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PRIVATE October 30, 1978 

Mr. S. R. Harper 
Chairman . 
Board of Commissioners of Police 
The Regional Municipality of Waterloo 
134 Frederick Street 
Kitchener, Ontario 
N2G 1~,G3 

Dear Mr. Harper: 

.. : .. -
•• -:.: ••• -n .... 
•• • • • • 'f _ : 

-':'.:0 ___ " 

We are pleased to present our report on "A Review of the Current and 
Potential Future Usage of Support Personnel in the Waterloo Regional 
Police Force". This report is submitted in accordance with the 
terms of reference set out in our proposal dated April 14th, 1978. 

Our report is written in two volumes. Volume I describes the model 
approach that we developed to determine the potential for using 
support personnel in police departments/forces. Volume II discusses 
the application of this model approach in the Waterloo Regional 
Police Force • 

In Volume I, Section I, we outline the study objectives, work 
program and approach used, and acknowledge the assistance we have 
received in this study. Section II reviews our research into the 
employment of support personnel in police work. In Section III, we 
present the model approach used to identify potential areas of 
employment for support personnel. In Section IV we discuss key 
considerations in the decision to hire support personnel. 

In Volume II, Section I, we review the basic research previously 
discussed in Volume I, and describe trends in the employment of 
support personnel, including the acceptance of support personnel in 
the Waterloo Regional Police Force. In Section II we review the 
existing utilization of support personnel in the force. In Section 
III we identify postions with potential for the appointment of 
support personnel. Section IV reviews a strategy for implementation 
of our recommendations. 
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As a result of our study we have determined that the existing 
support personnel in the Waterloo Regional Police Force are 
effectively utilized, and that there are additional opportunities to 
employ support personnel. We believe th~t the general acceptance of 
non-swo~n personnel by serving police officers in the force 
indicates that there is a real potential to develop this important 
resource. We consider that additional support personnel can 
con~ribute greatly to the development of the W~terloo Regional 
Police Force. 

We wish to acknowledge the excellent co-operation received from the 
officers and support personnel staff of the Waterloo Regional Police 
Force. 

We are pleased to have had the opportunity of assisting the Board of 
Commissioners of Police for the Regional Municipality ·of Water100 in 
this important study. 

Fll\l 
MI\I~W!CK 

f',' 'I )I\!<TN[ r~s 
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I - INTRODUCTION 

SUMMARY OF OUR APPROACH 

Much discussion has taken place on the general topic of 

the role of non-sworn personnel in police work. The increasing 

costs related to police work, paralleled by the increasing pressure 

to control expenditures, have caused many police forces to expand 

the number of support personnel, thereby freeing trained, exper­

ienced police officers to concentrate on pure law enforcement 

respon~ibilities. 

Several police departments have been successful in 

achieving a high level of utilization of civilian support persortnel. 

Many of the ideas reflected in this report have resulted indirectly 

from the experiences of these police departments. However, other 

views expressed here represent our opinions, based on a careful 

analysis of legislation, operating procedures, policing theory, arid 

the views of serving officers. 

In this report we desclribe a model approach to deter­

mining the potential for increasing the number of civilian. support 

personnel within a police department. It is generally accepted 

amongst the police community that, within certain limits, there is a 

significant opportunity to employ civilian personnel. Almost with~ 

out exception police departments report favourable results from their 

efforts to integrate support per~onnel into the operation of their 

departments. We anticipate that the approach outlined in this report 

will provide many police departments with an effective method of 

I-I 
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analysing areas where civilian personnel could effectively perform support 

duties to assist the police in the performance of their role. 

In this report we will discuss many issues, concerns and views 

expressed by the police community concerning the possible use of support 

personnel to assist in police work. We believe that although much 

discussion and effort has been made by members of the police community, few 

satisfactory and comprehensive approaches to civilianization have 'been 

developed. In the context of the overall issues facing the police community 

at this time, 'we hope that the model approach discussed in this report will 

provide some assistance in this important area. 

STUDY OBJECTIVES 

The Board' of Commissioners ~f Police of the Regional Muni~ipality 

of Waterloo asked Peat, Marwick and Partners to review the current: ~nd 

potential future usage of civilian support personnel in the Waterloo, 

Regional Police Force. This review. was intended to: 

examine the use of civilian support personnel 

in other police departm~nts/forces 

develop criteria flor determi,ning posiJtions 

which could be filled by civilian personnel 

develop an overview of ",the pot~~tia1 advantages 

of civilianization 

develop an effective method of identifying 

specific jobs which civilians could perform in 

the Waterloo Regional Police Force 

analyze the existing complement and "job range" in 

the force in order to ide~tify opportunities for 

immediate civilianization 

1-2 
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assess the appropriateness of the current 

civilian staff levels. 

After completing our analysis we prepared an implementation 

program, and a schedule for this implementation based on priorities de­

fined by the Board of Commissioners of Police and the senior police 

officers of the Waterloo Regional,Police Force. 

WORK PROGRAM 

Exhibit 1, opposite, illustrates the work plan developed to 

realize the objectives of this study. We divided the work plan into 

three phases: 

• Phat;;~ I: the identification of overall 

possibilities for the im.troduction of additional 

civilian personnel 

• Phase II: the examination of the present and 

future utilization of civilian personnel in 

the Waterloo Regional Police Force 

• Phase III: the preparation of an implementation plan. 

Phase I: The Identification of Overall 
Possibilities for the Introduction of 
Additional Civilian Personnel 

In this Phase we reviewed the use of support personnel in other 

police forces" In order to develop a reasonable cross-section of recent 

experience we developed a questionnaire which was circulated to 116 

police departments in Canada, the United States and the United Kingdom. 

Early in ou); study we determined that one "of the major factors in the 

potential to use civilian support personnel in police work was the size 

of the police force. The majority ofaepartments contacted served 

1-3 
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a population base of between 200,000 and 400,000 people. (At this time 

the Waterloo Regional Police Force serves a population base of 

approximately 2.9,5,000 people.) In order to test this hypothesis that the 

use of civilian personnel was, in fact, directly related to the size of 

populat~on served, and therefore to the'basic police complement) we also 

circulated the questionnnaire to a number of smaller and larger cities in 

order to evaluate their ~xperience with civilian personnel. 

RespoJ.\se to this questionnaire was both encouraging and 

relevant. In fact the number of responses from Canada and U.S.A" was 5,8%, 
1,.\ 

which is high for a survey of this nature.. We received a consolidated ,. 

"p-port from the Association of Chief Police Officers of England, Wales and 

Northern Ireland reviewing the use of civilians in police service in the 

U.K. 

At the end of this section of this report we acknowledge the 

participating police forces/departments. 

In addition to developing and distributing the questionnaire we 

also reviewed background literature on the use of civilian support 

personnel in police departments. This material assisted in identifying 

other examples a!"d experiments in various police departments. Appendix. A 

to this report contains a summary bihliography of material used during 

the study. 

The third area of immediate study in this initial overview was 

the review of legal and statutory requirements governing the use of 
civilian personnel in police work. Our $tudy concentrated on a review of 

the Police Act in effect in the Province of Ontario and also on the 

Criminal Code of Canada. 

Criteria for Civilianization (Cy 

Having re'l,iewed the application of civilian support persom'lel 

in other police departmentsl forces and the legal constraints on emp1.9ying 

civilian personnel we developed a set of crit.eria to assist in ide~:dfying 

<) ,.. 
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potentid areas where c:i.vilian personnel might be introduced. These 

criteria are in four areas: 

Community considerations 

Professiofial issues 

Operational factors 

Economic considerations. 

On completion of Phase I we held a review meeting with the 

Chairman of the Board of Commissioners of Police and Chief of Police, 

Regional Municipality of Waterloo, to review the overall potential for 

the increased employment of support personnel and to discuss the 

potential impact on the operation or the force. 

Phase II: The Examination of the 
Present, and Future Utilization of 
Civilian Personnel in the Waterloo 
Regional Police Force 

In this Phase of the project we examined the existing 

complement of the Waterloo Regional Police Force to identify potential 

areas for future civilianization and also to assess the appropriateness 

of the current support personnel manpower levals. 

In order to analyze existing positions we developed a method of 

evaluating jobs to identify in percentage (%) terms the potential for 

civilianization. This analysis was based on both structured interviews 

and also a review of detailed job descriptions. 

In order to determine the effectiveness of existing civilian 

manpower levels and utilization we analyzed all existing civilian jobs 
Cl 

and determined the current and anticipated work flow factors and any 

plal'ine'g system-changes which would impact on staff levels. This en­

abled us to determine an, optimum number of civilian staff re\~uired to 

meet the s:ervi .. ce levels defined for each occupation. 

Pf·P.T 
MI\!~WICK 

'.NflPI\[~TNERS 
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Having determined these specific responsibilities of members of 

the force we applied each of the criteria developed in Phase I to 

determine the potential of each job for civilianization. From the data 

developed during our analysis we were able to evaluate the current 

utiliz~tion of civilians in the force •. In Vol~me II of this report, we 

commen\:. on the appropriateness of the overall civilian sl\?port staff 

levels in the Waterloo Regional Police Force and on particular jobs where 

productivity might be improved by reallocating, combining or eliminating 

of functions. 

After determining which jobs might be held by non-sworn 

personnel we were able to quantify potential COl;\t savings resulting from 

reclassifications of salary level's. In addition we were able to 

determine certain priorities for change. 

As a result of our analysis we were able to identify three 

categories of jobs within the police department. These were: 

Specific jobs with the immediate full potential 

for direct replacement of s~orn officers by support 

personnel 

Positions which, subject to the rearrangement of 

basic job responsibilities and the combination of 

duties could develop into either pure support or 

pure police functions 

Positions which should not, at this time, be filled 

by non-sworn support personnel. 

Phase III: Preparation of an 
Implementation Plan 

In this phase of the study we were able to assess the impact of 

our recommendations and to agree a strategy for implementa~ion. This 

involved the identification of priorities, the development of time scales 

PEI\T 
MMWICK 

N,IJPI\RTNERS 
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and an approach to introducing support personnel. 

.REPORT STRUCTURE 

This report has been structured in two volumes. Volume I - A 

Model Approach, discusses the general approach to, and experiences of the 

employment of support personnel in police work. It contains 4 sections. 

