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Report on a page

The community expects a lot from police. The Queensland Police Service (QPS) plays a pivotal role in
keeping our communities safe 24 hours a day, 7 days a week. However, it is facing increased pressures
including a growing demand for its services. The pressures stem from changes in population and the
nature of crimes; new legislation and government initiatives; and major challenges, such as the response
by governments to the pandemic, natural disasters, and international sporting events, like the Brisbane
2032 Olympic and Paralympic Games.

In this audit, we examined how effectively and efficiently QPS identifies and manages demand for its
services.

Understanding demand for service

QPS does not have a complete picture of all demand for its services. It has a demand model, but the
information it currently collects is mainly based on responding to calls for service (assistance). It does not
capture the time officers spend on proactive policing, administrative tasks, and non-frontline work. This
limits its ability to effectively prioritise the efforts of its officers to meet overall current demand. It also
limits its ability to forecast and plan for a workforce to meet future demand. QPS has not effectively
identified emerging and changing demands or considered the impact these will have on its resourcing.

Planning a workforce for the future

QPS does not have a strategic approach to workforce planning. Its workforce growth target is not
informed by evidence-based analysis of demand for services. It stems from a 2020 Queensland
Government election commitment to increase the QPS workforce by 2,025 (including 1,450 police
officers) by the year 2025. QPS is not on track to meet this target, as attracting and retaining staff is a
challenge. Higher-than-expected attrition rates, a change in society’s perceptions of policing as a career,
and recent shortages of labour resources have all contributed. QPS has started implementing strategies
to attract and retain more staff. It has also merged some central commands and restructured business
units to change some roles to free up police officers to focus on frontline services. But it needs a strategic
approach to growing, optimising, and upskilling its workforce if it is to meet future demand.

Responding to calls for service

A major part of current demand for policing involves responding to calls requesting police services. Since
2016, the calls have increased by 30 per cent, with the police officer head count increasing over the same
period by 25 per cent. QPS prioritises its efforts towards responding to these calls, based on level of
urgency. While it attends most calls requiring attention, it does not meet its response time targets set for
high-priority calls. In 2021-22, QPS aimed to respond to 85 per cent of its high-priority calls from 000
within 12 minutes. But it met this target only 78.2 per cent of the time. Responsiveness varies between
regions due to factors such as remoteness, distance, and the availability of resources.

Rostering police resources to meet demand

QPS rostering practices vary across regions and often do not match demand for service. The greatest
number of reported incidents occurs between 5:00 pm and 11:00 pm, particularly at weekends, but the
availability of officers does not align with these peak times. During high-demand periods, frontline officers
typically spend less time at incidents. QPS has not assessed whether this results in compromised quality
of service provided during these periods.
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Audit conclusions

The Queensland Police Service (QPS) has seen an increasing and changing demand for its services. It is
operating in an environment of shifting community expectations; technological changes; and increasing
crime rates, population, and economic uncertainty. Domestic and family violence and mental health
incidents have increased, and these require specific training and skills for police officers. In addition,
recent reviews and inquiries have led to many reform activities and the need to implement subsequent
recommendations.

QPS has taken a short-term focus in addressing these issues. It lacks strategic workforce planning and
does not have a holistic view of current and future demands. Also, it has not evaluated its workforce
needs and capabilities to improve its ability to meet demand. As a result, it is limited in its ability to make
informed and proactive decisions about prioritising and allocating resources.

It cannot effectively plan for:
o the number of police officers, equipment, and infrastructure it needs to best deliver services
o where and how to best deploy its resources.

QPS is not meeting current demand for its services. While it attends most calls that require attention, it
does not meet its response time targets for high-priority calls. Available resources focus, understandably,
on calls for service, but this often means less time is spent on proactive policing — activities to reduce
crime, such as preventative patrolling and road safety awareness campaigns.

In addition to growing demand, police deal with increasingly complex incidents, which puts pressure on
the system. This is reflected in the challenges QPS faces in attracting and retaining officers and it results
in increased overtime. Unlike other states in Australia, Queensland has a mandatory retirement age of
60 years for sworn police officers (a legislative requirement under the Police Service Administration

Act 1990). This presents a further restraint on resourcing.

QPS needs to become more agile and flexible so it can better manage demand while also addressing
challenges related to efficiency, staff wellbeing, public expectations, and staff recruitment. It requires
strategic planning and modelling to effectively identify service demands and manage them. This includes
reviewing all positions or tasks to identify those that do not require police powers and could be done by
staff members. It also means understanding and better prioritising the tasks consuming the time of police
officers. Without a more strategic approach, QPS will remain trapped in a cycle of struggling to meet
current demand pressures and failing to plan for the long term.

In 2023, QPS closed the service delivery program on which it had spent $25.9 million and which had
showed promising outcomes. It has no planned alternative to addressing the service delivery issues this
program was designed to solve. Its reason for closing the program was to avoid workforce fatigue in
responding to recent inquiry recommendations. This is a lost opportunity for addressing its shortfalls in
meeting current and future demand and for reducing the pressure on QPS as a whole and police officers
in particular.

The recommendations from this audit will involve some initial work. However, acting on them will not only
help QPS measure and manage the effectiveness of its services, but also reduce uncertainty and stress
by clearly identifying problems and solutions across the organisation.
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2. Recommendations

Predicting and planning for demand (Chapter 4)

We recommend that the Queensland Police Service (QPS):
1.

develops a robust model for forecasting demand across the service that

¢ builds evidence-based understanding of demand across the QPS regions, commands, and
specialist operations, including of officer time spent on proactive policing and non-frontline
administrative work

e uses factors and issues that are driving demand, such as demographics, socio-economic
elements, trends in offence types and rates, and lessons learnt from major events to inform
models that predict demand

e factors in other demand-related requirements that may not be supported by data, such as
meeting community expectations

improves its strategic workforce planning, including

e establishing a workforce growth target using evidence-based analysis of future demand for
service

e assessing the workforce skills needed to meet current and future demand, identifying any gaps

e reviewing tasks that need to be done by police officers and those than can be done by staff
members

e periodically reviewing the mandatory retirement age requirements

e optimising the mix of police officers, and staff members, protective security officers, police
liaison officers, and retiring police officers who wish to continue working

e assessing how current and emerging technology can improve service delivery and workforce
demand

¢ identifying future needs and planning for equipment and fit-for-purpose building infrastructure.

Meeting the current demand for services (Chapter 5)

We recommend that the Queensland Police Service (QPS):
3.

improves its response to demand for service by

e reviewing its service delivery model to identify and address challenges and improve its ability to

meet demand

e reviewing how it handles calls from sources other than 000 to identify any process
improvements that will reduce the despatch time for Code 1 and 2 calls

e regularly educating the public on the appropriate use of 000 and Policelink in reporting
incidents

¢ using performance information to gain insights into service delivery and support informed
decision-making. This includes

- evaluating and assessing the reasons why police do not attend some Code 1 to 3 calls

- determining why some regions are not meeting targets for Code 1 and 2 (urgent) calls and
deciding whether to establish regional targets
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4. improves the usefulness and transparency of its public performance reporting on responding to
calls for service by

e reviewing its internal controls over publicly reported performance information

e reporting its performance on responding to Code 1 and 2 calls from all sources, not just 000
calls

e clearly explaining which types of calls for services are included and not included in its
performance reporting for Codes 1 and 2 in its service delivery statements

5. continues to develop consistent rostering practices to improve how it deploys available resources
across the state. This should include

e improving its rostering processes to align resources with demand

e rostering and resourcing at the patrol group level (clusters of stations), rather than at the
individual station level, to enable more flexible deployment of staff and resources

e ensuring the availability of officers allocated to patrol groups and stations is enough to meet
demand after considering time for leave and training

e analysing patterns of overtime to inform workforce planning
« ensuring all staff responsible for rostering are adequately trained in using the rostering system.

Reference to comments

In accordance with s.64 of the Auditor-General Act 2009, we provided a copy of this report to the relevant
entity. In reaching our conclusions, we considered its views and represented them to the extent we
deemed relevant and warranted. Any formal responses from the entity are at Appendix A.
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3.

Queensland’s policing environment

The Queensland Police Service (QPS) deploys its workforce across the state to keep our communities
safe. To do this well, it needs to understand the key drivers of demand for its services and effectively
organise its workforce to meet those demands.

Police services

QPS provides services designed to uphold the law and assist the community, including in times of
emergency, disaster, and crisis.

QPS as an agency has responsibility for 2 service areas:

e Crime and public order: it upholds the law by working with the community to stop crime and make
Queensland safer

¢ Road safety: it contributes to stopping crime and making the community safer by promoting road
safety, reducing road trauma, and providing evidence-based enforcement.

