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1. Executive Summary

Perrin, Thorau and Associates Ltd. was commissioned by Police Victim Services of BC (PVSBC) to undertake an
independent Comprehensive Provincial Review of the police-based victim services sector in BC. While the
review relies heavily on information provided by PVSBC, its Board of Directors and workers in police-based
victim services programs as well as directly and indirectly related stakeholders, we had full independence to
reach our own conclusions about the current state of the sector and the issues that we believe should be

addressed.

Our review proceeded in three phases:

e Phase 1—collection of background information about police-based victim services and the context
within which it exists, data about existing police-based victim services programs and input from

programs and stakeholders
e Phase 2—analysis of the information to develop findings and options for addressing issues

e Phase 3—finalization of the report for presentation to the PVSBC Board of Directors.

Context

Police-based victim services is one of many victim services supports provided by governments in Canada,
arising from a recognition of victims’ rights beginning in the 1960s and resulting in those rights being
enshrined in federal, provincial, and territorial legislation. Federal, provincial, and territorial governments all
support victims’ rights through victim services programs. Except for British Columbia, Alberta, Saskatchewan,
and Quebec, provincial and territorial victim services are provided directly by public service employees of
government. In the three most westerly provinces, most victim services are provided by agencies contracted

by the government.

In BC, these contracted services are divided between police-based victim services programs and community-
based victim services programs. Police-based victim services are associated with police units and focus on
victims identified through interaction with the police. Community-based victim services focus on victims of
domestic violence and power-based crimes and while there is no need for there to be police involvement for
these victims to receive services, they are often referred by police-based victim services programs that have
provided initial services. The structure of police-based and community-based victim services in BC evolved
naturally from a few initial programs provided by not-for-profit agencies before the provincial government
began funding these services across most of the province.

There are currently 91 police-based victim services programs funded by the Ministry of Public Safety and
Solicitor General (PSSG) which among them cover a significant proportion of the police units within the
province. In BC, municipalities with populations in excess of 5,000 are responsible for funding a high
proportion of police costs, with police units in those municipalities made up of a mix of municipal police
departments and RCMP detachments. The RCMP provides police services as the provincial police force under
contract with the provincial government in all other areas. In many cases, a given RCMP detachment will
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provide both municipal and provincial policing services, through a combination of municipal and provincial

funding, which we refer to as integrated detachments.

The contracted agencies are a mix of local governments, community social services agencies, agencies that
are primarily community-based victim services providers and agencies set up specifically to provide police-
based victim services. Police-based victim services workers are employees of the contract holders and usually
are located in RCMP detachments or municipal police departments, where the police play a referral and
oversight role. While the mix of agencies, the approach to funding the agencies and the nature of contracted
services have been adjusted from time to time over the approximately 50 years the sector has existed, there

has not been a comprehensive review of the structure of police-based victim services of which we are aware.

Police-based victim services are currently funded by PSSG through contract amounts established in 2018/19,
subject to standard annual percentage increases.

In addition, municipalities are expected, but not Average Police-Based Victim Service Funding
legally required, to match PSSG funding. Some £0,000

municipalities provide well in excess of the s00.000 T
matching expectation, some meet the 4040 = PSSG Funding
expectation, some provide little or no funding, 300,000

and in areas where policing is fully provincially 200,000

funded, there is little or no local government 100,000 - ' '

funding. The resulting disparity in total funding is - - L
illustrated by Figure 3 in the report, reproduced onicipalfunded Police. Integrated Detachment Provincialfunded peliee

here.

Findings

Our findings arise from two major themes that consistently presented themselves throughout our work.

The first theme is the high value associated with police-based victim services in BC. Police, local governments,
community social services agencies and other types of victim services programs all emphasized the value of
police-base victim services. That value arises from providing respectful treatment of individuals who have
suffered often traumatic, life-changing events and by providing to police a service that is integral to policing

but which police officers do not have the time or training to provide.

The second theme is inconsistency. As we discussed this review initially with PVSBC staff and board members,
it immediately became clear that there are considerable differences among the 91 police-based victim
services programs. Our work surveying the programs and seeking input from the programs and stakeholders

was designed to identify the nature of the inconsistencies. We also posed two questions:

¢ Do the identified inconsistencies affect the ability of programs to effectively deliver services to

victims consistent with their rights? and,

e Do these inconsistencies represent differences that are necessary to meet differing local needs?
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We identified inconsistencies in three areas—the services provided by the programs, how those services are

provided and the treatment of police-based victim services workers, those who provide the services.

The common contract under which all police-based victim services programs operate requires the following
services to be provided: critical incident response; criminal justice information and support; safety planning;
practical and emotional support; information and referrals; and networking, public awareness, and
education. In addition, where there is a community-based victim services program in the area, there is a

requirement to refer all victims of domestic violence or power-based crimes to that program.

We identified two inconsistencies related to services provided. The first is with critical incident response.
There is a range of views, perspectives and practices and, in many cases, the approach taken is dependent on
resources. Some feel this service is the most important service provided, others that other services are much
more important. A separate question is when such services should be provided, with 24/7 in person services
provided by some programs and only telephone service or no service outside of business hours provided by
others. Unless there is significant local government funding, after-hours callout is often provided by workers
for little or no compensation and in smaller offices staff are often then required to be at work the next day
due to ongoing daytime work obligations. Some programs provide after-hours service despite this, while
others limit call-outs to business hours or do not provide this service due to these impacts, even where they
consider the service to be important.

The other service inconsistency relates to provision of services to victims of domestic and power-based
crimes. There are currently 70 community-based programs in the province, primarily in more densely
populated urban areas. Those programs align with only 41 of the 91 police-based programs, with 50 police-
based programs not having a community-based program in their area in which to refer domestic violence and
victims of power-based crimes. Where there is no community-based service program in the community,
often in smaller communities and rural areas, this increases demand on police-based programs in precisely

the locations where both provincial and local government funding tends to be lowest.

More generally, the large discrepancy in municipal funding between larger urban programs and smaller rural
programs also results in a variance in the level of service provided, although the nature of the services
provided is generally the same.

There are several inconsistencies in how programs operationally provide services, shown by Figure 6 in the

report, reproduced here. The
Service Delivery Features

inconsistencies include the extent to which

volunteers are used. Some programs still lgoo: .
use them to support paid staff in providing ::
victim services, particularly where :g
resources are limited, but there is a general ;g
trend away from using volunteers due to :x .
0%

risk and liability concerns, the time and
. . . Embedded with Volunteers Used CallOutAfter Community Based
effort to recruit and train them and a desire Police Hours Available

to increase professionalization of the mYes = Phasingout ® Telephoneonly ®No
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service. The location of programs is another area of inconsistency, with the vast majority of programs being
co-located with a police department or detachment, but with some located in separate offices, using various
mechanisms to ensure ongoing connection with police management and members. But, perhaps the most
important discrepancy relates to the organization of the sector and the multiple agencies involved, which

results in some cases in unclear authority and lack of accountability.

Employment practices are inconsistent across several important dimensions, including wages, whether the

worker is an employee or contractor of the contract holder, whether workers are unionized, whether

Employment Indicators benefits are provided and the extent of

200% the benefits, as shown by Figure 4 in the

90% report, reproduced here. Many programs
:ﬁ and stakeholders mentioned issues

:z related to turnover, recruitment and

a0% retention of workers. Not only are the
:x inconsistencies unfair to the workers who
13: have less beneficial employment

Regular Unionized  Extended health Sicktime or LTD Pension/RRSP conditions, but they probably also
Employee . . .
contribute to recruitment and recruitment
mYes mNo

issues, as well as making it difficult to

professionalize the service, a consistent goal across the sector. Again though, many of these inconsistencies
are driven by a lack of resources for some programs, especially those outside major urban areas.

In answer to our questions, we have concluded that these inconsistencies negatively affect the ability of
certain programs to deliver effective victim services consistent with the rights of victims. We have also
concluded that none of the inconsistencies arise from a desire to better meet differing local needs, except to
the extent they are needed to mitigate differences in available resources due to differing levels of municipal
funding.

In order to make the delivery of services to victims more consistent, fair and effective, we believe that the
following priority areas would need to be addressed:

e inconsistency in employment terms and conditions which is unfair to workers and contributes to

staff turnover, recruitment and retention.

e Funding inconsistency, linked to inconsistency in the type, quality and quantity of services offered
and approaches to service delivery.

e Accountability inconsistency, related to the structure of the sector involving the ministry, police,
contract holders and programs and is associated with a lack of staffing flexibility and coverage.

e Lack of coordination and geographical consistency in the broad victim services eco-system, especially
related to police-based and community-based victim services, and the need to change a too
prevalent “us vs. them” approach to one of increased collaboration and cooperation.
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We also believe that our findings of inconsistencies are more in the nature of symptoms of a larger issue than

specific problems to be addressed individually, and that issue is the structure of the sector.

To help demonstrate that, we have developed four possible approaches to structural reform. The purpose of
outlining these approaches is not to propose a particular approach, but rather to generate discussion about

the need for structural reform, and how it could address the identified issues. The approaches are:

1. aprovincial program provided directly through PSSG;
2. police-based victim services as part of police services;

3. asingle contract with a single agency responsible for providing police-based victim services across

the province; and

4. ahybrid model where small rural and large urban programs would be treated differently with a
single contract held by a not-for-profit agency to deliver programs in smaller, rural communities and

municipalities or police boards being the contract holder for larger urban programs.

Approaches 1 and 3 would create a single employer for the entire sector, which would directly eliminate
inconsistencies in employment practices and provide a basis for consistency in the services provided and how
they are delivered. A single operator would also address structural accountability concerns and funding
discrepancies. Approach 4 would create one large employer but leave the major urban programs where the
inconsistencies are to the benefit of the victims being served in place, also addressing the set of priority
issues. Approach 2 would mean police-based victim services would be part of the civilian infrastructure that
supports all police services and units, bringing with it the same level of consistency in employment
conditions, standards of service and accountability as the rest of police services. All of these approaches
would require additional provincial government funding. There are undoubtedly other approaches that could
be designed to similarly address the identified priority areas.

Recommendations

In making our recommendations, we have recognized that this report was commissioned by PVSBC, whose
role is limited to representing police-based victim services programs. PVSBC has no capacity to make
changes, structural or otherwise, to the design of the police-based victim services in BC. We have thus limited

our recommendations to actions that PVSBC is able to take.

We recommend that:

1. PVSBC advocate with the provincial government and its partners for structural reform and seek to be
included in the process of determining what structural reform approach to use and how to design, in

detail, the new structure.

