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Executive Summary  
 
 

TPS is one of the largest 

municipal police services 

in North America  

 

 

 

 

 

The Toronto Police Service (TPS) delivers law enforcement and 

policing services in the City of Toronto. As one of the largest 

municipal police services in North America, TPS and its 

Communications Centre serve the city with the largest population in 

Canada1. With a 2022 budget of $1.262 billion, TPS ranks as the 

second-largest gross expenditure in the City of Toronto's annual 

operating budget.  

Call centre answers all 

emergency 9-1-1 calls for 

police, fire and ambulance 

 

 

 

 

Call centre also answers 

dedicated non-emergency 

police line (416-808-

2222) 

TPS Communications Services Unit operates a Communications 

Centre (call centre) that acts as the Public Safety Answering Point 

(PSAP) for the City of Toronto. The communications operators at the 

call centre answer all emergency 9-1-1 calls, including those for fire 

and paramedic services, across the City and dispatch police services 

when needed.  

 

As shown in Figure 1 below, they also transfer calls that request fire 

and/or  ambulance services and answer calls from the dedicated 

non-emergency police line 416-808-2222 (8-2222) that are 

transferred from the switchboard operators. The blue shaded boxes 

in Figure 1 are under TPSõs responsibilities. This audit assessed the 

entire call flow process except the call taking2 and dispatching 

functions at Toronto Paramedic Services and Toronto Fire Services.   
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
1 Based on 2021 Canadian Census data 
2 We analyzed the timeliness of answering the transferred calls from TPS but not the actual call taking 

functions at Toronto Paramedic Services and Toronto Fire Services.  
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Figure 1: Call Flow Process for a Call for Service to the Call Centre through the Emergency 9-1-1 Line or the 

Dedicated Non-emergency Line 8-2222  

 

 
 
1 The call takers remain on the line after the call is answered by the paramedic and/or fire services call takers 

to determine if police are also required for the call or not 
2 Not in the scope of this audit 
3 Some of these calls could be diverted to other agencies (e.g. 3-1-1 for information on City services) or 

community-based alternative responders (e.g. 2-1-1 as part of the Toronto Community Crisis Service pilot 

project) or passed on to the crisis worker who is recently co-located in the call centre as part of TPSõs pilot with 

the Gerstein centre.  
4 During operating hours (Monday to Friday from 7 am to 10:45 pm), the switchboard operator answers the call 

when the caller presses ò0ó using the auto attendant system. The switchboard operator may transfer the call to 

a call taker by routing it to the emergency queue or non-emergency queue, depending on the assistance 

required.  When callers press ò0ó outside of these hours, the call will be routed directly to the TPS call takers. 

 

Call centre received and 

responded to over 1.9M 

calls annually in 2018 and 

2019, just under 60% of 

the calls were to the 9-1-1 

line 

 

As shown in Table 1 below, in 2018 and 2019, prior to the COVID-19 

pandemic, the call centre received and responded to over 1.9 million 

calls annually for service, with slightly less than 60 per cent of them 

on the emergency 9-1-1 line. The remaining calls were received 

through the dedicated non-emergency line (8-2222). In 2020, the 

calls for service dropped to 1.7 million and rose slightly to 1.8 million 

in 2021 - the decrease from 2019 was likely due to COVID-19 

pandemic. However, the proportion of emergency 9-1-1 dialed calls 

was slightly more than 60 per cent for 2020 and 2021 during the 

pandemic. Over this period from 2018 to 2021, the call centre 

received an average of about 5,000 calls per day, almost 3,000 of 

which were 9-1-1 calls.  
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Table 1: Total Emergency Calls that Dialed 9-1-1, Non-emergency Calls that Dialed 8-2222, and Total  

Events Dispatched to Police, 2018 to 2021 

 

 All Calls1 

Emergency 

9-1-1- Line2 

% of 

Total 

Non-emergency  

8-2222 Line3 

% of 

Total 

# of Dispatched 

Events to Police4 

2018 1,932,545  1,094,182  57% 838,363  43% 702,307  

2019  1,943,326  1,136,110  58% 807,216  42% 733,317  

2020  1,682,108  1,039,663  62% 642,445  38% 671,096  

2021  1,749,074  1,101,970  63% 647,104  37% 534,344 5 

Yearly Average 1,826,763  1,092,981   733,782    

Source: Management Morning Statistics Reports and information from management 

 
1A portion of the calls are transferred to other agencies (fire, ambulance, Ontario Provincial Police, etc.). In 

2018 and 2019, there were 349,214 and 270,596 transferred calls to other agencies (discussed in Section 

A.6.).  
2Calls that dialed 9-1-1 directly, not including those transferred to 9-1-1 queue by the switchboard.  
3Calls that dialed 8-2222 and switchboard operators transferred to the TPS call takers.  
4The total number of dispatched events include dispatch to divisions, Primary Report Intake Management and 

Entry (PRIME), and parking enforcement. It does not include the vehicle subject related dispatch (e.g. vehicle 

stops, vehicle pursuits, subject stops) that are initiated by police officers.  
5 TPS could not provide information for November and December at the time of the audit. We were informed 

that TPS is experiencing technical issues with the new Intergraph Computer Aided Dispatch (I/CAD) reporting 

repository. TPS advised they will be working directly with the vendor to address and correct all issues that 

impact the ability to report and analyze data. 

 

TPSB requested the 

Auditor General to 

conduct a risk assessment 

and audits of TPS 

 

At the request of Toronto Police Services Board (TPSB), the Auditor 

General completed a risk assessment of the Toronto Police Service 

(TPS) to develop a risk-based audit plan. This plan was independently 

developed by the Auditor General and sets the audit priorities at TPS 

over the next five years. 

 

Audit of 9-1-1 in the 2021 

Audit Plan 

 

The Auditor General's 2021 Audit Plan included an audit of the 

Toronto Police Service's 9-1-1 operations.  

 

Objectives for this audit 

 

Our audit objectives were to assess whether the Toronto Police 

Service's 9-1-1 Communications Centre provides access to 

emergency services in an effective and timely manner, as well as 

identifying potential areas of improvement to the efficiency and 

economy of operations.  

 

Two of the questions we wanted to answer included: 

 

1. Are 9-1-1 services provided in a timely manner, leading to 

a timely emergency response? 

2. Is there optimal use of resources in Toronto for the 9-1-1  

Communications Centre? 
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 The Auditor Generalõs other project entitled òReview of Toronto Police 

Service ð Opportunities to Support More Effective Responses to Calls 

for Serviceó examines the use of front-line officer resources and the 

area of response times is examined further. 

 

City Council requested the 

Auditor General to 

prioritize the 9-1-1 

operations audit and 

directed the City Manager 

for an analysis of the 

feasibility of moving 9-1-1 

operations 

As part of City Council's decisions discussing the Community Crisis 

Support Service Pilot at its February 2, 3, and 5, 2021 meetings3, 

Recommendation 10 requested the Auditor General to prioritize her 

planned 2021 audit of the Toronto Police Service's 9-1-1 operations. 

City Council's Recommendation 12 directed the City Manager for an 

overview of 9-1-1 operations and an analysis of the feasibility of 

moving 9-1-1 operations from TPS to a non-police City service. 

Further, that the City Managerõs analysis be informed by any findings 

made by the Auditor General in the context of her audits of TPS.  

 

Why this audit is 

important 

The call centre operates on a demand-based model. This means TPS 

cannot directly control the volume of calls the call centre receives ð 

that is based on demand from the public. Communications operators 

answer the calls and depending on the emergency response needed, 

transfer the calls to fire or ambulance, or dispatch police services 

when required.  The call centre drives the first level of front-line 

police resourcing responding to the incoming demands.  

 

 The 9-1-1 PSAP operation is an important area to audit for these 

reasons: 

 

1. The timeliness of call answering is critical so that people 

receive the emergency response needed as soon as possible, 

as a personõs life or safety can often be at risk. 

 

 2. The assessment made by communications operators 

determines the priority level which then impacts how timely 

the emergency response is, based on the event type selected 

and whether the default priority was adjusted or not. If the 

assigned priority level is too low, the timing of the emergency 

response could negatively impact the life or safety of a 

person. If the assigned priority level is too high, it impacts the 

availability of police officers for other higher priority calls and 

the efficient use of resources. 

 

 3. The decisions and actions of the communications operators 

determine whether a call is dispatched or not for police 

services, which has a direct impact on the level of front-line 

police resourcing required. The majority of calls that require a 

police response are dispatched to TPSõs Primary Response 

Unit officers.  

 

 

 
3 Agenda Item History - 2021.EX20.1 (toronto.ca)  

 

https://www.torontoauditor.ca/report/review-of-toronto-police-service-opportunities-to-support-more-effective-responses-to-calls-for-service
https://www.torontoauditor.ca/report/review-of-toronto-police-service-opportunities-to-support-more-effective-responses-to-calls-for-service
https://www.torontoauditor.ca/report/review-of-toronto-police-service-opportunities-to-support-more-effective-responses-to-calls-for-service
http://app.toronto.ca/tmmis/viewAgendaItemHistory.do?item=2021.EX20.1
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Findings in 5 areas We categorized our key findings as follows: 

1) Answering calls 

2) Assigning call event types and priority levels 

3) Dispatch and response times to emergency events 

4) New technology, 9-1-1 levies, and other opportunities 

5) Community education and awareness 

 

 

 

 

 

 

 

9-1-1 service level 

standard not being met 

 

TPS adopted the NENA 

industry standard as its 

service level standard ð 

answer 90% of all 9-1-1 

calls within 15 seconds  

1) Answering Calls 

 

The timeliness of call answering is critical so that people receive the 

emergency response needed as soon as possible, as a personõs life 

or safety can often be at risk. 

 

Throughout 2018 to 2021, the 9-1-1 PSAP did not generally meet its 

service level standard for answering 9-1-1 calls, which it adopted 

from the widely accepted industry standard established by the 

National Emergency Number Association (NENA). The service level 

standard requires 90 per cent of all 9-1-1 calls to be answered within 

15 seconds4.  

 

There were a limited number of days when the service standard was 

met. From our research on publicly available information and 

consultation with our expert advisor, we noted many other 

jurisdictions are also challenged in meeting the timeframe required 

in this standard.  

 

Improvement in daily 

average wait time ð more 

days with a lower daily 

average wait time in 2021 

than in 2018 

From TPSõs management reports, we found that over this period, 

there was an improvement in the daily average wait time. As shown 

in Table 2 below, based on the daily average wait time, the number 

of days in a year that a caller who dialed 9-1-1 needed to wait for 

more than 30 seconds to be answered had decreased from 2018 to 

2021. For example, in 2018 there were 117 days in which a 9-1-1 

call on average needed to wait for more than 30 seconds to be 

answered, and this decreased to 67 days in 2021.    