The policing environment in Queensland is currently characterised by rapid change and increasing
complexity. Shifting community expectations, an increasing population, rapid technological innovation,
and new modes of offending are impacting on traditional approaches to policing and service delivery.
Queensland also remains at risk from natural disasters and severe weather events that present threats to
public safety — and have implications for QPS.

Queensland Police Service — structure and staffing

QPS is divided into 6 areas known as portfolios. These include regional operations, regional services, and
specialist operations. Its key functional areas for services are:

e operations across the state, made up of 7 regions, split into 15 districts and 341 stations.
Geographical clusters of stations are known as patrol groups

e command services that support regional operations, such as road policing; forensic services; and
domestic and family violence, and vulnerable persons services

e specialist operations, including crime and intelligence command, and security and counter-terrorism
command

e corporate services, including a policy and performance division, frontline and digital services, and
organisational capability command.

The following snapshot in Figure 3A shows the total QPS staff expenditure in the 2022-23 financial year
and the workforce breakdown as of February 2023.
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Figure 3A
Total expenditure and FTE 2022-23

$2 44 bl I . police officers

staff members
QPS staff expenditure 2022-23 recruits
protective security officers
liaison officers

Note: FTE — full time equivalent.

Source: Queensland Police Service financial statements 2022—23 and human resources data.

Police officers are sworn officers who take an oath to uphold law and order, community safety, and quality
of life. They hold and exercise police powers, such as powers of arrest.

Staff members are public servants who do not hold any police powers.
Recruits are unsworn employees who are undergoing training to become entry level police officers.

Protective security officers take an oath as a protective security officer and provide security services to
government buildings.

Liaison officers establish and maintain communication between the community and police to foster
co-operation and understanding, and to improve community access to policing services.

As of February 2023, police officers made up 71.8 per cent of the total police workforce. Of the

11,972 police officers, 8,953 were allocated to the 7 regions, with the remaining 3,019 allocated to
specialist operations and corporate services. This means 74.8 per cent of the total police workforce were
police officers allocated to a regional command.

The demands on police

Policing demand can be broadly categorised as:

e reactive (responding to incidents/calls for police assistance)

e proactive (preventative activities)

¢ internal (activities QPS generates internally).

Activities within each category can reduce or generate work for other categories. For example:
e proactive work can reduce reactive demand

o strategic internal work can reduce reactive work

e reactive and proactive work can create more internal demand.

Figure 3B shows the types of activities in each of the demand categories.
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Internal demand

administration tasks, e.qg.

Figure 3B

Components of frontline police response to demand

developing and
monitoring budgets,
managing station
inventory, and managing
paperwork to complete
calls for service
training and developing
new skills to meet new
and changing demand
work undertaken to
correct errors.

Proactive
demand

Internal
demand

Note: These activities exclude corporate functions.

Proactive demand

preventative patrolling,
anticipation of service
needs, and activities to
reduce future crime
traffic management and
tackling of anti-social
behaviour on roads
training, education, and
awareness-raising in the
community on key topics
in policing, e.g. road
safety, drink driving, and
seat belt campaigns.

reacting to calls for
service from reported
incidents or accidents and
other government
agencies

participating in inter-
jurisdictional initiatives.

Source: Queensland Audit Office, derived from a Griffith University paper entitled ‘Understanding the concept of
‘demand’ in policing: a scoping review and resulting implications for demand management’.
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Predicting and planning for
demand

This chapter is about how QPS identifies and assesses the current, changing, and emerging demands for
its services. It is also about how it plans for its future workforce and for capability to meet those demands.

Understanding demand

QPS operates in a complex and diverse environment and strives to meet its demands with its available
resources. To manage current, changing, and emerging demand, QPS must fully understand the drivers
impacting on its services, including:

e an increasing focus on certain types of crime (such as domestic and family violence, and youth crime)
and community policing (such as welfare checks)

e changing demographic and socio-economic factors

e the implications of major events, for example, the Brisbane 2032 Olympic and Paralympic Games; and
severe weather events

e emerging technologies, such as
— the rapid increase and sophistication of cyber crime incidents

— changing policing methods, including the increasing use of artificial intelligence, number plate
recognition, and drones in policing

e changes in operations and services because of legislative and machinery of government changes or
business improvements, such as the implementation of recommendations from inquiries and reviews.

These drivers often result in increased demand or reprioritised police officer deployment. They can affect
the availability of the police workforce for day-to-day operations. They can also mean QPS has to
establish special teams and provide training and skills development.

For example, implementing the important organisational and cultural changes arising from various
reviews will probably mean QPS has fewer staff to meet other current demands.

The Queensland Police Service undertakes limited forecasting and
modelling of demand

In August 2019 QPS, in partnership with the Queensland Treasury Corporation, developed a demand
model specifically focused on frontline policing demand. The model draws data from key systems to
provide analytics on actual demand and to better understand the volume and types of demand facing
QPS frontline services. QPS uses the demand model to help provide evidence for requests for police and
staff resources. As a by-product of the demand model, it has a series of demand dashboards that provide
information to assess current state workload demand.

However, the model is based only on historical demand. It does not provide any predictive analysis
regarding future demand. Also, it does not cover the full range of services QPS provides, which means
the organisation is attempting to plan for future demand with only part of the picture and data.

QPS does not undertake statewide forecasting and does not have a comprehensive picture of its
changing and emerging demand. Some regions and districts do forecast and plan demand, but QPS does
not have an overall, evidence-based understanding of demand or of how it may change in the future. The
existing demand model could form the basis of future forecasting and modelling, but QPS needs to
expand the data sets it currently uses.
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In addressing this shortfall, QPS is enhancing its data analytics capability and capacity. QPS has advised
it will use this capability to develop a comprehensive suite of workforce analytics. It is also working with
external experts to develop modelling capability and specific demand models using additional data.

For example, the recently developed domestic and family violence (DFV) demand model provides a
perspective on the DFV demand met by the QPS workforce at a point in time using historical data and
trends, activity analysis, and available resources. The purpose of the model is to measure and forecast
demand for DFV to provide QPS with an understanding on future workforce requirements and associated
costs. QPS advised that it will also assist with identifying areas that require further development and
opportunities for change.

The Queensland Police Service does not have a clear picture of total demand on
services or supporting activities

While QPS measures time spent responding to calls for police assistance (referred to internally by QPS
as calls for service), it does not have a clear picture of how officers spend all their time during shifts. For
example, it records limited information on the time police officers spend on proactive policing, and it does
not measure the time spent on filing incident reports and internally generated work.

The demand model uses statistical and population information and compares historical data on volumes
and types of crime. Types of crime are broken down into 12 themes such as personal offences, property
offences, traffic, and mental health. But the model only uses information that is captured on core,
centralised systems — mainly from reported incidents and calls for police assistance. Some systems are
not integrated with the demand model. This means the model cannot access some information, such as
leave and overtime, when forecasting demand.

Figure 4A shows that only 4 out of 8 relevant systems feed into its demand model.

Figure 4A
Data sources that inform demand

Policing system Payroll system
(QPrime)
[ ] Integrated into

Rostering system Computer-aided demand modelling
(ITAS) dispatch system

Not integrated into
demand modelling

Al

e
QPS demand model

Source: Queensland Audit Office, using information provided by the Queensland Police Service.

QPS uses information from the systems not integrated with the demand model for other resource
planning purposes. This includes using the forensic services register to support submissions to its
Workforce Allocation Sub-Committee and using facilities information to assess infrastructure needs.



Deploying police resources (Report 4: 2023-24)

Other gaps in information that would help develop a clearer picture of demand for police services include:

e data about filing incident reports and other administrative tasks, proactive policing, or the workloads of
non-frontline specialist units or staff members. This is because QPS does not measure time spent on
these activities

¢ information about new residential and commercial developments or demographics and
socio-economic factors, to forecast how demand might change in future

e information on national and international trends in crime and policing, which is available to QPS
through its participation in inter-jurisdictional groups.

Using data it already holds in its systems, QPS could use predictive analytics to model future trends. This
could include techniques such as machine learning (teaching computers to learn from examples of data
and patterns and make predictions) and data mining (analysing large sets of data to discover meaningful
patterns, relationships, and trends). It has started to use predictive analytics in some units, but it has not
planned to roll this out more broadly.

A planned, coordinated, and data-driven approach to forecasting would provide QPS with greater insights
into demand. These could then be used to inform decision-making about resourcing and about deploying
officers.

Recommendation 1

We recommend that the Queensland Police Service develops a robust model for forecasting demand across the
service that:

¢ builds evidence-based understanding of demand across the QPS regions, commands, and specialist
operations, including of officer time spent on proactive policing and non-frontline administrative work

e uses factors and issues that are driving demand, such as demographics, socio-economic elements, trends in
offence types and rates, and lessons learnt from major events to inform models that predict demand

e factors in other demand-related requirements that may not be supported by data, such as meeting community
expectations.

