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| have an expectation for all Commanders and their Command
Management Teams to thoroughly lead the inspection process within their
respective commands and sections. With the production of this manual it is
timely to reiterate the ‘inspection’ instructions to Commanders in the Police
Handbook, namely to —

‘Conduct your own regular test sampling to oversight the sampling
conducted by team leaders, supervisors, duty officers and

managers. Compile a list of high risk areas in your command to

help you in this task’.**?

In its current guise, the Compliance Manual is in the form of an electronic intranet
resource, which is comprised of links to PDF documents. Each of these documents
relate to a specific Command Management Framework (CMF) portfolio.

Each of PDF document in the Compliance Manual has a basic format. They each
include information under four subheadings:

o ‘Risk/s’;

. ‘Source Documents’;

o ‘Reference Material’; and

. ‘Inspection Procedure/Review Process’.

Some documents include an additional subheading: ‘Risk Factors’. The meaning of
each of the subheadings is explained in a ‘Glossary of Terms’ appearing in a one-page
document, which is also linked to the Compliance Manual, entitled ‘Instructions for this
Manual’. As defined, the meanings attached to each of these terms are as follows:

Risk/s. The probability that an event or action may adversely affect the
organisation.

Source Documents. Any book, register, document or form, paper or
electronic, either corporately or locally developed completed in the course
of an officer’s duties (sworn or unsworn).

Reference Material. Documents and other material, which may include
policy or procedural guidelines, which assist in further explaining the
portfolio or risk area. These will generally be hyperlinked.

Inspection Procedures. The suggested procedure to identify errors,
omissions and failure to comply with policy and accepted procedures.

Risk Factors. A further explanation of events or actions, which pertain to
the portfolio or risk area.'®

The compliance manual document relevant to the Complaints CMF portfolio lists
documents that may be used by commands to self-audit the effectiveness of their

192 NSW Police 2005, Compliance Manual, p. 2.
1% NSW Police Force intranet, Compliance Manual, ‘Instructions for this Manual’, downloaded 1 April 2008.
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complaints handling system. Included is the list of ‘source documents’ that mentions
high risk officer lists and risk assessments.***

DUTY OFFICER DEPLOYMENT MODEL AND PERFORMANCE
AGREEMENTS

The Duty Officer Deployment Model (DODM) was rolled out to local area commands
between June 2006 and March 2007 after a 14-month trial, with the stated intent of

engaging ‘duty officers as members of local area command management teams’ **®

The main feature of the DODM is the creation of a ‘Senior Management Team’
comprising: the local area commander; crime manager; local area manager; and duty
officers who have rotational ownership of five management portfolios, headed:
‘Operations (Crime & Safety)’, ‘Human Resources (People)’, ‘Customer Service
(Community & Partners)’, ‘Systems and Processes (systems), and ‘Professional

Standards (Community/Partners & People)’.*?®

Each management portfolio has a list of ‘core responsibilities’ for which the portfolio
holder is responsible. One way that this is reflected is by the incorporation of these
responsibilities into annual performance agreements. As indicated on the NSW Police
Force intranet:

The Duty Officer Deployment Model [DODM] contains performance
agreements specifically relating to each portfolio, and at the same time
includes corporate responsibilities imposed on a Duty Officer within the
Duty Officer Statement.*’

The Professional Standards portfolio holder is responsible for maintaining ethical
standards with a focus on: ‘complaints management’, ‘corruption prevention’, and
professional standards ‘training and development’. ‘Expectations’ and ‘Actions’ for each
focus area are listed in a related performance agreement document for the portfolio
holder.'® The ‘Expectations’ and ‘Actions relating to ‘complaints management,

1% NSW Police Force intranet, Compliance Manual, ‘Complaints’, downloaded 18 July 2008.

1% NSW Police Force intranet, ‘Duty Officer Deployment Project — Conceptual Summary’, downloaded 1 April 2008