2. PVSBC continue to:
o develop and implement worker training and to develop a standard description of services, which
may vary between urban and rural programs, as part of that training;
o work with partners to improve accountability; and

e work across the victim services eco-system to enhance cooperation and collaboration.
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2. Introduction

Perrin, Thorau and Associates Ltd. was commissioned by Police Victim Services BC (PVSBC) to undertake a
Comprehensive Provincial Review of the Police-based Victim Services Sector in BC. The mandate for the

review was to:

“collect information on the scope and nature of the sector; the range of service delivery
and operational models; financial, human, technology and infrastructure resources;
operational, policy and procedure issues affecting the Sector; and the priorities and needs
of PVSBC members in order to inform the work of PVSBC and the continued implementation
of its 2020 — 2022 Strategic Plan.”

This was an independent review in the sense that we were given full access to PVSBC information and
personnel, its Board of Directors, and its members, as well as the ability to seek information from any
stakeholders or organizations that have an interest in or are affected by the sector, and the autonomy to
reach our own conclusions about the current state of the sector and how any identified issues could be
addressed. It would not have been possible to do that without the assistance of PVSBC and the sector, which
was transparently and willingly provided without any attempt to influence our conclusions.

We conducted this review in three phases. Phase 1 consisted of reviewing documents provided by PVSBC and
the BC Ministry of Public Safety and Solicitor General (PSSG),and gathering initial information through
discussion with PVSBC staff, Board of Directors, and a Project Advisory Committee, collecting data and input
from police-based victim services programs! and engaging with stakeholders. Phase 2 was analysis of the
information to develop findings and options for addressing issues and verifying the findings and options with
PVSBC. Phase 3 was to finalize the report for presentation to the PVSBC Board of Directors.

Prior to laying out how this report is organized, it is useful to define what we mean by the police-based victim
services sector. In Canada victims have rights that are enshrined in statute and the federal and provincial
governments have a variety of services dedicated to protecting and enabling victims to exercise these rights.
One such service is provided in BC through 91 programs funded by PSSG each of which is directly affiliated
with a specific police unit and delivered by a contracted agency. Collectively these programs are the police-

based victim services sector that is the focus of this review.

Section 2 provides some background that puts our work into context, including a brief description of the
history of the rights of victims and the ecosystem of services that has developed around those rights, of
which police-based victim services is part. This section also includes a comparison of the approaches taken to
police-based victim services in other Canadian jurisdictions, provides background about the contracts under
which police-based victim services are provided and how funding of the programs is determined, and a

discussion of how provincial and local police services are organized and funded in BC.

1 Although “program” is usually used in the context of the public sector to refer to a government program, in the context of
police-based victim services “program” refers to the individual units where police-based victim services are provided under
government contracts. The set of all programs is referred to as the “police-based victim services sector.”
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Section 3 reports on the information we gathered. That includes summaries of the data provided by
individual police-based victim services programs and written and verbal input provided by the programs.
From early in our process and confirmed again and again by the data we collected and commentary we
heard, it was clear that inconsistency is a strong theme running throughout. We have organized this section
around three categories of reported inconsistency: employment, compensation, and benefits; victim service
deliverables; and service delivery model. This section also includes a summary of input received from

stakeholders.

Section 4 is a synthesis of the survey results with the input we received, within the context of the background

information, to determine what are the main issues facing the police-based victim services sector.

Section 5 sets out some potential approaches to addressing these issues and provides some discussion of

their relative merits.

Section 6 outlines our recommendation for steps PVSBC could take to better ensure that victims have the
ability and opportunity to exercise their rights, particularly those whose interactions with the justice system
arise though contact with police.

3. Background
Brief History of Victim Rights

Historically, the rights of victims were not a direct consideration in the criminal justice system. The system
was centered on the state’s prosecution of the offender, with the victim at most a witness for the
prosecution. The establishment of victim rights in legislation is a relatively recent development growing from
the victim’s rights movement of the 1960s and 1970s. Trends in social and criminal justice led to growing
concerns for victims’ rights and increasing criticisms of the adversarial criminal justice model’s shortcomings
for victims of crime, particularly victims of domestic violence. These shortcomings included victims’ exclusion

from the process leading to “secondary victimization” and failure to collaborate with the system.

In 1985, the United Nations adopted the Declaration of Basic Principles of Justice for Victims of Crime to
which Canada was a signatory. In 1988, the federal, provincial and territorial governments adopted the
Canadian Statement of Basic Principles of Justice for Victims of Crime (Basic Principles) which was updated in
2003. The Basic Principles honoured the UN Declaration and recognized the “harmful impact of criminal
victimization on individuals and on society”, the protection of rights of all persons under the Canadian
Charter of Rights and Freedoms, and “that the rights of victims and offenders need to be balanced.” The
Charter provides the foundation for victim rights, which have been defined more specifically in jurisprudence
and legislation throughout Canada.

In the mid to late 1980s, Manitoba, New Brunswick, Newfoundland Labrador, the Northwest Territories,

Nova Scotia, Prince Edward Island, Quebec and Saskatchewan passed provincial victims’ rights legislation,
followed by British Columbia, Alberta and Ontario in the 1990s. On April 23, 2015, the Canadian Victims Bill of
Rights Act received Royal Assent. The Canadian Victims Bill of Rights Act provides the following rights to

victims of crime:
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e Right to information
e Right to protection
e Right to participation

e Right to seek restitution.

With the growing commitment to victim rights, jurisdictions implemented various forms of victim services or
victim assistance programs at various points in the justice system to enhance victim’s access to their Charter

and statutory rights.

In BC, the Victims of Crime Act, which was passed in 1988 and came into effect in 1996, provides victims with
the right to be treated with courtesy and respect; the right to general information on the criminal justice
system, victim services and certain case specific information; and the opportunity to provide victim impact
information. Victims and immediate family members also have the right to apply for financial assistance and

benefits to help offset financial loss and assist in dealing with the impact of violent crime.

The “Violence Against Women in Relationships” (VAWIR) Policy directs the justice and child welfare systems
to emphasize the criminality of violence within relationships and to take the necessary measures to ensure
the protection of women and children who may be at risk. This policy relates to the continuum of violence
that occurs in relationships and applies to a range of criminal activities from harassing telephone calls or

mischief to aggravated assault.?

Victim Services Eco-System in BC

The current victim services eco-system in BC currently includes:

e  Police-based Victim Services—91 programs delivered through annual contracts with PSSG, each with

a separate employer, which are the focus of this report and described in detail below.

e Community-based Victim Services— 70 programs? delivered through contracts with PSSG that
provide housing, counselling, referrals, outreach services and social service navigation (income
assistance, child protection, childcare), as well as justice system information and support, to victims
of domestic violence and power-based crimes. Individuals may access community-based victim

services without reporting to the police.

e  Victim Court Support Program operated directly by PSSG in six Metro Vancouver and Victoria courts,
staffed by public service employees. The program provides services originally provided by the Crown-
counsel based programs, assisting victims through the court process by coordinating between victim

service and justice system personnel including Crown counsel.

e Integrated Homicide Investigation Team, Victim Services worker (one public service employee).

2 https://www?2.gov.bc.ca/gov/content/justice/criminal-justice/victims-of-crime/service-providers/legislation-and-policy
3 https://endingviolence.org/about-us/programs-we-serve/

FINAL REPORT 10



e VictimLinkBC, operated by PSSG, is a toll-free, confidential multilingual service available across BC
and Yukon 24 hours a day, 7 days a week providing information and referral services to all victims of

crime and immediate crisis support to victims of family and sexual violence.

e The BC Crime Victim Assistance Program operated by PSSG under the Crime Victim Assistance Act
assists victims, immediate family members and some witnesses in coping with the effects of violent

crime by providing financial support to help offset costs and assist in recovery.

e The Victim Travel Fund operated by PSSG provides financial support to certain victims or family of a

deceased victim to attend provincial and federal parole hearings.

e The Victim Safety Unit operated by PSSG provides certain on-going information to victims who
register while an accused or offender is in the community on bail or probation and while in provincial

custody.

e The Restitution Program operated by PSSG assists victims of crime who have experienced financial

loss to seek and enforce restation orders made by the court at the time of sentencing.

e The Correctional Service of Canada and the Parole Board of Canada provide certain information
about federal offenders to victims who register and Parole Board staff will also attend hearings with

victims to provide information.

In supporting and providing services to victims, police-based victim services programs coordinate and
collaborate with a range of public safety partners, community and social service partners, and medical
partners. Police-based victim services are also subject to one mandated area of cooperation. The “Referral
Policy for Victims of Power-Based Crimes: Family Violence, Sexual Assault and Criminal Harassment” (Referral
Policy) requires that victims identified as victims of violence in relationships or victims of power-based crimes
are referred by police and police-based victim services programs to the appropriate community-based victim
services program as soon as possible to receive assistance. If there is no community-based victim services
program in the community, police will refer victims/survivors to the police-based victim services program.
The Referral Policy is supported by provincial and police force policy including the VAWIR, and RCMP and
municipal police department policies.*

Interjurisdictional Comparison of Police-Based Victim Services
Each province and territory provide some victim services and except for British Columbia, Alberta,
Saskatchewan and Quebec, victim services are provided through direct government service delivery and

dedicated victim services programs operated directly by the justice or public safety ministry or department.

In Alberta and Saskatchewan, similar to BC, victim services are provided through government-funded
organizations. In both provinces there are police-based programs operated by non-profit community

organizations or municipalities that work with municipal police, RCMP or Indigenous police services and

4 https://www?2.gov.bc.ca/assets/gov/law-crime-and-justice/criminal-justice/victims-of-crime/vs-info-for-professionals/info-
resources/power-based-crimes-referral-policy.pdf
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community-based victim services programs operated by community organizations providing services to
address a specific type of crime or victim including victims of domestic violence and other power-based
crimes. In Alberta, police-based and community-based victim services providers are eligible for funding of up
to $150,000 per year with priority given to funding of police-based programs. In Saskatchewan, volunteers
are an essential component of police-based victim services programs with volunteer victim support workers
providing most of the direct services to victims. Volunteers are security-cleared by the police and receive

extensive training prior to working with victims.

In Quebec the Bureau d’aide aux victimes d’actes criminels in the Ministry of Justice supports 15 government-
funded victim assistance centres across the province which provide front-line service to crime victims and
witnesses including information, court support, and referral to specialized resources without being either

directly associated with police units or being dedicated to domestic violence and power-based crimes.

BC Police-Based Victim Services Model and Structure
Comprehensive information was provided by PSSG on the victim services contracts, funding model for
contracted services, contract service deliverables and other contract terms, and reporting requirements. That

information is the source of much of the following.

Program Origins

In BC, the first services for victims of crime in the province took the form of a transition house and sexual
assault centre opened in 1972. In 1974, the first police-based victim services program began operating in BC.
The number of programs increased over time until by 1986 there were 15 police-based victim services
programs in place operated by not-for-profit agencies in the social services sector, but there was not any
sense that police-based or community-based victim services were intended to be province-wide programs,

and victims’ rights in BC had yet to be codified in statute law.