Section II discusses the background to the employment of 

civilian support personnel in police work. It discusses five broad areas: 

The historical perspective of employing non-sworn 

personnel in police work 

The advantages of employing non-sworn personnel 

The general experiences of police departments in 

employing· civilian support personnel 

Legal constraints on the employment of non-sworn 

personnel 

The overall potential for the use of non-sworn 

personnel. 

Section III discusses a model approach to identifying potential 

areas of employment for non-sworn personnel. 

Section IV discusses a number of key considerations in the 

decision to replace sworn officers by non-sworn support personnel. 

Pl,:I\T 
MI\RVVICK 

f,NflPAATNfRS 
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Volume II af this report deals with the specific application of 

the general principles discussed in Volume I in the Waterloo Regiond 

Police Force. 
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II - BACKGROUND TO THE EMPLOYMENT OF 

CIVILIAN SUPPORT PERSONNEL IN POLtCE WORK 

INTROD.uCTION 

The accumulated experience of police departments/forces in the 

employment of support personnel has generally been good. Our survey 

indicated that the majority of police departments now view civilian 

support personnel as an integral part of their police force. With few 

exceptions the integration of support personnel at one level has been 

successfully achieved. We comment later in this report, however, on the 

potential to build on the satisfactory base of clerical, maintenance, 

communications and tran.spo-rl~ation staff. This will require the 

development of an adequate career structure and will result in the 

introduction of professional. and technical, supervisory, middle and 

senior management positions for support personnel. 

The Use of the Terms Sworn Police 
Personnel and Administrative 
and Technical Support Personnel 

In this report we differentiate total police force complement 

into two categories: 

Sworn police personnel 

Administration and technical support personnel. 

It is important to define each of these categories of employee. 

Sworn Police Personnel 

This phrase is used to refer to those individuals in a Police 

Department who are authorized to make arrests and have poliae 

officer status under the applicable provincial or federal· law or 

act. 
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The Police Act of the Province of Ontario (Revised ~ 
Statutes of Ontario, 1970, Chapter 351 Section 64 -

Paragraph 1), requires that every person appointed to be 

a Chief of Police, other Police Officer or Constable 

"spall before entering on the duties of his office, and 

every special Constable when thereonto required, take and 

subscribe an oath of office." 

Administrative and Technical Support Personnel 

This phrase is used to indicate non-sworn personnel 

and usually refers to all other personnel (other than 

sworn police personnel) employed by a police department. 

Traditionally the phrase Civilian has been used to designate 

non-sworn personnel. We consider this vhrase inadequate and 

inappropriate as it is derived from a military, war-time environment. 

Although the basic organizational model for police departments is based 

on a structured, hierarchical chain of command, we suggest that the 

phrase Administrative and Technical Support Personnel better defines the 

role of non-sworn personnel in the day-to-day operation of a police 

department. By definition the function performed by non-sworn personnel 

is to support or assist in the primary function of a police department, 

that of law enforcement. 

We recommend that the term Administrative and Technical Support 

:JPersonnel be used to describe the non-sworn personnel complement of a 

Police Force. This phrase is used consistently in the remainder of this 

report. 
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THE EMPLOYMENT OF SUPPORT 
PERSONNEL IN POLICE WORK 

Before discussing the model approa(lh to determining opportunities 

to employ support personnel, it is important to review five factors which 

have a direct bearing on the appro~ch ~e have: developed. These factors 

are: 

The historical perspective of employing support personnel 

The advantages of employing support personnel 

The general experiences of Police Departments/Forces 

Legal constraints 

The overall potential for the use of support personnel. 

Discussion of each of these factors follows. 

THE HISTORICAL PERSPECTIVE 
OF EMPLOYING SUPPORT PERSONNEL 

Although our research has identified a number of successful 

examples of support personnel working in police departments in the early 
, 

20th Century, the real progress has its origins in the Second World War 

and the immediate Post War period. The traditional historical role of 

" ,Police Officers:1 was in both pure policing/law enforcement, and support/ 

administration~: This often involved clerical support work and mechanical 

and maintenance functions. The post-war growth in the employment of 

support personnel was based directly on the role that civilians had 

played in the war-time emergency situation, when civilian personnel 

performed many of the duties previously performed by sworn police 

officers. This in turn freed up many police officers for active duty. 

The continued interest in employing support personnel in the 

immediate post-war period was based on three factors: 
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difficulties in the recruitment of police officers 

the positive experience of tAe employment of support 
!l \\. 

;, 

personnel 

the need to improve operational efficiency in relation 

to escalating costs. 
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These reasons are still, in part, relevant today. The employment of 

support personnel in non-law enforcement functions is primarily intended 

to release sworn police officers from administrative duties not requiring 

the full exercise of police powers of arrest, training and physical 

capabilities. 

In general, the successful experiences of the innovative 

police forces in the use of support personnel has resulted in many other 

Departments following and adapting these early examples. We are aware 

th'rough the tnany references in the background literature and also as a 

result of our questionnaire of a number of successful programs and 

initiatives. We believe, however, that the overall success has been 

limited because there is no adequate method for developing a planned 

approach to the employment of support personnel. This has resulted in 

variations in the employment and utilization o,f support personnel. Few 

guidelines exist, and we have been able to review only one major, 

substantive work of reference in the area of the employment of support 

personnel. This is a report entitled "Employing Civilians for Police 

Work," prepared by the, Urban Institute, Washington D.C. This report, 

produced in May 1975, refers to the use of support personnel in two types 

of activity: 

support functions of communication, identification 

and detention 

community service officer programs. 

Undoubtedly other studies exist and other methods have been developed. 

Many Police Departments have successfully determined their own requirement 

for support personnel through the careful analysis of their operations. 
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In general the use of support personnel has increased 

rapidly in the last twenty-five years. The Urban Development 

Institute study showed that in 1950 7.5% of the total complement of 

police forces in the U.S. was comprised of support personnel 

compared with 13.2% in 1972. 

Our survey has indicated a changing pattern in the use of support; 

pursonnel. Increasingly the opportunities to achieve significant cost 

savings are disappearing as many police forces have already replaced sworn 

officers by support personnel in such functions as communications, records 

and accounting. We have determined two major recent trends. These are: 

We have determined two major recent trends in the employment of 

support personnel: 

the introduction of professional and technical 

personnel into law enforcement support functions 

the appointment of support personnel to supervisory, 

middle, and senior management administrative positions. 

In the context of this report the term professional and 

technical is used to designate personnel who received additional 

training beyond high school graduation. Examples would be that of a 

p'Cofessional accountant, a graduate planner, or a graduate in business 

administration. 

Structure of a Police Force 

Exhibit 3, opposite, illustrates the basic structure of a police 

department. In thiD report we examine the opportunity to hire support 

personnel to work in each of the three functions shown: pure police, 

related support and pure support. 

(J 
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EXHIBIT 3 

STRUCTURE OF A POLICE DEPARTMENT 

PURE POLICE 
FUNCTIONS 

• Patro! 

• Intelligence 

• Investigation 

• Ope-raticns 
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RELATED 
SUPPORT 

• Research 

• Property 

.' Indentification 

• communi.cations 

• Courts and Summons 

• Prisoner Escorts 

• Planning 

PURE SUPPORT 
FUNCTIONS 

• Records 

• Administration 

• Accounting 

• Data Processing 

• Personnel 

• Maintenance - Building 
and Plant 

• Maintenance - Fleet 
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EXHIBIT 4 

I 
RELATIONSHIP OF SIZE OF FOROE POPULATION SERVED 

I AND USE OF SUPPORT PERSONNEL I 
I POPULATION POLICE SUPPORT PERSONNEL I 
I GROUPING DEPARTMENT AS % OF TOTAL POPULATION I OOMPLEMENT 

I -I 
500,000 Metropolitan Toronto 19.9 2.2 Million 

I I 
I 1 

200,000- Durham Region 14.6 243,800 I 500,000 Halton Region 21.4 226,145 
":' 

Hamilton - Wentworth Region 16.3 408,466 

1 Niagara Region 17.3 362,388 

Peel Region 17.9 401,300 

I Water.1oo Region 16.9 291,164 

York Region 13.0 ZQ8,701 

London 29~8 251,146 I" 
0-200,000 Sudbury Region 16.8 166,767 I 

Windsor 11.5 196,069 I Brantford 22.0 68,809 

North Bay 20.5 50,818 

I Peterborough 14.6 59,500 

Sarnia 56,000 
/) 

10.2 

S&ult Ste. Marie 16.0 82,000 I " 

Thunder Bay 13.8 109,558 

I 
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The specific st'ructure of each police department will vary 

in that the actual division of functions may report to the chief of 

police through either 2 or 3 deputy chiefs. Alternatively some 

functions shown in the related support group may be considered as part 

of the operations function while some other functions in related . 
support may be included in pure support. 

The essential factor underlying Exhibit 3 is, however, to 

show that there are areas 'Alhich are directly related to the day to day 

functioning of the operations branch where a support person may 

effectively be used. Traditionally support personnel will be found in 

the clerical and manual trades areas of th~'~ure support functions. As 

the c.rf4H.tability of support personnel has grown, and senior officers 

in!,,;? 'op'arational function have established a level of confidence in 

~uppott personnel, so the range of potential duties has increased. 

Most forces responding to our questionnaire had successfully 

introduced clerical support personnel into the basic pure support 

functions shown in Exhibit 3. 

Future Trends in the Em~loyment 
of Support Personnel 

In the future many police departments will increase the 

number of support personn~l working in each of the three areas 

outlined above. Our research has indicated that the one key variable 

controlling the opportunity to employ support personnel is the size of 

the police force. Exhibit 4, opposite, illustrates the relationship 

between size of police force and the population served and the current 

use of support personnel. 

The figures contained in exhibit 4 are based on the Annual 

Report (1977) of the Ministry of the Solicitor General, Province of 

Ontario. It should be noted, however, that these figures identify 

total support per,sonnel on police department complement. No consisten.t 

II-6 
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pattern has been developed for the use of support personnel and these 

figures include different functions and occupations. For example the City 

of London and Hamiltonl Wentworth figures include a gar~6~/fleet 
'" maintenance function within the Police department. Equally the City of 

london and City of Brantford police departments currently utilize support . 
personnel in the court security/prisoner escort functions. 

Pressur~s Facing ~lice Force Management 

Generally the larger the police department is, the more opportunity 

there is for specialization of functions. The increasing complexity of the 

management issues facing police departments will result in the need for 

additional management resources. 

are primarily related: 

The pressures on modern police managers 

the need to control and limit the operational costs of police 

departments 

the increasing complexity of crime, and the growing social 

pressures on the police department. 

