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Abstract Since the 1990s the New Zealand Police have introduced three extensive
change management programs to improve the efficiency and effectiveness of their core
services; Policing 2000, Policing Excellence and Prevention First. Each program has
been fundamentally different, with the more modern programs influencing the way that
New Zealand Police deliver services. Policing 2000 evolved from implementation of
the first strategic plan, while Policing Excellence and Prevention First were introduced
in response to the 2007 fiscal crisis. The programs are compared to identify the
differences, and whether these later programs can increase service delivery efficiency
and effectiveness.
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Introduction

In response to the changing environment, police agencies in recent years have adopted
a number of different approaches to deliver their core services. The most common
approaches adopted have been Community Oriented Policing, Problem Oriented
Policing (Thurman and Zhao 2004) and Intelligence-led Policing. However, these
approaches have not made any fundamental change to the way that police agencies
carry out their business to the extent that, for example, Compstat (see Willis et al. 2007)
or the United Kingdom National Intelligence Model have.

Radical changes in the New Zealand economy placed pressure on the New Zealand
Police (NZP) to develop and implement three extensive change management programs.
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The first change management program called Policing 2000, commenced in 1996. This
was an integrated business transformational program which comprised of ten major
projects that were to be implemented in several phases over the following 4 years
(Doone 1996). The second program, introduced in 2008, was called Policing
Excellence and comprised of 12 change management workstreams (New Zealand
Police 2011a). The third program was introduced in 2011 and subsequently encapsu-
lated the Policing Excellence program, was called Prevention First (New Zealand
2011c).

This paper will use Mintzberg’s (1978) strategic analysis framework to discuss and
compare the extensive changes that the NZP have made since the late 1980s to increase
their service delivery efficiency and effectiveness. The discussion will focus principally
upon the NZP’s initial change management program, Policing 2000, within the context
of the changes within the New Zealand government sector and the organisational
changes instituted later by the NZP. Organisational changes that were implemented in
the 1990s will be compared with the post-2010 changes and whether the later changes
provided a structure that increased the efficiency and effectiveness of the NZP’s service
delivery will be discussed. The comparison between the two major periods of change
will highlight the strengths and weaknesses of each change program, as both are radical
and may be viewed as being instrumental in changing the way that NZP deliver their
services. While it is not the purpose of this paper to use a statistical approach to
measure the success of the three programs nor to suggest a generic detailed
organisational change management program, the paper will highlight and discuss a
number of key issues in the design, development and implementation of the three
change management programs.

Framework for Analysing NZP Change Management Programs

Every organization must adapt and maintain a relationship with its environment in
order to survive and advance (Snow and Hambrick 1980). To adapt and maintain a
relationship with the environment, organizations must design and implement appropri-
ate political and operational strategies. The development of strategy should be a regular
part of organizational management and should include systematically scanning the
environment, assessing the organization’s capacity and needs, and adapting the orga-
nization’s actions in light of changing goals (Cohen and Eimicke 2012). It must be
acknowledged when designing and implementing suitable organizational strategies that
not all strategies are deliberate plans that have been developed in advance of a
managerial decision (Mintzberg 1978). It must also be appreciated that there is a
distinction between strategy formulation and strategy implementation (Snow and
Hambrick 1980), and that strategies can take many different types or forms.

Making a distinction between strategy formulation and implementation is advanta-
geous as the design aspects of strategy formulation can be identified as a separate and
distinct phase from the execution-focused, strategy implementation. Snow and
Hambrick (1980) maintain that the Bformulation/implementation dichotomy is useful
conceptually,… it implies that strategy is developed consciously and purposefully^ (p.
527). While Mintzberg (1978) claims that strategy can be viewed as a set of Bconsistent
behaviours^ by an organization within an environment, and that a strategy may also be
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considered to be the organisation’s response to the changing environment. However,
organizational strategies can emerge unintentionally.

Strategies, whether intentional or unintentional are called Emerging Strategies
(Mintzberg 1978). Emerging Strategies may be viewed as a pattern of sequential
decisions in the strategy development process and in the actions of an organization.
Snow and Hambrick (1980) note that these strategic decisions will typically be directed
at maintaining an organization’s relationship or Balignment with its environment and
managing its major internal interdependencies^ (p. 528).

The second point that Snow and Hambrick (1980) make is, that distinguishing
between strategy formulation and implementation, and intentional and unintentional
strategies enables organizations to make decisions based on their organizational goals
and to allocate the resources necessary to achieve their goals. Mintzberg (1978) claims
that strategy formulation follows the important pattern of management mediating
between the two forces of Ba dynamic environment and bureaucratic momentum^ (p.
934). An organization looks for methods to maintain a relationship or mediate with the
environment and to manage the Bdistinct change-continuity cycles^ within the envi-
ronment (Mintzberg 1978, p. 934).

Strategic options are not made in a vacuum, but reflect the dominant social,
economic and political paradigms of the time (Cohen and Eimicke 2012). The possi-
bility that patterns or cycles form within the formulation and implementation of
strategies suggests that strategies may not Bchange in [a] continuous incremental
fashion^, but could change Bin spurts, each followed by a period of continuity^
(Mintzberg 1978, p. 941). People in organizations do not respond to incidents contin-
uously but react in discreet steps to events that are large enough in size for them to
understand (Mintzberg 1978). As a result of the continual changes in an environment,
organizations form and implement strategies in continuous cycles.