The number of operating police-based programs was expanded to 42 programs in 1987 with increased
involvement of municipalities, 20 community-based programs were funded to specifically serve women and
children who are victims of violence, and one Crown counsel-based program was established in North
Vancouver. In 1988, the Crown counsel-based program was expanded to cover six offices. Further expansion
occurred in 1991 as part of the Law and Order Initiative and, in 1992, BC's Stopping the Violence initiative
increased funding for community-based victim services programs, counselling programs and other anti-
violence initiatives. The number of police-based victim services programs grew to its current number of 91

funded programs in the subsequent years.

Currently in BC, police-based victim services are delivered through organizations contracted by PSSG.
Contract holders include not-for-profit societies, local governments and First Nations. Contracts are for one
year and must be reapplied for each year. Although there is no history of not renewing contracts, there is still
some sense of risk that affects long-term planning for some programs. Each program is associated with a
police unit, either an RCMP detachment or a municipal police force, which is expected to work closely with
the program to refer victims to it, and to oversee the services delivered.
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It appears from the origins of police-based victim services that the structure of the sector was not really
designed so much as it naturally evolved from an almost accidental starting point almost 50 years ago with a
few initial domestic violence and police-based programs cropping up as gaps in the criminal justice system
related to services for victims began to be recognized. As those numbers grew, these few programs became
the basis for what ultimately became an almost provide-wide service, and the structural model has not been

comprehensively reviewed since.

Program Funding
Funding amounts for victim services programs derive from a standard funding formula first introduced in
2002. Under the formula, eligibility and funding for police-based victim services are linked to the number of

police officers in a community and for community-based victim services are based on population size.

As discussed further below, municipalities with population greater than 5,000 have an obligation to fund
policing in the jurisdiction. For police-based victim services programs in those communities, there is an
expectation that the municipality will provide matching funding so that the program is 50-50 cost shared, but

such funding is voluntary.

Beginning in 2018/19, there was an increase to annual PSSG funding for police-based and community-based
victim services programs across B.C. to establish a program baseline consistent across the province, reflect
cost increases, and increase service levels somewhat. Each program was assigned an allotment of funded
FTEs and each FTE was funded at the same rate, intended to include employee compensation and overhead.
Minimum funding of 0.5 FTE per program was instituted. In addition, service level increases were applied to
programs in 15 relatively under-served communities. Annual increases to the funding rate per FTE were
provided.

Service Deliverables
Contract service deliverables for police-based victim services programs are standard across all programs,

regardless of location or size.
All programs are expected to deliver the following services:

e  (ritical Incident Response — respond to callout from police and hospital callout; provide immediate
emotional support and address safety and logistical victim needs; providing information regarding
immediate post incident impacts and regarding next steps to be taken by police; coordinate with
appropriate parties; and make referrals, as applicable, to community-based victim services program.

Although a required service, this is not funded through PSSG contracts.

e Criminal Justice Information and Support — provide information to victims about the rights of victims and
about criminal justice system and role of key parties; assist victims to engage with justice system
personnel including arranging/facilitating/accompanying victims to meetings; support and prepare
victims for the criminal court process; provide information and assist victims on options for travel
expenses for court; provide information about and assistance with Victim Impact Statements; and
provide support to victim on conclusion of case including access to necessary follow-up resources

including registration for victim notification.
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e Safety Planning — upon initial contact with victim identify, assess and address the victim’s immediate
safety needs; develop and update a safety plan as necessary; provide general safety and crime

prevention information and referrals to community resources

e  Practical and Emotional Support — ongoing emotional support to assist victims to cope with impacts of
crime and trauma; assist with completion of forms to access services and how to access transportation
services; assist with access to shelter, financial assistance and/or social services as required; provide

other types of practical support and assistance as appropriate.

e Information and Referrals — provide referral information about PSSG supports and services; child
protection; social services; health services; counselling services; housing resources; mental health

services; community resources; crime prevention and financial support.

e Networking, Public Awareness and Education — depending on the needs of the community and program'’s
client service requirements and to enhance service delivery to victims, outreach to potential victims,
activities to raise the profile of victim services within the community; host and/or participate in victim-
related events; provide public education and promote awareness; inform other community services

about victim services; and develop and maintain a network with criminal justice personnel.

Where a police-based victim services program has a community-based victim services program in its service
area, there is an additional clause in the contract regarding the mandatory referral by the police-based victim
services program of victims of family/sexual violence to a community-based victim services program in a
timely manner and in accordance with the Referral Policy. Where there is no community-based victim
services program in the service area, the police-based victim services program provides services to victims of
family and sexual violence, but not the full range of services delivered by specialized community-based victim
services programs. These programs do not receive additional funding for providing services to victims of

family and sexual violence.

The delivery of services by police-based victim services is supported by a “Program Accountability Matrix”
that outlines roles and responsibilities for Contractor holder/employer, Police, and police-based victim
services program managers/coordinators. The Accountability Matrix is however in draft dating to December
2005 and has not been mandated or referenced in PSSG contracts.

Reporting Requirements

All victim services programs submit monthly statistics on the program operations and quarterly financial
reports detailing budgeted funds spent to date and annual financial reports. These statistics and reports are
used by PSSG staff to assess whether contract services deliverables are being met. For 2021/22, a contract

evaluation process is being developed to supplement the quality assurance process that is currently in place.

A new contract management and reporting system (COAST) was introduced in April 2021 to provide greater

flexibility and usability, including the ability to produce standardized reports for victim services programs.
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Police Victim Services of British Columbia

The police-based victim service sector is supported by Police Victim Services of British Columbia (PVSBC).
Established in 1985, PVSBC is a non-profit society whose members are police-based victim services programs
across the province. PVSBC advocates, represents and supports the interests of its members and works with
partners and stakeholder of the sector. At present, 58 police-based victim services programs are members of
PVSBC.

Four major initiatives currently being undertaken by PVSBC are:

e Commissioning of this independent Comprehensive Provincial Review of the Police-based Victim

Services Sector in BC. The review is funded exclusively by PVSBC using members’ equity.

o Development of an Employee Assistance Program in response to lack of such a service for many police-
based victim service workers. A pilot project commenced in May 2021 providing confidential counselling
and support service through an independent service provider on a 24-hour, 7 day a week basis to all paid
workers and active volunteers working with RCMP and municipal police forces. The initiative is funded

exclusively by PVSBC using members’ equity.

e A Baseline Training and Development Project in response to a sector-wide lack of standardized training.
The project includes establishment of a PVSBC Sector Training and Advisory Committee to guide
development of an online Core Training curriculum for police-based victim services workers. The Open
School BC has been contracted to assist in the design, development and online delivery of the curriculum
which will incorporate theory, case studies, self-reflection, trainee research and mentorship. The
development of the Core Training program is being funded through the Social Services Sector
Recruitment and Retention initiative and the Civil Forfeiture Crime Prevention and Remediation Grant

programs.

e Advocating for reforms and making recommendations to the Special Committee on Reforming the Police
Act related to including police-based victim services as a specialized, proactive police service embedded
within municipal police departments and RCMP detachments; recognizing police-based victim services
workers as an occupation; and acknowledging the legal rights of victims and key solutions supporting the
proactive management of police-based victim services consistent with Canadian Victims Bill of Rights and
the BC Victims of Crime Act.

Organization and Funding of Provincial and Local Police Services in BC
The information in this section is largely drawn and summarized from the PSSG document, “Police Resources
in British Columbia 2019.”°

5 https://www?2.gov.bc.ca/assets/gov/law-crime-and-justice/criminal-justice/police/publications/statistics/police-resources.pdf
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Organization and Funding

The form of policing in BC communities® depends on the size of the community:

e RCMP Provincial Service - Under the BC Police Act the provincial government must provide policing and
law enforcement to rural/unincorporated areas and municipalities with a population under 5,000. The
Provincial Police Service Agreement (PPSA) between Canada and BC makes the RCMP BC’s Provincial

Police Service.

Under the PPSA, the provincial government pays 70% of the cost and the federal government pays 30%.
A portion of the cost is recovered through the BC Police Tax which, since 2007, requires that in
municipalities with populations under 5,000 and unincorporated areas property owners must pay a

property tax to cover a portion of policing costs.

e Municipal Policing — under the Police Act, a municipality with a population of over 5,000 is responsible for
providing its own police services and may do so by: forming their own police department; contracting
with an existing police department; or contracting with the provincial government for RCMP police
services. In 2019, of 77 BC municipalities were responsible for providing police services, 12 were policed
by municipal police departments and 65 were policed by the RCMP:

O Municipal Police Departments — twelve municipalities in BC are policed by 11 municipal police
departments—Abbotsford; Central Saanich; Delta; Nelson; New Westminster; Oak Bay; Port
Moody; Saanich; Vancouver; Victoria/Esquimalt; and West Vancouver. These municipal police
departments are each governed by a local police board. Municipalities with their own

municipal police department pay for 100% of their policing costs.

0 RCMP Municipal Services —under the Municipal Police Service Agreement, the provincial
government may sub-contract the RCMP Provincial Service to municipalities. Municipalities with
populations between 5,000 and 14,999 pay 70% of the RCMP cost with the remaining 30%
paid for by the federal government; municipalities with populations over 15,000 pay 90% of
the costs and the federal government pays 10%. The municipality pays 100% of policing
costs related to detachment buildings/offices; furniture and supplies and civilian support
staff.

In many areas of the province, the RCMP operates integrated and regional detachments:’

e anintegrated detachment is comprised of two or more provincial and/or municipal RCMP units. An
example is the North Vancouver Detachment housing three policing units — the North Vancouver District

and North Vancouver City units, both municipally funded and the provincially funded North Vancouver

6 The RCMP Federal Service also serves as the federal police service across Canada including within BC responsible for enforcing
federal statutes, border integrity, national security, drugs and organized crim, financial crime and international policing.

7 There are also integrated units that combine resources from several jurisdictions to perform a specific type of policing, such as
integrated traffic safety units and the Integrated Homicide Investigation Team (IHIT). Throughout this report, when we refer to
integrated units, we mean the integration of provincial and municipal policing responsibility.
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Provincial police unit. Within an integrated detachment, RCMP members from each policing unit report
to one detachment commander and all members respond to calls in any of the policing jurisdictions

regardless of which unit the member is assigned.

e regional detachments add another layer of integration offering a central point of management,
coordination and controllership for multiple integrated or stand-alone detachments in an area. As an
example, the Kelowna Regional Detachment is located in the City of Kelowna and the Kelowna Municipal
Unit is the only policing unit at that location, but the West Kelowna Integrated Detachment (consisting of
the West Kelowna Municipal Unit, the Peachland Municipal Unit, and the Kelowna Provincial Unit) and
the Lake Country Detachment (Lake Country Municipal Unit) all fall under the umbrella of the Kelowna
Regional Detachment.

Associations between Police-Based Victim Services Programs and Policing Jurisdictions

Table 1 maps the 91 police-based victim services programs onto the policing jurisdictions served by each

program. The types of policing jurisdictions associated with programs have been divided into five categories:

e  Provincial RCMP—36 programs associated with provincially funded RCMP detachments.

