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Introduction

For any agency to effectively promote corruption prevention there needs to be two distinct areas of commitment. That commitment needs to come from both the organisation and also from the individuals who work within it. Without the appropriate level of commitment from either of these parties then the overall result will be less than acceptable. In short, a weakness in one will undermine the strength the other may have.

NSW Police has in recent years introduced changes to the ways in which we manage the conduct of our officers.  These changes have allowed the underlying ethical culture of our staff to gain strength and to deliver an organisation that is resistant to corruption and capable of holding the trust of the community it serves.

Policing and corruption

A police force is very similar to other large public sector organisations. We have thousands of staff in administrative, operational and specialist positions. Those staff have access to use and expend public resources with many of their decisions discretionary.
However, we are also different in that many of our employees are also entrusted with powers that most classes of employee do not have, such as: using coercive force; depriving people of their liberty; entering and searching property; or seizing and holding property.

In fact, from day one on the job most police work is largely unsupervised and discretionary. So, the most junior and least experienced of officers are frequently on the street doing the same job as other police who have many years of experience.

A police force must understand this and manage corruption with the knowledge that the opportunities available to police, and the very powers the community provides them with, multiply the opportunities that exist for corrupt conduct.

It is no surprise therefore that although the NSW community places the highest level of trust in members of the police; this trust is tempered by substantial oversight through both the Police Integrity Commission and the Office of the NSW Ombudsman.

Further, the standards the community sets for police is higher than that for other citizens. It is common for a court to consider that being a police officer is, in itself, an aggravating circumstance1.

Many people in NSW form their view of police corruption from media coverage and their memories of the Wood Royal Commission. However, the fact is that corruption is and always has been very low. The primary reason for this is that we have a

corruption resistant culture based on the inherently high ethical values of the majority of our staff. 
Internal Affairs

Eight years ago, the final report of the Wood Royal Commission concluded, in part, that systematic corruption could only thrive where the management and culture of an organisation allowed it.

Today, NSW Police has a very different model for the management of its staff and as a result, the culture of our organisation has changed significantly. This paper discusses this change and the plans for building on this into the future.

At the time of the Royal Commission, NSW Police managed through a "command and control" approach. Today, while command and control remains applicable in many ways, we have moved to a managerial style that would be familiar to most of you in your own workplaces.

Historically, NSW Police applied a model of internal affairs that was something like the model you are used to seeing on television. All levels of misconduct (including minor administrative and managerial matters) were identified, investigated and punished through centralised internal affairs. This approach largely focussed our organisation on what we now call the "back end" - that is, dealing with misconduct after it had occurred. By playing 'catch-up' the negative aspects of the culture were reinforced.

There are a number of negative effects of a model focussed this way, including:

· the responsibility of local managers to manage and address conduct issues is diminished;

· the knowledge of local managers doesn't contribute to identifying appropriate remedial action;

1 Aggravation is a factor that worsens an offence in the eye of the law and as such it can draw harsher penalties.

· it promotes an adversarial environment such that the "toe-cutters" can always be blamed for hard decisions about misconduct; and

· the adversarial environment makes it easier for staff to rationalise keeping quiet about misconduct.

In hindsight, it is not surprising that this system was identified by the Royal Commission as requiring significant attention if our culture was to improve.

In spite of the impression that the Royal Commission presented to the public, it is fair to say that even at that time most of our officers were ethical. Unfortunately, our punitive conduct management processes suggested otherwise. Those processes often failed to acknowledge that "misconduct" or "allegations of misconduct" may not be a result or indication of corrupt conduct.

It is a simple fact that as well as circumstances where police do act corruptly, allegations also arise where an officer:

· does the right thing but an allegation arises that is false as a result of a misconception, or for vexatious reasons;

· has acted in good faith but has done the wrong thing as a result of system failure, poor training, support or some other form of misunderstanding.

Both of these situations describe the most common causes of complaints received about police misconduct. Because of this, having a local manager address the conduct is the most appropriate response as that manager is the person most capable of addressing not only the conduct itself but also the systems, processes, training etc that lead to the circumstance in the first place.
With this in mind, NSW Police has implemented a new model of managing conduct in the years since the Commission. This model gives local commanders, managers and supervisors the primary responsibility for managing conduct issues arising in respect of our officers. The responsibility they have ranges from minor managerial issues through to criminal conduct.

In the environment this has created, allegations of misconduct (whether sustained or not) are being treated more appropriately. For example, in the past if an officer was going absent on duty to, for example, care for a sick relative they might have been disciplined with no regard for their personal circumstances. In today's model, the unauthorised absence would be addressed but the personal circumstances are also likely to be identified and the action taken is just as likely to provide assistance to the officer in recognition of the underlying cause. For example, a change of shift.

Apart from the fact that this change frees up the specialist internal investigative capacity of the organisation to specifically address serious misconduct (such as bribery, organised crime, and corruption), the more appropriate management of misconduct has delivered a significant piece of cultural change. Today police are more willing than ever to report the misconduct of their colleagues.

