it supports to address crime and 
disorder in a more holistic manner. There may also be opportunities for LPS to work more directly with community partners in 
responding to low-risk calls that may not require the presence of a police officer, or that may benefit from the support of a community 
social worker or mental health worker.  

2. Intelligence-led
Policing and CompStat
Usage

LPS has internal data-analytics capabilities that support intelligence-led policing. There are opportunities to further this practice by: 

 Increasing its data analytics capacity with greater use of analytical tools. 

 Introducing a CompStat model to tie intelligence to decision-making and performance. 

 Employing a more coordinated, service-wide approach to using intelligence. 

3. Further use of
Civilians and CPOs

LPS employs civilians in several capacities, including as CPOs. There are opportunities to increase the role of civilians and CPOs in 
LPS, for example, by increasing the duties of CPOs to include traffic enforcement, and increasing civilian staffing in areas such as 
forensics identification.  

4. Streamline Shared
Services between the
City and LPS

There may be an opportunity to re-evaluate the division of shared services (e.g., finance, IT, HR) provided by the City and those 
performed within LPS in order to realize economies of scale, effect some cost savings / efficiencies, and promote consistent 
practices.  

5. Improved
Governance and
Relationship with City

There is an opportunity to improve the governance of LPS by: 

 Implementing a formal process to set policing priorities and report on performance. 

 Considering alternative City representation on the Commission. 

6. Dynamic or 
Staggered Shifts

LPS patrols currently run 12 hours each. There may be an opportunity to stagger patrol starts to increase coverage and 
responsiveness during peak times without increasing the patrol size. 
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The following table lists the opportunities identified for EDL along with a high-level assessment of their potential time to implement, and the relative degree to 
which they satisfy the evaluation criteria for prioritizing opportunities.9 

9 Note: The full legend is available on page 13. 

Implementation Benefit Level of 
Decision Cost Time Risk Efficiency Effectiveness Service Alignment 

1 
City-wide Collaboration to Address the 

Opioid Crisis 
L H H o ++ + o Council 

2 
Intelligence-led Policing and CompStat 

Usage 
L L M + ++ + o LPS 

3 Further use of Civilians and CPOs L L M ++ + + o LPS 

4 
Streamline Shared Services between 

the City and LPS 
L L M o o o o 

LPS/ 

Administration 

5 
Improved Governance and

Relationship with City 
L L M o + o ++

Commission/ 

Council 

6 Dynamic or Staggered Shifts L L M + + + o LPS 
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In recent years, many Canadian provincial governments including Alberta have been negatively affected by an escalating opioid crisis which has had significant 
impact on citizens and communities. The City of Lethbridge has been at the centre of the opioid crisis in Southern Alberta with overdose death rates at 19 in 
100,000, the third highest among Alberta cities. The highest number of deaths recorded in Lethbridge due to opioid overdoses was in 2018, when the city recorded 
32 deaths. 

The City, LPS and other first responder services (i.e., Lethbridge Fire and Emergency Services), and other community organizations have been on the front lines. 
This includes reviving people from overdoses, distributing overdose-prevention drugs, preventing and addressing crime, cleanup and prevention services and 
educating the public about the dangers of illegal opioid use. In particular, LPS has seen growing demands of service and focus on this specific issue, with total 
drug violations per capita increasing by more than 137% over the last four years.  

Most LPS calls for service in Lethbridge are non-
Social disorder, such as panhandling, vagrancy, public intoxication and drug addiction, is a large issue in the downtown area. Property crimes have also increased 
and is assumed to be driven in part by drug users stealing property to support their addictions. The social issues associated with drug addition are a significant 
drain on LPS resources. 

Lethbridge is piloting and implementing community-based solutions to address the crisis. There have been many strategies developed; however, there may be an 
opportunity for the City to integrate systems and coordinate strategies under one umbrella of oversight. The opioid crisis presents a challenge that no single 
agency can address alone. The efforts of LPS and the community partners it supports to address crime and disorder could be integrated and approached in a 
holistic manner.  There may also be opportunities for LPS to work more directly with community partners in responding to low-risk calls that may not require the 
presence of a police officer, or that may benefit from the support of a community social worker or mental health worker.  

In order to move toward a holistic approach, LPS, other City and government agencies, and not-for-profit agencies need to come together as partners to work 
together for all parties and direct attention and empathy to the problems at large, such as homelessness and drug addiction. This is a City-wide issue, not a 
policing issue, and as such, the City may need to play a central, leadership role in addressing the problem.  

A serious and complex issue that crosses over many facets of society (i.e., justice, public safety, health, and social) requires robust coordinated planning and 
decision-making across many partners, and accountability and transparency for taking planned action. Developing and successfully implementing a partnership-
based holistic approach to the Opioid Crisis may result in fewer calls for service to the Police, especially for drug-related events such as public disturbances as 
theft. A properly implemented strategy could also help the City reduce service demand across other services, such as ambulance services, emergency services, 
and hospital services. 



Lethbridge Police Service 

46 

 

© 2020 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International 
Limited, a private English company limited by guarantee.  All rights reserved.   