Mun/Prov RCMP—40 programs associated with multiple provincially and municipally funded RCMP

jurisdictions in integrated detachments.

e  Municipal RCMP—7 programs associated with an RCMP detachment fully or almost fully funded by a

municipality, all but one of which are in Metro Vancouver.®
e  Municipal Police—7 programs associated with just one municipally funded police department.

e RCMP/Department Combination—one program associated with a combination of provincially and

municipally funded RCMP detachments and municipal police forces.

Table 2 lists the 16 police jurisdictions which are not associated with a police-based victim services program.
Fifteen of the these are provincially funded RCMP detachments, and one is a First Nations Self-Administered

Police Service.

8 North Vancouver, Coquitlam and Surrey have small provincially funded areas adjacent to a major city.
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Table 1

PBVS Program Policing Jurisdiction(s) Provincial Mun/Prov Municipal MuniFipaI DeEglr\:I:\{ant
RCMP RCMP RCMP Police Combination
100 Mile House One Hundred Mile House Prov v
Abbotsford Abbotsford Police Department v
Agassiz Agassiz Prov, Kent Mun N4
Alexis Creek Alexis Creek Prov N4
Anahim Lake Anahim Lake Prov v
Ashcroft Ashcroft, Logan Lake, Lytton Prov v
Bella Bella Bella Bella Prov N4
Boundary Grand Forks Grand Forks Prov N4
Boundary Midway Midway Prov v
Burnaby Burnaby Mun v
Burns Lake Burns Lake Prov v
Campbell River Campbell River Mun, Prov and Quadra Island Prov N4
Castlegar Castlegar Mun, Prov v
Central Okanagan Citlecgr/;;cl’\flﬂ,unna, :/TS::’ Lake Country Prov, Peachland Mun, v
Chase and District Chase Prov N4
Chetwynd Chetwynd Prov N4
Chilliwack Chilliwack Mun & Prov v
Clinton Clinton Prov v
Columbia Valley Columbia Valley Prov N4
Comox Valley Comox Mun, Comox Valley Prov, Courtney Mun N4
Coquitlam Coquitlam Mun & Prov, Port Coquitlam Mun v
Cowichan Valley-Duncan ’I\)/luunncan Prov, Lake Cowichan Prov, North Cowichan v
gg;/v\jlcnfzzznvalley- Shawnigan Lake Prov v
Cranbrook Cranbrook Mun & Prov v
Creston Creston Mun & Prov v
Dawson Creek Dawson Creek Mun & Prov N4
Delta Delta Police Department N4
Elk Valley Elkford Prov, Fernie Mun & Prov, Sparwood Prov v
Fort Nelson Northern Rockies Prov v
Fort St. James Fort St. James Prov v
Fort St. John Fort St. John Mun & Prov N4
Fraser Lake Fraser Lake Prov v
Golden Golden Prov v
Greater Trail Trail Mun, Trail and Greater District Prov v
Colwood, Langford, N. Saanich, View Royal Mun, Sidney
Greater Victoria Mun & Prov, West Shore Prov, Central Saanich, Oak N4
Bay, Saanich, Victoria/Esquimalt P.D.
Hope Boston Bar Hope Mun & Prov, Boston Bar prov v
Houston Granisle Houston Granisle Prov v
Kamloops Kamloops Mun, T'Kumlups Prov N4
Kimberley Kimberley Mun & Prov N4
Kitimat Kitimat Mun & Prov v
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PBVS Program Policing Jurisdiction(s) Provincial Mun/Prov Municipal MuniFipaI DeEglr\:I:\{ant
RCMP RCMP RCMP Police Combination
Ladysmith Ladysmith Mun & Prov v
Langley Langley City Mun, Langely Township Mun N4
Lisims Nass Valley Lisims/Nass Valley Prov N4
McKenzie Mackenzie Prov v
Merritt Merritt Mun & Prov v
Mission Mission Mun & Prov v
Nakusp Nakusp Prov, Slocan Lake Prov N4
Nanaimo Nanaimo Mun & Prov, Gabriola Island Prov v
Nelson Police Nelson Police Department v
Nelson RCMP Nelson Prov, Kaslo Prov v
New Westminster Police New Westminster Police Department v
Nootka Sound Nootka Sound Prov v
North Thompson Barriere Prov, Clearwater Prov v
North Vancouver m.o\rl;n\c/::ézz\f:rypl\:loliln, N. Vancouver Dist. Mun, v
Oceanside Parksville Mun, Qualicum Beach Mun, Oceanside Prov v
Oliver Oliver Prov v
Osoyoos Osoyoos Mun, Prov v
Outer Gulf Islands Outer Gulf Islands Prov v
Penticton Summerland Penticton Mun, Prov, Summerland Mun v
Port Alberni Port Alberni Mun, Prov v
Port Hardy Port Hardy, Port McNeill, Port Alice Prov v
Port Moody Port Moody Police Department v
Powell River Powell River Mun, Prov, Texada Isl. Prov v
Prince George Prince George Mun, Prov v
Prince Rupert Prince Rupert Mun, Prov v
Princeton Princeton Prov v
Quesnel Quesnel Mun, Prov, Wells Prov v
Revelstoke Revelstoke Mun, Prov v
Richmond Richmond Mun v
Ridge Meadows l;/:ca)sle Ridge Mun, Pitt Meadows Mun, Ridge Meadows v
Robson Valley McBride Prov, Valemount Prov N4
Salmo Salmo Prov v
Salmon Arm/Sicamous Salmon Arm Mun, Prov, Sicamous Prov v
Saltspring Island Saltspring Island Prov N4
Smithers Smithers Mun, Prov v
Sooke Sooke Mun, Prov v
South Okanagan Keremeos Prov v
Squamish Squamish Mun, Prov N4
Sunshine Coast Sechelt Mun, Sunshine Coast Prov v
Surrey Surrey Mun, Prov v
Terrace Terrace Mun, Prov v
Tofino/Uclulet Tofino Prov, Uclulet Prov N4
Tumbler Ridge Tumbler Ridge Prov N4
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RCMP/

PBVS Program Policing Jurisdiction(s) Pr;z:clt;ial M:?:'/\:;ov M:g:\(;lippal M::Iiiccizal Departm?nt
Combination
UBC University Prov v
Vancouver Vancouver Police Department v
Vanderhoof Vanderhoof Prov N4
Vernon Mun, Prov, Armstrong Mun, Prov, Coldstream
Vernon/North Okanagan Mun, Spallumcheen Mun, Enderby Prov, Falkland Prov, v
Lumby Prov
West Vancouver West Vancouver Police Department N4
Whistler Pemberton Whistler Mun, Prov, Pemberton Prov v
White Rock White Rock Mun v
Williams Lake Williams Lake Mun, Prov v
Number of Programs 36 40 7 7 1

Table 2

Police Jurisdictions with no PBVS Program

Alert Bay Prov

Atlin Prov

Bella Coola Prov
Bowen Island Prov
Dease Lake Prov
Hudson's Hope Prov

Kaslo Prov

Lillooet Prov
Masset Prov

New Hazelton Prov
Queen Charlotte City Prov

Sayward Prov
Stewart Prov

Stl'atl'imx Tribal Police
Takla Landing Prov
Tsay Key Dene Prov

4. Information Gathered

Survey results

We asked all programs to complete a survey to provide PVSBC with an up-to-date database of the sector, and

to collect quantitative information about several aspects of police-based victim services programs. Of the 91

programs funded by PSSG, we received 73 responses, a response rate of about 80%. In addition to updating

contact and organizational information, each program was asked to provide:

e funding information — provincial contract amounts, municipal or local government contribution

(including in-kind and cash) and other sources of cash or in-kind funding

e contract hours of service per week

e number of full time equivalent (FTE) staff
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e employment type (regular employee, contractor)

e union or non-union

e compensation — hourly wage and whether benefits are provided (extend health benefits, sick time
and long-term disability benefits, pension or matching RRSP)

e whether the program uses volunteers

o whether the program provides after-hours callout services and, where provided, through regular
employees, auxiliary staff, or volunteers

e whether the program is embedded within police detachment/police department

e whether the program is in an area with a Community-Based Victim Services program.

We also received information from the Community Safety and Crime Prevention Branch, PSSG, about
2020/21 contract funding amounts provided to each program. The following information primarily arises

from these two sources.

Profile of programs

There are several ways to break down the police-based victim services programs. We start with contract
holders, as shown on Figure 1. Of the 91 programs, 47 contracts are held by not-for-profit societies, 43 by
local governments and one by a treaty First Nation government, the Nisga’a Lisims Government. There are

three different types of not-for-profit societies involved: community services agencies (30); community-based

victim services contract holders (8); and societies whose services are entirely or primarily police-based victim

services (9). Community services agencies, which provide a range of social services, are the largest group
holding 30 contracts. There are also eight community-based victim services agencies and nine societies
created specifically for the purpose of holding police-based victim services contracts.

Figure 1

Programs by Contract Holder Type

Community
Based Victim
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Another way to break down the programs is based on whether policing is provided by the RCMP or local
government. There are 83 programs associated with RCMP detachments, seven provided by municipal police
departments and one that is a combined program. That program, covering the Capital Regional District (CRD)
has one contract holder which provides integrated police-based victim services associated with the several
municipal police departments, the Department of National Defence police and RCMP detachments that
provide police services across the regional district.

The police-based victim services programs associated with RCMP detachments can be further broken down
based on how the detachment is funded. As discussed above, municipalities with population of over 5,000
are required to pay a significant portion of the cost of policing in their jurisdiction. Some of these
municipalities have their own police forces (11 in the province) but most use the RCMP. For smaller
municipalities and unorganized areas, the province is responsible for fully funding police services, which are
provided by the RCMP. There are some RCMP detachments that provide both provincially funded services in
unorganized areas and municipally funded services within a municipality, which we refer to as integrated
detachments. Note that all the police departments and RCMP detachments associated with a single
municipal jurisdiction® are located in Metro Vancouver or the CRD, except for Nelson. The rest of the
province is serviced by RCMP in provincial or integrated detachments.

Figure 2 shows the breakdown between RCMP detachments (83) and municipal police forces (7)° that host
police-based victim services programs, plus the unique CRD combined program. It also further breaks down
the RCMP locations into municipal funded (8), provincial funded (37) and integrated (37) detachments.

Figure 2

Programs by Police Funding Type

“Mun & Prov

Municipal Funded
Force

% i.e. municipal forces or RCMP detachments that are not integrated or fully provincially funded.

10 There are 11 municipal police forces in the province, all of which are associated with police-based victim services programs,
but four of those are within the CRD and serviced by the combined program there, with the other seven each being associated
with a program that provides services only in that municipality.
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Program funding

Turning to program funding, the 91 police-based victim services program contracts provided a total of

$6.6 million provincial government funding for the sector in 2020/21, an average of about $72,000 per
program. There is also an expectation that municipal governments that fund policing will also provide
matching funding to the police-based victim services program servicing the municipality. Two-thirds of
reporting programs provided us with information about local government funding. Figure 3 shows the
average program provincial and local government funding for those programs, broken down into programs
associated with municipally funded police, integrated police detachments and fully provincially funded police

detachments.