The complex relationship between formation and implementation and between
intentional and unintentional strategy can examined by establishing phases of an
intended strategy. This relationship is presented in Fig. 1. As illustrated in the Figure,
there are two types of strategies: intended and realized. An intended strategy becomes a
realised strategy upon implementation and maybe called a deliberate strategy
(Mintzberg 1978). However, during the implementation of an intended strategy, the
strategy may become unrealised due to a number of factors, but at the realised stage,
further strategies can also emerge from unforeseen opportunities. Furthermore, strate-
gies can change their form during realization and can become Bformalized as
deliberate^, leading them to become identified as intended strategies (Mintzberg
1978, p. 946). This implies that strategies may have an incubation period during their
formation as an emergent strategy.

The major problem with undertaking an analysis of the strategies that an orga-
nization has developed is that strategy is usually viewed as being purposely
developed and in advance of the decision that is made (Mintzberg 1978).
Problems may also arise when attempting to identify as to whether an organization
has developed a strategy or whether the organization is responding to a particular
change in the environment, or if it is responding in a familiar way and whether the
response is Ba continuation of, not a change in, strategy^ (Snow and Hambrick
1980, p. 528). Whether a strategy is an intended strategy appears to be based on
what has worked previously (Mintzberg 1978).
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New Zealand Public Sector Reforms (1984 – 1990)

From 1984, New Zealand implemented a radical series of economic and labour market
reforms designed to eliminate government debt and to create an internationally com-
petitive economic environment. The government reforms were the most thorough in
New Zealand’s history, and the changes ranked amongst the most radical and compre-
hensive undertaken anywhere in the world (Boston et al. 1991; Boston et al. 1999). The
scope and the scale of these changes was significant, involving commercialization,
corporatization, privatization, the restructuring of numerous government departments,
the introduction of a new form of public financial management, and major changes to
industrial relations (Boston et al. 1991, 1999). It was also intended that the reforms
would provide a more responsive public service (Gorringe 2001).

There was pressure from the public for the NZP to become more accountable for the
use of public funds and to deliver better and more focused services. The NZP also faced
additional pressure from the political emphasis placed on the public sector to do more
with less (Gorringe 2001) and the new emphasis placed on government programs to be
effective (Salamon 2000). This created the backdrop for three NZP change manage-
ment projects: Policing 2000, Policing Excellence and Prevention First. In each of these
program, the structures, budgets and service delivery processes of the organization were
examined and it was intended that the implementation of these programs would
improve the service delivery of the NZP while reducing operational costs.

The Initial Response by the New Zealand Police to the Changed
Environment of Late 1980s

The NZP are a national police service and are responsible for a full range of law
enforcement services and investigations from minor criminal offending and traffic
enforcement, to major and organised crimes. In 2014, the organization comprised of

Intended
Strategy

Deliberate
Strategy

Realized
Strategy

Unrealized
Strategy

Emergent
Strategy

STRATEGY

(Adapted from Mintzberg, 1978, p. 945)
Fig. 1 Types or forms of strategy
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approximately 9,063 sworn officers and 2,969 civilian employees and was structured to
include a National Headquarters and 12 Districts (New Zealand 2014). The 12 Districts
are made up of 37 policing Areas, which encompass more than 380 police stations
(New Zealand 2014). Table 1 presents the number of New Zealand Police officers and
non-sworn staff, and the number officers per 100,000 population from 1996 to 2014.

In the late 1980s, a Community Oriented and Problem Solving strategy of policing,
and a decentralised management and delegation of operational responsibilities to the
Area level was implemented by the NZP, which was entitled Project Blueprint. 1

However, metropolitan policing remained centralised and a full implementation of
Community Oriented Policing and Problem Solving remained some distance away.
Despite the slow implementation of community policing, by 1996, 15 % of NZP
resources were devoted to crime prevention and non-crime community problem solving
initiatives (Doone 1996).

In 1992, NZP developed a comprehensive Strategic Plan. This plan was set in the
context of the ongoing public sector reform, and was developed in response to rising
crime trends and a desire to improve the service delivery effectiveness of the NZP. The
plan was based on a private sector strategic planning model and defined the NZP’s
mission, values, strategic goals, strategies, critical success factors and a series of
implementation programs. The overall vision was the achievement of Safer
Communities Together through the implementation of a series of 22 strategies and a
Community Oriented Policing model (New Zealand 1992). The plan was linked to both
the Government’s 10 year social and economic strategy, and the NZP’s Annual
Business Plan (New Zealand 1993). The business plan provided the basis for output
negotiation and the Government Appropriation of funds.

The Strategic Plan included a sophisticated business change model which was to
transform the way policing was undertaken in New Zealand and was designed to be
implemented over the following 4 years. The model of change that the organization
selected was an integrated business process re-engineering and change management
model with a heavy emphasis on people skills, business redesign, technology, and
performance measurement. The NZP expected significant improvements in perfor-
mance with additional resources from within the organization being made available
for frontline policing, and in particular, for crime prevention, community and other
problem solving policing initiatives (New Zealand 1992).