 

 

 

 

 

 

 

 

 

 

 

 

 

 
4 NENA 9-1-1 call processing standard (https://www.nena.org/page/CallProcessingStnd) requires that ò90% of 
all 9-1-1 calls be answered within 15 seconds and 95% answered within 20 secondsó. The Torontoõs 9-1-1 

PSAP adopts and measures its performances against the first standard but not the second one. 
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Table 2: A Breakdown on the Number of Days by 9-1-1 Calls Daily Average Wait Time, 2018 to 2021  

 

 Daily Average 9-1-1 Wait Time (# of days) 

 2018  2019  2020  2021  

15 sec. or less (the wait time 

target in service level standard)1 66 170 216 123 

More than 15 sec. to 30 sec. 182 157 121 175 

Subtotal  248 327 337 298 

More than 30 sec. to 1 min. 103 38 29 62 

More than 1 min. to 2 min. 13 0 0 5 

More than 2 min. 1 0 0 0 

Subtotal  117 38 29 67 

Total 365 365 366 365 

Source: Audit analysis of the Morning Statistics Reports 
1The wait time target in the service level standard prior to December 2020 was 10 seconds  

 

Call answering wait time 

varies significantly 

throughout the day 

Call volume and available staff resources impact 9-1-1 call answering 

wait time. We found that the average 9-1-1 call answering wait time 

varies significantly throughout the day (i.e. how timely a call can be 

answered depends on the time of the day a caller calls for 

assistance). During non-peak hours in 20215, the average answering 

wait time was seven seconds, but during peak hours6 it was 28 

seconds, which is almost twice the industry standard. In 2021, at 

least 13,260 calls that dialed 9-1-1 waited more than a minute to be 

answered, of these at least 424 waited more than four minutes.  

 

The longer the wait, the 

greater the risk and 

potential life or safety 

impact 

 

 

Since the 9-1-1 line is for emergency situations that require 

immediate assistance, the longer a caller waits for the call to be 

answered, the greater the risk and potential impact on the life or 

safety of people or property as it delays the time for emergency 

response.  

 

More available staff may 

be needed for 9-1-1 PSAP 

to achieve its service 

levels along with other 

strategies to support staff 

and operational needs 

TPS should ensure more available and/or deployable staff are in 

place, particularly during peak period times, to improve 9-1-1 call 

answering times and achieve its service levels of answering 90 per 

cent of all 9-1-1 calls within 15 seconds. Also, other strategies are 

needed to minimize staff sick time, injured on duty, overtime, and to 

improve the recruitment process, retention, and the health and well-

being of the communications operators. 

 

TPSõs data and 

information management 

are keys to improving its 

workforce management 

TPSõs data and information management are keys to improving its 

workforce management, so that peak and non-peak periods are 

better staffed to achieve its service levels and reduce answering wait 

time. This may also improve staff health and well-being, which in turn 

may help to reduce daily staff absences, unavailable time on the 

phone, and injured on duty (discussed in Section A.4).  

 

 

 
5 From 11:30 pm to 10:30 am 
6 From 2:45 pm to 9:30 pm 
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TPS needs better data and 

information to better 

manage its workforce and 

inform decision-making 

 

 

 

 

 

The lack of available data 

and limitations with TPSõs 

information management 

created challenges for our 

audit and a scope 

limitation  

 

 

 

 

Data and information are also key for monitoring and improving 

operational performance. TPS does not currently track the data it 

needs to conduct the level of analysis required to properly inform 

their decision-making. The issue with a lack of data and information 

was also noted in past TPS internal and external reviews of the call 

centre conducted in 2015 and 2019. It is critical that TPS improve its 

data and information management in this area, as it can impact the  

lives and safety of people.  

 

The lack of available data and limitations with TPSõs information 

management created many challenges in completing this audit 

(described in Exhibit 1) and the results presented in this report 

required an enormous effort and amount of time by our audit team. 

These results would be more easily and quickly produced if TPS had 

the data it needs in an easily accessible and automated format. Itõs 

also important to note that the upcoming new system for Next 

Generation 9-1-1 (NG9-1-1)7 will not address this issue. The need for 

better data and information systems should be incorporated into 

TPSõs data strategy going forward. We had a scope limitation for this 

audit as a result of the limitations with the data available, further 

described in the Audit Objectives, Scope and Methodology section, 

and Exhibit 1 in this report.  

 

Answering time for 

transferred calls can be 

improved further, 

particularly for Fire 

Transfer time to other emergency service agencies (fire, ambulance, 

Ontario Provincial Police) averaged less than 30 seconds and is 

dependent on the call taker availability at those other agencies. The 

timeliness of answering TPSõs transferred calls could be improved 

further, particularly for Toronto Fire Services calls. 

  

Total non-emergency calls 

made up 57% of 9-1-1 

dialed calls 

The emergency 9-1-1 line is for situations that require immediate 

emergency assistance. However, we found that from January 2018 to 

July 2021, of the calls dialed to the 9-1-1 emergency line, total non-

emergency related calls made up 57 per cent of those calls dialed. 

The breakdown is shown in Figure 2 below and included: 

 

 

 
7 This is a new digital-based system that will replace the call centreõs Enhanced 9-1-1 system. 
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 ¶ 18 per cent were abandoned or hang-up calls. A call back 

had to be made for each of these calls to confirm that 

emergency assistance was indeed not needed. 

¶ 3 per cent were related to pocket dials from cellular devices. 

Unless it was clear from the background noise that it was a 

misdial, call takers had to call back these calls to confirm the 

misdial. 

¶ 12 per cent of calls were not police or other emergency 

services matters. The calls were either referred to 3-1-1 or 2-

1-1, or the call takers determined that no police response 

was required.  

¶ 14 per cent of these calls where callers were asking for 

referral information or advice (i.e. òAdvisedó event type)(e.g. 

Collision Reporting Centre, Animal Control, see a lawyer, civil 

matter, etc.). We found that police service was not 

dispatched for almost all of these calls. However, these calls 

took up the time that call takers could use to respond to 

other calls.   

¶ 10 per cent of these calls were for lower priority events 

where imminent or potential danger and/or injury was not a 

factor. Police attendance may be required for some of these 

events. We found police service was not dispatched for 40 

per cent of these calls8. However, the call takersõ time was 

occupied by answering these calls rather than other higher 

priority calls. 

 

Repeat callers dialed  

9-1-1 for non-emergency 

matters 

In addition, we found many callers repeatedly calling 9-1-1 for low 

priority non-emergency events where police were not dispatched, as 

well as for abandoned, hang-up or pocket dialed calls.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
8 This does not represent all lower priority non-emergency calls-for-service that police attended. There were 

additional lower priority events that came from the dedicated non-emergency line (8-2222), or were officer 

initiated, walk-ins to police station, etc. 
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Figure 2: Breakdown of the Types of Calls Received Through the 9-1-1 Line, January 2018 to July 

2021 

 

 
1 Non-police matter calls were either 3-1-1 or 2-1-1 referrals, or it was determined by the communications 

operators that no police response was required for a 9-1-1 dialed call. 
2 These calls were for information / advice and assigned as òAdvisedó event type by call takers. This event type 

has a default priority 6 and is categorized as a miscellaneous non-emergency event type. It is used when a 

caller is asking for referral information or advice (e.g. information on Collision Reporting Centre, Animal Control, 

see a lawyer, civil matter, etc.).  

 

Public needs better clarity 

on when to call 9-1-1; 

public education and 

awareness can help 

The high proportion of non-emergency calls that dialed 9-1-1 

indicates the need for better clarity and communication to the public 

on when to use the 9-1-1 emergency line, and the options of TPSõs 

non-emergency line (8-2222) or other alternative non-police 

resources like 2-1-1 and 3-1-1. Public education and awareness 

should help to lower the volume of calls for lower priority non-

emergency events and calls that do not require police assistance.  

 

TPS initiatives may not be 

reaching target audiences 

TPS has not had a general public education campaign since 2017 

and has not had any recent targeted awareness programs. In 2017, 

TPS and City 3-1-1 staff held a 9-1-1 awareness campaign at the 

Canadian National Exhibition aimed to increase public awareness on 

the use of 9-1-1, the 8-2222 line, and the City 3-1-1 number. 

Afterwards in 2018 the City and TPS launched a òMaking the Right 

Calló advertising campaign. TPS mainly utilizes its website and social 

media accounts, which may not reach certain target audiences. Also, 

educational materials should be refreshed and refocused periodically 

based on results of analysis of calls received with the aim to reduce 

unnecessary calls to 9-1-1.   
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Opportunities for TPS to 

collaborate with the City 

to improve public 

awareness 

There are opportunities for TPS, in collaboration with the City, to 

improve public awareness and understanding of the emergency and 

alternatives including the dedicated non-emergency line and other 

non-police alternative resources.  

 

 

 

Communications 

operators have a very 

difficult job 

2) Assigning Call Event Types and Priority Levels 

 

Communications operators have a very difficult job ð they need to 

use a high level of judgement and make quick decisions, often under 

high stress. The potential for making decisions that could have life or 

death consequences can be a daily occurrence. 

 

Over 85% of the calls in 

our sample were assessed 

properly for event type 

and priority rating 

Over 85 per cent of the time, in our statistically valid sample, call 

takers appropriately assessed the event type of the reported incident 

and priority rating of the urgency for police response. However, there 

is room for improvement, particularly for priority rating assignment. 

The assessment made by communications operators of the event 

type and priority level impacts how timely the emergency response 

will likely be. If the priority level selected is too low for that event, the 

timing of the emergency response could negatively impact the life or 

safety of a person. If the priority level is too high, it impacts the 

availability of police officers for other higher priority calls and the 

efficient use of resources. 

 

Example of a call event 

that should have been 

assessed a higher priority 

level 

Here is one example of a call event that should have been assessed 

at a higher priority level: 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Important to further 

improve for assignment of 

event type or priority 

rating as these are 9-1-1 

calls 

It is important to note that even though we did not find a high 

percentage of samples with an inappropriate event type or priority 

rating assigned, given that 9-1-1 calls often involve the life or safety 

of people, further improvement in this area is needed. 

 

A person was randomly fighting and kicking cars in 

public, throwing himself into traffic, and reportedly 

almost got hit by vehicles. This was a risk to life and 

danger to the person, the civilians around the person, 

and the drivers on the road, and the reported event was 

in progress. Multiple calls were received about this 

incident.  

 

The call was assigned as a Hazard event type and 

remained with a default priority 2 instead of upgrading it 

to a priority 1. The incident was taking place during a 

busy period around 5 pm. Police arrived 19 minutes 

after the event was sent to dispatch.  
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Calls are often not 

upgraded or downgraded 

from system default 

priorities  

Communications operators did not often upgrade or downgrade the 

system default priorities that are set for each type of event. However, 

we found that sometimes it is necessary to adjust the default priority, 

depending on the event type and the circumstances and nature of 

the call.  

 

Opportunities to better 

support communications 

operators 

Other opportunities to better support communications operators in 

performing their call taking and dispatching functions include 

technological changes to help guide and make their decision-making 

easier and potentially less stressful, providing improved clarity in 

their operational manual, and providing additional training. 