Figure 3

Average Police-Based Victim Service Funding
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It is not surprising that provincial funding for victim services programs associated with municipally funded
police (about $125,000) are higher, on average than those associated with integrated (about $71,000) and
provincially funded (about $55,000) police services. The former group is mostly comprised of large
municipalities in large urban areas. Integrated and fully provincially funded detachments cover areas with
less population, and have fewer police members, so one would expect fewer victim services resources would

be required. However, the amounts of local government funding are more striking.

All programs associated with municipally funded police services which reported financial information
indicated that they received local government funding. On average, these local governments provided over
three times as much victim services funding as the provincial government, well in excess of the expected
matching contribution. The highest local government contribution in a municipality is over 4.5 times as much
as the provincial government contribution. Those programs have average total funding of about $530,000
each.

Ninety percent of programs associated with integrated detachments that reported financial information
indicated that they received local government funding. On average, they received about three-quarters as
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much funding from local governments as from the province, reflecting the fact that the victim services
programs apply both within and outside municipal boundaries.

Unsurprisingly, where policing is fully provincially funded only 6 of 14 reporting programs received local
government funding. Local governments contributed relatively little to these victim services programs, about
11% as much as the province on average. The result is a discrepancy in total funding that significantly
amplifies the differences in provincial funding.

Extrapolating from the financial information submitted to the total sector, we estimate that local government
funding to police-based victim services programs is about $8.0 million. That implies total provincial and local
government funding of about $14.6 million. About 94% of local government funding is provided to the 15
programs associated with municipally funded police departments and detachments.

Employment indicators

Based on preliminary discussions with the PVSBC project advisory committee, we knew that there are
inconsistencies associated with employment of victim service workers. We therefore surveyed programs
about employment status, unionization, extended health benefits, paid sick time or a long-term disability and
retirement savings benefits. Figure 4 shows the results.

Figure 4

Employment Indicators
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Ninety percent of reporting programs indicated that their staff are regular employees, as opposed to
contractors. Even though only 10% reported being contract workers, the lack of employment standards
protections together with the personal costs and inconvenience caused by lack of tax withholding,
employment insurance coverage and the employer’s portion of CPP premiums make the existence of workers
who are contractors a concern for a provincially mandated and funded public service.

The other four indicators are all terms of employment that are common in BC public sector jobs, most of
which are unionized, and have extended health benefits, sick time and long-term disability programs, and a
pension or retirement saving program. Between 25% and 60% of programs do not include these features,
indicating a high degree of inconsistency across programs. The existence of contract positions and the lack of
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the other four employment features is often associated with funding concerns, where increased
compensation through unionization and/or provision of benefits would force contract holders to reduce the
level of service that can be provided under contracts with fixed funding.

The other important employment indicator is wages. Each year the Community Social Services Employers’
Association (CSSEA) collects salary information from non-union social services employers, including for victim
assistance workers. Its 2020 survey, based on 2019 wage rates, provides average hourly wage rates by Health
Authority, shown in Figure 5.

Figure 5
Average Hourly Wage
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The results show a significant discrepancy across the regions, with an almost $10.00 per hour average
difference between Fraser and Vancouver Island. We also asked programs to report hourly wage rates in our
survey. Responses ranged from a low of $19.49 per hour to a high of $46.80 per hour.

Our survey also asked about wage rates, with results also summarized in Figure 5. It shows average hourly
wages for not-for-profit society contract holders compared to local government contract holders. This also
shows a significant inconsistency with local government contract holders paying average wages that are
almost S6 per hour higher than not-for-profit societies.

Other program features
The final four indicators we asked about in our survey are features of program service delivery. Figure 6
shows the results.

The first is whether the program is embedded with the police, by which we mean, whether the program is co-
located with an RCMP detachment or municipal department. Ninety-five percent of programs are embedded
with police.
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The second is the use of volunteers, which are a low-cost option for delivering some services with
constrained financial resources. Although there are no compensation costs associated with volunteers there
are other costs including costs of recruiting, training, and managing volunteers. There are also liability risks.
As there seems to be a move to stop using volunteers, we asked whether volunteers are currently used and if
so, if they are being phased out. The survey shows that 60% of programs do not use volunteers and another

15% are phasing-out their use.

Figure 6

Service Delivery Features
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The third is whether program victim services workers attend crime scenes outside of business hours to
provide services to victims. With Covid-19, programs generally went to after-hours telephone services only,
and some of those have not switched back to in-person services. Almost one in four programs do not provide
any after-hours callout service. The contract deliverable, described above, requires programs to attend police
and hospital callouts, but does not specifically say that service should be available 24/7. For those programs
responding to the survey, just under 10% provide after-hours telephone service only, while 73% of programs
provide in-person or telephone after-hours services, depending on the circumstances. The remaining 17% do
not provide after-hours callout services.

The fourth indicator relates to community-based victim services providers. There is a requirement to refer
domestic violence victims to such a program if it is available. Using information for all programs provided by
PSSG we determined that less than half of programs reporting (41 of 91 or 45%) have a community-based

victim services provider in their area. These agencies are predominantly in larger urban areas.

Summary

In summary, the results of our survey suggest that there are some significant inconsistencies across programs
in terms of the funding of the programs, the employment and compensation of police-based victim service
workers and how services are delivered. There are also significant differences in the demands for victim
services in the areas covered by programs because of differences in geography, population and population
density. There obviously needs to be flexibility to be able to efficiently provide victims with access to victim

services in accordance with their rights in different places. To help understand how these inconsistencies
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impact the ability to enable victims to exercise their rights, we asked programs and stakeholders for input.

The next two sections summarize the responses we heard.

Input from Police-Based Victim Services Programs
Programs were invited to provide written or verbal input on several program and service delivery matters

including:

e The most important services provided, and if all contract deliverables are fully provided or whether
some services are not provided, or not provided consistently, due to funding or other constraints. In
particular, should after-hours callout services or critical incident response be a mandated service
deliverable and is in person attendance important?

e The working relationship with the police department/detachment, including the importance of co-
location.

e The working relationship with the contract holder.

e  Whether volunteers are useful or necessary.

e The working relationship with the community-based victim services program in the area, if any.

e Areas where PVSBC could enhance its support for programs.

e Any other matters.

Fifty-seven programs provided input, about 63% of programs. The following summarizes their responses.

Important Services including After-hours Callout

The services cited most often as the most important services were:

e  crisis intervention and critical incident response
e providing victims with information on the criminal justice system including assistance with navigating
the system and information and referrals to community resources

e court information, preparation and support including accompanying victims to court proceedings.

Several programs reported that it is difficult to separate out any single service as the most important as they
are all necessary to enable victims to exercise their rights. Others reported that no one service they provide is

the most important because it depends on the needs of the client on a case-by-case basis.

After-hours critical incident response was cited as the most important service by more programs than any
other service, including some who do not provide the service because of lack of resources. There was a wide
range of opinion about the nature and scope of this service. Some programs felt that in person after-hours
callout in response to critical incidents is core and essential to the program, and, for many of those, it is the
most important service provided, significantly benefiting both the victim and police. Many felt though that in
person callout is only required in the most serious incidents, as determined by the attending police, and that
less serious after-hours events should be dealt with by phone or the same as events occurring during
business hours depending on circumstances. A few programs indicated that the experience with Covid-19
demonstrated that after-hours critical incident response can be effectively delivered by telephone and do not
plan to return to in-person callout response. Some feel that a standard for a serious critical incident is
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required. Geographical location of the incident and limited resources were also raised as factors affecting
after-hours services. A few feel that in person attendance at even the most serious critical incidents during or
outside business hours is not as important as other services and should not be a priority service where there
are very limited resources, noting the fact that this service is not specifically funded, with contract language

that is subject to interpretation.

Larger jurisdictions supported by municipal funding generally provide after-hours service through auxiliary
staff and, due to population density, there is enough demand to employ multiple auxiliary staff. Smaller
jurisdictions generally do not have the demand or resources to employ auxiliary workers and provide the
service with the same one or two, usually part-time, workers that provide services during business hours.
These workers are compensated for after-hours services, if at all, by time off in lieu. In many cases because of
lack of coverage it is impossible to use this time off, or even take annual vacation in some cases, so this
service is effectively provided with little or no compensation. This affects police decisions about when to

callout workers as well.

Some smaller programs also indicated that they do not provide some other services set out in the contract
due to resource constraints, including networking, public awareness, and education. Some program
coordinators reported undertaking public awareness and speaking engagements on their own time. It was
also reported that generally programs do not respond to hospital callouts requests not coming from police
and that clarity is needed around the “respond to hospital callouts” contract service deliverable.

More generally, a degree of confusion around the interpretation of contract service deliverables was noted.
Several programs indicated that they had never been provided a copy of the contract service deliverables.

Many respondents noted the lack of core service standards for the police-based victim services sector, which
affects service delivery and would be necessary to professionalize the service through standardized
competencies and training for police-based victim services workers. Enhanced worker training is a strategic

Ill

priority for PVSBC. At the same time, many indicated that a “one size fits all” operational approach would not
address differences between rural and urban programs in terms of resources, program capacity, travel,

transportation, referral opportunities or options, and infrastructure (cell and internet service).

Relationship with Police Department and Co-location with Police

A significant majority of those responding indicated a strong, positive working relationship with the
associated police department/detachment. Many felt that they were respected and recognized members of
the “team” and well appreciated for the services they provide to victims, enabling the police to focus on

direct police services.

Some programs indicated sometimes police are remiss in informing victims of the service and making
referrals to the program. It was suggested that this could be due to lack of training and knowledge about

victim services but that support for police-based victim services by supervisors mitigated this.

Co-location with police is a factor. Many feel a physical presence within the police department/detachment is
critical to building awareness and understanding between the police and victim services and that programs

must be embedded within the department/detachment to build trust and relationships, facilitate referrals
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and promote efficient and effective services. Others feel that is not necessary if the police-based victim
services program maintains a presence and ongoing communication with the department/detachment and
its members, especially where the police unit associated with the program has more than one location. A few
programs suggested there should be a standard for when police are required to refer files to police-based
victim services. If such a standard increased referral volume that could have resource implications for

programs.

Relationship with the Contract Holder

Many programs indicated that they have an effective working relationship with their contractor holder.
Several reported that the relationship works best where the contractor holder provides administrative and
HR support, maintains ongoing communication and check-ins and support for any employee related matters,
but takes a relatively “hands off” approach to the police-based victim services work itself allowing the
program to “run itself” working closely with its police partners. Where the relationship is not as positive
stated contributing factors include that the contractor holder does not understand or have an interest in
victim service work; is not sensitive or respectful of the police-based victim services working environment; or

is focussed on provision of other services that are not complementary to police-based victim services.

