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FOREWORD

In late 1991, the Parliamentary Criminal Justice Committee recommended . that the
Criminal Justice Commission (CJC) 'conduct a review of the implementation of the
recommendations of the Report of the Commission of Inquiry so far as they relate to
the Police Service, and a review of all other reforms in the Police Service' (1991,
recommendation 21, p. ix). This report, in conjunction with the CJC's report on
recruitment and education in the Queensland Police Service (QPS) released in
December 1993, presents the major findings of this review.

The report is based on extensive research and consultation by the Research and
Co~ordination Division extending over nearly two years. It describes the progress
which the QPS has made towards the “Fitzgerald model”; indicates where the CIC
considers that a departure from this model has been justified; and identifies those
areas where, in the CIC's view, further change is required. The report does not
contain a specific check-list of recommendations, as it is the view of the CJC that the
QPS itself should determine the timing, and precise form, of the actions required to
address the various issues identificd in this review. However, the report does indicate
those arcas where the CIC believes the QPS should concentrate its future reform
efforts.

The QPS is a large, complex and dynamic organisation, and the last few years have
been a particularly turbulent time. It is difficult in a report such as this to do full
justice to the range of activities carricd out by the QPS and to describe all of the
changes which have occurred. However, the CIC is confident that, within these
constraints, this report presents a balanced and constructive picture of the current state
of reform in the QPS. The CJC hopes that the QPS will see the report in a similar
light and that the document will be used to assist in the development of future reform
strategies. The QPS has made considerable gains in recent years, often under very
~ trying circumstances. The challenge now is to ensure that these gains are consolidated
and extended.

The only recommendations of the Fitzgerald Inquiry relevant to the QPS which remain
to be considered are those relating to internal discipline and complaints against police.
These recommendations raise significantly different issues, particularly as the CJIC
itself is involved in them. For this reason it has been decided to postpone
consideration of these matters to a later report.

£ A,o',@?_\/
R S O'REGAN QC
Chairman
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EXECUTIVE SUMMARY
CHAPTER ONE: INTRODUCTION |

- This report examines the Queensland Police Service (QPS) response to the
recommendations of the Commission of Inquiry into Possible Illegal Activities and
Assaciated Police Misconduct (Fitzgerald Inquiry). In particular, the report provides
the Parliamentary Criminal Justice Committee and the Parliament with an assessment
of the current status of these recommendations and identifies issues to be addressed
in developing future policies and practices within the QPS.

The primary aim of the report is to evaluate the extent to which the QPS has moved
towards the organisational model envisaged by the Fitzgerald Inquiry. The key
characteristics of this “model" police service are outlined in this introductory chapter.

The report covers the period up to April 1994, although more recent information has
been included where available. _ '

CHAPTER TWO: IMPLEMENTING REFORM IN THE QUEENSLAND
POLICE SERVICE | .

The Fitzgerald Inquiry proposed a three-year transitional period during which time
the major reforms recommended by the Inquiry were to be put in place. This chapter
examines the overall management of reform within the QPS during this transitional
period and provides a brief history of the process of implementation.

The kéy observations are:.

° While the QPS in some respects was ready for reform, there were several

factors that made it difficult to implement the Inquiry's recommendations,

- such as the size and paramilitary nature of the organisation, continuing daily

policing demands, the magnitude and diversity of reform, the pace of
implementation and budgetary constraints.

. The process of implementation started out with the development of
comprehensive plans, the establishment of consultative mechanisms and an
active attempt to monitor changes. However, as is often the case when
organisations embark on large-scale change, this level of planning, co-
ordination and monitoring was not maintained later in the implementation
process.



® Despite the efforts of staff involved in implementation, many reforms were
not effectively "sold" to QPS members. Given the inevitability of the
implementation of the Inquiry's recommendations, it was perhaps not
surprising that the "selling™ of reform was viewed cynically by many officers.

Although in retrospect the process of implementing reform could have been better
managed, much has been achieved in the last five years by the QPS.

CHAPTER THREE: REGIONALISATION

Regionalisation of the QPS was one of the key structural reforms recommended by
the Fitzgerald Inquiry. However, regionalisation has mot at this stage achieved the
benefits for the QPS that were envisagéd by the Fitzgerald Inquiry. Due to the speed
with which regionalisation had to be implemented, the respective roles and
responsibilitics of the regions were not clearly defined and the full implications of the
new arrangements were not adequately worked out. Subsequently, several problems
have arisen: for instance, regionalisation brought with it substantial financial costs,
difficulties have occurred in the area of financial management, and effective
co-ordination has been a continuing problem. '

The Criminal Justice Commission's (CJC). view is that, despite the problems which
have arisen in relation to regionalisation, the basic regional model should be retained,
subject to periodic reviews 1o ensure that procedures and structures are working
effectively. Given the size and diversity of the State, some delegation of
responsibility to deliver services to the community is necessary. Moreover, reversion
to a centralised structure would cause further unwarranted organisational dislocation.
The challenge now is to make regionalisation work effectively. This can best be done
by: '

e  taking steps to ensure regional priorities are kept subordinate to the interests
of the organisation as a whole

e clearly documenting the delmeatmn of functions and responslbmtles between
regions and central Headquarters

e within i'egions, providing districts and divisions with greater control over the

allocation of personnel and resources, subject to the development of proper

guidelines and oversight mechanisms

®  reviewing the location and staffing of regional headquarters. .



CHAPTER FOUR: COMMUNITY POLICING

The Fitzgerald Inquiry was very critical of the traditional 'reactive' style of policing
employed by the QPS. As an alternative, the Inquiry proposed that the primary
policing strategy of the QPS should be 'based on the notion that community
involvement is essential to successful pohoe work' (1989, p. 231) Community
policing has three key elements:

] Police—community interaction. The QPS has implemented a range of
structures and processes aimed at promoting police-community consultation.
However, not all of these mechanisms have worked well. In particular, only
a limited number of community consultative committees have been established
and relatively few appear to be operating effectively.

. Innovation and problem-solving. A variety of innovative programs have
been introduced within the QPS under the broad heading of ‘community
policing', but problem-solving is not yet a standard police response within the
QPS. In general, community policing projects have been short-term
exercises, with only limited application of problem-solving approaches.

° Changing patrol ‘practices. Apart from a small number of high profile
projects, there appears to have been little change to police patrol practices,
and in particular, to the number of police "walking the beat".

The limited progress made by the QPS in these areas has led many within and outside
the organisation to conclude that the Fitzgerald Inquiry recommendations in relation
to community policing were unrealistic. In retrospect the Inquiry was overly
optimistic about the speed with which changes of this magnitude could be made.
However, while there may be a need to reconsider implementation strategies, the
obstacles which the QPS has encountered do not justify a retreat from the long~term
objectives defined by the Inquiry. The main issues which need to be addressed by the
QPS in relation to community policing are as follows:

° the concept of ooinmunity policing must be carefully explained to officers so
that the underlying philosophy is clearly understood

] promotion of better oommnmcauon and liaison with local communities must
be a priority

® there needs to be more done to encourage innovation and the use of problem-—
solving strategies in dealing with local policing issues '



. over the longer term, police divisions need to be given sufficient resources
and autonomy to facilitate the development of local community policing
initiatives '

. alternative patrol strategies should be developed and trialed in a variety of
settings.

Most importantly, the QPS must endeavour to develop an effective overall strategy for
promoting the concept of community policing within the QPS and, in particular, for
ensuring that it is integrated into operational policing practices. :

CHAPTER FIVE: MANAGING THE ALLOCATION OF POLICE

Since the Fitzgerald Inquiry the number of police has increased by about 18 per cemt.
The QPS has also made progress in managing more effectively the allocation of
police. The most significant changes have been the development and adoption of a
model to assist in determining the distribution of police throughout the State, the use
of guidelines to evaluate the appropriate level of positions and the introduction of
more orderly decision—making processes for the determination of allocation issues.

The main unresolved issues relating to the allocation of police are as follows:

@  Although police numbers are ultimately the responsibility of the Government,
a planning process is required so that the QPS can also plan the support
needed for extra officers, such as more training, cars and other facilities.

® Insufficient attention has been given to how officers may be more effectively
used and to the development of alternative staffing options to increase
coverage and improve service to the community. Because of the industrial
implications inherent in these types of strategies, progress is likely to be slow.

. Allocation decisions are not yet systematically linked to other human resource
policies and practices, such as civilianisation stratcgies and transfer and
promotion procedures. ‘This should be addressed by the QPS im ifs
development of a Human Resource Strategic Plan.



CHAPTER SiX: CIVILIANISATION -

The Fitzgerald Inquiry concluded that many police officers were performing duties
that did not relate to their training, skills, expertise or powers. Consequently, the
Inquiry recommended that the QPS adopt a policy of civilianisation.

Over the last few years, the QPS has taken some steps to increase its level of
civilianisation. Between mid-1989 and mid-1994 the number of civilians in the QPS
increased by 353, and civilians as a proportion of the total QPS workforce increased
from around 14 per cent to 16 per cent. With the recent growth fund allocations,
there is now a funding basis to support further civilianisation initiatives.

- However, progress in relation to civilianisation has been hampered by factors such as:
unresolved industrial issues; the inability of the QPS to create civilian positions due
to Government policy; budgetary implications; and problems in integrating civilians
into the QPS

This chapter concludes that:

| further improvement of the status of civilians within the QPS is required

] further human resource strategics to support the civilianisation initiative
should be implemented

* civilianisatioﬁ should remain a ptioritf for the organisation, even if obstacles
remain in the short term.

CHAPTER SEVEN: TRANSFERS AND PROMOTIONS

The Fitzgerald Inquiry made a series of reoommendatloﬁs ajimed at introducing

promotion procedures based on merit and a formahsed mechanism for deciding
transfers

The key findings of this chapter are:

] Since the Inquiry, the QPS has introduced merit-based promotion procedures
and a formal mechanism for determining transfers.
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In most respects, the procedures implemented are consistent with the Inquiry's
recommendations, although aspects of these procedures need to be refined.

~ The QPS has also initiated reviews of its transfer, promotion and review B

procedures.

A future overhaul of the promotion process, involving key stakeholders within

and outside the QPS, is being proposed by the QPS.

Ove_rall,aseﬁousefforthasbeenmadetoreformandimprovelransfersand
promotions within the organisation. However, there are some broader issues in the
general operation of the system that need to be addressed. These relate primarily to:

the management of sclection panels

the development of sclection criteria which give more weight to
innovativeness, creativity and, where appropriate, the officer’s commitment to -
community-based policing : '

thé development of better mechanisms for the identification and resolution of
problems within the transfer, prombtion and review procedures :

the integration of. systemanc career plaxmmg into thc QPS's management of
its human resources

the dcvelopment of alternative career structures :

loosening the com_lectidn of rank with status and pay.

It is anticipated that several of these issues will be addressed as part of the promoﬁons
reform to be initiated by the QPS.

CHAPTER EIGHT: STATE CRIME OPERATIONS COMMAND

The Fitzgerald Inquiry criticised the effectiveness of specialist squads within the
Metropolitan Criminal Investigation Bureau and proposed a reorganisation of central
criminal investigation functions through the establishment of a ‘task force'

arrangement.



The task force arrangements currently existing in the QPS differ considerably in
structure and operation to the arrangements proposed in the Fitzgerald Inquiry.
Notwithstanding these differences, the existing arrangements have enbhanced
accountability and professionalism, improved intelligence and resources, limited the
opportunities for the development of systematic corruption, and developed a strong
training role. Provided a training role is continued and a rotation policy of detectives

 through the specialist teams is maintained, the CJC endorses the curmrent structure of
specialist investigative teams within State Crime Operations.

The chapter observes that:

° In contrast to the Inquiry's emphasis on the importance of local uniformed
police, the current arrangements tend to: maintain the prestige of the detective
role. .

® Although training packages in investigative training for uniformed officers are
gradually being developed, insufficient opportunities for umformed officers
to use these skills have beea provided by the regions.

® - There is not yet any acceptable method for assessing the work of detectives
in particular and State Crime Operations in general. This difficulty has been
experienced in other policing organisations. The QPS is aware of the need
to develop more appropriate performance measures and has initiated a long— -
term project, in which the CJC will participate, which is intended to address
this problem.

° Although the relations between State Crime Operations and the regions have
improved, further clarification of functions is required.

CHAPTER NINE: MANAGEMENT OF INFORMATION SERVICES

The Fitzgerald Inquiry found 'deficiencies in present information and support systems
within the Police Department which seriously diminish overall performance' (1989,
p- 268). It recommended a review of information systems, emphasising reorganisation
and the development of systems to control access.

' Since the Fitzgerald Inquiry the QPS has undertaken a major overhaul and
reorientation of its information management practices. As a consequence, there has
been a significant improvement in the quality and range of information services.



Outstanding issues include:

the lack of metworking, although progress on addressmg this problem is
expected

limi_ted access to computing facilities

ﬁ'agmented policies on information management issues, although the QPS is
currently in the process of reviewing various aspec!s of its information
policies

difficultics in the provision of co-ordinated computing support (this is also
expected to be addressed by the QPS inthe_nearfqture)

most importantly, difficulties in prowdmg accurate, recent local information
at the divisional level.

CHAPTER TEN: MANAGEMENT STRUCTURES AND PROCESSES

Many of the issues addressed in this report have implications for mamagement
- structures and processes within the QPS. The development of more modern and
professional management practices within the QPS requires:

adopting a strategic orientation

ensuring more effective measuring and monitoring of organisational
performance '

improving the thanagement and development of human resources and, in
particular, ensuring the provision of quality management and supervisory
training to police and civilian staff

improving internal management processes and styles.



CHAPTER ELEVEN: CONCLUSION

* In the five years since the report of the Fitzgerald Inquiry was published, the QPS has
become a substantially more accountable, open and professional organisation. These
gains were achieved under very difficult conditions. Overall, progress has been
satisfactory given the state of the organisation before the Fitzgerald Inquiry. However,
_ itshouldnotbeassumedﬂmtﬂ:eprmofreformhasnowbeencompleted. The
- QPS needs to consolidate the changes which have been implemented, and there are
several outstanding issues to be resolved, particularly in respect to community policing

Most importantly, reform must be seen as a process of continually exploring how to
better police the community. The CJC is confident that the need for ongoing reform
s recognised by the senior management of the QPS and hopes that over the next few
years there will be further progress towards the Fitzgerald Inquiry model.
APPENDICES

Appendix 1 provides information about the sample of QPS members interviewed in
late 1992.

Appendix 2 and Appendix 3 contain organisational charts of the QPS for the years
1988 and 1994.

Appendix 4 shows the changes to the rank structure since the Fitzgerald Inquiry.
Appendix S outlines the initial timetable for civilianisation. |

Appendix 6 briefly describes the main specialist squads before and afer the Fitzgerald
Inquiry.

Appendix- 7 provides a glossary of information managémem terms.



CHAPTER ONE |

INTRODUCTION

On 3 July 1989, following two years of investigation, the report of the Commission
of Inquiry into Possible Illegal Activities and Associated Police Misconduct
(Fitzgerald Inquiry) was tabled in the Queensland Parliament. The Inquiry proposed
wide ranging reforms to policing and public administration in Queensland, including
the establishment of the Electoral and Administrative Review Commission (EARC) -
and the Criminal Justice Commission (CJC). These recommendations were adopted
without qualification by the then Government.

This report is concerned with those recommendations of the Inquiry which related
specifically to the Queensland Police Service (QPS).! The report provides the
Parliamentary Criminal Justice Committee (PCIC) and the Parliament with an
assessment of the current status of these recommendations and identifies issues to be
addressed in developing future policies and practices within the QPS.

This report and the CJC's previously released report on recruitment and training cover
all the major policing issues dealt with by the Fitzgerald Inquiry, except for
disciplinary and complaints procedures. These procedures will be examined in a
separate report to be released at a later date.”

'BACKGROUND TO REPORT

This report has been prepared pursuant to the Criminal Justice Act 1989 which
provides that the CJC:

® shall report to the' PCJC, the body which oversces the CIC, ‘when instructed
by the Parliamentary Committce to do so with respect to that matter, in
relation to any matter that concerns the administration of criminal justice'
.[section 21(3)(b)}

1 The QPS has had a number of name changes. Foxeaseofrefezenoe,'QPS‘wiﬂBeused
throughom this report (except in direct quotations or references).

2 Forhfmmaﬂmm&eoperaﬂmoftbepoﬂ-ﬁlzgerﬂdumphﬁﬂspmwdure&mmedm_
annual reports and CIC 1993d.



® is responsible for 'reporting, with a view to advising the Legislative Assembly,
on the implementation of the recommendations in the Report of the
Comunission of Inquiry relating to the administration of criminal justice, and
to the Police Service' [section 23(k)).

In December 1991 the PCIC requested the CIC to inmitiate a review of the
implementation of the Inquiry recommendations, 'so far as they relate to the Police
Service' (1991, recommendation 21, p. ix). The PCIC recommended that the review
cover the period up until December 1992. According to the Fitzgerald Inquiry,
December 1992 was the date by which the major initiatives recommended in its report
~ should have been put in place (1989, pp. 367, 387).. The time frame for this review
was subsequently extended by the PCIC to April 1993 (1992, recommendation 7, p.
33). '

Due to the pressure of other projects, it was not possible for the CJC to complete this
report within the timetable defined by the PCIC. However, deferral of the report has
~ enabled a more accurate assessment to be made of the status of reform in the QPS.
This is because: ' -

. The initial three-year tramsition period involved extensive, rapid and often
disruptive organisational change. The reforms of this period have now had
a reasonable time to "settle in".

. While research was still being undertaken for this report, the Public Sector
Management Commission (PSMC) conducted a review of the QPS, resulting
in the release of a report in April 1993. The PSMC report, Review of the
Queensland Police Service, contained 160 discrete recommendations, many
of which have now been, or are in the process of being, adopted by the QPS.
By delaying this report, it has been possible to take account of these changes
and consider how they relate to the Fitzgerald Inquiry reforms.

FITZGERALD INQUIRY RECOMMENDATIONS

The Fitzgerald Inquiry made over 125 discrete recommendations directed specifically
at the QPS, the majority of which were to be implemented by December 1992 (1989,
pp- 367, 387). In broad terms, the type of police service envisaged by the Inquiry was
one where:

] police resources and personnel would be used efficiently and deployed
according to rational criteria .



information systems would be up-to-date, flexible and suited to the needs of
the organisation and the community as a whole

civilians would be accepted and regarded as an important part of the
organisation

- generalist policing would be held in high esteem, with the generalist police

officer being regarded as the crucial “front-line" of the organisation -
there would be less emphasis on rank, hierarchy and specialisation
the workforce would be well trained and equipped with appropriate skills

talent would be nurtured and rewarded, wlth promotlon bcmg based strictly
on merit

crime prevention would be a high priority

the organisation would be responswe to the needs and problems of local
oommunmes

problem-solving and innovation would be encoutaged at all levels

there would be a high level of professnonahsm in management, including
better supervision of operational policing

the organisation would be "corruption—free”.

In short, the reforms proposed by the Inquiry were intended to create a more effective,
efficient and accountable organisation that would be responsive to the needs of the
community. This underlying organisational model, rather than the individual Inquiry
recommendations, provides the primary focus for this review.



SCOPE OF REPORT

This report examines eight broad areas: regionalisation; allocation of staff and
resources; civilianisation; community policing and crime prevention; promotions and
transfers; computerisation and information systems; Task Force Command and
criminal investigation functions; and corporate management. These areas encompass
the bulk of the Inquiry’s recommendations relating to the QPS, apart from recruitment
and training (see CJC 1993b) and complaints and discipline procedures.

For cach of the areas examinéd, the following questions are addressed:
. What did the Inquiry recommend? |

® Why was the recommendation made — that is, what was the underlying
problem or issue being addressed?

® What has the QPS done to give effect to the Inquiry's _recommdafions?

. Has the QPS response been adequate and .appropriate? In particular, has a
' serious attempt been made to tackle the underlying problems identified by the
Inquiry?

. Where change has not resulted, or efforts at reform have had only limited
success, why has this occurred?

] How _ practical were the Inquiry's reoommendatlons and do they need to be
reconsidered?

® What other issues, if any, need to be addressed by the QPS?

As indicated, the primary aim of the report is to evaluate the extent to which the QPS
has moved towards the organisational model envisaged by the Inquiry. However, it
is not always possible to give a definitive assessment of the impact of the reforms,
because several recommendations have not yet been fully implemented, and the impact
of some reforms (for example, to recruitment and training practices) will only become
'apparent over the longer term.

This report covers the period up to April 1994, although more recent information has
been included where available. As the QPS is a large and dynamic organisation, the
CJC acknowledges that since the drafting of this report further progress may have
been made in addressing some of the problems identified in the following chapters.



RELATIONSHIP TO PUBLIC SECTOR MANAGEMENT
COMMISSION REVIEW '

In November 1992 the Commissioner of Police and the Minister for Police and
Emergency Services (Minister for Police) invited the PSMC to undertake 'a review of
the structures, operations and management of the Queensland Police Service' (PSMC
1993, p. 33). The recommendations that resulted from this review are currently being
implemented by the QPS. The CJC has had some involvement in this review and
implementation process. Shortly after the release of the PSMC report in April 1993,
the CJC provided the QPS with a detailed submission. Since then, CJC staff have
participated in, or consulted with, various teams responsible for implementing specific
recommendations. In addition, the CJC has been represented on the Steering
Committee which oversees the implementation of the PSMC report.

The major areas addressed by the PSMC recommendations are:
¢ strategic planning and organisational structures

] _police number§ |

) regionalisation

® Task Force

e human resources, especially civilianisation, training and promotions
] information management
°* finance.

Inevitably, the areas covered by the PSMC review overlapped to some extent with the

issues raised by the Fitzgerald Inquiry (PSMC 1993, p. 34). Consequently, there is

also some overlap between this report and that prepared by the PSMC. However, .
there are also some significant differences between the two reports: ' '

®  The PSMC report focused on structures and procedures within the context of
current public sector administrative practice. This report is primarily’
concerned with determining the extent to which the Fitzgerald Inquiry
recommendations have been implemented and with assessing the progress of
the QPS in addressing the underlying issues identified by the Inquiry.



° This report aims to provide an historical account of the Fitzgerald Inquiry
implementation process, both the achicvements and the difficulties. This was
not a major concem of the PSMC report.

L The PSMC report made a large number of specific recommendations, whereas
this report focuses on describing processes and identifying issues. This report
identifies key areas which require attention, but deliberately avoids providing
another long check-list of changes to be implemented by the QPS.

INFORMATION SOURCES AND METHODOLOGY -

This report is the product of extensive rescarch and consultation by the Research and
Co-ordination Division, extending over nearly two years.

The report draws on a wide range of QPS and CJC files and documents, material
collected by the Fitzgerald Inquiry, documents relating to the implementation of the
PSMC recommendations, discussion papers from QPS Management Conferences, other
internal QPS reports, and published reports, books and academic papers on policing
in Australian and overseas jurisdictions. External consultants were also used where
the necessary expertise was not available within the CJC,

This information has been supplemented by interviews with QPS personnel conducted
in late 1992, and extensive continuing informal discussions with a range of police and
civilian members of the QPS. Between Scptember and December 1992, over 300
_confidential interviews were conducted with police officers, civilian employees of the
QPS, and others who were involved in the implementation process. Those interviewed -
were drawn from all ranks, regions and functional areas of the QPS (see Appendix 1).*
In most cases, confidential interviews were conducted on a one—to—one basis, but on
occasions group discussions were held. Where this was done, senior officers normally
did not attend, so that staff would feel able to speak freely. The interviews were used
to find out what staff in different sections of the QPS thought at the time about the

- changes that had occurred and to identify percelved ptoblems.

3. Intesviews with members of the CJC police group were held in early 1993. As well, a small
number of further interviews relatmg to information management issues were conducted in late
1993. .



The QPS has fully co—operated in the preparation of this report. At the outset of the
research, the CIC notified the Commissioner of Police of the purpose and scope of the
report and asked the QPS to nominate a liaison officer to assist-CJC staff in the
evaluation. Without exception, officers were made available to speak to the CIC.
The QPS also provided access to relevant files and documents. At the report writing
stage, most chapters were made available in draft form to various QPS personnel in
order to check the accuracy and comprehensiveness of the information contained
therein. In addition, drafts of the report were made available to the QPS in June and
July 1994. The advice provided by the QPS in response to these drafts has been taken
into account where relevant, although the CIC is solely responsible for the
- interpretations and conclusions contained in the report.

STRUCTURE OF REPORT

Following this introductory chapter, Chapter Two examines the process of
implementing the Fitzgerald Inquiry reforms within the QPS. This chapter places the
discussion of specific areas of reform in a wider context and identifies some of the
difficulties which the QPS encountered in implementing the Inquiry's
recommendations. The following cight chapters look at the specific subject areas
referred to above: ‘

¢  Chapter Three — Regionalisation

3 Chapter Four — Community Policing

. Chapter Five — Managing the Allocation of Police

® Chapter Six — Civilianisation

° Chaptér Seven — Transfers and Promotions

®  Chapter Eight — State Crime Operations Command®

4 Since June 1993 Task Force Command has been reorganised into State Crime Operations
Command and Operations Support Command. '



® Chapter Nine — Management of Information Services
. Chapter Ten — Management Structures and Processes.
The final chapter provides an overview of the progress which the QPS has made

towards implementing the Fitzgerald Inquiry model and tdentlﬁes key issues arising
from the review.



CHAPTER TWO

IMPLEMENTING REFORM IN THE
'QUEENSLAND POLICE SERVICE

The Fitzgerald Inquiry recommended various transitional arrangements to assist the
implementation of reform, including the establishment of an implementation unit fo
oversee reforms and report to the Premier. . The Inquiry proposed a three-year
transitional period during which time the major reforms were to be put in place (1989,
pp- 368, 378).

This chapter examines the overall management of the implementation of the Fitzgerald |
lnqmry reforms within the QPS during thls transitional process. It: ‘

] describes the way in which reform was nnplemented
] identifies constraints affecting the process of implementation
. assesses the management of reform.

A brief chronology of significant events in the implementation process is provided in
Table 2.1.



TABLE 2.1: 'KEY EVENTS IN THE FITZGERALD INQUIRY
IMPLEMENTATION PROCESS

July 1989 Repoa’t of the Fitzgerald Inqguiry tabled in Parliament.

Establishment of an independent implementation unit reporting to the
Premier and the Minister for Police, and an internal Departmental
Implementation Task Force within the QPS.

October 1989  New Commissioner of Police appointed.

Departmental Implementation Task Force ceased operation. The
Fitzgerald Inquiry Implementation Unit rclocated to central
Headquarters to assist the new Commissioner.

_April 1990 The CJC sufficiently established to begin performing its functions.
July/August Officers of the CJC briefed about the ﬁnplem’entatitm process to assist
1990 the CIC in taking up its monitoring role.

i The Fitzgerald Inquiry Implementation Unit ceased operation,
November 1990 Assistant Commissioners and civilian directors, as appointed,

delegated the responsibility of implementing the remaining Fitzgerald
Inquiry recommendations. Creation of an internal umit by the QPS
for co-ordination purposes:

Implementation Sub-Committee established by the CJC.
I February 1992 Internal unit ceased 1o function.

September 1992 CJC Impiementation Sub-Committee ceased to meet.

November 1992 Minister for Police and Commissioner of Polioe' invited the PSMC to |
review ‘the QPS. :

April 1993 Report of the PSMC Review released.

Sources: QPS and CJC implementation files; interviews.

Note:  The Fitzgerald Inquiry Implementation Unit' refers to the Implementation Unit for
: the Report of the Commission of Inquiry.
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IMPLEMENTATION PROCESS

Reform Agenda

- Following the release of the report of the Fitzgerald Inquiry in July 1989, a formal
'implementation plan was quickly prepared for ministerial approval. This plan outlined
a timetable and identified the key persons involved. By August 1990 a further plan
had been formulated for the next 18 months of reform.

The implementation plans divided the Fitzgerald Inquiry recommendations into 10
discrete areas, as outlined in Table 2.2,

TABLE 2.2: FITZGERALD INQUIRY IMPLEMENTATION PROJECT AREAS

» Legislation, Procedures an.d Authorities . .
L Establishment of New Leadership in the QPS

Police Department Structures (Regionalisation, Headquarters and
Support Scrvices Restructuring) |
Police Service Integrity, Professionalism/Performance

Resources

Crime PreventionfCommmlity-—based Policing .
Administration, Information and Support Systems
Civilianisation

Establishment of the Personnel (Human Resource Management)

Function . ' .
e  Alternative Enforcement and Funding Strategies . :

Source: QPS implementation files.

These specific areas were further devolved into project areas and assigned to prolect'
teams created within the QPS.

n



Establishment of Implementation Units

On 6 July 1989 two implementation units were established to oversee the infroduction
of the Fitzgerald Inquiry reforms.

The first, the Implementation Unit for the Report of the Commission of Inquiry
(Fitzgerald Inquiry Implementation Unit), was an independent body established by the
then Government to implement the Fitzgerald Inquiry recommendations. This Unit -
- reported to the Premier, as well as to the Minister for Police. It comprised various
outside consultants and three seconded police officers. The Unit was involved not
only with QPS reforms, but also with the establishment of the CJC and EARC.

The second implementation unit, the Departmental Implementation Task Force, was
established within the QPS by the Acting Commissioner of Police. It was staffed
solely by serving police officers. The Departmental Implementation Task Force had
two stated purposcs: fo advise the Acting Commissioner of Police; and to assist the
Fitzgerald Inquiry Implementation Unit. The Departmental Implementation Task
Force also contained. an Industrial Relations Unit to liaise with the unions during the

reform process.

Wherever practicable, QPS personnel were used to introduce changes and provide
input’ During 1989 50 positions known as Implementation Co-ordinators were
- established throughout the State. The tole of the co—ordinators was to assist the
implementation of the reforms by:

. being responsible for regional action plans
o providing input on the introduction of specific reforms
. conducting briefings and workshops on the reforms for regional staff.

In October 1989 a new Commissioner of Police was appointed to the QPS. On taking
up duty, he was provided with a comprehensive status report on the projects which
were underway or planned. At this stage, the Departmental Implementation Task
Force had been abolished. The Fitzgerald Inquiry Implementation Unit continued to
operate, although it relocated to central Headquarters in order to assist the new
Commissioner. The Unit still reported directly to the Premier and the Minister for Police.

5 ’ Accordmg to iraplenientation files, it was the view of the Fitzgerald Inquiry Implementation
Unit that all police officers, especially thosemlowerm&s,shouldbegmmtheopportumty
to contribute to the reform process.
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The future role of the Fitzgerald Inquiry Implementation Unit was evaluated by the
Commissioner in mid-1990. At that time, the Premier's Department advised the
Commissioner that the Unit would become a QPS expense, as the CJC and EARC had
by then been established. There was also a strong view within the QPS that the
reform process needed to be internally managed in order to gain wider acceptance in
the organisation. As a result, the Fitzgerald Inquiry Implementation Unit ceased
operation on 31 August 1990. However, the unit left an implementation plan to help
guide the next 18 months of reform.

Thereafter, primary responsibility for implementing the reforms was delegated to the
Assistant Commissioners and senior civilian staff, most of whom had been appointed
by mid-1991. Project Officers, whose functions included the implementation of
reforms, were also appointed to regional headquarters. The QPS then created a small
internal implementation unit to co-ordinate and oversee the reforms now being
implemented by the regions and dircctorates. The unit was also assigned specific
projects by the Commissioner or Deputy Commissioners. By February 1992 this unit
had ceased to function, as the QPS considered that there was no longer a need for
internal - oversight or co-ordination of the reform process. Any ouistanding
recommendations were then fo be the sole responsibility of the appropriate Assistant
Commissioner or Director. '

Funding for Implementation of Reforms

The expenses associated with the work of the Fitzgerald Inquiry lmplementatmn Unit
were paid by the Premier's Department and classified as Fitzgerald Inquiry expenses.
Substantial funding was provided for this stage of implementation. For instance, in
1990/1991 $5 million was allocated specifically for the police reform process, in
addition to the running costs of the Fitzgerald Inquiry Implementation Unit.

Later, all police implementation activity was accounted for through the QPS budgetary
process. This meant that where the introduction of reforms involved the employment
of additional staff and/or necessitated recurring expenditure, the QPS would request
an increase in its base allocation from Treasury.

13



Role of Criminal Justice Commission

The CJC has played an ongeing role in monitoring reform in the QPS in accordance
with its statutory duties under section 23 of the Criminal Justice Act 1989. After the
Fitzgerald Inquiry Implementation Unit ceased operation in August 1990, the CIC
became the primary external body performing an overviewing role.

This monitoring function has been undertaken in a varicty of ways, including through:

. The establishment of an Implémentation Sub-Commitice, comprising
predominantly representatives of the QPS and CJC. This Sub—Committee
served as a forum for discussing the progress of reform. It has not met since
September 1992. : ‘

. Ongoing oversight of the operation of the complaints procedures, including
the development and evaluation of the informal complaint resolution process.

® The issuing of procedural recommendations and the provision of informal
feedback concerning police practices and procedures.

L Membership on the Police Education Advisory Council and continual
monitoring of recruit education and training. The CJIC commenced assessing
recruit training in November 1991. To date it has produced a major review
of recruitment and training (CJC 1993b) and three reports summansmg the
results of its recruit surveys.

] Ongoing mvolvement in community policing issues, through  joint
implementation with the QPS of the Toowoomba Beat Policing Project and
the Inala Police-Community Network.

Public Sector Management Commission Review

The first major review of the QPS since the Fitzgerald Inquiry occurred in late 1992,
when the PSMC was invited to review the QPS to identify 'priorities for improving
management', and to assess the progress of the QPS in the post-Fitzgerald Inquiry
period (1993, p. 1). The primary function of this review was not to monitor
implementation of the Inquiry's recommendations. However, as acknowledged by the
PSMC (1993, p. 34) due to the scope of the Fitzgerald Inquiry it was inevitable that
the review would overlap to some extent with the areas covered by the Inquiry.
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In its report released in April 1993, the PSMC found that there had been significant
positive change within the QPS since the Fitzgerald Inquiry (p.'9). Various problem
areas were also identified and 160 recommendations made (see Chapter Two,
pp- 10-31). Progress has been made on implementing many of these
recommendations, although the time frames set by the PSMC have proved to be
' unrealistic in many cases. :

MANAGING IMPLEMENTATION PROCESS

Constraints on Iniplementation

In assessing the managemenmt of the implementation process, it is important fo
recognise the conditions under which reform took place. '

In somé respects, the QPS was ripe for reform:

. - after two years of disclosures of misconduct and corruption within the
organisation, there was strong public and governmental support for the

reform package proposed by the Fitzgerald Inquiry
. in the period after the Fitzgerald Ihquiry, there was a fairly substantial

change in the senior management of the QPS
] many serving members of the QPS acknowledged the need for major
- orgamsahonal change, even if not necessarily along the lines proposed by the -
Inquiry.®

'However, there were also several factors that made it difficult to implement the
Inquiry's reform proposals. The most important of these were:

. organisational resistance to external influences
] the magnitude and diversity of the reforms
| ) the widespread perception within the QPS that the reforms were punitive
®  the speed with which the reforms were implemented
® budgetary constraints. '
6 See, for example, the submission of the Queensland Police Officers Union of Employees to

the Fitzgerald Inquiry.
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Organisational Factors

It is difficult to bring about comprehensive change in any organisation. In the case
of the QPS, additional complications resulted from:

® The paramilitary nature of the QPS. Traditional policing emphasises
conformity 1o routine, rather than flexibility and innovation. The QPS, like
many other police organisations, tended to be a "closed system" in which any
changes imposed from "outside” were viewed with considerable suspicion
and often opposition (see Fitzgerald Inquiry 1989, p. 201).

. The size and scale of the organisation. Since the Fitzgerald Inquiry, the
number of permanent staff employed by the QPS has increased by 1,656 to
7,732 (as at 1 July 1994).” These staff are spread over large distances
throughout the State. The very size of the organmisation presented
communication difficulties for those involved in the implementation process.

Y . Poor morale. The Fitzgerald Inquiry resulted from allegations of corruption
which led to the removal of a number of senior officers. In addition, other

- senior officers retired during or soon after the Inquiry. Implementation of
change occurred in an alicnated and destabilised organisation. In such
circumstances, it was difficult to ensure effective communication, and to
maintain momentum and enthusiasm.

* Continuing daily demands. Throughoutl the mplementatmn period, the QPS
bhad to continue to deliver an operational service to the oommumty,
responding to calls and investigating cnmes

Magnitude of Reforms

As mentioned in Chapter One, over 125 recommendations of the Fitzgerald Inquiry
were directed specifically at the QPS. These covered a diverse range of issues relating
to almost every aspect of the QPS — police corruption and the handling of police
complaints, - human - resource practices, organisational structures, management,
information and administrative systems, and the style of policing.

The scale and diversity of these reforms, and the speed with which they had to be
implemented (see below), meant that the implementation process was difficult to .
manage and potentially overwhelming for the organisation and its members.

7 Sousces: QPS Annual Report 1988/1989; QPS records.
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Reforms Seen as Punitive
A substantial number of police interviewed in late 1992 perceived the reforms as

being punitive. Although there was initial widespread acceptance amongst police that

change was necessary, the nature of the change required was not umversally accepted.
Three factors intensified this problem:

-3 As highlighted in mtervnews, many ofﬁcm felt unable to criticise auy aspect
ofthereformprocesswlthoulbemgseenmbeagmnstchange
o The Fitzgerald Inquiry arose out of allegations of corruption, although it

quickly expanded into a general organisational review. In interviews, police
officers frequently complained that '. . . we are being blamed for the oorrupt
actions of a handful of officers'.

. The reforms were as having been |mposed from outside the
organisation, even though records indicate a substantial input by the QPS in
the implementation of reforms.®

The correctness of these perceptions is not the crucial issue — what matters is the fact
that they were held. These perceptions were indicative of a lack of intermal support
for many of the reforms. .

Pace of Implementation |

Police from all ranks have complained. about the rapid pace of implementation. A
senior executive, who was asked in late 1992 to reflect on the implementation process,
commented in the following terms: '

I do not believe there has been any evaluation of the changes that have happened too
quickly; ithey have not been marketed or explained . . . all of which has brought
about a lot of stress for police officers and a lot of misinformation. . I believe the
Service has been forced to be seen to rush 1o change without having the quality of
people 1o make the changes . .. The Setvice is now in a very vulnerable position
- where some of the changes could be seen as failures just as well as being successes.

8 For instance, police officers were seconded to the Fitzgerald Inquiry Implementation Unit and
_ police within the QPS were assigned to Project Teams or as Impiementation Co—ordinators.
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There is no doubt that rapid wholesale change helped create a lack of understanding
of the reforms and contributed to resentment and resistance. Changes were introduced
without having been fully thought out or sufficiently planned. However, it is
debatable whether the process of reform could, or should, have been slower. This is
because:

. There was a political imperative for the Government and the QPS o be seen
- to be implementing change as soon as possible. In particular, the
Government was absolutely committed to implementing the reforms as a .

package.

) If there had been a delay, there was a risk that the momentum for reform -
would have been lost. With time, the public tends to lose interest and forget
why reform was required. Furthermore, Governments have other priorities
which claim their attention and compete for funds.

] Delay might have allowed time for opponcnts of change to regroup and for
resistance and inertia to set in. As one senior officer stated, 'the critics who
say that we moved too fast are correct, but they are not right. The Service
had to move too fast; it couldn't afford the luxury of incremental change'.

Budgetary Constraints

When interviewed in late 1992, some police felt that insufficient funds had been
provided to fully implement the reforms. For instance, some workshops and training
programs were discontinued due¢ to costs. The use of external consultants to assist in
the implementation. of certain recommendations was also limited for the same reason.
Once the Fitzgerald Inquiry Implementation Unit was disbanded, funding for
implementation occurred through the QPS budgetary process. The discretionary
component of the QPS budget was, and remains, small. Although the global QPS
budget increased, much of this was tied up in salary costs’. Consequently, the QPS
had to rély on special allocations from Treasury for further large—scale initiatives.

‘While there may have been budgetary problems, this factor should not be overrated.
In retrospect, some of the priorities for expenditure made by the QPS at the time may
be questioned.

9 For example, around 87 per cent of the 1991/1992 QPS budget was for salaries and related
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Management of Impleﬁlentaﬁon' Process: an Assessment

‘This section considers how well the QPS managed the implementation of reform,
given the constraints discussed above. It is not intended to examine what reforms
were implemented, nor how effective these changes have been, as these issues are
covered in the following chapiers. ' '

Ls

The focus of this discussion is on five key areas:

® the marketing of the reforms _
. éupport for staff
. consultation with staff
® the cofordinaﬁon of the reform process
° measuring the effectiveness of the reforms.
Marketing of Reforms

During the early stages of the implementation process, workshops were held in most
regions, These workshops took two forms:

those designed to encourage input into the reform process, at which officers
were asked to put forward suggestions for change

those organised to explain particular reforms as they were introduced - for
example, Performance Planning and Assessment (PPA); corporate and
strategic planning; community policing; and merit-based promotion
procedures. '

Other steps were also taken to inform staff about proposed changes and to involve
them in the implementation process. Measures taken included:

computer messages sent by the Minister for Police to all police
establishments to provide information on the status of reforms
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. visits to police stations in July 1989 by the  Fitzgerald Inquiry
Implementation Unit to discuss the implementation process with staff and

their spouses
e information -bulletins circulated by the Fitzgerald Inquu'y Implementation
: Unit to advise police of reform developments
. District Officer conferences to consider the role of the District Office

® articles in the QPS journal, the Vedette, reporting the progress of the
- implementation of various reforms.