One of the key policing strategies documented in the Strategic Plan was to dramat-
ically improve the business and information system infrastructure of the NZP. By world
standards, the NZP had reasonably reliable and robust financial and criminal informa-
tion systems. These were, however, neither comprehensive nor sophisticated enough to
meet the challenges posed by the Government, the NZP or the community leading into
the 21st century (Small 2000). To support frontline policing and to upgrade techno-
logical systems, the organisation, in 1994, obtained the Government’s approval to
invest $200 million in capital and operating expenditure to develop an Integrated
National Crime Information System (INCIS) over the following 8 years (New

1 Project Blueprint comprised of establishing a number of Community Police Centres (CPC) or small police
stations. The organization and staffing of each was replicated across the country. By the late 2000s, the
majority of CPCs had either closed or had been down-graded to patrol bases. As a result, the NZP has only
implemented a limited version of Community Policing into its policing approach.
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Zealand 1993). This was a major undertaking and the NZP approached the challenge as
a business transformation program using project management, business tools and
change management techniques.

The initial results of the Strategic Plan were successful in a traditional sense, with a
reduction in reported crime, a reduced road toll and an increase in the clearance of a
number of different types of crimes (New Zealand Police 1994). The level of reported
crime, the number of crimes resolved, the percentage resolved and the number of road
fatalities from 1990 to 2013 are presented in Table 2. However, during the develop-
ment of the Strategic Plan and the implementation of new systems to support the
wider Government reforms, several problems emerged when attempting to apply
the model to some aspects of policing and the broader criminal justice field. These
problems were:

1. the absence of an unambiguous research base upon which to make choices and to
develop strategies;

2. deficiencies in information systems which did not provide sufficient quantity,
quality or consistency of data to support strategic analysis;

3. inadequate research and evaluation infrastructure to identify and evaluate new or
alternate initiatives;

Table 1 Number of New Zealand police officers and non-sworn staff members and officers per 100000
population 1996 to 2014

Year Number of Sworn
Officersa

Number of Non-Sworn
Staffa

Ratio of Officers per
100000 Population

1996 6914 1830 185.17

1997 6876 1840 181.78

1998 6973 2133 182.78

1999 7061 1717 184.01

2000 7081 1815 183.44

2001 7045 1804 181.26

2002 7165 2017 181.34

2003 7257 2176 180.18

2004 7328 2288 179.23

2005 7385 2346 178.55

2006 7577 2564 181.04

2007 8113 2771 191.97

2008 8453 2960 198.33

2009 8776 3105 203.86

2010 8789 3099 201.91

2011 8856 3128 201.90

2012 8940 3039 202.69

2013 8783 2891 197.52

2014 9063 2969 202.30

*Source: New Zealand Police Annual Reports 1996 to 2014
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4. the impact of politics on the process of strategic development and implementation;
and

5. the limitations inherent in attempting to quantify social costs and benefits in
economic terms and to establish clear causal links (Doone 1996).

In regard to point Number 5 above; the problem was not related to cost per se. Under
accrual accounting and economic costing methodologies, cost may be established to a
reasonably accurate degree. However, the problems that the NZP faced was in calcu-
lating the benefits to be gained and establishing clear links to the outputs which produce
social benefits (Doone 1996).

As well as the problems encountered in implementing the plan, the environment was
changing rapidly and extra reporting requirements had been imposed by the
Government on government agencies. Significant changes had occurred in the envi-
ronment since the plan was developed, such as major changes in technology, resource

Table 2 Level of reported crime, number resolved, percentage resolved, number of road fatalities and
fatalities per 100,000 population from 1990 to 2013

Year Reported
Crime

Crime
Resolved

Percentage of
Crime Resolved

Number of
Road Fatalities

Number of Fatalities
per 100,000 Population

1990 405,867 161,256 39.73 729 21.4

1991 449,462 163,416 36.36 650 18.8

1992 461,523 169,873 36.83 646 18.5

1993 458,830 167,546 36.52 600 17.0

1994 447,525 171,453 38.31 580 16.2

1995 465,052 170,649 36.69 582 16.0

1996 477,596 175,751 36.80 514 13.8

1997 473,547 176,299 37.23 539 14.3

1998 461,677 175,176 37.94 501 13.2

1999 438,074 170,299 38.87 509 13.4

2000 427,230 177,034 41.44 462 21.1

2001 426,526 179,007 41.97 455 11.8

2002 440,129 184,465 41.91 405 10.3

2003 442,489 192,540 43.51 461 11.5

2004 406,363 181,344 44.63 435 10.7

2005 407,496 176,362 43.28 405 9.9

2006 424,137 185,227 43.67 393 9.5

2007 426,384 194,768 45.68 421 10.0

2008 431,383 201,419 46.69 366 8.6

2009 451,405 215,618 47.77 384 8.9

2010 426,345 202,545 47.51 375 8.6

2011 406,056 190,820 46.99 284 6.4

2012 376,013 178,853 47.03 308 6.9

2013 360,411 158,042 43.85 253 5.7

Source: New Zealand Police Annual Reports 1990 to 2013
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constraints coupled with increasing demands from the Government and the public for
better performance and greater accountability. There was also a growing appreciation of
the importance of working in partnership with the community, NGOs and other
government agencies, and a recognition that the NZP were only part of the broader
public safety solution (New Zealand Police 1996a).