Ensuring the workforce can meet demand

QPS has a strategic workforce plan that includes business-as-usual actions but lacks clear goals and
strategies to address its recruitment challenges and grow its workforce. The plan contains high-level
information about the changing policing environment.

QPS needs to take a pragmatic and strategic approach to growing, optimising, and upskilling its
workforce if it is to meet future demand. This includes how it determines the number of police it needs,
considering:

e attrition rates
e an ageing workforce
¢ the current mix of police officers and staff members

e potential gaps in skills and capabilities.
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The Queensland Police Service needs to improve how it allocates
workforce resources based on demand

QPS'’s current governance approach to decision-making on workforce resourcing and allocation includes
the:

e Demand and Capability Committee (DCC) — responsible for making resourcing decisions based on
available finances. Its role is to prioritise the allocation of resources (funding, people, assets, and
information and communication technology — ICT) to meet current and projected demand, and identify
and resolve any relevant emerging issues and trends

o Workforce Allocation Sub-Committee of the DCC — responsible for allocating or redistributing positions
with a whole-of-service focus. It also considers and (where appropriate) approves submissions for
increased resources.

QPS allocates workforce resources to police commands and stations, partly on the basis of historical
demand. Stations or commands that need additional resources due to increased workload make a
submission to the Workforce Allocation Sub-Committee. The submission considers demand, capability,
resources, and risk. The station or command must use the QPS demand model to quantify the need for
resources.

The DCC has not focused on forecasting or planning for future demand, which falls within its scope. Nor
has it been proactive in requiring its sub-committee or business units to plan for projected changes in
demand and capability. These are important considerations if QPS is to continually meet demand as
changes occur in its policing environment — including the types and nature of crimes, and ways of
working.

We have already noted limitations with QPS’s demand model. We also found that QPS has not used the
model consistently across the organisation to analyse patterns and trends in calls for service (via 000 and
other methods) over time and to adjust its resourcing accordingly.

The current workforce growth target is not based on analysis of demand and
skills

The police service consists of police officers, police recruits, and staff members. In July 2020, QPS set a
target to increase its workforce by 2,025, including 1,450 police officers, by the year 2025. While QPS
stated the additional resources were needed to address current and future demand, it did not draw the
figures from an evidence-based analysis of future workforce needs. Instead, they were from a
Queensland Government 2020 election commitment. QPS acknowledges this.

The government figures and commitment included the allocation of 150 additional police officers per
region, with additional positions for discretionary placement. QPS allocates the additional resources
through submissions made to the Workforce Allocation Sub-Committee.

Prior to the election commitment, the growth target was based on population growth across the regions.
Neither of these growth targets is based on a robust analysis of demand — which should allocate the right
number of police in the right places. Nor are they based on the types of skills that will be needed in the
future.

The Queensland Police Service is not meeting its police officer recruitment
targets

Attracting, retaining, and recruiting QPS’s police officer workforce is a challenge. Factors driving this
include:

¢ higher-than-forecast attrition rates (for example through its ageing workforce and an increase in
resignations)

e achange in society’s perceptions of policing as a career

e arecent shortage of resources in the labour market.
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In the 2022-23 financial year, the number of police officers declined by 202. While 483 new police officers
were sworn in, 685 left the service. The rate at which police officers left their employment with QPS in
2022-23 increased to 5.6 per cent — a 47 per cent increase from the previous year. However, QPS
advised that the police officer attrition rate dropped to 5.1 per cent in the first quarter of 2023—-24 and it
anticipates further reductions.

To address these challenges, QPS has recently implemented several initiatives to deliver on its growth
target. These include running ongoing advertising campaigns across multiple digital channels, lowering
the age to apply as a recruit (to 17), offering financial incentives such as relocation payments and
assistance with study costs, and developing strategies for attracting international police. QPS is already
seeing positive changes to the recruitment pipeline resulting from these initiatives. QPS advised there are
currently 587 recruits in training in Brisbane and Townsville academies. However, meeting its growth
target is reliant on effective recruitment outcomes and the successful completion of training by recruits to
become sworn officers.

Figure 4B shows the sworn police officer growth against the government’s target (shown as Budget FTE).
This includes:

¢ actual full-time equivalent (FTE) and head count for 2020-21 to 2022-23
e QPS projections of the FTE and head count it is likely to achieve from 2023-24 to 2024-25.

The projections are based on recent changes to the recruitment pipeline. The figures show a sworn police
officer shortfall of 678 FTEs by the end of 2025.

Figure 4B
Targets and actual growth in police officer numbers
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Note: Qtr — quarter.

Source: Queensland Audit Office, using data provided by the Queensland Police Service.

The Queensland Police Service needs to plan for its ageing workforce

Queensland has a mandatory retirement age of 60 years for sworn police officers. This is a legislative
requirement under the Police Service Administration Act 1990 for officers who do not hold a position
under a contract. There are no plans to change this. No other state has a mandatory retirement age
except for Tasmania, which has a retirement age of 65 years.
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Over the next 10 years, 30.74 per cent of the QPS’s current workforce is due to retire, as shown in
Figure 4C.

Figure 4C
Ages of Queensland police officers as at November 2022
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16%
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10% 5 years.
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Source: Queensland Audit Office, using data provided by the Queensland Police Service.

While police officers are required to retire at 60 years, they can apply to return as a staff member or a
special constable. QPS advised that in 2021-22, 212 police officers retired. Only 8 returned to the
organisation in an unsworn capacity.

In April 2023, QPS announced that it would use retired officers to serve as special constables when a
surge in capacity is needed, for example, in the case of natural disasters or major events. While this
initiative will support the QPS’s ability to meet a surge in demand, recent numbers of returning officers are
low, so this will not address the overall shortages in its workforce.

QPS needs to develop a broader, statewide program to encourage and support retiring officers wishing to
return to the service as either as a special constable or as a staff member. This includes identifying
suitable roles for them to take on.

The Queensland Police Service needs to identify the best mix of police officers
and staff members

QPS has approximately 3,800 staff members throughout its organisation, and they play an important role
in supporting policing functions. They undertake tasks such as vehicle and equipment maintenance,
fingerprint analysis, intelligence analysis, administration, and training — freeing up sworn officers to focus
on frontline services.

Since 2016, the mix of police officers and staff members had remained consistent at an average ratio of
80:20 (police officers : staff members).

To manage the increasing demand for police officers, QPS needs to consider whether its mix of police
officers and staff members is optimal. It has started several initiatives aimed at rebalancing this workforce
mix, including:

e merging some central commands, for example, the Intelligence and Covert Command and State
Crime Command, with some roles transitioning from sworn to unsworn positions

e setting a target to appoint 575 staff members in 2022-23 to assist with specific functions currently
undertaken by police officers — such as watchhouses and prosecutions

e restructuring one training centre to free up police officers, as explained in Figure 4D: Case study 1.
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Figure 4D
Case study 1: Changing the staffing model at a training centre

Bob Atkinson Operational Capabilities Centre

In 2020, QPS restructured the staffing model of one of its training centres — the Bob Atkinson Operational
Capabilities Centre. It identified sworn instructor roles that could be performed by staff members. By
September 2022, the staffing model at the training centre had a larger civilian workforce as follows:

Original staffing model New staffing model
91 sworn instructors 57 sworn instructors
14 unsworn instructors 35 unsworn instructors

25 temporary unsworn instructors

105 total instructors 117 total instructors

Applicants for the positions were of high calibre and included international police and military members, elite
athlete strength and conditioning coaches, and paramedic instructors.

This initiative proved to be successful in:
e returning police officers to frontline work while addressing resourcing issues for the training centre

e achieving greater stability in training delivery — previously, instructors who were police officers were often
deployed to alternate duties (for example responding to events or targeted operations).

Surveys of participants showed a high satisfaction with the quality and delivery of training — 90 per cent for

existing officers and nearly 100 per cent for recruits.

As a result of the learnings from this initiative, QPS is considering a new proposal for an additional 8 staff
members for this centre.

Source: Queensland Audit Office, from information provided by the Queensland Police Service.

While these are positive steps, QPS does not have a central or coordinated approach to designing the
best mix of sworn police and staff members, police liaison officers, and protective security officers across
the organisation. It has not taken steps to review all positions or tasks that do not require police powers.

As described in Chapter 5 of this report, QPS mostly rosters administrative and support staff during
standard business hours, which often does not align with peaks in calls for service. In considering the
optimal mix of sworn and staff members, it needs to consider how it can best use this workforce to
support frontline officers.

In March 2022, the Queensland Treasury Corporation found that police officers were paid 38 per cent
more than staff members. A high proportion (52 per cent) of staff members are at the lower end of the
administration officer pay level of government (A03 level) and approximately one-third (39 per cent) of
them fill positions in the districts. This represents a cost-effective opportunity to free up police officers by
allowing staff members to do more administrative tasks.