Both of these factors will require new management initiatives. The 

increased emphasis on sound financial management will require greater 

sophistication in financial planning and control and general administration. 

In addition the operating budgets for many police departments ate now 

rigidly controlled, and increases in manpower complement are limited. Many 

police departments are currently changing from a reactive form of policing 

to preventative methods. There is therefore a ve'ry real need to free as r, 

many highly trained, skilled and experienced sworn officers from 

adminstrative duties to allow them to concentrate on law enforcement 

responsibilities. 

These f&ctors will, in our opinion, result in increased 

opportunities to employ support personnel in management, technical and 

professional functions in the police department. In addition we believe 

that police officers, in general, are now prepared to accept support 

personnel in many of the related support functions shown in Exhibit 3. 

Later in this report we discuss the opportunities for support personnel to 

work in ident'i.fication, prisoner escorts and planning. Until very recently 

these functions had been considered exclusive to sworn police personnel. 
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TijEADVANTAGES OF EMPLOYING 
SUPPORT PERSONNEL 

The traditional advantage in employing support personnel 

has been one of economics. In many ],nstances professional police 

officers had been performing duties ~'hi~h did not require their level 

of expertise or training. In additioln the recent increases in sworn 

police officers salaries and related benefit costs focused attention 

on improving productivity and reducing overhead operating cost. 

Although this basic, underlying principle is still 

partially valid, it is debatable whether significant savings can now 

be realized in the majority of police departments. The major 

opportunites for large scale employment of support personnel have 

already been realized by replacing swc)rn officers in communications, 

records and the major clerical functicms in adminstration. The future 

potential for the employment of suppot:,t personnel lie in the limited 

number of professional and technical, and supervisory, middle and 

senior appointments. We have determined that potential cost savings, 

which had traditionally been seen as the major reason for replacing 

sworn officers with ,support personnel,' are now seen as a secondary 

benefit. 

The single, most significant advantage identified during 

our sv.rvey was that the use of support personnel freed sworn police 

officers from routine administrative tasks and enabled them to 

concentrate on their true professional role in law enfo~cement. 

This clearly has an important benefit in that it will improve the 

morale and motivation of the professional police officer. 

Another significant advantage is that the specific 

skills and expertise required in 'certain specialist support 
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functicl'Q,s may be better developed in adminstrative and technical support 

personnel. Support personnel could, potentiallY3 have received extensive 

training in a specific skill in a number of other business enviromnertts. 

This related skill and experience could be very beneficial to police 

management. A specific example might be in the area of budget and financial 

planning where a number of new techniques could greatly assist police 

managemertt in the preparation of their annual budget package. 

Equally the employment of support personnel may result in improved 

operational effectiveness. There is some eviden,ce to suggest, for e,xample, 

that female radio dispatch personnel perform better in dispatching than male 

police officers. Several police communication experls have commented that 

the female voice carries more clearly over the airways. 

In summary there would appear to be four major advantages 

in employing support personnel: 

IJf,/1.T 
MI\[?WICK 

IliI'l )1\1~rNf.I~S 

freeing of sworn police officers from routine 

adminstrative tasks to enable to them to concentrate 

on law enforcement responsiblities 

the potential to reduce overall costs 

the potential to improve the skill and_,expertise of 

available manpower by employing specialists in all 

areas 

the resultant improvement in service levels to the , 

connnunity. 
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THE GENERAL EXPERIENCES OF POLICE DEPARTMENTS 

Both the review of the literaturle and the analysis of the 

questionnaires clearly showed that pol~ce departments have generally had good 

experiences in employing support personnel. 

In our survey we asked respondents to itiC1;icate the problems that 

they have experienced in the use of civilian personnel. We identified 8 

factors which traditionally have been seen as problems in the employment of 

support personnel. These factors are: 

staff turnover 

absenteeism 

morale of support staff 

relationship with 6worn police officers 

pay 

conflicts between support personnel 

training 

potential for career advancement 

Exhibit 5, opposite, illustrates the response to the survey. We 

asked each respondent to indicate their experience in terms of 3 levels; 

si.gnificant, limited or no problem. 
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In Exhibit 5 we have shown the survey response in percentage 

terms for these 3 levels for each problem. The table is divided 

between, respondents from Canada and respondents from the U.S.A. (It 

should be noted that the consolidated report received trom United 

Kingdom did not identify specific problems.) Exhibit 5 shows that 

81.3% of respondents experienced st~ff turnover problems, 79.2% 
, . i 

experienced problems regarding career advancement. 

Discussion of Problems Associated 
with the Employment of Support Personnel 

Later in this report we discuss in detail specific issues 

and recommendations to overcome the related problems in a number of 

areas. It is, however, important to discuss in general te~s each of 

these problems as they directly reflect the experiences of police 

departments. 

1. Staff Turnover - Many police departments have indicated 

that they have experienced significant problems with. 

staff turnover of support personnel. Several reasons have 

been discussed by members of the police commuriity for this 

turnover including: 
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shift work 

the employment of low level clerical employees 

problems associated with mobility of employment 

problems associated with pay. 
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Police departments have compared l staff turnover for support personnel 

with the traditional low rate of turnover or ~ttrition for sworn 

police personnel. By the very nature of polic~ work, the stringent 

recruitment standards and testing, apd also as a result of the 

probationary period, staff turnover of sworn police personnel is 

relatively low. This has been further emphasized by the recent 

advances in pay levels for professional police officers. An estimate 

obtained from one police department indict.ted that above 5% annual 

turnover of of sworn police personnel (including retirements and 

termination for disability reasons) would be unusual. 

The turnover of support personnel, particularly in the clerical 

level, cannot' be measured by the same criteria. While we were 

impressed by the level of interest and commitment of support 

personnel, few of the clerical support personnel regard police work 

as a long term career. To date they see limited opportunity for 

career advancement. 

The turnover rates for support personnel identified in the Waterloo 

Regional Police Force were consistent with the experiences for 

clerical staff turnover in industry and commerce. It should also be 

remembered police force experience with support personnel is 

relatively new and the nucleus of long service employees is still 

being developed • Thus we were able to identify a number of employees 

with three - five years of service with the force and a decreasing 

percentage of employees who had shot't length of service. 

, 
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This indicates that a police department experimenting with 
-/ 

the employment of support personnel must anticipate an 

initial high rate of staff turnover. We anticipate some 

normalization of turnover after a number of years. It must be 

accepted, however, that the turnover rate of support 

personnel will potentially always be higher than that of 

sworn police officers. It is also apparent that with 

experience police departments are better able to recruit and 

supervise support personnel which in turn leads to a lower 

turnover rate. 

2. Career Advancement - This problem is closely related to 

the problem of staff turnover and also to the tradional 

role of support personnel in police service. The study 

in the United Kingdom indicated that 85% of all support 

personnel are in the lower clerical grades. Tradition­

ally in the majority of police departments few clerical 

supervisory or section supervisor positions have b~en 

developed and made available to support personnel. Thus 

in many instances the records or accounting section will 

be headed by"a sworn police officer. Only recently have 

police departments identified senior support personnel to 

perform a supervisory role. We believe that the problem 

of career advancement can be overcome but that this will 

only happen when a potential career path is available 

and accepted by senior police personnel. We have already 

commented that we see this issue as one of the major 

factors in the next phase of employment of support 

personnel. 

3. Absenteeism - Many of the comments already made in the 

area of staff turnover are also directly relevant to the 

problem of absenteeism. Traditonally absenteeism rates 

for sickness and personal reasons have been low for 
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professional police officers. In contrast many of the problems 

identified in absenteeism of support personnel reflect the 

experiences of industry and commerce with clerical employees. The 

concerns of pblice officers reflect their awareness of the need to 

improve the sense of commitment and interest of support personnel 

in police work. This is one of the major chaUs.nges facing the 

police community in employing support personnel. We deal later in 

the report with the need for improved training and greater sense of 
involvement for support personnel. 

4. Pay - Problems related to pay are derived from two basic 

issues. These are the relationship of support personnel 

pay levels with the pay levels for professional police 

officers and also the relationship of pay scales 

in the police department s.nd the community at large. 

The pay scales for support personnel must ref.lect the 

basic duties and responsibilities ~f each job. Few police 

departments have developed effective job evaluation 

methods and comprehensive job descriptions to adequately 

determine effective pay scales. Traditionally the 

salaries for support personnel have been negotiated 

independently and little attempt has been made to relate 

levels of salary with corresponding positions in industry. 

As support personnel have achieved reasonable and 

satisfactory levels of compensation the major problem in 

attracting qualified manpower has been overcome. The 

majority of police departments, however, lack the means 

and experience in conducting salary surveys for equivalent 

positions .in the clerical and management work force. In 

the majority of instances the pay scales for support 

personnel are related, however indirectly, to the pay 

scales for sworn police officers. This is inappropriate 
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in that the market for relevant skills lies outside of the 

police department, in equivalent positions in industry and 

the public service sector. 

Support Personnel pay is also directly related to the 

traditional reason for employing support personnel~ That 

is to reduce operating overhead costs. This has inevitably 

resulted in a feeling of dissatisfaction amongst support 

personnel. 

5. Morale - The review of literature on support personnel, 

and the results of our survey, indicate that the issue of 

morale of support personnel is directly related to the 

role that support personnel play in police departments. 

Equally the morale of support personnel can be improved 

by a level of acceptance amongst police officers. Only 5 

police departments in our survey indicated that there was 

a problem in the relationship of sworn police personnel 

and support ,personnel. In discussion with many police 

officers we have encountered a genuine acceptance of the 

role of support personnel. Obviously there will be 

exceptions. In general, however, we anticipate few major 

problems in broadening the scope of responsibility for 

support personnel. A gradual process of change will 

result in broadening acceptance. 

PEI\T 
MI\RWICK 

AtIDPI\RTNERS 

The morale of support personnel that we talked with 

during our study was excellent. Our major concern in 

this study has been to review the potential for support 

personnel to function in poli~e departments. In 

subsequent sections of this report we discuss ways in 
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which the morale of support personnel can be improved and 

an even greater sense of integration can be developed. 

6. Training - Training of suppor~ personnel has traditionally 

been inadequate. With a few exceptions, the majority of 

police departments have provided basic "on the job" 

training. Few police departments have developed adequate 

induction training programs for support personnel and 

very little emphasis has been placed on explaining the 

overall function of the police department in the law 

enforcement process. Equally, with the exception of 

their own department and responsibility, few support 

personnel that we met understood the various funqtions 

and responsiblities of other departments in the police 

force. 