The opioid crisis has been the leading public health and safety concern for the City of Lethbridge. It has had large implications for many sectors across public and 
private life. There has been an increasing and significant strain on many agencies of government with the situation adding significant pressure to law enforcement, 
justice, public health, and welfare systems. With this understanding, the opioid crisis is not just a police concern but rather a city-wide issue. The table below 
explains how the crisis effecting the many facets of society and outlines the need to attack the issue from all sides through a collaborative, adequate systematic 
approach. 

Impacts Description 

Criminal Justice 

 LPS are increasingly having to respond to non-violent, drug-based incidents taking resources away from more strategic and serious or 
violent crimes. 

 Increase property crimes related to the opioid crisis as users try to find ways to finance their addictions.  

 Increases policing and justice system staffing and resource costs.  

bstance use 
disorders.  

Public Safety  
 The ongoing opioid crisis hotspot is considered in 
already viewed as the most unsafe area in the City. The opioid crisis has increased this perception. 

 Increasing petty crime and discarded needles and other drug paraphernalia in public places present a public hazard. 

Health 

 Emergency system resources are further drained by the increased 911 calls for drug incidents. This means that instead of responding to 
other emergencies, first responders are increasingly spending time stabilizing drug patients and taking them to hospitals. 

 Addicted users may find it difficult to fight and overcome the habit. In this context, increasing prevalence of opioid addiction and 
overdoses are seen in the medical center environment adding increasing financial strain on the health system. 

 Resource drain are seen in emergency rooms and hospitals as they treat opioid patients. Eventually, the epidemic results in higher 
insurance costs to cover the impact on medical resources. 

Social/Economic 

 Personal relationships and finances are severely affected because patients will do whatever they can to acquire more opioids. 

 Opioid addiction does not discriminate among occupations, socioeconomic statuses, or ethnicities.  

 Individuals struggling with addiction or deaths caused by overdose causes significant damage to the regional economy, both directly 
from lost spending, wages and productivity, and indirectly from lower labour force participation, employment and other trickle-down 
effects. 
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There has been a significant response to this crisis by many different agencies and organizations in Lethbridge. At City Council's direction several committees 
ent Business Unit has been 

working on several programs and initiatives.  

LPS has collaborated with these committees but integrated partnership and progress in addressing challenges that reduce crime and disorder have been fleeting. 
LPS has also launched its own internal programs: The Downtown Policing Unit and The Watch. Stakeholder engagement revealed that there have been 
challenges in integrating across service departments and their specific approaches to this public issue.  

Committees Description

Lethbridge 
Executive Leaders 
Coalition on Opioid 
Use  2016 

 Coalition of 16 local organizations across many sectors formed to improve the coordination of services to respond effectively to the 
opioid crisis in Lethbridge.  

 The goal of this group is to collaborate on a coordinated community approach to effectively address opioid abuse in Lethbridge. This 
comprehensive strategy includes Prevention, Early Intervention, Harm Reduction, Treatment and Rehabilitation. 

 The coalition includes representatives from: Alberta Health Services, Alberta Children's Services, Alberta Justice and Solicitor 
General, Canadian Mental Health Association, City of Lethbridge, Holy Spirit Catholic Schools, Lethbridge College, Downtown 
Lethbridge BRZ, Lethbridge Fire and Emergency Services, Lethbridge Police Service, Lethbridge Public Library, Lethbridge School 
District #51, Sik-Ooh-Kotoki Friendship Centre, Social Housing In Action, University of Lethbridge 

Finding Solutions 
Committee  2020

 Brand new committee with Terms of Reference being developed.  

 Focus on addressing the homeless and transient, many whom have mental health and addiction needs and are generally 
downtown.  Review of the services provided by the former supervised consumption site (i.e., ARCHES) and gaps as of a result of its 
closure.  

 Goal is to refer individuals to the proper supports and find ways to address gaps.  

 Members:  Downtown BRZ, Indigenous Recovery Program, Alpha House, City of Lethbridge Indigenous Relations Representative, 
City of Lethbridge Community Social Development Department, City of Lethbridge Recreation and Culture Department, City of 
Lethbridge Urban Revitalization, Lethbridge Public Library, Streets Alive, Canadian Mental Health, Sage Clan, Sweetgrass Youth 
Alliance, HIV, Community Link, Lethbridge Soup Kitchen, Lethbridge Metis Association, Friendship Centre/ Sik-ooh-Kotoki, The 
Watch, Blood Tribe Administration. 

 There are several community groups that are not represented, or underrepresented within the composition of these committee. 
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There are several strategies that have been developed over the last few years. Different bodies have either enacted or conducted this work and there appears to 
be a lack of collective integration of the strategies to coordinate optimal use of resources. For instance, there could be an overlap and duplication of resources that 
could potential be refocused and streamlined to better meet desire outcomes.  

Strategies Description

Community Wellbeing 

& Safety Strategy 

(CWSS)  2018 

Community Social Development completed a comprehensive process to develop a 5-year Strategic Plan based on research, data 
analyses, best practices, review of social impacts and social asset mapping and community engagement on how to address social 
issues in Lethbridge.  
The report found that often social issues go hand and hand with LPS service calls and directly impact policing costs. 
Research revealed that overall funding required to address the root causes is not an issue but rather a complete lack of system 
planning and integration of resources. Stakeholder engagement revealed an overlap and duplication of programs and initiatives 
with no central planning or coordination. A culture of silos has been identified. 
The 4 key concepts; Systems Planning & Integration, Collective Impact, Individual Wellbeing and Community Governance. 
Has not been implemented.  

