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This report is presented to Parliament in accordance with section 102J(2) of the Police
Regulation Act 1958. It considers issues arising from an Office of Police Integrity (OPI)
Review of the Victoria Police’s Management Intervention Model (ʻMIM’). The MIM
is the alternative dispute resolution process used by Victoria Police for the local
resolution of complaints about service delivery and less serious performance issues.
A comprehensive report of the review of MIM files, consultations and survey
results obtained by the OPI Review Team has been provided to Victoria Police for
consideration. This report summarises the key issues and makes recommendations.
It is tabled for the consideration of Parliament as a matter of public interest.

Michael Strong
DIRECTOR, POLICE INTEGRITY
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Glossary of Terms
COMPSTAT

Comparison of Statistics

Coordination Officer	Superintendent or Assistant Director of the Region or
Division where a complaint originates
ESD

Ethical Standards Department of Victoria Police

MIM

Management Intervention Model

OPI

Office of Police Integrity

PDC	Professional Development Committee, membership
includes the Regional Superintendent or equivalent,
Inspector (Continuous Improvement Portfolio) and
Human resources representative
ROCSID	Register of Complaints, Serious Incidents and Discipline
used by ESD as a case management database
Resolution Officer	Officer appointed by the Coordination Officer to
seek resolution complaint using the Management
Intervention Model
VPM

6

Victoria Police Manual

The Management Intervention Model
What is it?
According to the Chief Commissioner’s Instruction Victoria Police Manual 210-2:
The Management Intervention Model (MIM) is an alternative dispute resolution process
based upon a holistic approach that can be applied to the resolution of complaints, incidents
and issues. This model should be viewed as an options framework supplying an array of either
formal action, performance management and other statutory or resolution techniques. The
MIM sets the framework for intervention, while maintaining the philosophies of flexibility,
creativity, welfare, development, openness, fairness and expedience.
The five stated objectives of the model are:
• To facilitate the expedient resolution of complaints incidents and issues, thereby ensuring
the provision of a highly professional service to the community of Victoria
• To improve the service, options and outcomes to the public in handling of complaints
and issues
• To promote the integrity and reputation of employees and the Victoria Police
• To maintain and enhance professional standards of conduct and the ethical health of
the organisation
• To promote and encourage a flexible approach to resolve complaints, incidents and issues.
The category of allegations targeted for this process are:
Allegations made against members of a minor nature regarding service delivery or
performance management, e.g. rudeness, over-zealousness, that may be resolved speedily.
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Chart 1: Current process according to Victoria Police Manual
for matters suitable for Management Intervention Model

Complaint received
Complaints are received at
ESD or forwarded to them by
internal mail.

Complaint recorded
Information about the complaint
is then recorded on ROCSID.

Complaint assessed
The Classification Committee
assesses and triages complaints.
Investigations go to the Tasking
and Co-ordination Group before
being allocated to the Region or
kept at ESD.

Appropriate for
investigation at a
Regional level

To Regional
investigators

Suitable for alternative
dispute resolution by
Management
Intervention model
Appropriate for
investigation or other
action by ESD

To ESD
investigators
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Complaint forwarded
The file is forwarded by the
Ethical and Professional
Standards Officer to the
Regional Coordination Officer
(the Superintendent or
Assistant Director in Charge
of the Division) where the
complaint originated.

Complaint finalised
by ESD
ROCSID is updated and the
file is filed at ESD.

Complaint reviewed
and endorsed
File reviewed and endorsed by
the Professional Development
Committee then returned to ESD.

Alternative dispute
resolution attempted
Resolution Officer attempts
to resolve complaint through
alternative dispute resolution.

Complaint allocated
The Coordination Officer
allocates the file to a
Resolution Officer
(an Inspector) who
has the responsibility to
attempt to resolve the issue.

ESD
Region
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Overview
Background to this review
This report sets out the findings of an Office of Police Integrity (OPI) review of the
alternative dispute resolution system, known as the Management Intervention Model,
currently used by Victoria Police to deal with up to 30 per cent of police complaints.
In October 2007, the then Director, Police Integrity , Mr George Brouwer, tabled a
report of an OPI review of the Victoria Police disciplinary system, titled A Fair and
Effective Victoria Police Discipline System.1 In presenting the report to Parliament, Mr
Brouwer said the Victoria Police disciplinary system was ‘archaic, punitive, bureaucratic
and slow’ and that the system ‘fails to support the integrity of police members, undermines
their well-being, impedes their professional development and hinders the effective management
of Victoria Police’.2 He recommended a radical overhaul of the system. As the reformed
disciplinary model he proposed builds on the principles supporting the Management
Intervention Model, Mr Brouwer considered it prudent to evaluate the effectiveness of
the process to date in order to determine what adjustments, if any, need to be made to
facilitate the transition to the new system. Accordingly, he commissioned this Review
of the Management Intervention Model. The Terms of Reference for the Review are
included as Appendix One to this report. In addition to interviewing police and
inspecting documents, the OPI Review Team analysed 111 recently completed files
across regions and Departments, and surveyed 200 complainants and 200 police
members who had recently participated in the resolution process.
The OPI Review of the Management Intervention Model was conducted in the context
of Victoria Police’s preparedness to implement the reforms recommended in the
disciplinary review, summarised as follows.

A reformed discipline system
A Fair and Effective Victoria Police Discipline System identified four fundamental features
of a reformed system that would reshape the police discipline system, bring it into
alignment with contemporary public sector employment practices and properly
equip Victoria Police to meet the challenges of modern policing. Mr Brouwer said that
a reformed system should be characterised by:
• simplicity and speed;
• minimum formality;
• an emphasis on rehabilitation and rectifying faults rather than punishment; and
• management empowerment.3

1 Office of Police Integrity, 2007 A Fair and Effective Victoria Police Discipline System
2 Office of Police Integrity, October 2007 A Fair and Effective Victoria Police Discipline System p3
3 Office of Police Integrity, October 2007 A Fair and Effective Victoria Police Discipline System p17
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Mr Brouwer recommended:
1. Reducing, or eliminating the differences between the discipline arrangements for police
and other employees.
2. Reducing the number of sanctions and increasing performance development with a focus
on rehabilitation.
3. Increasing local decision-making and responsibility for discipline matters.
4. Linking the discipline system with the performance management system.
5. Reducing complexity and speeding up processes.
6. Streamlining dismissal processes.
7. Streamlining and simplifying review and appeal rights.4
The proposed reforms envisage that local and regional managers will assume
responsibility for managing the majority of complaints or misconduct issues
originating in their area of operations. A key element of the proposed reforms is a
‘Performance Management Process’. Under this process, local managers are expected
to ensure that allegations of misconduct are investigated, then link investigation
outcomes to performance improvement measures. Where the conduct of an individual
falls short of expected standards but is not so inappropriate as to warrant dismissal,
the individual’s manager, in consultation with the individual, will devise, implement
and monitor a performance management plan for him or her. Where complaint or
conduct investigations indicate defects in systems or processes, local and regional
managers will devise, implement and monitor systems changes aimed at improving
policing services to their local community or within their area of responsibility.
Under the Performance Management Process, the Ethical Standards Department
of Victoria Police (ESD) will cease to have a direct involvement in the majority of
complaints and misconduct investigations. While retaining responsibilities for
overseeing ethical standards, ESD will be responsible primarily for investigating
allegations of misconduct warranting dismissal such as criminal or corrupt conduct
and for implementing a faster, more streamlined dismissal process for those police
whose conduct warrants dismissal from Victoria Police.
The proposed Performance Management Process extends the scope of local
management responsibility so that it will apply not only to complaints suitable for
local resolution, but also to all misconduct issues except those warranting, or
potentially warranting, dismissal. Based on current statistics, this means local
managers will be responsible for eighty to ninety per cent (80–90%) of all matters
currently dealt with as disciplinary matters.