7. Relationship with Sworn Officers - Several aspects of 

this issue have already 'been discussed under number 5 -

morale. The majority of civilian personnel that we talked 

with felt a great sense of pride in the police 

department. They enjoyed working with sworn police 

personnel and felt that they were well accepted. Our 

survey supports this basic belief~ and indicated few 

real areas of conflict. 

There are certain basic issues within the relationship 

between sworn police personnel and support personnel that 

must be resolved. Three major issues affect the 

relationship of sworn personnel and support personnel. 

These are: 

.·The issue of light duty assignments for injured police 

officers. 
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• The problem of job security for sworn police personnel. 

• The potenCial for disruption of operatiorts and police. 

services by the withdrawal of ,support personnel through 

third party intervention. 

As with all change, the acceptance of employing support 

personnel depends on time. Many of the early changes in 

police departments are now accepted as matter of fact. 

An example would be the use of female support personnel 

in dispatch. It is now common for police departments to 

use female dispatchers and the majority of police 

officers accept this development. 

8. Conflict; l3etween Support Per'sonnel - None of the 

respondents to our survey indicated any significant 

problems between support personnel. 

!.ummary of General Experiences of Police Departments 

In summary it would appear that the majority of police departments 

are well s~tisfied with the job performance of support personnel. The 

problems encountered are primarily management problems. The employment of 

support personnel requires that police departments adopt differertt management 

style for support personnel. The traditional rank structure and para­

militaristic disciplinary processes used for sworn personnel have not proven 

to be effective in motivating and controlling support personnel. 

the uneuccessful examples of employment of support personnel h8ve 

all shown indications of inadequate management policies and procedures. The 

Urban Development Institute study illustrates a number of key isues related 

to training, supervision, selection criteria, low pay levels and inadequate 

definition of job responsibilities. These inevitably result in high turnover 
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and performance-related issues such as absenteeism and high 

incidence of sick days. A number of our survey respondents 

indicated that that there were inadequate procedures for diseipline 

and performance managament of staff support personnel. The trials 

procedu~e governed under Regulation 680'under the Police Act of the 

Province of Ontario affects only sworn police personnel. 

SUpervision and Management 
of Support Personnel 

We believe that the experiences of many police departments , 

indicate that the current supervision and man:~gement processes and 

procedures are inadequate. In order to effectively supervise 

support personnel a different management style must be used and new 

human resource management programs developed. These include: 

comprehensive job descriptions and an adequate 

method of job evaluation 

a defined disciplinary process and performance 

management program 

new standards of performance and appraisal. 

For. several reasons we believe that staff support 

P~'~'\"onnel in clerical and manual functiotie; should be supervised by 

other support personnel. This provides both an adequate career 

progression route and also e~perienced clerical supervision. It is 

possible to suggest that sworn police officers lack experience in 

supervising clerical employees. Although many police officers have 

proven ab~litYJ adequate supervisory training and a genuine 
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interest in supervision and management of other police officers, few 

sworn officer supervisors have supervised clerical employees. The 

management style and skills required to supervise support personnel 

will be different from supervising sworn police officers. We consider 

that individual and group unit producth-ity will improve if clerical 

support'supervisors are introduced. 

LEGAL CONSTRAI~TS 

The major determining factor in the use of support 

personnel is whether the specific job responsiblities require the full 

exercise of police authority as defined under the Federal, Provincial 

or Local law. The definitions contained in this section of the report 

are based on the Police Act of the Province of Ontario. It is relevant 

to briefly summarize a number of points within this Act. These points 

will be discussed later in this report. 

Composition of a Police F~rce 

Section 23 - 1 of the Act states that every person employed 

in a police force is de,emed to be a member of that force. Under Part 2 

of the Act, Section 8, every municipality that provides and maintains a 

police force and has a population of more than 15,000 people according 

to the last municipal census should have a Board of Commissioners of 

Police. Section 14 - 1 defines the structure of .. a police force in a 

municipality having a board as: 

"The police for<::,~ ••• shall consis t of a chief of police 
and such other police officers and such constables 
assistants and civilian employees as the Board 
considers adequate, and shall provide with such 
accomodation, arms, equipment, clothing and other 
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things as the Board considers adequate." 

All members of the police department are subject to the 

Board of Commissioners of Police. Section 17 - 1 of the Act 

defines the Board as being : 

"Responsible for the policing and maintenance 6rcc
"­

law and order in the municipality and the members 
of the police force ~re subject to the government 
of the Board and shall obey its lawful direction. 

Every member of the police force of a municipality 
however appointed, is, from and after the passing of 
a by-law establishing a Board, subject to the 
government of the Board to the same extent as if 
it were appointed by the Board." 

Powers of a Police Officer 

The powers of a police officer are defined under Part 6 

of the Act. Section 54 defines the constable's power to act 

through the Province of Ontario. 

"Every Chief of Police, other police officer and 
constable except a special constable or by-law 
enforcement officer, has the authority to act as a 
constable throughout Ontario. 

Section 55 
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"The members of police forces appointed under part 2, 
except assistants and civilian employees, are charged 
with the duty of preserving the peace, preventing 
robberies and other crimes and offences, including 
offences against by-laws of the Municipality, and 
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apprending offenders, and laying information before 
the proper tribunal, and prosecuting and aiding 
in the prQsecuting of offenders, and having generally 
all the powers and privileges and are liable to all 
the duties and responsibilities that belong to 
constables." 

Under Section 64 - 1 of the Act every person appointed to 

be a Chief of Police, other police officer or ~onstable shall 

before entering on the duties of his office, and every special 

constable, take and subscribe an oath of office. 

Special Constables 

Under Section 67 of the Act a county court judge, a 

district court judge or a provincial judge may, by written 

authority appoint any person to act as a special constable for such 

period, area and purpose as he considers expediant. Under Clause 

3 Section 67 every appointment as a special constable is subject to the 

approval of the Ontario Police Commission. 

Bargaining and Representation 

In Part 2 of the Act, Section 28 membership in a trade 

union is forbidden. 

"A member of a police force shall not remain, or become a 
member tlf any trade union or any organization that is 
affiliated directly or indirectly with a trade union." 

As already defined under Section 23 - 1 every person 

employed in a police force is deemed to be a member thereof. Under 

S'ection 29 a majority of members of a police force may express the desire 

';0 enter into bargaining with either a Boa~d or the Council of the 
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Municipality with a view to make an agreement in writing to define, 

determine and provide for remuneration; pensions, sick leave credit 

gratuities, grievance procedures or working conditions of the members of 

the po1.ice force other thltn the Chief of Police and any Deputy Chief of 

Police, except for such working conditions as are governed by regulations 

made by the Lieutenant Governor in Council under this Act. Where not less 

than 50% of the, members of a police force belong to an Associ,ation notice 

of intent or desire to bargain shall b~ given by that Association. In 

terms of the Police Act an Associ~tion is defined as a association limited 

to one police force and having amongst its objectives the improvement of 

conditions of service or remuneration of members of that force. 

Section 69 of the police Act deals with any individual 

attempting or causing disaffection amongst members of a force. 

"Every person, including a member of a police force 
who 
( a) 

(b) 

( c) 

causes or attempts to cause or does any act 
calculated to cause, disaffection amongst 
m6mb~rS of a police force; 
induces or attempts to induce, or does any act 
calculated to induce a member of a police force 
to withhold services or commit a breach lof 
discipline; or 
being a member of a police force, withholds his 
services, is guilty of an offense and on, summary 
convic,t:ion is liable to a fine or not more than 
$500.00 or to imprisonment for a teLm of not more 
than one year or to both." 

Section 71 of the Police Act defines police cadets as 

members of a police force. 
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Section 72 of the Act outlines the scope of regulations 

fot' the control of police forces in Ontario. These regulations may 

be made by the Lieutenant Governor in Council and influence 

(a) The Government of police forces and governing of 

the conduct, duties, suspensions and dismissal of 

members of the police force. 

(c) Governing the qualifications for the appointment 

of persons to police forces for their promotion. 

(f) Prescribing the minimum salary or other remuneration 

and allowances to be paid to members of police 

forces. 

The regulations to the act are: 

Regulation 678 - Arbitration 

Regulation 679 - Equipment 

Regulation 680 - Discipline and Trials 

Regulation 681 - Responsiblity for policing 

Regulation 780/73 - Rank, structure and insignia 

The discipline and trial procedure defined under 

Regulation 680 of the Police Act appears to be limited to sworn 

personnel. Section 51 reads: 
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"Where a constabl,'a or other police officer 
is charged with an offense against the 
code" 
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And Section 6 reads: 

"Any constable or other police officer may lay 
a complaint before a Chief of Police or any 
other officer designated by him under Section 3." 
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The inference of these two statements is that the disciplinary 

process defined under Regulation 680 is not designed for all members of a 

police force~ It would therefore appear that either each individual police 

force should develop an adequate disciplinary process for support persOlClnel 

or alternatively the Police Act of the Province of Ontario should be modified 

to include an additional regulation outlining disciplinary processes for 

support personnel. 

Summary of Legal Constraints 

~e have selected the key sections of the Police Act as 

they affect the employment of support personnel in the Province of 

Ontario. As defined only a serving sworn police officer, or a 

special constable who has also sworn a similar oath, has the powers 

of arrest and apprehension. Members of a police force in the 

Province of Ontario are restricted in their ability to join a trade 

union but may be represented in the bargaining process by an 

association. This association will represent all employees of the 

police force, whether sworn personnel or support personnel. All 

employees of the police force are defined as members of that police 

force. The Police Act as currently structured prevents many of the 

potential risks of employing support personnel. One major concern 

expressed by many police officers is the potential risk of 

operational breakdown as a result of the withdrawal of support 

personnel from key areas. 'l'his would not appear to be legally 

possible within the Province of Ontario. 

There are three major legal considerations in the 

employment of support .personnel. These are the definition of job 
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responsiblities and the requirement for full law ertforcement powers 

including 

the power of arrest 

the limitation of the right to strike 

the admissability of evidence as a key witness 

We have already dealt with issues related to the first 

two factors. As the scope of responsibilities of support personnel 

broadens into law enforcement support functions such as 

identification, research and surveillance it is likely that 

non-sworn personnel will be required to appear as expert' witnesses 

in a court of law. Legal precedents already exist for non-sworn 

personrtel appearing as expert witness in the prosecution process. 