In retrospect, the communication and marketing of changes was often not effective.
For instance many officers believed, rightly or wrongly, that the efforts fo gain their
involvement were a “token gesture™. The general lack of feedback provided to
officers may have contributed to this perception. It is also apparent that QPS
~members were not always adequately informed of the rationale for thc various changes
being introduced.

One of the main mechanisms by which information is generally distributed in the QPS
is via Commissioner's Circulars. The circulars were used to document the new
procedures and guidelines resulting from the changes. An examination of all relevant
circulars issued between June 1989 and December 1992 revealed that the rationale for
a mew process or structure was usually not provided — the procedures were simply
detailed. For example, no circular has yet been issued explaining community-based
policing,

It was clear from the interviews conducted in late 1992 that the level of lmowledge
- about, and attitudes towards, particular reforms varied substantially across divisions
and districts. In fact senior staff themselves were sometlmes unaware of some policies
and stated popular, but erroneous, views such as '. . . if you call in Task Force, the
region has to pay', or 'you will rarely get transferred or promoted to another region -
_ because the region has to pay your costs'."®

For whatever reason, a situation developed in which rumours were rife and it was
relatively easy for officers to believe the worst about the reform process.

10 It may be that, since these interviews were completed, information has been more widely
disseminated to the regions. However, a3 recently as this yeas, some semior police in one
region were still claiming (to a CIC reseascher) that the regions had to pay for Task Force
(now restructured into State Crime Op¢rations Command),



Staff Support

Understandably, the changes introduced following the Fitzgerald Inquiry generated
anxiety about future career prospects, particularly amongst longer serving staff. Many
feared that they did not have the skills or abilitics now required by the QPS as a result
of these changes. For example, some middle-ranking officers with 15 to 20 years
experience believed that their career prospects in the QPS were halted because they
did not have tertiary qualifications or management expertise. They felt that they were
at a stage of their careers where it was 'too late for them'.

In practice, thesc concerns may have been exaggerated, as many officers promoted
under the new merit-based system have npot possessed ftertiary qualifications.
However, merit-based promotion undoubtedly introduced a significant degree of
uncertainty. The QPS does not appear to have provided sufficient support to officers
concerned about their carcer prospects, although counselling services have been
available since the introduction of Human Services Officers. Training programs,
particularly refresher and retraining programs, and carcer planning, have been limited
or, in some cases, non—existent.

_ Clearly, the QPS was, and is, in no position to provide any officer with a guarantee
of promotion. Nonetheless had there been more recognition of the concerns of
officers disadvantaged by.the new procedures, there might have been less resistance
to change.

Consultation

In the interviews conducted in late 1992, many officers complained that their views
had not been sought and that anyone who ‘criticised the reform process, no matter how
well founded his or ber criticism, risked being dismissed as an obstructionist. . Some
reported being told: 'if you don't like it, get out. The QPS was criticised for .
appearing to consult, but of having no intention of giving the "rank and file" a
genuine role in the design and implementation of change. ’ :

An cxamination of documentation relating to the implementation process shows that
a serious attempt was made, at least initially, to consult with QPS personnel.
Participation and involvement were sought at the planning stage as well as during the
implementation phase. Many serving police had the opportunity to provide input and
police were seconded to assist in the introduction of particular reforms. Nonetheless,
it is clear that many serving police now have little sense of ownership of the reforms.
This may be atiributable in part to'a lack of feedback in the consultative process.
Also, as noted by the Fitzgerald Inquiry Implementation Unit, the rank-based
command structure of the QPS often inhibited effective consultation by making it easy
for senior officers to dismiss suggestions from lower ranks.
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The QPS, in its response to an carlier draft of this report, has obsérved that:

[t]be concepts of consultation and selling of reforms have an accompanying tenet,
namely, the capacity of the target group to have some measure of influence in the
process. The reality of the Fitzgerald reforms was that the recommendations were
going 10 be implemented. Police had no opportunity of rejecting them.
[Consequently, in such circumstances, it] . . . is arguable that efforts to consult and
seli the recommendations would inevitably have met with a degree of cynicism .
(Correspondence, 1 August 1994)

Co-ordination of Reform

The QPS was keen to take over responsibility for managing the implementation

process because it was felt that changes would be more readily accepted if they were

scen as being implemented from within the organisation. The cost of outside

consultants was also substantial. However, there were disadvantages attached to this

strategy. By placing the QPS in control of the reform process, opportunities for -
contact with external influences were much reduced. ' In addition, the operational

police who were given responsibility for developing projects did not always have the

expettise required to properly consider and design a plan for the implementation of

specific recommendations. Moreover, on occasions they were drawn away lo deal

with operational demands,

From September 1990 onwards, when regional commands were established, much of
the responsibility for implementing the remaining reforms was assumed by regional
Assistant Commissioners and civilian Directors. When the internal implementation

- unit was disbanded in February 1992, there was no. body within the QPS to oversee
these reforms. The regions were basically left to determine the best manner in which
to implement changes. As a result, there was little interaction between project groups
and considerable duplication of effort. Many officers indicated that they became tired
of sending the same or similar information to project staff and Headquarters without
receiving feedback, or seeing outcomes. The implementation process apparently
became fragmented. Many of the police interviewed in late 1992 argued that, by this
stage, the QPS had 'lost the plot'.

Monitoring Reforms

The QPS has tended to assess the effectiveness of the reform process by the number
of recommendations implemented. Performance has been measured by a check-list
approach to the Fitzgerald Inquiry recommendations. The CJC bears some
responsibility for this, as the approach was in part supported by the types of progress
reports provided by the CJC to the Implementation Sub-Committee.
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In retrospect, although the check~list may have provided a quick indication of the type
of structural and procedural changes introduced, it did not ensure that there was
sufficient consideration of whether the underlying problems identified by the Inquiry

- had been addressed.

CONCLUSION

The task of implementing the Fitzgerald Inquiry reforms within the QPS was never
-going to be easy, quick or without controversy. Factors such as the magnitude and
pace of the reforms, instability within the organisation and funding constraints, have
all made it difficult to manage the implementation of reform. In addition, as
discussed later in this report, some of the Inquiry's recommendations lacked
 specificity, or were based on questionable assumptions which did not work well in
Ppractice. _ C :

The process of implementation staried out with the development of comprehensive
plans, the establishment of consultative mechanisms and an active attempt to monitor
changes. However, as is often the case when organisations embark on large-scale
change, this level of planning, co—ordination and monitoring was not maintained later-
in the implementation process. : -

. Despite the efforts of the Fitzgerald Inquiry Implementation Unit in the early
stages, many of the reforms were not effectively "sold" to QPS members.
Hence, considerable misunderstanding and suspicion developed, and rumours
flourished. Given the inevitability of the implementation of the Inquiry
recommendations, it is not surprising that perhaps the "selling” of the
reforms was viewed cynically by many officers.

* Over time, the daily management of reform became less effective. This was
partly due to the range of reforms and the speed with which they were
implemented, but the situation was exacerbated by co-ordination difficulties.
Especially after the Fitzgerald Inquiry Implementation Unit ceased operating

~ in 1990, the implementation process became fragmented.

® There was a general lack of internal monitoring by the QPS. The tendency
was f0 use a check-list approach, rather than to assess whether the
underlying problems identified by the Fitzgerald Inquiry had been tackled.



The last few years have been a difficult and disruptive period for the QPS. The
problems of implementing reform have been aggravated by the heavy demands placed
on the QPS and the need to continue providing a service to the community. In
retrospect the pzocess could have been better managed, but as detailed in the following
chapters of this report, significant gains have been achieved. The criticisms of the
process advanced in this chapter are not intended to detract from these gains.



CHAPTER THREE

REGIONALISATION

Regionalisation of the QPS was oﬁe of the key structural reforms recommended by .
the Fitzgerald Inquiry. This chapier:

* outlines the Fitzgerald Inquiry concerns with the previous structure and m
-reasons for recommending that the QPS move to a regional model

° describes how the Inquiry's recommendations were implemented

] identifies problems which have arisen in relation to regionalisation

] _ assesses whethcr regionalisation has had the beneficial effects anticipated by
the Fitzgerald Inquiry

® identifies issues relatmg to reglonahsauon that remain to be addressed by the
QPs.

STRUCTURE OF QUEENSLAND POLICE SERV]CE PRIOR To
- FITZGERALD INQUIRY

Prior to the Fitzgerald Inquiry, the Queensland Police Department had two
administrative structuzes, with the Commissioner of Police at the apex of both -
structures. This division reflected the practice of keeping the activities of sworn
police and public servants separate.'

The Police Department was a centralised, hierarchical organisation with the
Commissioner, Deputy Commissioner and six Assistant Commissioners based at
central Headquarters exercising supervisery control over all ranks (see Appendix 2 for
the organisational chart). The Assistant Commissioners. were allocated responsibilities
along functional lines: for example, one was responsible for personnel, another for
crime and services, a third for traffic and buildings, and so on. Geographically, the

1 The Police Service Administration Act 1990 docs not maintain a distinction between sworn
police and public servant structures.



Police Department was organised into eight police regions, each under the control of

a regional Superintendent. Each region was divided into districts which in turn were
divided into divisions or stations. However, the regions had little autonomy, as all

significant decisions relating to matters such as resource allocation, transfer and

promotion, training and general policing policy were made centrally.

RECOMMENDATIONS OF FITZGERALD INQUIRY

The Fitzgerald Inquiry's concern with corruption and misconduct led it to consider
deficiencies in the overall management and organisation of the QPS. The Inquiry
concluded that ‘the organisation of the Queensland Police Force [was] characterised
by complexities which mask inefficiencies, misconduct and corrupt practices' (1989,
p. 224). The number of units and functions had grown without any rational,
integrated plan (p. 224). Management systems were hierarchical, authoritarian,

inflexible and paper-intemsive (pp. 265-266). According to the Inquiry, a total
overhaul of the organisation was required. The prevailing centralised command

needed to be restructured into a reglonally-based organisation run along modern

corporate management lines.

The Inquiry's specific recommendations in relation to regionalisation are set out in
Table 3.1. In bicad terms, the proposed changes were designed to promote
organisational efﬁciency and effectiveness by:

e | redistributing a range of powers and responsibilities from the Comnussmner
of Police to the regional Assistant Commissioners

o making the organisation more responsive and accountable to local
communities, by devolving authority and control over resources closer to the
service delivery point

] clarifying lines of command and divisions between operanonal
administrative and support functions.

Due to a lack of suitable information, the Inquiry did not recommend any change to -
the number of regions, nor to regional boundaries. However, it noted that:

[r]e-organisation of regions, districts and divisions will undoubtedly be necessary
in the future, especially as performance measures, crime research results and the
comparisons they permit become avanlable and influence the management of the
Force. (p. 233)



The report emphasised that, in makmg long—terml decisions about regional
- arrangements, the aim should be 'to ensure the greatest impact from community.
policing' (p. 233).*

TABLE 3.1: MAJOR FITZGERALD INQUIRY RFJ:OMMENDATIONS
ON REGIONALISATION

Recommendation CI.1
-with assistance as required from exlemal consultants, and under the supervision of the
Criminal Justice Commission, the Police Department restructure its organisation along

regional lines with increased levels of authority and responsibility, matched with
commensurate accountability for commanding officers at the regional, district and
divisional levels. The recommended structure provides for:.

‘(a) as few organisational levels as practicable between the Commissioner and
operational police officers to facilitate communication, expedite decision making,
and ensure that policies are relevant . . .
(b) a regional basis for operational activities with regions composed of districts and
: divisions (stations)
(c) formalised delegations of authority, areas of responsibility and control to avoid
overlap and duplication, strengthen accountability, and improve efficiency
(d) a clear division between operational, task force and administration/support
functmns

12 Community Policing is discussed in detail in Chapter Four.
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_—_—
Recommendation CL2
. . immediate future restructure of the Police Force . . . which provides for: .

(a) retention of the present number of police regions
(b) three commands, viz., Region, Task Force, and Support Services
. (c) the Commissioner of Police to remain head of the Police Force assisted by ten
Commanders
(d) eight Regional Commanders with full authority and accountability for managing
police regions
(¢) Regional Commanders to be entitled 1o call upon the administrative, operational,
and Task Force support from Head Office and to be in command of any such
_ units located in their regions
(©) the position of Commander of the Task Force Division to be established in Head
Office at a level equivalent to Regional Commanders
(2) another Commander (Support Services) to co-ordinate the provision of
administrative, personnel, financial and operational support
(h) the Commander (Support Services) to be a police officer equivalent in status fo
the other Commanders. The bulk of the units and Directors of major divisions
under this Commander should comprise civilian personnel
(i) an Inspectorate with broad review respons:blhty fo report dueclly to the
Commissioner

Recommendation- CL3
as part of the restructuring process:

(a) Regional Commanders be given responsibility and authority for allocating staff
within their regions including control of intra—regional transfers

(b) a thorough review of staff numbers and disposition in all divisions, districts and

. regions be undertaken to determine appropriate establishments, with regional and

district officers playing an active role in the process

(c) development of major Police complexes at Mt Gravatt and Boondall proceed as
the basis for the North and South Brisbane regional structures :

(d) Regional Commarders assume tesponsibility for:
(i) supply of law enforcement and all operational policing services on a

regional basis

(ii) supply of community based police services at a local level
(iii) initiation of criminal investigations at a local level |
(iv) direction of specialist support by Task Force personnel at regional level

Source: Fitzgerald Inquiry 1989, pp. 380-381.

Note: Regional Commanders are now called Assistant Commissioners.



IMPLEMENTATION PHASE

The change to a regional structure was accomplished with considerable urgency. By
June 1990 the eight regional Assistant Commissioners had been appointed, along with
. the Assistant Commissioner (Task Force) and the Assistant Commissioner based at the
CJC. An Executive Direction at that time defined the responsibilities of the Regional
Assistant Commissioners in the following terms:

Each . . . [Assistant Commissioner] has the autonomy and responsibility 1o plan,
organise, administer, co—ordinate, supervise and control all police activities within that
command and to provide effective law enforcement and police services within the
Region, consistent with the objectives of the Service.

By the end of October 1990, the internal implementation unit reported that the
regionalisation of policing activity had been completed to the stage where almost all
necessary staff and basic systems were in place.® The devolution of budgetary

responsibilitics was completed by July 1991 '

The speed with which these structural changes were introduced inevitably created
problems. The reforms were implemented in a destabilised organisational environment
with little opportunity for forward planning. Insufficient transitional arrangements were
outlined in the Fitzgerald Inquiry recommendations. Moreover, throughout the
implementation period the QPS had to continue providing policing services to the
community. Day-to—day operational imperatives often made it difficult for the
organisation to focus on the longer term. As a consequence:

(] Regional and central roles and responsibilities were not adequately defined
and it was often left to individual regions to work out operational details.

® - Inmsufficient control and guidance weré provided at the local level. This, in
turn, sometimes led to local concerns displacing service—wide priorities.

The PSMC review found that the regionalised structure:

® was characterised by unclear definitions ‘of responsibilities, both between
regions and centra] Headquarters, and between the directorates within central
Headquarters

] lacked suitable standards and guidelines

13 - Source: QPS files.



* ‘had resulted in inappropriate delegations
(] lacked mechanisms of accountability (1993, pp. 52-54, 81-82).

The PSMC recommended the development of a devolution process for the delegation
of further responsibilities to regions (recommendation 23, p. 83). However, the
implementation of this recommendation has been deferred pending the outcome of a
general PSMC review of regionalisation in the Queensland public sector.

In addition, the PSMC recommended that the orgamsatlonal structure be revised to

ensure clearly defined functions between Operations, Operations Support, and

Corporate Services (recommendation 9, p. 53). Almost all of this restructuring was

completed on 25 November 1993, by virtue of QPS Executive Direction 18 (sce
Appendix 3 for the revised structure).

REGIONALISATION: CURRENT PROBLEMS

The regional arrangements proposed by the Fitzgerald Inquiry have now beea in place
for over three years. During this period, a number of the initial problems which arose
with regionalisation have been resolved and organisational arrangements within and
between the regions have become more settled. However some problem areas remain,
relating particularly to: :

] the cost of regionalisation

® the allocatiori of responsibilities between central Headquarters and the regions
. co-—prdinat.ion across and within regions

¢  financial management.

Cost of Regionalisation

Substantial time and resources were required to implement regionalisation. Staff
involved in administrative work relating to regionalisation were drawn away from the
performance of operational police duties. These costs were not factored into the
implementation process and as a consequence, were an added burden on the regions.



More importantly, the new arrangements have generated some long-term, recurring
costs for the QPS, particularly in the arcas of buildings and staff. These were in
addition to the cost of the new central Headquarters. According to the PSMC, in
1992/1993 the overhead costs associated with the operation of the eight regions and
Task Force was an estimated $12.7 million (1993, p. 83). Many administrative costs

would have been incurred even if the old centralised arrangements had been retained, - -

but others are directly attributable to regionalisation.
Much of the concem over the cost of regionalisation is associated with two factors:

® . the costs incurred by establishing regional headquarters in buildings separate
from existing police facilities ' :

e the size of the staff located within regional headquarters.

Separate Regional Headquarters

The Fitzgerald Inquiry argued that:

[plresent accommodation arrangements which result in regional, district and divisional
commanders being located in the same premises tend to undermine the exercise of
authority. and the determination of responsibility at the appropriate levels. (p. 274)

The concept of separate regional headquarters was designed to emphasise regional
management and to clearly indicate that the regional office was not to have a direct
operational focus. In hindsight, alterations to physical arrangements have had litile
impact on lines of authority and responsibility within the QPS. For little gain, very
considerable costs have been incurred in some cases. For example, the annual cost
of leasing one regional headquarters during 1992/1993 was $299,000. Overall, rental
of regional headquarters cost the QPS $1,728,000 during 1992/1993. In light of
these costs, the QPS has already initiated co-location with local police premises of
the Regional Offices at the Metropolitan North and South Eastern Regions. '

14 Source: QPS accounts,
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Regional Headquarters Staff

Extra personnel have been required to staff the eight separate regional offices. Some
of these staff perform functions previously carried out centrally, such as human
resources and finance.” However, others effectively occupy new positions undertaking
tasks that were not previously available to police in regions (for example, Human
Services Officers). As at March 1994 the various regional headquarters between them
employed 84 police officers and 147 civilian staff (see Table 3.2). Significantly, the
establishment of regional headquarters has not resulted in a reduction in the proportion
of staff involved in providing "central functions”. In 1986/1987, 20 per cent of the
total staff were defined by the QPS as performing central fu.nctlons This had
increased to 24 per cent by 1992/1993.* .

The PSMC also expressed concern over the growth of staffing at regional
headquarters, recommending the development of a model for staffing of regional
headquarters (1993, pp. 83, 84). At this stage, the implementation . of this
recommendation is linked to the outcome of the PSMC review of regionalisation
throughout the Queensland public sector. '

TABLE 3.2: ACTUAL STAFFING OF REGIONAL HEADQUARTERS
{AS AT MARCH 19949)

Sworn Officers

| Central 10 18
Far Northem 9 15
Metropolitan North 14 22
Metropolitan South 13 15
North Coast 8 18
Northen ' 11 17
South Eastem 10 2
Southern | -9 20
Total 84 147

.

Source: QPS Human Resource Management (HRM) Branch.

15 Sources: QPS annnal reports and statistical reviews. These percentages are based on the
number of staff performing "state functions” as opposed to regional functions. These categories
were taken from QPS annual reports and statistical reviews. 'l‘heseﬁgmesmcludethoseunits
with statewide resmnmbilities -
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Allocation of Responsibilities

In the new structure, responsibilitics are split between the regions and ceatral
command. For example:

L] regions are responsible for transfer and promotion decisions, but these
decisions must be vetted and authorised centrally

] under current discipline regulations, Assistant Commissioners can demote
police officers, but the power of dismissal can only be exercised by the
Commissioner of Police or the Deputy Commissioner

] Assistant Commissioners have financial authority over expenditure in their
- regions, but certain purchases such as motor vehicles must be made centrally

. regions have control over opei‘anonal policing matters, but Headquarters gives
_ directives on the method of policing to be used, such as the introduction of
random road watch and random breath testing.

Because of the need to move quickly, the allocation of responsibilities to regions was
- not carefully planned. What functions should have been regionalised and what needed

. to remain central was not systematically considered and was subject to considerable
conflict between central Headquarters and regions. There is still no formal
documentation of the split of responsibilitics between regional and central
-Headquarters, and lines of responsibility remain unclear. (For similar conclusions see
PSMC 1993, pp. 81-82.)

At times, unclear definitions of regional authority have allowed both regional and
central units to disclaim responsibility for particular arcas. For example, this is a
major reason for the fragmentation of police training (see CIC 1993b, pp. 39-40), and
the strained relationship between Regional Computer Support Officers and central
Information Services (sce Chapter Nine). A major concern here is that, without a
clear understanding of who is responsible, accountability becomes problematic.
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Co—ordinhti_bn between Regions

At least in the short-term, regionalisation has exacerbated problems of co-ordination
within the QPS. There are several reasons for this:

Under the new arrahgcments, regions are effectively in competition with each _
other for funds and resources.

Regional Assistant Commissioners are understandably inclined to focus on

problems and issues specific to their region, rather than adopting a service—

wide perspective. . Regional objectives and priorities may not always be
compatible with other regions, or with service—wide corporate goals.

To date, there has been insufficient development of mechanisms for liaising
and exchanging information between regions. Each region is virtually
self-contained in terms of operational matters. Police often have to resort to
informal networks to obtain information, with the result that much activity and
planning becomes dependent upon "who you know". Informal communication
is, of course, vital to the effective functioning of any organisation. However,
it should not be the primary means whereby information is transmitted.

Central Headquarters has had a limited capacity to monitor what goes on in
the regions. At times, regions have concealed problems and developments of
which executive management should be aware. The problem has been
exacerbated because there have been 'few methods in place to measure the
performance of regions and bring Assistant Commissioners to account' (PSMC
1993, p. 82). This has made it difficult to achieve effective central oversight.
However, the situation is improving with the establishment and enforcement
of standardised reporting requirements for regions.'s :

Some of the co-ordination difficultics which have arisen over the last few years are
attributable to the speed with which the new regional arrangements were implemented.
As roles and responsibilities are clarified, and appropriate co-ordinating and
overviewing mechanisms developed, the situation should improve. In any event, it
must be emphasised that the organisational problems currently experienced by the QPS
would not mecessarily be- solved by reverting to a more centralised organisational

16

Since March 1993 Assistant Commissioners have been required to present structured
performance reports to the quarterly Management Conferences. An examination of the papers
from a recent conference indicates that there is still considerable variability in the range and
quality of information being provided by the regions.



structure. Co—ordination difficulties, albeit of a somewhat different nature, frequently
arise in highly centralised bodies, and in those which are structured along functional
rather than geographical lines.

Financial Management

The main difficulties encountered in the area of financial management have been as
follows: : ' :

In 1991/1992, the first full year in which regional financial arrangements were
in force, an overrun by one directorate meant that money had to be pulled in
from other directorates and regions, contrary to their expectations. This
understandably caused resentment in those regions which had operated within
budget and had made provision to carry over savings to the next financial
year (PSMC 1993, p. 226). Police in the regions felt that their efforts to
produce savings were wasted as a result of other problems in the QPS. The
situation was exacerbated because the nature of the particular overrun was not
explained adequately to the regions. '

According to police in a number of regions, more information should have
been provided on the service—wide prioritisation of requests. This situation
appears to have improved considerably in the last year or so, as the new
arrangements have become more settled.

The change to -a regional structure meant that officers further down the
organisation had to be empowered with financial delegations. This delegation
has not been even across regions, with some Assistant Commissioners
allowing substantial delegation of authority, and others preferring to retain real
control at regional headquarters. This problem was identified by the PSMC,
which recommended that delegations be standardised by July 1993 (1993,
p. 225). The CIC understands that the QPS proposes to have broadly uniform
standards in place during the 1994/1995 financial year. -

" The initial allocation by the QPS of funds and persomnel to the tegions was

determined largely by historical factors, rather than being based on a careful
analysis of the resource requirements of regions. Once the pew arrangements
were in place it was difficult to alter this pattern of allocations because the
regions were actively competing for scarce funds. Consequently, the
efficiencies envisaged by the Fitzgerald Inquiry have not yet been achieved.



. Under current budgetary arrangements, . regional expenditure is largely
committed to routine and recurrent matters. Natural disasters, prolonged
investigations, or a run of serious crimes can deplete a region's operating
surplus for the whole year. Regions have only a limited capacity to angment
their discretionary funds by carrying savings across from one year to the next
— the current maximum permissible amount is $100,000. Moreover, in the
past, regions have had to surrender their savings to cover shortfalls in other
regions and directorates (see PSMC 1993, p. 226). As a consequence, very
limited discretionary funds have been available to support regional, district

. and divisional initiatives. However, it should be noted that this is not a new
problem. Under the previous centralised system, there was also very little
discretionary expenditure allowed and divisions had the lowest funding

priority.

On the positive side, the move to regional financial management has made clear the
differential cost of providing police services throughout the State. Factors such as
population dispersion and concentration, isolation, geography, weather, socio-
economic levels and other demographics all impact on the scope and cost of providing
adequate police services. The budget submissions of regions attempt to take account
of these factors and so provide a more comprehensive picture of the costs of policing
in Queensland. .

REGIONALISATION: AN EVALUATION

In recommending that the QPS shift to a regional model, the Fnzgerald Inquiry
envisaged that regionalisation would: '

. bring the QPS closer to the community and make it more responsive to
community conceins

° encourage innovation and a more flexible approach to policing

] contribute to organisational' efficiency and effectiveness.

This section assesses the extent to which regionalisation has contributed to the
achicvement of these objectives. In undertaking this assessment, it needs to be
recognised that regionalisation is still in its early stages and that some allowance
therefore should be made for "settling in" difficulties.



Community Responsiveness

The Fitzgerald Inquiry saw regionalisation as a prerequisite for the establishment of
- effective community policing. This view was based on the assumption that smaller
organisational units would be closer to the community and thus more responsive to
local problems.

The QPS's activities in the area of community policing are discussed in detail in
Chapter Four. The broad conclusion of that chapter is that, despite gains in some
arcas, overall the QPS has had difficulty in developing and implementing community
policing strategies. Regionalisation, of itself, has not brought the organisation
mgmficantly closer to "the community”. This is because:

The regions are too large and diverse to be effective mechamsms for
responding to community concerns. For example, Southern Region extends
from Ipswich to the South Australian border, includes the metropolitan fringe,
a large provincial city (Toowoomba), many smaller country towns and a
number of remote outback communities.

- The organisational units of the QPS which are most likely to align with

discrete communities are divisions (stations) and, in some cases, districts. By
and large, these units have no more autonomy than was the case under the
pre-Fitzgerald Inquiry arrangements. The QPS continues to rely on a "top-
down" hierarchical management style. Most matters affecting the service
delivery points of the organisation are still negotiated between Brisbane and
regional headquarters.

In many respects the regional headquarters are isolated from their own

~ districts and divisions. In accordance with the - Fitzgerald Inquiry

recommendations, regional offices are generally situated away from
operational divisions, mostly in unidentified buildings. Headquarters
personnel have relatively little interaction with the public, or with operational
police within the region. .

Due to fiscal constraints, the regions have very limited discretionary funds at
their disposal. Even if more authority was devolved to districts and divisions,
there would be limited scope for tailoring policing initiatives to the needs of
particular areas within the region.
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Innovativeness

The Fitzgerald Inquiry argued that a healthy competitive ethos between the regions
would encourage innovation. Particular regions would be able to trial initiatives
without first needing to obtain central approval. If these initiatives proved successful,
they could then be picked up by other regions. Through this process of
experimentation, imitation and adaptation, the organisation as a whole would benefit.

A good example of organisational innovation being facilitated by regionalisation is the
development and spread of local computer aided despatch systems (known as Mini—
CAD). Mini—-CAD was first developed in early 1993 by a Regional Computer
Support Officer in the North Coast Region to deal with perceived local needs. Once
the system was in place, and found to be working well, it attracted the interest of
other regions. Mini—~CAD has now been installed in several other sites and is likely
to spread throughout the State in the next few years. It is open to question whether
this initiative would have progressed as far under a more centralised structure. The
development of beat policing initiatives (see Chapter Four) may in the future prowde
another example of a Jocal innovation "trave]lmg ACTOSS Tegions.

Although some examples can be cited, substantial barriers to organisational innovation
remain. The basic problem is that regionalisation of the QPS has not been
accompanied by a change in management style. As indicated, the QPS as a whole is
still a hierarchical organisation in which the emphasis is on top—down communication
and formal, structured processes and procedures. Many officers still find it easier, and
safer, to follow standard operating procedures without having to apply active
management skills to situations.” Regionalisation will be unlikely to lead to
significantly more innovation within the QPS unless these characteristics of the
organisation are also changed.

:

17 ltisrecoglﬁsedthhta‘eommandandcontml'm,magcmemstylewiﬂbemuymdqaludth
many operational matters (such as large investigations, sieges and searches). However, within
these constraints, a more flexible and responsive demsnon—mahng strucre  should be

possible,



Efﬁciéncy and Effectiveness

It is very difficult to determine whether regionalisation has enhanced the efficiency
and effectiveness of the QPS, given that clear performance indicators have not been
established and there is insufficient information to compare the operation of the old
and new structure. On the positive side, regions now have responsibility for the
prevention and detection of crime within their boundaries. This may encourage a
more rational deployment of resources in the longer term. However, the restructuring
has obviously entailed some considerable costs. For example: regionalisation has
-contributed to the duplication of facilities and resousces; difficultics have occurred in
the arcas of budgeting and financial control; substantial co—ordination problems have
arisen; and there are considerable transaction costs involved in dealing with eight
semi-autonomous entities.

CONCLUSION

In the wake of the report of the Fitzgerald Inquiry, the QPS was compelled to move
quickly to embrace a regional structure. Due to the speed with which this change had
to be implemented, the respective roles and responsibilities of the regions were not
clearly defined and the full implications of the new arrangements were not adequately
worked out. Subsequenily, a number of problems have arisen. For instance,
regionalisation brought with it substantial financial costs, difficultics have occurred in
the area of financial management and co-ordination has been difficult to achieve.
Overall, regionalisation has not yet produoed the major benefits predicted by the

Fitzgerald Inquiry.

' Despite the problems that have been associated with regionalisation, the CJC considers
that the basic regional model now in place should be retainied, subject to periodic
reviews to ensure that structures and procedures are working effectively. Given the
size and diversity of Queensland, some delegation of responsibility to deliver services
to the community is a necessity. Moreover, the QPS has been through a highly
disruptive period of organisational change. If the QPS was to revert to a centralised
system, this would cause further dislocation. There is little to be gained from
replacing the problems which arise in relation to regionalisation with another set of
management problems — arguably of equal or greater magnitude — assocnated ‘with a
centralised command structure.



The QPS is aware of the shortcomings of the existing regmnal mangemcnts and is
taking steps to address them. Areas which, in the CJC's view, will require particular
attention are as follows:

The importance of a service—wide perspective, Under existing arrangements
Assistant Commissioners tend to focus on problems and issues specific to
their regions, rather than taking a service—wide perspective. Of itself this is
not necessarily a problem — as indicated above, one of the main justifications
for regionalisation is to make organisations more responsive to local needs
and concerns.” However, the QPS must ensure that, where necessary, regional
priorities are kept subordinate to the interests of the organisation as a whole.
There are several ways in which this issue can be addressed, including by:

- ensuring that organisational goals are clearly understadod and applied
by senior management, through the: oorporate plannmg and
performance auditing process

- involving Assistant Commissioners more in the overall management
of the organisation, for instance through the use of regular tele-
conferences and periodic "team planning” sessions'®

- providing Assistant Commissioners and other senior officers with
more training in corporate management techniques.

Lack of clarity about regional functions and responsibilities. There is still no
clearly documented delineation of functions and responsibilities between
regions and cenfral Headquarters. The PSMC, in its April 1993 report,
proposed that the Board of Management of the QPS develop an
implementation strategy for the delegation of further responsibilities to regions -

(p- 83). The CJC understands that this and related recommendations will be

addressed following the completion of a general PSMC r1eview of
regionalisation. It is important that once the PSMC report is released, the
QPS moves qmckly to resolve this issue.

18
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" -Greater devolution of authority within regions. The introduction of
regionalisation has made relatively little difference to relations and structures
within regions. Generally, attention has focussed on delegation of authority
from central command to regional commands. Subject to the development of
proper guidelines and oversight mechanisms, divisions and districts should be
given more control over the allocation of personnel and resources. In
particular, additional discretionary funds should be made available to these
units to undertake local initiatives. As argued elsewhere in this report (see
Chapter Four) it will be very difficult for the QPS to make further progress
in implementing the philosophy of community policing unless greater
autonemy. and flexibility can be built into the organisation at the local level.

Reconsideration of the location and staffing of regional headquarters.
Justifiable concerns have been expressed about the costs of maintaining
regional headquarters separate from other police establishments, and the level
of staffing of these headquarters. The CIC supports moves by the QPS to re-
examine the issue of locating regional headquarters in separate buildings. The
CIC also considers that the staffing of regional headquarters, and particularly
the growth of non—functional positions, should be monitored closely by the
QPS, perhaps by means of an annual review.
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'CHAPTER FOUR

COMMUNITY POLICING

The Fitzgerald Inquiry was very critical of the traditional 'reactive’ style of policing
employed by the QPS. As an alternative, the Inquiry proposed that the primary
policing strategy of the QPS should be 'based on the notion that community
involvement is essential to successful police work' (1989 p. 231). In advocating this
approach, the Inquiry was heavily influenced by the success of community policing
initiatives in a number of overseas jurisdictions.

This chapter. looks in detail at the concept of community policing and the measures
undertaken by the QPS to implement this style of policing. Specifically, the chapter:

] ‘sumunarises the Fitzgerald Inquiry recommendatlons on community policing
‘and outlines their underlying rationale

e identifies the key features of community policing
e describes the QPS response to the Inquiry's recommendations

. assesses the progress made by the QPS in implementing community policing
objectives

(] identifies ways in which the QPS can promote the concept of community
policing.

FITZGERALD INQUIRY AND COMMUNITY POLICING

The Fitzgerald Inquiry described the policing strategies used by the QPS as essentially
. reactive rather than preventive. There was a heavy reliance on motorised patrol duties
in which the police 'patrol randomly or in a predetermined pattern observing citizens, -
monitoring hazards or risks and responding to calls for help' (p. 230). Patrols were
conducted over a wide area by different officers at different times. Police rarely left
their cars except to attend specific calls for service. As a consequence, there was
relatively litile interaction with the community.

According to the Inquiry, the police defined their role narrowly as one of enforcing
the law. Responses to problems were largely limited to standardised law enforcement
strategies. Detectives — widely perceived as the elite of the QPS — focused on solving
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reported crimes and the prosecution of offendei’s,' rather than on developing preventive
strategies. This approach allowed very little scope for community involvement — the
emphasis was on the police defending the community rather than co-operating with
it. . . : . . . "
In the opinion of the Inquiry, this approach had proved largely ineffective in the fight
against crime: \

Inthepastdecade it has become apparent that these methods have not stemmed the

growth of crime, especially violent crime, essentially because they are reactive.
Police respond 1o events rather than pre—empting and preventing them. (p. 230 19

‘The Inquiry's critique of the reactive model of policing drew upon a substantial body
of international research® showing that:

° beyond a certain base level, increasing the number of police and the size of
police budgets will not necessarily lead to a rise in the number of crimes
solved, nor reduce the number of offences committed

. rapid response has relatlvely little 1mpact upon _the incidence or likely
recutrence of crime :

®  mobile vehicle patrols generally do not prevent crime nor increase the public's
sense of safety ' : ' '

L although saturatmn patrollmg may bring about a temporary reduction of crime
in an area, it usually only succeeds in displacing criminal activity to other
arcas '

e  the crimes that people fear most (robbery, burglary, rape and bomicide) are
rarely encountered by police on mobile patrol

° on the whole, the key factor in determining whether a crime is solved is the
quality of the information given by the victims/witnesses about the identity
of the offender, rather than that obtained by subscquent detective work

19 The Inquiry's assertion that there had been a growth of crime especially violent crime, was
based on QPS statistics. Recent research based on crime victims surveys suggests that police
statistics may have significantly exaggerated theeanttowhwhthemmcpmhlemworsened .
during the 19808 (Australian Burean of Statistics 1994).

20 nehqmqmmmmmeWMMSMupzz9wtmdmmﬁkmy

sources. For detailed literature reviews see Tro;anowlcz and Bucqueroux 1994, CIC 1992 and
Skolnick and Bayley 1986.
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] much police work involves attending repeat calls for service, but traditional
response strategies erroncously treat such calls as isolated incidents rather than
~as symptoms of problems to be solved. ;

Drawing upon policing innovations in several overseas jurisdictions,?! the Inquiry
proposed that a new community-based, proactive policing strategy be adopted, in
which policing would 'again become a neighbourhood affair, where members of the
community are familiar with locally based police officers and the officers and their
families become part of the oommumty which they serve’ (p. 233). This new
approach would require:

. the establishment of community crime committees consisting of members of
the public, police officers, welfare and other community groups

(] a shift to a more "problem—oriented” style of policing

. greater emphasis on foot patrols, to enable members of the public and police
officers to interact in normal community settings

] general duties policing to take precedence over specialist activities, such as
detective work ' .

] the provision to police and communities of comprehensive and accurate local
information on crime patterns and the characteristics of victims and offenders

] the development of more flexible service delivery strategies by the QPS, as
opposed to relying on ready made "generic" community programs such as
" Neighbourhood Watch or Adopt-A-Cop

. the adoptidn of special measures (for example, recruitment of staff with
special language and cultural skills) to ensure that minority ethnic and racial
groups were adequately involved in community programs (pp. 230-233).

The Inquiry made five specific recommendations relating to the promotion of
.community policing within the QPS (see Table 4.1). In addition, the philosophy of
community policing underpinned many other recommendations for reform of the QPS,
such as those proposals relating to regionalisation, flattening of the rank structure,
recruitment strategies, and the roles of detectives and general dutics police.

21 The Inquiry did mot provide any details as to which overseas jurisdictions had adopted
community policing strategies. However, well-known examples inciude the North American
cities of Edmonton, Houston, Fliat, Detroit and Newark. In Australia, the New South Wales
Police Service has made the most progress in implementing community policing strategies.



TABLE 4.1: FITZGERALD INQUIRY RECOMMENDATIONS ON COMMUNITY
POLICING

Recommeadation CL6

Gmmmutypohmngbeadoptedasthepmnaxypohmgﬂutegy with policing again

becoming a neighbourhood “affair. The Police Force must move away from the

concept of policing based on reactive defence of the community and towards

mobilising the community and its police to prevent crime, maintain order and deliver

services dictated by the needs of the community. To this end:

{=) prevemmvepohclngmaieg:esaremheanmtegmlpanoﬁhemrmal
amvmaofeverypoheeofﬁcer

®) the community is to be involved with the police in preventing crime through
establishment of community crime commiitees and community crime '
prevention programs based on the needs of individual communities _

() all police officers on duty, including those on detection and investigative

work, and Task Force staff, are to be in uniform in all but exceptional

cir .

staff with language abilities and cultural skills are to be recruited to gain the

acceptance and co-operation of ethnic and aboriginal communities

mgzonalanddmmofﬁce:smtodemgnmmmumtymwlsfnttnalm

those arcas which have.excess staff levels

Source: Fitzgerald Inguiry 1989, p. 381.

2 The Inquiry's vicw was that it would be more difficult for detectives to engage in conupt or
inappropeiate - activities if they were in uniform (p. 244). Presumably, other benefits would be
an increase in police visibility and a reduction in the special staws accorded to detectives. In
1991 a Commitiee, formed at the direction of the Commissioner of Police, determined that
officers such as detectives should continue to wear plain clothes because of the nature of their
duties (Comespondence, 15 Septembes 1992). The CIC accepts that it is generally appropriate
fademcﬁvuwmphhdoﬁes,duemmeopaaﬁmmdeuﬁmdimesﬂgm
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MEANING OF COMMUNITY POLICING

The Fitzgerald Inquiry's discussion of community policing was quite short and pitched
at a fairly general level. This hzs contributed to some uncertainty within the QPS and
the community at large- about what the concept entails, and to difficulties in
implementing the Inquiry's recommendations. .