Downtown Clean and 

Safe Strategy  2019 

City-
stakeholder confidence and provide education to citizens.  
Collaboration with various stakeholders including Heart of Our City Committee, Downtown, Lethbridge Business Revitalization 
Zone, Chamber of Commerce, Lethbridge Police Service, Diversion Outreach Team/Canadian Mental Health, and business and 
residents of Downtown. 

 Action Plan includes implementing a variety of programs across enforcement, security, outreach, cleaning, promotion, education, 
and environmental improvements.  

 Specific to opioid and drug crisis; suggests implementing a needle and drug debris collection program, Diversion Outreach Team, 
S.A.G.E Clan Patrol Team, Downtown Hot Spot Security, Public Facility Security, and the Downtown Ambassador Program. 

Community Led Drug 

Strategy  2019 

 A three phase process to build a community constructed and managed strategy to respond to the drug crisis in Lethbridge. 
 Phase 1: What We Heard Report, Phase 2: Multi-agency group develop specific community-driven strategy, Phase 3: Number of 

agencies reconvened to identify preliminary strategies and initial execution resulting in community committee with terms of 
references. 

Other City Services
Needle Pickup Hotline. 

 Park and local school trained in safe handling and cleanup of needle debris, including tracking and reporting.  
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Integration 

The City is implementing the recommendations made in the Community Wellbeing & Safety Strategy (CWSS). The CWSS utilizes a Hub Model framework which is 
designed as an upstream, interventionist approach to community safety and well-being. It integrates human service providers from multiple disciplines and sectors 
to collaborate around the improvement of outcomes. This collective approach aims to break down silos between government agencies and community 
organizations tackling the same problem by openly collaborating as true partners, integrating data & information sharing, strategically aligning activities, employing 
leading practices, and reducing duplication. CWSS objectives include making deeper in-roads and relations to addressing core issues related to the opioid crisis 
(e.g., societal and economic structural factors such as poverty, mental health and addictions, childhood trauma, lack of opportunity, and substandard living and 

ted in consistent touch points, trust, 
empathy and care. 

Canadian municipalities are increasingly adopting this Hub-model style approach to combat opioid crisis. For example, the City of Edmonton has put together an 
integrated framework that has brought a multi-disciplinary group together to start tackling some of the social issues and helping some of the vulnerable individuals 
in communities. The City of Fredericton Police Force has also adopted an integrated approach with community services in which a unit was created made up of 
two police officers and two social workers with specific specializations. Initial results indicate success and plans for expansion.   

Adopting the CWSS is an approach that could be considered by the City to address some of the root causes of substance abuse. However, this decision requires 
strong senior leadership buy-in and on-going, visible support. The City has an opportunity to prioritize the integration in order to take concrete steps in addressing 
this crisis.  
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The City may consider prioritizing the review of the CWSS developed by the Community Social Development Business Unit to understand how it may be 
practically implemented within the City. A task force that is led by senior City Administrators could help align and bring together city representative across areas 
such as justice, health, and social and welfare services.   

In future, the City may also consider integrated dispatch operations, where mental health and social workers work within 911 operations centres to help triage non-
violent drug and mental health calls, and divert such calls to appropriate resources, such as Crisis Diversion Teams. The City of Edmonton is evaluating this model 
and estimates that it may be able to divert up to 39% of its police calls for service.  

Next Steps  Framework: Governance and Long-Term Plan 

Task Force  

 Oversight committee that would have 
membership from all the key sector leaders 
and decision makers. 
Discussions with City Manager have begun to 
establish this body. 
The Task Force should be led by a senior City 
representative that has deep relationships with 
key City partners. 

Recovery of Continuum of Care Model  

Five pillars to prevent relapse and ensure long 
term success:  

Harm Reduction  Recovery Focus 

 Enforcement  Crime Suppression Unit, 
Drug Court, ALERT 

 Education and Prevention  Early 
Intervention, Children & Family ACE 
prevention, School-Based Triage/ Referral  

Treatment  Recovery Community 

Cultural Competency  Decolonization and 
self determination, Indigenous-led, City 
supported.  

Help Seeker Software 

 A platform that allows users to privately browse 
through community, provincial and federal 
health and social services, programs, 
resources, helplines and benefits for mental 
health, counseling, parenting, education and 
training, addictions, domestic violence, 
affordable housing, shelters, food support 
services and many other services. 

 Adoption of such a software could help social 
workers and police officers assist civilians who 
are high users of system services.  
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There has been a significant response to this crisis by many different agencies and organizations in Lethbridge.  At City Council's direction, several committees 
ent Business Unit has been 

working on several programs and initiatives.  

Actions 2021 2022 2023 2024 

1. Develop an action-oriented Task Force: Led by senior City officials that has 
representation across major City organizations that need to be partnered together to 
address the opioid crisis via a Hub Model Framework. 

2. Review and refine the CWSS: Get buy-in from partners or adjust the strategy to fit the 
needs of the partners  keeping in mind the objective is to help achieve improved outcomes 

performance of the CWSS programs. 