 

 3) Dispatch and Response Times to Emergency Events 

 

Police response time 

measurement can be 

improved 

TPSõs police response time measurement can be improved by 

including the time from when a call is received by the call centre and 

waiting to be answered to when the event for the call is created by a 

call taker in the system and sent to the dispatcher (represented by 

Steps 1 to 3 in Figure 3 below). 

 

Figure 3: Action Points (Steps 1-3) that are Currently Excluded from TPS Response Time 

Measurement 

 

 
 

Dispatchers are reliant on 

the availability of police 

officers to dispatch events 

Dispatch times are included in TPSõs response time measurement 

and can be quite long, however the dispatchers are reliant on the 

availability of police officer units to accept a dispatched event. They 

do not dispatch another event to an officer who has not cleared a 

previously accepted event, as they presume that the officer is 

addressing the event until it has been cleared. At times, dispatchers 

may estimate the completion of an event based on the officersõ 

reported òat sceneó arrival time and check on the officer unit. 

However, since there are no TPS guidelines for expected clearance 

times on the various event types, dispatchers can only use their 

judgement and experience.  

 

Police officers need to 

improve communication 

with their dispatchers 

Dispatchers are further challenged in knowing whether officer units 

are available if officers do not report their òat sceneó arrival time or 

do not inform the dispatchers that they have cleared the previously 

accepted event and are ready for the next one.  
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21% of dispatched calls 

did not report arrival time 

 

 

We found that from January 2018 to July 2021, about 21 per cent 

(268,450) of dispatched events did not report òat sceneó arrival 

time. We examined the Automatic Vehicle Location (AVL) records and 

relevant documentations for 16 of these cases and found that in four 

of them, there was a delay in the range of 32 minutes to over 1.5 

hours for the officer unit to clear the accepted event.   

 

Officers need to 

consistently advise 

dispatchers of their arrival 

and clearance times on 

call events 

If an officer unit does not communicate their availability after 

finishing the assigned event, the dispatcher would not know the 

officer unit is available to attend another event.  

 

 

 

Changes to system for 

mandated NG9-1-1 

requirements increases 

risk of fiscal sustainability 

4) New Technology, 9-1-1 Levies, and Other Opportunities 

 

Torontoõs 9-1-1 PSAP, as well as the PSAPs in other jurisdictions, are 

facing a fiscal sustainability issue with implementing the mandated 

changes to 9-1-1 services requirements. The Canadian Radio-

television and Telecommunications Commission has mandated a 

country-wide upgrade to a new digital-based system commonly called 

Next Generation 9-1-1 (NG9-1-1). This new system will allow callers 

to send text messages, photos, videos, and other types of data to the 

call centre. The 9-1-1 PSAP is in the process of implementing the 

NG9-1-1 requirements. The uptake and impact on the facility 

requirements, service delivery, and staffing levels of other forms of 

communication are yet to be determined. 

 

Some funding is in place, 

but it may not be 

sufficient 

The NG9-1-1 project has an approved project cost of $10.3 million 

($8.9 million approved budget and $1.4 million life to date cost) in 

TPSõs 2022 and 2031 Capital Budget. However, it is not clear if that 

is sufficient funding to upgrade to NG9-1-1 requirements, including 

the necessary equipment, renovation, facilities, and staffing. An 

expected cost of $78 million for a new facility requirement is not yet 

approved. 

 

Police, fire and 

ambulance NG9-1-1 

solutions should be 

integrated 

It will be important to ensure that police/fire/ambulance systems (as 

well as future alternate response) are integrated in the new 9-1-1 

solutions. Also, TPSõs strategy for 9-1-1 data analysis tools should 

include the data needs identified in our report. 

 

Potential for 9-1-1 levies 

in Ontario that are 

legislated in most other 

provinces  

In most other provinces, legislated government 9-1-1 levies are 

charged to each phone line and remitted by telecommunication 

service providers to the provincial or local governments, which then 

distribute the funds to PSAPs. These 9-1-1 levies range from $0.43 

to $1.88 per month as shown in Figure 4 below. Legislation does not 

exist in Ontario for these 9-1-1 levies to be remitted to PSAPs, but 

Section 259 of the City of Toronto Act allows for it.  

 

Telecommunication service providers in Ontario are charging 

subscribers of certain service plans a non-government 9-1-1 access 

fee for their own infrastructure costs.  
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Figure 4: Breakdown of Current Monthly Legislated 9-1-1 Government Levies Charge in Other 

Provinces, Municipalities, and Territories  

 

 
1 Fee increased from $0.44 since September 2021 
2 Municipal levies, varying from different municipalities and not all municipalities are charging the levy. Those 

municipalities that have levies are charging wireless and/or landline.  
3 Fee increased from $0.53 since January 1, 2021 
4 Fee increased from $0.40 since August 2016 
5 Fee increased from $0.94 since April 7, 2021  

 

Opportunity for potential 

funding source from 

government 9-1-1 levies 

We were informed that TPS raised the issue of charging 9-1-1 levies 

in the past with the City and the province but did not receive 

approval. TPS and TPSB are part of the Interagency Advisory Panel 

formed in June 2019, and this group is advocating with the Provincial 

Government for a provincial strategy concerning the implementation 

and long-term sustainable funding for NG9-1-1 investments and 

requirements.  

 

Given the fiscal sustainability issues with the upcoming changes, and 

the need for better data and information systems for the 9-1-1 PSAP 

operations as outlined in this audit, it would be timely to raise the 

potential funding source of 9-1-1 levies again.  
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A government 9-1-1 levy 

could raise an estimated 

$28.8M annually for 

Toronto, or $144M over a 

five-year period 

According to the Canadian Radio-television and Telecommunications 

Commission ð Communications Market Reports open data on retail 

mobile sector, 85.8 per cent9 of the total population in Ontario were 

mobile device subscribers in 2019. Based on this penetration rate 

and Torontoõs population in 2021 of 2.8 million, we estimated a 

potential annual 9-1-1 levy of $28.8 million ($144 million over a five-

year period) using a monthly levy of $1 per mobile device subscriber 

in Toronto. This funding will increase as the population and number 

of mobile phone users continues to increase and if it also applies to 

landlines as well. 

 

This potential funding could assist with implementing the NG9-1-1 

requirements, as well as with implementing some of the 

recommendations in this report, such as technological solutions to 

better support communications operators, improving data and 

information, and increasing call diversion for non-emergency calls. 

 

City Manager should 

consider factors and risks 

outlined in the audit when 

looking at feasibility of 

moving 9-1-1 operations 

to a non-police City service 

Torontoõs 9-1-1 PSAP model is commonly used in many other 

jurisdictions. There are other PSAP models used in some other 

jurisdictions but there is no one best model as it should be designed 

to meet the unique needs of a given jurisdiction and local context. 

City Council has directed the City Manager to conduct a review on the 

feasibility of moving the 9-1-1 PSAP operations from TPS to a non-

police City service. This feasibility review should consider the factors 

listed below and other risks outlined in this audit:  

¶ the potential impact on call answer and response times  

¶ legislative feasibility 

¶ cost/ benefit analysis 

¶ staffing challenges and current collective bargaining 

agreement 

¶ legal implications of any changes including legal risks, and 

legal requirements (e.g. using 9-1-1 audio and data records 

as evidence) for court proceedings 

¶ governance model for PSAP operations 

¶ emerging requirements (e.g. NG9-1-1).  

 

The Cityõs feasibility review should also consider whether the goals 

and outcomes can be more effectively and efficiently achieved 

through other strategies.  

 

 

 
9 Mobile subscriber penetration rates, as a per cent of total population. The penetration rate represents the 

number of subscribers as a percentage of the population.  
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Opportunities to improve 

public awareness to better 

manage call volume 

5) Community Education and Awareness 

 

There are opportunities for TPS, in collaboration with the City, to 

improve public awareness and understanding, including when to call 

9-1-1 (and the information to provide upon calling), police non-

emergency line (8-2222), TPS online reporting, and other helpful 

numbers such as 3-1-1 and 2-1-1. 

 

 Conclusion 

 

The 9-1-1 PSAP has a 

crucial role 

As the 9-1-1 PSAP for the City of Toronto, TPS call centre has a 

crucial role in ensuring the safety and security of the public and their 

properties. It is the first point of contact for those who call for 

emergency assistance. It also drives the first level of front-line police 

resourcing responding to the call-for-service demands.   

 

Key success factors of the 

9-1-1 PSAP operations  

Both internal and external factors affect the success of the 9-1-1 

PSAP operations. Internally, TPS needs to support the 9-1-1 PSAP 

operations by ensuring it has the resources and capacity to answer 

calls in a timely manner. TPS also needs to ensure there are proper 

information systems with the data, information and analysis available 

for regular monitoring and informed decision-making for the 9-1-1 

PSAP operations. A proper information system is also needed for 

supporting other analytical needs such as identifying opportunities 

for alternate response strategies and informing and developing 

strategies for public education campaigns.  

 

Externally, the efficiency of the secondary emergency 

communications centres (e.g. Toronto Fire Services) in answering 

transferred calls affects the 9-1-1 PSAP operations. The public also 

plays a key role in the success of the 9-1-1 PSAP operations by 

calling the 9-1-1 line only for emergency situations that require 

immediate police, fire, and/or ambulance assistance, and using the 

non-emergency line or other available non-police alternatives for 

other situations.  

 

26 recommendations We made 26 recommendations to TPS in the five key areas outlined 

in this report. In our view, the implementation of the 

recommendations contained in this report will further improve TPSõs 

ability to keep Toronto safe. 

 

Thank you We express our appreciation for the co-operation and assistance we 

received from management and staff of Toronto Police Service, 

particularly TPS Communications Centre, Toronto Police Services 

Board, and Toronto Police Association. We would also like to express 

our appreciation for the cooperation we received from City Managerõs 

Office, Toronto Paramedic Services, and Toronto Fire Services, in 

completing our audit.  
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Background 
 
 

TPS is responsible for law 

enforcement in Toronto 

 

 

 

 

 

 

Toronto Police Service (TPS) delivers law enforcement and policing 

services in the City of Toronto.  As one of the largest municipal police 

services in North America, TPS and its Communications Centre serve 

the city with the largest population in Canada10. With a 2022 budget 

of $1.262 billion, TPS ranks as the second largest gross expenditure 

in the City of Toronto's annual operating budget.  

 

TPSõs call centre is the 

Public Safety Answering 

Point for the City 

 

 

 

 

TPSB requested the 

Auditor General to 

conduct a risk assessment 

and audits of TPS 

 

 

Audit of 9-1-1 in the 2021 

Audit Plan 

 

 

City Council requested the 

Auditor General to 

prioritize the 9-1-1 

operations audit and 

directed the City Manager 

to analyze the feasibility 

of moving 9-1-1 

operations 

 

TPS established the 9-1-1 Communications Services Unit to provide 

an efficient and effective Communications Centre (call centre). This 

call centre acts as the Public Safety Answering Point (PSAP) for the 

City of Toronto. It ensures access to emergency services in the City 

with an objective to generate the appropriate response to calls for 

service in a timely and appropriate manner.   