As a consequence of the problems and the changing environment, in 1994, the NZP
realised that the Strategic Plan needed to be re-focused and updated. During the
development of a new Strategic Plan, NZP identified the need for a fundamental, but
more comprehensive and targeted change management program. The result was
Policing 2000, an integrated business transformational program which covered ten
major projects that were to be implemented in several phases over the following 4 years
(New Zealand Police 1996a). The program was to provide the framework for frontline
staff to deliver better, more effective services to and with the community. The strategies
it encompassed used technology to reduce paperwork and administration, return staff
resources to the street, adopt a strong customer focus for policing, and develop people
skills and expertise to enable NZP to improve their performance (New Zealand Police
1996b). The ten projects are presented in Table 3.

The ten strategies were developed from extensive consultation with customers, staff
and the strategic partners of the organisation. The program was led by an executive
member of NZP, with a full time resource of approximately 100 staff and a part time
resource of approximately 50 operational staff who provided frontline input into both
strategic development and the design of new systems (Small 2000).

The Creation of Policing 2000

As a result of the rapidly changing social and economic conditions, concern about
increasing crime, and the expectations of the government reforms of the mid-1980s, the
NZP realised in early 1994 that there was a need to reassess their role, their
organisational processes and their structures. The aim of the reassessment was to have
the NZP deliver the best possible community oriented policing service to meet gov-
ernment and community expectations (New Zealand Police 1996a).

The program covering the reassessment of the NZP strategic direction was called
‘Policing 2000’. This program replaced the 1992 Strategic Plan and provided a

Table 3 The 10 policing 2000 projects

1. Structures and resources
2. Information and technology
3. People
4. Culture and values
5. Business processes
6. Partnerships
7. Customers
8. Services
9. Performance measurement
10. Change management and communications

Source: Adapted from Small (2000)
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framework for performance improvement and change. A key feature of Policing 2000
was the business process re-engineering (BPR) application to policing. BPR adopted a
customer centric perspective and concentrated on redesigning work processes. It was
envisaged that the approach would dramatically alter the way policing was undertaken
and would provide an environment for optimising the use of resources and for ‘doing
more with less’ (Doone 1996). The re-engineering process spanned the entire organi-
zation and the strategy of doing more with less extended across all NZP operational and
administrative functions (Small 2000).

Investment in Technology

To support the implementation of the Policing 2000 strategies, NZP made a substantial
investment in technology. The primary purpose of the investment was to support the
business of policing and to provide critical management and crime information. The
most extensive technological project was the design and implementation of Integrated
National Crime Intelligence System (INCIS), which was developed to support frontline
policing and produce substantial gains in individual and organisational productivity.

A Profound Change in Culture

It was envisaged that the implementation of Policing 2000 would result not just in a major
change in organisational processes, but would result in a profound change in the NZP
culture that would cut across all dimensions of NZP activity (New Zealand Police 1996b).

It was proposed that the culture of the new policing environment would be based on:

1. the empowerment of individuals;
2. decentralisation of decision making;
3. open, honest two-way communication;
4. bottom up innovation;
5. genuine teamwork; and
6. an absolute commitment to customer focus (New Zealand Police 1996a).

However, Policing 2000 was not fully implemented. On 6 April 1998, the Minister
of Police announced a review of the administrative and management structures of NZP
in response to the overspending of the INCIS implementation budget, and that Policing
2000 was not meeting its original timelines and milestones (Report of Independent
Reviewer 1998), and, as a result, would not be able to deliver the estimated efficiency
gains.

The Post 2000 New Zealand Police Organisational Change Programs

Policing Excellence

In early 2008, a newly elected Government, in response to the 2007 international fiscal
crisis, imposed a review of the NZP with the view of reducing organisational costs. To
diminish costs, the NZP commenced the development of the Policing Excellence
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program, which was a major change program comprising of 12 workstreams or
initiatives, owned and driven by individual District Commanders. The workstreams
were designed to enable NZP to Bbecome more effective and more focused on
prevention^, and to be better placed to deal with changing demands (New Zealand
Police 2011a). The program’s 12 worksteams are presented and defined in Table 4
below.

The workstreams, were intended to increase service delivery effectiveness, free-up
resources and increase the use of technology which would enable NZP to spend more
time on serving their communities. The aim of the Program was to facilitate the transfer
of officer time from administration and compliance paperwork to working more with
the public and victims, and prevent problems from escalating (New Zealand Police
2011a).

It was also intended that the implementation of the workstreams would provide
benefits across a number of other justice sector agencies. It was proposed that the
project would Bdeliver better outcomes for victims, reassure communities and
help stem the flow of cases into the criminal justice pipeline, and provide better
and more consistent services throughout the country^ (New Zealand Police
2011a, p. 10).