This can be demonstrated by two statistics:

· The increase in complaints about misconduct made to NSW Police in 2004-05 was almost entirely comprised of an increase in internal complaints.

· More than three quarters of police charged with criminal conduct are brought to attention through internal reports of misconduct.

A Professional Standards Command

The Internal Affairs command of the NSW Police recently became the Professional Standards Command. This was not just a change in name but was also recognition of the ongoing change in the NSW Police approach to managing conduct.

In what is essentially an extension to the changes discussed above NSW Police has recognised that the vast majority of the staff we have are inherently honest and intend to act ethically. We recognise that our approach to conduct management should reflect this underlying ethical culture.

Unfortunately, we do at times find it hard to focus on this simply because serious misconduct draws attention better than any other topic. A story about a police officer moonlighting as a balaclava wearing, shotgun wielding bank robber will focus attention a lot better than the idea that we could develop a program through which police will be educated about the code of conduct and how it applies to them.
This approach can be related directly to a presentation to the CPN Conference last year by ICAC's Clive Small. Mr Small presented the idea that there is a small group of people naturally inclined toward corruption and another small group that reject it thoroughly leaving a large group who may be influenced either way. It is fair to conclude that as a reflection of the society it serves the same applies to the officers of our organisation.

NSW Police believe that influencing this large group is beneficial in both preventing that group from making its own mistakes, but also in reinforcing a culture where those inclined to corruption will find it hard to operate. Through the establishment of the Professional Standards Command we are aiming to build on recent cultural change to effectively influence conduct through the "front end". That is, by building an environment where standards of conduct and organisational expectations are clearly described and communicated, and systems are in place to support their application.

In practice, the establishment of a Professional Standards Command means that while NSW Police has maintained a capacity to investigate serious misconduct it has also brought together a better range of resources that can support the front end.
So, in addition to investigation of misconduct, the activity of the Professional Standards Command now involves a range of activity aimed at establishing appropriate police conduct and supporting employee and complaint management through:

· developing and reviewing standards, systems, policy and procedures;

· development and review of professional standards training and professional standards content in other training;

· ongoing review of professional standards contribution to recruitment and promotion;

· liaison with oversight agencies;

· providing advice through consultancy services; and

· communication and marketing of professional standards.

Challenges to establishing a professional standards culture

As discussed the role of the Professional Standards Command is to establish and support the application of professional standards across NSW Police. However, like any other organisation, police face many environmental influences on the internal culture that must be kept in mind.

For example, changes in social values. During the Royal Commission alcohol abuse was an issue for NSW Police but recently the issue of recreational drug use was

brought to the fore by Police Integrity Commission hearings into drug use by police
(Operation Abelia). This issue highlights an interesting dilemma for NSW Police.

Although a lot of the community has a relaxed view of recreational drug use, the role of NSW Police is to uphold the law and so, in cases of proven allegations of drug use, the Commissioner will consider the officer for removal under the loss of confidence provisions of the Police Act 1990. The challenge for us is managing this when many of our recruits come from an age and generation that hold values that differ from the values of our organization and managers.

The changing attitude people have toward their working life is another environmental influence of interest in this sense. People entering the workforce today often see the job they take as just a small part of their working life. Police are no exception; where once you would join the police for life, five to seven years on the job is now a common choice.

The impact of this is significant as it means an organisation has to cope with an increased level of recruitment and promotion to maintain staffing levels. For organisational culture, the problem to be managed is maintaining the balance of knowledge, skill and experience to effectively support and maintain ethical and professional conduct. NSW Police, by its very nature, is a conservative entity but is increasingly being populated by the a generation which is more liberal.

The reality is that in these circumstances you cannot maintain the balance you already have. You will lose experience. This is compounded by other side effects, such as the potential for disgruntlement amongst those who observe the rapid promotions of newer staff.

"In summary, one of the most significant influences on your organisational culture are changes in the society you work within. These societal changes not only challenge your implementation of professional standards but must also influence the strategies you choose to maintain them.

For NSW Police this means we are taking a closer look at how we set our standards and communicate them to our staff. We are examining our training and education programs as well as the contribution that professional standards has in recruitment and promotion. The challenge in maintaining professional standards in this environment is ensuring they are regularly reviewed and updated.

Conclusion

This paper started by stating that both management and the individuals within an organisation need to be committed to corruption prevention to be successful. This commitment is a reflection of the culture of an organisation.

To relate directly to the title of today's conference, most police officers are the cream when it comes to a culture of professional conduct and very few are the crock. This is because the basic characteristics that make people become police officers are those we need in our staff to ensure we are a corruption resistant organisation.

It is with this realisation that NSW Police management has committed to an approach that allows us to provide appropriate resources and support to our staff to avoid corruption and misconduct of their own volition (the "front end"). In the past, by focussing on the "back end" we have undermined our own efforts in corruption prevention.

As in most organisations, the vast majority of our staff are honest people. Our cultural change is a commitment to recognising this rather than suspecting otherwise.