The Queensland Police Service needs to understand its future skills and
capabilities

QPS'’s police officers and staff members must have the necessary skills and capabilities to meet changing
and emerging demand. When analysing its workforce, QPS considers the profile, but has not developed a
clear picture or vision of the skills and capabilities it needs across the state to meet future demand.

QPS participates in a national cross-jurisdictional research group. As part of environmental scanning, this
group has collated information about what the future policing workforce could look like. But QPS does not
include this information in the environmental scanning document it circulates internally for discussion or
action.
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The cross-jurisdictional research group also identified that additional skills will be needed in the future to
support technological advances and the related changes in service delivery models. QPS has not
undertaken an organisational review to determine the types of skills and capabilities it will need for
frontline police to meet demand in the next 5 to 10 years.

Having adequate equipment and infrastructure

To be effective and to keep officers safe, today’s police need contemporary equipment and technology.
QPS uses operational equipment ranging from body-worn cameras, tablets, and video recorders to
higher-value assets such as vehicles, aircraft, and marine vessels. Today’s police also need suitable
infrastructure, which includes the buildings they use centrally and in the districts.

QPS currently has enough operational equipment for its officers. None of the staff we interviewed in
4 districts and 5 stations raised concerns about the availability of equipment needed to do their job.

However, QPS lacks a statewide picture of its forecasted asset needs, and it has not progressively
maintained its existing infrastructure. It needs to identify future requirements for equipment and
fit-for-purpose buildings.

The Queensland Police Service needs to align its asset planning with
workforce growth
QPS has a 5-year replacement cycle for its fleet of vehicles, but it does not have a life cycle replacement

plan for other types of assets needed to support frontline officers in meeting future demand. This includes
operational equipment for policing such as body-worn cameras, vests, and tasers.

QPS has a significant infrastructure asset base, but the condition of some of its buildings is deteriorating,
leading to poor working conditions for staff. It is developing a new regional asset management plan for
the next 10 years, but it has not progressively maintained its existing infrastructure. The current costs to
rectify defects exceed $39.5 million.

In addition, QPS has estimated $93.6 million is needed to address the backlog of maintenance. We
acknowledge that some of these responsibilities only recently returned to QPS following machinery of
government changes.

In an infrastructure review, QPS assessed 8 out of 15 districts. It identified that the infrastructure in some
districts was not fit for purpose and will not be able to accommodate growth in staff. While it has identified
the opportunity to close some stations, it advised us that it is reluctant to do this, especially in regional
areas where the police station is the only government building.

QPS stopped the review because of limitations it identified. It is currently developing a forward capital
program to:

o facilitate accommodation of frontline staffing growth to meet expected demand
o refurbish/replace facilities

e prioritise initiatives to support service delivery changes.

The Queensland Police Service uses technology to support frontline
policing, but it has not evaluated its benefits

Technology has always been an integral component of policing, and includes telecommunications,
cameras (red light cameras and speed cameras), social media, and data analytics. Using technology
effectively has the potential to improve operating efficiencies.

Figure 4E shows examples of where QPS is using technology in frontline policing to gain efficiencies.
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Figure 4E

Using technology in delivering frontline services

QLITE tablets and
mobile applications
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Online reporting and

Frontline officers use QLITE tablets and mobile applications to access real-time
information while on the move. This allows them to respond promptly to incidents.
In some cases, officers complete paperwork onsite and issue infringement notices
electronically.

Community members can use online reporting and electronic evidence
management systems to report non-urgent incidents and crimes. They can upload
digital evidence such as CCTV footage and photographs relating to issues like
dangerous driving, traffic crashes, and retail theft. This technology reduces the
need for officers to physically attend non-urgent incidents, allowing them to use

electronic evidence their time and resources more effectively.

management
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Frontline officers use body-worn cameras to enhance transparency,
accountability, and evidence gathering. The evidence can be used in court
proceedings, which reduces the need to obtain written statements from victims.
Other benefits include the ability to live-stream policing activities. This was
demonstrated during a siege on Magnetic Island in 2022. It enabled a police
negotiation coordinator to manage on-scene negotiators without needing to travel
to the island.

Live-streaming body-
worn cameras

Source: Queensland Audit Office, using information provided by the Queensland Police Service.

QPS relies significantly on technology to deliver frontline services. However, it has not analysed the
benefits or efficiency savings from using these technologies. Neither has it evaluated which technologies
it should invest in to improve its ability to meet demand. For example, it has not assessed whether there
are benefits in further developing QLITE by adding offline functionality.

This is because QPS does not have a broader program for continuously researching and investing in
technologies that provide the most benefit for frontline operations.

It has developed digital, data, and ICT strategies and is currently working on a 10-year technology road
map, which it will be submitting for the Queensland Cabinet’s consideration. While these are first steps in
enhancing its use of technology, they are high-level documents only. QPS needs to develop them into
actions and/or projects with a corresponding investment plan.

Recommendation 2
We recommend that the Queensland Police Service improves its strategic workforce planning, including:
e establishing a workforce growth target using evidence-based analysis of future demand for service

e assessing the workforce skills needed to meet current and future demand, identifying any gaps
e reviewing tasks that need to be done by police officers and those that can be done by staff members
e periodically reviewing the mandatory retirement age requirements

e optimising the mix of police officers, and staff members, protective security officers, police liaison officers, and
retiring police officers who wish to continue working

e assessing how current and emerging technology can improve service delivery and workforce demand

¢ identifying future needs and planning for equipment and fit-for-purpose building infrastructure.
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S.

Meeting the current demand for
services

This chapter is about how QPS deploys its workforce to meet the current demand for its frontline services.
We were only able to examine how QPS responds to and meets initial calls for police assistance (through
000 and other sources). While QPS gathers data on offences, it records limited information on the time
spent by police officers on proactive policing and follow-up investigations.

We look at how QPS responds to calls for police assistance, and whether it is meeting its performance
standards. We also examined what QPS has done to address issues affecting its ability to meet demand,
including a major change approach — the Service Alignment Program.

The Service Alignment Program

QPS is facing significant challenges in maintaining the level of resources needed to meet demand. In
January 2020, it established a major transformation program — the Service Alignment Program. This was
in response to a 2019 strategic review set up to identify systemic issues affecting its ability to meet
demand.

This program included about 40 individual projects aimed at streamlining business processes and
optimising service delivery. In July 2021, QPS closed the program and transitioned individual projects to
business as usual. It stated that one of the benefits of closing the program was that 184 positions were
re-allocated — 155 of them to priority areas (frontline and/or frontline support).

Work on a frontline service delivery model continued as a separate project until that was also closed, in
May 2023. During that time, the model was piloted in Moreton district and then rolled out in Logan.
Despite seeing positive results from the pilot and rollout, some processes, such as rostering, reverted to
how they were prior to the project. The total QPS spent on the service delivery model between the 2019—
20 and 2022-23 financial years was $25.9 million. Outcomes from the pilot and rollout at Logan were
intended to inform a statewide rollout strategy for the new service delivery model, originally expected to
be in all districts by 2024.

QPS stated that implementing the new model, together with the high number of recommendations from
recent inquiries and reviews, was resulting in both change and workforce fatigue. The Commissioner has
not identified how, in the absence of this program, QPS will enhance its service delivery.

Figure 5A: Case study 2 describes the service delivery model piloted at Moreton and trialled at Logan and
the initial benefits it achieved.
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Figure 5A
Case study 2: Frontline service delivery model

Trial of new frontline service delivery model

QPS designed and tested a new service delivery model for frontline services. The model went live in the Moreton
district in February 2021. QPS chose this district as a pilot location to test, learn, and build capability prior to
implementing the model across the state. QPS considered emerging issues and learnings during the pilot project,
making changes to its approach to managing change and workforce planning.

The delivery model implemented at Moreton included:
e separating the duties of the frontline workforce between a team of those who respond to calls for service and a
second team who provide follow-up services. This freed up frontline officers

e using Tasking and Coordination Centres (TACC) to coordinate incoming and outgoing appointments, and to
handle calls for service that did not require an immediate police response.

Trial results
QPS reported that the trial at Moreton delivered positive results. These included:

e improved police attendance rates in response to calls for service

e improved quality of investigations, with a reduction from 43 per cent to 15 per cent requiring rework

e better management of active tasks through role clarification and separation of resources.

Following the implementation in Moreton, the model was rolled out across the Logan district with similar results.

External review

Because of staff concerns, QPS commissioned an external review of the project. This review highlighted benefits of
the model and also made recommendations to improve the likelihood of further success of the project.

Benefits identified in the external review included:
¢ increased transparency across QPS about consistency of practices, resourcing, and workforce capability

e ability to recognise true frontline demand, and identify previously unrecorded demand such as the work involved
in updating case notes

e improvements in the visibility of how demand is managed in districts.