There is now a large body of literature on community policing and, not surprisingly,
this literature contains a considerable number of definitions. However, there is broad
agreement amongst experts in the area that community policing is nof a specific tactic
or program and involves more than just good public relations. Rather, the term is
generally understood as describing an overall approach to delivering police services
to the community (Trojanowicz & Bucqueroux 1994, p. 6).

This approach to policing entails:

] Developing better links between the police and members of the community
(other than just suspects and victims) at both the formal and informal level.
The purpose of promoting this interaction is to obtain information and ideas
from interested members of the community, and to gain the community's
assistance in tackling problems that have been identified.

. Promoting an emphasis on problem-solving. Instead of just reacting to
specific calls and reports from the community, police are encouraged to
address the causes of these problems (for example, by reducing the number
of calls for service relating to a particular address; orlessening the incidence
of alcohol-related violence around licensed premises). Police are rewarded
for solving problems, rather than just for enforcement-oriented activities such
as making arrests or issuing traffic tickets. In addition, police are encouraged
to work with other, non-police agencies which might be able to assist in the
resolution of a problem (see the discussion below).

® Shifting away from a reliance on motorised, random patrols to a greater
emphasis on individual police patrolling designated areas, by foot where
appropriate, on a permanent basis. In the community policing model, 'beat
policing' is seen as one strategy for delivering general policing services, rather
than as a novelty, or a form of "soft" policing.

In the discussion to follow, the current status of community policing in the QPS is
assessed by examining the degree of progress that has been made in the three key
areas outlined above: police~community interaction, problem—-solving, and alternative
patrol strategies. The chapter also examines the organisational structures introduced
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by the QPS to assist in creating a community policing orientation. Developments in
related areas which impact on community policing, such as rank structures, staffing
allocations and promotion procedures, will be considered in subsequent chapters.

It needs to be emphasised that full implementation of community -policing involves
large-scale changes to organisational practices. The translation of this "philosophy"”

into practical organisational structures and policing initiatives takes time and requires

a willingness to experiment on the part of the organisation. For instance, a recent
American fext on community policing has estimated -that ‘fully institutionalising -
community policing may well require 10 to 15 years' although the authors go on to
say that: '

while this sounds forbidding, the reality is that most departments can usvally make
the initial transition to community policing within a few months. (Trojanowicz &
Bucqueroux 1994, p. 16) '

It is unrealistic to expect that the Fitzgerald Inquiry recommendations relating to
community policing could have been fully implemented within three years, especially
when at the same time other substantial reforms were being introduced and services
to the community had to be maintained. Rather, the point of this review is to
determine the extent to which change in the desired direction has occurred.

OVERVIEW OF QUEENSLAND POLICE SERVICE S COMMUNITY |
POLICING. INITIATIVES

Information Sources

The main source of information about QPS involvement in community policing is the
Community Policing Initiative Index. Early in 1992 the Deputy Commissioner
(Operations) sought from each region, and the then Task Force Command,” full
details regarding current and proposed community policing and crime prevention
initiatives. Details to be provided included the purpose of each project, the date of
completion and the expected date of evaluation. Responses were received around May

23 SincelunelQ%Taskaoe(bmmmdhasbeendwidedlMoStale&meOpemuons
' Command and Operations Support Command.
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1992. Some of the information obtained was subscquently entered into the
Community Policing Initiative Index.* However, this Index does not give an accurate '
picture of the state of community policing within the QPS. This is because:

. Initial regional responses varied enormously with respect to the amount and
quality of information supplied.

] ~ The majority of regidnal responses gave some indication of project objectives,
but in most cases perfonnance measures were not identified.

] There was often no indication of the number of oommumty groups or pollce
involved in the initiative.

] Much of the information contained in the Index is now out of date, as the
regions were not required to keep any central unit informed of changes in the
status of projects, nor to advise of any new initiatives undertaken. A check of
the database early in 1994 revealed that some regions had not made any new
entries since 19927

The only other readily accessible source of information about QPS involvement in
- community policing has been two pages of statistics published in the anmual QPS
statistical review. These statisiics provide a very incomplete picture of the state of
community policing within the QPS. For instance: :
. information is presented about peripheral activitics such as the number of
Driver Reviver sites, but not about the number of active community
consultative committees

] sorae data are of dubjous accuracy (as indicated by the rounding of statistics
on community involvement to the mearest 1,000 or 10,000 persons or
houscholds)

° no information is provided on the effectiveness of programs

® due to the use of inconsistent definitions in different statistical reviews, it is
very difficult to compare trends from one year to the next.

24 The information wag not psovided in a standard format. To assist in the interpretation of the
data, the Research and Co—ordination Division manually collated all of the responses provided.
'Iheoollaiedinimmatiom,whichran tomomthanzsﬂpﬂse&wasthen supplied to the QPS.

25 Since mid-1992 a set of project management guidelines, vnth:naocompanymg Project Index,
has been formalised. With the greater use of these project management procedures, more
community policing projects could in the future be registered on the Project Index. )



To supplement these official information sources, the CJC sought information from
officers involved in specific projects and from various official QPS publications such
as the Vedette. In addition, valuable impressionistic data were obtained from the
interviews conducted with police in late 1992, and from more recent discussions with
operational police. However, it must be acknowledged that because of the size and
diversity of the QPS, and the inadequacies of existing information systems, it is very
difficult to provide a comprehensive overview of the development and current status
of oommumty policing in the QPS.

- Organisational Arrangements

Statements of Principle

Following the release of the report of the Fitzgerald Inquiry in July 1989, the QPS

moved quickly to formally embrace the concept of community policing. In his

foreword to the Annual Report 1989/1990, the then Commissioner, Mr Noel
Newnham, declared that:

the QPS has adopted a community policing phiiosophy- emphasising a problem
solving, proactive approach based on meeting the needs of local communities and
acknowledging that different communities have different needs. (p. 6)

‘Subsequently, - in the Annual Report 1990/1991, the Commissioner referred to ‘the .
adoption of community policing as the primary philosophical base for policing in
Queensland’ ('Commissioner’s Foreword' — emphasis added).

This commitment to community poﬁcing was reflected in the QPS corporate plan for
1990-1995. Community-based, proactive policing was designated as a strategy for
achieving three of the six goals set down in the plan:

° to prevent crime
] to investigate and solve crime
° to restore public confidence in the QPS.

The corporate plan defined community policing in the following terms:

For the purposes of the Queensland Police Service, Community Pelicing is an .
approach to police work which recognises and fosters a partnership between the
Service and the community. It involves police and the community working together
to identify and solve policing problems. (QPS 1990)



The current 1994-1997 QPS corporate plan, formally endorsed in late 1993, also gives
considerable emphasis to the concept of community policing®. For instance, one of
the two objectives of the Personal Safety Program is that '[m]embers of the
Queensland Police Service work with the people of Queensland to reduce the fear and
threat of personal violence' (QPS 1994a, p. 13). Similarly, working 'together with the
people of Queensland to redvice property offences' is an objective of the new Property
Sccurity Program (p. 14). The performance indicators for measuring compliance with
the goals of the Personal Safety Program include the 'quality and type of police
community initiatives' (p. 13). The indicators for the Property Security Program
include 'rate of community/officer involvement in joint police/community initiatives'
(p. 14). As yet, the QPS has not developed a methodology, or data gathering
techniques, for measuring performance according to these indicators.

Structural Arrangements

The QPS initially endeavoured to implement community policing by creating
functional units and positions: the Community Policing Support Branch (CPSB) and
Regional Community Liaison Officers (although not always known by that title). This
approach was very much in line with the traditional "task force” approach used by the
QPS to address issues and implement changes. Community policing was treated as
a specialist activity, rather than as part of everyday operational pohcmg for which all

officers should take responsibility. '

The CPSB was established in August 1990 and given the primary responsibility for
implementing community policing within the QPS. This branch was initially headed
by a Superintendent, and later a Chief Superintendent, who reported to the Deputy
- Commissioner (Operations). Its functions included:

[ ] Promotion and facilitation of community policing within the QPS.
¢ - Education of QPS members and the general community about community
policing.

) Development and implementation of evaluation procedures.

26 'IheongomgmmumemdtbeQPStowmunuypolicingmalsoappamltintheAnmal
Report 1992/1993, where the Commissioner wrote that;; :
1 se¢ a seed to enhance community policing particularly in metropolitan areaswhue
traditiomal reactive policing methods have a stronger hold than in less populated
arcas, This ia a challenge, but I believe that with community and inter—agency
co—opesation it can be achieved. (Commissioner's Statement', p. 3)




o Construction and maintenance of a central database comammg up-to—date

information about all of the community policing initiatives in progress, or

planned, throughout the QPS. It was envisaged that this database would
enable the CPSB to monitor the implementation of community policing by the
regions, and be a useful resource for police seeking to start up community
policing projects in their own areas. As noted above, in practice this database
has a number of limitations and is now substantially out-—of-date.

] Administration of statewide programs and projects such as Safety Houses,
Neighbourhood Watch and Adopt-A—Cop. The CPSB was also required to
develop service~wide policies with respect to issues such as private sector
sponsorship of police crime prevention initiatives.

As indicated, the establishment of this Branch seems to have reinforced the view of

many police that community policing was a specialist activity (PSMC 1993,

© pp. 126-127). Significantly, the Branch was not located-in central Headquarters.
~ Moreover, Regional Community Liaison Officers were answerable to regional

Assistant Commiissioners, rather than to the head of the CPSB.” This arrangement -
contributed to the difficulties which the CPSB experienced in promoting a uniform

approach to the implementation of community policing objectives within the QPS.

The role of the CPSB was the subject of considerable adverse comment in the report
of the PSMC (1993, pp. 126, 128). In line with the PSMC recommendations, the
CPSB has now been abolished as a separate entity and its functions incorporated into
a Policing Policy and Strategy Branch. Community policing has been redefined as
one of several strategies available to police. This approach is consistent with' a
recommendation of the PSMC that the head of the Policing Policy and Strategy
Branch ensure that: : _
community policing and its role within the QPS be redefined in clear, mambiguous
and realistic terms; and . . . a new philosophy be developed that emphasises the need
to constantly strive to improve operational policing generally, incorporating wherever
possible preventative and cominunity policing initiatives into mainstream policing
methods. (1993, recommendation S0, pp. 128-129)* .

27 AmordingmtheQPS}whﬂsttheremayhavebeénsomadvmgesinﬁvingmeCommunity
Liaison Officers repotting ditectly to the Officers—in—Chazge in Brisbane, generally it is not
mgardedasprmicalmhavesomeonewmkinmmmdnmbemablemmclocal
Assistant Commissioner (Correspondence, 4 August 1994).

28 The QPS has indicated that it is in the process of developing a comprehensive project t

address this recommendation. The¢ CJC has been informed that the project outline and
timetable are close to completion (Comespondence, 9 June 1994).
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Although this change in approach may overcome some of the problems experienced
with the CPSB, ﬂ:eQPSwﬂlneedtoensumthatitdoesnotlosesightofthe
- objectives defined by the Fitzgerald Inquiry. In the CJC's view, community policing
should not be seen simply as one of a series of policing strategies, but as a key
organising principle which helps determine appropriate strategies, Structures and
processcs.

Communiity Policing Orientation: Key Measures

This section briefly examines the extent to which the QPS has made progress in the

three key dimensions of community policing identified earlier in this chapter:
police—community interaction, promotion of problem-solving approaches and use of
alternative patrol strategics. In doing so, this discussion provides examples of how

the QPS has attempted to translate the concept of community policing into practical

strategies. Inevitably, thére is overlap in the goals of various initiatives implemented

by the QPS - for instance a City Mall beat policing program not only is an example

of a change to traditional mobile patrol sirategies, but also may help foster greater

' pohce—commumty interaction.

Police-Community Interaction

One of the main objectives of community policing is to develop organisational
structures and processes through which representatives of the community and the -
police service can interact constructively. In many rural areas, these processes already
operate mformally However, more formal structures are often required for urban
communities and for particular targeted groups.

The QPS has cstablished or expémded a number of programs and structures for
improving police-community interaction. The more significant of these initiatives are:

. ®  Neighbourhood Watch
®  community consultative committees

® initiatives to improve relations with ethnic groups and members of the
Aboriginal and Torres Strait Islander (ATSI) communities

e  Inala Policc-Community Network
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. the Women's Safety Project
e - Safety House and Adopt-A-Cop programs

® programs focussed on youth, such as Police Youth Clubs and Blue Light

Although this list is not exhaustive, it indicates the range of police—community
initiatives that have been formally developed by the QPS. The first four of these
initiatives are discussed in more detail below. Aspects of the Women's Safety Project
are discussed later in this chapter under the heading of 'Problem—Solving Strategies'.

Neighbourhood Watch

The first Neighbourhood Watch schemes were established in Queensland in the latter
half of the 1980s. The Fitzgerald Inquiry expressed doubts about the value of such
schemes, arguing that: '

The problem with ready made programmes (such as Neighbourhood Waich) is that
they may be introduced without modifying them to meet community characteristics.
Collecting  information, - assessing community needs and developing specific
ptogrammesmaddwssthoseneedsisﬁkdymbeﬁmeand-msoumeinwnsiveandhas
a high risk of failare. As a result, the public are offered "packaged” solutions which
have been accepted by police elsewhere. (1989, p. 232)

Notwithstanding the scepticism expressed by the Inquiry, over the last few years there
has been a marked increase in the number of Neighbourhood Watch schemes in place.
The QPS's declaration that community policing was to be the organisation's primary
policing philosophy put considerable pressure on police to "do something” in this area.
Many police interviewed in late 1992 said that they were told that they needed
involvement in formal community policing programs for performance appraisal
purposes. Participation in a Neighbourhood Watch scheme was a relatively easy way
of satisfying these requircments, especially as the scheme was widely known and
could be established and operated according to a standard formula.

According to the QPS Annual Report 1989/1990, the number of Neighbourhood
Watch areas increased by 89 per cent during that year. There was a further growth
in Neighbourhood Watch areas from 308 in 1990/1991 to 654 in 1991/1992. In
1992/1993 there were reported to be 573 Neighbourhood Watch areas — 507
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residential and 66 rural — covering an estimated 253,500 homes.? Several variations
of Neighbourhood Watch have also been adopted, such as Marine Watch, Realty
Watch, Taxi Watch, Waterways Watch and Business Community Watch,

The CIC does not wish to detract from this development. Neighbourhood Watch is

a worthwhile initiative which enjoys wide community support. It provides a means

through which people can take some responsibility for the policing of their local area,

and a forum in which local concerns can be conveyed to police. However, the

limitations of Neighbourhood Watch also need to be acknowledged. The scheme
should be scen as on]y one aspect of a comprehensive preventive strategy — not, as

some would have it, 'a cornerstone of community policing' (PSMC 1993, p. 125). As
the Fitzgerald Inquiry observed, Neighbourhood Watch uses a very standard format
and has a limited focus. The crime prevention strategies employed are largely
restricted to measures such as posting signs, encouraging people to report suspicious
activity to the police and engraving property. Successful community policing reqmres
the development of flexible, locally specific approaches to crime prevention.®

Community Consultative Committees

The Fitzgerald hquiry saw the establishment of community crime committees
‘consisting of members of the public, police officers, welfare and other community
groups [as] . . . the first step in community-based crime prevention' (1989, p. 231).

According to the Inquiry, these committees would: :

. - assist in articulating community needs and enllstmg oommumty support for
initiatives

] give the QPS an indication of community concemns and the likely impact of
strategnes and programs

®  generate information which could provide a basis for local, districi and
" regional planmng by the QPS (p. 231).

2 Source: QPS statistical reviews and annmal reports.

30 . A number of successful local crime prevention programs have been introduced in the regions
(see the Tnnovation and Problem—Solving' section for more detail). _




The CPSB outlined the role of these bodies (tedesignated as community consultative
committees) in its booklet, Community Policing in Queensland, published in June
1991, The Commissioner of Police subsequently released a model charter setting out
the appropriate constitution and functions of the committees. The charter indicated
that the committees should consist of at least one police officer nominated by the
regional Assistant Commissioner, and between four and 10 non—police members. Up
to one-third of the non—police members could be nominated by the Assistant
Commissioner, with this group to include 'the most outspoken local critics of the
police’, one—third could be nominated by local government authorities, and the
remaining third were to be drawn from 'local volunteers, service clubs, youth groups
or other groups of good repute'.” '

There is no up—to—date central register of committecs, nor any requirement for the
regions to report on the status of committees or maintain accurate tecords of their
activities.> Consequently, it is very difficult to determine how many of these bodies
have been established, the number which are cumently active, how they are
constituted, or what they do. However, on the information available it seems that only
limited progress has been made in implementing this recommendation. ‘As of January
1994, the Community Policing Initiative Index recorded 78 ‘currently active'
community consultative committees in the State. Of these, over half were
concentrated in one region — North Coast. The region with the next highest number
of committees was Central Region, where nine commitiees were recorded as being
active. There were only eight committees listed as active in the entire Brisbane
Metropolitan area. - '

- A further indication of the limited success of this initiative is the fact that only a small
proportion of the public is aware of the existence of the committees. A 1993 survey
of public attitudes towards the QPS, undertaken by the CJC, asked respondents to
identify schemes which the QPS operated in conjunction with the community.
Unprompted, only two per cent of respondents identified cominunity consultative

31 Inpractioe,thechaaterwas_fairlylouselyimerprewda.nd,inmanycases,theoommit_leeswhich
were constituted were considerably larger than recommended by the charter. For instance, the
minu&sofmewmmitteemeﬂhgmeayJMabowedtbatthereweZSpeqﬂeh
attendance, including several police and local politicians. A consideration here was that the
charter was introduced some time afier many of the committees had becn established.

32 In the performance reports submitted by the regions to the December 1993 QPS Executive
Officers’ Management Conference, only one reglon specified how many committees were active
in the region. Some regions simply reported that police met with committees on a regulaz basis
while other regions did not mention the committees at all.
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committees as an example of such schemes. Overall, only 10 per cent of those
surveyed had ever heard of the committees. By contrast, 98 per cent were aware of
Neighbourhood Watch (CJC 1993a, pp. 38-39).

‘Those committees which have been established have not always been effective.
Although it is possible to find examples of committees which have contributed to the _
development of innovative local crime prevention strategics, the general feeling of
many police interviewed in late 1992 was that the committees seldom worked well.
Common complaints were that the commitiees often lacked focus, attracted little
community interest, or were dominated by special interest groups.

The QPS's limited success in this area can be attributed to several factors — some
within the control of the organisation, others not:

®  As this type of interaction with the community has only recently been
encouraged within the QPS, officers have had little opportunity or incentive
to develop the requisite organisational and interpersonal skills.

o In many cases, the QPS's information systems have been unable to generate
the local-level information required by the committees. This has caused
frustration amongst police and committee members.

L Due to the limited effectiveness of the CPSB, the high level of autonomy
accorded to the regions, and the pressure of "other business®, the priority
accorded to developing a network of oomnuttees has vaned s1gmficantly
between regions.

° Many police interviewed in late 1992 were uncertain about the role of the
committees and sceptical as to their worth. These responses indicate that
there may have been insufficient “marketing” of the committees to operational

police.

] Communities arc not casy entities to organise. Particularly in larger
population centres, some so—called communities may be little more than lines
on maps, in which there is relatively little interaction or sense of common
purpose amongst residents. Not surprisingly, greater progress has been made
in establishing committees in provincial and rural centres, which tend to be
more socially cohesive: It can also be difficult to motivate people to
participate in crime prevention activities, especially on a continuous basis, if
they themselves do not feel personally threatened by crime.



Whatever the explanation for the problem which the QPS has encountered in
promoting the concept of community consultative committees, it appears that this
initiative has stalled. The QPS must now decide whether to renew this initiative or
to concentrate on developing alternative mechanisms for obtaining input from the
community. As a first step, the QPS should consider undertaking a review to:

] determine the number of commumty consultative committees which are
“currently active

° document cases where committees have been tried and failed and the reasons
_ for that failure

® identify cases where committees have been effective and the factors which
account for their success, with a view to determining whether these conditions
of success can be replicated in other areas.

Efforts should also be made to trial alternative or complementary stralegles, such as .
the use of regular community surveys, or the development of more loosely structured
consultative networks.

" Relations with Ethnic and Aboriginal and Torres Strait Islander
Communities :

The Fitzgerald Inquiry emphasised the need for the QPS to build closer relations with
ATSI communities and specific ethnic groups to ensure the involvement of these
groups in community programs. To date, the QPS's efforts to improve cross—cultural
relations have focused primarily on the ATSI community.

" The main initiatives which have been undertaken to assist in improving the
relationship between the ethnic and ATSI communitics are as follows:

] a small Cross—Cultural Support Unit has been established, and Cross-Cultural
Officers have been based at each of the Metropolitan Regional Offices

® ATSI representatives now sit on selection panels for Officers—in—Charge of
stations in or near ATSI communities

. 45 ATSI Liaison Officers have been appointed to deal particulazly with issues

relating to drug and alcohol abuse, with the. number of such officers to be
doubled under the 1994/1995 State budget
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several liaison groups have been formed mcludmg an ATSI Police Advisory
Commlttee and an Ethnic Advisory Group

six Cll Visitors Programs have been established (QPS 1993b, p. 155)

bridging courses have been developed at the Johnstone and Kangarco Point
TAFE Colleges to assist ATSI people to enter the QPS, and an ATSI
Recruitment Program has been set up by the QPS

in early 1993 the QPS established the Cherbourg Project which was aimed at
exposing First Year Constables to aboriginal issues

increased emphasis has been given to training police recruits on issues relating
to ATSI people and cross—cultural issues generally, although concerns have
been expressed within the QPS about the quality and effectiveness of the
training provided.® .

Although some important gains have been made in improving relations between the
QPS and the ATSI and cthnic communities: o

difficulties have been encountered in the operation of the ATSI Police
Advisory Committee (PSMC 1993, p. 67)

until recently, there has been only limited progress made in recruiting police
from ATSI and ethnic communities (see CJC 1993b, pp. 28-30), although this
situation appears to be gradually improving®

more attention needs to be paid to developing police relatlons with other
minority groups, apart from the ATSI community.

33
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See QPS 1993b, pp. 31-32. The CJC understands that these shmeommgs have been addressed
in the redesigned recruit training program.

The proportion entering the QPS through the ATSI Recruitment Program for the previous three
recruit intakes ave: five per cemt (May 19%4), 10 per cent (January 1994), and -four per cent
{February 1993). Additional recruits of ATSI osigin may have entered the QPS through the

general recniiting process (Source: QPS Recruiting).




- Inala Polic'e-Commum‘!y Network

The Inala Police-Community Network is a three—year pilot scheme aimed at
promoting police—community interaction. The Network opened in the Inala
' Plaza/Civic Centre in May 1992. It provides a community information and referral
service during shopping hours and plays a role in developing juvenile diversionary
programs targeted at school-aged youth in the area. The Network is staffed by two

police officers, an administrative assistant and several community volunteers. Overall .

- guidance is provided by a Management Committee which consists of representatives
of the QPS, CIC, University of Queensland and the Inala community, although the
QPS has responsibility for day-to-day management and most of the funding.

A preliminary assessment of the Network's operation undertaken by the CJC in late
1993 indicated that:

L the community, local retailers and. the police have successfully worked
together to initiate a substantial number of projects to address identified
problems

. generally the community and local retailers wanied the Network to continue
(CIC 1993e, p. 22).

This assessment also identified several ongoing issucs, including a limited
understanding by the community of the proper role of the Network, and funding and
organisational difficulties (p. 22). A comprehensive evaluation of this initiative will
be undertaken in the near future. . :

Police-Community Relations: Summary

Since the Fitzgerald Inquiry, the QPS has implemented a range of structures and
processes aimed at improving police—community consultation. For example,
Neighbourhood Watch has been expanded, community consultative committees have
been introduced, and ATSI and ethnic communities liaison groups have been set up.
However, not all these mechanisms have worked well. In particular, only a limited
number of community consultative committees have been established and relatively
few appecar to be operating cffectively.: Moreover, most of the police officers
interviewed at the end of 1992 indicated that their involvement in community—oriented
activities -was restricted to standardised programs such as Adopt-A-Cop and
Neighbourhood Watch.
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Innovation and Problem-Solving

A key feature of community policing is the application of innovative, problem-solving
strategies to local policing probleins. Problem—solving involves identifying, analysing
and responding to the underlying circumstances that create incidents, rather than
responding to the incidents as isolated occurrences.

This section briefly reviews some of the main steps initiated by the QPS to promote
_- a more problem-solving and innovative approach to tackling problems that have been
identified by the police and the community, (Other examples of problem-solving can
~ be found in the 'Changing Operational Policing Strategies' section.)

Regional Initiatives

At the regional level, one of the main ways in which the QPS has sought to encourage
innovation and experimentation in solving local policing problems has been through
the introduction of the Commissioner's Lantern Award in 1991. This award is
designed to promote the concept of community policing by encouraging healthy
competition between regions. The prize is sponsored by Suncorp and judged by a .
panel of representatives from government, industry and the academic community.

A review of the nominations for the award gives some indication of the range of
projects initiated. Table 4.2 provides examples of the projects nominated in 1993 and
1994. ' '

Without questioning the value of any of these projects, the following points can be
noted:

L] A considerable number of projects have lacked suitable performance indicators
and evaluation criteria for measuring success or failure.

. The projects have been developed in an ad hoc manner. They do not appear
to form part of a wider strategy for encouraging and guiding innovation at the
local level. '

®  More generally, many of the projects which have been nominated do not
appear to have had a problem-solving focus. Some have been liftle more
than well-intentioned public relations exercises (for example, police station
open days, development of a children's crime prevention calendar).



TABLE 4.2: EXAMPLES OF NOMINATIONS FOR THE COMMISSIONER'S
LANTERN AWARD IN 1993 AND 1994

® a scheme for police to visit elderly people on a regular basis
[} establishment of a Neighbourhood Watch scheme for commercial enterprises
] development of a Policing Association in a remote outback police division
e a program to reduce truancy and juvenile crime in a provincial city
° joint patrols between the QPS and aboriginal community police in an
aboriginal community
e a police station Open Day
e preparation of a Cattle Brands Booklet
e establishment of a gym and fitness centre in a rural town

formation of a fire brigade in a rural community

a program 10 reduce crime at a major shopping centre

a program aimed at reducing theft and vandalism at local schools

a program fo address domestic violence issues in a re_mote ‘community
a youth diversion program known as Wunjubair Goolerra

an initiative aimed at reducing the problems associated with "Schoolies
Week" :

development of a children's crime prevention calendar
establishment of a nightclub for teenagers between 15 and 18 years

expansion of an annual drug awarencss education program

-8 program aimed at preventing illegal drag racing

Sources: QPS 1993f, pp. 5-28; QPS 1994¢, pp. 5-29.
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 Women's Safety Project and Safety Audits

Safety audits were originally an initiative of the Women's Safety Project set up by the
QPS. The Project established a Safety Audit Pilot Program in the Morningside Police
Division in Brisbane in 1992. This pilot involved small community teams undertaking
a safety audit of their local neighbourhood, in conjunction with local government,
police, busincss organisations, and public utilities such as Telecom.* .

In response to the apparent success of the Morningside Pilot, the State Government
- cstablished a Neighbourhood Safety Audit Unit within the Department of
Administrative ‘Services in March 1993. The Unit is responsible for providing small
grants to community groups to help defray the costs of conducting the audits. The
Unit makes Safety Audit kits available, monitors the audits and co—ordinates responses
to problems identified in the audit process. By the beginning of 1994, 36 groups had
registered for audits and six audits had been completed. An audit covers an area
similar in size to a Neighbourhood Watch zone (around 500 households).

There is scope for the audit program to be used more extensively by the QPS. In
some regions, police have been active in encouraging community groups to become
involved in the audit process, but in other regions there seems to be little awareness
‘of the program. As only a relatively small number of audits have so far been
completed, it is too early to evaluate the effectiveness of this new initiative in
reducing crime and increasing the community's semse of safety. :

Dealing with Repeat Addresses

One of the best ways of illustrating the differences between 'reactive’ and 'problem-
solving' approaches to policing is by comparing how these two approaches deal with '
the problem of repeat calls for service. A considerable amount of police time is taken
up with attending the same address time and time again. For example, in
Toowoomba, one address alone has generated 75 calls to the police in a six-month
period (CJC unpublished data). Although this is an exceptional case, it is important
not to understate the significance of repeat calls. Over a nine-month period, around
170 Toowoomba addresses generated nearly 2000 calls between them. These calls
often did not concern crimes in the narrow sense of the term: they were triggered by
factors as diverse as frequent loud parties, neighbours who were in conflict with each

other, domestic disturbances, or citizens who suspected hearing prowlers at night.

35 For a detailed description of the pilot program sec Rosicr & Jeans 1993,
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Under the reactive approach to policing, each repeat call is treated as a discrete,
unrelated event — a patrol car is despatched, details are taken by the officers in
~ attendance -and, sometimes, some immediate remedial action is taken (for example,
members of a housechold are requested to reduce their noise levels, parties to a-
domestic or neighbourhood dispute are cautioned, or the person is reassured that no
- one is trying to enter their house). However little or no attempt is made to address
the underlying cause of the problem. Indeed, there is often little awareness that a
problem exists. Police who attend the same address the next time a call is reoelved
often may not know detalls about what has transpired on a previous occasion.?

By contrast, a problem-solving approach would entail the active management of
repeat addresses. Information on repeat calls for service would be routinely collected
and analysed to identify locations where some form of proactive response was
required. One or more officers would then be assigned to find out why so many calls
relate to these addresses and to identify strategies for reducing the number of calls.
Where appropriate, the officers might call upon the assistance of other agencies, such
as housing authorities, local government bodies, health services, schools and local
retailers. For instance, it might be decided that the best way to reduce the number of
calls from a public housing estate would be to relocate a family of tenants who are
in constant conflict with others on the estate. The problem of the person who calls
the police on a regular basis reporting suspected prowlers might be solved by
installing security sensor lights, or by arranging with a neighbour to call in from time
to time to provide that person with some reassurance. If the solution did not work,
something else would be tried. At all times, the aim would be to reduce the number
of calls relating to that address in the future, not sunply to "clear” the parucular job
at hand. :

The application of strategies for dealing with the problem of repeat addresses is a
feature of the Toowoomba Beat Area Policing Pilot Project (see below), but there is
little indication that such strategies are being utilised elsewhere in the QPS. Part of
the problem here is that, until recently, the QPS has lacked the information systems
needed to provide accirate, up—to-date data on repeat addresses. This situation is
likely to improve in the future, with the increasing use of computer—aided despatch
(CAD) systems by the QPS. However, in order for the capabllmes of these systems
to be fully utilised, there needs to be:

e  a recognition by police that many of the most time-consuming probleins :
which they deal with do not involve crime in the narrow sense of the term

36  In Brisbane, the Police Communications Centre (due to the computer aided despatch system)
has access to the history of previous "jobs” at an address. Cutrently, only some Information
_(such as a history of violence, weapons on the premises) is *"flagged™ and provided tothepollce
responding to the call.



* a willingness to devote resources and work with other agencies to address
these problems.

Problem~-Solving Initiatives: Summary

A variety of innovative programs have been introduced within the QPS under the
broad heading 'community policing’. For example, the Commissioner's Lantern Award
provides an incentive for the development of local community policing projects; the
Safety Audit Project provides a response to community safety issues; and the
Toowoomba Beat Policing Pilot Project (see below) emphasises problem-solving as
a key policing strategy. As well, in the new recruit training program, the Academy
is using problem-based teaching practices. However, many specific community
policing projects have been short—term exercises which have not had a problem-
solving focus. Although not without value, these projects have sometimes been little
more than well-intentioned public relations exercises.

Overall, problem-solving is not yet a standard police response. During interviews in
late 1992, many police officers did not consider that their policing style had changed
at all in the preceding three years. The officers said that they often felt constrained
from more innovative approaches to policing issues by staffing and resourcing. It may
be that the organisational climate has altered since 1992, but on the basis of recent
informal observation and anecdotal information from police officers, this scems
unlikely. .

Changing Operational Policing Practices

The third key element of community policing is a change in basic patrol strategies to
bring police into greater contact with local communities. This element overlaps with
the other key features of community policing. For example, a change in patrol
strategies can assist in better pohce-oommumty interaction and can facilitate the use
of problem-solving approaches. '

The two major QPS initiatives that have addressed patrol practices are the:

. Toowcomba Beat Area Policing Pilot Project
. Police Beat Shopfront Program. :



Beat Policing in Toowoomba

In May 1993 the CJC and the QPS initiated the Toowoomba Beat Area Policing Pilot
Project, following 18 months of planning and consultation. The project is to run for
two years. During the pilot, two senior constables live and work exclusively within
beat areas for which they have been assigned responsibility. Each officer patrols his
beat on foot or motorbike, and works from an office that is attached to his residence
in the beat arca. The officers are assisted, where necessary, by mobile patrols from
the Toowoomba Division. By being located in, and working in, the one area, the Beat
Area Officers get to know their local communities well and, in turn, become known
within these communities. The officers are expected to use problem—solving strategies
to identify and resolve issues of community concern within their beat area, and to
work with the community to tackle crime, fear of crime, and other local, public—order
~ problems. ' .

The pﬂot project has ‘two -major purposes:

[ to "operationalise” the philosophy of community policing better than has been
thecasemQueenslandmthepast

[ ] to provide a working model of commumty—based, ptoblem—onented policing -
 to encourage other police districts and regions to implement similar initiatives.

A comprehensive evaluation of the pilot project is being undertaken by the CIC.
Initial research findings indicate that the beat officers are viewed very positively by
the local community (see CIC 1994a, p. 17), and have successfully applied problem~
solving strategies to recurring problems within the beat arcas. It is too early to
determine if the adoption of this style of policing has had an impact on the overall
level or fear of crime in the beat areas, or whether it represents a more cost effective

use of police resources.”” However, research from other jurisdictions indicates that

beat policing initiatives, properly designed to meet the needs of an individual
community, can help reduce the incidence of crime and increase the commumty‘
sense of safety (see especially Skolnick & Bayley 1986).

37 A preliminary evaluation of the project will be released by the CIC in late 1994.



No comparable pilot projects have yet been implemented by the QPS, although the
CIC is aware of several proposals being planned in some regions and has bad detailed
consultation with two regions.®® The 1994/1995 State budget has provided $300,000
to support the implementation of further beat policing initiatives broadly modelled on
Toowoomba lines (Queensland, Parliament 1994b, p. 66). Such trials will be very
important for determining the extent to which the Toowoomba initiative can and
should be replicated.

Police Beat Shopfront Program

The Fitzgerald Inquiry identified shopfront stations in local shopping centres as one
way of making police more accessible to the general community (1989, p. 233). The
State Government initially allocated $1.4 million annually to introduce 16 permanent
police shopfronts in centres throughout Queensland over the next few years. The
1994/1995 State budget provides funding to expand the number of police shopfronts
to 45 (Queensland, Parliament 1994b, p. 45). In addition, portable modular units will
be provided to each region for use amongst centres on a rotational basis.

The stated objectives of the program are to:

improve the community feeling about personal safety, to reduce the community fear
of crime, 1o satisfy the need for people o communicate mote easily with police, and
to raise the perception about the risk of detection for committing offences. (QPS
1993¢c) '

The shopfronts are intended to perform an operational role, and not just be 'a public
relations exercise' (QPS 1993c). Police will use the shopfronts as a base for patrols
through the shopping centres and on occasion will make arrests. The initiative is
- sometimes characterised as a form of beat policing, but there are several significant
differences between this style of policing and that being trialed in the Toowoomba
Project. Most importantly, the emphasis of the shopfront program is on providing a
visible police presence, rather than promoting a problem—solving approach to policing.

38 The QPS submission to the CIC investigation into the arrest and death of Daniel Yock included
a proposal to implement beat policing through the West End Police Division (CIC 1994b,
PP 100-101). As at the end of July 1994, the futwre of this proposal was unclear.



' The shopfronts are being evaluated by the QPS and staff from the Queensland
University of Technology. Initial assessments havc been very posmve and indicate
stromg support amongst shoppers for the concept.¥

Patrol Strategies: Summary

“Apart from the Police Beat Shopfront Program and the Toowoomba Beat Policing
Pilot Project, there appears to have been relatively little change to police patrolling
practices and, in particular, to the number of police “walking the beat”. Particularly
in the larger population centres, motorised patrols are still the standard means of
delivering policing services to the community. It is to be hoped that recent budget
allocations from the State Government will help stimulate further initiatives in this

SUMMARY: COMMUNITY POLICING IN QUEENSLAND POLICE
SERVICE o '

The QPS has undertaken "a variety of initiatives in the area of community pohcmg
since the release of the report of the Fitzgerald Inquiry.® These include:

[ a significant expansion of Neighbourhood Watch, along with other statewide
programs not discussed hene, such as the Safety House and Adopt—A—Cop

programs

] improved lLiaison with the ATSI community and, to a lesser extent, other
minority groups
e  successful initiatives such as the establishment of the Women's Safety Project,
the Safety Audit Program and the Police Beat Shopfront Program
] at the district and divisional level, development of a variety of specific
~ projects with a community policing or crime prevention emphasis

. in co-operation with the CJC, establishment of the Beat Policing Pilot Project -
in Toowoomba and the Police-Community Network in Inala.

39 Sce QPS & Queensland Univessity of Technology ]993 and QPS 1993a.

40 Asindicated caslier in this chapter, it has been difficult to determine the number and range of
imitiatives introduced because this information is not recorded by the QPS.
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Despite these valuable initiatives, the QPS has not yet achieved its stated goal of
putting into practice the phllosophy of community policing:

Steps to improve police-community liaison have concentrated on generic

_ programs, such as Adopt-a-Cop, Neighbourhood Watch and community

consultative committees, without sufficient regard to the needs of individual
communities.

Problem-solving is not yet a standard police response. In general, innovative
community policing projects have been short-term exercises, with oaly
limited application of problem-solving approaches.

Apart from two high profile projects, there has been little change to police

patrol ‘practices, and little increase in the numbers of police "walking the
beat".

- Four major factors have restricted the development of community policing wlthm the

QPS:

At the "grass roots” level of the QPS there has been only limited support for,
and understanding of, the concept of community policing, partly due to
confusion about what the application of such a philosophy entails for -
operational police officers. In many instances, involvement in community
policing activities has been regarded as peripheral to the "real business” of
policing, and as "something to be done" on top of an officer's normal duties.
For example, many police in interviews conducted in late 1992 complained
that they were expected to become involved in programs such as
Neighbourhood Watch dnd community consultative committees in their own
time. Similar issues were identified by the CIC in a review of the
Adopt-A-Cop Program undertaken in 1993.4 :

The longer term changes needed to create promotlon and reward systems
conducive to community policing have yet to be implemented. In the
community policing model, the general duties police officer is supposed to
take precedence over the specialist. In practice, the vast majority of the police
officers who patrol and respond to calls from the public are junior officers.
The work of the general duties officer is still widely seen as involving low-
level duties and as lacking prestige. Officers who perform well in this type
of wotk are frequently promoted "off the streets®, to supervisory and
administrative positions (see Chapter Seven). :

41

See CIC 1993¢c.



9 There has been little change to the basic hierarchical authority structure of the '
QPS. As noted elsewhere in this report, within each region authority largely
continues to be centralised. Full-scale implementation of a community
policing approach requires a devolution of authority (subject to legal
requirements and suitable policy guidelines), so that local police can be more
responsive to their local communitics and exercise some discretion and
initiative in dealing with local problems. As one American pohoe researcher
has observed:

_ The creativity, flexibility, and individual initiative that community policing
demands, cannot easily be combined with the paramilitary hierarchy and
often draconian management styie common to traditional depamnenm
(Kennedy 1993, p. 6)*

. Until recently, the QPS has not had in place the information systems
necessary to support the application of problem-solving approaches at the
local level (see Chapter Nine). However, this situation may improve as
computerised crime recording (CRISP) is implemented on a statewide basis
and greater use is made of computer aided despatch systems.

CONCLUSION

The QPS has made gains in the arca of community policing over the last few years,
but there has been relatively little change to the basic operational policing strategies
employed in the organisation. In the words of one police officer, to a certain extent
‘community policing has involved putting an acceptable face on existing police
pracnoes rather than changing those practices. .