Assuming that a su~port person holds an approved, 

authorized certificate of proficiency fro~ an accredited police 

college we see no reason within the Criminal Code of Canada to 

prevent that person from presenting evidence before a court of law. 

As the individual acquires experience and training we believe that, 

assuming competency, their evidence will be accepted. This issue is 

discussed later in Volume It of our report with particular reference 

to the area of identification technicians. 

THE OVERALL POTENTIAL FOR 
THE USE OF SUPPORT PERSONNEL 

In summary we believe that there is considerable poten­

tial to broaden the scope, of support personnel in police work. In 

the future we anticipate a growing acceptance of, and commitment to 

the idea of employing non-sworn personnel in senior positions within 

the police force. Through6ut this section of the report we have 

stressed the wide acceptance of non-sworn personnel in basic cleri-
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cal support functions. The overwhelming evidence as a result of our 

study is that the 6uccessful and gradual integration of support per­

sontiel into the po~ice community will result in the further broad­

ening of their responsibilities. 

It is important to briefly summarize areas where we 

believe civilians could, and should, be employed~ We have divided 

these into clerical and manual, professional and technical and man­

agement positions. In addition ~e comment on the relationship of 

pure administration, related support functions and pure policing 

functions. 

We realize, and accept, that many of the opinions con-

tained in this section are open to discussion. It is also evident 

that any of the positions outlined in this section will depend on 

the size of police department/force and also on the available skills 

within the community. In addition the manpower requirements and 

II-26 

needs of every police department are varied, although the central law 

enforcement core activities will be common. For example some police 

departments may be actively developing computer and EDF systems and may 

potentially be of sufficient size to employ a full time systems analyst and 

programmer. Conversely other police deparatments may be using external 

consul tants or government centralized agencies to assist in ~,he development 

of similar $ystems and may rely totally on external resources. 

Clelical and Manual 

The following clerical and manual skills could 

effectively be provided by a civilian support personnel: 
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records maintenance and computer terminal operators 

ra<iio dispatch 

receptionist responsibilities 

manud trades (carpenter, plumber, electrician) 

cleaning and janitorial services 

vehicle maintenance 

cooking 

gardening 

accounting and purchasing 

payroll 

jail orderlies 

store keeping property and supply 

... purchasing 

station security guard, police facility guards 

prisoner transportation 

traffic control duties 

traffic operations nnd parking tickets 

keypunch operators 

computer operations personnel 

Professional and Technical 

With a few notable exceptions police departments have 

been reluctant to hire support personnel in the professional and 

technical areas. We have identified, however, an increasing trend 

in the larger police departments towards hiring professionally 

qualified support personnel. These include: 
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accounting and budget officers 

personnel officers 

systems analysts 

computer programmers 

planning analysts 
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research analysts 

management systems specialists 

helicopter pilots 

Identification Technicians 

The majority of the professional and technical personnel 

are directly related to pure administration. We suggest that there 

is real potential to use support personnel in a number of related 

support functions. We anticipate support personnel performing many 

of the responsibilities currently performed by sworn police offi­

cers. This will result in freeing these police officers to concen­

trate on pure policing resonsibilities. 

The Waterloo Regional Police Force has already hired 

support personnel to work as identification technicians responsible 

for dark room and fingerprint filing and analysis. It is 

anLicipated that in time, and with sufficient training and 

experience, the identification technicians, will work with existing 

identification officers in the field in scene of crime and 

investigatory work.. The non-sworn identification technicians were 

recently accepted into the identification course at the Ontario 

Police College. With this level of specialist expertise and skill 

training, and with the gradual development of a sound basis of case 

e~perience work we believe that support personnel can develop into 

fully qualified field identification officers. 

We accept, however, that this will take time and we do not 

recommend staffing of the identification function exclusively with 

non-sworn support personnel. For career progression reasons we 

recommend that sworn officers should still have the potential for 

working in the identification function prior to placement in the 

detective function 

Domestic Crisis Intervention Co;~msellors 

Another interesting, and signi.Hcant, use of profes~ional 

and technical support personnel is in the area of community domestic 
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crisis intervi~ntion counsellors. The use of qualified, professional social 

workers to ass:ist sworn officers in the important area of domestic crisis 

represents an ideal example of the potential to use support personnel 

effectively. The domest:i.c crisis i.ntervention counsellors should normally 

be fun-time members of the police deptlrtment and work on a 24 hour shift 

basis suppleme:nting the efforts of sworn police officers. 

We t'ecommend that in order to achieve the complete integration the 

crisis intervention counsellor should attend all briefing meetings prior to 
I, 

the beginning of a shift. Also the role of the crisis intervention officer 

should be fully explained to all members of the force. In the example in 

London, OntarilD and in the research fOr the new Waterloo Regional Polic(;! 

Force Pilot PrOject the level of acceptance of crisis intervention 

counsellors by sworn police personnel has been very high. Their role is seen 

to be complementary to that of the law enforcement officer. 

Management Positions 

Management positions in general divide into three levels! 

supervisory management 

middle management 

senior management 

We consider that there is the potential to employ non-

sworn support personnel in each of these levels. This will, in 

part, introduc.e potential career advancement for non-sworn person-

nel. We have determined a number of potential superviso'ry positions 

including records supervision) accounting function ~upervision, communi­

cation dispatch supervision and supervisory positions in prisoner escort 

security and summons and warrant service. 
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We also anticipate the appointment of a number of middle 

management support personnel in police departments. We have iden­

tified, dependent on the size of force, a range of functional head 

positions which would include accounting mana~ger, personnel manager, 

EDP manager, transportation and maintGnance manager, stores manager. 

By definition the number of senior management appointments 

will be limited. We are aware that a number of police departments 

have already appointed senior administrative support personnel. We 

anticipate that in medium a'nd large size police departments (i.e. 

total complement of 250+) a non-sworn administrator could replace 

the Deputy Chief of Police - Administration. The management and 

administrative skills necessary to effectively control a modern 

police department are, t() a large extent, similar to the skills 

needed in industry and commerce. Sworn police personnal have often 

made excellent administ1cators but, by virtue of their career train­

ing and progression, they have lacked adequate exposure to sophisti­

cated management procedures and systems. Senior police officers have 

only recently been exposed to modern management training techniques. 

It is our opinion that the majori'ty of senior police personnel would 

welcome the assistance of a senior management administrator in their 

force. We believe that this individual should have equal status to 

the Deputy Chief Operations. 

positions Requiripg More Extensive Study 

There are a number of positions in the majority of police 

departments which we believe could be filled by support personnel. 

These positions are: 

\ 
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chief of police 

community relations 

communication personnel (complaints handlers) 

front desk receptionist 

court security and assignment officers 

cadets 

planning and crime analysis 

use of support personnel in law enforcement investigation 

use of external resources 
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There remains however, some concern and debate within the police 

community about the future of these positions. Briefly we will discuss each 

and expres~ an opinion. 

Chief of Police 

Technically our interpretation of the Police Act for the Province 

of Ontario indicates that the Chief of Police should have the power of 

arrest. We believe that, in time, it will be possible to appoint a 

non-police ofHcer as a Chief of Police. This would require that the 

individual sweBlr an oath as a special constable. We anticipate the 

appointment of a non-police officer as Chief in medium to large size 

police departments. The peculiar requirements of the Chief of 

Police include administrative ability, public and community involve-

ment and leadership and an understanding of the law enforcement 

process. We believe that, with adequate training and experience, a 

"civilian" could function effect~vely as ghief QfPollce. 

Community Relations 

As the emphasis in law enforcement shifts from reactive 

to preventative policing the relationship between the police and 

the community it serves changes. We recommend that community rela­

tions should remain the exclusive responsibility of sworn 

personnel. The community expects, and antici~~ates, that the police 

force be represented by a professional police officer. This is-' 

particularly true in junior and high school education programs 

where the power of the uniform is a major factor in acceptance. We 

see little adveq'!.:age in non-sworn personnel acting as an inter­

mediary between 'the community and the police force. If the 
'1'; 

community is to trust and accept its police department it must have 

direct contact with law enforcement representatives. We recommend, 

however, that the administrative and clerical support of all 

community relations programs (i.e. the processing of block parent 

applications, the scheduling of school visits) should be performed 

by clerical support personnel. 
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The comments in the above paragraph do not limit the 

potential for a civilian Chief of Police. We realize and accept 

that this development is realistic within a 5 - 10 year future and 

during this time period we expect both the general community and 

also th,e police community to accept the idea of a civilian head of 

the police department. 

Communications PeEsonnel - Complaints Handler 

The idea of support personnel in radio dispatch is now 

gener~lly accepted. With a few notable exceptions this wor-ks well. 

In discussions with members of the police community differing views 

were expressed on the potent:ia1 to employ support personnel in com­

plaints handling. At the ona extreme it was considered that the 

experience of police officersl in handling calls was essential in 

certai.n inst~nces. Thus it is quite common for long service police 

officers and sergeants commanders' to operate as complaint handlers 

alongside support personnel. We believe, however, that with complete 

and full training and a number of years of experience civilian com­

plaint handlers can function as effectively as poli~e officers. We 

also suggest that a civilian supervisor could function as a shift 

leader. We would not recommend, however, that the communications 

function be made exclusive to support personnel. 

Communications can be considered as an ideal light-duty 

assignment for an injured officer. We would therefore anticipate 

that police officers could be assigned to complaint handling on a 

temporary basis. 

Front-Desk Reception Duties 

Whether in a headquarters or a detachmlant location the 

front desk reception area is a focal point of contact between the 

police and the community. In the majority of instances, the public 

uses the front desk as an information point. Depending on the con-
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figuration and layout of the detachment or headquarters building 

the front desk duties may also be integrated with the control of the 

holding cells. We believe that non-sworn personnel could be used as 4 

receptionist/information clerk. Normally the duty detachment staff 
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sergeant will have an office adjacent to the main reception area, and the 

non-sworn personnel have direct access to an officer with the power of arrest 

if needed. We believe that the incidence of individuals presenting them­

selves for arrest is relatively low. Dependent on the proven needs, a non­

sworn security 'officer could be present in the reception area. 

Dependent on the analysis of workload statistics, we 

believe that the support personnel should work only during the day 

shift, i.e. 8:00 A.M. to 4:00 P.M. The balance of the 24 hour 

period should be handled by sworn personnel. 