 

At the request of the Toronto Police Services Board (TPSB), the 

Auditor General completed a risk assessment of the TPS to develop a 

risk-based audit plan. This plan was independently developed by the 

Auditor General and sets the audit priorities at TPS over the next five 

years. 

 

The Auditor General's 2021 Audit Plan included an audit of Toronto 

Police Service's 9-1-1 operations with a focus on examining its 

effectiveness and efficiency. 

 

Further, as part of City Council's decisions discussing the Community 

Crisis Support Service Pilot at its February 2, 3, and 5, 2021 

meetings11, recommendation 10 requested the Auditor General to 

prioritize her planned 2021 audit of the Toronto Police Service's       

9-1-1 operations. City Council's recommendation 12 directed the City 

Manager for an overview of 9-1-1 operations and an analysis of the 

feasibility of moving 9-1-1 operations from TPS to a non-police City 

service. Further that the analysis be informed by any findings made 

by the Auditor General in the context of her audits of TPS.  

 

 

 
10 Based on 2021 Canadian Census data 
11 Agenda Item History - 2021.EX20.1 (toronto.ca) 

 

http://app.toronto.ca/tmmis/viewAgendaItemHistory.do?item=2021.EX20.1
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Chief oversees operations; 

TPS Board is the 

governing body 

TPS is led by the Chief of Police with governance and oversight 

provided by TPSB12. The Chief of Police is responsible for 

administering the police services and overseeing its operations in 

accordance with the objectives, priorities and policies established by 

the Board13. 

 

Legislated 24/7  

communications centre 

Section 5 of the Ontario Regulation 3/99 òAdequacy and 

Effectiveness of Police Servicesó14 under the Police Services Act 

requires that police services must have a communications centre 

that operates 24 hours a day to answer emergency calls for service. 

The communications centre can be òprovided by the police force, by 

another police force, by another municipal emergency service or on 

a combined or regional or co-operative basisó.  

   

Upcoming new regulations 

 

 

 

 

 

 

 

 

Legislatively, dispatching 

9-1-1 calls in Ontario 

appears to be a function 

that can only be 

performed by a police 

service under draft 

regulation 

We were informed that the Government of Ontario is drafting new 

regulations to be made under the Community Safety and Policing 

Act, 2019, which will replace the Police Services Act once it is in 

force. The new regulations, expected to take effect in 2022, may 

impact the provision of 9-1-1 PSAP operations as they examine who 

can legally provide the services of communications centre, what 

services are to be related to 9-1-1 communications centre 

operations, and how the adequacy of those services is defined. 

 

The draft regulation for section 14 Alternative Provision of Policing 

Functions of the Community Safety And Policing Act, 201915, 

indicates that the òdispatching members of a police serviceó is a 

prescribed policing function where the police service board may 

enter òinto an agreement with another police service board or 

Commissioner to provide the policing function in the areaéó. There is 

also no relevant prescribed entity listed under the draft regulation for 

the provision of communications centre services.  

 

Accordingly, the dispatching of police services seems to be a function 

that only a police service will be allowed to perform. It is unclear if 

the call taking function is included as part of the policing functions at 

this time.  

 

 

 
12 As stated in Section 31 of the Police Services Act, which outlines the Boardõs specific statutory 

responsibilities, the Board is òresponsible for the provision of adequate and effective police servicesó in 

Toronto.  
13 Toronto Police Services Board - Board Mandate (tpsb.ca)  
14 O. Reg. 3/99: ADEQUACY AND EFFECTIVENESS OF POLICE SERVICES (ontario.ca)  
15 showAttachment.do (ontariocanada.com) 

https://www.ontario.ca/laws/statute/90p15
https://www.tpsb.ca/about/board-mandate
https://www.ontario.ca/laws/regulation/990003
https://www.ontariocanada.com/registry/showAttachment.do?postingId=37770&attachmentId=49366
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 Financial Highlights  

 

The Communications Services Unit had net operating expenditures of 

approximately $36.4 million in 2021, an approved operating budget 

of approximately $40.1 million for 2022, and a total staff 

complement of 37916. Most of the expenditures are for salaries and 

benefits.  

 

As at January 1, 2022, there were 225 civilian communications 

operators and 20 supervisors17. These staff work on a platoon basis 

rotating through day, afternoon, and night shifts to provide services 

covering 24 hours, seven days a week.  

 

Communications Services 

Unit is responsible for the 

call centre and other 

services 

In addition to receiving and responding to incoming calls for service, 

the other responsibilities of the Communications Services Unit 

include:  

¶ working with other agencies and groups, including other 

police and emergency service providers to deliver 

communication systems. 

¶ responding to requests for court and ongoing investigations 

requirements for audio and data records on 9-1-1 calls. 

¶ maintaining radio communications with police units. 

¶ training and development of communications operators. 

 

Estimated $78 million for 

new communications 

centre is placed in 

unfunded category  

In its 2022 Budget Notes, TPS management identified the need for a 

new communications centre requiring an estimated $78 million, 

noting that current and future operations cannot be accommodated 

in the current facility. It was also noted that the required funding 

needs to be jointly coordinated with other City Emergency Services 

and that it has currently placed this in the unfunded category. 

According to the Budget Notes, TPS will be conducting a feasibility 

study to review requirements and recommend a plan.   

 

TPS call centre answers 

and transfers the 9-1-1 

calls for Toronto Fire 

Services and Toronto 

Paramedic Services; Fire 

and Paramedic do not 

contribute resources to 

the 9-1-1 PSAP 

Toronto Fire Services and Toronto Paramedic Services rely on TPS to 

answer and transfer the 9-1-1 calls for their emergency services in 

the City. These City Divisions maintain their own call taking and 

dispatching functions and do not contribute any resources to TPS for 

the emergency call taking function. The Toronto Fire Services and 

Toronto Paramedic Services call takers answer the calls transferred 

from the TPS call takers that need fire services and/or ambulance.  

 

 

 
16 The staff complement number excludes PRIME officers. The overall budget of $40.1 million includes the 

budgeted cost of about $5.9 million relating to PRIME officers. 
17 In addition, there was one Manager and two Assistant Managers who oversee the operations, as well as 10 

switchboard operators. 
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Call centre responded to 

over 1.9 million calls 

annually in 2018 and 

2019 prior to COVID-19 

pandemic  

 

 

 

 

 

 

 

 

 

 

 

 

From 2018 to 2021, call 

centre received an 

average about 5,000 calls 

a day, about 3,000 of 

these were 9-1-1 calls  

Overall Call Volume 

 

In 2018 and 2019, prior to the COVID-19 pandemic, the 

Communications Services Unit received and responded to over 1.9 

million calls annually for service. Slightly less than 60 per cent of 

these were received on the 9-1-1 emergency line, while the 

remaining were received through the dedicated non-emergency line 

416-808-2222 (8-2222).  

 

In 2020, the total calls for service dropped to 1.7 million. The 

decrease from 1.9 million in 2019 was likely due to COVID-19 

pandemic, starting with the first Emergency Order issued by the 

province on March 17, 2020. During the pandemic in 2020 and 

2021, 9-1-1 calls were slightly more than 60 per cent of the total 

calls received. In 2021, the total calls rose slightly from 2020 to 1.8 

million mainly due to the increase in emergency 9-1-1 calls, while the 

non-emergency calls remained consistent with the 2020 level during 

COVID-19.  

 

Over this period, the call centre received an average of about 5,000 

calls per day, almost 3,000 of which were 9-1-1 calls. Table 3 shows 

the breakdown of total calls that dialed the 9-1-1 emergency line and 

those that dialed the 8-2222 non-emergency line, for the years 2018 

to 2021.  

 

 Given the impact of the COVID-19 pandemic, the 2018 and 2019 

data may be more representative of typical call volume and 

proportion of emergency and non-emergency calls. 
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Table 3: Total Emergency Calls that Dialed 9-1-1, Non-emergency Calls that Dialed 8-2222, and Total 

Events Dispatched to Police, 2018 to 2021 

 

 All Calls1 

Emergency 

9-1-1 Line2 

% of 

Total 

Non-emergency  

8-2222 Line3 

% of 

Total 

# of Dispatched 

Events to Police4 

2018 1,932,545  1,094,182  57% 838,363  43% 702,307  

2019 1,943,326  1,136,110  58% 807,216  42% 733,317  

2020 1,682,108  1,039,663  62% 642,445  38% 671,096  

2021 1,749,074  1,101,970  63% 647,104  37% 534,344 5 

Yearly Average 1,826,763  1,092,981   733,782    

Source: Management Morning Statistics Reports and information from management 
 

1A portion of the calls are transferred to other agencies (fire, ambulance, Ontario Provincial Police, etc.). In 

2018 and 2019, there were 349,214 and 270,596 transferred calls to other agencies (discussed in Section 

A.6.).  
2Calls that dialed 9-1-1 directly, not including those transferred to 9-1-1 queue by the switchboard.  
3Calls that dialed 8-2222 and switchboard operators transferred to the TPS call takers.  
4The total number of dispatched events include dispatch to divisions, Primary Report Intake Management and 

Entry (PRIME), parking enforcement. It does not include vehicle subject related dispatch (e.g. vehicle stops, 

vehicle pursuits, subject stops) that are initiated by police officers.  
5TPS cannot provide information for November and December at the time of the audit. We were informed that 

TPS is experiencing technical issues with the new Intergraph Computer Aided Dispatch (I/CAD) reporting 

repository. TPS will be working directly with the vendor to address and correct all issues that impact the ability 

to report and analyze data.  

 

 

 

Call centre is the PSAP for 

the City with standard to 

answer 90% of 9-1-1 calls 

within 15 seconds 

 

 

 

 

 

9-1-1 Public Safety Answering Point (PSAP) Operations 

 

As the PSAP for the City, the call centre answers all 9-1-1 calls and 

then depending on the service requested, may re-route the caller to 

Toronto Fire Services, Toronto Paramedic Services, or another police 

force if the requested service is outside of TPS jurisdiction. It also 

receives and answers non-emergency calls.  

 

Since there is no legislated standard for emergency call-answering, 

the Communications Services Unit aims to answer emergency calls 

for service in accordance with the widely accepted industry standard 

established by the National Emergency Number Association (NENA). 

This standard was recently revised such that 90 per cent of 9-1-1 

emergency calls be answered within 15 seconds. 

 

Call centre answers calls 

from both the 9-1-1 

emergency line and the 

416-808-2222 police  

non-emergency line 

 

The calls for service from the public can reach the call centre either 

through the 9-1-1 emergency line or TPS police non-emergency line 

416-808-2222 (8-2222).  
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 The 9-1-1 line is intended to be used in emergency situations that 

require immediate assistance from police, fire, and/or ambulance 

services. The 8-2222 non-emergency line is intended for situations 

that are not an emergency but still require police assistance18. 