Some cases of confusion and tension related to authority and accountability for police-based victim services
between the contractor holder and the police were noted. This seems to arise due to day-to-day operational
oversight by police on location conflicting with the interests or management approach of the contract holder.
In these cases, the two parties have been generally able to work out an arrangement and establish a viable
working relationship, but in some cases, there remains ongoing, low-level simmering conflict about
management and oversight of staff and services delivered. One program indicated “It can be a very
challenging and stressful balancing act to try to navigate the relationship between a non-profit agency
management team and RCMP designated supervisors when they come from very different lenses,
expectations and comprehensions about how each system works.”

Volunteers

About one-third of programs responding, both those that currently use volunteers and those that do not use
volunteers, indicated that volunteers could be useful to support small programs with limited resources,
including for after-hours callout and weekends, and to provide coverage for police-based victim services staff
when they are on holidays or for iliness. Some of those supporting the use of volunteers indicated that they
should only be used for a limited set of functions such as answering phones and taking messages, in-office
assistance, information follow-up, community events, outreach, and public education, but not for direct

client work or case/file management.

Even among those supporting the use of volunteers, there was recognition of the downsides of using
volunteers including their availability/dependability/turnover (“even best volunteers, just that—volunteers”);
the cost of recruiting, training, and maintaining/managing volunteers (a cost which is borne by an already

“stretched staff”); accountability issues; and risk and liability considerations.

Some programs indicated that they are phasing out their volunteer program or will not be reactivating it

following the loosening of Covid 19 pandemic restrictions. There was recognition that some small programs
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use volunteers due to limited staff resources, but also a level of agreement that police-based victim services

is a professional service and should be delivered by paid, qualified staff.

Relationship with Community-Based Victim services programs

Many programs reported a good working relationship with the community-based victim services program in
their region; a few indicated that there had been some past conflicts and tensions between programs but
these have been worked out and the programs are able to work effectively to ensure clients are well-served.
However, some indicated that they do not have a strong working relationship with the community-based
victim services program. Some programs that do not have a community-based victim services program in
their area reported strong working relationships with neighbouring community-based victim services
program programs. Generally, where the police-based victim services and community-based victim services
program contracts are held by the same non-profit community service agency, programs report a strong

working relationship and effective coordination to meet the needs of clients.

An issue raised by many programs without a local community-based victim services program was lack of
recognition and appreciation by government that they provide services to victims of domestic and power-
based crimes which affects their caseload but with no corresponding increase in resources. As well, where
there is a community-based victim services program in the region, but the client chooses not to accept the
referral to the community-based victim services program, police-based victim services continue to provide
services to the client, again without recognition or additional resources. Furthermore, even where there is a
referral from a police-based victim services program to a community-based victim services program, police-
based victim services workers provide services to the victim including responding to requests for information
and assistance from community-based victim services program workers, police members and Crown Counsel.
Another issue affecting the relationship between police-based victim services programs and community-
based victim services programs is the ability to make a timely referral given that community-based victim
services programs operate only during business hours, sometimes have long wait lists for referrals, and there

are sometimes long-term vacancies in the programs, or multiple staff turnovers.

Some programs commented on the lack of coordination system-wide and across the variety of different
victim services providers, the rest of the social services sector including the rest of the criminal justice system

and the multiple community and social services agencies.

Enhanced Supports by PVSBC

Many respondents expressed appreciation for the efforts of PVSBC to provide better services and supports to
members over the past few years. Several noted the current initiatives to develop a standardized police-
based victim services worker training program and to support victim services worker’s health and wellness
through the implementation of an Employee Assistance Program. Some suggested additional sector-wide
services to complement the standardized training program, including the development of core police-based
victim services worker competencies and hiring standards; an expanded self-care and wellness program; and
establishing a “help-line” and networking group or “Community of Practice” to support smaller communities

connecting with other programs and obtaining advice, providing moral support and learning from others.
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Some suggested that PVSBC could also play a role in enhancing the public profile of the police-based victim

services sector.

Other Matters
Some respondents felt there is a lack of public awareness of the police-based victim services sector and
perceived a lack of appreciation and recognition by government and some parts of the victim services eco-

system of the key role of police-based victim services in the criminal justice system.

Many noted the lack of sufficient resources, particularly in smaller communities and rural and remote
regions, to do their work effectively. They also mentioned problems with recruitment and retention related

to poor compensation, lack of resources, and relative isolation, leading to burn-out and turnover.

A few programs suggested that police and police-based victim services workers need enhanced training in
dealing with victims of sexual and gender-based violence, and in working with First Nations and Indigenous

communities.

Consultations with Stakeholders

In addition to seeking input from programs, we also asked several stakeholders for their views about police-
based victim services, including contract holders, police detachments and departments, community-based
victim services programs, the Union of BC municipalities, other victim services organizations, other criminal
justice participants including the BC Prosecution Service, BC Corrections, the Correctional Service of Canada

and the Parole Board of Canada, and police unit management.

General topics covered with stakeholders were:

e Awareness of police-based victim services and its role within the broader victim services eco-system
and the broader criminal justice system;

e Perceptions about the organization and operation of the police-based victim services sector and
about service delivery issues; and

e  Perceptions about the value of the program to victims and the delivery of policing.

Role and Relationship in the Victim Services Eco-system and Criminal Justice Sector

All stakeholders noted the essential role of police-based victim services in providing services to victims and
supporting victims’ rights in the criminal justice system. They are seen as an integral and important part of
the system that coordinates with a range of agencies to support victims along what can be a lengthy path (it
is sometimes a several years process from crime to court resolution, then parole hearings). Several
stakeholders noted the crucial role police-based victim services play in providing continuity of care to victims
involved in the criminal justice system. It was noted that these workers are as much first responders as
police, fire and paramedics, and that they play an important role in building trust in the criminal justice

system through their support of victims.

Some stakeholders commented on relationships with community-based victim services programs. Similar to
input from police-based victim services programs, some noted that where the police-based victim services

and community-based victim services program contracts are held by the same non-profit agency,
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coordination, and collaboration between the programs in serving clients is enhanced. Some stakeholders also
noted the additional effort and workload, without recognition or enhanced resources, imposed on programs
that provide service to victims of domestic violence and power-based crimes where there is no community-
based victim services program in the region. Some indicated that greater effort at both leadership and front-
line level is needed to ensure the programs are effectively integrated. Some believe the Referral Policy
between police-based victim services and community-based victim services has not been fully embedded into
practice and there is the need for more cross training and education to support effective coordination and

collaboration between the two victim services partners.

Several commented on the need for better coordination and cross training at the broader victim service and
criminal justice sector level and more cross sectoral networking, connection and relationship building to
ensure seamless and effective service. It was, however, noted that this would require resources and “cannot
be done off the side of the desk”. A few stakeholders noted that small single worker programs are hard
pressed to attend and be involved in joint forums and initiatives. A few indicated that the lack of clarity
around information sharing, and absence of standards and agreements among programs contributes to the
lack of coordination and collaboration across the system.

Several stakeholders commented on the insufficient resources devoted to the area of victim rights generally
and that current resources are insufficient to meet the obligations under the federal and provincial victim
rights legislation.

Police-based Victim Services Sector Organization and Operation

Of those stakeholders with awareness of how the police-based victim services sector is organized and
operates, some noted that where there is a municipal police department and the contract is held by the
police board, service is coordinated, consistent, seamless — “part of the overall policing services team.”
Others noted, similar to comments from programs, that where the contract holder, whether it is a local
government or a society, focusses on supplying funding, administration, and HR services, but deferring to the
police department for oversight to police-based victim services, the relationship is generally effective. At the
same time, it was suggested that it is preferrable that the police-based victim services contract holder have
an interest in victim services and the broader justice system to ensure understanding and effective support to

the program.

Some also suggested that there were benefits to overall client service where a police-based victim services
program contractor holder provides broad community and/or social programs in terms of ease of connection

and access to wrap-around services.

Value of Police-based Victim Services

Those agencies that interact directly with police-based victim services programs including police and Crown
Counsel, universally indicated that they greatly appreciate the services provided and that the services directly
benefit and are of value to their clients as well as helping the agency to fulfill its responsibilities, including its

obligations respecting victim rights.
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Stakeholders noted that police-based victim services workers provide direct and immediate emotional and
practical support and ongoing information, support and services freeing up police and providing seamless
navigation to clients throughout the criminal justice processes. They also provide a “buffer” to police and
government and a “softer” approach/service for marginalized or vulnerable individuals who may have trust
issues with police and government. Clients supported by victim services programs are also generally better

informed and better prepared for court.

Issues Facing Sector

Three key challenges were raised repeatedly across the full range of different types of stakeholders:

e There are insufficient resources to support existing programs. This applies to community-based
victim services programs as well. It is a gap that there is not a police-based victim services program in
every police detachment, and a community-based victim services program in every region.

e Staff turnover, together with recruitment and retention is a significant issue in both police-based and
community-based victim service providers which reduces the ability to deliver effective and seamless
service.

o Lack of common standards across the victim services sector in terms of staff competencies,
qualifications, training, compensation and terms and conditions of employment contributes to

recruitment and retention issues as well service consistency and effectiveness issues.

A few stakeholders suggested that there could be an expanded role for PVSBC in addressing some of these
sectoral level issues. Some stakeholders noted the efforts taken by PVSBC in the past two years in the areas
of standardized training and development of an Employee Assistance Program and suggested PVSBC could

potentially provide supports in the areas of employee development and recruitment and retention.

Echoing comments from some programs, some provincial service providers and community social sector
contract holders commented on the need for greater awareness and education around Indigenous specific
services and resources for outreach and building connections. “In many rural detachments a majority of
victims are Indigenous, and both the police and police-based victim services workers need enhanced cultural
sensitivity and safety training across the board.” Similar comments were made about sexual and gender-

based violence.

The Union of BC Municipalities (UBCM), one of the stakeholders, has a particular interest. As documented by
member resolutions approved at their annual meetings going back as far as 1988 and including resolutions
passed in 2017, 2019 and 2020, UBCM has consistently supported police-based victim services and has also
consistently called for increased funding of the sector by the province. UBCM’s main and most consistent
point is that is unfair and inappropriate for the province to expect that municipalities that fund police costs
should pay half the cost of police-based victim services. The unfairness arises from the fact that not all
programs are associated with police units that are municipally funded., leading to inconsistent funding across
programs. In addition, they argue it is unfair for municipalities to fund victim services in integrated
detachments where services are also provided outside municipal boundaries, a point also made by some
municipal contract holders. Finally, they argue that victim services are social services, not police services, and
social service delivery is a fully provincial responsibility.
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5. Findings

The theme which has presented itself right from the start of this project, inconsistency, was confirmed at
every turn through the results of the survey completed by 80% of police-based victim services programs, the
qualitative input from over half of the programs and the input provided by partners and other stakeholders

of the sector. The questions for us are:

o Do identified inconsistencies affect the ability of programs to effectively deliver services to victims
consistent with their rights? and,

o Do these inconsistencies represent differences that are necessary to meet differing local needs?