4 Office of Police Integrity, 2007 A Fair and Effective Victoria Police Discipline System p13
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Context for an alternative dispute resolution process
For the public to have confidence in a police complaints system, the system must be
able to demonstrate that complainants are listened to and taken seriously. Without
this, there is a risk some complaints will be merely
swept under the carpet or complainants will be cajoled into a bureaucratic process with the
result being driven by quantitative targets rather than complainant satisfaction.5
In its recently released strategic plan, The Way Ahead 2008–2013, Victoria Police
undertakes to have managers committed to providing ethical leadership and makes
a commitment to improve community confidence in Victoria Police and increase
satisfaction with the delivery of police services. To achieve these aims Victoria Police
will have to focus attention on improving service delivery to people in contact with
police. The alternative dispute resolution process is an ideal mechanism for engaging
with community members, identifying community expectations, improving customer
satisfaction, learning from mistakes, identifying trends and managing both individual
and corporate performance.
The effective transition to a reformed disciplinary system envisioned in A Fair and
Effective Victoria Police Discipline System, which will retain an alternative dispute
resolution system, is heavily reliant on Victoria Police changing their attitudes
towards complaints and the way they deal with misconduct issues. Police must shift
the focus of their attention away from a punitive system based on establishing guilt
or innocence towards a system that values feedback and learning from mistakes.
Conciliation and mediation skills required for effective alternative dispute resolution
are equally desirable in managing underperforming staff.
The OPI Review team found that ESD has been proactively working towards increasing
regional responsibility for complaint handling for some time. Over the past three years
the number of all complaint matters resolved through the Management Intervention
Model has increased from 10 to 30 per cent . Of the remaining complaints, half have
been referred to regions for investigation. In particular, the role of the Ethical and
Professional Standards Officer has developed into an integral part of the complaint
management, advisory and marketing role within the Regions and Departments.

Issues with the current alternative dispute resolution process
The OPI Review concluded that whilst the principles underlying the Management
Intervention Model are sound, there are still too many within Victoria Police whose
response to complaints appears process driven. Too few complainants feel listened to,
and many believe that their complaints have not been taken seriously. Too many police
members who have been the subject of complaints still see the alternative dispute
resolution process as too closely linked to the old punitive disciplinary system and
wrongly believe that it unfairly impacts on their careers.

5 From Informal to Local Resolution: Assessing Changes to the Handling of Low-Level Police Complaints: School of Law,
King’s College London p. vii
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The OPI Review Team has identified issues with the Management Intervention Model
which include the following:
• Difficulties with the implementation of the Management Intervention Model have
meant that there is confusion among those involved in the resolution of complaints
about the intended purpose of the process.
• Insufficient training about the intent of the model has meant that there is a focus
on process issues, and ‘managing the complaint’ and reducing complaint numbers,
rather than achieving outcomes such as improved customer satisfaction and
enhanced performance. There has been a tendency for some Resolution Officers
to focus on the blameworthiness of the police officer. Once the police member is
exonerated, the file is quickly finalised, without regard to customer service issues
or any learning outcomes.
• Few of the measures introduced to oversee the complaint handling processes have
worked effectively. New Regional and Departmental Professional Development
Committees have developed on an ad hoc basis with little common understanding
of their intended role, and little evidence of value-adding to service delivery or
performance outcomes.
• Involvement of ESD in the assessment, data collection and information management
processes is an inefficient use of resources and impedes the frank admission of
mistakes and inhibits local ‘ownership’ of problems.
• Despite an internal review of the process in 2006, little has been done by Victoria
Police to address the identified problems, such as inadequate technological
support, excessive delays, inadequate trend analysis, inadequate training about the
process and lack of integration with performance assessment and improvement
processes.
• Despite a corporate commitment to the principles underpinning the model,
corporate monitoring of the effectiveness of the Management Intervention Model
has been inadequate and insufficient attention has been given to aligning the
corporate goals of achieving high levels of customer satisfaction and professional
integrity with an efficient complaints handling processes.
The Management Intervention Model replaced the previous Public Incident Resolution
Process that had been introduced in 1997. Two Client Surveys of the Public Incident
Resolution Process (one in 1999 and one in 2002) identified:
-- relatively high police satisfaction with the process, but relatively low complainant
satisfaction with the process;
-- inadequate training and understanding about the principles underpinning the process;
and that
-- in many cases the necessary remedial action with the aim of improving the Subject
Employee(s) future performance is left unaddressed.6
6 Victoria Police Public Incident Resolution Survey Outcomes 1 April 2001 to 31 March 2002 p3
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It is disappointing to note that the shortcomings identified in the OPI Review of
the Management Intervention Model echo these earlier findings. Victoria Police has
apparently failed to heed the lessons from implementation of the Public Incident
Resolution Process.
However, despite existing weaknesses, the principles and philosophical intent
underlying the Management Intervention Model are sound. The Review Team’s
survey of complainants and Victoria Police members found general support for the
model.
The inadequate Statewide implementation of the model resulted in inconsistencies
across policing service areas. This, however, created opportunities for some local
area managers to come up with innovative solutions to some problems. Relatively
simple steps can be taken to remove existing barriers that prevent the model working
as originally intended, but this requires a corporate commitment to addressing the
concerns raised by the OPI Review.

How to fix it?
• Victoria Police must instil a new approach to dealing with complaints and
misconduct within the workforce. Complaint numbers have little relevance as
indicators of ethical or professional standards. In contrast, attitudes to complaints
and how they are dealt with are very strong indicators of the ethical health of an
organisation. Victoria Police should take the opportunity to use the alternative
dispute resolution of complaints to build community confidence in police and
improve service delivery.
• Every Victoria Police employee must accept that he or she has an individual
responsibility to improve service delivery and ensure the ethical health of the
organisation. Victoria Police must ensure that all employees understand how these
responsibilities can be integrated into every aspect of the work they do.
• Regional and Departmental Professional Development Committees must take
a leadership role in promoting the ethical health of their local workforces. They
should promote a culture of customer service focus and of learning from mistakes
to improve performance. They should be held to account for what they have done
to ensure managers are managing their staff.
• The Victoria Police Corporate Committee, as part of its commitment to ensuring an
ethical and professional workforce, should actively oversee regional performance
and receive regular reports in relation to local customer satisfaction and
performance management issues.
• Victoria Police managers should be trained and their performance regularly
assessed in relation to their ethical, values-based leadership and what they have
done to achieve improved performance outcomes for individuals and their local
policing service area. They should also receive training in mediation, conflict
resolution and managing underperformance.
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• Victoria Police, as a matter of urgency, must update its archaic information
management systems. Currently local managers do not have access to ESD’s
database, the Register of Complaints, Serious Incidents and Discipline (ROCSID).
This makes it difficult, if not impossible, for those managers to monitor trends or
to effectively and expeditiously manage local complaints about service delivery or
poor performance.
• Finally, ESD should extricate itself from the day-to-day management of complaints
about service delivery and focus on investigating allegations of misconduct
warranting dismissal such as corruption and criminal conduct. As part of its
corporate responsibility regarding ethical health, ESD should monitor systemic
issues and audit local Professional Development Committees so as to:
-- identify and publicise innovative measures to enhance performance and improve
customer satisfaction;
-- provide independent oversight of the management of ethical health issues;
-- identify employees at risk of corruption or developing more serious misconduct
behaviour; and
-- provide expert advice to Regions about corruption prevention strategies.
Chart 2 on the following page depicts the proposed process recommended in
this report.
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Chart 2: Proposed process for matters suitable for
alternative dispute resolution

Complaint received
Complaints are received at
ESD or Region or forwarded to
them by internal mail.