 

Dispatchers at call centre 

dispatch for police 

services 

 

Once a call is determined to be a request for police service, it is then 

dispatched by the dispatcher at the call centre.  

 

Communications 

operators are fully trained 

for both call-taking and 

dispatching functions 

The call centre is divided into a call taking area and a dispatch area. 

All the communications operators are fully trained to perform both 

call taker and dispatcher functions. The communications operators 

assigned as òcall takersó answer emergency 9-1-1 calls19, calls that 

are transferred from the switchboard operators to the operational 

floor20, and handle internal requests. The communications operators 

assigned as òdispatcheró assign calls for service to police officers 

where police presence is required, handle requests for information 

from officers, and manage multiple radio equipped units. 

 

There is a maximum 

number of emergency and 

non-emergency lines 

At any time of the day, the call centre must assign a communications 

operator to each of its dispatch desks because there must be an 

operator to assign the event to an officer unit for the divisional area. 

Depending on staff scheduling and the actual number of operators at 

work, the call centre then assigns the call taker desks. There is a 

maximum number of phone lines dedicated to answering 9-1-1 

emergency calls and non-emergency calls (8-2222). Calls are 

answered on a òFirst In ð First Outó basis. 9-1-1 calls are prioritized 

over the calls received from the non-emergency lines. If calls in the 9-

1-1 queue already occupied all the phone lines dedicated to 9-1-1 

calls, any subsequent incoming 9-1-1 calls would receive a busy 

signal. 

 

 

 
18 The switchboard operators are the first point of contact for the calls to 8-2222. The switchboard hours are 

Monday to Friday from 7am to 10:45 pm. When the switchboard is staffed with operators, callers pressing ò0ó 

will be answered by the switchboard operators, who then may transfer the call to the operational floor handled 

by call takers. The call could be routed to the emergency queue or the non-emergency queue depending on the 

circumstances When callers press ò0ó after hours, the call will be routed directly to the call takers on the 

operational floor. 
19 At times, communications operators could be assigned as òdedicated 9-1-1 call takeró who only answer calls 

that come through the 9-1-1 line. 
20 Calls that dialed 8-2222 would be first answered by an auto attendant voice mail system with options for 

callers to choose. The caller can also choose to speak to a switchboard operator, who after determining the 

service requested, may transfer the call to the required unit or the operational floor to be answered by a call 

taker in the emergency 9-1-1 queue or non-emergency queue.  
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Recorded message played 

if no operator immediately 

available 

If there is no available communication operator to answer the call, it 

is placed in queue and a recorded announcement is played to the 

first six callers; a second message is played if the call is still not 

picked up. If there are more than six callers in queue, the seventh 

call would not get the recorded announcement but just continue 

ringing until answered. Figure 5 shows the call flow process. The blue 

shaded boxes in the figure are under TPSõs responsibilities. This 

audit assessed the entire call flow process except the call taking21 

and dispatching functions at Toronto Paramedic Services and 

Toronto Fire Services.   

 

Figure 5: Call Flow Process for a Call for Service to the Call Centre through the Emergency 9-1-1 Line 

or the Dedicated Non-emergency Line 8-2222  

 

  
 
1 The call takers remain on the line after the call is answered by the paramedic and/or fire services call takers 

to determine if police are also required for the call or not 
2 Not in the scope of this audit 
3 Some of these calls could be diverted to other agencies (e.g. 3-1-1 for information on City services) or 

community-based alternative responders (e.g. 2-1-1 as part of the Toronto Community Crisis Service pilot 

project)) or passed on to the crisis worker who is recently co-located in the call centre as part of TPSõs pilot with 

the Gerstein centre.  
4 During operating hours (Monday to Friday from 7 am to 10:45 pm), the switchboard operator answers the call 

when the caller presses ò0ó using the auto attendant system. The switchboard operator may transfer the call to 

a call taker by routing it to the emergency queue or non-emergency queue depending on the assistance 

required. When callers press ò0ó outside of these hours, the call will be routed directly to the TPS call takers. 

 

 

 
21 We analyzed the timeliness of answering the transferred calls from TPS but not the actual call taking 

functions at Toronto Paramedic Services and Toronto Fire Services.  
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Recent initiatives for crisis 

calls requiring mental 

health support 

Recent Changes 

 

Recent changes include the City and TPS working together on four 

Community Crisis Support Service pilots for crisis calls requiring 

mental health support, as part of an alternative community-based 

response model. Two of these pilots have started in March and April 

2022 and the other two will start in July 2022. These pilots cover 

four areas of Toronto (i.e. Downtown East, North East, Downtown 

West ð Kamaamwizme wii Naagidiwendiiying, and North West) and 

are partnered with the community agencies to provide a community-

based response six days a week to non-emergency crisis calls and 

wellness checks relating to individuals 16 years of age and older.  

 

The pilots include the dispatch option of a referral to a community 

crisis support service for 9-1-1 calls where the cause is mental health 

or addiction crisis and there is no public safety component. As part of 

the pilot, individuals experiencing or witnessing a mental health crisis 

can also call 2-1-1 directly for this service.  

 

In addition, TPS began its pilot of a crisis call diversion program in 

November 2021. This initiative puts a community crisis worker in the 

9-1-1 call centre to help divert mental health related calls to a 

community agency when a police response is not required. 
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Audit Results  
 
 

This section of the report contains the findings from our audit work followed by specific 

recommendations. 

 

A. Answering Calls 
 

A.1. Timeliness to Answer Emergency Calls  
 

Important for 9-1-1 dialed 

calls to be answered 

quickly  

The 9-1-1 line is for situations in which the caller requires immediate 

emergency services. The longer an answer delay to a 9-1-1 call, the 

greater the risk and potential impact on life or safety of the caller or 

property. A longer call wait time leads to delayed timing to activate 

the appropriate emergency assistance, resulting in a delay to 

providing the actual emergency services (i.e. police service, fire 

service, and/or ambulance), which may be a matter of life and death 

at times. It is critical and of utmost importance that a 9-1-1 dialed 

call is answered quickly.   

 

TPS adopted the industry 

9-1-1 call answering 

standard 

Unlike some provinces in Canada that have legislation to establish or 

enhance provincial authority to oversee Public Safety Answering 

Point (PSAP) operations such as setting standards, policies and 

guidelines, the Ontario provincial government has not played a direct 

role in providing oversight of the PSAP or enacting legislation that 

sets standards for emergency call-answering. As a result, TPS 

voluntarily adopted the industry 9-1-1 call answering standard 

developed by the National Emergency Number Association (NENA)22 

as its service level standard for emergency calls.  

 

Standard for call 

answering wait time for 

90% of calls increased by 

5 seconds from òwithin 10 

secondsó to òwithin 15 

secondsó since December 

2020  

NENA updated the 9-1-1 Call Processing standard in April 2020 by 

requiring 90 per cent of all 9-1-1 calls arriving at the PSAP to be 

answered within 15 seconds. TPS adopted this updated standard in 

December 2020. The previous NENA standard required 90 per cent 

of all 9-1-1 calls arriving at the PSAP be answered within 10 seconds 

during the busy hour (i.e. the hour each day with the greatest call 

volume). Although the previous NENA standard was for the hour with 

the greatest call, TPS applied it to all 9-1-1 calls not just those 

received during the busy hour.  

 

 

 
22 NENA is a non-profit organization that is solely focused on improving 9-1-1. Its work includes developing 

standards for 9-1-1 technology and operations, providing education and training for 9-1-1 professionals, and 

informing policy makers about issues facing 9-1-1. https://www.nena.org/page/mission2017 
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 Service Level Not Met and Average Answer Delay More than 15 

Seconds  

 

9-1-1 PSAP not meeting 

service level standard 

Due to the data limitation (discussed in Section A.5), we reviewed the 

limited available service level data and found that the 9-1-1 PSAP did 

not generally meet its service level standard for answering 9-1-1 calls 

throughout 2018 to 2021; there were a limited number of days when 

the service level was met. From our research on publicly available 

information and consultation with our expert advisor, we noted many 

other jurisdictions are also challenged in meeting the timeframe 

required in this standard. 

  

Table 4 provides a breakdown of the number of days that the 9-1-1 

PSAP met its service level on a daily basis. The limitation in data 

resulted in a scope limitation on the information available to us for 

this audit (discussed in Audit Objectives, Scope and Methodology 

Section of this report). 

 

Table 4: Number of Days TPS Met 9-1-1 Service Level Standard on a Daily Average Basis 

 

 2018  2019  2020  2021  

 # days 

% of 

days  # days 

% of 

days # days 

% of 

days # days 

% of 

days 

Met Standard (>=90%)1 2 1% 6 2% 53 14% 10 3% 

Not Met Standard (<90%)2 363 99% 359 98% 313 86% 355 97% 

Total 365  365  366  365  
Source: Audit analysis of the Morning Statistics Reports 
 

1Prior to December 2020, the 9-1-1 answering service level was measured using 90 per cent of all answered 

within 10 seconds; afterwards it is measured using the 15 seconds threshold.  

2Of these, the number of days under 65 per cent were: 233 days in 2018; 210 days in 2019; 79 days in 2020; 

and 166 days in 2021. TPS management uses 65 per cent as an operational guideline to flag significant 9-1-1 

answering wait time.  

 

Improvement in daily 

average wait time ð more 

days with shorter daily 

average wait time in 2021 

than in 2018 

TPS management uses various reports for monitoring, including the 

report which shows the daily average answering wait time. From 

these reports, we noted that there was an improvement of the daily 

average wait time for 9-1-1 calls from 2018 to 2021. As shown in 

Table 5 below, based on the daily average wait time, the number of 

days in a year that a caller who dialed 9-1-1 needed to wait for more 

than 30 seconds to be answered decreased from 2018 to 2021. For 

example, in 2018 there were 117 days in which a 9-1-1 call on 

average needed to wait for more than 30 seconds to be answered, 

which decreased to 67 days in 2021. 
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Table 5: A Breakdown on the Number of Days by the 9-1-1 Calls Daily Average Wait Time for 2018 to 

2021 

 

 Daily Average 9-1-1 Wait Time (# of days) 

 2018  2019  2020  2021  

15 sec. or less (the wait time target 

in current service level standard)1 66 170 216 123 

More than 15 sec. to 30 sec. 182 157 121 175 

Subtotal  248 327 337 298 

More than 30 sec. to 1 min. 103 38 29 62 

More than 1 min. to 2 min. 13 0 0 5 

More than 2 min. 1 0 0 0 

Subtotal  117 38 29 67 

Total 365 365 366 365 

Source: Audit analysis of the Morning Statistics Reports 

 
1The wait time target in the service level standard prior to December 2020 was 10 seconds  

 

Limitation on daily 

average wait time in 

management reports 

The limitation with this information, however, is that the answering 

wait time information in the management reports only shows the 

average wait time on an overall daily basis. A call that comes to the 

call centre during the busy periods in the day could have a much 

longer wait time than a call that comes during the non-peak periods. 