The Program provided a comprehensive framework to enable a new New Zealand
Policing Model to be implemented. The model positioned prevention at the front of the
business of policing, and placed victims and witnesses at the centre of the NZP
response to an incident or event. The Model is supported by the strategies of continuous

Table 4 The 12 policing excellence programme workstreams

Workstream Workstream Definition

Police Model A framework for redeploying the encapsulated Programmes benefits to
crime prevention.

Case Management Aims to achieve efficiencies in the methods Police use to manage reports
of crime.

Alternative Resolutions Develops alternative sanctions for low-level offending.

Deployment Model (Rostering
to Reduce Demand)

Increases the number of Police available for deployment at key times.

Crime Reporting Line Establishes a national reporting channel for non-emergency crime.

Cost Recovery Examines whether specific costs can be recovered for non-core Police
services.

Performance Management Provides a framework to monitor and track the performance of the
Prevention First operating strategy and priorities.

Continuous Improvement Finding, sharing and acting on more efficient and effective ways of doing
Police work.

Victim Focus Preventing repeat victimisation and ensuring crime victims receive a better
service from Police staff.

Mobility Improves the technology available to frontline Police, ensuring staff safety.

Support Services to the Frontline Examines how the Police is utilizing its entire complement of staff.

Policing Act Opportunities Examining how support services are provided across the organisation.

Source: Adapted from New Zealand Police, 2013
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improvement in external relationships, excellence in leadership and the development of
staff (New Zealand 2011c).

The majority of Policing Excellence workstreams were implemented during
2012/13, and were expected to start delivering benefits from 1 July 2013 (New
Zealand Police 2011a). As the Policing Excellence program overlapped the introduc-
tion of the Prevention First program, elements of Policing Excellence were incorporat-
ed into the Prevention First program. It was also anticipated that the benefits from the
Policing Excellence program would be reinvested into prevention policing to drive the
implementation of the Prevention First Operating Strategy and the New Zealand
Policing Model (New Zealand 2011c). It was envisaged that an emphasis would be
placed on reducing the number of ‘repeats’ (victims, offenders and locations) (New
Zealand 2011c).

Prevention First

The Prevention First strategy was initiated shortly after the appointment of a new
Commissioner of Police in April 2011. Prevention First was designed to be the
operating strategy for the NZP and to place prevention and people at the forefront of
the organization (New Zealand 2011b). The strategy was implemented to operationalise
policing actions and enable the NZP to deploy resources to manage calls for service,
understand and respond to the drivers of crime, and to foster a change in mind-set that
puts prevention and the needs of victims at the forefront of policing. The strategy was
designed to ensure that prevention was the responsibility of every NZP employee (New
Zealand 2011c). Prevention First was premised on ensuring that all NZP employees
understood their role and was to establish a link between operational information and
an intelligence-driven resource management and deployment model and the five drivers
of crime2 (New Zealand 2013). It was believed that the drivers of crime did not act in
isolation, but intersected, overlapped and impacted upon one another (New Zealand
2013). The strategy included three tasks for NZP employees, which were:

& be aware of and leverage off community services and networks to protect vulner-
able people, particularly repeat offenders;

& act with urgency against prolific offenders; and
& develop innovative and sustainable, practical solutions using problem solving

approaches to manage crime hotspots and priority locations (New Zealand 2011c).

At the same time that the NZP were developing the Prevention First strategy, the
Government, in mid-2011, was implementing new performance outcomes for the justice
sector, of which all justice agencies were to work jointly towards achieving (Ministry of
Justice 2012). The major targets which were set by the Government for the NZP to
achieve by June 2017 (as measured against 2008/09 rates) were the reduction of the:

& crime rate by 15 %;
& youth crime rate by 5 %;

2 The five drivers of crime where identified as: Alcohol, families, organised crime and drugs, road policing,
and youth.
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& violent crime rate by 20 %; and
& rate of re-offending by 25 % (Ministry of Justice 2012, p. 1).

To support the justice sector performance targets, NZP determined that they would
achieve a:

& 4 % increase in prevention outputs (by 2014/15);
& 13 % fewer recorded crimes; and
& 19 % fewer non-traffic apprehensions resolved by prosecutions (by 2014/15) (New

Zealand 2011c).

A pivotal element which enabled the Prevention First strategy to succeed was the
Deployment Model3 (New Zealand 2011b). The Model was designed to deploy staff to
manage calls for service, and comprised of four major components: Critical Command
Information, Tasking and Coordination, Workforce Management and Operational
Delivery (or Execution). Critical Command Information described the information that
decision makers should consider before making decisions about the deployment of
resources, and Tasking and Coordination is the process by which the Critical Command
Information4 prioritises operational activity (New Zealand 2011d). The management of
human resources was analysed to determine effective management and to ensure that
crime reduction targets were achieved. The crime reduction targets were included in the
Workforce Management component. The major components of the Deployment Model
and the linkages between its four major components are presented in Fig. 2 (2011c, p. 4).