3. Develop Teams: Develop round-table teams of social workers, police officers, and first 
responders who can be deployed to assist manageable groups of at-risk citizens and 
persons. 

4. Frequent Touch Points and Monitoring: To discuss at-risk individuals to determine their 
past, their specific challenges, their needs and the approach to providing care and support.  

This opportunity does not have immediate, direct financial impacts.  If there is a significant reduction in the level of 911 calls and dispatched police officers, as is 
the early indication in Edmonton, there would be an improvement in efficiency and effectiveness of LPS resources.   

Risks & Constraints Probability Impact 

1. The Task Force may lack consistent, strong
leadership and appropriate representation from
stakeholder groups and partners.

Medium High 

2. Partners are unable to determine approaches to
share information across City and LPS software
and persons

Medium Medium 
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LPS has an opportunity to realize efficiencies and increase effectiveness through the development, deployment and increased usage of intelligence-led policing 
developed initiatives around development, deployment and use of ILP and CompStat. 

ILP is the use of police data to make informed decisions regarding policing strategies and operations. ILP combines crime analysis that identifies patterns and 
trend and field technology real-time reporting. IPL makes it possible for police services to assess crime and disorder issues in a timely manner and change the 
deployment and focus of police resources rapidly. Without accurate and timely ILP information, police services cannot deploy resources effectively, field personnel 
are ill equipped to target crime and disorder problems, and expensive resources are wasted. CompStat is an organizational policing tool that is rooted in ILP and 
establishes a model of internal learning and accountability based on timely monitoring of results of deployment and operational decisions. LPS already has some 
ILP capability and is aiming to implement CompStat starting January 2021.  

Data Servicing 

To expand its IPL capabilities and implement CompStat, LPS needs to establish the required information technology infrastructure to more efficiently gather, 
compile, clean, and store data. Crime data can then be used to analyze how to more effectively track crime and deploy officers more efficiently. LPS recently hired 
an experienced IT Manager who is managing the establishment of the required IT infrastructure. The IT team is building a data warehouse that can be used as a 
central database for the purposes of performing analysis, and developing reports and dashboards. The establishment of this data warehouse is expected to 
significantly reduce time required by analysts to manually gather, compile and clean data, leaving more time available for value-added analysis and reporting 
purposes. 

The IT Manager also plans to develop custom queries and applications that will expediate the gatheri
software systems, namely Intergraph (CAD) and Niche (RMS). These automated applications should also help reduce manual tasks currently performed by 
analysts in the gathering and preparation of data before being used for analysis and reporting purposes. Stakeholders informed that analysts currently spend a 
large allocation of time to gathering and preparing data. Automated queries should also leave more analyst time available for value-added activities. 

Analyst Capabilities  

LPS employs three analysts:  

 Administrative Analyst  provides analyst support to the executive leadership. 

 Crime Analyst  provides analyst support across the LPS. 

 Intelligence Analyst  provides analyst support to the intelligence group. 

 The activities being undertaken by the 
IT Manager should help expediate the preparation of data so that the analysts will have more time available for value-added analysis. 

LPS recently invested in the data analytics and visualization software Tableau. Currently, the analysts do not have strong capabilities in the software. Analysts may 
require training to use this software to increase their efficiency and effectiveness. Should the LPS be able to provide Tableau training to the analysts, the LPS may 
be able to develop smart dashboards, such as for hotspot zones, and reports that can be used for ILP and CompStat purposes by March 2020. 
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Analysts currently work in silos from each other. There may be an opportunity for the analysts to be brought together into an analytics unit to promote shared 
learnings and practices, cross-training and coverage.  

It would enable the LPS to become more proactive, intelligence-led and community-focused. However, the LPS needs to first internally develop infrastructure 
around data analytics to be able to effectively develop, deliver, and implement an intelligence policing and CompStat model.  
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This opportunity could proceed with the actions and on the timeline described below. City leadership would also want to be aware of the related constraints and 
risks associated with this course of action. 

Actions 2021 2022 2023 2024 

1. Define Crime Data: LPS needs to define the crime data that they would like to track and 
monitor within the data warehouse. Defining the crime data will enable LPS to set a 
frequency for updating the data warehouse within the defined data parameters. 

2. Full CompStat: This is currently planned for January 2021.  

3. Training and Support: Training and support for ILP and CompStat will need to be provided 
to analysts who are supporting the initiative, but also to officers and other staff who will need 
to begin to use the information provided through CompStat in their policing activities. 

4. Regular Monitoring and Meetings: ILP and CompStat should be evaluated regularly to 

Intelligence-led policing and the use of CompStat could help the LPS more efficiently deploy its police resources. While no direct financial impact can be assessed 
at this time, it is reasonable to assume that more efficient policing could lead to improved distribution of workflows and perhaps modest labour cost savings. 

Risks & Constraints Probability Impact 

1. 

The LPS does not have the IT knowledge to 
continue the ILP and CompStat initiative. Currently, 
the LPS has an experienced IT Manager; but 
should that person not be available, the LPS would 
find itself in a position with significant IT skills gaps.  

Low Medium 

2. 
Analysts are not properly trained to use Tableau, 
and do not work collaboratively to promote shared 
learning and analytics across the LPS. 