Complaint recorded
Information about the
complaint is then recorded
on new database.

Appropriate for
investigation at a
Regional level

Complaint assessed
ESD or PDC assesses
and triages complaints.

To Regional
investigators

Suitable for
alternative dispute
resolution by
local management
Appropriate for
investigation or other
action by ESD

To ESD
investigators
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Complaint file
created in Region

Complaint reviewed,
endorsed and finalised
File reviewed and endorsed by
the Professional Development
Committee then filed at Region.

Alternative dispute
resolution attempted
Resolution Officer attempts
to resolve complaint through
alternative dispute resolution.

Complaint allocated
The Coordination Officer
allocates the file to a
Resolution Officer who has the
responsibility to attempt to
resolve the issue.

ESD
Region
ESD or Region
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Outcome of the Review
Implementation
In December 2004, following a successful pilot, Victoria Police Command decided
to replace the Public Incident Resolution Process with the Management Intervention
Model. ESD was responsible for carrying out the necessary implementation tasks.7
Training was to be completed by 30 April 2005 ‘and a full cut-over to MIM to be completed
by 30 June 2005’.8
In October 2006, ESD conducted a post-implementation review. The ESD review
concluded that the new model had a number of strengths, but there were opportunities
for improvement. The report of the review noted that the deployment process was
‘fast tracked from pilot stage due in part to the popularity of the process in the Regions. This
accelerated passage has created some shortcomings, primarily in the area of support and
marketing/training’.9 The review found that ‘reporting processes are all over the place due to
no training’.10
The new model represented a change in the philosophical approach to complaint
handling. Training about this change was essential. It was a first step in an early
intervention system intended to enable managers to address performance issues
before they became problematic. It was intended to bring a community or customer
service focus to Victoria Police and to improve the conduct of police members through
a conciliatory model based on learning from mistakes, rather than a system based on
determining guilt and punishing wrongdoing.
Originally ESD, through their Ethical and Professional Standards Officers, conducted
a number of information sessions about the Management Intervention Model
throughout the State. Despite this, police to whom the Review Team spoke said they
were not properly trained about the model. While some of these police members may
not have received specific training in relation to the model, others may not recall
receiving specific ‘training’ but nevertheless have been exposed to the principles
underpinning the model through other training they have undertaken. The Education
Department said there are a number of courses available that include components on
ethics, professional behaviour and resolution techniques. In particular, the Diploma
of Police Supervision contains a role-playing segment where participants are assessed
on their conciliation skills using scenarios from alternative dispute resolution
cases. Furthermore, ESD manage a Discipline Investigation Course which includes
a one and a half hour session specifically on the Management Intervention Model.
Notwithstanding these opportunities, a significant proportion of the workforce appear
to have a limited knowledge and understanding of the Management Intervention
Model, and its relationship to achieving Victoria Police’s stated goals of performance
improvement and customer satisfaction.
7
8
9
10
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Victoria Police Ethical Health Strategy Stream Five
Victoria Police File Review of Discipline Process Working Party Structure/Terms of Reference 029875/02 p518
Victoria Police ABEF Self Assessment Project Report p4
Victoria Police ABEF Self Assessment Project Report p6

Deficits in the roll-out of a comprehensive training schedule were aggravated by the
fact that the Management Intervention Model policy and procedure did not appear
in the Victoria Police Manual until November 2006, some 18 months after the model
became operational.

Role of the Ethical Standards Department
Under the current Management Intervention Model process, ESD is involved in the
assessment, classification, and electronic recording of complaints before they are
forwarded for local resolution. On completion of the resolution process, files are
returned to ESD for review and filing (see pages 8-9). However, in the 111 files examined
by the OPI Review Team, there was little evidence that ESD ‘value added’ to the
alternative dispute resolution process or challenged any of the outcomes made by the
Regional or Departmental officers, making the benefits of such extensive involvement
debatable. At present, access to the Victoria Police complaints management database
ROCSID is limited to ESD employees, which makes ESD’s current involvement in the
process essential. However, the ESD administrative processes add to the time it takes
for a complaint to be finalised and are an ineffective use of their resources, which
should be focused on investigating matters warranting dismissal.

Time taken to finalise complaints
The aim of the Management Intervention Model is the expeditious resolution of
complaints. Initially, matters were to be resolved within 28 days. Chronic failure to
comply with this time limit caused it to be extended to 40 days.
Figure 1 sets out the average time taken to resolve Management Intervention Model
files for each month in 2007.
Figure 1: Average days taken to finalise a file
Month

Jan

Feb

Mar

Apr

May

Jun

Jul

Aug

Sept

Oct

Nov

Dec

Av. Days

104

103

102

103

100

99

99

111

97

95

95

92

The 111 files examined by the OPI Review Team took an average of 89.21 days to
complete. Thirty-six (32.4%) took in excess of 90 days to complete. Only 22 (19.8%)
were completed within 40 days.
Police told the OPI Review Team that it could take up to two weeks for a Management
Intervention Model file to arrive at a station, irrespective of whether it was in
a metropolitan or regional area. It could take a similar time to delegate or assign
responsibility for resolution of the complaint. In one instance, the resolution officer
received the file after the initial 40-day timeframe for completion had expired. On
average, 9.92 days had elapsed from the date the file was created at ESD until the
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person given the task of resolving the complaint received the file. Figure 2 sets out the
number of files from each region or department completed within the 40-day period
for January/February 2008.
Figure 2: Files completed on time for January/February 2008
Total Management Intervention
Model files

Number returned
on time

Region 1

22

3

Region 2

7

2

Region 3

11

0

Region 4

21

5

Region 5

8

2

Crime Dept

1

0

Others

11

4

Department

Both Figure 1 and Figure 2 demonstrate a consistent pattern of failure to comply with
the time limit set for the completion of files. Despite receiving these monthly reports,
Victoria Police Corporate Command and Regional Management do not appear to
have addressed the problem.
Because of the poor compliance in meeting time limits set for the completion of files,
ESD conducted an audit of Management Intervention Model files in April 2007. While
some delays may be unavoidable due to external factors, this audit found that common
reasons for the delay included:
• the investigation or complaint handling proved to be more complex than originally
thought;
• further information was needed to progress the file;
• relevant staff were not available due to leave rostering or duty requirements; and
• time was lost due to physical file movement.11
Station staff spoken to by the OPI Review Team confirmed that these factors contribute
to the delay in completing matters. Each of these factors can, however, be addressed.
It appears some Resolution Officers conduct detailed and extensive investigations,
adding unnecessary complexity. The resolution process should not be confused with
an investigative process. If, after a preliminary assessment of the issues, misconduct
issues have emerged warranting investigation, Coordination and Resolution Officers
should arrange to have the file re-classified. If leave or duty requirements prevent
speedy resolution of a matter, the management of the complaint should be re-allocated,
or an extension of time sought.
11 Victoria Police Ethical Standards Department June 2007 Monthly Report p3
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Delays in resolving complaint files exacerbate the stresses associated with the process
for both complainants and police. Responses to the OPI Review Team’s survey
support the findings of other research about participation in drawn-out processes.12
Complainants were dissatisfied with the Management Intervention Model process if
they felt that it had ʻdragged on’. They often felt that the process had been a ʻwaste of
time’, with some noting that delays caused them to question the amount of attention
being paid to their complaint. One respondent summed up the slow resolution of a
complaint as ʻjustice delayed – justice denied’. Survey responses from police indicated
that delayed resolution of complaint files increased their stress and caused them
to worry more about the possible impact on their career prospects. Some police
respondents wrongly believe that an open complaint file automatically suspends any
pending promotions, transfers or pay increments. Generally, police are dissatisfied
when a complaint takes a long time to be finalised.
It should be noted that data in Figures 1 and 2 relate to the time taken from the date
the complaint is registered to the date the file is put away at ESD. Victoria Police advise
that in the last three months a change in the policy for determining the completion
date of a Management Intervention Model file has been adopted. This change means
that the completion date is now the date that the resolution report is signed off and
agreed to by the independent officer within the Region or Department, rather than
the date the file is put away at ESD. This change should see a significant reduction
in the amount of files that are recorded as not being completed within the 40-day
timeframe currently allocated.