Before attempting to address these questions, it is important to summarize what we have learned about
police-based victim services in general. Stakeholder input has emphasized the value inherent in police-base
victim services and the effectiveness of the programs in delivering these services. We heard this from police,
local governments, community social services agencies and other types of victim services programs,
especially community-based victim service providers. That value arises from respectful caring treatment of
those who have suffered, often from traumatic, life-changing events. It also arises from providing a service
that is integral to policing but which police officers do not have the time or training to provide. Where these
services are temporarily or permanently unavailable, it negatively affects victims by reducing their ability to
exercise rights many do not know they have or how to proceed, and it negatively affects the ability of police
to do their job. It is within this context that we turn to the specific inconsistencies that we have found.

We began, based on our initial work reviewing documents and speaking with PVSBC Board members, looking
into three areas: the services that are provided; how those services are provided; and the treatment of
workers providing the services. Analysis of the survey results in combination with input from programs and
stakeholders confirmed inconsistencies in all three areas.

Services Provided

In Section 2 we set out the services required by contract of every program. There are two areas of
inconsistency that we found. The first is the ability and willingness to provide callout service to victims in the
case of critical incidents. That is a contract expectation, but many programs believe the wording is vague and
open to interpretation. Because after-hours service is not specifically mentioned, only 70% of reporting
programs provide after-hours service, but most that do believe it is perhaps the most important service that
they provide. Others, however, take a different view, believing it is unnecessary and often unwanted by
victims, taking resources from more important aspects of the services even during business hours. For some,
the choice not to provide after-hours services is primarily financial, with fixed, limited resources effectively
meaning that the services can only be provided without compensation. It is integrated detachments and
especially provincial detachments that have the least resources and thus the most difficulty providing after-

hours services.

More generally, the large discrepancy between municipal funding of several times provincial funding in major
urban areas and little or no local government funding in rural areas means that the level of service that can

be provided also varies, although the services provided are generally the same.
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The other inconsistency related to services provided is services to victims of domestic violence and power-
based crimes. There is a requirement that after initial contact these victims be referred to a local community-
based victim services program if there is one. That means that demand for police-based victim services in
areas where both programs co-exist is generally lower, for a given population, than in areas where there is
another program to which these victims are required to be referred. But less than half the programs have a
community-based program available, and most of those without a local program are in smaller communities

and rural areas, where local government funding also tends to be lower.

Operational Practices

In terms of how programs operationally provide services, there are also several inconsistencies. The use of
volunteers is an important one. There is a clear trend away from using volunteers for a number of reasons
including concerns about safety and liability associated with volunteers, and the time and effort required to
recruit and train volunteers taking away from rather than adding to the ability of the program to provide
services to victims. This is especially true in smaller programs, which is somewhat ironic. The lack of resources
that volunteers could help to address, especially for after-hours callouts, also makes devoting time to training
and managing volunteers difficult or impossible. On the other hand, larger, more well-funded programs have
the resources to hire employees to undertake tasks once preformed mostly by volunteers, which has led to

volunteers being phased-out to increase worker professionalism and thus improve services.

A second area is the location of programs. The vast majority of programs have office space in a police
detachment or department, with many program coordinators indicating that it is important to ensure police
are reminded of the program and to provide opportunities to ensure members understand the services
provided by the programs, the value of those services and the limits on them. Most of the programs located
in separate offices do so because of space constraints in detachment and department facilities, especially in
areas where additional police resources are added due to population or policing demand increases. Many of
these programs employ various coping mechanisms to ensure they have the opportunity for ongoing contact
with police management and members, including regularly attending the detachment or department for
watch briefings, to meet with clients and similar purposes. Many embedded programs work in areas where
there are multiple police facilities covered by the same program, which would also require regular
attendance at the other facilities to provide a full service. It is unknown how many workers regularly attend
multiple offices, but some reported that it is not a common practice. It has been suggested by some police
stakeholders and some programs that regularly attending all offices is at least as important as being
embedded.

Another area relates to the organization of this sector and the multiple agencies involved. The service is
provincially mandated and funded, under federal and provincial victim rights legislation, making the
provincial government a key element. But so too are the contract holders, the police departments or
detachments and the local community-based victim services agencies that have ongoing relationships with
the programs. The programs themselves are not separate entities but seem in many cases to be considered
as separate from the other elements, except for those where the municipal police board is the contract
holder. Program and stakeholder input indicates that in most cases working relationships among all these

elements are effective.
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But some specific instances of tensions have also been described to us: between programs and contract
holders; between programs and police units; between police-based and community-based programs; and
between contract holders and police units. That is unsurprising, given that in some cases contract holders
have little interest in the programs, police do have an interest in the programs but no legal role and certainly
not an employer/employee relationship, and there is an overlap between police-based and community-based
programs. Some of these tensions are undoubtedly personality driven, reflecting the type of workplace
tension that can and does arise in many workplaces. Others are more systemic, arising from choices made

about the allocation of resources and the quantity and quality of services delivered, as discussed above.

We have heard that when serious issues arise for a program, there is usually such a tension at its heart, often
expressed in terms of lack of accountability. That is, problems are more likely to arise when the program is
not accountable to anyone for its practices. Sometimes programs are partially accountable to the police,
despite there being only a “dotted line” organizational and reporting relationship. That works best where
there is mutual respect and trust, and in the few cases where both police and the program are accountable to
the same entity, the municipal police board. Legally, programs are accountable to the contract holder, and as
indicated above, most programs feel that works best when the contract holder takes an active role in
supporting the program and providing HR and other management/administrative services to the police-based
victim service worker while taking a hand’s off stance in relation to the actual delivery of the police-based
victim services program. Those comments seem mostly to come from programs where the contract holder

provides other services that are not complementary to police services or victim services.

PSSG uses regular statistical reporting by programs as an accountability mechanism, but generally relies on
the contract holders and police to manage the programs. There are no statistical reports arising from that
reporting made available to police or contract holders to help them manage programs. The draft Provincial
Accountability Matrix produced by PSSG in 2005 is used by the ministry as a tool to help local parties resolve
issues, but it has not been widely distributed as the basis for program accountability. PVSBC has indicated
they have supported the ministry updating the matrix and formally adopting it as a guideline provided to all
contract holders, police units associated with programs and the programs themselves.

Employment Practices

Programs and stakeholders alike have indicated that to fully provide services that enable all victims whose
initial contact with the criminal justice system occurs through contact with police to understand and exercise
their constitutional and statutory rights requires a professional police-based victim services sector. By that,
most mean well-trained workers, continuity of services provided and sufficient resources to provide those
services. Employment practices are a significant factor in the ability of the sector to consistently provide

professional services.

Both the quantitative and qualitative information provided indicates that employment practices are
inconsistent in every area. That includes the fact that a significant number of workers are contractors rather
than employees, wage rates vary considerably across programs, only about 40% are unionized and a
considerable proportion of workers do not have benefits such as extended health, sick time or long-term

disability and retirement savings through pension or matching RRSP plans. It is likely that the turnover,
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recruitment and retention issues mentioned by programs and stakeholders are linked to these
inconsistencies. It is also likely that stakeholder comments about the sector being under-resourced is also
linked to these findings. Program input suggested that in many cases compensation in terms of wages and
benefits was limited specifically to maximize the quantity of services provided. There are cases of services
provided without compensation, including after-hours critical incidence response and community education
activities, because time off in lieu either had reached a maximum or was so high it could never practically be
claimed. Alternatively, programs limited service to operate within budgeted funding. It is notable that 23% of
those reporting (16 of 69) indicated that they used one-half of an FTE or less for their entire program and in

each of those cases they received the minimum amount of PSSG funding and no other funding.

These findings about employment practices are also linked to input from programs and stakeholders about
issues related to staff coverage for vacation, sick leave, and unexpected termination of employment by either
party. With programs that operate completely independently and in many cases with just one part-time
worker, there is little flexibility to cover any of these situations. Note that security clearance requirements
means that not just anyone can relieve a police-based victim services worker. The same issue has arisen
when there are unexpectedly high policing demands in an area due to an event which results in unexpected
victim services demand, whether due to natural disasters, a major accident, or events like logging protests.
Often nearby programs can provide some flexibility and coverage, but there is no systemic capacity of that
kind.

Conclusions
The two questions posed at the start of this section relate to whether inconsistences affect service delivery,

and whether they just reflect differences needed to meet local needs.

All the inconsistencies we have found negatively affect the ability of certain programs to deliver effective
victim services consistent with the rights of victims. None arise from a desire to better meet differing local

needs, except to mitigate differences in available resources due to availability of municipal funding.

BC is a very diverse province ranging from agglomerations of high-density urban municipalities in Greater
Vancouver and the Capital Regional District, to urban areas with significant population that are regional hubs
such as Nanaimo, Kelowna, Kamloops and Prince George, to smaller urban areas surrounded by sparsely
populated rural areas, to areas that are predominantly rural. There are police-based victim services programs
in every type of area throughout the province. It’s clear from the input received that running a program in
these different types of areas each presents its own set of challenges, and that a one-size fits all approach
that doesn’t take these challenges into account is unlikely to be the best choice. But there is no indication
from any of those providing input that the inconsistencies across the sector are needed because of these
differences.

The inconsistencies we have found are more in the nature of symptoms than a list of specific issues to be
addressed. Rather, we believe there are four priority areas, which if addressed, would result in delivery of
services to victims that is more fair and more effective. By fair, we mean that victim’s access to the services

would be improved. By effective, we mean that the quantity and quality of the services would be improved.
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The priority areas are:

e Inconsistency in employment terms and conditions which is unfair to workers and contributes to

staff turnover, recruitment and retention, .

e Funding inconsistency, linked to inconsistency in the type, quality and quantity of services offered

and approaches to service delivery.

e Accountability inconsistency, related to the structure of the sector involving the ministry, police,

contract holders and programs, associated lack of flexibility and coverage.

e Lack of coordination and geographical consistency in the broad victim services eco-system, especially
related to police-based and community-based victim services, and the need to change a too

prevalent “us vs. them” approach to collaboration and cooperation.

6. Options

Many programs and stakeholders have suggested that the organizational structure of police-based victim
services underlies most of the issues facing the sector. Many of the inconsistencies that we have found are
between urban and rural programs. Well-funded programs in major urban areas where municipal
governments contribute several times as much as the provincial government are much better able to ensure
victims are fully able to access their rights. Outside those areas, and especially in areas where there is no
municipality that is large enough to have police funding responsibilities, programs not only are poorly
funded, but in many cases have only one or two staff and well under a single FTE. It is difficult for such
programs to manage themselves or to effectively manage relationships with local governments, the contract
holder, and the police detachment. That suggests that alternatives to having 91 separate programs each

under a separate contract should be considered.