 

Average 9-1-1 answering 

wait time varied 

depending on the time the 

call came to the call 

centre   

 

 

Data limitation for the 

audit resulting in scope 

limitation  

Due to the data limitation (discussed in Section A.5), call data was 

not available to assess the actual answering wait time for each 

emergency call. As illustrated in Figure 6, from our analysis of the 

daily call data at each 15-minute interval (this is the most granular 

information available) for the year 2021, we found how timely a call 

could be answered by a call taker largely depends on the time that 

the call comes to the call centre. Correspondingly, the call centreõs 

ability to achieve its service level also varied throughout the day. The 

data limitation resulted in a scope limitation for this audit (discussed 

in Audit Objectives, Scope and Methodology Section of this report). 

 

Average 9-1-1 answering 

wait time below 15 

seconds for periods that 

met service standard 

Figure 7 below shows how the average service level achieved by the 

call centre relates to the average 9-1-1 answering wait time 

throughout the 24-hour basis for year 2021. It shows that when the 

call centre met its 9-1-1 service level standard, its average answering 

wait time was consistently below 15 seconds. In contrast, during the 

time when the call centre consistently performed below its 9-1-1 

service level standard, its average 9-1-1 answering wait time for each 

15-minute interval was consistently above 15 seconds. The average 

answering wait time gradually increased as the service level 

decreased.   
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Figure 6: Average 9-1-1 Service Level and Average 9-1-1 Answering Wait Time in a 24-hour Basis, 

2021 

  
 

Figure 7: Negative Correlation between Average 9-1-1 Service Level and Average 9-1-1 Answering 

Wait Time, and Comparison with the Service Level Standard and Wait Time Standard in a 24-hour 

Basis, 2021 
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Average answering wait 

time varies significantly 

between peak and non-

peak hours 

As shown in Table 6, the call centreõs service level and the 

corresponding 9-1-1 answering wait time vary significantly between 

the peak and non-peak periods based on call volume received 

throughout the day (call volume is discussed in Section A.2). 

Specifically,  

 

 ¶ During the non-peak periods from 11:30 pm to 10:30 am 

when the call centre was very close to meeting its 9-1-1 

service level standard (with many of the time intervals in this 

period met or exceeded the standard), its average 9-1-1 calls 

answering wait time for each of the 15-mintue intervals was 

consistently below 15 seconds, with an average answering 

wait time of about seven seconds for each 15-minute 

interval.  

 

 ¶ During the time from 10:30 am to 2:45 pm when an average 

of 62 per cent of calls were answered within 15 seconds, the 

average answering wait time was 21 seconds.  

 

 ¶ This further increased to 28 seconds answering wait time 

during the peak time period from 2:45 pm to 9:30 pm when 

an average of 57 per cent of calls were answered within 15 

seconds. Note that the average wait time during this period 

was almost double the service level standard wait time of 15 

seconds and was four times the wait time during the non-

peak periods.  

 

 ¶ Both the average answering wait time and service level 

performance started to improve after 9:30 pm.  

 

Table 6: Average 9-1-1 Service Level and Average 9-1-1 Answering Wait Time for Non-peak and Peak 

Periods throughout the 24-hour Basis in 2021 

 

 Average 9-1-1 Service Level 

% per 15-minute1 

Average Wait Time (in seconds) 

per 15-minute Interval1 

11:30 pm to 10:30 am2 

(non-peak period) 

89 7 

10:30 am to 2:45 pm 62 21 

2:45 pm to 9:30 pm3 

(highest peak period) 

57 28 

9:30 pm to 11:30 pm 73 17 
Source: Audit analysis of the phone application system reports 

 
1 Calculation limited to average per 15-mintue interval (not average for all calls within the period) due to lack of 

available data. 
2 Non-peak period during the year based on the 9-1-1 call volume received (call volume is discussed in Section 

A.2 of the report). 
3 Peak period during the year based on the 9-1-1 call volume received. 
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 Longest Answering Wait Time 

 

Many 9-1-1 calls waited 

more than a minute, and 

some waited more than 4 

minutes to be answered 

Given the data limitation, we cannot determine the actual wait time 

for each 9-1-1 call that the call centre received. The available data 

only shows the longest answering wait time for each of the 15-minute 

intervals and that at least one call had to wait that amount of time 

before it got answered. Based on this limited information, we noted 

at least 13,260 calls that dialed 9-1-1 in 2021 waited more than a 

minute to be answered, and of these at least 424 calls waited more 

than four minutes before getting answered. The 9-1-1 answering wait 

time in the service level standard is 15 seconds.  

  

Most frequent longest 

wait in a day was between 

3 and 4 minutes; few days 

where the longest wait 

was between 10 to 11 

minutes for some calls 

Using the information available for the years 2018 to 202 1 of the 

longest wait on a daily basis, we found that most often, the longest  

answering wait time for a 9-1-1 call in a day was between three and 

four minutes for the years 2018, 2019, and 2021 . This was slightly 

lower in 2020 to between two and three minutes, which most likely 

was due to less call volume received as a result of the COVID-19 

pandemic. However, there were a few days over this period where 

the longest answering wait time for some calls was between 10 and 

11 minutes.   

 

Longest wait of the day 

happened more often 

between 5 pm and 6 pm 

We also noted that the daily longest wait time happened more often 

between 5 pm and 6 pm for each of the years from 2018 to 2021. 

Table 7 shows the top three timeslots in which the highest daily wait 

time occurred from 2018 to 2021. In each of the years over this 

period, the second and third daily longest wait time varied each year. 

This also shows the importance of management having this type of 

detailed information and analytics available to make operational and 

workforce planning decisions, to ensure service levels are met.  

 

Table 7: The Top Three Timeslots in which the Daily Longest 9-1-1 Answering Wait Time Most 

Frequently Happened for 2018 to 2021  

 

 The Time of the Day where the Daily Longest 9-1-1 Answering Wait Time Happened 

(the number of days it happened in this timeslot in the year) 

 Highest Occurrence Second Highest Third Highest 

2018 5 to 6 pm (36 days) 11 am to 12 pm (29 days) 3 to 4 am (25 days) 

2019 5 to 6 pm (38 days) 3 to 4 am (34 days) 8 to 9 pm (30 days) 

2020 5 to 6 pm (41 days) 3 to 4 pm (35 days) 2 to 3 pm (34 days) 

2021 5 to 6 pm (44 days) 8 to 9 pm (31 days) 6 to 7 pm (30 days) 
Source: Audit analysis of the Morning Statistics Reports 
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 Specifically, for the pre COVID-19 years of 2018 and 2019, Figure 8 

and 9 show the breakdown of when the daily longest 9-1-1 answering 

time happened by timeslot for those years respectively. The daily 

longest waits were all beyond the wait time standard of 15 seconds. 

The darker coloured bars in the graph represent the longer wait 

times.  

 

For example, in 2018, the most total occurrences in the year where 

the longest 9-1-1 wait of the day happened was between 5 pm and 6 

pm; but there were more occurrences where the longest wait time 

was beyond six minutes between 3 am to 4 am. In 2019, the most 

total occurrences in the year of the longest 9-1-1 wait of the day also 

happened between 5 pm and 6 pm. However, the most occurrences 

where the longest wait time was beyond six minutes was also 

between 5 pm and 6 pm.  

 

Figure 8: Breakdown on the Timeslot of the Day in which the Longest 9-1-1 Wait Happened, 2018 1  

 

  

Source: Audit analysis of the Morning Statistics Reports 

 
1 None of the days in 2018 had the longest daily wait happen between 1 am to 2 am (therefore this figure does 

not have a bar for that timeslot). 
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Figure 9: Breakdown on the Timeslot of the Day in which the Longest 9-1-1 Wait Happened, 2019 

 

 
Source: Audit analysis of the Morning Statistics Reports 

 

The longer the wait, the 

greater the risk and 

potential impact on life or 

safety of people 

Since the 9-1-1 line is for emergency situations in which the caller 

requires immediate emergency service from police, fire, and/or 

ambulance, the longer a caller needs to wait for the call to be 

answered (the calls are answered on a first-come-first-serve basis), 

the greater risk and potential impact on the life or safety of people or 

property as it delays the time for emergency response.  

 

Further improvement 

needed to address the 

long wait times 

Although there could be times where callers dialed 9-1-1 for a non-

emergency matter (to be discussed in Section A.7), given the intent 

of 9-1-1 and the potential nature of the calls, the long answering wait 

time needs to be addressed. For example, we noted a caller in 2021 

waited slightly more than eight minutes in order to request 

ambulance service for a possible urgent health matter. In another 

example we noted a caller, requiring police assistance for a possible 

domestic violence situation that involved past history of physical 

assault and arrest, waited slightly more than six minutes before the 

call was answered. 
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A.2. Impact of Call Workload on Call Answering Capacity  

 
Call wait time affected by 

call volume 

 

Understanding the call workload is important in order to determine 

staffing capacity requirements that will provide timely emergency call 

answering services. Based on the readily available data for 2021, we 

found that when 9-1-1 dialed calls started increasing, the average 

answering wait time also started increasing (and the corresponding 

decline in service level performance as previously noted). Emergency 

call volume followed the time of day, with the lowest volume at 4:45 

am, gradually increasing until 5:45 pm and then started declining 

again. 

 

More than double the 

number of calls received 

during peak periods  

As shown in Table 8, the call centre received and answered more 

than double the number of emergency calls in each of the 15-minute 

intervals during the high call volume periods where performance 

levels were not met, compared to the low call volume periods (non-

peak) where service levels were generally met.  

 

Table 8: The Difference of 9-1-1 Call Volume during Peak and Non-peak periods, and the Impact on 

the Service Level and Answering Wait Time, 2021  

 

  
9-1-1 Service Level 

Avg. 9-1-1 Answering 

Wait Time per 15-min. 

Avg. 9-1-1 Calls 

Answered per 15-min.1 

11:30 pm to 10:30 am 

(non-peak period) 

Generally met or 

close to meeting 

7 sec. 21 

10:30 am to 2:45 pm Not met and 

gradually declining 

21 sec. 41 

2:45 pm to 9:30 pm 

(highest peak period) 

Not met 28 sec. 44 

9:30 pm to 11:30 pm Not met but 

gradually improving 

17 sec. 35 

Source: Audit analysis of the phone application system reports 
 

1 # of calls answered is generally the same as received during the 15-minute interval 

 

About 50% more calls 

answered per call taker 

when less than 65% of 

calls answered within 

service standard 

Based on the daily average number of call takers at work23 and the 

total daily 9-1-1 calls answered throughout the years 2018 to 2021 , 

we found that on average, each call taker answered about 50 per 

cent more calls on the days when the call centre performed 

significantly lower than the service level standard (i.e. less than 65 

per cent of calls were answered within 15 seconds) than those days 

when it met or exceeded the service level standard (i.e. 90 per cent 

or more calls were answered within 15 seconds on a daily basis). 