The Deployment Model was founded on three principles: well-informed and well-
directed tasking of resources, a better understanding of demand and organisational
capabilities, and a clear focus on achieving the right results (New Zealand 2011d). The
purpose of the Model was to enable decision makers to deploy resources in a consistent
approach across the organization which would focus these resources on the local crime
and crash environment (New Zealand 2011d).

By early to mid-2012, it became apparent to the Police Executive that the NZP
needed to better understand how their resources should be redirected, how the resources
should be tasked and what this actually meant on a day-to-day basis at the operational
and tactical levels of the organisation. As can be seen in Table 5, the operational
demands made on NZP had increased substantially, the NZP budget had increased from
$861 m to $1,461 m, an increase of approximately 73 % from 1999 to 2012, and calls
for service from the public had increased from 319,817 to 772,928, approximately
142 % during the same period. The NZP Executive needed to know how to move
existing resources from being utilised in a reactive manner to being used in a proactive
manner and how to achieve the 4 % increase in prevention outputs. To redirect
available resources to handle prevention tasks, NZP established District Coordination
Centres (DCC). The initial role of the DCCs was to use the information gained from
telephone calls made by the public to the three National Communication Centres to
identify crime trends and hotspots and direct attendance of ‘prevention resources’.

3 The Deployment Model has often been referred to as the BNew Zealand Police Model^.
4 Critical Command Information has five parts: intelligence products, demand for services, performance,
strategic priorities and actual strength (New Zealand Police, 2011b, p. 8).
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The title of the DCCs changed in mid-2013 to District Command Centres to reflect
the evolving role in the real time management and the dispatch of resources to attend
events and incidents. It had become clear to decision makers that the DCCs were
fundamental to the implementation of the Deployment Model and to the workstreams
within the Policing Excellence change management program, and that the DCCs were a
vital operational component of the Deployment Model. The Deployment Model was
vital as it ensured that NZP staff were deployed to the right place at the right time.

Discussion

The New Zealand Government reforms of the mid-1980s, in conjunction with the
rapidly changing social and economic conditions, the concern about increasing levels
of crime, and the increase in public expectations led the NZP to reassess their role, their
organisational processes and their structures. The aims of the Policing 2000 change
program were to ensure that the NZP had the capability and the organisational
processes to deliver the best possible Community Oriented Policing service to meet

Workforce Management

Critical Command Management

Tasking and 
coordination

Operational Delivery

Actual 
Strength

Performance

IntelligenceDemand

Strategic
Priorities

(Adapted from New Zealand Police, 2011b, 2011c, 2011d)
Fig. 2 New Zealand police prevention first deployment model
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both the Government and the communities’ expectations for the new millennium.
Owing to Policing 2000 not reaching the implementation stage, the aims of the later
organisational change management programs changed to include components of
Community Policing and became more philosophical in nature with the intention of
changing the behaviour and actions of officers and employees.

As Policing 2000 was not implemented, the NZP appeared to be reluctant to change
their approach to strategy development and sought a familiar solution to a new problem
which is consistent with Mintzberg’s (1978) theory of organizational strategy develop-
ment. Alterations to the aims of the change management programs eventuated as a
response to the changing direction of different governments (social or conservative),
the response of the government to the 2007 fiscal crisis and as a result of the NZP
learning more about their business and the effects of change as components of Policing
Excellence and Prevention First were implemented. It is uncertain as to the level of
understanding and knowledge held by NZP as to how the 12 Police Excellence
workstreams would increase the effectiveness of their service delivery, as no research
had been undertaken nor had a project design or a plan been documented. The
deficiency in evidence based research upon which to form strategy is a theme common
to all three change programs.

Langworthy (1986) claims that the reformation or the reorganization of police
agencies is Bboth controversial and mystical^ (p. 1) and asserts that from the estab-
lishment of the London Metropolitan Police in 1829 to the present there has been little
in the way of firm evidence to use when selecting one type of organizational reform
over another. Since Langworthy’s observations in 1986, there has been very little
research and no evidence-based research that has examined how police agencies design

Table 5 The total New Zealand police budget and the number of public calls for service from 1999 to 2013

Year NZP Budget (,000) Public Calls For Service

1999 861,673 319,817

2000 848,504 352,513

2001 898,793 368,144

2002 919,368 429,729

2003 966,980 472,234

2004 1,012,685 495,989

2005 1,059,443 533,487

2006 1,018,642 613,263

2007 1,131,342 660,278

2008 1,246,453 704,866

2009 1,369,441 675,708

2010 1,415,392 708,079

2011 1,469,075 721,106

2012 1,471,433 713,917

2013 1,481,158 714,397

2014 1,491,177 772,928

Source: New Zealand Police Annual Reports 1999 to 2014

542 G. den Heyer



and implement organisational reform programs to increase efficiency and effectiveness
(Maguire 2003; den Heyer 2009, 2013).

The absence of research in police reform places police managers in a no-win
situation. Police reformers are not able to base their reforms on any accepted theory
or best practice. They are also in the position of not being able to justify their change
management program or answer their critics. This means that Bpolice managers and
critics are perpetually entangled in a debate that has no objective solution^
(Langworthy 1986, p. 2).