Source: Queensland Audit Office, from information provided by the Queensland Police Service.

Responding to calls for service

In Chapter 4, we noted that while QPS measures time spent responding to calls for service, it records
limited information on the time spent by police officers on proactive policing and follow-up investigations.
We were therefore unable to assess how effectively QPS manages demand other than initial calls for
service.

Current demand for policing comes from various sources, such as calls for assistance (referred to by
QPS as calls for service) from the public and through government directives (for example, policing events,
and border closures and hotel quarantine, such as during COVID-19). Each can have differing levels of
urgency (based on safety versus good order) and resourcing implications. In 2021-22, QPS received
1,005,462 calls for service, which came from:

e phone calls through 000 — the national number dialled for emergency assistance for police,
ambulance, or fire (79 per cent)

e phone calls or online reporting through Policelink — a method to contact police for all non-urgent
matters (6 per cent)

e phone calls or other forms of request for police assistance from government agencies such as
Queensland Health (15 per cent).
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The community makes most of the calls for police assistance. These can be for minor problems such as
loud neighbours, or for more serious crimes like domestic and family violence, burglaries, and homicides.

For this reason, QPS prioritises calls for service by assessing the urgency and level of perceived threat to
personal safety. Not all calls for service require police attendance. QPS uses a framework to make the
assessment and allocates a code from 1 (very urgent) to 5 (does not require a police tasking). It
implemented this framework statewide in February 2021.

Code 1 — very urgent — for circumstances of imminent danger to human life or where life is ‘actually and directly
threatened’ with imminent danger.

Code 2 — urgent — for circumstances similar to Code 1 but when danger or threat to human life is not imminent.
Code 2 calls include circumstances involving injury, or a present threat of injury, to a person or
property.

Code 3 — requires a direct police response to an incident that is occurring and/or may escalate.

Code 4 — may be resolved by alternate resolution, which, according to the QPS operational procedures manual,
consists of resolving the matter over the phone or making an appointment with the caller.

Code 5 — does not require a police tasking.

Source: Queensland Police Service Operational Procedures Manual, Chapter 14, sections 14.24.1 and 14.24.2.

Figure 5B shows a breakdown of calls for service received by QPS in 2021-22 from all sources, by code.

Figure 5B
Profile of calls for service received from all sources in 2021-22 — by priority code
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Source: Queensland Audit Office, using data provided by the Queensland Police Service.

Demand for service is growing faster than officer numbers

Since 2016, the demand for service has increased by 30 per cent, while the average police officer head
count has increased by 25 per cent over the same period.

This, combined with the increased complexity of the different crime types and social issues police deal
with, makes QPS's job harder, particularly since complex incidents generally require more police time.

In 2021 and 2022, the top 4 incident types QPS received were disturbances and disputes, noise
complaints, domestic violence, and welfare checks. In this time:

e Domestic and family violence incidents increased 14 per cent from 79,909 to 91,094.

e Mental health incidents increased 13 per cent from 10,562 to 11,902.
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Most Code 1 and 2 calls come through 000

In 2021-22, QPS received 131,556 Code 1 and 2 calls. Figure 5C shows a breakdown of the sources
through which they were received.

Figure 5C
Percentage of Code 1 and 2 calls received from the different sources
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Note: The ‘other government agencies’ category includes Crime Stoppers.

Source: Queensland Audit Office, using data provided by the Queensland Police Service.

The average time to dispatch a response team for each of these sources of Code 1 and 2 calls during
2021-22 was:

e 000 calls — 3 minutes and 32 seconds
e other government agencies — 7 minutes and 35 seconds
e Policelink — 11 minutes and 5 seconds.

Clearly, the average time taken to dispatch a response team was higher for calls received from sources
other than 000. This is mainly due to calls being generated in different systems. Calls coming through
systems other than 000 require additional work before they can be transferred to the dispatch system for
action. This process delay is affecting QPS’s ability to attend some high-priority and potentially
life-threatening calls in an efficient and timely manner.

Methods other than 000 are not designed for high-priority or emergency incidents. In September 2021,
QPS launched a public media campaign aimed at reducing non-urgent calls to Triple Zero (000).
However, given the number of high-priority calls coming through these other sources (around 7,900 in
2021-22 through Policelink), QPS needs to regularly educate external parties on the correct
communication channels.

The Queensland Police Service attends to most of its calls for
assistance, but it does not meet its target response times

QPS reports its performance annually through its service delivery statements (SDS — which provide
budgeted financial and non-financial information for a government portfolio each year). In 2021-22, QPS
reported that it attended 85.3 per cent of Code 1 and 2 incidents within 12 minutes. This met its target of
85 per cent, which was increased from 80 per cent for the 2022—-23 period.

However, QPS had incorrectly calculated the attendance rates of Code 1 and 2 calls and the actual figure
was 78.2 per cent. Its internal review processes had not identified this error prior to publishing the SDS.
For 2023-24, it has amended the target to 80 per cent.
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Also, the QPS’s SDS report for this performance measure only captures incidents attended for calls
received through 000. It does not include data on the 21 per cent of Code 1 and 2 calls received in
2021-22 from other sources, such as Policelink and other government agencies. While QPS internal
documents note this, it is not stated in the SDS, which may mislead readers. When we included Code 1
and 2 calls from all sources, incidents attended within 12 minutes dropped from 78.2 to 72 per cent.

Figure 5D shows the revised percentage response time for Code 1 and 2 calls received through all
sources, by region.

Figure 5D
Responsiveness to Code 1 and 2 calls received through all sources — by region
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Source: Queensland Audit Office, using data provided by the Queensland Police Service.

The lowest response rates were for the South Eastern and Far Northern regions, with between 62 and
65 per cent of calls attended to within 12 minutes. The response rates within 12 minutes for Brisbane and
Northern regions were 80 per cent and 79 per cent respectively. QPS advised that responsiveness varies
between regions due to several factors, such as distance, remoteness, and availability of resources.

QPS'’s performance target for Codes 1 and 2 — to attend 85 per cent of calls within 12 minutes —is
comparable to that of other jurisdictions. Most have set response times for Code 1 and 2 calls within the
range of 10 to 15 minutes, and most have a target of 80 per cent. (Appendix D has further details on other
jurisdictions’ targets and performance.)

Using performance information to improve service delivery

Performance information is a tool for service management and improvement. It supports informed
decision making and is an early warning system that enables managers to take preventative action.

By setting a performance target for Code 1 and 2 calls, QPS can demonstrate whether it attends them
within reasonable time frames. Performance targets also assist in planning for and deploying resources —
including staff and equipment — more effectively.

Only 2 Australian jurisdictions have set externally reported performance targets for Code 3 calls. Western
Australia has a one-hour response target for Code 3 calls (within the Perth metropolitan area), and the
Australian Capital Territory has a response target of 48 hours. No jurisdictions measure performance for
Code 4 calls.

In 2021-22, QPS responded to 60 per cent of Code 3 calls within one hour. It does not report publicly on
this, but it also has not analysed the data to assess if this is an acceptable level of performance.
Analysing performance information gives insights into service delivery and helps assess trends or
anomalies and identify potential quality issues. QPS could make better use of its performance information
to understand and improve its practices.
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Unattended calls

While QPS responded to nearly 90 per cent of calls requiring a police response (Codes 1 to 4) in
2021-22, it recorded that it did not respond to over 86,594 calls. These included:

e 369 (less than 0.5 per cent) of Code 1 and 2 calls (very urgent and urgent)
e 10 per cent of Code 3 calls
e 24 per cent of Code 4 calls.

Calls for service categorised as Code 5 do not require police attendance. In 2021, many incidents
previously categorised as Code 3 were re-categorised to Code 5, to ensure QPS was responding to calls
for service of higher urgency and level of perceived threat to personal safety. However, QPS was unable
to provide us with further information to support the reason for the change. It was also unable to tell us
whether it has examined the impact to determine if it was appropriate.

While our analysis of a sample of unattended Code 1 and 2 calls found reasonable explanations for most
(such as calls being downgraded to a lower priority, or duplicate calls), QPS advised that it did not
regularly analyse this information to identify issues or areas for improvement.

As a result of our initial finding, QPS reviewed all unattended calls (Codes 1 to 3) from July 2021 to

April 2023. It identified that most calls were dealt with appropriately but were either not finalised correctly
in the system or were determined not to require a police attendance. In some instances, jobs were a
duplicate.

Figure 5E shows a breakdown of reasons QPS provided from its analysis for the 369 Code 1 and 2 calls
originally recorded as not attended in 2021-22. The 2 main reasons were that:

o calls were attended by another government agency (31.7 per cent) — for example, in cases of
attempted/threatened suicide

e police attended, but the call was not ‘closed’ in the system (25.5 per cent).