 

 

 
23 Not a count of the number of individual call takers who worked in the different shifts each day, but a system 

calculated average number of call takers at work for a day using total staff logged in time throughout the 24-

hour period (i.e. average number of call taker to cover the entire day). 
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A.3. Impact of Staffing on Call Answering Capacity  

 
 Call Answering Capacity ð Development of Minimum Staffing 

Requirements and Schedules 

 

Staffing requirements and 

scheduling should align 

with forecasted workload 

The number of call takers available on the phone at various times of 

the day is the call centreõs answering capacity to handle the 9-1-1 

call workload. Regular analysis should be done by management to 

manage organizational performance and see if staffing requirements 

and scheduling needs to be updated to align with potential changes 

to the workload by time of day and the types of calls that are being 

received.  

 

No supporting documents 

for minimum staffing 

requirements 

TPS has a minimum call taker staffing requirement for different time 

periods throughout the day to schedule call takers. However, there is 

no supporting documentation to show how the minimum staffing 

level was determined. During the four years from 2018 to 2021, TPS 

only adjusted the staffing requirements in 2020. There is no 

supporting documentation on how and why the adjustments were 

made.  

 

No documentation for 

workforce planning 

We were informed there is no TPS documentation for workforce 

planning to determine staffing needs for minimum staffing 

requirements. We were advised the minimum staffing requirements 

were based on call volume and service levels.  

 

Opportunities to improve 

staffing requirements and 

scheduling to better align 

with call workload  

We compared the 9-1-1 call volume in 2021 to the staffing 

requirements for the different time periods. We found that they 

generally follow the call volume pattern (i.e. higher number of call 

takers were generally to be scheduled for periods with higher call 

volume), but there could be opportunities for improvement to better 

align the staffing requirements and scheduling to call workload. For 

example: 

 

 ¶ 11:30 pm to 2:45 am had a low average answering wait 

time of 8 seconds for each 15-minute interval (i.e. 

significantly below wait time required in service level of 15 

seconds), yet the minimum staffing requirement was 18 call 

takers. This is the same number of call takers required for 

the time period from 10:30 am to 2:45 pm when the call 

volume was double for each 15-minute interval and had a 

much higher average wait time of 21 seconds.  

 

 ¶ Potential to start the time period with the highest number of 

required call takers earlier at 1:45 pm (currently starts at 3 

pm) to align with the start of the higher call volume period. If 

there is a budget restriction or other factors, TPS could keep 

the same length of this time interval (7.75 hours) by ending 

it at 9:30 pm (so the length of this time interval stays the 

same but only shifting it to start earlier).  
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 Recommendations: 

 

1. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS) to re-evaluate and establish new 

minimum staffing requirements for Communications 

Services, ensuring staffing levels are sufficient to achieve 

TPSõs 9-1-1 service level standard, and using improved data 

and information to include:  

 

a. Consideration of staff absenteeism rates and other 

detractors/ factors, the underlying causes of not 

adhering to the current minimum staffing 

requirements, and aiming to minimize overtime 

where possible, for the different timeslots 

(considering peak and non-peak periods).  

 

b. Re-balancing the workload amongst staff and 

staffing resources as needed throughout the day to 

meet operational needs while also enhancing staffõs 

mental health and well-being. 

 

2. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS) to review the current staffing levels, 

shift deployment and start hours, and scheduling system for 

communications operators to ensure the assignment of the 

actual number of operators at work aligns with its planned 

minimum staffing requirements (that TPS re-evaluates as 

part of Recommendation 1) as required to achieve its 

service levels and handle its call volume. Depending on the 

results of TPSõs evaluation of minimum staffing 

requirements, TPS should consider: 

 

a. Requesting an overall staffing increase of 

communications operators for TPS Communication 

Services.  

 

b. Hiring part-time call takers, particularly to help 

address peak periods and spike incidents. 
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A.4. Staff Resourcing ð Challenges Impacting Staff Availability 
 

 Daily Staff Absences ð Sick Time  

 

Daily absences affect 

sufficient staffing levels 

Staffing levels impact the capacity to answer calls on a timely basis, 

as explained above. Communications operators have a difficult and 

demanding job. They are the first contact for people in extreme 

distress, and they need to sometimes make split second decisions 

that could potentially affect the safety of both civilians and police 

officers. A factor that can affect staff absenteeism is the stressful 

and demanding work environment. The lack of available staff, due in 

part to daily absences from time off sick, creates a challenge to 

maintaining sufficient staffing levels.  

 

 The impact of absenteeism on staffing levels will depend on the 

number of absent staff and the length of notice provided, combined 

with the ability to quickly fill those positions in time for each shift. If 

the positions cannot be easily filled, it may also result in increased 

overtime for staff on the previous shift, if asked to provide additional 

coverage. Absenteeism is an important factor to consider when 

determining minimum staffing requirements and scheduling. 

 

Only three days over three 

years with no staff absent 

due to sickness 

From our analysis, we found that almost every day there were call 

takers who were absent due to sickness. There were only three days 

from 2018 to 2021 with no staff absent due to sickness.  

 

TPS does not track 

absenteeism 

The number of call takers who were off sick ranged from one to 32 

staff in any given day. There was no breakdown of these daily 

absences into shifts on the management report and TPS does not 

track the staff absenteeism rate, which we found to be an extremely 

labour-intensive and manual process to attempt to calculate, given 

the limitations in the data and information available.  

 

Daily absences could 

significantly affect the 

capacity of a shift 

Since call takers work in different shifts to cover the 24-hour day, a 

high number of call takers off sick from the same shift could have a 

significant impact on the call answering capacity planned for the time 

periods covered by that shift. This depends on how much notice the 

staff provided for sick time off and the ability to find a replacement or 

get call takers of the previous shift to work overtime.  
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 For example, we compared the minimum staffing requirements for 

2021 to the actual number of call takers at work for 25 random days. 

These days had a range of daily absences from three to 11 call 

takers. As shown in Table 9, we found the call centre had about the 

required number of call takers for the periods that it required the 

lowest number of call takers (covering the non-peak hours) but were 

significantly under the required minimum staff for the other periods 

that it required a higher number of call takers (to cover the higher 

call volume peak periods). Specifically, for the period from 7:15 am 

to 9 am, the actual number of call takers met the required number of 

13 staff, but during the period from 3 pm to 10:30 pm, the call 

centre was short by seven call takers.   

 

Table 9: Comparison of the Minimum Number of Call Takers Required with the Actual Number of Call 

Takers at Work for 25 random days in 2021 

 

 

 

Time Period1 

TPS Minimum Call 

Taker Staffing 

Requirement  

 

Avg # of Call Takers at Work2 

(25 random days in 2021) 

Unmet # of 

Required Call 

Takers  

7:15 am ð 9:00 am 13 13 - 

9:15 am ð 2:45 pm 18 14 4 

3:00 pm ð 10:30 pm 20 13 7 

10:45 pm ð 2:30 am  18 13 5 

2:45 am ð 7:00 am 11 10 1 
Source: Audit analysis of the phone application system reports 
 

1The time period covers until the end of the 15-minute interval. E.g. the time period 7:15am to 9am covers 

from 7:15am up to 9:15am. 
2This is the total available time of call takers based on the total logged in time of the call takers to the queue 

for the time period. 

 

Example of how less than 

the minimum required 

level of staff may lead to 

high average wait time 

Figure 10 shows how the unmet staffing level during the periods 

where the call centre received a high volume of incoming 9-1-1 calls 

may have led to the high average 9-1-1 calls answering wait time for 

these 25 days. For example, when the call centre received a high and 

increasing number of incoming 9-1-1 calls during the period around 

10:30 am to 11 pm and with four to seven less call takers at work 

than required, the 9-1-1 average wait time was consistently above 15 

seconds, with the longest average wait time of slightly more than a 

minute. In particular, the wait was highest at the peak hours between 

2:30 pm and 8 pm with seven call takers less than required, while 

the call centre received the highest number of calls. In contrast, the 

lower call volume periods from 12 am to 10:30 am when it was 

mostly staffed with the required number of call takers, the average 

wait time was below eight seconds.  
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Figure 10: The Impact of the Number of Call Takers at Work and the 9-1-1 Call Volume on the 

Average 9-1-1 Answering Wait Time, on a 24-hour basis for the 25 random days in 2021 

 

 
 

High daily absences can 

lead to increase in 

overtime work 

In addition to the call answering capacity, the high daily number of 

communications operators absent due to sickness also increased 

the overtime work for operators, which can affect the mental 

wellness, as well as the work morale of the communications 

operators. As such, the use of overtime is not a sustainable solution 

to staffing shortages.  

 

Significant overtime hours 

worked for each year 

2018 to 2021; equivalent 

to almost 12 operators for 

2021 

From our review of overtime data, we found an overall decreasing 

trend in overtime payment and hours of overtime work by call takers, 

except for the year 2020 where there was a slight increase from 

2019. TPS management indicated that more staff were off during the 

COVID-19 pandemic, so they requested that the staff who were able 

to work overtime help cover the absences of those staff who were off 

due to the pandemic. 

 

However, as illustrated in Table 10, there was a consistently high 

number of overtime hours worked by communications operators from 

2018 to 2021 . For example, the overtime hours worked in 2021 was 

equivalent to 3,017 eight--hour shifts or 11.6 operators using a 260 

working day basis.  
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Table 10: Breakdown of Overtime Cost and Overtime Hours Worked by Communications Operators in 

each Year from 2018 to 2021  

 
  2018  2019  2020  2021  % Change 2018 to 2021 

 

Overtime ($)*  $1,674,834  1,523,433  1,590,694  1,524,887  -9% 

Overtime 

(hours)*            28,916          25,922          26,556          24,141  -17% 
* Overtime cost and overtime hours worked by call takers and/or dispatchers (including supervisors / manager 

 performing the call taking / dispatching functions) 

 

Overtime work was 

needed almost every day 

and was highest during 

peak periods 

Our review of 2019 and 2020 overtime shift schedule data found: 

¶ Overtime was consistent through the days in a week except 

for Wednesday, which had less occurrences because it was a 

training day, so more operators were available at the call 

centre this day of the week  

¶ Overtime was needed almost every single day; 361 days in 

2019 and 356 days in 2020 throughout the 24-hour period  

¶ The time period that required the most overtime work was 

consistent in 2019 and 2020. Overtime work was highest 

during the high call workload periods around 9 am to 2 pm 

(with a significant decrease between 2:15 to 3 pm), followed 

by 3 pm to 11 pm.  

 

  Unavailable (òNot Readyó) Time of Communications Operators 

 

 Another factor that reduces call takersõ availability to respond to 

incoming 9-1-1 calls is when they are not available for calls due to 

post-call processing time, taking time to recuperate between calls, 

etc. This is referred to as ôNot Readyõ time and should be accounted 

for when determining staffing requirements.  