Urgent need for an information technology solution
As well as being accessible only by ESD officers, the current complaints management
database, ROCSID, has a number of defects that are discussed in more detail in the
OPI review of the discipline system.13 Because of the inadequacies of the ROCSID
system, Region 4 has developed a local database to support regional management.
Region 1 and Region 3 management have indicated that they too are considering the
development of their own local databases.
This proliferation of incompatible local databases poses a significant risk to Victoria
Police’s long term corporate data management. The OPI Review Team were told that
Victoria Police has recently commenced a review of the information technology
infrastructure requirements for the discipline system. This review needs to be
completed as soon as possible. Victoria Police needs a uniform, user-friendly and
accessible electronic complaints management system as a matter of urgency.
An improved information technology system should be accessible by local managers
who could receive complaints, assess and classify them, and record outcomes of the
resolution process. This would significantly speed up the complaint management
process and obviate the need for central control by ESD. ESD should retain a
monitoring and quality assurance role, but this could be done electronically rather
than through the archaic and bureaucratic paper-based system currently in place.
12 Local Resolution: The Views of Police Officers and Complainants, Institute for Criminal Policy Research School of Law,
King’s College London p18
13 Office of Police Integrity, October 2007 A Fair and Effective Victoria Police Discipline System pp42-44
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Regional staff responsibilities
The coordination of the complaint resolution process is the responsibility of the
Superintendent of the Region, or equivalent, in charge of the Department from which
the complaint originated. This person is known as the Coordination Officer. The OPI
Review Team’s audit of completed Management Intervention Model files found that
Superintendents had limited input into the coordination, direction or outcome of the
resolution process. In many instances, there was no evidence the Superintendent had
even seen the file.
The Resolution Officer is the person nominated by the Coordination Officer to be
responsible for resolving the complaint. According to the Victoria Police Manual
(VPM), the Resolution Officer should hold the rank of Inspector, Superintendent
or Assistant Commissioner. While the Resolution Officer can delegate some of the
tasks associated with resolving a complaint, matters for which he or she retains
responsibility include the following:
• determining the appropriate resolution technique in relation to the complaint,
incident or issue;
• resolving their allocated Management Intervention Model files expeditiously;
• focusing on employee development and welfare;
• keeping all the relevant parties fully informed throughout the process;
• achieving outcomes in the resolution of matters that benefit the employee,
Victoria Police and the complainant; and
• applying the principles of natural justice to all phases of the investigation.14
With few exceptions, officers who had acted as Resolution Officers told the OPI
Review Team that they had not received adequate training about how to undertake
their responsibilities. Feedback from complainants indicates that increased attention
to effective communication, alternative dispute resolution and mediation skills would
significantly increase positive outcomes. Resolution Officers would also benefit from
learning how to integrate the personal and professional development of their staff
into the complaint resolution process.
The OPI Review found that of the 111 completed MIM files examined, 87.4% (97) were
delegated to Sergeants, Senior Sergeants or Acting Sergeants. The Resolution Officers
completed only 9% (10). The remaining files (4) were allocated to Superintendents or
individuals at other ranks. The vast majority of the files had been delegated at least
once before reaching the officer who implemented the resolution process. In discussion
sessions at Police Stations, the OPI Review Team were told that some minor complaint
files have been allocated to Leading Senior Constables.
There are a number of risks associated with delegating the resolution of matters to
individuals with the rank of Leading Senior Constable or Acting Sergeant, not only
14 Chief Commissioners Instructions VPM 210-2-9
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in terms of their skills, qualifications and relationship to the individual complained
about, but also in terms of the perception of the complainant. Complainants are
entitled to expect that their complaint will be taken seriously and dealt with by
someone with the authority to address their concerns. Research conducted by ESD in
relation to complaints about ‘duty failure’ over a three-year period found:
Although constables show a significant amount of complaints of duty failure, the rank
attracting the greatest allegations of duty failure is in fact the rank of senior constable,
with a large number of sergeants also receiving duty failure allegations despite their greater
experience. Similar to the results for rank, the largest years of experience cohort to receive
complaints is that of between 6-10 years experience.15
This data provides compelling evidence of the need for individuals at or above the
substantive rank of Sergeant to be responsible for resolving complaints and working
with the police who are the subject of complaints to improve their performance.

Professional Development Committees
Part of the Management Intervention Model involved the establishment of Professional
Development Committees in each Region and Department. It was intended that the
Committees would oversee the management of matters requiring resolution, address
any issues emerging from the resolution process that could impact on the operation
or reputation of the Region or Department, and issue quarterly newsletters for
publishing on the Victoria Police Intranet.16
The OPI Review Team requested copies of meeting minutes from Professional
Development Committees in each Region, from ESD, and from the Education, Crime,
and Human Resources Departments.
Initially only Regions 1 and 4, the Crime Department and the Education Department
were able to produce minutes. Figure 3 sets out the total number of meetings held for
these areas from 2006 to March 2008.
Figure 3: Professional Development Committee meetings
Number of meetings held from 2006 to March 2008
Region 1 			

8

Region 4			

5

Crime Department		

18

Education Department

3

15 Victoria Police Duty Failure Complaints Analysis (Draft) 2007 p4
16 Chief Commissioners Instructions VPM 210-2.7.2 &2.7.3
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The OPI Review Team asked Chairpersons of the other Professional Development
Committees to explain how they are complying with the Chief Commissioner’s
Instruction.
The Assistant Director of the Human Resources Department told the OPI Review
Team that his Department is in the process of establishing a Professional Development
Committee.
Region 3 later provided the OPI Review Team with minutes of five interim
Professional Development Committee meetings held weekly during February 2008.
The Region 2 and Region 3 managers explained that their Regions were in the process
of restructuring. Both told the OPI Review Team that there had been a number of
occasions when various managers had met to discuss a particular issue (for example,
when a particular member was the subject of a number of complaints). In some
instances, it was decided to move the individual to another police station.
In Region 5 the Superintendent meets with the Ethical and Professional Standards
Officer and another Officer to review the Management Intervention Model files.
In August 2007, a proposal for the development of a more robust approach with a
mission statement, purpose and objectives was to be developed. By March 2008, no
information had been provided to the OPI Review Team to indicate any action had
been taken to progress this proposal.
There was evidence on 45 of the 111 files examined by the OPI Review Team that the
Professional Development Committee had endorsed the outcome, but police involved
in discussions with the OPI Review Team indicated that they had little contact with
the Professional Development Committees in relation to Management Intervention
Model files. They said that the Professional Development Committees had very
limited involvement with complaints resolution processes and provided minimal or
no feedback to Resolution Officers.
Collectively there are few proactive initiatives arising out of the Professional
Development Committees. The Crime Department is closest to achieving the aims of
the Management Intervention Model policy. They appear to be the only group issuing
a regular newsletter on the Intranet.
The role of the Professional Development Committee is fundamental to achieving
the objectives of the Management Intervention Model. Regions and Departments
have developed their own Committees without coordination and without external
monitoring or accountability. Their ad hoc development to date has put at risk aspects
of the Management Intervention Model and impeded the progress of Victoria Police’s
Ethical Health Strategy.
The chairs of current Professional Development Committees appear to have recognised
previous shortcomings and have told the OPI Review Team that they are taking steps
to address them. Whilst there needs to be flexibility to account for Regional and
Departmental anomolies, the key purposes and functions of the Committees should
be standardised across the Victoria Police, and aligned to the strategic ethical health
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objectives. Committee activities should be monitored and committee members held
accountable for discharging their responsibilities.
An active, engaged and forward-looking Professional Development Committee
is integral to an efficient and progressive process. The Professional Development
Committee should be the ‘driver’ of the performance improvement agenda throughout
the Region or Department. The Professional Development Committees have a critical
role to:
• ensure local ownership of customer satisfaction by oversighting the speedy
resolution of complaints;
• improve performance by monitoring trends, reporting centrally and oversighting
the management of individuals exhibiting poor performance; and
• provide ethical and values-based leadership by acting as a resource for line managers
focused on improving professional and ethical conduct in their staff.