Medium High 
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LPS has a complement of police officers that is comparable on a per capita basis to other jurisdictions. There may be an opportunity to increase the effectiveness 
of those officers by directing their efforts to core policing activities by using CPOs and civilian employees more for non-policing activities. Lethbridge is seeing an 
increase in its crime rates. It may be possible over time to increase the number of police officers performing the work of policing to address the rise in crime without 

rformed by police officers and would most 
likely be accomplished over time as the need for increased resources arises. This opportunity could help LPS bend its cost curve and should be considered a cost 
avoidance rather than an immediate cost savings opportunity.  

Police officers are highly trained, receive higher salaries than many other positions, and require more equipment and on-going training. They are an expensive 
resource, and as such, police services in Canada have been increasingly using civilian employees, special constables, or peace officers to perform activities that 
are not considered core policing. For example, civilians now perform much of the records management and analytics functions within police services, and are often 
employed in forensic identification and community engagement units. Peace officers are used to enforce traffic laws, and address social disorder in targeted areas 
(e.g., parks, transit systems, downtown areas). The graph below shows the ratio of police officers per civilian employee in municipal police services in Alberta, and 
the national average ratio between 2014 and 2018. The data suggest that, while LPS has already incorporated a number of CPOs and civilians into its 
organization, it may have additional opportunity to do so. LPS lags behind both the provincial and national averages for municipal police services serving 
populations over 15,000.  
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LPS has made significant progress in increasing the civilian-complement of its police service. The addition of CPOs to support the downtown beat is one significant 
example.  

LPS has identified opportunities to replace a police officer at the front desk with a CPO, and use a CPO to perform commercial vehicle enforcement. The table 
below identifies these two opportunities, as well as opportunities to use CPOs in traffic enforcement, perform the community resource liaison role, and to support 
school resource officers. The potential to use CPOs more was developed in consultation with LPS.  

Current Police 
Officer FTEs 

Potential for CPOs 
FTEs 

CPO FTEs being 
Considered by LPS 

Additional 
Opportunity for CPO 

FTEs 

Front Desk Service 1 1 1 0 

Traffic Enforcement 8 4 1 3

Community Resource Liaison 1 1 0 1 

School Resource Officers 6 2 0 2

Total 16 8 2 6 

In addition, there may be opportunities to replace some of the police officers working in the Forensic Identification Unit with civilian employees. This was noted in a 
2019 review of the Forensic Identification Unit. The table shows that LPS expects 5 of the current 8 positions within the unit could be civilianized.  

Current Police 
Officer FTEs 

Potential for Civilian 
FTEs 

Forensic Identification Unit 8 5 

Total 8 5 
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Considering the police officer positions that could be performed by CPOs or civilians, LPS could refocus up to 13 police officer FTEs on core policing activities. 
 and would put it below the national and provincial averages for municipal police services. 

If LPS were to match the Alberta average ratio of 2.3, it would refocus 8 police officer FTEs. These two scenarios present a reasonable range of 8-13 FTEs for 
LPS to consider civilianizing.  

The table below illustrates the approximate potential cost avoidance if LPS converted 13 FTEs from police officers to CPOs and civilians over the next four years. 
It assumes a differential in salary and benefits between police officers and non-officers to be approximately $49,000 per year based on information obtained from 
the 2019-2022 budget.  

Illustrative 
2021 

Illustrative 
2022 

Illustrative 
2023 

Illustrative 
2024 

Illustrative 
2021-2024 Total 

Positions converted to CPOs (FTEs) 2 2 2 2 8 

Positions converted to civilians (FTEs) 1 1 2 1 5

Total positions converted (FTEs) each year 3 3 4 3 13 

Cumulative positions converted 3 6 10 13 13

Assumed differential in salary and benefits 
per FTE 

$49,000 $49,000 $49,000 $49,000 $49,000 

Illustrative total cost avoidance $147,000 $294,000 $490,000 $637,000 $1,568,000
Source: Derived from information contained in the City of Lethbridge 2019  2022 Budget, and FTE estimates provided by LPS.  

Service would likely improve with 8 to 13 police officer FTEs refocused on core policing.  
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Increasing the use of CPOs and civilians would occur over time as LPS demonstrated a need for additional resources to meet growing demands due to population 
growth and crime rates. City leadership would also want to be aware of the related constraints and risks associated with this course of action. 

Actions 2021 2022 2023 2024

1. 
Identify or confirm positions suitable for civilianization. 
Reclassify positions with unions involved.  

2. 
Determine any additional CPO authorities required for the 
positions identified. Note that LPS has already applied for 
additional authorities for CPOs for the downtown beat. 

3. Replace police officers in identified positions. 

This opportunity could yield avoided costs of approximately $637,000 annually in lower salaries and benefits.10 

10 Source: Derived from information provided by the City of Lethbridge staff. 

Risks & Constraints Probability Impact

1. Unions may not accept changes. Medium Medium 

2. 

CPO increase authorities warranting increases 
in compensation and training, which diminishes 
the value of using CPOs instead of police 
officers. 

Medium Medium 
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between the City and LPS in delivering these services. 
 considered manager-level or above. Ratio of management 

to staff is 1:5. This span of control is on the low end of appropriate ranges identified in leading practice documentation for positions and roles that may have more 
transactional activities and tasks. 