1% NSW Police Force, Duty Officer Deployment Project, ‘Duty Officer Model Summary’, NSW Police Force intranet,
downloaded 1 April 2008. Under the model, ownership and distribution of portfolios varies between metropolitan and
country local area commands, depending of the actual number of duty officers deployed. The model provides four basic
variations. The basic model applies to metropolitan commands with five duty officers, in which case portfolios are evenly
distributed. Three variations apply to country local area commands depending on whether they have three, four or five
duty officers. The same set of expectations and actions are reproduced in performance agreements for duty officers
holding the Professional Standard portfolio in both metropolitan and country local area commands with four or five duty
officers. In country local area commands with only three duty officers, however, professional standards responsibilities
and corresponding actions and expectations are included within the Human Resource portfolio (NSW Police Force,
Performance Agreement for Duty Officer—Professional Standards, Metropolitan LAC with 5 Duty officers, p. 4; NSW
Police Force, Performance Agreement for Duty Officer—Professional Standards, Country LAC with 5 Duty officers, p. 4;
NSW Police Force, Performance Agreement for Duty Officer—Professional Standards, Country LAC with 4 Duty
officers, p. 4, NSW Police Force, Performance Agreement for Duty Officer—Human Resources, Country LAC with 3
Duty officers, p. 6, downloaded from NSW Police Force intranet 1 April 2008.

" NSW Police Force intranet, ‘Duty Officer Deployment Model Project — Managing Performance’, downloaded 1 April
2008.

%8 The same set of expectations and actions are reproduced in performance agreements for duty officers holding the
Professional Standard portfolio in both metropolitan and country local area commands with four or five duty officers. In
country local area commands with only three duty officers, however, professional standards responsibilities and
corresponding actions and expectations are included within the Human Resource portfolio (NSW Police Force,
Performance Agreement for Duty Officer—Professional Standards, Metropolitan LAC with 5 Duty officers, p. 4; NSW
Police Force, Performance Agreement for Duty Officer—Professional Standards, Country LAC with 5 Duty officers, p. 4;
NSW Police Force, Performance Agreement for Duty Officer—Professional Standards, Country LAC with 4 Duty
officers, p. 4; NSW Police Force, Performance Agreement for Duty Officer—Human Resources, Country LAC with 3
Duty officers, p. 6, downloaded from NSW Police Force intranet 1 April 2008.
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‘corruption prevention’ and ‘training and development’ are listed in Table A2.1. In
references to corruption prevention, the expectation and action mention ‘evidence of
the review of high risk officers’.

Table A2.1: ‘Expectations and Actions’ relating to ‘complaints management’, ‘corruption
prevention’ and ‘training and development’ under the Duty Officer Deployment Model

Responsibility | Expectations and Actions

Complaints e Membership of Complaints Management Team (agreed frequency);
management e 100% application of risk assessments to new complaints (records
retained);

e Monitoring and verbal reporting to Senior Mgt [sic] Team on complaint
trends within LAC & surrounding LACs;

e 100% quality assurance of complaint assessments, investigations and

management actions;

Oversight of the management of Cat 1 investigations;

Number of local grievances handled/informal resolution;

Evidence of ongoing risk assessments of command overall;

Documented improvements in processes after complaint investigation or

risk assessment;

e Coordinate on behalf of the commander targeted drug and/or alcohol

testing.
Corruption e Ensure Corruption Resistance Plan is revised biannually, and linked to
prevention Command Management Framework;

e Ensure performance measures are included in the Corruption
[Resistance] Plan;**°

e Written report to Senior Mgt Team on performance measures from
Corruption [Resistance] Plan quarterly;*®

e Documented evidence of the review of high risk officers;

e Evidence of regular COPS access audits and appropriate action taken;

e Coordination of computer access audits ensuring 100% of command
completed annually;

e 100% audit of staff entering and leaving command.

Training and e Agreed % of senior officers with complaints management training &

development access to c@ts.i;

e Attendance at workshops/training days to ensure awareness of current
legislation and procedures;

e Training and development of staff in customer service;

e Training and development addressing corruption reporting mechanisms;

e Regular promotion of the Code of Conduct and Ethics.

A document headed ‘Duty Officer Statement’ provides further information on the role of
duty officers — irrespective of their portfolio responsibilities. With regard to complaint
management, the document states that:

Complaint Management involves monitoring complaint trends, pro-
active response to these trends, early intervention of ‘at risk’
officers, coaching and mentoring investigations, and
participation/coordination of Complaint Management Teams.?**

% The reference in the document is to ‘Corruption Prevention Plan’. A representative of the NSW Police Force, Project

Management Unit, advised the Commission on 13 March 2008 that the reference was not to a different document but to
the same document as the ‘Corruption Resistance Plan’.

2 The reference in the document is to ‘Corruption Prevention Plan’. A representative of the NSW Police Force, Project
Management Unit, advised the Commission on 13 March 2008 that the reference was not to a different document but to
the same document as the ‘Corruption Resistance Plan’.