Figure 5E
Breakdown of reasons for non-attendance for Code 1 and 2 calls in 2021-22

Non-attendance reason recorded Number Percentage
Police attended (but attendance was not recorded) 94 25.5
Change in circumstance 73 19.8
Other government agency attended — police not required 117 31.7
False alarm (police not required, including hoax calls) 60 16.3
Decision not to attend 12 3.3
Unable to determine reason 9 24
No crews available 3 0.8
Total 369 100%

Source: Queensland Audit Office, using data provided by the Queensland Police Service.
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Recommendation 3
We recommend that the Queensland Police Service improves its response to demand for service by:
e reviewing its service delivery model to identify and address challenges and improve its ability to meet demand

e reviewing how it handles calls from sources other than 000 to identify any process improvements that will
reduce the despatch time for Code 1 and 2 calls

e regularly educating the public on the appropriate use of 000 and Policelink in reporting incidents

e using performance information to gain insights into service delivery and support informed decision-making.
This includes

- evaluating and assessing the reasons why police do not attend some Code 1 to 3 calls

- determining why some regions are not meeting targets for Code 1 and 2 (urgent) calls and deciding
whether to establish regional targets.

Recommendation 4

We recommend that the Queensland Police Service improves the usefulness and transparency of its public
performance reporting on responding to calls for service by:

e reviewing its internal controls over publicly reported performance information
e reporting its performance on responding to Code 1 and 2 calls from all sources, not just 000 calls

o clearly explaining which types of calls for services are included and not included in its performance reporting
for Codes 1 and 2 in its service delivery statements.

Rostering staff to meet demand

QPS uses a rostering system to manage its frontline workforce. There are 7 regions across the state, split
into 15 districts and 341 stations. QPS does its rostering at the station level, where officers are scheduled
for various shifts and duties. Officers are typically rostered for a combination of day, evening, and night
shifts, with rest days scheduled between blocks of shifts. Effective rostering is critical to ensuring there
are enough frontline officers available to meet demand as it arises.

Rostering practices are inconsistent, and they limit resource-sharing

QPS has inconsistent practices when rostering staff to meet demand, and not all rostering clerks have
received formal training on how to use the rostering system. Some stations are not using the QPS
demand dashboard (see Chapter 4) to help identify peak periods of demand.

Rostering is done based on head count, but because the rostering system is not integrated with the HR
and payroll system it does not consider the availability of staff to be rostered for service when allocating
them to shifts. For instance, after annual leave, sick leave, scheduled days off, and training are
considered, there may not be enough police officers available in a given week to provide the required
level of coverage.

Because rosters are organised at the station level, it is difficult to share resources across regions and
districts to effectively cover all shifts and meet peak demand.

Rostering is not optimised to match peak calls for service

Current issues with QPS’s rostering system mean its rostering practices have not been optimised to
ensure it has enough resources to match peak calls for service. Our analysis of data from QPS’s
computer-aided dispatch (QCAD) system and the rostering system indicates that QPS is not rostering
police officers on duty in line with calls for service.
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Current issues include limited demand data, and a lack of integration with other corporate systems, such
as the payroll system. Police officers on duty during the week deal with more than responding to calls for
service, such as attending court and incident management. Whereas at the weekends, police officers
mainly focus on responding to calls for service. In the absence of supporting data, it is difficult to assess
whether the allocation of police officers across the week is sufficient to meet calls for service.

The greatest number of calls for service occur between 5:00 pm and 11:00 pm, with a further increase at
weekends. When demand exceeds available resources, frontline officers typically spend less time at
incidents. QPS has not analysed whether the quality of service is impacted when calls for service are not
matched by the number of officers on duty.

Administrative and support staff generally work standard business hours, which often do not align with the
peaks in demand. This may result in frontline officers needing to perform administrative and operational
tasks, such as manning front counters and fingerprinting, during these peak periods. This takes them
away from frontline duties and creates further pressure to meet demands for service. It also has a
budgetary impact. A review by the Queensland Treasury Corporation in March 2022 found police officers
are, on average, remunerated at a rate 38 per cent higher than other staff members.

A roster review project is underway

In early 2023, QPS established the Rostering Review Steering Committee to investigate, analyse, and
address a range of issues identified around rostering practices across QPS. Using project working
groups, QPS aims to improve its understanding of the complexity of QPS demand and current QPS
rostering systems. Its objective is to then identify and implement strategies to improve operational
rostering. The project scope includes enhancing QPS rostering capability and resources and reviewing
data limitations. The expected completion date for the project is June 2026.

Overtime has significantly increased for police officers

Not rostering to meet peak calls for service, combined with a lack of resources, can result in officers
needing to work beyond their regular shift hours to meet demand. This has contributed to a 38 per cent
increase in QPS overtime over the last 4 years — from $60.1 million in 2018—19 to $82.8 in 2022-23 — as
shown in Figure 5F.

Figure 5F
Queensland police officer overtime — actual versus budget
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Source: Queensland Audit Office, using finance system data provided by the Queensland Police Service.
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The significant increase in actual overtime in 2021 and 2022 was likely affected by additional duties
supporting the government response to COVID-19. We note other factors also contribute to the increased
overtime, such as running specific campaigns. Analysing patterns and reasons for overtime will inform
workforce planning.

Recommendation 5

We recommend that the Queensland Police Service continues to develop consistent rostering practices to
improve how it deploys available resources across the state. This should include:

e improving its rostering processes to align resources with demand

e rostering and resourcing at the patrol group level (clusters of stations), rather than at the individual station
level, to enable more flexible deployment of staff and resources

e ensuring the availability of officers allocated to patrol groups and stations is enough to meet demand after
considering time for leave and training

e analysing patterns of overtime to inform workforce planning

e ensuring all staff responsible for rostering are adequately trained in using the rostering system.
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A. Entity responses

As mandated in Section 64 of the Auditor-General Act 2009, the Queensland Audit Office gave a copy of
this report with a request for comments to the Queensland Police Service.

This appendix contains its detailed response to our audit recommendations.

The head of the entity is responsible for the accuracy, fairness, and balance of its comments.
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Comments received from Commissioner, Queensland
Police Service

n..ﬂ@
QUEENSLAND POLICE SERVICE '.ﬁ

COMMISSIONER'S OFFICE
200 ROMA STREET BRISBANE QLD 4000 AUSTRALIA
GPO BOX 1440 BRISBANE QLD 4001 AUSTRALIA

Email: commissioner@police.gld.gov.au

Our Ref:

Your Ref:

21 November 2023

Mr Brendan Worrall
Auditor-General of Queensland
Queensland Audit Office

PO Box 15396

CITY EAST QLD 4002

Dear Mr Worrall

The Queensland Police Service is steadfast in its commitment and dedication
to our vision of making Queensland the safest state. As an organisation that
embraces continuous improvement in achieving that vision, we are grateful
for the insights contained in the Queensland Audit Office’s Report
“Deploying Police Resources”. The Report's findings reinforce our current
planning and direction.

Your report is correct in its observation that the QPS is a system under
pressure. Given the current increased, competing and unrelenting demands
for our services, the QPS has already identified the critical imperative to better
understand, quantify and manage those demands and has taken steps to build
better capability within QPS to make strategic resource investment decisions.
There is also more we plan to do.

In particular, T would like to point out that work is underway to revitalise our
internal corporate strategic capability to ameliorate the Public Safety Business
Agency (PSBA) legacy and the return of corporate resources after 7 years from
a shared service agency to QPS. The loss of strategic capability and expertise
identified by Professor Coaldrake is a real feature of that legacy.

Post PSBA, high level benchmarking undertaken in 2022 indicated that QPS’s
HR and finance functions were significantly under-resourced compared with
other departments, which was limiting their ability to deliver strategic value
to QPS. Shared ICT service arrangements through PSBA also adversely
impacted ICT strategy development.
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We are currently actively identifying and moving to correct key and critical
capability gaps within QPS as part of that revitalisation. An example of this is
the recently appointed Chief Digital Officer role, which will focus on
providing strategic leadership in the Secrvice’s digital and data future and
expert ICT investment advice. QPS has also appointed a Chief Risk Officer,
leading identification and management of strategic risk across the
organisation.

Without responding to each and every point raised in your report, I would
like to clarify QPS’s general position in respect of the four broad themes you
have identified.

1. Understanding demands for service

In 2019, the QPS commissioned a strategic review of the service which was
undertaken by Mr Neil Greenfield (the Greenfield Report). The Greenfield
Report observed that at that time the QPS did not have a full picture of the
demands that were placed on QPS which were beyond calls for service; the
resource required to meet those demands; and the relative priority between
these different demands. The Report noted that the importance of this was
well understood by the QPS executive and work was already occurring to
better understand demand to assist in strategic and operational decision-
making.