A City-directed independent workload review the City understand the specific tasks 
performed by corporate services staff, including if a task is unique to LPS or common across both LPS and the City, and how busy or utilized staff are with their 
time. Furthermore, such a review could help assess the value of automating existing manual tasks and processes. Tasks would need to be identified as unique 
functions to the police service or common administrative and/or transactional functions that could be delivered within or outside of the police service.  

 Unique  Tasks that require the use of specific space or software, or police-specific technical skills, may necessitate that a task is unique to 
the police and thus requires a position within the police to manage the task. For example, managing policing software. 

 Commo hose that are transactional, such as 
spreadsheet work, bookkeeping or basic IT helpdesk support, could reasonably be maintained and/or managed by a third party (i.e., the City). 

Stakeholders interviewed suggested that most staff may have a mix of unique and common tasks within their roles and responsibilities.  

ion, Financial Services Section and 
Human Resources Section. LPS also has 

The organizational structure of each above identified service area is described in the table below. 

Information Technology Section Financial Services Section Human Resources Section Facility & Vehicle Maintenance Unit 

 7 positions, 7 FTEs 
 1 IT Manager 
 1 IT Service Coordinator 
 1 IT Service Desk 
 2 Police System Administrators 
 2 Police System Administrators 
(paid by PSCC) 

 3 positions, 3 FTEs 
 1 Finance Manager 
 1 Finance Technician 
 1 Quartermaster 

 4 positions, 3 FTEs 
 1 HR Manager (on leave) 
 1 HR Administrative Assistant 
 1 Officer Recruiter (0.5 FTE) 
 1 Civilian Recruiter (0.5 FTE) 
 A City-seconded HR position to 
cover for HR Manager on leave 

 10 positions, 8 FTEs 

 1 Facility Coordinator  
 1 Police Maintenance Worker 
 4 Caretaker - Full time 
 4 Caretaker  Casual (2.0 FTEs) 

During the stakeholder engagement process, discussions were held with LPS to discuss the various Corporate Services and Maintenance Unit services delivered 
internally by LPS. Discussions were also held with representatives from Finance, Communications and IT from the City.  
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The tables on the following pages summarize discussions from LPS and City stakeholders.  

Information Technology (LPS: 7 positions, 7 FTEs) 
LPS The LPS is currently in the process of making significant changes in the way it uses data and analytics to deliver policing services (i.e., ILP 

and CompStat). There is presently a significant need for enhanced IT application and development knowledge and skills. The police also 
manage their own help desk. 

City  LPS receives network support from the City for infrastructure such as fibre optics, phone and printers. The City also provides help desk 

The City informs that they do not have excess resource capacity to manage higher IT workload volumes.  
Summary There does not appear to be significant opportunities to streamline IT across the City and LPS. 

Communications (LPS: 1 FTE; City: 5 permanent staff) 
LPS .  
City including traditional media and social media. 

The City has one communications professional that provided coverage within LPS while their communications person was on leave.  
Summary There may be an opportunity to improve collaboration and interaction between the City and LPS communications staff. This may help both 

organizations better manage the consistency and coordination of communications, as well as provide LPS with cross-trained resources to 
call upon as may be required when its sole professional is on leave.  

Facility & Vehicle Maintenance Unit (LPS: 10 positions, 8 FTEs; City: 26 permanent staff) 
LPS The LPS have specialized vehicles, with many modifications and technology features. However, there may be non-specific repair tasks 

division of 
police specific mechanic work and non-specific rep

City Fleet Services maintains police vehicles. 
Summary There may be an opportunity to explore reducing LPS FTEs performing fleet maintenance duties and transfer these responsibilities to Fleet 

Services. It assumed this effort would require an increase in effort on the part of Fleet Services and may not yield significant cost savings. 
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Finance (LPL: 3 positions, 3 FTEs; City: 35 permanent staff) 
LPS size of the LPS. 
City The City relies heavily on business unit office and/or finance managers to ensure that financial information and data continues to be entered 

procedures are followed. 

Finance area from a financial control compliance and financial reporting perspective. 
Summary There does not appear to be significant opportunities to streamline Finance across the City and LPS. 
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Actions 2021 2022 2023 2024

1. Targeted Workload Analysis: Conduct targeted workload 
services functions to understand the workload placed on staff within corporate services, the nature 
of the tasks (i.e., unique/technical versus common/functional/transactional), the division of duties 
across managers and their support staff, and the ability to leverage support staff in the place of 
managers. Furthermore, understand where there may be duplication across the LPS and the City, 
and where the City may be able to provide corporate administrative services at a lower cost. 

 Information Technology 
Finance 
Human Resources 
Maintenance Unit 

 This opportunity does not have direct financial impacts through immediate cost savings or revenue generation.  

corporate services with fewer managers and 
more junior staff, or simply with fewer staff.  

 There may be efficiency gains from removing duplication of effort across core administration functions performed by both the City and LPS. Improved efficiency 
could translate into positive financial outcomes and be expected to generate some modest cost efficiency / improvement. After the workload analysis, the City 
and LPS may want to set a modest cost improvement target of $100,000+ annually. 