While the NZP has been able to increase the efficiency and effectiveness of their
service delivery (based on the decreasing level of crime and increasing services within
their current funding), what has become clear over time is, that due to conflicting
demands, NZP cannot achieve all of the outcomes that the community and the
Government require of them. This has created a challenge for police managers to
balance their budgets and their resources, and suggests that output measurement alone
is not a simple answer to assess the achievement of the delivery of police services
(Moore and Stephens 1991; den Heyer 2009; Cohen and Eimicke 2012). It has also
created a situation where the strategy, structures, resources and costs have been
continually examined by the NZP to identify better methods and processes that may
have increased officer and organisational efficiencies and effectiveness. It was the
continual examination of organization processes that resulted in the development of
Policing 2000, Policing Excellence and Prevention First.

Policing 2000 versus Policing Excellence and Prevention First

Policing 2000 was a NZP initiated, NZP centric, customer focused comprehensive
change management program conceived to streamline management and administration,
and to transfer effort and resources to front line policing (Commissioner of Police 1998)
primarily at the Area level. The program was based on the principles of decentralisation
and Community Oriented Policing, and was led by a Deputy Commissioner. It was
designed to facilitate the operational strategies of firm and targeted enforcement,
increase crime prevention and working collectively with others to reduce crime, the
fear of crime and the road toll (Commissioner of Police 1998). The objectives of the
program was to ensure that the NZP was more efficient in the delivery of quality
policing services, more accountable for the delivery of those services and to be
supportive of the Government’s public safety objectives (Commissioner of Police
1998). This meant that the focus of the program was on efficiency and accountability,
not on the effectiveness of services, although it was expected that greater efficiency and
accountability would lead to the achievement of greater effectiveness in terms of public
safety outcomes (Commissioner of Police 1998).

The Policing 2000 program was not based on any research findings but was
designed to examine how organisational processes could be improved and to identify
potential areas that could become more efficient. Business process re-engineering
(BPR) was used to examine areas of potential improvement. The program was a
comprehensive and broad approach to analyse the processes used by the organisation,
and went from analysing the complete process of how an officer orders a replacement
pair of socks to how they are supplied, to analysing the process of a Traffic Offence
Notice from the point of issue to when it is finalised, either by payment or by
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prosecution. As a result of the size and multitude of the BPR task and to ensure that
BPR would identify the required outcomes, the NZP created a coordinating body
comprising of Policing 2000’s project leaders. However, because of the number of
BPR projects and the detail involved in the analysis of each project, the project
coordinating body became overwhelmed by the project management process. As a
result, project leaders and analysts concentrated on the project management reporting
requirements rather than on undertaking the actual BPR analysis, causing timelines to
be extended and milestones to be missed. This created problems across the Policing
2000 program and eventually led to its demise and Government intervention in 1998.

In comparison, Policing Excellence and Prevention First were designed to not
only accommodate cost pressures within a static budget, but to reduce operating
costs and to assist NZP with achieving the Government’s outcomes of reducing
youth and violent crime, total crime and the re-offending rate. In other words, the
programs were driven by the achievement of the identifiable performance measures
of reducing crime by 13 %, increasing prevention outputs by 4 % and decreasing
apprehensions by 19 %.

The two programs were more targeted than Policing 2000, in that they were to
address the five drivers of crime; alcohol, families, organised crime and drugs, road
policing and youth. Addressing the drivers of crime was to be achieved by concentrat-
ing on three drivers of change:

1. productivity – getting the most benefit from policing, with emphasis on prevention;
2. sustainability –maintaining cost-effective service delivery with available resources;

and
3. national consistency – embedding the same Police Model, practices and standards

in each District (New Zealand 2011c).

Owing to the linking of the combination of these programs across the wider justice
sector, the visibility of the performance measures and the focus on the practical drivers
of crime has made Policing Excellence and Prevention First easier for NZP staff
members to accept than they did of Policing 2000. The fact that the programs were
driven by the Commissioner and the Deputy Commissioner, together with the achieve-
ment of performance measures by November 2013 (New Zealand Police 2013) and the
approach of implementing components of the programs as their development was
completed, supported the perception by staff that the organization was capable of
making changes.

The three change management programs have a number of differences but they also
have similarities and support Mintzberg’s (1978) strategy development theory. Policing
2000 was about ‘doing more with less’, which was the mantra of the 1990s New Public
Management approach to government agencies and changing the culture of the orga-
nization to reflect honesty and a commitment to focusing on customers. In comparison,
Policing Excellence was introduced with the view that the organization would become
more effective and more focused on prevention. The program also placed an emphasis
on victims of crime and the public. A summary of the comparison of the three programs
is presented in Table 6 below.

It appears that the major difference between the programs is that the NZP learnt from
the mistakes made during the development of Policing 2000. This is not surprising,
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given that the Commissioner, who supported the initiation of Policing Excellence
in 2008, was one of the major architects of Policing 2000. A cautious approach
was taken with implementing Policing Excellence, the program did not focus as
much on changing processes to increase efficiency. While the NZP have taken a
familiar approach to change, both Policing Excellence and Prevention First can
also be identified as emerging strategies which is in line with Mintzberg’s (1978)
typology.