1 NSW Police Force intranet, ‘Duty Officer Statement’, downloaded 1 April 2008.
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COMPLAINT MANAGEMENT TEAM POLICY

The Complaint Management Team (CMT) Policy was prepared by the Special Crime
and Internal Affairs Unit (SCIA) in June 2003 and sets out the roles and responsibilities
of CMTs.?®? As stated in its opening text, the object of the policy is to ‘promote

uniformity in the implementation of CMTs and the adoption of core standards across

the state’.?®

The Complaint Management Team (CMT) Policy states that CMTs are responsible for:

assessing complaints and determining the level of investigation
monitoring and reviewing complaints through to completion
assigning appropriate actions in resolving complaints.zo4

The document also lists the benefits of having CMTs and their main functions. Included

among the latter, the policy states that in addition to assessing, investigating and taking
actions:

Complaint Management Teams should also identify opportunities to correct
immediate problems and provide constructive ideas for:

improving service delivery

changing policies and procedures

identifying training requirements

identifying system shortcomings

modifying individual behaviours

205

identifying officers at risk of attracting complaints.

The benefits of having CMTs as listed in the document include, amongst other things,
providing:

an oversight of the broader management of complaints and an analysis of
trends in complaints and local management issues

opportunities for early management intervention

promotes uniformity in the development and implementation of planning
and the adoption of core standards.?*®

22 The document was last reviewed in June 2005.

203 N'SW Police Service 2003, Complaint Management Team Policy, June, p. 1.
204 NSW Police Service 2003, Complaint Management Team Policy, June, p. 4.
25 NSW Police Service 2003, Complaint Management Team Policy, June, p. 7.
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COMPLAINT MANAGEMENT MANUAL

The Complaint Management Manual is a multi-volume document, which provides
comprehensive guidance to commands on all facets of complaints management. It is
comprised of an Introduction and seven ‘Modules’, which are dated between 2005 and
2007. The Modules are headed:

o Receipting;

. Registration;

) Assessment;

. Investigation;

. Outcomes and Actions;
o Closure; and

o Finalisation.

The Introduction states that the:

manual is a comprehensive resource on all aspects of complaint
management. Its aim is to make sure that all complaints are managed to
the high standard expected by the NSW Police Force and the oversight
bodies. The manual explains what a complaint is under Part 8A of the
Police Act 1990, how to handle complaints appropriately and how to
investigate and resolve them in an accurate, timely and professional
manner. It also identifies the pivotal role of Complaint Management Team
(CMT) members in all stages of complaint management.207

In its essential points, the Compliant Management Manual restates the information that
appears in the Complaint Management Team Policy about the role and benefits of
having CMTs. In addition, it provides the following types of information:

. In the Module headed ‘Assessment’, the Manual makes the point that
complaints might serve as springboards for taking organisational action:

Once it has been confirmed that the complaint is a complaint under
Part 8A, the next stage of the assessment process is to determine
the risks involved and decide whether and what level of
investigation is needed. This step is critical, as not all complaints
will warrant an investigation or action. For example, if a complaint
is declined for investigation under section 141(1) no investigative
action will be required however it may be resolved by way of
immediate organisational action such as reinforcement of a policy
or procedure.208

o The assessment processes mentioned in the preceding quotation is
facilitated by a risk assessment tool. This tool was developed by the
Commissioner’s Inspectorate of the NSW Police Force and provides a

26 NSW Police Service 2003, Complaint Management Team Policy, June, p. 4.
27 NSW Police Force 2005-2007, Complaint Management Manual, ‘Introduction’, p. 1.
28 NSW Police Force 2005-2007, Complaint Management Manual, ‘Assessment’, p. 10.
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the issues involved in the complaint
the complainant’s history — COPS, CAD etc
the complaint history of the officers involved

records of positive acknowledgement history, SAP, secondary
employment, sick leave, local management issues etc. 209

The CMT should identify any previous complaints that may be
relevant or related to the current matter and provide this
information to the investigator in the context to which it belongs.
The CMT and the investigator must use their discretion and
judgment in assessing the relevance of the officer's complaint
history at each stage of the complaint management process. A
complaint history may be of significance to the contemporary
complaint even where past allegations were not substantiated. It
may reflect a pattern of behaviour or ‘steps in the sand’ towards
more serious behaviour.

At the assessment stage, an officer's complaint history may affect
the categorisation of the complaint. For example, if the complaint
involves allegations of harassment and discrimination relating to
sex, race, marital status, age, disability, homosexuality,
transgender or carer responsibilities, the officer's complaint history
is critical to deciding whether the complaint fits the criteria under
s122 (2) or as a notifiable complaint when there is evidence of a
previous similar incident. The officer's complaint history is also
relevant when selecting the level of investigation required
addressing the issues of the complaint.