In August 2019, the Queensland Police Service, in partnership with
Queensland Treasury Corporation, developed a Demand Model and a Cost
Attribution Model, specifically focused on Frontline Policing demand. The
model draws data from QPRIME, HR Establishment Data, ITAS Data, QCAD
Data to provide analytics on actual demand within defined periods of time.
Its intended purpose was to provide an accurate single point of truth to
measure and better understand the volume and types of demand facing QPS
frontline service.

QPS use the Demand Model to assist in providing an evidence base for
requests for police and staff resources. In addition, the Demand Model was
used for District Infrastructure reviews by providing information on where
potential infrastructure growth sites could be allocated. A by-product of the
Demand Model is a series of Demand Dashboards that can be accessed by all
QPS employees (not only sworn members). These dashboards provide useful
information, down to Divisional level, to assess current state workload
demand.

It is acknowledged that not all data is captured in the Demand Model. For
example, data from investigations, watchhouses and prosecutions are not
incorporated.
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As part of addressing this shortfall, QPS worked with an external expert in
the first half of 2023 to specifically develop a Domestic and Family Violence
Demand Model that does utilise this data. The Domestic and Family Violence
Demand Model provides a perspective on the DFV demand met by the QPS
workforce at a point in time by using historic data and trends, activity
analysis and available resources. The objective of the model is to confidently
measure and forecast demand related to domestic and family violence in
order to provide QPS with an understanding on future workforce
requirements and associated costs. It also assists with identifying areas that
require further development and informing opportunities for change.

This model will allow for QPS to account for changes in the environment,
such as changes to relevant legislation, population growth and other social
factors. Learnings from this body of work will be incorporated into future
demand work and there is strong commitment to further evolution and
refinement of demand modelling within QPS.

QPS has allocated an additional 3 FTEs to the Analytics team to enhance this
capability along with 3 data scientists. An advanced data analytics capability
is also being created that will enable the creation of a comprehensive suite of
workforce analytics.

QPS has also partnered with the University of Queensland’s Centre for
Information Resilience - an Australian Research Council (ARC) Industrial
Transformation Training Centre funded for 5 years from 2021. This will
enable the QPS to leverage the appropriate intellect to assist in driving
modelling capability.

QPS5 also intends establish significant new capability within the finance team
focussed on strategic investment modelling and planning (including
economic analysis). QPS plans to allocate 14 new FTEs to create this function.

These additional resources will significantly accelerate QPS’s modelling
capability and support evidence-based resource allocation. Tt is intended that
this capability will continue to mature and become intrinsic in our practices
over time.

2. Planning a workforce for the future

In conjunction with the demand and investment modelling uplift, the QPS
intends to increase strategic workforce capability and planning, to
compliment the additional resourcing allocated to drive demand modelling.
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It has been identified that this is critical capability to create the foundations
for future success. :

The combined uplifts in workforce and financial modelling capability, data
analytics capability and the appointment of a new dedicated Chief Digital
Officer are key foundational steps in enabling QPS to better understand and
manage demand, both current and emerging. I am confident these actions
will position QPS well to meet the challenges of the future.

QPS's asset planning capability has been proactive in identifying
infrastructure maintenance backlogs across both planned maintenance and
service (unplanned) maintenance. In response to this challenge, the QPS
annual maintenance budget was increased from $19M to $35M in 2021 and
this amount is now indexed as part of the budgeting process. This funding
envelope is being used to progressively reduce the backlog, as well as to
address increasing unplanned maintenance in a large portfolio of aging
buildings, often in remote locations where even minor maintenance is both
costly and difficult to service due to scarcity of trades. We proactively divest
end of life or surplus facilities, in order to reinvest again in capital
improvements. Across a state-wide portfolio of around 1500 facilities and
units of accommodaﬁon, we are making progress and the maintenance
backlog is clearing.

3. Responding to calls for service

We acknowledge that demand for service is growing faster than officer
numbers. Remarkably, the rate of domestic and family violence breaches has
increased by 25% in one year between 2021/22 and 2022/23. The number of
domestic and family violence related calls for service increased 26% over the
same period (21,378 calls).

We have faced the same challenge as all organisations, and certainly every
other policing jurisdiction in Australia: a highly competitive labour market
which has impacted attraction and retention.  Police officer headcount
declined by 202 between 30 June 2022 and 30 June 2023, as police attrition of
685 exceeded the 483 new officers sworn in. This surge in attrition appears to
be reducing, although mandatory retirements (at the age of 60) will continue
to be an ongoing challenge with an aging workforce.

Having said that, through the tireless efforts and innovative strategies of our
People Capability Command, we now have very positive recruitment
momentum. At the time of preparing this response there are 587 recruits in
training in Brisbane and Townsville and there are currently 1,603 applicants
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in the pipeline. We have 320 international and 216 interstate/New Zealand
applicants with policing experience being processed, and 16 former QPS
officers have returned to service as our new special constables.

Based on current data projections which factor in expected attrition, QPS
predicts a combined headcount of 13,841 police officers and recruits in
academies by the end of 2025. The graph below depicts the momentum built
through numerous QPS recruitment initatives, including: waiving all police
recruit and pre-selection fees; offering a relocation payment of $20,000 to
interstate and overseas candidates with policing experience; waiving academy
accommodation costs and providing additional financial support to recruits in
training.

14000 i i

OFFICERS

11500

E
.
Voo

{
i
H
H

s
PR
e
ac2s
—

|

i
y 0§ 9
LI

5 5

| I

sepa0

ar22

With reference to the 2021-22 Service Delivery Statement (SDS) performance
measure relating to of attendance on code 1 & 2 incidents, we acknowledge
the error, but point out that this was discovered through our own internal
processes in June 2022 and explained in the most recent SDS. Our measure
has always been predicated on 000 calls for service; we are amenable to
making this explicit in the next SDS.

Of note, QPS has initated a significant new program of work — the Client
Management Program — which aims to deliver a new service-wide call and
contact system which will better capture the breadth of demand for service.
Whilst the program will include technical renewal and solutions including
next generation CAD (computer aided dispatch) and the Policelink CRM, it
will also harmonise contemporary telephony on a state-wide basis, and front
counter contact data capture. It will modernise the management of urgent,
triple zero and digital contact types, and deliver more integration with the
wider QPS enterprise architecture. This program is in a rapidly advancing
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stage of maturity and has engaged the market with an initial ITO. This work
will represent a significant advance in the ability to quantify “front-door”
urgent and non-urgent demand, including front-counter demand, positioning
QFS to better understand and manage changing demand.

4. Rostering police resources to meet demand

QPS5 acknowledges the ongoing and continuous need to review rostering
practices. Whilst the QPS closed the service delivery program in 2023, our
work to improve service delivery has not stopped.

In early 2023, a Rostering Review Steering Committee (the Committee) was
established, chaired by Assistant Commissioner Pond. The Committee
functions under the authority of the Deputy Commissioner, Regional
Operations, to conduct a review of the operational shift allowance {OSA) in
accordance with Clause 96 of the QPS Certified Agreement 2022; and to enhance
public value through the alignment of workforce deployment, business
requirements and the expectations of the community and government.

To this end, the Committee has commenced activities to identify and
implement strategies to improve understanding the complexity of QPS
demand; current QPS rostering systems; the existing posture of work units in
the QPS; to identify factors associated with the deployment of human
resources; evaluate related legislation, policy and support frameworks; and
review the alignment of related activities with employee safety and
wellbeing.

It is intended that the new QPS Chief Digital Officer will provide leadership
in identifying technology solutions or innovations to alleviate rostering
challenges.

Finally I'd like to comment on the subject of overtime.

As pointed out in your audit report, QPS overtime has significantly increased
over the last four years. This can be attributed to work such as increased road
safety camera operations (all of which occurs outside rostered shifts),
unprecedented demands for service during the pandemic, resourcing of safe
night precinct requirements, and youth crime related Operation Victor Unison
activities.

In 2022-23 financial year $16.5M of overtime was attributed solely to wide
load escort duties performed by police officers during that period. Notably,
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this overtime is funded by private revenue and not by Queensland
Government. None of this additional effort will appear in ordinary rostering.
Overtime is a vital lever available to the service which has traditionally
enabled the organisation to create agility in a system which regularly
experiences unanticipated demand requiring surge response above and
beyond rostering resourcing. Having said that, our more recent reality is less
about surges and more about constant high and increasing demand.

Conclusion

I am proud of the way that QPS is ably balancing multiple competing
imperatives in an extremely challenging environment. We must balance our
extensive reform program which involves significant effort and resourcing
across the organisation with identifying and taking the steps required to re-
build critical internal capability, all while being responsive to increasing
demands on our services.

I 'would like to conclude by acknowledging the police officers and staff who
continue to go above and beyond to meet that demand and keep our
communities safe.