Risks & Constraints Probability Impact

1. Service level quality is reduced across any of
the corporate services currently being managed
internally.

Medium Medium 
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There may be an opportunity to strengthen the governance relationship between LPS and the City. Some interviewees expressed concerns that communication 
between the City and LPS in the past has not been as transparent and constructive as they would like to have seen. This has contributed to concerns about the 
accountability of LPS to the City and its citizens. Specific concerns noted were: 

 Council is not consulted on annual policing priorities. The establishment of policing priorities is the responsibility of the Lethbridge Police Commission as 
established in the Alberta Police Act. In practice, many municipal police commissions formally consult City Councils as part of setting annual priorities. Such 
exercises can provide Council, the Commission and the Chief to have a conversation about the challenges facing the City, and priorities to address them, and 
the overall outcomes citizens should expect with respect to policing. This can contribute to a greater collective understanding of policing priorities.  

 LPS does not use a performance management framework to report on work related to priorities, and progress towards achieving desired outcomes. 
-2022 Business Plan, for example, lists objectives and actions across five areas (People, Crime, Technology, Community, Processes). Similarly, the

2019 Annual Report identifies accomplishments across the same area. However, neither include outcomes with performance indicators. They are not as 
effective as they could be at conveying what the police service is trying to accomplish through its actions, and the impact of the actions taken. Improved 
measurement of performance, particularly in relation to annual policing priorities, could build trust and aid budget conversations between the Commission and 
Council. 

In addition to improving the communication of priorities and performance between 
representation on the Commission to strengthen coordination and collaboration between the two organizations. The Alberta Police Act allows Council to appoint 
two representatives on the Commission. Common practice is to appoint two representatives from Council. However, Council has the option to appoint members 
from City Administration to act on its behalf. This may be of interest for two reasons: 

 Obtain City-specific skills and expertise. The Commission uses a skills matrix to help it identify the types of individuals that it wants as members such that 
they can lend specific expertise or experience and promote a well-rounded and competent governing body. While Council appoints all Commission members, 
the matrix enables the Commission to communicate the types of individuals it would like Council to appoint. Council members appointed to the Commission 
bring a particular perspective related to the interests of Council. However, they do not necessarily have technical knowledge of City operations. There may be 
an opportunity to use one of the Council positions on the Commission to appoint a senior official  from City administration that can contribute knowledge of City 
operations or priorities in the areas of emergency management, communications, or community well-being.  

 Reduce the burden on Council. Councillors are represented on many boards, commissions, agencies and associations. Reducing the number of Council 
members appointed to the Police Commission may help reduce the burden on Councillors from such volunteer appointments.  

It may be reasonable to expect that Council will want to work with the Commission to strengthen communication through priority setting and performance reporting 
before reducing its direct involvement on the Commission.  
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lso want to be aware of the related 
constraints and risks associated with this course of action. 

Actions 2021 2022 2023 2024

1. Propose to the Commission that the Commission and 
Council meet annually to discuss performance against 
outcomes, challenges and priorities for policing. The 

consideration as it develops its annual policing plan. 

2. Propose to the Commission that it develop a performance 
management framework that defines policing outcomes 
and performance indicators, and that it reports 
performance results annually.  

3. Consider appointing a City representative from 
Administration in place of a second Councillor on the 
Commission.  

Greater focus on priorities, outcomes and performance may increase service effectiveness. 

Risks & Constraints Probability Impact

1. Commission does not want to increase its
involvement of Council in the establishment of
policing priorities.

Low Medium 

2. Council perceives that it can direct priorities or
that priorities are operational and not stated as
outcome-oriented.

Low Medium 
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The existing scheduling model for police officer does not align with -
hour shifts that begin at either 6:00  7:00 AM (i.e., day shift) or 6:00  7:00 PM (i.e., night shift). Police officers rotate four days on, four days off.  The collective 
agreement also stipulates the accruement of earned time off (i.e., extra vacation time) from overtime hours worked. The accrual of the earned time off and the 
conversation of that time logged into extra vacation time is a by-product of the existing shifting model. 

Currently, the Crime Suppression Team works one Saturday every four weeks and CIS officers are on call over weekends. LPS leadership has begun to explore 
changing CIS schedules, for example work, one weekend per month to provide better coverage. Working weekends would need to be negotiated through 
collective agreement bargaining processes. 

t standard practice in a municipal police 
service. The condition gridlocks the LPS into an inflexible scheduling environment, which further exacerbates the backlog of calls and strains resources as calls for 
service rise in Lethbridge. Shift and schedule parameters have been contractually tied into the collective agreement between the City and the Police Association 
since at least 2003.  

This stipulation in the collective agreement has produced challenges within LPS, including: 

 Misalignment of supply of police patrol officers to meet demand for service.  

 Police patrol officers working too many hours on an annual basis, resulting in the accrual of earned time which is then banked as overtime or vacation time. 
Patrol officers are expected to work 2,080 hours annually, and they accrue between 92  116 hours annually in earned overtime or vacation time.  

 Each year, each officer must complete a significant training course load. As per the collective agreement, training workshops need to be scheduled during a 

The goal of staggering policing shifts is to improve service levels, more efficiently allocated the workload of the police, provide more manageable shift schedules 
for officers, and reduce labour costs borne by the City.  