At the investigation phase, the officer's complaint history may help
you establish avenues of inquiry ... Reviewing an officer’s
complaint history supplements the information already available to
CMTs and may assist with decisions about the degree of
investigation required.

Finally, at the action/outcome stage the officer's complaint history
is a relevant consideration for the CMT in determining the
appropriate management outcome. An officer who has previously
been dealt with managerially in relation to similar matters will

209

NSW Police Force 2005-2007, Complaint Management Manual, ‘Assessment’, p. 10.
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list of things CMTs need to consider in making their assessment,
including:

The module headed ‘Assessment’ also provides the following
information under the heading ‘Subject officer's complaint history’:
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attract more significant management action than someone with no
previous record of complaints on the same issue.?*°

After assessment or investigation, the Complaints Management
Team (CMT) must initiate the appropriate actions in response to a
complaint. On c@ts.i this process is conducted within the
‘Actions/Outcomes’ step.

The actions may focus on either the officer, the customer, or on
organisational policies and procedures. They might vary from no
action to criminal charges to modifying policies. The focus should
not always be on the subject officer as their actions may have
been due to an honest mistake, poor judgement or inexperience.

The purpose of the action process is to record the actions taken to
resolve each of the issues in a complaint. It may take place after
assessment, if no investigation or informal resolution is required, or
after the conduct of an investigation.

When deciding on appropriate actions, you need to consider:
customer requirements
the appropriate and timely management of the situation
effective management intervention
addressing systemic issues

the officer's performance history, complaint profile, risk
factors and past responses to management intervention

any mitigating circumstances.’*

The Module headed ‘Actions and Outcomes’ lists and explains
types of actions that may be taken in relation to the:

officer — to modify the behaviour that gave rise to the issue in the
complaint or improve their performance [including action under
Part 9 of the Police Act]

customer - to satisfy the customer or complainant

organisation - to address organisational, procedural or systematic
failure. You might for example modify a roster, alter a policy or
procedure or update a computer system. These actions could
relate to both corporate and local policies and procedures.

210
211

NSW Police Force 2005-2007, Complaint Management Manual, ‘Assessment’, pp. 17-19.
NSW Police Force 2005-2007, Complaint Management Manual, ‘Actions and Outcomes’, p. 2.
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In the Module headed ‘Actions and Outcomes’, the Manual provides
information on the types of actions that may be taken in response to a
complaint. The Manual makes it clear that such action may focus on the
officer or on organisational policies and procedures:
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[Organisational] actions may relate to addressing organisational,
procedural or systemic deficiencies. For example, an investigation
may identify that policies or procedures need to be rewritten,
modified or updated.

Alternative actions could be to reinforce or remind staff of a policy
or procedure through local training, mandatory lectures or
emails.?*?

POLICE HANDBOOK

The Police Handbook is a consolidated policy and operational procedures document,
which brings together corporate policy advice on 150 different topics. These are
organised alphabetically and each usually includes the date at which the advice was
last updated. The Handbook provides advice on topics ranging from ‘Aboriginal issues’
to ‘Young Offenders’. The types of advice provided typically relate to legislative or
policy compliance. The section on computers contains the following references to high
risk officers:

Computer access audits

Random COPS/RTA access audits are to be conducted for all police and
administration officers with access to ‘on line’ computer systems.

Commander

Nominate a coordinator (usually your executive officer) and a supervisor/s
(usually duty officers/team leaders or equivalent) to run computer access
audits in your command. Nominate an officer to audit the coordinator.
Ensure you and/or your management team identify any high risk officers.

Have your education officer raise the issue of unlawful computer access
regularly during education days, including positive comment about no
unlawful accesses being identified where appropriate.

When an unexplained access is brought to your notice decide whether it
warrants criminal investigation or managerial action and proceed
accordingly. In making your decision take into account such matters as the
nature of the access, any explanation offered (particularly about the intent
of the access), whether information was disseminated from the access, any
untruthfulness and the results of previous access audits. Remember, any
matter classed as a complaint against a police officer is to be recorded on
the NSW Police Force complaints system and not simply on a local
database or employee management system.”*

212
213

NSW Police Force 2005-2007, Complaint Management Manual, ‘Actions and Outcomes’, pp. 2, 10.
NSW Police Force intranet, Police Handbook, ‘Computers’, downloaded 1 April 2008.

POLICE INTEGRITY COMMISSION - PROJECT ODIN 149