Yours sincerely

KATARINA CARROLL APM
COMMISSIONER
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Responses to recommendations

® Queensland
® @ Audit Office

Better public services

Queensland Police Service

Deploying Police Resources

Response to recommendations provided by QPS on 21 November 2023

Additional comments

Recommendation Agree/ Timeframe for
Disagree implementation
{Quarter and
financial year)
We recommend that the Queensland Police Agree Q2 2024
Service: Build/recruit
1. Develops a robust model for forecasting requisite
demand across the services that: capability (in
e Builds evidence-based understanding of addition to
demand across the QPS regions, existing internal
commands and specialist operations, capability)

including officer time spent on proactive
policing and non-frontline administrative

Q4 2024
work
e uses factors and issues that are driving Prograim of
. . works
demand, such as demographics, socio-
; R developed to be
economic elements, trends in offence N
driven by

types and rates, and lessons learnt
from major events to inform models that
predict demand

multidisciplinary
team; part of this
will be exploring

e factors in other demand related use of Al in
requirements that may not be understanding
supported by data, such as meeting demand.

community expectations.

Q4 2025

Full
implementation
of

Demand model

Delivery will be through
blended disciplines: service
demand modelling;
workforce modelling;
financial modelling; and —
where possible but yet to be
determined - technology
enablers.

There are many unknowns in
approach — these will need
to be worked through in
project design.
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Recommendation Agree/ Timeframe for Additional comments
Disagree implementation
{Quarter and
financial year)
2. improves strategic workforce planning Agree Q2 2024 *This work is already
including: Establish a identified and scheduled as

part of the QPS Budget

dedicated Modernisation Program

Workforce
Strategy
function and
capability

e establishing a workforce growth target Q42025

using evidence-based analysis of future This is

demand for service contingent on
implementation

e assessing the workforce skills needed :
[

to meet current and future demand,
identifying any gaps Demand model
(see above)

e reviewing tasks that need to be done by Q4 2025*
police officers and those that can be
done by staff members

. pel.'lodlcally rewewm.g the mandatory Q12025
retirement age requirements

e optimising the mix of police officers,
and staff members, protective security Q4 2025~
officers, police liaison officers, and
retiring police officers who wish to
continue working

Q12024 — New

e assessing how current and emerging Chief Digital
technology can improve service Offier
delivery and workforce demand

e identifying future needs and planning
for equipment and fit-for-purpose Q42025
building infrastructure.

3. improves its response to demand for Agree
service by:
e reviewing its service delivery model to Q4 2024

identify and address challenges and
improves its ability to meet demand
e reviewing how it handles calls from
sources other than 000 to identify any Q4 2024
process improvements that will reduce
the dispatch time for Code 1 and 2 calls
e regularly educating the public on the
appropriate use of 000 and Policelink in
reporting incidents

Q22024

e using performance information to gain
insights into service delivery and Q2 2024
support informed decision-making.
This includes:
- evaluating and assessing the
reasons why police do not attend
some Code 1 to 3 calls
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Recommendation Agree/ Timeframe for Additional comments
Disagree implementation
{Quarter and

financial year)

- determining why some regions are
not meeting targets for Code 1 and
2 (urgent) calls and deciding
whether to establish regional
targets

4. improves the usefulness and transparency Agree Q2 2024
of its public performance reporting on
responding to calls for service by:

e reviewing its internal controls over
publicly reported performance
information

e reporting its performance on
responding to Code 1 and 2 calls from
all sources, not just 000 calls

e clearly explaining which type of calls for
services are included and not included
in its performance reporting for Codes 1
and 2 in its Service Delivery Statements

5. continues to develop consistent rostering Agree Continuation of
practices to improve how it deploys an iterative
available resources across the state. This process:
should include: scheduled to be

e improve its rostering processes to align complete as at
resources with demand June 2026

e improving its rostering processes to
align resources with demand

e rostering and resourcing at the patrol
group level (cluster of stations) rather
than at the individual station level to
enable more flexible deployment of staff
and resources

e ensuring the availability of officers
allocated to patrol groups and stations
is enough to meet demand after
considering time for leave and training

e analysing patterns of overtime to inform
workforce planning

e ensuring all staff responsible for
rostering are adequately trained in
using the rostering system.




Deploying police resources (Report 4: 2023-24)

Audit scope and methods

Performance engagement

This audit was performed in accordance with the Auditor-General Auditing Standards and the Standard
on Assurance Engagements ASAE 3500 Performance Engagements, issued by the Auditing and
Assurance Standards Board. This standard establishes mandatory requirements and provides
explanatory guidance for undertaking and reporting on performance engagements.

The conclusions in our report provide reasonable assurance that we have achieved the objectives of our
audit. Our objectives and criteria are set out below.

Audit objective and criteria

The entity subject to this audit was the Queensland Police Service (QPS).

The objective of the audit was to examine how effectively and efficiently the Queensland Police Service
meets demand for its services and how effectively it manages those demands.

Sub-objective 1: Does QPS effectively and efficiently meet the demand for its services?

Criteria

1.1 Does it effectively and efficiently deploy its workforce?

1.2 Does it have sufficient and adequate resources?

1.3 Is its operational planning effective?

Sub-objective 2: Is QPS effective in identifying and managing new, changed, or emerging demands
for its services?

Criteria

2.1 Does it effectively identify demands for its services?

2.2 Does it effectively manage demands for its services?

Scope exclusions and limitations

This audit did not:

¢ deeply analyse how QPS was addressing recommendations from recent reviews and enquiries or
what impact they might be having on current and future demand, as this work was in progress

¢ review the framework for prioritising calls or how QPS assesses a call and assigns it to the relevant
priority

e examine how QPS manages its protective security officers, as they were a new business unit and
operate separately from the overall organisation.
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Method

Field interviews and site visits

We conducted interviews with staff and stakeholders from across the Queensland Police Service. This
included:

e site visits to 4 districts including 5 stations and 1 highway patrol as follows:

— Townsville district head quarters, including Mundingburra and Stuart station, Palm Island, and
Townsville Highway Patrol

— Logan district head quarters, including Logan Central station

— Ipswich district head quarters, including Springfield station

— Gold Coast district head quarters
¢ site visits with the Research and Data Analytics unit and the Organisational Capability Command
e meetings with the

— Cairns district head quarters

— Human Resource Policy and Performance divisions

— Financial and Cyber Crime Group

— Crime and Intelligence Command

— Internal Audit

— Mobile Capability Centre

— Financial Resource Services.

Document review

We reviewed relevant legislation, organisation reviews and evaluations, strategic plans, budget
submissions, performance reports and indicators, guidelines, and correspondence.

We assessed previous and recent reviews and considered their recommendations and findings. We did
not perform an independent assessment to validate the status of these recommendations.

Data analysis

We analysed data from QPS covering the period from 2018-19 to 2022-23. This included:
e calls for service and demand model data

e policing system data

e rostering, human resources, payroll, and finance systems data.

We mainly interrogated QPS dashboards rather than extracts directly from source systems. We
progressively validated our data methods and data analysis outputs with QPS.

Subject matter experts

We engaged and sought advice from an ex-police officer now working for Griffith University. This person
understood the complexities of current and future demand on policing; challenges in managing and
deploying police resources; the optimal mix between sworn and staff members; and technological
advances.
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Map of Queensland police regions

Far Northern
region

Northern region

Central region

Brisbane region

Southern region

Source: Queensland Audit Office from data provided by the Queensland Police Service.
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D.

Jurisdictions’ response targets and
performance for calls for service

Figure C1 shows performance for 2021-22 for the jurisdictions that report against response targets.

Figure C1

Response targets for jurisdictions and reported performance for 2021-22

Jurisdiction

Response targets

Actual performance publicly
reported for 2021-22

Queensland

Respond to 85 per cent of Priority
(Code) 1 & 2 incidents by attendance
within 12 minutes.

85.3 per cent

New South Wales

Respond to urgent response calls
within 12 minutes.

75.0 per cent

Western Australia

Respond to 80 per cent of Priority 1 & 2
incidents within 12 minutes in the Perth
metropolitan area.

Respond to 80 per cent of Priority 3
incidents within 60 minutes in the Perth
metropolitan area.

80.8 per cent

83.1 per cent

Australian Capital
Territory

Respond to 80 per cent of Priority 1
incidents within 10 minutes.
Respond to 80 per cent of Priority 2
incidents within 20 minutes.
Respond to 90 per cent of Priority 3
incidents within 48 hours.

76.6 per cent

70.6 per cent

94 per cent

South Australia

Respond to 80 per cent of Priority 1
incidents within 15 minutes.

94.8 per cent

Notes:

QPS’s reported performance outcome is for 000 calls for service data only. As noted in Chapter 5 of this report, our analysis
found the actual figure was 78.2 per cent.

We have not tested the accuracy and completeness of performance outcomes reported by other jurisdictions.

Source: Australian Government Productivity Commission — Report on Government Services 2023.
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