The limited progress made by the QPS has led many within and outside the
organisation to conclude that the Fitzgerald Inquiry recommendations in relation to
community policing were unrealisticc.  The implementation of the Inquiry's
. recommendations was always going to be a difficult task, as the Inquiry's discussion
‘was fairly general, and the model, as a whole, required large-scale changes to
structures, procedures and overall policing style. In retrospect, the Inquiry was overly
optimistic about the speed with which changes of this magnitude could be made,
especially given the large. number of other reforms which had to be implemented at

42 'I‘heQPShasmpressedthewewthat: :
There arc few (if any) situations encountesed by police where there will not be a
requirement to act within a framework of legislation, policy or procedure. Within .
the framework police are encouraged, and do, display Initiative and problem solving
skills on a daily basis as they address the sumerous and various public demands for
police services. (Comrespondence, 4 Avgust 1994)



the same time. However, as briefly noted carlier in this chapter, police services in
other jurisdictions have shown that it is possible to achieve reforms of the type
envisaged by the Inquiry — provided that there is sufficient organisational commitment
and the process of change is properly managed. Obviously, programs, processes and
structures will have to be adapted to the Queensland policing environment, but there
is no reason to believe that the philosophy of community policing cannot be applied
in Queensland. The obstacles which have been encountered by the QPS indicate the
‘need for the QPS to reconsider its approach to implementation of community policing
and the concepts which it ¢ntails, but they do not justify a retreat from the long-term
objectives defined by the Inquiry.

Particular issues that will need to be addressed in the future are as follows:

] The term community policing does not seem to be widely understood or
accepted within the QPS. In many instances, it has come to be associated
with "soft", public relations-oriented, activities which are peripheral to the
"real” business of policing. For this reason, there may be merit in introducing
a different terminology such as "problem—oriented policing” or "proactive
policing”, which emphasises the connmection with operational policing.
Whatever label is used, it is important that the concept is carefully explained
to police officers and that the underlying philosophy is clearly understood.

® Promotion of betier communication and Liaison with local communities should
be a priority. Where there are good informal lines of communication between
the police and the local community — as is often the case in small towns and
rural communities — there may be no need to set up more formal structures.
However, many areas still lack mechanisms through which the police and the
community can work together to identify and address local policing problems.
With a few exceptions, the community consultative committee structure has
not worked well. The QPS should consider conducting a review of these
. committees to determine if the characteristics of successful committees can be
replicated in areas where committees have not been tried, or have previously
been tried and failed. In addition, more flexible and innovative approaches
to developing structures and processes for working with local communities
should be considered. Possible strategies include collecting information
through regular community surveys, and linking into existing community
networks. It is particularly important that efforts are made to address these
issues in "difficult" communities. As pointed out by the Fitzgerald Inquiry,
'the worst areas for crime and hence the most appropriate for the development
of community-based strategics are likely to have "problem” characteristics’
(1989, p. 231).



There needs to be a greater encouragement of innovation and the use of
problem-solving strategies. A communify policing orientation means
assisting local communities to address their policing problems. The QPS can
foster the development and application of problem-solving skills by officers
at the local level, and facilitate eo—operatwn with other agencies, through
stmtegles such as:

_  providing organisation-wide training in problem-solving skills

—  ensuring the availability of accurate, recent local information so that
officers are able to 1dent1fy problems and deploy resources

appropnatcly

- developmg other human resource practices that reflect and reinforce
the importance of problem-solving skills (for instance, suitable
promotional selection criteria and performance appraisal measures).

Over the longer term, police divisions need to be given sufficient resources
and automomy to facilitate the development of local community policing
initiatives. In general, the aim should be to encourage innovation and
experimentation at the local level. One way of doing this would be to provide
divisional commanders with a specific discretionary budget to spend on
approved projects. In order fo obtain access to these funds, divisions would
be required to identify local problems, define project objectives, and develop |
performance measures for evaluating the impact of projects. They should also

- 'be required to report periodically on the operation and impact of these

projects. In turn, effective design and evaluation of projects will requlre"
accurate, recent, and local information (see Chapter Nine).

Alternative patrol strategies should be developed and trialed in a variety of
settings. The CIC accepts that the Beat Area Policing Pilot Project currently
~ in operation in Toowoomba is only one of several possible models for

delivering policing services and will not be suitable for all areas. “However,
it is a useful starting point for designing initiatives in other areas. The key
requirement is a willingness to experiment and adapt.

Most importantly, the QPS needs to develop an effective overall strategy for
promoting the concept of community policing and, in particular, for ensuring that it
is integrated into operational policing practices. At present, the organisation has
embraced a long-term objective without an accompanying "road map" for reaching
that goal, or mechanisms for monitoring the progress which has been made. For
commuanity policing to be fully implemeated, resources will have to be re-allocated
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and significant changes will have to be made to training, incentive structures,
performance measures, information systems, management styles and authority
relationships within the QPS. Structural reform of this magnitude cannot be achieved
quickly and will require a long-term implementation strategy. However, the CIC is
confident that, in the long run, the effort will prove worthwhile. '



- CHAPTER FIVE

MANAGING THE ALLOCATION OF POLICE

The Fitzgerald Inquiry did not examine extensively the issue of staff allocation within
the QPS, but it did highlight issues such as police numbers, rank structures and the
deployment of resources. In particular, the Inquiry recognised the need for better
management of the primary resource of the QPS: its personnel (see for example 1989,
pp. 184-185).* A recurring theme of the report of the Fitzgerald Inquiry was that
‘personne] and resources must be allocated on the basis of need' (p. 224). '

This chapter focuses on the allocation, or deployment, of sworn police officers in the
QPS.* It cxamines the way the QPS has addressed the allocation of police officers
since the Fitzgerald Inquiry and identifies factors affecting personnel deployment.

FITZGERALD INQUIRY AND POLICE DEPLOYMENT

The Fitzgerald Inquiry dealt bricfly with four issues relatmg to the allocation of staff.
These were:

®  Autonomy in decision-making on staffing matters. In the comtext of
regionalisation, the Inquiry recommended that Regional Commanders have the
power to allocate staff according to local needs (1989 recommendation 3(a),
p- 380).

43 Ageneraldiswsionof}RMinﬂleQPSmbeﬁNJndinCJCI%.

44 The employment of civilians iy discngsed in Chapter Six.



Police numbers. The Inquiry found that Queensland had 'failed to maintain
its police’ (p. 225) and that, when compared with other States, the QPS had
the lowest police to population ratic, The Eric St Johnston ratioc* for
determining police to population numbers was discussed by the Inquiry as an
alternative to the previous ad hoc means of deciding on total police numbers.

- Although 'somewhat subjective’ with its 'relevance untested', this ratio was

seen as a useful ool for identifying anomalies in the distribution of officers

. throughout the State, and as providing a guide to overall numbers (p. 227).

Rank structures. The Inquiry described the rank structure within the QPS as
complex and rigid. In total, there were 17 ranks for police and a further 10
ranks for technical and scientific officers (p. 221). This structure was
incffective, inefficient and inflexible, frequently resulting in a lack of
motivation in many officers' (p. 256). As an alternative, the Inquiry
recommended a less hierarchical and ‘flatter' structure of five broad bands:
Constable, Sergeant, Inspector, Superintendent and Commander (p. 380). The
mew structure, it was argued, would 'aid communication, expedite decision-
making, -and ensure that policies . . . [were] relevant' (p. 273).

Distribution ana' use of police officers. Aooordmg to the Inquiry, the
‘allocation of officers and the emphasis placed from time to time on specific
police activities largely determines the adequacy of the total number of police'
(p. 224). Two main recommendations addressed this issue. These were for:

- a thorough review of numbers and disposition in all divisions,
districts and regions in order to determine appropriate establishments
(reoommendatlon C.L3(b), p. 380) :

- . the redesign of positions. that contain an inapproptiate mixture of
skills (recommendation C.I.8(b), p. 382), to ensure that police
personnel will ‘only be used where their training and powers are °
necessary’ (p. 364). :

The major Fitzgerald Inquiry recommendations impacting upon the allocation of police
are summarised in Table 5.1.

45
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An inspection of the Victorian Police Force was camied out by Colonel Sir Eric St Johnston
during 1970-1971. In his report, he indicated that in Britain it was generally considered that
a ratio of 1:350 in wban areas and 1:1000 in rural areas was an appropriate yardstick for
determining police numbers (1971, p. 39). Using this as a basis, St Johnsion produced a ratio
of 1:430 as meeting the specific needs of the Victorian Police Fozce (p. 40).



TABLE 5.1: FITZGERALD INQUIRY RECOMMENDATIONS RELATING TO
THE ALLOCATION OF STAFF

I Recommendation C.I.1 ' |

(a) as few organisational levels as practicable between the Commissioner and
operational polioe officers to facilitate communication, expedite decision—
making, and ensure that policies are relevant. Five broad bands of
responsibility with several grades of salary within each band equating to
constables, sergeants, inspectors, superintendents, and commanders are proposed

Recommendation C.1.3
(a) -+ Regional Commanders be given responsibility. and authority for allocating staff
within their regions including control of intra—regional transfers

Recommendahou ClL3

) a thorough review of staff numbers and disposition malldlusmns,dlsmmand
regions be undertaken to determine appropnate establishments, with regional
and dlslnct officers playmg an active role in the process

Recommendation C18
®) redesign of positions which contain inappropriate mixtures of duties

Recommendation CJ1.21 _
external consuliants be engaged to determine a new Police Award and review
police salary structure in consuitation with Police Unions to incorporate penalty
rates and allowances mtobasesalm‘yandbrmgsala:yslructure into accord with
the new flattened rank siructure

Source: Fitzgerald Inquiry 1989, pp. 380, 382-383.

Note: Transfers are discussed in Chapter Seven.

PROCESSES FOR DETERMINING POLICE DEPLOYMENT

After the Fitzgerald Inquiry, the QPS began to examine the issue of police allocation.
The ways in which this issue was dealt with are discussed below under two headings:

» who makes the decisions about staff allocation

° how the different types of allocation decisions are made.
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Decision-Makers

Although various human resource functions were delegated to the regions, staff
allocation continues to be regulated centrally. Regional Assistant Commissioners have
limited responsibility for allocating staff: they are basically restricted to intra—regional
transfers of Constables and secondments of regional staff. For more significant staff
allocation decisions, an application is made centrally. - '

Initially, the QPS created an Establishment and Allocation Committce to decide on
police staffing and positions. Regions which wished to increase their staffing levels,
create new positions, or redefine the rank/duties of positions, were required to make
an application to this Committee. Owerall, this Committce did not operate
satisfactorily. 'There were no formal and objective guidelines or principles for
decisions and the majority of the Committec mémbers did not have any particular
expertise in HRM. Interviews highlighted inconsistent decisions, long delays and
insufficient feedback. :

The PSMC reached similar conclusions about the performance of this Committee.
Consistent with the PSMC's recommendations, the Committee has been abolished and
its functions delegated to the Human Resource Management Branch (previously called
the Perﬁgnnel Branch) and the Board of Management (1993, recommendation 69,
p. 154).

Allocation Decisions

There are four types of decisions relevant to- managing the allocation of staff within
the QPS. These decisions, all of which are inter-related, concern the:

] total number of police
] geographical distribution of police
®  rank structure and classification of positions

° tasks allocated to police.

The approaches taken to each of these issues are examined below.

46 The Board of Management consists of the Commissioner of Police, the Deputy Commissioner
(Operations), the Executive Director (Corporate Services) and a representative Assistant
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Determining Total Number of Police

The QPS has been unable to adequately plan its short and long—term human resource
requirements, due to a variety of internal and external pressures. This is not to imply
that there is an optimum level of police numbers that can be discovered by some
"magic formula®, but a process should be in place so that decisions on police numbers
can be made sufficiently in advance for planning purposes.

In 1990 the QPS initiated a project known as 'Policing 2000' to forecast the number
of police officers required for the year 2001. However, a number of assumptions
underlying the calculations were questionable (for example, that there would be no
major changes in police operations or structures for the rest of the 1990s). In
addition, factors such as the level and extent of civilianisation were not taken into
consideration. Not surprisingly, given these limitations, the results of this project have
not been used to develop a long-term resource strategy for the QPS. ,

Police numbers continue to be short—term, unplanned responses to budgetary factors
and various internal and external pressures. Ultimately, decisions on police numbers
are the responsibility of the Government, as these positions are funded through the
budgetary process, However the QPS, in conjunction with the Government, should
develop a strategy which would enable the organisation, af least one year in advance,
- to identify staffing levels for that coming year. This would ensure that there was
sufficient time for the requisite resources, such as computers, training and other
facilities, to be made available to support any increase.”’

Until the QPS implements a policy of lateral entry,® increases in police numbers will
be through recruit intakes. The information required to manage recruit numbers, and
at least maintain establishment stréngth, is readily available. Certainly, recruit
numbers are driven by a variety of internal and external factors. However, it should
be possible to reach agreement on numbers well in advance of the start of the intake.
This issue was discussed in the CJC's review of police recruitment and training
(1993b, pp. 21-23). In this review, the CIC recommended that the QPS develop a
rolling annval recruitment and selection management plan as part of its larger strategic
planning pa'ocess (reoommendatmn 3, p. 80).

47 The State budget for 199471995 provides for 265 new personnel (Queensland, Parliament
1994a, p. 14), consisting of a mix of police, civilians, Police Support Officers and Aboriginal
Liaison Officers. 'Ihenumbuofextmpohcebemgﬁmdedcanno(bemadﬂydemmimdfmm
the budget documents.

48 TheQPSsrespomemtheHugualqumlyrwmnmmdaﬁonabunhmdmuymmmed
in CJC 1993b.



There are indications that the QPS has beguj: to plan for police numbers and to
anticipate likely increases. For instance:

. ~ The QPS has indicated that it is examining the modelling of the numbers in
recruit intakes. Currently, a figure of 93 in three intakes has been calculated
to maintain the current establishment level (Correspondence, 10 August 1994), -
although this does not appear to have been documented in a formal plan.
However, due to other factors, each of the next three intakes (October 1994,
February 1995, May 1995) are planned to be of 140 recruits (Correspondence,
10 August 1994). .

. A three-year staffing plan (1993-1996) was endorsed late last. year by
Cabinet. This initiative demonstrates a step towards betler planning of
"numbers".

Determining Distribution of Police

Prior to the Fitzgerald Inquiry, allocations of police to establishments were based
primarily on historical factors. To address this problem, the Inquiry proposed a
review of staff numbers and thieir distribution (1989, recommendation C.1.3(b), p 380)
and listed some possible factors to be considered (pp. 224, 229).

The QPS, through a series of projects, has attempted to introduce an equitable method

for deciding on where to deploy its police officers. These attempts have not been

successful due to the lack of data and research, inadequate resources, insufficient

expertise, and an absence of co—ordination. The history of these projects shows a

cycle of identifying allocdtion problems and estabhshmg prOJect teams, wlthout any
outcomes being achieved.

To date, the main approaches to the allocation problem have been as follows:*

e Implementation unit reviews. Early reviews conducted at the beginning of the
implementation period examined the resourcing of the QPS, including its
staffing needs. In particular, all regions conducted resource studies to identify

- their individual resourcing requirements. Because these studies did not
employ a consistent set of criteria or 2 common methodology, it was very
difficult to compare and interpret the results.

49 This overview is based on QPS documentation and interviews with relevant officers,
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Appropriate Staffing Model (or Graves/Madden Model). In 1991 a project
team developed a model to determine the appropriate police strength and
ranks (below commissioned officers) for each station in the State. The factors
incorporated into the model were:

- population (in particular, the proportion of youth, and Aboriginal and
" Torres Strait Islanders in each division)

- crime rates for offences against the person and offences against

- level of traffic accidents
- distance to be covered by the police
- exiraneous duties

- minimum service delivery. requirements  (such as the hours of
operation of the station, watchhouse and communications duties)

- the amount of relief needed (that is, coverage for recreation leave,
sick leave and the 38-hour week).

Although these factors provided a sound basis for a model, the project team
suggested that other factors (such as the number of migrants and single parent
families, industry characteristics, proactive duties, workload measures and the
tole of civilians) should be included in any further development.

Human Resource Allocation and Forecasting Model. This model resulted
from a special meeting between regional representatives in November 1992
to discuss the equitable statewide allocation of Constables. At this meeting,
an uigent need for a formula for the allocation of the QPS's total human
resources was identified. Following the meeting, a project task force was
established to consider the issue. This project used data collected by the
numerous regional reviews, the job workplace redesign project (see later

- discussion), civilianisation strategies and existing staffing allocation proposals.
The final recommendation was that a modified version of the 'Graves/Madden
Model' should be the basis for developing an appropriate formula. .



From this project, a model has been developed to calculate the most equitable
distribution of police throughout the State, given current numbers and policies.
The model takes into account the following factors:

reported crime
traffic accidents
extraneous duties

population demographics (including proportion of youths, Aboriginal
persons and tourists)

isolation
urbanisation

amount of time spent in relieving duties.®

‘The model is periodically adjusted as more types of information and updated
figures, such as future civilianisation data, are incorporated into the model.

The human resource allocation model has been approved by the Board of Management
as the main planning tool for determining allocation decisions. The approach is to use
the model to divide the total number of police on a regional basis. At this stage,
allocation within regions according to need will remain at the discretion of the
Assistant Commissioner. However, data from the model about appropriate district and
divisional numbers will be provided to the Assistant Commissioners. Any serious
overstaffing will be addressed through attrmon

These developments are ptonmsmg, especially when combined with the establishment
of workforce planning and analysis functions within the HRM Branch aimed at
co—ordinating all projects dealing with staffing matters. Hopefully, these recent steps
by the QPS will provide a more integrated approach to staffing issues.

50 * Source: QPS Human Resources Division



Rank Structure

Substantial changes were made to the rank structure of the QPS as a result of the
Fitzgerald Inquiry recommendations. The QPS used consultants to review police
ranks, conditions of employment and salaries. This process involved close laison
with the relevant vnions. - The result of these negotiations was a new rank structure
and award that was approved by the Industrial Commission in 1992. The old and new
rank structures are set out in Appendix 4.

The new nine—rank structure differs from the five bands of responsibility (excluding
‘the Deputy Commissioner rank) recommended by the Fitzgerald Inquiry. Nonetheless,
it represents a significant "flattening” by comparison with the old rank structure.

Two important issues about the rank stmcture which are relevant to the allocatlon of
staff w1thm the QPS concern how to determine:

) the appropnate numbers at each rank

L the rank of particular positions.

A Rank Model

The QPS is working towards a more equitable distribution of ranks throughout the
State. Rank structure models have been developed, setting out the appropriate ratios
ofranksmvanousumtssuchasClB,generalduuesandtmffic The special needs
of country areas and ATSI communities are also reflected in these models. This
redistribution is being achieved as positions fall vacant. When a vacancy occurs, the
Assistant Commissioner and the Regional Personnel Officer will assess the position
in terms of the rank structure models and, if appropriate, request its reclassification.

Determining Classification of Positions

In the last 12 months, the QPS has adopted a job evalvation methodology to assist in
assessing submissions to create or reclassify positions. This methodology is employed

to evaluate the rank at which a particular position should be classified. As part of this

exercise, the "benchmarking" information collected for education and training purposes

is used. "Benchmarking” refers to the responsibilities and tasks that characterise a

rank. This evaluation task is undertaken within the HRM Branch, whlch then makes

a recommendation to the Board of Management.
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Tasks of Police Officers: Examining and Redesigning Positions

To date, the QPS has relied primarily on a ‘job workplace redesign’ project to examine
the way in which work is performed within the QPS. One of the project's aims is to
rearrange work and staffing to maximise efficiency and productivity.”! The scope of
this review is extremely broad — issues examined include the number of positions
required, position duties and responsibilities, eqmpmem needs and the level of
cmhamsatlon

As part of this review, information has been collected by a series of working parties
set up throughout the State, comprising both union and management representatives.

These working parties have forwarded about 4,000 recommendations to the
overviewing Joint Consultative Committee. The recommendations have covered a
diversity of issues such as technology, skills and training, personnel and housing, and
occupational health and safety. -

It is doubtful whether the review will generate the information necessary to redesign
working conditions and responsibilities. No systematic method has been used to
collect information for the project and there have not been any common or standard
issues addressed across the State. It was a frequent view expressed in the interviews
conducted- in late 1992 that the recommendations of the working groups were
primarily w1sh lists".

51 From correspondence.
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AN ASSESSMENT

CURRENT ALLOCATION OF POLICE;

The actual number of police can differ from the number of police officers that are funded (also -
known as the approved strengih). Funded police positions are those that Treasury agrees 1o

include in the budget allocations. The QPS can employ more police than the funded level out
of the remainder of its budget. The variation between funded and actual numbers are mainly

The fignres used in this chapter refer to the actual number of officers and exclude recruits.
due to the flow of recruitment, resignation and retirement of officers.

As at 1 July 1994, there were 6,182 sworn officers in the QPS — 963 more than before

Police Numbers
the Fitzgerald Inquiry (see Figure 5.1).%

FIGURE 5.1: POLICE NUMBERS (1983/1984 TO 1993/1994)
Sources: QPS annual reports and statistical reviews; QPSHRMBranch.

52
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The Fitzgerald Inquiry used the police to population ratio to assess the sufficiency of
the number of police. On this basis, Queensland had the worst ratio of police to
population (1:527) of any Australian State. Since the Inquiry, there has been a
substantial improvement in the ratio of police personnel to population. As Table 5.2
indicates, the extent of the gap between Queensland and the other major jurisdictions
has diminished markedly, although the ratio for Queensland was still the highest for
the mainland States in 1992/1993. The ratio of total QPS staff — civilian and police
— 1o population also remained the highest in Australia (1:400). With the addition of
the 265 extra staff foreshadowed in the 1994/1995 State budget, the total staff to
population ratio will be approximately 1:387 (based on the June 1993 figure).

TABLE 52: RATIO OF PERSONNEL TO POPULATION IN THE AUSTRALIAN |
STATES .(AS AT JUNE 1989 AND JUNE 1993)

Total Staff to.
Population

1993
Queensland . _ 1:400

| New South Wales : : 1:384
Victoria : : 1:393
Western Australia 1:345
Tasmania 1:370
South Australia 1 1323

Northern Territory 1:194

Sources: QPS Annual Repors 1988/1989, p. 81; QPS Statistical Review 1992/1993, p. 169;
ABS Year Book 1994, p. 118 for latest estimated population figures (as at 30 June
1992), o

Note:  The fotal staff figures include both swom and unsworn staff.



These figures indicate that the QPS is now not particularly under-staffed when
compared to other major Australian police services. Even if the QPS was increased
to be in line with the other major mainland States, the impact on the quality and level
of service delivery would be minimal if spread throughout the State, although a-
greater effect might be apparent if these additional resources were concentrated in
specific high need areas. For instance, to bring the police to population ratio up to
1:463 — the mid-point between Victoria and New South Wales in 1993 - 183
additional police would be required. Allowing for the need to cover three shifts,
Jeave, sick days, and so on, this would equate to approximately 67 extra police per
shift throughout Queensland.®

In any event, there is no agreement as to the optimum police to population ratio, and
considerable doubt about the utility of this ratio for determining policing requirements.
The ratio fails to take into account various factors that affect the distribution of
officers, such as the geographical constraints of policing in Queensland compared to
other States, future population growth areas, the workload of officers, and the level
 of service being provided to the community. It also should be stressed that the
~ adequacy of police coverage depends not only on the number of police, but also on
the way in which available police officers are used. This point is frequently
misunderstood or ignored in public debate on the issue of police numbers.

Geographical Distribution of Police

- An important aspect of the allocation of police is the geographical distribution of the .
total number of police throughout the State. Ideally, this distribution of police should
reflect the workload demands of different parts of the State and take account of
population and crime trends.

There are various measures for assessing the geographical distribution of police. The
two particular measures used in this review are the police to population ratio by region
and the ratio of reported offences per officer by region. These two ratios are
frequently cited by regions to support claims for staff increases.

53 This calculation:

. assumesalladditlonalpohcewouldbeem;doyeda:thebnselevel
. adjusts for the proportion of officers on leave at any one time as derived from an
Inspectorate report '

. assumes equal pumbers per shift and an average of two shifis a day.



Ratio of Police to Population by Region

Ata reg:onal Jevel (see Table 5.3), the police to populatnon ratio is the highest in
Metro-South (1:715) and the lowest in Metro-North (1:434) and Far Notlhem_
(1:439). According to this ratio, there is considerable variation between the regions.

TABLE 5.3: RATIOS OF POLICE PERsoﬁNEL BY POLICE REGION (AS AT
JUNE 1993)

Population per
Officer '

439

Source: QPS Statistical Review 1992/1993, p. 172.

Notes: 1. This table is based on the regmns only. Staff in central Headquarters have
been excluded.

2. North Coast figures were adjusted to account for a statistical error in the
Statistical Review 1992/1993.

3. - Metro—North figures include the Brisbane Water Police.



Ratio of Reported Offences per Officer by Region

The ratio of reported offences per officer is another rough guide for comparing the
workload handled by officers in the different regions, although this measure:

[ doesnottakeamountofthefactthalrespondiﬁgtoreportedcrimeiscmly
one aspect of officers' work

* is calculated as a ratio. ofa]lotfioemandnot snnply those available to

" respond operationally '

® does not differentiate between different types of crime, or possible variations
across regions in the willingness of people to report crime

° does not take into account other factors that impact on wdrkload, such as
distance.

Table 5.4 shows that the ratio of reported offences per officer ranges from one officer
for every 39 offences in Far Northern to one for every 63 offences in Metro—-South
region. When this measure is combined with the ratio of population per officer for
each region (see Table 5.3), it is apparent that Metro—South reglon has the worst rauo
on both measures.

Northern and Southern Regions have the same reported offences per officer ratio, but’

substantially different police to population ratios (1:507 in Northern compared to
1:653 in Southern).
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TABLE 54: REPORTED OFFENCE PER OFFICER (AS AT JUNE 1993)

Reported Offences per
Officer '

39
41
34
43
41
59
50
63

Source: QPS Statistical Review 1992/1993, p. 172.

Notes: 1. The reported offences' used in this table were those agamst the person and
. against property. Traffic accidents were not included as they do not
necessarily involve offences.

2. Metro-North personnel figures include the Brisbane Water Police.

These two measures point to some anomalies in the regional distribution of police.
These measures cannot alone be used to determine an appropriate distribution, due to
the limitations outlined above, but they do show that the QPS needs to continually
monitor and, where possible, adjust its staffing levels in the regions. The recent
approval of a staffing model to guide regional allocations should start to address this
issue.



Rank Distribution

Atl]une1994thetewere253ofﬁcetsoftherankoflnspectorandabove, 5,758
- other officers, and 352 Fust Year Constables in the QPS (QPS Human Resource
records).

The rank distribution by region is illustrated in Table 5.5. This table shows that the
‘deployment of ranks varics considerably between regions. Bricfly, the proportion of
Constables in the regions (excluding State Crime Operations, Operations Support and
. central Headquariers) ranges from 34 per cent to 49 per cent of total police in the
region, while the spread of Senior Sergeants and Sergeants varies from 24 per cent to
32 per cent. The highest percentage of Constables (49 per cent) is in the South
Eastern region. Non-metropolitan regions generally have higher proportions of
Sergeants and Senior Sergeants. As to be expected, State Crime Operations and
Operations Support have a higher proportion of senior staff than do the regions.

The uneven distribution of ranks across the regions can be attributed to the followilig
factors:

. Until recently, the QPS has not had clear criteria for determining the
' ‘appropriate numbers of each rank required in each region. A model is now

. being established.
. Certain centres have traditionally attracted and retained more staff.

Conscquently, staff in these centres tend to be more senior.

* To some extent, rank profiles have been affected by the way in which

" previous allocations of First Year Constables were made. For example, the
South Eastern region was assigned the most First Year Constables (23 per
cent) from the February 1991 intake.

. " A substantial number of smaller establishments within a region will mean
‘more supervisory positions. For instance, the type of work and the smatler
units in State Ctime Operations and Operations Support contribute to the
higher proportions of non—commissioned and commissioned officers. In the
Southern, Northern and Far Northern regions, the greater number of one and
two officer stations also affects the distribution.



As noted earlier, the QPS is gradually moving towards a more equitable distribution
of ranks across regions and is establishing a model for the distribution of the ranks.
Progress will be slow because anomalies in the rank distribution are general]y being
addressed through attrition.

TABLE 5.5:

DISTRIBUTION OF POLICE BY RANK AND REGION

(As AT 1 JUNE 1994)

Senior .Sar Comm'd/ Total
Const seuSgt |  Exec
: Officers
Metro-North 391 4em) | 223 osm | 218 (25%) 25 (3%) 887 .
Metro-South 262 (41%) 182 @9 | m o 21 (3%) 636
South Eastern 372 (49%) | 188 (25%) | 184 (24%) 19 @%) 763
Southem wi % | 19 @w | 118 o1m 18 (3%) 566
North Coast 251 G6%) | 27 %) | 196 (28%) 16 (%) 700
Ceateal 173 (35%) 152 G1%) | 157 (32%) 12 Q%) 494
Northern 145 (36%) 16 2% | 128 (G32%) 11 . (3%) 400
Far Northem 197 (46%) 100 4% | 120 (28%) 7 @%) 4%
Operations 128 (25%) 90 (18%) | 248 9% 45 (9%) s11
sw .
State Crime 8 (B3%) 115 1% | 149 (40%) 19 (5%) 369
o . N
Other 16 6% | Bww | m2ewm | 37w 198
Total 212 (31%) 1615 27%) | 1861 (1%) | 20 (%) 5918
e —

“Source: QPS Human Resources records.

- Notes: 1.

These figures exclude 160 recruits, 352 First Year Constables and 93 officers
located or seconded to the CJC. The 'Other' category consists of all

Percentages given are of the row totals and are rounded.

- remaining officers located at ceniral Headquarters.



Allocation of Tasks to Police Officers

The effective management of polioe allocation_. entails managing available officers to
maximise coverage and service to the community. In- particular, this involves
assessing the fypes of tasks that police are performing and the way in which police are-
rostered.

Number of Police in Service Delivery Role

- The number of police actually available to respond to the community is considerably
less than the total number employed. There are a number of ways to calculate the
proportion of police providing direct service delivery. The rough calculations
provided in Table 5.6 indicate that, of the total number of police, around 73 per cent
are delivering a direct service to the community.® For the purposes of these
calculations, 'direct service delivery' excludes officers in administrative and managerial
positions (for example, all commissioned officers were defined as performing
managerial functions). However, this category does include detectives and officers—.
in—charge of establishments that are providing a direct service to the community. This
is still a very broad definition of 'direct service delivery' as many police in this
category would not be on the streets or likely to come into contact with the public.

These data show that 27 per cent of officers are not available for service delivery to
the community, using this broad definition of a service delivery role. The CIC
recognises that certain management, administrative and support positions are necessary
for the operation of the QPS. However, these figures point to the need to reassess
administrative and supervisory staffing structures to determine 1f more officers could
be released for operational duties. :

54 The limited availability of police to provide a direct service to the community was also
' highlighted in the review by the PSMC (1993, pp. 73-74). The review found that the ratio of
duectsemcedehvetystaﬁtolndueaserwee delivery staff had ‘“fallen in recent years'

(P-T?)

91



TABLE 5.6: ESTIMATED NUMBER OF POLICE PROVIDING DIRECT
SERVICE DELIVERY IN THE QUEENSLAND POLICE SERVICE
(AS AT FEBRUARY 1993)

Total number of police

Less

Number in non-service delivery roles
commissioned officers
police in operational support/adminisirative tmits
Sub-Total

Number in direct service delivery roles

Notes: 1. Numbers of police from QPS records as at February 1993.

2, “The figures shown for the total number of police exclude 158 recruits and
86 officers assigned to the CJC. Part—time officers and officers in sm‘plus
posmons were included.

3 Commissioned officers are officers of the rank of Inspector or above
4, Vacancies ‘were not counted.
5. Examples of operational support wnits include: Bureau of Criminal
. Intelligence, officers assigned to District Offices and Queensland Police
Academy staff.
6. Leave, rostered days off, and other activitics (such as training and court

duties) that "take an officer off the road” were not taken into account.



The QPS uses a substantially higher estimate of the percentage of the total numbér of
police in a direct service delivery role. As at May 1994, 90 per cent (5,600 out of
6,239 sworn officers) were considered by the QPS as operatioﬂal (Correspondence,
9 June 1994). The QPS defines operational positions as including:

regional, district and divisional positions other than Staff Officer, Regional
Projects Officer, Regional Education and Training Co-ordinator, District
Education and Training Officer, Radio and Electronics and Support Functions

| State Crime Operations Command positions other than those attached to the -

Command Office
positions aﬂached to the CJC

positions in the Police Prosecutions Corps and specialist services units within

- the Services Division (Operations Support Command), such as Railway

Squad, Accident Investigation Squad, Special Emergency Response ‘Team,
Water Police, Dog Squad, Explosive Ordnance Squad and the Mounted Unit.

The definition of 'operational’ positions employed by the QPS differs from the 'direct
service delivery' criteria used by the CJC. Positions counted as ‘operational’ by the
QPS, but excluded in the CIC estimate, include:

Regional and district positions other than Staff Officer, Projects Officer,
Regional Education and Training Co-ordinator, District Education and
Training Officer, Radio and Electronics, and Support Functions. In general,

" the CJC estimate considers all Regional Office and most District Office

positions as providing support to police rather than a direct service to the -
corumunity. Particular examples of District positions defined by the CIC as
providing direct service delivery were those involving investigative functions.

Police Prosecutions Corps. In the CJC estimate, all full-time prosecution
positions were considered to be an indirect service delivery function.
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It should be emphasised that due to current shift and leave structures, at any one time
throughout the State roughly only one--quarter of operational officers are available for
rostering for duty.® The community should recognise that even a substantial raw
increase in overall police numbers will not have much impact on the level of coverage
provided at any one time. For example, increasing police numbers by 100 will add,
at best, 25 police officers on the streets per shift for the whole of the State. Further,
because officers typically patrol in pairs, the number of additional active ‘units’ would
only be about half of this.

Rostering Practices

Rostering determines the way in which officers are used at the local level. Rostering
practices vary considerably throughout the State — for example, there are one—officer
stations and 24-hour stations. For this reason, it is difficult to establish a typical
rostering pattern. However, the roster sheets for December 1992, at the end of the
threc—year transitional period, of a 24—hour station in a major provincial city revealed
that;

] Lower, more junior ranks were generally used for patrol duties - the main
point of contact with the community. For the month examined, a Sergeant
was rostered on to patrol duties for only 25 out of 93 shifts (27 per cent).

* Rostering does not appear to be driven by information about service demands.
For instance, using calls for service as an indicator of workload, the highest
average number of calls (63.8) occurred on Saturday, but the highest average
number of officers rostered to work was on Wednesday and Friday (10.7
officers). Conversely, fewer calls were recorded for Monday (average 40)
than Sunday (47.8), but Sunday had a lower average number of officers
rostered on (8.3 compared to 10).

The QPS is aware of the need for more effective rostering practices. For instance, the
monitoring of rostering practices is an integral part of the functions of the
Commissioner's Inspectorate. Some other steps, such as trialing innovative rostering
practices, have also been introduced in ceitain regions. However, progress on this

55 For this calculation, the propostion in direct service delivery from Table 5.6 was adjusted
according to the following:

. an average of two shifts per day was used, asmmngequalnumbmofpohoemeach :
shift (as not all stations opesate on a 24-hour basis) _

° the average number of police on leave was calculated from a report by the
Inspectorate,



issuc may be slow due fo the industrial implications raised. For example, one
significant factor that limits better allocation of officers over shifts is the penalty and
~ overtime rates provided in the Award. (This was also identified by the PSMC in its
review; see 1993, p. 78.) Supervising officers who were interviewed in late 1992
commonly indicated that cost concerns influenced their rostering decisions. This was
a major concemn, as the week-ends and nights were often the busiest policing period.

Summary

The QPS has not yet given sufficient attention to how officers may be more
effectively used. Amongst other measures, the QPS needs to manage its current
staffing complement so that more police are available for service to the community.
The community policing orientation that the QPS has formally embraced must also
be reflected in the manner in which police are allocated. This means that the QPS
needs to actively pursue a variety of alternative staffing options, such as encouzaging
Sergeants to perform more patrol duties, instituting flexible rostering practices and
incorporating overtime into base salaries. Overall, the way in which available officers
are allocated to tasks needs to be managed in a more innovative manner so that
_coverage is increased and service to the community is improved.

ALLOCATION: A STRATEGIC APPROACH

~ The findings presented in this chapter point to the need for better planning of
allocation issues. An integrated and co—ordinated strategy should be developed to
guide QPS ‘management in deploying its officers. This strategy should support the
community policing orientation espoused by the QPS (see Chapter Four).

In addition, management needs to be cognisant of the impact of various human
resource policies and practices upon the overall allocation of personnel. The major
practices that influence allocation include: : '

® Civilianisation. The allocation of police officers is partly dependent upon the

level of civilianisation. For instance, one civilian administrator in a station

" may mean that one less police officer is Tequired to "run” that station
effectively (see Chapter Six).

. Transfer and promotion. These procedures are discussed in Chapter Seven.



. Logistical support. 1t is not possible to deploy officers to certain centres if
the support infrastructure cannot handle increased staff. For example, there
must be adequate space at the stations and sufficient equipment such as
computers, desks and lockers. The PSMCs review (1993, pp. 78-79)
highlighted that resources and facilities at some establishments were
inadequate. Any staff deployment model must therefom be linked to broader
resourcing assessments and strategies.

. Limitations on the Commissioner of Police. Government policy has placed
limitations on the power of the Commissioner to control staff allocation. For
example, as a result of a ministerial direction to the Commissioner of Police
in December 1990, government policy prevents the QPS from closing police
stations. Moreover, the Commissioner of Police -cannot create civilian
positions. These limitations highlight the need for forward planning and eatly
consultation with the Minister for Police.

Overall, any strategy must involve continual monitoring of deployment to identify
deficiencies and anomalies that develop as the needs of the QPS and the community
change. Effective monitoring in turn reqmres the systematic recording of relevant
information.

CONCLUSION

Since the Fitzgerald Inquiry, the QPS has made progress in managing the allocation
of police. The most significant changes have been the development and adoption of
- a model to assist in determining the distribution of police throughout the State; the use
of guidelines to evaluate the appropriate level of positions; and the introduction of
more orderly decision-making processes for the determination of allocation issues.



The main problem arcas identified in this chapter are as follows:

There is currently no process of advanced planning for overall police
numbers. Although police numbers are ultimately the responsibility of the
Government, the QPS in conjunction with the Government should endeavour
to develop a strategy to identify staffing levels in advance. The QPS has

. recently initiated a staffing plan that has been approved by Cabinet, but there

needs to be an ongoing and continually monitored planning exercise for staff
pumbers. If the QPS is to better manage its resources, it must be in a
position to plan the support needed for increasing numbers of officers, such
as more training, cars and facilities. This requires that the QPS has
information about future police numbers sufficiently in advance so that any
increases can be both planned and budgeted for.

At times, the QPS has allowed the issue of police numbers to divert attention
from allocation issues. There needs to be a greater recognition that allocation
is not simply about overall police numbers — it involves deciding where
officers should be located and how they can best be used. Currently available
buman resources could be used more effectively and efficiently. The QPS
should actively pursue a variety of alternative staffing options to increase
coverage and improve service to the community. These options could include
more flexible rostering practices and the incorporation of overtime into base
salarics. QPS management is aware of these issues, but because of the
industrial implications progress to date has been slow.

As recognised by QPS management, allocation decisions are not yet
systematically linked to other human resource policies and practices, such as
civilianisation strategies and transfer and promotion procedures. The QPS has
informed the CJC that a Human Resource Management Strategic Plan, which
recognises the inter-relations of its human resource practices, is- being
developed and should be available, in draft form, for the 1995/1996 corporate
plan (Correspondence, 9 June 1994).



CHAPTER SIX

. CIVILIANISATION

Civilianisation refers to the use of suitably qualified civilian staff in positions not
requiring police powers, skills or experience. A police service can civilianise by
creating new positions designated for civilian employees, andlor reassigning
appropriate pohoe positions to civilian- staff.

Although c'ivilianisation was recommended by the Fitzgerald Inquiry, it was not a new
concept to the QPS. During the late 1980s, various proposals were made for
civilianising parts of the QPS. For instance, the issue was addressed by the QPS in
its 1987 Needs Assessment and in a 1988 study by Arthur Andersen and Company.
However, no attempis to implement civilianisation were made until the Fltzgerald

Inqulry highlighted the issue. -

This chapter examines the current status of civilianisation in the QPS. In particular,
it - discusses the Fitzgerald Inquiry recommendation, outlines how the QPS
endecavoured to implement this recommendation, and identifies the obstacles to
introducing civilianisation on a wider scale.

FITZGERALD INQUIRY AND CIVILIANISATION

The Fitzgerald Inquiry concluded that many police officers were performing duties
that did not relate to their training, skills, expertise or powers. The Inquiry did not
regard this as an effective or efficient use of resources:

[w]ith crime levels escalating rapidly, trained police must be available to undertake -
operational policing duties. .

[plolice training is costly and its purpose is the provision of operatlonal policing
duties to the community. (1989 pp- 235-236) - :

The Inquiry considered that the only valid reason for reserving positions for police
officers was the 'need to exercise police authority and use of police skills' (p. 236).