Corporate responsibilities
For many years, corporate documents of Victoria Police have referred to a commitment
to acting with integrity, responding to community needs and continuously improving
services.17
In addition to the Victoria Police Corporate Strategic Plans, the OPI Review Team
reviewed the Business Plans of the Victoria Police Regions and Departments to discern
the extent to which business units within Victoria Police supported the broader
goals of the Corporate strategic vision and the Management Intervention Model. The
OPI Review Team found significant disparities in the amount of attention given to
supporting the objectives of the Management Intervention Model.
Most of the Regions and Departments identify the need for strategies to reduce
complaint numbers rather than strategies that use complaints as a mechanism to
achieve customer satisfaction and performance improvement.
The comparison of statistics process (COMPSTAT) is the major Victoria Police
corporate accountability mechanism. At regular intervals, Regional and Departmental
managers report performance outcomes in their area of responsibility to the Victoria
Police Corporate Committee. The COMPSTAT process is intended to enable Victoria
Police to regularly evaluate its performance against strategic goals or performance
targets with a view to continuously improving policing services.18
An examination by the OPI Review Team of COMPSTAT documents demonstrates
that apart from a Customer Satisfaction forum in August 2006, COMPSTAT has given
little attention to evaluating the Management Intervention Model. The OPI Review
Team were also advised that to date there have been no Corporate audits of the
Management Intervention Model.
17 Victoria Police Annual Report 2001/2002 Victoria Police The Way Ahead Plan 2003-2008, Victoria Police The Way
Ahead Plan 2008-2013
18 Victoria Auditor Report 2006, Planning for a Capable Victoria Police Workforce, Victorian Government. p46
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Given that the Management Intervention Model process was new, and linked to
achieving goals set in the Victoria Police Corporate Strategic Plan, it is concerning
that there appears to have been little corporate interest in ensuring the model was
achieving its stated aims. Despite repeated warnings from ESD that time limits set
for completion of the process were constantly being exceeded, little seems to have
been done to address the problem. Whilst ESD and OPI have conducted audits, good
governance principles should have required Regional or Departmental function
audits to be conducted to assess the progress of the implementation.
There are significant opportunities for Victoria Police to improve their services to
customers (both internal and external) by developing strategies within Regional
and Departmental Business Plans to focus on issues such as duty failure, improper
behaviour and resolving complaints in a reasonable time.
The COMPSTAT process is an invaluable tool for senior police management to
highlight successes and weaknesses in the Management Intervention Model process.
The OPI Review Team were told that there are now arrangements for the Corporate
Performance Unit to have access to ROCSID and MIM file data, which may be included
in the COMPSTAT sessions in the future.
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The Way Forward
The anecdotal information obtained by the OPI Review Team is the only available
information about the effectiveness of the Management Intervention Model. There
is little evidence to suggest managers use complaints about service delivery as an
opportunity to improve customer satisfaction or to improve individual performance
or general policing services. Whilst ESD reviewed the failure to comply with
time limits, Victoria Police itself has taken no other steps to review or audit the
effectiveness of the model. There is no system within Victoria Police to inform Victoria
Police managers about the extent to which the local complaint resolution process is
successful in resolving complaints, improving individual performance, or identifying
systemic weaknesses. The issues identified by the OPI Review can be rectified in the
following ways:

Re-focus complaint resolution processes
Victoria Police must re-focus its attention on the aims of the Management Intervention
Model. The procedural focus of complaints about service delivery issues should be to:
• build confidence in the process with both the complainant and any police who are
involved;
• act expeditiously and be seen to respond quickly and fairly to resolve matters;
• listen to the complainant’s concerns;
• listen to what any police involved have to say;
• address the complainant’s concerns by one or more of the following:
-- explaining police processes;
-- clarifying the law;
-- explaining why a complainant’s expectation of police may be unrealistic;
-- acknowledging any mistakes that have been made and explaining what action
has been taken to prevent them recurring;
-- incorporating any suggestions for ensuring mistakes are not repeated; and, or
-- incorporating any suggestions for improving policing services.
• encourage police involved to learn from the process or from any mistake;
• take the opportunity of improving police policies or practices;
• develop imaginative and innovative ways to address issues before they become
problematic; and
• record the outcome of the process.
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Victoria Police should consider re-naming the process to support the re-focus of
attention on the intended aims of the Management Intervention Model. Police
managers should be engaging in ‘Management Intervention’ as a matter of course in
their daily duties. The proposed ‘Performance Management Process’ for dealing with
misconduct is a management intervention process. Re-naming the process dealing
with matters suitable for alternative dispute resolution would provide an opportunity
to launch communication and training strategies aimed at building confidence in the
process. The rejuvenation of the process and its focus on improving policing services
to local communities could be communicated to police, complainants and the general
community and would boost confidence amongst police and citizens that Victoria
Police is committed to a fair complaints handling system focused on improving
services, rather than determining guilt or innocence.

Train and accredit Resolution Officers
Presently the title of ‘Resolution Officer’ is given to the Policing Services Area
Manager or Business Unit Manager. This Inspector then generally delegates the task
of resolving a complaint to someone else, which makes the title of ‘Resolution Officer’
confusing. The person who works to resolve the issue should be referred to as the
Resolution Officer. The Police Service Area or Business Unit Manager should continue
to be responsible for providing advice, and monitoring the resolution of complaints.
He or she is the Responsible Officer. The way Resolution Officers resolve complaints
should be assessed as part of their Performance Assessment process in terms of:
• learning opportunities identified and implemented;
• complainant feedback, including matters resolved in the first instance to the
complainant’s satisfaction; and
• timeliness of action.
This assessment process should be supported by the development and implementation
of a comprehensive training package as a prerequisite for accreditation of a Resolution
Officer, and the introduction of Victoria Police’s proposed Professional Development
and Assessment system based on a development culture.

Increase the role of the Professional Development Committee
Many Victoria Police senior managers appear to have significantly undervalued
the potential role, scope and importance of Professional Development Committees.
The development of a Committee Charter outlining a much broader and strategic
responsibility would emphasise local ‘ownership’ of ethical health issues and
performance improvement strategies. Each Committee could develop an annual
business plan with strategic goals and targets against which it could report.
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The requirement to provide quarterly newsletters for posting on the Intranet should be
enforced.19 Committee Chairs should be held accountable for ensuring the committee
discharges its responsibilities.
Corporate monitoring of the Committees could occur regularly using the COMPSTAT
process. ESD should conduct regular local function audits of the Committees and
their effectiveness in using the complaint resolution process to enhance customer
satisfaction and improve performance.