Service Impact 

Scheduling more police officers during peak demand hours could improve service levels and policing outcomes. It may enable the service to deploy resources 
more efficiently, respond to calls quicker, and better manage and schedule ongoing training needs. 



Lethbridge Police Service 

66 

 

© 2020 KPMG LLP, an Ontario limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International 
Limited, a private English company limited by guarantee.  All rights reserved.   

Context 

In 2015, LPS began looking at different models for patrol deployment. LPS invested in an independent consultant study on the workload of patrol operations and 
an optimal scheduling system. The report identified that LPS has not properly correlated their police resources to align with the timing of peak demand from calls of 
service. 

The graph below shows the number of calls for service dispatched based on day and time. There is more variation by time of day than day of week for most of the 
week. Generally speaking, 3:00 AM to 8:00 AM are considered low demand times and majority of calls for service are between 11:00 AM  10:00 PM. However, 
the current shifting model has the same resource allocation regardless of when demands occur, leading to inefficient allocation of resources.  Aligning staff to peak 
demand periods may lead to better response times and shared workloads among patrol members. 

Source: Derived from information provided by LPS.  

Sometime after 2015, the City challenged the Police Association through arbitration to attempt to try to amend or circumvent the scheduling terms and conditions. 
The arbitrator determined that neither party had invested enough in trying to resolve the dispute through negotiation.  

Scheduling discussions have continued in the form of a working committee that includes two members of the LPS and two senior Police Association members to 
work towards agreement on shifting changes. There are tentative plans to launch a pilot project of a staggered shifting model, starting in 2021. The pilot project 
would run for 2021, and if successful continue into 2022 and beyond. 

The pilot project contemplates allocating two officers from the 6:00/7:00 PM  shift to a 4:00 PM shift on a rotating basis.  
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Outcomes of the pilot project should verify the anticipated benefits of staggered shift start times to the new shifts. The 
outcome of the pilot project will be important as it will guide decision makers to take the next steps. In order to make this change permanent, the data will have to 
be convincing of everyone involved.  Changes must be acceptable by membership, management and the Association. The long-term goal would be to create a 
specific unit dedicated to start at 4:00 AM/PM. 

The Association has supported the pilot on assurances that it would not change the nature of the accrued earned time. Agreements have not yet been formalized 
in writing and executed. 

Leading Practices 

Leading practices in policing globally encourage a move away from rigid boundaries to enable a more fluid, dynamic staffing model to respond best to demand and 
need, address workload imbalances, improve information-sharing, and reduce duplication of effort and/or gaps matching patrol shifts to workload by making 
officers available when they are most needed.  

Staggered shifting is guided by evidence and is about matching patrol shifts to workload by making officers available when they are most needed. In addition to the 
context of Lethbridge, it could also lead to better well-being of employees by reducing the number of night shifts for each officer. By shifting a few officers of a 
patrol unit to start earlier rather than later, it augments the day shift patrol team that is working that afternoon providing resources when their necessary rather 
when they would not be (e.g., when calls for service are low, 5:00AM). 

Other Issues  

The current shifting schedule has resulted in significant difficulties in getting members to attend training. The training unit has struggled with staffing on teams and 
many members pick up or drop training modules. Prior to collective agreement amendment in 2003, there was 40 working hours required per year for the purposes 
of training during regular duty. There used to be dedicated training day, 5 days per year allowed the service to meet provincial training standards and 
requirements. It also did not take away officers from normal daily duties. The terms and conditions of the collective agreement has diminished t
efficiently train sworn officers, which has ultimately led to higher costs and fewer desired outcomes. 
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The plan for implementing a change to the Police Association collective agreement could be based on the following. City leadership would also want to be aware 
of the related constraints and risks associated with this course of action. 

Actions 2021 2022 2023 2024 

1. Formalize Pilot: Document the pilot and the terms and conditions of the pilot project. The LPS 
may consider designing a performance management framework to assess the outcomes of the 
pilot. 

2. Run and Monitor Pilot: Run the pilot over the duration of 2021 and monitor the success of the 
pilot against the metrics outlined in the performance management framework. 

3. Assess Pilot Success: Assess the success of the Pilot, if successful, consider negotiating 
with the Association to continue the Pilot. If not successful, consider negotiating with the 
Association to try a revised pilot model. 

4. Collective Agreement Bargaining: While not connected to the pilot project, the City should 
invest resources and effort into negotiating the forward-looking scheduling terms & conditions 
with the Association. 

Staggered shifting could help the LPS more efficiently deploy its police resources at appropriate times. While no direct financial impact can be assessed at this 
time, it is reasonable to assume that more efficient police scheduling could lead to improved reduced labour cost because of reduced earned time off can be 
banked as overtime or vacation time. For example, a reduction of overtime hours by 10% would equal out to approximately 2,500 hours. At a rate of $50 per hour, 
this may equate to savings of $125,000. 

Risks & Constraints Probability Impact 

1. Ability to implement this opportunity is limited by
the collective agreement, and there are no
guarantees that the change will be accepted by
the Association.

Medium High 

2. Pushback from membership on the elimination
of earned time off.

Medium Medium 