Court Security and Assignment Officers 

~e are aware of the curr~nt study of the relationship~f 

the law enforcement agencies and. the judicial process in the province 

of Ontario. We have discussed the potential for employment of support 

personnel in the court system with a number of individuals. We believe 

that police officers should be replaced by support personnel in prisoner 

transportation between the detention center and the courts and also in the 

area of court security. We recognize that in certain e~treme cases the 

police may be required to provide additional court security. We also 

believe that, in time, support personnel should replace police officers as 

court officers assisting the crown prosecutor and that support personnel 

should act at the intermediary between the Police Department and the court 

system to allow for the effective scheduling of court appearance times. We 

belie.ve that these changes should be made over the next two years. This 

will have the important effect of reducing costs and also freeing up a 

number of professionally qualified police officers. 
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Cadets 

Under the Police Act of' 'the Province of Ontario a cadet 

is considered to be support personnel. Dependent on the apticipated future 

manpower requirements for professional police officers, cadets provide . 
a useful and effective source of recruits. There are a number of 

functions where a cadet, serving as support personnel, can acquire 

considerable exp0ll',ure and e1tperience to laW' enforcement methods and 

also develop a working understanding of the locd police force. We 

anticipate cadets functioning in communications, summons and warrant 

serving/" front desk reception duties, detention and holding center, 

crime analysis and statistical section. 

Planning and Crime Analysis 

We believe that support personnel should perform nlany of 

the functions currently involved in research, planning and crime 

analysis. Basically these functions exist at two levels. These 

are clerical and analytical. Depending on the data base arrangement 

statistical clerks should be used to extract and compile basic 

crime statistics. A statistical analyst/planner should also be em­

ployed by the police depar.tment to analyse put terns of crime and to 

determine workload variables. 

The research function in the majority of police departments 

is open-ended. There appears to be no consistent definition of the 

role of a research officer and the duties and resonsibilities vary 

greatly. Research in the broadest concept is a very necessary 

function for any police department. The rapid changing technology, 

and the significant changes in law enforcement methodology suggest 

that each police department must have a capability of remaining up 
" , 

to date. To a considerable degree the need for a research function 

is directly related to' th0" availability of technical expertise from 

a central government agency (whether provincial or federal). The in-
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force research capabilit>" will also depend on the availability of 

specialist technical resources in the community. Many police 

departments use technical experts on a part time basis. An example 

might be the use of a lawyer to provide legal interpretation of changed 

legis1ation or alternatively of a qualified psychologist to provide 

input on a behavioral issue. 

We believe that the role of a research officer can be adequaj::ely 

performed by non-sworn personnel and that the necessary understanding ~nd 

appreciation of law enforcement matters can be gathered by working :i.n the. 

police community. 

The Use of Support Personnel 
in Law Enforcement ~nvertigation 

In addition tQ the potential for support personnel to work in 

related support functions like communications, transportation and 

identification, we believe that there is some potential for non-swbrn 

police officers to work in investigatory aspects of law enforcemerlt. 

Support personnel are used in some police forces for wire tap surveillance 

and transcription. In,addition, we see some potential, dependent on the 

size of the force, for non-sworn expertise in the area of fraud invest­

igation. As fraud crimes become more complex, and with the advent of 

complex computer fraud, we believe that there may 'be sufficient case work 

demand to justify a police department hiring a qualified accountant and 

systems expert to assist in investigations. 

Use of External Resources 

U-35 

There is considerable potential for police departments'to use 

external services on a contract base. This will assist in freeing 

profess..ional police officers from routine administrative tasks and ther~fore 

in reducing costs. An example would be the use of an external drafting 

service to develop brochures and communications packages for police 

department programs. 

PEAT 
MARWICK 

AN°PARTNERS 



I 
I 
I 
I 
I 
I 

I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
'I 
I 

II-36 

~1ARY OF THIS SECTION OF THE REPORT 

lnthis section of the report we have reviewed a number of Qack­

ground. issues and concerns related to the employment of support personnel 

in police work. This section forms the basis for our discussion of the 

model approach to determining opportunities for employing support personnel, 

Section III, and for the final, section of the report where we discuss a 

number of key considerations in the decision to hire support personnel. 
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INTR~)DlJCTION 

III - A MODEL APPROACH TO IDENTIFYING 

POTENTIAL AREAS OF EMPLOYMENT OF SUPPORT PERSONNEL 

III-I 

In this section of the report we discuss an approach to assist in 

determining whether non-sworn support personnel can effectively be utilized 

to replace professional law enforcement personnel. In developing this 

approach we have attempted to define a structured, analytical process which 

each police department can use, and modify. Our approach takes into account 

the issues and problems discussed in Section II. 

Our approach is built around analysing each position, in terms of 

specific jt)b responsibilities, against a number of predefined criteria. 

These criteria are irt four areas: 

community considerations 

professional issues 

operational factors 

economic considerations. 

An e~lsential stage in the analysis of potential for employment of 

support personrtel is to fully document and analyse each position within the 

police departmellt. This will enable seni.or management to adequately 

determine the range of job responsiblities. It is possible to categorize job 

responsibilities into three groupings: 
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routine administrative tasks 

spedalist skilled tasks in administration and 

police support functions 

law elnforcement responsibilities. 
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This method has been particularly useful in identifying the 

specific responsibilities of an individual police officer. In our analysis 

of jobs in the Waterloo Regional Police Force, we divided each job into: 

pure policing 

administration 

non policing functions. 

The approach also enabled us to identify the specialist functions 

within the force to determine the necessary skills required and also the 

potential training needs. 

STEPS IN THE ANALYSIS OF THE 
POTENTIAL TO EMPLOY SUPPORT PERSONNEL 

Before discussing the specific criteria we applied it is 

necessary to review the steps in determining where to employ support 

person.nel. These steps are essential to ensure that the introduction of 

support personr,el is planned, analyzed, managed an.d implemented 

effectively. Members 9f the police department should be involved in all 

stages of this process. 

Step 1 - Arriving at a Policy Decision 

The senior officers together .. with the Board of Police 

Commissioners should review the overall goals and objectives in increasing 

the number of support personnel. They should jointly review major issues 

related to the legal constraints, the potential for disruption of service, 

the availability of experienced trained manpower in the local labour market 

and the direct and indirect costs of employing support personnel. 

The decision to hire support personnel may involve a major shift 

in the police department policies and priorities. It is extremely 

important to determine limits to the size and scope of the civilian 
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activity and to agree upon a common approach. The most important single 

factor must be to develop a common attitude or acceptance of employing 

support personnel. The unsuccessful experiments showed a common lack of 

commitment by senior officers in the police department. 

,Step 2 - Determining the 
Tasks to be Performed 

In this step members of the police force must determine what 

tasks are feasible for support personnel to perform and what training will 

be required. We actively assisted Waterloo Regional Police Force in this 

phase of their study. It is important to note however, that the police 

department had already conducted an internal task force a,pproach to 

analysing immediate opportunities. This comprehensive approach form~d the 

basis for our study, and was a major factor in our approach. The idea of 

broadening the scope of support personnel had been widely discussed in the 

force and a definite commitment existed to further integrating support 

personnel. 

CRITERIA TO BE USED IN DETER~INING THE 
POTENTIAL TO EMPLOY SUPPORT PERSONNEL 

The overriding criteria in the decision to employ support 

personnel is whether the job responsibility requires that an individual have 

the power of arrest and the extensive and thorough training and experience of 

an individual police officer. In addition to this underlying principle, we 

examined the following criteria. 

Community Considerations 

We were primarily concerned about the effect on two communities, 

the police and the public. We believe that the police community in principle 

has ,accepted the concept of employment of support personnel. The gradual 

process of "civilianization" has, in part, removed any major fears. The 

speed of change and the process of introduction are important. The major 

issue in the community is to determine the potential impact of a non-sworn 
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person performing police duties. How will a member of the publi~, whose ex­

pectation is to meet a sworn police officer, accept a non uniform person? An 

example of this would be in the use of a non-sworn employee in the reception 

in a headquarters or detachment location. Traditionally the first'lpoint of 

contact for a member of the public is with the uniformed officer. :iU our 

r.ecommendation is adopted the first point of contact would be with a civilian 

receptionist. We believe that, in general, members of the public would 

accept a civilian. 

As with all the criteria discussed in this section we applied basic 

questions around community acceptance (by both the police and by members of 

the pUblic) to each position in the police force. For example: 

How would members of the community react to a 

non-sworn head of a police department? 

How would members of the police force react 

to a non-sworn head of the police department? 

In both instances, we .believe that ther,e will be a period of reaq,j~1stment, 
" but that ultimately this concept is acceptable to both communiti~~~~ 

Professional Issues 

In this criteria we are primarily concerned with the e;e:t~c~: of 

employing support personnel on both serving police officers andals6~stjl>port 
personnel. We examined a number of issues within the professional cl:itat,1a. 

Discussion of each follows: 

1. 
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Quality/Service 

We were primarily concerned with the effect on the 

quality of service of the department as a result of 

introducing support personnel. We attempted to 

evaluate the impact on the overall performance of 

the function if non-sworn personnel were introduced. 

We particularly examined the central issue of the 

quality of specialist services and the impacts on 

performance of other functions. 

,':'1 
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2. Career Consideratiorts 

In this criteria we were primarily concerned with 

the overall effects on the professional police officer 

and also on support personnel. The changes in job 

structure have a number of important implications and 

we attempted to assess the effect on career training, 

recognition and involvement of professional police 

officers. We also examined the potential impacts of 

appointing specialist personnel in terms of broadening 

their future career interests, and long-term career 

developmental potential. 

3. Sworn Police Officer - Acceptan~ 

We examined issues related to the acceptance of the 

appointment of support personnel by professional 

police officers. We considered matters related to 

trust, security of employment, perceived impact on 

career progression and the potential limitation on 

each individual police officers opportunity to specialize 

in certain aspects of the police function. 

4. Organization Structure 

PEI\T 
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We attempted t~ assess the impact of appointment of 

support personnel on the overall organization structure 

of the police department. In this instance we reviewed 

the impact on the senior officer complement and also on 

the supervisory management structure. We reviewed 

existing range of responsiblities of supervisory, middle 

and senior management personnel and attempted to assess 

the re-definition of responsibility subsequent to the 

appointment of non-sworn management personnel. 
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5. Training Programs 

We reviewed the existing training programs available for 

support personnel and estimated the additional training 

requirement to develop an overall effective level of 

performance. 