Change ESD’s role
ESD’s ongoing direct involvement in the Management Intervention Model process is
an inefficient use of police resources. A more effective role for ESD would be for it to
monitor and audit regional complaint handling processes with a view to identifying
systemic issues.
With an improved information technology system overseen by ESD, but which allows
local managers to enter data, there is no cogent reason why Regional Professional
Development Committees should not be responsible for the assessment, classification
and management of matters suitable for local resolution or investigation. Regionally
based Ethical and Professional Standards Officers could provide quality assurance.
Cases that are difficult to assess could be referred to ESD for advice. With the
proposed integrated performance management system to address underperformance
or misconduct not warranting dismissal, personnel files should be co-located with an
individual at the Regional or Departmental level.
The decentralisation of responsibility for managing complaints suitable for local
resolution will streamline a convoluted process that is time consuming and frustrating
for all involved. Contacting complainants shortly after they have lodged their
concerns (ideally within 5 days) will demonstrate a commitment to service delivery,
build confidence in the complaint process and significantly improve the likelihood of
speedily resolving the matter to everyone’s satisfaction.
Removing ESD from direct involvement in the local resolution of complaints will
appropriately locate ‘ownership’ of any problems with local management. Removing
ESD from the minutiae of the process will enable ESD to perform a more robust,
independent auditing and monitoring role and free up their resources to focus on
investigations involving misconduct warranting dismissal.

19 Chief Commissioners Instructions VPM 210-2-7.3
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Figure 4: Relationship between ESD and local management responsibilities
Monitoring responsibilities

Type of matter

ESD

Misconduct warranting dismissal
Investigated by ESD
Streamlined dismissal process (10%)

Professional
Development
Committee

Misconduct not warranting dismissal
Investigated by Region
Performance management plan oversight by ESD
(20–30%)
Suitable for alternative dispute resolution
Managed by Region oversight by PDC (60–70%)

Link customer focus to individual performance management
The OPI Review Team was told that Victoria Police has recently implemented a new
Performance Development and Assessment process. A capabilities framework that
includes a community or customer focus for each rank or employee grade supports the
new process. For example, general duties members are required to provide examples
to demonstrate that they have an understanding of customer needs. Sergeants are
required to demonstrate their efforts to ‘champion the customer focus’. If a police
officer consistently falls below the satisfactory level expected, the assessor must take
action to manage the person’s underperformance.20
Re-emphasising the local resolution of complaints and the philosophical underpinnings
of the Management Intervention Model should provide police with the opportunity
to demonstrate their customer service focus within the Capability Framework, set out
in Figure 5.
For example, a Sergeant is required to demonstrate an ‘understanding of customer
needs’ by showing he or she:
• takes concrete steps to improve client experience;
• ensures best possible outcomes for clients in all circumstances;
• is open to customer feedback and uses this opportunity to build more effective solutions.21
Individuals who may have been subject to a Management Action Plan as a result of a
complaint resolution process will have an opportunity to demonstrate a willingness to
develop their skills within the proposed Performance Development and Assessment
system.

20 Chief Commissioners Instructions VPM305-2
21 Victoria Police Capability Framework 25 June 2007 p15
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Figure 5: Capability pathways

31

Improve training
Information sessions provided during the implementation of the Management
Intervention Model were inconsistent and inadequate. As a result, there is limited
knowledge about the philosophical underpinnings of the Management Intervention
Model and its link to corporate strategic goals. To re-focus attention on the purpose
of the local resolution of complaints, staff at all levels need training. Training should
include:
• Challenging officers’ misconceptions about the nature of complainants and complaints;
• providing a better understanding of who complains and why they complain;
• Raising awareness of the aims of local resolution;
• Ensuring officers are aware that the process is not about apportioning blame but about
improving the quality of policing;
• Consolidating knowledge about where local resolution information is held and why it
is held;
• Challenging officers’ attitudes about the value of apologising; and
• Improving officer understanding of the benefits of the system for both individual officers
and the police service as a whole.22
Consideration should be given to giving Resolution Officers specialist training and
accreditation in alternative dispute resolution and managing performance.

New information technology system and support
The Victoria Police Discipline system database known as ROCSID is not capable of
servicing a locally based case management system. A more efficient, user-friendly
and secure information technology system is urgently required to:
• enable local managers to enter data and assess complaints;
• reduce the time taken to contact complainants and resolve complaints;
• monitor complaint resolution processes;
• monitor complaint trends;
• provide early warning systems for police at risk of serious misconduct or corrupt
behaviour;
• follow up recommendations to improve behaviour;
• identify best practices; and
• generally improve the management outcomes associated with the process.
22 Local Resolution: The Views of Police Officers and Complainants, Institute for Criminal Policy Research School of Law,
King’s College London p46
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Conclusion
Victoria Police’s corporate intention of being responsive to consumers of policing
services and focusing on improving performance is well documented, but is
poorly reflected in its complaint resolution processes. The OPI Review Team found
responsiveness to complainants depended on the attitude of individual Resolution
Officers, rather than a standardised approach to resolving complaints in an open,
fair and timely way. The majority of police who responded to the OPI survey (77%)
indicated that their involvement in a Management Intervention Model process had no
effect on how they performed their duties.
The mechanism for dealing with complaints about service delivery or less serious
misconduct should be separate from the system used to investigate allegations of
serious misconduct or corruption. This separation will encourage police to accept
the processing of complaints about service delivery or less serious misconduct as an
important part of providing policing services to their local community. The move away
from a punitive approach to a learning and development model will be supported by
the introduction of the Professional Development and Assessment system.
Professional Development Committees have a key role in achieving the strategic
objectives of local complaint resolution processes. There is an urgent need to ensure
they are active and forward looking so they can drive a reform process. Their enhanced
role in monitoring the resolution processes and performance improvement measures
is integral to improving professional policing services. They can play a unique role in
reflecting on past practices and recommending changes to develop and improve the
responsiveness of police to the needs of the communities they serve.
Delegating to local management, the responsibility for the classification and
management of complaints suitable for local resolution, whilst maintaining an
effective accountability framework, requires an effective information technology
solution as a matter of urgency. Without an effective information management system
to monitor complaints, Victoria Police will not be able to achieve the objectives of
the Management Intervention Model or implement the reforms identified in the OPI
review of the discipline process.
Making local management responsible for the assessment classification and
management of complaints suitable for resolution provides ESD with the opportunity
to perform a more vigorous monitoring and auditing role. OPI will in turn monitor
the way ESD performs this new role and the extent to which their reports to the
Victoria Police Corporate Committee are acted upon.
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Victoria Police members, particularly those involved in resolving complaints, must
be given training about alternative dispute resolution processes, customer service
strategies and how to manage performance. Every Victoria Police employee would
benefit from a better understanding of who complains and why, the need to admit
mistakes without apportioning blame, and how listening to complainants can provide
opportunities to learn from the process and improve the quality of policing.
The measures outlined above are consistent with achieving Victoria Police’s service
delivery principles. They align accountability and authority in order to achieve
front-line service delivery. They are prerequisites to enabling Victoria Police to provide
a modern, professional policing service equipped to respond to the changing needs
of the community it serves.
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Recommendations
Recommendation 1

That Victoria Police implement a three-tiered classification system for dealing with
complaints and incidents along the following lines:
• Service Delivery Issues. These matters are to be dealt with by local managers
through alternative dispute resolution processes. The object of the process
is to improve public confidence in policing and to ensure policing services are
responsive to local community needs. The Professional Development Committee
is responsible for overseeing resolution processes and ensuring matters are dealt
with in an open, fair and timely way. The Professional Development Committee
is responsible for preparing regular reports of its activities and regional customer
satisfaction and public confidence indicators.
• Misconduct not warranting dismissal. These matters are to be investigated at a
Regional level. The object of the process is to identify any individual or systemic
performance management issues and, where appropriate, to introduce performance
management action plans. The Professional Development Committee is responsible
for overseeing investigation processes and ensuring appropriate action is taken to
address any misconduct issues.
• Misconduct warranting or potentially warranting dismissal. These matters are to
be investigated by ESD. The object of the process is to identify those police whose
conduct is incompatible with him or her remaining a member of Victoria Police
and to institute a faster, more streamlined dismissal process for these individuals.
Notes
Either the Professional Development Committee or ESD can classify a complaint
or incident, and, if in the course of dealing with a complaint or incident fresh
information indicates a matter should be re-classified, either the Professional
Development Committee or ESD can re-classify a matter.
Where a member of police has been the subject of recurrent service delivery issues,
it will be appropriate to investigate whether the member is underperforming
and requires a performance management plan.
Where a member of police has consistently breached provisions of a performance
management plan or has failed to improve her or his performance, it will be
appropriate to investigate whether the member’s conduct warrants dismissal.
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Recommendation 2