 

òNot Readyó time is when 

the call taker is not 

available to take a call 

There are three main components that make up the total time a call 

taker is logged into the phone system: 

¶ Idle time ð the time a call taker spends waiting with no calls 

to take 

¶ Talk time ð the time a call taker spends answering a call 

¶ ôNot Readyõ (unavailable) time ð the time that the call taker 

takes to recuperate between calls or spends post-call 

processing time on a previously answered call. For new hires, 

this may also include the time for debriefing with their 

trainers between calls when needed.  

 

At the call centre, a call taker can activate a òNot Readyó button on 

the phone to indicate their unavailability to take a call. 
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TPS does not separately 

track post-call processing 

time, included in ôNot 

Readyõ time 

 

 

Post-Call Processing Time and Occupancy Time 

 

TPS does not separately track the amount of post-call processing 

time that call takers spend finishing the previously answered calls. 

This work time on calls is included in the total òNot Readyó time, 

including those times call takers were taking the needed time to 

recuperate between calls, and the time for debriefing of calls for new 

hires.  

Staff occupancy time 

cannot be measured 

Without separately tracking the different components of ôNot Readyõ 

time, the actual staff occupancy time cannot be measured. 

Occupancy time is the talk time together with post-call processing 

time, that shows how busy the call takers are during the total logged 

in work time.  

 

Important to measure 

occupancy time to ensure 

healthy and balanced 

workload 

Given the nature of the calls and the stress levels involved in 

answering them, it is important to measure the call takersõ 

occupancy time to ensure a healthy and balanced workload for call 

takers at each shift throughout the day. A prolonged period of a high 

occupancy time may indicate excessive workloads that could lead to 

undesirable outcomes, including staff burnout, job dissatisfaction, 

negative impact on health and well-being of staff, and high turnover. 

On the other hand, a very low occupancy time may indicate 

opportunity for improving staff performance and/or workforce 

planning. 

 

 

 

TPS expects less than 

25% ònot readyó time 

ôNot Readyõ Time 

 

TPS expects that call takers be ònot readyó less than 25 per cent of 

their work time and monitors this indicator using a monthly report. 

 

 

 

 

We reviewed the 2021 monthly ònot readyó time reports and noted 

that the average ònot readyó time was fairly consistent amongst the 

five platoons, with one of the platoons having a lower average 

proportion of ònot readyó time than others. We were informed that 

this platoon had more experienced communications operators and 

was better staffed. In total, there were 23,629 hours of reported ònot 

readyó time in 2021. This is equivalent to about 2,954 eight-hour 

work shifts.  

 

About one-fourth of 

operators had 25% or 

more ònot readyó time for 

all the months they 

worked in 2021 

 

The total ònot readyó time varied amongst the call takers. There were 

62 communications operators24, about one-fourth of the total 

operators who worked, that had 25 per cent or more of their work 

time as ònot readyó for all the months they worked in 2021. Again, 

data is needed for TPS to be able to break down and understand this 

trend, with the view of meeting operational needs while supporting 

the wellness of its communications operators.  

 

 
24 Our analysis included operators who worked at least three months in the year 2021 to take into account any 

short-term sickness. 
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Multi-queue call takers 

have higher talk time than 

dedicated 9-1-1 call 

takers 

ôNot Readyõ Time of Dedicated 9-1-1 Call Takers versus Multi-Queue 

Call Takers 

 

A call taker can be logged into the call centreõs phone system as a 

dedicated 9-1-1 call taker who only answers 9-1-1 dialed calls, or as 

a multi-queue call taker who answers both the 9-1-1 dialed calls and 

8-2222 non-emergency calls transferred from switchboard operators.   

 

Our review of a 5-week daily report found the multi-queue operators 

had a higher talk time than those of dedicated 9-1-1 operators. This 

may be because dedicated 9-1-1 operators only handle 9-1-1 calls, 

while multi-queue operators handle both types. It may also indicate 

the non-emergency calls required more time to address.  

 

No significant difference 

in the proportion of ônot 

readyõ time for dedicated 

9-1-1 and multi -queue call 

takers 

There was no significant difference in the proportion of ònot readyó 

time for those logged in as dedicated 9-1-1 and multi-queue 

operators based on the 5-week reports. This may indicate the impact 

on the call takers from the 9-1-1 dialed calls is not significantly 

different from non-emergency calls. However, as previously noted, 

since there was no separate reporting of time to recuperate between 

calls and actual post-call processing time, further analysis would be 

required to fully understand if different types of calls have higher 

after work processing time and impact on the well-being of call 

takers. 

 

 

 Recommendations: 

 

3. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS) to improve TPSõs data to understand the 

time required for communications operators to meet 

operational needs, by establishing separate time codes to 

track the time a communications operator: 

 

a. Spends on processing a previously answered call. 

 

b. Needs after handling a traumatic call (either at their 

desk or away from their desk). 

 

c. Needs to recuperate before being available for the 

next call.  

 

This will allow TPS to have more information on how certain 

calls affect the mental health and well-being of its 

communications operators, and the actual occupancy time 

needed to handle and complete a call, as well as the 

processing time. 
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 4. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS) to analyze TPSõs data (using new time 

tracking codes from Recommendation 3) on the time 

needed by communications operators to handle traumatic 

calls, in combination with additional feedback received from 

staff, and use these insights in developing additional 

strategies to assist the communications operators in their 

mental health and well-being. In doing so, TPS should 

leverage strategies used by other agencies. 

 

  

 Longer-term Absences/Leave - Injured on Duty (IOD), and Long-

term Disability  

 

Long term absences are 

increasing and impact the 

ability to have sufficient 

staffing levels 

In addition to daily absences and unavailability on the operations 

floor, longer-term absences impact the ability to have sufficient 

staffing levels to achieve the service standards for call answering 

timeliness. There has been an increasing number of communications 

operators on Injured on Duty (IOD) and leave of absence at the 

Communications Services Unit, with 11 in 2018 and 30 in 2021 25.   

 

 

 

 

 

 

 

 

 

Replacements for 

operators off due to IOD 

can take over three years 

We were also advised that the threshold to be considered for 

replacing an operator who is off on extended IOD is an absence of 

two years. Upon two years of absence, the Communications Services 

Unit can submit a request for replacement to the Resource 

Management Committee, which determines if there is any likelihood 

the operator could return and authorizes the replacement. The 

Resource Management Committee is scheduled to meet quarterly.   

 

Some of the staff on IOD have been away for more than two years 

and their positions remain vacant. It would be helpful for the 

Communications unit to be able to have additional available staff 

sooner than the required two-year time lapse (without impacting the 

individual on IOD), where possible and depending on the 

circumstances. The lead time to replace staff in the call centre is very 

long. Taking the time for recruitment, hiring, and training of up to 1.5 

years into account, it could take over three years to staff one vacant 

position with a fully qualified staff member. 

 

 

 
25 Measured as at the beginning of each year; those leaves that expand past a year are not counted twice. 

These numbers of staff on IOD include communications operators and supervisors in the different platoons, 

staff at other support functions (e.g., Phones section), and those moved to another unit or transferred to the 

Human Resources Unassigned Group or resigned/ retired.  
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Additional human 

resources challenges 

The Communications Services Unit also has challenges when their 

operators return to work but have been reassigned to other duties in 

other units of TPS for medical reasons and accommodation. We 

recognize that operators are working pursuant to a collective 

bargaining agreement, however it would be helpful for TPS to have 

the ability to hire additional surge staffing positions to be able to 

address its operational requirements and to ease the pressure on all 

operators.  

 

 Recommendations: 

 

5. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS), in consultation with TPSõs Corporate 

Services Command, to determine the feasibility of filling 

vacancies sooner than the required two-year time lapse for 

communications operators who are on Injured on Duty 

assignment (but not replacing the position), to address its 

operational requirements.  

 

6. Toronto Police Services Board direct the Chief, Toronto 

Police Service (TPS), in consultation with TPSõs Corporate 

Services Command ð Legal Services, and the Toronto Police 

Association, to evaluate the ôreturn to workõ criteria for those 

communications operators Injured on Duty, so that either 

they are only fit to return if that means fit to return to their 

previous job site, working at the 9-1-1 Communications 

Centre, or if TPS needs to employ them elsewhere, that TPS 

is able to hire additional surge positions in the 9-1-1 

Communications Centre to address its operational 

requirements. 

 

  

 Retention Challenges with Trainees 

 

New hire needs to pass 

both the call taker and 

dispatcher training to 

become permanent 

There are additional challenges in achieving staffing levels due to the 

retention level of trainees. After being hired as a communications 

operator, a new hire would need to pass both the call taker and the 

dispatcher recruitment training to become a permanent 

communications operator. Currently, the probationary period is 

twelve months.  

 

Only 53% and 39% of new 

hires remained after 

recruitment training in 

2018 and 2019 

respectively; loss of 22% 

of successful call takers  

We reviewed the recruitment training data for the pre-COVID years 

2018 and 2019 and as shown in Table 11, we noted a high per cent 

of loss for each step of the recruitment training process, resulting in 

keeping only 53 per cent of new hires in 2018 and 39 per cent in 

2019. We also found there was a consistent 22 per cent loss in 

successful call takers who did not pass the dispatcher recruitment 

training process. This highlights additional challenges for TPS in 

hiring, training, and retaining new communications operators for the 

call centre and a potential loss in opportunity to retain those who 

may assist in alleviating the call taker shortage. 
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Table 11: Breakdown of New Hire Loss during Recruitment Training Process 

 
 

Extending probation 

period may help retain 

staff 

Communications Services management advised us that a probation 

period of longer than one year may help to retain some additional 

new hires as this would give them more time for training and help 

operators to be better prepared.  

 

At the end of the audit, we were informed that the board entered into 

a Memorandum of Understanding (MOU) with the Toronto Police 

Association at the end of April 2022 to have a pilot program to 

increase the probation period to 18 months for new hires in 2022, 

with the option to extend another year depending on the results of 

the pilot program. 

 

Opportunity to consider 

hiring part-time staff  

The challenges described above may also highlight opportunities for 

change. Toronto Paramedic Services has benefited by hiring part-

time call takers who are dedicated to the call taking functions (i.e. 

not doing any dispatching functions). This strategy may help address 

the challenge with the loss of new call takers who do not pass the 

dispatcher recruitment training process, and also provide greater 

flexibility to staff during peak periods to achieve service levels. We 

recognize this would not necessarily provide immediate benefits due 

to the time required to recruit and train call takers, part-time or full-

time, but can help to build staffing capacity in the longer term.  

 

Recent MOU entered to 

allow dedicated call 

takers 

We were also informed at the end of the audit that the board entered 

into another MOU at the end of April 2022 with the Toronto Police 

Association for a one-year fixed term contract pilot to allow up to 10 

members to be employed as dedicated call takers, who passed the 

call taker portion of training, but were unsuccessful in the dispatch 

training. The MOU includes a requirement for an assessment of the 

success of this pilot and to consider future implementation of this 

program based on the outcome of this pilot.  

 














































































































