The Inquiry identified several reasons why the QPS used only limited civilian staff,

including:

® civilians were considered to be "outsiders” and "intruders"

® part of the police culture and management policy was to secure positions for
police officers who were incapable of performing operational duties

e civilians were sibject to the control of public servants, which undermined the
line of command of senior police

"desk jobs", such as work in communications centres or operations support

were used as a way of disciplining police

° government ceilings on civilian levels often meant that it was simpler and
quicker for the Commissioner -of Police to create police posmons to perfonn
needed administrative and specialist functions

e personnel and industrial factors: for instanoe, civilians could not be relieved

when they were absent or on leave, and civilian awards allowed industrial
action (1989, pp. 235-236). '

The Inquu'y found that employing pohoe officers in posmons not requiring their
powers or skills led to:

a reduction in the_ number of police available for operational duties .

morale problems, which in turn cause poor performance, absenteeism or
resignations

extra costs as a result of 'artificial arrangements' designed to compensate
officers in these positions (p. 236).

The Inquiry proposed a general review and reallocation of resources (p. 235). Such
a review would “free—up" police officers for policing duties and complement the 'new
community emphasis’ within the QPS (p. 236). The process of this review was
outlined in the Inquiry's recommendation for the adoption of a policy of civilianisation
(see Table 6.1). A list of positions with the potential for civilianisation was also
provided (p. 237). -



TABLE 6.1: FITZGERALD INQUIRY RECOMMENDATIONS RELATING TO
CIVILIANISATION

Recommendation C.L8
a policy of "civilianisation" be adopted throughout the Police Force, whereby all
positions not requiring police powers will, wherever possible, be filled by civilians,
and the maximum number of police officers will be available for duties requiring the
exercise of police authority. Implementation will require:

(@) development of current and concise job descriptions for all positions in the
Department so that the type of staff, sklllsandquahﬁcatmns nceded for each

. position can be determined

(b) redesign of positions which contain inappropriate mixtures of duties

() a geoeral review and re-allocation of resources to release police from
administrative and other specialist non—police roles, and replaoe them with
civilians who are better suited for many of the roles required in a modem
police department

Source: Fitzgerald Inquiry 1989, p. 382.

IMPLEMENTATION OF CIVILIANISATION*

After the Fitzgerald Inquiry, the QPS formally adopted a policy of civilianisation.
Implementation, which commenced in late 1989, consisted of six major steps, some
of which were undertaken ooncurrently These steps involved:

] 1dent1fymg positions suitable for clvﬂiamsatwn

° gaining funding and authority

® creating civilian positions
. creating an implementation strategy and timetable
56 This review is based on QPS resource studies and reviews, siatus reports, Executive Council

Minutes, Industrial Relations Commission decisions, staffing plans, tabled comespondence
between the Commissioner of Police and the Minister of Police, and interviews conducted in
late 1992, Specific responses on the issue of civilianisation were also obtained from the
Industrial Relations Branch and the Human Resource Division within the QPS.
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® entering industrial negotiations’

. releasing police from identified civilian positions.

Identifying Positions Suitable for Civilianisation

Although the Fitzgerald Inquiry did mot quantify the number of positions to be
civilianised, it did list arcas where there was the potential for civilianisation. The QPS
undertook to identify smtable positions for civilianisation by initiating regional
resource studies and reviews.” In September 1989 all regions and commissioned
establishments were requested by the Fitzgerald Inquiry Implementation Unit® to
examine the areas under their command and to nominate those positions appropriate
for civilianisation. In late 1989, the QPS also established various project teams to
review several units statewide.

One report (23 November 1989) listed 206 positions for ‘immediate’ civilianisation,

‘including positions of roster clerks, counter clerks and radio operators. Other areas
identified included radio and -electronics, photographics, document examiners,
scientific, transport, telephone co—ordination and electronic recording services. One
project team estimated that about 700 positions were suitable with 350 achievable over
three years. The initial implementation unit estimated 1000 positions.

The project teams and resource studies did not use consistent strategies for identifying
potential positions for civilianisation. Consequently, the issue of precnscly how many
positions should be civilianised was never resolved.

57 These include the Gold Coast Policing Study; Southern Region Service Demand Survey;
Metropolitan South Region Resource Study; Metropolitan North Region Resowrce Study;
Southern Region Resonrce Stdy; Far Northern Region Resource Study; Nosth Coast Region
Resource Study; Brisbane Central District Resource Study; ‘Traffic Branch Study; Breath
Analysis Section Review; Policy, Research and Evaluation Branch Review; Task Force
Operational Support Units Review; Radio and Electzonics Section Review; Technical/Scientific
Services Review; Police Operations Centre Review; Explosives Ordnance Reconnaissance Team
and the Disaster Victims Tdentification Sqnad Reviews; Brisbane Mobile Patrols Revww and
Watchhouse Review,

58 An explanation of the implementation units established to assist with the introduction of the
Fitzgerald Inquiry reforms is provided in Chapter Two.,
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Gaining Funding and Authority

To carry out large-scale civilianisation, the QPS required both funding and
authorisation from the Government via the Executive Council. There was initial
~funding and authorisation for the process in 1989/1990. However, further special
allocations were not provided until 1993. In the 1993/1994 budget, the State
Government provided a $40 million growth fund to be allocated over the next three
years. For 1994/1995, the QPS was advised that funding was available for 79.
appointments.®

The initial funding in 1989/1990 by Treasury was for 251 civilian positions identified
by the QPS. The Executive Council formally authorised 208 positions (out of the 251
to be funded) for civilian staff in early 1990. These positions consisted of mainly
clerical functions, although the list included some middle management positions. The
specific positions consisted of:

. 100 new or converted police positions

. five Drug Squad positions

® 96 new positions in response to regionalisation

® seven miscellaneous positions.®

Creating Civilian Positions

With the introduction of regionalisation, 12 "new" civilian positions were created to
staff each of the eight regional headquarters (see Table 6.2). Some of these positions
were reallocations from district staffing, although the extent of this reallocation varied
between the regions. _

5 There may be additional appointments as some funds were left over from last financial year's
allocation and others may be employed as part of special projects, The time frame has pot
been finalised at this stage. These 79 positions also include 26 Police Support Officers (see

later), whose appointment is dependent on the relevant legmlauon being passed.

60 Initially, 10 such positi(ms were created but three of these were later abolished.

i
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TABLE 6.2: REGIONAL HEADQUARTERS: NEW CIVILIAN POSITIONS

:
g

Position Title
Executive Secretary
.| Personnel Officer
Assistant Personnel Officer
Finance Officer
Assistant Finance Officer
Administration/Purchasing Officer
IHuman Services Officer
Research Officer

Computer Support Officer
Clerical/Administrative Officers

LY I N

Source: Headquarters Special Projects and Personnel Branch 1992.

 Since the initial allocation, most regions have altered their structures according to their
perceived needs. Further positions which were not in'the original allocation, such as
Media Officer and Clerk (Rosters), have been created in some regions. As indicated
in Figure 6.1, the number of civilian positions within regional headquarters as at
March 1994 ranged from 15 to 22 per region, a total of 147 civilian positions.”

61 This total excludes the civilians employed within the State Crime Opc:atlons Command and
Operations Support Command Offices,
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FIGURE 6.1: ACTUAL CIVILIAN NUMBERS IN RmmNAL HEADQUARTERS

(AS AT MARCH 1994)
These civilian positions, which were created as a result of regionalisation, did not

Source: QPS Human Resowrce records.

November 1990 identified 104 police officers performing administrative duties
which had been subsumed by the new regional positions (QPS 1991b, p. 3). These
police officers had the potential to be redeployed to operational duties. :

in central Headquarters redundant. A review of the role of Headquarters by

directly release police officers. However, regionalisation did make various
team in
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Creating an Implementation Strategy and Timetable

A strategy and timetable for implementing cwmanu;atmn was adopted at.the
Command Conference® on 21-22 October 1990 (sce Appendix 5). This strategy was
based on the findings of the Headquarters Functional Review Team and the status
report of 7 October 1990. The completion date for civilianisation under this plan was
January 1993. In practice, the strategy did not resolve the number of positions that
were civilianisable, or the resource implications of its implementation, It was also
unclear to what extent the strategy relied on the regional resource studies and findings
of other project teams.

* Entering Industrial Negotiations

To resolve the industrial implications of civilianisation, the QPS entered into
negotiations with the unions. Matters discussed included the identification of award
and legislative changes required for civilians to perform certain tasks, and work
restructuring (especially for positions containing a mix of operational and non—police
duties). The main industrial issues affecting the introduction of civilianisation were
the separate awards, different working conditions for civilian and police employecs,
including the difficulty of rostering civilians on a 24-hour basis, and the abnllty of
civilian staff to sirike.

An agreement on some of these issues waé reached between the QPS, the Quecensland
Police Officers' Union of Employees, and the Queensland Police Union of Employees,
on 4 April 1991. This agreement provided that:

) Officers in scientific and technical positions would be allowed to continue as
sworn officers in those positions until they either elected to leave the QPS,
changed their careers within the organisation, or became vnswomm members.

] Retrzunmg would be provided to officers who were to be transferred to-
operational duties.

62 The Command Conference was a meeting of the senior management of the QPS to discuss and
decide policy issues. It aimed to involve regional management in the decision-making process
of the QPS.  Although this pariicular Conference is no longer held, a similar Management
Conference involving the Assistant Commissioners is now held every three months.
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) - A new classification of employee — the Police Support Officer — would be
created. The Police Support Officer was not to be a fully trained or qualified
police officer, but a multi-skilled officer able to support police officers in

"police” work. Areas of potential employment included communication
centres, watchhouses and station front—counters.

. Appropiiate training and supervnsnon for these Police Support Offioers was to -
be made available.

The Police Support Officer classification has been included in the new Police Service
Award — State', which is the amalgamation of the 'Police Award — State' and the
'Police Officers' Award — State’. This award took effect on 14 September 1992.
However, at the time of this report being prepared, Police Support Officers have not
yet been employed, although the drafting of a training package is near completion.
Delay in formalising these positions has been primarily caused by:

® the need to resolve various industrial issues, such as training, the extent of
powers, the classifications within the Police Support Officer band, salary
scales, and union membership

® the finalisation of legislative amendments.

The QPS expects to employ at least 26 Police Support Officers in 1994/1995, once
the relevant legislative changes have been made. .

The CJC understands that as currently proposed, Police Support Officers will be
members of the Police Union, will wear uniforms and will be authorised to exercise
a limited number of police powers. Arguably, this will be more akin to the creation
of an additional police rank, than an extension of civilianisation.

Releasing Police from Identified Civilian Positions

It is difficult to determine the number of police released from identified civilian
positions since the Fitzgerald Inquiry. This is because:

. QPS information éystems are unable to provide the detail required

. the number of positions funded and created has not "released® an equivalent
number of police to operational duties
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(] some positions potentially suitable for civilianisation have bad to be
"backfilled" with police officers, because of the need to maintain operational
services — for example, this occummed within the Police Communications
Centre during February 1991, when newly sworn constables were assigned to
duties in the Centre. The extent of such "backfilling” cannot be determined.

. Although Treasury agreed in 1989/1990 to fund 251 civilian positions, police records
indicated that ouly 208 positions have been created. Documentation indicates that 197
police were released as a result of the 208 civilian positions authorised by the
Executive Council (Nystrom 1992, p. 3). On the information available, it is not
possible to determine how many of these officers were subsequently remstated to
operational positions. -

STATUS OF CIVILIANISATION

~ The number of civilians in the QPS has certainly increased since the Fitzgerald
Inquiry. According to the QPS Annual Report 19881989, there were 857 civilians®

and 5219 swom officers. By 1 July 1994 there were 1,210 cnvihans and 6,182
sworn officers. '

The distribution of civilians across the QPS is provided in Table 6.3 as at Jahuary
1994, :

63 As the recording of statistics has been incomsistent, it has been difficult to ascertain the exact
: number of cvilians in the QPS. The following categories were used to determine the number
of civilians: Administrative Officers; Specialist Officers and Clesks; Administrative Assistants
Grades I and II; Adminigirative Assistants Grade I (Stemographers and Clerk-Typists);
Telephonists; lm:em,andmsoellmems. Wages staff were excluded from these
calculations. ‘Actal strength’ ﬁgumswereusedmnlwlatcthemmbe;ofpohceoﬂim

64 Thhﬂgmeadudesmﬁmchuwagesmﬁ,mmmmﬁmdAmumofﬁm.
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TABLE 6.3: CIVILIANS WITHIN THE QUEENSLAND POLICE SERVICE
(AS AT JANUARY 1994)

Office/Region
Executive Offices
Finance Division
Administration Division

Human Resources Division .
Information Management Division ' 155

Operations Support Command ' 134
State Crime Operations Command 62
Metropolitan North Region 90
Metropolitan South Region 62
South Eastern Region . . 68
Southem Region | ' _ 74
North Coast Region 8.
Central Region 66
‘Noithem Region : 64
Far Northeru Region ' ' _ 58

I Total 1231 o
. N
Source: QPS Human Resource records. '
Note:- 1. This table includes both regional and central Headquarters staff.
2. State Crime Operations Command consists of the BCIQ and the Crime

Operations area of Task Force. This Command was renamed in June 1993.

Table 6.4 shows that the ratio of cxvnhans to police officers improved from
approxunately 1:6.1 in 1989 to 1:5.1 in 1994.
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TABLE 6.4: CIVILIAN AND POLICE NUMBERS (1988-1994)

1988/1989

1989/1990
1990/1991 1060 5895
1991/1992 1150 6271
1992/1993 1185 6377
1993/1994 1210 6182
Sources: QPS annual reports and statistical reviews; QPS Human Resources Branch.

Although the number of civilians in the QPS has increased substantially since
1988/1989, this does not indicate that adequate civilianisation has occurred. A
distinction must be drawn between "new" civilian positions that did not release police
officers and "civilianised" police positions. The employment of more civilians does
not necessarily mean that more police have been made available for operational dutics.
For reasons already discussed, it is difficult to determine the number of police
positions that have been civilianised. '

After the initial allocations, there was little progress on the civilianisation initiative
until 1993/1994. This has been recognised by the QPS (see QPS Annual Report
1990/1991, 'Commissioner's Foreword' and p. 24) and the PSMC Review (1993,
pp. 156, 158). With the 1993/1994 and 1994/1995 State budget allocations, further
progress may be possible.
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OBSTACLES TO CIVILIANISATION

The ability of the QPS to implement a program of civilianisation has been hampered
by: : .

] implementation problems
* unresolved industrial issues
® government policy

® inadequate funding
. inadequate human resource strategies

e  the status of civilians within the QPS.

Implementation Problems

Three major implementation issues can be identified. First, due to the pressure on the
‘QPS to move quickly, civilianisation was not systematically planned. Such planning

required the review of all job descriptions and the redesign of positions with

inappropriate mixes of duties. To date, there has been mo systematic review of
positions in the QPS. Generally, job descriptions are examined as vacancies occur.

The job workplace redesign project, introduced by the QPS as part of an industrial

agreement, has not provided a comprehensive review of the mix of duties in positions

throughout the State. Instead, fragmented internal reviews and regional resource
studies have been used to identify positions to be civilianised.

Second, the groups established to develop strategxcs and timetables did not consult.
~ Implementation plans were also not completed. FEach time a new pro;ect was
established there was a tendency to start again.

Third, civilianisation was poorly explained to affected officers. For instance, many
sworn positions in the Radio and Electronics Section were marked as civilianisable. -
However, in interviews conducted in late 1992, police in this Section indicated that
there was confusion about the possible time frame and the options open to them

65 A description is provided in Chapter Five,
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Unresolved Industrial Issues

A failure to resolve industrial issues has hampered civilianisation, particularly in areas
requiring 24-hour shift work. The Public Service Management and Employment Act
1988 contains shift work provisions, but the corresponding Public Service award does
not. A QPS Personnel Branch study indicated that, if the QPS was able to employ
civilians over a 24-hour period, substantial numbers of police could be released for
operational duties. For instance, in the South Eastern Region's operatlons rooms
alone, 30 police officers could be made available for operational duties.*

Negotiations on industrial issues such as these need to be resolved before further
significant cwﬂlamsatlon can be achieved in the QPS.

~ Government Policy

Civilianisation has also been affected by government policy. For example, the ability
of the QPS to create civilian positions has been limited by the imposition of public
service ceilings. Moreover, any decision about the composition or "mix" of police
personnel has had to be referred to the Minister as it is a matter of government
policy.”” Consequently, the QPS has not beenin a posmon to create civilian pomtlons
on its own initiative. .

Inadequate Funding

As it is being implemented by the QPS, civilianisation has increased the number of
civilians without decreasing the number of police in the QPS. Hence the initiative has
required additional transitional funding — although once it is fully implemented, both
" Treasury and the QPS estimate significant savings (PSMC 1993, p. 156). ©

66 An agreement reached in 1984 allows computer staff and telephonists to work on a 24-hour
shift under the Public Service Award. This has eaabled data entry operators for the Crime
~ Recording Information System for Police (CRISP) to work on a 24-hour shift basis.

67 Tabledcoriemmdence.
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The discretionary component of the QPS budget is small and cannot support further
large-scale civilianisation strategies. The main funding option being used to
implement civilianisation is special allocations from Treasury. In December 1989
Treasury granted a special allocation of approximately $5 million for the
implementation of the Fitzgerald Inquiry recommendations in 1989/1990. Records
indicate that approximately $1.7 million of this allocation was set aside to fund the
initial civilianisation of 100 police positions. There were no further special allocations
until the recent $40 million ("law and order") growth fund from the State Government.
The QPS is now using part of this funding for increased civilianisation.%®

Inadequate Human Resource Strategies®

Civilianisation has had three ma]or human resource implications which need to be
addressed by the QPS.

* Police officers released to operational duties have not always been retrained.
Informal discussions with officers in the education and training arca indicate
that only fragmented programs have been available. Without appropriate
refresher training, the tramsition from administrative to operational duties
becomes difficult for officers, and may have adverse effécts on their
performance.

®  More attention needs to be paid to the training needs of civilian staff. The
PSMC indicated in its recent review of the QPS that the training needs of
both unsworn and sworn staff had been neglected (1993, p. 4). There are few
formal programs, induction or developmental, for civilian staff, although
civilians in AO5 and above positions may participate in relevant police
training courses, such as the Executive Development Program.™

As is also required for pohoe in-service training, relevant and appropriate
courses must be systematically planned to addréss the training requirements
of the QPS's civilian staff. The performance appraisal system should be part
of this planning cycle, indicating the individual training needs of civilian

68 For instance in 1994/1995, the QPS expects to fund 79 civilian positions from the growth fund
- allocation (Quecnsiand, Parliament 1994b, p. £6).

69 See CIC 1993b for a more detailed discussion of human resource issucs within the QPS.

70 A management course conducted by the QPS for Senior Sergeants and Inspectors.
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officers. This training strategy should be linked to the training strategies for
police to help ensure integration of civilians into QPS management structures.
With the recent appointment of a co~ordinator for unswom training, suategles
and policies for civilian staff should begin to be addressed.

®  There needs to be more attention paid to the development of proper career

: paths for civilians. Inadequate career paths can cause a lack of interest and
frustration, possibly leading to absentecism and resignation. This factor also
makes it more difficult for the QPS to attract qualified civilian staff.

This problem has been partly addressed in the draft Equal Employment
Opportunity (EEO) Management Plan 1993(1994, which specifically targets
the career progression of AO2 positions within. the QPS. One positive
- strategy designed to redress the situation is to 'establish training programs for
AO2 target group members to facilitate promotion opportunities’ (QPS 1993e,
p- 19). 3

Without suitable human resource strategies, civilianisation cannot work effectively.
Structures and policies are required to ensure that qualified, experienced and
performing civilian officers are retained and that the skills of both sworn and unsworn
officers are developed and maintained.

Status of Civilians

Civilian staff within the QPS are predominantly used for administrative support. The
majority of civilian positions are administrative in nature and relatively junior, such

as clerks, administrative assistants, property officers and telephonists. As at 1 July
1994 approximately 82 per cent of civilians were employed at the levels of AO1 and
AO2, whereas only around four per cent were employed at the levels of AO6 to
AO8."

Interviews with QPS personnel in late 1992 indicated that there was no strong
opposition to civilianisation, but those police interviewed tended to envisage civilians.
performing only clerical support roles. There appeared to be a resistance to civilians -
in supervisory roles. This is illustrated by the problems which have arisen in relation
to the Regional Education and Training Co-ordinators (swom police officers) and
Regional Personnel Officer (civilian) positions. Some regions attempted to form

71 Source: QPS records. Note these calculations are based on the actual number of civilians in
the QPS. It does not include wages and casual staff.
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integrated "personnel wnits" consisting of all regional human resource functions,
headed by the Regional Personnel Officer. This mecant that the Regional Education
- . and Training Co-ordinator reported to a civilian officer. These arrangements have
been largely unsuccessful. -

Another factor affecting the integration of civilians into the QPS is the different

working conditions of civilian and police staff. Civilian and police officers
undertaking the same tasks often have different salaries, hours and vacation
entitlements. The Information Systems Branch is an example of where this is
occurring.

Overall, a common perception among the civilian employees interviewed in late 1992
was that they were "second—class citizens" within the organisation. This perception
may have improved with the recent appointments of civilians to two key senior
positions: the Executive Director, Corporate Services and the Director, Human
Resources Division. On the other hand, it is not clear whether these changes "at the
top" will have had much effect on how civilians feel they are regarded elsewhere in
the organisation. Even is there are some positive signs, it is still important from a
HRM perspective, for the QPS to actively promote the integration of civilians into the
QPS. To Ielp develop appropriate strategies, systematic research such as a regular
survey of civilian staff should be undertaken, in order to identify any problems and -
monitor civilians' perceptions of their position within the QPS (see Chapter Ten).

A CIVILIANISATION STRATEGY

The QPS has estimated that between 400 and 600 positions still have the potential to
be civilianised. Similarly, the PSMC Review indicated that between 700 and 1000
positions could be wholly or partly filled by civilians (1993, p. 3). The PSMC
emphasised that future civilianisation needed to be properly planned, recognising the
links between civilianisation and other human resource functions (pp. 157-158).

A viable long-term civilianisation strategy must include:

] Training. New civilian appointecs, as well as sworn police officers returning
to operational duties, require training to perform their duties satisfactorily.

] Funding. The initiative must be adequately funded to prevent the process
. stalling. '
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. Career structures. Civilian staff require suitable career structures to provide
an incentive to joining and remaining with the QPS.

e  Industrial resolution. Issues such as the employment of Police 'Support
Officers, the content and structure of the two Awards, and the different
working conditions between police officers and civilians, must be resolved. -

3 Government approval. Current governmental policy limits the extent of
further civilianisation. Both the Government and the QPS need to examine
this issue, in light of their continuing commitment to civilianisation in the
QPs.

e Communication. The civilianisation initiative must be successfully "sold" to
police officers to improve the perception, acceptance and status of civilians.

Many of these issues were identified by the PSMC as clements of an effective
‘strategy. The QPS has indicated that it is aware of these issues. The CIC understands
that the HRM Branch currently has responsibility for developing a civilianisation
steering committee, in line with PSMC recommendation 73.7 The QPS has indicated
that the Committee has been formed and has met on two occasions to help determine
which positions to civilianise under the Government's growth funding program. The -
Committee will be reconvened as required to give further direction. to the
civilianisation initiative when more resources are made available (Correspondence, 10
August 1994).

CONCLUSION

~ Since the Fitzgerald Inquiry the QPS has taken some steps to increase its level of
civilianisation. Positions with the potential to be civilianised have been identified and
the number of civilians employed by the QPS has been increased by 353. With the
recent growth fund allocations, there is now a funding basis to support future
civilianisation initiatives.

72 This recommendation states that:
By 31 December 1993, a Civilisation Steering Commitiee comprising senior.
executives from Operations, Operations Support and Corporate Scrvices prepare fos
consideration by the Board of Management and the Chair, Criminal Justice
Commission, a civilianisation plan which sets targets, includes performance indicators
and takes account of the recommendations andsuggesuomsinthisrepmt. (1993,
p. 158)
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To assist the process of civilianisation, the QPS needs to:

Address the ismeofﬂmmxofcmbans and police within the QPS, in

conjunction with the Government. Government policy on the employment of
public servants remains a major limitation on increasing the numbers of

civilians employed by the QPS.

Improve the status ofcmfums within the QPS. Although the situation may
be changing in some areas, generally it appears that civilians remain

"outsiders" within the organisation. Their roles are often perceived as limited
to clerical support tasks. The position of civilians is also complicated by the
different working conditions and salaries of civilian and police staff. '

Support the civilianisation initiative with appropriate human resource
strategies. As emphasised by the PSMC, there must be proper support for
training, career structures and planning for civilians. Policies are required to
ensure that qualified, expericnced and motivated civilian staff are retained.
This issue has partially been addressed by the QPS with the recent
appointment of a co-ordinator of civilian training, but a wider range of
measures are required.

Most importanlly, civilianisation should remain a priority for the organisation even if
obstacles remain in the short~term. In the longer term, the benefits of civilianisation,
in particular the more effective use of police officers, can only enhance the
performance of the QPS. :
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CHAPTER SEVEN

TRANSFERS AND PROMOTIONS

Transfer and promotion procedures impact significantly on the operation of the QPS.
These procedures can influence the ability of the organisation to retain skilled and
motivated officers, the effectivencss of supervision and management, and the level of
staff satisfaction within the organisation. The management of these procedures can
have substantial implications not only for the motivation and morale of individual
officers, but also for the performance of the organisation as a whole. ‘

‘This chapter examines the transfer and promotion procedures for sworn oﬂ’ioers in the
QPS. In particular, it reviews:

. the Fitzgerald Inquiry recommendations on transfers and promotions
) the QPS response to those recominendations

. the current management of transfer and promotion procedures.

FITZGERALD INQUIRY AND TRANSFERS AND PROMOTIONS

Prior to the Fitzgerald Inquiry, once officers had successfully completed the relevant
examination they were promoted on the basis of their seniority. The principle of the
previous promotion procedures was that seniority prevailed all else being equal.
However, in practice seniority almost always took precedence (QPS 1992¢, p. 2).
There were no formal procedures govemmg transfers (Queensland Police Department
1988, p. 167).

The Fitzgerald Inquiry identified several deficiencies in the wansfer and promotlon
procedures. These included:

° discouragement of the pursuit of individual excellence

] ~ a probable detrimental effect on the recruitment and retention of officers with
skills and talents suitablc to policing
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cumbersome and legalistic appeal processes
poorly informed transfer decisions

the inappropriatc use of transfers for the handlmg of dlscnplmary and
performance problems (1989, pp. 253-—255)

On the basis of this analysns, the Inquiry made a series of recommendations aimed at
introducing promotion procedures based on merit and a formalised mechanism for -
deciding transfers (see Table 7. 1)

- Merit-based Promotion

The Fitzgerald Inquiry proposed wide-ranging changes to the existing seniority-based
promotion procedures. The recommended changes included: '
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minimum length of service for cach rank should be no more than a guideline

all vacancies should be advértised '

" regional-based selection panels should be used

. more junior officers should be invblved in the selection process

selection criteria should include job expenenoe, attendance at external tertiary
courses and performance appraisal

some form of career counselling should be established
job descriptions. for all positions should be developed

there should be a more flexible appeal process headed by senior Inspectorate
officers, with informal sessions, no legal representatlon, and no restrictions on

‘appellants (1989, pp. 253-254).



Formaliséd ‘Transfers

The Fitzgerald Inquiry recommended the introduction of formal regional pmcedures
for the determination of transfers. In addition, it proposed:

e unplementmg three—to—five year rotation procedures for officers in sensitive
and high risk areas : :

° abolishing the right to appeal a transfer decision.

In relation to this latter proposal, the Inquiry argued that officers should be expected
to serve according to orgamsatlonal pnontles and comntunity interest (1989, pp. 255-

255)

TABLE 7.1: MAJOR FITZGERALD INQUIRY RECOMMEFIDATIONS ON THE
' TRANSFER AND PROMOTION OF SWORN OFFICERS

Recommendation C.1.3(a):
‘Regional Commanders be given responsibility and authonty for allocating
staff within their regions including control of intra-regional transfers

Recommendation C.L14:
: all vacancies to be advertised, with senior positions advertised outside the
Force as well as in the Police Gazette

Recommendation CI1.15:
‘all promotions be determined on the basis of merit rather than seniority

Recommendahol CIL17:
; the promotion appeals procedures be reformed by adoptmg an informal
administrative approach and widening the scope of appeliants

| Recommendation CL18:
alt appeals be heard by designated senior officers from the lnspectorate

| Recommendation C.L19:
‘ legal representation not be permitted at appeals

Recommendation C.1.20:
the process of determining transfers be formahzed (and regionalized as
_previously recommended), with no right of appeal against transfer

Source: Fitzgerald Inquiry 1989, pp. 380, 382-383.
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DEVELOPMENT OF TRANSFER AND PROMOTION PROCEDURES

In 1990 the legislative basis for merit—based selection and a review process with more
informal proceedings was introduced. The relevant provisions were contained in the
Police Service Administration Act 1990 and the Police Service (Review of Decisions)
Regulation 1990. The revised selection procedures were introduced regionally in
October 1990. Formal policy on these procedures became effective on 30 March
1991. This basically coincided with the appointments of personnel officers in the
regions. - : : L

Since these changes were introduced, there have been two major reviews of the
operation of the transfer, promotion and review procedures. The first was an internal
Teview by the QPS; the second was conducted by the PSMC as part of its general
review of the QPS.

In December 1991 the Commissioner of Police initiated a review of the promotion,
transfer and review procedures. At this time, the regionalised procedures had been
operating for about nine months. The Committee for the Review of the Promotion,
Transfer and Review Procedures (Review Committee) comprised sworn -and unsworn
QPS personnel, and independent representatives (including from the PSMC and the
unions). _ :

The review found that there was support for the merit principle but widespread
suspicion of the integrity of the transfer and promotion process, and dissatisfaction
with the delays in the procedures (Review Committee 1992, 'Foreword"). - The Review
Committee recommended that: : : '

® decentralised sclection panels be maintained

®  merit-based selection principles be retained

] lateral transfer procedures, exempt from the review process, be introduced -

* feedback to unsuccessful applicants, and training for selection panel members,
be improved (pp. 1-3).

Shortly after the completion of this review, the PSMC commenced its review of the

QPS. As a result, the QPS decided that it would be inappropriate to take any action
in relation to the carlier review at that stage.
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The PSMC identified similar ptoblems in its review, and to a cerfain extent duphcated
the earlier internal review. In particular, the PSMC found that:

° the procedures were generally distrusted by officers
) more clearly deﬁned standards were nceded
. selection panel training was inadequate

L the mablhly fo transfer officers above the rank of Constable impeded
efficiency

] delays in the review process were common (1993, pp. 159, 163-164).

The PSMC made 10 recommendations to address these issues, including:

e  the development of guidelines for foedback to unsuccessful candidates

° a review of selection panel training |

- & the concentration of all promotions and transfers into two periods annually

. the preparation of a briefing paper on the industrial and legislative restrictions
on lateral transfer, and strategies for addressing these issues

e the publication of a bi-annual analysis of reviews (recommendations 74, 78,
80 and 82, pp: 165-166).

Progress on the implementation of these recommendations has been slow. The issue
of lateral transfers was resolved in late 1993, but action on the other recommendations
affecting the transfer and promotion system was delayed pending the appointment of
the new Director (Human Resources Division). A submission on transfer and
promotion issues arising from the PSMC review was considered by the Board of

Management on 26 April 199%4. '

The QPS is also proposing to formulate various transfer policies and to redevelop its
promotion system. For the purposes of this reform, the PSMC recommendations will
be implemented as short—term measures to improve the perceived difficulties of the
current system, while more substantive reforms are being developed to address the
types of problems identified in this chapter. This strategy was approved in prmmple
at the June 1994 QPS Management Conference.™

73 Item no. 3.10, Management Conference, 16 and 17 June 1994,
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~ CURRENT TRANSFER AND PROMOTION PROCEDURES:
AN ASSESSMENT

There is a considerable volume of movement of officers within the QPS. In the last
two years the procedures have handled 1,228 promotions and 3,663 transfers, and 858
applications for review have been lodged.™ In 1993/1994, eight per cent of the total
number of police officers in the QPS were promoted and 16 per cent were transferred.

The current promotion procedures are Brieﬂy outlined in Figure 7.1.

Position Gazetted
|
Application
l

Shortlisting

!

~ Assessment nay
(only applicants for positions of Sergeant or higher)

l

Interviews

!

Recommendation

{

74 - Sources: QPS statistical reviews; Commissioner for Police Service Reviews records. The
number of reviews Jodged is ot equivalent to the number of decisions reviewed, More than
. one officer can apply for a decision to be reviewed.
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Vetting Process

Appointment

Review Process

FIGURE 7.1: OVERVIEW OF THE QUEENSLAND POLICE SERVICE
PROMOTION PROCEDURES :

Sources: QPS 1992c and inserviews with QPS personnel.

Note: ‘Assessment Day' refers to the day on which various psychometric tests and other
. exercises are conducted.

Reform within Transfer and Promotion Systeni

The current transfer and promotion proéess has addressed several of the deficiencies
identified by the Fntzgerald Inquiry. The mgmficanl features of the existing process
include:

° Seniority is no longer formally used as a criterion. "‘Merit' is stated to be the
guiding principle for any appointment of an officer to a position in the QPS
(section 5.2(2) Police Service Administration Act 1990).7

75 Meyit is defined in section 5.2(5):
o For the purposes of this section merit of an officer comprises —

(a) the integrity, diligence and good conduct of the officer; and

)] the potential of the officer to discharge the duties of the posltion in
question; and

(c) theindusﬁyahownbytheoﬁicermpedommoftbedu&esdoﬂiuein
the conrse of the officer's career; and

(d) thephyslcalandmentalﬁmessoftheoﬁiwtowformthedumoﬂhe

position in question.
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Regionalised sclection panels are used for junior officers, although
Commissioned officer appointments are cuwrrently handled by central pancls.

Most vacancies are advertised infernally, with the exception of Constable
positions.  Senior and some specialist vacancies are also advertised
externally.™ :

With amendments made to the Police Service Administration Act 1990, some
transfers are . mow handled through a formal process under procedures
instituted in late 1993. Under the new lateral transfer process, formal
submissions are ‘made to a Lateral Transfer Committee which makes
recommendations to the Commissioner of Police.”. This process handles all
transfers at rank, although these arrangements are currently under review as
required by the Industrial Agreement govemning these ranks.

While there is no general procedure of rotation for officers in sensitive areas,
some sections of the organisation have adopted rotation policies. For
example, State Crime Operations rotates its detectwes through its units,
generally on a two—-yearly basis.

An appeal process for promotion and certain transfer decisions™ has been
established under Part 9 of the Police Service Administration Act 1990 and the
Police Service (Review of Decisions} Regulation 1990. Appeals are heard
without legal representation before the Comumissioners for Police Service
Reviews, who are currently part-time CJC commissioners. This arrangement
differs from the Inquiry recommendation of using senior officers from the
Inspectorate. However, the Review Commissioners have the advantage of
being external to, and independent of, the QPS.

76

77

78
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- The larger issue of lateral recruitment is discussed in CIC 1993b.

There are union representatives on this Committee,

Currently, with the introduction of the new lateral transfer procedures, the review process haz
been limited to the officer who is subject to an wnrequested transfer (section 5.13(2)(b) Police
Service Administration Act 1990). The Fitzgerald Inquiry recommended that there be no right
of appeal for any transfer decision. However, for reasons of natural justice, the QPS and the
CIC agreed that at least unrequested transfer decisions should be reviewable,



® All restrictions on promotion appeals that applied before the Fitzgerald
Inquiry have been dropped. Any officer 'who is aggrieved' has the right to
review a promotion deasnon (sectlon 9.3(1) Police Service Adimnmraaon Act
1990). :

e  Panel members receive some training, although there has beea criticism of the
quahty of this training.

. Unswom staff, usually the Regional Personnel Officers, are often used on
selection panels for sworn. positions. '

) Performance evaluation has been introduced by the QPS. A Performance
Planning and Assessment (PPA) scheme for all staff (except the
Commissioner of Police) has been trialed and reviewed. In July 1993 ranks
above that of Inspector and senior civilians were transferred to an executive
performance appraisal scheme. Unfortunately, as discussed later in this
chapter, there have been problems with the PPA scheme. .

Problems w:th Operatnon of Transfer and Promotion
Procedures :

While the promotion system has been substantially reformed, various problems with
promotion, transfer and review procedures have been experienced by the QPS. Over
the last two years, these difficulties have been identified and documented, principally
through the Review Commitiee and the PSMC review. Similar concems were also
expressed to the CJC in interviews conducted in late 1992 with serving pohoe
throughout the State :

There still appears to be a fair amount of disquict about the tranéfer and promotion
procedures. For instance:

e a recent Police Union survey reported considerable dissatisfaction with these
- procedures (Melling 1994, pp. 11-13), although as the response rate was not
reported, it is difficult to assess the extent of dissatisfaction

(] items before the June 1994 Managemem Conferencc reflected a variety of
concerns about the procedures
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® according to an article in the June 1994 Police Union Journal by the General
President of the Police Union, '[tJhere can be no doubt that, by and large, the
members of the Queensland Police Service have no faxth in the prometion
system' (O'Gorman 1994, p. 5).

Given continuing internal dissatisfaction with the promotion and transfer procedutes,
it is important to address police concerns even if not all of the criticisms are well
grounded.

The QPS is already taking steps along these lines. At the June 1994 Management
Conference a discussion paper was presented outlining an agenda for the reform of the
promotion system. In addition, a number of the PSMC recommendations will be
. implemented as temporary measures to help alleviate some of the procedural problems
(Management Conference, June 1994). However, in the view of the QPS and the
CIC, the procedural changes recommended by the PSMC will be of limited use in
redressing the fundamental concemns about the current procedures.

‘The following section discusses the major issues that have been raised by police over
the last few years in relation to transfer and promotions procedures. Where relevant,
the remedial measures being introduced by the QPS are also discussed.

- Perceptions of Transfer and Promotion Procedures

As indicated in interviews condicted with serving officers in late 1992, and by other
reviews mentioncd above, the present transfer and promotion procedures are distrusted
by many officers. Particular concerns expressed by police are that:

. the procedures are time-wasting

o decision- makmg is of poor quality and inappropriate selection criteria are
~ often used

. the selection panel process varies regionally
i the review process is abused

. the procedures aré open to cronyism.
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Time-wasting

In a seniority system, when a vacancy occurs it is clear who is the most senior.
Merit-based promotion will naturally be more time—consuming than a seniority
system. Also, it must be recognised that with the major restructuring of the QPS
following the Fitzgerald Inquiry, and the resultant reclassification and creation of
positions, extra demands were placed on the new procedures before they had a chance
to scttle down.

Many of the police interviewed in late 1992 complained that the merit—based selection
process was time—consuming, In particular, interviewees pointed to two major sources
of delay:

The excessive time between the advertiscment and the final notification. The
QPS recognises that there have been delays and steps to streamline the
process are being considered. As well, some regions have instituted policies
requiring vacancies to be finalised at the regional level within a cerain
period.” For example, one region has an '‘Operation Quickfill' policy whereby -
all vacancies must be finalised up to the reoommendatlon to the HRM Branch
within 28 days.

Delays in the confirmation of appointments due to the number of reviews, and
consequent delays in the review process. During May 1994 the times for the
completion of a review ranged from seven weeks to 15 weeks, not including
time for results to be posted. According to the Review Commiissioners' office,
the ideal total time from the lodgement of an application until it is heard
should be between 6 to 8 weeks (Correspondence, 24 May 1994). One
primary source of delay in the review process identified by the Review
Commissioner's office and the PSMC has been the failure of selection panel
convenors to supply relevant information ‘in time. For example, during May
1994 the time between the date of request for a report and the date it was
received ranged from approximately one to 10 weeks. As a means of

- addressing this problem, the PSMC recommended that the regulations be

amended so that panel convenors must atiend reviews (1993, recommendation

75, p. 165). The QPS has indicated that it has mo objection to panel

convenors attending reviews. However, under the current regulations, Review
Commissioners already have the right to call panel convenors and convenors

This, of course, cannot impact upon the time taken centrally to ratify the decision,
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have the right to attend hearings if they wish to do so. The Review
Commissioners have indicated that this right to call convenors is exercised in
appropriate circumstances and that there would be little benefit in requiring
all convenors to attend reviews as a matter of course.

The complaints about delay indicate that the selection process requires more effective
management. In particular, there needs to be better planning and clearer standards,
including codification of policy, to manage the workload and dlstributmn of
promotional decisions.

Quality of Selection Decisions and Selection Criteria

A common criticism raised in interviews and other forums was the perceived poor
quality of decision-making on the part of some selection pancls, with a particular
concern being the use of selection criteria that were' mappropnate to pohce work For
example, it was frequently stated that:

®  the selection process u.nder—weaghted length of service and experience, and
over—emphasised tertiary qualifi ications™

. the selection criteria should contain minimum length of service requirements:
®  "jumping" of ranks should not be permitted

] ‘experience should be a major determinant of an officer's ability to perform
dutics at a higher rank — in turn, length of service was widely seen as a
de facto measure of experience.