That Victoria Police• Develop a Committee Charter and Standard Operating Procedures for the
Professional Development Committees;
• Establish a central coordination role to encourage performance standards and
improvements of the Professional Development Committees;
• Ensure Professional Development Committees develop annual Business Plans with
Key Performance Measurements;
• Develop a Professional Development Committee performance monitoring framework.
Recommendation 3

That ESD cease its direct involvement in service delivery issues. Whilst retaining
responsibility for overseeing the assessment and classification of all matters,
ESD delegate to Professional Development Committees the responsibility for the
assessment and classification of complaints and incidents that are made direct to local
policing services, other than misconduct issues warranting or potentially warranting
dismissal. ESD should focus on identifying members at risk of corruption, researching
prevention measures and investigating misconduct that warrants dismissal. They
should also adopt a more vigorous role in overseeing and auditing Professional
Development Committees.
Recommendation 4

That Victoria Police, as a matter of urgency, invest in a robust information technology
system for the classification and management of complaints and incidents. The system
should be overseen by ESD and, subject to suitable accountability measures, should
be accessible to local managers, so that they can monitor the progress of complaint
resolutions and misconduct investigations, and identify local trends and early
intervention opportunities.
Recommendation 5

That Victoria Police develop and implement training and communication strategies
aimed at informing police about changes to the systems and approaches dealing with:
• matters suitable for alternative dispute resolution;
• misconduct investigations; and
• the integration of these systems into performance assessment and management.
Further, that consideration be given to providing Resolution Officers with accreditation
linked to specialist training in mediation, conflict resolution and managing
underperformance.
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Appendix One – Terms of reference
and methodology
Review of Victoria Police Management Intervention Model
Objective

To conduct a review of the Victoria Police Management Intervention Model (MIM)
to determine:
• Its effectiveness in:
-- Resolving complaints;
-- Improving individual performance;
-- Identifying systems weaknesses;
-- Informing measures for improvement based on the identification of best practice;
-- Being a restorative justice tool; and
-- Achieving its stated objectives.
• Whether or not amongst Victoria Police there is:
-- A common understanding of the principles and processes required by the MIM;
-- A consistency of approach to:
• The resolution of complaints; and
• Management of staff involved in complaints.
• What action, if any, Victoria Police should take to ensure Victoria Police has
an effective performance management system that will support the goals of
restorative justice and the proposed reforms to the disciplinary system outlined
in the report by the Office of Police Integrity, A Fair and Effective Victoria Police
Discipline System.23
Methodology

As part of the review, the OPI Review Team inspected, reviewed and assessed a
number of Victoria Police documents, including the following:
• Victoria Police policies and practices relevant to the Management Intervention
Model;
• Victoria Police plans relevant to the implementation and management of the
Management Intervention Model;

23 Tabled in Parliament October 2007
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• Statistical data relevant to those files categorised to be handled within the MIM
process;
• 111 complaint resolution files (approximately 20 of the most recently completed
MIM files from each of the Five regions and the Crime Department).
• The OPI Review Team also met and spoke with 63 Victoria Police personnel
including the Assistant Commissioner, Ethical Standards, the Director Human
Resources, Ethical Professional Standards Officers, members of Professional
Development Committees, Resolution Officers, and rank and file police members.
To determine the perceptions held by police and members of the public involved
in the MIM process, the Review Team conducted a customer-based survey. Survey
questionnaires were dispatched to 200 complainants and 200 members who had
been involved in 111 cases using the MIM process. Copies of the questionnaires are
attached at Appendices Two and Three to this report. Responses came from 35% (69) of
the Victoria Police members and 40.1% (75) of complainants. Thirteen questionnaires
addressed to Complainants and two addressed to Police were returned marked 40 No
longer at this address. The relatively high response rate to questionnaires enabled a
number of relevant conclusions to be drawn.
Full details of the survey results are included as Appendix Four.
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Appendix Two – Complainant survey























 


 








 


 



 
 



 


 
 





41




 

 
 



 











 

















 


 
 



 






 

 



 

 









42




 


 













 





























43

Appendix Three – Police survey
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Appendix Four – Summary of survey
results
Total responses: Complaints (C)=75; Members (M)=69
For the purposes of the survey data, ʻC’ refers to the Complainant survey data,
ʻM’ refers to the Member survey data.

Complainant responses
Just over half of complainants had the MIM process explained to them (53%, C=39).
The majority (78%, C=57) did not have contact with the member(s) complained of. Of
these, the majority (51%, C=28) of those asked whether they would like to have had
contact with the member(s) said ʻYes’ and 47% (C=26) said ʻNo’.
Two-thirds of complainants received correspondence about the outcome of their
complaint. The majority (81%, C=51) of complainants said they had at least one
suggestion for improving the complaint process. The suggestions made were,
frequently, one of the following:
• to have the complaint handled by an independent person or body (perceived
conflicts of interest);
• improving the timeframes for resolution;
• informing the complainant of the outcomes.
The majority (72%, C=52) of complainants rated the process as unsatisfactory and 50%
(C=36) rated it a ʻwaste of time’ (1, lowest value on 5 point scale). Despite this, (68.6%,
C=48) of complainants said that they would complain again if they believed they had
cause to do so.
There was a strong correlation between the perception of being listened to by the
Resolution Officer and the perception of fair treatment by the Resolution Officer,
especially where either answer was ʻYes’ (33 answered ʻYes’ (listened to)/ʻYes’ (treated
fairly), while six were ʻYes’/ʻNo’ and one was ʻNo’/ʻYes’).
Complainants were more likely to say they would complain again if they were satisfied
with the process, though even when they considered the whole process a ʻwaste of
time’ (1 out of 5), the majority of complainants said they would complain again.

Member responses
More than half of the members (57%, M=38) had the MIM process explained to them
after being notified of the complaint against them. Only seven members (10.4%) had
contact with the complainant during the complaint resolution process. The majority
(90%, M=60) of members had the details of the complaint explained to them. The
majority (39%, M=26) of members were dissatisfied with the process, while 33%
(M=22) considered it to have been worthwhile.
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There was a strong correlation between the perception of being listened to by the
Resolution Officer and the perception of fair treatment by the Resolution Officer,
especially where either answer was ʻYes’ (53 were ʻYes’/ʻYes’, only three were ʻYes’/
ʻNo’ and only one was ʻNo’/ʻYes’).
Of the 67 members who answered question 9a (ʻWere you asked to apologise to
the complainant in any way?’), 59 said they had not been asked to apologise to the
complainant, four said they had, three could not recall and one replied with N/A.
Of the four who were requested to apologise, three did not do so, stating that they
did not believe they had done anything wrong. In the remaining case an apology was
provided by the member’s superior, without the member’s knowledge.
The vast majority of members (77%, M=50,) reported that experiencing the MIM
process had no impact on how they did their job. The majority (14%, M=9) said they
did not do their job as well as before, and (9.2%, M=9) said they did better after going
through the MIM process.
Less than half (46%, M=29,) had suggestions to improve the MIM process.
The majority of these related to one or more of the following issues:
• a perceived bias in favour of the complainant;
• the frequency of, and attention paid to, vexatious complaints;
• the need for consideration to be given to charging complainants who make false
complaints;
• the length of time taken to resolve complaints;
• the need to provide better information to all parties about the process and the
nature of the complaint.