Economic Considerations 

III-6 

In assessing the economic criteria we analyzed potential cost 

savings and also potential cost in,creases resulting from the appointment of 

support personnel. We also reviewed the potential impact of improved 

individual p~rformance in terms of increased productivity and equivalent man 

years freed up for sworn police officers. 

Operational Factors 

We evaluated the impact of introducing support personnel on the 

overall operation of each specific job. We reviewed the impact of shift work 

on labour turnover and also the potential problems that could be generated by 

a disruption of service resulting from external third party intervention. It 

should be remembered that this is illegal in the Province of Ontario. 

THE USE OF CRITERIA 
TO EVALUATE POSITIONS 

. Exhibit 6 opposite illustrates our analysis of a typical police 

department. We developed four levels of potential to be applied to each 

criteria. These levels were: 
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o. No potential to civilianize this position 

1. Limited potential to civilianize this position 

2. Some potential to civilianize this position 

3. Full potential to civilianize this position. 
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, In our assessment of each position in the police department we 

applied these levels to each criteria. The high scores indicate a high 

potential to introduce support personnel into that position. An example of 

this basic method would be our analysis of the position of Chief of Police. 

We have already used the example of the community acceptance by both the 

police and by members of the public. We believe that immediately there wo~ld 

be limited impact on the quality of service resulting from the introduction of 

a professional manager as Chief of Police. We also consider that there will 

be career limitation in terms of members of the police force and their 

promotional expectations which will make it difficult for them to accept the 

idea of a non-sworn chief. This example illustrates how we Objectively 

evaluated each criteria based on the experience of other police departments, 

our review of literature and our own assessment of the situation. 

THE RESULTS OF OUR ANALYSIS 

As the result of the analysis of each job against each criteria we 

were able to identify jobs with the potential for immediate, direct replace­

ment of sworn police offi·cers by support personnel. In addition we were able 

to identify other jobs 'where a significantly large proportion of the job could 

be performed by a support person and the balance by a sworn police offi~cer. 

By combining job responsibilities we were able to arrive at a balanced work­

load and develop pOr§ltions which should, subject to the rearrangement of 

responsibilities, be filled by either support or sworn personnel. 

The final stages of our approach involved developi~~ priorities for, 

implementation and an implementation schedule. This schedule included 

timing, responsibility, an app'toach, and the development of' adequate pay 

scales for the new position. The definition of priority was made by lmembers 

of the police management group and also by review with the Board of 

Commissioners. 
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IMPLEMENTATION OF SUPPORT PERSONNEL PROGRAM 

aaving determined Where, potentially, support personnel could 

effectively work in a police department, and having determined the prior­

ities f,or hiring, there are a number of tasks that a police department 

must undertake: 

the development of detailed position descriptions 

to assist in recruitment, of adequate pay scales, 

and the definition of training needs 

the definition of routine operational procedures 

and the preparation of manuals 

the development of training programs to include 

job orientation training and specific job related 

training. 

The final task, or activity, is to develop an effective 

monitoring and evaluation process to determine the Sllccess, and/or 

failure of each appointment. This should include issues related to the 

measurement of job performance, cost criteria, job satisfaction and 

morale of newly appointed personnel, and a review of the labollr turnover 

and exit interview notes. It is essential to evaluate the results of 

employing support personnel after the first ~ix months of operation and 

again at the~ompletion of the first year. At this time the management 

of the police department and the Board of Commissioners should review 

progress against the original objectives using comparative performance 

data. 
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lNTRODUCTION 

IV - KEY CONSIDERATIONS IN THE DECISION 
TO HIRE SUPPORT PERSONNEL 

In this section of the report we discuss 6 key issues, 

id.entified as a result of our study, which directly affect the ef­

re,ctiveness of support personnel in the police service. These are: 

~ Career Issues 

• Training 
• Size of Police Force/Organization of Policing 

• Light Duty Assignments 

• Morale and Involvement of Police Support Personnel 

• Police Officers Career Considerations. 

CAREER ISSUES 

Throughout this report we have emphasized the changing 

pattern of employment of support personnel. The traditional 

emphasis On clerical and manual skills is gradually being replaced 

by a regonition that support personnel can function in professional 

and technical and manl!lgement positions. In Section II of the 

report we commented otl reasons for staff turnover and indicated 

that one important factor in staff turnover was the limited 

potential for career advancement. 

We believe that the development of supe~visory, middle 

management and senior management positions in mid to large size 

police forces will, to a great extent, provide adequate career 

progression opportunities. We have alGo identified a growing need 

for support personnel to be involved in the communication and 

management decision making within a police department. We expect 

and anticipate that functional and department head ~anagers will 

become involved in regular planning meetings, and review and discuss 
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the ,operation of the police department.. 'Iole believe that support 

personnel should ultimately be involve\~i;l the senior management level 

des cis ion making. 

We recognize that the potential for advancement within 

one single police department wi:1 be limited. This presents three 

potential career progression routes for support personnel: 

advancement into a senior career position 

in another police department/force 

transfer to a career position in local 

municipal or provincial government 

leave police ~ork and seek alternative employment. 

Career Structures 

To date we have been unable to identify any inter-department/ 

force career progressio,n for support personnel. This may, in part, 

reflect the relatively recent employment of professional and technical 

and management support personnel. It does indicate, however, the need 

for greater standardization and coordination of support personnel 

responsibilities to develop a formal career structure for non-sworn 

personnel in the police work. Ultimately we anticipate a career 

structure where it would be possible to join in a junior, analytical 

position and progress through training and experience in .police 

administration into senior management responsibility. This career 

structure implies a rational approach to career development planning, 

and training programs for support personn~l with appropriate 

administrative, professional and technical qualifications. The 

development of an adequate career structure also implies some form 

centralized direction for the employment of support personnel. 
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This may be an appropriate role for a central Provincial or Federal 

Government police manpower planning system. 

TRAINING 

The training of support personnel remains a matter of 

priotity. We have already commented on the inadequate programs 

currently available for the majority of support personnel. Most 

training is "on-the-job" skill related. We recommend that all 

support personnel undertake a basic one week induction program to 

develop a complete and thorough appreciation of the functioning of 

a police department. This would include a review of law enforce­

ment legislation, the role of the police in the total enforcement 

process, the functions of the various departments within a police 

force and an appreciation of the role of sworn personnel and the 

range of their duties and contacts. We would hope that support 

personnel would participate in the same program with new sworn 

recruits. 

We also believe that to function effectively in a police 

environment support personnel must understand the importance of 

their role relative to the uniformed and plain-clothed officer. 

In the Waterloo Regional Police Force radio dispatch personnel 

accompany police officers on patrol in a squad car for a one-

week period. They learn the basic lay-out of the zone/sector 

structure to develop an appreciation of the importance of radio 

contact to the sworn officer. 

In addition to in-f0rce training there is the major need 

to upgrade skills and provide technical specialist skill training 

through centralized police college facilities. We are encouraged 

IV-3 
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by the leadership shown by the Ontario~Police College, in opening 

the identific4tion course to civilian identification teohnicians. 

We believe that this shows a very 'real acceptance of the role of 

support personnel in related support functions. We would also 

e~pect that support personnel be encouraged to upgrade professional . 
skills and further their knowledge by participating in specialist 

training activities external to the police community. This would 

include professional accounting courses, management studies and 

typing and clerical skill improvement. 

SIZE OF POLICE FORCE - ORGANIZATION 
OF POLICING 

During our study we have demonstrated that the oppor­

tunity and potential of employing support personnel are directly 

related to the size of police department. This fact determines the 

need for specialist skills and dso determines the potential to 

develop an adequate structure for career progression. The potenti4l 

for consolidation of existing police departments into larger, more 

centralized units has ~any long term implications in the employment 

of support personnel. We believe that the future structure of 

policing will vary greatly from the current situation. It is diffi­

cult to estimate time scales but the pattern which has emerged over 

the last 10 - 15 years indicates a gradual process of amalgamation 

and consolidation. Besides the obvious implications in terms of 

operating efficiency and the range of services provided we believe 

that this trend is consistant with our view of a changing pattern in 

the use of support personnel. We ~also believe that the changing 

environment of policing, with the increasing emphasis on cost con­

tainment and preventative policing will require police management to 

develop modern management control and administrative procedures. 
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This is turn will lead to the appointment of senior management 

administrative personnel. 

LIGHT DUTY ASSIGNMENTS 

A major concern of the police comm1Jnity is that the 

appointment of support personnel in administration and police 

support functions will remove a number of light duty assignment 

positions. Traditionally these posts have been maintained for 

officers who are either injured during policing duties or were 

considered medically unfit for a limited period of time. We 

believe that an adequate number of such positions must be provided 

by a police force but that the careful control and monitoring of 

performance will limit the number of individual officers placed on 

light assignment. The challenge facing police management is to 

identify likely positions in the police force. These will 

potentially be in: 

desk duty 

communication complaint handling 

adminstration 

court assignment officers 

In addition the potential fot early retirement on medical 

ground should also be fully explored. Recent improvements in 

benefits (pension plan and life· insurance) now make early retire­

ment an alternative solution for long term or permanent disability. 

The management of performance remains one of the major 

problem areas for ssnior police management. The development of 

adequate standards of performance and the potential for re-training 
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and re-deployment present other options. Our recommendations for 

broadening the range and scope for employing support personnel. are 

not intended to limit the opportunities for light duty assignment. 

Clearly every police force has a commitment to all members of that 

force. In fact our recommendation.s are made to enhance the relle of 

the professional police officer by identifying opportunity to 

develop the specialist skills and expertise as a law enforcement 

officer. 

MORALE/INVOLVEMENT OF 
POLICE SUPPORT PERSONNEL 

Although our study indicates that civilian personnel are, 

in general, well received by the police community we are concE!rned 

that they be totally integrated into the police force. As wit:h all 

change acceptance 'is gradual. Many civilian personnel we haVE! 

spoken with have indicated that they believe they must perfornl 

100+% to gain acceptance. As professional, technical, and manage­

ment support personnel are appointed, the need for greater acc:ept­

ance will be accentuate,d. To a great extent non-sworn personI1lel 

must make every effort to integra~e into the police community. 

They should be prepared to attend church par~tdes social functions 

and participate in police sport activities. Female employees 

should work with police women to develop parallel sports and social 

activities. 