These views about the selection criteria demonstrate confusmn over the concept of
"merit", notwithstanding that the principle of "merit" was generally supported by those
interviewed.

More recently, the Review Commissioners have indicated that there are a number of
factors that impact adverscly on the quality of decision-making by the selection
panels including: inadequate distinctions being made by panels between experience/
length of service and merit and potential, and inadequacies in the written
recommendations supplied to pancls, particularly in relation to the persons known
performance on the job.

80 nmlsnose(welghﬂngoftheseleaLonmmimanyposmmmthintheQPS The
wemhunghmmtmhMMMMMVMselecuonpmeh,mﬂngmtofﬂm
different environments in which that position operates.
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The QPS and the PSMC have identified a number of possible strategies to lmprove
the quality and management of selection decision-making. These include:

Concentmang the promotion process into two perwd9 annually. The PSMC
recommended this reform on the grounds that it would enable applicants and
potential sclection panel members to plan in advance (1993, recommendation

.78, p. 166). The Board of Management has agreed in principle not to

implement this recommendation, out of concern for possible delays that could
be created between vacancies and appointments. Instead, the QPS is
considering regulating, at a district level, the frequency with which selection
panels are convened, and the numbers of officers used in the process.

Centralising the promotion process. Centralisation will not necessarily
improve the management of selection panels. Permancnt central panels, even
with an operational representative, run the risk of becoming isolated from the
operational envirpnment. In the CJC's view, regiomal panels should be
retained but with a convenor external to the region to help-ensure more
consistent decisions statewide and communication between regions.

More training for panel members. Currently, a two—day selection panel
course must be completed by staff before participation on selection panels, but
potential selection panel members clearly require more training than this. In
particular, an intensive course should be held for those officers likely to be
panel convenors. The PSMC recommended that the HRM Branch review
existing selection panel training and introduce a revised course by 30
September 1993 (1993, recommendation 74, p. 165). The Board of
Management has adopted this recommendation in conjunction with the PSMC
recommendation that the completion of am approved selection panel
procedures course be. a prerequisite to participating on a panel
(recommendation 77, p. 166). However, the implementation. timetable for
these recommendations has been substantially revised.

Regional Variation

Many of the police interviewed in late 1992 complained about regional variations in
the operation of the prontotion procedures and the composition of sclection panels.
For example, some officers said that certain regions had regionally—specific- formats
for applications. Due to these differences, officers often felt disadvantaged when
applying for positions outside their current regions. -Overall, regionalisation has
contributed to considerable uncertainty about promotion procedures.
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The PSMC has made recommendations which may help alleviate the problems caused
by the procedural differences between the regions. These include better training for
‘selection panel members, clearer standards for the operation of the procedures, and
improved feedback to unsuccessful candidates (1993, pp. 165-166).% :

Other suggestions for improving the consistency of selection decision—making have
been raised by the QPS. For instance, the QPS has proposed limiting the selection
mtenatoasmaﬂernumberofkeystandardareasandmh'oducmgastandard
application form.

Use of the Review Process

Most officers interviewed expressed concern about the proportion of reviews being
requested. QPS figures on reviews show that a fairly substantial proportion of
- promotion decisions are.reviewed: 33 per cent in 1990/1991; 47 per cent in
~ 1991/1992; 34 per cent in 1992/1993; and 35 per cent in 1993/1994 (see Table 7.2).

Of the reviews lodged, the majority have been either dismissed or withdrawn. The
proportion being upheld has remained fairly constant over the last four years (see
Table 7.3). '

81 These recommendations are to be implemented by the QPS.
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TABLE 7.2: NUMBER OF PROMOTION AND TRANSFER DECISIONS
- (1990-1994)

Source: QPS statistical reviews; Commissioner for Police Service Reviews records.

" Notes: 1, These ﬁgures exclude the initial allocation of recruits to the regions and
lateral transfers. '
2. The transfer figures for 1990/1991 have not been included in this table, as
the number of transfers was incorrectly calculated in the Statistical Review
1990/1991,
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TABLE 7.3: PROMOTION REVIEW OUTCOMES (1990-1994)

Outcome 1990/1991 | -~ 1991/1992 | 1992/1993 | 1993/1994 I

Successful %) 203% | 230%) 6 (2%)
(upheld)

Dismissed 111(30%) 227(36%) 193(36%) 108 (33%)
Withdrawn 133(36%) W142%) | 19637%) | 12107%)
Outstanding 106(29%) 79(13%) 96(18%) 59(18%)
Re-assessed N/A 6 (1%) 20 (4%) 29 (9%)

Lapsed/Out of Bew | 206% 2 () 50%)
Order : .

Total 370 626 s30 328

Number lodged 370 579 530 328
during year -

Source: QPS statistical reviews; Commissioner for Police Service Reviews records.

Notes: 1. The number of reviews does not mrrespond exaaly to the number of
decisions reviewed.

2. The outcomes of transfer reviews were not included in the table because:
(a) only a small proportion of transfer decisions are reviewed (see Table
7.2); and (b) the 1990/1991 figures for transfers were incorrectly calculated
in the Statistical Review 199G/1991.

3. The figures in each year include some reviews that were ouistanding from
the previous period. .

4, Percentages have been rounded.

5. ‘Reassessed' figures for 1990/1991 were nof recorded.
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Some officers have argued that these figures are indicative of over-use of the review -

process, and show the need for stricter guidelines on who is allowed to seek a review.

However, the picture presented by the review statistics is over-sunphﬁed as these
. figures:

e  are only for the four-year period of the operation of the new procedures and,
at this stage, are not sufficient for identifying trends® .

° overstate the mumber of decisions not being overturned on review, due to the
occurrence of multiple reviews against a single decision.

The statistics also cannot reflect the organisational context in which the review
procedures are operating. In particular, the high number of review applications could
partly be due to officers’ confusion over the concept of "merit®, or reflect the impact
of the radical changes of the last few years on officers' carcer expectations.

It is possible that review applications will become less commion over time, as the new
arrangements become more widely understood and accepted.

Bias in Selection Decisions

Various allegations of bias in the selection process were made by police who were
interviewed in late 1992. Such complaints still appear to be common, if recent
comments in the Police Union Journal are a guide.® In particular, it is often claimed
that candidates within the region of the advertised vacancy receive preferential
treatment.

The promotions data for 1992 show that, in most regions, generally only about one-
third of positions were filled by applicants external to the regions (PSMC 1993,
p- 159). Unfortunately, it is difficult to interpret thesc data in the absence of
information on the size or characteristics of the pool of applicants. For instance, the
majority of applicants could have been internal to the region advertising, in which
case a higher proportion of internal appointees would be expecied. Until more
comprehensive data become available, it will not be possible to resolve this issue.

82 It is difficult to compare the figures before and aftcr the Fitzgerald Inquiry due to the
' substantial procedural changes. -~
83 According 10 the General President of the Police Union: ‘thete is "massaging™ and, at times,

blatant manipulation of the system' (Q'Gorman 19%4, p. 5).

133



However, as discussed in this chapter, perceptions of bias can.be addressed partly -
through improving the quality of selection decision-making, ensuring that there is
more input into selection decisions from outside the region and providing officers wnth
more information about the procedures and their operation.

Management of Promotions

In addition to the matters discussed above, it is important to look at the overall
management of promotxom within the QPS. Issues that are of particular concern in
this regard are: :

L the limited understandmg of the concept of "merit" by offioers, and
particularly by panels '

L the absence of a clear process and framework for assessing "merit”
o | ‘inadequate mechanisms for monitoring
] the lack of career planning

] an over—emphasis on rank as a career structure.

Concept of "Merit”

As already nofted, there is some confusion about the meaning of "merit" on the part
of many serving police officers. Much of this confusion is the result of a lack of
information. Three ways of addressing this issue are through:

[ Training. The QPS is acting to improve training for members of selection
panels. However, training generally for officers who are or may be
applicants for promotion is also required. The QPS has provided some

- courses in this area — for example, one of the early Competency Acquisition
Progtam (CAP) modules outlined the procedures and the underlying

* principles of merit-based promotion — but training on issues such as resume
writing and handling interviews also needs to be generally available to
officers throughout the State.
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Improved feedback to unsuccessful candidates. This was an area identified
by the PSMC (1993, pp. 160, 165). At a mecting on 26 April 1994, the
Board of Management agreed that the PSMC recommendation for the
provision .of feedback should be implemented.

Providing regular information on the operation of the transfer, promotion
and review procedures io officers. The publication of a biannual analysis of
reviews, as recommended by the PSMC (p. 166), would assist in improving
the standards of selection pancls and provide more information to serving
officers. Other methods of disseminating regular information on the
operation of the procedures also need to be considered.

Assessing "Merit"

Under the current promotion procedures, a vacancy occurs; the position is advertised;
applications are submitted by intcrested officers; a selection panel is formed;
applicants are short-listed and interviewed; and the position is then finally filled. This
way of assessing the "merit" of applicants for individual positions is inefficient for a
number of reasons: '

Considerable logistical and practical difficulties arise as a result of the large
number of promotion decisions that accur within the organisation.®

The current procedures do not take into account the significant probability of
lateral movement by officers between operational and administrative/
managerial positions. The QPS has indicated that recent legislative changes

-and the application of tenure conditions reinforce the expectation that many

officers will move, at short notice, from an administrative to an operational
position. As a result, an officer who has been selected on the basis of his or
her ability to perform an administrative function could be transferred to
operational duties.

At present, there do not appear to be consistent standards for determining
what is required for the performance of particular positions and their
associated ranks throughout the State. Apparent inconsistency in decision—
making has been one of the most common criticisms of the current
promotions procedures. - :

For instance, in 1993/199%4 there were 512 promotions and 1,006 transfers (Commiﬁiowﬁn
Police Service Reviews records).
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As proposed by the QPS, one way of structuring the promotion process to take into
account these issues would be to divide the process into two stages — with officers
competing on merit at each stage. The first stage would involve some determination
“of promotion eligibility for various classes of officers at particular stages of their
careers. Officers would have to satisfy certain standards of competency before
qualifying into the pool of potential applicants. The sccond stage would mirror the
current procedures — those officers who are eligible for promotion would compete on
merit for advertised vacancies. For example, officers would compete on merit 1o enter
-a developmental training program, the completion of which would be a prerequisite
for the ability to apply for promotion. ‘

As pointed out by the QPS, this approach would have the advantage of shifting the
emphasis from post-appointment training to pre~appointment training, and should
ensure that all officers attaining a particular rank have demonstrated satisfactory
competence in key skills. Needless to say, the reform will require careful examination
and extensive consultation with stakeholders before it is implemented — a process that
the QPS plans to put in place.® .

Monitoring Procedures

More effective procedures need to be developed for monitoring the operation of the
current transfer and promotion procedures. Some limited processes have been
introduced, such as collecting routine data on transfers, promotions and reviews, and:
checking of selection reports from panel convenors by Regional Personnel Officers.
Ideally, such a strategy would enable problems to be identified early, and put
management in a position to resolve any difficultics. Given the disillusionment with
the procedures ewdenced during interviews, earlier identification of problems is
essential.

8 Thlsmposalfm&emfomof&epmmoﬂmpmmwasapmowdmpﬁndpleattheim.
1994 Management Conference,

136



Career Planning

There is still confusion and uncertainty amongst QPS officers about career
progression. The move to merit-based procedures was a fundamental change to the
. career expectations of officers. Under the previous promotion procedures, officers
could generally predict when they would attain each rank. The current merit-based
structure does not allow such certainty. It is understandable that this has generated
some negative perceptions of the new procedures.

The QPS has not instituted systematic career planning to address these concerns. The
PPA scheme could be a basis for career planning, but it has never been used for such
purposes. As mentioned earlier, since February 1991 the PPA scheme has been used
by the QPS for the evaluation and monitoring of the job performance of officers
below the rank of Superintendent. The scheme has several aims, including the
planning of work performance, the setting of standards, the assessment of the progress
of an officer and the identification of training needs. '

This method of appraisal requires that the supervisor of the officer complete the
assessment, based on previously established objectives and performance measures. .
These objectives are set by agreement between the officer and his or her supervisor
at the beginning of the assessment period. If the officer being assessed is dissatisfied
with the report, he or she can request a formal review, which is conducted by the
overviewing officer. An outline of the scheme is provided in Figure 7.2.
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1 Establishment of principal responsibilities and visible results 10 be achieved by
both the officer and his or her supervisor :

2 Continual self-monitoring by the officer and feedback from hls or her
supervisor throughout the assessment period

!

3. Self-assessment . completed by the officer

4, Pert‘ormanée_ Assgssment Report completed by the supervisor

l

5. Formal interview
. formal assessment is discussed

e - first step of next assessment period completed

FIGURE 72: OUTLINE OF THE PERFORMANCE PLANNING AND
ASSESSMENT SCHEME

. Source: QPS records.

In practice, PPAs have not fulfilled their designed purposes. PPAs are not used for
assisting officers in the development of their careers and are not integrated into the
other human resources and planning activities of the QPS. For instance, it was
indicated in mtervtews conducted in late 1992 that:

) generally the training needs component of the PPA was not completed

[ difficulties were experienced in establishing suitable measures, with
supervisors being reluctant to assess their staff other than as "average"
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[ inappropriate performance measures, such as writing a certain number of
traffic tickets, were sometimes used.

Internal reviews have also identified problems with the PPA procedures, as a result
of which some changes have been made. For example, the five point rating scale has
been collapsed into three categories: 'not met', 'met’ of ‘exceeded'. However, this does
not necessarily force supervisors to correctly appraise their staff.

Three particular issues need to be addressed by the QPS in developing career planning
strategies. First, career structures should be linked to developmental training and the
promotion system. For example, the completion of a supervisory course could be
‘required in order to compete for particular positions. As mentioned earlier, the QPS,
through a consultative process, will be considering this issue in its redevelopment of
~ the transfer and promotion procedures. Properly structured developmental courses
would ensure that officers had the requisite knowledge and skills for particular
positions, but they would also provide a direction for individual officer career
planning. Second, adequate training should be provided to officers and their
supervisors so that they are aware of career structures within the organisation and how
to use this information to plan individual career paths. This should include the
publication of examples of how careers can be planned. Finally, the QPS needs to
ensure that supervisors give honest appraisals and advice to officers. Without
appropnate feedback, career planning Wl]l be difficult to achieve.

Push Jor Promotion and Career Structures

It is clear from the interviews conducted in late 1992, and from subsequent
discussions with many police, that career achievement and satisfaction generally are
defined in terms of rank. As a result, there is a general push for promotion, as there
is no other major way of gaining status or recogmition within the organisation.
However, as the Select Committee on the Police Promotional Procedures (NSW)
found, police generally indicated that they would be content to continue performing
at patrol level without secking promotion to a supervisory position, lf there were
~ suitable salary and other rewards (1991, p. 41).

Recent reforms that have been introduced into the QPS have made it inaeaéingly
“important that the QPS look at ways of ensuring career development and rewarding
job performance other than through rank-based promotions. These reforms relate to:

[ the recruitment of tertiary graduates
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® the transition to a new rank structure

® the adoption of community policing as an organisation pliilosophy.

Recruitment of Tertiary Graduates

Due to various factors, including the recent changes to the QPS pre—entry criteria, the

~ - proportion of recruits with tertiary qualifications has increased markedly (see Figure

7.3). The transition to a more qualified workforce may present difficulties in later
years for the QPS. For instance, a study of graduates in United Kingdom police .
services found that graduate officers tended to have ‘higher carcer aspirations and
greater expectations of the work' than those officers without such qualifications
(Smithers, Hill & Silvester 1990, p. 114). In addition, graduate recruits were more
likely to resign earlier in their careers —. the major reason being related to career
prospects (p. 116).

There is not yet sufficient data to evaluate whether similar problems will be
experienced in the QPS, as increased graduate recruitment has only occurred in the
last three years, However, problems which have arisen elsewhere indicate the
importance of taking some appropriate pre—emptive action. Career development, as
well as recruiting policies that realistically present the career opportunities available,
are of critical importance.
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FIGURE 7.3: PERCENTAGE OF RECRUITS WITH COMPLETED TERTIARY
QUALIFICATIONS

Source: QPS recruiting data.

Notes: 1. Somemﬁmmns;bctakmininmpmﬁnsthisgmphdndtothemall'
number in the January/May 1994 group when compared to the other groups.

2 Theﬁgumsabovethebarsrepre;smtthemmberofremﬁtswhohavelh
‘completed tentiary qualifications. :

Transition io a New Rank Structure

In the interviews conducted in late 1992, police indicated that there was a general lack .
of support for the new rank structure, especially among officers below the rank of
Inspector. A common focus of criticism was the amalgamation of the "classes" within
the old ranks. For instance, under the old system an officer could achieve the rank
of Sergeant 3/C through the passage of time, whereas the rank of Sergeant 1/C was
attained through examination and promotion. These two classes were amalgamated
in the new rank structure. As a result, many officers felt that their skills and
experience were no longer being recognised. :
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The negative effects on morale caused by the implementation of the new rank
structure led the PSMC, in its review of the QPS, to recommend the introduction of
a "stripe” for longer serving Constables (1993, recommendation 83, p. 166). The
stripe was apparently intended to be a recognition of the skills and experience of these
officers. Concern about the stripe becoming a de facto rank was expressed by various
parties, including the CIC. Various alternatives to the "stripe” are currently being
examined by the QPS.

This example illustrates the importance of insignia and rank to the recognition of an
officer's performance within the QPS. Such an emphasis creates a "push" for
promotion —~ officers advance up the rank structure as an organisational reward for
their work. This upwards movement of officers leads to:

[ Job dissatisfaction and lack of motivation among many officers as the
promotion opportunities above the rank of Senior Sergeant are limited.
Traditionally, the bulk of officers remain below the rank of Inspector for
most of their careers — over the last four years, the percentage of officers
below the rank of Inspector has been around 95 per cent,

e A shift of experienced officers away from "the streets” (see below).

Adoption of Community Policing

The adoption of a community policing commitment by the QPS requires a change to
carcer structures to emphasise the role of general duty .officers.

In the present vertical career structure, - officers who are performing well "on the

streets” must seek promotion to supervisory/administrative positions "off the streets”
in order to progress within the organisation. In essence, often the only mecans of
rewarding a good general duty officer is by removing him or her to an administrative
Or supervisory position. '

Over the last five years, around one-third of the QPS has been of the supervisory
ranks of Sergeant or above (see Figure 7.4). In June 1994 there were 2,126 officers
in these supervisory ranks, representing approximately 34 per cent of all police. This
high proportion of supervisory police can have a serious impact on deployment,
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because under current operational arrangements movement 10 more scnior ranks
frequently involves a shift away from direct service delivery.”

These practices are difficult to reconcile with the philosophy .of community policing.
They contribute to a lack of status for general duty and patrol work, and the loss of
motivated competent officers from such assxgnments (Sparrow, Moore & Kennedy
1990, p.226) -

of Total Police
?.

01— T T T Y T T | p— T T T
883 W84 W4ES  USES 6T WIAE SIER WSO SOS1 S192 ;MY 344

Year

FlGURE' 74: SUPERVISORY RANKS AS A PERCENTAGE OF TOTAL POLICE
(1982/1983 1O 1993/1994)

Sources: QPS anmual reports and statistical reviews; QPS records; CIC records.

86 For instance, a8 noted in Chapier Five, an examination of duty rosters for December 1992 in
- lmqmptovindﬂdtyshowedm&rgemmpctformdpauoldnuumuﬂyﬂpwwmd
- the total shifis for that month.
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Notes:

1. ‘Supervisory ranks' consist of the ranks of Sergeant and above.

2, The dotted line represents the change to the new rank structure. Some care -
must be taken in comparing the years before and after this line. In the years
before this change (1982/1983 to 1991/1992), the rank of Sergeant 3/C was
excluded from these figures. This rank was attained through length of
service and was not a promotion. As a result, it did not usually have
significant supervisory duties. The figures collated by the QPS do not
distinguish between Sergeants 3/C, Senior Constables and Constables.
However, with the change to the new rank structure, Sergeants 3/C were -
incorporated into the new 'Sergeant’ rank. These officers are included in the
figures for 1992/1993. The only figures available show that, for 1990/1991,
the proportion of officers at the rank of Sergeant 3/C was about two per
cent.

. 3. For the years 1982/1983 to 1990/1991, the ranks of Chief, Principal and

Senior Techmcal and Scientific Officers were included. These were swom
positions that existed before the new rank structure.

4. The figures used for calculating the rank distribution for 1993/1994 are as

at 1 June 1994. All other figures are as at the relevant financial year.

Summary

The three issues discussed above demonstrate the need for the QPS to consider other
types of career structures, rewards and incentives. The CJC understands that these
issues will be addressed by the QPS in the course of developing a Human Resource
Strategic Plan. Possible strategies that might be included in this plan include:

overlapping pay scales’

contract employment (based on the career benefits to officers of such
employment)”

87
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'IheQPShasadvisedthatitanﬁcipatesthattheintroduqﬁqnoiovﬁlappingpayscalesand,
in particular, contract employment would involve extensive negotiation with both the unions
and central agencies. Thepownualmst,alcastmthelmuﬂstages.muldhemderable _

(Correspondeace, 9 June 1994).

For example, a 10—year contract could provide for the payment of a year's salary upon pon-—
renewal by either party. Such a payment allows an officer 12 months to establish another



] redefining the roles associated with each rank (for example, defining some
' Sergeant roles to include more patrol duties)

. flexible leave without pay arrangements, to allow officers to pursue
educational and other professional activities outside the QPS.*

These strategies should also be supported by appropriate selection criteria for-
promotion. Wherever possible, selection criteria should reflect the values inherent in
the community policing model. Although general community policing criteria are
incorporated in job descriptions, many officers interviewed in late 1992 were sceptical
that a commitment fo community policing was taken seriously as a criterion. As
community policing activities were generally undertaken by officers on top of their
standard dutics, many felt disadvantaged; many officers also believed that
inappropriate measures of commitment were used. In practice, panel members and
applicants tend to be reluctam fo accept innovativeness and other non—traditional
policing selection criteria.® In the longer term, if the QPS is to move further towards
a community policing model, values and skills appropriate to this model must be
~ recognised and supported in corporate and regional goals, training and pollcmg
strategies (see Chapter Four). '

CONCLUSION

Since the Fitzgerald Inquiry, the QPS has introduced merit-based promotion
procedures, a formal mechanism for determining some transfers, and a review process
with more informal proceedings. Inmostrespects,ﬂneprooeduresintmducedare :
consistent with the Inquiry's recommendations. The QPS has also initiated reviews
of its transfer, promotion and review procedures. A future overhaul of the promotion
process, involving key stakeholders within and outside the QPS, is being proposed.
Overall, there has been a scrious effort made to reform, and:mprove,h'ansfetsand
promotlons within the organisation.

89 'I‘hmarcsomeptmmons ions for unpaid leave ava.ilable..

90 The QPS in its response to a drafc of this report, disagreed with this assessment:
In general terms, innovation and community response are recognised by panels and
often recognised significantly. Also these arcas are usually included in job
descriptions albeit necessarily in general terms. (Comespondence, 1 August 1994)
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Although there is now more professionalism in these procedures, there arc some
broader issues in the gencral operation of the system. These problem areas will not
be adequately met by simple procedural changes to the existing system; rather, their
solution involves changes to the management of promotions. It is likely that these
issues will be addressed as part of the promotions reform to be initiated by the QPS.

The main issues identified in this review are as follows:
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The management of sclection pancls needs to be addressed. Strategies such
as intensive training for potential panel convenors, clearer policy standards
and the use of convenors external to the regions on panels would help
improve the quality of selection decision-making.

Selection criteria for all positions need to give more weight to innovativeness,
creativity and, where appropriate, a commitment to community-based
policing. In practice, sclection panel members and potential applicants often
appear reluctant to accept selection criteria reflecting non—traditional policing
values. At one level, this can be addressed through improved selection panel
training and feedback to unsuccessful applicants. The value placed on
various aspects of policing should also be reflected in training strategies, and
regional and corporate goals. '

The structure of the promotions process needs to be reviewed in light of the
difficulties caused by the considerable number of promotions each year, the
lateral mobility of officers, and the need for more objective assessment of
"merit". Through a consultative process, the QPS is proposing to develop
options to improve the consistency and objectivity of the promotion process:
one key suggestion is to link eligibility for promotion with the satisfactory
completion of developmental training for particular key ranks/positions.

Better mechanisms need to be developed for the identification and resolution
of problems within the transfer, promotion and review procedures. Current
monitoring practices have been inadequate for identifying and addressing
some of the fundamental problems with these procedures.

Systematic career planning must become an integral part of the QPS
management of its human resources. - Career planning is an important
mechanism of support for officers, as well as an important management tool
for the organisation. Senior management must ensure that career planning
structures such as the PPA arc used. The QPS review of its promotion and
transfer procedures should assist in providing more focus on career planning
and performance appraisal systems.



® The development of alternative career structures needs o be seriously
considered. This will require the restructuring of career paths within the
‘organisation. The traditional policing career is vertical in nature — an officer
works his or her way up the rank structure. However, for the bulk of officers
their careers will-not progress past the rank of Senior Sergeant. If the QPS
is to retain and maintain motivated and competent officers, alternative career
structures are needed. Possibilities to be considered are overlapping pay
scales and the redefining of the roles of various ranks. These issues will be
considered by the QPS in the process of developmg its Human Resource
Strateglc Plan.

. The QPS should work towards lessening the close connection of rank with
status and pay. The close association of these factors has had several
negatlve consequences for the adoption of community-based policing. It
results in the movement of experienced officers out of the operational area
and highlights the continuing low importance atached to the general duties
role. The development of overlapping pay scales would be one potentlal
strategy for addressmg this issue.

Overall, the reforms which have been made to transfer, promotion and review
procedures represent an important step by the QPS towards more effective
management of its human resources. The task now is to consolidate these
improvements and provide a direction for the futuzre.
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CHAPTER EIGHT
STATE CRIME OPERATIONS COMMAND

State Crime Operations Command consists of a collection of specialist investigative
units that supplement regional policing capabilities. Unlike the regions, State Crime
Operations is organised on a functional basis and has a statewide responsibility.

Initially, State Crime Operations was known as Task Force Command, and included
a number of operational support units (such as the Special Emergency Response
Team) as well as the specialist investigative units. Task Force Command was
established as the result of the Fitzgerald Inquiry. Following the PSMC Review, Task
Force Command was- split into State Crime Operations Command and Operations
Support Command. -

This chapter examines:

° the Fitzgerald Inquiry criticisms of the specialist criminal investigation units
in the QPS :

. the Inquiry’s recommendation for the establishment of a Task Force
Comsmand ' : o

) the development and structure of State Crime Operations Command

' ) issues relating to the cwrrent State Crime Operations arrangements in the
' QPS. ' _ :

FITZGERALD INQUIRY AND CRIMINAL INVESTIGATION

Originally, many functions now carried out by State Crime Operations were the
responsibility of the Criminal Investigation Branch (CIB). The CIB was the largest
specialist group within the QPS, under the control of an Assistant Commissioner
(Crime and Services). It bad its headquarters in Brisbane and maintained offices in
each of the former regions.. Originally detectives outside Brisbane reported to local
District Officers.
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At the time of the Fitzgerald Inquiry, the CIB included the various specialist groups
listed in Table 8.1. '

TABLE 8.1: PRE-FITZGERALD INQUIRY CIB SPECIAL SQUADS

Special Squad

Major Crime
Homicide

| Acmed Holdup
Drug .
Break and Ener
Dealers
Metro. Field Staff
Auto Theft

Snmce Fitzgemld Inquiry 1989, p 239.

Note: ‘Metropotitan Field Staff was a squad that dealt with tasks not nonnally handled by
the other CIB squads. Generally, it assisted other squads in their investigations or
supplemented their stafﬁng as required.

* Information from the special squads within the CIB was collated and mtegrated by -
two major units: the Information Bureau™ and the Bureau of Criminal Intclligence
Queensland (BCIQ).

) | " The Information Bureau cssentially dealt with data on reported crime (Such as complainants,
.molupmpeny,ujmndoﬁeneerepommdaimmlhsmms)mdmﬂwdhnm
information (for instance, various licences). It was redeveloped into the Information
Management Bureau after the Fitzgerald Inquiry, and more recently has been reorganised into
the Police Information Centre and the Information Resource Centre.
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According to the Fitzgerald Inquiry, these specialist squads:

. were overrated in their ability to make an impact on crime within their arca

of speciality _

were largely unaccountable in terms of the activities of individuals and units
used up considerable resources without needing to justify results

limited the opportunities for general police to enhance their skills

were ad hoc responses (o crime préssures that depleted resources available for
local law enforcement

in some cascs had complete control over particular types of criminal
investigations :

had fostered corruption
tended 1o guard their information ‘jealously’
were supported by an ineffective intelligence unit that had a limited capacity

to integrate and disseminate information throughout the QPS (1989, pp. 240,
269-270). ' '

The Inquiry concluded that, in all but a few cases, the task of investigating or policing
any -particular type of criminal conduct should not be the exclusive concern of a
particular squad: : .

the tasks performed. and techniques used by specmllsl operational squads are only

- aspects of standard police work. The process of taking statements, preserving the

scencs of crimes, keenly observing, making inquiries, evaluating information and,
where necessary, exercising powers such as 10 search premises or search or detain or
arrest persons is the same. Only the relevance of particular facts or lines of inquiry,
as pertinent to different types of possible offences, changes. Greater prowess as an
investigator is the product of natural imagination, perceptiveness, analytical ability and
dedication, not ‘speciatized or specific' leaming or physical or trade skills. Police skill
but not specialist skill is what is needed for these tasks. (p. 240)

At that time, little emphasis was given to developing these skills for policé officers
other than detectives, : '
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The Fitzgerald Inquiry addressed its concerns in two major sets of recommendations.

First, the Inquiry proposed a new approach to organising criminal investigative
activity. Under this scheme, special squads would be progressively replaced by the:
establishment of a Task Force arrangement within a regionalised community—based
police service (see Table 8.2 for the specific recommendations). Most activities would
be handied by local police — Task Force Command' was to deal with the few
exceptions that could arise under the regional model (p. 243). Second, the Inquiry set
out a number of recommendations to improve the management and dissemination of
information and intelligence for criminal investigation, and policing more generally.
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TABLE 8.2: MAJOR FITZGERALD INQUIRY RECOMMENDATIONS

ON TASK FORCE

Reoommeldatidl ClL1
The recommended structure provides for:

@

a clear division between operational, Task Force, and administration/support
functions :

Recommendation C1.2

three commands, viz., Region, Task Force and Support Services

Regional Commanders 1o be entitled to call upon the administrative, operational,
andTaskForcesupportﬁ'omHeadOfﬁceandtobemmmmmd of any such
units located in their regions _
the position of Commander of the Task Force Division to be established in
Head Office at a level equivalent to Regional Commanders

®)
©

®

Recommendation C.1.3

@

©

Regional Commanders assume responsibility for:

@iv) direction of specialist support by Task Force personnel at reglonal
level.

Task Force command, which will contain personnel based in the regions and

: Head Office, assume responsibility for:

)] operations against major crime and organised crime
(i)  assisting regional command in specific investigations
(iii) - assuming temporary responsibility for particular problems in particular |

areas '
@iv) covert and surveillance operations
v) anti=terrorism operations

Recommendation C.L4
Task Force staff:

(@)
®
©

§ @
O
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be recruited by competitive entry at any rank based on merit

include both pelice and civilian specialists

include persomnel seconded on short term assignment from other
jurisdictions

assume regional responsibilities when not required for Task Force duties
be encouraged to move into and out of regional operations at various stages
of their careers




Recommendation C.L6

) all police officers on duty, mdudmg those on detection and investigative .
work, and Task Force staff, aretobemmfm‘mmallbmexcepnonal
circumstances

Recommendation C.19

the present system of specialised units each with its own hierarchy, including specialist
- criminal investigation squads, be progressively abolished in conjunction with the
regionalization process :

Source: Fitzgerald Inquiry 1989, pp. 380-382.

Task Force Arrangements

It is difficult to determine the precise nature of the Task Force arrangements proposed
by the Fitzgerald Inquiry. First, the meaning of 'task force' is unclear. The proposals
in the report do not adequately distinguish between the creation of an organisational
structure of a Task Force Command and the use of task forces to deal with particular

- crime problems. Second, the Inquiry did not discuss the role of regional CIBs within
the Task Force structure: were they to disband, or to continue? However, by
implication, specialist detective roles were to be generally abandoned. It is clear that
the Inquiry envisaged most criminal -investigations being conducted at the local level
by local police, supervised and supported by the region (1989, p. 243). This reflected
the community-based focus that was recommended by the Inquiry.

The principle features of the Task Force Command arrangements proposed by the
Inquiry were as follows

. Task Force Command would comf)leﬁlt the investigative capacity of the
regions and extend operations of the QPS to statewide activities. '

° “Task Force Command would be responsible for operations against major and
organised crime.

. Task Force Command would assist Reglonal Commands in specific
investigations as requested
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. Individual "mini" task forces would be constituted to deal with a specific
major or organised crime problem: '[t]he principle of Task Force organisation
should be assignment-specific with a minimum number of permanent
established Task Forces' (p. 244). Once the problem had been sufficiently
dealt with the mini-task force would disband. However, the Inquiry
recognised the need for permanent specialist functions in the areas of drugs,
covert surveillance and fraud, provided that such activities were adequately
resourced (p. 244).

e Task Force Command would operate through personnel based in the regions
and staff located at central Headquarters. ch:onal personnel were to be
regularly rotated through task forces. When not engaged in an assigned task
force on a major, or organised crime activity, Task Force members would
assume normal regional responsibilities. Consequently, Task Force Command
personnel, located in the regions, could supply any specialist investigators and
operational support required for local investigations (p. 244).

. These task forces were to be composed of staff with skills appropriate to the
problem being tackled. This implied a multi-disciplinary and, sometimes, a
multi-regional approach to investigations. It was envisaged that Task Force
Command staff would include both police and civilian specialists where

appropnate (p. 244).

® Task Force Command members would gain skllls by moving in and out of
Command operations without the need for membership of a task force to
become an exclusive carcer option (p. 244). It was anticipated that
assignment to Task Force Command would 'avoid long periods of continuous
‘contact or associations between groups of Task Force members and criminal
‘elements’ (p. 244). :

Role of Intelli_gence

There was one major recommendation covering both information and intelligence —
that information systems be reviewed, emphasising reorganisation and the development
of contro] systems for access (1989, recommendation B.1.6, p. 378). The Fitzgerald
Inquiry envisaged one professionally managed unit, handling all the crime information
and intelligence of the QPS, to replace the BCIQ and the Information Bureau (p. 270).
The QPS intelligence function was to be overseen by the CJC's Intelligence Division,
which would work closely with the QPS to monitor and report on the progress of
criminal intelligence activity within the State (pp. 317-318).
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DEVELOPMENT OF TASK FORCE COMMAND

On 12 March 1990 the Metropolitan' CIB was abolished. In its place, a Task Force
Command was established with the Assistant Commissioner’™ being appointed in June -
1990. The Assistant Commissioner reported to the Deputy Commissioner

(Operations).

Task Force_ Command was the location for a diverse policing group. It contained the
remains of the Metropolitan CIB left after regionalisation, establishment of the CJC,
attrition and disciplinary action. It also included several operational support units that
could not be completely decentralised, such as the Special Emergency Response
Team.” However, as late as 1991 units such as the Prison Liaison Unit™ were still
being located within the Task Force Command structure. Appendix 6 briefly sets out
the changes made since the Fitzgerald Inquiry.

The role of Task Force Command was not defined until 21 January 1991, when a
mission statement for the Command was adopted. The role and responsibilities of
Task Force (Critne Operations), the group of criminal investigative units within Task
Force, were identified in a circular to all regions, dated 22 January 1991.

In June 1993, Task Foroe Command was split into State Crime Operations Command
and Operations Support Command as a result of the PSMC Review. State Crime
Operations Command now consists of the criminal investigative and intelligence units.

The current State Crime Operations has evolved over the last three years through a
series of reviews that bave modified the Fitzgerald Inquiry recommendations in 2
varicty of ways. These reviews include the following:*

] Task Force (Crime Operaaons) Review, by a Consultancy Bureau team, 1990
(Weber rev1ew) :

° Review by the Police Inspectorate, August 1991 (confidential)

92 At that time, the position was called 'Commander’.

93 Although some of these units have a number of part—time or full-time members in various

regions.
M Now known as the Corrective Services Investigations Unit.
95 Indwldnal units of State Crime Operations have also been reviewed, For example, the BCIQ

was subject to a review in 1990,
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(] Evaluation of the Detecaon of Offences Program by the QPS and Queensland
' Treasury, February 1992

* Rewew of Task Force (Crime Operations), by Task Force members, April
1992

® Review of the Queensland Police Service by the PSMC, April 1993.

These reviews generally took different approaches to that of the Fitzgerald Inquiry,
- with the result that the Inquiry model was progressively modified. The following
discussion examines how these reviews have contributed to the present organisation
of State Crime Operations.

‘Weber Review

As part of the implementation of the regionalisation m, the criminal investigation
functions of Task Force were examined by a team attached to the Consultancy Burcau,
with assistance from selected serving QPS officers.

This tcam was directed 1o review the structure, functions and operations of the
existing Task Force and to make detailed recommendations relating to the role,
responsibilities,  staffing, organisation and operations of Crime Operations, in
accordance with the recommendations of the Fitzgerald Inquiry (Consultancy Burean
1990, p. 2). The review commenced after both a new Police Commissioner and Task
Force Assistant Commissioner had been appointed. By then, Task Force had been
accommodated in the new Roma Street premises. This meant that certain squads and
some practices were already settled by the time the review team examined Crime

Operations.
The Weber review concluded that:

[ The function of Crime Oper‘ations. was unclear and confusion continued
regarding its authority, responsibility and lines of command.

e - Although the "popular image" of the group was that of experienced detectives

especially selected for their criminal investigation skills, the existing Crime
Operations group did not have the capacity to fulfil such a role.
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The "remnant® specialist squads were simply too small, and investigative
efforts too fragmented, to be effective. Their role was limited and constrained
by 2 lack of specialist intelligence, surveillance and undercover capacity, as

“well as a generally reactive investigative strategy.

Therewerenoformalmtenaforengagmnentorassnstance Requests from
regions were dealt with on an mdwldual basis, with no mutually understood
guidelines for co—operation.

There was widespread f.ruslratmn throughout Task Force and the neglons, as'
the roles of each were unclear (1990, pp. 3, 8—9)

The major recommendations of the Weber review were that:

Crime Operations be restmctured

a Major Crime Group with the ability to form investigative task forces replace
a multitude of smaller -crime mnits :
up to 25 per cent of Crime Operations be staffed by regional detectives

through staff rotation and secondments aimed at investigative skills
development (pp. 16, 33).

These recommendations were adopted by the QPS, with the important exception of
the proposal that Crime Operations be staffed by up to 25 per cent of regional
detectives. While this recommendation was consistent with the Fitzgerald Inquiry
proposals regarding secondment of regional personncl, it was rejected afier discussions
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between the Deputy Commissioner (Operations) and regional Assistant
Commissioners, due to administrative, financial and operational considerations.® The
rejection of this recommendation effectively ensured the growth of Crime Operations
by creating a large permanent staff.”

Inspectorate Review

Task Force was reviewed by the Inspeciorate (an internal monitoring unit within the -
QPS) in August 1991. The aim of this inspection was to report on the current

standing of:

organisational charts

Performance Planning and Assessment structure

the internal and external processes of communication

internal controls related to project management.
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For example, it was calculated that an officer moving to Brisbane to work in Crime Operations
would cost the originating region $7300.80 for two months and $103.20 per day thereafter.
However, thiy estimate must be qualified in three major respects:

this calculation was not accurate for all regions, as metropolitan regional transfers
would have incurred no such costs . )
the estimate did not take into account the cost of maintaining a permanent squad in

the ociginal concept did not necessarily involve the location of all officers at a central
place. -

These points aside, it-was certainly the case that

regions did not wish to lose staff to Task Force if that staff member could not be
replaced (note that regions do not gain extra staff to replace the seconded officers)
regions did not wish 0 pay for staff engaged in Task Force activities which may
have had nothing to do with that region. '

. strategic plans/goals
®

]

.
96

_ Headquarters
»
97

Regioné aoqmmced to the creation of permancnt Task Force positions, even though some
expressed reservations about losing their "best detectives™ to Task Force,



Two significant findings of this review were that:

(] Task Force should not grow scparately from the rest of the QPS and should
-maintain statewide aims and goals.

) ThcrewasaneedtoreviewthestmctureofTaskForce. Task Force had
become a repository of various police establishments which had not been
allotted to a Regional Command for a number of reasons. These included
units which were not needed in all regions, ceremonial units, and many
support units which had a potential statewide role. -

Queensland Police Service and Treasury Review

In February 1992 the Treasury completed its evaluation of the QPS's Detection of
_Offences Program. The overriding concern of Treasury was to implement integrated
- management practices in the QPS. The Treasury report noted that:

(] Although the Fitzgerald Inquiry envisaged a regionally and centrally based
group, Task Force had, in fact, become solely ccntraﬂy based.