The following are four potential approaches to structural reform, presented primarily to show how different
structural approaches might work and to generate discussion about whether structural reform is needed.
These are not the only possible alternatives, but do provide four quite different directions that could be
considered, each with its own set of pros and cons.

Approach 1—Provincial Program

Under this approach, PSSG would directly provide police-based victim services, with provincial public service
employees providing the services, just as PSSG currently provides court-based victim assistance in select
courthouses. Local police-based victim services workers would continue to be associated with police

detachments/departments.

This approach would address inconsistencies with employment terms and conditions and would likely lead to
full consistency in services offered and service delivery approaches and would impose a consistent
accountability structure. With PSSG directly delivering the program, the ministry would be able to address

issues related to coordination and consistency across the victim-services ecosystem.
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The effect of this approach on funding would likely differ between urban and rural programs. With the
province directly providing the service, in rural areas where municipal funding is less material, there would be
no option but for the province to pay the full cost of workers at public service wage and benefit standards,
effectively increasing funding in rural areas on average. However, unless some sort of special arrangement
could be made, in major urban areas where local governments pay well over half of the cost of programs,
services could well be reduced in the name of consistency. This would most likely be a one-size fits all
solution and represent a significant increase in provincial costs due both to compensation and the added
administrative and management overhead that would probably be required of a provincial program. It could
also result in pressure to provide the service in all police detachments. However, the resulting single

employer approach would provide flexibility to address staff coverage and demand variability issues.

Approach 2—Police-Based Victim Services as Part of Police Services

Victim services could be treated as part of police services, with police-based victim services provided by
civilian employees working in every police detachment and department, funded as part of police services and
managed by police along with the rest of the police members and civilian workers. Implementing this
approach would likely require amendments to the RCMP and municipal government policing contracts with
the provincial government. It would give police direct control over police-based victim services, addressing
accountability issues, and funding would be consistent for all programs, as part of the funding for the police.
That would ensure the municipalities pay only for their share of services in integrated detachments and that
the province pays the full cost in provincial detachments. It would also eliminate the voluntary nature of
municipal funding, which would increase funding in many small programs whether municipally or provincially

funded, but possibly reduce funding in major urban areas, similar to Approach 1.

In terms of the issues described earlier, this approach would address employment issues arising from
inconsistencies in terms and conditions of employment and reduce the number of parties involved by
eliminating separate contract holders, leaving just municipalities over 5,000 population, police and PSSG as
elements of the system. It would provide an opportunity to define service deliverables more clearly and
consistently, reducing the ability of programs to choose the level of service provided. It might provide
flexibility to address coverage and demand variability, but perhaps not to the same extent as having a single
employer. However, it would not directly address the issue related to coordination across the victim services
eco-system.

Approach 3—Single Contract
Rather than having 91 contracts to provide police-based victim services, under this approach there would be
one agency contracted to provide police-based victim services across the province, responsible for managing

all the programs and being a single employer of all police-based victim services workers.

The employment inconsistencies and associated turnover, recruitment and retention issues would be easier
to manage with the single employer. Accountability issues would be reduced through a single set of
operational policies and standards. The agency would still need to collaborate with all the police units to
ensure any tensions that arise are resolved. Funding could likely continue to be a combination of municipal

and provincial government funding, potentially with service agreements to ensure municipal contributions
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are spent in the contributing municipality on local priorities. However, that would be complex, and if
voluntary, could reduce local government funding for the sector. Provincial funding would have to increase to
bring all workers up to a consistent compensation level, and to provide consistent funding in areas where
municipal funding is not required. Although service policies could vary for different areas, this approach
would also tend toward a one size fits all approach. The single employer aspect of the approach would
provide flexibility to address staff coverage and demand variability issues. In terms of the victim services eco-
system, the single contract holder would be in a position to raise the profile of police-based victim services
and help to find ways to increase collaboration and generally improve access to victim rights across the entire

province.

Approach 4—Hybrid Model

This approach is intended to be an incremental step from the current organizational model that would
address many of the issues but avoid a one-size fits all approach. Under this model small rural programs and
larger urban programs would be treated differently. For smaller, more rural programs there would be a single
contract holder/employer for all the programs in the form of a not-for-profit agency, like Approach 3. For
larger programs where there is a municipality responsible for policing, the municipality or its police board

would generally be the contract holder.

We are being intentionally vague about exactly where the dividing line between “smaller” and “larger”
programs would be drawn. It could be drawn between provincially funded detachments being considered
“smaller” programs under the single contract holder/employer and municipalities associated with integrated
detachments and with municipal detachments/departments being considered “larger programs,” and each
being a separate contract holder. Alternatively, programs associated with provincially funded detachments
and integrated detachments could be considered “smaller” programs and would all be managed by the single
contract holder/employer and programs associated with purely municipal detachments and departments
being considered as “larger” programs with the municipality as the contract holder. Even then, some
flexibility would likely be beneficial, allowing for the current arrangement in the Capital Regional District to
continue, for example. There may be other ways of dividing the programs into the two groups as well.

This approach would not result in perfect consistency in terms and conditions of employment, but it would
provide a mechanism to ensure that in smaller programs all workers are paid a reasonable wage and have
access to a reasonable set of benefits, consistent with the standard for smaller local governments. That
would bring all programs to a comparable level and help to address the turnover, recruitment, and retention
issue. As with Approach 3, additional provincial funding would be required to cover the added cost of
consistent terms and conditions of employment, and to provide consistent funding levels for programs in
provincially funded and integrated detachments. Either the single contract holders would have to be fully
funded, or municipal funding of their share enforced, and the voluntary aspect of such funding eliminated.
Larger municipalities would continue to have the ability to provide additional funding to those programs. The
single contract holder for small programs would also provide a mechanism to address the accountability issue
and enable standards of service delivery for small programs to be established. Larger municipalities and their
associated police-boards or detachments already generally have that capacity. The single contract holder
would also be able to address coverage and demand variability but should be funded specifically for this
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purpose. As with Approach 3, the single contract holder would also have capacity to help ensure that police-
based and community-based victim services are provided collaboratively, and the community-based victim

services are more widely available in rural areas across the province.

Issue Specific Approaches

The four structural change approaches outlined above all represent a major change to the sector, and all
require considerable work to design in detail the new structure, planning to prepare for implementation and
probably start-up funding to facilitate the change. That level of change is disruptive, takes time and requires
careful management. Also, PVSBC does not have the ability to make structural change happen, which is fully

within provincial jurisdiction.

There are potentially things that could be done to address specific issues without any major structural

change.

In terms of employment consistency and the related issues of turnover, recruitment, and retention, PSSG
could consider introducing a minimum standard for terms and conditions of employment for police-based
victim services workers to be included in contracts. However, in many cases such provisions would conflict
with contract holders’ human resources policies that already apply to their other employees. Managing that
would be a challenge and may make this approach infeasible. It would also either require additional funding
or result in service reductions to accommodate increased costs in some programs. There is nothing that
PVSBC can do directly to address employment terms and conditions inconsistencies among its members.

The province could increase funding associated with victim services provided in areas where there is no
municipal funding of police services. That would reduce funding inconsistencies in a way that is, in principle,
aligned with the current funding model. But, unless either smaller municipalities that fund policing are
required to match provincial police-based victim services funding or the province increases funding in cases
where municipalities choose not to match provincial funding themselves, significant inconsistencies will
remain. However, doubling provincial funding provided in respect of provincial detachments to reflect the
lack of a municipal funder could be a potential interim step toward structural reform, if such an approach
were adopted. It would not, on its own, resolve the full set of issues facing the sector and there is nothing
PVSBC can do directly to address funding inconsistency.

Accountability could be improved by upgrading the existing draft accountability matrix and building its use
into all contracts. However, that would not address the tensions that arise because of the several parties
involved, and their differing legal responsibilities. A standard description of services could also be developed
by the province, or by PVSBC as part of its training program, as noted for some of the structural approaches
described above, and by working with partners to help improve accountability under the current structure.
This is one area where PVSBC could play a direct role that aligns with the initiatives it is already undertaking.

The eco-system could be become more collaborative with goodwill from the various elements and leadership
from the province. The most effective change in this area would be for PSSG to explicitly recognize and fund
police-based victim services programs for providing services to victims of domestic violence and power-based
crimes, where there is no community-based victim services program available. That could include giving the
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programs access to accommodation and counselling resources for these victims, which are services generally
only provided by community-based programs. That could also be an interim step towards structural reform.
PVSBC is already active with other sectors in the victim services eco-system, encouraging increased

collaboration, and there is little more that PVSBC could do directly under the current structure.

Each of these suggestions addresses just one part of the issue, at best. By considering these options, it helps
to show that, despite the disruption and effort that would be involved, it is only through structural reform
that fair and effective police-based victim services delivery can be achieved. It also shows that, similar to
structural reform, there are limited ways that PVSBC can address the issues, except through training,
coordinating with other aspects of the victim services eco-system, and working with partners to advocate for

change.

7. Recommended Next Steps

This report was commissioned by and is directed to PVSBC, whose members are police-based victim services
programs. As such, in making recommendations it is important that we keep in mind the fact that PVSBC and
its members have very little ability to directly change how police-based victim services are delivered in BC.

Our recommendations are specifically designed to recommend actions that PVSBC is able to take.

Our primary conclusion is that the well documented inconsistencies across the sector, which negatively affect
the ability of victims to exercise their rights, arise from the structure of the sector. While there may be
changes that could be made to address specific issues and identified inconsistencies, none of these would

have a major impact. Structural reform would be required.

The four approaches discussed above show that there are several potential structural reform approaches. All
of these, and perhaps some approaches we have not identified, would address most of the issues we have
set out. None of these have been fully designed or analysed to the degree that would be needed to choose
the “best” solution. That is because, while we could propose criteria that might be used to compare options
and could suggest how the approaches could be designed in more detail, both of those are ultimately tasks
that will have to be undertaken by PSSG, as the ministry that must ultimately decide whether to seek
government approval for structural reform. We view our most useful contribution as identifying the issues

and suggesting, in principle, how they might be addressed.

Recommendation 1—We recommend that PVSBC advocate with the provincial government and its partners
for structural reform and seek to be included in the process of determining what structural reform approach
to use and how to design, in detail, the new structure.

As discussed above, there is also little that PVSBC can do to address each of the four issues identified.
Employment terms and conditions as well as funding levels are completely outside PVSBC's ability to make
direct change, and both are best addressed through a structural reform process. Accountability can be
influenced, to some degree, through training and working with partners, although the real issue is structural.
Improving collaboration across the victim services eco-system can also be improved, to some degree, by

continuing to work with partners.

FINAL REPORT 42



Recommendation 2—We recommend that PVSBC continue to:

e develop and implement worker training; develop a standard description of services, which may

vary between urban and rural programs, as part of that training;
e work with partners to improve accountability; and

e work across the victim services eco-system to enhance cooperation and collaboration.
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