Comparative data
Survey Question: Was the process explained?
Member and complainant responses were similar, with members slightly more likely
to answer ʻYes’. Just over half of each group answered ʻYes’ (57%, M=38; 53%, C=39),
roughly one-third answered ʻNo’ (33%, M=22; 38%, C=28) and six of each could not
recall. One member said that this was ʻnot applicable’.
Comments from complainants included:
• That my complaint would be discussed with involved parties and if no resolution, could be
handed higher.
• Both sides of the story would be heard then a decision would be made.
• That I would have a chance to express my views and a ʻreasonable’ resolution.
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Comments from surveyed police included:
• More consultation with the member involved. I drafted a letter with my side of the version
of the matter and I was told it was not required. I was told the matter was sorted, but don’t
know what the actual outcome was.
• Feedback on the outcome of the incident is essential maybe an apology from the complainant
to the officer under investigation?
Survey Question: Were you able to put your story to the Resolution Officer?
More than half of both groups said they were able to put their story to the Resolution
Officer. However, members were much more likely to answer ʻYes’ (88%, M=59; 71%,
C=51). Four times as many complainants (28%, C=20; 7%, M=5) answered ʻNo’.
Comments from complainants included:
• I was more than impressed with the service.
• Very professional, took my feedback seriously.
• Before interviewing me, the officer had already made his opinion. Calling me to the station
was a formality.
Comments from surveyed police included:
• I wasn’t asked and I don’t feel I had done anything wrong.
• The MIM is geared solely towards appeasing complainants, not toward fair hearings for
members involved. The department encourages members of the public to complain and
regardless of the outcome, even if the member is cleared, records these complaints against the
member involved.
Survey Question: Were you listened to by the Resolution Officer?
The gap between respondent groups widened again, with members (85%, M=56,)
increasingly more likely to respond positively than complainants (61%, C=43).
Comments from complainants included:
• The investigating officer was clear in his role and communicated the process to myself and
my wife.
• I felt it was a one sided review.
Comments from surveyed police included:
• The process seemed to empower the complainant, the focus seems to stay on police conduct
rather than his offences.
• I find the complaint process very upsetting.
• I feel both matters, though relatively minor, were handled well by the investigating officers
at Senior Sergeant level.
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Survey Question: Were you treated fairly by the Resolution Officer?
The gap widened further in response to this question, with members more likely to
respond positively (ʻYes’ 83%, M=55; ʻNo’ 11%, M=7; ʻN/A’ or ʻCan’t Recall’ both 3%,
M=2). Complainants were almost evenly split between ʻYes’ (50%, C=34,) and ʻNo’
(47%, C=32), with two complainants answering that they could not recall whether
they had been treated fairly or not.
Comments from complainants included:
• I was treated very well by the Inspector.
• The member who was sent to see me was a credit to the Force.
• Officer did not seem to care. Had to wait a lengthy time for resolution. Had to always call
for feedback.
• He yelled at me and said that he will just have a talk to the officer and he said it wasn’t
his fault.
Comments from surveyed police included:
• The resolution officer in my opinion handled the complaint fairly and was very transparent
in his investigation and recommendation.
Not surprisingly, positive responses by both police and complainants who felt they
had been listened to by the Resolution Officer correlated strongly with feelings of
being fairly treated.
Feelings about process (satisfaction): Members were more frequently satisfied (4-5)
than complainants (32.8% versus 18.1%), 22.4% of members and 50% of complainants
considered the process a ʻwaste of time’ (1 out of 5). Satisfaction was ranked on a
5-point scale.
Satisfaction - mean, median & mode data: Mean satisfaction with the MIM process
was 2.81 for members and 2.04 for complainants. The median (mid-point) value
and mode (most frequent) value for members were both 3. However, the median
for complainants was 1.5 and the mode was 1. This is because 50% of complainants
considered the process a ʻwaste of time’.
Satisfaction/listened to by Resolution Officer: While feeling ʻlistened to’ by the
Resolution Officer was no guarantee of satisfaction with the process, only respondents
who felt ʻlistened to’ gave a satisfaction response of 4 or 5 out of 5. This was true
for members and complainants. Not feeling ʻlistened to’ led almost inevitably to low
satisfaction (1-2, 100%, M=6; 89%, C=24), although three such complainants reported
moderate satisfaction (3, 11%).
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Satisfaction/treated fairly by Resolution Officer: Perceptions of unfair treatment
by the Resolution Officer almost inevitably led to low satisfaction (1-2 out of 5) for
both members and complainants (86%, M=6; 88%, C=28). However, a perception of
fair treatment by the Resolution Officer was no guarantee of satisfaction with the
process. Members (29%, M=16) were less likely to feel dissatisfied (1-2 out of 5)
than complainants (53%, C=18) if they thought the Resolution Officer had treated
them fairly.
Interestingly, one police member indicated feeling very satisfied with the process
(5 out of 5) despite feeling treated unfairly by the Resolution Officer. This may be due
to his or her perception of the outcome for the complainant, or a personal response to
the approach adopted by the Resolution Officer.
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Appendix Five – File review data
(n = 111)
Allegations

Duty Failure
Improper Behaviour
Incivility/Rudeness

33
70
8

(29.7%)
(63.1%)
(7.2%)

Average days for complaint file to reach Resolution Officer		
• if file delegated by first handler (Supt./Insp.)		
• if file not delegated by first handler		

9.92
10.18
6.64

Average days for files to be completed		
• if file delegated by first handler (Supt./Insp.)		
• if file not delegated by first handler		

89.21
85.66
121.45

Timeframes

Files completed within 40 days of file creation
• between 41 days and 60 days
• between 61 days and 90 days
• more than 90 days
Resolution Officer ranks

Superintendent
Inspector
Sergeant/Senior Sergeant
Other

22
26
27
36

(19.8%)
(23.4%)
(24.3%)
(32.4%)

3
10
97
1

(2.7%)
(9.0%)
(87.4%)
(0.9%)

The vast majority of MIM files were delegated at least once before reaching the
officer who conducted the resolution process.
Reclassification

6 of the 111 files were reclassified as MIMs (5.4%)
Resolution rate

87 of the 111 files were recorded as ʻResolved’ (78.4%)
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Outcomes

Admonishment
Apology
Apology & counselling
Apology & performance management
Conciliated
Counselled
No action
Not proven
Not resolved
Performance management
Withdrawn

1
2
4
2
43
7
26
2
16
2
6

(0.9%)
(1.8%)
(3.6%)
(1.8%)
(38.7%)
(6.3%)
(23.4%)
(1.8%)
(14.4%)
(1.8%)
(5.4%)

PDC Input

Regional PDCs had input (verified or otherwise) in 45 of the 111 files (40.5%). PDC
input was stated but could not be verified by information on the file for eight of
these 45 files.
PDC involvement with files (broken down by outcome type) was as follows:
All files

Outcome
Admonishment				
Apology
Apology & counselling
Apology & performance management
Conciliated
Counselled
No action
Not proven
Not resolved
Performance management
Withdrawn

Grand total

number

PDC involvement verified
%

number

% of
outcome
category

1

0.90%

2

1.80%

1

50.00%

4

3.60%

2

50.00%

2

1.80%

2

100.00%

43

38.74%

11

25.58%

7

6.32%

3

42.86%

26

23.42%

12

46.15%

2

1.80%

16

14.41%

3

18.75%

2

1.80%

2

100.00%

6

5.41%

1

16.67%

111

100%

37

33.33%
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