] Task Force was not providing services based on statewide priorities. Rather,
1t appeared to concentrate on the more heavily populated arcas of the State.

‘e Due to a number of factors specialist squads had re-emerged‘

Treasury was basically supportive of this last development, arguing that the concept
of disbanding all specialist squads had been an over-reaction which had had a
detrimental effect on police effectiveness in criminal investigations (QPS &
Queensland Treasury 1992, pp. 55-57).

Internal Task Force Review

A review of Task Force (Crime Operations) was conducted internally by Task Force
* members in April 1992. Its focus was on administrative issues such as structures,
staffing, and training. Amongst other matters, the report accepted that specialisation
within Task Force (Crime Operations) should be retained as a necessity (QPS 1992e,
p. 4). Thus, the structure it proposed did not disturb the squad arrangements already
in place. '
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The review did not attempt to assess how effectively the organisation addressed the
problems of criminal investigations. Instead, it looked briefly at the internal efficiency
of particular squads and supported calls by the various units for increased resources.

Public Sector Management Com_missidn Review

In its 1993 review of the QPS, the PSMC examined aspects of Task Force

arrangements. The most serious issue raised in the report was the claim that Task

Force (Crime Operations) attended to only 1.2 per cent of total major crime in the

State (1993, p. 98). The PSMC did not provide any details about how this estimate

was obtained. In any event, this type of statistical measure is not an appropriate way

of assessing the value of Task Force. Other factors that should be taken into account
include:

) The different types of investigations conducted by Task Force Command.
' The PSMC figures do not differentiate difficult, protracted. or resource—
intensive investigations from the more routine.

e The provision of substantial non-operational assistance by Task Force .
Command, such as advice, on a continuing basis. For instance, the Auto
Theft Team within the Major Crime Squad handles requests for advice and
assistance daily.

e The use of joint investigations that lead to an arrest by a region without Task .
Force Command having the arrest attributed to their efforts. For statistical
purposes, arrests are generally attributed to the reglon in which the incident
was reported,

) The training role of Task Force Comimand.

In all, the PSMC made eight specific recommendations relating to Task Force (1993,
pp- 100-101, 106). These dealt with the restructuting of Task Force into State Crime
Operations and Operations Support, the development of a workload-based analysis of
the appropriate locations of detectives, the implementation of monitoring and
accountability mechanisms, financial guidelines for the meeting of Task Force costs
in regional operations, and the reorientation of Task Force to be 'task specific'.
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According to the QPS, at the time of writing, only two PSMC recommendations
_ (namely, 32 and 33) remain to be implémented. These recommendations concein the
~developiment of a workload—based analysis of the appropriate Jocation of detectives

in Crime Operations compared with possible regional major crime uaits, and the

establishment of monitoring and accountability mechanisms. Work has commenced
on these issues, but progress will be slow due to the absence of adequate information
systems. A special project team has been formed, with input from the CJC, to address
the issue of monitoring performance. It is anticipated that the project will not be
completed until the end of 1995.

PRESENT STATE CRIME OPERATIONS ARRANGEMENTS

There have been some major changes to the organisation of Task Force Command
since its establishment. When it was initially set up, Task Force Command was a mix
of specialist criminal investigation, criminal intelligence and operational policing
support units. Since the PSMC's report was released, Task Force Command has been
"pared down" to Crime Operations and the BCIQ, and is now known as State Crime
' Operations. The operational support units are now located in the Services Division
of Operations Support Command.”® Under the new arrangements, both State Crime
Operations and Operations Support Command report to the Deputy Commissioner
(Operations).

The present units within State Crime Operations are shown in Table 8.3.

98 ExamﬂesofthemaaﬂmalmppmtmiﬂlmﬂedmOpﬂaﬂmSumthommndindudethe
PohceOommnmcamcemmeMW'mg,DogSthheSpemalEm&gencyRW
Team,Dlsase:VictlmldenuﬁcanmandRaﬂway Squads.
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TABLE 8.3: CURRENT STATE CRIME OPERATIONS UNITS

Detective Superintendent's Office
Administration and Co-ordination Unit

Education and Research Unit

Counter Terrorist/VIP Protection

Crime Stoppers

Drug Squad

Wildlife Protection Squad
Fraud Squad

Homicide Squad

Covert/Surveillance Squad

Source: State Crime Operations Command.

_
Inteltigence, Education and Training Unit

Child Abuse Investigations Unit
Child Exploitation Investigations Unit

Corrective Services Investigations Unit

Major Crime Invéstigations Squad
Missing Persons Unit

Sex Offences Investigations Squad
Special Oper_ations Team

Bureau of Criminal Intelligence

Technical Support Unit

Note: 1. At present, the Special Operations Team focuses primarily on issues relating
- to prostitution. ' : :
2. The 1994/1995 State Budget provides for the establishment of a Property
Crime Squad. .

Comparison with Fitzgerald Inquiry Recommendations

State Crime Operations, as it has developed, differs in a number of ways from the
structure proposed by the Fitzgerald Inquiry. Specifically:

. State Crime Operations is completely centralised. It does not consist of a mix
of regional and central personnel. Rather, the arrangement adopted is to send
out staff from a central location to assist in regional investigations.
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There remains a strong demarcation between general duty police and
detectives. The Fitzgerald Inquiry envisaged that criminal investigations
would no longer be the exclusive responsibility of detectives, but a part of
general policing within a community-based orientation. The Inquiry found
that certain basic tasks of detectlves did not differ from skills employed by
general duty officers.

Specialist squads have been retained, although there is considerably more
turnover than in the pre~Inquiry days. The approach adopted by the QPS is
based on generalist detectives who are rotated through dedicated squads.
Under the rotation policy, detectives work in a squad usually for about two
years before being reassigned to another squad.”

Due pnmanly to budgetary considerations, formalised rotation of regional
staff through State Crime Operations has not occurred, although there is an

. informal system of "rotation" through the operation of the transfer and

promotion system. However, this has not been a planned approach and the
amount of rotation can vary substantially from year-to-year.

The use of civilian investigative specialists within State Crime Operations has
been limited for a variety of reasons, including government policy on the
employment of public servants. To date, the use of civilians in the
investigative function includes two positions in the Fraud Squad and at Jeast
one in the Drug Squad. There is one cnvﬂmn mtelhgenoe analyst position
within the BCIQ.

9

The CIC recognises that certain units ar¢ maintained due to Ministerial directives (for cxample,
the Wildlife Protection Squad).
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STATE CRIME OPERATIONS: AN ASSESSMENT™

Benefits of Current State Crime Operations Arrangements.

Despite the major differences between current State Crime Operatibns arrangements
.and the original Fitzgerald Inquiry recommendations (as outlined above), several
benefits have flowed from the new structure. Specifically:

The accountability of both teams and their individual officers has been
enhanced. For example, there are six-monthly internal audits of the
expenditures of teams and squads; the Drug Squad undertakes cost-benefit
analyses at the end of its operations; and vatious teams require their detectives
to maintain time logs.

Strategic and operational planning is being. introduced to gulde the future
operations -and direction of teams

“The opportunity for the development of systeniatic corruption has been limited

by removing absolute exclusive jurisdiction over certain types of crimes.. In’
particular:

- there is no longer any assumption of exclusive responsibility for
particular offences by any squad — the same types of offences may be
investigated by cither regions or State Crime Operations depeudmg on
the circumstances -

- ~ the Assistant Commss:oner in each region generally has comml over
the criminal investigations within that region

- the internal rotational policy adopted by State Crime Operations
means that officers generally do not serve more than two consecutive
years in any squad. :

100
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'lhisassessmentisbasedcuinformatiohfmePS and CIC files, internal QPS reviews and
reports, interviews of police and CJC personnel in late 1992 and early 1993, and more recent
informal consultations with police from the regions and State Crime Operations.



Improved intelligence systems have been implemented. In 1991 the
Queensland Intelligence Database (QUID) was introduced. This initiative has
largely been successful, although some problems have emerged which have
been recognised by the QPS. Over the last year a network of intelligence
officers (known as the Queensland Police Intelligence Network) has been
established in the reglons to help with the collection” and dlssemmatlon of
information. :

State Crime Operations has taken on a substantial training role. Cuently it
provides most specialised investigative skills training within the QPS.'"™ For
example, State Crime Operations has been involved in developing courses on
economic crime, auto theft training, intelligence amalysis and investigative
skills. The Detective Training Program for the preparation of plain clothes

- officers for the classification of detectives throughout the QPS was also an

initiative of State Crime Operations.

The State Crime Operations arrangements allow a more proactive approach
to be taken. State Crime Operations detectives do not have to take calls for
immediate response except in limited circumstances. In contrast, the work of
detectives within the regions is incident driven, responding to reported or
detected crimes. Duc to their workload, regional detectives spend more time

+ processing offence reports than investigating,

The QPS's involvement in the QPS/CIC Joint Organised Crime Task Force
(JOCTF) shows a recognition of the limits of traditional forms of
investigation. This task force is structured to achieve a long—term, strategic
view of a crime problem. It comprises multi—disciplinary personnel organised
into teams. which employ broad investigative strategies.'” This is in contrast
to traditional investigations which tend to .be independent and unco-
ordinated.”™ The JOCTF has achicved significant gains in the investigation
of organised crime in Queensland.

101

102
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The extent to which general police are being allowed and/or encouraged to develop and use
criminal investigative skills i not known. Anecdotal evidence suggests that it is still limited,
and varies between regions and districis, '

State Crime Operations and the regions frequently supplement staffing in various operations.
Semnior personael in the CIC and the QPS regularly liaise. The overall operation of the JOCTF
is regulated by a memorandum of vnderstanding between the CIC and the QPS. .

The work of the JOCTF is described in some detail in the CIC's Annual Report 1992/1993.
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® - Though it cannot be accurately measured, a more professional, committed
approach within State Crime Operations appears to be developing. Interviews
with detectives have generally indicated a willingness to consider different
approaches to the crime problem and a preparedness to be more accountable.

Problems with Current Operation of State Crime Operatlons

There are several problems with the current operation of State Crime: Operations aﬁd
regional arrangements that need to be addressed by the QPS. These are not the sole
responsibility of State Crime Operations itself. These problems include:

] lack of mtegratmn with the regions, including the madequate management of
: regional requests for assistance

L difficulties in measuring the performance of State Crime Operations
. fragmented dissemination of investigative skills
] slow development of investigative skills training for general duties officers

. unclear intelligence role.

Integration between State Crime Operations and Regions

There are still some tensions in relations between State Crime Operations and the
regions. The responsibilities of State Crime Operations (Crime Operations Branch)
and the type of regional assistance provided (known as the terms of engagement) have
been formally documented. However, some regions have demonstrated a reluctance
to use State Crime Operations as a resource. Although this situation appears to be
improving, as recently as March this year senior officers in one non-metropolitan
region observed to a CJC researcher that they believed State Crime Operations still
gave priority to.the south—-eastern corner of the State, and that 'you had to pay for
them' to come into a region. Although these views may not be well grounded, the
fact that they are still being expressed is of some significance.
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. t '
The sometimes strained relations between State Crime Operations and the regions can
be attributed to several factors, including:

. Unclear definition of the responsibilities of State Crime Operations and the
" regions. There arc many facets of police work which do not fit neatly into
either a regional or State Crime Operations responsibility. When this occurs,
the deficiency often becomes a gap which State Crime Operations is obliged

to fill, : _

] The investigation of similar types of offences by State Crime Operations and
the regions. The charter of State Crime Operations gives it a specialised role
of investigating organised and major crime. However, regional detectives and
their State Crime Operations counterparts at present conduct investigations

-that are in many respects identical. Part of the problem bere is that the
definition of organised crime adopted by the QPS encompasses fairly minor
offences and does not necessarily suggest the investigation of large-scale
criminal enterprises. . In some cases, this has resulted in overlapping
‘investigations and the duplication of activities.

° The dominance of the south-eastern corner in the operational outlook of
State Crime Operations. The present structure is based almost entirely in
Brisbane. '

® Dissatisfaction wiih the working arrangements once State Crime Operations
detectives have entered a region. Some regional detectives have expressed
concerns that State Crime Operations engagement means the regions lose
control of the investigation, with the result that State Crime Operations, rather
than local, objectives are pursued.

This lack of integration between State Crime Operations and the regions is not simply
a State Crime Operations problem — it is also an issue for the regions and the
management of the QPS more generally. This situation is slowly improving as more
officers gain promotion/transfer into and out of State Crime Operations and as the
roles and responsibilities and terms of engagement of State Crime Operations become
more widely understood. For instance, a recent QPS survey, undertaken as part of the
implementation of the PSMC recommendations, indicated a reasonable level of
satisfaction with the current regional/State Crime Operations arrangements among
Regional Crime Co—ordinators. '
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Measuring Performance of State Crime Operations

The PSMC foand that there were 'no appropriate performance indicators to monitor
the performance [of State Crime Operations] for management purposes or external
scrutiny’ (1993, p. 100). At present, State Crime Operations has no clear performance
indicators for either the work of detectives or the organisational unit, and does not
systematically record information to measure such performance. For example, there
is no complete record of requests for State Crime Operations assistance and thus no
measure of State Crime Operations involvement in regional investigations.

In addition, some of the performance indicators in the QPS corporate plan are not
appropriate for assessing the work of this part of the organisation. For instance, levels
of victimisation or fear of crime are more easily associated with regional activities
than those of State Crime Operations. If State Crime Operations acts according to its
charter of 'organised and major crime’, then it should not be expected to compete with
the regions on similar performance indicators. Anather factor complicating the
measurement of the performance of State Crime Operations is that standard clear-up
- rates are not appropriate performance indicators in an organised crime setting. The
build—up of comprehensive data to- indicate the scale and scope of a particular
. organised crime area is painstaking and gradual. A similar issue is faced by the
JOCTF. The management of State Crime Operations is aware that a qualitative
approach to measuring success in these situations should be combined with traditional
quantitative indicators. For instance, the number of drug-related arrests of itself does
not indicate the seriousness of the offences involved.

As noted catlier, the difficult exercise of devising suitable performance measures for
“specialist detectives and State Crime Operations has now commenced. Input from.
various stakeholders, including the CJC, will be sought. - This performance
measurement project is seen as providing a base for the implementation of PSMC
recommendations 32 (developing a workload-based analysis of the appropriate
location of detectives within Crime Operations compared with possible major crime
units in regions) and 33 (ensuring adequate performance monitoring and accountability
- mechanisms). Until this project is completed, it will be difficult to provide an
accurate assessment of the contribution of State Crime Operatlons to the overall
operation of the QPS.
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Dissemination of Invesﬂgative Skills

Thefocusofﬂ:eTaskFome arrangementspmposedbythehtzgeraldlnquuywasthe
- greater involvement of uniformed police in criminal investigations. There remain
~ several barriers to increasing the partlclpatlon of uniformed police in criminal
investigations. These include:

. ‘Perce;mom of the role of investigation. Criminal investigation is still viewed
as a "special skill* and as the function of detectives. 'I'hlsnsawewheldby
both uniformed officers and detectives.

] meworkdemandsonmiformedstaﬂ Due to current work practices,
uniformed officers tend to be tied up in responding to calls. They often have
little time to undertake minor investigations or engage in problem—-solving.

(] .-The uniformed and detective structures. 'The existence of a strong
demarcation between uniformed and detective staff within the QPS diminishes
the incentive for uniformed police to become more actively involved in
criminal investigations. Criminal investigations are routinely handed over to
the detectives, rather than uniformed officers "followmg up on the initial -
complaint.

Training is a first step in overcoming these barriers. Knowledgeandskillswill
increase the confidence ' of uniformed officers to become involved in local
investigations as part of their duties. There will always be a role for specialised
detectives, especially in relation to the investigation of major offences and more
complex matters. However, the QPS must also provide the environment, in terms of
appropriate work practices and management, to aliow uniformed police to undertake
investigative work where appropriate. '

Training in Investigative Skills

The Fitzgerald Inquiry recognised that, with the transfer of specialist roles to the
regions, many more police would have to receive specialist training. However, until
late 1992 very little of this type of training was provided to plain clothes offioets,.\
detectives and general duty officers.

State Crime Operations is now playing a more prominent role in the areaofspeclahst
skills training. For example, generalist police are being assisted to identify altered
. vehicles by the development of a training package for regional use. Nonetheless, the
provision of specialist skills training still consists largely of fragmented responses to
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perceived problems, rather than being based on an overall assessment of the training
required by officers at various key stages in their careers. As discussed in the CIC's
report on education and training (1993b), a more strategic approach to the
development and planning of in-service training is required. In particular, the type
and nature of specialist skills training needs to be part of a broader education and
training strategy.

Intelligence Role

In the past there has been a perception among regional officers that the responsibility
of the BCIQ extends only to State Crime Operations. At times-this view has resulted
in a failure to distinguish between the activities of BCIQ and the Crime Operations
- arca. For example, this perception is reflected in recommendation 38 of the PSMC
report (1993, p. 106). The PSMC found that the surveillance activities of Crime
Operations and BCIQ overlapped and recommended their amalgamation (p. 106).
This proposal failed to recognise the strategic organisational purpose of the BCIQ.
The CJC agrees with the QPS decision that the surveillance responsibilities of BCIQ
and Crime Operations Branch should continue to be separate.

CONCLUSION

State Crime Operations differs considérably in structure and operation from the
arrangements proposed in the Fitzgerald Inquiry. In particular, State Crime
Operations:

[ ] is centralised

] is based on the generalist detective working within specialist units

. has no formal rotation of regional staff, although informally some rotation is
occurting due to transfers and promotions

] has few civilian investigative specialists, partly as the result of government
- policy on the employment of public servants. .

Notwithstanding these differences, the current State Crime Operations arrangements
‘have enhanced accountability and professionalism, improved intelligence and
resources, limited the opportunities for the development of systematic corruption, and
developed a strong fraining role. On this basis, the CJC endorses the retention of the
cwrrent squad structure provided a training role is continued and the rotation pohcy
maintained.

170



Several issues remain to be addressed by the QPS in relation to. State Crime
Operations and the role of detectives generally:

The current arrangements tend to maintain and reinforce the prestige of the
detective role. This is in contrast to the Inquiry's emphasis on the importance
of local uniformed police.'*

To date, there has been little investigative training for uniformed officers.
Training packages are gradually being developed, but insufficient
opportunities for local uniformed officers to use these skills have been
prowded by regmns.

There is mo acceptable method for assessing the work of detectives in
particular, and State Crime Operations in gencral. This is not unique to the
QPS. Other policing organisations also experience difficulties in measuring

~ the work of detectives. As indicated, State Crime Operations and QPS

management generally are well aware of the need to develop more appropriate
performance measures and have initiated a long-term project, with input from
the CJC, which should address this problem.

The telationship between State Crime Operations and the regions was
developed under ‘conditions of considerable organisational instability and
widespread uncertainty over roles and functions. This situation has improved
in more recent times, but further clarification of functions meeds to be
undertaken.

104

The QPS does not agree with this assessment. Inacommenlonanearherduﬂofthsrepon.

the QPS has stated that:
[l]hewnenImmgemntsmdstmgatStawGimGOPeuhmsOommmd , donot -
mppmtthebehefthattheDewcﬂwrdewitMntheQuemslandPohceSavicehmy
more prestigious than any other section within the Service, It is unavoidable within
any organisation that certain groups do attract a perception of clitism due to the
pature of dutics they perform. In many cases this is caused by media and other

organisations’ attention. (Correspondence, 9 June 19%4)
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'CHAPTER NINE
MANAGEMENT OF INFORMATION SERVICES

The need of the QPS for effective information services cannot be over—cmphasnsed
Inorderforpohoe managers to deploy their staff and resources to respond to frends
in criminal activity, they need information. Managers need to know what is
happening in their regions, districts and divisions and which types of incidents cause
the most problems (Committee of Review of the Queensland Police Service
Information Bureau 1992, p. 1). Without accurate and accessible information, police
cannot adequately manage their resources.

Until recently, the QPS has relied on manual collation, multiple non~integrated and
sometimes duplicated information systems, and limited accessing facilities. By the
- time of the Fitzgerald Inquiry, members of the QPS involved with information
management were aware of the deficiencies of these systems. However, the Inquiry's
criticisms and recommendations provided a catalyst for some significant reforms to
the information services of the QPS :

This chapter examines the management of information services in the QPS.'™ - In
particular, it discusses:

o the recommendations of the Fitzgerald Inquiry

. key management issues relating to planning and policy, oo—ordmauon, and
data integrity and quahty

FITZGERALD INQUIRY AND INFORMATION MANAGEMENT

The report of the Fltzgerald Inquiry hlghhghted the lmportanoe of information to
modern policing. The report stated that: -

Comprehensive accurate information is essential to combating cmne, especiatly
organized crime.

105 Aglomaryo!heyte‘rmispmvldedinApp@dix?.
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Relevammtmmareesseunalmplammgﬂ;epmperaﬂocauon of and needs for
police resources.

Reliable, comprehensive mformatlm is vital to any Police Departinent.
Most information comes from operational pollce,andawordmgly its reliability and

comprehensiveness is totally dependant onthemdmdualofﬁmwhopmvﬁen
(1989, pp. 168, 229, 268-269)

“ 'The Inquiry (section 8.8, pp. 268-273) also examined the QPS's information and
support systems; that is, the broad area of information management. The Inquiry's
report noted that '[e]vidence and submissions before this Commission point to
deficiencies in present information and support systems. within the Police Department
" which' seriously diminish overall performance' (p. 268). It also suggested that
‘improvements anticipated from systems developed in reoent years have not been
realized' (p. 268), due to:

* meffectlve management

* lack of strategic planning

® lack of iniegration of systems

° inadequate controls over the integrity and quality of information
(pp 268, 271). '

In the opinion of the Inquiry, these problems had manifested themselves in several
ways, including:

. the ineffective operation of the then Information Burean (now the Informatlon
Managemem Bureau)!” and the BCIQ

° the generation of misleading crime statistics

'.o the poor dissemination of information (pp. 269, 271-272).

106 Thehfmmﬁmumaémmmhubeenmdymgmheﬂhﬂomw&the
Information Resource Centre and the Police Inforination Centre. I-‘orthepmposesofth:s
chapwr the name Information Management Bureaw’ willbensed

173



Various proposals to improve the management of information in the QPS were made
by the Inquiry. The major recommendation'” was for a review of information
systems, emphasising reorganisation and the development of systems to control access
(see Table 9.1). The Inquiry also suggested:

* improvements in the dissemination of information on policy and procedures
by 'regular training and refresher courses’

e the expansion of computer message facilities

] the use of a combination of techniques to advise on and monitor changes in
information management, mcludmg computers, training squads, seminars and
reviews (p. 273) .

In addition, the structural changes in organisational arrangements proposed by the
Inquiry had consequences for information management (see pp. 273-281). One of the
' QPS’s three Commands, a Support Services Command, was to nclude "information
and intelligence' (p. 364). .

107 Sec also recommendations B.IL6 and C.1.30, pp. 378, 383.
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TABLE 9.1: MAJOR FITZGERALD INQUIRY RECOMMENDATIONS ON
INFORMATION MANAGEMENT

Recommendation B.IL6
comprehensive -review of police information systems in co—operation with specialist
external consultants and nfﬁce:s of the Police Department to achieve cbjectives as

follows:

(a) development of an information bureau, professionally managed by civilian
specialists, and responsible for all of the Department’s criminal records,
associated information and intelligence, and the collection, analysis, storage,

_ access, and dissemination of information by the Police

) definition of the complementary sole of the Police Information Bureau and the
Intelligence Division of the CJC, amd arrangements by which the Intelligence
Division will oversee the Information Bureau and its liaison with federal and

. interstate agencies, including the National Crime Authority and ASIO
© re-organization of the Computer Branch under a civilian manager
: development of control systems which facilitate legitimate access by field staff
to enable them to do their work effectively but prevent unauthorised access to
departmental information from inside or outside the Police Force, specify
- penalties for misuse, and ensure the integrity of information beld

Source: Fitzgerald Inquiry 1989, p. 378.

OTHER REVIEWS OF QUEENSLAND POLICE SERVICE
INFORMATION MANAGEMENT

As well as the Fitzgerald Inquiry, there have been pumerous other reports on
information management in the QPS. Aspects of information management have been
reviewed extensively, and often revisited, in recent years. Much of this actlv:ty was
a result of the Fitzgerald Inquiry's findmgs

These reviews have included:
. An carly report from external consultants commissioned by the Government

~ during the Fitzgerald Inquiry which proposed that $45-$50 million be spent
over five years to upgrade systems (Arthur Andersen & Company 1988).
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o Various reports from units within the QPS and external agencies, undertaken
to assist in the implementation of the Fitzgerald Inquiry recommendations.
These included an 'Information Bureau Staff Review' in 1989 by the QPS;
‘Information Systems Overview' in 1990 by the Consultancy Bureau; QPS
'Review of Information Systems and Intenal Communications' and 'Review
of the Computer Branch' in 1990; and the Committee of 'Review of the
Queensland Police Service Information Bureau in 1992.

6 Documents required by Treasury as a result of program budgeting. For
example, the Evaiuation of the Detection of Offences Program (1992)
discussed information systems. \

® More recently, information management was examined as part of the PSMC's
review of the QPS (1993). The PSMC review found that the QPS focussed |

* more on 'computing’ than the management of information systems (p. 230)

and that there was insufficient co~ordination of information services (p. 231).

Although deficiencies in the. information services of the QPS have been well
documented through these reviews, difficulties have been expenenced in achxevmg
effective reform. In particular:

®  The neglected state of the QPS's information systems and hardware af the
time of the Fitzgerald Inquiry, combined with the ongoing information
~ demands of officers, presented various budgetary and loglshcal obstacles to

upgrading.

° The continuing reviews of information management over the last four years
- have not provided a stable environment for implementing change. There
never seemed to be a period for “settling in".

. Although a strategic plan was prepared for 1992-1996, it was not until
‘recently that it was accepted by all those involved in information -
management.

Despite these obstacles, the QPS has undertaken a major overhaul and reorientation
of its information management practices. However, problems remain. The QPS's own
planning documents clearly indicate an awareness of the problems facing information
management and the difficulties attending their resolution. These issues are discussed
below, "
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CURRENT STRUCTURES AND STRATEGIES

| Structures

'Iherearetwostructures for the delivery of computing services within theQPS
. These are:

Regional Computer Support Officers who report to the Regional Assistant
Commissioners. Regional Computer Support Officers provide a link between

- central informatioh management, and police activities and needs at a regional

level., The people in these positions generally have broad work experience,
do not necessarily have formal qualifications in computer science, and have
wider interests than system development. Their role is broad, ranging ﬁ'om
wiring and computer installation to planning and policy issues.

A central Information Management Division, under a civilian Director,
consisting of several individual units concerned with various aspects of
information management. Both the Fitzgerald Inquiry (1989, p. 378) and the
PSMC (1993, p. 240) recommended the amalgamation of the various central
sections of the QPS dealing with information management (Figures 9.1 and
9.2 illustrate these changes). The Inquiry used the term 'an Information
Bureau' without necessarily meaning the then QPS Information Management
Bureau. The PSMC, in its review, refers to an Information Management
Division.'®

The organisational changes recommended by the PSMC have been
implemented by the QPS.

108

Contrary to the Fitzgerald Inquiry recommendation, intelligence functions have remained
separate, The BCIQ is located in the State Crimes Operation Command, with the CICs
hnelliymeDwmmnhavmganovervmgﬁmﬁion. 'I‘heCJClsofthewewthatthls
separation is justified.
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' I ‘ Commissioner of Police I

Deputy Commissioner,

Operations
® Regions ® Technical Services Directorate
— Regionai Computer — Information Planning
Support Officers Branch
' — Information Systems
® Task Force ' Branch
— Computer Support Officer
- Police Communications ' e Finance & Administration
. Centre (CAD) Directorate .
- BCIQ (QUID) — Information Management
Branch

‘FIGURE 9.1: MAJOR ORGANISATIONAL STRUCTURES FOR INFORMATION
MANAGEMENT - POST-FITZGERALD INQUIRY (1992)

Source: Adapted from QPS organisational chart 1992,

178



Commissioner .of Police
: (Board of Management)

® Regions _
- Regional Computer Support
Officers

® Operations Support Command
" = Police Communications
Centre (CAD)

® State Crime Opesations Command
- BCIQ (QUID)

® Information Management Division
— Information Systems Branch
— Information Planning Branch
— Information Resource Centre
— Police Information Centre

FIGURE 92: MAJOR ORGANISATIONAL STRUCTURES FOR INFORMATION
MANAGEMENT — CURRENT (1993/1994)

Source: Adapted from QPS organisational chart 1994.

Note: For the full organisational chart, see Appendix 3.
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Strategies

'IhestratcgiesproposedbytheQPS for current and future information

have two broad aims: long—term system integration across the QPS, and short-term -
duecnngofresoumestowgentneeds This blueprint has been provided in three
major documents, namely the:
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Queensland Police Service Information Straregw Plan 1992-1996, prepared

by the QPS Information Planning Branch. This plan, which has been

accepted by management, provides the direction that the QPS needs for its
information management functions. Importantly, it identifies the essential
information needs of the QPS and the current major mformatwn systems
servicing police officers (see Table 9.2).

Queensland Police Service Irgfonnam Technology Operational Plan
1993-94, which looks at the progress to date of the Information Strategic
Plan and schedules the implementation of the more immediate initiatives.

Queensland Police Service Information Technology Archuecture Study (1992), .
which concentrates on hardware issues confronting the QPS and outlines how
the technology nceds to be arranged to support the Information Slrateglc Plan.



TABLE 9.2: MAJOR QUEENSLAND POLICE SERVICE INFORMATION
SYSTEMS (1994) :
Queensland Intelligence Database (QUID)
' Cime Reporting Information System for Police (CRISP)
Computer Aided Despatch (CAD)
Traffic Incident System
Weapons System
Modified Drug Index
Persons of Interest System
Vehicles of Interest System
Property of Interest System
Traffic Oﬁenpe Notice Management System
Specimen Charges

Index System (including Criminal Offence Report Index, Corréspondence
Registers, Major Incident Recording and Tapes Index)

Vehicle Registration System and Drivers' Licence System (provided by Department
of Transport)

Source: QPS Information Management Division.
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CURRENT INFORMATION MANAGEMENT: AN ASSESSMENT

There is no doubt that .the delivery of information services has been enhanced since
the Fitzgerald Inquiry. For instance:

®  The introduction of Macintosh personal computers to all police stations in
1991 has substantially reduced the amount of paperwork and proved useful
in providing some standardised forms — although statewide standardisation of
allformshasyettobeachleved

® Computerised crime recordmg (CRISP) has been piloted and is now being
implemented statewide. CRISP is now operational in Metro—South,
Metro—-North and South Eastern. It provides valuable operational information
that is quickly available to police, has relieved police from some paperwork,
and should enable the compilation of more accurate and comprehensive
statistics on reported crime.'®

. An intelligence database (QUID) has been developed.

® The production and quality of crime statistics has improved due to the
redevelopment of the Information Management Bureau.

. A strategic direction to guide future development has been put in place.
However, as identified in various reviews such as that by the PSMC, several factors
have limited the effectiveness of cumrent information services delivery. These

problems are common to many large organisations that are heavily dependent on
information. They relate to:

e funding

® the development of corporate standards for the use of computing resources
and information systems

® data security

° the relationship between the central and regional computing structures

109 Although CRISP is an important source of information on reported crime, it does not provide
all the information required at a divisional level,
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® the accessibility of computing resources and information systems

) the provision of information for local management purposes.

Funding

Delivery of information systems is always a problem, particularly in periods of -
financial constraint. The pressure of previous investments in existing computing
resources — in terms of staffing, expertise, hardware, software and financial
commitment — can be intense. For example, the QPS's strategic plan makes a
commitment to open systems (QPS 1992b, p. 22), which would involve moving away
from the previous dependency on a mainframe computer. However, the amount of
funds ouflaid on the mainframe has created an understandable obstacle to moving to
an open computing environment.

The QPS has put together a composite strategy for upgrading information systems and
technology. The Information Strategic Plan called for $62 million over five years
- (QPS 1992b, pp. 77-78). Thus far, two special budgetary allocations for information
services have been provided; $5 million for the purchase of personal computers; and
$10 million recoverable funding for CRISP and infrastructure projects. The State
Budget for 1994/1995 includes an allocation of $30 million over the next three years
for the development of integrated information systems (Queensland, Parliament 1994c,
- p. 279). However, the funding of ongoing system maintenance has been, and may
remain, a problem. Possible alternatives for funding -information management are
currently being investigated by the QPS. Even if viable alternatives are found, it is
still likely that the Information Strategic Plan will end up being under—resourced.

Standards for Computing Resources and Information Systems

Historically, there were no consistent organisation-wide information system standards
in the QPS, although there were a number of localised "standards®. This is a common
phenomenon in many organisations. Absolute consistency is very hard to achieve, and
is not always viewed as desirable by users with an efficient, working, but supposedly .
“inconsistent” product a¢ hand for some particular task. As there were no consistent

standards across the QPS, local standards proliferated as police attended to their own
needs.
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The QPS is now working on several initiatives to establish corporate standards for
information management. These include:

® The development of policies for both hardware and software in line with the
Information Strategic Plan and the Information Technology Architecture
Study. In addition, the PSMC recommends that a migration’ strategy for
integrating various technologies and standards for Computer Systems Officers
be developed (1993, recommendations 142 and 144, p. 240). The QPS has
indicated that the implementation of these recommendations is progressing.

. An Information Steering Committec has been set up to co~ordinate systems
development within the QPS, especially projects that have implications across
the QPS. Despite the Committee's shortcomings (highlighted by PSMC,
Pp- 233-234), its establishment has prompted communication about what
projects are under way and their outcomes. ! S

L Project management guidelines are being introduced over the next two or
three years across the entire QPS. Simple procedures, standards and recording
processes for all projects (not just in information management) have been -
developed. These apply to all local and statewide projects. '

The development of these ‘standards should promote the move to integrated systems
as outlined in the Information Strategic Plan. However, there are three main
difficulties in establishing standards and moving towards integration. First, the very
success of a non-integrated, short-term system such as CRISP may act as an
impediment to the acceptance of standardisation. CRISP can hardly be taken away
from operational police without an equivalent standardised replacement. CRISP is
appropriately classified as a short—term improvement in the Information Strategic Plan,
but runs the risk of becoming entrenched as a long-term solution.

Second, there is a tension between the enforcement of standards and the dissemination

of innovative local products. Locally developed programs have to be registered and
approved by the Information Systems Branch. Major information management
projects (defined as those which have a substantive impact on more than one

- - organisational unit) must be submitted to the Information Steering Committee for

approval and prioritisation. Projects identified and proposed by a region are not
‘required to be approved by the Information Steering Committee, provided they do not

110 nePSMCmadeammbaofmmmdaﬁonsmimpwvetheopemﬁonofﬂdsCommim
(see recommendations 135-137, p. 23). As a result, the Commitiee has been restructured
(recommendation 135) and work is continuing on the other recommendations.

184



impact on areas outside that region. Dissemination of approved software is left to the-
regions. These strict requircments, although consistent with standardisation and
integration, make it difficult for regions to disseminate useful local products. For
example, Central Region produced a Traffic Fatality Database, which was not
distributed because work pressures did not allow the region to produce a manual,
develop a help index and comply with other stringent compatibility requirecments not
strictly necessary for a local system. Until these activities ‘are undertaken, this
database cannot be formally distributed to other regions. This example highlights the
need for the QPS to ensure a balance between integration and innovation.

Third, there are no monitoring mechamsms in place to enforce any standards. For
. instance, although there is a list of "standard" equipment, there is no means of -
ensuring that the regions actually purchase such equipment.

Data Security

Subject to the availability of a connected terminal, the QPS mainframe is effectively
available to all officers who have user identification and a password. The security
systems provide audit trails of all data accessed for query purposes and the
identification of the inquirer and the terminal used for the inquiry. Data security is
not a major problem on the mainframe. Matters are much less secure on personal
computers -and, to an extent, on local area networks, due in part to the nature of the
technology. The Macintosh personal computers cannot be locked up or have
individual directories secured.

The QPS has made few policy statements in this area, although various ad hoc
guidelines and directives have been promulgated. These directives have often been.
developed at a regional level by the Regional Computer Support Officer on behalf of
the Assistant Commissioner. For example, interviews in late 1992 and mid-1993
indicated that: :

e  guidelines had been issued about making back-ups to floppy disks

. directiveshadbeenissuedlaosmallerstationsﬂlatdisksarénotldbekepton
the person, but to.be kept ncar the personal computer

. officers had been informed that confidential information was not to be stored
on hard disks, but must put into safe storage.
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The issue of data security was also raised by the PSMC in its review of the QPS. The
CIC understands that the QPS is currently reviewing the security arrangements in
relation fo such matters.

Relationship Between Regional and Central Computing
Structures

Gcnerally, relations between the regional and central computing structures have beei
strained.  The main source of conflict has been between the Regional Computer
Support Officers and the Information Systems Branch, which has a co—ordinating role.
There have been several factors contributing to this situation, including:
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Perceptions of decreasing involvement by the Information Systems Branch in
regional computing issues. According to police and regional computer
personnel interviewed in late 1992, the regions believed that the Branch had

passed on the responsibilities for certain functions, without providing the

necessary resources to achieve them. Whether or not this perception was

correct, it was a source of frustration for regional officers. There were

obviously misunderstandings between the Regional Computer Support Officers

and the Informaticn Systems Branch about the level of support and assistance

that the Branch should be offering.

Workioad. Both Regional Computer Support Officers and the Information
Systems Branch have substantial work demands. A typical workload for a

- Regional Computer Support Officer was estimated at 60 bours a week in

interviews with some Regional Computer Support Officers. As a
consequence, these officers tend fto work reactively. The PSMC Review
found that Regional Computer Support Officers were not sufficiently
resourced (1993, p. 242). This situation has been compounded by the
Information Systems Branch's own high inttrnal workload commitments, and
its inability to offer greater assistance to Regional Computer Support Officers.

Unclear delineation of responsibilities between the regional and central units.
For example, the responsibility for the funding of regional computing

initiatives has not always been clear. As a result of the lack of guidelines,

individual regions and directorates were able to purchase personal computers
according to their own priorities, but networking of these purchases was the
responsibility of the central Information Systems Branch.



Overall, these factors indicate a lack of co-ordination and communication between the
Information Systems Branch and the Regional Computer Support Officers. Similar
difficulties were also documented by the PSMC (1993, p. 242), which recommended

tha_t the QPS:

clarify the financial obligations for the pmvls:on of information services

define the reporting arrangements for Regional Computer Support Officers

develop a strategy for the provision of support to Regibnal_ Computer Support

* Officers (recommendations 147-149, p. 242).

Implementation of these recommendations by the QPS is progressing.

Accessibility of Computing Resources and Information Systems

Access to computing resources and information systems is a significant problem for
the QPS. This is attributable to several factors:

Lack of networking. At present, access to large—scale systems is still limited
due to the lack of networking. Two examples demonstrate the problems that
this is causing operational police officers:

In April 1994 about 42 per cent of the State’s police stations were not
connected to the QPS mainframe computer. Some officers in outlying
stations without a connected terminal have to ring through (or
some cases drive) to the nearest station with a terminal connected to
the mainframe to record information (for example, traffic) or scarch
for information. This ties up equipment — for instance, telephones
and terminals — and reduces officers' time on operational duty, both
at the outlying station and the connected station.

Better use of CRISP and MAPINFO is hindered by the lack of .
networked personal computers. For instance, data from CRISP are
downloaded centrally and sent to district offices on disk so that the
information can be geographically mapped on MAPINFO. - Thus, for
urgent tasks, data entry for MAPINFO is carried out at district offices
rather than waiting for downloaded data to be delivered.
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The QPS is aware of the networking problem and is taking steps to address
this issue. Under the network replacement project,'! the AWA terminal
network will be replaced by PC-based networks which will ultimately link all
stations. The State Budget for 1994/1995 is providing $1.6 million for linking
the other 150 police stations fo the QPS mainframe (Queensland, Parliament
1994b, p. 66). This will enhance the usefulness of the pérsonal computers.
Once networked, it is envisaged that the personal computers will facilitate
access to all current large—scale computer systems (for example, CRISP,
persons of interest, motor vehicles of interest, drivers' licenses, criminal
histories, wanted and missing persons), allow access to electronic mail, and
facilitate data tranisfer. :

Lack of terminals. - Many officers interviewed during late 1992 were
concerned about the number of terminals and personal computers that were
available. It appeared that officers frequently had to wait to use machines to
complete tasks. Most regions belicved that the initial allocation of personal
computers under the tender was insufficient for the needs of officers,
especially in light of the increasing use of computers by the QPS. The
allocation of the personal computers was made on the basis of a four work—

‘station local area network for each 24-hour station and a stand—-alone personal

computer for all other stations. Regions could adjust these numbers subject
to every station having at least one personal computer and a maximum of
eight in each 24-hour station. The small discretionary component of regional
budgets has limited the ability of regions to rectify shortages themselves.