The tendency to view "civilians" as a separate, leijser 

section of the police department can be overcome. InWaterloo 

Regional Police Force non-sworn personnel are shown tQ be part of 

their operating unit. There is a .large board contain.ing photo·· 

graphs of all members of the police force in the ent1L'anCe to the 
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HQ building. This board is divided into HQ and the three detach­

ments. Employees are ShO~l in alphabetic order irrespective of 

rank lind statuB. Thus non-sworn employees appe,ar alongsid~ police 

officers. This is just one example of real integration. 

Our recommendation on training is also made to improve 

the level of morale and involvement of support personnel. We 

believe that performance i,s directly related to involvement and 

that until individuals understand the overall functioning of a 

police department their job performance will be limited. 

POLICE OFFICERS' 
CAREER CONSIDERATONS 

Potentially the employment of support personnel could 

pose threats to the career progression of individual police offi­

cers. Police management must be aware of this issue and must be 

prepared to place sworn officers in developmental positions in 

administration. WI;! do not see any incompatibility between career 

development, rotation for sworn officers and the hiring of prof­

essional and technical and management support personnel. We 

believe that it is possible to balance the need for developmental 

positions for promotable junior officers to gain adminstrative 

experience with the need to provide career opportunities for 

support personnel. 

SUMMARY 

In this section of the report we have prOvided guidance 

on the major issues and conside~ations in the employment of support 

personnel. Inevitably there will be much discussion on a number of 
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opl.nl.ons expressed in this report. We beHeve that this discul3.sion 

will be constructive and that the ideas and opinions reviewe~, above 
>' , 

will be carefully analyzed and examined by the police community. 
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APPENDIX A - BIBLtOGRAPHY 

INTROOUCTION 
r jooow 

In the research phase of this study we reviewed a range 

of literature and artic1ee reviewing the use of support personnel 

in pol ice departmentsl forces. 'rhese reference sources included: 

• Ministry of the Solicitor General - Annual 

Report 1974-77 Government of Ontario 

• The Police Act (Revised Statutes of Ontario, 

1970 Chapter 351) December 1976 

• Employing Civilians for Police Work - Urban 

Institute Study 

Authors~ ~lfred I. Schwartz 

Alease M. Vaughan 

Ref. 5012-03-1 

John D. Waller 

Joseph S.Wbolley 

May 1975 Library of Congress Reference HVS143.E45 

362.2'2 75-619204 

Also available as a Monograph from: 

U.S. Department of Justice 

Law Enforcement Assistance Administration 

National Institute of Law ~nforcement and 

Criminal Justice 

• Annual Reportyf Waterloo Regional Police Force - 1977 

• T~sk I!'orc~ on Policing in Ontario - February 1974 
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• Provincial Offences Procedure - Ministry of the Attorney General 

Pro~ince of Ontario - April 1978 

• Report of Her Majesty's Chief Inspector of Constabulary-1971-76 

Her Majesty's Stationery Office, United Kingdom 

• Report of the Commis.sioner of Police of the Metropolis for the 

Year 1976 

- London - Her Majesty!s Stationery Office~ United Kingdom 

• Civilians in the Police Service -'':",me 1975, Nov. 1977 

- A Report by The Associat1on of Chief Police Officers 

of England, Wales and Northern Ireland 

~ Civilians - Trade Union Membership - March 1977 

- A Report by the Council of the Association of Chief 

Police Officers of England, Wales and Northern Ireland 

• Civilianization - Notes by the Home Office - December 1974 

- Police Advisory Board for England & Wales 

• Police - National Advisory Co~ission on Criminal Justice 

Standards and Goals 

PEI\T 
MI\RWICK 
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- Chapter 10 - Manpower Alternatives 

10-1 Assignment of Civilian Police Personnel 

10-2 Selection and Assignment of Reserve 

Police Officers 

- Chapter 11 - Professional Assistance. 

11-1 Use of Professional Experti~e 

11-2 Legal Assistance 

11-3 Management Consultation & Technical 

Assist.ance 
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QUESTIONNAIRE: ON THE USE 
OF CIVILIAN PERSONNEL IN POLICE FORCES/DEPARTMENTS 

April 1978 

Prepared by: 

Peat, Marwick and Partners 
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USE OF CIVILIAN PBRSONNEL ~~ POLICE WORK 
d ~~~'\ ~~ 

Please return this sheet with your completed questionnaire 

in the enclosed envelope no later than May 8, 1978, to: 

Mr. Simon Allen 
Peat, Marwick and Partners 
P.O. Bo~ 31 
Commerce Court West 
Toronto, Ontario 
M5L lB2 
Canada 

Phone: (416) 863-3596 

"117.\'1.0 should be contacted if you would like further information or advice 

on completing the questionnaire. 

Your comments and suggestions to help in this project will 

be ve1.Y usefuL 

1. 
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USE OF CIVILIAN PERSONNEL IN POLICE WORK 

Please complete and comment, where relevant, on the following 

questions. 

1. DETAILS OF YOUR FORCE 

Hable of the Force: 

Area served (Please name City, State/Area): 

Population base for area served: 

Type of Community: 

Add't'~s(j (in full): 

Urban ~ Residential 

- Industrial 

Rural 

NarAe of Chie.f of Police: ____________ _ 

.],4ame of person completing this survey: __________ _ 

Telephone No. (for reference) Area Code: 

Please include any information that you think will help us in our 

survey, 1. e. : 

organization charts/job descriptions 

reports 

references for previous published material. 

2. 
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2. What percentage (%) of the e~isting total complement of your 
Police Force/Department is comprised of civilian personne11 

3. 

.. -

Your Force/Department E~ample 

Total Complement 
on Budget: 365 
...... ! 

Ci 'lTilians : 38 

-
% Civilians: % 10.4% 

What jobs do civilians currently perform? 

Please list all responsibilities and indicate the number of 
personnel involved, and the pay scale or pay range applicable 
to that job: 

No. of Pay Range/Scale 
Civilian (Specify per 

Function/Job Employees Week/Month/Season) Example 

Dispatch 11 $150-180 
per week range 

Connnunications 

Secretarial 
(all functions) 7 

Community Services 3 

Identification 
1 

Records 4 
-. 

Accounting 
and Payroll (-. q \. . 

i'><,<>,. 
\,-~) 

\\ 

o 
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3. 

,-. 

4. 

(continued) 

No. of . Pay Range/Scale . Civilian (Specify per 
FUllction/Job Emp.1oyees Week/Month/Season) Example 

Systems and EDP . 
Stores 4 

Property 1 
,. 

Transportation 2 

Mechanics (Garage) 

Personnel 
and Training 2 

Public Relations 

Supervision 

Management 

(Additional Categories not Included - Please Specify) 

TOTAL: 38 

Note: Please subdivide as far as possible, e.g.: 

Accounting and Payroll - 2 
subdivides - 1 Accounting Clerk - $200/week 

1 Budget Officer - $300/week. 
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4. For each of the jobs which you identified in question 3 ss 
being performed by civilians, please attach job descriptions 

or details of specific responsibilities. 

. 
5. ~at were the objectives of introducing civilian personnal 

into your police force/departryent? Please list. 

Please indicate with a (vi) 

Cost Savings 

Civilians easier to recruit 

Some' jobs better performed by civilians 

Othel,'s (please specify) 

~ 

-
6. What factors or criteria were used to determine whether or 

not a particular job could be performed by civilians? 

Please list. 

7. What training is provided for civilian personne3? 

Please specify by department/function and by type of training 

i.e., Orientation, skills specific to job content, duration. 

8. Who supervises civilian personnel? 

r~ 
I' Ii 
\1 

s. 
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9. What problems have been experienced in the use of civilian 

personnel? 

Please indicate with a (~) 

PROBL.~ SIGNIFICANT LIMITED NONE 

Staff Turnover 

Absenteeism 

Morale of Civilian 
Staff 

Relationship with 
Officers 

Pay 

Conflicts between 
Civilians 

Training 

Potential for 
Career 
Advancement 

'" 

Other Problems Encountered 

Please comment on any of these problems if you believe they 

are relevant to our study. 

10. Are civilian staff represented by any labour/negotiating 

agency/body? 

Please indicate with a 

6. 
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If yes: 

(a) Who negotiates? Please indicate with a (~) 
Member of force . 
Connnissioners 

Chief of Police 

External Consultants 

Local Government -Other 

-

If ~ther, please specify: 

(b) Name of agency/boqy representing civilian employees? 

Name Group of employee represented 

1. 

2. 

11. Wh/lt are civilian staff fringe benefits? Pension, vacation, 

health, insurance. Please specify. 

~I~I ----------__________ ~--------------------------------

(a) How do these compare with police officers? 

7. 
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12. From the experience of your force/department how would you 

evaluate the effectivenes.s of using civilian personnel in 

police department activities? 

please indicate with a (~) 

IN GENERAL 
Very Successful 

Successful 

Limited Success 

Failure 

Please comment on your views: 

Any particular success/problem areas/functions/jobs? 

13. In general, how has the introduction of civilian personnel into 

your force/department been received: by? 

Please indicate with a (~) 

Well Adequate Problems 

By: Management and Senior 
Officers in force 

Uniformed officers 

Plain Clothes Officers 

Existing civilian 
support personnel . 

Members of the community 

-----! 

8. 
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9. 

Please comment on your assessment • 

. ,..... 
-

I 

How have c:~i1ian personnel performed in each of the following 
'~', . i 

jobs (see Question 3 above)? 

Function};jjb 
Year Civilians 

Well AdeQuate Problems First Used Approx. 

Dispatch -, 

Communications 

Secretarial (all functions) 

Community services 

Identification 
: 

Records 
;.' , 

Accounting and Payroll ) 

:,-
Systems and EDP 

Stores -, 
\\ 

.Property 

Transportation 

Mechanics (garage) 

Personnel and 
Training 

Public Relations 

SUEervisi0,2. 

- Dispatch 

- Records 

Management 
Ii 

Additional categories not included (please specify 
\~ .. 

.. 

--, --
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15. What types of legal/statutory limitations are imposed on the 

use of civilian, p,ersonnel? 

Please indicate with a' (-,/ ) 

Federal/National 

Provincial/State -
Municipal 

Co~nty/Regional MUnicipality 

Please list majq,r limitations? 

(e.g., summons' must be delivered by sworn officers?) 

16. In what additional jobs do you plan to use civilian personnel 

in the next 2 to 3 years? List in order of priority. 

THANK YOU FOR YOUR HELP IN COMPLETING THIS QUESTIONNAIRE. 

10. 

(J 