The softer approach when developing the later change programs was a major
strength as was the fact that the worksteams were implemented as they were
completed compared with the Policing 2000 approach of attempting to implement
ten projects concurrently. The second major strength of the later change programs
was that they worked in unison. Policing Excellence laid the groundwork and
provided the structure for the implementation of the Prevention First strategy.
This ensured a successful implementation of the more tactical Prevention First
strategy which enabled the NZP to achieve the four Government-specified outcome
performance measures.

The softer approach adopted by NZP to implement change in the organisation,
whether by planning or good fortune, supports Langworthy’s (1986), claims that
decisions about how policing is undertaken should not be made in a vacuum and
without simultaneously considering the effects on the rest of the functional structure.

Table 6 Programme components of policing 2000, policing excellence and prevention first

Programme Component Policing 2000 Policing Excellence
and Prevention First

Aim included increasing efficiency
and effectiveness

Yes Yes

Included a coordinated comprehensive
approach

Yes Yes

Included fundamental changes to
service delivery

No Yes

Police centric Police only involved in the
programme

Change programme was linked
to wider justice sector

Included budgetary savings Yes Yes

Made use of technology INCIS Mobility Project

Used recognised analytical processes Business Process Re-engineering
(BPR)

No

Based on research No No

Service delivery level Area District

Authority/management Decentralised Centralised

Underlying police theory Community Policing Problem Oriented Policing

Programme comprised of separate
projects/workstreams

Yes – 10 Yes – 12

Project level of design and development Centrally Centrally, but workstream
leadership delegated to
District Commanders

Source: Author
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Has the Service Delivery of the New Zealand Police Improved as a Result
of Policing 2000, Policing Excellence and Prevention First?

Policing 2000 was never implemented and as a result, it is impossible to identify as to
whether or not it had any effect on NZP’s service delivery. From an examination of
Table 2 and Fig. 3, it appears that the Policing Excellence and the Prevention First
programs have had an effect on the number of crimes reported, the resolution of crimes
and the number of road fatalities. Since the implementation of Policing Excellence and
Prevention First, the percentage of crimes resolved and the number of police officers
per 100,000 population has remained stable, but the number of road fatalities per
100,000 population has decreased by three fatalities per 100,000 population, the
number of calls for service from the public has increased by more than 9 % and the
public trust and confidence in NZP has remained constant at 78 % of participants
surveyed stating that they have full or substantial trust and confidence in NZP (Strategy
Limited 2009; 2014). Over the same time period, the New Zealand population has
increased approximately 5 % and the ration of police officers to 100,000 population has
remained static. These results indicated that the programs have had a positive impact on
the service delivery of NZP.

Conclusion

Devising a successful strategy for the NZP depends upon defining the appropriate
mission and goals and establishing robust external relationships in the operating and
political environment. This approach will enable NZP to develop strategy that should
be successful in achieving its objectives (Ketchen and Short, n.d.). Ultimately, however,
whether a strategy succeeds or not, depends on whether the organization can be coaxed
to perform as envisioned in the strategy.

Mintzberg’s theory of strategy development emphasizes that familiar change man-
agement tools are often used by organizations to develop strategy. The principal
instruments that members of the NZP executive used in the three change programs to
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influence the improvement of the overall performance of the organization were familiar
change management tools; streamlining administration, restructuring and reallocating
resources, all of which were supported by a technological platform. It is the last point,
technology, which may have been the saviour of the Policing Excellence and
Prevention First programs. Policing 2000 had been designed to be supported by an
extensive technological capability which was to provide an efficient working environ-
ment through the minimization of paperwork. However, the technology was unable to
deliver the Policing 2000 objectives and led to the NZP suffering substantial financial
difficulties resulting in the New Zealand Government taking court action against the
technology suppliers.

An analysis of the three change programs suggests that the later programs were an
improvement over the earlier program and that the changes in the environment and in
the organization of NZP gave rise to new opportunities and strategy. Policing
Excellence and Prevention First are both leading police change management programs
that have fundamentally changed the way that the NZP operates and delivers its
services. However, the later two programs have created semi-decentralised,
functionally-dominated organisational structures that focus the attention of the organi-
zation on the development of specialised functional capabilities, encouraging staff to
take a limited perspective on crime problems. Although the NZP has encouraged the
continuation of Community Policing through the establishment of Neighbourhood
Policing, and the targeting of locations and problems of high risk through an intelli-
gence model, the organization still evaluates itself largely in terms of crime related
indicators of success. All these factors are consistent with a strategy of professional
crime fighting rather than a community oriented police (Moore and Stephens 1991).

The implementation of both Policing Excellence and Prevention First have ensured
that the NZP is strategically placed to take advantage of the future environment and that
the organization is capable of developing and implementing extensive change manage-
ment programs that fundamentally affect how the organization delivers its services.
Only time will tell whether Prevention First is a realised strategy and is able to build on
its initial achievements and whether the altered service delivery structures and methods
are capable of delivering the organisational efficiencies sought by Government and the
public.
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