Inadeguate computer training. For the most part, personal computers have
been used as word processors. Where available, other uses have generally
also included information access and messages. However, more innovative
divisional or district use of the personal computers has been slow to develop.

~ Although lack of networking has contributed to this situation, inadequate

training is a key factor. With the introduction of the personmal computers,
short training sessions were conducted throughout the State. Individual
regions have provided further computer training in response to the needs of
their officers and there are also part-time District Computer Training Officers.

111
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Some regions have funded networking of their personal computers. For example, at the end of
1992 Far Northem Region had networked 16 out of 42 stations (excluding regional
headquarters).  Similarly, at central Headquarters all persormel computers in State Crime
Operations Command have been networked. '



Despite these steps, officers who were interviewed in late 1992 frequently
expressed a lack of confidence and knowledge in using the computers other
then as "type—writers". ‘This lack of training has hindered a more effective
use of computers at the divisional level for management purposes.

Production of Information for Local Management

At this stage, accessible and useable information has not always been available o
divisional managers on a statewide basis, although various initiatives by the QPS —

-, such as the implementation of CRISP throughout the State ~ should improve this

situation in the longer term.

Even when CRISP goes statewide, it will not satisfy all the information needs of local -
managers. CRISP is an important source of recent information, but it only produces
statistics of reported crime within a division. More information is needed if Officers~
in—-Charge of stations are to manage their divisions effectively and respond to the
individual needs of their communities. This type of localised information is vital to
the successful implementation of community-based policing.

The importance of utilising a wide range of information has been shown in the CIC's
pilot beat policing project in Toowoomba. For example, through the analysis of calls
for service, addresses generating a significant number of calls for police assistance,
and thus consuming much police time, can be identified (see Chapter Four). Once the

problem is known, steps to reduce the incidence of calls can be taken. Simply

examining crime reports would not show the extent of the problem, because in
" Toowoomba around 66 per cent of calls made laopoheedonotrelatetoacnmmal
" matter (CJC unpubhshed data).

lnformation on calls for service is collected for some regions. For instance, Command
and Control's CAD system can provide this information for Metro-North and Metro—
South regions. North Coast has introduced a mini-CAD system, which is being

"picked up” by other regions. However, at this stage these systems are basically used
for collecting data, despatchmg and intelligence purposes. Their use needs to be
extended to managing incidents.'*?

112 For instance: analysing repeat calls for service to develop strategies to reduce such calls; and
providing information on previous calls involving a particular address to officers responding
to the call. In Brisbane, the CAD system is used to "flag® cestain information from previous
jobs at a particular address (such as weapons, history of violence), but it is not at this stage
used to manage calls for service.
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The improvement of information quality at the divisional level needs to be a priority
of the QPS. To a considerable extent the level and quality of information should
improve with the future extension of CRISP and the introduction of mini-CAD to
other locations. :

CONCLUSION

Since the Fitzgerald Inquiry, there has been a significant improvement in the quahty
of information services in the QPS. For instance:

. personal computers have been introduced to all stations

. computerised crime recording (CRISP) is being implemented statewide

] an intelligence database (QUID) has been developed

. the generation of crime statistics has improved

) a strategic direction has been put in place to guide future development.
Several problems have also been encountered by the QPS in its efforts to provide
better information services to its officers. These problems are not unusual for a large
and complex organisation, but they do continue to hinder the operational capaclty of

the police. Particular concerns include:

L the lack of networking, although progress on addressmg this pmblem is
expected

(] limited acecss.to computing facilities

] fragmented policies on information management issues — the QPS is
‘reviewing various aspects of its information polices as part of implementing
‘the PSMC recommendations

* difficulties in the provision of co—ordinated computing support, which should
~ be addressed as part of the implementation of the PSMC recommendations

®  most importantly, limited \provision of accurate, recent local information at the
divisional level.
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In the end, as it is the officers "on the sireet” who provide the direct service to the
community, the QPS needs to give priority to improving the quality and quantity of
information available to these officers. The current strategies of the QPS, including
the extension of the network and the expansion of CRISP statewide, should contribute
to better access to, and improvements in the quality of, information for operational
police. _
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CHAPTER TEN

MANAGEMENT STRUCTURES AND PROCESSES

Many of the issues addressed in this report — both the achievements and the
shortcomings ~ have implications for the management structures and processes within
the QPS. This chapter assesses the management practices of the QPS and identifies
the main barriers to better management within the organisation. Although problems
in organisational practices and structures are identified, these are not criticisms of the
capabilities of individual managers. Managers themselves are constrained by the
structures and processes of their organisations.

FITZGERALD INQUIRY AND MANAGEMENT .

Throughout its report, the Fitzgerald Inquiry identified various deficiencies in the

management of the QPS. Some of these references were to broad issues of
management philosophy and style, while others referred to very specific problems.

For example: ) L

®  [m]anagement and support systems within the Department are deficient

. [t]bey need professional management, operation and review.
* [wlithin the Queensland Police Force there is estsiﬁe reliance on an
authoritarian style of management, which is encouraged by the rigid rank
° [tjhe approach to management in the Queensland Police Force assumes that

management skills can be readily acquired and applied through intuition, or
after short term courses run by 'in house'. police instructors.

. [tlhe present organisational situation, where positions have responsibility.
- without appropriate authority, also leads to the tendency to pass decision—
making ‘up the line'. If organisational arrangements do not require officers
to make decisions, or permit them to make decisions (with punishments if
decisions taken later prove to be inappropriate), there is no incentive for

officers to develop decision~making expertise.
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) [plresent nianagement style, structural arrangements and lack of appropriate
_ authority levels have resulted in a decision process which is centralised and
paper intensive . . .

e the decision-making environment is 50 rule-bound and inflexible that the
information coming o management is often edited and made to 'fit'.
established formulas. (1989, pp. 224, 264-266, 365)

In short, the Inquiry found that the management style of the QPS was inflexible,
paper-bound and failed to encourage innovation. These deficiencies highlighted the
authoritarian "command and control” practices of the organisation. In the Inquiry's
view, the QPS needed to introduce modern corporate management techniques:
'[m]anagement style . . . must be maodified to allow greater flexibility and efficiency'
(p. 365). Many of the Inquiry's recommendations were aimed at improving the
management of the QPS, such as by regionalising and restructuring the organisation,
recruiting staff with management skills, reviewing administrative and financial
systems, and introducing a performance appraisal scheme.

ASSESSMENT OF CURRENT QUEENSLAND POLICE SERVICE
MANAGEMENT ‘PRACTICES

Problems Faced by Police Managers

- In assessing the managemem practices of the QPS, the CJC is aware of the substantial
-~ constraints lmposed on polme managers. In particular, difficulties arc caused by:

® The oontmumg day-to—day ‘demands on managers during periods of rapid
' organisation change and reform.

e  The lack of clarity about the role and scope of policing. The QPS is an
organisation with multiple goals, and therefore management must deploy
resources widely to satisfy the many expectations of the community.

L The impact of outside influences and institutions on the activities of officers.
For instance, police officers are often unavailable for duty due to court
attendance to give evidence, or are called upon to police special events. In
this sense the QPS is not always free to deploy resources simply according to
its organisational needs.
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Issues for Management

There are four key issues confronting corporate management in the QPS. These relate
to the need to:

° develop a strategic orientation

] ensure effective measuring and monitoring of organisational performance

(] improve human resource development and management

. develop a more flexible management style that encourages initiative and
problem—solving.

Strategic Planning

The QPS, like all State agencies in Queensland, has adopted prbgram management.

Program management requires agencies to identify their mission, express this in terms

of organisational goals, and monitor progress towards these goals. Corporate planning

provides a framework within which strategic and operational plamnng, resource
management and budgeting can be developed and integrated.

In 1990 the QPS produced 1ts corporate plan for 1990-1995. The ongmal plan
. identified six corporate goals. Thesec were to:

] enhance the safety of people in Queensland

®  prevent crime -

] investigate and solve crime

° improve the .eﬁectiveness, efficiency and accountability of the QPs

e enhance the professionalism of the QPS

[ I restore public confidence in the QPS.

| In addition to a central oorporatc plan, each region produced corporate (or strateglc)

plans. However, some of these had little or no connection with the organisational
corporate plan.
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The QPS encountered difficulties with the introduction of program management that
- were similar to those experienced by many public sector organisations. The problems
included:

° Inappropriate or vague corporate goals. The day-to—day activities of the

* organisation were at odds with the organisation's stated mission and goals.

Distinctions between programs were artificial and, consequently, caused
problems in evaluating the performance of those programs.

L Inappropriate use of corporate plans within regions. One difficulty with the
initial round of strategic planning was that divisional and district strategic
plans were often almost 1dent1cal in content and therefore of limited value to
Managers.

'] Performance indicators. 'The QPS had ‘real difficulties in developing
meaningful strategies and performance indicators' (PSMC 1993, p. 45).

The new 1994-1997 corporate plan is an outcome of statewide consultation and a
planning process which commenced in November 1992. Although the six goals arte
similar, the programs for budgeting purposes have been considerably revised. There
is evidence of a change in the strategic planning process, with more broad-based
participation. The new corporate plan was developed by a senior executive team, with
executive input into the development of performance indicators. Under the new
scheme regions have action plans, but the strategic direction will be set centrally
Action plans will be monitored through central Headquarters.

A common problem with corporate planning exercises is that planning fends to be an
activity of compliance rather than an integral part of the management of the
organisation. The QPS has acknowledged that initially the planning process was
partially originated to comply with Public Finance Standards. However, it has
indicated to the CIC'?® that the new planning process has been readily accepted and
supported across the State. Such acceptance is essential if the QPS is to move away
from a predominantly reactive approach to a more strategic orientation.

113 Comrespondence, 9 e 1994.
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Measuring and Monitoring

A key function of management is to regularly monitor the performance of individuals,
upits and the organisation as a whole. This task requires relevant and usable
performance indicators, and systematic methods of data collection, analysis and
dissemination.  This monitoring function is crucial, as it  invoives providing
management with information to help improve the quality of the organisation's
services..

To date, the QPS has not succeeded in integrating monitoring into its management
processes. A particular difficulty for the QPS is that the determination of performance
indicators has been problematic at all levels of the organisation. Until recently there
have not been any standard reporting formats for the regions (see Chapter Three) and
local performance indicaters for the use of local managers are still being developed
(see, for example, the discussion in relation to State Crime Operations in Chapter
Eight).

On the positive side, the QPS has made an effort to move away from the traditional,
but limited, performance indicators of crime and police clear—up rates.”** In the new
corporate plan, the QPS has attempted to develop a range of performance measures
under each of the six corporate goals. However, there are practical difficultics which
will have to be resolved before these measures can be fully utilised. For example,
three performance indicators under the ‘people in Queensland feel safe’ goal are 'public
perception of police response’, 'rate of unreported offences’, and 'level of perceived
public safety' (QPS 1994a, p. 13). The QPS is yet to settle on a suitable method for
collecting this type of information on a regular basis."*s S

114 The Fitzgerald Inquiry was critical of the QPS's reliance on these types of indicators (1989, P
159). Mthoughmogﬁmgthﬂtheestabﬂshmeﬂof'swndpeﬁommceindlcatmisnem
easy’, the Inquiry noted that:

[e]nough is now known, . . . to produce some realistic objectives and anticipated
mﬂlsspeciﬂctopohcmgandmoniuxthesemahmoﬂhreeyearnﬂnngbam
each year. (p. 272)

115 TheQPShashdlcmdwthecncmkm&cipatesthubyhneIMammpmhensiwsym
' ofreporttngwillbeinplm(Cmespmdence,9June1994),_
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Human Resource Development and Management

'Ihenmportanoe of effective management of human resourceswasdlscussed mthe'

" CJC's report on recruitment and training (1993b, p. 8). This review found that the lack

~of a HRM strategic plan was a serious deficiency in the management of the QPS (pp.
10, 78-79) and that fragmented and unco-ordinated policies often had unintended
consequences for other parts of the human resource system (p. 10).

The QPS has begun to address this issue of a strategic approach to human resource
policies and practices with the appointment of a Human Resources Director and the
commencement of work on the development of a HRM plan. In formulating this
HRM plan, one of the most important human resource issues which needs to be
addressed is the development and training of managers. To be an effectively managed
organisation, the QPS must ensure that its managers have access to training and
support. To date, only limited management and supervisory training has been
available, as has been recognised by the QPS and other reviews (PSMC 1993, p. 178;
CIC 1993b, p. 49). For instance: '

L 4 little supervisory training has been provided to middle ranks

[ the Executive Development Program has not sufficiently prepared officers for
a strategic management role

» access to external management training offered at universities has been limited
and little organisational support has been pmwded to those wishing to
-nnderlake these courses

'3 despite recent revisions, the Smdy and Research Assistance Scheme (SARAS)
stlll under-estimates the support required by many oﬁﬁcers to undertake

] limited management training has been provided to civilian staff.

The QPS, in its 1994-1997 corporate plan, has made a commitment to
professionalising its management. To give effect to this objective, the QPS needs to
invest time and resources in developing management skills and expertise within the
organisation. Strategies for nurturing such skills might include:

® appropriate developmental training for supervisory (Sergecants/Senior

_ Sergeants), managerial (Inspectors/Superintendents/Chief Superintendents)
~ and executive ranks, and for civilians in supervisory and managerial positions
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. visitor programs for top managers and management experts 1o the QPS

* where appropriate, sccondments and exchanges with other public aund private
sector orgamsanons

. arrangements with universities and other tertlary ptowders of short
management Courses

. encouragement of management studies as a priority area for the SARAS

) lcave arrangements for officers to undertake full-time management courses
outside policing institutions.

If implemented, these initiatives, arid other reforms to personnel practices discussed
elsewhere in this report, would assist the QPS to make more effective use of its
human resources and improve the skills of supervisors and managers.

Management Style

The Fitzgerald Inquiry was very critical of the QPS’s reliance on the "command and
control” style of management and the associated emphasis on hierarchical, top—down
vertical communication, and formal, structured processes and procedures. Given the
size and complexity of the QPS, amd the wide ranging structural changes which have
occurred in the organisation over the last few years, it is difficult to determine the
extent to which there has been a shift away from this model. However, the following
observations would appear to be in order:

° The QPS has taken steps to improve communication between management
and other levels of the organisation. In recent correspondence with the CIC
the QPS has expressed the view that 'the Service has moved significantly to
a far more consultative style of management than that which existed pre—
Fitzgerald'.

The QPS provides a range of sources for commumicaiion including a
formightly bulletin and gazette, a 3 monthly magazine, Commissionet’s
Circulars, localised and area specific newsletters and extensive use of the
computerised message system. Senior officers consistently attend courses to
interact with the personnel attending. Constables' and Sergeants’ committees
are encouraged. (Correspondence, 9 June 1994)
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Despite the efforts which have been made in this regard, it appears that

officers at lower levels of the organisation still have concerns about internal
communications practices. In interviews conducted in late 1992, many

.officers complained that they received little or no advance notice of

organisational changes and were frequently ‘told what to do' without reasons
being provided. It may be that perceptions have become more positive in the
last two years, as the pace of change has slowed and organisational
arrangements have become more stable. However, it is interesting to note the

‘comments made by aboiit two-thirds of the 252 Constables responding to a

CIC survey about career and training issues conducted in April of this year.''¢
Their observations included: '. . . there is a breakdown in communication
between upper management [and operational police]. This . .. can create [an}

~ us and them mentality . . . no appreciation from hlerarchy [for work
- performed]’; and '[tlhe lack of supporl from superiors'.

It may be that these comments are not representative of the QPS as a whole.
Management styles can vary considerably across regions and between districts
and divisions. Moreover, in any large organisation there will always be some
staff who will be unhappy about the level of the communication and the way
in which the organisation is run, regardless of how much effort is made by
management. On-the other hand, it is important not to ignore the possibility -
that a perceived lack of communication is a significant cause of discontent
amongst QPS staff. If systematic research (see below) shows this to be the
case, the QPS will need to take appropriate corrective action. _

Effective communication requires not only that managers keep subordinates
properly informed, but also that there is a flow of information from
subordinates back to managers. Managers need to know what is going on in
the organisation so that they can monitor their own performance and respond -
to the concerns of staff. Opportunities for feedback may exist already in the
QPS, but there would be value in using a more systematic approach to
sohcmng views from within the organisation.

For instance, the New South Wales Police Service conducts annual "cultural

surveys" of its members to obtain their opinions on such matters as:

- whether they feel adequately involved in the decision—making process

116

This survey was administered by mail to 354 Constables with about two and  half years
service (including the Field Training year). The response rate was 71 per cent.
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- the level of internal communication and openness

—  whether initiative is encovraged

- the management style of superiors |

- the degree of support provided to members of the organisation.

A similar regular survey, modified as necessary, would be a valuable
management tool for the QPS.

There has been some devolution of authority as a result of regionalisation, but
as nofed in Chapter Three, generally speaking, decision-making remains
centralised within the regions. The caution which the QPS has shown in this
regard is understandable. The organisation must have uniform . statewide
policies and procedures to ensure that the law and QPS policy are applied
~consistently, and that there is no unnecessary duplication and overlap.
Moreover, it will always be necessary to use a "command and control"
management style to deal with many operational matters (such as large
investigations, sieges and searches). However, it is important that, within
these constraints, the QPS works toward developing decision-making
structures which will facilitate organisational flexibility and responsiveness,
and give operational officers more ownershxp over problems and decisions.
This will require:

- in the longer term, increasing the amount of authority and
responsibility which can be exercised at lower levels of the
organisation '

~  providing decision—makers at these lower levels with a clear
statement of their responsibilities. and appropriate guidance and
du'ecuon in relation to statewide policies and pmoedures

- ensuring that sufficient resources and information are available at
divisional level for officers to respond to local needs and issues

—  encouraging an ethos of innovation and problem—solving ﬂn'oughout
the orgamsatlon



CONCLUSION

Since the Fitzgerald Inquiry, there bave been major structural and procedural changes
within the QPS. This review has highlighted four issues crucial to the development
of more modem and professional management practices within the QPS. These issues
relate to:

Developing a strategic orientation. Although corporate planning has been
adopted by the QPS, it needs to be used more effectively as a strategic
management tool.

Ensuring more effective measuring and monitoﬁng of organisational

- performance. The QPS needs to implement a cycle of regular monitoring to

identify and resolve problems. The QPS is moving towards adoption of
standard reporting formats and is developing a wider array of performance
indicators, but there are concerns about whether it w111 be able to collect the
data required for some of these mdlcators. :

Inprovlng tke management. and development of the organisation’s human
resources. The QPS needs to give priority to the management and
development of its human resources. In particular, it must strive to provide
quality, management and supervisory training to police and civilian staff.

Improving internal management processes and styles. The QPS must
endeavour to develop a more flexible management style which promotes
internal communication and encourages initiative and problem-solving. As
part of this exercise, the QPS should consider conducting regular surveys of
its members, along the lines of the "cultural surveys” used by the New South
Wales Police Service. ' '
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CHAPTER ELEVEN

CONCLUSION

The Fitzgerald Inquiry recommended wide ranging reforms to the QPS. These
changes were aimed at creating 2 more open, effective and accountable organisation
that would be responsive to the needs of the community. The implementation of these
reforms has caused uncertainty and disruption, but some major strides have been
made. The preceding chapters assessed the achievements and shoricomings of the
QPS in particular areas, as well as proposing possible strategies for .addressing
problems which have been identified. This final chapter summarises the overall
progress of reform within the QPS and identifies some broad issues that should be
addressed in future policies and pu'actlces

ASSESSMENT OF REFORM IN QUEENSLAND POLICE SERVICE

A common strategy for measuring the extent of implementation of a report is to "tick
off", or count, the number of recommendations which have been adopted. However
the check-list approach has two major limitations. First, it allows only two choices
— either a recommendation has been implemented or it has not. In many instances,
it is more useful to measure implementation in terms of the degree to which a
recommendation has been implemented. Second, the technique of "ticking off*
recommendations can exaggerate the degree of change, as this approach treats all
recommendations as .equivalent. Some recommendations clearly require more
fundamental change than others and, accordingly, should be assigned more weight.

As indicated in Chapter One, the approach taken in this review has been to assess how
much progress the QPS has made towards the underlying model of a police service
envisaged by the Fitzgerald Inquiry, rather than simply summarising what has been
_ done in relation to specific recommendations. The main elements of the "Fitzgerald

Inquiry model”, and the extent to which they have been realised, can be summarised
as follows:




‘Police resources and personnel would be used efficiently and deployed
according to rational criteria.

The QPS has taken several steps to improve its deployment of resources and
personnel. For example, a more orderly decision-making process for the
deployment of police has been introduced, anomalies in the distribution of
officers are being addressed, and budgetary systems have been improved.
However, there is still substantial scope for the QPS to use its police officers
more effectively (see Chapter Five). Some police are performing tasks that
- could be undertaken by civilian staff. Current rostering, overtime and leave
structures also limit the way in which operational police arc used at the
divisional level. Alternative staffing options have not yet been developed.
The ability of the QPS 1o make progress in this area will depend on a number
of factors, including industrial awards and conditions, possible union
resistance, financial implications and government policy. -

1t has also been difficult for the QPS to achieve a more equitable distribution
of resources across the regions. The allocation of funding to regions was
initially done on the basis of historical factors. The QPS has found it difficult
to alter this pattern in light of the regions' competition for resources (see
Chapter Three). In addition, the QPS has not yet developed a resourcing
model for the allocation of physical resources and funds between regions and
within regions.

Information sy&tems would be up—to-date, ﬂe.uble and suited to the needs of
the organisation and the community as a whole.

Information systems and access to computer resources have substantially
improved since the Fitzgerald Inquiry. Personal computers have been
introduced into all stations; new information systems for crime recording and
intelligence have been developed; and a strategic direction for future
developments has been established. Access to these systems remains an issue
and the capacity of the systems to provide accurate localised- information is
still limited (see Chapter Nine). However, it must be recognised that these
issues arise in many large, complex organisations — they are not unique to the
QPs.



Civilians would be accepted and regarded as an important part of the
~ organisation.

Substantial early progress was made in relation to civilianisation. With recent
additional government funding further progress is likely (sce Chapter Six).
The status of civilians within the QPS appears to have improved to some
extent with the creation of some senior civilian management positions, but
most civilians employed by the QPS are still employed in subordinate
administrative and clerical positions. The appointment of a civilian training
co-ordinator represents an important step towards the recognition of the
human resource needs of civilian staff, as does the development of an EEQ
Management Plan. However, the QPS needs to do more to put in place the
human resource policies required to support civilianisation strategies.

Generalist policing would be held in high esteem, with the generalist police
officer being regarded as the crucial “front—line” of the organisation.

In line with the philosophy of community policing, the Fitzgerald Inquiry saw
the general dutics police officer as the crucial “front-line" of the orgamsanon
In practice, this is an area where relatwely little change has occurred:

- general duty officers, for the mosl part, still lack presllge (see Chapter
Four)

— - career structures continue to revolve around movement away from
general duties towards admlmslralmn or criminal investigation (sec
Chapter Seven)

- there is only limited involvement of supervisory ranks in patrol work
(see Chapter Five).

There would be less emphasis on rank, hierarchy and specialisation.

Consistent with the recommendations of the Fitzgerald Inquiry, the number
of ranks has been reduced and comumand structures have been regionalised
(see Chapter Three). There & still considerable emphasis on specialisation,
as evidenced by the sharp demarcation between detective work and general
policing, and the organisation of State Crime Operations Command into
permanent, specialised squads. However, the CJC acknowledges that the
Fitzgerald Inquiry recommendations in relation to Task Force (now State
Crime Opcrations) were impractical in some respects (see Chapter Eight).



The workforce would be well trained and equipped with appropriate skills.

- Since the Fitzgerald Inquiry there have been significant improvements in
recruit education and training, as highlighted in the CJCs report om
recruitment and education (1993b). Less progress has been made in planning

. for, and delivering, training at other levels of the organisation. A certain
amount of training bas been provided to some officers, and a distance

‘education competency-based program has been introduced, but training
structures are not linked to carcer planning, promotions and other human
resource practices. In particular, insufficient training is available at the
supervisory and management level (sce Chapter Ten). To a large extent, the
principle source of managcmem trammg is still "on-the-job" experience.

QPS ‘management is aware of the need to upgrade in—service trammg and
there are positive signs that the development of in-service training, and a
more planned approach to . training generally, will be a priority of the
organisalion. '

Talent would be nurtured and rewarded, with promotion being based strictly
on merit.

Promotion procedures based on merit have replaced the old seniority-based
" system. This has been a key reform which provides the foundation for the
development of a imodern, professional police service. However, as
acknowledged by QPS management, there are some problems with the
operation and management of promotion procedures (see Chapler Seven).
Particular concerns include: : '

- insufficient training for selection panel members

- no integration of developmental training and promotion procedures

- a reluctance by selection panels to adopt selection criteria reflecting
non-traditiopal policing values, such as innovativeness and problem-
solving :

- inadequate career planning mechanisms.

The proposed QPS review of the promotion process is hkely to address these
issues. .
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Crime prevention would be a high priority.

At a local level, various initiatives to utilise crime prevention methods have
been developed, particularly in the form of the expansion of Neighbourhood
Watch and related programs. The Safety Audit program and the Women's
Safety Project are other examples of programs which have a strong
preventative focus. However, overall there has been a tendency to rely too
heavily on generic programs (such as Neighbourhood Watch), or short-term
- "one-off" projects, instcad of developing longer term initiatives addressing

particular local community and crime problems (see Chapter Four). Policing
strategies are still predominantly reactive rather than proactive.

The organisation would be responsive to the needs and problems of local

The QPS is undoubtedly more open to input from the community than it was
before the Fitzgerald Inquiry, but there have been difficulties in establishing
effective community liasison mechanisms. In particular, community .
consultative commitices have only had limited success (see Chapter Four).

The Fitzgerald Inquiry anticipated that regionalisation would promote
responsiveness to local communities, but in practice it has made relatively
little difference to relations and structures within regions (see Chapter Three).
Decision-making still tends to be centralised within regions. Divisions and
districts do not have the control over the allocation of personnel and resources
needed to respond more effectively to the local needs of their communities.
The QPS has recently expressed a commitment to move decision-making
‘closer to the point of delivery of service' (QPS 1994b, p. 11). This may
eventually result in a change in management practices and structures to allow
more localised decision-making where appropriate.

Problem—solving and innovation wou!d be'encouraged at all levels.

- In practice, the encouragement of innovation and the application of problem—
solving strategies by police officers has been constrained by:

—  the continuing reliance on a "command and control” organisational
structure

- the difficulties which police have expenenced in accessing localised
mformatlon in a useable form



- lack of autonomy at lower levels of the organisation

- insufficient promotional and other incentives for police to develop
' innovative policing strategies (see Chapters Four and Ten). S

The CJC recognises the importance of following orders and complying with
legal and procedural requirements, but greater application of problem-solving
strategies is essential if the QPS is to respond effectively to local community
needs and problems. '

®  There would be a high level of professionalism in management, mclmﬁng
better supervision of operational police.

“The QPS has formally embraced corporate planning, although it is yet to build
a strategic orientation into the decision—making process and is still in the
process of developing appropriate criteria and mechanisms for monitoring the
performance of units and processes (see Chapter Ten). As previously noted,
the QPS must endeavour to provide access to quality modern management
training to managers and supervisors.

In summary, there has been substantial reform in the QPS over the last five years.
The bulk of the Fitzgerald Inquiry recommendations have been implemented, at least
partially, and there has been considerable movement towards the organisational model
which underpinned these recommendations. Overall, progress has been satisfactory
given the state of the organisation before the Fitzgerald Inquiry. However, the QPS
needs to consolidate the changes which have been implemented and there are several
outstanding issues to be resolved, particularly in respect to community policing and
associated personnel and management changes.

FUTURE REFORM AND QUEENSLAND POLICE SERVICE

The primary purpose of this review has been to assess the progress made by the QPS
towards the Fitzgerald Inquiry model. In the course of undertaking this review the
CIJC has identified a number of important issues — some of which are already being
addressed by the QPS, others which have reccived relatively little attention up until
now., This section summarises the more important of these issues, under four broad
headmgs organisational issues, problem-solving and community policing issues,
human resource issues and management issues.



Organisational Issues

ensuring that service—wide prioritics are embraced by senior management

clearly defining and communicating roles and responsibilities between
regional and central units

ensuring that the role and responsibilities of State Crime Operations
Command are clearly understood in the regions

improving the quality, quantity and accessibility of information for local
officers

- addressing major. information management problems, such as mtworking,

access to computer facilities and the co-ordination of computer support.

Problem-Solving and Community Policing Issues

increasing the opportunities and resources for the exercnse of aulonomy at the
divisional level

developing an effective organisation-wide strategy for integrating community
policing and associated problem-solving strategies into mainstream
operational . policing (including clearly defining and communicating the
concept of community policing and cstablishing appropriate monitoring
systems)

crealing organisational conditions that promote and support innovation and
problem-solving

improving lines of communication and liaison with the community

providing more investigative training for uniformed officers.



Human Mourw Issues

implementing a process for planning increases in police numbers

actively pursuing altemnative staffing options, such as single officer patrols,
flexible rostering and revised payment systems, so that officers are deployed
more effectively and cfficiently

maintaining civilianisation as a priority fortheorgamsauonandnnpmvmg the
status of civilians within the organisation through the provision of appropriate
human resource strategies, such as training and career structures

improving the quality of decision~making within the promotion process,
through strategies such as intensive selection panel training, the use of
external panel convenors, improved feedback to unsuccessful apphcants and
clearer guidelines

introducing better momtormg mechanisms for the 1dent1ficat10n and resolution
of problems in the promotion and review process

developing alternative career structures through means such as flexible leave
arrangements and contract employment

lobseningﬂleﬁnkbetweenrank,payandstamsbymchmeansasoveﬂappin{
pay—scales. '

Managemént Issues

developing a strategic orientation within the organisation — including
implementing appropriate performance measures for the organisation and
emphasising the importance of monitoring activities on a regular basis

more specifically, developing appropriate performance indicators to measure
the work of detectives in particular, and State Crime Operations Command in
general

implementing a HRM Strategic Plan and, in particular, providing better
management and supervisory training



[ developing strategics for identifying issues of concern to staff and obtaining
more comprehensive information about management styles and processes -

. recognising the critical role of middle managers within the organisation
through the provision of appropriate training, resources, support and feedback.

CONCLUSION

In the five years since the report of the Fitzgerald Inquiry was published, the QPS-has
become a substantially more accountable, open and professional organisation. To the
great credit of the QPS, these gains were achieved under very difficult conditions:
much of the QPS was demoralised by the Inquiry; a large number of significant
changes had to be implemented quickly; and the imperatives of reform had to be
balanced against the daily demands of providing a oontmumg service to the
commuanity.

Although it is important to acknowledge the progress which has been made, it should
not be assumed that the process of reform has now been completed. As indicated in
this report, more needs to be done in several areas to institutionalise within the QPS
the organisational characteristics and values envisaged by the Fitzgerald Inquiry. Most
importantly, reform should not be seen within the organisation as a "one—off" event,
but as a process of continually exploring how to better police the community. The
CIC is confident that the need for ongoing reform is recognised by the senior
- management of the QPS and hopes that over the next few years there will be further

progress towards the Fitzgerald Inquiry model.
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APPENDIX 1
DETAILS OF INTERVIEWS CONDUCTED
Interviows were conducted with officers, and in some cases civilians, working in the

following organisational units of the QPS:

e Far Northern Region ® Sl)llﬂlel'l. Region

Regional Headquarters (Ca:ms)
Caims District Office

Innisfail District Office:
Atherton Division

Thursday Island Division

Ceatral Region

Regional Headquarters (Rockhampton)
Longreach District Otffice

Mackay District Office

Rockhampton District Offioe
Clermont Division

- Barcaldine Division

Longreach Division

South Easterm Repion

Regional Headguarters (Broadbeach)
Gold Coast District Office

Logan District Office '

‘Logan Central Division

Nerang Division

Regional Headquarters (Teowoomba)
Charleville District Office .
Toowoomba District Office
Goondiwindi Division

Toowoomba Division

Northern Regioa

Regional Headguarters (Townsville)
Mt Isa District Office

Townsville District Office

Charters Towers Division
Cloncurty Division

Metro—Soutll Region

Regional Headquariers (Spnngvmod)
South Brisbane District

Wymum District

Annerley Division .

Inala Division

Al



® Metro-North Region @ North Coast Region

Regional Headquarters (Milton) Regional Headquarters (Marooohydore)
Brisbane Central District . _Bundaberg District
North Brisbane District " Sunshine Coast District
Teowong Division ' Murgon Division
Sandgate Division Noosa Heads Division
® Task Force ¢ Police Headquarters
(mow State Crime Operations and
Operations Support Command) Commissioner of Police
Deputy Commissioners (2)
Task Force Command "~ Inspectorate
Crime Operations ' Finance & Administration Directorate

Personnel Directorate
Policy, Research & Evaluation Directorate
Technical Services Directorate

¢ Police Academy

In addition, CJC researchers met with officers from the Queensland Police Officers
Union of Employces and the Queensland Police Union of Employees, members of the
Fitzgerald Inquiry Implementation Unit and the Departmental Implementation Task
Force. Police officers within the CIC were also interviewed, as were some officers
from New South Wales Police Service. :
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APPENDIX 2

ORGANISATIONAL CHART OF THE
QUEENSLAND POLICE SERVICE
- (PRE-FITZGERALD INQUIRY)

COMMISSIONER

| DEPUTY
COMMISSIONER

" ASSISTANT ASSISTANT ASBISTANT
COMMISSIONER. COMMISSIONER COMMISSIONER,
Personnel : Traffic & Buildings Crime & Services
ASSISTANT ASSISTANT ASSISTANT
COMMISSIONER COMMISSIONER COMMISSIONER
Training & Legal Operations Administration
AR . . NORTH souTH NowTHd sovm
NORTHIEN §| CENTEAL COAST SOUTHERN || EANTERN BRISRANE ARIRANE

Source:  Fitzgerald Inquiry 1989, p. 222.
| Note:  There was a separate public servant structure reporting 1o the Commissioner.




APPENDIX 3

ORGANISATION OF THE
QUEENSLAND POLICE SERVICE
(CURRENT STRUCTURE)

COMMISSTONER
— L o o i I .
f__ cic, COMMISSIONER'S OFFKCB OF THE COMMIERIONER'E MEDLA AND PUBLIC
L CBROLP | {_ LEGAL ABVIBORE | INEPBCTORATE | | RELATIONS ERANCH
= — = - ADVIEORE —
EXECUTIVE INKECTOR EXECUTIVE DIRECTOR
OPERATIONS CORPORATE SERVICES
I T - I I —T -
STATE CRIME OPERATICNN HUMAN s TNFCRMATION
FINANCE ADNEN,
AR OPEMATIONS FUFEORT RESOIRCHY DEVIREN PVISION MANAGRDIENT
e Prokarionsd s Y
| Neten || g Btyndends Uit Dervclopiment -Iil ‘Lm;-@
Nukcing Bruich “Wopos |
gl I ==
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APPENDIX 4

QUEENSLAND POLICE SERVICE RANK

Category of
Officer

]

STRUCTURE

Old Rank

New Rank

Executive Deputy Commissioner 'Depmy' Commissioner
Officers : ’ :

Assistant Commissioner . Assistant Commissioner
Commissioned Superintendent, Grade [ Chief Superintendent
Officers

Superintendent, Grade Il
Superintendent, Grade HI
Chief Technical Officer
Chief Scientific Officer

Inspector, Grade I
Principal Technical Officer,
Grade I _
Principal Scientific Officer,

Grade III
Inspector, Grade II

Principal Technical Officer,

Grade II

| Principat Scientific Officer,

Grade 11
Inspector, Grade I

Principal Technical Officer,.

Grade |
Principal Scientific Officer,
Grade I

Superintendent

Inspector

AS



Otd Rank

Senior Sergeant

Senigr Technical Officer,-
Grade 11

Senior Scientific Officer,
Grade HI

Senior Technical Officer,
Grade 11

Senior Scientific Officer,
Grade II

Sergeant, 1st class

Sergeant, 2nd class

Senior Technical Officer,
Grade 1

Sergeant, 3rd class

Technical Officer, Grade Il

Scientific Officer, Grade M

Sénior Constable Senior Constable
Constable, 1st class
Technical Officer, Grade I
Scientific Officer, Grade II

Constable
Technical Officer, Grade I
Scientific Officer, Grade 1

Source: Police Service (Ranks) Regulation 1991.

* Another category created under this award was the Police Support Officer. The terms and
conditions of this position are still being negotiated.

Ab



'APPENDIX §

IMPLEMENTATION OF
- CIVILIANISATION TIMETABLE
The proposed timetable devised st the October 1990 Command Conference for the
implementation of civilianisation was as follows: ’
12 November 1990
o Enter into: discussions with mions.
® Commence presentation to respective areas to be finished by the end of November 1990.

e Commence restructuring of positions within the respective Sections/Areas to provide &
flexible skill based remuneration and classification scheme. _

e Commence objective analysis of support functions in the respective Sections/Areas to
_establish how best to provide efficient and effective operational support.

e Commence personal interviews with all police/technical/scientific officers by relevant
Director or Implementation personnel, to determine options that suit individual staff. -

30 April 1991

® Complete work restructuring.

e Declare all appropriate police/technical/scientific positions as wasworn personmnel positions.

® Second all police/technical/scientific officers into vacant unswom personnel positions.

§ Continue personal interviews with all police/technical/scientific officers by relevant Director
or Implementation personnel, to determine options that suit individual members.

December 1992

e Advertise positions not already advertised.

AT



1 January 1993
® Process for civilianisation of police/techmical/scientific area completed.

® Advertise all remaining positions held byseoonded poheehechmcal}s«nennﬁc officers vacant
to be filled by wnswom staff.
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APPENDIX 7

MANAGEMENT OF INFORMATION SERVICES:

archilecture

Computer Aided Despatch
(CAD)

Crime Reporting Information
System for Police (CRISFP)

" database

data model

GLOSSARY

At the level of an information system as a whole, the
architecture  defines how the components of that
information system will interact with one another in
order to exchange information and D programs in a co—
erdinated manner.

This is a system designed to control job allocation and
vehicle resources in metropolitan Brisbane. Briefly the
system operates as follows: when a phone call is-
received at the Police Communications Centre, the details
are immediately entered into the computer. These details
are then passed via computer to the controller who
allocates a priority 1o the job. The computer then passes
the job to the radio operator, who details jobs to police
mobile patrols in the order of priority.

This is the name of a crime recording system, modified
from software developed in Lancashire, England. The
central feature of this sysiem is that police officers phone
trained data entry opetators from the scenc of the crime
and dictate their Criminal Offence Report. I a phone is
unavailable, officers have four hours in which to phone.
from the station. The report is immediately entered into
the system using a semi-standardised vocabulary that
facilitates subsequent retrieval.

This is a compmer machine-readable file in which
selected attributes are stored in a defined way, permitting
rapid retrieval (that is a structured store of data).

A tepresentation of data affecting a particular area of an
organisation's operations.
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download
foppy disk

hard disk

hardware

information systems

information technology

local area network (LAN)

. mainframe

MAPINFO

Al6

Transfer of a program or file from one system or device
to be processed by another level in the control hierarchy.

This is a disk for the storage of data that can be read by
a personal computer. Typically, floppy disks have the -
capacity to store the equivalent of about 100 to 500
pages of text.

This is an internal disk for the storage of data by a

This refers to the physical devices, usually the computer,
peripherals and communications eguipment. By contrast,
software refers to the programs that provide instructions
to the computers.

Any system that processes information.

This is a general label for electronic technologies
designed for collecting, storing, processing and
communicating information.

A set of intercomnected or linked personal computers,
which together form a petwork. Typically, LANs do not
extend beyond a building, where direct physical linking
by cables is practicable.

A large computer with considerable computational and
storage capacity. ' .

Software that geographically maps data.



network

open systems
QPS Mainframe

Queensiand Intelligence
Database (QUID)

relational database

software

A sect of interconnected computers that may share access
to common databases. Typically, a network consists of
one cenfral computer (the ‘server’), and a set of less
powerful computers linked to it. The AWA (or
Amalgamated Wireless Australia) terminal network is
snnplythe'brand‘ofneiworkihattheQPShad
previously purchased.

This is an ambiguous term, but generally refers to the
capability of software to run on the hardware of different
vendors and on different platforms of the same vendor.

This refers to the ICL mainframe that the QPS
purchased. Most of the main central information systems
are held on this mainframe,

A criminal intelligence system, written in INDEPOL, for
the ICL mainframe.

A particular type of database that stores information
hierarchically.

This refers to the computer programs that contain
instructions for the computer to perform particular
operations.
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